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Introduction

,...:

In tia- book, the lieW iiitciiiiana, -Robert sego-slat:7.- -cot' defiled that

the SOcialriongiuoorS of our times; .the systems -engineer:, the operations:

reaearaher, the computer anditt data Syste.`rus tatre utiliZe41

social theory only ititiatter-the4hYaicalfact" kinds of analysis.. They

asSUMe a. position of :aiooftie§o-to -hunikirk_ and social- problems and see

"itiman errnro aaa -threat to the 0§eeta§, that they ,deiii§e:. Such

;an: akprOadh, leads to the _construction. of; models, or Systems :which utilize=

datio4t-efize, utotaa,e ta dware _ .and_ stress, the

444001- logic of -their :creation- without a- ri Ott consideration - -of the
,variability of ;the and- .SOCia 'Contekt :41,-Wtith= the-.4aiiide -nidat

46007 tbr tha--,petettial:impadt_they--_:may,

It" is a similar` ideological concern' thatinOtiirateS this paper_;_ the

concern- that :Moat- management infOpiia tion-Systetha *signets on the -Cdtrent.

higher educational -Scene- :are- =only inargiiially interested -in-,or knowledgeable

:about _social and Organitational = theory- which might = help =them devise More._

Waticatila--systems:- The tedhribiogy to-`build -largesdale -management inior.,-.. .., _ __ -- _.... ... ,. :.,-
-- - . _.,...--- .- ... _ .

ifiatint aYatem-a- desp-ita Pense- - being_- &eloped-

at totontoi-,:ktchigiih-§t*te_iiniVersi:ty' The Uritveraity--di Colorado; on is

larger aCale*Iiy- thaVesterh_ Interstate -CoMmisSiori on Higher- Education,

Well as other _planers. :Yeti littla-ofthe- literattire. daSeribintte new

systems speaks -to the laanaa---raiSedi,bY the social and organizational ,con--_.
_

tad of -the., colleges and which-they are to _Operate.. Thus,:

the -major _purpoSe- Of' -thia-laisaiiaaiOn-. is to- identify some of the social and-

organitational laauea-7-WhiCh affect the design and Implakentation -of

uniVerSity,_MahligeMent-infOrMatiOn.-SYStein or UniverSity, setting.
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meat 4o-o-kp*tion):-0.8ozi-seoei::&eiee4Y- a- (managerial' functions

,±tOi--,*-,*iiiete4i.:i**130.*7-'404.44404314404fietit4t;:een-60e. i6

not, 1000V:er,.,the 444 to- ,`justify the se4_ftii'. one

_ :Such, an-- assessment e- cich 0Pgege,'Oriini.verOity; howeV0i;

for :such or_fsystem--;areAadely scussedand- relatively obvious- , - - _

e extern daS fOr'InfOrisatiOn,;otruniirerSiiY-!aCtivitieti, the -: financial

'pressures- -.to. Utilize, .reaouriCS:S the--tendency to' make AeCision*

more _openly- in the, university =, re az* mo end= better
.

if those -ciedittiond are iOnat.iiither --thahrTbiitic

iii*Y---otherS 4

Beyond thi':broadoiLlie,jided-- one can identity
_

-SpecifiC, .6;;SUcCesiefUllyz - devised tend =implemented system _shoal
_

the-Serve= 4.-..--Uniiteraityz.- the '4ata-_-itesisf:iii- the -inforMatipti _sYStenr_shoill

be-,defined-cOnlistently for_,USe:_tiCrogS, infOrMlition subsystems;- the sub-

systems integrated.ito;rintiVre, that ;analyses-irhioh -reAtii data _

o_ or more -'siabaY_Stenit- "Cak:ii*-0834tatibrii. of -Cost per -sti-t4e4t. credit hour -
course credits and =faculty -salaries)-.cen, be easily obtitined,_ and- the- -data

be_ -iicCutate_ to liotie_-.4igkf degree-, - -All_raiii)fativ--ot -this, goal, must- be

schieifed, if the intorniStios_ be liakitally useful and is to _hors_ a_

high= level of user confidence. Second, the MIS =needs. to the

tudiiersitY'S '(ot some -= segment's) infOrmatiOn needs; gosiS, and/Or_ decision,

making processes. Only then vii-1 the MIS be able to':directlY contribute the
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,idenageriai9-boUndalty: relations 9,_and,ProductiVe furietions.

Third lin_lifOr-teitt, be -flexible It must not te- 6.--6;ifiStraint on the uniVer-

=0;-+-4 !a_ capacity -tO--ii.aPt to pressures for -growth, reshuffling of priorities,

reViaing-Ot academic ,programs, and the :33.4 . Ir university

environment adaptability function Which an nation-system can .

and should serve. W11y, an information SYSteM, to be fully effective has

to be devised, implemented, ,anct*Serateii_in SUCh-*,-toiii-op as to inure

-c

=that t_11--SysteM---ia.-VieWed as 1egitiMat:6-1(nOtt just -accurate) : and is utilized

This is no small goit1 in an organization such as the university in which

students are <suspicious of adsrinietrators, faculty resist being quantified

and ,-e.ditiiiii6tYittoi*lare--Sub4eCt to eicterrial.zpredUreS 'for

-decisions that are- pOliticialy expesdient rather than ones, that are internally

jUStified.- sense ths?.nforel- atiOn-__systet :it _being -asked_torire.

a.ntenance function, i .e., to adetire that it is a -met.hoilgai, whioli-.-enhancet-

the trust of university faculty, students, and adMinistratorS ;rather than

=One; which eiienatet-Ethet- froie,iee.ch other:

It should be evident that this cc-is-heel:Ai:on of :goa1 6 for a management

iii*Orniation.syste-th_ie di-retted_-at ii.--CdifOrehenSive data base that assists

the-University-in dealing With 'both- internal end---eiternal _probleras-, It

serves the basic t functions _ of an-Organization, i.e.; productive, msria-

, maintenance,,_botaidaiyi and adaptive,2 9.1thotigh,ii. is primarily a

Management tool. Further,_ the first the four goals can be -aehirfed.

Or the most -Pitt, by the technical Specialitt;- by the operations researcher,

the systems analyst, and the ecmirtter experti The latter three- gogilt,

*meter, depend on the "-fit" Of this nevi technological system with the

existing formal and social organizational isystem. It is the issues that
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a

':arise in this 'fit or -in erface ,between- the ne, technology -ena the. _ .

?Other-- two systems Which- don stitUte the f tiiety analytical fottS -and.

organizations -of what 401ew:e':

Assumptions

In atich ,dOikYrehetisilie

,:goals for _a thert',-are-teiretaibatie-iand.:;Perhais ob,!.

*IOUs as SUMPt ont that =need- to be - _stated.. tittt `data. -base-

-:fCt 0.;-.3.04#-_inStitntiCnr,_ 1:t. -be--__aseumed' that the hardware -Will_ be an

i4e-g:eate'a:--oot4pixtett-,tySt*.rathet-than- some= ;othery mode of data processing:

=At least -that= is -the nature No

doubt -there some _ components the-,4itaesittem:414-oii: ate- &Sail_

= size or tately--Uted- -fot---trhie-iil:ii-nower-siodecOf data :Ito-rage and handling

might =ben appropriate,- and nondepiedito-

be a highly 'fie lop information' and', report includes_
_

data collection; -Coding,- storage;, retrieval ,and /or .644E4 ti =and reporting;

to users_. The sfoilOWing_=diagr- am- may -- clarify the information --prOCetting:

COMPOnents. Chatt-=-1-)-:_-' The= -important -point that- =the= conception=

-:Of an MIS -encompasses --0.--conCern-lOr-diti-_-c011eCtiOn-- ih4.--lietio,tifie -of rota-

as well as en- internal systeni--'44 and computer trhardWaft- and software.

This interface7betireen the--rest --Of the otganization, tad -the MIS systeinheks

to be designed as carefully' as--the- internal logic __Of- the *deli-, -pkogrami

and/or dittilations_ that_tiakt ntip the ,computer based-__coding,_ storage,- and

decoding_ eleinenti- _of the system. A- hitcl aiSUMption stemming _4.1.-re#4 trot-
.

the second is that any reference -to -MIS in this discussion,_ unless otherwise_

noted, will refer -to- the-computer :system, the infOrmation- processing dap-_-- --

ability,- 'and -the- entire staff--neceStary to support a-system as- exemplified-

in Chatt I. The internal logic _of the _data files, hardWare*, and -staff
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.organization -of the _MIS systems is-not analyzed directly.

A- -final. Asaddiptidrii. related- to the goal of flexibility, is that the

MIS System li_ potentially Self-generating -"(ate Chart II). Not only will

(la

MIS
System

(See ,:Ota#

Revision
:Of -MIS,

-Chart II

The Self 60hetating Character of MIS

(2)

InforMation-
and-teports
to naera

New -questiona
generated- 1)y-users

_Demand, for-

'neir-liitorMation

_

information -- appropriately analyzedk-and- reported answer the= users needs,

but -that information -itself may highlight nevi= problema- or stimulate questions

whiCh require-=modification of the_MIS system's-data inputs, methods of stor,,-

age, and /or reporting formats. For example, reports- of -faculty workload to,

department chairmen -may not only -help him-allocate it more equitably among

his faculty ink may stimulate such qutstions as: HOii does this compare to

other similar- departments in _the Univeraity (a reviSioA of reporting format?)
_

or, -How does this compare to departments of our type in Other comparable unix,

ersities (new data input requited?) or, What are faculty members' actual activities
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-and:,-hat is -this_ affected_by Workload, assignments (new data of different
typ,e and new ._anialysiii and reporting -format reqUired)? What this assumption

highlights is that,-demandli :for news information are not merely-the product of
hew_ probleins, _decisionS, or deMands-_facing the user but_ _that_ the information

he= receives- has impact on 'the -.questions Thus,_ fleXibility-
is 0.-__neeessary_:goil_becaute ita, own, impact as Well. as the Changing:nature-

of the-university environment -it- services.

°B. A. UniVertitY---MIS:7_ .Tfie-tas

Having dead fled sane ideeilized.goals -anct_the..baiic-_-astiumptions -about_

the -= nature of =MIS in a large Uni_versity _System,_ one. CainAdentify-the-

administrative questiOnt--,Which affect the-_nature_-Of --the-_design of- he_ deei-

-siOn to _imPlemerit -ii_viiiirettity__-minageinent -information- Sy:item._ ',They are

1 -What 'is_the--telationahp--of MIS -to the laraet university system?

2. Whit is the -date content -of the information= SYstem?-

3.- What is the cOntent, :format, and structure -of the -reporting.

4a

it. What are the technical capacities _and- internal organization
of the-MIS?

5. What is the_ Cost of HIS?_ What are its benefits ?-,

The remainder of this discussion is devoted essentially to providing an

approach to answering the first three questions. The answers themselves will
,

depend on each institution's self analysis as inhere no unique answer or

system that yet serves all institutions needs-, contexts, and resources.
O

Questions foUr and five will be discussed by other authors. After briefly
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describing the university as an organizational system, the interface of

MIS and the formal and social organizational subsystems provides a frame-

work for answering questions one thrOugh three.

-THE- UNIVERSITY AS-AN-- ORGANIZATIONAL SYSTEM

A- university more-_thanAiost societal organization* _is- iv-human

Organization, its prOductS:ProCesses, Material= -Ire primarily

people._ HOWeVer, in a setting-0: large±,anct,diverie20-_a---cOMpl# -university

it beCOMet-iiMpOssible;-tO analyse. it at the=-individual ae-aaarge=

glomerate -Of'=PeoPle.- =Rather,_ the,-.neett =is =to= Identify :the regular pst-

terms of-behaviOr- (probe-es-set-) and -the. regular relationships of= positions_

and- Processe im- -(StrUcture )= that-- eheble- theitniVere t0= function

Iganized-_- entity- Which: accomplishes =certain pintoseis --Without-- destroying -itself..

-__This definition_,still views _=-th tinivertity

:_and_yet to ascii:11 thiu.relitignthipzif .MIS-tO -it. _Chart *III

-sUggests the- etatekt -Within Which the- UhiirerSity =Smiy be viewed -as in or-

It is neither possible nor-necessary: to- captuiwe ell the complexity

of a large multipurpose university in this brief space, but the diagram

-intends to capture the open, dYnamic, and flexible State Of the University

as an Organization.- The activities and interactions of Students, faculty,

-staff, and administrators constitute basic patterns of behavior-that desCribei

the universities varying prOcesselteithing, research, admission*, placement,

decision making, coMmunication, conflict resolution, etc. The procelses themi;-

selves, lead to certain functional (or dylfunctional outcomes) outcomes
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Consisting of preditcing degrees, research, etc. (productive; allocating

,resources, eialusting.effeativeness, etc. (managerial); limiting the stress

on or -providing reitioscigi to human= beings (Mtintenance)_;, maintaining: eiternal-

relationS _(boWndary and- adapting. to new realities or-planning (adaptive). _

These- processes--and -their Pinctional results _are _determined in_ part by the-

-human Phy **cal; and informational resources- the uniireraity Obtains= from

its -environtent :ind;by_ the influence of external _power ,fisrOupte and -orgaitiza=

'tiOnS. Further, the-ProCesieS -thelikeives dan'tie defined-In terms :Lot-their

.fOrMal social, and_teChnOiegiCal organization subsystem:- one _to:rind-We,

,advantage: of thiS_SChenie- it that it can to:'anidifte _varied=

system ielreld-,Whetizer it be _a;_POSition._such-siii offide, -a-depart=

t college, :or =the .antic, university.

In: this _Iatter-_ sense tile- ifonta- organization- is the ...fonaday approved'
.

Set of positions,- eclinitteea, -andi,prograis- (the organization chart) =and

the goals,_ rules,- -and reEtilations- by which- they are -related. All

Of these- act to-contra the.-pattern. of indiViduara behavior, the requisite

XiiiIS for various pOSitioht,, and patterns _Of interactions -with Other _per-

Sona whether they are stildenta, faculty or- administrators. The- - social

iteiniiatioa refers to the informal groups of people :that fork in any organita--

tion or university based _ca their-perional needs,- motives, ezpectationt,

values, and interests. These _groupa often develop attitudes toward their

work (sentiments) and/or patterns Of behavior (norms) that may or may not

be consistent With the patterns required by the formal organization., Finally,

the technology of an organitatiOn refers to the physical mechanisms and

techniques utilized. In a university the kinds of teaching resource materials,

the kind of budget format, or the mode of information handling are examples.
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-A3il three of these subisystena,- the forai, social and technological,

obviously are -affected by the----kinds- of iripitta the -university -receives and,

in turn, they affect the Wel_ _people --behave and the manner in which the pro-

cesses (behavioral patterns) contribute to functional outcomes .- What is

_less obvious, but widelY--recognited--bY Social and organization theorists, is

that changing any of the three- subsystems is likely to affect the other

comPUterbased-1418 represents a substantial -change in the_

-UniVersiVsis technological 'System. It is the reaUltrint _iMpaot of this technicacl

subsystem cliailV 454 --,#4.e=t4ire,*4tY'S= foriai and,SOCial -Organisational Sub,-

_Sys teinahoi on the --university' relitionhwith its external environment

-or =reaburee-input rilioliOnidiipa-that--eOnatittitet the remaineoer of this pspet.

III.

:ORGANIZATION INTERFACE

The nature of a-University as =_it,fortnal organization:is -einbodied- in the

definition -of a formai=organizatibn.4hiCh is -generally- iLdcepted by most,

organizational theorists, 'namely it ;1,.,6 a "group of individuals (positions,

behaviors or other Units), with i characteristic structure who are banned

-tOgether to-achieve -sane specified-lurRoseS(S)_." Thus,, the nOtion of

koala or purposes, Structure, and the achievement of purpose or effective-
.

,neis -are alemehts of the university as fora* organization 'which will be

reviewed in terms of their relationship to 141S: One further element, the

dedisictian process which deteribes the pattern of behavior by Which

an Organitation'sMembersi decide how to achieve their purposes, is also

included.
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A. The Problem of Goals

It is triVi and -stereotypia to note -that goals are extremely: dif-

ficult to define for a college: or university, yet_ a- more detailed akalySis-

_Can lead to suggestions -through Which the-nation- of -organizational goals

(purposes or objectives) can be a- -useful _guideline for -development of an

Xs. It should be -obvious that the aSiessment of goal achievement requires

an MIS -Which incorporates data elements which relate to a goal's -content

and -a- reporting asseziSMeirOf Its achieVement. This

analysis will not identify the specific goal Content -104* should be generic

Or-UniirersitieS-.-bUt- :rather- the nature of -goals which can be ter,

*ea to an*t-:5

For 4603.t= S _they heed, to -1!-4-Ualitifitibieto-

be-subject= to.,meaatireme.-nt: The leirel_,of=measurement =need not be highly

accurate interval -.0.ata,_-0-Uoh-,as-- _financial -Edits, but .ikor=a1SO,--be- ordinal--or-

-.hategOridal in nature. cii=eltorbe_-baSed5-on hard or sOft'beadUret- .

le a_g. , ñiëotSudëntè -= VS _iittitildei-bfAttUdent*- on an -issue). -The

4iipOrt-ant point is that goalt can be more liccUratelY-MiSeSsedi if they are

iaSured more precise measurement ce1es eat harder data. 'Needless to

many colleges arid universities -aVaiteit_gOalS- are not stated in a manner

which permits MeMstireMent. For egaMple "developing character" is not a
.measurable _goal. However it can be redefined in tern as of measurable at-
:tributes .sudh as increasing -"tolerance for .-other pOintS of view" (a per- _

Sonal.ity dimension) or--"deairt to tajce part in Social service activities"
-:(a- behavioral or attitUdinal_ rAeaSure) .

Closely related to the "hUatitifiable/non-iquantifisble" dimension of

* goal is the "diffuse vs. specific" character of a goal. Providing

"general education" MsY be diffuse Whereas "general education for citizen

involvement" is somewhat more specific (and quantifiable).
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Another diinenSion Of goals statements 'that 'Canada- difficulty in
. -adapting =them to an MIS assesament- is- the -diatiiiotion of "ideal" vs.

"Operational" goals. One is Ailite aware- that miLny, liberal arts colleges
Which prOfess providing "tharacter-bUilding" or "general" education are in

,pradtice made- up of dealis* department chairmen, faciiity __(and even students).

whose -primary goal_ is to get- the =stiidents into graduate school (academic

and professional Thus, defining -an-;-MISt-11- data elements and 'Ire-

_porting System- to -relatiVe to -Stated ideal &ale': Whioh are. not con-

gruent With- the _cUMUlati-VeEbehaVi_Oral-f-gOalt-_ofthe-Univeraity 'community

is to prepare_ a:MeaSurement -system-which - value or Validity:

Again closely -related to -the PreVioils-=concern --id. the ôint of vie-4

__--#6111-1,/hion the "Operational" land-_thoPe--hilly are_ elicited. It
is well known'_ today that _.ekternitl--atinatittiendied--;anch._/-1.6-- the state legisla-
ture law define "6-641.1a-,PeaCe" at_ _the_ most iiiiportarit_ goal while -Student

and -faculty -61-by be Vialing_tO- tolerate some conflict for- the sake of

-"desired-Change"- and/or broader- -1-ilearningi=e1q3-eriencea" as their desired

Such di:lethal-as* are not easily resolved. However* an MIS' sprobably

;needs to consider the- gotila -Of- a variety :cif constituencies and eolle,:t

11PPropriate data if infOrination is= to &:á basis tot rational discussions
mong_ opposing factions.,

A final difficulty _with_ the COndept of goal in the university setting
revolves around the "Multiple" rather than "aingular" -nature of these

Organizations!- goals. The teaching, research, and Service goals in addition

tO being multiple are diffuse and often non-roperational. Attempts to specify

them and make them quantifiable leads to minters:his subgoals. In fact, a
:Study of University-, Goals and Academic Power by Gross and Grambach identified
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47 goals to be analyzed:6 This inUltipie- rui.tUre ;Of -UniVeraity gotia places

an iaiptteible bUrden on an ,MIS- iyateni POSeibie goals= =are- to be

assessed._ -One possible-_tolUtion is to think,:iii terms Of -priorities amOng--
,

university goal's -so that the MIS- data -colladtiOn --and reporting ,pystetL-den

those conceded to be _most- i*portant. at ii-particular time Period-.

Another is to- analyze' oale- of more diatinot aubiliiita -of -ther-unifeeditit ir:

which -fewer goal* may be identified:

'Trio talc:piing sioinaty (piart- =II) notes thealatibriahip 'between the

nature -:of ,goals *id; their .relationship- to a.,Unitteraitit 144. It
_

needs- littla-elaboratiOn to Point- out*Wan,-effeetiye:MIq- requires; =c

Work- by University- decision__ makinga.bodies :to,,:fotie.te- »their

in e..aiOde which effort-1;i7: the -MttS'nde4

signers_ to keep abreast :of -the- nature -tind-_-Content of = goals= arid' the Prioritiea

among-. them_

-Chart

Ditendions of-_Go n Tennis -Of Eaie of NIS _Atte-36-1Se*

Easy tOAdadeaDifficult to Assess

4on-tivantifi4le Quanti=fiable = _(categorical, Ordinal
or internal; -hard or soft)

Diffuse content Specific content

Ideal Operational

Non - organizationally defined Organitiationally defined

Multiple Singular
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The __Goal Mediator-

One zaeohliniSk- for laediatirig:the-cOi#161-- problem Of- relating university

to an 915-.systerri-4s- .0*,,xiniversity--structure at the leVel

citrite, 4re.;goals-raight be more generally -,agreed-

,SPedifit, =arid° quantifiable.

basis .for defining structure. -

-ficUitY arises -when. -one seeks a

One .approach: is to, :define:: the university structure ern* of pro-.

--de-Skeek or their:-flinetiOnale:Utedirekr*hOe--_StitiCtUre- AS 'defined._ as the-

re =Pattern,,araorit.sirind,_ibetWeekthek.. ,registration;

teaching; s-"reee#0.4 bed-OM& the- basic

-.:SUburiite_,of the thik_approadh,_ts_ _that=

many -of- the pr oceeSee different .edtia ration al

depending-_-.60 the eentralize4i,_ or -iiecentraliiect pattern Of the -waver-,

AnOther apProriab which 'Pala- to-get_ at the -_functiorial outcomes of thee'

--suniversity's _activity is_ to 'define structure in terms _Of the pattern of its

}basic inputs: fiscal= and Phytical resources,-students, faculty, administra-

tOrki and Staff.- This_ proviiies-a- substantial data _bate but no framework

for analyzing proceaded and effectiveness of the university as it

attempt to achieVe its goals.

A third method is tcf. define the university's structure in terms -of

the fortal organization chart; i.e., its primary productive units such as

the colleges and research and service units (and the appropriate subdivi-

sions)aions ) and the support units such as student affairs, financial affairs,

Alumni, physical facilitiet, library, admissions and registration, etc.
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This apProaah, which oierlobki the possibility that there may "Sore ef-

fectiye-istructUral -arrangements, can inSUre_-6.- comprehensive coverage of

data. needa- and allover information :needs to be tiotly related tObdth the

eicisting, forMal-deeiSion making:,atriletUrea. A:thOrongh, analysis of the

baSio. primary and secondary units oho-ip.ittighlight the data files and

categories necessary -Measitre 4kli the! in:PUts, prOdesada-, and _fUndtiOnal

=mit COMet_ :for-each_

_tf-_`-bne--,anitlySes:the!-,.baaie!--prOdUetiiie!--Unita---in,-terMs- of the mode].

in Chart 004 thiog*, sii e &Se: obiri ZOO Within 0.,.'041eige.:(ok arti=

for example,'it:Should-be!, easier--:tO2;identitk-'the-goate---inza. Manner

'h 8iè More,---Ot(ttipatiblei;iith ft-

13chetiletii Are- more '.speCifici

naritifi6ble-aild-OPerationallY'lag:reed--4_,On-: :Furth- er, 'it -16--:'p-OSSible, to:
___..

identify for each unit ihe--iritnita3-;:prodeSisea-,_-=and outputs 4hich, are to

'-----' -MonitOred by --tbe-)0 if -aideitanient of goal --_0,eiiieii_eineht andlinbUnit- etfeetiiie=

nets are to be related to-the typee of--decitiontr"thatilie a-0unit .must make._

lEffectiveneaS_ _and-_-decition tail* disduilsed later:), -Pliktbrek-the--Eiiittlyeiii-

-Of inputs, processes:, an-d- ontpUta-prOvide-a-a aoirprehenatite _set of data to

be itcOnmiStilated- in for -iieporting, analysis, siiiulation modeling, and

-varied research and deciaiOn taking:W.3es:- The review of the input and

_ _output_ calegories_UsUally: identifieszfew_ data elements that are not al-

ready collected either by the college or support unit (admission, student

affairs-, financial or faCultY redordii). However,_ the evaluation of ef-

fectiveness and relation of information o decision taking (discussed later)

1411 suggest new input and output Characteristiai dr data elements to be

-c011ected and flu -femme of analysis and reporting. Fian14,, the monitoring-

. . e -- _ _

0
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ot-Iproleesies--Ms;y _Suggest new -categOries- or types of data - -Student facility

interaction pattetrie, amount of -students or faculty tine spent on various

activities, and the like_to be collected in MIS.

C the2DeCisidn.Makirik,PtoCess

While structural units allows the identifi Cation-

of'gdalits;_ inputs, processes, and outputs which need to be monitored -(data

i4Ut)--and,-'repOrted-*-the_:01S, there i one further formal organization-

-diMenalon that ,aeitf4-to_Clarity- the _reporting :-SySteiri,deditined for an MIS,

-namely, the deoiSibii,,Making--_:PiOceSa-:_ -With:the-type

;06CI0h6-Tvkii-ch-,niiitt be _made_' if the organization _is_ to =operate-

effectiVely -(a topic' which--Will bê discussed later).

A tYPOlogY of decisions suggested by Robert Anthony in his book_

Plarining, and Control Sy-ate ta.., provides- _a -useful framework for relating

decision -making tO -bOth -heeds. and :information- tequireterits .7

-iThe, following 'chart siliaiutri iet_ his ana.1,ysia:

MIS

Data

and

Reporting

Formats

Chart V

Tye of Decision Organizational 'Needs

Control Survival and regularity

Managerial or Effective goal achievement---> Evaluative
Planning Reordering of goals and

long term success
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In order to survive any organitation needs to control its day-to-day

operations; i.e., assure that required tasks are Carried out according

to schedule and within the limitation of the resources allotted. Clearly

in a University, stitch short term decition making information needs are

diet -by the auntie]: =budgeting process, Monthly fiscal reportS, registration

AirOcediliet, recruitment 'And hiring_ or ,adminsionS proceSt reports, and the

.like. -The-basic concern of control -re-portals- to proVide _information -to

decision -asking: groups to insure= =that the -dePartinent _ or university

is operating :at the leVel projected. the= resources- allotted. Tne-

information= needed, for 'Such-, eleciii 0'1;40344, is relatiVelY straight forward

;and" related to -Short -- terns` gootti. 1'4e- aniOYSis_ _fOri -repOrting__requires Tittle

more ithan-descriptiVe tobitlittiOti Of-data into aUceinat -and--comprehentible

reports.

a _longer range- =sense=, an organization needs -to knout it -its longer

-range goals_ are being- achieved and it -its- resources -are being utilized

effectively. The -assessment- of goals_ in a university as noted earlier is

not a- sitaple task Ind- requiree -Stating =goals appropriately =so that- the MIS

dexa elements required can-be-identified. More importantly, the data

:Euialsysia and reporting schemes are much _more complex _and less stendardited

across university subunits. Differing Subunit goals require differing

=analyses for managerial assessment of goal achievement. Further, the data

Analysis involves utilization of financial analysis techniques, cost benefit

analysis, and analySis Of qualitative as well as quantitative variables.

This area is obviously one in which universities are still feeling their

way but the decision making area is of prime importance to the development

of an effective MIS.
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The final decision category, planning, involvet deOisions that affect

the--ability of the university to adapt to future-contingencies and to

succeed (by some standard) in the long run. Planning involves the develop-

mehtrof new goals or the reordering of their-priorities, the identification

Ofviaternatilie programs for achieving-themi_and_tValustion of-long tern

success._ Such activities and-dicisions require*mbrecomparative informs-

tioniabout-Other universities- or their-cOmparehletaunits and-data:on-

Significant trenda_bo*-Withintn&-Without-the-Univer&ity-. The analytic

teq4niquas Are:tore -Foredastingl:0641.0,-titUlationaxdelt

for-ttiessing4rOgreaGdeeiSiOn-aliernatiVeti tnii-theflike-Are-pOtential

techniques-whichican-he-Utiiized;_ TheUniVersity,MT.S developed to ,erne'

this- level of decision, making has-to nave notonly_a_icotprehensive data

hite,-and:4-highlt-qPPhitticated7teita-infOtationtyatett analyst& but

-8406-must-be clote4 to -a- personnel.

Thus, the type of decision& serviced by an MIS at both the university

and. its' levels has- extensive'- implications -for the type _of data

c011ected, the-rePorting_syttet, and _the type-of personnel required by the

vat.

D. The Effectiveness Dilemma

The question of what constitutes university effectiveness is not one

to---be resolved in this brief discussion. Ate imProVed-GRE scores a fair

reflection of effective teaching? What is a good measure of research quality?

Rather the purpose is to suggest briefly, that universities and-their sub=

units,lAhl educational and support units, should utilize a broader range

of- effectiveness measures than just direct productivity since other measures

may be related to productivity directly or indirectly over the long run.
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"Productive measures" in higher education (assessMent of the pro-

ductive function) are usually Stated in tenni- of quantity, number of stu-

dents, degreel, credit-hours, research or Scholarly publications, aireAlable

computer time; and on occasionally in qualitative terns: achievement

scores, quality of paint University activity, prestigious image of the pro-.

of-thezie-prodUatiii- outputs to -faculty time (S/F

ratios), financial re8ciUrael=(dolt= per Student credit hour, Cost .yer coirt=-

Lputer-Miniite, -etc;) id ãthër rësäurce utilizatiot ratios are generally

viewed -1A-=min*geiiiii'effeCtiWinetiS -*Whites. These, however,_ are subject

to substantial Conti= OiersY -regarding :which measureS are aPprOi3riateei-

peCial.it in the arel of ôLualitative tilleisitent, of -teaching, _research, or

service products. the best -Eseittiret of qUintiti or quality have to

be agreed_ upon by nieh _support unit, departMent college 'university,

and will be continuously _refined lib= cint-onilYtiniteChniquet become more

=sOphistioated-. The point to be made is that qualitative measures -of prO---

-dUctiVity ó.u& measures tot diie_at4 relitéd tO the productive functions of

te*ching, reseeitch-, tit& sèiVice that Shbtild be utilized in evaluating a

:university or its subunits' eitectiiieneit. 8 In terms of the model discusied

in Chart III the other organigitiOnal Anictions to be OValutted are main-,
Unmet, bodftj 2nregeria1, $dftdaptive. .

The "maintenance" function, the goodness of tit between the skills,

Motivations, and fitpeCtatitsis Of individuali and the colleges Or univer-

sities demands ö ectitridnt-s, hat been eisalttated-acCasiOnally in higher

-education and ditetniiirelyin-other-types-of -organizations. Some measures

are student, áiilt and ftdñistifttOi mbrele; Satisfaction with various

=aSpects of their Situation; eialuttian of oppOrtiirnitien for their growth and
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development, commitment and/or loyalty to the university _(or subunit), and

even the_ more tangible measures of faculty turnover and student drop out

rates. The relationships between these.,measures and actual productive

Measures is often indirect yet it may highlight serious potential problems.

Forinstance, poor faculty morale -in the long run can-lead-to difficulty in

recruitment, lower faculty quality, and lets able students-. Dropouts of

Significant numbers or the mostibie_students-his:tecentlyreceiVed consider-

able- attention -and -the longer range:iMplications-for curriculum are

more obvious. -ThUs,_evalUation of.maintenance'fUnction-meisuris can-

identity potentially significant. problem areas and aUggeita new -types of

data input and analysis end zepotting fortatt for a univetsity

The evaluation of the boundary-ftinCtions,"prodUction supportive" and

9.nstitutional suppottivei" again carries-itplidationator a-university's

capacity to continue _its _prodUctive-activitiet_effectively:a In-the-"pro-

rduction suppoitive boundary" function a monitoring -of -the qualities and

,characteristics of-student end faculty inputtindicatet-the effectiveness

of recruiting and selection-. Also unusual changes in input patterbt, either

by-shift in- external demitd (as for certain types of prograi) or by dhangeS

-of university policy (disadvantaged admissions) -, can be assessed for

'Two types of activities are classified as having boundary functions: Pro.,

duction sUpportiVe activities are those concerned with obtaining fiscal and.
human resources necesitry-fer-the_majot productive -activities and these con-
derhed_with_exporting the institution's- product. Itstitutional supportive
extivities are-those concerned with maintaining the organization's-reputation
With external constituencies. (Examples Of the former are admissions, faculty
recruiting, etc.; of the latter are public relations programs, maintaining
ties with professional- associations, agencies and other influential groups.
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implications on the teaching, research, and service 'ft:action._ Naturally

success in obtaining other inputs, such as financial or physical resources:

and success in disseminating, the university's product such as the placement

of graduates or publication of research and other:boundary measures also need

to be considered. The "institutional boundary supportive" function requires

less obvious and-more subtle siresuret: The concern is to airiest the itr.,-,;, .

of the university ',Lug its external constituencies: gairernmental,*foundi

tion, association, the public; -etc. The matures *trio_ '4"roli our*/ data,

to evaluation of- funding-:patterti, to success :in-- accreditation;- and Often

require long tersiltrend,iorycimigmisiative data >with --Other institutions .for

any -with:at/on. The importance -of absesiiincor-evaluating-thit university

function needs little.elaboration in today's turbulent academic-World. HOW.--_

ever, the boundary prodUctive and boundary -instittitionli -functions- obviously'

need the support of an KIS IsYstea which hat appropriate dita sources and

reporting formats.

The evaluation of the "managerial" !Lnction is really an overall assess-

ment of hair well the other !Unctions are carried out. Yet, specific at-

tempts to monitor the effectiveness of resource allocation and the success

of program decisions in light of plans and objectives constitute more direct

measures of managerial effectiveness. These issues have been referred to

earlier and are an area of continuing debate and concern to University

administrators as program bUdgeting formats are instituted, and as new

mechanisms for ecomaaic and cost benefit analysis are assessed.

The final functional area which needs evaluation and one of the most dif-

ficult is the "adaptive" area. The evaluation of an institution's capacity

to innovate, to respond and adjust to new inputs or external demands
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and constraints, to control where possible elements in the external enviren-7

ment requires long term research and evaluation projects encompassing the

assessment over time of goal achievement, goal appropriateness, and relative
success compared to other institutions. Yet even more short range measures

such as the -amount of flexible fluids for curricular or other kinds of

innovation, the attitude of faculty sind administration 'toWard new projects,

the capacity of the decisiom making process to eliMinate obsolete as well:

as to add hew program* and to respdr.d quickly- -.o situations are
,exiutplet of adaptability that can bt-obserVed. ThtM, even; adaptive be-

- haVior at the Orginiza.tiettal level can be evaluated and reqUires appropriate
data. collection an& analysis'.

Perhapt- it thoWid be noted in closing this discutaion of effectiveness_

that the author- does- not expect the MS= group necessarily to perform the

evaluation of-ieffectiveness task, to collect all of the _data_ required, nor
-to-_ -do the_ -asitiodietted:_ireseairoh. It -does, however, *attune that such-

:evaluation ought to be: einticivated-in the design -of the -MIS system, -and,

where the evaluation -is -to be-- performed -on airegular batis -(perhapt -annually-

or more often),_ attention _needs to be_ given to _incorpOrating the requisite

-data colleetica, ,analyais, and reporting format into the MIS' syttem.

IV._

THE HIS - SOC/AI: ORGAN/EAT/ON INTERFACE,

It has already been suggested that an MIS system which is to be ef-

fective,y designed and administered, viewed as legitimate by the members

of the university community, and effectively utilized in the actual ad-
adnistrative operation needs to recognize many of the informal patterns or

social organization of the particular university in which it is located.



www.manaraa.com

-24-

The following issues delimit soar of the major areas in which the "fit"

of the new technological system with the informal pattern of university

life needs to be reviewed for implications.

A. _Decentralization - A Dilemma

Eirery' MIS system designer strives for .Some degree r`f regularity and

-Consistency in the definition of data inputs and reporting formats so

that his syste* can function smoothly -and-at lower cost. ASsuining that

data input is defined__Eind.regulariied- after analysis of the formal organiza-

:tion patterns previously discussed, the problet of _relating:the= reporting

_format_ to the real decision- making pattern of the-UniversitY (control, Manage==

Merit, .and- planning decisions preidotisl,y discussed)- is only partially solved:

-AnyOne familirti-with most universities is aware that major decisions may

he made not only at different -Organizational levels Within the various col-

_lieges but also at differing levels -among departments or other subunits within

the colleges. FUrther, the forasel authority for decision making on various

ltey- decisions is often only vaguely defined and in practice seldOm followed.

Thus, analysis of the formal decision authority pattern (charter, by hors,

etc.) can lead to the development of a reporting system which fails to get_

the appropriate information to the level where decisions are made.

The dilemma is clear. To insure informed decisions, MIS needs to

report the appropriate information at the level where decisions are made,

and yet the variability of the decision making pattern in actual practice

may make this impossible or very expensive.- The answers are not easy but

implied aprroaches are clear. The design of an MIS (especially the report-

ing stde) needs to be related to a clear analysis of where decisions on
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key issues such as budget allocation, personnel policies; curricular and

academic program policies, and the like are made. While the role of MIS

is not to redefine the way decisions are made, such an analysis, closely.

coordinated with the administration and faculty of the schools and colleget .

thould provide some clarification and agreement on decision leirels at least

within those major units if not among them. The current concerns of faculty

and students to pc:ticipate to a greater extent in decision- making -and their

frustration at not being able to identify decision making points might be

a strong force favoring such clarification.

B. Participation and-Influence

Closely related to the dgcentralization dilemma are the questions of

who shall participate in decision making? =dhow such influence will each

group or organization level have in each decision? Again, no answers are

clearly indicated, and each campus must seek its own accommodation; however,

the implications for MIS seem clear.

As varying groups of students, faculty, and even staff are allowed to

participate (usually informally at first, and later, formally), the tendency

is to move from a closed to an open inforkation system; i.e., from one in

which reports are confidentially made to key administrators and much of

the MIS data bank's information is available only to them to a sys:em in

which many individuals and groups have access to most of the administrative

reports and data files. In one sense, this merely means more detailed work

for the MIS groUp; preparing more copies of reports, answering more requests

for data, and the like. At a more sensitive level, the MIS staff's rela-

tionship to its users will probably change. Rather than serving administrators



www.manaraa.com

-26-

who_are accustomed to financial statements and compleX reports bated on

specifically defined data elements, a much less sophisticated clientele not

familiar with the terminology of full time equivalent student counts, budget

categories, and other complexitiei must be served. The situation will re-

quire greater-MIS staff.effortto simplify and clarify reporting statements

andsto provide greater assistance -to users in understanding and interpreting

the-data proVided. A final-itplicatiOn_of wider participation is the accen-

tuated rate-of-Self generation of-an_-MIS :(a Previous-asSuMption). It seems

logical to concitdethatrePorte to=a4miniatratoravhbse-tenuteln-decisich_

taking bodieSand manner of- approaching Pr-ale-MS-1a relatiVely stable and

who -are under tremendous pressures of day- to-day conflicts s-and operational

detail are unlikely to generate 4 great volume of new questions needing

data collection, analysed, and/or reportingfortata. However -, the

fresh review of information by student and factlty groups whose rate of

rotation in declaim-A making groups is higher and whose perspectives are

very different from administrators is likely to generate many new qUeations

requiring data. Thus, widened participation could place the MIS system under

greater pressures to provide their service. This will be especially true

in-the early stages of its development in which difficult questions of

priorities for MIS development and policies for its operation need to be

fortulated.

Closely related to participation is the question of influence or who

has greatest impact on decision making? As new groups participate and

new governance-mechanisms are created (university senates, student Judiciar-

ies), the level of decision making may often shift. both horizontally and
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vertically. Thus, the attempt to relate MIS to the decision making pattern

(the decentralization issue) becomes more difficult and makes it imperative

that the MIS reporting system be continuously open to revision to take into

account these new patterns of participation and inflbonce.

C. Communications Impact

At an oft-Studied-variable in organizational literathre, many dimen,-j

sions of'cdtmunie'stionahaVe been robuhd to affect the organitation's

_=performance. In a university-one- aspect ofi_Coiiiithnidatioli that WOuld_aPpeat

to be greatly affected by the -- development of MIS la the notion of overload.9

A:complaint often voiced by college and _university adtiniatrators--department

-chairmen, directors, deans, executive _officers-4s the tremendoutly long

hours and overabundance of paper work which characterizei their work. Thus,

the development of MIS may be viewed as just increased paperwork and reports

flowing through the office. This problem may be averted if MIS designers

follow some explicit guidelines:- first, administrators should be involved

in designing the MIS data collection and reporting system for their unit to

insure that they-are related to decision problems and are intelligible to

the user; second, the design of MIS reporting formats should be concerned

with eliminating and/or.incorporsting existing reports received by the ad-

ministrator into any new ones devised--the possibility of reducing his

information overload may even exist; and third, the MIS group should be

flexible and responsive to the administrator's needs for new information and

for training sessions for his staff so that the burden of translating infor-

mation into decision milting analysis does not rest entirely with the user unit.
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D. The Norm of Confidentiality

Along with our changing patterns of university governance, there has

arisen an increased concern for the confidentiality of data kept about.

individual students, faculty, and administrators. In addition to the

concerns of members of the university community about the maintenance of

personal but factual information (political affiliation, past social associa-

tions, criminal records, etc.), there is increasing judicial concern about

the nature of judgmental information that can or Should be kept in a per-

son's confidential file. This is donfounded by frequent diSagreements re-

garding who has access to whose file (or portions) and under what circum-

stances. In light of this sensitive situation MIS design of individual

data files requires concern about three matters: first, it is necessary to

ascertain that informatiOn kept on individuals is legal; second, in the

case of legal but controversial information, a. procedure needs to be estab-

lished to ensure that appropriate consideration is given to all interested
k

parties and that a policy regarding the collection and dissemination of such

information is firmly established; and finally, once information of a personal

nature is collected, adequate safeguards on its availability and retrievability

need to be established. It goes without saying that the verification of

accuracy of such information is of primary importance.

E. Accommodation of Diverse Norms

This discussion of the relationship of MIS to the social organization

highlights one of the greatest difficulties for MIS designers. Not only

are the norms and attitudes of groups in the university diverse- -but often

in direct conflict. Further, some of the most prevalent norms are often in
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conflict. This places the designer of an MIS system in a sensitive

position.

For instance, the desire for greater participation and influence

seems to suggest more open information and reporting Systems. Yet the norm

of confidentiality suggests that certain data should be closely guarded

(or not collected at all). Also, the MIS director who openly distribUtes

information may be 'welcomed- by those .-no desire more power .and influence

'but decried by those who are trying to= guard power that is the result of

their privileged access to information such as the budget or personal files.

In other instances some faculty and administrators may ascribe to a

norm of "rationality" and favor the collection of increased amounts of

-information and analysis of university operations while others will view

it as an infringement on their highly guarded "autonomy" or even "academic

freedom." At times groups may seek information as a way of highlighting

problems which can become political or devisive issues while other groups

will seek it as a mechanism for obtaining greater agreement and consensus.

The development of MIS cannot escape the conflict of these diverse norms

and changing patterns of behavior by the various university members.

The only implications from this final analysis of the MIS. ial

organization interface are trite yet worth repeating.' Because diverse

groups and norms have to be accommodated for MIS to be effectively imple-

mented and utilized, a wide range of university constituencies need

to be involved in its inception, in the establishment of policies and

procedures for data collection, reporting, availability, and priority of

development, and in its continued operation. The MIS DirectGr and some
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of his staff should be persons experienced in higher educational organiza-

tions and ware of the sensitive issues with which they are dealing. And

finally, a decisicn to institute MIS needs to have a broad base of support

especially among the executive and academic-officers of the institution.

The difficulties to be encountered in the development and implementation

of an MIS system, as this analysis suggests, will have far reaching ef-

feats, Thus,_the executive-officers, =faculty advisory groups, and adminis-

trative staff_heedTto-be Ware-of the problems= to be- encountered end com,,

mitted=to-developing=aAtorkable-and -flexible System not the _perfectaystem.,

V.

MIS AND:THE EXTERNAL-ENVIRONMENT

The,development of this technical subsystem isrnot merely influenced

by internal university concerns but also by factors in its external environ-

ment. Demands for reports by coordinating,boards state and federal govern-

ment agencies, foundations, accrediting agencies all need to be heeded if

the support of funding sources- are to be maintained, the fiduciary and legal

responsibilities of the university carried out, and the desire for academic

respectability is to be achieved. The various external agencies and their

requirements will not be highlighted but the extensive requirements on MIS

design both in terms of analysis, reporting formats, retrievability, And data

collection should be obvious.

Several developments may serve to simplify the university's attempt

to respond to these information demands. The Higher Education General In-

formation System (REGIS) project of USOE is an attempt to standardize and

centralize many of the report formats or data element definitions required

by varied governmental agencies. In a related effort the WICHE PMS project
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(formerly MIS) is being followed closely by many institutions and state

agencies and could provide more standardized data element definitions,

program classification categories; and, eventually, formats for comparative

analysis between higher educational institutions. 10

The constraints and data demands of external agencies is generally

recognized by those designing MIS systems (often it is the major motivating

factor behind executive officers' .villoort). What is often overlooked is

the fact that an MIS system which_attempts to serve the decision making

categories of managerial evaluation and planning, requires new data sources

external to the university. For example, forecasting enrollment trends,

curricular demands and the like requires data elements whose sources are

external to the university--data on population, financial support, cost of

living, growth Of ccapeting institutions, and other trends. Thus, new kinds

of external trend data are required regularly.

If deans or department chairmen are to evaluate their respective

schools and departments, comparative data from other similar institutions

may be one of the best available criteria. Obviously the cost patterns of

schools of medicine are very different from business schools. Attempts in

the CIC, by state agencies, and other cooperative groups. may limit the amount

of effort an MIS group does in this area. HoweVer, comparative data in

other institutions should be easily available from some source.

If universities become concerned with long range product performance

(how have our students done after graduation) and boundary effectiveness

measures, new and creative means for collecting data from external sources

need to be considered. How does one keep up with alumni and assess their
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performance? How good is our image among external constituencies such as

the public, the legislature, the higher education group to which we aspire.

Again, the MIS system may not find it possible or necessary to regularly

collect data of this typi, but the possibility should be evaluated.

The final issue of the MIS-Environment relationship is the political

meaning of MIS. What is the impact of tremendous amounts of data which,

no doubt, will become more and more public? Will legislators use it for

political purposes or can the university use it to argue for more rational

appropriation levels? The answers -are not easy. There is little doubt

that universities need better information if they areto convince ex-

ternal bodies they are well managed. But the demands of legislatures, and

other funding agencies, the nature of the state coordinating agencies and

other such groups probably make MIS development inevitable. In considering

the external environment, the role of those involved in MIS design, then,

is to present data in forms which'has the greatest potential for rational

discussion rather than political debate, to consider carefully the collection

of data which might be controversial or damaging to the individual or the

institution, and to assure that the external groups are educated as to the

nature of university operations which are highlighted by the external reports.

VI.

MIS - AN ORGANIZATIOUAL FORMAT

A final question which needs to be raised regards the location of MIS

within the university. This is not easily analyzed for MIS, in this dis-

cussion, has been treated as a very vaguely defined organizational process

with appropriate staffing. However, several points which follow from the

previous discussion would suggest certain linkages that are important.
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First, MIS is not an isolated staff group. It collects data from and

makes it available to most all educational and support units of the univer-

sity. The data collected and reporting formats will, of necessity, change

quite often. It would seem, therefore, that each major unit (a college,

the library, student personnel office, etc.) should have a staff member who

was intimately acquainted with the MIS staff, its technology, and operations.

This would assure a smoother working relationship between the MIS staff

and the various user units serviced by MIS.

Second, it has not been assumed that the MIS group would do all the

financial analysis, space analysis, institutional research, instructional

research, and the like normally done by specialized staff groups. Howeve

since it will store much of the data used by those groups, there needs to

be a close liaison between them and the MIS group. One might consider

placing all data analysis and university focused research groups under the

same executive officer as the MIS group;,however, in light of the special

tasks of some such groups (as in instructional research) this much centraliza-

tion might divert them from their central task.

Third, in light of the potentially sensitive or controversial nature

of much of the MIS operation, it would seem necessary to have some policy

board to whom MIS could turn for guidance on controversial issues. This

might be a university executive committee or other special body. However,

in view of this author's preference for keeping the focus of MIS on serving

educational as well as business operational objectivei of the university,

such a policy board, probably should have a substantial number of academic

administrators or faculty members on it.
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Fourth, in view of the concern for relating MIS to higher levels of

decision making (managerial evaluation and planning), one approach is to

raise the planning function to vice. presidential status. Such an officer

can coordinate academic fiscal, and physical planning and might have the

MIS group as a major support staff for his unit. Such an approach is being

tried at certain large universities. This approach assumes, not very

accurately forimany universities, that- -the basic data-elements for bpera-

tionil control are already- relatively well defined and-that the developments

-of:Ma-will-be-in the area of improved data- collection and reportihg for

:evelhation and=planning-dediiioni.

While many other organizational questions might be raised about the

location of MIS (centralized vs. decentralized, etc.), these are beyond the

purview of this paper. The points raised in this discussioh essentially

assume that the precise location of MIS is not as important as the extent

to-which it is effectively coordinated with the user units and the degree

to which it operates as a unit which enhances the university's adaptive

capacity.

Summary

This chapter has analyzed the interrelationship of a Management

Information System with various aspects of the university's formal and social

organizational pattern and its ties with the external world. Implications

were discussed which affect both the data collection and the analysis and

reporting segments of the MIS process (See Chart VI). An assumption has

been made that, to the extent that the information is useful in decision

making or evaluating effectiveness and its collection can be justified on

a regular basis, it is part of the MIS process. ,Thus, the distinction of
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hard and soft data is not made. Soft data (attitudes, personality data,

etc.) is presumed to be just as integral a part of the total MIS as hard

data if it can be utilized to make better decisions about day to day control,

managerial evaluation, or planning. Similarly, the discussion assumes that

data relevant to several functional outcomes, end not just the productive

function, will be collected.

The analysis points out the extent to which an !IS design needs to

consider the nature of the university in which it is placed, some of the

critical problems for implementing and for obtaining acceptance and utiliza-

tion of the MIS, and some of the difficult issues and organizational

questions with which a university's executive officers and the MIS Director

must struggle to implement an effective total managetent iarormation system.
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Chart VI

Relationship of Organizational Variables Discussed
To Segments of the MIS Process

Organizational
Variable

MIS Analytic
or Reporting
Format Affected

Formal Organization:

Goals Yes

Structure:

Yes inputs, process, outputs Yes

Decision Making Process:

Yes Control Yes

Yes Managerial Evaluation Yes

Yes. Planning Yes

Effectiveness by Function:

Yes Productive Yes

Yes Managerial Yes

Yes Maintenance Yes

Yes Boundary Yes

Yes Adaptive- Yes

Social Organization:

? Decentralization Yes

Yes Participation and Influence Yes

? Communications Yes

Yes Confidentiality Yes

? Accommodation of Norms Yes

External Environment:

Yes Groups Demands and Constraints Yes

Yes Comparative Data for Evaluation Yes

Yes Trend Data for Planning Yes

Yes Long Range External Performance Measure Yes
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Footnotes

1, Boguslaw, Robert,- Zane -Nev Utopians, Prentice-hall, 1965, p. 2.

2. For further discussion of these functions see: Katz, Daniel and Robert
Kahn, The Social psycholoxy of Organizations._ John Wiley, 1966,
especially Chapter 2.

3,- -For more-detailed:models that attempt to define data elements, data
files and-Subsystems, and the-simitlations of their interrelationship,.
the reader is-referred-to works listeclin-thetibliography by Keeney,
Koenig, and-ZeMaiht ivOy-Leiiine; Minter and -- Lawrence;- or Johnson and
icatzenmeyer.

4. For discussion -of these organizational subsystems see: - Seiler, John,
*steti:An' 'sis,In-OrManitationil_Behaviori. Irwin- Dorsey, -1967.

5.- -For -diSCussion-_of-ditleasioar--of-goals :see:, -Warner, W., and- A. Havens,

"Goal:Ditplicement=and-Intangibility of-Organizational- Admin-
istrativeScience-Quarterly,-March,_ 1968,-pp. 539-555.

6, Gross, E., and-P. Grambsch,-WiVersity Goals and Academic Fever.
_American Council on- Education,--1968,- Chapter -1.

7. Anthony, Robert, Plannin- vtd-Controllatems. Graduate School of
Business Administration, darvard--University, 1965. -Chapter 1.

8. For discussion of varied effectiveness-measures sea: Ptice, James,
Organizatiodal Effectiveness. Irvin-Dorsey, 1968, or Seashore, S.,
and E.-Yilchtman, "Functional-Analysis of Organizational Performance:"
Administrative Science Quarterly, December, 1967, pp. 377-395.

9. For an example of a communications overload study in a university
setting tee: Meier, R., "CommUnications-Overload," Administrative
Science Quarterly, March, 1963, pp. 521-544.

10. For a discussion of the REGIS and wicr% proj,cts see: Johnson, C., and
W. Katzenmeyer, Management Information Systems in :igher Education:
She State.of the Art. Duke University Press, 1V9, Chapters 5 and 6.
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