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INSTITUTIONAL MANAGEMENT IN EDUCATIONAL 
CYBERNETICS 

DR. S. SWAMINATHA PILLAI 

1.0 INTRODUCTION 

An educational institution is an 
organization with a mission. lts raison 
d'etre is to promote its students' learn­
ing, within a curriculum acceptable to 
its stakeholders. These ends are to be 
met efficiently and cost-effectively. In 
such an organiza tion tensions will arise 
between: 

i) 

2) 

3) 

4) 

5) 

Professional autonomy and mana­
gerial control, individuality and hi­
erarchy, , 
Structural authority and participa­
tive decision making, 

The head's dual roles of 'leading pro­
fessional' and 'chief executive', 

The educational good of the many 
and the self-interest of the few, 

High principle and pragmatic ex­
pediency -

These sometimes require a decision as 
to the lesser of two 'evils " eg. being 
cruel in order to be kind". (Everard and 
Morris, 1988). To resolve these tensions 

a reference to values beyond the indi­
viduals in the organiza tion is required. 
Such va lues act as bridges between the 
two. These fundamental issues propel 
an educational institution to pinnacle of 
success with its manager set in author­
ity. 

2.0 EDUCATIONAL MANAGEMENT: 

An educational institution is an 
organic system intended to develop human 
resources, optinlally, utilizing all avail­
able material resources resulting in a 
change of human ability towards social 
amelioration. Such a philosophical state­
men t is rea II y pragma tic as it empha­
sizes the four major components of 
institutional management viz. organiza­
tion, manpower, materials and dynamism. 
Applying the welJ-known management 
stages of goalsetting, planning, organizing, 
controll ing, evaluating and communicating 
to the above four-component descrip­
tion of institutional management, the fol­
lowing matrix emerges with the most 
important concepts, for the practice of 
successful institutional managers. 
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Institutional Organic Manpower Material Change 
Management System Resources Resources 
Components 

Stage 
... 

of 
Manage-
ment .J, 

Setting Aims Growth & Career Modernisation Innovation 
& Objectives Development Development 

(0.0.) 

Planning Time-log & Motivation Maintenance Micro level & 
Analysis Macro level 

Planning 

Organizing Articulation Autonomy Procurement Force Field 
of structures (Rejection, Analysis 

addition 
modification) 

Controlling Frictionless Accountability Auditing & Conflict 
operation Stock taking Resolution 

Setting Excellence Quality & Cost effective Institutional 

organiza tional Morale & Cost Ethos. 
standard beneficial 

Directing the Participatory Interpersonal Optimal Diffusion of 

work of other Management Communication Utilization Innovation 
staff 

Fig. 1. Ins titutio nal M,lIla gc ment Matrix. 

3.0 SYSTEM WITHIN A SYSTEM: analysis on the basis 01 the time log at 

An institution when established 
the stage of planning. Over a period of 
time, it is imperative on the part of this 

properly becomes an organic system with institution to articulate well both as a 
its natural growth leading to organiza- system of systems and as a system within 
tional development. In this process, time a large system, say educational system. 
is an important factor needing a time 
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Social 
System 

Technical 
System 

Reward 

Fig. 2 Interlocking Systems 

(Everard & Morris 1988) 

Economic 
System 

There is a need to effect a control over 
the system for its frictionless operation 
lubricated by appropriate management 

style. In this context the Blake grid (Blake 
and Mounton 1964) is worth looking into 
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Fig. 3 . The Blake grid 's two dimensional 

model of management style. 

It is possible to consider the five mod­
els of organizational functioning as 
illustrated by Birnbaum (1988) : 

- the collegial institution, sharing 
power and values in a commu­
ni ty of equals, 

- the Bureaucratic institution, ra­
tionalizing structure and decision 
making, 

- the Polytechnic institu tion, com­
peting for power and resources, 

- the Anarchical institution, find­
ing meaning in a community of 
autonomous actors, and 

- the Cybernetic insti tu tion, provid­
ing direction through self-regu­
la tion. 

The last mentioned 1970s model is 
variously described as systems, Cyber­
netics and Socio-technical, with situational 
consideration as the dominant manage­
ment style having an interlocking orga­
nizational structure emphasising on 
information flows and groups having their 
source of ideas in instrumentation con­
trol theory and nervous system (bio­
technological source). From the classi­
cal model characterized by rationality, 
high job specialization, centralization, a 
command system, a tight hierarchy, strong 
vertical communication, fight control, rigid 
procedures and an autocratic approach, 
through the humanistic model charac­
terized by respect for human values, job 
breadth, consultation, consensus, decen­
tralization, loose subject organization, 
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flexible procedu res, multidirectional 
communication, management by objec­
tives and a participative approach, to 
the syste ms model based on control 
engincc ring on the one hand and hu­
man physiologica l systems on the other 
hand as develo ped by Beer in 1971 there 
ha ve been a large set of considerations. 
Thi s model bri ngs out a number of factors 
releva nt to mode rn institutions and has 

three subsystems of policy-making, policy 
execu tion management and actual field 
operation in a hierarchy with the liaising 
and harmonizing fourth subsystem fa­
cilitating the operation and the outworld 
and futuristic fifth subsystem in articu­
lat ion with the hi g hest factor of 
policymaking. These five subsystems arc 
in structural relationship as below: 

5. PoJicymaking 

4 . FU'UCiStiCS/ r 
3. Policy execution 

r 
2. Lateral 

in fo rmation 

1. Field work ~ 
Fig. 4. Subsystems lIierarchy in Cybernetic Model. 

The management style in operation has 
to set an organizational standard or in­
stitutional excellence on the lines of the 
search made by Peters and Waterman 
(982) . In order to achieve this the work 
of other staff needs to be directed in 
unison with the aims and objectives vis­
a-vis the standards set for the institu­
ti on to achieve. 

4.0 MANPOWER MANAGEMENT: 

The faculty and staff of the insti­
tute has to manage it in such a way that 

the ultimate goal of developing manpower 
for social amelioration, as in technical 
manpower through technical institutions. 
Career development of both the staff and 
the students is the total aim of a 
professional institution. It is not only 
integral to institutional development but 
even to organizational health. Herberg's 
(1966) hygiene factors include organi­
zational policies and administration, 
management, working conditions, inter­
personal rela tionships, money, status and 
security; his 'motivators' arc achievement, 
responsibility, recognition, advancement, 
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work itself and personal growth: Every 
individual involved in the institution, 
in one way or other, has to be a self­
motivated achiever who can be described 
as follows: 

- achievers like to set their own 
goals. 

- achiever tends to avoid extremes 
of difficulty in selecting goals. 

- achiever prefers tasks which 
provide him with more or less 
immediate feedback. 

In the words of Anand Swarup (Singh 
& Sharma) (989), "autonomy is to be 
looked upon as a managerial concept in 
the context of achieving the objectives 
for which the university (here, institu­
tional) * system should be examined and 
a generally acceptable approach to it 
should be crystallised . The kind of norms 
of institutional accountability which need 
to be evolved is indicated by factors such 
as 

- credible and objective criteria for 
student 'selection, 

- frequency of updating a syllabi 
and curricula, 

- time schedule for class and course 
work, 

- fair and just appFaisal of student 
achievement, 

- credibility in student grading, 

- creating an environment of learn-
ing, 

- encouraging a humanitarian rev­
erence for and a scientific atti­
tude to life 

- adherence to reasonable norms of 
operational efficiency, professional 
encouragement, financial disci­
pline, grievance redressal etc. 

The importance of student and teacher 
quality and the institutional morale as 
organizational standard naturally points 
to interpersonal communication in such 
an institutional management system. 

5. CHANGE MANAGEMENT : 

The management of educational, nay, 
institutional change rests on setting its 
aims and objectives on innovation in 
education. Micro- and macro-level in­
stitu tional planning needs to organize 
a force field analysis leading to the 
resolution of conflicts, natural to intro­
duction of any change. Such an orga­
nized change is embedded in the insti­
tutional ethos contributing to the dif­
fusion of its innovation at one or other 
levels of change. The map of a process 
for complex organizational change given 
below depicts the intricacies involved 
in such a change. 

(* parenthetical intrapolation of this writer) 
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This map is applicable not only to the 
institution as a whole but even to a single 
instructional event confined to a class 
of short duration ssuch as a n hour. 

6.0 INSTITUTIONAL MANAGEMENT 
IN EDUCATIONAL 
CYBERNETICS : 

The organizational chart for insti­
tutional management is given at the end 
of this section by way of summary of 
what has been sta ted in the main sec­
tions. As an organic - contro lling sys­
tem the institution follows the principles 
of cybernetics as applied to education. 
Bu t unlike in pure cybernetics where ma­
chine is involved, in educational cyber­
netics human beings are involved in their 
control of communication between them­
selves as well as with dynamics of in-

stitutional components perceived to be 
in organic systems growth and devel­
opment. Therefore, it is necessary on ,the 
part of educational managers, viz., heads 
of institu tions and insti tu tional dep...'l rt­
ments, teaching as well as supportlng 
personnel including administrative groups, 
students, parents, employers (indL(titry) 
and policy-makers (management as well 
as political functionaries including 
educational thinkers and theorists), to 
carefully adop t this cybernetic approach 
to institutional management providing 
direction as we11 as self-regulation vesting 
in them onerous responsibilities of 
developing manpower reuired for soci al 
(national) development emerging in 
futuristic trends. Unavoidable it is to don 
multiple roles on educators at several 
levels to function in this new network 
of inputs and outputs in the educational 
system. 
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