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The mejor objective of this study is to proasent o pletwre of the
organlzation of institutions of higher edueantion in the United itutes.

The orgonizational plens of sost instibutions show & generully
congistent pattern but vary widely in the details of relastionships
among the gocuponents of apesific celleges and universltisa. an effort
is made in this dissertation to discover organizationsl principles
and feotors which are comuon to most of our stronser univerasities and
to svaluate the deviztions from this eomnon pattern. 4n attempt is
also made to weasure effectivoness of various orgsnizetional plans
developed st specific institutions of edvenced educstion.

Ay view=point is one of impartisl curiosity rather than eritiesl
Judgment or Judicisl evelustion. I believe, Turthermore, thst sueh a
study will give velusble insizht into the organization of universities.

1 accept the proposition that any complex orzanizationsl atruoture
is mede up of small groups, each supervised, for & time at least, by a sin=
gle individuml, Jueh a gomplex organimation will heve & specilic nzission
or objestive. the groups which sre coawonents of this couplex organi-
zation in turn sey have varying wissions and objectives, but all wissions
gupport the sverall objective of the complex orgenizations in addition,
a8 these sumall groups are integrated into largeor groupss & next nigheor
level is constituted, made up of ithe leuders of the basic groups. “he
responsible heads of these groups of leaders in turn fora a third level

of responsibility. Thus a pattern of small groups, eseh with its
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raesponsible leader may be integrsted intc a eomplex organizational
structure, but this cozmplex organization retains throughout the
prineiple of small groups soch wilth clewr &nd nom=overlapping
misaions,

lany of the statements and conelusions arrived at in this study
will be obviously colorod by my experience with educational insti-
tutions and projects connected with the irmed Forces. In sons
thirty«five years of experience with various eonmponents of the irmed
Forees, sbout three=fourths of my time wes spent at educetional insti-
tutions. iy experience was aliost egquelly divided between educstion=
al inatitutions under the supervision of the Army or the coxbined
arms and those which were ¢ivilian colleges and universities. /lmost
as much time was shent in teaching 28 was spent iln sowme student capsce
ity, research, or the writing of textbooks or articles for the Arned
Forces.

Hecently 1 spent 8ix yeurs st the Commmnd and General 3taff Col=-
lope at Tort Leavenworth, both during and after the er years, The
wholesale education of some fifteen thousand ieserve and Hegular offi~
cers, called in from theeters from .friss to the Thilippines and from
08lo to Okinawe, offered an opportunity to eveluate the effectivensas
of the educetional backgrounds of these specially selected students.
They averaged about thirty yesrs old, They renged from high sehool
grsduates to Phe D'a,, with the mode at two yesrs of colleze. There
were many reasons Lo question the effectiveness of our institutions
of higher edue¢stion in training these specially sslected uilitery

leaders when messured by thelr advancenent in collegiste oredit hours
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or ysara of study at our universities. It slmost seeumed that,
measured by lesdership in and durine war operstions, neak affnctive-
ness was reached before ithe astudents mohleved thelr degrees from
college,

iore recently my experilence as an assistant to the Dean of the
College of duestion at the Univeraity of iaryland, as g representative
for the United Nations Information Centery and subsequently aa . aaisti~
ant to the Dean of the (ollege of Ipeciel and Continuation Studies,
néve ochanged meterislly ry views on the functioning of institutions
of advarced educstion: iy experlence with the College of .ipecial
and @ontinvation itudies included frequent confsrences and coordina-
tion with nmost of the other deans of the University and thelr departe
mant heads as well as the twe hundred instruetors znd professors
teaching the off-ocampus courses each aemester. Included in this
task were most of the sdministrative functions pertaining to the
Jean's office tut sufmentad by sueh praetical and basic work «s the
actual advising snd enrolling of atulents at off-campus centers, the
designing and adjusting of programs of ¢ourses at some forty off-
eaupus centers, and the coordinstion of these courses with the Ine
formation end "dueetlon personnel at conters pertaining to the
aArmed Forcos.

Troblems connected with these offw-canpus programs ineluded the

initistion of mmesurea tending to safarusrd such essentlals as

soademic student advising, mmintenance of academic standarda, the

preparation and justification of budgetary data to support these
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extensive programs end tihe epordinetion of details of the prograw
with the Jresident and his principal steff members, including the
Gean of the Taculty, the Director of sdmissions, the lezistrar, the
Comptrollar, the Parsonnel and Flascesent Officer, and othera, Yo
their friendly advice and official assistance @as well &8s their unfail~
ing good humor are due many of the mellower reservations end limiting
atatementa eontained in this study.

I teke pleasure in acknowledginz the asesistance and guldance of
& muber of porsons who helped in the preperation of this study. Withe
out Dean Harold Denjamin's stimulating advice and personsl guidance,
both on and off the campus, this study probably would have remeined in
note fori. Te Professor Clarence 4. Heowell is due my gratituds for
his discussions on school administration, including primery, secondary
and advanced educational institutions, and the legal struetures which
govern and support such institutions. Trofessor Jemes L. Van Zwoll
contributed valuable materials on the financial strueture and support
of sduscational institutions., His discussions on the principles of
public reletions ss applind to sdvenced oducation were espocislly
gtlimlating. Po Frofessor Cladys L. Yiggin 1 am indebted for her
seminasyr and disgussions on the technigues of ressarch and historieal
writings. TProfessor ilvin V. 3ehindler's inspiring talks on educa=
tional lesderahip, both fyom the historie end the current end practi-
esl viewepoints, did much toward explaining many of the verietions

sepongst our leading colleges and universities.
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tude for her understending in providing a qulet plasce to work and
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Henry J. schroeder

7602 Colesville sicad
College FPark, laryland
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CHAPTER I
INTRODUCTION
1. THE PRCBLzM.

The purpose of this dissertation is to study current nractices and
trends in the orgenization of institutions of higher sducation, with the
objective of indlcating some methods of implementing such orgenizational
and control patterns as will conform to generally accepted vrinciples of
organization and contrcl. The need for & study of thig tyve is indicated
in the brief review of some of the orgunizational problems which univer-
sities and colleges hive encountered during the past decade. Some of
these problems are outlined in the paragraphs following.

Institutions of higher educatlon have grown rapidly in number and
in size during the past half century. The ten years from 1940 to 19%0
present & particularly disturbing pattern. During 1940-45 students and
instructors were lost to the War effort. During 1945-5C classes were
swollen by students delayed becsause of their absence in the Armed Forces,
by veterans programs and benefits, and by a general turning toward more
education as & panacea for national and world.wide disturbances and un-
reat. The situsation in 1350 was made worse by the tendency of teachers
of all levels to be held in or attracted to Federal or commercial em-
ployment.

Organization and leadershin in higher education and the correspond-
ing control of our colleges &nd universities have fluctuated correscond-

inzly. Before and during the war yesrs, institutions of advanced



education trimmed expenditures, reduced staffs and feculty to meet the
shrinking student bodies, &nd tried in other ways to adjust to decreszsing
returns from investments and the sccelerating devaluation of the doller.

aAfter the war, with the return of the veterans, the susvpension of
the draft, and the rise of unemployment, institutions of higher educa-
tion were asked to do an about face almost over night and to absord
somehow these vast numbers of students. This absorption of the veterans
was accomplished in & fairly orderly fashion, but &t an obvious loss of
control, and with & growing confusion among unriverszity staff and faculty
because of overloads.

The current wave of large classes and increasingly complex curriculs
vas accompanied by little or no changes in the organization or control
of the univeraities. Top &dministrators and faculty desns had little
time to recrganize and decentralize sc that they could provide for the
adequate sunervision of the swelling hordes of students and instructors
and pay reasonable attention to meny new, practicel problems.

“hatever may have been the contributing causes and factors, many
nresidents, administrators, and facully members at the universiiies and
colleges have extended the scope of thelr personal surervision and re-
sponsible control beyvond good practice and often berond human endurance.
Some have zrown accustomed to the gradually incressing loeds because of
necessity when the student enrollment mushroomed far faster than the re-
turn of the younger faculty members from their war assignments. MNany
have accepted and continune to retain spans of control beyond thelir own
or anyone else's ability. Too many fail to demonstrate in practice the
vision, the tolerance, &and the flexitllity which they have been tsaching

in their classrooms.



Fortunately, not all institutions of advanced education are saf-
fering in this way or to this degree. Moal organizations are atratchad
to the limit of elasticity, even to the bLreaking roint; & few show only
alight strain. BHMany retain their organizations, but add sassistance on
each level; &n insignificant number &re belng anzlyzed, changed fre-
quently, &nd made to meet the actuul fluctuating loede und missions.

Before discussing vossible soluticns to the aitugtion, us reorgani-
zation, decentralizatlon, &nd proper spuns for control vurvoses, it
seens desirable to exunine the functions of control itself.

The problem then is to study practices and trends in orgenizu-
tional patterns &t institutions of advanced education, to evaluate
thege actual practices sgainet accepted principles of organization
and control, and to seek & practical plan for implementing more zffect-
ive orgenizational and control patterns. This problem includes the
conatant evaluation of such plans for reorganizaticn with due regard
to the student view-point, to such personnel problems as faculty morale,
and to the vital necessity for maintaining scsdemic sterdarde during
the nrovosed reorganization. 4&n essertial commonent of eny sccertable
nlan for reorganigzation must be itse acceptance of the demeccratic maeth-
ods of control and the exercise of authcority. any plen for organizsation
must be founded on the vbjective ¢f taaching cemocracy in & dervocratic
fashion, with due regerd to the inclusion of gocill atudies and studies
in the numanities. Thie study accepis without further discussion the
bagic vnrincinle that democratic education serks the bettorment of the
indivicdual and through nim the betterment of gscciety and sacial condi-
tions woich in turn lead to improved political conditiona on the loecal,

national, and eventually the global, levels.



TwQ TYTICAL EBXAMPLES OF ORGaNIGATIONAL FATTEAKS.

Perhaps the problem 1s more specifically expressed by two exauples
of universities, one of which hus & plenned organigation, and the other
which has develoned by casusl additions as tue need thereior srose with-
out much planning for the future nor thought on the efficiency of the
organization &nd the leuderazhip. et us visualize two aunlversities,
each with about 10,000 students. One of taese hes given careful thought
sach year to improveacnts in its organization. It has made the dasic
assumption that decentvralizatlion of suthority is essentisl to good oper-
ation. 4ccordingly the vpresident of the university has gathered around
him five experienced educators and adainistrators. Thege five heads
each direct the activities of & division such as the activities of the
lower Givision college, the upper aivision college, tie planning and
public relations division, tne administretive division and the business
end finance division. To allow himself tne maximum of freedom, the vresi-
dent has designated an assistart or vice-nmresident to coordinate the ac-
tivities of the five division heeds on routine matters or on ma&titers on
which policies have becn establ ished. This organization vermits the
nresident the maximum of free time to become acqueinted with the ver-
sonnel of his university, botk faculty wnd student, and to be absent on
extended vigits, on missions of good will and for the promotion of better
nublic relatlions.

in contrast to this simplified orgenization &t the top level, many
of our oldest and strongest universities still show little evidence ¢f
affecting changes in orgeniguation to meel new conditions a&nd situstions.
Too many of our universities have their presidenis surrounded by an

imnossibly large number of assistants and leaders directly responsible



to the president. & $ypiczl example of this type of university organi-
zation would have some twelve college deans renorting directly te the
college president. In addition the president would heve deily or fre-
quent conferences with easch of the administretive heads in his faculiy.
Tnhese wmight number as many as fifteen. Those two divisions with their
twenty-seven group chiefs would account for the internal affairs of the
university. In addition to these, the president would deal with some
ten comsmunity leaders, business and banking rerrssentstives and many
political cniefs of varying lmportance and stature. If there were ten
of these outside chiefa, the president wculd be denling freguently snd
havituelly with some thirty-seven persons, each feeling & certsin re-
sponsibtiiity toward him or having definite cleims on his tire, or look-
ing to bhim for lesdershiip and guldance. Such & gitustion would keen
the pregident congtantly precccupied with routine problems end leave
him little or no time &nd energy for the necessary plenning end major
decisions on problems of fer-reaching importunce.

It is not unususl with this second tyrps of university organization
for the president to designate in fact severel assistents who in neme
have regponsibility for execulive action &arnd decizion ir routire matters,
but almoat invariably they too have no fixed or specificelly defined
missiona bubt bear the burden equally with the president for dealing with
the entire thirty-seven leaders and cniefs who deal with the nresident.
Phe result is that these assistants %o the preasidant in turn become
equally bharassed and confused for lack of definition of resconsibility.
They deal with so many different malters thet they tend to confuse sach
other by intermittently making decisions in matters previounaly passed on

by another of their group. How many of us heve attended administrative



board meetings of thirty to fifty members and listened to the president
or & group of his staff members debating minor mattere with groups or
fections in the assembled deans and department heads.

The above hypothetical example of two differently organized uni-
vergities immedistely raisee the question as to how the third lsvels of
the two organizations would be constituted. It is apparent thut in the
firet university with five division heads looking to the president for
guidance, thet there must be many deans of colleges and administrative
chiefs who would seldom consult with the nresident. Whereas in the sec-
ond university, with thirty-seven chiefs reporting directly to the nresi-
dent, each of the deans and admlnistrative heads, as well as comsunity
&nd nolitical lescers, would feel free to demand audience with the presgi-
dent at any time. Perhans the angwer is already apparent. With five
division heads reporting to the president, the division heads will have
adjusted and coordinated all of the routine matters, leaving only snecial
&nd urgent problems for the president's nerscnal attention. In this tyve
of university organization the president will heblitually heve the time
and the energy to deal briefly and effectively with such problems, nar-
ticulérly if the college dean or department head who has the »roblem
confere with the president, with the division head concerned nreasent to
brief and advise the nresident on the backgroundi and meriits of the vwrob-
lem 8% issue.

In the second type of orgenization, the president with his thirty-
seven heads reporting directly Vo him with all of their rroblems, is
ususlly so comnletely engaged with the entire academic and administretive
ioad that he has little or no time teo dezl with anything excent the

routine vroblems end such only briefly.



In well-organized universities the small span of suthority is usually
reneated on the various levels from the president &nd his personal steff
down to the divisiocn chiefs and thence from the division chiefs down to
the deang of the colleges or schools. In the example cited, the lower
division college usually will have zbout five schools or departments,
each with 1ite scsfemic fleld or mejor lower level instructional area.

The upper division college similarly would heave five or six depurtments
each specializing in a major scademic subject. The head of the adminie
trative division would desl wiih the conventional heads or deans of such
activities as the Admissions office, the Hegiatrar's office, the Cashier's
office &nd the Fersonnel office. In like manner the plamning &nd pudlic
relations division would be orincipally concerned with long range plans
for the future and with public relations contecte which would coordinate
and sunport such plans. Finally the busineas division might itself con-
tain & fiscal nlanning section, plant maintenance section, a current ex-
renditure section, and an audit section.

In the second type of unorganized university, the thirty-seven heads
reporting directly to the president might by chence only heve a varying
number of depsartment heads, some &8 low &8 two, others &3 high ;& twenty,
& situstion which ig not unusual in many of our universitieas. The reault
of the situation is that some carabie deans and department heads have too
little regporsibility or activity to fully engage their high ability
while others m&y be in almost the same situation as the university vresi.
dert with fifteen or twenty department heads reporting directly to their
college dean,

The compirison between the above two types of university organization

could be carried on down to the level of the classroom instructor or to



the varied number of students in different classes. In the well-vlanned
university, careful attention is given %0 preventing the over-crowding
of each class by limiting enrollments cr by setting up additional sec-
tions of the more porulsr classes. ¥Where such classroom planning is not
given adequate attention, there is & tendency to find meny instructors
carrying classea with enrnllments in excess of one hundred, narticularly
if they are effective teachers, and other insiructors carrying & lesser
rumber of classes and small enrollments of five to ten in the clusses
they do have.

{0 summarize the above comparison between the twe univerasities, it
would seem that organization requires frequent review and cereful rvlanning.
That without such constant evalustion and adjustments, universzities drift
into organiszations which are highly inefficient from the view-noint of
naking most effective nuse of the sbilities of the individuszl merbers of
the fyculty &nd more imvortant in the effectiveness in the clessroom
ingtruction, aivising and counseling of students.

It is admitted without argument that local conditions, customs, &nd
historical nrecedent have & great influence on the orgenization of our
larger and stronger universities. However it is equally apperent that
the cultured savling which is carefully wetched, trimmed, guided and nour-
ished, tends to grow into & well-rounded, symmetrical and integrated tree,
Cn the other hand, the sapling which is &t the mercy of storms and drought
and the chance injury from neighboring treea is likely to eventuslly grow
into an unbalanced and inefficient member of the grove. The nroblem seems
to be one of long-range pleanning rather than short-time expediency. In
the cage of the two universities described above, it will be ghown later

that the number of mersons required to staff each of the two universities



will be asproximately the same. However in one inastance, each of the
higher level heads or leaders will have & specific miassion and will control
the activities of & relatively gmall number of chiefs on the next lower
level. In the gecond type univeraity, there ie an atmospvhere of overwork,
of insufficient time, of long hours, of overlapping of missions and re-
gronsibiiities with 8 resultant feeling of confusion and futility.

Ag in any organization desling with socisl vroblems and nrojects,
universities terd to be influenced greatly by personslities., 3ome strong
leaders tend to attract to them‘man of ability snd stature, others with
leadership ability tend to discoursge subordinstes and eventuslly find
theraelvea surrounied by &n ever-growing group of subordinetes in whom
the leacer hes little confidence and trust. In the first instance, the
lesder hus organizing ebility and nerscnal megnetism. In the second in-
stence, there ia an atmosphere of drive and clashing personelitiea. 1t
is not unusual to find that the second situmtion could have been avoided
by the careful selection of assistents on all levels with a view to
their long-range lesdership potentiality.

The next gaction will indicets & method of evalunating nrganization
with & view to egtabliahing the desirable comnosition and attridbutes of
the orgenization of & amall group. In turn the small grouns will be
ghown suscentible of integration following the same orgunizationsl vrin.
cinles, into complex organization structures, particularly as they apply

to collegzes and universities.



2. THE TREATMENT OF THE PROBLEM.

The arrengement of the parts of this diesertation follows
generally its purpose, which is to study current practices anéd trends
in the organization of universities &and coclleges with & view to indi-~
cating methods of implementing and adopting generally accepted principles
of organization ané control. Chapter 1l reviews the wmore generally
sccepted principles of organization, leaders ip and control. Chapter 11l
outlines the actusl orgenizationsl patterns &t some typicel institutions,
and presents a proposed lmplementation of the principles presented in
Chapter II to one of the ingtitutions. The treatment of the problem is
outlined in more detwkil below.

‘his gtudy, then, reviews in Chapter il the commonly &ccepted vrin-
ciples governing orgenization for any large scale sctivity and the net.
work of control agencies. It also establishes relationshipe, missions,
end ovjectives within the organization. The study presents & list of
principles of leadersiblip as applied suecifically to education &t insti-
tutions of aGvanced learning, and discusscs tie infiuence of leaders on
the control of educetional organization. a3 & measure of evaluation of
leacersiip the study develops the subject of desirable sizes in spans of
control; thet is, the mamber of persons whose &ctivities can Le efficient-
ly c¢irected by one person designated as the lester.

Chapter 111 develops the theory of spans of control, both theo-
retical and practicel. It presents certain mathematical vprinciples and

tublea wilch show trends resulting from various sizes of groups controlled
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by one leader and extends these principles to the six levels commonly
encountered in the complex organizations of our larger universities.

The above theoretiocal spans of control and their trends are com-
pared with soxe national trends and evalustions as applied teo colleges
and universities.

Chapter I1I contimaes with a detailed study of & group of selected
colleges and universities with particular reference to their organisa-
tion rather than spans of control utilized and the iype of leadership
directing or controlling the institution.

Pinslly. dhnyter IV gives s brtsf !u-ary of the .tu&y with specific
rcce.nandntiona and aaggoutiona for further research.

This atudy deals with spans of responsibiliiy, es the title
indicatea. Iowever; the term "spans of conirol™ is used more fre-
quently in the diassertation than "spans of responsibllity”, It
should be noted that for the purpcaes of this study, the two terms have
bean trected as practically aynonymous. Control may be comaidered a
desiradble element of responsibllity; or & prerequisite for the proper
fulfiliment of the obligations of reaponsibvility. Furthermore, It waa
hoped that any autoaratie connotations whieh might be found in the
word “control”, would be dissipated by the more democratic implications

“of the word "responsibility”.



3¢  LIMITATIONS

The linitations of a atudy of this typs are obviously meny. ‘he
principles governing the organization and sdninistration of ¢ollages
and unlversitios have been set forth in general terms in msny rsferences;
texts, and oritisal writings. Unfortunately the apslication of these
prineiples is more 4iffiouli te find in the writings of sdussticnal
adniniatrators, loesl situstions apd problems appsar to heve greater
influence in ths application of organizeationsl principles than do the
vbjectives lmplied by the prineciples. .urveys of spesific wniverail-
tiez frequently indicate that while 1t would be desirsble teo imple~
mant sertain astepted prineiples of orgamnizmation, loeal conditions
involving personaiities and tradition deley the ifmmediste snd direet

nativation of these primiplaml

Thare ia oftesn an atunosphers of
camprounise, oxpediensy. snd patience whieh appears to hinder any clesar-
cut establishment of recognized and ocmmsonly sagepted prineiples of
organizeticn and spens of responsibility. ‘he clear-eut desisiveness
of business apd military reorganizetion appesrs to be less pragtical

whem epplied ¢o sducationmal institutions.

lewpmples includes
Lent, faymond L.y o.0. Loulsisns State Unlversity. (Washington:
Amerisan Couneil om Wduecation, 1940;.

Sapen, Jammuel Pee e.8. Publie Higher Zduection in Utah.
{Viashington: amoricun Council on “ducetion, 1940},

derbury, Willlem L., o.8. dighor Zdusation in sarylend,
{#eshington: imerisean Council on Tdusation, 1947). '

Barmond, imrold P. Heport on  nwinearing “dusstion in the
University Syasbem of Jeorgiem. (Atlanta: Georgle Jehool of Teshnology,
19420,
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4, VALUE QR USEB OF THIS STUDY

From the foregoing it is apphrant that thie study is directed
more toward the implementation of principles of organization, leader-
ahip and control rether than the exploitation of any one most effective
pattern of organization and control for institutions of advanced lesrning.
The study asttemnts to show the benefits of efficient organization and
nrovide some nractical methods of converting existing orgunizational pat-:
terns to simpler and more eflective organigzational structures.

Finally, this study should nrovoke further research in the many
apecial areas not touched on in this writing, such as the detailed total
reorganization of our larger universities on & functional pattern rather
than on the traditionally acsdemic frame.work. If this study dces no
more than show some of the advantages of decentralization of both migsion
and authority it will have schieved ite purpose.

In these days of expanding vower and empire building, there is the
poasgibility that in many minds the purnose and objective of our demo-
cratic institutions of advanced education may be entirely forgotten. The
view-point of the student is after all the predominating influence. Or-
ganization and control &re but the frame-work or ladder by which he climbs
toWwerd & fuller and richer 1ife. Where the student achieves his education-
al goal with & minimum of interference from his instructors, faculty mem-
bers, and administretors and with maximum of growth to himself, there the
organizaticnel pattern and control principles will have been most effect-

jve. Other memwres for the eveluation of organization and control in
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our universities such &s the rate of growth of the astudent body and the
building of extensive classrooms, laboratories and athletic stadia are
usually transient and superficial unless supported by an earnest, hard-

working &nd patiafied student dody.



CHAFITER 11

REVIRW AND STATINENT CF PRINCIPLES

This chanter seeks to develop & concent of organization with its
implementing lesadership, both seeking to exercise control. Generally
accented principles of control, of orgenization, and of leadersitip
are presented, with special consideration to the applicability of these
principles to universities and colleges. The fourth section of this
chapter deals with spans of contrel, because the implementation of
control requires the definite grouning of personnel and the establish-

meunt of areas of responsibility and of authority.

SONTROL

Control has &t least two connotations, one positive, the other
negetive. The positive view of control visuelizes & puattern or guide
for & line of conduct or activity such as the control sheet of & budg-
et or the written curricula of college courses snecifying the educa-
tional pattern to be followed by students in their advance toward
degrees. The negative concent of control implies restricticn or the
pronivition of free activity. 4s will be shown later, mosat crganizae-
tiong find it neceasary to recognirze bdoth definitions of control. %The
rositive meaning of control implies inspiration, encouragement snd
guidance towerd &n objective. The negutive meaning of control imnlies

coercion and penalties for deviations from prescribed lines of conduct.t

1 Jerome Dowd, Control in Buman Societies (Hew York: D. Avpleton--
Certury Compny, 193b) pp. 2«8.
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Examples of the two concepts of control are constantly before us.
The positive or constructive concert of control is found in the influ-
ence of rublic oninion toward the amelicration of unsatisfactory condi-
tions or unjust laws. PFublic opinion imvlesmerted through orgenizetion
thus leada to constructive and progressive corrective action. The
penalir ing connotetion of contrel is probably best illustreted by
police action, court fines, and impriscoment for violations of laws
and orinsnces. Applylng these two thoughts of control to institutions
of higher education, control is exercised positively by the staff and
faculty in encoursging the student body in thelr studies gnd acadeuic
advancenent. Similarly, contrel ies exercised in & neguative sense by
the same group, over the stadents who fall to meet acedemic starndards
and are dismissed from the university.

One basic function of contrcl may be summarized adbout zs follows:
contrcl is essentially the exercize of suthoriiy. 4s such it may be
implemented by individusls such ss the university president, thae college
dean or the classroom instructor. Such control is customarily based
on some code, law or set of rules founded on the exrressed opinions
of the commanity, on pust experience, tradition, or leglslative action.
The imnlied impersonal basls for control is in direct contrast %4 the
exercise of authority which is nersonel and results from nositive
action by duly esuthorized individuuls.

& seccend function of control is formally to set forth the purpose,
ocbjective, or goel of & group of sctivities. For examvle, the university
is guided edminietratively and academically by duly announced missions
of the university, by objectives to be reeched each gemester, ané by

the underlying democretic orinciples which support educationul efforts
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in our colleges and universities. Public orinicen enters inte this tyve
of control in establishing methods for achieving the educaticnal ol jec-
tives. This function of contrel is largely lmperecral and guides those
exercisirg sutherity s cutlined ip the preceding puragruch.

A third function of control hes to do with setting forth ways and
means of achieving objectives. This function of control generally
follows the pattern of moet of cur laws in that it sets forth the meth.
ods and procedures to be followed, relaetionships betwern indivicuzls
end groups and prescribes usuzl time limits in schieving intermediute
and ultimete odjectives. This concent of contrel almost invariadly
carries with it penalty clauses if itg provisions are to be followed
and be rructically effective.

The lust item in the above parasgraph, that is the penalty function
of contrel, itaself may bte & major function of control. Mcgt university
gtudenta are spurred on towart achleving thelr educational objectives,
uneually leading %o & degree, by thelr natursl desire to benef'it from
the advanteges of educaticn. In this they are susteained by their aa-
bition &nd 1nspired by their faculty advisors and clussroom professors.
Unfortunetely, ma&ny are equelly motivated by their feer of failure and dis-
miasal from the university.

Control which hes as ite sole odjective the deviging of systems
of diegcinline 1s reare in colleges and universities. Admittedly, in a
gense, all instruction and education is digciplinary in part, in that
it teaches mental control and both mental and physical disciplinary
efficiency. However, sducation conircls through inspiration and en-

couragement rather than through coercion and fear.
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Two different categories of control are ilmplied by the expressions,
paternal control and social contrel, the first being typified by the
attitude of the father to the youngz child or the dictator to the slave.
Social control implies the voluntary and considered assignment of
control to & gifted or efficient leader. This second type of control
is typified in our democratic society by the free election of our
political leaders and in & sense by the voluntary submission on the
part of the students of ocur universities to some of the arbitrary rules
and regulations governing these institutions. In & slightly different
senge paternal control is typlical of the strong leeader, whereas sociel
control is usuwelly democratic control as expressed by publie opinion or
throuzgh the free elector&te.e

In our institutions of advanced education, paternal control nrob-
ably was tynical of the early colleges of the United States. This
domineering and intolerant attitude was the accented pattern well
through the colonisl period and still persiats in some of our church
institutions of higher education. The socisal control of our colleges
generally commenced its ascend&ncy with the early conceptions of free-
dom of the times of the Revolutionary ¥Wer. However, social control of
colleges in general lagged far behind social control in politicael in-
gtitutions, in religion and in economic practices, probably because of
the pre-occupation of the universities with history and historicel
precedent and tradition. Ubviously this trend &away from paternal con-

trol of our colleges &nd universities toward sccial control would not

2 Ibid, mp. 1b-19.
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proceed everywhere at the same nace. Some of our largest colleges of
the early colonial days encouraged freedom of self-determinztion.
However, the trend toward liberalism, narticularly im the smgller
colleges appeured to lag notlceably behind sociel advancement in other
activities.>

Control then visualizes four tasks: the exerclsing of authority,
setting un of &n objective, rrescribing gtanderds, and influencing
discipline. The trend from paternalistic control towerd a democratic
or social control was facilitated in ocur colleges and universities
largely by ambition, by seecking increased individuasl opportunities, by
the incentive toward socisl advancesent and by the desire to achieve
versonal wealth, power and leadersihip. Social control has alwaye been
attractive in that it avpecrs to offer greater opprortunity for individ-
uel advancement &nd & lessening of the restraint of discipline. It is
only in recent times that we find the processes of a pseudo typre of
social control leading to disasters and chaos more devastating than
thoge wrought by our most oppressive tyrants and dictators of history.
The controlling forces of the Soviet Union profess to be following &ll
of the princinles of social control, yet have achieved terror and pri-
vation within their own boundaries beyond enything in recorded history.
Thev heve utilized the frame-work of social control to estgblish a
despotic bureau.cracy.b

Ypecific exemples of the two types of control are found in the

differences between our democratic commnity and state suvnorted schools

3 1vid, vp. 136-147.
Y Ivid, pp. 136-175.
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as compared to some of our church supported schools. The state supported
schools are nresumed to exnreegs the free opinilons of the citizens of
the community which they serve whereas there is & trend toward pres-
cribing fixed curricula and closely controlled lines of conduct &nd
even thought 4n aome of our church colleges and universities. The fact
that most of the church colleges &8nd universities are & benign influence
and generally follow democratic nrinciples still leaves the distinction
but without much practical difference.5

Control has other connotations such as the control or command
exarcigsed by the military leader which is usually tolerated bacasuse
of the urgency of the business at hand. Contrel however, may be equally
effective if it partakes of the nature of surervision with suggestions,
discussion and coordination leading to specific elements of control.6
A 8till milder form of control is imnlied in the submission to authority
or conformance to soclal custom, ways, and tradition, such &s is the
comaonly accepted préctice at most of our colleges and univeraities.
Whatever the view-point, however, control in institutions of &dvanced
education has scme dackground of the power %0 exact or require perforam-
ance or conformity.7

In a more complicated endeavor, control implies & scheme of
positions with the designation of leaders and those who follow. Such
& view-point of control is obviously flexible &nd dynemic rather than

astatic, particularly in a sociel demccracy. The theory of designated

5 Ibid, pp. 184 & 190.

6 alvin Brown, Organization (New York: Eibbert Printing Co., 1545)
pp. 103-111.

T Ivid, pp- 114-115.
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positions is usually applicaeble to the structurzl control avt cur col-
leges and universities, but persist more through history &nd truditicon
than because of the force of public opinion &e s&nplied to our political
and economic control processes.®

Control can ve quantitative es well as qualitetive. The integration
of meny of our economic, soclal and educational institutions have created
6 demend for more control and more effective or skillful control. The
control of small colleges with & few hundred students is obvicusly a
mach simpler matter than the control of scwme of cur gient institutions
of advanced educsation such «s the University of Celifernie with its
forty thousand students distributed geographically over thousands of
square miles. Complex contrecl or control of complex institutions tends
to show less &nd less the concept of scclial control except perheps in
highly decentraligzed institutions where the principles of scclal control
méy be implemented in relatively emull groups on the varicus levele.?

Cne of the functions of our institutions of advsnced educaticn is
the estudy and development of effective coutroel methods. The structure
of control, the implementation of control, control relationships, and
the exercise of contrecl sand authority become matters of growing impor-
tance and concern Lo cur colleges and universities as they increase in
gsize &and acadeunic stature. These colleges and universities offer courses
in control, principles and technigues to prosuective leaders in szocial,
political, and economic fields, yet many of them neglect to evaluate &nd

improve their ovn internal control principles &nd aystems.lo

& Chester 1. Barnard, Q&g&ni:ation and Mansgement (Cambridge:
Harvard University Press, 1949) pp. 39-50.

9 Ibid, pp. 8O-110.
10 1vid, pp. 19%-206.
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However, even sooial eontrol is not nevesserily pesgeful sontrol.
It ia seldom the lethergis and emiaewt subservisnce to the majority
vote or the surrent popular opinion, Ceomtrol should be dymanic and
progrecaive 1f it is to be efficlent and effective. The negative end
repressive Pfeatures of control are secondery in a democratic sosiety,
and are partioularly unsuited to edusational lsadership. This is probe
ably wore true ie our ocolleges end universities than elsewhere becsuse
inefTicient aomtrol in eoonomioc and politioal astivities changes guiekly
under the spur of competition snd the drastio vasilletions of the laws
of aupply and Qensnd, In our universities, however; progress in somtrol
ia frequently the result of challenge, of competition; or of adveraity.
uite frequently universities improve in their organizational eontrol
because of depressions or radionlly new problems and mmattml loads,
or attacks Crom speaial groups cr‘ subversive interests. Gome universis
‘ties improve their control methods besause of pressures from nearby
institutions or & crowding of institutions in the same field.'!

In a converse sense, an effort to eontrol by harsh restristions
may promete reagticns ernd conmstructive disoussions, and thereby mey
achieve the eliminatlon of any causes for the imposition of the objection=
able oontrol meesures. For exaple, inereasing presgures are baing
exarted to require univavsity and ‘eollegs tasghers and steffs to sign
loyalty oaths end pledges of vaﬁm kinda' . Some teasher groups feel
that pélitioul fuetionas are nesking "to impoae specisl controls over the

u‘myabn. srnold ¥ 4 Btudy of liat {DeColomervelle ibridge~
ment)e {(Haw York: Oxford University FPrese; 1947) pp. D70=574,
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thoughts and beliafs of university faculty wembers and are ithereby
threstening their aecadanie fresdom. This threat to thelr acsdenic
frosdon has awekensd and strengthened o sense of responaibility smongst
the teashera for the proper apgedenie conduct of the meubers of iheir
profession. Pasulty merbers have been aroused to & keener apprecig-
tion of the wvalus of the seadeniec freedoms whieh thsy now enjoy. They
have sought to evalunie the reported threeits of an invasion of comaunig-
tic ideclogles; and zre endsavoring to rewove subversive individusls
from their renks. Thus the threats of negative and restrictive
gontrols have strengthened in faculty sroups, positive feslings of
responsibility for their own proper ssedemie conduet;, both as individe
uals and as groups, and have given them & keener apprecistion of the
value of thelr traditional seadesdic freedoms. In the ensueing dig-
gussicns and the resultent clarifiestion of the prineiples invslved,
the menbars of the teashing profession sre gaining in unity, streangth,
eni stature. they are aghieving a posltive organizetion end control
concept which may result in the elinminstion of dangercous individusls,

snd with them, any necessity for the restrigtive controls.lg

léxaﬁcnalé. lalph ., ditor, Current ‘rends in Hipgher “dueation
1949, Charles /., sHenzie, "Interpreting ..csdesic ‘reesdom” (Washington:

Nationel “ducation issociation == Department of Higher Tducation, 1949)
ppe 1RBU=123,




2. OBRGANIZATICH

The foregoing discusslion of coentrol presupncses some recognition of
organization, of scopes of supervision, of areas of orgsnization, of
direction, and their imnlied restrictions. 4 system of control requires
an orgunizational plan defining limits of responsibility, of duties,
and of higher, coordinate, &nd subordinate status. 4n organization
tends to define itself by defining responsibility, areas of control,
and by designuting decisive authorities among and for c¢olleugues in &
prescribed activity or group of projects. Organizetion in ite finsl
analyeis is established for the achievement of goale and cbjectives,
both with relation to time and with relation to echelons of respon-
gibility. Conventional organigation tends to discuss endlessly the
relationships between its constituent elements and thus becomss vague
and impersonal. In operetion, it tukes on life and fire from the human
beings who man its various control statlions.

In & breeder aense our democratic scclety strives to foster the
naximum degree of freedom for the individual citizen consistent with
the gerneral welfsre. This hss & mesning for educational orgenization.
Just ss there is no single mold into which children and wouth should be
fitted.13 g0 there is no fixed mold into which schools, colleges a&and
ingtitutions of higher education should be fitted. Therefore no single
form of organization is presumed to be basic for all educational insti-

tutiona. The dominant character of educational organization in a

13 Harold Benjamin, The Cultivation of Idicsyncrasy {Cembridge:
Barverd University Fress, 1949)




domocrscy is flexidility, not rizidity. Unifornity, the fettish nf
totaliterianicm, has no plgece in & democracy, where veriuztion is the

accepted pattern.lh

EFFECT OF CONTICOL OF CROANIZATION

Some 1700 institutions of higher educaticn are distributed over the
length and the breadth of the United States, are variously controlled,
were esteblished at widely different periode in the history of the
american democrecy end getiafy & gresat number of different educstional
neeis. It is cbvious that their orgenizationsl pattern will and should
vary widely. H5% of tkhe total are recognized &g colleges and universities,
16% are senarastely maintained professional schools, 1U$ are teachers!
collegea and normal achonls &and 25% are Junier cclleges. As to control,
364 are under the direct surervision of the Stete, 199 of a city or dis-
trict, 445 of self-merpetusting boards of vprivate corporations, 480 of
more or leas Frotestant control and 212 are controlled by the Roman
Cetholic Church. 223 institutions are maintained for men only, 275 for
women only and 1202 are coeducational. 52 are Land-Grant colleges for
white, 17 for colored students.ld

in general, inatitutions of higher educetion tend to be academically
autonomoun. They derive their suprort from & variety of sources. They
may be directly responeible to city, district, state and Federsl control
in legal and financial questions or unusual vproblems. For examnle,

excent for the various military service schools, end in & very limited

b » Higher Educution for Americun Demccrecy,
Yolume 111, Orgenizing ligher Bducetion {(Washington, B. C.; GLovernment
Printing Cffice, 19K7), vn. 1, 2.
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sense the Land-Grant colleges, there is no legally esteblished Federal
system of higher education in the United States. Similarly, except
for the professional schools requiring Stete licenges, such as medicine,
law and teaching, the Stetes prescribe only very general nrograms of
requirements and avold prescribing any fixed system of suvervision of
higher education.

While the above diacussion might be construed &s pointing %o &
lack of organization 8nd of system in higher educsation in the United
States, there are other agencies which constitute & powerful influence
toward ste&ndardizing and sgyatematizinzg higher education. These agencies
are the various educational snd professional societies &and the accorediting
agsocliations, with their various periodicele, conferences &and published
research nrojecta. The effort of these sgencles is toward establishing
minimum standards, educationel gosls &nd objectives. They favor the
free exercise of initiative &nd self-directlon by educational leaders
and institutions under their own direction. Federal &nd State influence
is asserted by such leadership only as it is voluntarily recognized by
each institution becsuse of its acceptence of the soundness and pract@-
cability of such leadership, rather then by &ny legal or implied authcrity.16

There are however, certain basic principles underlying the organi-
sational pattern in all of the stronger institutions of higher education.

In the administration of &an American college the following
general principles are considered fundamental:

1. 7The alms and objectives of sach &res and activity
should be clearly fermulated and undersatood.

2. Wwidespread participation by all concerned should
characterize policy meking.

7. Authority and responeibility must go hand in hand.
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4, adminiatration implies responsibility for
lesdership and coordination, rather than the
giving of orders.

5. There ghould be & continuing nrogram for the
development of cepacity and understanding by
faculty a&nd atudents for the assumption of
ever increasing responasibility.

6. Frogress and change should be evelutionary rather
than revolutionary.

7. Truly democratic principles and procedures should
charescterize all nhases of college adninistration.

It will be found that these principles apply equally well to

all areze of college administration and organizetion. It is

believed that their application will result in & more effect-

ive program of higher education in any institution.1$

It i3 thus seen that orgenization may be more than an imversonsl
device utilized by the leader or chief to define and nreseribe the
duties, responsibilities and objectives of his subordinate managers or
exccutives over whom he exercigses immedlsate and personal control. Or-
ganization when expressed in terma of princirles and objectives tends
to unite &ll levels in achieving & common goal and is quite different
from the orgenizational chart which sets up the chief, requires results
from his subordinstes, and is intolerant or indifferent as to methods
ezployed by those subordinates in dealing in turn with their cwn sub-
ordinzte groups.

Crganization can imply decentralization from the tor down through

various levels of responaibility and direction until eventually the

actual worker or doer stande on the spot and must deliver. The classic

17 Pnoch C. Lyrness, "Educeiionsl Urgspization andi Admiristration".
Current Trende in Higher Educeation 1949, Fart I, Basic Frincirles,
Chanter 23 {(Washington, U. C.: Department of Higher Education, Nutional
Bducation ofthe U. S., 1949), p. 152,
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its organizationsl structure &nd operation as portraysd by profit and
loss sheets. In the main, business hea been able to select and maintein
flexible, efficient, and up-to-date systems of orgcnization for the
operation and control of its interests &nd sctivities. Those enterprises
which have not &vailed themselves of modern organizationkl principles
tended to be disintegrated or liquideted. It may be safely sald thaet

the organizational practices employed by succesaful busiress enterprises
have been developed because of their practical effectiveness.

On the other hand, institutions of higher education have not felt
to the same degree the immediate presgure of competition nor the spur
of profit and loss. Through inertia, or vpreocccupation with their ex-
pansion problems, they h&ve permitted obsclete systems of organization
to endure beyond their jJustifisble and useful 1ife spransg, even though
they may have realized that efficiency of eperstion and clarity of
educational objectives require changes in organiration to meet the
changing conditions. ¥Perhape expansions and changes to meet repidly
varying loade and objectives have always been & constant source of
concern. In their own classrooms, the universities have teuzht that
ag institutions grow, modern principnles of organization require chenges
in such items as spens of contreol, delegation of responsibility, and
decentralizetion of executive authority, and planning for future missions

snd student loads.

RESISTANCE TC REDHGANIZATION ARD T0 CHAKGE

However, universities tend to act slowly and %o change cautiously.
Tradition, age, sire, &nd veneration for precedent, encoursge this in-
ertiz. In snite of the multinrlicity of servicee in institutions of higher

education, any long range plenning as was undertaken, haas demonstrated
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littls immediate or apoearent effect tovward reorganization, whether
administratively or educationelly, to &ntlcipate the present and future
student loads, to edant curricula to vost war conditions and the future
requirenents of induetry and finance, not tc mention the teaching pro-
fession. Thus & c¢ollege of agriculture may have changed in fect into

& university, but hesitates to change its name or title &nd organization
until long after the charnge in educuational objectives and courses has
been firmly established. Similarly, & university mey have become & group
of universities with programs suiteble Yo an institute of technology or
to a groun of the varisus professions with courses in general educstion
in supnport, yet continues to function administratively and educztionally
as & snell college.

This reluctance to declare its changed mission and educational
ot jective, causes the university to confuse its students and those seek-
ing information about the inatitution. It is misleading to the public
on whom the institution depends for its educational and finsrncial suprnort.
All too frequently it lezves lis own facultly members without & irue
apnreciution of the educational und administrative objectives, and the
relationshing within the inatitution.

Flanning and forecasting tend to develop degirable changes and to
foresee the inevitable consequences of the afterurth of %“orld war I1 and
the continued Cold 4ar. When such long range plenning is undertaken
vall in advence, necessary changes cen be imolemented &t the time when
they are most effective snd will do the most gocd. Such plenning and
testing Iinitiully implemented on & small scale, facilitate reorganization
and the exact timing for such reorganization. They permit the exact
organization to bLecome effective at the time it will be meost useful and

efficient. They permit such prectical detalls &s the nueming of educationsl
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departments by fields of s tudy and degrees granted. They fzcilitate
early orientation of students and the planning of their courses. They
assist students in adjusting thely plans as they nrogress through the
cournes and guide them to snecific employment after graduation.

The realistic designation of educational objectives with anpro-
rriete administrative and faculty organization promote & better under-
standing between faculty departuments, o clearer zpprecisztion of zuidance,
responsibility and svecific objectivee, snd an wdjustment by the adminie-
trative staff to meet these changlng educutionsl zoals. Above all, these
periodic reorgacizetions, with their attendant publieity, guide the newer
students and the staff and faculty in & better anmrecistion of their
algsions and responsibilities.

iModern socilal and industrisl orgenizsticons will become even more
connatitive than they are now. They will demsnd more exasct &nd specific
education und experience from their lesders and their &sssistants. In.
gtitutions of higher esducation will be better able to train these leaders
if they «djust thelr curriculs &nd courses &nd methods of education and
their announced objectives to the future needa of snciety rather than
present or nest needs. This constant adjuastment in the organization of
our univergities will be more effective it 1f proceeds znd leads in
theae gsoclial trends rather tnan followse eventually and reluctantly.

The current overloading of university facilities, due largely to
the educational gen cpened during the recent wWar and the subsequent
humy of veterans after the ¥ar have retarded pleanning because of the
absence of university plunpners in military service during the War, and
vecause of the present overloating of the staff and faculty of the

universities. &%t the same time, the present overloading has forced,
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at the dang&nd of the more mature students, the introduction of more
practical snd realistic courses. Muny universities, therefore, find
therselves ~rovidineg large nrograms of education more arnlicable %o
other ty~es of institutions such &8s institutes of technology or nro-
feasional schools. Yet ther continue to function administratively and
organizationally as anall universities or even colleges. They may have
been forced or mersunaded to establisgh &ll of the courses and facilities
usuelly found in largsr universities or speclalized institutions but
have not reorgeniged to meet the chunged situstion. Some have not ad-
mitted to themselves their changed objectives, as shown by their fallure
to adont such e&sy changes as more avplicable curricula, the more exact
description and naming of courses and & re-evalustion of the degrees
grunted.

Reorgunivation may be relatively simple. It may require only the
re-&rrenging of existing personrel &nd faeilities. During the past four
yeera, univernlties huve drifted intec a highly flexible but meke-skhift
orgenization. Thelr administrative agencies have absorbed function after
function as necessitated by ranld growth &nd more upractical carsliged
education. The imnect of these factors of change have broken the shell
of traditional organization and have vromoted & flexible but imnroviged
orgarization and nrocedure oubaide the exuerisnce of traditionally trained
educators and adminigirators.

In most instances formal reorganlization, nlunnad and tested, duly
snnounced anéd explained, would reguire little actual change in the number
and gualifications of rnersonnel, the size 2f the campus and plant, and
in the routine opersating nrocedures. Such deliberate and formal reor-

ganigzation would, however, elarify ercrrously in the minds of the studentas
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and the faculty the spheres of facully responsibility, the actuasl edu-
cational objectives of the variocus courses and the positions to be filled
from the courses by the students after graduation. On the lowest level,
the required courses are slmost always established snd staffed in the
proportions reguired by student needs &s evidenced by their enrcllments.
The ghifting and re-sssignment of subjects, courses and departments are
equally feasible.

In recent years organization has received cereful study on all
levels and for &ll types of activities. The two fields where study of
orgenisation has had particular esphagsis is in the areas of public ad-
ministration &nd business administration. 4s indicated previously, the
size and geogravhical extent of the operating agencies in these two
fields has made it imperative that every effort be exerted to function
in accordance with best practices. 4An effort is beilng made to establish
the subject of orgenization on the level of &n exact science, with a
develonment of the necessary scientific principles governing organlzation.

The following is & quotation from the introduction to Catheryn
Seckler-Hudson's "Papers on Orgenization and Management® of “the four
vrinciples of organization®:

1. OCo-ordination by direct contact of the
responsible people concerned.

2. QLo-ordination in the early stages.

3. Co-ordination &s a reciprocal relating
of all the fesztures in & situation.

4, (o-ordination as & continuing process.
The following cortllaries, from the same reference, extend these
principles:

1. Sypecialization in all administration is
increasing and deepening.

2. Coordination of all speciulized effort is
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imperative if administretion is to ve
effective.

3. 3Since coordination is but & method, there
must exist & central policy or objective
toward which specialization and ceordination
cen be directed.

4. All aspects of administration tske plece in,
and must respond to, & dynamic social setiing.
ihis dynamic setting is one of the distinguishing
characteristics of administration -~ intensified
by (1) modern technological advances, (2) war,
(3} economic turbulence, (4) pelities, (H) public
opinion, and (%) human psrsonalities. Hence
edministration cannot operate in & vecuum. 'I¢
must operate in terms of its cultural setting.l9

Limitations on the application of princinles of organization are
indicated by the following:

1. 7The principles may be applicable to the great
majority of cases, but not %o &ll, and their
limitations have not been clearly determined.

2. There is & lack of agreement on the meaning
of the words used in expressing the principles,
which lesds to confusion in thought about them
and their apnlication.

3. There are factors not yet covered by general
principles which are often of more importance
than those &lready covered.

4, In an individual case various principles must
often be balenced agalnst one another, and it
may be that there is no general principle
which will indicate where the balance should lie.?0
The following principles of organization are useful when estab-
lishing & new activity or when enslyzing and re-organizing an old one:

1. Goals or objectives should be clearly defined,
understood, accepted and considered worthwhile.

19 Gutheryn Seckler-Hudson, Xditor of Papers on Organigstion and
Kanagement (Washington, D. €.: The American University School of Social
Sciences and Public Affairs, 1946), pn. 5 &nd 6.

20 fbid, Henry k. Hilss, "Principles or Factors in Organization®,
»p. 8 and 9.
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2. Responsibility for attaining objectives should
be gllocuted with a minimum of overlapping and
cross-relationshbips.

3. BHesponalbility shonld be explicitly delegzated,
clearly defined and pointa of decision easily
determined.

L., Decisions or their solutions of problems should
be made at low levels consistent with full
coordination, thet le. asg close to the point
of action as possible.

5. &n officer or senlor supervisor should have a
small number of personnel reporting to him
directly, ususally not over five, but sometimes
mora,

6. An increase in the size of the organization or
in the comnlexity of its purnoses brings more
than proportionaéte increases in:

(&) specialirzsation &rd subdivision;

(b) organizationsl problems of human
relationships;

(e¢) the importance of coordination.

7. Generalists are at leest &8s important an
gpecialiste.

8. HMorele is more important than structure, or the
informal organization is more imvortant than
the formel orgeanization.

9. Fair measures of effectiveness are almost sure
%o inere&se effectiveness.

10. Frompt handling of work and low cost generally
20 tog@ther.el

In the laast twenty years organization hae given increasing attention
to "multiple manegexent®. The commonly accepted interpretation of the
name is Ymanagement by many®. In its practical operation, multiple

management is management by suggestion, information, recommendation

2l Ibid, »p. 10-15.



37

and sdvice from the scenes of &ction. Hultiple management makes
recommendsations from the field for the consideration of higher levele
but in itgelf does not imrplement 1ts recommendations until confirming
instructions or &rnrovel has been had from the upper levels of control.
“ultiple management is but one phase of orgenization, the informetional

~whease from the field to the controlling olanpers and directora.gg

Organigzetion from & practicel view-point embodies & variety of cone
cepts. In smzller orgenizations, the suphuasis le on the individual
and individusl relationshins. 4As the namber of persons involved in-
creases, there is & growing tendency to emvhasize coomeration and the
cooperative sretems. With still further incremses in the nmumber of
persons engaged in & single activity, formsl organizations are estab-
lished, usually in elaborete charts, with functions and job descriptions
gupporting such chartas. With still further growth, such as large nue-
tional and internstionzl organizetions, a complex form of organization
may be established. With this last there is & tendency to establish
informal organizatione &t the top levels and for the basic levels
similarly to break down into informal organizations emphasizing in-
dividusl relationshing.®)

The foregoing ls in the nature of & structural anl functional
concert of organrization. It emphasizes relationshipre of individuals
and grouns in & more or less static situation. It assumes that the

varicus grours are performing & set group of duties or functions without

material change or &djustment.

22 1bid, Thomes R. Reid, "Multiple Managzement end Democracy in
Busiress®, pr. 1% to 2C.

23 Chester 1. Barnard, Organization &nd Management, Selected Fapers
(Cambridge, Massachusetts: Harverd University Press, 1949), p. 132.
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& second concept of orgenizetion dewls with changing functions
or dynamic operations. Thie concept emphasizes the importance of
instilling the apirit of "free will”. It stresses cooperation as e
matter of individual inltiative. It deals with communications betwesn
individuals and grouvs. The 4ynuwlic concept endeavers to relegute
authority and the power of cdecigion, consistent with responsitilities
placed on individuules end groups. This concent strives to visualisze
gome of the statlic principles of tie preceding "structural" concerts
under the phrase "dynemic eguilibrium,” and is perhaps best expressed by
the principle adaptetion to chenglng conditions. It seeks %o instill
& sense of prepareiness for growth, chenge, and the ability to deal
with the unusual &nd nnexpeeted.gh

Dynamic equilibrium &s &n organizational concept is perhans better
understood in prectice than described, Just as & whirlpool is readily

vigunlized by those who h&ve seesn one, yet is difficult to describe,<?
Both of the above concepts of crganization, both structurel and
dynamic, imply & basiec acknowledgement of the following as being essen.
tiel to any organization:
&. #ill to colladorate
b. U4elfare plans in personnel relations
¢. Sconomic motives in peracnnel relations

26

d. The elements of bargalning in all cooperation.

24 1pid, p. 133.
25 Ibid, p. 115.

6 Ibia, pp. 9-23.
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Applying the conocant of organization to institutions of higher
education, there iz & merked veriction in patterns with respect to
gize and contrcl of the instituiions. The thirty-three Land-Grant
collegss, with enpollrments over §,000, show & ratio of faculty to
students of 27,592 faculty members to 377,744 stulerts. This is &
ratio of one faculty mesber to 13.66 siudents. If the comparative
ratio ig saken for other accredited institutions with enrcllments over
5,000, the 35,728 faculty members instruct 51,3561 studeuts, or one
faculty member to 18.14 students. The weishted mean of the two ratios,
13.66 and 1%5.14, 1s 14.5.

Jenartures from this mesn are found at Southern Hethodist, with
& faculty-student ratieo of 28.2, in the Catholic institutions with &
ratio of 23.8. The state and clity collegea and universities which &re
not under land-grant benefits show o ratio of faculty to students of
19.3. The so-called private Institutions and those privete institutions
receiving some gu&ll share of state asalsténce gihow & Yuculty-student
ratio of 10.9. The cverege of thece four ratios is 20.5% but the
weighted meun of course is 15.4,

Cf the thirty-three Land-Grant colleges with enrollzents over
5,000, seventeen of them or ap-roximately one-half, have enrollments
under 9,000, sirxteen of them have enrollments above §,000. Of this
latter group, eleven have enrollments between 9,000 and 15,00C, the
five others show enrocllments of 22,000 (Universiiy of Wisconain),
23,000 (Ohio State University), 25,000 (University of Illinois),
29,000 (University of Kinnesots), and 41,000 (University of California).

Cf the fifty-asix universities having enrollments over 5,000 &nd

not receiving Land-Grant benefits, twenty-nine have enrollments under
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seventeen have enrollments between &,000 &nd 13,000. The other ten
lie between 14,000 and 27,000 (Columbia University).

Amongz the largest universities, there is & marked difference in
organizational structure. The University of California at Berkeley
includes a number of State universities and colleges quite widely
senareted from each other but administered from the central offices
at Berkeley. Thus the Berkeley cempus has sbout 22,000 students, the
Los Angeles campus 14,000, the 3antsa Barbars cempus 2,400, San Fernando
1,200, Davie, 1,600, the Marine School at La Jola 24, Riverside b, and
#t. Hamilton 1. The largest college in this group of university centers
ig the College of Letters and Science &t Berkeley with an enrollment
of 12,000. 7The same named college at Los Angelea is about one-half
this size.

On the other hand, the University of Minnesota, with an enrollment
of over 29,000 his most of its students at the campus in Minreapolils,
with only small groups at the various experimental stetions, the Teachers'
College, the Mayo Foundation and one or two others.

The largest private institution of advanced education is Columbia
University in ¥ew York City with an enrollment of over 27,000. Columbia
University shows an undergraduate enrollment of about 5,000 compared
to & graduate &nd profesgsionel enrollment of 17,000. It too is a group
cf colleges with Teachers' College of 7,500, Graduate faculties with
4,000 and Columbis College with 2,500. Geogrephically they are prac-
tically all fairly close together in Hew Jork City.

Conslidering both groups of universities together, forty~four of

the eighty-nine have enrollments below 8,000, with three-fourths of
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thew having enrollments under 12,000. Among the Land-Grant colleges,

if the very large institutions be omitted, most of the balance will

fall in the bracket between five and ten thousand. Puts$ing this another
way, if the five large universities of Qaliforanis, Illinois, Minnesota,
Chio State and Wisconsin, all abeve 22,000, be omitted, practically

all of the rest lie between five and ten thousand enrollment.



3. LBaBRSHIF

This section deals with leadershlip because a study of organization
and control practices in universities &nd colleges would be incosmplete
without &n evaluation of the leadership which initiated, and directed
chances in, their organizational patterns. These organizational
patterns of institutions of higher education have a specific historieal
evolution which still influences current trende to & marked degzree.

Since coloniml times, education has played an ever increasingly
isnortant part in the development of our American democracy. However,
too often educstion has followed slmost reluctantly the changzes de-
manded by our socisl needs snd advances in technology. Too many of
our educationsl advances were based on local expediency, were poorly
planned, inasdequately coordinated, &nd lacked popular understanding
and support. How often have sociological trends and changes been
ignored or erroneously aprrelsed by ocur schools with & resultant lack
of esynehronism of education with the social and economic needs of our
democracy.

The tempo of social, economic and political change is ever in-
creasing. HEducetion tends to proceed &t its methodical pace, surveying,
appralsing, eveluatling, testing and eventually approving changes in ite
curricula and procedures. Is educetion actually dropping dbehind and
becoming archalc in comparison with our rapidly chenging sociological
trends, or is this another version of the tortoise racing the hare,

with educetion proceceding -deliberately %o its goal by the most direct route?
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411l soclologicel chenges have had tielr instigators and lealers.
Foliticsl parties have their netlonal, slate and local 10&@6?5; economic
interegsts &nd labor groups are orgunized nationally, reglonally, and
by mctivity, eech with approprisate representaiives and bosses; religion
nes ivs perishes, dlesiricts, and naticunsl heasdquarters; mamufsciurers,
transportation, petroleum, cowuunication, distributors, and chain stores
are &ll organized with directors &t various levels of control. The
philosophy of technology is based on the assesdly line, the precision
built vart, uniformity, snd & mechenicel functionel relationshiy of the
components of the assembled machine, be 1t & vecuum tube or & transe
sitlantic strate-liner. 7The world ie becoming €0 competitive that the
ngtiona are endecvoring to organize and estatlish & direclting leader-
ship on & global scale. Rducation, wiilch is chaerged with the training
cf our youth for life in this highly orguniged socclety, haes its local,
regional and nationsl sccieties ond assoclatlon, dut does it huve recog-
niged and empowered netionsl leaders? If there are recognized nuational
leaders in educetion, where are they Found? On what levels do they
function? &re they zwleguately trained, and fully aware of their re-
sponsitilities? What should be the gualifications of real lesders in
& nation's educution? How would they exercise leacership? \hat would
be their mission?

ore than &ny other group of education agencles, institutions of
advunced education are self-psrpetuating in the sense and to the degree
that they are able to develop lewdership in sdvanced educaticon. If they
are Yo subsist, universities are forcea to evaluute the effects of the
impact of modern scciclogliceal and scientific trends of our democcratic

society and teo educate end trein, perhsps inspire, the educational
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leadership which vill foresee snd plan for future chénges and reguirements.
It 1e fundamentsl thet lemdershin in education and the study snd evalu-
ation qf sociologicul trende &re muduslly inter-derendent; however, they
ere not concurrent but shonléd te synchroniged &fter & defirite pettern.
Due te the time lag between the elucetionsl yeare of our youth &nd the
exercige of the subsequernt ective officiel respdnsibilities. it would
apnesr that educators require vision ané foreslight to anticipete future
rocicleogical trende in establishing curricula and eduesational plens.
Leaders of our universities should be thinking of the needs #nd demunds
of society at least ten to thirty yesurs in edverce and even longer, so
that the pupils in the primary schools will be &dequately precured for
their educstion in secondery echools and institutions of advanced edue
cation, and after thelr resultent gradustion from universities and
colleges, will be inculeated with an apnpreclation ¢f the nroblems whieh
they &re to face nome ten or fifteen yewrs after gradustion when such
grecduates will heve errived et muture responsibility, and will exercize

lewdership in the solution of the rrotlems of their tire.

IKFLUENCES OF THE CHOURCH

One of the major influences in retarding the prompt recognition of
the higher educational needs of the future generations, springs from
the influence of the charch on cur colleges and universities. Rduca-
tional leadership in our early colonial times followed the seame patterns
ag those developed in the mother countries from which the colonists came.
For example, the English colonies on the Horth Atlantic coest, retained
educational leadership in the church Elders; the FPilgrims transplanted
their system of education by privete school, church schools and by pri-

vate tutors. The church assumed that education was the responsibility
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of the parent or the head of the family, with the primsry cbjective of
tesching children to read the Fible. 48 smell communities and towne
developed, it vecene more convenient and effective tc employ & te&cher
to wet for & group of perente, &nd the children were gethered st comion
school buildcings for instruction. Hewever, initielly, the resrorsibility
rested with the parents, the astete end churceh dlecledimed &11 dvty towerd
educuting children. Thke church colleges for the training of the clargyr
predomincted until well after the Civil ¥War, and treir leedership wes
gencrally sacknewledged.

Ag the burden of supporting achools grew heavier, parsnts, scting
8120 a3 voiing citigens, cast &bous for means of eonverti-g part of the
natural weslth of thelr new country te the sunvort of their loeal schools.
The Massachbusetts Ordnences of 1642 and 1647 astablished the nrincinle of
comzunity schocls. The Federal Ordnences of 1725 and 1787 converted the
incouwe from public lands to the support of education, and established
the principle that the Federal Government was interested in encouragzing

education, tut was not concerned with federal leadership of educstion.

INFLUENCE OF TRADE

The development of the Mississippl Baszin &nd the drive toward the
Pacific coustal areas emphasized the need for politicel governors,
trading post managers and banking representatives who could write co-
herent and intelligible reports. Thus & third sociel group evidenced &
vital interest in education. This group included our political leelers,
our transportetion interests and our trade, msnufacturing, and banking
agencies. This third group with the possible sdditicn of certain
technological end professionel interests have tended %o dominate edu-

cational plenning, perticularly in institutions of higher educstion, up
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to our own times. Thus & {iverse group of economlc znd pelitical irv-
terects oxercise sn Infirect bDul very precticel legderskip in advenced
educational institutione by virtue of the peeitiong they cffer gruduates
&nd thr reladlive sglavies they ere willing te pay.

Ore of the mejor forces to chellernge recently the domination cf
eivinced educention by tusliness, profesciconel erd veliticel irnterents
kes bern the Federgl Govermnment itself. The perfection of reric mesns
of trensvorteation end comrunicetion of the 1970's arnd '30'e nade &1l
neticng of the world close neighdbors ent brought into shurp relief their
higtoricel differences, political distrustz, sand economic Jerlousies,
These ¢iffererces were perheps aome of the cauvses for Vorléd Ver II, whieh
in turn pleced on higher educatlon burdens &nd responsibilities of
entirely new and perhéps unforeseen natures.

Vorld ¥er 11 was ecsentiaglly & war of sclence and technology. The
Federcl Covernment placed with cur colleges wnd univeresities vert sums
for she zolution of problonz in technical research end developments, ve-
vord ihe wildeat drewms of the cverasge college profestor of 1030. After
the depression yeers of 1970, the colleges and universities were poorly
altusted financially to underteke these resezrch and educstional loads
without Federal assistence, and munificert aprropristions were mude avuil-
able to them for these war projects.

The so-called "G. I, Bill"® tended to contimue the flow of Tederal
funis to institutions of advenced educetion and &t & time when infla-
tionury prices znd low interest rutes made Federal support very atiruc-
tive to our wniversities.

Thus, $0 review, leuderabip for universities and colleges ia found

resting first upon & basic foundation of medieval church policy for the
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perpetuation of church orders &nd leuders of the clergy. Then, with the
discovery of the new world &nd the consequent travel and exploitation of
vast natural resources, came the need for Yreined sgents and sdministrators
for these new world projects, imposing & second guiding objective on
higher education. W%ith the advent of technology, the lessons of World
War I culminated in the scientific war machines of World War II; there
develoned a controlling interest on the part of businese &nd banking in
the research and development leboratories of our universities and col-
leges. The Federal Govermnment developed & similar interest in its effort
to counteract, or at least keep abreast of, the highly technical militsry
devices developed by the Buropean natlions.

It is conly in recent years that an unselfish intereat or group has
shown any strong inclination toward national leadershir in higher educa-
tion. This groun ia probably best represented by our leading educators
of the nation going into political positions, but includes those states-
men and political leaders who have been driven to distraction or despair
because of the unsetiled world situation, and because the potentially
catastrophic or cataclysmic destructive sgencles are now being developed
in our university leboratories and by our own nationsl educational lesders
in the fields of science and technology.

Bucetional leadershlp a&s exercised by individuels tends to express
itself less selfishly than the leadsrship imposed by business, financial
and technical interests. Often individual educational lesdership has
been exercised because of strong convictions on the part of speecific
profesaional educators. They heve become leaders because of their force
and deternination to better the educational situation in their communities

and because of their ability to express themselves forcefully and to gain
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the attention of both professional educators and the disinterested
lesders on the community, county, stete and nationsl levels. Their
leadership has been exercised by popular consent rather taan by force
of law. Their educational lesdership recognized the inate dignity and
worth of the irndividusl. OGuch leaders relied on the intelligent
analysis of men's educaticnal protlems and were guided by the coop-
erative use of intelligence in the sclution of the problems common to
the grouns over which they exercised leadership.

The view-points &nd principles announced by gsome of these beneficent
eflucaticnal leaders appesr idealistic and sometimes imprsctical in our
modern denocratic world. They have had to face the practical politicians,
the hard-hsaded bankers and traders, and ambitious statesmen geeking
expanding power and empire. They have been &ble to overcome this
practical opposition only when they have & solid support in their own
community &nd when they have convinced the opposition of the danger of
the nresent confuseion of socleloglical trends dominated Ly econcaic
anbiticns and power vpolitics. In most instances the educations]l leaders
have depuarted too widely from the upracticul view-point. T eir influence
has Deen temporery and locsl. On the other hand, where they have been
&ble to reconcile the urgent need for sdequate educationsl policies and
progrias with the practicel requirements to suppert such progreéms, thelr
influence hzas ircreased progressively from the community to the netional
level.

Such benign educttional leadership is more than the &bility te
inanire confidence, & plessing voice, 8 graclous manner and similar
pbtrivutes. True and effective educutional leadership requires & strong

snd exnressive motivation toward true demccratic principles supported
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by & mumber of corollaries. These educational leaders teach that the
wvelfare of the group can be assured only through the welfare of esch
individual. They demonstrate flexibility and cooperation as being
essential toward any lusting soclution of educetional problems. They
question decisions made by political leaders unleas founded on edu-
cational experience or advice from trained educators, and support the
theory that true educational leadership encourages & falr hearing of all
ideas and judgment on merit. They are convinced that every person can
make unigue snd lmportant contributions to the advancement of education,
and they encourage individuality rather then uniformity in exploring
educationzl problems. They take the philosophy that growth in edu-
cational matters is rooted from within the group rather then without;
that is, communities must be allowed to discover for themselves the
proper paths in education by taking pert in the determination of
educational objectives.

True educational lesdership requires the conviction that demccracy
is a way of life rather than & faction or party. Democratic educational
leaders believe that democracy includes the develounment of initiative to
test changes and suggest improvements. They encourage democratic methods
in discussions, planning and the execution of plans. Their attitude is
never static nor indifferent but is based on efficient methods, the best
plans of action, the development of individual creative power and the
group use of all available ideas, intelligence and resources in solving
problems. It has been said that the egsential component of great personal

leadership in educatinon in our democratic society is & devout love for sall
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menkind and its essential comxponent, the individusl.27

Efficient educational leadership iz based on initiative and
cooperation. It seeks the improvement of the community in which it
functions and the training and improvement of educational lesdership
itself. Practically all educatlionsal leadership commences with leading
the group or community toward & deteraination of its educational wante
and needs &8s demonstrated in the comrunity life. Bducational leaderaship
then proceeds toward group evolution of plans of action, proceeds toward
the implementation of such group planning and eventuslly undertakes an
apnralsgl and evaluation of the results of the plans imnlemented.

As an individual, the educational leader identifies himself with
the problems of the people and of the community with & view to inviting
confidence. He develops an organization for collecting the coorerative
expressions, the wants and needs. He stimulates group appraisal of the
present situation and the possibilities of ressonagble solutions and
objectives. He is, of course, familiar with the techniques of educa-
tional service, inventories, publiec relations, modern personnel policles,
and procedures for directing discussion &nd group action. Above all, he
must work in harmony with both the political educational governing
bodies, with lay advisory committees and with his own educetional
colleagues.

The requirements for true demccratic leadership in educsution,
particularly s&dvanced education are probably the most exacting of any
in our community and national society. The educatlional leader reguires

& broad snd practicael general education touching on every element of

27 Wilildam 5. Vincent, Llarence A. ¥ewell and John Lund, EBduecational
Leaders--Their Function and Preperation (Yew York: Teachers' College,
Columbia University, 1948), pp. & & 9.
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our cultural and soclisl heritage. He must be well-informed on current
events and understand thelr historicel background, present effect and
future implications. He must be informed and h&ve & practical working
knowledge of the facte and techniques of our socisl sclences including
government, politics, and economics. In addition, he must be versed in
the major philosophies of education, in teaching techniques, in school
adminigtration, guldance, personnel management and related subjects.
Summarieing the truly effective leader in demoeratic education,
he must be & person with vislon, force and aduptaliility. He mast be
skilled in the employment of democratic techniques of group action in
providing organizational machinery which will faeiliteate the implemen-~
tation of educationel plans. He must foster & psychologicel atmosphere
which will encourage the support ¢f democratic leadership. He must
dencnsvrate preactically and by example his conviction in democratic
educational ideals &nd objectives. His educational leadership is
measured almost entirely by the success he &chieves in influencing
groups to support and implement more effective educetional fecllities.
He is assisted by &l]l persons in the comwunity who are seeking the
enlgrgement of democrutic educational principles and facilities, but
selects ag his specific &ssisgtants those whose ideas, special skills,

talents and abilities most favor the attainment of his objectives.28

28 I1bid, pp. 11-51.



4. TPHE SPal OF CONTROL

The term “spin of control® may be applied to & university or college,
but may not be generally accepted &8 a useful concept in that it implies
8 leader with subordinate followers. Bowever, the alternative is usually
group discussion and deliberation, followed by mction by & delegste or
agent acting for the group to implement or carry out the conclusions or
decisions of the group. The principsal difference in the two concepts
sppears to be control by & designated and responsible leader a&s compered
to an impersonsl and transient leadership exercised by an agent with a
specific but limited mission. Both concepnts have their place in the
organizational practices of universities. However, after policies have
been determined, positive &ction and reeulis are usually achleved by
experienced and accepted leaders of demonstrated authority &nd &bility.

Thus in sports, the captain of a baseball team exercises & snan of
control of nine during & game. The span of control of the football
captain is eleven, while that of the football coach may be over one
hundred if he is working for an ambitious university, altbough he too
usually decentralizes t%c his gesistant coaches for the line, ends, back-
field and the like. The span of control of the president of &n automobile
szles agency may be the five executives or man&gers of his departments.

The sp&n of control of & specific individusl may change or vary
with his changing spheres of ectivity. The bank president may exercise
& span of control of seven over his vice presidents, & anan of nine at
board meetings, and a span of sero when he gets home to his femily. The

state manager of & chain store systiem may exercise & sran of controel of
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two or three in the principal cities and of one or two in the towns and
rural areas; his state wide span of control may at the same time de
twenty or more.

The leader or chief usually determines his spen of control by
appointing & specific number of immedizte subordinates or assistants,
each with defined duties and regponsibilities. The namber of such
subordinates which & leader can effectively supervise is a matter of
opinion and controversy. A leader readily guides the activities of
two or three gection chiefs. A manager easily controls and guides the
activities of four department hesds; the flve make & conveniently siged
group for dellberation and planrning. 4s the mamber of subordinates
increases above four, effective sunervisicn by their chief bdecomes
increesingly difficult; there mey be insufficlient time for &ll members
to be heard, to discuse their problems, and %o receive instructions
from their chief.

Ag the number of subordinates increases above six or seven in an
expaniing enterprise, the trained lealer usually prefers to split them
into two or three groups and plece a subordinate in charge of esch of
these groups. The leader then decls with these two or three group
chiefs; they in turn supervise the sctivities of their group members.
Should the leader fail to so decentralisze and permit hie span of control
to run up to ten or more, then his subordinates receive less &nd less
of the leader's guidence and personsl direction and they tend to teke
metters into their ovn hands or become inective for lack of instructions.
In either event, the leader loses direction even though his span of

control is greater.
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Practically all studles of orgenigation eventuzlly depend on spans
of control, that ig the question of the proper mumber of delegations
which each group chief mekee to his subordinates. Various leaders have
expressed themselves declesively on the proper number for the ideal span
of control. For example, A. P. Wavdl, famous Commander of the British
Forces in Africa, in speaking of military organizetions and operutions
has the following concept:

Generally epeaking, the number of units grouped in a
formation should not be less than three nor more than asix.

In a formation composed of two units only, the influence

of the commander of the formation is small; while it has

been found by experience that six units is the maximum

that can conveniaazly be commended and administered by

one headquarters. 9

Other military leaders have held equelly emphatic opinions, but
vary betwveen wider limits. JFor exemple, Clausewitz in his treatise
"On War® cites that while corps and smaller units should be divided
into small components with spans of control of two or three, yet believes
that the field commanier may control an army of eight corps or even nine
or ten &nd should do so in the interests of flexibility of operation.30

Another military leader, lan Hemilton, in his book %“The Soul and
Body of an Army® ie more specific. BHEe favors & span of control of six
and gives his reasons as follows:

If a man divides the whole of his work into two branches

and delegates his responsibility, freely and properly, to two
experienced hesds of branches he will not have enough to do.

—

Hibbert Printing Company, 1945}, p. 123.

29 alvin Brown, Orgenization, & Formulation of Frinciple (Kew York:

30 1via, p. 124,
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The occasions when they would h&ve to refer to him would be too

few to keep him fully occupied. If he delegutes to three heads

he will be kent fuirly busy whilet six heuds of branches will

€ive most bosses & ten hours' day. Those dats are the results

of centuriee of the experiences of soldiers.J:

The two opinions a&bove from Wavell and Hamilton, both British
militery leaders who held wide powers over vast and complex orgeni.
zations, favor spuns of contrel between three und six, &nd preferably
nearer six. The same spans of control of about five are endlessly
applied by leaders of the armed forces of the United States. The German
war forces and the French field armies establisned similar sizes of spans
of control. 3Business and industry recommends &nd practices apéns of
control of &bout five in the orgenization and direction of their complex
organigations.

Spans of control for organizetions and institutions devoted to
educational activities are not so definitely recognized by educational
writers. Ferhaps spans of control have not been recognized as having
& significant influence on the effectiveness of the orgenization and
direction of the educational institutions of the nation.

Moehlman visualizes the board of education as being concerned
with four major functions: instruction, plant, text books and supplies,
and finance. The superintendent actes as the secretary to the board and
as its exeoutive &gent in carrying out 1ts decisions. This system
would corresnond to & span of control of four. However, in practice
many deviastions from the span of control of four &re encountered. The
apan of control is increased to five to allow for am auditor, or

decreeased to three by combining plant and finance.32

31 ivid, p. 125.

32 Arthur B. Moehlman, School Administration (Cambridge: Houghton
Hifflin Company, 1940), pp. 245, 250-255.
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in larger educational organizations and institutions, spans of
contrel vary within wide limita. PFPrincipals and teachers may be grouped
by geographical areas, or by types of instruction, with little apparent
regarc for the resultant spans of control. Responslbility end authority
overlap in many activities because of the complexity of organizational
structures. Specifically, spans of control of from "5 to 207 are cited
ag common in colleges &nd universities. HNo mention is found of the
princinle of the desirability of small spans of control. No discussion
igs presented of the regultant atress on & university president or a
college dean who attemnis to nersonslly guide and control the activities

of twenty, forty, or more &ssiaténts and :ubardin&tes.33

33 Ivié, pp. 286-323, 391-397, 767-785.



CHAPTER IiX
THE STUDY OF GPANS OF COKTROL

This chapter deals with the variations in spans of control. It
presents, first, certain theoretical considerations for spans of
control which are uniformly aprlied on a number of levels in a complex
organization., This theoretical treatment is developed mathematically
by the author teo show trends in personnel overhead as compared to the
number of active classroom instructors and possible student totals.
Following this theoretical introduction are found some trends indi-
cated by summariging organizational structures and control groupings
as presented in statistical summaries on institutions of higher learn-
ing. The chapter closes with studies of specific institutions of
higher education with the purpose of evaluating practice by the prine
ciples and theoretical trends previously developed. The chapter
includes a practical example of the apprlication of the thecretical

congiderations on spans of control.
1. MODES IN SPAHS GF CONTROL.

THIOHETICAL TREATHERT

The theoretical implications of spans of control, progressively
increased, but uniformly applied to various suberdinate levels, are
probably best shown in tabular form., Table 11 shows in the vertical
columns, the pecmetrically increasing faculty members as the number of
levels is increased. Iach vertical column gives the personnel on each

level for the gpan of control pertaining to that column, Personnel

1 Developed by the author.



TABLE 1.~-PERCENT OVERIEAD FOR SEVERAL SPARS OF CCNTROL UNIFCRKLY APPLIED,

a level Span of Control Faculty

1 2 3 N 5 6 7 3 9
p 1 1 1 1 1 1 1 1 1 1 President
01 1 o 9 0 0 0 0 0 0 0
P 1 2 3 L 5 6 7 8 g Division
on 2 50 33 25 20 17 1 13 11 10 Heads
p 3 1 h ¢ 16 25 36 L9 6l 81 College
o4 3 67 I3 32 2 19 16 14 12 11 Deans
P L 1 8 27 N 125 216 343 512 729 Department
oH T 33 25 20 17 1L 13 11 Heads
2 5 1 16 81 256 625 1,296  2,L01 4,096 6,561 Section
Ol 5 8 ko 33 25 20 17 1 13 11 Chiefs
S#12.5 5§ 13 200 1,013 3,200 7,612 16,200 30,013
P 6 1 32 2Ly 1,02L 3,125 7,776 16,807 Instructors
ol 6 83 L9 33 25 20 17 1
59 12.5 6 13 Loo 3,038 12,800 39,063 97,200

a P is pumber of faculty members at level indicated.
OH is rercent overhead at that level.
€ = 12,5 is total number of students at 12.5 students per faculty member at the level indicated.

8s
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data is shown for spans of control increasing from one toc nine
inclusgive,

For example, if the span of control is five, the president of
a small college on level one might have five department heads on
level two over whom he exercised supervision. Each of these
department heads in turn would have five instructors on level three
over whom each exercised supervision. Thus for a span of contrel of
five uniformly applied, there would be one person, the president, on
level one, five rersons on level two, and twenty-five persons on level
three,-- a total faculty of thirty-one,

For progressively larger institutions, one hundred twenty-f{ive
rersons would be needed on level four, six hundred and twenty-~five
persons on level five, and three thousand one hundred and twenty-five
persons on level six. The overhead is used in this study to mean
all persons above the lowest level in the institution.

For spans of control less than five, the number of persons on each
level would be obviously less, and for spans of control of greater than
five, the corresponding numbers of persons on each level would be
zgreater.

¥or the fifth level, the total numbers of students are given for
each span of control, based on 12.5 students for each instructor shown
on the fifth level., For larger universities with a sixth level, similar

gtudent totals are shown, based on the same student-~instructor ratio.
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OVERHEAD

Various sizes of spans of control have a direct bearing on the
overhead, and on the number of students taught. The term "overhead"
as used in this study, denotes the ratio of the number of faculiy mem—
bers above the instructors on the lowest level which the institution
utilizes, to the total number of faculty members on all levels,

Heferring again to table 1, a series of total numbers of faculty
members could be prepared for spans of control from one to nine, and
for levels from the yresident on the first level down through the
various levels to level six. For example, the chart shows, for a
span of control of five, that, in a small two level institution, the
rresident would have five instructors. The overhead in that insti-
tution would be one-sixth, or about seventeen per cent. Similarly for
a span of control of six, and with three levels, the rresident might
have six department heads, each with six instructors. In this insti-
tution the overhead would be seven~thirty-sixths or sixteen per cent.

Furthermore, the last lines for levels five and six indicate the
number of students who would be taught by the instructor shown on
the fifth and sixth levels. 4 large university having a uniform span
of control of seven, with six levels, would have one president, seven
heads of divisions, L9 deans of colleges, 343 heads of departments,
2,401 chiefs of academic sections and 16,807 instructors. These
16,207 instructors would teach 150,065 students as indicated in the

last figure in the last line of the chart.
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The overhead of course decreases with the increase of the span
of control, and increases with the number of levels established in
the institution. For example, a small ccllege, having a span of
control of four and three levels, would have a staff of twenty-one,
with a president, four department heads and sixteen instructors.

The overhead would be 5/21 or about 2.Z. The number of students at
121 per instructor would be 200 for the sixteen instructors.

As this college grew and added one additional level, but main-
tained the same span of control of four, it would have &l instructors
teaching £00 students, and an overhead of 25%. This is an overhead
increase of about 1%, but a student increase of 300%. As additional
levels are added, the rercent overhead remains about 25% as indicated
on levels five and six, but the numbers of students increase to 3200
and 12,800 respectively. Each of these numbers of students represent
increases of 300% over the preceding levels.

It is interesting to note that as the span of control increases
from one to nine, the percent overhead decreases from 50% to 9% on
the second level, and from 83% to 117 on the sixth level. It is
arparent that as the number of levels increases and the span of con-
trol increases, the percent of faculty overhead tends to level off
at about 10%,
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PHRACTICAL VARIATIOHNS IN 3PANS OF COWTHOL

¥ith the present trend toward increasing the number of speclial-
ized courses in our larcer universities, there is a tendency for
most of them to operate on six levels. The same consistency is
not found in any uniformly applied span of control either as to uni-
versities as a whole nor in the same university. Considering t!
larger universities as a group, a wide variation in spans of control is
found in practically all of them. It is not unusual to find presidents
exercising spans of control over their immediate subordinates from
anywhere between two and forty.

Zpans of control of the rresident's immediate subordinates
(usually heads of divisions or deans of colleges) show a wide
variaticn., This variation is usually based cn the number of
cclleges which compose the university. WFhen this number of colleges
reaches about eight, there is a tendency to divide them into two or
more divisions with a head of each division. Where this division
has not been made, the span of control becomes awkwardly large.

The spans of control of deans of colleges is readily determined
from current lists of accredited institutions of higher education.?
For practically all universities and colleges, the subject matter

and number of rersonnel in each department are carefully listed.:

2 Ae Je Brumbaugh, American Universities and Colleges, Fifth
tdition (Washington, D¢ Ce: American Council on Education, 15L8).

# {Exceptions are made for the larger universities or univere
sity systems, such as maintained in ¥innesota and California where
the number of instructors in a school and sometimes a college is the
lowest breakdown.)
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If these departrnents are considered to have one department head
with all of the instructors reporting to him, the spans of control
of most of the departments would averasge well over ten. It is
rrobable that the larger derartments will be divided into several
sections with the szenior instructor of each section as section
chief, but probably carrying a full time teaching load in addition
te his functions as assistant to the department hesad.

ieferring back to table 1, it is obvious that few institu-
tions will arply any one span of control uniformly on any level nor
uniformly to all levels. From the above discussion it is apparent that
presidents of the larger unlversities have a tendency toward a very
high span of control, such as ten, twenty and even higher. These high
spans of control usually are a result of long custom and tradition,
of addins ancther head reporting dirsctly to the president as each
new staff section and educatlional department is added to the univer-
gity. There aprears to be a reluctance on the part of rresidents to
relinquish their direct persconal supervision over new yrojects which
is rerhaps justified until the project is firmly established. After
the new prolect has been firmly established and getsa to be old, there
is a marked tendency on the part of presidents to neglect te assign
these new activities to the supervision of their subordinate assistantse.
Fcer this reason and others, spans of control in universities tend to
increase directly with the age of the university, unless some president
reriodically analyzes the organization and establishes a more realistic

and workable sran of control.
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SCME AYPLICATIONS OF TABLE 1,

Ancther intercsting fector of table 1 is the relationship
of spans of control to cverhead in an institution of a given number
of students, For example, a college with about 3,000 students
could be orzanized in a variety of spans of control and zcademic
levels, 7¥ith a span of control of three, there would be required
gix levels to build up the necessary 243 instructors teaching
3,038 stuwdents. In the same way, with a span of control of four,
five levels would present 256 instructors teaching 3,200 students,
With e span of control of five, four levels would give 125 instruc-
tors teaching some 1,563 students, but five levels would give 625
ingtructors and 7,812 students,

To Euild up the number of instructors to the required 240 for
& 3,000 student university, a second column of instructor and over-
head {isures of equal sigze would build the number of instructofs to
250. This situation is frequently encountered where the wiiversity
has twe major prourings of colleges, such as engineering and liberal
arts or zenerel studiesz and the professions. In this situation the
rregident of the university would probably appeint a vice yresident
for the liberal arts college and ancther vice president for the rro-
fessional schools, thus giving himself academically a span of conirol
of two. The two vice presidents in turn could set up spans of control
of five and on the fourth level would find themselves with 125 in-
structors each serving a combined student enrollment of 3,000.

The chart could be elaborated in several ways. One variation
could show changes in spans of control with different levels. This

situation is practically always encountered in all universities and



rractically all colleges. Another aprlication of the chart could
be found in varying the ratio of instructor to student, The national
average is currently between twelve and thirteen for all faculty
members and probably between fifteen and twenty when only departe-
mental staffs are considered. However arrlying the factor of class
size to the chart it is obvicus that 1f the ratio of instructor to
student were one to twenty-Tive in place ol one Lo twelve and one-
half as cn the chart, the emrollment or size of the university
could be doubled without any change in the number of faculty mem-
bers. This swelling of enrollments withoul increasing the faculty
has been a commen experience in yractically all institutions durw
ing the past [ive years and has lead to some unfortunate situations
both ag regards the coverload on the instructor and the quality of
instruction.

inother interpretation of table 1 is shown grarhically in fige
ure 1, which shows variations in the prer cent overhcad with changes
in levels for varying spans of control from one to ten, By overhead,
againg is meant the number of the faculty above the instructor level
as a per cent of the total faculty. The fanily of curves for varying
spans of control indleate that there is a marked tendency of the per
cent overhcad to level off at the third level for spans of control
from three to ten, It is noted also that the per cent overhead tends
t¢ reach an almost constant figure at lower levels as the gpan of
contrel increases. Thus for a span of control of four, the per cent
overhead is twenty-four on the third level, twenty-five on the
fourth level and remains close to twenty-five thereafter. For a sran

of control of ten, the per cent overhead is appreciably lower, about
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ten at the second level, eleven at the third level and almost con-
stant thereafter. Similarly for the optimum span of control of
five the rer cent overhead has reached almost its maximum at the
third level and remains about twenty for higher levels,

One of the deductions from the above is that from about the
third or fourth levels and higher, the per cent of overhead tends
to remain constant regardless of how many levels are added to the
institution. However, as shown previously, the numbers of students

increases by several hundred per cent for each level added,
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Another analysis of table 1 is shown in figure 2 which portrays
graphically the rer cent overhead in faculty for spans of control
from two to fifteen. The two curves indicate values for the
second level and the sixth level. The curves for the intermediate
levels, three to five, lie between the two curves shown in figure 2,

It is apparent that for a span of control of five the overhead
on the second level is about seventeen and on the sixth level is
twenty with the intervening curves of the family lying closer to the
sixth level curve than the second level curve.

The family of curves appears to approach some minimum value
in the neighborhood of five per cent at spans of control above
fifteen. However, for spans of control between five and ten, the
rer cent overhead decreases at a fairly constant but slightly de-

creasing rate with the span of control.

69



TABLE 2. RESULTANT SIZE OF CLASSES BASED ON 12,5 STUDENTS PER FACULTY MEYBER.

2 level _ Span of Control o
1 2 3 L 5 5 7 3 5 10

TS 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
s 2 25,0 38.0 5040 63.0 75,0 88.0 120.0 113.0  125.0 13840
C 2 25.0 18,8 16.7 15.8 15.0 1h.6 1k.3 k.1 13.9 13.8

S 3 38.0 £8.0 163.0 263.0 388.0 538.0
C 3 37&5 21:9 1800 lé.i; 1505 lh'9

5 L 50.0 530.0 1,550.0

C Li SG.Q 1805 lScé

TS 5 63.0 386.,0 1,510.0 14,260.0 $,750.0  19,410.0 35,000.0 92,200.0
C 5 62.5 24O 18.7 16,7 15.6 15,0 1h.6 13.9

TS 6 75.0  T787.0 L,550.0 17,050.0 U8,700.0 114,700.0

2 1S is total number of students.
G is size of classes, based on ratio of TS to instructors in lowest level,

7
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Table 2 shows the size of classes for spans of control from
cne to ten and levels one to sixe. The student body is arrived at
by taking the national average of about 12§ students rer faculty
member. The size of classes ig this produect divided by the number
of instructors cn the lowest level. For example in table 2, with &
span of control of five and three levels, ihere would be thirty~cne
faculty members (see table 1); these should surervise a student body
of 31 times 12) or 388 (see table 2). However, there would be only
25 instructors in this group to teach the 388 students or an average
of 15.5 students per class. Similarly for a span of control of six
and five levels, there would result 19,410 students with average
classes of 15.0.

In the above discussion, it is assumed for puwrposes of simpli-
¢ity that students and instructors all carry the sams number of
class hours, thus making the same number applicable to both sizes
of classes and student-instructor ratios. The same assumption is
continued in subsequent discussions. In actual practice, however,
instructors may carry an average load of twelve semester hours, while
the students carry an estimated average of eighteen. This difference
in loads would increase the sizes of the classes given in the tables
and charts by 50f. However, the basic considerations would be propor-
tionate and are more readily comparable to published statistical cata

on student-instructor ratios.
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The data from table 2 is shown graphically in figure 3. Heferr-
ing to figure 3, the size of the class for a span of conirol of six,
and six levels, would be about 15. Similarly for a span of control
of four, but two levels, the size of the class would be 15.6,

The family of curves between the second and the sixth level
are bunched toward the fifth and sixth levels, there being very lititle
difference in the sizes of the classes as the number of levels is
increased beyond three.

From the shape of the curves, it would appear that as the span
of control increases that the size of the classes would approach
some minimum limit of about 13 students per class within any reason-—
able span of control. Probably it could be shown thecretically that
the limit is 12; students per class but would be reached only after

an impossibly large sran of control.
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Sumnarizing the foregoing data, it is apparent that while
the supervision of instruction and of the instructors may be more
effective with spans of control in the neighborhood of five, that
the rer cent overhead is relatively high but is decreasing markedly
as the svan of econtrol approached ten (figure 2). Cn the other hand,
the size of classes for a span of control of five has decreased from
153 to 15 and decreases only slowly as the span of control increases
thereafter (figure 3). Similarly for spans of control below five,
the size of classes increases sharply, particularly for spans of
control. of two (figure 3)., The range of per cent overhead for the
various levels is comparatively small for spans of control above
five, being 16.7 for two levels and 20 for six at a span of control

of five and 6,25 rer cent, 6.7 per cent at a span of control of 15,
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An analysis of the national totals of 1,765 colleges and
universities> shows an average ratio of students per staff and
faculty members of 12.3, and an average staff and faculty of 566 per
institution. The administrative staff averages about one-eight of
the staff and faculty. This gives a ratio of about 16 students per
instructional faculty member. Applylng these averages to figure 3,
it is apparent that the average class size of 16 would fit almost
exactly a span of control of five, that is, classes of 15 on the
second level, and 15,6 from the fourth levels and higher,

0L course, practical data aprlicable to figures 1 and 2 concern=-
ing per cent overhead, are not directly applicable to the national
averages cited above, because of the practice of department heads
and deans to carry some of the instructional loads themselves and to
delegate a certain portion of their supervisory duties to their

instructors.

3 statistics of tigher Yducation 15L5~L6, Biennial Survey of
Education in the U. S. (Vashington, D. C.: Federal ‘ecurity Asency,
U. 5o Office of Hducation, Sovernment Printing Cffice, 1$49), pr L2,
50, and 58,
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SCME ACTUAL TRENDS.

Spans of control vary widely between institutions of higher edu-
cation and may change rapidly from time to time in any specific
college or university. Typical spans of control are diificult to
determine and define because of this difference between many of our
leading universities, An average span of control would be readily
determined for any level of responsibility in a number of repre-
sentative institutions, however the standard deviation from that
average would be large.

Jarious national rublications give ratios of leader to immediate
subordinates, which approach the implications of spans of control. For
example, of the 1,768 institutions of hirher education in 19L6, some
136,000 staff members were exployed on a full time equivalency basis.
It might be said that the head of the average institution controls of
a staff of 77 =members. However, the number of staff members ver insti-
tution varies within very wide limits, In universities, colleges and
rrofessicnal schools, the 1565 publicly centreolled institutions had a
total staff of 54,500, or an average of 3,320, On the other hand the
86 privately controlled institutions had a total staff of 61,500, or
an averace of 6%, The 217 teachers' colleges and normal schools had
a total staif of 9,500, an average of lhi. The 36 privately contrelled
teachers! cclleges had a total staff of 709, an average of abeut 20,
The 212 publicly controlled Junior colleges and the 222 privately
zontrolled jurdor colleges sach had an averaze staff of about 20,

It would not he too difficult to find amonz our giant institutions
of hirher education such as the ltate University system of California,

the University of !linnesota and others, a staff and faculty runnins into
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3,000 and mere.h At the oprosite extreme could be cited certein small
colleges having staff and faculty well under 20, such as Brandeis
University at “altham, Massachusetis, established in 1849 with a faculty
of § and a student body of 135.°

The above averages indicate little, other than that some institue
tions are larger than others and some residents have larger personnel
rroblems than others., To determine spans of control, it is necessary
to examine organizational patterns in detail, to study groupings of
rersonnel on different levels of responsibility and in the many areas
of competence. That is, the above staff and faculty must be separated
into staff groups and faculty groups. The faculty in turn must be
separated into staff groups of classroom instructors, department heads,
college deans and division chairmen, with perhaps a dean of the faculty
in over all supervision. Then the span of control exercised by the
various department heads and deans would have specific significance.

A span of control more easily understood and more readily cobtainable
is roughly explained by the ratio of students per instructor. Using
national totals, if the 136,000 faculty members teach 1,677,000 students
the average span of control of the instructor is about 12, This ratio
or span of control is repeated in a surprisingly large number of in-
stances, taken from different institutional groupings by geosrarhic

6

areas and academic subjects or fields.

3
% John Kieran, Information Please Almanac (New York: Farrar,
Straus & Coey, 1949), pe 262,

5 Ibid, p. 255.

6 s Statistics of Land-irant Collepes and
Universities, Year Lnded June 30, 1940, bulletin 8 (washington, . C.)
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Other spans of control, taken from Circular 256, U. 3. Office of Educa-
tion of instructor over student, are 11.2 for public and 12.8 for pri-
vate senior colleges and universities; public normal schools yield 11.6,
the privately controlled, 12.L. The junior colleges show classes of
22,6 in publicly controlled institutions compared to 10.1 in privately
controlled colleges. The publicly contrelled junior colleges appear
to differ greatly from the other groups of institutions, (see table 3).

A further summary of practices in organization and spans of control
was developed for acecredited institutions of advanced education having
enrolliments above five thousand., These instituﬁions nunbered about 89,
inceluding 33 of the 52 white land-grant colleges and 56 of the colleges
and universities not receiving land-grant benefits.

Table !} shows that the ratio of student to instructor for lande
grant coclleges is about 13.7 and for non land-grant colleges is about
13.1. 0Of the non land-grant, however, there is a wide variation in
this ratio for certain types of institutions, the highest being at
Southern Methodist with a ratio of 28.2 students per faculty member,

The Catholic institutions yield a ratio of 23.8. The State controlled
institutions show 19.3 and the private institutions being lowest with

10.9. The averaze for all is 13.1l as stated above,



TABLE 3, CONTROL AND PERSOHREL IN THREE MA

19

JOE GROUPS OF IHSTITUTIONS,.

Institutional Group
and Type of Control

Universities, Colleges and
Professional Schools

Fublic Control
Private Control
Teachers Colleges and
Normal Schools
Public Control
Private Control
Junior Colleges
Public Control
Private Control
Totals

Total Public Control
Total Private Control

Number of
Institutions Staff
1,051 116,280
165 sh,823
886 61,157
253 10,257
217 9,548
36 709
242 4,852
222 4,643
1,768 136,032
62l 69.223
1, 1iih 66, 809

Lnrollment

1,400,583

613,193
787,390

119,812

110,570
8,842
156, 1,56
109,640
46,816
1,676,851

$33,803
8L3,0L8
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Similarly the ratio of faculty members per department is 1L.9
for the land-grant colleges and 13,5 for the non land=grant insti-
tutions,

Another ratic indicating a span of control is obtained by dividing
the total number of departments by the total number of schools or cole
leges. This ratio ylelds L.l departments per college in the land-grant
inatitutions and 5.1 in the non landwgrant institutions. Because of
the complex organizations in the larger universities, not readily
susceptible to enumeration or evaluation these ratios of departments
per college are subject to serious question. For the medium sized
aolleges, where the upper level organization is usuaily readily availe
able, this ratio of about L.4 to 5.1 shows a wide variation, the
lowest calculated being 1.8 at the State University of Iowa with an
enrollment of arcund 10,000, and the highest being 1L.3 at Miami
University in Oxford, Ohio, It iz assumed in this last case that
intermediate levels probably obtain between the college deans and
the department heads.



TABLE l, STATISTICAL DATA ON ACCREDITED COLLEGES AND UNIVERSITIES
WITH ENROLLMENTS OVER 5,000

Land~Grant Non Land-Grant
Institutions 33 56
Students 378,000 543,000
Facul$y 27,700 35,700
Departments (Estimated) 1,800 3,300

Schools or Colleges LOO é6Lo

81
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2. CSPANS OF CONTROL AT CELECTED INSTITUTIONS CF HIGHER EDUCATION

The specific arplications of spans of control require a study cof
the orzanizational patierns and principles of particular institutions
of higher education. The institutions selected were chosen because of
their availability and as being typical of the kind of field or area
covered. For example, the University of Maryland was chosen as being
a typical State suprorted Land-Grant university. The Georgia Institute
of Technology at Atlanta was chosen because of its relatively high
standing in the field of technology. Washington College at Chester-
town, Maryland is a good example of a rather small but representative
institution whose history runs back to colonial times. The State
Teachers' College at frostburg, Maryland serves an agricultural and
mining community in a sparsely populated and mountainous region on the
Eastern Seaboard. A number of service schools pertaining to the Armed
Forces were included in the study because of the more definite informa-
tion available from an organizational view point and because of the
writer's experience with such educational institutions.

The organizational patterns of these institutions is compared to
the national modes in spans of control developed in section 1 of this
chapter, to the organizational principles developed in Chapter II, and
certain conclusions are presented with respect to the leadership at the
institutions studied as compared to the leadership principles developed
in section 3 of Chapter II. In section 3 of this chapter is presented
a proposed application of the organizational principles to one of the

typical institutions studied.
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The institutions studied include the followings

1.
2.
3.
Lo
5e
6.
Te

The Command and General Staff College, Fort Leavenworth, Kansas
U. S. ¥ilitary Acedemy, Vest Foint, New York

Alr University, Maxwell Air Force Base, Hontgomery, Alabama
Georgia Institute of Technology, Atlanta, Georgia

mwuwwnmaan College, Chestertown, Maryland |

Frostburg Teachers College, w&en&@aﬁﬂu Maryland

University of Maryland, nowwtwn Park and Baltimore, Karyland
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1. THE COMYAHD AND GENERAL STAFF COLLEGE, FORT LEAVENWORTH, XANOAS

Of the various service schools of the Armed Forces comparable teo
ingtitutions of higher education, probably the best example is the
Command and General Staff College at Fort Leavenworth, Kansas. It is
cne of our oldest service schools and its history is well documented
in readily availlable publications. Its curricula and objectives have
remained reasonably unchanged throughout the years except as develop=-
ments in arms and weapons have yrescribed corresponding changes in the
tactics and technique of warfare.

Currently the Command and General 3taff College presents a nine
months course each year for sbout 500 officers of average age 30, and
rank of major. The course is comparable to upper level undergraduate
study but with certain specialized subjects on the higher graduate
levels., The course is prescribed but persits electives during two of
the nine months, during which the class is grouped into four sections,
devoted to instruction in persocnnel administration, in intelligence,
in rlans and operations, or in logistics.

The background and educational experience of the students vary
widely. About .50 are United States officers representing all of the
various arms and services of the Army, exchange students from the Havy
and Alr Forces, and a few officers from the ileserve components. Abcut
tern rer cent of the student body are officers from foreign armies,

representing some twenty countries, and are especlally selected

-y

{ Personal visits by author, and conferences.
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because of their professional and academic attainments.

The faculty include about 150 instructors who present the various
subjects of the curriculum, They are assigned to the five schools of
the ceolleze; that is, the general course scheol, the rersonnel school,
the intellisence school, the plans and operation school, and the
logistics school. They are selected from the graduating classes for
three additional years at the Command and (General Staff Ccllege. In
addition to their class room instructional lecads, the faculty members
are expected to participate in research projects, to assist in spocial
instruction, to prepare articles for publication in service pericdicsls
and to attend preparatory courses in speech and classroom techniques.
During the summer months, most of the instructors are ordered to parti-
cipate in field maneuvers or to attendance at refresher and observer
courses at other schools,

The organization of the activities at the Post of Fort leavenworth
is relatively simple. 7The Commandant is in cver all command of the Com-
mand and Oeneral Staff College, of the Post activities, of the U. S,
Disciplinary Barracks, and coordinating adviser tc the service schools
throughout the United States on the next lower level, These lower
level schools are the highest level schools for the various arms and
services, such as the Infantry Schocl at Fort benning, Georpgia, the
Field Artillery School at Fort 0ill, Oxklahoma, and the many others.

The span of control of the Commandant is thus three, with an assistant
to coordinate the instruction at the other branch service schools.

The Assistant Commandant is responsible to the Commandant and ex-

ercises direct contrel and gsupervision over the Command and General
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Staff College, His span of control is five, with a director in charge
of each of the five subdivisions or schools,

The five school directors for the general course and for the
personnel, intelligence, operation and training, and logistics courses,
each have a specific resronsibility for the ten weeks specialized instruc-
tion, and assist with the courses pertaining to their field, presented
during the seven menths of common instruction.

The organization of the five schools is fairly uniform. FEach
school director has approximately thirty instructors, grouped into
five departments, cach department under a department chief with an
average of five instructors under him,

The ratio of students to faculiy members is approximately 5, that
is 500 students and roughly 100 classroom instructors. This detailed
decentralization of students to specific instructors is seldom utiliszed
rractically. The students habitually attend classes in groups of about
thirty or forty during the introductory phases of the various subject
presentations. For seminar discussions, map maneuvers and staff practice,
instructors are made available in the ratio of about 1 instructor to
S students,

Students are assigned to faculty advisors for briefing, orienta-
tion and for special instruction. Each faculty advisor has assigned
to him an averaze of five students for several months at a time,

The simplicity of this organizational pattern, the use of unifornm
spans of control of 5 at the different levels, the uniform orientation
and training of the instructors in school policies and classroom technie

ques, and the ready access of five students to a designated faculty
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advisor, all rromote the rapid integration of the students into the
college prosram. These organizational patterns and control devices
facilitate discussions between students, and with faculty members, and
rromote the free exchange of information and experiences among students,
and with faculty members. FPerhaps equally important is the flexibility
‘achieved by this decentralization to rermit changes in the curricula
and course content to meet new developments in wearons and war technie
ques. for example, dwring the war years, the surprise development of
more powerlul weapons, of more efficient aircraft and the surprise
release of the Atom Bomb were integrated readily into the instructlonal
rrogram at & time when the urgency of the training mission would not
rermit any recess between the end of one semester and the beginning

of the next,
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2. TilE UNITED STATES MILITARY ACADEMY, WEST POINT, HEW YGHKS’ g

The service school most comparable to the older mediuws-sized col-
lege is rerhare the United States Military Academy at Uest Point, hew
York. J1t was founded in 1802 and has grown ysarly in the size of
student body and faculty in direct proportion te the population incrcase
in the inited Ctates. Its student body is selected I[rom all Itates of
the Union and in proportion to the number of Congressmen from cach Itate.

The courses follow a fixed curriculum except for minor electives
in Lanruace. The {our year yrescribved course leads to the degree of
flachelor of Zcience., Some emphasis is rlaced on physical training and
on field and lahoratory work in connection with military specialties
of the irmed Forces., However, these subjects are covered during times
when the =tudent of the average liberal arts college would be away from
school on vacation,

Currently the Military Academy has some 2,300 students under ‘the
instruction and guidance of some 300 instructors, a ratic of § to 1.
Host classes or sections attend recitations in the major subjects
each day. Olasses averaze about ten cadets, esach section under the
direct leadership of an insitructor. rPractically all classes are con-
ducted on the individual recitation or group discussion basis wlth
reriodic assemblies or lectures by national authorities on the various

fields covered.

o
v s Bulletin of the United States Kilitary Acade
19l9-50 (Vest roint, New York, United Gtates Wilitary Academy Press,ious).
g

s> Official Register of the Officers and Cadets,
United States Military Academy (Vest Point, “New York, A. Ge Frinting
Office, 191,9).
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The cadets are housed in barracks type dormitories. Their activi-
ties, both in and out of classes, are closely prescribed and supervised
for the twenty-four hours of each day. They have about thirty days
leave of absence each year.

The administrative aund housekeeping requirements of the idlitary
Academy are separate and distinet from the academic rrogram. The
athletic and rhysical training activities follow a rather complete
rrescribed curriculum as do the miscellaneocus recreational projects
for the Saturday afternocon and Sunday periocds.

Orzanizationally, zeneral control and responsibility for the
¥ilitary Academy rest in its Superintendent. His imvediate responsible
suberdinates include the Lean of the Academic toard for the academic
courses, the Commandant of Cadets for discirline and field training,
and the Post Commander for the housekeeping and administrative areas
including the Fost Hospital. The Superintendent's span of control is
thus seen to be about three, but with a number of minor bui lupcrtant
activities usually governed under his immediate supervision.

The Dean of the Academic DBoard is responsible for the academic
instructional program, This instructional yprogram is coaducted by
twelve department heads so grouped as Lo give the Uean of the icadenmic
Board six major department heads and a miscellanecus group of six
departments naving small responsibility for insiruction. fach of the
six major department lieads control an average of four instructional
groups, each group averaging about six instructors. The sizes of the
departments and of the instructional groups vary widely with the empha-

gis placed on the subjects taught. The largest departments are the
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3. THE ATLT UNLVERSITY, MAXWELL AIR FCRCE BALE, MONTGOHIRY, ALABAMA

The Air iniversity at Maxwell Field near Xontgomery, ~labama has
supervision over the various service schools of the Air Forces at lUax-
well Field as well as at other school centers. Its mission is similar
to that which the Command and General ctaff College at Fort Leavenworth,
Kansas, performs for the Army, but is enlarged to include certain instruc-
tion more ayrlicable to long range strategic operations, and to training
and refresher courses in certain specialties peculiar to the Air Forces.
The iir University is quite young, was founded about 1945, but has grown
rapidly. It had the advantage of the lessons learned by the other
service schools during their long histories, and was gulded in its
organizational patterns by some of the leading educators and adminis-
trators from our best undversities and colleges of the country. lany
of these were members of the Armed Forces as participants in the Var
effort. Ii thelr advice was followed, the Alr University should be an
outstanding example of the university best meeting the recommendations

of the nation's most talented educators,

10 e Air University Catalog, 19L5=50 (Maxwell Air Force Base,
Book Department, 1515)e




g2
The Air iniversity announced 6,090 graduates during its 1947-
L8 achool year. Its twenty-six courses of varying lengths and wide
diversity of levels of instruction, were assigned to six major
subdivisions. These subdivisions and the number of graduates are

as follows:

Air war College 96 1 Course
Alr Command and Staff School 332 2 Courses
Adr Tactical School 1,726 2
AF Special Staff School 1,138 7
AF School of Aviation Medicine 2,352 8
Instructor Training Course 356 &

Totals 6,090 26

The Srecial Staff School iéllccated at Cralg Alr Force Base,
Selma, Alabamaj the Air Tactical Schocl is at Tyndall AFB, Panama
City, 7loridas the lchool of Aviation MMedicine is at Handolph AFB,
fan Antonio, Texas.

At the Adr University education and administration are separ-
ated whenever and wherever possible. Parallel echelons have
responsibilities and duties which permit the educators and instruc-
tors to devote their entire time and attention to teaching, without
concern for the administrative and housekeeping problems.

A Board of Visitors, composed of eleven leading civilian
educators and university administrators of the United States, meects
yearly to examine into the status, progress, and changes in education
at the ilr Undversity, and to make recommendations to the higher

auvthorities in Washingtone.



The nine members of the Facully Board meet every other week to
rlan for and direct the detailed operation of the various elexents
of the Alr University. The merbers of the Faculty Board are the
resronsible heads of the six colleges, scheools and courses making
up the Aiir University. The Air University concerns itself with
educational rlans at other armed forces schools through the ex—
change of liaison instructorsy it plans for the education of Air
Forees officers at over 100 civilian universities; it examines
eritically all Alir Force problems with a view to coordinating edu-
cation with practical needs.

The Adr ¥%ar College conducts top level air forces instruction
for about 100 students in a nine months course each yesar. Lectures,
conferences, and seminars lead the nine student groups tc coordin-
ated sclutions to specific problems in nine areas, rrogressively
more difficult. Ueven instructor groups averaglng three instructors
each, supervise the various phases of instruction, the many muest
speakers and lecturers, and the cvaluation of the students and their
work. An administrative group of 1L officers, with their services
and facilities, suprort the educational effort. Ixtensive library
facilities and an educational advisory staff of civilian sducators
favor research and comparative studies.

The srans of control for the Adr University vary, bul are cone
sistently low, Its commanding general has six schools and colleges
under his immediate control. The head of the Adr var College has
seven instructional groups under his immediate supervision. Lach
group averancs three members. About twenty instructors coordinate

the instruction of cone hundred students, a ratio of one to five,
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and an averapge span of control of five, or less when the many visite
ing speakers are taken into consideration.

The Adr Command and Staff School graduates scome three hundred
student officers annually from a nine months yrescribed course at
Maxwell AVB, utilizing some sixty-fowr instructors, a ratioc of one
instructor to five students., The sixty-four instructors are assigned
te seven divisions varying in size from four to eizhteen instructors
each, "ith formal subdivisions in the larger divisions, the spans
of control are less than five. The Commandant of the school has an
arparent span of contrel of eight, seven instructicnal and one
administrative; however, because of the tendency of the 'rmy and
Navy divisions to assoclate themselves with the operations division,
and new developments division with logistics division, the result-
ant span of conirol practically is nearer four or five., A large
number and variety of guest speakers suprort the cuwrriculum; admin-
istrative rroblems are the concern of scme twenty officers with
their facilities and assistants, srecifically assigned for such
functions, The span of control for the administrative grour averages
fours.

The Alr Tactical “checol of the Alr University rresents three
gixteen weelk courses anmually to classes of about five hundred each.
Cne hundred £fifty instructors in seven instructional divisions,
each with an average of three subdivisions, suzgest a rattern for
spang of control of seven. The instructor-student ratic is about
one to three rer szixteen wesk course.

The AF Trecial Stafl Ichool and the AF School of Aviation Medi-
cine yresent a varlety of courses of varving lensths and to speciale

iste of different sage and educational levels, (as well as ranks f{rom



Colonels to privates or airmen). At first inspection, the instruce
tor assisnment and the grouping would indicate a very low span of
control in practically all elements of this system of schools and
courses. lowever, because of the interlocking staffis and the
double duty performed by many instructors, the average span of con-
trol iz estimated to be about four tc five. The consistent separe
ation of administrative functions from instructor duties makes for

smaller srans of contrel over homogeneous groupings.
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Yo TR NEORGTA INSTITUTE OF TECTNTIOGY, ATLANTA, GECAGIA

The Georgia Institute of Technology was authorized by the Ctate
in 1882 and commenced instruction about 1888. Itse campus is located
in the center of Atlante, comprises about 130 acres, and with its
buildings and other improvements, has a cuwrrent plant value of eight-
een million dellars. It ranks near the top among the institutiona

fréring courses in technology. Its anncunced aims are the promoite
ing of scientific and economle research and instruction for the
develorment of the rescurces of the “outhern States, to participate
in the national leadership hoth in man rower and industrial develop-
ments, to cooperate with industry in both research and human leader-
ship.

The Ueorria Institute of Technolopy is a part of the Ctate
University system of CGeorglia. The control of the University Cystem
of Georgia lg vested in the twenty members of the Poard of Regents,
each representing specific gecosraphic areas of the State.ll

The Zeorgia Institute of Technology has an aprroximate enrclle
ment of 5,200 students, Its twenty-four instructional depariments
are about equally divided bhetween the Ingineering College and the
general college. The programs of these two colleges are utilized
by the Dean of the Graduate livision, by the liead of the irmed
Forces Ddvision, and by the Director of the Cooperative iJivision.

The Institute has a faculty of about 320 with 11/ on the cngincering

1
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s Secorgia institute of Technology Anncuncements

15181
Fe

0o (nilanta, Gecorgla: The University System of Georgia, 1OLT)




facult and 184 on the Zeneral Ltudies famzlﬁy.lz

T 1948, the Tresident of the Ccorgia Institute of Technology
reduced *the mrber of derartments reroriting directly to him from
twent—twe to eleven. These elevern are the Comptroller, fluwni
Pelations, Tesearch and Mamning, the University Broadcasting Station,
the Txeeutive Nean, the Dean of Ttudents, the Reglstrar, Tibrarian,
Dean of Faculty, Director of ublic Felations, and Athletics. In
rractice, these eleven are reduced to five najor leads reyorting to
the Tresident, including the Comptroller, the Vice President in Charge
of Zesecarch and Planning, the Dean of Utudents, the Hegistrar, and
the Dean of the Faculty.td

In srite of this reorganization, the commitiees and councils
remain urnrleldy. The Administrative Council has nlnecteen members,
ghir varyins from three to nine each. The sreclal committees ¢f the
faculty number fourteen with memberships between three and ten each,

The enrollments in 15L7-L0 were 6,L2L in regular attendance,
L, 706 in the "ngineerins Uxtension Tdvision, with 1,518 more in both

day classes and the Fxtenszicn NMvision and a combined total of 10,27h.

12 prake K. Van leery, A Digest of the Zeport of the President

1947=-L8 (Atlanta, Georgia: ~Georgia Institute of Jechnology, 19L0),
Pe 274

13 s "Extensive lecrpanization Flans for Zecrgla
Tech Announced,” The Georgia Tech Alumnus, Vol. XXVII, #1, Septe =
Octe, 19LE (4tlanta, Ceorwia: Oiites of cublications, Ceorgia
Instiﬁuve of Technclory, 1948), pp. 12-13,
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In 1847, 019 haccalaweate degrees wore granted and 34 magters,tis15
The Mwision of Craduate Tbudies was orranized in 1851 and the depree

% 4

of "he Te in Thomical Englmwering vas authorized in 16L6.

1L 1h1q, pr. 222, 222,
15 Blake R. Van leer, op. cite. ppe 2L-29.
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The educational policies of the Georgia Institute of Technology
may be inferred from the objectives set up by the Ceorgia Tech Alumni
Foundation for the Graduate Schocl as follows:

l. To make possible the scientific and economic research
and investigation necessary for the develorment of the resources
of the fouth, and to utilize human and natural resources so as
to make the Couth an economically rich and profitable rart of
the United States and the ¥Forld.

2. To develop material tests in the laboratcries of the
Georgia Institute of Technology for the use of American Industry,

3¢ To train scientific and engineering leaders who will
make possible the efficient utilization of manpower in the manu-
facture of new and better commodities for use in the South and
throughout the United “tates.

i« To foster the continuous coordination of effort bee
tween the educational facilities of universities, and the pro-
ductive facilities of industrye.

5 To yrovide modern equipment and up~to-date facilities
at the feorgia Institute of Technology for utilization by small
and large industries, and for the training of scientific and
engineering leaders.

Acaderically the freshman course for all enginecering students
is common and includes three hours of composition and rhetoric and
three hours of a modern language or a social sclence., During the
soprhomore year most courses require three hours in the humanities
and some Tublic gpeakinz. lost other subjects in the various cure
ricula are scientific or technical., For control, the Afdministrative
Council of the Ceorgla Institute of Technology has about nineteen
members as follows: [resident, Fxecutive Dean, Dean of Uraduate
Studies (lcting), Dean of fngineering, Dean of Jeneral Studies, Iean
of Ctudents, Registrar, Comptroller, Director of Engineering izrerie
ment Ctation, Director of Cooperation Department, lirector of
Ingineering Ifxtension Mvisiony Idibrarian, Director of Fublic Fela=-

tions, Professor of MNaval Icience, rProfessor of 'ilitary Icience
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and Tactics, ithletic Dirsctor, Professor of Aercnautical ingineer-
ing, Professor of Mechanical Engineering, and Associate frofessor
of Mathematicse.

In addition tc this Council, there are twenty Standing Commitieesa
of the faculty, ranging in size from three to seven members and deal-
ing with the following subjects: Admission, Attendance, Ceremonies,
Curriculum, “xecutive, Henors and Prizes, Infirmary, Library, Pro-
feassional legrees, Public felations, Hadio Broadcasting WGET, Hules
and Regulations, Schedule, Standing, State lesidence, Ctudent dctivie
ties, Student-Faculty Honor, Student Loan and Jcholarship, Tenure and
Advancement, University Center.

Fourteen special committees of the faculty are engaged with
study and plaming in the following areas: Advanced Flanning,
Employee Training, Fire 'rotection, Foreign ltudents, Guidance and
Testing, Insurance, Malling Permits for Publications, Parking, Public
Works, Student Lecture and IEntertainment, Ctudent Regulations, Vet-
eran's Affairs, Visual Aids to [Fducaiion, VocationalwTechnical Instie

tutes,
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Washington Collepe is located at the northern end of the Eastern
Shore of HMaryland in a small country town of some three thousand porue
lation. Tt is privately contrclled but has received Federal and tate
support at varicus times in its lonz history.

Yashington College is essentially a emall Liberal Arts insti-
tution. It offers curricula for training of secondary school teachers
and a variety of rrofessional courses. It is accredited by the lary-
land Ctate Department of Bducation and the Middle Itates Association
of Colleges and Jecondary Schocls.

Vashington College dates back to 1706 when it was known as the
Kent County School. It was endowed by Colonial Land-Grant in 1723.

It received its Charter as Washington College in 1782, being named
for Ceorpe Yashington. About 1800 it was recognized by the State

of Maryland ag the first University of Maryland but only briefly,.

It has received State funds in varying amounts from time to time dupe
ing its long history, and cwrently recelves sixty thousand dollars
annually in return for a number of scholarships (seventy underzrade-
uate scholarships valued from 250 ito 3h00 were awarded in 19&5.&?).16

The collere is currently governed by a "Board of Visitors and
Governors" of twenty-iive members holding six-year terms, twelve of
these rembers are elected by the Alwnnd and twelve are appointed by
the Governor of MYaryland., The twenty-fifth menmber is elected by

the Roard and becomes i'resident of the college.

16 ‘4‘liam L. tarbury, ligher lducation in Haryland, (V“ashing-
tony Le Cet American Council on sducation, 15L7)s Phe (9=80.
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The college is organized with nineteen instructional departments
staffed by thirty professors of varying ranks, includin- fifteen on
the docterate level, thirteen masters, four bachelors and two pro-
fessionale, Academically the college is organized on the divisional
rather than the department system, with upper and lower level dise—
tinctions in courses and curricula. The 1946-47 enrollment was L70
undergraduates, including 31k men and 156 women. Of these 211 were
veterans. In addition the college has an extension enrolliment of 12,

The ccllewe i3 located on a campus of some twenty-five acres
and with bulldings, grounds and equipment is valued at about one

lion dollars, the 1547=L3 budzet was two hundred ninety thousand

dollars. Aibout seventiy per cent of the students are housed in
dormitories on the camrus, the balance heing quartered in selected
residences in Chestertown. The administrative staff includes the
Dean of College, Dean of Men, Dean of Vomen, Registrar, Director of

Adnissions and the Business ﬁanager.l?

17 Ao Jo Brumbaugh, Sditor, American Universities and Colleges
(%#ashington, Ds C.t American Council on Fducation, 19L0), pp.'§0%—913¢
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6. TROSTRURG STAT. TEACHERS CULLLGE, FROSTBURG, MARYLAND

Jrestbhurg Teachers College is located sbout twelve miles west
of Cumberland, in the mountain regicns ol jestern Maryland. Iis
parpose 1g announced &s an institution for providing an educational
mrogran for the young men aad women of Viestern Haryland which will
train therm 4o teach in the elementary or in jundior high schools.

It seeks to provide annually cune~fowrth of the five hunddred new
teachers required each year by the State of Varyland. The colleze
rrovides also two years of Jundor college required for yreliminary
professional traindng. It invites those who are not interested in
teaching to enroll for thedr first two years of college tralning
with a view to transferring teo other Liberal Arts or yprofegsional col-
leges. The cellege cnccurages studenl nurses for rreliminary aca—
demic training during their work at the IZchool of Nursing at the
Yemorial Mospital in Cumberland, 1t has conducted summer workshors
for experienced teachers in such areas as Ccnservation, Visual Zdu=
cationy Child Study, Music, 'rt, Social Studies, fHeadling, Arithe
metic, PFsychology, and related fields.

The collepe was established in 1902 as a State Hormal School
with a twenty thousand dollar building and a five thousand dollar
annual maintenance fund voted by the General Assembly. The Gymnasium
and a campus were added in 1913. Dormitories were opened in 1919 and
1925. In 1927 an asuditorium=(ymnasium was built and central heating
installed. A six-room elementary rractice school was established
in 1530. & Jciecnce Derartment building was added in 1947 by a

Joint rroject, State Munds being used for the foundation and forty



thousand dellars being suprlied by the Federal Goverament for the
buildinz. The current rlant is valued at about one-half millioen
dollars and alter alterations were made in 19)85 at a cost of about
one nundred thousand dellars. The carrus lies along the main higzh-
way and cwrrently has six buildings, the 0ld~Vain Buildingz, and
buildings for administration, science, gymnasiuw, library, dormi-
teries and the College Dlementary “chool.

Students! fees are 5100 for the school year in the junior col-
lege with additional fees for soclal activities and athleties. For
students who promise tc teach two years after graduation;, the tuition
fees are walved., Cut-of=tate students ray an additional 100 tuition
fees., Curricula offered are Dusiness Administraticn, Inzlish, Homance
Languages, Health and fhysical Tducablion, Yuslic and fri, Zcience,
Mathematics, and Zecial Declence as well as the yrofessional curricula
for rrofessicnal teachers. The college faculty numbers about twenty
and the college elementary school faculty about seven. There are
seven faculty committees on Admission and ftandards, Guidance, Cata-
log, Varsity Shop, Athletics, Public Felations, Assembly, Talent,
Library, and Visual Lducation. The 194l graduating class numbered
5L, The succeeding three years saw the sraduation of 2Ly 30 and 17.
In 1948 the enrollment was about 200 with 25 student nurses from
Yemorial lespital in addition.

The cellege prants a B. S. degree in Lducation for four full
yvears of work totaling some 120 hours. Suggested curricula and

o b

sequences are announced for elementary school education and junior

high school @ducation.le

18
s State Teachera uellefe, Frostbur, aryland,
Pulletin (DBaltimore, Wd.: otate Board of nducation, 19uD).
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Marwland has four State Teachers Colleges, the other three being
located at Salisburg, Towson and Bowie (negro). In addition, Coppin
Teachers College, suprorted by the City of Baltimore, prepares teachers
for the Negro elementary schools of that city.

The Frostburg Teachers College has the usual accreditation by the
State Department of Education of Maryland but does not qualify for ac-—
creditation by the American Association of Teachers Colleges nor by the
¥iddle States Association of Colliepes and Secondary Schools.19

Frostburg Teachers College is under the State Board of Education
and Trustees as a governing body having seven members. The State “uper-
intendent of Education is Yex-officio' Jecretary-~Treasurer of the Roard.
The college has twelve "COfficers of Administration". 7The college is
State suprorted with periodic grants from ¥ederal funds. The per student
expenditure for library books was about 16,00 in 1947. This rate was
exceeded in the State Colleges of ¥aryland only by Zt, Johns College.

It ranked hish for its size in the quality of library books and yeriod-
icals as comrared to the other State institutions.20

The Marbury Report indicated the need for such extensive rlant
and ground additions to bring the Frostburg leachers College up to
the level of other State Teachers Colleges that a recommendation
was made that the institution be moved from its present site to a
location closer to the town of Cumberland where a larger and more

sultable campus could be provided and more adequate buildings could

Q
19 wi1liam L. Warbury, Chairman, Higher Education in Maryland,
(¥ashington, D. C.: American Council on Education, 1947), Pe 7Oe

20 1514, p. 230,
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be constructed.al This recommendation was disregarded and instead
alterations in the amount of one hundred thousand dollars were pro-
vided by the General Assembly to imrrove the present site and the
existine buildings. This fund was twenty prer cent of the book value
of the plant,

The Yarbury report in 1947 comments on the small outrut of quali-
fied teachers from the State Teachers College in general and the high
cost of operation of these teachers colleges. The report does admit
the lack of incentive toward entering the teaching rrofession as being
one of the factors resronsible for this condition but goes on to say
"the nutber of teachers being trained at that institution (Frostburg)
is certainly very small in relation to the amount of money which the
“tate is investing. This i3 in part due to the unfortunate location

of the fiscal plant......“.zz

The recommendation went so far as to

recommend the abandorment of the TFrostburg Teachers College as an

institution for teacher training and the establishment of a junior

college in nearby Cumberland in eonjunction with the high school

system there, but the rerort ‘rankly favered the training of teachers

at the iUniversity of Maryland as being more yroductive of teachers

and requiring no additional outlay or expenditure out of State funds.23
In srite of these drastic recommendations and the difficulties

that Froestburg Teachers College has had with inadequate prounds and

buildings, the institution continues tc flourish as an educational

center mrimarily for the young people of destern Maryland,

22 1bid, p. 349
23 Ibid, p. 36L.



7. THL VHIVERSITY OF MARYLAND, COLLEGE PARK AND DALTIMCRE, MARYLAHD

The University of Haryland is centered at College Park, with
the rrofessional schools located in Baltimore. The Agricultural
Col.ege for colored students at Princess inne is part of the Univere
sity of Maryland primarily because of its participation in Land-Grant
benefits,

The University has a long and varied history. The first Charter
for a University of ¥aryland was granted in 1807 and recognized
vashington College at Chestertown, on the Fastern thore, as the State
University. The following vear St. Johns College at Annapolis was
designated as rart of the University of ¥aryland. In 1812 the ledical
School at Baltimore was chartered as the University of Maryland,

Durin: the hundred years thereafter various educational insti-
tutions were integrated intc the University of Maryland and others
were dropred, St. Johns College at Annapolis appears to have been
part of the University of Maryland around 1807 and again in 1912,
Similarly various schools and colleges in Baltimore were recognized
as part of the University of Maryland from tine to time. About 1516
the State Agricultural College at College Park was combined with the
rrofessional schools in Baltimore to form the present greater Univer-
sity of Maryland,

In ¥arvland, administrative conirol of higher education is exer-
cised by the State Legislature and the Tovernor, in their aprointing
authority of the zoverning Boards of the institution, and their rather
detailed supervision of the appropriastion and expenditure of funds for

agach institution.
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The State exercises further restricticn and contrel over the funciicne~
ing of hicher education by the superviscry and aprroving powers of
many of its Ztate burecaus over the detailed expenditure of funds and
the arrointing of staff and faculty members. Such control by the
bureaus is exercised indirectly but fairly influentially by such
agencles as the Jtate Pudget DJirector, the Board of rublic ¥erks,
the Improvement Commission, the Ctate Planning Commissiony and cthers.
L recent survey of the University of Kar land remarks "as mizht be
expected, some confusion and cconflict resultis from the controls that
crerate through these indirect channels, because of actions which
seem Lo contravene the authority and responsibility established through
the dirsct control by the various institutional palicies“.zﬁ

in rractice, leadership and control of the University of Yaryland
are actually implemented by the Fresident as the administrater for
the Board of Hegents. This Heard has eleven members, aryointed for
nine year termszs and congidered aprointees of the Ztate Governor.

.

The Tresident of the University of Maryland has under his
immediate control some nineteen schools, colleges and educational
divisions, Jome twenty-nine administrative officers report to him
more or less directly for instructions and leadership. The President
reviews the actions of a great variety of Boards, Committees and
Councils. He is assisted by the conventional staff sections and by
the Jean of the Faculty. The Deans of the twelwve colleges habitually

rerort directly to the President and consider themselves as cowequal

colleagues. The University recognizes about 106 academic departments,

2L %illiam L. Marbury, e. a., Higher Iducation in Marvyland
(#ashington, D, C.: American Council on lKducation, 1947)s 113~12l.

25 Ibid, pe 103.
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ztaffed by scme 800 faculiy members who are rssponsible for the
inetruction of some 11,700 regularly enrclled students.26 The sreater
University has a combined enrollment with special courses, of about
dourla this nurher.

The University rreseants four major divisions of instrueticn,
ILiveral Arts, Engineering and Technical Subjects, Agriculture and
Lericultural Fngineering, and the Professional Curricula of the
Baltimore Tchools, These correspondins curriculs are under the surper-
vision of the Colleges of Asriculiwre, Arts and Sclence, Business
and Publie Administration, Education, Engineering, Home Lconomica,
ilitary Jcience, Thysical Education and Recreation, and Special and
Contimuation Studies. CGraduate courses are supervised by the Dean
of the Miraduate School. TFxtensive courses are rresented during the
summer session, both on and off campus. At Baltimore, the rrofessional
courses are rresented by the Schoels of Dentistry, Law, Medicine, Nurse
ing, and Fharmacy. These Zchools are centered in the general area of
the University Yespital.

A varlety of research and extenaion courses are yresented in
conjunction with the ‘gricultural Dxrerimental Staff, in extension
services in Agriculture, lome Economics and other specialties. An
increasine number of coorerative projects are arranpged with rFederal
experimental and educational agencies, such as the Forestry Department,
the Terartment of ¥ines, the Department of Agriculture Fxperimental

Farms, the Uepartment cf Fisheries and others. Yest of these special

£,
25 A. Jo Srumbaugh, e. a., American Universities and Colleges

(fifty Edition) (washington, D. C.: American Council on tducation,
155L8), rre 521 and 522,
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projects have been assigned more or less definitely tc specific colleges,
schoole or departments of the University.

The snrollment for 1916=19L7 was asbout 11,000 for the regular sege
sion but has increased to a grand tetal of over 20,000 if the special
courses and curricula are taken into account, In 1947 about 150 students
received decrees, The 1951 graduates total over 2,000. 4bout three-
fourthe cf the students are natives of Maryland or the adjacent Uistrict

£ ®ashington, The bulk of the siudents are drawn from Baltimore City,
the District of ¥ashinzton, Prince George's County, dontgemery County,

a

and Baltimore Tounty, in that order. 2 relatively small rer cent come

from the other caunties.27

FACTORS PAVOEING GROWTH & REORGANIZATION OF HIGHER ZDUCATION IR MARYLAND
The ropulation of Yaryland in 1940 was about 1,800,000. About 79%
were native born white, L% were foreign born white and 164 £ were negro.
The ropulation of Maryland has increased about 12% each ten ysars for
the rast nine decades. About one-~third of Haryland's population is under
20 years of age, but 2% of the total population constitute its labor
force. Among the States of the nation, including the District of Colum—
bia, Yaryland ranks 18th in the national wealth, 24th in State tax col-
lections, 15th in Federal tax collections, 15th in total value of manue
factured products and 1llith in total salaries and wages in manufacture.
Among the States Faryland ranks L5th in the per cent of its 18 to 20
year olds in school, LSth in its 16 to 24 year oldes in school, and LOth
in its 5 to 24 year clds in school. In the ten years, from 1936 to 1546,

8,852 white students and 1,13k negroes sraduated from rublic high schools.

27 fiilliam L, Eéarbury, op. cit, Pe 35.
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TABLE 5. DATA ON INSTITUTTONS OF HIRNER EDUCATION TN MARYLAND S

Groups and Institutions 1 2 3 ) 5
Zelleres and Univerzities:

Collera of Hotre Dame of ¥d. Palt. ¥ RC ¥ L51
Oeucher College. Ralt. A P i Th3
flood College. Mrederick AP % 521
Johns lopkins University. Balt. A¥ P M 6356 21,57 of total
Loyola College. Ualt. M RC W 95l
¥de College for Yomen., Lutherville - P W 230
¥orsan State Collepe. Balt, M St C 1266 L.0% of total
St. John's College. Annapolis, - P i 266
St. Joseph's Collegs. Lmmitsburg M RC W 215
St. lary's Seminary and U. Balt. - RC M 49T
Us of Hd. College Park and Balt. A St C 10612) 3L.0% of total
¥d. Ltate Ccllege, Frincess Anne - 5 ¢ 151
vashinston College. Chestertown 1 P c Ll
Yestern ¥d. Colleze. Yestminster 4 ¥eth C 855
Yoodstock College and Sem. Woodstock ¥ RC M 165
Group total 1890 78% of total
Professional and Technical Schools:
Balt. Collere of Commerce. Dalte. - Y C 1367  L.3% of total
¥d., Institute. Balt, - P G 515
Ner Israel Rabbinical College, Balt. = J M 96
Peabody Inst. of the City of Balt, =~ P c 639
USNA, Annapolis (Omitted from total AN Nat ¥ 2876)
University of Balt. Balt, - P C 2009 6.3% of total
yestminster Theological feminary Heth C %8
Group total 16 1L.63% of total
Teachers Colleges:
Coppin Teachers College. Balt. - C C 167
#de Ctate Teachers College at Bowle - 3t ¢ 148
" Frostburg - st C 250
L Salisbury # St C 310
" Towson #* st ¢ 606
Group Total ILB1  L.64% of total
Junior Colleges;
Hontpomery Junior College. Bethesda - Co 367
¥t., Ste. Agnes College. Balt. M c ¥ 255
Ste Charles College., Catonsville M RC M 200
Ste Mary's Female Seminary. St.lMa - St W 51
Group Total 3%5 2.73% of total
Total Enrollment 31928 100%
Colunn 1 Accrediation Column L Enrollment
2 Control 5 Percent of total enrollment

3 len, women or coed. students

G e Y [a%y bR e ok

29 « Zducational Directory, Higher Xducation, 19L8«5,
Part 3. Us. 0. OIfice of Lducation, ‘ashington, D. C. Government Printing
Gffice, 1949+ 1tpe T, 57=00.
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between 18 and 2} vears of aze were atiending college.
Table © sumnarizes the enrcllment in 19L7 in the various colleges
and universities of llaryland. The table shows their location, accredi-
tation, control, composition of student bedy and enrcllment, The tetal
for the State is 31,928, OFf this tctal Haryland's enrcllment of 10,206

1

constitutes 3% or very roughly one-third, [Disregarding the rrefessiconal

1

and teechnical schools with a total enrcllment of L,68L, the teachers col-
leres with 1,101 and the Junior coclleges with £73, the totz2l enrcllment
for the balance of the cclleges and universities is 21,890, Cf this last
total Maryland University with its enroliment of 10,70f consiitutes

L43.5% or almost one-half,

The 1940 census shows that about one-tenth of the population be-
tween eirhteer and twenty-four were attending collere and that 10,965
were -raduating from high school that year. This total of eligibles
for college would yleld a freshman enrollment of 3,662 if one-third of
the total elizibles entered the universit:. From this it would appear
that disregarding losses, the total possible enrollment for the Univere
sity of Marvland for the regular undergraduate rrocram is in the neighe
borhood of 15,000 students, disregarding those vho rdght come te the
Univereity of Yarylend from outside the ftate.

It is interesting to note that of the thirty-cone instituticns of
advanced educetion, fifteen or about one-~half are listed as colleges
and universities and sixteen as professional and technical schools,
teachers colleges and jundor colleges. The colleges and universities

account for 707 of the emrollment and the other three groups yield

2% 1vid, pr. 11-25.



154, 57 apd 27 respectively. Five of the thirty-one institutions

have cnreollments over 1,200 and yet they account for only 70% of the

i

total enrollmeant. The other 2302 of the enreolliment is disitributesd

among twenty-five institutions, an averapge of little better than 1%

per instiintion., In this latter grour the largest is Loyola Ccllege

in faltimere with 954 students and the smallest is “t. Yary's Female
Ceminary, St. Yary's Citr, with 51 students. Uxrressing this condition
in another way, sbout 2,600 students ars distributed among 25 institu-
ticns, with an average enrollment of a2bout 380 and 22,170 students are
enrollsd in 5 institutions with an aversse enrollment of ),L 0. ¥ith
the rresent interest in the establishment of a zreater number of junior
ccllemes, it would appear that the growth of enrcllment would favor the
25 smaller institutions with their averare enrollment of 380, rather
than‘the g larrer institutions with their averave enrollment of l,L80.
If the growth of these many smaller institutions is to be more virorcus
in the yeers to come, it is likely to be at the exrense of the enroll-~
ments in the twe largest, that is the University of Haryland and Johns
torking Undversity. The growth in resident college enrcllments from
1029 o 1946 in Yarvland showed a decided growth from '29 to '3%, fell
of? noticeably during the war years, and had barely reached the '39
totals by 195-L6, The totals cited are 13,000 in 1929, 18,600 in 1939,
and 17,100 in 1945, These figurcs are hased on twenty-two institutions

and de not include the teachers colleges and junior eellegea.Bo

» Ctatistics of Higher Education, 19L5-l:6
(Vashington, . Ce: Ue 3. Office of Idueation), rr. 12, &l.
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Certain other factors favor a larger college enrcollment in
Haryland. Maryland has 1.32% of the naticnal youth under 20 years
of age but 1.5637 of the national income.Bl The State has but 17.9%
of the 18 to 20 year olds in school and 32.9% of the 16 to 2l year
olds in school, and on both scores ranks forty=-fifth in the list cf

States, Uta ng the ghest and Xentuc e lowest,
S , Utah being the highest and Xentucky the lowest. ©

¥ore spe-
cific figures indicate that in the age group, 18 to 20 year olds,
18,532 out of 103,806, or about 18% are attending college. In the
21 to 2l year old bracket, 5,5.5 out of 130,986 or 5% are attending
college.33 In 1938-39, of the ifaryland youth attending college, 72%
attended in Yaryland and 28% went to other States to college.Bh of
this 20%, totaling 4,000 students, 1,130 went to the District of
Columbia and about 550 to Pennsylvania and a similar number to Vir-
ginia., At the same time, about 5,200 students came to ¥aryland
colleges from other States, 1,036 from HNew York State, 827 from

Fennsylvania, 762 from the Distriect of Columbia and smaller numbers

from practically all the other States in the Unicn.SS

31 1bid, p. 16.
32 1vid, p. 20.
33 1vid, p. 25.
3k 1biq, p. 26,

35 1bid, p. 28.
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The trend in enrollment increases at the Iniversity of Maryland
have been fairly uniform throughout the rast twenty vears. The
enrollment in 1930 was about 3,000, in 19L0 eround 5,000, and 1945
it rose to 6,000, in 1946 to 8,400, in 1947 to 10,800, and in the

fall semester of 1940 the enrocllment was listed as 13,500.36

36 Ibid, p. 39.
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As indicated in the preceding discussion, the University of
Harvland 1s orzanizationally patterned after the institution with a
large nunber of college and school deans, administrative chiefs,
political and community leaders reporting directly to the President.
The actual number is not readily aprarent either from the rersonnel
tables nor from an cbservation of the actual functioning of the top
level of the university. It is probable that academically about
twenty schools, colleges and educational divisions are more or less
under the President's direct supervision. In addition to these, on
his administrative staff about thirty chiefs come to him for guidance
and leadership., e personally supervises the frequent meeting of
the General Administrative Board and reviews the reports and vrojects
of about a dozen standing faculity committees as well as those of a
constantly chanzing group of special committees. !is contacts oute
side of the university include frequent conferences with the Board
of hepents, members of the State Legislature and the Governor as
well as the heads of a number of State Executive Departments having

an indirect surervision over the university personnel policies and

The reorzanization of the university with a view to simplie-
fying the relationships between the President and the leaders of
the many activities for which he is responsible might well follow
the pattern rresented in Chapter 11, based on small spans of control
and decentralization of authority. If the averaze span of control is
five or an averare of [ive, the [ive vice-presidente to control these

five groupings of activities might well be the following:



ey

the Lower ivislon Jollege

5

The Vice-~president in Charge o

The Vice-president in Charge of tine Upper wivision College

The Vice-rresident in Charge of the Administrative

iHvisions
ihe 7Vice-president in Charpge of the Flanning and rFublic
Relations Division
The Vice-president in Charge of the Business Livision.
Such a structure at the top level would require f{ive vice-
rresidents of unquestioned ability and a willingness to coordinate
their activities amongst each other. 1In addition they should pos-
sess a sense of responsibility and loyalty to the President which
would enable them to act with confidence and effectiveness in all
routine matters. On the third level of authority or ccontrol, the
spans of control could be kept equally simple and direct with an
average of five deans, administrative chiefs and executives for
prlanning, public relations, and business activities.
For example, in the Lower Livision College about five deans

of schools offering the basic or foundational courses for ths f{reshe-
man vear would rresent a simple administrative and academic organi-
zational rattern. These five schools would include:

English, Mathematics, History, General Science and

Speecial Studies,
This organization would follow the pattern being adopted at a
number of our recently established or reorganized larger univer
gities in rresenting a common rrogram for all students during their

freshman year and in administering this program under a centralized



authority. DIxarmrles of this yprocedure are the Universities of
¥innesota, ¥issouri and Florida among the Land=Crant colleges, and
the Universities of Leulsville, ¥iaml and ichigan te nawme a few
of the nen-Land-Trant universities,

The Tice-president in charce of the Upper Division College
could assemble the nineteen existing schools and collepges into
four Institutes, each in charge of a corresponding dean, These
mizht be

The Institute of Technology

The Institute of Medicine

The Institute of Education

The Institute for Social Studies,
This organization would give the Vice~president in Charge of the
Uprer Yivision College a span of control of four, and the dean of
the four Institutes would divide the nineteen existing schools and
collepes into groups of about five te zive each of them a corres-
ponding span of control. The actual grouping of the nineteen
colleges would be a relatively simple procedure and should take
into account similar missions, geographical locations and a balance
ing of the academic and administrative loads of the different
schools and collerges.,

To continue with the subdivisions of the Upper Division Col-
lepe on the fourth level, the university currently has sbout one
hundred departments. These divided amongst the nineteen schools
and colleges would give an aprroximate average apan of control of

five. ilere again the grouping of departments might require a

113
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review of the missions and capabilities of the various departments
in the light of present~day and future educational objectives.

Continuing further with the Upper Division College, the fifth
level would deal with the classroom instructors. The university
has about eight hundred on the taculty list., Heferring to Chart 1
of Chapter II the number of instructors on the fifth level with a
span of control of five is 625 and the total faculty for that
organizational pattern is 78l. This closely apyroximates the sit-
uation at the University of Maryland. Again, if the 625 faculty
members whose functions are primarily classroom instruction, are
assigned to the 100 departments, an average span of control of
6,25 would result.

Finally, for an enrollment of about 12,500, the average class
size would be twenty students,

Yhe above plan for reorganizing the University of ¥aryland on
a pattern tased on that described in Chapter II with a span of con-
trol of five and five levels would aprear to be closely applicable
to conditions as they now exist in the University of Maryland. It
is conceded that the rigid aprlication of this plan would not meet
all situations nor would such a fixed rrocedure be desirable., How-
ever, it becomes arparent from Chart 1, in Chapter 1I, that if the
span of control were changed to four that the number of resultant
classroon instructors would drop from 625 to 256, less than half.
Similarly if the span of control were raised to six, the number of
classrcom instructors would be about doubled, that is raised from

625 to 1,296. From this it would seem that a deviation in the



sran of control of one on any level would adjust for any reasonw
able differences in the sizes and needs of the academic groups
being reorzanized,

In similar menner the Vice-rresident in Charge of the Adminias~
trative DMvision mizht well have under him

The Director of Admissions

The Registrar

The Director of Itudent Uelfare

The Director of Personnel and Flacenent
The Director of General Administration.

The above five asgistants to the Vice~president in Charge of
the Administrative Division would conastitute the third level of
authority. In most instances the organizational structure might
reach into the fifth level as in the camse of the IMrector of Student
Yelfare coordinating the activities of the Dean of Men and the Dean
of Women where each would have his clerical staff,

The Vice-president in Charge of Planning and Public Eelations
would probably be required to organize an entirely new group. He
night have directors for the following five activities:

Public Relations
Fiscal Planning
Flant Planning
Political Helations

Relations with Board of Repents and State Agencies.

1.20



On the fourth level the planning, and Tublie Telatlons group in
some instances would be made up of the actual overating and eliri-
cal staff. On the other hand, the Director for Poard of legents
and Ttate Azencies orour might require technical specialists; each
familiar with a specific rvhase of the "itate Txeculive Lgency OGroup
and who would be suprorted by the necessary clerical stalf.

The Vice-president in Charge of the Business iivision might
well t.ke over the organization of the present Division of Buginess
Management ui assigning the planning of new construction to the
Flant Section of the Planning and Public Relatlons Division., This
would rive the Vice-president in Charge of the Pusiness Division
five Directors supervising activities as follows:

Plant Haintenance and Creration
General tervices

Custodial

Student Zupply Ztore

Veterans' Housing and Hiscellaneous.

As currently organized, each of the above five Directors have
under their supervisicn an average of five executives, foremen or
crew chiefs,

1t is noted that the above over-all reorganizational structure
for the University does not include the functions of the Comptrole
ler, the Purchasing and Accounts Payable Division and a number of
others, such as the Department of ‘lumni Affairs. The Fiscal
Section of the Flanning and Public Relations Division might well

take over the Planning and fuditing Functions of the Comptroller,



leaving the Fiscal Operatlons functions tc the Administrative Deans
on the different levels.

Al alternate plan would be to call the Business Division des-
cribed above the Comptroller's Division with the following six
Directors under his supervision:

Fiscalloperation

The Cashier's Cffice

Purchasing and Accounts Payable

Plant Maintenance and Operation (including General
Service and Custodial)

Student Supply Store

Approved New Construction,

A number of current departments and divisions are not specifi-
cally named in the above brief outline of the university reorgani-
zation plan., These departments and divisions would be assigned
within the above frame-work in accordance with their missions and
major activity. For example, the Department of Alumni Affairs
functionally belongs with the Division of Planning and Public
Relations., The Director of the University Libraries functionally
is most closely allied with the Upper Division College and mizht
well be raised to the fourth level with the Deans of the Schools
and Colleges. The various inspection services, experimental
station activities, and special programs would continue to function
under the supervision of the several colleges and of the department

heads most interested in the specific activities.
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Figure !, shows diagramatically the principal features
of the rresent University of Maryland organizational patterns. 7This
chart ig not to be interpreted too literslly because many of the
rersonal relationships transcend the capabilities of any graphical
crgamdzation chart, In a large university capabilities and talents
of a high order are frequently found in the lower academic and
administrative echelone. However in gereral the chart does indicate

the areas of responsibility and the channels of authority.
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Figure 5 shows diagramatically the reorganization plan as
described in the rreceding pages. It, too, is not to be inter-
rreted toe literally. It attempts tc suggest the grouping of
related functions and activities into groups small enough, prefer-
ably five, so that they may be effectively supervised by one head
or leader, The historical background of the university as well as
long standing academic and administrative procedures will suggest
no doubt a number of more desirable groupings. However, the prin-
ciple of the reorganizational pattern or plan is believed to be

readily adaptable to such chanpes and modifications.
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SUMMARY AND COHCLUSIORS

Thi

h

chapter rresents a summary of the study and of the results
achleved, in section l. In seciion 2 are rresented some recommendations
or conclusions as a result of the study. [inally, in section 3 are
listed scme suzpestions fur further study on the implementation of

uniform anéd small spans cf control.

1. SUMMARY

This study on current practices and trends in the organization
of institutions of higher education, indicates that universities
and cclleges could well afford to reorganize so as to conform to
generally accepted rrinciples of organization and control. The
study reveals that such reorgenization should be designed to serve
the purroses and missions of the institutions. Institutions
should be staffed by competent leaders and controlled by democratic
policies of coordination and cooperation. This study shows that these
rrinciples of organization could be just as effectively employed
by universities and colleges as utilized by the other major azencies
and activitlies of the nation.

It becomes arparent from this study that institutionsz tend to
differ widely in their organization, to emrhasize varying leader-

ship attributes, to control their component elements in various

ways, and to zroup staflf and faculty members under leaders with small
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regard Lo the size of the grour a leader may effectively direct and
control. There appear to be ne accepted principles governing the
ratterns for organization and control. “hile no fixed patterns
of organization are generally advocated, such conirel practices
which clearly violate generally accerted rrineciples of organization
might well be re-evaluated and modified,

In most universities and ceclleges, any mention of reorzaniza-
tion plans freguently arousez a storm of oppositlon to any chanze,
and a defensive attitude in favor of prast practices and existing
academic relations. The study indicates that the problem, then,
becomes one of convincing those affected by the proposed reorganiza-
tional changes, of the worth, advantages, and justice of the
changes, Current writers and educators are somewhat vague or
silent on how best to implement reorganizational plans with a
minimum of disturbance to students, to faculty, and to adminis-
trative perscnﬁdk This study indicates that a few, simple, and
well publicized principles of organization and reorganization
would do much to remove most of the reaction against desirable
changes.

In the final analysis, any complex organization such as a
university, is composed of individuals. For directicn of effort
and for controcl, these individuals are assembled into groups.

On the bottom levels, these groups are directed am inspired by

individual leaders. The number of individuals which any one
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leader can effectively control and direct is his span ol conirol,

»

and, in a sense, is a mcaswe of his leadership ability. this study
reveals that gyans of conlroel sre excessively large in many institue
tiens. amy leaders are abttempling toe personally ceatrel too
many individuals. Their spans of control exceed reascnable and
human capabilities, and are eventually inefficient in results,
ipans of ccntrel vary with individuals and with activities,
but are still susceptible to evaluation by experience and by accepted
pyrinciples of organization. Nany experienced leaders favor spans
of control of about five. Some advocate lesgs, others admit a few more.
Whatever may be the optimum number, spans of control, uniformly aprlied
in & complex organization, are susceptible also to mathematical
develorment and analysis, and this itreatment yields interesting
implications, This mathematical study, evaluated against current
organizational patterns of rerresentative institutions, indicates
that the average university could offer more effective instruction
and guidance to students, and could make more effective use of the
individual members of its staff and faculty, if it adopted a policy
of spans of control of around five. loreove:, it would appear that
this organizational princirle could be implemented with little or no
additional outlay of funds, but with a resultant gain in efficiency
in the instruction of students, and with a minimum of disturbance
to existing organizaticns and to individual facully members and students.
The studgr does reveal, however, ithat the implementation of
this principle of spans of control of about five would require the
continuous evaluation of organizational structures and patterns,

would necessitate an alert staff for long range planning, and would
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presuppose a very human appreciation of the power of tradition and
of the disturbing influences of actual or proposed changes amongst
the more conservative individuals. However, a number of the younger
and more rrogressive institutions closely aprroximate the organiza-
tional structures and spans of control which the results of this
study would seem to favor. This study indicates also that the
sare principles and spans of control could readily and profitably
be applied to larger, more complete, and more conservative univer-
sities; provided the rroblem of human resistance to change could be
solved,

The results of this study favor organizational changes of a
very practical nature. These rroposed changes have been evaluated
and compared to statistical data on higher education, utilizing
naticnal averapes as well as data from individual and representative
institutions. They appear to be in use in a few institutions,
perhars more by chance than by conscious plan cor design.

The study ends with an outlined adaptation of the principle of
uniform spans of control of five, aprlied to ons of the representative
universities previously studies. This university is considered
typical among the land-grant group, grown fairly recently from an
agricultural college to a state university., It has experienced
many changes in its century and a half of life and development,
close to the nation's capital, near the ¥ason-Dixon Line, and in
the midst of the agricultural and trade areas of the Chesapeaie

baain,
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TIPS AT AT LI Ty & AT BTN
2. i;.;ig.,,_‘,? __'.yiaDJg! &.}.r‘li‘,}

That the faculty and staff of cur larger colleges and
universities evaluate their organizational structure and control
patterns constantly with a view to simplifying the organizational
structure of its elementary component groupe

That the merits of small spans of control of about five

tested in actual oreration by implementing such simplified orzani-
zation and control methods in specific larger components of the
university.

That the leadership ability of individuals on the various
lower levels of the university be continucusly appraised and noted
with a view toward more selective and rapid advancement of those
showing potentlal leadership characteristics.

That the functions and missions of the components of each
university be carefully reviewed with a view toward collecting them
into groups of about five with similar or related missiorns. ¥here
this number in a glven grour exceeds seven, to establish two groups
with supervision and authority over them on the next higher level.

To evaluate constantly the changing programs and currie
cula in the various colleges and departments with a view to elim-

inating overlarring authorities and duplicated curricula.



3. SUGGEZTIONS FOR FURTHER STUDY

Current literature on the application of modern organi-
zational rrinciples to institutions of higher education appear to
fall short of specific methods for applying theoretical organi-
zational principles to practical problems and traditional situa-
tions encountered on the campuses of our older universities.

There aprears to be a need for principles for arrlying
rrinciples, that is, a method of implementing modern organizational
rrinciples, structural patterns and operating rrocedures with a
minimum disturbance to the continued orderly and routine working
of the university.

It would be interesting to have a survey of two actual
representative universities comparing the two different organi-
zational patterns discussed in this study as to their academic
effectiveness as measured by the effectiveness of the instruction
and the developed ability of the students zraduated and also as
measured by the most effective use of individual faculty members.

An equally interesting corollary would be a survey as to
whether the small additional cost of implementing a uniform system
of spans of contrel of five on each of the various levels would be
more than compensated for by the increased effectiveness of the
individual staff and faculty members as measured by the higher

caliber of students graduated,

132



133

SELECTED BIBLIORAPHY

Arnew, Yalter I, The Administration of Professional Schocls for
Teachers., Beltimore: uarwick & York, Inc., 152i4. 262 pre.
Allen, liollis P. The rederal Govermment and tducation. New York:

¥eliraw=11111 Book Company 1nCss 1950. 333 DDe

Arkin, Herbert and Raywmond He Colton. An Cutline of Statistical
Yethods, Lth edition; liew York: FParnes & loble, Inc., 193%. 271 pr.

Rernard, Chester 1. {rsanization and Management. Cambridge: IHarvard
Tnlversity Fress, 1549. 245 ppe

Benjamin, Uarold. The Cultivation of ldiosyncragy. Cambridge:
Uarvard University Press, 1949. 37 ppe.

Benjamin, Harold. "Fh.D.'s Preferred," Journal of Higher Education,
XIX, No. 4 (April 2948), 189-194,

Boring, Ldwin 3. Pgycholo for the Armed fervices. %Washington:
The Infantry Jour%ﬁ, 1&:-‘545. 533 1pe

Brown, Alvin. Organization, Hew York: Hibbert Frinting Company,
1e hj’; . 308 Plte

Srumbaugh, Albert J. American Universities and Collezes, Sth edition;
%ashington: American Council on Lducation, 1948. 1052 Tpe

Bush, Vannevar., !odern irmg and iree ken. Lew York: Simon and
Schuster, 1945. 273 rre

Clausewitz, Carl ven. frinciples of Jar. Harrisburg, Pa.: The
Military Service Publishing Company, 19L42. 82 pp.

Conant, James Bryant. f£ducation in a Divided fiorld. Cambridge:
Harvard University rress, 19L0e 2U5 TDe

Cowley, #. H., Hobert Hoprock, and E. G. ¥illiamson. QOccupational
Orientation of Collepe Students. Washington: American Council
on tducatiocn, April 193%. 7L pr.

Crary, Ryland %. and John T. Robinson. jmerica's Stake in Human
Hiths. Washington: National Education Assoclation, September
1959« 51 rpe




134

we

Uowd, Jerome. Control in Human Societies. Mew York: D. Apple-
ton-Century Company, 1536. 475 Pre

Tells, ‘alter C. Associate's Degree and Graduation IPractices in
Junior ( olleﬂes. Jashington: American Association of Junior
Colleses, 1002, 126 pp.

Zdwards, lewton, and Herman Ge. HKichey. The School in the Amerlcan
¢ocial Order, New York: Houghton ¥ifflin Company, 15L7.
CO0 TTe

11111, David . Control of Tax—supported Higher Education in the
United Ctates. new York: Ihe Carnefie roundation for the
sdvancement of Teaching, 193L. 385 pr.

Hoxley, Julian. Yan in the Modern ‘orld. bNew Tork: The Lew
Arerican Library of rorld Literature, Inc., 19LL. 191 pr.

Jackaon, Jacob H, The Comptroller: His Functions and Crganization.
Cambridge: Harvard University Press, 194G. 97 1De

ieavis, rranklin H. Education & the University. new Yerk: George
Ve Jtﬁ‘wart, thllﬁher, Inc., 19}48- 171 TFe

Lloyd~Jones, Zgther. Sceial Competence and College ltudents.
Jashington: Ameriecan Council on iducation, 1940. O9% pp.

Lutz, llarley L. Fublic Finance, Lth edition. lew York: UD. Arvleton
Century Company, Inc., 1547. 730 ppe.

ann, Charles R. Living and Learning. #ashington: American
Council en Zducation, 193Z. 90 ryp.

arbvury, ¥illiam L. Higher Zducation ia iaryland. Jashington:
American Council on uducation,'ls?ﬂ’f 384 e

¥arsh, Clarence 5. Acceleration in the Colleges. Washington:
imerican Council on cducation, 1513e 29 he

Yelonald, Ralph . Current Trends in Higher tducation. ‘ashington:
»ational “ducatIonal Association, 1905. 202 ITe

Merriam, Thornton W. Religious Counseling of College Itudents.
“ashington: American Council on Lﬁuca,ion, 19&3. 76 T

¥ocho, Lmrique J. ducation Del Hombre. Hontevideo:
Casa A, Zarreiro Y LRamos Z.A., 1947. 127 1p.

Moehlman, Arthur B. Social Interpretation. lew Yorik:s D. Arpleton-
Century Company, 1938. 4U5 ppe.

¥oehlman, Arthur B. ZSchool Administration. Cambridpe: Houghton
¥ifflin Company, 1%940. %29 pre.




¥ort, Paul H. and Walter C. Reusser. Public fchool Finance.
New York: lHcGraw-iill Book Company, inCe, 1G4l 569 IDe

¥ueller, Xate Ils Counselling for iental Health. “ashington:
American Council on ~dueation, 19L7. OL TP

unson, Fdward L. Leadership for fAmerican Army Leaders. “ashington:
The Infantry Journal, 194L. 97 pr.

iy

liyers, Alonzo ¥. and Clarence C, Williams. Lducation in a Jemocracy.
kew York: FPrentice-Hall, Inc., 1948. 381 pr.

Farker, Donald D. Local History. Hew York:
Tocial Selence lesearch Couwnecil, 19LL. 186 pp.

Cverstreet, Hemry A. The ¥ature !ind. lew York:
Yo We Norton and Company, Inc., 19hl. 295 rre

Femmers, Harold H. and Naylor L. Gage. EIducational lNeasursment
and Pvaluation. Hew York: Marper and Brothers, 19L3. 500 pp.

Fichards, Cyril ¥« Denison. Cranville:
Leniszon University Press, 194f. 167 pp.

Housseaun, Jean J, [Imile ou De L'iducation, Faris:
Livrarie Ch. Delagrave, 313 rr.

Sehultzm, rritz  Deutsche lrziehung. Ieirsig:
frnst GCunthers Verlag, 1093. 332 pre

Schuyler, #illiam ¥. The American Year Book, Year 19L7. Hew York:
Thomas Nelson and Company, 1SL8. 1125 pr.

Leckler-Hudscn, Catheryn. Parers on (rganization and Management,
F“ashington: The American University Press, 19L&. 177 ppe

£ills, Theodore R. and Philip lLesly. FPublic Helations. Chicago:
Fichard T, Irwing, Inc., 1548, 321 pp.

Smith, Henyy L. Dducaticnal desecarch. Bleomington:
iducational Vublications, 190l. 2L9 rp.

Corenson, ferbert. Psychology in Zducation. Hew York:
ehraw-17411 Book Company, inCe, 19h0e L9 ppe.



136
Starch, Daniel, Hazel ¥, Stanton and Wilhelmine Koerth.

Contrgl%&gg Human Behavior. New York: The Macmillan Company,
» BWC

Toynbee, Armold J., Civilization on Trial. New York:
Oxford Universily Press, 194B. 263 ppe

Toynbee, Arnold J. A Study of History. New York:
Oxford Universily ss, 1947 §17 PPe

Vincent, ¥illiam S,, Clarence A, Newell, and John Lund.
Educational lLeaders.




137

A Design for Oeneral Education. Yashingiton: American Council
on ~ducation, June 19hlt. 186 pr.

A Dimest of the Rerort of the President, 1247-19L8, “tlanta:
e Lleorria institute of lechnolosy, 1546. 3% pr.

Addresses and Proceedings., Washington: National Dducational
Tgzociation, 190G, vYolume 7. D19 np.

American T“solation leconsidered. Washinzton: Imerican Council
on Fducation, 1070, 208 rpe

An Fnevelopedie of dorld ildstory. Levised Tditiony boston:
flonrnton iffiin comrarny, 1vh8. 1270 pr.

Annual Terort for the Year 19/5-10h6. ‘*tlanta: iniversity
System of Teorgia, June 1%946. 79 Tr.

Annual flerort for the Vear 1914-19L7. ‘ttlante: University
System of e0rTla, June 1507« 72 TTe

Bulletin, Atlanta Division, University of Ueorgia, Announcerents for
15101019, +tlanta: university of ceorsia, 15L9. 111 Pre

Bulletin of the United States !Military Academy, 1546-~1950.

sty
ey oliingy

fest VPoinbtse U, 0, Milltary Academy, 19L9. 195 pr.

Catalozue Number-Vashington Collepe Mlurmus and Bulletin, Chestertown:
Fashinzton Zolleze, iarch 1950. 117 rDe

Collepe-Are Fopulation Study, 1947-06L. Vashinston: Facific Ccast
Committec of the imerican Council on ‘dueation, 1S47. 27 pre

Sdusation Associations and Directories, 190.0-l5, Washington:
Federal ‘ecurity Apency-Cfiice of iducation, 1948+ ST rpe
v A ? 'P

Fducation-rmanic of Democracy. Fashington: /American Assocliation
of cheol fdministraters, 1950. 2L pr.

Lducational Studies and thelir Uses, Fashingoton: ‘rerican Council
on rducation, Jamuary 1940. 7L pr.




Pxrloring Tndividual Differences. “aghington: ‘merican Council
on :-fucation, Cctober 1948,

ectery.e ashinghton:

Pederal Govermment and “tates-Gducgational
Federal "ecurity ijpency-Urfice of Tduca

e
:
At

Georsia Institute of Technolozv-Announcements 19406-1945. Atlanta:
teorria Tnatitute of Technolowy, Arril 1948, 228 pp.
Georgia Institute of Jec nolegy-Announcerents 10L8-1042, ‘dvision

of hGraduate Studies. ‘“tlanta: Teorzia Inspitute of Technology,
July 1609. 78 rr.

Goals for ‘Hoher ?iwuntmon in the Pz s*fic Coast States. Yashington:
American Council onm ~ducation, ceptember 1948. 15 pp.

Graduate Scheol~Bulletin, Yashingten: inited States Department
of Asriculture, August 1949. 136 pp.

Higher Hducation for Amevican Temecracy. %ashingbon: Heport of
the Fresident's Commission on iHigher Education, Government
Trinting Cffice, 1Sh7., I-VI L27 pr.

Higher Zducation Looks Ahead. ﬁaahinﬁtan: Ue Se Office of Education,
Governsent Printing Office, 19L5. 98 pr.

Information rPlease Almanac 1949. New York: Farrar, Straus and
Comrany, 19,9, aot T,

Louisiana State Undversitv. Washington: American Council on
Tducatiorn, 19L0. &% s ol

Official Hegister of the Officers and Cadets, 19& » vest Point,
Tew York:  fe Ce PRLNLING OffiCe, 100G, 103 TT.

Public Relations for America's Schools. VWashington: Hational
Fducation Association, 1950. 1Le7 Dl

Report on Engineering Xducation in University System of Georgia
"tTanta: Georgia institute of Technologys 1912+ 65 DPls

deport to the Board of Regents of the University Syste m of Georgia.
itlanta: University of Ceorgia ot Atlanta, 1933 aad 1513
111 and 179 pr.




139

State Teachers College Frostburg, Marvland Bulletin, Frostburg,
Marvland: State Teachers 5011@#@, 1540. 97 Dpe

Statistics of Higher Pducation 10h8-16, ‘“ashington: U. S. (ffice
of rducation, wovernment frinting Office, 1949. 90 ppe

Statistics of Land-Grant Colleges and Universities Year bnded June 30,
1908, ashington: U, <. Office of tducation, Government
Printing (ffice, 19L9. L6 pre

Statutes of the Ceorzia School of Technology. Atlanta: ueorgia Sehool
of Technclony, 1905 37 Prs

The Air iiniversitv Catalog. Hontgomery, Alabama: The Air University,
faxwell LAr rforce “ase, 19h48. 165 pp.

The Publiec School Laws of laryland. Baltimore: State Departiment of
Tducation, 19L6. 298 rpe

The Jeacher and International Relations, tashington: American
Council on nducation, 1%4l. 419 Ppe

the Year Book of EZducation 1549, London: EIvans Brothers Lts., 1950.




