Chapter 5 
Excellence in Administration


Excellent leadership training institutions have appropriate and adequate structures that make the program work well.  Good administration is done by people who have clear job descriptions and who are competent and willing to serve the teachers, staff and students so that learning occurs.  


When I first went to Brazil, a Canadian colleague and I were asked by our local pastors’ association to start a theological training institution.  We two teachers found an U-shaped building that had formerly been a residence for Christian girls who had come to study in the city.  We hired workers to remodel four of the little bedrooms into two classrooms and the caretaker’s apartment into administrative office space.  The dining room became our library while the remaining four little rooms on one wing housed our out-of-town students. We created our own application forms for students, as well as forms for student attendance and grades.  We set up a bank account and made up our own system of finances.  We bought books from what lists we could find for Brazilian publishers, and classified them for our little library.  We visited local churches to promote the seminary and invited some of the local pastors to become part-time lecturers in our new school. Our curriculum was basically a compilation of what we found in other training programs across Brazil.  We organized the schedules for class and chapel around when teachers could come. Although we were new teachers ourselves, we did what we could to train other teachers.  In retrospect, I’m not sure that we did a bad job, but it is clear that the two of us did an awful lot of everything while knowing very little about much of it.  


Most theological education programs have been started by teachers.  In the initial stages of development, teachers are the ones who take on most of the administrative tasks of the new school, whether they are good at them or not.  This doesn’t always change with time.  It is reasonable that teachers write and teach the curriculum.  They are in the best position to establish academic rules and practices.  Teachers should give input on student admissions, library development and facility and equipment needs.  They need to have a voice in the development of a budget.  But it is not usually a good idea when they also take on eternal responsibility for overseeing everything that happens on a theological school campus.  


As the staffing needs of a school grow, there is a need for specialization.  There are three internal areas in which excellence needs to exist in order for students to be well-equipped for ministry, only one of which is academics.  Most people understand that there is an academic side to learning, for which we need books, a classroom, computers and people with teaching gifts. Yet we also need excellence in the areas of administration and fund-development.  

In this chapter we will look at issues of administration and structure.  We will see that theological school management requires a principal who oversees three distinct areas: academic affairs, administrative affairs, and public relations and fund-development.  We will also look at budgets, job descriptions, hiring new people and how to strengthen the administrative staff team that we have. 

The Challenge of Administration


Surprisingly few people appreciate how much can and should be done by those with administrative gifts (and not just teaching gifts) in order for a training program to function smoothly and effectively.  Even fewer people understand what needs to happen for a program to have adequate financial support.  Without a competent administrative team, working within well-designed administrative structures, it is impossible to have excellence in learning.  Without adequate financing, neither those who teach, nor those who administrate will be able to function at all.  Learning occurs in a complicated system where many pieces need to function simultaneously.  


Leadership training programs require excellence in administration.  Coordinating logistics for a theological training institution can be overwhelming in programs of any size.  One major reason for this is that most administrative structures, processes and rules are not the result of a carefully considered plan, designed to coherently serve the purposes of the training program.  Rather, structures, practices and policies often reflect a long accumulation of responses to particular situations by individual personalities.  It is common for school leadership to inherit administrative structures that are overly complicated for what needs to be done.  


Simple is better.  Administration is developing and coordinating a team of people who can do those specific things that need to be done to support your training program.  We are not helped when we simply continue doing everything that has always been done.  Neither do we build efficiency and competence into our administrative efforts when we grab whatever warm bodies might be available to do things that they may not be competent to do.  We need individuals with specific skills to take on jobs worth doing as a part of making the entire educational process work with excellence.  


Administration is a team effort.  Perhaps the person who is most significant in presenting the public image of an institution is not the principal, but the receptionist at the entryway who personally and enthusiastically deals with visitors and phone callas.  There are those who lovingly care for our property, who clean and prepare our classrooms so that teachers have chalk or whiteboard markers that work.  Someone orders textbooks and other supplies six to twelve months in advance of when they are needed so that we and our students have the resources required for learning.  People with special skills maintain our libraries, our building and grounds, our phone system, our photocopier and our computer equipment.  Someone recruits our students and makes sure that the wrong students have not been admitted.  Others help to make sure that all new students are properly oriented to our educational community.  Some of our administrative team have pastoral gifts and wisdom that they use to lovingly care for students and staff.  Our curricular program is monitored so that qualified teachers are available for the subjects that need to be taught, and so that classrooms are assigned with a timetable for each term.  People with organizational skills coordinate and keep academic records, class syllabi, test results and credits.  Administrative assistants coordinate schedules, organize meetings, prepare documents, and keep the school’s correspondence up-to-date and well-filed.  Someone makes sure that student fees have been received, that scholarships have been appropriately administered and all bills and salaries are being paid.  Internal trainers supervise, renew and equip all of us for a variety of tasks.  All of these describe administrative jobs, most of which shouldn’t be done by people who only have teaching gifts -- even in small training efforts.  


We are part of an environment in which learning happens.  The students and the community around us watch how people serve God with joy and competence – or not.  The way that faculty, administrators and staff relate to each another and to students is a powerful lesson about the body of Christ.  For good or bad, what we do and who we are in community will be replicated in the churches and ministries of our students when they graduate.  

Appropriate Administrative Structures


Somebody has to be in charge.  As we noted in the last chapter, this person, whether called principal, president, provost, vice-chancellor or chief executive officer, is the one who has been selected and empowered by the school’s governing body to implement policies that will help the training institution accomplish what it is supposed to accomplish.  To do this, one of his or her primary responsibilities will be to develop, train and supervise a team for three different, but inter-related, areas in which excellence needs to exist:

· Academic affairs.  

· Administrative affairs.

· Public relations and fund-development.  


In one sense, all of these areas involve administration as they are part of the overall package of logistics that makes a training program work. Yet as they involve distinct aspects of a training program, each should be treated separately and should be led by someone designated to provide leadership over that particular area. Depending on the size of the training program, these might not need to be full-time administrators. These administrative leaders could be given a variety of titles, such as coordinators, directors, deans, or vice-presidents.  Given the different skills involved, each coordinator should have responsibility for only one of these three areas.  However, all three work closely together under the leadership of the school’s principal, knowing that there is a significant and dynamic inter-relationship among areas.  

(1) Academic Affairs  


This may be the area that is easiest to conceptualize.  We know that competent teachers need to be found, trained and renewed.  A contextualized program of study to equip students for ministry should exist.  Teaching outcomes and methodologies must be defined for all courses with syllabi kept and monitored to ensure quality in each course offered.  Field education and character development need to be structured into the overall teaching program.  A dean of students may be appointed to the academic affairs team to help oversee the spiritual growth of students.  A librarian may also become part of this academic team, given the importance of books and electronic resources for learning.  Policies will be needed for grading, along with the careful keeping of academic records.  Someone needs to develop a timetable for classes and a schedule for the use of classrooms.  
The Role of an Academic Vice-President or Dean


An academic dean or a coordinator for academic issues has the primary responsibility to oversee the development and teaching of the school’s curriculum.  Academic deans need organizational and relational skills, along with basic competence and experience as educators.  Their task is to build a strong teaching team that is committed to a contextualized curriculum so that the organization can do what it intends to do in equipping people for ministry.  Academic deans should have a clear understanding of the strengths and weaknesses of their training efforts.  They function less as pioneers of new efforts than as managers of people doing a variety of inter-related tasks.  If they are successful and fair in their leadership, everyone will have a sense that their task was done by all of them.  The responsibilities of an academic dean include at least these seven important elements:  

(1) Curriculum development.  The academic dean should oversee an ongoing process of evaluation and review of the curriculum to insure its relevance.  Teachers need to understand the role that each of them has in making the curriculum effective.   

(2) Consensus concerning vision.  Faculty are a bit like cats in that they are very difficult to herd.  A good dean knows how to build consensus so that there will be a common sense of what everyone is trying to do.  Relationships are important and decisions need to be made together.  Jeanne P. McLean wrote that the dean serves as “facilitator, negotiator, and guide. Deans exercise leadership by enabling others to participate in governance and to achieve their common goals” (Leading from the Center: The Emerging Role of the Chief Academic Office in Theological Schools.  Atlanta: Scholars Press, 1999. p.74).  

(3) Faculty development.  The dean should develop a regular system of student and colleague feedback to help teachers know how to teach better.  Faculty should be helped and encouraged to participate in seminars or professional workshops to improve their skills and to build relationships with colleagues.  The dean should coordinate efforts to allow faculty to obtain advanced formal training.

(4) Student development.  The academic dean should oversee both the dean of students and the field education program.  Student progress, issues and problems should be known and appropriately provided for.

(5) Problem solving and conflict resolution.  The academic dean becomes a court of appeals for most academic issues, including requests for exceptions to rules and disciplinary problems.  The dean serves as mediator for conflicts that arise between faculty and students or among staff members.  

(6) Budget and program development.  The academic dean is responsible for presenting what is needed for the healthy functioning of the academic program in personnel, equipment and finances.  

(7) Influence and relationships. The academic dean represents the academic team and should maintain close relationships with the leadership of the overall training program and its governing body.  When approvals are needed, the academic dean defends the process and the conclusions.  

(2) Administrative Affairs


There are many details involved in running a theological training program.  When the little things are not taken care of by people who are good at taking care of details, the effects are felt by everyone.  In a February 2006 letter to mission leaders, SIM’s International Director, Malcolm McGregor, noted that the lack of good administrative support was one of the issues that most threatened the health and welfare of leaders.  He cited a situation with one individual: “He has a huge heart and vision for the work going on … yet is weighed down due to a lack of administrative support.  It prevents him engaging with ministry and strategic issues, it keeps him from being out among his team and it draws energy out of him – yet he is a gifted leader.”


There are at least seven broad areas where administration needs to happen in order for your leadership training program to work well: 

(1) Registrar and admissions - to ensure that the right people are admitted to the program and that their documents show how they are moving toward graduation in their program of study.

(2) Personal assistants and secretarial help – to ensure that hand-outs or exams are ready for teachers, that conferences or special guests are cared for, that student and class records are carefully maintained, that government paperwork is up-to-date, and that all correspondence is responded to from potential students, alumni, churches, donors and others.  

(3) Purchasing – to ensure that the school has the equipment and the day-to-day supplies and resources it needs, including textbooks, whiteboard pens, paper, file folders, etc.

(4) Maintenance of equipment – to ensure that things work, like telephones, computers, Internet connections, the photocopy machine and whatever vehicles you might have.

(5) Maintenance of buildings and property – to ensure that classrooms, offices, the library and the chapel are all properly cleaned and cared for, that lights have light bulbs that work, that student desks or chairs are usable, and that the campus is neat and secure. 

(6) Personnel – to ensure that people are properly hired, that personnel records are maintained, and that everyone has an up-to-date written job descriptions with a clearly defined salary and benefits package for each position.  

(7) Finances – to ensure that student fees and donations are receipted and deposited properly, that bills and salaries are paid, including social obligations required by governments for all employees; that proper records exist for budgets and audits. A lack of trust over the use of funds can become fatal for a training program.

The Role of an Administrative Vice-President 


The business world may call its director of administration a “chief operating officer” as he or she has the responsibility to oversee the details involved in making the operations work. Although administrative officers do not need experience or competence as educators, for our purposes, they need good organizational and relational skills along with a thorough commitment to theological education.  Their task is to build, equip and empower a strong administrative team that actually will cover all three areas in which excellence is required for the training program: academics, public relations/ fundraising, and general administration.  Like academic deans, they need to be skilled managers of people who are working in a complex variety of tasks.  


The director or vice-president of administration will need to understand both the big and little pieces of the school’s educational process.  There are lots of things that cry daily for someone’s attention.  These may include discovering that there is not enough sugar for tea for students and faculty after today’s chapel services, arranging for someone to be at the airport “right now” to meet a visiting lecturer, dealing with a student’s immediate financial crisis or finding a car and a driver to take a staff member to the hospital.  All of these are important, but an administrative officer will know how to balance immediate crises with long-range issues that also need attention and finances, such as projects for equipment purchase, personnel development or preventative maintenance for campus buildings.  

(3) Public Relations and Fund Development


Given that most organizations don’t run very well without funding, it is important to remember that public relations and fund development is a part of the overall administrative task of any training institution. Theological training institutions need to handle financial issues with transparency and wisdom.  The development of a budget is a group exercise, while the actual management of funds belongs to the administrative affairs team.  However, someone has to take on the responsibility of finding the funds that an institution needs.  This area of administration combines a communications task of sharing the vision, and stories of God at work with a fundraising task of finding those who are willing to invest in leadership training.  The concept of public relations requires good relationships with the churches who send students, faculty and staff –- and funding.  It also involves ongoing relationships with the school’s graduates, as well as with businesses, foundations, organizations and key individuals.  For the educational ministry of the school to exist, this part of the school’s administrative team needs to find creative ways to share the success and needs of the training program with those who believe in the value of the program. 

The Role of a Vice-President for Public Relations and Fund Development.  


OCI’s Dr. Manfred W. Kohl refers to this as a Director of Communications and Fund-raising.  The person who gives leadership to this area does not need educational experience or competence, although he or she will need a deep commitment to theological education.  There also may not be a need for expertise in either financial management or administrative coordination.  But these leaders need superb relational and communications skills.  Their task is to find, equip and manage a team that can build relationships and share information on behalf of the training program with alumni, churches, the business community and government authorities.  They will need to understand the strengths and weaknesses of their theological training program and will know how to communicate this in appropriate ways to those to whom the school matters (or should matter).  They know how to ask for help, and they regularly report back to those who are a part of the school’s support team.  In chapter 10 we will discuss in more detail ideas as to how funding can and should be developed.  

Developing a Budget

Why do we even need a budget?  For many schools the continuing shortage of funds means that we use what little we have for whatever cries the loudest.  

One of the most important reasons for developing a budget is that it forces us to prioritize what we are doing.  It is good to make prayerful choices about how we use what we have, and as we put these choices in written form, we have a financial plan that can be evaluated.  We will affirm together those important things that we would like to be able to do, if only we could find the resources to do them.   Our budget becomes part of our vision as we share what we see as legitimate needs with those who join us in praying for God’s provision, while also considering if they could help us financially.  

A budget helps us to live as stewards.  All that we have has been given to us by God (Psalm 24:1), and we are not free to simply spend it for what is makes the most noise.  Our budget helps us exercise self-control to spend what we have for that for which it was intended.  This is especially important in maintaining our credibility with donors, as it is almost never a wise decision to use funds for things other than that for what they were given.  


The development of a budget is ultimately the responsibility of a school’s principal, though in reality many people contribute to it.  A budget usually needs approval by the governing board and possibly by the general assembly.  Budgets need to be comprehensive, bearing in mind all three of the administrative areas of a school’s functioning.  Thus money will need to be allocated for the academic program (salaries and benefits, library collection, teaching equipment and supplies), for administration (salaries and benefits, maintenance, communications, buildings and grounds, etc.) and for fundraising and public relations (salaries and benefits, travel costs, publications and communications, etc.).  One of the best ways to develop a budget is to look at what was actually spent in any given year, then make projections of needs for the coming year.    Budgets also include reflection on possible income sources.  We will discuss issues of fundraising further in chapter 10.

How Much Administrative Staff Is Too Much? 


Unless your training institution is blessed with incredibly generous levels of financing, there are limits to how many people you should hire as teachers or for administrative jobs.  It is easy to find tasks for which we’d like to have workers, but the reality is that there can be too many workers for too few students. Most programs cannot afford to have seven teachers for only 20 students.  It isn’t reasonable to maintain a vehicle and a driver just for the principal.  It is not likely to be cost-efficient to run a full kitchen when only lunch (and perhaps tea) is served to less than 100 students and staff.  


If the campus is large or if a large number of different training program options are offered, it is easy to acquire a large number of security guards, maintenance personnel, teachers and support staff.  But a program should never have more employees than students.  For example, while the accreditation standards for the Middle East Association for Theological Education (MEATE) require that “the teaching staff must be of sufficient number to support the educational program effectively” (“Teaching Staff” - Point 2.1.1.), they assume that most programs will have more than one student studying under each teacher.  MEATE suggests that there should be “at least one teacher for every fifteen students” (#2.1.2).  For masters’ or doctoral-level programs, the teacher-student ratio may need to be less, such as one teacher for each ten students.  In addition, no program should need more than two support and supervisory staff for each teacher.  That suggests an overall ratio of not more than one staff member for every three to four students.  If this doesn’t describe your ratios, either you need a whole lot more students, or you are on a campus that is too big or too costly, or you are trying to do more than really needs to be done by you!  

Caution: Don’t take on unnecessary administration!


Many training institutions were begun by people with visions that included far more than just training.  For example, the leader of a missions training program may also want to start new churches or to send out and maintain its own graduates as missionaries.  Or the leader of a theological training institution may want to use the campus and its administrative resources, including students and faculty, to respond to community needs.  Thus in addition to managing its training program, an institution may also be taking on the coordination of projects in areas of community health, community development or working with HIV-AIDS and community-based orphan care.  These projects are then managed by the school’s staff, funds are raised and administered through the school’s financial system, and their facilities may house the volunteer teams who come to work with the projects.  


Outreach and caring for needy people are valid activities in the Kingdom of God.  However, they can become distractions from our training efforts.  They can even become something bigger than the training institution.  We don’t need the tail to wag the dog.  If our purpose is to equip leaders for ministry, it is better to find ways to work as friends and partners in parallel universes.  If your campus has extra space, an office or building could be given to a mission agency organized to send and support missionaries or new church planters.  Or space could be given (or rented) to an agency created to coordinate volunteers as they work with community health projects or respond to the needs of HIV-AIDS orphans.  While your students (and staff) will benefit by cooperating with projects like this as part of their field education, it is better for these projects to function independently of the training program.  Coordinating volunteers or managing projects like these is probably not the core purpose of your training institution.  So these things should not become the responsibility or focus of the school’s leadership team or its fund-raising efforts.  Outreach projects need their own budgets, governing boards and administrative and staff teams.    

Job Descriptions 


Every person who works for a theological education training institution should have his or her own written job description, detailing what he or she is expected to be and do and how this fits into the overall mission of the school.  People need a description of the character and job performance standards required and to whom they are to be accountable.  A good job description will serve as the basis for doing evaluations as well as a guide for staff development, suggesting training that might be required before or after taking the job.


According to Peter Wiwcharuck in Building Effective Leadership: A Guide to Christian and Professional Management (Three Hills, Alberta: International Christian Leadership Development Foundation, Inc, 1987, pp 175-176), the following information should be provided on every job description:

· The title of the job, and the date when this version of the job description was written.

· The primary objective of the overall organization.

· The primary objective of this particular position (i.e. a job summary as well as where this particular person fits into the total organizational chart of the organization).

· The lines, details and limitations of the authority of the position.

· The details of each activity to be done. 


A well-written job description will serve as a tool for hiring people, allowing them to see what authority and responsibilities would be involved in the position they are considering.  Once they accept the job, it then becomes a kind of contract, indicating their agreement to do what the school expects from them.  


Job descriptions should be written for the position and not around the gifts of a particular individual.  Nevertheless, it is good to leave space for a person to be able to develop a job within his or her unique personality and experience.  Job descriptions should be written initially by a school’s leadership, given their knowledge of what needs to be done.  However, all job descriptions should be reviewed at least once a year.  The best person to rewrite a job description is the person doing the job, as he or she is aware of what needs to be done and how.  Any changes to a job description need to be approved by one’s supervisor.  While both the supervisor and the employee need copies of what has been agreed upon, a master copy of each new version should be kept by the program’s personnel department.  

Hiring New People 


The first step in hiring new staff is to know exactly what it is that we are looking for.  A variety of people can give their input as we are a community working together to equip people for ministry.  Do we really need a new person?  If so, we need to carefully define the job that needs to be done, along with the skills, character and personality that will be needed to get the job done.  Even when we are adding people to take us into new areas, we shouldn’t be reshaping and complicating our organizational chart.   We are working together to achieve a common purpose.  All staff, new and old, need to fit in as part of our community and as part of the collective effort to accomplish what we intend to accomplish. 


Your training program may have a personnel committee that oversees the hiring process.  Academic deans and faculty usually want to give input into the kinds of teaching staff that they need.  A librarian will want to be a part of the hire of those who will work in the library.  Governing boards or sponsoring churches may want to give their suggestions regarding people that might be helpful to you.  However, staff hiring is ultimately the responsibility of the director or principal of the training program.  


An individual or a search committee should only begin to look for people with the skills, experience, personality, character and vision that we want when we have developed a clear job description and when we have defined the salary benefits that will go with the job.  Most governments have laws that stipulate how jobs may be filled.  We may need to follow a timetable as we advertise the position publicly, receive written applications from potential employees, and conduct formal interviews.  However, this does not restrict us from soliciting applications from qualified people that we already know would fit the job well.  


Any job application should include at least the following information:  Contact information, family status, academic records, previous employment, church affiliation and involvement, adherence to the school’s statement of faith and code of conduct, and proof of specific skills related to the job position.  One useful question to ask is: “Why would you like to have this job position with us?” We need staff members who not only have competence, but who believe in what we are trying to do.


From the applications that you receive, determine who is the most likely candidate.  Holding interviews allows you to sense a person’s spiritual commitment and compatibility with the school’s mission and ethos. Besides determining their competence to do the job, we should listen for their passion and dreams.  Is this the kind of person that we want to have as part of our team?  Only consider one person at a time, and carry the process to its conclusion before moving on to the next name on the list.  That doesn’t mean that you can’t look for potential new faculty members, but it does suggest that it is not wise to seriously consider three individuals as final candidates for the same NT position at the same time.


One needs to be cautious before simply hiring new people for jobs that aren’t being done (or aren’t being done well).  As you look at specific cases, you may conclude that you have been putting energy into something that really doesn’t need to be done at all or that doesn’t need so many people to do it.  You may be better off dropping the project than hiring new people.  Alternatively, you may conclude that existing administrative support has been done so poorly that you have made the job almost impossible to do.  Don’t hire new staff to compensate for interpersonal conflicts or someone’s incompetence.  In any of these scenarios, one first needs to deal with the issues involved: incompetence, conflict resolution, or administrative support for projects.  Hiring new people will not solve most of our problems.  

Strengthening the Administrative Staff Team That We Have


It is much better to equip, encourage and empower the staff members that we have than to constantly be looking for new people.  The most important administrative goal is to have a team of emotionally healthy people competently doing what needs to be done.  People have a right to be given respect for who they are.  We need to provide them with adequate health care and salary benefits that are appropriate for their level of training and for the jobs that they are doing.  


One way of equipping others is to give them regular and honest feedback on what they are doing.  Job appraisals, drawing on the job descriptions of each person, should be done for everyone.  This helps us maintain high standards in fulfilling the mission of the school.  It also allows problems to surface.  We may discover that some of our colleagues are being asked to do things for which they are capable, but for which they have not been adequately trained.  Alternatively, we may see where they are not doing what they might be best at, while trying to do things that we’ve asked them to do, but which someone more qualified could have done a lot better.  Part of the problem of “filling holes” with whatever warm bodies we can find is that we burn our people out, while simultaneously perpetuating mediocrity.  Clear job descriptions and regular evaluations can help prevent this.


Helping one another to be competent is an important commitment that we make to those who work with and for us. Staff development must be an important part of our administrative plan.  The best teachers are those who keep on learning.  The same principle is true of administrative staff members.  Peter Drucker commented that “Burnout, much of the time, is a cop-out for being bored.” (Managing the Non-Profit Organization (Harper Business, 1990.  p.197). We won’t encourage excellence if our teachers and administrative staff are bored and locked into routine.  We need to be a community with a culture that constantly tries to discover how to help each other to improve.  We will look further at issues of evaluation and renewal in chapter 12.  


We also need to provide encouragement and pastoral care.  All people go through times of emotional, physical or spiritual crises.  These inevitably affect the way that they do their jobs.  So to what extent are these factors only temporarily causing a person to do a poor job?  Being an administrator of people means that we will know how to be supportive of those who are going through difficult times.  

Conclusions


There are many tasks that need to be done with competence for our training efforts to function with excellence.  Teachers can happily serve with peace of mind as they know that effective structural and administrative procedures are in place.  We need to be able to trust the abilities and character that exists in those that work with us and around us.  Excellence in administration involves not only caring for the many details of what we are trying to do.  It also includes the management of people who make the program work.  Who we are as a learning community will be a major part of shaping how our students view the churches that they will plant and serve.  

Discussion Questions Regarding Your Administration:
1. What’s the history behind your administrative structures? 

2. Make a long list of every detail that needs to be done well in order for your training program to function well.  Who has responsibility for making sure that these details are taken care of?

3. Draw up (or review) your flow chart of how people relate to each other in doing what needs to be done.  Who relates to whom?  How do they all relate to each other?

4. Does every person working with your training program have a written job description?  Examine your own job description and discuss how adequate this is.  How could this be improved?  

5. How complicated are your administrative structures?  Is there a better way to organize the way things are done? 

6. Do you have more people doing administrative jobs than is justified by the number of students?  How can you change what needs to change?

7. How are you structured to equip and care for the people who are currently a part of your administrative and teaching team?
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