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 Positive group communication creates solutions wherever it goes. Regardless of the 

obstacle that it faces, when utilized correctly, communication lies within the solution. In the 

early 1990’s Barker University faced a major problem. Though fictional, Barker Universities 

problem was experienced by many different universities in the early 1990’s. With the expansion 

of the internet coming in fast, change was required of everyone to take advantage of the new 

technology. So, what was Barker Universities problem? Well, there are a lot more than one. In 

this analysis paper I will go over three separate problems that plagued the Barker campus and 

provide my opinion on solutions to these problems. 

 Barker University faced three problems. One, in an attempt to provide independence to 

its nine separate schools, Barker University had created a decentralized campus. Two, because of 

its decentralized ideology and processes, hiring and procurement processes were impossible to 

navigate without major issues. Three, Barker University created a temporary team to fix a 

permanent problem. These three obstacles were considered insurmountable when the 

Administrative Data Team (ADP) first examined them. With costs skyrocketing due to 

inefficient processes, and communication just causing friction between colleges, a solution 

seemed to be impossible. Fortunately for Barker, its ADP team that was created to find a 

solution, was somewhat successful. However, I will not be sharing my opinions on the solution 

that they found. I will be sharing my insights into the communication barriers that are found 



within the three main bullet points I introduced previously. With communication you can create 

an atmosphere of psychological safety, flexibility, and respect. These three ideas are important 

when attempting to create change within an organization.  

Problem One – Decentralized Campus 

 While many people in life may have a desire to work independently from others, it will 

not lead to positive results when implemented in a campus environment. While each college may 

be teaching different ideas and schools of thoughts, they are all based on the same idea, learning. 

This is something that Barker University seemed to forget in its mission to provide a 

decentralized campus to its professors and employees. Due to its decentralized state, there was 

little to no communication between the main office, and the offices of each individual college. 

Creating hundreds of different processes and ideas to accomplish the same task. If the campus 

was more centralized, perhaps these problems would have been identified much earlier in Barker 

history.  

 The best time to plant a tree was 50 years ago, the second-best time is now. This is the 

situation that Barker has found itself in. Due majorly to its decentralized ideals, its administrative 

data problem had grown into a monster over the course of several decades of neglect. This is a 

problem that many companies will find themselves in over time without communication. People 

creating their own processes because they don’t reach out to find the designated one that is 

supposed to be used. Maybe there isn’t even a main process that has been created because the 

main administrative office was unaware that there was a need for it in the first place. These are 

problems created by a lack of communication.  



 Because of the decentralized atmosphere, many different employees and professors were 

unwilling to work together to create a solution right from the beginning. Unwillingness to switch 

to a different computer system because of comfort. Frustration in finding information needed for 

the project in the first place was found in every college. There were over 15,000 computers at 

Barker split between Windows and Macintosh desktops. Some people created their own personal 

local networks to create solutions, some kept trying to keep up with the crushing workload 

through pen and paper. I can’t help but believe that simple communication between colleges 

could have avoided this problem a decade ago. Yes, computers were still coming into style. Yes, 

they were clunky and quickly went out of date. It wasn’t the computers that were the solution, it 

was getting everyone on the same page to create a more defined process that mattered. 

 There comes a point when you are working for an organization, no matter how big or 

small, that you will have to create a less comfortable atmosphere in the name of progress. When 

you have nine fully functional colleges working independently of one another, progress is bound 

to spread its branches out in different forms. In the case of Barker University, there were so 

many branches that it was choking itself out. You might be saying to yourself, but if there are 

nine separate colleges and thousands of computers, how can you possibly get everyone on the 

same page all at once? I would agree, at some point a problem becomes so big that an overall 

reset of communication and processes would be impossible.  

You can’t expect thousands of employees to all shift their dozens of processes towards 

one process all at the same time. Which is why I would start with the smallest college, in this 

case the School of Fine Arts. With a drastically smaller enrolment than any other college, this is 

a great place to run a trial run of centralizing communication and processes with the main 



administrative office. Once you get this department on board, you choose another, and another, 

until you get everyone on the same page.  

In this life, great things are only built by successful communication and teamwork. You 

cannot construct a skyscraper by yourself. Why then would decentralizing your nine colleges 

lead to a successful organization? Being independent and decentralized are two separate things. 

You can have an organization that works together, follows the same processes, and 

communicates its issues and solutions, while giving them the independence to succeed on their 

own. You just need to ensure that centralization does not become a home for micromanagement. 

Problem Two – Hiring and Procurement 

 In its attempts to create a decentralized campus, Barker effectively created hiring 

processes and procurement procedures for nine separate “businesses”. In an attempt to keep their 

own colleges afloat, each college reverted to their own solutions for these two integral pieces to a 

successful organization. With no communication or expectation from the main office other than 

receiving the information of the purchase, or the information for those hired, it was hard to know 

just what was expected, and when you would hear back on your decision. Rather than bolstering 

up their main administrative office, they let each college make decisions without the knowledge 

of how that effected the campus as a whole. 

 When an apple tree grows apples with no one to pick them, the branches will eventually 

weight themselves down to the ground, failing under the weight of its own success. Without a 

sturdy main trunk to hold everything down, the tree might just fail. When you nurture an apple 

tree, there occasionally comes a time to prune the tree branches, so that the apples that do grow 



can utilize more of the nutrients. Without pruning, your apples will become small and bland 

compared to those of the pruned tree.  

This is the situation that Barker finds itself in. With no communication of their processes, 

and no central processes to really follow, Barker is losing its potential for premium fruit. A 

pruning is necessary to create processes that are direct. How do they achieve this result? Through 

communication. Barker has nine colleges, that is nine different procurement and hiring processes 

to be analyzed. Due to its decentralized state, nobody had communicated what was working and 

what wasn’t. This is an opportunity to find what has been successful, and slowly implement it 

into the other colleges. Hundreds of thousands of dollars were being lost through procurement 

issues. Constant delays, late fees, and inability to jump on “week of” sales, were slowly bleeding 

the campus dry.  

Due to a lack of psychological safety and communication, nobody could pinpoint a 

solution to the problem, because nobody really wanted to admit what the problem was in the first 

place. It would require losing a little bit of the freedom that each college was so used to enjoying. 

Becoming more centralized in their processes may ruffle some feathers in the short term. 

Without it, eventually there may not be any feathers to ruffle.  

Introducing an atmosphere where being flexible as an organization is difficult when you 

have let everyone set their processes and opinions in concrete. Sometimes all it takes is finding 

one part of your organization that is willing to lead by example, and then choosing to utilize their 

willingness to have others follow suite. The average time for billing out payment for an item was 

fifty-two days. Imagine how much more productive you could be if a centralized process was 

created to cut that in half? If you could prove yourself with just one organization, it would be the 



beginning of creating an atmosphere of psychological safety, flexibility, and confidence that will 

be needed for a complete overhaul of the current process system. 

Problem Three – A Temporary Team 

 When faced with a major challenge, you have to be willing to make the sacrifices 

to ensure success. When creating the ADP team, Barker enlisted top professors and 

administrative professionals to temporarily work on the problem. This led to 80% of their focus 

being their actual job, and 20% on the problem at hand. Not only was their focus split between 

two places, but they were also constantly overworking themselves in an attempt to accomplish 

the goals of both areas of work.  

 If Barker truly believed that it needed a solution to this problem, wouldn’t 

communicating that to their university through commitment be a good path to follow? Change is 

constant in every industry. Education, businesses, medical, and any other industry that you can 

think of, change will always occur. Through creating permanent positions in an attempt to find 

solutions to their problems, Barker would communicate a commitment to progress within their 

university walls.  

In an attempt that led to most members of the Administrative Data Project team working 

just a few days a month on a solution, it took several years to come to a consensus on how to 

solve their problems. Sometimes you have to be willing to sacrifice in some areas, to create 

progress where it is necessary.  

Ignoring the fact that creating permanent positions within the ADP team would have 

brought major benefits. Barker made incredibly strides in centralizing their university with this 

team. Instead of bringing on random individuals. They made sure to make a team with 



individuals from each HR department, advisors from each college, and information officers from 

each college as well. This was the first time in its history that Barker had brought together each 

college to attack one problem. Even with only 20% of their focus being on the problem, they still 

came up with a solution good enough to stem the financial bleeding to eventually utilize new 

technology to become a successful university. 

What Was the Solution? 

 The solution was more centralization, while leaving independence for the different 

colleges. Through utilizing new technology in technology databases, they hoped to bring 

together the campus. Giving access to the database to each college through personal computers. 

The process would cost the campus millions and would have many hiccups on the way. Along 

with a new database system, came an overhaul of the hiring and procurement processes into a 

more centralized method.  

 The one thing that all of these solutions had in common, centralization. Sometimes it is 

necessary to prune your tree back to the trunk, to create more desirable apples. The important 

steps in this process aren’t necessarily making it all happen. It is how you communicate with 

those that it effects that will bring along the success. If you make drastic changes within an 

organization without proper communication, it will never succeed. You have to create an 

atmosphere of safety, flexibility, and respect before you can make successful changes. This, to 

me, is where Barker failed in this case study. More worried about results and money, Barker 

forgot that at the foundation of its success, were its faculty and employees.  
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