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PREFAGE

The fiscal adversity besetting higher education over the

past several years probably has affected no group of 1nstitutions

more: than those within the private sector. Msny independent colleges '

have been faced with far more than weathering a storm, they have
been confronted with the challenge of survival.
The advent of fiscal uncertainty has brought with it at least
one plus, however, and that is the recent increase in attention which
has been given to the plight of the private sector and the several
proposals for dealing with the new austerityt A relatively‘wide range
of i1sgues and concerns have been aited including the appropriateness
of state and federal policies relating to independent, colleges (NCICU,
19745 Jonsen, 1975), the extent and reliability ef data available‘
for assessing the financial health of the private sector (Bowen and
Minter, 1975 and 1976), and the investigation of‘more‘efficient usges
of resources by private college administrators faced with the condi-
tions of steady state (Bowen and Douglas, 1971; Hruby, 1973; et. al.).
Degpite this increased discussion, however, extremely little v
attention has been focused on the part played (or.to be‘played) byl
boards of trustees in response to the new circumstances. The research

reported here has sought to begin closing this gap by investigating

the governance roles of trustees in fov~ private colleges which were

11 .

3



victims. of _the pressures impinging on the independent sector and

did not survive.

Our primary interest has been in - trying to discover‘the role
played by the boards of these institutions prior to failure, the

v responsibility they bore for what happened, and the opportunities fé:_ff!f:?wﬁ
service they may have overlooked that possibly could have resulted in_V:i ﬁ;?ﬂ
ﬁifferent outcomes. In many respects, the appropriate analogue for 4‘Eo'Ij¢&I

what we have done is the post—mortem in medicine.» Like the pathologist,r

i WELNAVE  UNdertaken the analysis of death not out of morbid curiosity { ,
but rather an interest in improving the health of ‘the living., Specifically,p;;

we have sought a means: of strengthening the performance of boards of

trustees of private institutions struggling ‘with the present conditions.

.
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“INTRODUCTION
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It has been yop. . 1ad that gteady State for all can be particularly
trying for s0Me (Kery, 1975, p. 60+ The recent failure rate of private
colleges would seey ¢o be’ clear testimony (o the truth of this statement.
According tO One regcent count 77 indepen gant c°11eges either closed,
| Merged, or "¥eNt pupiic" beryeen 1970 ang 1975 (NCIcy, 1975). “One other
analysig has Placed the number of fallureg g¢ high ag 138 (Anderson, 1975)

These d8t8 are congistene with bIOader trends that appear to signal
a8 genaral ero8ion yjipin the ypdepeldent sectof and make up the context
In which truStee performance g5 to Pe Judged.

The major dimeﬂgions Of the present 44ygficulty by'now are weil
known, A1thOUgh the number of gtudeNts goryed bY higher education has
doubleq in the Score of yearg petween 1959 gnd 1970, the-iﬁdependent sec-
tor'g ghare of total enrollmepnt has déclinéd from over 50 percent to
almost'zs percent (Jonsen; 1975, et.all) According to several models
Projecting fUtUTe trends, enroliments for a11 of higher education either
will drop by ©Pe-third by l9gs , drop by one_cpird by 2000, or continue
the pregent rate of gjoyed growth tirough tﬁe pid-nineties (Carnegie
Feundation for the Advancellent of Teaching’ 1975)« Only two projections

-

have enrollments Roing up Significantly, 5n4 poth of these assume major



lstructural changes would be the primary stimulant (Bowen, 1974 Leslie:
_and Miller, 1974) | One recent analysis has indicated that all classes
of" institutions (both public and private) in 1974-75 had negative growth
rates in terms of constagt dollar expenditure per FIE student (Lanier &
Andersen 1975, P. 75f). " Another study has indicated that up to 27 per-_vpjg
cent of all independent colleges and universities may be: in’ "serious

distress" (Bowen and Minter, l975, Pe 7l),‘while yet another has reported 17"

o

'thxt86 6 percent of all” institutions in the private sector are relatively t
unhealthy" or unhealthy".(Lupton, Augenblick, and Heyison,'1976). |
Recent assurances~that independent‘highereducation as a ﬁhole»is'
not in»immediate, serious jeopardy (Bowen and‘Minter, 1975, 1976) may he
justified but: the long term appears ripe for a continuation of the

progressive deterioration of recent years.

The Need for Trustee Guidance

Remarkably, there has been relatively little investigation of what
trustees are doing in response to these conditions, almost no research
has been directed at assisting boards -develop new roles; or strengthen
old ones, in the face of the present challenge.

| What trustees mostly have heard for over a decade is criticism.
They have been criticized for not understanding the difference between
educational and co;poratebenterprise (Zwingle, 1974), for not spending
ernough time to be informed (Rauh, 1969 and Budd, 1974), for having no

interest in exercising authority (Manne, 1972), for a basic lack of role

lgowen's (1974) estimate actually 1is offered only as a "posgsibility" not
a projection.



clarity and general incompetence (Zwingle 1974), for being a barrier to

rational progress (GalBraith in Rauh; 1969), for hav}ng too ngrrowﬂa
represeqtagion'(Rauh, 1969), for failiﬁg to exert aﬁy‘leadership
(Greehleaf, 1974), énd for lack;qg’a sehse ofrcorpora;éness’among members
which has tended to dissipate board effectiveness (Zwingle, 1974). |
Trustees also have been told their legitiﬁate concerns run fhe gamut
froﬁ’college purposes to disciplinary érocedures to endowment perfqrmhnce,
and that they pdssess virtually unlimigedbéuthorify bpﬁ tﬁat too oftep'

they have underutilized it to the detriment of their institution (Rauh,

LAY

7

1969). e |
Greenleaf (1974) suggests that board performénce today may manifest
an underlying confusion about the trusteeshib rola.  1f this assessment |
1s correct, then avneedrexis:s-fpf emﬁirically—dérived models of
effective board beﬁavior. Mbreover, the need may be particularly acute
vithinmany so-called "invisible colleges" struggling fo:¢surviva1 amidst

the current pressures. This study recognizes and attempts to respond to

this growing need for more adequate trustee'guidance.

Focus of the Research

The focus of the research reported here was the composition and
policy-related actions of boards of trustees in four private colleges
that terminated independent operations. Three pgrallel investigations
were undertaken. First, case histories of each institution were con-
st.ructed from a global perspéctive as a means of identifying critical
problems and decision points as well as general board beﬁavior‘in each
scenario of failure. ,Secoﬁd, board meﬁbership datarand participation

rates were analyzed and compared with comparable information from boards
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of eight surviving privape ypftitutigns. . Finally,‘trustee_pérceptiénsj"
of the degree of board 1nvblv6ﬁ35t in pblicy dEVelofment and imple‘
mentation during the fingl w0 years of each college's GXietence vere
investigated and once aggin c/™Pareq with parallel dgta from trugtees

in eight surviving institytyorS- ]
Three broad questiong gvlded the gnquiry:

° What were the pasic circumst&nces surrouRding ' ‘f»
failure iy each instance aq what yag the '
relationship of the board £°. thESe citcuﬂstances7

° What'priﬁ&rdeeficieucies Of boarqg makeup or ‘
performance (1f 30Y) exigted Which could haVe
contributed to fail“re?

e What lessops we’® lgarned:that'could pe of
benefit to actiV® tTugtees today? :

These general quest{ong led naturally to a nuﬁbe?.df more specific
items for investigation. Apon8 them yere the foljowing: Were there any
similarities in board behavior 1"mminvg through-the four 8‘Cénari'os of |
failure? Did the trustees of defuncy jngritutiong differ significantly
in terms of background chgracté¥isticg (seXs age, religlous affiliation
education, income) from truStees of Qomparable living Instityrions? Were
‘there differences in the gmoynt °f tipe gpent in the crﬁsteéship fole by
board members in defunct gad 14Ving jngritutiong? yere thefe,ﬂifferences
in the amount of time aIIQCated to fynd raising activities by trustees

in the two groups? Did tyuste?® Of gyrviving ingtitutions rajge mOTe
money during a comparable period of time thfpwtrustees of coljeges that
failed9 Did trustees of defunct institugions differ from théir counter-
parts in surviving collegeg ip theix degree ©f involvement in the develop-
ment and implementation of ¢01l®88 Poljicy? Were there any ipportant

differences between trustee g¥OUP8 in term8 of their prioritjesg foOr

policy involvement in theyy pe#PeCtiyy olleges?

9



| Organization”of theiRgport
| This section has inéluded andintroduction tq‘thé problemkand
indicated the context of tfustee actioﬁ todéy within the private‘sector.
We also have outlined the major questions posed in the research.
The fOIIOWing section outlines the approach to data collection
utilized and briefly describes the prodedures adopted for sample

selection, questionpaire design and administration, and on-site visits.

.

Section three provides 6humbnail.dketchés of the primary events
surrounding each failure, followed by a more detailed case study of each
institution.

After the college histories, questionnaire results are presented,
emphasizing the compdrative patterns that emerged.

Fidally, the major findings and fmplications of the research are
.shﬁmarized and ddshusséd in the last séction} A few key recommendations,

based on the data,.are offered.
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STUDY DESIGN

The résearch‘utilized a tw0~pr9nged approaéh to data_éollection.
First, a‘quéétionnairé wéé‘designed and senf to trustees of the four
defunct institutions selectedvfor study and a compafative éample of
trustees from eight still—surﬁiving indepehdeﬁt colleges of‘roughly
comparable size and location.? Second, an extensiﬁe field investigation
was conducted involving document analysis and interviews with both admin-
istrators and trustees from‘the‘four—college éample.v The primary purﬁose
of the questionnaife was to gather background data forithe two groups of
trustees and to solicit estimates of board involvement in policy develop—b
ment and implementation -within fourteen broad areas of potential concern.
(Appendix A and B) The chief pﬁrpose'pf the interviews was to solicit a

board perspective of the four-scenafios of~failure.3

'sz "roughly comparable size" we mean small colleges between 800 and

2500 enrollment. None of the four institutions studied in~depth closed
its docrs on a large student body. However, each college at one time had -
supported (or had projected) enrollments falling within this range.

3An administrative perspective of failure was already available to us as
a result of earlier field investigations by members of a research team-
connected with The University of Toledo Center for the Study of Higher
Education. The combined results of the earlier work and our own investi-
gations appear in the college histories found below. We are indebted to
Frederick W, Kanke, Jr., Frederick C. Sieber, III, and Duane E. Whitmire
for their willingness to share their data and insights with us.



The.Four—College Sample (Defunct Institutions)

A non*probability sample of four-colleges that changed‘status
between 1970 and 1974 was drawn on the hasis of size, location, type of
control, and ultimate fate, and on the basis of having certain character-
istics that, at least from outward appearances, would not have indicated
failure.® While it is true that there have been no "Penn Centrals" in |
higher education (Bowen & Minter, 1975), not all institutions that have
failed were excessively small or excessively underfinanced at least not
prior to their final days. The four colleges selected. for study were,‘in
many respects, not greatly different from many institutions that continue.
to function today.

Two of the colleges included in the sample represented the "old‘
line" in higher education in that both were founded prior to i900; Both
_were accredited by their respective regional associations. The remaining
two colleges represented the 'new line" in higher education, having
opened their doors during the 1960'st Neither of these institutions was
accredited, although one was near provisional status‘when forced to‘ciose.
Two of the institutions were located in the area accredited by the
Southern Association of Colleges_andxéchools, while the renaining two
were located in the area served by the North Central Association. Two of
the four were affiliated with denominational groups; two were independent;
Two of the institutions were moderately well or well-financed, while the
remaining two were less well—financed but had the united support of their
commmities. One of these latter colleges had the added backing«of\iﬁ?

denomination.

%None of the colleges studied have been named in this report in order -to
protect the anonymity of former trustees and administrators who shared

their thoughts and insights with us.



: ‘The Eight College Sgggle SSurviving Institutions!

o A random, stratified sample of eight institutions was drawn from
the April 1976 list of member institutions of the Association of Govern—~
ing Boards of Colleges ‘and Universities.‘ The sampling procedure involved s
initial stratification by geography after which four institutions were.
selectaed at rsndom from the colleges 1ocated in both the Southern and ;
North Central regions The random sampling represented approximately

one in nine institutions

The sample included four institutions located in the ‘area accredited
by the North Central ABSociation of Colleges and Secondary Schools, and |
four institutions under the aegis of the Southern Association of Colleges
and ochools All eight institutions were regionally accredited

Enrollments in these liberal arts colleges ranged from 744 to
2,701 students, with a mean of 1,467.

vSeven,of the eight institutions were co-educational; one had‘an
all-female student body. |

Four of the eight surviving colleges were formally affiliated with '
religious organizations. Tha remainder professed no formal religious
affiliation.

A Bachelors degree was the highest degree conferred by each of the
eight institutions. Academic programs of:the selectedvsurviving colleges
centered on general liberal arts education and programs of teacher prep-
aration. It is not suggested that these colleges may be the next victims

of the current trend (if it,csn be called a trend),

Questionnaire

A thirty-seven item questionnaire (Appendix A) was designed and

13



mailed to aly trugteeg of tﬁe twelve colleges included in the two
gamples. The pufP°se of the questioﬁnaire wag to gain comparativeAinfor-
matio® 8boyy .po b3%KEroynds of the trustees identified with the institu-
tions 88 wey; .4 informarion regarding their levels of participation,
both individually and Qollecti&ely) in a wide range of policy areﬁs.

In adgytyon tO 2 requést for.baéi: demographic data (sex, age,
educationa) attainment, religious affiliation, and incomg), respondents
were askeq to eétimate their personal contributions, in both time and
moneys L0 th, oolleges Berved.5 | | |

The Yapgindet °f the questionnaire focused on the behavior of the
full board y, ., doMain of college policy. Respondents were asked to
characterig the 8m°Unt of 1nvolvemeﬁt of the bbard in both cthe develop-
ment and 1mplementati°n of policy in fourteen areasﬁ selection of the
president. Selecti®® °f other administrative officers, selection of
facultys Selq . qom of trygrees, college wage scales, retirement plams,
admissi°ﬂ8, acadeﬂic Prﬁg;ams. studenﬁ life, annual budget, investments,
f&nd—raising, 1ong~¥208e planning, and alumi affairs. In each case,
regpondenty . offereq 5 give-item gcale ranging from low to high
involvement

The quegyionndife yag pilot tested with the agsistance of the
board of t‘“stees 6f 2 nearpy institution that recently had‘closed.‘\

Ninety~five ..t Of the rrustees included in the pilot study completed
~ the preliminary questi°nna1re and provided comments,

—_—— N —

Strustees of efunct ingty¢ytions were requested to provide this infor-
mation ON the basis ©F the two years immediately preceding the final de-
cigion O aby, . ., private gratus. Trustees of surviving institutions

were asked g provide the jnformation on the basis of "the last two years."
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Questionnaires were mailed‘to‘124~trustees~in the‘four—college
‘sample of defunct institutions and 223 trustees in the eight—college
sample of surviving colleges. A total of 200 usable responses vere
returned by trustees of both samples for an overall response rate of .
57.6 percent. Seventy—one usable respondents were received from trustees
in the four—college sample for a response rate of 57.3 percent, and
129 from the eight—college sanple for a response rate_of‘57f8 percent.
Both‘follow-up postcards and second mailings of the questionnaire to
late respondents were made in an effort to secure-as high a response
rate as possible. ‘

The reSponse rate and N for the two samples was considered | .

adequate to draw statistical comparisons.

Interviews

_ A .serles of on-gite interviews with selected trustees in the four~
college sample was conducted over a two-week period. "I'hepurpose of ths
interviews was to gain insight into the specific circumstances of failure
in each case and to determine whether a board perspective could be
detected that was different from the perspective of former edministrators.6

As a mininum, the former board chairman and at least one other member of

the board executive committee of each college was contacted. In addition,v
as time and funds permitted, additional board members résiding in the ‘area‘

where the colleges were located were contacted and interviewed.

6See note 3 this section.
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COLLEGE HISTORIES

r

o

COLEGR v j7, :
Although it had a small student body and a rigid,
traditional 1iberal arts curriculum, College A had long-

' survived through difficult years. ' According to several
former officials, the proven administrative abilitics

. of a president who had served the college for almost 30

* years had had much to do with the college's past viability.
When ill-health forced his retirement, trustees were
unable  to find an administrator of equal ability to re-
place him. After the appointment of a respected academi-
cian, College A witnessed enrollment decreases, political
and philosophical divisions within the ranks of the there~
tofore wnited faculty, an ercsion of community support for
the institution, and serious mismanagement of the severely
limited college budget. S

Trustees,‘éognizant of the futility of further attempts

to preserve the independent status of College A, appointed

another pregident who had previously demonstrated a

mastery of business techniques and instructed him to under-

take efforts to make the college a vital member of a

quickly-developing state system of higher education.

College A, one of thé‘oldest‘institutions in the nation, was -
founded in the late eighteenth century to provide "the proper education
of youth...essential to the happiness and prosperity of every cohmunity."

A history of the College indicated a traditional liaison between
the institution and the social and intellectual elite of the community.
"It was rigorous in its selectivity, demanding in its prerequisites;

over the years it educated only a small fraction of the graduates of the

local schools." (College A served the commmity "not by offering all

11
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things to‘all people, but by educating the most intelligent and best
'prepared aegment of that community...~ It always prided itself on A
holding the highest possible standards in relation to’ the region vhere
it 1is located. In the service of its community, the College... never
llOSt sight of a still highcr loyalty to the academic ideals." ‘This.

'higher loyalty to academic ideals" was cited by former college officials

as one primary cause of the demise of College A as a private institution.

The academic year 1967-1968 marked the last full year of the
existence of College A as a priVate college. An examination of the
catalogue published that year, demonstrated‘the classicalilimitations
built into the rigid curriculum. A atudent uas al;oWed‘to select 9“9‘“
of eleven traditional majors, which included: Biology, Cheniatry,.
Economics, English, French, German, Greek, History, Latin, Mhthenatics,
and Political Science. A‘specialiaation in then—popular‘disciplines,
such as Pgychology and Soeiology, was unavailable to students who chose
to attend College A. B ‘ |

The College was authorized to comnfer both Bachelor of Arts and
Bachelor of Sclence degrees. General education reouiremente for both

degrees were stringent; it was necessary, for example, for every student

to complete intensive study in Latin, Greek, or a modern foreign language.‘

This "limited but excellent" curriculum ap ealed to a relatively
P

small group of eontemporary students. An cfficial now serving in state-

affiliated College A stated that, in 1967, fewer than 400 full-time students

enrolled in the private institution. That same individual reported that
during the sixties, when enrollments at other institutions of higher

education were sky-rocketing, no significant increases in the enrollment

of College A occurred. No apparent effort was ever made to recruit students

17
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‘from outside the state. In l964, as. reported in the Inst*tutional Self—"
‘Study submitted to the regional association of colleges and secondary
schools, approximately 80 percent of the students resided within commuting.
distance of the campus, and a majority of the remaining students were . |
residents of the state. |

Several former officials of the College suggested that both the
limited curriculum, and the limited student body of College A were the
design of the individual who had presided over all operations of the
Ccllege between 1945 and l966. The president who served during those
years has been described as a capable individual who was socially and .
politically conservative. During his tenure, College A survived and that
continued Success has been attributed almost solely to his personal
streagth and administrative skills. On the small campus it was possible
for him to be aware of and fully involved in all decisions, Any official
action required his direct apprOVal | |

| That long-time president of College A recognized that, with limited

curricular offerings, and a small student body, all college activities
would necessarily be rescricted by . the limited college income. Accordingly, B
he made every effort to decrease institutional expenses wherever possible
and whenever necessary. | B ‘

In 1966 he was forced to resign from hia position due to increasingly
111-health, !

Although many ‘of the former trustees of College A were not in agree-
ment with the conservative segregationist philosophy of that president, no p o
trustee criticized his administrative skills. The trustees of-thia |

college firmly believed that a cOllege president must be'entirely respon-

sible for the day-to-day management of the campus and it appeared that that

18
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‘president had succeesfully carried‘out the assigned task
Thirteen truBtees served ‘on the lay governing board of College A.
' They were among the most guccessful snd respected members of the local
business community More than half of the: former truatees were alumni
of the institution. v ‘ | L
Former truBtees of College A noted that they were able to devote“'i
but a 1imited amouﬂt of time to the supervision of college affairs.. ;
Therefore, they preferred to concentrate their efforts .on the establishment ‘_‘c
and achievement of institutional goals and objectives, the development of |
4 budget and the PreParation of a long—range plan. Former trustees of |
the college cited t11’leir belief in the importance of delegating authority
for the management of the institution to the college president.
A former trustee stregsed the importance of "finding the right man
at the right time" to serve as president of a college. A member of the:..
executive committee of the Board of Trustees of College A expressed
his belief that an educator need not always be selected to serve as college
President; other trustees agreed. Trustees of College A Opined that a
private “college Stru881ing for its very existence may need a "business man"

or individual with ' Proven‘administrative skills," rather than a scholar:

to direct its operationsfw ' _ ' ‘ ;‘“_h" o

Trustees of College A believed that a major error had been made
when a proven adminiStrator was not appointed to the college presidency in
1966. Rather, an individyal boasting a strong interest in academic affairs
. but limited administrative experience was selected.

This president was viewed by trustees as the most controversial
figure in the recent history of College A. Some described him as 'naive,"

whiie others felt that he was "vicious." Although he‘wished to continue
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institytional °Pefations with poth the 1ypired curriculum and gtudent

body he had 1ﬁhEr1ted, he wag eithe? Wahie or unwiliing to aceept neces-

Sary budgetary cﬁhetfaintsfi A formeT Qollege‘official reported that de:ing

this period, the egrsplished co1le® budger was Erequently ignored and
Serigyg financlal migmanagewent resulted,

This preSldent ,regenteq gn enifma ¢ eha busiﬂess—o:iented members
°f the Board °f Trygrees. Ope jeading trygtee deScribed him as a "mere
Child‘in college financial affairSs" While another reported ilis dismay
vhen the president attempted ¢ justify hig disdain of the budget saying,
"But 1 ‘just hate figures- '

The former trygiaes of College A &cted to rectify the disastrous
cash-f1ow problem ypy .y had evolved in the one year since ‘this less
efficient presideny had takep office' In 3967 the Board;relieved the
President of 11 regponsibilyry 4n the domagn of éollég'e"%:fmaheial“‘ia'ff‘a‘ﬁsj;‘{““ ;
by the appointment of an inBtitutional financial manager. Trustees
through that 3PPOIngpent acteq on the beljos hat SPeedy and decisive action
would aid in the re301ution of {mmediate 1n3t1cuti°nal problems. | |

Trustee8 Te€Porteq that in 1967 they o o fully aware'of the problems
facing the College, 1¢ W8S their eXPTeSseq peldef that any further financial
excesSes would have led to the immediate demise of the inst:"tution. - Ac— '
cordingly, they clteq the 8ppointment °f the fin8n°ial manager ag their

A severe PersOnality congljct rePOItEdly 3rose between the college
Preﬂident and the newly appoin ted fiﬂancial manager- Former officials
of the college Stateq that the ginancisl Danage? reCtognized the weakness
of the president ang attempted po caPitaly,s on it in ordér" to promote

his oy unannoinced capdidacy for the COllege presidency. A perilously
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weakened central administration emerged from this conflict and
resulting divisions occurred within the ranks of tne previously united
faculty. | ;

Former trustees reported that, as a consequence of this intemnal
rift, Board members became even more aware of the problems of College A.
Loyal faculty, who apparently vieWed Trustees as their final contact
with any rational spirit, approached,members of the Board with individual
problems with which the college president had previeusly dealt., As a
result of numerons private‘conrersations with faculty members, trustees
recognized the necessity of further immediate and definitive action. Thus,
trustees of College A, witheut asgembling a number of committeee, or con-
sulting at length with students, faculty, and administrators, terminated
the employment of both the president and the financial manager in 1968,

A long-time faculty member was named Acting President of the College.
During hisg brief tenure he worked closely with college trustees. In fact;

- Board members made all decisions which affected the destiny of College A
during that period.

Trustees,' again acting without the aid of comnittees, undertook a
search for a "hard—nesed business man' to serve as president of College‘A.
One Board member was acquainted with a former.military officer residing in
the area whose administrative skills were locally renowned. After meetings
with all trustees he was employed as president of College A.

Trustees have since praised that individual's honesty, logic, managerial
skills and prowess in interpersonal and interinstitutional relationships.
It was under his aegis that College A joined the state system of higher
education, and entered a phenomenal period of growth and development.

In 1968, College A, with its limited enrollment, and curriculum was
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wnable to satisfy the pressing educational needs of the community.
Trustees, cognizant of their responsibility to that community, qs‘well‘aqﬂj
to the college, sought some way to expand both coursé and program‘offefings;
#nd the student population. Relying on a "money breedé more money, and
progress breeds more progress” attitude, trustees of College A concluded
thatuthe‘only potential source of initial money and progress for College
A rested in the state treasury.

The trustees of College A thus expressed no sense of compromise
gboutiabandoning;the private status of the College. They cited recently
_expanded‘course and prograﬁ offerings, and the‘augmented silze and diversity

of the student body as "proof positive" of the wisdom of their decision.
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COLLEGE B

College B, a denomiugtioﬂal Coljege founded in the
nineteenth century, haq pFoVideq, until 1960, a quality
liberal arts educatgon f£0F re&identg of the mid—western
state in which it wag jocated. :

In 1960, guided by g new Presigent, COllege B get forth

on a more liberal coyrges <Lhe traditi°nal curriculum

was revised; studentg we?® TeCryjted from the East; ang,
 College B became a “geqo#d~Chance" gchool.

The Board of Trustegg which‘had previously directed al)
college financial agfaiygd 108t y¢g st¥ong hold im that
area and delegated fyll r®8POngypj1ity for the manage~
ment of college‘affaira,ﬁo the administration.

Between 1960 and the clogiN8 Of he college in 1973,
College B had seven pregifents, according to former
officials, none of thpoge iRMdi Viduals vag 8killed in
fiscal matters. Some wer® deﬂcribed as empire :
builders" by those connect®d Wity the College, pri-
marily interested in theif PeTsgpal adVancement and
not that of the college, NOMe ¢,y1d €OPe with the
problems posed by ever-increasing institutional
instability. :

In 1973 trustees, faced wtth ingyrpountable debts, ; _
a consisdtently declining 3nr°11ment and quegtiopable
administrative businagg dea 1ngs voced to close College
B.
College B was foundeq in the latper half of the nineteeqth
century by a major Protestysnt 4€R0Mingejon tO provide 8 "proper christiag
education" for the sons of reglonal church memberg, Throughgyt 1its

early years, the College m8intained a gmall but steady enrolipent pattery,

The educational program wag fip8fced gntjrely by a combination of church
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sﬁpport, student fees, tuition, and private dohgtions. Although the
college endowment fund Qas always limited, no effort was made to provide
any more substantial endowment fund for the institution. It has been |
repérted that between 1900 and 1960 the lack of endowment placed College
B "at the whim of every major national crisis.“ Prior to the First
World War, for example, the student body of the college was entirely
male, With the 'advent of the war, more than half of the enrolled students
enlisted in the armed forces<and the college, in order to maintain a suf-
ficient operating income, was forcedltb accept'female students. 6ther
conversions, necessitating the admissionkof more femaleg, and the imple-
mentation of popular academic programs were brought on by both the Depres-
sion and the Second World War.

Instability was traditioﬂally the rule rather than the exception
at College B. It appears that efforts of the trustees, and college
administrators wére consistently'focused 6n meeting the ever-pressing
needs of the pregent. ' Any consideration of either‘the future or the past
of the college proved to be impossible. The development of a long;range‘
~ institutional plan was therefore ﬁever realizable. QOne former tfusteé
stated that, oftentimes, from 1960 to the time of the closing of the
college in 1973, the long-range plan of College B encompassed no‘hore
than raising sufficient funds t§ meet daily opérational expenses,

Between 1960 and 1973 College B had seven presidents. The individual

who served from June, 1960 to March, 1971 brought a variety of educational

innovations to the campus. He proposed more liberal admissions regulations,

and attempted to implement a freer, expanded curriculum.
He undertook an energetic recruiting program which sent recruifers

from College B to the East Coast. The recruited student body consisted
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largely of students who ranked in the lower third of their'high school
graduating classes, and who had been unable to gain admission at more
prestigiouleastern institutions of higher education. ‘Since CollegevB
had previously attracted local students ranking An the upper half of
their high school graduating classes, this "brash group of Eastern
liberals" was anathema to many residents of B One community leader
.spoke of an increase in shoplifting, petty theft, and heavy drug traffic
which arrived in town with the new style students of College B. As a
result of the change‘in institutional goals, major,divisions occurred
within the ranks of the previously—united Board of Trustees. Certain
members. recognizing p.otential financial'advantages‘for the college and
the comunity, and proponents of the Jacksonian philosophy of education,
applauded the expansion of the student body and the revislons of the
curriculum. Others favoring the more elite college program and traditional
students preferred to devote their time and efforts to providing an educa—
tion for a small but academically capable student body. Those trustees
who favored the traditional‘liberal arts program and localhstudent hody
believed that the strength and success of a college depended almost en-
tirely on its reputed academic excellence. A former trustee opining that
only a “quality" institution of higher education can attract capable
students, faculty and administrators, stated that with the adoption of
an open admissions program, College h;relinquished any chance that it had
ever had of becoming a ''quality" school.b_ |

Trustees reported that they were quite umaware of the additional en—
penses which College B‘would incur in oxrder to'provide proper educatiocnal
and residential facilities for the new student body. Since, for example,

less than 25 percent of recruited students were residents of the state,
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the college was dbliged to provide additional dormitory acéommodations;
Between 1961 and 1969, College‘B undertook a major expansion program.

Two dormitories were built, a third was purchased. A‘new‘iibrary appeared
on the campus. This building program was financ;d by federal loans and

by thé‘sale of stocks held by the college.'<The institution waé_iater |
unable to pay those building debts. '

Prior to 1960, members of the Executive Committee of the Board of

Trustees reported that they were quite aware of the problemé which

‘College B had faced and they described communications with former admin-

istrations as open and honest. Members of the Boafd then exércisedf’ A
éarticularly tight control over the develcpment and the managéﬁent'of fhe:“
institutional bﬁdget.‘ Subseqﬁent to the philgsoéhical‘aivision ﬁithin the
Boﬁrd; and the change in inétitutional direction truatees tebofﬁed that
they were unable to recoup any gsemblance of their former ééﬁér.';Poor
business practices predominated when significant frustéé»control‘ceased.
An accbunting system adopted‘by college adﬁinistratofs, was‘déscribeﬂ by
one trustee as 'curious." According to another frustee;'adminisfraﬁive‘
interest in a college budget was at best sporadic. |
"College employees were not regiﬁtered with a state depaftméng
which would laéer be asked to supply unempioyment benéfits;:deséife ghe
fact thaf registration of all émployees was required by law.  College
administrative officers had selected "appropriateﬁ‘insurance‘plans‘fof
institutional assets yet tfus;ees.later diséo#eredvthat‘more extensive
coverage could have been obtained for lower premiumg. Certain trustees
believed that administrators throughoutkthe 1960's had little respect for
members of the Board or for the power and authority they possessed. |
Trustees were subjected to administrative disdain and consequent ostracism

from all major institutional decisions.
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Administrators at College B apparently believed chat trustees Twm‘wﬂmhhw
were responsible only for fund—raising activities and were out of place
in the educational domain. Trustees appeared to have been equally con-'
vinced that only educators were capable of understanding and managing the't‘
1affairs of the college.

The tolerance and patience of the trustees of College B during the
l960's might be described ‘ag extreme : In about 1965 for example, it
was decided that the’ college should undertake a necessary fund—raising
campaign. The college president however, who was described as an

"extreme egotist" and an "empire builder" could not agree with other of-
ficials on the direction which a development program should follow. That
president, in fact, refused to become involved in any development program,
and the fund-raising campaign was therefore‘abandoned. Trustees apparently
accepted without question the president s refusal to serve. |

A former trustee of College B now believes that Board members‘
delegated too much" authority to 'college administrators.' That trugtee
noted that when college difficulties were-relatively‘few, trustees hesitated‘
to become involved in any major disagreements with the administration.
Another trustee stated that,‘due to this peace-at—anyeprice attitude "We
didn't run the College, it ran us."

In 1970, when College B was faced with a8 declining enrollment, and
overvhelming institutional debts, trustees reported their more active
involvement in the administration of the College. Certain members of the
Board, however, now regret the efforts which they then made to save the
college. One former Board member reported that, had the trustees seriously
questioned their reasons for keeping the ooors of College B open they would

have elected to close the institution immediately, for he saw no good
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reason for maintaining the "white elephant.” Anothéf'férmer‘ttﬁstee
declared that there was in fact no logical reason for protécting an
institution‘which offered nothing that one could not obtain for a more
reasonable fee at thé nearby state university. That same trustee sug-
gested that when a liberal arts college ceases to bg unique, to serve
its students in a ﬁeaningful way, it becomes a "monstrosity" and its 1life
should be terminated immediately._ :

Former Board.members have s;;ted that their effoftg to save college
B were in reality efforts to protect their friends and the community.
College faculty members were not only employees of the trustees, but they
were often close friends. Final efforts which were made to save the
college are therefore viewed as causing particulgr frustration for all
members of the community.

Despite valiant last-minute efforts to hire qualified administrators,
recruit a capable student body, organ‘izo; college financial affairs, enlist
alumni support, and conduct a8 major fund-raising drive, trustees were

forced to admit defeat. College B graduated its last class in June 1973.
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COLLEGE C

After more than 20 years  of carefully-directed educa—
tional and financial planning, College C opened its
doors to its first students in 1968. Within four
years all who had dreamed ofa thriving independent
‘university would be forced to recognize their failure
and advance the merger of College” C with a major
university located in the region. ‘ T

Officials have suggested that had College C “been

opened but one year later, when all necessary pre-
. parations would have been completed properly, the

institution might have met with greater success.,

The 286 students who entered College C in the fall

of 1968 represented only one-third of those required

to support the initial operating budget of the institu~
tion.

Trustees of College C were unable to appoint a
president prior to the college's opening who was
properly trained in both higher education and busi-
ness. Thus, a local religious leader was named, and
with the academic dean, was charged with full respon-
sibility for employing a qualified ccllege faculty.
Philosophical and personal conflicts between the
president and the dean resulted in a major rift in
both the faculty and student body. That strife later
created negative publicity harmful to the struggling
college.

College C was unable to obtain full accreditation
status from the Southern Association of Colleges and
Schools. Former trustees of the College have attri-
buted the failure to the institution largely to its
inability to gain accreditation. ‘

In 1971, when trustees realized that "it would be
less expensive to pay tuition, room and board at
Harvard for all of our students than to continue to
educate them here" the possibility of a merger with a
nearby university was discussed. In the fall of 1972,
College C became a campus of X university.
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'College C, which greeted its first students initﬁé‘faii‘of 1968'.'
was the result of mofe than twenty—five years of careful research, =
coordination and plahning. In 1952, a church group establiéhed a com-
mit;ee to determine thg potential support for a major religious college
in the metropolitan region. The fimal committee report indicated that
the ''facts were ciear," the potential existed for the establishment of
a great univérsity in the area.

Another committee was formed and charged with examining all aspects
of fpunding a private college. A prominent ministef, who chaired that
committee, would later serve College C both as chairman of the Board of
Trustees, and as its first president. o |

In 1956, an industrial engineering planning firm was retained and
charged with selecting an ideal location for the college. The firm
recommended the pufchase of a site close to the expressway and the plan~
ning committee subsequently purchased 62 acres of l#nd in that area..

In 1964, the Board of College C was granted a charter, and the fall
of 1968 was set as the projected opening date for the institution. A |
team of educational consultants was employéd to survey the campus and
provide a plan for the locgtion of buildings, arrangemgnt of classrooms,

~and guidelines for the development of a curriculum and the employment of
faculty and administration.

A presidgntial search committee was formed and a number of candidates
were Interviewed and offered ;he position. However, no candidate was
willihg to accept; it has been suggested that qualified individuals were
wary of accepting responsibility for a new institution with limited
endowment and financial resources.

An academic dean was employed in January, 1968, and witi> the chairman
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lof the Board ‘was charged with responsibility for the recruitment of a
quality" faculty. That dean, throughout interviews with potential
‘faculty members, apparently conveyed a "money is no object" attitude to
future members of the college staff. The academic dean further- expected
and led faculty members to believe, that he would eventually be selected |
as the first president of the college. :

The academic dean later conducted a vigorous campaign against the SR
appointment of the~Chairman of the Board of Trustees as the first presi—
dent of the college. This conflict 1ed to major divisions within the
ranks of the faculty and the student body. Two distinct factions evolved"'
one supporting the president and another alligned with the academic dean. :
No individual was ever able to unite these factions.' Thus, the campus - '
community at College C was consistently unable to work in'unison to'combat‘
the financial, soclal and academic problems which plagued the iustitution. o

In the fall of 1968, 286 students enrolled at‘College C. This reprc;“
sented considerably fewer than the projected initial enrollment of 750.

The majority of the College C entering students had combined SAT scores
of less than 800 and there was therefore marked contrast between the abili-
ties of the students and the academic and teaching credentials of the 25
quality" faculty members who had been employed.;

~ The optimistic enrollment figures projected prior to the opening of
College C were never met. It has been reported that the Director of
Admissions and Registration was inexperienced and did not function effec-
tive1y in his agsigned post. The college never undertook a major re-
cruitment program. Although students who did attend College C were not
high academic achievers, no special programs were designed to deal realisti-

cally and effectively with low#level’academic achievers.
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| ‘The initial operating budget of College c. amounted to $l 2 million.l;ll‘“
‘Administrative and faculty salaries, some set at more than $20 000 wereiw.uu
extremely high by 1968 small college standards;l Major debts amounting to g
$2.5 million were due on the four new campus buildings.‘ The college |
income was derived from a small endowment of $250 000 student tuition
and fee payments which amounted to $l 095 per student, and donations
from churches in the local denominational association. | -

" From its opening day, there appear to have been four major problems
faced by College c: (L Personal and professional cﬁ flict between the
Pregident and the Academic Vice President' (2) some ambiguity concerning V?J

the institutional goals and objectives ‘(3) serious under-enrollment

problems, coupled with over—construction and over-staffing of the campus, ?wﬁi

(4) lack of accreditation _ : _ ,
The accreditation ‘team. which visited College c in 1969 noted College ‘5;;
C's lack of a "clear statement of purpose...embodying the concerna of the &
several publics whose support is essential to the 0peration of the college,“{g
In the founding charter of College C 1t was. stated that.""The primary 0
objective /of the college ie/ ..the develOpment and operation of an institu—wﬂf
tion of higher learning. ..maintained by the denomination to impart to the :
vstudent...a knowledge of man, the universe in which they live, and the‘
’relationship of both to the Creator and our Redeam.r Jesus Christ " ?
Sources familiar with College C have described it as a "church school"
rather than a church—related institution.
A more liberai statementvof‘pur;hse published in the 1968 College'Cy
catalogue, said that "the college strives'to belprofoundly'Christian‘
rather than narrowly sectarian. Religious activities,~arebprovided along
with physical and social activities," appearedhtoebe in-conflict with

the original percepticns concerning the "church school."
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The acérediting‘team étated thét priof fo‘;céreAit#tion, thevCoilege ”
would be required to.produce a ten-year plan, employ a director of develop-
ment, define a process for controlling course and program proliferation
in the curriculum, improve the method of budget pfepatation, decrease the
power of the Board of Trustees in exercising control over the budget,
develop a faculty manual, and be more alert to tﬁe needs of the local
community.

The opening of the College‘fepresentea_for many of the trustees the ’
final product of years of fastidious planning and fund-faising efforts.

Tﬁe succéss of the active trﬁétees of College.C in both‘fund;raising and

in the task of balancing the college budget can be neither denied nor
overlooked. Prior to 1963 the Board had raised more than $3 million. In
1973, when College C merged witﬁ a nearby private institution, it was total-

ly free of debts. The campus land and buildings were pald for in full.

The merger agreement also included the transfer of bank accounts totaling

$1.5 million.

Since trustees had been‘actively involved in the college planning
‘they felt that it was natural and neéessary for the Board to continue its
involvement in the day-to-day management of the school. However, the.
Board of Trustees of College C may have beén over—zealous, for it had
been criticized for excessive involvement in operations of the College.

The trustees of College C recognized the need for proper budgeting
and fund-raising and it appeared that no appointed administrator was able
or willing to engage himself in either activity. A former trustee of
Collage C ma@tained that trustee involvement in the day-to-day operations
of the college was essential since trustees alone commanded necessary

business skills, lacking in the adndnistratiqn.
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' Collegs C struggled with limited enroilméné , veve’r'—'st:’aff:l‘.né, em:l DR
a severely divided»campue community for 3 years. Trusfees finail&‘ﬁere
forced to face reality when one Board member celculatea that "iﬁ would
be less expensive to pay tuition, room, and beard'atlﬂarvard" for all = -
. the students at Coilege c than it would be to coﬁtinue opefaﬁions of tpe"'
College. . Hence, a merger with a nearby private Universit: y—was-taken-uﬁder ;L

consideration by prominent trustees and in December, 1972 College c became

a branch campus of X University.
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COLLEGE D S

In 1964 a group of guccessful midwestern bueinessmen
was approached by the chief executive officer of a-
liberal arts college who described, in detail the »
economic and social advantages of establishing ‘a.college
- 1a the community of D. Civic leaders,- who: had" long .
"envisioned a thriving ‘college for the youth ‘of their -
community, enthusiastically joined forces and: becameA
the first, and only, Board of Trustees of College D,

An individual who has been described a8 a "disciple"
of the man who had originally proposed the establish-
ment of the liberal arts. college was nemed. president
of College D.. He spoke with great enthusiasm of the
role which the College woutd play in American higher
education. College D, he proclaimed, was to be zn
innovative institution with a liberal and liberalized
curriculum designed to meet. the needs of 1ndividual '
and non~traditional students. :

College D became,a "second chance" school. The
student body consisted largely of students recruited
from the Atlantic seaboard. There would eventually

be major social clashes between the 11iberal students
from the East, and the conservative midwestern town's
people. One resident of the commumnity recently stated
"that school ruined outr town." :

Subsequent to’ the termination of the draft, and the
establishment of an improved network of community
colleges in the East, enrollment figures at College
D fell off sgharply.

Trustees learned that the president . who had once in-.
spired them with promises of curricular innovation
had in fact implemented a relatively mundane academic
program, Trustees also learned that college adminis-
trators, displaying little business 'know-how', had
created severe budget deficits.
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In 1971, trustees of College D, recognizing the

impossibility of recruiting a sufficient number of

students and of paying overwhelming institutional

debts, were forced to terminate the operations of

the College. :

‘The citizens of the small mid-western town in which College D
was located were anxious to establish a flourishing institution of higher
education in their region. Although a community‘college existed, it was
funded only by tax contributions from the town; several bond issues,
proposing an extension of funding of the community college to all citizen;.
of the county, had been rejected.by voters. The”businessmen of the
community were therefore intrigued;by a dynamic presentation made by a
leading but controversial administrator of‘another mid~western college
who proposed the establishment of a four~year liberal arts college in the
community, promising that "Private colleges can make money.» It's a good
business! That's why we should do it here!" | |

After that presentation community leaders united and formed the
Board of Trustees of College D. There were 47 members of the Board, and
45 of the trustees lived within 30 miles of the mid—western town in which
the college was located. One former trustee stated that the College D
Board included "all the top business people in town." Thatkindividual
further suggested that the members of the Board respected each other and
were ordinarily able to work very well as a group. |

College D was chartered in February, 1965, and greeted its first
students in October of that year. The first classes for'the 500 entering
students were held in unoccupied office and hotel buildings located in
the town.

- According to its first catalogue, College D was founded to "present

to college age students a real purpose for living, to provide a sound and
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‘creditable background in the liberaluarts,‘to insure proper campus.atmosehuv
phere for good college life, and to serve the local community, the general
area and the nation as a training ground for future American citizens "

The college described’ as a vsecond chance school* _employed an open |
door admissions policy, and attracted many students from large eastern
metropolitan areas who were unable to gain acceptance at institutions o
nearer their homes. | |

The first president of the college was an associate of the individual
who had introduced the idea of establishing a. college to the local.business—’f
men.  That President was delegated full responsibility for the employment
of a faculty, the establishment of a curriculum, and the development and
management of a budget. vl |

He was described as "a remarkable salesman" by:onevtrustee; others'
spoke of him as a "con man." One trustee characterized the president as

much less than sincere" in his communications with members of the college
lay governing board Salaries, for example, were discussed. The president
informed trustees that, in higher education, it isvtraditional for the
college president to receive a salary that is‘at least 1.5 times that of
the next highest paid college officer. The president appointed one

faculty member at an annual salary of $40,000‘and.then established his

own salary in keeping with the "traditional” formula.

‘The Trustees of College D were also led to believe that the management
of the college was the full responsibility of the appointed administrative
officers; trustees, they believed, existed solely as‘funeraisers. Former
trustees of College D commen ted that, whenever they posed any pressing

‘questions concerning college affairs they were‘treated as "meddlers."

One former-trustee stated that administrative officers conducted themselves as’
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"the pros with all the answers," and discouraged all ‘trrustee quési:ions.

Trustees reported that, whenever College D wag facing a cash flow
problem, the president approached individuals serving on the Board ;nd
requested private, non—publicized loans. Trusteés stated that they
generally gave the sum which was requested, and that it was often returnéd
in due time. Those transactions, however, were hot recorded in the
college records, nor were they ever reported to the full Board membership.

When asked why they tolerated such ques£ionable business techniques,
frustees of College D spoke of their "ignorance of the ways of higher
education." They apparently believed that the administration of their
college was honest, and typical of other private college administrations.
Most of the trustees, who had not previously served on a college board;
were willing to accept the concept that only educators are truly capablé
of managing an institution of higher education.

A leading trustee, now disillusioned with the first president of the
college whom he described as a "dreamer"'and "an empiré builder" spoke
of college adminigtrators he had encounteréd és "inflexible, unimaginative
and unwilling to change." That trustee had been impfessed by promises of
a totally innovative curriculum which was to have béen implemented at
College D. He believed that the curriculum which the college actually
adopted was far less impressive and individualized than that which had
been originally proposed.

The first President ultimately was dismissed and charged with mis—
~management of coilege finances. He was replaced by the college financial
vice president.

The fall semester, 1970 after the termination of the draft and the

appearance of additional institutions of higher education in the East,
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was described by one trﬁétée As‘the momenﬁb"when fhé¢boﬁt6m realiy fe11 
out of things'" for College D. At thﬁt time, the secondifresident‘whom
trustees had believed capable of saving the school, resigned, claiﬁing
"reasons of health as thé'primary cause of his actions.
Although the enrdllment was ﬁhen listed at between 1200 and
1300 students, the college budget, demanded a minimum eﬁrollment'of 1500
students to finance coh;inued bperations. o |
College D was unable to receive full acc;;ditatipn frbm the North
Central Associafion of Colleges and Secondary Schoéls. 'It‘has béen‘;epofted
that accreditation was denied because the college profited from student
tultion and fee payments. Officials of the coilege Fold Crustees‘that_
they were unaware of any North Central rulings which prohibited a college -
from making a profit. It aﬁpears that‘college édministrative officials
convinced leading members of the Board of Trustees that the‘ﬁorth Céntral
Association viewed the innovative educatioﬁ présented a; College D as a

potential challenge to more established institutions, and that accredi- -

tation was refused unfairly.

College D closed its doors 1in Augdgt 1971. The institution had been
operating under Chapter XI of the Federal Bankruptcy Act since December,
1970. At the time of closing fhe colleée owed $750,000 in open tradé
accounts, $225,000 in bank notes, $4,920,000 in federal loans, $230,000 in
land bqnds, and $230,000 in private notes of local businessmen, many of

- whom were trustees,

Previous studies of the events which led to the closing of College D
have indicated a suspicion that the trustees of that institution were swept
away by 'get rich quick' promises. After lengthy discussions with former

trustees we are forced to disagree. Indeed, there may have been the
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belief that a colleéé would bfing incfeased révenue tokﬁhe community.
Trustees, however, also recognized and appreciated other advant ages,
such as an increase in community cultural éctivities which the fledgiing
college promised. '

It appears that, if the trustees had in fact intended to "gég rich
quick" (a move that was unﬁecessary for many, since they Qeré already
- pleasantly wealthy) they would have ceased to support the collegé at the
moment at which it began to suffer significant losses. Certaiﬁ trustees,
however, continued their support of the college until the day when the
institution closed its doors, and at least one trustee Qould have been
willing to support it for a still longer périodvof time.

When a decision ﬁas made to close the college, individuél‘trustees
of College D who haa gﬁaranteed certain college debts, suffered losses
of at least $475,000. Those final losses did not include numerous other
contributions of time or money (total estimated personal financial losses
of‘thé trusf;es of College D amounted to at least $1 million) which had
been made throughout the history of the college.

Certain former trustees of College b, have indicated thiat the college_
should have been closed at least two years earlier. 'It‘appgars that. even
when trustees were finally'cognizant of insurmountable difficﬁlties which
the college was facing, they refused to admit defeat and continued to
support the éollege irrationally.

During on-site visits, trustees of Coilege D contacted expressed
a belief in the value of independent institutions of higher education and
several spoke of the importance of offering an alternative to American
youth. = Other trustees qited the great freedom in curriculum and progfam

development which a private campus can exercise. The majority agreed that
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they would again serve on the Board of Trustees of a liberzl arts
college, and that they wouid be willing to withstand additionmal finanéial
losses to permit the establishment of a viable and free insti;ution of

"highe - education in their area.

Perspective on College Histories

Each of the écenarios above i3, in mény respects, a unique saga of
failure. Despite obvious differences, however, one pver;rching theme
appeared in all four case histories, namely, the failure of trustees to
act decisively when action was essential. Trusteeé, in attembting to
account for‘this phenomenon, typically‘mﬁde reference to one or mcre of
the following conditions in their hindsight reflections.

Avoidance. Most trustees perceived that they had been elected to
the board largely for the prestige and/or financial support they could lend.
Most described trugteeship in honorific terms and referred to the pleasure
of haﬁing been in the role~-regardless of the fortunes of their colleges.
When rough sailing was encountered, few had wished to turn a pleasantly
perfunctory duty into something both more and less—more of a commi tment,
more work, more hassle, less honor, less prestige, and less fun——by
becoming embroiled in potential controversies associated with difficult
decisions.

For example, in three of the four cblleges which abandoned private
status, members of the boards of trustees, hoping to avoid unpleasant
encounters, admitted to postponing or completely avoiding decisive actions
which might have provided greater institutional stability, At one college,
for example, when the financial incompetence of the president was witnessed
by board members, trustees authorized further.straining of the college

budget by creating the position of instttutional business manager, rather
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than facing the inevitable dismissal of thé president.‘At‘another'collegé, the
board avoided confrontiné one president who’choée not to act as a fund-
raiser, another preéident who allowed a masaivé mail?recruiting program
of which the trustees had disapproved, and a third president who sum-
marily reversed institutional goals and objectives without consultation
with board members. A trusteé of another college, the president of a
local bank, indicated that the board was aware of the "Mickey Mouse"
financial operation at the coilege and }et did not:act, primarily becauqe
of wanting to avoid a confrontation. At another inétitution,‘finanéial
records were "always unavailable” to membefs of the Boatd‘and yet thé

Board remained hesitant, to demand full disclosure until disastfoualy late.

Role Uncertainty. A second theme relating to the féilurg‘to act
decisively was uncertainty about the trusteeship role. Boérdimembers
interviewed often expressed doubt about the extent of their authority
and responsibility. - The trustee:role in thé foﬁr institﬁtions at times
was merely a function of what any.given iﬁcumbent présidént thought it
should be, rather than having any identity of its own. PRole confusion also
stemmed partly from inexperience (chieflylin'the‘two newer 1qbtitu:16hs),
partly from competing sets of available notions‘aboﬁt governance in
higher education, and partly from the differences in style of the various
chief executives and other administrators whom trustees employed.

Trust and Faith. A phenomenon, common to all four cases, was to

reach agreement on a chief administrative officer end then fail to
adequately monitor his activities, especially in the first several months.
Most trustees had attended college themselves and had come to respect and
accept the opinions of academics. Most were familiar with the business

model of board non-interference. Thus, most were willing, perhaps in
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retroséect too willing, to place a reasonébly high degree of tfust in

the expertise of officials whom they had employed. If they had it to

do over again, however, most trustees would be more cautious. In hind-
sight, one trustee spoke forcefully (and rather bitterly) of administratorg :
as "knights in shining white armor,"lstanding for entireiy laudable (but ‘
entirely too costly) acadgmic ideals, against whom trustees ultimately
were forced to repreéent "“the hard-nosed realities of life." According
to another former board member, administrators almost always argued that‘
financial decisions were extemsions of "academic matters," and hence out-
side the legitimate expertisc of trustees, thus forcing beard "faith" in
administrators to unrealistic levels.

A second type of faith also manifested itself. Trustees, as
expressed in interviews, were commonly ghilty of hafbdfing‘fantasticj
hopes that some nebuloué, magical force would suddenly save their colleges
from doom, believing almost as if the enterprise of. higher education Qere
somehow paftially immune to certain realities with which they were
otherwise well familiar as business and professional people.

Data Deficit. TIn several instances, trustees complained of being

kept in the dark by administrators on critical matters as they developed.
Trusteés often found out about true conditions only well aftér they‘had
become estéblished fact. Sometimes false or inaccurate reports were
submitted tc the board containing misinformation on which major decisions

were baged. As already indicated, sometimes the financial records were

simply unavailable to board méﬁbers.

In combination, these four elements typically manifested themselves

as inadequate involvement by trustees in the affairs and management
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of the colleges committed to their charge. The theﬁe of ineffectiVe
involvement is one that also appeared in the questionnaire data reported
in the next section. As we shall see, however, inadequate involvement

was not the same thing as low involvement, for trustees allocated
approximately the same amount of time to frusteeship as did their counter-

parts in other:colleges that did not fail.
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TRUSTEE PATTERNS

The case‘studies reported“ébove}point to a‘certaih deiachment on
the part of trustees in the four’insti;utions ahalyzed;',As noted, a
cémmon theme found in eacﬁ scenario of fallure was a genefal reluctance
- to act when action was necessgry‘ana a tendénchta‘délay difficult but
‘ inévitable decisions.

The data reported in this section portray a similar picture. The
findings support a view of trdétées of defunct insti;ﬁtions as energetic
but‘ineffectivé. Even though defunct college trusteeé‘expended an amount

of time roughly equivalent to ;heir living coilege counter?arts, their
reported patterns of involvement suggesﬁ that they remained only loosely-
coupled with the policy framework of their institutions.7 Compared with
their counterparts in still-living colleges, trustees‘of’colleges that
failed are‘perhaps better described as interested bystanders than vital

holders and interpreters of the trust placed with them.

7See March and Olsen (1976) and Weick (1976) for theoretical dig-
cussions of loose-coupling phenomena in educational organizations.
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Summary of Questionnaire Findings

The following points summarize the major findings based on
questionnaire results:

® Trustees of defunct colleges were found tc be
nearly identical in background to trustees of
comparable surviving institutions, except for
being somewhat less wealthy.

® Trustees of defunct colleges devoted approximately
the same amount of time to the trustesship role as
their counterparts in surviving institutioas, both
in fund-raising and other activities.

e The abiiity of trustees in defunct institutions to
generate income for their colleges was nearly
identical to that of 1living college trustees.

e The policy development priorities of boards associated
with defunct and surviving colleges were strongly
similar.

e On the average, boards of defunct colleges were signifi-

- cantly less involved in both the development and imple-
mentation of college policy tham boards of surviving
institutions.

Background Characteristics

Trustees surveyed in the two samples shared characteristics which
previons empirical studies (Rauh, 1959; Rauh, 1969) have associated with
the 'typical" college trustee. No significant differences were observed
for trustees in the two groups with regard to sex, age, religion, or
education. The average (modal) trustee serving both types of institutions
was a protestant, college-educated male in his fifties, earning between
$50,000 and $99,999 annually. | .

Although trustees of 1living colleges reported slightly higher
incomes on the whole, the differences'between the.two groups were not
statistically significant.

Table I provides percentage breakdowns for both sets'of trustees

across all categories. 46



TABLE I.. Background Characteristics of Trustees
in Four Defunct and Eight Surviving Colleges, 1976 5

’

~ pégcent”™ |
DEFUNCT SURVIVING
INSTITUTIONS - INSTITUTIONS
SEX S L
Male - 88.7. B '82.3
'~ Female . o 11,3 e 17.7
‘AGE )
40. or below . 3.2 9.5
40 ~ 49 16.1 24.4
50 ~ 59 32.3 ~29.9
- 60 - 69 32.3 - 22.8
70 or above. 16.1 13.4
‘REGILIOUS AFFILIATION
Catholic 5.2 8.0
Jewlsh ‘ . 5,2 S 7.2
Protestant - 84.5 76.8
Other - 5.2 5.6
None 0.0 2.4
EDUCATION
Less than bachelor 9.5 9.5
Bachelor 36.5 33.9
Master 14.3 18.9
Doctor 17.5 13.4
Professional 22.2 24.4
ANNUAL INCOME
© $10,000 .or. below 3.2 2.4
10,000 - 19,999 11.1 6.3
20,000 ~ 29,999 15.9 11.0
30,000 - 39,999 7.9 13.4
40,000 - 49,999 22.2 13.4
50,000 - 99,999 27.0 31.5
100,000 or above 12.7 22.1

*May not add to 100 because of rounding.
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‘Time Allocation

A second area. of considerable similarity between trustees of ‘
defunct and 1iving institutions was in the reported amount of effort
expended in fulfilling the trusteeship role. As indicated in Table II
the distribution‘of estimated time devoted to fund'raising and all'other7dd
‘aspects of trusteeship was approximately the. same. Calculations based on
actual frequencies and the median points of hour ranges in the question— f».} -
naire revealed that defunct college trustees spent slightly more time
(four hours per man) on fund raising activities than their surviving"
_.college opposites, and slightly less time on other activities. ln
neither .case, however, were the differences significant._ o

TABLE II. Time Expenditures by Trustees
of Defunct and.Surviving Colleges

o Hours per Year
0-20 21-50 51-80 81+
(percent reporting) .

FUND-RAISING

Defunct Institutions 49" 26 -7 18

Surviving Institutions 55 27 7 11
OTHER ACTIVITIES : o

Defunct Institutions 19 35 18 .29

- Surviving Institutions 13 39 18 o 30

Fund-raising Ability

‘ Ahthird‘area of substantial similarity between trustees offdefunct
and surviving institutions was in the domain of fund—raising. As a meansg
of broadly estimating fund-raising ability, trustees in both groups ‘were
asked if they had generated college contributions, other than their own,
amounting to at least $20,000 per year during the two years preceding
closure or merger (for trustees of dead colleges) or during the last two

years (for trustees of living colleges). The proportion of trustees in =
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the two samples responding "yes' was nearly identical. ' Thirty peréent 
of the trustees in surviving institutioﬁs reported affirmatiVely,‘ﬁhile

32 percent of the trustees‘from defunct institutions indicated the same..

Patterns of Involvement

Policy Priorities. 'In addition -to the similarities alreadyknpted,

‘trustees from the two samples.alsd reflected similar ptiorifies for

involvement in the development and impléﬁéntation bf:pdiiéy; -

44

Trustees from both defunct and 1living institutions were asked to.u'  

indicate the extent of their involvement in developiﬂg policy withink
fourteen areas. Based on mean degree of involveﬁenﬁ'fepotted, f;ugtges
from both groups designated highly similar sequencés;s Table III -
summarizes the five areas of highest and lowest involvemént in‘policy
development for #he two groups.9

| Clearly, tfustees of institutions that failed gxpended énergy on
collége matters in roughly the same sequence as their qounferparts in
existing institutions; With the exception of "alumni affairs,” no policy
area appeared in the top five for oné group and inAthe’bottom‘five for the
other. The data indicate that, in general, trustee priorities in colleges
about to fail do nbt differ strikingly from priorities*of‘governors in

healthier institutions.

e e P P

8Spearman rho correlations for the two samples were exceptionally high,
.82 for involvement in the development of policy, and .94 for involvement
in the implementation of policy. ‘

9Prioricies for the implementation of policy were nearly identical and
are not included. ‘ ‘ ,
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- TABLE IIT. Fivemzreas of Highest and Lowest Trustee
Involvement in the Development of Policy (by rank) L

—

BE Defunct'Institutions.f,f,Living lnstitutions

“"~Five Areas of Highest Involvement

. 1. Selection of President 1. Selection of President" G
2. College Budget -Z;vSelection of Trustees
3. Long-range Planning 3. College Budget .

4. Alumi Affairs -~ 4. Long-range Planning .-
5. Fund-Raising o SJ‘College Investments d"

Five Areas of lowest Involvement»

1, Selection of Adminis- ::l;lAQ#démiC:frOgrams
' trators below Presi—{ngjjvi Co

dent B e o
2, Student Regulations ]"I2§?Alumni\Affairs S
3. Academic Programs - 3. Selection of" Adminis— S

' trators below President'&f

'4. Admissions Standardsf'vkh,fAdmissions ‘Standards.. S
5. Faculty Selection . §.hFacu1ty Selection” J~"””

Extent‘offlnvolvement The data reported thus far have suggested

quite unequivocally that few real differences existed in either the char— u[’:;
acter or behavior of boards of living and defunct colleges._ The pre—:'Tglf
ponderance of similarity, however, ends with the reported degree of
involvement in the development and implementation of college policy In .’f 2
. ‘most cases, the differences between the two groups in this area’ are
”#Astatistically significant. ‘ | o ‘
| Figure I displays the mean degree of involvement of trustees from‘
the two samples in develOping college policy in the same’ 14 areas where
their ordinal patterns of attention were. found to be approximately equal

In only two ereas, admissions and academic programs, was the reported

extent of involvement similar. In eight of 14 policy areas (57 percent
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'FIGURE I. Mean Degree of Involvement of )
Boards of Trustees in the Development of Gollege .
 Policy in Fourt:een Areas S

- L SCAI’.EV o o LEVEL df SIGNIF.
__POLICY AREA ‘ R - D
Selécfidn of‘Prgsidept ' ;és_ -
Select}iou qlf_Truétees 01 .ol
Coilége Bu_dget L 05 —
Lo”ng—range P]'.anningby .05 -
Colle‘g‘e‘ In.ve‘su.n_exvlts 001 .05
Goi;egeWage Scales E .05 10
. Co‘ileée Re‘tiréfnent Plans _.,2'05 10
| Student Regulations 05 .10
Académic Prdgramé - -
|Admissions - -
Faculty Selection .001 .05_ ‘
Administrator Selection o5 | -
Fund-raising .05 .10
Alumi Affairs .001} .001

Living Institutions
MM De funct Institutions’
lBased on 1-5 scale cf low to high involvement (Sc.e Appendices A, B).
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of all policy dbmains surveyed) , the‘degree of'inVOlvement reported by
trustees representing colleges s;ill in existence wae'higher. In only
four of 14 areas (28.5 percent of the policy domains‘surveyed)“was the
extent of involvement by defunct college trustees higher. In most cases,
the:differences are statistically significant .10 rphe patﬁérn is also |
interesting in that where board iﬁVolvement in defunct colleges Egg_hiéher,
it usuaily occurred in policy areas in which surviving college boards
characteristically were least invoived (feculty selection, the selection
of administrators below the president, end alumni affairs). The larger
reported mean involvements of defunct boards in these areas (and in develop-
ing fund-raising policies), is more than offset by the lower involvement
elsewhere, thus yilelding an overall involvement deficit by comparison with

boards of living institutions across all policy areas.

Figure II displave eimilar differences with reg&rd to the ne an
degree of invo;vement of the two sets of boarda in policy implementatioﬂ.
Once again, iiving college board members, in 9 of 14 instances, reported
higher mean levels of involvement. Unlike‘the area of'poiicy_development,
the difference was sigﬁificant in only four instanees‘where botﬁ tests |

were employed. Once again, however, defunct boards reported higher levels

10y, testing for differences, we have employed both a parametric and non-
parametric test. Two tests were utilized since it was felt not enough was
known about the true nature of the data to make definitive decisions con-
cerning their adherence to the various assumptions required. Due to the
non-stochastic nature of the defunct college sampling process and type of
scale used in the questionnaire, not all of the assumptions necessary to
utilize the parametric student t-test could be met fully. Thus, signi-
ficance levels also were computed utilizing the non-parametric Smirnov D
which requires only the assumptions of ordinality and non~randomness.
Clearly, the non-parametric test is the more congervative, although perhaps
less accurate since use.of it is based on weaker assumptions (thus increasing
somewhat the risk of a Type II error) and since it does not take advantage .
of all data available. We have reported significance levels for both tests
and the reader 1s invited to make ultimate judgments about which are most
acceptable.
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S FIGURE II. Mean Degree of Involvement of
Boards of Trustees in the Implementation of College
' ‘ Policy in Fourteen A.reaa1

‘ . SCALE ’ ~ " - LEVEL OF, SIGNIF.
POLICY AREA . ... MEAN. . S . t. D .
Selection of a President - - ' ommr—— 001} .05
: ' ' 13.82 o o
Selection of Trustees - .001f .001
Fund-raising +001] .05
College Budget - .02 -
Long~range Planning W05 -
"|{College Investments .001} .05
College Wage Scales . - -
. 2.79
Q2,78 T o _ .
College Retirement Plans e ' W02 -
" 2.47 ' -
2,42 ,
Student Regulations ™ .05 -
‘ 2.15 ' : oy
L7 o |
Alumi Affairs | ‘ —— S .05 ) -
1.94 ) .
1.70] . - .
Faculty Selection - S .05 -
' 2.09 ‘ '
. v 2,03 T .
Admissions ~ . i d071 -
4 2.19 '
2,12
Academic Programs - - -
2.19
o f2.24) e
Adminigtrator Selection . . .05 -
2,68

. Living Institutions
Defunct Institutions

lBased on 1-5‘sca1e of low to high involvement (SeevAppendices A, B).
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of involvement in domains of lowest priority for living college boards
 Trustees of defunct colleges did not, as in the case of - policy development,
report a higher mean involvement in implementing fund-raising policies

again was significant.



SUMMARY AND IMPLICATIONS
The small, ihdepeﬁdent collége board df trusteeé‘today‘faceéva
diffipult future. Although\tﬁe rate 6f failurevamong‘émall -
colleges has slowed as compared with the fi?éf“fivg years of the decade,
the long-term vulnerébili;y of the privaté‘sector as a whole remainé.
What might trustees éeiﬁing on boards of so-called "inviéible;" stiuggling
colleges today do to enhancé the prospécté for su;vi§a1 of théir}institu-

tions?

D

The régearch offers no definitive answers but does suggest some of

the lessons learned by those who have expérienced-failu:e,

Summary of Findingg

We wish to summarize briefly the primary results of the investigation

before suggesting some of their implicationms.

e Role Uncertainty. Trustees of the four defunct institutions,

during their tenure, seemed t6 have no clear conception of the trustee-
ship role and lacked criteria for meésuring board performance. Most were
unsure of the extent of their rights, authority, and responsibility.

e confrontation Avoidance. Board members typicaliy avoided con-

fronting administrators and making difficult, but necessary, decisions. -

As a result, important cholces were made in an information vacuum and/or

board action often was delayed disastrously long.

50
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o Trustee Background. Trustees of collieges that did not survivév-

as independent entities were nearly identical in background characteristics
such as sex, age, education and wealth to a comparative sample of trustees =~~~

in still-surviving institutions.

e Fund-raising. Trustees of defunct colleges generated gift

income fdr their institutions at approximately the same level as did
trustees of comparable living colleges during a similér ﬁeriod.‘ With
respect to the time allocated to fund-raising,.tﬁe patterns again were
nearly identical for board members of 1iviﬁg and dead institutions.

e Priorities. The policy development'priorities 6f defunct and
xliving college trustees were highly similar, with policies in high‘
financial impact areas coming’first in terms of mean'invdlvement and‘policigéai;&
in lower financial impact areas iést. | - R

o Policy Involvement:. Boards of ¢plleges that failed reported a

significantly lower degree of imvolvement £in both the development and
implementation of college polisies in eight ©of fourteen policy areas when

compared with similar reports Ly boards of eurviving institutions.

Implications

There is a conventional wigsdom (call it myth even) about the board
of trustees of a small, private, liberal arfs collegé thdtvperaists today.
Its‘main elements are: 1) that "trustees should make poiicy, but not
administer it" (Rauh, 1959, p. 17); 2) that the president should be given.
a large amount of autonomy; 3) that the board should rely exclusively Qﬂ
the president for all of its decision information; 4) that trustees should
be selected primarily on the grounds of wedlth,'financial contacts, and/or

prestige; 5) and that board membership is largely honorific and the duties

56




of trusteeship are chiefly perfunctory~and symbolic.

The research reported here runs counter to much of this un:onfirmed.

certitude. - »

PerhAps the single most important implication of the findings is
that even a relatively high expenditure of time by a board may be un—'p‘h
related to its degree of involvement in important policy aspects of the'
college in which 1t serves. Even though trustees from colleges that
failed spent approximately the same amount of time performing the trustee—
ship function as did those from institutions still in existence, their (‘
level of involvement in both developing and implementing policy was below
that of-the latter group in the majority of areas surveyed The few -
‘policy arenas where defunct college trustee involvement exceeded that for
.1iving college board members were ones typically of lower priority for
boards of surviving institutions and‘erenas typically,related only
vindirectly to fiscal affairs (e.g.,'alnmni affairs and facolty selection).

These findings suggest that the more effective boerd‘(if survival
and effectiveness may be equated) is'the one that is more centrally‘involved
in both making and carrying out policy, especially policies in the |
domain of college finance (e.g., budgets, investments, &age scales; trustee
selection,‘etc.). Thus, a proper cautionary note to trustees serving in
small colleges today would be that the board'member‘ﬁhooperceives his
involvement in critical policy areas to be loq,probably i8 less effective
than he should or could be and inadvertently even may be contriouting to
the potential for demise of the institution served. The data from the
field research indicate strongly that decisions critical to surviyal were
delayed excessively dne to the often only marginal‘participation of the

board in the planning and operational realities of the four colleges.
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A second implication of the results is thag Soards_should not rely
wholly on information presented to them by college admihistracors;'ﬁAt
even the president. The case studies suggested that; whether by 1ntehtion
or negligence, college officers sometimes kept trusteeé’in the dark
about trué conditions until the force of events became nearly irreversiblé.‘
In other instances, significant procedural modifications with far-reaching
policy considerations were made without the 1mmediaté knowledge of the
board. The findings suggest that the small college board could benefit
from appointing staff directly responsible»to itvwho would gather and pfesent ‘
information for decision-making based on an understanding of the rights |
and responsibilities of trusteeship.‘ The rationale fo; employing a
professional assistant is couched in the need of the-board for accurate,
timely, and unbiased information that college administrators, in times of

difficulty or forseeable difficulty, might be reluctant to provide.

Rel;te&.to tﬁiémis the q;estibﬁ";f how Quéﬂhgufoﬁém&.fﬁé Board
should eﬁcourage a president to agsume. Typically,-trustees hired a president
and theii created a situation in which he was expectéd to solve all or most
of the college's problems without board "interference," and with commensﬁrate
"authority" for the assigned responsibility. However well entrenched in
traditional management theory, the data suggest that this practice was in-
appropriate for a small, relatively unhegith» college. The practice tended
to create inflated hopes and expectations for presidential performance.

"Trustees consistently appeared to misunderstand the severe limitations placed
on presidential power and freedom by the context in whichbeveryone, includ-
ing the president, operated. The case studies suggested that, while in

Some cases ineffective leadership was a function of‘presidential ineptnegg
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"had hired as' "egomaniacs," "empire builders," and "day dreamers who viewed

and unsuitability, the more.dominant theme was that of the prehident‘as a o
victim, not a manipulator, of his context.v‘

More than one trustee we contacted deP“ribed presidents whom they -

the presidential role in grandiose terms. However true, ‘the source of the;,-‘ .

behavior may lie with the boards' own inflated expectations as much as with'-f;l

~,the‘presidents thémsélves. Boards who hire a chief executive and then

provide 8 kind of mindless backing in the name of presidential autonomy

quite possibly are being unrealistic in their. expectations and negligent in

their role. 1In a world vhere individual aspirations consistently outrunt
accomplishments and leaders frequently are just riders at the crest of a:
wave already in motion, both the burden of vision and its implementation‘-'
must be more widesly shared, especially by those who claim ultimate authority.a
An attitude of benign neglect, accompanied by the expectation that the
president should and can do it all if he is the "right person;" seems‘un—
realistic and especially inappropriate to the present climate of fiscal
stress within higher education. T |

The often unrealistic expectations for the president by board
members appears to relate, in part, to the question of-trugtee se-
lection. Although we have no hard data at this point to back it up, it
seemed to us in the interviews that trustees who.perceived the trusteeship
role largely in honorific, symbolic terms were thogse who also believed
most strongly in the complete autonomy of the president, and most»often
blamed their college's troubles on presidential failings. On the other

hand, board members who percieved their selection to the board as being -

‘Telated to specific skills they possessed tended to speak of -failure as

multi-causal in nature and of the responsibility for demise as shared
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' ‘among all barticipants:’ administrators, faculty, and board

A If'thes

;vobservationa are. correct, the implication seems clear.wandividuals who

are selected to a board of trustees chiefly on the basis of some specifi
skills or personal attributes (or access to skills or attributes), rather
than primarily on the basis of of some vague notiona of prestige or loca
notoriety, should be more inclined toward higher involvement and henc‘ more
meaningful performance as a trustee. As.a general rule, we beliave:it‘woul
have been impossible for as many trustees as did to come to the overly -
simplistic explanation of presidential shortcomings as the: primary cauae.u‘
of institutional failure had they been more ueeply aware- of impinging cir- “
cumstances and been more deeply involved in the major operational question y

facing their colleges.

Danger Signals

An original goal of the reaearch was to ‘tie togetherucritical
events common to each of the four scenarios and label them as potential
"danger signals" for truetees serviug in institutions still relatively
healthy. This preved impossib le, however, due to the uniqueness of "L‘% ':‘
individual college circumstances and the inexorability with which i,:i‘fi‘
demise occurred on:ze underway. If anything, the ‘data suggested that there‘
are many . roads leading rapidly to  the same fate. |

Nevertheless, the analysis nas led to Some important danger
signals. But they are ones of a different kind from what we- original]y
looked for and expected to be aole to. find Phc danger signs encountored iw}

are subtle and psychological in hature and are dirEcLed chiefly at
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‘trustee attitudes and assumptions abbut the trusteeship rele.' The major
ones are: - LT el

. Limited perception of trusteeship.- The trustee who views his

roe as chiefly honorifjc and his only tmgortant duty as. the solicitati*n
of funds, significantly underplays the potential of trusteeship for pro—

moting survival and excellence.

¢ Limited .nvolvement. Trustees who remain peripheral to the policy

formulation and implementation processes within their institutions decouple g‘agf
themselves from the central managerical technology of decision makiug and .
ipso facto from the responsibilities for trusteeship specified in most :

college charters.

® View of the presidency as heroic. An assumption of-presidential

autonomy begets an assumption‘ofvpreaidential‘freedoﬁ which begete an
expectation of president%el invineibility. Truﬂtees.wﬁo hold such eseump-
‘tions tend to conceive of the ideal president ir. heroic tefms and measure
‘incumbents accordingly. Such assumptions also léad tiustons tEQGiédhtﬁeif
own role, by contrast, asz only perfﬂnctoty.

¢ Toleration of turbidi+v. To the extent that respcnsible trustee-

ship is grounded in accurate, clear, and timely imformation, the acceptance
of less from whatever scurces of information exist may sipgnificantly

undermine trustee effectiveness.

® Toleration of clear‘ineptitude. Just as the board which judgee.
preéidential performance from a perspective of unrealistic expectations
has misallocated some of its own accountability for outcomes, so too the
board which tolerates obvious unsultability and ineptitude on the.part of

a president or his staff, also abdicates its respansibility.
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Concluding Note

Thevreader is cautioned not to construe,theﬁdata,as,a.mandate:foru.“ugim“;
excessive trustee involvement in the daily‘operational problems of college:;l
administration, nor to agssume a direct causal link between low policy -
involvement and smail college failure.‘ The data indicate that a multitude .
of unique and complex factors were involved in each‘scenario,of‘deeline
and ultimate demise. The resaarch merely‘suggests that one}of the‘ |
important factors contributing‘to failure may have beenwthevratherﬁloose
connection between the operational'realities of the‘colleges‘and the
overall, timely awareness of these realities by board members. To say, o
as a final conclusion, that increased trustee involvement in college
policy development and implementation will dn every case, prevent a
small college from failure would be wrong. It»is reasonable, however, to
note that, to the extent 1ow involvement is Consistent with delayed or
inadequate decisions (as in the cases studied), boards not tightly coupled‘i;'

with their institutions may be doing them a disservice.‘

v ———————

When the external preesures are great snd the margin of fiscal

comfortabiliry . is smsll as ‘s true for many private colleges ‘today, disaster
can be precipitated suddenly by any number of vagaries.; And decline once
begun, can occuyr rapidly. The board which fails to recognize this fact

and fails to exercise its role in sharing leadership to promote institu—
tional vifiiity-isvsignificantly undermining a college‘s ability to perform

its mission and possibly swen its chances to survive.
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Appendix A; Defunct Colleges Que"sti.oﬁnaire 60
March 19, 1976 | I - ' s
The University of Toledo Center for the Study of Higher Education has-been selected by the

Association of Governing Boards of Universities and Colleges to conduct a study of the role played
by lay governors in independent liberal arts colleges which recently have closed, merged with another

-institution,-or- joined-a-state system.-The purpose-of-the present study isto-determine the extent of D

~ trustee involvement in major institutional decisions in the two-year period immediately preceding

the decision to change college status. As a-result of the study, a list of danger signals-and stages of -
institutional failure will be compiled. It is our hope that trustees currently serving in liberal arts -
colleges which are faced with severe difficulties will benefit directly from the results of the study."

You, as a former trustee of a private liberal arts college, have been selected to participate in the study.
You are requested to complete the enclosed questionnaire which has been designed: by the Center
staff and approved by the Association of Governing Boards. Completion of the questionnaire will
take a small amount of your time but your responses potentially are of great importance to trustees
presently serving in independent colleges. o '

It is our hope that you will participate in the study, complete the questionnaire promptly and return
your completed questionnaire to The University of Toledo. A stamped, self-addressed envelope is
enclosed for your convenience. ‘

Please read the instructions carefully since the format for response differs from section to section. -
You are guaranteed complete anonymity as an individual respondent. The questionnaire number
will be used only to exclude your name from follow-up inquiries.

We ask that you examine both The University of Toledo guarantee of total confidentiality, and the
endorsement of the Association of Governing Boards of Universities and Colleges which appear on
the following page before completing the questionnaire. :

‘Your cooperation is deeply appreciated.

Sincerely,

A .

Vance T. Peterson
Associate Director

S g

Rose Mary Healy
Research Associate

]

i The Center

' for the Stlldy
of Higher

! Education

—— —
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This project is being conducted with the knowledge and support of the Association
of Governing Boards of Universities and Colleges through its Studies Program under-
written by the Lilly Endowment, Inc. The results of the study will be shared with the

Association. -

We are taking strict precautions to insure the complete confidentiality of any in-
formation or points of view shared with us by former trustees of the college. At no
time will the source of information be revealed to any other official we may contact.
Individuals will not be named in any report of the resuits of our investigations,
nor will any direct quotes be identified with specific names or titles of individuals
in such a way that the source could be identified.
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CONFIDENTIAL

| jPAkT ONE

'ln items one through five, you are asked to provxde certam personal 1nfotmat10n. Please Lo

“indicdte’( /') your Tesponse to each'item.”

. SEX: MALE FEMALE _____
2. AGE:  UNDER40 40-49 5059
60-69 OVER 70
3. RELIGIOUS AFFILIATION: ~ GATHOLIC “ ‘v.IE‘WlSH‘.,___
PROTESTANT - NO FORMAL RELIGION______ omsg;_..

4. HIGHEST ACADEMIC DEGREE EARNED:

LESSTHAN BACHELOR'’S
BACHELOR’S DEGREE ______ MASTER’S DEGREE___

'DOCTORAL DEGREE______ PROFESSIONAL DEGREE —____

5. TOTAL ANNUAL FAMILY INCOME: UNDER 810,000

$10,000 -. 519,999 $20,000 - $29,999 $30,000 - $39,999_
$40,000 - $49,999 $50,000 - $99,999 Over $100,000
PART TWO

In items six through nine, you are asked to provide certain information pertaining to your
individual activities as a college trustee. Please indicate ( /') your response to each item.

6. In the two-year period immediately preceding the decision to change college status,
_ approximately how many hours per year dnd you, as an. mdlvxdual trustee, devote to
fund-raising activities for thls college?

51-80 OVER 80

20 OR LESS : 21-50
7. In the two-year period immediately pret:eding the decision to change college status,
did you, as an individual trustee, generate contributions, other. than your own, to the

_college amountmg to $20,000 per year or more?

NO _

| YES
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8. In the two-year period immediately preceding the decision to change college status; didn
- you, as an individual trustee, make any effort‘to encourage students toattend: this col- = = .-

lege?

'YES NO

9. In the iwo-year pericd immediately preceding the decision to change college- status .
approximately how many hours per year did you, as an individual trustee, devote-to - -
college activities, other than fund-raising? R :

200RLESS ___ 21-50 _ 51-80

OVER 80

PART THREE

In items ten through thirty-seven, you will find a list of possible decision areas in which thé: . ‘
full Board of Trustees may have participated. You are asked to express your personal opinion -

regarding the amount of involvement of the Board of Trustees in institutional decisions in the -

two-year period immediately preceding the decision to change coliege status.

Following each item you will find a nimber scale ranging from oribe'thifb'ﬁgh five, ,Circling

the number “1" will indicate extremely low involvement of the Board of Trustees in the de-

 cision area mentioned in the item. Circling the number “5” will indicate extremely high ins
volvement of the Board of Trustees in the decision area mentione‘ditj"the‘;item;' Circling B
the numbers “2", “3" and “4" will indicate intermediate degrees of involvement of the Board = -~

of Trustees in the decision areas mentioned in the itgm. ]
DEVELOPMENT OF COLLEGE POLICY

In items ten through twenty-three, please circle the response which most closely ‘describes’

the extent of involverhent of the Board of Trustees in the development of college policy - N

concerning:
10. the éelectibn of a college president.
LOWINVOLVEMENT 1| 2 3 4 5  HIGH INVOLVEMENT

11. the selection of college administrative officers other than the president. : L

LOWINVOLVEMENT | 2 3 4 5 HIGHINVOLVEMENT .

12. the selection of college faculty members. -

LOWINVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT

'13. the selection of trustees,

LOWINVOLVEMENT | 2 3 4 5 HIGH INVOLVEMENT .

re




14.
15.
| 16.
‘l7.j
1.
| 19.
20.
C 2L

22,

~ CONFIDENTIAL

the dcterminatidn of faculty and employee wage scales.
LOWINVOLVEMENT 1 2 3 4 5
the determination of employee retirement plans.

LOWINVOLVEMENT 1 2 3 4 5

the determination of standards for student admission. B

LOWINVOLVEMENT | 2 3 4 5

the development of college academic programs.

LOWINVOLVEMENT | 2 3 4 5

the determination of regulations goVeming student life.

LOWINVOLVEMENT | 2 3 4 5

the development of a coliege budgét.
LOW lNVOLVEMENT | 2 3“’ | 4 5
the selection of a éoliegc investment portfolio.
LOWINVOLVEMENT 1 2 3 4 s

the determination of college fund-raising plans.

LOWINVOLVEMENT 1 2 3 4 5

the development of a long—fange plan.

LOW INVOLVEMENT 1 2 3 4 5
. the administration of alumni affairs.

LOWINVOLVEMENT 1 2 3 4 5 HIGH INVGLVEMENT

69

HIGQ INV‘OLV.EMENT | |
HIGH vvl.NVOL,VE'MENT
HIGH li‘J‘VOLVl;:MENT
md_ﬁ -mvoLVEMENT_
HIGH‘.I"NYOLVEMENT |
HIGH INVOLVEMENT

HIGH INVOLVEMENT

HIGH INVOLVEMENT

HIGH INVOLVEMENT
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IMPLEMENTATION OF ESTABLISHED POLICY
In items iwenty-four through thirty-seven, please circle the response which most closely
describes the extent of involvement of the Board of Trustees in the implementation of estab-
lished policy concerning:
24. the selection of a college president.

LOW INVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT

25. the selection of college administrative officers other than the president.

LOW INVOLVEMENT 1 2 3 4 5 'HIGH INVOLVEMENT

26. the selection of college faculty members.

LOW INVOLVEMENT H 2 3 4 5 HIGH INVOLVEMENT

27. the selection of trustees.

LOW INVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT

28. the determination of faculty and employee wage scales.

LOW “I'N‘“VOLVEMENT I 2 3.4 5 HIGH INVOLVEMENT
29. the det?:rmination of employee retirement plans.

LOW INVOLVEMENT 1 2Y 3 4 5 HIGH INVOLVEMENT
30. the detcrminatioh of standards for student admissio;l.

LOW INVOLVEMENT i 2 3 4 5 HIGH INVOLVEMENT
31. the development of college academic j.~zrams.

LOW INVOLVEMENT 1 z 3 4 5 HIGH INVOLVEMENT
32. the determination of regulations governing student life.

LOW INVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT

33. the development of a college budget.

LOW INVOLVEMENT 1 2 3 4 5 - HIGH INVOLVEMENT
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34; thé selection of a college‘ investment portfolio.
LOW INVOLVEMENf 12 3 4 s ' HioH ‘lNVOL\}EMENT :
35. the determinztion of ceilege fund-raising plans, |
LOWINVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT
36. tl;: devc!:;;'m'ent ‘of a loag-range plan. o
LOW INVOL_VEMENT Il 2 3 4 5 HIGH INVOLVEMENT
37. s%e admin; .. - )ﬁ of alurnai affuirs. | |

1OV - DLVEMENT | 2 3 4 S5 'HIGH INVOLVEMENT
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Please return your comnleted qucsuoxmmrc promptly. A stamped sclf-addresscd °nv¢lope has
been provided for your convenience.

Ths i:.formation which you have shared svith us is absolutely essential to the success of our -
study Your cooperation is most dccply ap precxatcd

Vance T. Pctcrson
Rose Mary Healy

o e ——— -
+ — —

I

“ | The center
il forthesuulyv
|

li

- g emm—

~of Higher |
\ Edncatlon‘

—— . S ¢ - T =D —
——— —— D ® - ® E———v——
- —— e e

This questionnaire may be reproduced with prior written permission of
The Center for The Study of Higher Educapon / The University of .Tol_edo.

72

92.376-3C .




Appendix B: Living Colleges Questionnaire 68'

March 19, 1976

The Lniversity of Toledo Center for the Study of Higher Education has been selectcd by the
Association of Govermng Boards of Universities and Colleges to conduct a study of the role played by
lay governors in independent liberal arts colleges which have recently closed, merged with another.
institution or joined a state system. The purpose of the present study is to determine the extent of
trustee involvement in major institutional decisions in the two-year -period xmmedlately preceding the
- decision to change college status. As a result of the study, a list of danger sngnals and stages of
institutional failure will be compiled. It is our hope that trustees currently serving in liberal -

arts colleges which are faced with severe difficulties will benefit directly from the results of the study.

* Included in the study is a comparison of involvement of trustees who are successfully serving in
independent colleges, with the extent of involvement of trustees ‘who have served in colleges which .
have falled : ; :

You, as a trustee of a liberal arts college, have been selected to partlclpate in the study You are -
requested to complete the enclosed questionnaire which has been designed by The Umverslty of
Toledo staff and approved by the Association of Goverr.i::g Boards. Completion of the questionnaire
will take a small amount of your time but your responses are of great xmportance to many trustees
presently serving in lndependent colleges. ‘

It is our hope that you will partlcxpate in the study, complete the questxonnaxre promptly and return |
your completed questlonnalre to The University of Toledo. A stamped, self-addressed envelope is
enclosed for your convemence

Please read the instructions carefully since the format for response differs from section to section.
You are guaranteed complete anonymity as an individual respondent. The questronnmre number
will be used only to exclude your name from follow—up inquiries.

We ask that you examine both The University of Toledo guarantee of tot‘al confidentiality, and the
endorsement of the Association of Governing Boards of Unlversmes and Colleges which appear. on
the followrng page before completlng the questlonnalre

Your cooperation is deeply appreciated.

A

. Vance T. Peterson
Associate Director

‘Rose Mary Healy
Research Associate

jIt! |
;i“ The Center
;.!” for the Study
ml of Highar
i

i

PP ——

Edncauss
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- This project is being conducted with the knowledge and support of the Assocxatlon
of Governing Boards of Universities and Colleges through its Studies Program under-
written by the Lilly Endowment Inc. The results of the study will be shared with the -

. Association.

We are taking strict prccautxons to insure . the complete conﬁdentlahty of any in- . :
formation or points of view shared with us by former trustees of the. college. At no-
time will the source of information be revealed to any other official we may contact.. =~ -
Individuals will not be named in any report ‘of the. results of our. mvestxgatxons,f PR
nor will any direct quotes be identified with specific names or tltles of mdmduals T
in such a way that the source could be 1dent1fied L - G e e
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' CONFIDENTIAL

PART ONE

In items one through five, you are asked to provide certain personal information. Please -
indicate ( v/ ) your response to each item. ‘

1. SEX: MALE ______ FEMALE
2. AGE: UNDER40 40-49 50-59
Qé—bfn OVER 70
3. RELIGIOUS AFFILIATION: CA'I"‘H"OLIC ;_ | JEWISH______

PROTESTANT NO FORMAL RELIGION— OTHER_____

4. HIGHEST ACADEMIC DEGREE EARNED

LESS THAN BACHELOR’S
BACHELOR'S DEGREE ______ MASTER'S DEGREE______
DOCTORAL DEGREE_______ PROFESSIONAL DEGREE ______
5. TOTAL ANNUAL FAMILY INCOME: UNDER $10,000 ____
$10,000 - $19,999 ____ $20,000 - $29,999 _____ $30,000 - $39,999____
$40,000 - $49,999 . $50,000 - $99,999 .____‘ Over $100,000 —
PART TWO

In items six through nine, you are asked to provide certzin information pertaining to your
individual activities as a college trustee. Please indicate ( /) your response to each item,

6. In the last two years approximately how many hours per year did you, as an individual
trustee, devote to fund-raising activities for this college?

OVER 80

20 OR LESS 51-80

21-50

7. In the last two years did you, as an individual trustee, generate contributions, other than
your own, to the college amounting to $20,000 per year or more?

YES . NO




CONFIDENT]AL

8. In the last two years did you, as an individual irustee, make any effort to encourage
students to attend this college? Co

YES NO

9. In the last two years approximately 'how many hours per year did you, as an mdnvndual
trustee, devote to college activities, other than fund- ralsmg”

21-50 51-80

20 OR LESS

PART THREE

In items ten through thirty-seven, you will find a list of possible decision areas in which the
full Board of Trustees may have participated. You are asked to express your personal opinion
regarding the amount of involvement of the Board of Trustees in mstltutlonal decmons in the
last two years. ‘

Following each item, you will find a number scale ranging from one through five. Circling the .

number “1” will indicate extremely low involvement of the Board of Trustees in the decision
area mentioned in the item. Circling the number “5” will indicate extremely high involvément
of the Board of Trustees in the decision area mentioned in the item. Circling the numbers
“2",“3" and “4” will indicate intermediate degrees of involvement of the Board of Trustees
in the decision area mentioned in the item. ‘

DEVELOPMENT OF COLLEGE POLICY

In items ten through twenty-three, please circle the response which most closely describes
the extent of involvement of the Board of Trustees in the development of college policy
concerning:

10. the selectioﬁ of a college president.

LOW INVOLVEMENT I 2 3 4 5 HIGH INVOLVEMENT
11. the selection of college administrative officers other than the president.

LOW INVOLVEMENT 1 2 3 | 4 5 HIGH INVOLVEMENT
12. the selection of college faculty members.

LOW INVOLVEMENT I 2 3 4 5 HIGH INVOLVEMENT
13. the selection of trustees. B

LOW INVOLVEMENT 1 ‘2 3 4 5 HIGH INVOLVEMENT

OVERBO ______
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the determination of faculty and employee Wage'st_:ales.

 LOWINVOLVEMENT I .2 3 4 5

.

16.

17.

18,

19.

20.

21

22.

23.

the determination of employee retirement plans.

LOWINVOLVEMENT | 2 3 4 5

fhe d.etc‘:rminabtion of siéndards for studgn;‘admissidn;

LOW lN\bLVEMENT 1 2 3 4 s
the developmént of college academic programs.

LOW INVOLVEMENT 12 3 4 s
the determination of regula‘tio‘ns governing $'tudent life.

LOW lNVOLVEMENT " 1 2 3 4 5
the development of a collgge B_udget.

LOWINVOLVEMENT | 2 3 4 5
the_§?_lsftion of a college investment pértfoiio.

LOW INVOLVEMENT | 2 %3 4 s
the determination of college fund-raising plans.

LOW INVOLVEMENT 1 2 3. 4 5
the development «: a lqng-rang{e plan.

LOW INVOLVEMENT | 2 3 4 5

the administration of alumni affairs.

HIGH INVOLVEMENT

HIGH INVOLVEMENT -

HlG.H' .leV‘(v)l‘,Vbﬁl:\d.)’:‘,N"r |
HIGH 1vao‘LvEMEN_"TV'
HIGH ;vaw_mm
HIGH INVOLVEMENT
HIGH lNV?LVEMENT
H!dH l‘NVO‘LVE‘MENT

HIGH INVOLVEMENT

'LOW lNVOLV‘EMENT 1 2 3 4 5 HIGH INVOLVEMENT
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IMPLEMENTATION OF ESTABLISHED POLICY

In items twenty-four through thirty-seven, please circle the response which most closely
describes the extent of involvement of the Board of Trustees in the implementation of estab-

- lished policy concerning:
24. the selection of a college president.
LOW INVOLVEMENT | 2 3 4 S HIGH INVOLVEMENT
25. the selectien of college administrative officers other than the president.
LOW INVOLVEMENT I 2 3 4 5 " HIGH INVOLVEMENT

26. the selection of college faculty members.

LOW INVOLVEMENT 1 2 3 4 5 | HIGH INVOLVEMENT ,
27. the selection of trustees.
LOW INVOLVEMENT ‘l 2 3 4 5 HIGH blNVOLVEME‘NT.-
28. the determination of faculty and employee wage scales. |
LOW INVOLVEMENT 12 3 -4 5 HIGH INVOLVEMENT
29. the dcte;mination of employeé retirement plans.
LOW INVOLVEMENT 1 2 | 3 4 5 HIGH INVQLVEMENT
30. the determination of standards for student admission. | |
LOW INVOLVEMENT 1 2. 3 4 5 HIGH INVOLVEMENT
31. the development of college academic programs.
- LOW INVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT
32. the determination of regulations governing student life.
.;,..-.. ~ LOW INVOLVEMENT | 2 3 4 ‘5 - HIGH INVOLVEMENT-

33. the development of a college budget.

LOW INVOLVEMENT I 2 3 4 5 HIGH INVOLVEMENT
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34. the selection of a college investment portfolio.

i

: o 4
LOW INVOLVEMENT I 2 3 4 5 HIGH INVOLVEMENT"

35. the determination of college fund-raising plans.

LOWINVOLVEMENT | 2 3 4 5 HIGH INVOLVEMENT

36. the development of a long-range plan.

LOW INVOLVEMENT 1 2 3 4 5 HIGH INVOLVEMENT

37. the administration of alumni affairs.

LOW INVOLVEMENT I 2 3 4 5 HIGH INVOL®  ..NT
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Please return your completed questionnaire promptly. A stamped self-addressed envelope has
been provided for your convenience.

The information which you have shared with us is absolutely essential to the success of our
study. Your cooperation is most deeply appreciated. '

Vance T. Peterson
Rose Mary Hezly

)

' - The Center

| for the Study
- of Higher

! Educatlon

|
80 |
|
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This questionnaire may. be repr. d with pnor written permission of
. The Center for The Studv of Higher Education / The University of Toledo

l: KC $2-376-3C :
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