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‘The role of state college trustees and their

interaction with state government are considered. It 1is suggested
that the trustee should be concerned about what is best for

postsecondary education in the state generally as well as for the
specific- institution. “he future trends indicate declining college

enrollments,

which require planning strategies by governing boards.

If trustees do not face the fact of a declining demand for their
services, state government may step in to make such decisions«
Actions to increase enrollments that could have adverse consequences
include: offering scholarships based on some criteria other than
financial need, creating new programs OT offering old programs at new
locations (regardless of demonstrated need), lowering tuitions (or
not raising them when indicated), or lowering admissions or
graduation standards. It is claimed that these actions wiil cast
doubt on the reputation of public postsecondary education among state
policy-makers, and they might hasten the transfer ‘of the locus of
power from the campus to the.capitol. The net effect of most of the
actions would be to increase the price for those already enrolled oz
l:kely to be enrolled, and the price will be paid chiefly by the
taxpayers of the state. Possible strategies that trustees should
consider include the following: undertaking contingency plans, one
dealing with a projected decline in emrollments of 5 percert over the
next ten years and another based on a decline of 15 perceant; '
promoting cooperative degree programs; increasing part-time adult
enrollments; providing adult education by television through
cooperation with other colleges; and establishing recruitment centers
_throughout tke state in cooperation with other institutioms. It is
emphasized that trustees should view thcaselves as_ trustees of tiae
public interest and not just of a particular institution. (S¥)
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C TRUSTEE:" OSTRICH, MULE OR OWL?

It is a pleasure to be here at the invitation of the Education Commission
of the States, and the Assoc1at1on of Governing Boards, and to address you on.
th2 subject of the relationship between public colleges and un1vers1t1es on the

~

one hand and State government on ‘the other

It is a particular pleasure to. note amons-the aud1ence my former co]]eague,
at the Harvard Graduate School of Educat1on, George Weathersby George, as at
1east the Hoosiers among you know, has recently left Harvard to become the new
Commissioner of Higher Education for the'state“of Indiana;- de overlapped at -
Harvard by only six months; but I saw enough of him in that brief time to know
vthat he will be soreTy missed by faculty and students alike. But, believing as
I do in the 1mportance of two-way traffic between academic and the real wortd,
cannot begrudge his leaving. And I know that he w111 ao an effective Job for the
state in which my father was born and spent- the first 45 years of .1s 11 fe.

I don't know ‘how ser1ous1y you snou1d take my views “about the respons1b11-
ities of pub|1c-trustees Perhaps it will help you to reach some conclusion on
that potnt 1f I ta11 you a story about my first meeting as an ex- off1c1o member
of the Board of Trustees of the Pennsylvania State Un1vers1ty

The Tristees were apprehens1ve about my appearance in their m1dst I had
been the somewhat unorthodox choice of a somewhat unorthodox governor to be
Secretary of Education for the Commonwealth of Pennsylvania. In that capacity
I was not only the Chief Executive Officer of the fourteen state_oo11eges but

an ex-officio trustee of -Penn State, Temple and Pitt.

Loy
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The apprehens1ons of my co]]eagues were exacerbated rather than put to

" rest when at my first meet1no I joined those who were try1ng to unseat the
9ha1rman of the Boavd. - (I m1ght add that/we lost - in fact I can't ever

. remember having won any major battle on/the Penn State board in the five years
I served.) ’”/' |

~ What startled my'co11eagues was not that we Tost but that we even tried.
.Penn State trustee meetings had /unt11 then, been rather cut ‘and dried affa1rs.
The Board has until recent]y been run by a small execut1ve "omm1ttee don1nated
by the Pennsy]van1a hanufacturers Assoc1ataon It had been difficult at times
to know whether Penn State was the intellectual wing of the Republican Party,
or the Republican Party was the po11t1ca1 wing of Penn State.

So the Board and 1ts staff were quite unprepared for a contested e]ect1on.
There were pract1ca1 diff 1cu1t1es Yellow tablets had to be torn up to make
‘ballots; secretaries scurr1e1 about f1nd1ng pencils for those who 1acred them,
and there were questions about ‘who should count the vote. |

A]] of th1s created serious tension in a group where tens1on had previously
been 11m1ted to worry1ng about whether they woqu get to Deaver Stad1un in
'.time for kick-off. 1 dec1ded that it would be in order. to try to re11eve the-
strain while the-Committee was outside counting ballots. ' |

The hreSideht of the University had announeed ear]ier in the meeting that
the-Japanese Olympic Gymnastic Team would conpete_against Qenn State in the
near future, and that we were a]] cordially invited. I raised‘my‘hand on a
point of information. Was the Pres ‘dent aware, I asked thax an equally
1mportant ath]et1c event wou]d take p1ace the f011OW1ng Sunday7 He looked

puzzled. I po1nted out that the Frank11n and !arshall College Squash Teah

H



weightiness of my views.

coached by the Secretarv of Educat1on, would play tne Penn State Squash Club

h(I noted that although Penn State Spends two m1111on doi’ ars a year on its_

fcotba]] team, it cannot seem to afford a vars1ty squash team althouah they

have twenty courts). I added that the Secretary of Education wou]d be play-

1ng number seven for FranP11n and Marshall College.

- I went a 11tt“e further. 1 sa1d that I was a sporting man, as I knew the
Pres1dent was, and that I wou]d be w1111na to.make a small wager on. the out-

come- name]y, that if Fenn State won “the match I would add a m1111on dol]ars

‘to its budget and if they 1ost I wou]d take a m1111on away

There vias atlong silence, and then one of the octogenar1an agyie trustees
turned to his neighbor, who was hard of hearing. and said, in a voice that

cou]d be heard by everyone in the room: "My God, he S Ju:t as crazy as they

. said he was."

The ensuing 1aughter did, in fact, relieve the tension a_ bit, although
I am not sure that it was helpful inipersuading my fellow trustees of the

3

My assignment here.this evening is to discuss with you how the trustees

of public colleges and universities can-work more effectively with state

government. In practice I suppose that means how you work with three quite

different groups of people who together constitute the policy-making authori-

ties at the state level: namely, Governors and their budget staffs; 1e§151a-¢
tors and their staffs; and the increasfngly numerous c00rdinatfng boards for 5
higher education. h | _ | kN

But the ndre I thought abOUtythis assignment{;the more.I was driven to

conclude that I couldn't undertake to do what you nad asked me to do without

L



first saying somethjng ebout‘the role of a pub]ic cg]]ege or.universjty
trustee. . : e~ -

The prdb]em is not so simple as in the case“of:the private cb]tege or
university trustee. Put s1np1y, that duty is to further the -long-range
- interests of the inst1tut1on. The app11cat10n of that standard to part1cu1ar

situations may be difficult - but the standard itself is' one that can be
-easfly grasped.

The role -of a public college or university trustee is uot, I think, so a_
eas11y defined. I'do not think, fdr example, that the ro]e of a trustee;ofr
Penn State can be d1scussed entirely in terms of the future of Penn State.
Instead, we should thjnk about that.role in terms of what is best for post-
secondary educatﬁon_in the state generaiiylmPehhrétete'isiduiy a part -
though a very importent part'- of that picture. Why is th1s the case?

rirst because you are spending.bub1ic money. And what the pub11c wants,
as expressed by the Governor and the Legislators to whom they have for the time

v'be1ng entrusted these dec1s1ons,’1s a system serv1ng the needs o7 the ent1re
state as eff1c1entdy and as effect1ve1y as possible.

In-saying’this I am'g]ossihg over some difficulties. 'Fbr examn]e;
Governors and Coordinating Boards ui11 most likely be thinking in terms of the
state as.a whole; Legislators, for reasbns-whiCh,are'immediate]y'apparent and
“net in ahy way b1gmeworthy,.tend.to be more parochtaj‘in their concerns.. But
ieven these differences:sﬁou1d not'be ekegdereted. As tudgets get tighter, ahd

the npeed for new construct1on d1m1n1shes, even 1eg1s]ators are increasingly

‘-1nterested in cost- effect1ve ways of sat1sf/1ng the qegd for oost secondary

educat1on.



- The second‘basic reason why yodr role must be described in terms of the
public interest rather than simply in terns of the survival of -your own college
or univer51ty is a very practical one. At a time of declinino enro]]ments
and declining real resources, any other po]icy will be se]f—defeating.‘ That
is, if each college- or university w1thin a particular state adopts the policy
of "every school for itself, and the Devil take the h1nd most" the resu]t
in the State Capitoi is likely to be a heightened contempt for public higher
education, followed by a decision that public boards of trustees are too
‘insular to he trusted.with major policy. |

I am not telling you anything-you do not already know when I say that
post secondary education is'not oetting the kind of automatic support from
governors and legislators that it got ten or fifteen years ago. The réasons
are clear, and most of them cannot be changed or affected in any major way by
any of us who are in this room tonight. They include increzsing competition
for: public tax do]iars from other areas of society; iingering resentpents
~ against the student generation, an unhappy legacy-of-the-late-1950"s; declin- "
ing enro]]ments, which tempt those who run for a public office and who must
_count votes to take a .ess beniou view of the needs of public education, and
the worsening JOb prospects for college graduates over the last several years.

- These are tendencies over which you and your colleagues have very Tittle,

if any, control. Together they operate to persuade state policy i makers that &
pub]ichhigher education has lower priority today than they might héié accorg-

ed it in the 1950's and the 1960's. If on top of these aggrevations you add

a further one - a scene in which everyone seems jntent oh grabbing a bigger

share of a declining pie -- then I think you are*inviting governors and

)



and leg{slators and coqrdinating boards to move in and to make decisions which
all of us would prefer to see made on the individua] canpus..
Centraliiatidnymay be a bad thing. I am continually reading statements
by co]]ege‘presidents and the Carnegie Commission and others lamenting the
increasing tendency of the states tolremove jmportant decisions from the
campus tb the State Capito]. ButAI must.telﬁ you that™ the ancient P]ea‘-
"give us our udney and 1eaye us alone" - won't work anymore. Policy makers
at the state 1eve1 are go1naﬂto insist that you run Ball State or Eastern
M1ch1gan or -Bowling Green or Southern I1linois in the public 1nterest --and
if you won't, they will. |
Now-what do I mean to convey in using the phrase “the public interest?”
I think I can best illustrate my meaning by talking about a particular problem
;tone which I trust youoall understand to be a problem so that we'need not

debate its ex1stence

conte dec11n1ng enrollments.

~

There is plenty of room to- debate the steepness of the s1ope of the
dec]ine Ndo one can be sure whether in any particular state the overall
decline measured in fu]]time equivalent students will be 5% or 1 % or, as I
think wi11.sometimes be the case, 1>%'or 20%. Mor can anyone be quite sure
how the statew-ue dec11ne will affect any part1cu1ar institution, because- 1f
there is one th1ng we can be sure of, it is that they will not all be affected

the same way.

But when all of that has been sa1d it remains the fact that there are

u probably very few pub11c col]eges or un1vers1t1es in these four states that

do not face some decline in overa]] enro]]ments over the next ten years

o

8

I am referring to the fact of stable a and in the years 1mmed1ate1y_tomﬁ~»«w-



1)

That being the case, the all-important question is quite simply this.
Hou will you, as qovern1ng boards, respond to that prospect?

It seems to me.that three responses are poss1b1e and that the f1rst two
_Wi11‘1ead direct]y, ani I might add deseryed]y, to the emgsculation of your.
‘powers and responsibilities. |

One;reSponse, of course} is to bury }our heads in the sand, while 'sing-
ing "it ain't necessarily so." That will be a popu]ar response "in sone
4quarters It will be g%peé¥a11y popular with facuTty, whb-don't wish_to face
the fact of a dec11n1ng demand for the1r services, and with some pres1dents,
who simply don't want the hard work and the nasty decisions that are 1nv01ved
in a more jnte111gent response.,xBut_that kind of a response will be sean by
a]]’of-the actors in the State Capitol - by governors, legislators and coor-

d1nat1ng boards - as an abd1cat1on of your duties.

~—f—*«——4¥second poss1b1e esponse to the; - threat 't of dec11n1ng enro‘]mentsr1s to
gr1t your teeth, plant your feet and~determine that your institution is
gcing to garner an increasing share of the decreasing supply of students.

What steps might\a college or university’take in pursuit of this
objective? ‘

One obvious one - dnd I see increasing signs of its use - is the
reversion to scholarships based on soriething other than financial need.
Scholarships of that sorf were re]atively comrion tniﬁty or forty years ago.
Sometime after Yorld llar 17 something close to a consensus deve]oped in the
effect that sch01arsh1ps shou]d not be g1ven to. young men and women who were

able to pay all or a substant1a1 port1on of the cost of their own educat1ons




-

Ath]etic‘scholarshibs, of coqrse,'continued to be an unhappy'excepticn to
‘th1s genéra] pr1ncip1e 'pBut it Waé c]ear]y Fecognized that~théy'were an
exception. tlow we are seeing a rev1va1 of "no need" scho]arsh1ps ‘that are
being ;sed quite simply as.a. recru1t1ng dev1ce They are not bringing .to
collége people who wou]d not otherw1se be there; to the exteAt that they have

any effect at all they are simply sh1ft1n0 students from co]]ege A to co]iege
B. - _
| A second.tactic invo]ves,;he'creation_?of new pragrams or the garryipg
out of old programs ét Hew.}oéations, or both...' These will bé uhdertaken
whether or not they.are needed in tefms of the interésts”of the state as ;
whole," A co]]ege'wi11 decide thaththe field of business'adminiétration is
one that it ought to get into,vbecause it is a way of attr;cting or keeping
students, not because the state needs more people trained in management or
. sa]es or account1ng Or it‘wf11 decide that a particular community is not
being adequate]y served, and will discover in its charter or enabling 1eg1s1a-
tiOn a mandate to serve .those needs. In some states, coord1nat1ng boards now
make expansiohist policies difficult if not impossible tokpursue.
A. third tactic that I think we can expect to see from insti;utions
following this second strategy'is that of lowering tuitions; or, to put the
matter more realistically, faiiing to r;ise tuitions.when all indicatidns‘are
that they should be raiSed.thhié,_of course, will be a popd]ér policy with
many groups - with students and théir parents and with'groups 1ike the labor

" unions who have historically been opposed to higher tuition in the public

sector.



: i T . ot . -
A fourth tactic, and one that raises somewhat more. comp]ex jssues,’
io.."

w111 be ‘the attempt to 1ower stand%fds in order to bring more. f1sh in w1th

each catch. This in turn may take two qu1te d1fferentfforms-- 1ower1ng the

.

standards‘for adm1ss\on on the one hand, or. 1ower1n0 the standards for
graduat1on on the other. I have .a fa1r1y reTaxed po1nt of-v1ew about Tower “
standards for admission : My owh persona] view is that if young peon]e wane /}e
to. pursue ‘a forma] educat1on beyond h1gh schoo], and if society” seems unab]e Iv.
vto prov1de them w1th any very sens1b1e alternat1ves ‘in; the form of pa1d -
'emp]oyment there is no great harm -and poss1b1y even, benefit in their being .
permitted to fo]]ow their- 1nc11natnons I po1nt out 1n passing, however, E
that the adoption of th1s “tactit’ may have very serious 1mp11cat1ons for the
curr1cu1um, for the way you teach and for the kinds of suppuementary services
that need to be provided - questions which I am afraid are-not always

¥

addressed when a college makes a decision to Tower the net a little more

.
L3

deep]y into the sea.

I have somewhat more host11e fee]lngs about lowering the standards for
graduat1on. [t /s one thing to say "come, we will give-you 2 chance to prove
that you can do college work." It js quite another thing to say - and I am
afraid an'increasing number of both public and private co]]eges are sayxng
it -- “come, and we will not throw you out unless you comm1t a felony, and
perhaps not even then I understand the. pressures If tu1t1on is 31000 a
year then every 13 students who “lunk out represent the sa]ary of a begin-
n1ng ass1stant professor ~And vet we must~cont1nue to mdke some effort to

enforce standards of graduat1on if we are not to forfeit our remaining

public esteem;



These are some 'of the tactics which will be adopted and in some cases

are being adopted by both privgte and public institutions in an_effort to

| survive at enrollment levels which do not inflict painful decisions. But I
think I can:assore you that thése tactics, when they are known and understood,
will do nothing to enhance the‘reputation of -public post-sécondar& education
among state po%ioy magers.'-in_fact they will simply hasten the transfer of
the 1o;us of power from the campus to the Capitol. Uhy? Because.the net
‘eftect of most of these decisions (especially those relating to scho]arships
ahd tuition) will not be to'improve the quality or even the numbers of people
being sefved; it Wi]]}simp]y be to bid op_the”price of those who are already
enro]leé’or likely to be enro]]ed.v'And since that price is being paid chiefly,
though not entirely, by the taxpayers of your various states, people who are

untimately responsible to taxpayers - Governors and legislators - are not.

AJ . ) -
v

i go1ng to put up with it for _very long. There js another quite diﬁferent

| approach mhich the trustees of a public 1nst1tut1on might make to the prospect

_ of dec11n1ng enro]]ments You'might say to yourse]ves - and if the President

2 ST

doesn t sa/ it to you, you ought to say it to him - since ve fhow that there
‘.8
w111 be,a dec11ne but we. do not know its magnitude, ‘why don t we make some

cont1ngency p]ans7 You m1ght for example, 1nstruct your President to put

before you two different plans, one dealing with a prOJected decline“in FTE

enro]]ments of 5% over the next ten years and another hased on a more serious

decTine of 15” You wou]d hope for the one, but you* would be prepared for

the other You: wou]d ask the Pres1dent to inform the board what steps the

«a..
adm1n1strat1on proposes ‘to take ip eath of these cases with respect “to .

0

academ1c programs, w1th respect to staff; with respect to bu1tolpgs, and with




respect -tc the other major variables which any college or university has to
* consider. That sort of planning would win you plaudits in the Capitol. It

.<wou1dttend to assure Governors and Tegistators and coordinating boards that

-

you understand the public interest.
Other possibilities spring to mind. You ought to be promoting coopera-
‘tive degree brograms. George Yeathersbee has described to me a Qery interest-
ing one in Indiana invo]h%hg, if I uhdersfand it correctly, thergraduate
colleges, the medical schools and the hospitals. The effort he;e 1; to
minimize the capital in@estment in very expensive technologies by splitting
fhe med{ca] cuhriculun‘into thdse parts which.can be handled by colleges with
"vreasonab1y good 1aboratory fac111t1es, those parts of the curriculum- wh1ch
;represent essent1a11y pract1cun and can be handled in the field; and, finally,
‘those 1rreduc1b1e parts of the curr1cu1um-wh1cn can only be dealt with in a
_nodern h1gh1y'equ1pped teach1ng hosp1ta1 That strikes me as an imaginative
and cost-effective effort. I am sure, 1nc1dent1y, that- there are many others

1ike it in Ohio and Michigar and I11inois which I just happen not to know

about. )
I will give you quate a differeht example from My own experience'in
Penn5/1van1a About ten years ago a number of small’ co]]eges, both public
and private, became aware of increasing student interest in env1ronmenta1
studies in general and in mar1ne biology and oceanography in part1cu1ar A
. college of one thousand students cannot develop 2 faculty and fac111t1es in
such a re]at1"e1y spec1a11zed field. And so a group of them formed a
consortion which now operates two marine biology stations, one at Lewes in

De]aware and the other at dallop's Is]and of f the Atlantic coast of Virginia.

Together they are prov1d1ng, at a relatively modest cost, to each school, field
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experiences for their students and- research possibi]ities for their faculty
in a\very,dynamic area of the sciences.

Another illustration of a small cooperative venture of a different

sort. Five years agb I established a program in Harrisburg involving

undergraduates from»the 14 state colleges who spent a four-month internship
working in some reTévant office of state government. . fhey receive full
academic credit for the/senester, which 1nvo]ves papers and a Thursday
night seminar as well as a full-time job. This was a progran which none

of the colleges could have set up themselves, but‘wh1ch from the point of

~ view of each of them made sense even if only for a very small number o¥

students (we varied between 35 and. 50 each senester)

On a larger scale it is clear to all of us that some of the 1oss of
full-time enrollments in the 17-22 year o]d bracket can be made up from
part-timewadu]t enrollments. Some,.out not al]) I,cén tivink of two.steps

which pub]ic colleges and universities could take;cooperatively to encourage

,such enro]lments

Much of adult educat1on ought to be by way of te]ev1s1on Very little

" "of it is. That has someth1ng to do w1th the relative unavailability of

¢

channels, at 1east until recehtly, but more to do with the expense. Few

| 1nd1v1dua1 1nst1tut1ons can afford the amount of money that .goes into the

'.,preparat1on of a.20-class course in organic chem1str/ via te]ev1s1on most -

cTV'hasn't gotten beyond the carmera and professor phase. But.there is no
reason why co]]eges and universities could not pool the1r resources to-co

th1s, shar1ng the resu1t1ng revenues. In fact. I am 1nc11ned to th1nk a



sfate legislature would look favorably upon that sort of joint enterprise.

If we are to increase the number of adults who are benefiting Trom
publié post-secondary education, we must go out and éctive]& retruif them.
In the long run this probably involves counseling centers in the major
popuiafjon areas‘of the state,’tied by computer termina]; to a central
office and to the institutions themsel.:.. But no sing}e college or
university should attémpt a network of‘5uch-¢enté?s, not only because they
can't afford it,‘but more particularly because they cannot afford the
appareﬁt lack of objectivity which would go with such a center being
asséciéted with a particular institution. But a network of centers
manned by people who belonged, not to.any single college or_university; but
to the system as a wht.e, would have, I think, a much higher degree of
crédfbi]ity. Qut of their éctivities might come a veny'subéfantial increase
in the numbef of paft-fjme enrollments in both conventiona] and unconven-
tional progféms. |

I have attempted to analyze three different ways in which public
boards of trustees might apﬁroach a single problem. I have characterized
»fwo ﬁf them as stupid and 1ikely to lead in the long run to much greater
state control of educational policy then even now exists. The third, I
think, if pursued diligently can have a happier outcome - not infinite

" resources, but resources reasonably vrelated to the obligations which you

have undertaken.

I have two fhrther cé&eats.‘~1f you are to perform this kind of role

with respect to the state -- that is, if you were going to see_y0urse1ves

15




as trustees of the public interest and not just of your own colleae or
university -- you are going to have to change in two important ways the

kind of thinking that dominated the éoakds of Trustees that I was a member
of. '

One has to do with the relative subordination of the trustees to the
 Chief Executive Officér of the university. The members of the Penn State
.Board thought of their job as a very simple one. It was to select the
right President and then to do whatever he told them needed»doing. From
.what I havé said so far you will a]ready'haVe concluded that -- in my
opinion, anyway -~ that ié not todéy an adequate definition of the role of
~a public trustee. The job I am asking.youvto.do is more difficult. It
involves aékiﬁg the ?resident some'tough auestions. and pressing nim for
sone hard anshers.” If you are not comfortable ir “hat role I think you
should seriously ask yourself whether you 6ugﬁt tu .ontinue as a trustee
of a public institution at a timé of scarce resources:and deé]ining
enrollments. J N | | B | |

A second éwkwardness has to do with the relationship between'Trustee§
onn the one hand Pnd the‘campusland thefbody of alumni on the other.  If
what 1 havé said means ahything; it means that oﬁéas%ona]ﬁy you will be-
put in the_awkward position éf‘haQihg_fo decfde betweeh the particular
interests of your'college or university on the one hand and the 1argerl
interests of the state on the other. I‘have shggested‘only that you

should not make that decision automatically 'in favor of your-ovn carpus.

A ]



A decision in the public ihterest hay make'you unpopular in certain
quarters. But that is_why you are a trustee. That is why we have put
people in charge of our colleges and.universities who are not elected by the
people, who serve relatively long overlapping terms and who are responsible
ultimately only to the appointtng authorit} and to their own consciehces.

‘Hle nhave chesen to do that,-I think, because in some dim way we have under-
stood that the 1ong-range health of public post-secondary.education requires
unpopular decisions. If that were not the case we would have contrived a
verv different system of governance. .

‘ I happen to think that the theory of trusteeship wh1ch I have just
outlined is the correct one; but I also think that past rea11t/ 1s‘very
different from my theorv I think that most'of the time host public
»co11ege and un1vers1t/ trustees have had before them only the long-range
jnterest of the co]]ege or un1vers1ty~on whose board they serve. That_may
have been an adequate standard 1n t1nes of plenty. It clearly will not do
in times of scarcity Un]ess trustees can 1earn, however pa1nfu1 it may be,'
to take into account the 1arqer p1cture, it may well be the dec1s1on of
governors and 1eg1s]ators, not very far down the pike, that the present

system of governance has outlived its usefulness.



