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The major o b je c tiv e  o f  t h i s  study i s  to  p re se n t a picture o f th e  

organisation  o f in s t itu t io n s  o f  h ig h e r education in  tb s  Xfolted i ta te s *

The organ!zatio n a l plans o f  Lost in s t itu t io n s  shoe a gen era lly  

c o n s is te n t  p e tto rn  bu t v a ry  w idely  in  th e  d e ta i l s  o f  r e la t io n s h ip s  

among th e  components o f  s p e c i f ic  c o lle g e s  and u n iv e r s i t ie s *  An e f f o r t  

i s  made in  t h i s  d i s s e r t a t io n  to  d isco v er o rg a n is a tio n a l  p r in c ip les  

and f a c to r s  which a re  cosason to  most ©f our s tro n g e r  u n iv e r s i t i e s  and 

to  e v a lu a te  th e  d e v ia tio n s  from t h i s  eon&aoa p a tte rn *  a r  a ttem p t i s  

a ls o  made to  measure e f fe c t iv e n e s s  o f v a rio u s  organ isa tion a l plan®

developed a t  s p e c i f ic  in a titu ticm a  o f advanced education*

t4y view -point i s  one of im p a r tia l  c u r io s ity  r a th e r  than  c r i t i c a l  

judgment o r ju d ic i a l  ev a lua tion#  I be lieve#  furtberiaora# th a t  such m

stu d y  w i l l  g iv e  valuab le  in s ig h t  in to  th e  organisation  o f u n iv e r s i t ie s *

1 accep t th e  p ro p o s itio n  th a t  any complex organ izational s t r u c tu r e  

i s  m&® tip o f  m m ll groups# each supervised# fo r  a tim e a t  le a s t#  by a s in ­

g le  in d iv id u a l#  Juch a complex organization  w il l  have a  s p e c if ic  m ission  

or ob jective*  The groups which a re  component* o f  t h i s  complex organi­

sa tio n  in  tu rn  sm$ have v a ry in g  m issions and o b jec tiv e s#  but a l l  m issions 

suppo rt the o v e ra l l  o b je c tiv e  o f the  complex o rg an iza tio n *  m  add itio n #  

as th e se  sm all groups a re  in te g ra te d  in to  la rg e r  groups# a nex t h ig h er 

le v e l  i s  c o n s titu te d *  made up o f  the  le n d e rs  o f  th e  b a s ic  groups* vhe 

re s p o n s ib le  heads o f  th e se  groups o f  le a d e rs  in  tu rn  form a th i r d  le v e l  

o f r e s p o n s ib i l i ty #  Thua a p a tte rn  of sm all groups* each w ith  i t s
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r e s p o n s ib le  leader may bo in te g r a te d  in to  a com plex o r g a n in a t io n a l  

s t r u c t u r e ,  bat t h i s  com plex o r g a n isa t io n  retains throughout th© 

p r in c ip le  o f  sm a ll groups ®&©h w ith  c le a r  and non-over la p p in g  

m issions,

ilany of th e  statements and eon© la s  Ions a r r iv e d  a t  in t h i s  stu d y  

w i l l  be o b v io u s ly  c o lo r e d  by ay e x p e r ie n c e  w ith  e d u c a tio n a l i n s t i ­

t u t io n s  and projects con n ected  w ith  the Armed F orces* In some 

t h i r t y - f i v e  y ea rs  o f  experianee w ith  v a r io u s  ©opponents o f  th e  Armed 

f o r c e s ,  about th r e e - fo u r th s  o f  my tints was spent a t  e d u c a tio n a l i n s t i ­

tu t io n s *  my experience was a lm ost equally d iv id e d  betw een education­

a l i n s t i t u t i o n s  under th e  su p e r v is io n  o f  th e  Amy or th e  combined 

anna and th o se  which were c iv ilia n  c o l l e g e s  and u n iv e r s i t i e s *  Almost 

a s  Much tine was sp en t In te a c h in g  a s  was sp en t in some s tu d e n t capac­

i t y ,  r e s e a r c h , or th e  w r it in g  o f  te x tb o o k s  or a r t i c l e s  fo r  th e  Arxoed 

Forces*

E ec e n tly  1 sp en t s i x  yeara a t  th e Command and G eneral S t a f f  C ol­

l e g e  a t Fort Leavenworth$ both d u rin g  and a f t e r  th e  Far y ea rs*  'ill® 

w h o le sa le  adueatlon o f  some f i f t e e n  thousand Reserve and R egular o f f i ­

c e r s ,  c a l le d  in  fr o  at th e a t e r s  from A fr ica  t o  th e  P h il ip p in e s  and from  

O slo to  Okinawa, o ffe r e d  an o p p o rtu n ity  t o  e v a lu a te  th e  e ffe c t iv e n e s s  

o f  th e  e d u c a tio n a l background© o f  th o se  s p e c i a l l y  se le c te d  s tu d en ts*  

ih e y  averaged  about th ir ty  y e a r s  o ld *  They ranged from h ig h  sc h o o l  

grad u ates t o  Ph* Dfa*# w ith  th e  Mod® at two y e a r s  o f  c o l le g e *  There 

were many r ea so n s  to  q u e s t io n  the e f f e c t i v e n e s s  o f  our in s t i t u t i o n s  

o f  higher education , in  t r a in in g  th e s e  s p e c ia l ly  s e le c t e d  m i l i t a r y  

le a d e r s  when measured by t h e ir  advancement in  c o l l e g i a t e  c r e d i t  hours
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or y ea rs  of  s tu d y  a t  our u n i v e r s i t i e s .  I t  a lm ost seeded  t h a t ,  

a m su red  by leadership in  and du rin g war o p e r a t io n s , peak e ffe c t iv e * *  

m m  was reach ed  b e fo r e  th e  s tu d e n ts  a ch iev ed  t h e ir  d eg rees  froaa 

c o l le g e *

More r e c e n t ly  iay e x p e r ie n c s  a s  an a s s i s t a n t  to  th e  Dean o f  th e  

College o f  E ducation a t  th e  University o f  M aryland, a s  a r e p r e s e n ta t iv e  

fo r  th e  U nited  N a tio n s In form ation  C en ter , and su b se q u e n tly  a s  Assist**  

an t t o  th e  Dean, o f  th e  C o lle g e  o f  % # c ia l  and C o n tin u a tio n  S t u d ie s ,  

have ohanged m a t e r ia l ly  £§r v iew s  on th e  fu n c t io n in g  o f  i n s t i t u t i o n s  

o f  advanced ed u ca tio n *  hy e x p e r ie n c e  w ith  th e  C o lle g e  o f  . ip e c la l  

and C o n tin u a tio n  s tu d ies  in c lu d ed  freq u en t c o n fe r e n c e s  and co o rd in a ­

t io n  w ith  most o f  th e  o th er  deans o f  th e  U n iv e r s ity  and t h e ir  d e p a r t-  

ment heads as w e l l  a s  th e  two hundred in s tr u c to r s  and p r o fe s so r s  

te a c h in g  th e  off-cam p u s c o u r se s  each s w e a t e r *  In clu d ed  in  t h i s  

ta s k  were most o f  th e  a d ia in is tr a t iv e  fu n c t io n s  p e r ta in in g  t o  th e  

Dean1® o f f i c e  but au&aented by such p r a c t ic a l  and b a s ic  work as th e  

a c tu a l  a d v is in g  and e n r o l l in g  o f  s tu d e n ts  a t  o ff-cam p u s c e n te r s#  the 

d e s ig n in g  and a d j u s t in g  o f  programs o f  c o u r se s  a t  soma f o r t y  o f f -  

campus c e n t e r s , and th e  c o o r d in a tio n  o f  th e s e  c o u r se s  w ith  th e  In­

fo rm ation  and U dneation p erso n n e l a t  c e n te r s  p e r ta in in g  t o  th e  

Armed fo r c e s*

Problem s co n n ected  w ith  th e s e  off-cam pus programs in c lu d ed  th e

i n i t i a t i o n  o f  m easures te n d in g  t o  sa feg u a rd  such e s s e n t i a l s  a s  

academ ic s tu d e n t a d v is in g , xsalnten&ncs o f  academ ic s ta n d a r d s , th e

p rep a ra tio n  and j u s t i f i c a t i o n  o f  bu d getary  d a ta  t o  su p p ort th e s e
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©xtensiv© program and trie coordination o f d e ta i ls  o f  the program 

w ith the irest& ent and h is  p rin cip a l s t a f f  member©* includ ing the

Dean o f  the Faculty* the D irector o f  Admissions* the B egistrsr* the 

Comptroller* the Personnel and Placcaiejit O fficer* and ©there* To 

th e ir  fr ie n d ly  advice and o f f i c i a l  a ss is ta n c e  as w e ll as th e ir  imfail<* 

ing good humor are due many o f  the mellower reserva tion s and lim it in g  

atateiaeni© contained in  th is  study*

I ta k e  p le a su r e  in  acknow ledgin g the a s s i s t a n c e  and gu id an ce o f  

a number o f  person© who h e lp ed  in  th e  p rep a ra tio n  o f  t h i s  study* With* 

ou t Dean Harold Benjam in*s s t im u la t in g  a d v ic e  and p e r so n a l guidance*  

b oth  on and o f f  th e  campus* t h i s  stu d y  probably would have rem ained in  

n ote  form* To P r o fe s so r  C laren ce >4* Newell i s  due my g r a t itu d e  fo r  

hi® d is c u s s io n s  on s c h o o l adm inistration* in c lu d in g  primary* secon d ary  

and advanced e d u c a tio n a l in s t i t u t io n s *  and th e  l e g a l  stru ctu re©  which  

govern  and support such in s t i t u t io n s *  P r o fe s so r  Jam©© _,* Van Tw oll 

c o n tr ib u te d  v a lu a b le  m ateria l©  on th e  f in a n c ia l  stru ctu re  and su p p ort  

o f  e d u c a tio n a l in stitu tion © * H is d iscu ssion s on the p r in c ip le s  o f  

public r e la t io n ©  mm a p p lie d  t o  advanced © ducation w ere © s p e c ia lly  

s t im u la t in g *  To P r o fe s so r  Gladys A* W iggla I am in d eb ted  fo r  her  

sem inar and d iscu ssio n ©  on the te c h n iq u e s  o f  r e se a r c h  and h i s t o r i c a l  

w r it in g s *  P r o fe s so r  .Alvin T* Schindler*©  in s p ir in g  talk©  on @duee~ 

tlo n & l le a d e rsh ip *  both from th e  h i s t o r i c  and th e  cu rren t and practi**  

c a l  v ie w p o in t s *  d id  much toward e x p la in in g  imny o f  th e  v a r ia t io n s  

amongst our le a d in g  c o l l e g e s  and u n iv e r s i t i e s *
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in&t f i n a l l y ,  to  iagr w i f e ,  l a r i a t t e ,  g o es  $sr h e a r t - f e l t  g r a t i -

tud© for h®T understanding ia p r m idling a quiet place to work and 

study*

Henry J * sehroadar

7B0S C o losn rillo  Hoad 
C o lle g e  H ark, Maryland 
my I960
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The p u rp ose o f  t h i s  d i s s e r t a t io n  i s  to  study cu rren t p r a c t ic e s  and 

tr e n d s  in  th e  o r g a n is a t io n  o f  i n s t i t u t i o n s  o f  h ig h er  education * w ith  th e  

o b j e c t iv e  o f  in d ic a t in g  some methods o f  im plem enting such o r g a n iz a t io n a l  

and c o n tr o l p a t te r n s  a s  w i l l  conform to  g e n e r a lly  a ccep ted  p r in c ip le s  o f  

o r g a n iz a t io n  and co n tro l*  The need fo r  a  stud y  o f  t h i s  typ e i s  in d ic a te d  

in  th e  b r i e f  rev iew  o f  some o f  th e  o r g a n is a t io n a l problem s w hich u n iv e r ­

s i t i e s  and c o l l e g e s  have encountered  du rin g  th e  p a s t  d eca d e . Some o f  

th e s e  problem s a r e  o u t l in e d  in  th e  paragraphs fo l lo w in g .

I n s t i t u t io n s  o f  h ig h er  ed u ca tio n  have grown r a p id ly  i s  number and 

in  s i z e  du ring th e  p a s t  h a l f  c en tu r y . The ten  y e a rs  from 19*40 to  1930 

p r e se n t  a  p a r t ic u la r ly  d is tu r b in g  p a t te r n . During 19*40-^5 s tu d en ts  and 

in s t r u c t o r s  were l o s t  to  th e  War e f f o r t .  During 19^5-50 c la s s e s  were 

sw o llen  by s tu d e n ts  d e la y ed  b eca u se  o f  t h e ir  ab sen ce  in  th e  Armed f o r c e s ,  

by v e te r a n s  programs and b e n e f i t s ,  and by a  g e n e ra l tu rn in g  toward more 

ed u ca tio n  a s  a  panacea fo r  n a t io n a l and w orld -w id e d is tu rb a n c es  and un­

r e s t .  The s i t u a t io n  in  1930 was made w orse by th e  ten d en cy  o f  te a c h e r s  

o f  a l l  l e v e l s  to  be h e ld  in  or a t t r a c t e d  to  f e d e r a l  or  com m ercial em­

p loym en t.

O rg a n iza tio n  and le a d e r s h ip  in  h ig h er  ed u ca tio n  and th e  corresp on d ­

in g  c o n tr o l o f  our c o l l e g e s  and u n i v e r s i t i e s  have f lu c t u a te d  correspond­

in g ly .  B efo re  and du rin g th e  war y e a r s , i n s t i t u t i o n s  o f  advanced
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ed u ca tio n  trimmed e x p e n d itu r e s , reduced s t a f f s  and f a c u lt y  to meet th e  

sh r in k in g  s tu d en t b o d ie s ,  and t r ie d  in  o th e r  ways to  a d ju s t  to  d e c r e a s in g  

re tu r n s  from in v estm en ts  and th e  a c c e le r a t in g  d e v a lu a tio n  o f  th e  d o l la r .

A fte r  th e  war, w ith  th e  retu rn  o f  th e  v e te r a n s , th e  su sp en sion  o f  

th e  d r a f t ,  and th e  r i s e  o f  unemployment, i n s t i t u t i o n s  o f  h ig h er  educa­

t io n  were asked  to  do an about fa c e  a lm ost o v er  n ig h t and to  absorb  

somehow th e s e  v a s t  numbers o f  s tu d e n ts , f h i s  a b so r p tio n  o f  th e  v e te ra n s  

was accom p lish ed  in  a f a i r l y  o r d e r ly  fa s h io n , but a t  an ob v iou s l o s s  o f  

c o n tr o l ,  and w ith  a  grow ing c o n fu sio n  among u n iv e r s i t y  s t a f f  and fa c u lt y  

b eca u se  o f  o v e r lo a d s .

fh e  cu rren t wave o f  la r g e  c la s s e s  and in c r e a s in g ly  com plex c u r r ic u la  

was accom panied by l i t t l e  o r  no changes in  th e  o r g a n is a t io n  or  c o n tr o l  

o f  th e  u n i v e r s i t i e s ,  fop  a d m in is tr a to r s  and f a c u l t y  deans had l i t t l e  

tim e to  r e o r g a n ise  and d e c e n t r a l is e  so th a t th ey  cou ld  p ro v id e  fo r  the  

adequate su p e r v is io n  o f  th e  s w e llin g  hordes o f  s tu d e n ts  and in s t r u c t o r s  

and pay r ea so n a b le  a t t e n t io n  to  many new, p r a c t ic a l  problem s.

Whatever may have been th e c o n tr ib u t in g  ca u ses  and f a c t o r s ,  many 

p r e s id e n t s ,  a d m in is tr a to r s , and fa c u lt y  members a t  th e  u n i v e r s i t i e s  and 

c o l l e g e s  have ex ten d ed  th e scop e o f  t h e ir  p erso n a l su p e r v is io n  and r e ­

sp o n s ib le  c o n tr o l beyond good p r a c t ic e  and o f t e n  beyond human endurance. 

Some have grown accustom ed to  th e  g r a d u a lly  in c r e a s in g  lo a d s  b ecau se  o f  

n e c e s s i t y  when th e  stu d en t en ro llm en t mushroomed fa r  f a s t e r  than th e  r e ­

turn o f  th e  younger fa c u lt y  members from th e ir  war a ss ig n m en ts . Many 

have a ccep ted  and c o n tin u e  to  r e t a in  spans o f  c o n tr o l beyond th e ir  own 

or anyone e l s e * s  a b i l i t y ,  fo o  many f a i l  to  dem onstrate in  p r a c t ic e  th e  

v i s i o n ,  th e  to le r a n c e ,  and th e  f l e x i b i l i t y  which th ey  have been te a c h in g  

in  t h e ir  c la ssr o o m s.
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J o r tu n a te ly , n o t a l l  in s t i t u t i o n s  o f  advanced ed u ca tio n  a re  s u f­

f e r in g  in  t h i s  way or  to t h i s  d e g r ee . Most o r g a n iz a t io n s  are s tr e tc h e d  

to  th e  l im i t  o f  e l a s t i c i t y ,  even to  th e  b reak in g  p o in t; a  few show on ly  

s l i g h t  s t r a in .  Many r e t a in  th e ir  o r g a n iz a t io n s , but add a s s is t a n c e  on 

each l e v e l ;  an in s ig n i f i c a n t  number a re  b e in g  a n a ly zed , changed f r e ­

q u en tly , and made to meet th e  a c tu a l f lu c t u a t in g  lo a d s  and m is s io n s .

B efo re  d is c u s s in g  p o s s ib le  s o lu t io n s  to  th e  s i t u a t io n ,  a s  r e o r g a n i­

z a t io n , d e c e n t r a l iz a t io n ,  and proper spans fo r  c o n tr o l p u rp o se s , i t  

seem s d e s ir a b le  to  examine th e  fu n c t io n s  o f  c o n tr o l i t s e l f .

The problem then i s  to  study p r a c t ic e s  and tren d s  in  o rg a n iza ­

t io n a l  p a t te r n s  a t  i n s t i t u t i o n s  o f  advanced ed u ca tio n , to  e v a lu a te  

th e s e  a c tu a l p r a c t ic e s  a g a in s t  a ccep ted  p r in c ip le s  o f  o r g a n iz a t io n  

and c o n tr o l ,  and to  seek  a  p r a c t ic a l  p la n  fo r  im plem enting more e f f e c t ­

iv e  o r g a n iz a t io n a l and c o n tr o l p a t te r n s .  T h is problem in c lu d e s  th e  

c o n s ta n t e v a lu a tio n  o f  such p la n s  fo r  r e o r g a n iz a t io n  w ith  due regard  

to  th e  s tu d en t v ie w -p o in t , to  such p erso n n e l problem s as  fa c u lty  m orale , 

and to th e v i t a l  n e c e s s i t y  fo r  m a in ta in in g  academ ic stan d ard s du rin g  

th e  oroposed r e o r g a n iz a t io n . An e s s e n t ia l  component o f  any a c c e p ta b le  

p la n  fo r  r e o r g a n iz a tio n  must be i t s  a ccep ta n ce  o f  th e  dem ocratic  meth­

ods o f  c o n tr o l and th e  e x e r c is e  o f  a u t h o r ity .  Any p la n  fo r  o r g a n iz a t io n  

must be founded on th e o b j e c t iv e  o f  te a c h in g  democracy in  a dem ocratic  

fa s h io n , w ith  due regard to  the in c lu s io n  o f  s o c ia l  s tu d ie s  and s tu d ie s  

in  th e  h u m a n it ie s . T h is stu d y  a c c e p ts  w ith o u t fu r th e r  d is c u s s io n  th e  

b a s ic  p r in c ip le  th a t d em ocratic  ed u ca tio n  seek s  th e  b etterm en t o f  th e  

in d iv id u a l and through him th e  b etterm en t o f  s o c ie t y  and s o c ia l  co n d i­

t io n s  wnich in  turn le a d  to  improved p o l i t i c a l  c o n d it io n s  on th e  l o c a l ,  

n a t io n a l ,  and e v e n tu a lly  th e  g lo b a l ,  l e v e l s .



u

TW n ? lQAL 01

Perhaps th e  problem i s  more s p e c i f i c a l l y  © p r e sse d  by two exam ples 

o f  u n i v e r s i t i e s ,  on© o f  w hich has a p lanned o r g a n is a t io n , and th e  o th er  

w hich has d evelop ed  by c a su a l a d d it io n s  as %i,e need th e r e fo r  a ro se  w ith ­

out much p la n n in g  fo r  th e  fu tu r e  nor thought on the e f f i c i e n c y  o f  th e  

o r g a n is a t io n  and th e  le a d e r s h ip . L et u s  v i s u a l i s e  two u n i v e r s i t i e s ,  

each  w ith  about 1 0 ,0 0 0  s tu d e n ts . One o f  ta e s e  has g iv e n  c a r e fu l  thought 

each  ye&r to  im provements in  i t s  o r g a n is a t io n . I t  has made th e b a s ic  

assum ption th a t d e c e n t r a l iz a t io n  o f  a u th o r ity  i s  e s s e n t ia l  to good oper­

a t io n .  A cco rd in g ly  th e  p r e s id e n t  o f  th e  u n iv e r s i t y  has g a th ered  around  

him f iv e  ex p erien ced  ed u ca to rs  and. a d m in is tr a to r s , fhes©  f iv e  heads 

each  d ir e c t  th e  a c t i v i t i e s  o f  a  d iv i s io n  such as  th e  a c t i v i t i e s  o f  th e  

low er d iv i s io n  c o l l e g e ,  th e  upper d iv i s io n  c o l l e g e , th e  p lan n in g  and 

p u b lic  r e la t io n s  d iv i s io n ,  th e  a d m in is tr a t iv e  d iv i s io n  and th e  b u s in e s s  

and f in a n c e  d i v i s i o n ,  to  a llo w  h im se lf  th e maximum o f  freedom , th e © resi­

d en t has d e s ig n a te d  an a s s i s t a n t  or v ic e -p r o s id e n t  to co o rd in a te  th e  ac­

t i v i t i e s  o f  th e  f i v e  d iv i s io n  heads on r o u tin e  m a tters  or on m a tters  on 

w hich p o l i c i e s  have been e s t a b l is h e d .  S h is  o r g a n is a t io n  p erm its  th e  

p r e s id e n t  th e  maximum o f  f r e e  tim e to become acq u a in ted  w ith  th e p er­

son n el o f  h is  u n iv e r s i t y ,  b o th  fa c u lty  and s tu d e n t, and to  be ab sen t on  

extended v i s i t s ,  on m is s io n s  o f  good w i l l  and fo r  th e  proiaotion o f  b e t t e r  

p u b lic  r e la t io n s .

In c o n tr a s t  to  t h i s  s im p li f ie d  o r g a n iz a t io n  a t  the top  l e v e l ,  many 

o f  our o ld e s t  and s tr o n g e s t  u n i v e r s i t i e s  s t i l l  show l i t t l e  ev id en ce  o f  

a f f e c t in g  changes in  o r g a n iz a t io n  to  meet new c o n d it io n s  and s i t u a t io n s ,  

fo o  many o f  our u n i v e r s i t i e s  have th e ir  p r e s id e n ts  surrounded by an 

im p o ss ib ly  la r g e  number o f  a s s i s t a n t s  and le a d e r s  d ir e c t ly  r e s p o n s ib le
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to  th e  p r e s id e n t .  A. ty p ic a l  example o f  t h i s  typ e o f  u n iv e r s i t y  o r g a n i­

z a t io n  would have some tw e lv e  c o l le g e  deans r e p o r t in g  d ir e c t ly  to  th e  

c o l l e g e  p r e s id e n t .  In  a d d it io n  th e  p r e s id e n t  would have d a i ly  or f r e ­

quent c o n fe r e n c e s  w ith  each o f  th e  a d m in is tr a t iv e  heads in  h is  f a c u l t y .  

These m ight number a s  many a s  f i f t e e n .  These two d iv i s io n s  w ith  th e ir  

tw en ty -sev en  group c h ie f s  would accou nt fo r  th e  in te r n a l a f f a i r s  o f  th e  

u n iv e r s i t y .  In a d d it io n  to  th e s e ,  th e  p r e s id e n t  would d ea l w ith  none 

ten  community le a d e r s ,  b u s in e s s  and banking r e p r e s e n ta t iv e s  and many 

p o l i t i c a l  c h ie f s  o f  v a ry in g  im portance and s ta tu r e .  I f  th ere  were ten  

o f  th e se  o u t s id e  c h i e f s ,  th e  p r e s id e n t  would b e d e a lin g  fr e q u e n t ly  and 

h a b itu a l ly  w ith  some th ir t y - s e v e n  p e r so n s , each f e e l in g  & c e r ta in  r e ­

s p o n s ib i l i t y  toward him or h avin g  d e f in i t e  c la im s on h is  tim e, or lo o k ­

in g  to  hi® fo r  le a d e r sh ip  and g u id a n ce . Such a s i t u a t io n  would keep 

th e  p r e s id e n t  c o n s ta n t ly  p reo ccu p ied  w ith  r o u tin e  problem s and le a v e  

him l i t t l e  or no tim e and energy fo r  th e  n ec essa ry  p la n n in g  and major 

d e c is io n s  on problem s o f  fa r -r e a c h in g  im portance.

I t  i s  not unusual w ith  t h i s  second  typ e o f  u n iv e r s i t y  o r g a n is a t io n  

fo r  th e  p r e s id e n t  to  d e s ig n a te  in  f a c t  s e v e r a l a s s i s t a n t s  who in  name 

have r e s p o n s ib i l i t y  fo r  e x e c u t iv e  a c t io n  and d e c is io n  in  r o u tin e  m a tte r s , 

bu t a lm ost in v a r ia b ly  they to o  have no f ix e d  or s p e c i f i c a l l y  d e f in e d  

m is s io n s  b u t b ear  th e  burden e q u a lly  w ith  th e  p r e s id e n t  f o r  d e a lin g  w ith  

th e  e n t ir e  t h ir t y - s e v e n  le a d e r s  and c h ie f s  who d e a l w ith  th e  p r e s id e n t .  

The r e s u l t  i s  th a t  th e s e  a s s i s t a n t s  to  th e  p r e s id e n t  In turn become 

e q u a lly  h a ra ssed  and con fu sed  fo r  lack: o f  d e f in i t i o n  o f  r e s p o n s i b i l i t y . 

They d e a l w ith  so  many d i f f e r e n t  m a tters  th a t they tend to  co n fu se  each  

o th e r  by in t e r m it t e n t ly  making d e c is io n s  in  m a tters  p r e v io u s ly  p a ssed  on 

by an oth er o f  t h e ir  group. How many o f  u s  have a tten d ed  a d m in is tr a t iv e
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board  m eetin g s  o f  t h i r t y  to  f i f t y  members and l i s t e n e d  to  th e  p r e s id e n t  

or  a  group o f  h i s  s t a f f  members d eb a tin g  minor m a tters  w ith  groups or  

f a c t io n s  in  th e assem bled deans and departm ent h ead s.

The above h y p o th e t ic a l example o f  two d i f f e r e n t ly  org a n ized  u n i­

v e r s i t i e s  im m ed iately  r a i s e s  th e  q u e s tio n  a s  to  how th e th ir d  l e v e l s  o f  

th e  two o r g a n iz a t io n s  would be c o n s t i t u t e d .  I t  i s  apparent th a t  in  th e  

f i r s t  u n i v e r s i t y  w ith  f i v e  d iv i s io n  heads lo o k in g  to  th e  p r e s id e n t  fo r  

guidance* th a t th ere  must be many deans o f  c o l l e g e s  and a d m in is tr a t iv e  

ch ie f®  who would seldom  c o n s u lt  w ith  th© p r e s id e n t .  Whereas in  th e  s e c ­

ond u n iv e r s i t y ,  w ith  t h ir t y - s e v e n  ch ief®  r e p o r t in g  d ir e c t ly  to  th e o r e s i -  

d e n t , each o f  th e  deans and a d m in is tr a t iv e  h ead s, a s  w e ll  a s  community 

and p o l i t i c a l  lead er® , would f e e l  fr e e  to  demand a u d ien ce  w ith  th e  p r e s i ­

d en t a t  any tim e . Perhaps th e  answer i s  a lr ea d y  a p p a ren t. With f i v e  

d iv is io n  heads r e p o r t in g  to th e  p r e s id e n t , th e  d iv i s io n  heads w i l l  have  

a d ju ste d  and co o rd in a ted  a l l  o f  th e  r o u tin e  m a tte r s , le a v in g  o n ly  s p e c ia l  

and u rg en t problem® fo r  th e  p r e s id e n t ’ s p erso n a l a t t e n t io n .  In t h i s  ty p e  

o f  u n iv e r s i t y  o r g a n iz a t io n  th e  p r e s id e n t  w i l l  h a b itu a l ly  have th e  tim e  

and th© energy  to  d e a l b r i e f l y  and e f f e c t i v e l y  w ith  such problem®, p ar­

t i c u l a r l y  i f  th e  c o l l e g e  dean or departm ent head who has th e  oroblera 

c o n fe r s  w ith  th e  p r e s id e n t ,  w ith  th e  d iv i s io n  head concerned p r e se n t to  

b r i e f  and a d v is e  th e p r e s id e n t  on th e background and m e r its  o f  th e  prob­

lem a t  i s s u e .

In th e  second typ e o f  o r g a n iz a t io n , th e  p r e s id e n t  w ith  h is  t h ir t y -  

sev en  heads r e p o r t in g  d i r e c t l y  to him w ith  a l l  o f  t h e ir  problem®, i s  

u s u a lly  so co m p le te ly  engaged w ith  th e  e n t ir e  academ ic and a d m in is tr a t iv e  

lo a d  th a t  he has l i t t l e  or no tim e to d ea l w ith  an yth in g  excep t the  

r o u t in e  problem s and such on ly  b r i e f l y .
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In w e ll-o r g a n iz e d  u n i v e r s i t i e s  th e sm all span o f  a u th o r ity  I s  u s u a l ly  

rep ea ted  on th e  v a r io u s  l e v e l s  fro n  th e  -p resident and h i s  p erso n a l s t a f f  

down to th e  d iv i s io n  c h ie f s  and th en ce  from th e  d iv i s io n  c h ie f s  down to  

th e  deans o f  th e  co lleg e©  or s c h o o ls . In th e  example c i t e d ,  th e  low er  

d iv i s io n  c o l l e g e  u s u a lly  w i l l  have about f i v e  s c h o o ls  or d epartm ents, 

each w ith  i t s  academ ic f i e l d  or major low er  l e v e l  in s t r u c t io n a l  a r ea .

The upper d iv i s io n  c o l l e g e  s im ila r ly  would have f i v e  or s i x  departm ents  

each  s p e c ia l i s in g  in  a  major academ ic s u b je c t .  The head o f  th e  adm in is­

t r a t iv e  d iv i s io n  would de&l w ith  th e  c o n v e n tio n a l head© or dean© o f  such  

a c t i v i t i e s  a s  th e  A dm issions o f f i c e ,  th e  R e g is tr a r * s  o f f i c e ,  th e  Cashier* s 

o f f i c e  and th e  P erso n n e l o f f i c e .  In l i k e  manner th e  p la n n in g  and p u b lic  

r e la t io n s  d iv i s io n  would be p r in c ip a l ly  concerned w ith  lo n g  range p la n s  

fo r  th e  fu tu r e  and w ith  p u b lic  r e la t io n s  c o n ta c ts  w hich would c o o rd in a te  

and support such p la n s . F in a l ly  th e  b u s in e s s  d iv i s io n  m ight i t s e l f  con­

t a in  a f i s c a l  p la n n in g  s e c t io n ,  p la n t  m aintenance s e c t io n ,  a  cu rren t ex­

p en d itu r e  s e c t io n ,  and an a u d it  s e c t io n .

In th e  second typ e o f  u n o rgan ised  u n iv e r s i t y ,  th e  t h ir t y - s e v e n  heads 

r e p o r t in g  d i r e c t l y  to  th e  p r e s id e n t  m ight by chance o n ly  have a  v a ry in g  

number o f  departm ent h ea d s , some a s  low  a© two, o th e r s  a s  h igh  as tw en ty , 

a s i t u a t io n  w hich  i s  not u nusual in  many o f  our u n i v e r s i t i e s .  The r e s u l t  

o f  th e  s i t u a t io n  i s  th a t  some cap ab le  deans and departm ent head© have too  

l i t t l e  r e s p o n s ib i l i t y  or a c t i v i t y  to  f u l l y  engage t h e ir  h ig h  a b i l i t y  

w h ile  o th e r s  may b e in  a lm ost th e  same s i t u a t io n  a s  th e  u n iv e r s i t y  p r e s i ­

d en t w ith  f i f t e e n  or tw enty departm ent heads r e p o r t in g  d i r e c t ly  to  t h e ir  

c o l l e g e  dean.

The com parison betw een th e  above two ty p es  o f  u n iv e r s i t y  o r g a n is a t io n  

co u ld  b e c a r r ie d  on down to  th e  l e v e l  o f  th e  c lassroom  in s tr u c to r  or to
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th e  v a r ie d  number o f  s tu d e n ts  in d i f f e r e n t  c l a s s e s .  In th e  w e ll-p la n n e d  

u n iv e r s i t y ,  c a r e fu l  a t t e n t io n  i s  g iv e n  to  p r e v en tin g  th e  over-crow din g  

o f  each c la s s  by l im it in g  en ro llm en ts  or by s e t t in g  up a d d it io n a l s e c ­

t io n s  o f  th e  more p op u lar  c l a s s e s .  Where such  c lassroom  p la n n in g  i s  not 

g iv e n  adequate a t t e n t io n ,  th er e  i s  a  tend ency to  f in d  many in s tr u c to r s  

c a rr y in g  c la s s e s  w ith  en ro llm en ts  in e r c e s s  o f  one hundred, p a r t ic u la r ly  

i f  they  a re  e f f e c t i v e  te a c h e r s , and o th er  in s t r u c t o r s  c a rr y in g  a l e s s e r  

number o f  c la s s e s  and sm all en ro llm en ts  o f  f i v e  to ten  in  th e  c la s s e s  

th ey  do h ave.

fo summarize th e  above com parison betw een th e  two u n i v e r s i t i e s ,  i t  

w ould seem th a t  o r g a n iz a t io n  r e q u ir e s  fr eq u en t rev iew  and c a r e fu l p la n n in g . 

That w ith o u t such co n sta n t e v a lu a t io n  and a d ju stm en ts , u n i v e r s i t i e s  d r i f t  

in t o  o r g a n iz a t io n s  which a r e  h ig h ly  i n e f f i c i e n t  from th e  vlev-polnt o f  

making m ost e f f e c t i v e  u se  o f  th e a b i l i t i e s  o f  th e  in d iv id u a l members o f  

th e  fa c u lt y  and more im portant In  th e e f f e c t iv e n e s s  in  th e  classroom  

in s t r u c t io n ,  a d v is in g  and counseling of s tu d e n ts .

I t  i s  adm itted  w ith o u t argument th a t l o c a l  c o n d it io n s ,  custom s, and 

h i s t o r i c a l  p reced en t have a  g r ea t in f lu e n c e  on th e  o r g a n iz a t io n  o f  our 

la r g e r  and s tr o n g e r  u n i v e r s i t i e s .  However i t  i s  e q u a lly  apparent th a t  

th e  c u ltu r e d  s a i l i n g  which i s  c a r e f u l ly  w atched , trim m ed, guided and nour­

is h e d , ten d s to  grow in to  a  well-rounded, sym m etrical and in te g r a te d  t r e e .  

On th e  o th er  hand, th e  sa p lin g  which i s  a t  th e  mercy o f  storm s and drought 

and th e chance in ju ry  from n eigh b orin g  t r e e s  i s  l i k e l y  to  e v e n tu a lly  grow 

in t o  an unbalanced  and i n e f f i c i e n t  member o f  th e  g r o v e . The problem  seem® 

to  be one o f  lo n g -ra n g e  p la n n in g  r a th er  than sh o r t-t im e  ex p ed ien cy . In  

th e  ca se  o f  th e  two u n i v e r s i t i e s  d e sc r ib e d  above, i t  w i l l  be shown l a t e r  

th a t  th e  number o f  p erson a req u ired  to s t a f f  each o f  th e  two u n i v e r s i t i e s
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w i l l  "be ap p rox im ate ly  th e  ss&ia®. However in  one in s ta n c e ,  each o f  th e  

h ig h er  l e v e l  heads or le a d e r s  w i l l  have a  s p e c i f i c  m is s io n  and w i l l  c o n tr o l  

th e  a c t i v i t i e s  o f  a  r e l a t i v e l y  sm all number o f  c h ie f s  on th e  n ex t low er  

l e v e l .  In th e  second typ e u n iv e r s i t y ,  th e r e  i s  an atm osphere o f  overw ork, 

o f  i n s u f f i c i e n t  tim e, o f  lo n g  h ou rs, o f  o v er la p p in g  o f  m is s io n s  and r e ­

s p o n s i b i l i t i e s  w ith  a r e s u lt a n t  f e e l in g  o f  c o n fu sio n  and f u t i l i t y .

4 s  in  any o r g a n is a t io n  d e a lin g  w ith  s o c ia l  problem s and p r o j e c t s ,  

u n i v e r s i t i e s  tend to b e  in f lu e n c e d  g r e a t ly  by p e r s o n a l i t i e s .  Some stro n g  

le a d e r s  tend to a t t r a c t  to  them men o f  a b i l i t y  and s t a t u r e ,  o th e r s  w ith  

le a d e r s h ip  a b i l i t y  tend to d isco u ra g e  su b o rd in a tes  and e v e n tu a lly  f in d  

th em se lv es  surrounded by an ever-grow in g  group o f  su b o rd in a tes  in  whom 

th e  le a d e r  has l i t t l e  c o n fid en ce  and t r u s t .  In th e  f i r s t  in s ta n c e , th e  

le a d e r  has o r g a n is in g  a b i l i t y  and p erso n a l magnetisa». In the second in ­

s ta n c e . th e r e  i s  an atm osphere o f  d r iv e  and c la s h in g  p e r s o n a l i t i e s .  I t  

i s  not u n u sual to  f in d  th a t th e  second s i t u a t io n  co u ld  have been  av o id ed  

by th e  c a r e fu l  s e le c t io n  o f  a s s i s t a n t s  on a l l  l e v e l s  w ith  a  v iew  to  

t h e ir  lo n g -r a n g e  le a d e r sh ip  p o t e n t i a l i t y .

2he n ex t s e c t io n  w i l l  in d ic a te  a method o f  e v a lu a t in g  o r g a n is a t io n  

w ith  a  v iew  to  e s t a b l is h in g  th e  d e s ir a b le  co m p o sitio n  and a t t r ib u t e s  o f  

th e  o r g a n is a t io n  o f  a  sm all group. In tu rn  th e  sm all grou-o* w i l l  be  

shown s u s c e p t ib le  o f  in t e g r a t io n  fo l lo w in g  th e  same o r g a n iz a t io n a l p r in ­

c i p l e s ,  in to  com plex o r g a n is a t io n  s t r u c tu r e s ,  p a r t ic u la r ly  as th ey  app ly  

to  c o l le g e s  and u n i v e r s i t i e s .



2 . fH i tim&mmT o f  mu  f b o i l m .

The arrangem ent o f  th e  p a r ts  o f  t h i s  d i s s e r t a t io n  fo l lo w s  

g e n e r a l ly  i t *  p u rp ose , w hich I s  to  study cu rren t p r a c t ic e *  and tren d s  

in  th e  o r g a n is a t io n  o f  u n i v e r s i t i e s  and c o l l e g e s  w ith  a  view  to  in d i­

c a t in g  m ethods o f  im plem enting and a d o p tin g  g e n e r a l ly  a c ce p ted  p r in c ip le s  

o f  o r g a n iz a t io n  and c o n tr o l*  Chapter I I  rev iew *  th e  more g e n e r a lly  

a ccep ted  p r in c ip le s  o f  o r g a n iz a t io n , l e a d e r s : ip  and c o n t r o l .  Chapter 111 

o u t l in e s  th e  a c tu a l  o r g a n iz a t io n a l p a t te r n s  a t  some t y p ic a l  i n s t i t u t i o n s ,  

and p r e s e n t s  a proposed im p lem en tation  o f  th e  p r in c ip le s  p r e se n ted  in  

Chapter I I  to  one o f  th e  i n s t i t u t i o n s .  The treatm en t o f  th e  problem  i s  

o u t l in e d  in  more d e t a i l  b e low .

T his s tu d y , th en , r ev ie w s  in  Chapter I I  th e commonly a ccep ted  p r in ­

c i p l e s  g o vern in g  o r g a n is a t io n  fo r  any la r g e  s c a le  a c t i v i t y  and th e  n e t­

work: o f  c o n tr o l a g e n c ie s .  I t  a l s o  e s t a b l i s h e s  r e la t io n s h ip s ,  m is s io n * ,  

and o b j e c t iv e s  w ith in  th e o r g a n iz a t io n , the stud y p r e s e n t s  a  l i s t  o f  

p r in c ip le s  o f  le a d e r sh ip  a s  a p p lie d  s p e c i f i c a l l y  to ed u ca tio n  a t  i n s t i ­

tu t io n s  o f  advanced le a r n in g , and d is c u s s e s  th e  in f lu e n c e  o f  le a d e r s  on 

th e  c o n tr o l o f  e d u c a tio n a l o r g a n iz a t io n , a s  a  measure o f  e v a lu a tio n  o f  

le a d e r sh ip  the study d e v e lo p s  th e  su b je c t  o f  d e s ir a b le  s i z e s  in  spans o f  

c o n tr o l;  th a t i s ,  th e  number o f  p erson s whose a c t i v i t i e s  can be e f f i c i e n t ­

l y  d ir e c te d  by one p erson  d e s ig n a te d  a s  th© le a d e r .

Chapter I I I  develop® th© th eory  o f  spans o f  c o n tr o l ,  both  th eo ­

r e t i c a l  and p r a c t i c a l .  I t  p r e s e n ts  c e r ta in  m athem atical p r in c ip le s  and 

t a b le s  which show trend* r e s u l t in g  fro©  v a r io u s  s i z e s  o f  groups c o n tr o l le d
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fey one lender and extends these princip les to the s ix  le v e ls  commonly 

encountered in  the oosplex organisations of our larger u n iversities .

the afeove theoretical spans of oontrol and their trends are eom- 

pared with eeae national trends and evaluations as applied to colleges  

and u n iv ersitie s .

Chapter 111 continues with a detailed study o f a group of selected  

colleges and u n iversities with particular reference to their organise*, 

tion rather than spans of oontrol u tilised  and the type o f  leadership 

directing or controlling the in stitu tio n .

Finally* Chapter I f  g ives a b r ie f summary of the study with sp ec ific  

recommendations and suggestions for further research.

This study deals with spams o f responsibility* as the t i t l e  

Indicates. However* the team "spans of control* i s  used acre fre­

quently in the d issertation  than "spans o f resp onsib ility*• It

should be noted that for the purposes of th is  study* the two terms have 

been treated as practically  synonymous* Control may be considered a 

desirable element of responsibility* or s  prerequisite for the proper 

fu lfillm ent o f the obligations of responsibility* Furthermore* St was 

hoped that any autocratic connotations which mi^it be found in the 

word "control% would be dissipated by the more democratic lioplieations 

o f the word "responsibility**



3» w a f j a i s m

The lim itations o f a study o f  t h i s  type are obviously maay# ilie

p r in c ip le s  g w s m ia g  the organisation aM  administration of-#©XX@©ss 

and u n iversities hay® haan set f o r th  la  general teams® i n  m a r  re fe re n c e s^  

t®acta9 aM  c r it ic a l  w ritin g s*  t&fortusately th© application o f  these 

p r in c ip le s  is  morm d iff ic u lt  to find In  the w ritin g s  o f  e d u c a tio n a l 

a d m in is tra to rs*  Local s i tu a t io n s  aad problems appear to bar© g re a te r  

tn flu m m  in  the a p p lic a t io n  of o rgan isa tion® ! p r in c ip le s  than Ac* th e  

o b je c tiv e s  t i l l e d  by the principles* imnreya o f  s p e c i f ic  uniTerst* 

tied  frequently in d ic a te  th a t  w hile  i t  would b® deairab l®  to  imp!®* 

msnt c e r t a in  eeeepted p r in c ip le s  o f  o rg an isa tio n *  lo c a l  c o n d itio n s  

in v o lv in g  p e rs o n a litie s -  and t r a d i t i o n  d e lay  the Immediate and d i r e c t  

activation  o f these principles*^ ITkmr® I s  often an atmosphere of 

ecnqproialse* expediency* and pati©no® which appears to  h in d e r any clear-* 

o u t © st& b llitae n i o f x'eeognised and @mmn%y a eeepted p r i n c i p l e  of 

o r garni sett ion  and spans o f  responsibility* x%& el«»er*eut d e c is iv e n e ss  

o f  busisees and m ilitary reorganisation appears to  be lo ss  p r sstio s l  

whm applied to educational institu tions*

^taam plos in c lu d e  s
'Kmt* Bayjsoad A.*» e*a* Louisiana 3tate University* (ifcshlxigtGxis 

American Council on ^duoatlon» lSSoT* '

Oapea  ̂ Seranel P*# ©*e* P u b lic  hj#*®r jdu eetloa  in Utah* 
CWashingtoms American Council on educations TSZofT™"

Itobury* William L»» ®*a« Higher sduoation l a  Maryland. 
{Washingtons msaoriesa Council oa 3dueatlon» 194?}©

Hiusnoxad 9 iiaroXd P# Beacrt on i-'aftgl&eering sdacatioa la  the  
tlniTormity System o f c^Kffgliu T & tlaata i Georgia. School o f  Technology* 
1943 5.
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U. TALUI OE USES Of THIS STUDY

From th e  fo r e g o in g  i t  i s  apparent th a t  t h i s  stud y la  d ir e c te d  

©ore toward th e  im p lem en tation  o f  p r in c ip le s  o f  o r g a n isa tio n *  le a d e r ­

sh ip  and c o n tr o l r a th e r  than th e  e x p lo i t a t io n  o f  any one most e f f e c t i v e  

p a t te r n  o f  o r g a n is a t io n  and c o n tr o l  fo r  in s t i t u t i o n s  o f  advanced le a r n in g .  

The stu d y  a ttem p ts  to  show th e  b e n e f i t s  o f  e f f i c i e n t  o r g a n is a t io n  and 

p ro v id e  some p r a c t ic a l  m ethods o f  c o n v e r tin g  e x i s t in g  o r g a n is a t io n a l p a t--  

te r n s  to s im p ler  and ©ore e f f e c t i v e  o r g a n is a t io n a l s t r u c tu r e s .

F in a l ly ,  t h i s  study should  provoke fu r th e r  r e se a rc h  in  th e  many 

s p e c ia l  a r ea s  not touched on in  t h i s  w r it in g ,  such a s  th e  d e ta i le d  t o t a l  

r e o r g a n is a t io n  o f  our la r g e r  u n i v e r s i t i e s  on a  fu n c t io n a l p a t te r n  r a th e r  

than on th e  t r a d i t io n a l ly  academ ic fram e-w ork. I f  t h i s  stu d y  d o es  no 

more than show some o f  th e  advan tages o f  d e c e n t r a l i s a t io n  o f  b o th  m is s io n  

and a u th o r ity  i t  w i l l  have a ch iev ed  i t s  purpose*

In th e s e  days o f  expanding power and em pire b u ild in g , th e r e  i s  th e  

p o s s i b i l i t y  th a t  in  many m inds th e  purpose and o b j e c t iv e  o f  our demo­

c r a t i c  i n s t i t u t i o n s  o f  advanced ed u ca tio n  may be e n t ir e ly  fo r g o t te n , th e  

v ie w -p o in t  o f  th e  s tu d en t i s  a f t e r  a l l  th e  predom in ating  in f lu e n c e .  Or­

g a n iz a t io n  and c o n tr o l a r e  b u t th e fram e-work or  la d d er  by which he c lim b s  

toward a  f u l l e r  and r ic h e r  l i f e .  Where th e  stu d en t a c h ie v e s  h i s  ed u ca tio n ­

a l  g o a l w ith  a  minimum o f  in t e r fe r e n c e  from h ie  in s t r u c t o r s ,  f a c u l t y  mem­

b e r s ,  and a d m in is tr a to r s  and w ith  maximum o f  growth to h im s e lf ,  th ere  th e  

o r g a n iz a t io n a l p a tte r n  and c o n tr o l p r in c ip le s  w i l l  have been  m ost e f f e c t ­

i v e .  O ther meSBiree fo r  th e  © valu ation  o f  o r g a n is a t io n  and c o n tr o l in
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our u n i v e r s i t i e s  such a s  th e  r a te  o f  grow th o f  th e  s tu d en t body and th e  

b u ild in g  o f  e x te n s iv e  c lassroom s* la b o r a to r ie s  and a t h l e t i c  s ta d ia  a re  

u s u a lly  t r a n s ie n t  and s u p e r f ic ia l  u n le s s  supported  by an e a r n e s t , hard­

working and s a t i s f i e d  stu d en t body.



CHAFTXB. II

SIS VIEW him Of FBIHCIFLES

T h is ch a p ter  se e k s  to  d evelop  a con cep t o f  o r g a n is a t io n  w ith  i t s  

im plem enting le a d e r s h ip , b oth  seek in g  to  e x e r c is e  c o n t r o l .  G en era lly  

a c c e p te d  p r in c ip le s  o f  c o n t r o l ,  o f  o r g a n is a t io n , and o f  le a d e r sh ip  

a r e  p r e se n te d , w ith  s p e c ia l  c o n s id e r a t io n  to  th e  a p p l i c a b i l i t y  o f  th e s e  

p r in c ip le s  to  u n i v e r s i t i e s  and c o l l e g e s .  The fo u r th  s e c t io n  o f  t h i s  

ch a p ter  d e a ls  w ith  spans o f  c o n tr o l ,  b eca u se  th e  im p lem en tation  o f  

c o n tr o l r e q u ir e s  th e  d e f i n i t e  groupin g  o f  p e rso n n e l and th e  e s t a b l i s h ­

ment o f  a r e a s  o f  r e s p o n s ib i l i t y  and o f  a u t h o r ity .

CONTROL

C ontrol has a t  l e a s t  two c o n n o ta t io n s , one p o s i t i v e ,  th e  o th er  

n e g a t iv e .  The p o s i t i v e  view  o f  c o n tr o l v i s u a l i s e s  a  p a t te r n  or g u id e  

fo r  & l i n e  o f  conduct or a c t i v i t y  such a s  th e  c o n tr o l sh e e t  o f  a  budg­

e t  or th e  w r it te n  c u r r ic u la  o f  c o l le g e  c o u r se s  s p e c if y in g  th e educa­

t io n a l  p a t te r n  to  b e fo llo w e d  by s tu d e n ts  in  th e ir  advance toward 

d e g r e e s . The n e g a t iv e  con cep t o f  c o n tr o l im p lie s  r e s t r i c t i o n  or th e  

p r o h ib it io n  o f  f r e e  a c t i v i t y .  As w i l l  be shown l a t e r ,  most o r g a n isa ­

t io n s  f in d  i t  n e c e ssa r y  to r e c o g n ise  b o th  d e f in i t i o n s  o f  c o n t r o l .  The 

p o s i t i v e  meaning o f  c o n tr o l im p lie s  in s p ir a t io n ,  encouragem ent and 

gu id ance toward an o b j e c t iv e .  The n e g a tiv e  meaning o f  c o n tr o l Im p lie s
I

c o e r c io n  and p e n a l t i e s  fo r  d e v ia t io n s  fro® p r e sc r ib e d  lin e®  o f  con d u ct.

 ̂ Jerome Dowd, C ontrol in  Human S o c ie t i e s  (Bew forks D. A o l e t o n —
Century Company, 193^5 pp. 2- g .
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Examples o f  th e  two co n cep ts  o f  c o n tr o l a r e  c o n s ta n t ly  b e fo r e  u s .

The p o s i t i v e  or c o n s tr u c t iv e  concep t o f  c o n tr o l i s  found in  th e  in f lu ­

en ce o f  p u b lic  o p in io n  toward th e  a m e lio r a tio n  o f  u n s a t is f a c to r y  co n d i­

t io n s  or  u n ju s t  la w s . P u b lic  o p in io n  implemented through o r g a n isa t io n  

th u s  le a d s  to  c o n s tr u c t iv e  and p r o g r e s s iv e  c o r r e c t iv e  a c t io n .  The 

p en & lis in g  c o n n o ta tio n  o f  c o n tr o l i s  p robab ly  b e s t  i l l u s t r a t e d  by- 

p o l i c e  a c t io n ,  co u rt f i n e s ,  and im prisonm ent fo r  v io la t io n s  o f  law s 

and ord n an ces. A pplying th e s e  two th ou gh ts o f  c o n tr o l to  in s t i t u t i o n s  

o f  h ig h er  education ., c o n tr o l i s  e x e r c is e d  p o s i t i v e l y  by th e  s t a f f  and 

f a c u l t y  in  en cou ragin g  th e s tu d en t body in  t h e ir  s tu d ie s  and academ ic 

advancem ent. S im ila r ly ,  c o n tr o l i s  e x e r c is e d  in  a n e g a t iv e  sens© by 

th e  same group, over th e  s tu d e n ts  who f a i l  to  meet academ ic stand ards  

and are d ism isse d  from th e  u n iv e r s i t y .

One b a s ic  fu n c t io n  o f  c o n tr o l may b e summarised about as fo llo w s ;  

c o n tr o l i s  e s s e n t i a l l y  th e e x e r c is e  o f  a u t h o r ity .  As such i t  may bs  

im plem ented by in d iv id u a ls  such a s  th e u n iv e r s i t y  p r e s id e n t ,  th e c o l l e g e  

dean or th e  c lassroom  in s t r u c t o r .  Such c o n tr o l i s  cu s to m a r ily  b ased  

on some co d e , law  or s e t  o f  rule®  founded on th e ex p ressed  o p in io n s  

o f  th e  community, on p a s t  e x p e r ie n c e , t r a d i t io n ,  or l e g i s l a t i v e  a c t io n .  

The im o lled  im p ersonal b a s i s  fo r  c o n tr o l i s  in  d ir e c t  c o n tr a s t  to th e  

e x e r c is e  o f  a u th o r ity  which i s  p e r so n a l and r e s u l t s  fro® p o s i t i v e  

a c t io n  by duly a u th o r ise d  in d iv id u a ls .

a, second fu n c t io n  o f  c o n tr o l i s  fo rm a lly  to s e t  fo r th  the p u rp ose , 

o b j e c t iv e ,  or g o a l o f  a  group o f  a c t i v i t i e s .  For exam ple, the u n iv e r s i t y  

i s  gu id ed  a d m in is tr a t iv e ly  and a ca d em ica lly  by d u ly  announced m is s io n s  

o f  th e  u n iv e r s i t y ,  by o b j e c t iv e s  to  be reached  each sem ester , and by 

th e  u n d e r ly in g  dem ocratic  p r in c ip le s  w hich support ed u c a tio n a l e f f o r t s



18

in  our c o l l e g e s  and u n i v e r s i t i e s .  P u b lic  o p in io n  e n te r s  in to  t h i s  tyn e  

o f  c o n tr o l in  e s t a b l is h in g  methods fo r  a c h ie v in g  th e  e d u c a tio n a l o b je c ­

t i v e s .  T h is fu n c t io n  o f  c o n tr o l i s  la r g e ly  im personal and g u id e s  th o se  

e x e r c is in g  a u th o r ity  as o u t l in e d  in  the p reced in g  paragraph .

a  th ir d  fu n c t io n  o f  c o n tr o l has to do w ith  s e t t in g  fo r th  w&ys and 

means o f  a c h ie v in g  o b j e c t iv e s ,  T h is  fu n c t io n  o f  c o n tr o l g e n e r a lly  

fo l lo w s  th e  p a t te r n  o f  moat o f  our la w 3 in  th a t I t  s e t s  fo r th  th e  meth­

ods and p roced u res to  he fo llo w e d , r e la t io n s h ip s  betw een in d iv id u a ls  

and groups and p r e s c r ib e s  u su a l tim e l i m i t s  in  a c h ie v in g  in term ed ia te  

and u lt im a te  o b j e c t iv e s .  T h is  con cep t o f  c o n tr o l a lm ost in v a r ia b ly  

c a r r ie s  w ith  i t  p e n a lty  c la u s e s  i f  i t s  p r o v is io n s  a re  to he fo llo w e d  

and he p r a c t i c a l ly  e f f e c t i v e .

The l a s t  item  in  the above paragraph, th a t i s  th e  p e n a lty  fu n c t io n  

o f  c o n t r o l ,  i t s e l f  may be a  major fu n c t io n  o f  c o n tr o l .  Most u n iv e r s i t y  

s tu d e n ts  a re  spurred on toward a c h ie v in g  t h e ir  ed u c a tio n a l o b j e c t iv e s ,  

u s u a lly  le a d in g  to a d e g r ee , by t h e ir  n a tu ra l d e s ir e  to  b e n e f i t  from 

th e  ad van tages o f  e d u c a tio n . In t h i s  th ey  a re  su s ta in e d  by t h e ir  am­

b i t io n  and In sp ir ed  by t h e ir  fa c u lt y  a d v is o r s  and c la ssroom  p r o fe s s o r s .  

U n fo r tu n a te ly , many a re  e q u a lly  m o tiv a ted  by t h e ir  fe a r  o f  f a i lu r e  and d i s ­

m is s a l  from th e  u n iv e r s i t y .

C ontrol which has a s i t s  s o le  o b j e c t iv e  th e d e v is in g  o f  system s  

o f  d i s c i p l i n e  i s  rare  in  c o l le g e s  and u n i v e r s i t i e s .  A d m itted ly , in  a  

s e n s e , a l l  in s t r u c t io n  ana ed u ca tio n  i s  d is c ip l in a r y  in  p a r t ,  in  th a t  

i t  te a c h e s  m ental c o n tr o l and b o th  m ental and p h y s ic a l  d is c ip l in a r y  

e f f i c i e n c y .  However, ed u ca tio n  c o n tr o ls  through in s p ir a t io n  and en­

couragem ent r a th e r  than through c o e r c io n  and f e a r .
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Two d i f f e r e n t  c a t e g o r ie s  o f  c o n tr o l a re  im p lied  by th e  e x p r e s s io n s ,  

p a te r n a l c o n tr o l  and s o c ia l  c o n tr o l ,  th e  f i r s t  b e in g  t y p i f i e d  by th e  

a t t i t u d e  o f  th e  fa th e r  to  th e  young c h i ld  or th e  d ic t a t o r  to  th e s la v e .  

S o c ia l  c o n tr o l im p lie s  th e  v o lu n ta ry  and co n sid ered  assign m en t o f  

c o n tr o l to  a  g i f t e d  or  e f f i c i e n t  le a d e r . T h is  second typ e  o f  c o n tr o l  

i s  t y p i f ie d  in  our d em ocratic  s o c ie t y  by th e  fr e e  e l e c t io n  o f  our  

p o l i t i c a l  le a d e r s  and in  a  se n se  by th e  v o lu n ta ry  su b m ission  on th e  

p a r t o f  th e  s tu d en ts  o f  our u n i v e r s i t i e s  to  some o f  th e  a r b itr a r y  r u le s  

and r e g u la t io n s  govern in g  th e se  i n s t i t u t i o n s .  In a  s l i g h t l y  d i f f e r e n t  

s e n se  p a te r n a l c o n tr o l i s  ty p ic a l  o f  th e  s tro n g  le a d e r , w hereas s o c ia l  

c o n tr o l i s  u s u a l ly  d em ocratic  c o n tr o l a s  ex p ressed  by p u b lic  o p in io n  o r  

through th e  f r e e  e l e c t o r a t e .

In our i n s t i t u t i o n s  o f  advanced e d u c a tio n , p a te r n a l c o n tr o l prob­

a b ly  was t y p ic a l  o f  th e  e a r ly  c o l le g e s  o f  th e  U n ited  S t a t e s .  T h is  

dom ineerin g  and in t o le r a n t  a t t i t u d e  was th e  a ccep ted  p a t te r n  w e l l  

through th e  c o lo n ia l  p e r io d  and s t i l l  p e r s i s t s  in  some o f  our church  

i n s t i t u t i o n s  o f  h ig h er  e d u c a tio n . The s o c ia l  c o n tr o l o f  our c o l l e g e s  

g e n e r a lly  commenced i t s  ascendancy w ith  th e  e a r ly  c o n c e p tio n s  o f  f r e e ­

dom o f  th e  tim es  o f  th e  R ev o lu tio n a ry  War. However, s o c ia l  c o n tr o l o f  

c o l l e g e s  in  g e n e ra l la g g ed  fa r  beh in d  s o c ia l  c o n tr o l in  p o l i t i c a l  in ­

s t i t u t i o n s ,  in  r e l i g io n  and in  econom ic p r a c t ic e s ,  p rob ab ly  b eca u se  o f  

th e  p r e -o c c u p a tio n  o f  th e  u n iv e r s i t i e s  w ith  h is to r y  and h i s t o r i c a l  

p reced en t and t r a d i t io n .  O b viou sly  t h i s  trend  away from p a te r n a l con­

t r o l  o f  our c o l l e g e s  and u n i v e r s i t i e s  toward s o c ia l  c o n tr o l would not

2 I b id , p p . 1 ^ -1 9 .
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proceed  everyw here a t  th e  same p a c e . Some o f  our la r g e s t  c o l l e g e s  o f  

th e  e a r ly  c o lo n ia l  d ays encouraged freedom  o f  s e lf -d e te r m in a t io n .  

However* th e  tren d  toward l ib e r a l i s m , p a r t ic u la r ly  in  th e  sm a ller  

c o l l e g e s  appeared to  la g  n o t ic e a b ly  beh in d  s o c ia l  advancement in  o th er  

a c t i v i t i e s

C ontrol th en  v i s u a l i s e s  fou r  ta sk s: th e  e x e r c is in g  o f  a u t h o r ity ,

s e t t in g  up o f  an o b j e c t iv e ,  p r e s c r ib in g  s ta n d a rd s , and in f lu e n c in g  

d i s c i p l i n e . The trend  from p a t e r n a l i s t i c  c o n tr o l toward a  d em ocratic  

or s o c ia l  c o n tr o l  was f a c i l i t a t e d  in  our c o l l e g e s  and u n i v e r s i t i e s  

la r g e ly  by a m b itio n , by see k in g  in c r e a se d  in d iv id u a l o p p o r tu n it ie s ,  by 

th e  in c e n t iv e  toward s o c ia l  advancement and by th e  d e s ir e  to  a c h ie v e  

p e r so n a l w e a lth , power and le a d e r s h ip . S o c ia l  c o n tr o l has a lw ays been  

a t t r a c t iv e  in  th a t i t  appears to  o f f e r  g r e a te r  o p p o rtu n ity  fo r  in d iv id ­

u a l advancement and a  le s s e n in g  o f  th e r e s t r a in t  o f  d i s c i p l i n e .  I t  i s  

o n ly  in  r e c e n t tim es th a t we f in d  th e  p r o c e s s e s  o f  a  pseudo ty p e  o f  

s o c ia l  c o n tr o l  le a d in g  to  d i s a s t e r s  and chaos more d e v a s ta t in g  than  

th o se  wrought by our m ost o p p r e s s iv e  ty r a n ts  and d ic t a t o r s  o f  h i s t o r y .  

The c o n t r o l l in g  fo r c e s  o f  th e  S o v ie t  Union p r o fe s s  to  be fo llo w in g  a l l  

o f  th e  p r in c ip le s  o f  s o c ia l  c o n tr o l ,  y e t  have a ch iev ed  te r r o r  and p r i ­

v a t io n  w ith in  t h e ir  own b ou n d aries  beyond a n y th in g  in  recorded  h is t o r y .  

They have u t i l i z e d  th e  fram e-work o f  s o c ia l  c o n tr o l to  e s t a b l i s h  &
U

d e s p o t ic  b u reau cracy .

S p e c i f i c  exam ples o f  th e  two ty p es  o f  c o n tr o l a r e  found in  th e  

d i f f e r e n c e s  betw een our dem ocratic  community and s t a t e  supported  s c h o o ls

3 iu ia , pp• 136- 1^7.

u iMd, pp. 136- 175-
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a s  compared to  some o f  our church supported  s c h o o ls .  The s t a t e  supported  

sc h o o ls  are  presumed to  e x p r ess  th e  f r e e  o p in io n s  o f  th e c i t i z e n s  o f  

th e  community w hich they ser v e  w hereas th e r e  i s  a trend  toward p r e s ­

c r ib in g  f ix e d  c u r r ic u la  and c lo s e ly  c o n tr o lle d  l i n e s  o f  conduct and 

even thought in  some o f  our church c o l l e g e s  and u n i v e r s i t i e s ,  fh e  f a c t  

th a t  most o f  th e  church c o l l e g e s  and u n i v e r s i t i e s  a re  a  b en ign  in f lu e n c e  

and g e n e r a l ly  fo llo w  dem ocratic  p r in c ip le s  s t i l l  le a v e s  th e  d i s t in c t io n  

b u t w ith ou t much p r a c t ic a l  d i f f e r e n c e .5

C ontrol has o th er  c o n n o ta tio n s  such a s  th e  c o n tr o l or command 

e x e r c is e d  by th e  m il i ta r y  le a d e r  w hich i s  u s u a lly  t o le r a t e d  b ecau se  

o f  th e  urgency o f  th e  b u s in e s s  a t  hand. C ontrol how ever, sa y  be e q u a lly  

e f f e c t i v e  i f  i t  p a r ta k es  o f  th e nature o f  su p e r v is io n  w ith  s u g g e s t io n s ,  

d is c u s s io n  and c o o r d in a tio n  le a d in g  to  s p e c i f i c  e lem en ts  o f  c o n tr o l  

A s t i l l  m ild er  form o f  c o n tr o l i s  im p lied  in  th e  su b m issio n  to  a u th o r ity  

or conform ance to  s o c ia l  custom , w ays, and t r a d i t io n ,  such a s  i s  th e  

commonly a c ce p ted  p r a c t ic e  a t  most o f  our c o l l e g e s  and u n i v e r s i t i e s .  

W hatever th e  v ie w -p o in t , how ever, c o n tr o l in  i n s t i t u t i o n s  o f  advanced  

ed u ca tio n  has some background o f  th e  power to  ex a ct or req u ire  perform ­

an ce or c o n fo r m ity .?

In a  more com p lica ted  endeavor, c o n tr o l im p lie s  a  scheme o f  

p o s i t io n s  w ith  th e  d e s ig n a t io n  o f  le a d e r s  and th o se  who fo l lo w . Such 

a  v ie w -p o in t  o f  c o n tr o l i s  o b v io u s ly  f l e x i b l e  and dynamic ra th er  than  

s t a t i c ,  p a r t ic u la r ly  in  a  s o c ia l  dem ocracy, th e  th eory  o f  d e s ig n a te d

5 I b id , p p . 1m  4  190 .

6 A lv in  Brown, O rg a n isa tio n  (lew  York; H ibbert P r in t in g  C o ., 19^5)
p p . 103- 1 1 1 .

1 Ibid, pp. llU -1 1 5 .
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p o s i t io n s  i s  u s u a lly  a p p lic a b le  to  th e  s tr u c tu r a l  c o n tr o l a t  our c o l ­

l e g e s  and u n i v e r s i t i e s ,  but p e r s i s t  more through h is t o r y  and t r a d it io n  

than b eca u se  o f  th e  fo r c e  o f  p u b lic  o p in io n  a s  a p p lie d  to  our p o l i t i c a l  

and econom ic c o n tr o l p r o c e s s e s . 8

C ontrol can be q u a n t it a t iv e  a s  w e ll a s  q u a l i t a t i v e .  The in t e g r a t io n  

o f  many o f  our econom ic, s o c ia l  and e d u c a tio n a l i n s t i t u t i o n s  have c r e a te d  

a  demand fo r  s o r e  c o n tr o l and more e f f e c t i v e  or  s k i l l f u l  c o n t r o l .  The 

c o n tr o l o f  sm all c o l l e g e s  w ith  a  few hundred s tu d en ts  i s  o b v io u s ly  a 

much s im p ler  m atter  than th e  c o n tr o l o f  some o f  our g ia n t  in s t i t u t i o n s  

o f  advanced ed u ca tio n  such a s  the U n iv e r s ity  o f  C a lifo r n ia  w ith  i t s  

f o r t y  thousand s tu d e n ts  d is t r ib u t e d  g e o g r a p h ic a lly  over thousands o f  

square m i le s .  Complex c o n tr o l  or c o n tr o l o f  com plex i n s t i t u t i o n s  ten d s  

to  show l e s s  and l e s s  th e  con cep t o f  s o c ia l  c o n tr o l ex cep t perhaps in  

h ig h ly  d e c e n tr a liz e d  i n s t i t u t i o n s  where th e  p r in c ip le s  o f  s c c l a l  c o n tr o l  

may be im plem ented in  r e l a t i v e l y  sm all groups on th e  v a r io u s  l e v e l s . 9

One o f  th e  fu n c t io n s  o f  our i n s t i t u t i o n s  o f  advanced ed u ca tio n  i s  

th e  study and developm ent o f  e f f e c t i v e  c o n tr o l m ethods. The s tr u c tu r e  

o f  c o n t r o l ,  th e  im p lem en tation  o f  c o n t r o l , c o n tr o l r e la t io n s h ip s , and 

th e  e x e r c is e  o f  c o n tr o l and a u th o r ity  become m a tters  o f  grow ing impor­

ta n ce  and con cern  to  our c o l l e g e s  and u n i v e r s i t i e s  a s  th ey  in c r e a s e  in  

s i z e  and academ ic s t a t u r e .  These c o l l e g e s  and u n i v e r s i t i e s  o f f e r  c o u r se s  

in  c o n tr o l ,  p r in c ip le s  and tech n iq u es  to  p r o s p e c t iv e  le a d e r s  in  s o c i a l ,  

p o l i t i c a l ,  and econom ic f i e l d s ,  y e t  many o f  them n e g le c t  to  e v a lu a te  and 

improve t h e ir  own in te r n a l c o n tr o l p r in c ip le s  and sy ste m s . 10

8 C hester I .  B arnard, O rg an iza tion  and Management (Cambridge:
Harvard U n iv e r s ity  P r e s s ,  19^ 9)"pp• 39-50*

9 I b id , p p . 8 0 -1 1 0 .

10 i i i i*  PP- 19^-206.
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l m m  social control la not necessarily peaceful control*

1% is  seldom the lethargic end oowpl&cent subservience to  the Majority 

vote or the current popular opinion* Control should fee S jw le  and 

progressive i f  %% in to  fee e ffic ien t and effective* *2he negative end 

repressive features of control ore secondary la  a desweriitlo society* 

and or® particularly  unsulted to  ©dueationd leadership* vale Is proto* 

ably laare true la  our collects and universities than elsewhere because 

ineffic ien t control la  economic sad p o litic a l a c tiv itie s  changes quickly 

under the ©pur of competition and the drastic  vacilla tions of the law® 

of supply and demand* la  our universities* however* progress la  control 

la frequently the re su lt of challenge* of competition* or of adversity* 

^ulte frequently universities improve la  th e ir  organisational control 

because of depression* or radically  as* problems sad instructional loads* 

or attacks tram spool s i  groups or subversive in te re s ts« Mam u&iversi*

tie s  improve the ir control methods because of pressures from assrby
11in stitu tio n s or a crowding of Institu tions la  the ass* field*

la a converse sense* sa e ffo rt to  control by harsh re s tr ic tio n s  

may promt* rese t leas and constructive discussions* and thereby any 

achieve the elimination of any causes fey the Imposition of the objection** 

able control measures» For eaea;:pl«» increasing pressure* ere being 

exerted to require university.and ec llsfa  teachers end s ta ffs  to  sign 

loyalty oath* and pledges of various binds* .. Sam teacher groups feel 

that p o litica l factions acre seeking to impose spec I d  controls over the

^Toynbee* .Arnold ?» ' & Study of H latorr ‘in»Q*3mmrre lle  i&rl&gm 
nest}* {Mm York* Oxford University lV©«St lb47) ppu 5YO-6F4*
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th o u g h ts  and " b e lie fs  o f  university f a c u lt y  members and are th ereb y  

th r e a te n in g  t h e ir  academ ic freedom* 'This th r e a t  to  t h e ir  academ ic 

freedom  has awakened and stren g th en ed  a sen se  o f  r e s p o n s ib i l i t y  amongst 

th e  tea ch  era fo r  th e  proper © cadenic condu ct o f  th e  members o f  t h e ir  

p ro fess io n *  F a cu lty  member® hay® been arou sed  to  a k een er  a p p rec ia ­

t io n  o f  th e  v©lu® o f  th e  academic freedom s which th e y  now enjoy* Th@y 

hay© sou ga t t o  e v a lu a te  th e  r ep o r ted  th r e a ts  o f  an in v a s io n  o f  commnta** 

t i c  id e o lo g ie s » and are  en d eavorin g  to  remove su b v e r s iv e  in d iv id u a ls  

from t h e ir  ranks * th u s th e  th r e a ts  of n e g a t iv e  and r e s t r i c t i v e  

con tro l®  have s tren g th en ed  in  f a c u l t y  groups s p o s i t i v e  f e e l in g s  o f  

r e s p o n s ib i l i t y  fo r  t h e ir  own proper academ ic conduct? both a s  in d iv id ­

ual® and a s  groups* and have g iven  them © keener a p p r e c ia t io n  o f  th e  

v a lu e  o f  t h e ir  t r a d i t io n a l  academ ic freedom s* In th e  en su e ln g  d i s ­

c u s s io n s  and th e  r e s u lt a n t  c l a r i f i c a t i o n  o f  th e  p r in c ip le s  in v o lved *  

th e  member© o f  th e  te a c h in g  p r o fe s s io n  are  g a in in g  in  unity* strength* 

and s ta tu re *  ’i‘hey a re  a c h ie v in g  a p o s i t iv e  o r g a n iz a t io n  and c o n tr o l

con cep t which may r e s u l t  in  th e  e l im in a t io n  o f  dangerous in d iv id u a ls *

i pand w ith  them* any n e c e s s i t y  fo r  th e  r e s t r i c t i v e  c o n tr o ls *

^-'e Donald § 3alph .*** "’h i t  or* Current trends in  H igher E ducation  
194 9 * C harles v ,  FioKenzie* * I n te r p r e t in g  ^cadsm ie Freedom" 1(W ashingtons 
n a t io n a l Fidueation A s s o c ia t io n  —  Department o f  h ig h er  M u ea iia n *  1049) 
pp® 120»l£3»
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The fo r e g o in g  d is c u s s io n  o f  c o n tr o l p resu p p o ses  some r e c o g n it io n  o f  

o r g a n iz a t io n , o f  sco p es  o f  s u p e r v is io n , o f  a r e a s  o f  o r g a n is a t io n , o f  

d ir e c t io n ,  and t h e ir  Im p lied  r e s t r i c t i o n s .  A system  o f  c o n tr o l r e q u ir e s  

an o r g a n iz a t io n a l p la n  d e f in in g  l i m i t s  o f  r e s p o n s ib i l i t y ,  o f  d u t ie s ,  

and o f  h ig h e r , c o o r d in a te , and su b o rd in a te  s t a t u s .  An o r g a n is a t io n  

te n d s  to  d e f in e  i t s e l f  by d e f in in g  r e s p o n s ib i l i t y ,  a r ea s  o f  c o n tr o l ,  

and by d e s ig n a t in g  d e c i s iv e  a u t h o r i t ie s  among and fo r  c o l le a g u e s  in  a  

p r e sc r ib e d  a c t i v i t y  or group o f  p r o j e c t s .  O rg a n isa tio n  in  i t s  f i n a l  

a n a ly s i s  i s  e s t a b l is h e d  fo r  th e  ach ievem en t o f  g o a ls  and o b j e c t iv e s ,  

b o th  w ith  r e la t io n  to  tim e and w ith  r e la t io n  to  e ch e lo n s  o f  respon­

s i b i l i t y .  C on ven tion a l o r g a n is a t io n  ten d s to  d is c u s s  e n d le s s ly  th e  

r e la t io n s h ip s  betw een  i t s  c o n s t i tu e n t  e lem en ts  and th u s becomes vague 

and im p erso n a l. In  o p e r a t io n , I t  ta k es  on l i f e  and f i r e  fro® th e  human 

b e in g s  who man I t s  v a r io u s  c o n tr o l s t a t io n s .

In a  broader s e n se  our dem ocratic  s o c ie t y  s t r iv e s  to  f o s t e r  th e  

maximum d eg ree  o f  freedom fo r  th e  in d iv id u a l c i t i z e n  c o n s is t e n t  w ith  

th e  g e n e ra l w e lfa r e ,  T h is  h as a meaning fo r  e d u c a tio n a l o r g a n iz a t io n .

Ju at a s  th e r e  i s  no s in g le  mold in to  w hich c h ild r e n  and youth  should  be  

f i t t e d , *3 go th e r e  i s  no f ix e d  mold in to  w hich s c h o o ls ,  c o l l e g e s  and 

in s t i t u t i o n s  o f  h ig h er  ed u ca tio n  shou ld  be f i t t e d .  T h erefo re  no s in g le  

form o f  o r g a n iz a t io n  i s  presumed to  b e b a s ic  fo r  a l l  e d u c a tio n a l i n s t i ­

t u t io n s .  th e  dominant c h a r a c ter  o f  e d u c a tio n a l o r g a n iz a t io n  in  a

13 H arold Benjam in, The C u lt iv a t io n  o f  Id io sy n c r a sy  (Cambridge; 
Harvard U n iv e r s ity  P r e s s ,  19^9)



26

democracy In f l e x i b i l i t y ,  not r i g i d i t y .  U n ifo rm ity , th e  f e t t i s h  o f

t o t a l i t a r i a n ! sib, has no p la c e  in  a dem ocracy, where v a r ia t io n  i s  th e
lit

a ccep ted  p a t te r n .

FFFSCT OF COKTROL 01 OROAIISAHGI

Some 1700 i n s t i t u t i o n s  o f  h ig h er  e d u c a tio n  a re  d is t r ib u te d  o yer  th e  

le n g th  and th e  b read th  o f  th e  U n ited  S t a t e s ,  a re  v a r io u s ly  c o n tr o l le d ,  

were e s t a b l is h e d  a t  w id e ly  d i f f e r e n t  p e r io d s  in  th e  h is t o r y  o f  th e  

American dem ocracy and s a t i s f y  a g r e a t  number o f  d i f f e r e n t  e d u c a tio n a l  

n e e d s . I t  i s  ob v iou s th a t t h e ir  o r g a n iz a t io n a l p a t te r n  w i l l  and shou ld  

vary  w id e ly . th e  t o t a l  a re  reco g n ized  a s  c o lle g e©  and u n i v e r s i t i e s ,

16f> are  s e p a r a te ly  m ain ta in ed  p r o fe s s io n a l  s c h o o ls ,  lH$ a r e  t e a c h e r s 1 

c o l l e g e s  and normal s c h o o ls  and are  Ju n ior c o l l e g e s .  Ag to  c o n t r o l ,

3 o'*- a re  under th e  d ir e c t  s u p e r v is io n  o f  th e  S t a t e ,  199 o f  a  c i t y  or  d i s ­

t r i c t ,  Uh.5 o f  s e l f -p e r p e tu a t in g  boards o f  p r iv a te  c o r p o r a t io n s , UgQ o f  

esore or l e s s  P r o te s ta n t  c o n tr o l and 212 are  c o n tr o l le d  by th e  Roman 

C a th o lic  Church. 223 i n s t i t u t i o n s  a re  m ain ta ined  f o r  men o n ly , 275 fo r  

women o n ly  and 1202 are  c o e d u c a tio n a l. 52 a re  hand-Ur&nt c o l le g e s  fo r  

w h ite , 17 fo r  co lo red  s tu d e n ts .

In g e n e r a l ,  i n s t i t u t i o n s  o f  h ig h er  ed u ca tio n  tend  to  be a ca d em ica lly  

autonomous* th e y  d e r iv e  t h e ir  support from a  v a r ie t y  o f  s o u r c e s . They 

may be d i r e c t l y  r e s p o n s ib le  to  c i t y ,  d i s t r i c t ,  s t a t e  and F edera l c o n tr o l  

in  le g a l  and f in a n c ia l  q u e s t io n s  or unusual p rob lem s. For exam ple, 

e x cep t fo r  th e  v a r io u s  m il i t a r y  s e r v ic e  s c h o o ls ,  and in  a v ery  l im it e d

-   , H igher E ducation  fo r  M e r ic  an Democracy,
Volume 1X1, O rgan iz in g  H igher E ducation  (W ashington, D. C.s Government 
P r i n t i n g  O f f i c e ,  19^ 7 ) »  PP-  I*  2 .

15 I b id , p . 2 .
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s e n se  th e  hand-Gr&nt c o l l e g e s ,  th er e  i s  no l e g a l l y  e s t a b l is h e d  F ed era l 

system  o f  h ig h er  ed u ca tio n  in  th e  U n ited  S t a t e s .  S im ila r ly ,  ex cep t  

fo r  th e  p r o fe s s io n a l  s c h o o ls  r e q u ir in g  S ta te  l i c e n s e s ,  su ch  a s  m e d ic in e , 

law  and te a c h in g , th e  S ta te s  p r e s c r ib e  o n ly  v e ry  g e n e r a l programs o f  

req u irem en ts and a v o id  p r e s c r ib in g  any f ix e d  system  o f  su p e r v is io n  o f  

h ig h er  e d u c a tio n .

W hile th e  above d is c u s s io n  m ight be con stru ed  a s  p o in t in g  to  a 

la c k  o f  o r g a n iz a t io n  and o f  system  in  h ig h er  ed u ca tio n  in  the U nited  

S t a t e s ,  th e r e  a re  o th er  a g e n c ie s  w hich c o n s t i t u t e  a  pow erfu l in f lu e n c e  

toward s ta n d a r d iz in g  and s y s te m a t iz in g  h ig h er  e d u c a tio n , These a g e n c ie s  

a r e  th e  v a r io u s  ed u c a tio n a l and p r o fe s s io n a l  s o c i e t i e s  and th e  a c c r e d it in g  

a s s o c ia t io n s ,  w ith  t h e ir  v a r io u s  p e r io d ic a l s ,  co n fe r en ce s  and p u b lish e d  

r e se a r c h  p r o j e c t s .  The e f f o r t  o f  th e se  a g e n c ie s  i s  toward e s t a b l i s h in g  

minimum s ta n d a rd s , e d u c a tio n a l g o a ls  and o b j e c t iv e s .  They fa v o r  th e  

f r e e  e x e r c is e  o f  i n i t i a t i v e  and s e l f - d i r e c t i o n  by e d u c a tio n a l le a d e r s  

and i n s t i t u t i o n s  under t h e ir  own d ir e c t io n .  F ed era l and S ta te  in f lu e n c e  

i s  a s s e r te d  by such le a d e r s h ip  o n ly  a s  i t  i s  v o lu n t a r i ly  reco g n ized  by 

each  i n s t i t u t i o n  b eca u se  o f  i t s  a ccep ta n ce  o f  th e  soundness and p r a c t i ­

c a b i l i t y  o f  such  le a d e r s h ip , r a th e r  than by any l e g a l  or im p lied  a u th o r ity  

There a r e  how ever, c e r t a in  b a s ic  p r in c ip le s  u n d e r ly in g  th e  o rg a n i­

s a t io n a l  p a t te r n  in  a l l  o f  th e  s tr o n g e r  i n s t i t u t i o n s  o f  h ig h er  e d u c a tio n .

In th e  a d m in is tr a t io n  o f  an Am erican c o l le g e  th e  fo l lo w in g  
g e n e ra l p r in c ip le s  a re  co n sid ered  fu ndam en tali

1 . The aim s and o b j e c t iv e s  o f  each a rea  and a c t i v i t y  
should  be c l e a r ly  form u lated  and u n d ersto o d .

2.  W idespread p a r t ic ip a t io n  by a l l  concerned should  
c h a r a c te r is e  p o l i c y  m aking.

3 . A u th o r ity  and r e s p o n s ib i l i t y  must go hand in  hand.

^  I b id , p . 3*
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A d m in is tr a tio n  im p lie s  r e s p o n s ib i l i t y  fo r  
le a d e r s h ip  and c o o r d in a tio n , ra th er  than th e  
g iv in g  o f  orders*

5 . There shou ld  b e  a  c o n tin u in g  program fo r  th e  
developm ent o f  c a p a c ity  and u n d erstan d in g  by 
f a c u l t y  and s tu d e n ts  fo r  th e  assum ption  o f  
ev er  in c r e a s in g  r e s p o n s i b i l i t y .

6 . P ro g ress  and change should  be e v o lu t io n a r y  r a th er  
than r e v o lu t io n a r y .

7 . T ruly d em ocratic  p r in c ip le s  and p roced u res should  
c h a r a c te r is e  a l l  p h a ses  o f  c o l l e g e  a d m in is tr a t io n .

I t  w i l l  be found th a t  th e se  p r in c ip le s  ap p ly  e q u a lly  w e ll  to  
a l l  a r ea s  o f  c o l l e g e  a d m in is tr a t io n  and o r g a n is a t io n . I t  i s  
b e lie v e d  th a t t h e ir  a p p lic a t io n  w i l l  r e s u l t  in  a  more e f f e c t ­
iv e  pro grain o f  h ig h er  ed u ca tio n  in  any in stitu tio n . *

I t  i s  th u s seen  th a t  o r g a n is a t io n  may be more than an im personal 

d e v ic e  u t i l i s e d  by th e  le a d e r  or c h ie f  to  d e f in e  and p r e s c r ib e  th e  

d u t ie s ,  r e s p o n s i b i l i t i e s  and o b j e c t iv e s  o f  h is  su b o rd in a te  managers or  

e x e c u t iv e s  over who® he e x e r c is e s  im m ediate and p e r so n a l c o n tr o l .  Or­

g a n is a t io n  when exp ressed  In term s o f  p r in c ip le s  and o b je c tiv e ©  ten d s  

to  u n it e  a l l  l e v e l s  in  a c h ie v in g  a common g o a l and i s  q u ite  d i f f e r e n t  

from th e  o r g a n is a t io n a l  c h a r t which set©  up th e  c h ie f ,  r e q u ir e s  r e s u l t s  

from h is  su b o r d in a te s , and i s  in t o le r a n t  or in d i f f e r e n t  a s  to  methods 

em ployed by th o se  su b o rd in a te s  in  d e a lin g  in  tu rn  w ith  t h e ir  own sub­

o r d in a te  g ro u p s.

O rg a n isa tio n  can im ply d e c e n t r a l iz a t io n  fro® th e  top  down through  

v a r io u s  l e v e l s  o f  r e s p o n s ib i l i t y  and d ir e c t io n  u n t i l  e v e n tu a lly  th e  

a c tu a l  worker or  doer stand© on th e  sp o t and must d e l iv e r .  The c l a s s i c

T? Enoch C. b y r a e sa , wE d u cation a l O r g a n isa tio n  and A dm in istration*1. 
Current trend© in  H igher E ducation  19^9. F a r t £ ,  B a s ic  P r i n c i p l e s ,
Chapter 23 (W ashington, D. C .j Department o f  H igher E d u cation , N a tio n a l  
E ducation  ofth©  U. S . ,  19^9) » P* lf>2.
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example As heat described by th e  weXlknown expression® *paaeing the  

buek,! • ih e  converse o f  th is  concept la  deeentraliaatlO fs o f  responai**

b i l l t y  w ith th e  necessary authority# but w ith a l l  e l  assents o f  th e  pr- 

ganiaat i m . imbued with a. s e n s e . o f  ..duty and a . s p ir i t  o f  m utual, coopera­

tion *  Such organization  req u ires a minimum o f  charts but dees 

© itate  w e ll understood o b je c tiv e s  and p r in c ip le s  o f  operation* Thus*

effec tiv e  GrganiRatibn and adalnlatretion. for Institu tions
of h i^ier learning can be achieved .by

a« adopting;a sound arganlsational plan' '

b# e a ta b lisb ia g  @sod a&islnia tr a t  iv© procedure*

o« a sse sa b lin s  eb n p etea t p e r so n n e l who a r e  in
accord with th e  broad object ir e s  and p o l ic ie s  
o f . t h e  in s t itu t io n

d* developing: through e f f e c t iv e  leadersh ip  a 
lo y a l and cooperative s t a f f  that works for  
the b est in te r e s ts  o f  the in s t itu t io n

e« p r o v id in g  ib r  p e r io d ic  a p p r a is a l  o f  b oth  
pdans and p r o c e d u r e s # ^

luat as in stitu tio n s of higher education have had their growing 

pains > so iso&em business has had d if f ic u lt ie s  in adjusting i t s e l f  to 

conditions imposed by modern technological developments# . Business and 

industry hare expanded in  sine and Into geographical areas to an extent 

as to require detailed  studies of the principles of organisation and 

reorganisation^ ‘Ihcy have sought the application o f those organisational 

structures and princip les best suited to sp ec ific  administrative func­

tio n s» teSks and geographical dispositions* because o f  the highly cos** 

petitiv© nature of business and the ijasaedlaie and direct evaluation o f

■'"  ■ !■—»■—«».» *   ■«■».« mn.—I

^Herbert C# Xfatthewc# *'Muoaticmal Organisation and hdjainistration*# 
<jj«HteB>_ jfeflste Ui H j^er Jducatioii 1M?* fart IX# Practices and trends#
(Waa^ingtoa; datlonal Pduoatfonhaeoc iat i  on o f the U#3#» 1949)* p* 15B.
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i t s  o r g a n is a t io n a l s tr u c tu r e  and. o p e r a tio n  bs p ortra y ed  "by p r o f i t  and 

l o s s  s h e e t s .  In  th e  m ain, b u s in e s s  has been a b le  to  s e l e c t  and m a in ta in  

f l e x ib le *  e f f i c i e n t ,  and u p - to -d a te  system s o f  o r g a n is a t io n  fo r  th e  

o p e r a tio n  and c o n tr o l o f  i t s  in t e r e s t s  and a c t i v i t i e s ,  th o se  e n te r p r is e s  

w hich have not a v a i le d  th em se lv es  o f  modern o r g a n is a t io n a l  p r in c ip le s  

tended to  b e d is in te g r a te d  or  l iq u id a t e d .  I t  may b e s a f e ly  s a id  th a t  

th e  o r g a n is a t io n a l p r a c t ic e s  employed by s u c c e s s fu l  b u s in e s s  e n te r p r is e s  

have been d ev e lo p ed  b eca u se  o f  t h e ir  p r a c t ic a l  e f f e c t iv e n e s s .

On th e  o th er  hand, i n s t i t u t i o n s  o f  h ig h e r  ed u ca tio n  have n o t f e l t  

to  th e  same d eg ree  th e  im m ediate p r e ssu r e  o f  co m p e tit io n  nor th e  spur 

o f  p r o f i t  and l o s s .  Through i n e r t ia ,  or p reo ccu p a tio n  w ith  th e ir  ex­

p a n sio n  p rob lem s, th ey  have p erm itted  o b s o le te  system s o f  o r g a n is a t io n  

to  endure beyond t h e ir  j u s t i f i a b l e  and u s e f u l  l i f e  sp a n s, even though  

th ey  ©ay have r e a l i s e d  th a t  e f f i c i e n c y  o f  o p e r a tio n  and c l a r i t y  o f  

e d u c a tio n a l o b j e c t iv e s  r e q u ir e  changes in  o r g a n is a t io n  to  meet th e  

changin g c o n d it io n s .  Perhaps ex p an sion s and changes to  meet r a p id ly  

v a ry in g  lo a d s  and o b j e c t iv e s  have alw ays been  a  c o n s ta n t sou rce  o f  

co n cern . In t h e ir  own c la ssr o o m s, th e  u n i v e r s i t i e s  have taught th a t  

a s  i n s t i t u t i o n s  grow, modern p r in c ip le s  o f  o r g a n is a t io n  r e q u ir e  changes 

in  such item s a s  spans o f  c o n tr o l ,  d e le g a t io n  o f  r e s p o n s ib i l i t y ,  and 

d e c e n t r a l i s a t io n  o f  e x e c u t iv e  a u th o r ity ,  and p la n n in g  fo r  fu tu r e  m is s io n s  

and stu d en t lo a d s .

tlS IS T A IC l TO BIOROMXEAfiOf AM) TO CHA1GB

However, u n i v e r s i t i e s  tend to  a c t  s lo w ly  and to  change c a u t io u s ly .  

T r a d it io n , a g e , s i s e ,  and v e n e ra tio n  fo r  p r e ce d e n t, encourage t h i s  in ­

e r t i a .  In s-o ite  o f  th e  m u l t ip l i c i t y  o f  s e r v ic e s  in  i n s t i t u t i o n s  o f  h ig h er  

e d u c a tio n , any lo n g  range p la n n in g  a s  was u n d ertak en , has dem onstrated
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l i t t l e  im m ediate or apparent e f f e c t  toward r e o r g a n iz a t io n » w hether  

a d m in is tr a t iv e ly  or e d u c a t io n a lly , to  a n t ic ip a t e  th e  p r e se n t  and fu tu r e  

s tu d en t lo a d s ,  to  adapt c u r r ic u la  to p o s t  war c o n d it io n s  and th e  fu tu r e  

req u irem en ts o f  in d u str y  and f in a n c e , not to  m ention th e  te a c h in g  p ro ­

f e s s i o n .  Thus a  c o l le g e  o f  a g r ic u ltu r e  may have changed in  f a c t  in to  

a  u n iv e r s i t y ,  but h e s i t a t e s  to  change i t s  name or t i t l e  and o r g a n iz a t io n  

u n t i l  lo n g  a f t e r  th e change in  e d u c a tio n a l o b j e c t iv e s  and c o u r se s  has 

been f ir m ly  e s t a b l i s h e d .  S im ila r ly ,  a  u n iv e r s i t y  may have become a  group  

o f  u n i v e r s i t i e s  w ith  programs s u ita b le  to  an i n s t i t u t e  o f  tech n o lo g y  or  

to  a  group o f  th e  v a r io u s  p r o fe s s io n s  w ith  co u r se s  in  g e n e r a l ed u ca tio n  

in  su p p o rt, y e t  c o n tin u e s  to fu n c t io n  a d m in is tr a t iv e ly  and e d u c a t io n a lly  

a s  a  sm ell c o l l e g e .

f h i s  r e lu c ta n c e  to  d e c la r e  i t s  changed m iss io n  and ed u c a tio n a l  

o b j e c t iv e ,  c a u se s  th e  u n iv e r s i t y  to co n fu se  i t s  s tu d e n ts  and th o se  seek ­

in g  in fo rm a tio n  about th e  i n s t i t u t i o n .  I t  i s  m is le a d in g  to th e  p u b lic  

on whom th e in s t i t u t i o n  depends fo r  i t s  ed u c a tio n a l and f in a n c ia l  su p p o rt. 

A l l  too  fr e q u e n t ly  i t  le a v e s  i t s  own f a c u lt y  members w ith o u t a  tru e  

a p p r e c ia t io n  o f  the e d u c a tio n a l and a d m in is tr a t iv e  o b je c t iv e ® , and th e  

r e la t io n s h ip s  w ith in  th e  i n s t i t u t i o n .

P la n n in g  and f o r e c a s t in g  tend to d ev e lo p  d e s ir a b le  changes and to  

fo r e s e e  th e  in e v i t a b le  con seq u en ces o f  th e  a fterm ath  o f  World War IX and 

th e  co n tin u ed  Gold d&r. When such lo n g  range p la n n in g  i s  undertaken  

w e ll  in  ad van ce, n e c essa ry  changes can be im plem ented a t  th e  tim e when 

th ey  a r e  m ost e f f e c t i v e  and w i l l  do th e  m ost good. Such p la n n in g  and 

t e s t i n g  i n i t i a l l y  im plem ented on a  em ail s c a l e ,  f a c i l i t a t e  r e o r g a n iz a t io n  

and th e  ex a ct tim in g  fo r  such r e o r g a n iz a t io n , fh ey  p erm it th e  ex a ct  

o r g a n iz a t io n  to  become e f f e c t i v e  a t  th e  tim e i t  w i l l  be m ost u s e f u l  and 

e f f i c i e n t .  Ih ey  p erm it such p r a c t ic a l  d e t a i l s  a s  th e  naming o f  e d u c a tio n a l
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d ep artm en ts by f i e l d s  o f  s tu d y  and d e g r ee s  g ra n ted , fh e y  f a c i l i t a t e  

e a r ly  o r ie n t a t io n  o f  s tu d e n ts  and th e  p la n n in g  o f  t h e ir  c o u r se s , fh ey  

a s s i s t  s tu d e n ts  In a d ju s t in g  t h e ir  p la n s  as th ey  p r o g r e ss  through th e  

c o u r se s  and g u id e  them to  s p e c i f i c  employment a f t e r  g ra d u a tio n .

The r e a l i s t i c  d e s ig n a t io n  o f  e d u c a tio n a l o b j e c t iv e s  w ith  appro­

p r ia t e  a d m in is tr a t iv e  and f a c u lt y  o r g a n iz a t io n  prom ote a b e t t e r  under­

sta n d in g  betw een f a c u l t y  d ep artm en ts, a c le a r e r  a p p r e c ia t io n  o f  g u id a n ce , 

r e s p o n s ib i l i t y  and s p e c i f i c  o b j e c t iv e s ,  and an adjustm ent by th e  adm inis­

t r a t iv e  s t a f f  to  meet th e se  changing e d u c a tio n a l g o a ls .  Above a l l ,  th e se  

p e r io d ic  r e o r g a n iz a t io n s , w ith  t h e ir  a tte n d a n t p u b l ic i t y ,  gu id e  th e  newer 

s tu d e n ts  and th e  s t a f f  and f a c u l t y  in  a  b e t t e r  a p p r e c ia t io n  o f  t h e ir  

m iss io n s  and r e s p o n s i b i l i t i e s .

Modern s o c ia l  and in d u s t r ia l  o r g a n iz a t io n s  w i l l  become even more 

c o m p e tit iv e  than th ey  are  now. fh ey  w i l l  demand more e x a c t  and s p e c i f i c  

e d u c a tio n  and e x p e r ie n c e  from t h e ir  le a d e r s  and t h e ir  a s s i s t a n t s .  In­

s t i t u t i o n s  o f  h ig h er  e d u ca tio n  w i l l  be b e t t e r  a b le  to  t r a in  th e se  le a d e r s  

i f  they a d ju s t  th e ir  c u r r ic u la  and co u rse s  and methods o f  ed u ca tio n  and 

t h e ir  announced o b j e c t iv e s  to  th e  fu tu r e  needs o f  s o c ie t y  ra th er  than  

p r e se n t  or p a s t  n eed s . T h is co n sta n t adjustm ent in  th e o r g a n iz a t io n  o f  

our u n i v e r s i t i e s  w i l l  be more e f f e c t i v e  i t  i f  p ro ceed s and le a d s  in  

th e s e  s o c ia l  tr en d s  r a th er  than fo l lo w s  e v e n tu a lly  and r e lu c t a n t ly .

The cu rren t o v e r lo a d in g  o f  u n iv e r s i t y  f a c i l i t i e s ,  due la r g e ly  to  

th e  e d u c a tio n a l gap opened du rin g th e r e c e n t  War and th e  subsequent 

hump o f  v e te r a n s  a f t e r  th e  War have re ta rd ed  p lan n in g  b eca u se  o f  th e  

a b sen ce  o f  university p la n n ers  in  m il i t a r y  s e r v ic e  du rin g  th e  War, and 

b eca u se  o f  th e  p re se n t o v e r lo a d in g  o l th e  s t a f f  and f a c u lt y  o f  th e  

u n i v e r s i t i e s ,  a t  th e  aaae t im e , th e  p r e se n t o v e r lo a d in g  has fo r c e d ,
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a t  th e  demand o f  th e  more m ature s tu d e n ts ,  th e  in tr o d u c t io n  o f  more

p r a c t ic a l  and r e a l i s t i c  c o u r se s . Many u n i v e r s i t i e s ,  th e r e fo r e , f in d  

th em se lv e s  providing: la r g e  program s o f  ed u ca tio n  more a p p lic a b le  to  

o th er  ty p es  o f  i n s t i t u t i o n s  such a s  i n s t i t u t e s  o f  te c h n o lo g y  or  pro­

f e s s io n a l  s c h o o ls .  Y et they  co n tin u e  to fu n c t io n  a d m in is tr a t iv e ly  and 

o r g a n is a t io n a l ly  a s  sm all u n i v e r s i t i e s  or  even c o l l e g e s .  They may have  

been  fo r c e d  or persuaded to  e s t a b l i s h  a l l  o f  th e  c o u r se s  and f a c i l i t i e s  

u s u a l ly  found in  la r g e r  u n i v e r s i t i e s  or s p e c ia l i s e d  i n s t i t u t i o n s  bu t 

have not r eo r g a n ise d  to  m eet th e  changed s i t u a t io n .  Some have not ad­

m it te d  to  th em se lv es  t h e ir  changed o b j e c t iv e s ,  a s  shown by th e ir  f a i l u r e  

to  adopt such e a sy  changes a s  more a p p lic a b le  c u r r ic u la ,  the more e x a c t  

d e s c r ip t io n  and naming o f  c o u r se s  and a  r e - e v a lu a t io n  o f  the d eg rees  

g r a n te d .

K eo rg a n ira tio n  way be r e l a t i v e l y  s im p le . I t  may req u ir e  o n ly  th e  

r e -a r r a n g in g  o f  e x i s t in g  p erso n n e l and f a c i l i t i e s .  D uring th e  p a s t  fo u r  

y e a r s , u n i v e r s i t i e s  have d r i f t e d  in to  a  h ig h ly  f l e x i b l e  but m ak e-sfc ift  

o r g a n is a t io n , T h eir  a d m in is tr a t iv e  a g e n c ie s  have absorbed fu n c t io n  a f t e r  

fu n c t io n  a s  n e c e s s i t a t e d  by rap id  growth and more p r a c t ic a l  c a n a lis e d  

e d u c a tio n . The im pact o f  th e s e  fa c t o r s  o f  change have broken th e  sis e l l  

o f  t r a d it io n a l  o r g a n is a t io n  and have prom oted a f l e x i b l e  but im p rov ised  

o r g a n is a t io n  and procedure o u t s id e  th e  e x p e r ie n c e  o f  t r a d i t io n a l ly  tr a in e d  

ed u ca to rs  and a d m in is tr a to r s .

In most in s ta n c e s  form al r e o r g a n is a t io n , planned and t e s t e d ,  d u ly  

announced and e x p la in e d , would req u ire  l i t t l e  a c tu a l change in  th e  number 

and q u a l i f i c a t io n s  o f  p e r so n n e l, th e s i te  o f  th e  campus and p la n t ,  and 

in  th e  r o u tin e  o p e r a tin g  p ro ced u res . Such d e l ib e r a t e  and form al r eo r ­

g a n iz a t io n  w ould , however, c l a r i f y  enorm ously in  th e  minds o f  th e  s tu d e n ts
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and th o  f a c u l t y  th e  sp h eres o f  f a c u l t y  r e s p o n s i b i l i t y , th e  a c tu a l  edu­

c a t io n a l  o b j e c t iv e s  o f  th e  v a r io u s  c o u r se s  and th e  p o s i t io n s  to  be f i l l e d  

from th e c o u r se s  by th e  s tu d e n ts  a f t e r  g r a d u a tio n . On th e  lo w e st  l e v e l ,  

th e  r eq u ired  c o u r se s  a r e  a lm o st a lw ays e s t a b l is h e d  and s t a f f e d  in  th e  

p r o p o r tio n s  req u ired  by stu d en t needs a s  ev id en ced  by t h e ir  e n r o llm e n ts .  

The s h i f t i n g  and r e -a ss ig n m en t o f  s u b j e c t s ,  c o u r se s  and departm ents a re  

e q u a lly  f e a s i b l e .

In r e c e n t year® o r g a n iz a t io n  has r e c e iv e d  c a r e fu l  study on a l l  

l e v e l s  and fo r  a l l  ty p es  o f  a c t i v i t i e s .  The two f i e l d s  where study o f  

o r g a n is a t io n  has had p a r t ic u la r  em phasis i s  in  th e  a rea s  o f  p u b lic  ad­

m in is t r a t io n  and b u s in e s s  a d m in is tr a tio n *  As in d ic a te d  p r e v io u s ly ,  th e  

s i z e  and g e o g ra p h ic a l e x te n t  o f  th e  o p e r a tin g  a g e n c ie s  in  th e se  two 

f i e l d s  h&g made i t  im p era tiv e  th a t every  e f f o r t  be e x er te d  to  fu n c t io n  

in  accord an ce w ith  b e s t  p r a c t i c e s .  An e f f o r t  i s  b e in g  made to  e s t a b l i s h  

th e  su b je c t  o f  o r g a n iz a t io n  on tho l e v e l  o f  an e x a c t s c ie n c e ,  w ith  a 

developm ent o f  th e  n e c e ssa r y  s c i e n t i f i c  p r in c ip le s  g o v ern in g  o r g a n iz a t io n .

The fo l lo w in g  i s  a  q u o ta tio n  fro® th e  in tr o d u c t io n  to  Catheryn  

Seckler-H udson* s ^Papers on O rg a n iza tio n  and Management11 o f  H h e  fou r  

p r in c ip le s  o f  o r g a n iz a tio n * ;

1 . C o -o rd in a tio n  by d ir e c t  c o n ta c t  o f  th e  
r e s p o n s ib le  p e o p le  con cern ed .

2 . C o -o rd in a tio n  in  th e  e a r ly  s t a g e s .

3 . C o -o rd in a tio n  a s  a  r e c ip r o c a l  r e la t in g  
o f  a l l  th e  f e a tu r e s  in  a  s i t u a t io n .

h . C o -o rd in a tio n  a s  a  c o n tin u in g  p r o c e s s .

The fo l lo w in g  c o r o l l a r i e s ,  from th e  same r e fe r e n c e , extend  th e s e  

p r in c ip le s ;

1 . S p e c ia l iz a t io n  in  a l l  a d m in is tr a t io n  i s  
in c r e a s in g  and d eep en in g .

2 . C oord in ation  o f  a l l  s p e c ia l iz e d  e f f o r t  i s
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im p era tiv e  i f  a d m in is tr a t io n  i s  to  be  
e f f e c t i v e .

3* S in ce  c o o r d in a t io n  i s  b u t a  m ethod, th ere  
must e x i s t  a  c e n tr a l  p o l i c y  o r  o b j e c t iv e  
toward which s p e c ia l i s a t io n  and c o o r d in a tio n  
can be d ir e c t e d .

h . A l l  a s p e c t s  o f  a d m in is tr a t io n  tak e p la c e  in ,  
and must respond t o ,  a  dynamic s o c ia l  s e t t i n g .
S h is  dynamic g e t t in g  i s  one o f  th e  d is t in g u is h in g  
c h a r a c t e r i s t i c s  o f  a d m in is tr a t io n  —  in t e n s i f i e d  
by (1 ) modern te c h n o lo g ic a l  ad v a n ces , (2 ) war,
(3 ) econom ic tu rb u le n c e , (U) p o l i t i c s ,  ( 9 ) p u b lic  
o p in io n , and (6 ) human p e r s o n a l i t i e s .  Hence 
a d m in is tr a t io n  cannot o p era te  in  a  vacuum. * Xt
must o p era te  in  te rm s  o f  i t s  c u lt u r a l  se ttin g l^ -9

L im ita t io n s  on th e  a p p l ic a t io n  o f  p r in c ip le s  o f  o r g a n is a t io n  a r e  

in d ic a te d  by th e  fo llo w in g s

1 . The p r in c ip le s  may be a p p lic a b le  to  th© g r e a t  
m a jo r ity  o f  c a s e s ,  but not to  a l l ,  and t h e ir  
l im i t a t io n s  have not been c l e a r ly  d eterm in ed .

2 . There i s  a  la c k  o f  agreem ent on th© meaning
o f  th© words used  in  e x p r e s s in g  th e  p r in c ip le s ,  
w hich le a d s  to  c o n fu sio n  in  thought about the® 
and t h e ir  a p p l ic a t io n .

3- There a r e  f a c t o r s  not y e t  covered  by g e n e ra l
p r in c ip le s  w hich are  o f t e n  o f  more im portance  
than th o se  a lr e a d y  c o v ered .

h . In an in d iv id u a l c a se  v a r io u s  p r in c ip le s  must
o f t e n  b e  b a lan ced  a g a in s t  one a n o th er , and i t  
may b e th a t th e r e  i s  no g e n e r a l p r in c ip le  
w hich w i l l  in d ic a t e  where th e  b a la n ce  should l i e

The fo l lo w in g  p r in c ip le s  o f o r g a n is a t io n  are  u s e f u l  when e s ta b ­

l i s h i n g  a  new a c t i v i t y  or  when a n a ly s in g  and r e -o r g a n is in g  an o ld  ones

1 .  &oal© or o b j e c t iv e s  should be c le a r ly  d e f in e d ,  
u n d ersto o d , a c ce p ted  and co n sid ered  w o rth w h ile .

^9 Catheryn S eck ler -tto d to n , M it o r  o f  P ap ers on O r g a n isa tio n  and  
Management (W ashington, D. C. s The American U n iv e r s ity  S chool o f  S o c ia l  
S c ie n c e s  and P u b lic  A f f a i r s ,  19^ 6), p p . 5 And 6 .

^  I b id , Henry ®. H l le e ,  “P r in c ip le s  or F a c to rs  in  O r g a n isa tio n 1*, 
p p . $ and 3 .
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2 . B e s p o n s ib i l i t y  fo r  a t t a in in g  o b j e c t iv e s  sh ou ld  
b e  a l lo c a t e d  w ith  a minimum o f  o v er la p p in g  and 
c r o s s - r e la t io n s h ip s .

3* Be spo n alb  i 1 i  ty  should he e x p l i c i t l y  d e leg a ted *
.c l e a r l y  d e fin e d  and p o in t s  o f  d e c is io n  e a s i l y  
d eterm in ed .

k . D e c is io n s  or t h e ir  s o lu t io n s  o f  problem s should  
he made a t  low l e v e l s  c o n s is t e n t  w ith  f u l l  
c o o r d in a t io n , th a t 1®, a® c lo s e  to  th e  p o in t  
o f  a c t io n  a s  p o s s ib le .

5 . An o f f i c e r  or s e n io r  su p e r v iso r  should  have a  
sm a ll number o f  p e r so n n e l r e p o r t in g  to  him 
d ir e c t ly *  u s u a lly  n ot over f i v e ,  but som etim es 
more.

6 . An in c r e a s e  in  th e  s is®  o f  th© o r g a n is a t io n  or  
in  th© co m p lex ity  o f  i t s  p u rp oses bring® more 
than p r o p o r tio n a te  in crease®  in ;

(a ) s p e c ia l i s a t io n  and su b d iv is io n ;
(b ) o r g a n is a t io n a l problem® o f  human 

r e la t io n s h ip s ;
(c ) th e  im portance o f  c o o r d in a t io n .

7 . G eneral i s t s  a r e  a t  l e a s t  a s  im p ortant as  
s p e c ia l i s t ® .

S . M orale i s  more im portant than s tr u c tu r e ,  or th e  
in form al o r g a n iz a t io n  i s  more im p ortant than  
th e  form al o r g a n is a t io n .

9 . F a ir  m easures o f  e f f e c t iv e n e s s  a r e  a lm ost su re  
to  in c r e a s e  e f f e c t iv e n e s s .

1 0 . Prompt h a n d lin g  o f  worlc and low  co a t g e n e r a l ly  
go to g e th e r . 21

In th e  l a s t  tw enty y e a r s  o r g a n iz a t io n  has g iv e n  in c r e a s in g  a t t e n t io n  

to  " m u ltip le  management*, th e  eoam only a c c e p te d  in t e r p r e t a t io n  o f  th e  

name i s  "management by many". In i t s  p r a c t i c a l  o p e r a t io n , m u lt ip le  

management i s  management by su g g e s t io n , in fo rm a tio n , recommendation

^  2hi.dl, p p . 10- 1 9 -
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and a d v ic e  from th© scene© o f  a c t io n .  M u lt ip le  management makes 

recom m endations from th e  f i e l d  fo r  th e  c o n s id e r a t io n  o f  h ig h er  l e v e l s  

hu t in  i t s e l f  does n o t im plem ent i t s  recom m endations u n t i l  con firm in g  

in s t r u c t io n s  or  app roval has heen  had from th e  upper l e v e l s  o f  c o n t r o l .  

M u ltip le  management i s  hu t one p h ase  o f  o r g a n isa tio n - , th© in fo rm a tio n a l
o p

p h ase  from th© f i e l d  to  the c o n t r o l l in g  p la n n ers  and d ir e c t o r s .

O rg a n isa tio n  from a p r a c t ic a l  v ie w -p o in t  em bodies a  v a r ie t y  o f  con­

c e n t s .  In sm a lle r  o r g a n is a t io n s ,  th© em phasis i s  on th e  in d iv id u a l  

and in d iv id u a l r e la t io n s h ip s .  As the number o f  p erso n s  in v o lv ed  in ­

c r e a s e s ,  th er e  i s  a  grow ing tenden cy to  em phasise c o o p e ra tio n  and th© 

c o o p e r a t iv e  sy ste m s . With s t i l l  fu r th e r  in c r e a s e s  in  th e  number o f  

p erso n s  engaged in  a s in g le  a c t i v i t y ,  form al o r g a n is a t io n s  are  e s ta b ­

l i s h e d ,  u s u a l ly  in  e la b o r a te  c h a r ts , w ith  fu n c t io n s  and job d e s c r ip t io n s  

su p p o rtin g  such c h a r ts .  W ith s t i l l  fu r th e r  grow th, such a s  la r g e  na­

t io n a l  and in t e r n a t io n a l  o r g a n iz a t io n s ,  a com plex fo ra  o f  o r g a n iz a t io n  

may be e s t a b l is h e d .  With t h i s  l a s t  th e r e  i s  a  tenden cy to  e s t a b l i s h  

in form al o r g a n iz a t io n s  a t  th e  top l e v e l s  and fo r  th© b a s ic  le v e l®  

s im i la r ly  to  b reak  down in t o  in form al o r g a n is a t io n s  em phasizing in ­

d iv id u a l r e la t io n s h ip s

The fo r e g o in g  i s  in  th e  n atu re  o f  a s tr u c tu r a l and fu n c t io n a l  

co n cep t o f  o r g a n is a t io n . I t  em phasises r e la t io n s h ip s  o f  I n d iv id u a ls  

and groups in  a  more or  l e s s  s t a t i c  s i t u a t io n ,  i t  assum es th a t th© 

v a r io u s  groups a r e  p erform in g  a  s e t  group o f  d u t ie s  or  fu n c t io n s  w ith o u t  

m a te r ia l  change or a d ju stm en t.

I b id , Thomas £.. B e id , “M u ltip le  Management and Democracy in  
B u s in e ss " , p p . IS  to  ? 2 .

23 C hester  I .  Barnard, O rg a n isa tio n  and Management, S e le c t e d  P ap ers  
(C am bridge, M assach u setts?  Harvard U n iv e r s ity  P r e s s ,  19H9 ) , p . 132 .
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& second  con cep t o f  o r g a n is a t io n  cieu ls w ith  changin g fu n c tio n s  

o r  dynamic o p e r a t io n s , T h is  con cep t emphasises th© im portance o f  

i n s t i l l i n g  th© s p i r i t  o f  “f r e e  w i l l * .  I t  s t r e s s e s  c o o p e ra t io n  a© a  

m a tter  o f  In d iv id u a l i n i t i a t i v e .  I t  d e a ls  w ith  com m unications betw een  

in d iv id u a ls  and group*, fh e  dynamic co n cep t endeavors to  r e le g a te  

a u th o r ity  and th e  power o f  d e c i s io n ,  c o n s is t e n t  w ith  r e s p o n s i b i l i t i e s  

p la c e d  on in d iv id u a ls  and g ro u p s. Sh i a co n cep t s t r i v e s  to  v i s u a l i s e  

some o f  th© s t a t i c  p r in c ip le s  o f  th e  p r e ce d in g  ‘'s t r u c t u r a l1* co n cep ts  

under th© p h rase  “dynamic e q u ilib r iu m * 1* and i s  perhaps b e s t  ex p ressed  by 

th© p r in c ip le  a d a p ta tio n  to  changing c o n d it io n s .  I t  seek s  to  i n s t i l l  

a sen se  o f  p rep a red n ess  tor  grow th , change, and th e  a b i l i t y  to  d e a l  

w ith  th e  u n u su a l and u n e x p e c te d .^

Dynamic eq u ilib r iu m  a s  an o r g a n i z a t i o n a l  con cep t i s  perhaps b e t t e r  

u n d erstood  in  p r a c t ic e  than d e s c r ib e d , j u s t  a s  a  w h ir lp o o l i s  r e a d i ly  

v is u a l iz e d  by th o se  who have seen  o n e , y e t  i s  d i f f i c u l t  to  d e s c r ib e ,2  ̂

B oth o f  th© above c o n c ep ts  o f  o r g a n iz a t io n , b oth  s tr u c tu r a l and 

dynam ic, im ply a  b a s ic  acknowledgem ent o f  th© fo llo w in g  a s  b e in g  esseru. 

t i a l  to  any o r g a n iz a t io n :

a .  W ill to  c o l la b o r a te

b . W elfare p la n s  in  p erso n n e l r e la t io n s

c .  Economic m o tiv es  in  p erso n n e l r e la t io n s
nC

d. The e lem en ts o f  b a r g a in in g  in  a l l  c o o p e r a t io n .

~k Ibid, p .  133. 

23 Ibid, p .  115.
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A p p l y i n g  t h e  c o n c e p t  o f  o r g & n i z & t i o n  t o  Institu tions o f h i g h e r  

e d u c a t i o n *  t h e r e  i s  e  m a r k e d  v a r i a t i o n  i n  p a t t e r n s  w i t h  r e s p e c t  t o  

e l s e  and c o n t r o l  of  t h e  i n s t i t u t i o n s * .  The t h i r t y - t h r e e  L a c d - O r a n t  

c o l l e g e s *  w i t h  e n r o l l m e n t s  o v e r  5 *0 0 0 , show a  r a t i o  o f  f a c u l t y  t o  

s t u d e n t s  o f  2 7 * 6 9 2  f a c u l t y  members  to  3 7 7 *7 *̂* s t u d e n t s .  T h i s  i s  a  

r a t i o  o f  o n e  f a c u l t y  mem be r t o  1 3 . 6 6  s t u d e n t s .  I f  t h e  c o m p a r a t i v e  

r a t i o  i s  t a k e n  f o r  o t h e r  accredited i n s t i t u t i o n s  w i t h  e n r o l l m e n t s  o v e r  

5 *0 0 0 , t h e  3 5 * 7 2 3  f a c u l t y  m em b ers  i n s t r u c t  7 *1 ,3 6 1  s t u d e n t s ,  o r  o n e  

f a c u l t y  member t o  1 5 . 1 U s t u d e n t s ,  The w e i g h t e d  mean  o f  t h e  tw o  r a t i o s ,  

1 3 . 6 6  a n d  1 5 - 1 ^ ,  i s  l H . 5 .

D ep artu res from t h i s  mean a re  found a t  Southern M eth o d ist, w ith  

a f a c u lt y - s t u d e n t  r a t io  o f  2 8 .2 ,  in  th e  C a th o lic  I n s t itu t io n ©  w ith  a  

r a t io  o f  23*3* The s t a t e  and c i t y  c o l l e g e s  and u n i v e r s i t i e s  w hich a r e  

not under land-gr&nt b e n e f i t s  show a r a t io  o f  f a c u l t y  to s tu d en ts  o f  

I 9 . 3 . The s o - c a l le d  p r iv a te  i n s t i t u t i o n s  and th o se  p r iv a t e  i n s t i t u t i o n s  

r e c e iv in g  some small share o f  s t a t e  assistance show a fa c u lt y - s tu d e n t  

r a t io  o f  10 .9*  The average o f  th e s e  fo u r  r a t io s  i s  2 0 .5 5  but th© 

w eigh ted  mean o f  co u rse  i s  1 5 .*+,

Of th e  th ir ty -th r e ©  Land-Orant c o l l e g e s  w ith  e n r o llm e n ts  o v er  

5*000 , s e v e n tee n  o f  them or ap p rox im ately  o n e -h a lf ,  have en ro llm en ts  

under 9*000 , s ix t e e n  o f  them have en ro llm en ts  above 9*000 . Of t h i s  

l a t t e r  group, e le v e n  have en ro llm en ts  betw een 9*000 and 1 3 *000 , th© 

f i v e  o th e r s  show en ro llm en ts  o f  2 2 ,0 0 0  (u n iv e r s ity  o f  W isco n sin ),

23*000 (Ohio S ta te  U n iv e r s i t y ) ,  25 ,000  (U n iv e r s ity  o f  I l l i n o i s ) ,

2 9 ,0 0 0  (U n iv e r s ity  o f  M in n eso ta ), and *41,000 (U n iv e r s ity  o f  C a l i f o r n ia ) .

Cf th e  f i f t y - s i x  u n i v e r s i t i e s  h avin g  e n r o llm e n ts  o v er  5*000 and 

n ot r e c e iv in g  L&nd-Orant b e n e f i t s ,  tw en ty -n in e  have en ro llm en ts  under
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8 ,0 0 0  and th© o th e r  tw en ty -sev en  over  8 ,0 0 0 . In th e  l a t t e r  group  

sev e n tee n  have en ro llm en ts  "between 8 ,0 0 0  and 1 3 ,0 0 0 * th e  o th er  ten  

l i e  "between lU.OOO and 2 7 ,0 0 0  (Columbia U n iv e r s i t y ) .

Among th e  la r g e s t  u n i v e r s i t i e s ,  th e r e  i s  a  marked d i f f e r e n c e  its 

o r g a n is a t io n a l  s tr u c tu r e ,  th e  U n iv e r s ity  o f  C a lifo r n ia  a t  B erk e ley  

in c lu d e s  a  number o f  S ta te  u n i v e r s i t i e s  and c o l l e g e s  q u ite  w id e ly  

sep a ra ted  from each o th er  b u t a d m in is tered  from th e  c e n tr a l  o f f i c e s  

a t  B e r k e le y , Thus th e  B erk e ley  campus has about 2 2 ,0 0 0  s tu d e n ts ,  th e  

Los A n g e les  campus l b , 0 0 0 , th© Santa Barbara campus 2 ,b 0 0 , San Fernando 

1 ,2 0 0 , B& vis, 1 ,6 0 0 , th e  M arine S ch ool a t  La J o la  2b , l i v e r s i d e  6 , and 

Mt. Basil 1 ton  1 . Th© la r g e s t  c o l le g e  in  t h i s  group o f  u n iv e r s i t y  c e n te r s  

i s  th e  C o lle g e  o f  L e t t e r s  and S c ie n c e  a t  B erk e ley  w ith  an en rollm en t 

o f  1 2 ,0 0 0 . The same named c o l l e g e  a t  Los A n g e les  i s  abou t o n e -h a lf  

t h i s  s i z e .

On th e  o th e r  hand, th e  U n iv e r s ity  o f  M innesota, w ith  an en ro llm en t  

o f  over  2 0 ,0 0 0  h&g m ost o f  i t s  s tu d e n ts  a t  th© campus in  M in n ea p o lis , 

w ith  o n ly  sm all groups a t  th e  v a r io u s  exp erim en ta l s t a t i o n s ,  th e  Teachers*  

C o lle g e , th e  Mayo fo u n d a tio n  and one or two o th e r s .

fh e  la r g e s t  p r iv a te  I n s t i t u t io n  o f  advanced ed u ca tio n  i s  Columbia 

U n iv e r s ity  in  lew  fo r k  C ity  w ith  an en ro llm en t o f  over  2 7 ,0 0 0 . Columbia 

U n iv e r s it y  shows an u n dergraduate en ro llm en t o f  abou t 5*000 compared 

to  a  grad u ate  and p r o f e s s io n a l  en ro llm en t o f  17 ,000* I t  to o  i s  a  group  

o f  c o l l e g e s  w ith  Teachers* C o lle g e  o f  7 ,500* Graduate f a c u l t i e s  w ith  

H ,000 and Columbia C o lle g e  w ith  2 ,500* G eo g ra p h ica lly  th ey  a re  p ra c ­

t i c a l l y  a l l  f a i r l y  c lo s e  to g e th e r  in  lew  fo r k  C ity .

C o n sid er in g  b oth  groups o f  u n i v e r s i t i e s  to g e th e r , f o r t y - f o u r  o f  

th e  e ig h ty -n in e  have e n ro llm en ts  below  8 ,000*  w ith  th r e e - fo u r th s  o f
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thorn having enrollments under 12,000. Among the Land-Grant college®,

I f  the very large in stitu tion s he omitted, meet of the balance w ill 

f a l l  in  the bracket between fiv e  and tea thousand• Putting th is  another 

way, I f  the f iv e  large u n iversities  of California, I l l in o is ,  Minnesota, 

Ohio State and Wisconsin, a l l  above 22,000, be ea ltted , practica lly  

a l l  of the rest l i e  between fiv e  and ten thousand enrollment.



3 . L i^& asK ip

T h is  s e c t io n  d e a ls  w ith  le a d e r sh ip  b eca u se  a  stu d y  ©f o r g a n is a t io n  

and c o n tr o l p r a c t ic e s  in  u n i v e r s i t i e s  and c o l l e g e s  would b e  Incom plete  

w ith o u t an e v a lu a t io n  o f  th e  le a d e r sh ip  which i n i t i a t e d ,  and d ir e c t e d  

changes in* t h e ir  o r g a n is a t io n a l  p a t t e r n s .  These o r g a n is a t io n a l  

p a t te r n s  o f  i n s t i t u t i o n s  o f  h ig h er  e d u c a tio n  have a  s p e c i f i c  h i s t o r i c a l  

e v o lu t io n  w hich s t i l l  in f lu e n c e s  cu rren t tr e a d s  to  a  marked d e g r e e .

S in ce  c o lo n ia l  t im e s , ed u ca tio n  has p la y ed  an ev er  in c r e a s in g ly  

im portant p a r t in  th e  developm ent o f  our American dem ocracy. However, 

to o  o f t e n  e d u c a tio n  has fo llo w e d  a lm ost r e lu c t a n t ly  th e  changes de­

manded by our s o c ia l  n eeds and advan ces in  te c h n o lo g y . Too many o f  

our e d u c a tio n a l advan ces were b ased  on l o c a l  ex p ed ien cy , were p o o r ly  

p la n n ed , in a d e q u a te ly  c o o r d in a te d , and la ck ed  p op u lar  u n d ersta n d in g  

and su p p ort. How o f t e n  have s o c io lo g ic a l  tren d s  and changes been  

Ign ored  or e rr o n e o u s ly  a p p ra ise d  by our s o h o o ls  w ith  a  r e s u lt a n t  la c k  

o f  synchronism  o f  e d u c a tio n  w ith  th e  s o c ia l  and econom ic needs o f  our  

dem ocracy.

The tempo o f  s o c i a l ,  econom ic and p o l i t i c a l  change i s  ev er  in ­

c r e a s in g .  M u c a tio n  ten d s to  proceed  a t  i t s  m eth o d ica l p a c e , su r v ey in g , 

a p p r a is in g , e v a lu a t in g , t e s t i n g  and e v e n tu a lly  approving changes in  i t s  

c u r r ic u la  and p ro ced u res . I s  e d u ca tio n  a c t u a l ly  dropp ing behind and  

becom ing a r c h a ic  in  com parison w ith  our r a p id ly  changin g  s o c io lo g ic a l  

tr e n d s , or i s  t h i s  an oth er  v e r s io n  o f  th e  t o r t o i s e  r a c in g  th e  h a re , 

w ith  e d u c a tio n  p ro ceed in g  d e l ib e r a t e ly  to  i t s  g o a l by th e  most d ir e c t  route?
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AX1 s o c io l o g ic a l  changes have had t h e ir  in s t ig a t o r s  and le a d e r s .  

P o l i t i c a l  p a r t i e s  have th e ir  n a t io n a l ,  s t a t e  and lo c a l  le a d e r s ;  econom ic 

i n t e r e s t s  and la b o r  groups a r e  o rg a n ized  n a t io n a l ly ,  r e g io n a l ly ,  and 

'by a c t i v i t y ,  each  w ish  a p p ro p r ia te  r e p r e s e n ta t iv e s  and b o sse s ;  r e l i g io n  

h as i t s  p a r is h e s ,  d i s t r i c t s ,  and n a t io n a l h ea d q u a rters; m an u factu rers, 

t r a n s p o r ta t io n , p etro leu m , com m unication, d i s t r i b u t o r s , and ch a in  © tores  

a r e  a l l  o rg a n ized  w ith  d ir e c t o r s  a t  v a r io u s  l e v e l s  o f  c o n t r o l .  The 

p h ilo so p h y  o f  te c h n o lo g y  i s  b ased  on th e  assem bly  l i n e ,  th e  p r e c is io n  

b u i l t  p a r t ,  u n ifo r m ity , and a  m echan ica l fu n c t io n a l r e la t io n s h ip  o f  th e  

components o f  th e  assem bled  m achine, be i t  a vacuum tub© or a  tr a n s ­

a t l a n t i c  s t r a t c - l i n e r .  ’ih e  w orld i s  becom ing so c o m p e tit iv e  th a t  th e  

n a t io n s  a re  en d eavorin g  to  o r g a n iz e  and e s t a b l i s h  a  d ir e c t in g  le a d e r ­

sh ip  on a  g lo b a l s c a l e .  I d u c a t io n , which i s  charged w ith  the tr a in in g  

o f  our you th  f o r  l i f e  in  t h i s  h ig h ly  o rg a n ized  s o c ie t y ,  has i t a  l o c a l ,  

r e g io n a l and n a t io n a l s o c i e t i e s  and a s s o c ia t io n ,  b u t d oes i t  have reco g ­

n iz e d  and empowered n a t io n a l lea d ers?  I f  th er e  ar© reco g n ized  n a t io n a l  

leader©  in  e d u c a tio n , where are  they found? On what l e v e l s  do th ey  

fu n ctio n ?  Are th ey  a d eq u a te ly  tr a in e d , and f u l l y  aware o f  th e ir  r e ­

s p o n s ib i l i t i e s ?  What shou ld  b© th e  q u a l i f i c a t io n s  o f  r e a l  le a d e r s  in  

a n a t io n 's  education ?  How would they e x e r c is e  le a d e rsh ip ?  What would  

b e t h e ir  m iss io n ?

Hore than any o th e r  group o f  ed u ca tio n  a g e n c ie s ,  i n s t i t u t i o n s  o f  

advanced ed u ca tio n  ar© s e l f -p e r p e tu a t in g  in  th e  sen se  and to th e  d eg ree  

th a t  they  a re  a b le  to  d ev e lo p  le a d e r sh ip  in  advanced e d u c a tio n . I f  th ey  

a r e  to  s u b s i s t , u n i v e r s i t i e s  a re  fo rced  to  e v a lu a te  th e  e f f e c t s  o f  th e  

im pact o f  modern s o c io l o g ic a l  and s c i e n t i f i c  tren d s  o f  our dem ocratic  

s o c ie t y  and to  ed u cate  and t r a in ,  perhaps in s p ir e ,  th e  e d u c a tio n a l



le a d e r s h ip  w hich w i l l  fo r e s e e  and p la n  fo r  fu tu r e  changes and req u ir em en ts . 

I t  i s  fundam ental th a t le a d e r s h ip  in  e d u c a tio n  and th e  stud y and e v a lu ­

a t io n  o f  s o c io lo g ic a l  tren d s  a re  m u tu a lly  in te r -d e p e n d e n t;  how ever, th ey  

ure not con cu rren t h u t sh ou ld  he synchronised , a f t e r  a d e f i n i t e  p a t te r n .

I>ue to  th e  tim e lag; betw een th e e d u ca tio n a l y ea rs  o f  our youth and th e  

e x e r c is e  o f  th e  subsequent a c t iv e  o f f i c i a l  r e s p o n s i b i l i t i e s ,  i t  would 

appear th a t  ed u ca to rs  r e q u ir e  v i s io n  and fo r e s ig h t  to  a n t ic ip a t e  fu tu r e  

s o c io l o g ic a l  tren d s  In e s t a b l i s h in g  c u r r ic u la  and e d u c a tio n a l p la n s .

Leaders o f  our u n i v e r s i t i e s  should be th in k in g  o f  th e  need s and demands 

o f  s o c ie t y  a t  l e a s t  ten  to  t h ir t y  y ea rs  in  advance and even  lo n g e r , so  

th a t  th e  pupil©  in  th e  prim ary sc h o o ls  w i l l  be a d eq u a te ly  prepared fo r  

t h e ir  ed u ca tio n  in  secondary sc h o o ls  and i n s t i t u t i o n s  o f  advanced edu­

c a t io n ,  and a f t e r  t h e ir  r e s u lt a n t  g rad u ation  from u n i v e r s i t i e s  and 

c o l l e g e s ,  w i l l  be in c u lc a te d  w ith  an a p p r e c ia t io n  o f  th e  problem s w hich  

th ey  a r e  to  fa c e  some ten  or  f i f t e e n  y e a rs  a f t e r  g ra d u a tio n  when such  

g ra d u a tes  w i l l  have a r r iv e d  a t  mature r e s p o n s ib i l i t y ,  and w i l l  e x e r c is e  

le a d e r s h ip  In th e  s o lu t io n  o f  th e  problem s o f  t h e ir  t im e .

ihflubngxs of f a i  chuech

One o f  th e  major in f lu e n c e s  in  r e ta r d in g  th e  prompt r e c o g n it io n  o f  

th e  h ig h er  e d u c a tio n a l needs o f  th e  fu tu r e  g e n e r a t io n s , sp r in g s  from 

th© in f lu e n c e  o f  th e  church on our c o lle g e®  and u n i v e r s i t i e s ,  educa­

t io n a l  le a d e r s h ip  in  our e a r ly  c o lo n ia l  time® fo llo w e d  th© earn© p a t te r n s  

a s  th o se  d eve lo p ed  in  th e  m other c o u n tr ie s  from w hich th© c o lo n is t®  came. 

For exam ple, th e  E n g lish  c o lo n ic s  on th e  S o rth  A t la n t ic  c o a s t ,  r e ta in e d  

e d u c a tio n a l le a d e r sh ip  In  th e  church E ld e r s; th e  P i lg r im s  tr a n sp la n te d  

t h e ir  system  o f  e d u ca tio n  by p r iv e t®  s c h o o l,  church s c h o o ls  and by p r i ­

v a te  t u t o r s .  The church assumed th a t  e d u ca tio n  was th e  r e s p o n s lb i l l t y



of  th e  p aren t or  th e  head o f  th e  fa m ily , w ith  the prim ary o b j e c t iv e  o f  

te a c h in g  c h ild r e n  to  read th© B ib le .  As sm all com m unities and towns 

d ev e lo p ed , i t  became more co n v en ien t and e f f e c t i v e  to  employ a te a c h e r  

to  a c t  fo r  a group o f  p a r e n ts , and th e  c h ild r e n  were gath ered  a t  common 

sch o o l b u ild in g s  fo r  in s t r u c t io n .  However, i n i t i a l l y ,  th e  r e s p o n s ib i l i t y  

r e s te d  w ith  th e  p a r e n ts , th e  s t a t e  and church d isc ia im ed  a l l  d u ty  toward  

ed u ca tin g  c h ild r e n . She church c o l le g e s  fo r  th e  tr a in in g  c f  th e  c le r g y  

predom inated  u n t i l  w e ll  a f t e r  th e  C iv i l  War, and t h e ir  le a d e r s h ip  was 

g e n e ra l 1 y  aek n cv lec .ged .

As th e  burden o f  su p p o rtin g  sc h o o ls  grew h e a v ie r , p a r e n ts , a c t in g  

a l  so a s  v o t in g  c i t i z e n s ,  c a s t  about fo r  means o f  c o n v e r t in g  p a r t  o f  th e  

n a tu r a l w ea lth  o f  t h e ir  new country  to th e  support o f  t h e ir  lo c a l  s c h o o ls ,  

fh e  M a ssa ch u setts  Ordnances o f  16^2 and lSb-7 e s ta b l is h e d  th e  p r in c ip le  o f  

community s c h o o ls .  The F ed era l Ordnances o f  1 7^5 fxTi& 17^7 con v erted  th e  

incom e fro® p u b lic  la n d s  to  th e support o f  ed u c a tio n , and e s ta b lis h e d  

th© p r in c ip le  th a t  th e  f e d e r a l  Government was in t e r e s t e d  in  en cou raging  

e d u c a tio n , but was not concerned w ith  fe d e r a l  le a d e r sh ip  o f  ed u c a tio n .

IJKYLUEHCS OF TBAB&

The developm ent o f  th e  M is s is s ip p i  B a sin  and th e  d r iv e  toward th e  

P a c i f i c  c o a s t a l  a r ea s  em phasised th e  need fo r  p o l i t i c a l  go v ern o rs, 

tr a d in g  p o s t  managers and banking r e p r e s e n ta t iv e s  who co u ld  w r ite  co­

h eren t and i n t e l l i g i b l e  r e p o r t s .  Thus a  th ir d  s o c ia l  group ev id en ced  a 

v i t a l  in t e r e s t  in  e d u c a tio n . T h is group in c lu d ed  our p o l i t i c a l  le a d e r s ,  

our tr a n s p o r ta t io n  i n t e r e s t s  and our tr a d e , m an u factu rin g , and banking  

a g e n c ie s .  T h is th ir d  group w ith  th© p o s s ib le  a d d it io n  o f  c e r ta in  

t e c h n o lo g ic a l  and p r o f e s s io n a l  i n t e r e s t s  have tended to  dom inate edu­

c a t io n a l  p la n n in g , p a r t ic u la r ly  in  I n s t i t u t io n s  o f  h ig h er  ed u ca tio n , up
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to  our own tim es*  Thus a  d iv e r s e  group o f  econom ic and p o l i t i c a l  i n -  

t c r e s t *  e x e r c is e  an in d ir e c t  bu t very p r a c t ic a l  le a d e r s h ip  in  advanced  

ed u c a tio n a l i n s t i t u t i o n s  by v ir t u e  o f  th e  p o s i t io n s  th ey  o f f e r  g ra d u a tes  

and tlif  r e l a t i v e  s a la r i e s  th ey  are w i l l in g  tc  p a y .

One o f  th e  major fo r c e s  to  c h a lle n g e  r e c e n t ly  th e  dom ination  o f  

advanced ed u ca tio n  by b u s in e s s ,  p r o f e s s io n a l  aid. p o l i t i c a l  ir .terer -ts  

h6? h e m  th e F ed era l Government i t s e l f *  The p e r fe c t io n  o f  ra p id  mean* 

o f  tr a n s p o r ta t io n  arid com m unication o f  th e  192C*® and *30* e made a l l  

iu f io n s  of  th e world c lo s e  n e igh b ors and brought in t o  sharp r e l i e f  t h e ir  

h i s t o r i c a l  d i f f e r e n c e s ,  p o l i t i c a l  d i s t r u s t s ,  raid econom ic j e a lo u s i e s .  

T h ese  d i f f e r e n c e s  w ere perhaps some o f  th e  canoes fo r  Vforld War IX, which  

in  tu rn  p laced , on h ig h er  ed u ca tio n  burdeno and r e s p o n s ih i l i t i e B  o f  

e n t ir e ly  new and perhaps u n fo r e se e n  n a tu r e s .

World IX was e s s e n t i a l l y  a  war o f  s c ie n c e  and te c h n o lo g y . Th® 

F ed era l Government p la ced  w ith  our c o l l e g e s  and u n i v e r s i t i e s  v a s t  stuns 

fo r  the s o lu t io n  o f  problem s in  te c h n ic a l  r e se a r c h  and d eve lo p m en ts, b e­

yond th e w i ld e s t  dream® o f  th e  average c o l l e g e  p r o fe s s o r  o f  1930* A fte r  

th e  d e p r e ss io n  y e a r s  o f  193®* th e  c o l l e g e s  and u n i v e r s i t i e s  w ere p o o r ly  

s i t u a t e d  f in a n c ia l ly  to  u n dertake th e se  r e se a r c h  and e d u c a tio n a l lo a d s  

w ith o u t F ed era l a s s i s t a n c e ,  and m u n ific e n t a p p r o p r ia t io n s  were made a v a i l ­

a b le  to them fo r  th e se  war p r o j e c t s .

The s o - c a l le d  **&. I ,  B i l l *  tended  to  c o n tin u e  th e  f lo w  o f  f e d e r a l  

funds to  i n s t i t u t i o n s  o f  advanced ed u ca tio n  and a t  a  tim e when I n f la ­

t io n a r y  p r ic e s  and low  i n t e r e s t  r a te s  mad® F ed era l support very  a t t r a c ­

t i v e  to  our u n i v e r s i t i e s .

Thus* to  r ev ie w , le a d e r s h ip  fo r  u n i v e r s i t i e s  and c o l l e g e s  ia  found  

resting f i r s t  upon a  b a s ic  fo u n d a tio n  o f  m ed ieva l church  p o l i c y  fo r  the
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p e r p e tu a t io n  o f  church o rd ers  and le a d e r s  o f  th e  c le r g y .  Then, w ith  th e

d isc o v e r y  o f  th e  new w orld and th© con seq u en t t r a v e l  and e x p lo i t a t io n  o f  

v a s t  n a tu ra l r e s o u r c e s ,  came th© need fo r  tr a in e d  a g e n ts  and a d m in is tr a to r s  

fo r  th e se  new w orld  p r o j e c t s ,  im posing a  second g u id in g  o h j e c t iv e  on  

h ig h e r  e d u c a tio n . With th e  advent o f  te c h n o lo g y , th e  le s s o n s  o f  World 

War I cu lm in ated  in  th e  s c i e n t i f i c  war m achines o f  World War II  j th ere  

d ev e lo p ed  a c o n t r o l l in g  i n t e r e s t  on th e  p a r t  o f  b u s in e s s  and banking in  

th e  r e se a r c h  and developm ent la b o r a t o r ie s  o f  our u n i v e r s i t i e s  and c o l ­

l e g e s .  The fe d e r a l  Government d ev e lo p ed  a  s im ila r  i n t e r e s t  in  i t s  e f f o r t  

to  c o u n te r a c t , or a t  l e a s t  keep a b r e a st o f ,  th e  h ig h ly  t e c h n ic a l  m i l i t a r y  

d e v ic e s  d eve lo p ed  by th© lu rop ean  n a t io n s .

I t  i s  o n ly  in  r e c e n t  y e a r s  th a t an u n s e l f i s h  in t e r e s t  or group has  

shown any s tr o n g  in c l in a t io n  toward n a t io n a l le a d e r s h ip  in  h ig h er  educa­

t io n .  T h is  group i s  p rob ab ly  b e s t  r ep resen ted  by our le a d in g  ed u ca to rs  

o f  th e  n a tio n  g o in g  in to  p o l i t i c a l  p o s i t i o n s ,  but in c lu d e s  th o se  s t a t e s ­

men and p o l i t i c a l  le a d e r s  who have been  d r iv e n  to d i s t r a c t io n  or d e s p a ir  

b eca u se  o f  th e  u n s e t t le d  w orld s i t u a t io n ,  and b eca u se  th© p o t e n t ia l ly  

c a ta s tr o p h ic  or c a ta c ly sm ic  d e s tr u c t iv e  a g e n c ie s  a re  now b e in g  d ev e lo p ed  

in  our u n iv e r s i t y  la b o r a t o r ie s  and by our own n a t io n a l e d u c a tio n a l le a d e r s  

in  th e  f i e l d s  o f  s c ie n c e  and te c h n o lo g y .

B d u ca tio n a l le a d e r sh ip  a s  e x e r c is e d  by in d iv id u a ls  ten d s to  e x p r ess  

i t s e l f  l e s s  s e l f i s h l y  than th e  le a d e r s h ip  im posed by b u s in e s s ,  f in a n c ia l  

and te c h n ic a l  i n t e r e s t s .  O ften  in d iv id u a l e d u c a tio n a l le a d e r s h ip  has 

b een  e x e r c is e d  b eca u se  o f  s tr o n g  c o n v ic t io n s  on th e  p a r t o f  s p e c i f i c  

p r o f e s s io n a l  e d u c a to r s . They have become le a d e r s  b eca u se  o f  t h e ir  fo r c e  

and d e te r m in a tio n  to  b e t t e r  th e  ed u c a tio n a l s i t u a t io n  l a  t h e ir  com m unities  

and b eca u se  o f  t h e ir  a b i l i t y  to  ex p ress  th em se lv es  f o r c e f u l ly  and to  g a in
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th© a t t e n t io n  o f  "both p r o f e s s io n a l  ed u ca to rs  and th e  d i s in t e r e s t e d  

le a d e r s  on th e  community, co u n ty , s t a t e  and n a t io n a l l e v e l s ,  t h e i r  

le a d e r s h ip  has been  e x e r c is e d  by p op u lar  co n sen t r a th e r  th an  by fo r c e  

o f  law . T h eir  e d u c a tio n a l le a d e r sh ip  r ec o g n ise d  th e  inafce d ig n it y  and 

w orth o f  th e  in d iv id u a l .  Such le a d e r s  r e l i e d  on th e  i n t e l l i g e n t  

a n a ly s is  o f  man’ s e d u c a tio n a l problem s and were gu id ed  by th e  coop­

e r a t iv e  u s e  o f  i n t e l l i g e n c e  in  th e  s o lu t io n  o f  th e  problem s common to  

th e  groups o v er  w hich they e x e r c is e d  le a d e r s h ip .

The v ie w -p o in ts  and p r in c ip le s  announced by some o f  th e se  b e n e f ic e n t  

e d u c a tio n a l le a d e r s  appear i d e a l i s t i c  and som etim es im p r a c t ic a l in  our  

modern d em o cra tic  w orld , th ey  have had to  fa c e  th e  p r a c t i c a l  p o l i t i c ia n s *  

th e  hard-headed ban kers and tr a d e r s , and a m b itio u s sta tesm en  see k in g  

expanding power and em pire. They have been  a b le  to  overcom e t h i s  

p r a c t i c a l  o p p o s it io n  o n ly  when th ey  have a  s o l id  support in  t h e ir  own 

community and when th ey  have con vin ced  th e  o p p o s it io n  o f  th e  danger o f  

th e  p r e se n t c o n fu s io n  o f  s o c io lo g ic a l  tren d s  dom inated by econom ic 

a m b itio n s  and power p o l i t i c s .  In most in s ta n c e s  th e  e d u c a tio n a l le a d e r s  

have d ep arted  too  w id e ly  from th e  p r a c t ic a l  v ie w -p c in t .  ? e i r  in f lu e n c e  

h as been tem porary and l o c a l .  On the o th er  hand, where th ey  have been  

a b le  to  r e c o n c i le  th e  urgent need fo r  adequate e d u c a tio n a l p o l i c i e s  and 

program s w ith  th e  p r a c t ic a l  req u irem en ts to  support ouch progress®, t h e ir  

in f lu e n c e  has In c re a sed  p r o g r e s s iv e ly  from th e community to  th e  n a t io n a l  

l e v e l .

Such b en ig n  e d u c a tio n a l le a d e r sh ip  i s  more than th e  a b i l i t y  to  

in s p ir e  c o n f id e n c e , a p le a s in g  v o ic e ,  a  g r a c io u s  manner and s im ila r  

a t t r i b u t e s .  True and e f f e c t i v e  e d u c a tio n a l le a d e r s h ip  r e q u ir e s  a  s tro n g  

and e x p r e s s iv e  m o tiv a tio n  toward tru e  d em ocratic  p r in c ip le s  su p p orted
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a  number o f  c o r o l l a r i e s ,  fh e s e  e d u c a tio n a l le a d e r s  te a c h  th a t  th e  

w e lfa r e  o f  th e  group can be a ssu red  o n ly  through th e  w e lfa r e  o f  each  

in d iv id u a l*  fh e y  dem on strate  f l e x i b i l i t y  and c o o p e ra tio n  as b e in g  

e s s e n t ia l  toward any l a s t i n g  s o lu t io n  o f  e d u c a tio n a l p rob lem s, fh ey  

q u e s tio n  d e c is io n s  made by p o l i t i c a l  le a d e r s  u n le s s  founded on edu­

c a t io n a l  e x p e r ie n c e  or a d v ic e  from tr a in e d  ed u cators*  and support th e  

th eory  th a t  tr u e  e d u c a tio n a l le a d e r sh ip  en courages a  f a i r  h ea r in g  o f  a l l  

id e a s  and judgment on m e r it ,  fh e y  a r e  con v in ced  th a t  e v er y  p erso n  can  

make un iqu e and Im portant c o n tr ib u t io n s  to  th e  advancement o f  e d u c a tio n , 

and th ey  encourage in d iv id u a l i t y  r a th e r  than u n ifo r m ity  in  e x p lo r in g  

e d u c a tio n a l p rob lem s, fh ey  take th e  p h ilo so p h y  th a t  growth in  edu­

c a t io n a l  m a tter s  i s  ro o ted  from w ith in  th© group r a th e r  than w ith o u t;  

th a t  is*  c o s u u n it ie s  must b e  a llo w ed  to  d is c o v e r  fo r  th em se lv es  th e  

p rop er  p a th s  in  e d u ca tio n  by ta k in g  p a r t  in  th e  d e term in a tio n  o f  

e d u c a tio n a l o b j e c t iv e s .

True e d u c a tio n a l le a d e r s h ip  r e q u ir e s  th e  c o n v ic t io n  th a t democracy 

i s  a  way o f  l i f e  r a th e r  than a  f a c t io n  or p a r ty .  D em ocratic  e d u c a tio n a l  

le a d e r s  b e l i e v e  th a t  democracy inclu de®  th e  developm ent o f  i n i t i a t i v e  to  

t e s t  changes and su g g e st  im provem ents, fh ey  encourage d em ocratic  m ethods 

in  d is c u s s io n s *  p la n n in g  and th e  e x e c u t io n  o f  p la n s ,  f h e i r  a t t i t u d e  i s  

n ever  s t a t i c  nor in d i f f e r e n t  b u t i s  based  on e f f i c i e n t  m ethods, th© b e s t  

p la n s  o f  a c t io n *  th e  developm ent o f  in d iv id u a l  c r e a t iv e  power and th e  

group u s e  o f  a l l  a v a i la b le  id e a s ,  in t e l l i g e n c e  and r e so u r c e s  in  s o lv in g  

p rob lem s. I t  h as b een  s a id  th a t  th© e s s e n t i a l  component o f  g r e a t  p e r so n a l  

le a d e r s h ip  in  ed u ca tio n  in  our d em ocratic  s o c ie t y  i s  & devout lo v e  fo r  a l l
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e f f i c i e n t  e d u c a tio n a l le a d e r sh ip  i s  b ased  on i n i t i a t i v e  and 

c o o p e r a t io n . I t  seek s  th e  improvement o f  th e  community in  which i t  

fu n c t io n s  and th e  tr a in in g  and improvement o f  e d u c a tio n a l le a d e r sh ip  

i t s e l f .  P r a c t i c a l ly  a l l  e d u c a tio n a l le a d e r s h ip  commences w ith  le a d in g  

th e  group or community toward a  d e term in a tio n  o f  i t s  e d u c a tio n a l wants 

and needs a s  dem on strated  in  th e  community l i f e .  Education® ! le a d e r s h ip  

th en  p ro ceed s  toward group e v o lu t io n  o f  p la n s  o f  a c t io n ,  p ro ceed s toward  

th e  im p lem en tation  o f  such group p la n n in g  and e v e n tu a lly  u n d ertak es an 

a p p r a is a l and e v a lu a t io n  o f  th e  r e s u l t s  o f  th e  p la n s  im plem ented.

As an in d iv id u a l*  th e e d u ca tio n a l le a d e r  i d e n t i f i e s  h im se lf  w ith  

th e  problem s o f  th e p e o p le  and o f  th e  community w ith  a view  to  in v i t in g  

c o n f id e n c e . He d ev e lo p s  an o r g a n is a t io n  fo r  c o l l e c t i n g  th e  c o o p e r a t iv e  

e x p r e s s io n s ,  th e  wants and n e e d s . He s t im u la te s  group a p p r a is a l o f  th e  

p r e se n t  s i t u a t io n  and th© p o s s i b i l i t i e s  o f  r ea so n a b le  s o lu t io n s  and 

o b j e c t iv e s .  He i s ,  o f  c o u r se , fa m il ia r  w ith  th© te c h n iq u e s  o f  educa­

t io n a l  s e r v ic e ,  in v e n t o r ie s ,  p u b lic  r e la t io n s ,  modern p e rso n n e l p o l i c i e s ,  

and p roced u res fo r  d ir e c t in g  d is c u s s io n  and group a c t io n .  Above a l l ,  he 

must work in  harmony w ith  b o th  th e  p o l i t i c a l  ed u c a tio n a l govern in g  

b o d ie s , w ith  la y  a d v iso ry  com m ittees and w ith  h is  own e d u c a tio n a l  

c o l le a g u e s .

Th© req u irem en ts fo r  tr u e  d em o cra tic  le a d e r s h ip  in  e d u c a tio n , 

p a r t ic u la r ly  advanced ed u ca tio n  a re  p rob ab ly  th e  m ost e x a c t in g  o f  any  

in  our community and n a t io n a l s o c ie t y .  The e d u c a tio n a l le a d e r  r e q u ir e s  

a broad and p r a c t ic a l  g e n e ra l ed u cation  to u ch in g  on every  elem ent o f

27 W illiam  S . ? in c e n t , C larence A. Mewell and John Lund. E d u cation a l 
L eaders— T heir F u n ction  and P rep a ra tio n  (Hew Yorks tea ch ers*  C o lle g e ,  
Columbia U n iv e r s i t y ,1 9 ^ 8 } ,  pp . S & 9«
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our c u ltu r a l  and s o c ia l  h e r i t a g e .  He m ust be w e ll- in fo rm ed  on cu rren t  

e v e n ts  and un d erstan d  th e ir  h i s t o r i c a l  background, p r e se n t  e f f e c t  and 

fu tu r e  Im p lic a t io n * . He must b e inform ed and have a  p r a c t ic a l  working  

know ledge o f  th e  f a c t s  and tech n iq u es  o f  our s o c ia l  s c ie n c e s  in c lu d in g  

government* p o l i t i c s *  and econ om ics. In a d d it io n , he must be v ersed  in  

th e  major p h ilo s o p h ie s  o f  e d u c a tio n , in  te a c h in g  te c h n iq u e s , in  sch o o l 

a d m in is tr a t io n , g u id a n ce , p e r so n n e l management and r e la t e d  s u b j e c t s .

Summarising th e tr u ly  e f f e c t i v e  le a d e r  in  d em ocratic  ed u ca tio n , 

he must b e a  p erso n  w ith  v i s i o n ,  fo r c e  and a d a p t a b i l i t y .  He must be 

s k i l l e d  in  th e  employment o f  d em ocratic  tech n iq u es  o f  group a c t io n  in  

p r o v id in g  o r g a n iz a t io n a l m achinery which w i l l  f a c i l i t a t e  th e  implemen­

t a t io n  o f  e d u c a tio n a l p la n s .  He must f o s t e r  a  p s y c h o lo g ic a l  atm osphere  

w hich w i l l  encourage th e  support o f  d em ocratic  le a d e r s h ip . He must 

d em on strate  p r a c t i c a l l y  and by example h is  c o n v ic t io n  in  d em ocratic  

e d u c a tio n a l id e a l s  and obj e c t iv e ® . B is  e d u c a tio n a l le a d e r sh ip  i s  

m easured a lm o st e n t ir e ly  by th e  su c c e s s  he a c h ie v e s  in  in f lu e n c in g  

group® to  support and implement more e f f e c t i v e  e d u c a tio n a l f a c i l i t i e s .  

He i s  a s s i s t e d  b y  a l l  p e r so n s  in  th e  community who a re  se e k in g  th e  

en largem ent o f  dem ocratic  e d u c a tio n a l p r in c ip le *  and f a c i l i t i e s ,  b u t  

s e l e c t s  &g h i s  s p e c i f i c  a s s is ta n t®  th o se  whose id e a s ,  s p e c ia l  s k i l l s ,  

t a le n t s  and a b i l i t i e s  most fa v o r  th e  a tta in m en t o f  h i s  o b j e c t iv e s

?g I b id , p p . 1 1 -5 1 .



k. tni  sp a s  o f  coaraoL

Th© term nspan o f control* may b© applied to a u n iv er s ity  or c o lle g e ,  

but may not be gen era lly  accepted as a u se fu l concept in  that i t  im p lies  

a leader w ith subordinate fo llo w er s . However, the a lte r n a tiv e  i s  u su a lly  

group d iscu ssio n  and d e lib er a tio n , follow ed by a c tio n  by a d e legate  or 

agent a c tin g  for  the group to implement or carry out the conclusions or 

d e c is io n s  o f th© group, The p r in c ip a l d iffe re n c e  in  the two concepts 

appears to be control by a designated and resp on sib le  lead er a® compared 

to  an impersonal and tran sien t leadersh ip  exercised  by an agent w ith  & 

s p e c if ic  but lim ited  m ission , lo th  concepts have th e ir  p lace  in  the 

organ isation a l p r a c tic e s  o f  u n iv e r s it ie s .  However, a f te r  p o l ic ie s  have 

been determ ined, p o s it iv e  a c tio n  and r e s u lt s  are u su a lly  achieved by 

experienced and accepted lead ers o f  demonstrated au th ority  and a b i l i t y .

Thus in  sp orts , the captain o f  a b aseb a ll team e x erc ise s  a span o f  

control o f  nine during a game* The span o f control o f the fo o tb a ll  

captain  i s  e leven , while that o f the fo o tb a ll  coach may be over one 

hundred i f  he i s  working for an am bitious u n iv e r s ity , although he too 

u su a lly  d e c e n tr a lise s  to h is  a ss is ta n t  coaches for the l in e ,  ends, back-, 

f i e ld  and the l ik e .  The span of control o f the presid en t o f an automobile 

sa le s  agency may be the f iv e  execu tives or managers o f h is  departments.

The span o f control o f a s p e c if ic  ind iv id u al may change or vary 

with M s changing spheres o f a c t iv i t y .  The bank presid en t may ex erc ise  

a span o f contro l of seven over h is  vie© p resid en ts , a anan o f nine at 

board m eetings, and a span o f sero when h© g e ts  home to hi© fam ily . The 

s ta te  manager o f a chain sto re  system may ex erc ise  a span o f control o f



53

two or thro® in  the p r in c ip a l c i t i e s  and o f  one or two in  the towns and

rural areas* h is  s ta te  wide span o f control may at the same time he

twenty or more.

The le a d e r  o r c h ie f  u s u a lly  determ ines h i s  span o f c o n tro l by 

ap p o in tin g  a  s p e c if ic  number o f immediate su b o rd in a te s  o r a s s i s t a n t s ,  

each w ith  d e fin ed  d u t ie s  and r e s p o n s ib i l i t i e s ,  th e  number of such 

su b o rd in a te s  which a  le a d e r  can e f f e c t iv e ly  su p e rv ise  i s  a  m a tte r  o f  

op in ion  and co n tro v e rsy . A le a d e r  r e a d i ly  gu ides th e  a c t i v i t i e s  o f  

two or th re e  se c tio n  c h ie f s .  A manager e a s i ly  c o n tro ls  and g u ides th e  

a c t i v i t i e s  o f  fo u r departm ent heads; th e  f iv e  make a  co n v en ien tly  s is e d  

group fo r  d e l ib e r a t io n  and p lan n in g . As the  number o f su b o rd in a te s  

in c re a s e s  above fo u r , e f f e c t iv e  su p e rv is io n  by th e i r  c h ie f  becomes 

in c re a s in g ly  d i f f i c u l t ;  th e re  may be in s u f f i c i e n t  tim e fo r  a l l  members

to  be h ea rd , to  d isc u ss  t h e i r  problem s, and to  re c e iv e  in s t ru c t io n s

from t h e i r  c h ie f .

As the number o f subordinates in creases above s ir  or seven in an 

expanding en terp r ise , the trained leader u su a lly  p re fers  to  s p l i t  the© 

in to  two or three groups and p lace a subordinate in  charge o f  each o f  

th ese  groups. The lead er then d ea ls  w ith th ese  two or three group 

c h ie fs ;  they in  turn supervise th® a c t i v i t i e s  o f th e ir  group members. 

Should the lead er f a i l  to so d ecen tra lise  and permit h is  span o f contro l 

to run up to ten  or more,  then h is  subordinates rece ive  l e s s  and le s s  

o f  the leader*s guidance and personal d ir ec tio n  and they tend to take 

m atters in to  th e ir  own hands or become in a c tiv e  for  lack  o f  In stru c tio n s. 

In e ith e r  event, the leader lo s e s  d ir e c tio n  even though h is  span o f  

contro l i s  g r ea ter .
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P r a c t ic a lly  a l l  stu d ies  of organ isation  even tu a lly  depend on spans 

o f  co n tro l, that i s  the question  o f  th© proper number o f d e leg a tio n s  

which each group c h ie f  makes to h is  subordinates. Various leaders have 

expressed them selves d e c is iv e ly  on the proper number for  the id e a l span 

o f co n tro l. For example, A. P. WavsBL, famous Commander o f  the B r it is h  

Forces in  A fr ica , in  speaking of m ilita ry  organ isation s and operations 

has the fo llow in g  concepts

G enerally speaking, the number o f u n its  grouped in  & 
form ation should not be le s s  than three nor more than six*
In a formation composed o f two u n its  on ly , th® in flu en ce  
o f  the commander o f the formation i s  sm all\ w hile i t  has 
been found by experience that s ix  u n its  i s  the maximum 
that can conven iently  be commanded and adm inistered by
one h ead q u arters.^

Other m ilita r y  lead ers have held equally  emphatic op in ion s, but 

vary between wider l im it s -  For example, C lausewits in  h is  tr e a t is e  

"On War" c i t e s  that w hile corps and sm aller u n its  should be divided  

in to  small components w ith spans o f  contro l o f  two or th ree , y e t b e lie v e s  

that the f i e ld  commander may control an army o f  e igh t corps or even nine  

or ten and should do so in  the in te r e s t s  o f f l e x i b i l i t y  o f o p era tio n .30 

Another m ilita r y  lead er , Ian Hamilton, in  h is  book "the Soul and 

Body of an Army" i s  more s p e c if ic .  He favors a span o f control of s ix  

and g iv es  h is  reasons as fo llow s:

I f  a man d iv id es  the whole o f h is  work in to  two branches 
and d e leg a tes  h is  r e s p o n s ib ility , fr e e ly  and properly , to two 
experienced heads o f branches he w i l l  not have enough to do.

5̂ A lvin Brown, O rganisation, A Formulation o f P r in c ip le  (iew  fork: 
Hibbert P r in t in g  Company,1 9 % )  . p . 123 •

3° Ib id , p . 12*+.
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fh e  occasions when they would have to r e fer  to him would he too  
few to keep hi® fu l ly  occupied. I f  he d e leg a tes  to  three heads 
he w i l l  he kept f a ir ly  busy w h ils t s ix  heads o f branches w ill  
g iv e  most bosses a ten  hours* day. Those data ar© the r e su lts  
of cen tu ries  o f  the experiences o f  so ld iers.3T

The two opinions above fro® Wavell and Hamilton, both B r it ish  

m ilita ry  lead ers who held wide powers over v a st and complex organi­

sa tio n s , favor spans o f  contro l between three and s ix ,  and preferab ly  

nearer s ix .  The same spans o f control o f about f iv e  are en d lessly  

app lied  by lead ers o f the armed forces o f  th© United S ta te s . The Cerman 

war fo rces and the French f ie ld  armies esta b lish ed  sim ila r  s i t e s  o f  spans 

o f co n tro l. B usiness and industry recommends and p r a c tic e s  spans of  

contro l o f  about f iv e  in  th© organisation  and d ir ec tio n  o f th e ir  complex 

o rg a n isa tio n s.

Spans o f  contro l for organ isa tion s and in s t i tu t io n s  devoted to  

educational a c t i v i t i e s  are not so d e f in i t e ly  recognised by educational 

w r ite r s . Perhaps spans o f control have not been recognised as having 

a s ig n if ic a n t  in flu en ce  on th© e ffe c t iv e n e ss  o f  th© organisation  and 

d ir e c tio n  o f the educational in s t itu t io n s  o f  the nation .

Moehlman v is u a lis e s  th© board o f education as being concerned 

w ith four major functions: in s tr u c tio n , p la n t, tex t  books and su p p lie s ,

and fin an ce . Th© superintendent a c ts  as the secretary  to the board and 

as i t s  execu tive  agent in  carrying out i t s  d e c is io n s . This system  

would correspond to a span o f  control o f four. However, in  p r a c tice  

many d ev ia tio n s fro® the span o f control o f four are encountered. The 

span o f control i s  increased to f iv e  to allow  for an aud itor, or 

decreased to three by combining plant and fin a n ce . ^

31 Ib id , p . 125.

32 Arthur B. Moehlman, School Adm inistration (Cambridge: Houghton 
M ifflin  Company, 19*40), pp. S fj7  290 - 2 ^6 .



In larger educational organ isa tion s and in s t i t u t io n s ,  spans o f  

con tro l vary w ith in  wide l im it s .  P r in c ip a ls  and teachers may he grouped 

by geographical areas, or by types o f In stru ctio n , w ith l i t t l e  apparent 

regard for the resu lta n t spans o f co n tro l. R esp o n sib ility  and au th ority  

overlap i s  many a c t i v i t i e s  because o f the complexity o f organ isa tion a l 

stru c tu res . S p e c if ic a lly ,  spans o f  control o f from **5 to 20” are c ite d  

a s common in  c o lle g e s  and u n iv e r s i t ie s .  Bo mention i s  found o f  the 

p r in c ip le  o f the d e s ir a b i l i ty  o f  small spans o f  co n tro l. Bo d iscu ssio n  

i s  presented o f the resu lta n t s tr e s s  on a u n iv ers ity  presid en t or a 

c o lle g e  dean who attem pts to personally  guide and control the a c t i v i t i e s  

o f twenty, fo r ty , or more a s s is ta n ts  and su b ord in ate* .^

33 Ib id , pp. 286-323* 391-397. 76?-785-



CHAPTER I I I

THE STUDY OF SPAMS OF CONTROL

This c h a p te r  d e a ls  w ith  th e  v a r ia t io n s  i n  spans o f  control.* I t  

p r e s e n ts ,  f i r s t ,  c e r ta in  th e o r e t i c a l  c o n s id e ra tio n s  fo r  spans o f 

c o n tro l  which a re  un ifo rm ly  a p p lie d  on a  number o f  l e v e ls  in  a  complex 

o rg an isa tio n *  This th e o r e t i c a l  tre a tm e n t i s  developed m athem atica lly  

by th e  au th o r to  show tre n d s  i n  p e rso n n el overhead as compared to  th© 

number o f  a c t iv e  classroom  in s t r u c to r s  and p o ss ib le  s tu d e n t to ta l s *  

Follow ing t h i s  th e o r e t i c a l  in tro d u c tio n  a re  found some tre n d s  in d i ­

c a te d  by summ arising o rg a n is a t io n a l  s t r u c tu r e s  and c o n tro l  groupings 

as p resen te d  in  s t a t i s t i c a l  summaries on i n s t i t u t i o n s  o f  h ig h er le a rn ­

in g . The c h ap te r  c lo se s  w ith  s tu d ie s  o f s p e c i f ic  i n s t i t u t i o n s  o f 

h ig h e r e d u ca tio n  w ith  the  purpose o f e v a lu a tin g  p r a c t ic e  by th e  p r in ­

c ip le s  and th e o r e t i c a l  tre n d s  p re v io u s ly  developed* The ch ap te r 

in c lu d e s  a  p r a c t i c a l  example o f the  a p p lic a t io n  o f th e  th e o r e t i c a l  

c o n s id e ra tio n s  on spans o f  c o n tr o l .

1 . MODES IN SPAMS OF CONTROL,

THEORETICAL TREATMENT

The t h e o r e t i c a l  im p lic a tio n s  o f spans o f  c o n tro l ,  p ro g re s s iv e ly  

in c re a s e d , b u t un ifo rm ly  a p p lie d  to  v a rio u s  su b o rd in a te  l e v e l s ,  a re
i

p ro b a b ly  b e s t  shown in  ta b u la r  form . Table 1A shows i n  th e  v e r t i c a l  

colum ns, th e  g e o m e tr ic a lly  in c re a s in g  f a c u l ty  members as th e  number of 

l e v e ls  i s  in c re a s e d . Each v e r t i c a l  column g iv es  th e  p e rsonnel on each 

l e v e l  f o r  th e  span o f  c o n tro l  p e r ta in in g  to  t h a t  column. Personnel

1 Developed by the  author*



TABLE 1 .•PERCENT OVERHEAD FOE SEVERAL SPANS OF CONTROL UMPGRMLT APPLIED*

a Level Span of Control Faculty
1 2 3 5 6 7 5 9

P 1 1 1 1 1 i 1 1 1 1 President
OH 1 0 0 0 0 0 0 0 0 0

P 2 1 2 3 h 5 6 7 8 9 D ivision
OH 2 So 33 25 20 17 Du 13 11 10 Heads

P 3 l h 9 16 25 36 k 9 6h 81 College
OH 3 6? Ji3 32 2h 19 16 lli 12 11 Deans

P h 1 8 27 6h 125 216 31*3 512 729 Department
OH u ?5 h i 33 25 20 17 l h 13 11 Heads

P $ 1 16 81 256 625 1,296 2 ,to i M 96 6,561 Section
OH 5 8o it9 33 25 20 17 l h 13 11 Chiefs
s t  12.5 5 13 200 1,013 3,200 7,812 16,200 30,013

p 6 1 32 2ii3 1,021* 3,125 7,776 16,807 In s tru c to rs
OH 6 83 k9 33 25 20 17 l h
s a 12.5 6 13 liOO 3,036 12,800 39,063 97,200

a P i s  number o f fa c u lty  members a t  le v e l  indicated#
Oil i s  percent overhead a t  th a t  level*
S 12.5 i s  t o t a l  number o f studen ts a t  12.5 students per fa c u lty  member a t  the le v e l in d ica ted .
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d a ta  i s  shown fo r  spans o f  c o n tro l  in c re a s in g  from one to  n ine 

in c lu s iv e •

For exam ple, i f  th e  span o f  c o n tro l  i s  f i v e ,  th© p re s id e n t  o f 

a  sm all c o lle g e  on le v e l  one m ight have f iv e  departm ent heads on 

le v e l  two over whom he e x e rc is e d  su p erv ision*  Each o f  th e se  

departm ent heads in  tu rn  would have f iv e  in s t r u c to r s  on le v e l  th re e  

over whom each e x e rc is e d  su p e rv is io n . Thus f o r  a  span o f  c o n tro l  o f  

f iv e  un ifo rm ly  a p p lie d , th e re  would be one p e rso n , th e  p re s id e n t ,  on 

le v e l  one, f iv e  persons on le v e l  tw o, and tw e n ty -f iv e  persons on le v e l  

t h r e e ,— a t o t a l  f a c u l ty  o f  th ir ty -o n e *

For p ro g re s s iv e ly  la r g e r  i n s t i t u t i o n s ,  one hundred tw e n ty -fiv e  

persons would be needed on le v e l  fo u r ,  s ix  hundred and tw e n ty -f iv e  

persons on le v e l  f i v e ,  and th re e  thousand one hundred and tw e n ty -fiv e  

persons on le v e l  six*  The overhead i s  used in  t h i s  s tu d y  to  mean 

a l l  p e rsons above th e  low est l e v e l  in  th e  in s t i tu t io n *

fo r  spans o f  c o n tro l  l e s s  th an  f i v e ,  th e  number o f  persons on each 

le v e l  would be obv iously  l e s s ,  and f o r  spans o f c o n tro l  o f g r e a te r  th an  

f i v e ,  th e  co rrespond ing  numbers o f  persons on each le v e l  would be 

g re a te r*

For th e  f i f t h  l e v e l ,  th e  t o t a l  numbers o f  s tu d e n ts  a re  g iven  f o r  

each span o f c o n tro l ,  based  on 12*5 s tu d e n ts  f o r  each in s t r u c to r  shown 

on th e  f i f t h  le v e l*  For l a r g e r  u n iv e r s i t i e s  w ith  a  s ix th  l e v e l ,  s im ila r  

s tu d e n t t o t a l s  a re  shown, based  on the  same a tu d e n t- in s t ru c to r  r a t io *
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OVERHEAD

V arious s lu e s  o f spans o f c o n tro l  have a  d i r e c t  b e a rin g  on th©

overhead , and on th e  number o f s tu d e n ts  tau g h t*  The term  Moverhead” 

a s  used in  t h i s  s tu d y , deno tes th e  r a t i o  o f  th e  number o f  f a c u l ty  mem­

b e rs  above th e  in s t r u c to r s  on th e  low est l e v e l  which th e  i n s t i t u t i o n  

u t i l i z e s ,  to  th e  t o t a l  number o f  f a c u l ty  members on a l l  l e v e l s .

R e fe rrin g  a g a in  to  ta b le  1,  a  s e r i e s  o f  t o t a l  numbers o f f a c u l ty  

members cou ld  be p rep a red  f o r  spans o f  c o n tro l  from one to  n in e , and 

f o r  le v e ls  from the  p re s id e n t on the f i r s t  l e v e l  down through th© 

v a rio u s  le v e ls  to  l e v e l  s i x .  For exam ple, the  c h a r t  shows, fo r  a  

span o f  c o n tro l  o f f i v e ,  t h a t ,  in  a  sm all two le v e l  i n s t i t u t i o n ,  th e  

p re s id e n t would have f iv e  in s t r u c to r s .  The overhead in  t h a t  i n s t i ­

tu t io n  would be o n e -s ix th , o r  about seven teen  p e r c e n t .  S im ila r ly  f o r  

a span o f  c o n tro l  o f  s ix ,  and w ith  th re e  l e v e l s ,  the  p re s id e n t m ight 

have s ix  departm ent heads, each w ith  s ix  i n s t r u c to r s .  In  t h i s  i n s t i ­

tu t io n  th e  overhead would be s e v e n - th i r ty - s ix th s  o r  s ix te e n  p e r c e n t .

Furtherm ore, th e  l a s t  l i n e s  f o r  le v e ls  f iv e  and s ix  in d ic a te  the  

number o f s tu d e n ts  who would be tau g h t by th e  in s t r u c to r  shown on 

th e  f i f t h  and s ix th  le v e ls*  A la rg e  u n iv e r s i ty  having  a  uniform  span 

o f  c o n tro l  o f  seven , w ith  s ix  l e v e ls ,  would have one p re s id e n t , seven 

heads o f d iv is io n s ,  h9 deans o f  c o lle g e s ,  3h3  heads o f  departm en ts, 

2,!t01 c h ie f s  o f academic s e c t io n s  and 16,807 i n s t r u c to r s .  These 

16,807 i n s t r u c to r s  would tea ch  15>0,065> s tu d e n ts  a s  in d ic a te d  i n  th e  

l a s t  f ig u re  i n  the  l a s t  l in e  o f  the  c h a r t .
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The overhead o f  course d ec rea se s  w ith  th e  in c re a s e  o f  th e  span 

o f c o n tro l ,  and in c re a s e s  w ith  th e  number o f  l e v e ls  e s ta b l is h e d  i n  

th e  in s t i t u t io n *  For exam ple, a  sm all c o l le g e ,  having a  span o f 

c o n tro l  o f  fo u r  and th re e  l e v e l s ,  would have a s t a f f  o f  tw enty-one, 

w ith  a  p re s id e n t ,  fo u r departm ent heads and s ix te e n  in s t ru c to r s *

The overhead would b® 5/21 o r  about 2b%* The number o f  s tu d e n ts  a t  

12J  p e r in s t r u c to r  would be 200 f o r  th e  s ix te e n  in s t ru c to r s *

As t h i s  c o lle g e  grew and added one a d d it io n a l  l e v e l ,  b u t main­

ta in e d  th e  same span o f  c o n tro l  o f  fo u r , i t  would have 6)4 in s t r u c to r s  

teach in g  800 s tu d e n ts ,  and an overhead o f  2$%* 'This i s  an overhead 

in c re a se  o f  about 1$ , b u t a s tu d e n t in c re a se  o f  300%* As a d d it io n a l  

le v e ls  a re  added, th e  p e rcen t overhead remains about 2$% a s  in d ic a te d  

on le v e ls  f iv e  and s ix ,  b u t th e  numbers o f s tu d e n ts  in c re a se  to  3200 

and 12,800 re s p e c tiv e ly *  Each o f  th e se  numbers o f  s tu d e n ts  re p re s e n t  

in c re a s e s  o f 300;?' over th© preced ing  le v e ls*

I t  i s  in te r e s t in g  to  note th a t  a s  the  span o f  c o n tro l  in c re a s e s  

from one to  n in e , th e  p e rc en t overhead d ec rea se s  from 50% to  9% on  

th e  second l e v e l ,  and from 83$ to  Hi? on the  s ix th  le v e l*  I t  i s  

ap p aren t th a t  a s  th e  number o f  le v e ls  in c re a s e s  and the  span o f con­

t r o l  in c re a s e s ,  the  p e rc en t o f  f a c u l ty  overhead ten d s  to  le v e l  o f f  

a t  about 10^.
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PRACTICAL VARIATIONS IN SPANS OP CONTROL

With th© p re s e n t tre n d  toward in creasin g  th e  number o f  s p e c ia l­

is e d  co u rses  i n  our l a r g e r  u n iv e r s i t i e s ,  th e re  i s  a  tendency fo r  

most o f  them to  o p e ra te  on s ix  l e v e l s .  The same c o n s is ten c y  i s  

n o t found in  any un ifo rm ly  a p p lied  span o f c o n tro l  e i t h e r  as to  uni­

v e r s i t i e s  a s  a whole nor in  th e  same u n iv e r s i ty .  C onsidering  th e  

la r g e r  u n iv e r s i t i e s  a s  a group, a wide v a r ia t io n  i n  spans o f  con tro l i s  

found in  p r a c t ic a l l y  a l l  o f  them* I t  i s  n o t unusual to  f in d  p re s id e n ts  

e x e rc is in g  spans o f c o n tro l  over t h e i r  immediate su b o rd in a te s  from 

anywhere betw een two and f o r ty .

Spans o f c o n tro l  o f  the  p resid en t's  immediate su b o rd in a te s  

(u s u a l ly  heads o f d iv is io n s  o r deans o f  c o lle g e s )  show a  wide 

v a r i a t i o n .  This v a r ia t io n  i s  u s u a l ly  based  on the number of 

c o lle g e s  which compose th e  u n iv e r s i ty .  'When th is  number o f  c o lle g e s  

rea ch e s  about e ig h t ,  th e re  i s  a  tendency to  d iv id e  them in to  two o r 

more d iv is io n s  w ith  a head o f  each d iv is io n .  Where t h i s  d iv is io n  

has n o t been made, th e  span o f  c o n tro l  becomes awkwardly la rg e *

The spans o f c o n tro l  o f  deans o f  c o lle g e s  i s  r e a d i ly  determ ined 

from c u r re n t  l i s t s  o f  a c c re d ite d  i n s t i t u t i o n s  o f  h ig h e r education*^

For p r a c t i c a l l y  a l l  u n iv e r s i t i e s  and c o lle g e s , th© su b je c t  m a tte r  

and number o f p e rso n n el in  each departm ent ar© c a r e f u l ly  l i s t e d .

9
A, J ,  Brumbaugh, American U n iv e rs i t ie s  and C o lle g es , F i f th  

E d itio n  (W ashington, D, G.j American C ouncil on Education, 19hS).

« (E xceptions a re  made f o r  th e  l a r g e r  u n iv e r s i t i e s  o r u n iv e r­
s i t y  system s, such as m ain ta ined  in  M innesota and C a lifo rn ia  where 
th e  number o f  in s t r u c to r s  i n  a  school and sometimes a  c o lle g e  i s  th e  
lo w est breakdow n,)
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I f  th e se  departm ents a re  co n sid ered  to  have one departm ent head 

w ith a l l  o f  th e  in s tr u c to rs  re p o r tin g  to  hi® , th e  spans o f  c o n tro l  

o f most o f  th e  departm ents would average v e i l  o v e r ten *  I t  i s  

p robab le  t h a t  the  la rger  departments w i l l  be d iv id e d  in to  s e v e ra l  

s e c tio n s  w ith  th e  s e n io r  in s t r u c to r  o f each s e c t io n  as s e c t io n  

c h ie f ,  b u t p robab ly  carrying a  f u l l  tim e tea ch in g  lo a d  i n  a d d it io n  

to  h is  fu n c tio n s  a s  a s s i s t a n t  to  th e  departm ent head*

R efe rrin g  back  to  ta b le  1 ,  i t  i s  obvious t h a t  few in s t i t u ­

t io n s  w i l l  ap p ly  any one span o f  c o n tro l  un ifo rm ly  on any l e v e l  nor 

un ifo rm ly  to  a l l  le v e ls*  'Fro® th e  above d is c u s s io n  i t  i s  a p p aren t th a t  

p re s id e n ts  o f  the  la r g e r  u n iv e r s i t i e s  have a tendency  toward a very  

h igh  span o f c o n tro l ,  such a s  te n ,  tw enty  and even h ig h e r . These h igh  

spans o f  c o n tro l  u su a lly  a re  a r e s u l t  o f  long  custom and t r a d i t i o n ,  

o f  adding a n o th e r  head reporting d ir e c t ly  to  the p re s id e n t as  each 

new s t a f f  s e c t io n  and e d u c a tio n a l departm ent i s  added to  th e  u n iv e r­

s i ty *  There appears to  be a re lu c ta n c e  on th e  p a r t  o f p re s id e n ts  to  

r e l in q u is h  t h e i r  d i r e c t  p e rso n a l su p erv ision  over new p ro je c ts  which 

i s  perhaps j u s t i f i e d  u n t i l  the p ro je c t  i s  f irm ly  e s ta b l is h e d .  A fte r 

th e  new p ro je c t  has been f irm ly  e s ta b l is h e d  and g e ts  to  be o ld , th e re  

i s  a  marked tendency  on th e  p a r t  o f p resid en ts to  n e g le c t to  a s s ig n  

th e se  now a c t i v i t i e s  to  th e  su p e rv is io n  o f t h e i r  su b o rd in a te  a s s i s ta n ts *  

For t h i s  rea so n  and o th e r s ,  spans o f c o n tro l  in  u n iv e r s i t i e s  tend  to  

in c re a s e  d i r e c t l y  w ith th e  age o f  th e  u n iv e r s i ty ,  u n le s s  some p re s id e n t 

p e r io d ic a lly  an a ly zes  th e  o rg a n iz a tio n  and e s ta b l is h ©& a  more r e a l i s t i c  

and w orkable span o f co n tro l*
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SOME APPLICATIONS OF TABLE 1 ,

Another i n te r e s t in g  f a c to r  o f ta b le  1 i s  th e  r e la t io n s h ip  

o f  spans o f  c o n tro l  to  overhead in  an i n s t i t u t i o n  o f  a g iven  number 

o f  stu d en ts#  For exam ple, a  c o lle g e  w ith  about 3#000 s tu d e n ts  

could  be o rg an ised  in  a v a r ie ty  o f spans o f c o n tro l  and academic 

l e v e l s # With a span o f  c o n tro l  o f  th r e e ,  th e re  would be re q u ire d  

s ix  le v e ls  to  b u ild  up th e  n ecessa ry  2ii3 in s t r u c to r s  teach in g  

3 ,038 s tu d en ts*  In  th e  same way, w ith  a span o f  c o n tro l  o f  fo u r ,  

f iv e  l e w i s  would p re se n t 258 in s t r u c to r s  te a c h in g  3,200 s tuden ts*

With a span o f  c o n tro l o f  f i v e ,  fo u r  le v e ls  would g ive  125 in s t r u c ­

to r s  te a ch in g  seme 1 ,563 s tu d e n ts ,  b u t f iv e  le v e ls  would g ive  625 

in s t r u c to r s  and 7,812 s tu d en ts#

To b u ild  up th e  number o f in s t r u c to r s  to  th e  re q u ire d  21*0 f o r  

a 3 ,000 s tu d e n t u n iv e r s i ty ,  a  second column o f i n s t r u c to r  and over­

head f ig u re s  o f equal s i s e  would b u ild  th e  number o f in s t r u c to r s  to  

250. 'This s i t u a t io n  i s  f re q u e n tly  encoun tered  where th e  u n iv e r s i ty  

has two m ajor groupings o f c o l le g e s ,  ouch as en g in eerin g  and l i b e r a l  

a r t s  o r g en era l s tu d ie s  and the  p ro fess io n s#  In  t h i s  s i tu a t io n  th e  

p re s id e n t o f th© u n iv e r s i ty  would p robab ly  ap p o in t a v ic e  p re s id e n t 

f o r  the  l i b e r a l  a r t s  c o lleg e  and an o th e r v ic e  p re s id e n t f o r  th© pro­

f e s s io n a l  s c h o o ls , th u s  g iv in g  h im se lf  academ ica lly  a  span o f c o n tro l  

o f  two* The two v ic e  p re s id e n ts  i n  tu rn  cou ld  s e t  up spans o f c o n tro l  

o f f iv e  and on th e  fo u r th  l e v e l  would f in d  them selves w ith  125 i n ­

s t r u c to r s  each se rv in g  a combined s tu d e n t en ro llm en t o f  3,000*

The c h a r t  could be e la b o ra te d  i n  se v e ra l  ways. Dm v a r ia t io n  

could  show changes in  spans o f c o n tro l  w ith  d i f f e r e n t  le v e ls #  T his 

s i t u a t io n  i s  p r a c t ic a l l y  always encountered  i n  a l l  u n iv e r s i t i e s  and
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p r a c t ic a l ly  a l l  co lleg es*  Another a p p lic a t io n  o f  th e  c h a r t  co a id

be found in  v a ry in g  the  r a t i o  o f  in s t r u c to r  to  s tu d e n t.  The n a tio n a l  

average i s  c u r r e n t ly  between tw elve and t h i r t e e n  f o r  a l l  f a c u l ty  

members and p robab ly  between f i f t e e n  and tw enty  when on ly  d e p a r t­

m ental s t a f f s  a re  considered* However app ly ing  th e  f a c to r  o f  c la s s  

s i s e  to  th© c h a r t  i t  i s  obvious th a t  i f  the  r a t i o  o f  i n s t r u c to r  to  

s tu d e n t were one to  tw e n ty -f iv e  in  p lace  o f  one to  tw elve and one- 

h a l f  as on the  c h a r t ,  the  en ro llm en t o r  sis© o f  th e  u n iv e r s i ty  

could  be doubled w ith o u t any change in  th e  number o f f a c u l ty  mem­

bers*  This sw e llin g  o f  en ro llm en ts  w ith o u t in c re a s in g  th e  f a c u l ty  

has been a common experience  in  p r a c t i c a l ly  a l l  i n s t i t u t i o n s  dur­

ing  the  p a s t  f iv e  y e a rs  and h m  le a d  to  some u n fo rtu n a te  s i tu a t io n s  

b o th  m  re g a rd s  th© overload  on th e  i n s t r u c to r  and th© q u a l i ty  o f  

in s t ru c t io n *

Another i n te r p r e ta t io n  o f  ta b le  1 i s  shown g ra p h ic a l ly  in  f ig ­

u re  1 , which shows v a r ia t io n s  in  th e  gar c en t overhead w ith  changes 

i n  l e v e ls  fo r  v a ry ing  spans o f  c o n tro l  from one to  te n .  By overhead , 

a g a in , i s  meant the  number o f  the  f a c u l ty  above the  i n s t r u c to r  l e v e l  

as  a per c en t o f  the  t o t a l  fac u lty *  The family o f  cu rves f o r  v a ry in g  

spans o f c o n tro l  in d ic a te  t h a t  th e re  i s  a  marked tendency  o f  th e  p e r 

c en t overhead to  le v e l  o f f  a t  th e  th i r d  le v e l  fo r  spans o f  c o n tro l  

from th re e  to  ten* I t  i s  no ted  a ls o  th a t  th© p a r c en t overhead tends 

to  reach  an alm ost c o n s ta n t f ig u re  a t  low er le v e ls  a s  th e  span o f 

c o n tro l  in c re a se s*  Thus f o r  a span o f  c o n tro l  o f  fo u r ,  th e  per cen t 

overhead i s  tw en ty -fo u r on th e  t h i r d  l e v e l ,  tw e n ty -f iv e  on th e  

fo u r th  l e v e l  and rem ains c lo se  to  tw e n ty -f iv e  t h e r e a f t e r .  For a  span 

o f  c o n tro l  o f  t e n ,  th e  p e r  c en t overhead i s  a p p re c ia b ly  lo w er, about
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ten. a t  th e  second l e v e l ,  e le v en  a t  th e  t h i r d  le v e l  and a lm ost con­

s t a n t  th e re a f te r#  S im ila r ly  f o r  th e  optimum span o f  c o n tro l  o f  

f iv e  th e  p e r c e n t overhead has reached  a lm ost i t s  maximum a t  th e  

t h i r d  l e v e l  and rem ains about tw enty  f o r  h ig h e r  l e v e l s .

One o f  th e  d ed u ctio n s from th e  above i s  t h a t  from abou t th e  

t h i r d  o r  fo u r th  le v e ls  and h ig h e r , th e  per c e n t o f  overhead ten d s  

to  rem ain c o n s ta n t re g a rd le s s  o f  how many le v e ls  a re  added to  th e  

in s t i tu t io n *  However, a s  shown p re v io u s ly , th e  numbers o f  s tu d e n ts  

in c re a s e s  by s e v e ra l  hundred p e r c en t f o r  each le v e l  added*
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Another a n a ly s is  o f  ta b le  1 i s  shown in  f ig u re  2 which p o r tra y s  

g ra p h ic a l ly  the  p a r  c e n t  overhead in  f a c u l ty  fo r  spans o f  c o n tro l  

from two to  f i f t e e n .  The two cu rves in d ic a te  v a lu es  f o r  th e  

second le v e l  and th e  s ix th  l e v e l .  'Hie cu rves f o r  th e  in te rm e d ia te  

l e v e l s ,  th re e  t o  f iv e ,  l i e  between th e  two cu rves shown in  f ig u re  2 .

I t  i s  a p p aren t th a t  f o r  a span o f c o n tro l  o f  f iv e  th e  overhead 

on th e  second le v e l  i s  about seven teen  and on th e  s ix th  le v e l  i s  

tw enty  w ith  th e  in te rv e n in g  curves o f  the  fam ily  ly in g  c lo s e r  to  th e  

s ix th  le v e l  curve th an  th e  second le v e l  c u rv e .

The fam ily  o f cu rves appears t o  approach some minimum value  

i n  th e  neighborhood o f  f iv e  p e r  cen t a t  spans o f c o n tro l  above

f i f t e e n .  However, f o r  spans o f  c o n tro l  betw een f iv e  and te n ,  th e

p e r c en t overhead d e c re a se s  a t  a  f a i r l y  c o n s ta n t b u t s l i g h t l y  de­

c re a s in g  r a t e  w ith  th e  span o f  c o n tr o l .



TABUS 2* RESULTANT SIZE OF CLASSES BASED ON 12.5 STUDENTS PER FACULTY MEMBER.

a Level Span o f Control
1 2 3 ii r 6 7 —g - 9 10

A w 1 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5
C 1 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5 12.5

TS 2 25.0 36.0 5o.o 63.O 75.0 8 8.0 100.0 113.0 125.0 138.0
C 2 25.0 18.8 16.7 15.8 15.0 l i t .6 l i i .3 l i t . l 13.9 13.8

T*Ci. w 3 33.0 88.0 163.0 263.0 368.0 538.0
c 3 37.5 21.9 18.0 l6 .it 1S.5 l i t . 9

TS L 5o.o 500.0 1, 950.0
C ii 5o.o 18.5 15.6

TS 5 63.0 386.0 1,510.0 It,260.0 9, 750.0 19,10.0.0 35,000.0 92, 200.0
C 5 62.5 2It.O 18.7 16.7 15.6 15.0 l!t.6 13.9

TS 6 75.0 787.0 ii,550.0 17,050.0 lt8,700.0 116,700.0
C 6 75.0 2Ji.6 18.8 16.7 15.6 15.0

a TS i s  t o t a l  number o f s tu d en ts .
~  C i s  size  of c la s s e s , based on r a t io  o f IS to  in s tru c to rs  in  low est le v e l .



Table 2 shows th e  s iz e  o f  c la s s e s  f o r  spans o f c o n tro l  from 

one to  te n  and le v e ls  one to  six*  The s tu d e n t body i s  a r r iv e d  a t  

by ta k in g  the  n a t io n a l  average o f about 121 s tu d e n ts  p e r f a c u l ty  

member* The s iz e  o f  c la s s e s  i s  t h i s  p roduct d iv id e d  by th e  number 

o f  i n s t r u c to r s  on th e  low est le v e l#  For example in  ta b le  2,  w ith  a  

span o f  c o n tro l  o f  f iv e  and th re e  l e v e l s ,  th e re  would be th irty -o n ®  

f a c u l ty  members (see  ta b le  l ) j  th e se  shou ld  su p e rv ise  a  s tu d e n t body 

o f  31 tim es 12d o r  388 (see  ta b le  2)* However, th e re  would b© on ly  

25 in s t r u c to r s  in  t h i s  group to  te a c h  th e  388 s tu d e n ts  o r an average 

o f  15*5 s tu d e n ts  p e r c la ss*  S im ila r ly  f o r  a  span o f  c o n tro l  o f s ix  

and f iv e  l e v e l s ,  th e re  would r e s u l t  19,iilG s tu d e n ts  w ith  average 

c la s s e s  o f  15.0*

In  th e  above d is c u s s io n , i t  i s  assumed f o r  purposes o f s im p li­

c i ty  th a t  s tu d e n ts  arid in s t r u c to r s  a l l  c a rry  the  same number o f  

c la s s  h o u rs , th u s  making th e  same number a p p lic a b le  to  bo th  s iz e s  

o f  c la s s e s  and s tu d e n t- in s t r u c to r  r a t io s *  The same assum ption  i s  

con tinued  in  subsequent d isc u ss io n s*  In  a c tu a l  p r a c t ic e ,  however, 

in s t r u c to r s  may c a r ry  an average lo a d  o f  tw elve sem ester h ou rs, w hile  

th e  s tu d e n ts  c a r ry  an e s tim a te d  average o f  e ig h teen*  I b i s  d if fe re n c e  

i n  lo ad s  would in c re a se  th e  s iz e s  o f  the  c la s s e s  g iven  in  th e  ta b le s  

and c h a r ts  by 50$ . However, th e  b a s ic  c o n s id e ra tio n s  would be propor­

t io n a te  and a re  more r e a d i ly  comparable to  p u b lish ed  s t a t i s t i c a l  d a ta  

on s tu d e n t—in s t r u c to r  ra t io s *
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The d a ta  from ta b le  2 i s  shorn* g ra p h ic a l ly  i n  f ig u re  3* R efe rr­

ing  to  f ig u re  3 , th e  s iz e  o f  th e  c la s s  f o r  a  span of c o n tro l  o f s ix ,  

and s ix  l e v e l s ,  would be about 15* S im ila r ly  f o r  a  span o f  c o n tro l  

o f f o u r ,  b u t two l e v e l s ,  th e  s iz e  o f th e  c la s s  would be 15*8*

Hie fam ily  o f  cu rves between th e  second and the  s ix th  le v e l  

a re  bunched tow ard th e  f i f t h  and s ix th  l e v e l s ,  th e r e  being v e ry  l i t t l e  

d if fe re n c e  i n  th e  s iz e s  o f  th e  c la s s e s  as  th e  number o f le v e ls  i s  

in c re a s e d  beyond th ree#

from th e  shape o f  th e  curves, i t  would appear th a t  a s  th e  span 

o f  c o n tro l  in c re a s e s  t h a t  th e  s iz e  o f  th e  c la s s e s  would approach 

some Biiniiauia l im it  o f about 13 s tu d e n ts  per c la s s  w ith in  any re a so n ­

a b le  span o f  co n tro l#  P robably  i t  could  be shown th e o r e t i c a l ly  t h a t  

th e  l im it  i s  12'| s tu d e n ts  p e r  c la s s  b u t would be reached  o n ly  a fte r  

an im possib ly  la rg e  span o f  c o n tro l#
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SuBBBarizing th e  fo reg o in g  d a ta ,  i t  i s  a p p aren t t h a t  vfail© 

th e  su p e rv is io n  o f in s t r u c t io n  ami o f th e  i n s t r u c to r s  may be more 

e f f e c t iv e  w ith  spans o f  c o n tro l  i n  th e  neighborhood o f  f i v e ,  t h a t  

th e  p e r cen t overhead i s  r e l a t i v e l y  h igh  b u t i s  d e c rea s in g  m arkedly 

a s  th e  span o f  c o n tro l  approached te n  ( f ig u re  2 ) ,  On the  o th e r  hand, 

th e  s iz e  o f  c la s s e s  f o r  a  span o f  c o n tro l  o f  f iv e  has d ecrea sed  from 

I 5 i  to  15 and d e c rea se s  o n ly  slow ly  a s  th e  span o f  c o n tro l  in c re a s e s  

t h e r e a f t e r  ( f ig u re  3)* S im ila r ly  f o r  spans o f  c o n tro l  below f i v e ,  

th e  s iz e  o f  c la s s e s  in c re a s e s  s h a rp ly , p a r tic u la r ly  f o r  spans o f 

c o n tro l  o f two ( f ig u re  3 )• The range o f p e r c en t overhead f o r  th e  

v a rio u s  le v e ls  i s  com parative ly  sm all f o r  spans o f  c o n tro l  above 

f i v e ,  be ing  16*7 f o r  two le v e ls  and 20 fo r  s ix  a t  a  span o f  c o n tro l  

o f  f iv e  and 6*25 p e r c e n t ,  6 .7  p e r c en t a t  a  span o f  c o n tro l  o f  15 •



75

An a n a ly s is  o f  the  n a tio n a l  t o t a l s  o f  1,768 c o lle g e s  and 

ur& v e rs  i  t i e  shows an average r a t i o  o f  s tu d e n ts  p e r  s t a f f  and 

f a c u l ty  members o f 12,3* and an average s t a f f  and f a c u l ty  o f  566 p e r 

in s t i tu t io n *  The a d m in is tra t iv e  s t a f f  averages abou t o n e -e ig h t o f 

th e  s t a f f  and fa c u lty *  This g iv es  a r a t i o  o f  about 16 s tu d e n ts  p e r 

in s t r u c t io n a l  f a c u l ty  member* Applying th e se  averages to  f ig u re  3,  

i t  i s  ap p aren t t h a t  th e  average c la s s  s i s e  o f  16 would f i t  a lm ost 

e x a c tly  a  span o f c o n tro l  o f  f i v e ,  t h a t  i s ,  c la s s e s  o f  15 on th e  

second l e v e l ,  and 15*6 from th e  fo u r th  le v e ls  arid h ig h e r .

Of co u rse , p r a c t ic a l  d a ta  a p p lic a b le  to  f ig u re s  1 and 2 concern­

ing  p e r cen t overhead, a re  n o t d i r e c t l y  a p p lic a b le  to  th e  n a tio n a l  

averages c i t e d  above, because o f th e  p ra c t ic e  o f departm ent lie ads 

and deans to  c a r ry  some o f  th e  in s t r u c t io n a l  loads them selves and to  

d e le g a te  a  c e r ta in  p o r tio n  o f  t h e i r  su p e rv iso ry  d u tie s  to  t h e i r  

in s t ru c to r s *

S t a t i s t i c s  o f h ig h er E ducation  1<?U5~U6 » B ien n ia l Survey o f  
E ducation in  th e  U* S♦ (W ashington* D* C .i F edera l S e c u rity  Agency, 
U. S . O ffice  o f E ducation , Government P r in tin g  O ff ic e , 15If?), pp h2,  
50,  and 58 .
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SOME ACTUAL TRENDS*

Spans o f  c o n tro l  v a ry  w ide ly  between i n s t i t u t i o n s  o f h ig h e r  edi>- 

e a t io n  and may change rap id ly  from tim e to  tim e in  any s p e c i f ic  

c o lle g e  o r  u n iv e rs ity *  T yp ical spans o f c o n tro l  a re  d i f f i c u l t  to  

determ ine and d e fin e  because o f t h i s  d if fe re n c e  between many o f  our 

le a d in g  u n iv e r s i t ie s *  An average span o f  c o n tro l  would be r e a d i ly  

determined f o r  any le v e l  o f  r e s p o n s ib i l i ty  in  a  number o f repre­

s e n ta t iv e  in s t itu t io n s*  however th e  s ta n d a rd  d e v ia tio n  from t h a t  

average would be la rg e*

V arious n a t io n a l  p u b lic a t io n s  g ive  r a t i o s  o f  le a d e r  to  immediate 

su b o rd in a tes*  which approach th e  im p lic a tio n s  o f spans o f  c o n tro l*  For 

exam ple, o f  th e  1 ,768 i n s t i t u t i o n s  o f  h ig h e r ed u ca tio n  i n  191*6 ,  some

136,000 s t a f f  members were employed on a f u l l  tim e equ iv a len cy  b asis*

I t  m ight be s a id  th a t  th e  head o f  th e  average i n s t i t u t i o n  c o n tro ls  o f  

a  s t a f f  o f 11 members* However, th e  number o f  s t a f f  members p e r i n s t i ­

t u t i o n  v a r ie s  w ith in  v e ry  wide l im its *  In  u n iv e r s i t i e s ,  c o lle g e s  and 

p ro fe s s io n a l  sc h o o ls , th e  165 p u b lic ly  c o n tro l le d  i n s t i t u t i o n s  had a 

t o t a l  s t a f f  o f  5U,800,  o r an  average o f  3, 320.  On the  o th e r  hand the 

866 p r iv a te ly  c o n tro l le d  i n s t i t u t i o n s  had a t o t a l  s t a f f  o f 61*500, o r  

an average o f 69 h» The 217 te a c h e rs  * c o lle g e s  and norm al schoo ls had 

a  t o t a l  s t a f f  o f 9, 500,  an average o f 1J** The 36 p r iv a te ly  c o n tro l le d  

te a c h e r s 1 c o lle g e s  had a t o t a l  s t a f f  o f  709, an average o f about 20*

The 2'.;.2 p u b lic ly  c o n tro l le d  ju n io r  c o lle g e s  and the  222 p r iv a te ly  

c o n tro l le d  ju n io r  c o lle g e s  each had an average s t a f f  o f  about 20*

I t  would n o t be to o  d i f f ic u l t -  to  f in d  among our g ian t i n s t i t u t i o n s  

o f  h ig h e r e d u ca tio n  such as th e  d a t e  U n iversity  system o f C a li fo rn ia ,  

th e  U n iv e rs ity  o f  M innesota and o th e r s ,  a  s t a f f  and f a c u l ty  runn ing  in to
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3,000 and m ore• ̂  At th e  o p p o site  extrem e cou ld  be c i t e d  c e r t a in  sm all

c o lle g e s  having s t a f f  and f a c u l ty  w e ll  under 20,  such as  Brandeis

U n iv e rs ity  a t  ' a lthan j, M assach u se tts , e s ta b l is h e d  i n  181*9 w ith  a  f a c u l ty
* c"o f  9 and a  s tu d e n t body o f  135

The above averages in d ic a te  l i t t l e ,  o th e r  th a n  th a t  some i n s t i t u ­

t io n s  a re  l a r g e r  th a n  o th e rs  and some p re s id e n ts  have la r g e r  p e rso n n e l 

problem s th an  o th e rs#  To determ ine spans o f  c o n tro l ,  i t  i s  n e c e ssa ry  

to  examine o rg a n is a t io n a l  patterns i n  d e t a i l ,  to  s tu d y  g roup ings o f  

p e rso n n e l on d i f f e r e n t  l e v e l s  o f  r e s p o n s ib i l i ty  and i n  th e  many a re a s  

o f  competence# -That i s ,  th e  above s t a f f  and f a c u l ty  must be s e p a ra te d  

in to  s t a f f  groups and f a c u l ty  .groups* The f a c u l ty  in  tu rn  must be 

se p a ra te d  in to  s t a f f  groups o f  classroom  i n s t r u c t o r s ,  departm ent heads, 

c o lle g e  deans and d iv is io n  chairm en, w ith  perhaps a  dean o f  th e  f a c u l ty  

i n  over a l l  sup erv isio n *  Then th e  span o f c o n tro l  e x e rc is e d  by th e  

v a rio u s  departm ent heads and deans would have s p e c i f ic  s ig n i f ic a n c e •

A span o f  c o n tro l  more e a s i l y  understood  and more r e a d i ly  o b ta in a b le  

i s  ro ugh ly  ex p la in ed  by  th e  r a t i o  o f s tu d e n ts  p e r i n s t r u c t o r .  Using 

n a tio n a l  t o t a l s ,  i f  th e  136,000 f a c u l ty  members te a c h  1 ,677 ,000  s tu d e n ts  

th e  average span o f  c o n tro l  o f  th e  i n s t r u c to r  i s  about 12# This r a t i o  

o r  span o f  c o n tro l  i s  repeated i n  a  s u rp r is in g ly  la rg e  number o f  in ­

s ta n c e s , taken  from d i f f e r e n t  i n s t i t u t i o n a l  groupings by geographic 

a re a s  and academic s u b je c ts  o r  f ie ld ® .

^ John K ieran , In fo rm ation  Pleas© Almanac (Mew Yorks F a r r a r ,
S tra u s  & Go*, 19k9 )» p . ' £82.

5 Ib id , p . 255.
6 » S ta t is t ic ®  o f Land—-iran t College® and 

U n iv e r s i t ie s * Year Ended Jnne' lQ* TffilB, B u l le t in  f f '(W a sh in g to n . D, C#)
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O ther spans o f  c o n tr o l ,  taken  from C irc u la r  256,  U. S. O ffice  o f  Educa^ 

t io n  o f  in s t r u c to r  over s tu d e n t, a re  11*2 f o r  p u b lic  and 12*8 f o r  p r i ­

v a te  s e n io r  c o lle g e s  and u n iv e r s i t i e s !  p u b lic  norm al sch o o ls  y ie ld  11*6, 

th e  p r iv a te ly  c o n tro l le d ,  12 *U* The ju n io r  c o lle g e s  show c la s s e s  o f 

22*6 in  p u b lic ly  c o n tro l le d  i n s t i t u t i o n s  compared to  1 0 .1  i n  p r iv a te ly  

c o n tro l le d  c o lleg es*  The p u b lic ly  c o n tro l le d  ju n io r  c o lle g e s  appear 

to  d i f f e r  g r e a t ly  from th e  o th e r  groups o f  i n s t i t u t i o n s ,  (see  ta b le  3 ) .

A f u r th e r  summary o f  p r a c t ic e s  i n  o rg a n is a tio n  and spans o f  c o n tro l

was developed f o r  a c c re d i te d  i n s t i t u t i o n s  o f  advanced e d u ca tio n  having 

enrollm ent©  above f iv e  thousand* These i n s t i t u t i o n s  numbered about 8? , 

in c lu d in g  33 o f  th e  52 w hite  la n d -g ra n t c o lle g e s  and $6 o f  th e  college®  

and u n iv e r s i t i e s  n o t re c e iv in g  la n d -g ra n t  b e n e f its*

Table h shows th a t  th e  r a t i o  o f  s tu d e n t to  i n s t r u c t o r  fo r  la n d -  

g ra n t c o lle g e s  i s  abou t 13*7 and f o r  non la n d -g ra n t  c o lle g e s  i s  abou t 

13*1 * Of the  non la n d -g ra n t,  however, th e re  i s  a  wide v a r ia t io n  in  

t h i s  r a t i o  f o r  c e r t a in  ty p es  o f  i n s t i t u t i o n s ,  th e  h ig h e s t be ing  a t  

Southern  M ethodist w ith  a  r a t i o  o f  28*2 s tu d e n ts  per f a c u l ty  member*

'The C a th o lic  i n s t i t u t i o n s  y ie ld  a  r a t i o  o f  23*8 . The S ta te  c o n tro l le d  

i n s t i t u t i o n s  show 19*3 and th e  p r iv a te  i n s t i t u t i o n s  being  low est w ith

10. 9* The average f o r  a l l  i s  13*1 as  s ta te d  above.
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TABLE 3 . CONTROL AMD PERSONNEL IN THREE MAJOR GROUPS OF INSTITUTIONS*

I n s t i t u t i o n a l  Group 
and Type o f  C ontro l

Number o f 
I n s t i t u t i o n s S ta f f Enrolliaenl

U n iv e rs i t ie s ,  C o lleges and 
P ro fe ss io n a l Schools

1,051 116,280 1,1*00,583

Public  C on tro l 
P riv a te  C on tro l

165
886

Sit, 623 
61,1*57

613,193
787,390

Teachers C o lleges and 
Normal Schools

253 10,257 119,812

P ub lic  C on tro l 
P r iv a te  C on tro l

217
36

9,51*8 
70 9

110,970
8,81*2

Ju n io r  C o lleges 1*61* 9,1*95 156,1*56

P ub lic  C on tro l 
P r iv a te  C ontro l

21*2
222

1*,852
1*,61*3

109, 61*0
1*6,816

T o ta ls 1,768 136,032 1,676,851

T o ta l P ub lic  C on tro l 
T o ta l P r iv a te  C on tro l

621*
1, 11*1*

69.223
66,809

833,803
81*3,01*8
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Sim ilarly the ra tio  of facu lty  members per department i s  11.9 

fo r the land-grant colleges and 13*5 fo r the non land-grant in s ti­

tutions*

Another ra tio  indicating a span of control i s  obtained by dividing 

the to ta l number of departments by the to ta l number of schools or col­

leges* th is  ra tio  y ields U*U departments per college in  the land-grant 

in s titu tio n s  and 5*1 in  the non land-grant in s titu tio n s . Because o f 

the complex organisations In  the larg er u n iv ersities, not read ily  

susceptible to  enumeration or evaluation these ra tio s  of departments 

per college are subject to  serious question* For the medium sized 

colleges, where the upper level organization Is  usually read ily  avail­

ab le, th is  ra tio  of about 1.1 to  5*1 shoes a wide v aria tio n , the 

lowest calculated being 1*8 a t the S tate University of Iowa with an 

enrollment of around 10,000, and the highest being 11*3 a t Miami 

University in  Oxford, Ohio* I t  is  assumed in  th is  la s t  case th a t 

interm ediate levels probably obtain between the college deans and 

the department heads*
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TABLE 1*. STATISTICAL DATA ON ACCREDITED COLLEGES AND UNIVERSITIES
WITH ENROLLMENTS OVER 5,000

Land-Qrant Non Land-Grant

In stitu tio n s 33 56

Students 378,000 5U1.000

Faculty 27,700 35,700

Departments (Estimated) 1,800 3,300

Schools or Colleges liOO 61*0
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2 . SPANS OF CO TOBOL AT SELECTED INSTITUTIONS OF HIGHER EDUCATION

The s p e c i f ic  a p p lic a t io n s  o f spans o f  c o n tro l  re q u ire  a study  o f 

th e  o rg a n is a t io n a l  p a t te rn s  and p r in c ip le s  o f p a r t i c u la r  i n s t i t u t i o n s  

o f  h ig h e r education*  The i n s t i t u t i o n s  s e le c te d  were chosen because o f  

t h e i r  a v a i l a b i l i t y  and as be ing  ty p ic a l  o f  th e  k ind  o f  f i e l d  o r  a re a  

covered . For exam ple, the  U n iv e rs ity  o f  Maryland was chosen a s  be ing  

a ty p ic a l  S ta te  supported  Land-Grant u n iv e r s i ty .  The G eorgia I n s t i t u t e  

o f Technology a t  A tla n ta  was chosen because o f i t s  r e l a t i v e ly  h igh  

s ta n d in g  in  th e  f i e l d  o f  technology* W ashington C ollege a t  C h es te r-  

town, Maryland i s  a good example o f a r a th e r  sm all b u t r e p re s e n ta t iv e  

i n s t i t u t i o n  whose h i s to r y  runs back to  c o lo n ia l  t im e s . The S ta te  

T eachers1 C ollege a t  F ro s tb u rg , Maryland se rv es  an a g r i c u l tu r a l  and 

m ining community in  a s p a rs e ly  p o p u la ted  and mountainous re g io n  on th e  

E as te rn  Seaboard• A number o f se rv ic e  sch o o ls  p e r ta in in g  to  th e  Armed 

F orces were in c lu d ed  in  th e  s tu d y  because o f  th e  more d e f in i te  inform a­

t io n  a v a ila b le  from an o rg a n iz a tio n a l  view p o in t and because o f th e  

w r i t e r ’s experience  w ith  such e d u c a tio n a l i n s t i t u t i o n s .

The o rg a n iz a tio n a l  p a t te rn s  o f th e se  i n s t i t u t i o n s  i s  compared to  

th e  n a tio n a l  modes i n  spans o f c o n tro l  developed in  s e c t io n  1 o f  t h i s  

c h a p te r , to  th e  o rg a n iz a tio n a l  p r in c ip le s  developed i n  C hapter I I ,  and 

c e r t a in  co n c lu sio n s  a re  p re sen te d  w ith  r e s p e c t  to  th e  le a d e rs h ip  a t  th e  

i n s t i t u t i o n s  s tu d ie d  as compared to  th e  le a d e rs h ip  p r in c ip le s  developed 

in  s e c t io n  3 o f  C hapter I I .  In  s e c t io n  3 o f t h i s  c h a p te r  i s  p re sen te d  

a proposed a p p lic a t io n  o f th e  o rg a n iz a tio n a l  p r in c ip le s  to  one o f  the  

ty p ic a l  i n s t i t u t i o n s  s tu d ie d .
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7
1 .  THE COMMAND AMD GENERAL STAFF COLLEGE, FORT LEAVENWORTH, KANSAS

Of th e  v a rio u s  se rv ic e  schoo ls o f the  Armed Forces comparable to  

i n s t i t u t i o n s  o f  h ig h e r e d u c a tio n , p robab ly  th e  b e s t  example i s  th e  

Command and G eneral S ta f f  C ollege a t F o rt Leavenworth, Kansas* I t  i s  

one o f  our o ld e s t  s e rv ic e  sch o o ls  and i t s  h is to r y  i s  w e ll documented 

in  r e a d i ly  a v a ila b le  p u b lic a tio n s*  I t s  c u r r ic u la  and o b je c tiv e s  have 

rem ained rea so n a b ly  unchanged th roughout the  y ea rs  ex cep t as develop­

ments i n  arms and weapons have p re sc r ib e d  corresponding changes in  th e  

t a c t i c s  and techn ique  o f  warfare*

C u rre n tly  th e  Command and G eneral S t a f f  C ollege p re s e n ts  a  n ine  

months cou rse  each y e a r  fo r  about $00 o f f i c e r s  o f  average age 30, and 

rank  o f  major* The course  i s  comparable to  upper le v e l  undergraduate  

s tu d y  b u t w ith  c e r t a in  s p e c ia l is e d  s u b je c ts  on the  h ig h e r g raduate  

l e v e l s .  The course  i s  prescribed b u t p e rm its  e le c t iv e s  du ring  two o f 

th e  n ine  months, du ring  which th e  c la s s  i s  grouped in to  fo u r  s e c t io n s ,  

devoted  to  in s t r u c t io n  in  p e rso n n el a d m in is tr a t io n , in  in te l l ig e n c e ,  

in  p lans and o p e ra tio n s , o r i n  lo g is t i c s *

The background and e d u c a tio n a l ex p erien ce  o f  the  s tu d e n ts  va ry  

widely* About hSO a re  United S ta te s  o f f i c e r s  re p re s e n tin g  a l l  o f  th e  

v a rio u s  arms and s e rv ic e s  o f  th e  Army, exchange s tu d e n ts  from th e  Navy 

and A ir F o rces , and a few o f f ic e r s  from the  Reserve components. About 

te n  per c e n t o f the  s tu d e n t body a re  o f f i c e r s  from fo re ig n  a rm ies , 

re p re s e n tin g  some tw enty  c o u n tr ie s ,  and a re  e s p e c ia l ly  s e le c te d

' P e rsona l v i s i t s  by a u th o r , and conferences*
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because o f t h e i r  p ro fe s s io n a l  and academic a tta in m e n ts .

The f a c u l ty  in c lu d e  about 150 in s t r u c to r s  who p re s e n t th e  v a rio u s  

s u b je c ts  o f  th e  c u rricu lu m . They a re  a ss ig n e d  to  the  f iv e  schoo ls o f  

th e  c o l le g e | th a t  i s ,  th e  g en era l course  sc h o o l, the  p e rso n n e l sch o o l, 

th e  in te l l ig e n c e  sc h o o l, the  p lan s and o p e ra tio n  sch o o l, and th e  

l o g i s t i c s  sc h o o l. They a re  s e le c te d  from th e  g rad u a tin g  c la s s e s  fo r  

th re e  a d d it io n a l  y ea rs  a t  th e  Command and G eneral S ta f f  C o lleg e . In  

a d d it io n  to  t h e i r  c la s s  room in s t r u c t io n a l  lo a d s , th e  f a c u l ty  members 

a re  expec ted  to  p a r t i c ip a te  i n  re s e a rc h  p r o je c ts ,  to  a s s i s t  i n  s p e c ia l  

i n s t r u c t io n ,  to  p rep a re  a r t i c l e s  f o r  p u b lic a t io n  i n  se rv ic e  p e r io d ic a ls  

and to  a t te n d  p re p a ra to ry  cou rses in  speech and classroom  te c h n iq u e s . 

During th e  summer m onths, most o f  th e  in s t r u c to r s  a re  o rdered  to  p a r t i ­

c ip a te  in  f i e l d  maneuvers o r to  a tten d an ce  a t  r e f r e s h e r  and o b serv er 

co u rses a t  o th e r  schools*

The o rg a n iz a tio n  o f  th e  a c t i v i t i e s  a t  th e  P ost o f  F o rt Leavenworth 

i s  r e l a t i v e ly  s im p le . The Commandant i s  in  over a l l  command o f  th e  Com­

mand and G eneral S ta f f  C o lleg e , o f  th e  Post a c t i v i t i e s ,  o f  the  U* S . 

D is c ip lin a ry  B arrack s , and c o o rd in a tin g  a d v is e r  to  th e  s e rv ic e  schoo ls 

th roughou t th e  U nited S ta te s  on trie n ex t low er l e v e l .  These low er 

l e v e l  sch o o ls  a re  th e  h ig h e s t l e v e l  schoo ls f o r  th e  v a rio u s  arms and 

s e rv ic e s ,  such a s  th e  I n f a n t r y  School a t  F o rt Hanning, G eorg ia , th e  

F ie ld  A r t i l l e r y  School a t  F o rt S i l l ,  Oklahoma, and. th e  many o th e r s .

The span o f  c o n tro l  o f  th e  Commandant i s  th u s  th r e e ,  w ith  an a s s i s t a n t  

to  c o o rd in a te  th e  in s t r u c t io n  a t  th e  o th e r  b ranch  s e rv ic e  sc h o o ls .

The A s s is ta n t  Commandant i s  re sp o n s ib le  to  th e  Commandant and ex­

e r c is e s  d i r e c t  c o n tro l  and su p e rv is io n  over th e  Command and G eneral
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S ta f f  College# His span o f  c o n tro l  i s  f i v e ,  w ith  a d i r e c to r  i n  charge 

o f each  o f the  f iv e  su b d iv is io n s  o r schools#

The f iv e  schoo l d i r e c to r s  f o r  th e  g e n e ra l course  and fo r  th e  

p e rso n n e l, i n te l l ig e n c e ,  o p e ra tio n  and t r a in in g ,  and l o g i s t i c s  c o u rse s , 

each have a s p e c i f ic  r e s p o n s ib i l i ty  f o r  th e  te n  weeks s p e c ia liz e d  in s t r u c ­

t io n ,  and a s s i s t  w ith  th e  cou rses p e r ta in in g  to  t h e i r  f i e l d ,  p resen te d  

du rin g  th e  seven months o f  common in s tru c tio n #

The o rg a n iz a tio n  o f  the  f iv e  sch o o ls  i s  f a i r l y  uni fo ra#  Each 

schoo l d i r e c to r  has approx im ate ly  t h i r t y  i n s t r u c t o r s ,  grouped in to  

f iv e  d ep artm en ts , each departm ent under a departm ent c h ie f  w ith  an 

average o f  f iv e  i n s t r u c to r s  under him#

The r a t i o  o f  s tu d e n ts  to  f a c u l ty  members i s  approxim ately 5 , t h a t  

i s  500 s tu d e n ts  and rough ly  100 classroom  in s tru c to r s *  This d e ta i le d  

d e c e n tr a l iz a t io n  o f  s tu d e n ts  to  s p e c i f ic  in s t r u c to r s  i s  seldom u t i l i z e d  

p r a c t i c a l l y .  The s tu d e n ts  h a b i tu a l ly  a tte n d  c la s s e s  in  groups o f  about 

t h i r t y  o r f o r ty  du ring  th e  in tro d u c to ry  phases o f  th e  v a rio u s  su b je c t  

p re se n ta tio n s#  For sem inar d is c u s s io n s , map maneuvers and s t a f f  p r a c t ic e ,  

i n s t r u c to r s  a re  made a v a i la b le  in  th e  r a t i o  o f  about 1 i n s t r u c to r  to  

5 s tu d e n ts .

S tu d en ts  a re  assigned  to  f a c u l ty  a d v iso rs  fo r  b r i e f in g ,  o r ie n ta ­

t io n  and f o r  s p e c ia l  i n s t r u c t io n .  Each f a c u l ty  a d v iso r  has a ss ig n ed  

to  him an average o f  f iv e  s tu d e n ts  f o r  se v e ra l  months a t  a  time*

The s im p lic i ty  o f t h i s  o rg a n is a t io n a l  p a t t e r n ,  th e  use o f  uniform  

spans o f  c o n tro l  o f 5 a t  th e  d i f f e r e n t  l e v e l s ,  th e  uniform  o r ie n ta t io n  

and t r a in in g  o f  the  in s t r u c to r s  in  schoo l p o l ic ie s  and classroom  tech n i­

ques, and th e  read y  access  o f f iv e  s tu d e n ts  to  a designated f a c u l ty
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a d v is o r , a l l  promote th e  r a p id  in te g r a t io n  o f  th e  s tu d e n ts  in to  th e  

c o lle g e  program . These o rg a n iz a tio n a l  p a t te rn s  and c o n tro l  d ev ices  

f a c i l i t a t e  d is c u s s io n s  between s tu d e n ts ,  and w ith  f a c u l ty  members,  and

promote th e  f r e e  exchange o f  in fo rm a tio n  and e x p e rien ces  among s tu d e n ts ,  

and w ith  f a c u l ty  members. Perhaps e q u a lly  im p o rtan t i s  th e  f l e x i b i l i t y  

'a ch iev e d  by  t h i s  d e c e n tr a l iz a t io n  to  pe rm it changes in  th e  c u r r ic u la  

and course c o n te n t to  meet new developm ents in  weapons and war te c h n i­

q ues. For exam ple, du ring  th e  war y e a r s ,  the  s u rp r is e  development o f  

more pow erful weapons, o f  more e f f i c i e n t  a i r c r a f t  and th e  s u rp r is e  

r e le a s e  o f  th e  Atom Bomb were in te g ra te d  r e a d i ly  in to  th e  in s t r u c t io n a l  

program a t  a  tim e when th e  urgency o f  th e  t r a in in g  m ission  would n o t 

pe rm it any re c e s s  between th e  end o f  one sem ester and th e  beg inn ing  

o f th e  n e x t.
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2 . TIE UNITED STATES MILITARY ACADEMY, WEST POINT, HEW YORK®* 9

The se rv ic e  schoo l most comparable to  th e  o ld e r  medium-sized c o l­

leg e  i s  perhaps the  U nited S ta te s  M ilita ry  Academy a t  West P o in t, New 

York* I t  was rounded in  1802 and has grown y e a r ly  in  the  s ic e  o f 

s tu d e n t body arid f a c u l ty  i n  d i r e c t  proportion to  the p o p u la tio n  in c re a s e  

i n  the  U nited S ta te s*  I t s  s tu d e n t body i s  s e le c te d  fro© a l l  S ta te s  o f  

th e  Union and in  p ro p o rtio n  to  th e  number o f  Congressmen f ro  a  each S ta te*

The cou rses fo llo w  a f ix e d  cu rricu lum  excep t fo r  minor e le c t iv e s  

i n  Language* The fo u r y ea r p re sc r ib e d  course  le a d s  to  th e  degree o f 

Bachelor o f Science* Some em phasis i s  p laced  on p h y s ic a l t r a in in g  and 

on f i e l d  and laboratory work in  connec tion  w ith  m i l i ta r y  s p e c ia l t i e s  

o f th e  Armed Forces* However, th e se  s u b je c ts  a re  covered du ring  tim es 

when th e  s tu d e n t o f  th e  average l i b e r a l  a r t s  c o lle g e  would be away from 

schoo l on vaca tion*

C u rre n tly  th e  M il ita ry  Academy has some 2,300 s tu d e n ts  under th e  

in s t r u c t io n  and guidance o f  some 300 in s t r u c to r s ,  a r a t i o  o f  8 to  1 .

Most c la s s e s  o r s e c t io n s  a tte n d  r e c i ta t io n s  in  th e  major s u b je c ts  

each day* C lasses average about te n  c a d e ts , each s e c t io n  under the  

d i r e c t  le a d e r s h ip  o f  an in s t ru c to r*  P r a c t ic a l ly  a l l  c la s s e s  a re  con­

ducted  on th e  in d iv id u a l  r e c i t a t io n  o r group d isc u s s io n  b a s is  w ith  

p e rio d ic  assem b lies o r le c tu r e s  by n a tio n a l a u th o r i t i e s  on th e  v a rio u s  

f i e l d s  covered*

0 * B u l le t in  o f th e  United S ta te s  M il i ta ry  Academy
19U9-5Q ( -e s t "p o in t,r New York, United S ta te s  M il i ta ry  Academy Press,19U 9) *

^  _______________,  O f f ic ia l  R e g is te r  o f  the  O ff ic e rs  and Cadets*
U nited S ta te s  M ilitary  Academy (west P o in t, New York, A* G* P rinting  
O ffic e , 19l*9).



89

•The c a d e ts  a re  housed in  b a rra ck s  type d o rm ito r ie s . T heir a c t iv i ­

t i e s ,  bo th  i n  and o u t o f c la s s e s ,  a re  c lo s e ly  p re sc r ib e d  and su p e rv ised  

fo r  th e  tw e n ty -fo u r hours o f  each day* They have about t h i r t y  days 

leav e  o f absence each year*

The a d m in is tra t iv e  and housekeeping requirements o f  th e  m il i ta r y  

Academy a re  se p a ra te  and d i s t i n c t  from th e  academic program* The 

a t h l e t i c  and p h y s ic a l tra in in g  a c t i v i t i e s  fo llo w  a r a th e r  com plete 

p re sc r ib e d  cu rricu lum  as do th e  m iscellaneous r e c r e a t io n a l  p ro jects  

f o r  the  S a tu rday  a fte rn o o n  arid Sunday p e r io d s .

O rgan ization ally , g e n e ra l c o n tro l  arid r e s p o n s ib i l i ty  f o r  tire 

M il ita ry  Academy r e s t  in  i t s  S uperin tendent*  His immediate re sp o n s ib le  

su b o rd in a te s  in c lu d e  th e  Dean o f  th e  Academic Board fo r  th e  academic 

c o u rse s , the  Commandant o f Cadets f o r  d i s c ip l in e  and f i e l d  t r a in in g ,  

and the Post Commander f o r  the  housekeeping a id  adm inistrative a re a s  

includ ing ' the Post H o s p ita l .  The Superintendent's span o f  c o n tro l  i s  

th u s  seen  to  be about th r e e ,  b u t w ith  a number o f  minor b u t im portan t 

a c t i v i t i e s  u s u a lly  governed under h is  immediate superv ision*

The Dean o f the  Academic Board i s  re sp o n s ib le  for  the academic 

i n s t r u c t io n a l  program . This in s tr u c tio n a l program i s  conducted by 

tw elve department heads so grouped as  to  g ive  the Dean o f the Academic 

Board s ix  m ajor departm ent heads and a  m isce llaneous group o f s ix  

departments having sm all r e s p o n s ib ili ty  fo r  i n s t r u c t io n .  Each o f  th e  

s ix  m ajor department heads c o n tro l  an average o f  fo u r  in s tr u c tio n a l  

groups, each group averag ing  about s ix  in s t ru c to r s *  The s iz e s  o f  the 

departm ents and o f th e  in s tr u c tio n a l groups v a ry  w ide ly  w ith  th e  empha­

s i s  p laced  on the s u b je c ts  ta u g h t. The la r g e s t  departments a re  the
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3# THE AIR UNIVERSITY, FIAXVvBLL AIR FORCE BATE, JIBWXCWMEHY, ALAJ3AI.IA10

The A ir U n iv e rs ity  a t  Maxwell F ie ld  n ear Montgomery, Alabama has 

su p e rv is io n  over the  v a r io u s  se rv ic e  sch o o ls  o f  th e  A ir Forces a t  Max­

e l l  F ie ld  a s  u e U  as  a t  o th e r  schoo l cen te rs*  I t s  m iss io n  ia  s im i la r  

to  t h a t  which the  Command and G eneral S ta f f  C ollege a t  Fort Leavenworth, 

Kansas, perform s f o r  the  Army, b u t i s  e n la rg ed  to  in c lu d e  c e r ta in  in s t ru c ­

t io n  more a p p lic a b le  to  lo n g  range s t r a t e g ic  o p e ra t io n s , and to  t r a in in g  

and r e f r e s h e r  course® i n  c e r t a in  s p e c i a l t i e s  p e c u l ia r  to  th e  A ir Forces* 

The A ir U n iversity  i s  q u ite  young, was founded abou t 19 h $ t  b u t has grown 

ra p id ly *  I t  had th e  advantage o f  the  le s so n s  le a rn e d  by th e  o th e r  

se rv ic e  sch o o ls  d u rin g  t h e i r  long  h i s t o r i e s ,  and was guided i n  i t s  

o rg a n is a t io n a l  p a t te rn s  by some o f  th e  le a d in g  e d u c a to rs  and adm inis­

t r a t o r s  from our b e s t  u n iv e r s i t i e s  and c o lle g e s  o f  the country* Many 

o f  th e se  were members o f  th e  Armed Forces a s  p a r t i c ip a n ts  i n  th e  War 

e f fo r t*  I f  t h e i r  adv ice  was fo llow ed , th e  A ir U n iv e rs ity  should  be an 

outstanding example o f  the  u n iv e r s i ty  b e s t  a se tin g  th e  recom mendations 

o f  th e  n a tio n * s  most ta le n te d  educa to rs#

3,0 The A ir U n iv e rs ity  
Book D epartm ent, 3L9©”) •

19l&m$0 (Maxwell A ir  fo rc e  B ase,
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The Air U n iversity  announced 6 ,090 g rad u a tes  du ring  i t s  19i*?~ 

Ii8 sch o o l year# I t s  tw enty»*lx co u rses  o f  vary ing  le n g th s  and wide 

d iv e r s i t y  o f  l e v e ls  o f  i n s t r u c t io n ,  were a ss ig n ed  to  s ix  m ajor 

su b d iv is io n s*  These su b d iv is io n s  and th e  number o f  g rad u a te s  are  

a s  follow©s

A ir War C ollege 96 1

A ir Command and S ta f f  School 332 2

A ir T a c tic a l  School 1 ,726 2

AF S p e c ia l S ta f f  School 1 ,188 7

AF School o f  A v ia tio n  M edicine 2 ,3S2 8

I n s t r u c to r  T ra in ing  Course 396 JS

T o ta ls 6 ,090 26

The S p e c ia l S ta f f  School i s  lo c a te d  a t  C raig  A ir Force B ase, 

Selma, Alabama* th e  A ir T a c tic a l  School i s  a t  Tyndall AFB, Panama 

C ity , F lo rida*  th e  School o f  A v ia tio n  M edicine i s  a t  Randolph APB,

San A ntonio , Texas*

At th e  A ir U n iv e rs ity  ed u ca tio n  and a d m in is tra t io n  a re  sep ar­

a te d  whenever and w herever p o ss ib le  • P a r a l l e l  echelons have 

r e s p o n s i b i l i t i e s  and d u t ie s  which j o r n i t  th e  e d u c a to rs  and in s t ru c ­

tor© to  devote t h e i r  e n t i r e  tim e and a t t e n t io n  to  teach in g , w ith o u t 

concern  f o r  th e  a d m in is tra t iv e  and housekeeping problems*

A Board o f  V i s i to r s ,  composed o f  e le v e n  le a d in g  c i v i l i a n  

e d u c a to rs  and u n iv e r s i ty  adm inistrators o f  th e  U nited S ta te s ,  m eets 

y e a r ly  to  examine in to  th e  s t a t u s ,  p ro g re s s , and changes i n  e d u ca tio n  

a t  th e  Air u n iv e r s i ty ,  and to  make recommendations to  th e  higher  

a u th o r i t i e s  i n  Washington*
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The n ine  members o f  the  F a c u lty  Board meet ev e ry  o th e r  week to  

f l a n  f o r  and d i r e c t  th e  d e ta i le d  G y r a t io n  o f  th e  v a r io u s  e lem ents 

o f  th e  A ir U n iversity*  The members o f  th e  f a c u l ty  Board a re  the  

re s p o n s ib le  heads o f th e  s ix  c o lle g e s ,  sc h o o ls  and co u rses  making 

up th e  A ir U n ivers ity*  The A ir U n iv e rs ity  concerns i t s e l f  w ith  

e d u c a tio n a l p lan s  a t  o th e r  armed fo rc e s  sch o o ls  th rough  th e  ex­

change o f  l i a i s o n  in s t r u c to r s !  i t  p lan s  f o r  th e  e d u ca tio n  o f  A ir 

Forces o f f i c e r s  a t  over 100 c i v i l i a n  u n iv e r s i t i e s !  i t  exam ines 

c r i t i c a l l y  a l l  A ir  Force problem s w ith  a  view  to  c o o rd in a tin g  ©di>- 

c a t io n  w ith  p r a c t i c a l  needs*

The A ir Aar C ollege conducts to p  le v e l  a i r  fo rc e s  in s tr u c tio n  

f o r  about 100 s tu d e n ts  i n  a  n ine  months course each year* L e c tu re s , 

c o n fe re n c e s , and sem inars le a d  th e  n in e  s tu d e n t groups to  coo rd in ­

a te d  s o lu t io n s  to  s p e c i f ic  problem s in  n ine a re a s ,  p ro g re s s iv e ly  

more d i f f i c u l t *  Seven in s t r u c to r  groups av erag in g  th re e  in s t r u c to r s  

each , su p e rv ise  th e  v a rio u s  phases o f  i n s t r u c t io n ,  th e  many guest 

speakers and le c tu r e r s , and th e  © valuation  o f  th e  students and t h e i r  

work* An a d m in is tra t iv e  group o f  l k  o f f i c e r s ,  w ith  t h e i r  s e rv ic e s  

and f a c i l i t i e s ,  su p p o rt th e  e d u c a tio n a l e f f o r t*  Extensive l i b r a r y  

f a c i l i t i e s  and an  ed u cational ad v iso ry  s t a f f  o f  c iv i l i a n  e d u c a to rs  

fa v o r r e s e a rc h  and com parative s tu d ie s*

The spans o f  c o n tro l  fo r  th e  A ir U n iv e rs ity  v a ry , b u t a re  con­

s i s t e n t l y  low . I t s  commanding g e n e ra l has s ix  sch o o ls  and c o lle g e s  

under h is  imm ediate c o n tro l*  The head o f  the Air Aar C ollege has 

seven in s tr u c tio n a l groups under h is  imm ediate su p erv is io n *  bach 

group averages th re e  members* About tw enty  in s t r u c to r s  c o o rd in a te  

the in s t r u c t io n  o f  one hundred s tu d e n ts ,  a r a t i o  o f  one to  f i v e ,



and an average span o f  c o n tro l  o f  f iv e ,  o r  l e s s  when the  many v i s i t ­

in g  sp eak ers  a re  taken  in to  c o n s id e ra tio n .

The A ir Command arid S ta f f  School g rad u a tes  some th re e  hundred 

s tu d e n t o f f i c e r s  a n n u a lly  from a  n ine  months p re s c r ib e d  course  a t  

Maxwell AFB, u t i l i s i n g  some s ix ty - fo u r  i n s t r u c to r s ,  a  r a t i o  o f  one 

i n s t r u c to r  to  f iv e  s tu d e n ts .  The s ix ty - f o u r  i n s t r u c to r s  a re  a ss ig n ed  

to  seven d iv is io n s  v a ry in g  in  s i m  from fo u r  to  e ig h te e n  in s tru c to r©  

e a c h , w ith  form al su b d iv is io n s  in  th e  l a r g e r  d iv is io n s*  th e  spans 

o f  c o n tro l  a re  lo s s  th an  f i v e .  The Commandant o f  th e  schoo l has an 

ap p a ren t span o f  c o n tro l  o f  e ig h t ,  seven  in s t r u c t io n a l  and one 

a d m in is t r a t iv e j however, because o f  th e  tendency  o f  th e  Army and 

Wavy d iv is io n s  to  a s s o c ia te  them selves w ith  th e  o p e ra tio n s  d iv is io n ,  

and new developm ents d iv is io n  with l o g i s t i c s  d iv is io n ,  th e  r e s u l t ­

a n t span  o f  c o n tro l  p r a c t i c a l l y  i s  n e a re r  fo u r  o r  f i v e .  A la rg e  

number and v a r i e ty  o f  g u e s t speakers su p p o rt the cu rricu lum ; admin­

i s t r a t i v e  problems a re  th e  concern o f  some tw enty  o f f i c e r s  w ith  

t h e i r  f a c i l i t i e s  and a s s i s t a n t s ,  s p e c i f i c a l ly  a ss ig n ed  f o r  such 

fu n ctio n s . The span o f c o n tro l  fo r  th e  a d m in is tra t iv e  group av erag es 

foxir.

The A ir T a c tic a l  3cheol o f  th e  A ir U n iv e rs ity  p re s e n ts  th re e  

s ix te e n  week courses an n u a lly  to  c la s s e s  o f  abou t f iv e  hundred e a c h . 

One hundred f i f t y  I n s t r u c to r s  in  seven in s t r u c t io n a l  d iv is io n s ,  

each  w ith  an average o f  th re e  su b d iv is io n s , su g g est a  p a t te rn  fo r  

spans o f  c o n tro l  o f  seven . The in stru c to r 's tu d en t r a t i o  I s  about 

one to  th re e  p e r s ix te e n  week course  •

The AF fp e c ia l  S ta f f  School and th e  AF School o f  A v ia tio n  Medi­

c in e  p re s e n t  a  v a r ie ty  o f  cou rses o f  v a ry ing  le n g th s  and to  s p e c ia l­

i s t s  o f  d i f f e r e n t  age and e d u c a tio n a l l e v e l s ,  (a s  w e ll a s  ran k s from



C olonels to  p r iv a te s  o r  airm en)* At f i r s t  in s p e c t io n ,  th e  in s t r u c ­

t o r  assignm ent and th e  grouping would in d ic a te  a  v e ry  low  span o f  

c o n tro l  in  p r a c t i c a l l y  a l l  e lem en ts o f  this system  o f  sch o o ls  and 

courses*  However, because o f  th e  in te r lo c k in g  s t a f f s  and th e  

double d u ty  perform ed by many in s t r u c t o r s ,  th e  average span  o f  con­

t r o l  i s  e s tim a te d  to  be about fo u r  to  f iv e*  lb© c o n s is te n t  s e p a r­

a t io n  o f  a d m in is tra t iv e  fu n c tio n s  from i n s t r u c to r  d u t ie s  makes f o r  

©m ailer spans o f  c o n tro l  over homogeneous groupings*
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lu  GEORGIA INSTITUTE OF TSCV.UOLOOY9 ATLANTA, GEORGIA

The G eorgia I n s t i t u t e  o f  Technology was a u th o r ise d  toy the S ta te  

i n  1882 and commenced in s t r u c t io n  about 1088. I t s  campus i s  lo c a te d  

in  th e  c e n te r  o f  A tla n ta ,  com prises about 130 a c re s ,  and w ith  i t s  

b u ild in g s  arid o th e r  im provem ents, has a  c u r re n t  p la n t  v a lu e  o f  e ig h t­

een  m il l io n  d o l l a r s .  I t  ran k s n e a r the  to p  among th e  i n s t i t u t i o n s  

o f fe r in g  co u rses in  technology* I t s  announced aims a re  the- promot­

ing  o f  s c i e n t i f i c  and economic re s e a rc h  and I n s t r u c t io n  f o r  th e  

development o f  th e  re so u rc e s  o f  the  -Southern S ta te s ,  to  p a r tic ip a te  

i n  the n a tio n a l  le a d e r s h ip  bo th  in  man power and i n d u s t r i a l  develop­

m ents, to  cooperate w ith  in d u s try  i n  bo th  re s e a rc h  and human le a d e r ­

ship*

Tli© G eorgia I n s t i t u t e  o f  Technology i s  a  p a r t  o f  th e  S ta te

U n iv e rs ity  system  o f  Georgia* ’The- c o n tro l  of trie U n iv e rs ity  System

o f  G eorgia i s  v e s te d  i n  th e  tw enty  members o f  th e  Board o f  R egents,
1 1each  re p re se n tin g  s p e c i f ic  geographic  a re a s  o f  th e  -State*

The G eorgia I n s t i t u t e  o f  Technology has an approxim ate e n ro l l ­

ment o f  5 ,300 s tu d e n ts#  I t s  tw en ty -fo u r in s t r u c t io n a l  departm ents 

a re  about e q u a lly  d iv id e d  between the  E ngineering  C ollege and th e  

g e n e ra l c o l le g e .  The programs o f  th ese  two c o lle g e s  a re  u t i l i s e d  

by th e  Dean o f  th e  G raduate D iv is io n , toy the  Head o f  th e  Arsed 

Forces D iv is io n , and by the  D ire c to r  o f  th e  C ooperative  D iv is io n .

The I n s t i t u t e  lias a  f a c u l ty  o f  about 300 w ith  HU on the E ngineering

* Georgia I n s t itu te  o f  Technology Announcements
19U6-I9U9 ~(/rt!iantar~5eorgia: “The U n iversity  System o f  G eorgia, 19SS)'
p 7 i> r” ~



f a c u l ty  and 186 on the  G eneral S tu d ie s  f a c u l ty # ^

In  th e  P resident o f th e  G eorgia I n s t itu te  o f  Technology

reduced th e  nuriber o f  departm ents r e p o r t in g  d i r e c t l y  to  hint from 

twenty-two to  e l  even* These e l  even a re  th e  C o m p tro lle r, Alumni 

R ela tio n s , R esearch and P lann ing , th e  U n iv e rs ity  Broadcasting S ta t io n ,  

th e  E xecutive Doan, the Dean o f  S tu d e n ts , th e  R e g is tr a r ,  L ibrarian, 

Dean o f F a c u lty , D ire c to r  o f  Public R e la tio n s, and A th le tic s*  In 

p r a c t ic e ,  these e le v en  a re  reduced to  f iv e  m ajor ':eads rep orting  to  

th e  P resident, in c lu d in g  th e  C o m p tro lle r, th e  T ice P resident i n  Charge 

o f  R esearch and Planning, th e  Dean o f  S tu d e n ts , th e  R egistrar , and 

th e  Dean o f  the  F a c u lty * ^

In  s p i t e  o f  t h i s  re o rg a n is a t io n , the com m ittees and co u n cils  

rem ain unw ieldy . The A d m in is tra tiv e  Council has n in e tee n  members, 

th e  S tanding  Committees e f  th e  f a c u l ty  number tw enty, w ith  a  member­

sh ip  v a ry in g  from th re e  to  n ine  e a c h . The s p e c ia l  committees o f th e  

f a c u l ty  number fo u r te e n  w ith  memberships between th re e  and te n  each .

The enrollm ents i n  1917-bB were 6 , 121* in  regu lar a tte n d a n c e , 

h,706 in  the E ngineering  Extension D iv is io n , w ith  l , £ l 8  more in  bo th  

day c la s s e s  and th e  Extension D iv is io n  and a combined t o t a l  o f  10,27b*

^  Blake K* f a n  L eer, A D igest o f  the  Report o f  th e  P resident 
1 9 h 7 -h $  (A tlan ta , G eorgias “Georgia I n s t i t u t e  o f  techno logy , 191187, 
p . 29. ■

11 a "E x tensive  R.ec rg a n iE a tio n  P lans f o r  G eorgia 
Tech AnnounceHT" The ''Georgia Tech Alumnus, Vol. XXVII, #1, S e p t. -  
O c t . ,  19);,8 (A tla n ta , G eorg ia: O ffice  "o# "^Publications,  G eorgia 
I n s t i t u t e  o f  Technology, if? 1 8 ), pp . 12—13*



In  19u7* OhS b a c c a la u re a te  deg rees Trere g ra n te d  and 3U m aste rs

The cl--.vi.3ion o f  G raduate S tu d ie s  m s  o rg an ised  i n  l$ l j l  and the  degree

o f  -'h* in  Chemical Engineer5 ng r a s  authorised i n  19lt6«

lJ* Ib id , pp. 2 2 1 ,  2 2 2 .

•̂5 Blake R. 7an L eer, o p . o l t .  p p . 2U-29.
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The e d u c a tio n a l p o l ic ie s  o f  the G eorgia I n s t i t u t e ’ o f  Technology 

may be in f e r r e d  from th e  o b je c tiv e s  s e t  up by th e  G eorgia Tech Alumni 

Foundation f o r  th e  G raduate School a s  fo llow s?

1 . To make p o s s ib le  th e  s c i e n t i f i c  arid economic re se a rc h  
and in v e s t ig a t io n  n e ce ssa ry  f o r  th e  development o f  th e  r e  so w e e s  
o f  th e  S ou th , and t o  u t i l i s e  human and n a tu ra l  re so u rc e s  so a s  
to  make th e  South an econom ically  r i c h  and p r o f i ta b le  p a r t  o f  
th e  United S ta te s  and th e  W orld.

2* To develop  m a te r ia l  t e s t s  i n  th e  la b o r a to r ie s  o f  th e  
G eorgia I n s t i t u t e  o f  Technology f o r  th e  use o f  American In d u s try .

3 . To train  sc ie n t if ic  and engineering leaders who w ill  
make possible the e f f ic ie n t  u t il isa t io n  of manpower in  the manu­
facture o f new and better commodities fo r  use in  the South and 
throughout the United States.

lu  To f o s t e r  the  con tinuous c o o rd in a tio n  o f  e f f o r t  be­
tween th e  e d u c a tio n a l f a c i l i t i e s  o f  u n i v e r s i t i e s ,  and th e  pro­
d u c tiv e  f a c i l i t i e s  o f  in d u s t r y .

9 . To p rov ide  modern equipm ent and u p - to -d a te  f a c i l i t i e s  
a t  the  G eorgia I n s t itu te  o f  Technology fo r  u t i l i s a t i o n  by sm all 
and la rg e  I n d u s t r ie s ,  and fo r  th e  t r a in in g  o f  s c i e n t i f i c  and 
engineering le a d e rs*

A cadem ically  th e  freshm an cou rse  f o r  a l l  e n g in e e rin g  s tu d e n ts  

I s  common and in c lu d e s  th re e  hours o f  com position  and r h e to r ic  and 

th re e  ho u rs  o f  a modern language o r a s o c ia l  sc ience*  During th e  

sophomore y e a r most cou rses require- three hours in  th e  hum anities 

and some p u b lic  sp eak in g . Most o th e r  s u b je c ts  in  th e  v a r io u s  cu r­

r i c u l a  a re  s c i e n t i f i c  o r te c h n ic a l. For c o n tr o l ,  th e  A d m in is tra tiv e  

C ouncil o f  the  G eorgia I n s t i t u t e  o f  Technology has abou t n in e te e n  

members as  fo llo w s t P resident, Executive Dean, Dean o f  Graduate 

S tu d ie s  (A ctin g ), Dean o f  E n g in eerin g , Dean o f  General S tu d ies , Dean 

o f  S tu d e n ts , R e g is tr a r ,  C o m p tro lle r, D ire c to r  o f E ng ineering  E xperi­

ment S ta t io n ,  D ire c to r  o f  C ooperation  D epartm ent, D ire c to r  o f  

E ng ineering  E xtension D iv is io n , L ib ra r ia n , D ire c to r  o f  Public Rela­

t io n s ,  P rofessor o f  Naval S c ien ce , P ro fe sso r o f  M il i ta ry  Science
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and T a c tic s ,  A th le t ic  D ire c to r , P ro fe sso r o f  A ero n au tica l Engineer­

in g ,  P ro fe sso r  o f  M echanical E n g in eerin g , and A sso c ia te  P ro fe sso r 

o f  M athematics*

In  a d d it io n  to t h i s  C ouncil, th e re  a re  tw en ty  S tanding  Committees 

o f  th e  f a c u l ty ,  ran g in g  i n  s iz e  from th re e  to  seven members and d e a l­

ing  w ith  th e  fo llo w in g  s u b je c t©t Adm ission, A ttendance , Cerem onies, 

C urricu lum , E xecu tive , Honors and P rizes , Infirm ary, L ib ra ry , Pro­

f e s s io n a l  D egrees, P ub lic  R e la tio n s , Radio B roadcasting  WGSI, R ules 

and R egulations, Schedule , Standing, S ta te  R esidence, S tudent A c tiv i­

t i e s ,  Btudent-Faculty Honor, S tudent Loan and S c h o la rsh ip , Tenure and 

Advancement, U n iv e rs ity  Center*

F ourteen  s p e c ia l  com m ittees o f the f a c u l ty  a re  engaged w ith  

s tu d y  and p lann ing  i n  th e  fo llow in g  areas?  Advanced P lann ing ,

Employee T ra in in g , F ire  P ro te c tio n , F oreign  S tu d e n ts , Guidance and 

T e s tin g , In su ra n c e , M ailing P erm its f o r  P u b lic a t io n s , P ark ing , P ub lic  

Works, S tuden t L ec tu re  and E n te rta in m e n t, S tuden t R e g u la tio n s , Vet­

era n 's  A f f a i r s ,  V isual Aids to  E ducation , V o ca tio n a l-T ech n ica l I n s t i ­

tu te s *



'Washington C ollege i s  lo c a te d  a t  th e  n o rth e rn  end o f  th e  E as te rn  

Shore o f  Maryland i n  a  sm all co u n try  town o f  some th re e  thousand popu­

la t io n *  I t  i s  p r iv a te ly  c o n tro l le d  b u t  has re c e iv e d  F ed era l and State  

su p p o rt a t  v a r io u s  tim es i n  i t s  long h is to ry *

W ashington C ollege i s  e s s e n t i a l l y  a  sm all L ib e ra l Arts i n s t i ­

tu tio n *  I t  o f f e r s  c u r r ic u la  f o r  t r a in in g  o f  secondary  schoo l teacher©  

and a  v a r ie ty  o f  p ro fe s s io n a l courses* I t  i s  a c c re d ite d  by th e  Mary­

lan d  S ta te  departm ent o f  E ducation  and th e  Middle S ta te s  A sso c ia tio n  

o f  C olleges and Secondary Schools*

W ashington C ollege d a te s  back to  1706 when i t  was known a s  th e  

Kent County School* i t  was endowed by C o lo n ia l Land-Grant i n  1723*

I t  re c e iv e d  i t s  C h arte r a s  Washington C ollege in  1762, being  named 

f o r  George Washington* About 18-00 i t  was reco g n ised  by th e  S ta te  

o f  Maryland m  the f i r s t  U n iv e rs ity  o f  Maryland b u t on ly  b r ie f ly *

I t  has rec e iv e d  S ta te  funds i n  v a ry in g  amounts from tim e to  tim e d u r­

ing  i t s  long h i s to r y ,  arid cu rren tly  re c e iv e s  s ix ty  thousand d o l la r s  

annually .in r e tu r n  f o r  a  number o f  s c h o la rsh ip s  (sev en ty  undergrad­

uate sc h o la rsh ip s  valued  from ISO to  -lliDO were awarded in  1 9 U6 -U7 ) * ^  

The colie,ge i s  c u r r e n t ly  governed by a  "Board o f  V is ito r s  and 

G overnors1* o f  tw e n ty -f iv e  members h o ld ing  s ix -y e a r  term©, tw elve o f 

th e se  members a rc  e le c te d  by the Alumni and tw elve a re  appo in ted  by 

th e  Governor o f  Maryland* The tw e n ty - f i f th  member i s  e le c te d  fey 

th e  Board and becomes President o f  th e  co lleg e*

** /
W illiam  L. Marbury, H igher Education i n  Maryland* (Washing­

to n , D* C*i American C ouncil on E ducation , lW ? ) ,  p p * "79-80*
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The c o lle g e  i s  o rg an ised  w ith  n in e te e n  in s t r u c t io n a l  departments 

s ta ffe d  by t h i r t y  p ro fe s so rs  o f  varying ra n k s , includ ing f i f t e e n  on 

the d o c to ra te  l e v e l ,  t h i r t e e n  m a t e r s ,  four b a ch e lo rs  and two pro­

fe s s io n a l*  A cadem ically the c o lle g e  i s  o rg an ised  on th e  d iv is io n a l  

rather than th e  departm ent system , w ith  upper and low er l e v e l  d is ­

t in c t io n s  in  co u rses and c u rr ic u la *  The 191*6-1*7 en ro llm en t was U70 

undergraduates, in c lu d in g  311* men and 156 women. Of th e se  211 were 

v e te ran s*  In  a d d it io n  the  c o lle g e  has an e x te n s io n  en ro llm en t o f  12*

The c o lle g e  i s  lo c a te d  on a  campus o f some tw e n ty -f iv e  a c re s  

and w ith  b u i ld in g s , grounds and equipm ent i s  v a lued  a t  about one 

m il l io n  d o l l a r s ,  th e  19U7-US budget was two hundred n in e ty  thousand 

d o lla r s *  About sev en ty  per c e n t o f th e  students are housed i n  

d o rm ito r ie s  on th e  campus, the balance  being  q u a rte re d  in  s e le c te d  

resid en ces i n  C hester town* The a d m in is tra t iv e  s t a f f  in c lu d e s  the  

Dean o f  C o lleg e , Dean o f  Men, Dean o f  Women, R e g is tr a r ,  D irector o f  

Adm issions and the  B usiness M anager*^

17 A. J . Brumbaugh, E d itor, American U n iv ersitie s  and C olleges*
(Washington, D* C*t American Council on Education," W U0),  pp* 909-910*



103

6 .  FR0S7BUBG STATE TEACHERS COLLEGE, FEOSTBuRG, MARYLAHD

f ro s tb u rg  Teachers College is located about tw elve miles w est 

o f  Cumberland, i n  the m ountain re g io n s  o f f e s t e m  Maryland * Its 
purpose is announced as an institution for providing an educational 
program for the young m n and women of Western Maryland Milch will 
t r a i n  them to te a c h  in the elementary or i n  junior high schools •
I t  seeks to  p rov ide  a n n u a lly  o n e -fo u rth  o f th e  f iv e  hundred new 

te a c h e rs  re q u ire d  each year by th e  S ta te  o f  Maryland# The c o lle g e  

p ro v id es  a ls o  two y e a rs  o f ju n ior  c o lle g e  re q u ire d  f o r  prelim inary  

p ro fe s s io n a l  'tra in in g *  I t  i n v i t e s  th o se  who a re  no t in te r e s te d  i n  

te a c h in g  to  e n r o l l  f o r  t h e i r  f i r s t  two y e a rs  o f c o lle g e  t r a in in g  

'with a  view  to  t r a n s f e r r in g  to  o th e r  L ib e ra l A rts  or p ro fe s s io n a l  c o l­

leg es*  The c o lle g e  encourages s tu d e n t n u rse s  f o r  p re lim in a ry  aca ­

demic t r a in in g  d u rin g  t h e i r  work a t  th e  School o f  Nursing a t  t l »  

Memorial H o sp ita l i n  Cumberland# I t  has conducted summer workshops 

f o r  ex p erien ced  te a c h e rs  i n  such a re a s  a s  C onservation , V isua l Edu­

c a t io n ,  C hild  S tudy , Music, A rt, S o c ia l S tu d ie s , R eading, A rith ­

m e tic , Psychology, and r e la te d  f ie ld s *

The c o lle g e  was e s ta b l is h e d  i n  1902 a s  a  S ta te  Normal School 

w ith  a  tw enty  thousand d o l la r  b u ild in g  and a f iv e  thousand d o l la r  

annual maintenance fund vo ted  by th e  G eneral Assembly# Hie Gymnasium 

and a  campus were added in  1913* D orm ito ries were opened in  1919 and 

1929* In  192? an Auditor!ura-Gymasium was b u i l t  and c e n t r a l  h e a tin g  

in s ta l le d #  A six-room  elem entary  p ra c t ic e  schoo l was e s ta b l is h e d  

i n  1930. A Science Department b u ild in g  was added in  19li? by a  

j o i n t  p r o je c t ,  S ta te  Funds be ing  used f o r  th e  fo u n d a tio n  and f o r ty



thousand d o l la r s  being  su p p lie d  by the  F ed era l Government f o r  th e  

bu ild in g *  The c u rre n t  p la n t i s  va lued  a t  about o n e -h a lf  m il l io n  

d o l la r s  and a f t e r  a l t e r a t io n s  were made in  19U8 a t  a  c o s t o f  about 

one hundred thousand d o lla rs*  The campus l i e s  along th e  main h igh­

way and c u r r e n t ly  has s ix  b u i ld in g s , th e  0ld-4?aln B u ild in g , and 

b u ild in g s  f o r  a d m in is tra t io n , s c ie n c e , gymnasium, l i b r a r y ,  dormi­

t o r i e s  and th e  C ollege E lem entary School.

S tu d e n ts1 fe e s  a re  flQO f o r  the schoo l y e a r i n  th e  ju n io r  c o l­

leg e  w ith  a d d it io n a l  fe e s  f o r  s o c ia l  a c t i v i t i e s  and a th le t ic s *  For 

s tu d e n ts  who prom ise to  te a c h  two y ears  a f t e r  g ra d u a tio n , th e  t u i t i o n  

fe e s  a re  waived* C u t-o f-E ta te  s tu d e n ts  ra y  an a d d it io n a l  1100 t u i t i o n  

fees*  C u rr ic u la  o f fe re d  a re  B usiness A d m in is tra tio n , E n g lish , Romance 

Languages, H ealth  and fh y s ic a l  E ducation , Music and A rt, S c ien ce , 

M athem atics, and S o c ia l Science As w e ll as th e  p ro fe s s io n a l  c u r r ic u la  

fo r  p ro fe s s io n a l  teach e rs*  The c o lle g e  f a c u l ty  numbers about tw enty  

and the c o lle g e  e lem en tary  schoo l f a c u l ty  about seven* There a re  

seven f a c u l ty  com m ittees on Admission and S tan d ard s , Guidance, Cata­

lo g , V a rs i ty  Shop, A th le t ic s ,  Public  R e la tio n s , Assembly, T a le n t, 

L ib ra ry , and V isua l Education* The 19Ui g rad u a tin g  c la s s  numbered 

>li* Hie succeeding  th re e  y e a rs  saw th e  g rad u a tio n  o f  2 It, 30 and 1 ? . 

i n  121*8 th e  en ro llm en t was about 200 w ith  2$ s tu d e n t n u rse s  from 

Memorial H o sp ita l i n  a d d itio n *

The c o lle g e  g ra n ts  a  B* S* degree in  E ducation  f o r  fo u r  f u l l

y e a rs  o f work to ta l in g  soma 128 hours* Suggested c u r r ic u la  and

sequences a re  announced f o r  e lem en tary  school ed u ca tio n  and ju n io r
l 8h igh  school education*

» S ta te  Teachers C o lleg e* Frostburg* M aryland* 
Bullet i n 'T§alfciroore* 'Mci* s ’ S ta te  Board o f  E ducation , 19klo j .
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Maryland has fo u r S ta te  Teachers C o lle g es , th e  o th e r  th re e  be ing  

lo c a te d  a t  S a lis b u rg , Towson and Borne (negro)* In  a d d it io n ,  Coppin 

Teachers C o lleg e , supported  by th e  C ity  o f  B a ltim o re , p rep a re s  te a c h e rs  

f o r  the  flegro e lem en tary  schoo ls o f  th a t  c ity *

'The F ro s tb u rg  Teachers C ollege has th e  u su a l a c c re d i ta t io n  by the  

S ta te  Department o f  E ducation  o f Maryland b u t does n o t q u a l i f y  f o r  ac­

c r e d i ta t io n  by the  American A sso c ia tio n  o f Teachers C o lleges nor by th e
19Middle S ta te s  A sso c ia tio n  o f C o lleges and Secondary Schools* '

F ro stbu rg  Teachers C ollege i s  under th e  S ta te  Board o f  E ducation  

and T ru stees as a governing body having seven members* The S ta te  Super­

in te n d e n t o f E ducation  i s  " e x -o f f ic io "  S e c re ta ry -T re a su re r  o f  th e  Board. 

The c o lle g e  has tw elve " O ff ic e rs  o f A d m in is tra tio n " • The c o lle g e  i s  

S ta te  supported  w ith  p e r io d ic  g ra n ts  from F edera l fu n d s . The p e r s tu d e n t 

e x p en d itu re  fo r  l i b r a r y  books was about $16*00 in  19is7* This r a t e  was 

exceeded in  the  S ta te  C o lleges o f  Maryland o n ly  by St* Johns C o lleg e .

I t  ranked h igh  fo r  i t s  s iz e  in  the  q u a l i ty  o f l i b r a r y  books and p e rio d -
20i c a l s  a s  compared to  th e  o th e r  S ta te  in s t i tu t io n s *

The Marhury R eport in d ic a te d  the  need fo r  such e x te n s iv e  p la n t  

and ground a d d it io n s  to  b r in g  the F rostbu rg  Teachers C ollege up to  

th e  l e v e l  o f o th e r  S ta te  Teachers C o lleges t h a t  a. recommendation 

was made th a t  the  i n s t i t u t i o n  be moved from i t s  p re se n t s i t e  to  a  

lo c a t io n  c lo s e r  to  the  town o f Cumberland where a  l a r g e r  and more 

s u i ta b le  campus cou ld  be p rov ided  and more adequate b u ild in g s  cou ld

10
W illiam  L* Marbury, Chairman, H igher E ducation  in  Maryland* 

(W ashington, D. C .j American C ouncil on E ducation , p* 76*

20 I b id ,  p . 230.
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be c o n s tru c te d .* ^  This recomrsendation was d is re g a rd e d  and in s te a d  

a l t e r a t io n s  in  the  amount o f  one hundred thousand d o l la r s  were pro­

v ided  by the  G eneral Assembly to  improve th e  present s i t e  and the  

e x is t in g  b u ild in g s . This fund was tw enty  p e r c e n t o f  th e  book va lue  

o f  th e  p lan t*

The Marbury r e p o r t  i n  19U? comments on th e  sm all o u tp u t o f  q u a l i ­

f ie d  te a c h e rs  from th e  S ta te  Teachers C ollege in  g e n e ra l and th e  h igh  

c o s t  o f  o p e ra tio n  o f  th e se  te a c h e rs  c o l le g e s .  The re p o r t  does adm it 

th e  la c k  o f  in c e n tiv e  toward e n te r in g  th e  'teaching  p ro fe s s io n  a s  b e ing  

one o f  the  f a c to r s  re s p o n s ib le  f o r  t h i s  c o n d itio n  b u t goes on to  say 

" th e  number o f te a c h e rs  be ing  t r a in e d  a t  th a t  i n s t i t u t i o n  (F ro s tb u rg )

I s  c e r t a in ly  very sm all in  r e l a t i o n  to  th e  amount o f money which th e

S ta te  i s  in v e s t in g .  This i s  i n  p a r t  due to  th e  u n fo rtu n a te  lo c a t io n
22o f  th e  f i s c a l  p l a n t T h e  recommendation went so f a r  a s  to  

recommend the  abandonment o f  the  F ro s tb u rg  Teachers C ollege a s  an 

i n s t i t u t i o n  fo r  te a c h e r  t r a in in g  and th e  e s ta b lish m e n t o f a  ju n io r  

c o lle g e  in  nearby  Cumberland i n  co n ju n c tio n  w ith  the  h igh  schoo l 

system  th e r e ,  b u t th e  r e p o r t  f ra n k ly  favored  the  t r a in in g  o f  te a c h e rs  

a t  th e  U n iv e rs ity  o f  Maryland as be in g  more p ro d u c tiv e  o f te a c h e rs  

and r e q u ir in g  no a d d it io n a l  o u t la y  o r ex p en d itu re  o u t o f  S ta te  f u n d s .^

In  s p i te  o f  th ese  d r a s t ic  recommendations and th e  d i f f i c u l t i e s  

t h a t  F ro stb u rg  Teachers C ollege has had w ith  inadequate  grounds and 

b u i ld in g s , the  i n s t i t u t i o n  c o n tin u es  to  f lo u r is h  as an e d u c a tio n a l 

c e n te r  p r im a r ily  f o r  the  young people o f  W estern M aryland.

21 I b id ,  pp. 2^7-259.

22 Ib id , p . 3ii9.

23 I b id ,  p . 36k.
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7 . THE UNIVERSITY OF MARYLAND, COLLEGE PARK AMD BALTIMORE, MARYLAND

The U n iv e rs ity  ox* Maryland i s  c e n te re d  a t  C ollege Park , w ith  

th e  p ro fe s s io n a l  sch o o ls  lo c a te d  in  B altim ore« 'The A g r ic u l tu ra l  

C ollege f o r  c o lo red  s tu d e n ts  a t  P rin c e ss  Anne i s  p a r t  o f th e  Univer­

s i t y  o f  Maryland p r im a r ily  because o f  i t s  p a r t i c ip a t io n  in  Land-Grant 

b e n e f i ts *

The U n iv e rs ity  has a long and v a r ie d  h is to ry *  The f i r s t  C h a rte r  

f o r  a  U n iv e rs ity  o f  Maryland was g ran ted  i n  1807 and reco g n ised  

Washington C ollege a t  C hestertow n, on the E as te rn  Shore, as th e  S ta te  

U n iversity*  The fo llow ing  y e a r S t .  Johns C ollege a t  Annapolis was 

d e s ig n a te d  a s  p a r t  o f  th e  U n iv e rs ity  o f  Maryland* In  1812 th e  M edical 

School a t  B altim ore was c h a r te re d  as th e  U niversity  o f  M aryland.

During the  hundred y e a rs  th e r e a f t e r  v a rio u s  e d u c a tio n a l i n s t i ­

tu t io n s  were in te g ra te d  in to  th e  U n iv e rs ity  o f Maryland and o th e rs  

were dropped. S t .  Johns C ollege a t  Annapolis appears to  have been 

p a r t  o f the  U n iv e rs ity  o f  Maryland around 1807 and ag a in  in  1912. 

S im ila r ly  v a rio u s  schoo ls and c o lle g e s  i n  B altim ore were recogn ized  

a s  p a r t  o f  th e  U n iv e rs ity  o f  Maryland from tim e to  tim e . About 1916 

th e  S ta te  A g r ic u ltu ra l  C ollege a t  C ollege Park was combined w ith  th e  

p ro fe s s io n a l  schoo ls in  B altim ore to  form th e  p re se n t g re a te r  Univer­

s i t y  o f  M aryland.

In  M aryland, a d m in is tra t iv e  c o n tro l  o f  h ig h e r e d u ca tio n  i s  ex e r­

c is e d  by the  S ta te  L e g is la tu re  and th e  G overnor, i n  t h e i r  ap p o in tin g  

a u th o r i ty  o f  th e  governing Boards o f  the  i n s t i t u t i o n ,  and t h e i r  r a th e r  

d e ta i l e d  su p e rv is io n  o f  th e  a p p ro p r ia tio n  and expenditure o f  funds fo r  

each i n s t i t u t i o n .
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The S ta te  e x e rc is e s  f u r th e r  r e s t r i c t i o n  and c o n tro l  over th e  fu n c tio n ­

ing  o f  h ig h e r e d u c a tio n  by th e  su p e rv iso ry  and approving  powers o f  

many o f i t s  S ta te  bureaus over th e  d e ta i le d  e x p en d itu re  o f funds and 

th e  a p p o in tin g  o f  s t a f f  and f a c u l ty  members. Such c o n tro l  by th e  

bureaus i s  e x e rc is e d  in d i r e c t l y  b u t f a i r l y  i n f l u e n t i a l l y  by such 

ag en c ies  a s  the  S ta te  Budget D ire c to r , th e  Board o f P ub lic  Works, 

th e  Improvement Commission, th e  S ta te  P lanning Commission, and o th ers*

A re c e n t  survey  o f  the  U n iv e rs ity  o f  Mar: lan d  rem arks ,:a s  m ight be 

ex p ec ted , some con fusion  and c o n f l i c t  r e s u l t s  from th e  c o n tro ls  th a t  

o p e ra te  th rough  th ese  in d i r e c t  ch an n e ls , because o f a c t io n s  -which 

seem to  con travene th e  a u th o r i ty  and r e s p o n s ib i l i ty  e s ta b l is h e d  th rough  

th e  d i r e c t  c o n tro l  by  th e  v a rio u s  i n s t i t u t i o n a l  p o lic ie s* * * ^

In  p r a c t ic e ,  le a d e rs h ip  and c o n tro l  o f  th e  U n iv e rs ity  o f  Maryland 

a re  a c tu a l ly  implemented by the P re s id e n t a s  th e  a d m in is tra to r  fo r  

th e  Board o f  R egents. T his Board, has e le v en  members, ap p o in ted  fo r  

n ine  y ear t e r m s ^  and co n sid ered  ap p o in tees o f  th e  S ta te  Governor.

The P re s id e n t o f  th e  U n iv e rs ity  o f  Maryland has under h ie  

imm ediate c o n tro l  some n in e te e n  sc h o o ls , c o lle g e s  and e d u c a tio n a l 

d iv is io n s*  Borne tw en ty -n ine  a d m in is tra t iv e  o f f i c e r s  r e p o r t  to  him 

more o r l e s s  d i r e c t l y  f o r  in s t r u c t io n s  and le a d e r s h ip .  The P re s id e n t 

rev iew s th e  a c tio n s  o f a g re a t  v a r ie ty  o f Boards, Committees and 

C o u n c ils . He i s  a s s i s te d  by the  co n v en tio n a l s t a f f  s e c tio n s  and by 

th e  Dean o f  the Faculty*  The Deans o f  th e  tw elve c o lle g e s  h a b i tu a l ly  

r e p o r t  d i r e c t l y  to  th e  P re s id e n t and c o n s id e r  them selves a s  co -eq u a l 

c o lle a g u e s . 'He U n iv e rs ity  rec o g n ise s  about 106 academic d epartm en ts,

2lj W illiam  L. Marbury, e .  a . ,  H igher E ducation  i n  Maryland 
(W ashington, D. C .; American C ouncil on E ducation , W k l 5 7 l l jk !2 U *

25 I b id ,  p . 103.
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s ta f f e d  by soma 800 f a c u l ty  members *ho a re  re sp o n s ib le  f o r  the  

in s t r u c t io n  o f  some 11,000 r e g u la r ly  e n ro lle d  s tu d en ts*  The g re a te r  

U n iv e rs ity  has a  combined e n ro llm en t w ith s p e c ia l  c o u rse s , o f  about 

double t h i s  number#

The U n iv e rs ity  p re se n ts  fo u r  m ajor d iv is io n s  o f in s t r u c t io n ,  

L ib e ra l A rts , E ngineering  and T echnical S u b je c ts , A g ric u ltu re  and 

A g r ic u l tu ra l  E n g ineering , and th e  P ro fe s s io n a l C u rr ic u la  o f the  

B altim ore Schools* These correspond ing  c u r r ic u la  a re  under the  super­

v is io n  o f  th e  C o lleges o f  A g r ic u ltu re , A rts  and S c ien ce , B usiness 

and P ub lic  A d m in is tra tio n , E duca tion , E ng ineering , Home Economics, 

M il i ta ry  S c ien ce , P h y sica l E ducation  and R e c re a tio n , and S p e c ia l and 

C o n tin u a tio n  S tud ies*  G raduate co u rses a re  su p e rv ised  by th e  Dean 

o f  th e  G raduate School* E x tensive  co u rses a re  p resen te d  d u rin g  th e  

summer s e s s io n , both  on and o f f  campus* At B a ltim o re , th e  p ro fe s s io n a l  

co u rses a re  p re se n te d  by the  Schools o f D e n tis try ,  Law, M edicine, Nurs­

in g , and Pharmacy. These Schools a re  c en te re d  in  th e  g e n e ra l a re a  o f  

th e  U n iv e rs ity  H ospita l*

A v a r i e ty  o f  re s e a rc h  and e x te n s io n  co u rses  a re  p re se n te d  in  

co n ju n c tio n  w ith  th e  A g r ic u ltu ra l  E xperim ental S ta f f ,  in  e x te n s io n  

se rv ic e s  in  A g ric u ltu re , Home Economics and o th e r  s p e c i a l t i e s .  An 

in c re a s in g  number o f c o o p era tiv e  p r o je c ts  a re  a rranged  w ith  F edera l 

ex p erim en ta l and e d u c a tio n a l a g e n c ie s , such as the  F o re s try  D epartm ent, 

th e  Department o f M ines, th e  Department o f  A g ric u ltu re  E xperim ental 

Farms, th© Department c f  F is h e r ie s  and o th e r s .  Most o f  th e se  s p e c ia l

2 B Am J* Brumbaugh, e* a . ,  American U n iv e rs i t ie s  and C olleges 
( F i f ty  E d itio n )  (W ashington, D. C. t American C ouncil on E ducation , 
19u8), pp . 921 and 522.
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p ro je c ts  have been ass ig n ed  more o r l e s s  d e f i n i t e l y  to  s p e c i f ic  c o lle g e s , 

sch o o ls  o r  departm ents o f  the  U niversity*

The en ro llm en t fo r  1986-198? was about 11,000 f o r  th e  r e g u la r  ses­

s io n  b u t has in c re a se d  to  a  grand t o t a l  o f  over 20,000 i f  the  s p e c ia l  

co u rses  and c u r r ic u la  a re  taken  in to  account* In  1987 about 850 s tu d e n ts  

re c e iv e d  degrees* The 1951 g rad u a tes  t o t a l  over 2,000* about th r e e -  

fo u r th s  o f  th e  s tu d e n ts  a re  n a tiv e s  o f  Maryland o r th e  a d ja c e n t D is t r i c t  

o f  W ashington. The b u lk  o f the  s tu d e n ts  a re  drawn from B altim ore C ity , 

th e  D i s t r i c t  o f  W ashington, P rince  George * s County, Montgomery County,

and B altim ore County, in  th a t  order* A r e l a t i v e ly  sm all pe r c en t come
27from th e  o th e r  coun ties*  *

FACTORS FAVORIKG GROWTH 1 REORGANIZATIQN OF HIGHER EDUCATION IN MARXIAND 

The p o p u la tio n  o f Maryland in  1980 was about 1 ,8 0 0 ,0 0 0 . About 79% 

were n a tiv e  bo rn  w h ite , ki%  were fo re ig n  born  whit® and 16£ % were negro . 

The p o p u la tio n  o f  Maryland has in c re a se d  about 12$ each te n  year® f o r  

th e  p a s t n ine decades. About o n e - th ird  o f Maryland * s p o p u la tio n  i s  under 

20 y ea rs  o f  ag e , b u t k2% o f  th e  t o t a l  p o p u la tio n  c o n s t i tu te  i t s  la b o r  

f o r c e .  Among the  S ta te s  o f  th e  n a tio n , in c lu d in g  th e  D is t r i c t  o f  Colum­

b ia ,  Maryland ranks 18 th  in  th e  n a tio n a l  w e a lth , 28th in  S ta te  ta x  c o l­

l e c t i o n s ,  1.5th  in  F e d e ra l ta x  c o l le c t io n s ,  15th  i n  t o t a l  va lue  o f  manu­

fa c tu re d  p ro d u c ts  and 18 th  in  t o t a l  s a l a r i e s  and wages in  m anufactu re . 

Among th e  S ta te s  Maryland ranks 85th in  th e  p er c e n t o f  i t s  18 to  20 

y ea r o ld s  in  sch o o l, 85th in  i t s  16 to  28 y e a r o ld s  in  sc h o o l, and 80th 

i n  i t s  5 to  2k  y ea r o ld s  in  sc h o o l. In  th e  te n  y e a rs , from 1936 to  1986, 

8,852 w hite  s tu d e n ts  and 1 ,138 negroes g raduated  from p u b lic  h igh  sc h o o ls .

27 W illiam  L. Marbury, op. c i t .  p . 35*



TABLE 5. DATA OH INSTITUTIONS OF HIGHER EDUCATION IM MAKILAHD

Groups and I n s t i t u t i o n s 1 2 3 h 5
C o lleges and U n iv e rs i t ie s t

C ollege o f  Notre Dame o f Md* B a lt . M RC MD 
i ■ USl

Ooueher C o lleg e . B a lt . AM P 7lt3
Hood C o lleg e . F re d e ric k A?r P w 521
Johns Hopkins U n iv e rs ity . B a lt . AM P 5856 21.5* o f  t o t a l
Loyola C o lleg e . B a lt . M RG M 95k
Md. C ollege f o r  Aomen. L u th e rv il le * P W 230
Morgan S ta te  C o lleg e . B a lt . M S t c 1266 h*Q% o f  t o t a l
S t .  John ’s C o lleg e . A nnapolis. - P H 266
S t .  Jo sep h ’s C o lleg e . Emrnitsburg M EC W 215
S t .  Mary’s Seminary and U. B a lt . - EC M h97
U. o f  Md. C ollege Park and B a lt . AM S t C 10612} 3L.0$ o f  t o t a l
Md. S ta te  C o lleg e . P rin cess  Anne St c 19 U)
W ashington C o lleg e . G hestertow n M P c U7U
W estern Md. C o lleg e . W estm inster M Moth c 855
Woodstock C ollege and Sem. Woodstock

Group t o t a l  
P ro fe s s io n a l and T echn ical Schools

M

*

EC M 165
2 W 0 78^ o f  t o t a l

B a lt .  C ollege o f  Commerce. B a lt . — v* *xm c 1367 h.5%  o f  t o t a l
Md. I n s t i t u t e .  B a lt . — p c 515
Her I s r a e l  R ab b in ica l C o lleg e . B a lt . - j M 96
Peabody I n s t ,  o f  the  C ity  o f B a lt . — p c 639
USNA* A nnapolis (O m itted from t o t a l AM Hat M 2876)
U n iv e rs ity  o f B alt*  B a lt .  
W estm inster 'Theological Seminary

Group t o t a l

«•» P
Meth

C
c

2009
58

1,681

6.3;€ o f  t o t a l  

lU .63^ o f  t o t a l
Teachers C o lleg es :

Coppin T eachers C o lleg e . B a lt . *. C c 167
Md. S ta te  Teachers C ollege a t  Bowie «• S t c 11,8

n F ro stbu rg - S t nw 250
M S a lisb u ry S t c 310
” Towson

Group T o ta l
S t c 606

lliS l i4.*6 i$  o f  t o t a l
Junior C o lleg es :

Montgomery Ju n io r  C o lleg e . B ethesda - Co c 367
Mt. S t .  Agnes C o lleg e . B a lt . M RC VV 255
S t .  Charles C o lleg e . C a to n sv ille M EC M 200
S t .  M ary 's Female Seminary* St.Mary's

Group T o ta l

T o ta l E nrollm ent

S t ¥
8 7 5

31928

2.73:1 o f  t o t a l  

100^

Col wan 1 Accre d ila tion  Column h  Enrollment
2 C on tro l $ P ercen t o f  t o t a l  en ro llm en t
3 Hen, women o r  coed* s tu d e n ts

* E d u ca tio n a l .D irec to ry , H igher E duca tion , Ip-LO-p, 
P a rt 3* U. 5 . O ffice  o f  E ducation , W ashington, D* G. Government P r in tin g  
O ff ic e , 1 9 h 9 . PP* 7 , 57-60 .
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In  19h09 te n  and se v e n -te n th s  p e r  c e n t o f  s tu d e n ts  o f  th e  p o p u la tio n
28between 18 and 2h y ea rs  o f  age were a tte n d in g  c o l le g e •

Table 5 summarises th® en ro llm en t in  19 U? in  the  v a r io u s  c o lle g e s  

and u n iv e r s i t i e s  o f M aryland, The ta b le  shows t h e i r  lo c a tio n *  a c c re d i­

ta t io n !  co n tro l*  com position  o f  s tu d e n t body and enro llm ent*  The t o t a l  

f o r  the S ta te  i s  31*928. Of t h i s  t o t a l  M aryland1s en ro llm en t o f  10*606 

c o n s t i tu te s  3kf> o r  v e ry  rough ly  o n e - th ird . D isregard ing  th e  p ro fe s s io n a l  

and te c h n ic a l  schoo ls w ith  a t o t a l  e n ro llm en t o f  1*681** th e  te a c h e rs  c o l­

le g e s  w ith  1,1*81 and the  ju n io r  c o lle g e s  w ith  073* th e  t o t a l  en ro llm en t 

f o r  th e  b a lance  o f  th e  c o lle g e s  and u n iv e r s i t i e s  i s  2)4, 890 , Of t h i s  l a s t  

t o t a l  Maryland U n iv e rs ity  w ith  i t s  en ro llm en t o f  10*006 c o n s t i tu te s  

1 * 3 * or  alm ost o n e -h a lf .

’The 19uO census shows th a t  about o n e -te n th  o f  the p o p u la tio n  be­

tween e ig h te e n  and tw en ty -fo u r were a tte n d in g  c o lle g e  and th a t  10,985 

were .rradua ting  from high  school t h a t  y e a r . I b i s  t o t a l  o f  e lig ib le ®  

f o r  c o lle g e  would y ie ld  a freshman en ro llm en t o f  3,662 i f  o n e - th ird  o f 

th® t o t a l  e lig ib le ®  e n te re d  the  u n iv e r s i ty .  From th i s  i t  would appear 

t h a t  d is re g a rd in g  lo s s e s ,  the  t o t a l  p o ss ib le  en ro llm en t fo r  the  Univer­

s i t y  o f  Maryland fo r  th e  re g u la r  undergraduate  program i s  i n  th e  neigh­

borhood o f  15,000 s tu d e n ts ,  d is re g a rd in g  th o se  who m ight come to  the  

U n iv e rs ity  o f  Maryland from o u ts id e  th e  I t a t e .

I t  i s  in te r e s t in g  to  no te  th a t  o f  the  th ir ty -o n e  i n s t i t u t i o n s  o f 

advanced e d u c a tio n , f i f t e e n  o r  about o n e -h a lf  a re  l i s t e d  as c o lle g e s  

and. u n iv e r s i t i e s  and s ix te e n  a s  p ro fe s s io n a l  and te c h n ic a l  sc h o o ls , 

te a c h e rs  c o lle g e s  and jun ior co lleg es*  Th® c o lle g e s  and 'u n iv e r s i t ie s  

account fo r  ?8% o f  th e  en ro llm en t and the  o th e r  th re e  groups y ie ld

28 I b id ,  pp . 11-25 .



1$%$ 5f, fid 2% re s p e c tiv e ly *  Five o f th e  th ir ty -o n e  i n s t i t u t i o n s  

have en ro llm en ts  over 1 ,000 and y e t th ey  account fo r  o n ly  70% o f  th e  

to ta l, enro llm ent*  The o th e r  30% o f  the  en ro llm en t i s  d i s t r ib u te d  

among tw e n ty -f iv e  i n s t i t u t i o n s ,  an average o f l i t t l e  b e t t e r  th an  1% 

p e r in s t i tu t io n *  I n  t h i s  l a t t e r  group th e  l a r g e s t  i s  Loyola C ollege 

i n  B altim ore w ith  9$h  s tu d e n ts  and th e  sm a lle s t  i s  i t*  Mary*a Female 

Sem inary, St* ?<?ary, s  C ity , w ith  5 l s tu d e n ts .  E xpressing  t h i s  c o n d itio n  

in  an o th e r ’.my, about 9 ,6 0 0  s tu d e n ts  a re  d i s t r ib u te d  among 29 i n s t i t u -  

t io n s ,  w ith  an average en ro llm en t o f  about 3B0 and 2?,),i.00 s tu d e n ts  a re  

e n ro lle d  in  5 i n s t i t u t i o n s  w ith  an average en ro llm en t o f  hjh^'O* With 

th e  p re se n t i n t e r e s t  in  th e  e s ta b lish m e n t o f  a g re a te r  number o f  ju n io r  

c o l le g e s ,  i t  would appear t h a t  th e  growth o f  en ro llm en t would, fa v o r  th e  

25 sm a lle r  i n s t i t u t i o n s  w ith  t h e i r  average en ro llm en t o f  380, r a th e r  

th an  the $ l a r g e r  i n s t i t u t i o n s  w ith  t h e i r  average enrollm ent o f  k , ’j80* 

I f  th e  growth o f th e se  many sm aller i n s t i t u t i o n s  i s  to  be more v igo rous 

i n  th e  y ea rs  to  come, I t  i s  l i k e l y  to  be a t  the  expense o f the  e n r o l l ­

ments in  the  two l a r g e s t ,  th a t  i s  the  U n iv e rs ity  o f  Maryland and Johns 

Hopkins U n iv ers ity *  The growth in  r e s id e n t  c o lle g e  e n ro llm en ts  from 

1929 to  19J/> in  Maryland showed a decided  growth from *29 to  *39, f e l l  

o f f  n o tic e a b ly  d u ring  the  war y e a rs , and had b a re ly  reached  th e  *39 

t o t a l s  by 19ld?~l/>* The t o t a l s  c i te d  a re  13,000 in  1929, 18,600 in  1939, 

and 17,100 in  19 U9. These f ig u re s  a re  based  on tw enty-tw o i n s t i t u t i o n s  

and do no t in c lu d e  the  -teachers c o lle g e s  and ju n io r  c o l le g e s * ^

t S t a t i s t i c s  o f  Higher Education* 19U5-U6 
(W ashington, I). C.: U* S* O ffice  o f  Education)T,""rp. 12, SI*
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C e rta in  o th e r  f a c to r s  fa v o r a  l a r g e r  c o lle g e  en ro llm en t i n

Maryland* Maryland has 1*32$ o f  th e  n a t io n a l  youth  under 20 y e a rs

o f  age b u t 1*63$ o f  th e  n a t io n a l  income . 3^ The S ta te  has b u t ±1,9%

o f  th e  18 to  20 y ea r o ld s  i n  school and 32*9$ o f  the  16 to  2k  year

o ld s  in  sch o o l, and on bo th  sco res ran k s f o r t y - f i f t h  in  th e  l i s t  o f
32S ta te s ,  Utah being  th e  h ig h e s t and Kentucky the  lo w e s t. More spe­

c i f i c  f ig u re s  in d ic a te  t h a t  in  th e  age group, 18 to  20 y ear o ld s ,

18,^32 ou t o f  103,806, o r  about 18$ a re  a tte n d in g  co llege*  In  th e  

21 to  2)i y e a r  o ld  b ra c k e t ,  6,51*5 o u t o f  130,986 o r  %% a re  a tte n d in g  

c o l l e g e . 3^ i n  1938-39, o f  th e  Maryland youth a tte n d in g  c o lle g e , 12% 

a tte n d e d  in  Maryland and 28$ went to  o th e r  S ta te s  t o  c o lle g e * 3 4̂ Of 

t h i s  28>S, to ta l in g  k , 000 s tu d e n ts , 1 ,138 went to  the  D i s t r i c t  o f 

Columbia and about 550 to  Pennsylvania and a  s im ila r  number to  V ir­

g in ia *  At th e  same tim e , about 5 ,200 s tu d e n ts  came to  Maryland 

c o lle g e s  from o th e r  S ta te s ,  1 ,036 from New York  S ta te ,  82? from 

P ennsy lvan ia , 782 from th e  D i s t r i c t  o f  Columbia and sm a lle r  numbers 

from p r a c t i c a l l y  a l l  th e  o th e r  S ta te s  i n  th© Union*3~*

31 I b id ,  p* 16.

32 I b id ,  p . 20.

33 Ib id ,  p . 25* 

3k  I b id ,  p . 26.

3^ I b id ,  p . 28.
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The tre n d  i n  en ro llm en t in c re a s e s  a t  th e  U niversity o f Maryland 

have been f a i r l y  uniform  th roughou t the  p a s t  tw enty  y e a rs -  The 

en ro llm en t i n  1930 was about 3*000, in  19bO around 5 *600 ,  and 1965 

i t  ro se  to  6 ,0 0 0 , in  191*6 to  8 ,^0 0 , in  1957 to  10 ,000 , and in  the 

f a l l  sem ester o f  191*6 the  en ro llm en t was l i s t e d  a s  1 3 * 5 0 0 ,^

36 Ib id , p .  3 9 .



As in d ic a te d  in  th e  p reced ing  d is c u s s io n , th e  U n iv e rs ity  o f 

Maryland i s  o rg a n iz a t io n a l ly  p a tte rn e d  a f t e r  the  i n s t i t u t i o n  w ith  a  

la rg e  number o f c o lle g e  and school deans, a d m in is tra t iv e  c h ie f s ,  

p o l i t i c a l  and community le a d e rs  re p o r tin g  d i r e c t l y  to  th© P resid en t*  

The a c tu a l  number i s  n o t r e a d i ly  ap p aren t e i t h e r  from the  p e rso n n el 

ta b le s  nor from an o b se rv a tio n  o f  th e  a c tu a l  fu n c tio n in g  o f  th e  top  

le v e l  o f th e  u n iv e rs ity #  I t  i s  p robab le  t h a t  academ ica lly  about 

tw enty  sc h o o ls , c o lle g e s  and e d u c a tio n a l d iv is io n s  a re  more o r l e s s  

under the  P re s id e n t* s  d i r e c t  su p e rv is io n . In  a d d it io n  to  th e s e ,  on 

h is  a d m in is tra t iv e  s t a f f  about t h i r t y  c h ie f s  come to  him f o r  guidance 

and le a d e rs h ip . He p e rs o n a lly  su p e rv ise s  th e  fre q u e n t m eeting o f 

th e  G eneral A d m in is tra tiv e  Board and review s th e  r e p o r ts  and p ro je c ts  

o f  about a  dozen stan d in g  f a c u l ty  com m ittees as w e ll a s  th o se  o f  a 

c o n s ta n tly  changing group o f  s p e c ia l  committees* His c o n ta c ts  ou t­

s id e  o f  th e  u n iv e r s i ty  in c lu d e  fre q u e n t co n fe ren ces w ith  th e  Board 

o f  R egents, members o f th e  S ta te  L e g is la tu re  and the  Governor as 

w e ll a s  th e  heads o f  a number o f  S ta te  E xecutive  Departm ents having 

an in d i r e c t  su p e rv is io n  over the  u n iv e r s i ty  p e rso n n e l p o l ic ie s  and 

bu dge ta ry  m atte rs#

The re o rg a n iz a tio n  o f  th© u n iv e r s i ty  w ith  a view to  s im p li­

fy in g  th© r e la t io n s h ip s  between the  P re s id e n t and th e  le a d e rs  o f  

th e  many a c t i v i t i e s  fo r  which he i s  re sp o n s ib le  m ight w e ll fo llo w  

th e  p a t te rn  p resen te d  in  C hapter I I ,  based on sm all span® o f  c o n tro l  

and d e c e n tr a l iz a t io n  o f  a u th o r i ty .  I f  th e  average span o f  c o n tro l  i s  

f iv e  o r an average o f  f i v e ,  th e  f iv e  v ic e -p re s id e n ts  to  c o n tro l  th ese  

f iv e  groupings o f a c t i v i t i e s  m ight w ell be the  fo llo w in g :
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The V ice-pro  3 id e a t i n  Charge o f  the  Lower D iv is io n  C ollege 

The Vice—p re s id e n t in  Charge o f  th e  Upper d iv is io n  C ollege 

The V ic e -p re s id e n t in  Charge o f th e  A d m in is tra tiv e  

D iv is io n s

Tho Vico—p re s id e n t  i n  Charge o f  th e  P lanning and Public 

R e la tio n s  D iv is ion  

The V ic e -p re s id e n t in  Charge o f  the  B usiness D ivision*

Such a s t ru c tu r e  a t  th e  top  le v e l  would r e q u ire  f iv e  v ic e -  

p re s id e n ts  o f  unquestioned  a b i l i t y  and a w il lin g n e s s  to  co o rd in a te  

t h e i r  a c t i v i t i e s  amongst each o th e r .  In  a d d it io n  th ey  should  pos­

se ss  a sense o f  r e s p o n s ib i l i ty  and lo y a l ty  to  th e  P re s id e n t which 

would enab le  them to  a c t  w ith  confidence  and e f f e c t iv e n e s s  in  a l l  

ro u tin e  m atters*  On th e  t h i r d  l e v e l  o f  a u th o r i ty  or c o n tr o l ,  the  

spans o f  c o n tro l  cou ld  be kep t e q u a lly  sim ple and d i r e c t  w ith  an 

average o f  f iv e  deans, a d m in is tra t iv e  c h ie f s  and e x e c u tiv e s  f o r  

p lan n in g , p u b lic  r e l a t i o n s ,  and b u s in e ss  a c t iv i t i e s *

For exam ple, i n  th e  Lower D iv ision  C ollege about f iv e  deans 

o f  sch o o ls  o f fe r in g  the  b a s ic  o r fo u n d a tio n a l cou rses f o r  the  f r e s h ­

man year would p re s e n t a  sim ple a d m in is tra t iv e  and academic o rg an i­

s a t io n a l  p a tte rn *  These f iv e  schools would in c lu d e ;

E n g lish , M athem atics, H is to ry , G eneral Science and 

S p ec ia l S tud ies*

T his o rg a n is a tio n  would fo llo w  th e  p a t te rn  being  adopted  a t  a  

number o f  our r e c e n t ly  e s ta b l is h e d  o r  re o rg a n ise d  la r g e r  u n iv er­

s i t i e s  i n  p re se n tin g  a common program f o r  a l l  s tu d e n ts  d u rin g  t h e i r  

freshm an y e a r and i n  a d m in is te r in g  t h i s  program under a  c e n t r a l iz e d



1X6

a u th o r ity *  Examples of this procedure are th e  U n iv e rs i t ie s  of 
Minnesota, M issouri and F lo r id a  among th e  L&nd-Grant colleges, and 
the Universities of Louisville, Miami and Michigan to nsrae a few 
o f  the non-Land-Orant u n iv e r s i t ie s *

The 7 ie e -p re s id e n t  in  charge of the Upper Division C ollege 

cou ld  assem ble the  n in e te e n  e x is t in g  sch o o ls  and c o lle g e s  in to  

fo u r  I n s t i t u t e s ,  each in  charge o f  a co rrespond ing  dean* These 

m ight be

The I n s t i t u t e  o f Technology 

The I n s t i t u t e  o f M edicine 

The I n s t i t u t e  o f E ducation  

The I n s t i t u t e  fo r  S o c ia l S tud ies*

T his o rg a n iz a tio n  would g ive th e  V ic e -p re s id e n t in  Charge o f  th e  

Upper D iv is io n  C ollege a  span o f c o n tro l  o f  fo u r ,  and th e  dean o f  

th e  fo u r  I n s t i t u t e s  would d iv id e  th e  n in e te e n  e x is t in g  schoo ls and 

c o lle g e s  in to  groups o f  about f iv e  to  g ive each  o f  them a  c o rre s ­

ponding span o f  co n tro l*  The a c tu a l  grouping o f  th e  n in e te e n  

c o lle g e s  would be a  r e l a t i v e ly  sim ple p rocedure and should  tak e  

in to  account s im ila r  m iss io n s , g eo g rap h ica l lo c a t io n s  and a ba lan c ­

in g  o f the  academic and a d m in is tra t iv e  lo a d s  o f  the  d i f f e r e n t  

sch o o ls  and c o l le g e s .

To con tinue  w ith  th e  su b d iv is io n s  o f th e  Upper D iv is io n  Col­

leg e  on th e  fo u r th  l e v e l ,  th e  u n iv e r s i ty  c u r r e n t ly  has about one 

hundred d ep artm en ts . These d iv id e d  amongst th e  n in e tee n  schoo ls 

and c o lle g e s  would g ive an  approxim ate average span o f  c o n tro l  o f  

f i v e .  Here ag a in  the  grouping o f  departm ents m ight r e q u ire  a
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rev iew  o f  the m issions arid c a p a b i l i t i e s  o f th e  v a rio u s  departm ents 

i n  th e  l i g h t  o f p re se n t-d a y  and fu tu re  e d u c a tio n a l o b je c tiv e s*

C ontinuing f u r th e r  w ith  the  Upper D iv is io n  C o lleg e , th e  f i f t h  

le v e l  would d e a l w ith  the  classroom  in s tru c to r s *  The u n iv e r s i ty  

has about e ig h t  hundred on the  ia c u i ty  l i s t *  R e fe rr in g  to  C hart 1 

o f  C hapter I I  the  number o f  in s t r u c to r s  on th e  f i f t h  le v e l  w ith  a 

span o f c o n tro l  o f  f iv e  i s  625 and th e  t o t a l  f a c u l ty  fo r  th a t  

o rg a n iz a t io n a l  p a t te rn  i s  7&1* This c lo s e ly  approxim ates the  s i t ­

u a tio n  a t  the  U n iv e rs ity  o f  Maryland* Again, i f  th e  625 f a c u l ty  

members whose fu n c tio n s  a re  p r im a r ily  c lassroom  in s t r u c t io n ,  a re  

a ss ig n ed  to  the  100 departm en ts, an average span o f  c o n tro l  o f 

6*25 would r e s u l t*

F in a l ly ,  f o r  an en ro llm en t o f  about 12 ,500 , th e  average c la s s  

s iz e  would be tw enty  stu d en ts*

The above p lan  fo r  re o rg a n iz in g  th e  U n iv e rs ity  o f M aryland on 

a p a t te r n  based  on th a t  d e sc rib e d  in  C hapter I I  w ith  a span o f con­

t r o l  o f  f iv e  and f iv e  le v e ls  would a p re a r  to  be c lo s e ly  a p p lic a b le  

to  c o n d itio n s  a s  th ey  now e x is t  in  th e  U n iv e rs ity  o f  Maryland* I t  

i s  conceded t h a t  th e  r i g id  a p p lic a t io n  o f  t h i s  p lan  would n o t meet 

a l l  s i tu a t io n s  nor would such a f ix e d  procedure be d e s ira b le *  How­

e v e r , i t  becomes ap p aren t from C hart 1 , in  C hapter I I ,  t h a t  i f  th e  

span o f c o n tro l  were changed to  fo u r  th a t  th e  number o f r e s u l ta n t  

c lassroom  in s t r u c to r s  would drop from 625 to  256, l e s s  th an  h a l f .  

S im ila r ly  i f  the  span o f  c o n tro l  were r a is e d  to  s ix ,  th e  number o f 

classroom  in s t r u c to r s  would be about doub led , th a t  i s  r a i s e d  from 

625 to  1 , 296* From t h i s  i t  would seem th a t  a  d e v ia tio n  in  th e
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span o f c o n tro l  o f  one on any le v e l  would adjust for any reason ­

ab le  d if fe re n c e s  in  the s i s e s  and needs o f  the  academic groups 

b e in g  reo rgan ised*

In  s im ila r  manner th e  V ic e -p re s id e n t i n  Charge o f  the  Adminis­

t r a t i v e  D iv ision  m ight w e ll have under him 

The .D irector o f  Admissions 

The R e g is tr a r

The D ire c to r  o f  S tuden t W elfare

The D ire c to r  o f  P ersonnel and Placement

The D ire c to r  o f  G eneral A d m in is tra tio n .

Trie above f iv e  a s s i s t a n t s  to  th e  V ic e -p re s id e n t in  Charge o f  

th e  A d m in is tra tiv e  D iv is io n  would c o n s t i tu te  th e  t h i r d  l e v e l  o f  

a u th o r ity *  In  most in s ta n c e s  th e  o rg a n is a t io n a l  s t r u c tu r e  m ight 

reach  in to  th e  f i f t h  l e v e l  as in  th e  case o f  the  D irec to r  o f  S tuden t 

W elfare coo rd ina ting ' the  a c t i v i t i e s  o f  th e  Dean o f  Men and th e  Dean 

o f Women where each would have h is  c l e r i c a l  s ta f f*

The V ic e -p re s id e n t in  Charge o f  P lanning and Public  R e la tio n s  

would p ro b ab ly  be re q u ire d  to  o rg an ise  an e n t i r e l y  new group. He 

m ight have d i r e c to r s  f o r  th e  fo llo w in g  f iv e  a c t i v i t i e s s  

P ub lic  R e la tio n s  

F is c a l  P lanning 

P la n t Planning 

P o l i t i c a l  R e la tio n s

R e la tio n s  w ith  Board o f Regents and S ta te  Agencies*
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On the fo u r th  le v e l  th e  p lan n in g , and. P ublic  R e la tio n e  group in  

some in s ta n c e s  would be mad© up o f  th e  a c tu a l  o p e ra tin g  arid cl<-.ri~ 

c a l  s t a f f .  On the o th e r  hand, th e  D ire c to r  fo r  Board o f  Regents 

and S ta te  Agencies group might re q u ire  te c h n ic a l  s p e c i a l i s t s ,  each 

f a m il ia r  w ith  a s p e c i f ic  phase o f the  s t a t e  E xecutive Agency Group 

and who would be supported  by  th e  n ecessa ry  c l e r i c a l  s ta f f*

The V ic e -p re s id e n t i n  Charge o f the  B usiness D iv is io n  Blight 

w e ll take  over the  o rg a n is a tio n  o f  the p re s e n t D iv is io n  o f  B usiness 

Management but a ss ig n in g  th e  p lann ing  o f new c o n s tru c tio n  to  th e  

P la n t S ec tio n  o f  th e  Planning and Public R e la tio n s  D iv is io n . This 

would g ive th e  V ic e -p re s id e n t in  Charge o f  th e  B usiness D iv is io n  

f iv e  D ire c to rs  su p e rv is in g  a c t i v i t i e s  a s  fo llo w s:

P lan t Maintenance and O peration

G eneral c e rv ic e s

C u sto d ia l

S tuden t Supply S tore

Veterans* Housing and M iscellaneous*

As c u r r e n t ly  o rg an ised , each  o f  th e  above f iv e  D ire c to rs  have 

under t h e i r  su p e rv is io n  an average o f  f iv e  e x e c u tiv e s , foremen o r  

crew c h ie fs*

I t  i s  no ted  th a t  th e  above o v e r - a l l  r e o rg a n iz a tio n s !  s t r u c tu r e  

f o r  th e  U n iv e rs ity  does n o t in c lu d e  th e  fu n c tio n s  o f  the  Comptrol­

l e r ,  th e  Purchasing  and Accounts Payable D iv is io n  and a number o f  

o th e r s ,  such a s  the  Department o f  Alumni A f f a i r s .  The F is c a l  

S e c tio n  o f th e  Planning and P ub lic  R e la tio n s  D iv isio n  m ight w e ll 

take  over the  plan n in g  and A uditing F unctions o f  th e  C om ptro ller,
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le a v in g  th e  F is c a l  O pera tions fu n c tio n s  to  th e  A d m in is tra tiv e  Deans 

on th e  d i f f e r e n t  l e v e l s ,

A1 a l t e r n a te  p lan  would be to  c a l l  the  B usiness D iv ision  des­

c rib e d  above th e  C o m p tro lle r*s D iv is io n  w ith  the  fo llo w in g  s ix  

D ire c to rs  under h i s  su p e rv is io n i 

F is c a l  O peration  

The C ash ier*s O ffice  

Purchasing  and Accounts Payable

P la n t M aintenance and O pera tion  ( in c lu d in g  G eneral 

S erv ice  and C u sto d ia l)

S tuden t Supply S to re  

Approved New C o n s tru c tio n ,

A number o f c u rre n t  departm ents and d iv is io n s  a re  n o t s p e c i f i ­

c a l ly  named in  th e  above b r i e f  o u t l in e  o f th e  u n iv e r s i ty  re o rg a n i­

z a tio n  p la n . These departm ents and d iv is io n s  would be a ss ig n ed  

w ith in  th e  above fram e-work i n  accordance w ith  t h e i r  m issio n s and 

m ajor a c t i v i t y .  For exam ple, th e  Department o f Alumni A f f a ir s  

f u n c t io n a l ly  belongs w ith  the  D iv is io n  o f  P lanning  and P ub lic  

R e la tio n s , 'The D ire c to r  o f  th e  U n iv e rs ity  L ib ra r ie s  f u n c t io n a l ly  

i s  most c lo s e ly  a l l i e d  w ith  th e  Upper D iv is io n  C ollege and might 

w e ll be r a is e d  to  th e  fo u r th  l e v e l  w ith  th e  Deans o f  the  Schools 

and C o lle g e s , The v a rio u s  in s p e c tio n  s e rv ic e s ,  ex p erim en ta l 

s t a t i o n  a c t i v i t i e s ,  and s p e c ia l  programs would co n tin u e  to  fu n c tio n  

under th e  su p e rv is io n  o f th e  s e v e ra l  c o lle g e s  and o f the  departm ent 

heads most in te r e s te d  in  th e  s p e c i f ic  a c t i v i t i e s .
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F igure  h shows d ia g ra m a tic a lly  the  p r in c ip a l  f e a tu r e s  

o f  the  p re s e n t  U n iv e rs ity  o f  Maryland o rg a n is a t io n a l  p a tte rn s #  This 

c h a r t  i s  n o t to  be In te rp re te d  to o  l i t e r a l l y  because many o f  the  

p e rso n a l r e la t io n s h ip s  tran sce n d  the  c a p a b i l i t i e s  o f  any g ra p h ic a l 

o rg a n is a t io n  c h a r t .  In  a  la rg e  u n iv e r s i ty  c a p a b i l i t i e s  and t a l e n t s  

o f  a  h igh  o rd e r  a re  f re q u e n tly  found i n  th e  low er academic and 

a d m in is tra t iv e  echelons* however i n  g e n e ra l th e  c h a r t  does in d ic a te  

th e  a re a s  o f  r e s p o n s ib i l i ty  and the  channels o f  a u th o rity *
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Figlare $ shows d iag r& m atica lly  the  r e o rg a n is a t io n  p la n  a s  

d e sc rib e d  i n  the  p reced ing  pages* I t ,  to o ,  i s  n o t to  be i n t e r ­

p re te d  to o  l i t e r a l l y .  I t  a tte m p ts  to  sug g est th e  grouping o f  

r e l a te d  fu n c tio n s  and a c t i v i t i e s  in to  groups sm all enough, p re fe r ­

a b ly  f i v e ,  so th a t  th ey  may be e f f e c t iv e ly  su p e rv ised  by one head 

o r  le a d e r*  The h i s t o r i c a l  background o f  the u n iv e r s i ty  a s  w e ll as 

long  stan d in g  academic and a d m in is tra t iv e  p rocedures w i l l  su g g est 

no doubt a  number o f  more d e s i r a b le  g ro u p in g s. However, th e  p r in ­

c ip le  o f  th e  r e o rg a n is a t io n s !  p a t te r n  o r p lan  i s  b e lie v e d  to  be 

r e a d i ly  ad ap tab le  to  such changes and m o d ifica tio n s*
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SUMMARY AND CONCLUSIONS

This c h a p te r  p re s e n ts  a  summary o f th e  s tudy  and o f  the  r e s u l t s  

achieved* 3n s e c tio n  1 . In  s e c tio n  2 a re  p resen te d  some recommendations 

o r c o n c lu sio n s  a s  a  r e s u l t  o f  th e  study* F in a l ly ,  in  s e c tio n  3 are  

l i s t e d  seme su g g e s tio n s  f o r  f u r th e r  s tu d y  on the  im plem entation  o f  

uniform  and sm all spans o f  c o n tro l .

1 . SUMMARY

This s tu d y  on c u rre n t  p ra c t ic e s  and tre n d s  in  th e  o rg a n is a tio n  

o f  i n s t i t u t i o n s  o f  h ig h e r e d u c a tio n , in d ic a te s  t h a t  u n iv e r s i t i e s  

and c o lle g e s  could  w e ll a ffo rd  to  re o rg a n ise  so as to  conform to  

g e n e ra lly  accep ted  p r in c ip le s  o f  o rg a n is a tio n  and c o n tro l .  The 

s tu d y  r e v e a ls  t h a t  such re o rg a n iz a tio n  should  be designed  to  serve 

th e  purposes and m issio n s o f  th e  i n s t i t u t i o n s .  I n s t i t u t i o n s  

should  be s ta f f e d  by  com petent le a d e rs  and c o n tro l le d  by dem ocratic  

p o l ic ie s  o f  c o o rd in a tio n  and c o o p e ra tio n . This s tu d y  shows th a t  th e se  

p r in c ip le s  o f  o rg a n iz a tio n  could  be j u s t  a s  e f f e c t iv e ly  employed 

by u n iv e r s i t i e s  and c o lle g e s  a s  u t i l i z e d  by th e  o th e r  m ajor ag en c ies  

and a c t i v i t i e s  o f  th e  n a tio n .

I t  becomes ap p aren t from t h i s  s tu d y  th a t  i n s t i t u t i o n s  ten d  to  

d i f f e r  w ide ly  i n  th e i r  o rg a n iz a tio n , to  em phasize v a ry in g  le a d e r ­

sh ip  a t t r i b u t e s ,  to  c o n tro l  t h e i r  component e lem ents i n  v a r io u s  

ways, and to  group s t a f f  and f a c u l ty  members under le a d e rs  w ith  sm all
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r e g a rd  to  the  s i z e  o f  th e  group a le a d e r  may e f f e c t iv e ly  d i r e c t  and 

c o n tr o l .  There appear to  be no accep ted  p r in c ip le s  governing th e  

p a t te rn s  fo r  o rg a n iz a tio n  and c o n tro l .  While no fix ed  p a tte rn s  

o f  o rg a n iz a tio n  a re  g e n e ra lly  advocated , such c o n tro l  p ra c t ic e s  

which c le a r ly  v io la te  g e n e ra lly  accep ted  p r in c ip le s  o f o rg a n iz a tio n  

m ight w e ll he re-eva lu ated  and m o d ified .

In most u n iv e r s i t i e s  and c o lle g e s , any m ention o f re o rg a n iz a ­

t io n  p lan s  f re q u e n tly  a rouses a storm  o f  o p p o s itio n  to  any change, 

and a d e fen siv e  a t t i t u d e  in  fa v o r  o f p a s t  p ra c t ic e s  and e x is t in g  

academic r e l a t i o n s .  The study  in d ic a te s  t h a t  th e  problem , th e n , 

becomes one o f  convincing  th o se  a f fe c te d  by th e  proposed re o rg a n isa ­

t io n a l  changes, o f the  w orth , advan tages, and ju s t i c e  o f  th e  

changes. C urren t w r i te r s  and e d u ca to rs  a re  somewhat vague o r 

s i l e n t  on how b e s t  to  implement reorgan iza tion a l p lan s  w ith  a  

minimum o f d is tu rb a n c e  to  s tu d e n ts ,  to  f a c u l ty ,  and to  adm inis­

t r a t i v e  personnel. This s tu d y  in d ic a te s  t h a t  a few, s im p le , and 

w e ll  p u b lic iz e d  p r in c ip le s  o f  o rg a n is a tio n  and re o rg a n iz a tio n  

would do much to  remove most o f  th e  r e a c t io n  a g a in s t  d e s ira b le  

changes.

In  th e  f i n a l  a n a ly s is ,  any complex o rg a n iz a tio n  such a s  a 

u n iv e r s i ty ,  i s  composed o f  in d iv id u a ls .  For d i r e c t io n  o f  e f f o r t  

and f o r  c o n tr o l ,  th ese  in d iv id u a ls  a re  assem bled in to  g ro u p s.

On the  bottom  l e v e l s ,  th e se  groups a re  d ire c te d  and In s p ire d  by 

in d iv id u a l  l e a d e r s .  The number o f  in d iv id u a ls  which any one
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le a d e r  can e f f e c t iv e ly - c o n t r o l  and d i r e c t  i s  h is  span o f  c o n tro l ,  

and , in  a se n se , i s  a E rasure  o f h is  le a d e rs h ip  a b i l i ty #  Ib is  s tu d y  

r e v e a ls  th a t  spans o f  c o n tro l  a re  e x c e s s iv e ly  la rg e  i n  many i n s t i t u ­

tio n s#  Many le a d e rs  a re  a ttem p tin g  to  p e rs o n a lly  c o n tro l  too 

many in d iv id u a ls#  T heir spans o f c o n tro l  exceed reaso n ab le  and 

human c a p a b i l i t i e s ,  and a rc  e v e n tu a lly  i n e f f i c i e n t  In  r e s u l ts #  

fp&ns o f  c o n tro l  vary  w ith  in d iv id u a ls  and w ith  a c t i v i t i e s ,  

b u t a re  s t i l l  s u s c e p tib le  to  © valuation  by experience  and by accep ted  

p r in c ip le s  o f  o rg a n isa tio n *  Many experienced  le a d e rs  fa v o r  spans 

o f c o n tro l  o f  about f iv e*  Some advocate l e s s ,  o th e rs  adm it a few m ore. 

Whatever may be th e  optimum number, spans o f  c o n tr o l ,  un ifo rm ly  a p p lie d  

i n  a complex o rg a n is a t io n , a re  s u s c e p tib le  a ls o  to  m athem atical 

developm ent and a n a ly s i s ,  and t h i s  trea tm e n t y ie ld s  i n te r e s t i n g  

im p lic a tio n s#  This m athem atical s tu d y , ev a lu a ted  a g a in s t  c u rre n t 

o rg a n iz a t io n a l  p a t te rn s  o f  r e p re s e n ta t iv e  i n s t i t u t i o n s ,  in d ic a te s  

th a t  the  average u n iv e r s i ty  cou ld  o f f e r  more e f f e c t iv e  in s t r u c t io n  

and guidance to  s tu d e n ts ,  and cou ld  make more e f f e c t iv e  use o f  th e  

in d iv id u a l  members o f  i t s  s t a f f  and f a c u l ty ,  i f  i t  adopted a  p o lic y  

o f spans o f  c o n tro l  o f  around f iv e*  M oreover, i t  would appear th a t  

t h i s  o rg a n iz a t io n a l  p r in c ip le  could  be implemented w ith  l i t t l e  o r  no 

a d d i t io n a l  o u tla y  o f  fu n d s, b u t w ith  a  r e s u l t a n t  g a in  i n  e f f ic ie n c y  

i n  the  i n s t r u c t io n  o f  s tu d e n ts , and w ith  a  minimum o f d is tu rb a n c e  

to  e x is t in g  o rg a n iz a tio n s  and to  in d iv id u a l  f a c u l ty  members and s tu d en ts*  

The s tu d y  does r e v e a l ,  however, t h a t  the  im plem entation  o f  

t h i s  p r in c ip le  o f spans o f c o n tro l  o f  about f iv e  would re q u ire  the  

con tinuous e v a lu a tio n  o f  o rg a n is a t io n a l  s t r u c tu r e s  and p a t te r n s ,  

would n e c e s s i ta te  an a l e r t  s t a f f  f o r  long  range p lan n in g , and would
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presuppose a v e ry  human a p p re c ia tio n  o f th e  power o f  t r a d i t i o n  and 

o f th e  d is tu rb in g  in f lu e n c e s  o f  a c tu a l  o r  proposed changes amongst 

th e  more c o n se rv a tiv e  in d iv id u a ls*  However, a  number o f  th e  younger 

and more p ro g re ss iv e  i n s t i t u t i o n s  c lo s e ly  approxim ate th e  o rg an isa ­

t io n a l  s t r u c tu r e s  and spans o f  c o n tro l  which th e  r e s u l t s  o f  t h i s  

s tudy  would seem to  favor* This s tu d y  in d ic a te s  a ls o  t h a t  th e  

same p r in c ip le s  and spans o f  c o n tro l  cou ld  r e a d i ly  and p r o f i ta b ly  

be a p p lie d  to  l a r g e r ,  more com plete , and more c o n se rv a tiv e  un iver­

s i t i e s ,  p rov ided  th e  problem o f  human r e s is ta n c e  to  change could  be 

solved*

The r e s u l t s  o f  t h i s  s tu d y  fa v o r  o rg a n is a t io n a l  changes o f  a 

ve ry  p r a c t ic a l  n a tu re • These proposed changes have been e v a lu a te d  

and compared t o .s t a t i s t i c a l  d a ta  on h ig h e r e d u c a tio n , u t i l i s i n g  

n a tio n a l  averages a s  w e ll a s  d a ta  from in d iv id u a l  and r e p re s e n ta t iv e  

i n s t i t u t i o n s .  They appear to  be in  use in  a few i n s t i t u t i o n s ,  

perhaps more by chance th an  by conscious p lan  o r  design*

The study  ends w ith  an o u tlin e d  a d a p ta tio n  o f  th e  p r in c ip le  o f 

uniform  spans o f  c o n tro l  o f  f i v e ,  a p p lied  to  one o f  th e  r e p re s e n ta t iv e  

u n iv e r s i t i e s  p re v io u s ly  s tu d ie s*  This u n iv e r s i ty  i s  co n sid ered  

ty p ic a l  among the  la n d -g ra n t  g roup , grown f a i r l y  r e c e n t ly  from an 

a g r i c u l tu r a l  c o lle g e  to  a  s t a t e  u n iv e rs ity *  I t  has ex p erien ced  

many changes i n  i t s  c en tu ry  and a  h a l f  o f  l i f e  and developm ent, 

c lo se  to  the  n a t io n ’ s c a p i t a l ,  n e a r the  Mason-Dixon L ine , and in  

the  m idst o f th e  a g r i c u l tu r a l  and tra d e  a re a s  o f  the  Chesapeai.ee 

basin*
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2 . PECOAsS'M DA. TICKS

That th e  f a c u l ty  and s t a f f  o f  our l a r g e r  c o lle g e s  and 

u n iv e r s i t i e s  e v a lu a te  t h e i r  o rg a n iz a t io n a l  s t r u c tu r e  and c o n tro l  

p a t te rn s  c o n s ta n t ly  w ith  a  view  to  s im p lify in g  th e  o rg a n iz a t io n a l  

s t r u c tu r e  o f  i t s  e lem en tary  component g roup .

That the  m e r its  o f  sm all spans o f  c o n tro l  o f  about f iv e  

be te s te d  in  a c tu a l  o p e ra tio n  by im plem enting such s im p lif ie d  o rg an i­

z a t io n  and c o n tro l  methods in  s p e c if ic  l a r g e r  components o f  th e  

u n iv e r s i ty .

That the  le a d e rs h ip  a b i l i t y  o f  in d iv id u a ls  on th e  v a rio u s  

low er le v e ls  o f  th e  u n iv e r s i ty  be co n tin u o u sly  a p p ra ise d  and no ted  

w ith  a view  toward more s e le c t iv e  and ra p id  advancement o f  th o se  

showing p o te n t ia l  le a d e rs h ip  c h a r a c t e r i s t i c s .

That the  fu n c tio n s  and m issions o f  th e  components o f  each 

u n iv e r s i ty  be c a r e f u l ly  review ed w ith  a  view toward c o l le c t in g  them 

in to  groups o f  about f iv e  w ith  s im ila r  o r  r e la te d  m is s io n s» Where 

t h i s  number in  a  g iven  group exceeds seven , to  e s ta b l i s h  two groups 

w ith  su p e rv is io n  and a u th o r i ty  over them on th e  n ex t h ig h er l e v e l .

To e v a lu a te  c o n s ta n t ly  the  changing program s and c u r r i ­

c u la  in  th e  v a rio u s  c o lle g e s  and departm ents w ith  a view  to  e lim ­

in a t in g  o v e rlap p in g  a u th o r i t i e s  and d u p lic a te d  c u r r ic u la .
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C urren t l i t e r a t u r e  on the  a p p lic a t io n  o f  modern o rg an i­

z a t io n a l  p r in c ip le s  to  i n s t i t u t i o n s  o f  h ig h er e d u c a tio n  ap p ea r to  

f a l l  s h o r t  o f s p e c i f ic  methods f o r  app ly ing  th e o r e t i c a l  o rg an i­

z a t io n a l  p r in c ip le s  to  p r a c t ic a l  problem s and t r a d i t i o n a l  s i tu a ­

t io n s  encoun tered  on the campuses o f  our o ld e r  u n i v e r s i t i e s .

There appears to  be a  need f o r  p r in c ip le s  f o r  app ly ing  

p r in c ip le s ,  t h a t  i s ,  a method o f im plem enting modern o rg a n iz a tio n a l  

p r in c ip le s ,  s t r u c tu r a l  p a t te r n s  and o p e ra tin g  procedures w ith  a  

minimum d is tu rb a n c e  to  th e  con tinued  o rd e r ly  and ro u tin e  working 

o f th e  u n iv e r s i ty .

I t  would be in te r e s t in g  to  have a survey o f two a c tu a l  

r e p re s e n ta t iv e  u n iv e r s i t i e s  comparing th e  two d i f f e r e n t  o rg an i­

z a t io n a l  p a t te rn s  d isc u sse d  In  t h i s  s tudy  as to  t h e i r  academic 

e f f e c t iv e n e s s  a s  measured by th e  e f f e c t iv e n e s s  o f  th e  in s t r u c t io n  

and th e  developed a b i l i t y  o f th e  s tu d e n ts  g radua ted  and a ls o  a s  

measured by the  most e f f e c t iv e  use o f in d iv id u a l  f a c u l ty  members* 

An e q u a lly  in te r e s t i n g  c o ro l la ry  would be a survey  a s  to  

w hether the  sm all a d d it io n a l  c o s t  o f  im plem enting a  uniform  system  

o f  spans o f c o n tro l  o f  f iv e  on each o f th e  v a rio u s  le v e ls  would be 

more th an  compensated f o r  by the in c re a se d  e f f e c t iv e n e s s  o f  th e  

in d iv id u a l  s t a f f  and f a c u l ty  members a s  measured by th e  h ig h e r 

c a l ib e r  o f  s tu d e n ts  g rad u a ted .
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