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The following schema is intended to classify the information relative to the four realistic types of higher education organizations presented in this course (collegial, bureaucratic, political, and anarchical).  This type of chart best fits my learning style and will be useful when studying for comprehensive exams.  All page references are to the Birnbaum text.
	
	Collegial
	Bureaucratic
	Political
	Anarchical

	Attributes
	· Culture of conformity.

· Members subscribe to same norms and values.

· Members see themselves as equals.

· Members value discourse.

· Collegiality has 3 components: (1) the right to participate in institutional affairs, (2) membership in “a congenial and sympathetic company of scholars in which friendships, good conversation, and mutual aid can flourish,” and (3) the equal worth of knowledge (Bowen and Schuster as cited in Birnbaum, 1988, p. 87).

· Members have identifying qualifications that set them apart (87).  The identifying qualification is the earned terminal degree, which is consistent with the belief that all knowledge is equal.  Thus, as long as one has the terminal degree, the dedication to the pursuit of knowledge is demonstrated.

· Hierarchal decision making is absent (88).  Members of the collegium see themselves as equals, just as members of organizations or some social circles are equals.  Leaders are “first among equals” (89).

· Decisions are made by consensus (87).  Consistent with the absence of hierarchal decision making, decisions are made by consensus often requiring much debate and discussion.  The collegium, with all members being equal, is open to ideas from all members.  One of the norms of the group is for these discussions to be exercises in civil discourse (92).

· View that the administration is subordinate and is comprised of “amateurs” (89).

· Leaders are not appointed (89).  As everyone is equal, the leaders are elected from the members of the body.  As already discussed, they are first among equals.

· Group sizes tend to be small (91).

· Groups are marked by enduring values and relationships (92).

	· Characterized by clear lines of authority and hierarchal decision making.

· More vertical organizational chart than that of collegial organizations.

· Delegation is common, and the delegation follows the established lines of authority.

· Hierarchal control system (111).  Decisions are made within the lines of authority of the hierarchy.  Power and responsibility are a function of the hierarchy.  The hierarchy defines the communication chain (109).

· Within the hierarchy, units reporting to the same area will be better coordinated with one another than with units reporting to different areas (110).

· With more levels, there are more subunits which are increasingly specialized (106).  These subunits have their own hierarchy.

· There is decreased interaction as compared to collegial institutions, and norms are confused and do not serve to control behavior (107).

· Persons of similar rank tend to interact with one another and not with those of distant ranks (109).

· Senior administrators’ values differ depending on their roles (110).

· Rules and regulations define the various functions and positions; therefore, office functions are codified in these rules and regulations (111).

· Because of these rules and regulations, performance of a position is normally unchanged with personnel turnover if the assuming person is qualified (111).

· Promotions are based on merit (113).  It is assumed that the higher one resides in the hierarchy, the more knowledge and greater ability they possess.  Consistent with this, bureaucrats are appointed and not elected (113).

· Rely heavily on standard operating procedures (116).

· Leaders delegate (126).
	· Characterized by many subgroups with their own identities (131), with each group actually representing a community (135).

· The organization is comprised of several communities.

· Alliances between subgroups are common, and are issue-specific.

· Power constantly shifts depending on the issues at the alliances that have formed.
· Power to get one’s objectives is negotiated (130).

· Characterized by coalitions, bargaining, compromising, and reaching agreements (130).

· As decisions are made in part by coalition formation, decision making is largely decentralized (131).

· The organization is too complex for the bureaucratic system (131).

· Characterized by sub coalitions (132), which are interest groups with some commonality in goals that work together to achieve those goals.

· Depends on mutual exchange leading to mutual dependence (132).

· Characterized by a large number of individuals and groups that, to some degree, operate autonomously (132).

· Power is diffused.  The situation dictates who has the power (133).

· Choices are made by competing goods (134).  This means that there is competition between interest groups and alliances.

· Decisions are made by trade-offs and compromises (135).

· Individuals belong to more than one (1) group (136).

· Many members of the organization are indifferent, depending on the issue at hand (137).


	· Complex institutions with multiple colleges and professional schools (151).

· Large research component (151).

· Top-ranking academic programs (151).

· Rigorous performance expectations of students (151).

· High freshman year attrition (151).

· Highly selective graduate programs (151).

· Low teaching loads with much teaching performed by teaching assistants (151 & 152).

· Typically have strong athletic programs (152).

· Many student and faculty subcultures on campus (152).

· With the exception of the doctoral level, there is little faculty-student interaction outside of the classroom (152).

· Infinite number of elements in this environment lends to ambiguity over which is most important (152).

· Neither coordination nor control are practiced (152).

· Resources are not allocated based on goals; rather, they are allocated by whatever process emerges (152).

· Characterized by autonomous actions of many individuals and subgroups responding to their own perceived interests or to the pressures of the market (167).  In other words, “organized anarchy.”

· Lack of coordination and control within the organization (153).

· Organization has “problematic goals” (154 & 155).  Problematic goals are a loose collection of changing ideas, generally from different interpretations of data or responses to perceived stimuli.

· Organization has “unclear technology” (154 & 155).  The technology involved in taking inputs (students) and producing outputs (educated citizens) is effective, but no one knows why.

· Organization has “fluid participation” (154 & 156).  People tend to move in and out of the organization with respect to decision making.  Individual faculty member’s time for organization decision making depends on the competition for their time.  They may participate if they choose, or they may not.  The decision is theirs.

· Individual status within the organization is related to influence (156).

· The culture is driven by national standards based on the authority of the faculty (157).

· Require vast financial resources.

	Strengths
	· There is tight coupling within the group (98).  As members of the group share values and norms, they are tightly coupled to one another.  This allows for a quick response to external stimuli.  This is somewhat similar to a private sector organization that subscribes, by will or by force, to the same norms and values.

· Continuing interaction among the group’s members (91).  As group members share norms and values, they share interests and thus see one another at social functions, in one another’s homes, around the campus, etc.  This will allow for strengthening of the group and a deepened commitment to the ideals of the group.  It makes the group stronger and can add to the emotional happiness of its members.

· Problems are thoroughly discussed (99).  As members value equal input and none are superior, the ideal of discussion is important.  Although it may take much time for a solution to be found, it often proves worth the wait as it is well thought-out.  It is important to understand that, while membership is perceived as equal, senior members, by virtue of their tenure, carry more weight with their ideas.

· Compromises are common (99).  As all members have equal input, compromises are common.  I see this as a strength as it is more reflective of our democracy than that of private organizations or hierarchal decision making.  Our democracy is largely about compromise, and this is a good exercise to which students should be exposed.

· Commitment to decisions (99).  As decisions do take time, much input, and are collective decisions of the group, the members have greater ownership and are more likely to be committed to those decisions.

· If shared values include ideals such as appreciation and diversity, the members welcome different opinions and true scholarship occurs.  These ideals are common at the elite liberal arts institutions.
	· They are rational organizations in the sense that they link means to ends (113).

· Long-range planning is important to these organizations (113).

· As promotions are based on merit and leaders are not elected, it is difficult for incompetent people to rise through the ranks (114).

· Standard Operating Procedures and repertoires are records of how things work, and are a blueprint to follow (116).

· Standard Operating Procedures allow a subunit to continue the normal operation during external pressure of a time of crisis (116).

· Promotions are based on merit (113).

· Tight coupling between the administration and the instructional subsystem allows for efficiency and response to emerging needs (119).

· Tight coupling between the administration and the external environment (121) allow form responsiveness to community needs.

· There is an acceptance of rules and regulations by the people in the organization (123).


	· Although the system is based-on conflict, disruptive conflict is inhibited as we in higher education tend to be issue specific, and loyalties and alliances can and do change depending on the issue (137).

· The political process, with negotiating and compromising, permits decisions to be made in the absence of clear goals (138).

· The influence process is simplified as participation by all is not required, only participation by representatives of interest groups (138).

· As the budgeting process is also political, it is simplified (138).  This is due to the fact that the budget is negotiated by all parties, and is thus acceptable to a majority of stakeholders.

· The inefficiency of the political process actually leads to institutional stability (138).  This is due to different interpretations of different data, with no one person knowing exactly what is occurring thus leading to activities that are random and serve to cancel-out one another.

· The political process permits interest groups to display or confirm their status, it provides individuals with rituals and enjoyable pastimes, protects organizations from disruption by deviant members, and confirms important institutional values and myths (139).


	· Loose coupling allows the university to give attention to rationalized myths without disrupting the normal activities of the institution (166).  Birnbaum is essentially saying that the loose coupling between the administration and the faculty, and often times between the faculty itself, allows for internal processes to have no significant effect outside of the walls of the institution.

· The focus on individual activity and the lack of management controls makes innovation possible (166).  This climate of individualism allows for the creative process to go without significant interference.  The fact that individualism is rewarded allows for individuals to maximize their creative thought and creative process.

· Along those same lines, being free from management control is less likely to alienate faculty, thus making them more productive (166).

· The loose coupling is actually an advantage.  It is essentially the functional response of an institution faced with multiple and conflicting demands on attention, priorities, and performance (167).

· The lack of management controls and the commitment to individualism and scholarship allows for academic freedom on the part of both the student and the faculty member.



	Weaknesses
	· If two members do not like one another, the increased interaction which is strength, can also be a weakness as they will be further alienated from one another (95).
· Slow-changing curriculum (98).  As decisions tend to take time curricula change is slow and often not responsive to the needs of the citizenry.  In addition, students are not exposed to cutting edge research (98).

· Lack of accountability (99).  As decisions are collective, there is little accountability for those decisions.  Too, campus norms resist the imposition of official sanctions (99), so there is usually little recourse when one can be held accountable.

· I find the phenomenon of a leader being “fist among equals” as a negative.  It seems that human organizations need leadership, and this organization lacks leadership, with the exception of the input of the senior members.  These organizations seem to be somewhat sheltered from the innovations in research from those outside of the group.
	· Vertical bureaucratic loops can lead to “vicious circles” (117).

· Vicious circles can lead to self-reinforcing ideas (117), which will perpetuate themselves and become stronger embedded in the culture.

· While standard operating procedures can be a positive as already discussed, they can lead to increased “red tape” (118).

· In the absence of a standard operating procedure, e.g., a new problem is encountered, it can lead to passing of the buck to the next higher administrative level (118).

· In a bureaucratic organization that is defined by rules and regulations, ongoing processes that may not be working or continuing to serve a purpose may be difficult to stop.  Similarly, new processes are very difficult to begin (118).

· Although long-range planning is a priority in this organization, the very fact that processes are difficult to start and stop mitigates the leader’s ability to engage in useful strategic planning (118).

· With the exception of the senior administration, the organization is loosely coupled to the external environment, making a closed system (121).

· Adherence to the hierarchal structure can prohibit upward and downward flow of important information (122).  After information has flowed through the requisite channels, it is usually somewhat distorted.
	· Some groups will attempt to control information to have power (139).

· Often, groups will harden their positions, making rational compromise difficult (139).

· Ineffective programs may continue if they are not challenged (139).

· As decisions are made from alliances and compromises, there is little accountability in the system (139).

· Coalitions may arise that are not concerned with protecting the weak (139); they are only concerned with advancing their agenda.

· Loose coupling between what is said and what is done leads to groups asking for more than is necessary and causing original objectives to rarely be achieved (145).


	· “Garbage-Can Decision Making” (162).  This is ambiguity in the decision making process; unfocused decision making spending time on irrelevant problems.  These irrelevant problems become tightly coupled with decisions.

· When dealing with external audiences, problems are resolved by avoidance (166).

· The leadership can be relatively powerless when essential change is desired.  The process of change is long as the administration is loosely coupled with the faculty.

· Decisions can be inconsistent as participation by faculty in the decision making process is fluid.



	Examples and reasons why
	1. Transylvania University (www.transy.edu)

a. Enrollment of 1100.

b. Residential College: “With over 80 percent of the student body living on campus…” 

c. Student to faculty ratio of 13:1, with “over 96% of full-time faculty hold[ing] the Ph.D. or highest degree in their field.”  

d. Additionally “small classes and close student-faculty relationships are among Transylvania's greatest assets. Although many faculty members are recognized for their research and writing, their primary concerns are teaching and advising.”

e. The president’s three children graduated from the institution.  Members of the Board of Trustees are listed by year they graduated.

2. Rhodes College (www.rhodes.edu)

a. 76 % of 1600 students live on campus.

b. 11:1 student to faculty ratio.

c. 94% of faculty with terminal degree.

d. “To ensure our faculty and staff have the talent, the time and the resources to inspire and involve our students in meaningful study, research and service”

e. Many Board members are graduates.

3. Hollins University (www.hollins.edu)

a. 800 students, 9:1 student to faculty ratio.

b. 97 % of faculty have the terminal degree.

c. 90 % of undergraduates live on campus.

d. Board of Trustees listed by year of graduation.
	1. Oakland Community College (www.oaklandcc.edu)

a. Very large – 74,000 students.

b. Strategic plan is listed on website.

c. Seven (7) campuses, each with its own administrative structure.

d. Large number of adjunct and non-terminal degree faculty.

e. Faulty is unionized.

2. Dallas County Community College District (www.dcccd.edu)

a. Large enrollment – 63,000 credit students.

b. Seven (7) campuses with own administrative hierarchy reporting to one (1) chancellor.

c. Policies and procedures are lined on the website.

d. Diversity of academic offerings: “DCCC offers hundreds of college credit courses that apply toward a two-year associate degree or will transfer to a four-year university where you can earn a bachelor's degree. And our technical programs include one-year certificates and two-year degrees that prepare you for immediate employment in a career field.”

e. Employs a large number of adjunct faculty.

3. State University of New York (www.suny.edu)

a. Very large enrollment – 413,000 students.

b. 64 campuses each with its own president reporting to one chancellor.

c. Organization chart is listed on website.

d. University-wide policies and procedures are linked on the website.

e. Leader (interim chancellor) is not of the faculty.  He is a retired Navy Admiral.


	1. Midwestern State University (www.mwsu.edu)

a. Regional state-supported university.

b. Governed by an appointed Board of Regents.

c. Six colleges.

d. Elected faculty senate.

e. Extensive council and committee list representing all constituencies.

2. University of Northern Colorado (www.unco.edu)

a. Elected faculty senate.

b. Faculty senate is charged with: “The Faculty Senate shall be the sole representative body of the faculty.”

c. Faculty senate is also charged with:  “Receive and consider reports and recommendations from members of the University community as it sees fit.”

d. Began as a state normal school.

e. Institution has a “Joint Retrenchment Committee.”

3. Emporia State University (www.emporia.edu)

a. Mission statement is very long and lists the colleges.

b. Began as a normal school and evolved into the current university.

c. Four colleges.

d. Elected faculty senate.

e. Faculty senate has committees for academic affairs, faculty affairs, and campus governance.


	1. The Ohio State University (www.osu.edu)

a. Have a link on homepage for faculty research initiatives.

b. Premier athletic program in premier conference.

c. A webpage is dedicated to national and international academic program rankings.

d. Includes law and medical schools.

2. University of Michigan (www.umich.edu)

a. Large, nationally renowned athletic program.

b. Homepage has a research link.

c. The homepage news features the following stories: Minimally invasive surgery treats early lung cancers; A radical solution for environmental pollution; Hybrids are becoming mainstream.
d. There is a Vice President for research – a separate division!

3. University of California, Berkeley (www.berkeley.edu)

a. Link for teaching resources.

b. Link for grants.

c. Link for research.

d. Library holds some of the finest research collections in the United States.
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