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ABSTRACT 

The purpose of this study was to develop a process for 

detecting information about the management of an institution from 

readily available data and comparing that information with an 

"ideal" organization. The objective was to determine how close 

to ideal effectiveness two selected institutions were, and to 

determine from the differences between them if any inferences 

could be drawn relative to the management training of their 

presidents . 

From the five basic management functions of planning, or

ganizing, staffing, directing and controlling, the first two were 

selected for the study. A descriptive scenario was drawn depict

ing an organization which exemplifies the ideal implementation 

of five selected principles of planning, and another which exem

plifies the ideal implementation of five selected principles of 

organizing. From the two scenarios, a content analysis instru

ment was developed containing categorical questions to be asked 

of the data. 

The data consisted of newspaper reports concerning two 

universities over a six-month period. One of the universities 

had a president possessing formal management training and the 

other had a president possessing more traditional academic 

training. 
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Assertion analysis was applied to the newspaper reports. 

The information obtained, which consisted of assertions about 

management, was categorized in the scoring instrument in either 

a positive or negative mode. The positive and negative scores of 

each institution were calculated on a percentage basis and were 

then compared with the planning and organizing scenarios, both 

collectively and individually, to determine degrees of congruence 

and incongruence with the scenarios. 

Inasmuch as one institution had a president formally 

trained in management and the other did not, the differences be

tween the two institutions' congruence with the scenarios were 

examined to determine if any inferences could be drawn relative 

to the administrative effectiveness of the two institutions, as 

perceived through the analytic process, and the training of their 

presidents. 

In addition, the analytic procedure itself was analyzed 

to determine its effectiveness in detecting information about 

management from readily available data, such as newspaper reports. 

The major findings were as follows: 

1. The procedure developed for the study demonstrated that 

it could detect and differentiate management information 

suitable for analysis from readily available sources . An 

average of 3.4 assertions about management were extracted 

from each newspaper report, and the spread of the scores 

between planning and organizing indicated that differen

tiation was taking place. 



The university with the president formally trained in 

management was more congruent with the scenarios collec

tively and individually. In addition, the university 

with the president with no formal management training ex

hibited more incongruence with the scenarios than the one 

with formal training. The percentage differences between 

the two institutions however was not large. The study 

did not produce conclusive evidence of a significant re

lationship between managerial effectiveness and formal 

management training at the presidential level. 

The usefulness of management principles in perceiving ad

ministrative performance was demonstrated by their use in 

establishing the foundation upon which the scenarios were 

predicated. The scoring instrument, which proved success

ful in its detection and differentiation role, was devel

oped from the scenarios which, in turn, were developed 

from selected management functions and principles . 

Throughout the analysis, management related information 

was extracted from the news reports. This information 

could be traced to functions and principles. 



CHAPTER 1 

INTRODUCTION 

The application of management principles and techniques 

to university administration is a phenomenon which has paralleled 

the growing importance of these institutions as power factors in 

our society. Many contend that management is not just common 

sense or even codified experience (Drucker 1974, p. xi) but a 

discipline which requires formal training for its optimal execu

tion. Consequently management training for administrators with 

the exception of the president is gradually becoming commonplace 

in universities. This study investigated the need for formal 

management training at the presidential level and the implica

tions of such training for effective institutional performance. 

There are several reasons why it is important to study 

the managerial role of university presidents. According to a 

study done by the New York State Regents Advisory Committee on 

Educational Leadership (1967, p. 18): 

First, colleges and universities are growing rapidly 
in number, size and function. This growth is a response 
to a clear recognition of the importance of higher edu
cation in our society as well as to an expanding popula
tion. Second, the growth of institutions of higher 
education—in number and size—is accompanied by new 
problems concerning curricula, academic freedom, inade
quate finances, questionable leadership, student protest, 

1 
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faculty recruitment, and the utilization of physical fa
cilities. Not only are institutions of higher learning 
being forced to expand, but their functions are being 
challenged, re-examined, and enlarged in ways which add 
to the complexity of the responsibilities of the office 
of the president. Third, the president, more than any . 
other single person is called upon to resolve inevita
ble conflicts or issues, such as local autonomy vs. 
government control, the demands on the faculty for high 
standards of research and scholarship vs. the need for 
effective teaching, and the demands of one subgroup of 
the faculty vs. those of another. A study of the role, 
the work, and the attitudes of presidents who are cur
rently facing these problems may provide guidance in 
planning for higher education in the future. 

The president is the chief operating executive of the in

stitution; consequently, the ultimate responsibility for the 

institution's performance devolves upon that office. The presi

dent, as chief executive officer, delegates tasks and authority 

to specialists and other administrators, but the responsibility 

for the results of their success or failure rests with the chief 

executive. It is that'individual who is held accountable by the 

governing board and other members of the university community, as 

well as the numerous publics served by the institution. 

Mindful of this responsibility, it is the president's job 

to establish and implement operating procedures for the adminis

tration of the institution in order that it may achieve its goals 

and objectives. The degree to which these goals and objectives 

are accomplished effectively is in large measure a reflection of 

the president's managerial ability. 
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Statement of the Problem 

The role of the university president has become more 

managerial in nature, suggesting that the effective execution of 

that role is contingent upon a degree of formal training in man

agement theory and techniques. The purpose of this study was to 

devise a process which could assist in illustrating the relation

ship between administrative effectiveness, as perceived through a 

content analysis instrument, and the formal managerial training 

of university presidents. Inherent in this process was the de

velopment of a methodology which could employ readily available 

data in institutional analysis. 

The following questions provided direction to the study: 

1. What role do management principles play in perceiving ad

ministrative performance? 

2. What management information can be developed from readily 

available sources, such as newspapers? 

Significance of the Problem 

Knowledge has become the central resource of all organi

zations (Lahti 1971, p. 33) in contemporary society. It has 

therefore become a power factor. According to Galbraith (1967), 

power in the United States originally rested with the landholders 

and then, as the nation became industrialized, with those who 

controlled capital. Galbraith (1967, p. 59) stated that "Power 

has, in fact, passed to what anyone in search of novelty might be 

justified in calling a new factor of production. This is the 



association of men of diverse technical knowledge, experience or 

other talent which modern industrial technology and planning 

require 

If the locus of power rests with those who possess the 

technical and professional knowledge to run society's affairs, 

the source of their power is the university, which Shoben (1971, 

p. 50) pointed out, 

. . .  i n  o u r  t i m e  i s  n o t  a n  i s o l a t e ,  e f f e c t i v e l y  
insulated from the larger society. Its transactions 
with the world, whether it executes them well or badly, 
are both inevitable and complex; and because those 
transactions are by no means entirely independent of 
one another, the effectiveness with which it manages 
one may determine in important ways its success in cop
ing with another. 

Because it has been thrust so forcefully into a centrist 

power position, the contemporary university and its management 

has become of considerable interest to almost everyone. 

Assumptions of the Study 

The basic assumptions of this study were: 

That newspapers are a viable source of information on 

large, publicly financed institutions. 

That the methods and techniques used in reporting the 

news were similar for the two newspapers used in this 

study. 

That the scenarios designed for this study reflect maxi

mum use of the management principles which were used in 

building them. 

2 .  



That proper execution of management functions and princi

ples normally results in effective management. 

That management functions and principles apply to univer

sity administration as well as to other forms of public 

and private administration. 

That the degree of administrative effectiveness exhibited 

by an institution is related to the managerial ability of 

the chief executive. 

Limitations of the Study 

The study was conducted with three principle limitations: 

The president of one of the universities studied had two 

years of previous experience in a smaller institution. 

The experience of the university presidents selected for 

the study was, however, not a factor under consideration, 

aside from the comparable terms in the current office for 

each individual. 

The study did not examine the methodology used by univer

sity presidents in executing their role, although it did 

examine the management functions which presidents 

perform. 

Overall effectiveness in university administration was 

not considered in this study; the research was limited to 

an assessment of "perceived" administrative effective

ness, that is effectiveness as seen through the content 



analysis instrument, with respect to the execution of two 

of five basic management functions. 

Definitions of Terms 

Perceived administrative effectiveness is apparent effec

tiveness deduced from the manipulation of the data and the pro

cess devised for this study. 

Management function is a basic managerial activity which 

is common to all forms of organization and which incorporates 

principles, techniques and processes. 

Basic function of planning adopted for this study was de

fined by Koontz and O'Donnell (1972, p. 113) in the following 

manner: 

The most basic of management functions is planning, 
the selection from among alternatives of future courses 
of action for the enterprise as a whole and each depart
ment within it. Every manager plans, and his other func
tions depend upon his planning. Plans involve selecting 
enterprise objectives and departmental goals and deter
mining ways of reaching them. Plans thus provide a ra
tional approach to preselected objectives .... 
Planning is an intellectual process, the conscious de
termination of courses of action, the basing of decisions 
on purposes, facts and considered estimates. 

Basic function of organizing adopted for this study was 

defined by Koontz and O'Donnell (1972, p. 48) in the following 

manner: 

Organizing involves the establishment of an inten
tional structure of roles through determination and 
enumeration of the activities required to achieve the 
goals of an enterprise and each part of it, the grouping 
of these activities, the assignment of such groups of 
activities to a manager, the delegation of authority to 



carry them out, and the provision for coordination of 
authority and informational relationships horizontally 
and vertically in the organization structure. 

Management principle is a basic truth having a clarifying 

and predictive value in the understanding and improvement of 

managing. 

Scenario is a synoptic description of a comprehensive set 

of circumstances. 

Content analysis is a research technique for the objec

tive, systematic and quantitative description of the manifest 

content of communication. 

Assertion, sometimes called a "theme" in content analysis 

nomenclature, is a statement about a specific quantity of subject 

matter. 

Basic coding unit is the smallest division or segment of 

content which is to receive a score. For the purposes of this 

study, the basic coding unit is an assertion. 

Category is a content analysis term referring to a class

ification mechanism which identifies the nature and type of data 

to be coded. 

Context unit is the largest division of content which may 

be consulted by a coder in order to assign a score to a basic 

coding unit. For the purposes of this study a context unit was 

an individual newspaper article. 
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Summary 

The management of universities has become an important 

subject of concern because of their importance in providing one 

of society's most powerful factors of production--knowledge. 

Ultimate responsibility for effective management rests with the 

university president. The purpose of this study was to create 

an instrument which could be used to detect information about the 

management of an institution from readily available data, such as 

newspaper reports; and then to develop a process for comparing 

that information with an "ideal" organization. The objective was 

to determine how close to ideal effectiveness the two selected 

institutions were and to determine from the differences between 

them if any inferences could be drawn relative to the management 

training of their presidents. 



CHAPTER 2 

REVIEW OF RELATED LITERATURE 

The purpose of this chapter is to review the literature 

in three areas: (1) functions of management, (2) the need for 

management training on the part of university presidents, and 

(3) content analysis as a research tool. 

The Functions of Management 

The basic functions of management are reviewed in this 

section to provide an understanding of their utility in an in

stitutional setting. 

According to Newman and Summer (1961, p. 9), a manager is 

an individual who gets things done by working with people and 

other resources; in order to reach an objective, he coordinates 

the activities of others rather than perform operations himself. 

Drucker (1974, pp. 398-399) divided the manager's work into two 

specific tasks: 

The first is creation of a true whole that is larger 
than the sum of its parts, a productive entity that 
turns out more than the sum of the resources put into 
it ... . The second specific task of the manager is 
to harmonize in every decision and action the require
ments of immediate and long-range future. 

In Drucker's view, these two specific tasks involve five 

basic operations. Using his (1974, p. 401) terminology, a 

9 
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manager: (1) sets objectives; (2) organizes; (3) motivates and 

communicates (one function); (4) measures performance; and 

(5) develops people. 

Raskin (1970, p. 74), in discussing management training 

for administrators in higher education, outlined four basic 

functions which administrators perform—planning, organizing, 

executing and controlling; and Hayes (1971, pp. 197-198), also 

interested in the importance of good management to institutions 

of higher education, said: 

Administration has been defined as getting things 
done through and with other people. This is probably an 
over-simplification, but it indicates that, where good 
administration prevails, more things can be done by 
people who work together in some kind of a meaningful 
relationship than by the same number of people acting 
individually. All administrators, when they manage, en
gage in planning, organizing, coordinating, motivating 
and controlling. 

Koontz and O'Donnell (1972, p. 46) generally agreed. In 

their view, the overall job of a manager is to create within the 

enterprise an environment which will facilitate the accomplish

ment of its objective. To do this, they (1972, pp. 45-47) 

believed: 

. . .  t h a t  t h e  m o s t  u s e f u l  m e t h o d  o f  c l a s s i f y i n g  
managerial functions, at least for the purpose of class
ifying knowledge, is to group them around the activities 
of planning, organizing, staffing, directing and con
trolling. In practice it is not always possible to 
slice all managerial activities neatly into these cate
gories, since the functions tend to coalesce; however, 
this classification is a helpful and realistic tool 
for analysis and understanding. 
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There appears to be agreement among management scholars 

and practitioners that the practice of management involves basic 

activities or functions. There is further evidence of agreement 

on the fact that these functions follow in logical sequence. 

Planning is first because no effective activity can take place 

without a deliberate selection of objectives and a determination 

of the means to obtain them. Organizing is second because with

out a structure to operate within, goals and objectives estab

lished during planning will not be realized in an efficient and 

effective manner. The third step involves securing people 

through which to implement the plans. Some authors call this the 

staffing function, others assume staffing is implicit in organiz

ing and identify the third function as coordinating or communi

cating through people. Importantly, the third function concerns 

the activation of people within the structure. The fourth func

tion has to do with giving direction to people's activities, and 

the fifth involves implementing measurable control over those 

activities. 

With respect to the exact number of functions and their 

sequence, Massie (1965, p. 389) noted: 

Although some classical writers have differed some
what in the number and definitions of the elements of 
management, they all have discussed management in a func
tional framework. All view organizing as uniquely the 
job of the manager, and most study the function of or
ganizing as distinctly different from the function of 
placement of human beings in the structure .... Cur
rent proponents of classical management theory typically 
omit coordinating as a basic function; they look upon it 
as a result of the proper performance of other functions 



rather than as a separate one. Some view motivating as a 
basic function especially as a result of those develop
ments outside classical thought which have shown the im
portance of social and psychological factors. All give 
the control function increasing attention as they dis
cover new control techniques to help the manager. 

Contemporary authorities seem to favor five basic func 

tions, which Koontz and O'Donnell (1972, pp. 47-49) described 

follows: 

Planning 

Planning involves selecting objectives—and the stra
tegies, policies, programs, and procedures for achieving 
them—either for the entire enterprise or for any orga
nized part thereof. 

Organizing 

Organizing involves the establishment of an intention
al structure of roles through determination and enumera
tion of the activities required to achieve the goals of 
an interprise and each part of it, the grouping of these 
activities, the assignment of such groups of activities 
to a manager, the delegation of authority to carry them 
out, and provision for coordination of authority and in
formational relationships horizontally and vertically in 
the organization structure. 

Staffing 

Staffing involves manning, and keeping manned, the 
positions provided for by the organization structure. It 
thus necessitates defining manpower requirements for the 
job to be done, and includes inventorying, appraising, 
and selecting candidates and incumbents to accomplish 
their tasks effectively. 

Directing 

Directing involves guiding and leading subordinates. 

Controlling 

Controlling is the measuring and correcting of activ
ities of subordinates to assure that events conform to 
plans. 
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The value in being able to view management in its func

tional parts is that it enables the development of organized 

thinking about a complex subject. While it is true that the 

functions tend to meld with one another in practice, for purposes 

of study, analysis and the development of principles, such a 

breakdown is useful. 

The development of management principles has occupied a 

considerable amount of study. Through discrete analysis of func

tions it has been possible to distill related principles which 

have been found useful in dealing with phenomena in the manage

ment environment. According to Terry (1956, p. 21): 

. . .  b y  m e a n s  o f  p r i n c i p l e s  o f  m a n a g e m e n t ,  a  m a n a g e r  
can avoid fundamental mistakes in his work and with jus
tified confidence can reasonably foretell the results of 
many of his efforts. Principles of management are to the 
manager as a Table of Strengths of Materials is to a 
civil engineer. The table represents to a civil engineer 
fundamental truths, expressed as data, based on years of 
experience and testing. He can predetermine the safe 
allowable load for a steel girder of a building simply 
by using the table and analyzing the design drawings and 
specifications. 

The codification of principles of management originated 

with Henri Fayol, an early French industrialist. Fayol is 

credited with also developing the conceptual base for the five 

functions of management, which he called "planning," "organiza

tion," "command," "coordination," and "control" (Knezevich 1969, 

p. 26). From these Fayol developed 14 principles of management, 

none of which he considered immutable. Massie presented these 

early principles along with some of Fayol's parenthetical 
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comments on them. Massie (1965, pp. 390-392) took the principles 

and the comments from Fayol's (1949) book: 

1. Division of work. ["Permits of reduction in the num-
ber of objects to which attention and effort must be 
directed and has been recognized as the best means of 
making use of individuals and of groups of people."] 
[Fayol 1949, p. 2 0] 

2. Authority. ["Authority is the right to give orders 
and the power to exact obedience .... Responsi
bility is a corollary of authority, it is its natural 
consequence and essential counterpart, and whereso
ever authority is exercised responsibility arises."] 
[p. 21] 

3. Discipline, ["is in essence obedience, application, 
energy, behavior, and outward marks of respect ob
served in accordance with the standing agreements be
tween the firm and its employees . . . the best means 
of establishing and maintaining it are—(a) Good 
superiors at all levels, (b) Agreements as clear and 
fair as possible, (c) Sanctions [penalities] judi
ciously applied."] [pp. 22-24] 

4. Unity of Command. ["For any action whatsoever, an em
ployee should receive orders from one superior only. 
... In no case is there adaptation of the social 
organism to dual command."] [p. 24] 

5. Unity of Direction. ["one head and one plan for a 
group of activities having the same objective."] 
tp. 25] 

6. Subordination of individual interest to general inter
est. [ "in a business the interest of one employee or 
group of employees should not prevail over that of the 
concern."] [p. 26] 

7. Remuneration of personnel. ["The rate of remuneration 
depends, firstly, on circumstances independent of the 
employer's will and employee's worth, vis. cost of liv
ing, abundance or shortage of personnel, general busi
ness conditions, the economic position of the business, 
and after that it depends on the value of the employee 
and mode of payments adopted. 

Non-financial incentives only come in the case of 
large scale concerns and may be said to be almost 



exclusively in the realm of government work."] 
[pp. 26, 32)] 

8. Centralization. ["The question of centralization or 
decentralization, is a simple question of proportion, 
it is a matter of finding the optimum degree for the 
particular concern .... Everything which goes to 
increase the importance of the subordinate's role is 
decentralization, everything which goes to reduce it 
is centralization."] Ipp. 33-34] 

9. Scalar chain, ["the chain of superiors ranging from 
the ultimate authority to the lowest ranks."] 
[p. 34] 

10. Order. ["'A place for everything and everything in 
its place. . . .' "A place for everyone and everyone 
in his place." 

As in the case of orderly material arrangement, a 
chart or plan makes the establishment and control of 
human arrangement much more easy."] [pp. 36,38] 

11. Equity. ["Desire for equity and equality of treat-
ment are aspirations to be taken into account in 
dealing with employees."] [p. 38] 

12. Stability of Tenure of Personnel. ["Instability of 
tenure is at one and the same time cause and effect 
of bad running .... In common with all the other 
principles, therefore, stability of tenure of per
sonnel is also a question of proportion."] [p. 39] 

13. Initiative. ["Much tact and some integrity are re
quired to inspire and maintain everyone's initiative, 
within the limits imposed, by respect for authority 
and for discipline."J [pp. 39-40] 

14. Esprit de corps. ["Harmony, union among the person-
nel of a concern, is great strength in that concern 
.... The principle to be observed is unity of 
command; the dangers to be avoided are (a) a mis
guided interpretation of the motto 'divide and rule,' 
(b) the abuse of written communications."] [p. 40] 

Between 1916 when Fayol's (1949) landmark book General 

and Industrial Management was published and the middle 1950's, 
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the principles of management underwent considerable modification 

and amplification. Furthermore, they began to appear categori

cally according to the function to which they were related. 

Terry (1956) presented a list typical of the times. His term for 

"directing," it will be noted, is "actuating." 

PLANNING 

Principle of Ethics 

Proper ethics in management requires a manager to be 
honest with himself and with society, to deal honorably 
with others just as he'd like to be dealt with (Terry 
1956, p. 164). 

Principle of Facts and Planning 

To design an effective plan, it is necessary to ob
tain all the available pertinent facts, face the facts, 
and in the plan include the action that the facts dic
tate (Terry 1956, p. 142). 

Principle of Objective 

Objectives are a prerequisite to the determining of 
any course of action; they should be clearly defined and 
understood by all members of an enterprise affected by 
them (Terry 1956, p. 156). 

Principle of Overlap 

The lowest time required to perform a group of succes
sive operations on one product is obtained by performing 
the operations with a maximum overlapping (Terry 1956, 
p. 195). 

Principle of Planning 

To accomplish a goal most effectively, the planning or 
mental effort normally should take place before the doing 
or physical effort (Terry 1956, p. 111). 

Principle of Work Simplification 

Waste can be eliminated by diligent application of 
common sense work simplification stressing making the work 



productive primarily through participation with know-how 
of and by employees (Terry 1956, p. 211). 

organizing 

Principle of Authority and Responsibility 

For sound organizational relationships the authority 
of a manager should be commensurate with his responsibil
ity and, vice versa, his responsibility commensurate with 
his authority (Terry 1956, p. 287). 

Principle of Fixed Responsibility 

For any given period, an individual will accomplish 
most when responsibility for the completion of a definite 
task is fixed upon that individual (Terry 1956, p. 287). 

Principle of Definite Supervisory Channels 

For any given enterprise, the various organization 
units should be connected by clearly defined supervisory 
channels (Terry 1956, p. 285). 

Principle of Dynamic Organizing 

Organizing should be dynamic; it should take into ac-
tount changes in the enterprise (Terry 1956, p. 242). 

Principle of Functions 

Functions are the main entities around which a manager 
builds an effective organization structure (Terry 1956, 
p. 249). 

Principle of Increasing Organization Relationships 

As additional persons are added to an organization 
structure, the number of organization relationships in
crease at a much greater rate than the number of persons 
added (Terry 1956, p. 262). 

Principle of Simplicity 

Only activities that are necessary should be included 
and handled in the simplest practical manner in organiz
ing efforts (Terry 1956, p. 262). 



actuating 

Principle of Communication 

A plan for managerial action should be accompanied by 
a plan for communicating it to those who will be affected 
reliance upon mutual mind reading is inadequate (Terry 
1956, p. 409). 

Principle of Discipline 

Self-imposed discipline is the most effective type of 
discipline; it is encouraged by proper managerial actuat
ing efforts (Terry 1956, p. 443). 

Principle of Human Relations 

Favorable response to actuating efforts is obtained 
by treating employees as human beings, encouraging their 
growth and development, instilling a desire to excel, 
recognizing work well done, and insuring fair play 
(Terry 1956, p. 350). 

Principle of Order Enforcement 

The person who issues an order also has the obliga
tion of seeing that it is correctly carried out (Terry 
1956, p. 431). 

Principle of Unity of Order Giving 

For maximum effectiveness, orders concerning a parti
cular operation should be received directly from one per
son only (Terry 1956, p. 432). 

controlling 

Principle of Controlling 

For controlling to be most effective it should over
lay and regulate the basic planned performance to assure 
that performance takes place as planned (Terry 1956, 
p. 477) 

Principle of Exception 

Managerial control is greatly expedited and increased 
by concentrating attention upon the significant excep
tions to the expected results (Terry 1956, p. 486). 
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Principle of Standardization 

Standardization provides predetermined patterns and 
levels for performances which contribute to efficiency 
and expedite controlling (Terry 1956, p. 486). 

The foregoing illustrates the expansion conceptually 

which took place between 1916 and the middle fifties when Terry's 

text was published. Terry's list of management principles bore 

some resemblance to Fayol's, but the exigencies of management at 

mid-century were much different than in Fayol's day and the 

guidelines offered to managers reflected this. The same has oc

curred during the 20 years since the Terry text was published. 

Management technology has experienced a manifold increase, and 

research in the areas impacting on the practice of management has 

presented new findings which affect managerial principles. The 

most current, authoritative codification of principles appears 

to have been done by Koontz and O'Donnell (1972). The changes in 

management thought are reflected in these, but it will be noted 

that some have not changed significantly since the Fayol era. 

The following itemization of principles was used as a foundation 

for this study. 

Principles of Planning 

Principle of contribution to objectives: The purpose 
of every plan and all derivative plans is to facilitate 
the accomplishment of enterprise objectives. 

Principle of efficiency of plans: The efficiency of 
a plan is measured by the amount it contributes to ob
jectives offset by the costs and other unsought conse
quences required to formulate and operate it. 



Principle of primary of planning: Planning logically 
pre cedes the execution of all other manage ri al funct i ons. 

Principle of planning premises: The more individuals 
charged with planning understand and agree to utilize 
consistent planning premises, the more coordinated enter
prise planning will be. 

Principle of strategy and policy framework: The more 
strategies and policies are clearly understood, the more 
consistent and effective will be the framework of enter
prise plans. 

Principle of timing: The more plans are structured 
to provide an appropriately timed, intermeshed network 
of derivative and supporting programs, the more effec
tively and efficiently they will contribute to the attain
ment of enterprise objectives. 

Principle of the limiting factor: In choosing from 
among alternatives, the more an individual can recognize 
and solve for those factors that are limiting or critical 
to the attainment of the desired goal, the more clearly 
and accurately he can select the most favorable 
alternative. 

The commitment principle: Logical planning covers a 
period of time in the future necessary to foresee, 
through a series of actions, the fulfillment of commit
ments involved in a decision. 

Principle of flexibility: The -more that flexibility 
can be built into plans, the less the danger of losses 
incurred through unexpected events, but the cost of flex
ibility should be weighed against its advantages. 

Principle of navigational change: The more planning 
decisions commit for the future, the more important it is 
that the manager periodically check on events and expec
tations and redraw plans as necessary to maintain a 
course toward a desired goal (Koontz and 0TDonnell 1972, 
pp. 232-234). 

Principles of Organization 

Principle of unity of objective: An organization 
structure is effective if it facilitates the contribution 
of individuals in the attainment of enterprise objectives. 



Principle of efficiency: An organization is effi-
cient if it is structured to aid in the accomplishment 
of enterprise objectives with a minimum of unsought con
sequences or costs. 

Span of management principle: There is a limit in 
each managerial position to the number of persons an in
dividual can effectively manage, but the exact number 
will vary in accordance with the effect of underlying 
variables and their impact on the time requirements of 
effective managing. 

The Scalar principle: The more clear the line of au-
thority from the top manager in an enterprise to every 
subordinate position, the more effective will be the re
sponsible decision making and organization communication. 

Principle of delegation: Authority delegated to an 
individual manager should be adequate to assure his abil
ity to accomplish results expected of him. 

Principle of absoluteness of responsibility: The re-
sponsibility of the subordinate to his superior for per
formance is absolute, and no superior can escape 
responsibility for the organization activities of his 
subordinate. 

Principle of parity of authority and responsibility: 
The responsibility for actions cannot be greater than that 
implied by the authority delegated, nor should it be less. 

Principle of unity of command: The more completely an 
individual has a reporting relationship to a single supe
rior, the less the problem of conflict in instructions and 
the greater the feeling of personal responsibility for 
results. 

The authority-level principle: Maintenance of in
tended delegation requires that decisions within the au
thority competence of an individual manager be made by 
him and not be referred upward in the organization 
structure. 

Principle of division of work: The more an organiza-
tion structure reflects a classification of the task or 
activities necessary to attain goals and assist in their 
coordination, and the more that roles are designed to fit 
the capabilities and motivations of people available to 
fill them, the more effective and efficient an organiza
tion structure will be. 



Principle of functional definition: The more a posi-
tion or a department has clear definition of results ex
pected, activities to be undertaken, organization 
authority delegated, and authority and informational re
lationships with other positions understood, the more 
adequately individuals responsible can contribute toward 
accomplishing enterprise objectives. 

Principle of separation: If one activity is designed 
to be a check on another, the individual charged with the 
former cannot adequately discharge his responsibility if 
he reports to the department whose activity he is ex
pected to evaluate. 

Principle of balance: The application of principles 
or techniques must be balanced in the light of the over
all effectiveness of the structure in meeting enterprise 
objectives. 

Principle of flexibility: The more provisions are 
made for building in organizational flexibility, the more 
adequately organization structure can fulfill its purpose. 

Principle of leadership facilitation: The more an or
ganization structure and its authority delegations make it 
possible for a manager to design and maintain an environ
ment for performance, the more it will facilitate his 
leadership abilities (Koontz and O'Donnell 1972, 
pp. 410-414). 

Principles of Directing 

Principle of directing objective: The more effective 
the directing process, the greater will be the contribu
tion of subordinates to organizational goals. 

Principle of harmony of objectives: The more effec-
tive directing is, the more individuals will perceive that 
their personal goals are in harmony with enterprise 
objectives. 

Principle of unity of command: The more completely 
an individual has a reporting relationship to a single 
superior, the less the problem of conflict in instruc
tions and the greater the feeling of personal responsibil
ity for results. 



Principle of direct supervision; The more direct 
personal contact with subordinates is, the more effective 
will their direction be. 

Principle of leadership: Since people tend to follow 
those m whom they see a means of satisfying their own 
personal goals, the more a manager understands what moti
vates his subordinates and how these motivations operate, 
and the more he reflects these in carrying out his mana
gerial actions, the more effective as a leader he is 
likely to be. 

Principle of direction techniques: As people, tasks, 
and organizational environment vary, techniques of direct
ing should be appropriately varied. It is important that 
actual selections be made in terms of effectiveness. Be
cause subordinates differ widely in their responsiveness 
to various need satisfactions, superiors should select 
the most efficient means of evoking outstanding 
performance. 

Principles for Effective Communication— 
Included Under Directing Separately 

Principle of clarity: A communication possesses clar
ity when it is expressed in language and transmitted in a 
way that will be comprehended by the receiver. 

Principle of integrity: The purpose of managerial 
communications is to support understanding by individuals 
in their achieving and maintaining the cooperation needed 
to meet enterprise goals. 

Principle of strategic use of informal organization: 
The most effective communication results when managers 
utilize the informal organization to supplement the com
munication channels of the formal organization (Koontz 
and O'Donnell 1972, pp. 575-577. 

Principles of Staffing 

Principle of staffing objective: The objective of mana 
gerial staffing is to assure that organization roles are 
filled by personnel able and willing to occupy them. 



Principle of staffing: The better the definition of 
organization roles, their human requirements, and the 
techniques of manager training and appraisal, the more 
assurance there will be of managerial quality. 

Principle of job definition: The more precisely 
known the results a manager is expected to attain, the 
more the parameters of his position can be deduced. 

Principle of managerial appraisal: The more spe
cific the management results intended, the more closely 
managers should be appraised in their terms. 

Principle of open competition: The more an enter
prise is committed to the assurance of quality manage
ment, the more it will encourage open competition among 
all candidates for management positions. 

Principle of management development: The more that 
development programs aim at improving the abilities of 
managers in their present positions, at making them pro-
motable, and at involving top managers in the process, the 
more effective they will be. 

Principle of continuing development: The more an en-
terprise is committed to managerial competence, the more 
it requires managers who practice continuing self-
development (Koontz and O'Donnell 1972, pp. 494-495). 

Principles of Controlling 

Principle of assurance of objective: The task of con-
trol is to detect potential or actual deviation from plans 
early enough to permit effective corrective action. 

Principle of efficiency of controls: Control tech-
niques and approaches are efficient when they detect and 
illuminate the causes of actual or potential deviations 
from plans with a minimum of costs or other unsought 
consequences. 

Principle of control responsibility: The primary re-
sponsibility for the exercise of control rests in the mana
ger charged with the execution of plans. 

Principle of direct control: The higher the quality 
of managers and their subordinates, the less will be the 
need for indirect controls. 
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Principle of reflection of plans: The more controls 
are designed to deal with and reflect the specific na
ture and structure of plans, the more effectively they 
will serve the interests of the enterprise and its 
managers. 

Principle of organizational suitability: The more 
controls are designed to reflect the place in the organ
ization structure where responsibility for action lies, 
the more they will facilitate correction of deviations 
from plans. 

Principle of individuality of controls: Effective 
controls require consistency with the position, opera
tional responsibility, ability to understand, and needs 
of the individual concerned. 

Principle of standards: Effective control requires 
objective, accurate and suitable standards. 

Principle of critical-point control: Effective con-
trol requires attention to those factors critical to ap
praising performance against an individual plan. 

The exception principle: The more a manager concen-
trates his control efforts on exceptions, the more effi
cient will be the results of his control. 

Principle of flexibility of controls: If controls 
are to remain effective despite failure or unforeseen 
changes of plans, flexibility is required in their 
design. 

Principle of action: Control is justified only if in
dicated or experienced deviations from plans are corrected 
through appropriate planning, organizing, staffing, and 
directing (Koontz and O'Donnell 1972, pp. 672-676). 

The principles of management, deriving from theory and 

experience within the framework of the five basic functions of 

planning, organizing, staffing, directing and controlling, are 

not, as Fayol (1949) noted, to be taken as immutable. They are 

guides to performance only and are to be used within that con

text. They will not always apply in every situation and, as has 
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been shown, are subject to modification and change. Their value 

lies in their existence as guides and the fact that experience 

has shown them to be relatively authoritative in many of the 

situations where they have been employed. 

Management Training and University Presidents 

This section examines the evolution of the university 

presidency, notes some current trends with respect to presiden

tial profiles, and explores the rationale for management training 

at the presidential level. 

Evolution of the Presidency 

According to Kerr (1973, p. 38), the administration of 

higher education in the United States has passed through four 

major stages and is now entering a fifth. The first stage was 

that of the church-dominated board with a minister as president. 

In this stage the president was essentially a dean of students. 

The second stage was what Kerr called the "age of the presi

dential giants"; White at Cornell, Eliot at Harvard, Angell at 

Michigan, Gilman at Hopkins, Harper at Chicago, Van Hise at 

Wisconsin, Jordan at Stanford, Wheeler at California. During 

this phase, the president was an autocrat, a powerful innovator 

and much of the configuration of contemporary higher education 

developed during this period, which extended through World War I. 

The third stage Kerr (1973) called the "age of the fa

culty" which took place between the two World Wars. The 
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president was largely responsive to the faculty during this peri

od, assuming a low profile. The fourth stage developed after 

World War II and was a time of great expansion, during which the 

president was an executor of growth. Burgeoning enrollments, an 

explosion in scientific research, and large blocks of federal 

funding all resulted in the president being catapulted into the 

public eye. This period lasted approximately from 1945 to 1970. 

The fifth and present period Kerr (1973) saw as one 

marked by declining enrollments, fewer new campuses, less public 

willingness to expand budgets and, due to cutbacks, what will be 

an aging faculty and physical plant. Kerr noted a changing mar

ket for college graduates characterized by fewer jobs for college 

trained people but, dichotomously, a greater need for college 

training to adapt to the more complex problems of the society. 

Students, therefore, are pressing universities to focus more on 

their specific, practical needs (teaching quality, curriculum). 

He saw a shift to a "learning society" with many more people of 

all ages involved in some form of higher education on a drop-in/ 

drop-out basis. 

According to Kerr (1973, p. 42), "The greatest current 

change in governance is.not the rise of student or faculty power 

but the rise of public power." Glenny (1972, p. 22) agreed: 

"Externally, virtually every decision made within the college or 

university, especially about education program and management, is 

subject to review and final decision by a faceless and unknown 



28 

contingent of servants belonging to a variety of private and 

governmental agencies." Intensifying public control directly 

affects the management of the university, and the managerial role 

of the president. 

Many administrators today are concentraging on a low 
profile and personal survival. The times, however, re
quire a more activist approach to guide constructive 
change and to resolve conflicts in productive ways . . 
. . The role of the administrator today is different 
from that of the minister teaching and supervising moral
ity, or from the great academic captain single-handedly 
setting new goals and devising new organizational forms, 
or from the civil servant efficiently carrying on the 
daily business, or from the executive driving forward a 
growing institution. The role now is more that of a 
political leader, such as a mayor or governor, using per
suasion in working with others to ..move in progressive 
ways and to keep conflict within reasonable bounds— 
working with media, with coalitions, and more publicly 
with bigger constituencies (Kerr 1973, p. 46). 

There are some contrasts, however, between Kerr's perceptions and 

present realities. 

Presidential Profiles 

The Association of American Colleges and the Teachers In

surance and Annuity Association conducted a study of 813 four-

year college and university presidents in 1966. The composite 

picture of the president resulting from the study was that he 

. . .  i s  5 3  y e a r s  o l d ,  h o l d s  a  P h . D .  d e g r e e  i n  a  
field of the social sciences, has held his present job 
about seven years, and will probably stay in the job for 
three or four more. If he leaves his present position 
before the established retirement age, there is more than 
an even chance that his next job won't be similar to the 
one he now has (King 1967, p. 403) 
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The basis for the latter conclusion was that the prede

cessors of the presidents studied tended to go into industry, the 

foundations or government after leaving the office. 

With respect to the background of the presidents studied, 

the majority held social science degrees (31%) and the next 

higher concentration held education degrees (14%). In public 

four-year colleges the major field of academic training of presi

dents was education (49%). 

In 1969, Tunnicliffe and Ingram (1969, p. 193) reported 

a study of 891 university chief executives with similar find

ings—social science background seemed to predominate except 

that "... the study left no doubt that this is the age of the 

professional administrator. An increased percentage of adminis

trators, both from academic and nonacademic backgrounds, were 

fsic] being appointed to presidencies in all types of 

institutions." 

In 1970, Hood examined college and university presidents 

who had graduated from Indiana University. His overall findings 

were that tenure in the job was about 12 years, social science 

backgrounds were prominent and administrative experience prior 

to becoming president was common among slightly over two-thirds; 

in fact, professional administrative experience in higher edu

cation was considered by most of those studied to be imperative. 

A more recent and somewhat similar profile emerged from 

a 1972 University of Nebraska study on 71 presidents of four-year 
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colleges and universities. The mean age of the presidents was 

52.7 years and the mean length of time in the job was five years, 

10 months. Sixty-two percent had occupied a major college ad

ministrative post prior to becoming president and, in an examina

tion of tasks performed, it was found that "presidents who had 

specialized in educational administration training on the average 

performed better on some crucial presidential tasks than their 

academic counterparts (Berquist 1974, p. 317)." This statement 

derived from the researcher's analysis of performance between 

presidents holding the Ph.D. degree and those holding the Ed.D. 

degree. "The data suggest that Ed.D.'s have an easier time, 

especially in performing budgetary matters, while the Ph.D.'s 

have less trouble with internal personnel management, which in

cludes working with faculty (Berquist 1974, p. 316)." 

In general, the foregoing studies agreed, as Kerr (1973) 

indicated, that a presidential role change is taking place. 

Walberg (1969, p. 199) summarized his report of a study of 194 

college and university presidents as follows: 

There is little support for the Mr. Chips or Mark 
Hopkins images of the president fondly held in the hearts 
of trustees, alumni and parents. Contrary to the col-
legial training, recruitment, and selection procedures 
for presidents and contrary to the principle of Harold W. 
Dodds, former president of Princeton, that the president 
must spend half of his time on clearly educational mat
ters, he actually spends less than a quarter of his time 
on these activities according to his own reports and 
less than a fifth according to the reports of his secre
tary. In Weber's terms, his role in the collegium is 
comparatively minor even though he may have had to prove 
himself in it. Larger blocks of his time and probably 
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his energy, are given to administering the university 
bureaucracy and representing his institution to 
outsiders. 

The Nebraska researchers concluded, on the basis of an analysis 

of their data, that "It seems that the modern college president 

must first be an educational manager, then an educational leader 

(Berquist 1974, p. 317)." 

Momentum for Management 
Training 

For at least a decade and a half, formal management 

training, usually embodied in the M.B.A. degree, has become a 

prerequisite to any position of importance in industry. This 

phenomenon has progressed to the extent that ". . . the M.B.A. 

degree itself is becoming a license to practice management 

(Zalaznick 1968, p. 171)." Industry is experiencing what Bennis 

called the "rise of the professional man." He (1966, p. 25) 

stated that "Professional specialists, holding advanced degrees 

in such abstruse sciences as cryogenics or computer logic as well 

as the more mundane business disciplines, are entering all types 

of organizations at a higher rate than any other sector of the 

labor market." In health care administration, particularly in 

hospitals (an institution most similar in structure to a univer

sity), there has been a similar occurence. 

The proliferation of health care organizations in the 
post war period has been paralleled by a rapid increase 
in the number of academic programs in health care adminis
tration at both the undergraduate and graduate levels . 
Currently, thirty-six member programs of the Association 
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of University Programs in Hospital Administration offer 
graduate degrees in health and hospital administration 
and the number of universities who are contemplating or 
in the process of establishing curricula is probably 
equal to the number of existing programs (Ruchlin, 
Pointer, and Levey 1973, p. 81). 

The trend toward more professionally trained administrators in 

business and health care administration is symptomatic of the 

flourishing complexity to be found in those spheres; a complexity 

unparalleled by past experience. Indeed, the entire universe of 

large organizations now seems to be demanding specialized exper

tise to administer the relatively new spectrum of innovations 

available to management in executing its functions. The univer

sity is no exception to the trend. 

According to Perlman (1974, pp. 34-42), the administra

tive and managerial tools being adopted by higher education in

clude management information systems (MIS), program budgeting, 

modeling, management by objectives and organizational develop

ment. MIS alone is making possible analyses of admissions, fi

nancial aid to students, faculty productivity, space allocation 

and costs per credit hour, that are helping significantly in 

university administration. These techniques constitute tools of 

considerable precision, and to take advantage of this precision 

requires training. 

The necessity for specific training to take advantage of 

these techniques is a fairly recent phenomenon in higher educa

tion and not a wholly welcome one. As Edel (1974, p. 137) 

pointed out: 
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Whatever advantages accrued from the common academic 
base from which faculty and administrators once operated, 
these were in large measure balanced by the lack of 
managerial ability among academicians whose backgrounds, 
interests and talents were, by and large, alien to the 
administrative function. As long as higher education 
was in private hands and organized in units that involved 
relatively few students and faculty, this disadvantage 
brought no serious repercussions .... Management 
principles were not an issue because they had nothing to 
do with the way in which a college or university func
tioned. However, as college and university enrollments 
rose from the level of thousands to tens of thousands, 
higher education changed .... The combination of a 
radical shift in responsibility for higher education from 
the private to the public sector and the massive increases 
in numbers of students has focused attention on college 
and university management. 

It is with the advent of these changes that university presidents 

are being faced with pressure to take far more seriously the pro

fessional aspects of the management function. 

It is not necessarily being suggested that the president 

possess the technical skills of the increasingly large number of 

subordinates, but it is proposed that he needs enough technical 

training to know how to utilize these people effectively. It is 

training that the traditional academic who ascends to the presi

dency does not normally possess. "The traditional model of the 

academic man who meets his administrative responsibilities with 

broad experience, mature judgment, and good grace no longer is 

regarded as viable for the organizational complexities of the 

modern university (Fincher 1973, p. 499)." The reason, accord

ing to Fincher (1973, pp. 500-501), is a strong shift from a 

reliance on professional experience to a demand for explicit 

technique; as a result: 
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. . . there is a change in the conceptualization of 
the administrator's role. This change is from a role of 
ideational and collegial leadership to a rapidly expand
ing concern with resource management and executive deci
sion making .... The shift is from a concern with 
course contents, curricula requirements, and faculty re
lations to an ends-orientation in which the assessment 
of results, the allocation of fiscal and physical re
sources, a monitoring function, and continuous planning 
cycles are predominant. 

Implicit in the foregoing is what appears to be an emer

gent challenge to the presidency relative to those who administer 

the institution's various components. Business officers, regis

trars, physical plant administrators, controllers", personnel of

ficers and all of the other administrative specialists now 

commonly found in large universities are increasingly arriving 

with training in the newer findings of the behavioral sciences 

and in the quantitative methods which are by now a routine part 

of administrative curricula. For these people, the university is 

in many respects similar to any other complex organization. A 

president can ill afford to be out of touch with his subordinates. 

A principal task of the president then, according to some 

observers, is to understand the operative environment of his in

stitution. Second, he must be able to maximize the effectiveness 

of his specialized staff. 

The management of large-scale operations, faced with 
the multitude of technological changes and staffed by 
highly competent specialists, requires above all else, 
skill in integration and synthesis. Most of all, effec
tive management of such operations requires skilled gen-
eralists . . . executives who can plan, analyze, and 
control complex operations in an integrated manner 
(Hopeman 1969, p. 3), 
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More broadly, Hopeman (1969, p. 4) outlined the thrust such a top 

manager mus take; and while his reference is to industry, his 

prescription seems also to apply to higher education: 

Beyond the physical flow networks, the manager of 
systems must consider the impact of environmental changes 
from such sources as government, customers, competitive 
firms, the community, labor unions, stockholders, banks 
and suppliers . His concern must not be only with how 
they affect the firm and how the firm affects them, but 
also with how they interact among themselves and with the 
firm in bringing about changes in the state of the busi
ness environment. 

For these reasons among others, many observers of the 

administrative scene in higher education are calling for serious 

consideration to be given to formal management training of the 

president. According to Grassell (1971, p. 29), "For too long 

now the terms 'management' and 'manager1 to refer to college ad

ministration and administrators have been dirty words in the 

lexicon of higher education. The chief executive officer of any 

institution of higher education today must be a professional 

manager." 

Grassell believed that college presidents will begin to 

take on functions akin to those shouldered by their colleagues in 

other realms of management. They will do more "managing work" 

including planning, establishing objectives, organizing, direct

ing and leading, along with measuring results according to pre

determined priorities and goals . They will also do less 

"operating" work, leaving themselves free to manage in the sense 

that Hopeman envisioned. It is clear that Grassell (1971, 
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pp. 28-29) and the others behind the movement for management ex

pertise in the presidency are convinced of the fact that: 

. . . exceptional scholarship and outstanding perfor
mance in an academic discipline do not automatically pro
duce effective administrators with professional management 
know-how .... The crisis in which higher education 
finds itself today demands nothing less than our institu
tions being operated on the basis of sound management 
principles, keeping in mind, of course that college and 
university purposes and characteristics are different from 
those of business and government„ 

Increasingly the literature suggests that influence, 

rather than bureaucratic manipulation or autocratic command, is 

emerging as a most important tool for the chief executive. May-

hew agreed. After reviewing the trends in higher education, the 

demise of the autocrat, and the nebulous pressures of the office, 

he (1971, p. 361) found with respect to leadership styles that: 

. . .  a  v a r i a n t  i s  f o r  p r e s i d e n t s  t o  a s s u m e  t h a t  t h e y  
must become much more political in their personal styles . 
They accept the fact of many different constituencies and 
follow canons of political life to form a majority base 
of support. Thus they take pains to visit powerful pro
fessors in their offices, conduct many social events to 
build up rapport, cultivate previously underrecognized 
groups in the campus community such as clinical and other 
nonprofessional workers, and of course strengthen con
tacts with board members, alumni groups, and others who 
can become a governing majority. 

Although some feel that an administrative theory adequate 

for academic leadership is yet to be developed (Fincher 1973, 

p. 501), Baldridge (1971) has developed an interesting leadership 

model. He studied the State University of New York system during 

a period of radical change and deduced that the university presi

dent of today is no longer an autocratic bureaucrat but rather a 
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prime minister in charge of a cabinet of experts. The universi

ty, he said, is not a neatly defined pyramidal organization but 

instead it is a collection of dukedoms and fiefdoms with their 

own power bases and their own constituencies. These constituen

cies are, and want to be, part of the overall institution with 

the privilege of basking in its collective prestige; but they are 

not constrained by it and often may act at odds with its goals . 

Conflict is a far more commonly employed mechanism than consensus 

in the real world of university operations today, according to 

Baldridge (1971). 

Baldridge has therefore built a political model, with 

conflict playing a central role, relative to (1) social context 

factors, which consist of the social conditions behind the formu

lation of divergent values within each interest group in the uni

versity, (2) interest articulation factors, which are the ways 

the various groups bring pressure to bear, (3) legislative trans

formation processes by which multiple pressures are translated 

into policy, and (4) policy execution. To implement the model, 

Baldridge (1971, p. 204) felt that a new kind of president is 

needed, and in fact, is already on the scene in many of our lead

ing institutions: 

The campus leader today is a mediator, a negotiator, 
and a man who jockeys between power blocs, trying to 
carve out viable futures for his institution. Unlike the 
autocratic president who rules with an iron hand, the con
temporary academic president finds that he must play the 
political role by pulling together coalitions to fight for 
desired changes . The academic monarch of yesteryear has 



38 
almost vanished and in his place has come not the academ
ic "bureaucrat," as many suggest, but the academic 
"statesman." 

According to those who are persuaded by the political model, the 

university president is not a manager in the sense that the 

president of General Motors is a manager because the character of 

the institutions differ greatly in some respects . The university 

president cannot, it is said, truly exercise the usual techniques 

inherent in the traditional management functions of planning, or

ganizing, staffing, directing and controlling because he is not 

in complete command of the institution in quite the same way that 

a corporate or government leader is. Instead, he must realize 

that in many instances some of the parts are greater than the 

whole and that the parts in some manner relate more strongly to 

outside constituencies than they do to the university community. 

The president therefore must find a unique approach to gover

nance, and it will probably be a variant on the political model. 

The reason some give is that "Authority in the political model is 

pluralistic. Decision making is diffuse and occurs throughout 

the organization depending on the nature of the issue, the inter

ested groups, and the level of conflict. Finally, the legisla

tive process results in policy embodying a commitment to values 

and goals (Richardson 1974, p. 350)." 

The political model treats conflict as a normal aspect of 

organizational existence, whereas the collegial and bureaucratic 

approaches to university governance view conflict as abnormal; 
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and, for that matter, classical management theory subordinates 

it. The political model, its advocates proclaim, deals with col

leges and universities as they are perceived to be, not as people 

feel they should be. 

Overview 

The literature seems to indicate that higher education 

has reached the point where top administration in the university 

or college must seriously view the governance function as a dis

crete set of skills rather than as a necessary evil. There are 

those who make a convincing case for heightened managerial ex

pertise on the part of the president. It is forcefully concluded 

by many that the university has become too perilously complex to 

permit the president to govern in an ad hoc manner; management 

training, they claim, is imperative. There are others who feel 

that because of the uniqueness of the university, management 

training in the contemporary organizational sense is less impor

tant than political skills. The ability to mediate, "jockey" and 

coordinate with a finely tuned sense of political realities is 

more in line with the demands of academic administrative 

realities. 

The key figure today is not simply the president, the 
solitary giant, but the political leader surrounded by 
his staff, the prime minister who looks to them for infor
mation and expertise that is used for constructing more 
realistic policy. It is the "staff," the network of key 
administrators, that makes most of the critical decisions 
(Baldridge 1971, p. 205). 
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Overall, it is evident that the contemporary president 

needs to know much about the tools, techniques and theories of 

management; but not so much to use them himself as to know how to 

work with and lead those who do. He must know what to look for 

in key administrators and be able to assess what they are capable 

of doing. He need not be a systems expert, but there are some 

who feel that he should understand the galaxy of acronyms (MIS, 

PERT, MBO) that spell out modern management so that he can guide 

the activities of their users to maximum advantage for the in

stitution. Within and without administration, the president to

day, it is proposed, must be a "coordinator of experts" capable 

of making valid decisions based on the expertise of others and 

capable of letting others make decisions when it is clearly in 

their realm to do so. 

Content Analysis 

A modified content analysis instrument was utilized in 

the execution of this study, and for that reason content analysis 

as a research tool is examined in this section. The section in

cludes a brief description of the technique, a review of how it 

has been employed historically and an examination of its compo

nent elements. 

The Technique 

Berelson, who wrote the definitive work in the field, 

developed in that work an operative definition of content 
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analysis which is used in this study. He (1952, p. 18) said, 

"Content analysis is a research technique for the objective, sys

tematic, and quantitative description of the manifest content of 

communications." Nafziger and White (1963, pp. 181-182) have 

dissected Berelson's definition as follows: 

The key words are objective, systematic, quantita
tive and manifest. These are the words which distin
guish scientific content analysis from the ordinary, 
informal analysis all of us do every day in reading news
papers or magazines or listening to the conversations of 
our friends. Objective means that the categories used 
to analyze content must be defined so precisely that 
different persons can analyze the same content using 
these definitions and get the same results .... Sys-
tematic means that the selection of content to analyze 
must be based on a formal, predetermined, unbiased plan; 
in other words, the analyst cannot choose to examine 
only those elements in the content which happen to fit 
his hypothesis and ignore all the others. The word re
moves content analysis, supposedly, from the argumenta
tive, biased collection of data to prove a point. 
Quantitative means that the results of the analysis are 
usually expressed numerically in some way: in frequency 
distributions, in contingency tables, in correlation co
efficients, in ratios and percentages of various sorts . 
. . . Manifest means that the semantic analysis in
volved in content analysis is ordinarily of a fairly di
rect and simple kind .... The researcher may be 
interested in the forces which shaped the message or the 
effects the message is likely to have, but he does not 
code the content in terms of these latent forces or ef
fects. He codes the content in fairly obvious terms of 
what it says. (Underlining mine.) 

Content analysis is, therefore, a technique capable of analyzing 

communications for a wide variety of research programs. With re

spect to education, some of these purposes are: 

1. To describe prevailing practices or conditions. 

2. To discover the relative importance of, or interest 
in, certain topics or problems. 
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3. To discover level of difficulty of presentation in 
textbooks or in other publications . 

4. To evaluate bias, prejudice, or propaganda in text
book presentations. 

5. To analyze types of errors in student's work. 

6. To analyze the use of symbols representing persons, 
political parties or institutions, countries or 
points of view. 

7. To identify the literary style, concepts or beliefs 
of a writer (Best 1970, pp. 133-134). 

The technique has also been used to examine legislative trends as 

they have impact on universities and colleges, characterize the 

nature of student dissent and analyze the motivations of consti

tuents of selected institutions of higher education (Hardee 

1972). 

The content analyst is not part of the communications 

process (see Figure 1, Budd, Thorp, and Donohew 1967, p. 3), but 

rather is an outsider "tapping in" to the process. By doing so, 

"He can give a detailed account of the communication and make 

limited predictions about the source and perhaps the receiver 

(Budd et al. 1967, p. 3)." As Kerlinger (1973, p. 52 5) noted: 

Content analysis, while certainly a method of analy
sis, is more than that. It is ... a method of observa
tion. Instead of observing people's behavior directly, or 
asking them to respond to scales, or interviewing them, 
the investigator takes the communications that people have 
produced and asks questions of the communications . There 
is a logic and economy about so viewing content analysis. 
In effect, we take it out of the purely analytic class and 
put it into the same class as interviews, scales, and 
other methods of observation. 



43 
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Figure 1. Relationship of the Content Analyst to the 
Communications Process 
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From an operational point of view, content analysis in

corporates six fundamental stages: 

First, the investigator formulates the research ques
tion, theory, and hypothesis. Second, he selects a sam
ple and defines categories. Third, he reads [or listens 
to or watches] and codes the content according to objec
tive rules. Fourth, he may scale items or in some other 
way arrive at scores. Next, if other factors are in
cluded in the study, he compares these scores with mea
surements of other variables. And finally, he interprets 
the findings according to appropriate concepts or 
theories (Budd et al. 1967, p. 6). 

Kerlinger (1973, p. 525) stated however that "most con

tent analysis has not been done to measure variables as such. 

Rather, it has been used to determine the relative emphasis or 

frequency of various communications phenomena: propaganda, 

trends, styles, changes in content, readability." 

Historical Employment 

The rudiments of what is now called content analysis were 

used as early as 1774 in the analysis of religious documents, and 

in the 19th century classical German scholars employed a form of 

content analysis in researching the sources behind their texts 

(Carney 1972, p. 27). 

Long before content analysis became established as a 
technique with a name of its own, students of society 
used records of communication for a variety of purposes. 
Historians examined them in order to reconstruct the 
period in which they were produced. Literary critics 
studied the productions of writers to discover the mes
sage they wanted to convey, their peculiarities of style, 
the values they propogated, and many other aspects of 
creative work. The arguments about whether Shakespeare 
actually was the author of all the works associated with 
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his name, for example, were supported largely by what to
day would be called content analysis (Sellitz et al. 
1955, p. 335). 

The technique began to acquire sophistication as a viable re

search tool, however, in the 20th century, largely as a result of 

the strides made in mass communication. By the 1920Ts newspapers 

had achieved a modicum of prominence as authoritative sources of 

information for society as a whole. With that prominence came 

influence and the concomitant interest of researchers in the lev

els and degrees of influence over public opinion that newspapers 

exercised. According to Carney (1972, p. 27) ". . . the tech

nique as such, in the form of a body of interrelated analytical 

tactics under the name of content analysis, came out of studies 

of newspapers in schools of journalism." Newspaper analysis ap

peared to dominate the interest of researchers increasingly as 

World War II approached because of the heavy lacing of propaganda 

that began to appear in the European press. The technique was 

seen by some as an intelligence gathering tool as well as a 

mechanism to interpret the thrust and targets of propaganda. 

The most extensive work in the content analysis of 
newspapers has been carried out by Harold D. Lasswell and 
his associates [1949]. Lasswell developed a system of 
"symbol analysis," which was employed during World War II 
in several branches of the United States government. In 
this system, newspaper content is studied for the appear
ance of certain symbols, such as "England," "Russia," 
"democracy," "Jews," "Stalin," etc. The frequency with 
which these symbols appear is noted, as well as whether 
their presentation is favorable, unfavorable, or neutral 
[or "indulgent," "deprivational," "neutral."] Favorable 
references are sometimes further divided into those 
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stressing "strength" and those stressing "goodness" or 
"morality"; negative references into "weakness" and "im
morality" categories (Sellitz et al. 1955, p. 340). 

By taking such a finite analytical approach to "manifest 

content," researchers such as Lasswell were able to glean trend 

lines which, to them, indicated the motivations and desires of 

the originators of communication. For instance, according to 

Sellitz et al. (1955, p. 333), R. K. White was able to discern 

specific values from an analysis of speeches. He classified 

value statements in the speeches of Hitler and Roosevelt by using 

two books as resources—My New Order, an English translation of 

Hitler's speeches by De Sales and Nothing to Fear, a compendium 

of selected addresses by Roosevelt. White found 4,077 value 

statements in Hitler's speeches and 1,249 in Roosevelt's. From 

the analysis (see Table 1), a deduction could be made that while 

both leaders were attempting to appeal to moral values, Hitler 

placed considerable emphasis on strength values while Roosevelt 

emphasized economic values. 

These examples indicate the variety of objectives which 

began to appear relative to content analysis. As a mechanism for 

exploring communications, it was extended to all forms including 

newspaper editorials, motion pictures, photographs, cartoons, 

correspondence between individuals, reports, biographies, radio 

broadcasts, speeches, pamphlets and books. The objectives were 

just as diverse, ranging from detecting media biases to measuring 
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Table 1. Percentage Distribution of Values Appealed to by Hitler 
and Roosevelt in Speeches Before World War II" 

Hitler Roosevelt 

Strength values 34.8% 15.2% 

Moral values 38.0 28.3 

Economic values 10.8 27.7 

Other values 16.4 28.8 

Total 100.0 100.0 

*Sellitz et al. 1955, p. 334. 

behavioral responses to specific communications (Sellitz et al. 

1955, pp. 334-335). 

After the war the technique underwent further development 

and expansion to fields beyond communication. It was used in 

Scoiology, Anthropology, Social Anthropology, Political Science 

and Psychology. With the introduction of the computer, the field 

has been able to further refine its methodologies. Computeriza

tion has aided the technique by accelerating the analysis of the 

mountainous accumulation of data which characterizes the typical 

content analysis study. 

Much has been said . . . about the tedious nature of 
certain aspects of content analysis—the dreary checking 
through page after page for isolated stories or the drudg
ery of counting words for readability tests. Computers, 
with their amazing capacity for storing information and 
checking facts rapidly, would seem to be ideally suited 
for such tasks .... If computers can be programmed for 
certain types of analysis, it should be possible for 
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researchers to take much larger samples of content because 
of the enormous speed with which the machines work 
(Nafziger and White 1963, p. 201). 

Ten years later Kerlinger (1973, pp. 530-531) indicated that the 

foregoing had come to fruition: 

The computer has revolutionized content analysis, as 
it has revolutionized data analysis. Fruitful investiga
tions that could hardly have been conceived a decade ago 
are now possible. Content analysis is laborious, because 
it involves the scanning of large quantitiies of materi
als, not to mention the preliminary work of setting up 
categories, defining units, and so on. Even with the 
computer, it can be laborious. Nevertheless, the most 
onerous aspects of the method are no longer onerous. Po
tentially at least then, any problems involving verbal 
materials can be conceptualized and analyzed for research 
purposes. 

With these advances, it is not difficult to surmise that 

content analysis will continue to develop as a research tool. 

The confluence of increasing sophistication in computer science 

technique, and the increasing influence of communications and the 

media in the functioning of society generally will undoubtedly 

produce singular opportunities for this form of observation and 

analysis. One reason for its probable continued development is 

its non-invasive nature. 

Today some of the methods of content analysis are 
seen as fine "unobstrusive measures"; that is, the people 
who produce the content that will be analyzed usually are 
unaware that they are being observed analytically. What 
they produce is often public, available for critical re
view by anyone. In this respect, content analysis data 
are different from many kinds of data communication re
searchers collect through questionnaires, personal inter
views, and the like. In a way, they are "harder" data 
and they generally stand still for the researcher (Budd 
et al. 1967, p. vii). 
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The fact that content analysis does not require the presence of 

the investigator in the organization being analyzed, or with the 

individuals being scrutinized, makes it an ideal research tool in 

a heavily mediated society. 

Component Elements 

Basic Coding Unit. Space, time, words, items, characters 

and assertions or "themes" as Berelson (1952) called them, are 

the most typical basic coding units available for selection in 

content analysis. These are the actual quantities being counted, 

or "coded." 

1. Space and time units . These refer to units such as the 

column inch in newspapers, the page in magazines or the 

minute in radio or television broadcasts (Nafziger and 

White 1963, p. 187). They are relatively easy to calcu

late and were quite common units of measurement in the 

early days of content analysis; they are, however, diffi

cult to measure precisely and do not lend themselves to 

subtleties . 

2. Words. These are fairly reliable units to use, particu

larly if the analysis concerns simply the presence or ab

sence of certain words. There are obvious semantic 

difficulties however. As Carney (1972, pp. 85-86) 

pointed out, "There is no 'ideal reality,1 no 'basic es

sence,1 no Tinner picture' of which the word is a label. 

As a person matures, word 'meanings' shift and change 



for him." Nonetheless, the word is the smallest and 

easiest unit to work with, and it lends itself nicely to 

computer analysis . 

Items. An item is an entire "production." An entire 

article, a play, a television program are all items. 

According to Berelson (1952, p. 141) these are (or were 

at the time of his publication) the most frequently used 

units in content analysis: 

This unit classifies material in the large, so to 
speak, and for this reason it has been frequently em
ployed, especially in the case of subject matter analy
sis for which it is particularly suitable. Analysis 
by the entire item is appropriate whenever the varia
tions within the item are small or unimportant. Thus, 
for example, news stories can often be reliably class
ified on a subject matter basis [e.g., domestic poli
tics, international affairs, crime, labor, etc.] But 
if detailed categories are added which introduce vari
ations within items, the item-unit may become 
inappropriate. 

The item is often used with another unit within the same 

study, an appropriate technique according to Berelson. 

Character. "A character, or person, or a class of per

sons is sometimes used as a coding unit in content analy

sis . All relevant information about the character is 

sifted out of the article or story and classified (Naf-

ziger and White 1963, p. 187)." This unit is sometimes 

used in literature studies to examine ethnic groups or 

nationalities. According to Nafziger and White (1963, 

p. 188), "The character unit has often been used . . . 



to examine the extent to which the mass media perpetuate 

the stereotypes in our society." 

Assertions. Originally called "themes" but modern usage 

seems to have shifted to "assertion." The terms are in

terchangeable for the purposes of this study, and as de

fined herein, an assertion is a statement' about a piece 

of subject matter. It is formulated by the analyst, as 

opposed to the foregoing units which have a physical 

existence of their own (word, character, etc.). For this 

reason, among others, it is one of the most difficult 

units to use, but it is also among the most useful in 

content analysis because it is usually realistic and 

close to the original concept. An example of assertion, 

or thematic analysis of content, was offered by Nafziger 

and White (1963, p. 186): 

The statement, "Your father, though handsome, is 
a selfish, intolerant man," contains at least three 
assertions; namely, "Your father is handsome," "Your 
father is selfish," and "Your father is intolerant." 
It is evident that, unless the permissible referents 
are restricted, assertion analysis can rapidly ex
plode a relatively small body of content into a 
large amount of data. 

Another example, this one found in Berelson (1952, 

p. 138) stems from the use of content analysis to analyze 

propaganda themes: 

. . . the sentence, "The intelligent Roosevelt 
will keep us out of war," contained two so-called 
meaning-units: "Roosevelt is intelligent" and 
"Roosevelt will keep us out of war." The meaning-
unit was defined as the smallest piece of content 
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that makes an assertion. In this study there were 
about 1.4 meaning-units per sentence. 

Assertions, then, may transcend words, sentences or para

graphs in terms of structure. This makes definition of asser

tions difficult because 

. . . communication on almost every topic is ex
tremely varied, and the decision as to when a particu
lar wording should be coded as an occurrence of a 
general theme is not easy to make. Explicit instruc
tion and full illustrations help to improve readabil
ity, but they did not guarantee it (Berelson 1952, 
p. 139). 

Category. As defined in this study, a category is a 

classification mechanism which identifies the nature and type of 

data to be coded. In thematic or assertion analysis, for in

stance, while the theme itself is the basic coding unit, each 

theme or assertion is placed in a larger compartment known as a 

category (Budd et al. 1967, p. 47). A variety of assertions will 

occur during the analysis, but they will all fall under general 

subject headings which take categorical form. 

Themes are derived from content, but their catego
ries need not be if an appropriate category system is 
available. The nature of the problem and the available 
resources determine the decision .... In developing 
theme categories, therefore, the analyst must be able 
to detect the major motifs in the content and recognize 
them in their various statement forms (Budd et al. 
1967, p. 48). 

Two categories contain the substance of the investigation, and 

must therefore be explicitly formulated. An example of how cate

gories are used can be seen in Figure 2, which is a coding sheet 

used by Donohew (in Budd et al. 1967, p. 41) in a study of 
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Newspaper: Date: Story Source: 

Expressions of  opposi t ion 
to  Medicare  

Expressions favoring 
Medicare  

Act ions in  opposi t ion to  
Medicare  

Act ions in  support  of  
Medicare  

Statements  support ing op
ponents  of  Medicare  

Statement  a t tacking oppo
nents  of  Medicare  

Statements  a t tacking pro
ponents  of  Medicare  

Statements  support ing pro
ponents  of  Medicare  

Statements  l is t ing oppo
nents  of  Medicare  

Statements  l is t ing propo
nents  of  Medicare  

Bi l l  not  l ikely to  pass  Bil l  l ikely to  pass  

Alternate  plan or  amend
ment  sought  by opposi t ion 

Act ions opposing al ter
nate  plan 

Provis ions of  a l ternate  
plan 

Statements  opposing al
ternate  plan 

Opposi t ion amendment  
approved 

Opposi t ion amendment  
defeated 

Some other  plan (e  g  
Kerr-Mil ls)  sa t isfactory 

President  insis ts  on So
cial  Securi ty  plan 

Effects  of  defeat  on other  
measures  — harmful  

Effects  of  passage on 
other  bi l ls  — helpful  

Effects  of  defeat  praised 
by opposi t ion 

Effects  of  defeat  of  b i l l  
cal led harmful  

Provis ions of  or iginal  
plan — costs  

Provis ions of  or iginal  
plan — benefi ts  

Opponents  may delay vote  Proponents  press  for  vote  

Miscel laneous — Miscel laneous 

0  Other themes 

Bil l  approaches vote  

Vote on Medicare  to  be 
c lose 

What  wil l  happen to  i t  i f  
passes/fai ls  Senate  

Possible  areas  of  com
promise 

Miscel laneous 

CONTENT 
TOTALS 

HEADLINE 

Head s ize  .  

HEADLINE 
CONTENT 

(- t l ,  -1 .  or  0)  

EDITORIAL OR 
EDITORIAL 
CARTOON 

(+1,-1,  or  0)  

Locat ion on 
page 

Net 

Length 

Total  
score and 
direct ion .  

Figure 2. Coding Sheet Used in Donohew's Study of Medicare 
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Medicare. In the study, Donohew used editorials as the basic 

coding unit. "Expression of opposition to Medicare," for in

stance, is one category into which might fall a variety of edi

torials of varying length or intensity. The length of intensity 

however were not relevent to the study; what was being sought was 

whether the entire editorial seemed to be an expression of oppo

sition or support. This example was selected because it is simi

lar to the approach used in this study, with assertions, rather 

than items, being the basic coding unit. "The analyst develops 

his categories within the framework of three primary requirements. 

Categories must accurately fit the needs of the study so that 

they answer the questions originally asked, be exhaustive [rela

tive to the problem] and be mutually exclusive (Budd et al. 1967, 

p. 39). These requirements for the development of categories, 

with the exception of the first, appear to be flexible within 

limits. That the categories should be appropriate to the problem 

is obvious and is a fixed requirement. If categories are not 

appropriate, then basic coding units will be inapplicable and the 

study will be seriously impaired. Exhaustiveness, however, ac

cording to most authorities, is a matter of judgment. Categories 

should cover the ground thoroughly, but too many categories can 

result in too cumbersome an effort for efficient research. Simi

larly, while categories should be mutually exclusive, authorities 

permit some leeway with this requirement. Not a great deal, how

ever, for if a basic coding unit can fit into more than one 
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category in a study consistently, then the scoring will be 

diluted. 

There are many types of categories. Some students of 

content analysis have urged the development of a fixed, codified 

set of universal categories; but most agree that the nature of 

communication is such that a fixed field of hard and fast cate

gory designations would be impractical. There are some attempts 

at "universalism" however. BerelsonTs system is the one most 

often cited as generally applicable to a large number of content 

analyses. He basically divided categories into "What Is Said" 

and "How It Is Said." Under "What Is Said" categories Berelson 

(1952, pp. 149-158) listed the following: 

Subject matter: This is perhaps the most general 
category used in content analysis studies and it answers 
the most elementary question: What is the communication 
about? 

Direction: This category, also called "orientation" 
[Allport and Faden 1940] and "character" [Harris and 
Lewis 1948], refers to the pro or con treatment of a 
subject-matter. Basically, the question is: Is the com
munication for or against the particular subject, or 
neutral toward it? 

Standard: This category, also called "grounds," re-
fers to thebasis on which the classification by direc
tion is made. 

Values: Closely related to standards is the catego
ry of values, also called "goals" [Berelson and Salter 
1946] and "wants" [jones 1942]: What people want or get. 
This category is usually, though not always, found in 
analyses of fictional materials applied to the 
characters. 

Methods: Values deal with the end of actions; meth
ods deal with the means employed to realize the ends . . 
. . This category, also called "actions" [Leites and 
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Pool 1942], has been used only seldom and then on poli
tical materials. 

Traits: This category, also called "abilities, sub
jective states" [Leites and Pool 1942], includes the or
dinary personal characteristics, certain psychological 
traits and other ways of describing people. Although it 
is usually applied to persons, the category has also been 
used to characterize institutions and policies as well. 

Actor: This category refers to the person or group, 
or other object, which appears in a central position as 
the initiator of an action. Who is represented as under
taking certain acts? 

Authority; This category, also called "source," re
fers to the person or group or object in whose name a 
statement is made . . . analysis of the German radio dur
ing the early years of World War II, for example, dis
closed the relative frequencies with which various 
American sources—persons, newspapers, radio stations, 
groups—were cited with approval. 

Origin: This category has been used in a few studies 
to identify the place of origin of the communication. 
Where did it come from? This is sometimes relevant in in
dicating how widely or narrowly the audience's attention 
is being directed. 

Target: This category, also called "addressee" 
[Waples and Berelson 1941], refers to the group to whom 
the communication is particularly directed. It can re
veal the degree to which special groups rather than the 
general public are being addressed. 

Under "How It Is Said," Berelson (1952, pp. 158, 160-162) listed: 

Form or type of communication: This has to do with 
the ordinary distinctions among forms. Trend analyses 
of book production, for example, differentiate between 
fiction and non-fiction [Punke 1937] . 

Form of statement: This category refers to the gram-
mat i'caT~or—syntactical form in which the communication 
is made or to its structural components. 

Intensity: This category, sometimes called "emotion
alism" or "sentimentalization" [Waples and Berelson 194l], 
refers to the "strength" or "excitement value" [Jacobs 
1942] with which the communication is made. In many 



57 

cases the analyst is interested in gauging the relative 
intensity of different contents, particularly because 
this factor is believed to be especially effective in 
influencing readers and listeners. 

Device: This category refers to the classification 
of a body of content on the basis of its rhetorical or 
"propagandistic" character. 

While Berelson's category system appears to be a comprehensive 

one, most content analysts tend to develop their own unique set 

of categories for their particular study. The specific category 

label is less important than for the analyst to follow as closely 

as possible the rules cited earlier for category construction. 

Context Unit. As defined in this study, the context unit 

is the largest division of content which may be consulted by a 

coder in order to assign a score to a basic coding unit. An in

dividual newspaper article is the context unit in this study. 

The context unit is the body of material surrounding 
the coding unit or, more precisely, as much of the ma
terial as is required to characterize the coding unit 
being analyzed. For example, if the coding unit is the 
word, the context unit may be the sentence in which the 
word appears—it might also be the paragraph or the en
tire article. The context unit needs to be large enough 
to provide the background necessary to permit accurate 
judging, but not so large that coders become confused 
(Budd et al. 1967, p. 36). 

The context unit serves to provide a frame of reference, there

fore. As an example, it is possible to have explicit and im

plicit context units. The explicit unit may be the article in 

which the coding unit appears, while the implicit unit may be 

the series of publications in which the article appeared. "It 

is possible that a statement or assertion appearing in a 
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labor-oriented publication may be coded favorable, but the same 

statement in a management-oriented publication be considered 

unfavorable (Budd et al. 1967, p. 36)." 

Because the context unit provides the critical frame of 

reference within which scoring and category assignment are con

ducted, the context unit must not be either too large or too 

small. According to Carney (1972, p. 144), the authorities on 

content analysis generally feel the range for a context unit 

should be 120 to 200 words. 

Quantification. The actual quantification of content 

analysis findings has followed the quantification methodology in 

the social and behavioral sciences generally. Degrees of sophis

tication appear to be infinite, and the availability of the com

puter has enhanced this prospect. According to Kerlinger (1973, 

p. 530) however, there are three basic approaches: 

There are three or more ways to assign numbers to the 
objects of the content analysis U. The first and most 
common of these corresponds to nominal measurement: 
count the number of objects in each category after assign
ing each object to its proper category. Suppose we are 
reading reports of field observers, and we come to a pas
sage, „ babies are breast fed until two years of age, 
then gradually weaned to rice and gruel." This theme 
might be assigned to the category "Permissive" or the 
category "Late Weaning." Then, in going through the ob
servers' notes, we assign similar passages to these cate
gories . The quantification would simply be the counting 
of the number of themes in each of the categories. A 
second form of quantification is ranking, or ordinal 
measurement. If one is working with not too many objects 
to be ranked--say not more than 30—judges can be asked 
to rank them according to a specified criterion. Assume 
that the relations between religiosity and other vari
ables are being studied, and subjects are asked to write 
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on the subject "What I Believe." Judges might be asked 
to rank the essays on the degree of religious belief. If 
a large number of essays are involved, they can still be 
ranked, but a more manageable system than total ranking 
can be used, for example, 10 or 11 ranks can be made 
available, and judges can assign the essays to the ranks. 
A third form of quantification is rating. Children's 
compositions, for example, can be rated as wholes for de
grees of creativity, originality, inner-direction and 
other-direction, achievement orientation, interests, val
ues , and other variables. 

Counting, ranking and rating appear to be the nucleus of ap

proaches in quantifying content analysis findings. It seems that 

most of the more esoteric statistical manipulations found in the 

field spring from this platform. 

Summary 

The first part of this chapter reviewed the functions and 

principles of management. The five basic functions of management 

are planning, organizing, staffing, directing and controlling. 

Each is supported by specific principles of management which have 

evolved over time, paralleling the evolution of management theory 

and practice. The principles are not immutable, but have been 

shown to be useful and in many cases authoritative guides in per

forming management functions . 

The second part of the chapter examined the university 

presidency in terms of its evolution, current trends and the ra

tionale for management training at the presidential level. An 

understanding of management functions and principles gained 

through formal training in management is seen by many as an 

emerging imperative for university presidents because of the 
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increasingly technical nature of managing institutions of higher 

learning. University administration is now becoming populated by 

skilled administrative specialists using sophisticated management 

techniques. It also involves new types of problems which are 

generated on and off campus, problems resulting from a more pow

erful role for universities in society. The president does not 

have to be an expert in all of these areas but does require an 

ability to manage them all in a knowledgeable way. Some feel 

that management training can prove useful in accomplishing this 

task. 

The third part of the chapter dealt with content analy

sis, a technique that can be used to analyze institutions, such 

as universities, and individuals based on communications gener

ated about them. The units of analysis can be as small as a 

word, as subjective as an assertion about the topic being ana

lyzed or as large as a book or a motion picture . Through a cod

ing process, however, they can assist in making deductions about 

the subject with varying degrees of sophistication. Content 

analysis was explored in this chapter because this approach was 

utilized to examine university administration in this study. 



CHAPTER 3 

DESIGN OF THE STUDY 

The research procedure, the sample and the data collec

tion and analysis methodology are discussed in this chapter. The 

procedure was predicated upon the classical functions of manage

ment and related principles; the analytical methodology employed 

a modified content analysis approach. 

Research Procedures 

A descriptive approach was employed in this study, and 

included the following steps: 

1. Five basic functions of management were selected from the 

professional literature; these were planning, organizing, 

staffing, directing and controlling. 

2. Priorities were assigned to the fundamental principles of 

management as cited in Koontz and O'Donnell (1972) which 

correlate with each function. For the explicit purposes 

of this study, Professor Koontz provided appropriate 

guidance. In so doing, he cautioned that the principles 

cannot, and should not, be considered discrete for the 

purposes of application by practicing managers . 
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3. From the field of functions and underlying principles, 

the two functions which the literature indicated were the 

most important sequentially were selected for study; 

these were planning and organizing. The literature and 

many practicing managers agree that planning and organiz

ing hierarchically precede all other management functions 

and that the other three functions are in many ways de

rivatives of these two. An organization adhering to the 

key principles underlying these two important functions 

therefore was deemed likely to be an essentially well 

managed organization. Consequently, for each of these 

two functions, their five most important principles were 

listed. 

4. A scenario was developed for each of these two management 

functions. The scenario for planning depicted an organi

zation which employs the five key principles of planning 

at an optimum level and the scenario for organizing de

picted a similar organization optimally employing the 

five key principles of organizing. 

5. Using A content analysis instrument developed from each 

scenario, newspaper reports on two universities were ex

amined for the purpose of extracting information on the 

management of each institution. The reports covered a 

six-month period corresponding to the school year in 

1974. Each university was similar in most respects 



except the president of one held a degree in administra

tion and the president of the other possessed no formal 

management training. 

6. The extent to which each institution appeared to be con

gruent with each scenario was recorded and scored. 

7. The scores were compared to determine the difference be

tween the perceived administrative effectiveness of the 

two institutions. Figure 3 conceptualizes the design of 

the study. 

Sample 

Two universities were selected for the study. Each met 

the following criteria: 

1. Both were public institutions. Their public nature made 

them of interest to newspapers in their immediate vicin

ity, which served as the primary source of data for the 

study. 

2. Both were doctoral degree granting institutions, a factor 

which authorities in the field of higher education equate 

with institutions of consequence. 

3. Both were located in communities of similar size and, to 

enhance comparability, both were located in the same geo

graphic region of the United States; but not in the same 

state. 

4. The institutions were not directly competitive; that is, 

they were not serving the same geographic "market" area, 



Scenario Key 
Principles 

Instrument 
Functions of 
Management 

Newspaper Reports 
on University "B" 

Newspaper Reports 
on University "A" 

Congruence/Incong ruence 

Figure 3. Diagram Showing the Design Employed in the Study 
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were not competing for the same state funds and were not 

regulated by the same state regulatory agencies. The 

purpose of this requirement was to eliminate the possi

bility of media favoritism regarding one institution over 

another, as often happens when two prominent institutions 

are located in the same state. 

5. The background of the presidents in each institution was 

essentially similar (see Table 2) with the exception of 

academic training. 

A profile of each university is presented in Appendix A. 

Collection of the Data 

Newspaper reports on each institution were used as the 

primary source of data. The newspapers selected met the follow

ing criteria: 

1. Both were daily newspapers. A daily newspaper, due to 

its frequency of publication, is more likely to carry 

more reports on the institution than is a newspaper pub

lished only on a weekly basis. More importantly, a daily 

newspaper will in many cases report the more esoteric, 

day to day activities of a public institution on a con

sistent, timely basis. 

2. Both were newspapers having the largest circulation in 

the vicinity of the institution. A larger circulation 

newspaper often has more resources at its disposal, which 
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Table 2. Comparison of Presidential Backgrounds at Universities 
"A" and "B"* 

President "A" "B" 

Terminal degree Ph.D. (Educational 
Admin. & Finance) 

Ph.D. (Mathematics) 

Age 51 50 

Length of time in 
presidency 5 years 5 years 

Position prior to 
assuming presidency 

University president 
(smaller institution) 

College dean 

*Yearbook of Higher Education (1973--1974). 

sometimes enhances the thoroughness and quality of its re

portage. Although not uniformly true, the reporting staff 

of a larger newspaper will generally be concomitantly 

larger than its competition and consequently more special

ized and generally better trained. This can further in

sure thoroughness and comprehensiveness in factual 

reporting. 

3. Both were located in the immediate vicinity of the insti

tutions under study. As such, the institutions because 

of their relative size and local prestige, were major 

factors in news gathering. This tended to lend itself 

favorably to the frequency of reports element. 

Microfilm copies of each edition of the selected news

papers were secured for the months of February, March, April, 

September, October and November 1974. These three-month time 
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frames were judged to be appropriate time periods at each univer

sity since they covered the months of greatest activity within 

the school year. It was determined that news reporting during 

these active months would lead to a sample size large enough to 

provide meaningful data. A sampling of not less than 25 reports 

was deemed adequate for the purposes of this study. 

A total of 180 editions of each newspaper were examined 

resulting in extraction of 99 reports on University "A" and 93 re

ports on University "B". Each report was photographed, individ

ually mounted and coded according to its source and date of the 

edition. Placement within the edition was noted for reference 

but was not a factor in the analysis. 

Instrument 

The content analysis instrument employed in scoring the 

data was similar to the one developed by Donohew (in Budd et al. 

1967, see Figure 2) and was based on the scenarios created for 

this study. 

The Scenarios 

To determine perceived administrative effectiveness, the 

study compared information on the management functions of plan

ning and organizing at each institution to a hypothetical insti

tution which employs the key principles of planning in an ideal 

fashion, and another which employs the key principles of organiz

ing in an ideal manner. The functions of planning and organizing 
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were the only ones of concern in this study; thus the scenarios 

were purposely incomplete from an overall management 

standpoint. 

Scenarios, in the traditional sense of the term, are used 

to make predictions about the future. According to Kahn and 

Wiener (1967, p. 6): 

Scenarios are hypothetical sequences of events con
structed for the purpose of focusing attention on causal 
processes and decision-points. They answer two kinds of 
questions: [l] Precisely how might some hypothetical 
situation come about, step by step? and [2 J What alter
natives exist, for each actor, at each step, for pre
venting, diverting, or facilitating the process? 

Among the various uses to which scenarios can be put, 

Kahn and Wiener (1967, p. 263) stated that "They can illustrate 

forcefully, sometime in over simplified fashion, certain princi

ples, issues or questions that might be ignored or lost if one 

insisted on taking examples only from the complex and controver

sial real world." It is in this context that scenarios were used 

in this study. They provided an illustration of principles of 

management when they are pressed into action. They were con

structed as follows: 

Planning. The definition of the planning function for 

this study is: 

The most basic of management functions is planning, 
the selection from among alternatives of future courses 
of action for the enterprise as a whole and each depart
ment within it. Every manager plans, and his other 
functions depend upon his planning. Plans involved se
lecting enterprise objectives and departmental goals and 
determining ways of reaching them. Plans thus provide a 
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rational approach to preselected objectives .... 
Planning is an intellectual process, the conscious deter
mination of courses of action, the basing of decisions on 
purposes, facts and considered estimates. 

The key principles which support the planning factors 
are: 

1. Principle of Contribution to Objectives 
The purpose of every plan and all derivative plans is 
to facilitate the accomplishment of enterprise 
objectives. 

2. Principle of Planning Premises 
The more individuals charged with planning understand 
and agree to utilize consistent planning premises, 
the more coordinated enterprise planning will be. 

3. Principle of Strategy and Policy Framework 
The more strategies and policies are clearly under
stood, the more consistent and effective will be the 
framework of enterprise plans. 

4. The Commitment Principle 
Logical planning covers a period of time in the fu
ture necessary to foresee, through a series of ac
tions, the fulfillment of commitments involved in a 
decision. 

5. Principle of Flexibility 
The more that flexibility can be built into plans, the 
less the danger of losses incurred through unexpected 
events, but the costs of flexibility should be weighed 
against its advantages (Koontz and O'Donnell 1972, 
p. 113) 

In order to construct a descriptive scenario which would 

depict to the fullest an organization which optimally employs the 

foregoing principles, a sampling of the literature on planning as 

it relates to the management of organizations was researched. A 

total of 48 statements (see Appendix B) were found which illus

trated the application of the specific principles under consid

eration. Each statement was then tied to the individual 
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principles which it appeared to support most concisely. The 

listing of statements served as the superstructure upon which the 

planning scenario was built. 

A narrative approach was utilized to bring the super

structure to life in the form of a scenario of an organization 

which optimally employs the five key planning principles. The 

planning scenario is presented in Appendix C. 

The scenario-building process was submitted to a communi

cations consultant for an evaluation of correctness of procedure. 

The process and its component elements—function statement, de

rivative principles, illustrative statements and the final sce

nario—were reviewed for their appropriateness. The consultant's 

concurrence on the process and the modifications in its develop

ment gave direction to the construction of the scenario on 

organizing. 

Organizing. The definition of the organizing function 

adopted for this study is: 

Organizing involves the establishment of an inten
tional structure of roles through determination and 
enumeration of the activities required to achieve the 
goals of an enterprise and each part of it, the grouping 
of these activities, the assignment of such groups of 
activities to a manager, the delegation of authority to 
carry them out, and the provision for coordination of 
authority and informational relationships horizontally 
and vertically in the organization structure. 

The key principles which support the organizing func
tion are: 

1. Principle of Unity of Objective 
An organization structure is effective if it facil
itates the contribution of individuals in the attain
ment of enterprise objectives. 
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2 . Span of Management Principle 
There is a limit in each managerial position to the 
number of persons an individual can effectively man
age, but the exact number will vary in accordance with 
the effect of underlying variables and their impact on 
the time requirements of effective managing. 

3 . The Scalar Principle 
The more clear the line of authority from the top man
ager in an enterprise to every subordinate position, 
the more effective will be the responsible decision 
making and organizational communication. 

4. Principle of Parity of Authority and Responsibility 
The responsibility for actions cannot be greater than 
that implied by the authority delegated, nor should 
it be less. 

5. Principle of Unity of Command 
The more completely an individual has a reporting re
lationship to a single superior, the less the problem 
of conflict in instructions and the greater the feel
ing of personal responsibility for results (Koontz 
and O'Donnell 1972, p. 48). 

The same scenario-building process was used for organiz

ing as that employed for planning. A total of 39 statements was 

found which illustrated the application of the specific princi

ples under consideration, and each statement was aligned with the 

individual principles it appeared to support most concisely (see 

Appendix D). As with the planning exercise, the statements 

formed a superstructure which was then brought to life in scenar

io form through a narrative approach. The scenario on organizing 

(Appendix E) was also reviewed by a communications consultant to 

help insure that it encompassed the statements and reflected the 

principles of organizing appropriately. The two scenarios were 

then dissected to construct the scoring instrument. 
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The Scoring Instrument 

Each scenario was carefully scrutinized for the purpose 

of formulating questions relating to its major tenets which might 

be asked of an organization being compared to the scenario. An 

exhaustive array of such questions was developed. These were 

then systematically combined into categories by noting every as

pect by which analytic results might be secured, and by following 

the basic rules for category construction (Budd et al. 1967, 

p. 39). The result was a scoring instrument consisting of 10 

dichotomous categories of inquiry for the planning function, and 

14 dichotomous categories of inquiry for the organizing function. 

Upon completion, the instrument was tested in a pilot study of 

25 news reports on a public institution other than the ones under 

study. Weaknesses revealed in the instrument were corrected, and 

it was expanded to 12 categories for the planning portion and 16 

categories for organizing. The categories, as formulated, cov

ered all of the major questions in the planning and organizing 

scenarios; they were designed to pertain strictly to the scenar

ios and were mutually exclusive. Mutual exclusivity was diffi

cult to attain because of the tendency of management principles 

to coalesce, and some of the categories bear similarities to one 

another. Application of the revised instrument demonstrated, 

however, that exclusivity was possible with a high degree of 

consistency. 
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The final version of the scoring instrument that was used 

in this study is presented in Appendix F. 

Treatment of Data 

Assertion analysis was applied to each newspaper report 

(context unit), each of which received either a positive, nega

tive or neutral score. A description of the analytic process is 

presented in Appendix G. The resulting data were analyzed in the 

following ways: 

1. To determine congruence of each institution with the sce

narios collectively, the context unit overall scores were 

converted into percentages and compared with the 

scenarios. 

2. To determine the degree of congruence of each institution 

with the scenarios individually, the Planning and Organiz

ing sub-section scores were analyzed and compared with 

the Planning and Organizing scenarios respectively, 

3. To determine differences between the two institutions 

with respect to their individual congruence with the sce

narios collectively and respectively, the differential 

between the institutional scores was averaged. 

4. To determine the effectiveness of the analytic procedure, 

the context unit topics were groupd and compared for each 

institution. The percent by which one institution re

ceived more interest from the media than another was cal

culated and analyzed. This provided insights into the 
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variety and nature of information available for study 

with respect to each institution. Secondly, quantity 

of assertions extracted from the newspaper coverage of 

each institution was compared, as were the number of 

categories on the scoring instrument activated by the 

assertions. These comparisons provided information rela

tive to the amount and quality of the data which the pro

cess made available. 

Summary 

The design involved constructing two scenarios; one de

picting an organization which exemplifies the ideal implementa

tion of five selected principles of planning, and another which 

exemplifies the ideal implementation of five selected principles 

of organizing. Planning and organizing were used because they 

were deemed to be the two most basic management functions . 

Two universities were then selected for analysis. One 

had a president who possessed formal management training while 

the other did not. Otherwise, the two universities and their 

presidents were essentially similar. 

The analytic procedure consisted of using a content analy

sis instrument to detect information from newspaper reports about 

the management of the two universities . The information was then 

compared, in percentage terms, with the planning and organizing 

scenarios to determine how congruent the two institutions were 

with the ideal situations depicted in the scenarios. Since one 
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institution had a president trained in management and the other 

did not, the differences between the two institutions' congruence 

with the scenarios were examined to determine if any inferences 

could be drawn relative to the administrative effectiveness of 

the two institutions, as perceived through the analytic process, 

and the training of their presidents. 

In addition, the procedure itself was analyzed to deter

mine its effectiveness in detecting information about management 

from readily available data, such as news reports. 



CHAPTER 4 

ANALYSIS OF THE DATA 

This chapter presents the findings derived from an ex

amination of newspaper reports on two universities using a con

tent analysis technique which focuses on assertions derived from 

the content of the reports. The chapter is organized in two 

sections: (1) data congruence with the scenarios and (2) analy

sis of the procedure. 

Data Congruence With the Scenarios 

This section presents the results of analyzing the con

text units as a whole and the Planning and Organizing sub-sections 

of the scoring instrument individually. 

Context Unit Analysis 

Each context unit received either a positive, negative or 

neutral score (see Appendix G) depending on the number of catego

ries checked on the positive or negative side of the instrument. 

A positive score indicated congruence with the scenarios collec

tively, a negative score indicated incongruence with the scenar

ios and a neutral score indicated a tie between positive or 

negative. 

76 



77 

University "A". A total of 99 context units relating to 

University "A" were examined. Nineteen were found to be inap

plicable for purposes of this study. The 80 remaining units 

were scored either positive, negative or neutral. As Table 3 

shows, 42 of the context units received a positive score (52.5%), 

18 received a negative score (22.5%) and 20 received a neutral 

score (24.0%). University "A" was therefore found to be 53% 

congruent with the collective scenarios, 23% incongruent and 

24% balanced between congruence and incongruence. 

University "B". A total of 93 context units relating to 

University "A" were examined. As shown in Table 3, 20 of these 

were found to be inapplicable to the purposes of this study, 

leaving 73 available for analysis . Thirty-two of these units 

received a positive score or 43.8%, 22 received a negative score 

or 30.1% and 19 received a neutral score or 26.0%. University 

"B" was therefore found to be 44% congruent with the collective 

scenarios, 30% incongruent and 26% balanced between congruence 

and incongruence. 

As Table 3 indicates, University "A" appeared to be mar

ginally more congruent with the collective scenarios than Univer

sity "B". Both schools also received negative scores. The data 

show that University "B" was more incongruent (received more 

negative scores) than University "A" by a marginal amount. Both 

schools were nearly equivalent in the neutral area. 



Table 3. Context Unit Analysis—Universities "A" and "B" 

Number and Percentage of Context Units 
Scored Positive, Negative or Neutral 

University "A" University "B" Difference 
Score No. % No. % No. % 

Positive 42 52.5 32 43.8 10 8.7 

Negative 18 22.5 22 30.1 4 7.6 

Neutral 20 24.0 19 26.0 1 2.0 

Inapplicable 19 20 

Total used 80 73 15 18.3 

To determine the degree of congruence with the scenarios 

individually, the positive, negative and neutral scores of each 

institution were analyzed separately; first in the Planning sub

section of the scoring instrument and next in the Organizing 

sub-section. 

Planning 

University "A". Each of the 80 context units shown in 

Table 3 for University "A" contained two sub-sections on Plan

ning; one positive and one negative (Appendix F). There were 

therefore 160 sub-sections available for scoring in the Planning 

sub-section. As Table 4 shows, 65 of these received a score. 

Thirty-two received a positive score (49.2%), 15 received a nega

tive score (23.1%) and 18 were neutral (27.6%). 



Table 4. Planning Sub-Section Analysis—Universities "A" and "B" 

Number and Percentage of Planning Sub-Sections 
Scored Positive, Negative or Neutral 

University "A" University "B" Difference 
Score No. % No. % No. % 

Positive 32 49.2 22 41.5 10 7.7 

Negative 15 23.1 23 43.4 8 20.3 

Neutral 18 27.6 8 15.1 10 12.5 

Total 65 53 28 40.5 

University "Btr. Seventy-three context units were scored 

for University "B", as shown in Table 3. This made 146 sub

sections available for scoring on Planning. Fifty-three of these 

received a score. Table 4 indicates that 22 planning sub

sections received a positive score (41.5%), 23 received a nega

tive score (43.4%) and eight scored in the neutral zone (15.1%). 

As can be seen from Table 4, the two schools are closely 

congruent in terms of their Planning function—the difference be

tween their positive scores is only 7.7%. Both schools also re

ceived negative scores however, and the difference between their 

negative scores is wider. University "B" is more incongruent 

(received more negative scores) than University "A" by a differ

ence of 20%. University "A", on the other hand, appeared to be 

13% more ambivalent with respect to congruence/incongruence than 

University "B". 
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Organizing 

The same analytical approach was applied to the Organiz

ing function for the two institutions, with the results shown in 

Table 5. 

University tTA". Out of the 160 sub-sections dealing with 

Organizing, University "A" scored in 67 of them, as shown in 

Table 5. The table indicates that a positive score was received 

by 37 of these sub-sections (55.2%), a negative score was re

ceived by 19 of them (28.4%) and 11 fell into the neutral zone 

(16.4%). 

University "B". From 146 available sub-sections on Or

ganizing, Table 5 shows that University "B" scored in 52 of them. 

It received a positive score on 26 sub-sections (50.0%), a nega

tive score on 16 (30.8%) and was neutral on 10 sub-sections 

(19.2%). 

As can be seen from Table 5, University "A" tends to be 

more congruent with the Organizing scenario than University "B", 

less incongruent and less in the neutral zone than University "B"; 

but in all instances, by a small amount. 

Summary—Data Congruence 
With the Scenarios 

The data relative to congruence of the two universities 

with the two scenarios were analyzed in two ways. First, all 

context units were tabulated. Each context unit consisted of one 

newspaper report. Each received either a positive, negative or 
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Table 5. Organizing Sub-Section Analysis—Universities "A" 
and "B" 

Number and Percentage of Organizing Sub-Sections 
Scored Positive, Negative or Neutral 

University "A" University nBn Difference 
Score No. % No. % No. % 

Positive 37 55.2 26 50.0 11 5.2 

Negative 19 28.4 16 30.8 3 2.4 

Neutral 11 16.4 10 19.2 1 2.8 

Total 67 53 15 10.4 

neutral score. The purpose of this analysis was to determine 

overall perceived administrative effectiveness. University "A" 

emerged as more congruent with the collective scenarios than Uni

versity "B", less incongruent and slightly less ambivalent. The 

chart in Figure 4 depicts the results. 

Second, the congruence of each school with each scenario 

was analysed by tabulating the Planning and Organizing sections 

of the scoring instrument for each context unit. As Figure 4 

illustrates, the two schools were reasonably close in congruence 

to each of the scenarios, which means that the percentage of 

positive scores received were similar. University "B", however, 

received a larger percentage of negative scores in the Planning 

area than did University "A". 

By averaging the differences between the two schools in 

all three areas—overall score, Planning, and Organizing scores— 
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University "A" received 7.2% more positive scores than University 

"B,T, was 10.1% less negative, and 4.4% more prone to fall into 

the neutral zone between positive and negative scores. 

Analysis of the Procedure 

This section presents results relative to the functioning 

of the analytic procedure in detecting information from newspaper 

reports . 

Context Units 

Out of the 180 editions of each newspaper used in this 

study, a total of 99 context units (newspaper reports) were se

lected for University "A" and 93 for University "B". Of these, 

80 and 73 respectively were identified as appropriate for analy

sis . The context units covered a wide scope of individual topics, 

ranging from personnel appointments, resignations, salaries and 

funding, to dissension on campus, controversy and evaluation of 

administrators. The context units were consolidated into 18 

general topic areas for the purpose of determining the frequency 

with which they appeared in the study. Table 6 is a consolidated 

frequency distribution of the context units for both schools, by 

topic. 

Context unit topics. To clarify the nature of topic 

designations, the following are typical, but not necessarily ex

clusive, examples of the type of material found in each of the 

topics in Table 6: 
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Table 6. Consolidated Frequency Distribution of Context Units 
by Topic for Both Schools 

Topic 
Frequency 

of Appearance 
Sub-

Frequency 

Employees 
—Salaries 
—Dissension 
—Services 

Funding 

Students 
—Situational 
—Fees 
—Services 

Personnel Appointments 

Facilities 

Academic Affairs 

Governance, Administration 

Personnel Resignations 

Legal 

Enrollment 

Controversy 

Personnel (Miscellaneous) 

Performance Evaluation (Institu
tional, Administration) 

Cost Saving 

Disruption on Campus 

Affirmative Action 

Unions 

Government Agency Relations 

Total 

25 

21 

18 

16 

11 

9 

9 

7 

7 

6 

6 

5 

5 

3 

2 

1 

1 

1 

153 

17 
6 
2 

59.5% 

7 
6 
5 
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1. Employees salaries: included pay raises, appropriations 

for raises, wage and salary difficulties. Dissension in

cluded grievances, discrimination charges, and differ

ences between groups. Services included benefits, credit 

union and similar services provided by the institution 

for its employees and their families. 

2. Funding: included state appropriations, operating capi

tal, costs of operation. 

3. Students—Situational: included isolated events regard

ing students, i.e., coed dormitories; fees and services 

included tuition, dormitory fees and various services 

provided students by the institution. 

4. Personnel Appointments: new appointments to administra

tive positions. 

5. Facilities: construction, renovation, physical plant. 

6. Academic Affairs: curriculum, instruction, educational 

policy. 

7. Governance, Administration: trustees, administrators and 

their activities, policy making, rules, procedures, opera

tional activities. 

8. Personnel Resignations: individuals in administrative 

positions who terminated their employment with the 

institution. 

9. Legal: contracts with outside organizations, lawsuits, 

judicial boards and panels. 
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10. Enrollment: size and scope of the student body, yearly 

comparisons. 

11. Controversy: events which did not result in disruption 

or dissension per se, but which involved polarized public 

or internal debate over problem areas. 

12. Personnel (Miscellaneous): situations involving person

nel internally or externally but which did not fit into 

one of the other personnel categories. 

13. Performance Evaluation: evaluation of administrators, 

governing boards or the institution as a whole in compari

son with other institutions. 

14. Cost Saving: energy conservation, expense reduction 

measures. 

15. Disruption on Campus: violence, discord, physical dis

ruption of campus routine. 

16. Affirmative Action: sex discrimination and remedial 

measures. 

17. Unions: recognition of established labor organizations 

as bargaining agents. 

18. Government Agency Relations: accommodation to regulatory 

agency. 

The frequency distribution for each institution varied 

topically, as shown in Table 7. The newspaper covering Universi

ty "A" demonstrated more interest than the one covering 

University "B" over the six-month period in the following areas: 



Table 7. Frequency Distribution of Context Units by Topic for 
Each Institution 

University Percentage University 
Topic "A" More rtfi" 

Employees 15 50 10 
—Salaries (13) (225) (4) 
—Dissension (1) (400) (5) 
—Services (1) 0 (1) 

Funding 11 10 10 

Students 10 25 8 
—Situational (5) (150) (2) 
—Fees (3) 0 (3) 
—Services (2) (50) (3) 

Personnel Appointments 5 120 11 

Facilities ' 9 350 2 

Academic Affairs 3 100 6 

Governance, Administration 5 25 4 

Personnel Resignations 1 500 6 

Legal 4 33.3 3 

Enrollment 4 100 2 

Controversy 3 0 3 

Personnel (Miscellaneous) 1 300 4 

Performance Evaluation 5 0 0 

Cost Saving 0 0 3 

Disruption on Campus 2 0 0 

Affirmative Action 0 0 1 

Unions 1 0 0 

Government Agency Relations 1 0 0 

Total 80 73 
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1. Performance Evaluation. 

2. Disruption on Campus. 

3. Unions and Government Agency Relations. 

4. Facilities. 

5. Enrollment. 

6. Employees. 

7. Governance, Administration. 

8. Legal. 

9. Funding. 

Considerable interest in employee salaries (225% more) was evi

denced as was interest in situational events regarding students 

(150% more interest). 

The newspaper covering University "B" displayed more in

terest than the one covering University "A" in the following 

topics: 

1. Cost Saving. 

2. Affirmative Action. 

3. Personnel Resignations. 

4. Personnel (Miscellaneous). 

5. Personnel Appointments. 

6. Academic Affairs. 

The newspaper covering University "B" did show interest 

in employees and students, but not as much as the one covering 

University "A". The only area where it displayed more interest 
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was in that of Employee Dissension (400% more interest) and Stu

dent Services (50% more interest). 

Summarizing the data on context units, it appears that 

some topics received more emphasis than others by the media for 

both schools collectively, but those topics were different from 

those which received emphasis per institution. 

For the two universities collectively, slightly more than 

50% of the media's interest centered on employees, funding, per

sonnel appointments, facilities and students (see Table 6). Col

lectively, interest was lower relative to the more esoteric 

elements of university functioning, such as the institution's 

legal relationship to its constituents, administrative programs 

or administrative evaluation. 

For University "A", media interest seemed to range over a 

much wider spectrum. Evaluation of administrators, government 

agency relationships and other functions bearing on the internal 

workings of the institution showed up in the reports, as well as 

the more "visible" areas such as students, faculty and funding. 

For University "B", the range of interest appeared to be more 

constricted, particularly with respect to the personnel catego

ries. Appointments and resignations of employees were especially 

prominent in the data. 

Assertions 

Topical analysis of context units provided insights into 

the variety and nature of information available for study with 
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respect to each institution. Analysis of assertions provided in

formation relative to the amount and quality of the available 

data. Two assertion analyses were conducted: the first compared 

the quantity of assertions extracted from the newspaper covering 

each institution, and the second compared the number of catego

ries on the scoring instrument activated by assertions for each 

institution. 

Quantity Comparison. As Table 8 indicates, 309 asser

tions were extracted from the 80 context units for University 

"A". The average number of assertions extracted for each context 

unit was 3.86. For University rfBrr there were 73 context units 

and from these 212 assertions were extracted, averaging 2.904 as

sertions per context unit. As shown in Table 9, the amount of 

information extracted from the data for University "A" exceeded 

the amount extracted for University "B" by 32.99%. The amount of 

information was not related to the size of the context unit; as

sertion analysis is related rather to the factual nature of the 

content. It appears, therefore, that the newspaper covering Uni

versity "A" contained nearly one-third more factual information 

relevant to the purposes of the study. The newspaper used for 

University "B" exceeded "A" in only four out of 23 topical 

groupings. 

It is of interest to note that despite the non-

administrative nature of many of the context unit subjects, an 

average of 3.4 assertions relative to management were available 



Table 8. Distribution of Assertions Per Context Unit for Each Institution 

University "A" University "B" 

Number 
Context 

Topic Units 
Number 

Assertions 

Average 
Assertions 
Per Context 

Unit 

Number 
Context 
Units 

Number 
Assertions 

Average 
Assertions 
Per Context 

Unit 

Employees 15 57 3.80 10 34 3.4 
—Salaries (13) (51) (3.92) (4) (13) (3.25) 
—Dissension (1) (4) (4.0) (5) (20) (4.0) 
—Services (1) (2) (2.0) (1) (1) (1.0) 

Funding 11 45 4.09 10 32 3.2 

Students 10 41 4.1 8 27 3.38 
—Situational (5) (27) (5.4) (2) (4) (2.0) 
—Fees (3) (9) (3.0) (3) (7) (2.33) 
—Services (2) (5) (2.5) (3) (16) (5.33) 

Personnel Appointments 5 14 2.8 11 28 2.54 

Facilities 9 32 3.55 2 8 4.0 

Academic Affairs 3 12 4.0 6 14 2.33 

Governance, 
Administration 5 21 4.2 4 10 2.5 

Personnel Resignations 1 2 2.0 6 11 1.83 

Legal 4 14 3.5 3 • 12 4.0 

Enrollment 4 22 5.5 2 4 2.0 



Table 8, Continued 

University "A" University "B" 

Topic 

Average 
Number Assertions 
Context Number Per Context 
Units Assertions Unit 

Average 
Number Assertions 
Context Number Per Context 
Units Assertions Unit 

Controversy 3 

Personnel 
(Miscellaneous) 1 

Performance Evaluation 5 

Cost Saving 0 

Disruption on Campus 2 

Affirmative Action 0 

Unions 1 

Government Agency 
Relations 1 

Total 80 

5 

24 

0 

8 

0 

3 

3 

309 

2 . 0  

5.0 

4.8 

0 

4.0 

0 

3.0 

3.0 

3.862 

4 

0 

3 

0 

1 

0 

0 

73 

8 

10 

0 

7 

0 

7 

0 

0 

212 

2 . 6 6  

2.5 

0 

2.33 

0 

7.0 

0 

0 

2.904 
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Table 9. Availability of Information Differential Between Media 
Reporting on University "A" and University "B" 

University trAtr University nB" 

Topic 

Average 
Assertions 
Per Context 

Unit 
Percentage 

More 

Average 
Assertions 
Per Context 

Unit 

Employees 
—Salaries 
—Dissension 
—Services 

3.80 
(3.92) 
(4.00) 
(2.00) 

11.76 
(20.62) 

0 
(100.0) 

3.40 
(3.25) 
(4.00) 
(1.00) 

Funding 4.09 27.81 3.20 

Students 
—Situational 
—Fees 
—Services 

4.10 
(5.40) 
(3.00) 
(2.50) 

21.30 
(170.0) 
(28.76) 
(113.2) 

3.38 
(2.00) 
(2.33) 
(5.33) 

Personnel Appointments 2.80 10.24 2.54 

Facilities 3.55 12.68 4.00 

Academic Affairs 4.00 71.67 2.33 

Governance, 
Administration 4.20 68.0 2.50 

Personnel Resignations 2.00 9.29 1.83 

Legal 3.50 14.29 4.00 

Enrollment 5.50 175.0 2.00 

Controversy 2.00 33.0 2.66 

Personnel 
(Miscellaneous) 5.00 100.0 2.50 

Performance Evaluation 4.80 0 0 

Cost Saving 4.00 0 0 

Affirmative Action 0 0 7.00 
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Table 9, Continued 

University "A" University "B" 
Average Average 
Assertions Assertions 
Per Context Percentage Per Context 

Topic Unit More Unit 

Unions 3.00 0 0 

Government Agency 
Relations 3.00 0 0 

Average Totals 3.862 32.99 2.904 
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per context unit collectively. Academic Affairs, for instance, 

provided an average of 4.0 assertions relative to management for 

University "A", and for University "Brr, seemingly innocuous re

ports of new people being hired provided an average of 2.54 as

sertions which fit one or more categories on the scoring 

instrument. 

Categories. The scoring instrument contained 12 dichoto-

mous positive and negative categories in the Planning sub-section, 

and 16 in the Organizing sub-section (see Appendix F). The as

sertions developed from the context units were assigned to these 

categories as applicable. Only one assertion was necessary to 

activate a category for scoring, although more than one assertion 

per category was not uncommon. It was the categories, however, 

not the individual assertions, that were tabulated to provide a 

score. 

For University "A", 93 positive categories and 59 nega

tive categories were activated on the Planning side of the in

strument, totalling 152 Planning categories. For University "B", 

44 positive categories and 45 negative categories were activated 

on the Planning side, totalling 89 Planning categories. 

For University "A", 84 positive categories and 55 nega

tive categories were activated on the Organizing side, totalling 

139 categories for Organizing. For University "B", 56 positive 

and 44 negative categories were activated for Organizing, total

ling 100 categories. 
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Upon analysis, it appears that there was only a differ

ence of one category between positive and negative for Univer

sity "B" in Planning, and only a 12 category spread between 

positive and negative on the Organizing side. There was, how

ever, a 34 category spread between positive and negative in 

Planning for University "A", and a 29 category difference on the 

Organizing side. This differential, combined with the results of 

the assertion analysis indicating one-fourth more assertions 

available for analysis relative to University TtA,T, seems to imply 

that higher quality data results in more categories activated, 

thus enhancing the detective powers of the instrument. 

Summary—Analysis of 
the Procedure 

The data relative to analysis of the analytic procedure 

was analysed in three ways. 

First, the context unit (newspaper report) topics were 

examined. It was found that the newspaper topics relative to 

University "A" covered a wider spectrum than did those for Uni

versity ,TB". This provided insights into the variety and nature 

of information available for study with respect to each 

institution. 

Second, assertions were analyzed. It was found that the 

newspaper covering University "A" provided reports containing 

nearly one-third more factual information relevant to the pur

poses of the study. 
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Third, since it was the categories that were scored, not 

the individual assertions which activated the categories, the 

number of positive and negative categories activated for each in

stitution were examined. The difference between the number of 

positive and negative categories for University "A" was wide; the 

difference between the number of positive and negative categories 

for University ,TB" was narrow. From the analysis of the analytic 

procedure it would appear that the instrument was differentiating 

more clearly in the case of University "A". 



CHAPTER 5 

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

In this chapter the study is summarized, conclusions are 

stated, and suggestions for further study are presented. 

Summary 

The purpose of the study was to devise a process which 

could assist in illustrating the relationship between perceived 

administrative effectiveness and the formal management training 

of university presidents. Inherent in the process developed for 

this study was the development of a methodology which could em

ploy readily available data in institutional analysis, and an 

exploration of the need for formal management training at the 

presidential level. 

A thorough review of the literature was made concerning 

the basic functions and principles of management and their rela

tionship to the practice of management; the training requirements 

for university presidents and the usefulness of content analysis 

as a tool for extracting factual information on institutions. 

The results of the literature review are summarized in this 

chapter. 

98 
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Literature Review 

Management Functions and Principles . There are five 

functions of management which are basic to the performance of 

managers at all levels. These are planning, organizing, staff

ing, directing and controlling. Each of these functions is sup

ported by a series of codified principles of management which 

serves as authoritative, although not immutable, guides to the 

performance of the function. An effectively managed institution 

is one which employs managers who attempt to optimize the per

formance of these functions through appropriate implementation 

of their underlying principles. 

Presidential Training. Universities have not tradition

ally valued management training on the part of the president. 

Numerous studies indicate however that such training in increas

ingly useful as universities become more complex organizationally 

and as their importance to society increases. There appears to 

be a trend toward competency in management theory and skills at 

lower levels of administration combined with an increasing ac

ceptance of contemporary management techniques in institutional 

management. The literature indicates that university presidents 

will undoubtedly need increasing professional managerial compe

tence to orchestrate individuals and techniques effectively. 

Content Analysis. A unique feature of content analysis 

is that it permits the analyst indirectly to examine a subject, 
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such as an institution, through analysis of communications deal

ing with the subject. In other words, it permits "non-invasive" 

analysis. It begins by selecting a specific type of communica

tion, such as a newspaper report, which is then examined to de

termine what information it contains relative to the objective 

of the analyst. The units of analysis which are commonly used 

include words, space and time units, items, characters and asser

tions . The analysis normally involves examining a number of 

messages of the same type, extracting all of the selected units— 

such as assertions—which appear in each message, inserting the 

units in appropriate categories which relate to the objective, 

and then counting either the units, the categories, or both. 

The technique has been used by a variety of disciplines to deter

mine information about many of society's institutions, including 

higher education. 

Study Design 

According to the literature, the proper execution of man

agement functions and principles normally results in effective 

management. In addition, it was indicated that management train

ing assists in the effective execution of these functions . Two 

universities were examined therefore to determine how well they 

appeared to execute two of the five management functions . One 

of the universities had a president with formal training in man

agement and the other did not. The two universities and their 
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chief executives were otherwise similar. The process which was 

developed to perform the examination was as follows: 

Functions and Principles. The two functions of Planning 

and Organizing were selected, and their five most important 

principles were determined. These functions were selected be

cause they are the two which hierarchically precede all other 

management activities. 

Scenario. A scenario of an ideal organization was devel

oped for each function. Each scenario reflected an organization 

which employs to the maximum the five most important principles 

inherent in the function around which the scenario was built. 

The scenarios were then used as optimal referents against which 

to compare the two universities, with the objective of deter

mining how congruent the universities were with the scenarios, 

Assertion Analysis . Newspaper reports spanning two 

three-month time periods were gathered on each university. Each 

report was systematically examined for the purpose of extracting 

assertions about the institution's management. A scoring instru

ment was developed consisting of 12 dichotomous categories in the 

Planning sub-section and 16 in the Organizing sub-section. The 

categories took the form of statements about an aspect of plan

ning or organizing, and were developed from a synthesis of major 

points contained in the scenarios . The assertions extracted from 

each news report were individually placed in an appropriate 
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category where possible . The categories on the positive and 

negative side of the scoring instrument which were activated by 

having one or more assertions inserted into them were counted for 

each news report. The report was then given an overall score of 

either positive, negative or neutral (in case of a tie). For 

each report, therefore, one of the following statements could be 

made: 

1. Positive: The report revealed factual information about 

the institution which was more congruent than incongruent 

with optimum performance in either Planning or Organizing, 

as exemplified in the scenarios. 

^ • Negative: The report revealed factual information about 

the institution which was more incongruent than congruent 

with optimum performance in either Planning or Organizing, 

as exemplified in the scenarios. 

3. Neutral: The report revealed factual information about 

the institution which was evenly both congruent and in

congruent with optimum performance in either Planning or 

Organizing, as exemplified in the scenarios. 

Findings 

The data were analyzed from the standpoint of overall 

congruence with the scenarios, congruence with the Planning and 

Organizing scenarios, average difference between the institutions 

and workability of the process. The findings were as follows: 
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Overall Congruence. To determine the congruence of each 

institution with the scenarios collectively, the context unit 

overall scores were assigned percentages and compared with the 

scenarios. Both institutions received positive scores, but Uni

versity "A" received more positive scores (8.7% more) than 

University "B". Both institutions also received negative scores. 

University "B" received 7.6% more negative scores than did Uni

versity "A". University "B" received more scores (2.0% more) in 

the neutral zone. From an overall standpoint therefore, Univer

sity "A" was slightly more congruent with the collective scenar

ios than University "B", indicating that its perceived 

administrative effectiveness was slightly greater, on the basis 

of this procedure. Similarly, its "ineffectiveness," as indi

cated by the negative scores, appeared to be slightly less for 

University "A" than University "B". 

Planning. To determine the congruence of each institu

tion with the Planning scenario, the Planning sub-section scores 

were analyzed. Both institutions received positive scores with 

respect to Planning. The difference in positive scores was 7.7% 

in favor of University "A", indicating that University "A" was 

more congruent with the planning scenario by that amount. Both 

institutions also received negative scores. University "B" re

ceived more negative scores (20.3%) than University "A". Univer

sity "B" was therefore deemed to be that much more incongruent 



104 

than University "A". In the neutral area, University "A" was 

more neutral than University "B" by 12.5%. 

The perceived administrative effectiveness of University 

"A" with respect to Planning was therefore slightly greater 

(7.7%) than that of University "B". The perceived administrative 

"ineffectiveness" of University "B" was 20.3% greater than Univer

sity "A" as far as Planning was concerned. 

Organizing. To determine the congruence of each institu

tion with the Organizing scenario, the Organizing sub-section 

scores were analyzed. Both institutions received positive scores 

with respect to Organizing. The difference in positive scores 

was 5.2% in favor of University "A", indicating that University 

"A" was more congruent with the Organizing scenario by that 

amount. Both institutions also received negative scores. Uni

versity "B" received more negative scores (2.4%) than University 

"A", indicating that University "B" was more incongruent with the 

Organizing scenario. The difference in neutral scores was 2.8% 

in favor of University "B". 

The perceived administrative effectiveness of University 

"A" with respect to Organizing was therefore slightly greater 

than that of University "B", on the basis of this procedure. 

Summary Average. For the purpose of summarizing the 

average difference between the two institutions, the differences 

between their positive and negative scores were averaged. Uni

versity "A" received an average of 7.2% more positive scores than 
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University "B". University "B", on the other hand, received an 

average of 10.1% more negative scores, and it was, on the aver

age, 4.4% more prone to fall into the neutral zone. University 

"A" therefore exhibited an average perceived administrative ef

fectiveness greater than that of University "B,T by slightly less 

than 10%. University "B"Ts average perceived administrative in

effectiveness was greater than that of University "A" by approxi

mately 10%. 

Analysis of the Procedure. To determine the effective

ness of the analytic procedure itself, three analyses were con

ducted. First, the context unit topics were grouped and compared 

for each institution. Slightly more than 50% of the media's in

terest centered on employees, funding, personnel appointments, 

facilities and students. The newspapers were not as interested 

in the more esoteric aspects of university functioning such as 

legal matters, administrative programs or evaluation. However, 

interest in these latter items seemed to be higher relative to 

University "A". There were 33.3% more articles on legal matters 

available for examination relative to University "A", and 2 5% 

more on governance and administration. In addition, there were 

five articles on performance evaluation, one on unions and one on 

relations with government agencies as opposed to none for Univer

sity "B". In comparing the coverage of the two institutions, 

there appeared to be a wider variety of more substantive informa

tion available relative to University "A". Since the newspapers 
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in each community were generally comparable and the institutions 

themselves were similar, three plausible inferences can be made 

to account for this difference. One is that the newspaper re

porting on University "A" was more thorough in its coverage of 

the institution. The second is that University "A" was perhaps 

more diversified in its activities. The third is that University 

"A" may have been more aggressive in revealing its activities to 

the press. 

The second analysis involved comparing the quantity of 

assertions extracted from the newspaper coverage of each institu

tion. Collectively, an average of 3.4 assertions about management 

were drawn from each context unit (news report). The newspaper 

covering University "A", however, yielded nearly one-third more 

information of a factual nature regarding management than did the 

one covering University "B". The average number of assertions 

per news report for T,A" was 3.862, and for "B" 2.904, a differ

ence of 32.99%. Briefly summarizing the procedure analysis to 

this point, the range of topics covered for University "A" was 

greater and the amount of information available within those 

topics was greater. 

In the third analysis, the positive and negative catego

ries on the scoring instrument which were activated by the asser

tions were tabulated. For University "A", 93 positive and 59 

negative categories were activated in Planning, a difference of 

34; and 84 positive, 55 negative categories were activated in 
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Organizing, a difference of 29. For University "B", 44 positive 

and 45 negative categories were activated in Planning, a differ

ence of one; and 56 positive, 44 negative were activated for Or

ganizing, a difference of 12. Comparatively, the spread between 

positive and negative for University "A" is much greater than it 

was for University "B". This would indicate that the instrument 

was more clearly differentiating in the case of University "A" 

than it was with University "B", perhaps on the basis of a higher 

grade of information as evidenced from the greater quantity of 

assertions available and the wider range of topics from which 

they were drawn. 

Conclusions 

On the basis of this study, the following conclusions are 

drawn with respect to the various questions posed: 

Procedure 

The procedure developed for this study demonstrated that 

it could detect and differentiate management information from 

readily available sources, such as newspapers. The collective 

average of 3.4 assertions per context unit supports this conclu

sion, as does the wide variety of topics yielded in the study. 

Support for the instrument's ability to differentiate is found in 

the comparative spread between University ,TA,Tts scores relative 

to positive and negative categories activated as compared with 

those for University "B". 
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Management Principles 

The usefulness of management principles in perceiving 

administrative performance was demonstrated by their use in form

ing the foundation upon which the scenarios were predicated. The 

scoring instrument, which proved successful in its detection and 

differentiation role, was developed from the scenarios which, in 

turn, were developed from the selected management functions and 

principles. Throughout the analysis, management related informa

tion was extracted from the context units which could, if neces

sary, have been traced to a specific management function and 

specific principles. 

Institutional Differences 

The signal difference between the two universities in the 

study was that University "A" had a president possessing formal 

management training; a doctorate in Educational Administration 

and Finance. University T,B"Ts president did not evidence any 

formal training in management or administration. Throughout the 

study, University "A" appeared to be more congruent with the 

scenarios, collectively and individually, than University "B"; 

its perceived administrative effectiveness therefore appeared to 

be higher than University "BTT. In each of the analyses however, 

the difference between the two institutions was marginal. The 

average difference in congruence was only 7.2% and the average 

difference in incongruence was 10.1%. While the process did, 

therefore, detect differences both between and within the 
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institutions, and while it did elicit management related informa

tion suitable for analysis, there is no evidence in the study to 

support the conclusion that the perceived administrative effec

tiveness of University "A" was significantly greater than that of 

University "B". Concomitantly, the study did not produce conclu

sive evidence of a significant relationship between managerial 

effectiveness and the formal management training of university 

presidents. 

Suggestions for Further Study 

The process developed in this pilot endeavor holds prom

ise as a potentially useful approach to the non-invasive study of 

institutional management. State legislatures and accrediting 

bodies might particularly find the process helpful in making pre-

assessments of institutions which could then serve as guides to 

internal analysis of specific operational areas. Further re

search is needed, however, before the process can attain a viable 

level of usefulness. It is therefore suggested that a similar 

study be conducted with the following modifications: 

1. All five management functions and the complete complement 

of principles underlying each should be incorporated. 

From these, five scenarios should be developed which 

would cover the entire range of optimal management prac

tice as it is defined by the functions and principles. 
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2. A larger sample of institutions should be drawn from the 

same geographic region. This would help to ameliorate 

the possible variance in media reporting capabilities, 

degrees of openness extant at each institution and levels 

of institutional activity in the management realm. 

It is also suggested that a similar study be conducted 

employing the foregoing modifications between institutions which 

do not have presidents possessing any formal management training; 

using instead, degrees of experience and tenure as criteria. Ex

perience and tenure were not considered in this study except that 

they were comparable for the two chief executives under examina

tion. The importance of these elements with respect to perfor

mance in a management role, however, requires further 

exploration. 



APPENDIX A 

UNIVERSITY PROFILES 

University "A" 

The university enrolled approximately 55,000 students in 

the 1973 academic year. It operates on the semester system and 

offers a summer term. It is accredited by the North Central 

Association of Colleges and Secondary Schools and also by appro

priate professional organizations. The university is composed of 

more than 20 departments of study and offers a full range of ROTC 

programs. It also has programs abroad. 

The entrance requirements include accredited high school 

graduation or equivalent; rank in upper half of graduating class 

or high scores on ACT; completion of 15 units including minimum 

3 English, 2 foreign language, 1 mathematics, 1 science, 1 social 

science; out-of-state students must rank in upper quarter of 

class; ACT is required; SAT may be substituted. 

The university has nearly 5,000,000 volumes in the li

brary. There are living accommodations for 10,000 students. 

Approximately 40% of the students applying for admission are ac

cepted, and nearly 85% of the student body graduates in the top 

quarter of their high school class. More than 40% graduated in 

the upper tenth. 

Ill 
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The institution is located in a small community of 56,000 

residents but is situated within 150 miles of a large metropolis 

of over 1,000,000 people. The university community and the area 

immediately surrounding it provide hospitals, clinics, libraries, 

churches and is served by several radio and television stations 

and newspapers, 

* 

University "B" 

The university enrolled approximately 36,000 students in 

1973 and operates on the semester system with a summer term. It 

is accredited by the North Central Association of Colleges and 

Secondary Schools and also by appropriate professional organiza

tions. The university is composed of more than 10 departments of 

study and offers a full range of ROTC programs. There are over

seas programs as well. 

The entrance requirements include high school graduation 

with rank in the upper half of the graduating class; C average 

and 15 units including 3 English, 3 mathematics, 1 science, and 1 

social science; score of 400 or more on SAT; all nonresident ap

plicants must be in the upper quarter of their graduating class 

or in the upper quarter on college board test results ; 81% of 

applicants are accepted. 

The library contains nearly 850,000 volumes and there are 

living accommodations for 8,000 students. Approximately 40% of 

the student body graduated in the highest tenth of high school 

class and nearly 75% in the top quarter. 
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The institution is located in a small community of 45,000 

residents but is situated within 150 miles of a large metropolis 

of over 1,000,000 people. The surrounding area is largely agri

cultural and agro-industrial. It is also a convention center for 

its region and enjoys all of the facilities enumerated for 

University "A". 
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Author Year Page Quote 

Knezevich 

Newman and Summer 

Drucker 

1. PRINCIPLE OF CONTRIBUTION TO OBJECTIVES: The purpose of every 
plan and all derivative plans is to facilitate the accomplish
ment of enterprise objectives. 

1969 29 Purpose, or goal orientation, provides the basis for 
differentiating between planning and idle speculation. 

1961 388 A manager . . . ascertains desirable and doable results, 
and defines them as objectives. 

1974 122 

Drucker 1974 45 

Koontz and O'Donnell 1972 114 

Unless the long range is built into, and based on, 
short-range plans and decisions, the most elaborate long 
range plan will be an exercise in futility. And con
versely, unless the short-range plans, that is, the de
cisions on the here and now, are integrated into one 
unified plan of action, they will be expedient, guess, 
and misdirection. 

The administrative job of the manager is to optimize the 
yield from . ! . resource. 

Plans alone cannot make an enterprise successful. Ac
tion is required; the enterprise must operate. Plans 
can, however, focus action on purposes. They can fore
cast which actions will tend toward the ultimate objec
tives, which tend away, which will likely offset one 
another, and which are merely irrelevant. Managerial 
planning seeks to achieve a consistent, co-ordinated 
structure of operations focused on desired ends . With
out plans, action must become merely random activity, 
producing nothing but chaos. 



Author Year Page Quote 

Koontz and 0'Donne11 1972 

Koontz and OfDonnell 1972 

Lockwood 1972 

Newman and Summer 1961 

Goyette 1970 

125 The first step in planning itself is to establish plan
ning objectives for the entire enterprise and then for 
each subordinate unit. 

125 Enterprise objectives should control the nature of all 
major plans, which, by reflecting these objectives, de
fine the objectives of the major departments. 

96 Within an individual university, the first objective 
! I--- the creation of an afcmospliora •"orvliu-ivo to 

lll' J . . -  ,  l i i x i  LIuj  i . l i . 'VU K/ j ' i l iO l l l  O i  a  i  CUI I r .  l; i rv : i  cfull' .O ill 
which the institution is seen as an entity having pur
poses beyond those of factions, departments or 
disciplines. 

371 Another important approach to obtaining consistent deci
sions, even though much of the planning work is dis
persed, is to establish a set of guides—a framework 
within which specific operating decisions must fit. 
These include objectives, policies, procedures and 
programs. 

4-5 Planning as a process for rational decision making is 
particularly appropriate for a university. Working with 
administration, faculty, and students, the professional 
planning staff assists the university community to iden
tify its goals, examine the available options for 
achieving these goals, establish priorities, and define 
techniques for implementation of goals. 



Author Year Page Quote 

2. PRINCIPLE OF PLANNING PREMISES: The more individuals charged 
with planning understand and agree to utilize consistent plan
ning premises, the more coordinated enterprise planning will be. 

Newman and Summer 1961 368-
369 

Newman and Summer 1961 371 

Friction can arise when we try to bring to bear the 
ideas of different persons on a decision, i.e., 1. Dif
ferences in perception of objectives. 2. Distortion 
and loss in communication. 3. The "persuasive" advisor. 
4. Unofficial influence. 

The manager, then, must seek ways to obtain the greatest 
benefits from dispersion of planning and at the same 
time lessen the frictions . 

Newman and Summer 1961 

Newman and Summer 1961 

Drucker 

371 . . . control the influence of staff advisors. 

371 

Newman and Summer 1961 411 

1974 12 5 

Another important approach to obtaining consistent deci
sions , even though much of the planning work is dis
persed, is to establish a set of guides—a framework 
within which specific operating decisions must fit. 
These include objectives, policies, procedures and 
programs. 

. . .  w e  m u s t  m e l d  t h e  f o r m a l  p l a n n i n g  s t r u c t u r e  w i t h  
the interests of the people doing the work. 

Strategic planning is not an attempt to eliminate risk. 
It is not even an attempt to minimize risk. Such an 
attempt can lead only to irrational and unlimited risks 
and to certain disaster .... The end result of suc
cessful strategic planning must be capacity to take a H 
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Drucker 1974 271 

Koontz and O'Donnell 1972 125 

Koontz and O'Donnell 1972 125 

Koontz and O'Donnell 1972 126 

greater risk, for this is the only way to improve entre
preneurial performance. To extend this capacity, how
ever, we must understand the risks we take. We must be 
able to choose rationally among risk-taking course of 
action rather than plunge into uncertainty on the basis 
of hunch, hearsay, or experience, no matter how meticu
lously quantified. 

. . . make sure that the planning of one group is com
patible with the planning of the others. 

The objectives of lesser departments will be better 
framed, however, if subdivision managers understand the 
overall enterprise objectives and the implied derivative 
goals . 

A second logical step in planning is to establish, ob
tain agreement to utilize, and disseminate critical 
planning premises. These are forecast data of a factual 
nature, applicable basic policies, and existing company 
plans. Premises, then, are planning assumptions—in 
other words, the expected environment of plans in 
operation. 

Because the future environment of plans is so complex, 
it would not be profitable or realistic to make assump
tions about every detail of the future environment of a 
plan. Therefore, premises are, as a practical matter, 
limited to those which are critical, or strategic, to a 
plan, that is, those which most influence its operation. 

H 
H 
00 
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Koontz and O'Donnell 1972 127 

Koontz and O'Donnell 1972 126 

Koontz and O'Donnell 1972 127 

Goyette 1970 4-6 

. . .  n o  c h i e f  e x e c u t i v e  c a n  a f f o r d  t o  c h a n c e  a  s i t u a 
tion where his lieutenants are planning their portions 
of the company's future on substantially different 
premises. 

The use of consistent premises should, therefore, be 
agreed upon. A single standard for the future is neces
sary for good planning, even though this standard in
cludes several sets of premises, with the instruction 
that different sets of plans be developed on each. 

Since agreement to utilize a given set of premises is 
important to coordinate planning, it becomes a major re
sponsibility of managers, starting with those at the 
top, to make sure that subordinate managers understand 
the premises upon which they are expected to plan. 

Because of the multitude of aspirations and goals to be 
found on any college campus, resources and facilities 
always seem inadequate to achieve all of them, and 
priorities must be established .... These priorities 
then become guidelines for more specific planning 
decisions. 

3. PRINCIPLE OF STRATEGY MP POLICY FRAMEWORK: The more strategies 
and policies are clearly understood, the more consistent and ef
fective will be the framework of enterprise plans. 

Newman and Summer 1961 371 build effective communication networks 
H 
H 
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Newman and Summer 1961 389 

Newman and Summer 1961 389 

Koontz and O'Donnell 1972 117 

Koontz and O'Donnell 1972 117 

Drucker 1974 270 

Koontz and O'Donnell 1972 118 

Koontz and O'Donnell 1972 119 

The manager has to give close attention to fashioning 
subgoals that are understandable and significant to the 
workers affected by them. 

. . . translating broad objectives into meaningful 
terms, distinguishing between hopes and expectations. 

Policies tend to predecide issues, avoid repeated analy
sis, and give a unified structure to other types of 
plans, thus permitting managers to delegate authority 
while maintaining control. 

Being guides to thinking in decision making, it follows 
that policies must allow for some discretion. Other
wise, they would be rules. 

. . . the worker himself, from the beginning, needs to 
be integrated as a "resource" into the planning process. 
. . . Every attempt should be made to make accessible 
to the worker the necessary knowledge. 

Policy should be regarded as a means of encouraging dis
cretion and initiative but within limits. 

The purpose of strategies, then, is to determine and com
municate through a system of major objectives and poli
cies, a picture of what kind of enterprise is envisioned. 

H ro 
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Goyette 1970 4-5 The planning process should involve persons from all 
parts of the institution. To achieve this objective, 
continuing contact is required between the planning of
fice and all of the functional units. 

4. TIE COMMITMENT PRINCIPLE: Logical planning covers a period of 
time in the future necessary to foresee, through a series of ac
tions, the fulfillment of commitments involved in a decision. 

Knezevich 

Drucker 

Drucker 

1969 29 

1974 121 

1974 125 

Planning enables the administrator to anticipate the im
pact of various forces and to influence and control to 
some degree the direction of change. 

Management has no choice but to anticipate the future, 
to attempt to mold it, and to balance short-range and 
long-range goals . 

Strategic planning does not deal with future decisions. 
It deals with the futurity of present decisions ..... 
The question that faces the strategic decision maker is 
not what his organization should do tomorrow. It is, 
"What do we have to do today to be ready for an uncer
tain tomorrow?" 

Drucker 1974 126 The first step in planning is to ask for any activity, 
any product, any process or market, "If we were not com
mitted to this today, would we go into it?" If the 
answer is no, one says, "How can we get out—fast?" . . 
. . Conversely, the plan that provides only for doing 
additional and new things without provision for slough
ing off old and tired ones is unlikely to have results. 

H to 
H 



Author Year Page Quote 

Drucker 

Drucker 

1974 

1974 

127 The essence of planning is to make present decisions 
with knowledge of their futurity. 

43 

Koontz and O'Dormell 1972 131 

Koontz and O'Donnell 1972 133 

A management decision is irresponsible if it risks dis
aster this year for the sake of a grandiose future. The 
all too common case of the great man in management who 
produces startling economic results as long as he runs 
the company but leaves behind nothing but a sinking hulk 
is an example of irresponsible managerial action and of 
failure to balance present and future. 

What the commitment principle implies is that long-range 
planning is not really planning for future decisions but 
rather the future impact of today's decisions. 

Responsible managers should continually scrutinize im
mediate decisions to ascertain whether they contribute 
to long-range programs, and subordinate managers should 
be regularly briefed on company long-range plans so that 
they will make consistent short-range decisions . 

5. PRINCIPLE OF FLEXIBILITY: The more that flexibility can be 
built into plans, the less the danger of losses incurred through 
unexpected events, but the costs of flexibility should be 
weighed against its advantages. 

Drucker 1974 126 The first step in planning is to ask of any activity, 
any product, any process or market, "If we were not com
mitted to this today, would we go into it?" If the 
answer is no, one says, "How can we get out—fast?" . . h 
. . Conversely, the plan that provides only for doing to 
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Drucker 1974 45 

Koontz and O'Donnell 1972 132 

Koontz and O'Donnell 1972 132 

Koontz and O'Donnell 1972 133 

Koontz and O'Donnell 1972 134 

Koontz and O'Donnell 1972 413 

additional and new things without provision for slough
ing off old and tired ones is unlikely to have results. 

The administrative job of the manager is to optimize the 
yield from . I . resources. 

The planning period will be no longer or shorter depend
ing on the extent to which flexibility can be built into 
the plan. 

But where there is no practicable flexibility, or where 
flexibility is costly, it is desirable to plan for the 
entire period of commitment. 

Because of future uncertainties and possible error in 
even the most expert forecast, the ideal of planning is 
to be flexible—the ability to change direction when 
forced to do so by unexpected events, without undue cost. 

The ability to change a plan without undue cost or fric
tion, to detour, to keep moving toward a goal despite 
changes in environment or even failure of plans, has 
great value. 

The enterprise that develops inflexibilities, whether 
these are resistance to change, too complicated proce
dures , or too firm departmental lines, is risking inabil
ity to meet the challenges of economic, technical, 
biological, political, and social change. It should not 
be forgotten that one of the obligations of the manager, 
and one of the tasks role structures are designed to per
form, is the perpetuation of the enterprise. 
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APPENDIX C 

PLANNING SCENARIO 

The following scenario depicts an organization which 

optimizes the planning principles of Contribution to Ob

jectives, Planning Premises, Strategy and Policy Frame

work, Commitment, and Flexibility. 

The institution itself is a large one and performs a not-

for-profit service to its constituents. The service is an im

portant one and so the institution is a factor of some 

significance to a wide variety of publics. The institution re

alizes that it exists in a world characterized by accelerating 

changes ; changes that impact on its relevance to its environment. 

For this reason, planning has been adopted as a key formalized 

function. It assists in optimizing resources. 

Planning is seen as a process for rational decision mak

ing, a requirement for which are definitive and specific long and 

short-range objectives at all levels of the organization. These 

are initiated at the top of the organization, with goals and ob

jectives set for the entire institution, based on its purposes in 

society. Its purposes have been, in fact, ascribed to it by so

ciety and they are viewed both within and without as transcending 

124 
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factions, individuals departments or disciplines. The emphasis 

on specific and definite goals and objectives is a reflection of 

the institution's desire to avoid unsought consequences with re

spect to its operations. 

The planning function, therefore, consists of derivative 

plans which result in the establishment of a set of guides for 

consistent decision making. These guides, codified in the form 

of policies, tend to eliminate fragmentation within the organiza

tion and result in all departments and factions working together 

toward the overall goals. 

The human factor is not disregarded in this process. In 

this particular organization the human element is more important 

at all levels of management and in the planning function as well. 

It is, after all, people who perform the service for which the 

institution was designed„ But the focus of the organization is 

on objectives, not upon individuals per se. Objectives are 

therefore established and agreed upon, and modifications are made 

to accommodate the human factor in line with these objectives. 

Planning is not done haphazardly. It is based on con

sistent, prioritized premises. Top management insures that all 

lower level managers understand and accept these premises. This 

is most important because without agreement on the basic premises 

for planning, the organization will be subject to differences in 

perception of objectives, distortion in the communication process 

and more consideration is apt to be given to "unofficial" 
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influences and persuasiveness on the part of some key individ

uals , rather than to rational, coordinated thinking. 

This is not to say that differences of opinion are not 

permitted, or that risks will be avoided as a result of planning, 

or even that people are not important. Indeed, planning is ex

ecuted so as to blend with the people doing the work. But dif

ferences in the organization occur within a framework—they are 

not divisive. One does not see departments or individuals going 

their separate ways with a set of plans and goals which are only 

scantly, or even unrelated to those of the institution as a 

whole. Consistent premises for planning are agreed upon by all 

concerned, and priorities are established which then become 

guidelines for specific planning decisions. 

Observers of this organization have noted repeatedly the 

effectiveness with which communication and participation take 

place. Central to this observation is the fact that all managers 

have specific, fresh information on policies and plans at higher 

levels—irrespective of organizational secrets or momentary de

sires at the top to withhold information. This phenomenon per

mits lower level managers to operate effectively within their own 

domains. Policies are important in the organization, but they 

are never misinterpreted as being rules . They are used as guides 

to action, and all managers at all levels participate in the 

development of policies which in any way affect their operations. 

To accomplish this, the organization has established effective 
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communication networks so that planning activities result in 

clear understanding and appreciation of the significance of 

plans. 

Planning and forecasting have been differentiated by the 

organization, and nobody is confused about the difference. Fore

casting the future is not the purpose of planning. The organiza

tion realizes that the future cannot be forecast specifically 

because external exigencies will mitigate against its efforts as 

times change. It therefore has alternative, contingency plans 

based on alternative premises to accommodate these problems. It 

attempts, in this way, to mold the future rather than to forecast 

it. The organization and its top management are never caught by 

surprise because they are in constant touch with what is going on 

both inside and outside the institution. They realize that the 

environment is dynamic, and change and uncertainty are accepted 

as normal conditions under which planning takes place. 

As the environment and the organization responding to it 

change, planning, through built-in flexibility, permits the phas

ing out of old methods and traditions in an expeditious manner, 

lest they become impediments to organizational functioning. The 

future impact of today's decisions is the crux of planning, and 

today's decisions are constantly being scrutinized to insure con

gruence with long-range programs. Through vertical and horizon

tal communication, subordinate managers are briefed regularly on 

modifications in long-range plans so that they can make 
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consistent, effective decisions. The organization is not totally 

flexible, because to be such would in some cases incur unaccept

able costs. Rather it is flexible in crucial areas. It is flex

ible, for instance, in the area of resistance to change—a 

condition which could vitiate the planning process if allowed to 

flower unimpeded. It is also disposed to keep rules from becom

ing too rigid, procedures too complicated or departmental lines 

too firm. 

One authority on planning has said that planning in this 

organization seems to be the function that precedes all others. 

It is done not because the institution was told to do it, or be

cause it is fashionable to have a planning office, or because it 

is an excuse not to act. It is done because it is the most prac

tical key in adapting to a rapidly changing future. It is there

fore viewed by all managerial personnel at all levels as 

important work that yields practical, tangible results. Because 

planning is outward oriented, all agree that it must begin at the 

top; with those ultimately responsible for the actions of the in

stitution. But while the lead comes from there, planning is par

ticipated in by managers at all levels. 

The planning function in this institution is definitely 

effective. This can be seen by the fact that the institution is 

on top of the trends which affect it, resulting in the support 

and participation of key publics regarding its various 

enterprises. 
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Author Year Page Quote 

1. PRINCIPLE OF UNITY OF OBJECTIVE: An organization structure is 
effective if it facilitates the contribution of individuals in 
the attainment of enterprise objectives. 

Koontz and O'Donnell 1972 242 The application of the principle of unity of objective 
implies, of course, the existence of formulated and un-
stood enterprise objectives. If the objective is to 
make a profit over a period of time, then the organiza
tion pattern that helps to accomplish this conforms to 
the principle of unity of objective. Whatever the goals 
or derivative goals, organization structure and action 
must be measured against the criterion of effectiveness 
in meeting them. 

Newman and Summer 

Newman and Summer 

1961 176 

1961 177 

Newman and Summer 1961 197 

Knezevich 

A manager should not only identify the specific needs of 
the people he directs; he should also be sensitive to 
the relative potency of these various desires . 

His objective should be to assign a structure in which 
on-the-job satisfactions are enhanced at the same time 
company aims are furthered. 

Prompt and accurate flow of information and ideas 
throughout an organization is crucial; coordinated ef
fort toward common goals is impossible without it. 

1969 38 The act of organization should produce a system of co
operation among incumbents. 
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Knezevich 

Drucker 1974 547 

Drucker 

Drucker 

1969 39 The informal organization may introduce valuable innova
tions which may be adopted as part of the formal pattern 
of operation .... On the other hand, informal or
ganization can create problems of morale if influence 
groups degenerate into warring cliques, and the so 
called "invisible government" or "kitchen cabinet" by
passes formally recognized channels of decision making. 

Equally common and equally dangerous is an organization 
structure that puts the attention of key people on the 
wrong, the irrelevant, the secondary problems. Organi
zation should put the attention of people on major busi
ness decisions, on key activities, and on performance 
and results. If, instead, it puts attention on proper 
behavior, on etiquette, on procedures, let alone on 
jurisdictional conflict, organization misdirects. 

Each member of the enterprise contributes something dif
ferent, but all must contribute toward a common goal. 
Their efforts must all pull in the same direction and 
their contributions must fit together to produce a 
whole—without gaps, without friction, without unneces
sary duplication of effort. 

1974 431- Workmanship must be encouraged in the business enter-
432 prise. But it must always be related to the needs of 

the whole . . . (it can happen that) the functional work 
becomes an end in itself. In far too many instances the 
functional manager no longer measures his performance by 
its contribution to the enterprise but only by his own 
professional criteria of workmanship .... The 

1974 430 
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functional managers' legitimate desire for workmanship 
becomes, unless counterbalanced, a centrifugal force 
which tears the enterprise apart and converts it into a 
loose confederation of functional empires, each con
cerned only with its own craft, each jealously guarding 
its own "secrets," each bent on enlarging its own domain 
rather than on building the business. 

Drucker 1974 17 Management has to give direction to the institution it 
manages. It has to think through the institution's mis
sion, has to set its objectives, and has to organize re
sources for the results the institution has to 
contribute. 

Drucker 1974 32 . . .  t h e  m a n a g e r  i n  p u b l i c - s e r v i c e  i n s t i t u t i o n s  faces 
the same tasks as the manager in a business; to perform 
the function for the sake of which the institution ex
ists ; to make work productive and the worker achieving; 
to manage the institution's social impacts and to dis
charge its social responsibilities. 

2. SPAN OF MANAGEMENT PRINCIPLE: There is a limit in each manage-
rial position to the number of persons an individual can effec
tively manage, but the exact number will vary in accordance with 
the effect of underlying variables and their impact on the time 
requirements of effective managing. 

Morris 1970 3-5 It is flexible (a university) in order to expand in 
terms of functional specialization commensurate with its 
size and its philosophy of administration operation. h 

N> 



Author Year Page Quote 

Consideration must be given not only to horizontal and 
lateral communications but also to span of control. 

Morris 1970 3-7 The organizational structure, in order to be effective, 
must be as simple as possible. Each control point needs 
to be clearly defined in terms of responsibility and 
authority in order to make the structure effective. 

Koontz and O'Donnell 1972 251 It is concluded that there is a limit to the number of 
subordinates a manager can effectively supervise, but 
the exact number will depend on underlying factors, all 
of which affect the difficulty and time requirements of 
managing .... There can be no argument that the 
costs of levels in supervision are such as to make it 
highly desirable for every individual manager to have 
as many subordinates as he can effectively supervise. 

Koontz and O'Donnell 1972 254 . . . the most important determinant is the manager's 
ability to reduce the frequency and time impact of 
superior-subordinate relationships . . . seven general 
factors materially influence the number and frequency of 
such relationships. 

—The better the training of subordinates, the less the 
impact of necessary superior-subordinate relationships. 

—The most serious symptom of poor organization affect
ing the span of management is inadequate or unclear 
authority delegation .... But if the subordinate's 
task is not one he can do, or if it is not clearly de
fined or if he does not have the authority to 



Author Year Page Quote 

Koontz and O'Donnell 1972 255 --

undertake it effectively, he will either fail to per
form it or take a disproportionate amount of the man
ager's time in supervising and guiding his efforts. 

•If these plans are well defined, if they are workable 
within his framework of operations, if he has the 
authority to undertake them, and if he understands 
what is expected, he will require little of his su
perior's time .... If his superior has set up 
clear policies to guide his decisions and made sure 
they are consistent with the operations and goals of 
the department, and if the subordinate understands 
them, there will certainly be fewer demands on the 
superior's time. 

—A manager must find out, by either personal observa
tion or use of objective standards, whether subordi
nates are following plans. 

Koontz and O'Donnell 1972 256 —If every plan, instruction, order or direction has to 
be communicated by personal contact and every organi
zation change or staffing problem handled orally, the 
manager's time will obviously be heavily burdened. 

Koontz and O'Donnell 1972 256 --An executive's ability to communicate plans and in
structions clearly and concisely also tends to in
crease a manager's span. The subordinate who, after 
leaving his superior's desk or receiving his memoran
dum of instructions, is still in doubt as to what is 
wanted or what has been said, is sure to increase the 
relationships that will sooner or later require the 
manager's attention. 



Author Year Page Quote 

Koontz and O'Donnell 1972 

Koontz and O'Donnell 1972 

Koontz and O'Donnell 1972 

Newman and Summer 1961 

Newman and Summer 1961 

Knezevich 1969 

257 One wonders whether the high percentage of executive 
time spend in conferences and committees might be re
duced somewhat by better training, better policy making 
and planning, clearer delegation, more thorough staff 
work, better control systems and objective standards, 
and, in general, better application of sound principles 
of management. 

257 Organization structure laden with departments and levels 
causes complexity and losses. 

364 One of the best means of forcing delegation of authori
ty, particularly in middle and lower levels of organiza
tion, is to require managers to have a large number of 
subordinates and, at the same time, hold them to a high 
standard of performance. 

108 . . . the process of leadership may be carried out in
effectively if the span of supervision is too wide. 

191 . . .  we sho u l d  g i v e  c o n s i d e r a t i o n  t o  hav i n g  fewer lev
els of supervision. 

38 The more heterogeneous the professional preparation, ex
periences, or philosophies of members, and the more com
plex and rapidly growing the organization, the greater 
the possibility that a sizeable number of informal 
groups will form. 



Author Year Page Quote 

Drucker 1974 546 The most common and the most serious symptom of malor-
ganization is multiplication of the number of management 
levels . A basic rule of organization is to build the 
least possible number of management levels and force the 
shortest possible chain of command. Every additional 
level makes more difficult the attainment of common di
rection and mutual understanding. Every additional lev
el distorts objectives and misdirects attention. 

Drucker 1974 601 The simplest organization structure that will do the job 
is the best one. What makes an organization structure 
"good" are the problems it does not create. The simpler 
the structure, the less that can go wrong. 

3. THE SCALAR PRINCIPLE: The more clear the line of authority from 
the top manager in an enterprise to every subordinate position, 
the more effective will be the responsible decision making and 
organizational communication. 

Morris 1970 3-5 

Morris 1970 3-5 

An administrative organization should be designed spe
cifically to promote efficiency and economy in imple
menting the institution's academic and administrative 
responsibilities. 

It is safe to say that those institutions which have 
definite lines of communication between administration, 
faculty, and students are most functionally meeting 
their challenges today. 



Author Year Page Quote 

Koontz and O'Donnell 1972 348 

Knezevich 

Knezevich 

1969 

1969 

Drucker 

Drucker 

Drucker 

39 

42 

1974 S25 

Every subordinate must know who delegates authority to 
him, and to whom matters beyond his own authority must 
be referred. Although the chain of command may be safe
ly departed from for purposes of information, departure 
for purposes of decision making destroys authority and 
undermines managership itself. 

Knowing the power structure in the school system 
knowing the informal organization. 

means 

1974 526 

1974 601 

Decisions or other activities at the general (top) ad
ministration level influences all segments of the edu
cational institution. In other words, authority 
exercised at this level is not limited in scope. 

A hierarchy does not, as the critics allege, make the 
superior more powerful. On the contrary, the first ef
fect of hierarchical organization is the protection of 
the subordinate against arbitrary authority from 
above .... Protection of the subordinate underlies 
also the scalar principle Ts insistence that a man have 
only one superior. 

Altogether, the more clearly a structure defines work, 
authority, and relationships, the fewer demands it makes 
on the individual for self-discipline and self 
subordination. 

The simplest organization structure that will do the job 
is the best one. What makes an organization structure 
"good" are the problems it does not create. The simpler 
the structure, the less that can go wrong. 

H UJ 
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Newman and Summer 1961 197 Prompt and accurate flow of information and ideas 
throughout an organization is crucial; coordinated ef
fort toward common goals is impossible without it. 

4. PRINCIPLE OF PARITY OF AUTHORITY AND RESPONSIBILITY: The re-
sponsibility for actions cannot be greater than that implied by 
the authority delegated, nor should it be less. 

Morris 1970 3-8 

Koontz and O'Donnell 1972 350 

An essential ingredient of organizational structure is 
the provision for delegation of authority. Just as a 
president or chancellor must delegate responsibility 
with commensurate authority to his chief administrators 
for major functions, so must they delegate authority to 
those persons responsible to them. Delegation of au
thority does not imply any reduction in the responsibil
ity of the official who delegates. 

Since authority is the discretionary right to carry out 
assignments and responsibility is the obligation to ac
complish it, it logically follows that authority should 
correspond to the-responsibility . „ . . Nor should he 
(manager), on the other hand, have more authority than 
his responsibilities call for .... Sometimes suffi
cient authority is delegated, but the delegant is not 
held responsible for its proper use. 

Knezevich 1969 43 It must be stressed that the executive does not rid him
self of responsibility through delegation . . . authori
ty granted should be equal to responsibility. 

H OJ 
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Knezevich 1969 43- Authority should not be confused with overall power; it 
44 is merely permission to make certain commitments to 

utilize resources, and to take whatever actions may be 
necessary to perform delegated duties . 

5. PRINCIPLE OF UNITY OF COMMAND: The more completely an individ-
ual has a reporting relationship to a single superior, the less 
the problem of conflict in instructions and the greater the 
feeling of personal responsibility for results. 

Koontz and O'Donnell 1972 315 Limiting the area of functional authority is important 
in preserving the integrity of the managerial position. 

Koontz and O'Donnell 1972 315 Some semblance of unity of command can be maintained by 
requiring that the line of functional authority shall 
not extend beyond the first organizational level below 
that of the manager's own superior. 

Koontz and O'Donnell 1972 315 In other words, functional authority should be concen
trated at the nearest possible point in the organization 
structure to preserve, as much as possible, the unity of 
command of the line executives. 

Koontz and O'Donnell 1972 321 An intelligent manager will not delegate his managerial 
functions, and it is fatal to his managership to strip 
away real responsibility for activities such as planning 
and to assign them to a staff assistant. 



Author Year Page Quote 

Koontz and 0 'Donne 11 1972 

Xoontz and O'Donnell 1972 

Koontz and O'Donnell 1972 

Koontz and O'Donnell 1972 

Knezevich 1969 

Knezevich 1969 

321 But the manager should remain aware of the difficulties 
of multiple authority and should either limit them— 
even at the cost of some uniformity or loss of the 
fruits of specialization—or else carefully clarify 
them. 

349 . . . it is undesirable to have several managers assign 
duties to one employee, who would than be obligated to 
each of the several managers. 

514 (principle of unity of command) avoids division of 
loyalties, problems of priorities, and conflicting 
orders . 

576 It is true that sometimes the net efficiency of an en
terprise is improved by the introduction of multiple 
command, such as functional authority, but this should 
be done only when the gains clearly outweigh the costs. 

42 For unity of authority or command, one chief executive 
must have ultimate responsibility. . . . Each individ
ual within the system, in turn, reports primarily to one 
executive or superior. 

43 In present-day practice, dual supervision or joint com
mand is working, despite the organizational tradition 
that no man can serve two masters. 



APPENDIX E 

ORGANIZING SCENARIO 

The following scenario depicts an organization which 

optimizes the organizing principles of Unity of Objec

tive, Span of Management, Parity of Authority and Respon

sibility and Unity of Command. 

As a result of proper planning methodologies, the organi

zation has goals and objectives which relate to the mission it is 

designed to perform. In order to achieve these objectives, the 

institution is a model of organizational effectiveness . As a 

consequence, all segments of the organization contribute to the 

achievement of goals and objectives in a productive way. 

To insure productivity, the organization itself is com

paratively simple in structure. It consists of a hierarchy 

comprised of relatively few levels, each with as wide a span of 

management as is consistent with effective management practice, 

and a minimum of departments. It has a chain of command which 

emphasizes parity of responsibility and authority and there is 

an attempt made at all times to minimize functional authority in 

favor of one-to-one reporting relationships. 

141 
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First, let us examine structure. The number of levels of 

supervision are kept at a minimum as are the number of depart

ments . At each level, managers have as many employees reporting 

to them as they can effectively supervise. Every manager is 

aware, however, that the process of leadership will be carried 

out ineffectively if the span of management is too wide. The 

exact number of people supervised at each level and within each 

department therefore varies according to the nature of the re

sponsibilities delegated to them and the manager's ability to 

supervise efficiently. 

Knowing that the span must be as wide as possible within 

the bounds of practicality, managers rely upon communications and 

training to expand their sphere of control. Every manager is an 

excellent communicator. All are able to convey plans and direc

tives to subordinates clearly and concisely, both orally and in 

writing with emphasis on the latter. Management tries to main

tain a balance between close personal relationships through per

sonal interaction and careful allocation of executive time. 

Face-to-face communication is therefore conserved for only those 

instances where it is likely to produce desired results . Routine 

administrative activities requiring input from management are 

handled as much as possible in writing through clear written 

memoranda. This saves considerable executive time, but it would 

not if subordinates were not well trained to act upon written di

rectives . Fortunately, they are. The span of management control 
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is thus further extended by having well trained subordinates who 

do not have to check every decision in person with their supe

riors . They clearly understand their responsibilities and the 

authority that goes with them, and it is the rare subordinate who 

receives a written directive, or for that matter, who comes away 

from a personal conference not understanding what was said or the 

reasons behind it. 

While subordinates do not unduly burden executive person

nel with matters they can handle themselves, the executive per

sonnel do not unduly burden subordinates with vagueness relative 

to their functions or reporting relationships . Each position 

carries with it authority commensurate with the responsibility 

delegated. Authority is viewed as the discretionary right to 

carry out responsibilities. It is not viewed as "power" so much 

as it is seen as merely permission to make certain commitments to 

utilize resources or perform delegated duties . Management does 

delegate freely and does not feel that it is giving up any of its 

prerogatives in so doing. It realizes that ultimate responsibil

ity rests with top management, even if some of those respon

sibilities are executed by others . To insure that 

responsibilities are executed as effectively as possible, there

fore, authority is carefully matched to insure that the responsi

ble party has no more nor less authority than is needed to do the 

job effectively. Those who have examined this organization have 
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commented favorably on the fact that one never sees a superior 

disavowing responsibility for a subordinate's actions. 

The institution is a highly specialized organization, and 

as such it contains a variety of specialized staff functions. 

Because this is so, subordinate managers often have more than one 

individual to whom they are accountable; but subordinate non-

managerial employees do not. Every effort is made to have only 

one superior for each subordinate manager and definitely for each 

subordinate non-managerial employee. Functional authority is 

concentrated as much as possible at the nearest point of origina

tion so as to preserve unity of command and hence the integrity 

of management's position. As a result, one never hears an em

ployee complain about having too many bosses. 

The typical department head, therefore, knows exactly 

what his responsibilities are and he knows exactly what the lim

its of his authority are. Further, he knows that his authority 

is not synonymous with "power," and he does not execute it that 

way. And finally, though he may consult or be consulted by func

tional specialists—such as personnel or public relations—his 

primary responsibility is to his line superior, and staff advice 

does not take the form of mandates except as so indicated by his 

superior in the line organization. In this way, employees and 

subordinate managers are protected by the hierarchy itself from 

arbitrary exercise of authority. 
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As can be seen, there is a hierarchical chain of command 

in the organization that is willingly adhered to by all members 

of the institution. They do so because, as implied above, it in 

fact makes it possible for people to perform in the most effec

tive way. Employees or others never refer to the president or 

other top executives as power figures. Instead, superiors are 

looked upon as colleagues whose job it partially is to enhance 

the effectiveness of subordinates . 

To accomplish this, the chain of command in the hierarchy 

has two essential functions; it is a conduit for both decisions 

and information. For the purpose of decision making, the chain 

of command is observed rigidly. All decisions are made at the 

appropriate level of responsibility. With respect to the trans

mittal of information however, the chain of command is only one 

source and this concept is sanctioned by management. The in

formal organization is used as much as possible. This does not 

necessarily mean the rumor mill or grapevine, but the informal 

relationships that develop and tend to transcend organizational 

lines occasionally. Management understands the informal organi

zation and how it functions, and uses it to extend the span of 

control. It is seen as a healthy phenomenon in the institution. 

No one, therefore, is chastized for securing information from the 

most authoritative sources, irrespective of where the source is 

located in the hierarchy. Information is the key to effective 

decision making, and it is thus obtainable quickly, with a 
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minimum of delays or filtering. The decisions themselves how

ever, are made at the proper levels by the proper individuals, 

quickly and authoritatively. Crisis management and "fire fight

ing" is thus avoided because communications and decision channels 

are operating in tandem as they should. 

This type of structure gives the institution an organiza

tion through which goals and objectives can be readily achieved 

with a minimum of friction and disharmony. It permits clear fo

cusing on objectives by all concerned and it permits maximum op

portunity for on-the-job satisfaction in the process. 

Considerable attention is given both to the training of subordi

nates and to their specific needs and the potency of those needs. 

It is realized that each member of the organization not only con

tributes something different, but that each member has his own 

set of needs which must be recognized and, if possible, accommo

dated in order to insure that each makes an optimal contribution 

to institutional objectives. Management views its task in this 

regard as one of meeting individual needs and at the same"time 

orchestrating those needs toward the end objectives. Everyone 

pulls together in the same direction, and their contributions 

fit together without gaps or friction or unnecessary duplication 

of effort. In this way, people are not preoccupied with rules, 

procedures, behavior or jurisdictional conflicts, but instead are 

concerned with getting results with a minimum of unsought 

consequences . 



APPENDIX F 

SCORING INSTRUMENT USED IN THE STUDY 
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PLANNING + 

There is evidence of definite and spe
cific plans, goals and objectives that 
relate in a positive way to the 
organization. 

Information is readily available to 
those wanting it. 

Alternatives are prepared to handle 
contingencies . 

There is evidence that size and length 
of commitments are assessed prior to 
making decisions . Implications of 
commitments are fully considered. 

Planning is flexible, particularly 
in crucial areas, and takes change as 
a normal condition into consideration. 

In planning the focus is on institu
tional purposes and objectives, rather 
than on personalities, factions, de
partments or disciplines. 

Planning premises appear to be under
stood and accepted by subordinate 
personnel. 

Planning is formalized and 
prioritized. 

PLANNING -

There is evidence of lack of clarity 
with respect to specific plans, goals 
and objectives. 

Information does not seem to be read
ily available to those who want it. 

Alternatives do not seem to be 
prepared 

There is evidence that size and length 
of commitments are not adequately as
sessed prior to making decisions . Im
plications not fully considered. 

Planning does not seem flexible; 
change not seen as normal condition. 

Focus seems to be on factors other 
than institutional purposes or 
objectives. 

There seems to be a lack of clarity 
with respect to planning premises. 

Planning does not seem formalized or 
prioritized. 



PLANNING + 

There are no indications of 
devisiveness. 

Planning appears to be seen as impor
tant, rather than simply fashionable. 

The organization enjoys the whole
hearted support of its key publics„ 

The organization reacts promptly and 
positively to its environment. 

SUB-TOTAL 

ORGANIZING + 

Control at the top is not disputed. 

There is evidence of staff develop
ment, acquiring trained personnel or 
other manifestations of an apprecia
tion for trained administrative 
people. 

Disharmony is not in evidence. 

Managers appear to be in control of 
their areas of responsibility. 

PLANNING -

There are indications of devisiveness 

Planning seems to be less important 
than it should be. 

The organization does not enjoy the 
wholehearted support of its key 
publics. 

The organization does not react posi
tively to its environment. 

SUB-TOTAL 

ORGANIZING -

Control at the top is disputed. 

There is little evidence of staff de
velopment or appreciation for trained 
administrative people. 

Disharmony is in evidence. 

Managerial control appears shaky. 



ORGANIZING + 

Top executives do not appear to make 
or be visibly involved in lower level 
decisions. 

Superiors and subordinates seem to 
work well together. 

Willingness to delegate is apparent, 
along with the willingness to back 
up subordinates on their decisions 
or actions. 

Contribution appears to be 
productive. 

Confusion with respect to reporting 
relationships, responsibility or 
authority is not in evidence. 

Executive level personnel are never 
viewed in a framework of "power," 
but more typically, as co-contributors 
to the institution's mission. 

All personnel appear to be treated in 
a fair and equal manner. 

Individuals are seen as making deci
sions , rather than committees. 

ORGANIZING -

Top executives are visibly involved in 
lower level decisions 

Superiors and subordinates appear not 
to work well together. 

Willingness to delegate is not readily 
evident, nor is the willingness to 
back up subordinates on their deci
sions or actions. 

Contribution appears not to be 
productive. 

Confusion with respect to reporting 
relationships, responsibility or 
authority is somewhat in evidence. 

There is a tendency to view executive 
level personnel as "power" figures. 

There is evidence that all personnel 
do not feel treated in a fair and 
equal manner. 

Committees appear to be relied upon 
more than individuals for decision 
making. 

H U1 
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ORGANIZING + 

Crisis events, fire fighting, are not 
in evidence. 

Rules, procedures and similar devices 
are not relied upon for excuses. 

Communications channels appear to be 
open. 

Appropriate groups and individuals are 
consulted prior to decision making. 

SUB-TOTAL 

TOTAL 

ORGANIZING -

Crisis events, fire fighting is some' 
what in evidence. 

Rules, procedures and similar devices 
are used for excuses . 

Communications channels do not appear 
open. 

Some appropriate groups and individ
uals appear not to have been consulted 
prior to decision making. 

SUB-TOTAL 

TOTAL 



APPENDIX G 

ANALYTIC PROCESS 

Step 1 

The context unit, consisting of an individual news re

port, is identified as appropriate for inclusion in the study. 

The following types of reports were not considered: 

—sports 
—editorial page 
—standing departments (regular columns, i.e, "Dear Abby") 
—social page 
—politics (election of trustees, legislators, etc.) 
—community service projects by university personnel 
—cultural performances, scientific studies or other reports 
concerning the professional expertise of faculty 

—speculative commentary 
—special events (i.e., "homecoming") or performances by out
side groups on campus 

—crime on campus, except where the activities of organiza
tional entities are delineated 

—grants received by departments, institutes. 

Once accepted as a qualified context unit, the unit re

ceived a code consisting of the initials of the newspaper and its 

sequence number. A code reading, "DB-80, Apr 2", would indicate 

that the context unit was an article from the Daily Bugle, that 

it was the eightieth such unit analyzed and that the data of the 

edition from which it was taken was April 2, 1974. Inclusion as 

a context unit did not automatically mean that it would be scored. 
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153 

Even if it met all of the foregoing requirements, it might still 

not contain any assertions pertinent to the scoring instrument 

categories, since only two management functions were analyzed in 

this study. Or, it might not contain any information relative to 

administration. In this event it received a "not applicable" 

designation and was not included in the scoring process. 

Step 2 

Once accepted and coded, the context unit was read thor

oughly to detect assertions about the management of the in

stitution. In so doing, management was taken to mean anyone in a 

formal position of administrative authority. For the purposes of 

this study, "subordinates" included non-managerial faculty, sub

ordinate managerial faculty, subordinate administrative personnel 

and students. Though faculty and students in real-world terms 

are not considered subordinates, their position in the hierarchy 

places them in a subordinate frame of reference from the stand

point of management theory. For this reason they were given the 

term "subordinate," inasmuch as by this means the analysis could 

be completed with a greater degree of meaningfulness. The asser

tion analysis portion is best described through an actual example, 

as follows: 

Context Unit (text) Code: DB-66, Apr 4 

A $6 per year increase in the University student 
health fee was proposed recently by a student-faculty com
mittee. The increase was less than the health service 
said was necessary to keep up with inflation, however, and 
it may be raised again by the campus administration. 



Students are presently paying $44 per year for the 
health service. The University Health Service Director 
told the University's service fee advisory committee 
Thursday that another $10 per year per student, or its 
equivalent from other sources, would be needed next 
year just to provide the same level of service as this 
year. 

The fee advisory committee voted to recommend that 
the health fee be raised to $50 per year and to ask that 
the University administration consider using state funds 
or other methods to make up the rest of the money. 

The health service was supported entirely by state 
funds until 1968, when a $15 per year fee was initiated 
to make up for some of the other health service costs, 
the Director said. 

In 1972 the fee was raised to the present $44 per 
year and the state subsidy was cut almost entirely. 
This was a result of a decision by the University ad
ministration that the state funds were more sorely 
needed by the rest of the campus. 

Besides increasing the state subsidy, the Director 
said, the health service would explore the possibility 
of applying for some federal funds under the new health 
maintenance organization plan. 

Another way for the service to meet costs, the Di
rector said, would be to charge fees for some services, 
such as lab tests or prescriptions. But the Director 
said he opposes such a move, because "it penalizes the 
kid who can't afford to pay." 

Basic Coding Units (assertions) 

a. Committee composed of students and faculty deal with 
student matters. 

b. Fee increase does not match inflation. 

c. Committee recommends, does not make final decision. 

d. Costs have exceeded resources. 

e. Administration diverted resources to other uses. 

f. Alternatives are being explored. 
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The list of basic coding units is not exhaustive. There are many 

other assertions in the context unit, but the ones selected are 

those that concern administration or management aspects of the 

institution. In developing assertions, the analyst must be care

ful not to be swayed by commentary; such as the Health Service 

Director quote in the last line of the context unit. An asser

tion that could be drawn from that might be "administrator is 

sympathetic to students." That however is not known, it is sim

ply inferred from a colorful comment. Nor does it have much to 

do with administration. What is known, from the reported facts, 

is that alternatives are being explored by the institution; and 

that is an assertion about management. 

Assertion analysis in this study does not concern itself 

with "why" something is done or not done, or whether it was ad

visable or inadvisable. All that is required are factual state

ments about a situation. 

Occasionally an inference is strong enough to be included 

in an assertion. The statement for instance, that "The fee ad

visory committee voted to recommend that the health fee be raised 

to $50 per year and to ask that the University administration 

consider ..." contains a stated assertion that the committee 

recommends. It also, by strong inference, contains the assertion 

that the committee does not decide for the institution. Combined 

into one assertion, or one basic coding unit, the assertion reads 

"Committee recommends, does not make final decision." The dollar 
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amount, the committee composition (in this case) or the name of 

the committee are not important to the analyst using this ap

proach; only the reported fact of what the committee did. 

Step 3 

Scoring: The next step is to insert the basic coding 

units, as applicable, into the appropriate categories listed on 

the scoring instrument (see Appendix F). On the positive side, 

this news report is scored as follows: 

Category Coding Unit Score Pos. Score Neg. 

Alternatives are prepared to 
handle contingencies . 
(Planning Section) f. 

Planning is flexible, particu
larly in crucial areas, and 
takes change as a normal con
dition into consideration. 
(Planning Section) e. 2 

Individuals are seen as making 
decisions, rather than commit
tees. (Organizing Section) c. 

Appropriate groups and individ
uals are consulted prior to de
cision making. (Organizing 
Section) a. 2 

Total Positive Score 4 

On the negative side, scoring is as follows: 

There is evidence that size and length of 
commitments are not adequately assessed 
prior to making decisions . Implications 
not fully considered. (Planning Section) 1 

Total Negative Score 1 
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Context unit DB-66 therefore receives a total score of 

positive, since four categories applied on the positive side and 

one category applied on the negative side. The unit is consid

ered congruent with both scenarios and is so recorded. That is 

not to say that the news report was necessarily favorable to the 

institution. Throughout the study there were many instances of a 

news report "reading" favorably toward an institution, but re

ceiving a negative score based on the information it contained, 

and vice versa. The biases of the news report writer are mini

mized or eliminated through this process and are of no importance 

to the study, although such biases (called "direction") are often 

the focus of many content analyses . 
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