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psrplexltles‘ arid has. sO
v ~w1ih rewa\rclmg rﬁsull‘%‘ opics
' ng Jndﬂfund ransmg‘M ny.of the de
he‘ rcaders 0 thmk

!

g }D Vipenatrate th
Q be embr‘acgd

8 luuo $ @fgur fiation are pumerous: It is dlfﬁ .
10 hecom 'famllm' with th diverse. numbenofqhang g prooedus
ore. ¢ g ssess | effectiveness, -Ali-tao oft n:
nnovation fails - to nccomplish..the ‘desired*.and’ cha’lshed objectives;’
dculiy are disappointedy students frustrated, and parents disillusioned, .
B " Ani analysis of such’ fajlures suggest that many attemp‘ts to bring ¢ about
/i ‘ehange are in the form of igolated: factors not.in harrnony_= h' mher,
‘\'eh:mc:nts\gf the construct, and the momentun fe 'ste o
: transplam Educatlonal reform;'tobe. sngmﬁcang and su
1usl-be in harmony wi he entlre mstltu on and relate effectlvaly oall
4SP e total sys le-must-be devdopﬂt\ for- gach?
pmp‘ ed ﬁhange that is €0 istent. w:th the' \prem se%l’a d stratagnes
l n operation..It is the attention to such a phl]osaphy'that make
is collection of essays of value. - , : d
L The uthors qumkly draw upon thexr 'scholarshlp, resea -
- .perience 10 deﬁne the' current-problems and’ synthesize gffactlveiy th
Df the art. Prﬂmptly, and without: verbosity, the: :glected essay
oje : 0. the consideration of ways t0-mo Qrweardgandr
- capitalizeé on’ many.'current practices. One is not al
" despair at the madequames of thie past; but-is urled: mtn a\conmderauo
--of what can bé t:in Lﬁltoplan generahzatlans but m care ully: can!'
- sidered exten Dn“i of current knowledge. ..~ AR L
' T ramatically, and through remfnrccmﬁnt compel th: '
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er. education” as- well as_interested -
colleges and universities aré changing -
oL ‘the: L. movemet; but. the broader ‘social -
.. .revoliition also has had. a-profound .impact. on every: facet ‘of higher

1t “What are'the specific forces that are caursing

~education. The question is, »
-+ .this change and what ‘imJact ‘are they having on the shape of Ameri
.. Those who teach in, our/olleges know. on
ransformatign.that kasitaken place in: th riculumyand-in‘student’

styles during the past detadé. While adm istrators- point to the'internal
and. external factors that.complicate th responsibilities, trustees sigh
- under the weight df new légal and financial:demands thrust upon them.by*:
- unsympathetic:piblics. N  doubt-about it — change has takén placein
" "higher education/ and-the \ivory tower; if there ever was one, now tilts

lume’do not purport: to’ treat evefy.factor tha
r.that makes itself felt' within the argna of change. =~
n“dttempt| to present an array. of views held by in-" = -~ " -
d with college and-university life in order to clarify key..:: v
ertain events, and offer the reader some insight into the - -
%ﬁi&ricsn‘ higher educationhas changed, thé factors that -

T s
dividuals associate
issues, crystalize;

question of How

1" have brought that change dbout, and what is ahead, LR .
~ " In the first ‘essay,. Louis -G Vaccaro, President of Colby-Sawyer - -
_ . ‘College, surveys the contemporary scene-and some-recent ‘changes, and o
o+ attempts to '
w2 mid-19807s. R T A ,
~—A~more specific 1ook i€ provided by Wallace K. Ewing, Dean of the:” - -
College at Colby-Sawyer" College, 'who comments on the changes that, - ==
1ave  occurred vin the ;typit:ai}.ég:ﬂl\ege."éj;rrik:ﬁiu'rhs:and. discusses-their =~ ' .¢ 7«

predict. what &mericap higher education will look like by the +* *
»‘\’“_.,‘._f r\l - P T e T

ieance, . ot A : R
K\,nothe—'r;onéent;ated look at one area of change — this one struc-. ' -
iral — is provided by Jack L. Arms '

rong, Predidént of Bradford Célleg
. Bradley Sagen, Professor at” hie University-of lowa. Their essaj#: -
ts an.interesting look at how curricular renewal is closely related to =
of the vollege talendar. =~ -, Yol
& The two essays givéthe reader an opportunity-to gain some un- -
| derstanding of two relatively new' innovitions on the American scene,

' The steady growth of non-traditional studies is treated by Eugene E..:
" DuBois, Executive Associate of the American Association of Comihugij- -
- . -ty and Junjor Cblleges and Fredrick A Ricci, Assistant Professor at the - .....0

. B S i . : E - o
7 :"L’. . el . o :Vv‘ 8 V 3
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les of ‘working mcjd'e,
JiThe effect.of many Df'these changes
. a former Directot of Admi
man\Pond CommL lﬁNEﬂHEm’ hire,
‘the current,and future college admission scene
7. iThe_ following- ‘two’ "essays. ‘deal: with'. two
" “yolatile matters associated with those who te h
Profemr Harold 1. Goodwin of West Virginia U

;of a;ulty umons and collective: bargaining

dés” interes

] ommented on next
nd nomMﬁnager cnf

E‘ §su: is. ably

ofes / 1" Df Northwestern University:: : _

" trea etail ;he ‘recent. S‘upreme Cnurt decisions thab‘havs had'a d,_

* contmus to ’ha\(s a pmfnund effect ination
policies. - PR

7"'1»"'onsequ of-the:2
}noted sducatlonal consultant

"Tha even :of. these: facmrs and cha‘ 'ges is taken o
tcourit by Robert J aney f Dartmauth C‘Qllege in his éssay éeal4 T
o mg with changing: patterns in fur d raising and alumni- glvmg it
PR yncluding the collection’ of! assays Fred and ‘Jan Jervis of fhc

;}} Een r’ﬁ:r Constructivé Change at: Durham New Hampshlre prowde a’

" fasc gatmg lookat an alternative:way of viewing L:hange ‘and suggest a

- nsw; 'model for meetmg and snlvmg the problems commﬁntﬁd on by the.: A

ot : al Ao this vulume wauln =
th each Dther _regardmg the- severity -OF consequences of the _;;‘;_- 3

irring. on th n colleg€, campus. This is as it should i

t they have attemptgd to’ do is to prov:de an in'depth view “of,

areas of concern and to suggest what the effec of changes. oc-

thm 'them .will_have on the future shape of Amcncan VhlghEF :

Collectively, they bring the ‘reader .a persanal up-to- -date. -
cene and a dlmcnSlonal study that neaded_,m

Educatld .
' Gbservatu}n of the college's

T thESE fast changing. times, -
t ¢ It is “hoped that this, vclumg w1|l mforrn gducators layme,, and

tudents of ,vsome\;:f the plvntal forces reshapmg American higher ‘educa- . v
ion arrd serve. as'a rssource for thelr further study af-;ts attzndam

i problen

LCV




'LQmsC Vac:arﬂ i, Prcsldem nfColby Sawyer Culle:g X
:The aithor. Gftnumei't:us -articles, he: has -edited"iwo
ther ba‘é‘ks includmg Smdént F're:'edﬁm m Amér' an

‘"Thers is. httle *argumem wnth the Qbs&rvatmn that American hlgh' Pl
- educatlon is undergamg a‘radical change in’ charactcr ‘Although change
i.always has been-a.part of the warp and: woof of our colleges and univer-
IEII!ES\ the changes ‘now- occurring wnLhm academa haye never begn s0°
dramatic-or, for that matter, so far rcashmg : S
o Ttismy cbservatmn Ehat our éntire ’System of hlgher gdﬂcatmn is b&= ST
'ing reshaped along ‘wholly new lines. To show the validity of this canten—
tion I ‘will survey some of“the most-salient. forces which impinge on:
ymerican-higher education; and- discuss-thesignificance-of- thesaforceias -
- they relate to-the future. shape of our: calleges and universities.’

The fundamental starting point ‘of my analysns is the cantemlnn ghat ‘
these forces, both internal-and external, have: ‘had and contintie to ‘havea ",
-~ dramatic and visible lmpSS‘:t on- our entire higher educational :nterpnse o
“*This-impact is most evndsnt when one contrasts' pressnt‘aﬁadsmlc prac
© . tices, governance- patterns and numerous’other related prarztufgsgw,;th

- those ‘that existed anly ten to fifteen years ago. :

. When- one reviews the dizzying pace. of so

% ‘change.that has taken place in. American society sinc !

-+ .. understand that the Amgru:an college and umversxty c;cmld rmL help but

" 'change. : AT

External/fnlernal Changss _ oA .
'. Thé American ideal:of demosratu: educa}mn began tn bs re‘allzed in

ths early IQOD‘S "’What ‘was once an elmst system af: h:gher lgarmng Rt

EEs

2 e . -;'.
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\ebraska coursé off

ends of the old-time ci
rue to lntellm‘:tual ‘and soci
democratic s ciety

'whcx larr;eﬂted the fact! “¢Frnfessar Rudolph ur:t::s a.yo ng Cambndg"v
'graduatc: 'studymg at Yale: m the '1930‘ he: :

Whlle thé 'Early: ‘DO’é saw dramatlc changeg in th: concept nf :
Amen in hrgher education, it-took the post-war j":' TS  dnd the civil righ
mgvement “ofr [hE late 19 D‘s ‘and: early 1960‘ ; 1 ]

. i0
mobnhty of Am ieas cngns ‘We. are well aware that the sa S and
daughtgrs ofiir mlgrams ﬂocked to:t -thé cc:llege and ‘universit csmpuses
i increasing, numbers, buk the past ten to twelve years have witnessed in:
:d enrollments of. racial-and ethinic. mmarmes Thls"'mﬂux of: raclal
| : ity st C matic chan lcge
: curnculum ‘financial aid praéucas admxs" ons’ standazds and other ules:
=" and ‘regulations which, hate dnflirenced, -and will . ntinug to influ '
r the character and shape o“ nur mlleges and umvérsmes

terms of agg groups mstltutmns w;ll be fOfﬁEd to introdace m: ny moré”'
ghanges to aecnmmndate the leEl‘SE as 'lrgtlons and llfe styles of thenr
naw clientele,” e i
_ =In dlscus‘ilng the need “for. colleges to adapt {o. the ‘new’ cllentele, :
Donald Godbold warns of- th: ange of new charactenstms we are llkely Sl
‘to wnness when they enﬁmll L v ; , S

A The new studgnts wﬂl mclude thosg wha cannot lmmedlatcly adapt [
~ to" the -traditional ‘methods.of. instruction; those whose- personal
-~ situations are not accommodated by the typical school day: those -
- whase  linguistic and . cultural pmblems trariscend present ap-
.pmaghﬁs to visual and ‘oral communication; those who have an

aversion to the coliege campus for cultural of ‘other reasons; those
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] ',t‘yi_about “th attamrﬁent ofeduqa{mmuvérpqwers_ :
i fisiti on; and thgge for whqm the -

ur__ c@llggas 4nd umversmes p_reparc to, meet. thc educatmnsl
‘_thareewﬂl beﬁ m'wtablz stn:sses "gnd

-"t;;hould hg and 'do’ and what ltkshould fot: bc or doir - - Sere
Dne 1mp0rtant pmm_' of n;reased stra and pressureq the par

‘clude” fscult and sLudem ‘members-as_ full trustees.
'mEmbers*h ve full voting. prmlcgeskmgny do,
* i This ch-‘ﬁgé in the composition” of boards of ro ly
©.an 1mpact ol the topit:s dlscussed at the:r msetlngs to say nothmg of the
__* prioritigs given-t | ite n bud cting fid plainmng»
+ " With wider rol.- ‘commu
) '-._.‘tn:m and dEEL ion makmg w1ll llkely matenallze Th@; Board will a]scr
e ‘hecume mor “action m’lented and mnrg mterested in how the coll:ge 1;5
e -__me::tlng s Ol _]_ee:{wss :

.%o~ The.intérnal govern ;’inc\e stiuctures of calleges and’umversmes hav
oot ralso dﬁder’gana dramatlc‘changes ‘Where power Was once: -vested. in the
L office of the- presndem and’ dean, it is today. dlffusedand distributed"

vstees l;mth Iﬁ twaiyﬂar and| four=year i

o “Samong . faculty smdents, staff and alumni. One of ‘the fost; com
P farmq of these new governance structures is. the senate, The senate is’
ﬁroad}y:based £ampus ‘body charged with helping to_govern the. college- .
Dr university. Such  bodies arg@tended to bridge the traditional divisions |
betwsgn faaulty\‘students and 3dmlnlstramrs In some instanges they.. b
nal - decisio "'kmg authgrlty w 1ile.m others" then* fum:tlgn is
ot prlmdrlly advnsary Suchdrrangements Have alréady had a dramatic b
. ‘pacton chanfing tha’tradltlgnal relationships: thap have existed betwee
. faculty: and: studentf. and faculty and administration: “That is to sayica
. ‘pus power. is‘now more; likely to be earned than ascrlbedf S
S “There are\fnany varfatidnis ‘of the makepn of the ssnate s.'p, ,mng Lo
,purely consultative: or adw_rimey bodie} to tr Epnhcy T CAC
_study completed at the Usfiversity tc:f Califorhja, Be‘rkeg]ey urveyed the'

» ".;natmnal populatmn Qf cﬁlleg's ahd leve m; 'ta d ine the Exte&t__
Sar
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Hgdgkmson m commentmg on one mten:stmg varlatmn of thE senate,
states: - . ) . ¢

) An. mu:rﬂstmg variation of the. campus senale was what might be.
-« - called the “*placebo senate,” in which an informal group of people;
. representatives of many campus groups, met regularly with the
president of the institution, not as a legislative group but rather as

-an advnsury body. These groups, usually called the'president’s

countil, may serve a useful purpose by providing direct’ com-
munication with the ‘president. The lmpurtance of mﬂuence

(adwce glvmg) shﬂuld not be overlm:ked N

It is clear ‘that such overning units are oftered as alternauves to: faculty
unions and speciat student groups :which sfek to further the economic;
political and social mlﬂrests of their .members. To the extent that
broadly-based campus senates gain popularity and effectiveness, our
. colleges and universities will take on_a more democratic and less adver-
/ sary s‘ham,,and relations among thg instilution's eanstituenéi«:s will
tlvc one can ﬂxpect ]ESS turmoil on ;ampuses

The increased involvement of state and federal’ agencies in the opera-

Ton of our colleges and universities js-also having a visible impact pn .
their'shape and direction. The future promises more direct mvolvement _

"oof federal and state agencjes in-“campus affairs, - .

' A dramatic example ofthis involvement is the number of agencies
concerned ‘with Ensurlrg;‘complmncé with the civil rights legislation.

";Colleges and univers ies ‘have already changed dramatlcally asa result of

lhc: new hlrmg gnd a mmmns qgams rcqunred by HEW. The future will

: 1 practices, wage policies, campus
life qtyleq and gther pefsonm:l ]‘zn;:ln:ngqi which taken together will have a

. IJ-sung éf‘fe:l on lkn: hhdpE dFld c:harach:r of our E‘D”Egt‘:s and umv:rsmea

i-

. govr:rnment WIll bu:omt: more |nvﬂlvcd in lhc: Fnancmg of hlgher :ducaf
+ , v tion. We are already witnessing dramatic.gestures and actions concerned
with broadening the basis of financial support for students wishing to
further their education, Along with this increased involvement will come
the demand for stricter accountability, These and other pressures dand
;hgngﬁs cxsrl::d ldrgﬂly l'mrn oulsldt: the campus prormec m further

FxS

Iﬂng,*r mll we bﬂ dhl; 10 rcﬁ:r to lhesc m;lnulmns as isﬂlalﬂd lvory

towers. Rather it will be more accurate to describe them as embattled -

bastions of thought and action.
: While the external forces continue to exert pressure ffor change from
the outside, there are equally strong forces within thezacademy that are
. having an impact on the BhdpE of American higher education. By this I
mean the changes oceurring in programs, degree requirements, faculty

€
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promotion and tenure policks, arid many other factors related to the

- day-to-day operation of our colleges and universities. -

institutions that it is no longer passible to recognize our system-as purely ... -

Indeed, it is my view that most of the interral changes we are

witnessing are having such a dramatic effect on our higher educational

“American.” ‘Some of the changes recéntly introducéd hdve ‘been
borrowed or patterned from educational systems abroad.

" Surveys of the many changes that have taken place during the past

five to eight years and talks with faculty members, students and ad-

ministrators. across the country indicate that society is witnéssing a
trafSformation of our total system of higher education. Emerging from,
this process is a model reflective of European colleges and universities —

R L R - IS 1 T i -y T S B
in a sense, a “Europeanizing” of Americin higher education. This .

1

trunsformation is characterized by a gradual but definite shift in mespon-
sibility from a rigid system in which the college requires detailed

_adherence to minute degree and course requirements to a flexible system .

in which the student is responsible for and, in some Ways, shapes his own
program of study. o .

. “European institutions of higher education have long thought. that
the responsibility for fulfilling degree requirementd rested with students,
not with professors. Hence, requirements for class attendance, redding
assignments and the like were the sole responsibility of students. Not so
in this country, where class cuts and calendar days made policemen of
teachers while the student waited patiently to be told whal, where, when,
and how. This move.loward more student:directed résponsibility in
fu)filing course and degree requirements ig further exemplified by the re-
cent introduction of the College Level Examination Program (CLEP)

_whereby students demonstrate their level of & ttainment and knowledge
‘through examinations rather than through tests, papers, reading

* assignments, recitations, and class attendance. Here, again, the European

colleges and’ universities have long insisted that students,, could
demonstrate their knowledge and attainments by presenting themselves
for final exams when they are ready. . ’
_ Another more recent and dramatic indication of the shift to the”
European stylgvisiuhg move to shorten the time necessary to complete
work for the bachelor’s degree. Both the Carnegie Commission on
Higher Education publications and the Newman reports have suggested
the possibility of reducing from four to three years the time necessary to
obtain the bachelor's degree. Some colleges and universities have already
ipitiated three-year degree programs and more are studying ways to
shorten the time required to fulfill requirements. o
Indeed, the plan in use at Simon’s Rock in Great Barrington,
Massachusetts, indicates that a more drastic revision of the traditional
bachelor's degree may be forthcomlng. Simon's ‘Rock, an experimental
collegiate institution, will confer the baccalaureate degree on those
students who successfully complete requirements combining the last two
years of high scheol with two years of college. Students are accepted at -
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-+ .Simon’s Rock after completing grade ten..

+ This pattern is réminiscer® of those European colleges and univer-
sities where students graduating from secondary school complete a post-
secondary course” of study culminating_ in the bachelor’s degree.
Professional and graduate studies then, follow, usually in the university.
The University of Chicago during the Hutchins' years undertook a
similar experiment where'bright high school students were able to com-
plete secondary school and collegiate studies in a combined two-plus-two
arrangement,

Implicit in all these arrangements is the assumption that capable
students should be allowed to complete their studies at their own pace
and present themselves for examinations i less time than the usual four
years. These dramatic advances in academic affairs are accompanied by a
relaxation of the parietal rules arid regulations that plaged institutions in
loca parentis. : ' '

Indeed, alterations in student-life regulations and liying ¢odes have
been so .ddmatic that_many graduates are shocked to ledrn of the
number and extent of rsﬁangas that have taken place since they were orr
campus, The moves toward more intimacy, more personal responsibility,

and more responsible living arrangements have taken place’in the large -

multiversities, as well as in the small residential colleges. Instjtutions such
as Michigan State University, the University of California at Santa Cruz,
¢ and others have initiated living-learhing arrangements similar to those of
: - the English residential college.. Such experimental colleges place heavy
" stress on close student-faculty contact, more individual responsibility for
developing a program of studies, more reliance on mature living-learnihg
arrangements, and, generdlly, more personal resporsibility for educa-

tion, B e :
. 1t is becoming increasingly evident that society will witness-greater

. movement towatd flexibility for.students to’ fashion their own programs

" and away ‘from structured requirements. The growing popularity of the'

o +4-1-4 calendartis another indication of a move toward a system where
students may study or “read’’ a single subject for a specified petiod,
perbaps one or two months, after which they may “sit" for, the final ex-
academic. calendars inchiding the '1-1-1-] and ahé 2-3-273-2. With the

nfove away from thé prescribed Jock-step turriculum. it seéms likely that

we will begin to refer to students as first year, sécond year dnd.third year

‘ amination. There is also more. experitentation ‘\lfith**fp%her- types of

+ rather than as, freshmen, sophomores, and so on! thus rémroving any: »_

o

stiga attached to the'inability to matriculate 4t the “normal™ pace.

years which emphasize demonstfated student competence by allowing.

A nurffber of new institutions have sprung’up dufing the past few .

umder-graduate degrees to be earned in less than four years. Many of _ -
. these institutions, plus hundreds of more traditional colleges and unjver- ™ °

sities, are also accepting*CLEP scores to determine the competence level
of students. These and similar pew ways to evaluate student progress

H
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provide greater flexibility and freedom for stpdents to drop out and drop

in at various iniervals in their studies. - o A

Greater Diversity - . Co - _

Increased flexibifity also promotes a greater diversity in the collepé
population. The trend toward, diversity amdng college students -encnr%
passes a greater variety of soclp-economic classes and ethnic groups as.. |
well as different age "groups.\Increasingly, persons are corhbining” '~
academic studies with wo {d vocdtions, fot only through formal, '~

work-stidy internships, but also through off-campus extension courses .
and in-plant training sessions. The formal felgtionship of the Callege of +*
New Rochelle with New York's District Cyuncil 37, AFL-CIO is
evidence that those who have traditionally beer} “dutside™ the academy™ . .
now want greater access to higher educationd Those who planned the
“DC.37 Campus,” as it is called, felt the need to redefine the-traditional
B.A/5n terms that would make sense to contemporary working adults.

- These and other innovations to meet the true needs of more people for,
higher education have already reshaped thinking about collegiate studies.
This-reshaping is definitely directed along the lines of'an eclecticgEuro-
pean model of higher education. T .

The key word here is eclectic, since thefe¥aping is not following a
one-to-one patsern. That is; Americap/Colleges and universities are not
adopting everything “European™ from their counterparts, but only
selected modes and practices. -In fact, some rather important,
characteristics of European higher education’ have been rejected outright

3

L by the American system. This is to be expected since most European

societies embrace a more cohesive set of values than does the United
States. This is particularly true as regards education and social standing.

" It has long been recogrized that most systems of higher education in .
European countrigs rest on an elitist concept: only the intellectual elite '
are allowed 1o gS-i@ﬂ?lo higher studies. The less intetlectually endowed
students are directed toward voeational occupations, However, signs in-
dicate that some Furopean countries are moving toward egalitarianism:
As Europe achieves a higher level of technology and as individual Euro-
pean societies hecome more complex and affluent, greater demand for

‘college and university 2;r:{x,’u‘niﬂgﬁfand for rescheduling priorities will surely
follow. . ;
This country has always prided itself on following an egalitarian B
ideal of higher education, although this 1deal has not always been ap- 4
—parent in practice. It took events. of major proportions to actualize the
ideal:_ The Civil War, World War I, World War 11, later industrializa-
tion, and _the Korean Gl Bill corvinced skeptics that an egalitarian
system would work. The present expeniment in accommodating large
" numbers of blacks and other minonty grogp students is the result of the
civil rights and student activist muvﬂmﬂns; of the early 1960's.

* Byt essentially, the major thrust of innovation and change within -
Aﬁﬁtjﬂﬁ higher education is following the patterns established in Euro-
pear colleges and universities. The major move is toward more student
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respongibility. There can be no doubt that the move away from in loco
parentis and other forms of academic spoonfeeding are being applauded
by students and faculty alike. Alumni and parental acceptance of these
\-- changes, however, remains another matter. o o o
A7 After the dust of the présent revolution has settled, our colleges and
universities will hear little resemblance to those of the 1950's, In 'a sense -
: Ameriga stand?%e threshold of unprecedented change and challenge.
To ignoredhe opportunities for. redefinition of our social and educational
. Institutions i§ to invite’ moral backsliding. oL
‘The -principles of personal freedom, equality of opporturiity and
.democratic government can only be realized through the informed in-.
\ volvement and full participation of an educated populace. If citizens are
\ Lﬁ achieve the desired levels of participation and personal freedom, our
\ institutions will have to discaid the practices that make them instruments
of the old order. - ' ; o
\  The future shape of American higher education can and will assume
a more flexible, open, and egalitarian posture. As we approach the last
- two decades of this century a new era looms on the horizon, In
' speculating about this new time I am reminded of Professor Rudolph’s
-. 1 Statement on the post-Civil War reforms in American high education:
3 b (;Tge new era, which was about to dawn, would pass the old-time
* vcollege by or perhaps convert it into a precious preserve of gentility
. or into a defiant outpost of denominationalism. In any case, it
\ would never be the same again,’ - ey

§ | These words riné true once more. The changes that are eccurring re-
b m'\nd us that American hjgher education will never be the ‘same again.

\ - I

\

\ C
- * FOOTNOTES . .
« 'F%Edcrigk Rudolph, The dmerican Fgllfgf':md University, (New
\ York Alfred A Knopf, 1962), p. 442,
Thnd :
‘Donald H  Gedbold. “The Auraria Campus Response” to the New
Student.” An Agenda for National Action, (American Association of Community
and Junidr Colleges, 1973y, p. 68 ta
‘Harold L. Hodgkinson, 'Brpadly-Bused Senates: A First Report,” The
Rescarch Reporter, (The Center for Research and Development in Higher-
Educylion. Berkeley, Volume® VI, Number 1, 1973), p. 7.
‘Frederick Rudolph, The American College and University, (New
York Alfred A Knopl 1962), p. 24!
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R gs_i;api;ig_ the Curriculum:
What It Means After All

i

" Wallace K: Ewing received his Ph.D. from the Universi-
ty of Hlinois. He became Dean of the College at Colby-
Sawyer College in 1972 having previously served as a
Fulbright Lecturer in Tehran, Iran. e -
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"To point out that higher edlication is undergoing a variety of un--
pleasant stresses and strains hardly seems necessary. The mass media and
the learned journals consistently carry reports and commentaries about
what ails education at all levels: occasionally. there are even suggestjons -
fog possible corrections, One aspect of higher education that has received
its share of dttention, is the curriculum. The point-of the commentaries

i may vary from writer to writer, but there is no doubt that some aspect of ..

~curriculum™ is thetarget. The amount of time and space dévoted to the
 critiques has been‘rather large, yet the question remains, what is the real -
* " impact,of the suggesied changes on the shape and character of higher,
reforms? . T . ,r
A% a former student ‘who ran ‘the academic track in “assorted
fieldhouses (and: in various degrees of breathlessness) and as a present
teacher and administrater, I am especially aware of the need for shange
.in-college curriculums, Rerhaps it is significant that the word curriculum
derives from the Latih word meaning race, rage cour:

™

the time he enters college until the time he departs with sqme sort of
degree in hand. The reshaping refers to argy q‘rﬁdiﬁcaliﬂn of the track that
. Rus takensplace in recent years aba particular institution; however, only a
few samples of those modifications that are somewhat dramatic in scope

and intent will be cited. ‘ ' . t
Until quite’recently, most college curriculums were highly standar-

= . i i .
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_education® Has anything substantive and enduring developed’fram the °

se, of lap. Studehts,” ~
graduate as well as undergraduate, might only add that,"hurdle” should .
be purt of the current definition, if not the étymolagy! In'this essay [ wil]_
*use curticulum to refer to the academic track (he student must run from
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dized, patterned after the curriculum established at Harvard which had™ ' _

"120- Students selected a major subject plus one or more minors, and
graduated with gither g bachelor of afts degree or a bachelor of science
degree. For the most part; the legtiire system was the favored method of

instruction. Kriowledge was considered absolute, finite, and amenable to' ~
. Sequencing “dnd: segmentation. Instruclional theory was quite

simple:- teachers had knowledge that students lacked: the teacher’s Jjob
was to relay that knowledge to his students, and it was the student’s job
to absorb ‘t. Presumably, the leagning process was uniform among all
students. They all pursied identical gqals at the same rate of speed. The
efficiency of the system was indicated by matching teach®r input with stu-
dent output; the closer the match, the more éfficient the process (and the
“higher the grade). The classroom, of course, was teacher-centered.

*-used Cambidpe (England) as its model.! In general terms, completion of- .,

" .the standard, formal curriculum required four.years of on-campus.: -
«callegiate study, satisfactory completion of | escribed courses and elec- -
tives, and ‘the'accumulation of 4 set numberof semester credits, usually |

5

A few years ago, howeveY, educators and students began earnestly to .’

"inquire after the health of the established curriculum and its underlying -

* assumptions, If the symptoms of discomfort were somewhat vague, the

suggested cures tended to be rather definite: reshape.the curriculum
structure, the mechanical process of getting a degree. Insgeneral, there are
four ways. or combinations of ways, by which-the standard curriculum -
huas been modified: (1) by reducing the numbet of credits and/or by
Icﬁar\gin‘g the specific course requirements; (2) by shortening the ealeridar’
time required td get a degree-(e.g:, encourage students to go to summer
school or-tg take heavier course loads); (3) by giving credit by examina¥®
learning achieved through informal instruction or through life
“experiences; or (4) by combining some portions. ofythe high school and
college experiences, One or two examples of each of these structyral,
modifications should suffice to convey the wdy they work. = =
‘Credit reduction seems to be reserved primarily for use by. better *
than average students, For instance, Bethany College in Lindsborg,*K an-

sas has a speciul program for “intellectually superior students' that re-

‘quires only twenty-seven courses for graduation. No credit is given for
college-level examinations and no more thanfour experience-based

grade average to stay in the program; Similarly, the Columbian College.
of Arts and Sciences at George Washington University allpws students to

.=, graduate after ninety semegter hours of work, but hal of that work must
~+ beatthe"A” level. Onthelpther hand; Immaculate Heart College in Lds

Angeles has o requirements .except the accumulation of 124 ¢redits

~coursestare” accepted. for credit. Students must majntain at least a “B” -

which cunt be obtained thrpugh non-campus, nbn-course experiences; -

thus THC abandons the prevailing concept of prescribed courses-while it

mamntaing the idea of a fixed number of ¢redits. A viriatjon of this ﬂexi b
ibitity is found at Webster College in St. Louis where full freedom’ of s

course selection is allowed outside the student’s major field. At Ripon
* . . . - LI s N L .

. * a . - ; - E
¥ " . . ) 1 9 LA - f . L
= A 1, ' * - et
iy s = s . L

L - : [ .. . .
- N N 'O‘ o : . _—_— ."', .

' = . . L N

i

s



LA

Q

ERIC

Aruitoxt provided by Eic:

_pegienc

sy . .

t
)

College, students who! maintain a 2.75 grade-point average and who

carry 18-19 hours per semester may qualify for a reduced-credit degree
program that requires-only 112 hours for graduation. As at Bethany, no

V-equi‘vilérﬁyi,lgsts are’:allawc:div Alscg all coursks must be taken in

residence, The State Unjversity of New York at Gengseo has categorical- -

“ly reduced its credit requirements for the bachelor degree from 120 to 90

'

= < . . ! 5 ~ R e s
for all students, not only for those wha are -academically-superior.

_+  The time-shortened curriculum seems to be the most talked about .
‘reform that has beén-suggested, especially -since the publication of the ~
‘Carnegie Commission’s 1971 r&port Less Time,-More Options. One of the
major recoinmendations of the Coramission was the reduction of the  *

baccalaureate cutriculum by one fulkeyear.’ In support of a time reduc-
tion, Ernest Boyer writes that ** , . . there has been almost fio comprehen-

sive, thoughtful scrutiny of the concept that 4 college edugation should

bé anything but four years since Harvard was establishdd in'1636. This™

belief is the most/solidly lodged piece in the converdtional wisdom of

academia.” At Colby-Sawyer College, students may finish curriculums

- . s M e i _ . _ N N s ® 3 - 5 _ .
_ in business administration, music, theatre, or dance in three calendar

years, but only if they complete’ some of the requiréments during,
tummers or#if they take overloads during the regular acagemic year,

« Although time-shorténing and “credit-reduction would’seem to comple-

rment each other, it appefirs thit in most cases they do not, In fact, for

some ‘schoals time-shortened has come to be synonymous with com--
ressed. Sdmmer school optionsfind overloads have been available to
Jualifiéd students for many years. : :

1 b - ot . .
" The third method of reform, giving credit through-tests, is gaining

- rapitl - acceptaneein Americin 7high§:r’.;':drﬂ'6€(ii@ﬁi At the’ Colurnbian
“Collége of Arts and Sciences, referred to-earlier, a student is allowed to

- offer’up tothirty hours.for-credit and/of Whiver of required courses oul
“'of ‘the 12 hours needed for graduatjon. Staten Island Communaty

séepts ‘up to thirty hours of credit for non-classroom ex-
_the remaining ninety semester houts peeded for graduation
must be at the “C™ level or better. Harvard has been granting credit

Collepe ¢

‘through equivalency tdsts since 1955, and other well-known schools have

been following this-procedure for similar lengths of time. The College-

~ Level Examination Program (CLEP) of the Educational Testing Service

has made it casier for schools of all sizes to be more flexible in giving
credit for standardized equivalency tests, in the form of both geéheral ex-

aminations and subject examinations.

“The Jegst tried of the four means of reshaping the curriculum is in
the Srea df high school (o college articulation. In the New Y ork state un-
iversity sylstem, three models are being experimented with: four years of'
high school and three years of college, three years of high school and four
years of college, and threeyears of high school plus three years of college
with a ohe year transitional period in between. SUNY at Albany
matriculates. twelfth graders as full-time college stugents. More common
among colleges is the admittance of high school students jnto a limited
N : A ¥
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: ° . number gfcglleﬁé courses orr a stlected basis, Dickinson College in Penn-
sylvania has had such a pmgrarr?csince 1966, ‘s .
~ There are ferious reservations about some of the reforms that have _
been talked 'ab_éiful and/or implemented. For instance, Derek Bok, presi- <,
" dent of Hurvaid, presents a number of drguments rejecting the basis
.upon which thé Carnegie-Commission on Higher Education builds its
case for three year bachelor degree curriculums. Among his arguments,
Bok points out that simply because students are receiving more, educa-
tion in“the high schools does not necgssarily mean there need be less
education in the colleges, nor does the earlier physiological and social
maturation &f today’s students have any apparent bearing on how long.
the undergraduate curriculym should be. Bok continues:

What must bg needed is 4 very different curriculum, thaetries ex-

. ~ plicitly to take dccount of the fact that the student t&tompri?&s a

- different population with a different set of aspirations than those _
attending the so-called prestige institutions from which all too -~

. many colleges and junior college curriculums are adapted at the

‘present time,

* Furthermore, Bok argues that students themselves seem to reject the
" time-shortengd degree, and that the fourth year could be used as a time to .
"obtain non-academic experiences.* _ -
: The Chroniele of Higher Education reports that few institutions are
-actually implementing a time-shortened curriculum: “*So far, about 30
. institutions have what they call three-year bachelogs programs and
- another 20 are in the planning stages . . ."" The ®hronicle cites three
reasons why the shortened calendar has received less than popular sup-
port -(}) faculty concern about academic quality: (2) student luck of in-
terest:‘and (3) uncertainty about the financial impact, since time-
shortening may not effect the savings to the institutions that was hoped -
for,-und savings 1o the students may be relatively insignificant, if summer
study is required® _ ) N
Students may be less lhan'impn;:ssed by possible time reductions in
degree programs, as Bok and the Chronicle indisate, but my own obser-..
vation has been that students definitely are interested in the curriculum
as a whole and will go to great lengths to obtain their degrees in spite of it -+ <o
rather than because of it. Requirements are indeed hurdles that the stu-
dent can run around, if he is clever enough, as well 48 jump over. After
confirming that students do pay little attention to the curriculums, Lewis
Muayhew stites, " There is evidence that students ag ually do fashion their
own curricula and use instructional resources (o their own ends, com-
plying ﬁllh instructor-imposed organization only out ef superficial eti-
quette.”™ The problem of elasticity, Mayhew says, must be approached . -
by different institutions in differént ways, according to “the nature of the
institution and its students."™
There are probably as many variations of curriculum reform as there °
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ar.e-co!!egé‘s. pafﬁéu!arly if reform is defined as any modification. of the -

existing curriculum. 1 cannot-help but question the long-range meaning
‘of most current reforms on a number of grounds. For one, there is no
longer an “ideal,” “perfect;” or “Platonic” model which can act as-a -
pattern for all curriculums. When the Harvard curriculum served as-the -
model, divergences from the pattern were immediately apparent and

_measurable. Since the model itsell is suspect, there is no point of

reference from which new or remodeled curriculums can be viewed. Of

course, colleges continue to borrow certain-concepts en masse, for exam-

ple, the 4-1-4 calendar was used at only six schools prior to 1967-68, but

by 1971-72 two hundred and thirty-six ‘schools had adopted it. Schools
such as Mount Vernon College in Washington, D.C. have made calendar
changes that are bound to affect curriculum content. Mount Vernon has
inititated a modular calendar in which courses may te arranged in three
week, six week, or twelve week segments. A calendar of this sort allows -
the instructor to fit length to course content rather than fitting course
content to length. Concomitant changes in instructional approaches are

" natural outgrowths of the meodular calendar; for instance, conventional

lecture systems will not work for a three week course, Nevertheless,.it
seems to me that in general such reforms as calendar changes are
manipulative rather than basic. As has been indicajed; the four year
curriculum is an historical accident and the school (Cambridge in
England) which served as the model fof Harvard has since reduced its
curriculum to three yedrs while the imitators, so to speak, have adhered
to the original model. Furthermore, current changes in curriculum tend
not only to be manipulative but ad hoc. For instance, the loosening of the
foreign language requirement in some curriculums, whether justified or

not, often occurred without consideration of its effect on the total

“curriculum. In other words, institutions‘tend to be more independent in

changing the details of their curriculums than they are in changing the
overall pattern. o
There is. however, at least one school that is going beyond revision
of an existing curriculum. The School of Dentistry at the University of
Michigan has established a Department of Educational Resources which
is devising an entirely new curriculum-that was ready for implementation
by September 1974. Under the leadership of David Starks and funded by
a federal grant, a tedm of more than sixty researchers has talked with the
faculty, students, and administrators in an attempt to identify the objec-
tives of the curriculum as well as the objectives and content of specific
COUTSES. .
Although the details of the new dentistry curriculum are far from
setiled, it is clear that most previous notions of what a curriculum should.
contain have been discarded. The degree, which will be mastery-based
and built around principles of behavioral objectives, will allow students
to begin study at some specific point in time and then to move on at their
own pace as they master the various specified objectives. Us¢ will be

made of computer-assisted instruction, video tapes, slides, and film-
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strips. However, the mostdnnovative aspect of the new curriculum will be
the utilization of stydents as valuable resource personnel, as courses will
be constructed in a way that will allow Yeachers to take advantage of the
background and preparation of their students. Thirty students began the

‘new curriculum in the fall of 1974, along with one hundred and fifty

other students who will follow the conventional tfack. .
The curriculum developmegts at the University of Michigan un-
derscore the view that fundamental to meaningful change in the
educational experience is reform not only in the formal curriculum but in
course content and teaching methods as well. No matter how the student
obtains his‘acadtmic training, no matter how rigid or flexible the struc-
ture in which the student is placed. no matter what length of time it takes
to earn a degree nor the number of credits that must be accumulated, the
real importance of the student's forral educational experience is what
happens in the classpoom. Running laps and jumping hurdles are seldom
considered b¥ystudents to be “‘relevant'* or to have depth of purpose.
Instedad, there are a number of questions that must be asked—and
answered, How are the view} of the student put to positive use in the
classroom? Does the student learn to appreciate the dignity of his own
life, to trust the validity and importance of his own experiences, and to
share them with others? s he, in turn, prepared to listen and to accept the
validity of*their experiences? ls the student taught to accept inevitable
change? Does he recognize learning as a life-long process? Can he use
different learning approaches for different subject matters? Can he syn-
thesize as well as analyze? These questions and dozens more like them
need to be asked if the curriculum, in all its aspects, is to be a vital, im-
portant, and desirable part of each student’s life experience. The

‘orthddox views of higher education simply will not mréasure up to the

demands of the world as it moves into the twenty-first century. Teaching
practices must change'in order to meet student needs and the needs.of
society as a whole. Few courses can be viewed as ends in themselves, but
rather they must be seen as instruments to help facilitate the growth of
the person. Education cannot be self-serving, preparing the student for a
vocation, important though that may be. The more basic issue is, whether
or not the student can learn to live with himself and with others within
the confines of his chosen vocation and the limitations of his environ-
ment, and yet able to see beyond them. C v o

In order to transcend superficial res ructuring of the curriculum, an
increasing amount of research will be necessary in order to measure how \
effective present academic practices are, to pinpoint what exactly is
wrong in higher education; to determine what future needs may be, and
‘ultimately to make concrete predictions about the shape of higher educa-
tion-in the future. Goals must be determined before the mechanism for
achieving those goals can be devised, but mechanisms that are adopted
without prior research and experimentation will afford higher education
litthe good. If firt strategies for reform are to replace mere groping and
manipulation of structures, data about educational processes are essen-
tial. )

.
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There are\\wo major copstraining forces at work that inhibit radical

curriculum chanpe. First, all institutions tend to be conservative ard self-

sustaining, and second; it is easier for humans to criticize than to con- .

struct, Change of the sort that seems necessary is viewed as a threat to the

continued existence of institutions of higher- education and to the in-

dividuals who feel secure in the conventional ways of doing business.

Yet, it is necessary for institutions of higher education to charige, and it is
necessary for themlo create new approaches to learning, because the
basic educational assumptions underlying current academic practices
have lost their certainty and their magic. For one- thing, our concept of
knowledge has changed. Knowledge is seen as relative rather than ab-
solute, and as infinite rather than finite; it is less amenable Lo sequencing
and segmentation; it is fluid{rather: than static; and, most important
perhaps, it is growing prodigiously. s
, Emerging from these new concepts of knowledge is a revised theory
of instruction that is very much in the formative stage. The various parts
of the theory. while often amorphous, vague, and ambiguous, are inter-
related tQ the point where it is often difficult to separate cause from
effect. Nevertheless, a few efements of the new thedry are taking shape.
Certainly the classroom is becoming more studentggentered. The shift
from study of subject matter to a problems approach has brought with it
an emphasis on how rather than whar and an emphasis on doing rather

than memorization. It is clear that educational goals are not-unif’arm‘

among students, nor are their paces of learning the same nor even
similar; lockstep learning simply will not work with loday’s students, and
so individualized instruction and independent study have taken on new

* . importance. Given the relativity of learning, even the grading system has

come under a rather disjointed attack and is yet to be resolved.
Whatever theory of instruction is finally developed—and there is

* Jikely-to be more than one—, the technological advances of the last few
decades will undoubtedly play a major role. Such instruments as video
tapes. closed circuit television, and computer-assisted instruction will
lend themselves to classroom use in the future, and without the letdown
that followed the disenchantment with the language laboratory where
too much wis expected too soon. At the University of Illinois, the
Computer-based Education Research Laboratory has developed a fourth

generation computer-assisted device labeled .PLATO. (Programmed ,

Logic for Automatic Teaching Operations). PLATO, which ig-seen as a
classroom s_gpph;mem;wﬂl_ havé®more than four thousand terminals
located throdghout the state of Hinois, each operating at a surprisingly
fow cost per student-hour. Numerous programs are already available and
more are being authored each year: PLATO IV is by far the easiest to
program, the easiest 1o operate: and the most versatile yet developed by
the University of Illinois; yet it only hints at what may be done in the
future, L

Technological advances have opened up the world-wide community
and have been directly résponsible for‘the shiftin America from an elitist

) 24 :
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. philosophy to an egalitarian rpgiIQSDpliy: more people want more advan-

tages than ever before, including the opportunity for a meaningful educa--

must be accommodated* thin in the past, and the value of all cultural

Heritages is now recognized. Along with these changes is the rejection of

Aauthority by virtue of position; especially in the classroom. Recognition |
of individgﬂyorthinc!udes the right of the individual to question those "/~

Fyrthermbre, the technolqgical advances of the twentieth century,
the rapid growth of the populdtion, and the moye away from elitist
theories have led to a number of significant changes in our educational®

concepts. For one thing, it is-clear that education is continuous: As neéw
Jobs are formed and as old ones are phased out, almost over-night, new

skills are demanded and old skills must be up-dated. The point is well-

, made by Boyer that the educatignal process is a continual one:
Jeatle

The notion that education is. something one gets only before going ,
to work must be replaced with the idea that-education is a lifelong

process, going on during, after, and in between work. And in so do-

ing, our colleges will increasingly move from the notion of

educating vouth to educating pedple, with the barriers of age remov-

ed. !

The central question after all is not how much education, but when

and under what cqnditions education can be of most value to in-

dividuals.’ : .

:

“tion, Now, more than ever before, there is recognition of the individual’s ~
- .worth, regardless-of racial or ethpic origin. A'greater variety of fife styles =

[

Of course curriculums must be made pertinent to the needs of the people -

comprising the various age groups, but again the more crucial element is
what takes place in the classroom between teacher and student. Mere
manipulation of the curriculum is not sufficient, whether it is manipula-
tionof the calendar or the number of credits required. As Boyer phrases
it, educators must rethink “the entire under-graduate curricutum, es-

pecially in relation to all that has gone before.""

It seemns that, un!i_kz the weather, everyone talks.about curriculum
reform and a few even try to do something about it. David Bayler has
written, " The plain fact is that curricylum reform changes nothing that is

‘worth.changing.”" I.do not think that it is too sweeping to claim that the
“future of higher education in America depends on the willingness of
-edu

ators to specify goals and to accept change in the curriculum. The
curriculum s higher education: the strength of institutions-depends on
recognizing and meeting the challenges of a world grown smaller~more
complex, and ever subject to future shock. Institutions of higher educa-
tion may survive without changing their. curriculums, but they are not
likely to be the dominant social force they could be if they did change. In
addition, the very diversity of needs that are manifesting themselves

L3
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point to the necessity. for a variety of types of institutions to meet those
needs. The growing compléxity of our current world defies the formala-
tion of any one curriculum model: instead a multitude of curriculums is
necessary in order to meet the demands of a changing student population-
and’of.a changing world. : - s

In summary, to quakﬁg?curricu!um reform means going deeper.

" than manipulation of the mechanics of “‘degree-getting.” If reshapjng the

curniculum is to*Rave any significance, what is aecessdry is making the
educational experience essential to the needs of all students of all ages:
Equivalency testing may be a partial step in that direction, and perhaps
conflating the’ high school-college experience is also; | have less cen-
fidence in the efficacy-of time-shortengd curriculums or credit reduction, '
since they do not seerg to get to the héfrt of reform: Mowever, the issue of
revjtalizing the contefif of ‘the’curriculum is every bit as important as
reforming its structure: the two problems had better. be worked out
simultaneously. : oy T ’ -
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"'-‘_‘JAGK L. ARMSTRONG

H. BRADLEY. SEEN

- to- assummg the prgadency of; Brad
S Jack L, ‘Armstrong was -Dean of Speclal Acad:mm_ .
T ‘P_régrams at Macalﬁter Cdllege ' Co

versity. nf lowa and former director of the North -
.Assocratmn Cnmmlttcc on: L:b:ral Arts Educa- L

During ' the- late' 1950°s and early 60’s, higher education was pre- ~~ -
% occupied_with accommodatmg a‘steady increasé of students. Despite the ~ - ™"
v" ; onunued ‘growth in gnmllmem some institutions recognized that finan- .-
~ cial resources.could not be expanded indefinitely, and that more efficient:
*.modes of ' operation had to:be found. One-proposal given wide publicity o
(Tickton; 1963)' was to .make’ bauer use of both 'human and’ ‘physical . - ...
+ resources by operaung college campuses year-round. Eventually over one. ,
' hundred' institutions, including SEVEral statew:de syst:ms adapted some .. - ’
form of year-round calenda H )] i
By the mid-1960's the collége Ealendar had dnce agam be:@m: ‘a ,
major topic of discussioni on many campuses. The contekt, however, had - *
chango:d dran’ratlcally The issue was no longer year-round operation, but
" 4 growing debate over the ““failure”’, of undérgraduate education, While
- this failure jad been first observed hy analysts such as Clark Kerr-and ~* -
Nevitt Sanford in the early 1960's, it was students themselves who:most = - ;
forcgfﬁllyf}dlrectgd attention .to ‘the pmblem ‘By 1966-67 the. student =~ .
. movement, a child of the civil rights-and, anti-war mgvgmgms dleﬂtEd_;'r -
. jtself. also against educational institutions, : R
: Appraisal of student dissatisfaction with hlghgr gducatmn i dlfs, TUoeb
fieult, ‘Many students were clearly dissatisfjed with specific elemier: agh”
_ as excessnvs le«:turmg and over- EmphaSis u'pﬂn gradzs But ih: i8]
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profoum‘j changeg were takmg place in- the Umted States and that Stl“' Sl
moreé funddmental changes were to come, The civil rights movement, the . .+
. emerging. concerp with- Viet Nam,’ and . the development of .a viable
- “counter culture™ -were seen as fnamfestatnons of a much more fun- .
ddml‘:ﬂtdl revolution which would change the nation in ways not yet.fore- . - .- -
séen, In this context, American colleges and universities were criticized,
==not-so-much-for:their. specnficshort mmgs:of instruction; but because.ini:
the midst of these profound crises and changes, lnsmuhons ccmmued to
, fo:r the same fare as though nothing had happened
* " +“Ironically, although’ the: large universities were the’ ‘most criticized
“the small private liberal arts colleges were at first most affected. If educa-
tion-was everywhere equally dull; the larger institutions could at least
-offer more freedom dnd * acnq)% a wider extracurriculym, and generally
_lower. cost‘: _For these and other reasons, s ‘'students gravitated to larger
_stitutions, The pmjected enrollment - increases; which had’ led - small™.
' pnvate institutions to considér. year-round operation dld m:t occur.
T lnstsad .competition “for. students increased. A
L - 'With' these items a

ms and others constituting. an" agenda for the" fun!""' o
damental reform of undergraduate education; the faculty response toa -
-discussion of calendar change;’ icularly at private liberal‘arts colleges,. - - -

- may be explained in one of two r a-combination of the two For - .. . .

... -—someé faculty, calendar change andtlf -urricular reform which it. might =

" “produce, provided'a means. of achieving; :,edut;auonal improvements ' ..
_demanded by students and sought by thes ilty. At the same time, to C
. many faculty, of all possible reforms, calenﬁha@mﬂﬁhe DT a——
" _least ‘threatening.- To many administrators.it was_also the least costly. e
" Indeed; calendar change seemed innocuous compared to a fundamental - =
“: pverhaul of the faculty reward and status system ot 'changes'i in.the can- ..~
tent or process of education. Faculty thus began to discuss the calendar
with the same fervor. they had eirlier shown in debates over distribution -~ " ...
requirements. Consideration of 10, 14, or'17 weeks as an optlmum calens
dar term replaced the question of two versus three courses in the natural .
' §CIEHL‘2§ as the favorite academic exercise. - B
‘- Resulting changes are-illustrated in a survey conductﬂd in 1971 by ..
the ‘American Association of CoHeglate Registrars and Admissions Of- Cn

*ficers' which concludes that “‘a‘calendar revolution™ has. indeed taken ,

.. "place. The survey shows that ‘between 1966-67 and 1971-72, the number . } -

=<'+ pfinstitutions on the traditional semester calendar fell from nearly 1,800 .

E ... ~1t0°637 with a majority moving to an early semeste’ttl'ahf(ﬁﬁﬂ tmal by -

E - 1972) ‘and smaller numbers-adopting:quarter- 542)7 4-1-4 (236). or other

" calendars. The number on. the early semester had idcreased by twelve -

. times-¢ince .1966-67 and on 4-1-4 by for[y times with a fifty percent.in-- = .
.crease in the quarter systﬁm and a shght ﬂeclmz in the number ona L
tﬂmester (77) S . e :

i

PO | ' The NE'W Ca[endars oo
TR ln overvmw ‘some of thg reasans for and thg‘effects nf each nf thes: e

#
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' fdnﬁ‘ere;nt calendﬂ‘r changas are a§ Follaw%

Early Semester . 3‘ Sk . SR
" The purpose of the early semestér caléndar is fo- ehmma the jn- =¥
 tetruption of the’ semester, particularly toward its-end, by a long period

Qf, _aeatmn;: Both students and faculty have longrdrlshkgd the luss cf con:

"the “the preparauan e
‘papers and -;Ludy for exams, or th anxlgty pmduced hy not engagmg intote
“such-activities when needed." PR
In «general, ‘th calendar éhange has nul; becn stlmulatad by. any s
" desire. for ‘educational” r¢ﬁ:rm and hag; not produced any speclal
~ curricular changes ST e e
The leﬂé'f‘ !S'yvlem o I
<= The"move toa quarter syslem by app y 18-in°
‘the pzﬁt seven years was motivated by the following considerations: (1) = .
L To some faculty, the'quarter system offered a more acceptable means by -
== ~~which to ggnclude the first-term before Christmas than the alternative. of
. qhmtenmg the semester; (2)-1t provided-a way ‘of"breaking up-the long .+
o . period: between Christmas. and-June; (3)-In the case of the quarter Erédlt: _
ﬁystem‘ it paskagr:d the courses into smaller coiirse units which were . - -
moré appealing "to :some; (4) In the tase of the 3-3 adaptation of the .. 7
.quarter s‘.ysl;em the restructuring of the curriculum teduced the number =
_ “of d;ffgrent coyrses being taken by [hE students or Laught by an msl;ruc-’ e
R— ,,,,7,,,7,}ﬁr S S _
U'nder the. regular quartﬁr system m whu;h a qtudem; may ‘take as -
many as five OF six courses at a ymé in'a perlod of ten-weeks, it is the .
authors’ belief, based on experience, that learning might be impaired’ by' L
-~ the continuous pre-occupation-with: exams. The 3-3 approach has merit - = . -
-in its reduction of fragrnsntatmn of tetodd of both studeqts and faculty. .
~ ‘While generally riot producmg any extensive egucationdl experimen- -
tation, except in a few institutions whére five week module have been us-
- ed, Lhangmg from a semester system to a quarter system especi
often necessitates -a curriculum review and reorganizatior, S )
" examination of a college's curriculum -on a f'acull;y member by facull;y
" member and a departrngnl by department basis is a valuable exercise in
itself. _ o o '
Year Round C'a[endan S % '
. “In"a new way the yﬁarimund t:ah:ndar is making a shghl; cnmeback . :
- Earlier ;‘aempts found that large’numbers of students would not volun- . e
taﬂly :hcose tc) attend classes m Lht: summei‘ A few msmuuonsi -

twc -;umr‘ner ‘sessions in’lieu Qf' a terfﬁ in the’ regula‘l‘ academlc year
Success with this’ approach rmght pmduce the next’ major variation m

o .calendar change. . /,a;sﬁh L

The Mc)du!c?r Term = 4 1-4 ana’ [t: Fanant: i T - R ——

o K . . T



ational program,. as-well as the greatest growth in adherents, ex-~ , _ -

- ‘__él;ddii:ng the early semester, is the 4-1:4 format and its variations. Motiva-
-7 tion. based -on the desire for educational teform rather than ad-

- ministratiye conveiiience. or- moderate curricular ‘revision" forms ‘the -~~~
. ' background for, the **4-1-4 movement,’. By 1973-74 this calendar format -
- had. attracted ’dger’é(’)ﬂ’in’stitutidﬁs,tg its philosophy.”. == T
... The basic.Idea. of-an. interim_cannot Ye considered particularly.in-
tive or new. Bennington College, when it opened in 1933, inclided a”
" mne-week off-campus, non-credit work activity sandwiched between two -/
‘14-week terms, Prior to that;"Harvard developed ‘a three week:reading - -
" perlod_at'the-end of each kemester (Angell, 1968 ;o ot T
» - Neither of these arrangements, howeve, exploited the basicstrength” =~
rifn plan - coursés which would involve groups of studentsand .. -
ingle activity for a four-week period of time. These activities, /
“particularly  those™ involving - off-campus~ study,”,often " could-n be:
- “scheduled during the regular semester because of ‘competing activities
and other demands. - a0 Lo
“The interim”plan had -gained- considerable-visibility-by - the: mid
J ecause ¢f the rather innévative activities of a number of in
The 4-1-4 in‘its presentigeneral form"was first proposed fora '~ "
i Massachusetts which ' was - to be established -as-a
- coC e venture by four Massachusetts inistitutions, (The institution.
“was later establish&d us Hampshire College.) The first implementation of =~~~ .
' ‘4-1-4 occurred at Florida Presbyterian (now Eckerd College) in 1960, and- = =
~then at Colby College; (Maine)in-1961:1 ntsagl*ri,ﬁstahcg;th&interimiplar’i%a%
was_ developed-.quite. indepéridently “of the, other although ‘Florida " ° .~ ~-
- Presbytérian was aware of the New Callege Plan, T e’Colby Calendar 77
“".was developed primarily to end : I
and to provide a period for ex

d-the regular sem:st?&rfbefo;re Gh}iétmas'

timentation and faculty development, ©

“.~ IPe~Florida Presbyterian‘interim was developed ‘to further the.major - -

- educationaf goal of the'institution, the'capacity for independent study, In "~~~ .. .
1962, Smith-College initiated a‘loosely struotured interimi térm, which it -~ - -1~

" discontinued after four years. Although Macalestej and Gustavus | . .
. “,Adolphus Colleges in Minnesota, followed later by.a limited numberof ~ -~ -+ -

“other institutions, adopted the intérim plan in 1963, several years elapsed ...
‘before any significant number of colleges joined the movement; The, . ..

. _numbenQf'in'Sti.trmirons.wi.tH interims increased from less than 50 in 1968 '
~to approximately 200 by 1970 to an estimated 400 plus at_the-present
time, © -, o R T DR,
" The 3-3 calendar réduced the number of courses” that the. student -

would take at any gnetime:gri’c:l provided térms short E_ﬁﬁ'ﬁgh!,that the stu- -

" dent coultd spend one term off campus and not miss half of the academic. |

. year. But the majority of colleges wh ch-adopted-a.new calendar, other ,
than the early semester, opted for the 4-1:4, The 4-1-4 contained mostol =~
the major benefits of the 3-3 plus the major advantage of being more -+ 7 -

dmenable to, compromise - in " several -Key ‘areas. These: areas” in-.°
~cluded: rétention of the basic semester format., ontrol of experimentas-——rwrww
tion, and access to consortia-> " .- ° § e o
B i S
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-,emeﬂer{Farmm PRRT s
~Faculty ~at- mo ,‘Un_dgfgraduat: Ilberal ; it
: overwhelmmgly l'avore;di he semester-plan ﬂ‘:r tradltmna! coursgs Agcur 2

*. ding to. many faculty, the'sixteen week period with' clasg Etlngs thr :
dayﬁ pef week s ldeal for prméntatlgq and symhes:sv'g’}&m
- variety of fields, Asa further practical matter, -any calendar reform whlgh
=would require substantial: resstiucturing.of 'isnn*g‘caurses iké
be Dpposed 4-1-4 " required o ‘modest restructuring of ‘tradi nnal
4 courses and praved acceptable fnot opumum for all but. th, Y
" ‘servative faculty, - = -
At many ms%tullons the lntenm plan was " coj 'bm:d ~With.
~ proposal to shift from a system ofcpurses with variable cre its to courses.
- of equal credit value, thus literally constricting a four copsbe; one )
four course calendar Experience with'several institutions proved t
- ‘more difficul 0P ept, ,
' '. - systéem’ mvclved a morg. fundmen;al restruclurmg of exlsﬂng courses
~ .The most important ‘compromise encouraged by the”interim plan '
STeerwas belm:en those who.wanted essentially to maintain the #afus quo and
'l».;é thme who desired some form of experimentatjon and’inn&vation; T > in-
" terim calendar pg 5 innovation within scceptablc Ilmlts by cs;a ng a
structure for expenm&ntauon in ¢he 'small - -college quite similar to that.
- foynd in thé experimental college or frée university at larger institutions.
Because most small colléges lack the resources to create a separate
experimental unif, the alternative is to devote part of the time of‘all facul-

Retemmn'_ af Ihf? Ean

—fr%tyand “;[udgn[‘Tttﬁﬁﬁovalmﬂ:By_a"DﬁatlTTgThé full resources of the in-
' - stitution t innovation dunng the interim, the necessary *‘critical mass™.
for effective innovition is created. At the same time, the reqmr ent that -

grgater degree of control smce mm:wat:on is cc:nfned to a limi k penad
of time, - I .
, -"_Bmh the: experimgntal :glleg: and the mlenm “calentar are com- .
: ., promise structural changes appropriate to different types of institutions.
R “In the rase of the experimental or cluster college, lhetask of innovation is :
' ~assigned to a sub-unit of a larger, more ‘coinplex institution. In the'in- = "
terim' plan the task i is’ asmgned to a limited permd of tlme oL
Afrﬁs to Consortia . - R
For smaller msmutmns espee;ally. thg cansartlum mnvement
replaced yéar-round _operation as the panacea for fi inancial problems. ..
Confronted with mounting criticisms of h]gher education and the grow-""
. ing competition for students fram’ public institutjons, srnsll c;olleges
" found they lacked the financial capacny foernew and improved programs..
Innovations such as study- abroad ra Washmgtori semester, as well as’ -
- ..~ new programs.in fields such as urlfan studies and computer studies, were
.~ - beyond the resources of most smai culleges Criticism and cﬂmp:tltmn _
literally forced smallﬁr institutions to work together. P o
' Establi h" institutional_rélationships, however, prc)ved dlf*m
~ficult ﬁ:r many schools . Those with few ,nenghbors faced pmbl:ms in
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‘qharmg l}lculty an ,-,n!scurc«:s Mnsgmolleges dld nat* wan
- through- coopefations whatl they. considered "to’ bé idis _
.- characteristics. Fxmlly, everything from athletic schedules’-to- heavy . =
- ibited- cdopermmn dunpg the acadc;rmc :

P
oint effor

- came Several ccmﬁ
' ng sas, orgapized with 1he unclgrstandmg thal mst' A .
~common’4- 1!4 calendar, Other colleges formed hmlted agraemgnts w1th i
L Sl‘itcr 1nstltutmns vto mmate .spycific. programs ‘during ‘the’ mtenm
now cgur. thmugh ccntasts established by the
‘halfgf thEJnu\[l[l m pla ools into the As

7 tion for ih Hnghei" E cat:ii*on
o Confer\neag_ ' )
e e cher E_/_Ter:ts af4 .14
. - The schegulin e of an interim also @ncburages both faculty 7
S ;' and students to play'a ‘greater variety' of roles.-Insmost regular term
+ . .courdes the roleof #he: faculty member is.to ns§§mmate information -
* =0 thfough lefi\rﬂs Fortuiately, anfaeulty have been foolhirdy eneughto

lecture the fifty plus hours required to «offer an equivalent course during - "
R the four week interim term, Instead;’ ‘faculty, dyring’ aninterim, typically . -
@shiﬂ;toérﬁg@qﬁsocia \aath;adv;gnﬁed; structipn, such as resource per-" -
: * sbn, discussiom leade and research’ Qrdlnamf ‘Students assume. . .
ﬁ' similar roles and generally:take, mére’responsnb;l"y for plannmg and im0l
plr:memmg mtenn; courses.- Proba blythe ‘most mtarestmg faculty role ==
o . changes have occurred in those; studén initiated courses which are out- .- .
‘ side the teacher’s area of expertise. ‘Ideally, the faculty member becomes - - -,
a co-learner and hopefully;s Erves-as d madel of the process Qf learmng or .ﬁ ’ A
problem solving. . .Y :
In bur experience, the Qgcst lmpnr_ ’
- has. been the stlmulugmn‘ af innovation
_.provides a period Which in he minds_o
devuted to donng thmg% “d f&reﬁﬂy " Th

. outcome o ghe lnlsrlm term T
-nerally,- The 4-1-4 interim . =~
ost faculty and students is - .
interim. thus ‘establishes the’ :
st a d. period of time during which
f‘acuhy and ;ludants ma ‘try .out - creat educational ideas undern :
+favorable conditions and vhhout fear of lgss of statis. ‘
SR A " For the individual faculty member the $rr|er Lo mnnvatmn is aﬁen
{ ~ fear ‘of what might happen, as an unanticipated ‘consequence of change.
! The intérim, by pr’ﬂvrdm ar commlled expenmematmn, permlts facul-
ty members to experience #nd 1o ¢ te’
- commit-themselves to a L
While adoption 6f af
* tion is an important outq‘
“the mterlm may well be'th

ic year dgvoled to innova- -
; hevlsslmg importance of -

' vatlon tc’: lhg remamd’

"i.u'k‘( .
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i cerf kind of. innavatlon such as the mtensw& st.udy of a gmgle area, :
: ‘changes dEVElQ:*d *du:mg an interin ,,'an be carried out-during |the
o i year with little$or no mndlf"csuon I this respect the'
“role -of the r}te im in J'acu[ty ‘developmérit: and ‘organizational renewal -
should not be .oy erlooked. These factors have becdme literally a matter|of
= lurwva,li;f orhe-institution: =
. Tl me stimulation’ of firther.innovai ,on has oecurrediin thear¢a . . . -
e utionil: caoperation. The interim creates an: apportumty 0. .l
; cxplﬁre cooperation on a limited and informal Basis without: making per-. - .7
‘manént commjtnients. By focusing on a hm!ted period of time, without =
sacrificing- existing programs, institutions ‘have been able to. channal ap- .
. propriate rESerEes to inter-institutional projects, More extensive formst -~
,,,nf coapgratlon were made pass‘lbls at savcral mstnutlons by lhE favorab

syst iln earher structural change - was to create an opal‘l curricular O
nfarket for the student. But the more’ lasting consequence was to free the -
...~ faculty to teach'a specialized subject based upohhelr own research, This 3
~ _in‘turn provided a market for the research scholars produced by graduate - ..
~ schools and helped create the L;}cademlc revolutlon” described hyJenﬁké- L
, and Reisman.* ' Yo
-In summary, the mtanm plan by virtue Qfa slmple Ealendar :hange \
mvolvmg four weeks or appmxlmatcly 11 percem of the total academic: \
. .year, created a,vehicle for innovation which hds brought about more
: —~"Fad|cal educational change at- many lnsutullons than had occurred in the
" tpreceding 50 years: -
: Would these Ehdi‘lgﬂ‘? hav\: occurrcd anyway? Many have bezn lmu' :
" plemented at_institutions' which did not adopt theinterim calendar: But .
the cost has often been great, particularly in terms of faculty morale, The =
" ‘interim; like the Experlmemai collége, allows faculty to try gut various in- "~
~_novations without:major ‘commitment: to adoption of change; To those -
. who insist lhal the present form of hlghzr education. is best; the interim
should help io_.prove that chadge can be introduced_and examined
- without disrupting the basic educational program, To those. who believ
Lhat nothmg IE‘i’i than- reconstructmn of undgxgraduatz educatmn w:ll )
suffice, -the intérim provides one vehlclz fol} the’ evaluation of many- . °
t:dumngnaf pFOF!OSﬂlf: v S : S
_ _ : Revulnng C'hangej in Ihe Educatmna[ Slrucmre R P
el Calendar changes, parlleularly those :involving' a rclauvaly ex-
.- . perimental modular term, have stimulated a‘'number of curricular and \
'structural changes which may have a much more Slgmﬁcant lmpact on . .\
- edugation-than-the «c_alenr;l ﬁhanges themsefvas e e
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ng.. ‘work- type' exﬁénencgs”céuld “b
ncndentslr w1th thai clf calendar change.

“today’s st ugh
sy they - ‘also -can mvalye a. personahzatm .and mtens:ty of ex-
*{otal immersion'"- that may h ve:some,deﬁnitelgar ing ad
,'in ‘addition to meeting students’ emo e
ibjlity *in ‘credit” certification “is also” related to the-mcreasmg
- 'tudem bodies at: many - institutions:- students - fromlower.
:,mmnnty ‘groups,. retired’ persons,’ prOfESSlonElS' ,
i "__women seekmg :n:l hment; thélr__,

-‘maﬁy',yaung peoplc follgwmg a nan tradltmnal tlme sequen:a in- .
“theéir education... -
' d‘d lar calendar :
n.one course’ module pDSSIbllltles plOﬂEEfEd by Mnunt
Qolorado Calleges puts a group of students. and one or
. : 'aculty mgether for.an intensive period of time without: competing:
o demands fro ther courses, laboratories,. field trips, etc. ‘Ynder these . :
mndltmns facu y and: students ‘Both seem miore willing to modify the- ;,;, e
cir.own | learnmg and for the te: hmg af thexr:peers

sion- for crﬂp M
© .+ alsorinvolve” new \dlmensm s of coc:perauve Effort (amcmg g.tudcnts) in .
" learning and (betweEn -‘%tudents and faculty) in determmmnghat is to bE Lo

& learned v S
- The adgptlon Df a mcdular ::alendar m whlch students tak: one’
ourse at a time OF Yary their coyrse load from térm-to term provides new -
options in: types: ‘of experiences and in ppint ‘of enrollment. Mount Ver- _
non; for éxample,-has the unusual situation of concluding the year with
: ‘more students thah it began the year. The deulat arrangemem creates a-
L greatsr numbgr -ﬂf gntry pnmts o R I .

______ 5 : Summar_y : : o .
S Rc:ducmg the numbcr of conflicts- w1th other courses through th: R
- one:or two, course load pattern,” permits greater use of off-campus -
"'resources,’ lm:ludmg CQDPEI’SIIOH with other institutions. A$ students™
© pressure- for. ‘“relevance’ -and limitations on  institutional resources . -
' -pressure - “far” couperatmn ‘a - calendar which can respond to these .
pressures will become miore'and more attractive, . - S
""" 'The academic calendar is often dismissed as an mccnsgquentlal elc- o
,f.ment in Educatlon Certainly there is no direct- evidence that more
: learmng takﬁsplace undér oﬁe c alendar system ﬂLan-under another, BHt
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v .educatmnal and Grgamzatmnal s ,ucturas of' an _.,,,stltu, én RER
~‘modifications whlch we muﬂ hope w1ll enhance the leammg envm:n-._ e

- ment; : Lo
3 Yearamund Dpera\;ion fai in part bct:ausa students cnuld nDt be" St
T mdpced to. 'attend a full semester or quarter ‘term_in the summer. - '
Howeverithe: emphams has- now-shifted:-from- accommodating: greatlyin-
-"creased numbers of students m gxpansnon and azceleratlon of programs
L f'cu- current:students, = _ - . -
L -'f-_ : i‘ “Few studants appear Wl lng to attend collaga year round But w1th a;

, ‘belter vehlcle fDr axtgndmg the calendar and at: the; samﬂ tlme solves S
Cne R sevgral problems .which result from th¢ interim. ~ . o
- " An extended calendar ‘consisting of, several terms would a) help to" -
. accelerats degree progrdéms; b) -upgrade. ties -with* current- mtemshlp,-; S
-~ public service, and {ravel-study abroad pmbrams c) encourage greater. .
: ﬁBlelllty in courses’ hy allDng them to’ be oﬂ‘ered for permds sxtendmg e

. EmphaSH upon the h;ndar 1tself valously any. cumplgx organrzatmn
i ... “such as a college must have some schedule for- bringing groups. of pEOplE: o
' tggethzr to ElEhlEVE thﬂ goals Qf' the orgamzatmn At the same tlmc:, the .

ndtlonal holldays, ﬁnal Exammatlons arid reglstratlons than by a con- —_
" cept of how.to improve instruction. L
' In'the future, students may COﬂitTuct their prcgrams by enmllmg in ..

" a variety of't:aursss whlch begin and end at different times dépendingon . - .-
the needs of the course. (This. system seems better suited to larger in: .
stitutions which can offer a greater variety, of course opportumtles from -
~-which to-construct individualized programs.) Modular instruction isnow -

- . being offered at. a number of institutions. within existing courses and little

change \yould be requnred to OffEl' hcsa expenence:s as separate courses.

: ﬁ;c‘huals suc.h as medlcme and dentlstry and w1thm undergradulé
-programs such as teacher educttion or Eﬂgmﬁanng The ultimate EDﬂ”Ipll‘ :
- ment to‘calendar reform would be for institutions to devise time and.in- S
ﬂtructmnal I'ramewwks in such a way that the schedule is. dlctated by thE PR




ducational needs of the individual student rather th

onsiderations and lack of sufficient resources~ @ - w0

Any organization miust constantly renew itself by adapting to-chang-

| -ing conditions; or face the threat of decay, Typically the chief barrierto -

-\ organizational - renewal "is not ‘incompetent personnél, but -obsolete.
'organizational . structures and regulations which preclude even -the

ystematic consideration of charige through'experimentation and evalua--

)’ complex institutions such as colleges and.universities the answer.
- ‘to_institutional renewal is not -the ‘abandonment ‘of all structure; as' .
““proposed by variols counter-culture utopians, but'the creation of-more .-~
- vyiable forms of organization and operation‘where openness to carefully -
" -considered change becomes one'of the major criteria by which the institu-
tjon-evaluates’itself:- Judged 'by-this criterion:the- interim-modular- plans .. ..
_-and other caleridar-changes have opened institutions to new ideas and
* opportunities; to increased flexibility and'educational options; to oppor-
-~ tunities for faculty-and staff to renew themselves professionally and per- . -

. sonally;.and.to the potential of structural reform for improving the quali- ~ ~ -
~ ty of education. Few educational reforms in the past fifty years ca ‘make
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SR i:fEugene E. DuBcus is curﬁ:nlly Execuuw: Assngmle of el e
?‘L‘ - oo the American Association of~Community “and Junior - '
c : ;Cgllsg:é He is lht: aulhar of numemus artn:les and,

Boston Umvz -zlty and .18 s:urn:nlly an, asmstam '{
ﬁraﬁzﬁmr at lhe University Df Maryldnd :

o % Nnt until the pressures of a ehangmg society began tD bulld or the- T
c,amcrmgs of the youth culture for new and more mzanmgful ex=
periences emergﬂd dld lhE house Qflearnmg begin to examme itselfln any :

' ,lndlans etc. The Emergance GF the career m:lucaucm toncept educatmn ot
- for tife, “and _spécial - highet* eéducation . increased “the need for, new o
- programs and ncmqmth&mnal study.. Allhough snclety has- played a =

significant role in changmg education, one must_ remember that it is
“education:that changes society. For example callega graduates tend to
“act more efﬁ;cnvely in, the care of their health, in the purchase of goods =
— - and services, in. themvzstmem of lhalr money, and in the care and educa-~ S
: lu:m of their childre, - o
, .. Today nearly twenty percem of an avsragg hfetlme in-the Umted S
' St;:m:f. is spent_in.substantial attention to formal. education - 12.6, )M:ars Cte
‘out of 71 - and the percentage has risen rapidly during the past century.® .-
. Higher education promises to be more and rnclre: ¢apable of exercising *
- leadership in all phases™of our society. ‘
-7 Bernard Luv.km  Viee- C‘hsnce"or, C‘oast "Cao munlty
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Dlstnet Ceste Mes 4 ny :

7 - Journal editors, stated that time is' Soon approaehmg when we need /1
- to bring togéther the experieri es that have been gained so.far for those
o who would like'to take advantage of them. New ways must be developed v

_to-deliver education to the students.’ One cannot do new thmgs very:.
—differently: with traditional_mechanisms. We must provide new, high
~ ‘quality materials, He concl ed by statmg hat*what'i eally, ‘

T new methods, not new institutions.! =i

Made[ ﬁ:ar Nan-Tradumnal Designs * . .7 SO

It would: be impossible to. melude here all af the eurrent‘ et :
lnen-‘tradltlonal ‘study . or. innovat Ve desngﬁs* othérs have, prepared

" descriptive -reports, ‘and references-are made in. the bibliography: of a,
iy seleet few, The situations cited ‘here lave been selected for lllustratlve

& only, for certainly othef desi

purpc lesigns: are: ‘équally; meritoriou
i A simple ~model whichi appears to be reeurrent in, thel

, Vgle”gns mlght be the following:
- i ’Qb?eetl :

- Prepare Tearning: Desi ,
- The ,vanous formats rep;resent"medlﬁeatlon of itidividual courses 0.
" the use of simple pmgrammed materials to more sophlstzeated legrmng
paekages and computer aided designs. By “‘simple,” it is not-meant to in-’
“fer .that tlme, energy, _d testing must not be employed however‘
“uimple™ might represent a Iow levelmﬂeammgsueh as- 1rrelementsry~ =

' -arithmetic with a: teacher-prepared exercise.”
' Established obgeetlves'for the learning experleﬂee, and exa
of the constraints are usually emplc:yed The constraints ma)
" rather formidable. Such constraints mlght be time, money,
“Teaching an alternative design might be determined and examlned Thise - _

alternatlves would then have variations or levels of acceptability resxﬂtmg IR
.in ‘one or -more preferable “alternatives. Thezresult would be the actual -

‘development or lmplementatmn of a-new ledrning desngn or learnmg ac- b

wu;y :

+h|e rether snmphetle model obwously requlres eensnderably more
tesitmg and retestmg than this shost-desgriptiop would imply. Howéver,.it j:,m! ’
. does serve as a generalized construct wn;h whxeh one mlght examme new -’ Iy
d"eel ns or nonstraditional: study;: R
A “Agother design used.to deliver edueatmn to students is the; eeneept
oo ~—ofandragogy. ‘Andragogy, “‘the art and scierice of helping edulte tolearn .
i~ - . has attracted considerable attention in recent years.”™ Andragogy is'bas- ~
e ed upon four assumptions about the characteristics of adult learners. l)

«the adult enters the learning expenenee with.a eoﬁeept of himself as a .
i a 'fadultness unique to himself; 2)

&} ,er;enees which he may. utilize in.
W'iearfiing needs; 3) his readiness
5ks end hlS seclsl n:!le' 4) and




' unhke the youth hl‘i lxrrie pzﬂi‘kjectwe is one af lmmedlacy and not uture -
oriented, thus his Ieammg shlfts fmm Sub_léi:t centeredness:.to problem g
centeredness - TR LR R

of qun:rné develcpmsnt has taken on w1der 1mphcatmns in.
r@,ent ye Lcmg utilized in government and mdustry, educatmnal'._. o
planners, a;zhd administrators have. determined: '

© systems approache'i in. educanon

: course developmem is:no’different than systen;au’-
-airpls ic demgn and constfumﬁ

YT Determme and descnbe what lt is w: ‘want:to: achlavg
L 2 Do what is ncc:gssary to achleve the demred result '

: »l Denving and descnbmg the ObjEC,lVES in mesmngful form
"2 Devr:]mpmg léssons and materials’ demgned to meet. these Qb_]
uves and trymg out thﬂ course, e

- _‘The Systcms spproach to mstruc:uon TECﬁlVﬁd its’ greatest lmpetus" .
from Professor Samuel Postelthwait of Purdué University i the fiejd of -
botany It was here that’ theéystems method was utilized to decrease the‘ )
number of students failipg botany and bmlégy courses.®

When Gakland Conmunity College in Michigan opéaed in the fallv
of 1965 under the leadership of President John E, Tirrell; that institution _
initiated one of the largest experiments in non- tradltional study Oakland - _

- enrolled almost 4,000 students that-fall-and-all-of-the-students were ex- - *
posed to instruction through the systems approach or audlo tutona] pia ;
of tﬂachmg . 4 3 R
R Features ofaudm tutonal teac ing at Dakland C‘ommumty Cgllege TR
- # . were.the following: ) o
: ! A degree of ﬂexlhlllty in th@ elstlve smphasns glven m various . -
_ . courses to General Assembly Sesmons am:l to Small Assembly '
A Sessmns A . . ? ¥ .

o x
L
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-P: ':, .?" “in” all " Tear
Dakland desng,,'d” study carrells, ,speclﬁcallyl planned fc:r

-and pmwdmg facilities -for the. usé “of
i d u tudgnt ;

S snstmg of a coqrdmat'] assﬁcmtﬂ R o
xperts, and labcrat_ £ &smtantsﬁthh gvery team member hav- - -
- ¢ aPDmpnatg t‘c".h bagkgmund ‘Df"'. e




e AUDIOTUTORIAL TEACHING AT OAKLAND COMMUNITY
I © COLLEGE'COMPARED WITH CONVENTIONAL METHOD

Teaching Element . Conventlonal Oakland éammunlty College

_L-;
k)

&
r
!

" Objectives

L3

R - | l \ ‘ -'
Nonbehavioral, generalized. Student -
BUESSES or assumes, '

i

Behavioral, specifi detailed. Given lo
student at start of term for each unit and
sudy period.

I
(;@ursg Qutling

¥
Course Conduct

* Grading

%'_ . — _i_..

* Three weekly lectures, outside reading
“lrouble confefences™ arranged

|

"~ Detailed step-by-step ubjgciive;s and
medi z:h;nins 1g be used.

One weekly assembly, independent self
study, multimedia, small seminar
groups, much utorial assistance,

i ‘-:“:'li ;‘l ) i ' ! ; .1
Weekly at leasl, twice a year, and suri-
mary. reports, , -

Knowledge of Results

Twice  semester ~ ong delays, Forml
faculy tes, witten by studets in g

Test
Grades

Weekly, immediaely. Selfatestinge
Written, dral, group, dnd individual ex
aminggons and quizes.

Learner
Feedback . '
Achigvement
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Although at Purdue the audio-tutorial approach to instruction was
limited to individual courses, the unique feature at Oakland was that it
involved the entire college; however, only those prospective faculty that
indicated a desire to teach in this innovative manner were eventually ap-
pointed. The college turned to industry for assistance in initiating its
plan. Litton Instructional Materials provided a two-month workshop for
the faculty, instructing them in determining bebavioral objectives,
designing materials and instructional aids, .

More recently other institutions have attempted to utilize the'audio-

_ tutorial approach to instruction. While the time.money and effort that is

required for this non-traditipnal approach is considerable, its proponents

believe that the desired results are worth the expenditure.
Non-Degree Special Programs ’ =

Today's society needs are being heard, and change is taking place
primarily in the Junior and Community College phase of higher educa-
tion in providing “more relevant learning experienges.” Estimates in- -
dicate that special and internal degree programs are emerging each week:
The Commissibn on non-traditional study conducted a survey which in-
dicated that 1,000 to 1,400 non-traditional study programs now exist in
institutions ‘of higher learning and that most of them have emerged dur-
ing the past two years, The new degree programs contain one or many of
these elements: College credit for (a) life experiences and ac-
complishments; (b) learning occurrences in industrial and/or business

wsettings; (c) proficiency by examination in subject matter; (d) cor-

respondence coursesy (¢) computer-assisted and media-assisted instruc-
tion; (fyindependent study: (g) regional counseling and learning centers;
(h) seminars; (i) utilization of community resources; and (j) traditional
classroom learning.’

Special degree programs thus allow a great deal of flexibility for the
student and permit a wide range of field experiences which do not

necessarily confine the learning experience to the traditional classroom.

The Bachelor of Liberal Studies and the Master of Liberal Studies
degrees, have thus provided a refreshing alternative to the traditional
educational experiences in higher education. N

New degrees in the Community and Junior Colleges may be looked
upon as pioneers in the ﬂonetraditiéml era. The state Technical Institute
of Memphis inaugurated ah Associate of Independent Studies Degree
which majored in each of the areas offered. The recipient of the degree
will have indicated that he has been certified through' testing and evalua-
tion to possess abilities normally required by the graduates. These
abilities, however, are acquired primarily on an independent basis. Al
Spoon River College in linois an Associate Degree in Liberul Studies is
offered for students twenty-five years of age or older. Commencing with
an cight week seminar of two-hour weekly sessions, they pursue their ef-
fort through independent study, The twelve learning centers of the Ver-
mont Regional Community College Com mission, can meet student needs

for_instruction anywhere within the state, .
" B
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Special degree programs are relatively new. These programs are a

‘departure from the traditional academic experiences operated by in-

stitutions of higher education. Most authorities in the field believe that as
more adults return to the university or colleges, the ‘need for special
degree programs will be recognized and that the numbr:r of institutions
provndmg these non-traditional degrees will increase. )

The first special degree program beganin 1954 at Brooklyn College
Eventually a host of other institutions recognized the special or unique
learning needs of adults and -instituted similar programs with various
modification.

The early institutions to initiate programs were: Syracuse Umversn-
ty. The University of Oklahoma, Queens Callege. Goddard College,
John Hopkins University, San Francisco Theological Seminary, New
York University, Boston University, the University of South Florida,
Roosevelt University, Brigham Y oung University and the Slale Universi-
ty of Ncw York, Callegﬁ at Bmckpurl

Lonmdi:rable: tﬂ'cxrl by lhe now defunct Center Fgr the Study of legral
Education for Adults gone lmpélus for the establishment of $everal
specific degree programs. )
While there are several differences in individual programs Liveright
categorized them according to four variables:
1) the amount of credit which was must be earned through regular
on campus classes;
2) the total residence requirements; : .
3) the extent to which special methods and media are utilized; and
4) the extent to which the credit hour system is replaced by other
means of measuring and reporting progress,” .
In addition to the objective of providing liberal education, most of
the programs have other common objectives, such as the following:

1. They attémpt to instill a desire for learning and to provide skills
of independent study so that students may continue self-
enrichment study beyond the degree. 7

2. The curriculum is interdisciplinary, emphasizing broad
knowledge and understanding of basic concepts and the in-
terrelationship of knowledge rather than the accumulation of
factual information.

3. They attempt to develop skills and habits of study and research
in a particular discipline or problem area.

4. They are designed to meet the special needs and interests of
adults.

5. Theéy permit adults to pursue o degree program in a manner angd

under circumstunces convetient to them.

. They provide opportunitics for student evaluation, program

evaluation, and educational research.

43
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.. Guided independent-study is a major elernent in most special degree
programs. Typically the independent study program is planned by a
faculty member in conference with the student, and the two continue to
work together throughout the period of independent study in a given
area or on a given tepic. The importance placed on independent study is
appropriate. Experience’and research indicate that many adult students
are willing and abH‘e
through guided independent study. With reasonable guidance and proper
materials, adults easily learn through various techniques and procedures.

. Independent study is a convenient means of learning since it permits
the student to pursue his studies at,a time and place of his ¢hoosing. It
also permits flexibility in his rate of.progress, allowing him to-proceed at
his own pace according to his ability, fitiative, self-discipline, desire, and

“Stime available for study.”’

The University Without Walls .

The University Without Walls (UWW) is a program of the Union
for Experimenting Colleges and Universities located at Antioch College,
Yellow Springs, Ohio. A consortium of twenty-five institutions joined
together to encourage research and to experiment in many aspects of
higher education. '

The Union began with a grant of $415,000 from the United States
Office of Education. The Ford Foundation gave an additional $400,000.
Recently UNESCO gave an additional grant of $10,000 to begin plans
for a University Without Walls abroad. -

« Among the participating institutions are:

The University of Massachusetts, Amherst, Massachusetts

Antioch College, Yéllow Springs, Ohio

Shaw University, Raleigh, North Carolina

The University of+South Carolina, Columbia South Carolina

Bard College, Annandale-on-Hudson, New York 4

Goddard College, Plainfield, Vermont

Howard University, Washington, D.C.

Stephens College, Columbia, Missouri

Skidmore College, Saratoga Springs, New York

Westminster College, Fulton, Missouri

In general, the plan of UWW s based on flexibility and individual
responsibility of self direction. The UWW's annual report reflects this
flexibility as it relates the general plan.

In the course of planning, each University Without Walls in-
stitution agreed to develop its UWW program around certain key
ideas which constitute the basic components of the UWW plan.
These included:

I. Inclusion of a broad age runge of persons (16 to 60 and older) so \
as to provide an opportunity for persons of all ages to secure an
undergraduate education and to make for a new mix of uge
runges in our programs of undergraduate education,

41
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" in the des;gn and dcvelapmem of each UWW unit.
. Development of special seminars and other procedures to

prepare students to learn on their own and to keep students and
fac:ulty in much with each Bthf:r' dEVElOment afspecial training

pmceduras to be used in‘the UWW pla‘n

Employmem of flexible time units so that a student :Guld spend

varymg periods of time in a particular kind of program ex-
perience. Programs were to be individually tailored by student
and advisor. There would be no fixed curriculum and no uni-
form time schedule for the award of the degree.

5. Use of a broad array of resources for teaching and learning,

both in and out of the classroom. Development of the Inventory
of Learning Resources as a guide for program plannmg

. Use of an adjunct faculty of government officials, business ex-

ccutivgs, persons from community agencies, scientists, artists,
and others as-a regular part of the UWW’s instructional staff;
development of an extensive seminar-in-the-field program to
draw on skills and experiences of this adjunct faculty.

. Opportunities for students to use the resources of other UWW

v

units.

8. Concern for both cognitive and effective learning; development

of new assessment procedures, with periodic evaluations to in-
clude both students and their advisors."
Students proceed at their own pace at UWW and the graphic

rcprcscnmtmns below illustrate the various stages and sequences of
Imrnlng experiences in which ‘a student might engage.
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Mr. W L ige 25 prgsemly wnrkmg In cummumly nrgamzanun field; has had two years of college; wauld like to wurk toward un-
dErngdUJlL degree in field of o mmmumty organization.

t 1 years

Continue full-time employment a5 cummumty arganizer for black social service aggncy. with increasing respansibility
for insuring community participation in prnpuscd mental health “outpost.” o

I

i
i i

9 months

ng’

Submit proposal for “outpost” desigh.
Weekly sessions of group therapy tran-

b months

Assist with group therapy sessions at
neighborhood centers.

T

9 months

Schedule & coordinate plans for “ouls
post.” Utilize community resources to
plan & present a black culture mulll
media show, |

Concurfent independent readings in sociology. psyehology, black history, elc., weekly meetings with adviser; ad:
vanced course work in community planning and huRén\relaliuns,

N\




Miss C; e 18; entering colleg freshmaps interested in wark with chidren; would ik to combine wih interest i photography. ™

9 months -3 months

A el Part-ime internship a youth agency ' |
chology: weekly meetings wilh adviser | koo e e
Callege course in sociology, ane-half cating n e pychogy: dagnss
Ume internship at children’s learning S of learning problems. \
center; project=plan and establish | |
extr-curricular photography program |

for grades 36 al clementary school. | 4 7

S




It has not been easy for these institutions, each with a history of in-
dependence, various tuition rates, and programs to cooperate and work
as a unit. It is firmly believed that the UWW benefits from its very diver-

~+sity. The role of the Central office located at Antioch has been one of a
s catalyst, or a coordinating agent. :
~ The UWW has been very successful, and already ancillary projects
have emerged such as the following: -
Drug and Aleohol Rehabilitation
At the initiation of the National Institute for Mental Health
. (NIMH), thé Union_has held several meetings with staff members
of NIMH about adapting UWW to the rehabilitation and staff.
development needs of drug and alcohol abuse centers. As a resul{,s
the Union has submitted a proposal for joint funding by NIMH -
and the U.S. Office of Education. Under the plan, Northeastern
Illinois University and Chicago State University would collaborate
with the Illinois Drug Abuse Centey in a UWW program designed
to meet program and educational needs of staff members and
patients at the Illinois Drug Abuse Center. A similar program is

contemplated in Philadelphia, where the Urban Education Center,

an affiliate of Antioch College, would collaborate with the

Eagleville Drug Abuse Treatment Center and other agencies in the
i 3 development of a comparable'UWW program for patients and staff
7 o at the Eagleville Center. The Union would be the accountable agent
‘ and would co-ordinate and evaluate the project, attempting to
determine whether it should be replicated with other dryg abuse

centers, :

Penal Institutions
.. . . ..Mortheastern lllinois University is negotiating with the State
Corrections Department to establish UWW programs in various
corrections units. Programs might include both inmates.and prison
guards. (The University of Minnesota already has 4 students pur-
suing programs from behind bars.) Loretto Heights College, Shaw
University, Antioch, and other institutions intend to work with

local corrections units’

International Component

In addition to a network of institutions in this country, the original
proposal of the University Without Walls contemplated the
development of UWW units in other countries. A grant from the
United Nations Educational, Cultural and Scientific Organization
will enable the Union to undertake conferences with institutions
abroad as potential UWW units. The first conference was held in
the late spring and summer of 1972,

UWW as a Model for Teacher Preparation

As previously mentioned, one of the UWW units has just received a
Title VII bilingual edueation grant to assist Navajos, working as

O
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aides and tmlm:es in two Navajo schools to acquire undergraduate

_degrees and teaching certificates. The program being developed for

these persons builds on the basic ideas of the UWW model.

Mcm: rccenlly thc: C‘ammlssmn on Undergraduatg Educaugn and .
UWW mmtuuonq 3nd other educators to EKD]QTE new ideas for the
preparation of elementary and secondary school teachers and im-
plications that, the UWW model might have for such teacher-
training programs. A number of ideas emerged from this con-
ference as to ways in which the University Without Walls model
rmgh( b; more dm:;lly dpplu:d in thg preparatmn of clementary
mumtles rmght “take initiative in recrumng lrammg “and ac-
crediting the teachers and school administrators they desire; (2)
poanlml good teachers mlghl be indentified in carly adolescence
and given guided experience in leaching projects; (3) pairing
students well-versed in theory with para-professionals rich in ex-
perience may be educative for both: and (4) a new professional role
in education, the street worker, employed: by schools, is emerging..
A proposal is now being prepared on how UWW units might test
these ideas." )

High School-College UWW Model

As a result of inquiries from several superintendents of schools,
high school teachers, and principals, the Union is contemplating a
high school-college unit where students might begin UWW
programs early in high school and move directly from there into a
college UWW unit. Initial discussions have been held with Dr.
Harvey Scribner, Chancellor of the New York City School system,
and the Union hﬂpl‘.ﬁ to evolve a proposal in cooperation with Dr.
Scribner’s office in the pear future.” A meeling is also being
planned with a committee of school superintendents (4 subcom-
mittee of the Commission on Education and the Preparation of -
Teachers) to explore such ideas.

SUMMARY
American higher education is presently on tHe threshold of a new

era. Tlu. ulsls uf:du;.n(mn h;nw; c:nmumgc:d lhz: emergence uf new farms

dgpund;nl sl,udy nn,h;n.m in the non- tmdnmml pmgmmﬁ cnlcd in thls
chapter provide the educational benefits occurred from self-directed
fearning as well as cost savings. ’
Although the non-traditional movement is an answer to the will for.
the social influences in American society, one must be aware that evalua-
tion on a continuous basis is needed.

Thurman’ White, a proneer in non-traditional education  hus
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suggested numerous indicators that could be used for examining non-
traditional educational programs." ‘

If a pefson is to become a successful learner throughout his life, '
there must be self-direction as well as the knowledge about how to obtain
those resources which will enable him to continue his education. Non-
iraditional studies holds the promise for such self education.

£

r
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Donald A. Johnson is cirrently Director of the Quad-
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as Dean of the College of Continuing- Education al
Bradley University.

S e

During the last decade a variety of factors evolved which set the
stage for the development of the consortial movement. A diversity of in-
fluences has had a common effect; that is, a climate was established
which condoned the attitude that institutions of higher education can.
complement one angther, This chapter will study these factors and
speculate on their long fange impact. . 7 T A o

Prior to this examination a definition.of what a consortium is would

be helpful. In the Encyclopedia of Education Eldon L. Johnson wrote,

..a copsortium in higher education is ‘a voluntary combinatien of
three of more higher educatignal institutions for thg joint attainment
of one or,more mutually desiréd objectives through formal machinery,”
usually characterized by special.officers, a répresentative pelicy-making

"body. a sepacate budget, authdrity to sustain afd extend itself as a new

corporite entity, and common| programs distinet from those of the con-
stituent members,”™ ' g
~ In 1968 Raymond Moore/defined a consortium as, ““an arrangement
whereby two or mr(ﬁdinstituli yns—at least one of which is an institution
of higher education—agree
program for strengthening atademic programs, improving administra-
tion, or providing for other special needs.™
The factors, which havd influenced the developmerit of copsortia
might be clussified under two major heidings. The forcgs direcily en-
couraging cooperation will he discussed first; and then, secondly, the in-

direct forees. .
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The economic relrenchmeﬁt of the late '60's forced many academic
admimstrators tn thmk in a way cﬂmplclely fﬂrélgn to thclr expenence

mg gets tough. During the last five years the going has beén ‘tough.“Ac-
cquntability™ was a termr whick received tonsiderable nB[lc‘;E at the same
fme that- costs for everything skyrocketed. .-

So it has been-in higher education tifat administrators have agreed tD V

. some cooperative- efforts. They, have agreed f;@ﬂpgrata sometimes

- " reluctantly, assumjng that their’ Jmnt efforts would save magey. The

assumptlnn has proven to be false in fitost cases. Henry A. Acreés Wwrote,

“The consortia arrangement, huwsvsr,,.has not yet proved its ability to
relieve members of LhEl[ immediate cash squeeze, and institutions about
to enter - or alréady in - consottia should be realistic about their _expec-
tations™.' The only consortia which have saved money are those whose
founding purpose was to seek economy. When cooperation was soughtin

~ofder tq economize by volume purchase of supplies and equipment,

"suvings have been realized. Further fiscal efficiency has been gained by
the joint utilization of equipment, and the purchasing of sérvices.

Acres feels that to date consortia have not saved money and -

therefore, *“The next phase in consortia deveﬁﬂpmgm may -focus on
programs designed to sdve funds. To date, however, such a goal is more -

aspiration than achievement.”™ The clear statement is that consortia have
+ not demonstrated the fiscal efficiency that had been anticipated,

In spite of the fact that consortia have generally not proven to save
money, they have increased the serv(g_cs provided and improved, the
quality of many programs. Although one of the original reasons for
cooperation has not bgen substantiated, the successes enjoyed thus far
are indicative of the potential which consertia hold. The federal govern-
ment as, well as sqverpl states have encouraged cugperanon The en-
couragement "has come by word of mouth and directly in guidelines. For
exarhple, Title 11, the “Fund for the Improvement of Post Secondary
Education™ and in. Illinois the “‘Higher Education Cooperation Act™
have both specifically encouraged cooperation.

Some consortin have been organized strictly as a reaction to

guidelines published by tax suppdrted and private agencies, 1t is almost
axiomatic that interinstitutional cooperation based solely on the pmen—
tial of additional income will fail. This does not refute the_ fact that
cooperation has:been engouraged by -philanthropic foundations and
governmental agencies.

Some consortia have been developed to provide more md better ser-
vices for their students and faculty ‘of member institutions. As the job
market became a concern, institutions whith were ggographlmlly close

cooperated in collectively.strengthening their placement services. Cer- - -

tainly consortiu have brought to light many formal and informal
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sludsnls develﬂpmenl of new pmgrams new federal and state funds, and .
expanding campuSEs ard budget support for all of these sectors. There ¥
"seems to be an inherent human quality that'says cooperate whén the go-"
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_ of administrators and faculty.As enrollments have stabilizéd or decreas- ="

£

- - toEs
¥ - . : . . . - Y

arrangements. for -cross registration #and/or cooperative teaching
assignments. B A

*One of the most reﬁpa‘ﬁs‘ible pcnsiitians in'privat‘é”educgtiﬂh.hag been,

" the Director.of Admissions. In‘a sense, he has cantrolled the Budget .of
- the smaller private schools,since 75% of ‘more of their opetating capital .

cofnes from?tuition. More recently the tax sipported: institutions-have
likewise had an :admissians staff*“8H the road”. Several Consortia, such
as The Asseciated Colleges of the Midwest and the Union of . Indepen-
dent Colleges “of * Art, -have been most influential* in promoting
coopetative admissions activities. Since social and economic pressures 1o
attend college are wariing, this is a most promising activity. ..
The consartia movement can help smiall schobls survive. In the
ERIC Rgpork, “Copsortia in American ~Higher Education™, Lewis
Patterson Write, By pooling their studgnts and other resources for
special programs, membéer institutions in a consortium can mount new
programs that were not ‘feasiblé” unilaterally because of their limited
‘number of staderits.""¥This-is one of the most prudent ways for a small

. schopl to provide the breadth of opportunity for its students and still re-.
tain the small-private-liberal-arts identity; Today's students have expec-. ’

tations far beyond what the small institution can individually provide:
Students are no longet, attending college to avoid the draft. Certainly
because the job market is flooded with college graduates, youth are quick

pmanizing our society, and the emphasis on
impact away from materialism with a conse-
"quent dpwn-play, of the social-status feed for all 18-22 year old youth to
be'in college. And finally, there are fewer 18 year olds now. than there,

Ed

* tp pointbut that & college -education does nor guarantee employment of .
any kind: Jhe concern forh,
v social weffare has had an i

were in the 60's, Each of these factors has.had an impact on the thinking

3

ed, many professors have looked for more effective ways. of relating to
their constituents. > T o
. Consortia provide a way for institutions to respond to the pressures

* = d s . . ;. . F 3 o o P N
for involvement in social concerifs. Consortia may also be responsive to a

society with more leisure time - consequently more time for-either full-
Jlime or part-time study. o A

A final factor which has had a direct effect-on the development of,
consortia is the recent intluence that state legislatures have brought to
bear on institutions and faculty. President Perry of Florida International

University has suggested “a new slogan for American Higher Education - -

Service or Silence.” This attitude is supported by many sectors, and the

¢onsortia movement is one way of responding quickly and strongly.

A number of indirect, subtle factors have likewise had their effect on® -

“higher cducation. The:knowledge explosion, which is not subtle, has
meant that-tisiversities need to bring mese continuing educatioh oppor-

. tunities to theif constituents. Several years ago Margarct Mead suggested

that for most occupations it-was necessary to retool every five years. The

impetus for additional schooling is clear if the average occupation
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‘- 'becomes obsolete in five years, Each year we also have more newljob = - .
. ... itles added than are deleted. Some of the people who take up thenew:-:
" .- jobs will'need special training or education, The point is that the labor-" =
-+ -forge faces both.of these situations which requires employees to gain‘new - -
. skills or competencies. One of the ways of updating people is through the
;gducational_opportunities:a.consortiuim.can.provid
. A second indirect factor influencing cooperation in higher education =~
is, the general mobility of the public, This isparticularly true for.the - - -
. young, upward moving executive. The young college graduate is givena.:
~ . variety- of job assignmeénts. during his first few years of-employment, - -
+ Typically, the business or industrial firm will assign a persontpatwoor . -
- three year position, and then will move him to a new site.with increased -
__responsibilities, Mobility such as this might tend to discourage the return
"+ to school. However, if-a consortium can be a catalyst to increase transfer -
credit possibilities and decrease residence regulations, more students will

be enrolled. - ..

wo - = =o=The transient nature of our population”has encouraged institutions
' - to modify their. age-old arbitrary transfer and residence requirements. -
. ( "This has been very clearly demonstrated at the Quad-Cities Graduate-
- Study Center. Nine of the ten institutions have reduced their residence —
' " requirements and at the same time modificd their transfer policies, Three ", - ..
of the five institutions geographically removed from the Quad-Citiesdo "~ : -~
' not require on-campus study. e CE e e
It must be recognized:that the consortia movement is onlypneofthe ™ -
.. ways that higher education. hds responded to the pressures of the past.:. . -
decade. Other chapters in this book delve into specific ways that colleges- ~ -
- and uriversities have been modified. Mamy of .these changes are tem-
" poral, but it is‘aﬁtiéipgted that the next decade will see many new consor-.
" tia évolve, . . S . P
e . Asthe “state of the art” becomes refined, I believe that consortial
influence’ will increase greatly. The rationale for this speculation is
.7 spelled out in the next few pages: o "

. . "7 Voluntary consortia are able to'be more responsive to the publicina
7. ..+ wvariety of ways - course content being one of the most basic, Inasmuch as
' .consortia are offering programs and courses at industrial plants or.for ;
“persons employed full-time, course work will be relevant. Faculty do niot. -~
have . federal research .funds; the lush consulting opportunities. have - -

“diminished; but interaction'with rr?w and women - on the job has been
increased by many. consortia, As fa¥ as many faculty are concerned, con-
‘sortia have brought a renewed emphasis to teaching and sérvice. This is

) not meant td exclude the excellent cooperative research efforts coming

* - -*out of consortia such as the Argonnne University Association, Course .

. ‘content is modified to fit the application of knowledge in a manner

~ similar to the adjustments which have been made in course sequencing. - - :

~~ Academic consortia have caused faculty to focus on more realisticcourse i .-

77 “content, times offered, and location. Because several in‘stitulﬁons"a‘réin; ’ N
~volved, it has become much easier to bring education *'to the people”.

e . : 46



*__+ Extension deans have had that opportunity previously, but the consortia .
© .movement. hds given these activities a ‘more academic -respectability.”.
‘Further, a single institution is often not in'a position to commit, the "~ .

~resources-which ¢an be mustered collectively. - :

In & sense consortia have forced institutions of higher education toa

— m’t:r’e'%mgtu:rﬁe—':gattitudésunpil;rg_&,en;l‘a;magzy;f stitutions -have. selfishly.

. * guardéd their “ivory towers” and have had a childish ego-centric.at

.+ titude, They have thought, *What's in it for me?" or “We've always done.

it this-way™, or-*I don't’have.to change”. Ins (itutions have isélated ~

- themselves ‘from one another. Like. isolated children, they have found'it, .

" very difficult o learn to work together. Some: institutions have also* .~

“ -« ~isolatéd themselves from their communities. Consortia have served asa- .7,
.—.ii-...medium_for. changing.these attitudes,” .~ "~ ' C

“ " Because -eonsortia have provided a vehicle for persons of Teme T
. ".parable responsibilities to interact, the comment has-often been heard .. .
. that a faculty member had to go 700 miles to a professional mieeting to IR
" *learn what his-counterpart two-miles away was doing. College presidents -
in ‘a.small geographic area’seldom sought advice and counsel of each - ". "~
other in the phasing oyt of old programs or the development of newones. -
.- . Consortia have provided the vehicle, not only for cooperative efforts .
. with minority group or store frent learning, but for every phase of lear-
- ning; teaching, planning and administration. AR T
. Competition has been one of the means by which higher education -
7777 has gained sgrength. Tt sometimes appears-thatcolleges-and-universities———
. _ . _.have emulated the law of the jungle - “*survival of the fittest™, Institutions
~ - have competed for federal, state,-and private money as well"as for - "
: .. _students and faculty. The proliferation of autonomous institutions has -
- only magnified and made riiore vicious the fight for survival. The'saving
L _grace up to now has béen the availability of money and the population
- explosion. In recent years actions of the public indicated the only “right . * N
a. . thingtodo” wastogoto college. Eldon L. Johnson hds written that there:
" finally is a compensating reaction to our history of overproliferation of
.#- . colleges and universities. Institutjons are building connecting links, coun-
cils, confederations and cg_nscﬂiz;. These interinstitutional bonds have at
.- least abated the development of new institutions, Later in the same arti- .
cle he wrote, ““This evolution is now advocated by many. of the nations’
* most knowledgeable educational statesmen: foundation *heads, = -
- presidents of the mopst ‘prestigious educational "associations, and top =~ .
, - federal officials". Agairi he had reference to the fact that some consortia .
. have been the means by which places, people, or currently existing in-
‘stitutions have been able to provide a service or academic program which -
was deemed essential, It has beome the logical thing to do. = = * .
Through the strength’that consortia represent, institutions in some,
*situations have been able to'initiatea variety of programs - manyof which
- have been assessed as exceedingly beneficial. The'Kansas City Regional -~
Council for Higher Education has '

i

\ ‘Education has’been able to secure grants and subse-.
__quently .provide stheir students and institutions "several interesting =
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-, programs, One of the:more creative ones is the Cooperative Social
Welfare Action Program: (CO-SWAP), .Consortia have revamped ' the
thinking .about international programs, which very few institutions had

. the money or personnel to execute. The Western Interstate Commission
a model

for Higher Education (WICHE) has given|all higher education a m
~to-pursue-in-the-effective;-cooperative-use of-computers
_ 7 The flexibility of consortia and the typical institut onal ‘diversity .~
provide a framework for building the new emphasis on life-long learning.! =

S0 0 the consortium s in a fairly well defined geographic area, then the in-

_ stitutions can respond collectively with a comprehensive package of adult =~
, continuing education activities. Obviously this type of cooperation can.
" . and has taken place without the formal involvement which a consortium™ = -~
... implies, However, the consortium_provides.a forum for.such interaction--.- - -
and certainly further implies acceptance of these responsibilities to the . = - -
- public.. , Bt S
‘A final function, which appears to be ideally suited to the strength

.7~ which a consortium represents, is that institutions have an opportunity to G
' capitalize dn _the use of technological teaching and/or learning media, - .

- The Association for Graduate Education and Research of North Texas :
. (TAGAR) is without a doubt, the most singularly successful television " -
. - teaching situation. The University of Illinois ‘has'its Univex Net and
* PLATO. Both of these - Univex Net for.teaching amd PLATO for lear- -

ning - are electropic devices originating from 1 single institution: During_-

next ten years most such fruits of diligent research will be supported . -
by several institutions. Even the large and.wealthy. instititions can gain - -
L educational .and financial- benefits  through /the cooperative use of .-
[ technology. . o S -
. -+ . Thisfinal section focuses on the fact that consortia provide a vehicle
s for ccoperation in higher educatjon. In considering this topic, it is essen-
 tial to state that; while consortig jite one of the forces which is shaping
higher education, they are-doing‘it on‘a voluntary or on at least'an accep-
* lance level. It must be recognized that consortia are totally ‘dependent - -
- _upon, cooperation; therefore, in 4 political sense, they cannot demand -
anything of the institutions or théir representatives. However, the clout -
» of “social pressure” must not be|underestimated. Many of the changes
" that consortia have effected have come out of committee: meetings or

... meetings of interinstitutional coungils.” " S L. :
LR In this regard William-C. Nelsen admonished that, *, . .consortia

cannot be content to operate at the fringes of the academic enterprise for .
* to bolster qutmoded educational models, Consortia must begin to play -
+ -the roles of educational ’enirgpreq;urs- 'a‘r:’nd innovators more so than they
,?er have before™.” To the degreq that consortia act as'innovators or en-
trepreneurs, they will gain strength and stature, They will then be able to-
S influence higher.education 'to a; much greater-degree than previously
... thought possible. > ' . ALt T T
. -Consortia have been able to encourage. numerous library and in--
structional material exchanges. Some c'bnsdiitia have, been set up for the

§
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. sole purpose of library exchange, One of the early modern-era consor
- The.Associated Colleges of the Midwest, hias had a; very successful and

-~ extensive library and periodical exchange program.

.| A second type of coopération  which has been greatly facilitated by *
the consortia. movement is cooperative or.joint_usage of certain special- .
" ized facilities on or off-ca pus; THE'Afgonne University"Association has
- provided many institutions, faculty, and students a unique opportunity
© 7 ~2 & < to work -and ‘research-using expensive; sophisticated equipment, which -
.- 'nonecould have afforded algne. In‘a similar fashion the computer at the
... .University of lllinois has:been used by numerous institutions, . "
.17 Séme of the archai¢ institutional rules, 'r_,eguLations,'.and;pclicies
' ‘have.been modified through the influence of consortia. Some faculties
+=and administrators have accepted the basic tenet that a ohe-night a week
evening class on-campus is no moré or-less academically stimulating than.
‘ “"it would be if it were:taught in a libracy or high school building 75 miles -
.- gway, It-has been further agreed that.in similar institutions, course con= -
"7 tent will be parallel'in similarly described courses. Concessions such as" -
‘this were.not difficult.to achieve when the institutional representatives
admitted-to themselves and others that two faculty members on'a single - -
..campus would be likely to teach a course as differently as two._faculty -
members from differént campuses: S e S
- Consortia from both coasts have had programs of cross registration.. - -

%:intérinstitutic}nsl{StudgnLexchﬁhg;isconegpmallghe;sameﬁanﬁ,has;bcen

. going on for somie time. One of the first examples of student exchange*’
" was instituted by the Committee on Institut onal Cooperation ‘which -
_ consist§ of The Big Ten Universities and the University. of Chicago. In
the C.1.C. exchange a student from one of the eleven institutions studies -

' full-time ‘at anothér institution for a semester or two quarters. He, in:
" effect, becomes a full-time resident at another institution. This program
has been operatjve for many years but has been available only for ad-
vanced'graduate'students. Consideration is now-being given to extending -

" the opportunity to other students. ~ . IR
- . The main difference between, cross-registration and student ex-

‘change appears to:be the degree of involvements. Cross registration is. -
" more easily implemented, but not without stress, by institutions'in:the
same community &r at least by those for which commuting distances are .
not prohibitive. A §iudent may be enrolled concurrently on two or more .. ..
_campuses although'the: fees and administrative details are handled by his
home campus. Examiples of this type. of cooperation-can be observed at .
the Consortium of Unfversities of the.Washington Metropolitan Area, -
the Worcester Consortiuts: for Higher Education’ or the ‘San Frahcisco
Consortium on Higher‘Education and Urban Affairs. In the ‘next few
years | anticipate that mfuch of this kind. of cooperation will be im-.
plemented. A .y SR e
T he medium-by which several .institutions can ..
“'work togethér in-urban planning and in urban problems. If several in-

stitutions cooperate in the collection and analysis of census information, ... .
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local emplayment trends and the assessm:nt of scclal cnncgrns, thzy can‘
—.all benefit. The interpretation of census and employment date will assist -
',f.,-all institutions in their long-range planning. Further, they can then be.
"~ more aware of each other’s individual mtgrpretatlons and prmntu:s ‘on
" how thg data, would af‘fgct the:rn

; : v, :
- The pllotmg through of a trial program can be the EKPEHSE of several i
. stitutions, Typically, faculty and. administrators:are more willing to. be
.- flexible away from their home campus. Appsrently some feel that if thg Sl
" pilot program fails it will' not upsetthe-* ‘apple cart!’ at home.
The Quad-Cities Graduate Study Center is an excntmg example ofan
academic consortium, Ten' institutions located: m Iowa-and Tllinois,. .
-which-are-public -and-private;: rural ‘and-urban; largg and:small; loeal
-and distant; comprise the Center. It demonstrates how mtermsmutmnal
cooperation cin serve to the mutual benefit of mstltutmns, states and-a-
. ..specifi¢. geographic area, Theé Graduate -Centar is’ “one. gxamplg Df thg
. potential for intégrated programs.-
.- In 1973 significant action in mtgrstate éaopgratlon ‘took placg when
', Minnesota'and Wisconsin announced they would not ‘charge out-of-state -
- tuition for each other. The. Graduate Center membership agreed to this -
- ‘four'years ago. These actions seemt to indicate: i;hanggs inattitudes which.
Wlll be seen as another breakthrough or milestone in hlgher ‘education. - A
‘Neither lowa_nor Illinojsscould afford to build an : ag;ogomggﬂ:ﬁﬁ,ﬁ; .
ol stitutign'in' the Quad- Cities, which has a-population base of about one . "
- - half million: Institutions in both states felt thatthey could contribute but "=
did not have the manpower to provide a program mdgpgndgntly
Furthier, the fine local liberal arts colleges were interested in graduatg A
progrdms but recogmz&d that tht:lr first mlSsmn prgcludgd -extensive -
graduate involvement, . i
"' Each of the ten-member msmutmns provndes mstrucuon in the
Quad Cities. The' academlc pmgram cammlttegs detgrmlng what courses S

]

'prevm.us yesrs Typlcally the ‘institutions - can. offgr courses in their
strongest disciplines, since that is where they ‘have strength and larger
. faculties. Consequently, as a degree program is pursued, a student will be
Expnse:d to tht: bcst of the faculty frcpm sgveral lnslltutlons and wﬂl havs a

a campuses lntegrated prggrams such a thﬂse pursued by students at the ' 0
‘Graduate Center: vamusly require ‘grossly .modified ' academic -
.. regulations. Since the incorpordion of the Center in 1969, policies per-
taining-to credit transfers havf been modifiéd by nine of the ten in-:
: stitutions, The.regulations concerning residency have been relaxed or. -~
.. eliminated by all of the institutions. Both of these changes were essential . -
~: & to the success of the lm:ally offéfed integrated degree sequences. - .
i1 the -.development .. of .. consortia .. several .administrators. have... ...
) cautioned’ that each one is unique and therefore model building is inap- -
' pmpnate One aspect Df the. Canter can. be Emulated w1th0ut vmlaung
|
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" that admanition, The funding of the Center makes it as solid or stable as
~'can be reasonably expected. There'is no *soft money"’ involved. During
_ the first four years the community and both states supported the Center.
- The community felt.a great commitment to the Center and its anticipated
ntribution.to the growth of the Quad-Cities. Due to the deep local jn-
~ volvement, the'community pledged one-half of the operating EXpenses as
2 seed money for the first four years: The remaining 50% of the budget was
v_-apportioned, based -on population, with:15% requested from-Towa and -

- +35% fipm Illinois. It was anticipated that; if at the end of three or four- -
... years the Center did-not prove itself to bea viable agency, some:other =y
% .. base for graduate education would have to be established, -~ " -,

* v For the fifth.year the Center received funds from the higher educa- '
‘tion“appropriationsof "both™ stat Jt=‘appears-that: the* Center-has
- developed adequate stature in the'n nds of the public and the legislative -
7+ "bodies so that financial stability is assured. - N ,
“7 777 Due to the composition of the Center's Governing Board-thereis a-—— -
*- balance between academic credibility and local. graduate- needs. The . .~

‘Governing Board is composed of a representative of each of the ten’in- .
stitutions and seven local industrial and business executives, The primary - o
" responsibility of the institutional representatives .is to review academic -

programs and academic policy matters. Thg task of local members of the.-

- ~ Board is to provide the base for seeking local financial support.and to =

'ii’*i"kegp‘*’—’cﬁfr'eﬁﬁhgasscssm'entzofélochlinéeﬂs.—%’ SRS S S

~* "The Center has proven to.be academically viable, administratively ,

" possible and economically feasible.-What about students? In the 1973-74" = -
“year there were 4462 registrations representing in excess of 2,500:in-/ -
dividuals. Since about 95% of the students at.the Center are employed ..

full-time, essentially all of the classes are in the evening. The registrations’,

. represent.about.12,000 student semester hours, converted to a full-time

stident basis, that constitutes.a student body in excess of 600, placing the .
Center. in the upper half of graduate schools in terms of enrollment, -
. - It appears to:me that, the consortia- movement will grow. and grow
rapidly during the.next ten years. I believe that the: sharing of faculty, - = =
students, faciligje,; and- services will become commonplace. for :all in- -
~ stitutions which are geographically close. I further believe that the in- -~ -
tegration . of programs, as exemplified by the Quad-Cities Graduate ‘
* ‘Study Center, will be commonplace for geographic areas that need-new - - -
or expanded educational opportunities. - IR
: i FOOTNOTES. '~ o
‘Eldon L. Johnson, Encyclopedia. of Education, Vol. II. MacMillan 1971.. @ .
*Raymond S. Moore, Consortiums in American Higher. Education: 1965-66°
-."" Report of an Exploratory Study, U.S. Government Printing Office, Washington
1968, ot o Co

.* . °*Henry A. Acres, Liberal Education, Vol..57, May'1971. (Ibid) -~ "~ S
‘Lewis D. Patterson, Consortia in American Higher Education,, Report 7, -

TN
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. The Ghanging Face -

" Robert S. Aisner-is ‘the former Director of Admissions. - et
of Colby-Sawyer College and:currently is Manager of T
- “the Eastman Community Association, Grantham,-New- =~~~ 00
- Hampshire. - Lo - - S

7 *The process of college admissions, like the st@cl;; market or m;ta}y:. — _
© is"a very cyclical one. From time to time, the admissions scene.can be . - . - .
. characterized as either bearish. or bullish. To complicate matters furlher, .

~* depending on’ one’s point of view, it-may be bearish and bullish at the
.~ same time.. During the past decade, there has been a tremendous change -
" in the admissions picture; one which many believe will influence college
* admissions-for decades t6 come. In order fully to appreciate this change.
" and its effect on the future we mustlook at and understand the past. Only. .
.- _ by investigating the historical development of the admission process can_
. we recognize the new face of college admissions in the 1970%s: . - .,
S.A. Kendrick of the College Board recently summarized the college --
» admissions process’ when' .he observed: “‘As everyone knows, it:is the .

" business and special pleasure of admissions officers to thwart the
legitimate aspirations of the young. Their professional tools aré the com-
‘puter, multiple-choice tests, and a cultivated disregard of humanity.”" "
Although admissions officers everywhere 'would take exception to this .
- staterhent, it does make two important points. First, it reflects on the out-
sider’s view of the admissions process during recent years; and, secondly,
it focuses on two controvérsial areas and the seeming monsters they have
" become: the selection procéss and standardized tests. " ° o o
v The selection, process has ‘always beenthe great. and. mysterious ..
s foundation-on -which college.admissions has relied.. To an insider, selec-
~ - tion consists of three phases: search, appraisal, and then sélection. To. - .~
‘many outsiders, this process is perfectly described -in Mr. Kendrick’s -
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. Statement and ‘many high school students‘arid ‘their parents have fouid,.
- themselves unnerved at the thought of being subjected to this process, = = -
. ..7.-What they fail to understand is that'the selection process affects the in- "~ "
. stitution as well as the individual. Both must séarch, appraise, and select; .
yet the individual ultimately controls the.selection process more than he.
~Téalizes. History shows that ‘most of the selection process is completed

-prior to the actual application process. This realization caises an un- i
#s o © casiness .among admissions officers. Three basic factors influence not
t.o Y7 . only where an individual will apply, ‘but if he will apply at - -

~.. . all: sociseconomic origin, early environment and level of aspiration, For . _
"% . - those  who, wish to enter higher education, - their _parents and'. ..
. » neighborhoods have had a tremendous influence, . -~ . L
==<During the ¢arly:1800’s and prior to the:Morrill'‘Act; college existéd =™ =
only for a-small number of high. school graduates, These students came
:mainly from.the upper middle class and represented only those families’

~.".._.in which all three of ‘the above factors, socioeconomic-origin; early en-— -~ =

s vironment{.and level of aspiration, were positive. . This limited mode.of -

. education was disrupted in- 1862 with the passage of the Morrill Act es- - -
~_tablishing land-grant colleges. In sharp.contrast to the colonial tradition .~ -
‘of education, and foreshowing today’s educational trerids, the land-grant . *

- colleges tended to be *“‘open-door™ instjtutions, The passage of the | .-
v - ~Morrill Act, coinciding with the Industrial Revolution, reflected a grow- 4 -
: ,inéheedfozmomeducated;peopléﬁThi&demaledf—remaiineﬂf—high;intoihe%
. 1900’s, until the Depression took its toll nationwide, ~ : . T
“ 7 The admissions picture in "the 1930's was™ grim." Suffering. low™ .~
“enroliments.and low'incomes, colleges engaged in.heavy re;ruitn%\em ac--
- tivity. During this period colleges were forced to search out'students in - _
* . order to survive. In retrospect, the development of recruiting technjques ... "

- in the 30's has proved to be'time well spent.’ SRR _
" The decline in the student market was finally reversed with the ¢nd
of World War Il and the advent of the G.1.'Bill. The returning veteris,.
taking advantage of this unique form of federal aid, flooded pu lic
- "college$ and universities and-attendance levels rose to unprecedented ,
" heights, The admissions officer once again- was fre¢ to appraise, ahd - ',
 select-only a small percentage of the total applicants, B.A. Thresher, in
his book: College Admissions and the Public Interest, refers to this process -
as-“The Great Sorting.”? The G.I. Bill did nat, however, ‘affect the.
_ private college’in the same manner. Althouigh people were motivatedto ¢ .-
" g0 on to college, the high cost of private education was not completely ,
- covered by the Bill's funding. Thus, the admissions officé was alive with .*- -
potential students, but financial aid proved to be a deterrent. At,this '
*time, most private institutions were -not .endowed with large sums of
financial aid. Consequently, private education did not receive the same
influx that had occurred'in the public sector, S
- -Typical of all eyclical -occurrences, the sudden wave of veterans end-"
- ed justas quickly as it had begun, although a similar transfusion would
“occur after the Korean conflict. The early '195Q’s 'saw a scarcity of
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77,7 students_ once again, Unlike earliéf periods, the 1950's were unique in-

‘that there were.large numbers ofhighly able students but theéy lacked the -

: ppraisal.and selection, became less import

- necessary, motivation. Due to this.apathy, admissions officers were agin'- o
forced to solicit students. As a consequence, the second and third phases -~ "¢

while the search, or recruitment, phase became all important. The poter
tial pool of applicants had weeded:its

“.. " insure totdl enrollments. Finally,, ur
_+..*"_that finances alone were not the cause

of the drop in applicatio

" forces,. one-of the three. Vdi;mmfant}-_faétérsf’inﬁ_gencving‘ the" selection
d the demand for education, creating a bearish ad- .

- process, had les
‘missions situati

sene

od in which recruitment would be the key to

elf out and steps had to be takento -~ = - -
ike the'1930's, Ralph Berdie found - -~ -

T survival d o i L LT T
1 The word “survival’ remained critical:ifthe 1960

‘demand, admissions offices reacted with their classical-approach — com-

' petitive selection. As dormitories and classrooms filled, the job of the ad-

~» . missions officer no longer depended on recruitment, but rather on ap-

praisal and selection:” the other two phases of the admissions process. -

.. The best:and the worst colleges engaged in the same selection games, The

. only differencé was that the best selected a minority of applicants while *
T htfwnrsrselécted;ﬂa;majofityi:'E)ur’ing—the‘%l%@‘fs:all—college&be;amesglre;s%-
tive. Many educators, looking back at this period, now wonder'whéther

IO _ } 960's, but the que;stibn W
.+ of whose survival became confused, The 1960's, the “baby boom'' years,” - :.
““created a tremendous demand for college-educated persons.To meet this - -

_some yourng people became disenchanted with the overselection which =~ "~ =

occurred. " s _

In justifying this age;rﬁa'sélc}:tivi-ty' two factors dre. usually cited: =(Jv)_- a

- Since colleges teach difficult and sometimes esoteric matter, only the best:

will cope and survive, The faculty reinforces this situation by creating d
“survivakof the fittest” env

‘as'to whether this approach limits faculty innovation and lessens the de: '-
1 from anyone? (2) -

“'mand for their talent — cannot. bright students lez

ironment. B:A. Thresher poses the question. .

The theory that a college will ultimately rely on its graduates to carry on- :

its' good name. Based on this two hypotheses, the ‘main tools.of ad-
. missions in the 1 A
methods of ability ‘analysis. For boththe college and the student, the
selection process
wanted to mi
The college wanted to survive and prosper, so it continued to seek only
the mo

el

. he writes: .

. “The tacit presupposition is that the college-seeks, and should have,

1960's were multiple choice tests and other quantitive .-

Sess was: sélf-serving and self-perpetuating. The student
riculate, and, therefore, was-at the mercy of the “‘system.” = -

st qualified students, Thresher summarizes this vicious.circle when,

~ more students, or ‘betfer’ students, or both. Such-questions as - N
-~whether -the.college deserves more. or befter students, or.whether .

~ some of its students might better, in their own interest and in the -

public interest, go to college elsewhere, lie outside’the purviewof el



thls bﬂdy of theught The typmal adm:samns comrmttee ~like the -

_,f‘aculty -and the’ admlmstranon it: represems isin th lcandxd phrasa_ : :
'of x:nre sux:h EO!‘hmll[EE “greedy for talent A A s

bef:ame mtegral in the su:lectlon pracess Althﬂugh standardxzed tests had’ ?
" been use :.,far many years, lt was nDt untll t.he deEﬂdE 1942-1952 that thcy-

:,’coinclrdrcd Wlﬁh the" endlng of World War II the passage of the G I. Bill, _
- - and the subsequent influx of véterans into the educational system. The
: use of tests became cven more w:despread durmg thé 51xt1ea__as compet!

nas appr :
“of the admissions. process Prior to the developmsnt of these testg, both
ST colleges and students found themselves in a chamlc sntuatxon trying’
".;appraxse and select from great’ numbe;s } S
e AS the ‘pressure on- the admissions offi ice mcreased so dld the;rr S Dalue
. reliance ‘on tests, It was not until the_ late 1960’s that a. wu:lespread con- .
. ..cerm dc:veloped regarding the misuse or overuse of these tests, Many ad-- 7 -
* - 'missions:officers were concerned that the test had become an exaggﬁrated.. -
- predictor of sticcess: ‘As d result both thé College Entrance Examination ...
© .. Boardand the American Collége Testing Service undertook selfst idies,® .
“i—seeking-to-assure-themselves-and-their- patrons-of-the- “objéctivity-of- the: —
"% tests. Later-in this chapter we shall examine the. changes that were made" SRR
" in.the tests ‘and the present view in which“they are held. L LT
" _In order fully to appreciate the present admissions’ prﬂblem, wé must
‘examine recent federal legislation which has had a tremendous impact on .
" this process. It has been shown that’the G.I. Bill. was among-the first =
.- pieces of legislation.to have a dramatic effect on the “admissions process - -
:and may have r'eméuated the extensive use of standardized tests. The
¢ - Federal Government,; aware that funding would increase the motivation- -
“.  to attend college,. took- a ma_mr step in 1965 and -passed the ngher PR
* . Education Act. Included .in this Act" ‘Were three. major .pieces . of ~. - "~
legislation: The. Equal Dp‘portun ty  Grant, The ‘Guaranteed Student .’
- Loan Prograrn and The College Work/Study Frogram The latter was *
_ “only a revision of the program as originally established in the Economic - - ™ -
~ Act of 1964, This new Work/Study Program was a major step forwardin =+~ ""
funding -those' students who previously” had limited access to hlgher_"
. education. The Equal Opportunity Grant was a drastlc clrange in" -
: phllomphy from the, National Defense Student Loan’ Program_(now e
- known as The National Direct Studenl Loan Pr%“gram) whlch had been -
relled on since 1959, : .
The Equal Dpportumty Grant was the ﬁrst non re:mburseable loan,f -

-’5“-*"-"7 educauonal appormmtles The thlrd phass of the Higher Edueanan Act“"f.
thg Guarameed Student Loan- ngram created a source of funding




G. Program but who:nc C
of progragms reflected the co e , t
aspire - o figher- educatiom but- who had,:until .the: Act;: been denie
because of.a lack of funds: This.commitment removed oné!

ecting factors hentioned earlier (socioeconomic:origin),.ar
Jarge: flow of ‘students into the'admissions: scope. Simultaneously,
‘post war “baby boom’" had caused an. intredsed demand for educat
and the mid-1960’s found the selection process i high gear. It was &g
- main so until the:end of the decade, - AR
! The beginpings.of the new cycle coul

" --during the 1960's. However, most-admissi wer
praising .and selecting and .thus ‘were caught, unprepar

changing.admissions patterns. Thé changes occurted:in all phases of the

-admissions process; Fewer students: were attending college; those:who -~

~‘were attending were matriculating at different types of institutions; their.

" career goals were greatly'influenced in'their choice of majors and théreby ™ o

- the - choice 6f colleges; "and ‘new types -of students:were - involving. .- -

- themselves 'in -the ‘educational process.~All' of this resulted in:a’rex. -

... evaluation of the'traditional admissions process.: B :

-, The most profound influence in the admissions processin recent " '
years has . been .the decre sing college-bound “population. A recent:. ..
Carnégie Commission report forecast a 12% drop in future erirollment: ~< 7

~This.decline is caus ‘combination of factors: The most:influential,—-———

-:of course, is the declining:birth rates during the late 1950's and early « =" .-

1960’s. ‘While enroliment ‘levels - were- soaring, . future-.enrollment in-- -

. . dicators were on the wane.' A second factor influencing’ declingenroll- -
©.,." . ‘ment, especially for male high school graduates, was the end ofthe Viet-"
., .nam War and the change in the draft laws. Many experts believe thatthe « .
high énrollments in the 1960’s were pattially caused: by the war:and the
college deferment policy. College was no longer a necessary evil and one, "
could regard it in a'more casual light. Two-popular trends resulting from
- the new freedom are *‘stop-outs” and deferred admissions. These declin--
ing trends had a.strong effect .on the admissions office. The private
" college has been hit hardest. Not only are there fewer students to recruit, .
- but students are redistributiig themselves ‘amopg a variety’ of“in- " .~ -
- stitutions, This redistribution’is most obvious _Whentf 1¢ considers the re- o
* _ cent growth of the public community colleges. ™ -~ . " 7.t T 0T
- . 1n 1966, 67,000 students enrplled in community or junior colleges in -~
7 Mlinois. It'is projected that by 1980, 216,000 students will enroll in these -
. colleges. The situation in Illinois is not atypical of the -tremendous
growth in enrollments in the two-year commiunity colleges. As access to
_higher education has become an established. fact;-the public community-
.. college has received the largest injection of new students. Most private
__and_many_public institutions have watched this growth with mixed . -
“emotions., On the one hand, the opening tup of the educational process~ "
' has been a tremendous step forward in terms of increased social mobility; -
on the other hand, while the college-age population has been shrinking, -
B ¢
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nifican growth I as bv:en limited to. the pubhc two-y :
"hxs‘growth can be charactenzed -in three ways,. Flrst the gmwth

.can.be attributed 10 the*‘open-door” approach to.‘sdmissianfs, Qriginally;’]_

, - pioneered: LThaC‘ity Umversnty of New Yark *open-door** admissions. -

= practiggsshaveznoy diwelloestabl hedw Al ad
‘ -missjons cnff",c,crs andrﬂﬂst educators fga ed t a ".'-”'p )

: would I

; u:ms ,does nm n«scéssanly me ’n the

.. education; Dpen admissions’ does mean .a continuing;
' these standards ‘in_relationto thfvanous |ntcllgctual 'manpower .
and sm:ml Obj ives of hlgher education.”’ : -

. missions - fo"(:ﬁ at -the transﬁ:r ‘'school.’ Should these students be '
guaranteed transfer into a“public university? Should transfers. qf lower "
ability levels bc: asked. 10 DEfﬁjl‘m at_ the same leval as mher Studsnts at.

; _.th«: college? .~ .

- *. .- .Third, many of - these communlty Eallegs studsms are part -time-
N ‘HUdEf‘ItE whose ambition is to continue their education on a part-time - -
. -+ basis, Because of the geographlcal and financial accessibility of the com- .
.~ munity colleges," many.of these students haye the opportunity to enter .
» . "higher education -where ‘no opportunity previously existed. Florida -
... boasts-that 99.6% of the people living in the state are within commutmg

“-distance’ of a college and by 1975, 47% of the enrollment in hlgher ’

educationaf institutions in the stafe will be in t:ornrnumty colleges.” S
Fallowmg papulatmn decline and the rise of two-year commumty i

colleges, a- third factor influencing college admissions today is the- *

emnrgence ﬂf lhg “dﬁadvantage(i“ and non- tradltlonal S’tudent A large‘ )

~ search for and appralsal of these two types of students. One frontier f'or _
.- -education today.is the urban youngster, disadvantaged by virtue of hisor . -
- her-socioeconomic - hackground The Higher Education Act of 1965 was
“the first major step in righting the injustices in the educational systen.
“'. 5 The mcrca;ed financial commitment by the government was passedonto”
: v-v:th: college in the form -of a suggestion: If you wish to pamclpate in
_government pmgrams and distribute government funds, you must be |
e -prepared to follow some government guidelines. The most important
woemo - guideline was-that the institutions-make special efforts-to admit and ald
.-+ students who had previously been denied access to higher education. .
‘Thus, thevzﬂmmlons QfTCEl’ had to mcrease his l‘EC’I’L\ltll}g‘aCthlﬁES inn - ‘

% . 5 . - _
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: has begur g/n:) appear,. T s‘stuﬂent is typit

B '_thfﬁugh the formal education pracess, The Eollege Entram:e Examma—

-;.d w;loped the: Callege Laval Examlpstmn P ggram (C‘LEP)

'hls knﬂwledge and his aollege po
- receive, credit for experiences’or trainin
" their own “life-experience credits
[+ - students. As the pgnl of pot:ntlal'students fa%izs, the admissions afﬁcer* .

" fluenced, to matriculate by recogn

rt:dlcablllly f- th standardized testsﬂ‘ﬁday th
p st be prepared tq ‘sedrch, -appraise and se‘l t

,anety of: baﬁkgrounds and ude a vagle of tools, . -

Even-iyitt

lly- charactgn

sorie eduational’ kiiGwledge, even* thoug ]

Board, reallzmg that the.SA 'Lgv;ment tests taken'b' the’_,,

‘high -school senior~ were not. adequatt: in'e

on sl st ¢ ;nt in nrdc:r to;

colleges are m'trc:ducmg
e hql;%

in'the e of attracting these new"

‘must learfi to search in new areas, Armed wit
‘life.experience credits,” he can sgarch for ne
2mg that they‘ hava achieved some for=

ECLEP examinations and -

E;;radltl(onal sedrch pmr.x?ss -anon- tradltlana tudent

from E

W students who can ‘bein- o

. mal edutation in non-traditional - o §
. .:% The final change in the admlssmns process 'R‘oday deals with the uses e
" and abuses of standardized. tests: Testing’ prohlems have become one of

‘“today's mnst préssin .
- tedts as a prediction indicator and a cruclal elcmr:nt in the seleclmr}

orderto a rather.chaotic situation, Th e, | _
- . mass administered, multiple choice, normative; securé, speedy, pencil-
. and -paper tests™* have’ become s0 crucnal they have caused -concern,

Y poli

sing issues. As discussed earl

process, did not dccur until the 1960’s, a d"then nnly ameans ofbgmglng

One of the central issues today is the determmatlon of why, tests are

' 'j'us;d = do these tests measure what we, know or ‘what we don't know”
"-Egch individual admissions officer will unswer this differently and each-

-3 answer will be.an’ indication of how .these tests are used by that in-
. c:hv:dual The two general uses of these. tgsts are to assist in, ‘the appraisal

and’ election “process, and to assist in- the formation. of educatiofal: -
1i addition, these two uses bECOITIE intertwinied when one realizes .

that a'high school curriculum is ‘often adjusted.to aid the test taker. In.
this way the-selection process at the college level may be mdlrectly dic--
schools have rebelled at this intrusion and have established courses which
wilk in no way-aid the test taker. As a_result, statistics show a decline.in -

__the verbal SAT medians in recent years. College admﬁsmns officers have

been fgrced o justify this decline to their,: faculties in order to provide"”

., tables: shbwmg the continued high scédén‘;m quahty of entering «classes.

sk

ardizgd LEsts can and shoulfj bs ceryiergd on the student These ]

-tating - the ‘curriculuni :at the high scliool level. Recen;ly ‘thany. high

S
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tests should be administered and interpreted in order to aid the student
and not just to compare him with others. The assumption that tests
predict college grades and college grides predict success in later life has
not yet been validated. Certain tests do predict college grades, but these
grades only predict success in specific areas. Before the admissions officer

*can begin to use these tests to the student’s benefit, faculty must be

shown that tests gre a self-fulfilling cycle and that a lower profile may not

mean a less able student body. .

B. Alden Thresher describes the “‘closed feedback™ approach of

these tests! .

*“The court of last resort in the psychometric approach to testing is
validity. Normative testing has led to a series of closed feedback
loops through the following steps: (1) validation of tests (often
combined with other predictors) against college performance as ex-

- pressed, for example, in grade-point average: (2) prediction or
probable performance based on a regression formula derived from
this validation; and by (3) selection of entering students according
to the formula, thus maximizing correlation between predictor and
criterion. This is a tightly constrained system of reasoning that
scarcely contemplates the possibility of any changes in conven-
tional facul!tyiarientgd methods of presentation or assessment.
Now that something of ua revolution in teaching. methods is in

learning do not lend thémselves to quantitative assessment in ways
~which we are accastomed to using. The extraordinary contribution
to society made by many college dropouts cast serious doubt on the
conventional sequence of validation, prediction and selection.™

The use of tests as a predictor of success for the disadvantaged
students is now under great scrutiny. As discussed earlier, the entrance of

large numbers of these students into the educational process Pmchanged
the job of the admissions officer Part of this change is the adaptation of
his assessment tools. s obvious that competency in English (white,
more, carly educational experiences are reflected in the results of theése
tests Therefore, we must learn to evaluate these new students in terms of
their own competencies and not by the use of cassical standurds.

The admissions process today — search, appraise and select — is
quige different Trom that of the past decade. The search has become more
difficult with the dechne in the number of high school graduates. At the
sume time, the student searching lor a college, has become more awire of
the options open and has increased Mexility in college choices. This
awareness on the part of both the college and the student has created o
“buyer's market 7 Colleges are actively recrmting and many of their
methods are questionable The central theme of the 1974 annual meeting »

69
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& .
of the National Association of College Admissions Counsglors was that
of ethics: With the,growth in community college enroliments, those

colleges recruiting the remaining students must work hard to survive.
Many elite and prestigious colleges continue to select only a minority of
thieir applicants but even these colleges are aware of new pressures. The
search phase today has, for many institutions, replaced the appraisal and
selection phases. Once a student has been found, he or she Has been
selected, ' £

- owever, for those colleges still appraising their applicants, there is
an increased awareness of the limitations involved. The standardized test
has been re-evaluated as a predictive device and most admissions people
realize its weaknesses. Furthermore, some admissions officers have
begun to question the push for more and better students and are
bothered that they cannot always pick winners.” Moreover, other ap-

praisal devices have become less available. The recently Buckley Amend-

ment has made guidance counselors increasingly sensitive in documen-
ting a student's ucademic shortcomings. High schools have increased the

flexibility of their curriculum offerings and many have. strayed from
traditiond] grading systems. Without the availability of grades and the

classical college curriculum to evaluate, the job of the admissions officer

becomes even more difficult. - .
Recent)y, the final phase of the process, selection, has become more
flexible. Students realize that many colleges need pupils. Even in those
cases where selective admissions. policies are still practiced, high school
guidance counselors are aware of general academic parameters. More
and more students are selecting public community colleges and many
~high-cost private institutions are appealing to the state for assistance,

* YTheir appeal is based on the beliel that unless the private sector is aided, ’

a valuable alternative tb public colleges will vanish. Spokesmen for these
colleges also argue that it will cost the taxpayer more to send all students
to public colleges and universitics than to provide some help for private
education .

fncreased rehance on recruitment, changing methods of appraisal,
and a student contrdlled sclection phase, raise serious problems for the
admissions officer. The admissions process of the early 1970's bears no
resembliance to that of the 1960's. The cycle has shifted and we are once
again in a beansh market. Will this end”? What is the future outlook for
the admissions process? We should take s brief glance at the future in the
hopes of preparing ourselves for the decade ahead. The admissions office
was caught unaware in the 1970y butt can prepare itself Tor the years to
coine

Where we go from here is i question most prognosticators are ask-
ing themselves. One thing is certain — the “good old days™ of rampunt
appheations are gone The figures contained in Tables 110 1V at the end
of Uus chapter paint a bleak picture for enroliments in general, and
private college enrollments i particular In terms of pure numbers, there
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will be fewer potential students graduating from high schools in the years
ahead. Secondly, in terms of this reduced pool, Tables I, II, and II in-
dicate an’enrollment pattern which frightens those in the private sector.
Once the governing boards of these private colleges begin to feel the
pinch, only one directive will be given te the admissions officer —
recruit! : ) o

. Recruitment pressures will continue to grow during the years ahead.
Colleges will begin to seek new ways of contacting and altracting
students, I believe we will see more radio and television recruitment.
ﬁuqng high school visitations colleges will begin to band together to
iicnv‘g}r expenses and heighten their attraction. The value in the high school
visititsell may be challenged. While all of this is going on, a great cry for
ethics and honesty will arise. High sghool counselors and educators

» everywhere will become more concérned about the techniques being

employed to attract students. This concern will place the admissions of-
ficer in a-most precarious situation.
He will be in the center of a-dangerous triangle of demands. First, he

. must respond to the directive of his president and board to continue to

maintain enrollment levels. They will be less concerned with the method
than the result. Secondly, the faculty will continue to demand so-called
“better” students. Unaware of oytside pressures, they will beunwilling to

- settle for students of various calfres. Finally, the profession itself will be

policing its members to retain their ethics; and, if they do not, public

missions officer.

+ Although ‘the above situation may deal more directly with the
private sector, the decline in numbers will affect gublic colleges and. uni-
versities as well. At the same time, all colleges will face other admigsions
problegms. How to compute class rank and how to evaluate ever-changing
high school curricula will pose a problem for the admissions office. As
the pressure to enter college diminishes and the competition decreases.
high schools will be less apt to design newsprograms. More und more
diverse offerings will spring forth with more and more methods of
grading. The admissions office must continue to evaluate, but the ability
to do so with assurance will be reduced.

The natural solution to this problem would be the reliunce on the
recommendation as the intricate part of the application. However, with
the legal implications of confidentiality, and the advent of the Buckley
Amendment, the freedom of the guidance counselor will be reduced.

Guidance counselors themselves have begun to question their ability
to predict a student’s success at a good institution. Since the guidance
counsclor has no way cither of evaluating the other students at the
college. or the educational demands on the student, how can a valid
grediction be made? These problems will reduce the use and the
usefulness of recommendations .

Needless to say, the job of the admissions officer in the yeurs nhead
will hecome more dll}’;tll" He must not only search harder to find new
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ents, but he must find new tools with which to appraise them. The

“admissions officer must always keep in mind that his duty is to the stu-

dent and that the welfare of the student must remain uppermost, Many
colleges will close their doors in the next few years and it will be said that
those who survived were fhg fittest, But this survival must not transcend
the purpose of college of the’admissions process — the education of the
individual. The cyclical nature of the admissions process will persist
throughout and it is best summarized by David Reisman of Harvard:
Early on a warm body. a full pocketbdok. -
and the right credentials would get you there.
But then the numbers began to grow .
and how good your credentials came to bear. .
Later on how bright was not enough.
You had to be made of other stuff.
“First, to reside somewhere afair, )
And then be well-rounded in the extra curricular.
But then the well-rounded lad.-
because his radius was small
began to look dull after all.
No attention turned in filling the void
To the concept known as the oblate spheroid.
To the lad, mostly well-round still, but wait.
Who possessed as well some special skill or trant
Like his way with math, his speed of foot,
Has eve for music or the basketball hoop,
The rocket he made not just for fun
or the pile he'll raise for the alumni fund %
.. .the nation of his kin
,or the color of his skin™
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‘Appéi%dlx Lo
TABLE I: Summary of enrollment in educational ins'limtians. by in-
. stitutional level and control 1974-1981:
Year (fall) Institutions of Secondary Schools
higher education grades 9-12
(thousands) (thousands)
Public Private  Public _ Private
1974 . 7925 2191 14600 “1300
1975 . B3s2 2210 14700 1300
1976 8754 2223 14700 1300
1977 9136 2232 14600 1300
1978 9485 2236 14400 1300
1979 9790 . . 2233 14000 : 1300
1980 10,066 22277 13500 1300
1981 10,315 2217 3000 - 1300
: &

TABLE 11. First time degree-credit enrollement ‘in institutions of higher
education by type of control, 1974-1981:

Year (fal) Total Public Private
Enroliment Control Control
(thousands) (thousands) (thousands)
1974 1162 800 362
1975 1186 829 357
1976 1197 844 35}
1977 1209 860 349
1978 1220 - 876 344
1979 1226 887 333
- 19K0 1224 889 3315
1981 1218 888 330
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TABLE 111: High School graduates, 1972-73 to 1981-82:

Year Total High School
Graduates
: (thousands) —

1972-73 Ny .
1973-74 3250

1974-75 3331

1975-76 3363

1976-77 3390

1977-78 3420

1978-79 34279 -

1979-80 3409

1980-81 3378

1981-82 3298

3

TABLE IV: Summary of Trends in Education: United Siates

Charactenstic
School-age population:
5-13

14-117
18-

Enrallment
K - grade |2
K grade 8
9.12
Puhlic
K-
9-1]
Noapublic

Highee Educaton
Degree Credit
Pubhe
Private
Four-year
Twao-yeir

1961-62 to 1981-82

Fall Fall Pet. Change Fall Pet Change
1961 1971 (1961-71) 1981 (1971:81)
Thousands Thousands -
131,461 35,790 7 34,924 2
12,199 16,343 34 14,734 -10
10,379 14,966 44 16,545 T (1R
41,164 51,281 19 49 800 3
312,695 36,165 11 15,500 -2
10,469 15,116 44 14,100 -5
© 17464 46,081 23 45,500 -1
28,095 12,265 3 12,500 I
9,369 11816 47 13,000 -6
5,700 5,200 9 4,300 A7
161 Kl - 1o 11,108 v
229 6014 158 8,937 49
1512 2102 W 2171 i}
1,343 6,191 91 #.110 27
S8 1.72% 3 )mm 74
[
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- . and
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Harold I. Goodwin received his Ph. D. from the
University of California at Berkeley and currently
serves as Chairman of the Department of Education

L

Administration, West Virginia University.

The evolution of unionism in higher education threatens to etch
rather indelicately a new design on the fabric of institutional structure
and life style. Not that the process of incising on the walls of ivy is a new

phenomenom; colleges and universities have suffered similarly down
“through the decades. What is lmgublirig about unionism is, many faceted,
but the focus here narrows 1o a set of factors crucial to an institutional
capacity to discharge its intellectual-societal mission.

Among those factors is the placement of higher education squarely
in the political arena in ways far beyond any previous dimensions. Then,
too, there are increasing sigps of a majar deterioration not only of
faculty-administration relations, but also,; because of the formation of
subordinate administrative bargaining units, a deterioration of relations
among administrators. Institutional governance mechanisms are becom-
Ing major casualties as’bargaining agreements transfer to new loci; and to
more politically power charged ones, the faculty devisggs of governance.
Of most concern, unionism may be recasting vital parts of higher educa-
tion nte a value framework inconsistent—no, more than incon-
sistent—alien and detrimental to its vital organs,

Growth of Unionism .. : .

IFaculty unionism entered higher education at the Henry Ford Com-

munity College in 1966. Formal contractual agreements were reached at
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thé. Bryant College of Business Adminisjration in mid-1967, followed by
the United States Merchant Marine Academy in early 1968. Shortly
thereafter in 1969 a contractual arrangement was ratified at the City

- University of New York.. At that point in time collective rbargaining in

higher education turned the corner.

By mid-1970 twenty-six colleges and -universities had established
contracts with their faculties. As of August of 1973, there were 184 con-
tracts either negotiated or being negotiated covering 284 institutions with
71,984 faculty. A number of other institutions are in the formative stages
of unionizing.' It is difficult to locate or recall another change in higher
education that has become as pervasive so rapidly.

[rreversibility of Unionism - '
One plays in the field of hopeful guesses to believe that faculty un-
ionism will dissolve. The suggestion that faculties in institutions not yet

touched by bargaining will turn away from the union moyement is un-

warranted. True, the faculties of five colleges or universities have voted

to reject collective bargaining. That figure, however, represents a small .

percentage of all institutions in which faculties have negotiated, re-
negotiated or remained under an existing agreemenl. Given the
traditional faculty rejection of the values attributed to blue collar un- |
ionism. as opposed 1o **professional” values, this is a very low rejection
rate. It should be noted that the rejection votes were not of a magnit_ud!e;
to have caused faculty union advocates in those institutions to lay aside
their unionizing activities.

Nor are faculties likely to reject unions once théy have been es-

‘tablished. In one time span the National Labor Relations Board con-

ducted more than 7,300 representation elections. In less than three-tenths
of one percent of the elections did the employees cast away their bargain-
ing unit.’ None of the organizations displacing unions were private
higher education ones. There 1s no evidence to warrant the assumption
that, onee a faculty union has been obtained. any serious faculty effort
will be made to displace iy" 1t seems fairly clear that college ad-
ministrators must afticipatefthe spread and permanence of faculty un-
onism.

Important issues lie in the emerging form and operational changes
thal unionism is visiting on the institutional structure, and the subse-
quent discounting of other mechanisms of governance. The configura-
tion that unionism takes as it displaces traditional governance devices
will have far reaching consequences for higher education.

Unionism and Traditional Faculty Governance
The hterature 1s m disarray over the extent to which faculty senaies
and commitiees help, hinder, or are incidental to institutional develop-
ment and governance. In the Tast few years, however, there is a growing
negative imbalance. Faculty members. both individually and collectively
i the senate governance sense, ire more frequently viewed as weak,
Remembering that the context of her remarks is the facuhy strike at
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San Francisco State College, Cavan captures a spreading faculty feeling

when traditional governance mechanisms fail. She noted, after looking

back on the strike, a sad faculty realization:
Irrespective of the privilege and honor associated with his status,
the administration which employed him determined and delimited
his power. . . He had no voice whatever in the decisions on policy
and practice which affected the campus as a whole... .-Only after
policy questions have been raised does the ‘college professor dis-
cover how feeble is his power in the institution. . . The recommen-
dations of the faculty, as a privileged status group, may be taken
into consideration when policy decisions are made, but they are in
no way binding on their institutionally more powerful superiors.*

" " Historically there .had developed an administrative structure
paralleled by a faculty governance strueture, the latter to preserve faculty

control over central institutiong) values. In times of tranquility the facul- ..

ty impact, on the broad scale, has diminished in terms of protecting those
values. It now appears that in times of crises such as thosetaused by un-
ionism, faculty governance is unable to respond meaningfully.

What of higher education unionism and faculty governance
mechanisms? It has become more apparent that faculty bargaining units
are exercising their potential to exceed academic senates jn real power,
Their source of power, beyond that accumulated by c:ahpective action
itself, lies in the doctrine of exclusive representation and the standard
contract provision that, where they intersect, the legal terms of the agree-
ment shall prevail against Board policies and practices. In effect, with the
courts generally ruling for an expansion of areas that may be bargained,
an increasing number of the traditional functions and prerogatives of
senates fall within the purview of the faculty bargaining unit, As
traditional devices cannot be used effectively to Gbtain faculty demands
and interests, senates will tend to drift towagd a state of irrelevance.

The power transition, to whatever extent it will occur, will not be
without resistance. Not all faculties fall at the same point on a power-
powerless continuation. The fundamental institutional notion of self-
governance will notie all that easily. Where faculty power has been con-

-siderable, unionism will prevail less easily than where administrative con-

trol has exceeded that of the faculty by a substantial margin. Still, as
Duryea and Fisk conclude from their analysis of unionism and gover-
nance:

Collective bargaining. . presents. . .an alternative mode o es-

tablished forms of academic governance associated with senates

and committees. It can and very likely will strongly challenge the

collegial nature of ‘shared authority’ which has been the primary
rationale for faculty participation in college and university

government.’ ‘

68

77



We can expect to see in higher education a greater consolidation of
faculty power on the union model rather than the senate model.* The
former, with its attendant labor oriented value base differing con-
siderably from the senate model, likely will achieve three outcomes of un-
jonism in the private sector, a fairly well developed and powerful union
structure, crucial changes in managerial role performance, and a redirec-
tion of managerial policy development and operational modes.
Centralizing Bargaining Under State Governmen!

A development significant in higher education was the centralization
of authority under the aegis of some form of state coordinating agency. A
portion of the college administrator’s decision making authority was’
drawn within this new and higher position on the overall vertical power
alignment. This has concluded in a presidential movement in the direc-
tion of middle management, and hds been given further impetus by cen-
tralized state bargaining, a development of extreme importance to higher
education.

In its initial stage faculty unionism was limited to individual in-
stitutions.’ In the general spread of Unionism, entire systems fell under a
single contract negotiated between the Board and a faculty unit bargain-
ing for the system components collectively.* One step beyond faculty-
Board system bargaining is system bargaining under siate government.
This is the case. for examgple, for the state colleges in Pennsylvania under
Public Law 195. Under state executive branch bargaining, the chief ex-
ecutive of the state has the authority to designate from among his subor-,
dinates (but not limited to them) a team to bargain for the several college

. administrations with the faculty bargaining unit: Although this develop-
ment is new, four igimediate CONCErns are emerging. ' o

(1) Economics ‘and values. As a bargaining agent for college ad-
ministrations. the executive branch of government proceeds from a set of
values and perspectives different from those when the college administra-

~ tion iffiterfuces with the faculty. Executive branch bargaining agents do
not view colleges, their mission and internal value system, through the
same prisms as do faculty and administrators, who, despite their
positional variations, are permeated with the nature of the institution

. simply from having existed with i, if for no other reasons.

I'n these times of finaneial difficulty, the executive branch, when sup-
ported by a legislature under the duress of too few dollars and too many
demands, has the opportunily Lo express its value choices by “trimming
the far” from the colleges. This they now may do in direct ways otherwise
not available to them when the bargaining mechanism lay beyond their
reach. Now they can bargain point by point-and exact policy ang practice
conditions to which the administration must adhere. The financial trim-
ming, howeder, is more than a judicious caution with scarce resources.
The cutting now under way is in amounts, and importantly, on a value
basis increasingly hostile to the preservation of faculty and programs in-
herenily necessary *for & college 1o serve” its responsibility to socicly.

:
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Those who b:.,lfgdlﬂ for management, in trimming bey}gnd that which is
prudent and in allocating in ways the consequence of which they do not
perceive, tamper with the very core of institutions they-only dimly un-

-derstand,

(2) Retrenchment. Based on enabling legislation and subsequent con-
tract statements, it now seems assured thal the executive branch of
government, through its centralized bargaining authority, is in a power-
ful position to determine conditions that point toward program retrench-
meN, both generally and categorically. Not only do.they negotiate finan-
cial and

program conditions expressed in the contract. They recommend

levels of educational funding to legislatures now far'mcre skeptical of.
higher education and more receptive to gﬂv:rnméglal control than has s

been the case before. Stemming from this arrangement is a state govern-
ment burgaining unit With increased capacily and willingness to establish
edicational priorities for the several campuses.,

It can be argued, of course, thal during !.hE; cent years of relative
financial plenty colleges expanded in ways bGtH wise and unwise. Where
the growth was largely for its own sake. culs may be justified. The real
1ssue with cuts leading to program retrenchment and facul&:,i»\!bss 15 in the
power base from which the cuts occur, a.state governmefitdl/unit subject
to the. political pressures of public opinion, plus party, legislative and
Judicial politics. :

What we are beginning to witness is a state executive device with the
capuacily to bargain specific_policy and operational ¢onditions of college
administrations, according to state program choice. This is a potentially
dangerous state of affairs, for the priorities leading ta retrenchment,
creatéd in the political arena mnay express both political goals and state
control alien to higher educafion.

(I Grievance procedures and politics. In effect, although not literally,
the faculty bargaining unit may by-puss the administration. While it is a
procedural step tp present a grievance to thE‘Prcsidem, in the evenl of an
unfavorable declgon from him the faculty unit may appeal its case

‘beyond his office. Of course 1t is true that a number of contracts call for

binding arbitration in the event of an unfavorable managerment decision,
The emerging grievance procedure located as it is 1n exeentive
governments is [ar more important, however, than the currently existing
loct Tor grievance resolutions: namely, college administrations.

I'n those systems in which the executive branch bargains for manage-
ment, the faculty umit may appeal a presidential decision 1o a sfute ex-
ceudive office. Barhier decisions in the grievance.process are beifg upheld
or overnidden by @ unit of the executive hranch. That unit is o a large
degree, admmistratively and politically under the control bf the chief ex.
ccutive In the event the grievance outcomes at the executive’ Branéh
levels are unfavorable, the union may carry the grievance to impartial
binding arbitration  This may ameliorate to some extent the long
governmental process in the grievance procedure, ®

* »
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Both faculty arid management should have extensive reservations
over this arrangement, however. The faculty should be distressed because
they will have to fight their way past judgments rendered by the side with
whom they negotiated the original contract: not.the same persons who -
sat at the table, but executive government nonetheless. College manage-
ment should be disturbed as well. While on the surface it may appear as if
such an arrangement favors the presidential position, the decisions are
not being made in the relatively limited academi® arena. The decisions
occur in the highly charged poljtical arena of public administration,
legislation and accountability. _

Considering the trend toward more stringent funding, with program
retrenchment a growing reality, controlling decisions made in the ex-
ecutive branch are too likely to favor the more expedient exccutive value-
political base of power politics. These are not conditions well-calculated
to inspire administrator or faculty-confidence. It appears as if executive

_granch control far exceeds in peril whatever problems siiight arise fram

the more general institutional or system bargaining. The latter iwo, at
least, place at the interchange of negotiations the parties whgmust ex-
ecute the contract conditions they devise.

(4) Limited inputs\ There is 4 substantial reduction in the control
each college head has oVer the items to be bargained, the response to
faculty unit proposals, and the generation of the. management stances on
the issues. The college presidents as a group may be represented by one
or more of their number on the executive bargaining team. This still
leaves the remaining -system heads excluded from direct bargaining

- access. )

The problem of spatial isolation” among the presidents and between
them and the bargaining process, with the attendant loss of input control,
is compounded by the nature of the bargaining process itself. There is the
tendency for bargaining activity to increase iff frequency during the latter
stages of negotiations. There is the tendency for bargaining to become
more cryptic. One of the common procedural agreements-is to limit ex-
ternal communications during much of negotiations. These factors in
combination serve to augment the problem of spatial separation, effec- -
tively reducing presidential inputs to influence the course and content of
the agreement. 7

The factors of economics and. values, petrenchment, grievance
procedures and limited inputs spell out a new and uncertain but poten-
tially. damaging set of circumstances. The college president is being
reduced to a position much nearer that of middle management. He has
substantially reduced areas of administrative discretion as determined by
contractual statement, the determination over which he had little control.

In the longer run, centritized state burgaining raises again the issue

of state control over higher education. How much state control can be
tolerated before the baseline values upon which higher education rests
are ‘irrevocably eroded away? .

w
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Master-Local Coniracts : ) 7 .
As unionism spread and developed in the private sector, the bargain-

ing model was transformed accordingly. Earlier forms suitable under

- then existing conditions evolved into mote complex forms as conditions

giving rise to them changed. The forms became more complex as
organizations increased in size and complexity. They continued evolving
as plants became geographically decentralized. Nalional industry con-
tracts again extended evolutionary process. In general, the master con-
tract content affecting all the industry units is bargained centrally at the
national level. Local issues, which tend to differ considerably among the
several units, are bargained by local management and labor. .

The master-local contract concept just entering higher education is,
like its bargaining model predecessors, patterned after the labor model.
A higher education system may be composed of several institutions
governed by a central Board. There are specific areas of commonality
among the institutions: medical benefits, leave benefits, insurance
benefils, governance items.and so forth. Those items may-be bargained
for the entire system by the faculty unit representing all the system units.
There is sufficient variation among the several system institutions so that
a settlement of many content areas, while compatible with some units
needs, would be inappropriate to other units. Many working conditions
fall into this proposition. In these cases the variations are bargained
locally. o i
The result is the masleréﬁjcal contract concept in higher education.
The master contract cannot readily account for local institutional
variations. Local contract bargaining can do so more effectively and
completely. Given the reality of'system bargaining, no other altérnative
has been developed to deal withYlocal variation needs within the master
concept. . o '

This centralized-decentralized bargaining form restores, on the one

_hand, areas of presidential bargaining 'power over the conditions on the

campus. At all times he has direct access to the local bargaining process
and thus more strongly influences campus policy and operational con-
ditions. In the second instance the faculty bargaining unit has obtained
one additional opportunity to’ make demands of the administration
What they gain locally is in addition to the system gains gbtained earlier,

The problem for the administration is one of relative importante,
What is lost due to any reductions over control_of the master contract is
less than fully compensated for through™ direct Jocal faculty-
administration  bargaining. As  with centralized  state government

-bargaining for college “ddministrations, master-local bargaining,

although less distantly removed from individual presidents, nevertheless
concludes in a net loss. The developing middle mianagement position of
the president is sustained. ’

Among the dangers forecast for the muster-local concept is ils
potential scope. The parameters could be state-wide, lumping together all
the governing boards regardless of different levels of institutions. Where
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sgyér;al hodrds Igovefii several institutions in the state, théy could be
treatéd_agﬁa ‘singlé entity fos master contfast bargaining purposes. It
could béfrégignai or. evén national in scope: Lest we are inclined to dis-
count the possibility too lightly, let us remember how few persons in the

- academic. ‘S\i\c{ffd would have forecast a decade .ago the extent to which |

higher education hias become involved,with a governance form then con-
sidered tqtally, alien to institutional values, We have only to remember,

too, thé qurrent governmental'drive toward regionalization imeducation ~

Circumsribed “within prevailing and quasi-predictable conditions,
bargainingl in higher education beyond the current types is not to be
casuaffy dismissed. ' '

Genebal Contraqt-Content _
-/ “Whdn e éxtract the substance from the pool of contracts current in
higher edgéati n, there are in excess of 315 different areas that have been
negotiated”. This pool is reducible to eight general topics: contract

management,, . governance, academic, cconomic benefits, insurance, .

“benefits, leave benefits, working conditions and general contract.items.

In a different,conceptual light, we ‘may view. the items under.the general .

" category of power gqualization and its subsidiary concept, protectionism. "

Power equalization. The drive for countervailing power is a direct

résparr hy those Subject to the power:-of monopolistic conditions,
Altho ¢ will use the concept in a setting different from the economic
migsketfilgge, John Kenneth Galbraith cast the basic notion in the follow- .

* B |

To beMH with a broad und ‘somewhat ‘too dogmatically -stated "
* .+ .proposition, private economic power is held in check by the
. counfervailing power of those who are subject to it. The first begets
the second.*The long trend toward concentration of industrial*
enterprises in the hands of a relatively few firms has brought-intb

existence not oply strong sellers, as economists have supposed, but -

. also strong buyers as they have failed to see. The two develop
,%,pgc!her‘ not in precise step but in such a manner that there can be
%0 doubt that-the dne i$ in response to the other.”

T

Faculties long have had a power position inferior to that of the ad-
ministration. The traditional governance mechanisms based on the no-
tion of shared authority did not in reality provide a power equalizing
situation. As Cavan pointed out, the, sharing was more an illusion con-
trolled by the administration. ) :

There has been_a well documented shift in institutional conditions
over the past two' years. Fewer faculty positions are available, with the
trend to continue for a number of years. A study of faculty needs and,
supply by Balderston and Radner shows a decline of considerablé
magnitude in the demand for new Ph.D.'s." On the observational level
and except'for 4 comparatively few areas, the job market is very tight. A
long term trend toward reduced enrollment rates and eventually absolute

73

f 82

i

&

2



~.numbers, tightér financing and similar conditions have been projected,
“Saigries are not. increasing as. they had in the recent past, B :

.. Retrenchment is becoming not only a spectre but a:fact of life.. Dur-. i
imgThe past eighteen.months a number of reports have surfaced detailing s
_.. faculty and progesm’cutba [t has reached the point that retrenchment -
- clauses are gntering collective bargaining contracts." Generally speaking, -
the clauses spell out the criteria for selecting who shall be let go, the dura-
tion a reduced or eliminated program must remain that way, and, given
.°, .. better ecomomic conditions, the-criteria for returning faculty.... - .
%+ Other factdrs culd be ‘sét out, hut suffice it now to indicate that'the -~ °
prevailing cenditions in: higher ‘education appear to cause faculty .to -

-become ¢ local and survival oriented and to display a greater concern - il
T Tor th ' ' i | —

¢

tl mmediate institutional conditions. The realization is growing " ..
“that where one is is likely to be where one will be. Recently there has bpen . .-
;- No real: competitive institutional search for faculty. The power o@r',
777 employment conditions had béen‘rising for the administration. They had
: -~ become moré powerful in setting salgries, increasing workload .and ‘the. -
- 'like. Given the overproduction of Ph.D.'s in many academic areas,.the -
__ . decline in the number of faculty openings, and the general financial dif- .
. ficulties encasing institutions, an'administrative monopolistic condition .
" _has" been developing. Armed with collective bargaining, faculties are = -
" attempting to obtain a tool to equalize the power of the administration. | .-
Gollective-action is-far-more powerful than individial action and, with -
_recourse 1o the strike,’the power. tool is available to enforce collectjve --
judgment . . : ; o o e
‘ _ National bdrgaining agents, such as the National Education
- -“Association, the: American Federation of*Labor, "and now - even’ the
" . American Association of University Professors, are actively unionizing. ;
~* “campuses, Much of their literature prior to organization elections plays .
upon the economic, control and security concerns of faculty members, 5o
"*Ta get' and to'hold" is a stronger argument:for faculty involvement in .
* unionism than-are lofty professional ethics to a relatively weak shared.
authority position. It has been demonstrated by rearly 200 contracts that
the drive to achieve countervailing power for unionized faculties can ob-
lain ends unattainable thfough shared authogs¥. The gdins may not bé
without long term lossesyas I believe they myft be, but in the euphoriaof
the gains the faculties are quite satisfied with the results of the power
-equalization. movement. S o i
Power’ equalization with the institutional administration is ‘one - .
thing; with state ‘government it may prove to.be another: According to
" _the Galbraith. statement above, | would judge that the faculties should -
- acquire sufficient power to equalize the executive branch bargaining unit

. power. That test is ye{ to occur. B NP
PRI \xfigmight’.wishftg. assert, -then, - that - the-stipulations -in- faculty- - ===
dministration agreemgpl¥ are the results and the terms of a power

R ééuali;;tic‘;n process. And, further, having gained S$ome of the means to

g
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..ticles, .are_subject to.annual renegotiation. - .. ... oo
to control, in the conceptof -

e
.ow

£ oy ‘ .

— i = N P . ,.i 7: ! .I.. ',V x . . Co
- Protectionism. Contracts exist to predict future states.of affairs and

-to govern the relations and conditions of the parties on,_an immediate

. -balance pawer with power, faculty are »un’!ikely,ta'sufrende! what they - -

basis=It-is 'heldath’at;main’agemenLand;fa@uhy;'mare!effcgtif\.rg!yadcltérmint;;@;_;..;_;

‘the€ourse of institutional affairs when they are awaré of the reciprocal -

- nature af their roles as those affairs unfold. To aid in long-term control
_of planning, programs, and similar ‘matters, management opts for the
- "long term contract. Faculty choose the short term contract in order to in-
- crease their positions under changing circumstances. The compromise is
~a short multiple year contract in which certain articles, but only those ar- .

" The future states of affairs faculties seek 7  concept
countervailing power, become more extensive each year. Management,

«on the other hand, in iis response to the initiative of faculty bargaining, ~ . -

has increased not only the firmness of its responses to faculty wants, but

now initiates an increasing number of’its own demagéls; Among those

. demands is one considered an anathema to faculty bargaining units: the

right to renegotiate on terms more favorable to management contract

~gains previously won by faculty. Since the'faculty unit has a history of . "

reopening articles to-increase its own scope, management secks the quid

pro_quo.

_.#__(about 30% from 197210 1973). In the course of ti

_stake, then attempt through negotiations tTrebtain a contract statement

blue collar unionisin: only what is at stake differs. o
~ We have identified in the pool of higher education contracts 29items

to protect that want. This is no different from 'the intent and ‘process of: .

‘concerning contract managément, 83 governance items, 54 academic '

items, 23 economic benefits, 18 ‘types of insuranck benefits, 30_types of
leaves, 27 general working conditions ‘areas and 39. areas we label -

~ “General™." Each area répregents a territory that in some way is valued-
by one or both sides of the bargaining table. They are areas of potential

_“~confrontation in which, generally speaking,:faculty want, more and
.. management wants to give less. In effect, collective bargaining helps both
“sitles to carve out and bind by contractual duration, with the power of ..
- legal enforéement, an increasing number of domains to be protected and

expanded. Through the present time the faculty has been more successful
in stating-and protecting domains than has been. the:administration.
As we have seen, once begun, collective bargaining is an irreversible.
process. In its short history in higher. education; each succeeding year
"finds more institutions with collective’ bargainjng contracts

year the list of contract items, which.we may call domains,

. g N
increases’

and woof of higher education may. be come so stylized that its reduced
imability in the-face of change requirements may severely hamper the in-

+ stitutional ability to- adjust. :

e so much of the'warp-

. What'we are seeing in higher f;dil atip nﬁs’.’"thé’fﬁéti&nﬁﬁéﬁit)ﬁi‘ial%
~ imperatives, Management and faculty.idd{tify areas in which they have a.

ith each -« '
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FdGLl]tlES thE mltmtcd unmmsm in hlgher education as a dewce 10

obtain conditions unavailable to them through traditional goygrnance._',
mechanisms’ gnd to alleviate what is to them the adversities.in the ad-""~

ministrative power structure, At one level of generality the redistributios
-of- actwcauthcrlty in-domains-beyond the kenoftop: ‘Ievel-administratio

_into 'the ‘three ‘branches of -government. likely will conmbuté tfﬁﬁhc‘
. reshaping.of American: higher education,

‘Faculty unionism politicizes the professoriate along issue Imcs only
remotcly consonant with values underlying institutional existence, It will
become altogether too clear that:the content of bargained: contracts
resolves not to the elevation of or even the protection of teaching,

oo research,.and.service; rather, the resolution. will_be_to the. protection. of_;__..;,___..:.

" self-interests not even tenuously related to mstltutmnal goals, Should this’

become an- orgimzauonal steady state, as it appears-it.will, conflicts must
inevitably;
These will act as a depressant on thednternal mqtnuuonal conditions con-
‘ducive to the freedoms faculty must maintajn ;md exercise in order to
fulfill their professional and Societal obligations. '

In a different.vein, militant faculty unionism may cc:mpél Boards-nf-

. Trustees, now edging toward a kind of counter activism, to accelerate
. that movement. Pcrhﬂps public education, in $0 many ways the precursor

rise_within the system, . and in_its. boundary transactions. _ . -

¢

) nf' dc:vulnpmem% in hlg,her Lducatmn may bE mslrucuve Bﬂsrds of '

much more active in gdmlmstt‘:rmg not cmly the terms of thg dgréﬁmems
.but also the-zones of control.reserved: beyond. the agreement. :School -
“*superintendents are being by-passed simply because the power of the -

teacher bargmmng unit is directed at -the power of the Board of

Education: ggwer is directed at power.and- power is responding. to .- -

power, In théi®response to faculty power, Boards are ‘withdrawing some

of the control of I'unctmns they had prgvmuﬁly delégated to theu‘ ad- - .

. ministrators.

" The same sequence of events well Fﬂay transplre in hlgher educatmn
The Basic phenomenon i3 conceptually similar enough to warrant the
* belief that the role of the president will be refined.by the power vs. power
contest in the real centers where that power resides—teacher units and
Boards. Beyond whatever decrement. of administrative subordination

- this may bring, that problem will be compounded by the fact.that Boards |, -
of Trustees generally are political appointees. Indirectly, then, the power -

shift will-drift mare and more into the external political arena. This is-of

paramount, lmpdrtanns For the restructuring of higher educition along

-increasingly political. lines will vastly fuel the probability of a kind of

institutiondl- governmental socmhsrﬂ destructive of academlc- fl'EEﬂDFﬂ. e
--and thus. of institutional freedom. © . *0 L D
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. ‘Harold 1. Goodwin and Jolin O. Andes, Collective Bargaining in Higher

- Publications, 1972).

" - Education: ‘Contract Contenit—1972 (Morgantown: West Virginia uhivarsity'

T

- has goncluded a contract,

?ﬁziﬂ}*-ﬁﬁh;fsdﬁﬂyezlaﬁepxg.wf;!!tt:!\!@!i@!!ﬂ,’ Labor Relations Board, pp: 178

:“We maintain annual correspondence with every college and university that

[ uded a c ict, Is negotiating-a contract-or is éven reported- to have

2" . had a representation election. In the very small‘niimber of non-returns to our . °.
: . hag.a rep Y : .

written requests for contracts (2-3.percent), institutional presidents are called for... -~

* - a verbal report, We are aided in this sear
NEA and AFT, © | v 0L
- __3Sherri.Cavan, “Aris{ocratic Worker

LF

| by. the generous help of the AAUP, - - -

in. Arlene Danicls (Ed), Academics ‘

R b By
on the Line (San Francisco:’ Jossey-Bass Inc,, 1970), pp. 179-180.
" *E.D. Duryea and Robert §. Fisk, “Impact of Unionism on ‘Governance”,
. imDyckman W, Vermilye (Ed.), The Expanded Campus (San Francisco: Jossey- g
¢ Bass Ines, 1973), pp. 105-106.. ¥, S ]

*We should Féim out that'tea
* the union model for faculty-admnis _
National Education Associationshiftdd grounds only after it became apparent to’

cher: ar:n!iy orgarnizations, long have resisted -
isteatjon interfacing to achieve objectives, The

“ the leadership thatthe' American Fedération of Teachers (AFL-CIO) was win- . .

“ning the represeéntation elections-and the, memberships. Similarly, the American
Association of University Proféssorschas shifted ground, despite its official posi-

" tion on unionism and shared auth
tracts increased more than 150 per 3 3
early AAUP contracts differed considerably from AFT and. NEA ones, the
differences have closed considerably over the past year. o e

#. The number of AAUP-negotiated con- -~ -
tfrom July 6f1972-to-July of 1973:-While ——

- 1S¢e Robert Carr and Daniel VanEyck, Collective Bargairiihg ,i?ﬂmés to the

- 5. Campus foga finé account of the introd
- education. .-

* *A system contract is dzl‘{d as, one covering all the individual institutions

operating under a single govelging board.
~ » ' *Goodwin and Andes, op clr. [~ . T :
‘ . fohn Kenneth Galbraith, American Capitalism: -The Concepl of Counier-

uction of collective bargaining to higher -

" vailing Power (Bostgn: Houghton ‘Mifflin Company, Sentry Edition, 1956). pp.

B9, . o : . ] . .
' - "F. E. Baldersfon and Roy Radner, Acac{!émigj’pema'rgdfér New Ph.D's in

1970-1980: Its . Séhsitivity - 10~ Alternative  Policies (Berkeley: University of .

" . California. Ford Grant §680-0267A, 1971)." -
1Goodwin and Andes, ap cil. . . e .
"The trend i§ to try to avoid strikes through binding arbitration, A-fairly
strong case can be made to justify the belief that arbitration results favor the

faculty. Faculties seek more; and the “more™ results in a loss for the administra- °
tion. In this sense arbitration serves the purpose of the strike, although perhaps -

less, well.

“HGoodwin and Andes, op il '
= [% B : - X
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Charzges in Faculty Status arzd
Responszbzlzty " ;

Recent Cc)urt Deczm:rzs

Vu‘:mr G. Rosenblum is the ﬁ:rmer presndem Df Reed A
College and currently Director of the Program in ‘Law"
and the Social Smcnces orthwestern rUnwermy

A—rr————thonl -of-Laws————ff— = e = ’

Recent court de:lsmm bﬂarmg on ths academic world have moated
(though not muted) the debate over whether judicial scrutiny of the ¢am- -
pus would be harmful-or beneficial. The debate over desirability goes on;
but,the legal reality is that *“benign neglect” of the campus by the ,

- judlclary has ended -irrevocably. Assumptions or hopes that the ‘Burger

Court might restore a judicial “*hands off"* policy have proven entirely .

"unwarranted. Instead, broader utilization.of the free speech and due: ,

process components of the Fourteenth Amandment's umbrella of protec-

*tion have had significant lmpact on thﬂ status and rcsponsxbllmes Qf Lo

This is not, of couirse, to say that all or any'legal chsllcngzs are llkely '

' ) fjulty .members.

. by, and must be argued seriously before the courts. Campus-disputesare " - -,
. no longer the exclusive province of college or university officials wh
: ,prewously could proclaim, a la the late President Truman, that “the buck

be s"uecessf‘ul The central point is not that litigiousness results in vic-
tdry for the claimant, but that légal actions are now customarily accep‘ted-r

stops here.” From standpoints of finance, emotions, time, and energy, ~

lhe costs Df htlgatlon are mvanably hﬁaﬁy on all SldES and the Substanuvevfﬁ_,ﬁ,,,,

""" K R
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" legal counsel are prone to flounder of blunider when academic-problems
abquire legal dimensions. - : S -

- Recent Decisions and Implications S L

he1inosr—ap’propfiateicases;wit_h-Whichio:begin.an@}ff '

] “of.current.:
judicial impact on the faculty are the Roth anid Sindermann cases '
.-by the United States Supremé Court in 1972, Among othgy reasons for
their primacy was the rejection by Justice’ Stewart, who wrote the =~
opinions, of the traditional right-privilege dichotomy that had impaired - .
. . “redress for abuses against public employees. The early.view that employ- - -
.~ " ment was a privilege, and that employees had no rights in the absence of
_._formal..contractual provisions_specifically:conferring ! : made
academic employees dependent wholly. upon the m ence. and
beneficenice of administrators until the Supreme Court began to veer

.. from this_restrictive view in the 1950's. Not until the Roth decision, "~
however, dig the justices plact a tombstone over the grave of the doctine
. that empldyment ‘was a privilege rather than a right. A major conse-_
quence of formal abandonment of the distinction was the energizing of
actions in behalf of faculty members’ protectable interests in property = .
.and liberty. -, o L . I P
Roth.and Sindermann.were non-tenured faculty members- who:

,,,,, sought redress in the courts when they wére not reappointed. Both had

‘been denied hearings by campus officials i explanation~of their-non="
.~ - reappointment. Roth had been rfamed to’ an assistant professogship of - ..
political science:at Wisconsin Stiite University in Oshkosh for one year in
"1968. 1n accordance with the school’s rules, the President informed him -

- _before February 1,-1969 that he would not be rehired for the following
. .academic year. No reasons were given for the decision and no opportuni- -
“ty-was-given to challenge it. Sindermann -had become an untenured
professor of political dnd social science at Odessa Junior College in Texas

*in 1965. Employed -under “a series of one-year contracts - for four,
successive years, he was notified in the ‘course of the 1968469 ‘academic -
year that he would not be given a new contract for the following year. . -

.. There was a major difference in the facts between the Roth and = ., :
Sindermann situations- The, former had taught only one year at the .
dchool and no reasons at all were offered, in.explanation of the refusal to

refew at all were offered in explanation of the refusal to renew his con*
tract: “The latter- had: taught at higinstitution for four years, and the -
Board of Regents issued a préss release at the time of nonrerigwal alleging . ~

. that Sindermann had defied adminjstrative authorities by attending com-

" - mittee meetings.of the state legislature after school officials had explicitly

‘refused to permit him'to leave his classes to. attend such sessions in his -

- "capacity as president of the Texas Junior College Teachers Associatiog.

i Roth lost in-the Supreme Court; Sindermann won. As author of the

-

opinion-in the two cases,  Justice Stewart focused in Roth ol the legal 7,

‘arguments that excluded the professor’s case from constitutional -protec-

tigni while in Sindermann,-he dwelt on the factors warranting inclusion of

Q
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‘‘nén-tenured -teachers within protected constitutional boundaries. The:
test stressed in both cases was of “the nature of the interest. at stake.” * .
~..With ‘reference to Roth, Stewart concluded that 'one cannot. claim- -~
deprivation of liberty or property when' he simply is not re-hiréd in one
job.and.remains as.free-as-before o-seck-another-No-charges-had-been
- made agdinst Roth nor any regulation invoked that-might bar him from
-, other academic employment. Roth was found to ‘have . had only - “an .-
; -abstract concern” in reappointment rather than a legitimate claim, In =~ -
~Sindermann on the other hand, there was a genuine dispute as to'whether = .
-~ Sindermann’s contract' was .not renewed because of his. exercise of. free. . -
* speech. Furthermoré, given Sindermann’s four previous years of teaching
at_the_school and_rehiring. practices. customrily -followed- by its - ofe- i’
T ficials—possibly tantamount to a de facto’tenure program—-Sindermann - .
.. was.entitled to'a formal opportunity to prove the legitimacy of his claim. :
# - - Itis’clear, in short, that the judicial system. is available to protect . -
-+ - faculty members in state supported institutions, whether or not they have
- tenure; if their employmelit status has been altered in derogation of their -
constitttional interests-inTiberty or property..On the other hand, faculty .
-members without:substantial evidence to. back up-allegations that non-

. reappointment. was punishrgent for “assertion of their constitutional :
-rights are likely to fare as bl;glaly as ‘Roth. Several lower court detislons - = -
since the Suprem e Court’s rulings in 1972 attest to the continuing vitality .-
of the new rule, Lo NS U

. .- The Courtof Appeals for the Seventh Circuit rules in Clark v.- ,

- Holmes late'in 1972, for example, that.a nontenured state college teacher. - *
does not have theé right to disregard the judgment of superigrs about the™
proper content ofa health course assigned to him. There was no depriva- -
tion of due process or of the instructor’s First Amendment rights-when., . -
_he was denied reappointment without a hearing or statemzﬁtfgf reasons
under such circumstances. The U.S. Supreme Court declines to review
the cage. ~ . - o I el L, I

- At the other end of the d‘ecis&mél spectriim; the policy of the regents * -

~ of the University of«California that prohibited Ezmbers"of the Com- -

munist Party. from serving on the faculty by reason of their afleged lack .~
of academic integrity and opposition to academic freedom was declared

. unconstitutional by the California courts in Regents.v. Karst. The staté's -
effort to have the U.S. Supreme Court review whether Communists. can -
be excluded was rejected at the beginning of the October 1972 term.: . °
.. In an application of the Roth and Sindermann criteria to a.college

- president, the same 1.8, Court of Appeals that decided against the facul-
ty member who altered the health course. curriculum ruled in Junior

College District Board v. Hostrop that the circulation of a memorandum
by the president that could disrupt- his- working relationship with his’ .
........board was within the First Amendmen(’s protection of free speech-Since: -~ -+
' " protected interests were involved, the president must be accorded " . - .
.~ procedural due process. Thus, before he could be discharged, the presi- -
. . -dent-was entitled t6 notice of charges against him, as well as a Hearing

W
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" béfore dn impartial tribunal at which he could confront evidencé andpre- .
sent witnesses. The Supreme Court again denied certiorari; R
; Thejpalpab!g'messageiéf these recent.court decisions is:that overt,

or | n the paft of administrators in dealing with
faculty;-of‘even-on-thegg 1§F’trust§§sin‘=d,eal—ing;;w’ithﬁpresidents,ﬁ;iiﬂ
. longer considered a purely internal matter that'lies beyond the pale &f .
- judicial scrutiny. Reluctant as judges may be to intrude upon campus
mores and idiosyncracies, they will do so’to protect demonstrated in- . .
terests in liberty or property that are jeopardized by official acts. As-a -

. result, accountability is heighténed and an enforceable aura of academic

- Reldted-Decisions and Their Implications

#.

" freedom established for the nontenured faculty member vis-a-vis thead- '

-~ -ministration, paralleling in basic respects the hard-won contractual rights .

_of tenured faculty. - ! e

" sidetracked by preoccupatior with in loco parentis dimensions of campus "
life has been rendered by the Supreme Court in three recént cases ac-

- cordifig students constitutional protection for their rights of association,
speech and residential mobility. Healy v. James in 1972 and Papish v.
University of Missouri-and Viandisv. Kline in 1973 attest to the demise of

[

“we. know what's bestfor them’. as. sufficient justification for ad- .-~

~less direct but no leé'sl’"si'gniﬁcam'}'assist to’ fa’::&ty”m,ﬂilﬁb,er's

~ “ministrative edicts of bias. . s

* - Supreme Court reversed decisions of the lower federal courts to rule that | S

sifative =0t . Lo e '
* The Healy case was particularly ‘significant because a unanimous
the, standard  of burden of proof applies rio differently to. university

relationships than to any other realm of law. If the university wished to’

. ban achapter of Students.for a Democratic Society from its campus, it

_ could only do so by presenting evidence that the members of the pro- =~

- posed chapter would refuse or otherwise fail to comply with proper un- -

“iversity regulations. The university could not assume or,imply such mis-

_ behavior from previous conduct of SDS chapters- elsewhere; .and it
emphatically could not shift the burden of proof to the organizers of the -
new chapter to show that they would comply with the school's rules.

“~ Justice Powell’s remarks about the academic community and the First

"~ Amendment are especially worthy of note: -

As the case involves delicate’issues concerning the academic com-_
munity; we approach our task with special cautjon, recognizing the
mutual interest of students, faculty members and administrators in "
an _environment  free from disruptive interference with -the

. éducational process. We are also mindful.of the equally significant -
interest in the widest latitude for free expression and debate conso- .
compete, the First Amendment, madé binding on the states by the
Fourteenth Amendmientstrikes the required balance. R

LBl Ty
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nant with the mairitendhce of order.-Where thesé-interests appear-to —--— -’




~"The court described the college classroom as ¢ ‘peculiarly'the'marketplace. ™
.of ideas’ and had'no hésitation “in reaffirming this nation’s dedication . "
_ to safeguarding academic freedom.” ™ e
> The Papish case cbncerntd the expulsion of a graduate student at the
~University-of*Missouri on campus a newspaper “‘con
- taining forms of indecent speech” n of #fe school's by-laws. :
= The particular .issue_of .the Free Press Underground -had reprinted a ~
- political cartoon from another paper depicting’ policenien raping the -
.+ Statue of Liberty and also contained an article discusing in salty language =
- -the trial and acquittal on an assult charge of a youth who was amember ..
"vof -an organization known . as “Up Against the Wall,
- M=== i-f' == I
- "violated stated that stu
- in"a‘'mdnner compatible with the University's functions and missions as
-.an educational institution. Explicit examples of condiict that would con-
‘travene the obligation were “indecent conduct or speech.” Followinga .
.- hearing before the Universify’s Student Conduct Comnmittee, Miss Pap-~ .
{ish-was ordered dismissed-from the University. She exhausted her ad- . - 4
. ministrative reviewgprocedures ‘within’the institution, and the dismissal -
“order was affirmed. The. FedaF%l,Distﬁct Court ‘and U.S: Court of *
Appeals for the Eighth Circuit sustained the University's. decisions. The -

'~ The ‘by-law -Miss-Papish~was“found: tG “have” ="
dents assume an-obligation to'condudt themselves

Supreme Court reversed_it_by a 6-3 vbte. : .
. Invoking the Sindermann and Healy cases, the majority proclaimed o

.- tha®*"the mere dissemination of idéas—no matter how offensive togood -

_taste—on a state university campus ‘may not be shut off-in the name
alone -of *‘conventions of decency.” The. University wds ofdered to
reinstate the student in the absence of valid academic reasons for exciu-

. sion. Justices Burger,. Blackmun and Rehnquist dissented, contending -
~that since the ‘state- university, as an establishment for the purpose of - -
= “educating the state’s young people, is supported by tax revenues from the .

o state’s citizens, the “‘notion that thé officials lawfully charged with the -~ -

governance of the university have so little,control over the environment

for which they' are responsible that they may: n"o&event the public dis-:

tribution of a newspaper on campus which ained the language .
described in the Court’s opinion is quite unacceplable.” The dissenters - ‘
:.also warned that if the Systém of tax supported-public universities is to".. . -
- thrive, they must have something more than grudging support from tax- -
“payers and legislators. Those who finance the system miust be able to ex- .
. ercise-*'a modicum of control™ over it lest their disefichantment “reach

such’a point that they doubt the game is worth the candle.”. The bitter .
critique by the minority. of :the majority’s’conclusion notwithstanding,

m
W

-+ . the rule of the'tase stresses*thatfﬁ'bfstate college or university can any -
* - longer claim any form of immunity @%m the sweep of the First Amend- ,

ment,

" Constitutional Rights : : 7
In the Vlandis case, _d::eidedfin June 1973, the Supreme Court in-
91 |
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™ validated, as a violation of the due process clause, a state’s establishment .- -7~
‘of a permanent and irrebuttable presumption of nonresidence for -

legal address was outside the state at the time of applica- -~ * ¥
ion, In his opinion for the majority in this 6-3 case, Justi C

~*. students whose

7T stewart noted th fute {ifig permanent irrebuttable presump
‘2« tions have lorig.been disfavored under the Due Process Clause of -the - -

7" ‘Fifth and Folrteenth Amendments.”While not objecting to Connect-" ..

- Jeut's goal to equalize. the ¢ost of public higher education between
. residents and nonresidents of the_state,. Stewart pointed out that
- "Connecticut’s conclusive presumption of ‘nonresidence, “instead of en-

that on‘\{ji its bona fide residents receive their full subsidy, ensures

“~that certain of|its:bona fide residents, such as the appellees, do not receive ......
their full subsidyand can never do- so while they remain students,”

: . Justices Rehnquist, Burger and: Douglas dissented, criticizing the in- .

== -2+ ~yalidation-of €oriitecticut’s presémption of nonresidéncy.as “inconsis- . ___." .

tent with doctrines of-substantive due process that have obtained in this -
Court for. af least-a decade.” Furthermore, they felt the state’s tujtion

policy ‘shiould not be subjected to strict constitutional ‘scrutiny since a
4 ~ constitutional interest.*“truly worthy of the standard’! was not involved.
= .. Conclusive presumptions about residence, ' discharging - student
; over vile language, and shifting the burden of proof .to proponents of - -
~—campus-recognition-instead-o f requiring opponents to bear it have a com-
- mon theme of arbitrariness in‘campus affairs that the courts will no - . _
- longer dpprove or ignort. In recognizing the propriety,-if not the in- .- -~
“-digpensability, of due.process and First Amendment rights on campus, -
the courts Have strengthened faculty incentives to focus on their teaching, -
~ /- _research, and curriculum development, Creative energies need notbe dis- ..
./ sipated in prolonged internal battles over nonacademic.policy. issues . .
/. when courts stand aready to enjoin arbitrary actions.’ .. " . S
' *The changes in judicial readiness to intervene in campus disputes -
when constitutional rights are involved have been lirhited to instances in
“which state action is present. Purely private activities are not subject for-
mally to prohibition on -constitutional gounds even when overtly
" .violative of free speech or due process. Despite aruments by prominent
“. members of the academic community that the functions of private higher
= ... education are essentially “public” and, conisequently, that constitutional .
' standards of . propriety. should . be applied to them, the judicial fact:
rernains that relationships between the state and any private institution . -,
must be extepstve and pervisive before the cou s will view the private in- -
<stitiition's”Actions as tantamount to_those of the state for purposes of e
" " applyipf constitutional limitatigu%‘(jaﬁs involving Columbia Universi- =~
-y, Mfred University, and Brooklyp'.Law School have re-affirmed the -~ .
: leggl dichotomy “between public ‘and private schools, The last of these, .
- debided in*1973 by the same U8 Court of Appeals thgﬁdispai&d_ ofthe. =. -
'Alfred case, reiterated the judges’ reluctance to bend formal legal di‘gtiﬁ’ca S
“tions between state and private action before the winds ofteconpmic sub--
sidy, At the same time, the ‘court recognized the complexity of the -

s
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p}ﬁblerﬁ and t o
“'A Federal Dist fct Cﬂurtjudge who had farmerly been 4 Columbmﬁ Lo
- Law Schc:ol pmfesmr ruled in Grossner v. Trustes.s af C almnbm Universi- -

Umversny dperated pursu..mt to contract wnth the- qtate (whlch was de-sm-
*ed subject to state action limitations under- the constitution) and th:» L
- Umversnty prlvate sector”.in which state aid was not 50 dpmmam o
--as-to -warrant-the- canclu%mn *that the state-is: mt:rely -utilizing private STt
trustees to administer a state activity,”
The basic question-in Grafton v. Brmkiyn Lﬂw Schgﬂl was whetheriv .
_.the. presence of more substaritial state”aid. than in-Powe v, Miles, along — "
w1th regulations established by the New York- Cqurt ﬂprpeals govern-
: , " ing the curriculum necessary to qu;thfy a student to take the state bar.
:.examination, reached the judiéiary’s criteria for equating the institution’s -
.7- - actions with.state action: Judge Friendly concluded that l}élther the grant
~ of property by. the state'to assist.the construction of a private educational
facility'nor the making of an outright financial grant that amountsfo a'
fraction of the actual cost of granting.a aegrea rnal-;es,thejghgguhe agem&
. of the'state. The court appeared, nonetheless, to sanctioh a two- tiered ap- =+
e proa;h to state action: While ackn?wlsdgmg that-discriminiation on the -~ - °
' basis ‘of race by a private school receiving the state assistance granted
. here mlght be cgnsmutlonally impermissible, Judge Friendly held that
_the same limited involvement of the state. does not make the school’s ac-
tions rise to the level of state action WhEﬂ thgy are alleged to aﬂ'n:mt other .
constitutional rights.
" This judicial formulation of & new. dlchotumy betwef;n degrees of -
state involvement required to invalidate as state action discriminatory
©and’ deprivational acts of otherwise private schools is in no sense precise.-
In recogniaing -the™ pmblam and- attempung a pragmatic solution, -
however, the court-remir 5 us that the law pere mally must differentiate -
among ‘seemingly similat inequities of b&havior ‘and that judges have .
found. dnd continué to find legal ways to restrain or invalidate actions,
private as-well as public, that outrage: the human sense of justice.. |
Even'while reaffirming the separation of public from private school
_ Eﬂn‘i[ltutand] #grountability, the court in the Brooklyn Law School case
implicitly cautions private school authorities to steer clear of arbitrary -~ .z
\u tions lest they compel judicial cdrrectives. Thus, any private school of- S
ficials who feel they can ﬁaunt thei _tradltmnal ‘immunity from con-:
‘stitutional accountability by explicit incursions into rights protected =
o - against state action are likely to hasten expansion- of- the tier of the state .-
——77 ' actiog concept recognized as appllcable to racially dlscnmmatﬂry prac-
' ticem private institutions receiving state funds. At the same time; any.
pn\mtf: schuul f;u:ulty members who fegl thay ‘can automatn:ally receive

=
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S S«f ia ’gmtection équivalent to that ‘available to state school staffs will -~ %+
- imposé unfair burdens on their resources and morale unfless they'aread- - .~
. dicted to enlightenment through failure.. - O T
= nshort,caltough-judici 1l:sert
monplace, it functions’ neither+as p
~should be viewed by all who are part of cam) f
" first, -resort. Full utilization -of internal remedies s
4. seeking court intervention, since they ‘might obvi
© " court action and would, in-any event, be required b
- condition: precedent to taking jurisdiction. .. . *
i The Future - of- Faculty. R ights.and_Responsi
. What auguts for faculty status and respons
: - o behave as depicted in the preceding pages%As sugg
- “sion of recent cases involvi ng-student rights, I expect one outcomé to b

less need for faclilty involvement in in loco parentis- and_other. non:

~ teaching or. non-curricular issues. In similar. vein, the readine
1o redress grievances over nonrerigwal or digmissal for th
First or Fourteerith Amendment_rights t te sct 1Sl
v ‘produice greater incentive and opportunity for faculty mgmbr:
. #'t teaching, résearch, and ¢ irriculum matters. The greater the potentiali-- -
—————ty-ofj ’_dicia’l_:inter:vention;to;tedtﬁs&éthittaty;agjgrjn’s’.._,t,he less likelythe .
- commission of such actions and the more likely thepriority alloeation of *
. faculty time and energy to the acddemic needs of the school: Courts-have_. -
. shown no interest"in entering disputes over academic: requirements or -
programs. Intra-faculty practic s and relationships, as,well as'the con: .
" tents and diregtion of curricula, stand out as predominant areas of facul- ..
i ty responsibility calling for equitable, expert attention by academicians '
_eommitteed to careers of intellectual creativity. S N
" Sorne prototypes:of intra-faculty issues that must be resolved if basic
. responsibilities- of faculties aré’to be met concern ‘responsiveness 1o’ - J
' abuses of tenure and, to problems of change in-the age, sex, race.and
- economic dimensions of teaching staffs. ot
e " In defense of tenure, | have argued in the past that if cohspiracies of
o silence protect the once-distinguished faculty memper, who Has become -
’ ‘professionally incompetent: because of alcoholism, family problems, en-
croaching senility or sheer indifference, that poses a problem for the in-.
~tegrity of internal governance of.the institution rather than for the validi-
“ty of thé conception of tenure. What are the means for protecting the in-
_tegrity .of internal governance? The first step is to acknowledge that .
- academic integrity is at stake in the way we-construe tenure.. Too often ~ -~ &
.. there_are:glaring anomalies between the meticulous standards we es-
tablish for granting tenure and the shoddy practices we tolerate on the - :
—=“patt “of “some -faculty: members-once- they-have ‘achieved..that ‘exalted . . -
- Thesimple truth.is that many- faculties and administrations have: .
. rconfused the procedural.protections accorded by tenure with irrevocable G '
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-~ 'substantive prohibitions on rec uiring continuing competence. In essence, -
- they have at times-transformed the tenure. systém into an_academic
nce performed, entitles its beneficiary to flout and dis-
of excellence that war anted:tenure_in:the first.pla
: standards of performance should be required of persons’
- aspiring to permanenge but not of those who have achieved it would be =~
- considered unconscionable. as an academic creed; ‘it is even more out- -
o s, however, when, with silence and . impunity, it' becomes an - -
~acekpted practice, R T S oo D
-7 l-am not advocating application of rigid, officious rules to.anyone,
- The faculty member, regardtess of rankor tenure whose health fails or
—s:zo-who- \:xperiéncese—a:traumatic'"ar"o’ther"téﬁipotaﬂ, y debilitating episod
- should be able to count on understanding and support by colleagues, But
~the faculty member who chronically fails to show-up for scheduled office .
"..-hours or.committee meetings or-who ‘inflicts-on students unrevised lec- =~
tures and syllabi year after year shotild not be entitled to invoke tenure as
a form of “executive privilege" elevating him beyond accountability,
Conscientiousness and professional competence of the tenured faculty . . -
- member should be factors not only in annual salary reviews but in peer
_ evaluations of whether minimal standards'for retaining one's position age
_ .being met. Institutionalization of evaluation and review for tenureg¥as
- well as nonﬂenuted;hembéxfsfo,fitheéacademic{cmmunitr\;gu!dj’ o
sense-denigrate the necessary protection of tenure rules, but if would pre- -
vent equation of tenure with the notion that “the-king can do no wrong,” .. - ;
" Another potential’ consequence -of "protecting - the integrity of
.- academic governance in this way would be the ability to confront more .
. creatively and realistically. the problems of compulsory retirement; We™ -’
. are all aware that some faculty members act as'though they have retired
* long before they. reach official retirement age, On the other hand, many.” .
- professors retain their vigor and inspiration well inito their seventies and "’
‘eightics. The standard excuse given for uniform compulsory retirement is
that, there is no equitable way to differentiate between those professors
who should continue actively to teach and those who should not. Regular

.. .. evaluations of the work of tenured faculty would eliminate this excuse " :
S and provide a fair basis for determining which professors. over the -
- school’s retirement .age should be asked actively to continue their work, .
Itis dysfunctional for schools priding themselves on, outstanding. :
teachirig ‘and ‘reséarch to lose the unique skills of certain. senior faculty
- members simply because they have reached a particular age. If any in-
stitution shou|d- be suspiciotis of purely quantitative devices for judg:
mient, it is the university.. Qualitative differentiations are essential to our
* . daily operations, and we should insist no less on them in making post:
retirement ‘decisions than we do in awarding ‘tenure. : .
il o |- WoUld-propose-the practices df-the U.S- courts foremulation. Th
- judges are not, of course, deprived of their right to retire on their pen-
». sions when they reach retirement Age. Should they wish to continue serv-
ing, however, (and most do) the chief judge of the court on which they

-
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~_sit- will -assign them to- cases in. accordance v
~ available time dand the.chief judge’s estimate of t
- "new assignménts, In this manner, sénior judges-of
“ourts:of-Appeals.have helped.the.federal judi
a burgeoning caseload; and retired Supreme Court

. ?Clark and Stanlgy Reéd, have presided over irhportan

" Itis time for the colleges and,universities to cease penil
-, --and their students by exiling .bedause of age some of
7 tingyished and respected professors. ST

" 5.+ In addition to facilitating creative utilization of profess

#,

-;';{f_-_ﬁ,;.-‘b;yond_.gfofrﬁal‘_r’etir;m_e'ﬂtAage‘,,i,nsl_im;_iaﬁsliz§;L§pféf‘
tion for. tenured -as* well as’ untenured. faculty ‘wo

~© members to feel, ‘and to-be, more participative in-decision-making. - .
o SUTVEYS of. fagulty attitudes: having indicated,generally. that.the junior =
R | feel thata o 7
7+ smill group of ténured professors has disproportionate power in décision. -
." . ’making, it behoovgs us to put.forth special efforts-to soli¢it viewpaints, =, =
- opinions- and evaluations.about all aspects’ of -academic’ policy - from -
“junior colleagues, + -, e w UL R

faculty niember is significantly more likely than the seniorito

RN

© a0 Some PGEEDU?ﬂppdiﬁtéd}}f&ﬂult}f pembers have observe
© that student protests of the late 60's led to advisory and consultative roles:”
- for students that l_capfroggec;l’6§3E'rfth'é§€'p“rﬁimlyjjerf0fmed;byfbegiﬂsf%‘—‘j
=ning faculty. In.a few. extreme instances, jupior faculty have heard,first -~ 1.0 -
". about the fate of their employment from students rather than from deans . -
‘or chairmen. Some junior faculty see thémselvescaught in.a vise b stween
' powerful senior faculty who make the promotién.and tenure degisions,”. - .~
* . and articulate, but not necessarily, objegtive, stadents who  comf IR
*can make or break more readily than they can speed or build the careers . - ey
e uc of cavil without em- -« ™%
. pirical foundation is to be expected everywher: his does'not reduce =~ . -
.+~ or refute the obligation of administrators and semor faculty to be certain - - wo i
' that- the dspirations and opinions c;»fjuniéﬁ- colleagies receive equalop- -~ .-
" portunity. with their-own for. expression aiid consideration. N
“ " <Additional Factors N S
%, " % In referring earlier to the problems:of change in age, sex, race.and -~ . .
-. .. economic dimensions of faculties, I deliberately joined the four factors. - * } o
- Religion rhight have been included some years agd, but significant ad-

- vances in religious heterogeneity of facalties have been achieved. The day.

" s long sinée past when trustees of a private institution might deny ap-. -
-~ pointment to%a faculty member whese religion was other than that of-the. . -~
% - founders of the paiticular gchdol on grounds that “‘we already have one **:-

. -of those-on the faculty.” The fact that such practices were far from un-- .. -/
o known as lateas the 1950’ 'hiz»\?'g_véfﬂshoutdfsenéitizs‘hrs to the possibility... > ..
© “of othet forms, of prejudite beclouding our judgments in appointments -~ -
- and promotions today. Such a pdssibility becomes-a]l the moreteal when :
“budgéts contract; for, -the acute Shrinkage ‘of, funds, especially after-a” .0 . '

7 P .
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Lie .Am ) , : +€s.1hal, Dy cor
n withithe 196869 academic year, the yriton of black faculty
increased from 2.2 tci_.l?%-’én%;hepmp_’ tian pf'women:from
0%.. Concomitantty with the ‘Abandonment’ of destruction’ of
> barriers,.fears -have--arisen—not- always. unjustified=—that
rse:discrimination against white: males would follow .the establist
fedboal agencies of: hiring guide lines designed to.increase the
on"of minorify groups and wonien among factilties; Some'major
ions, feeling threatened with cuit-offs of goverhment con
ts,.. succumbed 10 " the - transformation ‘of government
, jotas and proceeded to demonstrate;thi t
-~ tions tq fedéfal oversegrs by raiditg less pre WO
- colleges which had broken .raceaid. sex-barriers
. "quence, the proprtion of black and.female faculty diit
. .decreased during; the past'three years while it increased:slightly af th
universities. 0 s o T e R A S
.. =The problem of how to eliminate .old prejudices from. the fation
. campuses without adopting new. ones is as acute today as ever, Qf som
753,000 resporidents to the ACE questionnail ; slightly more than a-th
felt thete should. be preferential hiring for minority faculty at thejr-
1 stitations, presumably meaning that 2/3:are opposed invarying degree'to_
~~any such preferencé: Intéresting indicators of mobility and commitment
. .+~ ‘among academic-generations were the figures'showing that the fathers o
W7 42.9% pfsurveyed; faculty menbers did not:finish high school and that;:
although almost 70% felt. respect for the academic profession: has de-
7 creased over-thie las -twenty years, only 13.5% stated that they would not-
v choose academic careers if they had it to do over again; .- 0l
" The trouble with drawing-the inference from these data that what
»—ig#th’ee’ehiid_rg'gn'—othitt.—un_qnigradu‘;:i’_i_e;a_c:hiévedTarfﬁfrép'éa'féﬂ'u’i’tﬁénext i
- ‘.o generation by the ¢l dren of blacks'is that the vast expansion of+job.o
"+ " portunities in higher education-during the 1950’ and 60's came.to an
Aabrupt and seemingly permanent end in the:70's, The competition -for
-availablé faculty posts will be intense. Existing“faculties have the'respon
sibility -and eapacity to"assure fairness and equity in this competition.
"o Acsine qua-non-to equitable competition today is recognition that"
rarely, if ever; Have we had it in the'past. In addition to overt prejudices
... of trustees' in the bygorie-era, some. departmental faculties in_prestige £
- schools maintained their own barriers with the reluctant acquiescence of
. officials. When [.was a gradyate student. in .political science in the early -
= 1950's, for example, a colleague,was turnéd down for ¢ an appointment at -
. .a‘'major private university on the coast because (he was sgbséqgeﬁ/ﬂ}’"tgld e
this by the chairman.of the department) his listing ‘of his first name as Al

g
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parti ! : ca
:debartment i ’atmg% in ﬁ 1_h the: questmn of whether: w A
> female collgague was°the prime.item on the fagenda Bt ,

E h \ylthmut'ovgrt or co ert bias th:'systemf rsel n of facu
Known'by"various names as th
¥ af : patron system, ‘the fact remamed Lhal-lt
on open cnmpeuuon -/Even though prafessnoml assozlatlom
( “listing service for; their’ members thost: departments
eg _rded_t' em‘as'last’ rEsDrts forr crun'tment purposes. Respected friénds
at the X or Y. University were usually-asked to suggest names
idents; and Jol:is wer i"lled w1th no systematic canvassing: “of
1 Af&er all, trust. and regard for

L} N an

, gemal ar hep
ion ’ble, des" ed a small pnce tcs 'pa' -f‘m‘ »

pr
erit systsm for. st ctu::n of; personnel has’ no d I
1 .We have the Qppcjrtumty to establish those roots nnwr and th
: ‘t:allﬁ for reevaluation rather than meretrlcmus reversnce for, what
5 hav&dqne ‘before: 1 SR 2
~:Critics of praferg

" ciple ‘are often’, tarnished by their priar pa
< -?strlctweness and, pre_;udge th: xeluded qua 1ﬁsd peoplclfr
.8 iderauun

lf thg ﬁrSI‘. step 1:} achlévmg eqmtablg competmon for fa )
DGSltlDﬂ“; tqday 1% recogmtlun of our discriminatory past the. sECOﬂd ep
N --f is establishment’ of systematm‘,‘open‘ listing and :recruitment prac;tj’
*Not fos many years ago,'some college admissions diréctors were,piou
wringing their hands over the failure ofq»uél;ﬁsd minority group students
Sapply-itturned-out that the-schools*interviewing: -and recruiting staffs;
.. while \us:tmg suburban h‘igh.schoals regularly, made only :rranc’ca!ls on
inner ‘city . schools _ér ~schools in prsdummant{y black communitie
- »Equalizing visitation schedules had a remarkable,effect on ap cations o
. for admission. Equalizing listing and" recruitment. pracuces could " 7.
. prﬂducﬁ ﬁlmlldx, bgnef’clal results pro\udgd sgarchesa for’ ablhty and_~
Dt status. i o, 0 f; R
“All faculty. opénmgs should be: llsted wuth relevam prafessnonsl‘ e
: Jssocutmm andeddvertised ‘in nauonally available publlcatmns st:hl as . -
‘ the Chronicle of nghér Education or the education section of the New; Y
. .. 'York Times. A National Advisory Board on Fair Recruitment-which
~ U would include male and female educational leaders of all races and
-~ religions, established under auspices of the American Cauncxl on Educa::
uon Ol‘ﬁlmllal’ educatlonal argamzatlun, should mvgstxgate x:hargcs of,_» S
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,:t"daylﬁned‘

msmutmné ust as they should k
. Fii

nal, pﬁjgrams to- w‘_n:_ :
fengthen ng.community und\erstandlﬂg and
tn;m are. nEIth:r fea :
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‘as mdmdpals tidént parent" ‘
a r ionis like to put their support];ehmd i
rowing, ‘exciting ged rprises; These-must have:
( tto '1mpgrtant human needs, show eviderice that
_ plan for getting. there -
,"agex and the actmty of the board of trustees, it €
' r nd its. co mitment to. Sﬁld perfor.ma e in
: g thls supp@rt What'is t

- pres nt state of. th art of ftrusteemanshlp‘? : ions affec

rve? This essay s a situation report,
he_relatlo hlp of boardceffecf

ng:o'gtall*over “Church- b@ards of cduca
: ir: colleges, Tru s of New
!ly'fo a conference on'mutual
1 j e 'Edufmian st

I'es for :
nal mzm,er'sﬁlp ‘arena f'or disc
of. Community College. Trusfees has set up its: own. ofﬁce
ussions of trustee roles and responsibilities are featured a

manag«:ment Iﬂstltutes on:t
5 undergcwemment an@ foundation

15‘_pi‘a€.tl¢3“y' gvéry major-. sducatmnal gon’fer:nce ‘concerned with .in

15! have innual trustee retreats. for. ' 3

] fbr-,

e Toles of trustees are mounged -
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T 3 usly’ I‘EIS’;'d the questlon as tc; whather Or I
‘a v13ble rgle fcﬁ‘ boar ds fir ste%é In an atmosphere gt man ﬂstltuhon
: whe?a the trustu:es aré seen-

‘the: declsmn'ma ing proc:e s have pravallcd one f’nd,,s ihglack
of cgnﬁdencg in the trus ées and doubts as to their wablllty easy to.un
' derstand : » . , 7
J T Yet the prmclple of pmvndmg lay gahcy_ ,,de Hip c:orm s-valids: -
ey Thg evidence is overwhelming.that when any professiﬂnsl group is left o

", entirely to itself, wﬁ‘?;cr it be a church, the military, a governm

ducatmnal system ndicalist structures become. rmnant Tradltlon;
“the instinct for "sel protegtlon, and resistance-to dhange. combma t

. stultify progress and bring. the orgamzanon to an mcreasmg reﬁﬂotenﬁss
~ - from public coricerns and needs, R T
it The-record- Df’ performance~ brlarleade hlp, Wnen lunmmmng
effectwely, argu;s strnngly that VIablllty is inlerent in the. structure and
‘that' the pmblgm is one of" encouraging better performanckand = "
- gvolutxonary changé to adapt’to new ‘opportunities, So, tob; with boards: \" -

L of collegg and university trustees. With all their. pmblems no one, in the
' i..-opinion of th iis writer, as'some one once sald abnut demoaracy, has come -
- 'up with a bettgr system. Makmg the lay pﬂlu:y lEEdFl‘Shlp systern work is

-another matter

_ - Wewould stnke a ngh: of ﬂptlmlsrn armd the current cntlclsm of the
= v-_.rolgs of trustees in many independent inStitutions, and in the turmoil. of .
RN & rgamzatlan of boards of new. public colleges and in the searchmg for a:
- * '@ berferdefinition- ef—purpose for boards of more established institutions.
S L Emergmg, it seems to us, is-the recognition that there is a body of- praﬁ-;
glcal experiericé whl@ caﬂ be drawn: upon to make boards of trustees &

:hort: effactlve T e




wh
: ‘addltmn of educamrs, members of mil

1 tabxhty Ascrrt of Magni;C

Fa i b

or- Yatlcan I1 has been acce cip
‘must accompany"responmblhty and, prwxlege evgn at the top Echﬁlon
educational. governance. - : R
‘. ,What prmcnples ssem ta bg mergmg'? What is thE real rnle chnllege;‘ A

T ees range all. the wgy from that of the ]
s erusty old:timer \\;ho sa‘ys ““We run this place,”.and does, to that.of the .
" beleaguered chslrman-whg says, “We just tryto keep the- college runnmg
: and the wolf from! the door one year at a‘time.,” ..o
: While U]tlmaIE\IESpGnSlbllltlé of boards. ‘may’ seem
= re lesq clear:in: practlce; he trustees-of-Columpbia
' ng a n:port of a sﬂldy ch'mltieez agreed thati--™

clear in law they
ity, in:adop-:

o o '__‘ and mansgiment of thE Uﬁwers:ty s funds 3nd prg_per-
A \llES .

———f—f;‘f:,—, = b EE S

hlghest standardé p0551ble ey E _'

No one would quarré\ thh the rES[}DﬂSlblllly Gf select ig and ap- "~
pmntmg the presrdent or bgmg responsible for conservafionand manage- .

- ment:of funds and properties, Where the'Committee struck new ground .

- in the concepts of most tri stees-was'in pointing out that the trugtees are, -

2 alsd “Fnally responsxble- for the aqusufb'tgtﬁ.\;of funds“ ancl at they '

tam that its quaht_}' meets the- hlghest star_ldards pOSSlb]E Acceptmg the

Fnal respnnslblhty nf the * acquns;tm v c;f funds 15 resxsted by many\

the. kmd and quamy of E% ucation.* Qf red ls a t.'ancept unfamlhar tD o

s perhaps a majority, except us lip serv A
' . In another. fund'arnental stud_y Qf trustee rolgs ihat of'ths board )
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st;nt thh tha object es 6 xts dcfnczrs but best ¢a
g fcrEseeaEie

da fourth role;‘ that Qfsharmg"a rESponsiB!lltY or Sge- -
‘ cational institution is operated i 1b , arl
: obhgauan “Which s résponsive 46 the e‘}cpectau ns’. uf
_ provides:tax ‘relief and tax'suppart- for. th colleg
belief that it perf s-a socially useful ' .
fifth tha of"'nsututmna sponso? hlp, “suggested:

Ll

it ircludes .and. suj gest.s ‘overtones . of ;
rev1«:w«:d=dbnvc. I

s-an cles, ,,speclally m dxs- o
: f:mdlwdﬁal trustees jLhﬂre has, sseemed +to .be
: dévglﬂpmg a: ccmsensus i

Muddy ddmmﬁtrauan and cu:nfusgd faﬂumgs and mcomplete plan--r -
riing follow a failure of the'governing'board to agree on and articulate °
clearly and pgrsuaswely the fundamf:ntal rﬁlSSlDﬂ or goals o ,e msmu-

.physmal
'ant thn: return ‘on: the: éndowrﬁent scme rpay_gnve attentmn to the
Dhlsms ‘of'stident affairs \ .

rivate funds- develo;ﬁmem But seldom s, thEFE sen?ous discussionor
iate’ time for study ‘given to'the. task of dEang or rcdcﬁmng the-..
social goal of the msmutzon its basu: pi.lrposes t:xrns ggnerals atr:gy fcu-
) accomphshment .
., -The board of the future wxll not have the luxury of avmdmg these :
prublems whi¢h demand hard straight thinking, detailed and complete
staff WOl’k,;Gb_]EﬁtIVE ana]yﬁls and evaluation by ¢xperienced counsellors,

and a wxllmgness to be objéctive about the sacred cows and mythologles
whmh may.. characterize the governance: pattem ‘In their. mle as trustees -
! ": of the ms.lltuuun for others (the. public.interest, in this case, lmphclgm
tax E:xemr) ion-and other- pnvxlgges) the trustees “must §atlsfy themsﬂves
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atthe: institution is, ﬂdgtd meetmg a valid soclal cn, zr. Perl
U - to.their satisfaction,. they( | find.th
.t I setting up: subsets .of goals,, tl
of. ad" inistering by‘concerning’ themselves with’
gvaluatmn Df acgumpll%hrﬂsm and i

gethe ngi the' necessary suppordy. - :
. In thisrole ths trustees serve as a bndgz betw =n the largerenyiron-,*
ment and the: msntutlon mterprstmg_thmugh lhElf pollcy directives theit .
und _r'standmg of the necds of society which may be met by the mstltu
, helping. tDJ(EEp its goals.aligned with.changing factors in our socie-.
g the. pla whu,h w1ll resul infuccessful acggmplmhmmt

ot only‘_Lhat the pmgram of the msntutu: v : !
but tj'lat 1t is dlstmctwe in those areas where: the mstltutmn has- speclal
eré ‘it can .best respand Effectwgly" gcqnum;cally and
consxstently to 1ts h‘lghgst prmnty objectlv . They mus evﬂup arl un S
Educatmn

3 Ta CFEH!E and. Arfamtam Superior Manﬂgemgnt i e by
Gt Msny boards- of -trustees’ accept  the rzsponsxblhty for: ele ng as
e premdent and, once having done so, settle back: to*‘let him run the in-
i stltunbﬁ thUS abdicating their, ‘continuing legal respnnsxbnllty for pahéy

_direction and ovgrsnght of the quahty of management, performan ,-S0
“boards live for years w1§h unsatisfactory management in- the belief that

g'; is-somehow not ‘their fault if things.are not going well, Ehanges are, too!
o+ _ofteri made only ‘under conditions of the most sever:strsss ‘We: wcml;j '

.+ . assert that ‘the trustees are also ultimately ‘responsible for the perfod

" mance of management. They must not only. select‘ sident

the prssndﬂnt ‘but must
dssure - themselves; from -time. to “time;. through -proper.. evaluatwe
; pl‘DCE‘Fﬂ:S, that management is carrying out the. policjes of: the board, -
{. . making. substantial contribiitions to the agcumpllshmsntofthe obﬁctwes
} *"+ ‘of ‘the institution, and effectively - dlrectmg its program and fesources A
wnhm the policy.rubric. = : '
Fortundtely, an increasing smphams on thc: legal responsnbllltngs of
lay- ]eadﬂrshlp is pérsuadmg g}any boards that Lhﬁy must eonsxdar this
rols with' increasing seriousness; A , .
4. To Provide Adequaté: Financing. : L
In-a great many independent: mstitutmns,,and in must publu: i
, stitutions, the trustees, seakmg comfort;-have. iradmonally thought to™ X
# perform this role by .managing resources provndsd by others. The board: .

which: accgpts -its full responsibility-for-the- success “of the instituion, ..
hcwevar Y 1ll‘be¢5me an enthusmstlc advocate for reqmred suppurt from
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‘ , [Shlp “of the istitution'is generally neithe
erstood nor: aggresswely implemented. No matter h W‘mdmdu

o »~':,-_;*l;nay argug in pnvate the Drestige- of't,t

he.degree 'hic
guidancedistinguished "performance,

' "sorship as a role 15 a.concommitant Qf‘

‘of the institution ; the(ins
, before Sﬁlf!lntEl’ESt before -comfo ‘

an ariswcr as tb. how well mray Seem to sponsor the msutut‘lonr in

tgﬁ: -eye, might: glve pausg !
i o:cl trustees O

“Expééi‘ﬂigiiifb

Aq :Q]l:% Of baard .

- derstood’ pted = we may- Hat implications er tr stq.e

mcmbershxp,. ird ;operation will become

“clearer, Some of these imphcaho ave alrcady been’ recognized and
' lf:mmted by boards of a iumber. of independent-and of some:

: It will:not su’rprise anyone-to -note ‘that. thl:l‘E are: c‘ert
whof.f; boards ‘are -havi i

'hava been hnstoncélly hesvlly urchfdcrrﬁmatgd many :of ‘the ﬁhhh;
<community -colleges, and-a host of. the state mlleggs and. universitie

which -have recently explgdcd from earlmr status as technic

i colleges for teaghers, dr. other lo;‘ally oriented functions. Yet'even boards o
. -of older' more establlshed institutions a m a state of sglf-gxammanan in’
‘_'rnc!dgs reserﬁblmg the stadies’ at Columbig Pennsylvania,.using mor
- sophisticated tools now- eme ’gmg fro trustee mstltutes wOrk ofcounsel
# 'to trustees and studf:nts in thﬁ fﬁld _ -3 : TN
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samh glven area arg Sme qua “non; ) )
] tn;utg whnch does nct contam a smgle lestmgulsheq

'lmamag:me't Expﬂl’tlSE——; ‘a
rosed  pr ily: nf po]ltlcally orlentadmen an ‘

distinguished.- educ
ina pOSl!.l(%)ﬂ to act:creati

=w;:l ‘it may. Lﬂpresent tht:; publlc church or a govemmgnt S g, o :
xs Attantmn to tha £ mpozltton of the b(ﬂ%d therefore‘ is-a-first =70

_ : _and women'
rgspnnslble for pullcy,dlrecucn of th

of: skills ,"ncg“_al;dge and backgmund 'ne‘ce'ssary' for effeclwc: dgc;s:on

t Gf lmplgmentmg the. rﬂle
v ecial éase of the problem af EOITIPDS]HOT! oflha bﬂard
othmg has. been more dramatic in, rec
whl’h_ the dellbgratlens of trustee

The dgmaﬁd fb, udgnt amiufaculty votmg membershlp onthe
board has bee_n e_rsxstent m past years al'thﬂugh nﬂw may bs ebb=

'\nq buard af {rustﬁeé Thls \nolatzs the prmcnple af separa v
tujp ol‘ fOlE, r«:sponsxveness and dllutesi_the gffectlveness of Gperatmn. )
uste ,es vot;: m thg sglegtlon g;:f ,,oursgs m, chemﬁtry‘? x

Lol D he othér hdnd, we: strgngly suppmt the pnnc:plgs wipchi'_
call far.epenness, better cammumcat@on sndasystem of -partlc:pa— :
uon by\ elements of the lns’tltutlnn m tha_pr SS of arnv gat
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" mittees w1th .f‘ull and genuine invitaion to partmxpate in the process of

develnpmg the materials on which trustee judgments will ultimately €

made. Whether or not the non-trustee members participate with equl
vote with trustee committee members in trustee rer:on?menda’ 87 C
whether only the trustee segment of the committee authorizes the repart
o the baard is relatné:ly im matenal Expensnce shows thal Lhc:rc: genuine

ing pracuu: lt hds resultfzd not Gnly in better communication ar)d
awareriess of institutional problems but also in many cases has

stimulated the board, under s«:fulmy to a higher standard of per-
formance. o .

‘Organization of the Board. i
C’nvsn a board composed of dedicaied commited membérs
balanced as to qualities and background, powerful and mﬁuentlal
enough to move with-effectivéness gn-behalf of the institution, whsal are
the trends in organﬁﬁhnn"’ ver l;he yeags trustee organization has Yaned
from committees of the le to prolifeération into many different and
sometimes conflicting sttuctures “The latter has been the rule rather than

the gxc:t:'tgtmn The prese
four or five basic committées dealing with academic matters, student af-

fairs, business dffalrs dnd development and public relations. It is com--

mon also, to find gammllléﬁs on investments, buildings and grounds,
audit, -nominations, planning, research, church relations, government

relations, and so forth. . -

* Committee structure seems to have followed the lnlgflist's an‘d ex-
perience 4nd concerns-of the trustees and (o a degree the nianagement
structure of the institution rather more than the needs and organization
of the educational and resource development process.- Thus, while one or
al the most two committees are assigned the whole area of edugation (the
heart’of the typn.al msmutmn_),,tithcr mmmxttﬁzs Funchon w:th rsiatwely
n4rrow purposes in such
hnm:m;f into a comprehensive
programs” of ‘the institution,
building maintenance; fg;_\’jrr
to assist in fund-raig ;rnment relduons. lhe pOSSlblllly Qf
developing a total financial strategy “is lost in the consideration of
problems which bulk equally large and consume equal amounts of time
on the trustee agenda. .

There seems to be dcv:lopmg and ahould in several institutions a
deliberate attempt to arrive at 4 total resource management strategy un-
der trustee-sponsored leadérship, which would exploit the synergy possi-
ble-in building new ruldtmmhlps between and among the %upport func-

109

100

1t trend is to have an executive committes and
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. tions. At the highest level, therefore, the board of trustees may be
: developing ‘toward a_committee organization which would give senior
_status to two major effort ~(¥) in education and related processes and (2)
the total management of financial and physical resources. .
- A planning committee, charged with constant review of goals, and
the strategies of budgeting along with a committee on trustees and the ex-
ﬂgﬂl‘—’? cognm‘iuee. (held in reserve for emergencies) would complete the
SR e 1A 11V 18I0 p— = : . .
E {7167 possible in this brief overview to develop the complete.
rationale for the change, but the writer notes increased int®gest in discuss- |
ing organizational patterns for trustees resembling the faiﬁ%wing. .

—_ ¥al

e E_/ © . BOARD’ -
Committee - ! I : ‘ ' Executive
N on Trustees ~ ) — — Committee |~ *
1 "'L ) . 7
Council on . ) others as needed,
Educational Affairs™ | = | or ad hocas “EE‘?
% L
_Committee on Council on
. Planning and Budget Resource Management
_ Teaching (Faculty A?fairs) 7 ,, I o T
Leuarning (Student Affairs) - - ~ Financial Management
Education Tools (Library, etc.) _Physical Resource Management
Development and Public Relations
Munagement of Auxiliary Enterprises
J and Operation Productive Businesses

= #

This system dignifies the function of members of the board, enlarges
their responsibility, provides synergy in educational and resource
programs, and provides for a budgeting process which is responsive to
goals and planmng. It brings to the board the luxury of having respon-
sibility (and time) for discussion of important policy matters and,
hopefully, might even provide an opportunity for creating policy by ob-
jective rather than by crisis. -~ : : :

3. Operation of the Bopard. T .

Board operating problems and the techniques of adequately staffing
the board and its committees are at once ones of procedures and of em-
pathy NLack of spice prohibits discussion of the kind of methods which %" -
might Be helpful, but there are at least three major operational im-
peratives which deserve special mention. .

a Evaluation , .
Board after board, in the writer's experience, has developed un-
- casy feclings that “things are not going very well,” but has seemed to lack

110 \
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either the will for action' of experience in _methodology which would

provide for it the evidence on.which to'aci.
Under the. thesis of accountability, we believe the board which

accepts resp
- prudence,
operating’ i

onsibility for quality of .operation must, in the name of
assure itself on a'régular basis that, indzed‘_'theinstifutiangis
n.an effective and responsible Way. Trustees call for annugl

audits,of the hooks of the institution. They call in CPA’s apd financial

)

stitution and the adequacy of its man
number of college presidents-have called
five-year or ten-year interval.

a ¥ickback, or even sepdtate a president if he is guils:
marfagerhent — although it has to Be pretty gross. B
informed in order to set wise educational policy an
board should run an audit of* other factors. -~

invE§tment counsel. They are ready tp separate a purchasing agent taking ,

[ gross-mis
qt in terms of being
interpret needs, the

-+ A few boards havefsought an answer, constructively, by adopting
a special bylaw, providing for a rolling evaluation, on a regular basis. of
major institutional ope—‘ratinns, One such model bylaw provides:

Audit and Review. There shall be a periodic audit and review of the

state of each of the following aspects of the College; (a) the work of
the President and of his_ administration.. (b) the educational
program, including faculty any student affairs; (c) business and
physical plant managerent: (d) devetopment and financing; (e) the
Board of Trustees' operations and effectivenss. Each of these
aspects shall be examined at least once every five years and one
Shall be conducted’each year. These audits and reviews shall be con-
ducted by ad hoc committees which shall report te the full board.

" The Chairman of such committees shall be a trustee.

“1In this way, the prudent trustee can satisfy himself that he un--
derstands clearly and objectively the quality- of performance of the in-

agement and its ‘programs. A
for reviews of their tenure on a
Scheduling audits on a regular basis

enhances accountability, provides a non-threatening cohtext, and

satisfies trustees’ need to know. We
stitutional “audit”
ing the next decad
only their
perhaps p
themselve

to consider how laculty can be
better education and higher prod
that trustees therhselves must b
ability, nat only because of incr

bh. Board Renewal

predict that the evalyation or in-

in this'more general sense will become common dur-

¢ and that trustees will evolye teams. comprising not
own members with special expertise but other volunteers and .
aid counsel to assist-them in performing the duty of assuring .

$ on a regulat and systematic basis that the goals and level of

- performance sought in each of these ageas are adequately being attained.

Trustees, under pf%ﬁsuh:i are heard to talk more and more about
holding management accountable for better performance and have begun

=

persuaded 16 be more accountable for
uctivity. It is not a giant-step to suggest¥-
€ held to a higher standard of account-
cuased legal emphasis on trustee account-

NON J /
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‘through the executive committee.

- . ’ %

ability, but because onlytby being accountable can the trustees’ perform .
their role with that degree of effectiveness which can give the institution
i needed security and stgength. : ' o

In most cases trustees legally own the institution, if it is private, or

‘at léast hold it “'in trust” on behalf of a church-or a governmerit..It is

their own accountability which should give them increasing corcern.
Since boards which are essentially self-perpetuating or are the result
primarily of political appointment or election tend to remain static in”
quality, a special effort, it seems to us, must be made on a formal basisto
provide for the ingredient of self-study and-seH-renewal: ATF€ncouraging
trend in the operation of at least a few boards is that of ofganizing a
standing trustee committee responsible for the whole process of trustee
change, vitality, morale and renewal. It reports to tiSull board and.hot

A number of boards are writing into their bylaws the provision for

- 4 committee on trustees, elected by the board and not appointed by the

cT gy

chairman. One sich model bylaw reads as follows?

(1) To assess continually. and appraise board organization,
operaticn, membership and attendance to gssure maxinium
effectiveness and to make such.recommendations from time
to time as, in its judgment, will accomplish the objectives of

~ the board: : '

(2) To maintain a trustee candidate list through a constant
search to identify indfliduals best able to serve the, college
at the trustge level:s . S

(% To prepase and mainfain a program of orientation for new
trusteesy . occoom B o

(4) To make nominafions for membership on the board and of
such offices of the board and committees as are’ required
elsewhere in the bylaws. '

Other skements of renewal may be represented in the growing
trend tcw‘d “roll-over of membership™. Under this plan a trustee com-
pleting 4 second four- or third thfee-year term must leave the board for at
least one year before being eligible for re-election. Other boards are
providing for limitation of terms of officers of the board. Five or six year ~
terms are recommended a8 maximum: S R

¢. Morale and Dignity ,

As one who has witnessed the shameful spectacle of open
wrangles in board meetings, and, in one case, members of a public board
in a public hearing exchanging obscenities with a spectator, it is necessary
19 stress, again, that boards which cannot attain a high degree of humani-
ty,-mutual respect, agreement on decency in interpersonal relationships,
are facing a crisis which risks not only their loss of self-respect but the
loss of respect for the institution. .

Ong public board, suddenly aware of the spectacle it was creating,

B 103,
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adopted a written ““gentlemen’s ‘agreement™ on operational| imperatives

* to provide foriorderly transactiop of business and found that/its own self-

Jdmposed gestraint|began to afféc;fthe individual members-in|producing a

. new degree of hurnanity (humaneness) in approaching the troublesome
Problems of the institutiop and its constituencies and ity publics.

~If this quality demands some.degree of human grealness, let that

be so. If it is a problem which-must be consciously faced, then let it be

fced openly and honestly. But a board whose individual members can-

not overcome the human tendencies to express self-pride, and,self-

interest,’ and cannot submerge themselves into a sincere ¢omimon concern

L%

* Jor the institution must face this as a spegial problemn, indeed,
{7 R !

-d. Swle o ]

Styles in bdard operation also seem to be changing.

Two practices common in the past seem to be increasingly giving
way 10 more open style and broader involvement -of trustees as in-
dividuals, * ’
~ (1) Governance by a strong board chairman working closgly as
an individual with the president, tommon in past years in all kinds of in-
stitutions, is glving way under the pressure of more responsible board:
members seeking their own role, and the recognition that affairs of the
institution are no ‘longer simple enotgh to be handled by cronyism.
Where: this goes on, trustees should stop it. ~ * ' .

(2) Governance by executive commitlee, often meeting all ‘{60"
frequently, and therefore becoming immerged in operating details, seems
to be giving way under two countervailing pressures: the pressure of
alert management to do more of its own managing, and the recognition

" that this tyle in which, the’ executive committee makes - virfually all

therefore ‘ineffective board resource. L

As our whole society is increasingly characterized by “openntss” .
and as many become increasingly convinced that openness, when at-
tained without dilution of responsibility, provides a better basis for judg-

. ment, boards will Increasingly organize more effectively for decision-
making, {or broadet examination of policy, for more .effective”spon-
sorship, and for programs which will give an important rolé to each
member. X s :

C e A coounighiliey ' o
Trustees over the years have been fond of talking abopt ac-
countability of students and of faculty and of administration. We now
¢ observe that a whole new dimensic-r\ of accountability is being expected
of trustees, : ' - ‘

V. The trustees in one state are reading very carefully the law which
says that, if they have failed in prudent management of the institutions in
their care, they are responsible to the extent of their personal fortunes. in -

+ ahother state the trustees of 2 college have been sued individually by its
creditors fer its unpaid bills.

. 113 ‘

104

decisions and merely reports them to the board results in an inactive and
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lllegal\acts and-misuse nf Endowment funds are vanous causa for .
Iegal action. Naw ‘however;, we may see smts based on afleged neglect by .1 :
trusteés of their px;gper functmn&éf‘ :gvxswmg management, evalyating
poll ies, and. prowdmg rtaspnable answers 10 deficits and other financia
grises. We cani at least imagine the possibility of 4 “‘class at;iu:w’:"*agﬁmstF
. the trustées by parents. Dr.isl;udng! “if thé trustees lrave failed to take’
reasonable - steps- to prevent loss’ of accreditation and ccmssqucnt- BN
“dgvaluatmn" of the Eegrge or prDVIdEIqr saf&ty Dﬁ-ﬁessonne! or for una,, EES

T wise use Df ‘endowment. - Te
P How seriotgly the problgm of trusteg hablhty is bemg taken hg
. bne wriiversity board Is evident inits redenttaction in’ Druv:dmg liabitity
§ mv.ura’nce ﬁl‘OlEEtl!Dn m the amount Df $1, DDQDD(') o i $ S

<"« THE PRESIDENT AND THE TRUSTEES I S

n_essay on tiystees would not be complete without a word abﬂyt . 'f
the role of the preMgent in his Félatmnshlps with the board. .o
- In almost a classic hen or eg s situation poor ann:ls ar.good trustees e
G * operating mefﬁ:cuvgly, are’ almost always products af, the neglect ofthe = |
" .president; and poor presidents, or even gnod persons operating atdess \>¥ 7
» than true capacity, are almost always prgducts ! of the. mdlffﬂ%rme orlack - -
of knawledgegblhty ‘or lack{df cgmrhitfent of the board. ¥ * o
Great boards do not tolerateindifferent performance on the part of -~ "7t~
., the president. Great presidents qfé always working to help create power-
: ful and résponsive baards. - = A ¥
In evéry institution where these two Elgmems exist: mgelhgr th:y
g competent pr«:sndent and the competent board, the story is opé of in- * .
stitutiongl sugccess. or the confident expectation of sugcess. . - .
. WWhere is the blime to befplaced or credlt given for Fanurg or, success R
. in creatmg this.team] ¢ ¢ -
. ¢ & Miny'ofthe problems begm with the selectmn of the’ presxd«:nt TDD
- man{ searches begin with preconcalved ﬁutlcms that * we want a -
scholar,” or a “*businessman;” or someone who i is “young.” or sogeone
. ‘who has had a great deal of “experience." Too seldom does the board in
. these cases conduct any. analysis: of t{Re institution to determine what its
current and futurg prgblems may be to which the‘presxdsm must address -
h:mqelf ton seldm‘ﬁ dGES it go beyond the “references” and recommen- -
e ng out the capabifitigs of candidates; too. .o -
.o sgldum docs it rea;h a clear understanding with each finalist candidateas =~ "~
T x to its expectations of him in order that € may-respond with a fair gisess-
‘ment of his own capacities for the job for which Ee is being consi cred

Once selected, becguse there are no campmh:nsye guxdelmgs for
. the behavior of the.college president, although several, helpful booksand. .
essays on the subject have been written by presidents reviewing their awn '
e experience, most thief executives accept their jobs with.an unclear
perccpuon as to what will be expected of them or how they .might
. organize themsglves for performance. The pres:dentg from the academic - .
) world, gsﬁgcmlly\ have II(IIE or no ﬂxperl:nge and in many cases not even

e
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significant awareness of the problems of creating and working with a
major volunteer resource as represented by a board of trustees, Indeed
tffe procedires for working with and building a board run almost counter
to the experience #nd needs of the scholar whose aim‘is to increase, his

" own personal‘competencé in-a discipline and who sees any infringement

%

on this task as something to be cesisted or out-maneuvered. One presi- .
-dent of a well known Eastern. college, made something of a career out of

- :" - complaining that the presidency did not permit*him to be a scholar. He

AR
4 af

_didn’t recognize a new priority, that, as president, his gluty, was to help
“others begome scholars. . * :
Yet the president who ‘can see himself as beneficiary of the concerns

~ and assistance of a group of'experienced and influential men and women

-

n

B

T

concerned ‘collegially in building a great institution reaches his highest
potential, Easy for him, thereafter, afe the tasks of building an in-
. stitutional community of quality, of finding and guiding management
‘resources to provide effective use of people, money, and material-in the
interésts of the teaching and learning process. In this role he will be at the -,
nexus of the operation whith coordinates and operates the educational
enfterprise under wise policy direction #nd with the assistance implicit in
the influence and availahility of expertise of the volunteers who comprise
the board of trustees., - - ' -~ : '
If he will see himself not as-‘'running the institution,” .but as the
senior line officer presiding (president) in the efforts of thosé who may in-
- dividually bring greater talents than he possesses in each particular fleld,
something pnusual will be accomplished. * o
The competent boiid will not'erely elect a president and then hope
for the.best, It will have developed guidelines to share with the president -
as the president helps¥efine institutional priorities, [ndividually, many
trustees may act informilly as counsellor and friend to the president, es-
-pecially as they may Have special expertise Lo offer in manigement, plan- -
g, or the process of chiange. They will wgrk with him il the progess of

s

- .'management review required by progressive bylaws. 'And-they wilk be

-ready to be objective if changes must be made. _ . ] ,
The president, on his part, must be prepared to work with the board,
to' give time to-the care and feeding of trustees, their psychic as well as in- °
Jellectual and physical deeds. If the president is afraid of strength, uncer-
taih-as-to his own'role, unable to submerge his' awn ego needs in the task )
of building the board, the institution will suffer inevitably.* "
Muny rules of thymb have been stated fo guide the allocation of
time of the president among his various responsibilities. These range all
the way from those suggesting that 25 percent of his time be given respec-
tively to education, "stbdent affairs, business affairs and institutional -
relations, 1o those of the extremists who would-say respectively: that (1)
first and foremost he must be'a scholar and an educator, or {2) his major

ajob is to be a businessman and fufid-rgiser. Cos .

= &
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‘o Sun:ly a!lm_auon of time among these areas wﬁl depend upon changl
ing E\ugenues but why has no gne suggested that q_*pngnty attentionto
building a great board, using some of the pyinciples outlines ea elfer in this
‘chapter, will make it poqmble for the premdent—m be more efﬁgcuve in his
other roles? | *

Pt To pdl‘dphfd‘iﬁ, pre-‘sld"ﬂms must not be afrald Lereat boards: a few

* . are naturally. great, some achieve greatness by the work of accident or of *

v g,?’ mfividual frustees, but if not-great otherwise, it is lh-e‘?dugy of pn:ﬂd,:nts
*be sure tHat greatnegs.is thrust upon therh.

-The president and the board together who achievesgreatness in their
performanck of trust for the institution will hyve created a tradjtion and a
momentum which, in the highest sense will be a crowning accomplish-
ment in the guarantee e of lnsmutlonal ‘;labnhty secunly and servi
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L OOT NOT I;S -

T e 'Lgé_x:!s Hrarris 'rm.ll rr:pnm:d in Thf’ Chronicle Of ngher Edufalmn
¢+ , Decembeér 14, 8972,

*The Role of the Trustges of Columbia University. The Ri’pi’?r' of the Spfficgi .

C Trustées Commitles, addpled hy the Tru\lgcs November 4, 1957, ([‘mﬂhd’\h
Fiven asinJhe Re.rpnrlf e T .
: - “= 'Donald R, Bc.li.hgr Jhe Board of Tpn' ey of the Lnnerun nf"Fr*nnnlmmu
AT PHiladelphig: The’ Umv;f ity,of Pennsyivgni?jP'?Eqs 1960. -
. . C‘Francis C.-Pray, “Mautch Your Frustees:.To Your Needs' (ulle*gz’ and
© University Business, Fchruary I971 prcmde% a wtu;k'ih:t:l -for §uf:h Pmc:sse;

=
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T A MINL-TEST FOR THE TRUSTEE

1. -Does the Instimution Perform a Useful Role? Can each trustee describe

- this role - forcefully, persuasively? Can he or she explaintclearly how

. the role contributes to society and to humanity? Has the role been

reevaluated recently enough to see if it fulfills the rms‘;mn originally
sel forth for lhc: institution?

2 Does the Trustee Know Whether or not Fmgramr are fj Gar}d Quality?

Ducey the Trusiee have Adequate Information as to the Quality of the

’] Faeulty? Figures on comparative faculty salaries? Degrees? Does he

: huve a grasp of the tenure problems and their lrnph;gdtmns for

conomic and educational policy? Is thegboard concerned thal there

’ En, policies to pmwdc flexibility in curriculum as needs change?

N .
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3. Does the Trustee Have a (’Z’Iear Picture as- to tge Adequafy of
Management? Of the president? And his mariagemerit team? Has the
bgard Establlshed 4 bas:s fclr Judgmg thc EffECIIVEHESS of the managea-

ment prcmcfe relevant information fclr pahcysmakmg" Is lhE budgct

- process and planning operation sound? Is the devglupmem operstl 3
economically valid? Are the plans for the future both msplrmg andl
pragmatic? . '

4. Is the Board Iiself Effective? 1s Each trustee the best that can be had - g

whose faulk,ls it?) Is there a program to keep the board alert: remove
dead wood?

. Has the Board a Broad Financial Policy? Dots each trustee fee‘i fi
strong personal commitment to participate in tfie development

each role? Are meetings of the board effective experiences? {If not,

program? Has the Board reached a consensus as to policieg Djlthé in-

stitution for, government aid? For tuition levels as it affects nature of
the student bndy" Is the management of financial resources aggresswe

an/prm‘;luctwe""b

Give each question 0 to 20 points, bem% as Lough and reahstlc as
possible in the evaluation. If the board sc
program but plenty of roem for improvement- Adrmmstgred recently to

a group of trusiees of smallér colleges, only one scored 70 and one -

trustee, in frustration, suggested that his board score should be a minus
quantity. How-about ygu;s" ' :

LI

T ! AND 'FOR THE' PRESIDENT T

Do youwreally want trustees pawsrful ::md tough enough to be helpful? 1s
your ego secure enough to share limelight with ¢rustees? Are you con-
stantly seeking stratggies to replace inadequate trustees, even if they
are comfortable, safe, and personally supportive, with miore able per-

sons? Do you share yout defeats, seeking better answers, as well a5, ,

" your vnctones rgsultmg in praise? Do you order your prmntlgs !0 :n-x
courage strong truétees to take significant roles?

"~ of new trustees, including explanation of the finahéial picture by the
institution’s chief fepancial officer, vists with facylty and students,
briefing meetings with senior trustees? Is part of each board meeting a
deliberate attempt td, go in depth into some significant aspect of
education or educational management?

3. Do vou keep the interest of your trustees? Are your reports to trustees
brief, readable, directed to important issues for policy decisions? Are
the problems you bring to the board significant enough to warrant
real attention? Are committees professionally staffed and encouraged
to tackle real and not superficial problems? Do you avoid leanifig so
heavily on the executive committee that trustees in general meetings

‘ 117
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2. Do you educate your trustees? Is there a formal plan for indoctrination C



Tos

L ‘: b ' = .. -’ . T .
- betome little more than rubber-stafips? Do you encourage an annual -
trfistee retreat ahd make it so interehting, challenging (and fun) that a
‘hjgh perceémage of the board turnsjout every year? ... ..
“ 4. Do vou reward trustees? The excitement of being useful in important
Hatters is a basic reward, but do you remember the niceties lof
* rgcognitions, thanks to spouses, and other thoughtful acts that build a
! sinse of fommunity between tristees and the institution? Even moje
w7 lapsrtantly, do you encourage students, faculty or others who are the
Beneficiaries of trustee thoughtfulness and generosity to express their
wn appreciation? ;a ) : o

. [Do you-feel satisfied vou are doing all you can to maximize the trusi¢e
resource? . . . ‘

-Give each thicﬁm 20 points, being as objective as possible witl

yourself: As in the preceding test a score of 80 is commendable. Fifty i

probably dbove average, but not therefore encouraging. Anything below

70 suggests that improvement is advisablesbelow 60 heavy remedial ac-
tion is called for. As a~checkpoint the brave president will ask a savvy
trustet or two to-rate him - the president - on these points and will discuss
the results without“defensiveness if they suggest corrective action.

z \ \
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- (i’ﬁaﬁgingilrz;n‘ds of fiftdncial\support to higher education are in-
fluencing the reshaping of American higher education, though the causal -
relationship is not a strong one. Changes in donor attitudes require -
changes in fund raising techniques.” But the planned results remain the
same: 1o bring privaté financial support to our collegeR and universities’
50 that the other ¢hanges and trends occasioned by stiudents; Tacultjes,
administrators and trustees can be facilitated. = o
This is true in virtually every aspect of fund raising from the private

sector, with the possible*exception of foundations, In this essay 1 would -

like to show how fund raising efforts are adapting to other changes in
higher eglucation, even though fund raising changes in themselves are not

_per se ovegriding factors in-altering the shape of higher education in the
United Stings. " .

To cite ofe example to clarify this point: in the past threeyeurs total
freshmen enrollmefit in engineering institutions has declined by 30%.
This is a definite patiern in higher education. The fund raiser’s job in this
case, then, is to find more scholarship funds. for prospective engineering
students: to help engineering schools reshape their curriculum into a
more attractive educational mode; and, inevitably, to ‘help finance
engineering schools likely to be faced with deficits. In short, trends of
private support to American higher education are in many ways dictated
by circumstances rather than directed by the individuals responsible for
the securing of funds, A '




=
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“The Current Situation and a Recent Historical View

¢ *Crisis” might be themost overworked cliche being used to describe
the plight of higher education today, but a look at the fiscal situation at
many or most institutions substantiates the harsh reality of the word.
" Operating budget deficits aré the rule rather than the éxception. Scores of
- private colleges have closed their doors in the past three years or are on
* \the verge of doing so. The reason: lack of funds. The-reasons for the lack
of funds are many. To cite a few of the more obvious:
a) Declining enrollments due to the end of the “'baby boom” and
the Southeast Asian war which once forced many students into
the draft haven of higher education,

A b) Fiscal mismanagement. =~ - ' B
¢) The rising costs of private higher educatign. In a labor intensive
market, inflation has hurt badly. Costs have gone up; tuition
_ (which approaches a consumer ceiling) has correspondingly
v . skyrocketed; and the middle income American can no longer af-

' ford to send his son or daughter to-an expensive private institu-
tion. And such institutions, for the most part, do not have suf-
"ficient funds for scholarsHips. e, . o :
The vast increase in federal funding in the previous decade-which

d

e

"¢+ {$'now being cut back — or at least is not growing as rapidly asit: =

once did. The past growth in federal funding led to- inflated
faculties and programs. Now that the money is drying*up the
programs and the faculties are.not being, or cannot be, cutback
" commensurately. ' ‘ o ;
e) The increasing number of community colleges. R
: f) The knowledge explosion which has led to an increase in facully
v and courses odft of all proportion to the inctease in the number of
students, i.e.. tuition payers. . ’ A
Flagging alumni support (and support from other private settors, |
of the economy as well) in the sense that such support has not "
. kept pace with rapidly increasing costs. In the case of so many iri-

3

] v
—

private support whatsoever, and of course'no endowment to take
: L the slack. ~ . - i
.+ © .7 h) The stock market. Endowments have been eroded seriously.

n "These are but a few of the factors which can be cited as excuses for
higher education’s *crisis™ predicament. o

If one accepts the notion that there is a great need for a pluralism of

. public arid private education in Amerjgan society — as | do — then ob-

. viously something must be done to, alfow both public and private in-

stitutions to exist and flourish. 53 - o :
Higher education must manage bettér the fiscal resources it has.
‘Higher education Must begin to operate its physical plant on a year-

‘4 -

11 _ Lo

R . stitutions which.have ghut down completely there had been no
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round basis. A better “‘marketing” job must be done (ViS-a:vis our public
institutions) or we will continue to see private institutions closin heir
doors: Highereducation must adopt some form of a deferred tuition pay-
ment plan. Yale has already begun such a pian, and thapks to a grant
:+"from the Sloun Foundation a tonsortiurh of ten (as of thjs writing)
prestigious Eastera institutions is studying the best method ~imple-
menting thieir own plan. But above all, colleges and universities must doa
_far more sophisticated and aggressive job in raising money from the
private sector of our économy. Before discussing how this could be done.
it might be helpful to look at the various forms of fund raising and un-
derstand the complexity of factors that are affecting the present pattern
. of giving. o ' .
Apnual Giving . | . . . Coe
* In 1966-67 the Council for Financial Aid to ‘Educdtion estimated
that total voluntary support to higher education was $1,450,000,000. The
estimate for 1972:73 (the latest figures available) was $4,240,000,000. In
that same timefspan alumni annual gifts went from $91.477.401 to
$157.590.901, If*we accept the fact that capital campaigns cut into many
annual giving ¢dampaigns, then the conclusion cafi be drawn that;, as a
nercentage, alumni support of institutions ‘as opposed to support from
other private sources has remained steady during the past six years. But, |
as the table below indicates, an interesting phenomenon seems to be tak-
ing place. The institutions selected were those.nine with the highest dollar
tatals to their annual giving campaign for which figures for the six year
-period are available from the Council for Financial Aid to Education. .

AhHAT T 73071 % Fariicipation Dollar, . % 3

Instinerion Farticipation Participation % Change. Gain Gain

Conell . 151 219 T+ s $1.777.727 98.0

Harvurd 276 ' 42 - 14 2362210 539

kirtmouth 617 & - Sed Sl 972955 604

U oof P M8 17 - 6 780,967 439
Princeton” | ° 706 48.6 - 220 1025084  454...

* Southern Cahl OdY . O NA NA 82,241 8.1

Stanford 158 24,1 B - 1938457, 1589 . % ., -

“Syracuse S 270 N 261,501 861
Yale : © 340 wo - - RO ©OB52.752 . 229 .

T

The individual figures should.adt be subjected 1o a literal interpreta-
tion, for:a number of these institutions were in the midst of capital cam-
paigns which caused their annual effort to stagnate. But we can come (o a
general conclusion that a fewer percentage of alumni of our more affluent
institutions are giving more. Put another way, the ‘average gift of those
who do participate is up substantially. :

What are the reasons for the decline in participation? The stock
market slump? Costly campus disruptions during this period? More and
different demands fot an educated individual's charitable dollar?yThe"

= A £y
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- those who support their alma maters should be a subject of real.concern .

reasons are numerous. Suffice it to say that the declin€'in participation of

for private higher education. Fewer individuals cannot be expected to

" carry more and more of the load for an unreasonable _lggg\[éh\n[ time.

Perry Laukhuff, formerly vice president of the then JohnRrice Jonés
Company (educational consultants) in 1968 wrote the following:

. There are 6.750,000 alumni of American independent colleges and
universities. Only 1,250,000 of them give regularly or oftén to these
institutions. That is just 18% or Jess than one in five. Where are the -

" other 5,500,000 who_never give a penny to their own or any other
independent college or uhiversity?. .. .. :

The colleges and universities are just not selling themselves to their
awn. V'- : ‘a . M o ) .

As for the alumni, 5,500,000 minds need to, reorder their. priorities,
and' reawaken the will 1o give. If alumni cannot conscientiously
supportitheir -own colleges, they can surely find another indepen- -
dent college to support. They must gxercise the saving power which
lies in their hands while there is yet something to save. They must.

- reassess their responsibility as educated men and*women.'

It is not enough ‘simply to $ay “alumni<need to reordertheir
priorities.” Their reasons for refusing 10 give, as pointed out, are
numerous, and, unfortunately, there is no method yet discovered 1o stem

cuccessful institutions in terms of annual giving results are doing. Since
these devices are proving suctessful, they must be construed as trends in

“approaches to annual giving ¢éfforts and the attempts to solve dé¥easing

S

¥

i
: .

participation. . : <4,
- Beginning to solicit seniors and telling them of the institution's
financial facts of life just prior to their graduation, as well 4§
“tailoring annual appealsto younger alumni in the hope that an es-
. tablished pattern of giving can be obtained early in the life of the
aluminus, T e o
" - Seeking challenge gifts which offer incentives to alumni who have -
not given the previous year 10 give during the current year. The
Cullman challenge grant at Yale, as one example, praved highly
successful in bringing back into the fold many alumni who had
not contributed in previous years. '

. Placing heavy emphasis on “'reunion giwing’™. That is to say, ask-
ing glumni for significant increases durifig their reunion years and
then suggesting they drop back to their usual pattern of giving in
NON-TEUNION years. Su'rprisiilgly few drop all the way back. -

- Simply sending qut more mail. In.a survey done by Dartmouth
College in 1969 letters were mailedgto over 2,000 LYBUNTS

C '122.
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“this trend. But let me sufgest a few things which: some of the more °

.



Year BULNot- This) - asking ‘the réason’ for- their non-
.. -participation. Almost 60% of the respondents: checked. the. box:
.. -labeled *'just forgot”; More mail. makes one less likely to'forget..
g made to stem the decline in alumni participatiort

"+ ~So efforts are bein Y alums
- - in-annual campaigns, How successful they will be is almost impossible to:
. forecast. And there is-an ominous cloud’ he future pa
cipation-of-alutitni-in“annual giving campaigns; particularly for the Tofip-
fer to the deferred tuition giving program which; as mentioned, .
., was most likely to become one vehicle for helping solve some institutions
.- fiscal woes in the years aliead: There have becn no studies done as yet on
+. the Yale experience as ‘to-how their plan is affecting annual givin '
those who have elected deferring their tuition. Common sense, however,
would indicate that if-an.individual is repaying alma mateér a certain. -
percentage.of.his salary because he. elected-deferred tuition during hisun
éfgraduate years, he is less likely to be.motivated to contributé **above -’
and beyond™ to the alumni fund, In the sense that deferred tuition plans..
e.a “forced” meahs of fuand raising it is. patently._clear-that- the: im--- -
«--plementation -of this' concept..will have ar effect on the reshaping of = -
-, American higher-education.” . . . o o TR
... . Foundations ~~ " 7 - RS T
il YL Genéral-welfare foundations have consistently given between 25% .
~ %+ and 26% of the total ‘of: voluntary support to. higher education over the .. "~

v

o ldst five years. In fact foundation gifts have generally accounted for the -
%greétestésingleesourc;%oEvgluntarjras’uﬁ‘@t&fﬁfthefdllegéiﬁﬁd‘ﬁlﬁﬁff&%
g . -sities. Will. that continue? e T
St w7 I Private foundations under the mandate of the 1969 Tax Reform Act - -
LTI must, by.1975, begin paying out 6% of their. minimum investment return .
) © or theit adjusted net-income, whichever is greater. This should havetwo -
. effects:- 1) those foundations- in' existence in.1975 ‘will- be distributing.
. more of their money, and 2) theré may be fewerfoundations because the:
1969 Tax ‘Reform Act has'several onerous features causing some foun-
+"dations to liquidatesand discouraging others from beirig formed. How o
o= - this will net out in.termg:;of how much goes to private higher educationis™ .
" an‘even more difficult qUestian to answer. My guess is that the dollars to . . -
charity.in general and educdtion .in. particylar from privaie foundations "~ -
will increase. For the year 1972, at_least, that proved. to be the cdse. - . "
However, ds this is'being writteri, many foundations are cutting back on.
: :'-their’?rams because their assets have declined and the 1969 Tax Reform
" Act does not affect them. . - - R T L
. For higher education, however, foundation grants-frequently lead to .
real'problems.” It is a‘truism that the vast majority-of private foundatioris L
‘wi ish to-be involved

- wish to be on the “cutting edge” of education; they-wi R
" only with ifnoVative programs. Féw are giving for general operating supt” ©
* port. Few ‘are gigi@gf.for endowment. The. results are t 1

;- competing for foundation dollars are constantly
~r=e - costly programs which ‘they sell'to"a foundation,

) i, ne :an!@:!;q
hthiey find,”
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"ministrator,

" programs; and then solic

i

E ii'réside’ﬁt of one of the ten largest”
my view wel: - .- -

themselves committed once the foundation funds run out.

- “Just ‘three yeuars ago one of: the’ country’s most distinguished o

. ~educators left his institution-to head one-of the larger foundations in'the -
* < United,States. Just prior to his appointment he made an eloguent plea -
< “for foundations to's

upport éxcellence in education, not just new and in-
ve prog Jnce he became the president of the foundation, it
ediately began‘to give*'seed > moriey:for-projects;just.the opposite.o

unded whilé ‘he was. a higher educatjon ad

the concept he had expo

""" This is no small dilemma. In the future, colleges-and universitiesare .~ .~

gding-to have to ask themselveswhat are their priorities in terms of new - sl

sundation funds for those projects most like- -~ .

ly .to be .undertaken "evengif no- private: money  is ‘available. To do' -

otherwisg.is to_ipvite possi le.added fiscal woes in_the years ahead. .
Jacdues Barzun, in-an article he wrote for. 4/ma Mater, put it rather

succinetl; Tf..fEly“"*;iﬁ:ﬂ,,lriﬁng money into projects, studies.and institutes —all .
" new. and|superimposed on_existing purposes. — the foundations have . .- . -
" steadily ¢ -

dded to the financial and administrative burdens of univer-

33 ~ —=

The president of one majo

versity wrote ‘the Tollowing to the . -
ions . in Anderica. It expresses: = .. .

1 have reached aé;éﬁt:lusion—.‘\;vhich'isnot. ry flattering to the ma- o o

. .. . impression. that many of the foundations that have traditionally k
~‘given significant help to higher education are now so frightened by

“jor foundations, and ['Kniow of o tactful wayof putting it Ttismy

the enormity of the problem that they are adapting a strategy which .
* will contribute (emphasis added) to the collapse of private. higher
- education. In many instancés funds which were previously chan- -
neled to private higher education have gone for other worthwhile -
purposes: And since the meeds of all of our institutions are very

‘ - greai, many foundations-have adapted the strategy of refusing to Sy

' .under-privileged. students, and then helped with pmg:amswhiéh bridge -
" ‘the-educational gap between a poor secondary school background and -

" grade the
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Thus, this séeeiﬁc area’ of fund raising is having an effect on the

‘reshaping of American higher education. It is not, however, -all bad.

Many innovativé programs are good and deserve to be continued even

after the foundation funds’ have ‘ceased. And in one particular area:

“ foundation funds have helped. reshape American higher education: they .

have. encouraged our colleges and universities to recruit minority-and

the demands of a more difficult learning environment,_ _

The most striking single example of how foundations are ‘affécting -
Ametican higher education is theeffort by the Ford Foundation to up- ~
grad *Quality ‘of a limitéd niimber of black institutions: During the ===

: [

o12e
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" next f've yearq fully lDQ rmlllon dnllars of: F‘Drd Foundatmn money isear-
“marked for these selected institutions..For the most part:.the money will . -
‘be ‘spent for faculty develapmem, curricular changes, schofarships, i,

-+ " short,:for a. general lmpmvemﬁnt in: thz ovcrall quallty of "these ins:

'qmutmns T PR : :

) [ sedsin- pazrt“by th )
* .. ting and agcoumablhty requlremcms of the 1969 Tax Reform Act. More,
.. and more of the intermediate size foundatmns are hlrmg executive direc-. . .0
. ;toﬁ to ' screen “proposals - for ‘their -trustees and . cdrry out“the -ad- .
‘mi m':tratlve ‘burdens of-the-foundation; _An observation mlght be made -~
thiit this trend‘towards *professionalism™ in foundations is sremoving'the ~
3y “'personal element in foundation solicitation. The trustees may make the ="
,:.._—_;_f,_._ _,,,‘_A_ulurnata dacmmn ‘but_development officers. .or institutional-trustees-an
alumni- are ‘inviting disaster if they attempt to end run a foundation’
- employee to try and use personal influence on behalf of a proposal. Asa - -
“- .y _ general observation ; fury hath no wrath as a foundation official scorned, = .
. With thﬁ trend the ‘move, towards the funding of even more mnnvatlve,_
_programs should; igrow: he dangsrs to higher cdueannn in thxs regard 5
have been. cited -above. Y
S A'third trend in the foundation field is the gstabhshment of mﬂr
" community foundations, foundations which band together .as a’consor-:.— ...
‘tium-and hire -an administrator to handle ‘the affairs of all the founda- - - . ..
'~ tioms;, Here again ;college development officers, academic ofﬁ;ers,i
alumni — whoever might opce have been perscmally influential in help-.. -
mg obtain a grant — are being removed one step from the ultimate deci-- - -
" sion makers, The. personal approach, while still lmportam is becoming = : "
- less of a factor’in the successful obtammg of a grant, Without the per- .~
o mnal mﬂuence factgr it ance agam bEGOFﬂES more dlfﬁg:ult m get a grant _

Cﬂfpﬂf} g Gwmg

- 'Suppgt to Amencan hlgher educatlan from bus éss ‘mstltutlons

- (that ben ‘?t more than any other institution from our colleges and un- .
- iversities) is surprisingly’ low. In-1972-73 . business corporations .gave
roughly’ $250,000,000 to higher education or only 13, 6 percem of the

total for those 1,020~ mﬁmutlons reportmg .

- In general, this‘ support takes .three forrns 'Eh‘e matchmg of -

employee gifts, gifts in- kind, ‘and outright grapts. In: té:rgs ‘df the first,
_ more and more industries are adaptmg matchmg gift pmgrzﬁfls Assum-
- . ing that dlumnl cnnmbuncms cgntmug to gn:w busm&ss fts through
* . ilthis vehlcle 'should increase.”. %

. Too often, umvemty devalapmem oﬂ'cers ignore the fact that Car=
porations make “glfﬁ in kind”, i.e., their own product to the institution.’
Computer compame% have been known to give their equlpmem (usual‘ly
for the quid’ pro quo of hagmg it ‘tested ‘or furtHer developtd)

""'compdeE have been’ Enown to dgnaté !EDSES, and s0 forth The trend in

12 L
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-~ =this‘form of.giving, however, is likely to be .downward again because of .
. “the 1969 Tax Reform Act.. Corporations can now- deduct gifts in kind -
. only up‘to théir cosl as previously opposed to their market value, =~ -
i .-+ .. Qutright gifts are harder to predict because they generalty dependon-
i, the corporate profit picture.-For example, in’ the economi lly affluent -~ - "
'decade from 1956 to 1966 the rate of growth ‘of corpofate support to -
higher education,.as.reported:b -the Council for:Finan tal Aid.to. Educa
tion, averaged 9.2% per year, In.the relatively poor-¢ DMIC\ year ¢
1970 that support decreased by 5.2% from the previous year, So t
~support of higher education, while. generally -increasing..€ach "y
-probably not increasing as rapidly as the budgets of higher education in- -

... stitutions.

~ Ifthere s atrend in the motivation for corporate giving itis towards - -
-_quid. pro_quo._Corporations increasingly are concentrating their philan- =
. ‘thropic gifts in the are where their company headquarters are located™

~or where they have plants, For all the words said to the effect that “‘we -
""" need to-improve the area in which -our own employees work,” the un-" .
- - -derlying reason. fof this ‘concentration of giving:is more likely" favorable—~ - =~
“local publicity and all of its ramifications. Quid pro quo rationale for giv- -

y corporations has been recognized by mary of our graduate - 7
Js-of business administration and they have established “associate” - :
Programs, For a yearly, fee of $1,000.to $3,000.a-corporation might =~ 7
. become an’ “associate” -of 1the. school ‘and receive its professional - °
. publicatigns, publications- by -individual professors, favorable recruit-
. ment treatment, an_dfth’efpﬁvilégéﬁzﬁsendin‘gﬁ:ﬁgeﬂtivesﬂmbus’in’es&%
" seminars and the like. The establishment of this device should incréasein -~ - ™~
~ the future at our graduate schools of - business, . but the  level "of =~~~
.- . membership or the fee will depend again largely on the corporate profit . ‘
. picture. - T R S
_ Some businesses conduct :their philanthropy through a corporate . .
"~ foundation, The Exxon Education Foundation, the'Ford Motor Corm-'
- pany Fund, and. the General Electric Foundation aretbut-three which = ® = . "
*conduct -their- philanthropy through this means. When soliciting such =
* ‘corporate foundations all ‘the rules for soliciting private foundations . - -
‘hold. These corporate foundations are generally not subject to giving V-
 primarily in areas where their ‘business is concentrated. However, .-
' . because of the 1969 Tax Reform Act there is a definite trend towards the - '
" _dismantling of such corporate foundations, particularly the smaller ones,
.+ and the incentjves for a business to -conduct ité philanthropy in this - ° -
" manner has riow been lessened. A survey conducted by The Conference-
~ Board" of some 400 ‘corporate foundations reported that perhaps as
*_ many as 200 corporate foundations had been terminated. One might then -
- infer that-the regional motive for giving by corporations may become an- C
* * gven more dominarit factor in corporate support-of private highet educa- =
_ tion in the future as corporate foundatioins are closed déwn, - T
... One éncouraging sign of corporate foundation giving is the'trend
.- towards grants which’ will help alleviate the financial ‘pressure.-Perhaps -~
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Sfoundations are tun by businessmen: they are begin.-

ng a sincere effort towards better fiscal.management, The Exxon .
n' Foundation is'one such corporate foundation with.its grants:
ho wish'to employ management consultants to provide:

stitutions who y
el .on ways to bperate:more- efficiently
ldnter:Vivos: Capital-Gifis:
X Seneca wrote ‘‘He whb begs timidly cour
more educational’institutions are beginning {

ts refusal” and more and .

Looma , ) recognize this. Thus we ).
- . see major benefactions being mad¢ far beyond what development officers’
y .. would have dreamed of ten 'yeurs:ago. To name_ but two, witness.the

————ymagnificent--Beinieke=grants—to’ ~Yale—and -thc-McGaw—suppiiit- to
oo Northwestern. This trend- should increase as’ inancial pressiire
e d development officers become both more aggressive and soph
“to meet the challenge of that pressure, © = el _
.. “Inter.Vivos™ capital gifts will continue to grow as more'ang more .
. private institutions- of higher learning launch capital campaigns. Here

faca gn-is usually in response to needs

Y e

- again, the lagnching of a capital-campaigr , €
- of an educational institution .rather than a' changing pattern-of higher-
-education per se. Such campgigns on a mass scale are relatively few fund”
- -raising efforts, although one might argue that an’early capital campaign -+
was launched by a Dartmouth alumnus in 1906 WHen_i?Dart’mothall R
burned to the ground and he wrote to.all alumni asking for contributions
for. rebuilding purposes. His words, famous in Dartmouth ‘lore, were. -
T "Thistis nota call, it is @ sumnions.” Seneca would have been proud,”
*  “Inter vivos” capital - gifts should also continue to rise because
_ - private higher education.is moving to what might be termed “rolling”.
+. capital campaigns. The plan -is-a.simple one, Estimates are made for ~ -
+* . "“'capital needs over a ten year period and are simply updated each year...
.'# Whilea professional fund: raising coungil might not be hired — and ..
-0 usually is“riot =~ groups-called trustees resources committees or alumni
“ ... respurces committees are formed for the express purpose of: seeking, on
¥+ .an.ongoing basis, significant gifts of an individtial's capital either for en-
- © dowment, buildings, general operating expepses, or bequests, -~ . o

What motivates an'individual to make a-significant inter vivos gift

’ * to a yniversity? George Brakely, long"prominent in fund raising circles,” . -
claims that individuals give because they will get:something out of'it, No "
‘One can argue with that, The trick is to determine what that “something"” .

.. is, for: that is the key to-motivation. Therein lies- the challenge of the. - :
~ development officer, Dqes an individual have.a'tax or an estate problem?. - L

- Does an individual give because he or she has a sincere desire to aid a . -

- cause? Does he give because he wants the recognition of giving? All who

_.give do’so because they get something out of it. It would be wrong to-
suggest that over -the past years there is a changing pattern.in what - 7
. Mmotivatés an individual to makea significant giftrof his or her capital.” - .
. What would not be wrong to say is that development professionals. are’

.=

»" " 'becoming both more sophisticated and more aggressive in seeking out
- . o -l ot C. " -~ . : .

R
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*‘arid:motivating people t_owards'such',gifts.--"The__ri‘,:_ed'_,\_vil,%qc;

" “need for-ever ‘greater funds<continyes, .- o L
“1 - Bequesis-and ' Deferred Giving."> "~ = " R T R
... No'one can deny thatthe gift most likely to please a college presi- .
" dent is the jmmediate gift, the cash in hand gift, which permits the institu-
ion.to.g¢ Yorward immediately. with-a_new program or. helps to bridg
€ sés, Butir ther&'isoned n-of-hope

betdeen tuition and exp

on- the higher education fund: raising ‘scene which shines  with the most

o rilliance, ity th“ia’re‘a—'}‘pf;rbéquest'?nd estyte planning, . -4 b
<. : Newer. of -younger institutions may take ‘little:'solace .in that b

- statement!’ With younger. alumni bodies they just cannot' expect such a
" fund_raising effort: to reap much at all, with: the exception of few in-
stitytions able:to:turp to-pargnts-or. friends for this type of supporti The
““established inst ition;-however; milist ‘have :a- well: established -bequest
~and estate, planning program if it expects to compete successfully for the
" available philanthropic-dollar in the future’ fRS e s e
»~~The-Council for Financial Aid to Educatien. loes not summarize the
totals for bequests and life income annuities;. biit a look at -Dartmouth
Colldge will emphasize the point. In the; decade/of the '50's Dartmouth ..
~ received. $11,016,000 (rounded) in bequiests an rrevocable life income *.,
©* “contracts? In. the deétide of the 60's that figyre justabout trebled to $32,5
- 305,000, The figures for the first:three years of the 70's read as follows: -
AR i

- Similar_institutions

- -with” similat’ prograims .can  cite comparable "
" results. o T T
©." .Thereason for thie growing popularity of bequests (the final servicea = .
‘man may render his alfhia rhater) and deferred giving plansis simple; tax- . .. "
es. A tax.deductionfor‘charitable gifts was first enacted in 1917, The

decadé of the '50°s saw\:considerable tax changes and liberalization of -

deductions for donors. #\L}nd thé:1969 Tax Reform Act did not change to - - o

.. any great degre¢ the att tiveness ‘of deferred gifts. . .~ .
© """ Few colleges or-universities can afford to be:without a deferred giv-"

;" ing or-bequest program, This form of giving because of the tax conse-:

. " quences and the complexity of the law is best handled by a lawyer inthe
‘employ (full time, if pogsible) of the institution, or is the chief.respon- -,
sibility of the developmeiit officer in the small institution. A deferred giv--— .+
ing program permits the"donor. to-make his gift; etain‘income for life, -

and realize significant.ax’ benefits. Bothi‘the individdal and the institu- .

““tion benefit in a \?Efy"’dif{mati_cway;]‘ hus as a source of funds it has much -
sales appeal. i} o T e o

. If a_single most gmportant trend. can. be discerned in. changing
. patterns of giving to fisjvate higher quéatiﬁn, I believe it is-the realiza-
" tion on the part of the nstitutionsthemselves that this aspect of givin
" holds the greatest pr fiture growth: Thus they are-becoming

o . o B T




ccordmgly salanes and recogmtmn are gmng up
R at a remarkab!e rate and ‘the individuals bemg attradted'to the profession.- - :
R l,-v” are less likely to be deterred from entering it for those two reasons, This* "
R - "is particularly true.in the§area of bequeﬂ and estate plannmg where, as -

&t 7 already mentioned, tax. lawyers are in d:mand But lt zxtends beyc:nd

-0 that spe alty Atone pmmmente"

-in terms of numbsrs amithe salancs needed to attract top- fhg’ht people)
‘was developmerit — that area was recommendedto grow 9% per annum,

" ‘With status and'salaries improving, faster -in: many ‘cases: than B
salan:ﬁ in other institutional administrative areas, comes’ also an up-.
- grading of the quality ({pcopls Commensurately, Both the Council for.

- -Advancement and Support of Education and private firms are.conduct-

. ~ ing seminars of a far more intensive and sophisticated nature than they
— - did-even. ﬁvetyesrs ag::!l’hecansc ugnces-for-the-profession-and-the-in—=————
: ':‘ututmm whu:h those in the professnon represent must be benef’glal lf S

‘more trouble than it is today
Suppﬂrtwe AC‘HVI’HE‘I R B } -,’

. unto ltself There is a def‘mte trend within hlgher edueanon dﬂvelopmr:nt N
- for better research methods, research on foundations, corporations, and, :
 above all, slumm and fnends Much of the research deals with “where .
the money is.”. In the' casé of alumni this is"hot Bleuthmg in a devious
‘sense, Ninéty-nine - percent, of -my “colleagues would reject. Pope's ad- ~
- .vice: “Get place and wcalth wnth grace; if not; by any means get place

'*and wealth.”
_+ Nevertheless, dzvelopmeﬂ; ofﬁq:ers are turmng to publlc sources Df ,
mformatmn such as Secunhe and’ Exchange Ci}ﬂ’ll’ﬂlSSlOl‘l rcporls and =

L.

with more regular:ty The rersults of:the i mcreasmg sgphlstlcatmn in th: '
field would seem to be.evident in the larger “inter vivos™- glfts and be-
CILIESES — not to mention the many larger gifts to' annual giving cam-
paigns — which, as mentioned earlier, are bemé made-to our private in-
.. stitutions. The development: officer. is finally-becoming aware that h: and
.- his volunteers or colleagues must go where the money is. .
chond research as a supportwe servn:g lo lhs davzlapmerit ‘of-
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S ﬁcer is the adjunct services f'or alumm Ifalumm and frlends are. to beex-

-pECEEd to, support, the institution thén the institution should be exp

- to prowde them something-in return. They mlght be put to some granf‘y-. s
... ing work, Such as student recruitment, alumni club service, semﬁg as .

= fund ralsers for the ann'ualgwmg campaign, and so forth, Qur univers

: : nd askmg their: alumm to:involye themsel

- YEt another tr,nd is Lhat thE mstltutlons are servmg thalr slu
"“'terms of continuing’ educatlon ‘It is becoming an increasingly ndu: uus_ﬁ_
. “+. “notion that efucation is ‘only for the young:.As a resilt more and more - -
T _'msutuuom are upgradmg their alumni magazines to reflect intellectual
‘lﬁtzfﬁﬂ‘i Such ldgas as. o:oﬂtlﬂumg educatlorrf institutes-formen and
' i, W I nt_gl_l_ectua! restimula::

" tiony vac;auoﬁ tours which offer bathxf'un and intellectual enlightenment, -
_'and the’ hke are, bemg undcrtaken with refreshmg frequency Fl:om afund
tir

oL ’Summary ! : : :
« — There is no doubt a f‘inanclal crisis confrcmtmg prlvate hlgher* B
© “educationin America; Part of the answer lies.in more aggressive: .
_-and more:sophisticated. fund raising effons directed towards thg IR
" private sector. of our ‘economy. e
o~ Steps-are:being: taken: lmthsrarﬂanﬁaﬁnual*glﬂng whu:h shﬂul
" reawaken the alummni-will to glve Fewer’ paq:ple are gmng more;
. a greater percentage are ‘going to have to'give £ven ' more.- ,
| — Foundatiori giving to pnvatc hlghgr education should. in-.; -
: 'cr,,,sesbgt with it comes the inherent danger that our uriver~ . -
sities' will ‘add costly programs as a resuit of foundauon sced“ L
" ‘money-that:will ‘inflate the budget once-the money runs out:. _
"= ' — Corporate giving'is likely to contmut to rise but at a less rapld SR
' " raté than institutional budgﬂts unless the economy picks up.con-
_siderably. American higher.education has a considerable job to
do to educate the cmparate benefactors of their work. Quid'pro -~
quoism is likely to:increase.and’ curpor’ale “findahans" wnll e
'bECOITlE le“ a w:hu:lc: qu corp«:mte gwmg B @ g
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glfts :
. = The most llkc:ly area to. baneﬁt American hlgher educauon in
- . terms of lcng range. suppﬁrt is that. of bequests- gnd life income,
- _* contracts in their many forms. Both the individual and the m-‘
! ~ stitution can bt:neﬁt cnormcusly fmm irrevocable “inter vivos"
SRS 111 £ TR - e
' ~— The mdnvndudls bElﬂg attracted 1o the develgpm&nt ﬁeld are . ’
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K becnmmg thh\mDre aggresswg and more snphnstncate’ﬂ‘ Salarles
.- are increasing as top. academic and administrative. officers are
comlng m rgalrze that the c‘ llbre of thenr developm:nt ﬂﬂ“c:rs is

- ‘non- fund raising’ aétﬁnues These mstltutmns dre enactmg con- e
: ~.tmumg education programs, “The c:ff-shoot of thlS 15 llkely to ber RO
' ascd alumm suppm‘t SN R

, ‘said that dEVElemant 'Qfﬁcers who can best berce e donor reaction
-changes and relate them to ongoing needs of higher education will be the -
‘' men and women in the position: best to serve their institutions, Whatever '
“the outcome, one thing is certdin, trends of pnvate support will continue’
tohave an lﬁﬁpact on.the shapc and dlrectlgn of Amencan hlgher edm:a-
~tlon . - : .

: 'Statemem cnntamed .m prgi‘nmmnal bmchﬁre pubhsh:d by Jclhn Price” " -
Jones Co., 1968, - :
. ’Jscques Earzun' “F‘nundatmn Fglklarci" Alma Mater Vulumc XL Nu 6
‘May ‘1973, page 5.
" . 'Statement in- canﬁdgmia] leuer to ma_u:r f‘aundatmn The authar pr»:f:rs to
femsm annnymuus '
r ‘ : . Saleﬂeﬂ Blbllagruphy
o Amem;an Alumm C‘ouncil and Ccuncll for Fmancxal Ald to Educatmn
lellam C. Cassall Amﬂrlcan Alumm CDUﬂCll Deferrsd Gtwng--
) _Progrants: Administration and Pmmmmn ‘ o e =
- The Founda tion. Center, Faundauﬂn; and the Tax- Refnrm Act af 1 969 o '
' prgcgedmgs of conferencés held on February. 17 1970 at I{ansas Clty -
~and February 23,°1970, atNew Ycrk, City.— - :

. Pstrn:k W, l{ennedy, Faundanarz New.si 1968 1973
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Change in H zgher Educatlon ;
Pzecemeal ar Comprehenszve?*l,i-a-=

’.——' ———

Frcd:nck M. Jerws is presnd:nt uf lhe Cﬂntcr fnr e
* Construgtive Change, Durham, New ‘Hampshiré and, e

- fotmer pmfessur and-.chairman- of-the Department nf
i "_Pk‘iythﬂlﬂgy at the Umversnty of l‘i%w Hampshlre

e Changéjiilroublingtzgncaf:t;SD trouhling that college or-universi: ~ =
ty-change is usually-a reaction to unrest and dissatisfaction within the in- .
smum:m or to przssur&s from the OLl[SldE commumty Sorne sd-

g and consndﬁr it a detf:noratmn of, st'andards dthers | assumeﬁ chaﬁgenm ;.‘ ’
chcate*; progress and thtrtfora beneﬁs the msulutmﬂ and the larger com- ‘
mumty - -

v L Recent times have seen one chang: follow anmher in cc:ll,efges andf
" “universities, Administrators and trustees. react to studept unrest-and -
fundmg problem.,, .they revise curricula and adjust calendars. They
eliminate parietals.and adapt admission standards, believing the resuh
will be a sound and fundamentally different institution. )
- Our question is this: Are these truly significant changes OF.are we'
trying to graft new arms-ang legs on the'same old body" ‘hat difference
do such-changes make, fog/&xample, in the significant issies of injustice, -
human dignity or new lgddership? We are not advocating that the institu-
" .tion be preserved-as it is, as it has been shaped by tradition and conven-
_ tioh, We are suggesting instead that theé college and university must ex-

~ amine possibilities of a different. and comprehensive kind of change. -
Otherwise, institutions of higher education will spend increasingly more . .
effort makmg piecemeal changes which.will be of little conseqyence when =
viewed from a larger perspective.-In effect they.will be like the firemen

-=putting out-brush fires- WhllE the famlly penshes in the burnmg house Ao
. lhEll’ ba:ksi . ‘ . : , _
Sl R e Copyright, 1975 hyf‘,redme-k M. Jéryif and Janis W, Jmi:*_x,
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o The focus Df lhl'i colume is- hlgher educatlon but the. prlm:lples'-
*," whith delerm ne-how change ‘occurs-in educational* mstltutlons arfe-the .- -
o : hc ;,Lwhnch govern-:change .everywhere, ‘As" in-other ‘areas, =

: change in Educallon is almasl always w1thln the framewmk ofa preval"

A dl‘?Clplll‘lﬂ orinstitition :remams mlhe EXlStlﬂg fi*améwork

J ,PIECEITIEEI and usua}
.+ achieved in this way. may.seem vast. m those who operate wnhm the same A
: j”com:eplual boundaries, but it will prove insighificant cgmpared’ta what
happens whert' the boundartes themselves are disc
To illustrate, looksat the canstruct of narma[ﬂy Some psychologlsts L
dEEEpt this construct withaut question, and it "Becomes the framework v’

* within- whlch they. operate as scientists. Whal people regard as new dis- . T
'l coveries, advancemﬂm and significant change are always made within | -
. ’thls ‘same ¢onfext. ‘There is. a different ‘way- to” view psychologl:al LR

progrc, s, Ourposition is: that Eurﬁ:nt advances and discoveries aréac- _
'_'tuqlly ah elaboratmn and refinement contained within the psychological .

paradigm, apd the expertis unable to exceed or Eballenge thesbaundanes
- of hl‘i mmal construct, As Klee has. slated A P

w3

g sother hypmhem m phllosophy or sclencc (Klee 1950 p 7)

R K13
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el sential to recognize paradignis are not changed simply by condt

-.ing_critical expériments or. disfovering the new) fact, They are changed "
‘only when challenged by a competing construction; W hen the basic.con- -
struction_remains, all-that is possible is an elaboration c
withinthat' ¢onstructionThis’is"very much like'the'statement by:(
- Kelly -in The..Psychology of- Personal-Constructs: that;the individ ,
*-pérsonal - constructions are merely elaboratibns within. a superorditiate .
.construct. This. construct, Kelly says; cannot be altered: by changirig'a :
»+fact'or specific elément within'the-constructian, but only by'changing the: -
' supergrdinating constrict-itself. (Kelly;~1955) ‘As-dn individual, if my
‘purpose isyto avoid failure 1 may of erate’in-many different areas;"but" .
iways within-the boundaries of-avoiding fai If.I.can.be persuad
seek ‘a different purpose =0 grow-and d p - a total and si
.+ .change of a reordering of ail the facts and specific-instar
.~ construct ‘would: result,: The . individual.:then begins: 1
.7 periences and ‘even-to view failure as a earning e 3

- framework governing the area in which change is deemed necessary. All -
gignificant-change in the past.was achieved in.this way.and actually oc
_ . cirred ‘suddenly, with. revolutionary - completeness;  even 'though we| = . .
o thgugh_t“;it?;happene}d ~with - gradual- incremental - steps:-To ‘change”or}= |
‘. replace the framework, whether it is called paradigm,-construct; model, | . I "o
or theory, affects everything withirr that framework, afid ¢ angewill be |, ' {
- 7 sudden -and ¢omprehensive. ' SN o

.- .The clearest. examples are’ in ‘science. Significant, change has. not.|- *
- come"about. through the crucial experiment or -the 'single new. fact;as |
maiy believe, but has burst forth because the entire paradigm was |-

- challenged and found wanting. The greatest challenge was to th¢ method- |

“". .of-knowing. itself when " the underlying purpose of theoretical physics -|

. " shifted from af attempt to_discover the fixed nature of thingsgo the pur-.
.-+ pose of .observing the relatfofi¥hips between initial conditions and gt -

P
[T PR

.. /.- come. The.implications for epistemology-and for science are still not Tully - -
© -+ recognized: Those clinging to the old model daily develop.new techniques -~ . ..
- *rand perfect new equipment, only. partially-aware that the significant.ad- "~~~
* - vance was the development of a' new theory which dictates the nature of =~ »
‘ - future techmiques, equipment and methods. - T
DR In-business we h'avi:'6bserv§d’th,é'protes’s.of changing frameworks .
-.% - the past decade or two as whole-in

i o , dustries shifted: from a manufacturing. 1 - ..
. ‘model to a m'a_rkétirj%ggde;l shift exemplifies truly comprehensive - .
% change because it causedt restrufturng:of entire business organizations. - '
---—Basic to-a- manufacturing modelis4He assumption. that -manufactiiring.a.
AF ure of the business; The organiza- .

sproduci or providing a setvice igthte ‘ 1€, 0T -
¢ quality and its tost. With theaidof
ues, management can track product, -

- -.""tion focuses:first. on the produ
. flow charts and criti

TLh




passenger m
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‘in dlsc:lplmes'ar tutmns pmvake fecagmt n csf a framework that no,
- longef functions adequately.~Practitioners ecome aware of limitations in
hglr dnsc:plme hecause. the thegretlcal model does: ‘not’ enable’:them to

v el ot .

, penod ectingals . pury in -t
With the change, science quwed itself as dealing with’ relatlunshnps an
:h§ purpose of the scientist-was to' discover ihe ‘unobservable’ construct:
which explained. what-he was not ‘able to ‘obsefve:directly. Note, as the
“discipline became more advanced the criteria had ¢ gliange also, af the
.77 scientist-referred to ‘constructs which provided <ausal explanatmns for -
. relationships. At a later timé in.a new framework science saw itself as.
_ . dealing with'the construction of initial CDﬂdltlDﬂS_aﬂd observmg the con--
T sequent esults “The | purr;msfé’here ~to_ maxim
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It is obvious that in similar fashion it is possible to take the construct
particle and.view it in radically different ways. Depending on the current
scientific framework within which the word is used, the scientist would
ask different questions and structure his research in different ways, His
problems would differ and his options would.change from one paradigm
to” another. The boundaries for science, as well as_ for philosophy,
mathematics or any other discipline, are inherent in the framework which
governs the discipline, not in the nature of the 10pic with which the dissipline

-is concerned.
. General Indicators of Limitations in Frameworks .
In Th? SIrz.r('lure af Sc ié‘niffc‘ Remlutiam»l(uhn shows the reader a .

=

or fmméwurk Allhuugh th&g plctun: focuses on ‘science, it can be
generalized because it accurately represents the turmoil whn:h precedes
* the death of prevailing frameworks in other disciplines, institutions, and
cultures. In almost every instance the framework which is no Iungzr
adequate, which will no longer serve as a guide, displays the following
LhddelelSth‘i o
. General cmnfusmn and sometimes crisis .
2 Questioning. of authority S
3. Fragmenting of methods
The turmoil accompanying the death of a paradigm in a specialized
diSciphine is also true of society in general. The institution of higher
education cannot be separated from society so it too is subject to the
"chaos and turmoil of dying paradigms. Qur question becomes: Does the.
controlling frumework for higher education and {or the larger society still,
function adequately? It is |r§|pnsuble to avoid asking this question when
we see that all institutions in our society are 51mulmneously in dlS" rray
¢~ and aré increasingly unable ta_fulfill their original purposes. This is true
of st.lf-gﬂvr;srnnjt;nl the Lhur?ﬁ? and education.

Universities traditionally base their claim to authority and respett
on the ability to.leag the search for universal truths, to train the leaders
of tomorrow, to provide the certain answer, and to deal with fipites.
These claims.are 'iuh_]t(.l to growing challenge and doubt, yet no one
knbws what alwrnative role the institution should fill. Gonsequently

. colleges experinid 1t with curricular sgructures, expansion into the com-

~munity, interdisciplinary programs, and calendar changes without asking
if these are the most essential changes to make when problems are due to
the fdilure of the framework which governs the entire institution, -

Turrniodl and confusion in the social structure are apparent to almost
every American. The small farmer is personally aware of a erisis in the
ceonomy; the econbmist must fuce dilem mas created by simultaneous in-
Navion and unemployment; parents can neither understand nor condone
the life style of contemporary youth, but can offer no acceptable alter-
nittves, )

This confusion s mirrored 0 higher education. The.inability to

‘ N 187 ,
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_calendar is more advantageous than a 3-3-37

decide whether his task should be teaching or publishing is 6nly one of .
the dilemmas facing today's faculty member. Who can'say that a4:1-4

Confusion about the mission of education is reflected in the impend-
ing crisis of skyrocketing costs. What les behind rising expenses? Many
factors, of course, but probably the most important and least questjoned
is a new profession which colleges have introduced, that of educational

_administration. College: administratoys are no different from ad-

ministrators in other professions. They too measure their influénce by the
size of their organizations, the number of people they administer, and the

size of their budgets. The result is construction of costly educational - -

bureaucracies within our schools. :

Another example indicates the depth of uncertainty into which
educational institutions have sunk, Colleges and universities, founded to
serve a particular purpose, often espouse a different purpose in their
public statements, while still another and third purpose is implicit in the
decisions they make and the activities® they pursue. One such college
might have been founded to *‘educate the young." The stated purpbse
may be "'to advance the frontiers of knowledge and to’improve the quali-
ty of teaching.” However, an examination of the decisions and activities,
at the institution may reveal that the college is operating as if its purpose
is “to preserve and enhance the image of the institution.” Athletic
programs, physical plant development, faculty research grants and
publications are more likely to serve the unstated third purpose than
either of the other two. v . :

Those who worked in colleges and universities in the late 1960s and
dealt mainly with young people, and those who follow the daily news are
constantly reminded that the old ways no.longer work and the old values
no longer unify. The problems.and uncertainties now, besetting the .
college and university indicate the old framework is no longer sufficient
to resolve dilemmas or explain paradoxes, The controlling paradigm no
longer permits-the institution to meet problems posed by an environment
which the institution in part created; the institution is no longer able to
sexplore’ an area in which it previously led the way. (Kuhn, 1962, p. 90)

Questioning of authority. Traditional sources of authority and seats
of power remained essentially unchallenged until recently. Twenty-five
ycn}:s ago the family was still a strong central unit. The church was g
powerful and final authority in most Western societies. Unions had only
recently mounted a real threat to management and ownership, and there
was no serious doubt about the authority of the law and its represen-
tatives. All of- these institutions are being questioned today. The
traditional power structures are brgaking down in society and crumbling
in higher education, _

Who sets policy and makes the definitive decision in the university?
The board of trustees? Presidents, adminisérators, or faculty? Students?
An outside body or power group? More significant still is the almost tota!
defection of higher education from its (ggditional position that fina

pld v
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‘aufhority rests in knowledge itself and that the institution is- both

repository for acceptéd bodies of knowledge and source of newly dis-
covered knowledge. Absolute knowledge was more than a phrase at one
time; it was an academic way of life. Today it'is not unusual to.see whole
programs within our colleges and universities not oriented toward either
transmission or discovery of knowledge but oriented, instead, toward
providing the student with new experiences, T-groups, sensitivity train-
ing, and confrontation methods are all acceptable “‘educational ex-
perience” in many institutions today. _

Fragmenting of methods. The splintering off of-methods and mini-
methods, the proliferation of systems constructed to meet a growing
laundry list of problems, are phenomena typical of government agencies,
bureaucracies, business, and science today. This kind of fragmentation
promotes overspecialization and accompanying loss of perspective, Few
practitioners have the ability to work with” interrelationships leading
toward unification of their own discipline, much less the integration of
related disciplines. The excesses are particularly apparent in medicine
where the physician has moved away from general practice toward in-

_creasingly narrower specialization,

« + Universities are particularly vulnerable to the hazards of excessive
fragmentation because the structure of the organization promates the
overspecialization seen ip academic disciplines everywhere. The process
of categorizing, differentiating, and further refining is an inevitable con-
sequence of the knowledge system which univgrsities perpetuate. It never
has been a system for generalizing and unifying,

If-we consider education as walking on a broad plain, then colleges .
and universities put people to digging in separate shafts labeled biology,

chemistry, psychology or sociology. Forks, branches and subdivisions. - - -
~develop, as each shaft is dug deeper, and the pérspective of individuals
“digging in the shafts diminishes accordingly. The diggers experience a

constant parrowing of vision, and the branching of shafts within shafts
continues. In the shaft labeled biology, twenty-five or more sub-shafts
dividg into separate specialties. In each’sub-shaft diggers find their own,
small nuggets of truth, never asking how their nuggets Wre related to
others. Students in these institutions walk the plain of education until
they fall into a shaft, and graduate school is a move into sub-shaffs,

Education has become a narrowing_process. Special jargon and
methods separate people inside and outside of disciplines, and-special
groups compete to establish which group is mostimportant and power-
ful. It is gxciting to imagine the consequence if education could be like
climbing a mountain where the student gitins perspective and wisdom by
climbing always higher. If education were changed in a fundamental and
comprehensive way, it could become an opening up process permitting
students to fecognize more and more interrelationships. Then the
educated man would be able to unify and integrute what others see only
as separate and unrelated, .
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Specialization; departmentalization, the separation of knowledge,
and reliance on expertise have gone too far. Educators are aware that the - ‘
‘institution has paid too high a price for any possible benefits gained
following this route. In an attempt to restore unity schools have tried
combining departments, permitting students to construct their own ma-
jors, and instituting other. inter-disciplinary courses of study. Anyone
close to these programs soon recognizes the problem inherent in trying
to put together what has been separated. Programs or specialties once
conceptualized as discrete become rigidified and proceed in .only one
direction, toward further refinement and elaboration. '

Obviously there are problems in the institutions of higher education,
in academic disciplines, and in otker institutigns within the larger society.
These problems-are indications that the framework itself is in trouble,
We go beyond this and- say that they also indicate trouble in a more
general framework than those we have discussed. We suggest that all in-
stitutions and academic disciplines andvocieties in the Western world share

a common governing framework, the framework for information and
knowledge. and this is the framework which is in trouble. Significant
;change and new knowledge can come about only by changing the
framework within Which that knowledge is produded.

As current academic and social frameworks are extended, their in-
adequacies become manifest in growing confusion. The fact that all our
institutions are simultaneously in trouble indicates, we believe, a problem
in knowledge itself, because knowledge is the paradigmatic construct
upon which all society, and higher education especially, are built. '

Indicators of Trouble in the Framework for Knowledge
Are theré indications that the.Western epistemological modelis run-

_ning out? We join thoughtful people who ask il the framework for

knowledge has been extended and claborateg to the point at which itsin-
adequacies canhot be explained away as incomplete knowledge, lack of
proof\ failure 1o validate, or as due to other equally unsatisfactory
reasony. The indicatlons of trouble in the framework of knowledge are
the same as those for_all other frameworks, The following examples
emphasize our point that the paradigm or framework for knowledge is
running out. -
Confusion, paradoxes and dilemmas abound in current knowledge. '
How' do we know what to believe? The so-called knowledge explosion is
merely an intance of elaboration within a paradigm. The paradigm es-
tablishes botindaries within which questions are asked and information is
produced. The limitations of the paradigm become more obvious as
questions become increasingly specific and refined, and information
refers to minute detail. The professional and the lay person are both
plagued by inconsistencics because the way they explain how they know
cannot account for paradoxes, contradictions, and dilemmas in what they
know, . .
One such inconsistency brings into question our entire method of
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knowing and therefore all knowledge produced from this method. The
accepted explanation for how we know is predicated on the separation of
the knower and the known, According to Western man, properties of
qualities can be discovered by observation or can be objectively perceiv-
ed. Object-instrument-eye-mind are viewed as discrete systéms or con- -
structions. Thus, knowledge is about objects or persons which are viewed
as separate from the knower. o : :

- This thesis does not hold if we bring together research findings from
two disciplines which are usually considered unrelated. The psychology
of perception, concerned with how we perceive, has directed research
into the relationship between mind and eye. Theoretical physicists, using
essentially the same methodology, have focused on the external world
and on the phenomenon of observation, and their concern is in-
terrelationships between object, instrument, and eye. Perceptual psy-
chologists conclude that cognition and perception, the mind and the eye,
cannot be separated or treated one independent of the other. ‘The
physicist concludes that the eye cannot be separated from the instrument
nor the instrument from the object, and that these therefore do not con-
stitute independent constructions. (Rainville, 1970) . . .

If we accept these findings, no boundaries exist between mind-eye-

‘instrument-object, and the method by which we *‘discover” truth and

reality is seriously challenged. The prevailing method of knowing is
embedded in the assumption that it is possible to separate the knower
from the known, that scientific and intellectual “*objectivity” is possible,
But if we juxtapose evidence brought by this same methodology, we are
left with a paradox which cannot be resolved, for the method is also the
only method we have for verifying and evaluating this same information,

Erosion of autharity. Yesterday's theories are today's myths, Today's
fucts are fast becoming myths. Never before have people been surround-
ed by such an impressive volume of new information and never before
have they experienced so much doubt and distrust of the facts which fur-
round them. A recent drama involving state officials and oil interests on
one side and citizens of a small coastal community on the other side
demonstrates how the authority of facts and information is eroded.

State officials and oil interests martialed their experts to produce
and organize facts proving that an oil refinery was necessary, posed little
risk to environment, and would be beneficial to the community. These
facts might huve gone unchallenged except that the community was a un-
tversity town with its own share of experts. The local experts produced
and organized other facts proving the refinery was not necessary,
threatened the environment, and would offer no potential economic
benefit to the community. .

This same skenario is being played daily throughout our country.
The average person recognizes that experts in any field can produce,
organize, wnd use factual information to serve different purposes. The
facts do nor speak for themselves.

Fragmentatipn of methods and the proliferation of mini-systems are
' o 132
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- thought by some people to be progress thrgﬁghexpanding knowledge.

Others see fragmentation and proliferation as the consequence of focus-
ing on analysis, and do not view it as progress but merely as infinite
differentiation within a basic construct or framework. To illustrate, ask
yourself what a psychologist would likely do if granted one million
dollars to study mental iliness, a construct commonly used to explain
deviant behavior of people. In studying a hundred thousand people
classified as mentally ill, he will conclude that 'some people, perhaps
9,000, - do not fit his criteria and therefore are not mentally ill. The
91,000 remaining would be differentiated into’ sub-groups, and. later
research would focus en one of-these. Each sub-group would then be
divided into people who do not fit the category and those who do, and
these would again be sub-divided. At the same time, other social scien-
tists would be developing methods for treating each sub-group and devis-

" ing mini-theories to expldin how each is different. Note; there would.be

no challenging -of the initial construct, metal iliness.

Because few people in our culture and in our day questien the con-
struct mental illness, the gravity of the problem is better illustrated if we
substitute witches for mental illness. 1f we accept witches as an explana-
tion of deviant behavior, then it follows that we would, need criteria for
determining who are the witches. Investigation would show that some

‘persons labeled wirch do not meet the criteria and: ,lqhemfor.e are not
- witches, Those who do fit the criteria would evidenct cvtaiﬁ deviational

differences leading to further subdivision within the wfi‘h construct. A
logical conclusion would be different methods for explatning cach of the
sub-groups. Ouyr point is: Present .information and kyowledge do not
enable us to challenge our. basic constructs, but only\to differentiate
within the construct we accept, This leads to fr’agmzntis\(rion of methods

, o S G
The Emergence of Competing Knowledge and Inflrmation
Knowledge is the university's business. Nb matter what else people

expect it to offer, they ass?’ne the institution will be a merchant of formal

knowledge and a manufagturer of the most contemporafy bodies of in-
formation. However, it is our belief that knowledge is also the source of
difficulties which universides and other ‘institutions are™Row experien-
cing. The indicators of trouble found in other frameworks are apparent
also in the knowledge-information framework. R .

In addition to the indicators we have diseussed, there,is one final and
conclusive trowble signmal, This last indicator, more sfgnificant than the
others, is the emergence of competing -and incog\patiblﬂ 'bodies of
knowledge, of unomalies in information itself. Such deviations do exist,
and several have become accepted bodies of information.

Two very different instances of apomalous knowledge are thos of -

- acupuncture and quantum theory. Acupunciure cannot be explained or

understood in the présent structure of scientific knowledge, but it has
been accepted and even taught in the classroom. Prestigious medical and
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dental schools havg included acupuncture in their curricula, not because -
it is logical or explainable within, present frameworks, but because it
works. They are willing to live with it, but treat it as a novelty,

Quantum theory is the second case in point. The physicist cannot ig-
nore quantum mechanics because dramatic scientific break-throughs
demonstrate that it, too, works, At the same time, a physics which
basically repudiates the existence of time, space, matter, and causality is a
puzzling anomaly. The physicist ushally has no difficulty lecturing about
this point of view. However, When he returns to the research laboratory
he often falls back into the traditional framework. Quantum theory is an-
tithetical to the research the ordinary physicist designs and pursues.

It is always possible to explain anomalies away, but when this
huppens people. lose a valuable opportunity - the opportunity to
recognize or identify a different paradigm. Anomalies are not explainable
in the current framework. In fact, they are anomalous because they have
sprung from a new or different framework. Anomalous new information
has been incorporated into the programs of colleges and universities
because it has.enormous practical application, but it remains incompati-
ble with the main body of theoretical knowledge in the institution. In ad-
dition, tHe anomalies are spread through different departments and dis-
ciplines; and cach is viewed as the result of a novel technique or method
rather than as symptomatic of a competing paradigm. The following
chart demonstrates that a body of anomalous information is emerging.
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GHART 1, AN ANOMALOUS BODY OF INFORMATION

Traditional Informalion * Anomalous In!hrm!!larg:
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lign Systems)
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What is NOT hippening, whal is MISSING, represents essential information : | S

3, Selantifc versun techrologleal: Seentifc method is imed ot discovering natural laws and explining whitis happening. Wards and

A K T T, L 5 el 2.

(he elationship hetween inital conditions and oulcomes.Information s constructed to direet actvity, Criteriaae for desired oytcomes

objectives, and actual resuls, and symbols refe 1o these. . .‘

symbols repesentrealy. Crtria ar or how well one' explanations L b sensory experences. The echnological method dealswith .
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How is it possible to produce a different kind of information? An- -

tithetical bodies of knowledge cannot come about through elaborations
of old paradigms nor can they be combined into a single unity. When
new information cannot be integrated into the old framework and when
this same information nevertheless gains general recognition and accep-
tance because it works, this ‘indicates that a.new framework for:
knowledge is emerging to challenge the old. '

One significance of the.alternative approach is that it represents the
way purposeful people actually function, while the traditional approach
represents explanations about man's inner nature. The differences are,
not merely technical or methodological, are not just differences between
practice and theory, or the applicatien of academic knowledge to'a par-

ticular fi€ld, but-represent a different method of inquiry.

These are controversial statements, but it is important to make the
distinctions. Evidence of two.informational frameworks - one represent-
ing the framework for all Western knowledge and the other represerting
an entirely new dpproach to man, society, and reality as we now know
them - offer a potential for comprehensive and fundamental change in

higher education and in all other institutions fashioned by the prevaifing -

epistemological mode. A

We are not the only people who recognize that the current bodyof
information is inadequate and that the entire framework for knowledge
itself is no longereffective, Again we,refer to Kuhn, who finds the un-

‘derlying epistemological paradigm askew in psychology and other dis-

ciplines, but says that he is unable himself to relinquish it as he cannot

conceptualize a possible alternative: The old paradigm, he says, is carried

along in the very structure of language, and he sees no hope of there ever -
being a way of communicating verbally without communicatfhg and con-
tinuing the old paradigm at the same time. (Kuhn, 1962) 7 o

We do not believe that this is true, and contend that a new
framework is not only conceptually possible, but that a competing
framework of knowledge is emerging today. The cé‘mpetingi‘mm;wark. is -
not emerging from the classroom, laboratory, or library, but from a
result-oriented ficld which has historically made a different kind 6f de-
mand on information. The implication is a knowledge revolution which
will reshape every educafional institution molded by the old framework.

Up to this point, wehave discussed frameworks in general terms and
Rave considered them in relation to change - the kind of change possible
within a framework and the kind which comes about through c{i’unging
the framework or meta-model which no longer unifies, coordinates and
provides direction. What is this framework which no longer providés
maodel problems and solutions for men, for the academic world, and for
knowledge itself? Tt is time to be more specific about the frumework, its
nature and components, and the role it plays in personal, disciplinary
and institutional functioning. We shall confine the discussion to a
framework for knowledge, but our definition is a general one upplicable
to ull frameworks,
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The framework for Anmwisdge consists af (a) Ihe mmpfelfénsme
assumption, which determines how information is produced: (b) the inclusive
purpose, which determines how information is organized. (c) the mrpln:'u
criteria, which determine how mﬁzrmatmn can be used. ¢

.The prevailing framework is seldom questioned, especially in the in-
stitutions of higher education which both promote and perpetuate it.
Usually it is unrecognized and impligit. The following chart will make ex-
plicit both the traditional framework and the anomalous nr;—:w one which
has emerged as a challenger. bt . .

&
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N CHARﬂ GUMFETIHG’ FRAME\VDRKS OF INFORMATIQN AND KHGWLEDEE Eg
THETRADITIONAL FRAMEWORK ~ AN ALTERNATIVE FRAMEWDRK DEMDNSTRATIHE THE DIFFERENCE
um;é The assumptlon s that man can 'gls Tht asaumptlon i that information i Clugied physics: Focus is on prcsp:sr
;[fg*g cover trulh by observing and asking | constructed by usking questions fron the | tes and qualities nfsnuusa how they act
%Z 3 3 |questions about whatis-here, vantage point of g framework, and el _
Léag |, L Lo —_ "
a (4922 |~The boundary conditions for inguiry | =Assumptions, purposes and ciler o vau |
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~ If the alternative framework becomes dominant and is chosen by an
institution or discipline, there will be'a difference in the way that person
or oganization functions. Institutions of higher.learning can shed the old
model. Should they choose to- gperate in the alternative framework,
change would be total and comprehensive. The new institutions would

 “operate from the alternative premiseé that information -determines what

happens and that it is possible to change information and knowledge by.

starting with different assumptions, purposes and criteria. . :

‘The framework for knowledge functions as a meta-model which es--

Lablishef*fg boundaries for . subsidiary: paradigms.; To illustrate the
differend®, consider how subsidiary frameworks. affect the selection and

- functioning of leaders, There is g framework which shapes leaders and

from awhich leaders shape institutions. We shall make explicit the current:
framework for leadership, note some of the donsequences, and make
comparisons with an alternative.

Today's framework canbe stated, as follows:~(1) Comprehensive
Assumption; Individuals have properties and qualities which determine
their actions. (2) Inclusive purpose: to-identify evidefice that desirable
properties and qualities exist within the person chosen for a position of
leadership. (3) Criteria: these refer to the properties and qualities under
consideration. Examples. are honedty, intelligence, and sincerity.

Let us examine how this framework is employed and the im-
plications it has for leaders in higher education. To be specific, a selection
committee is established and immediately lists its criteria for selecting the
new president. Some of the criteria .will- certainly be scholarship, ad-
vanced degrees, publications. The committee will also look for evidence

‘of intelligence, wisdom, and other-worthy personal traits. It may alsobe ... ..

concerned with the candidate’s'appearance, his, use of language, his com-

mand over group situations, and administrative ability as displayed in

previous administrative posts.:

-
‘Next; for éxample, look at thé young man who wishes someday to be
president of a college or university. Aware of the:criteria which selection
committees are using throughout the country, this person would
endeavor to ea\g a doctoral degree, write a book and publish an article.
He would becomearticulate, learn to handle group discussions well, etc.
These criteria will become the critical indicators or objectives which
direct his uctivitics and by which he evaluates his progress. He will
develop skill in scholarly pursuit, writing, articulate speech, and group
~ discussion. If selected, these are the skills and techniques he brings to the
educational institution. What takes place within that institution or
organization will be a function of the skills the person has brought to the
job. ' ' '

“In contrast, let us.put forth an alternative framework and see what
différence it makes: {1) The Comiprehensive Assumption: Leaders are
responsible for constructing and organizing information in ofder to get,
results, (2) Inclusive purpose:. to loek for leaders who give evidence that
they know how to construct and organize information focused on results;

"o | |
: L1 .
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(3) The committee selecting the new un'iversit,y president would establish

‘criteria based on the outcomes or results it expects from his leadership.

Because it wishes to see the university totally preoccupied. with resulis,

-outcomes and accomplishments, it would ask: What are the evidences.of

‘student growth and development? What difference, does the university.

muke? If it did not exist, would anything be différen(?.

In terms of specific internal’résults, the committee would wafy
evidence that the candidate knows how to construct systems resulting in’
in the organization.is fed
C credtivity and innovation,
— Integrated but decentralized problem-solving and decision--. "

— Constant improvement - each perso
the'information he nigeds to maximiz

makmg. :
== Fair and equitable jreatmiént of all members of the organization.
— Continudus and open evaluation of the methods used to get
: results,

If these were the criteria, the person interested in becoming a leader
would develop related skills and techniques. Personal skills and tech-
niques are not so much a function of one's personal properties and
qualities as they are.of the specific targets he has set for himself; and the
experiences he has gained in achieving these targets, The organization led

by a man possessing these skills and techniques would become a différent

kind of organization or institution- from those guided by other leaders.
* In the traditional framework. for leaders, what is happening is

" viewed as due to the inherent nature of people or the results of conditions

in the environment. The leader endeavors to understand, order, and con-

trol what s happening, and consequently he focuses on developing ggod - -

" ‘explanations. In contrast, leaders within an alternative framewof?accept

nstruct
the framework for the organization. If there is ineffectiveness in the in-
titution, it 13 atiributed g the framgwork whijch leadership has con-

responsibility for outcomes and results because it is they who ¢

" structed.

~In summary, it is possible to have a different framework for leaders;

these frameworks will affect the selective process and determine the kind

of people who are chosen. They will affect the kind of skills and tech-

niques leaders develop and bring to the job, Finally, because of their
different skills and techniques, there will be a different kind of grganiza-
tion. What is happening today within our institutions is not due to the

unfolding of natural forces or the evolution of time, but_is theelabora- -

tion and Quiillment of the governing. framework.
™. ( Some Implications

We have presented and briefly developed two metig-models, the
traditional and alternative, both generalized-frameworks which are not
specific to a single discipline or institution. The traditional model is the
controlling paradigm* or framework which presently shapes science,
cducation, and other institutions as we know them today. The alternative
model represents a fundamental choiee, making significant and com-
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guide for constant Tée 'ﬁﬁtmn of the assumptlans, purposgs and
“eriteria ‘which establish the - boundary conditions for all public . and
s private*aspects of human life, Thinking in this alternative way suggests

HEW meihad af inquiry. Scientific. an&&hmcal research, inquiry in

digciplines  su

micthedology, 1l deal with'givens and emphasizeé analysis and differen-
tiation. The inquirer separates into classes, and identifies differences,
* | categorizes ahd labels. This process keeps. the focus on the specific in-

e *stamie. the isolated -event, or the discrete fact. In tontrast; the focus.for .

mqun‘y within the alternative framework .is on synthesns and similarities

;" in the-form of common underlying assumptions, purposes, and criteria.

Implieit in thg approach i$ a recognition that meamng and mteri:retatlon

of any fact’ or evefit are functions of the context in which that fact or

event is embedded. Inquiry, theréfore, is a process -of identifying. t,he
largﬂr context, «n. this case the controlling - paradLgm,- “model,

amgwork. - . .

" G&n@ral Sy%temﬁ Theory is \an apphcsnon of this approach It is

ed on’ :1 recognition of the sigrificance of the whole in determining the

cteristics of the parts, and of the significance of the paradigm as a

:_ _ supf’:rordmatmg comstruct, Thesystems theorist knows that he canpot.in- .

vestigaté parts and pietes lndepsndent of the larger context within which
they occur. Each system is biit a small system within a larger one. To
follow the gengraj systems approach to its logical conclusion is to ask the
. question: What is the system which includes both the i lﬂqufﬁl’ and that

<+ *°  into which he is mqunrmﬁ? (Chiirchman, 1968)

« = -and known, the knower (or inquirer) asks all his questions within the
boundaries of a particular framework. What-is-known are the answers to
these questions, -and thése also come under the umbrella of the same.
framework. In a similar way, no separation exists here between thcory

* and practice, In the alternative model, theory refers to the constructing of
new frameworks and the observation of oufcomes. Practice involves -
choosing the framework whieh produces the consejuences one desires
and, subsequently, functlomng within that framework. The framework is
both the explanation for what is happening Emd dl‘io th: guxde for makmg
soriiethitig different happen. -

Zatew method for change. In the past, people have assumed that

-;m.xll Chdﬂk{:‘% add up to an lmpuct on ths WthE Thc; new mgd:l or

In the alternative we present,there is no separation between knower

Qf the whole ltﬁelf Comprchmsw; uhunge brmgs about Eourdlnatcd und
dppft:prmt; c:hung::*i in all the parts,
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- For 2500 years, inquiry has been directed at the givens or at whatis
“... assumed to be.permarient. Only a few people have made a study of how -
- -change  takes -place. Those who'did focus here soon récognized that
.~ .- change does not happen: as they had always believed. Philosophers of .~
"« science and historians of science study how sciéntific knowledge changes,
- Psychotherapists .are _concerned with how people change.. Bothigroups:
i Itis ot the special event or changed detall which brings’
about .the sngnt&can; charige. All events and details ‘are given. meaning -,
-and interpretatipn by the superordinating. constructs or’ paradigms “in 7o
. “whichthey:occur. People who study change récognize that fupdamental .
* change-occurs when the superordinating construct or paradigm is chang-"
ed. Change'at this level changes everything else.. = . .. - '
.|+ There can be no change without choice and no fundamental cha 1ge
~==-Without-fundamental- choices: Our-thesis-is-that-this-can-occur-on{y-i
: there “are -alternative frameworks, for all other change is ‘reactive-And <75
i piecemeal, Colleges and universities have been. asking. questions and

. .. providing answers. within the:boundaries of assumptions, purposes, and-—--
-criteria which are'no longer adequate. The task of today's educational in- -
stitution‘is to construct the alternatives which will make comprehensive -
, . change possible.. =~ e D e e
Peecsot oo A news focus for colleges and univesities. The university functions to=".
' day as the criti¢ of society and the guardian of a monolithic structure of = =
- .validated "knowledge. Its task has begn to'add to this body, and to

ﬂ:,tpslpfal,é;,,and,,e]abor'ateihrou’gipublishiﬁgand;tgéching;’rhereéi;linl - ST

recognition that a direct relationship exists between the kind ofinforma-" =~ ..
.+ tion the university espouses and what is happening in the world today, "~
_ _‘The institution remains aloof.and accepts ‘no responsibility for what
- .1« . takes place outside its walls. It has been locked-into a closed ‘system
. Which focuses on cadsal explanations and not on 'r‘:sglt.‘ln such a

~.m . system,limitations and difficulties can be explairied away-afidue to the
-~ - nature of man, or the inherent nature of social, economic political; and.., . .
-physical processes. ° S
Should institutions of higher education choose:to operateswithin the. -
* < altermative’ paradigm, education, inquiry, dnd research could not be
. regarded simply as an'adding on process. There would be a new recogni- .
“tion that ‘prdg\feration or refinement of a framework, no matter how ex-
T - lenisive, can never overcome'the limitations inherent in its initial assump- .
tions and purpbses, Education-would become an ongoing challenging - -

* process, focusing on the construction of alternatives. o

In conclusion, two kinds of change are possible - piecemeal change’
" within the framework, or comprehensive ¢hange of the framework itself, .
Frameworks do break down and geher%lindieéﬁpns signify’ when a -
. .framework is in-trouble. We see and experience many of these signs today.-
= in all areas of our lives. The most inclusive framework is that “for - )
knowledge and information, and this, too, is in‘trouble. There are sign§”/ =~
«—o-that-an.alternative framework- of-information-is emerging. If-the alteps- ==

‘native is chosen, significant change will occur in all areas, but especially =




" in higher education, There will be particular.implications for the way in- .

+ quiry will be conducted, and for the.way change ‘will be made .in the

'rengwed institutions. Comequgntly,_ our “current’ beliefs about

s r;pmcmomgy. inquiry, and change can no longer be seen a§ absolutes, TR

Anothgr fmmcwmk h’H amcrgt:d ;o cnmpete wuh thf: nld ‘Thm is. nm the
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