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Over the past seventy five years, Hegiona
(isl)) has been transformed successively -
o bcasl 160 & slale teachers "’i“",‘.*”', tey 4 state colleo

Aid Jl'
{ enrolled 3,000 students), intc :

972 (when 11 ha
F””']“ universitics controlled by a sa

The university includes five colleges
5 F ' dITe 4r
health sciences, and technol v

in
camprehensive
hoard of regents.
solences, education, buginess,
and an evening division, Its mission statement is over
length and includes extend

and to almost every campus prograrm
of about 13,500 students repre

o] reference te; o Th
e references to teaching, research

and service

The present enrollment
about 10 percent in the past five years.
from the northwest |]-':rf_ir|:'. of

sents 4 decline of Almost
all of the undergraduates come '
If commute, & quarter live
st rent dilapidated houses

in residence hall apar:
in the community
aduate students are in mas

in computer technology,
sional a¢

the state; ha
ments, and the re
About 1,550 part-time commuting gr
in education,

ter's degree programs,
that is now seck

and in an M.B.A, program

creditation.
Most faculty who were at
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RSU before 1972 received theit
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come from

Most srudents

whooh a5, and WO : T are =
| i MALTETS, MOSt are pursuing vocationa: INTErests Or are giv-
byt I . A == et
ing primary strention to the active soCial SCENC. FEwer than half
eaching but tend to fo-

uzy 1o graduate. Faculry work hard att
the more able students. Pressures for publica-

ru$ aTtention oD
ing tenure is now more difficul

cion have increased, and achiey
Current issues on campus include a request to

{or suthorization to award the doctrorate, complaints abou
ulty work load and lack of faculty research support d:bg:
salary l.wds for scarce faculty in some fields effc‘c [; c:n ‘i‘ on
reappointments of midyear state budget rescissions, 3 ety
tional Collegiate Athletics Association investigati s, and a Na-
lgation nto the re-

cruiment of athletes,
Regional State University as a Political System

People familiar wi
o M mcl;u;m\::th col.leges. and universities have often
b“.fkuthcmmnfthcccnx:; : pghtmal SasmRcisrtics As fye
Wit to writing a set of » an Oxford don turned i
B a set of instructions for aspiring aczdet::;c“ M;':tj
politi-
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cians. His comments remind us thap now ac 1

1o get things done in academic InStityei,. S Anen i
of collegizl agreement or bureaucrayi. dises. 7

This most important branch of Dolirie
of course, closely connected ‘r r 3
you and I have, each of ys 5 Job J—. !_n
proceed to go on the Square, : u ve s,
to pursue is to walk, between 2 and 4 TOPer gy
down the King’s Parade. . When, _.F' m
ceeded in meeting accidently, ; v
about indifferent matters for pael

1 }:r_‘ r

part. After walking five paces in 'r i
tion you should call me back, ang hp:
words "Oh, by the way, if you shoy]g S g
The nature of your Job must thep, ;__I{' ;
cated. . . . Then we shall Part as bef,,

call you back and introdyce the
Job, in the same formula. By observing .. 0. My
durec we shall emphasize the fact er“ Proc
connection whatever between my *"”;Jpn‘;:’”ﬁ i€ ps

Job and your supporting mine [Cornfoy
1964, p. 30].

1€ Your
d, (1908

At RSU, as at Oxford long ago, individuals or o |
different interests can go “on the Square” and in:cr::fl.-“i.l-:':'
ing coalitions, bargaining, compromising, and rf:a-_J;j;;;.
ments that they believe to be to their advantage, These prog
of interaction, in which the power to BET ONe’s way comen .
ther from norms nor from rules but is negotiated, :"chn[.'f-,- Re
gional State University as a political system. '
We have already seen how social processes lead the fs..
ulty and administration of Heritage College to like each ohe;
interact with each other, engage in common activities. and i
doing so share and sustain important values, This is possible be-
cause the relatively small size of Heritage and its coherent pre-
gram permit and encourage frequent face-to-face communics
tion between its members, As a consequence, Heritage possessts

¢ pmmunity in Whlfh -;-j:]:::- .”—..S.::"-' the colleg,
“ﬁ“tﬂnrm fr of as “'us,’” and tho
55 are 1w pecome more and mor
ugchem." Y
omplex institution, m t
and heterogeneous, with

i et mg[:;i’:
ot B s, Sobgroups ey have thei o
a0 rets . but the mst:ru.*::fn as a --nu-_f.: seldom
_mﬁmﬂﬂr};ubgj.oups are work groups, such as acad
&mﬁmﬁtdminguam-g offices, and sometimes th
ments @ fa rors such as sex, age, ::'rhm:lr:::, or ide
- saCﬂJ i:_‘ scrongly with any of these groups thir .
;;.hg idelflf-":e Gy “-tht?,"r’” can come to refer not JUSt to groups
othef 15&1 “jr;gtitutiﬂﬂ but to other groups fnside ac well.
Juts'.dfrh; is what has happened at_Reg:ongi State ‘-_'T:i*.'f:r;;l-_}-
. rution ZrEW, became lTlCil'E diverse, added new F-‘"-:LSS:_fj:'ts_.
The INSHE received resources from external agencies, and ap.
iﬂﬂ':ﬂmgl} taff with values different from thgse of older

inted NEW 5 : et
.—-amﬁFur example, it has one group of administrarors who were

R

ﬂ'ﬂE when RSU was still a state college emphasizing teacher
h;ccadnn and who remain interested in developing closer ties
edg

i school systems in the region, and another group of “fase.
Mck" younger administrators pushing for a state-of-the-art pro-
;-:.m in robotics. Older faculty have formed an alliance 1o chal-
Jenge retirement policies that are being advocated bY younger
feulty concerned with the pDSSlbﬂil’}f of layoffs, and a group of
sclentists connected to an “old boys’ network’ has coalesced 1o
defend recruiting practices that are being questioned by the
Women's Caucus: The Interests of different groups are reﬂ‘ectcd
even in the seating patterns in th_e faculty dining room, where
members of & small but close-knit ser of European emigrés in
the social sciences are likely to be found at one table, while is-
sies of campus racism are being debated atanother,

ﬂi{lesourc:s at RS_UIarc no longer under the sole control of
;Lfi?ud f:;% ;inat?:}];:;;trigﬁist‘h:chmr} making has become

10 control activities thmug'h bur .
s Communiry (:ollcu caucratic systems such as those
8¢. As centralized authority has
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k::ﬁ-‘:‘-! consensus tor prc'!cr;-mi goals hge dim; '
wed ' fragmented into special interecy o Misheg
~ome Tf-‘gm LCTest

has becoOm

eting for 1

s limited bY

.. - IFI.":.J'_J } _' Y
afluence and resources. The inflye, PS,; cacy

the interests and activities of n:-h;:‘:: | | .
ro obtain desired outcomes, groups have = ;1”"1-,
groups, 1© compromise their p.“mm{l"f' Shd e hurgul“" .
To consider a college as a political sysrery ;g 0
gs 2 guptrcoalit.i.on of subcoalitions with divere, o
erences, and goals (Cyert and March, 1963) g,q of
coalitions 15 composcd of interest groups thar see

! Eltns

commonality in their goals and work together (nl-lr l
achieve them {Blachar:lch apd Lawler, %930}_ If the c

can be mc[aphﬂncally dCS(‘..I']._ht'.d asa [':u'nll}.-_ and the '|'I'.J|'r~_;;u“ ;
as a machine, then the pul:tlc‘lal college or university ca b i
a5 a shifting ka.[eiduls::opc of interest Broups and crmli'-,im.; ™
patterns in the kaleidoscope are not static, and group '“':.“.ll;;'-__

ship Pa_rricipzltiun, and interests constantly change with EMey

BEE 1

ing issues.

Characteristics of Political Systems

Organizational politics involves :wqui_rim_:~ xie:-r-uin;i'mm,‘.
using power to obtain preferred m};xrcumes..l lin..mu\:ulu.m. W‘I'T'-;':'
groups disagree (Pfeffer, 1981b). To consic ull_i'...‘a‘L "M.P':]Jh'ft"l
system 15 to focus attention on Unwrtm.ﬂt}l1.(llh?t.'m||‘:].r-l&'][l:,-_l',n_'
flict. RSU s composed of a large number of L[!'l t“ Ll|a,§.:|:f_
at in some ways operate uum_nnmnusl}, JL.]'I Lrw;.:lr
ways remain interdependent. Without !IlLE:‘th]:;'ITtﬁLilll:i:::lj':l;;;.l.;
be no politics, and no poOWeT; it is tml‘_,lJ v.m:l i -,';.-n
o hers for some of their necessary resources Ui
e ];c::);moz :?t:ncc}m:d about or interested in the I.'Ll:[n-':'xlt'*- i
g;;};vi;rs of others, Political syst::rns_d.r:}?;::l :::,.,ﬁ:;l_xhny o
and, therefore, on mutual dtpcud-‘:ll'ltl:.nf l]‘l'.lllt e g
depends to some extent on t.hc va :1“';} i "'"“'.lﬂ
tion to the political community ur; T- 5 4 ol
contribution is available from ‘;anir: e
Lawler, 1980). For example, ac# tﬂrsrcfq R
bring in highly valued external resources

groups th

al exchang:

jigical [nstitution .
& high prestige and i.:‘lt‘fr_‘.iﬁill':lg éf_:l'.\ii." -'_‘_"_"'_J..I...r:'.-!".l:"‘,:
gt have € ¢ and influence over 'u allocation of internal
:rﬂf ﬁ“’:; Pﬂ“egr_hff departments (Salancik and Pfeffer, 1974,
BV s than L 978).
g?;f:nrj Mahﬂnfg'sbg ;Saziiffused rather than concentr ated, and
. ,,u:rq:f a;ds and groups have power of different kinds in
a1 mdrfﬁitiani- Tﬁe v;ce‘.prcs-,dcnr for acadcnlur_ affairs is
Jiffcr'-'"t sjhzﬂf consid’-‘-’ablc influence on 1"1pus Eu t_l'w? hlfsl-
'gc]irr':d L RSU often appears MOre responsive to its profes-
e ¢chool :]t'ting body than to the vicepresident; President
onal accre Imol‘f PD;UEI than any other individual on campus,
Robinson has snable to fire a popular but ineffective dean of
. ,hgha.sbetnhe Women's Caucus, a group with no official
qudentsi and :rer exerts 2 powerful influence on the actions of
qanding Whate nel Committee. Under most circumstances,

sculry Perso s :
the Ftuﬂ:gacncditing association, the Women's Caucus, Presi-
m.'i.'. er

dent Robinson, nor any single person or group can impose its
en J

. unilaterally on the othcr_s. |
will “ﬂgsu has an organizational culture, as do Heritage College

d People’s Community Co!.lcgf:. T.he culture at Heriltugf_: is sup-
Pnrted by norms thar are pervasive in all parts of the institution;
the culture at People’s is made coherent through structure and
the ethos of rationality. But at RSU, development of a pervasive
or coherent culture is inhibited by the various and competing
interests of different groups. To be sure, there is widespread
public agreement that the teaching, service, and research mis-
sions are all important. But agreement in the abstract conceals
the fact that people have different ideas about which programs
ue the most important. When resources are plentiful, so that
teryone gets what they want, these ambiguities and disagree-
NS Cause no problems. But when resources are scarce, their
fni:ﬁtjflg allocation becomes vigorously contested, and conflict is
df;m le, Last year, for example, various groups had sharply
Hierent views on whether a $50.000 bud indf
be e e ! udget windfall should
s i Rl eshman honors program, to support re-
oy et laculty research, or to develop a regional natural

s ingiy
t : ;
loca] governme '€ to do research and provide consultation to

“Mments : ‘
® Ol Water quality and environmental safety.

v
5
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rograms were all consistent with the : h
IRt ‘hrr::uft:. the mission statement provided ng ... “lor
ission, EYldan ..
them.
ging amONg 7~ AT )
gee ;rfthis situation, as 1n many others at RSy 1. .
ween good and bad thing: 1 H01ce
o be made not bet E o ings bye .. .
en competing goods. Peopi€ In the institution gie. - ¢
i . et L
e ve is most important, and even thoge v,

1 jecty
:;;}:crflh;tf:;c often d‘ilSEETCC'”Un h.r}w it €an be achje,,
are no data that can ~Prove tha.L supporting freshyy,.,
¢ werter” than supporting faculty research, ang than hoT
rational calculations, laws, or r.uIr:s to help decide Whap s T 1
Z mi!egiﬂi system S.UCh as H':.ntagel, such decisions . L10 dq
by consensus, and In a burcaulcrauc systc.m such asp
far. But these processes are L:lthcr unavailable
in the complex and deccntrah_zt:d social system of RSU
ctitution is 100 large and the interests of various gy,
diverse to achicve cONSENsus, and the socialization Nl‘:i—
cions of the various participants make authoritarian, 1: “Xpects.
acccp{gblc and therefore unenforceable, 1f 1] e :
10 make a decision at all, they must rely on politics.
Subgroups wish to exert influence so that their o
ences are reflected in the allocation of institutional rF'
such as money, prcsrigc, or influence. Since the board m};
legally j¢ the institution, and all legal authority TCS'.IL.'L":’; :I-\Q_'
board, some might say that the preferences of b '-:"-JST_{:;; &
the president as their executive officer should always .:if_-.mjr»,"-.L
choice processes at 2 college or university. But at RSU. 1 &
other institutions, legal delegation is not the sole source of
authority, and many groups are able to exercise power in differ
ent ways, Administrators have power through their access w0
budget and personnel procedures, to sources of information,
and to internal and external legal authority; faculty and other
professionals have power related to their specialized expertis
to tradition, and to external guilds (Baldridge, 1971; Clark
1983), Clerical and blue-collar groups may invoke the power
their unions in order to influence policies. And, as the examp:t
of the Women's Caucus demonstrates, it is possible for poup
to obtain power through informal contacts and through 3ppe®

based on moral or ethical principles, such as equity.
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poll
fems caused by the dualism of controls are mani.

g'.if-if'f ng 25 €

10 yiEw. o5 35 being between L

» This view may occzasi

v b
=y W

die P and others. : Y ally be 3
he f:ﬂggc often misleading. The president and th

pat L5 - ting INTeTests: rrustees (particularly in publi
0 * ATV 1SSI1F mant a1l
tﬁg ;Ch aSRSL’I') can dlsagrff on mtn.‘_v I-;S::l._.._s, _,_,
o e same concerns, and faculty in different discipli
share ents arc s much divided by their p '
d’{"m it (Clark, 1963). Academics are highly ideological
unﬂf_hc idm]ggicsofdifffmnt academic departments—and there-
aad eferences they might have in institutional decisior
fore the PIEier: T (Ladd and Lipset, 1975). RSU “is
Jking—are guite disparate (Ladd and Lipset, 1975). RSU *is
mc-z one community, but several—the community of the under-
o sate and the cammunit:v: of the graduate; the community of
e humanist, the community of the sm_:i.zd scientist, and the
community of the scientist; the communities of the profession-
| schools; the community of all the nonacademic personnel:
e community of the adfr:_nmstrators” (Kerr, 1963, p. 19). Bur,
of course, the communities are far more c_o.rr;p]ex even than
that on ::t}n?:m;;crar} campus. On any issue, for example,
subgroups of faculty transcending department or discipline
bring young and old, male and female, minority and white, ten-
Jrcd and .nontemfrea‘:i, l?cal and cosmopolitan, into aren.as L;1
which !hFir conflicting interests must be addressed. We cc
monly think of the president as the institutional lﬂﬂdf._'r ; ;UT
R : ; r,and it is
t President Robinson plays a part in decision making i
many areas of governance. But in each she i i
ervalling forces of different » She 1s opposed by coun-
: ent groups (Corson, 1960)
Some grou ? :
Ps are stronger than oth
pawer, but no group is sners and have more
il th P 1s strong enough to domi al
Il the time. Those who e ; nate all the others
time build: 22 €SIT€ certain outcomes
well. Thi IDg positions that are sy st spend
8 - This requires the 4 opme PP‘fDrtcd by other groups as
OUDs. an o nt o it ]
“P5; and trade-offs and compromj s e among varjous
promises are often among the

5t s b
umeaal e
ipproved py, paid. For example, the faculty senate finally
Proposal for a freshman honors

esi .
S lden: RDhlﬂS_Dn's
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b Ollege, Woy

1 mecessfully persuaded the ...
after she succ y 1 € Mumanj;,, .

also support it. Their support, in tyry | Uy,

$O § newed after e . dowed ho
have the program rcv lj‘-“td STTer two years and y, .
lingness to appoint its director from am,

vy

program

o requir

100
sgree W
press wil

e “Ihe idea that political processes in acadey
e ts the misunderstand: +0ng
are somehow “dirty” reflec CeTstanding gy o

» act in the best interests of NSt Lo
Nt only act in i the ,[15-._-[.;,._:,11 he

would $gTCE O SRR HIHSUIII‘-‘CS L .L.hc- .E[‘Esiilu‘.'_::.n's hec
B ey
ent people, cspcfmll}' committe dtg ":\h._h zhl.t}. Delieve 1o be
institution’s welfare, can, 1n goo faith, !m\e' completely diffe
ent ideas of what LhEit m-?:ms _and .lmv.' 1t Sf.ﬂt‘lld bhe -i':k"lrn‘;ﬁ-_.-ll.__f_;
The allocation decision is p'nmanl},' a pm?ncul one of why o
what, when, and how, and in 2 denmcrﬁ.m and Pluralistic ory;
nization, political processes are appropriate means for reg] :
sach pali:ical issues. ‘ H | |
It might be expected that, .bELEUISE groups contend for
ower and there are differences in their preferred outcams
RSU would be typified by constant turmoil and |.-.s:.s.g;u_,;;_
There are several reasons why this is gsua]iygnnz E!_‘le case Firs,
organizations tend to develop continuing and quas:-‘-_mhy:"m::i;
nant coalitions (Thompson, 1967) u:h‘use ss:ihlis‘hc? HL
serves to inhibit overt conflict. At RSU, 1Thc pr{:ajafqt,n,ljr-”:
administrators, and board have for a decade h?mut‘-nje'd{re-lji'r::-j
coalition; they agree on policies most (but Im;; 1;;[[: o
and general campus recognition 0oi their power inl
who would otherwise challenge it. e
In addition, individuals belong to more ti .'

== : ch of waict
and they participate in many political proci&sse[zrfz bt
involves different people. The existena;g Di;ﬂkfm 4§ balanes

1 1 ts provices - Jjical pr&

small cross-cutting disagreemen S i
against major disruptions, so that the igl'f_a_t"f'”m IE-}ISL'-- ]:-C_E'F]?
cesses can ironically lead to system stab:ht}:-ed o g5 craties
who engage in total conflictare generally _chi ;ev*paffif"lj

Ot Crazies; == mi
Most people on campuses are D 5 ing the o
conflict segmentally—for example, ?:hpizhcm 5 anothe’
tion on one issue and disagreeing Wi

}T"'E Thl’: t"-"l;.- :

Ny

Nic INStity,e
2LI0NH

n ano=
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? : faculty senate it.st:lf. ‘which _hm quasi-stable pro-

-hin the and antiadministration voting blocs, the balance

fﬂ‘_‘“idd by a third, “unaffiliated” coalition, whose

1;5 - r,hem;fh’fs with one or another bloc on the basis

members (Bowen, 1987). As a result, deep cleavages di-

of sp:ciﬂ‘f ﬁsuf:'u s at RSU on many issues are unlikely (Coser.
iding mﬂjﬂfgr ittﬁﬂg groups to assess their relative pf;werl and
1056). BY P?mlthc development of associations and coalitions.
by e?cnurﬂﬁif;'iit may increase the cohesiveness of RSU.

Pgﬂtll’.‘ﬂl Eii;ral characteristic of most political communities is
R A;::e. Most pgop!f at RSU are not concerned about most
yt.dlffcl'fﬂ“ of the time. Even during the last great budger crisis.
]m{E;mhad the potential for faculty layoffs, only a small per-
"_‘:::;gc of the faculty actively participated in governance actiy-
I{u’cﬁ. while another sn.';all group looked on with 1ntcrest;_r_ht:
majority were apathetic (B:ﬂdr_1dge, _19?1}. Ma_sr of the time.
most of what happens at RSU is routine and guided by existing

procedures and informal understandings. But at irrcgu%s:.r Inter-
vals, and for reasons that are not at all clear, a specific issu
emerges and becomes contentious on campus. Sometimes the
issue is one of great substance, such as whether RSU should of-
fer doctoral programs, And sometimes, as in the case of whether
RSU deans should have reserved spaces in the faculty parking
lot, it is primarily symbolic. Similar situarions haye occurred in
the past without activating political interest, and President Rob-
mson has fuunfl it impossible to accurately predict campus re-
E::E;é I?n ?;:t:’it;ativcs. Ef'nljtical processes at RSU may some-
5 coﬂiﬁun e mny BEW 1ssues, or sometimes by the loss of an
10 sensus,

highaiiémuy'~ disruptive conflict is inhibited because power in
. Ucation tends to be issue specific. Different groups de-
(Balds ! €€ around issues of concern to them

l‘ldgle{_c._.m_ us, Ecker, and Riley, 1978). Deans at RSU leave
fupd i tﬂmt?t to faculty most

t of the time, faculty leave
Robingon e fﬂ President most of the time, and President
tme, Ag :: th"’“‘]t}' Tecruiting to the deans most of the
““ﬂls,un&ﬂy £ 15€ tacit agreements are maintained, conten-

@t “UL Parties recognize that Intrusion into tacitly

2]
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i .;-I\_L‘.-:r-;:"s \.'-:l miluence “ ;“"' 51 1
s ynusual lengths to avoid 1
S - s at RST] have Arcs o4
e ;h!i::'c::_: Pm'“ﬂ'sf:' :1- RSUh ‘ OTEanizas
tesdvantages. If there were in iona

ces and agreement on how to achjey,
esses would be wasteful and unne
< of any proposed program cc
\ = 43

would give unequivocal “tion
ince at RSU such a consensus does ngp oo:F

sions can :s made only L}lrﬂugi? Fh_a-_ -
1 ib). A major zda:a_nt;age of poli
-hat they permit decisions to be made ever
clear goals. Political systems .:1:5[;_51.-.;1_»_]]5;‘_ 1 e
+ need not involve the active participay

5
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cince i ; S
the organization but only their representat
They also simplify budgeting processes. If politics is ;
which power is used to influence resource allocation j;

7

of one’s preferences, Ihml}. the budget is the document o
the yearly score at RSU i1s l(l.?;:.':i. _"H._lli:u."lﬂ.
geting would suggest that the funding of all p
sssessed each year, with the costs and benefits of each compare

objectives. Political processes in budget formu
other hand, simplify calculations and usually lea
acceptable to a majority of s::-.kfhoic" . Among other
only those issues raised by specific groups need |
(most programs approved in the past are continue
gets next year are likely to be similar to budgets this
politically feasible alternatives need to be considers
time is not wasted on alternatives that could not be st
and participants need consider only their own pr'r:_i;c::f'r‘“j ks
out worrying about others (since other groups '.'»-';'.l_l__-hlﬂ- P
sentation somewhere in the process) (Wildavsky, 197 J"
Political systems have another great mi*.-ur:t.sg::-]l of cof
efficiency provides institutional stability. S
sistency at Heritage College becaus¢ pemp!c Lfnﬁ‘t;-t el
there is consistency at People’s Community Cff Liﬂq,{,!-',.,i,)-is--.:!::
cause people follow the same rules. In both cases, 1%

vasr ool
VEar), i

thetr i

There s 8 107~
think at
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The PO

si'rd Shﬂing un:'fcum'ljt}-' of . 110 on 1k
datd. e changes to be amplified a
ple for Evervone knows what is goj 11
sysecm- ’Dme volatile, and balance becomes :

oSy, people have access to differe
it = on which they place different interp
iﬂm-csthe totality of what is happening, ar
;f,;i::sfcsembk random movements that cancel eac
nd provide stability. : i

There are, of course, disadvantages to poli

tICal systeme ac

well, Some groups at RSU attempt to control information Jerd
cource of power [o achieve their own ends, and this mav weaken
other g_rganizarional functions. Competing for :t—‘sc-urc‘e-; *lmr
that groups have to present the reasons why their claims a 5
aronger than those of other groups. This ensures that the !-.--;:T
arguments are given, but at the same time it mav | FeE
cacy, the hardening of positions, and difficulty in developing

€ad to advo-
reasonable compromises. Since not all programs get reviewed all
the time, programs that are no longer effective may be '-llcrr: ]
l : ) 2l UNWWEL
o continue if no one challenges them. The system therefore has
lttle accountability. In addition, coalitions can arise that g
l . dl uildl are
not concerned about protecting the weak. Too political pro
cess : i e e S sl o
ceeRmay sometimes be used in situations in which more ra-
tional approaches are feasible and could be more effecti
" 3 X A
_ While the instrumental activities associated wi S
L : sociated with obrain-
8t KSU are one side of politic i
politics, there is another side

Sl atus, pro-
o oo s €njoyable pastimes, protect
POrtant insriry ¢ ption by deviant members, and con-
s the congy onal values and myths (Birnbaum, 19872
“puS poljri actiyfa At involvement of various consti[lllcnts in:
re]zi:f‘i’tencc OF political s TS both change and seabilty
i of in 3 mS[Tuments tfo ~h: : :
: Uencin : U change, and the po-
:g:y’ ermit people fr %ollcy, rather than mtrc]% qu:ttinr euni?_
Pargee °hj¢0tiv:5 SU to work together evirn as rh:fv hav;




140 How -

CEeg W‘J]‘k

Loaps of Interaction in Politica] Systemg

In the previous chaprters, we have describeg o
or bureaucratic systems are coordinated through Th"}
ment of stable vertical or horizonta] i“tETECtimng (‘: d. '
RSU as a political system focuses on mmdiﬂatinn'rh;:ﬂl Ering
tlict. Formal and informal Broups change, oyer), | mug cap,
and fall apart, as they search for the POWer to indyge ouctrfa“"f-
consistent with their preferences. Senjo, tenured sciep, i
may comprise a group for the putpose of e policy
but it may be fragmented into [ife science and phy
or gender or age groups, on another issue. There are 4 least .
important processes through which ETOUpS are creareq i
velop their positions:‘one 15 ‘thclz formation of coalitions, 4 the
other is the process of negotiations,

Ol

"oy,

£s
':IIJH.-
i {IefiSJ'f_u;
51 L'_'ﬁ.l Stil:u{esl

Coalitions. If politics is the pursuit and exereise of porve
to achieve desired objectives, then the purpose of forming coul;
tions is to join with other individuals or Broups in order g
achieve a level of power and inﬂuencc that cannor be Eichiu'..'cd
by acting alone. Coalitions can involve any nu.r.nber of partics
but the triadic structure is the one about which the masl‘.%
known. A current conflict at RSU over facujty work lmrd]é Ii
example, involves three parties: the dean Of.[?t :‘:?Hﬁ?ir I;IFI
ness, who wants to reduce the rea{:hmg‘lo(u 0 a:;31 éstai‘)ﬁ-&h
M.B.A. program; the faculty senate, \*{hlch WE’.]FL'[Z ek
precedents for reducing teaching loads 1nl gen;rlih ]
dent, who does not wish to support a pclne'lscgas e o
tial fiscal implications. None of rhe_ parti e e, Presde
pose its will if the other two d:szt.]gre‘;l(.]r;]iuam 2 b
Robinson and the dean are part of t r:’ O Tosd, aitho e
in this case the issue is business fflc'tult} w |
disagrees with the president’s pﬂs}tlung;gjhlc betuicen any ™ 3 'mde

Coalitions are theoretically po i dition bfrﬂ’"“““i;_.
the three parties; in Figure 15, I show 7 coalition thet ¢
dean and the senate on this issue. The Mf:;elativﬂ sereng! ,;.
form in cases such as this will depend FI:i;nshiPS between &
the three parties and whether the rela

f

. .
0

: Coalitions in a Triad,
. 15. Parties to
Figure

Senate

continuous or episodic (Caplow, 1965‘:). The Opportunity to
:Rm coalitions serves to balance pawer in an organization be-
ﬂ . -y i

cause even relatively weak partics can swing the b:a%ance uf pow
er and can exact a price for doing so. Particularly In continuous
relationships, coalitions tend to be stable over time, but that
does not mean that the same c:uaht{o‘ns will inevitably form_ in
the same way as issues change, Coahtmns_ can preserve ongoing
balances of power (the fact that the president and the dean are
both members of the dominant coalition increased the probabil-
tty that they would support each other on this issue a5 well), or
they can change balances (in thig case, the senate and the dean,
both weaker members of the triad, formed 3 coalition that was
onger than the president, who is the most powerful mem-
mi:}- Cnahtmns cha]lengmg the formal authuriry structure are
H’] ¢ likely 1o form in decentralized Organizations such as RSU
» ﬂmmi It seldom happens a¢ People’s Community Col-
tﬂﬁLI:gh :-:‘c centralized administratiye Power is considered strong

Vi . 5 ;
Colege ho erwhelm any conceivable coalition, or at Herirage
» Where power
e consideration in al] decisions.
TBanizatigne 1 A E.llltlm:js ¢an be extended throughout
erarie Mode] g inking triads together. Although the bu-
Wl WWays preyay BOCSTS that the Power of higher-leve! officers
“vail oyer lower-jeye]

cvel ones (and therefore that no

The ¥
tize o THATION Of g




142 How Colln,
il des
coalitions are necessary), a political system o,
lower-level participants to form coalitions
than their superiors. At RSU, for example.
School of Education felt threatened by the ;“_ e ¢
school's two associate deans were ‘-"-'U'rkinl: [m':ﬁlﬂ Y thy,
the dean's influence over academic policy, fr” i;[,-l.h.w o r_””.:...l
dean gave special recognition and program su£] :.wru this. by
them. The development of this new fftii[l':lq._E.E_‘Jr! 10 ope .
tion effectively ended any possibility that the ... , )
would work collectively to undermine the

itkey |

I”"‘.'
thar can :

]hl,.

b LDk
il'_','i“ fj*'
i t
LIty t]!_’|1 i

the ry Cog)
dean's ? 'l‘”l’“rdir'.-.'n--u
An g Wthorjy,
_ Ng-gazmq.«ms. (,u;i]munfl; fiu_nnt just “happen, Rt
parties can decide whether to join forces with othen ]-! befors
try to assess their own power, the power of potentis] ‘L}l
- i i ; 43 Coal e,
artners, the degree to which the interests of the Datties I|..:!I.I
cide, and the potential costs and benefits of fut'ming alli g
ini CS5EE Are e A : B Alliances
Bargaining processes arc often carried on by identifiap), i
who fill roles spanning the boundaries between institutiong
N » e | il
subsystems. They interact with each other as representatives of
a group rather than as individuals. Negotiators in these oy,
ary-spanning roles must engage in two sequential and contip,
ing processes. In one process, they have to negotiate with repre
sentatives of the other group to discover the most advantgeass
outcomes or compromises that can be achieved, In the othe
process, they have to negotiate with the members of their ou
group in order to understand their desires, clarify their w;,l_m}.;-
ness to accept pnlt:ntizll outcomes, and help them to adjust ther

the political process unfolds. Often, the negott
¢ to be more diflk

her side! These v
action

MHLgse

aspirations as
tions with members of one’s own group prov
cult than those with representatives of the ot e
in Fi shich depicts the Intet
teractions are shown in Figure 16, which c1c.|:l:_’ls ¢ inte
i . chairperson of the facult
of President Robinson and the chairpe
ate as they negotiate an issue of f;wuity L
Political processes often involve the 0 * interests. F
people who are the representatives of d:itclrrj.]nlhc i
example, President Robinson often meets “"[ utual conce
of the faculty senate to bargain over 1ssuicls ”L]’!C s
f
such as the president’s proposal (0pposet )

y sem

alaries.
galari e

y 1o v
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icq) Institutio”
palitics!

i jating i Political System.
tatives Negotianng in a
Ilcprcscn

The

Majority
of Senate

. , 3 1 1
(et salaries to faculty in scarce areas. The president’s posi-
ion was developed in consultation with a coalition that included
nost of the deans and th.c faculties of several departments in
jusiness and computer science that are unable to successfully
weruit; the chairperson’s position was endorsed by a majority
of the senate, by several humanities departments, and by the
Women's Caucus, which wishes to see sex-related salary inequi-
ties rectified before paying higher salaries in fields dominated
th.'l me.-n.dBath sides see ﬂ?lﬂll' p'ositiuns as Justified and reason-
; F:i.nar! dlel;ch tends to identify the other’s position as self-
PEdd Inconsistent with institutional effectiveness. President
Robinson thinks that she can obtain a al
i b Wﬁ-pmition \pprov from the trustees
iits Y] even over the objections of others, but she

* inwilling to pay the probabl - .
ton. The tlternative is rl:egntintfo?ﬂ in terms of campus disrup-

Presi i
s lh*‘:;ltl;::l:ﬁénsnn and the senate chairperson meet to
hior o ﬂlﬂptllm 'IFI-TCh thies to change the attitudes and be-
h“-‘?ﬁ'-ﬁ!hl;'ﬂéﬁl; € Processes through which they interact
e sStdescribed in terms of labor negotiations
» but they are applicable in any so-

g losome €xtent, the relationsh ip between

A
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these two people is governed by the same jn,

: m{"rﬁgjl o
that govern all interpersonal exchanges, All .

A= i R |

equal, feelings of liking should increase ang values |, Lingy |

consistent as they interact and engage in commgp . ¢
ti

only the two of them were involved they
gm;.'nd that they could both endorse. B{;
pmns, their ability to alter their pPositions
are not just individuals but representatives
ferent interests. Yielding to the other coylg
by their constituencies, and to the extent

A8 oty Ny
‘.i& U“‘l:lUU]] ey
15 Con “HOke
of g[’l'l]]P

5 1."I:[JII :
be seep

a5 b

, r side, they mys
their constituents and‘fngagf in negotiations wih them qe .
Both representatives find themselves engaged 55”‘-ulrape.;5':w:'
boundary roles in which they are negouating wirh Bmhm
own constituencies and the opposing negotiaror. —'[.h'ff‘r'i-ll'tlgi

taneously part of two dynamic, nonlinear system

tretury ,

sin Which ey,

action changes the situation and the state of both Systems very

Tight and Loose Coupling in Political Systems

The parties to political processes have differeq, prefer.
ences. As they interact through negotiations, Compromises, a5
coalition formation, their original objectives change. Since the
groups with which they interact are :j.Iso modifying their posi
tions, the social environment in which they are functioning
changes more quickly than th_ey can respond to ”'.h IS impossi
ble to predict in advance which of many zfltr:-rnam-'f outcomes
will in fact take place. The actual outcome is likely to be the e

sultant by-product of many fﬂrn_:f_s and may be neither intended
nor preferred by any of the participants (Slrelmbruner, 19?4? ,
Not only are the outcomes of political prDCcsscsbu E:
not consistent with the preferences of any of the actors, uti ne
cause they represent compromises and are emhclddcddit ;jmagsﬂdnf
organizational processes, they are usually not 23 ;?SU so
rhetoric of debate might suggest. Most change at e
mental rather than comprehensive, and while some 2 LA
may be revolutionary in intent, the changes rhc}l 9[3?” o
usually neither radical nor dramatic (Baldridge,

Uth::]: . -i "t51:;:.

R ¢ )
A o \.'-_“. x
Might Iind ., 5, If

- 1
S‘_[‘am;: Nints

dif.

that the, . 3

e
suaded by the arguments of the othe Y dre po
n oy
1Y In
thei;
M-
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RSU, loose coupling hctw:;e:} what is said and
0 8 of ul;i rather than the exception. Since partici
F'Dhﬂis jone lsthﬁ'rs know that the final result is likely to be
what - the Proftisuﬂﬂ}’ ask for much more than they expect
= mmisc‘cﬂr‘:; increase the chances of their getting at least a
) ; t

0 gt M of what they wan difficult to predict also beca
mipiME ) putcomes are difficu P S 2

Puh{]c

end greatly on the forums in _which they are dis-
ey ma}’dd:ﬁc timing with which alttrr{ativcs are considered,
a particular case at R5U may be related to
: is discussed first in the faculty senate or the
cther the Issueuncﬂ and the conflict related to where an
: werlmm b.g‘discussed may at times be as contentious
ssue 15 Prope );f In addition, when there are a large number of
i the 15511!: I:;c s:c uence in which they are considered is criti-
lernatives, can ghesc sequences, It is possible for an alterna-
cal; dcp_el'-d‘;g fewer participants to be selected over one desired
e desired Yc (Plott, 1982). President Robinson has become
oy manf t;;.j-.:r ussibilié}' because of two versions of a bill recent-
o DducedF;n the state legislature that would permit faculty
ly ’ng:m to join unions and bargain collectively. One bill calis
Eimm sequential elections. In ic first, faculty w.ouid vote
whether or not to unionize, _and if the second vote is needed,
they would select their bargaining agent. The other bill calls for
ane election in which faculty could vote for any contending
bargaining representative or for ““no agent.” There are two con-
rending union groups on campus. If the first bill passes, Presi-
dent Robinson thinks the faculty would reject bargaining. Bur
fthesecond passes, some faculty opposed to unionization might
vote for one union in order to prevent the other, less desirable
union from winning, and the campusmight unionize even though
imgjority opposed it,

appens 0

pdministrat

Leadership in Political Systems

P“ﬂ&eﬂt Robinson acts like a political leader much of

= Ohe gives high priority to info lly learning about
e g ty u‘l rmally learning abou
--Qﬂﬂ.sl_l,!i.an.d.atutudes of the many institutional constituents
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and Low {,_r,u!:-';," to data and BAAUYHCA] retorie 7y
[Tt s
» (1)
Y nows that leadersip depends in good meas,, a4
F I8 e | i
tning influence s exeried W peaple whe ¥ ’ B
rr;;p.i,rh."hl'.r‘- are h"uh;.: 'sr"""f and coalivieg e (T ;
tlated. "“"Being there™™ 15 ¢ FItiCR], dricl Part of 1 Eitly 4
y - ry fyk

efce At A ;;n|||‘u al leader comes from Yne w
ALY Wl

r ¥ Yhiere ,

has also been sdld that in ;;f:Jn,f g, “"J""iihy P t
¥ ¥ =T ETVhin

ing refers to the understanding that s political lead.. 4
flgg +

the gy;r-:l;u“.‘. of the IJfJ".JrI-*h'-'i af other CAMpUs g
el ALY th

gihile JIIIP:&H"- hetween one 1ssue and ancther ey
T, and .

power ar A ilél”j* ular moment L.eaders must deeid NC'S ooy
d W2 whey

do something now or to wait HEther i,

I'he heavy reliance of political leaders on intuition

y EXLie

rlence, and a sense of the particular situation ar apd n
Y dlil 1T o
difficult to Hrm‘l.’l]l?.f' about what works o

stances, Practitioners and scholars from the |“ir|..r|-Jr:flj,r.:..‘“}”:_:_"rf-f'
have offered their l'rmn_url on gaining political _-”}xf,,”mw: Irf':'”':'!g

presidents who see politics merely as the exercise of ryy IF'W-:J:

might wish to heed the advice said 1o have been offered I,.:-.

{former master at Oxlord: Never retract, Never explain, G r

thing done and let them howl! But President Robinson sees the

campus as a democratic community whose leaders depend on

the consent of the governed (Walker, 1979). She believes thar

sersuasion and diplomacy are her most reliable administrativ

tools, She sees conflict and disagreement as normal rather thin
as an indication of organizational pathology, and she recagnizes
that others may hold different views in good faith, She tries not
to attack opposing opinions but to use them creatively, The
president believes that there are many ways that "l'me.fil'I:
example, excellence or access) can be achieved, and *"hf ot
: i anv single proposal or pro

to become irrevocably committed to any singie prop Lo com
gram, She strives for “flexible rigidity''; she 1s W]“":ﬁds o
promise on means but unwilling to com ; ol
of all, she is a realist, and tries to under s
the institution not as she would like it to l;t:‘ onality 10 M
She appreciates the need to bring a degree of rim-n I'If_.rjudg!ﬂf”‘
agement processes, but she tries 10 balance this | et previo

! ‘ rs. In
with an understanding of the values of othe

prom ise on

stand the dynam
' 1 18
bhut as it realy

”g‘#” St gon
™ she was surprised by the vehemence with
"“Pk' budg:tir;g" thrc 2

2o $05 ¥ “improve _ ARy )
ﬂIO i i ~pitieiern S0 ATEET w 0%
i e
ement 5yStEI : i
:ﬁg’d that m;ma:g they 5ign5f'.tznti}' ch
S e, 0y S S
pﬂé? dﬂd the PIUCCiSCS througn Wwilci
M e preferenss. s Pecsiden
I_gif'wp_’.np ,tgmi have many sources ol ‘;.AI’.'J,J-”E.. k .i':;.-_...-.-..
pam'nﬂ] syinbf 4 leader, but only the naive on camp
Rﬂbﬁ"-’” “.c‘gi oﬂfjf' leader. Many groups attempt [O exer i
@aafbﬁm’; leadership at RSU of necessity must be referred
AfeneEs lural rather than the singular. Representatives of each
t‘.,ujthcp. ¢ coalitions and subgroups must all be leaders in
{ the Wf}urcprm"ﬁ“g or altering the interests of their con-
!ﬂm entering into negotiations with other representa-
!j:zﬂl:r;eckiﬂs outcomes acceptable both to their constituen-
cie$ und to their coalition partners. Of course, not 2ll groups,
d therefore not all representatives, have equal power, and the
wentral power figure is the one who can manage the coalition
(Thompson, 1967). At most colleges and universities, as at RSU,
that individual is the president.

President Robinson’s major leadership role is to help the
community manage its own affairs, to assist in the process by
;ﬁiﬂl issucs are dcllbt:t’a.tf:d and judgments reached, and to take
Th:ha;t;:m:;ss;ghmdmﬂgment decisions (.Tuckcr, 1981).
President Robinson dc:s not rizcl:j:haf:- Z:grcr;ursu_ty suggelslts e
university consists of different groups with l‘ e
e e 1o find solutions to e Ps with legitimate interests,
uencies find-tcccptahle (Wans.: oS mdner that constit-

¢ er, 1979). Probably the most fa-

"0US statem iti
Wl ent of this political role of the president was Clark

s characterizagi :
0, e *ation of the president as “leader, educator, cre-

HHator, wielder of ;
Hretaker, fn!;' itor POWer, pump; he is also officeholder
Bﬂthe.[,m;.--..mﬂh consensus-seeker, persuader, bottlenach.

‘4mediator,
el Or. The first task of the mediator s peace

 the stud
. 1:_;_-;.@?%¢;1;$Ey, the faculty, the trustees; and

_ (Kerr, 1963, p. 36).
bilities of mediation as Kerr defined them
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transcend merely the institutional and pe = Moy
peace might bring—they include institurig rsong
The political leader, therefore, is 5 Person
of the possible. Pr{:sident Robinson has |
J.Iw._vays get everything she wants. By shefcarns e gy
thing. She has become an expert in analyz; Usually, et L
stated preferences of different campus gr;:,ng differ, oo
natives that find a common ground hc[‘-’v’ee]-,uris‘ ing 08
ing the conflicting parties that their own i Hem, gng nﬁr ""
by accepting these compromise alternatives (q:.
She tries to develop positions that cap be enldt‘}rm
nant coalition to minimize disruption and mS?{ Ijlx
tion, while at the same time moving RSU--evc;"-;n.]m Satisfy,
cremental way—toward her own objectives.  only i
In addition to providing what might be
“mediated progress,” President Robinson pfrformgt:]lgha of 4
important services that are often not given appropr any gthe
tion by the constituent community. Two of thesc are the deg;
of programs }'hat help clari_fy group values and the faciljmi;.::i_:
constituent involvement in governance by reducing the ¢ge

of participation.

: SUT.
nal Progre.. Gl
who 4

an i.'l

1ALE recon

Clarifying Group Values. The rational model suggests thy:
leaders should first seek agreement on values, and then desim
programs consistent with these values. It is easy to agree oy
many of these values, and at RSU, as at most institutions, con
sensus could be found that values such as “excellence” and "dr
versity ' are good. But the meanings of these terms, and the reli
tive value that they have in any specific situation, cannot it
assessed in the abstract. Values can be clarified only by lmle.*.:-
ing alternative policies and programs, and then ﬁfltCT'-il? ‘“:
tween them (Lindblom, 1959). The rr.rlarwc 1rnp-:1rtzm[ci;£cF;[_;rE
cellence or diversity in a specific situation at RSU N.:rjaus-ﬂ'-"
be determined only by designing policies whos; :hc S
comes differ in terms of these values. It 1S tl;ruzigdent Robinso®
process that relevant values are dlsC.msccll'cr;Ztist designed o
functions as a political leader by having ait

i rems that &
designing them personally and by developing &

pofitical IB3EE2E07
The . information E:unceming thf._-mlm participants in
e (9 unity (Wﬂdavsky, 1G79). Sh'e minimizes con-
e Follﬂ‘: quring that the altcrna-‘[wes she dengn_s are plausible
fict en hin the constraints of important constituents and by

fall Wit tion during debate on common bonds between
focosing artﬂ;he does this so that, while constituencies may
?arﬁclpsnﬁ;chiwc their objectives, at the same time they recog-
FW%Z:ﬂmr}’ do not wish to destroy the other side or wreck
nie

the prganization:
Reducing the Cost of Participation. In a Eoiiltical commu-
issatisfaction with the state o.f affairs is not enough

' ivate political interest. Without special incentives (or a de-
m:: of coercion), members of a group often will not act 1o
Erdnicff the interests of thc'g{'ou;:'- (Dl.son, 1982:}. The reason.f-:)r
i is that individual participation is costly (in f:errr:is of time
und energy, as well as money), and e:ach member will get the
benefits of the group activity even.\a‘-'uhout participating. It is
particularly difficult to obtain participation when past partici-
pation has not been successful. In general, when the chances for
success are low and the benefits can be achieved without partic-
ipating, the rational self-interested person will not participate,
Fagulty apathy at RSU turns out to be rational!

_ One of Pfesident Robinson’s roles as a political leader is
to identify the issues that political groups should deal with, to
:j::id t:; ir:::r::n;f participatitfm to elicit supporrt, and to pro-
ol isvtt:] :r cocrc;nn when necessary to induce in-
i lradm; s an;mt only for President Robinson but for
of the contending unionplgi gm'ups' s - Dol
At iin i ganizations at RSU is the Faculty

X ate University (FARSU). Their elected

page" I.nmm than sign a card and Pay a nominal fee to “partici-
Ir representatives to influ-
ty are not motivated to join
the union may try to provide
embers access to certain bene-

DR i AT
e ﬁ?ﬁtmgﬂ Policy. When facy]
Wi ylgcqnumic incentives,
“ieentives by giving only m
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through coercion oY bringing social pressure o

fits OF = 0 Bex

i n :ﬁﬂﬂnwawnﬂﬂm_ W.th . . £ .

A n@:mﬁnanmnn of leadership 1n political systems ..
: fashion than by returning to the ey

Oxford don, directed toward ”

Tf.ur..-..
.

ce of no_ﬂmu&, our i .
son, wish 10 be influential in 2c23

. this: the men who get things do Ea
. d dow King' ngS dome o
the men who walk ¥P and down Kings Porade hen ey
cvery 44y of thetr Jipes. You can either join them, and To
a _Esﬁ.?_ person; or you can join the great throng of ,..,w
who %nua their ime 1D preventing them from getting e
task of preventing one another frs

and in the larger
doing anything whatever” (Cornford, [1908] 1964, p. 31).
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