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And how many ideas there have been on earth in the
history of mankind which were unthinkable ten years
before they appeared? Yet, when their distinct
hour had come, they came forth and spread over the
whole earth, So it will be with us and our people
will shine forth in the world, and all men will say,
"the stone which the builders rejected has become
the cornerstone of the building".

- Dostoyevsky
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A, THE HISTORY OF A UNIVERSITY

1. EVOLUTION:

There have been schools of learning in many parts of the
world dating back to ancient times: in the fifth century
before the birth of Christ the first University that we have
knowledge of flourished as Nisibis in Asia Minor; in Ancient
Greece Plato also instructed his little'group of pupils in the
grove near Athens named after the god of forests, Academus;
but it was not from either of these or any preceeding institu-
tions of learning that the universities, as we know them today,
evolved, Our universities took their form and traditions
from institutions of the Middle Ages.,

The medieval institutions for higher learning evolved
from schools which were attached to the Medieval cathedrals
in centres known as stadis, Famous schools of this type were
to be found at Salerna, Bologna and Paris in 1050. The early
stadia were not created but grew as the natural expression of
the spiritual, intellectual and social energies of the age -
fundamentally they were meeting places of students and masters

drawn together by a common desire for learning._3

Students of Bologna organised themselves into "Transmon-
tane" or organizations of foreign students as a means of pro-
tection against the townspeople to control general profiteer-
ing.4 By means of their organizations they also secured the
power to fix the prices of their lodgings and books. They
later obtained power over their teachers, requiring them to
adhere to regulations which guaranteed that the students re-
ceived full value for the fees they paid. The earliest
statutes required professors to seek permission to be absent
from lectures. The following statute of the Papal Legate
Robert de Courgon passed in 1215 is an example of a regula-
tion which was passed to ensure that the student had competent

A, van Selm : Nigibisg: The Oldest University, p.Z2.

A.C, Cilliers: Report on the Revision of the Subsidy
Formula, p.71.

H, Wieruszowski: The Medieval University, p.5.

C.H, Haskins: The Rise of Universities, p.9.
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lecturers:

"No one is to lecture at Paris in the Arts
before he is 20 years old, He is to listen
in arts at least six years before he begins
to lecture,"

Because they were excluded from the students' guilds, »
the professors alsoformed guilds requiring as admission certain
qualifications ascertained by examination, No student could
©  Ac the ability to teach a
subject is a good test of one's knowledge of it, the student

enter save by guild consent.

was required to obtain a professional teachers' licence as a
certificate of attainment regardless of his future career,
The licence to teach was regarded as the earliest form of
academic degree, Later the teachers and the students formed
a universitas Magistrorum et scholarium (which means a com-
munity of teachers and students), a corporation in its own
right independent of state or church, having its own legal

personality.7

In early days universities seldom had buildingsof their
own and a favourite weapon which they used in their political
struggles with the communities in which they were situated
was to go on strike, during which time all lectures ceased,

The university on a few occasions left the town in which it

was domiciled and established itself elsewhere, During the
first century and a half of its existence, the University of
Bologna migrated twelve times and in so doing founded a number
of new universities.8

The medieval universities provided excellent training
for clerks, assistants for civil and canon lawyers and for
physicians and the théologians and philOSOphers.9 The
basis of education in the early middle ages were the so-~
called seven liberal arts which were divided into:

5. H. VWieruszowski: Ibid, p.138.

6., Ibid, p.11

7. A, van Selm: Ibid, p.11. : '

8, H.A., Reyburn: The University and University Education, p.2.
9. H, Wieruszowski: Ibid, p.115.




(i) the trivium, which consisted of grammar,
rhetoric and logic, and

(ii) the quadrivium, which consisted of
arithmetic, astronomy, geometry and music,

The former Subjects devéloped into the faculty of literature
- and philosophy, and the latter into the faculty of science.10
The elective system then in practice permitted students to
select their own courses, The elective system was exploited
by the professors who, following their own preferences, of-
fered such courses for instruction and research as lay within
their particuiar fields of interest. This development lead
to the subsequent proliferation of subjects at universities.
In the course of centuries the familiar elements of academic
organization gradually made their appearance and grew into the
pattern we know today: a set curriculum, examinations, the
degree, the faculties, their elected officials, the colleges,
academic buildings and libraries,

2. THE ENGLISH UNIVERSITY SYSTEM

Oxford University was founded in 1167 following a migra-
tion of students from Paris; and Cambridge some forty years
later after a similar exodus from Oxford as a result of clashes
with the local residents.11
differently from their continental counterparts as they took

These two universities evolved

on a more federal character, They consisted of a number of
colleges separately established, each with its own acadenmic
and residential quarters. The college was retained as an
organizational unit within the university structure, and the
focus of students' activities and loyalties. Bach college
today still makes its own decisions regarding the admission
of students after considering its accommodation, the number
~of tutors in each subject and the desirability of preserving
a due proportion between the number of those following the

10. A.C, Cilliers: Ibid
11. H, Rasflall: ZThe Universities of Burope in the
ho Middle Ages, p.xviii.
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needs of all the citizens of South Africa (besides Fort Hare

which has always been for "non-whites") could only accept
"non-white™ students with the permission of the government

in power and then only provided the courses for which the

student wished to enrol were not offered at one of the so-

called "ethnic" universities, The present system of univer-

sity education in South Africa is unique in that there are

ten autonomous, residential universities, and one autono-

mous correspondence university which provide for the edu- VQ)
cational needs of the white population and some of the "non- -

whites", and five state universities which cater for the needs

of the Bantu, Indian and Coloured Peoples of South Afrlca.
The implications of this development on the higher education
in the country will be discussed elsewhere in this study.
The ten autonomous residential universities are subdivided
further into four English-medium universities, five Afrikaans-
medium universities and one dual medium uhiversity. The first
Afrikasans-medium universities were established to promote Afri-
kaner sectional interest and "the Afrikaans universities played
important roles in the rise of Afrikaner Nationalism in the

twentieth century. Here (at the Afrikasns-medium univer-
sities) were large concentrates of Afrikaners, students and
scholars, in institutions which were firmly dedicated to the

idea of promoting "volks" aspiration and ideals."12

4, CONCIUSION

M

Throughout history, universities have played important
roles in providing facilities for higher education and re-
search as well as providing professionally skilled manpower.
Théy have undertaken these tasks for the betterment of the
communities in which they have been domiciled, as well as
for the betterment of mankind, But accomplishment of goals
has been hampered by internal divisions amongst members and

12. Van der Merwe, H.W. and Welsh, D.:  Student Per-
spectives on South Africa, p.2ft.
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groups struggling for power over one another, The original
~concept of a universitas Magistrorum et scholarium has been
changed, Although the scholars have gained power over the
students, there are signs of a rise in student power in cer-
tain universities in Europe. Howewer, universities have
not confined their activities to.internal matters. They
have also interacted with the“communities:in—which“they=héﬁe
béén situated in attempts to bring about changes in society'
which have caﬁsed‘cqnﬁlict situafions to arise between them
and the civic authorities, Universities have been em— /
broiled with issues in the communities because they are /
institutions which, besides their other aims, are con- /
cerned with the search for the truth and the evaluatiqglgf/
the culture of their times, —

W
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B, THE AIMS OF A UNIVERSITY

1. EFINITION

An analysis of the administration of an institution re-
quires an exposition of its aims for "a great deal of be-
havior, and particulasrly the behavior of individuals within
the administrative organisations, is purposive -~ orientated
towvards goals or objectives ,.... if administration consists
in getting things done by groups of people, purpose provides
a prin$§pal criterion in determining what things are to be
done, "

A university can be described according to either of the
following models:

(a) the classical model

The classical model claims that a university is that igl
stitution in society endowed with the special function of
searching for the truth and evaluating the culture of its V;%7
times, ‘ '

(b) +the pragmatic model

The pragmatic model states that a university's main func-
tion is service to the society, service in training large num-
bers of persons and service in the application of knowledge.14

The following is a closer analysis of the two models:

2. THE CLASSICAL MODEL

"A university stands for humanism, for tolerance, for
reason, for progress, for the adventure of ideas, and
the search for truth. It stands for the onward march
of the human race towards even higher objectives, If
the university discharges its duty, then it is well for
the nation and the people, "5

What is truth? This concept which is so fundamental to the
understanding of what universities are about, is open to many

—

H.A, Simon: Administrative Behavior,p.4.

D, Bell: "Quo Warranto?" from Public Interest,

. Convocation Address by Pandit Nehru, University of
Allahabad, 1947 quoted from A.K. Rice: The Modern
University, p. 20,

-
Ui >
.
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and varied interpretations, but for the purposes of this study

we will look to the philosopher, Popper, for an answer to thisg
question, He claimed that truth is a structure of beliefs W
about the natural world which is never complete, never beyond

the possibility of correction or emendation in some particu-

lar, Truth is a direction in which one is moving - not

something one ever finally achieves.16

If a university exists to search for the truth, it is
free to question everything, If 1%t is to be true to its pur-
pose, nothing is exempt from its scrutiny, and if this purpose
is recognized by the authorities that have brought the univer-
sity into being and maintain it, it should be given immunity
from reprisal,17 even though the truths that 1t expounds
hamper the actions of a particular section of the society or
even the authorities themselves, How does & university ar-
rive at the truth? This is done through reflection and re-
search, Without contemplation we will not get really pene-

trating criticism.18

"The university can only deal in one
currency: Treason, It doesn't exclude passion, but the
passion, the conviction, is born of a dispassionate study

which has lead to the conclusion."19

Society at large has the option of putting the university®s
theories into practice in the knowledge that the theories that
are propagated by the university are never complete truths,
but only data which with the effluxion of time will be amended
in some particular or other if not completely. Although the

uhiversity. exists to serve s001ety, it also stands outside the !
society and contains within 1tself all varieties of creeds and
beliefs, and all kinds of persons subject to the one qualifica-

tion of competence in the world of learning and scholarshlp.zo 1

"The university's first allegiance is to science in the

. K,R. Popper: Objective Knowledge, p.8.
. N, Annan: "What are universities for, anyway"

6
T

from The Listener, 2nd November, 1972, p.599.
8. Ibid.
9
0

-t =

. Ipid.
. D, Tell: Ibid, p.62.

N\ = =t
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widest sense of the word and only by placing its allegiance
there, can it be of ‘true service to the community - only
by being disinterested can it provide the nourishment that
might allow civilization to grow. It is not that the uni-
Vversity wishes to be of no service, but simply that imme-~

diate usefulness is not, or should not be its primary cone
cern".21 |

3. THE PRAGMATIC MODEL /,—/ KX

The pra%matic point of view can be summed up in the —
thoughts of @he following three well-known persons:

(a) Lord Redcliffe-Maud: "Our basic purpose as a society
of learﬁing is to transmit knowledge, to acquire new
knowledge and to work out ways in which knowledge of
various kinds in the natural and social sciences and
in the humenities can be combined and applied in help-

ing to solve human problems".22

(b) Professor S. Heering: "We gaan uit van het onbestreden
feit dat de taak van het Hooger Onderwijs is het by-
brengen neet alleen van kennis, maar evenzeer van de
techniek van het verkrijgen en hanteeren daarvan door
zelfstandige critisch denken ..... Zonder twijfel
heeft de Universiteit een taak bij het wekken en
leiden van volkskracht".23

(¢) Professor K, Jaspers: "The university is the corporate
realization of man's basic determination to know, Its
most immediate aim is to discover what there is to know
and what will become of us through knowledge."24

As the university is engaged in the communication of know-
ledge, it also fulfills a worthwhile purpose by applying rele-
vant aspects of that knowledge to the specific training

21. D.G.Gillham: Ingugural Lecture UCT, 1972.
22, Lord Redcliffe~-Maud: National Progress and the
University, from T,B, Davie lLecture at UCT, 1972.
23, Professor S. Heering: De Taak Der Universiteit, p.9.
24, K, Jaspers: The Idea of a University, p.9. '
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requisites for the more learned professions and vocations,
The instruction is predominantly addressed to young people
who attend courses and sometimes live within the walls of

the university during some formative years. The university
also provides directly and indirectly some preparation for
the fuller business of living, It prepares the young for
more effective participation in the life of the community ¢
to equip them better to meet the conditions er demands of ¢
society.25 Jaspers calls it "the education of the whole
man®, The university must heed the needs of society es-
pecially for graduates and specialists of various kinds and
all the time it must be helping individuals to find their
form and grow to their full stature.26 However, the uni-
versity, as a most important educational iﬁé?{}ﬁ%ZSKZ has
not dnly a general responsibility in society but also a
specific responsibility as a main centre of activity. of_the
scientific community to become a centre of social reform and
constructive criticism of society.27 A ébgnate activity of
the university is the service rendered by faculty members as
experts called in to advise or direct some affairs of the

community or of participatory organizations.,

What distinguishes a university from a technical college,
as they are both concerned wtih imparting knowledge at the
post-school stage for the benefit of society? The education
a university contributes is worthwhile in itself, Its ser-
vice is not to be estimated by the practical apvplications of
the-knowledge it provides., The university is not interested
in mere technical training divorced from some foundation in
science, The university devotes itself to the search after
knowledge for the sake of its intrinsic value.28 For the
purposes of this study the classical model will be taken as
the legitimate model although there is much evidence of

25, R.H, McIver: Academic Freedom, p.7.

26, K, Jaspers: 1Ibid, p.9.

27. W,A, Visser t'Hooft: A Responsible University in
2 Regponsible Society, p.2.

28, B, Truscott: Red Brick University, Part 1, ch,2.
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professional purpose in the university as so meny professions
are requiring the university to teach their students. Al-
though professional instruction is one of the duties of the
university it is incidental to the acqwsitién of knowledge
for knowledge's sake. The university transcends the mere
imparting of technical knowhow for it tries to achieve the
education of the whole man, If we accept the premise thak
the university's aim is for the training of professions only
then educational idealism goes out of the window and we
realistically set towards a materialistic aim with all its
concomitant consequences,

4, LIMITING FACTORS _
The aims of an organization are limited by certain fac-

tors. = The environmental situation limits the alternatives

that are available and hence sets a maximum-to the level of
attainment of purpose that is possible,. 29 The aims of the 5&5%(
University of Cape Town contained in its charter read as ¥§5
follows:

UCT "shall become a university for the residence,

teaching and training of students and the promotion
n 30

and advancement of learning®.

What society should a university serve? Is its search for
knowledge to be confined to national borders, religious be-
liefs, groups or classes in a community or is its society the
wide world and all who may benefit from its knowledge? A
university exists for the sake of mew knowledge and that which
has been gleaned from the best minds of all nations of all
times, and which has been reflected upon and expounded afresh,
Should it be left to any authority to determine whom the uni-
versity shall serve? What community does the University of
Cape Town serve and what is its relationship to that community?
At the present time, South Africa which is the main community

29, H,A, Simon: Ibid, p.6.
30. Act 38 of 1959, para.2,
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which the University serves, is a multi-racial society where
the government in power has a declared policy of separate de-
velopment for the different ethnic groups within its borders
and has established special separate universities for ethnic
groups, By means of legislation the government of the day N
has limited the community which the University could serve,
for although UCT does provide services to the different

ethnic groups in the country in many other ways, it cannot
normally accept "non-white" students into the University ex-
cept with the special permission of the govermment through
the minister of national education, Permission to attend
a wniversity for "whites" is only granted in exceptional cir-
cumstances where the intended courses of study are not offeéed
at the ethnic university. Apartheid has narrowed the

\_
UCT's contacts w1th "non—whltes" and has made many of its

members 1mperv1ous %o thelr needs. “Consequently, many of

the courses of study are aimed at providing for the needs of
51 - -
"-—.--——-‘\"-—

the white population_only.

Cé;fain professional bodies also endeavour to dictate to
academic departments as to how and what they shall teach.
Some vocation-orientated departments, by catering to the
narrow limitations of their professional bodies are relegating
52 Some
academic departments, by narrowing their perspectives are pro-

themselves into training colleges for the professions.

ducing teachers, doctors, engineers and other professional men
who are limited in their education, They should not restrict
their teaching to the narrow confines of professional bodies,

but should seek broader inter-disciplinary perspectives which

will provide for the development of the "whole man",

%31. From "Universities and Social Change", a talk
given by : G. Budlender, the Pre51dent of the
1972 SRC of UCT,

32, This point was made by the 1973 SRC President
of UCT at an interview.
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Simon states that "fulfillment of purpose or adaption to

>. CHARACTER OF UCT

a goal involves a relation among three terms: the purpose
or goal, the character of the artifact and the environment

in which the artifact performs".33 What of the character

of UCT? The University was established in the reforming era
1825-18%6, The wind of liberal reform was sweeping through
the Cape Colony. Sweeping reforms were brought about of
which the following are examples:

a free press, English as official language, reform

of the judicial system, adoption of English criminal

law and procedure, relaxing of official control over
churches - 50th ordinance - "free persons of colour"
had eivil equality with white men and power to hold land,
omnipotence of the Governor checked, legislative council

e

set up, municipal institutions constituted, ——

"It was in the midst of this reforming era that the college was
founded and it has never lost the element of liberalism which
it imbibed at birth", %

What has been the University's reaction to the limitation
of its scope of influence and how does this affect its aims
and the execution of these aims? The Chancelor of the Uni-
versity, the Chairman of the Council, the Vice-Chancellor and
the President of Convocation signed a joint dedication in 1959,
the last sentence of which reads:
"We dedicate ourselves to the tasks that lie ahead, VJ%
to maintain our established right to determine who
shall teach, what shall be taught, and how it shall
be taught in this University, and strive to regain (;///)

the right to determine who shall be taught, without
regard to any criterion except academic merit",

Furthermore, the fight to regain these rights is kept alive by

33. H.A, Simon: The New Science of Management Decision,p.6.
34, B.A, Walker: The South African Collece and _the
University of Cape Town, p.8.
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the T.B. Davie lectures which are delivered every year on a
subject akin to the struggle for academic freedom and univer-
sity autonomy. Cardinal Newman, who was the Rector of the
Catholic University of Dublin, expressed his views on this

"subject in the following words:

"A university is pledged to admit, without fear,
without prejudice, without compromise, all comers,
if they come in the name of truth", 35

The University has used lawful means of persuasion and pressure
to try and influence the government in power to rescind its de-
cision which impairs the proper fulfilment of UCT's aims,
without any success, This is the extent of its resistance

for the University is governed by the laws of the country in
which it is situated and it has by necessity to obey these laws
irrespective of any views it holds counter to the laws.

6. Heterogeneity

The University is not a homogeneous unit. It is a - ﬁxg
miscellaneous collection of independent departments, schools,
research units, laboratories, clubs, societies, libraries, a
clinic, part of a hospital, a research vessel and an observa-
tory. It is spread over a wide area in Cape Town and beyond
its boundaries. The sub-goals of each one of these constitu-
ent partsof the University differ., Some are highly professional

~and some are academic, The sub-goals of some departments con-

flict with others. How is it possible to have a common aim

for the whole University amongst this diversity? How is it

possible to bring about the implementation of the aims at all
levels of the organization? The University needs a guiding

force to co-ordinate its multifarious activities into a homo-
geneity.

7. THE ROLE OF POSITIVE LEADERSHIP

The aims of a university should not rest with a mere

35. Cardinal Newman, The Idea of a University,
Introduction p.x,
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statement of purpose. It is the existence of a defined
purpose coupled with positive leadership that brings about
general understanding of such purpose and commitment to it.
If it rests with the mere statement of values, the purvose
will be smothered and blurred beyond recognition.36_ The
members and groups in the university need direction and en-
couragement to make them constantly aware of the zims for
which it stands. The commitment of each member and each
department to the aims improves the possibility of the
achievement of the university-wide goal,

8. CONCTUST ON

S5
2

(i) Ihe'aims thgt a university espouses are subject to
modificatiohmby'fﬁédcharacter and phiibéOphy of the institution,
its environment and the nature of its leadérshiﬁ. If one of
these influences is dominant the aims will be moulded accord-"
ingly. Strong environmental influences coupled with negative
Iéadership will represé’the character and philosophy of the
university (if they are not compatible) and subject it to de-
sires of the society, However, if counter influences are |
dominant, there will be conflict, Strong leadership opposed [
by environmental forces leads to confizggjﬂfension and confront
ta%ioh. ”'The process is shown on the attached diagram.

(Pig. A (i),) In the nature of the case, enclaves like uni-
versities must often be in conflict with surrounding society.

!
|
|
|
Historically this has continually occurred in doctrines, morals,
politics and standards, The past history of universities is |

littered with cases where university teachers have been muffled
and excommunicated, students have been punished and beaten,

books have been banned and subsidies have been taken away,
» \**\w O
(ii) The attached chart (Fig. A (ii),) shows how a uni~ /O

versity endeavours to mould the imputs its receives from the

community to helvn in the accomplishment of its aims,

J

J.J, Corson: Governance of Colleges and Universities,
p.122,
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FIGURE A (ii)
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C. THE STRUCTURE OF U,C,T.

1. LEGITIMACY
In each society someone must make rules to govern the
conduct of and the relations among those who are banded to-
gether to accomplish certain ends, In this sense the Uni-
versity acts like a government - it makes rules that gove X /
/

the individuals that make up a group, telling them what shall

be done how and where.37 But the University is an artificial
person, Unlike the individual, an artificial person can only
function through its agents and it can only take decisions M2,
by the passing of resolutions in the manner provided by its
constitution, The artificial person has to authorize its
agent to act on its behalf otherwise'the agent has no: legal
standing,

The University derives its right to govern from its
charter which confers on it the status of a corporate person
which has public responsibility, The UCT charter states
that it is "a body corporate ..... and shall be capable ..
of doing such things and performing such acts as bodies cor-
porate may by law do or perform"38 A corporation is a fran-
chise and a franchise is a portion of the state's power in the
hands of a subject.39 The legislature which has granted the
charter to the university has supreme power in the country and
can retract any power granted by way of charter and impose its
will on the university if it so desires. In the case of UCT,
the State has made special provision for its interference in
the affairs of the University by the insertion of the following
clause in the Universities' Act which is ap?licable to all
South African autonomous universities: The Minister (of
National Education) may make regulations ... on any matter
which he considers necessary or expedient to prescribe".4o

37. J.J. Corson: Ibid, p.7.
38. Act 38 of 1959, section 4 (i).

39, P, Goodman: The Community of Scholars, p.28.
40. Act 61 of 1955, section 28 (f).
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2. SXTERNAL STRUCTURE

2.1, The Minister of National Education
UCT is not effectively independent of the State because:

(1) there is no abnegation of government control
over it in matters like selection of students
and

(2) it has to rely upon the State to provide ap-
proximately two-thirds of its recurrent an-
nual expenditure,

Furthermore the hierarchical nature of the University in its
relation to the central government is brought out in the
stipulation that "any statute or regulation which a council
proposes to frame ... shall be submitted to the Minister

for approval".41

The State imposed its will on UCT when the Minister of

National Education informed the University that he was not

in favour of men and women students living in the same resi-
dence, He also requested the University not to appoint a
certain "non-white" senior lecturer to its staff, As the go-
vernment of the day has supreme power in the country and con-
trols the purse-strings of the University, its wishes need to
be acceded to, But its autocratic manner of dealing with
university matters is not in the best interests of university
education, The Principal of UCT stated in an interview that

"there is bound to be difficulty with the present_Government

and UCT because of basic philosophical_ differences that arise

out of the different cultural inheritance of those_that head

the Government". The government in power: is allowing its

1deology, philosophy and party politics to interfere with

university educatlon. Un1vers1t1es require to be able to
determine their c own poiiézéé-éﬁa_agétinles iﬁﬁtﬁé way they
consider best in the light of experience, because they can
accomplish their aims best when govermments allow them to

function unhindered.

41, Act. 61 of 1955, sections 17(2) and (5).

<
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Although the Minister of National Rducation, served by
his state department, maintains control over all the South
African universities, the activities of the universities are
so specialized that a politician and his administration can
hardly be regarded as competent enough to make decisions on
academic matters without the guidance of specialists in the
field of university education. The following two committees
were brought into being to assist the miinister in maintaining
control over the universities:

(a) The University Advisory Committee
(b) The Committee of University Principals

2.2, The University Advisory Committee
The U.,A.C, advises the Minister on -
" (a) general questions of policy ..... ,
(b) such other matters relating to the universities
as the Minister may refer to-it."43’

The U.A.C. has been involved mainly with the working out
of the five~-yearly subsidy formula for the universities, the
establishment of new departments and faculties, improvements
in salary scales, new buildings and requests for capital ex-
penditure. But part of its duties should be to make analyses
of the number of students enrolled for the different courses
of study at all the universities in South Africa to ensure
that where the needs of one section of the society for trained
professional staff is not being met, some incentives are given
by way of scholarship and bursaries or other means to en-
courage students away from areas that are drawing too many
students, into the professions that need more manpower, In
this way the acute shortage of high school teachers or engineers
could be alleviated, The consequences of this type of co-
ordination of higher education are vast and it is not proposed
to investigate them further in this study.

43, Act 61 of 1955, section 2,
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2.3. The Committee of University Principals
The Universities' Act stipulates that -
" (a) the C.U,P. shall perform any function assigned
' to it under the Act or by joint statute;

(b) consider and make recommendations to the
Minister regarding any matter that it considers
to be of common interest to the universities or
which may be referred to it by the Minister
or by the Secretary for National Education."44

The C,U.P. has power to frame -
" (a) joint statutes, which shall be common to all
the universities ..... v
{b) joint regulations for the better carrying out
of the joint statutes,"? |

The principals (or rectors) and registrars (ex officio)
of all the autonomous universities in South Africa are members
of the C.U,P. In practice, the C.U.P. does not impose its
will on any university. It acts by promulgating joint statutes
and regulations on matters on which the universities have agreed

upon,

Matters common to the universities with which C.U.P. deals
are the following: '

the implidations of the subsidy formula, entrance
requirements, length of degree courses and sport,

but the C.U.P. does not interfere with the universities' own
method of dealing with these matters, ‘

The C.U.P. has also received requests from the universities
to approach the minister to have certain bénned'books made more
readily available to them, The Publications Control Board, an
autonomous organization set up by the state, has power to ban
certain books on moral or other grounds. Permi ssion has, how-
ever been granted for these books to be housed in the universities'

44, Act 61 of 1955 section 7
45. Act 61 of 1955 section 18 (1)
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libraries. The minister of justice has banned literature of
a communistic nature and the possibility of quoting from cer-
tain prohibited works in lectures or in academic writing is
prohibited under the Suppression of Communism Act, This
restriction on the availability of source material for study
and research impedes the work of students and scholars alike,
The minister of justice has been requested to free banned
books for study and research purposes and the C,U.P,'s aid
has been enlisted in this matter which affects the operations
of all the universities.

The C,U,P. could act as an effective buffer between the
universities and the state so that the state does not inter-
fere with the dutonomy of the universities, The state should
inform the C.U.P. of its wishes and allow this body to request
the universities to implement these wishes, provided the C.U,P.
considered them to be in the interests of university education.
overall, This would prevent party politics or a government
ideology or philosophy from being imposed directly on the
universities, ' '

The hierarchical structure of the University's involvement
with the state is shown in the following diagram (Fig. B(i) which
should be studied in conjunction with the attached chart (Fig. B(ii)
depicting UCT!'s place in the South African educationﬁ} systemn,

Fig.B. (i) UCT IN REIATION TO THE STATE
Electorate
Parliament
Cabinet
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Advisory Minister of National Education

Committee
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UCT Council "University Principals

UCT Senate



FIGURE B(4i)

U.C.T.'s PLACE IN THE SOUTH AFRICAN EDUCATIONAL SYSTEM

State

’///j:;%j;interior Defence EBEdueation

Bducation Education Education Education

for . fo or
ndians  Goloureds BSEtu whites\
Preschool Info 1 ° Schools ;E;;\;;\\\;Qini Universit Universit
Eguca ion E3£c§¥%on % agacg%% _Olleggg Educationz\\Advisory ¥
%ggehers _ Committee
ete,
Committee
of
University
Principali////::::;;777§§:?\\\\

U.sS. Wits U.C,. T,

"¢



24,

3. INTERNAL STRUCTURE

But what of the University's internal structure?
Some form of administration is required to aid the heads
of various téaching departments established within the
University to realize the aims of the University for, as
Cloete states, "In die algemeen kan aanvaar word dat ad-
ministrasie bestaan uit die dinkprosesse en handelinge
nodig vir die beplanning en verwesenliking van-'n doelwit".45
It would not be a practical proposition for the departments
to govern themselves as strife and dissention would be caused
when matterslike extra staffing, more equipment and additional
courses are decided upon, as each department has a tendency
to think that its own contribution towards the teaching of
the University is more important than the other departments'
and would therefore think that it had more urgent needs than
any other department. Most of them would have difficulty in
distantiating themselves from their own needs to give really -
impartial decisions.

3.1.  COMPOSITION \

The University of Cape Town is constituted as follows: |

a visitor; a chancellor; a principal (vice chancellor)

deputy principals; a council; a senate; a convocation;.

professors; lecturers and students.46

The following are short descriptiomnsof the top echelon of the
\

University:

3.2, The Visitor

The Visitor of the University is the State President.
This post is a relic of history when the visitor acted as a ;
mediator in disputes between the university and other sections:
of the community. The Visitor holds a purely honorific title
which has no significance in the University's hierarchy.

45, J.J.N, Cloete: Inleiding tot die Publieke Adminis-
trasie, p.Z2.
46. Act 38 of 1961, section 4(1).
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3. 3. The Chancellor

The Chancellor is elected by the members of the con-
vocation (that is all alumni, professors, lecturers and
the principal and the deputy principal). He holds office
during his life or until he resigns.*’ The Chancellor is
the nominal head of the University as he in fact has only
one function laid down for him in the acts and statutes
48 He, too, does not
play any meaningful part in the administration of the uni-
versity.

which is that of conferring degrees.

3. 4. The Principal

The position of the principal and his deputies will be
dealt with under another section of this study.

3. 5. The Council

"The government and executive authority" of the University
is "vested in the Council".49 The attached organizational chart
(Pig.C.) depicts the University's internal structure., But the
description of the technical character of an organization does
not alwgy s give the correct picture of how the administrative
decisions are actually made, The established practice is
sometimes that the higher organ with the power of decision-
making regularly follows the suggestions made by lower organs.
Only a study of the actual operation of the organization will
reveal whether the above applies, The Council and'the Senate
are discussed in detail in the following chapter,

4, MODELS OF ADMINISTRATION

The University is administered according to three dif-
ferent models:
(a) the bureaucratic model
(b) the collegial model
(¢) the political model

4.1, The Bureaucratic Model
The hierarchical character of the University's organi-

47, Act 38 of 1959 section 5(1).
48, TUCT Statute clause 3.
49, Act 38 of 1959 section 7(1).
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zation is emphasized by the following procedure in which re-—
commendations on academic matters are processed:

The Council has appointed heads of the various teaching |
\pao

+
i

1

departmeﬂ%é of the University and has given them power fo
administer their departments. C These departments are arranged E
into faculties and members of departments (but more usually the 7w
heads of the departments by_wvirtue of-their administrative
pgwer) make recommendations to their particular boards of
faculties on any aspect of the adm;nistréfion of the University
but more particularly on their own departments, The statute
provides for each board of a faculty to make recommendations

to the Senate upon syllabuses, courses of study and §¥aminations
Senate in turn has been given the superintendence and regu-
lation of the discipline and instruction of the several de-

52 In this way recommenda-

as far as they affect departments of its faculty ...

partments, lectures and clases.
tions by departments are considered by the board of the faculty
in the first instance, thereafter by the Senate and finally by
the Comcil which has been given povwer to frame statutes for
giving efifect to any law relating to the University, and for
the general government of the University.53 In each case

the decisions of the lower-level committee are considered by

a higher-ranking committee, The UCT Act requires further

that regulations passed by the Council must be submitted to

the minister of education for approval and published in ZThe
Government Gazette.54 (UCT has never published its regulations
in The Government Gazette as it is not clearly stated whether
the regulations mentioned are internal regulations or not.)

The hierarchical structure described above leads to great pro-
é;gstiqation in decision-making although ratification of re-
comﬁéﬁéations is, in most cases, a formality. The department

50. UCT Council Minutes, July 1966,
51. UCT Statute clause 38.

52. Act 38 of 1959 section 8(3).
53. Act 61 of 1955 section 17(1).
54, Act 38 of 1959 section 17,
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which initiates the recommendation is the expert in its field
and is the only section of the organization really competent
to make recommendati ons on matters affecting its own affairs
and their relation to the University. Although faculty‘
boards may at times provide a useful review of the depart-
ment's recommendations as the members of these boards work
in cognate'or allied fields of study, Senate and Council,

as bodies, have not the competence to challenge the recom-
mendations about pure academic matters and really do little
else but ratify themn. The fact that the decision has taken
six or eight weeks to be produced might convince "a naive
person that the proposal has been subject all that time to
grave deliberations in solemn c'onclave,"55 but in fact it
is normally only considered in much depth by the initiating

body.
P
Max Weber's bureaucratic structure will be applied to

ithe University to see if it conforms to the model:

(i) fThere is a2 hierarchical structure from Council
to Senate to Faculty Boards to Heads of Depart-
ments to departmental staff,

(ii) There is a formal line of authority as above,

(iii) There is a formal system of communication through
committees and their documents;

(iv) Legal rationality.
. The work done is in accordance with Acts and
Statutes promulgated for this purpose.

(v) Maximum efficiency. 56
There is specialization of activity, filing of
documents, record kéeping, and other administrative
devices.

55, C.N., Parkinson: The lLaw of Delay, passun,

56, H. Gerth and C. Wright Mills: Max VWeber: The Theory
of Social and Economic Organization, Part III
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Other characteristics of the bureaucracy which are to be
found at UCT, but which are discussed elsewhere in this study
in more detail, are the following:

tenure, appointment to offices, salaries as a form
of payment, competence as a basis for promotion,

Although the University has many of the trappings of a
bureaucracy, it cannot be descrlbed as a bureaucracy pure and
simple, fqz_fgfre are other elements in its structure Iike
the power of academlc memberé_énd extra structaral” groups
llke ‘the staff associations whlch can 1nfluence de01sions of-
governlng bodles Within the law the Un1vers1ty is authorized
and organized to make rules for the conduct of its affairs.,
Thus it maintains order and certainty among the groups and N
facilitates the achievements of what it has been established to ku

N
do, But l;ke other éovernments it cannot afford order and .

certainty if it is achieved at the cost of the freedom of those _
who are governed,

4,2, The Collegial Fodel

The concept of hierarchy of power is not a realistic repre-
segf?tioﬁwggx%ﬁé'interpersonal relationships which exist within
a university. The UCT statutes make provision for consulta-
tion in that they state that "statutes and regulations dealing
w1th the studies, instruction, examination and discipline of
a university Uhall not be framed, amended, added to or re-
Qgg;eg_except.after consultation with the oenate."57 The
Senate in its turn may not'adbptvregulations affecting courses
or examinations before submitting them to the boards of the
faculties concerned.58 Each faculty board tends to act like
an autonomous institution in its own right with regard to
the areas of its competence, It makes recommendations after
211l the members of the board have participated in the debating

57. Act 61 of 1955 section 17 b(ii).
58, UCT Statute clause 39,
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and consideration of the proposal s before it, It is a
professional community and its decisions are shared collegial
decisions, "A collegial body is made up of individuals with
specific functions, In such a case the preparation and
'presentation of a subject is assigned to the individual tech-
nical expert, each in a different aspect of the field. De-
cisions are taken by a votg of the body as a whole."59
This type of government leads to a high degree of speciali-
zation of functions and great expertise as is found in Uni-
versity teaching departments, Where there is a conflict
among different technical specialists making proposals that
clash with one another, such as with staffing priorities, the
matter is resolved by éollegial discussion that can make a
compromise possible, The concept of community presupposes
and organization whose functions are differentiated and in
which specialization must be brought together in a harmonious
whole. But this process of bringing together, of co-ordina-
ting, is achieved not through the structure of superordination

of persons and groups but through a'concensus.60

In the Council and the Senate where individual members
are equal in standing, collegizl decisions are also taken,
The nature of the recommendation determines the model that is
used, Uncontentious matters on which policy decisions have

already been taken and which fall within approved budgéfé are
dealt with by the bureaucratic process, Decisions involving
new policy and new finance are usually processed by the colle-

gial methods,

e e w——

Although the collegium might be regarded as the ideal type
of government for a university in that all its members take
part in the decision meking process, this type of government
is becoming increasingly difficult to maintain as universities
have grown larger and more complex, Subject matter has become

59. M, Weber: Ibid, p.392.°
60, J.D, Millet: The Academic Community, p.235.
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s0 specialized that only the few who are actively engaged in
a discipline are competent to judge the merits of a proposal
on a collegial basis, The size of the university-wide
faculty has made its calling together virtually impossible,
Furthermore, the great delays built into the system cause
frustration, Although the collegium is used for the con-
sideration of certain itemsaffecting the whole university or
~a faculty, it is being replaced more and more by a form of
representative government, like the Committee of Deans where
each dean represents his faculty,

4.3, THE POLITICAL MODEL

The third model by which the University is governerned
is the political mode1.61 Marshall and Gladys Dimock say
that politics is problem solving in an attempt to meet human
needs, Insofar as the resources of the University are scarce
and sections of the University aspire 10 larger shares of these
resources, translated into staffing and equipment, and to more
power and influence in the decision-making process, the poli-
tical model applies.

To govern is to exercise authority, but according to Jean
Jacques Rousseau in The Social Contract, "The strongest man

is never strong enough to be always master unless he transforms
his power into right and obedience into duty ... ". A univer-
sity cannot rule by power for it has no power in law other

than that of an ordinary citizen.

In order to help understand the administration of a
wniversity better, a look will be taken at a different type of
organization, namely an industry.

Industrial hierarchies are essentially concerned with
power among individuals and groups within the organization and
the scope they have to influence decisions and events, The
traditional vertical hierarchy is calculated to maintain power

61, J.V. Baldridge: DPower and Conflict in the University
gives a complete description of the Political Model,
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in the hands of those at the top and keep those at the bottom
powerless, Insofar as industrial organizations seek to approxi-
mate to the traditional pyramid, they impair their efficiency,
they unjustly thwart the interest of certain groups within

the enterprise to the benefit of others and they damage the
interests of the wider community outside. A study of what
happens on the shop-floor in many factories points to the fact
that the people who determine how many men operate a particular
machine, how much overtime is worked, what rate is paid for it

or who is to do a particular job are the shop-floor workers
themselves through their informal organizations, their work-
group strength and militancy. Management, by clinging ob-
stinately to its formal power has found itself powerless. It
yields to shop-floor power in its decision-making, but has re-
fused to attribute to shop-floor power any legitimacy that

would have enabled management to come to terms with that power.62
Bach social system contains sources of realistic conflict inso-
far as people raise conflicting claims to scarce status, power
and resources and adhere to conflicting values. Realistic
conflicts arise when men clash in the pursuit of claims based
on frustration of demands and expectancies of gains.63 The
bureaucratic -~ and the collegial models fall short of a
complete description of the structure of the university as a
living organization as they do not describe other forms of
powver, The definition of power that will be used in this
study is the following:

The power of an individual (or a group) in a social
situation consists of the sanctions others in the

situation perceive that he has available to employ

in ways that will affect them.64'

62, W.,W, Daniel: "Changing Hierarchies at Work" from
' The Listener, 7th September, 1972, pp.
3EO’302- -
63, C. Coser: The Functions of Social Conflict, p.54.
64, W,W, Hill and W,L. French: Perceptions of Power
in Departmental Chairmen by Professors

A S Q March 1967,




33.

There is power based on non-legitimate threats, power based
on mass movement, power based on expertise, power based on

65

appeals to emotion and sentiment,

The University in respect of its different internal and
external groups approximates very closely to a vast industrial
organization, Each one of the groups forms part of a power
structure - the departments, the student body, the staff
associations - striving to obtain more power to enable it
to influence decision-making, Because of the specialized
neture of the courses of study given by the academic depart-
ments, each one can claim some special circumstances for pre-
ferential treatment which cannot be gainsaid by any other
authority in the University. The departments have a natural
tendency to build up power structures as each strives to outdo
its counterpart in quality and quantity of research and teagh-
ing output. They vie with one another for the same scarce
resources of the University, Each academic @ggg;tment pre-~

vents thehother;frdm”grQEgng too-big, from encompassing too

mEEE;EEf“ Bach acts to prevent new potential diSciplites

from becoming established as competition for funds and students,
The complex committee system in itself creates a confusing

power structure in which decision-making is so dispersed and

S0 fuZzy that it can be mastered only by a faculty bureaucrat

who knows how it all works, Furthermore, those persons who ini-
tially gained the power in the bureaucratic structure have

been reluctant to relinguish it, with the consequence that

other persons in the University have had to resort to concerted
action to apply pressure to bring about the policies they want.

The various power groups in the University at times come
into conflict with one another in their attempts to influence
policy decisions, Conflict arose when the Students' Represen-
tative Council and the Staff Association both endeavoured to
have UCT's parking problems solved. A sub-committee of the

65, J.V,Baldridge: Ibid, p.11

66, H. Stroup: Buresucracy in Higher Education, p.126.
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Council was appointed with representatives of both these bodies

on it, to make proposals for the alleviation of the parking dif-
ficulties on the campus, Both sets of delegates agreed, with

the concurrence of the executive committees of their organi-
zations, that prrking bays would be rented to all members of
the University, The staff were opposed to this move and
called for a specizl meeting of their association to discuss
the proposals, The association opposed the implementation
of the proposals and demanded that they not be implemented
for a year, and, after it had had time to make alternative
proposals, Students accused the staff of being motivated
by self-interest and requested the addption of the original
proposals, Although the Staff Association representative
had supported the original proposals, the Council resolved
to avoid confrontation by acquiescing to the Staff Associa-
tion's proposals.

Conflict reveals the existence of differing interests
and differing attitudes, Conflicts define differences,
But conflict is constructive only when it gives way to ac-
tion by all parties concerned, There are three methods of
dealing with conflict: '

(a) domination
(b) compromise
67

(¢) integration

(a) Domination

The University of the Far North used domination in the
form of expulsion to control its dissentient students, At
UCT the Council informed students that if they did not wish
to conform to the laws of the country regarding apartheid,
dancing wou1d not be permitted on the campus. The SRC
also had its recognition withdrawn by the principal. This
type of bureaucratic éontrol has only short term effective-
ness and does not resolve difficulties to the satisfaction
of all concerned, It closes its eyes to what universities

67. J.D. Millet: Ibid, p.244.

\

-
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are all about.

(b) Compromise

The Council compromised with students in their demands
for more participation in the decision-making process Ey
permitting them to attend its meetings as observers for \A;D
special items,

(¢) Integration

The students' requesté for mixed residential accommodation
‘were appeased by the Council appointing some students to serve
on a committee to consider the implications of mixed residences,
Student were integrated into the system and the conflict was,
to a certain extent, resolved.

The University's lack of power -~ it has no civil autho-
rity only moral authority - makes the problem of winning
assent for its proposals much more a question of agreement
than of vote, for if a minority finds a situation immoral or
intolerable, a majority wote does not of itself provide legiti-
macy for action. Any form of totalitarianism in a university
mist be opposed for no group of men, be they professors in a
Senate or members of the Council have absolute wisdom, They
make mistakes and misjudge situations so that they can never
be more than probably right.68 Totalitarianism brooks no
criticism of its decisions, A university can only be properly
governed by a democratic form of government which imposes on
all its members the duty of thinking, reasoning, balancing and
comparing and thus searching for the truth, It can only suc-
ceed if its top echelons allow the members of the university
to inform themselves timeously of its proposed decisions.

Like other governments, a university cannot afford order and

certainty in its affairs if it is achieved at the cost of
freedom of those who are governed, The consent of the governe
must be obtained otherwise they become so alienated that no

68, Adapted from an article in "The Listener" by
D, Dimbleby, August 1972,
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process of education or persuasion will work - no concensus
is possgible, As long as they do not share in the control of

the university they will continue to exploit their bargaining
power,

1}

What a university requires is participation by all groups
in the governance. Participatory democracy helps to dispell
the sense of helplessness many members of the university feel
in the face of vast impersonal forces, Usually only a
minority want to participate - a minority with some special
interest and often those who hold some extreme views which
they wish to put across, but their wishes to be consulted in
the decision-making process should be acceded to in the in-
terests of democracy,

How can one be assured that decisions within the University
will constitute the persistent pursuit of considered worthy
purposes, if the decisions are not Opén to debate and subject
to some form of confirmation by the relevant constituences of.
the University? TQP different internal organizations and
their methods of translating poﬁér into pressure will be dis-

P ———

cussed in the follaﬁing chapter of this study.

———
LR

.

4.4, A NEW MODEL THE PLANNED SOCIETY

Is the present committee system the most effective method .
of University governance? The sub-committees of Senate and
Council do not _have power to make decisions, Their function
'is to advise., .Their members offer their advice from the Te=—
sources of their own special knowledge and experience;  they
are supposed to know about the subject-matter under considera-
tion and be able to speak with authority. But it has been
observed that most of the members of the sub-committees of the
Senate and Council have no special knowledge and experience in
the areas they have been assigned to 'advise upon, In most
cases they are dependent upon the knowledge of the administra-
tive staff who deal with these matters from day to day, The
members of the committees in most cases appear to act as figure-
heads, Decisions in the UCT system are in consiégzggle partjf?

the product of friction between contrasting philosophies., .

—— T —
-
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They have evolved from the ambitions, anxieties and resistences
and understandings of the individuals within and without the
University. Many decisions arrived at represent an attain-
able consensus among individuals, This is a rather hit-or-miss
method of running a university. More modern analytical methods
are required to aid the University to make more planned deci-
sions based on verifiable facts and so dispel, as far as possible,
the too-personal element prevalent in university govermance.

UCT has elements of plamned decision-making in its struc-
ture, for departments when making recommendations on new courses
of study, longer teaching hours, different curricula and the
like, to faculty boards, are required to state whether the
proposed changes contain any additional financial implications
for the University over and above those set out in approved
budgets, Any additional staffing, equipment, maintenance
grants, library or accommodation needs, based on a five year
projection, must be stated so that the governing bodies are
alerted of future commitments, Planned decision making is vﬂiz
carried out by full time administrators who have made the ~

University their life occupation and are experts in thelr

fields, It is inevitable that the members of the academic
body and the Council should look to experts for guidance,

The administrative officials, because of the detailed studies
they have made of their spheres of competenee, are in a posi- |
tion to 1nfluence greatly the decision-making process, The

o

repletrar has been granted power to make recommendations to

the ¢ enate in respect of lower grade staff, He has the power
to authorise expendlture for certain publlcatlons and travel

— PRSP

grants and is generally responsible for much decision~making
in the interpretation and 1mplementat10n of policies made by
the governlng bodies,

The systems analysis approach to problems would go a long
way to solving the South African Universities' problems of
decision~making especially in the light of the financial dif-
ficulties that have been experienced. Systems analysis works
by examining an objective of the organization in its broadest
sense including its appropriateness from the policy point of
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view, and developing for the responsiblé decision-nmaker in-
formation that will best help him to select the preferred
method of achieving the objective, Alternative methods of
~achieving the same objective are identified and then the bene-
fits to be derived from, and the cost of each alternative are
estimated, Yhat cannot be quantified is stated, The limited
resources of the University can be used most effectively-in
this manner as the system permits the governing body to relate
both benefits and costs to the forces and activities that must
be compared and planned. Long term, five~yearly plans, are
the basis of systems analysis. The governing body does not
have to accept the proposals of the systems analysis uncriti-
cally, but the plans should be acted upon if they can Z;and

up under reasonable debate and criticism successfully,

The planned society allows the governing body to choose
its own future more intelligently and more securely for then

it knows just what is going to happen.70

More detail is given on planned decision-making in the
section entitled Communications and Control.

5e CONCLUSIONS
(a) The University in its community:

The department of national education directly, or by
means of its agents imposes controls on the University to
meke it compiy with '

(1) financial requirements

(ii) political policies
(iii) uniformity in standards,

These controls make a mockery of university autonomy, and
the University is relegated to a tool of the state legislature
for the promotion of its ideals, Controls should be exercised
by a buffer organization between state and University, like the

69, G.E, Berkley: inigtrative Revolution, p.97.

70. For a more detailed exposition of the systems analysis
approach consult: G.,E, Berkley, Ibid, and A.C. Gawthop:
The Systems Analysis Approach.
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Committee of University Principals.

(b) The internal structure: ' v@?”

The internal strueture 0of the University is hierarchical
with the power of ratification of recommendations concentrated
in the higher tier committees, Recommendations from the lower
echelon committees are processed in the following different
ways depending on the nature of the recommendation and the
internal politioal climate at the time of consideration:

(i) Routine recommendations are ratified by means of
the bureaucratic process, However, extreme specialization
of academic function prevents bureaucratic rules from being
spplied uniformly, and also relegates the higher tier commit-
tees to mere rubber stamps as they cannot gainsay the expertise

of the academicians,

(ii) Although recommendations on new policy are considered
by the collegial process, thegpzonounced inequality in status
of members of commlttees nulilfles the concept of a colleglum,
and powver is manlfested 1nto bargalnlng.  The idea of a com-
munity of scholars whlch is meant to express its views on in-
stltutlonal and procedural matters affecting the University,

is. a chlmera because of the above reasons.

(1iii) The political model accounts for the manner in which
competing claims for scarce resources are resolved, Because
pover is concentrated in the hands of the professors, heads of
departments, deans and members of council, the alienated power-
less resort to concerted action to bring pressure to bear on
the higher echelon to have policies changed,

(c) As none of the above models meets with the need of the
institutions for planned decision-making, a systems analysis
approach coupled with a more representztive type of University
government is advocated Jb
(d) The attached dlagram (Fig. D.) contructs a de01s1on—mak1ng

model of the . University adapted from a systems approach to ad-
ministration, ‘
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D. THE GOVERNING BODIES OF U.C.T.

1. THE COUNCIL

1.1. Authority

The formal organization of a bureaucracy is constituted
by the statement of the structure of the positions - ex- vffs
plicitly described, containing definite and known obligations,
rights, patterns and interaction.71

At the top of UCT's formal hierarchy of power is the
University Council as it has been granted by an Act of ParliaL

ment "general control of the University and of all its affairs
T2 '
"

and functions, and furthermore, has vested in it the

, ' Y
"government and executive authority of the University“.73 €
The legal powers of the Council over the University are vir- b
tually complete save for a clause giving Senate one exclusivgj}

function, namely the "superintendence and resulation of the

discipline and instyuction of the several departments, lectures
and clasgses in accordance with regulations to be framed by the
Senate for the purpose and approved by the Council, "4

1.2. Membership —

The constitution of the Council as a committee is as
follows: Comel— DN waer A e N

The principal, the deputy prine¢ipal, five members appointed
by the State President, six members appointed by convocation,
three members appointed by the UCT Senate, two members appoin-
ted by the Cape Town City Council, three members appointed by
the life governors, one member appointed by Diocesan College,
two members appointed by governors of the UCT Foundation :

twenty-four members in all,

71. N.J. Smelser: The Sociology of Economic Life, p.87.
72, Act 38 of 1959, section 9, :

73. Act 38 of 1959, section T7(1).

74. Act 38 of 1959, section 8(3).
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1.2.1. Mider Representation

The constitution of the Council as a body with public
responsibility does not represent enough divergence of in-
terest within the community. If particular occupational
categories or cultural and social groups were represented,
the usual imbalance in membership in favour of businessmen
would be negated, But, besides making provision for the

incorporation of a wider variety of outsiders, the act could mJWB

also be amended to make provision for the representation of | 77 e
N
_ the following members of the University: _ &
, 4\.““:' é
(a) Women staff members and women students, NS
Women should be appointed to look TRV
after their interests, (w&#L 2

(b) "Non-white" members of staff and students. AN

"Non-white" should represent this category. M
: S

(¢) Non-Senate members of the academic staff.
(d) Members of the non-academic staff,

(e) students.

Although the student leadership have been
granted access to all Council documents of
an unconfidential nature and may request
to attend Council or Executive Committees!
Meetings as observers for certain items,
consideration should be given to giving
them full membership :

1.2.2. Senate Appointees

As the Faculties of Medicine and Science have had repre-~
sentatives on the Council for the past twenty years or longer,
it would appear that these two faculties, which have large
homogeneous senate representation, have been practising block
voting, This type of sectional interest is not in the in-
terests of the University overall,

1.2.3. Period of Service

Members of the Cape Town City Council and the University
Senate hold office as University Council members for one year
only, whereas the other constituencies appoint their members
for periods of three years. Although in practice the Cape
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Town City Council and the Senate tend to re~appoint the same
members year after year, it would help members to gain more
experience in the problems of University decision-making if
they were appointed for three year periods,

1.3. Factors which Influence Council's Decision-Making

The following factors which influence the part played by
members of the Council in decision-making will be dealt with
below:

(a) Social background

(b) Cultural background

(¢) Economic background

(d) Political background '°

1.3.1. Social and Cultural Backgrounds
Most of the members of the Council have been graduates,
have held high posts in business and professional life, and

because of their social standing enjoyed opportunities for
cultural enrichment. Most members have been drawn from the
ranks of the retired, the semi-retired or those whose mark in
life had already been made, and who have had sufficient time
to attend committee and sub-committee meetings on at least
three afternoons a month, This has imposed a restriction on
the type of member normally eligible for appointment and has
resulted in the tendency for the average age of Council mem-
bers to be markedly high, in most cases as much as three times
the average age of the students over whom they have general
control, Because of their differences in interests and age,
Council members have tended to have a marked conservative out-
look regarding student affairs. They need to‘have more CoOn-
tact with students to enable them to get to grips with student
problems and ideals.

1.3.2. Economic Background
Most of the members have normally held top~level business

75. P. Bachrach et al: Power and Poverty, p.18
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end professionai posts and have often come to the Council
with little knowledge of the administration of a univeréity
and have required much experience to enable them to make
meaningful decisions on University matters, They have
needed to learn that a university cannot operate like a
business enterprise, ' |

1.3.3., Political Background

Members of Council appear to have been drawn from a
variety of political backgrounds, 'They have usually re-
oresented right, middle and left viewpoints on the politi-
cal situation in South Africa which has influenced their
tiitudes to University decision-making when its policies
heve come into conflict with the policies of the central
government, The divergence of political attitudes tends
to make this field of decision-making a matter of compro-

mi se,

1.4. Psycho-Sociological Factors in Decision-Making

There is no way of avoiding the introduction of personal
‘and private interests into the calculus of publie decisions.76
It has been noted that "in 211 governmental policy there
have been overwhelming elements of personal favouritism and
- private gain, which were not suitable for publication. This
is owing to the fact that all governments are managed by
human beings.,"77 However, a greater spread in the member-
ship of the Council would help to nullify the harmful effects
of favourit?ém, friendship cliques, animosity, jealousy and
other factofs which can influence the treatment a recommenda-
tion receives from individual members or groups.

i

76. R.T, Golembiewski et al: Public Administration, p.?24.
77. J.H, Robinson quote from Golembiewski, Ibid.




45.

1.5. Inequality of Status of Members

The following are examples of inequality of status of
Council members:

a., lMembers of Council who represent the more influen-
tial constituencies like the central government, which con-
trols the University's finances, are in a good position to
bargain with regard to decision-making,

b. The principal and the deputy principal and possibly
any permanent deans on Council are the only members who are
engaged in university administration on a full-time basis
and have detailed knowledge of the inner workings of the
institution, Other members of Council have to rely on the ‘R**
expertise of these full-time administrators to guide them in

decision-making, Consequently, the principal and his depu- foL
ties, as an executive team, exercise great pdﬁér in Couneil, Z— Y

———

It is they who preéent the report of most of the sub-~commit- o

tees and who can place the emphasis they wish on recommenda—bd&ggpr .
. - o)
tions. . wnA

c., Although officially the representation of the Uni-
versity staff members on the Council is limited to the prin-
cipal, the deputy principal and three members of Senate,
Council has extended standing invitations to the two assistant
principals to attend all its meetings, without voting rights,
to report on matters falling within the sphere of their acti-
vitities. There are also usually at least four administrative
officials present at all meetings to help answer queries on
natters falling within their portfolios, Although they have
no voting rights, the administrative officials bolster the
presence of University staff members at meetings to eleven,
all of whom can help to persuade other members of the Council
to adont 2 certzin course of action,

1.6, Sub-Committees ,_»——-~Y“Ez )

Veetings of the Council tend to be formal affairs for the
oZficiel approval of matters previously worked out by the Coun-
¢il sub-committees, The attached is the organizational chart
(Fig. B ) showing the Council's sub-committees and the chain of
comrand emanating from the Council., Each one of these qgggiﬁjees

e e emm——
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functions like an oligarchy of experts, They make detailed
stWdiés 6f the areas within their portfolios and make recom—
mendations to the Council's executive committees, the Academic
and Student AffEiTs Committés and the Finance-and General -
Purposes Committee. |

L ——

“The Academic and Student Affairs Committee appears to ful-
fil very little worthwhile purpose in the Council substructure
for its primaery activity is to review recomendations put for-
ward by Senate and student committees which have already been
considered and reconsidered by the preliminary committees,

The chapter on communication offers a solution to the replace-
ment of this committee, '

Both the above committee and the Finance and General Pur-
poses Committee have fairly closed systems of decision-making,
Agenda are circulated to all members of the Council and the
student 1eadership;- and members of the Council are free to
attend meetings to present their views on any items on the
agenda, However, other members of the University have not
been accorded the same privilege. '

The different constituencies of the Council have not been
given proportionate representation on either committee, The
Academic and Student Affairs Committee has had as many as four
Senate representatives out of the possible tokal of eight mem=
bers, whiéh means that it duplicates Senate to a great extent.

1.7. Functions

The Council's functions are laid down in the act and sta-
tutes and include: _

(a) +the selection of the principal, who is also the chief
executive officer of the Council;

(b) the appointment of its own chairman who, in theory,
should be the most powerful person in the University hierarchy
but, in practice, as he performs his duties in a part-time ca-
pacity, he is guided by the principal in most of the actions,

Council's other specific functions include the determina-
tion of general policies like appointments, promotions, budgets,
investment of funds and control over buildings and grounds,



48.

But, it has generated into a board of supervision for the
detailed oversight of the work of the University, It should
not take the initiative in educational matters as its mem-
bers, drawn meinly from other walks of life, have not the
necessary expertise to do so. In matters like entrance

and graduation requirements, selection and dismissal of
students, assignment of classes, the Council should have no
authority to act except upoh recommendations from those pri-
marily‘reSponsible therefor -~ the faculty boards, via the
Senate,

1.8. Responsibilities

The Council has final responsible authority for the per-
formence of the institution, The Universities Act 1955 sec-
tion 17(1) gives Council the power to frame:

(a) sStatutes for giving effect to any law relating to
~ its university, and for the general government of
- its university in relation to matters not specifi-
! ‘ cally prescribed by any law;
‘and | |
() Regulations for the better carrying out of such
statutes, ‘

The Council may abdicate from its position of authority, but
it cannot thereby avoid its responsibility.

1.9. Procedures

The Council's operations in academic matters are hampered
by the provisions of the UCT Act and the Universities' Act
which permit it by resolution to delegate any of its powers
and functions to any committee ... "whose membership con-
sists solely of members of the (‘Jouncil"..79 It mey, however,
appoint one or more of its members as standing or special com-
mittees and may delegate to such committees any of its powers
or functions, The fact that the douncil very seldom makes

8. J.J. Corson: Ibid, p.49
79. Act 38 of 1959 section 10.
80, UCT statute clause 27.
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use of the privilege of delegating its authority on matters
which fall within the Senate's sphere of competence to the
principal, the deputy principal or the three Senate members
on the'Council, reveals a lack of trust in these members to
take responsible decisions on behalf of the Council,  The
Prinecipal, in an interview,‘pointed out that mutual trust
and confidence between the Council and the Senate could be
improved by organizing more joint formal and informsl meet-
ings with these two bodies in order that the members of each
could get to know one another better,

The Council is being burdened by having to take decisions
on detailed matters of academic and general policy. The Act
and the Statute should be changed to enable it to délegate
authority to hybrid committees to take final décisions. The
Council should be able to delegate to any members of the Uni-
versity the ability to take final decisions on matters not
affecting its general policy, and should have the trust and
confidence that those members will refer the importaht items
of general policy to the Council for consideration. This
type of delegation would allow the Council more time to deal
with the larger issues that have been assigned to it by the
Act, o

Until the Act is amended, the Council could delegate to
one or more of its members serving on sub-committees power to
teke final decisions on routine and uncontentious matters with-
in the scope of these sub-committees, The Council members
of the sub-committees could get together after the meeting of
the sub-committees to take decisions in the light of the re-
commendations made by the sub-committees.

The agenda and minutes of the Council are regarded as
confidential and are not available to other persons in the
University, except Council members, a few top administrative
officials and the student leadership. The aura of secrecy
surrounding the Council creates the impression of distrust,
and causes dissatisfaction about resolutions taken without
consultation with those who will be most influenced by them,
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1.10. Interest Groups

The formal organizational structure shows Council as the
final source of authority within the University, taking deci-
sions on all the matters falling within its scope. It
does not depict the informal workings of the University whose
"social structure is pluralistic and interlaced with networks
of authority, professional outlook and special interests,

In this informal structure power is loose and ambiguous be-
cause of the complex social framework where there is extreme
specialization among University participants, extreme frag-
mentation of its values, extreme complexity in its structural
arrangement“.81 The following sections of the University
seek to extend their influence and often compete directly for
 more powver: |

1.10.1. Student Body

In the previous chapter certain examples were cited
vwhere the students brought pressure to bear on the Council
in the following areas:

more participation in decision-making, parking :
facilities and mixed residential accommodation, \

The student leadership usually informs the Council of
possible areas of student dissention if students' wishes are L
not acceded to, Council members realise that when student
dissatisfaction escalates into‘protest, it causes much adverse
press publicity which could be damaging to the public rela-
tions of the University and could, in turn, influence the
financial support it receives from the central government

and from the public.

The following are two examples of how student dissatis-
faction can escalate into action if the Council does not
accede to their wishes:

(a) VWhen the recommendation for the appointment of the
"non-white" lecturer in Social Antropology, Mr. Ma-
feje, was not approved by the Council, students

81. J.V., Baldridge: Ibid, p.106.
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held mass meetings and then organized a sit-in in
the Administrative Buildings, Because the Council.
feared reprisals from the minister'of national edu-
cation, if his request that Mr., Mafeje be not ap-
pointed were disregarded, it did not retract its
decision and the conflict with the students was

not resolved,

(b) A first year student who received a criminal punish-
ment for being in possession of drugs was, in the
opinion of the students, given a further unjust
punishment by the Council; A mass meeting was
held and the threat of a possible disruption of
the University's activities, by means of further
demonstrations or a sit-in, caused the Council to
reopen the case, The conflict was resolved when,
after reconsideration by the Council, the student
was given a suspended sentence,

1.10.2. Staff Associations

The UCT staff associations have requested better privi-
leges for members of staff, longer leave, larger study grants'
and more participation in the decision-making process, The
staff associations act like trade unions within the University
structure, They promote the interests of their members and
exert pressure on the Council to obtain better conditions of
employment for them, They have to function in this manner
as they have no formal representation on the Council., (Refer
to chapter on Communications and Control).

1.11, Relations with the Central Government

1.11.1, Duties of Council

What should be the attitude of the governing body towards
policies and legislation which is enforced upon it by outside
bodies? To understand this it is important to bear in mind

that "the mission of the university confers high responsibility
on its governing board, It is a primary duty of the governing
board to resist the pressures of ideological groups and of
special interest groups that for the promotion of their own
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ends would narrow its outlook."82

Academic Freedom has been dealt with in a previous chapw«
ter of this study.

1.11.2, Autonomy

Hand in hand with academic freedom is the concept of
university autonomy which is the fairly extensive flght uni-
versities enjoy "to have charge through their own organs of
those matters pertaining to the universities for whichﬁthe

83

tringic right or a privilege but rather a necessary condition

state has made no other arrangement". This is not an in-
for the efficient carrying out of the universities' functions.
By the very nature of the activities of the University, ex-
cessive state control would hamper its efficient running,
Members of the institution should have freedom to pursue the
studies and research they want to, Freedom of this sort may
sometimes lend itself to abuses, but the dahger of such abuses
is much less than the danger of trying to eliminate them by

a general restriction of individual llberty.84

1.12. Relations with Students on extra-mural Issues

The following are some of the methods used by students
to make the general public aware of the shortcomings in the
ideology of the government of the day:

. (a) "Non-white" lower income groups were informed
of minimum set wages and their rights in this
regard,

(b) The general public were made aware of the erosion
of their democratic rights by the central govern-
ment who want to quash opposition to their poli-
cies, :

(c) The public was informed of the unequalities in
the financing of the education of the different

82, R.M, McIver: Ibid, p.7.:

83, Lord Robbins: Great Britain Higher Educatlon, 1961-1963,

84. V., Merikoski: Basic Problems of University Education

from International Review of Admlnistratlve Sc1ences,

vol xxxiii, 1967, No, 1, p.7.
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racial groups in South Africa, The use of physi-
cal force by the police to disperse student pro-
test gatherings was upheld by the central govern-
ment, But the students! reSponsible behaviour
in these circumstances brought to them and the
University credit as well as the support of the
Council,

1.13. Relations with the General Public

Some members of the general public would like the Univer-
sity Council to adopt a more autocratic attitude towards the
student body. ' They claim that the students are being main-
tained at University by public money and that they are under
an obligation to the public to complete their studies and not
to take part in peripheral activities of the University.

If the University is to continue to search for the truth
and thereby expose injustice and inequity where it perceives
these things, it will come into conflict with existing wvalues.
It is the mission of the Council to safeguard as far as possible
the broad idealistic aims of the University which it can best
do by giving its members free rein to this pursuit, Domina-
tion of the students will serve only to narrow the outlook of
the University, and impair its functioning,

Management by direction fails under today's conditions
to provide effective motivation towards organizational objec-
tives because direction and control are useless methods of
motivating people whose physiological and safety needs (ac-
cording to Maslow's theory) are reasonably satisfied and whose
social, egotistic and self-fulfillment needs are predominant.
The answer to the problem is self-direction and the recogni-
tion of the ability of human beings to exercise self-control,
Many members of the general public have complained about the

85

general appearance, moral behaviour and dress of students.
They would like the "University authorities" to impose stricter
codes of student appearance and behaviour, The complaints

85. G;E, Berkley: Ibid, p.16
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eminate from different age and value groups who are trying to
impose their standards on the youth of today, and who are
under the miscoriception that authoritarian methods will "rec-
tify" the situation, Their attitude is not in keeping with
the spirit of a university which judges its members on aca-
demic merit, The University has no power to make its stu-
dents conform except the reluctant power of expulsion which
would be a self-defeating method,

2. THE SENATE

2.1. Authority

The scalar system on which UCT organizational structure
is based represents the University primarily in terms of au-
thority, The highest academic body in the organizational
structure of UCT is the Senate as it has been given authority
for "the superintendence and regulation of the discipline and
instruction of the several departments, lectures and classes
of the University . . . in accordance with regulations
to be framed by the Senate for the purpose and approved by
the Council", But this specific function granted to the
Senate has a very limited scope for it probably includes
only the following functions:

(i) the supervision of the lecturing
(ii) the control of lectures
(1ii) +the control of syllabuses for courses of study.

A1l other matters fall exclusively within the ambit of Council
under the stipulation in the Act that the executive authority
of the University shall be vested in the Counc_il87 who have
", .. general control of the University and of all its affairs
88  he Acts and Statutes of the University
make specific provision for Senate to gain Council's formal

and functions".

approval for the following matters:

86.Act 38 of 1959 section 8(3),
87. Act 38 of 1959 section T(1).
88, Act 38 of 1959 section 7(9).
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regulations for examinations, award of degrees, °
making of appointments, appointment of external
examiners,'establishment of faculties 2nd depart-
ments, membership of Senate other than for professors,
award of scholarships, |

Further, Senate is required to submit to Council from time
to time:

(a) reports on its work;

- (b) such recommendations as may seem expedient
to the Senate, as to any matters of interest
affecting the University; ‘

(c) recommendations as to any matters referred

to it by the Council. 89

Council has maintained the hierarchical power conferred on
it by the Act and has delegated very little authority for
decision-making to the Senate through the principal or the
d eputy principal.

2.2, Senate Power

2.2,1. The UCT Act
It might appear from the above that the Senate merely

acts as a sub-committee of Council and has power only to im-
plement the decisions taken by Council made on its recommen-
dation, but in practice this is not so as,

(a) the UCT Act states that "statutes and regulations
dealing with the composition of a Senate shall
not be framed, amended, added to or repealed
except on recommendation of such Senate". 90

(v) provision for consultation between Senate and
. Council has been made mandatory before Council
frames "statutes and regulations dealing with
studies, instruction, examination and discipline
of the University". 91

89, Act 38 of 1959 section 8(4).
90, Act 61 of 1955 section 17 b (i;.
91. Act 61 of 1955 section 17 b(ii
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Council does not impose its will upon Senate in decision-
making, When Council wishes to have Senate consider a recom-
mendation it does not issue an edict but "invites Senate to
consider the proposal". The relationship between Senate and
Council is not, in practice, one of a lower level and higher
level body respectively, but more of a bicameral house of
government where proposals are passed from one house to the
other for ratification or implementation. There is no justi-
fication for this procedure in theory but this has by usage
become the practice.

2.2.2. Effect of Specialization on Bureaucracy

The fact that members of Senate are specialists in their
respective fields of academic discipline tends to diminish and
confuse authority, "Knowledge work knows no hierarchy for
there is no 'higher' and no 'lower' knowledge. Every know-
ledge worker is an executive", 92 Senate, because it is the
highest academic body in the University, and because it has
more expertise than Council on academic matters, exerts great
influence over Council to have its recommendations on aéademic
matters accepted.

The Acts and Statutes could be changed to allow the

- Council to delegate to the Senate authority to deal with
matters of academic nature not involving additional finance
or in conflict with general University policy.

Although in every formal organization the hierarchy at-
tempts to mobilize human and technical resources as a meaﬁs
for achieving its ends, the persons within the system tend
to resist being treated as a means, They interact as wholes
bringing to bear their own special problems and purposes.93
In studies conducted with municipal health departments in the
U.8.A., it was found that the two cornerstones of bureaucracy
centralization and formalization were inversely related to
professionalism.94 This is most apparent in the University

92. G.E. Berkley: The Administrative Revolution, p.22.
93. H, Stroup: Ibid, p.98. '
94. G.E. Berkley: Ibid, p.23.
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situation where great specislization of knowledge creates and
~accelerates change which in turn makes it difficult for set
rules and procedures to be applied as each specialist tends

to create his own circumstances for development. The follow-
ing three examples should illustrate this point:

(i) Although the University had not sanctioned extra
equipment for a certain department, its head went
ahead and ordered it for "he needed it",

(ii) It is not normal for the University to providé
- substitutes for academic staff who go away on
short periods of leave, but owing to heavy inter-
national commitments of one or two staff members,
the need has been recognized and the service
formalized, '

(iii) Regulations for the fulfilment of degree require-
ments are changed continually.

Rules and regulations which are part and parcel of bureau-
cracy are thrown overboard because each department is a power
structure and each head tries by formal, informal, authorized
or unauthorized means to build up that power to the utmost,
There is a consequential breaking down of the inflexibility
and insensibility of the bureaucracy to particular needs. 1In
practice although the Council has final responsibility as the
central decision-making body of the University and, as such,
sometimes questions recommendations received from Senate, in
most cases it does little else other than épprove these re-
commendations dealing with academic matters.

2.%. Membership

The UCT Senate is composed of the following members:

The principal, who is the chairman, the deputy principals,
fhe_uhiversity librarian, two members of council, four members
appointed by the lecturers and senior lecturers, two members

appointed by the associate professors and all the professors
of the University.
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2.4, Collegiality

The following are some of the factors which may inhibit
collegial discussion of items in Senate meetings:

(i) Debate by non-professorial members of Senate
may be inhibited by the presence of their heads

~of departments,

(ii) Some members of Senate are members of large
homogeneous faculty boards, the members of
which may be willing to support their faculty
colleagues in the interests of their faculties.

(iii) The members of the committees which initiated the

- proposals usually know more about the subject
matter of the proposal than the other Senate
members,

(iv) The use of the Principal's Circular to gain
Senate's approval for recommendations negates
the idea of the collegium.

(v) Because the principal acts on behalf of Senate
in matters of urgency, and has other instru-—
ments of power at his disposal, he is seen by
many Senate members to have higher status than
they,

To base the academic deliberative body almost entirely
on full professors weighs the influence in policy-making in
favour of faculties like medicine that have high ratios of
professors. A Senate made up almost entirely of full pro-
fessors is destined by reason of age - asg this is a post
most members of the University achieve at a more advanced
age - to consist largely on conservatives and will be dys-
functional for effective change in a University enmeshed in
the necessary process of adaption to a fast-moving environ-
ment.95 It is noticeable that four senior lecturersrepre-
sent the vast majority of staff at UCT and the students
have no renresentation, Moreover, a Senate comprising

95, G, Kamerer: "The State University as a Political
System", from Journal Politics, 1969,
p. 307,
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‘nearly one hundred members isvndt a viable instrument for
decision-making, Senate should be decreased in size, and
more meaningful representation given to members from other
sections of the University. Each of the following sec—
tions could be given constituency status and be permitted
to appoint representatives to a.Policy Committee (with the
principal and his deputees as ex officio members):

Deans
Senior Lecturers and Lecturers

Non-Academic Staff
Council
Students

2.5, Committee of Deans

Statutofy meetings of the Senate are limited to four a
year, This procedure has denuded the Senate as a body of
a great deal of its force in the University and has trans—
ferred the power to its sub-committees, especially the Com-
mittee of Deans, 4lthough initially the General Purposes
Committee of Senate was made the executive committee of
Senate, it meets too infrequently to have any telling in-
fluence on University matters. Its membership is the same
as that of the Committee of Deans with the addition of the
Chairmen of the various Senate spending committees. It usually
meets once a year in June to do the work of Senate and ex-
ercises the same powers as Senate. Because of its lack
of work the General Purposes Committee's place in the Uni-
versity hierarchy has, in practice, been usurped by the Com-
mittee of Deans. ' |

Although the recommendations of the Committee of Deans
are published in the Principal's Circular and are as such
available to members of the academic staff and the student
leadership, the agenda is not freely available or open to
discussion by members of staff, By presenting staff with
their recommendations, they are given a fait accompli.
Greater openness is needed so that conflicting opinions can
be expressed,
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2.5.1. Membershiﬁ of the Committee of Deans

The Committee of deans comprises the principal, his |
deputies and the deans of the ten faculties established within
the University, three of whom hold permanent deanships. The
other deans are appointed by the Senate on the recommendations
of the boards of the respective faculties who elect their
deans from among the members of their board annually. In
representing his faculty each dean voices a narrow segment
of the whole institution, TFew deans are able to think com-
prehensively in terms of the needs and interests of all de-
partments that constitute the aggregate of knowledge that is
to be integfated in the programme adapted to the needs of the

oncoming generation.96'

2.5.2., Accountability

The Deans, individually are accountable to their faculty
boards for the proper administration of faculty matters and
collectively, zre accountable to Senate for their recommenda-
tions as all members of Senate have the right to contest any
recommendation made by the Committee of Deans, published in a
bi-monthly circular, sent to all members of Senate, named the
Principal's Circular.

2.5.3. Functions

The Committee of Deans deals with items of new policy,
items involving finances outside normal budgets, items from
faculty boards involving other faculties and items referred
to Senate by Council as well as items initiated by its own
members, |

2.5.4, Judicial Powers

The Committee also acts as a court of appeal to its own
recommendations, Objections are invited from members of
Senate to the Committee's recommendations published in the

96, J.J. Corson: Ibid, p.95
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Princivpal's Circular, There is no division in the Committee's
povers and it is both policy meker and arbitrator, Objections
are heard by the Committee and in the light of evidence laid
before it by the objector, the Committee decides on the merits
of its own recommendations, The recommendations of the Com=-
mittee on an objection to an item are subject to further ob-
jéctions which are heard by the General Purposes Committee,

of whom fourteen members (out of the total possible membership
of thiry) as members of the Committee of Deans, made the ori-
g£inal recommendation, The Principal's Circular will be dealt
with in more detail under Communications and Control,

2.5.5. Power

Of_the vast number of recommendations of the Committee
of Deans published in the first two hundred and thirty Prin-
cipal's Circulare, only forty objections were incurred,'and
of these seventeen were sustained, some on mere technicali-
ties. It can therefore be expected that the recommendations
of the Committee of Deans will normally become the recommen-—
dations of the Senate, - Because it does not represent all
the categories of membérship of the University who have an
interest in the academic administration, it should be repiaced
by a more representative body like the one suggested earlier
in this study. '

2.6. Community of Scholars

Senate also endeavours to function like a2 community of
scholars for although there is no University-wide faculty,
items which might affect all members of the academic staff
such as:

entrance requirements, use of closed circuit
television, the creation of a careers office, .
a central registry for all students, |

are referred to the ten faculty boards for discussion and re-
commendations. Discussion in any other form would not be
feasible with over five hundred full-time academicians and
several hundred part-timers. The growth in size and complexity
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of the University is the chief institutional impediment to
full féculty_participation in decision making, Direct parti-
cipation by great numbers of staff would paralyse the adminis-—
trative machinery of the University. Decisions on items re-
ferred to faculty boards for recommendations are delayed as
each of the ten faculty boards considers the items at its
statutory board meetings which are held only four times a year
for this purpose,

In guiding the faculty board in its deliberations each
dean tends to place his own interpretation on the item as he
recalls the gist of the discussion at the referring committee.
In a matter like the abolition of the Ph,D. Board which Senate
reférred to the University-wide faculty, a'variety of opinions
on matters not relevant to the abolition of this committee
were raised and discussed, which evenutally swayed the recom-
mendation of the majority of the faculties in favbur of its re-
tention, With better liaison between the principal's repre-
sentative on the faculty boards, the dean and the administra-
tive official prior to the meetings, the same line of dis-
cussion could be pursued at all faculty boards,

2.7. Co-ordination of Sub-Committees

The meetings of Senate's sub-committees were originally
arranged so that their recommendations would be fed into meet-
ings of the Committee of Deans and thence via the Principal's
Circular sent to Council, But, if these Senate procedures
are strictly adhered to, a recommendation from a2 faculty member,
for example on an aspect of his conditions of service, could
take over four months or longer to be processed, The attached
diagram (Fig, F.) shows the path that a recommendation of the
nature of the one mentioned above might follow, as well as a
suggested solution to the problem which is explained below,
However, time wasting, which is a source of great frustration
to most academicians, has to be contained without depriving
any member of the University of his democratic rights.

An examination of the composition of ten of the Senate
sub-committees given on the attached table (Fig. G.) revezls
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that some committees have common membership. The duties of
the ten sub-committees could be transferred to a proposed new
Policy committee mentioned earlier, prdvided that use was made
of the expertise of the administrative staff to analyse, study,
cost the proposals put forward and make recommendations to the
proposed commitfeg. This procedure is an extention of the
systems anelysis épproach suggested in the_discussioh on Coun~-
cil procedures.and will be expanded in the section on Communi-
cations and Control,

Although it is not a Senate sub-Committee; the Principal's
Policy Committee is meant to advise on policy matters and could
fulfil a worthwhile function in'co-ordinating-the policy of the
different Senate sub-Committees, However, it does not fulfil
this function as it meets too infrequently. Moreover, it du-
plicates to a great extent the activities of the Committee of
Deans. The policy committee is also discussed in greater de-
tail in Communications and Control,

3. BOARDS OF FACULTIES

Each of the ten faculties in the University comprises a
number of departments, schools or institutes and is administered
by a board comprising the following members:

the principal and the deputy principal (ex officio), the
professors of the faculty, such other persons as may be
appointed to the board from time to time by the Council,

on the recommendations of the Senate, (the composition of
the Board of the Faculty of Medicine does not extend beyond
this point), and all other persons who are members of the
full-time permanent teaching staff of departments in the
faculty.97

Council normally appoints to the boards represehtatives of pro-
fessional bodies outside the University, like the Institute of
Architects, the Cape Society of Accountants or the Cape Educa-
tion Department, who, as prospective employers of the students,
have a vested interest in the business of the faculties. Other
categories of staff like junior lecturers have also been appoin-
ted to serve on boards,

97. UCT Statute, clause 36(3).
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Although the statute allows for their appointment, no
students have been granted full membership of faculty boards,
However, in some faculties it is customary for two or more
members of the students' faculty council to be invited to at-
tend meétings-of the faculty as observers for specific items
or, on occasionh, for the whole agenda,

The Faculty of Medicine, by confining its membership almost
exclusively to full professors and heads of departments, is
giving little opportunity for participation in faculty decision-
making by students or other members of the academic staff, The
faculty, by‘limiting its membership is also limiting the inputs
it receives from other sections of the University and is form-
ing a barrier against influences that may change it. The
agenda of the meetings arediscussed with student leaders before
the meetings of the board, but it is not the students them-
selves who make their contributions at meetings, but the dean
who cannot be expected to be an able substitute for persons
who have different views on life, different cultural and social
milieu, different future expectations, backgrounds and ideals.
It is a large faculty and would not easily find a venue if its
membership were increased beyond its present size, but consider-
ation could be given to a more representative type of govern-
ment for all categories of members,

It has been observed that the deputy principal or the
assistant principal (academic affairs) who share the respon-
sibility of attending faculty board meefings play a very sub-
dued rdle in the faculty decision-masking process. The rdle
is usually to advise when consulted, They have the same
status as an ordinary member of the faculty in decision~
making and considerably less than the head of a department
who often speaks for his department. '

3.1, The Dean of the Faculty

The dean (or the deputy dean in the absence of the dean)
is ex officio chairman of the board of the faculty. The
faculties of Engineering, Medicine and Science have permanent
deans, but all the others are appointed annually by Senate on
the recommendations of the faculties. Block voting by the
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of department will have access to the "instruments of power"

of this office for the benefit of the.department.

This at-

titude is dysfunctional to the proper administration of the

faculty as it promotes sectional interests,

3.1.1.

The Power of the Dean

The part-time deanship carries with it no additional

stipend, although it embraces a great deal of administrative

duties.,

However, it affords the encumbent access to "power

instruments" and great influence over policy making, of which

the following are a few examples:

(1)
(ii)

(ii1)
(iv)

(v)
(vi)
(vii)
(viii)
(ix)
(x)

(xi)

power to process recommendations by clrcular-
power to act on behalf of the faculty in cer-
tain matters;

power to call special meetlngs of faculty,
power to recommend certain temporary academic
appointments;

power to recommend dismissal of members of
staff before the three year probationary period
has been served; |

ability to sustain liaison with other faculties;
influence in goal setting of the faculty; |
ability to exert professional leadershlp and
stimulation;

ability to influence ratification of leave
applications by academic staff;

power to approve requests for funds for eminent
overseas visitors;

knowledge of what is going on in the University
as he receives, as a member of the General Pur-
poses Committee, a copy of all the documents of
other faculties,

The common conception of the phenomenon of "instruments

of power",

mistakenly implies that possession of the instru-

ment of power is tantamount to possession of power itself.
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‘Such a notion is false because it ignores the fundamental
relational attribute of power: that it cannbt be possessed.
The successful exercise of power is dépendent upon the rela=-
tive importance of conflicting values in the mind of the re-
cipient in the power relationship.98 In that the dean can_’
maintain effective control over policy by means of the above
sanctions at his disposal, he has a kind of latent power.
Nevertheless, he does not issue orders to departments -

this action would not be tolerated by,collegiai-minded col-
leagues, His organizational authority over departments and
their policies is distinctly limited and ambiguous,

3.1.2. Role set Relationships

The organizational responsibility of the Dean and his
actual roles often come into conflict with one another, The
dean is in a role set relationship between the administration
on the one hand and the academicians on the other and he is re-
quired to justify to each the decisions or desires of the
other, Deans are also the middle men in the student-academi-
cizn relationship and are expected to advise students, hear
complaints from both sides and represent the case of each be-
fore the other, In many faculties, the dean is the nexus
between the outside professional organization and the univer- -
sity. The deans of the various vocation-orientated faculties
differ in values and role conception from the deans of the non-
vocational faculties,

The primary loyalty of the deans of the vocational-
orientated faculties is very much divided between their pro-
fessional organizations and the University. Their profes-
sional allegiance is dysfunctional to the achievement of the
goals of the University. “Arts and Science deans in general
appear to be more concerned about the University internally,
its students and their problems, than the vocation-orientated
faculty deans because their ties with outside pressure groups

98. P. Bachrach et al: Ibid, p. 19.
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are fewer than those of deans of engineering, law and social

99

science and other faculties,

3, 2. Ozganization of the Paculties

There does not seem to be any definite criterion for the
division of the academic departments into faculties except the
vague notion of the cognation of departments; The divisions
in many cases seem inconsequential. The departments of Poli-
tical Science and Social Anthropology appear to be more akin
to Sociology and Public Administration in the Faculty of
Social Science than to the languages in the Faéulty of Arts
where they are situated, - The Departments of Commercial Law
and Economics appear to be closer in ties to the departments
in the Faculty of Commerce than to the Faculties of Law and
Arts where they are situated,

Ag disciplines have become more diversifiied they have ten-~
ded to encroach into other fields of study, for example:v

Educational Psychology in the Faculty of Education;
Social Psychology in the Faculty of Social Science;
Industrial Psychology in the Faculty of Commerce,

yet all, but the first, are administered by the Department

of Psychology in the Faculty of Science, Great difficulty
is experienced by having departments situated in one faculty
when sub-divisions of sub-disciplines within the department
are required to do moSt of their teaching in another faculty.
This brings about difficulties when staffing is required for |
‘the service departments because neither the home faculty nor
the faculty serviced by the department want to have staffing
requests included on their priorities. It also brings about
difficulties of co-ordination and control of the teaching in
the faculties serviced for they are dependent upon the good
will of the servicing department to provide the type of teach-
ing, supervision and control that they require, Because
departments have different goals, co-operation is often dif-

99. G. Kamerer: Ibid, p.?297.
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ficult to azchieve. A vocation-orientated faculty, making

use of the services of a non—vbcatidn—orientated department,
will have difficulty in obtaining the type of applied know-
ledge it requires from the servicing department, A possible
answer to the problem is to allow divisions of departments to
be created in different faculties under the control of the
serviced faculty., It would then be dependent on the different
divisions to sustain liajison with the main discipline, Some
means of co-ordinating the acitivities of related disciplines
is also required as the faculty system does not accomplish |
much co-ordination. However, it is not the purpose of this

study to investigate this matter further,

3.3. Faculty Goals

The goals of any large organization (such as a university),
states Chester Barnard, are bound to be general and somewhat
imprecise: thus they must be broken down into a series of
sub-goals, corresponding with more precise and manageable
tasks. A basic prescription of scientific management is
the orderly relationship between sub-goals and organization.1oo
It is the task of each department to define its own goals,
taking cognisance of the aims and objectives of the University.
Although faculty boards have the task of co-ordinating these
sub-goals, the more heterogeneous faculties like Arts have
great difficulty in doing so. Co-ordination can be achieved
by greater contact and discussion where problems are analysed,
compromises sre made and individual problems are acknowledged.
This type of liaison cannot be achieved adequately in the
formal board room, but rather by informal meetings and other
types of contact.

3.4, Faculty Procedures

How does decision-making at faculty board level take place?

100, P. Self: Administrative Theories and Politics,'p.6.
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Recommendations are received from departments or individual
members for consideration by the faculty, or are referred to
it by Senate, The faculty's right to be consulted and to
take decisions on educational questions is entrenched in the
UCT statutes:

"No regulation affecting courses or examinations
shall be adopted by the Senate before being sub-
mitted to the board or boards conce:c'ned."'101

3.5. Paculty Boards as Collegia

The decisions taken at faculty level are shared decisions.
The problems are resolved by collegial discussion and decisions
are taken by'a vote of the body as a whole, = The following
are factors that influence collegial-decisibn—making:

(2) All members of a faculty board are regarded as
 equal in status and each has the right to cast

his vote for or against a motion as he sees
fit, but as each member of a department is de-
pendent on the powers of his head of department
for support for promotion, leave, choice of
time-table, this colours his reaction to pro-
posals put forward by his head,

(b) It is mainly the heads of the departments (and

' the professors whose rights are preserved in
Senate) who speak to departmental recommendations
and vho make the greatest contribution to the de-
bating and discussion, '

(¢c) In most faculties there are executive committees
(Heads of Departments, Dean's Advisory Committees)
which consider faculty items prior to the formal
meeting of faculty. This practice tends to

101. UCT Statute clause 39. ..



(a)

(e)

(£)

(g)

(h)

(1)

2,

negate the concept of a collegium fof, in view of
the membership of these executive committees
(mainly heads of departments or former deans)

it is difficult for the faculty board to oppose
thewviews expressed, Moreover, as these commit-
tees comprise.only the top echelon in the faculty
and usally do not have representatives of other
categories of staff or students on them, the

power is concentrated in the hands of these
few,

Some heads of departments do not challenge recom-
mendations from colleagues for fear of reprisals
when their recommendations are put forward, This
is part of the bargaining process that takes place
in faculty decision—making.

The presence of members of outside professional

bodies who often have different goals from those
of the faculty can influence decision-making to
their sphere of thinking, which can be narrow,
professional to the extreme and severely limiting,

The dean as chairman is in a position to influence
discussions and decisions by his regulation of the
proceedings, His interpretation of what is in order;
what may be raised on a certain item of the agenda;
or what line of argument is to be encouraged; what
Questions pressed; what motions accepted; a chair-
man can, within limits influence the line of a com~
mittee's discussion,

A particularly erudite member of a board can also
sway decisions to his viewpoint.

The presence of students at many board meetings,
albeit in some boards only for specific items, can
cause discussion to be inhibited, or decisions to
be influenced in a particular direction.

The Dean can issue a circular at intervals when
faculty does not meet, In this way business is
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conducted without recourse to meetings., the mem-
bers of the faculty are given a period of time in
vhich to object to the items presented in this
‘manner and if no objection is received, the items

- are deemed to have had faculty approval. The pro-
'cedure also negates the idea of a collegium as the
matters are not discussed nor are differing views
expressed.

(j) The Dean as chairman of the faculty board sometimes
acts for the faculty in making urgent decisions,

To give 21l members of large faculty boards a voice in the
decision-making process, consideration should be given to the
formulation of a small representative faculty board, The fol-
lowing categories of members and non-members of the University
could be represented on the new faculty board with the dean and
the pr1n01pal's nominee as ex officio members:

professors

lecturers ,

non-academic staff

members of outside professional bodies
temporary staff

students in the faculty.

The agenda of the new faculty committee could be circulated
to all persons who are concerned with the teaching, research or
administration of the faculty, and they could make their views
on any item known to their representative, The recormendations
of the committee could be circulated for ratification,

3.6, The Scalar System

Although the faculty board takes "collegial decisions",
these decisions have no force or authority unless they are
ratified by Senate and'Council. In this respect faculty is
part of the scalar structure of the University where recom-
mendations from members are required to be ratified by higher
ranking committees for consideration before final ratification
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is given by Senate and Council The diagram on page No,85.
shows the relationship between the faculty board and the
hierarchical committees, '

Faculty members acquire a sense of helplessness when they
are confronted with the vast array of hierarchical committees.
Frustration is caused by the delays in obtaining decisions as
matters are referred laterally.,  The 4nswer +to the prob-
lem appears to be through greater delegation of authority to
take decisions within certain parameters, |

Some matters which are referred to the Senate for rati-
fication such as concessions for students and the re-admission
of excluded students fall directly within the faculty's pPro=-
vince, and as Senate seldom contributes much to these recom-
mendations, and their ratification has become a mere formality,
éonsideration should be given to the delegation'of authority
to the faculty boards to take final decisions in these matters,

3.7. Political Processes

3.7.1. Conflict with Students

Faculty Boards are also subject to the political process
of which the following are examples:

(a) When the pepartment of Accounting excluded over a
hundred full-time students because they did not comply with
the regulations, the Coﬁmerceystudents' Council organized
meetings of the students in the faculty to consider action,
The students drafted a memorandum to the Faculty Board reques—
ting a reconsideration of some of the regulations and recommen-—
ded several changes. Students requested the opportunity to
place their case before the faculty. As the students re-
ceived some support academicians in cognate departments, it
seemed as though there might be strife in the faculty board
and that the issue might escalate and receive great publicity
to the detriment of the department. A joint staff-student
committee was convened and the points of difference were de-
bated, The committee's prdposals to amend some of the regu-
lations in favour of the students was adopted.
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(b) A protest by students in the Faculty of Social
Science about the standard of the lecturing that they were
being subjected to was aired in the student press and the
natter was discussed in the Senate, The protest by the
" students resulted in the resignation of one of the lecturers
concerned and a return to a higher level of teaching,

Confrontation with students could have been avoided by
better communication, discussion of aims and problems so that
each group could learn to understand the other and so that
they could move in the direction of forming a universitas
Magistrorum et scholarium, |

3.7.2. Departmental Conflicts

Most heads of academic departments aspire to building up
their departments so that they have an acceptable standing
locally and abroad. But each department has to compete for
the same scarce funds for staffing, equipment,vrunning eX=—
penses and library grants, In so doing, each department
contributes to the political process of the University for
the procedures for eStablishing priorities, for new recurrent
| posts encourage bargaining and competitidn. The départment
that can manoeuvre the most supporters for its cause invariably
wins the day. A substitute for the bargaining system has been
suggested in a previous chapter of this study.

3.8, The Academic Depvartments
3.8.1. Responsibilities
The basic work unit in the University is the academic de-

partment which controls the teaching and research of its disci-
pline. Some departments also have close ties with outside pro-
fessional bodies who are empowered by legislation to maintain
control over the standards of their teaching. This aspect is
dealt with later in this study. '

3.8 2, Membership _
Although there are no prescribed rules for membership of

departments, usually all the members of staff working within the
discipline constitute the membérship of the academic department,
3.8.3., Administration
‘Bach department has a head who, in most cases is termed

a professor, Some headships rotate amongst the professors
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within the department, but as the heads are responsible for
the Torwzrd planning of the curricula} fie;ds of scholarship
and the like, the responsibility for these functions is dis-
sipated by short term rotation, As the burden of running
a large academic department makes serious inroads on the
teaching and research output of the head, he needs to be di-
vested of some of thesé responsibilities, The American sys-
tem of having chairmen of departments, which are run as com-
mittees, merits serious consideration at UCT, The chairman
can be elected from amongst any of the members of the depart-
ment all of whom participate in the decision—making process,

3.8.4. The Head of Department

The head of the department has a great deal of power over
the other members in his department., He has no obligation to
consult them in making recommendations to higher committees
and if he so desires he can take autocratic decisions on how
his department should function, Besides the right of the
members to academic freedom, the head has jurisdiction over
all departmental matters. The following are some of the
power instruments departmental heads have over the members
of their departments: |

(a) Power to recommend dismissal
before the probationary period has been served;
(b) power to recommend time when leave may be taken;
(¢) power to recommend travel and subsistence grants
and times when they are taken; '
(d) power to secure adequate equipment and supplies;
(e) power to secure clerical work;
(f) power to re-organize and consolidate vacant posts;
(g) power to recommend appointments of junior staff;
(h) power to allocate duties;
(i) ability to exert leadership and stimulation;
(j) dinfluence of class contact hours; .
(k) access to knowledge about the University through
membership of Senate; |
(1) power to make contacts within the University;
(m) power to make contacts with outsiders, and particu-
larly with professional bodies,
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3.8.5. Departmental Goals

Departments are not dedicated to the same views of
social tasks as the governing bodies, but are concerned
with their own type of functional rationale within particu-
lar fields of study., The allegiance of the members is
sometimes more to the profession or discipline in which
they are trained than to the institution as a whole,

The highly professional outlook of some departments is
dysfunctional to the overall objectives of the University.
But in some departments the outlook on University'education
is insular and limited to their fields of learning and they
often have closer liaison with members in the same field
of learning at other tniversities than with colleagues in
cognate fields in their own University. Some have paro-
chial outlooks on their disciplines and confine themselves to
circumstances prevailing in local professional circles to
the exclusion of outside influences from other parts of the
world. ‘

There is a natural conflict among heads of departments
which emanates from the diversity of their interests,vdif—
ferent fulfillment of expectations and different conceptions
of the duties that accompany their posts, The wide variety
of orientation to the outside world is derived in large part
‘from the range of University disciplines some of which are
inward-looking and others outward-looking, totally applied
and pragmatic in approach, There is a natural conflict
"among such approaches when they face problems like student
behaviour, entrance standards, curricula and the goals of
the University. Those which have generally conservative
weltanshauung like Education cannot be expected to perceive
reasons for student unrest, nor can the Engineering depart-
ments be expected to understand the frustrations felt by the
Arts and Science'students.

3.8.6., Departmental Politics

Speeialization has the effect of accentuating differences
among departments and delineating boundaries, It develops
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vested interests and monopolistic claims to certain areas
of development, That is why departments act to prevent
potential disciplines from becoming established as competi-
tion for funds and each prevents the other from growing too
large and encompassing too much,: _ '

Some departmenté have an insatiable desire to grow and
although the University Council may claim that the koffers
are empty and that financial stringency is the order of the
day, they will still endeavour to obtain funds for special
needs as they know that there are unallocated funds held in
trust by the UCT Foundation which can be wrung out of the Coun-
cil.

%.8.7. 'The Individual Faculty Member

The basic unit in the higher educational process is the
individual faculty member on whom the primary authority and
responsibility for the conduct of the academic enterprise

102 He has the prerogative to interpret the subject

rests,
he teaches as he wishes. This academic freedom is limited
for it does not give the member the right not to carry out the
task that has been assigned to him '(provided that it is with-
in hig field of learning), nor does it confer on him the
right not to cover the whole syllabus of that subject, but
only the right to place his own interpretation on the facts
wvhich form part of the subject, and to decide on the method

in which he will impart the knowledge. But in South Africa
he is also limited to teaching matters of a non-Communistic

nature,

&

Faculty's influence is reduced by an apparent indifference
and unwillingness of many members of faculty to devote time
and consideration to aiestions on which faculty's advice or
decision is sought,. Every faculty member believes it is his

102. J.D., Millett: Ibid, p.87
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right to participate in decisidns of importance to higher
education, yet few understand the nature of higher education
outside their own departmental activities. The Principal,
in an interview intimated that the answer to the question of
enlarging understanding of the administrative process is |
 better communication, The present system of faculty boards’
meeting only four times a year to consider recommendations
does not advance understanding of what university administra-
tion is about, Deans and heads of departments can play a
more meaningful rdle in the "education" of members by hold-
ing regular short meetings to discuss policy which not only
affects the members directly, but which affects the whole
- University and by explaining how and why the policy decision
was made, the members can be brought to a fuller understanding
ofvwhat is taking place in thevUnivefsity. The deans who

are involved in much policy-making are a vital link in the
chain of communication and should concern themselves in help-
ing the hesds of departments to impart the knowledge.

4, THE STUDENTS' REPRESENTATIVE COUNCIL

The higher echelons of University governance have dele-
gated considerable power of self-government to students within
‘certain parameters, Students may form various organizations
for social and recreational purposes, : They may also publish.
Over all this activity a Student Representative Council sits
in general oversight. | '

4.1, Membership

The SRC consists of 21 student members, 10 of whom are
¢hosen to represent students in each one of the ten faculties
in the University. The other elevenvmembers are elected by
ballot by the registered students of the University. Polling
is usually very low as the majority of the students who ac-
cept nomination hold similar views regarcéing the student
body's reaction to external political issues, and its oppo-
sition to the government's ideology. = As there is little
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counter thought amongst the nominees, few students are really
concerned about who is eventually appointed to  the S.R.C,
because the student body>is concerned mainly with the national
politics, the viewpoints of nominees on internal matters have
little weight with the electorate.

The S,R.C, has an executive committee of six members plus
the president,

4.2. Functions
The following are some of the main functions of the S.R.C,:

(a) to represent the students in their relations

~ with the University higher echelons; =

(b) to represent the students in their dealings
with other universities in South Africa and
overseas;

(¢) to administer extra-curricular student ac-
tivities,

In student organizations student interests find expression,
activities are organized, pressures to counter anti-social be~
haviour are developed, opportunities for experience in'group
leadership are provided and responsibilities for the community
welfare are shared. Within this frame of reference, the sty~
dent activities have their rdle, Cultural activities provide
for a growth in the personality and sport a release for rest-

less spirits.'1o3

The need for student activities on the campus has been
recognized as they have formed "an integral part of university
life and activity". Steps have been taken to recognize these
services to students along with students' guidance services,
as basic university needs and provision for them has been

mede through the subsidy fo:r'mula.'m4

103. A.D, Henderson: Policies and Practices in Higher
_ . . _ ji{enb] 0T sy Da 3.
104, A,C, Cilliers: Ibid, p.366. R ——
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4,3, Adminigtration

The sporting, cultural and recreational activities of the
students are organized by means of clubs and societies which
are given delegated powers within their constitutions, which
are approved by the University Council and which have power
to spend money from budgets approved by the University Council,
In oversight of these and the other S.R.C. activities is the
Student Affairs Committee which is a sub-committee of the
University Council, over which the assistant principal (student
affairs) presides. The day to day administration of student
affairs is in the hands of the Students Affairs Administration
which falls under the control of the registrar and the princi-
pal.

4.4, Student Councils

Most of the ten faculties of the University have student
councils which are responsible for the "academic welfare" of
the students, They organize get-togethers, talks,-symposia
and other interesting activities for students. The student's
response to his academic environment is, however, usually in-
dividual and seldom organized, The student faculty body is
seldom willing to inform itself on matters like curriculum
structure, academic standards and teaching methods although,
as has been mentioned earlier, they are mobilized into action
in matters affecting their common academic welfare,  The
reason for general student apathy in internal University
mattérs is given below,

4.5, Student participation in University Administration

In comparison with student activity in University adminis-
tration elsewhere in the world, UCT student body has been most
inactive. The main reason for lack of commitment is that
. they are so involved in the wider fromt of South African poli-
tics that they have no time to get embroiled with University
politics unless there are issues which concern them vitally.
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4,6, NUSAS

The S.R.C, is affiliated to the National Union of South
African Students which is the body that co-ordinates the ac-
tivities of students in the four white English-speaking univer-
sities in the following areas:

a, Nused - education
b, Xuswel - welfare

C. Acquarius - cultural
d, DNational polities,

Nusas has endeavoured to the prick the moral conscience of the
public and make it aware of the inequalities in separate de-
velopnent, The students have become such an embarrassment to
the central government because of campaigns for social change
that the central government has endeavoured to curtail their
activities by banning their leaders, The literature on Nusas
is fairly extensive therefore no further details will be given
here.

4,7. Student Attitudes

The UCT student body's attitudes to life which are reflec-
ted in the S.R.C, differ vastly from the norms of society be-
cause: -

a. they are usually young men and women in theéir late
teens and early twenties;

they are usually imbued with‘the_idealism of youth;
they are a large homogeneous, organized group;

they have no dependents;

('D.QJOO‘

they heve little or no responsibilities for their

ovn maintenance; _
f, they are usually drawn from the cultural and social
elite of the community;
g. they have much time at their disposal (at the
cost of their academic careers)§
h. they are drawn from the intellectual elite;
i, they have no ties with organized society other
than their families.



83,

It can be expected therefore that they will form.an‘efféptive
group to counter any moves inside or outside the University
that impinge on their moral conscience.

The student attends the university mainly to prepare
himself for his future career and his life in society. At
University he is given freedom to search and enquire and is
no longer bound by the shackles of his formal schooling,
ew vistas are opened to him by the new disciples he encoun-
ters at the University. He realises that there are great
faults in his society and he tries to right them so that he
can eventually live in a society of which he approves,

The student may not abdicate from his primary responsi-
blllty at the Unlverqlty which is to acqulre knowledge, but
he may also not neglect his secondary respons1b111ty that of
service to society. '

4.8, Procedures : Mass Meetings

The S.R.C. constitution makes provision for the holding
of mass meetings of the student body on matters of signifi-
cance to all students, At these mass meetings the_S.R.C.
seeks support for its policies. Mass meetings function on
the principle of a community of students and matters are dis-
cussed collegially. Five hundred students form a quorum,
Although the S.R.C. is not bound by the decisions of mass
meetings but only by a referendum, the views expressed at
mass meetings carry much weight,

_4.9. The S.R.C., President

The Pfesident is the chief executive officer of the S.R.C.
and ex officio a member of all S.R.C. committees and sub-com-
mittees, He takes the chair at all meetings of the S.R.C.
and the executive and at all mass mee'ting.wo5 ‘Besides his
internal S.R.C. bbligations he represents the S.R.C. in con-
sultation with the principal on policy matters, the assistant

105. By-law No. 45 of the S.R.C. 9/12/66.
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principal (student affairs) Senate and Council matters and

- can on request be permitted to attend Council and ite execu-
tive committee meetings to speak on items of student interest.
In these matyers he acts as the spokesman for the S.R.C,

Moreover, he represents the students in his dealings
with other universities, NUSAS and the public and the daily
press.  Although the S.R.C. president is a full-time student
and only a part-time administrator, the task he fulfills is
time-consuming and demanding; - The student who assumes the
post of S.R.C. president can expect to forfeit at least ome
year of his studies, |

Amongst the students he occupies the position of first =
among equals and has no jurisdiction over their actions.
However, he enjoys a high standing amongst his fellow students
and amongst top administrators, Senate and Council members.

5. CONCLUSIONS

The attached diagram (Fig.II) shows the relationships be-
tween the four governing bodies of the University and the channel
of communications, The following will be noted from the dia-
gram and the previous discussions of each committee;

a, The system is very hierarchical and the line of
of authority between the academic departments is
too long, causing:

(i) depersonalization of decision-making, for
academic departments are insulated from the
top decision-makers by committées and top
administrative officials, It tends to
limit the imputs the top hierachy receive
from departments and individual members of

| staff; N

(ii) great procrastination of decision-making results
as recommendations are referred up the line for
ratification;

(iii) insufficient delegation of authority on routine
matters,
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There is too much lateral transferrence of recommen-
~dations between sub-committees of Senate and Council
which leads to recommendations being considered over
and over again without any significantinew light being
thrown on the subject matter. The following are the
consequences:

(1) There is a great dissipation of tlhe energy of the
top academic staff members who se#ve on these
committees, in time-wasting administrative
matters;

(ii) It also leads to great delays in decision-
making;

(iii) The members of the sub-commlttees,are usually
not specialists in the field of admlnlstratlon

I
they have been assigned to deal with, Conse=-

quently they have to rely on the éxpertise of
administrative officials who deal with the
problems daily. Members of these committees
usually endorse the recommendétioqs of offi-
cials and refer the recommendation to the

next committee,

Power is concentrated in the hands of a (few, the pro-
fessors and heads of departments, with other cate-
gories of members, who have an interes# in the re=-
commendations, being presented with a fait accompli
at official meetings and making their position in
the process untenable, Other categories of staff
and students are given very little reoresentatlon

on the powerful executive committees of the govern-
ing bodies and can only provide checks{and balances
to professorial power by concerted action to have
matters changed through their trade union-like
associations,. More openness is required at faculty
executive committee level so that other members of
staff can also know what is being discussed and have
&. chance of influencing decisions,
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There is a lack of co-ordination between

(1) the activities of the academic departments
brought about by the artificial boundaries
of the faculty system;

(ii) +the Senate and its sub-committees with regard
to policy-making which there committees are
wont to engage in without sufficient over-
sight by the governing body.

The mubtiplicity'of Senate sub-committees which re-
ceive recommendations from many different sources
and recommend to many parent bodies creates great
confusion, The diagram on page 128 (Fig.Q ) at-
tempts to show the involved stfucture of sub-com-
mittees, Consideration should be given to the
amalgamation of some of the sub-committees.

There is a dichotomy between the Senate and the
Council in the decision-making process, Each
tends to insist upon its rights to be consulted
and tends to operate iﬁ isolation from the other
which is dysfunctional to meaningful decision-
meking for the University as a whole.  These
bodies éhould act together and supplement each.
other each with their own expertise to bring
about a unified system of decision-making
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E. JUDICIAL ADMINISTRATION

1, JUDICIAL BODIES

The highest judicial body at U.C.T. is the Council of

the University which has "general cohtrol of the University

106 This does not ex—

and of all its affairs and functions." 4
clude recourse to the courts of law of the country by private
persons or organizations within or without the University for

redress of wrongs.

As a condition of registration, every student is required
to sign a registration form supplied by the University, and
such signature constitutes an acceptance of thé-rules of'the
University published in the general prospectus, including
attention to rules of behaviour, the code of ethics for
student publications and residence rules, Further, students
are required to obey the traffic rules of the campus and the
Student Revresentative Council's rules in respect of behaviour,
The Council's jurisdiction over the students is not confined
to the precints of UCT but also to any conduct outside the
University, including publication, tending to bring discredit

on the Unlver51ty.1o7

The Council has delegated some of its powers to the
Senate to deal with jurisdiction that is more in its province
of authority. The Senate may punish a student for any of-
fence affecting the discipline or instruction of the various
departments, lectures, classes and examinations of the Univer-
sity. The Council itself has retained the power to punish
a student for any other offence not dealt with by the Senate,

The Council has further made the principal (or his deputy
in his zbsence or another officer to be nominated by the Coun-
cil in the deputy's absence) the chief disciplinary officer
0of the University to act for the Council and Senate. He has
the power to deal with any breach of discipline‘or_misconduct
within the precincts of the University or elsewhere. Except

106, Act 38 of 1959, para,.9.
107, Item 3, p.137. of 1972 General Prosoectus.
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for the breaches of the residence'rules all charges of breach
of discipline have to be reported to the principal in the first
instance, The principal has been granted the power to give

a decision on any case himself, The offending student has the
right of appeal within five days of notification of the prin-
cipal's decision to the Senate in Senate matters mentioned
above or to Council in all other matters. The principal may
refer any of the cases he has to deal with to the Senate or

to the Council, The'offending student has the right to appeal
to the Court of Discipline -~ any such appeal must be lodged
within five days of notification of the principal's decision,
If the principal considers that the case is sufficiently grave
he may. refer it to the Court of Discipline instead of giving

a decision himself, '

2. COURTS

The University's constitution empowers it to sit in
judgement on a member who has accepted its rules and who is
charged with misconduc%. In dealing with such matters, the
Council will be acting very much like a court of law.>. The
Council has brought into being three courts to deal with
disciplinary matters. Their place in the judicial administra-
tion is depicted in the following diagram (Fig. I.):

(Fig, I.) University Judicial Bodies | ' 9
. \\‘ 3 {/ .
Council o ﬁ‘CwAﬁfg
A
| Senate
- Court of
-Discipline

Principal

/

Student ‘ Wardens of ‘ Traffic
Court ' Residences . Court
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a, The Traffic Court deals with all of the University
campus traffic regulations, The University employs traffic
officers who are responsible for the smooth flow of traffic
and the correct parking of motor vehicles on the campus,

They may ticket an offending vehicle in which case the offender
may pay an admission of guilt of one rand or appear before the
court, The court may further deal with any act of disrespect .
to the court, failure to obey a University traffic officer,
failure to pay a ticket or failure to appear before the
court when requested to do so,

b, The Student's Court. deals with improper behaviour at
any student meeting or gathering, irresponsible behaviour by
an office-bearer of a student club or society, wilful démage
or defacement of S,R.C, proverty, failure to comply with
S.R.C, resolution or summons, The fines that may be imposed
on students by this court are the following:

a reprimand, a fine not exceeding thirty rand,
deprivation of holding student office.for two
years or of wearing university colours or a
combination of these fines, '

The guilty person may appeal in the first instance to the
principal and thereafter to the Court of Discipline. All
proceedings taken by higher courts will mean a discontinuation
0of the activities of this court,

The court comprises three permanent members and two stand-
byes drawn from students in the last two years of the LLB class
nominated by the University Law Society. Members hold office
for one year, '

¢, The Court of Discipline is composed of six members;
the chairman of council, the principal, two additional members
of Council, two members of Senate, The principal is not a
member of the court in the cases of appeal against his de~
cision, One S.R.C. member may be co-opted. The chairman |
of the court is a council member, and is usually a lawyer.
The person found guilty may appeal either to Senate or Council
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depending on the nature of the offence, who then become courts
of appeal, The accused may bring along a "legal" adviser,
The court is required to submit a report of the proceedings
and decision in each case to the Council or Senate whichever
is applicable, |

3. PUNISEMENT

- The punishment that may be inflicted on any student is
confined to those listed in the following table:

Fig. J. PUNISHMENT FOR STUDENT OFFENCES |
TYPE OF PUNISHMENT Council Senate Principal

Deprivation of a degree improperly X

obtained
Expulsion from the University .. .. X X
Rustication ' X X
PecuniarylFines X X | x igg.
Deprivation of the right‘to use the

library or to participate in any - <

student society or club or in any
University association or activity

Any other competent sentence which
in the circumstances it may con- X X x
‘sider appropriate S

_ . max
Suspension from attendance at *
cfasses : X x m8ﬁ%h ‘

4, STUDENTS IN RESIDENCE

Students living in the University residences are under
the discipline of the wardens who are responﬁﬂﬂe to the Council
through the principal. They stand in loco parentis to all
minor students in their residences and are empowered'to act

for them and for other students in residence in any emergency.m8

108, General Prospectus, 1972, p.115.
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The students in the residences are required to comply with the
residence rules published in the general prospectus of UCT

and the house rules which are issued by the warden, The
warden may fine students a maximum of twenty rand or deprive
him of residence colours, the right to hold residence office,
or the right to have a motor vehicle at the residence or

even expel him, But the student has the right of appeal to
“the principal whose decision is final,

5. THE UNIVERSITY'S ATTITUDE TOWARDS STUDENTS

The rules for the behaviour of students indicate that
the legal doctrine - in loco parentis - is enforced in the
University. Should the governing bodies maintain this atti-
tude or should the students be regarded as full members of
the University? 109 Students resent a paternalistic at-
titude being adOpted towards them, They are adults or
adults-in~being, many of whom have had experience of fighting
for the safety of their country against the insurgence of
terroristes on the borders. Others have worked for a time
to provide funds to pay for their studies. They want to be
treated as adults even though they do notalways behave as
adults, ~ The University authorities, the general public and
the press sometimes make an issue of sei, liquor, cars,
general appearance, late visiting hours and student pranks,
but to condemn their practices in this regard is to point a
finger at the more adult members of society whose pattern of
living the young set are attempting to emulate, The be-
haviour patterns of the students are more noticeable
as they are banded together as a group of eight thousand.

Some sections of the University have adopted the view
that students are part of the academic community and that they
should be consulted in the making.of new policy that will af-
fect them and students to come vitally. The principal in

109, G. Kamerer: 1Ibid, p.303.
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an interview stated that "frdm the amount of experience gained
at UCT, the University's policy formation had been enriched,
not vastly but significantly and valuably, by student par-
ticipation in decision-making,"

Because of the responsible attitude of students towards the
organization of their own affairs, their responsible behaviour
in response to the use of physical force on them at protest
meetings by members of the police, their mature outlook on
the problems of society, and their known intelligent parti-
cipation in decision-making at faculty board meetings and in
the Council, consideration should be given to the repealing
of most of tbe rules for discipline, If a professor is
fined by the;courts of the country for drunken driving and
in this way brings discredit to the University, he is not
brought before the court of disciplihe or the principal to
be reprimandéd or fined, If a senior lecturer is dressed
in a slovenl& manner, no senior staff member will reprimand
him; nor will another member be taken before a traffic
court for not complying with regulationsand refusing to pay
fines. “

It is also doubtful whether any‘of‘these rules act as
deterrents to student pranks and thoughtlessness. It is
noticeable that with over eight thousand students, there
are few acts requiring recourse to the judicial administra-
tion of the University. Students appear to have a more
mature attitude to life than the rules seem to imply. It
is necessary to have rules for the orderly procedures, but
these rules should apply to all members of the University.

6. CONCLUSIONS

a. As students are full members of the University, there
should not be discriminatory rules regulating their behaviour.
Rules should apply to all members of the University.

b. There is no division in the poWers of the legislative
and judicial powers of the Senate and the Council. Nor is
there a division between the executive and judicial powers
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of the principal. The students are given no safeguard to
check the arbitary powers of the governing bodies over them,

c, It is only in the rules for the procedures of the Court
of Discipline that special provision has been made for the
accused to have preseﬁt with him during the proceedings an
expert legal adviser to help him to defend his case,.

d. Use is made of laymen as members of committees to inter-
pret the rules and regulations governing discipline and to
apply them to specific cases of mi sdemeanour, Considera-
tion could be given to the use of the expertise of members

of the Faculty of Law to ajudicate in the place of all the
bodles mentioned,
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F, THE EXECUTIVE LEADERSHIP

1. DUTIES AND RESPONSIBILITIES OF THE EXECUTIVE LEADER

University administration is in its essence the process
of carrying out the will of the University's governing bodies,
These bodies can only be expected to pass very general regu-
lations as they have too much business to deal with at normal
statutory meetings, Moreover, it is undesirable that the
legislature should, by going into details, endeavour to cover
all cdntingencies and possible implications of decisions and
create a too rigid system of law enforcement, This would
mean that they would have to legislate for individual cases
which would create more work for themselves, The governing
bodies usually give their executive officers very wide dis-
cretionary powers to implement their policies in accordance
with the aims of the institution and the spirit in which the
decisions were taken., (They gauge the spirit of the decision
from the nature of the discussion that took place in the méet-
ing at the time when the decision was taken). They are also
required to ensure that the policies'are functioning well,
and if they are not, it is their duty to draw this to the
attention of the governing body for possible amendments,

The executive officer by identifying himself with the
governing bodies in working out matters of policy, is placed
in a position to serve as their spokesman and advocate in his
relationships with other individuals and groups.110 One of
the tasks of leadership is to build purpose into the institu-

11 Members of a university need to be reminded of the

tion,
main purpose of their work although it is embodied into their
everyday activities. The aims that the individual members
strive for tend to be confined to their narrow segment of the
University, and they need to be made aware of the wider purpose
of the institution, and require also to be taught how they fit

into the overall structure. The principal can make members

0. A, Henderson: Ibid, p.227.
1. P. Selznick: Leadership in Administration, p.62.
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aware of their commitment through personal contacts, the
example of his own behaviour, his reaction to social issues
as reported in the daily press and in public appearances, and
also through the Academic Freedom Committee, '

(As the executive officers of the faculty boards, academic .
departments and the S.R.C. have already been dealt with, the
comments in this section will be confined to the office of the
principalship.)

2.  AUTHORITY

Although the Statute states that the chief executiVe_
officer of the Council is its chairman, it has been reallzed
at UCT that it is not practical to have an "outsider" who only
serves the University on a part—tlme ‘basis and whose contact
with the University is usually confined to at most a few after-
noons a month, serving in this capacity. Council has used
authority conferred on it by the Act "to prescribe the powers

and duties of the prlncipal"112

and has appointed him as
"Council's chief executive officer who must keep the University
before the community on the widest possible front, making known

its work, policies and needs".113

The principal can be regarded as the chief executive of-
ficer of the University because of the following and previously
named functions he carries out:

(a) The chairman of the Senate and of the Committee
of Deans,

(b) The chief executive officer of the Senate,

(¢) A member, ex officio, of all committees of
the Senate, 114

(&) Ee has also been given "general supervision
over the University". 115

Act 38 of 1959, section 6,
Council Minutes of June, 1966,
Statute clause 6.

Statute clause 5.
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3. EXECUTIVE TEAM

The Council has appointed the following executive leader-
ship team toassist the principal in carrying out the multi-
farious activities which form part and parcel of his post:

the deputy principal
the assistant principal (academic affairs)
the assistant principal (student affairs).

The executive team is called together at least onee a week
for informal discussions on matters that fall under their res-
pective supervision and to keep one another informed about ac-
tivities and problems, (It is significant to note that the
registrar, the chief administrative officer, also attends these
weekly meetings, as this amplifies the tenuous nature of the di-
vision between the two powers, executive and administrative).
Bach executive has been assigﬁed certain responsibilities which
are depicted in the attached diagram (Fig, K). The principal
has the task of supervising and co-ordinating all the activities
of the executive team, The main tasks of the executive leaders
are the following: |

a, guidance of Senate and Council

b. co~ordination of policy

c. supervision over areas of responsibility
d, motivation of members of University

e. planning for the future

f, initiation of new developments.

The executive leadership team also has to endeavour to
achieve consensus among persons within and without the Uni-
Versity with widely varying values, Because of the ovef-
lapping duties, consideration could be given to the formal '
division of the activities of the principalship into two dis-
tinct fields as is done in the U.S.A. where the president is
responsible for the general administration of the univérsity
and the provost is responsible for the academic administration,
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The UCT system has too much overlapping of duties and requires
much co-ordination of activity. The post of principal is
beset with problems of span of control as he is ultimately
responsible for the execution and implementation of all of
the Senate and Council's decisions although his deputies have
more specific responsibilitiesvin the major fields assigned
to them, The principal's responsibilities also embrace
student (non-academic) matters for although much of the re-
sponsibility has been delegated to the assistant principal
(student affairs), the former has retained the all embracing
responsibility for general direction and supervision of this
activity.

The Council has also assigned to the executive officer
the following specific duties: '

a., Relationships with the public,
b, Relationships with the government of the day.*

4, DIFFERENCE BETWEEN EXECUTIVE DUTIES AND ADMINISTRATIVE:

DUTIES. :

The executive leaders are not expected to be responsible
for details of general management which arise in the normal
day to day conduct of University administration, for they
are supported at high levels by senior expert personnel known
as the registrar's staff, who cover among them a variety of
the operational and functional activities of management, The
executive leaders' role in relation to the registrar's staff
is primarily to direct and co-ordinate the interpretation of

116 There is a very thin

policy into executive action,
almost academic dividing-line between administrative power

and executive power for although the latter is more concerned
with university politics and in the proper apportionment of
scarce resources and with "translating into practice politi-
cal dGCiSa%%F which are independently derived from other

sources", than the registran the dividing-line is always

* Interview with the Principal
116. G,E, Berkley: Ibid, p.16.
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an artificial one, "drawn as a2 matter of institutional con-
venience, between the broader or narrower, and the more
general or more detailed aspects of government decisions," 118

5. ROLE = SET RELATIONSHIPS

The principal's role-set relationships between the follow-
ing bodies makes his task of co-ordination a very complex and
difficult one:

(i) Government and the University regarding national
politics,
(ii) Committee of University Principals and U.C,T.
(iii) Public and U.C.T.
(iv) Mass media and U.C,T,.
(v) Outside autonomous organizations and U.C,T,
(vi) Other universities and U.C,T. _
(vii) Local government, provincial government and U,C.T,
(viii) Staff associations and Senate and Council.
(ix) Student body and Senate and Council.
(x) Senate and Council,
(xi) Sensate 2nd Council and individual students.
(xii) Senate and Coﬁncil and individual staff members,
(xiii) Administrative officers and Senate and Council.
(xiv) Student press and publications, and Senate and
Council, -

He has a dual character to fulfil in each of his relationships
with the persons or bodies mentioned above.

The various.internal roles performed by the principal do
not appear to be consistent, He is required to represent
Senate before Council in the academic sphere-ahd Council be=
fore Senate in the general sphere of administration, but he
is also required to represent each of these bodies in their
relationships with the interest groups in U.C.T. and before

118. P. Self: Ibid, p.149,
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other individual members of the University, but each of the
governing bodies does not necessarily hold the same viewpoint
on any one issue, In fact, in matters like student demonstra-
tions, the bodies can have differing views which he has to
represent one to the other as well as to other groups. In
this function the principal has to perform a chameleon-like
operation-and he has to assess whether his roles in any sphere
of activity are functional to the purposes of the Univérsity.
The prinéipal has to represent to the gbverning bodies wvarious
UCT member groups who, in many cases, are motivated by self-
interest, He both shares in the decision-making process,
and at the same time, has not only to abide by, but publicly
to give effect to whatever decision is made, When it comes
to execution of decisions, he Operatés'ﬁnder a system of
restraints, He has an overriding duty to be fair: he has
not the freedom of comment, but only the rigorous discipline
of impartiality as he is seen as an embodiment of all the
decisions and doctrine and policies that make up the creed
of'the‘University of Cape Town,

6. PLARNER

He is one of the few persons who has a total view of the
University's work. With the best will in the world, men whose
mein responsibility lies in a selected given field are hampered
by their own specialism from seeing an overall bdl anced view

of policy.119

The professor sees only his speciality; the
departmental head concentrates upon his deparfment, the dean
upon his faculty; the council primarily give attention to
financial and material matters, The principal seesthe whole
and hence he has the best opprortunity and the most insistent
obligation to plan for the future. Planning, however, is
based to a large extent on the availability of sufficient
funds., - The planner must be able to make projections into

the future, but where the knowledge of the amount of the funds

available for the future is not known, as has been the case

- 119. G, Berkley: Ibid, p.16.
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at U.C.T., planning is inhibited and developments are restricted.
The chief bodies on which he serves for planning U.C.T.'s
future are the Committee of Deans for Senate plamnning and

the Finance and General Purposes Committee for Council.

T, POVER

The principal has little formal authority and yet a great
deal of responsibility. - "Many e president (principal) has
undoubtedly wished that he could give a military kind of order
to someone just once or at least circulate through his staff
and faculty a memorandum in the stern language of a directive
of a bank president".120 Absolute authority is abhorrent in
higher education because of the tradition of the university
being a community of scholars with the principal as primus
inter pares in the community. Moreover, when implementiﬁg
decisions it is necessary in some sense to obtain the consent
of those governed, 121

The principal has many power instruments available to
him and it requires a2 man of great integrity not to misuse
them for there are few checks placed on his activities. The
principal has no power to act on behalf of the Senate as the
Senzte may not delegate suthority to one person. ( The Act
has not conferred this power upon the Senate as it has done
for tke Council, but by tradition,the chairmen of committees
at UCT heve alweys acted for their committees in matters of
urgency.) The principal tekes upon himself the full responsi-
bility of mcting for the Senate in matters of urgency which
cannot wait to be sent alorng the normal channels. In law
any member of a committee who acts for a committee without
being legally authorized to do so must bear the consequences
of his actions if he is called to question, The principal
through his association with the Senate can gauge their will
and usually acts for them when he knows that his actions will
receive.their full support. He has authority to interpret

120, H.VW. Dodds: The Academic President, p.72.
121. R.L, Kehn et al: Power and Conflict in Organlzatlons,
p. 27.
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policy as he sees fit, Because of his knowledge of the Uni-
versity, his post is respected in the Council and he will be
able to muster support to baulk almost any motion under con-
sideration or steer through a proposal of his own drafting,

if he so desires, He also has the task of adjudicating in
cases where students have contravened the rules of University
and although the student may wltimately appeal to Senate and
Council, the principal's power in these bodies is so vast

- that, if he so desires, he can influence the adjudicating body
to support him, He is also the final arbiter of student com-
plaints about the administration of policy by administrative
officers and academic staff, |

-Reference has already been made to the advisability of
a division of his powers. The following are in broad terms
the forms of power available to the principal:

(i) Judicial power;
(ii) ZLegislative power;
(iii) Executive power;
(iv) Administrative power,

8, INFLUENCE

The task of University leadership is that of "utilizing
human, financial, physical and spirirual resources to fashion
an educational institution that persistently accepts new
methods and programmes but insists upon enduring values," 122
The distinctive attitudes of UCT for a free society and equal
rights and privileges :for all persons irrespeétive of race,
colour or creed are the product of accumulated experience and
tradition, and are influenced to a great extent by the per-
sonalities of its pre-eminent principals.123 A conservative
executive officer will tend to play down the traditions of
UCT in favour of compliance with prevailing norms. Conse~
'quently, when there is a change in the leadership to a more

122. J.J. Corson: Ibid, p.27.
123, P. Self: 1Ibid, p.92.
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radically minded person, the‘change carries with it a distinct

change of the institution as a whole,!24

The influence of the principal determines to a gfeat
extent the relationships UCT has with any outside bodies
whose philosophy may be in conflict with UCT's,

9. RELATiONSHIPS WITH THE GOVERNMENT OF THE DAY

It is a very strong challenge #o any principal to remain
loyal to the traditions of UCT and to the principles for which
it is strongly decided and to have satisfactory relationships
with the government of the day, because of the differences in
their philosophies, Neverthelees, the principal has to en-
deavour to achieve this aim.* Théﬁihter-relationship between
. UCT and the government of the day can be made more creative
provided there is mutual trust and confidence.*

10. RELATIONSHIPS WITH THE STUDENT BODY

Students want to be involved in the formulétion of Uni-
versity policy,'but as policy is made at many levels of ad-
ministration in many committees, the principal, if he wishes
student leaders to be involved in the process, has to be alert
to the necessity of ad hoc consultation with themX

His attitude towards students, either as fellow members
of the University or as a guardian over them will determine
to a great extent the creativeness of their relations, ' Fur-
thermore, the differences in their basic philosophies and at- _
titudes to the society of which they are a part will determine
the amount of co-operation or conflict there is in their inter-
relationships.

11. FORMULATION OF PROCEDURES

One of the.most difficult tasks with which a university

124 From an article in "Varsity", 13/10/72.
* Views expressed by the Principal at an interview.
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leader is confronted is the formulation of procedures, for he
has to deal with specialism personified in the academic members
of thé University, each of whom tends to project hié own per-—
sonality and needs to the fore with the consequence that proce-
dures are nullified. This factor creates greater open-endedness
in decigions and increases the number of interpretations of de-
cisions a principal is required to make in the normal day to

day operation of the University. ‘

12, CO-ORDINATION

The principal's main function is to co-ordinate the policy
made by the Senate sub-committees into an overall academic
policy for the University. But at the same time he is re-
quired to glean items of policy from the non-academic sector
of the University and marry them to the academic policy recom-
mendations to form a UCT policy.  Individual members of the
executive leadership team attend all the meetings of both sectors
of the University, and it is through their knowledge and ex-—
perience of activities of the University that a co-ordinated
policy can be achieved, However, the plethera of Senate sub-
committees and the complex system of reporting (described else-
where in this study) make co-ordination a difficult task, which

could be overcome by 2 division of the duties of the principal-
| ship into specific areas of responsibility as explained earlier,

13, CONCLUSIONS

The rdles that .the principal is required to fill in the ad-
ministration of the University are numerous and bring about prob-
lems of

(a) span of control

He has the task of co-ordinating the activities of the
academic, and non-academic sectors inside and outside the
University, but as the activities are so vast, he cannot
give each aspect the attention it merits. Therefore,
there should be a sharper division in the responsibilities
of the executive leadership team to allow each member to
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concentrate specifically on his field of competence,

(b) chain of command,

He is required to motivate the members of the
University to a greater achievement of purpose, yet
he is insulated from the individual members by other
persons in authority like deans, heads of departments,
sectional heads and student leaders, Consequently,

“there should be greater delegation of responsibility
to these members to achieve the necessary activation
of their respective members,

(¢) division of powers

He has vast powers over law making, law enforcement
and law adjudicating which could impinge upon the demo-
cratic rights of the members of UCT; +therefore, there
should be a division in these powers to limit the scope
of the principal's authority.

Furthermore, the principal's duties are fraught with inconsis-—
tensies, '

(i) He has vast power of implementation of policy, yet he
hzs to contend with organized groups of students and academi-
cians whose goodwill and co-operation must first be won to make
the decisions administrable,

(ii) The ambivalence of his rdles in the Council and in the
Senate, between the academicians and the students, between the
academic sector and between the University and the outside world
make his r®le in the University an unenviable one, for his actions
will never be considered as right by all sections at the same
time, and he can expect to be continually the subject of criti-
cism, Nevertheless, he is the guiding light steering the in-
stitution on a path which is dictated by his life and world
views.
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G, THE REGISTRAR

1. DESCRIPTION

The administration of any human enterprise consists of
discernable interrelated activities,

(a) the meking of decisions, which
(b) are programmed into a plan for implementation
(c) are communicated to all who must carry them
out,
(d) are controlled to ensure that they are carried
| out as programmed,
(e) finally are appraised in the light of results
and new conditions,125 ' |
The officer in the university who is responsible for the
policy implementation, communication and appraisal is known as
the registrar and his staff are known as administrative officers,
The registrar derives his duties from the Statues which state
that "the Council shall appoint a registrar of the university,
who shall be its chief administrapive officer, and such other
administrative officers as the Council may from time to time
determine,. The duties of administrative officers shall be de-
termined by the Council subject to the provision of the Statute
and the Joint Statutes,"126 _ _

Although the Statute refers to a particular officer within
the University structure as the registrar and differentiates be-
tween the registrar and other administrative officers, in prac-
tice in University committee meetings, all the administrative
officials are referred to as registrars and all letters, agenda,
minutes, notes and reports are issued in his name,

2. DUTIES

The registrar is concerned with the rdle of facilitating
the work and implementing the decisions of the governing bodies

125, R®.H. Litchfield: "Notes on a General Theory of Adminig-
tration", ASQ, June 1956, p.?3.

126, Statute, section 55,
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of the University. As secretary and administrative officer,
he is the guardian and adviser of the committees and may in
this Capacity be called upon to assert the rights of some of
the members, especially in matters of committee procedure,
even against the chairman, 2! but he and the chairman (in
the case of the Council, the principal acts as chief execu-
tive officer for reasons stated elsewhere) must work in close
co-~operation,

The Principal, in an interview, gave the following opin-
ion on the role of the registrar's staff in the University
admini strative process, "While I accept that in a univer-
sity, it is primarily the academicians who plan the way for-
ward, assisted by the university administrative machine, I
believe that as part of the whole process, the administrative
personnel acquiring, as they inevitably will, a lot of ex-
perience and I hope ideas, should contribute from these ex-
periences and ideas to the improvement of the academic pro-
cess, that they should be making suggestions to academics and
should not regard themselves entirely as the tools of the latter."

3. RELATIONSHIP WITH EXECUTIVE OFFICER

According to Lord Recliffe-Maud, the administrator should
have a common mind with the executive officer.128‘ The prac-
tice in state administration is that there is an almost indi-
visible link between the cabinet minister and the state secre-
tary, and they are both part of a team responsible for making
policy and the execution and administration of poliey. The
essential difference between the roles of the executive officer
and the registrar is the distinction between higher and lower
levels of value judgement.129 The registrar's task is one
having more stability and routine, But in 2 university which

127. K,C, Wheare: Government by Committee, p. 39.
128, P. Self: Ibid, p.165,
129, P, Self: Ibid, p.151.
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does not have an electorate that can change the government at
its will, there does not appear to be a valid distinction in
their duties to merit there being a chief executive oﬁficer
and a chief administrative officer. This matter is pursued
later on in this section,

A university requires a very close working relationship
between the principsl and the registrar; the chairman of Senate
and its 2dministrative officer; and the dean and the faculty
administrative officer. Any conflict in philosophy can lead
to serious problems about implementation of policy decisions,
which is especially true of UCT with its liberal spirit,130
because it is required to have dealings with the government of
the day; the public; and with students; where there can be

conflicts in views,

When state governments change in many overseas countries
like France and Germany, there have been changes in top-ranking
admini strators, How far need the University adhere to this
practice? If there were 2 change from a more conservative to
a more liberal-minded leader, the administrative staff would
have to adapt themselves to the new outlook otherwise conflicts
- would arise about implementation of policy. The philosophy
of the University permeates among all members and eventually a
collective personality emerges even though all members might
not hold the same views.131 A new recruit to the administra-
tive staff is inducted into the established methods and atti-
tudes which he will tend to copy (or oppose). He may become
so frustrated at the differences between his attitudes and the
institutions that he will resign his post.

At UCT the practice is that the registrar draws up the
agenda for the meetings in consultation with the chief execu-
tive officer and briefs him on the contents of a2ll committee
documents. The executive officer also unofficially approves
the minutes of the meeting before they are issued to ensure
that the decisions contained therein are administrable,

’

130, ©See reference to E.A., Walker under "Aims",
131. P.Self: Ibid, p.92,
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4, THE RESPONSIBILITIES OF THE REGISTRAR

The status of the registrar as a second string to the
principal, having to obtain his approval for all budgetary
matters, procedures for the appointment of staff, and student
matters is not reconcilable as the registrar's staff comprises
experts in the field of finance and business management who
make a study of university budgets and accounts, The regis-
trar should be given the status of business manager in charge
of personnel, budgets and accounts, the physical plant, traffic,
purchasing, auditing, residences, refectories and the provision
of food services., He could maintain close liaison with the
principal on matters of general administration, but could re-
port direct to the Council on matters falling within his port-
folio, The registrar's remaining duties could be placed in
the hands of specialized staff under the supervision of the
members of executive leadership team., the academic section
under the assistant-principal (academic affairs) and the.studént
affairs section under the assistant principal (student affairs).

5. ROLE - SET RELATIONSHIPS

The registrar has a rdle-set relationship with the princi-
pal and the committeeshe services in regard to the recording
and the implementation of their decisions, as his interpreta-
tion of the discussion might be at variance with the executive
officer's which could lead to conflicts, The registrar also
has a rdle-set relationship with the Council and the students,
and the Cduncil and the staff, when it comes to implementing
decisions, for he has to represent the Council to the members
of the University and the members of the University to the Coun-
cil, having in many cases to justify decisions that he or his
staff were instrumental in formulating,

6. FACULTY ADMINISTRATIVE OFFICERS

The lower rung administrative officers have rble—éet re-
lationships between dean and students, dean and staff, dean and
heads of departments, and dean and outside bodies., Conflict
will be at a minimum when the dean or one of the other is domi=-
nant in the relationship. It has been observed that the faculty
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administrative officers play & very subordinate rdle in faculty

atministration. The following reasons have been observed for

this:
(a)

(p)
(e)

(d)

(e)

(£)

large turn-over of administrative officers owing

to perceived low status and low salary;

lack of knowledge of the University administrative
process; | ,'

lack'of knowledge about administration in general
through lack of formal training;

chain of command from the registrar is very hazy.

(see attached organizational chart, Fig. L)

There should not be four and five superior officers
from whom an officer receives orders as this leads

to confusion and even allows an officer to play one

off against the other, There is too much control

over their activities by too many superior officers.
lack of communication and co-ordination between various
officers dealing with students, i,e., residences, records,
fees, scholarship and bursaries; '

physical alienation from departments in the faculties
because of the centralization of the administration.

The main problem is lack of status which could be remedied

in the following manner:

(1)
(ii)

(iii)

the employment of more highly paid, trained officials
the provision of further in-service training by

means of weekly meetings

the provision of better information on wvwhat is going

on in the'University.

The problem of status of faculty officers appears to stem
from the misconception that they form part of the hierarchical
general administration structure, whereas they function more
like technical experts each dealing with specific administrative

tasks which are related in some aspects, but because of the dif-

ferences in regulations, philosophy, composition and scope of the

various facuvlties, each requires a specisl type of knowledge.
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There should be greater co-ordination of allied adminis-
trative activities under the supervision of faculty officers.
Matters like registration admissions to residences, accommo-
dation, scholarships, loans, bursaries, student records, exami-
nations, exclusions and graduation should all be under their
control, and there should be close liaison with other officers
on other matter concerning students, like student health ser-
vices, cultural, sporting and recreational activities,

7. COMMUNICATION

There is a general lack of lateral communication between
members in different sections of administration and between
section and section about activities, plans and problems.
Sectional staff meetings are held too infrequently and general
staff meetings seldom, Communication between members is
usually by means of impersonal circulars from above laying
down the rules and procedures. Communication up the line
is baulked by the excessively long chain of command requir-
ing recommendations to be transmitted from bne head of de-
partment to the other for approval,

The arrangement of offices into little cubicles, insula-
ting staff one from the other could be off-set by having short
weekly meetings of members, Informal communication between
members is also hampered by there being no tea breaks, when
members can meet in a common-room to discuss matters informally
amongst one another, The formation of an administrative
staff association to bring members together informally through-
out the year merits serious consideration, It would also add
to the status of members of this category of staff by acting
for them in a trade union-like manner,

8. THE ADMINISTRATION OF ACADEMIC DEPARTMENTS

Large academic departments have considerable administra-
tive duties to perform which have to be apportioned among mem-
bers of their academic staff, as the procedures of the Univer-
sity do not make provision for the use of support staff from
the registrar's office for this purpose. However, independent
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administrative staff can be appointed fo carry out departmen-
tal duties under the direction of the departmental head, from
funds a2llocated for écademic staff, Either method of coping
with departmental administrative duties creates considerable
problems of co-ordination of activity between the departments
and the faculty administrative officer, Consideration should
be given to the provision of a team of administrative support
staff situated in the faculty to provide services to the facul-
ty and its departments,

9. REGISTRATION OF STUDENTS

The Universties Act requires every student to be registered

132 Attempts to achieve the registration of eight

annually.
thousand students physically within one week results in great
frustrations, as students are required to stand in long queues
for hours, and academicians have to sacrifice their time on.

an operation which could be performed administratively in the-
following manner: '

Near the end of the preceeding year, returning students’
should have registration forms sent to them by mail, confaining
- all the data from their records punched out by computer, as
well as information sheets informing them of choices in sub-
jects, Students with no queries about their course of study
could complete the forms and return them to the registrar,
Students requesting more information on their curriéula“could
either enter into correspondence with the dean, his representa-
tives or registrar, or arrange to see them personally during
the period up the start of the new academic year.

New students, after compléting an initial application for
entry to the University, could be processed in a similar way.
Any changes that need to be effected on the registration form
once submitted could be done by means of correspondence,

10, THE BURBAUCRATIC PROCESS

The bureaucratic process usually formalizes decision-

132, Act 61 of 1955 section 10(2)
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meking and although it delays the implementation of decisions,
it provides definite rules and procedures which must be followed,
But at a university the academician often disregards bureau-
cratic procedure when dealing with regulations for students and
makés special concessions for them where he deems fit, Testi-
mony of this statement is provided by an examination of the
number of concessions to regulations awarded by heads of de-
partments allpwingvfor the relaxation of the entrance require-
ments, rules for attendance at lectures, put-through require-
ments or examination requirements, As each department head
has few restraints imposed on his powers in these matters, an
observatibnjwhich is substantiated by the fact that there

were only sixz objections lodged to the thousands of conées-
sions which were recommended to the Senate in the first two
hundred and‘thirty Principal's Circulars, only four of which
were sustained. " The administrative officer is never quite
sure whether approved rules and regulations will be adhered

to by departmental heads and has therefore constantly to refer
cases to them for decision, The administrative task does not
entail as much implementation of rules and regulations as pro-
viding machinery for the exceptions to the rules.  There is
never certainty about the implementation of regulations as
students have different criteria for requesting the relaxing

of regulations. Consequently, there is more involvement be-
tween the law enforcer and the law maker than in other organi-

zations.

He also has difficulty in carrying out rules and regulations
of the Senate and the Council because there is never certainty
about their strict application to academicians who can claim
special privileses because of the nature of the problems of
their disciplines, ' '

11. ©SYSTEMS AIALYSIS

The administrative officer can help best to achieve the aims
of the University by scientific methods of appraisal of the needs
of the academic departments. The following comments on the
need for grester planning were made by the Principal in an
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interviews: "Where the administrator seeks a ° solution to
problems which is not automatically evident by an application
of rules and known policies, he does have the further require-
.ment of needing to identify trends and, perhaps from statis-
tical data, to identify directions in which things are moving,
and to foresee problems that will emerge if action is not

taken in time; so that part of the administrative process

is not merely a routine daily activity of applying rules, regu-~
lations and policies to situations, but foreseeing. - Now,

this means that whose who are occupied in these activies must
have both encouragemént and time'to do this", With the assis-
tance of the systems analysis approach to decision-making, where
all aspects of the decision will be considered in the light
of the purposes and the requirements of the~institution, more
meaningful decisions can be taken. (This system has been dealt
with under "Structure".)

12, APPRAISAL OF POLICY

Some appraisal of the decisions taken by governing bodies
is necessary and the pérson in the best position to carry out
the appraisal is the implementing officer for he comes into
contact with the students and staff on whom the policies are
implemented and gets to know the shortcomings in the system,
Systems at UCT are usually only changed when'proéedures be~
come so out-dated and unworkable that the academic staff bring
about pressure for changes, or by the introduction into the -
system of outsiders who find the procedures unworkable, The
adoption of a more critical view of procedufes can be accom-
plished by ensuring that members of the administrative staff
receive a sound grounding in administrative theory and prac-
tice,

13, THE TIINANCING OF ADMINISTRATION

The financing of the administration as 13.5 per cent of
the teaching component allows little scope for re-organization
of duties and employment of highly skilled staff, The tying
of the administration component in the subsidy formula to
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student numbers is unrealistic as some areas of UCT have more
complex administrative difficulties than others and would nor-
» mally require a higher level of assistance. The administra-
tive costs should be divorced from other costs in the formula
and a budget should be allocated based on. the needs of the
university. The administration should not come into compe-
tition with academic departments for developments, for as it
functions in a support capacity to the academic departments,
its needs will tend to bé'régarded as secondary, and will
therefore not receive sufficient support,

14, CONCLUSIONS

The central administration of UCT is beset with the fol~
lowing problems; '

a, The administration of the faculties and departments
is too centralized, allowing few apportunities for faculties
officers to become involved in the business of the faculties
and departments, The faculty officer needs to be situated
on‘the_faculty premises, (The faculties of Arts and Medicine
have decentralized their faculty administration). The regis-
trar's staff is too centralized generally and could be re-
organi;ed so that relevant sections fall under the business manager
(registrar), assistant principal (academic affairs), assistant
principal (student affairs).

b. Most of ‘the officials have little or no formal
training in general administration which limits thelr ability
to plan and appraise the procedures and activities of the
Univérsity according to accepted administrative practices,

c. The chain of command from the top echelon of adminis-
trative staff to the lower echelon is too long, leading to lack
of awareness of the activities and problems of the lower echelon,
as well as their depersonalization, Too much control by too
many people results in a too0 authoritarian system.

d. There is too little co-ordination and lateral COom=
munication bvetween different sections of staff owing to a lack
of contact with one another.  Too few formal and informal

staff meetings are held to discuss activities and'problems of
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officers working in the same area of administration,

e, There is a lack of status among members of the ad-

- ministrative staff, They are not seen to be specialists in
their fields of work, In the academic administration this

is brought about by alienation from departments, lack of train-
ing, too many changes in staff, The bargaining process used
by academicians to obtain scarce resources relegates members

of the registrar's staff to mere implementers of policy.
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H, COMMUNICATIONS AND CONTROL

Communications is that process whereby one person makes

133

sions are based on information received from persons, com-

his ideas and feelings known to another, Because deci-
‘munications are an integral part of the decision-making pro-
cess and more especially their control,. Harvey Walker states
that control of public offices by the people is the essence of
a democratic government, If the administrative machinery is

free from control, the popular will may easily be thwarted.134

1. INTERNAL COMMUNICATION

The diagram on page 85 (Fig.H.) shows the interaction be-
tween the governing bodies of UCT. Bach committee appears to
function in relative isolation from the others, receiving re-~
commendations only along the formal channels of communication
on those matters requiring formal ratification,

iowever, the picture sketched above is not a full repre-
sentation of the interaction that can take place between various
sections of the University. At the Council meetings, the Senate
repreéentatives convey the views of the Senate and the student
leaders can be invited to give the views of the S.R.C. on any
matter on the Council agenda, The same type of interaction
tekes place at Senate meetings, albeit only four times a year.

Although requests from other members of the University
reach the higher tier committees through the staff associations,
the associations normally take no part in the policy-making
process, for the information that is conveyed along the in-
formal channels (see the attached diagram Fig, M,) is usually
limited to matters related to the conditions of service of their
members. Even though the diagram shows that the machinery for
consultation between the various sectors of the University
exists, 1little use is made of it,

133, F.A. Nigro: Modern Public Administration, p.64.

134, H, VWalker: Public Administration in the United
States, p.99.
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However, there is still the problem of how to make the
decisions of the higher ranking body acceptable to all who are
required to adhere to them and at the same time ensure that the
decisions are just and in the interest of all concerned,

Mery Parker Follett states, "My solution is to depersonalize
the giving of orders, to unite all concerned in a study of the
situation, to discover the law of the situation and obey that ..
One person should not give ordersto another person, both should
agree to take their orders from the situastion ... o0f course we
should always exercise authority, but always the authority of
the situation". 135

The above solutioh to the problem of participation impiies
a reiteration of the point made earlier that trust and confi-
dence are required to build up relationships so that decisions
are acceptable to all, It also implies that>by meking deci-
sions open to all interested parties, effective control over
the allocation of scarce resource will be achieved and points
of view from widely different backgrounds and philosophies can
help to mould and shape the decisions.

2. UNOFFICIAL PUBLICATIONS

News is communicated informally amongst members of staff
through the following newsletters:

(a) "UCT Staff News" -~ published twice annually
by the Staff Association;

(b) "Forum" - published quarterly by the Lecturers'
Associationg

(¢) "UCT News Diary" - published monthly by the
UCT Information Bureau, a section of the central
administration,

The editors of the c1rculars have to rely on 1nformat10n
from academic departments and other unofficial sources, as they

135, S.G, Huneryager et al (ed): Human Relations in
Mansgement, p.476.




122o

have no access to information from official sources and thus
their publications can be regarded as social calendars,

3. THE PRINCIPAL'S CIRCULAR

The Principal's Circular is issued bi-monthly (except
during vacations) and contains the recommendations of many of
the Senate sub-committees, It also contains a report on ac-
tion taken by the Council for the information of all academic
members of staff, It is circulated to members of the Council,
the academic sector , the administration, and the student leaders.

The Principal's Circular is published in two sections,
namelys: |

(a) Part I which is restricted to members of academic
departments and the Council. |

(b) Part II which is confidential to members of the
Senate and the Council and which contains matters
concerning staff salaries, and any other matters
which by their greater dissemination among other
persons and outsiders might prejudice the Univer-
sity in some way. ‘

Greater participation in and control over the decision-
making process can be achieved by giving all members of the staff
snd students access to the non-confidential section of the Prin-
cipal's Circular in order that they might contribute any spe-
cialized knowledge they might have to the making of decisions
which affect the whole UniverSity.

To avoid delays in approving routine items, consideration
should be given to delegating power to the principal to approve
on behalf of the Council items in the Principal's Circular which
have no new policy or financial implications, Items which re-
quired further consideration by the Council, could be asteri-
sized and placed as substantive items on the agenda of the
Council executive committees, Members of the Council could
have a period of time in which to request that any further items
in the circular be asterisized. Consideration could also be

\

i
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given to placing routine items from other Council sub-committees,
like the Residences, Student Affairs and Building committees, in
the Principal's Circular for action by means of delegated autho-
rity in terms of the above procedure, In this way, the Prin-
cipal's Circular could become a University-wide document for

the dissemination of information to all members of the Univer-
sity, and possibly to interested outside sources.,

4, INFORMATION FOR THE POLICY-MAKING PROCESS

The diagram on page 124 (Fig.N: ) shows the imputs each one
of the governing bodies receives from within and without the
University. The imputs received by one committee are not nor-
mally transferred to the others. However, in order to make
meaningful policy decisions all possible sources of information
need to be tapped and made available, There is 1little evidence
of a planned study of contributing factors to the decision-
making process at UCT, Recommendations are placed directly
on the agenda of the committees without much meaningful research
being done into themn, An academic planning unit should be
created to glean and study information from various sources to
enable policy committees to arrive at planned decisions. The
following sources of information could be taken into considera-
tion when policy decisions are made:

(a) Socio—economic Pactors

(1) Matters like the cost of maintaining a student at
UCT need to be calculated continually, and means suggested for
keeping costs down.

(ii) New trends and developments in the community should
be studied so that the University can attempt to keep apace
with them, The needs of the professions, business and cul-
tural, government and social services should be analysed to
see if UCT is meeting with their needs for manpower, .

(b) Other Universities

UCT usually compares running costs with Stellenbosch
and Witwatersrand Universities because they are more or less
equal in sigze, However, a study should be made of differences
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in the costs of comparable services to find out the reasons
for the discrepancies so that, if need be, changes in alio-
cations can be suggested to the governing bodies of UCT. |
There should also be a constant flow of information between
UCT and the other universities on future plans and programmes
so that expensive services can be shared and other unnecessary
duplication avoided,

(¢) Internal data

An academic planning unit would need to be supplied
with information from the academic departments in order that it
can make meaningful recommendations,

It is significant to note that the University has not
worked out a staff-student ratio for its academic departments.
The different categories of staff and students create problems
in working out the ratio but this is a task which should be
undertaken in order that the needs of each academic department
for staff can be calculated and correctly apportioned. In the
same way, their future needs for library services, equipment,
running costs and the like should be calculated to that plan-
ned decisions can be made, A cost analysis should also be
made of all proposed develOpments'célculated over a long term |

so that the full financial implications are known,

The above three sources of information could be analysed
by the academic planning unit so that recommendations could be
made to the policy making bodies for the formulation .of future
plans,

However, the planning of the enterprise requires that the
perfdrmance achieved should be measured against the expected
achievement, There does not appear to be any type of measure-
ment of the outcome of policy implementation at UCT other than
a comparison of current budgets with past budgets. Matters
. like the put-through rate in each department and the amount
and quality of research produced should be investigated so
that any department which is constantly making no progress
- can be helped. Reasons should be sought for poor performance
so that some type of motivation or iﬁcentive cen be given for
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an improvement in standards, As assessment could be made
into the special needs of an ailing department to provide it
with some relief, '

The above planned information system is shown diagram—
matically (Fig. O0.) below:

(Fig, 0)

PROPOSED U.C.T.
INFORMATION SYSTEM!3

Environmental data 1\

Academnmic Pollcy
Data from other uni Planning ——% Making —> Executlon.—900ntrol
versities J’ Unit Committee
Internal data

Feedback

5. INTEGRATED SYSTEMS CONCEPT

The accomplishment of an information system like the one
described above requires an integrated systems concept in which
information is supplied continually to a co-ordinator who can
control the system, The following diagram (Fig., P.) illys-
trates the flow of information between the various units in
the system'and between the controller: |

(Fig. P.) : PROPOSED U.C. T, 137
INTEGRATED SYSTEMS UNIT
Bvaluation > | Recommendation ,
‘\\\\t = N e Internal data
_ Analysis of : P
~ Control | ¢ . Data from other
g Recommendatlon é-——‘Universities
’//,;7 J, : ~ Environmental
_ " Data
Results Recommendation :

) L
» i Policy by«

—-:Plannlng /
LCommlttee

- e

I

Implementation |-

136, Adanted from P, P, Schoderbeck' Management Syst .
137, Ibid. p.324 28 ystens, p.189
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6, POLICY

The following are the major committees in the academic
sector of the University which have been created to make policy
decisionss '

(a) The Senate

(b) The Committee of Deans

(c) The Expenditure and Development Committee
(d) The General Purpose Committee

(e) The Principals Policy Committee

The attached diagram (Fig., Q ) shows how the Senate Sub-Com-
mittees report to each of the committees,

It will be noted that the major policy-making committees
act virtually independently of each other, Because there is
very little inter-communication between these bodies, policy-
making tends to be discordant, The policy-making needs to be
consolidated into the ambit of a central commitfee which could
have an overview of all developments in the academic sector
and have the advantage of an academic planning unit to aid it
in policy-making. The attached diagram (Fig.R;-p.129;) shows how
the proposals made above could be incorporated into a new aca-

. demic structure for UCT, The proposal is that the agenda for a
new representative committee, which would act as the central
academic policy organ, would be made available to all members

of the University who would have the opportunity to convey their
views on any item to their representativeﬁon the policy com-
mittee, It is necesséry in'this scheme that the co-ordination
be achieved by having executive leaders as the chairman and the
deputy chairman of each of the study groups which make recom-—
mendations to the policy-making committee, They should also

be members of the policy-making committee to ensure maximum

co-ordination of activity.

1. THE T4CULTY DECISION-MAKING PROCESS
The faculty boards deal with three different categories of
items at their meetings, The nature of the item determines

which channel of commnication (see diagram on page '128,Fig. Q.)



4 T-F COMITTEES OF
EIGURE Q. RELATIONSHIP BETWEEN SUB~COMM ITT&ES AND MAJOR POLICY-MAKIRG

o - ' - - THE SHNATE
counci s
sou.omcrcom'mTTEE et

A

CO ™M M TTEY

£ ONDITION)

. OF
SERVicE

orF

PKIN:.WA;_'S

forLicy
COrm 19TEE

DEANS G"N’ERAL

PUR Pos kg

EXPEBID;Y‘up\E'

A NDO
PEVE LoPMENT

CormMiTres

Commirree

[WR} arAAY
CoOrArIWIEE -

REISA RCH
C oMM TTEE

DEG RESRS
CoOMmirrge,

. 3 Y
".ﬁﬁ-\ﬂ,ws&

BUH.VMN('

Ao Hogo
PROMOI’!QN
Commrver

FARIRTEN -
AntE

(A RENTE

Cotnrr T re g

A DVISCRY

D
>

STudIESg

)

(
| —dy
| 1 reng] } g
! 1T < M lirems 3R-Oi)'r|NE wE _g
'N:G’"V”“'G" INVOLVIN & INVOLYING NoO | A .
! FiuaANCE| NE W NEW POLICN o .
{ i NE W Fix POLICY oR_FittANCE | :
| | L—— . H O , \
‘ : |
] I lFAcun-'rY' BOARD RECOMMENDATIONS | \yifivipuac
e e e m \ N
PEPART MENT  lumvigua FACULTY STUDENTS
or EaRA “CADENH: .
MURA

MemgeRrs
sTubiEs , MEwmggas |



FIGURE _R.

NE W COUNCIL

ACADEMIC STRUCTURE FOR UGT

PROPOSED NEW

RE RESE NTAT\wZ

PoLiIc v

,.APP£A,_ ro _COuNcu'_
CommiTTEE

- SUB-GEMMITTES

]
PRIiNC\PALS

AL. MEMBERS OF Q\R(_‘.U LAR

(TX, ] v ERSYVYY

EXECVUTIVE |
- .- =2 ACTION

LEADERSHIP

AND

" Ac ADEMIL
PLANNING
UNIT

ADMINISTRATIVE

STAR® SPECIALIST

I

I

L .
' |
I :
l [
NE W NE W N NEW

FINANCE PORICY FInANCE OR
9ou.nc.y.

FACULT Y BoARDS

ACADEM«C"\ DE PA RT MENTS
INDIVIDUAL MK MBERS OF AcADEMIC DEPARTMENTS

*6C |



130.

it will follow tovthe decision-meking body, The following are
the three categories of items:

(a) Operational Matters which have to do with how the

academic departments are run and includes staffing,
maintenance costs and the like, Operational items
are sent to the various Senaté Spéhding committees
to be placed in priority and then via the Expendi-
ture and Deveopment Committee to the Senate and
thereafter to the Council,

(b) Academic items which relate to course content,

-1ength of courses, number of courses in the degree
and others, Academic items having no new policy

or financial implications are sent up the hierarchi-
cal line to the Council for approval, via the Princi-
pal's Circular., ’

(c) Items of a general policy of an academic.or insti-
tutional nature which could influence the future -

character of the University like the fifty per cent
entrance requirement, the secrecy of research docu-
ments, or a central registry for all university stu-
dents in South Africa are referred to the Committee
of Deans. They are usually referred thereafter to
all the faculty boards for consideration and comment
before a final recommendation is made via the Princi-
pal's Circular to the Council.

The control element in each case is by means of the Senate
either through an official meeting or through the Principal's

Circular to which any Senate Member may object.

8., PHYSICAL IMPEDIMENTS

(1) The interaction between the various sections of the Univer-
sity is impeded by the physical distance between its various
sections, The Administrative Buildings are not centrally
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placed among the acedemic departments to allow for quick and
easy access to the committee rooms, student records and files
or the registrar's staff, A

(ii) The Commerce Faculty consists of three departments
which are situated many kilometers from one another which
inhibits interaction between members and places a greater

reliance on telephones and written means of communication,

(iii) The use of technical jargon and difficult concepts is
often a hindrance in communication between academic departments
and committees. Bach department specializes in a field of
learning and deals in the language and concepts of its disci-
pline in its every day operations.” When the department in-
teracts with other sections of the institution there'is'often
a barrier in their communications caused by its specialism,
Clarity in meaning is best achieved by defining the concepts
used before the discussion taltes place.

9. EXTERNAL COMMUNICATIONS

Besides the formal interaction between faculty members and
representatives of professional bodies at faculty board meetings,
contacts are also sustained by the careers office which was
created to provide information to students on careers. It
produces a number of publications each year on career pros-—
pects and methods of achieving the required job placements.

The careers office also provides vocational guidance to
prospective students. In all these matters it is required to
have close liaison with the world outside the University and in
particular the business and proféssional world,

The Information Bureau which is administered by the co-
ordinator, provides fact papers on various aspects of the Uni-
versity's activities which it distributes to the community to
make the public aware of what is being accomplished at UCT and
to draw support for these activities by way of donations.

10. PUBLIC RELATIONS

Every member should help to contribute to the building up
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of good relations with the public because thé University re-
ceives approximately seventy per cent of its running expenses
from public funds, The other funds are derived mainly from
student fees and donations which are also dependent on the
supvort of the public. '

As all sections of the University should be involved in
public relations, the public relations officer's task should
entail a great deal of co-ordination and stimulation of mem-
bers, It is noticeable at UCT that the press officer is not
part of the official P.R.0. team and that there is no official
mechanism.- for their consultation,

The main object of the P.R.0. is to obtain support for the
University and therefore he should be involved in the develop-
ment office and fund-raising efforts and other promotional ac-
tivities. But at UCT the development office is divorced from
the P,R.0, and they carry on their activities independently of
each other,

The P,R.0. also needs to have access to the policy-making
bodies, He should have a standing invitation to attend the
- Senate and Council meetings on matters which could affect the
image of the University to gain first-hand knowledge on policy
and to stress to these committees the possible implications of
the decisions on public opinion,

Through good public relations the ideal of a world-wide
community of scholars can also be achieved, A university
needs to draw scholars and students from different cultures,
creeds and philosophies so that there is a free interchange
of thoughtfor the promotion of new concepts and ideas, This
is especially true of UCT in view of South Africa's isolation
from the rest of the world geographically and ideologically.

11. TIHE INDEPERDENT PRESS

The daily press ean influence the attitudes of the public
towards the University and its members. The English-language
deily newspapers have tended to identify themselves with the
University's opposition to the policies of the govermment of
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of the day. This has an effect on the student intake because
the University obtains most of its students from the readers
of the English language newspapers. The Afrikaans-language
press on the other hand has had little sympathy with UCT's
stand and has tended to alienate its reading public. from UCT,
It cannot be ascertained except by detailed research, how many
potential students and donors have been influenced by the at-
titude of the Afrikaans-language press not to support UCT, but
their oppostion to UCT might even have had the reverse effect
of stimulating the curiosity of a few young people to find out
for themselves, ' |

12, STIMULATION

The executive leadership needs good communications to stimu-
late the members of the University in the achievement of aims,
The princival gives a welcoming address to all new students at
the start of every academic year, on which occasion he gives a
brief exposition of the aims of the University and endeavours
to stimulate the students to the accomplishment of those aims.,

During the first week of the academic year new students are
‘made aware of the facilities available for study and avenues for
varticipation in student affairs. They receive addresses from
deans, departmental heads, S.R.C. leaders, the careers guidance
officer and the sports secretary and are encouraged to become
part of the institution and to identify themselves with its
activities,

New staff members are welcomed by their individual depart-
ments and faculties, Their introduction to the philosophy and
aims of the University is not organized or planned but is left
to the initiative of the departmental heads and deans,

13. QUALITY CONTROL

13,1. Control of Persommel

The University needs to maintain a sufficiently high stan-
dard of teaching and research for its degrees to be accepted
internationally.
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Although the following points are dealt with in full in
the section entitled "Personnel", for the sazke of completeness
they are mentioned in this section,

Quality control is exercised by the Senate and fhe Council
in personnel matters by providing for the following:

a., Rigorous standards for the selection of staff,

b. Open'compétition for vacant posts.

c. The right to make no appointment after advertising
a post.

d. Grants for study leave and grants to attend over-
seas conferences and symposia to renew knoWledge.

é. Grants to bring overseas experts to UCT to impart
new knowledge, | o |

f. Tunds for research,

£. Grants for publications,

h. Internal promotion and fellowships for staff members
who distinguish themselves, '

13.2., Control of Intrance Requirements

The Joint Metriculation Board has the control and conduct
of the matriculation examination of the universities and pre-
scribes, subject to the approval of the minister, the conditions

of exemption from such examination.138

The principle behind

the control of the minimum entrance requirements is that higher
education at the autonomous universites should be made available to
everyone (subject to the approval of the minister if the students
are "non-white") provided he has achieved a sufficiently high
standard of pre-university education to be able to derive bene-
fit from university education, UCT has measured the perform-
ances of students who obtained an aggregate symbol of between
forty and fifty per cent in the matriculation examination and
found that most of them do not adapt well to university work,
therefore it has instituted a minimum entrance requirement of

fifty per cent for the greater majority of its courses of study.

138, Act 61 of 1955 section 15(2).
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13.3. Controls by External Professional Bodies

Because some of the academic departments provide students
for the professions, they are required by government legisla-
tion to accede to certain minimum standards of proficiency re-
garding course content, length of courses of study and other
matters by external professional bodies. Some professional
bodies agree to register qualified students as members of their
professions provided the academic departments meet with mini-
mum standards set by the inspection boards.,  Other profes-
sional bodies require students to sit their examinations after
they have completed an initisl University examination, Either
way an externzl norm is used to measure and control the stan-
dards of the University. UCT welcomes this type of control
where it does not interfere with its academic freedom or
autonomy, because it provides a means of.measuring its stan-
dards against those of other universities, as well as those
of impartial groups in society. o

13.4, Control over Administrative Officers

The assistant principal (academic affairs) acts as a type
of controlling officer with.regard to administrative decisions
taken by deans, heads of departments and faculty officers,
Students report any alleged injustices perpetrated by adminis-
trative officials to him for investigation. If the actions
of one of these administrative officials has been prejudicial
towards the students, he can bring it to the attention of the
responsible person and request him to rectify it.

Control over the behaviour of students has been mentioned
under "Judicial Administration".

13,5, Control of Teaching Standards

Management controls in the form of standards, or budgets,
are simply quantified statements of'managements' goals.139 Be~-
céuse the University strives to achieve very high academic
standards, the practice has been that one of the two examiners

139, §S.G, Huneryager et al (ed): Ibid, p. 476.
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that are required to be appointed in terms of the Statute,
should be appointed from personé outside the University. The
external examiner provides a norm with which the standards of
the University can be equated, The high priority placed on
this method of quality control is amplified by the fact that
an amount equivalent to two percent of the budget for teach-

ing salaries is normally used to provide for external examiners,

13.6. Academic Control over Students

lost academic departments have stringent exclusion regu-
lations for students who are not maintaining progress with
their studies, Minimum standafds for re—admiséion to a course
of study are also enforced, Moreover, some faculties have
discontinued the practice ofvawarding'SUpplementary exanina-
tions to students who have narrowly failed examinations, The
above controls are also supplemented by incentives to study
like scholarships, classmedals and the award of the course or
degree with distinction,

14. CONCLUSIONS

Communications between different sections_of the University
are processed along the official channels of the formal struc-
ture, up or down the hierarchical line of authority. The
Council and the Senate are markedly closed to influences from
sections outside their formal structure, within or wi thout the
University. By limiting their outside imputs they are main-
taining an outmoded system of administration which is no longer
viable, Turthermore, by excluding influences from wi thin,
they are impeding their scope to make decisions which are ac-
ceptable to all their members, Greater participation in the
decision-making process can be achieved by using the staff as-
sociations and the 5.R.C. to gain the views of all the members
of the University. Above all, greater trust and confidence
by all members iﬁ one another is required so that participation
can become meaningful.
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A greater dissemination of information especially infor-
mation about policies is required, More openness of decisione-
making especially of the Council will also control arbitary
decisions and ensure an equitable distribution of scarce re-
sources among all members, The Principal's Circular could be
used to meet the need for more information, provided it was
adapted to include recommendations of the Council sub-committees,
and it was made more readily available to all interested pafties.

There is a general need for greater co-ordination and plan-
ning in academic policy-making as

(a) there are too many policy-making comnittees working
relatively independently of one another,
(b) all possible sources of information are not being
“utilized, _
(c) very little evaluation and measurement of the out-
come of decisions is done, therefore sectors which
are not fulfilling policy expectations are not re-

ceiving the necessary stimulus for the achievement
of aims,

The creation of an academic planning unit to assist in thé CO=-
ordination and control of all academic policy-making is re=-
‘quired,as well as a general overhaul of all procedures,

Communications, co-ordination and control of sources of
study and research are impeded by the artificial boundaries
of the faculty systemn, ‘Although a re-organization of the
system is required, a less rigid application to formal pro-
cedures and grezter informal consultation and participation
would alleviate the problem,
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I. FINANCIAL ADMINISTRATION

Cardinal Newman was of the opinion that a university that
"rests on a firm financial foundation has the greater ability
to unleash the minds of students".14o This statement is true
in that a university which is financially strong is more likely
to provide the facilities required for good teaching and Te-
search and thus be able to maintain high standards, conducive

to the unleashing of minds.

The major sources of revenue of the University are depicted
on the attached chart (Fig. 8.).

1. GOVERNMENT SUBSIDIES

Universities in South Africa receive over two thirds of
their revenue for recurrent expenditure as a result of govern-
ment grants, '

The government subsidy is approved in terms of the follow-
ing act of parliament: "The minister, in consultation with the
minister of finance may, out of moneys voted by parliament for
the purpose, grant subsidies to universities in respect of capi-
tal and recurrent expenditure for such purposes and on such
bages and subject to such conditions as may in respect of each
university be determined by the minister, and with due regard
to the requirements of each uriiversity in relation to the
general requirements of higher educatlon in the Republlc nl141

The funds for university education are allocated by the depart-
ment of national education which is required to compete for
funds for the education of the "whites" in South Africa in res-
pect of universifies, technical schools, training schools, in-
formal education and day schools. The treasury, which receives
its income meinly via taxation, allocates funds to government

140. Quoted from}P. Goodmen: Ibid, p.b67.
141, Act 61 of 1955, section 25.



139.
FIGURE S.

%*
CHART SHOWING MAJOR SOURCE OF REVENUE
%TRER SOURCES

APE PROVIN
VCT FOUNDATION CA CIAL

ADm 'N.' STRAT 0N

IOINT MEDicar

SCHEME 2..57
' {+]

G OVERN MENT GRANTS

* Information supllied by UCT Financial Administration,



140,

departments in priority in accordance with the wishes of the
cabinet. The finances of the universities therefore are de-
pendent on the amount of funds which the department of national
education can wring from the treasury.

The subsidy formula, the principles of which are grounded.
in the recommendations of the report of the commission of 1951
and which have been revised and amended by subsequent commis-
sions every five years is the basis on which subsidies to uni-
versities are paid. Once the government has accepted a sub-
sidy formula for universities, it provides funds annually to
the extent necessary to meet the claims of individual univer-
sities in terms of the accepted formula, Since 1969, however,
there has been an ad hoc subsidization of universities which
has withheld from them knowledge of the basis on which they
were to be subsidized for the future, and has caused financial
- uncertainties and inhibited the planning of their operations.

'The object of the five year revision of the subsidy formula
is to ascertain the adequacy or inadequacy of the various com-
ponents of the formula to provide for the reasonable recurrent
needs of the University and to adjust or readjust the parameters
of the various components of the formula in such a way that the
basic subsidy plus the gross standard provision (two elements
in the forﬁula)‘ will adequately meet the needsl42 The sub-
sidy formula is first and foremost based oh student numbers,
but incorporates a basic subsidy to embrace all the academic
departments established in the University with ministerial ap-
proval, basic to every university irrespective of student num-
bers and including the salaries of the principal, the registrar
and the chief finance officer.143'
about the concept of basic academic departments, Since the

There is much confusion

original list was drawn up by the commission which drafted the
subsidy formula, other departments have been added by an arbi-
tary ruling of the department of national education, and there
appears fo be no system in which new academic disciplines can
be recognised as basic to a university.

142, A.C., Cilliers: Ibid, p.3.
143, Ibid, p.106,
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2. IHE DETAILS OF THE SUBSIDY FORMULA

The subsidy formula comprises the following eight com-

ponents:

. Teaching salaries

« Library

a
b. Central administration
c
d

. Laboratories:

e. Research and research facilities
f. Student Counselling and Student/Staff amenities

g. Interest and redemption on approved loans

h. Other recurrent expenditure on recognized

services.,

The components (b) to (h) are usually based on a percentage of
the component (2) teaching salaries, For the purposes of as-
sessing the subsidy payable to universities the students ar:

divided into subsidy groups, namely

Group
Group
Group
Group
Group
Group
Group

5o Q m e

F
G

Humanities

Natural Sciences

Commerce

Education

Applied Science

Medicine

Dentistry (not offered at UCT)

In the case of groups A to C the number of students en-
rolled for the courses in each of the categories is taken as the

basis for assessing the subsidy

A Humanities

'~ R207 000 (basic amouqt)+(357,5‘xfﬁudentcourses)

B Natural Sciences R380 500 (basic amounf)+(R75;9:xStudent courses)

C. Commerce

R 52 650 (basic amount)+(R31,4 x Student cairses)

Each formula under Groups D, E, and F, has a different fixed
amount which is multiplied by the number of students in the group,

namely

D ZEducation
E Applied Sciences RT00 x number of students
F Medicsl Sciences R960.x mumber of students

R315 x number of students
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It will be noted from the aforementioned that in the case
of Groups A, B, and C, any additional numbers of students
only bring in a subsidy based on the variable, that is

Humanities R57,5 per course
Natural Sciences R75,9 per course
Commerce R31,4 per course

whereas additional numbers of students in groups D, B, and F,
bring in subsidies based on R315, R700 and R950 respectively,
per student, '

As the other components of the subsidy formula are usually

a percentage of component (a) teaching salaries, it is clear
that the university which increases its student numbers es-
pecially in the categories D, to G, applied sciences and the
others, will normally receive a greater subsidy. The subsidy:
thus tends to encourage greater numbers of students at the

cost of greater quality. As UCT is the only South African
university to have imposed an increased entrance requirement,
in other words it has sought to encourage quality of students

at the expense of quantity, it is suffering as a result of the
provigions of the subsidy formula, '

As the budget usually reflects the aims of an organization,
- the above figures show that the government in power wishes to
place its emphasis in the future development of the country on
the applied sciences almost to the exclusion of the humanities
and pure sciences. Moreover, the fact that no distinction is
made between under graduate and post-graduate students points
to an emphasis in primary certification to meet the short term
needs of the country, The neglect of the humanities and of
post-graduate work is a self-defeating practice for it is from
both of these categories that the future leaders of the oountry
will be drawn. '

One of the universities' autonomies which was expounded
the fourth general conference of the International Association
of Universities in Tokyo in 1956 as the right of the university
to administer its own bﬁdget, has been recognised.< Universities
have always regarded the subsidy formula as a means of arriving
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at a total amount of subsidy, which varied with their student
numbers, and have not been bound to spend the amount provided
by a particular component for its field of activity. The
Council treats the University as a unit from a financial point
of view and the gross income is allocated in accordance with
the needs of its various sectors for staffing,'running costs
and eQuipment. By placing its emphasis on a more equitable
distribution of funds among all its academic departments the
University has nullified the policy of the department of
national education,implicit in the subsidy formula,

S STUDENT FEES

Another major source of University funds is via the income
derived from student fees, "A university should have at its
disposal free income to enable it, if it so desires to diverge
from the standard laid down in the formula, The university
should have a percentage of the free income derived from fees
to augment1§Zandard salaries if the university found them in-
e."

adequat

The University has to maintain a fine balance between
charging fees high enough to obtain sufficient free income, and
vet not too high to discourage potential students from enrolling.

In order to plan the use of funds made available from
student fees it is necessary to obtain information about pos-
sible student numbers for the ensuing year at an early stage.
Although the final acceptance date for applications for the fol-
lowing year has been fixed at a date in December, this is sel-
dom adhered to and students are permitted to enter most facul-
ties on the day of registration or even during term time, con-
sequently the total student numbers are not known until at
least a month after the start of the academic year. Because
of the lack of planning, unexpectedly large increases in the
size of classes bring about urgent requests for additional
staff and other needs,

144, A.C. Cilliers: Ibid, p.164.
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If the closing date for applications was brought forward,
to perhaps June, and applicants who were accepted for a course
of study were made liable for at least a half of the subse-
quent year;s fees if they did not take up their places, more
knowledge of finances from student fees would be known. Lven
students who were awaiting matriculation results could be held
to a penalty clause if on matriculation their places were not
taken up,  Staffing, maintainence and other budgets could be
allocated on the basis of the earlyistudent numbers, and any
departmeht that took in additional studente to its courses
after numbers had been fixed would not receive further grants
to. meet the costs of additional numbers,

4, THE UCT FOUNDATION

- The UCT Foundation is an independent organization of sup-
porters who have helped to raise funds which are kept in trust
and invested for the University. As the UCT Foundation wishes
to co-ordinate fund-raising efforts on behalf of the University,
ho academic department is permitted to canvass for funds without
the permission of the Foundation, through the normal University
channels, ' '

The allocations made to the Council annually by the UCT
Foundation usually equal‘one per cent of the total recurrent
budget, The UCT Foundation appears to regard the provision
for the recurrent needs of the University as the obligation of
the state, and perceives its rdle as providing for developments
in areas, like research, which require special devélopment, In
view of the restricted nature of the funds provided by the de-
partment of national education, it is doubtful whether the UCT
Foundation is fulfilling a meaningful r®le in providing for the
overall development of the University. Development has become
stagnant as the following three avenues of financial support are
restricted: ' ' |

(a) donations for specific developments
(b) government subsidy
(c) TUCT Foundation subsidy,
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Can the situation be justified in which members 6f the
University have no meaningful say in how funds which have
been donated to their cause can be allocated? Is the separa-
~ tion of the different types of funds and present access to
- them in the overall interest of the University? A central
planning body should have control of the manner in which all
types of funds could be allocated,

5. ALLOCATION OF BUDGETS

In August each year the Finance and General Purposes Com-
mittee of the Council considers revised estimates for the
current year and first estimates for the following year, = The
estimates are drawvn up by the estimates sub-committee which
usually consists of the principal, the registrar and the chief
accountant, After congsideration by the Council, the financial
allocation made at this meeting, the categories and average per-
centage allocation of which are shown on the attached chart
(Fig. T.), are then given effect to in a series of expenditure
committee meetings of the Senate, A total amount of the
: budget for academic developments is made available to the
Senate which then informs its expenditure and developments com-
nittee which allocates the funds among the following spending
committees:

Staffing
Maintenaﬁce Grants
Library

Equipment

Editorial Board
Research
Extra-Mural Studies

These sub-committees in turn allocate the funds for the de-
velopments approved to the respective departments in order of
priority.

The traditional budget is prepared and presented in terms
of objects of expenditure based on historic accounting tradi-
tions and environmental factors like the activity level of
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FIGURE T,

CHART SHOWING MAJOR ALLOCATION AREAS OF THE ANNUAL
BUDGET
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departments and does not show the link between departmental
spending and départmental purposes - Dbetween the resources a
devartment uses and its future development, It is a process
of dividing up limited resources among competing demands from
different sections within the University. Furthermore, evefy-
thing once built into a University budget continues to claim
support with great tenacity.

As the annual budget is the expression in monetary terms
of the educational progress of the University, educational plan-
ning should preceed the actual preparation of the budget. By
linking the resources of UCT to its purposes, itemstﬁ expendi-
ture to functlons and by plannlng ahead for several years, a
programme budget will contribute to better appraisal by decision-
mekers of what an increase or decrease in budget would mean in
terms of the University's programme - the goals to be pursued
and the goals to he sacrificed or deferred. 145

6, ACCOUNTS AND ESTIMATES

The accounts and estimates are drawn up in accordance with
the "Uniform system of financial reporting for the universities
of South Africa", which was devised by a commission in 1952 and
is still in force, The University accounts separately for re-
venues intended to be spent on higher education and regearch,
and fundsintended for the development of permanent facilities
such as buildings and equipment,

The finances of the Univergity are divided into certain
cetegories of expenditure for the purposes of the financial’
statement and each category is reflected separately in the
following manner:

(a) academic affairs, v
(b) commercial activities like residences
and refectories,
(c) assets or liabilities from operation,
(d) investments, endowment funds and the like,
(e) 1long term permanent assets like land,
buildings equipment. '

145, L.C. Gawthrop: The Administrative Process and
: v Democratic Theory, p.10.
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The system of accounting is explained in full in the before-
mentioned publication, therefore further detail will not be
given here, |

7 USE OF ALLOCATIONS IN BUDGETS

(i) The expense éccounts of departments are controlled
by the financial section of the central administration and the
heads of the departments submit accounts to the accountant for
paYment in respect of items allocated in budgets. The Univer-
sity maintains control of the accomplishment of its aims by en-
suring that the moneys allocated for a particular function are
spent only on that sctivity.  Which means that savings on one
budget, for example, maintenance, may not be transferred to
another, say, staffing, Departments that overSpend budgets
are required to recuperate their debits from the budgets of the
succeeding year. If there are surplusses in a budget, they are
not carried forward but are returned to the general koffers.
This practice is not conducive to departmental savings and gives
little latitude to departments to plan their own future operaw
tions, The internal auditor is responsible directly to the
registrar and brings to his notice any matters of bookkeeping
which are not being properly accounted, | '

(1i) The internal auditor of the University inhibits un-
authorised appropriation of funds and other malpréctices and
serves a useful function as an internal control mechanisn, The
external audit of the University's books is largely a duplica-
tion of the internal aﬁdit. In practice, the independent
auditor makes use of the work done by the internal auditor with
an occasional test check to ensure the accuracy and correctness
of the figures. In fact, the usual auditing practices of large
organizations are followed at UCT,

8. EQUIPMENT AND MAINTENANCE

Academic departments receive a grant for the maintenance
of their equipment and to provide for their normal running ex-
penses, Thigs is determined on a basic fixed amount as well
as a variable based on student numbers enrolled for the course
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of study. As it is difficult to relate telephone and postage

expenses to a particular department, these items of expenditure
are met by the central administrative office, Large items of

equipment 2re mainly bought on loan funds which amount to two-

thirds of the total grant,

Departments are encouraged to do their purchasing of equip—
ment throuch the central purchasing office as competitive prices
can be negotiated for global orders and savings can be effected.
The University has not made central purchasing mandatory, but
has allowed the departments some freedom in respect of when and
from whom they wish to purchase items,

9.  CAPITAT, EXPENDITURE

Governmental loans‘to'cover'capitél costs by universities
are governed by the provision in the Act which states that "The
minister in consultation'with the minister of finanCe may sub-
ject to the provisions of this Act (Act 61 para, 20 (1955), and
out of moneys voted by parliament for the purpose, grant loans
to a council for -

(2) the erection of buildings . . . "

The great physical expansion that universities have been
forced to make since 1953 because of the doubling of student
numbers has lead to a greatly increased need for capital funds.

The planning unit (physical) of the University makes a
study of the physical facilities available, their usefulness
for their purpose, their maintenance cost and expected life,
as well as the current and future needs of the acdademic de-
partments, However, academic departmehts should give an in-
dication of the optimum student numbers they can accommodate
with their current facilities, so that the physical and the
academidideveIOpment of the University can be planned in co-
ordination with each other, The provision of capital expen-
diture to universities has been dealt with adequately in
another publication.*

* J.B.Z. Louw: Die finansi®éle verhoudings tussen die staat
en die universiteite, met besondere verwysing na kapitaal-
finansieering, M, Pub, Admin Thesis., University of Stellen-
"bosch, ' -
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10, OVERALL PLANNING

New academic departments have been created within the
University without much overall planning, = Matters which
need to'be looked into are the future size of the department
in terms of student numbers, the extent of its activities,
(that is whether a diversification of activity is possible)
the staff-student ratio required for it to function effectively
and the costs it will incur for recurrent needs with all the
possible ramifications of study leave, travel grants, secre-
tarial services and the like, Matters which require special
attention are the following: |

(a) What will be the effect of the establishment of
a2 new discipline on the recurrent needs of other
departments? v
(b) Will the presense of an additional department draw
students from other disciplines and create an im-
~ balance in the recurrent cost?

(c¢) If a new course of study is to be established
how will the servicing departments be affected

by its activities?

The provision of physical facilities like accommodation, equip-
ment and parking also need to be studied,

It has also been noted that the University has agreed
to permit development in academic departments to be subsi-
dized from outside sources for periods of five years or longer.
However, no decision is made as to how the service will be
financed after the source of income has dried up.

11. CORCILUSIONS
a. The access to and control of the sources of Univer-

sity incomey _
- state subsidy,

gtudent fees,

donations by canvassing,
UCT Foundation funds,
interest on loans, and
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Loan funds for capital costs requires to be placed
into the ambit of a central planning body which could analyse
and co-ordinate the physical and academic planning of the.
University and relate it to its finances,

b, The rigid application of the subsidy formula for
the recurrent expenditure of the universities inhibits their
development, A more flexible means should be devised to allow
the Universities greater latitude within certain parameters,
in determining their own development,

c. The administrative control over the recurrent ex—
penditure of academic departments is too strictly enforced.
Departments should-be'permitted to accrue minor savings and.
debits which could a@llow them a certain amount of autonomy in
their own development,

d, Although the accounts are required to be'presehted
in a particular manner to enable the departmenf of national
education to compare the costs of the different universities
with one another, this method of accounting need not be adhered
to in presenting account to planning committees, '

Budgets should be related to aims,

Each academic départment's accounts should be presented
'separately and related:to their activities so that their via-
' biiity can be assessed, The consequences of this type of
study were explained in the previous chapter.
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J. PERSONNEL ADMINISTRATION

Personnel administration is "organizing and treating
individuals at work so that they will get the greatest pos-
sible realization of their intrinsic abilities, thus attain-
ing maximum efficiency for themselves and their group, and
thereby giving to the enterprise of which they are part its
determining competitive advantage and its optimum resulté"146
Although the University is not concerned much with the "compe-
titive advantage" to be gained from its personnel, the above
quotation is relevant to its personnel administration of which

the following two aspects are intrinsic parts:147

a. personnel recruitment which deals with the
personnel policy, determination of posts,
the selection procedure, the issue of in-
formation regarding the appointees' rights
and privileges as a member of staff and other
related matters;

‘b, the determination of the field of work of the
new member of staff, the achievement of the
objectives of the organization, dismissal,
discipline, development, merit systems, staff
agsociations, and the like,

1. PERSONNEL POLICY

1.1, The Conditions of Servicé Committee

The committee which considers academic staff policy is
known as the conditions of service committee. It functions
as a sub-committee of the committee of deans (see diagram Fig.Q
p. 128) and receives recommendations for consideration from the

146, G, Spates quoted from P, Pigors and C,A, Myers:
Personnel Administration, p.?29.
147, G,0, Stahl: Public Personnel Administration, p.26,
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gtaff associations, faculty boards or members of staff; but
the operations of the committee are hampered in that it deals
with changes in the personnel policy of academic members only
when anomalies are brought to its notice by suffering parties,
Furthermore, it does not make recommendations in regard to
costs, yet policy divorced from finance is in itself an anomaly
as the two need to be congidered together to mske decision-
making meaningful, A systematic study of each category of
staff and their conditions of employment in conjunction with
the relevant staff association and head of department should
be undertaken,

Although the committee does not serve the interests of
the nbn—academic members of staff, it has a consultative body
known as the teaching-technical staff sub-committee which has
at times(about four times in ten years) been called in to dis-
cuss matters relevant to the technical staff engaged by aca-
demic departments, The sub-committee comprises -

(a) representatives of the technical staff association
and
(b) heads of departments employing technical staff,

Discussion of common problems could be meaningful provided the
sub-committee met more regularly. '

The achievement of a co-ordinated academic personnel policy
is hindered by the fact that two Senate sub-committees, namely
the conditions of service committee and the staffing committee
are operating in the same field of administration in relative
isolation from each other. (see Fig, Q. page 128.)

1.2, The Staffing Committee

The attached list (Fig. U..) shows how the control over the
funds for various aspects of academic staffing are dispersed
among a number of different committees with no policy committee
having an overall view of themn, All of the functions mentioned
on the list could be placed in the ambit of the staffing com-
mittee in the manner shown in the following diagram (Fig. V.)
with a certain amount of delegated authority for decision-making
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being conferred on some of the sub-committees:

Fig, V.

RE~ORGANTIZATION OF THE FUNCTIONS
OF _THE CURRENT STAFFING COM-
MITTEE

Staffing Commlttee

///\

App01ntments Pollcy Leave Travel Visiting Incentive
etc. Grants Scholars »

Permanent urgent 1nternal external /// \\\\fellowships
_ promotions

temporary internal external

As all members of staff should work together in the accom-
plishment of the aims of the University, any change in person-
nel policy could have repercussions”for other categorles of
staff, The attached chart (Fig. W.) shows the limited scope
of the staffing committee which deals with academic staffing
matters and the too-wide spectrum of the Council which does
not deal with staffing matters in isolation from other needs;
A committee should be created to study the overall staffing
administration of the University as all sectors are linked to
academic staffing in some way or other,

1.3. Policies Peculiar to the“University:S#affing Situation

The following three problems which are peculiar to Univer-
sity staffing policy are discussed below:
a. Private work
b, Additional pay for additional work _
c. Priority listing of posts of servicing depart-
ments, '
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a, Private Work

Members of the academic staff are usually required to
undertake approximately ten 'to fifteen hours of teaching per
week, Their other working time is normally spent on the pre-
-paration of lectures, research and other allied activities.
Except for members of the faculty of medicine all academic
members are permitted to undertake extra-mural remunerative
work as long as it does not interfere with their academic
duties, There are no set rules stipulating the amount of
teaching or research which each academic member is.required"
to do, nor have limits-been imposed on the amount of private
work that nmay be undertaken (although members of the school
of architecture are required tbndevote a fixed amount ofﬁtime _
to University work), Although the judgement as to the amount
of vrivate work that should be done is left to the diséretion
of the persons concerned, the principal has the right to re-
‘quest an officer to supply him with a schedule of his private
work undertaken and the income he has derived from it. Never-
theless, ¢ertainty as to whether the extra-mural activities of
an academic member are hampering the proper functioning of his
~department will only be achieved when proper assessments of
the progress of departments are carried out and related to the
work load of the staff, | ' |

b. Additional pay for additional work

The UCT policy is that members of staff (except for cer-
tein lower grade members) are not remunerated for additional
" work done in the normal performance of their duties, This
means that if a faculty requeStsvteachihg services from a de=-
partment in another faculty, the officer concerned will not
normally be given extra staffing assistance to offset his ad-
ditional teaching load, However, it is possible for a member
to be paid for giving lectures for the department of extra-
mural studies, and for providing other non-certified courses
to the public.  As no charge is made against the use of UCT'
fecilities like lecture halls, secretarial, duplicating and
other services or the use of the name of the University to
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to propagate the courses, the profits accruing from the courses
should go to the general koffers, but the staff concerned in
teaching and organising the extra-mural un-certificated courses
could be remunerated for their teaching as the work is not done.
in the normal performance of their duties, = However, as the
courses are given under the aegis of the University, the course
content, fees, appointment of staff and other allied matters,
should be subject to control through the normai channels of
administration,. '

¢, Priority listing of posts of serviecing departments

Academic departments that provide teaching services to
other faculties are required to request additional staffing
posts through the faculties involved, that is if Economics
teaches Business Science students, ite requests for additional
staff have to be channelled through the Faculty of Commerce
and not through the Arts Faculty where Economics is domiciled.
Consequently, the needs of Economics come into competition
with the needs of other departments in the Faculty of Commerce.
But, as staffing priorities are determined largely by means
of bargaining between departments, the department that can
muster the most support for its cause will usually be placed
at the top of the priority list. Therefore, because depart-
ments outside the faculty usually have very little bargaining
pover, (as their numbers on the faculty board are usually
limited) it is not unusual to find their requests low down'on

priority lists.

» The planned study of all staffing resources advocated
earlier would obviate bargaining and provide a more equitable
distribution of resources to meet staffing'requirements.

2. THE _SELECTION _PROCEDURE

2.1. Non-Academic Appointments

Non—academi¢ pOsts are usually filled through the process
of interviews with likely candidates after advertisement in
the local press. = The head of the relevant section and the
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registrar make their recommendations fo the Council for ap-
proval, Members of other categories of staff and future
colleagues of the applicants should also be given an oppor-
tunity of approving the candidature of the new member as they
will be required to work with him,

2.2, Academic Posts

2.2.1. Temporary academic gtaff appointment

UCT operates with a great number of temporary appointments
(usually more than half of the total number of academic posts)
especially in vocation-orientated departments where the exper-
tise of persons currently working ih the profession is used,
Post-graduates wvho wish to further their studies are also given
temporary posts, Temporary appointments are not subjected to
selection committee procedures, but are made from year to year
on the recommendation of the head of department, the dean and
the chairman of the staffing committee, =~ Although many tempo-
rary lecturers and junior lecturers are appointed year after -
year, they do not share the same rights and privileges of
permanent members of staff, '

2.2.2. Permanentvacademic staff appointments

The attached list (Fig., X.) gives the procedure for filling
vacant chairs.

When the current incumbent is known to be retiring or
have given early notice of resignation, there is'usually suf-
ficient time to fill the post., However, when the current in-
cumbent gives only the required six months notice of resigna-
tion, the vrotracted procedure does not permit the chair to be
filled timeously, and usually the academic departments are re-
guired to function under ad hoc heads for six months or longer.

In order to save time and facilitate the change over in
headships, authority could be given to the deputy principal
who is:

(i) & member of the Council
(ii) =2 member of Senate
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FIGURE X.

PROCEDURE FOR FILLING A VACANT CHAIR AT U,C.T,

Pdst falls vacant

Dean of faculty requests continuation of post
“Submits draft advertisement and memorandum of post
to faculty board for approval

'-.4 ﬁ'Staffing:Committee considers request and documents
- : _ :

*—Ratlflcatlon by ben%te in Prircipal's Circular

L‘LRatiflcatlon by Council

‘bAdvertl sement placed

‘ %—Est_ablishment of Sele‘ction Committee
}‘Iﬁterested parties request memorandﬁm ,
Vprplications submitted ' |
#’Lettefs‘to referées sent off

L-Closing date |

'*.Dean peruses applications -~ requests outstanding referees'
Reports :

[_Agenda for'Selection Committee Meeting sent out and Senate
‘Members informed that file is open for inspection

*—Meefing of Selection Committee - short listing of applicants

_Possible further meeting for interviews of shortlistéd
applicants

- Committee makes recommendation

- Council Considers

Candidate informed of decision _
(if favourable) Candidate accepts

_Curriculum vitae of candidate published in Principal's Circular
and press :

Appointee assumes duty

y¢ Clrcular to Faculty Board, Stafflng Commlttee, Senate & Council
simultaneously

M % Delegation of Power
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(iii) the chairman of the staffing committee
(iv) = member (ex officio) of all boards of
faculties,

to circulate all four committees simultaneously requesting ap-
proval of the continuation of the post and confirmation of the
draft advertisement and memorandum,

2.2.3. Appointments procedure

When they are considering permanent academic appointments,
selection committees are required to take a number of factors
into considerstion, but the following two were found by Caplow
and McGee in their studies of appointments made at eight univer-
sities and colleges in the U.S.A., to be the main criteria,
namely »restige and compatibility.146 It has been observed
that the findings of the two American Sociolbgists are also
valid for the UCT anpointments procedures. The following have

been observed_at UGCTs

(a) Referees' reports on the applicants are regarded as
most important evidence for scholarliness and at
times exegeses are made of the comments contained
in the reports with small nuances of the meaning
being interpreted as veiled hints to the selection
committee, Candidates' theses, manuécripts and
published works submitted in support of their ap-
plications, are very seldom read or referred to,
One head of department was observed to have untied
the knot with which the submitted manuscripts were
bound and immediately thereafter tied them up in
another type of knot to create the impression that
the works had been studied, '

(b) When a selection committee hears that an applicant
is "a difficult customer" or that "he does not get
on well with his colleagues", he is usually rejected
for "the easy mixer ‘who is well-liked by all".

146, T. Caplow et al: The Acedemic Marketplace, p.160.
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(¢) Teaching ability appears to play a relatively
minor rdle in determining the suitability of the
candidate to £ill the post and members of the
selection committees have on occasions remarked
in words to the effect that "if he knows his sub-
ject, he should be able to convey it to others",

(d) At the selection committee meetings for senior
lecturers and lecturers, it has been observed
that although the whole committee participates
in the consideration of the candidates, it is
the head of the department who plays the paramount
rdle in deciding who is the most suitable person
for the post in his department.

(e) The practice has been established that short listed
candidates should be interviewed by the selection
committee or its agent, (The cost to the University
annually is equivalent to the salaries of at least
five senior lectureships. Does the procedure of
interviewing as a control measure justify the expen-
diture incurred?) It has been noted that committees
very seldom change their priority iistings of candi-
dates after interviews. Moreover the extra delay
involved in arranging the interview could mean that
the candidate accepts a post elsewhere,

The Act states that "the Council shall‘;.. make all appointments

it deems necessary for the efficient conduct of the University.“147
Every month it appoints fﬁbcﬁjifé members to attend selection
committee meetings at their discretion as observers without
voting rights, so that the Council will have an earlier involve-
ment in the selection process and not act as a mere rubber stamp
for the recommendations of the selection committees, But as
the committees comprise academic members who are best able to
judge the capabilities of the applicants to fill the posts, the
Council is required to rely almost exclusively on their views
and, in practice, does little else other than approve their

recommendations. The ratification of the selection committees'

147. Act 38 of 1959, section 7(9).
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recommendations is a mere bureaucratic expedient, which does
little to enhance the appointments procedure and could be
delegated to the principal or his nominee, as chairman of

the selection committee, The Council should have the trust
and confidence in the chairman not to take action in contenious
cases, but to refer them to the Senate and the Council for
their consideration,

3,  TENURE

The memorandum of sgreement signed by the appointee to a
permanent academic post provides for a probationary three-year
period of service during which time his'appointment is subject
to six month's notice by either contrécting party." The clause
is unlikely to be invoked with regard to academic ability as,
especially in the case of chéirs, the person appointed is re-
cognized as an expert in his field of learning and there is no-
one of equal competence in that field in the University capable
of judging whether he is carrying out his duties_prOperly.
After the probationary period has been served by the academic
member, the appointment is subject to six month's notice on
either side but"the discharge from office of any person who
has been permanently apvointed to any such staff shall be sub-

ject to a right of appeal to the minister ...."148

However,
the tenure of academic members can be regarded as quite secure
provided their moral, political or other activities 40 not

cause the University embarrassment,

4, INCENTIVES

4,1, Academic Staff

The following incentives are used to activate members to
accomplish the 2ims of the University:

a. Medal of Merit
The highest award that can be conferred on a member is

148, Act 61 of 1955, section 13,
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the medal of merit which carries with it a purse of R2 000.

b, PFellowships

There are also thirty fellowship awards of R400 a year,
three of which may be allocated annually and which are tenable
for five years. The awards are made for academic excellence
which has contributed materially and notably to the prestige
' of the University, | |

c.' Ad hoc Promotions

. Another incentive to academic staff is ad hoc promotions
from '
(1) Lecturer to Senior Lecturer )
(ii) Senior Lecturer to Associate Professor

(iii) Associate Professor to Professor.

These promotions are made for research, publications,
teéching and administrative dutie%; the record as a whole is
taken as a criteria for the award, In the period 1962 to 1971
there were eighteen ad hoc promotions from senior lecturer to
associate professor and twenty from lecturer vo senior lecturer,
It is noticeable that there are not ad hoc promotions from
junior lecturer td lecturer and thus not great incentive for
them to work harder. |

d., Publications

To encourage the création‘of new knowledge, the University
provides facilities for grants-in-aid for publications through
the editorial board, and grants to cover expenses incurrent on
research work, v

e, Grants for Renewal of Knowledge

Academic steff are encouraged to keep abreast of new develop-
ments and trends in their fields of study by means of grants to
enable them to attend overseas conferences, and undertake studies
overseas. |

All of the above factors contribute to the furtherance of the
aims of the University by encouraging scholars to gain better
insight into their fields of study, and contribute to their
wellbeing, |
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The following figures for resignations in the period
1962 - 1971 when the full-time academic staff increased from
two hundred and seventy three to six hundred and forty seven
members, reveal a general satisfaction with working conditions:

Senior Lecturers

Resignations Posts - Period
va Professors 1962 - 19714
97 Lecturers and ' _
1962 - 1971

4,2, Non-Academic Staff

Non-academic staff are eligible for merit promotion based
on the acquisition of an academic or professional qualification
or excellence of work. '

5. EMPLOYEE DENEFITS AND SERVICES |

- The summaries of the conditions of service of all permanent
members of staff, which were made available by the UCT Staff Of-
fice, reveal that the basic needs for housing, medical services,

pensions, leave, sick leave and tenure are adequately provided
for. |

"Non-white" workers are discriminated against in the
following ways:

(i) some of their members of staff are required fo clock-
in and clock-out every day; )

(ii) although some of their senior long-serving members
requested (along with other members of the Univer-
sity) preferential parking, only one member was
given a parking bay;

(iii) they have no say in the sppointment or dismissal
' of menbers of "non-vhite" staff;
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(iv) many are required to sit in basements,, eat amongst
- cleaning utensils and have no rooms or office from
which to conduct their duties,

6. STAFF - LINE RBLATIONSHIPS

Although the registrar's staff can bé regarded as the .
staff in the staff-line relationship at UCT, this does not mean
that the line members, the academic staff, who have full respon-
sibility for the success or failure of their units in achieving
149 always act as line, The lecturers
and senior lecturers are sometimes entrusted with the adminis-

the assigned goals,

trative duties of their departments, and heads of departments
and deans are required to carry out staff duties by means of
their participation in the governance of the University.

Members of the central administration faculty also re-
ceive staff services from the accounting, purchasing, public
relations and other services, But more especially, they |
should form a team with the heads of departments within their
- faculties and the dean, for the efficient running of the faculty
irrespective of their respective duties,

7. MANAGEMENT

The heads of departments occupy managerial positions in
their respective departments, yet few of them have attained
‘their.high poste because of adminigtrative ability. Most of
them are chosen because of their outstanding research and teach-
ing gability, yet they are so overburdened with managerial func-
tioné of planning, budgeting and the like that they have not
enough time to carry out their research and teaching, More-
over; most:of them have had little or no formal training in
management aﬁdyﬁét they are required to have control over aca-
denic, clerical, laboratory, duplicating and technical staff
as well as students.

149, P, Pigors: Ibid, p. 32.
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8. APPRAISAL .
Departmental heads should constantly be making appraisals
of the performance of their members and discussing evaluations
with them and means of helping them to improve their work and
opportunities for promotion, Although there is a general lack
of appraissl throughout 2ll sectors of the University, it is
especially noticeable amongst academic departments, where very
little is done to encourage members to adopt better teaching
methods or to rectify defects in style or presentation of

lectures,

9. JOB DESCRIPTION AND ANALYSIS

"A job description is a word picture (in writing) of the
duties, reeponsibilities and organizational relationships that

.constitute a given job, It defines continuing work assignments

and a scope of responsibility that are sufficiently different
from those of other jobs to warrant a specific title".150

Many non-academic posts have very vague descriptions of
the officers' duties other than the requirement that he should

carry out the tasks assigned to him byfavsenior officer. Job

descriptions as such do not exist and therefore analyses of
the performance of the officer in the job is difficult to

assess,

10. IN - SERVICE TRAINING

In-service training of members of staff is hot organized

in =2ny way. Where training does take place it is usually on
the initiative of the head of the department, otherwise new
members are allowed to fend for themselves and learn* by trial
and error. There is no manual of procedure to assist the
new member in the performance of his duties and new heads of
academic dep@rtménts and deans who have many administrative
duties to pefform receive little organized guidance on how to
carry out their duties.

150. P, Pigors, Ibid, »n.331.
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and make recommendations direct: to the conditions of service
committee or the committee of deans and the Council on any
matter affecting their members,

If the hierarchical system blocks the processing of a
grievance to the top echelon, the alternative union-like
system which has direct access to the governing bodies can
be used as is shown in the following diagram (Figure Y) :
Figure Y

CEANNELLING OF GRIEVANCES OF
STAFF _MEMBERS

Council \\
N o

Senate — UCT Stafﬁ‘Association

N\ :T
Faculty Board
N\

Member Association
Head of Department

v‘\\

/
MEMBER

.Grievances

The associations mrovide an alternative system of loyalty
to the different categories of staff and create a dichotomy
of allegiance between departments and associations, but
nevertheless provide a means whereby the alienated can gain
power to influence the decision-making process,

14, CONCLUSIONS

a. Some of the conclusions that can be drawn from the
section on personnel administration concern the following short-
comings that have been mentioned in the study of other aspects
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of UCT administration, and therefore they will be enumerated -

here without fufther comment:

(i) lack of co-ordination between academic¢ and non-
swcademic personnel policy, as well as between
genate personnel policy-making committees;

(ii) 1leed for a planned study of requirements of

211 sectors;

(iii) Hierarchical structure causes delzys in decision-
' meking because of too little delegation of

authority,

b. The personnel is administered by laissez-faire
methods with very little provision being made for

(i) job descriptions
(ii) =ossessments or appraisals of officers in
their posts '
(iii) +training of supervisory as well as operational
staff
(iv) rules for discipline,

C. The personnel administration system provides oppor-

tunities for openness as

(i) appointments are subject to open competition;

(ii) staff are encouraged to renew knowledge overseas;

(iii) overseas visitors are encouraged to come to UCT;

(iv) +the staff associations are officially recognised
as repregenting the different categories of staff,

and as such make representation to the governing

bodies;
(v) outside vnrivate work is permitted within certain

limits,.

d, The alienation by the hierarchiéal system of the
lower echelons of staff has been countered by the union-like
member associations which provide = channel for rectifying

wrongs as well as the aspirations to status,
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K. | GENERAL CONCLUSIONS

In the introductory chapters it was stated thatkadminis-
tration consists of getting things done by groups of people,
and the 'things' that were required to be done in a university
were identified as

(1) the dissemination of knowledge,
(ii)  the creation of new knowledge snd
(iii) service to the community.

The question now arises as to whether the UCT system of
administration is achieving the purpose for which it was brought
into being, that is, ies it assisting or hindering the groups of
people from getting the things done? |

The final assessment is that the administration system of
the University is hindering its proper functioning, mainly be-
cause of the following factors: |

a, -Hierarehical stfucture
b. Closed system of governance
¢. Lack of co-ordinated vylanning and assessment,

The above assessment does not necessarily mean that the
University is not achieving its purpose, because inspiring and
dedicated leadership, and the membersi commitment to purpose
and willingness to abide by rules and regulations may overcome
any impediments the system may have,

1. .The Closed Hierarchical System

The hierarchical structure of governance places the authority
and control of the decisibn-making process firmly in the hands of
the Council, but as power is alsgo inherent in the Senate to the
extent of its members' knowledge of the academic sphere of the
institution, it has also been recognized as a governing body.

The Council has attempted to entrench its pdwer position
to enable it to counter influences from outside the institution
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that have endeavoured to mould it to achieve narrow ideological
aims, In countering ideological influences, the Council has
also closed its doors to other environmental influences which
could shape its future, Because the University is a private
body with public responsibilities it should provide access to
ite decision-making by all who reveal an interest in it, and

so dispel the aura of suspicion that is hérboured about some

of its activities.

By entrenching its authority and control the Council has
algso limited the imputs that it receivesg from the students,
non-academic menbers and lecturers to those matters which flow
up the formal channels of communication, Although the system
professes to be democratic, in practice, it merely goes through
the motions of obtaining collegial recommendations, for dig-
cussion at meetings is inhibited by the pnresence of those who
wield the authority in the sub-gystem, the professors and
heads of departments. Consequently, there has been a certain
amount of depersonalization in decision-making, and the lower
echelon have been regarded as means to an end to be manipulated
within the ambit of Council and Senate rules and regulations,
instead of being accepted as part of the system which must work
together to achieve this end, Asmpart of the system fhey would
be required to be represented on poiicy-making commitfees.

The lower nchelon have banded themselves together in an
endeavour_to belance thévpower structure through an internal
political nrocess, For by concerted action through their
member organizations, the S,R.C. and the staff associations,
the powerless members have brought influence to bear on the
governing bodies to adopt their proposals, Consequently, a
volatile power structure is evolving where member orgenizations
gome into conflict with one another and with the formal system
in an attenpt to achieve a power equilibrium, Nevertheless,
the degree of openness of the decision-making controls the
enount of nressure for ehange from within the system. As the
lower echelon have restricted accessto information channelled
along ths fbrmal lines of communication, their opportunities
for influencing decisions are limited, and as long as the power
position of the official structure is maintained by restricting
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access 10 information, its opportunities for a Phoenix-like
renewal from forces within are doomed,

2, Lack of Planning and Assessment

The administrative system has also been hampered by a
reluctance to acknowledge the competence of specialists in
the respective fields of administration, and to delegate to
them meaningful duties, In an attempt to maintain control
over all aspects of decision-making, the Council has placed
an unmanageable administrative burden on its own shoulders.
The Senate, on the other hand, has brought into being a ple-
. thora of committees, consisting almost exclusively of its
own members, to advise it on the allocation of distributive
resources. Although the co-ordination of the policy-making
of these committees was intended to be vested in the Senate,
its influence has declined because it has become:

(i) too large and unwieldy to make effective decisions,
(ii) has had little work to do, and
(1ii) has met too infrequently.

Consequently, the bodies charged with advising on the distri-
bution of resources have taken over policy—making functions,
each in its narrow sphere of influence, Control of the res-
pective policy-making activities of the advisory committees

has, however, been maintained by the system which required the
committees to report to the individual members of the Senate

by meanslof the Principal's Circular, but as the overall co-
ordination and control of policy-meking of the distributive
committees has been neglected, there has been a Topsy-like
growth in the academic sub-system. (The lateral transferrence
of recommendations from policy—making'committees to advisory
comnittees has rot only caused great procraStination in deci;

" sion-making but has also created = confusing system of govern-
ance that few members understand, ) The lack of co—ordination
and overall control of policy-making by a Senate body and its
concomitant lack of assessment of the effects of the policy
implementation on members, has lead to haphazard planning in the
acadenic sector, Moreover, the entrenched power of the Senate
vis-a-vis the Council has lead to a dichotomy in decision-making.
The Senate has perceived its task to be the control over the
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academic sphere of administration in isolation from other
institutional issues, Furthermore, there has been no mecha-
nism for relating developments of the various facets of the
non-academic sector to one another, or to the academic sector
because proposals for developments from the non-academic sector
have not been restricted to a particular budgetary time when
they could be considered in relation to and in competition with
one another and with the proposals from the academic Sector. |
Consequently, the Council has had the task of co-ordlnatlng and
planning the apportlonment of resources amongst all the sectors_
of the University, with little assessment as to whether the con-
tlnulng activities are fulfilling their purpose. A greater
use of specialists in all aspects of administration to advise
governing bodies in the light of systems analyses is required,

3. A New Model of Administration for U,C.T,

A‘new model of administration which could meet the needs
of the University for

(i) more systematic planning and assessment,
(ii) greater speed in decision-making,
(iii) more meaningful partlclpatlon by all groups in the
decision-making process,
(iv) greater specialization in activities could be
based on the proposals embodied in the attached
diagram (Figure Z) and outlined below:

a. The departments would be run as committees under an
elected, rotating chairman with students, lecturing
staff, technical, clerical, administrative, laboratory
staff participating,

b, (i) ‘Faculties boundaries would be redefined and
(ii),van administrative committee would be elected
to represent students, outside professional
bodies, professors, other lecturing staff and
non-academic staff; _ '
(iii) their agenda and minutes would be circulated to
their electorate, '
and '
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FIGURE 2 NEY MODEL OF GOVERNANCE FOR _U.C.T.
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(iv) 'bhe committees would have certaln delegated

powers of de01sion-mak1ng.

The recommendations of the academic and non-academic
sectors would be analysed and processed by adminis-
trative specialists whose proposals would be circu-
lated University-wide before being considered by a
new policy committee,

The Policy Committee would consist of representatives
of the Council, the Senate, Students, other lecturing
staff and non-academic staff,
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