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Summary:
Voluntary organizations play an integral role in civil society by providing citizens a means to participate in their community.  In a mini civil society like a college campus, student organizations serve this role for college students. Since these organizations are important, it is important to create and maintain them. In order to create and maintain them, it is important to know how they function.  In the study of group dynamics, we identify characteristics of groups that are important to address in order to successfully create and maintain organizations. In this paper, we look specifically at student organizations on a college campus and their characteristics that influence their sustainability and continuity. These characteristics are: Voluntary, high turnover, dependant on incoming human resources, craft organizations, low power differences, multiple needs, missions. Each of these characteristics can cause weaknesses in a student organization if not taken into account, but when addressed correctly, are not formidable obstacles to the sustainability and continuity of student organizations. 
Background:

“Americans of all ages”, wrote Alexis de Tocqueville, “are forever forming associations.” Tocqueville felt that civic associations were essential to keep Americans informed and able to govern themselves, the key to a just and stable society. The democratic dream has been based on volunteers devoting their time to the needs of the community. As such, voluntary associations have been one of America’s defining characteristics since the country’s foundation. “Historically, volunteer involvement in community activities has been a valued and widespread aspect of American life” (Fitch, 1987). 

The “great generation” after WWII brought about a vast array of voluntary associations. They provided something for everyone: men’s clubs such as the Kiwanis and Elks, women’s clubs such as the League of Women Voters, Boy Scouts, Girl Guides, farmers groups, industrial unions, and associations of Elvis impersonators. A recent article in “The Economist” points out that “if the great sorting-out is pulling social bonds apart, then Americans' love of clubs seems the most likely glue to put them back together again” (Economist, 2005).

Recently, there has been a “decline of community ties” which “may well be connected to continued geographic mobility” (Economist, 2005). However, others assert that mobility will actually stimulate more demand for clubs, and a new form of civil volunteerism. In fact, one could argue that after years of decline, civil society is staging a comeback. But that does not mean, as pessimists fear, that “mobility will continue to eat away at them until America becomes totally atomised” (Economist, 2005). Because mobility stimulates demand for clubs, you would expect to find new forms of civil volunteerism starting to crop up. And you do: after years of decline, civil society is staging a comeback.  “Americans are joining clubs again” (Economist, 2005). After the events of September 11 there has been a rapid increase in participation in voluntary organizations on one specific group.  Bill Galston at the University of Maryland found that after September 11, 40% of 15-25-tear-olds had volunteered in the past 12 months, higher than the average 33% for all age groups. September 11 may bring about another “great generation” like that after WWII (Economist, 2005).
According to Eklund-Leen & Young (1997) “as civic participation has grown in America, involvement in the community has become a significant goal of community colleges in recent years (Commission on the Future of Community Colleges, 1988), and it will become even more important if the concept of voluntary service continues to gain impetus in the White House and on Capitol Hill (Pell, 1988)” (71). This means understanding how these organizations work will be increasingly important. 
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Where do Student Organizations
 fit in: 
On a college campus, student groups serve as a means for students to form associations and participate in their community. Student organizations secure involvement by creating a sense of belonging in clubs that encompass a wide array of hobbies. These clubs might be sport clubs, social clubs, service clubs or cultural clubs. The University of Maryland’s Student Government Association recognizes more than 200 student organizations. Students who are interested in sports can participate in the Aikido Club or Maryland Club Swimming, students who like board games can meet up for games on Thursday nights with the Scrabble club, students who enjoy volunteering with kids can participate in creating the Innoworks free summer science education program, while students who want to participate in cultural events can join the African Student Association.
Student organizations represent a special type of voluntary organization; one that requires special attention given the amount of research pointing to the individual and organizational benefits of extracurricular activities (Eklund-Leen & Young, 1997, 71). Many scholars assert that the importance that college students, as future leaders in society, place on community involvement has implications for the future of the nation as well as the campus (Fitch, 1987). 
Benefits of student organizations for the college institution:


Student organizations are important to the higher education institution because they provide learning experiences cannot be found in the classroom alone. McKaig (1999) emphasizes the necessity of a more effective learning environment, saying, “much has been written in the last few years about the need to integrate out-of-class activities with classroom experiences to create a more effective undergraduate learning environment” (31). He continues to point out that “traditionally, student organizations are a vibrant component of those activities” (1999, 31). Experiences in student groups provide important educational opportunities that are difficult to achieve in the classroom. McKaig (1999) writes that “at their best, student organizations foster involvement in campus life and provide students with opportunities to apply classroom knowledge, practice leadership and group skills, and become more self-aware and self-confident” (31).  In addition, Abrahamowicz (1988) found that participation in student organizations has been connected with greater involvement in the institution overall as well as a higher quality educational experience. Involvement in student groups may also be linked to research showing a positive relationship between student satisfaction with the institution and higher retention rates (Benacci, 1991; Pace, 1984). A greater feeling of connection to the institution and full tenure promotes alumni donations and future involvement in post-graduation activities. Moreover, high graduation rates make universities appear more credible in national rankings.
The benefit of student organizations for students:

Student organizations are also vital to the students themselves. Similar to the benefits for the educational institution as a whole, students individually gain leadership experience, greater teamwork experience, and gain or improve a variety of organization specific skills. Research has shown that participation in student organizations is related to increased skill development as well as other aspects of personal growth (Rainey, 1995; Schuh & Laverty, 1983). According to Guido-DiBrito and Bachelor (1988), "student organizations play an especially critical role in leadership development where students learn, are tested, succeed, and sometimes fail." These roles are crucial for helping students develop skills that will be useful in all aspects of their future participation in society. 
In addition to leadership development and educational goals, students benefit from the social support provided by student organizations. For large higher-ed institutions like the University of Maryland, it is easy to be lost in the crowd of 35,000 students. Student organizations offer the opportunity for students to see familiar faces regularly at meetings and events. When classes lack the support for interaction among students, clubs fill in the gap. Research also shows that “repeated-contact with—or mere exposure to—someone usually increases our liking for him or her” (Brehm, 2002, 70). These familiarity liking effects improve for people involved in student organizations as they see a small group of people regularly and have the opportunity to interact with them. Student organizations play a vital role, among scholastic programs such as Honors, Civicus, Gemstone, and Scholars, in making a large school seem smaller. Students gain by developing their peer social support structures in the absence of their familial structures. Satisfaction with their lives improves with involvement with student organizations (Pike, 1991).  
Support for student groups should be seen as a high priority because student organizations are important to both students and the institutions they attend. The “Guide to Student Organizations” on the University of Maryland website emphasizes the importance of student organizations saying, “research tells us that students who get involved outside of class do better academically than students who don't” (Adele, n.d.)! The site goes on to tout that they support such out-of-class endeavors offering “not only … a vast academic menu, but extensive co-curricular opportunities as well.” Of course the University wants better academic students, as reflected in the University’s mission statement to “[commit] to achieving excellence as the State's primary center of research and graduate education and the institution of choice for undergraduate students of exceptional ability and promise” (University). Even so, student organizations at the University of Maryland receive little help focused on organizational development. There is incongruence between what the school aims to do and what it is actually providing. 

THEEEEEEEEEEEEEEEEEEEEEEEESIS

Need greater support


Need understand characteristics



Not simply social change model

To improve the university institution and provide students superior organizational learning opportunities, the University needs to develop programs aimed at developing students ability to manage organizations while at the same time the student organizations must address themselves, the specific challenges of SOs to develop long term continuity and sustainability. 

What can student groups do to ensure that their organization thrives and has the greatest chance of reaching their mission? They can first recognize the unique characteristics of student organizations and adapt their structure and culture to fit.





Characteristics of Student Organizations
Student organizations have specific characteristics that must be understood and addressed in order to maintain continuity and sustainability. The key qualities of student organizations include their status as voluntary and craft organization, their high-turnover rates, their dependence on incoming human resources, and their low inherent power differences between members. Each of these characteristics present both challenges and benefits. For the sake of this paper, I will focus mainly on the challenges they present.
Voluntary 
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Student groups are a type of voluntary organizations. To put it simply, using a bit of circular logic, voluntary and student organizations are where “much if not all of the work is done by volunteers” (Finsterbusch, 2005, 5)
. The definition of voluntary organizations is often a very fluid definition and I will present a couple viewpoints. In another definition using negative logic, voluntary associations are “formal and informal social groups that are not directly part of family, government, religion, or economic firms” (Knoke and Thomson, 1977). This is different from many other for-profit organizations where contracts are made between person and organization. The most complete definition of voluntary organizations comes from Salamon and Anheier (1994; see also Anheier 1995) and their colleagues in the Johns Hopkins Comparative Non-profit Sector Project where their focus is on the organizational characteristics of such organizations. These characteristics include:
· were formally constituted organizations;

· were private organizations, and separate from government (though they could receive governmental support for their work);

· were not profit-distributing to their owners or directors;

· were self-governing and ‘equipped to control their own activities’; and 

· had some meaningful voluntary content, such as voluntary income, volunteer labour, or voluntary management (Osborne, 1998, 15)
I excerpt the details…. In appendix? XXXXXXXXXXMOREXXXXXXXXXXXXxx
These characteristics can be seen in student organizations where funding comes from the Student Government Association or volunteers in the group contributing to fundraising efforts that are meant only to further the goals of the group, in the constitutions that each group creates to define its membership and procedures, the affiliations of many groups with larger nonprofit organizations such as Amnesty International and Circle K, and the role that organizations such as the Black Student Union play in hosting political debates for SGA candidates or the role that the Pan-Hellenic Council has played in raising awareness to stop sexual assault. 
Participation and desire to be connected to the organization is of free will choosing to participate and belong. All students involved in these organizations do so on their own time for their own benefit. McCannon and Bennett (1996) note that most students join because they “want membership to list on resume" and "want to meet people with similar interests” (312). The motivations for becoming involved are a mix of internal and external reasons. Some students join largely to meet and make friends.
The motivation of students to join the organization is crucial to the understanding of how student organizations can develop and mold their organizations to ones that provide what students want, while accomplishing a mission. Being a voluntary organization adds a few other dimensions not included in the study of profit organizations (Finsterbusch, 1998) that enhance the understanding of the key elements. The additional dimensions of value and participation are included because nonprofits and voluntary organizations require special emphasis on maintaining volunteer motivations. Values are defined as the appropriate values matching the organizational mission and the members it needs. Values are included because the values of the individual often have to match that of the voluntary organization in order for the individual to participate. The congruence of values of the individual and the organization brings the idea of principle-centered leadership. Participation is defined as involvement in decision making.
Craft organizations

Using Hage and Finsterbusch’s work in Organizational Change as a Development Strategy, there are four organizational models that all organizations fall under: mechanical, organic, mechanical-organic and craft. They base their work on the earlier research from Burns and Stalker (1961) and Lawrence and Lorsch (1967). Hage and Finsterbusch assert that the mechanical form is desirable when “the production… system is standardized, most jobs require low level skill, and the demand for the product or service is sizable and constant” (1987, 59). An example of this type of organization is McDonalds or an auto-plant. The organic model form, on the other hand, is desirable when “the production system is nonstandard, many jobs require high levels of skill, and the demand is small and changing” (Hage & Finsterbusch, 1987, 59). Organic models fit that where a product requires high skill and technology, like that of the space shuttle. The third form is mixed mechanical-organic, “which usually attempts to do both large-scale research and mass production” (Hage & Finsterbusch, 1987, 60). The fourth model is the traditional-craft form, “which meets local needs and produces products of services in small batches” (Hage & Finsterbusch, 1987, 60). The two sociologists characterize an organization based on the “crosscutting of two contingencies, (simple-complex technologies and small-large markets)” (Hage & Finsterbusch, 1987, 60). In the framework of these two contingencies and the four organizational models, all student organizations fall under the craft form. 

Student organizations are craft organizations. The model poses that if the market of an organization is small, the organization itself is small, and the technology required in the organization is simple, then the organization is craft. Craft organizations must recognize that since their constituents are small in number, they have the ability and advantage to provide individualized /personalized services. Another benefit to craft organizations is that they are typically easy to adapt to change, easy to start up and easy to run. The latter assumes that the turnover is not significantly high and/or there is a stable environment, which is not the case for student groups. One might suggest that there is a wide range of sizes of student organizations. This is valid as student groups recognized by the SGA must have a minimum of 15 members but can expand to several hundred people. While the range of student groups may vary widely, under Hage and Finsterbusch’s (1987) types of organizations, even the largest student organization is still not enough to employ mass-marketing techniques and qualifies as a craft organization. These large student organizations can certainly have mechanical characteristics, but in essence, remain a craft organization. Many student organizations on the University of Maryland campus attempt to improve efficiency by becoming more mechanical. This use of efficiency is the product of the industrial age, where there was a prevailing belief that everyone and every organization should strive to be more mechanical. Unfortunately, while some mechanicalization of stable and tedious tasks is beneficial, over-mechanicalization hurts the ability to have high participation which hurts the organization’s ability to develop new leaders and manage high-turnover. 

Turnover
Turnover is a human resources term from the business sector to define the rate at which an employer gains and loses staff. If an employer is said to have high turnover, this means that the employees of that company have a shorter tenure compared to those of other companies in a particular sector. Having high-turnover can have both benefits and consequences. The benefit to high-turnover is that the organization has the opportunity to change quickly with each new set of employees. Likewise, the consequences of high-turnover are due to the quickly changing staff. Losing staff can be a risk, due to lost skills and knowledge. While the term comes from the business sector, it can also be applied to student organizations. 


Student organizations face additional challenges as the turnover exists in both the membership and leadership of the organization, whereas in companies, there is rarely a complete change of management and employee staff. In four years, the entire pool of people in a student organization can consist of entirely different people. The case of high-turnover is the most challenging aspect of student organizations. If skills and knowledge are not transferred from the continually evolving source of students, then the organization will have little continuity. Students often are only in their undergraduate school for 4 or 5 years. In this time frame, students often go through the process of finding the organization that fits, becoming a regular member, and then with the right circumstances and personality, becoming a leader in the organization. Often, students only have one or two years in a leadership position. Moreover, leadership positions are many times elected by default without opposition and sometimes foregoing election because there is a constant demand for new leaders and a lack of supply. The student group Innoworks is one of those organizations. In the transition of leadership from its first year to the second, interest in the club was so low that there weren’t people to vote for the new president and resulted in the new president assigning herself the position. With this timeframe, the leaders of the student organization change every 1 or 2 years. Compared to standard non-profit and for-profit organizations, this is extremely quick turnover. 


The high-turnover is generally a problem because of the potential loss of skills and knowledge that the previous students had. Without a structure or culture that reinforces neither the transfer of knowledge nor the training of skills, each new leader must relearn the ropes of not only the specific organization, but often also being a leader in itself. This results in an organization that nearly has to relearn its role as if a new organization. Past leaders and members may take away knowledge of the club history that is essential to understanding the purpose, ideals and long-term goals of the club. They may also take with them the specific knowledge of working with the SGA, and hard-skills such as writing a budget, our outside contacts. For organizations where leaders manage the organization up till their graduation, and soon after remove all ties and communication with the organization, the new leaders may not have the opportunity to have a mentor to reflect decisions based on the past.  


Having a new leader combined with a lack of clear mission results in organizations that have little continuity towards achieving their goals. Constitutions required by the SGA are often just documents based off another similar organization with little thought put into the purpose of the club. When mission statements in the constitution are not followed, organizations zig-zag randomly as if an old sail boat were to navigate without lighthouse or stars. 

Amateur leadership

Another weakness for student organizations is that nearly all of the student leaders come with little or no leadership experience. Unlike for-profit organizations that hire people with the leadership skills and experience that is necessary for a position, student groups must develop them on-the-job and in the position. The culture of students not actively learning leadership skills and theories prior to their holding a leadership position limits the amount learning achieved by students. There is often little continuity of knowledge transferred from old leaders to new ones creating the situation of not learning until in the position. Curt Kenoyer, director of student development at Carthage college suspects the perception of lack of time is the culprit, remarking that “all too often the process of transition is an afterthought; a task to focus on IF there is time” (n.d.). Learning by observation represents only one way to learn new information. There is often the culture of teaching the task-oriented activities necessary in a position but lack of teaching management-oriented activities of the organization. This relates to organization focus on their tasks without a focus on the management of the organization. 

Moreover, the skills necessary to a sustainable organization are not well-addressed by programs that are meant to teach individual student leaders how to lead. On the University of Maryland campus there are a growing number of leadership learning opportunities, but little that can relate directly to the organization development and likewise, little about creating sustainable organizations. The main campus organization aimed at helping develop student leadership skills is the Maryland Leadership Development program (MLDP). While the MLDP develops student leadership, the program looks at individuals largely without the context of an organization. The Maryland Leadership Development program offers a handful of programs aimed at giving students the opportunity to cultivate skills, build networks, and begin the process of impacting positive change as university, and ultimately global citizens. The program seems to focus on the individual seeking better leadership. What the program may miss at times are students who are involved with an organization and who have followers but are not aware of the program. 


The Terrapin Leadership Institute that aims to further develop the skills of student leaders stops short of giving students an understanding of leadership that fits their organization. The two tracks, General Leadership Track and the Service Leadership Track both are based on the Social Change Model of leadership that was designed for college students. The biggest difficulty with this model is that it does not cover the challenges of transition from a hierarchical system to one that the social change model. The organizational change required for the transition is the extremely difficult for any organization. For students who have not studied leadership the transition can be mind-boggling and disheartening to the benefits of the social change model.
Human resource dependent

One of the two key inputs in the open systems (OS) model are revenue and human resources. The human resource, or labor, contributes the largest source of action in organizations in addition to monetary resources which is mostly supplied by the University. Human resources can be defined as including the number of employees, social and educational backgrounds, training, and previous experience (Levinson, 1994, 2002). 

Student groups are also dependent on incoming human resources. The labor is the driving force behind student organizations as they are the initiators of developing, maintaining, and improving the organization (not including organizations with full-time staff). Because of the high-turnover of both leadership and members every few years, each student organizations must recruit new students to take the place of those graduating and leaving the organization. The human resources of new members and leaders are the life-blood of the organization. If there are no people in the organization, there is no organization. Likewise, if there are no new members and leaders, it only takes at most 4 years for the student organization to dissolve. Many student groups show lack of attention to the human resources aspect of their organization as shown by the lack of structure focusing on the people in the organizations and how to best use the energy available there. Often, knowledge of past members is not successfully transferred to new members. For example, the Terrapin trail club suffered for 3 years from 2002 of new leaders coming into power as seniors and discontinuing their ties with the club when they graduated. Each new leader was pulled from the ranks of regular members who did not have any involvement in the organization of the club prior to their presidency. 
Structures in organizations also show lack of attention for human resources. They often have a specific position for treasurer, who handles monetary resources, but no one designated to focus on the human needs in the organization. This is likely due to the SGA requirements for all student organizations to have a Treasurer. Lack of having a position focused on human resources means that student groups are not fully catering to what their members and potential members want which leads to decreased human resources upon which to draw from in the future. 

Low inherent power difference

Another quality of student groups is that there are low inherent power differences between members and leaders. Under French and Raven’s (1959) power approach, authoritative power is very low in student organizations. Authority exists in the hierarchy of a system, and the respect that students give to that system. For student groups, this varies greatly from organization to organization and person to person. The power differences based on knowledge, expert power, is also often limited in student organizations. Being almost entirely comprised of people with some undergraduate education, there is little difference in formal education between members. Informal education is where any expert power differences may arise. Involvement in the activity, such as sports, or activities like ballroom dancing may encounter higher division between those who have had greater exposure to the activity. Length of time involved in the student organization can also lead to expert power differences in the organization. The idea of seniority is partially based on this idea. Knowledge of the organization is collected over time through the telling of stories with new members being socialized.
SOCIALIZATION (SOCIOLOGICAL Social Psyc)

The low power differences in student organizations make managing an organization difficult. Low power differences may result in more frequent power plays. As most people are familiar with formal power as a means of management, conflicts erupt when peers do not recognize the authority. Low formal power differences also make traditional leadership and management techniques difficult to implement. Non-traditional leadership and management techniques are required that are a better fit to the lower authority power culture in student organizations. 
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Leadership styles and techniques for student organizations:

Leadership styles and techniques that specifically relate to the characteristics of student organizations can be used to create sustainable student groups. These leadership styles and techniques include: participatory leadership, principle-centered leadership, preparing for leadership transition, and focus on the individual.
Participatory leadership:

Participatory leadership style is a style of leadership that allows all members of an organization to be involved in decision making. 
In a case study of much greater magnitude than any student organization, the mayor-elect in the city of Porto Alegre began a process to create a participatory manner of organization to allocate the municipal budget. The city faced a population of 1.3 million inhabitants and severe social problems. The people of Porto Alegre were not informed or particularly educated in budget allocation, nor did they welcome this change with open arms. In fact, the mayor received harsh criticism for putting the city into an uncertain future. A process was initiated where there was mass access to budgetary decision-making by joining neighborhood that enabled [the people] to express their understanding of the crucial problems facing the city; to set priorities and devise practical solutions; compare solutions; decide, with technical support from the mayor’s office, where to target expenditures; and later examine the successes and failures of the spending plan so as to improve for the following year (Inter-American Development Bank (IADB), 1997). The results were dramatic and concrete. Not only did the city improve its municipal needs of greater access to clean water, wider access to sewage system, double the school enrollment, and greater paving of poor neighborhood roads, participation in the process grew to 100,000 people and a city sense of “empowering” effect. As the IADB (1997) points out: “The participatory process has also had an enormous impact on citizens’ ability to respond to challenges in an organized manner, as a community and on their ability to work together to improve the quality of public administration and, in turn, the standard of living” (Kliksberg, 2000, 163-164).
The city in this case study seems far different from student organizations yet it is surprisingly similar. While student organizations can not imagine having 1.3 million members, nor social problems like those seen in Porto Alegre; the aspects of the change is similar. The members of the city were not informed and originally did not have decision-making power. They were also resistant to change, giving the mayor “harsh criticism” for an “uncertain future” (Kliksberg, 2000, 164). Yet the program was pushed forward leading to great concrete success as well as a more subtle empowering of the people. If a city of 1.3 million people can implement a system of participation, a student organization of 100 certainly can as well. In doing so, student groups can hope to achieve a small percentage of change and improvement that Porto Alegre was able to. What student group could deny the greatness of improving our members’ ability to respond to challenges in an organized manner, working together to continually improve the organization (Kliksberg, 2000, 163-164).
It is generally an ideal style for student organizations and has many advantages but must be used under the right circumstances. “Stephen M. Sales’s (1966) observations, when coupled with those stemming from Lewin, Lippitt, and White’s work, suggest that absenteeism and turnover may be higher under autocratic leaders than their democratic counterparts, and, as a result, productivity may be lower” (Pierce & Newstrom, 2003, 270). Democratic leaders represent a participatory style of leadership. Especially when there is little power difference between members of the group, like there is in student organizations, a participative style is more likely to be accepted by everyone involved. Yukl (1981) identifies the following advantages of a participative leadership style:

· It helps subordinates understand the circumstances requiring a decision.

· Individuals are more likely to identify with the decision and work hard to make it succeed.

· Participation requires that objectives and plans necessary to meet those objectives be made clear to the participant.

· It makes potential rewards and punishments clearer, thus increasing motivation.

· Participation is a normal, mature, and satisfying experience.

· Participation results in social pressures on group members to accept the decision.
· It results in improved communication and more effective conflict resolution between leader and subordinate. 

· It results in better decisions to the extent that the talent and skills of the group are tapped.

While there are many advantages to a participative style of leadership and organization, there must be caution with the last advantage (Landy & Conte, 2004, 456). The concern is that the group members lack the talent and skills necessary to make difficult decisions. Vroom and his colleagues addressed these concerns with a model (Vroom and Jago, 1988; Vroom and Yetton, 1973). Yukl (1998) summarized the decision rules regarding participation that have emerged from almost two decades of research on the Vroom-Yetton model.  The following basic principles for when and when not to use autocratic decision-making can be derived from his summary:
Autocratic decision-making is not appropriate when subordinates possess relevant information that the leader lacks; in this scenario, a leader who does not consult with his or her followers will be likely to make uninformed, and therefore poor, decisions.
Autocratic decision-making is not appropriate when decision acceptance is important and subordinates are not likely to accept an autocratic decision; in this scenario, a leader who does not consult with his or her followers will not be likely to implement a decision effectively because the followers would be likely to rebel against a decision that they do not have a say in. Often, leaders possess little information that members do not have. Sometimes the leaders possess an idea of which can be quickly shared among everyone in the organization. In these situations, use of each person’s relevant information and skills is essential. New organizations possess the greatest opportunity to develop and build an organization that has the structure and culture that fits best with student organization that have continuity. 

Autocratic decision-making is not appropriate when decision acceptance is important and subordinates disagree among themselves; in this scenario, differences cannot be resolved, which can lead to tensions that damage the organization.

Autocratic decision-making is not appropriate when decision quality is not important but acceptance is critical; in this case, there is no reason not to ask for input because there is no risk that asking for input will negatively impact the quality of the decision. So, members can feel good about participating without any risk to the organization.

Autocratic decision-making is not appropriate when decision acceptance is important and subordinates share the leader's task objectives. In this situation, subordinates have as much stake in the quality of the decision as the leader does, so there is little risk in their participation.

The only situation identified as appropriate for making an autocratic decision was when the decision quality is important and subordinates do not share the leader's concern for task-oriented goals. In this case, it would be important for the leader to make an independent decision because the group is likely to be uncooperative or even hostile to focusing on the decision-making process. This is particularly challenging if members have been set apart from the leaders. There is a risk that members will view a participative leadership style as a challenge to their norm and/or display of incompetent leaders. Some may think, “Why are they asking me?” This is where the appropriate questions need to be asked dependant on the knowledge and skills of the participant. The idea of transformative questions must be used within the context of what the receiver knows and what can they learn.
Many strong organizations that have been using hierarchical methods may run into difficulties implementing a participative leadership style because members may not have as much information as the leaders and may lack the knowledge needed to make quality decisions. Changing the structure and culture of these older organizations often pose a great challenge. The members will be more resistant to change and may even present road-blocks to developing a stronger organization with continuity. However, implementing a participatory leadership style is desirable. Incremental steps can be made to increase the knowledge of members to that they will have the ability to participate in the leadership style. 
Katherine Miller and Peter Monge (1988) discuss the relationship between participation, satisfaction and productivity. Their report suggests that “participation fulfills needs, fulfilled needs lead to satisfaction, satisfaction strengthens motivation, and increased motivation improves workers’ productivity.” Thus, using this leadership style in a student group that is primarily voluntary can be integral to the success of a group, because when participants are not paid for their work they must be paid in the intrinsic satisfaction that they can derive from active participation. An organization that depends on volunteers must depend of non-monetary sources of motivation. 

Principle-centered leadership


Principle-centered leadership, also known as value-based leadership, fits student organizations because of their voluntary nature. Covey’s (1990) principle-centered leadership postulates a fundamental interdependence between the personal, the interpersonal, the managerial, and the organizational levels of leadership. For example, as many voluntary organizations in the non-profit sector champion causes based on values of compassion, these organizations attract people with the same values. The shared beliefs and values in an organization represent the culture (Conte & Landy, 2004, 524). The principle-centered leadership aims for congruence of values from the individual to the organization. The voluntary nature of student organizations results in student having the choice and to join and remain in clubs they like. While there may be many aspects to a student liking an organization, the fit between person and organization is one of the greatest factors. Further, the fit between the values of the individual must be close to the values of the organization for the student to feel comfortable in that atmosphere. Otherwise the student will look elsewhere. There must be a concession that some students have yet to fully form their value system, but have likely developed personal characteristics that also must be a close fit with the organization. According to England and Lee (1974), values play an extremely important role in interpersonal relationships; they influence how leaders perceive different individuals and groups.

The values of the individual desired in a student organization need to be given critical thought in order to describe the desirable values in the organization. This way, the organization will be a good fit for the type of students you are trying to attract. For the organizational leader, Northouse (2004) states that it is the ability of leader’s to influence the lives being led that is the “enormous ethical burden and responsibility” (306). He goes on to include that because leader’s usually have more power and control, then they must be aware of how their leadership can affect other people’s lives. Hughes, Ginnett, and Curphy (2002) echo this sentiment that “because leaders can use power for good or ill… the leader’s personal code of ethics and values may be one of the most important determinants of how power is exercised or constrained (132).
Preparing for leadership transition


In organizations that have a high turnover rate and amateur leadership, it is extremely important to make organizational transition a priority. Curt Kenoyer, the Director of Student Development at Carthage College identifies effective and efficient transition as the difference between a highly successful organization and one that is not. He says that "transition is not only the glue that holds organizations together from year to year but also the fuel that continues to propel the group in a forward direction." In order to do this, he has five recommendations to consider in order to successfully transition leadership.


His first recommendation is to elect new officers sooner rather than later. New officers should be elected significantly before graduation so that they have time to settle into their new role, and it avoids allowing current graduating officers from neglecting the needs of the group because of their senioritis. 


In addition to electing new officers early, he points out that it can help to have new officers go through a training period assisting older officers. This helps new officers to gain knowledge from leaving officers before taking on their new role. A concerted effort should be made to transfer information about the organization's history, structure, and individual job descriptions. 


Next, he says that it is important to constantly review university policies and procedures related to student organizations. If there are manuals for student organizations, use them. Attend events for student organizations, update websites, email lists, office space, mailbox combinations, etc. 


Another important task is to keep good records so that the organization does not need to start from scratch every year. This does not mean recording everything, but rather recording relevant information in an organized and easily accessible fashion. It can be useful to create a master calendar that notes when certain events, programs and meetings occur every year.
 
Lastly, he recommends a "changing of the guard" ceremony to recognize members who are passing down their leadership to another. If officers are recognized for their work, more students will want to run for those positions.
Focus on the individual:

Student organizations need to increase their focus on the individual. The greatest benefit to being a craft organization is being able to "cater to local tastes" (Finsterbusch, 1987, 60). If human resources are the greatest power of the organization, then there must be great focus on those people. Achieving high participation in the organization involves creating a need for each individual in the organization. Each person for small organizations like student organizations must feel important and part of the collective group in order to find the motivation to continual involvement (Finsterbusch, 1998). When individuals are recognized, they will feel greater commitment to the organization which can improve their attitude about the organization (Cialdini, 2001, 53). Organization members and leaders can do this by encouraging and modeling behaviors that grow strong interpersonal relationships. The improved interpersonal relationships between all organization members will make the organization more responsive to the needs of the members. At meetings, members and leaders can make a point to introduce themselves to new faces and learn about their interests in the organization. By actively listening to their responses, leaders will have a better insight into what the members want with the organization how the organization can better cater to their needs. The centralization of power can be shared among a larger group giving each person the knowledge to make decisions in the club. Democratic and participative styles give individuals the power and efficacy. This is supported by the authors of one of the most comprehensive student organization manuals; "People feel involved when what they do matters to them, when they are engaged in a meaningful activity. In big meetings individuals rarely feel like they matter. But when a person is part of a small working group, and the group is counting on her or him, then the person knows s/he makes a difference" (Shepard, Yeskeo & Outcalt, 1995, 28).
Focus on Continual Recruitment:

Since student organizations have high turnover rates and depend entirely on human resources for their functioning, constant recruitment is integral to the student organization. As the activist toolkit points out, members are not merely going to materialize if you do not put any effort into recruiting them.


Successful recruitment has many advantages. A certain number of people are needed to accomplish your goals, and recruiting attracts the number necessary to do so. Recruitment campaigns create visibility for the organization, which builds awareness of the organization for future projects (and future recruiting). Recruitment campaigns also develop skills and arguments and build a sense of community within the group by increasing the “sense of team” among recruiters.


The principles of recruitment expressed in the Activist toolkit include the following (CALPIRG et. al., n.d., 2):

· Reach out to a broad constituency Don’t rely on those who are already predisposed to getting involved. Speak to a wide range of classes and organizations. Don’t assume that people won’t be interested because of the class they’re in or the group they belong to.

· Multiple methods of recruitment are important To reach a broad constituency, you need to be recruiting through posters, tables, classrooms, leaflets, newspapers, etc. Don’t assume that everyone will see your table or be in one of the classes your group visits.

· Have a simple message. Establish a basic, simple message for recruitment and stick to it. The message should reflect your group, its issues, its goals and the kind of people you want to recruit.

· Follow up with new recruits immediately Remind people of their commitments. Once someone has taken the first step, create new opportunities for involvement and growth. Take the time to get to know new recruits. Focus on people with the most potential for growth and take the time to find out where they are coming from and where they hope to go.

· Ask everyone to do something Make sure that everyone contacted not only is asked to do something, but is followed up with and asked to do more. For example, once someone has worked at a table, that person should be asked to coordinate a table.

· Use other networks Build your base of support but don’t ignore other networks and institutions that have the potential to participate in our efforts

· Have materials ready Posters, leaflets, contact or general interest cards are all important and useful recruiting tools. Make sure that they are available for both informational purposes and for people to do visibility blitzes

· Always be recruiting Recruitment is the top priority during the first weeks of the semester, but it is important throughout the semester as well. Integrate recruiting into everything you do.
Conclusion:
Students have long faced a unique challenge in running student organizations, but now have some guidance in leading their organizations. 
Based on the characteristics of student organizations, students face a unique challenge. Low hierarchy and low power leadership schemes like participatory leadership and shared leadership offer a better fit to the inherent cultural characteristics. Greater understanding of the nature of student organizations leads to better structural and cultural elements to manage and build off of them. This challenge requires a combination of new and old techniques.  Many student groups today fail or falter in achieving their organizational mission at the University of Maryland, not because of the lack of leadership in the students, but because of a misunderstanding in the unique characteristics inherent to student organizations. The importance of student groups to the individual and the institution necessitates a better understanding of student organizations and creates the impetus for desiring better student groups. For our colleges and universities, student groups represent the voluntary organizations upon which students are able to act on their democratic and civil duties actively participating in their continued high-education. In the end, with student groups and the need to improve them containing numerous benefits, the greatest benefit is providing the opportunity for students to build a support network that will carry them throughout their lives.
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