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i ABSTRACT”

The purpose of the study was to examine a single case of

policy-making within a universicy organization in order to help clariﬁy

the policy-making systems that develop in response to particulat

stresses in an organization's environment. The case selected for etudyw';

took place at The University of Calgary between December, 1977 and . ;

October, 1979 and focused on the issues of faculty apﬁointmepts,

promotions,- and terminations.

\

Ihe conceptual model for the study was developed from the
literature on univefsi;y governance and public pelicy-making. Selected
models from each of thesé.ereas cere exagiined and formed the basis for
the "péllcy-making system" (PMéf model which guided the data collection -
and analysis througheut the study. Data, collegﬁed through examination *
of documents add extepéivé‘idﬁerviews yith the‘kex participants in fhe
process, were analysed in accordance with the model and conclusions

were drawn regarding the applicability of the models presented in the

literature review.-

- .‘W -
It was concluded that each model contributed to the under-

standing and explication of the process but that none was sufficient in

. * ) . . . \

“itself as an explanition of the observed phenomena. It was further '

concluded that policy-making in universities can be viewed as a ng%work
of policy-nakiqi‘ﬁystems, each of which is temporary in neture and is

initiated in mmspofise to stresses in the institution 8 ope

environment. Each policy-making system 1is 1tself a netidrﬁ _']‘Bues

v
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Chapter 1 \
/ BACKGROUND TO THE STUDY \T

e INTRODUCTION

3
]]///// For several years Canagdian unlyersitigs have experienced\

tatic enrolments accompanied by severely restricted operating
budgets. In an attempt to adjust to these new conditions,_many

institutions have reconsidered policies related to the appointment

promotion, and termination of academic faculty Since academic staff

salaries represent the largest, single‘expendlture in any university
budget, it seems appropriate to examine the impact of current policies

and practices in this area and to formulate policies which may enable

‘universities to adapt to a changing environment.

During 1978, the University of Calgary undertook euch an
examination and over tne:subsequentvone and one half years, formulated
and adgpted several'new policiee., This process of policy making
involved a large number of partlcipants, touched on many related

issues, and was seen by numerous observers'to be a’ significant effort

.to cope with a perceived threat in thezprganization's eﬂbironment.

Il

Thus, an excellent opportunity was afforded to examine, in detail, the

mechanisms by which universitiesvreach policy decisions.

STATEMENT OF THE PROBLEM

)

The purpose of this study was to examine a single case of

\



policy-making within a university organization in order to help
clarify tne policy-making systems that develop in respdése to parti-
cular’ stresses in an'organization'sienvironment.

The study addressed épecific questions in ea;ﬁ of the following

Y
. categories: ’ . s

I

A. The Environment

‘1. -What particular stresses in“fhe envirdﬁment evoked
the policy-making system?

2. How did the environment‘infiuence‘the process that

developed‘within the\policy—making‘system?

3. How did other policy-making systems interact with’

Jase—

the focal system?

-

B. The Process

1. What major activities were undertaken during the
process? Can these activities be categorized in terms

- ‘ of their function in‘the-policyémaking'process?

2. In éhe early stages of the process, what\attempts were
made, if any, to predetermine the activities\fha;

would be undertaken in order to arrive at a policy?
o C e
3. How closely was that process followed? For what

reasons did the actual process deviate from the

x

\\ -planned process?
’ \“4. For each of the major activities identified:

(a) who were the actors involved and in what way

1

‘ did they partigipaté?

(b) what issues wvere perceived by the actors?



(c) had the environment changed significantly from i
the previous major activity?
(d) what exchanges took place between actqrs gnd the
J

environment? N

{
(e) what were the boundaries of the policy-maﬁing
gystem and had they shifted from the previous

— activiey? 0 T

The Actors

1. On what basis were actors included in or excluded from
the process?

2. Di& the acfpors perceive themselves and others as
representing épecificviﬁterest groups?

3. We;é the actors pfedféposed to particular poliay . :"'
alternatives and to what extent did they feel, the
final policy statement iﬁéorporétea their preferences?

4. Did the actors adopt strategies through Qh;ch they

. could influence the outcome of the process? Did other

actors recognize such stratégies?

5. Weée actgré perceivgd by tﬁemselves and oshér~actors to
héve‘more 6r’1eés power iﬁ relation to specific_issués

and in relation to other actors? .

The Issues

1. How was the primary issue initially identified and
~ through what means.did ‘the issue become thg iegitimate
focus of a'policy—ﬁaking activity?

2. Were the issues clearly defined when the process began



., ?5

and did thelfefinitions rémain qpnytant or were they
) : a redefinéd during tle course of ‘policy development’
. ) )
, " 3. How. were the 1ssues 1nterrelat§d both within and
H

betyeen~the system ‘and its *environment?

K}

E. The Outcome
1. Did the actors perceive that the outcomes (or-policy
: ki
Statements) resolved the issues as they had identiffed
‘ (

them? o ,

2. In what manner were the outcomes interrelated?

3. To what extent were the outcomes logically consistent?

NATURE OF THE STUDY
9 - ‘
This thesis is viewed as a policy study fbcussing on the pro-

, /
cesses by which policiés are made. While such studies may address a

range of Eopics, for'exémplq, the evaluation of policy outcomes or the

analysis of implementation processes, there 1is alsq a need to under-

stand the p;bcess»by which choices are actually made between

alternative policies. Jenkins (1978:23) went so far as to suggest

S

that '"the pfocess of choice may be as important as the actual choice’
itsedf." Although the content of the decision process was not ignored

in thig dy, the emphasis was on the description and interpretation

which resulted in a statement of policy This
different?r 3i‘between process and content was addressed by Lasswell
definition ofaghe field of policy sciences: ”policy

sciences ar gl 'ﬁrned with knowledge of and in the’decision processes

N ‘)"b . ’!’ - '..
of i.% pubgi¢ and civic odder.' ‘gxhe focus of the present study was
‘ R

;S;, ' .l s |



upon the improvement of knowledge of the decision processes while

)

still analysing the knowledge or information that went into the
,\‘l

process. .

Lasswell's definition raises the question of whether or not
the present study falls into the realm of Eae policy sciences. On the
basis of its focus on the decision processes it is clearly within the
definition, :However, "the public and civic order" is often interpreted .
to refer to the arena of eiected officials at some levgl of government
(local, provincial,‘or national) together with their appointed
officials. Only tp the extent that publicly supported universities
can be considergd within the public arend and subject to many of the
same forces a$ governmént agencies,o; departments can this study be
viewed as research in the policy sciences.+ In any case, much éf the
theory and methodology appears to be appiicable to a university policy

. 9 : :
environment and has been incorporated into the research. .

_ The study can perhaps best be described as overlapping the two
fields of the policy sciences and organizational theory, and, more
specifically, that branch of organiéational theory which concentrates
on ,the administration of higher education. This approach is congistent
with Jenkins (1978) who repeate&ly arguéd——in ﬁis book Policy Analysis:
A Political and Organisational Perspeétive—;for a merging of the h

political science or policy sciences approach and the organizational

perspective.

~ SIGNIFICANCE OF THE STUDY

: / [

The study was considered significant for the'following reasons:
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1. The content of the poliéy-making process in the case study
was, curreﬁtly, a significant issue.;n virtually all Canadian universi—
tieg. - A detalled description of the approach taken by one university
to the issue of faculty éppointmentg, promotions, and terminations may
prove helpful Lo practicing administrétors in other institutiéns.

2. Most fheory related to the making of policy decisions is
ejther nbrmative'or prescriptive, with a lack of real effort to under-
stand how decisions‘are actually made. Mintzberg, Raisinghani, and
Theoret (1976:246) pointed out that:

Researchers of administ;ative processes have paid little attention
to such decisions, preferring instead to concentrate on routine
operating decision#vland] although there is a normative literature
on techniques for strategic decision making . . . . these techniques
have been unable to cope with the complexity of the processes found
at the strategic level, abogt which little is known.

This study was’}ntended to contribute to an understanding of
how bolicies|are determ;ned in the complex organizational setting of a

large public institution.
“ » 3. The conceptual;model of the policquﬁking process, as
developed and applied to the case, may prove appropriate to the

analysis 6f~other cases, thereby establishing a basis upon which

comparative studies may be conducted.

L4

DEFINITION OF TERMS
. !

For purposes of this study, the following defin%tions have

been adopted. Only the broader, more frequently used terms are

included in this section. Other, more specific terms will be defined.

Q
.

as they are introduced.



Policy--"major guidelines for action directed at the future"
A
(Dror, 1968:12).

/

Policyémaking systewg-~''any set of organizational and inter-

personal érrangements which have evolved to deal with some identifiable
class of decision problems" (Friéhd, Power, and Yewlett, 1974:24).
Implicit in this definition is the recognition that, lt times, a class
of decision problems may contain only one problem and.also that thév
problems must. be of a major, non-routine or strategic nature. .

Actorsf-”the sqt'of people involved in a policy [making)
system' kFriend et al.,\1974:27). In o;der to be identified as such,
.an individual must have had significant iﬁteraction with other actors
and must have.possessed the potential to determine in some way the

. s

policy output of the system.
. LT

Issues-~those problems which have become the focus of decision-
‘ .

making activities within a particular policy-making systeﬁ.

University g@vernance--"'a formal arrangement for invoZﬁgng'
various groups or coﬁstituencies of the campus.in a decision-making
structure and process. . The constituyencies involved might be two or
more of the following: the faculty . . . the students . . . the pro—
fessional noanCulEY staff, the oéerating staff . ... the administrative
staff" (Millett,Hl97;:;7?\épd the governors.

Decision-making--"strategic decision-making" (Mintzberg et al.,

. 1976:246); the non-routine, unstructured decisions which a:e‘importéht
to the organization "in terms of the actions taken, the resources
committed, or the precedents set' (1976:246). The terms policy-making

-and decision—making are used interchangeably in this work. .

—



ABBREVIATIONS '

ACSS: Advisory Committee on Special Sessions--a standing committee

’

of General Facultiesg Council

APDC: Appointment, Promotions, and Dismissals Committee--a standing
committee of General Faéulties Council

AVP: Associate~Vice—President’(Academic Administration)'{ T

BOG: Board of Governors g

DC: Dean's Council “

FCE: faculty'of Continuing Education

GFC: General Fsculties Council

GFC (Exec.): Executive Committee of CFC

GSA: Gradﬁéte Students Association

GPC: General Promotion; Committee

Krueger Committee: Gfp.ad hoc committee on appointment policies

Krueger Report: Final Report of the Krueger Committee

OIR: Office of Institutional Research

P2

4

PAC: Position Allocation Committee " v
PMS: Policy—making System /

PRC: Program Review Committee

SLC: ‘Students ﬁégislatiﬁe Council

TUCFA: The University of Calgary Faculty'Association
U of A. The Universitybof Alberta : |

: : . t

U of C: The University of Calgary |

VP(A): Vice—Président'(Academic)



&

ACTORS .

.

Carnie, R. H., Ph.D., Professor, Department of English and Secretary

to General Faculties Council ,
0

Chapman, R. S., Ph.D., Professor and Dean, Faculty of Continuing
Education :

Cochrane, W. A., M.D., President and Vice-Chancellor, U. of C., and
Erofesso: Division of Paediatrics,.Faculty.of Medicine

(Appointment ended August, 1978)

Graham, J. R. (Undergraduate), Vice-President (Acadenie), University
of Calgary Students Legislative Council (Graduated, June, 1979)

Hyne, J. B.,.Ph.D., Professor, Department of Chemistry and Dean,
Faculty of Graduate Studies

Kreeger, P, J., Ph.D.,'Professor, Department of Chemistry and Vice-
President (Academic)

Lucas, A. R., LLM, Professor, Faculty of Law and Incumbent, Chair' of
' Natural Resource Law ’ .

McLeod, L. E., M.D., Professor, Division of Medieine'and Dean,
Faculty of Medicine

McNeill, J. L., Ph.D., Associate Professor, Department of Educational
Foundations :

Ronaghan, B, M., (Graduate Student), Graduate Student Association
representative on the Krueger Committee (Graduate June, 1980)

Sheehan B. !! Ph.D.,, P. Eng., Director, Office of Institutional

Research
<

Sinkey, M. S., MLS, Librarian IV /
Symons, G. L., Ph.D., Assistant Professor, Department of Sociology

Wagner . N. E., Ph.D., President and Vice~Chancellor, U. of C., and
" Professor, Departments of Archaeology and Religious Studies
(Appointment began August, 1978)

Woods, J., Ph.D., Professor, Department of Philosophy and Dean, Faculty
of Humanities (Appointment enged July, 1979) o

Zwirner, W. W., Ph.D., Associate Professor® Department of Educational’
Psychology and President, the University of Calgary Faculty
Association (Term of office, January 1976 - January 1978)
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DELIMITATIONS, ASSUMPTIONS, AND LIMITATIONS

voa

The following constitute some of the perceived delimitations,

saggmptions, and limi;gtidns of this study. .

Delimitations

- - The study cessidered events relating to faculty appointmenték_ .
‘promotions, and terminations policies at the University of Calgary o
which commencgz‘duting December, 1977 when the VicewPresideSE (Academic)
presented the problem to the universi:z.president.’ The research was
concentrated only on thoge individuals and groups wﬁich becamg directly
involved in the policy*meking process related to that problem.

Thus, the study was delimited to include only the policy making
process, thereby‘excluding such activities as policy implementation

\"0

evaluation and modificanion, which were considered Beyond the scope =

A

of the present work.
.
Assumptions

The following asgumptions underlie the study: °®

. 1. That the policy-mhaking process was sufficiently overt that

it could be described and understood through the collection and )

analysis}of related documents, and throﬁgh 1nterviews with identifiable
key actors and observers, In other words, it was aSSumed that the

process was not secretive and, therefore, that it left a trail of

’ \

»
accessible doCuménts, and that acto;s had little &r no compunction

about discussing their roles and the roles of ‘ethers in the process.

2 2. That despite the acknowledged‘limiﬁ ions (discussed later
by . ' . .
{

I . -

>



in Chapter 3) of the case study gpproach as an exper&mgntal~re§olrch:

v
S

design, the application of this technique g\o ‘the policy-makinq px:"{';-c;'aa’u-

"

’Qcan lead to undergtanding which can further fhe process of ‘heory .
. ' -

building im#he policy sciences and/or organizational theory.

Pl s

s
.

CE

3

The fbllbwing limications are acknowledged:
., fTRe external validity‘(thac is, ﬁéﬁeflﬁizability to other
situations) is limited by the cheoice of the éaaé@étudy method (also
‘e . discussed In greater detail in Chapter 3). A
. "The Internal validity of the data is limited to the extent.
that: <(a) interviewees could accurately recall &ndﬂdeggribe;::;nts;
(b) they were willing to discuss the case; ang (c) available’docuiF;Es

’ . [
accurately geflected reality.

' v i ' . ‘:‘
. _
' ORGANIZATION QF THE THESIS

/ .

" ,The remainder of the thesis fdllows'as.closelyv;s possible thg
sequence adopted by tﬁe researéhet in @ttempting to answer the problems
stated in Ch;pter 1. An extensive review of related studies ;as
undertaken as.gp initial steﬁ, and results of this survey are incorpor-

. ated into the review of related‘litetaturé in Chapter 2.
Using this licgrature review as a basis, a conéeptuai model of
the .problem and a deéign for the study were devéloped. The essential
comporients of the mgael andwé'brief description of the design are

presented in Chapter 3 along with an analysis of how the sthdy may
»

contribute to the process of theory building in the organizatiomal and
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'\VS

policy sciences. e
In Chapter 4 the introduction to the case ‘is intended to .
familiarize the readér with the setting in which the caée developed
and to give an overview of;the major events in the case. These major
events then provide a framework”fdr the presentation and analysis of
gdata. The data are presented in chronological order with the concep-
tual model serving as a guide to both analysis and interpretation.
Finally, Chapter 6 provides a synthesis of the findings in
Chapter 5, in an effort to afford an intérpretation of the éntifé
process, rather than focussing on separate events as in the preﬁious
séction. In addition, the final chapter outlinés suggestions for

further research in the fields of university.governance and the policy

sciences.



Chapter 2
b

QJ: REVIEW OF RELATED LITERATURE

~/////’ ) INTRODUCTION
A 3 -
The information discussed in this chapter is drawn from two
‘ major fields of study. The first is the study of higher education and,
specifically, the models offered by a number of researchcrs to explain
the process of policy-making within complek university organizations. R
Selected models of uni@ersity governance are then é;mpared with respect
to several important features.
The second field of studies which appears related to fhe problem
- .
is that of the policy sciences. Although the pqlicy sciences subsume
all aspects of the development, interprétation, implementation, and
consequences of public policy, only a selected number ofvmodels dealing @
with the policy-making process are included here.
The final topic in this literaﬁure review does not fall clearly
witpin;gither ficid of study. This is the concept of open systems which

has been a conceptual foundation for many disciplines and was judged to

be appropriate for this study of university policy-making.
" SELECTED MODELS OF UNIVERSITY GOVERNANCE

The complexity of university organizations has resulted in an
array of models, each one focussing on different aspécts of an institu-

tion's structure and processes. However, as Baldridge, Curtis, Ecker,

}3 K} .
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and Riley\éin Riley and Baldridge, 1977:9) have pointed out, each
model has a particular perspectivé on the decision process which is
centr;l to the understanding of university.governance. Below, four _
models of university governance (bureaucratic, collegial, political,'
and anarchistic) are reviewed with special emphasis on presenting the

perspective each brings to the process of policy-making.

(

—

The Bureaucratic Model , . ‘ .

The ideal model proposed by Weber (1947) has formed.the basis

/ . . . B
for thne bureaucratic model of university governance. The organization

.

~.._was seen as a hierarchy with a rational distribution of authority and

g

respoﬂngilili\ffiiifiifrij:# the top of the hierarchy. Stroup (1966),
one of the main proponen “E\Ehis_modél, identified,severél of the
m to be present in univer-

N

features of Weber's ideal model and foun
sity organizations. Among the factors Stroup thought\signifieanixand
observable in university bureaucracies were that they: (1) feature

specialization o; personnel; (2) include competence as the basis for
T

appointment apd promotion; (3) provide a-high degree of security to

e

their members; (4) have a system of rules and pfbﬁi::res to govern

their activities; (5) are characterized by a hierardhy of authority;

and (6) are governed by impersonality.

Although Stroup (1966:39) found many differences b tween organi-

zations of higher education and other types of bureaucracy, ch as

the military, business, and government, he concluded that:

it may be stated that higher education is a bureaucrécy nd
that by understanding it in such terms it may become more meaning-
ful. It is too much to claim that .it will be better liked, but
least it may be understood. ‘

o~
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A more recent work by Blau (19]3) concentrated on analysing
the effects of specific bureaucratic tendencies on university organi-

iatioﬁs. Blau's (1973:279) study showed that while univeréities and

o

colleges may have administrative structures similar to other bureauc-
N < s N )

racies, various elements of bureaﬁcracy_have different implications for

academic institutions. He eoncluded that, although multi-level

. - ,‘g“') i . .
hierarchies have no apparent adverse effects in government bureauc-

racies they have'negative effects on academic work. Another finding
which contradicts much of the conventional wisdom is that large

academic institutions in his study tended to be less bureaucratic than

: 3.

smaller ongi, Blau also found that several bureaucratic characteristics
tend to reduce the degree of ¢entralization in academic institutionms,

while the opposite effect has been observed in other types of bureauc-

L h

racies.
Whereas Stroup (1966) aécepted bureaucratizatioﬁ of higher:

education as inevitable, and perhaps the oﬁiy way to organize a large

institution,-Bléu'(1973:280) asserte?,%hat‘it has'”deleteribus
consequences for educational performance' and should be resisted; that

because research activities have largely beén insulated from its

. i . . T
negative impacts, 'the most influential faculty members, whose primary
concern is research, have no immediate interest in . . . combating the

G

"~ - process of academic bureaucratization." .
c o , 3

”'fi ‘ -Bald%i@ge et al. (1977:11) identified the bureaucratic model as .

having four primar§ weaknesses : (1) it explains the formal distribution
of power and authority but tells 1ittié about the informal fypes of

power; (2) it concentrates on the structure of 6rganization but does

@Q

o
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not'éxplain the processes through which .the organiza®ion functions;
(3) it is static.in that it dées not explain changesvin structure or
process which‘occur over time; aﬁd\(A) although it explaiﬁs how
policies are carried out, it says little about how they are férmul?ted
in the fjirst place.

Thé‘decision-making procesé iﬁplipif in‘the idéaf‘Bﬁreaucrééy
is based on a'rational model. -There afe many variations of this model
of decision-making but théy‘allbcontain‘essentiallyothe same activities
performé% in a logical, sequential manner. Dye (1978); when‘relating‘
thé ratioﬁal model to ﬁolicy-mﬁking, stated that the policy-maker must;
(1) know all the society's value preferences and their relative weights;
(2) ' know all the policy alternatives available; t3) know all ‘the éonse—
quenges»ofﬁeach poliéy aiternative; (4)'calcdlate;the ratio of_achieved " ,

to sacrificed soeietal values fof each policy éiternative;.and (5)

select the most efficient policy alternative. ’ ;

S

ThevCokﬁegial Model
' Millett (1962) proposed aICOlleéial modél’in a reaction to the
hierarchical'ﬁodels thgn be%ng considered. He beiievédﬂﬁﬁat academic
orgénizatioﬂs were sufficiently differént.from othei ﬁype; bf'insti—a
“tutions that they‘Zould'be better understood as communities rather
. ! N .
than hierarchies. - Milletf (1962:235) identified“;he constituencies . ,

of faculty, students, alummi, and adminigfrators bqend together by

" a sense of community and common interests, and adopting'a>mode of -

e IS

' He asserted.

decision-making referred to as a '"dynamic of consensus.’

P

that a struggle for power in decision-making was inconsistent with'¢

(i)
L
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encouraging the learning process and that although the groups may have -
different views on many'iésues, the ovefriding concern for the weli—

beingfof the institution would lead to a consensus position.

o
The collegial model suggests that a hierarchical structure is

not consistent with the faculty member's need to be free of organiza-
: N

‘tional constraints in order to fulfil his academic Commitment. The..

: ' .8
academic organization is, therefore, viewed as a comnunity of equals
: \ : i
rather than a rigid hierarchy of status and authority.

Baldridge, Curtis,.Ecker,.and Riley (1978:33) challenged the

-accuracy of the collegial model as a description of institutions of

Ay

higher education and said that 'discussions of a collegium are

frequentiy more a lament for paradise lost than a description of

reality.'" “Millett (1978) also recognized the normative quality of his

model but observed.that since it was first proposed many colleges and

\

universities have used it as. a guide for increasing participation of

students and. others in the governance process.

The Political Model .

Based on a study of New York University, Baldridge (1971)

proposed a model in which the'uhiversity was viewed as a politiéaL

system. The basié'modél was developea in' the field of_leitical sciencef

v(Easton, 1957:383—400), and modified to fit.an institutional enyiron-A

ment rather than the larger social eontext. The model adopts an open

systems approach as a framework in which the social'environﬁentjproduces
. E / ’ “
interest groups whieh make demands on the political system through a

_ process of interest articulation. There is a transformation of these

{ . o
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aemands into policy which ' is then executed by.the system (see Figure 1).
This procéss of policy formation fs'tﬁe key to the political
}médel'(Baldridge et al., 1978:35) and is basea on six underlying assump-
tions about the political ﬁrocess which can be paraphrased as follﬁwsg
1. Very few people become involyed in the po}i;yféékiqg.procgsgyl
pécisions are usually faken.by small gfoups of elites. fﬁg
overwheiming majority of.pgo}le find the‘progess unrewarding . .
and uninteresting and choose not to becomg involwed. . )
2. ThosF who do'pérticipate move iﬁ andlauﬁ of'the'proceSs.
ﬁ;ldridge‘et al. (1978;35) labelled\this "fluid participation;"

3. Colleges and universities are fragmented into interest groups

o

———

with different goals and values. Their degree of.éarticipationﬂ
is ‘directly .related to the-scaréity of fesourcesiavailablevﬁhd,
therefore, participation increases as interest.groups'attempt

.

to protect or improve their relative posit{onsﬂ
4. In such a social system, conflict is natural and can be.Viewed
as a pbsitivé force promotiﬁg désirable‘change,=ratﬁe:,;han a
negétive factdr 1ndic;ting,a breakdown'of/tﬁe acadeﬁ;c égmmunity.
5. The exercise of powgf by iﬁterest groups plaées.seve;e 1limita-
- tions on formal authority. Thus,»decis&ons~are‘negotiatedu
qompromises between coﬁéefing ingeregt”grdups, |
6. External interest groups exert a sérong influéncé err tﬁe
poliéy-makfng prbce55°ih.universities.. v_, D o .
T?é politiqg}kmodel challenge;ithe'undeflyiﬁé éssumption.of‘thg’
bufeaucrégié model which asséftslthéf rafiénality is the basis for

4decision-making; Baldridge et al. (1978) suggested that iﬂrunivd:Sity: A§" 

o
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organizations it is difficult to determine why a decision should be
.made_and whp shonld make it (both acceptedlas givens in the bureau—
cratie model). In addition, contrary to a basic assumptlpn of the
rational approach, many options are not available to the decision-maker
‘since the; have been effectlvely removed from consideration by the
actions of powerful interest groups. As a consequence3 the political
» process produces complex decision networks wlthin.the university,
rather than a highly structured hierarchy of formal decision-making.
‘In tMls regard, Baldridge (1971:1905 statéed that "de:isionlmaking is
likely to be  diffused, segmentalized, and decentralized. A complex
network of commlttees, councils, and advisory bodfes grows to nandle
the tasks of assembling the expertiee necessary for reasonable
decisions.X

" In a later article Baldridge et al (in Riley and Baldridge,
1977:19) restated the basic polltical model of unlver31ty governance
but revised it slightly by stating that three features of the model
should hane.received.greater emphasis; paraphrased, for-example, as:
:(l) the impact’ of routinevgureaucratic processes on the decision-making
Aproéess was underestimated; (2) the original model did not recognize
the wide range of political activities;which take place in different
1nstftutions, and (3) greater stress should have been placed on the
imﬁact of environmental factors. As well, ''the model did not give -
enough emphasis to long—tengbdecisionJmaking patterns, and it failed
to consider the way institutional structure ma&:shapeband cnannel

v politlcal efforts" (Baldridge et al. in Riley and Baldridge (1977:19).

In a critique of the political model, Millett (1978 15) pointed
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out sevefal deficiencies. The model did nb; p;y attention to the
structure and process of leigership nor did it present clearly defined
structures or processes by whiéh political conflicts could be resolved.
Milletﬁ (1978:15) also declared that '"the dilemma of internal political
process versus external subsidy' was not‘resqugﬂ&a He further implied
chat/fhe political medel may.haye accurately é;was?;ed the governance
of universities duriné the 1960s when student préfests were rampant bﬁt
that it may not be appropriate to the éufrent situation where universi-

ties are forced td copé with declining enrolments rather than demands

for participation in the governance process. N

The Organized Anarchy Model

This model was proposed by Cohen and March (1974) in their
report of a study of ‘college and uﬁiversity presidents, commissionéd by
the Carnegie Commission. They claimed that'univér;ities beloné to a -
class of organiza£iqns which can be called "org;nized aq?rchies" and
thaf the;‘share the foli;wing characteristics: (1) problematic goals——

' meﬁbers of thé;organization canﬁot'agree on organizational goals. ”it
can be described_bet;gr asia loose collection of changing ideas ;han as
a coherent sfructure” (1974:3); (2) unclear technology——tﬁe organization.
does not understand how it operates but ratﬁer learns by altriél—and—
erro¥ procgss; and (3) fiuid participation~-'"'the participants in the
organization véry ;mong-themselves in the time and effort they devote to
the organizatioﬁdzﬂb974:3). “ > , !
Cohen‘and:March (1974) contended that because.the public’has

been conditioned by education to accept the bureaucrdtic model and is
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attracted by its rational basis, it is difficult to adopt the organized
anarchy view of organizations. The authors proposed that society now:
needs’ to develop normative theories to address the following problems:
How can intelligent decisions be made when o*ganizational goals are
ambiguous? énd how can one cope with the fluid participation 6f ofgahi—

zational members? Finally, they said that society mus

° .

t have a new
theory of managemént since the current approaéh to managing organiza-
tions is based on “wgll—defined goals-and'techhology,'as well as sub-
stantial participanf involvemeﬁt in the affairs of the organization"

(Cohen and March, l§74:4).

The garbage can model.‘ The organized aparchy model also provi-
ded a descriﬁtion of the decisio;—making'procegses operative in
universities, These processes wére explained by a "garbage can" model
wnich views a decisién as én oufcome 6f the inte;relationships of .
several quite independent ”étream;h within the organiiétion\(Cohen,
Maréh, and Olsén, 1972:3). 'These streams\are-problems,'so}utions,
participanfs, and choice opportunities.' In coﬁtrﬁst to the tr;ditiénal,
rational‘appfoééﬁ to decision—making, in a garbage can modgl these °.
'sfreams are allAthfown in together and decisions ;esult from the
somewhat random possibility of one element "sticking" to anofher.
Consequehtly, a solution may be availablé ahd'just_waiting for a
problemito come'along, or a probiem and solﬁtion may be awaiting a
-éhoicé'dpportunity. If the solution, proﬁiem; and participant cﬁme
togeéher when a choiée‘opportunity occur;, then avaecision can be made

which will resolve the probleﬁ (that is, a problem will be attached to
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an;aﬁpropriate solution).

However, Cohen et al.'s (1972) studies of universif& organiza~

-~

tions indicated that most decisions were not made by "resolutxpn"

(resolving to take a specific action) but rather were made by "over~

sight” or by "flight." Oversight occurs when a choice is made without

any attention to existing problems--nothing is resolved because all
problems are attached to other choices. Flight was explained as:

. - choices are associated with problems (unsuccessfully) for
some time until a choice 'more attractive" to the problem.comes
along. The problem leaves the choice, and thereby makes it
possible_to make the decision. The decision resolves no problems
(they having now attached themselves to -a new choice). (Cohen,

et al., 1972:83)

v

In addition to ‘their description of the dgcision.process, Cohen

et al. (1972) hypothesized relationships among several attributes of

~ .
organizational structures, particularly as they relate to a reduction

of 'organizational slack ¢y Slack was defiﬁgd as' "the difference between
tiie resources of the organization and the combiﬁation of demands made
on it" (Cohen et al., 1972:12). Two sets of these relationships appear

particularly pertinent to'this'study and ére discussed below.
‘ T - N

Relationship between slack, heterogeneity, and access structure.

Heterogeneity refers to .the degree of difference in values held by
orgéniéational members. Since lack of <onsistency is a cha;acteristié
of the organized anarchy, one would expect some 1ével of heterogenéﬁty

vtowexistﬁ however, the degree may vary depending upon certain charac-

teristics of the organization.

The other feature réquiring definition is th% access structure.

This refers to the relationship between problems and choice situations -

a

s Y
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and is described by the authors in terms of three pure types (Cohen
et al., 1972:5): (1) "unsegmented"‘access, where any problem has
access to any active choice; (2) "hierarchical" access, where important

problems have access to many choices and conversely important choices

" are accessible only to important problems, and (3) "specialized" access,

where each problem has access only to one.choice and each choice is ’
i -
AN

accessible only to two problems.
The hypothesized relationships among these three variables are

shown in Figure 2, and the following explanation is provided:
_ Slack, by providing resource buffers between parts of the
. organization, is essentially a substitute for technical and value
.homogeneity. As heterogeneity increases, holding slack constant,
the access structure shifts from an unsegmented to a specialized
to a hierarchical structure. - Similarly, as slack decreases,
holdirrg heterogeneity constant, -the access structure shifts from -
an unsegmented to a specjalized to a hierarchical structure.
(Cohen et al., 1972:12)

North Amerigan universities are currently experiencing a
decrease of slack as a result of decreasing financial resourcee. 1f
there is no accompanying change in the heterogeneity of technology and
values, institutions.will probably move tonard a hierarchical access

. ) o , o N
structure. |
A L | . ‘{

Relationghip;>among’administrative power, interrelationship of

problems, and the decision structure. Administrative power refers‘to

l

"the extent to which the formal administrators are conceded substantial
‘ authority” (Cohen et al., 1972 13) while interrelationship of\p}oblems
is determined by the participants' perceptions. As with access
structure, the decision structure is explained by reference to qpree

pure types: "zl) unsegmented decisions in which any decision—maker can

e BT g e
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4Figure 2. Hypothesized relationship between slack, heterogeneity,

and the access structure of an organization

(Source: Cohen, March, Olsen, 1972:12)
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participate in any active choice; (2) hierar¢hical decisions, in which
importani choices must be made by important decision-makers, wno can
participate in masi choices; and (3) speciaiized decisions, in which

each decision-maker is associated with a single choice and each choice

has a single decision-maker.
The relationships are shown in Figure 3 and are described
(Cohen et al., 1972:13) as follows:

It is assymed that high administrative power or high inter-
relation of problems will lead to hierarchical decision structures,
that moderate power and low interrelation of power leads to
specialized decision structures, and that relatively low admini-
strative power, combined with moderate problem interrelation, leads
to-unsegmented decision structures.

‘Comparison of the Gover-
nance Models -

Riley and Baldridge.(1977:21) presehted a comparison’ of the
bureaucratic, collegial, and political models which is e#panded in
Figure 4 to include the organized énarchy model. Thé four models
! a@bear to fall on'A continuum faﬁging from a highly organized, seduen—
1£ial-pfocess (bqfeaucrati¢) to a pighly disprganized, random process
‘&ﬁ (organized anarchy). Ihe collegial model reflects a process of
decisioﬁ;making very similar to that of the bureaucratic, with the
Ezbignificant difference being iny'who' makes the policy or decisioﬁ

riﬁﬁﬁr than "how™ it is made. Within the collegial model, the
N

p:ﬁfessional members of the organization (the faculty) are more

LY

BN

* directly involved in the’process whereas in the bureaucratic model

adminiétratérs have -the primary responsibility.

The politicél méﬁel differs significantly from the previous
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Figure 3 Hypothesized relat"ionsh‘ip among administrative
power, interrelationship of problems, and the
decision structure of an organization

(Source: Cohen, March, Olsen, 1972:13)
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two because of tﬁe iterative (a$ opﬁoséd to sequential) nature aof the
political décisidn process and because”of its emphasis on the resolu-
‘tion 6f conflict as a central‘part of the decision-making process. The
buréaucpatic and‘collegial models assume that organizations can be
conflict-free, and not requiring a mechanismvs;ch as bargaining in the
decision-méking proé;ss;‘ Although conflict is not addressed directly
in the "garbage—can“ model of decision-making, it is impiied that
participants will choose to avoid-conflicts which'méy arise Qhen deci-
sions are made by "resolution" rathef than by "oversight'" or ”flighf.”
Cohen and March'(i974) found that resblgtion Qas.th; decision style
used least frequently in colleges and universities:

In order to provide other points of reference, the following

section presents additional modelS'of'deéision—making from the policy

sciences.

+

MODELS FROM THE POLICY SCIENCES

Several models of policy-making can be taken from the poiicy
sciences; however, many of them--such as the rational, the politi;al,
the group, aﬁd the elite models--are élready represented in the models
of university governance. Béiow>aré discussed four mo&els feleQanf to

; the'study: (1) incrementalism; (2) the.publiC'policy flow model;.(3)
the policy system as a vehicle for dqcision—ﬁqkipg; and (4) the

structure of unstructured decisions. ’

Incrementalism : : C .

One model which is not clearly represented is "incrementalism"
. - : : ,t ‘

PR TR
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r ""disjointed incrementalism'" as it was é;re} described by Lindblom
(1959:79-88). Increémentalism was éropesed as an_explanatien for the
process by which public policy is developedyin the United.States. ,
Liqdblom concluded that current hodels (primarilyfratibnal or eceﬁomiq_
rational models) were normatire iﬁ nature,.addressing the probleﬁ of
-how policies ough{”to-be made rather than how they are made.

In their first, full explanation of the model, Braybreoke and

Lindblom (1963;48—54) rejected the rational model'on the -basis that it
is unable to adapt in any specific way to eight factors: (1) man's
limited intellectual capacities; (2) His limited knowledge; (3) the
c?stliness of analysis; (4) the analyst's inevitable failure to
construcr'a'compléte ratiopal—deductl§e system or welfare function;.

(5) the interdependenclea betwee; fact and.value' (6) the qpenness of
the system to be analysed;. (7) the analyst s need for strategic °
sequeaces‘to gui¥e analysis and evaluation; or (8) the diversity of
forms in which policy problems actually arise.

For these reasons, Braybrooke and Lindblom (1963:79-~88) argued

for an incremental model based on the principle that new poli:;w will

be incremental adJustments to existing policies and practices In

determining these changes, a restriﬁted variety of alternatives is o o

"
H
g
R
B
3
3
N
%
[

" considered and a restricted number ef consequences are examined.

| Ahbther.majorrdeviation from'rhe rational model is in the
r:lationship betweeh objectives and policies. The ratlonal mollel views

'ﬁollcies as the’ means to accomplish stated ends whereas in the

1 in remental model 'what we establish as policy objectives we‘derive.in

large part from an inspection-of our means'" (Braybrooke and Lindblom,
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. . , , : k
1963:93). Objectives are not set as a first step in the process and o t

then held constant through the process of policy formulation but,
‘rather, are continually adjusted on the basis of the feasibility and
relative costliness of alternative means or policy options
Another feature of the incremental model is its tendency tow‘ -
-'reconstruct orjeven transform prohlems onbtherbasiswof shifting5 -H’y .
interpretations ofvdata. ’lhe same data may be translated into two
very different views of a problem, dependingbupon a shift in the values '
-of ‘the policy analyst or policy—maker. This reconstructive treatment
of data has resulted in a common use of "themesV rather than "rules"
.as a strategy in’ithe expression of values. For euample,‘rather than ' il
stating that any single value must be included in’ the policy, it may be
stated that the value should-be given serious consideration. . This

preference allows for future reconStruction of the problems.with

]

minimum difficulty, maximizing the “opportunities that are latent in
the multiplicity and fluidity of values" (Braybrooke and Lindblom, |
1+1963:99). ' ' |
. As a consequence of the incremental strategy, policy-making
tends to be remedial in nature. Policies are often designed to move
‘away from problems in the system, rather than moving toward some known
: obJective. In addition, “the analysis and evaluation of policy is

likely to be fragmented»with different and possibly conflicting ’ £

approaches being taken at a large number of centres throughout the.'

system. This apparent lack of coordination led to the use of the

-

’adjective "disgointed" in describing the model

As a strategy for decision—making, incrementalism is clearly .
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in conflict mith both the bureaucratic and collegial® models oi
university goyernance which incorporate the rational approach.F Thene.
does.not;vhowever,’appear to be inconsistencies between incrementalism
and the political model. The processes of political negotiation and
bargaining could occur within a framework where the decision—makers
reetrict themselves only to incremental changes»to existing policiesi.
The same decision-makers may, on other occasions;iadopt a non—inéremen-.
tal approach and]opt,for radical departures from the status quof'

The final modef of univeraity.governance, organized'anarchy?
is more.difficult to(relate’to incrementalism. ‘Pérhaps the major
contrast-iSfthat While-incrementalism aasumes'a degree'of rationality
and conscious choice between alternativevpoliciea;‘organized anarchy
asaumes a random cQalescence of problems’and solutions, with little or
no.Effort by participants actively:to resolve problemé’ However, the
organized anarchy or garbagé can model does not disallow decisions by
resolution implying that occasionally the decision-maker may adopt»
either the ideal,rationalvor the incremental'model.
'_The»Public'éolicy . .

Flow Model - o B . |
Flow Model B w | R

This model of public policy—making was proposed because the

authors (Simmons, Davis, Chapman and Sager, 1974 460) concluded that

"it»is.necessary to view public policy—making'in a way different from
current scholarship." 1In their view, a model must be able ta

accommodate the:complex networks of social interaction ahd the collec-

tivity of-decisions.which_are_essentialncomponents of the process. ' The

] process should be seen as.separaté from, yet interrelated with, the

TN v et
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more permanent‘conponents of government, since "legislative,‘judicial,
and administrative boundaries are transcended by the policy-making
,proceés; even though each remains-a fundamental‘partvof the process" '¢
(Simmone, et al., 1974:460). |

| Simmons ‘et al. (1974°460) prOposed,.as’a'means of understanding-
the process, the adoption of a "Policy Flow Model," which they described’.
as "a heuristic -model S having. as ts primary focus the relationship
of certain elements and value choices in an interactive process which
‘ blenAS them together‘to~produce policy &ecisions.": In their explication
of the model, tﬁ; authors identified three primary components: (1) the l
'aCtors-and éroups, (2) the policy\environment, and (3) the interaction
. o e . :
process. Actors and groups are identified by their involvement in
"particnlar policy decisions" andlare de5cribed b} their "policy style."
‘lhe policy style is deternined~by the %ftors';benaViour and actione in
. the categories'of conmunications,‘commitment, leadership, and gronp
dynamics.' The model does not provide a means for classifying actora;
‘ systematically according to their policy style. |

The policy environment is described by the® power arrangements

that operate in a particular interaction network and by the‘availability :
and nature of resonrces; Thevpoweriarrangements are influenced by,
factors such as the degree of dependence or autonomyﬂofTactors or
’Tg%oups, the nature of the affiliation.between-groups, the nature Qf
'ptofessional-staff; the-financial arrangements,—and the histdrical_
traditionelof-the actors ani gronps. The effect of the poﬁer arrange-

ment is "to alter profoundly the ultimate values and thus the policy

which emerges" (Simmons; et al., 1974:463).
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| ..The resources frqm thé policy environment are designated as
(1) intersocietal inputs defined as "significant social or te;hﬁologi—
cal ;nnovations frém other sociét;es.wﬁich contribute to altered
'pe;ceptions of the possible" (Simmons, et al., 1974:4645; (2) techno-
"lpgical advances Vhich'alter pofential policy choices; and (3) the
éeherationai dialecfic——thé value ‘conflict between genérations qhich
may redirect social energy ana purpose. . : ¢

Ihelnature of the interaction process is the final feature of

the model, a process thé£: . |

. . occurs through space and time and [which] at any particular
moment may have one or several actors and groups providing stimuli
to the emerging definition of policy . . . [and involves] specific
contacts through time among actors and groups, as well as'written
communication and symbolic: signals of other sorts (Simmons, et
al., 1974:465) '

The authors recognizgd this idénﬁification aﬂd énalysis°o: interaétiohs
as"a.primary eoncefﬂ in‘th? model- but haveQ agéin, stop?ed shortvéf
providing guidancé in héw such:interacfions may be documente& of
classifiea. | \
| Figuré'S'élluéfratés the interactioq pro;ess in th; proposed

model, . which is valuable fpf its concePtualizationvofthé%policy—making

proceés.'flts cdntribution is summarized in Simmons et al.'s (1974:461)

statement: w7 . - /
What is distinctive about the model is. its appreciation of the
random, multi-channeled nature of policy coalescence; its recogni-
tion that policy issues blur and change over time, and its stress
"on the need for orderly research and field methodology which might
_enable the analyst to distinguish facts from values and identify
crucial paths leading to policy formation. The model encompasses
a range of processes which include decision and interaction, :
together with influence factors. It is tentative in design and
will evolve as data and evaluation become available; however, it
seeks to develop in this tentative way greater insights into the

— [
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relationships among individual actors, interaction within and among
public agencies and their environments, and the context of value
“choices. : b :

,

The Policy System as a Vehicle
for Decision-Making

o

Friend, Power, and Yewlett (1974) develqped this apprdach‘td'the:
analysis of strategic decision—makihg in the areé of local and feg%oﬁal
gove}nment in Great Britain. Their research was.baééd at the Tavistock
Institute gnd followed the open systems approach for which Emery, Trist,
Rice, and other Tavistock assbciates,are widély recbgnized. The objec-

[

tive of the policy system model was to develop a better;gmderstanding
. ) . ' il

of the planning process. which occurs Qhen several agencies or ;drpora-
tions are inbolved, a situation that Friend et al. feferred to as the -
"inter-corporate dimensién.” It was their obéé;&ation that ;hen
decisions are not taken by a sing}e_corporatioﬁ or agency but through
the interaction of several somewhat independent corporations, the model
qf a Eierarchical framework for:decisidns;no'longer applies. Such
inter-corporate_pianqing results'in "a setting in which ménagerial and
politica}.resgénsibilities tend té be diffuse and ill-structured"
(Friend et al., 1974:22).  Therefore, rather than acceﬁting the'hier~
“archical modél, these authors developed one in which a structure 6f_
authority .and other interpersonal arrangeménts evolve to deal with a
particuiar class of'problem'situations. |

| Fiéﬁre 6.1illustrates howla stimulus”frbm.the envirénmeﬁt~is
perceivéd by an actor or group of aétors as a problem and how an
exploration gor possible solutions‘beginsf.‘lf a é&lution is foﬁnd, a

? -~

commitmenggis made to some course of action and a response is made to
e . ; .
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Commiment ™

to action

\ detined claas of decision pl'obl_'m}//

\ - /

# To DESCRIBE a pohcy system itis necessary 10 Gy something about.

~ CLASS OF CECISION PROBLEMS withinits ;ori\pe:enco

. © = SET OF PEOPLE playing roles in decision process-for this

closs of problems

— PATTERNS OF RELATIONS balween oclors’
{mutual accountebiity, membership of groups, etc.)

— Set of. RULES, POLICIES, OBJECTIVES, or PRECEDENTS
acknowledged by 0clors as guidehines to choce within
action space . :

— Reiations to actors ond systems outside ttis pohicy system .

Figure 6 The policy system as a
o making"

(Source: Friend, Power, and_Yewlett, 1974:26)
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systEm‘and limit the range of alternative choices actors are prepared

. policy guidelines exist and will result in efforts by the actors to

¥
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o

~ the environment. K The model also prescribes the information which must

be,pgpyided so asnto describe adequately a specific policy s;etemn

., “In addition‘to g.description\ofvthe features within the system's
bonndaries, there must'be an adequate understanding of the Eystem's
environnenta- Figure 7-shows the three facets of the -environment. and
deecribes the interfaces between the system enc each type of environ—
ment?~ The model suggests that the environment is described‘entirely by

the actbrs perceptions of it, rather than in absolute terms. These,

perceptions, in large measure, determine‘ the policy guidelines of the

-

®to consider. However, in‘many-cases uncertainties. about problems and

/ ’ : \

™

- reduce the uncertainty. The model then differentiates among the

“

poss;ble responses altors make to uncertainty, with each type of

response related to’one of the three facets of the enviro& Figure -

Y A :
8 indicates a number of "loops" through which uncertainty s-Yeduced, (

! . S _
resulting in alterations of actors perceptions of the environment.

a

The figure also illnstretes the levels of7§olicy systens, with one

o

being a sdbsystem within a higher levei system—-a concept'in keeping
with the open systems'aoproach. . ) : : -

The open nature of the model 1s also demonstrated in Figure 8

. . . . . '
where interaction takes place between two contiguous policy systems.
The two systems do not act as one‘bucvrathera

. . . it is more likely to be the exception than the rule that the
relationships between the respective sets of problems are identi-

fied simultaneously within each system, or that the same degree of
urgency is attached to the geléction of an appropriate respomse.

The two decision processes . . . 'will therefore typically be out .o
of 'phase. (Friend et al., 1974: 40) o ‘ R .
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Figure 8 Levels of policy system

(Source: Friend, Power and
Yewlett, 1974:36)
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During this type of interaction with a contiguous poliéy system,
tonsiderable energies will be expended on determining the processdof
interaction, thereby reducing efforts devoted to resolving the sub-
stantive problems.

Friend et all (1974:41) also maintained that, as the set of
problems becomes more complex, the "commitments to action will emerge
inc;ementally; relating only Fo those problems where the pressures for
Qecision are currently most insistent." This is partially the result
of the actors' inability to establish acknowledged policy guidelines i
to meet all contingencies witanin the decision process. Such é'situa— |
tiom of uncertaint& leads tq an.active scanning of the-operating
environment in order to identify future problems which may be incor—' o
porated‘into the poiicyrs§§tem along with.related ﬁroblemsf *

Complex problems will, in turn, lead to complex patterns of
communication between actors; These patterns are described by the
term ”decision networks'" within which each actor "has developed‘a

-,

& . - . w .
* communications linkage with at least one other member of the network,

but is not necessarily fuylly connected to every other member' (Friend
et al., 1974:43). These linkages are channels along which communica-

. tions relating to alternative policy choices can flow between actors.

These decision networks are controlled in a varie » >f ways .-

by the actors, ® Those actors involved in the manipulation or "switching"
4

of the network are‘"tet;chlists" and play an important role in operation

of the policy system. These actors have: 'skills in selecting which

channels of communication to activate at a given point in a decision-
&

making process, . . . how much information to transmit through them

4 “ . (
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[and] must be regafded as crucial factors in the manipulation of
dec¢ision networks" (Friend et al., 1974:46). The reticulists will
likely have partisan motivations underlying the way in which.they
exercise their power in thé system.

The policy syStém model was applied to the analysis of seQeral
éﬁse studiés and led to the géneration of several hypotheses relating
to intercorporate planning in 1ogaljand:npgiona1 government (Friend et
al., 1974:348). Although tﬁé model was developed for the speqific
field of local and regionaliﬁlanning, the concepts are of a sufficiently
general nature that the methodology gay be useful in other fields. On
_the basis of thié observation, many of its features have been inco?—

porated into the conceptual model in this study of university policy

making.

The Structure of Unstruc-
tured Decisions

MintzBerg, Raisinghani, and Théoret (1976:246—275)‘reported on
~.a methodology‘ueyeloped for the study of strategic decision-making.
" The methodology was developed ffomrﬁhe intérpretatién.of‘degéiled
.descriptions of 25 case studies in strategic decision-making.. Qp,jﬁe
basis of their reQEarch, Mingiberg etxal. (1976:250) cdncluded thét
‘strategic decision-making (whicﬁ migh£ be called policy making) is

characterized by:

. . . novelty, compdexity and openendedness, byfkhe fact thag,fﬁhg,ﬁ

organization usually begins with little understanding of the
decision situation it faces or the-route to its solution, and
:only a vague idea of what that solution might be and how it will
be evaluated when it is developed. Omnly by groping through a

_ recursive, discontinuous process involving many difficult steps
‘and a host of dynamic factors over a considerable period of time

e

-

Y

i
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is a final choice made. This is not the decision making under
"uncertainty" of the textbook, where alternatives are given even -
if their consequences are not, but the decision making under
"ambiguity,'" where almost nothing is given or easily determined.
Mintzberg et al. (1976:253) developed a classification system
which refers to events as "Elements in the Strategic Decision Process:"
These elements or routines are sub-divided into three developmental

© .
phases, plus a number of supporting routines as described below.

A. THE IDENTIFICATION PHASE

1. ‘Décision recognition routine.' "The need for'a deciéion is
identified as a difference between information on soﬁe actual situation
and some ekpecte@ standard" (Mintiberg et al., 1976:253). However,
recognition of afneed is not,ilq&%;self, sufficient for an actof to
take action. The decisidn—makef 3111 consider such factors ;s the

influence of the source of the issue, the decision-maker's interest in

the issue, the perceived payoff, and the perceived probability of

. successfully completing the decision process. Mintzgerg et al. (1976)

also observed that an actor will‘be reldctant to initiate action unleés
he has at least one'pértial solution at hand;.énd that his willingness —
t0.é¢fris directly dependent on hié wor%{?ﬁd at a given time. - ,

"2. Diagnosis routine. The oﬁjectiVe of this routine is to clarify
and define the issues through an examinatiop of existing information - |
and‘a search for néw data.

-

B. THE DEVELOPMENTAL PHASE

Development tends to be the heart of the decision-making

’

process; cbnsuming more resources than either of the first two routines.

The objective here is to develob one or more solutions toifhe‘probiém .

"J L . o .

Y
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through either a search or a design routine.

1. Search rout;ne,‘ Four types of search behaviours were identi-
.fied: 4memq;y, pasgive, trap, and activee "Memo;y"~$earch involves the
'scanning of‘the organiza?ion's e*isting human, paper, of eiectroﬁic
memory. "Passivef”search is wéiting for unsolicited alternativesbto
appear. '"Trap" s;arch refers to the activity of letting others know
you are léoking for soiutions.(setting traps?) and theqiwgiting,for -

»

results. “Activef séarch is the'diréct seeking ;f alternatives in
either the organiéation or its envifonment. . | ;
2. Design routipé. The .Mintzberg study suggésted that the design
routing'is a complex, iterative process in which the designers do not 7
/.fbllow a grand désigq but, r#ther, begin with some vague idea of the

ideal solution and then work through a decision E;ée toward that vague

goal. Organizations tend to design only one, fully developed, custom—

. made solution in each decision-making process..

C. THE SELECTION PHASE

|
i

development often progresses in small steps, each one requiriniva \

This pﬁase is intricately connecdted to théideveldpment phase since\

selection decision. Mintzberg et al. (1976:257) concluded that

"selection is typically a multi-stage, iterative process, involving

progressively deebening investigation of alternatives." The three
routines identified in.thisAphase were:
1.’ The screen routine. This is the process by which the number

of ready-made alternatives is reduced to a number which can be more

carefully evaluatéd. ' o S
2. The evaluation-choice routine. This routine includes either

<
K
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-judgement, bargaining, or analysis.,"Mintzherg et al. (1976:285) \\ .
déscribed these modes as follows:

In judgment, one individual makes a choice in his own mind with
_ 'procedures that he does not, perhaps cannot,\explain in bargaining, .
-selection is made by a group of .decision makers with conflicting
,goal systems, each. exercising judgment; and in analysis, factual
evaluation is. carried out, generally by ‘technocrats, followed by
managerial choice by judgment or bargaining. :

Contrary to the normative literature on decision—making,,Mintz— 1
':: - - - - P . - . - . - . .. . » P~ . e = -
berg et-al.concluded that very little use is made of the analytical

mode. Judgement was the most favoured mode, but where there was exten-

>

. . N * : )
sive participation-in the process and issues tended to be, contentious,

then negotiation was the favoured mode.

'

3. Authorization routine. ‘This routine is evoked when the decision-
«'l:f,,"_’. ‘o M - . s . .
"makérvcannot commit the. Organization to a course of action. Although

authorization is usually sought for -a completed decision it may also

be sought before an actor proceeds with a decision process. Authoriza-

¢ ',

tion typically involves complete acceptance or complete rejection with -

little effort to modify the solution. At this point in the process,

A

difficulties are; often encountered because the authorizers ‘are generally
less well informed than the developers and because 0utside political

groups often choose this opportunity to. exert pressure. o ‘.v:

D. SUPPORTING ROUTINES

.

These routines.are considered;supportive'to the,three,?central .
decision-making phases. - ' |
: li..uec151on control routines.‘ These correspond to what Dror - (1968)
has called "metapolicy or decisions about the decision—making process

itself.



2. Decision cammnnication'routines. These,routines include the
. exploration, investigation, and disSenination of information.

3. Political routines. These are'political activities SUCh.BS
bargaining, persuasion, and cooptation which occur in all three phases

of the: decision-making process. Through these activities the power
relationships between actors are clarified \

Those elements‘hf the’ strategic decision process listed above

provided a classification system in which all obse;ved activities in

the 25 case studies could be accommodated. 'However,'this classification
does not demonstrate the dynamic nature of the processes observed. For
this purpose, a general model of the strategic decision process was

designed by Mintzberg et al. (1976:266) and is reproduced here din
T e . ) ) x

Figure 9. This model allowed the researcher to map the sequence of

R 4

all activities, including the iterations or '"loops'" that are a feature

of'complex decision—making'processes;' The model contains the three
»

phases of the decision process (identification development, and selec—

tion), but requires only that the first and last phases be part of the

-

process. While the model accommodated the plotting of the classical,

rational approach to decision-making, not one of the cases in the study

followedqthe.pure, rational approach. . : o .
' v . . ’ )
- THE SYSTEMS APPROACH .-

4

- The open systems viev'of organizational structures and processes/
is the final topic discussed in this literature review, Many writers
in the policy sciences (Dye, 1976; Jenkins, 1978 Frohock, 1979) have

adopted this approach to - poiicy studies, as have magy organizational
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"

theorists and students of university governance.(Katz and Kahn, 1966 ;
Millett, l968§ Baldridge, 1971; Richman and}Farmer, 1974) . The concept
of npen systems' does not prescribe!a rigid frame ork within which to
observe or analyse organizational or inter~organi ational‘phﬁnnMena; o
rather, it suggests a number of general characteristics which determine‘
ct explain the opetation'of systems in the natnral or social content.

; ~ Before examination of these characteristics, it may be useful
to consider the definition of ‘a system. Von Bertalanffy (1956) proposed
a most concise definition when he referred to,itﬁas "a set of elements
standing in interaction." Fagen (1956) defined it as "a setiof objects
together with.relationships'between the_cbjects and between their

attributes." Kast and Rosenzweig (1974:101), writing in the fielld of

management, expanded the definition by stating tnat a gystenm is "an

organized, unitary whole composed of two or more interdependent parts,

components, or.subsystens, and delineated by identifiable boundaries

frbm‘itsgenvironmental suprasystem.' For purposes of this'study; any

. or all of these definitions are'acceptable.

Characteristics of Open R . ‘

Systems
In their classic reference, The Soctial Psychology of Organiza-~

tions, Katz and Kahn (1966 21-25) introduced the cqncept by presenting
nine characteristics of an open system. These are paraphrased in
outline below, with reference to.their applicability to;avdecision—
makinglor po&icy—making system.

lf” Importaticn_cf energy: in order to survive; an open system

nust import energy‘from its environment. In organizational systems this
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energy may be in the form of people, physical objects, or information.
2. Through-put: imported energy is transformed by the system;
for example, in decision-making systems, problems and alternative

solutions (information) are brought Ebgethervby'people in some physical -

f

'

éetting in order to generate a decision.

~

3. Output: within a decisibnfmaking system, outputs could be

'ih the form of decisions or requests for hore resources or inputs.

4. Systems arecycles of events: a characteristic which empha-
sizes the dynamic nature of a system. The system is not merely a set

of interrelationships between components at a single point in time but
is, in addition, a set of interreléted events which exist.in time as
well as space. Katz and‘Kahn (1966:21) foresaw this as a major method-
ological approacﬁ to th; identification of systems, thus: ;The basic
method fof the identificat;;;¥9f social structures is to follow the
energic chain of events fromvihe input of.energy through its transfor-
mation t© the point of cldsﬁge‘of the cycle.'" In a decision-making
system this invo;ves\thé Efacing of activities such as the ideptifica—
tion'of the problém and searching for solutions-~which may occur in
some cyélical pattern‘within thé system--as a means of idéntifying or §§:“
describing khe system.v The decision-making systeﬁ in this context is

)

5." Negative entropy: the natural move toward diso{ganization

an "event system'™ (Katz and’Kahn; 1966:21).

(entroﬁy) is reversed through the importation of energy from the
envifonment. Within organizations this implies that energy will not
only be used to perfofm the "work" but must be expended to. provide order

and direction. In a decision-making system, enetgy must be expended on
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1

such activities as deciding what to decide and developing a working
relationship between participants.
6. Information, input, negative feedback, and the coding

process: ' a system continually receives signals from its environment
, i ' .
which may cause alterations in its behaviour. These signals are

/

filtered (cdded) through a monitoring and translation process whereby‘

the -systopl B ¢ own interpretation to, the signals. When such”

ihfbt@at«-. - the system's past performance and its effect on
; Ty R . .
the any B (is’ referred tq as "feedback." In a decision-making

system® £GP aviour \‘xld’ be the modification if a previous

decision wasiréjeéteakby the organization; for example, if a university
committee (a deciéion-making system) recommehded a particular policy
position wh;Fh was rejected by'the board of governors, -that same
committeg would likely approach the next related issue somewﬂat differ-

/
ently.

“-  ’ 7. Steady state and dynamic homeostasis: open systems tend to
maintain a balance be;weenrinputs and ocutputs and, theréfore, operate
under what is termed a "stéady étate." The level of opgratioﬂ'is not
always precisely the same but rather~isvwg¢hin‘a tolerable range. The
observed tendency for certain systems (organizatioﬁé) to expand rather
than to oﬁerate within consﬁant.limits is e#plaiued as a need ﬁo ensure

survival by building a margin of safety within itself. They also move

to expand their boundaries by incorporating the éexternal resources

-

essential to survival. o : |
The application of this characteristic to a decision-making
system has  to recognize its temporary nature. Organizations frequently

A
L}

L3 e
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establish systems such as ad hoc committees on a temporary basis. .
These are contrived'byfthe organization (and often include existing
structures supplemented by ad hoc arrangements) in order to deal with
a particular problem or issue, with an understandirg that the system
will cease to operate when a. decision has been reached. Obviously, it
is only during_that phase of operation that the steady ’ state principle
could apply .
. -

8. Differentiation: ‘"Open systems move in the direction of
differentiation and elaboration. Diffuse global patterns %re replaced
by more specialized éunctions" (Katz and Kahn,11966:25).l'This tendency
has been observed in the developnentpof specialized roles within a
? group decision~making processjandsnumerous other organizationalu

n

processes.
/ .9. Equi—finalitp; 'systems are able to reach the same final
state even though_the_starting'position and the paths may differ. The
- .same .policy decision may pe teached"bp twofdiffetent systems_even

though they have different informational inputs or have used different

processes.

’

Loosély Coupled Spstemsi

The interrelatedness of systems components dictate that it is
not sufficient to identify and desctibe the components in a systems
analysis. The linkages among components must also be identified and
the sttengtns of the linkages assessedf_ The stronger these relation-
shipshafe, the greater will oe tﬁe.impact on the rest of the systemn

‘'when a change is_induced'in'any single component. While organizations

- . - /
7



are aesumed:to consist of a.close network of Viry strong linkages,

- Weick (1976) offered another view by suggesting that'many'canponents
might, in fact, be loosely cOupIed. This loose;coupling wmay provide an
explenation ot why educationel.organizations often appear to ect in an
irrational or unpredictable faéhion.: For instence, Cohen “Bétﬂiifbff
(1574) innlicitlyVadopted‘the_concept o;\looee C°“P11“8_iﬁithﬁifh9¥§??“
ized anarchy model witnin which there were very tenuous ?elntidnghips
among problems, solutions, end actors. Weick (1976) pointed out dther
elements—-such as "intention—action and "means—ends"--which may,be

loosely coupled, resulting in an apparently irrational process. He

listi;ﬁa number of consequences of loose coupling in organizationb*

firs®, that such organizations resist change in the environment. This

/
is an~advantage in cases ,where minor, trivial changes,are registed,

a disadvantage in instances where“c‘haic structures and. ‘pro_cesse.s may
be perpetuated. | | B

O‘A eecond consequence‘is.thatlloosely coupled orga?izations:ere
more éensitive to the environment since they have more internal, |

. : k]

indenendent sensing elements. This relates to the third feature:Lthe‘
, ability of an organieation'to adapt to environmental change at a
v localiied level. ltiis not neceesary,for the entire body to change in
order to cope with environmental stress. Further, if one internal unit
becomes weak or dysfumctional, the whole system is not seriously
. affected While this may operate as an advantage, it can also become
a serious disadvantage since the loose coupling makes it difficuln to'

take cofﬁﬁﬁﬁgve action to repair the defective component.

In general it could be argued that vhile a loosely coupled

9

-~



system is well adapted to survive in a relatively stable environment,

it is very poorly equipped to adjust to major environmental cﬁangea.

l

. It may also be poorly equipped as an instrument for change, except at

‘a very localized level

SUMMARY OF CHAPTER 2

]

. This-review of related literature included several approaches

to the analysis and interpretation of policy-making processes in
. ~n_ - o

universitiee and other'public organizations. The process was described

as bureaucratic, collegial, political, anarchistic, and incremental.
Important features of both process and the environment were identified
and Various methodological approaches were suggested for their ‘analysis.-

These alternative models of policy-making do not, in most cases, appear

' £
to-be contradictory nor mutually exclusive. Although the models may
not always be found in thgir pure form and may alternate withih a given

organization, it is likely that’ within a compleéx body, such as the

g
'\(modern university, evidence of all the approaches could be discovered.

v
‘?'

What seems to be required, then, is a cq‘?eptual model of

L]

policy-making which will not, by definition, exclude the models already

proposed. ,Rather, the model shouldvprovide a framework‘for the

v ° . -

examination of an actual ‘case of policy—making, allowing the researcher

to explore in detailwtﬁz intqraction of the mani‘components of the
process and ‘then to interpret the phenonenon by reference to the expla-
A

nations already proposed or thr the development of new insights.

The conceptual model outlined in Chapter 3 1s au attenpt to meet . that

-

3

; requirement. . : 3 - \\\_// _ ,
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Chapter 3 .

- -~
THE STUDY ®ESIGN AND THE CONCEPTUAL MODEL  «

. ~ , . INTRODUCTION '
o o, )
r ~.

- The primary obigctives of this. chapter are to present the

-

\ methodology adopted for the atudy, to provide a rationale for the

K

choice of a pqsticular design, and finally, to descnibe the conceptual

.model which was developed to guide the collection and analysis of data.
Before: addressing those topics, however, it _may: be usgful to

iﬂentify th:r;ole of this study in the larger process of theory building

in the social sciences. This process was described by Greenberger,.

Crenson, and Crissey (1976 66) in'theig analysis of the role of models

/- - R

in the policy sciences An overview is presented. inisigure 10. s
& T
Tne précess begins with observations and analyses of the refer—

ence,system (that is, the real world) which in time ‘'lead to th’?_g,tﬁe—

ment of hypothek%s.about the phenomena observed. These hypogheses form

ad

)

- the basis for-the development of ﬁreliminary'models of theﬁéeference S

system. Tne models assist in the consideration or testing of hypotheses

1
which are then either accepted or rejected on the-basis of new observa-
'(“

tions. A8 a greater body of tested hypotheses igbaccbmulated the

Lot «"Mf .
'building of theory progresses to the development of principles and

L] -vr * N "

?.:finally to the adoption of laws. rﬁrv

. ’i' Theory dévelopment in the policﬁ sciences 1s still in ,the pre-
2 .

“ .
liminary stages. Most efforts to_ddte have~been difected toward

N

v

Lo . PO ;
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-«
collecting descriptive data and the formulation of models of either a .
.o ]

~

‘déscriptive or hormative nature.. Jenkins (1978:20) recognized that

theory building.in the policy sciences is in_its infancy and sg;gfsted

that many more studies of a descriﬁtive nature are required é e one
' <5
%.

can advance to more : i tous, experimental studies based@ theses

testing. The present study was- an effqrt to continue the’s ory-build-

ing process by compiling new observationé of the reference system, .
. BRE

loffering an elaborationxof;exisﬁing models of the system, and deireloiﬂ.ng.l - .

hypotheses which may be tested in further studies. . S 'i“g ;,,;n
. ) F . - T i
METHODOLOGY ' . . : '

’ » A

"I@ls sectfon begins with a discussion of the case seliidy metgho’d {

NS

as it rel;!es to the social sciences in geheral and to this study’in

L]

. . ' L . | &0 .
particular. The discussion is followed .by a description of‘thefdata

collection and analysis technique  adopted for.the study.

-~ \

’

. The Case Study Approach

s
The case study was adopted as the major mepp@ﬁoloéical approach

A4 »
- euta )

-to the fesearch.' The rationale for the Sdbgtion of Mhis apﬁfoééh is

. - f
[

presented here through an-exéﬁinﬁkion of its ascribed strengths and

, weaknesses and éoﬁe'discqssion of its appropriate cog;tibution to

research in thie social sciences. . . -
i U '!

w

Much has been written about the inherent disadvantages of the

‘cage study approach 45 a research-methodology in the social sciences

(for exafiple, Campbell and Stanley, 1963). Most of the criticism

relates to the 1ackfof external validity (generalizabilify)'and the

.

Lo

. e,
F o= .. i
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‘non-systematic method of data collection which raises doubts as to the
internal validity of the study. Nevertheless, there is support for the

suse of case studies for several purposes. The following were propoéed

-

by Shontz (cited in Stone, 1978:137):
. (a) presentation of "evidence" on what the researcher consid- -

ers to be a rare, remarkable, or atypical instance of some phenome-

non; (b) exemplifying or illustrating a concept that would be
"difficult to describe using solely abstract theoretical ‘language;

(c) demonstrating the use of a technique (e.g., the conduct of a

"team building" exercise); (d).e®tablishing a pool of data that max

be ustful at a future point in time; (e) challenging ‘existing

of thought by showing case study e¥idence that cannot.be explaintd o,
-adequately by existing theory; and (f) "confirniag" ;heories or .. -
hypotheses by the presentation of supporting case st\ﬁ’y;dato,, e

W 4 t hpger

L4

Of those purposes stated above, a number apply Yoighisgstudy,;‘{?'f’.Vmij%ﬁ

that is, the thesis establishes a pool of useful data; it ;S eagegj_ . r]‘.ﬁ

existing theories on university governance and dbcis:Lon-mpld.ng":"‘i "qgéau%ﬁ R
o - ' Kl s 3 om,“‘
adds to the confirmation of specific theories or hypotheses. 2
While the case study approach cannot be used for the testing of
hypotheses, it has a role to play in their gene!.iion (Stone, 1978: 136)
This is especially %rue when the subject of the s is not imbedded
in a well-developed body of theory. The present case study drew upon,

.and hopefully will contribute to, theory from' the areas of the policy
- .
> . .
sciences, university governance, and. organizational decision-making in

general. Several-researchere in these fields have contended that .
theory development is still in an underdeyeioped state and.could benefit ’ E!'
from careful description of phenomena occurring in the natural setting - h |
For instance, ‘genkins (1978 20) defended the use of the case study

approach in policy sciences at thi? stage in the development of the

discipline: '"in the shq{E run it would seem too‘egfly to jettison case- .

study material and the concepts that arise from it simply in exchange

t . i i . o ‘~"§5§

-
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for quantitative sophistication."

\

Stoge (1978:137) proaented the following advantages of the case

:-}

study approach, all of which ﬁqwe,\hopefully, been realized in the

present study: e f@“ - .

R .
a. The full complexity of the unit under study can be takmnt"
into consideration;
b. Data collection is flexible;
c. The case study is a useful vehicle for the generation of
hypotheses and ins¥ghts; '
\ d. Data are collected in natural settings; and
e, Case studies a SMlly less expensive research
strategies than others. T e

. Thie study can be’classified as "longitudinal research" accor-

ding to a definition provided by Kimberly (1979:125) where he stated

that such research "consists of those techniques, methodologies, and }'

activities which permit the observation, description and/or clafaifica-

tion of organizational'phenomena in - such a way that processes can bé

. [
- . ‘

’*dentified and empirically documented " Kimberly contrasted such
studies with cross-sectional research which concentrates on a number of

phenomena that occur at a single point in time. He mairut’fned that

"

A-“"

longitudinal studies ”minimize the. problems encountered when process is

inferred from cross-sectional data'" and "facilitate the development of

better models of organizational growth and change'" (1979:122).
f " |

wIn summary, the eeée study approach was adopted as a"methodology

. or this study because the henomena under investigation c‘g benefit
. P

’

evelppment of'hYpotheses and insights as a prelude to more’

,rigoro ﬂgborg development. In addition, a longitudinal study of this

. %ype is appé%p;iate for rzsearch which focusses on organizational pro—

cesses as: oppnpedxéy gie interrelationships among organizational
-8 3 :

»- . fu~ -l
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components at a single point in time.

Data ‘Collection and Analysis

a

Data were colleéted through a variety of techniques. Initial

data collection consisted of assembling documents such as minutes from '+ -
a number of council and committee meetings, letters and memos from key

participants, and statistical reports describing the institutional

-

environment. Based on this information, a chronologi of the case was
prepared and a preliminary list of the key actors was compiled.

This preliminary list provided a guide for the second phase of A
4 o 3 !
data collection which consisted of extensive interviews with the key

. actors. The interviews wgre'looaely structured in that, although an /

interview gulde was used (see Appendix Q) resporidents were encéuraged

4

to talk about subjecfs of interest to them and to explore topics which

L .- ‘ .
ded* on audio tape andﬁghen analyse¥® in qétordance with the conceptual
I . - ";.‘n ' ' ’ ﬁ. ) ' “nﬁ‘:<':’
" model. ‘ R
Ny ‘ P L
To ensu,e that all key actors were interviewed thodé on the - %

may not have been included in the éuide. " The interviews heré all recor-

'

prelfbdnary list were asked to name other fhfluential actors Any so

named were added to thgflist,and subsequently interviewed. During the
} . ' : .

course of the interviews, other per:inént documents which were not

in(i:ially ravailable were solicited and added to ’the data collection. ‘

-

The analysie of the interview data began with- a‘vritten compi—

lation of all the pettinent points made by each interviewee. Each

- ﬁ ! f?

[ "A},
‘ *All interview tape recordings have been preserved and are in
the custody of the #€searcher. . s



_ “ﬁgample of such content analysis is given in Appendix I where the
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comment was transcribed verbatim or in ,summary form and sorted accord-
ing to the. classification system established in the con!Eptual model

This system specified that data would be grouped under the headings of

P

environment, process, actors, issues, and outcomes. The' omments were

also arranged in chronological order so they could easily be related

- p—-

- to particular events in the case.

J Documents related to, or originating from specific committees,

1(..

councils, or individuals were sorted in chronological order according,

to their source The contents of the more significant ﬂocuments were
then subjected to a content analyﬁis which: involved extracting the

relevant data and assigning them to predgtermined categories\\ An

RN .
"‘ Y ~r‘

responses to the Ky 'r report- were analysed according to their

. 4 ' .
reactions to specific recommendations. '

. .
>

These data (both those obtained from interviews and those from

-

documents) were then subjected to analysis and interpretation on three
levels of detail In the first instance they provided,the basis for a
description of the contextual setting for the case and an overview of
the major events in the process.* This information is.presented in
Chapter 4;- The data-were'then organized according to the conceptual
model and reported in considerable detail in Chipter 5. At this time
interpretations of specific observations were made and incorporated «
into the narrative description. The final interpretation of the data

was intended to arrive at conclusions which may. apply to university

L policy-making ‘in jeneral as opposed to the specific case. These

generalizations are reported in Chapter 6.

®
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Throughout data collection and analysis efforts were made to
e =5

maximize the validity of the information. Data collected in inter-
views were compared against other interview data, written documemta—‘
tion, and, where necessary, actors were asked to clarify‘data. Finally,
key actors were. asked to ‘react to sections of the thesis which reported
activities ;ﬁ“vhich they were directly involved.

~

i
THE CONCEPTUAL MODEL

PR

The principal assumption underlying conceptual mo&el i;e w
that policy-making in an organization functions as an open systen and
‘ therefore, possesses the characteristics of open systems that have been'
:bbservedhin other settings. Thus, to describe and interpret a case of
poiicy-making it is necessary to identify thefsignificant comporients of
the'syséahtsndrits environment‘andythen to document:the interactions
among them. The open svstens literature provided the general conceptual:
basis by offering an appreciation of the operati" f open systems in
fields as wide ranging as biology, economics, and organizational
behaviour It did not, however, provide thevdetailed model required to

N NN

guide research 1nto a particular phenomenon such as the subject of this

‘3

study-dtﬁe policy-making process in universities.

This more specific systems model, termed a policy—making system
(or PMS) in this study, builds on the research described in the previous
chapter. ‘Each of the studiés reviewed contributed a different perspec-
tive of the.policy—making process and it was possible'to incorporate a
number ofvthem.into this study;s conceptual model. The definition of a

PMS, adopted from Friend, Power, and Yewlett (1974:24), is "a set of
. RN ‘
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organizational and interpersonal arrangements which have evolved to
deal with some identifiable class of decision problems." This defini-

tion is not inconsistent with the proposal of a "

policy flow model"
,(Simmons et al., 1974), also described in Chapter 2.. This view of

policy-making presumes that each policy statement is the output of a

‘unique PMS that evolved in response to a particular environmental stress.

Each PMS consists of a number of-actors and issues interacting over time
and iutilizes the resources available to it frbm the\énQironment. Any
number of overlapping systems may be operating concurrently within an
organization and the aggregate of ‘these systems could be called the
"policy system" of the organization. This larger pdlicy system includes

among its components a number of more or less permanent organi;ational
' - o

~ structures, such as departments, committees, or councils, which have

designated roles to play in PMSs that evolve in response to specific

issues. These structures are not PMSs in themselves; rather, they
v

interact with each other and with less permanent groyps or individuals

‘ .
in what Simmons et al. (1974:46l1) referred to as a Vrandom, mylti~

channwl¥ed" manner resulting in the identification of issues aﬂ?
KRR )
development of policy.

The PMS has within it four major categories of components: pro-
. ‘ 7
cesses, actors, issues, and outcomes. In order to analyse and under-
stand a system, the main components in each of these categories must be

identified and described along with the interactions or linkages among

the components. Ia addition, the environment must be described in

sufficient detail to gain an appreci;tion of its effect on the develop-

v . : . ‘
ment and operation of the system. The model is specified below in .

.’w‘
*

et VPO



greater detail under the headings of environment, process, actbrs,

-

issues, -and outcomes.

Environment

The environment includes all actors, processes, and information

4

outside the focal-PMS that have an impact on the initiation, development,

and outcomes of the system.w This global definition is consistent with
. FRE
the concept of open systems but is of limited value in the study of a
, 3 b
specific type. To facilitate the study of a PMS, the conceptual .model

¢

sh@uld specify, on the basis of previous research, whicﬁ of the features

23

of-the environment will likely hav§3the major impdct. Wherever pos-

-

sible, the model should also incorporate classification systems to

assist in the analysis and interpretation of the phenomena observed.

~

Selected features of the environment ari presented below showimg how

each can have an impact on the PMS. . o “ 'i'

»

The constituencies of a PMS arefthose identifiable groups in the

environment "to which the actors .in the policy [making] system consider
themselves to be rQ§5ﬁn§ible for the actions which they may select" $
(Ffiend;_Power, ané Y;wleﬁt, 1974:29). These interest groups may be

vefy highly organize& or may éonsist of a number of largeiy independent
individ;als. This‘degfee of organization or cohesiveness may vary‘from
time‘to_time as a function of the importance of the issues that are e}
central to the PMS. Wheg‘}ssues are congidered:important to the group
they will'influence the PMS through a pfécegs of‘intérest érticulation
--a process which can in§olve any number of étrateéies tangingffrom

ratlo rgument to physical disruption of the organization. L

¢

e
'
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This concept of environmental comnstituencies or interest'groups
1s central to the model of policy-making proposed’by Baldridge et al.

(1977) as described in the literature review. It was also adopted by

.

Friend et al. (1974) 1in their description of policy-making in local

government and is, of course, an underlying concept in the study of

society by political scientists.
In the university environment a large number of constituencies
exist, particulary if the special segments of society are treated

separately. However, for purposes of this stydy only four major con-
stituencies were identified and, since the activities in the case were '

largely confined to the universify itself the first three were internal

to the insititution' faculty, administration, and’ Nts; the fourth
wa:‘the community, represented by the appointed governors of the univer-
sity. At times, these four groups were further differentiated when a
special interest group within a constituenc%%emerged as a cohesive or
F 1dentifiable grouﬁ& )

The faculty constituency %ends tgﬁbe an influential interest
o ){ 4

1Y
group because of its strong beliefs in such principles as academic

freedom and "democratic administration -of the institution. In addi-
tion, although they may have very different disciplinaty backgrounds,
tha.faculty share an interest in maintaining and improving- their working
conditions, their relatively high status in society, and their economic
position in the community;. Their interests are articulated through such

mechanisms as a faculty association, which represents them in collective

.

bargaining, and their participation as individuals on committees and

councils.

. ‘ 2
“ . ~ . o ) -
o, - B - *—‘ .. .
C ~ . e SR g . .
! - o R .
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ranks but- finish their university careers as full-time administrators.

~

' )
In the university environment it is somewhat diffcult to

separate the administration from the faculty interest groups because of

the practice of appointing faculty to administrative positions for

‘limited terms, after which they return to their teaching and research

assignments. It seems reasonable to assume, -however, that»during the
individual's term in the full-time administrator's role his perceptions
of the problems and processes differ from that of his teaching col-

leagues. In addition, many of them do ﬁot return'to the professorial Jﬁ “

Thus, administrators are identified as a separaite constituency in the
conceptual model. )

The student conéﬂituency is the largest but probabis least -
influential of the four in matters of policy—makiﬁg. This is understand-

able, given the transitory nature of their involvement, their lack.of .

experience, and>the difficulty of effectively organizing to make their

concerns known. However, the potential impactvof this interest group

carries.cdnsiderable influence in'the'process of'po;icy-making. Even.
though their interests may not be perticularly well articulated, con-
sideration ma; be given by decision-makers' to the student constituency's
possible regction te new policy initiatives. ' "‘i'
The direct ;nputs of the fourth constituency, the community,

“ into the policy-making process are usually channelled through selected ‘Mﬁb

committees, boards, and councils. The most effective community input at

o
w 4

the U of C.is through the appointed mempers of the Board of Governors -
(BOG) who have final authority in many areas of non-academic policy-

making. In the conceptual moddl, these lay governors serve as "ptoxiee"

£ | ' |



for the community constituency
. The administrative structure can have a considerable impact on
the PMS. For purposes of this model, the administrative structure con-

sists of all those in the environment who hold administrative appoint-

ments in the university, gnd.the authdrity relationghips among them.

1his structure is most often represented by the formal organizational

chart which locates each administrator in a hierarchy and relates each

individual/offipe to others in the organization by lines representing

»
. 'authority relationships. and channeie;Pf communication.

This formal structure is basic to the bureaucratic model of

policy—making described in the literature review. ~In that model, indi-

. viduals are assigned formal organizational roles which determine the

nature and gxtent of their participation in the policy—making processes

of the instifution “An administrator becomes involved with a particular

issue: only if the organizatioh has assigned to him/her the responsibility

for that’ area of Operation. 1f 1t is a legitimate issue for a given
individual, the structure then indicates who else should be contacted -
and involved in developing a solution. The other participants'are those

either‘girectly above o below the first individual in the structure.
While recogni{in that this formal administrative structure does
: . ) -

not exist in isolation in organization,-the literature indicated that

ties.- It has, therefore ‘be€n identified as a subset of fﬁtttotal

environment of the PMS. ’ o .2'

.5' Contiguous PMSs exist in the environment in all complex organi-

zations and these are contiguous if they focus on the ‘axpe or closely

Y

¥
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- would be-parellel;'contiguoua'PHSi‘ﬁh'ch‘focue on a common issue.
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related issues or if they have aignificant'pctors or outcomes in'common
with the focal PMS. It is not uncommon for a PMS tp be inicisted by one .
part of the. university, say the BOG, at the same time as the General

Faculties Cowuncil (GFC) congsiders the same issue. In_such a case there

\

»

Another example'would be a case wherepne PMS identifies a problem it is
¢ ) )
nothprepAred or authorized to deal with and passes the issue on to

another part of the organization for resolution. THhis action could

initiate & pew PMS which is contig#ous to the first syatem because of

-

the source of the issue.
. . » .
'Also included in this subset of the environment are- those perma~

nent policywmaking groups which are responsible £ak npecifio types of

R4

-
issues., Thia includes GFC, the'budget committee, ght Appointments,
Promotions, and Dismissals Committee (APDC) of GFC “and many more. It'
, - ¢. . ' \." r

dhould be notés tha !heae more-or-less. permanent g;oups are included in .

N4

this part of the environment and not in- the admini trative structure

It is consistent witn the bureaucratic modnl tha‘-t

ot o

i ded since_they uaually do not have a d}afcg authoi}ty telationahip in S
R » . = .
m'

h'!"\o '3 -~

, the organization That is, they do. nﬁt tlgprt Oqﬂg to one individual
R .
" and they do not have individuals :epow t.o.,ﬁd for. authority. .

A distinction should AIao be‘nade between thesge policy-makin%“ )
‘Y . 8
¥ ®» .
bodies and PMSs as defined in thd”conceptual modei Bodies such as GPC o

’ become involved in more than one PMS and are q‘tmsndnt structures ‘where-

as PMSs are transitory in nsture and focus upon only one issue or a set’
of related issues. ) !

. : > o8 - AT
‘Identifying the°contiguous PMSs is important because of their . . .

&



‘potential in:g,sct on the evplution and outcomes of the focal PMS. In the .~,.
' IR , '

\

v gpp]:iecatio.n of the conceptual hodél, attempts are made to identify and.
- describe contiguous PMSs at each developmental stage of the fotal %’MS
'f

The operating environm‘ent wab term used by Friend et %"(&974) l?%‘

’ v
to deScribe the interactions of all components of the environmen@in *,
’ [ Ll I -:..‘v-'/.v

conducting the day-—td day b‘usiness of the organdzation. In this environ-

.ment,.tge ‘formal roles assigned in the adminic tive ;s':c'ruc'tu_re become
"blnrred througn the inf“luence,of the informal organization,’and the
members of each constituency interact. with others to acco,mpi'ish the

'organization's goaIs.”ﬁ Tp.is 1s the environment where po‘licies_ are ixnp"l’e_~

mented" procedures- are rdevelc)ped and probl*v"are identified; 'iri'short,

@

it encompasses all processes not identified as purt 9of the .PMS. Thi?
@ "

- , 5
envirohment is not sepan,ate from the administrativp&structure and '

constitueﬁcies but overlaps them with a complex,

moe 'D ' P : ) .J.PI» a: -
véomm\mic.ations ‘and - imteractions. S R A N
» L2 " ° ! ’ B N " . -‘_i . Py .

o In the conceptua*i model no é;:tempt is made. to idéntify or
categorize the compo S of the 'operating environment. HoweVer, in the R

collectio‘n pf data' ?r the study °the operating environment wa/)carefully

. examined in an attempt to i&entify events v*h could have an impact on

* the PMS ' e L
: . q v : 4 N
7‘ Determining the boundaxy of the PMS differentiates the system

¥

from its environment.' P The system then contains all 'th‘ose components '

.which have a direct and: significant impsct on its operation and the ‘

-

environment retains those components which Hess d ct (or subtle)
. impact on the system. Thgre is no ﬁoolproof 3 locat g this boun-" - ;

t

dary since the investigstor can neyer know eve‘rything about'the .

. 0 . ~ . .
. . LT [ . < - - -
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4, .
i

organi'zation bein?observed nor can he .develop rules for _inclusion that
&

will apply in al} cases. Nevertheless, a boundary inust be drawn in

‘o;:der to focumhe observer's efforts on particula,r conaponents of the
RN
'e.org iza*on. Kuhn (1975 45) ﬁrovided some guidance in this process

[ C ry -

.

, ° 1
% .~ * .when erved that! ‘
~ g < . . N .
‘ L the boundaries of a ‘system are always set by the observer, not
e by tge nature of the thing ‘being observed, +The nature of the thing .
B observed, however will make certain bo‘thdaries more workable than

0l s )
-4y tners T : e 3 . . -

hd <2

“ : "_ 4 -

<

Th drawing of boundavies, therefore, becomes ,an arbitrary aQt but 1t

~. . ‘ h‘ “ N

mus't be#u}ded','by principles whi' 3

-

) ‘ g\ )r v
£ 5 ang the purpose af the analyais ‘IM. eﬁ‘;&q suggest that the act .,
, \: ' Qi

-

% SN

.- ' restricts the obsﬁ(ver‘ from collecting obs?m dut the environ-

[

I" ‘ '
‘ ment. Howeve.rg, t.his “data col@tion will prgpably originate from an

S C observed excnange between the“synstem and the&n@ko‘mont which will,

&

+

2 'lect both t’he‘nature of the usystem '

)

.
LT s

Y L .
t? e focus the oberver s attenﬁgion on, the imyact/or% of such an exchange.
‘;A‘“} , _‘u*' : “’h ' The boundary of a PH? { not static bu: will, sil‘iffb‘ov‘er/time to
"', | .-" includ,e or’ excil:xde ‘actorss amﬂ. ‘ s as the sy"teur evolves l;or example
’ “& ‘@ ad actor’ In:y e ar:tive and tial in the identific,ation of an issue
’ .,tbut may have no role%in the selection of a pol@ sdutior' The actor
B would therefore be m in one p})ase of the system 8 operation but
= 'excluded .from».another Similarly, “the actors bf a, PMS may wish ‘to
expand or. contract the focus of their ef’forts by adding or‘ deleting
i issues from the system. K ' < ! . '

r““ o K N&§he syssem $ boundary ‘is important not, oniy because it differen— -
tiates between the gyetem and its ‘e‘nvironment but also because of the
interactions across this a!nbit ry line.. Peopl iy |

; ] S N o )
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A
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environment Q the sy’step; . Information is alw“ays subject to filtratton
. ‘ ! - . .

~ interpret th‘e meaning and i

w-

P

N
ﬂ -~ » r“

‘\- ~f ) ’ ’ ' - i)‘.
and iAfd fon,, egsential Eomponents of the’ system, all originate in * -

gy fm% ’ 3. g ’ . L
the environment. The channels through which these components are tranﬁ-v. Y

x " N’

mitted a.re important, particularly when information is flowing from the

o
.

&

. . . o : - ' R . R
and .coding procasses which “reflect, the perceptual biase%f the gperson
\ ” .,

tran'smittigg the 'd*atg. Therefore it is important to identify the

..person(s), often call'e’ ”bonr\}l y- spanners* (Aldrich and Herker, 19.77),..‘ ; r

."! ‘

' throuﬁh whf‘ information is chaxmelled into the system in order to ‘

and . el S
ibed to the information. 4

LN
. 'S

’ /

In memary, it is. : :‘ ' describe the environment in ‘_'-
I

sufficient det%ﬁ to understand ité impact Qg the systﬂbeingﬁthlysed

N
and where possible, its .&p*‘nts should be pategorizgdy according /to ' s

- ‘._ W™y ) -
d"‘# heiﬂ, poten’t.’ial influenqe on the sys@ a\e boundaryﬁmust be detfr- , o

o9 Jv( 5

R T

- tne channels thrgugh which information is transmfwted shoul@dent‘i‘ RN

fied and tbe filtration and c@pcesses examined

PR
¥

mined thr%ughkgagr arralysi.s of ‘the interacticﬁ'.-,between components, taking ‘ ’t'

- R . ~

care to shxift@he boundary' as the system changes through Qime:. Fin'ally oA

- -

ce

' T ~ - g . . -

‘ . .. .»‘. , . ) ) .. ‘ . _,-._. - v . '.

Bcess ) ' " ,h"‘o* C ', . ‘,- ﬁ L e
. el :“ : v ™ - “‘_‘;".:-‘L
© A PMS; in fact any system, has’ two p‘rimary dimensions-——the ST

. temporal and the spatial. The spatial dimension can be analysed by

' sions will be addressed later, the objeq:ive of this section is to

1. -7

identif‘ng the cmpongnts of the system and their. interrﬂ.ationships at,

given points in time. The spatial dimensiop in this context i,mplies not

-

only physical or. geographic space but also "&nceptud or abstracted

" space" (Miller 197&.10).,n The' problems of analysing the spatial dimen— L ..

e

‘1(/
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examine the temporal dimension in the process of policy—making
The process cogasists of a numbexy, of eventg, linked together over

‘time ,'Vith the nature of each being de't_:ermined' by preceding events and
[ ‘w

9
e more d ic {ronment and
‘ ynam % em&ro m an

by outputs from the environ 1
* - the more permeable the boundaes b the system. the greater will be the

influeﬁce of the environment on the events. Some ‘processes, by their

. very nature, are more sensitive to such influences. For exa_mple, a
. » . o - - . S . . F— C. ' o
polfitical proces’s is thought to be more sensitive than‘ a bureaucratic

' A8

’p;ocess to the goals and objectives of interest groups outside tn PMS.

~ oo
These‘ influences c0uld occur at any time during tho process and will 4 f.

-
e . » ..
.t

. LN
";‘reflect the dynamic quality of the énvironmnt the system, and the W

y.f the environment wi.ll tm"

boundary itself The relativ& Lb
g w ' ‘*, e

'L ) degree, determine the predictab‘i,lity of ‘the sequence and tiﬂng of events !
) Toe In addition to regponding £y environmenﬁsal infl‘ences, each event )
. N .
: s
.- wifl be ylaped by thos‘e events preceding it in the system, crepting what
F - ‘could be called: 'causal chain." In gome organizations a conscious, T e
S A “ . . T

) '4- S delib'erate effort will be made to plehé system by specifying at’ ‘an
i ,‘,w ) .
early stége the decision-making process to be used the actors to ‘be

~

e involved and the timing of decisions. In others, th attern may- be

» b
] " established by. each event responding to its ﬁnmediate predecessor rather

‘l ‘
' . than to a predetermined msster plan. The extent to which a. system leans

) :-’"»__' ‘towar.d one or the ‘other end of thi\/contigmum ghould be determined in

A g N * . ’ . '] . . B
o L the syste analysis. co '_ o R /a." ) . !
The analysis should also examine fndividual eVents in an atgempt

. 3 m
- G T
N und&:smd ‘the:lr contributions to the entite proéess. At this l'eve'l g

of analysis, each event is viewed as a snbs ystem of the larger process J

¢
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. :
" or event system. Delineation of these subsystems is somewhat arbitrary

but can be guided by a classification scheme derived from observat!on of

actual cases. The classifica'tions used in this study were developed by

Mintszberg et al. (1976) and were described in Chapter 2.

The Actors =~
. ~'i': - To appreciate *ach participgnt’'s role in the PMS, information

st be collected in a number of :)a_reas. It is necessary to determir;’e

oy

the~basis for and nature o£°the involvement, the actors' perceptig’n.ﬁx'of
“w . . : . r ] ' . ., * -

the issues and possible solutions, the goals and strategies of the

actors, and t%e amount of power or influente of each actor as perceivedW

by himself and others. - Wough muc& of this information is of Q_\sub-ﬂ

: jective nature, inyo]viig- perceptual biases on the part of the actor and R

.Ehe qbserver if'rs essﬂiar‘to an explanation“ of the s.ystem '

tion. jt is not sufficient m&fy f.q document ‘the’ deciiions.

o 3

:_:'4-') ’ ' within the system or - to analyse ‘the infornd;ion available to’ the lﬂctors

--a more accurate unc{u:standing of the pof%y—making process will come.*
from an analysis of the il(%vidual actor.' s perceptions of events.
. L
e , Anal;sis of the attributes of aq,tors should also lead to a
Qi&" ’ v, o

E/twination of the linkagg epong actors 1n the system ‘These link-
J V ages or rela,tionshiw may be a cooseguence of an individual's position

= within tne administrgtive structu:.e, membership in the same eonstituency

_or interest gioup, or simply the propinquity of physical office space« N

. .; K4
e ~Actor-to—sctot linkages are viewed as forming a network ®f power rela—

-

a‘;‘w‘:’mm*‘ e
oo i ionqhips among indi:viﬁa],' s‘. or groups, depending upon the level of

- . :
analysis. Power is defined.as "the ability of various -individuals and ’ ‘ g

N S T e
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v “"’ may be based on’ such tactics as disruption (for exanple, a faculty

7o -
AT S 4

- association or peer group. This power base -uy also be %lated to an

P

giroups in the academic community to, control policy—making processes

. through specifically vested or delegated authority or through influence
‘l. ,"“ ) v -
ﬁv‘. acquired by the mere force of circmtances" (McGrath 1971 187). 'I‘his

ability is the.re lt of that: participant's power over others in the & Nk

'

- 'l . ok
: ¥ .
system. Therefore, rather than viewing power as an attr* of eacﬁ_.‘ g

actor, the focus will be on the pover relations established among

participants or'groups, an approfch supported %Ozier and Thoenig _'* R

e

(1976 :562- 563) ‘ | - . R . N : T @ i
W .. PR

‘ To analyze these relatio hips, one should not,;gaeasure the PR "

resgurces as an accountgty’ ut pake a qualitative-assesspent of N

thj%ions open to the. ‘partners aﬁd ‘% the &ndmics of. tﬂh’ir ‘games. '~

.g, It qually i;idispeﬁsable to focus ofi- the relatichship &s such

and rot on each pa “her 8 "tespe}t’:‘tive power . % ... The nature of S
the relafionship;does nét depend on .the fesourcé’b of each player,
but on the pow,e%which they use in the (sane. .

. s e 2 . ~ & . -L; 1 h
s 'I‘he st hs . of the aqtorrto-actor" power linkages are base#on
' - N’aw “‘ '

several poesible sources of pv&thin thé organization Baldridge
e ¢ ,
(1971..1.54) spe¢ified four power bases in ‘universitieS' _bureaucratic,

‘professional, coercive, and personal. Bureaucratic power depends on the

formal h‘ierarchic-al relationshipsin the organizational ‘environment and

N .
may be based upon an actor's ability to cantrol budgets, faculty appoint—u‘ﬁ;

' men . and promotions, or thetlow of infonnagion. Professional power

y be based upon ‘an actor 8 status and respeét in his/her professional ’

» ] >
- H
/

¢.\
actor s expert knowledge of the ish *ing considered Coercive powe

‘

T strike) irratioqal behaviour, 5nd the use of - propaganda, Reﬁonal . P

T b'ési,ga Kt TR e

power is acquited on the basis of personality and what Baldridge (1971.

4

163) referred to as: "that elusive quality kiown as leadership. .
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. ‘others . T e other important features of the spatial dimension are the

v
C e }

The relationships among actors are an important feature of the .

spatial dimension of th system’ ‘ For a specific event in the PMS, 'this

. network reflects the M in which each actor is involved with all

7

T ;elationshipi amongv issues, and {he linkages between actors and issues

+

h“&_r} 1 A PP’S~is initiated by t;he idQntificatioh bﬁ'a proBlem in t'he

Rt}

. ¢

These features are. adﬁr!’ssed in ths following section
) R T O ®
S @ . ' \
The Issues : L e ;

uwy ! L] ‘ \ '

e, %

""'organizatipw vhich requires a ?olicy solutibx}, Wﬁile évery organi tion

w%;

‘

“e—y
-ﬂnuxww

W

f 4
i

{l
1
8

"-v'.f-_' , B !‘, - g- b w, & . ,f) ‘\

has many such \prcﬁaleﬁs, fdg the purposes of ﬁ\e conceptu'hl model a’
* . '
problemvdo%s'@no.t bed'?x'ne an ti,ssue unless it ia formalfy identified by a

legitimate i ividuai 04: gro‘hp snd one orqnore persons are authongzed
& »

“ d
R .y ot R

to begi% ,Qevel‘bpihg $ p@licy statenent 'J:hese ‘ﬁex‘sons, along vith the

oy
issue an'd whatever infomtion is available from the ehvironment become

the nucleus- of thg syst;em a Just as new actora and infonnation may be
Ly

added to the sys'tem as it develops, the isa‘!t ma.y »'also o?ﬂge, through

decisions of actors either in the PMS or in the enviromﬂent.

n‘x .
l\ A ]

gﬁf'rhe origin of issueg_ can be examined with several questions in
mind. Did the’issue develop in respo'nSe to a pfoblen in the immediate .

organizational environment or from the larger societal or polqﬁ.cal‘
L]

envi(onment?. Has the issue been a component of other :PHSs witﬁ

oi:ganiaation’ If -sc;r_have previous policies constrained the’ ner in

&
-

which .the issues c4an now be addressed? o A~
Issues can also be classified according to the nat ¢ of the’ N

s
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Accordingly, ‘ssues are classified as: (1) opport\’ities,ﬁre the
.9 \ ' : >

.possibility e“s' ts to improve an already secure position; (2) crises,
A Yoy

1Y, JEN v
where intense pressure is be’ing_exerteg on, the organization; and (3)
problems, where the pressure is milder than crises. Am issue may shift

from one category ‘Fo another and actors may perceive the $roblem differ-

' ently from one another. -

In addition to exp].oring the origins of the issues, the inter-

I
Cy ol . -,..n g'r
relationships amonﬁ,j.’asues in both the focal PMS and contiguous systems 4

should be examinede ¥ Such relationships may be based on the interdepen— '

dence of resultant policies in the operating environment For instance,

policies affecting the appointm.nt of ‘personnel are closely i'elated to

Qy of operating funds and, therefore, ,,% i,# #

,conjunction. Another Basis for a'stfﬁng _.,',“,

o policies, &n allo

A should bz cons

relationship may.be s.ldecision taken by ah authorized person or group

“ I"

%that cgtain issues musa be congidered together.‘ Even thoughsthe

. logica_l dependenc‘e of fhe issues may not be agreed upon by actors in
the PMS,'_ the décitipn to add an issue to the system is sufficient to

he

'dictate that»p'_olicies must be developed in unison and, therefore, a

- )
relationship exists. %" -~

4

. Important relatioﬁships m%also exist between 1ssues and act‘s.
Ce%actors may associate themselves closely to an issue if any -
resolution is perceived to affect them directly. If the issu}f is
related to the individual's power, prestige, or "wotlt’ing-'conditions he is
. , lihely to be more_ concerned with the'out.come of‘ the system and make.mnre
efforts ‘to influence -de‘cisions‘.. When eyamining the issues, individuals

s will perceive them from several perspectives and will form differing



Pl

conclusions. The extent of the difference in these cases will be an

important factor in developing an underptanding of a system's operatign.

.
N .
'
.

The Outcomes- oA

The primary outcomes (or outputs) of a PMS are the policy state-

ments developed and authorii wiEhin the system. These policy state-,

ments then become the basis for action directed at resolving a perceived

¥ R
problem in the organlzation The conceptual model does nd&jﬁpclude the

3

process Qf policy implementation and is, therefore ngt concerned with

whether or not the authorized policies are implemented as intended or
: »

whether they resolve the issues initially identified.
» " . . ' N ‘ . )
The model is/%oncerned, though, with the relationships between
“the -outcomes and two"other components of the systemg The first rela-

tfonships'are those between the- outcomes and the issues. Do the out—
»

comes logically relate to the issues prev!gusly identified’ Do actors

oy -q

believe that implementation of the policies will resolve the issues?

 Will implementation of the policies cteate other problemsg in the

¢

environment which will eventually require another PMS fo be initiated?

[Whd

The answers to these questfongxﬂte speculative in nature and 4re based

- .
S < 2

on an interpretation of the data collected from the environment and the
L )
4

~—

perceptions of the actors in-the system.

-

The other set of relationships are between thé outcomes and the

actors. Analysis of the data may demonstrate that/particular outcomes

are related qg the interests of only one'actor or ?ge interest group

. - - j

- On the other hand outcomes may not be linked‘with any particular

‘e
¢

interests in the system or its environment. ' .
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’

The ‘reldtionships among t Micy statements or among inter- .

mediate out comes in each event carmalso be analysed. The analysis
ED should attenpt -"to determine the degree of lﬁgical congistency among
3& outcomes (for examp}e,, are the outcomes complementary or mutually exclu-
sive?) and aiso' the degree to which they are mutdally aependent. In

other words, would the successful implementation of one poliry be p

L 3 dependent upon the adoption or imp].ementati-on'of others? &

y

Schematic Reprcesentation . IR -
of PMS Model"

A number of schematic conventions were adopted and incorporated

into twb basic models, the first of which (Figure 11) giﬂves a simplified
; 9 "

. , A :
representation of thequmajdér actorguin<the svstem and their interrelation-.

K] - -

ships av a single P time. ':;'d'des not ;fossess the dynamic

and. can best be dsed to preser&ipseries of

w L e .
qualities of an actu
"snapshots" of the syste'm‘ as it progreSSES‘from~1ssue jidgn-tification -

‘’

« !

through to authorization of a policy'statement.

’lee model consists of a hiererchy of systens beginning with--'the .

community (or society) in which the university organization exists. ‘

e »

This comm‘unity includes the v‘ahkﬂ b%l#‘ anQ“ expecta):ions' of(-its
‘ citizeu.s, the technology of its industry, the institutionslof its{ SN

. ’ government; and much, ‘much more. The analysis Qttempts to isolate the
. L4 - . .

R significént 'features of this environment which» have an effect on the

a ot A Lo
>< . ; next 1eve1w system--the university organizstion ) S g; _
. ' ) h . ' . L
oo . The university is™ r{presented by the adxniniétrative structure, )

>

/ , the 'contiguous PMSs, and the cons.ti/tuenci_es. quether, these subsystems B
STy, THERG SHS) ATy,

/ M

/ . form the organizatiortal environment of the third level--the focal systen'i '

) . ) . Y . . . ™
. . . : ;
. * . . v

/ - . . —
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Figure.11 A policyﬂ:_;hking aysten: - d

Focus od actors - o
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’

of this study--or the PMS. _ !
‘The boundary of the PMS is represented by a broken line, ‘indica-
ting its permeability, which allows actors, issues, and informatiom to

be exchanged between the system and its environment, These exchanges
. y,
are represented by directional solid lines which indicate the flow of

infomation between the-PMS-and the environment T N

* /

The actors or groups of actors in the sttem are represented by

circles. Their relationships ta the environment are indicated by broken,
lines‘which sarve to identify actors with particular c\onsti&tuencies,

: positions in the administrative stru&tme, or ﬁith cont.igu(ms PMSs ,Any

actor méy be related to morg than one. aSpect of theg, environment and ‘the ;

LY Lol
relationship ‘between actors iﬁ"‘the ﬂgtem arg shown ’s sdi@“‘ lines.

.

erThese I’ines could indicate common perceptions of the issues, similar . - m
S s . o7
‘ interests in the envitontent, or perhaps an*authorit »(eIationship in 5 ',‘ Ve

-~

the administrative structure 'l‘he relationship could aiso be based on \
N IR
significant interactions 156tween the actoré during the courae of the - @
. ' ' \ >
PMS. _ SR ol

5 R

'I'-he second model, shown in Figure 12, ‘focussos on’ the ,process
. ¢

rather than on the actors as: in thafprevious model The proeﬁl‘h- B 4 d

represented by a@eries of . events in which the oufput of each becomes ‘ ’
- Ty ,

the input, to the next. In addition, new issues can be introduced into

> O
PN
the system at any time from the uni\\ﬂ;rsity environment (The PMS and
- 4
the universitx,environment are again separated. hy a broken line.) The,
» et T

w
-comunity (society) is shown as the th\ird/ level of system in the hier- :

archy The model demonstrates how s}:resses or events :l.n the community
- - — SN .""-,"
can result in cnanges in the institution ) ope_r.a,ting enviroment.tlhi‘ch;.j_. L

- z . . s g ~ - AT SO e,
. . e : SN .

Y

S
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s methodology and the eas&ntisl A@;meﬁt.a of the, conbeptuaﬁl uodel Aj: ‘

e

"du‘ring the course of the PMS

.81

- . N ° <

v ..

o ' . : R L - -
’ cdn,’in-»tu_rn, have a q.iﬁect;{eff,ect on the focal PMS. It can also
,‘ ”¥ ; v - !

represent 'a lituptioh vhere community or university conditions result
' o )

in poIicy decisi(ona whtch have an effect on the gystem.

The opposite effect, where a decision of the PHS affects the
, ’ . .
environment, can also be ah_own. Emples of thia occutred 1n the case
¢

«

a contiguous PMS. Such contisuous PMSs are bounded by broken lines in’

the model whereu decinion-mking groupa, such as comitteéa,,are

repre&nte diamonds Circles and squares ptecent ismo and onc-
?

comes,’ %ﬁ:pectively. ¢ 5
P2 y ! o’ y :
- e two models described above are uaed to; supplmnt the

%
marrative deacr!ption of qevem:s in the next two chapcers. The:lr »pv-
'

ticular value will' be :l.n an .encap#ated omnmty of ‘ each event and ‘the

syﬁolic representttion of :he many ﬁ&errelatidnshipa thq‘g'ydeveloped-

¢
. . | { .
PR 9 v
! ' : .. / ' -

Th:l.s chaptetz has pneaented an overview of tlre remrch

Je v

attempt was made to: provide a)n understanding of how the p.roilem wab
¥ 2N
formulated and the- data collection orﬂhni:ed. The conceptual md el

-, . . J- :

provides a framewotk for the na:tt three chapters; vhich deacrib he

l
. contextual setting and the mjor event:l 1n l:he cq,se, present ch

i

detailed analysis of the data, and gumiarize the findins‘ pf ‘/'4‘3 A
' . ., ¥ B ’, . . J\—l—\ :::::::
research. e o S R f, "/; co
: S ol ’ ‘I e Lo/ e j
= . . S0 R
. 4 ‘:-l . . TN ! N v
R o '

e wit_:h the -adop;»geh of an interim policy- stttmnt’ md‘the ‘initiiti'on“at"'_'

¢

'

a



Chapter. 4. ' . _ } ]

INTRODUCTION TO THE CASE
. L] + .
In this chapter an attempt is nfade to meet two major objectives.
First, the environmental conditions prior to the initiation of the

-

policy-making system are described in order to familiarize the reader
with the contextual settiné of the case. The dé;cription begin§ with
the more generalized societal an governmental influences and becomes
increaéingly more speciffc as the }mmediate university environment is .
descrfbed. As well, the environmental stresses which gave rise to the
polgcy;pikiqg system are 1solate% and dealt with. The more significant
of these environméntalpc;nditions are incorporated }ntb the model in’ :
Figure 13.
The second objective is to provide an overview of the six

major events in the case, all of which.haye been classif.<d according
to the Mintzberg (1976) model that was adopted in the conceptual model

~of policy-making systems. These six units then provide the frame-

work for presentation of the detailed data in Chapter 5.
CONTEXTUAL SETTING

As is usually the practice, the research setting deserves a
background, and the following describes the environmental conditions

surrounding the case.

82
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=~ The University of cz};;xy (U of C) is Tocated in Calgaty, a

' iy .
,kﬁm 1

The Community

»

-

he province'of'Alberta. The eity is

v

city of 560,000 p@ulation -

A currently riding the crest of'ah economic and _population boom created

by the exploitation of the oil And gas resources of the region

Despite the population increases of over 25,000 per year in the metro-

Ty

politan area, the total university enrolment has remained static at
about 10,500 full—time students, since 1975. This condition is

explained by a declinin& participation rate of the 18—24-yeat or)

. population cohort. More students are opting for vocational and

technically orientated post-secondary educational prograns or to take
jobs immediately upon high school graduation. . %
Althongh totai student demand nas not increased, there has

been a shiftﬁin demand from the~general arts and science diéciplines»

into the professional areas such as manégement, engineering, nursing, .

and law. This shift® also reflects the concern of students for an .
education that will lead to career oppottnnitiesi |

Tnis static Enrolment situqtion may'also,be a symptom of the
general leck of cohfidence in North Amefican,universities--institutions
whicn have.oeen‘labelied as irrelevant, not in tune with needs of the
community, and largeiy unaccountable in their fiscal operations.” In
addition because Alberta's universities are mainly supported through
public funds they h;ve been grouped with other publicly funded

organizations as a major source of the currently high rate of inflation.

Cy

Ao Al S0P e e
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. The Governmqnt

RES)
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A T TAlbert a—universitfes—co’w“ﬂdef——the jurisd—ic-t—ieﬁof—-the ——— _f

, provincial Department of Advaneed Edﬁ&iﬂ?bn and Manpower Funding is

s
«
- .‘:"_,
R
SF N B
a‘ "' Co -
Y v
. B
-
p
.
2
.
e

determined through an incremental budgeting process wlhiich consists

essentially of the universities submitting an estimate of the upcoming ) :;

i \

year's expenditures followed by a cabinet decision on the level of

./’junding This approach replaced a formula funding method which proved

»

inadequate when annual growth in student enrolment levelled off.

Although current levels of funding for Alberta s universities compare

-

: well with other Canadian universities, there is a general feeling within

tba institutions that, given the buoyant state of the provincial ,

.economy (including a multi-billion dollar "Heritage Savings Trust

Fund"), the government is somewhat'parsimonious with its support. This

feeling, combined with what is perceived as a manpower orientation

-

_of the provincial department has -led to an attitude of suspicion and
distrust 'within some parts of the university, notably within TUCFA

.Thls level of suspicion is increased by public statements such
as that made by Premier Lougheed on October 31, 1979 in which- he

stated:

-

I think the time is coming when [the universities] are going
to have to make a move--and I'm not threatening--or the public
will start to demand that the funders [government] get involved. -y
. . . Global funding will not be acceptable to the public at large v
unless the universities show a higher degree of setting forth
priorities.:
a2
These statements left some university officials with the impression #

thatvpublic actountability might, in the future, be ensured by direct

‘government intervention in the operation of their institutions.

.

"

. e




=y

7

i

‘Another factor which may affect relations with the government

-

L4

- ——ig--a-commonly- held_belief_that_the_universi y of Alberta (U of A)-(loca-

v ted in Edmonton, Alberta’ s cap(tar) enjoys a privileged relationdhip
_with the government because of its history (the oldest of the provin-

~.' cilal universities), its size (the largest), and its proximity to the
government offices. This has led to the conclusion that the U of A

N
. N ‘

has had a much easier time in receiving program approvals and in

obtaining funding for special program initiatives.‘

The foregoing observations are made to ‘point out what the
faculty and administrators. This is manifest through statements such

as "if we don't clean our own house, someone will come in and do it for

. ‘a‘ .

us," or "how dbn the goverhment adopt wage guidelines for the public
service when eXcessive salary increases are given in the oil industry."
If these sentiments are felt strongly enough by those in key positions

they become a strong motivating force in policy-making processes..

The University

N The constituencfes within the university environment were
R

identified in the conceptuaI model as faculty, administrators, student!l

and governors (rep%"enting -the community) Within the model it was

.

assumed that actons inuthe policy—making system may feel some ‘allegiance

influenced by this relationship. ' &g .

Administrators constituency,‘ This constituency includes deans

and department heads who are directly responsible for academic units,

researcher believes to be a form of 'g;ege mentality" of many university -

.
PO TR v VSR
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as well as those often identified as the "central administration.”

' The administrators have a common interest in the smooth, trouble-free

"_.

L

sz;ation'of the institution. Collectively and,individhally. they

¢.sdnage the resource allocation process'and the academic peraonnel- i

system, both of which: hani considerable relevance to the substance of

the case. It,seemsvreasonaqle to assume that many in this group would

have a coqmon concern for maintaining or expanding their power in the

policy-making systems of the university. The adminisci:tors constitu-

ency has approximately ‘110 members, 50 in central administration and

‘ 4

the remainder in the faculties and departments.

[ ]

Faculty constituengf; At the beginning of the case (19

), the

number of full-time equivalent faculty was 1385, an increase from a

‘total of 1123 im 1973 (Appendix B), or approximételf 23 per cent:

‘compares with an increase of 15 per cent in the, number of full-~ time

This

Y

Vstudents The increase in the number of faculty from 1977 to 1978 wasl

S

actually decreased slightly. These statistics: support two observ

e

first,. that the student demand had reached a static position and

second that the-creation of new faculty positions had continued

L

~8 ‘r N

some 47 full—time positions whils the number of full time stndents

%%;ons:

o

L]

.

despite the slowtng of enrolment increase. This apparent discrepancy

can be explained partially by the shifting internal enrolment patterns

referred to .earlier (that is, increased demand in professiona{?programs),

o

kg

however, there were instances where the'number of faCUlty positions

4

' #
increased in programs experienc1ng an absolute decline&in,enrolment

Another important characteristic of the total facult’ is it§3

5]

3/0 ‘
»
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age structure (Appendix B, p. 12). ,In comparison with gthe U of A, the

»

Calgazy.ina%i;ution is shown to have a much larger pe;gsgiage_meige

faCulty tn the younger aga. .groupings. The implication of this age

)

profile is that, over the next few years. very few faculty pothions

Q will become vacant through retirement or death, consequently restric-

. ting the possibilities of renewal of the faculty through gradual
replacemedt. This age profile is, of course, a consequence of the wvery
rapid expansion of the university during the 1960s, when a great many

recent graduates were recruited to the academic staff. As this group

* ) .
matureé with the institution, they also move together through the

. academic ranks, analagous to a “population. bubble.” This bubble is

currently in*the éeedciate-professor rank and is beginning to pressure

the top of the associate range which has traditionally been the majqr

barrier to continuous advancement. Since there dis currently no "ceil-

ing" on the full professors' salaries, &8 more facu1t§ get promoted beyond

-

_associate, the university faces a continually increasing salary over-

head on ‘the, other hand, as more faculty members have theif career

progress arrested at the ceiling of the associate rank, the greater will

be che demoralizing effect on the faculty as a whole.

i

The {nterests of che faculty are represented }r many arenas by’
TUCFA their facuIty association.* The U of C has a long-standing
traditiqn of collective bargaining, thus, TUCFA is very active in all
policy areas which affect the salaries and working conditions of the
faculty body. Members of the TUCFA executive hold ex officlo appdint-

ments to many of the committees and councils of the university and are

*For explanation of abbreviations, see page 8, Chapter 1.

>
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N
represented on faculty promotions committees at the departmental,

»

faculty, and instit dtional levels. e o ’ o R

Student body constituency.  Students-are represented on most of

rhe pﬁgmaneng committees and councils of the university. This represen- =
tation is normally provided-through the under&raQuate‘SRC.and the .
graduate GSA. This involvement in university governance was not the
result of a hard-fought. struggle with the administration but ‘rather was
accomplished with little fanfare during.the late 1960s. The stndents
are regplar'congxibutors to the various decision-making groups,

although recently there has been some difficulty in recruiting a

sufficient number to fill all available positions N

Community constituency. The commuﬁity is rﬁiresented in

university governance through individuals appointed by the government
to positions on the BOG and the senate. Since the senate has little

input into policy-making, pérticularly in the substantive area of this
. %

case, the lay members of the BOG alone represent the community. The

board is made up of 19 individuals, of whom 10 are appointed from the

community. Community appointments are intended to reflect a cross-

section of community interests, including business, labour, and the

professions. The board has a broad range of powers relating primarily

to financial policies and operation of the institution.

Administrative structure. The administrative structure of the

v

university is an important component of the PMS model because it is

fram here that many ‘actors are assigned their formal roles in the




orgggﬁzation. "The U of, C structure is shown in Figpre 14. The key
—~~:!E§n£s:rater responsible for-academic personnel-is the VP(A) who is - ... ...
also considered fhe.senior VP in the structure. The incumbent in tﬁis

office, P. Krueger, was currently‘serving his second five-year term,

y 1 .
having previously held appointments as department head and vice~dean
Y o .

-

auring some twenty years with the institution.  The VP(A) is assisted by
an AVP responsible for the ope;ational aspects of the gcademic personnel

function. The VP(A) also has available the services of a well-estab-

lished office of institutional research (OIR) which can p}évide statis-
l .

tical data and analysis capabilities on a wide range of ipstitutiong}

policy 1issues. *
1]

The academic component of the organization (as opposed to the s
: ‘ . A . g ¥
service component) is8 structured around faculties and departments. The Y

‘ adminisgrative heads of faculties are the deans, who may havehaéﬁgﬁiage
. o? assistant deans and department heads reporting to them. Most of these
appoinﬁments are for limited terms o} up to five years which may be
rene;ed with the agreement of the encumbent and the president, who
receives advice from an” advisory selecfion coﬁﬁittee. Within th%s{struc-
* kS

ture, the deans have the formal.responsibility and authority for fhe

appoiﬁtment, préﬁotion, and dismissal of academic staff.

’» .

Operating environment. This includes aspects of the university's

operation'yhich will have some impact on the focal policy-making system.

Several of its more critical features are.iden;ified here, the first of
whicih is the financial operation of the institution, TheAgeneral .
* impression is one of increasing financial restraint throughout;the

~ _ - %
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university. Cimpared with thie days of growth and expansfbon, current 3

‘budgetg'aro_hudh tighter and:xsptricglve in the hiring of new staff or ’

: i
¢ s

v RV ) . -
- n .
. . [ e 92 . s ° :
. eyt “ . “y e . .

. g 3

R i

: { -
the development of new ﬁiogtans. Several cost-saving measures, such as
. /v . "
reduction of physical plant maintenance, have been undertaken recently; o L0

hnowever, no steps have belin taken to reduce the expengditure on academic S

il

programs through reduct;on of codtinuing academic staff. In other words,
cost reduction measurez have bgen 1mplg:ented in some of the fringe
operaiions bui not in the central téaching and research fuhcﬁionl; thus e
reflecting the typical’patt;rn of 'belt tightening" in organizations

under étress. As wil; be demonstrated later,'there nppeggs to be no
consensus on the degrveekof financial hardship b’g' experienced by the

university. Generally, the administration seems to be convinced of its

» .

.
severity whereas the faculty does nog:accept this description, particu-

larly in the context of a buoyant local economy and a government with a »

large annual budget surplus. o ' ‘\\

The second important featur‘ of the operating environment is: the
éppqintmen;,p:o&eés of new faculty members. Two 1mportiﬁt paints should
-be made about the appointment system in operation before the case began.

First, there was no mechanism for the reallocation of position?p£50m~
p * {"\ . . )
one academic unit to another. - Once a position had been created it

appeared to'belong tq, a department in perpetuity, a situation reflecting

the period of rapid institutional growth. S8econd, there was the opera-
tion of the !'80/20 rule." This policy (Appendix_C) was adopted

'by the BOG as a means bf resisting the tendency toward an increased

v o

ratio of tenured to untenured faculty. It was reasoned that a large - ' 1
\ . ° oo

-

percentage of tenured faculty would reduce the flexibility of
: /

N\
\

B
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‘.« the adniion in coping wich a dccllntnruuden_" ’

“im
- -

Presumably, if {acultVQVQre not tenured they would be cnutor to di-agos

. o

i

fdr reasgns pf financial exigency, Thorc{ore. tha udulni-;xation vas
» v

1n-tructed to nain:utn a ratto of 80/20 between "nunure track" appoin-

- L4 .

' tees and "linited tern” nppolntees. In opera;ion. this meant that if a

depaftunnt hbad a large number of tenure-track faculty them all new or

]

replacement ;ppointeen would have to be offered limited term éontracts

(usually from one to three yeaxs). To naﬁh\thii situstion more pala-
Q.

table to new fnculty. ora aaauranq;s were given by administrators that

all time spent on a limicQd cerm appoincp-nt would be credited to the

probationary petiod.nhoul a temure—trnék or “"fndcial tgrn"'lPPdtntment

subsequently be offered.

A

that only one limited
that is, a secgnd qontrutt‘quat~be égz;aq,iﬁitial terw, leadigg to
consideration for tenure. TUCFA was opposed to the 80720 rule, afguing
that ;g was as .easy to 3et‘tid of a faculty ménser on an initial term
appointment as on a limited terw appointment and, cherefore.'the

"

procedure served no purpose.

While the’ B0/20 rule relates to the teruinacion of appointments

. when enrolments declind or a program is cancelled, there 13 alsqpchew.

problem of "Jismissal for cause,".such as 1ncom¢etemce. noral tugpitude,
P

‘or dereliction of dutles.‘ The operating procedures of the 1nst1tution

specigy the grounds for such dismissal but aré sonewhut hazy on how a

v

case may be made for dismissal. In fact, no facultg‘yenber has ever’

been dismissed under these prucedures, thus convincing some administra-

tors that the prpcedures are inadequate and should in some way be

Iﬁ'uddiciéa, 1t was generslly acknowledgedw".ﬁ

ern appointment would be offered to an individual,

&
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organizatioh‘which beésme involved in the policy-making systems.

According to the definitions adopted for this study, these permanent
< .

councils or committees are not, in themselves, policy-making systems

~

but they are signiticant components in virtually all systems that
dgvelop; ‘
The university operates under a bicame}al governance system
wifh the GFC having jurisdiction over acadefdc matters and the BOG
having responsibility for financial matters (Figure 15). Each of these
bodies also has a number of committees }hat accept responsibility for
specific areas of policy and/or operationsf In addition, there are
committées suchlas“the‘Dea;;' Council (DL) and the General Promqtions
Committee (GPC) which are advisory to' the president. Following is a
brief examination of the roles played by each group in related policy-
making systems which preceded the case underustudy. ’ %
. 1. Revisions to_the Handbook for Faculty. This process had
been active for a number of years with the major‘résggﬁiigility being
undertaken by the Appointment, Promotions, and Dismissals Committee

(APDC) of GFC, and seemed notable for ifs singular lack of progress,

" mainly due to the inability o?_the organization to allocate and agree

vupon areas of responsibility. The three competiry interest groups have

been the BOG, which sees policies in this area as management pferoga-

' tives; TUCFA, whicﬁ)views such matters as legitimate items for collec-

tive bargaining; and GFC, which views them as academic.concerns and,
therefore, under 1its jurisdiction. Consequently, each proposal for
change could be challenged and rejected by any of the three groups.

2, Establishing a salary ceiling on the full professor rank.
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B

Although this may not have been acknowledged or recognized as an issue,
it appearqn to be the focus of attention for‘the CéC.’ Recommendations
were made to restrict the number of merit increments within the full
professor rank and tortesttictrtne ;iéé‘of increnente tnrongh“thermw
adoption of a "Career Progreselndjnstment" at a .00 level. These moves

met with opposition from TUCFA and had not been established as

policy.
I

3. Developnent'of'a'collective_gergeining proceédure. Although -
this issue may not have had directqbearing onh the case, it does demon-
strate the nature of the interaction'oetween the BOG and administrators
on one nand and TUCFA on theé other. This became an iSSue when legisle-
tive changes adopted by the Alberta government removed universities
-~ from anyiprescribed collective bargaining process and instead directed
that it must be determined within the institutionst lhe BOG s businese
and finance committee and the.negotiating‘conmittee of TUCFA then
conducted negotiations resulting in an agreed-upon prodese through
which annual collective agreements could be negotiated. lhe franework
for such negotiations still remains somewhat open to internfetation |

since there is no provincial policy that specifies which items are open

to negotiation. : - ) ' A .
MAJOR EVENTS IN THE CASE °

To facilitate analysis of the policy—making system, it was
considered essential to adopt some ‘means of reducing the process to a
number of discrete parts. ‘The classification system adopted was that

developed by Mintzberg and his associates (1976) and described in some



.

‘detaid in'the literature review.. The path taken by the process,

s

shown-in Figure 16, illustrates the "looping'" of the process_

'which according to Mintzberg, is typical of stravegic decision-maki

Choosing to employ a classification system introduces a degree
of artificiality to the analysis since no such system can exactly fit
‘the wbserved elements of the case. . In several instances it will be )
pointed'out that the demarcation line between events is not clear but

nthat the boundary'has been arbitrarily drawn.

Dividing the process into a number of events is, f; fact,-a
process of system ahalysis -in itself Each of the identified events
becomes a subsystem of the larger policy—making system. Each sub- |
system possesses the characteristics of general systems and, in this
study, is analysed under thevsame headings adopted for the primary .
policy-making System-—environment process, actors, issues, and out-~ -

comes. While a detailed analysis will be undertaken.in the next

chapter, below is an overvieW'intended to proyide some understanding

~
T

.
. . Lot ;o
% ,

™

of the complete process.

Event 1: Problem Recognition : . .
. and Diagnosis . : /

The case began in December of 1977 when VP(A) Krueger presented
~ a problem to U of C/Eresident Cochrane. Krueger described the situation :

as a resource reallocation problem resulting from increased pressure on:-

the budget for academic salaries at a time when government grants were

barely keeping bate with the rise in inflation. ”The.problem had

-

already been explored in some depth with the 3531stance of the office

of inStitutional,research;which had prov}ded statistical evidence of

3
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J .
‘f policy issue and advised Krueger to develop a policy With the assis-..

" 100

.;ﬂj | !

the problem. President Cochrane accepted the problem as a legitimate

tance ‘of the DC which acts in' an advisory capacity to the president.

This,event'ma?ied the initiation of a policy making system as defined
in the coficeptual model. A problem was identified in the operating -
environment, given status as an issue, and a procedure was then deter-‘

. L4
mined for arriving at a policy statement.

Event 2: First Develqpi ‘ : 'y

ment Phase , ' <

" 1In February; 1978, the VP(A)‘pres%nted to the D8{3~recommended

policy statement for their consideration. This policy statement

-c0ntained_some very .specific proposals for limiting the total aumber

) * A

of faculty eppointments;'for‘establishing a "freeze" on the appoint-

ment of new, tenurable feculty, and fot reallocating positions through
centralization of all yacencies. These proposals met yith considerable ﬁ_
resistence in thé DC and,‘following debate, a sub-committee was
appointed_to report back witn quthér reconmendations.. Thevteport of

the sub-committee-—a significant modification of thé'original proposel

--was’ subsequently adopted and a formal policy statement was issued.

[y

Implementation of the policy was to begin immediately. - '. ' .

I

Event 3: The Major Interrupt

Within days of the decision of the DC, the TUCFA president

‘W. Zwirner,\challenged on the basis of the Universities Act, the ° v

Al

pauthority of the DC to adopt policy relating to the appointment of

academie,staff. The challenge was delivered directly to the DC and



P
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menttby the VP(A) and the DC, and the inclusion of a time limit during

which the provisions of the policy would’ be in: effect. These modifica—

tions satisfied Zwirner andwhe agreed to withdraw his motion from the

[l

GFC agenda and replace it with another. The new-motion called for ‘the
lsappointment of an ad hoc committee which wduld have faculty, student,

-and administrative representatives and which would recommend poiicy to

»

GFC on the broad issue ofJfaculty appointments.

Event 4: Second Diagnosis
. and Development Phase

During April, 1978, the striking committee of GFC appointed the

. ad hocvcommittee on appointments policy under the chairmanship/of

T
RN
i

'-v

Krueger. The committee was composed of several key actors from the

pilf?ding events, including Zwirner and two deans who served on the DC

sub-com!ﬁttee, plus a number of- actors new to the policy—making system.

The co‘.ittee Jit briefly during the " spring, recessed for the summer,

ings in the fall session of 1978. Since the meetings

iod-were held in‘camera, the university community’

-

was.not'dug atheir recommendations until a formal report was

executive decided to circulate the. report to all academic departments

"ﬂ‘ ﬁ;

o
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for comment before forwarding it to GFC., During this period a great
many departmental and faculty meetings were held to consider the

effects of the policy proposals and to draft responses to GFC. The

members.

GFC executive received, compiled, and’distributed all responses to
members of the GFC. The responses were many and varied, reflecting
the concerns of both individual faculty members and academic units

who would be affected by the recommendations.

L]

Event 6: Choice and )
Authorization

Although in the Mintzberg model there is a separation between
choice and authorization, in this case the two activities were so
intertwined that it was decided they should be treated as one event,

with the GFC and the.éOG having the major roles. GFC considered all

" recommendations of the committee And" in the case of those which were

"academic," gave the final authorization for the policy statements.

Whe&itecommendations fell under the jurisdiction of the. BOG GFC

»

. ‘passed them on only after cbnsideration and endorsemenﬁ by its own

N
3 K f \

During this final event, many of the Krueger committee recommen-

. dations were authorized with only'minor modifications. The exceptions

were: (1) one-recommendation rejecte&'outright; (2) one rejected after.

study by another ad hoc committee; and (3) two referred for decision
and appropriate actidﬁ; Thquystem yas essentially terminated in

October, 1979.



Chapter 5
e =+ - -~ ANALYSTS OF THE CASE "~

In this chapter the descriptive data coilected about each event

in the policy-making system (PMS) are presented. Wherever possible, the

events of the case will be related to the conceptual model of PMS's

. h ‘ '
to provide an interpretation or explanation of specific incidents.
EVENT 1: PROBLEM RECOGNITION AND DIAGNOSIS.

: P
The data describing the first event are organized under the
headings of environment, process, actors, issues, and outcomes in

accordance with the conceptual model developed and described earlier

L Y . .

in Chapter 3.

Environment

The initial environment for this event was.describgd in the
. R ;

previous chapter as "The Contextual Setting of the Case."': During the
course of the event the environment did not vary significantly; however,
leading up to the event the intensity of the prohlem definitely

increased, in the perception of Krueger, the key. actor. The strain on

the institution 8 budget Hecame greater and the number of new faculty

. Q

appointments continued unabated (Appendix B). The vice-president could
recall no single incident which prompted him to take the problem to the
president, rather he perceived the situation to be/worsening and that

Pl

some action should be taken as soon as possible. The\timing'ofihis

40
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.
! .

s

. approach to the presidenf may have been related to the budget prepara-

%

tion cycle which is at its.height during November, December, and

January.

The environmental stress that provoked action in this case

does not appear to fall at either end of Mintzberg's opportunity-crises

D

continuum; rather, it could be viewed as a 'problem decision" wﬁich
Mintzberé et al. (197&:251)’éefined as "evoked by milder pressures than
crises.” There is no doub;,‘howevér, th#t the environmental stress
originated primarily from outside the institution itéelf. The shift in
student demand combined with rather étringenf financial conliyaints

- .

imposed by tHé éggernment created a situation where the policies and

‘ |
procedures developed during a period of expansion were no longer

adequate. .
: The environmentég’stress provoked a response in the organl‘a—

-

tional system at a point that was both understandable and predictable.

" .

The VP(A):was the most senior administrator with direct respansibility
for acadgmic staffing and also had a major involvement’in the institue
tion's bﬁdggcing prbcess. The Office of Institutional Research played
a significant roke ggkproviding a major channel through which informa-
tigp flowed to the VP(A). OIR reﬁains data on student.demaﬁdvboth at
U.;f C and across thg_cgptinent, in addifion to héving a sign;figant

' role in the university's ;nternag resource allocation process.

Krueger undaoubtedly made use of these data in identifying and diagno-

~

\
sing the problem.

| : 5
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W

Proeess _

. Within this event the process, as represented in Figure 17, was

relatively simple Krueger recognized a problem, did a preliminary

diagnosis with the assistance of OIR, and took the problem to hf§

immediate{Superior in the hierarchy. The president then gave official
) \

recognition to the problem and advised (or directed) the VP(A) to

e

develop a polic%“for presentation to the DC

This proceds followed, closely the bureaucratic organizational
modgl, in that the lines of authority dictated the communications
process and the actors took ection on the authority of their offices.
Wirhin the pure bureaucratic'model, however, Cochrane coold have
determined the policy;:;nceAheroas the senior line officer respomsible
fo£~appointments. The decision to involve DC was an expres&ion of the

" "democratization" of Weber's ideal type--a modification common in

universities and many other types of organizationms. .

Actors 4 s
The key actors at this étage were Krueger, Cochrane, and (most

A

klikely) Sheehan director of OIR All were involved because of their
k"

'administrative responsibilities in the institution (Figure 18) and at

this point were involved only part time in this particular issue.

Issoes

At this stage there was ; fairly uniform definition of the
issue. Kreuger took the mejorlresponeibili;yifor officially defining
the issue as a problem of static or decreasing revénue at a time when

internal shifts of faculty resources were required This reSulted in

~/
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a lack of t‘lexibilit& in the sygtem and s severe restriction x the »

.
. i

capability of ’\e administration to menage in a "steody state.

Evidence 'the problem \us available in evolmt and faculty appoint- "

e

_declining enrolment and restricted revenue was compounded by ii§_he

' during a pexiod of rapid growth, to function during a period of steady

ment stntistics. Por instsnee for the ye% 1976. 1977, and 1978, ' —

y

‘although tt'\e number of students had dmreased.g’@haber of courses +.

offered, and the number of staff had:incressed. mi.‘fr”"problen of

« . &

~‘ 2.

.insbility of the administration to exercise control over appointments.

-y

Krueger pointed out that because the system was 80 decentrslize‘d:’

P

s

R ontrol could not be exercised on either the total number of poﬁiti?

or the intemal allocation of positions. ' .

‘' % The, problem or issue could be viewed from at least two ‘upee‘
' &
tives.: The 1srger, societal view swn institution mder ptesshre v
/ o C
r-esulting from a shift in student enrolment preferences m a restric-

tion in govemment fundi‘ng ~n the institutional level however, the

issue could be viewed as . the inability of a llsnagement systen, fashioned

we o,

,,5,},-
. o

" state. ' : ’ . )
Outcomes "~
. : : i < .
" The major outcomes were authorizltion to proceed given by th(
nlm ) As“‘

....... e - e

R president and the pteparatipn by Krueget of a propoaed policy statement.

Y
The direction the policy—msking was o take was "also established. DC

X

- Wes to be consulted but presumably. since DC is sdvisory to the

4

president and camiot establish policy, the ptesident ccmld exercise his

k4

policy-—ﬂing prerogative once recomendatiom’cne forward frona DC..
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o

It is“poseible thaE the president would then recommend to the BOG who
Y
would give final authorization.

The view of Krueger was that this policy issue fell within the

jurisdiction of the BOG, rather than GFC, although he recognized that

y
\

the "delicate relationship between BOG and GFC dictates that the board
cannot take unilateral action, except in certain critical fiscal

matters' (Krueger, December, 1979:personal communication).*
EVENT 2: FIRST DEVELOPMENT PHASE

During this event, the process moved from the recognition of the
issue to the consideration of alternative policy solutions. In keeping
with the conceptual model, the data are presented under the headings of

environment, process, ac}ors, issues, and outcomes.
¢

Environment

.The total environment of the system remained essentially
>unchanged between events 1 and 2; however, because actors werenadded
”po the éyéfen, certain componenté of the environment took on greater
~significance. Specifically;'the day-to-day operating environment of

the deans (as ‘shown.in Figure 19),. became an important consideration.
The deans deal directly with appointments promotions, and disnissals
and doAnot necessarily take the broader, instifntion—wide view of the

VP(A) and- the president The operating environment in the past had

" made the deans key figures in the decision-making process and had

4 e
*All "personal communication notes refer to tape-recorded
interviews, hereinafter called 'p.c.”

.
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charged them withvthe task of "quality controlr“ Deans are the admini-
strators who "take the flack" when a new policy is introduced, and,
"conseqnently, are very concerned with: changes affecting the rank—and—
file faculty members. ' _ ’

The*DC at times appears'to serve as a”vehicle for interest
articulation for the administrators':constituency.x Sinoe the council
is advisory to the,president,'there'is the possibility,of.influencingu
pdliqy at the highest level of. the central administraéion. Therefore,
when common coneerns exist among the deans they might be expeoted to
Join forces at DC in order to present a united front to the president
or vice-president On the other hand, the deans are alsé involVed_in
a very competitive relationship which'manifests itself each Year in a
“fierce competition for a.finitefresourcefpool. Becadse resoorces{are

finite, the expansion of any one unit can only happen at the expense

of other units. The deans, as spokespersons for their academic units,

see it as their duty to protect and defend their col%eagues and

programs. The issue identified in the initial eventgcould have signi-
ficant impact on the competitive'advantages of thein;facnlties and,
therefore, they wonld be very sensitive to'any recommendations-

No doubt their sensitivities were already sharpened by two
previous decisiomns affecting their operating enviroﬂment .The 80/20
rule, described earlier, placed a’severe tfstriction on the type of *

contract the deans were able to offer new faculty members, and the

‘tecent decision of the GPC to limit erit'increments to full professors

’

F R

_ could- produce negative reactions from the.senior members ofpfaculty«

and TUCFA.
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P

. The\issue was introduced formally to DC on February 6, 1978

when Krueger presented a documenx entitled "Proposed Academic Person-

nel Policy . This proposal.outlined the reasons why new policies

were required (financial restrictions and internal shift of enrolment)

7.

and made several recommendations for policy changes. The report rec-

ommended:

'
i

1. A restriction be placed on:the.foﬁal number of tenurable/

‘tenured positions.

2. Tneacreation of'ak"central'poo'V'of'vacant positions from R
which positions could be'reallocated- The pool wguld be

administered.by the VP with advice from the Budget

AT,

o

Committee. o B »
i o ‘ S T : '
’ " 3. That "limited term appointeegﬂ whose ‘terms had expired

be offered only another.limitedAterm appointment (rather
. / . ,' B
than a tenure-track appointment)

4. That no further tenurable app01ntments be made (presumably

“within the 80/20 guideline). .

5. Exceptions to bevtaken to the BOG's‘Personnel Relations
; . . [
S0 _ Committee _ . /-

. * e
w K L

. ‘I'The broposed policy was debated at some length with very

serious concerns being expressed by individual deans. At the end of

the discuss1on it was determined tnat a sub—committee of DC would take

an“in—depth 1ook'at the proposal and report back‘to DC‘ht its next ’
meetiné.
The sub-committee reported back to the full council on February

n ot
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~ the policy’be-implemented foronlj one year. This revised proposal'was

\ 113

20, 1978 with a revised'proposal. This new proposal drastically

"watered down'" Krueger's original.recommendations. No mention was made

U S e e e e W e e .A__.‘,Av.*‘, 2 e
of limiting,the total number of , faculty positions or of creating a

central pool of vacancies. The revised proposal accepted the restric¢

tion on new .appointments in the tenure stream but centralized authority

J"

for‘monitoringuappointments.to the DC itself. tlt also recommended that

L]
4

adopted by DC which advised the president:of its intention to operate

under the new policies.

1 i .
During this event the process conformed more closely to the

-

'political'than to-“the bureaucratic model of governance; Conflict was

evident between the central administration and the deans who represented

the more decentralized interests. ™ The deans appeared to have exercised’
considerable power .in order to achieve'the moderation of the VP(A)'s'
proposal The process was representative of many decision processes

in- universities in’ that the issue was referred to a sub- committee who
. . N ' . & ‘ B
came up with a compromise which satisfied the conflicting'interests.

-

Krueger also,demonstrated a particular approach to problem
> : T

solv1ng or policy—making He'presented the council uith both the

'problem and the solution and asked for their comments and presumably

their”endorsement;‘ Alternatively; he could haVe presented his version«

of the problem and had the council ‘come up with a preferred solution

In this 1nstance, although the deans found no quarrel with the defini—
tion of the issue,,there;was little support for the.proposed_solut}on &)
and a conpromise was struck. |

“The actions of the deans in this'case’mightialso be explained

s -
R
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~

by reference to the model of. incremental policy—making Perhaps they

found Krueger's- propesals to.-be. too gréat Aa. departure from the status

quofand,on'that basis proposed arguments against the suggested changes.

Actors

| Krueger continued. to be the key actor in.the process (Fiﬁure
20). He not only brought forward the initial proposal but he chaired
the sub committee and the second meeting of DC ) The president s
involvement may- have changed since it was prior to the second meeting

that he- indicated his intention to resign from his position with the

.universitysh It is quite possible that he had begun to withdraw from o

: sensitive policy issues, preferring to delegate his" responsibility to.

: dent s departure.
*

'_faculty members..

B and L E. HcLeod dean of. mediciner " LT

the VP(A) who. would have to live with the’ decisions after the presi-

The new actors weré of course, the members of DC. Ofithese, o
three took particularly active roles through the sub-committee. These

were J Hyne, dean of graduate studies, J. Woods, dean of humanities,

9

o -

Issues , ' S v - . | S o

Discussions of both the initial and revised proposals illumina—«

ted several issues which were the concern of one or more deans. These
discussions were recalled by two of the deans present (Woods and

/

Chapman) and the issues raised are paraphrased below.

Threat to faculty morale. The" freezing of tenurable appointments ;i

might have a demoralizing effect on many - of the younger, host promising
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. ,'-Deans”‘ o
\ Council )~

'~ Figure 20 Event 2: Focus.on actors:
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'Reduction of'the dean's authority. This action was seen as a -

possible consequence of the centralizing recommen tions and could

" create « difficulties in recruiting new academic admin idgators.ﬂm

| A

" The problem of incompetent tenured facu ty. This was not
: /
addressed by the proposals._ The proposal was seen as attacking theff /\:;i

’most-vulnerable of the faculty -(those on limited terms) while ignoring
~the real problem of incompetents on. permanent appointment. 'It was
' *

suggested that a sizable number ‘of the.latter should be retired from

" the institution, ‘} : o i o BT}

Support staff These personnel shouldaﬁe subject to the same n

stringent level of position control, or, Af the academic units were to/

have their budgets restricted the non-academic service units should also

\.
'

be forced to cut back

The threat of government"intervention. ThiS‘threat to the'
: .
-8 internal affairs of the university was raised by pointing out the
: ol

‘situation that has developed on several Unites States campuses.

, The faculty age-profile. This was suggested as’'a problem that

o anyurevised policy shOuld recognize.* It was pointed out;that the only _'
jway to counter an aging faculty.is to continue to recruit ypunger,

energetic faculty members

Operational problems. ‘Problems’were/foreseen"if the revised:‘

policy slowed down the process of appointments.

' A jurisdictional problem. This was a potential problem if the

" BOG's Perspnnel Relations Committee got’ involved as the final arbiter,
as was recommended in the initial proposal. ,It was apparently felt
that the administration (as- opposed to the‘governors)ishould manage the

©

L



. tion and'diagnosis of the problem;vghere vas‘definite concern -about -

appointments procéss.

e The -reaction of TUGFA7;~This~wasmrai§ed as-awéotentiai-issué.
The view was'expréssed 1hat~TUCFA might feel its members pfeseﬁtly On.}
limited ﬁerm appointments had been given e#pectations of 1nit;;l ;erﬁ
appoinfments which could not be offeredApndgr.the proposed policy. In
order to pfsﬁect the ihterests.of-tﬁese f;cﬁlty members, TUCﬁi could

: S .

raise opposition to the proposedlpolicy.

In general, there appgared to Bgya gbod‘deal of negative

K3 kY

"reéponsé to the initial proposal by ;he,VP(A), resulting in a postpone-

ment of a decision and, finally, the adoption of a more moderate policy
statement.. The,iSShés‘raiééd by the deans pointed out many-of'tﬁe
problems they anticipsited in the implementation of a new policy. They

also suggested other areas, such as tenured fQCuity and support staff,

where more. flexibility could be found in'the“system}

Outcomes , N
v . . :%Z . " . - .

~Thé majbr outcome.frém_this event was the policy statement

contained in a memo dated February 24, 1978 from Krueger to members of
' ' - . . L J .

DC (Appendik'D). This stateﬁent,was issued as-official poliéy inteqded

ority of Krueger, thg acting

’

for immediate implementation under the auth

president.

Secondéry outcomes of this phase were the issues identified by

DC. These-issues degonstrated the conéern the deéns had for implemen-

tation and, perhaps, their concern not ‘to "rock the boat.'" - While

_ there”did'not’éppear to be évdireCt‘challenge to Krueger's identifica-

o ‘\
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3whether he had proposed the best method for dealing with it. In
particular, the deans vere concerned about increased j.gtralization,

the threat to faculty morale of implementing an ap;k‘ptm‘nt freeze, .
the protection of incompetents provided by‘tenureu and‘%he‘potential

LU

reaction of TUCFA to a perceived threat to fts members.

EVENT 3: THE MAJOR INTERRUPT

Until this point in theﬁprocess, the boundary of ‘the policy-
mahing system"was somewhat‘impermeable " This was possible in the first
event because of the small number of actors involved and in the second
event because the deliberations of DC are held in private and minutes‘
of the meetings are considered confidential However, release of the‘:
official policy statement opened the system and informed the environment
of the outcome of the policy—making process.y In arriving at the policy
statement, the only constituency involved had been ‘the administration,

however, now the faCulty constituency became aware of the outcome and

their reaction was swift and decisive;

" Environment o

| The pre51dent of TUCFA, W Zwirner acted.bn behalt of‘all .
faculty but with particular concern for the interests of.sgme sixty
:_members who were on limited term appointments and would be refused
i‘tenurable appointments under the new policy. TUCFA was also apparently
concerned with the _process through which the policy was determined

_ The process ‘was seen as purely bureaucratic involving only administra-

tors,_rather ‘than a more collegial process involving other
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constitiulencies. TUCFA, as the officilal voice of .the faculty constitué

'ency, attempted to ensure that the administration did ‘not overstep the

B bounds of its,authority”as defined by precedent-as well as provincial
statute, o 2 . “
~ TUCFA was prompted to act both by the decision‘of bC to limit
tenurable“appointments and by the decision of -a contiguous policv—
’system‘totdesignate the:normalbmerit'increment as zero for full
professors who-were already seven increments above the salary base.
Since the second decision was taken by General Promotions Committee

—

(GPC) which is essentially DC with a slightly enlarged membership, TUCFA

.

objected to both decisions on the same grounds and through the same

channels.. -

-

Within the conceptual framework for the study this is an
example of the interaction of contiguous PMSs (Figure 21) In-thiS'

] instance, ‘the overlapping of the systems is quite apparent. Many of _

the actors, including the deans and VP(A), vere active in both systems ; :

" In addition, policies developed by both systems had impacts on ‘the same :
constituencies in the environment and- evoked similar responses.liThe |

’ environmental pressures prompting.the initiation,of bothfsystems were

uﬁdoubtedly the same--budget,restrictions leadin§~to.lack_of financial -

flexibility within the institution. "This phenomenon ofvcontiguous PMSs

- . owill also be observed in later stages of the case where ‘decisions taken -

B

within the focal PMS.led to the deVelopment of systems concentrating on .

a separate but related issue,

Process

The-firs; step documented in this event was a discussion of .
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the DC policy at an executive meetius of TUCFA on Harch 1 1978. Fol—

' ‘V ‘.

'~—-~~-~_iowing~dieeusaion_itnwaa_decided to inform the memberuhip of the policy

7 - by publiahing Krueger 8 Februury 24 letter in the sobsequent issue of
the TUCFA-newsletter. Following thie meeting, zoirner wrote to the :
secretary of GFC. - | | |
! "' * ' In his memo, Zwirner quoted eections of the Universities Act
in challenging the authority of DC and GPC unilpterally to decide on -;
whatohe interpreted 33 promotiona procedures It was bis view that the '
Adecisions contained in the policy statement-adopted by ne should have
| been considered by GFC. before it could be accepted as official policy.
.;He, therefore, moved "That the implementation of this policy decision
| o "fre: appointments qontained in the Acting President 8 1etter of February
24, 1978.be held in abeyance until GFC has considered and made recommen-
dations concerning academic appointment policies" (Appendix E)
On March 13 1978, ZWirner attended the regular meeting of
DC. At this meeting it‘was decided to modify the policy statement to
' the extent _that it would no longer apply to faculty members Lho were

currently employed on limited term contracts, thue satiafying the

[}

ma;or concern QfxTUCFA- In addition, bC euggested that a committee with’

s representatﬂon from GFC and DC be dﬁpointed, that it atudy the problem uwbh ',';
‘Ain the upcoming Yyear, and that it report Qack to both GFC and DC.’ " '
‘ .// On the basis of this revision to the policy'statemen;, Zoirner ' .gﬂi
o withdrew his previous motion to GFC and forwarded another one (Appdndix
| B) " that proposed aetting up an ad hoc committee of G?C which would 5

make recommendations on university appointment policiee, would have

membership from DC, TUCFA, the GSA, and the Si.c, and would be chaired
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v

i

by the VP(A). At“the crc meeting of Aptil 13, 1978 the motions were

adcpted aud mhe Striking Connittee of GFC uu:»directed to name unmber-

to the ad hoc committee.. S ' o " . -
The proceds in this eveht is notnble in its adoption of :p§
poIitical madel of university governuuce. The iﬁteraction of interest

groups in a canflict situation resulted 1n the compromise of a recently

‘eatablished policy and ‘the legislation of n.revisgd procedu;e for

: developing further poiié}.' TUCFA appeared to use three techniques .to

S
HRES

revise an existing decision and to protect their interests in the

_future. First, they moved to inform their membership of -the policy aad

thereby develop a numerically ;trdng base of supporé. ‘Jhey then
utilized the legal and legillauive weans available to them in order to
block the action of the- adminintratiOn. In this case, because the
TUCFA president holds an ex oﬂ!icio position on the highest acaden¥c -

council, there was a clearly defined channel through which a legal‘

o

.

_.chalienge'pould be made. Finally, the president ‘of TUCFA made personal

I3

représéhtatibﬁ to the VP(A) and to DC. It was not apparent if this was a

a consciously developed strategy on the part of TUCFA Ir'uas iﬁbarent, .

“.-

hovever, that wost of the action wus naken by only one 1ndividua1—-
Zwirna:. AL tines if/g@s not. clear. 1£ bhe was acting on the basis of

his_offiée_yf his personal'convictioms. The fact that his actions,

-~ were not ssﬁcfioned by the TUCFA executive and'gf did not use his title,“i/

on memog indicated ;ha: he took the action on his owmﬁin;tiative.

Hpvévet,.thé reactions of the adﬁiuigiratibh indicated fhey b&ligved

he scted with the support 6f TUCFA. o . T
‘ Thg only overt'actiod'of the\q@ninistr;tionwgd resist this

. - .
W

LI
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~-

. »
challenge arose when Zwirner's initial motion came to the floor of GFC.

W L4

At that time Cochrane, who chaired GFC, ruled that the motiog was too
late to be placed on the agenda and could not be considered at thaf.
meeting. Zwirner challehged'the rulingland the majority of GFC mcdbers
upheld his challenge, thereby allcwing'thc moffon fo stand. There is
no evidence.to suﬁport a conclusion that the president was adopting a

speciffc strategy to block TUCFA's progress; however, the timfng of the
. , .

motion was critical; 1if it had not been placed on the agenda, Zﬁirner's

position Qould certainly have been weakened.

The process in this event was pérticularly notable becauce
it digressgd frcm ; process prescribed by the senior administration
which had virtuall? reachcd a conclusion. This-event would be "politi-
cal interrupt" in tpe Mintzberg model cince<it followed the péttern of
taking plcce "lafe.in the decision process when ihsidc or cdtside gfoups

v A
blocked proposals in the selection phase" (Mintzberg et al. 1976:264).

LIn‘outlining the policy-making process in the initial phase,

4

Eme senior addinistration either did not anticipate the strong reaction

‘\fswv"‘
of TUQFA or, if they did they still’ did not feel it necessary to

1.)-

1nc¥ude them in the process. Up to this point the decision-makers

h)

(with the exception of one spokesman at DC) felt that :his issue was

solely within the jurisdiétion_nf_the administration.
. . ’ v,

Actors

J' The one key actor added to, the system during this event was

)

Zwirner. He had been active in faculty affairs for many years and was

wéll'acquainted with both the key structures and key actors in the

5
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organization. As president of TUCFA he had access to most of the par-
ticipants and to certain key structures (such as GFC). He also had a

‘considerable power base, drawn from his position as president, from his

intimate'knowledge_of the institution, and from his informal contacts -
throughout ‘the organization which were no doubt strengthened by his
low-key, non-abrasive personality. Zwirner waé,committed, personally
as weli as th;ough his office,-to ensuring that the governance of the
university conformed to a "democratié" or "collegial" model and yet he
appreciatéd th;‘necessity‘fdr bargaining and a degree of compromise.
He apparently subscribed to the‘collegial idéa but also admitted to the
political reality of the institution. | |

GFC also joined the PMS in tﬁis event. GFC is shown im g,
Figure gZ‘as having linkag;; with ﬁhe'administrator, faculty, and

student constituencies since these are the parts of the environment

from which ité/members areAdraﬁn} "With such a membership the council

becomes a political forum in which conflicting interests can be expressed
and considered. Therefore, it was a logical vehiéle through which TUCFA
could make its chéllenge, The other key actors remainéd from the pre-

" ceding event. These were the president, the VP(A),  and members of DC.

Issues

Zwirner brought intq the system a differént’perception of

the major issues. - He believed the main issue was the'appointment'of new
staff to limited term rather theg initial term appointments. TUCFA's

[

. position was that the current practices (particularly the 80/20 rule)
} ~ &
and those proposed by DC were not fair to individual faculty members and "

did not work to the advahtage of the institution since it hampered the
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‘university's ability to attract the best faculty,lwho expected tenurable
" appointments. He'termed the current:practices as "very dishonest"
- .because cettain assurances were"implied’tofnev:faculty’but the'inStitu—
tion felt no compulsion to honour these promises .

:Zwirner also stated that. a major issue was the question of-
mho:can‘make”policy. In this particular,instance he questioned the :
authority ofyDC‘ however,‘he saw this as Just one episode in the’

' struggle ‘to maintain’ a process of. "democratic" governance. He described
the DC decision as "an attempt to- find an easy solution to a very
difficult problem" (Zwirner- November 11, 1979:p.c.). ‘
| His view of'the environmental stresses.also set Zwirner apart
from the administrators._ He did not believe there was a serious finan—v
cial situation at the institution, pointing to a large.contingency
'fund, available each. year, as evidence that the iinancial crunch was’
more imagined.than‘reall Zwirner concluded that because there was
money in the budget the restrictive hiring policy was not required
- During this event the major issue identified by Krueger
| appeared to be submerged in ‘the political issue of who should make the A
policy, the issue’ introduced by Zwirner. Krueger stated that he vieWed,
the appointments issue as falling outside the authority of GFC how-
ever, he also apparently wished to maintain good relationships with.
TUCFA sincevhe showed a yillingness to compromise the_approved policy
statement. 3 o | |
Outcomes
| Several,important:outcomes emerged'from this event. First,

there was‘a decision.about/the.decision,process itself. This.was the

O
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~ decision to~appoint a GFC committee'with representation.from tnree'
constitJencies (facuity, admini;tration, and students) to continuebthe
“policy-making process rathér than leaving it to the administration.

. This was an activity which‘Mintzberg has_termed'a "decision control
roytine." | |

! ~ The second outcome was a'yictory.for TUCFA. They succeeded

not only in redirecting the process but in protecting the . faculty ) q"

- members who were currently on limited term appointments. They also.'

succeeded*in making “the process much more vigible to the university

b

by bringing it to GFC.

The final outcome was a short- term solution for the problem °

v

most pressing for the VP(A) He succeeded in increasing the degree of
. control exercised‘over_individual deans in’ appointment decisions by

haying’aﬁl decisions‘brought to DC. Apparently,.iﬁ Krueger's view,

"

'this examination of each case’ by the peer group of deans would r"

the number of rash hiring decisions which had contributed to the

a

excessive amount of hiring in recent years.
a The event marked the end of the first cycle of policy—making

activities and the beginning of the next. The "interrupt" initiated

by the faculty interest group succeeded in: returning the procesg to

. . o
_its starting place where the 'issue would be diagnosed a second time.

Rd

EVENT 4: THE SECOND DIAGNOSIS AND DEYELOPMEN"I" PHASE

-

The déscription of this event follows the established_routine,
of presenting the data under the headings of enviromment, process,

actors, issues, and outcomes. =~ . S } . N
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" " Environment

; At the.beginning of\this event'the environment was marked by

. = AN
an awareness on the part of the university constituencies that an issue :

had been identified and a policy-making process had been set in motion.'/
| Those not directly involved, primarily members of GFC or the TUCFA
‘executive were also aware of the conflict that arose out of Zwirner s =_

">'cha11enge to DC and the VP(A) This awareness quickly diminished once

the motion to appoint a committee was approved by GFC. . From that-point,

-'the system once, again became very closed “with little information

FCrossing the boundary into the university operatingnenvironment..

The committee chose to conduct ita.meetings in private and
vindividual members were advised to refrain from discussing the issues N
with anyone 0utside the committee.' Linkages with the environment |
. appeared to be limited to informal communications between certain

fmembers ‘and their constituents and the formal organiZational 1inkages

'between the administrators ‘and certain departments., 'The communications

;with constituents will be described in greater detail in a subsequent
'section dealing with actors—-it is only noted here that the ‘inter- .
5actions were" informal appeared to transmit little informatidn, and
;were apparently discoqraged by Krueger, the committee cha%fmani

The major formal organizational 1inkage referred to above

~was between the committee and ‘the OIR 'Sheehan, director of OIR

Jattended all meetings and though not formally a committee member he ‘
took .an active role in discussions. Sheehan: reported to. ‘the. VP(A) in = -,

the hierarchy and undertook research at Krueger s\request.. Prior to: theﬁ‘i

formation of the committee he worked,closely with the VP(A) in S . o

Ta



' collecting statistiCs to describe the problem and in providing infor-

mation about what poIicies had .been adopted by other universities to

deal with similar issues. As a member of the administration, Sheehan o

.\‘

' tended to view the issue in the same light as Krueger fnd inasmuch as
the filtering and interpretation of the data are inevitable, it can be
assumed that information was provided to the committee in such a way
as to support the position of the administration. This should not be )
’interpreted as a charge of bias against OIR or. Sheehan but, rather,

.as a recognition of the fact that the primary channels through which

¢

;information flowed to the committee were. controlled by the administra—
tion This relationship between the policy-making system and its
environment were significant in the diagnosis of the problem or: issue,
'and the development of proposed solutions. |
| Another important ﬁgature of the environment was a change in
“‘onelaspect'of the operating environment. As a result of the interim
policy adopted by DC and the VP(A), academic appointments were being )
processed in a different manne:. The final decisions were no longer
bbeing taken by individual deans but were cdming to DC for discussion.
, ‘This pr0cedure gave the’ central administration greater control over o
_ rappointments and removed the pres;ure to develop an immediate solutionv
to “the problem, as identified by Krueger in EVent 1
In summary, ‘the policy—making system at the beginning of this
'.gvent' s quite open because of the discussions at GFC but quickly »
;closed as the committee adopted the procedure of maintaining confiden—
n-tiality.‘ Information flow between the system and its environment was

9

. primarily through formal administratiVe channels, with much of ‘the
* » . ‘ - _ . -

/ . ¢ 1]



_ committee include representatives of DC who had been on the DC subcom— .

”'uencies or who had a defined link to a contiguous PMS, thus ensuring

130

background data. coming directly from ‘the. OIR. Finally, there were *

changes in the operating environment which reduced the time pressure to
\_ P . . s”

arrive at a policy recommendation.

Prbcess
| | To some degree this event repeated many of the decision—
‘haking activities which had occurred in the previous processes. It
began with the appointment of the ad® hoc committee which became known
.for its chairman as the "Krueger Committee ' The appointments to the
committee were mAde”byrthe’Striking Commitfee of GFC, in'the standard

.procedure in such .cases. The selectionfmay have been influenced'by

Krueger, who wrote to the secretar of C with a request that the
y.

mittee and that the membership of the committee be kept small.A These
' /
requests were no doubt made with the very practical considerations of

continuity and efficiency in mind however they also guaranteed that

ithe administration would have a strong voice in the committee s decision-

making While the full membership of the committee will be explored in

-

the section dealing with actors, it is worth noting here that the

-
striking committee chose members who represented very specific constit- .

'the political nature of~the prbceSS.' The event appears to. coanrm

v,closely to the Mintzberg et al. (1976 264) conception of a "political

design activity" which follows a political interrupt such as occurred

in the preceding event.

The initial meeting of the committee on. May 17; 1978 was -

spent in a preliminary exploration of the issues and an overview of
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activities to date for the benefit of‘the new;actors in the system.
. Several of these new actors noted during interviews that they either .

' had no idea or a distorted idea of the issues at ‘the time ‘they accepted _
“

the appointment. Following this meeting‘Krueger.prepared a set of ’
_notes whichihe”circulated to the'committee Just‘prior to'their‘second’
meeting'on Novemher 31, 197§; | -
| . These notes were described as "an;attempt to identifv a

‘ broad‘Spectrum-of‘COncerns that might‘be briefly relevant to faculty
'reneval' in thevuniversitv in the next decade.or two™ (Appendix F).

In fact, the: sixteen points in the memo included references. to all the
policy recommendations made in the committee s final ‘report. That this
‘ informal agenda was available after only one meeting (which servedv |
'mainly to orientate new members) supports a contention from one of the
'student representatives that the ad hoc committee was really Just' an L
'extenSion of the DC ‘nbcommittee -The<administrators were the only ones
) who understood the technical c?mplexities of the/operating environment
and were able effectively to cpntrol the process from the beginning of:
‘ the event. Because of’ this strong link with DC it is not surprising

kthat the second "diagnosis” phase was*somewhat abbreviated; virtually

ending after one meeting of the new committee. However, as will be

: ;noted in the section describing the issues,>although the diagnosis .

phase ended~quick1y there was no agreement on what the primary~issue
was.
Following diagnosis of the issue the committee began the

"development" phase, which usually.consists.of.the development of one

" or more solutions .to the?identified_problem. Mintzberg et al. (1976:

~ .



132,

255);suggested,that solutions are developed through either "search" or
' "design routines. The Krueger Committee adopted the search process
~when they examined the policies in place atﬂother Canadian uniyersities;;
These policies had been compiled:and.reviewed by the OIR and provided
_to the administration'prior to the-formation of the committee. This
preceding activity served to. reduce ‘the search time taken by the
.committee, thus enabling them to focus on a number of ' ready-made
solutions at the very beginning of the process. In addition, the
.committee undertook to design a: number of solutions unique to U of C.
‘ Two examples of designéd. itions were the recommendations ‘to integratei
'spring/summer sessionsyégzztthe normal teaching load of faculty and to ,4&'
adopt newv procedures for dismissal with cause.‘ The fact.that both these‘ |
| recommendations vere outlined in Krueger s notes- prier to the second
meeting supports a conclusion that the design activity took place
outside the meetings of the committee. -

Tt appears that the actual writing of the final report con-

sumed most of'the committee 8 time. . After the first two or three
meetings there seemed to be general agreement on what policy recommen-
dations would be made, leavinguonly.the~task-of'setting them out-in a

 form that mould be acceptable to most‘if not.all members offthe com~

'mittee The pr0cedure adopted in their drafting was to have one or two .

members write a first draft which would be brought to the committee for
? /

discussion. This draft.vould‘thep be'modified until all objections

e #
were resolved.

This process reflects the conflict avoidance model of decision-

-

vcommittee.. In fact, members could recall only a

making adopted by th
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single instance where a majority vote was used to decide on a recommen-~

- dation. While most members considered this to be a_truly'collegial

v

.approach to decision~mahing,Tat iéggtgéné'bffﬁﬁe"£AEui£§‘medbeigf””w”

regarded it in a more’ cynical light. G, éymons observed that‘decisions

were not based on a true consensus. She felt that; although people had

'

no strOng objections to.the policy‘recommendations, theyldid not

'necessarily support thefh.

"0

Several non—administrative members of the committee observed

" ‘that the deans in particular dominated the discussions and would talk

at length on particular points. This was seen by“one member ag’ a

'conscious strategyito.convince the committeevof the administration view,

and was, possibly, part 6f a strategy consciously adopted by the two

deans ‘on the_committee. Hyne, well known for his outspoken manner,

- would ‘take an extrene position on a particular issue. Woods»would then

- Join the discussion with a more moderate position more acceptable to the

fother members. The committee would then adopt the moderate position

L

i

which was quite acceptable to the first dean. This strategy was ob-
served and described in some detail by a student member and 1ater

discussed without prompting, by one of the deans.
Another minor strategy was described by two faculty members. :

Symons and Zwirner regularly discussed the proceedings of the committee

between meetings and would agree in advance to support certain positions’

which would be taken at.the next meeting. On the whole, however, most

committee members did not think there was a great many 8trategies or’

_ attempts to manipulate the group discussions. If‘was felt, in parti-

. . . ]
cular, that the chairman did not get involved in manoeuvring the .

L
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decision-making process. On*thé‘contrary, two membersu(WOods and
(4
Symons) observed that. Krueger was not directive enough and tended to

3

.let”tertain members, particularly Hyne, dominate diSCuSsions and thereby e e

reduce both the efficiency-and effectiveness of the committee.

. Alth;ugh there was some questibning of.the chairmanls handling
of the actual committee meetings, there. was general agreement that it’
was Krueger s efforts between meetings that'really kept the process
moving He provided background information, prepared minutes and’
agendas, and assisted with drafts of recommendations While there was -
also general agreement thab Krueger knew some of the specific things he ,
wanted the committee to, recommend he did not attempt to 1imit discus~-v
sion on other topics and generally tried to include the views of all

: other members. This approach of the chairmah is generally reflected
both in the process and the outcomes of this event. There was an
. attempt.to include everyone in the process and to give everyone‘some—
thing in the recommendations.; Rather than a pure collegial model, where.
‘-“the individual goals are not in‘conflict this appears.to have been |
, largely a political model where the operative technique is compromise
While there was no general agreement on the problem, everyone was
R prepared to accept the report if there was something in it for them and
\\ | if other . recommendations were not too objectioaable either to ‘them ‘
personally or to their constituencies. : o f, ' |
. The decision-making approach was . not purely political either,
since there was a heavy reliance on data to describe the problemrand to

attempt to forecast the future for the institution. The administrativew '

members drew heavily upon  OIR teports and upon data available to them

‘A
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¢

" from the operating environment. There was not 'hoqgver, the adoption

search for alternatives, determining evaluati

' :'of a prescribed sequence of activities (such as problem identification,

j

ftion prbCess) which is a basic part of the ratio al model . Rather, the

"process seemed-to move immediately from problem i entification to

ki

selection with few 1ntermediate steps.a

The process was governed in many respects by’ a0 esrly decisionieg\wwI‘

- of the chairman Krueger decided the committee would keep its work

confidential, thereby excluding input from other constituency members

--and delaying the. feedback process ugtil a report was dittributed Thia Y

,decision meant that the committee would ﬁhve to work Hith only the data.

available through bureaucratic channels and with only the creative'
]

: talent" availablc in the appointed comuittee members. A di

-

approach would have been to open the committee to auggestIOns and

.,‘.reactions ?rom the university community, thgxugh public hearings or by

soliciting briefs from individuals and groupa. The committee members

appeared to accept the closed procedure because it preaumably took lesst

o time to arrive at a final report and they were freer to. voice their

_opinions without fear of being quoted in public.

"In summary, the process in this event (as shawm 4in Figure 23)

‘began with a re-diagnosis of the issue, went through the development

ol

process, and recommeénded a number of policy statements in a formal .

.report to the GFC’ The diagnosis process was very‘shortwlived indica—

ting that much of the previous activity vithin the system wag input to

"this event The decision-making process. had certain collegial and

bureaucratic features but appeared on - the whole to conform closely to

// )

criteris. end a selec~ S



-
~

g e |

w7

'~”~——_—_——_—_— :

]
)
Facu]ty/St'udent fase of ‘
- perceived Imbatance *, Getting
» .+ [hreat Fecuity
4 S , v Aging
Stress on
Management - Pattern
- System '

Real16ca'

v .
dem t

Tuation

of Facg‘lty

tion
. : - ..
Authori ty o , Cotmntt Krueger J Proposals ) \rueger
Jo Appotnt ﬁ,,""'(',':f.teﬁ [ Defines / Prepal'e7"koughed“ iz:a]s Conmittee]
o Stee potnle Issues Agenda Out - ‘ - Report
- 4 .
; 7. i
> : Ly
. , co o . Y,
o E . , Protecpoﬂ Information 2
. - of Junior " on Problems/ )
Faculty Solutions’

Figure 23 Event 4:

=

) . Py
. . N
t . 4

h“ )

N

o . a
- .Y,;r

Focus on process

o, : -
FACAREY



. the political model. - o : CY

Actors

" were, imposed. : RN

o
%

N
) e [
[} - ot .
A . o !
Q N -

n, . .
The main actors in thig ‘event are described through

to their roles in the organizqtional environment (see listing
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reference

in Chapter

1 P. 9), the nature of their involvement in the process, and their

W ¢ [

8
personal attributes which may have affected their actions in the case.

Following these .descriptions an attempt will be made to describe the

interactions which took place &uring~this event.

Krueger, who assumed the role of chairman of the committee,

continueﬁ to be one of the key actors. Since his role in the, organi-

zation was desrribed earlier, suffice it to state at this point that he

3
¢ \ v P

was the senior administrator responsible for academic personnel, that he

A}

~was a long»time member of the university and had served in several

')
'senior positions and that he had been instrumental in initially ‘{den-

tifying the issue ‘and moving the process through its beginning stages.

Hyne, the dean of graduate studies, was the senior admini—

strator (in terms of longevity) on the committee. He had served.on.

the DC sub-committee and was an ex officio member of both the

3

GPC and

GFC. ®He has begn dean for many years andais®notable for having the only

deanship "without definite term." In recent years, appointments to

deanships carry a limited term of- up to five years; renewable

3

o]

%

.

after

* review, whereas at the time of Hyne's appointment no such conditions

Hyne is outspoken\on many isSues and has a reputation for )

!

dominating the numerous committeeS‘and councils of which he is a. er.

A common theme in many of his public statements is thewneed for the

%

v’
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university to govern itself well in order to deter the threat of govern-

ment interference in the internal affairg of the institution. This

threat to the autonomy of the institution was raised as an issue in DC

.

_and was presented by Hyne to the committee as one of the environmental

4

.conditions which made it imperative that action be taken.

When data were being collected for this study, Hyne was the only

o , : |
participant who would not consent to an inte‘view. The reason given was

iv

. ) . y
that the issues discussed in the committee were far too sensitive to be

investigated 80 soon after the event. This reluctance to discuss the

case may, in itself,'reveal the degree to which he viewed university'
, " .

policy-making in generel, and this case specifically, as a highly polit-

icized activity-—politicized in the sense of competing interest groups

o

within the institution and also to the extent that the provincial

gsvernment is'interested in the internal affairs of the university.

Hyne's refusal to discuss the case meant it was not possible to incor-

porate his views of the process, the issues, and the other, actors except

"where these views were made known publicly. It was possible, however,

. . . \
to collect data from other actors describing both Hyne's internctions

with others and his ‘stated positions on various issues. L

¢
An important dimension of the interaction with others is the

*

amount of ingluence ax power each actor exerts on the situation% Hyne
-
was judged--by some to be the most influential in the committee and was

Al

judged by otherspto bepqmong the leest influential. This difference in

j_ percepéﬁons*may'be interpreted in a”number of ways; one‘is that he, or

any iadividual, can influence others tp varying degrees depending upon

each person's Qesponse to that’ individual s personality or style. In

My s

/s,.’ ./'

*

-3

¥
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this case. there were varying reactions to Hyne s forceful and persistent

style of presenting an argument. The question of status and rank in the.

«

bureaucracy may also be a factor in explaining the variety of percep-
5
tions. Hyne's senior position may provoke a.positive reactiom in some
/ .

individuals while in others it may result in an equally strong negative
response. : 3 . |

Regardless of this variety in perceptions, there is evidence to
~indicate Hyne was a ‘key actor in the system and influenced the final
outcome to a significant degree. During the examination of the system 5
outcomes it became clear’that'several of the posrtions held by Hyne were
‘reflected in the policy reComméndations of the committee. These posi-
tions have been alluded-to previously but will be discussed in greater
detail in the’ sections dealing with issues and outcomes.
“ Woods, dean of humanities, was the third administrator-appointed
to the committee. He had ‘served on the DC sub committee and was RIS

familiar with both the operating environment and the previous events 'in"v

this PMS. Woods was serving his first term as dean and before’the
4

conclusion of this case had been appointed president of the University

-

:of Lethbridge. ‘Durin\‘fhe interview conducted as part of the data ﬁ
* ) N ‘..
collection he was very open ‘and candid -about the case, sharing nOneri T f s

the COncerns:expressed by<Hyne. Woods made several observations on the

university governance'process in general and about U of C in particular,

-

which may assist in the understanding of his role. He'stated that, in

A

general, senior academic administrators should be responsible for the,

"rinitiation and development of policy——presumably reducing the faculty

role. to one of approving policy through a representative body such as ‘ i
| - 23

/
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GFC, In this case he felt it appropriate that the administration should

develop policy and that DC was thwarted because GFG thought it eould not

‘be trusted. This position may in some manner have been communicated to

other members of the committee and may have helped determine the view of
Graham, a student representative, who stated that the committee was an
outgrowth of DC and "a way of gaining credibility for recommendations
which had already been e e agreed upon by Deans Council through

bringing in pedple from other part* odf‘ the university community and
’ i

sitting them down in an insular way aqd convincing them. (Graham,

October 13,'1979:p.c;). It appears that Woods, along with Krueger and
possibly Hyne, believed that the proper process for'determining policies

»

in this area was through the administrative structure arndothat the ad

hoc chmittee was a necessary evil."

Q Woods made reference to the inability of a number of permanent

I

-:committees and councils at U %f C o function effectively in policy—

*

'making He asserted that GFC was ineffective because it is balkanized

~ loaded with "Tammany Hall" politics, and has no sense of statesmanship

The Policy and Planning Committee of GFC was a."joke," not because of .

»personnel but because it got too bogged down in detail and was unable to
. make decisions. He viewed DC as ineffective at times but very effective
~if given sOmething to do. Woods 8 comments are reported here to demon-

'strate the skepticism with which one actor entered the system. 'This

" lack of faitK in the organization s ability to make effective policy

decisions was shared, in varying degrees, by several other members.
When asked to. COmment on the degree of influence exerted by

various actors, Woods was reluctant to name specific individuals.v He

f

[
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did, however;pindicate that he thought‘the adminiatratora had the most
influence and'that the committee was-quite unbalanced in terms of influ-
ence.‘ Helthought certain membera'actually_had‘a ;negative influence"
and that,-onithe;mhole,.thercommittee?suffered~£romeaa"lackmof talentx"~--~-

S

WOodeifelt the progress of the committee was hampered by several
‘additional factors: first; that.the committee was too large ard that
several members did not do their "homework", second, that the chairman
did not effectively control certain members during committee meetings j
‘nor insist that individual members carry out assignmentS' and,

finally, that the committee "ran out of time' and, therefore; did not
complete the task as well as it might have done. | )

Zwirner has:previously been introduced in the case and his role

‘ ‘ 3 .

.inlthe-organization described. In this seétion, his role in this .
particular event and his perceptions(of the process are explore in

/
more detail. Although Zwirner had been instrumental in having the

Krueger Committee established his appointment to the- committee as mad; '

by’ the Striking Committee of GFC. Zwirner s motion to GFC named
constituencies to be .represented but with the exception of_Krueger
-not name individuals. Zwirner brought to the committee a firm belief imn

the value:and>the necessity of'involving aII'constituenciea,in the

S

'ipolicy-making'process. ‘Thia belief mas demonstrated nhen hia motion‘to
:.eetablish théwcommittee'included'atudentfrepresentation'in,addition to
administration and facultz{ This motion resulted_in:some'debate'at_CFQN
" during which H&ne, not'yet,a member of the committee{‘argued against»lf
"vincluding;student members. A. '
.Zwirner viewed the committee's proceas as primarily:a gsearch for

v
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‘”?i_consensus,-although he felt-there'was a need for“compromise and bargain-

-'ingf—in his words. "how far can I give on a partlcular issue -and still fv;

. RT

achieve my objective" (Zwirner, November 14, '1979:p.c.). HJ also‘felt .
“that the options df*the committeelwere very_muéh'constrained by'the
power of the deans. This referred not only to the~power of those.onfthe.
committee but to- the power of a11 the deans in ghe implementa/tion of a- |
‘ policy“-»If the ~poliey was contrary t04their wishes they could ensure
that it was not: effectively implemented and would, therefore, fail
, Zwirner viewed Krueger and Hyne as having the greatest influence

onvthe committee°- Krueger benause he "kept the minutes and Hyne,
.<because ‘he had clearly thought-out ideas which he forcefully presented
to the~committee;- In Zwirner s view, Krueger looked to Hyne for leader-
'ship in bringing up issues and providing information. Zwirner had |
.g:frequent contacts with the exedutive members of TUCFA by which he would
sacquire information and reactions to‘draft recommendations of the
committee.l e - R 'z;

| As the formal spokesman for TUCFA Zwirner was in a" position of -,,.i
having to rgpresent the interests of individual faculty members in the . |
‘policy—making process.. There appeared to be no conflict between this ‘
formally prescribed role and his. personal view of his involvement.‘ He.

.‘respected- d professed the ideal of follegial governance but was' very:.

Haware of the political nature of the process and was willing to batgain.

~_ and compromise within the. committee.

Graham' was appointed by the SRC to represent the undergraduate
students. He was VP(A) of the SRC and was sitting as a student Member

of GFC. Graham was in the fourth and final year of his undbrgraduate

L8

N S
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‘program and had been very active in university governance, having’served

on several nniversity committees and councils. "y

Throughout the prdcess Graham had frequent discussions with the

e Students Union Academic Commission regarding committee recommendations.
He regarded these discussions as within the confidentiality guidelines
of the committee since the commission did not make the recommendations
public. He apparently did not, favour the approach to confidentiality
taken by the committee bug recognized that a more open approach would
have taken considqrably‘longer. £ ' C o

As previously mentioned Graham telt the committee‘was primar-"
ily an extension of the work of DC and servbd as a policy-making instru~
ment of the administration. Hhile ‘he did not seem embittered about this

'situation he believed that the administrators had more power than other
members. For instance, in the search for solutions he stated that |

usually one of the deans had a solution—-more or less prepared " ‘He
felt there - ‘was only a very narrow search for alternatives involving

| 'not much of a brainstorming atmosphere. “ B 1

: f‘f' - While Graham said he did not feel intimidated by the committee,

!he'did sense a degree of paternalism from .some members. He was present

at ‘GFC when the committee was approved and therefore, was aware of !

Hyne s position that students should not: -be represented on the committeeu»

Other members of the committee, when commenting on’ the influence of

specific actors generally, agreed that the student representatives

L]

were not influential, largely becduse of their lack of information and :
experiencé'with the issues, but also because of their relatively low
. status in the overall make-up of the committee.
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‘ B. Rbnaghan,'the GSA representative, was recruited bv the GSA.
i president in-response_to.the'requestjfrom the seéretary_of’GFd.‘

Ronaghan.was enrolled as an MSc student in the department of archaeolog; '
"and had not been active in- other'areas of university governance before

this appointment. When he’ joined the committee he had no knowledge of
its task or of the major issue however, he felt. that the problem was
very . quickly defined through the data provided by-Krueger. Hevsensed‘
there was considerable time pressure on the committee and that they
WOrked very quickly to the point of agreeing on the major recommenda— ,)
tions. nfter that point had been reached<he thought there‘was a great
deal.(too'muchl) of“time taken inldrafting the'final.report. It.seemed
‘the main objective-of this,effort was to ensure=that the‘faculty'would.
not‘make an "emotional~response" to the recommendations. | i"
' Ronaghan viewed the decision process as a. searchifor consensus
with no overt strategies being adopted by ‘any participants. He felt
=

that while the student members had low influence there was a willing—
.ness‘frpm all members to listen to and consider his opinions. In his
- view,k the three administratorS'onvthe committee had'the most influence,
partly due "to their p&evious involvement in the process and partly due
-to their personalities. He was keenlyfaware of the confidentialdnature
\.of the commi:tee discussions, and felt that the main reason iorﬁthisl
approach was that premature disclosure of recommendations would create
.opposition from faculty members and would slow~down”the process.

| A. bucas of the facultydof,lawfwasbappointed toithe”committee
because of his Position as b‘chairma;of th_e Aﬁpointments, :Promotions, and

’D%gmissals_ﬁommitteé (APDC). . The obvious overlap between the two
. - 3 _ | 8 - o . Sy



’ / ) . : 145

ccmmitteeS'dictated the need for a formal linkage which was achieved by

1

the cross appointment. Lucas s legal background also provided valuable
' input to the committee, and one other member (Graham) commented that

this legal perspective was often sought Out thereby giving Lucas some '

) additional influence. | o ]
!bk

A

During an interview, Lucas (November 30 1979 p-c.) offered some

N

observations about Uof C in general and its policy-making process in

particular. He stated that, -of the several Canadian universities with
which he- had been associated,,"The U. of C. is the most bureaucratized
[he had] ever encountered . . . a little bit top heavy " He was also

critical oﬁ'&he lack of "professionalism" he observed in many individual

/
faculty members " In addition, he/was obviOusly frustrated by the

inability of the institution to develop policies relating to appoint—

»

ments, promotions, and dismissals through the committee he chaired. He

explained how the APDC was unable to operate with the conflicting

‘ demands placed upon it and.the ambiguity as to who, had jurisdiction in

‘the policy area.

Lucas noteﬂ what has been referred to as a "siege. mentality

v

existing at’ the university. He observed that U of c appears to be much

-

. more concerned witn "positional” politics” in relation to the provincial
government than other universities, such as the University of British
i::)Columbia.

T t .

Lucas regarded the decision process of the Krueger Committee
Y

as a search for consensus but with each member representing aparticular

department or interest group. He felt very strongly a personal respon—

sibility to defend and protect the faculty of law and thought other

&

LY

L
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represented two primary interests in the university. First, she was_on §§D
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members had similar allegiances. He also felt that Krueger provided
good leadership for the committee but also thab\Kruegkr "had a pretty
clear idea of what he wanted to accomplish with ‘the committee« |

" * 7 Lucas believed Krueger, Woeds, and i;irner to have. the most .
influence in the committee. He also commented on the role assumed by
the two deans as "elder statesmen" within the group, with a clear
implication that they monopolized the discussion and perhaps Spoke down ;
to the other members.. ' ‘r

N
While Lucas respectidvthe decision to keep the proceedings of

the committee confidential; he felt that the administrators were being

overly sensitive regarding the ifsue. He kept the APDC informed of what

igssues were being discussed within'mhe Krueger Committee but did not
. w - .
discuss ‘the recommendations until they were turned over to the GFC- -
executive. - -~ . ‘ o
. “ - . ' \\
L

G. Symons, assistant professor in the department of sociology,

<

a limited term appointment at the time the committee was formed and had

‘been affected by the DC decision to "freeze" initial term appointment{

thus, she represented the group of faculty members who had a direct

.y

interest in’ policies relating to appointments; The second interest

group she_map have represented was women fachlty members. Although it

’ o/
was not acknowledged that this was a conslderation in appointments to

the committee it,is not uncommon for GFC.committees to reflect. a
. ) ' L - A N
balance-between male and~female members,

Of all the committee members, Symops had the most observations
4 /

to make about the operation of the committee, particularly i@%arding

-
-
.-
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its group processes. This was no'doubt.a retlection of her bachground'
. as a trajined sociological 3hserver.. She had also served on several
Uof C committees and was familiar with its policy-making processes. _
a fhe d'e’ci‘s’io‘n-making"pr'oc’e'ss within ths';xrueger . A

Commfttee ed that although on the surface it appeared to
-V o > . ' . : . '
be~base_" g g - model there may not have been true consensus.

Rather;‘dstif Eected‘hply a condition where no major objections

| She’maintained that there is a difference between this

v.uere raised
- LY

ituation (that is, where no negative arguments are raised) and a

situation where people make a positive endorsement of a decision. She’

. “

felt this process, which is prohably compromise rathervthan consensus,
was brOught about by-a strategy of the administrators to wear down the

ebmmittee to the point where they were prepared to accept anything that
/ .

did not have a serious negative impact on the interests represented
. LY
This "wearing down process included the domination of discussion by .

4

the two deans and the focussing of discussion on technioal issues that '
- Y e

were often beyond the understanding of other committee members. The
chairman contributed to the process by not controlling the discussion——'
. by allowing Hyné . and Woods to "go on and on and on. Krueger s ’

- dnfluence was ensured because he had control of the minutes and had-‘
'access to information which was not;readiiy available to the others,
Symons did not suggest that the actions of the administrators were _”

suspect or. that strategies were even consciously adopted. Rather, she

regarded the process as product of a situation where administrators

. .a*

had all 'the backgfound anﬁ information, where they perceived the commit—

tee as a "necessary evil" imposed by GFC, and where there was some



fbecause it also served oneof her objectives She knew that a more open

'»problem and a real effod

1

. ’..;.:‘t; -
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pressure to recommeﬂd policies as soon as possible

The fact that it was a "closed" committee ‘did not concern her

~ S S

[N

process would: involve considerably more time than she was- prepared to o

commit and,-therefore, she accepted the idea of confideng&ality.

Throughout the committee's activities, Symons was glosely allied -

-

with Zwirner,\mainly'because their'major concern was for the welfare of

!

_Andividual faculty members. Sincelthéy shared a common view of the

4

‘major issues it is not surprising that they collaborated in the commit-

- tee. This‘was apparently a Very informal arrangement but does demon—

strate the formation of a coalition within. the committee membership.

M. Sinkey was a senior 1ibrarian and had served on a number of

~.campustide committees. Within the university s classification of

faculty members, 1ibrarians are included as "Non-teaching Board Appoin—'

éges,' a fairly large group (approximately 100) comprised of many

‘middle— and senior—level administrators in _support departments in :
:.addition to university librarians Although Sinkey was probably - ;g”%‘

selected to represent this group, she did not see’ herself as a spokesman

for any particular interest group. As one of only two female members of

"~ the committee, it is possible that her sex was also a consideration in

her appointment -
! : . ‘
Sinkey was_very pleased with the process the committee went

through. She felt. there was a great deal of time spent defining the

10 de to include the concernsiof»all’members

~ She believed‘decisjons ‘were ‘reached through a consensus ‘model and that

there were no strategies edupted by others tq try ta influence-the group.>

7

Al
.
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She thought Krueger provided exoellent 1eadership even though he was

Earrying extre responsibility as the acting president. //

4 e

’ Although Sinkey’ thought there was.a wide range in the amount of

influence exerted by the committee~membe¢s, she was reluctant to name

« .any individuals as being more influential than others, 1t is poaeible

» shé associated such conclusions or observations with a bteamh of the
confidentiality adopted by the committee. (

‘w

,:'key s vieya of ‘the iseues conformed very cloeely to those %;

/.

the seniPr sdministrators. These views, along with thoee of the other .

.

members will beoexamined in detail 1n the next sectionr‘”

o U

- J. McNeill /an associate profeq,or in the faculty of education
when appointed to the commmittee was not closely identified with any
policy~making strupture nor with a special interest gtaup. He was quite
possibly appointed to represent the "faculty-at large" es oppoeed to

representationﬂthrough the TUCFA executive. The fact he held his

appointment:in a'faculty which wae‘experieneing declining enrolments may

£
E

also have been a. considetation.
McNeill viewed the Krueger Committee as ;an extension of the '

) work of DC/end believed that most of the committee 8 reoommendations

'~'; had ‘been conceived before the committee was struck He alao thouﬁht'

'j that the committee report would ‘be only an initial step and that all
) \
;vould be deaet with at length by GFC.. L~

'Given'the awkward ungainly" nature of the univereity organi—

8 zation McNeill thought that. the committee 8 progess vas both efficient

and effective‘ The chairman focussed the committee 8 attention on . the '

..« 18sues, p;epared written statements where.required, ond alao provided a

\‘ . “
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great deal of data required from the OIR.

McNeill felt that the committee restticted its search for alter-

;- natives to those options which might achieve acceptance without o

-

considerable opposition. As vill be seen where the issues are discussed

in detail, he thought the committee was constrained and unable to deal
with what he consiaered some of the major problems..

McNeill would not discuss 'on the record" his &iews‘on who were

"
[
. .

fthe“more influential'members of the committee. He suggested that there

¢

is no- reasonable way of determining ah actor's, true influence and so it

would be futile to attempt it.

~h

" B. Sheehan director of. the OIR, 1s the final actor to be-

‘ desctibedggn thrs event, Sheehan ‘was’ not a formally appointed membet

'of the Krueger Committee although he attended all the meetings and took

art\in the discuasions In his role as a staff officer of the institu-

tion . he was sensitive to the need to- restrict hﬁl'contrihution in such

‘committees to providing information about the issues and the environment.

'However because he had intimate knowledge of the policy-making pro*

o

he was Mo exert influence in less direct wa)i. .
£ t-‘ - .

Sheehan was called upon by the administration to provide infor-
=2

: matim for many . pntposas. - Even ’béﬁ:e thris case began, Krueger hed-

‘ _been provided information describing the entolmenc trends, the aging

problem of the faculty, and the policy options a

I

institutions. «A memo dated October 17 1977 (A

ted by other

ndix G) outlined oue

»of the main problems‘discussed by the Krueger ttee. It also

described alternatipeupolicieq_ﬁhich might be conidered, as well as -
a - LT ' . t
' . ' v ¢ . C ‘ .

cesses of the universiEz and abont preceding evehts in the inatitution,,4

RN



-l Y ‘ ,,‘* 151.

the kinds of d:ta which ﬁould he.required to make poliey decisidﬁs; As .
.. will be shown in a discussion”of~the outcome of this ;;ent, many 1§ the .
dpolic§\options'suggestedA§$yOlR~wer;’intorporated into the final ;ecodi‘; o
' \me’ndations of the committee. It vas 'because of this"potential for

Sy o -
LRI

Sheehan and his J?fice to influence;~thfdﬁgh5the administrative struc-

f L ture of the organ*n?tion, that he was included as a key actor in the e

\ . '
. N . b 4

t\
“policy-making» , o ‘ﬂ?
W N .

' " When describing'the process that took‘place in the committee,‘

A .
L -

-Sheehan noted that very little original work took place in the early ;~' .‘”y./“

' .stages Rather, the time was spent in eﬁicating people,wi;h very _ '.ﬁﬁ o

N

-t

different backgnnumds anl perspectives about the technical aspects of R

the issues. " As the issues became clearer, the discuasion focuss:F on%
" o J :ﬁ'

L "‘

the sixteen points introduced by Krueger and in~ fact it became
aa A
-
constrained by this list of items wh*ch served as an- agenda._wf

Sheehan observed that the coumittee tended to "skirt around" ,»_' L

L)

any itemstwhich seemed contentious and then returned to~them later.

o

C P
. There was an apparent desire to avoid open\conflict ot disagreement on
. &2 . . . -
. Kl
% recbmmendations amd, thus, decisions were reachedﬂ{hfough a "kind of

b;?“rj - synthesis.'v He §topped short of calling the‘grocess a consensus model

3 s

He was impressed by Krueger erleadership and ;hought it was&only

PO

"F’_ }because ‘of- Krueger 5 efforts that Ehe committee was able to report as .

Y. - ‘-‘,"; "a"_‘» ‘ ‘ B ) ) ‘ u.. . . .
5 SN early as it did. ; R C . . : cel L v
Coe O , : wg
IR DTG | ‘ .
Sunmarx. The kez actors. in this event were the membefa of an -
ad'hoc co#mittee that Had b.en appointed with membership from the three'*‘5 g
ﬁ e )
“!"‘"‘.{'?' . _ ¥ ,x% .
e W .. ' Tt o
‘g % v Tt e a & . . 0 .o ! ."‘. ~< & : L ..q k‘ 1
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and for providing everypne with ‘an opportunity to speak

152

i

constituenciesjof administration, faculty, and stpdents. The dominant
, &

-h .o

 of being ﬁaﬁiliar,pd ljgheﬁOpersting enyironment, previous events in

-

; ana céss ‘to information throggh such departments as OIR.

? : . . :
ty-and'studnnt members,‘on the whole, recognized the power

.'?« {?

1"‘" ‘ .
+ The actors viewed the decision—making process as one of’ either

..l.*u

ooﬁsensus or compromise ';hey recoﬁnized that the choices were con—'/

e
r-f [ Sy

s%rained by both the previqus decisions in the PMS and the control of

o .

the agenda by Krueger, the chairman.. There appeared~to be overall "

satisfaction with the direction provided by the chairman with‘lhe
I

“

. members quthe coggittde 'were the administrators who had the advantages’

exception ofsthe criticism nggestedvby two-actors thatsat times he

N .
shouid have’limired the length of discussions. However, other actors

felc that he was to be commendgd for allowing discussion to continue -

‘

N .
3 » . -

Actors did nak,perceive many overt strategies for influencing’

the committee althougb there weréycertain lingages between actors,\
3 % ! ..
based on ébmmon interests and perceptions of the‘process and issuqs.

v "

:<Ihése linka are shown graphicslly in Figures 24 and 25. The admini-

"4 strators are believed tq&have ﬁﬁb stronger ﬂinkages because of their
common'interests and joint activities_in prevﬁous events in the system. -

'_The linkages betweenifaculty representatives appeared strong only

- between Zwirneg and Symons. Lucas apparently identified somewhit with

:thegfacult grdup but Sinkey and McNeill seemad to have no‘firm 1
y

G’l . i .
~ The student members did not appear to belong to a coalition. ‘e o ‘tnﬁ i-’/)
. " i,
. : . -~
N ‘ d
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[ s .

Issues ’ e e N7

ws- ot

. '-~*T.r
The actors ‘in this event held differing views on what issue

the Krueger Committee was to adgress. During the‘data collectionj

interviews,. each actor wag.asked to name the major problem he or she:
\ R _
thought faced the commit{ee and also was encouraged to state other

secondary issues. When analysingjthe responses it was necessary to

eliminate some’ suggestions which appeared to be. solutions rather than

problems or 1sshes The remaining statements all fell clearly into
. .

one of the’three.issues.noted below. _ ‘ f?'l

1. Resource reallocation .
: ! ot d.
This issue was identified by several actors as the major issue
¢ '/‘ .
Subsumed under this title are such terms as the financial problem,

control over staffing, centralization of aﬁpointments, and ﬂrogram

termination. This wasuseen as. the major, problem‘by,Krueger, Shﬁehan,

>

o ‘ .Lucas,fand Ronaghan“ It was closely identified sith.such environmental
T - ; cdnditipns as restricted revenues, increased faculty'appointments
f'* é. '*.coincident.sith declining en;olments, and the internal shift of student
" cj“?} ‘démands.b‘Almost all actors saw this as either the major iss‘? ‘or at

‘ S

Ea .
J? ‘E{East an important one, The exceptionsg were Zwirner and Symons who

"

\\

P A e :
,,,,-f.t ,, Vfr,e notk 'cgd that a. financial problem ‘existed and believed,

.» i¥£¥' th!refore, tha&fgfﬁbpr&e ne#ilocation where necessary, could take place
"Q‘

1 ' using existﬁgg mﬁfhahisgg Zwirner pointed to a large contingency fund
! . )
Y and'several annuéf%%urpldses as proof of his position that no financial
’l

problem existed. Symons pbserved thiﬁ, in comparison with other

Canadian universities, U of C was relatively prosperous.

. 5
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Wl 2, l4mited term appointments

1_For“Zwirner and Symens, this was‘the‘majOr issue. They were :

coricetred thaf the practice of offering only limited term é;{pdin'ﬁméifts o
was both unfair to newly hired faculty and.a handicap for the univer;.
sity in its'attempts to recruit the best auailable new faculty. Lucas
also perceiyed this as a majOr‘issue when he joinee'the'Krueger Commit-

; ' . . ’ ‘. : :
tee,‘ but said he soon recogni_zed X was"no't a maj‘or concern for t_ne,
rest of the committeet, ln fact,cno other actors naméé'faculty‘appoint-“
mentlprocedures as an issue they felt,to be important.

‘3, Faculty renewal

This was‘the.major issue identified by Hyne, Sinkey;JWoods,

McNeill and Grtham, and was de ed as the need to revitalize or

. ﬁt,' i{

bring "new blood" to tﬁe-faculty t a time when the 1ns:rpqig hgd
PO S,

reached a 'steady state' or was actually declining 4 terms ‘of student

-

v ‘enrolment.' The faculty age distribution problem (described earlier) /e
‘was cited as one of the faétors preventing renewal through normal
attrition and- replacem§nt. This issue was also stated as a need to

improve the overall quality of the academic staff by getting rid of

&

CF the~ﬂdeadwood" in the.ranks of the faculty.
- R .

_c: Interpreﬁftion. An examination of the actors' perceptions of
4 f.
the majnr issues gfigure 26) suggests general agreement on two ‘of them

(reallocation?and iiculty renewal) with onlyithe two faculty members,

Zwirner and Symons, in disagreement. It also appears, based upon data

collected during the ifiterviews, that seyeral'oflthe "non—aligned“

>

“actors (not administration or*TUCFA) were unsure of the issues when

!
ot
e
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they joined thercommittee but were pegguaded.bvﬁthe arguménts and

information provided by the administration ‘to accept its interpretation

of the issues.- ukf;
" D e

o It was not surprising that given these conflicting perceptions

of the issues a pure consensus model of decision—making was not possible
B
LT

'l

- -

._This was especially true since even those ‘actors forowledging the-same

majot issue may'have quite different . objectives fof the. policies pro»_"',\

posed sto resolve the issue. For instance, although both Kruegexr and
=]

‘Ronaghan identified resource reallocation as the major issue, they had
significantly~different objectives. Clearly, Krueger wanted to correct
the Cuvrent;?mha1ance between numbers of faculty and.student enrolment'
in programs- across the university.m Ronaghan, onbthe other hénd, wanted

to ensure that resources would not be allocated primg'kly on thé basis
[ ' \‘. . '

of student enrolment. Hehfeared that "programs in‘thjthumanities and

social sciences would be dropped in otrder to‘provide greater support to
= b g

,“-the growth faculties .

Inféhe next section, the outcomes of this event are examined in

an attempt to relate each outcome’ or policy recommendation to the major

issues identified above.

‘Outcomes

The outcomes of this event were the policy recommendations
contained in the formal report submitted to the Executive Committee of
GFC (GFC(Exec )) aﬂppendix B). Eighteen policy,recommendations were

included in the‘report -each one- addressing one and sometimes two of _ .

‘the major issues. None was innended to resolve a problem on its own;

-«
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gathér, the committee intendéd that eéch poiicy would help to mitigate,
" in some way, the major issues. The recommeﬁaatioﬁs are presented below
.alongdwith somé diséuééiénxof tﬂe>ratipﬁa1é fof.ééch,ftﬁe iésue(é) to
which eaéﬁ was Airected, and“.where possible, the actors associated
with proposing each recommendation. | :

| The first three recommendations can be vieweditogether as the
%stablishment of a mechaniém for increasing the ceﬂtral.control of the

position allocation system. ' = . -

(1) (a) that, except as indicated by Recommendation (10), any further
. growth in the combined total number of regular full-time

permanent and full-time Llimited term appbintments be justified ®

by an increase in overall student enrolment, -

(b) that a workload increase in any wnit that is not accompanied
by an increase in the University's total student enrolment, or

any other academic requirement which justifies an additional

appointment, be dealt with by the internal reMistribution of
vacancies. ' ‘

{::). . . that, effective April 1, 1979, . . L

(2) (a) all funds released by vacancies which occur among the regular
full-time permanent and full-time limited term appointments
be centralized and placed wnder the direct administrative
control of the Vice-President (Academic), -

L]

(b) that the Vice-President (Academic) shall initiate recommen-
dations for the re-allocation of such funds to E-1 budgets,
(academic salaries), for action by the University Budget

Y Co’mn:ttee. : -
(3) ‘that the dice-President (Academic) be required to report to
G.F.C. amually in December on the total academic staff profile
. of the University, including data on changes in the number of
&~ Board appointees in the various eategories and ranks, in order

to maintain an on-going scrutiny of thé. composition of the,
faculty and the potential ability of the University tg.pespond
to change. - ' . : e

° : .
[The foregoing, and all. italicized quotations which follow, are ghken
verbatim from U of C "Report of G.F.C. Ad Hoc Committee. on Appointment
Policies,'" February 7, 1979, pp. 1 - vii.]’ ’

P
«.

e

«f
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Thes; recommendaiions gave Krueger essentially the same mechen-

ism he suggested in his initial proposal to DC in Event No. 2. Krueger

was identified by other actopp as the maip proponent of these recommen-
dations which ‘were obviously directed toward resolving the issue of .
resource :eallocation; N

These first recommendations are characteristic in that the§

o . ,
outlinéd the mechanisms or procedures through which a particular end

- . te cy

may be eccomplished; rather than only providing "major guidelines for_ . -

w

action directed at the future," which was the definition of policy

quo;ed in Chapter l. Thus, they go beyond statements of'policy intq ©A
the plafming' for implementa’tien and operi‘i’ion. o - " , ' ' .
| \ Filling vecancies with.faeulty currently‘on li;ited term apﬁoint;g‘*.
ments was the obJective of recommendationg 4 amd 5: "

I o

" (4) that, whenever new academic posuzms aré authomzed in the budget

or the re-—szZm of vacancies is authorized, and an initial term
'appomtment 18 e made and ig permitted wnder the Board policy,

that any linmited term appomtees elzgzble for such a pogition be
’*gwen fwst congideration.

(5) that when full-time limited term appo*mtments are recomended and

the wnit concerMed has the capacity to offer an initial termappoint-
ment, the head of the unit making the recommendation must provide an
explanation to the Dean and/or.the Vice-President (Academic) as: to o
why an initial term appomtment was not recorrmended :

These recommendqtiaﬂs are clearly assqeiated with Zwirner and
Symons who wished to protect faculty members on limited term appoint- .

ments. The phrase "permitted under Board policy" is an acknowledgement
R - s ; ) '

of the xule which TUCFA oppos&d; however, -the faculty members
o , ¢ o :

some success with No. 5. This:‘lhoqgendation is ‘contrary to

achiev

R . . § A . .
Krueger's initial proposal to DC which wouldggave "frozen" the offers

of initial term appointments. . ) - ] . .
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‘ v . .
Retirement proposals were intended to mitigate the negative

effects of the faculty age distribution and, thus, contribute'tOQard .

faculty redewal by allowing the uﬁivéfsiffAES ﬂiré héﬁwfaéuity éézﬂer

than'might have been possible:'- R

(6) that the University contipue to provide mere ggtailed Pension Plan
information to faculty members, stressing in particular the arrange-
ments available with respect to the establishment of certain types of .
service elsewhere as "pensionable service' under the Plan, and out-
lining the early retirement option. = g '

(7) that the Vice-President’ (Academic) initiate appropriate stepg to

. “develop criteria and guidelines f@F: the appointment ofgretired
faculty members to the rank of Profeseor Emeritus, ag -
. apprfpriate benefits accruing to that rank, for apprd
and the Board of Governors... ' '

These proposals were not identified with any single committee ..

member §ut father‘@erefoutlinéd in ;arlier répo;%g from OIR tb';hq{'.'
adé%%istratioh." ‘ 8 v | o . o o e

Leaves of-abseégg,.;eé%gdmeﬁﬁg;‘and part—timé contiﬁ@ing appoint;.
‘ : Eh resbutdQ!féhll@éatidn.by releasing

‘ - N ..
ments‘wére intended to agsist in bo

.t

"operatiﬂé fdﬁds, and faculty renewal'by allowing faculﬁy‘meﬁbers to gain

LR

experience outside the institution: P o -
: . .o . i ~ [ Ty

(8) thay where it can be accomplished tqithout serious detrimen{tgffo 1
established programmes, leavas of absence and Becondments ‘(where
appropriate) of faculty members to other institutions be actively

" ‘encouraged by the University.

(9) that the G.F.C. approve in principle the establishment of a new
elass -of continuing part-time academic appointees, ‘and that the
G.F.C. récommend that the Board of Govermors aleo.approve this
proposal in principle, with the whderstanding that detailed terms
_of reference for this appointment elase will be prepared by the
Associate Vice-President (Academic Administration), for consider-
ation in the normal manner appropriate to Faeulty Handbook

_amendments. - -, g ,
oo e - e -~ ~

@ cas
N L S

‘ G T e . N R
These recommendations.wg;%dpét associated with particular actors

“but origﬁﬁated‘outsidé the committee, thannelled to the committee by .
' Iui:v ¢ h >‘ AN P . R ’ . ’

- N “«f ) . .
B R e e

L
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was no apparent consideration of the possibility that theae options

o (ll) that the Faculty of Continuing E’ducatwn retain respanatbzlzty for

« 162

~ In the »_dis,__c}fu_e_g’ijon of these recommendations the report_assumed

L

that their implenentation could ohly benefit the institution. There

would be taken up’primarily by those faculty in greatest de .'in other
"/

organizations or the community and virtually ignored‘by fagtlty members '
in least demand. This demand could be, a fumction of both the market~
ability of a pa}tiCular discipline andg&he competence of a'particular '
faculty member. If this proved to be the caae,'the univer‘kty nould
lose the services of those it needed most and retain the full—time .
service of those it needed the least | o

Integration of spring/summer and off—campus course offerings

into regular workload appeared to have.aSaits main objective-the

_ ‘rea110cation of resources from current faculty members to a pool of new

faculty. However by the hiring of some twenty—four new faculty there

»

" would be an infusion of "new blood" which would contribute to faculty

renewal. In’ the recollection of several actors, these recommendations

»
" were closely associated with the administrators,’most likely ‘Hyne. . ’

’(10) that, wzthout pregudzce to the accepted norme  Of teachtng load,

Spring/Summer Session and Qf f-Campus Evening Credit course instruc-
tion be mcor‘porated into the reguZar teaching Zoad of the academz,c

Staff,

the co-ordination of Spring/Summer Segsion and Off-Campus course
offemngs, with the objective of facilitating and enhaneing the
development of these to the extent that budget aZZocatwne permt
and. student demand warrants, ' v E L .

(12) that, in rec&mtwn of the potentzal importance of the further.; i

development of Spring/Summer Session and Off-Campus course offﬂm'ébk_, .

particularly with respect to the degree programmes of part-time -
students, the G.F.C. direct that each Faeulty review its recent

XY 3
o Jp———

w




- : 163

s 3 .
’ : hzstory of such offerings and develop polwua and Zong—range pZans.
’ It ie anticipated that, subject to studemt deviand, Faculties will
- plan inereases in the Spring/Summer and OVTLChnpus course offbrtngs
o over‘tzms,“these—davetvpmsnts to~be monitored by the‘Fuauity of "
Cbnttnutng Education and reported annweilly to G.F.C. _

The success of these recommendations hung on the assumption that

! J

the extra teaching load created by the integration of these programs

¥ .

“could be a:tommodated by the" departmaﬁfs and faculties by decreasing the
.number of low-enrolment sectiona taught. . Apparently one factor not
considered was that most of the departments whieh offered large spring/

. summer programs also offered large fall/winter programs (that is had

'no slack in their teaching resources) and therefore, could not abaorb »

o~

'the extra 1oid without either increasing individual workloads or hiring

- more. staff There Was also an implied assumption that a definition of
normal load" existed and could be used in im?lementing the proposal.
This was. one of the very few "designed"'sﬁlutions in the report.
This. prOposal was not borrowed fron some other institution but was
custom designed to meet the unique characterlstics of U of, C. It was
' supported in the committee by a great deal of enrolment and finsncial
data presented by Krueger which tended to convince the members-qt its

, viability. However, one«committee member (Symons) diﬂ,remark that the

.
L

'background data were: ineonprehenatble aud the. recommendatj.’s weré

accepted "on faith " e » ’3.
a ' The ‘dismissal for- cause recomnendatiou attempted to provide a
(A detailed procedure by which tenured faculty -embers who were not meeting

4

. ’
the institution 8 legitimate expectati/ns could beldismissed., These
.X,‘ N 4dismissed faculty would presumably be replaceﬂ y mo;; compe.pnt nembers,

“thus . contributing to the process of faculty g Ihis reconlundation




Y

v

ently developed the. draft article.

RV

was aa‘aociated with the admini-atratora, mat,cle;rly voods', who appar-:
- ’ o

(13) fhat the operational procedures bad to doa’umnt eontmuad
maatwfactory performance of an deademic staff member, and the
éonfgquent actwn leading to poasz diemissal for cause, be

.appved S

In addition to this rather brief recomendatibn the,t’e is a very

. - »

detailed pngcedure (Appendix B, p. 23). for developing a prima facie case
for diemissal 'l‘his procedure relies on the ennual aaaesanent process,
which. precedes the awarding of merit ,increnents, b; .treating the award- ‘
ing of two consecutive increments of "zero as grdﬁ!k far diamiaaal. _

As -an altemative ‘to proposing th'is procedure. the cdmittee conoidered

I

: recomending changes 5:» the tenure syntem An' Operation at the univeraity

LT "t
However. .t,hey decidﬁit would be futile to recomeﬂé changea to auch an

S
e ]

] eetablished tradition even though at leaat two me ex‘a (McNeill and

164

~ J e Y

wOods) considered it to be cdunter-productm in%l.- current fom. .

A3

s

j'vidual faculty nenbers night becone redundant in a program with

v"

PO ,p*.,-“_
,one of his: main objedti,vea ﬁu to proﬂ@t-“ use.qs student eveluations

3
"-' 27 - -

=
of faculty in the annual assenament pw ﬂropoaed procedures
AE
included such evaluationa as an eeseny,ial part. of" the aaaeuﬁent of |
. l’ .‘-'tf“ R _. ’“;.- .

teaching competence. T E T S ; ‘

The program termination and faculty rillocition and rettaining
recomendations vere prqposed to deel with aituations where entire

programe might be aisnificantly 'modified or terninated or where indi-

- -

- decIining enrolment. Obvioual"y, theae were addreeaed to the iuue of

resoﬁrce rcallocation and ue.re intended both to facilitate the procb

> - - .
. o . . K
“ I Lo - - - - A
. . . L. .. - ‘{‘5/’ .
' ° . o Sl ~ R
. . . . . L PR [
) >

. S . s L . - RS AN

This reconmendation was of parttular inte; eet to Graham becauae '
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e

-

\

. c’.omittee; In particular, Zwir:n’er refused t%e the recommendation

,,ob ection appgared to 'be g'ist therrecomendation intruded ort the right

ae that a Unwereuty pélzcy beﬂt;etablwhzd me,rebyﬁacadem& um:te in 3

- .' . of the University (pa.z‘twularly thoee mth dec

'even though he refraine3 f\rom submitting a min

B . ' ..’"w;f -f ‘ ! 165 g
) . V“," . . ﬁ ‘ . - . . \&b . N '. @;
. & . » l“",
: and to. provfde a measure of protectionc’for individuals in those prﬂgrams'
o e - N [ AN » 9 A *.-
. f EURE N - Ik
.or units afﬁected - o ey

(14), thai‘ the mecharnsm outlmed in thw Report thé?mtﬂatton ‘of .-

ateps towconsolidate or ‘terminate. progmml P(or ‘urtte) de approved
‘and mplemented ‘ e T -
(15) that a new category of . leave be ‘established, specszally associa-
ted with the formal retraining of academic staff members whoihave
. been required by the miversity to re-direct the nature of . thetr
‘tnstructional contwibution in order to meet changes in the demand
_patterns, and (a) that this leave be avatlable for a period of up to-
12 months with full salary and benefitag*(b) that a dislocation. '
allowance be provtdgd, if neceasary, amd (a%hg# formal mttzataon .
of" f:he grantmg af auch deave rkst with the erazty' : .

\

rovide evidence togthe Vice- Prescden‘t:
ther relatéd

BE:ng ‘enrodment) whad‘"

. been: expbored before off-campua recmwment to 1 a'vacant position .
18 authomaed L™ : ;o N PO i?’:z.' .e..\. %

, f
‘J » 1,

_ growth areas be required to

(Academic) that . the availability of etaff Wi thi

of a faculty meﬁber 's/ time from research or
. . “, . ] _' .
service to a greater teaching ’loaq was proposed as’ & means ef resource =

» “ G )

' The rea-ll'o" '

reallocation R A T v

".\‘ ". : 4

an that a wuvergzty policy be establwhed%hereby academc staff
members who are mot significantly involyped in research or eervice . .
: /actzmty may be called-upon*to aBdume a higher metmtml ladd ~ 1,
as part of theu' ‘normal appomtmnt obltgatwns. Y

ot 2

This recommendation vas proposed by members of the administra-

il

\e

tion and received considerable opposition from faculty members on- the

-

«

report. - He s-ubse-

‘quently spoke against the mgtion at GFC The major reasons for his

¢ g \

T

' of the fsculty membe'r to allocate his own time within a’ certain institu—

o/

/

tionsl framew and also that poor researchers are probabl/p&ﬁr_- |

~ . i ) . ) ) o it
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"1 v, hdministrative involvement of academic staff, re(:ommendation
- was directed at the 1sdue of ret-;ource realloo%iv;n ‘and was propoaed by

-

\
¢

. 4

: N
e'fficiency of faculty membe’rs

-

¢

v ' ‘ “ ’ - - ‘ «

(18) that lthe Unwerszty revz,es thé acbrnmetratwe processes mvolvmg : v

facaulty mwrs in sfden to, detemnne tne-.vno@t effectwe Mse of
‘s¢he rative ability & demic faaulty, aa art mtegra},

parties tikir __operql‘l’ ;un’w‘ers A ﬁ tm‘“‘ Bgono ", -
’ R .e}\‘%{;f’; . W, . : 4 '
'I‘his reco@en&atidn yas appgr.e _:° -."reM "Eains't"what P

- r,\ ' . l-.
Symons saw as a report contai ;ﬁmany Sugge'b‘hné for 1ncreasing thev .

ut, to that p%ntkwith no reference to .-:‘

"2"-' administration The rationale be.hind the recommen%ation appeared to be

oy

I

>,

" that if teaching Spring/sunm,erf coul‘g be absorbgd into regular load with

‘no’ extrf pay., etﬁen many adm

. ,.

n‘b extra. PEY-e Since no agrffey

~ N 'a
members, the ;final ré‘ionnnexldatiop,pstopped short of specific proposals -

' These data show the relationships between thé recommended policy changes

... and suggested only_ tham'iew be ungertaken. - :";;‘

A snmmary of the recommendatione is presented in Figure 27.

‘ \ . .
 and the. issues identif:Led ,previously and 1ndicates -the probable origins

\

These’ ontcomes demonsuate wha eafed‘;to haii’e"- been an opera-

@ - of ea set of re‘commendations. . e
i o Y Q . - Y oo L ’ o .
S t

N

5
Krueger achj,eved his initial #jective of :

ting principle of the cm?y.tee, fRat . is, “that “ryone gets something.

N .
Zwirner achieved so,me protection for lim:lted term appointees, Woods saw

dismissal procedutﬁ prﬁnsgqj Hyne ‘managed to have several proposa]rs - ..

.

included & increase the quality of faculty, Symons was able to include ‘»
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%p'

- E rﬁerence to, administrative orload and Graham ‘saw support ‘for the

s

A .. use oﬁ student evaluations of in.strucutrs. - This does ~not suggest that

B . )

. eac,h of ‘these individuals did not have other concerns and objec*tives, ,

- . .. R R A c——

nevertheless, based on data collected in the interviews, it appeared

)
.

tgat mast aotors had a primary goal When this goal was achievebthey

. P ‘.n. ,\-

_ could then support otﬂ'&r measutes proposed by the committee. - ' ["
. Te ~'

“ The process pro\iuced a get 3f recomendations .each of which is m

.

B A
. somewhat, independent of the res(ﬂt)ﬁ " the most part,‘eac’h coﬁ_lw_@,

....“ o ,s?:and or fal]: without gffecting the viability of the OtherS”tThis‘ of ' -. \
-"__‘;e ., : wcol)rse is not true for those which) provided thes mechants’m "ot implemen4 ;
s -"Eng a -nfxzin proposal. ) l’ﬁis "loose coupling "of the r‘ecommen@tioqs , ;‘;'. ..‘_
. ﬁ’ ) forced ‘the\‘auth:izing body to, consider parts of the report separatel'y "* . .
g .« o and minimized the: possibility that tu at?re r:eport would ‘be re.‘lected. {“‘:‘ _
VSIS ' , .

\,.',
r Anothe;r feature of the report was that no alternatives were

-

offerm for any of the recommendations. For-instance here was n%

."‘ s *choice provided on how 'position. contr+1" couid be achieved rather a

single mechanism was described and recommended to érc. Mintzberg et al.

N

T 3 (1974) pointed ‘out that tni:s is a characteristic approach in cases of

RS S ‘
? s:rategic decision- making Particularly i:n instances )vhere solutions _"‘

- are "design\d" rather ;@jan jus‘t adopted from other siwations, the

g q:ganizati‘on ;tendg to develop only one policy *proposal tp handle*a 8%7

. issue. In this ,case, although many proposa!!’ were put fon;ard they &iere ’ |
not alternatives but, rather—, complementary polic!es.
Lo B The event just described was the major development activity in.

4 v .

, the policy-making system. The final event,s concenw on the evalua— , .

tion choice, and authorization of the policy' é):atements.

oy = ) ; « - ‘ gy R
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* EVENT 5: EVALUATION

: \}

W, . .

o The majdr evaluation activity began when t”he GFC (Exe X

s

P )

I&ted the neport throughout the. t.n‘;ivérsity.« -0f . -course, evsluat' n - h%d

en taki-ng pla_ce -in the Krueger Comittee-pr’ior to this event as an
v v . : . e ) AR

r' . _ _ integral part of, the development routine; hqwever, at this point a¥ - ",

major and separate evaluation was undertaken by individdals angd groups
. o .. . :! ‘ " ' ' . ,‘
in the environment prior to the formal selection activity. : -

L. . . L . v ,".-ﬁ“.., "’ . v .. ‘> : ". .
anironment " N L C
L . \ " b ‘ “J Vi . 2 . . s

1 , .',. The P'PIS ‘,.the p‘ibh event was closedu. by- a decision of..’ 4
i X

Cge
.

R X,

R ke.y actors, whereas in this eve&‘the‘?ystem was delibergte'ly“

e,.( | 4by a decisioﬂ of the GFC (Exec.). Individugls and groups who" had }md .

.- + . _' s"‘a'tq
6 ‘rale in the development of the’ policy dr.q;ements were reque.sted to'W T

f
n

f
tjlonsider the- proposals and to report back to GFC. o ) -:'.“ J )
i

. The commipttee had. been working in’-secrecy for ‘the. better‘part. >
@m . %u,.year and wheh the’feport“uas’ released many people were. taken by.
, - | Eurprise Some of those on GFC who set up the com{nittee had forgotten
s . \ 4 X
. 'its existence or at l?ast hag- difficulty in x‘ecelling its precise task.

. . - . ¢ . . .
‘f ‘ N‘evertheless when the (almost mand\ory) request for reactions was @‘

» . . )

issued there was a prompt response ‘and serious cbnsider . en

W

T X R J . ‘ ' ‘
. e I Ear
- : ﬁe separation of system and. environment. 1in this event poses I ‘

"’ an interesting p:@blem.; Should those individuals and- groups &n the

-

B university who reactqd to the. report be- considered part of the system *
or part of its environment? They h@l no deeision-making authority and,

3
on that basis should not be considered pq.rt of the PMS Bowever -their &

» .
3

B .- t. . . A Y . ..
Y. ; A . .
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v

u’-“ o o “"; . . . : R ¥ »

-+ reactions could, g a considerable deg{ee, determine the final ioutcaﬁe‘:;ﬁ; A

: . -
“of the system. This was apparently a situation 'vhere an “rary ‘.-‘ ;R

‘ decision was, required and it was deékided to exclude the respondent;s .. ;ﬁN AR

“-“from the system. “Part of the re,asons for ‘this %ion was that since -

"-‘_discussion‘s took place in such&a 1¢r§a numben of/ locations in the. e

N - e
organizatiop- and includ:d 80 ma.py individuals it would«‘have heen impos—-‘-_ w
‘étible t‘&?entify al.l act-qu involved ‘3 .« ,__:.' 'i}f‘\v. . ;.-’ Lo .‘. -
The dp.erati:g, en:;ironm“ent o;‘ the university did not change . *;.Q
perceptibly from thf)previo_us event. gtudqnt enrolment ren;ained staticﬁ .‘
' ‘ and the b%t ﬁcations' inc"re.aie'd'barel’? *e‘:nough t:b accommodate o \ '. ‘.
h inflation. The~ ;Ln;stitution h ‘; Ma no new pqlicies and procédures* ,
I\_ ' regard"ing appofi-ntments, promotion :r -dismiss$ls which could affect the

"c
° operat ing environmen t.

In summary, the environment of the @olicy—making systemchad not
. TN S . o
changed substantially since the beginning of the prexfious event. * How- .
/ . .
.' 0 ‘
ever / because . the boundaries ‘f the system had been opened up there was

.

be much more interaction betyeen the system and its environment

* dur_ing this’ event. : Q - o
ot ' | j L N
C r . ... ‘_ " _' \ . . ) .
. Process o ’. ' B - S (
xTe v ow . ' h - ‘ T ” S
" "« The final report of the krueger Committee was dated F}btuary 5, .

s

B
3 v19'79'!and was “placed on the%nﬁa\of t.he GFC (gxec ) on Febmary 13
,1979. After a lengthy discuasion ﬁf both the substance of the report

T and‘it's disposi.tion -the GFC (Exec ) recommended to GFC that’ the report ;
. . ’V ‘ . e . . 14 o
. beicewed at ’the nex(: regular meeting o£ GFC ‘and tha/t it be retumed L

'to GjFC for q)propriate, action at-its___meeting on~ March.?z., 197-9_."
< TN H . - ': L - '-.‘f”. . | e D e
: .. : . . ' .. PR St RN S

o RN R e

-
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% deal of forméi

4 This wg‘ faciﬂiﬁatedp’mong {acu].,ty cduncils’ of the university through a_

‘encourage responses ‘to the GFC (Exeé. ) = S -

"ment“s' and a gre'at many individuals," FCE was threatet';z .with lo

,c/ontrol of class scheduling and’ the recruitment "of . inst'ructors.

v 1 . . Loe.
y i¥ o ’
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R _ . . I

a\* . '0’ . “ " ‘ % T

’

._"secretary9¥as'-re¢juésted to distribute the report to the appropriate -

Y

groups and’ c.@mmittees fon th,eir reactions which were requestea prior :
:,i g4 ;‘ v

to’ the March 22 meetylg, dl‘he*da e.was extended to March 31 at the
&y ) "

o » .,
*- request of severélgreséondents who wanted mpore time to- consider the ...

-, : .‘ .

recommendations. Thus, rfsponses to the report were prepared over a
L) 4 LA . !
slx—week period .between Februaryg,lfi “ir}d March 31 %79, ” "

e

Th’rﬁughout the prepamtion of the fenpons‘eg there was a g'a
RS P SR BRal R ,
ax‘iduinformml in;erchange among groups in the environment.
. p .

- €

TP R . et

H
-~ '“A

.Fa‘

series “of cr?sswnetpberships whqreby each ‘faculty has_ & member sg,&ing on‘ '

1 <y

Tty R .
each o%t’he o(:her cdumﬁ&ls wh.ich are in some way allied with them
d . ‘\__ ""! :
These/membets provide a»ﬁprmal communications network through which
- &

+
information and \?iewp.o.ints are exchanged -‘TUCFA held a

In addi tion

mamw special meefing .to examine We'l:lkqa]z impaé{t“ of“‘the reco%dations on

t:heir members and also published information in their monthly newsletter.

"y, ;
s fe

All the’s_e,activities servet'to_heighten awareness of the report and

- v

- .
*

of particular interest was a process inv°1ving the FaVlty oV‘-ﬂ'

Contlnuing Education (FCE) in response "to the reconnnendations pro'po/

.;i.ntegra‘tion of the sg’ing/summer/off catnpus offerings into th regular .

-

¢ A

-

woufd also undoubtedly lose a considerable portion of its budget
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A ' perhaps, a number of faculty and. wort stafé€ posiPions.
ho "2 . >
. R. Chapman of FCE had been asked before the report was final-

[V

”

' _ . ized to react to the mechanisms for implementation as set forth in the‘

b e T

proposals for int’egratidbg Chapman with the assistance of his senﬁ’:r%
. "". . Voo .
. administrators,"tﬁtted with some positive suggeations on how. integra—

tion might be accomplished, although* in private they were con'vinced

- that integration would not be 4n the best interests of their faculty or

the university as a whole. b'gen the. GFC report was made publ‘ic, FCE

o ’ ‘preparefi ar ,which attempte’d to discredit -much ,,J e}ﬁa used
ee and to show that the proposal. would‘ cost the R 3
university a considgi‘able amount of money if" implemt!nted. T
\\} ‘ '- ‘The FCE report’ went to the GFC (Exec ) (of which Chapman was:.a‘-»k

| member) and was circulated to several key individual‘s and groups in

other parts of. E}’ik university who were in the process of preparing their
\ ’

Pwn responses. In addition, FCE staff were encouraged to make the
‘faculty s position known throughout the university through informal

‘ i,
‘ talks with colleagues or ‘by fgm‘pai’ input into faculty or departmentaﬁ'

N

¢

,gs.' It is diffiéult to. detemine the consequences of thege
"

e activities but it is possible _they had considerablé effect flrl the final

dipposition of these particular recommendations.

’

A T } " The- process adopted by other units ranged fram a repott prepared

Y

and" submitted by a dean or depertment‘heaa 6 the establishment of an

-

A o ad hoc committee to prepare a report, to a formal procedure within a-
iacul*y comcil. In mo,st cases, the actual drafting of a respdnsa was

R "-’ltv ' done by a sihgle ind{vidual 6'r very, s mall grOup and then either submit-

o R
B v LY - .
.

A
- ~ted over the dean 8" sign&gre or forma,lly app\roved by a meeting of

TN . e : 3’. . " -3 ‘1‘-1‘ 3 U . . .
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GFC  (Exec:) and the GF

'the disposition of the‘report, who would be‘e%}ed tofrlhpond,‘;nd how

K . = | o 173,

® o,

faculty members.. ' . , n
These responses were Tew wed-by the GFC (Exec ) ‘on April 12
1 ¥

1979, marking the end of the fifth event in the PMS.

-

Upon‘submission of their report, all membere of the Krueger'
Commit tee left the PMS with the exceptipn of Krueger who remained in
the system in his role 3 VP(A). - Added to the PMS were members of the

C;ZLcretary. These actors collectively.determined

the responses would be handled Their: dgcisions, therefore, related
not to the substance of the report but to the determination of the
policy—making process. They made the judgement that it would be better
to solicit responses from the whole university in advance of GFC
deliberations rather than have\tﬁem all surface on the ffoor of GFC.

It was,difficultqgo;degp?gine who were the more influential

actors in this event (Figure 28) / However, Krueger, because of his .

~—

- position, continued to exert considerable influence. R. Carnie,

il

'secretary of. GFC also exeroiaed some influence.in detdrmining who

-3

"would. be asked to respond The GFC (Exec ) minutes({hdicated that he .

had considerab!e latitude and chose to adopt a very garge distribution

list when circulating the krueger Committee report.ﬂ Another member~of

the GFC (Exec ), Chapman was active not only inmthe decisions of the

&

executive ‘but in'the preparatidn of thg FCE regponse to the report.

in this event were in ‘the

gﬁijir influence was manifest

Many of the influential actor

environment rather than the PMS itself.

]
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~in the reports developed and submitted in, response to the reque"st of the

GFC (Exec.). The degree of influence of each ind:lv,idua_l response was

. X . 9 - "‘ - |
based on two primary fa‘ctors. First, the qu‘a‘lity of their response, .

.'which could jmclude “the. rationale, tlﬁ’ .supporting date, and tl&fomat

e _,of presentation., The second, and, p‘%ﬁps more important «factor, was

N
the status or importance ascribed td tmt group or individual] respon-
) s
¥ \ ¥
et ,committee that .the

ding. For example, the response of the,b
integration of spring/summer wbuld cos

* influential primar-ily_ because it was- -t ARggmclusion of the b'udget com-
- mit't'ee. Sini!larly, Eheﬁﬁative rqgcqio &

‘ dation on’ dismissals ‘Eould be expected o -"

uselection phase.- 'I'he reason for making these references here is to ° ,
A . -
to. estaﬂish that the eventual success’ or faiih}:re of each recommendhtion ' '

- Vv 4 | v ' . ]
may have .been rooted in the responses of particuﬁtors in the w‘f ~

A R . v‘:’) * N '
envirdnment to specific recommendations iﬂthe report.A ‘ .

. H

‘A : -

Issues
. 4. * The issues within the boundar,ie f the PMS during this event

.

were in part processual (that. is, how to handle the report and ‘the o,

-

4
resgonses) however, several concerns arose 1n the environment that- ¢
N .

KN . 3 o .

~would .influence the selection pz‘ocess :I.n thé next event. To, the e:\ten“t;
ER o K . . .
" that- actors dn ‘the system were aware e)f these concernsA they can be ° /L' .

e o, ~

recognizeH as issues. ‘FolIowing are the four major issues detected in’a RN

. . . cel - .ot L
‘ . L . “‘o e .«'

ae

‘an exa’mination of the re8ponses: R » ~ o

S I Threat to o;ganizational survival

This threat wea .felt keenLy by many units with obvious,ly



S \
o reaction agaihst the :eehmnehded\removaiiof paym*nt ﬂbrgtiaching extra

L

declining enrolnents, ,Their'responaes reflected a concern that the

recommendations could~ﬁ§eilitqte the“elimination or copeolidation of

programs and_organizational units. Thl;most obvious example of thﬁf :

concern was found in the response of the faculty of fine arts which
> .

challenged'moet of the Krueger Report. The reaction of‘FCE wae men- o,
. ? ...
tioned earlier and was based at leaot in part on a desire for eelf-

f‘ : . . ) ' “ . P ,’

preservation , - . ‘"“l'.’ SN e
. X . - ’ . .. , ) ~‘ . \a‘} ‘- .
2,¥,Centralizetion of the appoi[tment process T ‘

This becaue an isSue in:ggme of . the responses.vpere particular W ,’

‘. wi Q, )

ioncern was expressed that the Hecision—making power aeemed cohcentrated

..

in the handb of the VP(A) It was éuggested,&hat t , y should 'i?
A
be vested in a group rather than one individualu That uherc was hﬁttle E

reaction from individual deans to this issue of centralitation is
. Ty '
understandable since any negative regction mgght be interpreted as\an‘ ,

-l . ’ .
attempttby them to maintain their owu power at the expense of the JboIe
- - . . i t: u - ; . ] .\:
vinstitutions i 'ﬁ’ . fu § .}‘34 o A S L “;'9@\
‘ ! M - i *"v’*ﬁ‘ B \' . '

‘ v .:e/ S 4 : .
: 3; Threat to indiyidUal faculty teachingﬁloads el

- v

e

This concefﬂ 'was raisedyin connection wﬁth the propoeed integra— -

- -~_
tion of spring/Sudﬁer into regular teg?hing ioads.4 Several réspénses :‘?

expressed the view that the workload could not be absorbed sy easily as’

. suggested end that;‘since extra funds.’ would not bemaVailable ﬁor the ‘;

. !

. reQuiréd additional staff, th%kexisting faculty would heve to increase ;7%,;f:

s,

their ﬂ&d!hing loads. Although not expliditly stated,,there was alse a s *'%,

ercoutses in spring/summer._ Thie was most likely,seen as a plot

administnation to get more teaching for the same emoynt of money.

.
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‘| ‘-'_;' ) rcilated to members of GFC \q{ the total responses, t elve vere from
_\_'._ S ind icffxals,,eighteen fwﬁ faCulties and departments, _and,five from .
';;L _' ':.5 various committees (Appéndix H) Thebe respoifges were analysed to "

. Outcomss © Worgigli ..t vt
‘o %:‘ . ° .V\ } .‘ N ;’l . ', ) ‘ ) ‘.,
I 7 The main outcomes of. 'this eveht were tgaft Sppnses to’ the .

‘.“\J
L
~

. a : ’ r '
W . EE

M ~
v, . .o
Y -~

4. Resource reallocation, "limited term appointments, ;', '

5

hrueger Repott made by- many indiviqual,s and gronps thnoughout the
“s

determine the lev~el of support th’ere was foraeséh recominendation and

N

Lhe results are presénted in Appendix I, with a s\mnary vrovided in

R

‘Table‘ 1. " In .omg instance§ reSponses d:l.d not lerﬁ theme'elves to
Y 4

@ ..
analysis by individual recommendations and these l*aye been omitted

i L ,}v o Tl 3' . . - . . o,
from the data. ' kL SO S o R
. . - _.. "’

s L T, The summary shows olearly which Qf the recmnditions w&te .

y

”

e - -

‘contentious within the organization\ , Ah O\rﬁrview of the concerns and

' e

:'udetions where significant oppoeition develope% ,; -
'Ihis iss e me_;! wit“ :sm?ﬁ.oppoaition from |

ST ., quition contml. .

'i% a.ny sensitivity om_the

: ':.the b\ssis of enrplment cmmts, thus re

.o & s L , . ‘

;:"T:v “ and faculty. renewal _ ' e

ﬁ . ) These issues, identified in the pre.vious event, coqtinued to be _
. ":“'- —the -maingones “addressed- by—the—l(ruegex Reper—t—itself, - .However, the__

R others noted above al#'gained prominence as the total uniwersi;y T

b %{}1 cohwity‘ be/@me .moA invoived (~Figare .29) - . .‘ el :

"niyersity., i?totsl of thirty-five formal responses were received andr

.

part of gdministration to “the: need j:o protect programs khat may- 1 not Ne

s

. @ i
_l.rationale ptqvided in tlp respgqses %ivm bg,low for . those recommen—A ‘

:.,thck\e who felt th»at it would result in\d‘em.sioua being-‘mde purely on T
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. Endorse

Recommendation with Nq,

No. Endorse Amendments Oppose Refer Comment
I Posftion ‘ 5 3 7 0 10
2 control 4 8 1 12 -
3 12 4 0 1 0 12

' . . A ]
4 Limited 12 7 . 1 0 5
5 terms 14 - 3 0 0 8
6 Retirement 13 0 0 0 12
7 ¢+ 13 0 0 0 12
8 Leaveﬂapart-timel ' 12 2 0 0 11
9 appointments 12 . 1 0 0 12
s /
10 Spring/summer 1 7 < 11 2 5
11 integration 4 0 14 0 7
12 L4 5 9 1 6
13 Dismissal 6 0 T3 3 13
14 Program_ 5 2 2 1 15
15 termination . Co. 9 2 1 0 13
) 16 8 0 1 - 0 16

17 Faculty membe{s' 2 9 4 1 9

time
18 Administrative 13 -1 . 0 0 11

involvement

Table 1 Summary of responses
to Krueger Report
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meet the current fancy of the communiay. Two of the amendments sugges-
-

ted the criteria for reallocation be broadened to include factors other

o~

e
than éﬁrolment. Another source of opposition was the reluctance to vest

the_authority for reallocation with the Vé(A). A suggestion was made
‘s : il '

that a committee might be more appropriate. =~ E B \

Limited term qbpointmeﬁts. This recommendat ivn received some

&
opposjtion to the idea that preference in f {}ng vacancies should be

given to current limited term éppointees. Several respondents felt
. »

* this might compromise the institution's ability to recruit the best

1]
person for the position.
Integration of spring/summer into regular prqgrams.ﬁ-This ?
o~ A

recommendation received the greatest opposition.” The reasons ‘stated

-

were that the proposal wo%ld cost the universffy more';oney, individualc
faculty teaching loads might increase, and faculty members might be -~
deprived of a block of time when ﬁhey are free to do reséarch wiéhout ¥
te;ching responsibilities. Oppositién to récommendations 11 ané i2
indicated‘that if ihtegracﬁon became a fact there would be no reason to
include the FCE in the process. This re;ction reinforced'the view taken
by FCE that if integration succeeded it would severelyvéigrupt their
role in the organization.

Dismissals. This recommendation met opposition from those who
felt it should be considered by APQQ and, hence, the suggestion to refer
it to thatvcommittée. APDC opposed thé recdgmendation because they
thought -it mighﬁ "backfire," resﬁlfing in fewer zero increments being

. S _
awarded, rather than more dismissals being effected.

Reallocation of faculty members' time from research to teaching.

a

N

LTS
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This recommendation met with considerable opposition baged on an argu-

‘ment that such a move would be a violation of faculty members' ri#ghts.

.
The i1esponses containing amendments proposed that any reallocation be

done with the faculty members' comsent. This would probably remove any
benefits as perceived by the Kru&‘ Commiétee. since the in.tentiqn of
the recommendation appeared to be_;o get ;ore teaching out of those
faculty who were not "pulling theifiweight" in research. Such faculty
members would be unlikely to.golunteer for a heavier teaching load.
The éoint was also made that poor reéearchers may‘be poor teachers as
well.

In general, the outcome of this,event was to illuminate spec ic
. recommendations with which particular individuals and groups disagreed.
1t undoubtedly provided opponents of specific recommendations an oppor-
tunity to document their arguments and lobby with other groups for ’
support. '
In terms of the conceptual model for the study, the outcomes of
this event, combined with thé recomﬁendations from the previous event,
3
now became the input to the next stage of policy-making. This next
stage involves the processes of choice and authorization which, in this

case, were performed by ‘the senior legislating bodies-of the university.

) 4
EVENT 6: CHOICE AND AUTHORIZATION

o

This final event in the PMS involves both the selection and
authorization of the final policy statements and will once more employ

the headings of environment, process, actors, issues, and outcomes.
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Environment h (::: . . .
The boundary of the PH£:contracted in this event to® 1nc1ude
only members of GFC and BOG. Both these groups had, however, close:
Iinkages with the environment. GFC is representative of faculty, - i -
_ Astudents, and admin:l;trators th; mauin constituents in 1':e university "f

environment, whereas the BOG represents primarily the community. 5.
| During the previoue event individuals and groups provided input
to the system through formal channels in response to the GFC (Exec.)
request. Onee the report went to the floor of GFC for eonsideration, . .

the input from the environment was of a more informal nature, communi-

cated through the individual members of GFC. Most of these members

-

dwere now familiar with the recommendations of the Krueger Report since

they were involved in consideration of the report during the last edtnt.
- The extensive discussions during the previous event resulted in

a large number of informed and, in many cases, apprehensive ;ndividuals

and groups in tne énvironment‘of the final event'. They had made their

input into the procsSS‘through their formal respo%?eS'and were now

relying on their representatives to GFC to support their positions.

Process

The GFC and BOG are legislating bodies that generally do not get
involved with the initiation or development of policy but, rather,
accept or reject policy suggestions made by others. In many caeea these

suggestions are brought forward by committees set up by the council or

(v

board to examine specific issues, while in other cases the policy

recommendations are proposed by the adninistration. In either case,
"

A3
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recommendations are msually either accepted without change, accepted
with minor moﬁificatlons, or rejected outright. This observation is-
consistent with the model developed by Mintzberg (1974) and incorporated

in the conceptual model., The decisions of GFC and BOG respecting the

.

Y - o . ) - .
recommendations of the Krueger Committee were summarized by the OIR and

are. included in Appendix J. The processes leading up to several of

these decisions are examihed below. v s ‘

L r

The report was initially introduced to GFC by Krueger, who gave
the rationale for es;ablishiﬁg‘the committee and for the recommenda-
tions. During this introdugnibg, the VP(A) restated the problems of
fisgal restraint, staﬁ‘F'or déclining Eprolments, and the imﬁalance

. {
between enrolment and numbers of faquf\y. He*also stated the need for

the universfty to "demonstrate to the government, . . . to the public,

_and to ourselves, that we are capable of putting our pffairs in order

.

and looking ahead and striviﬁg fbr}:.. . the'appropriétg“sort of balance

between resources on one hand and programs on- the other" (GFC minutes,

¢

176.4.1, February 22, 1979).

In the ensuing general discussion, ﬁany of the arguments con-
‘ ) ~
tained in the responses referred to in Event 5 were presented. This

discussion was_wi&e ranging, not focussing on specific recommendations.
. > B . - )

The recommendations were then considered serially ‘in subsequent meetings

of GFG, beginning with numbers 1 and 2, at the 179th meeting on April 12,

Recommendations;i and 2

© These were introduced by N. Wagnér, the recently apﬁp“;l

president of the university. ngore inviting discussion in the éounéil,




o | A e
Ld .‘ -
- ’ . ‘
the president stated that he had already had discussions with the BOG

R .
executive, who had "invited" him to provide a plan for the implementa-

tion of recommendations 1 and 2. The president also indicated his

intention to appoint a six-member ad hoc Progxam Review Committee (PRC)

étfgr the 198Qs" (GFC minutes, 179.3.1, Apfu 12, 1979).

that would "consolidate, prioritize. and redevelop a university program

D> &
L

The PRC would prd&ide guidance to a secong, permanent Position
Allocation Committee (PAC) which would provide the meehanism for
implementing the first two recommendations. The president had, by
making the above statements, informed GFC that the recommendations would
be approved by the BOG regardless of what GFC did, and1§hat he had
already determined his preferred method of .implementation which ifclu-
ded the PAC. |

Recommendations 1 and 2 were then formarded to BOG for final

.

authorization prior to implementation. Then, along.with a set of

implementation guidelines submitted by the administration,. they were
approved on May 17, l979.j' _ 'V S
Recommendations 3 to 9 o _ .
& . . IR . .ﬁ ;*“
As indicated in Appendix J, these were approved without amend-

ment. No 9 dealing with permanent part—time appointments. wasﬂg?
nf‘
subsequently authorized for implementation by BOG on ﬂovemberldg 1979.

g

. ' e

Recommendations 10 to 12 “ P

These related to the integration of spring/summer/off-campus 12
programs into the regular workload and had precipitatedﬂthe moat vocal
reaction in Event 5 and were the sybject of extended discussi%ns at’GFC.

As the secretary of GFC unyderstated, "The responses indicated less than

s

184
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R
a high degree of enthusiasm for Recommendation 10"(GFCndnutes; 180.6.2,
April g), 1979). Wagnerq, in his role as chairman of GFC, revealed he was
not.in agreement with the Krueger Cbmmifteefs rationale when he sugges-

ted that "a successful integration of spring/summer'offe:ings—migh&»well~

e

"N

cost the University more money, and that people should beware of the

notion of a 4bonanza’ of new appointments" (GFC minutes, 180.6.2, April

”26 1979). As a means of dealing with the situation GFC established an

ad hoc committee, chaired by Chapman, with nemberqpip selected by him to
"identify both program -and course needs for spring, summer, and evening
credit®. . . and to make recommendations to GFC on ways and means of
meeting those needs'" (GFC minutes, 180.6.2, April 26, 1979),

‘.This new ad noc committee subsequently recommended to GFC the
appointment of a standing Advisory Committee 'on Special Sessiogs (ACSS)
along with.a number of recommendations, none of which supported the
main thrust of the Krueger Committee. The report of the ad hoc commit -~
tee was approved and the standing committee appointed. The subsequent
report of the standing committee was also approved.

The‘process is reported es an esample of the initiation of a
COntiguous PMS and is represented schematically in Figure . 36 In this
case there was an overlap of actors in the two systems, although the
issues addressed by the systems were quite different. The Krueger
Committee recommended the integration of spring/summer ,s a mechanism |
for resource reallocation and faculty renewal, whereas Chapman, per-
ceiving the initialtiituation as a threat to his organization, assisted

in redirecting GFC's attentiog toﬁard the issue of how to improve the

present operation of the spring and summer sessions. It is most likely
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B " '
sthat had the Krueger Committee not recommended the 1ntegr2§zén. the

ACSS would never have been appointed.

‘ RS
Recommendation 13

.1,"’ This proposal dealt with dismissal procedures, and was the sub-
ject of extended deba}e: Although the 3peakers all agreed on-the
necessity to have adequate procedur;s there was no agreement én the
merit of those recommended by the Krueger Committee. Therefore, the
matter was referred, without direction, to APDC, the key group in the
contiguous PMS which was atcempfing to develop revisionseto the U of C

Handbook for Faculty.

Recommendation 14

As this recommendation outlined procedures for the consolidatdon
or termination of programs, it was apgroved with amendments which N
ensured that the deans and department heads would be more involved and
that the V?(A) would be assisted by an ad hoc committee of GFC ?hgnever
such studief (concern;ng program consolidation or termination) wer:‘
undertaken. These amendments had the effect of reducing the role of the
VP(A) in such cases and may well have been a reacﬁion against the ten-

dency toward centralization in the report.

Recommendation 15 ;{

This recoﬁéendation provided for retraining of faculty members,
and was approved a; amended. The améndment was pfoposed by the current
president of TUCFA and Zwirner, and was intended to ensure that the
faculty members taking retraining leave would be protected against any

additional financial costs.

- .
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Recommendation 16 3 dgi{ﬁ”

This proposal was approved as pregdnted a;ﬁrenvaigd that
’ ‘ '.\ 2 " 2 .

oecurred -in ether~deparEmeats“£?—§§g§1

Recommendation 17 . y

LR,

This recommendation wq& conceﬁned wtfh”the redistribution of .

individual faculty member's teaching and research workloads, and was

defeaged. | '
2 . e
Recommendation 18 ) ’

This called for a review of administrative processes and was
referred to the president as part of a more general review of the cost

and efficiency of administration at U of C.
N

Actors

‘Three members of the Krueger Committee again took active roles
in the process (Figure 31). Krueger introduced the report to GFC and
then played an aétive part in discussioﬁ of specifié’;ecommendations.
He appeared to avoid advocating‘too.strongly any of the recommendations
with the exception of 1 and 2. Ri@her, he adopted the role of providing
‘information and clarification at the request of the chairman or'indi-
vidual members: This stance was interpreted by Zwirner as demonstrating *
weak leadership by :ot ;qfluencing GFC's consideration of the reportu

It could also be interpreted as sMowing sound political judgement,

particularly after Krueger had achieved his major goal of a resource

» ™~ _

reallocation mechanism.

Hyne spoke at GFC during the initial debate on the report. His

LS i N - >
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COMMUNITY

~Figure 31 Event 6:

Focus on actors
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“comments seemed primatily intended to convince GFC of the néded to

. demonatrahe government and society thaps the unigfc“rbity 1;; pre-

4

»

>

pared to manage its own affairg by taking same very difficult decis{ons.

— — e — ———— e

Following this initial statement Hyne did not enter the deﬁgg;_5;j#ﬂy
. . ) ‘s. '
of tile specific recommendations. ' .

Zwirner was again involved in his rdle as an elected member of
GFC although he was rno longer president of TUCFA.. He proposed several » e
amendments to motions and spoke on several occasions demonstrating the

same concerns as have been digcussed earlief. During these latter

stages of tne systegihe worked closely with other members of the TUCFA

4

executive and had considergble influence on the positions taken by that

body in botM their written [response to the report and their presenta-

4 .
. -

n the process was deséribéd.briefly during the

tions at GFC.
Chapman's rol

last event. He continued to influence decisions relating to the integra-
o o )

tion of spring/summer, both directly throuﬁh’statements at GFC and

iﬂditectly through individual discussions with other members of the

é . »
council. An example of this indirect influence came when a faculty
) XN

member of FCE made a presentation to the TUGFA executive and succeeded

1

in having TUCFA reverse its position on the recommendation. Whereas
TUCFA ﬁad accepted the rgcommendation without comment, aftet.tbe;_
represeﬁtation,a new position pgper opp;sing the. integration ‘proposal
was drawn up and distributed just prior to the GFC mgeting. ¥
~‘Wagner'had recently succeeded Cochrane ai president of U of C
and during this event became involved in the process ;s the chairman'of

= J
GFC. During an interview, Wagner described his view of both the issues
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inothts'specific ctase and the general. proteoo of univereiﬁy poliopeﬁ . e*_;
making’ (Hagnhgf January,,1980 psc.). He considered the prinary isaulF . N .

\ ‘-r', WL . Gt

faoed by the Krueger Committee. and aubaequently by GFG, as ane of , \;v‘ e
’ . Fa W _ 40 \ - "ﬂ AN .

”rationalizing the budget proceaa "of the university.’ He felt tnat w1tn —
'?; v

remain unspent in the deplrtmehts.until the end of the budget year, thus T

. ~ ! )

a proper positiongcontrol mechaniam, funds could be transferred effec-' w o

tively from ofte program or department to aqﬁlher in requnae§§945hsnging

A
needs: ‘He alao saw .position control as a solution to the«problcn -

v\. r

created when positions became vacsn: part Vay through a budd!t year‘;

tnder the ptevious procedure'the money attached to those positions wogﬁd

: %"

Yy

resulting in & pool of unexpended funds. Under a posdtionQControl

’

mechanism, such funds: would immediately revert to the "central pool" and \\\):

A-&
,.,.‘ - %o .- ) -~ I
be reallocated where needcd. S p ot Lo Y - SN
5. LI . T

A secondary issue identified by wagner waa}:he need for J%

effectivelvehicle for inplementing the recommendations appl@wed by GFC ""

i

" He vtewed the role o£-G¥C as one of approving broad plicy statements,

“until they knew how it was going to be implemented“thus forcing .

x\" ' -',_ M v,

"whereas he and the other administrators should be responsible £or

-

determining methods for. carrying%outithe policies While fhisbis \‘-’éu fllyﬁgi
consistent with’ the traditio;al division of responsibilities between ; ’
legislating and administrative components ofqan organization it lﬁvﬁg S
odds with several of the responses to tn//KTueger Comnittee reﬁﬁrt.}@f.s.;_evhv

« e T oL TR Ly

These respondents did not want to endorse or. oppose a gprtkcnlar policy

oAz
consideration of implementation proeedures by the legislating body

%

& Wagner a?bo discussed ‘his view of the role of committees and a
LY __’

councils . in "Fhe policy-making or gogptnance process in universities

oy . . . f‘"
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He stated that wﬁile such groups were necéssary to give credibility to

Acertain bolicies, they probgbly did not produce better decisions than

if the decisions were wmade ﬂy;gne or two individuals. - As an example,

he suggegted that two people could do all the work of the Budget Commit-

-teé ih far less time but, although the budget may be equally as good,

it would not be acgepted by the university as a whole. In'making these
observations, Wagner dig not suggest that the govérnance process should
be organized differently. Rather, he said th%t this requiremént to
?nvolve the many constituencies in decision—m:iing is the ''nmature of the
beast" and administrators must learn to accept and live with the system.

Many other individuals took active parts in the debate of the

recommendations at GFC. -In mdst cases they fepresented previously
identified interest groups or specific administrative offices and
brought forward argﬁments or concerns which had already been presented
in the formal responses to the ;eport / It was not obvious within the
context of GFC which other individuals were partiCularly influential.

’ ]

)
Issues

Essentially, all of the issues present iﬁ the final event had
been}identified at some previous step in the process. Two issues that
;eceived some additional attention were“those of implementation'and the
érocess of decisionmmaking within GfC. Wagner had®a particularly
important role in both these issues and appeared to be %nfluential in
direéting the proces; of GFC gﬁd in determining the implementation

»strétegy, especiélly the position control mechanism. At a point when

appeared the discussion might get bogged down on the question of
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implementation, he suggested that between meetings of GFC he would meet
with the chairman of the Budget Conm&ttee and other key individuals
and come back with é recommendation ®o GFC. At the next meeting the
mechanism adopted was an effective compromise which avoided some poten-
tial conflict and expedited the process of GFC. | ’

The formal nature of GFC as a legislating body dictates the
- framework within which the process must proceed. This framework is the
result of the formally adopted rules of order and the precedents estab-
lished in pracfice. However, within this framework GFé retains
considerable latitude for disposing of specific issues or decisions,
and this results in much of the discussion focussing on the process
rather‘an on the subs;tance of a particular recommendation. 1In this

case the fairly complex set of recommendations presented to the council

absorbed considerable time and effort throughout the discussions.

Qutcomes

The primary outcomes of this event are also the major outputs
of the full PMS. The policy statements contained in Appendix J were
the final statements authorized by éither GFC or the BOG and marked
the completion of the PMS as it was defined in the conceptual model.
These policy gtatements now become part of the operating environment,
as shown in Figure 30 (on page 186) to be implemented either by means
established in the policy statements themselves or'thfough mechanisms
developed within the administrative structure;

Secondary outcomes of this event related to the three contigu-

ous PMSs shown in Figure 30 (page 186). The first of these had as its
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centmal.deciaionfmaging_bo@y the AfDC and attempted to formulafe
revisions to the U of C Haﬁdbook'for,Faculty. This system had been
operating prior to the initiation of the fo;al.PMs and could be
considered ;\contiguous and parallel system. GFC‘ébviously considered
that the dismissal recommendation of the Krueger Committee should be
dealt with by the contiguous PM§>éﬁd referred it to the APbC after-very
little debate and with no_diréction to the committee.

The second contiguous PMS involveé'the determination of;policies
relating to spring apd summer sessions. The new policy-making system
quickly dropped the ibsue>§f iniegratiop:gpd began to focus on ways of
modifying spring and summer sessions better to meet the needs of the
part-time students. The establishment of this contiguous PMS effec-
tively neutralized the thggap posed to FCE and to .individual faculty
members' workloads, evén.though no formal rejection of the integration
proposal %fs ever recorded at GFC.

. The third contiguous PMS was initiated b; Wagner when he
appointed the ad hoc Program Review Committee. This committee was to
complete a survey of all major programs of fered ét the uni?grsity and
was to é;tablish a set of priorities which wouid serve as a guide for.
the decisions of the PAC. 1In addition to providing this list of
priorities, the committee would obviously serve the needs of Wagne; by

providing an opportunity for him to become familiar with programs

throughout.the institution.
SUMMARY

This chapter has presented the detailed data describing the
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six events in the case. Within each event the environment, prodfss.

-actors, issues, and outcomes were described in accordance with the\PMS

'model.v The model also provided the basis for the data interpretatbR

e

and‘ahalxsis, which were presented in narrative and symbolic form,
alonékﬁ§;h the descriptive data. To prévide a summary of the process
a cdmpésit;.modei was préﬁéred aﬁd”ié'presehtéd"iﬁ Aépendix K. This
diagramatic representation of the PMS attempts to show the integration
of the major activifies and issues within the operating environmeﬁt of
the system.

The final chapter briefly summarizes the findings of the

study, presents conclusions about university policy-making, and

suggests a number of implications for practice and further research.



Chapter 6

R

FINDINGS, CONCLUSIONS, AND IMPLICATIONS

INTRODUCTION

. "~ A number of specific questions were posed when the problem was’
stated in Chapter 1. The purpose of this chapter is to summarize the
v . - ' )
findings relating to each of those questions, to draw some general con-

clusions about policy-making in universities, and finally, to suggest’

several implfcations for those involved in university policydméking.
v, N - ‘n, . ” . '

FINDINGS

The qtiestions from Chapter 1 are restated below and followed
by brief summaries of the data (collected during the study and reported
i

in Chapter 5) which related to each question.

A. fhe Environment
7

1. What particular stresses in the enviromment evoked the poliéy-
making system?

The university was reacting to a combination of societal
stresses incjuding a static total enrolﬁent, shifting studept demands
among programév ?estrictions'on government funding, and a pe;ceived
lack Qf confidénce in the university. These features in the environ-
ment cfeated stresses in the operaﬁing'environment_of the organization

which eventually caused the gglicy-making gsystem to be initigted.

The doﬁinant stress in the operating environment appeared to be

196
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. ﬁ{the inability of the management system either Eo reallocate faculty
resources among programs or to curtail the growth in the total number

of faculty . _ :

2. How did the enviromment mfluence the process that deve loped
within the policy-making system?

/
N

___The PMS was ‘affected in many ways by features of its environ-
ment. For example, tK; repctions.of-th;vadminisbtation constituency in
Deans' Council resulted in a modification df the 4n1tial policy state-
ﬁent and the challenge by TUCFA (representing the faculty constituency)
completely redirected the proceﬁg. Through_incidentslguch as these the
environment determiﬁed, in largeﬁdegree. the;?ature of the process and
the specifié ;teps the‘procehs wpuld‘take. Howe§er,,the de‘#ee of
_ihflgehce'of the envi}onment was not uniform ghroughout the pr;cess
since the bogndafy of the system vafied considérabiy 16 its perme~

ability from one event-to the next.

3. How did other polzcy-maktng systems interact with the focal
system’

The focal systgm had interaction with seQéral con;iguous PMSs.

" For example, the initial_diagnogis of the problem by the faculty consti-
tuencylﬁas influenced by the activities of g'PMS focusing on the prﬁmo-
tion and salaries;of full érofeéspfs. Toward the end of the process ag
least two new PMSs were initiatedlby actidns within thé focal policy- .

"making system,’ h o
B. The'Proéess

1.. What major aciivities were undertaken during the process? Can’

these activities be categorized.in terms of their function in
the policy-making process"

5
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Six’ major events were 1d¢nti‘f1ed using & classification system

adopced in t:he. conceptual model., The claslifi atior;‘ was based on func-

tion anrd appeared to ‘;erve the needs of the stu y. The major events in
the proce;s were: problem recognition and diagnqsis, the first develop—
_ _ment phase, t the mpjor intetrupt _ye necopgldiakgpp:sii_and ggv_e]:opment
phase, evaluation, and choice and authorization. p
2. In the early stages of the prooess, what attempta were made, zf

any, to predetemnne the activities that would be undertaken in

order to arrive at a policy?

When the issﬁe was initial.ly identified by the presiden‘t and the
VP(A), they decided the route the policx-making should take. This route
involved the VP(A) obtaining the Deans' Council input, then -returning
the -pr}oposal to the president who would (presumably) .transmit it to the
Board of -Governors fot" approval. When Krueger and Cochrane discussed
the problem they agreec;‘in general terms what steps would be taken but
‘did not formally document the proposed process. It appea‘rs the major
deaision Iw;s whethér to de‘Velop the pplicy\‘.through the administrative
wﬂlkst&"uétute (:an'olving DC) or to process it through the "academic" struc-

ture (inwlving General Faculties Council).

#aw closely wag the process foZZowed’ For what reasons did the
) rocess’ deviate from fhe p lanned process?

- deviated from t:he planned route when the faculty
cdnsﬁitue"\'k:y, ": . the prtéiéent of TUCFA Achal..lenged the'author'ity
of. DC;.za‘nd sdp: | in having the Wptter brought to GFC. From that

po{nt, he genc ' ps was contq?‘;ed primarily by the decisions of
GFC aﬁdic' (ﬁxec.) Qb-dete*led 4

volved, when outsiﬁ%

ch committees would become in-
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be authorized. | .
" 4. For eagh of the major activities identified:

(a) who were the actors involved and in what way did they
participate?

(b) what irssues were perceived by the actors?

{e) had the enmromnent changed significantly _f‘rom the pretnous
maaor activity?

(d) what were the bowndaries of the policy-making system and
' had they shifted from the previous activity?

The policy-making process was divided into six major activities
or events, usihg a classificatioh system adapted from Mintzberg ef al.
(1974) an& incorporated into the concéptual model. These events were
1) problem recogni;ion and diagnosis, 2) the first development phase,
3) thg major interrupt, 4) second diagnosié aﬁd development phase,

5) evaiuatién, and 6) choice and authorizatibn.
v

Each event was briefly described in Chapter 4 and then de-

scribed in detail in Chapter 5. The data referring Eo“actpfs and their

activities, actors' perceptions of issues, the environment, and- the

shiftigg of the system's'boundaries are all included in Chapter 5 and

‘were considered too extensive to repeat in this section. - -

Cf The Actérs

1. On what basis were actors included in or excluded from the
process?

~ Actors tended to be included on the basis éf either their
position ;nlthe administrative étructure, their identification with ‘a
Specific'cgnstituency,,or their mg@bershép in a‘contiéuoua PMS. The
basis forliqclusionichanged ﬁith each evenﬁl/gepgﬁdent'updn'the nature

of the activities. For example, a number of actors were included in
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1

the second development phase because they represented particular con-
stituencies but wr re excluded from-the‘succeeding events when their

report went to GFC,

2. Did the actore perceive themgelves and others as representing
specific interest groups?

~ For the most part, the actors did perceive themselves and
others as representing particulgr interest groups. This perception was
tempered, however, with a view that they each also represented the
common interests of theiinstitutiona |
3. Were the actore predigposed to particular policy alternatives

and to what extent did they feel the final pochy statements

inetorporated their preferences?

The administrators appearéd to be the only actors with prede-
\ termined policy preferences.‘ While the president of TUCFA aiso waé
predisposed toward certain :zsitions, his input tended to be more
protectionist in nature (i.e. defending the faculty constituency)
rather than being in f;vor of specific new policy alternatiQes. Many

of the actors in the PMS had no previous knowledge of the issues and

thereforé held no initial,preferences.

4. Did the actors adbpt Btrategtes through which they could
Lnfiuence the outcome of the process? Did other.acpors recog-
nize such strategies? ° .

A number of strategies were adopted, the most obvious being the

strategy pf Zwirner to ﬁove the locus of décision-making from Deans'
Council and the a&ministfators to GFC where the faczlty could exert
more influence. Another example was'tﬁe strategy of Chapman to defeat
the proposal récommending integratién of sﬁring7;umme;'programs. Other

winor strategies were adopted by actors in the Krueger committee;

specifically, there were those involving Hyne/Woods and Zwirner/Symons;

¢

Ll

LN
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For,;he most part, actors did not recognize the'use of strate-
gles or were reluctant to "a.ccuse" a colleague of adopting a strategy.
This appears to reflect :h:‘attitude"that decisions should Be reached
‘through a rational, collegial process and that any attempt to "strate-
gize" should be viewed in negative terms.

' S'.‘/ Were the actors perceived by themselves and other actors to
have more or less power in relation to specific issues and in
relation to other actors? .

Attempts were made during the data collection interviews to
have actors assess the rélative levels of power exerted by themselves
and others. Although several actors were reluctant to make such
assessments (perhaps another ma;ifestation of the collegial ethic)
thére‘was general égreement that the administrators exercised ;he most
power, followed by. theefaculty representatives and then the ;tﬁdénts;
The level of power also appeared to be dependent upon the nature of
each specifib jssue. Where the issue was acknowledged to be a legit-

imate interest or within d’! decision-making prerogative of one grouz//

B (
or individual then that person or group could more easily influence the

-
b

process.

D. The Issues

1. How was the primary issue initially identified and through what
means &d the igsue become the legitimate foeus of a policy-
making activity?

The VP(A), Krueger, identified and diagnosed the problem with
the assistance of the OIR_.and then had it legitimiiea as an issue by

the university president.

R

2. Were the issues clearly defined when the process began and did
the definitions remain constant or were they redefined during.
the course of policy development? .
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" The issues were clearly defined by Krueger but lost much of

»

their clarity as new actors were introduced to the system. Each actor
had his- or her own perception of the major issue, ﬁhich in some cases
bore little relationship to the initial issue. It was possible, how-

ever, to 1dencify the major issues that autfaced in each of the six

events. These issues were not necessarily redefined in the process, 4
&,

but, rather, were given higher or lower priorities depending upon the
) \
influential actors in each event. In the major development activity

(the Krueger committee) the definition of the issues was expanded to
i ) .
include virtually all the concerns of the cotmittee members.

3. How were the igssues interrelated, both within and between the
system and its envirorment?

Most issues were clearly related because they originated from.

the same stresses in the Qgerating environment ; however, the differing
. .

emphasis on particular issues appeared to be related to the roles of

the actors in the environment. In other words, although actors méy

>

¥

have accepted all the issues as being 1egitimate they placed special
importance on the one or two issues which directly affected them or

their constituency.

E. The Qutcomes

1. Did the actors percezve that the outcomes (or poiicy state-
, ments) resolved the issues as they had identified them?

One difficulty in énalysing the outcomes was the tendenc; for
actors to invert issues and outcomes. For instance, £he 1ntegrhtion of
spring/summer became an issue for some actors; whereas it was clearly a
solution or possible outcome related to the issue of re;ource reallo-

cation. The question of whether the outcomes resolved the issues
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';herefore became problematic. The omly actors who felt strongly that
.the major issue was reasolved were the vice-president and president, who
felt that the position alloeation mechqniam would resolve the rescurce
reallocation prdblem. Several of the actors had not followed the

process after they were no longer directly involved and had no opinion

) 6n7theﬂhéééiblgneffeét;“ofhthe,ﬁblié&nhﬁatem;ﬁgé.Wd
2. In what manner were the outcomes interrelated?

The outcomes tended to be "clustered" aro;nd a number of re-
medial or ameliorating activities. Each of these groups of outcomes
was integnally interdependent so that if the main recommenQation was
not acted upon the others could have no effect. However, there was
little depéndence among the clusters of policy statements, thu; allow~
iﬁg for the rapid implementation of one activity'and the postponementl
of another with no 111 effects.

3. To what extent were th; outcomes Zogicaily consigtent?

The outcomes appeared to Bejlogically congsistent to the extent

Vihat the impleméntiiion of aﬂy one policy would got negaté ;he benefits

of implementing thé’othérs. BN

’

CONCLUSIONS

The conclusions are presented under three headings. First,
th;re are those conclusions relating td the ability of selected modelg
.to explain policy-making as it is préc;iged in universities. These
are followed by conclusions abaut the effectiveness of several metﬁsd-

Frg : - - .

ological approaches to the study of usiversity policy-making. Final-

ly, there are a number of conclusions drawn from specific phenomena

-
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o "
. obsexved dur{ng the case study.

o

Descriptive Models of Policx—Making
in Uni_gggéty Governance ' .

The conceptual model developed for the study incorporated

aspects of several models of policy-msking which were reviewed in

L

Chapter 2.. The daga presented in Chapter S described the processes
operating within the gpecific policy-making system and formed the basis
for conclusions about the applicability of particular models to univer-
sity governance. The first five of these m&del aﬁe presented belov
with summaries of their main features and assessments of thelr utility

as explanations of policy-making in umiversity organizations.

The bureaucratie model. ’ This model 1is based on a rational

14

distribution of power and authority within a strictly hierarthical

structure of oﬁfices Individuals: operate on the basis of the author-

| ity attached to their offices and within -the bounds determined for

those offices. Decisions are made through a rational process which

assumes access 'to pertinent information, lgreement on organizational
. L}

goals, and the objectivity of the decision-makers Although the
bureaucratic model does not exist in the ‘ideal form as originally
proposed, it has been offered as one explanation of\organizationsl
phenomena in universities. Existence of particula#}fesgures of the
model indicate the degree of "bureaucrstizstion of‘the organization.
Sevaral observations can be expl ned through ‘the application
of the bnreaucratic model. For example, the dentification and diag-
nosis of che‘issue was undertaken initially by' the officer responsible

) LY
for thé} operating area. He adopted a rational approach through the

ry
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collection of pertinent data, examination of alternative doluciona. RS
and selectic\m of the most promising policy. In another indttnco.-‘the

president's acti% conformed to t’le bureaucratic model when he decided
to bypass' th.ceneral Faculties Council and take a proposed policy
-~ ~directly. to che .Board_of Governors.. - He -apparently assumed that-he had---

the autho;ity for such action because of the pblition of his office in

o
- - m

the hiérarchy'

”

"Therefore, 1!: is concluded that the bureauamtta model was

b
. helpful in the explanation of university polwy-makmg in this iﬁetance

because specific examples of bureaucratic phenomena were ident_,ified‘

. ) . ~ . . '.",? ]
The collegial model. The principal feature of this model s ﬁ%@
N . & 4

the existence of & concern for the well-being of the institution that
. , -

tradScedds ind{vidﬁal objectives and”feshlts iﬁ decision-making thﬂpugh;
consensus. The se;drdte consti:yenciesﬂﬁpat exist within the univet-
sity may have individual objectives but ;hese‘will be relegd¥ad to a
lower prio;it; if they conflict with the gdals of the total uﬂiversity
community. The consensus model of‘:eciaion—making imp;ies the'posidive
endorsement of po;tcy'alternafiwes and rejects the use of compromise or -
"majority rule" proé;ddres.~
-Most actors in the study Subscribed to the principle of colle-

glality and supported it as the most appropriate model for university
,governance.‘ However, no-evidence was found of a truly consensus model
of.dgcisibn—making in the policy-making dystem. Even in thd opetption
of thermajor conmi ttee, where no.formalavoting procedures were adopted,
cerfain members felt the‘procegs was one of individuaib aubmdtt;ng to

| the apparent will of the majority, rather than decision by consensus.

_—
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)
Another implication of the collegial model 18 the existence of

a "community of peers' within which individuals can influence the
decision;making proceég on an equal basis. In ;his study it was appar-
ent that the influence or ;;;er exerted by 1ndividuals differed depend-
ing on the constituency or administrative posi;io{ they represented.
The degree of influencg appeared to be a function of the accessibility
of information, the experience of the individual, and the time avail-
able to devote to the process. Since the administrators had advantages
in all three of these areaé,‘it is understandable that they exercised
more power than faculty or student participants. To the extent that
this power imbalance exists in universities, it is difficult to ;ccept
the applicability of the collegial model.

The acceptance of collegiality as a normative model of policy-
making has had obvious effects however,lparticularly on the structure
of the permanent decision-mgking bodies within the institution. Coun-
cils'and committees, such as the General FacultiesﬁCouncil, ha;é rep-
resentatives of faculty, students, and administration, which presumably
creates an opportunity for all constituencies to equalliAinfluence »
decisions. ?his study tends to demonstrate, however, that the creation
of such opportunities does not necessarily result in a "community of
peers' when measureé by the degree of influence or power of each
participant. Further, ;he_collegial model, as defined in the litera-

‘thre, is only operative in university policy-making as a normative

* guide: in the design of participative decision-making groups. In'other
words, whilecthe collegial ideal may guide thé develoément of.a
structure for policy-making, the study indicated that the process did

-

!t;ji
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not incorporate the essence of collegiality which implies consensus
decision-making by a community of peers.

(W

The political model. This model represents the university as a

political system within which definable interest groups compete for
resources and power. The applﬁcability of the model will be assessed
through an examination of the six underlying assumptiohs presented in

Chapter 2.

1. Few people become involved in the process. This assumption®

was borne out by the study. The number of key actors (those directly
involved in the decision-making process) tended to .remain smail until
the issue was brought to GFC and BOG for authorization. In fact, in
attempting to expand the number of interviewees by asking each actor to
name otherbinfluential participants, the network did not expand much
beyond the initial network of ten to twelve individuals.

2. Those who participate mo&e in ;nd out of the process. This
"fluid participation' was found to be a feature throughout the evolu-
tion of the system. The only actor who was involved through all major
events was Krueger, the key actor.

3. Interest groups, with differing goals and values, exist in
universities and participate to the degree their interests or relative
positions are threatened. The interjection of the faculty constituency
in event 3 was the direct result of a threat to the security of certain
members of that group (i.e. those on limited term appointments).
Throughout the process, tﬁe TUCFA representatives perceived the pro-
tection of this group as the major issue and were willing to suppért

‘4

other proposals only as long as their security was not threatened.
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One ;ther interest group, the students, did not perceive a
threat in the policy issues or proposals and did not participate in the
process until invited to do so. Their participation tended to be of
low influence and lasted for only the development phase of the policy-
making system. The study, therefore, 3upporfs the assumption that
interest groups exist and their éarticipation is aifectly related to
the perceived thr;at to their security.

* 4. In the university, conflict is natural and can be viewed as
a positive force promotiﬂg desirable change. Actors in the stydy
tended to view conflict as a ""fact of life" in university govefnance
but did not explicitly ascribe a negative or pdsi;ive value to 1it. fhe
decision—maging mode, particularly in Deans' Council and the Krueger
committee appeared to be one of "conflict avoidance'" which may.indicafe
-an unstated belief that conflict is notva ﬁositive force and éhould be

avoided through compromise. Therefore, the study supports the assump-

: ' I
tion that conflict is "natural" in a university setting but that it {i¥

*

not viewed by participants in policy-making as havini a positive value.
5. The exercise of power by interest groups places severe
limitations on formal power, leading to compromise decisions. The
" power of the administrators to make~uniiateral decisions was apparently
limited by~ the action of interest groups in this éaﬁe. The final
policy statements authorized by GFC and BdG, however, contained all the
mechanisms sought by the key administrative actors in the”firsf-i?—
st&nce. The president, rebresen;ing the formal power structure, also
asserted the right of the administration to téke unilateral action

should the GFC not support certain key policy proposals, It is,
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therefore, not complete}y clear that the exercise of power by the
faculty interest groué}restricted the formal power of Ehe administra-
tors. What is clear is that action by'ghe faculty constituenqy length~
engd the procéss by caﬁging the'issue to be considered by a new group

of actors in a completely different arena. Consequently, the "asump-

tion is supported to the exten;ntﬁét the administrators were unable to .

adopt a policy within their own’relatively short time frame but is not
supported to the extent that the administrators did eventually ;chieve
their stated policy objectives. . ”

6. External interest groups exert a st%gng influence over. the
policy-making process in universities. Data collected in this case did
not reveal any direct influence by external interest groups in the
policy-making system. However, the perceived threat of increased
government control or intervention in the internal affairs of-tﬁe
ﬁniversity was expresséd several times by certain .actors and may have
indirectly influenced the process. This.exp;eﬁgion ofzconcerﬁ tended
to be used as a iﬁétifiéation-or motivatioﬁ#for faking decisive ;ction
on a policy issue. Although Krueger,”the main’aqtpt,’employed such

L]

rhetoric in public statements, he personally beligved that the actual

threat of government interference was extremely remote.

<The assumption, therefore, is supported only to the extent that
o

‘ the perception of potential overt action by an external interest group -

can infidence the behavior of actors in a polic&-making system.
In summary, the study supported, %n whole or in part, each of
the six underlying assumptions of the political model. It can there-.

fore be concluded that within the policy-making system in this study,
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the political model was operative and was valuable in providing an

explanation of many of the observed phenomena.

The organized anarchy model. For this model to apply there

;mshould be evidence that the organization is an organized anarchy (that
is, has problematic goals,‘unclear technology, and fluid participation.

o

qf members) and employs the ''garbage can" model of decisicn—maﬁing.
Thetgarbage can analogy is based oc the proposition that within an
organized anarchy, ?roblems, solutions, R;rticipants, and‘choice °
opportunities are tﬁrown together and decisions are the result of a
random "sticking together' of these elemects.
The study definitely éupportcd a conclusion that the university

is an organized énarchy as defined in the literature. Thé‘goals were

-often in conflict or were difficult to clearly define; the actors were
.

unsure of the optimum method of accomplishing their goals, and, as was'

shown in the discussion of the political model, there was fluid partic-

ipation of actors.

~ There was also evidence that the garbage can model of decision-

making was operative. For instance,'particular gecommendationSﬁin the
, P . .
Krueger report were closely fclated to or "stuck to" specific actors;
however, these fecoﬁmendatioﬁs were not closely related to the major
issues and consequently were not authorized for adoption. (Examples
A - . .
would be the récommendations for spring/summer integration and the
review-cf admihistrative,processes.): In the garbage can model this

would be an example of "oversight," where a choice is made without

attention to eiisting problems.
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The case can also be viewed as support\for the hypothesized

relationship betwWeen organizational slack and the deci%ion structure of
the organization, as reviewed in Chapter 2. The nroceSB nas initiated

because of a reduction in organizational slack (i e. restricted

funding) and resulted in a centralization of decisions relating to
gcademic appointments, or a shift toward a hierarchical access struc-
ture. This relationship is consistent with the model.

There 1is contrary evidence, howeyer, which suggests the
decision-making processes were not as random or haphazard as 1is
suggested in the organized anarchy model. For instance, in the initial”
stage\of problem identification and diagnosis OIR conducted a system—
atic study of the quantitative dimensions of the problem, examined
solutions at o:her institutions, and projected the future impact of the
‘problem; In another instance, ‘one of the’ threatened organizational
units, the Faculty'of Continuing Education, developed a deliberate
st¥ategy for influencing the process and managed to turn the situation
to their own benefit. Neither of these events was a random occurrence

but rather was the result,of conscious decisions by actora within ‘the

system. . . , ’ w o

The conclusion, therefore, is that whzle the organzzed anarchy
model does apply to the extent that‘mdny‘observations appeared to fit
‘within the model's definition, thene are other phenomena which cannot

be adequately explained by the model. ” : .%‘

Incrementalism. This model, taken from the policyfsciences,

argues that nev_policies are incremental adjustments to existing v

\
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policies and practices, These-minor adjustments are made after

consideration of a relatively small number of alternatives and after

v

only_limited examination of pgssible‘consequences.

Krueger, when presenting his committee's recommendations to

d GFC made clear his support of thé incremental approach ué was
supported in this approach by other actors who expressed. concern that
the recommendations must not deviate too far from the °status quo if

-

they were to receive authorization. This.model might also explain why

" the recommendations regarding dismissal procedures were not acted upon, '

or even discussed in detail at GFC, but were quickly referred to
another committee. ‘They, were, perhaps more than an incremental
adjustment and therefore could not be considered within the'normal
processes of the General Faculties Council. |

The study therefore supports a conclusion that the modeZ of

'anremental poZtcy-makzng 18 appZLaabZe to unzverszty governance.

-

#

In’ summary,,all the models reviewed in Chapter 2 and\summarized 2

above are to some extent'applicable and useful in the explanation of
_policy—making'in universities.“ Further, none of the models, by itself
offers a complete explanation of the phenomena observed in the study

Each model reflects the particular theoretical perspectives of its

proponents and contributes to our total understanding by illuminating a" L

new dimension of the problem,.' ‘ '_.: S

Methodological Approaches to the Study - . ca A‘“
of University Policy—Mak ng . .

The final three models included in the review of literature

served as guides to the conceptualization and development of the
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.policy-making system (PMS) model adopted for the study. The purpose of
| this section is to review the contributions of these three approaches

to the.deyelopment of the c&nceptual model and to assesa the utility of
jan W . i ' S : . . R )
h the PMS model as a methodological tool in the study o™@miversity .

policy—mahing.

- N ) K

! : U

The public policy-:flow model. The major contribution of this

o 1

approach~was the cdnceptualization of policy-making as a process

Y

separate from, yet interrelated with, the more permanent decision—
making bodies in the organization. The process was viewed as an inter- . j‘
f- active network controlled by the power arrangements among the various

components ‘and interacting with significant elements of the environ-

.

ment, _?olicy-making was conceived as a random; multi-channeled process

( - /V’ -

- which could only be understood through the examination of the phenom-
“enon using orderly field research'techniques.
The public policy flow model was judg&dvto have provided a

e . . g . P
. ~valuable theoretical underpinning to the study's conceptual model.

The policy syatem as'a vehicle for:decision—making. This

’approadh combined the concept of a dynamic policy system focussing -on a
set of related issues, with a number of useful analytical conventions.
Its major contribution to the PMS model was 8 differentiation of the

" environment into constituencies, contiguous licy systems, and the

0 A -

————perating environment. In addition, it demdgstrated how a policy

system is imbédded‘in higher'level systems and how'contiguous systems

Tn

can interact with the focal policy system. This model-also ‘emphasized

N

- the identification of communication links among actors as.-an essential
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step in describing the operation of the policy system.

3

The structure of unstructured decisions. This approich to

strategic decision-making provided a mesns of analysing the temporal
dimension of the system. From the detailed examination o;,a number of
cases Mintzberg et al. (1976)fdeveloped'a'classification system that
accommodated the frequent "looping" of the decision process snd‘also
allowed for the complete omission of particular phases whnich are
consider!% essential in the purely rational process Within each phase

a number of routines were described which provided a further classifi- -

cation system for -the actiyities of acqprs within the system.

K

The policy—msking system (PMS) model. This was the model
adopted for the study as a guide to the collection and anslysis of.data.

The model is essentially a synthesis of the three models reviewed above

" with the addition of a number of conceptual and methodological fea-..

tures. The tirst addition was the identification of the three primeri
system components astsctors, issues, and processes. It was determined
that a description of ‘the system's environment plus these three classes
ofAcomponents end their interrelstionShipsxwould constitute the essen-
tial description of the system.‘ To facilitate the systems analysis two.
.
sets of conventions were developed to symbolically represent the major :
features of the PMS. lBese two symbolic models, one focussing on
prooess and the other on actors, were described in Chapter 3 and
utilized throughout the presentation and analysis of the data in

Ghapters 4 and 5. ' e

The PMS model was developed as a'methodological tool which _

A A b i s e A B b e S
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"would facilitate the invedgtigation iﬂd anaiysié of fhe policy-making
process.whileJBtill allowing the 1ﬁterpretation of the p;&cesa accord-
iﬁg Lo previously proposed models (e.g. bureaucratic, political, etc.).
'Consequently, the model- did not predetermine the nateg #ﬂb the deciaion-,<
making process but allowed for the observation of any nuagz} of
different processes.

It is the conclusfon of the researcher that the PMS model
provided an extremely useful methodological tool for the imgest:igation
of policy-making in un;lversities. While it provided a means for
isS{ating a particular case of‘policy—making through itskincérporition‘
of the concept of temporary systems, it also provided guidancevin Ehe
analysis of the interchange between the focal system and its environ-
ment. It.incorporated a means of classifying the many actiVitiesliﬁ'
the system while siill‘providing the flexibility required go desgribe
a complex cycli&al prdcess. I:'provided a means to c;tegorize actors
véccording:to their roles in the environment while.still facilitating
the description of their participation within the policy-making system.

- Perhaps its greatest utility, however, was its a.b‘bl‘bty to proznde
direction and _gmdance in the conduct of the research without focussing
the study so narrowly that significant data, just beyond the boundary'

‘of the cmcéptual model, would be overlooked.

' : - - . L

The Substance of the Case - »

While the conclusions drawn thus far have related primarily to
the 3ppiicability and utility of various models employed in the study,

it is also appropriate to form.conclgsions regarding the gpbstantive
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dimension of the case. These conclusions will be discussed under the

headings of environment, process, actors, issues, and outcomes.

gnviropmgntf AOne qf the_gc;oys sugggspgdighg; the U of C was
‘attempting to solve the Ontario universities' problems. The implica-
tion was that in the affluﬁyt oqmmunitylof Calgary, Alberta the prob-
lems of restraint that vex the rest of the country cannot be present:
This perception was at odds with the perceptions of other actors who
saw fiscal restraint as a real problem tha; must be dealt with through
firm poliéy decisions. It was impossible to determine within the
limitations of 'the study the éxtent to which this variation iﬁ percep-
tions of the environment affecfeé tﬁe policy~making systém. However, .
it is reasonable to conclude that actérs expressed differing interpre-
tations of the enviromment, which undoubtedly af?écted their percep-
tions of the itssues and their behaviour in the poZicy-r;rdking process.
The operating environment within the U of C exhibited charac-

4eristics which are undoubtedly found in many other North Americann
universitiés; In particular, the resource allocation processes were
deQelopgd in a period of rapid expansion and were no longer effective -
in a period of decline or "sfeady state". The f#ct that this incongru-~
ity prompted a major policy-making effort led to the conclusion that
the praceases mthzn a um.verszty 8 internal operating system are
dzrectly affected by conditions in the institution's emvironment and
\that it 18 wnlikely that procedures or practzcee designed to meet one
set of envirommental conditions will be adequate for all others.‘ These

\
conclusions are entirely consistent with the concepts.of open systems
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which emphasize the interdependence bet;aen a system and its envifon-
ment.

This interdependence was also observed between the policy-
. making system gﬁd-éﬁeuoperatipg environment. -The boundary of the PMS
was deliber;telﬁ kept impermeable during events two and four through
decisions of the Rey actors to conduct their meetings 'in private.
Participants were admonished to keep all discussions confidential and
to not solicit input from their constituencies until ther release of
a formal report. Both events were followed by severe neéative reac-
" tions. The_decisions_by the Deans' Council in event two were success—
fully challenged by TﬁCFA, representing the faculty conétituency, and
the process was redirecﬁed to 3\c§urse that took considerably lonégr
than the one ofiginall&jplotted by‘the key-ac;ors. After e§ent fapi,

the Krueger report came under attack from many quarters, frequently b .

I / . - ‘
from persons unaware of the background to the problem or the rationale |

for the recommendations. This created a somewhat hostile atmosphere

and caused some persons in the environment to question the adminis-

trators' motives. These instanéés are the basis for thé teptatiQe\

conclusion that deliberately decreasing the interactions between a PMS T

and its enviromment may result in a' lengthening of the entire process o

and an increase in the pbssibi_lity of eonfrontation and conflict. ™ ﬁ
Avfinai conclugsion in this area congerhs the relationship‘

" between a PMS andicoﬁtiguOus PMSs in the environﬁent. hithin the study

several examples emerged.of éhe initiation of_néw‘pélic}-making‘systems

. addressing issues which were identified during the course of the focal

system. These new PMSs wefe not foreseen by actors in the system but
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"and appointed thé Krueger commitiee. The administrators exercised

“ S8

.
..

' % S
tended to be a reaction to events which immediately preceded their
initiation. It therefore appears that every PMS. haa the potantial to
antzate new PMSe, whzch may dbvazap on a course tndependant of the

‘Lmtzatzng aystem.

Process.~”Da£a‘collected‘ln thié study deScribed many features
of the policy-making process. In general, 1F was found to be comﬁlex,
unpredictable, cyclical, and, at times, uncontrollable. The nature §f
decision—making varied betweem rational, political, haphazavd. and to
some eextent , collegial. Nevertheieas within this complex description
certaim feg;ures appeared to stand out and have formed the basis for
several concluéions. ~

The first conclusion relates to the extent to which the process

can be controlled. ,It would be 4n overstatement to suggest that the

entire process is \mcontrollable; tather, it seems the control shifts

‘a

from person to person or from group to group. In the fnitial phase of
problem identificatién.and diagnosis, the administrators ccntroliéd the
process and were in a position to suggest the further steps the proc;;a‘
shquld take. However, contyol shifted ffom,the'administragors{when the
political nature of the issues became apparent an& the f§¢u1ty constit-

uency disrupted'thg planned process. At that point GFC took control

.

‘considerable control in the committee but lost it when the report went

to the GFC (Exec). In the authbrization stage the adminiatrators were

back in control jo the extent that they controlled the acttvities og

P

GFC and the Boafd of Governors. B NN
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It 1'1‘f"°“'ble to ‘assume that the loss of control 1n event

L)

three, the major 1nterrupt, resulted in the proceas taking many extra

months before Krueger, the key administtative.actor, was able to

“dchieve his_ﬁéih‘bbjeétiV¢ 6f”5"poaitionftontFGi‘mechéﬁibﬁ."it'i;rélao” -

possible that the 1nterruption could have Been avoided had the process

been designed to include TUCFA in the 1initial stages. Based on the

above observations it is concluded that the extent to which adninis-~

o . \ N

trators can exercise control over the policy-making process is limited
by their capacity to foresee and accommodate theipolitical nature
ofjthe process. -
| _The next conclusion also relates to thévoolitical‘dimensionmof
the process. Two particular activities demonstrated thé\&ffecgivémess—
of political action in redirect'ing the pracags in the PM§ and conge-
’.quén;ly in affecting the'outcomes;‘ The actions of the TUCFA president,
which have just been referred toé‘resolced in greater faculty iaput -
inio the decision-making and eveotually resulted-in.;olicy statements
which did not~negat;vely affect the limited term agpointees. Thé :
faculty constituency therefore accomplished its ﬁajor goal through_the
strategic.apﬁliéation of itg political-power. | ?kljf-
The second activity-was that of the dean of.the~Fﬁculty of ‘
Continuiog Eoucation who percoived-a threat to his faculty in one of
the recommendations of~£ﬁd~Krueger report. The délibe*até‘w;rategy‘of‘
FCE to distribu;e counter atguments and to enlist support for their
position, assisted in the defeat of the reconnmmdaéionti: GFC and the
inifiationoof ; contigoous PMS wﬁich‘was consideréd a direct bemefit to

FCE. The conclusion supported by these observations is that plamned
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political activities, using the legitimate etructures and érocess of
the organization, can significantly alter the process and outcomes of
a po‘Zicy-makin.g eysgm.' .
The final conclusion about the policy-making process relates to

the use of information and information sources. In the early stages of

the process, when there were very few actors, the information available

. came from two main sources--the data belonging to each individual actor

and the data collected by organizational units who had been assigned
the task (particula:ly OIR). These data were pooled, analysed: and
summarized for the use of the actors and were influential in defining
the issues and in the ini;ial exploration of alternative solutions.
Howgver, when the responses to the‘KrQeQer report were received they
were merely circulated to all members of GFC without any attempt to
anal;se or summarize. It is likely that some members did not read the

. . :
respognses and that others were not able to reasonably assess the contra-

dictory arguments. This resglted‘in a situation where decisions were

, influenced less by the descriptive and evaluative data available, and

mofe by thg individual interests.of actors and their ability to present

persuasive arguments on the floor of GFC. This is not meant to be an

g%

; i Wyon 0
evaluative statement but- rather an‘%bjbctive observation on the nature

v,.:fb'-. . -
of lehigﬂative bodies such as the General Faculties Council. If this
A .
observation about GFC is accurate it raises the question--at what
ét;‘e“in the process should reactions to proposed policy statements be

sought? :If-éhe responses in this case had come to the Krﬁeger commit~

tee prior to the report being forﬁally released, would the process and

the outcomes have been more effective? Prompted by these observations




: | 223

model) as the outcomes of the policy-making system. The first obser-
vation of these policy statements is that they are not unique solutions,
but rather, are policies which were suggesfed, and in many cases
adopted, by other universities. Two proppsed policies which vere
uniqﬁely designed<for~the:v 9f-C~(spring/summer“integration and dis-

\

missal prqcedufeé) met wikh no success at the authorizatioém étage.
While this may be a reflection éf the 4uality, or estimated effective-
ness of the’propdgals, it hay alsé be related to the lack of experience
with the policies at other institutions. If so, 1t may Bé regsonable
to conclude that wniversities are moréilikely:to adopt policies which
have been tried elsewhere than to develop unique éolicies. ,

‘Furthér'analysis of the outcomes revealéé that many of‘them
were suggested from within the administrative structure of the univer-
sity and; in fact, were referred to in document$s which predated the
PMS. The Office of Institutional Research, in particular, had out-
lined several policy solutions in cofrespondence with the VP(A): vThié
brocess is consistent with the bureaucratic model and suggests the
conclusion that poZiciesﬁof%en origina;e f?om'persons in fhe formal
administrative gtructure ofiuniversitiés, rather than from interest
groups zn the constituencies. |

The nature of the relafionships among the policy statements

proposed for authorization was noted in Chapter 5. The proposals

tended to be "clustered" around a number of principal recommendations.

©
LR

Within each cluster the proposalé were interdependent whereas there was

=

little dependence between each grouﬁ'of recommendations.  The conse-

- quence of this relationship was that each cluster of p;oposalé could
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be treated independently when béing considered for authorizatién Fnd .
that rejectipn of one.set of policies would not prejudice the possible
acceptance of the others. It is therefore concluded that wfthin
university poliey-making systems proposed policy étaterrients are
"Zooéely coupZed_" thus -z;é-dﬁcing the:llr infzéfdépéndénce dmng .az;tho”r.'-
ization and impZementaﬁorz. | |

The Nature of Policy-Making
in Universities

The previouéfseétions referred to specific dimensions of
uﬁivefsrty pol%cy-making. Ihe'fqllowing cbnclusion is an_attempt.to
synthesize those‘specific conélusions,into a moré geheral.statemept

‘concerniné the nature of policy-ﬁaking in universities.

:Policy-making in universities can be viewed as a network of
policy-making eystems, each of which is ,tqﬁpoz;my in nature aﬁd is
initiated in response to strieéses in the institution 's operating
enviroment. | Each policy-making ;Jystem i8 itself a network of issues
aﬁ& actors who fu_n¢_tioh in inte'mction mth their e_fzviromient, pr'o—"'“_;‘_
gressing in q’heuristic ﬁanner tawa;d a vaguely defined pcliéy goal.i‘

N\ oo

»

- IMPLICATIONS

‘Fhe implications of the study are presented in two. categories.
The first consists’of'implicgtions-for those 1ﬁVO1ved in thgvpraétice
of policy-making in universities. The second group of implications is

intended for those interested in research 1n,thé fields of university .

govefnancé; public policy-making, or organizational theofj;'

v
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Implications for Practice .

- If the description of.uniyersity policy-making developed in
this study_is accurate, there are several implications for those
involv;d in.the process. The first implication is for those with
responsibility for designing the structutes and processes by which‘
policies are developed. If policy is perceived as the-output of a.
static, rational structure, then organizationaliplanners need only
design one or two structiures, each focussing on a different type of
policy, andiroute all'policy,issues through:these‘structures in a~
predeterminez, sequential process. For instance, all academictissues
would follow a processﬁthrough GFC 'standing committees,'faculty o
councils, etc;, whereas, financial issues would pass from the presi—
dent to the Board of Governors to standing committees and finally"
back to BOG for authorization. The view of policy-making proposed in
this study implies that while it is necessary to have permanent
structures w1th authority to adopt policy, efforts-should he made to
design processes which- are unique to the issue being considered.
Planning for policy development then becomes an ongoing process which
recognizes the particular characteristics of an issue and attempts to
design a structure and a process to match those,characteristics. The
design, however, should recognize the heuristic nature of. the policy-.
making .process and specify only in general terms what process should
be adopted

The nature of the process also has implications for policy-

makers in terms of how they participate in the system. The conclusion

that several models of policy-making can all be operative in a single

1

brAer e 1 e S 5 Y -
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PMS implies that an actor can choose the model which best fits the
situation. It further impliesuthat if an actor misconstrues ‘the
‘situation and chooses the wrong model, he' will be less effective in
"Hhis attempts to influence ‘the system 8 outcomes. Therefore, the .
-participant should become knowledgeable of the variety of behaviours
that are possible and»sensitive-to'the factors in the process that
would indicate the most appropriate behaviour.' For instance, a
' ‘situation involving issues sensitive to recognized interestsgroups
calls for.a-political'process involving bargaining.and;compromise,
, rather_than bureaucratic actionlwhich may incorporate unilateral
decision—making. i | ’

The study also pointed Out the importance of the environmentJ‘
in determining the process and outcomes of a PMS Actors should |

consider the options for involving individuals or.groups.from the
environment. At what stage should particular interest groups become
-Axinvolved--in the diagnosis of the. problem, in the development of

proposals, or. only during evaluation? The caae demonstrated that

I

-political confrontation can occur f% constituencies are not involved
Tduringvthe appropriate phase. This potential for confrontation also :
raises the question of the appropriateness of confidentiality during'
‘~the process. Perhaps administrators in particular, can - reduce the
likelihood of - confrontation by encouraging open discussion throughout
most, if not all, phases of policy-making o - .

While the. preceeding paragraph stressed the effect of the.
‘environment on a policy-making system, the reverse effects should also
be considered.. At seVeralltimes_duringlthe caseg contiguous PMSs were-

ﬂ’.b; E ) ' . 1 Q /

SN U - o o _ . L
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{nitiated through activities within the focal system. Participants
should be aware of this possibility and‘be,alerted to the threat or

opportunity presented by such occurrences. Such "spin-off" systems
can become a drain on the time and energy resources of key actors and ’

3

as such should be avoi’de‘d’ In" other instances; ‘however,. an opportunity

may be presented“to address‘a situation-whichihad previously been
difficult to raise-as'an issue.:

The implications of the study for participants in. university

&

policy-making can be summarized as follow3°_ actors should be sensitive '

o,

to. the complexities and dynamics of each situation and should -choose
. T
their behaviourvaccordingly, they should not expect to. predict

precisely the process or outcomes of a policy-making system, nor should

they expect to control it completely,; and they should be aware of the

interactions'between a PMS and its enviroﬂmentvand shOuld attempt to

maximize the benefits of the interactions.

..

:Implications'for Research - L - ,":{..
Several of the previously stated conclusions suggest rela-

. tionships between two or more variants. These nelationships shOuld

N
P,

be subjected. to further exploration and experimentation before they

can. be . accepted within a broader theoretical framework The most
By .

promising of these relationships are stated below in the form of

_' hypotheses. L :

A
= (-]

// Hypothesis 1: The. behavtour of actors in a poZtcy-makzng

system vartes aacordzng to thezr perceptzona of the enviromment.

Hypothesis 2: A decrease 1n the. number of znteracttons

227
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between a PMS 'a_nd:its e‘nvi.ronment increases the totdl Zength of the
process. . - B .
Hypethesis 3: A decrease in the number of interact*ione
_ between a PMS and its _evrzv‘imnmentkincreases the mnouﬁ’t of oconfronta- -
| tiqn ._a7'1d confliet among the acioiﬁs in the PMS‘and between those in
the PMS and the enviromment. ’ .
Hypothesis 4? The extent to which-adﬁnistmtoré can
e:nerctse control over the polzcy—makzng process 13 limited by their
eapactty to foresee and aacormzodate the poZ'LtwaZ nature of the
proeess" ,

/

- Hypothesis 5 The effectzveness of evaluative or cmalytzaaz

\
data z\s dependent upon the phase of the pochy-makmg process ar whioh

N they become avanabZe

LS

Hypothesis 6' As the number of actors in a polzcy—mak'mg
system mcreasee, the complemty and vameﬁJ in the actors percep-

 tions of the wsuea aZso increases.
: o o '
i Hypothesis 71 Most poZunes omgznate from persons 'Lrﬁthe

' formaZ adnmstmtwe etructure of unwersztzes, rathez' rhan from -

?

'mtez‘est groupa in 3& constztuenczes. .
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INTERVIEW GUIDE

-
.

Title and Organizational Responsibility:
Involvement in Case:
Began - Date, first activity

Reason for involvement
- due to position
- appointed by .
- voluntary

Nature of Involvement: ) :
- full time or part time - how much time? :
- committee member
~ formal/informal

- etc. ' . |
- ' A @

End of Active involvement , ; o
- - date, last activity . : .

The Issues:

- - What was the major problem the policy was intended to address?

"= Were there any ;elated problems or issues?
- :;&'tﬁe problem ;hange duri&g the p;ocess?
- What caused this to be a problem at this particﬁlar time?
- Weré there pressures from oufside the tnstitution?

- What would have ‘been the consequences if no action had been takenfi

e

k] ’ ‘
« ,
. -~ Was the manner for arriving at a policy decided before any act:ion took place

The Process:

'.

I1f so0, what vas the process to be?

Did the process follow this course?
Describe the actual process: (Probe for detail)

v E /‘
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Were certain steps in the process particularly inefficient or ineffective?’
What were they?

If you were able to redesign the process how would you set it up? ’ ‘
What information was used in developing the policy?

Were a wide rangevof altefnativeo considered?

Where did the alternate choices'Originate? (active or passive oearching)

How were decisions reached at various stages in the process?

The Participants:

A

With whom did you have the most direct contact in consideration of this
(these) issues? (several names) :

Were there others who were not directly part of the decision making
who contacted yOu directly? .

Who were the most influential persons in determining the final policy?
What was their Unterest in the issue(s)?

Did they use any particular strategy for influencing decisions?
Did you adopt any particular strategies?

Were there specific interest groups that would be affected by the policy
decisions?

c© . . . ’
'Who were their representatives (spokesmen)? , ~ ..
Which of these groups was the mosi influential, the least? ‘.‘a.

S

The OQutcome:

Do you think the final policy will resolve the issues it was supposed . to? -
If not, where is it deficient® = ' .

What changes would you like to see?

~.

¥
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LIST OF INTERVIEWEES AND DATES OF INITIAL INTERVIEWS

*Chapman, R. S., Dean, Faculty of Continuing Education

Graham, J. R., Vice-President (Academic), U. of C.
Students Legislative Council

*Krueger P J., Vice-President (Academic), U of cC.

Lucas, A, R, Professor, Faculty of Law

McNeill, J. L., Associate Professor, Dept. of
Educational Foundations

Ronaghan, B. M., U. of C. Graduate Students Association

*Sheehan, B. S., Directot, Office of ﬂuq&&tutional~
Research , B

: /

Sinkey, M. S., Librarian, U. of C.

Symons, G. L., Aesistant Professor, Dept. of Sociology

Vanderberg, R., Executive Secretary, U. of T. Faculty
Association

Wagner, N. E., President /and Vice-Chancellor, U. of C.
Woods, J,, Dean, Faculty of Humanities, U. of C.
*Zwirner, W. W., Associate Proféﬁsor Dept. of

Educational Psychology and President,’ G
U. of C. Faculty Association o

*Indicates that follow-up interviews were conducted

T

Nov.

Dec.

Dec.

" Nov.

Dec.

Dec.

Nov.

Nev.

Jan.
/

'Mov.

Nov.

Nov.

Nov.

27

13,

17,

30,
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» 1979

1979

1979

1979

.5, 1979

6, 1979

22,

29,
24,

20,

23,

30,

‘

14,

1979

1979
1980

1979

1979
1979

1979
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THE UNIVERSITY OF CALGARY

(A) INTRODUCTION

\ K

At 1ts 160th, Meeting the benersl Faculties Councii‘eonsidered.e.‘
brief from Dr. W. W. Zwirner which‘included ‘the following: |

f‘“‘It is recognized thet the appoint-ent policy et ‘the
_ University of Cslgary should be studied carefully in the -

light of:

1. Provincial restrictions on funding;
" 2. Proposed ney funding policies; o e
3. The different ageing problems at- the University of'
J Cslgary from, fzr example, the. University of Alberte,
4, Changes in University gbals and philosophy,
5. The potential contribution which an active, vigorous
’ University of Calgary can make ‘to the Province of
Alberta. '
SubsequentlyAC.F;Ct approved the'following wotion:

. "That G, F.C. establish an ad’ hoc committee which willn
consider University nppointnent policies, giving consideration
to the problems ‘mentioned in Mr. Zuirner's brief, and that the
committee will report back to G.F.C. no later than December 31,
1978.'* ‘ '

/
v

In order to focus attention more clearly on’ sone of the key issues
on. which esrly agreenent was deemed to be essential the nd hoc Connittee
‘ considered the following.l PJanning for the. University of Calgary over the
next five years is bssed on the assu-ption that totsl student enrol-ent will

*At the request of the Chairman of the Comuittee. the reporting dste vas

lubsequently revised to Janqsry a1, 1979
‘o . .
-0 o
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. not grow significantly, if at all, ﬂouever. there is substantial evidence of '

. internal shifts of student enrolment betveen Departnente end Fecultiee, vhich

will have to be ecconnodated at 1eeet to some. degree, depending on resource
restraints. ~ The period of fiecel reetreint in which the }Univereity of
' ’Cnlgary finds iteelf 1s likely to continue for the near future. with/uncon—

" trollable continuing cost increases which ere likely to continue to exceed

 the total amount of revenue available to the inltitution from government -

kgrants and tuition feee. This is not to say that the inetitution should not
_continue to strive. for a higher level of governnen& funding, adequate to meet
the role that the University can and should play in the developaent of the
»Province of Alberta -~ indeed it must: do so at all’ levele == but at the same -
time the University must be prepared to. ueet whetever probleue it hae ‘within
the existing restraints. - To demonstrate that it was doing so, and had

developed viable operational mechanisas, vould enhance the credibility of. the
”-University in the eyes of provincial legieletors, and society at large.

Sufficient incremental funds. to solve our probleme may not be an optipn open

to’ US.

1 The principal resource of a University is its feculty. and approxi-
. mately 582 cf the current operatinﬁ\budget of the University of Calgary is
attributed to academic salaries‘(E-l portion of the operating budget)..'Con-',
‘tinval renewal of the faculty-ié essential 1if the Univereity 18 to remain
“vibrnnt and to capture the easential new 1deas of each eucceaaive generation
~ of graduates. ' This renewal is readifly achieved under high growth conditions,
under no—growth conditions nechanisms must be devieed to achieve this re-
newal or to suffer the consequences of overly rapid collective ageing of the‘
feculty.' At the. present time 4he re—filling of vacancies’ creeted by retire—

_ments, resignations and deeth would only ‘lead to an annuel “renewal” of about

3%, which is too low. s . .

| ‘The Committee clearly recognized that this lack of flex{bility and
-mobility in the faculty was_ the most important academic issue which ‘this

University faced at present, that it was a problem which had to be addreleed

. and, soLVed and that aolutions must be fornulated through our nornal acade-ic

decisionﬂmaking procesaee. Failure to do so may mean thet colutione may be

®
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estrsints set by the !osrd of Governors which have
to be translated into ersonnel policies » or through legislation responding
to the perceived societal views of the University. The appointment policiss
. of the University will have to serve the maximum comimon good of the Univer-

‘inposed, either through

«‘sity cosnunity, in doing so. some of them may: uork to the’ dissdvsntsge of

/

individual fsculty menbers. ) ' - .

¥

;{(B). ENROLMENT PATTERN XND ACADEMIC STAFF, 1973-78
Table 1 and Figure l show university enrolnent ind scsdsnic stsff

,figures for this period.

Following the explnsive growth in the l960's, the snrolnent of
fnll-tine students ‘at’ -the University of Calgary levelled off in 4970-71,
1971-72 snd.1972 73, and then increased sgsin,to an all-time high of 10,950
students in the Fall of 19735. Since'thst time it has been settling slowly
but steadily, and the projection for the Fall of 1979 18 for a further enrol-
mént reduction to s projected figure of 10,300 full-tins students (see Appen-

dix I).

g

stle 1 also - indicates that psrt-tine student. enrolment in the
Fsll/Winter and Spring/Shmmer Sessions has been fairly constant in recent
years., It should be noted that part-tiue student enrolnent expressed as a
percentage of _full-tine student .enrolnent*vin Alberta universities has
declined relative to the Canadian average, and now stands at slightly more
than half the national fignre (see Appendix II).
During periods of rapid growth the University of - Cslgsry was fre-'
quently ‘unable to keep pace with the rgcruitment of - ‘regular full-time
- academic staff This was particulsrly so from 1972 to 1975, when the full-
time student enrolment increased by. 24, 71 Thus acadeaic staff recruitment
S 3 | 975 has been necessary to decrease the student to. staff ratio in order
:JNE;SZ the University ] objectives of high quality instruction, to mect
specific area requirenents as the diversity of course offerings increased,
and to staff new programmes, While sessional instructors and ;rsduste
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TABLE 1
STUDENT ENROLMENT AND ACADEMIC STAFF, 1973-78
1973 1974 1975 1976 | 1977 1978
Board Appointees: (1) _ o ‘ '.
Initial Term 179 137 168 158 110 w00
Uithoqt Definite Term 571 639 646 689 753 771
Total F/T Perm. 750 776 814 847 863 871"
Full-Time Limited Term _ 84 115 135 156 175 214
TOTAL © 834 891 949 1003 1038 1085
Total F/T Equivalent(2,3) . ‘ ,
~ Academic Staff 1123 . 1195 1278 1325 1374 (1385)(%)
_ No. of Students:(2) | .
© Pull-Time 9278 9578 10950 10864 10819  10644(>
_Part-Time (Fall) 3016 © 3175 3389 2977 2993 . 3058(6)
'Part-Time (Spring/ ' o
| 5296(7)

Summer ) :

© A816

4375

4771

4721

5400

!

- NOTES: (1) from Acadenic Staff Reports to Board of Governors, December of

each year

(2) from Fact Book, Hay. 1978 (0.1.R, Report 122) and 0.1.R. Academic

Data Book January 3, 1979
.(3) includes full-time equivalent of oenaional instructors, GA(T) s,

etc.

‘(‘) budget;:ﬁnfilled‘positions npt-apbtractedi
- (5) 0.1.R. projection, Fall, 1979 = 10,300

(6) O.I.R;.projéction;_Pall;'l979”.-
(7) 0.1.R, projection, Fall, 1979 ‘= 5,100

2,900
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Figure 1. Fu]l time’ n‘t enrolment and acadenic staff in

d ferent-a me categories at The University
of Calgary.
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teaching.sssistsnts make a significant contribution to the teaching strength
of the University, the regular full-time permanent academic staff and full-
time limited term appointees have the dominant leadership role. Table 1
shows both the total full-line equivalent acadenic staff and the totsl number

of Board appointees from 1973-78.

_Recsint comparisons Of_ _the weekly student hour 1,_osd, per F.T.E.

scaalgic staff member at a few sélected universities indicate that the in-

stritional workload at the University of Calgary is conpsrshle to that at
the University of Alberta and McGill University (Table 2, 1977-78 data).
This suggests that at this time invthe development of the Umdversity of
Calgary approoriste measures may have to be taken to ensure that the percent-.
age of resources devoted to academic staff, and the eonsequent long~term
fiscal commitments, are suitsbly-eonstrained in a firm but sensitive manner
(see Appendix III). This is 'not to say that a further inctrease in student/
staff eontactvibﬁundesirable, but.that there sre‘vital trsﬂe-offs betyeen

academic staff, support staff and other expenditures, High quality pro-

. grammes require that Departments, Faculties and the_University do not over-

extend thenselves by expanding the number of courses/prOgrammes offered

beyond. the ability of the institution to support them sdegustelx. It should

be borne in mind that: ‘ .
(s) academic staff salaries and fringe benefits represent 58% of the Univer~

sit} operating budget (fiscal year 1978-79),

{b) many components of the operating budget, e.g. utilities, librsry hooks '

and journals, imported supplies, etc. ‘have been subject to excessive
inflationsry increages in recent years, snd some ‘have suffered further
from the devsluation of ‘the dollar, '

(c) in recent years the increases in the continuing costs of the University )
~operating budget have exceeded : increases in revenue, ‘and apprcpriate-

budgetary ad justments have been necessary,

‘(d) Jthere are significsnt shifts . in the enrolnent "aix” ‘to which the Univer~'

sity must respond by re-allocstion of resources, and

te) inereasing demands for sccountahility place conconitsnt densnds on

financial resources to ne:épthose requirements. Y

—za
P d

R . . -
> "
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IABLE 2
TOTAL WEEKLY STUDENT HOURS PER FTE TEACHING . STAFF
AT A smm: OF uuxvnxsmssl 1977-78

UNIVERSITY ’ L WEEKLY STUDENT ROURS/FTE STARF '
= — A

Alberta , ‘ ' o 187

Calgary N “ : : 186

McGill, - . ' 187

Saskatchewan l ‘ ‘234

de X ., . ‘¢

v

1 pata is for to;ai university excluding Faculties of Medicine, Dentistry and

Continuing Education.

FTE teaching staff - The number of univeroity-funded full-time $sculty plus
the full-time equivalent of part-time faculty. ‘the latter being based on
full-time workload or fullrtime salary, as apropriate to the institu-
tional practice on determining FTE data. The count includes deans,

directors, all professorial ranks, lectureri, graduatg teaching assis~

tants, 1ﬂstructors, other temperaty or permanent faculty and faculty on
‘leave with university financial cssistcnce. As a general rule, a gra-

 duate :eaching assistant who receives. the nnxinun stipend could be con-

_ sidcred one—third of an FTL._

OIR 1346 L !
78<1%-19 ' o

-
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The current budgctnty poltciu of the University were denlopod "
during ‘a period of rapid growth and tdlcc: a highly decentralized opﬂ'uion.

This mode has served us well during tM ‘rovth period, but 1' not necessarily

the best proceduro for the future.‘ ln tbc prcpantion of ‘their operating
budget, nead- and Deans respond to budgotary ‘allocations set by the Univer-
sity ludget Committee by ordering the prioritln for their academic umit,

1nc1uding continuing and new acaduic ntnff pooitionn, vithin the ttmncial

constraints npplied. Should a vacancy, occur for any ruuon “after the budget
becomes opgrat;onal on April lst, there is no formsl mechanism requiring a
review of that vicnncy at the ~Un1versity level to determine whether re-
filling cah indeed be justified in that unit, or whether the vacancy ohould '
be closed down (in the interest of the Univorutg as a whole). .

»

ST Apnrt from vacancies which are carried in the budget becauu of

recruitment difﬂcultiel, natunl attrition (rctiralont, resignation, terr-
ination, permanent digsability, death) has led to the following number of
vacancies in the regular full-tine permanent academic staff in recent years:

#

. Fiscal 1976 77 30 vacancies (3.02) ST

| Fiscal 1977 78’ 7 vac::ngie' (2.6%)
s Piecal 1978-79: 36 vacancles “(3.3%) - as of 79-01-17
'& 3aear average: . 31 ,yacnnci’es (3;012_).4 ~ S

o

'
4 ‘ ‘¢ N ' ‘ . . L )

/ RECOMMENDATION (1) . T

J'he Comittee reconmends ¢
(a) that, e:cccpt as mdtcatad by Rccammdatwn (10), ary further
gmth in ‘the canbmg total mamber of regular. full time
permanent and full-time luvntcd term appombnets be justzfud_
by an’ 'tﬁ”cwreaae in avemu bﬁtdcnt cgolment il '

{b) that a workload increase i* %;t that v;c not aocmpanicd
by an increase in thc Univer 's total cwdcnt enrolment, ‘or

any other academic. raqutmcnt which juat;fin an additional
'appotntnent,-bc doalt mth by the intcrnal rqd trtbutwn of .

vaoanc:.ea. - . « .
- . '

~ 9
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 The Uniygrsity Budget Committee would be charged with the respon-
sibility to conform to thh poll” in establisting the operating budget for -
all units, and would take int,o ‘conudcntlon the full-ﬂu llnuod tera

-

contracts with expiry dates in the toming fiscal year. . '\k :
. ] - o

, . ., )
IBCOHHENDATION (2)- - - . ' : ~ . ..
" The Committee recommends tift, effcdtin April 1, 1979,
(a)” all funds released by vaoancies ‘which oogur among the ragular
full-time permanent and full-time limtted. texrm appointments
be ocntraliz and placed under the direct admninistrative
" oontrol af th“tcc-?nndcnt (Aaadanb),
and "
T J
(k) that the mﬁbendcnt (Academic) shall initwtc recommen-,,
. dations for the re-allocation of such funds to E-1- budgcta }
(acadannc shlaries), for action by the Um:vcruty Budgct o .

Cavmtttce. , ‘ .
O A,

v

- 2 / .,'\

ln establioﬁt,ng the operating budget alloc.tion. ‘to tndividual“‘

units and in monitoring the preparation of the line item, budgets by !lead./,

Deans, the University Budget Counittee acts.on uublhhed prioritia, qid

" 4dentifies areas or unus that are overstaffed or understaffed, u weﬁ ‘as

the relative ugnitudes o‘f these resourch‘-,hbalancel. The Un:lveni{’y Budget
Conittce conpletes its tuk in February or March, and allocatqi funds 1in

‘ anticipation of ctrtain projccted enroll\entl. Subsequently nctual enrolments

. and/or - unexpccted vacanciel may perlit a budget.ary realignﬁent vhich would_
'-,:,' correspond note clooely to what the Univcgnity Budget Copittee would have
. liked to qchieve in the first instance, but felt it yfg unable to achieve
"a@gcmse of- the continuiug nature ‘of the appoint.-ent(l) 1nvolved. The shift

\s" ‘

!\\

R ,g‘bt fahu.‘lty positions 1‘5 reﬂognlzed as being at onge the most 1-portlnt and

g 00

the uost difficult in. the procen of re-—allocntlng ruourcu, 1t is there-
foi‘e 1ipottant that the Untvenity be able to+ &pitanze on ‘every opportunity,
uhich ‘arises to effect such re-ﬂllocuion fto the extent xthnt 1t is d&ud

4"

3 pepellaty. s
kR CoL o . s

¥
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(C) FULL-TIME LIMITED TERM APPOINTMENTS

approval of the "80/20 Guideline“. In March, 1975, G. P C. passed a motion

. asking the Board of G‘pvernorn "to remove the 80720 cuideline vith respect to

further appoint-entl at The Univerlity of - Calglry end in the event of the

‘,_'t was considered by t Board, but in January, 1976

‘.‘ ) .
its u!,c etlff 3\1 tppointments without 'definite térm, since this would

/ﬂ:ininute f’ﬁi flexibility and make. the inetitution unable to respond . to
shifts in- progrnﬁle and workload delunds. ‘Currently the 80/20 Guideline

- euch can be euothorized o

entabfishe& by the Board of Gove.rmh ensures that no unit which has 802 or
_more of irts acndenic eppointmentg ou' ‘the “tenure track”, i.e. on initial term
eppointnents or appointments vithout definite term, 1is allowed to make
further appointments of that type, even {if an appointnent can be Jusgified by
lpecific programne requirenents or workload and is authorized in the budget.

Goneequently the proportion of full-time limifed term appointees has grown

significantdy (’ﬁtrle ‘1). The Board policy allows such nppointees to be

consi'derr* for an initial termp,appointment following conpletion of a linited
term contract, if the need for 'the. pdiition in that unit continues to exist.
That allows  this group of faculty members limited access to tenurahle
positions, as Heads and Deans - have been reluotnnt to nake such recommen~
dattons, given the uncertain long-&m.. enrolnentmnd budgetary outlook.
Since March, 1973‘ such rechbmmendation# have been taken to Deans' Council,

for edvioe to the President.,. The Committee believes that when vacancies do,
occur, . for - any reae:g the full-tine limited term appointees must “be given

t

the“first oppor tuni for, con deratiqn for initi‘al tern eppointnents, if

T
e S
»

-

'l‘he Co-ittee reconnends that, . for . the immediate future, the

ludenic staff profilg of the University be moni tored cerefully, in the liy
el

e
v . " - , . -

g tﬁbse people rrently on terlinal eppoint-

O

The General Faculties Council “has previously expressed its dis~ -

. Q
oj other reco-endatibns fa thic leport. _ : _ -t
”w x~ >‘) ‘,Q h"; L “n . : . L 4 - - . \J i > ?w
"b . . N _. . . - Wog H . ,l.;_v"‘,- :
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RECOMMENDATION (3) L,

'l'he Committee recommends ° - ‘ .
‘that the Vice-President (Academie) bc required to rcport tb G.P.C. y k‘;
ally in December on the total academic staff profile of the. . §
ﬂcruty, including data om Mianges in the mmber of Board .:.9 «%
_appointees in the various categoriee and- ranks, in arder to mairtagHy ‘

. an ongoing scrutiny of the composition of the faaulty and the .
potential ability of the University to respond to change. ~ ‘

RECOMMENDATION (49

The Committee reecommends " Lo
" that, whenever new academic positions are amthorized in the budget
or the re-filling of vacincies is authorized, and an initial term ,
appointment i8 to be made. and i8 permitted under the Board polioy, ™

that any Zimiteé%m appointees eligible for such a posztwn be ‘
" given f'z.rst consideration. e ’

RECOMMENDATION (5)
. The Committee recommends .
. that when full-time limited term appm.nbn are recommended, and
" the unit concerned has the capacity to of n initial’ term appoint- :
ment, the head of the unit makzng ‘the recavmendatwn mgt# p:"ovtde an
aplanatwn to the Deari and/or the Vtcb-—Prestde YAaadmc) as to

‘ 'vhy an tmtml temn appmnbnent was Mot wecomm led.
. -~ Fd RN

- . . -
PR

. B +

Y ¥

. - r ‘
(D) RETIREMENT . '
Table 3 compares the age profile of the full-tine academic etaff at

/
I

the University of Calgary with ‘that at the University of Alberta. based on
1977-78 data. As uy be expected, the high recruit-ent rate required during
the period of rapid qmvth at the’ University of Calgary now leads tp an age
distribution profile uhich is more sharply peaked. fn the 36-40 and the 41-45
_ year age brackete than is the profile at the older institution. The net
reault is that a ;ot#_r percentage of faculty members at the University of

Calgary will! reach q‘se nornal retiresent age of 65 in (uy) :he next ten
@ - ) .

e A &3
. - - ’ L4
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TABLE 3
AGE STRUCTURE OF FULL-TIME ACADEMIC STAFF AT THE UNIVERSITY OF ALBERTA
AND UNIVERSITY OF CALGARY, 1977-78

i

Age ‘Croup ) . Alberta ' Calgary
o - No. i SR Wo. —— - X
o e, ! . : . ’ ) n.“. |
Younger than 30 , 124 R 7Y B B 69
31 - 35 o 320 . 199 . 196
36 - 40 . e 8 22.8 - 246 -
A1 - 45 N 34 16.9 | 194
46 - 50 212 ,13.2. 127
51 =55 k 164 10.2 . 100
56 - 60 * 111 6.9 K"
61 - 65 _ © 39 2.4 22
‘0lder than €5 I 0.1 1
‘ e .
' . t’ )
T | . 1611 - 100.0 997 100.0 ¥
T , — -, 100
-
-
(_§ggr£_:_ “The Age Str_ucture and Antici.pated Retirement and Replacement . ﬁ
' Demand for Full-Time Faculty by Province and University”, o
Statistics Canada, May 15,,,)_?/‘78) s i
Canada, May "_15, 1978)" . C - <
anada i e
~
N )
; )
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years than at the Univeraity of A]berta. Only 8.02 of the acade-ic ataff at
the l‘niveraity of Cal'gary vas expected' to reach the norIal retire-ent age of

65 from 1978-87, versus 11.0% at. the Uniweruty of Alberta. | K

Y

oy ~.;---‘“

| Unless the aharply peaked age profile at the bnﬁaraity of c:tuhy

is blurred over time through the application of an appropriate replacenent-p_

" and recruitment policy, or by early retirement optiona fro- age 55 on, large

numbers of faculty members will eventudly retire in s relatively short tilae
span. If this occurs when univa’&nrolment is again on the upawins in

the early and mid-.l990-'s, severe . ecruitmnent problems may again beset ¢he

Canadian university scene.  1ldeally the age mix ahould be one which producea'

& steady retirement rate which, whén combined with reaignationa and mortal-

ities, provides for a significant ‘on-going renewal of the faculty, and for

the infusion of members of auccessive. classes of young graduates in all dis-

ciplines into the faculty. ‘ ] . o v Q-

“

' a f' Tne new Universities Acadenic Pension Plan which came into force :

) ) - - e
- . ! -

As indicated in Section (B), our. recent experience is that only

about 3% of our regular full-time faculty positions become vacant each year

by naturalﬁattrition'. This provides very little flexibility with reepect to
‘changes in the mix of students, 1s insufficient to provide for a adequate'

amount of faculty renewal, and will not permit .us to atabilize the average
age of the faculty at a reasonable value. The Committee therefore examined a
nunber of schemes which might be encouraged, in the hope of offsetting the
above aSpects in t.he current near “steady state o« While none of them are
p;tce:lved as making large contributions to the aolution of ‘this prob1em,

|

J:l,bn collectively they may have a significant effect.

‘1

~ A
July - 1*1978 nakg* rovision for certain types of service. elsewhere .to- ‘be

-eatabushed as pen o?pier service under generom financial arrangements, and

e

B e il e e P T T

i ‘. ;i' " ‘ L"‘f .

Age Structure ‘and xs&uﬂ,p U Retirenent and Replacement Demand for

Ful‘l-‘l‘ine Faculty 'by Pi}avﬁgg and University » Statistics Canada, May 15,
1978 g“'l‘liia‘ atudy asstmed that all vacancies were re-filled with

.i'h"dividuals of the same age. _ ' O



also for the Voluntary retire-ent with an unraduced pension of any ataff,
aaub@: altlr reaching the age of 55 whose penaionable service is not less -

" than- len yeara._ Hill%lﬁ M. Mercer Linited (pension plan consultants) hava

auggeated, that’ frov!‘& 55 to 65, five percent of those eligible to retire’

in a given year will elect early retirement. If this estimate proves to be

..-reliable, then the University of. Calgary ‘may expect. s further 5 vacancies per.

,year, in addition to those created by - norual attrition. While thia number is
‘not large. it 1is approxinately equal to the number of norml retirementa

which we may expect annually in the imnedia(e futurei
/

of the new Pension Plan, faculty nembers ge’nerally are not fully aware of the

provisions of the,Pian. Suggeationq as: to how this night be 'renedied in--

cluded the following:

vl

- the preparation and distribution of :m infomtion package, :
to include carefully" chosen examples, giving details of
purchase and transfer of credit for service /elsewhere, 'and‘,v
benefits for nqmal and early re rement; |

' - enlisting the help of@epartment,,‘ ads to ensure that faculty

< " . * members who are approacﬂ‘ing 55 or ‘are in the 55—610 year ﬂ

LI

age bracket are aware of the early retirement ,featufea of t.‘his

plan. : i ]

-

. : . .;',
RECOHMENDATION (6)
" The. Oonmittee recommends
that the Umverstty cont1.nue to provtde more detaz.led Pension Plan
mfo;matwn ‘to faculty members, . stressing in partwular the arrange-
" ments auatlable with respect to the establisiment of certain types of
servwe eZsewhere as "Den..wnable servwe" under the Plan, and out-
ltmng' the eyrly retzélanent option. 4

.fg:, - . -

3.,

. The Committee notes that, given the relatively recent iutroductiou

'
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'(E) RANK OF PROFESSOR EMERITUS

e
clear if our present policy applies to those retirﬁg as early as 55,

. RECOMMENDATION (7)

- 18 - o 254

®

, " Recognizing that 'many faculty member- electing early retirement are
likely to' engage in other careers . on a full-time or part~time w:, the
ﬁ_ittee notes that this option may well be ‘attractive to some senior aca-
demics who wish to pursue their lcholarly work or reeearch at a highly pro-

Aductive point kn ‘thetr: coreer. Eeriy retirement may ‘also be attrmctive to
‘some faculty mémbers whose cOmplete departute from the scene would be a great

loss to the institution. While the ‘rank of Profeuor Emeritus is a&horized
by G.F.C. and the Board, and such appointments have - been made ‘s normal
retirement, the criteria for such nppointment and the benefiti usociated
'1'2 it (e.g. library privileges, use of gffice/lap space 1f circumetances
it, access to computing facilities) have not been spelled out, nor 1s 1t

. _,ﬁ , | e

»*' N PR N Ry

An appropx"iate PO
retirement scholarly activity might encourage“&ome early retirements, and be

’ which encouraged tHe pursuit of post-

of great benefit to the University, uithout significant incremental costs..

B "" T )
, , o EUERE . N

(F) SECONDMENT OF FACULTY - -

'l'he Comittee recommends
. that the Vwe-?reatdent (Academw) initiate appropnate ateps to
. develop eriteria and guzdeluxea for the appointment of rettred
faculty members to the rank of Professor BEmeritus, as well as
» Jpprapmate benefits aceruing to that mnk for approval by G.F. C. .
" and the Board of Governorb o R T

v

_ While faculty mgmbers are currently eligible to apply for” leave
witlQu‘t pay in order to tﬁe up specific activities outside the Univenity'
for a stated period the attitude toward such requestl has in the pnst fre-

quently been one of benign tolerance and not of enthusiasm, perticnlnrly ;

. during the high growth period. Some flculty membe/ rs “have much to - offer

*~
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e
iovernment. industry; business, and‘other'agenciee-end organi:etions. The
Committee is of the view that the University lhould,ectively entourage and
initiate such leayes, including formal second-ento from the University to the
receiving institution (1f appropriate), wheﬁeby the receiving institution

would assume the full salary and benefit costs pertaining to the appointee.’

A

\ nzcomsrmxrmu (8) 1 T,
‘%' The Committee recommends
that where it can be accomplished without serious dbtrunent ta
establighed progrannee, leaves of absence and sevondments (where _
‘apprqprmate) ‘of faculty’ membere to other znstztuttané:ye acttvely 'i':“
encouraged by the Untverszty

K
[

.

- (G) PART-TLME*CONTINUING FACULTY APPOINTMENTS .
Several previbus attempts to develop descriptions of this type of

apvointment catpgorf:failed to obtain the necessary academic approval. The ,
Committee examined the relevant records and explored the positive and nega-.
tive features of such appointments. It was recognized that such an appoint-
-ent category would be particularly applicable in fields wh faculty mem-
bers were eminently employable outside the: Unidversity (e .g. !’;ineering, Law,
Management, Social Welfare, Environmental Design, Medicine) ‘" Such appoint—
ments might provide the mechanism for individuals who wished'to pursue very
extensive consulting, and hence could not render full—time service to the
University. From Qﬁg faculty member s perspective, 1t night be used for the
. development of a second career_preceding.retirement (early or normal). From
" the University's point of yiev;'this-would be a meChanism Hhereby:‘
(1) - a staff member in a "professional” Faculty could develop excellent
" on—going linkages with industry, the professional community, etc.
and thereby enrich the experience of students in the University,
(11) a faculty member whose scholarly'work related directly to a pro-
fessional field might acquire greater acceea to agencies which would
; benefit his/her research and scholarship, and : o -
(iii) considerable re*d&stiﬂbﬁtion of available salary fesources might be '

effected. o T R o
‘ : ) | i!
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The Committee is of the opinion that terms of appointaent should be
developed for the following types of continuing part-time appointments:
- = full-time enployuent for less than 12 months of the year
0

, (but not less than 8 months per year);
- part-tine enploylent (but not less than 50%*time co-nitnent)

on-a 12 lonths/year basis. R R

These terms of reference should incorporate the following conr .

7 !
/

ditions:

(a) that such part-time appointments be available only to individuals who

) have'attained an appointment uithout definite term;
(b) that the transfer of an individual from a regular full-time appointment

to a continuing part-time appointment be.by mutual consent, requiring
. . - , _

the agreement of‘Both the individual and the University;

(¢) that such ttansfers from a regular full-time appointment to a chntinuing
part-time appointment may be for a apecified term, e.g. 3 years, as
agreed upon by the individual and the University, following which the
individual would again revert to a regular full-time.appointment; -

,_‘d) that ‘except as provided for under (c), a" transfer from a c’ontinuing
‘ part-time appointment to a regular full-time appointment be by mutual

consent, requiring the agreement of both the individual and the Uriiver-

sity, ' (~

(e) that pensid’and other benefits availsble to regular full-time apﬂﬁﬁn-‘

tees be ‘in proportion to the fractiontof full-ﬁfne aervice rendered by
. the fndividual, ‘and ‘ - RS ) .
(f) that an individual holding such a continuing part-time appointnent have
:the option of uaintaining pension and other benefits at his/her cost for
the non-University port on of his/her appointment, up to the level that
would be provided for 2 corresponding regular full-tine appointee._
» In recommending thé above.condltions the'Connittee adopted a con-
aervative.position, which could be revised on the basis of experience. In

W restrictindﬁthese continuing part-timelappointnenta to‘individuala‘holding an

'appointment vithout definite term, problems associated with: tenure consiggra-f
tions where there “1s only a part-tiue connitnent to the . Univeraityxwﬁre’

avoided. X ° o o e

..0_3,:*\‘
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The Committee discussed tho pon-ible negativo features of this type

of appointment, and concluded that if the potential dangors and abuses vere

recognized they could be avoided. Clearly no unit ohould be permitted to
have- too many such nppointnentn. There -ight be a luek of commitment to

reoenrch and scholotship. but by proceeding to this type of oppoint-ent only

from an appointment without definite tern the ocholarly profile of the

‘appointee would already have been “established and -would be knoun. With
- respect to permitting such appointees to supervise graduate ~students, each

case would have to be assessed on its merits by the Dean of the Faculty of
Graduate Studies, depending on the circumstances. 1t would have to be recog—

nized that guch staff would be unavailable for planning, student counselling,

conmittee woik _etc, at certain times. Further, the latccr of assessment of

these appointeen with respect to salary increnents ‘and promotion would have",

to be clarified.

It should be noted that the provision of pension and other benefits

for this type of appointment as outlined in (e¥ and (f) above vill ‘require

approval by the Pension Board and changes/amendments. to various benefit

policies. v ' &

 RECOMMENDATION (9)-

The Conmittee recommend
that the G.F.cC. approve in przuc¢ple the establzahment of a new
claas of continuing part-time aocdemtc appoznteea, and that the
E G.F.C. recammend that the Bbdnd of Governors also approve this
" proposal in principle, with the undergtanding .that detailed terms
]'qf.ref?rence for this appointment clage will be prepared by the
Aasoctatc Vtce—Prestdbn+ (Academie Administration), for, consider-
' atmon in the nonnal mqrﬁer app‘bprzate to Faculty Handbook amend-

Meﬂts . ) ) ’ - R . .

Wi .
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demands on a f'sc!ity member _during that time of the year when"

) o . - -9 - ! | 238
() INTEGRATION OF spnmc/smmr.n SESSION AND orr-cmrus COURSE orrznmcs
INTO REGULAR WORKLOAD ' ¢ -

’ ‘rrsditionslly the University of Calgary followed. the policy in-
herited from the’ University of Alberta, in treating the Fall and Winter

- Session instructional -workload- as the - -"_norlsl"~~i—nstructions~l' -workload - of -

faculty. members, with additional . honoraria boi_ng'psid for Evening Credit,
Suminer Session snd of f-campus instruction" in "thdie courses where visiting
instructors were not employed. In 1974 the University of Calary integrated
on—csmpus Evening Credit instruction into the normal workload and terminated

‘ the payment ‘of honoraria for this endeavour. However, instruction in the

Summerwession (and in the ‘Spring Session which wss subsequently introduced)
continues to be subject to the payment of honoraris if our own faculty menr—
bers are involved this being treated ss sn”"‘r rlosd vhich

scholarly and credtive activities are normally at their .peak. i'psrtments

and Facult'ies therefore view the normalv i‘nstructional workload of a faculty

"member as originating in the Fall and Wintef Sessions (with the exception of

. graduate stu@?nt ‘supervision) , , o g

. Off-Cempus Evening. Cre?it ins%ructioﬁi is at present also covered by
the payment of !%nor,aria, plus’ n&e payment of expensﬁ md an allowance for,
travelling tine where this is sign*ficdnt. ‘ ,

. - Lo (‘
The Conmittee 1is of the opinion that viewing Spring/Sunmer and
Off-Campus Evening Credit instruction as_ extra to/load". and the psyment of

lhonoraria to our own fsculty members for such instruction does not represent

) ,the best use of the funds svailable for this purpose, psrticulsrly at a time

when . the University is under pressure to increase the rejuvenation rate of
the faculty, when the Fal] /'dlnt.er Session’ enrolment 18 declining steadily and

" 18 likely to continue to do so in' the: foreseeable future, and uhen some

economﬂs will have to he effected in order to accomplish the scsdemic

~‘r,b_‘lectives of the ‘Universi..y. Ihe Committee has exsmined the 1977 Summer,'
_"71978 Spring, and 1977-78 Off-Gampus Evcning Credit programme.. statistics and
considers the course offerings, e,nrm..'gd budgetsry dnf‘a pertsining to-

these ss being typicsl of recent yesrs. Aﬁﬁndix v sunurizes the number of

T
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‘courses that were offered (361 full-course equivalents), and shows ‘that 65 0x
of the instructors who received honoraria were from our own regular faculty .

while 35 0X were visiting 1nstructors. Some 208 full-course equivalent
lecture sections, per annum lre ‘therefore taught by University of Celgery

instrudtors on an overload" basis 1n a typicel year.

.. It is shown further in Appendix IV that the total amount allocated
ennuelly to honoraris for our own feculty members could be translated }nto
some 24 new regular Junior faculty appointments. With these. edditional taff
resources, incorporation of Spring/Sumer Session/Evening Cy‘it %é. the
regular workload would reqnire an adjustment. (decresse) of some .3.5% in the
Fsll/Winter Session settion hours to maintain present sverego faculty work~ -
losds. It is argued that this’ could be accomplished, {if necessary, by a

reduction in the number of low enrolment sections offered, where *@'Q are

.not critical conponents "in academic programmes.

) The advantages of this proposai 1nc16de the followingj.
(a) Spring/Sumner Sessfon and Of f-Campus Evening Credit instruction will be

accorded the same status as Fall/Winter Session instrudtion: o

) (b) An integrated approach to a faculty' reward- system will ‘be. echieved

vhereby Spring/Sumet/Off-Campus Evening Credit 1nstruction will no
longer be regarded as an activity for which the feculty member has

e already been. paid extra . : C . - . .

(e) Partic:lpation in - Spring/Sunmer Session instruction would likely more

nearly . reflect the rank distribution of faculty members; at present

Junior members of the faculty are much more heavily involved.

u;(od_) ,}'hejfur*her development of ;Sprlng/Sumer.and 0f f-Campus offerings (e.g.

!5 dowd'town) may be stimulated, increasing the. opportunities for. pert-tine i
'tudents and students from older age groups which novw have a lov plrti- '

' ,cipetion rate. A practical incentive for the unit concerned would be
~the 1nclosion of these workloads in the data used by the University
Budget Com:lttee. (At ‘present the Bel,l Session enrolment statistics are
used as of December lst in any yeu&\_) ' ‘

(e) Sone stidents may be able to take up, enploynent during either the !‘sll.“

or Winter tern, when ?here is less co-petition for that type ot




- 2] -
‘lh'ort-tern eiplo'y-e_nt.-. " and p'roceed with their eduqia‘c.ion-l progfa-ne
~during tho balance of the yeor (gssuming that Sprin;ISu-ner offerings
_ooul”be expanded and the sequencing of courses impraved). '
(f) In field- where enrolnent is limited this increased flexibtility will

increase our adbility to respond to’ student demand, “through grutor year— - - -

round use of certain facilities.

4

In" presenting the’ following recomendation, the Committee 1is con-

cerned- that there be no -decline in Sprfng/Suuner Seuion offerings 4s a
result of 4 major policy change,' and” 18 ‘confiident tha.r.‘ the_ leadership of
Deans and Hﬂeads in planning f”aculty Workloadsgll alleviate anxieties whicn
this proposal may raise. It should be noted that this reconmendation opens
up the posaibility for staff to have an uninterrupted period of renearch
.ctivity during the Septenber-Deoenber or January-April segments of the year
ﬁrying regular instructional duties during the Hay-August period.

. ’

-' xzcomumnon (10) .. _

' The Comnittee recommends , - ’ ..
that vthout pz'e,yudwe t> the acoepted norms of toachuxg Zoad

' Spring/Summer Session and Off-Ccmpus E'vemng Credit oourse 'Lnatrucg
tion be incorporated’ into the regular teachzng load of the academc
staff, and e
(a) that honorarium payments to our oum staff for auch mstructwn -

> terminate as such mcorparatwn proceeds, B

(b) that the funds normally availzble for Phe payment of such
honoraria to full-time nembez's of the academic staff be utzlued‘

for the purpose of crea*uﬁ new junior acadam.c ataff positions
m areas that can .,uatzfq ‘cuch new pontwna on the bam.s %
: ctaff» loads asseased on a welve-manth basw, Lo Y
-(e) that the methods used for the establishment of argpnnual data
base for budgetary and other purposes ( e.g. Fact Book) be revued
to reflect the total metructwml workload of academic. umts, .
(d) that thu policy be unplc-‘m»ntf'd ina abcp-macwmmcr Mt as .
mgtdly as posstble, with aarp.,ete conversion to be effectvd by

_-vApr‘tll 1982, | R Ly = 22

.& "
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v (a) that in the interim, commitments made to individual faoulty

o members be honored, but that this policy be implemented as .

L ~ rapidly as teaching 2oads psmit, with the undcntmdtna that

. only Spring/Summer Session and Off-Campus Evening Credit work-
‘loads generated under the new policy can be aredited to the ...

. workload statistics gemerated for any t, and ‘

(f) that indivédal academic units may continye to anplay visiting
'instructors (i.e. not from the regular full-time académio ctaff)
but will be requu-ed to budget for these ooata. “;

)

b

RECOMMENDATION (11) o T .
N " The Committee récounnendp ' : ‘ e
that the Paculty of Contmumg Educatwn retain rcapambﬂzty for
the co-ordmatwn of Spring/Swmmer Session and Off-(.‘mrpw wuru ;
* of ferings, with the objective of faml&atmg and cnhaﬂa-'y‘ the
‘ davelopnent oj‘ these fo the en:tent that budget allooatwna .permit

vand chnt' danand :.Gjran Lo R o Ak
nzcommmon (12) o ' o s"’i
’ S 1]
. The Conlittee recomnds ) _ ‘ » e "'b-

thatx,ﬂn reoogm.twn of tha paténtsal 1-mpm't¢zv¥i-‘;hh thc ‘aa'ther .
davclopmant of Spnng/Swmer Saaswn and. 0%50 palu!“ offmngs,
partzcu.lcmly with rd'apact to the dagru progran ‘fs‘p‘fﬁt time
students, ’ the G. F.C.. direot tha% egh MZW&; its rcceht N
‘history of such offemngs and develop pliciﬁa .and Zong—mnge plaha
It is anttctpated that subaect to atth demand, Facuz,tua will
plan increases in the »pmrlg/Slmncn and off-Campus eoures -gfferings
‘over time, these devalcpments to be’ mm'bond by theaculty of

 Comtimuing Educatwn and reported anmually to G.F.C.

»

¢
X
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: (I) UNSM‘ISF}&TOIY PERFOIHANCE' DISHISSAL FOR CAUS!

Thé- tenure systea wvas davalopad aa a .aana of protacting acada-ic ._'
undinga wtthout faar of economic rapriaa).a. "iuch a system is hdiapanaalﬁa‘
if the univaraity ia to pﬂ'fot- n- punry fuuct:loua of diaconry and ;I@-
u-mation -of lmovlgdge aucceufully, unfattaud by direct or mdiraot. can—

. norahip. llovevar. th; tuurt aylte- cau only be ulntaﬁd and, judt;ﬂcd on

the basis. of thq levél of. pertorum of _the fadulty £ tiho ‘holds -an

- appointmenit vithout dafinite term. Just .as thara is strict quality control

in the gran\lng of such an appointment in the flrat instance, there. mat be
progedures to lonitor the perfomnce of tenured members of the faculty. . ,‘l'he ‘
Uni*raity Haridbook for chultyw iecludes approved policies for the .ranting .

_of an’ appointaent without deﬂnite tara. ‘and for o’ aubaequent aandatory

annual evaluation and aauaapent. ,,'l'he Co-it(ea 09 T mds tl}at oper-.h
ational procadurea be established 'Hucb would regnirl the initi‘auon of steps .°
lnding to poasible dianisaal for ‘eauae uletr auataiﬂad. unsauufacto;y perfor- '

‘ mance is docunented. o K

O " " e Y .
N v . 1, “ . Lok . " e
. 9w - " - PO ‘ : » .

T ‘ The key elenents of the reed-néndationa p;eaented here'are. : " :,f )

' 14

L adenuate documentat!on - of contimmd ’unaqtiafacéory perfor-anee
N jnnua‘l aa&epa-int process, and’ L
W - a requirenent that -the d&st lia}led ptodadurea for dialhaal for
canu ‘be initiatadahen, clelly glcfiulfﬁ ppﬁa fgcu \grou ds for
4t exiat.

¢ . <

through the eaiahl 8

1 4 . ) .

—— = Some di’ac‘retionary judgement on’ the pars 'of Deans -ia- e:prea'aly
allowed for, \but -such diacretion is conatrained by qcconntability to the
Pr“aaident. It 1is eaaential that Beada annual_ aaaeaaunta be veu-

évidenced as the standard <! rcumstances may teaaon,bly allow, ‘and that lleads ¢

and’ Deana ‘relate their recc‘mwndationa to such evidence, - ln particular,

thera ‘must be nandatory teachiffy. evaluatlona (ma par _‘e total aaaeaa-

a.ent) which include approﬁ:iately conatructed atudent autveya ad-iniatared byrr

' tl;; individual Faculties concemed. N Horﬂover. ﬂaada must annually raﬂcv

vitﬁ eaeh r of the Deparnhent ‘f::r Diviaion concernad hialher uaponai—

‘ _-.hiutica (o: che ¢o-1ng acadeaic yeir. and ahan adv:laa ;he taculty mber in




- T ewe

. oo o he ,,Q R ’ R “ .

. . | . ’ . : .
Sriting of any changnl 1n'the1r"auignnentn ,_or responsibilities. ’

> (]

g o ' R
?,' L8 - 'l'h. proccdurn presented speqk qnly to the _prima facii grounds for

"\g‘t_ﬁguiqﬁ., an ¥ ample room for a deternimtibn ehat such- gr(mndo do ot
z a;._.uot.gzm ox!. this dgurnination to be -Ade in advance- of the ini~
'&thn 9t an 1ssal proceedlngs. ‘ v, . o L -
* “f*“ ¥ - ’ . .o o ‘ . -'r ’ :
NS : . : .
" ”. ~ Jt must clearly ‘be recognlzed thAL the .l.ek‘ll than satisfactory per—
fornance ntractual re-ponsibilicléa‘ 1. a oeriout ntter that requires

determined and fai¥ 1npt1tution% .address through pﬁlicus estnbli@ed by
G.F C., and t*gorout]apﬂication o thqse
Co‘ittegs and thé nera], Promouonn Comt», Y

L

s - Q L
‘."% . . '.t’ g— .

. . ' “1 e - ."4’?*'_!‘ i‘u . r . -
N3 . ’ . ST ‘ . *l“ e \“ ' *%’ :
T The General PromM:[ons Comittee haa 'i‘e?d(’ﬁmternined that an -

Lo a.nhull assessnent vhich 'le‘da o an. av‘ao of zero xﬂorhnent units reprepents

' g hnutisfqptoi'y career grogress . that R“ awa.rd"o‘f G@ &uk‘ (buic careef
LY progness adjustnent ) teprvesents satisfa’ctory /clreer progre“ » .ud incre-
3 ‘imt avards in excess of 0.4 units ,,;gepgeseng neritoriouﬂferfornance. Fur-

. ':‘thernox;e, G.P.C. has detetmined that .|

& . . "
g units or greate.r wiLl be Tecpmmended t,p i " esident. 4 “-g.» : ,-'eg'f AN ”_

:%o . N \ 8 ;._.; . ‘
J&'tﬁonal Prdcedur'bs Conéerqi.ng il cte Cause for Dianissal on Grounds

of Bither Incoupetence’g—f Persicht, or both fLﬂppointe.s without

CAe

iaite Tern . oo T '

e . . . . .
3 e l

(1) It is-assumed. that the disnissa.l procedures in ‘the. t:urrent Handbook

T

',for Facultz are- operational qr .shat *G:F,C. w111 have approved,
rexged general pollcies \and prkcedutes concerning dismissal for-.‘

- cause). A T ] .
L}

(14)’2/ven if huch pgi Les and proceduru vere pex:fcctly conceived and

fornulated, tney won,l.d be of littk value 1f televant officers

and when to lnpleneh: che-,ﬁ

(111) Dismissal for cause 1s 1nt;;;; étqad to be applicable where there is
- e judgenent of hﬂnpetencc or &rcinent neglect, af a faculty

B o ) = - v - v :
. - . T W O » e L.

By e . .

)

dc Dea.np, Faculty Pronotions- '

i qincrenent awnrdu o§ skéro or 0.4
%,

b ’, . LI

- -of the Uni\rersity d1d” not gave an’ ndequate pract cal sense of how

.
N

RN
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L4

o (1v) Auuping thik.ontihuation of the exhting §.P. c. poucy for incre-
:lente (or lole variant of lt), an- :I.ncre.ent-auignnent of zero for,

'reuona otho than’ 11’}tatlona iapoaed by the ceiling of the rank

1nvolved‘ is fOrnal aoknowledgenent by the Univera:ltwf leaa than

o » |
-e‘:%er 's. duty tog‘hia/her atudenta oi’ diaclpline. B

oathfactory pqrformance df a faculty ‘member's contractﬂgal relpon- ‘

. : oibiliti,s in ¢y relevant‘ reporting period,

o (v).. In. the event. :h.at—&e mnt, acting on* the recomendat:lon* of‘
t

. i the, Gengj, ‘Prombtions ee, approves. an 1ncrement—aasignnent

- of zero. (t. 1fy1ng u'atj, kLo pger progreaaf for two (2) -

a j‘hc‘w. grounda exist fot

-~ conaecutivé repor&ing per'
disnissalqjor cause, ' -
(v:l) in such a’cags, the Dean of tt;e

Q_, ',(

. ag&&nic offfder ot -an_,”"u‘lvalent or counterpart unif ahall*

relate the substandard care'

_Facul t& concerneﬁr the‘kﬂ:ie £

ﬁt gether“with su‘ch othe,r evide e 8, .e/ahe nay_ poaaeas, speciﬁcally .
Ferae ¢ ; ‘ ndgement of incom‘petence or peratr‘tent neglect or botb,
e (vi:l,i) In The ed!nt of (w1)(b), the Vice-President (Academic) shall:
': . (as either ihi‘tiate dismissal proceedings md relate the ‘sub~

atandard "career progress adjustnent pattern, tgether with

Judgement of incompetence or persistent: neglect,
(b) ‘or ahall determine that thé utter {oea not warrarﬁ Ssuch

*In. this cas& Deans shall convey to auch &culty -cn,berd 1n writing whether
the award of an increnent less than the baaie caraer progreu ad justment *

.
8\2‘1 other evidéace as he/she nay possess, specifically to a -

proceedmg., 'md convey in vriting ‘to the Dean, the Head and the :

N l" .
o / ' \ e 0t ' A
¥t . . g ] . : e
)

D

. ‘w‘?i (I) etther 1h1tiaze " dfemise ¥ proceed:lng ' “'Wi!' - ‘
g |
. «vt (b)war coﬁvey in w\'cfutng to the we-kpelident (-Attden:lc) his/ixer
oL Teagons for not initiating suéh proctbd'ings, anq, 111 (1.2 doing.

-~ ‘?""h‘wﬁ‘f’ ;ndegtakes to defe:at‘”tne presumption of the efiatenci of grounda-

i sal. ) , ;
(vid.) ln the event oﬁ (vi)(a)° the - Dean or counterpart officer 8 L
, 3reas adjqatnen; ‘,pattern, to-'.

. does or. doea not reflect rccobaition of leaa than utiafactory perfor.anco. o

‘e

LB
S

-
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fuculty member- invdkved lut/her judgc.nt that adequnte groundl
for'disrissal do not at the prelent. tile exist. '

. ' : e
RECOMMENDATIGW (13) v R
The Conmittee recopmends .
A that thc operitwnal procedures descrtb‘d to. document oontt.nued
'unaatwfactory perfomance of an academic staff member, and the "
oonaequent actian: Zeadmg to posgible’ dtmasal for cause; be o

' ‘approved‘ ' :
P R, TR e . RO
Né)) RESTRUCTUEINQiﬁCONSOLIDATION AND‘TERMINATION OF PROGRAMMES: oy
" REALLOCATION OF FACULTY -RESOURCES AND FAGULTY RETKRINING o

?
The collegial sy,stem of Univers‘by«ﬁ:\%* provides the academic »’Tﬁ'ﬁg

) ltaff lbember @im oppbrtunity for™ substantiat Iiipu& into the assignn’t,,of ¢

courses which he/she 1s to “teach in any given) yeer. " Feculty nembers have ,.'~' '

" usually'been recrui}ed because of . the&t expertise’ n certd’in areas, and this

, X

~

""fied personnel, pro‘me in question deemed to be no logger appropriate to

"1 in the bect interest.s of" the Untversity to do co, a s:raight'forward put

-

A8 the. hp’rincipﬂ detyninant in the: a‘Ilocation of workloads. ° gy

SR e ,;

f . ‘ -
‘

Q i,,m is cccepted‘ th&" circumstances may’ aris?which ngke it neéeuary
for - the Bniversity to restructure A programme sﬁni icantly, . - to conuolidtte .

) uveral programmes iﬁto one new programe, or to terminate a progrcmme com—°

‘pletely.' The red.lbns Ior taking this action- may be varied. - ,l%enrolnentg

‘and o®. prospect for improvenent. lack of resources to recrui‘* enough quali-

the University s instructional activity, etc. " Such action 1s. not likely to

: be«viev'dt' vitlf'enthusiasn by the faculty ‘members’ involved, or by the adnini--

N #
-ntrativefo&iicer respomsihle for thq progranme. fn order to ensure thnt

steps leading to possi e programme ternination are indeed initi'{ted vhen 1t
e

effective process should he developed which brings the uptter .to the ucteis Pl f

»

‘tion ofc F.C. fairly quickly. o C o~ -' o

e

During the period of rapid growth of thil Universi;y there were a
numhcr of divisions of pteviously single disciplinary operctionl. : During

L4
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“the next decade or two reunification of somé of theee unita maight be justi--
_ fied on the baaia of workload, anudent demand “and> aduinistrative overhead.
In sone cases it -ight enhance interdisciplinary contacts and be deairablef- .

_ 'f:ol an ._acadenic viewpoint. Such consolidation is also envisaged below.

A
)

'rhe following -ed\anipm vould ensure that programme- conaolidat »}r

terminatioi&lteps 'art initiated ﬁ:en ‘they apmr to be in the beat interests

of the wuty. | vy | Uy
(a)  Thé an of the Faculty wriies to the Vice-Preaident (Academic) and
*"' ., recommends termination of the prggranne or unit in queation, giving thh

. (b} .The Vice—President (Academic) advises the Dean of the Faculty in writing

o *"1'. ”hat hc/nhe proposes to reconq terminaﬂ.om of the programne or untt
’in gueation, giving they\glou\ﬁb for this reconmendation, and inviting

,, ‘the Deqn to,.outliné t‘;mpac*f m&h a step. M a

.
( ) If thc Vioe-President (Acadcmic) itof th opinion that the c@a'
ented h (a)“)s well made, or that the D&fn 's reaponse "in (%) provitiest”

R 4nadéquate’ evidence against the dction conteaned, the Vice-l’resident Sy

(Academc) strikep.,a small g_ hoc workihg gro&pu;nd cond‘ucts such exam— “\1“.
ination of the case as the circumstances warrant. : '

(d) On the basis of this. examinatié@the Vice-{tesfident (Acadeﬂ‘ic) deter-—

ines 1if there is t‘stification to proceed fur.ther. . |
) if‘ﬁq’furthet action is juetijigd the cage 1s closed; . «
(i1) 1f the reconmendation for programme consolﬁ!’ation or ternination is A
. Justified the Vice-Pr?sidcnt (Acadeuig) takea ictand the aupporting |
"% evidence to c F.C., which bddy will -seek the pdvice of the Policy

and Planning Comnitteg before taking’ any action. o : S {
'-l \ ’ ’ . \ . ! N . \ 3§ ‘_———ﬂ ':

R TR X . -

I

R v .
T Tha_."coﬁittee‘t;co;end‘;ﬁ*‘fﬁ*‘my‘t Coe N L e
) gut the meci:amsm outlired in this Report for the initwtion of SRR K "‘
‘steps to- -cansolidate ﬁ' temq.natr‘ pi‘ogramea for um‘-ta) be approved T
- and unplaneutcd L L DT ®,
) . s : @ ’ . : ‘ :
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SuclL progratme ldjust-entl may hqve a severe hpact on the Julti-

ﬁed lp@ for faculty members whose expertise Iies in. the ares of the pro- -

gramae. undergoing reductton._ A choice may th“;eforu have tq be ude bctveep ‘

termlmltlon of an appiumtle,‘r because of udund’ucy, ‘or agreement on the: plrt d
‘a faculty menber. to ‘accept re-allocation to other 1nt&uctioml*vitien Q .

that might require a period of intensive re—training of the faculty -e-bg

If such re-training 14 reasonable under the pnrticul, circyatancea. "ibb ”N

seems appropriate that ‘the Univenity would prqvide a 4
( .Y e . 5‘. '

viithout penalty to the faculty member., =~ %7 . ‘
e P T ° . P e,
. ' » . *J . . ) . Iy . " »&
RECOMMENDATION (15) . . : &‘,«;*‘ oo N R RN “‘
i The Comitte‘hcomendsv L S ‘?' "%g - AR ‘ b" N
‘g"mw cabegar-y of Zbavq be establuhcd, apcctfwally aaaoawted : “

with the formal retrazmm of acadan'ta staff membérs who %ave been
szty to re-dwea’t thqnaﬁ.z; of their ulatruc-

]

,vraqutmd bx the.Um; .

&, )

ST twnal cantm.b ' der b0 needh ahmgcs tgxthe danavgd patterns, =~ ¥ -

« and (a) that this Ze e b¢ availab 3 pmod of up to- zz months '
with j‘uZZ salary aﬁ’.’ itnofzts, (b)) te ‘didlocation allovance be R

.

pravzded {f necessary, and (c) that-formal tm.tuzftan of the gmt,mg
of 8uuh leave rest mth tkg Unwmzby
Lt ,‘:‘-' E : i /\
+ ,. N . .}t“«
Hhile faculty members generally hold appoin;nents in theitr first-
choice discipl ary areas, many are ¢ lifled (or could be, with relatively o
little effoft) to teach in a related’ are:. , ‘l'he Univetoity should encourage ’ ,
:ln-h‘ouu* biligy of faculty, ‘so that members uy move as much %pouible‘ !

'from lov_ gnrchent dreas to high enrol.pent arjt .
. OO .\( -

'l"f’ |
. . : '_.-' )

-

nzcouusumnorulj R L

~ The Committee recommends LT i "
. ) »th&a,d‘wvmgwscty polmh’ : Aﬁpaby qcadanw umta :’m .
B gmth areaa be’ requu'ed to' pravidc cvidcm to the Vi -Pnsident R

(Aoaaam.c) that .the avathhty af atdff vithin othcr nlatad arcaa ;. 7

of the Uni%gnty (partw\):larly those mth declzmng cm'olmnt) had ; |
been ap‘red bafo}eaaff-cau;ms reamitnmt to fill a vaoant poution e
ts W“‘i" P : L e

B i



- . ) ,3-429-' . |
R <3 o - 268 .

: 'l‘he accepted three-fold unqlate of the Univeruty 1is teaching, re- '
,uarch/scholarly actlvity and. ,qorvico* ‘l‘hc Ooﬁ!.ttee rcognizes that whne

' qvéry effort 1. lnde at ‘the. DeWt-ent/l'aculty ‘lovel to allocate telching °

B - 4‘loada equitahly t%tﬁe aéadutc ltlf£ in the ‘televant unit. the ruurch and/ _
ot * or schohtly involveuent of facu].ty members may vary cbnlidenbly, perhaps by

" 1nd1v1dupl ;chq}ce.v Xhe'. University has Ehe reap&nsibility to ennurc that the
utilization of all Eesourcesﬁ mcmamg faculty resources, is optinized and .
't suggests that the 4:-&1&10:;;161 %’t’ a. fﬂnlty member's -time may be .
) rja&red which should be lth’ted &8 an :lnnt:ltut:lOnﬁJolicy. o ‘
i ' ‘ . - 4"§ N L. i
| e mmmwoﬁ (17) u_' L : e ;; = ’y‘ » 7 ¢ - ; o ',3
.« AU ~ﬂ-.1,ﬁ4 " R K
. Trer: "uimittee\,n;egomendk : R '.L o " 'J
N thct a«Umverszty pﬂlwy\be aatablwhed uhereby}ucadantc*ogaff
' v{*%ubera uho are. ;zof ‘sqéb‘m‘fwantly znuolved 1.n roioarch or, acrvwe ':
qmmty be’ 'bqped W to";zssume‘a h;gher tnatmctwml Zoad L
" a8 pazet bf. heu- noma”lmqppmnﬂhent abltgahqna.. R R
‘ ' . . .: el '.-""-o“*'u"lf: RN (a8 ’i'.-'v ’.‘- W ‘“Iw" ﬁ‘ o M ' ..(
R ot “f,‘ T e
N GE ADMINISTRATIVE Iuvowmu:m OF ACADFHIC STAFF e A _
o Consistent wit*r the study of honorari“\ paid ersity of .

Calg&’f’wacadmic staff for 1nstruction inqthe Spr:lng/Sunnerg,Sedsion, the
Comittee ,discuued» the established ptactice of honorarium payments to aca-
‘ , _denic staff ho}ding certlin adnini%rative appointuentl. _ It was also recog— '
- nized that 4n some cases a reduction in the teaching load 13 provided to
Iencourage faculty -enbers to take on adninistratlve .duties at the Dep ment,
Fncult)r or - Uni.versity level *'l‘he Counittee was concerned about th .

=

®

o

R t.ine which cquld be devo:ed to then, the Co-nittee vas unable t lgke any'«
. ~.upec1f1c reAyatitm, except that the efficlency and cost';fecti ’ness of

s _. e e . . .
. . . L B
. .- -~ . D . ' . . - .
’ . ‘;'.'r' c 3 . T e e ) P
& . LuEr S S e
B ' . i SL SR ot o] " .
: A r ) . o . T PR
. . . [T - , R T PN
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d'etail, in the con;ext%f ‘oveull wvorkload and compensation '

AR ' J

:'nscouuznnamlon (18) SEECEEEE T

->
.

; S The Committee rocouqull S T -
W o that the University W“’ the adm,matr&e procaaua tmolgmg
. faculty members in order to deten;nnc the most offcatwc use of
the adninistrative ability of academic faculty, as an intcgral
'part of their overall ngnvers;.ﬁy ponta-ibutwn. N o
ot ' 1‘7‘: \; v ' ‘ . . . - ‘d‘}
o i,; K : . v!&'-h R : - ’
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"APPENDIX I -

DNIVERSITY ENROLMENT IN. ALBERTA:
BISTORICAL REVIEW AND PROJECTIONS '

. . e .
l’olloving the explosive growth in’ the late 1960's, enrolment growth
-+ .of full-time.students at the. Univertity ‘of Calgary is oxpected to _be. obout
3of ‘through .the. .decade of the 1970's. Total full-time cnrolncnt in4t :
decade has been cyclie. The highest enrolment occurred in 1975 when it :&d
aQNO 950 full-time studenta. The lowest figure in the '70'3 \ud) in 1972"
when only 8,780 students attended full-time. It io anticipated that thc 1979

.#p full-time enrolment will be 10,300. ‘
‘ . : v : . ’ "‘ Ty Y S . + .
e

“ngst-secondary educetionel institutions are between 18 and 24 Wears old.

Across Canada the vast najority of the full-tine ltudento attending

f ‘{hup, over the” next two decades the denographic trends of this population
2 groum and ttieir participation in university cducationtwill ‘have a direct
inipact “dn university staff requiremcnts. Horeover, the rapid and oustoined
. growth. i’n’ Calgary and other centres 1in the province which together account
for 90 ‘of the enrolment at t‘nc. University of Calgary uill cause the, demo-
§' ~graphics for Calgary and Alberta “to differ significantly frou tbose for ,-'
Canada as a whole. The 18-24 year old po ion_in Canada will grow opprox—
iuately 1. 2! per- year into .the ear.}i 19 *ivldnd then drop 21T by the aid-
1990's and increase thercafterl The rcduction in thc sane pdpull&n group
-vin Alberta, and in the Calgary regioé in pnrticuhr. will be noderatgd by the -~
: in—-igration to Alberta. . Statistics Cancdt eotiutes that the effects of .
this in-nigration will be to delay the reduction of the size of/ the 18-210
year old pOp.ulation until the uid-l980'o, Co ease the drop 80 tttﬁ\ it is lese
‘thon half as great as' 1in- th&. country a8 a whole, and to ensure that the popu-
lation group will begin to 1ncrease in~ size again oooncr — h& the early
1990's2. T . o

T

-

Abberto will of course, Ihnre with the' reot ot Conode through thc

LW
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Over the past several years, the full~tiwe enroloont.%t. Cenedien,_

. at the netional everoge ‘of 11.7%,

«..ﬁas been *nearly offset by -the .

.population set., end enrolments ha

X « L 271

g decedee an increue in age groupe be ti\e 18-24 year old set as

.‘ . < {“
A ¢« eurrent baby booo Wt matures.. The pert-tine parnctpnuon of the
} group}beyond 24 yeero can be an increasingly hportant g,ontributor to univer-
1!& enrolmeoto. As the lize of this populetion oot ;rowo. -increases in

participation through the provision of appropriete progruo epd oerv:leeo to

‘,these older students could be an 1mportent factor in offletting ony reduction
- 4n full-time .enrolment. ' Traditionally, Alberta is way behind the average for
the‘country and most regione in part-—tioe credi; enroluent (See. Appendi.x II). '

Yy \

unfversities has’ ‘been settling slowly, despite the continued 1ocrene in the

18-24 year old population, because ;he>partie1petion rate’ (univereity full-

‘time enrolment per. 18—25 year “old- population) has been’ declining. In
1977-78, the Alberta university participetion *rete for 18-24 year olds . otood

»; earl:ler it was 13, 3z - vell

abové the average fot Canada3

few years? . Most long-term enrolment projectioﬁ euune that’ perticipetion

retee will stabilize at current levels.. Ho Ver. the elterhetivea are

'eiea‘r. 1f participat!on rates return to early 1970 leVelo, the enticipeud'
decline 1in enrolment ‘due. to populatlon egeing petterne w111 be leneoed, but"*
if this forecast is 1ncorrect, - the declines will be -ore marked then thooe

pfojected in deoographic trends above.r ?ho‘-ﬁo*"t,“ktent‘ that tbe 1netj.-v .

totions through their own "action can 1nf1uence eorolments by natching pro—f

,gramea and services. to the locel demand  and need the higher the pafiici

pation réte. Among the deairable results of this increa’ed service to- oh&

community would be an mlioration of what n:lght otherwiee be diorup‘tive _

.fluc\ations {n m‘oln$ .- N o - - o § - g 4

. . Ty - 5
. . o o "
e e [ ‘ 2 . . M = -

3 Sinoe thio cohort currently nuobers ebout 281,000 Ln k\lberta. th:le drop 1n
the ’;Qrtlc:lpation rate. reorescnts the dueppeerence of’ obout 6500 uolver-‘

sity. et.udents 1n the Provinoe. L e S

N L . . .o - - N - . N

ne iﬁ ghe participation- rete_" R

'aditipqel univeroi,p#oing -
deol:lned only olightry during .'the last
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. APPENDIX 111

»

PACULTY FLOW ANALYSIS

Since academic ssler es and associated benefit costs represent such
a 1srge fraction .of the University s’ total expenditures, and since. they re- -

present such potentisl Iong-tern connnitments ‘the future cost implicstionkof___
" . this component of the budget should be studied ia greater hteil to gutde- the
development of . future appointment and salary policies. 'l'he buis for an

appropriate. faculty flow analysis was de\reloped soge time sgo by the Office. L ’ .,

" of Institutiongl Resesrch ©.1; R,..Report #1074). The University of Alberta b
has recently completed ksuch a study, using an “Ac.sdenic 8:1try Predic‘t}on '

‘Model” which is essentially a faculty £low ,modﬁl (U. f’A. Pripritiee Couit-* ‘ R

tee Report June !3 1978) | ‘ o N :u o " . ‘;‘ A.‘;;
A R . S oL

. D e
- The benefits of ., such a study go uucl:«%yond prbjecte( costs. ﬁsince a

number of vsriables can be Tsolated and, the effect ‘of polivc e

L 4

number of importsnt psr‘meters can ; be estsblished “"with )
inposed by the assumptions that qre made. Typicel input for Hrii'nodex are

" alternative assumptions ‘about: - > '. ' S I L
- }.. Salary- schedule, increment, 3ppointment snlb promotion policies and . @1 B
' practices. ' g S ". . 5 ) oo
2. vResignstion; termination retirement rntes.". S o ]
Such a fecnlty flou analysis may bi/uped to- study the coup'tztioﬂ‘ 'g '%
‘hnd characteristics of t acsdemic stsff conponent of the future,' snd ‘to LY "y
project ariong other things._' S v R SRR : '. ."'.'. e
1. .The. effect of variout lppointment. galag and promotion policies oa tl'\e .*' . \L
total salar;t ‘and. benefit cost for up' to. (say) 20 yesrs fa: the futute. ' ‘ ‘
. 2. jThe projected .chansf, in the’ aversge sgc of the fsculty over time. and hou C '
R I T2 inﬂueﬂeed by chsnges i'u s'ppointmen't policﬁes‘. A ""'-T‘f-"-"' ‘ IR
T 3 The number of academic positionsk thst could be’ filled eech;year,;lnd tho r , ';
.effect of‘pSicy changes on’ the mber 6P ‘y{rsc"snci‘es‘.""' ,_‘-‘, L } ‘ S ’ ‘,4
Mministrstive action hhs bLn uk.i :m-outh 'tlie o”tuce of! tlu SRR
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Vice-?reaidcnt (Acadcuic). to 1ntt1§~. the rcfincnent of s faculty flow model
and to apply it to thc current acadeuic utaf! coiplcn.n; ‘at thc Univnraity of

L}

Ghlgary. . , S T oo _ - L .
- . T, ' ’ A
i ﬁ' . | S . . \ o . . . . ":.'n\““ . ..‘v
> - A )
. [ ] é
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SPRING/SUMMER SiSSION -ARDY orr~cu¢us “‘!Illm le : '
. (Su-cr 1977, Spriltg 1978 1977**70 MMM Cvcdit
(A) oounszs OPFERED: BTN S o
Uuwber of fuil*coune 'qmvuihu otuua: o ‘;":'ffj' o

. ' ‘ ‘ L - » - o, "
' . Yotal - - Wa. of Honoraria Paid .
& —p—— 4 ” > " . E

. Sumer, 1977 R L e U K |
' Spring, 1978 - = . SoeLs T Tases
: S ' ¥ & . o U — R \u — .
.  Subtotal o ' 7 . Ms.s‘ S 305
. Evening cmn 1_97'7-78“' e xs.s 18,5
., &’ | - . ’. [ “ 0.‘.'- * : . - - ’ n . -», ‘
!‘Otal . : E I azo. A |
(*Ditference between theoe two"totals eomlnd ot rudi.ng courses”™ R
. ‘. o K
- for~ indyidual studentl, ‘fof vhich no honwﬂ.t ?aid ) R Do S _j;o’,‘»'

xQ
Lt _.:-

"Sumner. 1977

q‘

(n) msrkucrons PAID aomu&u~ o R T 9 G ten L
‘ . , el
|
|

Spring, 1978 ,
o Bvening Credit,"1977-78 ;
¥ . - L i .; ".!" ot R B 5/.
- I 2 (65.02/) R ER (35,025 - E
"_ Total nui!ber of 1nuructats T e
('rhe ueachlng load of an :lrnsmuctor ran;ed t\"{ﬂ & ulnglc M[f-couru tO‘ S :
one or’ nore full-course equtvalentb iu l:hc hemblucd‘Spﬂ?‘/Sn-u,. s s
Session.) - B T ’7. ;,‘_. _ : :, Lt
Spring/sumer Spssion/zvenmg Credig fnn cwts equiv
"nqt;!@ taushtby‘g.of o £tcnlty. 65 OZ oi B
e . . e
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"BUDGETS FOR SPRING/SUMMER SESSION/EVENING CREDIT:

Total Acadenic Salary Componi:nt

Spring/Susmer ' . ;T -
Fiscal year 1977-78 $998,000 ' $792,575
Filcn1'§ear 1978-79 $966,800 $713,450
Evening Credit .
Fiscal year 1977-78 . $141,300 $ 62,295 -®
. “

That part of academic salary component which {s paid by way of honor-
aria, to U, of C. faculty ?enbers teaching in the above programmes in-a
typical year is approx. $500,000 - $550,000 per annum.

[}

CONVERSION OF SPRING/SUMMER SESSION/EVENING CREDIT HONORARIA

TO REGULAR FULL~TIME JUNIOR APPOINTIMENTS:

Base salafy. asst. prof. (78/79) + 152 for benefits -
$18,868 4,$2,830 =~ $21,698 per annum,

-

Honoraria paid to U. of C. faculty members would permit 23-25 new

regular academic appointments: (say) 24

Workload borne by U, of C. faculty members now paid honoraria in
Spring/Summer Session/Evening Credit: (from Section ([B]) 208 lecture

sections x 3 hrs./section =# 624 section hours

4 .

Total workload of 24 new appointeés using average of 10.1 section

hours/acad. F.T.E. (1978-79 "actual™): 24 x 10.1 = 242°gection hours
Total number section hours not staffed: 624 - 242,- 382 gection hours

Since a total of 1,099 section hours were offered in the 1978-79
Fall/Winter Session, this proposal would E:;:iye the following
adjustment (decrease) in Fall/Winter Session section hours to maintain

present average faculty workload: (382/10,899) x 100 = 3.52
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Section:  3.13 , ‘ ) POLICY C . Page: 3.13.1

. : T g Gu.deline Dote:  77-08

(Description prcpared by theuﬁoard Secretary)

.

-

i

The . 80/20 Guideline was first expgcssed\in the following motion passed at the
January 9, 1973, mecting of the Board of Governors:

"That ... the University adopt a po]icy'of 'selective non-replacement’' of full-
tine, regular Board appointments ternipated through attrition, and in order to
implement this policy at the level of the University Budget Committee and the
various academic administrative offices, including those of department heads,
as the guideline the sum of tenured and probationary staff shall approaxh 80X
of the teachinp complement cxclusive of GTA's; accomplishment of the guiBcline
shall not be at the expense of GTA funding; departures frciec the guidelinc mcy
take place only with approval of ... the Board of Governors."

At the time the 80/20 Guideline was introduced, the University was entering a
period of uncertain student errolments, having just seen its dramatic growth of
'the late 1960's come to a sudden halit. Lecatise government funding was tied to
studeat numbers, the Board was concorried about its ability to meet obligations
to regular, full-time staff{ in the event of further enrolment declines. 1lts.

motion was intended to ensure that, over time,.up to 20% of the University's

avcGiiie sraff would be en 'limitzd torm' eppointments (4,e, o ohlipatton of -

renewval or extension beyond the end of a stated term) so thaL there would te -
some method, however crude, of responding to financial exigencies.

The Deans' Council expressed con®rn that the £0/20 Guideline would have a
deleterinus effect 6n recruitment unless the attractiveness of 'limited tern'
appointments could be enhanced. Accordingly, the Board of Governors, at its
meeting of Februvary 6, 1973, approved a recommendation that regular fringe
benefits (pension, group insurancc, sabbatical leave, etc.) be extended to
persons employed full time on 'limited term' Board appointments of 12 months'
duration or longer. This appointment category became known as the 'full-time

limited term' appointment.

At its meeting of February 11, 1975, the Board of Governors approved a modifica-
tion to the 80/20 Guideline, based on a8 recommendation from the Deans' Council
and the Personnel Reclations Committee, as follows: ‘ _ .

“That when a 'full-time limited tetm' appointment ... expires and a subsequent
appointment is to be offercd to the same person in a tnit which has more than
80% of its members in a tenured or tenurable class, thén the subsequent appoint-
ment may be a probativnary one, implying consideration for appointment 'without
definite term',. i being undersfood that candidutes for appointment 'without
definite t:rm"normally require five years' previous service."

Witile this relaxatlon of the Guidcline reduced bud&ctury flexibility somewhat,
the Loard was advised that the revision was necesrary to enhance the University's
ability to attract and retain top callbre staff. .

Réference: BRoard meetings of Janvary 9, 1973, February 6, 1973, ,
February 11, 1975 and Januaty 15, 1976. _ *  nextpage: 3.13.2
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S " 80/20 Guidine , Dote:

RN
v

’1 4

In March of 1975, the Gencral Facultico Council passed a motion: asking the Bontd
of Governors "to remove the 80/20 Guideline with respect to furcher appointmeats
at The University of Calgary and, in the event of the removal of the 80/2C .
Guideline, arrive at a policy decision with respect to clarifying thc appoint= -
pent vl those people currentiy on terwinal appojintments". Council's request

was. considered by the Personnsl Relations Ccmmittee, resulting in ‘a motion,
passed at the January 15, 1976, meeting of the Board of Governors, that the

80/20.Guidelinc be prescrved.
.

next page: 3.)4.1
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"ro ,Qlembers of Deans’ Council R.OFFICE
Dr. P.J. Krueger 3 - _
oM Acting President DATE: 1978-02-24
. r~ Ll
AR - . S

"; . - E
\

¢

Re: Academic Personnel’ Poiicy

’ ‘In view of -

-(a) the possibility of declining (or at belt static) overall University
-cnrolnent, .
. . k -

{b) 4nternal enrolment uhifts requiring some Te-zllocatdon of staff renources.
Ac) the uncertainty of fee increues, and

:(d)_ government grants that fail to keep up with inflation and reases in the
wcontinuing cost of the operation of the University,
.. -sthe Deans' Council at its regular meeting on 1978-02-20 determined (by .motion)
~ --that it advise the President that its members declare their intention to operate
du terms of the following policy for a one-year period, effective imediately:

(1) that in the exercise of decanal authority with respect to recomengations
for academic staff appointments, Deans will submit only recommendations
for "full-tire limited term" appointments to fill (a) new positions

/\prov:lded for in the budget, (b) authorized: replacements for va¥ancies,
€{c) "full-time limited term" positioms where current appointments have
expired and another offer is to be made to the same :lndivid‘ual.

{(2) that term appointments normally be for periods not exceeding % Y&ITS,

. ¢xcept vhere longer terms (max. 5 years) are deemed’ absolugely necessary,
X

(3) that all exceptioms to (1) be brought to. Deans' Cmmcil by the me-l’resident
(Academic), for general discussion, examination md reconéendation by the
Deans' Council. In this manmmer all such exceptions must be justifi;.g before

the full decanal group. o ’ <
e .‘;’ (28 K
{4) that Deans' Couucil be informed on a regular bas:l.s of the ﬁchang:lng -academic
-staff profiles in the Faculties, and \ E - :

{5)- that the rangé of alternatives to a more restrictive hir:lng policy such
: a8 previously proposed be investigated during the next' year dy the
Subcommittee of Deans’' Council, with réeouuendatiogs to tlaf Council.

Qn
~ F "
i3 ‘...2,
& /L‘ 2
: 8 &
. TEIN |
L.}
o4 i ‘ . ['4

.
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(

Members of Deans' Council ‘L.

term",

PIR/1k

«ce:

Dt.
Dr.

Dr.

Mr.

>

N

1

It wvae understood that this policy would not affect the normal
consideration of "{nitial term” appo:lnteu for appointment "without defirite
as ptovided for in the Handbook, and that it was likewise not applicable

9 sessional lppointees. , . .

1978~02-24 282

In view of the strong support this approach to the monitoring and
control of our long-term academic staff cowmitments received from the senior
acadenic administrators who would themselves be responsible for its success,

‘Plcase ensure that your Department Heads and faculty memberz who may
.:!n affected understand this policy, and the need for 1t.

W.A.
W.F.
W.R.
M.G.

M.
N,

1 am authorizing the implementation of this policy, effective immediately.

r

a L.

Adcting P esident

Cochrane, President '
Stewart, Associate Vice-President (Academic)

Blair, Associate Vice-President (Academic)
McGinley, Associate Vice—President (Academic Administration)

s

IS

,‘A. _

>



-
» R .
L4
0y »
- . ‘
‘!,r‘/ J
: APPENDIX E ‘
>".:~~
, ' MEMQ FROM ZWIRNER TO CARNIE (78-03-07)
;l



] | ) o

THE UNIVERSITY # CALGARY

- . . 284
o ,Br R. H., Carnie, GFC Secretary _ o INTER-OF FICE o
: W. W, Zwirner . ’ : ‘
FROM . DATE March 7, 1978

- [

1 would appreciate it {f I will be allowed to bring the two motions which follow

¢

B at the end of this letter to the GFC meeting of March 9, 1978. Certain action

by Deans' Council and the General Promotion Committee will have an effect on

this year's herit assessment which necessitates asking for consideration of

this issue at this Thursday's-GFC meeting. In this regard,‘I would like it to
B ) 2

3
-

be noted: - - M

lo

' The advisory value of Deans' Council to GFC is evident in the Universities

The p6wers of GFC as outlined in Section 34(1) (o) with respect to appoingments

and promotions have been infringed on by recent decisions of Deans' Coungil N ‘@

and GPC,

/},["‘

Act 35(2). I feel that recent actions by Deans' Council move Deans' Council
outside of their constitutional powetﬁ, in partiéular, in Section (1) and (5)

of the attached document A, Deans' Council has decided to implement an

. appointment prépedure which they themselves recommend. This clea{ly circumvents

GFC. 1 also find that Sectioﬁ (2) and (3) should be considered by GFC before
they"ban beéome‘official University pdllcy. |

The Felationship between GPC and GFC has to be considered similar to Dean's
Council and. GFC's relationship if questiqns of promotion are considered.

GPC app}oved a Careér Progréss AdJustment (CPA) of .4 which was later
overruled by the Chairman. Thé ruling v&uld Sring professors 7 steps albove

the'floor into.the unenviable position of having an expgctaiion of 0.0

Career Progrsess Adjustments, I feel that this comstitutes promotion procedures,

>

which should be considered by GFC.



Therefore, it is MOVED
: LR e

1) That the implementation of thiy, policy-decistoh-r
{n the Acting President‘'s letter of ﬁeprugry 24,

until GFC has considered and made recommendations

appointment policies.,

Comment :

i ; R @R
R b/ oy o
x
SN
- SoE

;‘nppolntnenti contained
1978 be held in abeyance

concernin‘ academic

on limited term appoigfments and have been led to believe that

they could be considered for {nitial term appQintment.

P

2) That the CPA for all faculty be considered to be

GFC recommends a different CPA structure.

/

.4 increments unless

" 285

”

This hotibn,'if approved, would affect all faculty who are now

"
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;o  MEMBERS OF KRUEGER COMMITEEE ON APPOINTMENTS . . wetmorece .
_ Dr. P.J. *Krueger - - v

FROM i irEsTaCRt (RCAdeRTET +* DATE:  q978-10-31
‘ This refers to the meeting onednesday, November I1st . *

“ at 9:00 a.m. in Arts:201A (Controller's Of?ice).

the first’meeting are attached. This was

road spectrum of concerns that might be
"renewal” in the University in the next

ese points may not .strictly apply to .

: Some notes o
an attempt to identify a
highly relevant to facul
decede or two. Some of
"University Appointment

1§cies” ijch we are to review. T

Please brihg your calendars so that we may set our
schedule of meeti tes/times. )

}. - .- , .
: i '

| i . i‘/ P. J. Krueger

* PIK/1k . ) ' .
Att. . :

L Commi ttey Membeis: » S S -

Dr. P.J. Krueger y " | :
Dr. J. Woods ‘

Dr. J.B. Hyne.

Mr. A. Lucas

pr. G.L. Symons

Dr. J.L. Mcheil -

Mrs. M. Sinkey ~

Dr. H.W. Zwirner , ' .
* > Mr. J. Graham

Mr. B. Ronaghan

Dr. B.S. Shaehan (resource person)
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No priority intended by»order f 1tems.,, SN w B Y
) . 14 | " Lo .. o , :m t"-“ w - '4
1. farly Retirement ..", o L %"‘ '{g_a“;&,
R B ”&*", .‘j B
= "The. UMvers!ties Academic Rension Plan” (n an off, Jul 197%)
.. makesiretirement at 55 moredittractive, i.e. B actardi) Mctfcn. S
‘ - new P18 more generous with respecs to. recognition of “pensfoasble - .

seryice™; payment of. contr‘:«huuon& aid interest may mka,-o% faculty e
membérs eligib? (and 4n rested) in retirement. - o
- 1978: some ’IO of ou?‘ ul%members are inm age bracket 55-64 R

<

" 2. Part-time contfnuing Jpoinments. i.e. with gtnureu‘ s
- F/T for less than 12 nonths/year (bf 1nterqst to some rofessibml _
Faculties: 8 mos. with university, 4 mos. "M&h non-U \wsityu e
agency, industry, etc. )y Cam o ; /‘W Lt
- P/T.for 12 momths/year, - . VT o rsa S e
- advantagas/disadva-tages™ - ' - WU e,
- mechanism for moviig to such appoinﬂnents Ly g
"_r- only following regular F/T service? - - Fe ¥ V X s
o = mutual nt (1nd1vidual/un1versity)? L x !
* - 2 vars atfon of (2) Py S » ui = % : """?f:‘.i;;‘ "-'t
|4, Dismssa‘l for cause: © ,& " S eI >R '."r,“_"""" T
- cause incompeteuce in teaching, total 'lack of schoh ship at a _ | g
 leve) where *job description" clear]y requires nationall wmtioml ,
level of perforlnance? / d‘ o e
-'"dismissa) for cause® pmcedur x1sts; not- been trie T kg
= tie into" accuntﬂn:e&fecord m CAPA. mrds (" RS WA
-adjustments” recomended by " P C. /G P C )? "
'~ morale problems. o ) o s ) A ‘
-.1egal problems. ‘ 3 T
- {mprove our public image by “cleani ‘up" our acg. "
-2 wcraable procedure (rot years long in }eu of the &)/20 guidgline? -
5',' Full. time l.m‘tgd Term Anpointments f e REETE ' )
6. State of Fiscal cxig_e Y. ,\_,...p, " ‘ .
K XN . N B . \ »
- when? . o
- who decides 1t exlsts? i o , . . i
- who goes’ procedure? _ . R DI L eE e
7. Procedurgs fors* proorame teminatlon : B _ S -

- presumably requires the sanne type of Univev srty process and review:
whiéh reconmends mplemcnt,ation of programes in. first.‘lnsuuce.

-

E:’.‘:?i-,; .

.Nn,
Tte



11.

12.

13.
14.

15.

16.

. 289
< . !

Faculty: Retraining:

- so they canbe more flexfble re workloads. - 3

Increased instructjonal activitysin community:

- downtown campus.
- emphasize P/T students in timetabling and 10tat1on of classes
- new course-based graduate degrees ' -

l\\.‘

Spr1ng/Summer teaching as part of "normal load": ) Ly

- in principle, should be posswb]e w‘thout increased workload if d

enrolment falls.
- no honoraria for our facu]t/, depts./Faculties budget for guest

instructors.
- spring/summer course enro]ees could be included in data used by
.University Budget Connﬁttee, to-encourage developméat of these

programmes. )

More structured programmes:

)

- more efficient.

- couTd be gccomplished in many cases by fine tun1ng of presents
~programmes.

- drastic reduction in low enrolment courses. ,7ﬁr

Secondment of faculty: . o ' )

- to prov./fed govt. agencies and departments.
- "on loan" to other areas of education where need 1ncrea,es for a

:
- to research institutes on/off campus.

per1od (tech. inst., schools, colleges).

Re-allocation of present staff resources: ' - o

- force to some extent before new hiring permitted, e.g. shift from e
cognate dmsc1p11ne;p . :

Postdoctoral teach1ng fellowships:

combine university funds/research funds.
resence of PDF's helps address ageing- problem.

Faelilty exchange with other universities:

- chort term, i.e. year, or a term. :
- brings in ncw ideas and stimulates exchange of ideas under static

hiring conditions.

Cermunity rapport:

~ better rapport with community to foster higher rate of budget increase?
- work on government through the pcop]e7

-

- P.JK.
78-10-31
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10 Dr. P. J. Krueger : INTER.OFFICE
Vice-President (Academic) .
Bernard S. Sheehan.. )
FROM . DATE: 10~
Office of Institutional Research E %3Z;egg igl6

L] Lo .
Dear Peter:

Re: Faculty Age Distributions

We have been tryirg to .get a better handle on the sort of information
that the Policy and Planning Committet needs in the consideration of
aging and related questions. We spoke briefly with Dave Schonfield
but have not yet talked with Jim Cragg or Fred Terentiuk. However,
since I have to put this aside for ‘'the rest of the week, I thought I
would give you this progress report.

N

We have been looking atffhe following areas, and asking these sorts of.
questions:

Facultg aging in the steady state Is the context for, this question
% e
= clear? What are the problems we hope

to solve (understand) with information
on aging? ‘

Aging What information is readily available
about the characteristics of older
] faculty members and departments with
L a faculty age distribution skewed to
the older end?

Alternatives If one wanted to change the effective
’ age distribution of faculty, what means

- : ,are available? : .

Data for Planning and Analysis What basic University of Calgary data

seems relevant to planning and management
questions on aging?

How might these data be presented to the
Committee?

Analysis | How would one approach the problem of
’ determining the practical decision-making
flexibility available to the University?

What sorts of 1nfotmation‘50uld one
reasonably expect from a practical N
analysis?

T



\\

Dr. P« J.,Krueéer

. W
" Bibliography
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Enclosure
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Do we need to check with more people on
how they are coping? -

] \ '
Yours gjncerely, <ﬁ£/” \\» .
rnard S. Sheehan .
rector

.
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N

Faculty Aging in the Steady State Context

By the _"steady state' we generally mean that the total student enrolment -

of The University will remain more or less constant and that there will

s‘llkely) be:

1. significant shifts in student preferences

2. no growth in real terms in the financial resources available to
universities

3. hampering of internal university administration by a lack-of
flexibility (manageable alternatives); ' this has not been
characteristic of Canadian higher education for twenty years
or more .

It seems to me that we are not discussing a problem of aging faculty so
wmuch as a prohlem of unbalanced age profile of faculty. Hence, we are
concerned that the unbalanced age structure will lead to various instabi-
lities, discontinuities and fluctuations in a wide range of teaching and
. research attivities ove~ the next two decades. Also, not all of the
peculiar problems of aging are unique to faculty members and, hence,
those problems which arise may well be shared with other: segments of
[an aging] society. This will be partiqularly true in industries and
government agencies that are highly<trained-manpower intensive.
The ‘question of aging and its influence on the dintributidh of faculty by
age can, it seems to me, be viewed from two perspectives in this\eteady
state context. For convenience, these are labelled quantitative, ‘and
qualitative.

.Quantitative

1. reallocat on of faculty resources to meet new instructional demands

2. sensible appointment, promotion, and retirement policies to increas°
management flexibility :

3. analysis to provide information om the demand for new young faculty
members ¢

4. . studies leading to decisions to ensure that we avoid the boom and
bust hiring cycle in the future

.OIR 1315 -
77-10 : c | 1
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Qualitative ‘ h‘) 204

- 1. optimum age distribution of ficulty members to ensure best L

4

execution of teaching, research and service prograns
’

2. continuous rejuvenation of research capacity on campus

.

The following notes address various facets of the question. We begiy with
some general considerations of aging, and then move on tb a rough lis\ing
of the alternative plans that have been variously suggested in the litera-
ture. An illustration of the data on The University of Calgary faculty -
needed for analysis is given. These data may be supplemented by natdonal
and international comparative information. There is a brief treatment of
.analytical methods to determgpe the flexibility for decision at’The
University of Calgary and finally, a bibliography of items that impinge
oq\yniversity faculty age distribution cogeiderations.

+ ’ ) -

1

[N

OIR 1316 o |
77-10 - - ' , | - 2
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Aging-—General Considerations

v .

o

The follgﬁing is a list of questions concerning perc ptions of an iging

295

faculty and apaociated’institutiona%pconsequenCes and‘questibns,.

1. "ﬁﬁgf“ﬁéfzéﬁfagéwﬁf"EHéMfiiﬁlty%Gﬁghf[fé"Bé §3§;§“to ensure - s o

continuous rejuvenation?

2, Will professors without tenure tend to avoid risk and, hence not

be aggressive researchers?

" 3. Do older iaculty'find it easier to influence students?

wd

i

i

kY

4. 1s it true that research suppor in terms of grants increases
with age among scientists, and that res archers in the humanities
. and social sciences tend to be profesifﬁnélly.more active in later
- yedrs? If so, what are the University of Calgary implications?

It is hard to get objective statements about the best university professof
~age profile. It {s said that in many fields age is an advantage over
youth, :It is also hard to find agreement that older means less producti-
vity, creativity, especially when one keeps in mind the full range of

responsibilities of the university professor.

There is little or no evidence

that professors" overall effectiveness declines between the ages of 40 and

65.

ra
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Examples of Alternatives . 296.

- Those involving policy considerations by, dnstitutions -
\

1. Eérly retirement
(a) Voluﬁtéry—-ihdéﬁeampensidﬁé will likéiy be required to
. make early retirement financially attractive

(b) - Mandatory fetirément at certain ages

S,

In this context, in both the United States and Canada, recent
legislation and press reflect a new attitude against any
discrimination on the basis of age. One could speculate that
this (coupled with the voting power of an increasing ,older
segment of the population) could lead to the abolishment of
any mandatory retirement age. Other concerns about early ~
retirement schemes include the following: :

. (i)'-they only affect upper age groups which are net.
- necessarily the least productive

(41) 41f voluntary, ihey may be fore appealing to thé '
" better, older professors who have more alternatives

(i11) the literature on applications is not optimisti¢ N\
~=- " regarding their effectiveness especially im the
long run B N

Zsﬁ‘Faculty development including support to change:

(a) scholarly field of concentration in mid or late career
- (1) internal institutional shifts N '
(11) more parg-academic work done by senior professors
(b) professional field or research/teaching emphasis
(c) -employer
3: Altering university benefit package-to make part-time employment
more attractive. This includes part-time in teaching department
and part-time in university institute®or other agency associated
with university. 1If one feels that this is a likely solution,
‘then universities which do not want to become "second-class" in

the future should rush plans for appropriate inmstitutes or risk
becoming only teaching institutionms.

FEREEERN

OIR 1316 h ) o | ' : \./
77-10 » L ) 4
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4. Organized exchanges among universities and especially between 297
universities on the one hand and govermment/industry on the
other )

-

5. 1Increased contract research. In the 'steady state' it seems that
this-1s an arda that might very well grow. Also; in Alberta for- -
the next decade or more the demand for this service from univer-
sities seems Inevitable. ‘ '

- Those requiring,.policy decisions by governmment orroutside.agencies -
1. Provide more help to developing nations:
(a) foreign aid program to bring students to Canada -

-

(b) establish significant links with developing universities
in.other countries which would be such as to encourage
professors to work away from Canada for reasonable periods,

(¢) turn-key packages of institutions in other countries

2. A more progréssive tax structure for older'pxofessors

¢ -

+0

OIR 1316 . ,
77-10 ’ . .5
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LIST OF RESPONSES RECEIVED ON GFC REPORT ON APPOINTMENT POLICIES
A. Faculties o L : - ~ Page— 6
. Faculty of Humanities March 13, 1979 # 1-2
Faculty of Graduate Studies March 16, 1979 3
Faculty of Environmental Design \ March 19, 1979 4-6
Faculty of Nursing March 23, 1979 -8
Faculty of Education ‘ March 27, 1979 . 9-11
Faculty of Social Welfare March-27, 1979 12
Faculty of Continuing Bducation March 27, 1979 - - 13-19
Faculty of Fine Arts . March 29, 1979 20-43
Faculty of Management ' March 29, 1979 . 44-49
Faculty of Medicine March 29, 1979 50-51
Faculty of Social Sciences March 30, 1979 52-54
Faculty of Physical Education- March 30, 1979 55-58
B. Departments - ;
Department of Sociology: ‘ March 8, 1979 59
" Department of English March 9, 1979 60-6%
Department of Physics . March 20, 1979 . 64-~65
Department,of Geography March 23, 1979 66
Kananaskis Centre _ . ~ March 28, 1979 67-68
Department of Romance Studies ' . March 30, 1979 : 69-74
C. Committees and Other Organizations
Budget Committee: March 12, 1979 75-76 .
Deans' Council 3 March 13, 1979 77
ZUCFA Executive ' . undated ‘ 78-83
. TUCFA . March 30, 1979 84-85
APD Committee ' . - - March 30, 1979 ' 86-88
D.  Individuals
R. D. Héyman ' February 27, 1979 89-91
B. Baldwin - , : 7 March 5, 1979 . 92-93
C. Anget/ : March 6, 1979 - 94
D. H. Norrie , . ' . ‘ March 7, 1979 - 95-96
L. E. Hajdo . March 9, 1979 .97
J. E. Klovan ‘ March 13, 1979 - 98-100
R. Hornby . March 16, 1979 . 101-103" |
A. W. Harrison- T ' March 19,,1979 104
P. J. Krueger (supplementary-information) March 19, 1979 105-108
L. Richards March 27, 1979 . 109-110
M. A. Crefmie : ' March 30, 1979 111-112
T. A. Oé;v‘e‘r : April 2, 1979 1137%4
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DISPOSITION OF THE RECOMMENDATIONS OF THE
] REPORT OF GENERAL FACULTIES COUNCIL AD HOC COMMITTEE ON
® " APPOINTMENT POLICIES

“~(KRUEGER REPORT) ~~ ~~ =~ —. ¥ -~ = -
. .y )
RECOMMENDAT! DISPOSITION (date, -item) ) .
1(a)* *Approved and recommended to the Board as amended” (1979-04-12: GFC 179,3.1)
(a) except as indicated by Recommendation (10) or provided for through
° specific development grants, any further growth in the combined total

number of regular full-time permanent and full-time limited term appoint-

ments be justified by an increase in the University's total_ student enrol-

ment, or other academic requirements. . )
(Krueger: Barton with Johnston: MacDonald) .

1(b)* . MApproved and recommended to the Board" (1979-04-12; GFC 179.3.1)

rd
(b) ‘that a workload increase in any unit that is not accompanied by an in-
crease in the University's total student enrolment, or any other academic
requirement which Justifies an additional appointment, be dealt with by
the internal.redistribytion of vacancies.
' (Krueger: Barton)

(4

Nl ’ .
2(a)* Approved as_Amended (1979-04-26; GFC 180.6.1)

(a) al) funds released from vacancies which occur among the regular full-time
permanent, full-time limited term, and continuing part-time appointments,
be centralized and placed urder the direct administrative control of the
Office of the President. ! ) -

(Krueger: Zwirner wit *Weyant: Sucha and Heintz: Sucha)

2(5)* Approved as Amended (1979-04-26; GFC:180:6.1) -

(b) . the Vice-President (Academic) shall initiate recommendations for the re-
allocation of such funds in E-1 budgets {academic salarfes) to a small
Position Allocation Committee, advisory to the President, such committee
shall have at least -half of its membership drawn from the University
Budget Committee. L ) ‘ ,

. (Krueger: Zwirner with Glockner: Chapman) oy

3 " *Endorsed” (1979-04-26; GFC 180.6.1) .
that the Vice-President (Academic) be required to report to GFC Annually in
December on the total academic staff profile of the University, tncluding data
on changes in the number of Board appointees in various categories and ranks,
in_ordes-to maintain-an on-going scrutiny of the composition of the faculty
and the potential ability of the University to respond to change. ’
. "(Krueger: Oliver)

- ' 4

L AP _“Approved" (]979;04-26;.GFC 130.6.1) )

~that, whenever new academic positions are authorized in the budget or the re-
filling of vacancies {s authorized, and an initial term appointment is to be
made and is permitted under the Board palicy, that any limited term appointees

- eligible for such a position be given first consideration.
. . - {Krueger: Glockner) -

.. 5 _ *Approved” (1979-04-26; GFC 180.6.1) ; ; .
that when full-time Vimited term appointments are recommended, and the unit -
concerned has the capacity to offer an initial term appointment, the head of G

-~ the unit making the recommendation must provide an explanation to the Dean
and/or the Vice-President (Academic) as to why an inftial tem appofntment
was not recommended,: = '

(Krueger: Zwirner)

6 *Approved” (1979-10-25; GFC 187.5.2)

that the University continue to provide moreé detailed Pension Plan information
to faculty members, stressing in partfcular the arrangements with respect . to
the establishment of certain types of service elsewhere as "pensionable service®
i . under the Plan, &nd outlining the early retirement option. ’ :
(Krueger: Ramsay) T

OIR 1360 - R .
80-02-07 . o B A
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*Approved” (1979-10-25; GFC 187.5.2)

that the Vice-President (Academic) inftfate appropriate steps to develop criteria

and guidelines for the appointment of retired faculty members to the rank of"

Professor Emeritus, as well as appropriate benefits eccruing to that rank, for -

epprovai by G. F C. and the Board.of Governors.
(Krueger' Ramsay)

‘Approved‘ (1979-10-25; ‘GFC 187.5.2) e

_that where it can be accomplished without serfous detriment to estabiishéd
programmes, leaves of absence and secondments (where appropriate) of faculty
members to other institutions be actively encouraged by the University

!

(Xrueger: Seto)

'Anproved' (1979 10-25; GFC 187.5.2) . .

that the G.F.C. approve in principle the establ ishment of a new class of con-
tinuing part-time academic appointees, and that the G.F.C. recommend that the

Board gf Governors alsa approve this proposal in principle, with the understanding .
that detailed terms of reference. for this appointment class will be prepared by

normal manner appropriate to Faculty Handbook amendments.
. (hmermﬂ :

'Referred to Chapman Committee on Spring and Summer Sessions

{1979-04-26; GFC 180.6.2)

(10) that, without prejudice to the .accepted norms of teaching 1oad, Spring/
Summer Sessions and Off-Campus Evening Credit course instruction be

"‘the Associate Vice-President (Academic Administration), for consideration in the

-y

/ fncorporated into the regular teaching load of the academic staff, and o

- (a) that honorarium payments to our own staff for such instruction
terminate as such incorporation proceeds,

.(b) that the funds normally available for the payment of such ‘honoraria
" to full-time members of the academic staff be utilized for the
purpose’ of . creating new junior' academic staff positions in areas
that can justify such new positions on the baSis of staff Voads
assessed on a.twelve-month~basis,

(c) that the methods used foi~the establishment of an annuai data base’

for budgetary and other purposes (e.g. Fact Book) be revised to
reflect the total instructional: workload of academic units.

(d) that this policy be- {mplemented in a step-wise manner but as. rapidiy :
S 1 possible, with complete conversion to be effected by April.1, 1982,

(e) that in the interim, commitments made to.individual faculty members

be honored, but that this policy be implemented as rapidly as ‘teaching
loads permit, with the understanding that only Spring/Summer Session

and Off-Campus Evening Credit worklioads generated under the new pol

icy

can be credited to the workload statistics ‘generated for any unit;~and

“(f) that individua) academic units may continue to employ visiting instruc- -

tors (1.e. not from thé requiar full-time academic’ staff) but will
required to budget for these costs.

be

(ll) that the Faculty of Continuing Education retain responsibility for: the co-
ordination of Spring/Summer Session and-Qff-Campus course offerihgs with

the objective of facilitating and enhancing.the development'of these to

¢ the extent that budget allocations permit and student demand warrants.

(12) that, in recognition of. the potential importance of thé further development -

of Spring/Summer Session and Off-Campus course offerings, particutarly
with respect to the degree programmes of part-time students, the G.F.C.

direct that each Faculty review its recent history of such offerings and.
_develop policies and long-range plans. It is anticipated that, subject to

student demand, Faculties will plan increases in the.Spring/Summer and
Campus course offerings over ‘time, thesé developments to be monitored:
the Facuity of Continuing Education eaM reported annualiy to G.F.C. .

. —~
-
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‘ DISPOSITION OF RECOMMENDATIONS OF THE :
REPORT OF GENERAL FACULTIES COUNCIL AD HOC COMMITTEE ON'

S APPOINTMENT POLICIES (Continued)
{ , ) ‘ - : ) (KRUEGE R REPORT)

RECOMMENDATION . DISPOSITION (date, ftem) ' .

\ 10-12 Referred to Chapman . . (Continued) - :
' Chapman Report Recommendations were variously:

-1, " Approved (1979-06-28; GFC 184.4.3) ' °

- That a Standing Advisory Committee on Specia)l Sessions be established by
. the G.F.C. with Terms of Reference and membership as submitted
(Chapman Humphreys ) .

" 2. “Approved as submitted® (1979-06-28; GFC 184.4.3) B

(a) That pEpartments, ‘Faculties and- University College be asked to produce
‘a 3-year rolling programme of course offerings for évening,. Spring.
Summer and off-campus

. S ‘ (b) That the Advisory Committee initially review these programmes at an
: : - early date; review these programmes on an annual. basis; and consult with
Departments. Faculties and University College to produce programmes which
will attempt to meet the needs of part--and full time students\tak '
courses {n special sessions.

e - S () That the Committee shall continue to investigate the needs and potential
S . © » "clientele for offerings in special sessions and for part-time degree
programmes avaiiabie to students in special sessions. -

3 (Chapman: Ramsay). .

o - 3. ‘Referred to the new StandingApommittee (1979 06~ 28, GFC 184, 4 3)
. S / . (Heintz: Glockner) ‘ ‘ .
4. “Approved as Amended” (1979-06-28; GFC 184.4. 31 o B e

: . That G.F.C. direct-the Office of Instftutional Research to scrutinize
P . enroliment statistics with a view to identifying those factors which’ appear
- C : to inhibit ‘the offering of Spring and. Summer courses by some departments,»
-7 and to report as. soon as possible.: . .
LR ; , (Hyne: Wil}iams) ~ - SRR ’
¢ > L L The new Standing Committee on Special Sessions subsequentiy produced seven
v ‘ ’ recumnendations which were varfously: ,

.

Approved {1980~ o -24 GFC 192.4. 1)

e = " the Vice-President (Academic) ensure that the University Budget Committee
: o L is provided with additional -apprbpriate’ workload information indicative '
" of the contributions of academic units to Spring“and Summer Session course

offerings.'
’ (Terentiuk Chapman)

- | "7L»mmummnwmnn);,d@"‘ B
B the responsibility for determining what constitutes a 'normal’ teaching

. load'in the Fall/Winter Sessions for a faculty member continue to rest
- with the respective Dean and/or Department Head.

o o For 'Department' and "Department Head”, please read "Facul'ty” or "Univer-: !
- ‘ . sity College” -and "Dean™ or “Provost” throughout -as appropriate for '
: those units without departments and- department heads. .
oo - . _— » : (HcCullough Enns)

3. Approved (1980- 01-24; GFC 192.4.1) - : L .

~ ioverload' courses be those courses taught: during Spring and. Summer
Sessions and thosd taught off-campus which exceed.the number of courses
: tnat constitute 'normal’' load as indicated in Recommendation 2,
: (Krueger Chapman) , / s

4, _gprOVQd (1980-01 24; GFC 192.4. 1)

© . - funds continue to be made . availabie within the Faculty of continuing
‘ ‘ '<_r£ducation budget for the payment of 'overload'uinstruction.g :
T . (Pitsel Glockner) B "
~OIR 1360 - S | 4 e
80-02-07 - . S e - T3

N

-\\;gf_,. o ,.5. o . - ; B
Y S e
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DISPOSITION OF RECOMMENDATIONS OF HE .
REPORT OF GENERAL FACULTIES-COUNCIL AD HOC.COMMITTEE ON
.. __....APPOINTMENT POLICIES '(Continue o ,
(KRUEGER REPORT) . .

DISPOSITION (dateJ item)

10-12

13

Y4

"

15

"0IR 1360

80-02-07

o

Referred to Chapman . . . (Continyed) ‘ o o P
The new Standing Committee on Special Sessions . (conttnued) o \3;'
5. Approved as Amended (1980- 01-24; GFC 192.4.1)

‘ at the Faculty ‘member ‘s option. payments for ‘overload’ instruction be made

(a) was an honorarium directly to the regular or visiting faculty member
as 1s current practice, or -

‘ (p) as.a sum equivalent to the_honorarfum placed in to a departmentaily
' .administered trust available to the faculty member for research purposes.

(c) or any reasonable combination of the above.
e (Chelias: Coward with Weyant: Betz) &

6. __Agproved (1980-01-24; GFC 192.4.1)

full-time faculty members be allowed the option of teaching part of their
‘ngrmal’ load during Spring/Summer Sessions or in the off-campus programme
provided that their department heads do not require their teaching capacity
. for .the Fall and Winter Sessions and provided thit such teaching is without

" prejudice to graduate supervision, administrative duttes, etc., for which

# dye provision must be made.
N - (Chapman: Williams)

7. Approved (1980-01-24; GFC 192.4.1)

in the case where full- time facuity, with Department Head approval ont to

teach Spring, Summer, and of f-campus courses in lieu of necessary Fall¥winter

coyrses, the Faclilty of Continuing Education pay to the relevant depargment .

the amount of the current honorarium to help defray the costs of emplo ing _ \\

sessionals for such Fall/Winter courses. ] N
(Krueger: Williams) o ' : BT

“Referred to APD Committee” (1979-05-10; GFC 181.6). - -
p— _ — (cCalTough: Pitsel) ' | X

that the operationai procedures described to document continued unsatisfactory v
performance of an academic staff member, and the consequent action leading to

.‘possible dismissal for cause, be approved

‘Approved and Implemented” as Amended (1979 10-11; GFC- 186 5 2)

. That the ‘mechanism outlined in this Report for the inftiation steps to consoiidate
or terminate programme s (or units) be approved and impiemented

. Mote: - Amendments to guidelines.were made as.follows: ' SR AR
. V. Vice president required to advise Dean of ‘the Faculty and Head of the ' o

Department concerned.
(2ekulin).

2. Vice president to fnvite the Striking Committee to appoint ‘a smail ad hoc .
- -. working group which should conduct such examinations of the case as the -
.-circumstances warrant. The ad hoc working group, in conducting its examina-
tion, should be careful to consult with the CARC and with the Curriculum

. Committee ‘of the Faculty concerned.
' (Craigie: Zekulin)

:Approved as Amended' (1979-10-11; GFC 186. 5 2) ' ’ —
that a new category of leave be established, specifically associated with the .

formal retraining of academic staff members who have been required by the Univer-

sity to re-direct the nature of their instructiona) contribution in order to

meet changes in the demand patterns, -and (a) that this leave be available for a

period of up to 12 months with full salary and benefits, (b) that a dislocation

allowance be provided, if necessary, and {c) that formal initiation of the granting

of such leave rest with the University, (d) that ‘the direct. costs of such training.

e. 9.. fees. be assumed by -the .University. .
(Krueger. Rasposich with Beck: Zuirner)

<
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REPORT OF GENERAL FACULTIES COUNCIL AQ HOC COMMITTEE ON
APPOINTMENT POLICIEY/ (Continued) ..
. (KRUEGER

DISPOSITION- OF RECOMMEN Arro§§’3r THE

DISPOSITION (date, item)

16

o

18,

0IR 1360
 ~80-02-07

“Approved” (1979-1

that a Universigly policy be established whereby academic units in growth areas

.be required to provide evidence to the Vice-President (Academic) that the avail-

ability of staff within other related areas of the Univeesity (particularly those
with declining'enrolment) had, been explored before off-campus recruitment to fill
& vacant position is authorized.

T , {Xrueger: Archer)

"Defeated” (1979-10-11; GFC 186.5.2)

that a University polic} be established’wberebx academic staff members who are
not significantly involved in re®Rarch or service activity may be called upon to
assume a higher instructional load as part of their normal appointment obligations.

"Referred to the President as‘part of a more genérai review of the cost énd
efficiency of administration at The University of Calgary (1979-10-11, GFC 186.5.2)

that the University review the administrative processes involving faculty members
in order. to determine the most effective use of the administrative ability of

~academic faculty as an integra1‘part of their overall university contribution.
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NOTES :. o o S -

* Recommendations 1(a), 1(b), 2(a) and 2(b) were received by .
the Board of Governors at its meeting of 1979-~05-17 at which
the following motion was passed:

"that, as recommended by

' ‘ e Executive Committee, the
Board of Governors: ' . -

(1) approve the guidelines for pdsition control .

‘ in the E-1-budgety (attached to these minutes -
as Appendix 'A') Jto be effective immediately;
and ' o

(2) request the Prepident to explore the possibility
of taking similhr action respecting the E-2
budget, and to make recommendations to the Board -
as soon as possible." : -

*#‘ Recommendation 9 was reviewkd by thelBoard«of-Covernors at its -
meeting of 1979-11-15 and thé<following motion passed:

"It was MOVED by Dr. N. E. Wagner and SECONDED by Dr, . -
W. W. Zwirner that.the Board of Governors approve in o
,principle the establishment of a new class of continuing
- part-time academic appointments, as described in Section (G)

of the 'Report of the General Faculties Council ad hoc
Committee on Appointment Policies', with the understanding

that . detailed terms of reference for this appointment

" class be prepared by the Associate Vice-President (Academic
Administration), for consideration in the normal manner
apptopriate to faculty handbook amendments :

OIR 1360 R . , ' 6
80-02-18 : :
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.bﬁidéiiﬁéé for Position Control in the E-1 Budget'A.

(1) The total number of regular full-time permancnt, full-time limited
-term, and conuinuingﬂpaft-time positions (hereinafter called
~"continuing positions") in the E~1 Budget (Academic Salaries) will

be limited to a maximum estab¥ished by the Board of Governors.

(2) Initially, thé maximum number of‘continuing positions will be a
detailed in the 1979/80 Opcrating Budget. : '

(3) Further growth in the maximum number of contirnuing positions will be
subject to the approval of the Board of Governogg,vbased on such-
factors as specific program development grants, an increase in total
student enrolment, or other "academic requirements.

(4) Fluctuations in the requirements for continuing positions in individua} "
units, based on changes inlworkload or other factors, will be dealt:
with by the internal redistribution of vacancies in continuing positions
arising through natural attrition (retirement, resignation, termination,
permanent disability, death). : - o

(5) All funds relcased by vacancies in continuing positions arising during

' the fisra) vear will be creditrd to oae central account for which the

. President will have signing aythority. . _ =

(6) The disposition of continuing positions falling vacant during, the
fiscal year, and of the funds so released, shall be recommended by |
the Vice-President (Academic) to a Position Allocation Committee
‘advisory to the President and. comprising six members selected by the

- President, -at least three of whom shall be Members of the GFC Budgec
Committee, : o - ’

(7) In making its recommenidations, the Position Allocation Commitfée.willv
"specify the rank deemed appropriate for each position. 1It. is expected. -
that appointments will be made at'a junior rank unless the President |
1s“satis£ied that the academic requirements of the particular unit
Justify a more senior appointment. o .

- (8) The reallocation of'the funds described in (5) above for purposes other
than new appointments to’ continuing positions will be for the remainder
of thc fiscal ycar-only, with such funds.not forming a part of the
continuing full-year cost caleulation. In making such allocations,

_particular attention will be given to priorities and concerns which

‘have been identifiecd by thé Univerxity Budget ' Committece,

(9) Reports of positions and funds reallocated by .the President will be »
~ made to CFC_and the Board in September and January, and to the Univer-
sity Budget Committee in conjunction with its preparation of a budget

for the fTollowing fiscal year, '

1979-05-17 . | o 4
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