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Introduction

W here once the sole concern ot the college president was the achieve-
ment and mauntainance of an educational capability. that concern is now
tragmented among: insuring the due process rights of students and facul-
tv. compluing with the legal requirements of tederal affirmative action
regulations and state labor act provisions. tulfilling the fiscal expectations
posed by Jeuslators and state budget otfices. and expanding educational
opportunmts

Nor do the president’s governance concerns mesh into a unified respon-
sibility. More trequently thev represent contlicting goals as the constituen-
tes of the college are transtormed into competing interest groups.

The president’s role in this tug of war can not be simply characterized.
Only one statement may hold from campus to campus. and that is that the
president is subject to pressures for power from the winners. as he is sub-
ject to consequences from the losers.

Additionally. as the president’s scope of governance has expanded far
bevond the original educational objectives. the president’s ability to
govern has been altered by the creation of agencies. boards and com-
missions entering the decision-making process at the state-wide level.

The question is not whether the new special interest relationships in
colleges or the control assumed by state-wide bodies are. in themselves,
detrimental to the college. The question is how these factors affect the role
of the president and the quality of governance.

Such a question was the subject of the 1973 Summer Council of
Presidents of the American Association of Colleges and Universities. The
tollowing papers. taken trom presentations made to the state ‘college and
unversity prestdents attending the Council. offer four different perspec-
tives on the changing role of the college presidency.
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John T. Bernhard
President
Western lilinois University

To spaak of the president's role as 1t was just a decade ago is to delineate a situation
which nndav seems centuries old. At one time. not two long agu, it seemed plausible to
write a ratonal description of the college presidency and its duties. For example. note
Llmd Woodburne's rather formal outline:

“The Prewdent:

4} Act as chiet admanstrative head and arbiter of disagreement between subor-

Jdinate othicers.

b) Determune with academic vice-president the educational direction of the ad-

rnstration

¢) Have major rupnns:hulm for raising of funds and for legislative relations as a

part of thrs function.

d) Have mapor responsibility for continuous improvement of public underscan-

ding with alumm groups and other ofganizations.

e) Be responsible for student activities.”

Of course. so much between the lines was left unsaid. In an effort to reinforce this
gerewml outline with the “stuff of leadership.” James Perkins expressed a growing con-
cern about the coilege president’s proper role:

“Someone must be concerned with the institution as a whole, the activities it sup-
ports. the public face it presents. and the private concerns with which it is oc-
cupied - . . He must be able to involve himself ditectly in the central academic
bustness of the university. to exert educational leadership. to be an agent for both
stability and change. He must be capable of institutional justice and personal com-
passion. He must not fear power or be afraid to exercise it. because he must know
that power cannot be the direct concern of either student or teacher. He mus
alwavs he sensitive to the difference between the process of management and the
process of education. and he must understand that the former must always serve
the latter.”

These wise and well-measured words were uttered just before the roof fell in on
Perkins and manv others in higher education.

In ketping with the drv humor that happily is associated with many college ad-
munistrators. Herman B, Wells, upon leaving his post at Indiana University, observed
that a4 college president needed “the physical stamina of a Greek athlete. the cunning of
a M.u hiavelli. the wisdom of a Solomon. the courage of a lion. and the stomach of a
goat  In a different but typically nuts-and-bolts statement. uttered when he was being
“Reaganized ~ out of Berkeley. Clack Kerr claimed that a president’s job was to provide

Q the students. foothall for the alumni. and patkmg for the faculty.”
]: MC the college president is besicged by a growing number of aggravating
3



problems The stucent mormod o core i have subsded. but the naggine Chores of

survivad sull gnaw at rnc presicents aoint and strenacth. And this i atraly dreadtul
stuation, because Bis coademie descenstup and entellectual sivion are s desperatelv
actded todas
Atter gloonvis conduding that esthier Be coulan’t manage the Universie of Canein-
fate or 1wt menaeeadle ot ad, Warren Benos proceeds o untold the recerd of o
tpeal dav o s othiee
Here s o note trom protesser. complanmg that hins classroom temperatare s
down to 050 Daappose he expects me to grab a wrench and fix it A student com.
plainy we won toive hun course credit for aeting as assistant to 2 aty councilman
Anuother was unable o cet into the seadent health center. The teacher at mv
ld s dav school is dissatistied with her erJde‘ A parent complains about four-
ietter words 14 Philip Roth book being used in an English class. The track toach
wanty me to conle over toosee tor mvselt how bad the track ts. An slumnus
couldn't get the tootbail seat he wanted. Another wants a coach fired. A teacher
just calied o tell me the squash court was dosed at ™ p m.. when lie wanted to use
it And w0 1t Qves

Feimpect o persenal reference. Benmis's plight reminds me oniv too readilv of some
events | hase waded through over the past few vears. months, weeks and davs:

Getting nauaurated @ presdent. with a pomb threat, and 4 seam-line explosion

occurning on the same happy day,

Furing the tootball coach and searching tor 4 new one.

Fiading an ombudsman to handle student complaints.

Arguing with the Governor about his plan to raise tuition by 89 per cent.

Debating with some facufty leaders on the ments of a new all-universitv gover.

nance svstem.

Resolving 4 student sit-in. which was organized to protest the Kent State tragedv.

the Vietnam War. the irrelevant’” curniculum, and the existence of ROTC —all

wrapped up in oue package.

Assuring legislators that wild-eved radicals had nos taken over the campus.

Arguing with the statt of the State Board of Higher Education for an udeguate

operating budget

Worrving about student enrollment and dormitory occupancy.

Ordering the student newspaper off campus.

Lobbving in Washingeon for more tederal aid to education. and for an Amtrak

train to serve our students

Noting the impact of an Atfirmative Action Program and wondering how to ad-

munister 1t equitably

And the list could go on and on. Surely. every president could compile a similar ac-
count of urgent items which ail presidents seem to tace nowadays. The broad spectrum
of problems 18 both fasandting and frustrating. No wonder Frederick Bolman has
emphasized excellent mental health as the first requisite of 2 college president.

Obviously. the role of the college president is far from easy. But then again. what ad-
ministrative leader has it easv nowadavsy The college presidency of today is vastly
different from what it was vesterdav. Mario Savio, Vietnam, and the dollar squeeze,
among many other elements. heiped to bure forever the idyllic image of a president
pondering Il Penseroso " in his quiet study. Instead. we have today a noisy office filled
T telephone rings and nagging petitioners. Yet, above alt this hue and cry. the prev-

F MC"“M sull keep his eve firmly on the edicational misnsion of his institution. All ehe.
P
M’JA‘Q
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though anneune ud tsie consatmng. o realls peripheral to the academic goals of the
coliege
What faes the colleqe presicent womorrows Vastiv more complex and uncertain

challenges Ge abead. ana reading tea leaes or leoking through a frosty crvstal ball can
beoamiteds s guesang game Howeveroas 1 osee it the president faces & future fraught
with both peni ane exhidaration m which he st be prepared to match wits with at
least three manr saues of gredt mement, s’ of overlappimg etfect:

the criay of dollars

the ey of ceordination

the crisny of povername

Dollars

Almost ol presidents probubly are paintully aware of the “stringent seventies” by
new, and aiso of the tact that in the tuture they will have to continue the bleak battle for
adequate tunaine with auxed success

In the decade of the immediate past. rapid physical expansion was the major theme.
springing trom demands tor new classroums. laboratones, and living spaces for students
on revdential canpuses This fruntic crowth snowballed into an enormous capital in-
vestment tor Arern n higher education. Toallustrate. at Western Hlinois University in
1966, tail term registratien was only 2,600, but this fall. the total probably will reach
14000 students A tanrastic leap of over five hundred per cent. The decade of the six-
nes meant dvnamin arowth n space. student enfollment. and certainly in facults and
statt ’ i

Now. 4y we plunge through the 1970's, the “crists of dollars * has become one of the
great (hallenzes w0 the adnmitration of higher education, exacerbated by the mose
heated inflationany cvcle 1n recent American history.

The powertul surge of the sixtier made 1t inevitable that eventually the public would
ask probing questions about the vperation of colleges throughout the land. With total
enrollments tripling in size. and with overall state appropriations jumping from about
$1.5 tillion 1n 1960 to over $” billion a decade later. higher education in America
moved inexorably closer to the dav of public reckoning: of weighing alleged benefits
against actual costs. Regardless of which criterion emploved. this phenomenal support
was 4 substantial reflection of citizen confidence in higher education. a reflection of the
aation s perception of its colleges as the collective fountainhead for all advances in lear-
ming and service As an unhappv result. however. Americans came to expect more than
these institutions could logically be expected to deliver. And. perhaps. educators helped
to perpetrate these unrealistic expectations. therehy making disenchantment that much
more bitter when the moment of truth arrived

Now the haevest of tiscal reaction has come. There weee troublesome signs on the
horizon even betore the seventies. but in 1970-7 1. seventeen seates actualiy appeopriated
Jes per srudent than in the previous vear. in terms of handling any increased entollment.
And the tuture preture is tar from bright. The president must prepare to wrestle even
mure encrgeticallv with the tuture inflationary cvcles of our economy. Pechaps ~“Phase
107 will be with us five vears from now. The need for improved academic peograms,
salary boosts. and the inevitable price increases on commaodities. services, and utilities
will unfortunately always outrace the belated attempes of legislators snd governors o
catch up via adequate appropriations.

Q e heart of our tiscal crisis is the question of public confidence. To put if frankly,

EMC wh will society trust college administrators in the future? Higher education
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phinners, egihators, i other publn cttiaals are deconune more frustrated than ever
abour the rising costs e tex dollan dhie koot dthicslne of determiniae soc produc.
uuty e an aeademie context. and the proper rofe of colieges ina future era of stabwbizang;
or ever dechmng enroliments

Earl Cherr s studsaptls entitled [oc Newe Denvece o or Hegoer Ednoatron, discusses
the matter of contiazne ’

We would emphasize three aspects of the tash of restoring contidence. First, the
colleges and unnversities must Luve vampases that reveal themselves as being
reasonably governable this does not mean a placad campus, but 1t does mean a
stable one

A seoond requirement tor centidence 1s that the colleges and universines
demonstrate that they are reasonably efficient an their internal operations.

Thardiv. tn vur judment. restored contidence will require convinang evidence
that the ativities of colleges and universities have o umtving set of pur-
Pses  purposes that the supporting public can understand and defer to ...

it appears that presidents accurately must inform the public of their plight. of their
institutional goads and obsectives. and ot the worthuness of the total academic venture.
Such dunamic action would geeatic help to secapture the public s erust in higher educa-
tragy.

Coordination

Fvidence dedrlv indicates that the national floodude toward coordination of higher
education 1+ running very strong. even to the level of outright centralization in some
states. (f course. many sound arguments can be made in support of the coordination
maovement  These indude a4 more prudent and equitable allocation of available
resources, together with a more svstematized elimination of unnecessary  prograzi
duphication.

Howeser. serious controversy arises over the proper scope of the coordination effoet
and its impact upon governing buard authority and institutional autonomy. The state of
Hllinon presently finds itself in the throes of such controversy. Some of our fellow
citzens accuse us of crving wolf - when we voice our alarm about certain tendencies in
coordination, vet. cleatly there is real danger in terms of the precedents established vear
after vear. 1n state after state.

Only 4 blind man can denv the possbilety that soon each campus may actually be ad-
mimstered on o daveto-day basis from a cemral headquarters. Such a development is not
inevitable. but the msubilits definitely exists. and vigilam® mav bhe the price of our
autonomy  Further. adding to the volatile mix. are the growing aspirations of private
colleges amd proprictary shools

Thus s not to sav that Western Hiinos Universty or any other institution should
tunction and plan independentls. but the detimetion of institutional obyectives becomes
difticult. 1t not impossible. in the current babble of voices raised over the issue of coor.
dtnation vs  centralization. In the near futuee. presidents muk confront the hard
questions dealing with the viabwlity of statewide (oordination. as recently posed by
fogan Wilson

. What kinds of deasions are best made tw 2 local institution? By 2 goversing
board” B 2 coordinating twidv? How much of the traditional autonomy must be
wactificed in order to become more accountable '/

P
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To what extent, if anv. does increased coordination of higher education inevitably
lead to more political and less professicial participation in the overall enterprise?

.. W1l the increased application ot statewide coordination result in 4 more rational
approact: to the problems of higher education? What s the undesirable impact of
coordination upon governing boards and individua! institutions’ How can such an
impact be minimizeq’ R

Gevernance

Shared governance s an esteemed and time-honored rradition in American higher
education. While lines of pracucal jurisdiction between trustees, administration. and
faculty seldom have been neatly drawn. a substantial body of governance “common
law * (based on experience and good will)has matured over the decades. In recent years,
student participation has been added to the traditional mix. with rentative and in-
conclusive results. at leust at this stage of history.

However. another more powerful governance factor now has erupted upoa the
scene - namely, collecve bargasning or tacults unonism. It ts 2 verv grave chrust,
carrving such untathomable implications that we cannot possibly judge its final weighe
upon the sdes ot higher education.

It 15 quite pussible that the current conditions of fiscal austerity. lack of public
enthusasm. and « discouraging professional pessimism (related to the changing
academi marketplac). have caused more faculty members to think seriously about
coHective bargaining as 4 “wav out”’ Economic anxiety. as the central core of the grow.
g labor uaton movement 1n academe, will sustain this tension a3 we continwe to
struggle tor survival budgets” during the coming vears.

Perhups collcctive bargaining does represent the wave of the future for academicisms.
and thus we will huve to adjust and live in accordance with new rules. However, there is
the possitulity that many faculty members are so anxious to grasp for what they hope is
economic security that they will overlook some of the senous repercussions of such &
mune - parttcularly in relationship to the academic world as they have knowa it.

Faculty quite naturally will strive for the best of both worlds. the ecomomic secerity
oftered by collective bargaining coupled with the traditional collegial role of shared
governance: but such an ideal goal will be very difficule if not impossible to sttsin.

As suggested earlier. the move for collective bargaining on many of our
seems 10 arise in large measure from the setious and continuing funding problems of in-
stitutions Facults members have seen equipment and facilities deteriorate. their salacies
tall behind the spiral of inflation. and they sense the potential danger of steady-sate or
dechning enrollments Even if there 1s no necessary correlation between collective
bargaming and operating budgets. the pent.up frustrations experienced by some faculty
have turaed them toward collective bargaiming as a powmible “solution ”. While, of
course. wome taculty members are gommutted to collective bargainiag for other ressons,
the deepening anxicty over empiovment conditions is the chief catalvse spurring the pre-
wnt leaders ot this movement _

Carr and Van Evck recently have painted an uneasy role for the college president un-
der collective bargaintng:

“Collective bargaining mav. even under the best circumstances, complicate the

Ines of previdents . and moke their jubs more intolerable than many chief ex-

cwutives have found them to be in recent vears . . Some presidents have

() e argaining as an understandable and appropriate development in
]: KC cment relations and institutional governance. and have maneged o0 hc

?
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comtortably 1t not happilv with the process. But no presdent we know is without

apprehiensions about the consequences of collestive bargaining nor does anv seem

trulv to enpn by part i the ongomng business ot bargaining.

Though oo earh to pudge. (ollectve bargaining actually paves the way for 4 substan-
taal external inzruston into those internal matters once thought to be under the control of
the imtitution and it board Thus bargaining becomes sumply another means of external
vontrol over hicher education. parniculasly as part of the total price that must be pad to
get more support trom the public treasury

Guven all the dangerous pttalls, trustrations. and uncertanties that loom ahead. why
be 4 college prestdent at alls This 1s not an easy question to answer. but the central core
of anv response must be that the president vbtains great satistaction simply from guiding
hiv ollege  through terbulent davs - to serve sxiets i wavs never contemplated.
betore in histors He s of the proneening tradition. and setves on the cutting edge of a
humuane enterprise to which he 1 deeplv comnutted

Without 4 doubt. the oftice ot the pressdency has suffered badly at times from
grievous human error But. the one great asset of the pragmatic American college presi-
dent L been his willingnes to redress the balance. to tind answers to questions such as

what went wrong . or - how do we adjust to the situation:”. or “what improvements
are neededs The tatthat prevdents are willing 1o explore and discuss issues. to make
plans tor uproved acadenic qualitn, with logic as well as passton. 1s great testimony to
the 1nner streneths and vatnhity of Americen higher education True. there mav be a slip
tror the chow fath or occason. but. for the most part. presidents stick to the last in
the persesering srugele to advance the cause of higher education foe all human beings.

In this regard, there 1v some cograge and anspiration from Blaise Pascal’s wisdom:

AMun s but g reed. the most teeble thing 1n nature; but. he is a chinking reed.

The entire universe need not arm itselt to ctush him. A vapour. a drop of water
suttices to kil hun - All our digaite. then, consists in thought. By 1t we must
elevate vurselves. and not by space and ume which we cannot fill. Let ws
endeavor, then, to think well: this is the principle of mocality . . . By space the
universe encompasses and swallows me up like an atom; by thought 1 com-
prehend the world,
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Dr. William C. Friday
President
University of North Carolina

o many states and in the Congress. there are forces who work foe the study or re-
examunation of the structure of higher education and especially its planning processes.
having concluded for various reasons that existing arrangements are no longer adequate.
There are manv reasons tr this new emphasis. including accelerating costs. the growing
demands for public service not heretofore rendered. errollments and admissions policies.
the recent historv of campus unrest. and other factors that have led poiitical and
legislatine tigures to more direct involvement and participation in decision-making in
higher education,

This 1s not as bad as some aliege. The public and the elected political leadership
should share the achievements. concerns and ambitions of higher education. It is impor-
tant. however. that the distinetion be made between being of the political process and
being submerged 10 the pohitical pricess. Only through the former can 4 viable program
of public higher education be provided to supporting atizensy,

From recent eftorts to resteucture higher education in North Carolina. two importam
facts became clear. One. the reorganization or structural pattern that meets the needs
and csrcumstances of a particular state and its traditions, programs and commitments of
service will not necessarily be the pattern that is applicable in any other state. And two.
in anv experience within a state or in response to Congressional acts [such as the propos-
od 1202 commussion requirements] one should not hecome so possessed of flow chares
and job descrigrions as to begin to believe that administrative structure is an end in itself.
Admmmratne arrangements exist primarily to facilitate and to serve educational pur-

and objectives.

If these points are kept clear. and if administrators can view themeelves candidly and
fully. it will be possible to provide the kind of imaginative and constructive academic
leadership which presently is needed.

The developments now taking place in several states mav be illustrated more
specifically by a description of the North Carolina experience.

Legislative and gubernatorial conceens. expressed by concrete proposals. about the
organization and functioning of higher education in North Carolina reach back for
nearly two decades |BHE, 193%]. During the past ten or twelve vears. specific actions
relating to (olleges and universities have been introduced in virtually every session of the
General Avsembly. There were 2 number of reasons for the dinsatisfaction with the way
things were: insututional lobbving. legislative infighting: the proliferation of ia-
stitwtions and programs with growing budgets at 2 time when demands for other public
services were increasing; the abwence of a bng-nngepluwithcfﬁninaﬂumd
Mmm to avoid duplication; and campus unrest were amoag the circumatances.

» agamnst thus background that the 1971 General Assembly took ies decisive ac-

[Kc .
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ton [t discarded coordination as North Caroling had experienced it and established 2
sistem of ginernatce in which responsiality would be accompanied by authority over
the pueblic semor msntunons and ther actvities: The distinction betwevn governance
and conrdinaiion is the cratread pomnt i North Caroling s chowe. The new law created a
32.member Bourd of Governors (egislators snd thear spouses cannet serve on it; neither
can the Governor of fulltime state emplovees and ther \'pouses]' and merged the nine
rectongi uhiseraities and the School of the Arts with the six campuses of the University
i North Carolina The Board of Governors, shich took otfice on Julv 1, 1972, was
wiven substantial powers. induding the management ot all sixteen campuses. the ap-
peintmens of sl senor admimstr vive personnel and tenured taceley, long-ringe plan-
ning. budget preparation and control, determination of tunctions and riugrams of in-
stitutions. tee setting and establishment of enrollment levels and sssessment of the role
of provate sntirutions

The till provided tor ol Board of Trustees for eac? of the sixeeen campuses. This
i rather unigue arrangesientn higher education: Vo the statutory authonty conferred
upen the o boards there s been adided authnan delegated by the Board of Gover-
nors and e atter ceicgation pireads has L weeded e a wubstanual measare the initial
authorr conterred S statute on the ocal Boards of Trustees.

Eoomrds e i motitotn o subrntted their own budget requests to the General
Avwomid L oneer fhe new ©ow the Boand of Governors is required to submat a single.
anihied buaget cnooch oot Al the msatutions: Direct appropristions are made 2o the
MXTEE L CpUMc b DETIREATION of Present ctivities, dut apprapriations for all other
PUrposes. it Lot entodment growthn salars iereases and capital improvements are
flace o ae Hoara of Gevermens tor ailocation to the campuses The appropristions to
the Laurd ot Gosernors are made oo lunp seni baved on the Board-estimated
priofities tor the O niverses

According e the statiates, the General Assembiy will elect at two.vear intervals a class
ot vicht members o the Board ot Governors. making certain that membershup included
mipurities. memiers of the munonty political parte and women. Of the thirteen
members of the iocal Boards of Trustees. eight are named by the Board of Governors,
faur by the (enernor. and the student bodv president serves ex officio.

Under the new [aw. ail new degree programs and all new activities must be processed
and authorized by the Board of Governoes before an institution mav proceed to imple-
ment them The Board of Governors also has authority, after due consideration and
notice, 1o discontinue programs deemed to be unpraductve or duplicative.

In the thirteen months since the Board of Governors legally came into existence. #
has exerased several tacets of 1ty adnunistrative role,

To begin with, the membersp of the Board tok the oath of office. elected ity of-
fiers, eatabinhied temporary commiteees ot tts membership. appointed its e ior ad-
minnteative otticers, held an important seminar with the membership of all Jo i Boards
ot Trustees. viwted each ot the uxteen campuses under its jurisdiction. and had represen-
tatives study the ofganization of tive other multicatnpus universities n the nation.

It approncd the mergef of the staffs of the tormer coordinating Board of Higher
Education and the ottice ot the president of the University of North Carolina, and filled
other ymportant statt pos,tions

The Board adopted & Univeraity Code setung tosth its procedures and rules and the
delegatin of authorits to the president and to each of the sixteen chancellors. The Code
b speaties polivies on tenure and academic freedom and codifies all other statutory
pren istons relating to the Univeruty.

l: lCi ithin the adrunistrating structure of the University there was established the Ad-
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ministrative Council, which is composed of the 16 chancellors and the senior staff of the
General Administration. This major step was taken to insure the participation of each of
the chancellors in the formulation of administrative policy and all other basic ad-
ministrative decisions that must be made in the University. Faculty relationships and ad-
vice also were deemed highly essential to the new structure, which led to the creation of
the Faculty Assembly with representation | numbering more than sixty members] duly
elected :rom all campuses. This body now has its own structure, by-laws and officers.
The student body presidents have been involved also on matters that are University-wide
in import and application.

There has been established an Advisory Committee of presidents from the private
colleges and universities ot the state through which direct discussion and debate on
matters of mutual convern is now provided.

With the cooperation of the chancellors. a moratorium was declared for the 1973-74
school year on the establishment of new programs and activities until an objective and
comprehensive inventory of all present programs and services could be made. This in-
ventory of all the campuses is nearing campletion. This kind of broad evaluation is a
necessary prior step to proper long-range planning. which the Board also initiated this
year.

The most demanding task undertaken by the new Boad and its officers during the
year has been the development of an entirely new budgetary procedure involving all the
campuses. A procedure which would assure that the new policy of delegated decision-
making could be wisely and successfully established. The General Assembly is going to
experiment with annual instead of biennial sessions, and the budget and its preparation
will become a constant concern. It is worth noting here that the 1973 General
Assembly, which received the University’s first unified budget. left the priorities intact
and observed both the letter and the spirit of the new law. This was the first time the
General Assembly received a budget request that reflected the application of composite
educational and professional judgment to the total responsibility of the state in higher
education. The sixteen chancellors and their chief financial officers were involved in
every step of the budget process. To have done otherwise would have proved fatal to the
new structure. At every step of consequence. each chancellor was consulted and given the

-'3@??}"‘“““" to state his own priorities within broad educational categories, and, in most

nstances, his wishes were respected. At all times. there was free and open exchange.
The amount of time invested in the budget preparation, although great, was a wise
investment because it resulted in a budget that all could support even though no one got
everything he desired. This process resulted in general fund appropriations for capital
improvements of over $65 million, and a five per cent salary increase fund included over
$180 million in appropriations for the operating budget.

What of the changing roles of presidents or chancellors in the new system?

For a system so new, it is too early to venture absolute judgments or conclusions.
Maybe there is truth in the allegation of one of the chancellors that the "'sheer volume
of work which crosses the desk of the administrator today is enormous. Aside from the
day-to-day tasks of dealing with routine matters in one’s office. the operating, consum-
mating, communicating. elucidating. coordinating, creating and relating results
sometimes in near collapse . . ."" However. there are positive achievements to consider.

The new system will help insulate the chancellors as chief campusofficials from inor-
dinate political pressures and involvement. Chancellors do not have to spend the many
hours in appearances before legislative committees heretofore required. They are es-

O nvited to attend hearings, to participate in these hearings, and may be called
E MC specific assignments during the legislative process. This year there was no pit- -
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ting of one campus against another that at times in the past spilled over into other
issues o the detriment of all the institutions and the state as a whole. The prior
process of sixteen separate presentations also wearied members of the General Assembly
[at least. they so stated]. and weariness does not often lead to an informed decision.
Once the system has been tirmly established and 1ts procedures understood. with par-
ticular emphasis on the division of responsibility and authurity between local Boards of
Trustees and the Buard of Governars, political pressures at the local level should be
reduced The consequence ts that the chancellor has more time to tend to the primary
vbligation he holds: the academic quality of the campus over which he presides. This is
constructive because there will be an increasing demand for the institution to give full
account of 1ts stewardship.

The new svstem will broaden the perspectives of the chancellors and president
because bl are invoived in the University's needs. As mentioned earlier, the Ad-
ministrative Council s composed of the sixteen changellors and the senior officers of the
General Adminstration. The Council meets monthly with a regular agenda. At these
meetings. all major policy matters are discussed and so are specific problems and issues,
which may or mav not be statewide in scope. Every officer has his say and the dis-
cusstons are Tivelv, The broad experience represented around the table has been valuable
to all.

The consensus approach. with the chancellors meng principal roles in its develop-
ment, places admunistrators who have substantial experience in universities in the proper
role in deading educational matters. This point cannot be overemphasized. There are
numerous individuals and groups. not so well versed in university administration, who
would willingly assume this role should educators falter or exhibit indecision,

This procedure takes on particular meaning to institutions where lonyg-range planning
is concerned. It 15 reassureng to know that critical decisions regarding the future of in-
stitutions will be made initially by educators and that these decisions will not be made
without full and open debate.

The axiom that “in unity there is streagth’™ has taken ¢n new meaning in North
Carolina. In appearances before the legislative committees of the 1973 General
Assembly one of the most etfective of all procedures was the depiction that all the chief
executives had debated issues. arrived at decisions. and appeared together as advocates
of specific plans and cbjectives.

The kev. then. is that this process insures decision-making by the chancellors and the
preswdent at the critical points in the institution’s life: programs, planning, budget re-
quest and allocstion and selection of faculty and administrators.

It should be said that the new system will put temporary burdens on the chancellors
and the presidents. For example. the development of the long.range plan is going to re-
quire each campus to provide exhaustive information of various kind. To the busy
chancedlor, this can be irritating as reports and studies increase in number. But thisis a
necessary and essential chore. and must be undertaken in that light. Once the process is
established through expericnce. annual or biennial review will keep long range planning
updated.

It is a new structure. As in any new venture, trial-and-error will be involved. There is
determination on the part of administrators that this be an open and accessible ad-
minstrative structure that seeks not to expand rapidly and consume all about it; but
rather to remain flexible and develop a qualitative and dynamic program of higher
eduumm for the state. There wilt be times of uncertainty. But, in my opinion. we have

a good beginning. One reason we have done so has been the dedication and

I: lCratnon uf the chancellors, who have demonstrated a determination to mnke the
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structure work. [t will tuke three to five years of operating experience and several
sessions of the General Assembly before 4 realistic judgment of its successes and failures
may be made.

Administrative styles vary. Some presidents do nut follow extensive consultation,
endeavering tu control things themselves. But the dav of the single, powerful figure has
passed. In looking to the future. there is no structural arrangement that will sustain an
mstitution of 1ts admunistration it basic educational decisions are not faced and con.
sidered judgment rendered.

And there are across the country several important issues which must be faced. On
governance. decisicns must be reached regarding the internal politics of higher educa.
tion and the role of faculty. students, trustees and other lay leaders in the administration
of the institution. On finances. how shall higher education be supported as other social
derrands grow in importance. Integrally related to tinances is how institutions can grow
and avaid wasteful duplication while stifl striving for greater quality in their services to
constituencies. Enrollment presents a paradoxical probiem. Institutions must adjust to
dechining enroliments of traditional students. but. at the same time, they must prepare
for an era of universal access. including a greater span of student age than previously ex-
perienced. Finally. these factors and others have created a crisis of confidence on campus
and 1 relation (o the campus. among faculty members and administrators. trustees and
public officials with responsibility for higher education and the public at large.

These are not the only troubling problems. Our country is undergoing a pervasive ex-
perience as mamtested by the cynicism and doubt and outrage expressed today. It seems
that oppusition 1s not to be met by open and free debate; it is to be destroyed by character
assassination and intrigue. It appears that freedom of the campus. and the press and of
the right of the public to know must be managed by a sometimes seif-serving wisdom.
And. personal moral standards somehow are not to apply if they interfere with achieving
personal or corporate objectives.

The time has come to go on the offensive. There are many great and wonderful
programs and services being rendered by the higher education community. Those for-
tunate to serve institutions of higher learning as administrators face the issues of internal
organization. financing. enroliments, jobs and the elimination of discriminatory prac-
tices. when found to exist.

The issues will be met. But something more is expected if higher education is to
gather about it the sustaining strength of public confidence. Because coliege and univer-.
sity administrators are officers holding a public trust, they must respond by standing for
free and open debate without rancor, by standing for the full exercise of free and respon-
sible expression. and they must assert the ancient and proven moral values of our society.

It is a major task. Higher education must be organized and administered in such &
way as to insure its freecom, not only in its traditional academic endeavors, but ia its
freedom from pervasive external pressure in order to preserve and enhance its vitality
and dynamic qualities as a servant of society. So much depends now upon how well we
succeed in this mission.

-
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Garry D. Hays
Vice Chancellor for Academic Affairs
Minnesota State College System

The changes which have occurred and the climate within which the peesent day chief
executive of an educational institution of system works requires that 'x ards give in-
Creased ATEALION L0 ways of ymproving management of top level personnel. There are a
number of reasons for policies and procedures thae provide for periodic and professional
review ar@ assessmenz of the performance of executives on their campuses or in the
system ottices.

First. students and faculries—long subjected 1o evaluation—are likely to argue in-
cteasingly for more svstematic scrutiny of top level executives. and demand that they
have 4 voice in such 4 review process. In most institutions students have been given a
voice in the evaluation of cheir professors and, in some instances, this participation has
been extended 0 considerations of tenure or non-renewal for untenured faculty. As
enrollments decline and programs are reduced. faculty demands for even more authority
in the governance of the college of university will likely increase.

Within the Minnesita Seate Cotlege system the presidents and the chancellor believe
that the kind of policy thae was adopted. with the initiative coming from them rather
than from students and faculty. preempts a situation where they mighe be placed on the
defensive by demands for such evaluation. Formal evaluation is a part of almost all
professional life. and for it to eventually reach college executives would seem to be
almost an absolute certainty. This being the case it would appear desirable for
presidcots and chancellors co take the lead rather chis wait t0 be placed ia a reactive

higher education—are likely to feel more comfortable with sysems which indicae,
- theough their procedures and policies. that they do take seriously the proposition thet
executives il;:l(:lu‘ltimd inximioa:“dm. indeed, MM -
Thirdly. developed policies and prBcedures are more likely s provide for the
wlychm.ﬂmpiwﬁmm”muﬁhuﬂm:ﬂ-'
fromations which can be embarrassing. and perhaps even damaging, to both the ex-
The subject is 80t relaged solely 00 decisions of compesence and incompesence as fac-
tors in personnel changes. At a time of capid pace and grest change, instisutionsl
developments may make a different managemens direction or style highly desieshle.
mmum&ummﬁr.mjsmu

pethaps
policy of 10p management pessoanel provides for the president s prosection and o
."3 ‘rwmmukuhhmmm.m;hwuu
ERJCre most sgnificant sspects of the Minaesots snd New Yerk policies.
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Presdents are evaluated now. The ditticulty 1s that frequently this assessment is done
informally (even secretly m some cases). outside the context of 4 written policy, and in
the absence of well-develuped procedures. In such 2 setting the opportunity for
wapricious wtion ar J for whim is more ltkels to be present. The old practice ofreap-
poanting presidents without tormal evaluation or. on the other hand. the sudden issuance
of non-reappaintment notice is 4 product of an earlier, less complicared and less sensitive
stets Mest sisterns and institutions now have rules and regulations that afford great
provedurad viteguands tor students and tacults. and preserve ther human dignity. There
is no reason why preadents and chancellors should be regarded difterently in these
respets.

Fitthiv. st i the techng that such a poicy as the Minnessta Board has adopred should
be helptul Do attracting and hobding good presidents.

In @ tme charwctenized by shorter previdential terms. great personal pressures. com-
plex problems. and exhausting schedules. the polics should otter the presidents a sense
ot secunits protect them trot capricious acton. and ultimatelv permit them to move out
ot the praswlenc it wome othet postion in the svstem when they have had enough.

The preparitory work behind the wdoption of the policy 15 wdicative of the self-
confidence nd Ccooperatine spirit ot the parties involved.

Aratt ot the policy was preparad in the chancellor's otfice and then discussed in the
Actninntiatinvg Counol (the chancellor and the presudents). The presidents then made
watie suggestions tor hanees, thee were meorporated: and the policy was unanimously
adopted bothe Board There was no paranoia: no questions were raised among the
presidents apour ~ho the Chaacedlor was trvng to get or which one he was trving o
force oyt

The Minnesori polics starts wath the proposition that. instead of an annual appoiat-
aient presidents and the Chancedlor wouid be appomnted to a tive-vear term. with annual
sy adiustrients. and wosld nocmally serve & maximum of two succeisive terms.

There are o posable gxeeptions: A presidenial appointment may v *crminated ot
1nv time when, m the judgement of the chancellor and the Board. such action is in the
best interest of the college and of the svstem. However, after such termination the presi-
dent i hus or ber first term will recerve five months salary, and a president in 2 second
term shall continue to receive salary for nine months. During this period the duties of 8
former president shall be assigned by the Board upom recommendstion of the
chancellor. Secondiv. an exception o the two-term manimum is possible whes. spon
recommendation of the chancellor. the Board descemines that an ; beyond
the second five-vear terni would be 1n the best interest of a particular college and of the
svstem . In such an event. a president’s term would then be extended on an sanual besis.

The evaluation portion of the palicy provides that each president shall be evalussed
during the third vear of each five.vear term and again during the firse half of the filfih
vear.

it might be noted that this provison represents one of the significant
suggested by the presidents: the initial draft called &t only one evalustion during the
fitth vear Some of the presidents argued for two evaluations.

The third-vear evaluation shall include the we of consultenss, externsl o the
Minnesna State College Svstem. who are upmnmd i vatiows specws of highee
education (academic. fiscal. and student affairs). pnm-u ma‘m
tv relations; and opportunity for the consultants 0 interview sepresentatives of the
":{"““ campus compunents (students. faculty. administraters. sad professional sppars
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Tt 53 not emvisioned that the evaluation will include the same kind of campus involve-
ment that occurs duning + presidential search. The use of the phrase “apportunity for
consultants t interview 18 chosen carefully.

The report of the consultants will be made available 20 the president. the chancellor,
and the Board. The president shall have the opportunity to respond to the chancellor
concerning any matter contaaned in the repurt prwor to the time the chancelior makes any
recomemendations to the Board.

During the fifth vear there will he what is termed an adminstrative review. conduceed
by the chancellor. The review will take into consideration the third vear evaluation and
subsequent developments within 4 _ollege and a president’s administration. Again. the
shancellor’s report to the Buard will be made available to the president prioe to the time
the chancellor makes anv recommendations to the Boaed.

The presidents desired this more extensive. systematic third vear evaluation in order
to receive carlier in their term any (riticaisms of their college or their administration.
Thev would then have time to witiate cortective action two vears before the fifth vear
review. This seems w be good for bath the president and the college.

Moreover, it should be remembered that this evaluation is not just of the president as
an indivsdual, but of the presidency: all aspects of the administration of a college. A
review conducted by professionals external to the college will provide the president with
an assessment ot other officers in his or her administration. We view this to be an ex-
tremely important aspece of the procedure since it will provide an evaluation of vice
presidents, their contributions and thetr shortcomings.

An important pare ut the Minneunta plaa is the concept of the distinguished setvice
professorshup.

The purpose is to recognize the contributions which presidents and chancetlors have
made during their terms of office. and to insure that a college and the systiem a3 2 whole
may comtinue to profit from their accumulaced experience and insights.

As auted carlier. increasingly presidents are choosing aot to serve loag periods of
time - five to ten vears will be sufficiest for most. Asseming that & system is able w0 ot-
tract outstanding individusls. it is folly not to provide for a way 0 keep them afeer they
no longer want o be president.

Moreover. faculty attitudes are not always conducive 1o 2 prevident moving into o
department. This is perhaps more true for the president who is brought inte the instite-
foom & faculty pusition. Even in the latser case. however, there can be difficulty wnen
deportments sre bring cut beck. Faculty members can ressnt what they view a8 the
“dumping  of even a populsr prevident: into theie department. porhaps subsoquonsly
cauning & younger faculty member o be nos-renswed.

Addinonally. # s not unwseal that afier ealy a foew yoars in the presidency an in-
dividual con quickly ke his or her academic grip on a discipline and mey foul uacom-
ferssble returning tn an carfier seaching Gield. In such cases, parsiculerly with decroming
ensuliments and the resulting scarcity of jube, an en-president mey ast find & facuby
povition i ancther wwem 2¢ easily a8 in previows times.

Even if 2 gond faculty povition is sbesined, there ase fooguensly prablonn of senice-
mont bensfis. A prevident mey find thet by meving frem ang stsss to snsther 00 stoeme
a presidency snd cven serving n years. he hes aut built much revicoment income. If he
ohen must muve to will anather stote, these i lissle appaveunity oo improve retiroment
bomsfin. .

O wnnguished service profenarship is derigned 1 respand o these considerations.
ERIC "
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A president 15 eligible for 4 distinguished service professorship afeer serving at lean
five vears as 2 presdent of 2 Minncwta Seate College and afier receiving. uwpon
recommendation of the chancellor. the approval of the Board.

The distinguished service professar's specific assignment shall be desermined by the
Chancelky in consultation with themdmdul mvolved. Should the distingeished service
profensorshap involve a specific college. the new president of the institution also will be
consulted

Thus. there is a desirable tlexibwlity. In one situation a president may, wish 00 sesnsin
in the sarie college and mav muove back into his or her previous seaching disciphine. In
another case. “t mac be the pressdent’s desire to leave that campus aad serve ia some
capacity in another institution of in some system augm

The salarv of 2 distinguished service professor is established by the Board wpen
recommendation of the chancellor, but shall nat be less than 80 per cent of the salary
© recerved during the lawt vear prue to appontment 2s distinguished service

Following appoinrment as a distinguished service professor. an ind'vidual shall be
cligide for salary increases at least equal to those incresisents gramed to meet ad-
justments in the cost of living.

Moreover. a distinguished service professor holding an appointment in a college shall |
have assgned to him or her by the college +uh graduate or undergradusse resesrch
awistants and/or secretarial assistance as will contribute to his or her effectiveness a5 2
distinguished service professor. Additiomally. a distinguished service professor shall be
provided 4 suitable office. appropriately turnished. and shall be assigned a travel budget
commensurate with his or her responsibilitees.

In order to provide opportunity for a distinguished service professor to prepare for
new duties. such professor is eligible for a sabbatical leave at full pay during the firm full
quarter of the appntment.

The Minneuna Exevutive Maiagement Plan is. for the mos part. aew. Since 1970
the Minnesna Seate College Board has had the distinguished service
although it was significantly mndified and its provisions made more kiberal with its in-
cluson i the (ver-all executive management plan in May. 1973. The other pare. of the
plan vet are to be ¢ implemented and modification undoubtedly will be made in view of
sulwequent experience. Early indications are that there is grest inserest sround the coun-
try in the concept. However. as Chancellor Theodere Mitau has asted in & menuscvips
about the Minnesta plan. *“To have helped in the lauaching of the dislagae offors oo
anurances that the cventual ouscome of such debiberations will either do haner » in
particopants or that it will sadend lead wward organizationsl paserns that weuld in facs
embidy the alleged and hoped for virtees envisioned by theie pretagonins.”

Weth appropriate caution stemming from limited experience st this puing, there i,
nevertheless. optimism that this policy will be beneficial 1o the collages as well 2 0o the
previdenns and 10 the chancellor of the waem.
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Scasley O. lkenberry
Sentor Vice President
Unaversity Development aad Relations
Pennsvivania Seate University

Frederick Rudolph. noted higher education historian. has abserved that the
Ameruan colleges and uatversities have been marked by drift. reluctant accomodation.
and a belated recogaition that while no one was looking, change had in fact taken place.
Change has, in fact. taken place in the governance of higher education and. in turn. &8 |
has brought about 2 significant change in the role of the president.

Stwdents, faculty memben. and adminstrators are regarded as the maia governance
components in higher education. The roles of each. however. are presently in 2 state of
flex nd. srangely. cach appears to be in what might be considered a period of declining
wfluence. John Corson put it bluntly when he observed:

The great issue 18 the governaince of higher education in the 1970y is aot the struggle

over wiro has the power on the campus . . .. The great isue is how the individual

college or university can retamn the power nceded for effective governance, while
government growps . . - expand their controls in the aame of coordinastion. economy,
and individual rights.

Had Coron taken 2 broader view of the exseraal forces, he might have bees even
more emphatic in bhis statement. Governance can no longer be viewed primarily from an
institutional perspective. More and move. higher educstion iv governed by entornal
mmummmmmmmu
the courts. agencies of uae aad foderal govermest. labur relotions bussds and
' mdm*&mpﬂxmuw-n“u-—
market foroes, sxietal sstitudes sad financiel reslisies. The comulative
muwmw-umumdn

i inststutional mm comstituencies. Ultimetely, emernel forces mey
Mﬁan-‘mﬁkﬂ the American college o university.

Sinte Cosrdinating Bomeds

Nesrly every public college or university is sow pare of 2 lerger sysem of higher
oducation. The exictence of state cosrdinsting besrds. comelidend governing baseds
of public higher education snd the sharp incresse in the rule snd rospomibiliey of wers
poveraments in higher education.
p&hMWMdMﬁMMU-
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However, questions are being raved with isnreasng trequency regarding the ap-
proproate balame betwern the public interest and institutional autonomy. The Newman
Commussion suggested that statemide sustems were stitling local instiative. The Commis-
son wrete  Prewdents and board members otten tind themselves in the roles of public
deteruders of thetr ponts of view and - or apoloxists for campus incidents. Political safety,
rather than educational leadershup. becomes tie pronty

Miilar reserations were cxpressed th two separate Carnigie Commision repaets o
which it was notedd tisat centralized courdinating and control mechanisms too often have
been heasy handed i therr dstinction between public control and public influence.

Lyvman A Glenmy has observed that statewide coordinating boards seek 2 legetimate
role hetween the institutional coverning bourds and the executive and legislative arms of
sate genernment without heng an advinate tor erither. In theoryv, he suggews. the
statewide toard promotes or mediates the  public interest.” amsumang it to be “Nesther
the (ollecting aspirations and goals of the nstitutions nor the pulitical desires of the
governor or legisiature. But in practice. ths balance has been ditficult to maintain. The
tou trequent result b been to bring college and university governance chner to the par-
tisan political process

The tundamental iwue iy centered around the distincrion between cooedination and
control A the preweres tor (oordination meunted during the late 19608 snd eaels
1970w ané s CTE ter pomers were given to coordinating boards. there was buth the
temptation and the expectation tor 10 ssed governmental control. Revently there has
reen 4 marked shite toward consolidatee | nerning dodrds. such as in Lowisana, North
Catoling. and West Virgina The Governor of Wisconun was instrumental in the e3-
tablshment of 4 wuper svvem tor the staie. Twenty.two states now have ¢ asolidated
govermng boards. 4 10 percent increase n this tvpe of control since 1963, In many
states. such as Pennsthvania, the powers of the central buard have iwen strengthened.

The tendency 1n each case has been to move further 1n the direction of governance snd

operational conteol

The threat o external management control of public highet education by stame
governments has intenufied durng the pa decade. Private inststutions. to the esta
they recenve public monies  indirectly through student scholarships or directly theough
watituteonal grants  are fast becomung a part of the larger swotem.

Other Stnte Governmont Agonsies

The relationships of state geverars at to public institutions are not new. Budget of-
fuer 10 wane vates jlave exercised such tringent (ontrols on line stem msticutional ex.
penditures that they have served effectively as the governing agemoy. Lagislatuses,
alwavs promurent. have become increaungly active. For example. the Penmovivania
Legnlature inrraduced an amendiment to the Pite. Temple aad Pern State appropristion
bells that weuld have reduced the appropriston proportionasely for that fraction of the
taculty teahing few than 12.credit hours. Had the theasure pased. it would hove
effetively legisiated nor only management decisiom regarding workined and teaching
mutheds. but instrtutional mivsion and character 2 well. l’huulmium
with the impact of the gonernor s office. state scholarship anci o agencins,

IMERE (INPENLIIN (MMINIIS. (VI mmmecﬂﬁ
wrwtnn, centralised purchavng. tatewide PPSE efforts. sneney general snd auditors

O nd other staty offices and agencies. the significance of the inicutianally based
[KC-: mechaniums can appear mesger indosd.
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Perhaps the miost sapich increaving externad force intluencng inst:iutional gover-
nams s the aw Law atteons -ne wotad eovironiient wetan which the oolleges and ua.
nersities opetate iduding tndamentad institutional mwers and the corporate seruc.
ture Relatiotintups wirh stare i tederd governmients are shaped through legisiation.
The mterprer i o sne aw frreach the oty afteces the nature of institurenal
AUtOnt, ared Tt Tehattoninta Py (U SLalibaens it students taudty . aod statt The law
and the coutty fae Decorie meresangiy actne and crucdl in the wieme of institutemnal
conernane Buse B desoried visions ot g wgdl TP abuit o «r.mglc the
dcademi comnunits with oo tente e o insenativate, ontlit optuseness. techmcaly,
wranghing. ntlenthibite . evpetse. and delay

A grewing number of afLcehits TEOT to the courts 10 questions of admosswns. Jis-
missal. and tuttion and tees Mudents have waght court orders to reopen campuses chos-
ed by ol dnordery and taowity strikes The United Mates Supreme Court. tor example,
has conuderee withia the past tear cases selanng to facuity tenure. the constitutmonal
tights ot student organizations to obtan campus recognition, and out-of-state tution.

In 1 two to one opinion handed down o fene, 1974 2 United Seates Court of the
Western District of Wankangton ruled that Washington State statutes impusing & one-
ear durstional requirement tor fesidency status for tuition purpuses in the state s public
welleses and uniersities were not sncomtitutional A prioe ruling by the United Seates
Supreme Court. Lowever, srunk down o Connecticut statute that barred out-of-stase
sudents from ever qualitung for in-state dasatication so beng as they remained studenes
in the state sistgf of public hrchier education At the sime time. the court found. much
tor the reliet of namy 4 college finanaal ufticer. ne obpection w4 feasonable duration
resdence reguitement. Ot note s not the substance of appropriatenew of thew
decivoms. but the tact that sll were made external to the college canmpus.

The attack on companies selling terin papers to college students toe use in satisfying
therr academic aswgnments s alsw being foughn through legislative and judicial atien.
At the urging of (llege atmunvraton. legidation has been pasesd in Califurnia. Pesn-
shama. Mavactiusetts. and ather waces. While the cries that “there should be 2 lew™
arc perfectly understandable. swh menes reprevent s further imalvernent of extornal
furces in the conduct of usernal scademec affaies.

Certan laws und judscial decisions get tramlated inen the sase and foderal
bursancray. aod 29 such. are transfirmed i stifl other enternal farces. (Mficisk of the
Department of Lalww. concerned with the enforcernent of the foderal Equal Pay Act far
faculty membets and professunal emplovees of colleges and universties, sshod thas they
be ent nforination an a0 ademic personned padicres to help gusde theie deliberations. Neg
swepriungls. winie sdmmestratons cxprevied concetrs about how the conept of meng will
fare uncler the Equal Pay Act. how market difh.cences can be accounted far; snd how
the Lawm can e vheved and sl silom faculty members do reander pudgments e their
colleaguns

N uilt‘t ot univeruty can be asbowe the lin. Thmﬂ‘mm.

movded change. in the abgnse of legal or uthes exsernal presere. is net
Work tveard equal oppustunsty hmmumuwnhh
forie of the Atfirmatne Actun xffurt of the Depertment of fsalth. Eduration and
Wellare.
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The net ettee? i e o tortialization of soaden ptoceses. O Ned JJaims thae
the Amencan et o dreedt beoogiies n s aenuistrating aspects. 4 quast-
Uil rantLnon e att preewcapied with deodd due process and rules of
provedures ancaprtas We buve decome super onscious ot the torce of the ias and the
tudiosars cotmttitiongd ceasion taking The testit s Been what wene have called
Cotbe ucicnlivation ot the whinersal

Attt neae o et Tebert oes fe ohe Leart -t the iwue The obvieus

Srawiieas WG Tovrtizng W the courty are the expeme. the stran on personal

rebationsbaps THe gy And e DMEnMt it of Geurts o academ iswes. But there

ate othe? et ALt coMy The JDTogation of indeprnaent unoveran judgment either

ROl ARG Giton at ail and thus suoding ¢ challenge. o v pasung the uch

te the ceurty tor gl cecson, the suistitution of o stnctly egal oe constitutional

denaen Bor s alenTane of wive o afid o reepang letalisne. that s, the transforma-

HOT 0T E3UCTI L GEUens MG Jladicial JeGnons,

A Srowing exterig torce 1 imtitutional governance. and one with profound im-
plicatretis v cobeetine Patcanmg Inomany wass, ot is 4 subnveue of the legal
aevtiepment tocast crher, tecause wallective bargaining rights in the public wovor
are hased o e g feanbation at the state level, and theé process tupucally o governed
Purhestate Ladof it ivard. Homever, collecine bargaining promises to have such
W ORI LIttt ot s desrung of speual consuleration,

Colitcting tarounng o sl new enough to constitute « mape unknown. In many
reaputs elnctie Carganing in American highet education il relaeively limited.
restricted to tewer tan hulf the states 10 the union. and comptising oalv approsicately
1S pet vent of allripuses But there ate those who believe that ewentially all of peblic
hicher education will be molved 1o collective hargaiming 10 time.

A mapor contriunng tater to the o of collective hargining is the adoption of
enaling labor iegisiatan  Approximateiv 89 per cent of the campuws on whech faculty
afe uBni/ed are on tates which have sdopend cvmprehcmve peblic woene labee
lgodtien. ncuding Delanare. Hanan, Masachuts,. Michigan, Jinagestas, New
Jerwi . New Yiork: Pennalvasea, Washmgwa, snd Winconsin. Once 3 sechanam
cegamre tauities v st up withsn 2 seate. it is e diffscult for @ 90 mahe ovestuss
Laulth members «f wversd ivvetutnmns,

As with w rium of the legal devele confronting hegher education. callsctivg
bagg aing imues trequentiy are resshved thevugh external proveses and agesces. Unlen
these 1 mutual acteement hetween il parties regarding the definition of an appreprinn
Facults umit tor example. that crucal decison i resolved by the Laber relasions buand.
U et desemination decsom can have mapr governsnce implecations. Shoukd thew be &
sungle batpamuing unit o wperate units fue cach campus in 2 W 'y-r
Should  part-time farultn mumbers be sluded: Should
protesvienale b included im a facultv wase WMdhk‘y.w
drcplines of profevons be tecogmnd 2e wpazase ussty: Are deparoment hairman of
beads wperiwty perwnnel whe repreent monagement. of spudgunes for thow
cedleagues’ At thi time the signment of the bargaining it can have
upeon perwnne] pricedures. faults peermanse wrestores. and even currcnlom develunp-
fwent.

The mtroduction of fa ults cdiacine hetgaining 0o 2 compus mosns that s whels agw

Q@ wertims must by ashod by callapes and sniveruties. The st crusiel of thess i

EMC barganable and wndsr what cits umetanses will the finel agesoment be reached?
n
M,



The philisophs and determination that facult representatives and stitutons bring %o
the barg uamg table wil! sltimatels answer the questnm 28 to what is hargamable. Two
vutremes o Te posibie one mowhich the wope of barganing is held to a tairly aarrow
range ¢ swues. such ae salan and tringe benetits, and the other in whech the sope of
barganing s brosdened to indude soadema conventional governance mechanisms. To
the uatent that & compechensive approach s taken. maters nom lirgely o the hands of
wntivided tedt neniers and ther departments. suwch as the  determination of
teacting foads, deisons on appantments  promations. tenure. and other deowom
teproallt onsdered protesacnal as well as managerial in characser, will become subject
to the terms of the contrat Managerial ss well as tacults suthonty likelv will become
detined mote sharply thus torang 4 departure from tradinonal conceprs of shared |
authonty and reducng the oppectuntties tor indivadual and departmental vanation.

While collectine bargaiming mav appear to wrengthen taeh the hand of the tacelty a8
well as that ot the sdmnnmration. 1t mav at the same time duminish the independence of
tach For exampic. an the |4 Pennwivama State Colleges the state was declared the
emploner tor the purposes of faculty bargaining. etfectively remening the segotiatuns
trom the contre! of the Lual Lampus tiulties and administrators. The meent of the
devrsions netwathistanding. the tact s that the deasion point on a multitude of isees new
resndes outarde the mnstitutions

Fhe impact of collectve barganming on campus governance i likely to grow . It soeme
unlikelt that necotiations will be fovused peimarily at the kwal campus when publec in-
htutions Jerive ot of ther support trom tax mosses appropriated by the sawe
legislature The eventua! barguning contract will have implications §u.r the enective
and kgnlative branches of state ginernment It s blely that state goveraments mese
and mure will snume the tole f management sad play 4 key role in the comtract
aegotiations Bt s alws Dike!s that the union, sweasng that the ultin.ate decisions must be
made by the legilature and in the exevutive hranch. will sttempe 20 hypass campus ad-
mumstrators and boards and (oncentrate thewr aegatisting effarts 2t the wase level.

Sudents. wnung that thew rights 8 comemen msy be horgsined sway. mey
organsre polotucally . further escalating the transfer of gevernancs w vaternsl fasves. The
wltimate rreult mav he 2 legalivatum of she univenity. defining by an emeraally
appetiated contract all thine meurs that were aot earlier prodefined by low. la wxch 2
content. the law bevomes the ulimate means of academic changs. Pulitrs snd American
colleges and univeruties may hecome nrtwined i wavs few either aow fovsee o
dywre

Contentual Posess

The bakdrop aganst whech thes shifts i governance must be viewed represents sill
anthet cxternal feve Highet educstion has meved from on ors of growth snd rapidly
expamding resouties 1t an era of potentsal enroliment docline and financisl wringenry.
National populatnn trends induate that fue the first tne in sver 100 years, highne
Gdw stum enrudiments smng the 18- 0 21.vear ald group will st incresmee during the
omumng dic ey In mam mstitutiomn, encellments will docline. Finsaciel sessuscee
whh have expanded cupragatislly with ensullmenss in the past sre ant sad il ant
Soep pne with mmtsrutional aseds. Demands upen the public deller sre growing in sx.
s athet then cdecstum snd 2 declining propartion of tate fie’s will be commined
hogher cdwatim.

Q 1 e thew consgutual forues. # v prubable that the: employment Jomend fior
E R Crmmbers will ccatmue s ssften. snd the connuctini butwoen fursher education
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LG SO Wi T i e e tensous for students

Phoseana craa s o fonees wiil have a diwernuie supact on governance. In g
PUTL T osar L U Lty seanaty of facuity pusiteents. and searats of financial
rowllues nattutienad cnange waiil baome mere ditticult The local gowernance soene
man heceie even sore contlict-ndden in tiwe future than it has been in the past.

implications for the President

What are the implications of these shitts 1n the governance intiative for the role of
the (olee of unineran pressdent The growing wgmiticance of external forces on cam-
PUs SIRETRUNLE RS at least tive speatic implications for the already difficult role of
the presuient

Birst, 1t s ewential that the inherent pomers of the presidency be reanerted and
wrengthened  The periad ot the TS sam an erosion of presidential influence. Other

- nternad cemtituenaes luding students and faculty members began to plav 2 much
sroncer role nonternal decsion making In recent vears, external centers of power
broame increavngly important. The role of the president 1 institutional governance
broame diluted to the point that some insttutions became slmost leaderien. Weak
presniential authonity can eventualls weaken the institution 4s 2 whole and with i, ea-
derout the academ treedoms of faculty members and students and make meaninglens
the role ot the trostees

Fo recommend a4 reawertion and strengthening of presidential powers should @ no
war be contused with long outmoded and ineffective seviles of diceorial and arbierary
prevdential sction. Am such attempt would effectively destrov the president s abiliry wo
lead What i required is 4 reassertion and strengthening of the president's powers d
edu ational Teaderstup He must plav a role in the articulation of institutional
plav an wtine role in bringing abuut constructive educational change: and build ll
tath of those within the institution in has iategnity.

Secoad. presdents muse be increasingly conscious of the shifts s the cumulative
balinee of conernance pomers. particularly the shift in the balance away from the i
witutien Simlarly . presidents need 0 increase the conscmuness of others---hoth thase
om caiapes and thine on the outside 10 the wnplicatnme of the decling in imtitutinnal
independeras The best of man's experience over the centuries wils us that these ase
wusd frasons for preserving a reasonable degree of independence of certain sorial fune-
e and institutions trom the control of the stase. The indvpendence of chorch and
state has heen « hard fiught but cherished princple in America. A similae degree of in-
dependence is vvential in the case of education. esprcially higher educstion.
~ Bevond this philissphacal concern. which i of crucial importsace in o demecracy,
there are practical reasms foe sateguasding institutional independence. As Johe Coremn
Bas put it State andd federal conechaators-controliens must be swase thay » dynemis. in
novatve faculty can be redued o the pulp of 2 time-serving bussssrrary by comety
‘wmedmaten  This 1n s way suggests 2 lack of need for effective statywide consdine-
ton of hughet cduwanm. What s aeeded. however. is bouad pulicy coundinssion,
gonlsme m tatumal rewune dllocation. and long-range planning. net cemwaliond
MInaAgEmERt of ginsrRance control.

Thind. college and universty presidewts should look 0 the eunide snd dovase »
greant purton of thew tune % entornal constituencies. As the influsace of exssvnal
agenases and ﬁmnm‘mmmncn-z:adhm
-—:duuuunmuhwndm hes commonsed thes.

EKCpulnl current change in prvernance is net the ries of wudent ar forshty power
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but the rise of publu power 7 College and university administrators mest relate
ettectively to those state and federal counals where higher education decisions are
made. It the focus of deciston-madang s moving away from the campus towaed poliical
or governmental budies. the integrity and welfare of the institution demands that the
presdent become involved. interpreting the institution's pesition. and wherever possible,
weiang the inttiatve o rebuild public contidende in the ability of the campus w serve the
public interesi.

Fourth, the president must take on the tole of buffer, defender and translator The
croms currents ot governance have grown increasingly turbulent. * Public interest works
in the direction of public dontrol: but student and faculty activism works in the direction
of knal control . facuit and student . . sentiment is in favor of more self.
governance, but the reduction in a sense of consensus among taculty members and
students makes such self-ginernance difficult. The cessation of growth calls for more
tlex:hility in making readjustments tn past patterns of operation; but faculty collective
bargaming ofganization may mcan more ngidity and more attachment to the status quo.
Financial sringency often requires more centralized control . . . but central control is
also more suspect.” (Governance of Higher Education)

ft s obwious that the prevdent is the man in the middie. relating direcdy to each of
the internal and external governance constituencies. (ne of his most important roles is
to be a butter between the frequently contradictory peessures and to interpret and help
resolve contlicting postions. As a butfer. every president should be blessed with a thick
skin. remembering that the dictionary defines buffer as * something that lessens or ab-
soetw the shick of an impact.”

Fitth. it governance inttiative is to be returned to the campus, the president must en-
(ourage Lampus comtituencies to solve focal problems locally. Certainly the gressen
tempration during 4 period of escalating conflice is to assume a safe and sheleered posi-
tion, lettung the problem be resolved elsewhere. whether it be in the courts, a central
conedinating board., the bargaining table. ar the governor's office. The temptation is ®
abrogaee responsibnliey.

Woll campus facultics and administrasors face the problems of retrenchment and
reallocation through responsible program review efforts at the campus level, or will ex-
vernal istervention be necessary? Can internal governance mechanisems be ssrengshened,
ur will more and mare faculty and stadest problems comtisve %0 be resolved by the
courts? Will campus admenistrators insure effective inser-institutionsl couperstion and
program coordination, or will heavier controls nesd be applied by the contral cone.
dimating board’

Presidents must help faculey members. students. and bosrd members recogaise thet
slthough 1t may be attractive and expedient 1o lot certain problems be sulved through
appeals i external prwet sources. 0 do 30 weakens Jocal sutonomy sad independence.
Lagislative. judicial or exccutive intervention may be welcomed with open arme on ene .
msue. but viewed with alarm- on uthen,

Obwiously, higher education mstitutions must continue 90 function in the sesl werkd.
Lampus automsuny has aever been abeolute. Nor should it be. Evential insticutions] in-
dependence can be safeguarded only 25 colieges and eniversities begin 10 selve mare of
their problems on the campus. ‘

Ukimately. it must he remembered that governsace and the sole pleved by the presi-
dest are means toward 2 greacer end. Governance and presidents ace effective only 2
=2y he effrts and procewes tramslate thermelves inso more effective educationel in-
l: KC’. programs and services.
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Both the substance and the spirit of the enterprise are at stake. The ultimate test. of
governance and the role of thie president is whether che decisions reached enhance the
quality and performance of higher education and the welfare of society. The process
must also gain and rewnn the legitimacy and trust .ot those intimately in-
volved —students. faculty members, staff, trustees. and alummn.

Never hefore has the opportunity for presidential leadership been greater.

Antharvs Nate: The comments wnd assistance of v, Gregory Lozier of the Pennsylvaniu State

gory. A X
Unmevevitey b derelopong amd dlastrating the vavions forms of external influence are gratefully
i bron leded
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