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Foreword

The F74 annual meeting of the Assocition of Awerican Colleges
was unusual and, Ebelieve. exceptionally valuable in providing leaders
in business and in academia with an opportunity tor talking over theiv
common interests and differing viewpoius, “What do bushiess and
imdustry expect of higher education?” “What does higher education
expect of business and industry?” 1t was hardly to be expected that
those questions woutld be fully answered ina day and a halt of dis-
cussion, no matter how intensive, But at least the meeting enabled
representatives of two critically important sectors of ouy national life
to gaitt some appreciation of cach other's perspectives and 1o dispel
some possible misunderstandings—to talk with cach other instead of

* pastcach other. [tis my earnest hope that the dialogue thus begum may
be continued and broadenced in the coming months and vears.

Meanwhile, the Association is deeply grateful to the Committee for
Economic Development and the Young Presidents’ Organization for
helping us organtze these initiad exchanges. We are also indebted to the
International Business Machines Corporation for a generous grant
which enabled us. among other things, to publish the addresses and
papers from the St Louis meeting in this tormat for the benefit both
of the original audicnce aud ot intevested persons who were unable to
be present. Nobody, in fact. could have attended more than thyee or
tour of the twenty sessions herein represented.

‘T'his publication contains the three addresses given in general ses-
sions on the theme of the annual meeting and all of the papers. at
least in stnnmary form, which weve presented as the basis for discus-
sion ot sub-tapics in concurrent sesstons. Untortunately, it was -
practicable for us to record and publish the ensuing discussions. T'he
papers have been prepared for printing (with the minimum of edi-
torial tinkeving) by Evic Wornald. vice president of the Association
and editor ot its journal. Liberal Edication. with the aid of Elden 1.
Smith. executive secretary of the National Council of Independent
Colleges vl Universities and principal organizer of the annual meet-
ing. While complete incitselt, the book is at the same thne a supple-
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ment o the Maveh 1974 issue ot Liberal Education, in which the tormal
proceedings of the annual meeting are recorded.

The papersuecessaviby vetiect widely (flil‘i'm'ing degreesof familiarity
with the academic enterprise and with the kanguage that academic
administrators wse among themselhves. [ either academics or business-
men, trom their respective angles, ave tempted to accuse cach other
of maiveté, [ would respond with the old adimonition: *Do not kwgh,
do not weeps iy 1o understand.” Mutual understnding was not only
the central ain of o annual meeting butis, in my judgment, one of
the paramount needs ot a changing and troubled society.

Frederic W. Ness
President
Association ot Amevican Colleges

April 1074
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What Business Expects of
Higher Education

WILLIAM D EBERLE

When [ was invited to speak about “wlat business expects ot higher
cducation,” Laceepted, recognizing that business, like education, covers
a broad spectrum of views and institutions. However, this issue has
beenexamined frequently in the pastdozen vears by the Committee for
Economic Developient, most recently in a policy statement on The
Muanagement and Financing of Colleges. Asatrustee of CED and chadrman
of the pancl that prepared that report, Tan delighted to have this op-
portunity to explore with you soine of the primary facts, expectations
and recommendations we have considered and the challenges that we
see confronting higher education today.

Weareasked often to justity the right business leaders have in prob-
ing into the educational establishment. Many educators and students
assert that business and education are so greaty separated that we of
CED can neither understand the uniqueness ot the academic com-
munity nor sympathize with the special economic and organizational
constraints in which edncators must operate.

CED is an independent, nonpolitical and privately financed organi-
sation of some 200 trustees who are for the tost part chainmen and
prosideuts of Lurge corporations. bts objective is to focus attention on
critical national issues. and—with the help of teading economists and
socil scientists from the academic world—to formulate recommenda-
tions designed to guide govermment and business in making policy.
This partnership between the businessman and educator is the hall-
mark of the CED process. For three decades CED has issued policy
recommendations addressimyg national and domestic cconomic issues,
the management of government, and reas such as public welfare,
crime, health, ousing and several aspecets ol education.

These education reports stem rom a growing recognition by many
in the basiness commumity that education is not only a prime source of
manpower but ancequally aritical resource for the cconomic and social
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well-being of the nation. Financially, the relationship of business and
educationis well docomented. Inits 1971 statement on Social Responsi-
hilities of Business Corporations, CED reported thatbusiness phitanthropy
totaled one billion dollars o year, with forty per cent of these funds
heing channeled to education. indeed, we tound cducation had in-
creasingly become the prime interestof corporate social responsibitity.

Asurvey conducted by CED in 1973 showed divect financial support
of education to be the second highest item on the agenda of corporate
socid priorities. with &4 per cent of the surveyed firms conributing.
These businesses veported that their top social priority was @ closely
velated activity. the support of employinentand advancement oppor-
tunities for minovities, with 96 percent ot the surveyed firms contribut-
my.

The corporate community’s intevest in higher education is further
evidenced by the factthat in 1972 business gave atotal of $365,000,000
to institations ot higher education. This phenomenon is even more sig-
nificant when werecallthatitwas only 1933 when Frank Abrams, chair-
man of Standind O of New Jersey, won a landmak decision (vom the
state superior court dedkaing that corporations have a right and ve-
sponsibility tosupporthigher education. The basic reasoning is sinple:
dcorporate grant (o mva(' T upplnpri.’m- asdcompany’s payment
toasupplierof vaw onterials, Both manpower and matervials ave neces-
sy aingredients tor the hunctioning of business in thiscomplex saciety.,
funhermore, our vescarch shows thit the growth of knowledge is re-
sponsible tor move than torty pey centof the tong-terni inerease in the
nation’s Gross Nationmal Product—iand that education alone is divectly
responsible for more than half of this forty per cent.

With adivedtinterest in the role that cducation plays in maintaining
the well-being of sodety, CED trustees have undertaken along sevies ot
cducation studies. Policy statements in this arca have focused on college
cducation tor business careers, the eritical requivements of the nation’s
publicschools the need ta expand understanding of our cconoty, the
challenge to provide the neban disadvantaged with equal apportunities
tor a quality education. and of conrse the nanagement and financing
ol postsecondayy nndergraduoate institmtions,

I cach of these veports, CED trastees Tave stated what business
expects ol higher education. Specifically, in relation to the demands of
business, we said that we expeat college educators to recognize that the
entive nndergraduate institution—not only its business school—serves
as it prne training ground for the growiang ranks of mancgementand
white-collin employees. As such, we expedt universities and colleges
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to provide wn undergraduate education which strikes a balance in the
curriculum between vocational specializition and hroad generalization,

Although we expect sonme students to enter the professional stream
with basic job skills directly from college, we expect others who con-
tinue in graduate and protessional schools to be prepared o manage
corporations, to statl rescarch and development operations, and to
carry on the negotiations otbusiness with community and government
leaders. We also recognize that a large portion of these entering the
work force do not require a vollege degree, but we expect the colleges
1o prochuce well-rained secondary school teachers ‘who, in tum, will
provide high school pupils with the fundamental skills and the general
cducational foundation thiey need to secure jobs and operate success-
fully in them,

Fepually important, we expect all college studems to be educated as
well-rounded individuals, capable of analyzing, adapting to change,
communicating eftectively and working with others. We expect col-
leges to inssil in all students a fundamental desive to continue learning
and improving themselves by providing the kind of liberal education
that will be with them thronghout their lives. 1t is this education that
improves socicty generally,

In sunn, we candistit our expectations of higher education into these
Kev components;

We expect education to be balanced between the enriching qual-
ities of a liberal education and the pragnatic qualities of vocation-
alism;

We expect postsecondary educational opportunities to be equally
accessible vegardless of economic means;

And we expect the institutions to adapt their programs to the
changing needs and conditions of our society,

CED has stressed these expectations in the past, and again in its
recent higher education report, hecause our studies have shown that,
when it comes to making changes, education is generally conservative,
because opportunities are not equally distributed 10 low-income stu-
dentsand because educational programs have too often failed to satisty
the personal needs of the students themselves as well as the vequirve-
ments of business—the economic sector i which most graduates find
enplovment.

The ability of higher education to meet these expectations becine
amatter of sevious concernat the beghaning of this decade. The grow-
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ing financial problems of colleges had suddenly transformed profound
debate over the future ditections of igher education into an awesome
struggle For survival,

With approxinutely ninety per cent of its trustees seeving as mem-
bers ot governimg boards or college visiting committees, and some as
university presidents, and with a deep-seated commitment to educa-
tion, it was natural for CED to investigate the prohlem.

The Management aud Financing of Colleges is the vesult of this effort.
This statementon national policy is the product of 28 months of delib-
eration by a study group of CED brustees, protessors, academic admin-
istrators and public of ficials. 1 is based on nearly thivty vesearch papers
conmiissioned by our project director, Sterling MeMuorrin—a tormer
United States Conmissioner ot Education and now dein of the grad-
wate schoolat the University of Utah. Dy part, the vescarch merely con-
firmed onr worries. We tound than by 1971 sixof every ten private col-
leges were spending more to operate than they reccived in revenue,
Numerous public institutions weve abo operating at deficits. And by
1072, these conditons had worsened. On january 4 of this vear, tele-
vision gotinto theactwith the NBC documentary, T'he College Money
Crunch.”

Slackening envolmentsleftmany colleges hard pressed to pay for the
expansions ol the 196N in the inflation of the 1970s. We found the
institntions saddled with student vacancies, heavy fixed annual ex-
penditures, and avate ot academic inflation that lras been aceelerating
at nearly twice the rate ot intkaton in the general cconmny., It was un-
mistakably clear that 1there was i gap between the vapidly rising costs
and the funds available now or inthe foreseeable future to support the
nation’s commitment to quality edocation. The kev to survival, we con-
chuded. is better management of the college or university's total ve-
sources—beter management thatwitl reduce costs, apply new ideas for
better trgeting of the tunds available and inercase revenues.

As w business-based ccomomic organization, we felt that CED was
particulinly able to nuke positive suggestions as to how the manage-
tment of cofleges could he improved. At the outset. we made these
underlving assumptions,

First. we tally recognized than the collegial approach 1o academic
affairs, the tenure of senior faculty and the non-quamifiable natare
of the academic product make the tsk ot college managemem quite
ditferent trom the job ot running a business, We did not believe that
our experience in business or econontics made s particubarly compe-
tent to judge the comtent of acadenic programs,
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Sccond, adhering 10 our conviction that it is essential to maintain
and, in fact, improve educational quality, we assumed that all recom-
mendations must assist in achieving that goal. In broad terms, this
quality depends on diversity. Our society vequires the panoply of edu-
cation that only the tull constellation of American colleges and univer-
sities can offer. By preserving the full assembly of collegiate institu-
tions. post-high-school education will continte 1 mateh the diversity
ot demand that society und business make of higher education with an
cqually diverse supply ol educational programs capable of accommo-
dating all quatified students regardless of economic means. Within this
diversity lies the opportmity fora truly liberval education, one thatcan
enrich a people with the individual and cultural freedoms upon which
their true greatness must ultimately depend. But such liberat educa-
ton must also amalgamate the departments specializing in techaical
and career programs to give a sense of wholeness to education.

Yet these broad goals reside only within i recognition of the implicit
value of a college education. A matter of fuith only a few years ago, the
worth of higher education has since become a matter of public ques-
tion. [f college leaders ave 1o negotiate adequate financial support, we
concluded that they must cultivate confidence in the basic value of
higher education among students, parents, legislators and others who
finance academic institutions.

The ch;lllcngo to management extends beyond the task of making
improvements in the use of plant and personnel to include the Lugcr
function of establishing the very purpose and nature of the institution
and communicating its value to the community. The recommendations
issucd last fall by CED can help college and university authorities meet
such a pludlg,mus objective. We fully recognize that these proposils
have prompted a great deal of contioversy. Indeed, the veport has, as
we hoped, broughtabout a national (Imlnguc on sonte of the mostevu-
cial aftairs in higher education today. However, we also hope the re-
port will be nsed as a guide in meeting the challenges of the 1970s. To
be useful, the CED statement mustbe viewed asaclosely integrated and
interrelated set of recommendations to be examined together.

Our fArst and paramount recommendation is for cach mstitution to
identify its strengths and then proceed to set broad goals in light of
those assets. To establish its value and worth, each institution must
concentrate its energies on clearly charted goals. A college cannot con-
tinue dispersing resources across the spectrum of higher education
programs and still survive financially. Each instituticn must exploit
its best resownreesby supporting goals most appropriate to its character.
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Goalsetting is ditlicult in the academic setting, but financial perils make
itabsolutely critical for each college and university to determine what
it can and cannot do to improve its own eftectiveness.

Once its hroad goals ave atlirmed. cacvinstitution mast {raine a set
ot spedific objectives and then establisha clear, practical plan of action
tor attaining them. These objectives must be specitie and understood
by the entire administration and aculty,

Together, goals and objectives establish the institution's mission,
speatving why taculty should teach, why students should attend and
why (unds should low to the treasury. This is the heart of the CED
strategy.

These fundanentat steps will improve instructional quality, inerease
public confidence and establish progress toward an effective and pro-
ductive use of finds, statt and tacilities, Such etforts by inclividual
stitntions, when combined, will go a long way toward preserving not
only the quality and diversity of cdacation 1t Tdiscussed eardier b
the very existence of American higher education,

[n some of the more specilic managerial vecommendations, we ad-
dvessed the ;lligmm,:mtlnt' authoviy and the sharving ot vesponsibility
among teastees, adiiinistators, taculty and studeuts. :

We proposed giving college presidents all executive authority which
is not vested in college trustees rather than specitic authority as dele-
gated by trustees. Responsibility must be matehed by authority,

Because academic institutions tend to be understaffed in manage-
ment—-with much ot the management authority diffused throughowt
the faculty—we also proposed that colleges veeruit professionals who
are both sensitive to the uniqueness of academic organizations and
competent in modern nmanagement technigues,

At the same time, we proposed giving faculty a predominant voice
in admission and retention standavds, the introduction of programs
and courses, graduation requirements and facufty recruitment. Stu-
dents should have major, but not exclusive, responsibility for advising
on matters such as course evalnation, grading practices, curriculum
planning and development, and student discipiine. Mechanisms to
preserve such student and faculty participation are necessary.

Perbaps these suggestions may sound naive. In response to our pro-
posals, many educators can be heard saving: “We are already doing
this.” Clearly manvare: yetwe are convineed that the disparate spread
olinstitutional resources and the wtending fivancial ditficulties plag-
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uing higher eduction e just as unmistakably the result of a geneval
fuilure on the part of the iustitutions to identify authority and vespon-
sibility, to establish plinsand specity theiv implementation, and 1o pro-
vide this information to kev members of the institution, making suve
that it is undevstood.

Our principal foxancial vecormmendation would increase tition aid
to students und couple wition fees with costs, Generally, we advocate
allocating student iid on the basis of economic need as ameauns of pro-
moting the equalaceess to higher education that we expect. (We would
not, however, climinate grants and scholavships awarded for excel-
lenee))

Today 77 per centof all government gid Hows directly v the institu-
tions whiclin tarn subsidize many who are able to payalarger portion
of theiv college costs We recommended dividing this 77 pev cent total
cqually between the institutions and students. We would also carmark
one-quiarter of all govermuent aid as discretionary funds, thereby giv-
ing cach state the Hexibitity needed 1o suit its svstem of educuion.

This plan would only retavget the money available, We do notexpect
that government aid to higher education can increase substantially—
hevoud keeping pice with the generad vise in the cost of Tiving and with
any ervolent growthe If no financial reforms are made, rising aca-
denic costswill increase taition burdens on students and their Gunilies.
because they ave the ovly other mijor souree of income for colleges
and universities.

We have detailed a number of management vetorms that will
dipen acadewmic inflation, Nevertheless, we vecognize that students
need help o pay for their education in this dimate of rising costs—
especially the lower-income students who today get a disproportion-
ately small shave of government education aid.

In 1970 @ college-age student from a Lamily civning more than
S13.000 annually was five times more likely to be in college thaw a per-
son of the sarue age from a family casning ander $3000 o vear, This
inequality exists even in puolic colleges, where 77 per cent of the stu-
dents e fn tamilies with incomes above $15,000.

CED expects and insists on equadity of educational opportanity at
evervievelofeducation, We ave convineed that the wation sufters from
atremendous wiste of human resouwrces by not providing an equal
chance for a postsecondary education to students trom all cconomic
levels. We refuse to compomise this principle, but we recognize tha
it will be difficult to attain,
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The CED proposal tor divect student aid would help to bring about
the equitl access to higher education that we expect, without inflicting
extreme lurdships on more affluent students or the college institu-
tons. Students from the lowest cconomic groups world be eligible for
direct grints awarded ona sliding scate ol eligibitity as detevmined by
tederal and state authorities. Aud all students needing supplemental
tunds would be eligible for low-interest cotlege loans.

Onee adequate student support is availuble, we suggest that, as
costs dictate, colleges gradually increase their twitons undl student
tees equal approxitnately hall the cost of instruction. OQur theory is
that the benelit ot higher education is shared by the sedety at lurge
and the student personally. Under this proposal the studentand famity
would pav approximately 34 per cent of wtal college cost and society
6B per cent.

Certainly the dividing line between pubtic benefitund privite benefit
is difficnlt to establish. But we helieve that our recommendations pre-
senta fair wav toallociate inancial burdens and establish a irm grip on
tuition increases that fave already begun w eun out of control.

With tuitions setat halt the per-student cost of instruction, colleges
would not sutfer any net loss of government aid. Funds that might
otherwise have gone directly to the institutions would be recaptured
when witions ind tees were collected from students receiving divect
government support. By placing progressively greater burdens on
those with the ability to pav. the colleges would also increase their pri-
vitte-sector revenues. In the 1969-1970 school vear, which we used for
study purposes. colleges and universities would have veceived a net
mcrease of L1 billion dolkrs in tuition and fee revenues. We estimate
that the CED wition plin would increase tuition between $300 and
S300 a scholastic vear, The inereases would in no case exceed the
amount ot aid availuble through a lederal college loan program, which
we recommend making more gencrously available. Students. upon
graduation, would be carning i more than this increase becanse of
their cotlege degree. Is the proposed income too great for them? And,
we ask, is the tuition increase prohibitive toa soriety that is committed
to quality education?

Colleges would contront 4 new environment. Institutions, in ef-
fect, would compete tor the reallocated funds by seeking students.
Equipped with grants andHoans. stadents would become anew market
torce in higher education. They wordd attend schools offering the
courses and career training they want. We believe this response to the
eductional demands of students would invigorate post-high-school



cducation and promote the adaptability 1o chiange that we expect of it

Many have tken issae with one proposals, patticutarly with our fi-
mancial stategy, Many educuors—-espectdhy in state colleges—argue
that while short-sighted egislators will ghadly vaise tuitions, thev will
not so quickly inerease diveat steadent aid, Others argue that the CED
proposat would severely pinch the middle dass. They feel that the eli-
gibility cequivements for loams would be written to exclude these stu-
dents, But these problems can be avoided.

ronicaliv, the legislative cuts and an economic squeese onthe middle
cliss whicle o arities envision are already taking shape on aseale of
nujor proportions becuse there have been no veforms. Middle-class
students—who now receive indirectly a disproportionate share of
institational aid—find they are unable to secure the supplemental
funds they need to meet growing taition costs iy botli private and pub-
lic schools, Revenue gaps Ining on progressively more cuts in staft
maintersance and quality. And legisktors, quizzing the wisdom and
divection of the state institutions. ave demanding more accountabiity
and aimming of educational outlavs.

Ourstatement, The Management and Fovancing of Colleges, is umotion
for change. Heis grounded o what the CED study panel recognized as
the cconomic realities of post-high-school education. To work, it will
require the cooperation of lTegistators, decision-makers in the institu-
tions,and the geneval public.

Wespeak ot an accountability beveond thatwhich is raditionally ex-
pressed in terms ol studens, personnel and degrees. We speak of an
accountability for the very mission of the institution, the strategy for
achieving it the assignment of responsibility, the lising of cuthority
and the setting of financial torgets. This kurger, setl-generated account-
abilitv whiclt CED proposes will notondy produce greater understand-
ing by the public, students i alumni but also greater credibiliy
among kov-makers, thereby dampening legislative inroads on the
autononmy of higher eduction,

This accountability proposed in The Mavwagement and Finanemg of
Colleges will alser Tead toward fullilmentof the expectations that we busi-
nessmen have of higher education. Let tie empluasize et we expect
higher education wo provide education ot the full person: to adapt pro-
grams to 1he changing needs of students, emplovers and societv: to
make isell equiadv accessible to students from every income level, and
to supphy acdiversity of programs and cducational format that exists
onlv in terms ol the tull assemblv of institutions,
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The Management and Financing of Colleges, in effect, has translated
these broad expectations of higher cducation into a set of clearly de-
fined responsibilities that fall on the shoulders of those most directly
connected with higher education. We expect lawmakers to atlocate aid
ina way that will give support to those who need it the most. We expect
the academic commumity to define its role in cach institution and then
to cooperate by using the pr()p()scd manigement lcchniqucs to steer
the acadentic operation productively toward those ends. We expect
students to assume, as far as they ave able, up to half the cost of their
undergraduate instruction—even if this means repaying leans after
graduation, College is a definite employment benefit and we expect
students to agree that the benefitis worth paying for.

It everybady concerned responds in the manner we propose, I con-
tertd that higher education will survive and that, in surviving, it will
maintain a healthy diversity and increase educationat opportunities. If
these expectations ave not met, today’s financial problems will be-
comie LMOrrow’'s crisis,

O
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What Does Higher Education
Expect of Business and
Industry?

LANDRUM R BOLLING

Itis a particular pleasure to appear on a program designed to bring
together the concerns of business and education. There is an inevitable
parttership in so many wavs between these two crucial sectors of onr
society, and we need especially to explore how our interests inteveon-
nect and how together we may more significanty and responsibly deal
with certain overriding challenges of this bewildered and bewildering
age.

At the outset 1 must put in a disclainer, ©wn nat able 1o speak for
“higher education” and 10 say “what higher education expects” of the
business and industrial community. There are all kinds of higher edu-
catonal mstitutions and all kinds of expectations and viewpoints. No
onein his right mind is going to be so presumptuous as to claim to speak
for alt of higher education—on auvthing,.

Taken literally, the topic I have been assigned is one 1 could deal with
in about two minutes and sit down. (No one who has been a college
president, of course, is going to run the risk of betraying his fraternity
by any such rash action.) To the specific question there is one simple
answer: to make profits and give away to higher education as much as
possible. On one level, What Higher Education Expects of Business
and Industry is a question that can be answered with these obvious
points:

1. Moncey

2. Jobs

3. Moral and political support

1. Technical and managerial services and advice

However, there are two other points—perhaps less obvious—which
[ want to make at the outset. Fivst, { believe education ought to expect
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the business comanmity 1o provide i direct educnional input into the
college and university experietice. I8 wars are oo important to be left
entirely to the generals, education is certainty too importnt to be left
Jstto the protessors. Tica tinge when it has becone Fashionable to talk
about experential educatiott—and [ favor reforms in that diredction—
we need to develop thoughttul. deliberate strategies for providing a
variety ol Hield fearning experiences in business and industry as a egi-
timate extension of the campus educational experience. Of course, |
mean this as an endorsement of cooperative arrangements as pio-
neered by University of Cincinnati and Northeastern and Antioch. |
mean also the newer field term experiments at Beloitand Kalam:avzoo.
But I mean more than that.

I'teed that tor the partnevship of business and education to became
really significant, we need 1o find move and better wavs to involve busi-
nessmentaind husinesswomen with educators. We need o bring people
from the ower world on o the campuses o share experiences and
imsights, T have in mind, for example, the Woodrew Wilson Senior
Fellows progrim. We ought to encourage more acadenics to spend
sabhaticals and teave periods and vesearch time in factory and shop
and board roon. Both education asid business need all the help they
can ger. Much of thad Telp they can get trom cach other.

Fhe second concern [ have thevoud niy original four points) as to
what business can do 1o help education has to do with our wrgent need
to make more rational adpstments, more sensible long-term plans lor
coordinating the public and privine sectors in higher edacation, and
torl ounselves ot the scandal of dupliction and waste in using scaree
Foesolirges,

Instead of teving 1o answer the question as it was trimned onthe pro-
gram, I want o share with vou some ol my long-cvolving concerns
about the partnership between the academy and the business wald,
hetween education and the hroader connnunity, with respedt to the
tndaunentd issues of s suevival and human development, It is

clear by now that all our instititions face aowhole complex of interre:

Lacd problems that chaltenge onr verv existence. [t is also clear tha
noscqent of societs can solve those problems by inelt and (ot isell.
Coutbnnong these common problems is the ssue of vadues aud pur-
poes e bmeanmg bor indnidaad v es and tor institations, Academia
are e onter wondd s e to recognize the grim realities of our predic-
vt B e o s ate questioning of the credibilits ot all owre insti-

vl rhe tedimentat goals and vadues upon which they are
Posod B e et addiress onselves eftectively o those questions,
ticrest ot our patnership will not very mudch mattesr,
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These vatue questions, Thelieve, stnd inacrudal refationship o the
host of management and educational problems about which we lave
had sonmmchalk and so much research, And Pam sare that the same or
sunibar vadue gquestons challenge the men i women of the business
world.

Letme begin with some effort to simmmarize what expert observers
sav about the problems of higher education.

Recently Fred Hechinger, commenting in 7he New Yok Tone s on the
tinat report ot the Carnegic Commission on Higler Fducation wrote
thatthe commission “has painted a gloomy picture of grave vouble on
the entive education front the mood inacademia is one of net being
appreciated, wanted, supported. In the Commission’s words. “a tran-
natic foss of a sense ofassured progress, of the inevitability o i better
future, has ocaurred.”

“Ineducation, as inthe conmry atbrge, there are intimations of 'nos-
talgictora Paradise Lost.” The prevailing atimde, in the words of Clark
Kerr, the Commission’s chainnan, fis move to look back with longing
than to look ahead with hope™.”

Rightaway Fam led o specnlate on two value questions that shape
the thinking ot a great nuany ot us in both education and business. One
I8 Uprogress,” the other “hope.” Fo a large degree we have ended to
make a god of “progress.” and 1o see progress as growth, expansion,
“bigger and bewer.”” How will we adjust 1o a steadvastate cconomy?
How will we make “progress™inan edncational sy stem that stops build-
ing more and move new buildings and can no longer add more and
more students? Cerminly not withonta lotof hope.

Hechinger goes on to summarize some ot the troubles so casily dis-
cerntble in education: the stowing rate ot increase in enrolments God
the prospectofan actual decline in mumbers by the FEROs): the growing
confinion and disagreement among the taculty over the purposes of
college edudation: the growing imcertainy of namy qualitied yvoung
people ay to whether eollege is wortlo the time and monevs the (risis-
management mood ot administrators always canght ap in the search
for shovt-renm answers to the problems of immediate sivival.

“Perhbaps wmost chitling,” wiites Hechinger, “is the Conmmission’s
stiggestion that a parallel exists between some aspects of the raihoad
inchisny and higher education. In the face of new competition and
pubhic tastes, the universities, like the vaibroads atter thes golden era,
are now ‘burdened with old mentalites.”
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Someone once said tiat the tronble with the railroad people was that
they torgot they were in the people-serving l[.mspml.ltum husiness
and Gane to think they were in the railroad-operating business. Some
of our arities suggest that educators at times forget thev ave in the
human- (1{\(]Hpnl(‘lll(‘llll( ation businessand llunLlh(\ are i the inst-
tution-operating business.

“Will the universities,” Hechimger asks in conclusion, "like the rail-
roads, pursue a deteatist, obsolescent coure until the Government at
Lasttries to bail thenoatz The visk that they may now opt for a passive
response to their cunent erisis olidentity, money aud goals is height-
ened by the tactthat the universinies have hecome accnstomed w havi ing
their goals spelled out Tor themn by the off- -campus world—such as the
dewminds ot detense and other esternal mandates.”

“For the moment, neither the American people nor the Nixon Ad-
munstration appeas to be making anv specific demands ol the kind
that might gabvanize thevniversitiesimo renewed self-contidence. This
Lk ofesternal pressuse could actatly be tarned into an advantage—
1 the acadenne leadership had the vision and the strength to call the
shotsand to el the people what higher education plans to do tor them.
Fhere are, of course, visks in taking the initiative. The fur greater visk
is to wait tor arders.” '

P have known Fred Hechinger for a long time as a fair and honest
observer and critie ol the Ainerican educational seene, and, largely, 1
shiare his viewss Howevers [ want to raise some questions about what
Mndvotinttiaiyves within the eductional comunmity might be produc-
tve of what ends, More activist administrators, more united faculties,
tmore contented or highhy motivated students, and more generous
donorsand legishators—great as such blessings, we assuine, wortld he—
would not necessarihy save the Academy from its troubles or from
threats to s influence,

The hirstthing we hine torecognize. helieve, is that the troubles of
the Academyare very mucha partof the broader malaise of the whole
socieny and that thes canner be dealt swith sdrinzatels without addres-
sing ourse' es to the general saciad condition. Fducation and business
arestragaling to sty uprighton the same kind of slippery slope.

Secondv T have the uncomtorable convicion that many of sociey's
noublesare exacerbated by the Ncademy it too often we in the edu-
catiomal cormmanits coutd be Charged with bemg acpant ot the problem
asveaditvas we could chanito be partot the solntion. (3etor e vou brand
me asdarenegade educdon bent on fouling my own nest with anti-inted-
lecmat garbage. letme quickiy go on to sav that 1 believe the Academy
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not only can bt does possess the essential resomees with which to at-
tuck the vervills and mistortunes of which we complain—and that no
other contemporary institution ¢an so well do what most needs to be
done for all ot us.)

And what s 1t that mest needs to he done-—and that education can
undertake to doz

Let e give vou a shockingly simplistic answer. Our greatest need
as i society 13 10 capture or recaptire some new sense of purpose and
value and meaning in ouy personal lives and in our society. The great-
est need of education is to reassert a central role in the search lor and
the definition of values and meaning. And the greatest thing business
can do tor education is to enter into full partnership with a revitatized
edurational commmity in the search for value and meaning. ‘This, we
used to think, is what liberal edocation is all about.

[u the long vun, only it value-oriented people are turned out by the
schools, can a free, open, respounsible cconomy be maintined.

America today has the feelof anation that has lost its way. Atnoother
timein the memory of any of us has there been such a prolouged period
of uncertainty and doubt and fear about the future. In addition to the
deeper malaise nrany have discussed for a long dmwe, sore of the im-
mediate tngible indicators of our state ol health also discourage or
akirm us—the statg ot the cconomy and the state ol 1he govermuent,
and, on another level. the falling birth rate. The energy arisis has
shaken our faith in the whole economy as nothing else since the Great
Depression. 'Those interrelated and paraliel misdeeds, criminal acts,
bad judgments aud evasions that we have come to call the Watergate
Scandals have undermined confidence in onr national governmental
leadership to a degree unknown since the convulsive, bloody days of
the Civil War and the Reconstruction. Meanwhile, if the opinion polls
arve to be believed, popular faith in a whole broad range of institutions
has fallen to shockingly low levels? The churdh, the schools, the press
and business, along with government ¢, ves, foundations) are under
acloud. Their leaders are widely viewed with suspicion, and otten dis-
dain. Allof our elites are in trouble. M: mny of our once popukinr national
goals are rejected. Many ol our once accepted hopes have been aban-
doned.

Wedid notcomero thisstate allat onee. Long before Watergate, tong
belore the convulsions over Vietam, one of onr wisest and most hu-
mane academics, Abraham Mastow, wrote this judgment:

Ccthe ultimate discise of o time is valuelessness: second. . this state

is more amcially dangerous than ever belore in historv: and fuaity, ..
samncthing can be done about ithy man's own vational cflorts,
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Lhe state of sataclessness its been varionsty deseribied as antomice, amor-
alitnanhedonia voodessness, emptiness, hopelessness, tie Jack of some-
thing to helieve inad o be devoted to. {1t hascome to ins present danger-
ot pointhecase allthe taditional value swstems ever offered o namkind
bave ineltear proved to be tailines, Funthermaore, wealth and prosperity .
techuological advance, widespread education, democratic poliieal torms,
evert honesth good intentiens and avowals o good will have, by their
failure 1o produce peace. hrotherhond, serenity and happiness, con-
fromted us evenmore naked iy and v oidably with the profundities that
st hined s beerravaiding by its basy-ness with the saperticial,

We are reminded of the "nemosis of suceess,” People can struggle on
hopetullv, Ao Palve panaceas so long as thevare not attained. Once at-

" tained, however, thes we soon discenered o be alse hapes. Collapse and
hopelessness ersue wnd continue annl new hopes become possible,

We e anminteniegnam between ofd vidue svstems thathave not worked
A new ones ot ser born, L

he cure tor this disease is obvions, We need avalidated, asable sestem oot
B« adaos values that we can believe inand devote oarselves to be-
st they e e pther than becanse we are exhosted 1o “helieve and
Bave tode™ And tor the s tme in histors, nany o as teed such asws-

ten=-Iused s ey apon valid knowledge of the natire of man, of his
societ s and of hiswotld—-1nas be possible,

[hose words were weitten athout the end of 1937, And they were
wiitten tot by some gospel-quoting preacher but by a Jewish scientist
who. however muachimaverick he naay have seemed tasome in his pro-
fession, wassutficiontly respected as a protessional to be elected presi-
dent of the Amwerican Pawehological Association.

Fo be stres one could quote endlessty trom clergyimen and theolo-
gians as wellas rom seaudar scholars in iy disciplines whose think-
ing vuns in the same vein, Untortunaeely, many of those social eritics
do vot come out with such an affirantive hope as Maslow expressed.

And what sf the attitudes of today's voung people, the students of
the Now Geveration--whose welline and educition is, after all, onr
primary comeern? During the holidavs Thad i opporomity to rewd
tennn paper written bt fall by accollege junior. Letine quaote a passage:

Lredize thas althoagh mach has cbaniged, che experictice of nothinguess
i stillatve, fHisditterent trom the experience o the 60« but the void is
st overs iach thare,

L looking atanselt and my peces non Laee a teeling ol apattis, Iy as it
welte all savitg "we tied, banthere’s nething we can do tor the wor ld, so
fets just fon et about itand worny abant otesefvesinstead, .. Fhe desive
vorcharge what seems weong in the world is over. BCs as i the tatline of
detontations has beenrecognized, We seem to he coming ont ol a poli-
teallv i obved age intaa sell-development age The diche “do voan own
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thing”™ applies move to this dave L than ever betore. . people wre more
mchined to tollow their own (lu.nn\( ither alone or in small groaps.

On the question of the older generation®s values, the matter was dis-
missed with these words: " The mvths of socicty that were heing violeat-
Iv rejected in the 60s seem atimost to be ajoke in the 70s. Some people
continue to live by them, but on lhu whaole the vouth of the 70s disre-
gard their existence.”

Now [ hope that Tong ago | put aside the temptation to believe that
the voung have great and nigque wisdom not given o their elders
have otmuch patience with those professarial tvpes who over-identity
with the voung, imitate various superficialities of their Lite stvles, ad
pronounce this generation of voung people as the "noblest, brightest.
most honest, finest, most beantitul™ that ever lived. [ agree they are
wonderful, but the voung of today are as capable of short-sightedness,
sclfishness. moral avroganee and pride as the rest of us. And they are
unmistakably afflicted with handicaps of limited knowledge, limited
experience and acerain mnocence, whether harmtul or charming ox
despaiving. Having said all that letme go on o sav that T think we need
to pay more. not less, attention to what the students are saving, think-
ing. fecting and doing, We need o histen to them, not to the eud that we
awtonraticallv agree with what they sav, but to the end that we hear
them and respond to them. And. morve importantly, that we involve
thew significandy in the ongoing work and decision-miaking ol our
society, and particubarly in the work and decision-making of the edu-

cational community. Here is where the partnership between business
aud education could becone most meaningfid.

[Ewhat I have said this far suggests that T think we should pay more
heed to the intellectual prophets and to the voung, what is itrealiv thag
they are tving to sav: How significantare the questionsthev vaise, how
reliable ave the judgments they put forth? And mostimportant, what
implications do we draw trom them in devising a steategy tor the
future?

Much of what we hear trom many contradictory voices has to do with
issies of sociat change. Some bombard us with increasingly tived rhet-
oric about change—endless change. inevitable clhunge. irvesistible
change. Some see every chimge as inherentdy desivable. i for o other
reason than that it represents a break from the old, the outmaodaed, the
conservative, the restrictive, the bad. Some see chimge as essentially
evil-—bringing a destruction of natre, a dehumanizing of man and a
corruption of his soctad institutions. Stll others see chinge as largely
capricious, mindless and. ke e in general, absird. Few there wreany
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more who cling to the casy optintism of earlier decades of this century
when the cult of progress—inevitable progress—held the lield. Two
world wars and the horrors ot Nazi and communist concentration
catups, plas the racial, sodial, economic and genevational conflicts in
the democratic West, have done in that simplistic view of automatic
Progress.

One of the essential tasks of education in our tiwe, 1 believe, is to
encourage the young to study the whole gucstion ol change and con-
tinuity honestly, in depth and, so far as posaible. freed from ideologi-
cal bias. This means drawing upou the resources of history, sociology,
phitosophy, psychology, religion and literature, at teast, aud upon the
uhservable experietice of business and industry and government. It
means held experience in the world of work as well as on-campns
courses.

Such studies of change and continuity, seriously undevtaken, would
produce, antconvineed, a heiglhtened understanding not only of the
need tor Hexibility 1oward change and of the openness of many estab-
lished institutions, induding business and industry, toward change,
but also a new awareness of the crucid importance of vanious kinds of
continuity.

Asa partol that exercise we need to help students explore thorough-
Iy the record of what has happened in our efforts to deal with social
and cconomic problems in this century. Many voung people are taken
m by radical-thic politics, pop sociology and fraudulently moralistic
history. The old super-patriotic * America is always Number One™ in-
doctination is rightfully vejected. Yet many young people hive come
soinchow o believe that America is the worst ol all societies, that it is
increasingly a failure in handling its social, cconomic and political
problems, and that our establishied institutions always oppose change.

Thereare responsible, honestintellectualanswers to the pop-culture
distortions abouw our history and carrent social conditions. What is
called for is certainly nora havsh putting dowa and shouting down of
such eritics. What is needed is a more thovough most rigorous ¢xami-
nation of the record of socil progress in this country, so thit any
honest person can discover Tor himself the absolutely amazing achieve-
ments of this society in dealing with poverty and injustice and the social
resowrees available and committed Tor contining work againstawhole
range of secial evils, This Estrongly believe, vet T leel not quite academi-
cally respectable to say such things.

Academics aud intellectuals are by nature committed 1o criticism,
members of what Lionel Trilling has called the “adversary cultuye,”
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The very success of the academic warld in drawing more and wmore
people into higher education: has enormously expancded the size and
populay infloence of that adversany cultaee,

We need such an adversary cultnre, Critiaal proplictic voices are es-
sentit ineveryage. Freedom ot speech, treedom ot pressand freedom
to teach and to learn arve imong the most fundinental of all human
rights. Any society that would remain alive and open and free must
build tirm safeguards inta its laws and social practices 1o detend thase
who criticize it Businessmen must nnderstand that, must see that thev
have justas muchof a stake inthe maimtenauee of such treedoms as any
writer. artist or teacher, Human freedont as a central vidue incour cul-
ture is indivisihle. Those who advocate, manage and benelit from the
free enterprise system shonld understand that they share a common
canse with the academics and intellectuals, All ot as can beaefit from
working together in partnership in behalf of the maintenance ot all of
our frecdoms,

Strongty as Thelivve in the defense of freedonu of expression, even
tor those with whow @ disagree. I nonetheless, in the silence of my own
mind ask myself’at times whether the volume, the emphuasis, the char-
acter ot some of the adversary pronouncements that emanate from the
Acadermy and the media do not produce a serious over-all distortion,
do not feed the sense of valuelessness, purposclessniess and meaning-
lessness about lile in America, and about lite in general, That thought-
tul, honest, searching men and women should otten feel driven to the
brink of despair is understandable as we confront various aspects ot the
human condition, as we contemplate the worst that has happened and
the worst that might happen.

abert L. Bartey, writing vecently in The National Observer, quoted
the late Professor Richavd Hofstadter as having said in [970: [ don't
suppose there was any age in which vou had such amass consensus of
intelectnals on their own alienation as vou have in this period.”

Thatconseususis partly based on rationab analvais, but it is adso based
upon an inadeguate or partial examination of the evidence and s
strongly influenced by the non-rational palt of fashion.

I his dAnti-Dutellectuation in American Life (which won tor Hofstadwer
a Pulitzer prize). he wrote:

Dissenting intellectuals often seem to feclhthatthey are motalls onnial for
being intelicauais, and their motal responsibibing is then imerprered as
respomsibilie primarily to repudintion and desiructions so that the mcas-
wre o intelecaabmeritis felota lie not in imagination or precision, batin
the greatest possible degree of negativian, The responsibilies ot the intel-
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lecraalis ot seet i the bstinstance, asa e slmmihiiiu i heenlightemng
shout societs, bt radier 1o nake an assertion against it—on the asstp-
ton thar alimest ans sieceasser tion will presun iy be enlighiening. wnd
thatin any case it re-establishes the writey's pmhn\ and courage.

tPhatswatement, let me recall was made not hvacrecent, unkamented
Vice President but by fivstrank scholar-intellectinal at one of onr
HLYOY Universitios,)

Vhere ave twa ather yeasons, | believe, tor widespread intellecual
negativism bevond the one Hotstadier gives. One of these is the sense
ot powerlessness felt by academies, by medi inteltecmals, and espe-
aatly by college students, Bright, idealistic. articnlate, they teel they
have imadvzed the problems o society and know the answers. But. too
olten, governments. business and othey segments of the established
otder will notlisten, or appear notto listen. Fhe processes of deciston-
making in owr socen are often halting and cumbersome, angd some-
times even the genevally admitied vight answer is slow ot adoption.
Morcover, otten there is sirong disagrecment. whethier intluenced by
Blatant selt-interest or not, as to what the corvectanswer shonld be, In-
cvitably the mtellectuals both teel impadence and rejection, I power
conrupts, powerlessness corrupts idbso, Within the imtellecrual conmn-
nity there iscin tact mnch power (particularly in the hands of the
media), and ver there is alsoasense of powerlessness both with regad
to the determination ot social policy in generaland inregand to detend-
g the vightotthe mtellecnnal to sy his picce. lellecnealds, like other
tu'iible hmans. ave subject to t]lcmlmp{um of power and the corrup-
tont ol powertessuess,

Asccond reason tor the negativism ot the inteltectal community, 1
wortdd suggestis 1o be found in the widespread secularization of tha
conmunity, Whatever anvone mav sav against religion, ic las been a
meanss Tor organizing and aflisming vanscendent hope. tor relating
oneselt and one’s society 10 some l'n'qu scheme of lhim{' (o some
divine plan thar will orivenph nhimately in spite of nman's Failures and
disappointmens. Manyv acdemicins todav no lomger share that hopee.
The tangible evidence they exambie, in the absence of any believer's
Weltuns b, leaves theny despaiving and. ahimostine vitably, nega-
e,

But the religious impulse continues to break Torth widhin that com-
iy and sootcalarh mong the voung, Whether disconraged by
professors crnot, this generation of stadents is toaren; wkable degree
re-exploring the non-secaline witl carestness and enthusiasm. Forol-
ment in tormal courses in religion is atan atl-time high, and there are
Bvely departments of religion on state university conpuses where. it
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was once thougl that the teaching of religion was probibly neconsn-
tutional and surelv deplorable. Bevond that, students are ino the wid-
estintaginable variety ot veligious practices and expericnees.

All of this hrings ime now finglly hack to the role ot the Academy in
exploving value ssstenus, in helping with the search for purpose and
meining.

1t is not the role ot the college or the uuiversity o indocorinate s
students inagiven dognicor creed or torequuire some practice of veli-
gion. It is the dutv oo educational institution to vecognize the reality
of human concern with the non-seculan. the spivitual, the veligions and
to help students confront the ultimate questions vidsed by the varions
refigions, Botlein reseinch and in teaching, it should be aceepted as
naturaland proper that the ranseendent, the paranovmal, the mystical
sheold be regarded as legitimate matters tor intelfectuad inquiry. The
Acidemy s no obligation or vight to impaose the value systems at-
tached o any religion upon its stadents: it does have an obligation to
see that such questions are treated seviousdy and lonestly.

These comments about religion and values on the cunpus I make
with conviction, but I do not want to have the Academy's concern for
values, prrpose and meaning seen primartly in terms of a relationship
to rehigion. In academia or in business, in a seculia or non-secular
world, there is urgent need tor hoth an ethic and an ethos out ot which
responsible, cttective and constractive lives can be lived. A society thit
has lost its way with respect 1o tundimental values is likely 1o be in
trouble in all divections. Corruption in goveriunent meins also corrup-
tion in business, and vice versic And i educitional svstem thacignores
or down-grades the issues of value definition, discovery amd atfirmae-
tion is failling both governnentand business and all other elements in
society,

Let me come back fmally o the wopic that T was given and that T so
brecty teanshined: Whaat dues higher education expect of business and
industry: Within thie comext of concern for vahie formation, allow me
to close with these hovtatory appeals. We ask business and induostry to
torm an enduring partership with education 1o these ends:

. That we demonstrate separately imd jointly unmistakable stand-
avds of simple honesty,

20 That we conduct o attairs with due regaed tor long-term con-
sequences riather tan short-tern gains.

A That we administer owr enterprises by sumdards that exemplity
sustained concern for hanman beings—their growth and tulfit-
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ment as people, not just their accomplishment of production
goals, cither in goods or in course credits.

+. That we cultivate human refationships thatare open and mutual-
ly respectful, regardless of rank, race or religion.

5. T'hat we sct ourselves the task of maximizing the chances of indi-
vidual success, whether as worker or student. (A goal sometimes
set by workers in industry is "Zero Defects.” Dr William Glasser
has chaltenged education to develop “schools without failure.”
Both education and industry should work harder to sce that
human potentials are more fully realized than is now the case.)

6. That we demonstrate in our environments, campus or factory,
and in our products. whether goods or academic performance,
greater concern for esthetic and functional quality.

7. Thatwe commitourselves to anon-going involvement of business
and education. along with other segments of society, in a search-
ing dialogue on the values necessary for a decentlife and the hest
means to sustain them.

I refuse to believe that the cult of valuelessness. meaninglessness,
purposelessness must win. But Lam convinced thatif we are to make it
through this time of troubles we must marshal all the forces of health
and sanity and purposetulness we can summon from every quarter.
No segment of our society hasa corner on wisdom ot virtue or under-
standing about these ultimate questions, But neither can any of us af-
ford to stand aside from the struggle to make the talk of values into
the real stuff of shared life experience.

O
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Financing Higher Education:
The Current State
of the Debate

HOWARD R. BOWEN

The perennial debate on the financing of higher education has been
unusuilly spirited in the past five or six years. It mity now be reaching
a climax. Literature on the sabject has been multiplying and no less
thin six major reports by eminent national groups have recently been
issued. Also, controversy is heating up, especially over the frequent
proposals that tuitions in public institutions should be raised and that
stucents should be financed—more than in the past—through loans.

I have been asked to analyze and comment on the six recent repotts.
These include (in alphabetical order) reports of the Carnegie Com-
mission, Committee for Economic Development, National Board on
Graduate Education, National Commission on the Financing of Post-
secondary Education, National Council of Independent Colleges and
Universities, and the Special Task Force of HEW chaired by Frank
Newman.!

My plan is to deal with the subject in three stages: First, to provide
some historical perspective on how we got where we now are; then to
present the major themes and broad implications of the six reports

(being carctul not to get mired down in technical details); and finally
to present a critique ot these reports.

1

Higher Educational Finance before Waorld War I

World Wi Il wasa kind of watershed in the financing of higher edu-
cation. Before the war, the theory and prictice of higher educational
finance hid been quite settled.

The finance of students wiis primarily a responsibility of parents,
and of students themselves through part-time carnings. Scholarships
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andloans were in wse but were not prevident or major torms oUstudent
support. Working one's wiy thwough ollege was the aceepted and ve-
spected mode of sadent aid,

The inamce ol institinions, on the other hand, was Lugely aorespon-
sibility of “socieny™ as represented by state government, churches ad
privite donors. The tederit govermuoent was involved only margisaliy
and covporationsadmost not atall An acce pted pre-war dogma, scaoce-
v debited, was that taitions should be low to encenvage attendance
ofvoung menand women of all social clisses. Tuitions and fees in state
institutions averaged about 100 vear or a littte wore, Private taitions
wereabout 28 or 3 times public titions—is com pared with five times
todhay, )

11
Pontiear Changes

hnmediately alter World War 11, the GE Bill brought new vigor to
higher education and opened up oppornunities to voung men and
women far bevond previous expectations. But the GI Bill was short-
lived. When the Gls et coltege, around 1930, higher education Japsed
back into a peviod ot poverty, o remained inadepressed state unil
the Tate 10505, But after 1957, when the nation was aroused by the
tanuching of Sputuik, some spectacular changes occured:

Lo Grants to students, based on o svstematic means test rather than
on scholarship, beaune commeon. especially among the private
colleges. ‘

2. The use ot loans i financing students was expanded sharply.

3 With the fncreasing number of marvied students, a legacy of the
G petiad, spouses became a major sowree of support for students.

4 The lederal government becaune @ growing supplier of funds for
hoth graiits and loans to students.

3. Thetederal government became i important contributor to insti-
tutions through a wide array of grants, contracts and loans desig-
nated chietly for research, taining and buildings,

6. Phikmthropic foundations grew in ninubers and resources.

7. Probt-making corporations became patrons of higher education.

v 2

. Colleges and universities became more aggressive and profes-
storral v their fund raising. .
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9. State aed local governments greaths increased their appropria-
tions to public nstinutions: some established state scholarship pro-
gritas sl same nude graats o privade institations,

1 Tuttions were taised seanr atter vear by hoth public and privite
ishttions. The pevcentage increase intaitions averaged abow H
per centasear for publicared 7.5 per cent for private institutions.
Educators were amazed that these tuition increases called torth
soditle reaction from patrons.

The chiel effea of these changes was to inluse vastunounts of new
mones into higher educition, some forinstitational supportand sone
tor student wid, With this new wouey. the drawatic growth of enrol-
ments wis possible, Sirprisingly. however, these ohi mges did not alter
vers nnich the pattern of institational support. The shares of total in-
come derived from tuitions, state appropriccions. and other sources
retamed remarkably constnm over the decade tollowing Spumnik.
For exannple, in public istitations, miton income as o percentage of
totad educational funds, inereased Trom 15 pereentin 1937-8 10 17 per
cent i 9678, and for private instituiions from 5% per cent to 37 per
cer. Moreover, the vise in (\puulnmu per student just about kept
pace witl per capita dx\pn\\hlc income. b uther words. the standard
of living v colleges and universities was vising e aboawn the siume rate
as the standard of living in families.

|
Proposals for Federal Dititutionad Grants

By 1967, when the process of vapid growtl and expansion had con- .
tinued tor just about o decade, fimancial strain began to set in. Institu-
tions fad pushed existing sources of revenne as havd as they could,
bt crvolments were sull growing and costs weye still rising, So edn-
cators began to cast about Tor stilt more revenue. Then attention turned
to the possibility of institutional graas from the federal government.
The Amervican Cowrdl on Education® the Associatton of American
Colleges. the Association of Amevican Universities,  and the National
Assocition of State Universtties ind Lintd-Grant Colleges,® all wem
onrecord i 1967 on 1968 10 favor of institutionad graosts. Uhe common
plea was to revin all the then existing torms of federad aid aud add
imstitutional grants—the niew money to be distvibuted according o for-
mufas vet 1o be devised.

The proposal {os fedeval imstitasional grants was hased on three wach
assuwmptions, One wastha expenditures would continue to rise rapidly
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because of growing eurolments and rising costs, Another was th.,
though tederal categorical aid was desirable, it did litde 10 meet the
basic operating costs of” iustitutions and unvestricted funds weve
needed as well. The thivd assumption was that a steady rise of tnitions
woutld be on principle sociatly havnwtul,

The search then began tor sutitable fonmulas that might be used to
distribute federval institutional aid. Many were proposed. Even 1 de-
vised such a formula, and the booklet in which it was contained ¢ becane
one of the very first pubfications of the Carnegie Commission. {udeed,
the commission gave considerable attention i its carly vears to federal
institutional aid.*

The conclusion 1dvaw frou this history is that as late as four or five
vears ago the academic community was overwhehuingly in favov of low
tuitions, was alarmed at the prospect of having to raise tuitions year
after year in the future, and saw general institutional support from
the fedeval government as the best imswer.

.
New cdpprouches

Butaround 1968, duving the discussion of instintional gramts, some
new concepts were begimung to get a hearing. One of these was that
the major goal of uew federal programs shoadd be to encourage needy
and tower-middle-income students to attend college. It was argued that
federal aid should be primarity in the form of grauts and loaus 1o low-
income students and that institwtional aid should be in the form of
added cost-of-cducation allowances to assist those institutions accept-
ing needy studer s, This was the burden of the Rivlin report which
was prepared in the last ntonths of the Johnson administration and
issued in January of 1969.° This idea eventnally became the under-
lying thee of the Higher Edncation Amendients of 1972.

In the early 1970s. othev move vadical lines of thought were emeryg-
ing. Some were advanced by those who had become disillusioned with
higher-education because of campus unrest, some by public officials
who wanted to bring costs under control, and some by economists who
presented technical arguments. In general, with variations in detail,
the critics converged oun three proposals.

The fivst proposal was that higher education could and should be
move elficient. The seemingly endless escalation of costs should be
slowed down. Seme of the critics argued that higher education was be-
coming over-expanded—that it was trying to educate more people

O
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than could benetit. Some argued that higher education lad gone out
ot balance in that too much was being spent on graluate study, re-
search and esoterie spevialties, and not enough on amdergraduate
cducation. And some argued that institutional ettictency could be im-
proved through mechanical technology, better use of building space,
new academic calendars, kavger dlasses, ete. From this line of argniment
arose the demand for costanalysisand measurement, program budget-
ing, and accountabifity—all of which are lively topics today.

Assecond proposalthat came on strongly after 1970 was that the sup-
port ot public colleges and universities shoukl come velatively more
trom tuitions and relatively less from taxes. The high wition idea was
adopted by some on the pragmatic ground that additional tunds were
needed and that titioas werve the only potential source. It was argued
that because of the tum of public opinion agaiust the academic world,
the intensified competition for existing tax monies, and the political
resistance to tax increases, the old seurces could no longer be ex-
panded.

But the idea of high tuitions was advocated by others, including
many economists, on principle. Some avgued that both equity and ef-
ticieney would be promoted if the higher education “industry” were
operated withont public subsidy atong the ines of the free market, with
tuitions covering the full cost of instruction.” Equity svonld then be
asswred because those beneliting would pay for sewvices received and
well-oft tamilies would no longer get unneeded subsidies. Efficiency
would be assured because only those educational services would be
produced which student-consuners thought worth paying tor. To
attract paying customers, institutions would be motivated 1o offer
excellent education, and to meet market competition they would have
to be efticient. Charles Carter, the distinguished economist and vice-
chancetlor of the University of Lancaster, derisively called this scheme
the “jam factory” theory of higlier education. '

Other economists, taking a less vadical upproach, advocated more
moderate creases in taittons. Their aim was to capture some of the
subsidies now being veceived by high-income families and use them to
support fow-income stadents and to augment institutional budgets.
This is the hasic philosophy undevlving several of the recent veports
we are considering today.

A third new ideir was that long-term loans of substantial amount
should be used regubuly for the financing of students. Almost every-
one agreed that a generons system ol student aid would be essential
to keepaccess and opportunity open. Somie argued that the aid should
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be wholly o largely in the form ot grants fhunced mainly from pubh(
Funds " Bue nany others thought Iong-term loans stiould be a major
sotrce ol nancing tor low- and  middle-sinrome students. Only
thieugh asystent ot foans combined with high taitions would govern-
ment be velieved significutly of the cost of higher education and new
sources of funds tipped. And so o great deal of effort was devoted 1o
inventng long-terne student loan sehemes that would be tolerable o
students, that would be politivalty and moradly wcceptable, and thin
would give relief to the public exchequer, To die, the sation s still
along wan from an adequate toan progriam as defined by advocates of
heavs borrowing, but effors continue,

The approach to higher educdiona finance throngh high tuitions
and student foans was seen to have an impor tand coftateral etfect. Tt
would nirow (or even dosed the taition gap between public and pri-
vite instinations and help o correct the untavarable competitive posi-
tion ot the private sector. Thus, educators in the private sector were
occastonaliy rempied toadvocate high bt taitions and student aid
trowglh loans. However, on the whole, educgors in the private sector
were quite restrained in their political activiges upu il as imany of
them sincerels favored low public taitions,

Fo conddudes the basic issues i the veeent debate ave deardy those
relating to ethciency, levels of tuition, long-term student loans, and the
competitive position of the privite sector. However, several other
secondiny issues lave emerged. These are:

. Should student aid, whether in the form ot grants or loans, he
bully portable so that students wounld bring their aid, and possibly
abso cost-of-education allowances, o the istitutions ot their
choicer Or shoudd the aid be dispensed by the institations?

2. What will be the efteats of the recent lowering 1o cighteen ot the
ageat which yvoung people reach the majorite: How will i adfea
the administration of someans test i the ddlotment of student aid?
And how wili itaflectrhie definiion of in=stute residetice

3. Should ts incentives lor charitable giving, and propeiiy sas
exemptions of volleges and universitios, he cantaled, held steady,
or expanded?

{. How should the growing programs ot adolr education be i
nanced with respect to hothe institutiond costs and student sup-
pomtz

RIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

The Recent Beports

So nch for the historical biackgronnd, Let me now tarm 1o the six
recent veports, all of which e in my judgment worthy conributions
to the discussion of higher educational fimance. Tshould warn vou tha
not allof the veports have been published ane T have not had access 1o
the Luest revisions. IF Lam guilty of misinterpretation 1 hope that
menthers of the discussion panel will set me-straiglh,

AlLave remar hably restrained and moderate in their recommenda-
tions. I spinit, they ave incremental. For exanuple, no oue of them ar-
gues tor zevo witions or for full-cost pricing or any other sharp break
From past practice. Some recommend that even the moderate changes
proposed be phased in over a period of years. Nevertheless, these
documents do pointin w certain divection. Indeced, they point in the
divection that the system is already moving. 1 they influence policy,
they will hasten ends tla are abready evident.

Eshallnotsummavize the reports one by oneoroutline them in great
detail. And Ishall not quibble over statistical discrepancies and ambi-
guities, of which there are some. I shall iy to concentrate on the major
sues which are few in number and coneeptually quite simple. The
firstis efticiency,

A, Efficieney. Fwo of the documents stressed institntiona cfficiency.
I veter to the reports of CED and the National Commiission. "The Can-
negie gronp did not dwell oncefficiency, only because one of their car-
Her reports was spedilically directed toward that subject. ‘The CED
report contained an extended discussion on strengthening internal
goverpance and management as a way to improve etficiency. 1 found
thissection of the CED report rather homiletical in tone and not very
freshvor provocative. Tappreciated, however, its sensitive concern for
academic considerations in dealing with matters such as faculty tenure,
faculty and student participation in governance, and mechanical aids
to teaching. This was no crude “managerial” approach o higher edu-
cation.

The National Commission emphasized the controversial waea of
cost analysis and unit cost measuwement. These concepts were pre-
sented as kevs 1o both efficiency and accountabitity. 'The commission
had been intructed inits enabling legislation to develop national uni-
form stindards for calcntating costs per student. The implication of
the directive was ciear. [ the futre, invinttions would be expected
to compute their costs for purposes of internal nagement and re-
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port their costs tor purposes ot assessing over-all institutional etfi-
ciency and perhaps even as a condition of receiving federal wid. ‘The
CED group also advocated cost analysis.

The prospect of mandatory costanalysis and cost reporting has been
worrisome to nuny educators. Some of the worry stems from the be-
liet that colleges and universities are unified eutities producing many
products, and that joine costs cannot readily be allocated 1o particular
outputs. More of the worry stems from a deep concern that measure-
ment of cost will be grossly misleading unless there is corresponding
qualitative assessment of the product. So. itis feared—with ample justi-
fication, T think—tat spurions cost higures may be used by funding
agencies to heat down the quality of instruction wherever it vises above
the average.

The question of cost analysis was also considered by the National
Board on Graduate Education. The problem of allocating costs is ¢s-
pecially vexing in complex universities with graduate programs. The
report ot the graduate group contained an ifluminating essay on cost
analysis by Protessor Frederick E. Balderston of Berkeley. He pointed
out that in principle, even if technical problems could be overcome, no
single unitorm cost figure would be appropriate for all kinds of deci-
stoats. Different cost concepts would be needed for different purposes.

The National Commission during its deliberations heard all of these
worries and concerns about costs uany times and took cognizance of
them. Butin the end they recommended that cost analysis be pursued
as a tool for improving efficiency in higher education.

My own view of the cost question is that educators must be increas-
ingly concerned about cost analysis and should be developing move
meaningful cost data. "They must aceept the fact that public concern
about costs is legitimate and desivable, The past habit of measuring
quality in terms of inputs instead of outputs, which implies that greater
expenditures invariably lead to higher quality, is no longer acceptable,
What must be done is to find better measures not only of cost but also
ot output. Neither of these coneepts, standing alone, tells us anything
aboutefticiency. Efficiency s imcasured asa ratio between two vinriables:
cost and output, Meanwhile, we educittors must do our best to achieve
public understanding of certain obvious facts: (1) meaningful cost
measurements are technically difficult; (2) output measurements are
vastly more dithcult; and (3) meaningful mecasurements of efficiency
will never be wholly quantifiable and wifl always be pavtly judgmental,

I should like to ofter one other comment on institutional efficiency,
This is that concerned owtsiders—such s businessmen and legislators
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—itre prone to underrate the present efficiency of higher education
and to exaggerate the gains that are feasible without unwirrinted sie-
rifice of quality. [ felt that the CED reportwas by implication unrealistic
inits estimate ot the amount of gain likely to be achieved through better
mattiigement. Critics sometimes forget that higher education has, on
whole, long been a depressed industry and that it has recently been
squeezed thraugh a preny tight wringer. There is not much fat. b is
true that some institutions might make one-time cuts in cost per stu-
dent ot as much as five per cent without serious damage to quality.
Some might even manage o do this several vearsina vow, But no insti-
tution can do it vear abier vear. As suggested in the Carnegic Commis-
ston veport, The More Effective Use of Resources (1972), 4 veasonable goal
for ctficiencv-improvement is to cut the annuaal increase in real cost
(atter allowanee for inflation) by one percentage point. Instead of in-
creases inreal costs as inthe pastof three per centa year, an institution
might, with sustained effor, reduce that rate of increase to two per
centayear.” Suchasaving is well worthstriving for, butit will not solve
many of the financial problems ot higher education,

B. Tuitions and Student Aid. The central financial reconunendation
ot several ot the reports is that the tuitions of public institations should
be gradually raised, provided adequate aid for low- and middle-income
students is made available. That proviso is critical.

The Carnegic Commission proposed a gradual and very modest in-
crease of public tyitions over a ten-year period to one-third of educa-
tional costs (with an exception for community colleges) and a slowing
of the risc in private tuitions to no more than the growth of per capita
disposable income. On the whole, the Carnegie report is quite mod-
crate and generally favors continnation of the present system of tinance
vather thanabrupt change. The CED report made a much more drastic
recommendation that public tuitions be raised over five years (ten years
in the case ot community colleges) to half of educational costs. ‘The
CED reportincidentally recommended that in the accounting for col-
Yeges and universities depreciation on capital assets should he included
in the costs. The net of theiv proposal, then, is that tuitions might rise
to perhaps 33 per cent of instructional costs as conventionally defined.

The National Commrission did not make specific vecommendations
for change in the finincing of higher education, but rather analyzed
virious alternative proposals tfrom the standpoint of theiv costs and
social effects. "The commission report. nevertheless, agrees with the
CED and Carnegie views that student aid based on a means test is a
more cffective way of increasing access than the sine expeuditures
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usedd to lower tuitions. "The task foree reportof the National Cowncil of
Independent Colleges and Universities also analy zes alternatives. The
Favored one wounld involve aomoderate vise in public tuitions, The New-
man reportis not specitic about financial details, bue does emphasize
that students vather than governments should be the vehicle for trans-
potrting funds to institutions, The implication is clear that taitions
should be vaised. Thie Newman report mav be the most radical ot all
i its fimancial implications.

Collectively, these vepotts offer abundant testimony from able and
public-spirited groups that taitions shoutd be raised in the public sec-
tor of higher education. And all of the reports state or imply that a
collateral henetitwould be to nmarrow the tition gap beuveen the public
and private sectors,

The tiition proposals of the Carnegic Commission contained one
notable feature: namely, that titions should be gradwated by level of
education—lowest tor freshimen and sophomores, next highest tor

Juniors and seniors, and highest for graduate and professional stu-

dents, The vatio for the three gronps would be about o L3103, They
propored this kind of gradicdion for both public and privaie institu-
tions. The purpose, of conrse, would be to keep opportinity open at
the beginning of college caveers, and to impaose high iitions and heavy
borrowing after stadents had become well established. Tt is a way of
nereasing titions without raising the barriers at entey to coltege. "1his
proposal raises some philosophical questions about the allocations of
expenditures among the various levels of instruction and about the
unity of the university, And it raises practical questions ihout potential
ctlects on mtvition with stepped-up wition after two years or four
vears, and about competitive relationships hetween the private and
public sector. 1 the plan applicd to both privace and public instititions
as proposed.itcoudd greaty widen the dollar gap hetween private and
public tuitions tor advanced students.

It there is one thing on which all elemients of higher eduication are
agreed, itis that opportunity shoutd be opened and encouragement
given to low-income students. Al of the reports agree specifically or
by implication that grants to low-income students should he expanded.
For example, the Carnegie Commission recommended full funding
of the Basic Oppornmity Grants. The Naional Board on Graduate
tducation recommended three types of graduate fellowships to be
granted in modest numbers: those based on merit, those designed to
meet specific manpower requirements of national inportance, and
those designed for minority groups and women,
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The CED and Carnegic reports were also explicht inorecommending
extensionofthe student loan svstent Vhey wounld cwphasize long-term
loans ot laivge amount with income (‘nllli!lgo!ll leatures, The reponts
tecognized, however, that the nation is along way from overcoing
the problems of technique and of capitad supply needed tor the mas-
sive Joan ssstem they envision. Fhe report of the National Boiwd on
Graduaie Education was espedally aticalite on the danger of catting
out tellowships for graduate students on the basis of a proposed loan
swstenn wihich stunply does not vet exist,

The reports suggest tut student aid, including both grants and
loans, shaukd be portable in the sense that students would receive their
allovuents independewtdy of the institutions they chose to attend. This
portabitity would presumably widen student choice of institutions and
would motivate colleges and universities to cater to tie needs and
wishes of students. Portable student aid would be espedially potent if
accompaicd by cost-of-education allowances as s trequently stg-
gested. The Newoan report espedially emphasizes portability of sto-
dent aid, Ta oy judgment, the subject of portabilite vaises some ser-
us questions about institutionast automony and has not ver received
the atteutiontit deserves. While student influence over institutions can
he recomuended within reason. there is something also to be said for
the integrity, inuer-direction and academic treedom at institutions.
Inthe current debate these considerations tend to be ignoyed. The
Newntan report was eloquent oncacademic treedom and imstitntional
antonomy but saw the stite as the chief threatand students with port-
able fundsas the liberators. Tannot so sure the natter is that simple.

C. Prvate Distitations. Let me now consider the special problems of
private institutions., Allof the groups were concerned about the Inture
strength and health o) the private sector, All expressed apprediation
of the contributions made by private institotions o the nation, and
indceed o public higher education as well, However, most ol the re-
ports dedde with the poivate sector it rather incidental fashion. Both
the CED and Caraegie groups recommendded state aid o private tnsed-
tutions. The CED veport was quite explicit in recommending general
institutionad grants to hoth public and private institutions based ore
ciroliuent, the mnount per student to be adjnsted by types of instita-
1ton according o instructional costs imel ot of income from pri-
vate sources. The Ciomegie group recomnmended state aid i the form
of tuition othets—capitation grants to institutions o grants to stu-
dents atrending private institutions. The Cantegie group noted favor-
ably the experimentation with programs of this iy pe now going on in

El{lC o 33

Aruitoxt provided by Eic:



nany states, and implied that such progrims should multiply and ex-
pand. The Newnum report, with its enphasis on stident aid, suggested
that needv students attending private institutions should receive extra
grants to help defray high titons. The underlving idea in all these
reports was to find a way o narrow the dollar tuition gap.

The CED report strongly emphasized the importance of charitable
giving to higher education and wrged (p. 75) that "existing tax incen-
tives for \‘()lumur\ support of hi;bhcr education be maintained and. .
expanded. ... Inmy judgment, this is a recommendation of great im-
portance .md should not be passed over lightly.

As one wonld expect, the repont of the National Council of Inde-
pendent Colleges and Universities was devoted primarily to the private
seator, Hrecounted the importance of privitte institutions to American
society, expliined the imounting financial problems, pointed to the im-
portance of strengthening tax incentives for charitable giving, and then
presented several financial options involving varving amounts ot aid to
needy students. One ol these options was to raise pablic tuitions.
Another was to establish a "utition-offset plan” under which “the state
or federal government would pay for cach student enrolled in a pri-
vite institution an amount equal to pantorall of the difference between
tuitions and average educational cost in public institutions.™ The pay-
ment could be made directly to the student or to the institutions.
Another proposal wis a compromise simil to the CED/Carnegie
plans, in which public taitions would be raised moderately and partial
tuition-offsets would be paid to the private sector. In addition, the re-
port suggested divect institutional grants from the state or federal
government for capital purposes.

The NCICU veport alluded to, but did not develop, an issue that
was overlooked in the other reports: namely, that adequate aid to pri-
vate education may requive federal as well as state support. Both the
CED and Carnegie reports had indicated that support of private insti-
tations should be aresponsibility of the states. 'The problem with this
solution is that many private institutions are nationad or regional in
ontreach and draw only a fraction of their students from the home
state. But programs of state aid are usually confined to in-state insti-
tutions and in-state students. [t would be possible, of course, for states
to make grants with respect to state residents wherever they attend
college, and a few states have done this. However, a traly natiostal
system of aid to private higher education probably needs the interven-
tion of the federal government either by direcdy sponsoring the pro-
gram or by providing matching grants to the states.
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D. Gruduate Education and Research. Many discussions ot higher edn-
cational tnance are confined to undergraduate instruction. The im-
portant functions of gradnate and protessional education, rescarch
and public service wre vitually ignored, Ot die reports under con-
sideration, onby three dealt with this subjoce—Natiowl Board on Grad-
wate Education, Carnegie and Newnan,

The report of the National Board noted the vapid disappearance
of federal telfowshipand training programs, the leveling-oft of tederal
tunds tor vesearch (especiatly tor basic reseaveh), the unpredictable
ftuctuations ot tederal support, tederval preoccupation with transient
categorical programs, ad federal irresponsibility for the welfare and
continuity of institutions. The board called for restoration of some
tellowships and traineeships and the development of practicable and
adequate studen loan programs. They raised many issues regarding
the tuture of basic rescavchand its wole inthe advimceenient of our cul-
ture and onr economy. They recommended institutional aid tov grad-
wate stueky by hm(lmg relevant sections of the Highev Education
Amendments of 1972, and they cautioned against excessive relianee
on nampower forecasts as a basis for educational planning.

The Carnegie Commissiott, as part of its step-tuition program, ad-
vocated tuitions three times as high for post-baccalaureate studeuts
as for freshmen and sophomores. The conumission was, however,
somewhat ambigious about this proposal as it might affect students
seeking the Ph.D. Thev also recommended that the fedeval govern-
ment assane responsibility for graduate and professional cducation
and research and significantly increase its support “if the nation is to
remain in the vangnard of scientific and technological develop-
ments.”* In o previous report, the commission had vecommended a
massive program of federal tellowships for doctoral candidates, to-
gether with cost-of-editcation supplements of $5,000 each.'! These
tetlowships would be awarded to stucents already in course and would
not be portable. And in another previous publication, the Carnegie
Commission had recommmended that federal grants for university-
based research be increased annually in proportion to the growth of
GNP The Newman group, on the other hand, recommended i mas-
sive progrium of portable graduate fellowships with companion grants
over and above tuition of $2,000 to the institutions selected by the
students.

F. Recurring and Lifelong Education. The Newman and Carnegice
repotts pointed to a survent blind-spot in the financing of higher edu-
cation: namely, that no adeguate provision is being made to finance

ERIC »

Aruitoxt provided by Eic:



recurring o litelong education or the students (mostly adults Yinvolved
insuch education. No solutions were oltered; the problem was merely
identitied.

b

Sewmmary of the Reports. Lot me now vecapitulate, Waiving nany

variations, details and nuances, the sixorepots are saying:

1.

[y

-

o

The ethcieney of higher education shonld be improved.

Tuitions of public institutions should he vaised to perhaps a third
or even halt ol instructional costs,

Access should be available to all qradilicd students, Swdent aid
shionthd be extended in the torn of grants to low-income students
and loats to low- and middle-income students,

Laans should become i move prominent pan of the student aid
program, Practical long-te:m foan programs should be invented
ancl adequane capital to fund them should be raised.

Studem aid should be portable,

Private institutions should be assisted by anv of several evpes ol
tuition-oftsets which would have the ettect of narrowing the tui-
tion gap. and possibly by imstitutionad grants,

Tax incentives tor chiarable giving should be strengthened.

Federal fellowships and traineeships for graduate students
should be vestored at leas in pant, and basic rescarch should he
supported atisieg levels,

Wavs of tinancing lifelong and reanving education should be
developed.

Of these recommendatians, those pertaining 1o nations and student
loans have, of comse atttacted the most atention and abjedion. For
example, i their 1973 annual meeungs, both the Aervican Associa-
tiot of State Calleges and Universitios and the National Association of
State Univesities and Land-Grant Colleges strongly objected torhe
niton pioposals and yreattirmed the historic American policy of tow
tuitions and minimal use of student loans. The Carnegic and CED re-
ports also evoked conviderable adverse editorial reaction from news-
papers actoss the country, induding such leading papers as The Newe
Yooke Uomes. The 15 ahington Post, Fhe Clvistion Scienee Mondtor, and Fhe
Minneapolic Star. Labor unions as well indicined opposition. i dhe re-
mainder of v remarks. Tshall tey to share with vouwmy ownviews on
the recammendations contained in these repots,
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Vi
Conclieling Comments

As Thave indicated the sis veports are all moderate and gradual in
spivit. TEamy one were adopted, higher education would not be in-
stanthy o vadically transtonined cither for the better or for the worse,
Indeed. witions inc public institutions have been rising so rapidlyvin the
Last two vears that the reconmmendations ol the Carnegie Connmnission
are already becoming @ realitv, But these reports do iy to set a new
course, That course is towmd higher tattions, Lkoge grants based on
mcans tesis for withons of pevsons, and possibhy heavy indebreditess
for many, What are the consequences of this line of (Icwlnpnwnl in
the fong run? 1 must contess 1o some uneasiness,

For more thaa century ian this country., etfores hiave been made w
encoutage vaung peaple of all dasses 1o go to coltege. Higher educa-
tion has beernregarded both as i form of personal opportanity and as
asource of major beneitto society, The aceepted view—seldom chal-
lenged as Late as thiree o four vears ago—nhas been that higher educa-
ton ought to be apen to all on the most geacrous erms, This was the
historic idea underlving the founding ol Tmndieds of private colleges,
the Lind-grant movement. the establishment of public tbaninstitu-
tions, the GUBIll and the community college movement. Why, at this
stage in o history, when we saill have the task of bringing millions of
vonuy peaple—tany from ethnic minorities—into the main strean
of American life. and when there is so much educational work to be
done for all classes, induding adults, why are we soiking outin a new
direction? Have we been misguided over the vears iand sue we just now
realizing owr errors® Or are we about to conmit a colossal blunders

The finaucing of higher edncation is not merely o natter of tech-
nique to be decided by expertss itis a natter of cducational and social
vabues, My omsgivings have 1o do with values,

N The Wadonwmg voned Diefienting of Eeandug, First among mv values
is the widening ot learning tor persons of all ages, both sexes, and all
cthuicand cconomic hackgrounds and at the same tme the deepening
of learning tor evervone, By learming [hincan homanistic, scientific
and vocational education of many varieties. Such learing is a power-
fulmeans. 1t is the base of o cultare, the foundation ol our ceotiomy,
asonrce ()fg(l()(l citizenship iand civie responsibility. aoway toward the
solntion ot sacial pmhh wis, and a major infhenee toward humanizing
idividuads, Learning is also anend initsel £, Teis fun to leaornand good
to hnow. The great spread o Teaning that has occurred i the past
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century is far from complete. Onr ignorince overwhebms owr knowl-
edge and our folly vastly exceeds our wisdom.,

Learning occurs in many ways, by no means all of it through educa-
tional institntions. But institntions have an indispensable role in facili-
tating the process, not only tor millions of persons of ages 18-22 but
tor persons ot all ages. Formal education is destined to be wrecurring
litelong experience. The traditionally sharp separation of life into
three stuges—cducation in vouth, work in middle years, and retitement
i old age—is likely to be vadically altered.

Under these conditions who cinnsay that the philosophy of the Mor-
vitl Actor of the commnmity college movement is passé? Who can say
that higher education shoudd not continue to be availuble at low cost to
ensire vewdy access imd enconragement for persons of all ages and
conditions? Who can argue that high tuitions, means tests, and long-
term foans are really condicive to the widening and deepening of
learning 1"

B. Adcademic Freedom. Another cherished value, which is virtually
unmentioned in the recent reports on finance, is academic freedom.
It consists in part of the vight and dnty of individual professors to seek
and speak the trath, More broadly, it includes significant inmer divec-
tion for colleges and universities as mstitutions. [t means that the aca-
demic commmity should have an influential voice—based on profes-
sional judgment—in deciding what w teach, how to teach, what aca-
demic ssandards to mgintain, what lines of rescarch and scholarship
to purstie, what to publish, and whom to employ as professors. Aca-
demic freedomin thissense is always in jeopardy but in the past decade
has been subject to unprecedented erosion from growing political in-
Hucence and increasing reliance on funds carmarked for purposes pre-
scribed from owtside.

Academic freedom calls tor a system of finance with diverse sources
including substantial funds that ave not canmarked and for which insti-
tutions are not too beholden. The proposal to raise taitions might
tend to diversify the sources of support in public institutions and en-
hance academic freedom. However, 1 find no evidence that while wui-
tionsare being raised states are relaxing their gripon their colleges and
universities. Quite the opposite. On the other hand, the proposal
would move higher education along the path toward the market price
or "jam factory” system of fimance. If carried too far, it would impair
the inner integrity ufml!cgc s and universities as institutions and con-
vert them into enterprises responsive only to the market.
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Means Tests and Delt. Another of my vadues, this time o negative
ane, is distaste for the means test and for loading heavy indebtedness
upon voung people. I recognize the importance of grants based on
need, and loans, in a batanced system of stedent aid. 1t is when large
amounts of money we involved that T become apprehensive. The
means test is essentially undemocratic, burcaueratic, arbivary and
opent to evasion, Moreover, it may be legally unworkable i young
people, who attain their majority at age 18, become emancipated from
thely parents.

For our society to require its youny people w go heavily imto deln
represents a less than generous attitude toward our youth. Even from
the ccomomic point of view, long-tevm loans make little sense. The so-
cial cost of providing and receiving an education must be borne atthe
time the education occars, Itcannot be transferred to the tuture. The
repayment ob debt is only a wansfer paviment, having littte underly-
ing cconomic signiticance except an unpredictable effect on the distri-
bution of income. It would scem more businesslike to fmance the costs
when they are incurved rathey than to go through the ved tape of mak-
ing and repaving loans. Stll another difliculty with heavy loany is un-
fairness as between generations. ‘Those of us of the present middle
and older generations received our education without any heavy in-
debtedness. We are in effect saving to the next generation, "We got
ours: now that vour turn has come, vou can get vour education on the
cuft.”

What [ suggesting is not climination of all granes based on a
means test oy of all student loans. Tam counseling that we should go
slowly in raising tiitions 1o a level that will demand heavy use of these
devices. I think this witl put an unbeavable and uunecessary strain both
on higher education and on our society.

D. Equity. Sull another value is equity. The Targest single cost of
higher educatton is the time and forgone incomie of students, This, w-
gether with the incidental expenses of higher education (not counting
board and room), place at least two-thirds of the total cost on the stu-
dent and his family. Instivattonal costs are of the order of only one-
third of the total. Tn view of the fact that education viclds substantial
social benefus as well as private benefits to students, it would seem that
a major portion of the institutional costs might equitably be borne by
soctety, that is. government aud phitanthropy. "This was a conclusion
of the Carnegie Commission and kargely explains the moderation of
their recommendations.’”  Incidentally, the Carnegie Commission
is one of the few groups which have openly acknowledged the issues
ot forgame income and social benetits of higher education.
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Y. Preorving the Private Sector, Anothier of my vidues is preserving
the dual private-public svstem ot higher education. This, ol cotuse,
requives strengthening of the private sector, which iny judgiient
v in great jeopards, The private sector is important hecause it contri-
butes divensity and leaderstiip. Through dhe diversity it conibutes,
the higher educational sestenmserves the needs ol more people and of-
fers more choices than could a purely public svsten Through the
leadership given by manv privite insticwdions, the mitine of acadeiyic
excellence is demonsuived, academic staudards are set, the ideal of
fibeval leanning is Kept alive and floncishing, a fiving exanple ot aca-
demic breedom is provided, and a fraitful sowree of innovation aund
experiment is maintained. Uhe example, the mere presence of the pri-
vate sector, isaLactor inhe freedom ad advancement of the public
sectord serves asacbrake ononerons public contol, T would vigor-
ansly deny that privane institwions have a monopoly onc diversity or
leaderstip, b | wonld argue with equal vigor that the whole higher
cducational svstem is stronger tor its dualin.

There v no doubr that vaising the titions of public institutions
would help the private colfeges ad nniversies, But [ do not believe
that such tuition increases are the best wav ot helping them. For survi-
valo the povae institations must fust ol all live up to the ideals of di-
versits and Teadership, They must be usetul 1o society in speciod and
demonstrable wass, Second. they need i svstens of bnaee e will
narrow the tuition gap and at the siame time will preserve their privaey.
Fhiv svstem of Bnance has already been invented and tricd out. [t now
necds perfecting and developing, [t consists of tiition-otfsets from
goverument. The tinion-offsets may take the form ot grants to private
instinions or they mav ke the for of granss (o students attending
private imstitutions. More than thirty siates are experimenting with
varions forns of tition otfsets and more ave considering then, "These
progranus are quite varied. They include tuition scholarships with
amounts adjusted to need. grants o disadvantaged stadeuts hased on
need, grants of fixed amonnt without iomeans test to students attene-
ing private colleges, grants of fixed amount to private insinuions for
cach stdent envolled. ete. There is urgent need fov finther develop.
ment of these plans and more vealistic funding. "Theve is need also for
tederal interventon, partdy to encourage the states 10 establish ade-
quate plins and partdy o bring abont ve i[)lm‘il\‘ anmony the states so
that students iy be covered who attend privace (or public) colleges
located amside their home states,

Another itnporant put ob the finandial solution for the private sec-
tor is o strepgthen the inceatives far cleaitdle giving to education.
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This would include retaining present federal and state tax-incentives
and adding something comparable to the plan, proposed by Alan
Piter." which would increase both the effectiveness and the equity of
income tax deductions for chaditable giving. There is need abso, for
bhevalizing property tax exemptions tor private institutions. The pre-
sent trend inomany stites @S o marrew these exemptions,

With these options open, [ see no teasons why it should he thought
essential to the private sector that public tuitions be raised o why acri-
momous controversy hetween the public and private sectors should be
allowed o fester. Such controversy can ontly be harntful w the case
ot higher education as a whote. ‘This solution does rcquirc a kind of
compact between the public and privite sectors, Uhe private sector is

calledhupon to support low public tuitions, and the public sector to sup-
port tuition ottsets,

F. ddeguacy of Finance. Another value is adequacy of fimanee. The
several reports we have been discussing have rightly given this high
priority. Some have taken as a basic assinnption that society is not going
to sustain higher education adegnately under tradivonal methods of
finance. They have asked how timited public and philinthropic funds

could be "tingeted” so that they conld be stretehed as far as possible,
They have suggested that, by vaising tuittons and providing long-tevm
loans, the middle- and upper-income groups could be made to pav tor
more of their own education. And the funds thus acquived coald be
used for studentaid tothe poorand for institutionat support. The plan
is i hot-too-subtle scheme to take from the middle class and give tothe
])()()l".

I would raise three questions. Fist, is the assumption valid that
funds from conventional sources will fall shovt? Lam not so sure it is
valid, atleast for the long run. More about that in a moment. Sccond,
i tuitions e vaised and oans expanded wilt government and donors
correspondingly reduce their etfore: 1 think this a distinet tikelihood.
Third,is there a visk that the vecommended high taition witlrof be ae-
companicd by the adequate program of student aid which evervone
savs must be pant ot the package? [ think the visk is high as indicated
by the tact that aid is far from adequate even for present levels ot -
tion.

T shore, Fam askeptic about high-taition proposals from the point
of view of adequacy. T think higher edueation might do better if the
basic financial responsibility remained clearly with government and
philanthropy. However, Lamnotdens that to find adequate 1esources
isascerions problen The severat vepores have faced this problem can-
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didly. 1 do not assert that they are dead wrong. T only express doubt.

G. Conclusion. 1shalf conclude on a note of optimisin—not because
every scenario should have a happy ending—but because Ithink there
is @ basis tor a genuinely hopetat outlook tor the long run,

I believe that higher education is not doomed to be a sick and de-
pressed industry, lapsing into a position of incffectual poverty, I be-
tieve it will, or can, be a buoyant growth industry. 1 have pointed out
the vast amount of educational wor k o be done it we are to widen and
decpen education as we should do. In my opinion, the time will soon
come when we can get on with this task on an unprecedented scale.
Owr cconomy is elearlv reaching the end ot its insane preoccupation
with producing physical things at the cost of plundering our national
resourees, fouling our environment and cluttering our lives. As con-
sumers, we shall be shifiing our emphasis more and more to nman
services that envich our lives and do not pollute. As producers, we shall
be changing onr emphasis, in the development of productive powers,
from physicat capital o hunman abilities. Higher education will ob-
viously have a critical role. 1t is a purveyor of human services that are
highty valued in their own right, and it is a basic insttument for invest-
ment in human abilities,

With this outlook. we should not take: for granted that the fate of
higher education is retrenchment and impoverishment. The time is
ripe for the planning of wholly new levels of achievement in higher
education. The financial policy that fits this future is one that will acti-
vate the widening and deepening of higher education. It is a policy of
moderation—moderate public tuitions, moderate use of grants based
on means tests, moderate use of loans for stident aid, partial tuition-
offsets to keep private higher education competitive, and positive in-
centives tor private philanthropy.

I suspect that curvent thinking about higher educational finance,
as exemplifiedin the six reports. grows out of depression mentality and
a short-range perspecaive. In my judgiment, these reports have not
taken account of the enormous opportunities that lie ahead as our so-
ciety shifts from the production of things to the provision of services,
tad o the building of a great culture. Nor have they really ficed a
future in which education may be truly open o persons of all ages and
conditions, in which education would be rationed on the basis of desire
to learn and achievement in learning—not by tuitions, means tests and
willingness to go into debt.

If we are concerned about the possibility that upper-income fami-
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lies may receive subsidies, let us deal with that problem through the
tax svstem, by requiring evervone to pava fair share of the general tas
burden, not by trving to convart the financing of higher education
into 2 device for redistributing income.

What we now need is still another study group who will break away
from depression mentality and short-term considerations, who will
explore the vast educational hovieons of dhie learning saciety, and who
will produce a financial plan commensurate with the educational work
to be done,
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PR somcmes satd thae it higher education is made too freel asaitable, oo man
people willattend o peaple sall st too long, T the futeressy ol tearning, Lamnwilling to
tisk thiv tesult, espeaially bedatine there are elbective brakes onoveratilization. 1 heseare
the iand sork imvolved in fotmal fearning, the lorgene income ad the saaifice of time
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tves i the middle and Joser-income hrackets and at the same time of inproving the
cuiny of the tas ssstem.
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Comments

EARL CHELT

Shortly atter Waorld War 1 poliey analysis caught up with the eco-
nomics ot libors Analvsts made asobering discovery: the politicat pro-
cess had produced labor policy abjectives which, though individu; illy
desnables were partly contlicing, The pohey objectives themselves
seenied clear enough, ind clearly desivable. They songht: (1) collee-
tve bargaining: (2) tull employment: (3) price stabilitv. There were
definitional quibbles about their precise meaning under vartous cir-
camstances, but there was no question about theiv geaeral support.
By legislation, judicial decision, exceutive actionand exhortation, these
were the major policy objectives. There was no technical problem in
pursuing anv one of theme The problem was that we wanted all three
at the same time.

It was Professor Walter Morton of the University of Wisconsin who
fivstyevealed the contlict. We have been struggling ever since with what
examination guestions often calt the "two out of three” problem. It
appears that we can have any twao ol the thiee policy objectives, but
not all thyee at the same time.

Today, a generation fater, we realize thatlike the examination ques-
tions in the apoory phal story, the question remains the same—but the
answers fave chimged. Those answers camprise the Tist ol tools
hopes used to havimonize the tluee policy objectives. The Jistis longer
than Lean cnumerate heve, but vou know many of itsimportant entyies
—jaw-boning, devaluation. cost of living council. wage guidetines,
phases LHL L IV productiviey councils and income policies.

Todayv's price level and the Tevel of unemplovment, suggest that
those answers have not forged an uinhi oken chain o! successes. There
must he o better answer than “but look at how bad the situation is in
Britain.” 4

In hissplendid paper, Howard Bowen is trving to do for the eco-
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uowics of education what Walter Mortou did thirty yeavs carlier for
the ccononiics of fabovr, Bowen shows us that policy aalysis is now
cittching up with the cconowies of education, that there ave choices
to be made trom partiatly contlicting objectives and that, undess we ave
willing to fiuwd answers that vepresent the tong view, we nury oue day
have to settle for “but look at how terrible the situation is in Tokvo.”

Bowensshows that it all happeued rather gquickly, Betore World War
[1, public policy had not defined policy objectives for higher educa-
tion. ‘There were sirply certain “settled™ propositions. These were:
(Y fiandng access was prinavily the vesponsibility of pavents and
stdentsy (2) tiuncing institutions was the vesponsibility of “sodiety,”
both its public aud private sectovs: (3) ovevsall cost to the public was not
aonatter of concern, ad the policy of low publie tuition, which cu-
conraged access, was aceepred.

There was asurge of new noney in the 190s. Buticchauged neither
the relative shares of support tov higher education nor those “setded”
policies. These came under scrutiny in the 1960s, with the growing
concernabout access. institutional fanee and over-all cost. The goals
ot higher education thus becane the subjedt of formal attention:

The “settled™ proposition about access was enlarged and became a
goal that required new policies, for it could not be et by the old as-
stiuptions. Institntiowal stability also requived wore tun the old
methods of inance. New policies for new monies weve needed. A new

" tinancial goal began to evolve,
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Now, ahuost adecade fater, we seent to be developing our owa edu-
cation policy threesowe. Look at the six reports at hand. For students,
they seek aceess, choice and opportunity; for instinutious, diversity,
excelence and fdependence ;e tor “society” that the totai veal costs
of institutions rise very slowlv, We even seem to have our nwn “two
out of three™ probtew. Tt appears that we canextend aceess, provide
greater choice and oppovtunity i diverse, excellent and independen
institutions, but not without substantial increases in cost. O, student
and cost goals cantbe achieved, but pavtly at the expense of institutional
goals,

Bowen's paper shows that the six new vepouts produce alist of modd-
enite measures designed 10 havwonize pactly contlicting vadues. 'The
listis longer than I can veview here. When Bowen judges Fow well the
reports meet that standard he finds all six wanting in sone degree,
Bowen accepts the main goals, but he is most critical of those reports
which: (1} exhort about efliciency as a weans of holding down costs
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(the new version of "jaw-bontng™) but show no cornesponding concern
tor academic considerations: (2) advocate partable student aid funds
asameans of gaining insttutional independencesand () recommend
increasing tuition i public instilnions as part ol a plan 1o fuercase
access and promote institntional diversity. Bowen contends that the
tirst has limitedd poremial, the seeond might thyeatencacademic free-
don, and the thivd runs the risk ot being self-defeating,

Bowen is least aritical of the Carnegie Comniission’s work becaase
he finds its esnlicr yeccommendations on cost realistic, because it does
not threateg the inmer-divectedness of instituttons, and because its
taitton recommendations are, i his words, “alveady becoming a
reality.”

Because these tnition recommendations have become the subject
of public mterestand vortroversy, would like to conclude with a few
words about them,

The Carnegie Conmmission, hest, opposed “any inerease i tuition
at public tnstitutions except as such increises are offset by the avail-
ability of adequate student aid for lower-income students.™ Second,
it recommended that tuition in public four-vear institnetions rise gracd-
wally so that in ten vears by 1983) it would equal one-third of institu-
tiomal educational costs,

The tivst part of that recommendation is generally overlooked on
grounds that it is not likely to be adopted. The second part has caused
apprehension that it would require a doubling of tuition in the public
sector. That estimate of doubling tuition came from the way the dita
were calenlated in the Carnegie Commiission veport, Higher Education:
Who Pavs? Wha Benefits? Wha Showld Pay? 'Vhe repovtsaid taition in the
public sector represented 17 pev cent of institutional education costs.
However, the calenlations relied on estinnates inareas tor which more
accurate dataare now being analvzed. Using new data, the commission
sttt is now recalcukiating the ratos.

Preliminary figures veveal that the actoad 1971-72 data for univer-
sities, stateand comprehensive colleges, iamd public liberalats colleges
wias ot 17 per cent but 22,2 per cent. T is higher todav. This means
that the gradual increase to 33 per centrecommended by the Caonegie
Conmmiission is nota doubling. 1tis probably Tess than a 50 per cent in-
crease. From preliminary data anabvzed by the Carnegie Commission
stabt it appears that as of 1971-72, for those public universities which
supplicd datato HEGES, about 15 peveent werealready at or above the
Carncgic Commiission standind: for compiehensive colleges
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public liberal arts colleges, about 20 per cent were close 1o or ahove
the stndard. As Hroward Bowen's paper points out, the recent rate
ol increase issuch that within the decade, i no taition policy changes
are made, taition i the public sectorwitthe at the level olthe Cinmegie
Conmmission recommendation. Teappears that the Cannegie Commis-
sion was wof recommending asharp depanture from the tiition trends
of the past Tew vears, but in effect was urging e these trends be
aceompanicd by offsetting student aid. Within ten vears the Carnegie
Commission recommendations could well beome an argument for
hobding taidon dosin, not tor vaising it

Bowen argues tha the major goals for higher education can hest
be achieved by gronwth—growth than will occun i policy makers avoid
depression mentaliy that fosters proposals o wedistribute the cost
butden, A Lnger pieis better thanasmaller one resticed. His optimisim
about the learning society may be wananted in the long ran, In the
shortrm, however, helieve thatthe Bisestep isio work forasensible
accommodation among the three goats,

For that reason Twant enthusiastically to endorse the proposal
the conclusion of the Bowen paper. A fair reading of the Cannegie
Commisston report shows it advoaites i similar position. T believe it
is sound public policy tor private institutions to support relatively low
twition in e public sector, imd tor-public institutions o support pustic
funds for private instivations as Bowen outlines. T his compronyise is
succestul, e may become known as the Henry Rissinger ot higher
cducaion.

|
PLGGY HELM

I Bowen s done the neadvimpossible, ard he has done i magnibi-
centhv Ina twenv-page paper he has sumnrnized and commented
upon sixtinancing teports living together more than a0 thousand
pages ob et For good measure he has added an insighttul history on
finanang policy and his own reconmendations, Teis towards the latier
that b direct ms conmenis,

Br Bow enisantidealist, Teis good thicthe coumey has a few idealists
lelt. His fancing preseription is hoth logicat amd reasonable. He sees
noreason it shondd be shought essential 1o the private seciortha public
tuitions be raised. Ruaising public taidons isonly one way ot closing the
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tuition gap, The other is to provide financial assistance thian helps the
private sedtor reduace the net tiition chirge. His recommended rouie
involves wition offset pavments to the private sector, Other routes
conld alvo be used,

Dr Bowen states that his solidion requires asort of compact hetween
the public and private sectors, The private secton iscalled upon to sup-
portiow public tuitions: the public sector to supportteition oftsets. 1,
as i havd-bitten realist, am not at al certaim we can get that ivpe of co-
operation from darge blocks—or at least highly vocal blocks—aot the
public sector. i impressed by the strength ot their emotion, Any
funds thar flow to the private sector take awav, so thes think, from the
public college. Thevare notabouttoletanvone se dran revenue from
their own souree of supply, Anvone wha could bring about i compact
1 that setting should be our nest nominee to steceed D Kissinger as
Seactary of State.

Dr Bowen nnikes the point that we—botl public and privite higher
cducaton wgether—must plan for wholly new levels of achievement,
[n the absence of a positive i buovant approach, all of higher edu-
crtion will ook ithead to stunted financial prospects. There is no need
tor this, Dr Bowen sins. We have been affeced by depression inen-
tality.

quite agree with Dr Bowen o ore point. We are nat likely to con-
vince others of the great vidue ot education and the desivability off
funding it adequately i some of us act like ill-manneréd children.
What is needed isa joint eftorc tor the public good.

But theve is a real question whether the public is witling to continue
financing higher education for rising propottions of the population
under previous finaneing principles. 1t is one thing when the propoy-
tion using the service is relatively small: another thing when the pro-
portion is lirge. A principle which was appropriate in one set of cir-
cunstimees may no longer be appropriate inzanother, Thus, i view off
competing public demands for services. there may be a good case for
somewhat higher user feesin the public sector of higher education for
thove who are able to pav. But 1 o would urge moderation in their
increase,

Now let me turn o the new envirommment in whiclowe mav hnd our-
selves, The big probiem that higher education is likely to face is on
down the yoad. fmay notbe far down the voad —just over the nest hitt,
The road iy called Energy Crisis Rimitications. These ramifications
may have an important bearing on the Ainancing of higher education.

O
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Letus turn now to the oil erisis. We must keep in mind thatitis super-
imposed on what was abready a highly intlationary situation,

I briet the oit avisis has two facets, Theve is the louger-run suppls-
dennand problem which under optinnim prospects would have caused
@ significant increase in oil prices Latev in the decade. That problem
is magnitied by the pricing decisions of the Middle East crude oil cartel.
We are already dependent on ovetseas oil for about one-third of our
petroleum consumption. 1t the Middie East cntel holds together, the
average price of foreign aude oil tor the United States in 1974 may
be nwore than three tinmes as high as in 1973,

Ours s an oil-bused economy. 'Fhe higher price for arude oit will,
of cowrse. alfect the prices of tansportation, of electric power, of
domestic, commercial and industrial heat, and of the petrochemical
industry, inchrding alt ot the prodhicets and services in which they are
used. Under standard matkup pricing ptocedures prices will rise not
just by the dollar increase in the cost of materials but by a factor more
than that. At each stage of production the price increase will be pyra-
mided higher. 1F the Middle Fast contel holds together, the price ef-
fect throughout the cconomy s likely to be very significant indeed.
The oil-price eftect. piled on top of other inHationary pressures, will
provide both the tealand nominal justification for vaising prices higher.

We are likely to be contronted by at least six pricing ramifications
which will atfect the financing of higher education. Fitst, the higher
price ot oitand oil products, combined with refatively inelastic demand
for muny items on the consamer level, witl absorb refatively Lurger
amounts of people’s income. So will general inflation. Although in-
comes will vise, the incomes of nuny will not 1ise nearly as vapidly as
prices. Uhe absorption of velatively kurger anounts of income will at-
feat the prices people are willing to pay for other things. Attending
college is one of those other things.

Second, (he ;1l>\‘()r|)(i(m of relatively larger amounts of consumer
income by the price increases willalso aftect the attitude of the citizenry
towards the tax bill, Their attitude towards their tax bitl will have its
repercussions on how iich the government will decide to spend and
on what. Higher education is one of those "whats.”

A third eil-pricing ramification that is likely o affec the hn'm(mg
of higher education relates to national real income—income stated in
tevms of goods and services—in contrast to money incomes. It is real
income, not money income. which determines the level ()fli\'ing One
factor that is fikely to have a negative effect upon the Nation's reatin-

O

RICh

Aruitoxt provided by Eic:



come is untemrployment caused by oil erisis dislocations. "This may be-

come vather severe, foritis not just the primary unemploviment that
reduces the national income-—as for example, the unemployment of
auto workers and anline employees—but the secondary unetnploy-
ment which derives from the oil erisis itselt and the inflation. How
much additional ch. HIge W il occve in owr level of tiving, cither velative
to whatitis or whatitwould he - neen in the absence of the oil crisis,

depends upon the veal income of the Nution after providing for ot
purchases. Since about one-third of our oil comes from overseas (not
all of itin the form of crude oil), we may have to give up considerably
more gonds and services than in the past 1o obtain our oil supply it the
Middle Fast holds to its pricing compact. How much we are willing to
speid on higher education as a socicty will be influenced by what hap-
pens to real income,

Fourth, inaddition to the basic pricing effect—giving upmore goods
and services for a given quantity ot oil—the country may encounter
balance of payment difficulties. ‘The crude oil supplying nations witl
be amassing large dollar balances. Those getting the most will be the
Middle Eastern countries. What the Arab countiies do with theiv dolfar
balances mav lead to devaluation of the dollar and domestic belt-tight-
ening. The experiences of Briuin may become the experiences of the
United States. If severe, domestic belt-tightening cannat fail to affect
domestic consnmption patterns and government priorities.

Fifth, the high price of oil and oil products will create pressure on
the government to undertake new expenditires or to step up others,
Oil products and services are deeply ingrained in our culture, While
we shall undoubtedly change our consum ption patterns, it is unrealistic
to think that we, as citizens, shall not make considerable sacrifice to
maintain cettain cherished charicteristics of our cconomy, Our indi-
vidualistic maocles of transpornation, a highly mohile saciety, and sub-
urbia are some of these characteristios. Granted, we shall be forced to
mitke concessions, but think we shall demand ashift in governmental
priorities to maintain some of the ingrained elementsof life style. This
brings us to the question, what changes are likely to occur in govern-
mental prioritics and expenditure patterns. The budgetary impact of
cil-related vesearch and development should not be severe. One can
buy much research for one ov two billion a vear. More significant may
be capital requiirements, such as thit needed o produce synthetic oil
from coal or shale or to develop alternitive transportation modes, es-
pecially varions s pes of mass transit, The Federal Government may
have to provide some of this capital. ‘The antounts may be large. In
brief, public priorities mayv undevgo significant change.
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The sinth vamification relates to the eftect of indlation upon the cost
to the institution of producing the services and the tvpes of services
produced. Thereisaditference between how much prices rise md how
much more the institution spends. "The katter is Himited by how much
the institution has to spend—or how mach it teels it can spend. Thus,
how much expenditures rise is no measure of the degree of inflation.
But this mucliis certain, The increase in some prices will be very great
indeed. The inflation of prices will have at feast two effects. Towill canse
costs to rise and theretore intensify the inancing problem. towill also
aftect the quantity purchased by the institwtion of cach service and
commoriiv, Asa former president of Willkuos College, Jaues Phiuney
Baxter, is supposed to have said i the days of a relatively impecunions
academic profession, a dolkw increase in the price of coal means oune
less assistant professor. Tt will not be surprising to see changes in the
services and products provided.

L conclusion, we are beginning to play i uew game. Notonly do we
not know the rules of the game, we are not even certain what game we
are plaving, In such a sitwation it becomes extremely ditficubt to
develop a politically and econontically feasible program for financing
pubbic and private higher education. It becomes equally difficndt to
chart the conrse of anvinstitution. In the absence of better information,
perhapsthe best we cando, tor the preseut, is assume that the problem
will not be severe.

111

DAN MARTIN

Let me respondd to Howard Bowen's excellen: paper first with some
observations about the National Commission on the Financing of Post-
secondary Education and second with some personal comments on the
higher education policy debate—comments which flow krgely [rom
my experience as a member of the conunission during the past year.

As Dview it, the National Comuission did not operate with the de-
pression mentality De Bowen suggests, The commission was ¢reated
by the Education Awendments of 1972 largely as a result of the im-
passe between the institutional aid and stadent aid approaches to fed-
eral support ol our industry. Thisimpasse followed partly [rom the low
credibility rating higher education receives on the Hill. The drive for
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mstitntionad aid was interpreted by some policy unakers as o request
for more money without vegird tor the public value received. The
commission was charged o help public poliey makens atalt levels nake
choices—because notevenything we want is possible—and ta sugpest
some wavs those choices could be based on faas.

Thatcredibitity question tranher than adepression memaliny ) under-
v the legistation which creaced the commission aud divected our work,
Lmproving credibility vather than increasing etticiency is the chief pur-
pose of owr tecommendigions on widfornr cost-re porting standirds.
‘Fhe congressional members of the commission held owre teet to the
tire on this subject. Our goal was to move in the direction of i common
Banguage tor discussing ¢osts, not to promulgate standards of whit
inntitatioval costs ougli to e, The inability of higher education 1o pre-
sent comparable datic undermined onr requests tor institutional aid
and evoked disheliet in owr ckiims ol Tinancial distress.

Congress was concerned ibout the pleas they heard, but they
wanted 1o know how to evatuate them, The commission was required
to repott on bnancial distress, and we provided some guidelines for
measuring its severity,

Ouwr othercentrabtask was to constroctacformat for analyzing finane-
ing policy proposals, and this tormat is our mostimportmt vecommen-
dation. It nsed, this tool should help veduce special pleading and the
irvesponsibilitv ot sonie of the voices in the current debate. Regand-
less of the nerits or demerits of the speditic coetlicients ised in our test
rans, asystematic approach to postsecondary eduication policy is es-
sentiad, and our format otters i way to obtain an industrv-wide view
ol the eftects of given polidies.

Finally, we reached two importam conclusions: (1) that inoreasing
student aid finds is inove effective for broadening student access than
moreasing direct institutional appropriztions aud reducing iition
tevels for all students: (2) that shinp increases in state college and uni-
versity taition clarges without concomitam studden aid increases will
reduce the aggregate cnvolern of students, These findings might
seeut trivial to many readers. but the fact is that many financdial pro-
posals placed belore the public are built on contrary assumptions.

We did not study the effects of Toan programs, and that omission
i a shortcoming of the seport. Tshare Dr Bowen's distaste for heavy
student indebtedness, bue 1 subrit that loans are not as novel as he
suggests and thar madestfounsave wseluband appropriate components
of many student financial aid packages.
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Now Lask sonto indulge mv inaking a tew personal obsevvations. 1
do not shave Howard's view that the means test is a method of ration-
ing opportunity. [, vather, a method of rationing tax dollavs to ob-
tain the maximum benefit, Swely we all ave troubled by the lack of
cqual opportmity sull present i American postsecondary education.
Despite impressive gains invecent vears, equat opportunity remaius an
enotmous chatlenge. The corvelation between economic status and
postsecondury envolment is high, This gap between promise and veal
opportunity is a compelling problem—whicly the policy ol fow or even
cevo tnition simply has not solved.

Thew, if we add the challenge of life-long learning—sevving adults
past the tradlitional college-going age—a funding pattero sensitive to
ceonomic equity is all the more essential. The means test is impefect,
but it is the most reasonable wrrangement to us tor expanding educa-
tional access and opportunity.

[ do share Howard's concein about preserving private colleges and
universities, and 1 agree altogether that theiv preservation should not
be a rationale for increasing gross tiition chavges io state colleges and
universities. Yet curvent public policy is hastening the evaporation of
the private sector. Unhappily. the trend of 1ax veform proposals is to
reduce, not encourage, private philanthropy, aud the leaders of some
state universities have vigorously opposed tax support tor students
attending private colleges.

The commou tront Howavd proposes is exsential, but befove it can
be effective, move state university spokesmen must advocate public
maisures that will assist private institutions, and the priviate sector must
build’its potitical capacity to defend maodevate tuition charges in state
institutions,

Ax Fread our veport, itindicates (without directly saying so) that the
widening and deepening of postsecondary education called for here
today can hest be enhanced by financing educational opportunities
through student support. We are all concerned about the unkuown ef-
fects of introducing more of a market test tor our products and velving
more heavily on our customers’ decisions to allocate our revenues, but
the only alternative to moving in that divection is an increase in the vole
of mstitational political muscle in shaping ovr system of higher educa-
tion, That is an outcome which will undermine academic freedom, ve-
duce educational diversity and institutional integrity, and impoverish
the educational opportunities we all strive to offer the American pub-
lic.
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Lann pleased with the commission report becatse Uhelieve itcan help
rationalize the debate about how we should hinance the education of
adulis in this conntey and, consequently, extend the elevated discotrse
Howard Bowen has given us today.

IV

DAVID MUNDEL

Howard Bowen's anatysis of the current debate over higher education
finance policy and the voles plaved by the inultitude of recent veports
by public and private groups within this debate is a model of modera-
tion. He notes that “all (of the reports) are remarkably restrained and
moderate i their recommendations.” Rather than vepreseating dra-
matic shifts in pohicy, the reviewed repotts “ave incremental,” but
Bmwn correctdy finds that the veports point policy “m a certain direc-
tion™ which he tinds disturbing.

In a less than moderate conclusion, he recomuiends “still another
study group who will break away from depression mentality and shoye-
term considerations. ... Bowen's recommendation is based on his
view that targeted student aid funds, increases in public institution
prices, incareased reliance on student loans, and a geneval conversion of
the higher education finance system toward a mavket format are im-
proper directions tor policy chunge and would not be recommended
by an unfettered commission who would "explore the vast educational
horizons of the learniug society.” Bowen is restrained and modevate,
hut nevertheless wrong. His error results from inaccurate assessments
ot history and a failure 1o consider the policy problem as one of choice
aedd moderation, rather than as simply one of moderation.

Bowen's imaaccurate assesstnents of history relate largely to the finan-
ciad erises beginning the ke 1960s and the changing divection of public
goals or purposes being songht by higher education support. Bowen
describes the financial erises as beginning after a period of enrolment
expansion had caused institutions o push “existing sources of revenue
as hard as they could.” In fact, theoughout the 1960s major sources of
revenue—especially parents and stadents—remained relatively un-
tapped. In [969-70. the average net contribution by parents and stu-
dents tothe costot higher education tincluding non-instruct onal costs)
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wisonly SI8GO.1OF this total. less than $200 was accounted for by bor-
rowing. Furthermore, average pavental payments by middle- and up-
per-income fimilies were fir helow the expected contvibutions of the
College Schobwrship Service and the American College Testing Pro-
gram* Clely, a potential source of reveuue renained velatively
underutilized.

Bowen's second historical error is to mistake the chunges vecom-
mended in the vatious reports as resuiting from changes in public
parpose. He isaccurate in hisassessment that a major puvpose of pub-
fic support continues to be equality ot opportmity—"fov more than a
century in this couny, eftorts have been made o encourage voung
people ot all chasses to go to college.™ But hie is wrong to think that a
new divection of policy results from onr being “misguided over the
vears,” ot realization of previous cvrors, or our imminent commit-
ment oot " colossal blundev,” The changes vecomended in the CED
and other repors result froma vealizationcthat, in the fature, new poli-
cies e necessary to maximize the achievement of thiscontinuing pnb-
tie purpose. "Thisvealization results in part trom the fact that, in spite
of dramatic expansions in the support of traditional govermment
hu.,hu education policies. the envolment vates of lTow- and moderate-
income studens continme to be signiticantly less thant those of vouth
from middle- imd upper-income finnilies.

History is useful for ithuminating public purposes and illustrating
alternative public policies. bisalso useful for developing insights about
the ettect ol these policies on the achievement of these purposes.
Bowen asks: "Who canargue that high taitions, means tests, and long-

term loans are reathv conducive to the widening and deepening of

learning " In respotise, we nust question the conduciveness of policies
aud Hnance systems within which major groups of our population have
historically been unable to envol in higher education.

Chancellor Bowen's tailure to consider the policy problem as one of

choice appeiars most dramaicathv in his coneluding comments on
values. Academic freedom is an important issue which was addressed
inca tagority of the national reports. Bowen is accurate in his assess-
meut lh e Academic treedom calls fora svstem ot finauee with diverse
sotrees” of support. We should evaluate the desirabitity of altevnative
hiance svstems on the basis of both their diversity araong sources (i.c.,
govermmaents, benetactors, parents, students, cie) and the diversity
within somces of support. The current sysiem of stite suppout makes
public imstitwtions heavily dependent on the decisions of single legis-
Jative committees, single tegislators and single administrative agencies.

O
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Removing sowie of this concentration of control by placing some share
of state resources in the hands of individual students would seem a de-
sitable change in the pursuit of academic freedom. Peanut butter and
jelly sandsich fovers, and those of us who enjoy “jun™ on our English
muthns, ought to think cuetully about the performance of 4 system
in which the “joint subconmmitice on preserves™ makes most decistons
on the tvpes of spreads to be offered.

Another of Boswen's values is o strong distaste for “means tests and
debr.” Hhis distaste for means tests is based on a view that they are "un-
democratic, burcaucratic, athitvary and open to evasion.” Again we
must compare means-tesied  programs with others—e.g., existing
policy—to ke judgments of theiv relative performance along these
dimensions, " Bemocratic” has three principle ineanings: 1) of, charac-
terized by, or advocating democriey: 2) pertaining to or promoting
the mierests of the people: 3) believing in social equality; not snob-
bish.” On cach of these grounds, given the historical public search for
cqualits of opportunity and their greater effectiveness in stimulating
the achievement of this goal, means-tested programs seem more demo-
cratic than general, indiscriminate forms of support. Would a means-
tested program inwhich astudent’s grantis based simply on his family’s
cconomic position be less or more bireaucratc than a program in
which supportis the vesult of a series of imerdependent decisions by
college administrators, legislators and executive officials? A means-
tested program would probably be less bwreancratic. Similarly, a
means-tested grant program would appear less able to be influenced
by whiny ow caprice of individual decision-makers and consequently,
it would appear less arbitvary than existing forms of support. What
about its openness to evasion? Given the high veliabitity of the Ameri-
can income tax svsteny, it would seem a velatively easy task to design a
means-tested program which diminished the likelihood of evasion.

Thus, on the busis of Bowen's own taste attributes, a means-tested
grant program may well be superior to current torms of higher educa-
ton support. His finad eriterion for evaluation is whether or not a
means test will be workable if young people become independent off
their Lunilies at age eighteen. I such emancipation ocears, a means-
tested program could still be used if it gave future grants oy fulwnre
access to grinsto high schoolstudents before they were eighteen. This
Lind ofprogram may actually be preferved o one whichcommunicates
with studenats after theyv have graduated from high school. An carly
grant progrua would comnumnicite with students when they are mak-
ing high school decisions which Tave wajor infliences on college en-
rohimend posstbitines. Consequently, it might have even greater effect
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of stimulating the achievement of equality of opportunity.

Bowen's distaste for student debt is based on his views that: the costs
ot education "mnst be borne at the time the education occurs™; it
woulld scem more businesslike to finance the costs when they are in-
curred rather than to go through the red tape of making and repaying
toans™; and that, given the historical role of socicty in supporting
higher education, it would now be unfair to diminish the support avail-
able for current and fiture generations of students.

The first two views are simply wrong and virtually unsupportable.
Given the investment role of college, a totatly or largely current system
of tinance seems totally undesirable. Would Bowen argue simikarly
againsta svstem of loans 10 colleges for facitities? In terms of fairness,
we must again compare the performance of the current system of fi-
nance with one in which greater student borrowing occurrved. The cur-
centeconstraints on borrowing prevent many otherwise eligible students
trom enrolling! s this fair? The cutrent system of implicit grants (in
the torm of low tuitions) to everyoune provides government support
to upper-income students who, in the absence of these grants, would
generally still enrol and who would either borrow or rely on their fam-
ilies to support this continued enrolment. 1s it fair to ask taxpayers to
support the envolment of students who would enrol without that sup-
portz The qguestion should be which financing system and set of
govermuent policies would be most just and equitable (i.e. fair). The
judgment of the fairness of debt alone seems unlikely to provide much
gnidance for our search for directions of policy improvement.

Bowen argues that equity and the social benefits resulting from
higher education justify social support. Noite of the reports argues
otherwise. In fact, the major issue in several of the studies (e.g., those
of CED and the National Commission on the Financing ot Postsecon-
davy Education) is the design of a financing system which equitably
stimulates the production of more social benefits. ‘The facts that social
benelits result from higher education and that private parties pay most
non-instructional costs (including forgone income) do not necessarily
support the argument that instructional costs should be primarily
borne by society. Instructional costs should be borne primarily by so-
ciety if this particular sharing of the finance burden will result in the
maximum achievement of public objectives. There is nothing in
Bowen's analysis or the reports that he reviewed which supports this
prediction. In fact, several of the reports have argued otherwise. Given
the impact of the decisions of low- and moderate-income students on
the achievement of social goals and the impact of public resources on
these decisions, it seems more appropriate Lo target resources dispro-
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portionately tow e thelr education. Limiting support to instructional
costs andk dhistribnting it essentially evenly among suudents seems
neither just nor eftective.

Another segment of Bowen's arguments relates to the impact of
policy on the preservation of the private sector. Many proponents and
opponents ol increases in public tuitions bave wrgued that the princi-
pal resutt of such a policy would be the preservation of private higher
education. Bowen's analysis of the diversity and leadership resulting
fronu privite higher education is accurate, as is his assessment that
public institntions also provide diversity and leadership. Clearly the
boundary between institntions which contribute to diversity and
leadership and those that do not does not coincide with the division be-
tween public and private institutions, Given this fact and the fact that
both public and private nstitutions contribute extensively to the pro-
vision ot publicly-sought outcomes, there seems livle justification tor
any policy which disproportionately assures the future of institutions
n cither the public or private sector. Consequently, public assistance
to enly public institutions seems as inappropriate and undesirable as
restricting public student assistance to stidents in private institutions,
This argument and the desive to reallocate public subsidies taward law-
and moderate-income students are the principal reasons for raising
public tuitions, I 'the1eason were to preserve the private sector, Bowen
wonld be accurate in his assessiment of the policy’s tow desirability.

Bowen's final arguments refate 1o the impact of policy on the ade-
quacey of inancial suppotrt—tronm all sowrces—for higher education. A
major question facing designers of the higher edication system is how
to ensure an adequate flow of resources. An important mechanism for
doing this is to target governmment resources on to stidents and into
arcas where they will influence behavior and remove public resources
from areas within which private vesources will vaprdly and easily re-
place them. This allocation criterion is an important guideline for
government policy whether the government budget is declining, rve-
mainig stable or expanding, Another mechanism for insuving an
adequate How of vesources is @ financing system which enconrages,
rather than discourages, anention to the efficient use of resownces.
A third impact of the financing system on the adequacy of vesources
arises from iis effects on the well-being of the sector itself. A financing
svstem which encowrages the higher education sector to produce more
andt better outputs is likely to also be the system which calls forth the
greatest quantities of public and private financial support. Conse-
quently, the financing recommendtations ot the recent reports are not
Yased on either depression mentalities or shoit-range perspectives.
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Rather, they arve bused ona search toy a linancing systemn which will
create in higher education the buovant growth m(lusny which Howiard
Bowen and the reports” authors so strongly desire.

Higher education finince policy is at a point of chinge. Productive
change comes atatime when realities are at odds with what is desired.
Thedirection of change will vesult from the continuation of the debate
which Howard Bowen has analyzed, but within which he isa somewhat
teluctant and moderate participant. Unlike Bowern, [do not feel that
the controversy over goals, mechanisms and finance systems *can only
be haymiul 1o the cause of higher education as a whote.” What is
needed iy i wider and more informed debate, not aset of agreements
which conceal, rather than illuminate, honest differences ot opinion
and belief.

Drasid S Mundel,  Lhe Costot Higher Education (196970 10 1979-80)—an estimate
ol expenditures and resenies,” March 1971

Towand Equal Opportunin for Righer Education: Reportof the Pancl on Finanding
Low-fucome and Minorits Stdents in Higher Education.” College Entrance Examina-
tion Board, New York, 1973

‘American Hetitage Dictionars of the Foglish Laoguayge.
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The Institutional Investor
and Social Responsibility

W, CHRISTOPHER MAXWELL

fanuary TO7E s extremely interesting time 1o discuss corporate
social responsihility wnd investoient policies designed o cope with
this growing and ever-changing issue. For the st time, the extrem-
ists e being challenged by real-world cconomics in the current
contlict between energy availability cd - pollution. Today. people
would vather see owr utilities pollate a hule than sudter the conse-
quences ofamajor tuel shoruage,

I most controversial sitwtions: moderation results, That same
wend appears to he untolding now. With a more tolerant under-
standing of what ¢ be done, we believe that advances can be
made in corporate responsibility which will sinisfy the moderates
and still be iweceptable to the more active partcipants,

L corporate social responsibility i just an enuunciation of caerent
social problems, then the attention paid the subject is misdirected.

By their actions, certain groups have so distorted the meaning of
corporate social responsibitity that the casual observer now asso-
ciates the cermwithe

(h Investment in Sonth Africa

(2 Muninons tor Vietnam

(3 Hiring minorities

b A and water pollutian
and anviiad of other chichés,

Socil responsibitite is all of these and a lot more. The coneept

of corporate soctal responsibility is not new, but rather the term s
a modern expansion of that old clement of successful business

citerprise. goad matagement.

Certainly the advocates of today’s issues ive done mnch 1o
foster greater conporate social responsibility, For the teading cor-
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porations, the greater publicity is resulting in newer and more
torcetul initiatives: the middle companies now have a focal point
around which good management decisions cant be built, and the
laggard companies now know thes have a problem.

For the institutional investor, this concern is resulting in greater
precision inanalyzing one ol the most elusive investment parant-
eters—good management.

If the activists are guilty of mis- dcﬁnmg the issue of corporate
social responsibility, they have at least been successful in calling
attention to this most important aspect of management.

The move toward more discussion of corporate responsibility in
today’s society is the resalt of complex interaction between a better
cducated, more sophisticated, ver more skeptical population; busi-
ness management which shares these popular mores: and a chang-
g business leadership from tounder-entreprencur to the profes-
stomal mranmager. Individual and corporate motivation tend to follow
the same hierarchy of motivation: survival, growth and self-actuali-
zatton.

In today's society, where basic economic needs are well assured
for both the individual and the corporation, it should not surprise
us that social responsibility is so readily embraced. Aftev afl, we do
have the resources to be socially responsible.

All too often, exercise of social responsibility is viewed uas an all-
cost-na-profic action. But. it social responsibility is indeed one more
sign- ot good management, then exercise of this respousibility must
at best be a zero-cost operation in the long ran. wnd more likely
profizable. Demonstrating social responsibility  taay assist profits
through greater productivity, a more effective work foree or simiply
lower taxes.

Like most expenditures which vequire several vears for payback,
the tunds comuntitted to social responsibility must demonstrate thelir
priority in the corporate budget. In conflict sitwations, then, it is no
surprising 1o see expenditures of @ more immediate naure take
precedence over those niore long-tevm oriented.

Accepting that social responsibility issues will be more carefully
and tully analvzed in the (uture, the institutional investor is faced
with an ariy of problems beginning with the definition of "What is
asocially responsible action?.” then a specification of analvtical tech-
nigues, and hnally an evalnation model capable of ranking organi-
sations by their social responsibility.
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Most commentators with whom 1 have met agree that a corpora-
tion should be socially responsible. But this unanimity of opinion is
of tittle use when the extremes are examined.

Once exueme, dominated by econoniists, professes that the most
responsible corpovation is one that most etficienty converts land,
abur and vapitad into finished gouds and services, and that the most
accorate indicator of such efficieney is the profutability of the or-
ganization, Those who maintain this position argne that all organi-
zations must operate under the same restrictions and therefore
it social actions are requived they must be conlirmed by society
through the legislative process.

A counter, but equally estreme, view is that corporations must
seek socdial betterment whenever the opportunity s available 1o
them. Tts advocates maintain that this goal should be accomplished
rrespeetive of cconome consequences—even it the expenditre
severch penalizes the organization’s ability to prosper.

What both of these extremes fai) to consider is that our complex
society i neither totadly cconomic nor totally socially ovieated and
that decisions must reflect a combination of both economic and
social needs,

Change is most often cmlmi(m'n'\'. and particutanly so in the area
of corporate responsibility. Today's social concerus mav become to-
mortow’s legislative nmandates, and those companies which have ex-
perimented voluntarily in social betterment may in fact be making
the appropriate cconomic decision as their wanagements corvectly
estimate the changing legal environment in which they ave forced
W operate. Because of this toresight, the vesponsible corporation
then has the ability o capitalize npon its social vesponsibility by
being more able to cope with new regulation, o

The problem in evaluating social responsibility hecomes increas-
ingly complex when the international corporation is the subject of
our investigation. What standards should apply—thase of  the
country of incorporation or those of the host conmry? "The com-
plexity o deciding evalwation standards was well summed up
several vears ago when Rov Wilkins, execntive divector of NAACGP
visited South Africa. Rather than deploring Awerican investents
m South Africa, as various activist groups in the U.S.AL have done,
Wilkins vaised the pregnant question whether black Afvicans would
uot he worse off if the Americm corporation in Sowh Africa were
to withdhaw,
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Given that we as institutional investors establish o vanking ot
companies i the area of social responsibitity, it is now necessary to
examine the options avaitible it we intend to influence corporations
1o act inamore sociathy vesponsible sanner,

Avattable options ¢pen to institutional investors e gaided to a
large extent by the natwre of the institutional investor. Individual
investors, church groups,  cleemossnary organiztions and  to a
lesser extent foundations and universities, all of which share a rea-
somably unitorn constituency, are able to develop action programs
to inttiate social change through stock holdings it they so desire.

Organizations which have fiduciary vesponsibitits are muach less
free to act. Because pension finds and other trastee organizations
have somuliiplicity ef constituents with sometimes quite diverse re-
gquirenents. it is more ditheult tor the managing agent to establish
gmdelines which are reflecive of all the constituendies. Tn detaunlt
ot heing able to establish guidetines, the hasic responsibility of fong-
term wealth maximization vemains the overriding investment deci-
sion.

For both limited-constituency institntional investors and  those
with a more diverse constituency, the options available for secking
socil chamge are imited and essentially threcefold.

The st and perhaps most widely nsed option is that of buying
ot selling securities of companies with whose management stvle the
investor agrees. b the indtiat investient selection, the institutional
investor is free to establish any number of (puditicaigons and then
susternatically exdlude companies that do not satistv these require-
ments, Phis s o low-visibility tactic and is often chadienged by the
prblic advocates as being vmesponsive and inadeqguate. Those that
seek soaal change through ownership ol equities complain that elim-
mation or wvoidance of certaint securities only perpetuates the
social injustices as seen by the advocates and does not even indi-
rectiy e change. The supporters of this strategy argue cqually
torcetullv that avoidince or climination of seaunities resatts in lower
prices and eventaat dismissal of managenent for at least @ change
in management stvle), after which more responsive nanagement is
wistadled.

The second most popular strategy is that ot voting proxies. Ad-
vocutes of sodal change suggest that corporate demoavaey should
allow these changes 1o occur, Hisiorically, however, proposals initi-
ated by stockholder action groups have often fallen B short of

O
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practicality, becanse ot poor wording, which nakes implementa-
tion unreasottable i not iinpossible, or other fegalistic shortcomings.
Olten the concept is valid but the execution is poor. For tlns reason
the use of prosies 1o eftect social change has been notably unsuc-
cesstul i a divect wan. Nonctheless, stockholder voting groups have
been responsible for sensitizing nunagement to the issues.

The thivd strategy, tollowed by only a few organizations, is that
of written or personal discussions swith managements of companics
i which the institimional investor’s position can be articulated and
explained. The advantage ot this particular method is that it allows
a working velationship o develop between the institntional investor
and the corporation, becanse all participants recognize that sodial
respomsibiling is inan evolutionary stage and guaidelines are just
being established, This ast tactic has the added advantage of being
constractive i its natve and readilv accepred by managements,

Citibiank has long been concerned with soctal vesponsibility within
its owneenviromment. [eis only natal, then, for vou to assume that
this same feeling ot tesponsibility: would be demonstrated in our
excrcise of investor responsibility.

[n stock selection, owr analvsts are required toinvestigate the
soctal actions and responsibility: ot potential investment candidates
with the same cave used inainvestigating all significant tangible and
mtangible issues both economic and non-economic.

With new analvtical techniques and sporadic infornwation, con-
sistent and Hogical decisions are ditficult 1o generate. Becanse we
cannot document the causes ot acceptable corporate soctal responsi-
bility we ook tor beliavior characteristios. Qur analysts consider:

—=Is social responsibility limited to grants, gilts and contriba-
R ATITY:

—Are emplovees allowad time off to pursue their own socil
roles?

~-Docs the corporation asign management to public-oriented
activities?

~Does the corporation tie its long-vange planning into that of
ity connunity ad vegion:

Betore corporate vesponsibility was so populay we would ask
managements about their management development programs, rve-
seatch, or comnenvation programs, quality controd, cte. Today, we
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ask the same questions, but sociologists call it human resources
development, product integrity, cte. Has anything really changed?
This analysis can be improved, but we at least have some basis for
evaluating corporate socil vesponsibility.

The overriding consideration in all of our investment selections
is i desire to invest in those companies which we believe to be well
managed. Becanse of this criterion the investments we select e
often also those which are generally recognized as being socially
responsible. We Lelieve this demonstrates the linkiage between an
aware uanagement, social responsibility and good investment per-
forance.

I the avee of voting proxies, we maintain the policy that wher-
ever possible the proxy or voting decision be passed to the cus-
tomer. In geaeral, we aim for the maximum dispersal of voting
(lcuamm and, where it is legally possible, we believe the benelicial
owners should vote. We do not seek to exercise voting authovity
simply because we nay be in a position to do so. We wint to
strengthen the institution of corporate democracy.

I confronting proxy questions, we uyv to Keep uppermost in
our minds that socially responsible behasior in the long run con-
tributes to pmiiml)ifil\' We also m‘kno\\'lcdg,c that our fiduciary
function vequires us to analvze any contested issue whose outcome
could have a material impact on the stock’s price. With the estab-
lishment ol stock voting guidelines, we believe owr investment poli-
ey connnittee can more faithfully execute its fiduciary responsibility
in the area of proxy voting.

tn summary, it is owr belief that as fiduciaries we have both a
tmoral and legal vesponsibility to manage other people’s money in
way that is most likely to optimize the investor's long-ternt returt.
At the same time, we do not feel that this obligation conflicts with
the policy ot favoring investments in companies that are sensitive
to their social responsibilities. In fact, we believe that a sociadly re-
sponsible company is more often than not likelv to be a better-
managed and more profitable enterprise.
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Management Techniques
and Higher Education:
Potentlals and Problems

EARL €. BOLTON

Those of vou acquainted with that wondertul childven's world pop-
nhted by the Grinch and other fanciful creatares kindled in the
ferdile mind of Dr Sceuss will understand my predicament when |
sav that, during the preparation of this paper, | felt very much like
Bartholomew Cubbins. Squire Cubbins, you may vecall, was a man
who tried simudineowsly o wear 500 hats, and vour can well imag-
e the complications inherent in that effort. As I recorded my
thoughts on management techniques and higher education, 1 found
mvselt frequently changing haes, Fiest would view the subject in
light of my recent experience as a management consultant, then |
woukd consider the mattey from the standpoint of a formeyr faculty
member, then [ would asstine the perspective of @ one-time aca-
demic adntinistrator. Whether this identity erisis leads to bias, prej-
udice. neatrdits or just plain coufusion, remains to be seet.

Before 1 review some specific management technigues that may
have high potential in higher education, let me inmroduce several
problems and issues as background tor our discussion.
The first such issue might genericatly be labeted “group para-
noia,” whicl manifests itself inoseveral wavs. For example:
Some segments of the academic community are skeptical of the
worth of some profit-making entities which nanipulate man-
agement technigues solely to enhance their carnings records:
crgo. perhaps management techniques in themselves are not to
be trusted,

Anothey manifestation of group paranoia is the following:

The faculty Keeps a watchtal eve on the administration and
vice versa, Some faculty members believe that many adminis-

L



E

O

tators ave isensitive, tight-tisted, inclined to be more iater-
ested in torms and numbers than in maters of intellect and
heautv, o generallv umaware of the real purposes of an ¢du-
cational instingtion. For their pat, some adminnistrators vegard
facultv: as spendihinfts, underworked aind unproductive, and
out ot touch with the RW, Chich stands for "Real World™ in
the mind ol the chiet fiscal oticer and gibberish in the mind
of the president of the acadentic senate.

The presence of the phenomenon T have Libeled gronp paranoi
iv o lintle ditticnlt o understand even thougly i manifestations are
often evident. Many management rechiiques have oviginated—and
vivtalhy all o them are tight—on Nimevican campuses in depatt-
ments ol cconomics, accounting, business administration and - in
schools of management. Since the destintes of Both the Beadty aod
the administtators are inextiicably combined in and velated 1o the
success of the total insttution, one would suppose that a dose sense
of cannuaderie would exist between the facubiv and the administra-
tion, and indeed this seems to beconte increasingly e case as a
given institution teels the bimandial pinch. However, wmanagemen
techniques will need 1o prove themselves in practice betore they will
be winnmdy received by all segnients of the academy,

Another problem relating to the application ol management tect-
nices 1o higher education arises out of the fact that sone ol these
techniques were indeed designed to assist profi-making corpoya-
tions and are not divealy transterable o the acadeny, Just as ‘the
facutty should avoid condemnationt of all modern nmanagement of-
tovts as inapplicable in the Gunpus enviromment, so should the
governittg board and the admivistration avoid vandous “fads™ of
adhminisoration which emerge fom time to time but which ve not
vet proven thennelves effective outside the protit-making otienta-
omn.

A thivd issne o be noted ar the ontset is that the options available
to o coltege as it struggles o remain bnandially strong and academi-
callv sound are dearhy idendifiable and distinetdy Thed. To s ve-
cent policy statement on Fhe Management end Finan-ing of Colleges, the
Cotmmittee tor Foonomic Development noted that, it college is o
deal with s fiancial crivis and remain himandially strong. there
st be cither:

(b Increased mconte through lugher taition
(2) Increased support hrom govermment
{3 Larger gitt income
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) Greater over-all eticiency in the use of resources
5 Reduction in proyrams, or
(Y Some conbination of these

My comments in this paper are addeessed to point (1) in this list-
mg, that iy, greater over-all effidency in the use of resourves of
higher education through the application of nmanagement teeh-
niques,

Now et me i lirst to some broad—and then to specific—con-
cepts related to the constructive application of modern manage-
ment techniques 1o the academy. Broadly then, the first and per-
haps the greatest porential arises out of the simple recognition: that
eftective numagement techniques do exist and that they ave subject
to mastery by any responsible administritor who puts his time and
talents to the taske As we all know, many, perhaps most, of the
senior adminisurators in US, higher education have come “up
through the ranks.” That is o sav, they were fint teachers and
scholars and became administrators when someone thought they
siw inthem the trairs of administrator-executive-nukger. Is it not
interesting that the teacher-turmed-administrator who readily recog-
nized the existence of diserete and learnable disciplines in English,
histors. sociology, cconomics. political science and the like may tend
to torget that theve is also o well-vevognized academie discipline in
nanageinent and administration?

Libvaries are written on these subjects, courses are ofttered in
them, and degrees are awarded for their mastery. Onee a teacher-
scholo finds himselt in o position where hie is expected o be an
adminisurator-numager, he shoutd work as diligently in his new dis-
cipline as he did vears before o acquire his teeminal degree and
admission to the faculy,

A sceond broad management concept which the academic ad-
ministrator should hinve in mind velates to the mmagement eyvdle,
i.e. the orderly process through which o manager brings about a
desived result. The mimagement evele consists of many interrelated
steps aud subasteps. such as:

Planning

Programming

Budgeting

Implemesiuation

Faaluation

Adoption of Plans tor Next Cyde
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Management is admined!s both an it and a sdience, and without
appreciation of both aspects, it becomes “management by accident,”
“management by intuition™ or management by hunch™—anyv one of’
which will in the long run prove incttective tor the institution and
will lead the manager to unwise decisions.

Another management technique of inestimable value is planning,
Along with the other great verities ot lite, almost evervone ap-
plaads wnd claims o eagage in planning. But alas, fike many viv-
ties, it is mote honored i the talking thanin the doing. Planning
m higher edocation comes inall shapes and sizes, It can be long-
vange, mid-range or shortaange: ancdeal with academic programs,
development plans, physical Bacilidies, funding, staffing or any other
aspect ob academic life—but in every case planning is the means by
which an enterprise establishes eftective control over its own future.
U'o be sowd and usable a plan mu be:

Logicnd, moving trom: established objeaives towind achievable
goals throngh the application ot available means

Comprehonier, covering all aspects ol the sibject area tor which
the plan iy being prepaned

Flexible and actionc-oriented, designed to encomage rvather than
restrict initiive—tihin enough to provide guidance bt tlexible
cnough tomeet changing needs

Extoud into the futioe, taking a prospective point ot view tor as
long a period as courage will permit, e.g. three, five, ten vas
ot longer

Formal, contained in documents which have been developed
n such a wav that they rellect a snbstintial consensus and are
available tor the guidance ot interested groups and individuals

One more word about planning: Plimning is velatively easy and
mipor it in times of expansion and atfluence. I such times,
organizations tercd to “manage themselves.” and mistakes are over-
fnoked as inevitable, due to rate ot change, ov forgivable in light of
refative lack of consequence. The true manager gets his or her test,
and the real plimning document returns its highest rewanrd, duating
peniods of retrenchment and fnancial ditficulty.

Anotier technique of management which will greatly inorease
the over-all efficieney and utilization of resources relates to clear
delegations of authority and responsibility. Many tensions which
atise between the coverning board and the admimstration, oy

O
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damong otheers of admitstation, or between the administration
and (he facuady senare exist becnse there has been annecessary
unprecision in defining just what ole individuals and groups are
expected wo fulhl,

How many governing hoards have muade i?(l('.n' o the presi-
dent whether they want him to operate inall areas except those
spediticathy veserved to the bowd o1 only in designated areas,
with the board retaining authority fon all areas not spedifically
defegated 1o the presidentz I caclr thinks the othey has the
authority for taking o given action, there can be real trouble,
particulindy in times of crisis, Incidentallv, CED'S recently pub-
lished policy stiement contained the following Tanguage:

We vccommiend that all executise ponars not esercised by oy e

sersed o the trustees or esplicitls delegated ta athers sest with the
prosuelent,

How otten does o governing board make preciseh dear the
weas tor which the organized facaliy is responsible?

Do e senior ofticers, deans and departnent heads know with
clarity their areas of vesponsibility and limits of authorin

I vesponsibility and anthority e defined with e, a college will
run anore smoothly, the lives of ity administzators witl he wore
manageable, progress toward objectives can be measured, and per-
formance and protessional growth can be mare effectively eval-
wated,

In the renainder ot this paper. T owant 1o outline and define
several specitic management techniques that have come inta promi-
nence in higher education duving the st deade and - appear
worthy of o finther attendon and specific atitization as need
dlIves,

Programming, Planning and Budgeting Svstem (PPBS), These words
Bave come to have two primary meimings:

Asaten for developing a badget by looking at programs and
plans to be achieved ard then pricing the costs of that achieve-
ment. Fhe svsterm diis eneourages dedision nrakers w think in
terms of objecrives, altermart ¢ methods and telative costs;

Amethod of rning budget amounts against prograams vather
than in the more traditional line-iterm metbaod.

Governing boards everswhere are demanding more  precise
information concerning the cost of programs and predictable cost
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vends for the funoe. Administrations have often responded by
installing a “program budgeting”™ system, Many of these are not in
fact program budygets, but those T have examined do appear to give
the decision maker more predise intormation upon which to hase
his dedisions that is the case witde the traditional Tne-items budget.
Budgets are often regarded as the single most effective control de-
vice availuble to the manager. His knowledge and applicion of
modern budgeting techiigees should be extensive,

Menagenient Diformation Sistem 1 MIS) A svstem of communications
designed to heep every level of matagement completely intormed
A to all developments i the enterprise which attect them. A Fivan-
ciol Management Infoymatzon System (FAMIS) s one segment ol a otal
MIS and deals with information relating 1o Tinancial aspects ol the
cnterprise.

Ao administrater's decisions over a foug petiod will ondy be s
good s the accuracy and utility of the information upon whicy he
bases those decisions, THe may be lacky ot intuitive in the shovtan,
but it he is to have Tong-tenm success in his responsibifities as an
administranor, he will need o coetully designed management intion-
nnttion svsten. This does not mean more repors, indeed ir vers
often means tewer reports than ave being generated ander the
proesent svstem.

Management v Objectioe (MBO) Setting <l objectives and has-
ing kev deasions (e.g. budgeting, statfingy on bow they refate 1o
achicvement of thase objectives. Exaluation of “success™ of manage-
ment nnns on amonnt of progress toward stated objectives.

Phis management aechnigque contemplites the setting ol goals
cach vear s a resalt of discussions hetween superyisors and those
supervised and g review ol pertonmance at the end of an agreed
period o see how well those goals hine been achieved, Al ot uy
canhimk of worthwhile projects which we have in mind to accom-
plish “somce day.” Eaperience domonstrates that those projects cin
best be achiesed one atter another iF they e identified. known by
A who must contiibute o them as o anrent objeative, ol sched-
uled in such o wan that progress ownd then accomplisfunent will
from time o tme be reviewed.,

Tu this briet paper have noted that

Management rechniques nin not readily be accepted by ihe
academic coommunity —and indeed some of them shoudd be une-
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aceeptable because they are inapplicable—but they are worth
continuous sty

Awong the limired optiones o college has in this time ol finan-
cial crisis is greater over-all etficienay in the use ot resources
through constantly improved management skills.

Managenient technigques form the basis of o recognized aca-
demic discipline and should he the subject ol continuous and
m-depth study by those willing 1o asstune administrative roles.

Pluming iv a management wehmique central to the successlul
work ot the college administrator.

Clear delegations of authorits and vesponsibitity wre indispen-
sable to successtul management.,

There are e aumber of modern management teelnigues which
cant be applicd succestutly to our campuses, including progran
budgeting, management information systems, management by
objeaiive, and a thorough understanding ol the managament
ovede.
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The Education of Women
and the National Economy

JANE PO CAHITLL

In thinking about my sssigned subject Tad @ moment of believing |
would have to start with Peter de Vides pavody introduction: "Let me
mithe this perfeatdy opaque.”

But s views go simply like this:

1. Our national ecomomy needs all the <kl and mtellic ence and
trained aleny ircan ger-——neceds it alwavs, certaindy in good tinws, even
more soin ancerkun times such as these,

20 Women make up more than adt owr population. Therefore.
they have at least hadt the intelligence i the counuy ad deserve @
least halt the education o trn that into tradned intelligence—cduca-
tion designed pot for women, not for men, but for hunun betgs.

3. Quite apart frown the job that 1 hebeve women could do tor our
ceottomy. [heliese insowething esven more overriding—the right not
ot wanen i the aggregate but of the individual woman to do whae she
wanits to do with her career aned her fife—to spend itin the home ovon
the issembls line or inan oftice or m aftbotatory, or in some combia-
tion of these.

I agree with Wilkud Witz when he nmplies that the great goal of
manposer policy should not be econontic advancementbutindividual
fulblment Frecaltthar vear sogo, when Phingood Mavshall was general
counsel of NANCP, he attivmed that he was fighting not for the rights
ot black people as @ gronp b tor the right of the individual black
Atetican to the pursuit ot happiness.

£ When ook around, [have to admitthat women—like members
of vavious minorin groups—do not have these options in America
today.

We have dll seenoreanis of stiatisties on this subject. Nincteen per
cent ot Aetican wormen with foun vears ot college, and seven per cent
with five vears or more. end up in such fess skifled torms of cmploy-
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ment as retail sades, devcal and senvice work, induding domestic sei-
vice. Ouby itine per cent ob our sdentisgs ave women, ol sesen per
cent of ome physicians, onby three per cent ot o Jawvers, onls one
pet cent ob o engineers, And soon,

Lt does not have to be like this, Andin iy other conntiies, itis not,

In Russic, 75 per cent ot the phyvsictans are womens in Fintand, 23
percentoand in Germans . 20 per cents O take Eawsers bt the L
vers i Denmark are women. fvenin France, which does not have a
sttong history of teminisne, 144 per cent of the Tnwvers are wonen,

Butinthe United States, esen qualiticd women seem to put prospec-
tive mate cinplovers ot balance. Like a mid-term report on o high
schoolstident sentto his parent. Tesaid 2 Fredis having some ditficulty
fitting in with his peers. His interests are scholistic, which has a ten-
denes toset i apat”

Oncobstacte in the path ot women, ot courses is tradition. The poim
iy demonsttated Iy the story o one Mid-West college in the F960s that
tormd that its students were happy to hreak rales butalwass tespected
trachition. So the school admimistration sent out this notice: “There is
A tradition tncthis colleee that strdents may ot cross the grass-covered
arcas of the compuos diagonatis, This oradidon begins next Monday
merning at 9am.” .

So who can quarrel with the condasion ot Paul Smnuelson ot MIT
that "By reasan ol castam, Law, discrimination and motivation, women
who are capable of holditg jobs across the tull specirnm ot American
ceonomic hite wre i factconfined toaimited group of industries and
occupationswithin those industries.”z Inthiese "ghiettos,” he continues,
“the wpical woman isTucky ibshe carus sisny per centotthenypical man
worker—eoeven lllullgll tests show that her [Q. (|i|igl'|ll ¢ and (|(‘\(l'lil\
cangot accaunt tor the difterence, A gain of between ten and fifteen
per cent of living standanrds—ieal per capita GNP s obtaingble by
ending these Hnttations and disaiminations,”

So therde's the price we are paving.
Who's to blamer Allof s, T hehieve:
—business and the pratesstons, for dragging then {eet,

—the edhicational ssstem, for doing the samce thing inits own honse
andd ten tailing o help voung women it has trained 1o breax through
into caneers for swhich their naining fits them,

~—governnment, for Ealing 1o push hard enough against costoms ot the
Peast.
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—alt ot us, for failing to push biod cnought onomr govermment, tov
renmiining complacem—{or taking the absence of dav-care facilities, or
the Togistical ditficubties, or alleged infirmities of women as obstacles
loo gredl to overcome.

Just consider one arca—-guidatice and cownseling. Women often
face not ondy inadequate hut even negative counseling, A 1970 study
of griviuate studeuts ae Berkeley cited actual discouragement of wom.
en, tmplications that schokuship is unfentinine, inditference to their
taining awnd an ebvious reluctnee 1o help them find financiad aid or
Jobs. Anothersw vey was done at Stunford. OF 128 wonien questioned,
about ene-fourth said they Tud been discouraged from acadenic or
occupational goals by “a meber of the Studord communine™ becaose
of their sex, Another example: o one test wsed for counseling high
school students, women could not be scored on certain traditionally
male otcupations while men could not be scoted on certain tadi-
tondly Temade occupations. When women did take both versions of
the testc one woman, for instancee, scored high as o dentaf wssistant,
physical therapist and i occupational therapist on the worma's pro-
hle, Onthegnan's version, she scored high wsa phvsician, apssohiatrisg
and a paychologist.

Phe fimal impression is acbit like that of the job applicant who was
asked o puddow non the data sheerswhar his strengths and weakoesses
weres Under “surengths™ he put, “Generadly, B trustwaorthy, in-
dustrions and get along with people.”™ Under mweaknesses™ e pu,
“Sometimes e vt trustworth s industrions and do vot get along
with peapl

Butsomething else tronbles me about the subject of the education ot
womenand the national cconomyand itis this: 1oscems wo assume tha
this iy stand-atone problem. in a vacunm, And as long s we go on
trcating it as ancsolated problenn [ atraid we shald never get i
sobved. For the Lnger subjec, as |seei, is this: the education of men
and women and the national oo pose,

Letme sum ap my concern injust one example. Less than a vear ago.
the Carnegic Commmission, oting the 1972 Manpoieer Report of the Presi-
dent predicred that durimg the 19705 our cconomy would need approx-
intately 4.6 mithion college-cducated persons, but that something fike
9.8 miliorn would enter the kot force-=200000 1o many. And then
the cormminaion went on o tdk about an even more roublesome “Luoge
and growing surplusobmen and women with advaneed degrees.” And
it conduded by sining tha we Tave reached the ead of the road where
we face a grest denand tor college graduates in the job marker ad
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quoted the Manpow e r{;{‘pmt\ torecast that we should neser biveare-
cunvence of the Kind ot demand we had in the sixties “shottof a najor
war or other national catwstvophe involving tull mobilization of the
cotunny s tesoulces.

Frankly, T found that condlusion shocking tor a couple ol veasons,
Finst becawse itimplies that ouly win ov disaster catanake enougljobs
to absorh cvery voung American—nun or woman—who has o higher
education. Second, because it focuses, onee again, on partof the prob-
lem, not the whaole.

Can't we break ont of these straightjackets> Can’t we, tor examnple,
start ot by le]utmg the idea thatonly i war will we bother to do onr
bests And then. can't we stait taking o look down the toad to tv o see
what tuture arises might be coming our wav? Then look past these
crises that may hitus toward some national goals we should like to set
for owsches. Then ke a look @ pcupic and education wnd work in
Amerka—unot just college people, not just men. not just women, not
just nrinoriy groups. not just higher education—but all people. all
cducation mcduding vocatonal, and all workOnduding work done by
women and mothers in the honie, 1o see whether we could not do a
better job of organizing the whole process so that we can set and ac-
complish the goibv—and in the process, give o cach individual a per-
sonal fulfilment bevoud anvthing we hive ever hiiown?

[Fthe carrentenergy crisis hus ciugho us anything acalll icis e Ciaos
that comes fron failing t look ahead—uotjustthough one-shot con-
misstons but vear i and vear outr, day inand dav out—and of failing
to train the kind of people and put them into the kind of wor k that will
permit us to master the futare instead of having the tuture master us.

So what Tant ta'hing about is the need not for women's libevation o)
minovity hbevation or male liberation but soancething I should like to
cadl people’s tibeviion—lhiberation through o comprehensive national
human development policy.

Ow policies of the past have Lirgelv vespondad to partis ular arises—
the Eruploviment Actof 1946 1o the fear of postwar joblessness: or the
1962 Manpower Development and Training Act o the tear of wide-
spreacl unemployvment due tocutomation: or the 1964 Civil Rights Act
to the particubn gricvances ot a single minorite group. Bur what we
need now isa comprehensive natenal human development polics de-
sghed to pet us i shape for the vears ahead.

To setsuch a policy we need o look at maiy specific things:
—at the needs for highlyv-trained specialists in many fields:
O
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~—at the whaole tange ol Tutiee jobs open to the vorng, not just at the
hatt-dozen o dozen dodor, livser. meschune, chiet jobs of the past

A new comthinations ol jobs dawvers, tor example, with detaled
hnowledue o rechnology

=t panaprotessional cducaion and paraprotessional emploviment:
the role between being an open-heatt sucgeon and anorderdy;

—t e to unprove the responsnencess of the entive educational
sostem to new deaands tor skibis which cotre from changes in tech-
nolooy

S ameans foy ssslenntic setnamng o prevent tecmaological nhaoles-
cenuy '

~abmeans of apening o individaals second or even thind coeers:

1t the relationship between housework and child care and careers in
ollcesand baicories: Thwomen come o corpotations and professions
i cnottoos aumbeiss Gmowe work out new ssstems of din-care
centers and tHesible howrs which will permit nen and womeu to divide
the yesponsibitities Tor honsebold wor kand child cane?

—attheseed for cducating women-—axl men—in the management ot
the moreasinghy comples American home—edacation in accounting,
1 consmner st i such simple mechanicaf exercises as fining the wis-
ing and plinabing, i the nainng of childven, in political pavticipa-
o and cultural understunting:

~atthe perennial problemofthe imemploved: Can westrengthen aur
fegishaion tounde the Federd Government the committed “emplover
of lastirest s

~—at the possihilioy ot sach aoniechaism s iew GBI tor vocationad
as welhas college taining,.

And fmaibowe shalbhave o loc s anthe big and pevennial question:
How can we bes educate the indinvidual—every individoal—tor fulbl-
ment ad beterment and happiness:

hose are some ot the things |think we muost doina fns more seste-
ntic and sustained fashion than ever betore, We do have sonie usefud
expericnce behind us in tving w look abead-~commissions sat up
under Presidenss Hoover, Fisenhower and Johuson. ot to mention a
couple et up by Nebon Rockefeller. And in the manpower field,
of course, weve had distinguished work done by such people as Eli
Ginsberg, John Macv, John Dunlop and Wilkard Wivtz, Drawing on



E

O

RIC

thiskindotexpericnce. [ beliove we cando better than we lave done in
the past And there e sigos that we hase alveads stnted moving,

Last Aprd. the Carnegie Cournmisaton called oncthe federal governs
ment to improve and speed up e How ol aurent accapational infor -
nnttion: wged that tederal agencies continually review and analy z¢
projections obsupply and derand tor health manpower and tor scien:
tie anpower thougin the 19708 called on professional schools and
professtomal sucietios ta assist m this work: and on colleges and uni-
verstes o apirove their occupational counseling,

Ulien, on December 280 the President signed into Law S0 1339, the
Comprchensive Emploviment and Training Aev of 19730 This Aqn
dmong other things, establishies a4 new Nattonal Connmissdon foyr Man-
pover Polics: A pernianent gosernmental hods wade up ol sevenreen
members--the Searetanies of Labor: Heath, FEducaion and Welbae:
Detense: Commeree: and Agriculture: the Veterans Adhinmisttianor:
and clovern membersiepresenatve ot labor, industin . commeree and
cducation appointed by the President. The purpase ot this now come
mission will be to identfy manpowet goals, condner studics, make re-
commendaionsaind s eportanneadiy o the Presidem andahie Congress
on our coming people needs.

Phis fegislution, acked by the bi-partisan Governors” Conterence, |
believe bl avacuom. Thope tha it will becomne the tocal pomn tor e
vising thie Kind of human deselopmeut policy 1 have beens talking
about. But we shall not succeed i we think we can tinn the whole job
orver to this new conmission and forget it The joly is going to ke lot
ol active Lielp trom all of us, inindustiy, in educaion, in labor.
throughout ouy whole society,

On December 16, The Newe York Tenes cuanied o editorial headed
“The Wasted Resoree.”™ Fupointed out that " esers major crisis in
recent Nmerican sty the naon’s feadership has regalarly tarned
tothe nniversities tor hielp”™—from the establislment ol the Land-grant
colleges o' the FDR Brain Trust 1o the Manhattan Project. Tt com-
plained thattodas oy "universities are ddling. Theirmernal energies
are expended on renenchiment, Umiversisv administrator s divea their
attentioit Lo gely towavs of 1educing expenses. Fheir main coneenn s
how their institations can survive while doing less” And i condcladed
that "this iy dleathy woime o mobilize the universities once agam to the
Larger needs of the nation™—nceds in the energy crisis, the nnspor-
tation crisis, and dozens of other techmeal. sciennihe and «oaal prob-
lems we bace.
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1 agree with this editorial. And in Fairness, Tmust add that 1 have
often felt that not anly the universities but industry and govermment
have also been wdling,

We e fading great crises now. We are going to face great avises
ahead. The time has conie for cach of ts to oy to get abetter hx on
them and on the Kind ol education our people will need to mecet them,
and—bevond them—to reach sone national goals we o owr own
motion set fo ourselves, It we do this job—do it together in coopera-
tioti——we shall in the process do two things: solve the problem of the
education of women: and—-the biggest thing—otier the individuoal the
greatest possible chance tor fulfilment as o humin being.
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The Goals of Higher
Education and the Manpower
Needs of a Changing Soclety

CLIFFORD M. HARDIN

The topic assigned to me fordiscussionis ™ The Goals of Higher Educa-
tion and the Manpower Needs of a Changing Sodiety.” Rather thun
duwellon the goals of higher education, which no one knows better than
o andience. will attempt to offer some thoughts on the relevance of
college education today to industry's needs tor educated people in this
changing world,

[ will be speaking primavily from the perspective of i businessman.
Having been involved tor many vears in university administration,
however, [ believe that T have at least some understianding of the con-
cerns of the administrator. Fmust hasten toadd that donotelaim o be
fully conversant with cuvrent problems and issues. Ithrow in this dis-
claimer because remember sowell the disdain Lused to feel torcertain
former “administiative tvpes” who secined cager to break into prinl
with their owncsolutions tor every currentcampus problemand who, in
doing so, reflected the Fact that they were no longer sensitive to some
of the subtle changes that had wken place since they eft the scene.

Actually, the qualitative manpower needs of business oday are os-
sentially the same Kinds as those that existed fifteen vears ago, or fur-
ther back than that. The basic need is for motivated and intelligent men
and women who are capable of wsing theiv minds eftectively. i con-
sidering the role of education, Fwould (mph wize the latter capacity,
The premium today, as it has alwass beew, is o the peron who has been
edrucated tu thivk incisively and definitivehy and who can communicate
cttectively his condlusions and resolutions,

In quantitative terms, the deand tor graduates with specialized
taining in such fields as engineering. accounting or agricultare has
not alwass coincided with the numbers sceking emplovient in any
given vear, Al of us cant remember periods in which the countiv was
shortof engineersand periods like the immediate past when there was

O
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wostpluse Students do respond to maa ket demand, but usually with
Lig otabout four sears, This suggests that il our abiliey to predictean be
sharpened and the ndormation made avaitable to students, we might
be able to smooth out the cveles.

Otten it American sodiety we have waited too loug to do something
about a problem and then reacied excessively, sometimes with great
ciotion and inadequate preparation. Most of us remembery the post-
Spunik period and its impact on the teaching of scientific subjects and
on college enrolments. More recently we have experienced effouts to
bring minoriey groups into the mainstream of education, and altof us
have beentouched by the “demands tor eelevance.” Each time we have
experienced one ol these eveles we have experienced overaeaction,
hastily conceived new programs, mistakes, backlash—and some solid
PLORIUSS,

I recognize the pressure that exists today toward career-oriented
cirnicala, Recently Eawited with the director of placement tor one off
out largestunivensitios, who told me thatthere are good job opportuni-
ties tor nearly all graduates in such career-ovienred disciplines as busi-
ness administration, agricaluo e, engineeving, accounting and jour-
nalist Avthe same time he told me that possibly as nany as gvo-thirds
of the liberal arts graduates may experience considerable difficults in
lnding jobss He indicated also tha business cepresentatives are increas-
inglv shiving awas from the hberalares student,

Some memnbers of stte legisiatures, ste budget offices, i others
have suggested that enrolments in cetrain disciplines should be limited
because we are now producing osurplus of graduates in those areas.
Pethaps the corent sur phus of guadified teachers bias caused attention
to tocus on the mishe between supphy and need.

Fhere is widespread belief that faculties have given in to some ot the
pressies ob owr times i pursait ol the illusory thing called “refe-
vanee, " that it has become possible Tor the liberal aris stadentt to elect
nmore and more general subjects in the nane of relevance and at the
expense of discipline of the mind, This may be a root cause ol the
lowered statur e of the liberal ans graduate i the minds of many today
compated towhat it was i the recent past.

T'a the extent that students have opted tor more courses that place
& preminmn on glibness in conttast to thoughtfulness and definitive
thinking, they have made themselves less athractive to business and
industory, Buae perbaps once again we e observing a reaction in ouy
socicety that is out ol proportion to the size of the problens.
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Fifteen ar sovears ago personnel otficers of business overwhelm-
inghy spomsored the attitde, “Give us o broadly iramed gridluate
whose callege cnreer has adtorded i a disaplined mindoatier than
agradiate with a manrow-gange spedialn . Personnel requitements ot
Business man oot have chamged as nnach in the intervening seins as
same people belicve the quatinn ot the liberal ars education: has
changed.

Fhere is sulb--amd theve will continue to be—peed in business tor
broadly nained gradiates who have experienced mid-stretching
comses, e developed eftective mindsand who can communicate
with others. Likewise, there will continue to be an active demand tor
graduates of the carecr-oviented carriculo who, hopetully, have also
had ~onte experience that broadens thein total perspective,

To finpose an avhitrary limittion or enrohnent inany cnricahnn
because of o corrent sarplus of graduates o inorder to foree an in-
crease i other areas is poor potioy and stands o good dlumee ot prov-
ing to be counter-productive winhincthe span of fouwr vearsor so. B
once wagain, et me emphasize that the best finterests of sudents, the
institutions, and prospective emplovers would be served by aprogram
designed toslur pencthe tools ol job market torecasting, ibsadentsare
made anware of prospective opportunitics, experience has indicated
enough ot then witl vespond.

Fam aware ot the fecling than exists in some quunters otthe need to
1e-examine comse otferings and provide maore experiences which are
wot k-velated it the college or amiversity is 1o maintain covolment, The
feeling is that institutions which taibro adapt to the need forintegrated
carcer-academic phimning are likeh to ind thebr covohnents deopping.
This is a hard, practicad considevation that cannot be disiegarded, It
i anargument for well-concened Gueer-oviented carculas Bois my
judgment that there s a ;)Id: e and pnpose tor a modest inerease in
wotk-relured programs: provided thes e well designed and carelufly
addministeredt Espedially 1 teed that the workaclated progiom can be .
uschul in reaching certin prospeative siidlents who come from sinae
tions of cconome disadvantage.

Ow focus up o nos has been on the cesponsibility of education tor
providing capable peopies We shouald also sk, what can business con-
tibutes:

Athough there hive been some falures, husiness has made solid
centribunons o the education of the disadvantaged. Since one of the
topics being discussed concunenth inimother session is e FEducae
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tion of Minonties and the Natonal Economv.”™ 1 will not get mto a
detatted discussion of this subject. Twould like to mention briefly, how-
cover. one ot the approaches tia huas been tiken by my own compan
i this regard.

We share vour sers real concern tor the educaton of the economi-
cally dhisadvantaged. One approach whicly has been effective with us is
the work study progrin, This program gives on-the-job n.nnlng, to
persons who would not have had this kind of opportanity in times past.
We hine Tound that this program has motivated and educated people
bront disadvintaged backgrounds to the extent that a very high per-
centage of then have become happyand etfective emplovees.

Anotherarveawhere business is panticipating effeaively in education
s throngh inrern programs. In owr own case, we Bind that there is a
greater demand todas from colleges and universities for participation
invarionsintern programs thin atany time i the past. Such programs
ain be advantageoas to the student, the institution and the company,
bur enly under proper conditions. The intetn inist provide o con-
sttuctive input rather than representa iabiling and a deadweight cost
to the compam, Tntern programs e costh to business: we beconie
imolved in them onacselective basisin areas of o bissiness where the
intern canmake a meaningful contribution.

lu sununae sy, [would say that:

Lo The career-oniented curmiculum s wsetud in fulfilling the man-
power needs of business, but there s, indeed. still a need and o
place for the broadh-trained student who has developed the
capahihite of usiug his mind eftectivels.

20 The quality of the liberal arts degree prograan shoutd be main-
tatied most caretuly.

3. The career needs of business must be taken inwo accountin plan-
ming anrriculacbutthere mustnot he anover-reaction to the pres-
sutes of buvness, state leginlatin es o1 othersto make trade schools
ot o colleges and universities.

£ Balance should be the goad in Fishioning curvicula to meet the
nanpower needs of business—halinee born oba proper perspec-
tive on all the pressures imvolved e personal devetopment and
the tulhiment of the changing 1u|unmu(-m> ot jobs in husiness
andinduae.
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Undergraduate Education for
Living 1 a Technologically
Intensive Society

CHARLES KIMBALL

Not many vears ago. the object ol nuny ol my talks was to increase
public anvareness than science and technology were essential elenents
m our cconomy atd society My point was that the U.S. AL had become
highly dependent on technology withont explicitly recognizing it As
dresuttowe were often squandering the resource—ie, out technology,
We were not tiking the steps necessary to niaximize the benelies of
technotogs nor o minimize s inhervent penalties, and our institations
atiel their interactions were not adapring to Tuncion well in the in-
aeasinghy tedhmolagical sodety.,

Fodav, these points are broadly 1ecognized. We have had polution
and anti-assembhy -line worker rebellions, increased lessure tine, pro-
ductivity comnnssions, the Congress establishing an Office of Tech-
nology Assessient, and mostrecenty we have heard abontour energy

CLINIS,

Tedmology is certiundy the hasis for our economic wealthe budit has
pushedand pulled usin contlicting direaions and predipiated mnliple
contlicts in o whole way ot lite, induding governmental steains.,

Lhe point that we have a technologically intensive sociers havdly
necds making, We are all aware at the ingy we have now thian we did
not have taents o1 thitty sears ago,

Now. there is some disenchaniment with technology, but it too has
s good poinis, Fach ot us faces a0 partial vetann to o lile snvle Tess
techuologically supported, as aresude of energy shortages. We can
idividually contemplate what that will mean. I personally, am aterdy
dependent upon thie adsance of technotogy in the Tist decade: T have
& paeesaher,

Asupplementars note onihie tole of techinology inour sodicty cotmes
trom o stads the Midwest Researchr Tstitnte conducted @ couple of

O
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vearsago. In it owr ccononnists determined that over forty percent of
the real ccononmic growtlyin this nation since World War 1 is traceable
o new technology introduced into the national production function
dming the List thivey sears.

The increasing techmologization of ow cconomy and society has
provided jobs for increasing number of protesstonals and techui-
ctans. hudeed it has come about only as trained people with the requi-
site shills hecate increasingly available. By the same woken. the pro-
ductivity gains obtained through techmology penuitted this nation to
locate resources more and more o oacivities concerned with the
“quadity vather tha the guantin” ot life. Tnat least sone easuve, this
led 1o overt recognition of some of the penalties we were incarring
ftom burgeoning technology, And it also pvrmit(c(l trained people to
pursie careers not presiowshy viable inca quantity of hfe” sociery, All
of these torces traceable to techmology have mlpuu(l upen educadon
and will continue to do so in the tutwe.

H L were to look ahead a bitand ty o tovecast the futare. Twould
look bevoud carrent cconomic, political and social oramuas and 1
would sy that we shall see more technology i manufactoring and in
business services, withaa greater demand tor highly trained specialisis,
Astadler proporten of the work toree will be inchasic industries and
a lirger percentage inwhae might be considered non-essetial ictisi
ties. tanging tHrough Ieisi e and recareation to envidnment of hiunan
values. A, we will have the shotter work week—maore tie free,
cithier to use ar to waste,

hicthis technelogical sociceny ot the future theve wee at least theee sets
ot actors: cuplovers, students, who will become employvees. and edu-
catoss, Fach hasdifferent requirements and faces ditferentchallenges,
Lot us hriethy examine some ot the more obvious,

Frome an emplover sandpomt, industrv—and govermment— will
need more tedmicians, plunters, analyss, compuiey specialists and
professionalservices, Phe tradittonal tow-skill service jobs will continue
to bereplaced by automared. quick-ser sice franchise activities, and we
shall see the emergence of a newer set ot professional requiretients
whicluinvohve imagination combined with business acimen.

The student will need both specialized skills inctechuology, in order
to get ajoboand i huanist grounding tor his non-job life and to en-
sute that he cantrecognize potential perversions ot his techuical skills,

The educator faces the problent of providing, in the four under-
graduate s cars that nadition has allowed hin specialized raining so
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tut graduates can get and keep o job, and at the sone time, well-
rounded sensitization tor the non-job part of their lives, Lam not sure

tis possible to do both in an undergraduate education deliveredin the
tackitional format.

Fwo extremes of vatlues ot cducaton need o be considered. On the
one hand, g college degree is becoming lessand less astatus svinbol of
wealth, The snrce gins vecognize that their inacased income derives
hon pradudtivitey gains—what they can deliver tor their emplover.

Onthe other hand, the new, lower-income student approaches his
sducation with a lighly socationad view. He wants 1()|) skifls so that be
can carn gond wages——and to hell with the hnmanities and featernities.
These hids have tirned o the qommumity colleges—the fastest grow-
ing segment of o higher education svstem. They want to concentrate
onsomcthimg which willmove them up from the bottom of the job pile.
Between thesetwo extremes thereis the traditional state university and
the tact thacit mav no longer be possible to train e educate astudent
H1a tourvear progpan.

So educators atd students many hase o decide oneither of the follow-
g approaches.

Uhe st is the need tor a broad base ot catanal, value-forming
knowledge to forestall the tannel vision that now exists in specidized
technical convicuda, Techmology should be the servant of mankind and
vetgo hand in hanrd with a better bumanist base to avoid the Kctional
Dr Strangeleve syndrome and the nonsfictional abuses implicit in
Watergate and related aftaivs, Second is the ueed to wach problem-
solving skills as opposed o the learning of facts, Dy Gravson, head of
the business schoob at Southern Methadist. has attacked this problem
beautifullv. vadicallv, and 1 suggest vou read his picee on the matter.
But F beliese it would he stifl better if some blend of the two could be
achicved, The product of sudh i under gradizne education would be
what Tcallan “inter face man,” stmding asteide the two elements that
must be dinked. nameb rechnology and society,

Letme tunn toa few vhoughts on this intetiace man. He has the re-
sponsibilinn to use knowledge, old, new and emerging to provide the
comng service society with ity wants and needs. But the problemis that
both ends ot the gap change very vapidis: the knowledge avaitable and
sodiety's expectations. This vace betw eert opporunities and expecta-
tons condd nar have been foeseen a generationago. Butin today'sand
tomotton’s technologically intensive societs, the pace ot dhange is
mor e vapid than could have been conceived of thisty vears ago.
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Interface pcoplv who are necessary to cope with this rate of change
and chamel it into productive and tultilling applications, are increas-
imgly less disciplined-oviented. They must deal with problems of air
and water pollution, solid waste, traftic congestion, vought about by
our afthuent society, not simply problems of chemistiy, clectrical en-
gineering, accounting or programming.

Much can be done ina four-vearcourse todevel ppthe sortotmun or
wonran who can deal with problems and opportunities rather than
tonction within a discipline,

Toexamine just what these people need to be able 1o do to perform
the vole of the interface man, 1 want to turn to my own experience as
head of a not-for-profit contract rescareh institute for some 25 vears.
[ think oy experience is relevant to the demands of the future, hecause
we—hy virtue ot our role in the economic and social scheme of lhmp——-
have had to be ahead of the pack. The tvpes of people we have found it
ditticuttto obtain as recent graduaates, may well be madels tor the type
of workers required by the hroad vimge of industry and business and
government in the tuture, We have experienced no ditficalty in re-
cruiting highly skilled scientists, engineers, economsts, cte. But we
have had, so to speak, to grow owr own intertace men. And interface
men are what we must have in order to deal effectively with the prob-
lems that government and industry pay us to investigate.

[ am going 10 focus the remainder of my vemarks even further and
talk mainly about engineers, because theyvare the people who currently
come closest to being astyide the interface between tee hnnlng\ and
socicty. But, as vour will note, 1 believe that engineering training and
cducation needs to be alteved somewhat it we ave deliber ately to gen-
crate cttectiveintevface men, Ldo notreally mean to pl(kmlcn},mc(ls.
they are only the cindidates for the interfiace men that I pevsonaliy am
most Familiar with.

Also. Twell recognize that many different tvpes of people with a
bewildering wray of skifls will be needed by a technologically imen-
sive society. Fam, however, going to limit m\ull to the ype of skill 1
think is in shoitest supph-—mlm face men. Per haps the discussants in
this session, with backgrotds and viewpoints difterent than mine, will
want to point out other skill needs and the resultant demands they will
place upon mdergraduate education,

We need a whole new psvchological Bamework, For exanple, the
gouls of management in a privice company revolve around the success
of that company as measured by profits. growth and competitive posi-
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tion. In contrast, technologists are olten primarily caveer-oriented,
secking as theiv main goals individual vecognition in their profession,
satisfaction in theiv work, and the discovery of new knowledge. Their
iability 1o tultill their personal goals within the framework ot cor-
porate goals is often the core reason for the problem managers and
technologists have in private companies.

Wesee, innmany cases, the man with a master’s or doctor’s degree in
engineering who cannot write or communicate his Aindings, or who has
fitde, itany, cconomic understanding or drive. We observe the orienta-
tionof some graduates who regard research asaspedial, privileged way
ot lile, remote front the real world. We sce the vapidly growing pref-
erence, especilly among vounger cngineers and scientists, tor work-
g on problems ot outer space or other exotic tedeval activities, as
apposed o those who seek out the problems of industey and conse-
quent cconomic growth o less glamorous puhlic issues.

Feonld cite the great preoceupation of many engineers with the pro-
tessional jowr nal-——the “publish or perish”™ ssndrome—the contuston
between publication and communication, the endeney to downgrade
the sott saences, and a generally inadequate appreciation of manage-
ment skills, Iunctions and problems. :

The tault does not lie entively with the educator. Many industrial
organizadons have faited 1o appredate adequately how technically-
skilled peaple should be used in industry, New graduates are rarely
given asense of how they may, by their own skill, bring profit 1o the
company and themselves. Some ways have to be tound to give these
voung people asense that careers in industry ave likely 1o be more re-
warding and more satistving than careers in occupations farther re-
moved from the economic point of the spear.

[ huve found thar the university curvicalunt inengineering or tech-
nology often arouses expectations, and emphasizes values and goals,
that are inconsistent with the veatities ot covporate lile. "This results in
dissatislac tton simonyg graduates who come o work o imndustey, based
in parton the unrealistic hape for abile very much like an extension of
graduate school. In some schools, professors with industrial back-
grounds have helped inject the realities of competitive corportate life
into the carricudum. lustratistg the role engineers will play as em-
plovees in i corporation.

Let me turn now to the congribution the engineer can nake in the
public sector, The engineer has been traditonally viewed as a person
who madifies his total envirgnment. vet we seem to be inareasingly
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frustrated in our ability to apply America’s technology to the unfilled
public needs of this country. One reason is that engineers are simply
not adequately prepared to participate effectively in the arena of pub-
lic policy. Thus, the engineer is most frequently chavacterized and
used as a technical expert, called upon to dead with specific technical
problems vather than policy problems.

During the next generation, t hope we will see a growing emphasis
on the social, political and economic system. Because, to deal with the
social system, of which technology is a part, and thereby to make tech-
nology more effective within that system, the engineer needs a greater
insight into the nature of socicty—human motivation, the relationship
of the individual to organizations. and the psychology and process of
innovation and change.

We are entering an era in which society no longer focuses its main
attention on science and technology bitt more on a better understand-
ing of the dynamic behavior of our new social system, which is based
I'n'g,clv on new technology. So. the interface man can provide the con-
necting link between technology and society. And here I speaking
of such ch.mgmg factors as the much g greater mobility of pe()plc both
physically and in terms of ideas, the rising level of expectations among
all persons. and the constant npgrading of tastes, which is one of the
most significant hallmarks of our present society.

Technologists are at present trained and rewarded largely for de-
veloping means, not goals, while the goals are traditionally viewed as
the role of the politician or the social scientist, But this is inconsistent
with the technical man’s future reole. He must abandon his view that
emotional pressures from society can be excluded as irrelevant. Life is
not that simple. In fact, his objective variables are often really incon-
sequential as compared to the subjective value judgments of society.
When social values are not considered, the system often fails, and the
technologist is frustrated because the system does not respond as he
thought it would. As a yesult, he is often viewed as being narrow and
lacking interest in social problems. ‘This is not true. 1tis simply that his
body of philosophy, attitudes and theory needs to be reviewed and
modified. He has to develop a dialogue with society at large.

Another problem is that too few technologists see that the applica-
tion of technology to the solution of social problenss is conditional on
securing confidence. Heis notadequately aware, atieast in the contem-
porary American setting, that he must achieve the contidence of poli-
tical decision-makers in his capability to devise feasible solutions,
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L think that i the past too many technical people have been content
to solve those problems that may be described as social housekeeping.
Roads. scwers, smog, information-transiiission systems and the like
are impaortant, but they are only picces of the much karger and more
impaortant system. There is a distinction between designing a sewage
treatment plantand participating in the social decision process neces-
sy to solve a regional sewage problem.

We will not be able to fultil the new tole ot engineering for social
systems over night, But, for the time being, those of us in positions of
responsibility can modify our ownattitndes, and attempt ro lead, guide
and otherwise motivate our associates in that direction.

Youhave heard the ofd suving, *'Fhe pastis history; the presentistoo
tormidable; only tie furare is matleable.”™ ‘That places the responsibility
clearly upon ouy colleges and iniversities to train the type of person
able and willing to be an interface man in the fulb meaning of this tevm
as T have tried to deseribe it today, This is going to call for some soul-
searching inacademii. The type ot education many receive as under-
graduates will not do for the futare.

Mostvoungsters have very little understanding of our social systeis
when they matviculate. Training that is concentrated on an under-
standing ot the phyeal world is too shaltow and narrow. In recent
vears, there has beena move to broaden the depth and scope of techni-
cal cugineers” training, but in nvany cases it has notamounted to much
more than an occasional course in social science. "The probability is
great that too nany professors themselves do not understand what
their colleagues in the “soft scicuces™ have been tatking abouwt—just
as the "softscience” professors do not abwavs understnd or appreciate
the contribution engineering philosophy could make,

This packiage has no casy solutions. It will vequive reappraisal of the
role ol technical education in our society, and an entively new dimens-
sion in attitudes—a new point of view looking outward to the public
the school should serve, as well as inward to its customary educational
responsibifities. In no wavam I deprecating the traditional vole of the
univeusity. Rather Tam suggesting that new roles ave also appropriate
—new dimensions to meet chaltenges which have their genesis in the
traditional role. The schools of the country have an important role in
providing training. experience and speciad insights which wili help o
develop the skitls and attitudes that make all of us more inwovation-
prone. more responsive to opportuanities to adapt ideas for prolitable
use throngh vat-of-context matching of essential concepts.
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Much research needs to be done on the etfectiveness of adaptation
and the harriers limiting it This would help both the public and the
private sector to provide the dimate tha motivates creativity. Tuis the
entreprencurial function of public and private managenent in this
new society whiclumust be discovered—the abifity 1o mateh the needs,
wants and good of sodiety with our vast ability to do things, which we
il technology.

The technical cntrepreneuwr, the chuupion of a new idea, is fre-
quenty the wain force hehind tedmical chunge. His main strength
may be enchuasiasny, igentity and acommercial or public puvpose, not
avescarclupoint of view. Hemay be move distinguished foy these attri-
butes than for bis techuical expertise. His role is a vital constituent of
the transter of teclnology from those who kuow to those who need to
know. These individuals need 1o be deseribed, chavactevized and
identified as canly as possible in their educational and professional
lives, to be provided with significnt and retevant educational oppor-
tunities, and then to be given working environments that will make
their conttribution weaninglul,

Significaut economic and public-mission use of technology will occur
onfy when the vight people, the right markets and the right ideas
coincide with usable techotogy ac the right point in tine.

[ will close by making the same suggestion here that Tmade when 1
testified belore the Daddavio Conmmittee of the House of Representa-
tives i few years ago. T said that theve ought to be delibevately devel-
oped techuiques, cusricula, experiments, even new institutions o pro-
vide the nation with many more effective people who caneserve as “ap-
phicrs of techmology'—and this daoes not mean merely men who are
trained to practice applied scicuee. Such persons will understand the
world in which commercid and social forces operate, with abroad tech-
nical backgrownd as well as o multidisciphned education involving
science, engineering. cconomics and sociology. An “applicr of tech-
nology™ would be able to understand the hmitations ot the market and
would be capable of communicating his findings in the context of their
ceonontic utility.

We have seent from recent reports that new knowledge ofteu re-
quires sears oy even decades before it is put to cconomic use. But the
ttansformation of knowledge can often be more etfective cconomically
and more capable ot acceleration than creation de nove.

Can we attord to fail on the ground while we succeed in spuce? Can
we identity and assess the mban effeets and the role and pace of tech-
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nological change? Can we identity and describe the impact of techno-
logical and cconomic change on production and employviment? Can we
define the arcas of unmet community and human needs toward which
application of new technologies tnight be most eftectively directed?
Can we assess the most effective means for channeling new tech-
nologies in the most promising divection? [ believe we can succeed on
the ground, as well as in space, and do it within the framework of a
demotratic society.

Finally, T have talked about the kinds of people 1 see us needing in
the technologicatly intensive future. 1 have not said much about how
to educate these people specifically—that 1 leave gratefully to edu-
GO, ’
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The Financial Community
as a Source of
Student Loan Funds

JAMES J. O'LEARY

The Growth of Government-Guwanteed Student Loany

Since the inception of the government-guaranteed stuclent toan pro-
gram in Lue 1963 through October 1973, approximately 6.5 million
govenunent-guaranteed student toans have been niade, totaling $6.4
billion. Theannual loan vohine has inareased from 877 million in fiscal
1966 10 S1.2-81.3 billion in fiscal 1972 and 1973, Table 1 shows the
growth in the number of loans and doltar volume since 1966. Since its
inception the program has provided loans ta 3.5 million students.

Since Minch 1973, with the change in legislation affecting eligibility,
the number of guaranteed stucdent toans has been about 32 per cem
lawer than the number in the vear preceding the new legislation. How-
ever, there has been improvement in the months of September and
Octobet, the katest two months for which higures are available. 'The Of-
fice of Education is currently projecting that 830,000 loans, totaling
slightly over $1.0 billion, will be made in fiscal 1974,

What Instititions Make Government-Guaranteed Loans?

As shown in Table 2, the latest available statistics indicate that 69.4
per cent of the government-guaranteed student foans have been made
by commercial banks (both national and state banks). ‘The mutual say-
mgs banks have made 8.7 per centand the savings and loan associa-
tions 7.1 per cent of the total foans. The remaining 14.8 per cent have
Leen made by credit unions and other lenders.

Itis undoubtedly naturat for the commerciathimks to have made the
bulk of the student toans. ‘The other major fimancial institutions are
stronghy oriented toward the home mortgage market and are not so
well equipped as the commercial banks to oviginate and service small
personal loans. Noncetheless, the Tunds avaitable to the commeraial

RIC!

Aruitoxt provided by Eic:



banks tor total loans and investments arve subject to sharp Huctwations
depending on Federal Reserve policy, a fact which has suggested for
some time the need 1o broaden the base of stadent loan funds.

What Has Been the Lender Expericuce?

As it has developed, lendey experience with government-guaran-
teed student loans has not been good. i fixar it has been a matter of
serious concern. As of 30 June 1973, itis estimated that 5.7 per cent of
the loans 1o students no longer in school or in the grace period have
been detaulted. Morcover, as of that date, 38 per cent of all foans made
by vocational schools as lenders ave delinquent and 36 per cent of all
loans made by higher educational institutions are delinquent. The
delinguency vate tor alllenders including commercial banks is approx-
mately L per cent. Delinquent loans are defined as those thivty days
or more past due. .

Itappears thatmajor etforts must be mwade to improve the collection
of graranteed student loans if the program is 1o retain the support ot
the Congress and the lending mstitutions.

What Are the Problemy in Stdent Foany?

What problems dothie lending instinuions, and particularly the com-
mercial banks. see in the government-guaranteed student loan pro-
gram. aside from the high delinquency and defanlt rates? A m‘u(n
problem stems from the fact that the average matarity of the Joans is
surprisingly long. [ amtold thatin a high propottion of the loans there
is no repayvment of principal for as long as eight-ten vears. The reason
is, of contrse, that after it tour-year college period many of the student
borrowers go ou to gradhiate school or into the armed services, during
which time they are not required to vepay the principal. The commer-
cial banks, i particular. prefer to make short-tevm loans and to have
their loans repaid during a short period. The comparatively fong
period during which there is no repaynient of principa) tends to im-
pose atimit on the size of a student loan portfolio which a bank wilk be
willing to hold.

A second problem—related to the first—is that guaranteed stident
loans are illiguid. As shall explain presently, the Student Loan Mar-
Keting Association (SLMA) should help to meet this problem. The
commercial banks prefer 10 hold a comparatively high proportion of
their assets in shortterm, highly hquid formi—tor example, in short-
term business foans ov in shove-term municipal bonds. During peritods
of strong increase in business borrowing the banks want ta be able to
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sell assets without incurring serious losses, or to borrow against assets,
in order tovespond to toan demind. Before the advent of SLMA, the
guaranteed student loan porttolios werve comptletely illiquid, which, of
course, putstrict limits on the size of such a portfolio a bank would be
willing to hold.

A third problem for the commercial banks with vespect to their nrak-
ing guaranteed student loans—or for that matter any loans or invest-
ments—Tlies i the fact that the Federal Reserve authorities have the
ability to control the availability of credit extended by the commercial
banks. During periods of inflationary boom in the economy, sich as in
1966, in 1968 and carly 1964, and in 1973, the central bank authorities
pursue a policy of restricting the availability of credit. In such periods,
when the commercial banks are confronted by a strong demand for
short-term business loans, and the moncetary authoritics are acting to
curtail the general availability of credit, the commenrcial bunks are in-
evitably led 1o restrict the extension of highly illiquid guaranteed stu-
dent loans. Thus, in 1966, 1968-1969, and 1973, it is not surprising
that theve was a reduction in the availability of commercial bank loans
to students, Since the bulk of student [oans is made by commercial

~ banks, these vears have been ones of erisis for the government-guaran-
teed student loan program.,

‘The final problem which should be noted is that the costs of servicing
a guaranteed student foan ave very high so that many banks question
whether they cancover theirv costs in making guaranteed student foans,
There are no good data available on what it costs a bank to service stu-
dent loans, but the costis undoubtedly high. Each loan is very smallin
amount and the costs of originating aloan, as well as collecting interest
and principal, are unguestionably high. hrspite of what may seemto be
agenevousinterest rate on the loan, many banks doubt that the return
exceeds the cost of money plus servicing costs, at least not as much as
with commercialand other bank loans. So, the question of profitability,
as well as the liquidity, tends to make guaranteed student loans unat-
tractive to commercial batks, especially in periods in which the Federal
Reserve anthorities are pursuing a restrictive credit policy.

These. then, ave the problems which lending institutions, and not-
ably the cotumerdial banks, i e seen in the guaranteed student loan
program.

The Role of Sallic Mae

The Student Loan Marketing Association was designed to meet
many of the problems have outlined. Sallic Mae came into existence
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by an act of Congress late in 1972, 1ts board of dirvectors, with equal
representation from lending institutions, educational institutions and
the general public, began to function in February 1973, Edward A.
McCabe, attornev. of Washington, D.C.. serves as chaivman. Shortly
after the tormadon of the Sallie Mace Board, Edward A, Fox was chosen
to head the association as its president and chief exccutive ofticer,

In less than a vear the organization has been slaped and staffed and
SLMA is a going concern, slated. [ think. to play a highly important
role in the gnaranteed student loan field this vear and in the yeavs
ahead.

The basic function of Sallie Mae is to provide a "secondary market”
for guaranteed student loans. Thosce institions making studentloans
—conunercial hanks, matual savings banks, savings and loan associa-
tons, educational institutions and anyv other tenders—can “wave-
house™ theiy studdent toans with Sallie Mae or actually sell such loans to
Sallic Mae, By “warchouse™ is meant that a lending institation can
borrow funds from Sallie Mae against the collaterval of guaranteed
stdent loans, Under law, the proceeds of snch “warchousing™ or bor-
rowing mast go back into new student loans, There is no such require-
ment with respect to funds raised by the sale of guaranteed stmdent
loans to Sallic Mae, but mv giress is that a lugh percentage of {unds
raised i this way would go back into student loans,

Salliec Mace holds ont o grear deal of promise toward meeting the
problems in the past of the government-gnaanteed student loan pro-
gram. First. it provides liguidity to stadent loans. By lending against
such loans Cwarchonsing™) or by cutvight purchases, Sallie Mace pro-
vides a Lacility inowhich student loans can be lignidated—-thatis, nuimed
into cash, This mcans that periodicallv, when Federat Reserve credit
policy becomes restrictive, the commercial banks will he able to raise
funds from Sallie Mace by either warchousing loans or by selling loans
to Sallic Mac. The same facility will, of conrse, be available to the
mutaal savings banks, the savings and loan associations, and other
lenderssincluding educational institutions. Accordingly, Sallie Mae has
the power to even out the How of funds into guavanieed student loans
and to prevent periods of extreme lick of availability of such loans as
m 1966, 1968 1969 and 1073,

Perbaps most importnt, Sallic Mace will have the great advantage
of hroadening the sonree of loan funds for the guaranteed studer
loan program. Under the enabling faw, Sallic Mae las the power to
issue its own debentures invirtually unlimited amounts to the general
public. These debentures have i U.S. Government guiarantee so tha
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Sallic’ Mae will be able 1o borrow at a preferved interest rate. The
debentures (especially the shorter maturities) will be attractive to insti-
tutions such as lite insurance companies, uninsured pension funds,
state retirement funds, property insnrance companies, and other insti-
tutions, as well as individual investors, which could never be expected
to make small loans to students. And vet the funds of such institutions
and individuals wiltbe available to Sallie Mace to purchase stident loans
as the need arises or to warchouse such loans. Thus, Sallie Mae greatly
expands the total loan resonrces which can be directed into stedent
loans. [ would not be surprised if within a decide, if not sooner, Sallie
Mae had several billion dollars of student loans in its portfolio.

What institutions are cligible to use the facilities of Sallic Mae? All
of those financial institutions making student loans are, of course, eli-
gible. But it shoutd be recognized that educational institutions making
student loans are also eligible. It seems to me that Satlie Mae, once its
functions are understood, can be of great divect aid to educational
institutions with their own student loan programs.

Since 4 October 1973, Sallie Mae has sold $200 million ef debentures
and has already “warchoused” $80 million of loans. It plans to raise
additional funds carly this year to begin a purchase program to provide
further assistance to the guaranteed loan program. Itis expected also
that Sallie Mae will issue about $30 million of stock early this year to
lending itstitutions and educational institutions eligible to purchase
the stock. It is highly important that such stock be sold, not only be-
cause it will provide funds for the Sallie Mac operation, but also, and
more importantly, because a successful stock sale will provide a souncd
basis for the issuance of debentuves.

. Concluding Comnients

In conclusion, [ am very optimistic about the financial community as
asource of student loan funds. The finandal institutions, and notably
the commercial banks, have done an outstanding job in providing
funds for the financing of student loans. The new Sallie Mae will make
this financing much more reliable and less unstable and it will greatly
broaden the sources from which student loan funds are available. Sallie
Mae has the potential to solve the past problem of inadeqtiate and un-
stable availability of government-guaranteed student loans. There
remains, however, the problem of excessive defaults of such loans and
the question of whether eligibility for such loans is broad enough to
meet student needs in this period of inflation.
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Caronth ot Gosernment-Guasinteed
Student Loans, Fiscal Years 1966-197 4

Dol Volume

Fiveal Year. A8 miltions)
Luth i
1967 248
1458 436
169 UR7
1970 310
171 1.044
1972 1.301
O 1108
10974 (4 months) a2

Total G433

Table 2,

Numbes of Loans
)

48
330
alo
TR7
w22

1.081
1.256
1088
A

6.507

Lender Patticipation in Gosernment-

Guaranteed Student Loans

Numnher of

Tyvpeot Lender* Loans
National Banks 350
State Banky .36
Mutal Savings Banks 47
Savingsand Loan Ass's 166D
Credit Unjons 2,592
Divect Loan Progiam 2
Othet 314

Tora 10177

*Includes some branches
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Lenders

Cumulative %
of Loans

30.2
43.7

"~

w %
LN B

13
0.0

1.6

100.0

~

10.0
204
8.7
7l
3.0
5.9
5.0

100.0
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Partnership Between
Academic and Business
Communities

ARCH Mc¢CLURE

Discussing a “partnership” between business and higher education
exclusive of other clements in our society can be misleading unless
there is awmenessof other broad interrelationships. Itis like discussing
the relationships within a family but limiting them to the educational
pursuits and occupations of its members.

The factis that such relationships are heavily dependent upon and
affected by a great many other factors involving the social and political
climate and moralund religious traditions.

Our academic and business connmunities in America have grown up
together as integral parts of the over-all society. Both continue to be
impacted by interactions and signals from many other elements. As a
current case in point, both business and education in the past few weeks
have been unexpectedly reappraising present and future strategies
and plansin depth because of sudden, critical energy supply considera-
tions. The academic and business communities have developed as they
are today because of the way our nation was established and has devel-
oped over the past 200 years.

For example, our founding fathers sought a free and demaocratic
society in which each individual has the widest possible personal free-
dom and opportunity for personal success. As a result, our economic
system is based on free enterprise. And our free-choice educational
system has traditionally been more readily available to aff citizens and
has proven more successful both qualitatively and quantitatively than
anv other in history.

Again, because of the founding tathers' belief in religious freedom
and separation of churchand state, a dual educational system—private
and public—has developed, beginning with Harvard in 1636 and the
University of Georgia in 1785.
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The simple point is that this avademic and business partnership is a
unique product of the over-all American society and includes impor-
tant relations with our governmental institutions, in some cases with
our churches, and with socicty in general.

To narrow the focus, this discussion will deal specificatly with the
business-academic partnershipat the cotlege level insofar asis possible,
This partmership has beenadong and mutually beneficial one.

Business’ support of higher education started from a relatively small
base in the carly vears of the American republic. The carliest colleges
and universities were established primarily to train doctors, lawyers,
theologians wd o wide vange of other professionals. Business’ needs
at lirst were not great. Religious leadership constitated a majority of
the ttustees on college hoards wntil the carly 1900s.

But as busittess grew, the need for managerial people, accountants
and technicians likewise grew, necessitating larger outlays from cor-
porations to academic institutions. Many colleges and universities have
been tounded in Luorge pare with business leadership, and today busi-
ness provides over seventy percent of the tristees on college boards.

The reasons for business” support ot higher education are obvious:

First, the educated manpower essential to business comes primarity
from our colleges and universities.

Second, business depends greatly on new scientitic discovery, and
much of this new knowledge comes from our institutions of higher
learning.

Third, business Hourishies best in an optimum social, economic and
political chimate. Higher education contributes positively to all three.

The business-ucadetnic parteership has worked increasingly well
over the vears, with edacational institutions adjusting coustantly to
changes in owr society over-all, and also specilically to changing needs
in the business community, Let us take a few examples,

As the natton spread westward there was a need for engineers to
build railvoads. technicians to develop resources, agriculiural experts
to develop the tood supply and trained people in many other new
ficlds. The educatonal community vesponded with more and Luger
schools to accommodite more students and new disciplines. The de-
velopment ol land-grant universities was a divect response to the need
for trained people in theagricultural field, for example. Railroad, min-
i and agricultaral industries were justa few of the bushitesses which
benehited.
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The development and growth of mass marketing of consumer-
branded products within the American business systent i Later years
brought about a need for thousands ot people in such disciplines as
marketrescarch, mevchandising. advertsing and retailing, Onee again
the educational community vesponded by setting up the necessiry pro-
grams to train them.

The growth of technology in Amevican business—for example,
aviation, mass communications, the automotive industry—necessitated
a whole new type of trained specialist, and again the educational com-
mun ity responded.

During the past decade owr institntions of higher learning have ad-
Justed to such entirely new developments as computers, television and
space-age scicnce. And most recently, they are taking up the challenge
of environmental and resource management.

Fisally, not only has the educational connnunity vesponded to busi-
ness’ growing and ever-changing requirements for people, butinmany
cases our educational mstitutions have provided the basic rescarch that
bronght about new discoveries and wholly new businesses.

Business will contime to count on these kinds of contributions
through its partnership with higher edhucation.

As the educational system has grown numerically and in diversity,
so has business’ financial support tor higher education grown. Total
corporate contributions to edutcation in 1972 topped 8365 million,

Over-all vohmtary support for higher education, including that of
corporitions, rose by more than 39 per centin the past tive vears, or
abouteight per centa year, and is expected to vise another thivteen per
centinthe anvent year.

On the surface that would seema good trend for the future of higher
cducation. A closer look atthe statistics, however, shows that during the
same period curolment s visen by torty per cent, which resubts in ap-
proximately the sanie volume of support per student. Furthermore, total
expenditure by higher education has increased @ whopping seventy
per cent. So the factis that voluntary support is not keeping pace with
increasing costs.

Expenditures exceeded income for about sixty per centot all private
four-vear colleges in 1971, while numerous major public institutions
were also incurring delicits. Many universities and colleges have re-
duced programs, disposed of pruts of their campuses and even closed
completely in some cases.
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Why are these things happening? There are two primary reasons,

Firstis the enrolment boom of the sixties. In pursuit of the belief that
everyone should have an opportunity for a college education, colleges
and universities greatly expanded facilities and statfs to meet society's
growing expectations. This was accomplished with unusually heavy
support from government. Enrolments have since leveled off or
dropped, leaving many institutions with stdent vacancies and heavy
fixed annuat expenditures.

Second is the problem we all fuce—rising costs in a period of severe
inthation. In the case of higher education, the rate of cost increase per
student has exceeded the general vate of inflation. Thisis lavgely attrib-
utable to the lack of major productivity improvements in higher edu-
cation. haportant improvements have occinred in education, such as
in guality of instraction. But the labor-intensive character of educa-
tion, as in other service industries, has made increases in productivity
more ditficult to achieve than in some arcas of business, where auto-
matien or mechanization are possible.

Manv colleges and universities have taken measures to cope with the
situation o a short-term basis, such as holding down faculty salaries,
catting maintenance and making signiticant retrenchments in pro-
grams. Such reductions can hielp temporarily, but not all can be con-
tinued indebfntitely it higher education is to remain strong. If universi-
ties and colleges are to survive, bold new action will have to be taken,
such as:

I. Increased income through higher tuition;

2. Greater over-all efficiency in the use of resowrees, through night
and simimer sessions, for instance:

3. Priovity reduction in program availability;

1. Favorable tax excmptions or increased support from govern-
ments.

As mentioned above, volintary contributions to education, includ-
mg corporate gifts, are expected to rise by thirteen per cent this year.
However, in view of inHationary pressures, shortages, rapidiy rising
costs and huge expenditures for such corporate responsibility pro-
grants as environmentat control, itis not likely that business giving will
increase significantly in the innnediate future. fn fact, in some cases
itmay be impossible to maintain the present tevel of supponrt.

In this climate, continued evaluation of the financial crunch by both
business and higher education will be necessary in order to assure
ineeting essential needs.

O
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Fhere ave wore than 2,600 colleges and universities vying for cor-
porate dollars, Obviously, no one business can support all or even a
signiticant nmunbev of them. Traditionalty, companies like Quaker Outs
have used such eriteriaas the tollowing to decide where the funds shall
go: '

Those schools which have heen and are primarily sources for the
kind of educated manpower we need and seceks

Fhose schools which provide the basic research requived in oy
business:

Those schools which serve wreas where we maiutain operations.

There are, of conrse, other tactors—such as innovative prograws,
support o minorities aud/or minority instirations to meet social pro-
gross conuninuents, scholarships and matching gift programs. Speak-
ing of natching gifts, Quaker established a 2-for-1 program several
vears ago, and fast vear introduced the fivse 3-for-1 program in the
wation. The secretary of our foundation advises me that there has not
been a vequest from anv colfege ov university asking tor a list of their
atunni at Quaker tor the purpose of making a special appeal for
matching gifts. {tappears that both business and college developmeut
statfs can strengthen promotion and vesufting financial support of
such programs.

L the future many businesses making decisions regarding restricted
grauts, spectal grangs for reseach, and partcularty unrestricted operat-
ing grants will be judging recipient schools on the basis of more than
the traditional criteria.

Most tupottantly, companies will review how eltectively colleges
manage the resources entvusted to them.

Next, business will ook at the definition of an institution’s ntission
and goals. Why is a particulav institution special and why should faculty
and stidents be attvacted to itz Whad strategies does the school have
tor achieving its goals, aud is there a genuine commitinent to thew on
the part of the stalt?

Also, business wilt look at the institution’s principtes and guidelines
for achiieving objectives. What is the organizational structore of the
school—its taculty, programs and departments? Is it designed to carry
out the school's strategy? What ave the results?

Finally, business will ook to see it the institution rellects long-range
planning b its aunuad budgets as wellas short-tenm planning. Ave suf-
ficient financial and operating data available?
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Many schools tollow sich practices now. I the years alwad those
schools with sound management techniques and arecord for meeting
cducational objectives will generally be the ones that receive higher
tunding priovity,

On the subjectofunrestricted gifts, there has been sonme vecent busi-
ness comment, including suggestions that business discontinue wre-
stricted gittsto institutions ot higher leining, One spedberccommen-
dation was: “In the future we should te -us our money and our energy
on those schools and departments which ave strong and which also con-
tribute in some specitic way to o individoal companies and o the
general welfare ot our free enterprise svstem.” These remarks reflect
the views of those it business who, because ot what they observed on
some campuses, leel some educational imstitutions have let business
down. O the other and, it is hnportant to assure that colleges and
universities ntintain the hreedom ot all members of the educational
community—stictents and prolessors—to speak the truth as they see it
and to criticize responsibly auy part of owr society as shinply as their
best judgment requires. And there is a need for each side to have the
freedom to be heard, That treedom, atter alll iy indispensable to the
nutintenaice of our free sodety and the excellence ob our educational
svstem,

Toassure atrue partmership, business should cncowrage responsible
openness and constructive criticism regarding its conduct, At the same
tme.college and university adininistrators o sbrengthen onr partner-
ship by providing the necessary framework tor ensuring that faculbey
and students have an opportuuity to understand business and the
problems it faces. By doing so, the academic conimunity can better
offer constructive advice and assistance in finding solutions.

There are many avenues throngh whicli a company may participate
positively in the affairs of acampus. Let me cite just a few.,

Businessmen serve as trustees, advisers, consuliants and in other vol-
untary roles. Such service provides significnt benefits thatare shared
by both parties. Conversely, membersof the academic wor ld work with-
in business-—as directors, consultants and training specialists. More of
this should be encouraged to strengthen practical interplay in specific
disciplines md over-all understanding.

With encouragement from the academic world, business can expand
programs of special seminars on campuses and of toaned executives to
academic institutions for specific projects. More and more part-time
work programs are being made available to provide experience and
education “onthe job™ as part of more Hexible college curricula,
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Business and academic leadership should also jointly monitor and
discourage legiskation and judicial decisions which would tend to exet-
cise excessive control over college operations and makeup. Of particu-
lar concern ave the various proposals pending in Congress to amend
the tax faws in ways that could have a very serious impact on private
voluntary giving to colleges and universitics. We should work coopera-
tively to ensure that damaging legislation is not passed, and work in-
stead for tax laws 1o encourage greater giving.

Colleges and universities are vital to our society. Some graduates will
be needed to lead, some to think and many to labor at the tasks of the
future, and thus every kind of institntion—universities, colleges, com-
munity schools and trade schools—is timportant, Our future is depen-
dent to a high degree on our institutions of learning. We in business
are very much aware of this fact.

In conclusion, several areas should be noted where the business-
education partnership can become even stronger.

1. The business and the educational communities can continue to
develop and imprave new management techniques beneficial to each,
especially in this era of inflation and increasing shortages of resources.

2. Both can benefit from developing itmproved techniques for in-
vestment of assets and for more efficient use of facilities.

3. Business and the educational community should strengthen and
broaden programs for exchange to provide the practical input of ex-
perience in the classroom and to update business techniques on the job.

4. Executive loan interchange programs have been successful with
several departments in federal and state governments. Should there
notbeasimilar program between business and the administrative staffs
of colleges and universities?

5. Business feundations might provide colleges and universities
with computerized lists of employees who are alumni of the various in-
stitutions, with special encouragement for matching gifts.

6. Improved techniques for instruction and for measurement and
evaluation of results would be of great benefit to both higher education
and business. New self-teaching methods and aids could reduce staff
requirements and costs. For colleges there may be the potential to use
more student teachers, which would have the added benefit of expand-
ing the development of such students.

7. Joint evaluation and leadership is requived to prevent excessive
tegislative and judicial control of these twwo key elements of society,

Both educational institutions and business will continue to be in-
fluenced by all factors of our society. Working cooperatively, this part-
nership will provide new opportunities and an ongoing balance of re-
sponsibility and freedom which has been our great heritage.
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Productivity in Higher
Education—A
Businessman’s View

WILLIAM F. LEONARD

‘The subject of "Productivity in Higher Edueation™ is not new to me or
my associates in Olin. Eight years ago we helped to initiate, in con-
cert with the Conference Board and the W.K. Kellogg Foundation, a
program to provide research and clearing-house services to the aca-
demic commumity to help educational institutions of higher learning
become more efficientand productive. The feasibility study which took
over a vear to complete and incladed interviews with over 100 college
and university presidents produced enthusiasim for any assistance that
might be forthcoming.

This preliminary work resulted in the eventual absorption of the re-
search and dissemination of knowledge by the Academy for Educa-
tional Development, Ine. headed by Dr Alvin C. Eurich, a former presi-
dent of the State University of New York and former acting president
of Stanford University, who is widely known for his work in academic
administration. The academy is a non-profit, tax-exempt planning
organization which pionecred in the field of Jong-range planning for
colleges, universities and state systems of higher education. It has con-
ducted over 100 major studies for institutions throughout the counury
as well as for national agencies such as the U.S. Office of Education, the
National Sctence Foundation, the Agency for International Develop-
ment and the National Institutes of Health.

The academy’s management division was established in 1970, under
grants primarily from the W.K. Kellogg Foundation, to help college
and university presidents and other officials improve the administra-
tion of the nation’s institutions of higher learning. To achieve this pur-
pose, the management division conducts research, publishes the re-
sults, and organizes conferences and professional development pro-
grams. The vice president and director of the division is Dr John D.
Millett, former president of Miami University and chancellor emeritus
of the Ohio Board of Regents.
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The management division as already inits shiort history produced
an impressive Iistat publications too numerous to list but £ cite a few:

Hugher Education with Fewer Teache s

Personnel Munagement in Higher Education

Crvedr to Profesional Develofonent O pportiontivs

Cortributions of Brsiness Management to Higher Education

3L Waxs Collrges and Universities are Mecting the Financial Pinch
Financing Cunrent Operations of American Higher Education
Putting Conpreration to Werk

Advarntages of Work-Study Plans

Survresl Through Change

Oue copy of ciach studyis sent free to the presidents of educational
nstitunions across the coumny and additional copies are available for a
nomual paynient. The abose istis arvanged to show the most popuakar
subjects according to requests made i the peviod from September
1972 to September 19730 Far out in front, with 3367 requests, was
Higher Education seith Fewer Teachers—aobvioush reflecting the desive of
academic administrators for greater individhual productivity,

Ranking tourthon the st was Contributions of Business Management to
Higher Education, with 971 requests, This reportis asummiary of a week
Tong seminar held by the Academy tor Educational Development at
Aspen. Coloride to discuss whethet or not business management
tmight have experience and wisdom to conts ibute 1o higher education
unmagement. About hall of the group were persons who had at one
time been presidents ovadministracers in coffeges and unisensities and
who now hold mporimt positions incbusiness management. The other
hatt were persons who had been or are now administrative officers ot
higher cdncation,

The report ddentifies bve bisiness management practices which
appear tohecommoncharacteristics of the mostsuceesstulenter prises.
These are stated 1o be

I the caretul detnntion of paspose by the business enterprise and tig-
ca s selec o ol g ties coarelath (.l!lll,.”('l’ to contitbute to the
aecenplishiment of shat parpose.

20N poridicand nghlv anticalreview ob allactivities tadetermine in fao
whetber or noteachiscontnibating torhe accomplistime ncot the seaed
purpose. Aavities tound 1o be ineteance or wkloly Cxpensive aie
tnmediatels proned.
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3. Continunusassessment o f st pet formance within the enterptise and
te-asstgntent to othet daties o caly wetivement tor those pevsons
tound anable 1o pertorm at the expected level of competence.

4 Motad procedure for die careful consideration and development of
new ideas and produces and prodadion processes which may contiib-
ute to the purpose of the crmerprise.

300 expeaation thar each individual i the mavgement wan, i
middle management. and in the work-torce will be loval to the enter-
prise and will give it his or her hestindividual e ffore.

In business, management by objectives is not a mere stogan; it is a
definite management commitment. When business management looks
at higher education, here appears to be some confusion about the
dentification of program activities, and some reluctance to have pro-
grams carefully assessed in tevms of their accomplishments, their cast
and then effectiveness,

[tis notsmuswal for business 1o discontinue a product line or service
whiclvis unprofitable. White there may be comparable examples in the
acidemic community, the business observer gets the impression of a
continuous desive to expand without proper investigation to deter-
mine the need and the means of meeting the cost.

Business management is engaged on a continnous basis in the eval-
wation of the job pertormance of individuals against the job specifica-
tons set up for cachassigned task. Business vecognizes it cannot toler-
ate sub-sundard performance and sull vemain profitable and competi-
tive. The make-up of the college or uriversity ovganization is admit-
tedls ditterentand perhaps makes the application of similav stndards
more difficult but the problem merits serions consideration. One dif-
ficulty is that evaheion of job perfornumce rests with faculty peers
rather than with higher education management. The unpopualar sub-
ject obtemure, unheard of in business, b anather problem. ftis gener-
ath recognized thin the yemoval of a temred professor, however un-
productive he may be,is vintally impossible. We have no tenure in
business: in tact, the higher one rises the move volnerable his stains,
Thereis need tor reassessiwent in these areas of personnel relations,

Podiay business management recognizes as amatter of highest
prioviy the need to be wert to the possibiling of new products wnd
new praduaction processes, Business hieirs a great deal about new ser-
viees to be e fered by higher education, but maost of the discussion
represents ncreased costss Faery time aostiggestion about service,
technology ot hpancng is preseated, it seems to be the subject of wide-
spreac criticism by the academic comnunity, Business management
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theretore concludes thae innovation is unwelcome in colleges aud ani-
versities. Indeed, it is not untair to say that, white taculty members are
quite critical of other institutions, such as the competitive enterprise
svstem, the Bimily, the chuaeh, the mititey and the government gen-
crally, one seldom hearsany corvesponding arviticism of the institntion
of higher learning. Ivappears that there is nothing wrong with higher
education that more dollars wonld not cure.

In business, emplovees may have loyalties to protessional disciplines,
but generally theiv fivst loyalty is to the entevprise that provides them
with a livelihood. Faculty members have been widely reported to be
loyalto their discipline or professional field o study but generaily litde
concerned about the welfire of the college or university which pro-
vides their environment of leanning—and a living for them.

In discussions ot the financial difficuities of higher education busi-
ness managers ave surprised by the vetuctance of education officials to
give cavefud attention to the whole subject of pricing. Business is by
detinition the sale of goods and services. "The pricing of those goods
and services is the single source of available income tor a business
enterprise.

Higher cducation mmagement obtains its income from pricing
{charges o students and others), philanthropy and government.
There is extensive discussion about philanthropy and government as
the sources of tinancial well-being for colleges, public and private.
Business management seldom hears about any equal amonnt of atten-
tion to pricing policy.

In the current fmanciad squecze of higher education, two major re-
sponses are possible: (1) more efficient management which achicves
cconomies in operation through the cuvtailment of activities or
through an advince in productivity; (2) increased income. {t is recog-
nized that icis impossible to draw all instructionad income from stu-
deats, but certaindy etforts should be made to provide proper balance
between this income and that commyg from government and philun-
thropy.

There is another area of productivity in edhtcation as it velates to
students in particular. A 1973 report of the Carnegie Commission on
Highcr Education calls for more, and morve varied, educational and
training opportunities for a greater variety of citizens. The curvent
svstem ot postsecondiay education in this country "puts too muich pres-
sure on too nany young people to attend college whether they want to
or not, Ftoffers them wo few alternative options. It is thus biased oo
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much toward academic subjects alone. It puts too much emphasis on
continutation of education rightafter high schooland then never again,
rather thar on learning throughow life”

The problem is compounded when one considers the imbalance
between supply and demand. A US. Department of Labor reportindi-
cates thet it institutions of higher learning in this country continue on
their present conrse in the seventies there will be an oversupply of
graduates for teaching in cletmentry and secondary schools. Specifi-
cally, there will be -4 1 mitlion applicants for 2.0 miflion job openings.
The coumtry will requive 20,000 new doctors cach year but our educa-
tional system will only produce 80K Twenty-seven per cent more
architects will be required. 17,300 aato mechanics will be needed bue
only 12,000 will be prodnced. On the other hand, there willbhe an over-
supphy of both economists and historkuss. Fach vear, colleges and uni-
versities will produce 16,800 economists with bachelor degrees who
will compete for an average of 2200 positions.

To consider this problem of productivity intelligently, we have to
ook first at the whole educational system. We hewr more and more
about cavecr education. This is ot a new name for vocationat educa-
tion but a new concept geared toward helping voungsters explore
trades and professions, teaching them saleable skills and at the same
time keeping the door open to further education. The implementation
of this concept wonld help voung pmplc not going to college to make
their way iu the world and at the same time lead those best qualified to
work in lnghm cchication,

Avrecent stady by the American College Testing Service reports that
more than thyee-fourths of the nation’s high school juniors and nearly
as manv cighth- and ninth-graders would tike help with career plan-
ning. A representative smmple of move than 33,000 eighth-, ninth- and
cleventh-graders were asked 267 questions, but the answers to thisone
were considered the most significant. More than 85 per cent of the
cleventh-graders vecognized that career plianning must begin before
the final vear of high school but only fifty per cent felt their school had
pmudt-d them with seme help w ith career planning.

According 1o the projections of the U.S. Olfice of Education, nijors
i ceducation, the humanities and the social sciences accounted for
383.000 of the 1973 crop of 926,000 bachelor's degrees. H vou add up
all the jobs in the Occupational QOutlook whicl gradnatesin these ficlds
could hope to claim, vou get 356,000, If the new graduates secured all
the openings there is a delicit of 227,000 jobs.
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Where will thev wimbup? They canvun the gamut from para-profes-
stonal jobs such as computer programmiers to salesmen, waiters, fac-
tory workers ind constraction workers. Many of them will go into
“educationally upgraded” jobs—a nice way of saying that.an employer
may give preference to a college-graduate elerk. This process natarally
penalizes the non-graduate aml at the samie time frustrates the college
gm(lu.uc who hoped for better things from a substantial investment of
time and money.

Libevalarts has always been considered the purest formof education
and its supporters have strongly defended it against move practical
considerations. One need not abandon the concept that liberal ints is
cducation tor lite aslong as we agree that it should include prepmation
for work.

While the job market has made an appreciable recovery since the
fean years of 1970-71, the liberal arts graduate is inding it difficalt to
panticipate inits recuperationr, According to a recent saliny survey of
the College Placement Couneil, the “one discipline not sharing in gen-
eral npswing is the limanities-social science category.”

During vecent vears, liberalarts graduates have songht a place in the
future in post-graduate education, where demand and vewards still
were high. The notable exinople has been heavy Jaw school enrolment.
Here againgas i other graduate areas, the lasw profession has reached
saturation point: Tast vewr's 10,000 Law graduates were already too
much tor the profession to handle.

A federal task toree o higher education estimated “that by 1977
every recognized profession will have an oversupply of new grad-
uates.” Even the pervennial shortage of doctors will end by 10978,
according to the Health, Fducation and Welkiare Departinent.

L can cite two personal examples that may serve to illustrate some
of v observations on career planning. Thave two sons, aged 25 and
22, The obder is o cum faude university graduate who pursued an
English nugjor because of his aptitude in that area and a lack of any
other defined cneer progrant. Alter graduation. he went on toa tead-
ing law school, primarily becanse of the job market and a feeling that
he should Tave more spediadized training. Like many other young
people, e shared the view that the L presented a good background
tor other careers thin practice of the profession. In due course he con-
cluded he did not have the aptitade for legal work. Atter a thee-
mongh search. lie linded a public relations assigiment with one of the
major retailchamsandis doing very well. A long history of viried sum-
mer work jobs helped him considerably. This is a fortunate outcome
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when one considers the annuil outporring ot abont 70,000 English
majors, including journalism, and with less thin 3030 public rekuions
sots availuble.

The vounger son, aged 22, became successtul by another route—by
becoming an academic drop-out. By accident and good tortune he
seciired work several years ago with a housing contractor in one of the
southern states in a non-union enviromment. Starting as a laborer, he
has worked hard at improving bis skills ind to a high degree now acts
as hiis own sub-contractor. He has been fortunate to have employers
who have also been teachers wnd he now can read blueprints. There is
nothing more exciting to him than the housing business and his plan s
to be on his own in ten veitrs,

Both of these cases ended well by hitund miss and good fortutre, but
how much simpler it would be for thousands of other young people if
we had long-range caveer planning tied in with the Laws of supply and
demand.

During the past two vears, 1 have bad innteresting and enlightening
exposure to higher education as i trustee of the University of New
Haven, a private arban institution with a farge student body, many of
whom make substantial sacrifices to gain their education. They are
pricticad-minded and so is the administration. "There is a flexibility
here that is productive for the institution and the studems,

One example—admittedly an accident of tortune—relates to a sue-
cessful executive who had made his mark in business and @ bundle in
Wall Street. He clected to take early retivement in his mid-fifties, but
not just to live a leisurely existence which would bore him. He wanted
to teach in a school of business, with no fimancial remunceration, Tar-
runyged for conferences with the administration and, while a teaching
assigiment was not possible, this feflow was given a royal invitation to
promote any progrinn activity and was offered the school’s full co-
operation. This has worked out extremely well tor all concerned, An
advisory committee that any university would be proud to have has
been established, with paticipation by business leaders. Que example
will serve as an illustration: A subsrantial grant, obtained trom the
Union Cirbide Corporation by this retired volunteer, establishied a
products and concepts laboratory which will allow business students
oppottunities to conduct vesearch and analysis of consumer prefer-
ences and behavior and to test consumer resistance to new products.

[ would like to quote a few germane excerpts from an open letter to
the student body of the University of New Haven by Dr Philip Kaplan
who took office last year.
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Phe Upiversiny will stars in Seprember (19731 a Master o Business
Adinisttation progeanat Univoval’ s corporate headguasters in the Ox.
ford-Woadbur s e, Plas are andetas o develop an intevdisciplinarn
grashuie program in canvitomental engineeying,

CooNew nndergraduate progtamsin the school of busitess admtinistation
include conmunicasions, isternational husiness and hnance, relailing
and mahagement.

o Hhe Btk otaa edacated person isaaritical mind in the sense of
capit ity 1o test and challenge prestous st ptions aid new ideas,
) v}

-+ Fhe mission of i wnban univessity is o proside protessiomn taining
thar will id students o obtain rewarding and produtetive employinent.

< Oebiey govarning objectives and assumptions affecting ¢lhanges in the
canvicalum will inchude greater sensitisity 1o the occupational waining
interests of students, and o occupationdd cowselling and guidance as
stucdentts seek toadjust to changing tabor nacka conditions.

Lmight tmally observe that the Olin Corporation, as the Targest em-
plover in the city of New Haveo, Connecticnt, has maintained close
Hatson with this institution for many vears, There have been times
when we have suggested courses and when our mianagers and other
professional people have served as instructors,

Mention of the Unjon Cavbide grant io the University of New Haven
reminds me to comment on a subject that may not be o popular with
ary group of educators seeking money. David Packavd, the well-known
industriatist. public official and philanthropist, recently upheld the
view in the press that money coming from the corporate coonmunity to
education should be tor some specitic purposes and not take the form
of a completely unrestricted grant. This stand brought all sorts of ob-
jections from academic administrators who felt this system would
hamper hnancial administration,

Mr Packard's stand hassubstantial support in business, including the
company I serve. One example may partially illustrate the rationale
behind this position. A few years back the Olin Corporation Chari-
table Frust contemplated a six-figure grant to an $80 mitlion develop-
ment program of amajor and well-known university. While this grant
was being revicwed, a sociologist from this same university was advo-
cating in the press the nationalization of hasis business opevations. We
thea asked the president of the institution for the list of items that
made up the total campaign iigure. We found an item in engineering
requiring a grant of $250,000, and elected to fund that program. This
was still an nnrestricted grant with broad benefit, but we did not run
the risk of money going into an area without specification that could
militate against the competitive enterprise system. The expenditure of
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covporate funds for educational grvants must also be defensible to the
shareowners from the stmdpoint of being used productively,

On the positive side, there is opportunity tor the academic com-
munity to'mine some gold it might not otherwise get by working with
business in specialized programs. For exanmple, dose ties developed by
the Olin college-refations function between Atlanta University and
Georgia Tech resulted five vears ago in the development of a dual
degree program in engineering. ‘T'his program engendered support
totatling morc than $1 million from maore than twenty companies plus
the Stoan Foundation. A simitar one in the M.BLA. area was initiated
List year between Navier and Tulane Universities and is on the way ta
being equally successtul,

Having inclnded the students trom the standpoint of productivity,
let us get back now to the institution itself. Dy Eurich, whom [ referred
to carlier. has indicated that we can consider productivity in adminis-
tration voughly as fifty-fitty: fifty per cent taculty and fifty per cent
facilities.

Let us further consider the Faculty sitnation as we would the mana-
gerial and professtonalstattofacompany. Ifwe assume that only those
courses will exist that ave productive from a personal and career devel-
opment standpoint and are pulling theiv weight financially, what ve-
nuins to promote greater praductivity? The concept ot “team teach-
g™ is worthy of consideration. As you mav know, this is i svstem
where the most expensive professors ave assigned to lectures. The
sccond rank consists of preceptors who take students in groups of 30-
35 to discuss lecture matevial informally. Thisidea is not new, Prince-
tor: University has used it for many years. The third group consists of
ttors wiio provide assistance 1o students who need it.

1t is enconvaging to see activity being initiated at individual institu-
tions to mike teacking more productive. One example is the Center
tor the Improvement of Undergraduate Education at Cornell Uni-
versity. A few excerpts from the descriptive folder on the Center
describe its mission well:

s faculty become inareasiigly concerned with improving theincach-
nu, and courses, they frequentt tam o the Center for Improvement of
Undergradaate Education for advice and ditection: Has my project heen
tried before? Where can | gol furtber information? How can 1 tell il my
idea works?

- Develuping methods tor evatuation of teaching and conrses is a pui-
mary concern of the Center. The Cemer Initiates or supponts projects on
the basts of both theit applicabiling 1o the Cornell commanity and the
possibilities of theit saccesfal tmster 10 otuer universities,
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Going to the management of Lacilities, it bothers husiness to see ex-
pensive educationad plants unused tor about a thivd of the calendin
vear, ‘There has been talk for many vears of a trimester system but
there still seeins to be a desive to stick to the old traditton of two tevins.
It would seeny e three terms could provide greater Hexibility for
students and faculty alike and promote maxinum wihization of plant
facilities.

An obvious major investment is the plantitself. which in sotne cases

cmbuaces a substiatind hotel and vestauvant business. With the trend

towiard students living oft canipus, how many empty dovmitovies are
there that might be converted to more productive use rather than
creating move tacilities? ‘Theve are competent specialists who canmake
aveal contribution to etficiency in the food and housing areas.

Fortunately, thereisa rend woward greater udlity in new college and
mniversity buildings and without prostitting the architecture of the
past, there is more building for purpose rather than pomp. As an
exanuple. I sat in on the delibevations velating to a new chemistry
building at MIT during the past vear and was impressed to see the
architect vecotumend a sizable sub-basement for future expansion a
a cost representing one-tweltth of the project—something that conld
uot be done ata later date at any cost,

L invite vour constderation of items in this avea covered in the bro-
chuve 219 Waxs Colleges and Universities are Meeting the Finaucial Pinch,
pul)li\‘hcd Ly the management division of the Academy for Educa-
tivual I)C\clnpnum. Some of thein may irritate vou, others you nay
distuiss as trivial, but |ohink vou will all agree that the concept of con-
sidering such items in detail is catalytic.

I hope my remarks will not be taken as overeritical, Certainly, we
are far from perfectinbusiness atd we are open to ideas or suggestions
fronmi any quarter. Theve is a great interdependence between echuca-
twon aid business—and thevefore, the need to use our forees in co-
operation in a wide vatiety of wavs.
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Liberal Education:
Preparing Tomorrow’s
Business Executives

PETER A BENOLIEL

I an inenview conduced in 19651, AL Whitney Griswold, then
prosident of Yale Univenstty stated. “Polities is not and never can
bhe o seietce, The nan rviace is not that fogical o nert or con-
troflable. Palittes s an wte one that has been called the ot of the
possible. The best possible: preparation for the practice ot this i
is, in wmy opinion. 4 good. sound fiberal education, given relevance
to wordd affairs by taking the world fasr its provinee as it ought o
doanvwan ™!

I would submit that “bisiness nanagement” could be substitoted
tor “politic™ in the above sttement, and i veraciiy woubd remain
unaltered.

It s interesting to note that more eeently, i an article entided
“Plaratism and Diversity i American Higher Education.” Milton
Schiwebell dean and protessor w the graduate school of education,
Rutgers University, contenuds, “One of the challenges o aft our in-
stitutions iy in- planning educational experience that stivs the intel-
ligence and amagination ol students in those conrses that are not
simply the pithwavs to centificationsand income: that s, experience
tHuathits howe.™

The sime thought s echocd again e the recent sty by the
Conmittee tor Econottic Development entitled " 'The Management
and Financing of Colleges.” Six general purposes of higher educa-
tion ave identified, the fivst of which is “Knowledge and the Stim-
ulation ot Lewrning.” T expanding on this goal, it is stated “The
primay function of 4 college or university undergraduate program
is teachingdearning. It is the generation and dissemination of
knowledge and the discipline of the inteflect, {t entails induction
into the uses of reason, the cultivation of critical mntelligence, and
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the stinulation of 4 continuing desive to learn. The full develop-
ment of the individual also requires the refineent of the moral
and aesthetic seusitivities wnd the cultivation of « concern tor hu-
an values,”™

Facl of the above statements reileas a coucern which 1 wish w
develop move tully iu this paper. I would contend that they have
velevance for any undevgraduate student; however, for the pur-
poses of this paper, 1 shall confine my purviess to busitess man-
agement. Pldn and siniple, a libeval education, which I more fully
define later, is the optimal vehicle in wndergraduate years for pre-
paring for a business managetuent career. 1 speak not as an acade-
mician but rather as a piucticing executive who contends daily with
the nuny-faceted challenges of business, utilizing many of the tech-
uiques and disciplines taughtin busiuess schools,

‘The latter remark introduces a concept which 1 think we con-
tinue to lose sight o in assessing the role of educational institutions,
namely, the distinction between education and training—a distine-
tion that goes cleav back to the Latin origins of the two words. The
distinction is useful and important but we are apt to forget it in
talking about the role of educational institutious. It appears to me
that the great bulk of what is today called education is really train-
ing, whether it be in specific professional disciplines such as engi-
neering, medicine and the law, or in more prosaic but no less neces-
sary vocational training.

In no way do I wish to demean or minimize the importance of
training or the role of educational institutions in providing it. My
immediate point is that the majority of our students complete their
undergraduate years under the misconception of being educated,
when in veality they are undergoing sophisticated training. This
brings me to mv central poiut, which is that the undergraduate
vears of a studeut, especially if that studeut wishes a career in busi-
ness management, would most profitably be spent not in taking
business carses teading to a degree but rather in undergoing a
liberal educational expevience.

tt then becomes incumbent upon me not only to define what |
mean by a liberal education but to enumerate those qualities, char-
wcteristics and skills that may be necessary for a fulfilling career
in business management. I must further make a distinction hetween
those characteristics which for the most part are innate and those
which are acquired. Understand, please, that in describing charac-
teristics, I am thinking of those individuals who will rise above
middle management ranks into the levels of top respousibility.
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Necessary Innate Characteristies
1. High degree of inlclligcncc——inlcllccliml curiosity
2. Creativity
3. Goal orientation
4. High energy—drive

5. Leadership capabilities—interpersonal skills,

Aequired Characteristies
1. Problem solving—analytical skills

2. Synthesis capabilitics—ability  to relate scemingly  disparate
factors into a meaningful whote

3. Perspective—ability to maintain a balanced consideration of
fartors—an overview

4. Criticai judgment—in part, a synthesis of the three preceding
characteristics

3. Specific skills acquired through on-the-job training supple-
mented by formalized modes of instruction, induding school
courses, seminars, reading:

Technical—Engineering, Scientific
Financial

Legal

Marketing
Manufacturing—Production
Behavioral Sciences

The abaove is not an all-inclusive list, and theve are arcas where
no sharp distinction can be made between those characteristics ac-
quired and those innate. Further, it may legitimately be doubted
whether the specific skills 1 have enumerated can be acquired on
the basis suggested. 1 differ, and will endeavor to explain why by
submitting my concept of a liberal education.

Let me begin by citing an article, “What Will Becoine of the
Past?” by G. John Roush in Daedalus magazine. In speaking of the
humanities, Roush cites two notions of tradition regarding their
study: one the syncretic, the other the dialectical. The basic idea of
the syncretic tradition is that truth is a “discoverable unity,” much
like the Platonic Ideas. Implicit in this approach to the humanities
is that men through the ages have seen the truth in a manner that
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is essentiaily cither correct or incotrect. It seems to e that this ap-
proach to the teachiug of the humanities has been the predominant
one, The other, the dialedtical tradition, “secks out difterences,
plavs with them, and - demands that men make choices among
them.™ (Does this have a fnniliar ring o those of you in top man-
agement? Is not this one of vainr principal roles?)

Later, Roush contends that “we need to make room on all our
Facidties tor doers as well as thinkers, and we need to devise wavs
toassimilate them. Such a faculty would engage its students in judg-
ing their environment and acting in it and on it. The resulting cur-
riculum would appear problem-oviented, but the problems would
be set by the students themselves, continually vevised and vefined
as the result of a veal dialectic, with teachers, with books, and with
the world. “The problems would certiinly not all be ‘contemporary’
it dhie tsiial scase of the word, but they would retlect the concerns
ot living men.”™

[t should be no secret that T am o proponent of the dialectical
approach to education. And now, what areas of concern should
comprise a liberal education in my definition? Obviously, one cin-
ot quantify it in a specilic manner and be consistent with the
spirit of the dialectical. However, there should be general arcas of
concern to which a stadent might be exposed. and with which the
student should interact.

My ideal student would have exposure 1o the natural sciences,
engincering md/or mathematics, with in-depth study in some spe-
cilic area. This should comprise at least 23 per cent of a student's
undergraduate activity, Such a student should also have an intro-
ductory exposure to the social sciences, and this arca of activity
might occupy as much as fifteen per cent of his time. The balance,
and certaindy o dess than hadf of the student's activiey, should be
in the hunranistic studies, with in-depth imvolvement in at least one

carca. I orecogmze that in any such edwcational process there are
certain clemenis of training as distinet from education, In my ex-
perience, these can be mimimal, and the emphasis should be on a
Socratic, dialectical approach.

Hopefullv, i is not necessany to paint the picture i full o see
that such an educational experience is almost precisely designed to
develop more fully the innate characteristics I previously cited as
necediul for a manager. as well as enabling that individual 1o ac-
quire the alorementioned skills of analysis, synthesis. perception
and aitical judgmem. To put it another wav, 1 strongly contend
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that such a program, designed as it is to expose a person to the
achievements, scientific. technical, political, social, philosophical
and artistic, of great minds past and present. will muoture the heart
and mind of the student, so as 1o incite to tever piteh his curiosity,
increase his ability to assimilate new ideas and skitls, nurture and
sensitize his spiritual, moral and aesthetic sensibilities, and promote
the self-generation ot pevspective and overview. In short, develop
the critical and analviical taculties without dulling that individual's
Vision,

Now it may be fairly asked bow, in fact, such an individual with
o specific skills is able o enter the job market. 1 would subit
that, at entry level, any man: genent or pmlcmnn il position (the
law and medicine c\u'plul) requives very little in the way of skills
that such an individual would not have or could not 1c.t(lll) acquive.
[ speak ot positions ordinarily fitled by newly graduated engineers,
scientists and holders of degrees in business. An honest appraisal
of starting positions would show that they demand very litde in the
way ot technical knowledge that the individual would not already
possess o1 conld not acquire on the job, suppleniented by study. |
contend that merely to train an individual as a mechanical engineer,
as a chemist, o1 in business is to unnecessarily narrow his viston, and
possibly deny him broader hovizons.

To be sure, many individuals, despite such training, go further,
but why not provide the kind ot educational experience that will
enable mote to do soz Griswold, in the aforementioned interview,
stated that the original purpose of educational institutions was to
provide a liberal education. He points out that “as American society
grew in diversity and sizes and in the variety ot its enterprises, it
put an ever-inareasing demand upon all educational institutions o
become service institutions, so that that pant of the original purpose
whicl was 1nuuiu1| in conception, began 1o dominate the whole,
and the majority of people that tatk about education wday talk
about that aspect of it Those who add to that yvecognition of liberal
education as o preparation for tite, as @ way of improving vour
mind and vour soul. making a better individual of vourself are in the
minoriy.”®

The above disassion does have clear implications yegarding cur-
rent attitudes, or if vou will, the mind sets of the academic world

and of business. T suggest consideration ot the lollowing ideas
strongly implied by my views:

The undergraduate degree in business should be ctiminated.
It is not necessary and has Jiule rvelevance to the individual's
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intellectual and spiritual development, let atone what he ov she
will encounter in the business world. This does not mean that
individual courses in finance, accounting. mavketing and dis-
tribution should not be retained tor individuals to tuke as elec-
tves. although my personal predilection is to aveid such
courses in undergraduate vears. This Kind ot material is easily
assimilated later by a well-trained mind.

More extensive tse should e made of cooperative programs
which enable the student to leave the academic world for spe-
cific activities, work or vesearch in the "real world.” There
need not always be w specific relationship between a student’s
acadewmic progranm and his “co-op project.”

. The principal form of academic training for business should

be the graduate M.B.A. programs offered by many institutions.
I would submit that more relevant use of M.B.A. programs
would be made by individuals who have had at least two year's
expeticiice in the business world. In other words, I am sug-
gesting that no one be admitted to business school fresh out of
college.

Greater use should be made by the world of business and in-
dustry of graduate business schools by allowing managers to
take sabbaticals of one month to a year for attending graduate
business courses.

Business and industry should not require that an individual
have a degree in a specific skill in order to gain entry into a
position. It should be a relatively simple matter, through test-
ing and interviewing, to ascertain an individual's capabilities to
adequately perform job entry positions. Adequate provision
should be made by business to enable individuals to supple-
ment their on-the-job training with specific eourses in spe-
citic disciplines.

Business and industry is missing a valuable resource by te-
quiring ihai all people have college degrees before being given
consideration for management positions. There was a time
when a college degree was not a requisite. Now, it has become
tantamount to working papers. This is unfortunate. Individ-
uals with energy, ambition and intellectual capabilities can and
should be given all possible opportunities.

[ realize the above suggestions may be greeted with a great deal
of justifiable skepticism. 1 wish to emphasize that T am quite seri-
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ous about the first three suggestions. The latter three carry with
them many practical problems, not the least of which vevolve
aronund the resources of smaller companies, many of which do not
have the managerial depth awnd tinancial capabilities to support
the kindd ol progriuns suggested.

There has been a marked tendeney among our brightest students
to pursue careers in kaw, government and scientific research in
preference to business management. In many cases, they do so with
a mistaken view that business does not serve the noble ptrrposes em-
bodied i other callings. Tt is not the purpose of this paper to re-
fute such w contention—except to suggest that well-managed busi-
ness enterprises are crucial to the nation's and indeed the world's
soctal, economic and political viability, and [ sayv this in terms of
the quality of human existence.

In today’s world o international trade and the growing activitices
ot the nmltinational enterprise, talented and committed business
leaders wre in - increasing demand. How best to develop them?
Robert Goheen, former president of Princeton University, remarked
several vears ago, “The true basis of a liberal education is its power
to nourish a mind—its ability both to enliven and enlarge a man's
conscions jurisdiction. It seems to draw ont our potential for aware-
ness, fov rationul understanding, and thus o extend our capacitics
for benelicent service, for responsible action, wherever we happen
to find our chosen work,"™?

‘A Whitney Griswold. “Fhe Univensite.” Center for the Study of Democratic nst-
tutions, 1961, p. 21

IMilton Schwebel. “Pluralism and Diversity in American Higher Education,” The 4n-
nali. November 1972, p. Q3

¥The Management and Finanding of Colleges.” Research and Policy Commiteee,
Committee for Feonomic Development. October 1973, p, 19

‘G- John Rovsh, “What Will Become of the Past,” Dardalus, Summer 1969, p. 647

‘Ihid.. p. 652

AL Whitney Griswold, op.die, p. 3 .

Robert Goheen. "Why Teachier-Scholars®™ (Unpublished talk presented in April
1960, in Chicago and New York)
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Education of the

Black Minority and Its Effect
on the National Economy

LUTHER G. BELLINGER

1
Education and Motivation: The Master Key

I originally agreed to speak about “The Education of Minorities and
the National Economny.” But then, as I began to prepare my speech, 1
camie to realize that the topic was too broad. So I am going to confine
myselt to the education of the black minority and its effect on the na-
tional economy. 1 am old enough to have lived through and partici-
pated in the great change that has taken place in black education and
consequently, if some of my remarks are more personal than scholarly,
I hope you will understand.

Letus start talking about black education by considering what forces
motivate a youth to make good grades in high school and enter college.

Itis my belief that, with proper guidance, Blacks and Non-Blacks
alike who have innate ability and motivation will achieve their realistic
goals. The key word here is “realistic.”

When 1was growing up in Blackville, South Cavolina, it was fashion-
able for the teacher to select a few shining examples of Blacks who had
achieved success despite the racial climate of the United States at that
tinte—people like Ralph Bunche und George Washington Carver.

Frankly, I resented thisapproach because itignoved the real facts of
life. At that time, the hope of attending any kind of college at all was
justadistant drean for mie. There was no way I could visualize myself
receiving a Ph.D. degree from Harvard University as Dr Bunche had
done. And as tor Mr Carver, well, it seemed to me that with 300 peanut
products to his credit, he had completely exbausted the possibilities
foradvancementin that field. 1 could notdiscount the achievements of
these outstanding black models, but even then 1 recognized that the
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more limited goals | had in wind had been obtained by only a tiny
minority of Blacks, The great majority of us were still walking behind -
a plow or a broom or a mop.

Today's young Black is more tortunate, He has more hevoes of his
race 1o model hitmself after, like Jackie Robinson and Martin Luther
Kitg. More important, he has his cousin Jim, who linished four years
atan engineering college and has just been hired as an acrodynamicist,
ana s older sister Shirley, who atter two years in college, is an assis-
tant buyer in a department store.

American society onge told the black vouth: “Get a good education
because one day the doors are going to start opening to you and you
want to be readv.” But many of the Blacks who got that education
tound that the only doors that opened for them were those of the ele-
vator they ended up operating. Now we can tell black youth: = t'he
doorsiare open now, butlike anvone else vou stillneed that good educa-
tion 1o get through them.”

But that alone is not enough. Getting through four years of college
involves o lot of hard work and sacrifices for most of us. The black
vouth. whose parents most likely did not attend college, needs addi-
tional motivation, My personal motivation came from a number of ex-
ternal and internal pressures, social, parental and economic, plus a
basic desive to “get ahead.”

Psychologists tell us there are three major forces which directly af-
fect the future aspirations of black youth. They are:

L. The Home. Letus take alook into the bluck home from two van-
tage points. In some instances the child becomes motivated to go to
school and atain high goals in education as a result of the former
deprivation of hisor her parents. Thatisto say, the parents may want
the child to be saved from certain menial tasks which they per-
formed, or the youth may vow to achieve a financial goal so that his
mother won't have to mop anybody's floors but her own, On the
other hand, the chikd may be motivated as a vesult of the high attain-
ments of hicor her parents, His motivation may stem from the fact
that his mom and dad have been and still are high achievers.

2. Prer Groups. 1 believe it is safe to say that all children are in-
fluenced by their associates, and often those associates are day-to-day
competitors. st hasten to add that. as we cite these forces which
affect the education of Blacks, many Non-Blacks will quickly asso-
ciate them with experiences which have occurred in their own do-
main,
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3. Soctal Pressures. Again, we velate this factor to an idea which has
been purveyed to most minorities in the past, ie., the greater the
degree of educational equality, the greater the degree of social ac-
ceptance. in many instances we tend to prove the theory that like
things attract like things and like hehavior ativacts like behavioy.
Of course, we must recognize that there ave exceptions o this theory.
But on the whole we tend to associate ourselves with people who have
like interests and like degrees of accomplishment. For years, ex-
amples of social acceptance have been provided in the area of sports.
While athletics remains a major mixing-pot for the races, there arve
today many, many other areas in which minorities have proven their
capabilities that are equally significant.

In the area of sports, Blacks have gone from spectator to player, to
coach, to manager and general manager. The same can be said of the
hanking industry: we have gone from clerk to teller, cashier, officer, -
vice president. president—in some instances major stockholder. In
the field of industry, minorities have likewise registered significant
achievements, And in politics one now finds itditficult to keep the score
card on the number of black legislators on the local, state and national
scenc. All of these achievements can be related to motivation and edu-
cation and the desire and preparation to obtain high goals and objec-
tives.

Now, are we being successtul in motivating black youths to attend
college? The answer is “yes and no.”

Since 1963, the carliest year that survey data on Blacks were avail-
able, there has been a notable increase in college attendance by Blacks.
In 1965, ten per cent of young Blacks, [8-24 years old, were enrolled
in college. In 1971, the figure had climbed to eighteen pev cent.

That figure remains far betow the non-black college enrolment rate.
But here is a statistic that shows the great value that even the poorest
Blacks are coming to place on a college education. Twelve per centof
the blacks enrolled in college in 1970 came trom families whose in-
comes were under $3000, as comparved with only about two per cent
of the whites in a comparable group.

Gains have also been noted in the proportion of blacks completing
high school. By 1971, about three-fifths of young black people were
completing high school, and the drop-out rate fell from fourteen per
cent in 1970 to eleven per centin 1971,

So [ think we can conclude that motivating the black youth toward
a college education remains a problem, but we are gaining ground on
it yearly.
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The Black Student in America’s Colleges Today.

Now that we have awakened the black youth's desire to attend col-
lege, let us take a look at where he is likely to go.

According to the latest inforation published by the National Alli-
ance of Businessmen, there are ninety predominantly Negro colleges
and universities. These ninety iustitutions have served and still serve
as the main institutions which Blacks attend for collegiate training.
They have provided that segmentof our population with the basic funt-
damentals needed to attain certain goals and objectives in the field of
cducation. 1 do not mean in any way to ntinimize the contribution of
non-winority schools. They too provide an important avenue of ad-
vancement for minorities. But I cannot overemphasize the important
role the ninety predominantly Negro colleges and universities have
plaved. Many of these institutions have adopted the slogan *A mind is
aterrible thing to waste,” and believe me when Ltell you that they put
forth every eltort to see to it that they salvage the mind of every child
who enters their doors.

In 1970, less than half of the black undergraduate students were
enrolled in institutions which were predominantly minority. Butin the
south, where the nujority of the black colleges and students ave lo-
cated, 65 per cent of black undergraduate students still attend insti-
tutions which ave predominantly black.

These figures do great credit to the administration and faculty of
American colleges. Many have set up wonderful scholarships and pro-
grams to recruit and hold black students. But still the large majority
of black high school students are not going on to college.

As youknow, major emplovers in business and industry are reguired
by federal directive to operate under affirmative action plans for hiring
and upgrading minority workers. just as most of you vperate under
affirniative action plans for your staffs. Each vear the employer and
representatives of the federal government agree to minority hiring
and upgrading goals. Nearly four years ago, my company, McDonnell
Douglas Corporation, set up the first such affirmative action plaw in the
nation underthe then new federal guidelines. Since then we have with-
out fail met our annual goals to hire and promote minority engineers,
draftsmen, administrators, clerks and so forth, This is not a token pro-
gram. We have increased our minovity employment in that period
front 11.5 per centto 14 per cent, despite a substantial reduction in our
over-all employment fevel.
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Contained in most of these plans are action-oriented programs,
whichioften include programs designed to share with colleges speciic
cmployment needs and programs designed to help colleges produce
gradwittes to meet spee ihic conplovment needs, Also we make extensive
college recruiting trips to find the miny new employees thatacorpora-
tion of 80.000 personnel vequires. [t is heve that we often come upon
shortages ot minority college recruits in some disciplines.

[ sometimes wish someone would set up a kind of atfinmative action
plan for college students to help assure an owput of qualified minority
applicants for the jobs we have available,

Many colleges are alveady doing an excellent job in this regard.
Others, Ihelieve, could do better. 1 find it especially galling to have my
industry or my company criticized as being insensitive to the needs of
Blacks by a representative of a college that has a miniscule minority
cnrolment.

SAmerican industry’s business is manufacturing goods and providing
services. We can train a riveter, but we cannot manufacture an engi-
neer, i scientist, i lawver ora Master of Busittess Administration. That
is the job of colleges and universities. These are the people who will
eventually hold the top positiotts in industry. The ranks of minorities
possessing these titles will increase in industry only as rapidly as the
colleges make them available to us,

In general, what kind of college graduate is industry secking? We
look for people who have the basic skills of English, mathematics,
science and social studies. We are as happy with someone who has
studied Swahilias with someone who has studied French. A knowledge
of mijor black writevs is great, as long as the student is also familiar
with major writers of other races. A minor in so-catled black studies
1s fine, but we might have trouble plading someone who majored in
that subject.

Now what does black education have to do with the United States
economy’?
1
Black Education and s Effect on the National Economy

Black incorne is vising dramatically in the United States. Between
1960 and 1970 the munber of better-paving jobs held by Blacks in-
creased 72 per cent. ‘The 1970 census showed that about one-fourth
of the 4.8 million black families in the United States had annual in-
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comes of S10.000 or moere. Lhis compares ta tewer than one-tenth in
19640,

Economically, American Blacks now have what might be termed a
“gross national product” exceeding that of nany wation-states, Their
ceotioic power puts them ahead of conntries ke Australia, Sweden,
Brasit and Spain.

Now which cones fivst, the chickeror the egge? Are black eorolments
i college vising becanse Blacks” income is going up or is black income
going up because more Blacks are graduoating from college? Ahmost
certainly we can condlude that itis 1he latter—especdally when we re-
call those carltier statistios ibout the Lirge numbers of Blucks inccollege
from tamilies with onder $3000 incomes,

Agam, American colleges deserve a great deal of credit for making
scholarships available to needy students, and American industry and
business deserves kudos fov financing many other scholinships.

But fooking at it another wav, Amevican colleges and industry arve
really aating i theiv own bestintevests. The growing nunber of black
college stucderas today, many of them supported by scholarships, will
become the growing black middle class of tomorrow,

While many of them went to college atsomeone else’s expense, they
willbe paving the wav of their childven, cither through tuition or taxes.
Thus vou are tapping a vich new vein of prospective students of the
huture, just at a time when a declining birth vate places a big question
mark over the future of many calleges.

The pav-ott for Ainerican hisiness is obvious also. The strength of
the Hlack consumer market has been exemplified by the high percent-
age of Blacks totl income thatwent for certain major houselhokd iterus,
According 1o the Census Burean data for 1971, for example, the aver-
age black expenditure for new caus was more than 73 per cent higher
than that of Non-Blaeks who had an income of $15.000. The demand
by Blacks for most houaschold items has increased astronomically since
1968, These items include such things as golf” eyuipnient, boats,
watches, power Lliwn-mowers, color TV, tape recorders and hoe
treesers, One of the reasons given is that during the period 1960-1970
the proportion of Blacks owning homes increased about thirey percent
while that of Non-Blacks ineveased by only twenty per ceut,

Then, too, we must take into account that, with incowe parity, many
Blacks have now moved into what we call the affluent society. And
being members of the atfiuent society, many Blacks are now buving
virious goods and services for the Hiest time. We should note, however,
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that those Blacks who have experienced higher incomes for longer
periods of time have different buying habits than those of the newer
menbers. For example, it is less likely to find a Black whose income
has been high fora given period ot time investing large sums of money
in new cars,

This, of course, points to the factthat all Blacks do not shave the sante
buying habits. Neither do they shave, in many instances, the same pref-
erences among goods and services. But they do insist that the key to
success is motivation and education. Blacks have made a dynamic im-
piact both in the field of education and as consumers. In the field of
business and industry they are now able to enter into the higher job
categorices, given sufticient education and training.

Finally, we note that, whether one is minority or non-minority, we
only ask "I vou work for a man, in heaven's e work for him. If he
pays you wages which supply you with bread and butter, work for him;
speak weldl of him; stand by him and stand by the institution he repre-
sents. I pat to a pinch, an ounce of loyalty is worth a pound of clever-
niess. Iyou must vilify, condemn and eternally disparage—resign your
position and, when you are outside, damn to your heart's content, but
as long as you are part of the institation, do not condemn it. If you do
that, you are loosening the tendrils that are holding you to the instit-
tion, and at the first high wind that comes along. you will be uprooted
and blown away, and probably you will never know the reason why.”
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Can Management Strategy
Save the Private Sector?

DIRCK BARHYDT

The subject assigned to me both awes me and could seem confusing
to me—the latter tor thiee reasons:

First, one can consider the question, as worded, entirely within the
sphere of interest in which vou operate—educational institutions.

Or. one am consider the question, as worded, entirely within the
sphere of intevest in which 1 operate—capitalism.

Or. one cantconsider the question, as wordecd, to be ina combination
of both spheres.

In fact. Thope tobe able to demaonstrate to you that both our spheres
ot interest, or worlds, ave in the same universe and as such cannot be
sepavited it either is to survive, much less continue o prosper and
HIOW.

Perhaps. we can best get at the question by parsing it (I have saved
that word for vou since my freshman high school Latin comse). The
question seems to me to break into three parts.

Management Strategy. Uthink we can alf agree that “strategy” means
“longrange planming.” but how about the qualifying adjective “nran-
agement”s Do we mean “business management” or “college manage-
ment” or both? They have differences and similarities in that

. Protessional background experience for one is often quite dif-
terent tham for the other.
2. The primary products are quite ditferent:

a. In your case, providing vour students with an improved
intellectual curiosity, with the by-products, perhaps, of personal
character, technical research capacity, and so forth;

b. Inour case, the product is principally added capital, with by-
products, sometimes growth in emplovees personal character,
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intellectual cuviosity, et (We seeny, at st glanee to have a
greater similaity in by-products thantin princuy products.)

A The unit of meastine for success—

a0 hovowr case, the degree ot incrcased intellecraal avaresiess
and auiosity achieved individually and collectively in as many of
vour cluges as possible—whiclvoften takes vears 1o measure:

b. 1o our case, the amount ol nercased capitad added, as mea-
sured in dollars—which can be vecorded almost immediately,

+ The most obvious similarity, 1 suppose. is that we both five in a
world ot casb dolfars and budgets. and witlu the same pressures
ou both—aneh. 1 suspect. the same agouies at “budget time.”

Now, belove continnting with owr parsing. let us go back and com-
ment onwhat 1 have said so Tav, Thave notedeertain few of probably
iany simlarities and dissimilarities between college management and
business management. Please tow note that husiness management is
totallv dependent on college mauagement if it is to survive.

Biosiness nuongement requires avinereasing flow of voung people
who are creative (e, have intellectual curiosity), and husiness numage-
ment elters in total a wider range of outlets for creativity, in more
diverse wavs, foran individualthanany other profession [ ean think of.

The snccesstul business exeative does not just take advice from his
Laswver. He must understand what his lawver is saving so that he can
cvaluate the alternatives and make the final decision. The successful
business executive must understand the theory behind a new chemical
process; ar other technical development, so that he can evaluate its
conuercial possibitities wid make the final decision. The successtul
business exceutive unist understand new accounting techniques so that
he canevaluate alternate uses of capital and make the hnal decisions.
The successfal business executive practices the it of logic, and tost
are areative ar expressing themselves in writing and speech. The suce-
cessfal business exeantive st be a competent analvst of all these
diverse skills and factors in order o weigh them together. And finally,
the successtul business executive must understand hurman frailties and
strengths ina great measuie, both to successfully navket his products
and ideas and to lead a team of people who usuzlly have differing
points of Jiew to a common goal. Where else can an individual find
such a diverse ontlet fov intellect?

Business management is dependent on college management for
such futire executives. Although few husiness exccutives stang as exe-
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cutives, the hasic disesse intellectual ability usually comes ttom their
format or coltege education.

Now back to parsing ew question:

The Private Sector. Again this can mean ditterent things in vour coms-
munity than in mine,

Perhaps to vou the private sector is that group ol private colleges
with little yestraint on cwrriculun as compazed with public instinutionss
whichare onwcourse of study 1aled partially by governmentd decree.
Or pethaps ithrings to mind other problems of competition with pub-
Ho nniversities, such as funding from private Foundations, and whumni
or alumnac giving, versus govermment appropriations with theit en-
cutbering estyictions. Perhaps inall instances the kuter case means
tovour some timitation on the vapid advancement of new coneepts in
mteHecnal developruent,

Toayin business, the privite sector is that torm of economic activity
where aeation of capital is the vealistic goal, with suceess dependent
upon iadividual crenivity or expression. To be sure the private sector
is abways somewhat encumbered by government regufations (though
all regulations are not necessavily bad). For example, we have manu-
Lacturing campanies such as wine in contrast with NASA, oy private
wdliny companies versus municipal utility companies @l of which en-
gage i business activity),

I both instances (education and business) the distinction is not et-
tivety cleay i that there ave many relative degtees of government en-
cumbrance in botlt colleges wnd businesses. However, 1 believe a
greater degree of diverse intellectual cutiosity can be wade manitest
when theye ds alesser degree of governmental regulation on cither the
college scene or the business seene,

This is not to be interpreted as mcaning that we do not want laws.
O country was tounded as a nation of Taw, and Gdthough it has been
alittte hard 1o recognize at some fevels during this past vear) Luust we
all believe it should continue to be a nation ot kaw. Rather, Tam talking
about regulitions written within the faw—whether, as a public college
soue are prohibited from making availible o new, worthwhile and
tmtely course offering because of vestrictions on the use of vour fund-
g, or whether we inbusiness are prohibited from bringing forth, tor
example, CATV tn @ community because of the political vagavies of
burcaucratic regulation. Chere is in each case oo litde vegind to the
commercial or intelleciual needs ad values of the people each group
serves.
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Lt seems toine that in trying to define “private sector” for our two
worlds, we find the converse of o coneluding notation in defining

“management strategy,” but primarily for the same reason. Namely,

despite similarities and dissimilarities, the colleges arve extremely
dependent on business to gain as much independence from govern-
ment reguiation as possible. On the surtace, you might think that 1say
this because I favor private funding resulting 1 ym a healthy cconomy
rather than dependence on government tunding—a fact which is cer-
tinly important, but not the paramount reason.

The more important veason relates to the last two words of the ques-
Hon we are parsing.

Can save. We see today an increasing number of our young people
clecting courses of action or careers which do not challenge their
mental capabilities. theveby robbing this nation of the creativity which
they might provide, It is not only your responsibility to increase intel-
lectial cuviosity among onr young people but also to leave them with
asense of doing something cveative with their intellect for our society.
As noted before, business offers these challenges. and 1 believe the
colleges need help in directing their young people into this challenge,
the young people whom, in turn, we both must count onto save the pri-
vate sector. )

Iwill notgo into adiscussion here and now on why our young people
quit college, decline to enter a contributing career, go live on a moun-
tain, hitch-hike for a career, ete. And 1 have nothing against those
selections per se. 1 merely note the problem of atfluence, which seems
to be destroying profit motivation—a motivation which we are not re-
placing. Let it suffice to say that this waste of tatent which the country
needs in order to survive occurs to a greater extent today than it did,
say, twenty years ago. With an expanded economy and all its problems,
we need those people who cin contribute even move today.

I would like to summarize what I consider to be the single most im-
portant aspect of what I have noted thus far. Whether we are consid-
ering management strategy for college or for business, and whether
we are considering the private sector as college or as business, there
is a great interdependence between the two—namely, that business
needs more young people of creative intellectuat ability and colleges
need more stimulating and attractive goals to which to direct their
talented young people. Our mutual success in putting this creative
young talent together with this need for creativity can save the private
sector, and also provide more funding for independence in colleges,
and more responsible business action for greater independence from
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poorly considered regulation. Now, can managensent strategy on both
our parts stimulate these exciting challenges for our voung people?

Clearly, we can get the most improvement by working together,
since the goal is et

First, let us ook at soie facets of the thinking of today's young
peaple.

L They are more svinpathetic than catlier genevations toward less
forrunate people.

2. Many more of them and from more diverse backgrounds than
ever belore ¢an obtain education and intellectual stivlation at
colleges and universities.

3. They foru carlier i life some very strong {olten poorly based)
opinions about their environment which are difficult to shitke
(or which camnot be shaken without adverse emotional effects),

4. Thevare notasinclined to follow the exatples or desives of their
parents, or perlaps any ofder adults,

.-
-

Few ofthem really understand that the creation of capital benefhits
all nnkind, not just the executive. or even nwore wuportantly
what the creation of capital is. (1t is confused with personal prot-
i)

6. Fewer still recognize that the businessman i Aevica has a
greater divect eftect onthe fortunes of more of the less fortunate
peaple in this countey than any other profession,

Against that background we have to get the following message 1o
them., “We the colleges will stant stimulating vou. we the businessmen
will keep stinuudating vou, for as long and as far as you want to and can
go—for the good of mankind and our environent.”

Some further thoughts conte to mind.

. Introduce into your history and sociology or other appropriate
COUTSES, NOT Just cconomies conrses, a greater emphasis on the place of
capital creation inour society, and for the society, and how it has really
worked and can work—uot just for the business leader but with an
especial emphasis on what it has done and can do for all people in
Our society,

2. When talking to students about the unpleasant aspects of busi-
ness (ie. the I'CT affair, the nilk scandal, ete.) be objective and point
out that these are isolated incidents. I fear a non-objective approach
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on this subject by some political science teachers and others, And Lan
sad that the personal profit motividion of a few businessmen has over-
shadowed the diverse business ohjectives of the many.

3. Point out that a greater number of husiness vepresentatives do-
nate their services on bospital boards, school anid college boards, etc.
than anv ather profession. At least that is my expericnee in Waterbuy,
Connecticut.

+ Fuphasize the intellectial RESPONSIBILITY of the business
niny,

50 And fhualhvinvite eloguent butuinderstimding and realistic husi-
ness leaders to come and talk to bothusindents and faculty, particofarly
on the subject of the high and diverse degree of intellectual stimulation
required inand provided by business, which is in almost all cases
landied with avery high level of morality.

This cas be part of our management strategy md it can be asstat to
saving ol privite sector to evervone's benedit.
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[mplications of Statewide
Planning and Coordination

WAL TS HILL, R

ltis alwavs dangerons o generalize=—never more so than with state-

wide planning and coordination. Untortunately, generaliztion is
sometines winavoidable s in this instancey when it will be used pri-
marily o separate the essential trom the dess essential areas under
consideration,

Stitewide coopdination will take place. 'The question is whether it
will he inposed a the state or the federal level, or whether it wifl result
matwradly from the operation of market torces, i.e. whether the pres-
stres of supplvand demand will hring about coodination. Coordina-
tion now tukes plice to some extent at all three levels. Today we see
coordination taking place primarily at the stue level, but there is no
gaavantee that it will cominoe to do sodn the futtye, To the contrary,
there isstrong evidence to indicae thit nurket forees will play the key
role in Future coordination.

[he problems that seem constantly to plague statewide coorvdina-
ton may be due in considerable measure toatendoney tor state coor-
dinating agencies to iguore or attempt to oppose market torces. The
anguisliover cost-induced taition inercases is one example. “Uniform”
tenwne policies is anothier. One possibility is that, in anatempt to solve
these problets, stite coordinating agencies will iry to completelv seal
oft eductional poficies trom market forces. (Whether or not the
policvinakers explicitly realize that that is what they e doing is
another question.y Attempts to ignore or oppose market lovees will be
chravacterized by temporasy succcssess ones which cary within thems-
selves the seeds of then own reversals. Thev will also result in what
burcancratic phvasemakers like to call “interesting times,”

At aliernative response to the problens which Lace statewide coor-
dintting agendies would e ta take explicitaccountot macket torces atud
petmit thent o assist in solving problems. Perhaps this is too muach o
expect i this tine.
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The Basis of State Coordmation

If the question of coordination at the federallevel and by the market
mayv be putaside fov fater consideration, attention can be given to coor-
dination at the state level. Today the printe emphasis on coordination
is nsuadly found ac che state tevel. Four types are familiar.

First is voluntary coordination by institutions; i.c., there is no state
agency charged with the coordination vesponsibility. This is possible in
ondy a few spavsely populated states with few educational institutions,
most of which are public institutions. "This approach is generally inef-
fective. In reality, coordination is imposed indirectly through state
appropriations.

Second, there are state planning and coordinating agencies. By defini-
tion, gpordinating agencies kack control over budget making and insti-
tutional budgets. Most statewide planning and coordination is at-
tempted by such agencies. Often theiv efforts retlect a legislative out-
look, 1.c.. they tend to give the public interest primacy on those
occasions when public interests conflict with institutional interests.
They generally are not very eftective because they lack the power to
enforce coordination.

The third approach is the satecide governing board which has the
power to planand coordinate. Statewide boards of control are increas-
myg i number. Generally they already are or soon will become institu-
tionally controlled and oriented.

Finally, there is divect legislative eoordination. 1n the absence of ef-
fective coordination elsewheve, legiskuures are torced to assume the
role of coordinator {consciousiy or unconsciously) when making ap-
propriations to individual institutions,

Thereare notable exceptions, but these generalizations at least illus-
trate the vange of possibilities in statewide coordination.

The mplications of cach type of coordination at the state level ave
very difterent tor ditterent sectors of the educational community. For
example, the tvpical state planning and coordinating agency which
lacks budger conwof and thusany real power)isfikedv o generate plan-
ning recommendations which are viewed by the public institutions as
being a threat e, asinvasions of their autonomy. On the other hand,
the nonpublic sector is fikelv o find support from such agendies—even
though it nin be of limited ettectiveness—in that coordinating agen-
cesottenseek to ind wan s tor astate to take advantage of unused space
i private instinations, However, sitce these agencies typically fack
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sufticient power or influence to inplement then reconmmendations in
the face of strong appasition from the public sector, their concernover
the private sector usually has limited practical beuetits.

By contrast. the statewide governing board (which by detinitiou hias
planning and coordinating responsibilities plus control over the bud-
ge) has the power to unplement its recommendanions, {t seldon has
the ovientation to do so. Few take a systenmwide viewpoint, at least not
toward asystem whictincludes noupublic as weltlas public institutions.
Realizing the potential influence and power ot such statewide govern-
ing boards. the public institutions, especially the prestigious public
universities, seek to gain control over them. Usuilly they are success-
ful. Asarvesult itis rare for skiewide governing boards to make recoms-
mendations which are likely to juerease the ability ¢ the noupublic
nstitntions to compece with the public sector. Such boavds ave under-
standably toath to recommend financial support tor nonpublic institu-
tions or strdents attending thens. The tendeney is tor statewide govern-
iy boards to be spokesnmen tor the interests of the public institntions
cvert when those interests mav be seen by others to contlict with the
public interest.!

Flaving made these generatizations—ased many morve could be wade
—the real question is whether there is much to be gained by adetailed
review of the implications of cach type of state-level coordination of
public, private and proprictary institutions, 1tis suggested that further
genceratization way be counterproductive, Le. may tead to couclusions
which, though they may be accurate when sy eraged across karge num-
bers of states aud institutions, are grossly inaccnate in respect to how
aspeaitic policy i aspecific state affects aspecific mstitution. To put it
another wav, only an examination of particulin cases in their own
nnique cavivonment iy ikelv to he productive ot good public policy.
This is becattse state coordinating boards and theiv general sitnations
are suthiciewly homogencous that itis the differences in the problems
they tace that e of policy intevest.

Whatappears to hold greater promise is anesamination of planning
and coovdination at the federat level. and coovdination by market
forces.

Federal Coordination

Fedecal planning and coordination buas great impact due to the fever-
age inherent i federal tunds. In tact the levevage s fav greater than
the proportion ot the education bill paid at the tederal level. The fed-
eral impact, nevertheless, is smalter than icmight be, becaunse it is na-
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tional policy to minimize tederal divection of statewide or institutional
planning and coovdination masmuch as theve is agrowing trend to-
ward divecting federal funds to students (as in the Basic Opportunity
Grant and/or threough state coordinating boards (as in the " 1202 con-
missions™ legislation). The basic tedevad posture is o enconrage of-
tective state planning aud coordination and, whethey intention &'v ov
uot, to enable market forees to play a lavger vole in coordiidion than
dt present,

Fhere are other views ot the tederal postare which conflice with this
view,

Changes in Financing Patterm

Betore examining planniug and coovdination based ou ket
tovces, it is first necessary to exptore those changes in the pattern of
finanding postsccondury education which ave likely to make minket
forces asignificant it not the dominant fictor incthe near futwre, The
firstand most signilicant change in the financing pattern miy well be
the shift in fegislative attitudes relating to who should pav tor post-
sccondary edncation. Tn the past the concept has been that the pablic
benetit from education is so great that past student generatons should
be taxed to pay signiticant portious of the postsecondary education
costs of students {provided, of course. that they attend public institu-
tions). Current vescarch hasraised great doubts as to the extentof pub-
lic benetit—doubtas to who really pavs the bill aud who reatly benefits.
Whether the existing approach is equitable or effective in achieving
national goals iy indoubt. Moveover, as holders of undergraduate and
graduate degrees find that they are not commauding the salaries they
expected, considerable doubt is also being raised as to whether the
private henedits of o eollege education are equial to the costs, even atter
wny subsidy is deducted.

This narked decrease inehe high salae tormerls pluced on the pub-
tic and private benetits of a college education, coupled with increased
demand tor move emphasis on vocational education, noneducational
pressnres for tax dollurs, decreasing demand for college admission,
andamyyiad of other factors, have caused the old question o be asked
againwith inereasing frequency : Who should pay fovapostseconda v
education—-the sident or society =™ The answer being giveu today is
increasingly weighted toward the stndentand away from sodetv—at
least i tevms of the percentage disteibution of costs.

The inost obvious example of this trewd is the great increase i Ced-
cral and tedevallv-subsidized Toans to postsecondiary students it the
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past decade. The current "hot™ behind-the-scenes topic of discussion,
tncome contingent foans, is one consequence of ctforts to make the
ever-inereasing linandial burden being placed on students more equit-
able (and more aceeptable),

Greater acceptabitity of loans lowers pressives for non-repavable
grants {or the student requiring tinancial assistance-~and means that a
greater prapottion of the costol education will he boyne by the student
insteadd of society.

T'he desivability of this trend is not at issue bere. What is important
is to recognize thatitis aotrend and that we must come to grips with its
itnplications.

Asecond tundamental change in financing patterus growsout of the
first change. Ttis the trend o finanee students on the basis of need
rather than 1o liaace institntions on the hasts of muoubers. Maost
noticeable atthe tederal fevel. it is now being given serions discussion
at the state level The shorthand statement is “atd to students” rather
than "aid o institiens,”

Consider the implications of such a policy change. Where imples
mented, it means that public institutions have o raise their taitions
oftset revenues lost when tax dothars are redivected o aid to stndents.
These taiton increases do not rellect changes in instractional costs
butrather changes in the ronte through which public monies artive at
institutions, (We niglt call sach tuition increases “revenue-induced™
to distinguish them from the “cost-indaced” tuition inereases men-
tioned cartier) Even it faculty salavies amd other cost componems of
postsecondary education were te remain anclunged., there is consicd-
erable scope tor revenue-induaced taition increases,

Such tuition mareases will tequire more student aid, And o the
extent thae student aid is given divectly to the student rather than in-
divecthy st an institution—i.e.. to the extent that aid follows the stu-
dent, not the institutton—the eftect of students’ choices on the instin-
tions is greath increased, By dhie same token, to the extent that tition
mcreases at public institutions narrow the wition did ferential between
prblie and privite institutions, the private sector's financial plight is
greath reduced. The priviate insimuion’s ability 1o compete in the
unketplace is grewtds enbineed.,

There are other significant trends which point to plawming and co-
ordiationin the fatare based iereasingly on market forees, But state-
wide plaming is far fronr ended in the shorttermi, Which will come 1o
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deninate i the loug term-=statewide planning aud coovdination or
riarket coordination—-is tar from decided.

The Short-Tevm Strengthenmng of Statewide Coordination

Fhe imporance of statewide planning and coordination appears
destined to increase-=at feastin the shortterm. While a treud is not yet
well established, there is some evidence that an inereasing number of
state legistatures will move to strengtheu state planning . ad coordina-
tion by turning state coovdinating agendies into governing boards.
Likewise, theve is much evidence thar these strengthened boards will
be charged withibroader vesponsibilities thancat present. Their respou-
sibilities are most likely to be extended w incdlude the planning aud
coordination of state tax resources directed to private colleges and to
Imancal assistance to state residents attending private institutions.

1t tunding tor the 1202 commissions called tor in the federal Edu-
cation Amendments of 1972 is provided, states witlbe required 1o con-
solidate statewide planning and coovdination into one ageney tor all
tspes of postsecondary education—ypublic, private and proprictary—
i ovder 1o gain access to cer ain federal funds. Tuaddition wo the 1202
comnissiotts, there are other coordinatiug ettorts now authorized but
asvetuntunded, suchus incentives to states for comprehensive student
fruandial aid programs and education opportunity information centers.
Whether they will come into being seems o hinge fargely upon who
wins the behind-the-scenes struggle between the public colleges and
universities and the state legistators.

‘The public colleges do not want strong starewide planning and co-
ordination agencies unless they cancontrol them, while state fegistators
moereasingly insist that there muastbe statewide plaming ind coordina-
tion which indudes consideration of the private sector, Fhe pnblic
cducatiopl institutions have won the batde wo date. Whether they will
wit thein wav in the futine remains to be seen.

Such wars canalwavs be won by legislative forees if thev choose, tor
they contralappropriations. Indeed the altimate poswer over all public
wnstitutions fies i the hands of legislators in both a political and an
ceonomic sense. Indirectly, tis is often true tor nonpublic instittions
as wellosinee what the public sedio does can determine the fate of the
private sector. Whether legistators will strengthen statewide planning
and coordination in the fiear tern (ov move wore toward ket coor-
dination) is Lngel dependent on how well postsecondanry education
and state coordimators work together to resolve educational problens
i the veavsimmediateds alicad, T problems such as the financial pligit
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of private colleges, decreases in demand for coltege education, in-
adequate student aid, proliferation of degree programs and faculty
unonization are not significanty veduced. itis likely that statewide
plaming and coordinating agencies will be given inereased power over
the mission, progrant and budget of public and private institutions,
Suchia trend seems well established at least for the vears nnmediately
ahead.

I in warn, the strengthened agency which has become a board of
control then fuils to succeed in significantdy reducing sowe of these
problems {and most are difficult it not impossible to solve withm the
existing finavcing scheme and political clinsate), state legislanies aud
the Congress may choose not o continue the statewide agency ap-
proach. hustead they may select trom among several velatively radical
alternatives related p:mmn]) to financing.

Two of these radicat alternatives fall in the “never-never-land ™ cate-
gory. One is full funding of the costs of postsecondary education, i.e.,
free education? There appears no chance of this bemg adopted. 1tis
politically and economicatly unrealistic even when contined to the elim-
ination of tiition charges. Moreover, this approach would bankvupt
the private sectov,

Atthe other extrene is full-cost tauinon without i fully funded stu-
dentaid program. This is equally wiacceptable onsocial, cconomicind
political grounds,

Witat is mast probable is an approach which conbines significant
increases in tuiton at public schools with avedirection of the govern-
mentl revenues formerly going into taition subsidies 1o grants to
stidents bused on need. When conbined with increased loans to stu-
deats, thisapproach would permit elimination of the ccononzic bavviers
to postsecondary education immediately, Cuarrent veseardh indicates
this can be done without any additional tay dollars being vequired.?

Suchan alternative to the present fimancial pattero has many appar-
ent advaniages—and poses many threars to the status quo. Among
thet are:

—the cost differential between public and nonpublic institutions
would be greatdy narrowed. (Thisisseenasdesirable by the private
sectov—and as an anathema by the public.)

—increased competition for students between the public and the
nonpublic sector (as a reside of more equal charges 10 students)
would increase cost-effective utilization of education rvesonrces,
(For example. increased envolments in private institutions might
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be expected whiche in trn, would reduee the need for expansion
i the public sector, at signilicant savings to the taxpaver, There
iy no need tspell out who would favor and who oppose such a
result)

—cntoftrents in pastsecondany edueation would inercase doe to the
clinmation o cconomic barriers. (Both sectors shonld suppont
this resultn

—=aecess o postsecondary education forall would be based on eriteria
other than abilite o pavs e ondie snitability of the institution o
the stdentimd vice versi (Some institutions woud deplove the
ctiect on them it it were negative, as it would bein o mumber ol
HIsLntees.)

Fherene many other chiimed advintages which the increasing body
ol 1escanch appears o support, Perhaps there is no better indicator
that the vescarchresuits are telling than the recent attacks by vivinally
Al the national educational assodiations representing state coffeges sand
universities on the reports ot the Conmiittee for Feonomic Develop-
iment. the Carnegie Commission and the College Entrance Examina-
tion Board, allof which, divectdy orindirectdy, call for significant tition
ncreases at public insimgons, aid © private instittons and fully
funded stadent fiancial aid, !

[t is not the purpose of this paper to debate the desitabilies of in-
craasing tton at publicinstitations inorder to Cally fund a combined
grantloan stadent aid program which would eliminate econosice bar-
Hers to postsecandary education. But it is necessary to recognize the
attracnveness ot the concept to state legisluures and the Congress,
Especiallvis thas troe it sach a financing approach would requive no
merease m tas daollars,

Lhe pointto be made here is that there are alternatives available o
legishative hodies other than greater centvalization in statewide plan-
ntgwnd coordinaing agencies oy areturn to the near anarchy of inde-
pendent budgers bor cach public institution, Le., where the legishane,
not the coovdinating agency. does the comdimating,

Mearker-Daveeted Coordination and Dinesation

There is wothid alternative 1o statewide coordination or aninchy,
the one desaribed previousdy, which would leenanval man ket forces do
the coordinating. Ao approach to fimcing postsecondary education
which mcorporated near tult-cost taition aned full funding of student
tancialiad needs would pevantsupply and denand to impact on stu-
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denesand, through tham, impact oninstitadons. Thcstudent were -
sined o access to the requisite inancing, and the costs to students were
comparable tor comparable programs at public and nonpublic institu-
tions, the student's choice o institetion wouklhe hased on swhether the
program oftered met his parceived needs amud whether e coubd gain
alnmaassion. Those institutions which were attractive o students wontd
prosper. Those which were it would cither have tomodify theiv pro-
grans or face dosing their doors.,

This alternative sould undee all institutions subject tomarket forces
aml would not require tegiskuive or agencv-directed statewide plan-
ning aiel coovdination, Thivis the ke point of thes paper. In ctfect, thete
would be natonal coordination by the mavket in that, il taidon more
neardy rellected true costs, public institutions wonld not be bound by
artificial barriers, such as in-state and out-ot=state tition, which re-
duce the pool ol students fram which they might draw, Likewise, fully
funded stndent aid would increase the size of the national pool trom
which cnolment could be drawn tor botle public and nonpublic insti-
tutions.

Uhe pointbeing made here isthat national manpower requirements
are reflecred i the pay availible to persons with various skills. In ten,
the supply of personswith thie desired skills would e velated to the cost
olobtaming those shitls vather than velated primarily to today s ol
clallv low charges at public instintions which seldom bear e relation-
ship to true costs,

Toillusirate. there isvashortage of doctors ivgehy because the cost of
clucting a doctor isso great that society las not heen willing to expand
the spaces in medical schools to meet the demand. Charging near tall
costoand providing atlthe boancial aid vequived, wonld give the wedi-
cal schools access o the revenues requived to permit them to expand
cnvolments unal the supply of doctors inareased to the point where
densand swas sadislied, To similin Tashton. it permitted to, the market
would coordinate cducationat opportanities not just lor doctors but for
teachers and all other disciplines and professions as welll Rescareh
might well contine e ar state and mational fevels an manpower requite-
ment projections and other intormation requisite to a planning hase.
But cabrinstitution would be asautonomousas the market would per-
mit, Le.sitwould have o pluy how besttosecare for itselt soshare of the
market.

Moy addidoral ithstrations conld be given to support the conten-
tion that mar ket torces, it pormitted w operate with muach greater Iree-
dom than todas, might wetl eliminate both the need and the possibility
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ol statewide planning and coordination.

Currenttrends-—narrowing the tition gap between public and pri-
vate instiations, student aid inoreasingls based o ueed, increasing
amounts of studentaid,” increased emphasis on aid to students rather
than institutions, cutbacks in Yederal suppert i the graduoate level,
congressionadly funded studiesto determine the true cost of education,
stuclies of alternative approaches o funding postsecondary education
—-afl these point to the selection of new approiches to financing post-
sccondary ednaition in which market forces will provide the coordina-
tion rather than statewide planning and coordinating bodies.

Accompanying these new finimcing approaches, the direction of
which is clear, even it the specitic approaches to be selected are not,
would be two radical changes. First, the student, not society, would
ultimately bear a grealy inareased portion of the cast of his post-
secondary edncinion—although the bulk of these costs might be de-
terred througl wse of luans as a inancing vehicle, Second, the educa-
tion svstent would be tansformed frony one which operated in large
puart without effective planning and coordination to one which would
be planned and coordinated by the market.

The Baste € hoices

ERIC

Aruitoxt provided by Eic:

There appearto be two basic choices facing postsecondary education
tocav. Neither perniits vetention of the statas quo.

The firstis to make statewide planning and coordinationwork so welt
as to obyviate the necessity of changing the present financing system.
This alternative would Teast disturh the present system. Given the
history of opposition by the public sector to effective statewide coordi-
mation wirich gives primacy to the public interest when it conflicts with
institutional interests. the probabilities of this alternative being selected
appears suadl, Given the cavrent trends, the time may already have
passed when this option was open,

The second option is to et the marketplace do the coordimation,
Fhis approach wonld gready disturb the public sector, for itwould Jose
its competitive price advantage. It could cause profound changes in
postsecondary education, both public and nonpublic. not all of which
would ultimately prove 1o have heen desivable. Near full-cost tuition,
witht the accompanimentof fullor near full tunding of stud ent financial
aid requirements, seems the dear direction in which the pattern of
financing postsecondany education is moving. The nonpublic sector,
the taxpaver and the student stand 1o benefit from dhis trend.
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These are some ot the most important implications of sttewide
planning and coordination. They have veceived listle public attention
in the past. They will be in the toretront tomorrow. And well they
should be.

Challenges and Opportunities

The outcome is as vet unclear. Wihis waton s wndeed i the process
ot moving to market coordination of postsecondary education, to pric-
ing education so as o reflect true cost, to hmancing studems rather
thaninstitutions, then pmmmml wy educition is in for greater change
than it has ever known. To some. such (lmng' will be w threat, To
others, change witl mean new opportunities. The choice both public
and nonpublic sectors inpst nake when reviewing the potential impuct
of the coming changes is “Will we be so traumatized by the pereeived
threats that we e unable to grasp the real opportanities?”™ To permit
this to happen would be tragic,

Hitinghe pubbcinterest toexpand spaces in public institations when there ste campa
spaces i companabile nanpablic institatoos s lable atlowe:s cost o the raspasees?

States el finanee mstitatons By mmbers of stadents with ligde o1 no vegard
for the socio-economic status of the stadents “Fagual treatment” too obten means vgual
doflars evetr where need is poequal.

See #8 and #90 atachivd biblographs.

Msee #8 and #0in attched biblograpin.

‘Carrent loan deaeases ave temporans and unisntended
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Modernizing the Liberal Arts:
A View {rom Industry

JTAMES A, JOSEPH

With critics on every comer, the university is i desperate need of
tricnds, To ensure that my own allegianees are placed in proper per-
spectiveat the very outset. Twant to begin by restating what the Hebrew
prophets and Greek philosophers knew so well. The effective eritic
nnastaba bewservant while the conmmitted servant must also be aeritic,
My orelationship to the imiversity, theretore, has alwavs been one of
servant-ore,

It s not possible 1o alk about modernizing the liberal arts 10 meet
the demands of the cighties without fivst leoking at several of the key
challenges which willinBuence education in the nextiwo decades of the
twenticth century, The first of these is what social analvsts are begin-
ning to call the loss of American independence.

One of the ally significant movements ol the tast three centuries
of world history has been theaceelerated development of independent
nation states. Despite the tedhnological advances in coimnunication
which seemto Le making ome world a global village. the pursuit of na-
tionat independence has contimeed without significant imerrupizon,
The nation-state has prosided the capacity tor self-assertion, the re-
source for dizuits and ashared sense of connnisity.

But suddenly, thisis heginning 1o change, The United States, which
has enjoved o greater degree of maional independence than most na-
tions, stands out as an example of what is happening.

Itis now acliably prediced thar by 1985 we will be importing well
over half of owr petroleam and wilt be prinacily dependenton impores
tor nine ot the thin teen basic minerals reguired by amodern industrial
cconomy, We are being told tin “somenme in the next ten to Glteen
vears we will make the transition from an essentially self-sutlicient
oty to—at least in ternmns of raw materid—a dependent country.”

The End of An Era

We who have so long thoughe of aurselves as a “have” nation in a
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world of "have-nots,” must now face the economic, social, political and
cducational consequences of hecoming a “have-not.” We who make up
siv per cent of the world's people must now face the consequences of
consuming one-third of the world' s resources, We who have often heen
arrogant in our obsession with nationalism must now leinrn o think
trasnationallv, We who, as i predominantly white nation, have been
preocenpied with Europe nmst now show vespect tor the black and
brown peoples of Atrvicaand Asia whoare sitting on the petrolenmand
selective minerals we need. Inshort, we bave come to the end ofan era,
Our atllnence and techuology will no longer buy us pre-cminence in
the world. We must now learn to live as co-equals.

Thetvuonmaotthis forced awwreness ot the world's intevdependence
is the result o Dmany factors, but onr colleges and universities must cer-
tainlyiaccept their shave of the blame. Ieis ondy recendy that they have
begun to retlect the diversity of our own national heritage, not to men-
tion the inareasing diversity of people ontside owr houndavies who
were ultimatelv o imtluence our destiny, When we spoke in the 19605 of
an urban and Luter an envivonmental erisis we were talking about na-
tonal solutions. The crises of the seventies do not tend themselves to
nationid solutions. For the United States this means rethinking the
wiy it which we relate to the rest of the world. For the educationad
mstitution it means farmore than modernizing the libeval ats in some
abstract sense. Somcone must now grapple with the question “what
does it mean to be an edoncational institution e an era of mereasing
interdependence across national boundaries?”

But we will have trouble deating with this question because we have
not vet dealt effectively with defining the natuve and purpose of the
natinnastate. Fhe American people bave not vet decided whether the
essence of the state is power or authoritv: should government be pri-
marilv a power dispenser or o service agenev?

[tis ironic thatmany of those who hiave had a paranoid fear of social-
ism are the very people who have ended up Tnitilling the predicionsof
Kard Marx? They have used politics both as an arganized machinery
tor the oppression of the undercliss and as an excuse forthe repression
of those who dare to oppose them. '

The choices betore us are almost like choosing between Kar Mary
and Max Weber. Butonr problenyis notsomuch the existence of aper-
vasive dualism in the mtetlectual tradition as it is the selection of an
appropriate balunce which will operationalize normative standards of
conduct. both here ar home and abroad.
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The Neo-Vocationalism

When one tuens specitically to the wniversity it becomes clear that
oncof the most critical chiallenges to modernizing the liberal arts comes
from the neo-vocationalism now in vogue. Reportilter report points
out how mch the mood of university stadents has changed—a mood
which is veinforced by asodiety grown weary of social eritics and te-
tormers. Let us ook at some of the reasons for the new vocationalism,

VoA conservative approach to ranquillity. Many people believe that the
campuses willbe calmitthe students will onlv see education as primarily
preparation for useful work. ‘Fhey ave, therefore. satisfied with the
mcreasing emphasis on acquiving a marketable skill,

Avadical approach to utititarianism. The slogan is “join the system
inonder to transtormit.” Some stwedents are arguing that they need to
leann how the svstem works in order o overthrow it This is an increas-
ing view of black students in predominantly white colleges. Trisa view
based on the practical wility of knowledge in developing social change
stth-systenss,

3. A wew vervon of relevance. "Fhe new vocationalism represents, tor
some students, asshift froma preoccupation with making society better
to an itdividaalistic concern with building a personal future.

- The wew desive for cortitude. There is asense of certitude and assur-
ance which comes trom identification with a specific profession. Some
students are therefore responding to changing boundaries and the
sense of transienee with a drive tor certitude, fixity and the feeling of
permanence which comes with a fixed cuoeer. But lhv\ train for single
competencies rather than learning how o lean—f; ulmq to see thay
the very idea of certitude is a mvih.

A reactunt to the pereetved impotence of the iberal arts. 'The emphasis
ot a narrow specialty has led some students to look for a mae hn-
manistic and himanizing education. In the past. the liberal arts often
produced the cevtified expert who, while he had no vocational skills,
assunied @ monopoly on some aspect of clissic truth, In addition, the
emphasis on problem-identitication tather than problem-sohuion
hrought students to @ new consciousness abont the world's evils but
they were unable to contiibnie to their eradicatton.

Another major problem confronting eftforts to modernize the liberal
arts is the uncertainty about the appropriate content of nnh. Wha
tmth s 1o be passed on and whit is to be discarded? In short, what is
worth teaching? Ix education a joint enterprise involving pa ticipatory
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learning between senior and junior scholars or s it the vehicle For truans-
mitting parochial vatoes and caltutabassimptions by those who assume
a knowledge monopolv:

Perter Schragis tond of saving that “when the university and its schol-
ats lostits tmonopoly as disseminators of news and ideas, theiy alo be-
gany 1o tarnish, What naining and the Bible did o the ehmrech, mass
medic did to the uaniversity.” Other arities ave asked, “What do the
professars know that isn't gecessible o anvone who can travel, read.
turn on the taber™ This problews was particalatly evident in the Tae
siaties. Political scicnce professors tricd to el their students about civil
liherties, habeas cot pus, searchand seizare but the students said, " No,
that's not the way it was it Selnag at the Pentagon, or in Chicago,™

Eryenitvouwere with it—assomie ol us thought we were—and taughit
acontse onnomviolence or the historv ot stavery incthe Western Hemis-
phere, these subjeces ook onaspecial Kind of reatisndfor those students
who had persanatis naced the tootsteps of tuuasway saves in the caves
of Jamaicror examined the dingeons on the shores of West Afvici.

Sothe monopoly onthe partof the professovand the mystique about
how one learns are hoth gone. Yet the erisis of content in education is
cvercdeeper than that, The Renaissanee emphasis oncreason and the
excessive dependetice omman’s mind—a sense not only that the would
was knowable but that men needed only o be introduced o the besty
ideas of the past—has led to a neglect of an essential part of man, We
have been fin o interested in the development of competencee iniso-
Lation and not enougly in the development ot comprassion, We have
been so preaccupied with what aoman kiows that we have neglected
low he fecls. Soo many people are unable to cope with the present
realinn where combuiers do the reasoning while huwmnan beings el

e is no swrprise that students are tatking about conmunal reluion-
ships and self-consciotsness, White some of the more tomantic have
lipped bhack to sisthecentiny mvsticism, some of the others are dab-
bling in a more modernized version, Modernizing the iberatm s most
involve acapproactuto the whole nman: nund, body and soud.

Now we conte 1o the heatof the matter—what is the putpose of the
liberalares: The asseriion that “ve shall know the trath, and the trath
shall make vou free™ i still the best rationate 1 know fon libervad edaca-
tion. But trath is not a narrow spedialiy i psvcbology, engineering oy
business administration. Neitherisitrestricied to Westernmetaphsics,
Trathisa process—an “untoldingness™ w hich manicalation inacoflege
ot a utiivensity is supposed to facilitate, not fulfil,
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Freedomis an equaltly dsnamic concept. The teath dadsetsnen free
isa freedom for something as well as from something. T'he truth tiber-
ates, So whatwe inindusts should expect of the dibeval aves is the tib-
cration of the mind. What we shonld be Tooking for inowr recruiting is
whole persons—-amatmn e, well-adjusted men and wonen ot chivacter
who antidentify with onr objectives: people who hinve asense of iden-
tty which will sustain them against the diveat of anonymity——gualities
which e often more importnt than specific skills.

Somoderizing the liberat in s o meet the denvands of the cighties
may men going agadnst the conent of the new vocationalisny w find an
appropricte halanee between the undergraduate student who sees hime
selfas simphy preparing tor aovocudon and the gradiaee student who
searches unceasingly tor knowledge simply for knowledge's sake tand,
madentatly, that clusive Ph.DL)

Some medieval schobirs were walled inta prevent contaniination by
the expenentud, But nowalls could be constructed tocontain the truth,
Nowalls could give Westerman @ monopoly on hnth. No walls could
heep the black and the poor from wanting in—uot just into the nstitu-
tions but into the curricalum and the sodat ethos of the academic mar-
kerpliace.

White, westeinmonopoly s atits end. The old assamption tha cul-
ture wasaumitany concept divided between higher and ower cultures,
with Westens vaduesat the peak ot the hicrarchn is now obsolete, T will
1o longer be possible to reach history withont pointing out that when
Anglo-Saxon cultre was at ins towest ebb Atricins ot unusual sophist-
cation developed highly sophisticated political, cconomic and cafinral
sVstenis.

The Credentinding Mhvth

Phe era of the aniversing s monopols of the viedentiading processis
also atan end. Om universities lune helped to areate acredential-con-
scions society i swhich cnplovers are more interested incaan’s cre-
dentials thinin what he can do. more intevested in where he went to
school than i what he knows. A the fine between the aniversity and
the test ol society becomes increasingly blunred, the mvihy ot a knowl-
cdge monopolv witl disappear. This mae be a blessing in disguise. Pro-
fessors will have to devote fess time 1o disseminating adormation and
mo e time to Challenging people to think,

[tis now obvicusthatmany Americans wontld prefer thatuniversities
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stuck to disseminating information. A thinking personistoo frequently
adissatistied pevson. He will have beenexposed to enough of the great-
1ness o the past, and the possibilities ofalternative futures, to renuin in
a pernaneut tension with the status qua. His idea of the good hite vy
have come from the Old Testameut prophets. His capacity for ad-
vanced inagining way lave been intluenced by the dveams of Martin
Luther King. His conrmitment to hnuanizing social instinttions may
have been influenced by Albert Cannus. His concept of beauty way
have cowe fromGreek philosnphy, ov his view of Twian potential way
have come from Teilhard de Cliardin, Wherever he has gotten it, the
very exposure wakes him restless in the presence ol those who would
settle tor life as it is rather thanas it could be.

Perhaps should be candid aud warn vou that industry is beginuing
to think that the university no longer has i imcuopoly as a source of its
talented manpower. Itis not hecause we have dropped our standards
for determining quality. 1tis simply that the qualities we seek are also
cultiviited inother places. Seveval years ago, Dr. Louis Buight, Assistant
LS. Comuissiouer of Education, veleased the surprising finding that,
in large cities where figures weve available, drop-outs had highevaver-
age 1Q scores thun high school graduates. Add this to the increasing
assertion that many learn far wore fav faster in the outside world than
within educatoual institutions, and oue has to question whether -
dustry has been looking i the vight place for its managetent supply.

This isouly one of the many danger signals now flashing in persounel
deparnuents throughout industry, The signals vewtind us that some-
thmg is out of ph we. As Marshall McLuhan sought to winn us iu the
sixties, by the time the children of that decade becone college grad-
uates (if college "graduation™ then exists), education as we now know
it may be only a wemory, More swiftly than even Mcl.uhan vealized,
the evavof dazzling speciadization which divided knowledge iuto neat
cowpattinenits: became an obsotescent artifact. Fragentation wnd
sieness are being replaced by a desive for wholeuess, diversity aud
self-understinding.

The sumof the watteris this: Madernize but do notabaudon. Liberal
arts can wo Jouger assume that Western society has a nonopoly on
teath, Education wust veflect the diversity of our hevitage. Blacks, cli-
canos, wonten aud peace studies ave alsw part of the libeval arts: aud so
is the individual's seavch fov self-definition and self-futfilivent. Fav o
wany professional persous are indifferent to the larger social questious.
They have been preoccupied with teainiug for ajob and they have not
trined thenselves for alife—alife of caving, concernand compassion.
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All too often, the other person is an object to be acted upon profes-
sionally rather than @ person to be embraced and fulfilled.

Despite the public eriticisms and the budget problemns, these e
great times to be associated with universities. The exciting times to live
in have afways been those moments when the social fabric was most
threatened. This is why the Greek philosophers and the Hebrew pro-
phets still stir memories in our blood. In the midst of what Reinhold
Niehuhr called “the shaking of the foundations,” they were excited at
having heen born, Camis wasvight, “history may perhaps have anend:
but our sk is not to terminate it but to create it.”

O

ERIC 155

Aruitoxt provided by Eic:



Narrowing the Gap in
Charges Between Public
and Private Institutions

JOUN D MILLETTY

Utake it that there is noneed o demonstrate the existence ol a
sizable gap benween the tuition darges of public and private insti-
tutions in this countey. Fhe gap is a Tact of life in Amercan higher
cducaion. Morcover, the gap has tended 1o hecome more and
more notkedble inorecent vears, Phere are some private colleges
and nniversities in the United Stes where the tition charges in
OT4-70 will exceed 83500 for the regular academic vear, Although
tuition chivges at public institutions are also tending 1o inerease,
there are onlv o tew dostitutions where the charges now have
reached S12000 a0 vear: at some public insttutions the taition
chatges are now approaching S000 a vear: and there are stilh many
public instntutions where the charges are considerably lower.

Perhaps some attenion shoukd be directed o the reason why this
sub tantial gap exists, [t seems o me that there are at least two
basic tuctors which have produced the gap. 1 do not inchude here
the general erease in higher education costs which has occinrred
since the end of World War L particulaly since [958 Both public
and private institwtions of” higher education have experienced this
merease, and cach sector has wsed inereases in Faculty salanes in
the other as one of many explimations why these increased expen-
cdhittres were necvessary.

The two principal forees at work to canse this gap in tuition
clurges between the public and private institations are, first the ten-
deney for some private institntions to spend more tor instruction
than the public institutions tend o spend, and secondly, the fun-
damental diftference in the sources of instructional mcomne for pub-
lic and private institutions, T want to concentriate my attention here
upon the costs and the fimncing ot instruction. There is not much
fundamental ditference between public and private institutions in
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the costs and Amancing ob rescarch, of public service, or ol auosil-
wny services induding huercoltegiate athleties, The matter of the
contsand fmancing ot studem aid calls for separate conuuent.

The magjor insttuctional costs of @ public o private institution of
higher education lie we expenditires for departmental nstraction
and rescarch. Aad the most imporiou Brors insdetermining these
deparomental expenditures e the number of faculty positions and
the average facolty compemsation. TEwe assume tha average Taculty
compensationt vavies onlv minimally Lenween pablic and  private
istitations of the sate general tpes then we way look tor dit-
ferences in the number of facalty positions.,

My own studies, observation and experience tetl e that in the
bewer knowuand often better endowed private colleges ind univer-
sities the student-facaly ratiois agood deal fower than it is i pub-
Hic institutions, Ie s not winnsual o tind o stadent-tacalty rato o
cleven or twelve 1o one i certain private institations, and it s not
unsual to find a o stadent-Fuoubiy ratio ol twety o one ine public
institutions, Morcover, T have noticed that public universities have
tended to ke fir e estensive use of graduate students as
part-tinne teaching issistints tor undergradnate instrocton than do
the private woiversities. In any event, the costs ol inspruction in
some private cotleges and vaiversities are substantialty higher than
are the costs o instruction in public higher education, and this dif-
ference resudts i large measare fron o difterence in mstructional
practice at the undevgraduate level The privace imstaation fras
nsisted with some justittcanon that it oltered the student more iu-
dividual areention than did the puoblic istiation, This has been
true, but it Tas also meant a dilterence i coste inclhuding a ditfer-
ctice 1t cost o the stadent,

The second nuportant force which has created this gap in -
itiont charges to students is the ditference inthe method of financing
instructional costs. Fvencin the many privive colleges and universi-
ties, especially i wban wreas, where the studeat-faculty ratio s
comparable o that prevailing in public institations, there stifl ve-
ntins e gap in taition charges. The expliation is simple. Fssen-
tadly, the costs o instructien are fusniced from two gjor souvces
i both the public and the private insttation. The difference in
these two soutces of income constitutes the tundamental difference
between the public and the private institutions,

For the public instittion the costs of undergraduate instruction
in general inthis counury are financed about 63 per cent from state
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government approprictions and about 35 per cent from tuition
charges to students. For the private institution the costs of under-
graduate instruction in general in this country are financed aboumt
75 per cent from charges to students and about 25 per cemt from
phiimthropy, including endowment income and contributed ser-
vices. Thus, it” the costs of undergraditite instruction were almost
the same for both public and private institutions, as they are in
some circumstances. the tuition charges wondd have to be more
than twice as great at the private institution, since it derives more
than twice as much of its instructional income from tuition charges
than does the public institution.

A word about the costs of student aid s in order at this point,
The June 1973 report of the Carnegie Commission on Higher Edu-
cation dealing with the purposes and performance of higher educa-
tion has yeminded all of us that one of the major purposes of our
colleges and universities is educational justice. We may define edu-
cational justice as equality of educational opportunity or as equality
of access to hgher education regardless of sex, race, religion, na-
tional origin or sotio-cconomic status. It seems to me that both
public and private institutions of higher education are equally com-
mitted to this purpose. But the costs of achieving this goal are con-
stantly rising for both public and private institutions as tiition and
other charges to students continue te rise. The great gap in tuition
charges between the public and the private instinition is making
it ever more expensive for the private college 1o achieve educational
Jistice inits admission and enrolment of students. There is a sub-
stantial array of financial data which clearly demonstrate this fact,

Moreover, many governmental otficials as well as concerned citi-
sens co not realize that government-linanced student aid programs
today do not meet the costs of endeavoring to achieve educational
Justice. Only about seventy per cent of all student aid expenditires
by all colleges and universities are being met trom government and
other carmarked sources of income. The remainder is being fi-
nanced from general income, and the administrators of both public
add private insntutions report that theur expenditures for sudent
aid do not meet acarrent needs for such aid.

Before [leave this subjecr of cdsts of instruction and their financ-
ing. I should mention one other item. In many private colleges and
universities, the overhead costs per student are higher than at pub-
lic institutions because of the smaltler envolment size of the private
insntution. A farger enrvolment size does create certain economies
of scale for the public institution insofar as overhead costs are con-
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cerned. Many private institutions could reduce theiy costs per stu-
dent it they would enrol more students. 1t we assume that the
instructional plant is avadlable and that student housing is not a
problem—two considerable assumptions for many private instite-
tions—then the private college or university, in order to envol more
students, nwust change its admission standavds, find new kinds of
students, or obtain additional income tor student wid. Perhaps the
private college or university may need o do all three.

At this point thew it is appropriate to begin to consider what can
and should be done about tnis gap in teition charges between the
public and the private institution of higher education. "The fivst 1s-
sue obvioushy is the question whether or not any public or private
action is desivable in order to nawrow this gap. Is the gap bad? 1s
the gap matter which shonld coneern federal government legis-
Lators and adntinistrators, state government legistators and adminis-
trators, and public university presidents themselves? 1 think the
answer to these gquestions s ves, and T speak from the vimtage
point of one who has been hoth a state university president and
the chancellor of a state board of higher education.

Let me add here that on two diffevent occasions duving 1973 1
met with legislative feaders and higher education administeators in
two different state capitals, one in New England and one in a west
centval state. In both of these discussions the question was asked:
why should a state government provide financial assistance to a pri-
vate college or university? The question was not Ao but vy, And
in both instunces. the legishative leaders were svmpathetic to the
ilea of financial assistance. What they wanted was arguments to
convinee fcllow legishtors and the voters of the state.

My answer was necessavily both pragmatic and philosophical. 1
Thave deale with {egiskators over nineteen vears andd T am well aware
that pragnugic comsiderations oy far move weight thim phito-
sophical considerations. The reason is not that legislators do not
think: the reason is that fegistators and voters tend to avoid ideolog-
ical argament simph because ideologies divide rather than unite
hoth legislators and voters. 1 wish there were morve persons, some
in high position, who undevstood this basic proposition of Ameri-
can political life.

The pragmatic Gose For nanowing the gap in tuition charges be-
tween public and private institutions of higher cducation is just this,
As of the autumn of 1973 approximately 2,300,000 students out of
nine miflion were carolled in private colleges and universities, 1f
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private colleges and universities were to dose their doors, these
stalents would not disappesr trom our higher education scene.
They would seek o emol in public institutions. Even move likely,
the nustees of the private college or universiv. would have litde
choice except to ofter the assets and the liabilities of the private
institution te the state govermnent of the state in which they hap-
pen to be located.

To be sure. it may be argued that there is no imminent danger
that kuge numbers of private colleges and universities e likely to
fail financidly. 1, for one, do not shave this optimism. Nov do 1 see
how anvone who has read the lide book by Willam WL Jellema
published in 1973 can share this optimisnn,. During mv eight vears
as chancellor of Ohio, [ was involved in the transter ot three dit-
terent institutions: from private to public status and in beginning
state fimancial aid 1o a fowth private insitation. And 1 had grave
worries about the survival capacity of several other private institu-
tions. One of these has toundered and has turned its assets and
liabilities over to a state university since ettt Ohio in 1972, 1 am
sure the same Kind ob story in ditterent detail could be old i a
good many other states.

am well aware that there is some argument about the propo-
sition that high taition charges at private institutions have been a
positive cconomic toree in ercouraging students to enrol in public
wstitutions. 1 believe that there is cmpivical evidence of such an
ceonomie torce, and 1 think vou will find this evidence not just in
the crrolment trends of the past ten veavs but even more in the
cnrolment experiance of private colleges and aniversities in ntajor
wban aveas when new public colleges and universities were opened
or wete enlavged in these arcas,

[f private colleges and universities were to cease thelr operation,
the tax bhurden ot higher education costs borne by state govern-
ments would be increased throughout the United States by approx-
unately three billion dollas. According 1o the data of Dr M M.
Chambers for the carrent bscal vear 1973-7-1, our fifty state govern-
ments have appropriated over ten billion dollars of state tax funds
in support of all state government programs in the held of higher
cducation. I this budger we 1o be increased by thirty per cent,
the tax bindens of state taxp: cors wordd be substantially increased.
Or the sate governments might decide to continue their appropria-
tion of ten bilhon doflars, with some small increments, and 1o
spread the total wmwunt over all the enlarged nusmber of students.
The consequence would then be a comiderable reduction in expen-
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ditwre per student by all public institntions or a considerable in-
crease i the proportion of instructional costs paid by students
public institutions.

Fhere is an alternmive 1w these possibihittes and that is tor state
govermments to take positive action to narrow the gap in tuition
charges between puablic and private institations as an economic in-
centive to encowige enrolment at private institutions and to help
presevve their fimancial viabihity, Betore I nnm to this subjeet of how
to narrow the tuition gap, however, et me sav o tew words about
the philosophical argument in Enor of narrowing this gap. In an
audicnee of higher education practitioners, some philosophy ought
not to be out ot order.

The basie political philosopliy of the United States s 4 comniit-
ment to liberal democriaeoy, i this contest “liberat™ means a0 govern-
ment whicle shares power and activity. i society with non-govein-
mental institutions and noo-governmental enterprises. Liberal also
nieatts o« governnent which acknowledges limitations w ity power—-
limitations in tenns of personal liberties protected tog the citizen
ated Tiimitations in terms of the scope of awhorine exerdged by gov-
crinment. And in this context “democrany™ means goviynment of
the people, by the people, for the people wha constitae e national
soCiety.

I we accept this commitment to liberal democracy as a public
philosopliv, then we must sk what refevance such a public philos-
ophy has tor the social institnion of higher educanon. And the
logical response, T would inaintain, s that such a public philosophy
attaches great impo tance 1o the cominued existence and welbare of
private colleges and amversities alongside of poblic colleges and
universities, T this win, there continues to be w plesalism ot power
and of activiy within the social insthgtion of higher cducation, em-
bracing both public and privite enterprises. and there continues 1o
he some clement of choice tor the indisidual between i public en-
terprise and a private enterprise in higher education. 1 happen to
believe that the preservaton of phiraliscnn and choice within our
virions sockal institations is essentia to the preservaton of Tiberal
democracy.

H tor reasons of pragmatic self-intevest and for veasons of phito-
saphical self-interest we think the presenvation of a privite sector in
higher cducation is vital, then we must of course inquive further
about the means available tor tarrowing the wition gap. Fhere has
been a great deal of wrgument in vecent months abowt the question
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of weaus as a vesult of the publication of the CED teport on the
unnagewent aml financing of colleges aud the publication of the
Carnegie Commission report on who should pay how much for
higher educaton instruction. Both reports expressed voncern about
the gap in taition charges between public and private higher edu-
cation, and both vepouts proposed that the gap be navvowed by
increasing tuition charges at public wstitutions. Needless o say,
these proposals have been strongly criticized by sonme 6.7 wiillion
students who would be atfected by them and by spokesmen tov
public colleges and universities. T must add here a word of appre-
ciation for the evidence thus provided by college students that when
it comes to paving highev charges they belave just like all of us of
an older generation.

But there are alternatives to the procedave of incveasing tuition
chavges at public institutions. For the innuediate future, the choice
I personatly advocate is a sute government subsidy to private col-
teges aud universities for cach Fulltime-equivalent undergraduate
student resident ot the state, wnounting to one-halt of the average
state appropriation per full-time undergraduate student at a state uni-
versity, This subsidy would be paid under a contractual agreement
betweena private college ov univevsity and astate board of highev edu-
cation, specifving that eighty per cent of the subsidy would be used by
the private institution o reduce its tition charge to the student and
twenty per cent would be a subsidy for the instructional costs of the
institution, There is one state government which has a student aid pro-
gram based upon financial need similar to the preposal which 1 aw
niking heve. Fbelieve it would be iove desirable to have a progranof
this kind for all students regardless of need. We do not apply a needs
test to enrolment in public colleges and universities, and 1 see no justi-
fiable reason to apply a ueeds test for students wha receive a par-
tal subsidy in order to enrol in a non-sectarian private college or
miversity,

There ave other choices also open. When T Ind a hand incdevel-
oping a studeut aid program e OQhio in {969, T recomuended that
theve be two ditferent levels of finandal aid to undergraduate stu-
dents, one level at iustitutions with annual tition charges below
S1000 and a wuch higher level (nwice as high) at institutions charg-
ing over S1000 a vear. Another approach to the student aid for-
muala is w calculate the ol clurges to students at an institation
and then subtract the expected faily and pevsonal contribution in
ordev o arvive at a need fgure. In this approach the larger tuition
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charges at private colleges and nniversities will be reflected in the
higher total costs @ student must be able 1 meet in order 1o enrol
at a private institution. Still anoiher arrangement is the divect sub-
sidy to a private college or university, as is provided under the so-
valted Bundy law of New York enacted in 1968, Presumably such
an arcangement teduces the pressures upon a private coflege or
university to increase charges to students,

There wre, accordingly, several adternative wavs of narrowing the
tidon gap bewween public and private institutdons other than in-
creasing charges at public institutions. The defect in all these ather
approaches is obvious. They all vequive state govermments to spend
nore woney than they cunrently spend tor higher education pur-
poses. The advantage in raising the wition charges at public insti-
ttions is that it may cost the state taxpaver litde or nothing in the
way of increased taxation. While the higher wition proposal out-
rages students and officials at state universities, it does not outrage
the state taxpaver.

B is often overlooked that proposals to inerease taition charges
at public colleges and universities are based upon two propositions,
One is that a substantiad proportion of the students envolled in a
public college or university come from families whose incomes are
i the upper half and indeed inthe highest quartile ot family in-
comes in this country, As a general proposition, 1 have learned
from experience that, as a public institution becomes more highly
selective in ity adinission of students, the higher becomes the level
of famil income for the students who are enrolled. The other prop-
osition is that any action to increase tuition charges at public insti-
tutions must be accompanied by a studentaid program for suidents
from lower-income families, especially students from families whose
annmual income falls below the median family income in the country.

State university presidents are feartul that, as taition charges are
ncreased, student ald programs will not keep pace with the higher
costs to students. This is o pertectly proper fear, In Ohio, in 1969,
1971 and T believe, again in 1373, this concern was at least partially
alleviated by including the stdent aid formula in the appropriation
Taws which fixed levels of state subsidy to public institutions of
higher education and which prescribed the level of student cliarges
public mstitutions might 6ix. 1 would also point out that, should
stite universities expect to obtain any financial advintage from the
substantial increase in federal funding of basic opportunity grants
in the academic year 1974.75, as provided for in the Fiscal 1974
HEW appropriation signed by President Nixotr on 19 Deceniber
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FO73, they will have to obtain this advantage by mcreasing theiy
tuition charges to students. There nny be some additional advao-
tage realized by public institutions throngh ceducing or climinating
the commitments to student aid now made from the general funds
of these public colleges and universities,

But 1 wish to conchude these observaiions with o vervodifferent
kind o} comment. Let me begin by v\prc\\im, mh (li\'d])l)()illlll)(ll(
andd disinay that this whole \Lll)|ul of murowing the gap in tuition
charges between public and pn\.llv instinuions shoutd have en-
gendered so much corvent inhimosity: between state universities aned
their brethren institatdons in the private sector, T have been astaue
umiversity: president and G state government higher education ot-
ficer, and T am well acguainted with the outstancling services ren-
deved by public institutions ot higher education 1o their students
and o societys But as the graduate of a privice Biberal arts college
and of a4 major private rescavch uiversitv, which 1 oatso had the
privilege of serving as o professor tor cight vears, Iam convineed
ot the important contmbutons made by our private colleges aud
mnvensities to students, o society and 1o public higher eduadion.

Just as 1 bhelieve condhict between different state universities is un-

tortunate and self-defeatng, so I helieve that conthict between state
universities and prisate colleges and universities can ondy be unfor-
tinate and seli-defeating.

But betore this contlict develops a tull-head of steam-——assuming
thae the contlict has not ver reached such dimensions——I would fike
to suggest that bath puhlu and pn\.m stitutions of higher educa-
tou have o muoch more important issue to address, and it both
sectors of higher education have an equal stake in this issue. At an
cducationidd seminar Last Odtober in Wiashington, where 1 owas dis-
cussing the saime issues proesented o this paper. one panticipant
ashed me whethier or not I i given anvy thonght o the possibitity
that a student hinandial aid progran based upon expected parentd
contiibution might be unconstitutional. Inc particudar, this possibility
arises in every state where cighteen vears hias now been dechred by
Eaw to be the age of nugorine. Tresponded that T had given some
thought to this possibility hut considered the eventuality sutticientdy
remote to sty postponenient ob cunent concern with the matter,

Now, three months kuer, T have come 1o believe that my response
wis wrong. [ have been warmed by persens whase judgment on this
atter T respect that there s o reasonable probabilite that within
tvo vaus we shall e comnt dedsions holding that any Lo or
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practice basing haucial aid to students upon o vequired parental
contrilnition is unconstitutional as a denial of equal protection of
the Laws, 1 this winning should be borne out by events. everv single
student will have to be considered as an individueat familyv i for
whom no parental conribution ol suppore can be demanded by an
inxtitution of higher education or by an ageney of government,

In these drcnmstinees the entive struaure of stdent miton
charges at public and at private institutions ot higher education will
be threatened, The wition charges can remain as they now are
Ined, hat access to higher education will he vestricted to those stu-
denis who cn atford from their onn personal resomces and those
of their sponse o meet these charges. And ol conrse parents mav
e vohintaris asist their sons and daughiters o weet tition and other
conts. Govermments and insttations may assist students in meeting
tottion ad ather costse provided diat a parenal contribution s not
requited i a prerequisite of such assistanee.

Frhink 10 is time now for public and private instmtions 1o join
together i a coveful exploration ot this possible circnmstance which
mavin fact confront them in the new futme. One leading ceono-
mist of higher education huancing suggested o me recentds that
he now behieves the only constitutionally acceprable sardent aud pro-
gram by government would be a general stdent loan program,
mcluding an income conimgent loan program. This may or may
not be the case, but certainlv the mplications need coetul sody
and the requirements of an expanded student loan endeavor need
cuctut developiment.

One possible vesponse ol stite universities 1w this new threat is
o demand state government apprapriations in satficient amaonnt o
climinate all taition charges to students. This Kind of action wouldd
probably cost state gavernments someplace between 1.7 and 2 bil-
lion dotlars, Heve again there would be some question about the
avalability of any such additonal franaad assistance from state taix-
pavers. But o maore imparant consideration iy e fact that zevo
tinon charges at state universities waould be no guarantee of equal
access tostudents segardless of socio-cconomic status, The stadent
At astte universine must be prepared o meet his or her living ex-
penses, indading forgone canings while corolled as a0 sodent.
These e ot inconsiderable costs, v many cconomists and  the
Carnegic Commiission have reminded us,

We need o think of student taition dinges i a new contest—in
the context of the legally emancipated studentand in the contest of
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total costs to the student, induding torgone income, We need to
think of how society and how our instittions ot higher education
can best help students of academic potential to meet those costs.
And these are issues which confront equaldly the public and the pri-
vate institution ot higher education,

I am not uving to say that the gap in toition charges between
public and private institutions of higher education is about to dis-
appear as a problem ot public policy. 1 am saying that any concern
1o narrow this gap may well have to be placed in a new tramework,
and that this concern is a matter on which public and private insti-
tutions need o join together in their thinking and in their advo-
cacy. In such joining together lies the strength and the future of all
higher education in America.

H

E l{llc‘(iﬁ

Aruitoxt provided by Eic:



The Case for Pluralism
and Diversity in
Higher Education

RALPH M., BESSE

[n the last ten years, higher education in America has been subjected
tomore study, analysis, criticism and planning by governmentalbodies,
publichy and privately supported commissions, academic scholars and
jowmalistic specitlists than atany other time in our history. In the writ-
ten word that has flowed from this activity there is an overwhelming
cendorsement ot plicidism and diversity, Wdmost always without any
statement of the supporting rationale,

The tunction of this paper is to examine the rationale for pluralism
and diversity i higher education. These terms ave seldom defined in
the literature. Forsimpliciey's sake, Twill use pluralism to meanmerely
amultiplicity of institutions, although [ an aware that the term often
has & broader meaning and that differvent leadership of the same or a
shmlar institution otten brings a vanance in academic thrust. ! will use
the tevin diversity to mean variety or difference inany significint facet
of the higher educational process, whether institutional or intra-insti-
tutional. Toillustrate. Fwould say there isa great pluralism of commu-
nity colleges across the nation. There is very hittle institutional diversity
among community colleges, which tend to be similarly structured with
somcewhat stantdard objectives. But there is a great deal of program
diversity withint community colleges, designed to match specifie local
needs.

Histovically, America has had diversity in higher education, related
predominantly to the sources of fin wcial subsidy (i.c. public or private)
and to the individual objectives of institutions of higher education.
Untlafter World W IL independent institutions of higher education
were dominant inhe nation and presented to those who could afford
college a very wide range of educational opportunity.

The great watershed of opportanity in higher education, and of
attitudestoward it, cione with the GI Billof Rights following World War
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. One impadt of this aciion, not vet tully recognized 1y ouy sociol-
ogists, was to cnry the message 1o low ev-ineome, middle- ks people,
many ol recent alien origin, that not only was a college education aca-
demically achies able for their sons and daughtess but it was cconomi-
cilyavidlable. Phistamehedagrearwave of higher educatonal appaor-
tunity for white Aevicans, followed by @ secambuy wave tor non-
whites,

Fhe most ohvinus tonsequence wis the overwhelming growth of
state-supparted institutions of higher cducattion, induding a veritable
exploston of tao-vear colleges and proprictary schools,

In the Last genceration there has been very litde activity in the estab-
lishiment of new private colleges. 1 have not searched out the staistics
bue T suspeccthat there have beenabout as many independent colleges
cither dosed or absorbed as theve Tave been nes ones started.,

The new stine institutions, on the other hand, Tave been predomi-
nanth stractred onasingle pattern, naehy, a three-tier structure of
two-vearcotnuinity colleges, four-vear baccalarreate colleges. and big
stare anivessities, Fhis has been achieved in part by the conversion of
novnl schools o state colleges and of many stae colleges 10 universi-
ties, thus adding 1o homogeneity.

Thus the only major institutionad diversity invecent vears has been
lhcunnnnunl\ vollege movement isupplemented lower ey clsby pro-
prictary schools). For some time now, this has contributed nugtm(\ to
pluralism througl the establishment of new colleges and campuses.
hut its pattern of actions has become so stacardized that it no longer
makes mud mnovatiive contribution to institutional diversity,

The case for pluralism s vewy Trgely the case tor opportunity. Geo-
graphic access is highly important o nany students. Thisis ardly de-
barable ina democraey, Fhose with the intelectual capacity iind per-
soral motivation to absorb higher eduocation should have aceess to .
For most practical purposes pluralisim has been established in the na-
tion. We have abont enongh institutions for the foreseeable futnse,
perhaps too many,

A cave tor diversin as have dehined it is goite a diffoent matter,
but o my mind icis cquadls important o provide it The problem,
brought about by the compound effect of inllion and change, is to
determie whether or not to maintdn most ot the independent inst-
tions we now have and. althongh ivis lagely theoretical ad the mo-
inent to make it possibie 1o establivh new ones i the need avises, The
sofimion 1o this problem seguives an examination of the sodal desiy-
abibv of diverary in higher edncation as o coneept.
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Fivst, as basic background, fet us look at the nature of the student
constituency to be served by higher education. [tincudes met aud wo-
men, old people and young people, rich people and poor people, many
rices, ethnic groups and non-cthnic groups, britliantminds and below-
average minds, and a range of interests, aptitudes, personal needs,
ambitions and motivations as broad and varied as our exceedingly com-
plex culture,

The social needs which higher education must serve are equally
varied, as ficlds of knowledge expand in depth and number, techno-
logical competition increases, worklinvolvementaccelerates, urban liv-
ing alters owr wores, and atfliuence impacts our total way of lite,

And thus the mere statenment of the complex nature of stadents and
ot socil needs is almost enough o demonstrate the vequiremnent of
both instititional and program diversity. Certainly no one institatton
ot tvpe ot institution could be adequately designed o achieve optitnum
service and quality for such a vaview of demands. Pevhaps it is because
this is vo obvieusthat so few have written inits defense orexplanation.

But there are other important reasons which justify diversity. One
reason is the impact of nurket competition and the constructive force
of creative tension which competition induces. While choice ol instita-
tons by students is not entively free, due to geography, cconomics,
admission requirements and other tactors, stitbthere is a broad enough
free warket to Keep educational performance competitive, Asi cotise-
quence, outstanding institutions luwve developed in every ficld of
knowledge, and mostother institutions struggle to achieve orapproach
the reputation of their inore successful competitors. State legislators,
for example, tend to be very proud of theiv state educational activities.
[tis an importaat elerment in the appropriation of funds o wake, letus
sav, a Berkeley competitive with a Stmford. Plaralisim contributes to
this as well as diversity,

Great minds rarely run paratlel, and tlues the Ieaders of differem
institutions sce the solution to educationad problems in vastly ditferent
wavs, ‘This vesults in substantially diffevent cinphasis being placed on
the same sulject matter in difterent institutions, depending on the
pointof view of the policy makers, This is highty desicable ind inmany
cases expedient. Wholly aside from intellectual points of view, itwonld
seem best that Towa develop great agricaltural institutions and New
Englind greatoccanographic studies. Others geta headstn tinquality
because of the foresight ofagreat professor or department head ov the
good fortune of spectat fimancing or spedific and successfal carly ex-
perimentition. Asaresult, oases of quality emerge in varied and sonme-
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tinwes surprising places. Those who are interested in the area of study
where these occur form the market pressure for others to meet the best
standards of quality.

This market impact is not limited to studeuts. The best professors
gravitate toward institutions whose activity has achieved the highest
status in their field of teaching and research. Since the diversity of spe-
cialization produces some outstanding institutions, diversity constantly
provides improving standards.

Diversity contributes to another facet ol quality. In the greatmodern
thrust for equality of opportunity in higher education, there have been
sotne casualties in quality which might have suffeved even more with-
ont the protection of diversity. A False philosophy of liberalism has
Lanched asubtle attack on elitisin in higher education. Elitism which
is based onty ont the wealth of the student body cannot be defended,
but elitisin which is based on the aristocracy of superior minds can not
oulv be defended but in the loug run may be essential. Tt contributes
to the preservation. not only of our competitive position in the rest of
the world, butalso to the soundness of the philosophies which undertie
alb other activities of the culture.

To me theve is nothing inconsisteut in that diversity of the learning
process which provides opportunity in one institution for average or
sub-averageintellects and opportunity in another institution for super-
ior imtellects. Almost all the progress ot history is traceable to superior
winds. And Fam not speaking solely of science. whrre brilliauce iscom-
monly recognized as an ingredient of creativity. 1t is equally true that
brilliance is required tor creativity in avt. music, philosophy, literature
and every other ituportant category of social activity. Great minds de-
serve greattraining, and whatever value may bederived from the social
leavening that comes {rom the less builliant students and faculties
mingling with the inove builtiant students and faculties. itis more than
otfset in end result by @ diversity which perwits brilliant faculties to
compound theiv effectiveness by teaching brilliant studeunts, The con-
structive contributions of the great independent elite research institu-
tious confirm this conclusion.

Another quality element flowing from the diversity provided by elite
stitutions is the assurance of better use of research funds. Research
activities would improve auny educational institution, but research
funds are luite. Our nation as 4 whole must endeavor to achieve the
optinnm return from its veseavch investinent. This requires the allo-
cation of research funds to those institutions which concentrate their
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eftortson the best studentsdivected by the best faculty. Diversity makes
this possible, and the great private universities have beena vital partof
the action. Thisimpactisatsome hazard becanse recent growth ninum-
bers of graduate students has ocomred mainty at tess qualitied insti-
tutions, many of which have sought graduate school diversity with quite
inadequate standards.

Turning 1o another Jine ot thought, the provision of aniversal op-
portunity for higher education obvidusly requires both pluralism and
diversity. Geographically dispevsed institutions are needed for access.
Lower-cost institutions are needed ta serve the economically less for-
tunate. Speciadized-skill institutions are needed to serve the econouic
skill requirements of w great variety of people, and so forth. Avtually
these are the arcas where some of the greatest clumnge is currenty tak-
ing place in higher education, bothby the establishiment of new iustitu-
tions it by changes made within old ones. There was atime, in aless
technically oriented and infinitely less speaalized society, when the
product of pure liberal arts training coutd find widespread job oppor-
tunity incaltbut professional-ts pe jobs, Thisisno longer true because of
the increasingly specialized skill requirements of non-professional-tvpe
jobs. Diversity thus becomes a cuttarad necessity,

The opportunity of oar educational institutions to specialize de-
serves more comment. The more advanced we become in this cultare,
the greater the depth of learning in cach field of knowledge and, cor-
respondingly, the greater the degree of difficulty in ucquiring a com-
plete grasp ot any single field. Oddly enough. he more we tearn about
any single field of knowledge. the greater the opportunity seems to be
todiscover even man e, Itis thus not possible to know all there isto know
about any single field and be expert in any other. 'This phenomenon
has compelled the organization of special-purpose institutions which
admittedly hive some social faitings but which provide many eszential
picces to the jigsaw pattern of the whole society.

This introduces the question of whether intra-institational diversity
might not be so designed as to achieve all the benefits of inter-institu-
tional diversity. First, we should keep in mind the fact that the two are
really not inconsistent. 'T'o say thatitis unlikely that Caltech would have
cmerged within a great university is no veason for concluding that it is
undesitable to have created the great departinentof physics at Colum-
bia or the computer excellence of the University of Hhnois.

Intra-institutional diversity at farge state amiversities has several
handicaps. First. legislators tend to frown on non-traditional things
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espeaillvil they are tar out Secowrd, poligical ichministrators are mowe
lihels to ntertere with educional activities when the administinons
disagree with wlat the univensities are doing. Thied, significnt diver-
sty witlun any very large insttutton cannot have the full, aadiluted
thonst ol the nstitution. Fowth, any given program of divevsity is un-
Likely to have the personal attennon ol the top institutional adhinis-
tritors. Fiftle on the basis ot experience so Far, there is some evidenee
thar persoml cccenticities domine many inuseinstitutional eftorts
mote than the areative processes or zcalous objectives which fed to the
founding of the programs, Aud Gnallv, [suspect that many intea-insn-
titoml diversifications fack contributory support from the bulk of the
institutions” tculty whoare notdinedls involved. There are, of course,
pavaielimpacs i vers Llarge private institutions.

Nevertheless, there have heen some veal intea-institutional contui-
butions to duersity in a vaniets of places, pavticularly in the form ot
sepattite “school™ under the b rella of a largev institation. Tis dear,
howeser, thar they Bl B short of iy adequate veplacement for the
great institutional diversing ot independent colleges and universites.
Certanlv the risk of diversin notdeselopmgadequately underasingle.
untterm homegenized nationad structire of higher educaton js too
greatrisk o vun. In addinion, the points T will discuss in i moment
relative to academic freedom have adirect bearing on this issue.

Sofar. L have heen discussing pluralism and diversity asa broad edu-
cationzl concept. The wideh prevailing tendeney is to resortet discas-
sion of the desirability of phuralism and diversity to the issue of main-
tining independent insttutons in contrast to stute-supported insti-
tutions. The desirability ot both pluralisim and diversity is very much
broader than that, and were independent institutions to disappeav and
be graduatiy absorbed v government we would still have the great
chadlenge of expanding diversity sathin the state and fedeval structuee
of Tugher education. Nevertheless, the most impo tant issue in the
problem ol diversity is the guestion of whether ovnot thissocietv should
perpettaliy preserve independent instinitious of higher education.

t believe the case for presaiving them is sery strong, although 1 am
Fav less sangunie about our abitity to ensure such preservation.

The case torine spendentinstitations as a factor of diversity includes
all ot the separate reasous for diversity alveady stated but vests nost
impottantly on the dual factors of freedom and quality,

On the issne of freedom, the brocedor guestion 35 whether coverns
ment can be trasted to control higher education completely, The risk

i Anterica s potas great as itis in forcign conntuies, assuming that we
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do not at some stage make the great mistake of so financing our insti-
tutions as tw make them dependent on federal government funds, We
have the greatadvantage in America ot living publiclv-supported in-
stititions contralled by fifty difterent states and o few municipalities,
So tar. there has been very hitde evidence of state govermmental inter-
ference withtheacademic freedom of state institutions. There has been
some, however, and as the financial burden of higher education in-
crewses, the risk increases that there will be more,

A the tedeval Tevel, educationat funds have lavgely been devoted
1o three things: scholuships, buildings and research.

Money given for scholarships cannot as a practical matter have very
muchinltuence on the academic treedom of the instiution where the
student uses the scholarship, Some governmental control can be ap-
plicd to the purpose for which the scholarships are givens thus science
Ias had more than its shave. or more accuratelvy stated  other fields have
fad dess than their shave.

Itis also dithicalt tor the federal government o have important im-
pact o academic freedom by belping o tinance buildings, although
here again some choice G be exercised inselecting the tvpe of use to
whichubuildings may be put

In researche the federal government has adveady shown a tremnen-
dous bias. bchas not onlv skewed funds towind science b for a long
thne they were directed predominantly toward military support. Now
thevare being divected toward applied researelvas distinguished from
Daste research: certain areas of science are ottt engineering is ing cev-
tain ateas ol basic health saience research is out, others in, ete.

[ would just as much tear the tederal government's finandng the
seneral operations ot colleges as the tounding fathers Tearved a federal
government financing the general welfure of the naton—which they
restricted by a powerful stucture of separation of powers and the
Teth Amendmentreserved powers. Wederal inancing of operations
abso hecaune importantin state institwtions, [ would have the same fear.
Thus areal vatue exists in the preservation of asignificant structure of
higher education with which governmental educational structures
mustcompete atid can be compared. Academic hreedonis toa precious
and impottanta quality of a tree societs to be subjected 1o political log-
rolling in Congiess,

Another impact ol governmental conrol of institutions of higher
cducation incompartson with independentcontrol isthe naposition of
an ever-inoreasing amown ol regalation ol the educational processes
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subsidized by the government. Howard Bowen summarized these inan
address to the Coundil For Financiad Aid to Education on Noveniber |
of st vear, The specitios he ontlined incladed: . L the impaosition off
detailed line-item budgets. civilservice regulations, central purchasing,
central architecrural contiol, state control of tuition rates, seizure of
tuition incoute by some states. regulation of teaching lowds, arbitrary
tormulas tor allocating tunds, and central decision-making by muli-
campus system offices and coodinating commissions.™

Asthe tax costot higher education increases, there will inevitably be
anaeretion of vestrictive regulation. 'The resultis more than just a re-
duction of Hexibilits . although it involves that o, The worst conse-
quence of these mcreasing regulations s their subde but importam
mterterence with academic treedom.

Lo the extent that independent institutions depend on state or fed-
eral tunds o are sabject o other regulations, they 1o are subject 10
growing rostviction. But the degree of application is {ar less severe be-
cause of then major non-governmental fund sources. "This permits
greater treedom and Hexibiling in independentinstitutions, and this in
nun tends to vestram the growth of restrictions in state institations, 1t
15 oo much to hope, however, that it will completely preventit.

‘the correlation between treedom in higher education on the one
hand and the existence of independent instititions on the other has
many facets, Becawse many ot Jhiese coneepts cannot be quar.titied they
are dithicult to demonstrate. They are noncetheless real. The Srst one,
perhapsis the right ofany group of people to organize instititions of
higher education tor their own purposes. Religions-oriented colleges
are the best exannple but not the only one. These institutions become
wstrinnents to propagate and preserve a philosophy in which they be-
lieve. he righttodo thisisavehide ot treedom. s to be preserved,
independent institutions must be pre-arved.

The second great ficetot freedom is the opportunity for tree choice
that independentinstitutional diversity gives to a student. There s al-
most unlimited choice among institutions—which enables the studem
toexercise hisown free judgment in the selection. his is what freedom
is all about.

Another facet of treedomo which institutional diversity contributes
is the comparable freedom ot faculty member s. Like students they have
choices. broadly speaking, in the institutions they wish to serve. Plur-
alisin., ot conrse, as well as diversity, contributes to this.

And finalive in the allimporantarca of freedom, we must remember
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that one ot the main processes ot higher education in the United States
is us the Carnegie Commission has said: *. ., the critical evaluation ot
society—through individhual thought and persuasion—tor the sake of
societsselfrenewal”

[t swould seenaxiomatic that the faculties of mstitations controtled
by the governmentarve far less tree to eriticize the government than the
taculties ot institutions not controlled by the government. 1tis likewise
highlyv probable that the tree criticism which comes from independent
tacalties nuakes freer the critteism which comes from tax-supported
faculties. In any event, the wtal convrobof higher education by govern-
ment, even with the protection which is more ov less inherent in the
existence of btte difterent states” educational organizations, is too great
avisk for a tree nation to incur. IWsuppartbhe needed Tor this proposi-
tion, itis to be found, as Terry Sanford has pointed out. in the state-
controlled svstem of Sweden. At the extrenie, the pointean probably he
lustrated 1 any commnumist-controfled conntiy,

The relatonship between independentinstitutions ot higher lean-
g and rax-supported instimmtons in the field of quality is a subtle but
nnportantenc, Perhaps the two most important elements of quatity are
the intellectal capactty ot the stadent and the intellectual capacity of
the taculty, These two have an attinite tor cach other. Political insu-
tutions on the other laod must continuously contend with the demao-
cratic foee which ilogicatly but understandably pushes tor the same
treattent for evervone regardless ol mental capacity. An mdependent
institution can resist this foree and most ot them have, A thus they
have notonby made great quality contributions on their own but have
setguality standards which many state institutions have enlated. The
ability of the state instinttions to <o this isstrengthened by the fact that
thes are competing with independent insticutions.

The toree of the tacultyv is particabuly greatin this e because the
overwhelming majority ot taculty members aspire to a quality reputa-
tion in theiv own fields, Teis independent personal achievement that
wotivates them,iand the institution is the beneticaey, The facaltv oem-
bers ofastute institution must compete within their own discipline with
Facitity members of the most elite independent institutions in the na-
tiot. The resalt has been the development of many departments and
schools of very high quality within state institutions, and a few state
institutions chich are of total high quality. Allot them are indebied in
part to the independent institntions for this achievement.

It has otien been asserted that independent institutions have move
frecdom o innovate and experiment with new educational processes
than tae state institutions. W hether they do or not, i is clear that then
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innovation and experimentation has made very important contiibu-
tions to the improvement ot education and this adds to the weight of
the argumnent for mamtaining independent institutions as ander-
writers of qualits,

Another characteristic ot the independent college, which many be-
lieve 1o be of great importance to onr culture, is the existence of the
stadl institation as a nuatter of deliberate policy. This notonly enables
independentinstitutions to tound ind maintain their activity onspecific
philosophical toundations which preserve important cultural, ethical
and moral values hasic to our avilization Gipproaches which are varely
npen to tax-supported institutions), but italso ensuves the availability
of colleges tor that signiticant portion of qualilied youth who need the
kind of individoal attention and campus identity which ondv i small
school can provide. Tins is not to say that the mass service of the large
universitics 1swrong but merely that the diversity ot the small indepen-
dentinstitutions adds importmt values notobtainable in the huge uni-
versities.,

Although the point has little to do with plaratism or diversity, it
should be noted in passing that the elimination of the independent
cotleges would be i very uneconomice move tor the society as a whole,
There is a remendous invesement in these institutions, in terms of
physical tacilities. accimulated endowment, and going-coneern value.
There is a continuaing tree-contribution support which velieves the
general tax burden. All ot this would be sevioushy disrupted and de-
vadued By the elimination ot independent institutions,

Finallv, we should remember that independentinstitutions of higher
education have generated a huge army ot voluntary supporters who
contribute their time, tlent and experience, in addition o their
money. o hielping manage and improve the educational sevs e otthe
independent institution, "This keeps both concern foy and knowledge
ol higher education inthe hands and minds ot able citizens atthe action
level thvoughout the nation. [tis ditficult to pictiore @ more impaortant
activity illastrating demaocracy i action,

And so Lintust conan wath the ovevwhelming majority of commen-
tators that a duat svstent ot higher education s as vital to the mainten-
ance of o free way of life asany other actisity in owr culture. [ tree-
dam is 1o be Jlong maintained in America, it must be maintained by a
viaicty of free imstitntions, In any vankivg of the nnportance of free
institutions, the independent colleges and universities which help
shape bothethe teadership and the phitosophy of the tuture world come
high. 1 he nation simply camnot afford to let them disappear.
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The Role of the President—
Manager or Educator?

JOSEPH KENNER

Welcome, tellow businessmen. Welcome tothe world of ninagement.
Thivis not aputon, [ wean it

Yo may have heen nained as educators, Butonce vou aceepted the
mantle ol presidential responsibilits vour buste functions ehanged. No
longer can voul personalh L educate. Rather, vou manage an educa-
tonal insntudon. O, perhaps more appropiiatels . vou manage o busi-
ness whose productis edueation,

Yeu, tellow businessmen. Phis could be the debate ol the centuiy:
college prosidents—edic ator avanager? But perhaps there may be
no debate atall, ondv a growing awareness that the game has changed,
and the name of the new game is survival, Forowithout stnvival, pre-
ovrcupation with edpenional objectives will be for naughi. In faa, it
could be strictdy “academic,”

Successtul swnvival programs, however, requive effective muanage-
nicnt—cven in the esotetic world of higher education,

In the wotld of commercia! enterprise, those who are 1esponsible
tor management at least view thieniselves as managers, Unless college
presidents, whether or not they Tave been eductors, alvo view them-
selves as managers, they will have but slight chanee for suvivat as
college presidents, Unless colleges teplace those who tail, and then
secure the services of competent chiet executives, the colieges them-
sehves will have slight chanee tor sinvival,

(.'u[('r‘(l’\ — 1 Per it Itir

Manv ot vou have [ollow ed the tead of innovators of the past. Some
of vou nriy even have done some innovating of vour own. But, unless
most of vou are now able to muke the management transition apidly,
private colleges mav go the way ot the dinosau.
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Dinosawrs could oeither change their envivonment o suit their
needs nor satislactorily adapt to the changing enviromnent. And. short
ot ettearive contol of the ensvironment, the Rev o any organism’s sur-
vival T abmost always heen that of timels adaptation—betore the
changes being wrought destroved the mmgmisn's capability to adapt.

Wis trie, of course, that colleges and college nesidents have been
adapting to a changing envivonment for over 200 vears, Butan ac-
celerated pace s now required, for the envivonmental changes have
accelerated.

American mstitutions of higher educsion have grows from only
nine in F780010 182 in IRGH and 2373 i 1970, Enrolment also grew,
gomg from approximately 3000 in the fatter part of the cighteenth
centuny o approximately 240,000 in [900. and to approximately
R.000,00tn 10740,

Students have changed too—not only their attitudes and interests
but then age. Significantdy, they were very voung unul after the mid-
IR00N “with many as voung as [2o0r 1300 L the college leaving age for
most was dahout 17 o0 187 the age of tadav's freshiman. And with grad-
nate studies involving an addinonal ten per cent of total enroliment,
the age chinge is even tmore pronounced.

Curricular emphasis has shitted from the development of character
and some awareness of a limited world to the development of skills
and some awareness of a rather compliciated world. While the curvicu-
lum of the past bore “somz resemblance to todav's secondiny school
curriculum.” todav’s colleges provide anumbrella for in-depth special-
1zation, broad generalization, and diversified research.

During this peviod of change. college heads have not beenvidle. Yau
hase been contributing to the changing campus environment. while
vou vonrselves have been dianging. Until the Civil War, nine-tenths
of the college prosidents were ardained ministers. Now, ladies and
gewtdemen. nun Lask vou, with all due respect. how many ot vou today
are ordamed ministers? Very few. I think, Most of vou were seadar
scholarsand some ot vou came trom outside the acad emic community.

But what has changed most for vou college presidents is the nantre
ot vour work and tesponsibilities. While vour predecessors in ealier
divs nxay nave done some teaching and some preaching, you do none
or litde of these todas. Furthermore. as vou know, vou are no longer
dble to goven unilaterally ov pcmm.lll\ administer alt the intricate
dardils of college operations,
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The advent ot student and Gwalty parddipation in college altains
required the president to be more of a leader, biter and motivator
rather than absolute ruler-=subjecr onds to the board ot tustees.

While providing divection thiough argument aiud reison, today's
“with it college president secures the stabitioe and health of the college
by increasing attention to such diverse factors as iarket analvsis, pro-
duction control labor relations and Buandciadd management.

You have in fact become businessmen—good or had businessimen—
vour latest stage i the evolutionary chaine You now must not only
Lt contnmty of general putpose but keep yowr focas fixed on
the bottom line™-—suy plus ey deticie, Wemight even sav Profitor Loss,

I the guest tor balanced budgers or surpluses, howeser, it is not
citiough (o beacaretaker president, Whether vou nse guile o persua-
sotl vou st be an outspoken adyocate ol nnified objectives. Fyen
the need tor academe freedom cannot he allowed to obscure the need
tor survivall Hhus, more thau ever betore, perhaps the Kev instrament
tor sunvival of the private college svstenn is the college president--
dactinng as et execatine,

Codlvge Provudents— 14 N Tmage?

Sotme o vou vy have regretbully assuimed this new role, howes er
repigiant, out of recognized necessitg, while others may still seek to
deony their new voles and act mwan s contrary o therreal need. Asre-
st ance o these of vou whe have accepted the mantde of chief ex-
contive, and as turther assurance for those of vou who resist hecause of
unage, et me state that we cotporate businessmen have also been
changing,

Perluaps it vou etased from sour mind the old image ot corparate
prosidents yvour intage of the nes vou nnght be more aceeprable. And
vou might tind the applicable tools ot modeimn management more use-
ful. You could then hecome Tess involved with images and moire in-
volved with achtevements.

Carporation Prosident —he New {nnge

Youshould beavane, tor exianple, that corporate managersare in-
aeasingh lessableto survive asunfeeling manipiliuar s of their people
and resources. Unhridled authering isless suceessfatl in the pursuit of
corporate objectives, Profits are becoming alimost impossible without
concern for the people who make up the corporation. And. when the
corpotate manager’s endightened sett-iterest fails him, he mas diaw
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tpon his shills as arbiter in coping with the speciat interests witlim his
own organization, whether they be led by shop stewads, department
hicads or members of the board.

Anexamination of the real deseloping world sather than old images,
therefore, will show that the functional imperatives of college presi-
dentsand corporate presidents are moving closer to cach other,

So.with thisin mind, let us take a closer look at owr respective busi-
ness operations. Fist, a quick look at the business of private higher
cducanion.

The Buvinew of Higher Education

Fhere are many husinessmen like vou. The Association of American
Colleges tvom ovn trade assodation) represents approximately 800
companies-—competitors whao, for the most part, are privite four-vear
colleges reaching a market which, in 1970, hita high of approximately
2,000,000 husers (students).

Muore signiticantly Chowever, the nigority of vour members, sevving
the undergraduate market, have an enrohnent under 1000 students,
with some going 1o the D00 level and some going 1o the 2000 levet or
highor. Nevertheless, you are ofien called upon to provide services
similar to those being ofteved by other competitors whose sharve ot the
marker gives them a higher enrolment and the capacdity to provide
mote diverse and developed product haes.

But tonal envolments droppaed in 1971 and 1972 (the trend is con-
tinuing ) vour market appears o he shirinking, and wition income is
dowii. Since orther sources of income siuch as endowments, gitts and
gratits aboseem to be stipping. voucare being pushed o increase vour
prices ina declining and competitive market.

The costprice aunch seems to be isnrmowmnable, Midst dectining
enrolients Hows of customers and income) and aising costs of opera-
tion, more and more colleges are aperaing witly deficits——such
tender vord?! Let's face it colleges ine losing monev. According to a
sunves tahen by the Association of American Colleges, the average
deficit for the TOOR-69 vear of 351 institutions sunveved was $20.000
and the average for T976-7 1 was projected an STL.000.

Southampton College. ina recent news report, was cited as facing a
toss of S200.000 in 1973, with an acainnulated deticit of $2.8300.000,

Southampton College is part of a conglomerate, Itis possible that they
may be saved by the parent corporation “bailing them out,” or by new
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nnunagenent approaches, Even so, there i talk tha the liguidation ot
property and buildings would be enough to pay off the creditors.

e statisticos are yolaminous, More are being issued, together with
analysis, evervday, But [did not come heve to spout statistics, most ol
which vou abready have ar know whete o get. My purpose in citing
sanne of these nunbers was merely o deliver thenn in tenns which re-
late 1o voar role as Manager, notas Educaton,

I'he educator can wait tor someone else to do the "hailing ou,” all
the while maintaining preoceapation with more esoteric pursuits, As
chiet exccutive, responsible for survival and performance. vou can't
atford 1o wait, You must be in the vanguard, evaluating facts, ex-
ploring alternatives and otfeving viable action programs,

Fhe Brstwess of Fudieation and Corporate Management

Coping with external pressines, halancing vour hudgetand stabiliz-
ing theaperation of voar organization isatest ot vour ability as i man-
ager in the business of education,

Muanagers, howaever, inorder w functon, need organizations which
e capable of bheing namaged. Recognize it o not. for the most part
almostevens coltege hasan organization whicliis capable of being man-
aged. I fac modern broad-based business apervinionsare, sut prising-
I not unddee the aperations of oy nodern cofleges.

Lhe caorporate president may want 1o wield his power o a single-
unaded, aathoritarian fshion, But it he is o snceeed inmotivating el
foenay and aearviy at albtevels—ithe is o sacceed in having policies
tollowed and programs implemented aggressively and cagerlv—-he
st share his power, He must delegate authority and provide regular
lrmnets of tecd-back-—not onlv from consumers but aso from all
levels o the organization,

However, the tevm feed-back mevely conmotes i clain of communi-
cation., Temust go bevond that into constractive, pangicipatory policy-
making—acven for non-aducationa corpovations like mine,

The Corporate Mannger

Although [ have been many things inmyv business caveer, my role
now s chiel excoative is essentially that of g manager . bur nora man-
ager in the administrative sense, Femploy administrators,

[t my rele is to be oftertively plaved, T st create. innovate, moti-
vate and otherwive lead and divect the people and resources of my
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business so that we seleet and reach desivable and reasonable objec-
tives.

So people tike me imvolved in traditional commerdial entevprises,
mav not be much difterent from people like, vou, Only, corporate
presidents tike me Faee the issues of survival every day.

We must, because we are judt.,vd nwch move swiftly than vou are.
For us, the profitand loss picture is the ultimarte qu.mllfl thle measuve
of achievement, Aud the measure isviewed every montlh. Anoper ttion
that is losing monev must either chiange its methods or ¢h: ange its mau-
agement. Unless it does, the losing operation ultimately ceases to exist.
Aren’t vou as college presidents faving the same pmblcm todaye

Ouy Changing Roles

Fam president of a mechanical contracting company. We designand
istall heating, veatilating and aiv-conditoning systems. Years ago,
betore we grew into a corporate entity, I had direct contact with the
comsumet of mv products and sevvices. Amoug other things, [ en-
gineered and instidled the svstems we sold, Todav 1 do none of these
things.

How many of vou stnted as teachers or filled other voles w the
warld of v(lu( ation? Just as many businessmen began their business
careers s vnqmwu scientists, or any one of it number of specialties,
and then moved on, so have vou moved on.

But itis not mv contenttion that the college president, asa manager,
ceases o be concerned about educational values, goals, standards ov
wethodology. As president of my company and Tant not unique),
am still very much concerned about engineering values, goals, stau-
dards and methodology. But [ have becowme a generalist. and wy major
activity iy providing anatimosphere in which the specalistean function
and interface, with mv oversiew, tor the benetit of the total covporate
otganisny,

The college prestdent, o a similar role as chiet executive, may be i
the business of education, but it is just as much @ mistake to consider
hinuto be an educator, as it would be to constder the president of the
clectronics company to be fulfilling the vole of engineer just because he
was trained as one and formerly worked as one.

Putting It Al Together

Whatever highev goals we may have for ourselves or for mankind.

O

RIC

Aruitoxt provided by Eic:



r
. N .
we must first be a viable entity inorder to achieve those goals. Commer-
cial enterprises that lose money are obvionsly not viable entities. And
break-even operations Inive severely limited viability,

Are mstitutions of higher learning much diftevent? Inureasingly,
college presidents are becoming hudgvl -oriented. College presidents
are looking at the bottom line. And, itisalonely job—looking at figures
no one wants to hear about.

Iuis certainly lonely for me. And Lanva tifty per cent stockholder in
the business which manage. In 1974, my corporate billing will be ap-
proximately $7.000,000. In the process, T will ciaploy approximately
200 people and will be selling a broad product line to hundrveds of
customers,

Inorderto do this effectively, my 200 emplovees must be organized
into a cohesive functioning erganismn with individeal components hay-
ing separate and specialized functions—all operating with objectives,
W monitored for perfonmance according to previously established
criteria. Yot cach hiving a separate identity and group ego. Fach in
apparentconilict with the others. Yet each dependentupon the others.

My sales or marketing department genervally believes that all other
departments are insensitive to the needs of the consumer—that sates
objectives are too high, and that our mark-ups or charges, unrealisti-

cally, are too high.

The design and engineering department generally believes that
standards are too low—anticipation of new trends or lcchniqucs too
slow—and that att other departments are o mwnsmw to the impor-
tance of scientific standards.

The production department genervally believes that too much must
be done in oo short a time, with insufficient resowrces at an unrealistic
cost, tor uncooperative and unappreciative consumets,

The financial depariment gcncl.lll\ believes that alb other depart-
ments e wasteful, do not exegeise effective cost control, are imaware
of the signilicinee of numbers, and generally do not know how to
organize and admimister.

All departments, generally, believe that they are understaffed,
underpaid, undervatued, under-budgeted and misunderstood.
You know, in many wavs, they are all correct. But even niore than

that, they have a common ground. a jaundiced view of the people at
the top. [tis the chiet executive’s job 1o change this view—put it all to-
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gether, make itwork, [t means superimposing over theiv personal and
(lcpnuncm it Frustrations amd pm!)lcm\ a feeling of belonging and
shaving i dhe success of the corporation. '

I don't believe thae I have fully succeeded. Bae muast contimie the
questif the business T namage is to remain suceessful, So st you,

The Chief Executive and People Problems

But, again, neither one of us is in complete control, We can't rule
our roost with an ivon hand. In fact few businessimen, in today's envi-
romment, coutd get away with it.

Few policies which |establish woulld get ettectively implemented if
the people who have the vesponsibility tor implementation did not
believe in them or had not shared in their creation. [ can't foree it.

As for absohute power, yes, Thave it It was given to me by the board
of directors. subject to review and cancellation. But, if hl!l) exercised,
itis veally only the powertodestrov—bothnyselfand the organization,

And so, much of iy theovetival power is delegated to departmental
heads, and those with other specilic functional responsibilities, We
have people vesponsible for personnel. credit, training. new products,
customer relations, ete. The list goes on,

The day of management by edictis rapidly (li\"q)pc;lring Even for
the individoal cntreprencur, the president’s role is developing into
that of o phuwmer, interpreter, coordimitor and leader vather than
merely that of a drum beater.

And, except for the key people around me, I don't hire anybody.
The individual deparuncents hive their own people. The department
heads are vesponsible for results, and so they need to have not only the
responsibility but the appropriate authority in order to achieve these
results,

There isalso accountability, however. Justas presidents must answey
o directors or trustees, my depirtment heads must be answerable for
the vesnlts of thenr actions,

Whether or not T appoint department heads depends upon dheir
tevel of management. Those that I do appoint may come from the out-
side o1 from within, They may be appointed on the recommendations
ot others or onmy own initiative—but those whom [ appoint, and who
e answerable to me, must also be able to work with the people they
manage as well as witltme,
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Munaging people, as you know, is not eisy. Sometimes employees
not only believe that they can do a better job than the president but
actually trv—Dby ecither blocking some progrinns, or initiating others
which have un end result directly opposite to corporate objectives.

Morcover statl are often in conllict among themselves—sometimes
tor budgetary reasons, sometimes beciuse of pcrsmml ambitions,
sometimes because of professional u)mpclmon. sometimes because
of phin stupidity. Sound familiar?

The Bottom Line Again

I can't atford the tuxuyy, however, ot allowing organizational prob-
lems to divert me as chief executive from keeping my eye on the bottom
line—profits, T'he concept of profits has been considered anathema
by some academicians. Colleges, after all, were non-profit institutions,
devoted to the public good, not geared to making money.

‘There may have been justification for this reasoning in the past. Re-
Iying upon this logic today is not only a “cop-out” but could be suicide
for the private colleges. College presidents, with all their restraints,
must take aleadership role in the effort to put colleges on a4 more sound
financial footing.

While the costs of operation rise, the availability of dollars from tra-
ditional sources wanes. Like any other business, colleges must become
increasingly efficiency-minded, cost-bencfit-oriented, and market-
motivated. And, ves, profit-directed.

“Non-profit,” from a fiscal viewpoint, (aside from IRS considera-
tions) should be relegated to the refuse heap. If not, private colleges
will find it difficult to survive. Again, survival of the colleges may be
the combined vesponsibility of many people ind groups, but it is cs-
sentially in the hands of the college presidents.

Profit and the “Non-profit” Myth

“Non-profit” unfortunately has been the cloak behind which many
"non-economic” organizations have hidden their inefficiencies. The
coddling of inefficiency has not for the most part been deliberate and
at worst has been misguided. But because ¢t the belief that non-profit
organizations were not supposed to make a profit, insufficient atten-
tion was given to criteria for the evaluation of performance and to the
need to accuntilate funds for future needs.

Gencral derogation of the need for profitis not only destructive but
perpetuates an insidious myth that “non-profit” is inherently good
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and "profit” is inherently bad. Profit, of and by itself is neither good
nor bad but rather a4 measuring tool, and a commodity which can be
used for good or bad purposes.

Used as a measuring device, profits offer the opportunity, with suit-
able criteria and quanitification, to measure performance. Used as a
fiscal device, profits also offer the opportunity to accumulate present
surpluses for tuture needs.

Colleges are not unique in this regard. We businessinen are also ex-
posed to problems in the effortto obtain profits. Many of us have been
known to say that we "don’t run a non-profit business; it just turns out
that way.”

Well if it turns out that way with too much repetition, the result is
often bankruptey. Last year, for example, there weie 9566 business
Failures, not to mention the farge number of businesses which just got
by-—at the very best breaking even,

Just breaking even is not good enough. The failure 1o make a profit
means less money to reinvest in the business. Reinvestment not only
means money for physical plant and equipment but for people and
ideas—and, just as with plantand equipment, people and ideas, sooner
or later, may have to be replaced.

Conclusion

Thus, whether we chief executives head a company that sells a pro-
duct or a service to the general consumer or to the student consumer,
we have much in common. And we have learned much from each
other. Our survival depends upon our wbility to learn more trom each
other.

But your survival, under stress of immediate danger, primarily re-
quires the carly recognition of vour changing role—and the acceptance
of personal vesponsibility for survival of the institution which you
head. Fyeryone in your respective organizations should have some
degree of accountability, but vou have ultimate accountability. Arve
vou equal to the task?

If you grasp the mantle of chief exccutive with eagerness, sce the
problems without panic, and accept the challenge with confidence,
then the answer may be ves. But, whether your individual answer is
yes or no, [ submit to you, fellow chicfexecutives, that you shoutd make
a deliberate personal judgment vather than having it made for you.

Perhaps it might help it vou first asked and ther answered the fol-
lowing question for yourselves: Which is the myth and which is the
reality—Educator or Manager?
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Should Higher Education
Be Consumer-Controlled?

LAYTON OLSON

My views on constaner control of or consumer participation in higher
education are based on the two years | have spent with the National
Student Lobby and almost four years spentin Chicago as legal connsel
to many community organizations—ranging from organizations of
health consnmers, to consumers of housing and welfare services, to a
boys club’s drim and bugle corps.

I would like to present my thoughts under four heads: first, an his-
torical discussion of the consumer in society and in higher education;
second, a discussion of the ditference between the consumer as a mar-
ket force and as an organized constituency; third, a discussion of what
the consumer of higher education wants; fourth, a checklist to deter-
mine if the consumer is bemg mken seriously as an adult participant
in the academic community.

Historically, much of the discussion of the consumer grew out of
debate over citizen participation, which surfaced as a key element in
the War on Poverty, Model Cities and other programs arising in re-
sponse to the civil rights movementand the politics of the 1960s. There
has been extensive debate about citizen participation, since the very
sound of the words seems artificial and politically shaky. There has
always been an uneasy feeling that there is little reality to the concept
since, on the one hand, few citizens feel they have an impacton the gov-
ernmental process, and on the other hand, most government em-
ployees, elected and non-elected, see citizen participation as time-con-
suming, encrgy-consuming, and raising more questions, confusion and
expectations than can ever be handled. Mostof the uestions are raised,
the governmment employee feels, by persons who “don’t understand the
system,” and who generally provide too mnch feedback which cannot
be accomodated by a system without high internal expectations.

The consumer has also been brought to the national consciousness
by Ralph Nader, in the tradition of consumer unions and cooperatives
and other organizations out of step with the consumption mentality—

O

FRIC | 187

Aruitoxt provided by Eic:



or addiction—prevailing in the country since the second world war.
Nader began by dramatizing the fact that carsare often needlessly dan-
gerous and kil over 50,000 persons in the conntry every year. It was
obvious to many that something needed to be done, but no one realis-
tically expected anyone to do anything about it. The system was not
built to handle those kinds of realities. Nader's analysis was that there
is no way to get the institutions of industry and government to take
action on these or many other basic problemsin society untit the “public
interest” or the “consumer” is organized into permanent institutions
which ask, “What is the purpose of cars anyway?”

The Nader model, and then the Common Cause model built on simi-
lar middle-class “good government” ideas, began to demonstrate that
the theoretical concepts of the “consumer™ and the “public citizen”
could be translated into the hard, businesslike reality of institutions
which can develop the feverage of public relations, legal actions, and
the logic of research and citizen action to fight the complex bureaucratic
battles which surround today’s public problems. That is, the consumer
model! seeks to alter today's basic model of countervailing forces be-
tween government-business-tnions-foreign nations-the military. The
conswtmer model was built as a way to organize an unorganized con-
stituency, or unorganized community of interest, in order to allow per-
sons to have some control—and sense of control—over decisions that
affect them in a direct and substantial way. The consnmer model also
poses the basic philosophical questions about *What is democracy in a
mass technological society? and “What are the linits of public deci-
sion making?"

With this historical background in mind, [ would now like to talk
about the consumer in higher education. The question is asked,
“Should higher education be consumer-controlled " This question can
be translated into the more realistic question, “Should consumers play
a larger and more organized role in higher education than they do
now " And even before this question can be answered, another ques-
tion necds to be asked, “What are the purposes of higher education—
or postsecondary education?” since for many purposes higher cduca-
tion is now being lumped into the larger category of postsecondary
education.

The purposes of postsecondary education are often confused with the
objectives ol postsecendary educational institutions. So, rather than
seeing if insiitutions and other “learning situations” meet basic educa-
tional purposes, the normal analysis is that which is reflected in the list
of institutional objectives compiled by the National Commission on the
Financing of Postsecondary Education. Thatis, objectives representing
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society's multiple purposes in education are listed in categories which
can be statistically measured as taking place or not taking place in an
institution of postsecondary education.

Very briefly, the National Commission's categories are:
. Equal access to postsccondary education for all who desire it
2. Opportunily through special services to ensure access

3. Student choice of programs and institutional types

-

Institutional independence from outside control

ot

. Student responsibility

Institutional accountability

Instructional quality

Diversity and flexibility of program offerings

© xS S

Financial support tor the institution

As stated in the “Review of Student Response™ to the National Com-

ission {dated November 1973) by Tim Engen, a student commis-
sioner, the purposes of postsecondary education have also been tradi-
tionally defined in the following categories of society's purposes:

I. National defense

2. Transmission of knowledge

o

. Skill development

4. Sociability and citizenship

j&) 3

. Employabitity

Students, however, sce the purposes of postsecondary education in

the folloy ‘ng ways (as reported in the "Review of Student Response).”

_ First, "[t was apparent in the Regional Review Sesstons (of 289 stu-

dents from 40 different institutions) as it is in the Survey of Student
Response (questionnaire returned by 2,300 students from a cross-sec-
tion of institutions): students are accepting and respecting any trans-
mission of values, citizenship or sociability that results from postsecon-
daty education experience. but are overwhelmingly skeptical if not
feartul about post-graduaie employment.™

Second, "While the students surveyed concluded there was a general

satisfaction with the institutions they are presently enrotled in (79 per
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cent agreed, which is consistent with the Carnegie Commission’s simi-
lar question in which 77 per cent of 100,000 students surveyed were
generally satisfied), there were notable exceptions. . . . Flexibility of
offerings and a general disillusionment with formal instruction were
topics most likely to invoke negative responses. ‘T'he satisfaction of self-
development gained throngh postsecondary education was threatened
or at least inhibited by traditional structure.”

*The overwhelming emnphasis in the discussion of education pur-
poses was THE OPPORTUNITY TO EXPRESS ONE'S SELF-
DEVELOPMENT. This means the expression of self-development in
the form of (1} occupational opportunity, income and skill develop-
ment, and (2) employmentand deployment of knowledge for the bene-
it of self and society.”

A concerned and honestadministrator might respond to this student
statement by saying, "Now those are fine purposes for students, but
we've got an iastitution to run. And while we offer all those things that
students say they want, we must also respond to the objectives of the
institution as seen by legislators who fund programs, business persons
who want students trained and socialized, and faculty who set the in-
teflectual climate of the college.”

The student responds. “Well, you may be doing your best, but you
have indicated that your institutional purposes will always take pre-

cedence over student purposes *when push comes to shove’.

The administrator: "I wonldn’t go that far. After all we wouldn't
even be here if it weren't for students earolled. And we're very con-
cerned about student attitudes on our campus, both among faculty
andt administrators.”

The student: "Now we're getting to the heart of the matter. You're
worried about possible declining enrolments and skyrocketing infla-
tion, and so you're now ready to call in the consultants on student atti-
tudes to see what you can do to stabilize your enrolment market. You
still don’t want students participating ot an organized basis in the plan-
ning and decisions of the institution. You don't see the value, both
politicaland educational, for students to participate in and help analyse
the problems of the academic community.”

The administrator: “1 know, but we've tried getting students in-
volved before, and it takes up so much time and energy of adininistra-
tors and faculty to teach students what's going on, and then students
and everyone else get tired of the whole mess. Besides, we haveenough
trouble getting faculty and administrators to understaad and partici-
pate in solving the problems of the institution.”
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The student sums up, philosophically: “Yes, I can feel the psychic
toll on Faculty and administrators from intense contact with students.
What students want, however, may ease the exhaustion, because stu-
dents want a new process of fearning which allows for a diversity of
adultlearning situations—alternating classroom learning with learning
through participation, both oft campus and on campus. Such a system
is exciting for all involved in it, which is what an academic community
should be all about.™

And so the dialogue goes on. Or rather does not go on, since the ad-
ministrator quictly closes his door and goes back to pressing business.
And the student goes off for the week end.

In this dialogue students and their attitudes aretreated as a powerful
force or market similar to that for cars or other commodities, However,
the market and public-force function is already proving inadequate in
the automaobile and commodity sectors of the consumer society, In
those scctors, society's problems generated by the consumption of a
commodity are attempted to be handled by press statements of “con-
cern” or “what we're doing” about auto safety, the environment, aund
the game plan for “energy independence™ by 1980, As the public rela-
tions response diverges farther and farther from the reality of a prob-
lem, more and more consumers conclude that they cannot believe any-
thing, and that there is very littte they can do to change things. The
same process happens in government, When credibility is lost, confu-
sion and indecision set in. Persons begin to lose confidence in them-
selves and in society's ability to handle—or even define—real problems.

The loss of public-relations credibility in postsecondary education
is not so dramatic as it was a few years ago. However, the financial cred-
ibility of postsecondary education has been considerably weakened,
and students and others arc asking whether individuals and society
are “getting what they're paying for.” When commodities or services
take a sudden leap upward the “consumer™ begins to think again abaut
the purposes being paid for. :

To avoid such public-relations and financial crises, 1 believe it is
necessary to treat consumers of postsccondary education, not as an un-
organized market forec. but as organized constituencies which need to
be represented by continuing institutions accountable to them as con-
sumers. These continuing institutions will not be here today, gone ta-
morrow-~the normal fate of stiedent organizations, which have been
treated accordingly, in terms of respect, in planning and political de-
cistans.

Why do consumers need their own institutions? Because all the
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major objectives of postsecondary education must be veflected in con-
tinuing structures, bureaucracies or communities whose teutral, every-
day purpose is the articulation of those objectives. For these reasons,
we need standing bureaucracies represeuting self-development and
cmployability in postsecondary education. Systems and inventory
theory clearly states that planning and evaluation caunot take place
without formalizing the feedback process to ensure the purposes of the
systeun are being met.

Curreutly, there are institutional interests which advocate equal ac-
cess and opportunity in postsecondary education. Among them are
politicians, intellectuals, foundations, business planners and many
administrators and couuselors.

There are strong interests among legislators, adwministrators, fac-
ulty, parents, education associations and agencies, the business and
union communities backing financial support and defending institu-
tional indepeudence for postsecondary education.

There are toundations, faculty groups, governmental agencies con-
cerned about the quality of instruction. In addition, militavy and busi-
ness communitics are setting standards for instructional quality.

The government, professions, business planuers, and foundations
ave beginning to demand Anancial kccountability and measures of ef-
ficiency or etfectiveness of an institution,

There are some Faculty, administrators and foundatious calling for
diversity and flexibility of program, student choice amoug programs,
aud student pacticipation and responsibility. But these latter objectives
are not based on the experience of well-organized institutions. Fhe
most clfective spokespersons for these objectives can be students, but
students are not well organized to do so. In addition, student-con-
trolled institutions can be the most effective voices to stress the impor-
tance of self-development and employability.

The consumer constituency is also potentially the most powerful
political force for assuring adequate public financial support for post-
secondary education, Part of the need is to “educate the constituency”
through student media as to the problems and the strategies for secur-
ing public support; the other part is to “enlarge the constituency™ be-
yond the normal “college age” student w older persons, part-time stu-
dents, their pavents and families, alumni, faculty and others.

When consumers of postsecondary education become organized,
what is it that they actually want?



Beyond the bioad objectives of opportunity for selt-development
and employability, many students could not say exactly what they want
“as a group.”™ Most students react to uestions about whether they are
satistied with their college experience by saying, “Hell, college isn't
bad. It's better than working. I don'tlike everything, but 1 meet good
people, have a good tinie, ind maybe 'l make more money when I get
out than if I didn’t go.”

As the consumer constitueney is developed, what consumers want
becomes more and more clearly defined. Consumersdevelop a point of
view of existing problems or sitnations, and begin to develop a point of
view on questions that have nat even been debated before by students.

The development process means that the consumer becomes a sev-
ious part of the academic community at the campus level, the academic
level, and the state and nationat political and bureaucvatic levels, The
dialogue which takes place at cach level finds consumers and non-
consuniers alike now focusing on ¢uestions of new importance: “What
is the interest of the constmer?” Obviously there ave many kinds of
consumers who want many different things, sometimes in conflict with
other constnmers, However, there will be a consensus, 1 believe, on
many issues, and 1 would like to discuss a couple of them.

First, consumners—students and their ﬁmilics——ngrec that education
is expensive, that it is getting more expensive (|ut(kl), and that some-
thing should be done about it. ‘Thus, students are in favor of student
fimancial aid increases, and against tuition increases.

Also, students agree—as do most academics, politicians and busi-
nesspersons—that actual learning can take place through a combina-
tion af off-campus experience and on-campus discipline and dialogue.
Students agree that they learn atleast as imuch from cach other as they
learn from "professional instruction.” Thus, most students would pre-
fer the option ot earning a bachelor’s degree in a three-year program.
This would save one-tourth of the cost ol a bachelor’s degree certitica-
tion. Students would also support the flexibility to earn that degree in
anywhere from three to five years or more, since most students would
agree thatthe "extrayear” spent in college is primatrily spentasa hold-
ing period” to allow for maturation purposes. Most students would
agree that the purposes olaliberal arts education would be best met by
combining campus and off-campus learning in this manner. However,

~thethree-year bachetor's degree program isone in which most colleges
do not find theiv own self-interest. Although the program would save
the consumer (and society) money, there has been e demonstration
that it would save many colleges any money, particularly in a time of
dropping envolment projections.

'[MC | | - - ‘193

PR .1 Tox rovided by ERIC



In approaching the problemns of envolment levels, consumers would
have to face the difficult question of faculty costs, which are often
“locked into™ a budget. Consumers would press for reasonable ways to
handle the oversupply of faculty, perhaps through a federally-financed
“sabbatical leave emergeney employment” fund to case academics'
ability to transfer in and out ot college teaching and administrative jobs
as the enrolment mavket fluctuates.

Interms of self-development, students want todevelop their point of
view, to try new optiots in an atmosphere of understanding. This pro-
cess of growing up cannot occur in a situation which asks students to
wait until they graduate before they "grow up,” or “join the reat world.”
Students can grow up by travelling, by joining the military, by going to
work, by being inan internship program, and by facing the same prob-
lentsof running aninstitution of postsecondary education which others
have faced. When such students returned to campus there would be
exciting dialogue between “veterans” of many experviences, including
the many kinds of “new students™ who would be enrolled.

Each person on campus would be treated as i person with a point of
view to develop and shave, rather than as a child to be filled up with
knowledge, training and an intellectual point of view, The campus
would often become a "marketplace ol ideas and views,” which in many
ways would mirror the experiences of society as a whole, Many faculty
and administrators would heave asigh of relief to have the level of per-
sonal maturation oncampus raised in this wiy. The one thing students
and faculty can agree on is that the level of maturity will not appre-
ciably pick up through more taculty-student contact hours, since in
most instances faculty are currently overtaxed and often become emo-
tionally drained fromtrying to deal with students' problems of growing
up and becoming intellectually disciplined. This purpose of develop-
ment canonly be substantially furthered by altering the learning situa-
tion.

Students agree that they feel a desperate need to be able to partici-
patein every aspect ofacademic life and campus governance, For many
persons thisisa way of approaching “real-life problems” and beginning
to define what their interests as consumers might be in those situations.
Students need to participate in faculty evaluation, on boards of trust-
ees, on governance and academic commiittees, on admissions, financial
aid, public relations and development commitiees for the institution,
Students need to prrticipate and getacademic eredit for it. This is also
true for students working with student governiment organizations and
student projects of all Kinds, including student lobbying ovganizations,
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In their student organizations, students need to be recognized asbeing
represented by contining entities—not simply by a series of ad hoc, un-
defined committees or situations. Administrators have had a habit of
dealing with students as a "new gronp™ each year, so that all the rules
can be rewritten in order to make student participation as unstable as
possible. In order to stabilize their situation students need to start with
basics. In this regard, students have much to tearn from faculty unions
abont the concept of “recognition.” Recognition means written recog-
uition in a constitution and rules and proceditres which are binding,
and as a last resort, enforceable in court. These rights have no serious
meaning unless students have control over their own legal staff. In ad-
dition, students need controlover their own professional staff hired to
administer the student union and book store, and the student budget.
And students need control over their own lobbying organizations,
which organizations not only lobby legistators and government admin-
istrators but also lobby their own collegés and educational associations
to represent the consnmer and to take the consnmer’s interests more
seriously in planning.

As stidents work to set up their own institutions, they begin to learn
the rules of any serious business. One of those rules is that you only get
what you pay for, In the past, student governments have been able to
argue for months about whether to spend 8150 to sponsor a once-a-
year treck of student body presidents to the state capital for a cocktail
party with the governor and members of the legislature. 'The real ques-
tionwas notaddressed. The real question for studentsis, “Do you really
want a student lobby and do you know what a lobby does?” Well, if you
do, then it is going to mean a futl-time office and staff in the state capi-
tal, plus the yearly trek of student body presidents and others for a
cockeail party. And it is going to cost $3000 to $10,000 for your campus
to do it, in combination with students from other campuses. In other
words, business is business.

Running campus projects such as child-care centers, businesses,
and public intevest research groups teaches the same rules, and stu-
dents need toamderstand w hyitiscrucialto support thcm and demand
results from those involved in them,

For the same reasons, students need to support at the national level
many student-controfled groups which provide a range of professional
services and information and help to build a network of institutions
in which students can place their confidence. This means developing
anetwork which can provide information and services on every subject
from the effect on studernts of faculty-administration collective bar- -

.
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gaining to setting up contevences tor leadership training, to how to get
the hest deal foy vour student union in vending and pinball nachines.

I this process, colleges wid conswuers will be coming tuce to face
with one of the most glaving faults of a college education. Today’s tra-
ditionat college education teaches peaple to be passive consuners of

Cinformation. A college education is positively detrimentalo a persott's

abifities to organize., supervise, put things together, and sclf.

No wonder students are frustrated dreamers, since they are not
givent the opportuuity (for academic credin to break down veal-life
problens and put sotutions together again. Most students when they
graduate are prepared only to itinto 2 burcaucviey where they do
not have wide respousibilities. They may have academic opinionsabout
sitations, but they ave uneertain and untested in what they really be-
Jieve. They bave passively tuken inthe conventional wisdom of many
fields, el vet they do not know where they it in. They watch Water-
gate ont television and have interesting theories about deception in
high places, but they do not ave the basic instincts about how 1o effeat
change because they lave notde ita habit 1o walk the precinets on
clection day—cvery election day—and to get their friends to do the
sane. T many ways, none of this watters as long as the bureaucratic

cavstent that students e involved in works, but when that systen,

"whethet it be the educational, healibi-cave, wellave, energy or inter-
wational, begins to erumble fuandially, thenthereisa cruciaf ueed fov
persons who cattsee dearly the purposes and realities and ave able to
act on them, This s what Prany consumers want from postsecondany
cducation.

A chiecklist to test the cotumitment of pevsons on your campusto the
principles of consumer patticipatioun asks the following questious:

L. Is the adimiuistration and faculty capable of haudling student
feedback it a systennatic way? Ananswer would cover the tollowing
points: 1s there a mecumisi for student evahiation of faculty, course
ofterings and degree requivemens? 1s there a weelunisi for stdent
evaliation of the structure of the institution: Ave students involved
for course-credit intadmissions, financial aid, development, public ve-

atious and governace? Are students involved in facuby hiring anc

tenure conunitiees, in colledtive bavgaining negotiations? Ave students
ivolved in the board of tustees, and in naking presentations to the
state legislature?

9. Second, are students seriously represented in institutionatized
ways? Do students get course eredit for their work? Do students have
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control over setting up special coutses involving participation in the
governance of the college? Do students and adwministration have writ-
ten vules and procedures which are enforceable in court? Po students
have the funds and the power to hive their own attorney and other em-
ployees to represent their interests tor a period of years? Do students
have control over student fees? Do students come to meetings such as
the annual meeting of the Association of American Colteges after hav-
ing been involved in the problems of their own camptis? Do students
have a good grasp of what their individual and collective interests are
and how to achieve them?

3. Third, does the atmosphere and structure of the college help
develop students’ decision-making ability* Doces ithelp them in finding
their own purpose, uniqueness and wholeness? Does your canpus

“clarify the difterences between the “passive,” the “participative” and
the “analytical” curticulum rather than dividing the curriculum into
the less relevant categories of fine arts or humanities, social sciences
and natural sciences? Doces your college challenge cach student 10 de-
cide whether to attend classes each year or to take a year off, to take a
year'’s internship, to travel abroad, or in other ways take responsibility
for the direction of his or her learning? Does the range of backgrounds
and experiences of persons on your campus reflectan exciting diversity
and challenge to each student? '

4. Fourth,insum, is your college a place where you would be excited
about attending for one to four years at whatever age you are? Would
you feel both challenged and respected as a person?

Q
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The Role of the
Institutional Governing
Board

ARMAND €. STALNAKER

‘The business executives on a college board of trustees instinctively
identify themselves with the administration and expect the presi-
dent to perform like a chief executive officer who has a plan and
accepts responsibility for implementing it and for the results
achieved, There is probably strength and comtort in the fact that
the executives who serve on the board tend to identify with the
administration of the college rather than with other elements. At
the same time, they may have unreasonable expectations of the
president as head of the institution because they may assume that
he has a kind of executive authority that does not exist in the col-
lege or university situation. I believe it is reasonable for them to ex-
peet that the head of the institution will have a plan for the school
and will accept responsibility for carrying out that plan and for the
results the institution achieves. The head of the school should be
expected 1o do this even though he does not operate with absolute
authority.

We expect to be able to quantify and measure results and we
are apt to suspect that if they cannot be described precisely they
are a little too vague and may not be real. Objectives such as creat-
ing a community of scholars and an atmosphere of growth and re-
search are not quite acceptable to many board members as ade-

-quately precise standards for the institwtion. Businessmen tend to

feel that if these things are real and meaningful they will produce
some results which can be observed and measured.

" To the trustees, the president sheuld tell it like it is. Business
executives who serve on the boards of business organizations as well
as on the college board are accustomed to facing problems and:
hearing bad news. Often they will be stimulated and challenged by
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dithcult problems and by plans that did not wurn out as had been
hoped. Every business that is successful has learned to abandon
products and projects and to develop new thrusts in different direc-
tions. Nothing will alienate the businessmen on a college board as
quickly as a feeling that the bad news is being disguised from them
or that they are not getting an accurate and complete rep it of
what is really happening w the institution,

The president must help us o understand the true nature and
purpose and objectives of the institution as related to society and
as compared to other colleges. The board needs this understanding |
to function cffectively. We helieve the school needs it to unify the
efforts of the many people whe must contribute to its success. Most
of us make assumptions abowr the school based on what we once
knew it to be, or based on what we know about some other school.
Relying on facts and not wishful thinking. we nced to have a clear
picture of how this school is different from others and what other
schiools are most comparable to this one,

The president is entitled to expect that when the institution gets
nto trouble the trustees will take charge. Sometimes they may not
act very wisely in doing so. but the members of the board are
deeply conscious of the fact that they have an ultimate responsi-
bility for the institwtion. In these days when many institutions are
in difficulty. the role of the boards of trustees is becoming a more
active one. The board should be, and will insist on being, a part of
any catastrophe planning that the institution must undertake.

Board members ave likely to vegard their time as being wasted
unless the ovientation information being presented, and  theiy
thoughts and opinions, are being focused on significant decisions
o be made. This is simply an applicatin of the fundamental edu-
cational principle that people learn more when they are interested
and challenged by a problem. Board members are not very co-

_operative i attending lengthy general ovientation and information

O
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sessions. When this is the agenda of the board meetings, attendance

must be expected to decline. On the other hand, there is ahmost no

fimit to the amount of time and cffort that board members will de-
vote to background information that they sce as being relevant to a
specific problem now Gaced by the institution and by the board.

Throughout these vemarks | have been talking as it the board
were composed entirely of business executives. ‘That is my own per-
speative, and that is the kind of board member with whom | have
talked in preparation for this discossion. In actua practice. most
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institutions have many other vocational backgrounds represented
on their boards. The composition of the board will obviously make
a grear difference to the way it functions. One question that one
might fairly ask a college president is: Which would you rather
have, and why, and how would you deal with, a board composed
entirely of self-made millionaires who struck it vich but who never
went to college, or a board composed entirely of presidents of other
colleges?
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