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WICHE is,a public agency through which the people
of the West work together across state lines to expand
and émprove education Beyond the high school,
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eHlSTQR’Y ' : ‘

® w35 created to adminiter the Western M.onm Fdue.
tton Cumpayt which has bren adopted b) the leg
{atures of 13 western statess

o was formally eﬁ:abbshmn-_)gil,.after ratification of
the Compact by five statg hgxs!amres program activities

———beganm 1953 ——

ORGAN!ZAT!ON T

e is composed of 39 Commissionérs, thyer from each
state, appointed by tl’mt governors, they serve without

pay.

5 conaultams coungils, and committees.
-

.

PURPOSE:
® seeks 1o mncrease educational opponumtxes for wes:ern
youth.

academ programs and theu wstrsuonal management.

in the West.-

® netps wuiteges and universiies apprase and mpund 1o
shanging.educauonal and svual needs of the region.

e informb the public about the needs of hxg}xcr education.

* 4

,.

GEMERAL e '

1 Legrslame Work-Conference

“

DIVISION OF GENERAL REGIONAL PROGRAMS

2. Student Exchange Brogroms (SEP) .

3. Regional Services Unit <

4 Plonning Resources in Mrnority Education (PRIME)

5. Western Council on Highet Educafidn for Nursing (WCHER)

6. Feasibility Study. Nurse Leadership Preﬂuruhoh for Complex *° v
Qrganizations

7. Traming Nurses to Improve Patient Education .

3. Westem Socrcty for Research in Nutsing !

9. Muodels for Introducing Cultural Diversity in Nursing Curricule

10. Regional Program for Nursing R Research Devefopment

1. Compilation of Nursing Researcfr Anstruments

. 13. Anglysis and Planning for Improved Distribution of Nursing Personnci
and Services .

- 14. Resources Development Interaship Program (RDIP)
15. Continuing Education and Library Resources Program

s

DIVISION OF MENTAL HEALTH AND

HUMAN SERVICES - r
16. Faculty Dcvzlcpment-——Mtnmty{Confent in Mentol Health {Phase 1)
17. € ty R es Maneg t Tegm (CRMT)

18. Nahonal tnstitute of Corrections, Administrative Study (NIQS)
19. QOrgamzotion Developmont in Corrections
20. improving Mental Health Services on,Western Compuzes \Phase [i1]
21. Mincrity Recruitment and Input inte Sociol Werk Education
22, Western Center for Continuing Education in Mental' Heolth
23, Suyevey and Analys of Traiging Nceds of Stafe-Level Mentol
Health Staf Al
24, Knowledge and Skill Needs of Commanity Mental Health

® is sérved by 2 small professxanal staff, supplemcnted hy

e assists colleges and ymversities to improve both their*

® aids n expanamg the supply. of specialized manpower—

e oo WICH‘E PREGRAMS

12. Continming Education for Nurses in 13cho, Montoho, and Wygming., * ! ]
« . 36. Revision of the Program CIussxﬁcq i

- 39, 1€P-implementation and Ta

. 40, 1EP Structure, Measurey and Proccd'ms C N
* « 4. {institytioncl Compur Somm: ‘ C L,
42, Institutiongl Dot LY N

«*

wformauvn about hxgixer edupatmn and. makes
sludxcs of educauonal nccds and resources in the .

tions. . <s
" ® serves the states apd msmum)ns as an admx i
and fiscal agent for carrying out interSiate arig !
for educational serviees, ~ - - - -
“e hids no avthodity of contro"! over ﬁie me”ﬁ -4 ¥, t’éS’T);"”
_ individual educauonal mstxmticn:égxt works by Yuildin
consensus based on joint deliberatan, and fhe,
tion of relevant facts and argmn;:nts
Fil&LANCES» STt T -
» is financéd in part by’ appmggxamns frfxi e
states of “$28,000 annually; Thi states| !;f contgtzbnw ;
$15,000 each to-participate it 4 régigpal/prozrom ia°
mental health, mental yetardation, -s ,fm 5 %dnmmm,f
o correctxons rehablhtatmn agd%he ﬁé pin sm'x’éc;n
egeives grants and contract fox /fpe 3

MEL Ty
25 tmpmmgfmw&mma«mm §
26.” Nufional lnfsnsive Cars
.27, Medicat AydikSystent: bmlopmnt .
28, New Heslth-Manfower . Bl B
25, Kreast ﬁam@g&megmré‘imu S S N

30, BMT o eHite Ll gi
31 !ub! }mﬁmepmmg :

NCHEMS SHATIONAL | ﬁamea ‘Rm»
EDUCATION. MANAGEMENT' SYSTEM

. 32, Communication Services .3 .

. 33, Data Element Dictionary/Daty Sourus i
.34, Extendipg the Imtitational Cummunkotm !c
35, Qutcomes

37. Evoluction
"38, lnformation about Students

43. intro-Institqtional Plnnnfng and Mandgement '
44 .'Nuhonull’ aning Model — Phase 1112 uf\s%on

. 45. State-Liret Information Base
46, Seatestavel Targeted Training. * L - g N
47, Sthté Postsecondary Educofion mann;? Moeex BN SR
L 48, Statewide Analysis ~ . : -
49." Batter Information far Studept Choxcc PR v N
50 WICHE Policy Analysss Seevice b

" 51 Westarn States Project on Postsecoﬂdqry Educuhon -
o Budgeting Prov:edurps \}
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Warm days and hot topies greeted the 180 western
legislators, educators, and government offidials attend-
ing WICHE's Ninth Bienmal Legislative Work Con-
ference this past December in Phoenix, Anizona. The
three-part conference theme was On Target: Key Issues
of Region, State, and Campus,

Region. Legislators took ahard look at the West's
regional education organization, that is to say, at
WICHE yself. All were interested, and many were
clearly astounded to discover WICHE's size and variety
of programs. While they found that WICHE 1s still.the

Student Exchange Programs, it is also much more: N

some 51 programs, in fact, with a budget just topping
$8 million. .

State. The participants explored some of the prob-.

lems that legislaters must face when trying to cope
with educational issues. Topics included collective bar-
gaining, allocating resources to higher education, and’
state responsibilities to educational institutions. .

Campus. In this part of the conference. the partici-
pants looked at some other educational issues from
the educaters’ point of view. Topics included lifelong
learning, some options in the face of waning financial
support for institutions, institutions’ responsibility o
the-state, and a look at what higher education might be

like ten years from now.
: ¢ . L
At both the beginning andgthe end of the’ copfer-
ence, speakers focused on the reason fq(r,giiﬁhering:
- | . Fa . /
\ .

. . Foreword - :

.

o

B : '
.~ In many respects, the goals of this conference were

an examination of the relationship between higher edu-
cation and state legislatures. The talks were provoca-
tive. Speakers left some of the audience grumbling and
some nodding their heads in quiet affirmation, .

L1

acdomplished. The goals did not include providing
answers to the many tough education questions or eyen
to make legislators and educators love ecach other.
Instead, the goals were realistically designed to shed
some light on relevant issues and to help those from
campus and statehouse know and understand each
other a little better. This was accomplished.

In 'some ctases, }anakers and educatofs learned
they were in agreement all along. In other cases, they
better defined their differences. Either way, our hope
is that their working relationship will be better for it,

_and that communications will bé clearer.

: This publication has been distributed to all legisla- )
tors and to all college and university presidents in fhe
West. If its purpose is served, it will extend some of
the insights that were revealed at the conference to:
those who could not attend. ‘

1

Robert H. Kroepsch
S Executive Director
. WICHE
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The 1975 Legislative Work Conference. ON TAR-
GET. Key Issues of Region, State, and Campus,
ontinued an 18-year biennial tradition at WICHE,
while marking a departure in theme and form® from'
pevious Conference programs. As in the past, the
purpose of the Conference was to provide a forum for
discussing mutual concerns shared by leglslators and
educators. A goal specific to this year's Conference
was to promote a better understanding and clearer
communications between WICHE and state legislators
relative to WICHE programs. Because legislative con-

Jcerns i 1975 were not limited to a single topic, the
Conference was not restricted to a single theme. In-
stead, the tricolors of the Bicentennial served,to iden-
ufy the threefold theme and program that focused on
WICHE, on educational issues -being considered by
state lcglslatures and on legnslame concerns that would
impact on the campus.

s Al

This year, legislators were involved from the initia‘l
planning states as thé Ad Hoc Advisory Committee.
Legislative representatives from Anzona, California,
Montana, Oregon, Utah, and Wyoming met with staff
to determine the gencral format and discussion topics
of the 1975 Legislative Work Conference, An addi-
tional outcome of the meeting was the recommenda-
ton to estabhish a new body, the Legislative Review
Committee, to conduct the session on WICHE, The

Legislative Review Committec would consist of a’

senator and representative from each of the 13 western
states recommended by the head of their respective leg-
islative houses.

The Legislauve Review, Committee, chaired by
Representative Anne Lindeman of Arizona, met in
special session on Sunday, 7 December. to review
WICHE;'s purpuses, programs, and budgets in prepara-
ton for the discussion of WICHE scheduled for the
following day. Committee members, representing each
of the 13 western states, discussed the broad issues Of
statc autonomy versus regional cooperation and

WICHE's objectives and goals as defined in its Com-,

3

1

pact and Bylaws. Senator Karl Swan of Utah and
Representative Jack Sidi of Wyoming were designated
as reporters to summarize the committee opinion on
these issues at Ivé‘nday’s session, FOCUS ON WICHE.
The Conference opened officially with a dinner meet-
ing. Representative Lenton Malry, New Mexico, the
chairman of WICHE, welcomed his fellow western

* legislators to the Conference, and Governor Raul

Castro welcomed the participants to the state of Ari-
zona. Robert H. Kroepsch, executive director of
WICHE, explained the threefold focus of the program
in.a Conference overview. If a keynote speech estab-
lishes the tone of the meeting, then the address on
higher education issues and the legislative process by
Donald McNeil, executive director, of the California
Postsecondary Eduuhtion Commission, promised a pro-
vocative conferene r. McNeil reproac.hed the legis-
lators for sometxme meddhng in academic affairs, -a
charge to* which the legislators were to respond many
times during the next two days. v
Monday “morning was devoted to a FOCUS ON
WICHE, a plenary session to distuss WICHE and its
programs, chaired by Anne Lindeman for the Legisla-
tive Review Committee, In addition o Senator Swan
and Representative Sidi, Senator Chet Blaylock of
Montana and Senator Mary Roberts of Oregon served
as observers to summarize.the, floor discussion of the
principal topics. As a solution to the problem of
"mproving communication between WICHE- and state
egistators, the committece proposed the appointment
of an actively serving leg)éiator as one of t'hc 4hree
Commissioners designated by the governor of each of
the 13 western states. The legislators present, voting
by state, approved the motion. Thus, for the first time
in WICHE history, the Legislative, Work Conference
produced a recommendation for consideration by the’
Commiissioners as an_amendment to the Conipact.
Chairman Malry presided at the third session
luncheon meéting at which Senator W. E. Snelson
from Midland, Texas, a member of the Legislative

) ‘ P
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Council ‘ jonal
explained how this council facilitates improved rela-

tions between legislators and WICHE's southern
counterpart, .. '

FOCUS ON THE LEGISLAT as the theme
for concurrent sessions. Speakers addréssed Tegislative
issugs resulting from the need to conserve state re-
sources in a time of fiscal stringency, Conference par-
ticipants could choose to learn about cyrrent state

from Frank Bowen, research analyst at the Center for
Research and Development in Higher Education in
Berkeley, California, or hear George W, Angell, direc-
tor of the Academic Collective Bargaining Information
Services, explain the_ trends, effects, and issues of
collective bargaining. yFollawing’a brief break, partici-
pants were offered new choices by Elizabeth Johnson,
member of the Commission for the Oregon Educational
Coordinating Commission and director of the Associa-
tion of Governing Boards of Colleges and Universities,
.and Virgima Patterson, director of WICHE Stﬁudem
Exchange Programs. Mrs. Johnson addtessed the state’s
responsibility for postsecondary education, while Mrs.

access to postsecondary education that are available
in the West. .~

Tuesday morning’s FOCUS ON THE CAMPUS

session consisted of concurrent sessions explaining the

details of lifelong learming by Martha Church, president
‘of Hood College, and presenting alternatives to dimin-

. Y

Ad Hoc Advisory Commi;tee

Artzona
Califorma
Montana

Dr James Jensen
Senator Chet Blaylock

¢

Legislative Review Committee

v

Senator Edward C Willis

of the Southern Regional Education Bbard®

processes in allocating resources to higher education

N
u'\

Patterson explained some ajternate means of providing

Representative Anne,Lindeman

. [P
- i Y

ishing Support by George Weathersby, associate profes-

sor of the ﬁ@tuate School of Education, Harvard :
University. Latéx, a look into the future of higher

-education as it mightexist in the 1980s was provided {

by Malcolm Moos, an ucational\{:onsultant and -- |, 7
former president of the iversity of Minnespta. -

William (Bud) Davis, president of the University of

New Mexico, offered a concurrent consideration of an

institution’s responsibility to the state. WI Com-

missioner and the CommiisSioner of Higher Education

_ _of the Montana University System, Lawrence K. Pettit,

introduced the luncheon speaker, Lee Kerschner, who

is the assistant executive vice-chancellor of the Cali-

, fornia State University and Colleges. Mr. Kerschner

concluded the 1975 Conference with a look at the

relationship. of the political process to postsecondary

.». education.
. In his e{aluation of the Conference, one of the
participants hoted that the sessions had provided him

s~-yith “edough thought to last the winter.” What the
Confereyce. provided for WICHE was an increased
awareness of the need to improve the relationship
between the organization and western legislators who
represent the states that WICHE servea The purpose
of the 1975 Legislative Work Conference was, to pro-
vide a forum “for discussing mutual concerns shared .
by legislators and educators. Judging from the animated
and sometimes heated discussions that marked the
sessions of this year's Conference, the regional and
state issues of the legislature’and campus were assur-
edly — on target. = - <t

“

(b v
Mary-Jo Lavin ‘ ’

Coordinator of Planning
WICHE

Oregon Representative Philip Lang
Utah Senator Karl Swan ¢
Wyoming Senator Whlliam G. Rector -

[y

Alaska Hawaii Senator Henry Takitani Oregon Senator Edward Fadeley
Represéntative Susan Sullivan Representative Akira Sakima Representative Vera Katz
: ? 5
. Idaho Senator Robel Saxvik
A”l""f‘ f{ccmr(e(;:nslla?i):‘cc:Dnvfindman Representative Kurt L Johnson ' Utah * Senator Karl Swan
C“,hairwoman ane ’ Representative Charles E. Bennett
) Montana Senator W. Gordon McOmber . =
' Representative Peter Gilligan, Jr .
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Assemblywoman Leona H Fgeland Nevada Senator Richard Bryan epresentative Peggy Joan Maxie
, Assemblynan R. E Robinson i
: e
Colorado Senator Tilman Bishop New Mexico  Senator C. B Trujillo Senator Malcolm Wallop
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“Dr. Donald R. M¢Neil

Director, Califarnio Pastsecondary Education Commission Presider: Rep. Malry, New Mexica "
. .

Ten short years ago I would have communicated less, I believe these issues can be equally dangerous to
to you my concern about escalating ‘enrollments, the the future of higher education,. for they represent
monies needed to care for mullions of new students, . potential sources.of basic misunderstanding and con-
the need for new varetics of programs, new methods flict that could cause irreparable harm®to our colleges
of teaching, new buildings. new compuiers, new cam- and universities,
puses, even whole néw higher education systems. -1 ’
would have mentioned our changing life styles and Not only have the issues changed, but also the
attitudes, how we should handle the more strident . context within which we must deal with them has
demands for student pdrticipation in governance. and . changed. Ours is now an économy of scarcity, not
how we should deal with sit-ins, wed dorms, ethnic affluence, and limited growth, unthinkable ten years
ninonties, \icmonstrauons and drugs I mught have ago, is now a fact of life for educators. Jobs that went
raised the philusophical question of whether our uni- " begging are now being begged for, students are looking
versities and colleges were to point the way to change. not so much outward to society as inward to them-
or to be the changemakers themselves. Were we to be selves, overcrowded classrooms may soon become '
wol observers; detached researchers, or impassioned . unfilled classrooms, accountability is in; and vague
advocates of a changing soucty? How far away many philosophical justifications of higher educafion are out.

—

Many of the primary issues facing us for the rest .
of the 1970s and into the 1980s are logical results of
~ some of the excesses of the last decade. The pcndulum
has swung away from the activist-oricnted, free-swing-
ing. expanding academic environment. The emphasns
now se¢ms to be more on consolidation ,of gains than
on advch{\urous new experiments. And the tone is more
pragmatic ‘than dramatic; after all, when the rhetoric is

of those issues seem today!

Higher Education Issues

The educational issues that confront u§ now are
“not nearly so dramatic as those of the 19604 Today's
issues seldom garner front-page headlines or Ylominate
the evening news. They do not mobilize

’ ith outra o, 'the . . ;
] lfrtlg;: h::/acllsu\l‘;lstir(]icd Tage set aside, do not many.of the issues really boil down
’ to "a series of questions and their resolution to a matter
L 3
. . Y]
Even though the issues today are not as dramatig. . of providing answers’ ) -
the implications arc just as scrious, the dangers juyst A tabili -
as real, They are: much more complex issues, with ccountabrlity . ) .
great gray areas of subtleties. The issues arc not as The first of these issues revolves around the quest .
black and white as they were in the 1960s. Neverthe- for sound, comparable data. Everyone is now turning
- 2 .
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igher education this ~  sities”truly need state support-on a long-term, perma-
ity.” We are-askéd nent basis? If so, is it to be jugtified on the basis of -
uests for new need, enrollments, and effrciency —or what? ~
programs, facilities, resea ro;eets\sﬁ and money. o
And more and more, we are turning to' {'haxq"’ data to ) I regard prJvate institutions as a vaTuable state and
find “hard” answers to these “hard” que \ ions, I have national resource. Are there ways to aid those institu-
no qyarrel with legislators who are asking“thes\gtes- tions that can pefform state-held objectives (vocational
" tions; we “educators should have the ansyer$. .J have ® educanon for example) and still allow them their -
‘ no quarrel with information systemis<— they m K _autonomy? For example could contracts be set up
_us to obtam these answers. \ that would let privaté,institutjons take orf public assign-
N ‘. ments without interference by :the~state? I- hope, so.
Perhéps what concerns me about this 1ssu\e is the Socxety will be stronger for it, if the capacity of these
potential “master’slave™ relationship? If we 4re the . pmvate jnstitutions is added to the total educauona/
masters of our igforniation, systems, they can d mar- resource base of the state, "
velous and wonferful things “for~us; provide us with ) °. - RPN / / .
,+ an excellent, management. tool. to promote beneficial Adull' Educohon . . -
self-analysxs, enable us to respond to the demand for \’[he third issue has fo do with so-called adult -~ \
“accountability” from those to whom we go for money; .education. For many years, adult and continuing edu-
and énharlce our credibiliy with the pyblic by enabling . . cation was treated as the'stepchild of .the educational
us to better explain our programs and accomplish- * establishment. It was patted on the head from time to
, ments. If we become “slaves” to our information sys- time, but mostly it was praised with faint damns. As "
tems, however, they can sap our vMality, destroy our - {op’ moc embarrassing: offspring, however, it would .
true purpose: rcost eould ‘becon}e th-e sole ba.S’S for -not go away; it just hung around waiting to become -
» decisions of academic policy: a’sterile centralization - .a full-fledged issue— and it has made it! Today in
and standardization would l?f‘ mev1tal31e, good™ edu- California, as in many other states, adult educatior /
*cation could well become “efficient education; and has become the center of a statewxde controversy '
another layer of cost and dnother level ‘Of bureaucracy sparked by the comments of pohtféxans and escalated/
would bz added to an a}ready overburdened structure. by the responses of almost everybody else. Questions
. abound: What is the definition of “adult education?™
I would simply ask that neither- leglslato Are not all citizens over 18 years of:age adults? Is
educators “seek salyanon in statistics alone. I hold no .

. *there really a geed to’ éxpand our programsof aduylt
brief for so-called * acedemlc inefficiency,” but I do edtréW'WT]%EEmaT)Tfer adult eBucation? What-_
plead the.case for quality and a philosophic commit- .+ (0 rec"hould be offered? Where sfiould they be -,

* ment to our educational tasks. Often these tasks cannot i offered? And-the clinch
et —'who is going to pay for
be fneasured by the computer; learnmg catinot bg. o adult education?

quantified. .I hope you will find some understandin . T
of the trug¢ return on the learning investment. ‘The * .
product of the mind is difficult to place on a balance '

I would argue that these and offer questions are
. secondary issues, not the major ones. The real issue is

sheet. ~, ) . our commitmént o providing access and opportunity ‘
) ) -\+  to citizens who missed the educational boat or wha

State Support of Private Higher Education ant to get back on board. Is a college education qnly,

T The second issue that concerns me is that of state for 18- to 24-year-olds with’ the traditional preparatory.
support of private higher education. (Rather, I should background” Are men or women who just wardered '\ .
say “direct” state suppor}. since we are providing sub- “accidentally” into a career or an occupation out of
stantial indirect support through student- m/d programs, luck if they want a change" Are all those millions

. both at the federal and state levels.)' Leavidg aside the stranded in that great “cultural wasteland” we cal
constitutional barriers *— which-may be‘insurmoyntable - television.doomed to permanent exile? ..
in some states —I wditild remind you that with state T T
mopey " inevitably thigre is state control. Are private "here are some very sound arguments — pragmatic
eolleges and universities willing to pay the pnce" And, /; arguments or, expanding the opportunity for adult
if so, just how hi ha pnce" We frequently point to the * education. It may well be the answer 1o the steady-state .
pmatc msmutmﬁgs as an‘invaluable source of diversify nrollment that is rapidly approaching. Tt may be part
and innovation, will state support foster these ualities \(71 large part) of the solution to job obsolescence in
or will it discourage them? Should a state support all an increasingly technological world. And I believe it
private institutions equally, or should the smaller and .Lan also be the solution, and perhaps the only one, to
weaker members of the group be cast afloat to “sink the immediate and pressing problems.of* poverty, dis-
or swim”? And finally, do-private colleges and wniver- . - .crithination, and blighted o}\)portunity_

' . . 3 " \. .
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education of this vast adult population? What oppor-
tunities or handxcaps will we place before the citizens?
How do we organize this venture? To which institu-
tions do we allocate which functions? How much do
we charge for which offerings? How extensively should
we commit ourselves to the support of education for
fun, relaxation, self-improvement, and cultural aware-
néss% These are all questions .demanding answers.
Bureaucracies at each level — educational, legislative,
and gubernatorial — should quit waffling, The problem
will not go away. The demands of the older age groupsg
especially, are increasing. Even if some institutions and
states make the decision that state support should not
go to part-time or to” older students or for an off-
campus delivery system, at least that would be a
decision. We must also decide about two closely related
problems that have plagued adult education for many
years. One is adult education “overkill,” the situation
in which several institutions duplicate each others’
programs and services in the same area. This misguided
competition is academic inefficiency at its worst. The
other problem is one of neglect, which leaves entire
groups of potential students with few, and in some
cases no, adult education opportunities.

Legislative and Academlc Irony _
The fourth issue illustrates the 1rony with which

all of us must learn to live, for irony is truly one of _

the hallmarks of both leg\slatwe and academic wo
.All through the 1960s, the move on the part of legis-
latures wa;,k)érlltrallze educational activities through
orms of coerdinating councils or unified
ems of higher education, While practically state
went the ultimate route of consolidating everyt'hmg
(Wisconsin an(;l Maine left the Vecationa] schools
‘separate, the New ﬁsrk Regents have some power over
everything, but th®State University of New York is
not exactly subservient), there was a feeling in the
land that excessive competition and duplication ‘and
special appeals to lchslatures from single campuses
had to be brought under control. So a modified cen-
tralization took place, an¥ by the 1970s practically
evcry stzne had a coordinating body of some sort.

This brought loud «.nes of protest about loss of
autonomy from the institutions (some.of whom were,
themsd}«es statewide systems, and they heard protests
about Aiolation of institutional a/uwnomy from then

own campuses ). ;

'/The protests had some effect. No coordi atm;,
ncy went too far, a“/cfthe smart ones pl“ ¢d their
bfgctlegro/unds carcfully. Gradually they camg to appre-
/cna/e th;phght of their academic msﬁtunons and, in

[ .

/

’

) thismteraction, relative peace \\asmade in most states.
e
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Regionalism

The fifth issue concerns regionalism. The irony is
that the proponents of centralization are often now
the very ones advocating decentralizing education o
the regional level (which may be centralization from
the campus viewpoint if you have-been-autonemous,
left to. do what you want) /The reason is that we never
did straighten out jurisdictional matters to any great .
degree; we never made the educational system a single
unit with power to enforce rules, program changes, or
whatever. I believe that we would never want such a
tyranny from the top. I would not want all education
invested in a single board, person, or group.

Here and there, different jurisdictions* tried to
work together voluntarily. Consortia were created. Vol-
untary agreements for shared facilities, libraries, facul-
ties; and students made modest begmmngs Publxc and
private univerSities and community colleges — and
even, on occasion, proprietary schools — worked to-
gether in limjted fashion. There was no true regional
planning for the benefit of the citizens of an area; there
was po willingness to yield real autonomy for the com-
mon good; and there were no methods, means, or
powers of enforcement when someone did not stay
within guidelin‘es or rules.

So now as costs go up, inflation continues, enroll-
ments are leveling off, and money is scarce, institutions
and leaders are looking to regional planning, as op-
posed to statewide planning or absolute institutional
autonomy, as a better use of limitt;d(funds. It is true
that -the larger and more complicated the state, tje
more need there is for a regional approach. Yet loo
at states fike Washmgton with Seattle and Spokane, ,
Nevada, with Reno and Las Vegas; Arizona, with
Phoenix and Tucson, and Oregon, with P_ortland and
the Willamette Valley — areas where a regional ,ap-
proach to educatiopal problems often makes more
sensc than a statewide operation. And, of course, it
certainly ,d@es in California, The regional approach
within a state is a} important as the regional approach
fostered by WICHE at the interstate level,

7 .

4\10 doubt\ this view is encouraged by the.harsh
reality of no-growth budgets and shrinking educational
dollars. But I would also ‘like to think that we are
motivated by the realization that autonomy and unique-
ness are not demohstrated when three institutions offer
the same program at the same tirie, in the same town.
It simply does fiot make good sense — acadcmxcally or'
economically — for “our colleges to engage in this
wasteful duplication .and harmful competition.

The time has come for our publié and private insti-
tutions to give more than lip service to the concept of
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mutual cooperation for the benefit of our stifdents and "Therefore, 1 would urge lhat any legislation state
our society, We must coordinate our cfforts and our | Jegxslators may ‘adopt clearly spell out specific condi-
resources, pooling our streng}hs to provide the best flons for bargaining, rather.than Jeave such Queéstions
edmatlon possible to the most people possible at the subject to interpretation”by an employment  relations
minimum ,cost possible. 1 fitmly believe that we can board. The legislation I advacate would address 1tself
achieve these goals through regionalism, and I hope it to such jssues as the basis OILWhlk,h bargaining units are,
«an be done voluntarily, perhaps with grants used as to be determined, the issues that will be subject to bar-
a lure to institutions to give up some of their autono- * . gaining, the method or methods to be followed in
mous ways. , ) g _ resolving disputes, the role of the goverfting board in
- ) ' ) ~ the bargammg process, and the role of students’ip that "
There will be difficulties (when are there not?): . sarie process. '+ . . .

resistance, jurisdictional squabbling, and cries of cut- -

rage — even anguish. But regional cooperation can and The end goal and effect of such legislation should
should be accomplished. \Mth the prompting of sta&f ° be to create a wgll-defined apd regulated bargaining
, legislators — whether it be gentle or very firm — process that provi clear, orderly determinationi of
regionalism can’lead to more efficient, more br9adl) salary and personal mpatters, while allowing questions

based education, and higher quality edUuat_lén/ of academic policy t¢/ be decided in a spirit of uni

4

, peded collegiality.
Statewnde Coordmatlon : \ o

The issue of regionalism is closely related.to an- " Legislative Involvement |
other jssue that, in a sense, feeds on the regions,
namely, the role of the statewxdc coordmatmg group,
the state-level bureaucracy that varies so widely in
X powers, influence, and talents in the several states.

]

‘Before I broach the final issue, I want to make a
personal comment or two about my past relations with
legislators. My career has brought me, into frequent and
close association with legislators 1 A number of states
around the country. Thesé relationships have givgn me

- many pleasant memories, as well as a few scars. Buv
on the whole, 1 must admit that 1 like legislators. Most
of those I know work very hard at their job: they
understand the issues and they vote _their convictions.
Beyond that, I think there is a natural affinity between
legislators and educators that comes from certain.
characteristics shared in common: both love to talk;

oth have egos, more often.than not, that are larger
than those of most other people; both share a passion
for committees and meetings; and both play_politics
with zest, whether in the lounge g aculty club O

Shduld the statewide unit be the technical hand-
matden of the legislature? The higher education tattle-
tale? A policeman of the colleges and universities? An
enforcer for the “mob”? Or should it be the diplomatic
spokesman for the higher education community? The
staunch ally of administrators and faculty? The de-
fender of collegiate faith? Or the mouthpicce for the
profession? R

- It should be none of these, of course — exclusively.
It should be all of these, perhaps — in part. I believe
it can be’ spokesman, lcadcr confidant, referce, and

) mdependcnt entity. I hope the schlzophremc nature of \Tthe halls of the legislaty .
its having to relate to both the governor and legislature It is forturiate that educators and legsslators do
. on tine °“; hz:lnd andttg the _c:d[ucz:ltlor:)ali:kstabhshment manageTo get along fairly well together, because there
. on the other does not drive 1t to the brink. Simply no way they can avoid each other. Certainly
3 not when public higher education-commands the Single

Collective Bargaining largest share of taxpayer dollars each year in many

Eollective bargaining for lug,her edueatx} Is an states. Ccrtamly not when our largest capital investment
issue thit may or may not survive the 1970571t 15 my is tied up in pubhc educational facilities. And certainly
prisate yiew, however, that in some fornr it will remain not when such isgues as collective bargaining, adult
with us. ‘education, and regionalism, among others, are centers
of public debate and controversy and the subjects of

At its best, a campus is a community characterized pending legislation.

by a mutual regard and respe(t, a shared/commitment )

to the growth and well-being of all ity members and to There isno escaping the fact that politics inevitably

the importance of scholarship and sndividual compe- plays a significant TQle in the decision-making arena of

tence. To a greater extent than m/réost orgamzations, higher education, Legislators appoint board members,

the lines of authority on the campuses have been based review budgets, approve new buildings and campuses,

on tacit understanding, trust,4nd good faith. This con- and set the level of spending. But that is sufficient. No

cept, which we call “coll€giality,” 15 a fragile thing, ° mattér how amiable the relationship, or how great the
, and it deserves our respect and protestion. mutual respect, there is a point at which legislators and

ERIC
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educators must“part company. and that is when legis-
lators move beyond legitimate involvement in educa-
tional affairs to unwarranted interference. I do mot
characterize the increasing Iegislative demands, for
“accountability” as interference, if educators are as
productive as it is Maintaified, they ~should be able to
demonstrate it convincingly. I do not characterize re-
quests for data on stydents, facilities, programs, and
plans as interference, if this information is not avail-
able, it should be. If'a legislature cannot obtain it, how
can it possibly m'i)(e sound gducational decisions? (And
I do not-ghara tert;e responsible budget cutting as
Pterference. (. -
// \\ - .

In my vj€w, involvement becomes interference when

the legislpfure impinges on the academic iggrity of

edlicatiznal institutions, when degisions aBout govern-
. '- - Dy . 2 - . .
ance, jfistitutional management, agaegmlc Y10

grary planning, admission requirements, (acuIt) dutigy,
angl other_related issues are made not in the _hale
ivy, but in the corridors of the state hou\se.

The trend in legislatureg is to acquirt; qualified
staff. As staff capacity increases, legislators and their
assistants tend to believe that they Khow more than

. educators about education. They b#gin to nitpich and

ihey have a position on almost every educational issue

They develop.a fascination for the minutiae of budgets,

_they pose questions 'of infinite variety and detail, and
they mieddle in administrative matters and in the

approval not only of academic policies, but also of new -
PP y KK"

programs. They inffruct the educational bureauirac
on what to study, how to study it, and, at times-Aliey

come perilously close to suggesting what the-fesults of .
the study should be.éb" - / )

Some very well intentiofied lcgislatﬁ and their
staffs believe that they-Are being supportive of higher
education through-this kind of involvement. But no
matter how laadable their i{)tentiong, how sincere their
interest. {h€ end resuit n be. and too often is, greater
politiyet control of our institutions. ! acknowledge that

y times there is a fine line between legitimate
egislative policy érection and legislative meddling.
_ What we®must dovYfogether, not separately) is to
examine that line constantly, talk about it candidly,
mose it one way ot another at times. and thereby assure

independence of appropriate degision-making. p S
i - -
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to members "6t ot stablishments, educational and
legislative. oy

o . ) .

In the decade of the 1960s, one {( the clearly
enunciated objéctives of some students — aided and
abetted by some faculty ~— was to politicize the unj
versity, to make it _“fesponsive” to the immedigte

~ -

. political and socjat Girgencies Ttiat confront eur socjéty.

Against the ‘dfamatic background of those turblilent
times, it was easy to perceive thed;eat and present
danger” which that objective posed. Efforts t§ politi-

cize our instjiutions,Wf résisted. R
/,

&

Today, in relativély~quieter times, th¢ danger of
ititizing appears to have receded. Byt do not be
sled, it is ever “present.” It is difficulff even at times
,%or edycators, not to tinker with the achinery of our
institutions. And to some legislatogf, it can be an
irresistible femptation to which they/yield in the name
of “politigal realities” or of “the pyblic good«

Educatorsvdo not lack for friti€s. In the €yes of
cost accountants or managemery/ analysts hé/uni\ersity
s not the model of modern mdnage efficiency that
it should be. In the view of/fhe activist, the university

does not respond with therequired alacrity to critical

social problems. Ip-the opinion of the grass-roots
legislators, the umiversity is insensitive to the political
. . - X e
imperativgs-cLthe day. _—

E purpose of the university. to seck the truth in
every dcumstance and in every age. And, as g, his-

" torian, I would also ;r:owyze that man’s past is

replete with - painful lessons that_today’s “truth” is
" tomorrow’s “error.”~This concept of thie university has
sgrved this nation enormously well. It has provided us,
often indirectly and over a secemingly long.period of
time, with economic, political, social, and inteliectual
advances that cannot be matched. It will continue to
do so with our patience and understanding, and, above

l. our unwavering commitment to its inherent_right-

20 t-
ness. It cannot do /iﬁmmﬁmeducator
., corrupts’ it er it be in the annouaced name of

“the.pablic good™ or in the unspoken name of “political
power.” So to legislatots I say, “Thatechoice 1s yom:g‘
and to educators, I say, “That choice is yours” The
choice for all of us is ours.

. . N < o /' P
I_would respond to such charges by restating the
ccnﬁ;‘lm “ -
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“ " Sen. Swan, Utch “Rep. Sidi, Wyoming

Sen. Blaylock, Montana Sen. Roberts, Oregon
<
Monday morning’s plenary sessio i an . from the floor relating to the topigs would be sum-
opportunity for western le fs and educators to marized at the emf of the session by Senator Mary

discuss with WICHE Coffimissioners and staff the re-
lationship between the regional organization and the
West that it serves. The session was conducted by the
Legislative Review Committee and was chaired by
Committee Chaj
man izona. WICHE Chairman Lenton Malrny of
NXcw Mexico opened the meeting. and WICHE Execu-
tive Director Robert H. Kroepsch extended to all of
- the pagtiCipants a welcome to the Conference.

-

Before fﬁitiating discussion, Representative Linde-
man reported bricfly on the meeting of the Legislative
Review Committee that had been held the preceding
day, Sunday, 7 December, and explained the format
that “ould be dbserved for the general session, At its
the chlslauvc Review Committee had dis-
cussed threed ant organizational concerns: ( 1) the
relationship between
the western states; (2) the\org
WICHE as expressed by its Compact an
(3) WICHE's programs, both cxisting and planncd:
These topics would serve as springboards for discus-
sion at the seeond session, FOCUS ON WICHE. The
Committee’s discussion on the topics would be sum-
marized for the partfpants by Senator Karl Swan of
Utah and Representative Jack Sidi of Wyoming, both
members of the Legislative Review Commuttee WICHE
programs would not be considered as ¢ separate lupic

e

ional functigas of
aws; and

for disgussion but would be used as examples to illus-,

trate pointsSrelated to the first two concerns, Discussion

Aruitoxt provided by Eic: . \

E, a rcglona] agency, and

Roberts of Otegon and Senator Chet Blaylock of
Montana -

>

Senator Swan summarized the chns]atl\e Review

cpresentative Anne Cide=———— Committee’s discussion of the relationship between

WICHE and estern states. He initially-expgessed
the Committee’s feeling of —igngrance™ about the
WICHE projects. Senator Swan stressec~the Commit-
tec’s concern that, in general, legislators fechthe
receive “poor quality information™ regarding cduca-7
tional issues, The Legislative Review Committee mem-
bers believe that, if they are to make decisions in the
) , N -

future concerning WICHE, they must receive the
necessary factual information from the Commissioners,
Specifically, the Committee requested a review of the - *
adequacy of the student exchange fee in covering indi-

. vidual educational costs. The Committee recommended

that information on the Student Exchange Programs -
be made available at the high school level. A repeated
concern of the Legislative Review Committee was the
ﬂaek-ai_dimm_%ontact between legislators and WICHE

personnel. The’ Committee recognized the benefit of
interstate cooperation on a regional basis to avoid
unnecessary and costly duplication of time and effort.
Before opening the floor for questions, Representative
Lindeman added that bilateral agreements between
states are resulting because legislators lack information
about the availability of spaces for student cxdmnge in
certain professional programs.
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The discussion that followed the Committee’s report

rd
was summagized by Senator Mary Roberts. Senator
Roberts noted that the dominant_tlieme of the partici-
pants’ comments was a realization of the tremendous
need for more nformation about WICHE — ot only
by the legislators, who need to make decisions an
. inform their constituents, but also by the general p

“and students as well. The newly released impac reports ’

for the individual states were acknowledged as’an initial
step in apprising the states of the costy t

W ICHE programs. Theré was cor;s}il able controver

_however, over the appropriate. dmount for fee rein-
bursemem\n the Student E c'h/z;xge Programs. Included
in the sometifies heated dlSyussmn was the issue of
bilateral contracts . and “theit effect on the WICHE
Student Exchange Prograts, Legislators also ques-

tioned the degree of parity for ethnic minority stu

" dents within the Sluden/t Exchange Programs, WICHE

'

™~

“ needed - professional  schools.

was emour;aged to investigate what can be done to
increase the number/of spaces in professional schools
available to minorities, A question raised but not
settled by the dx,sgussron was whether or not WICHE
should include yapnal costs in the SEP fees. A final
point of the discussion was repeated by several legis-
rs .who suggested that regional planning should
iAclude a ﬁhod -of legislative review befure decisions
are made Concerning programs to be funded by the
".Iegnslalors Some participants... suggested  involving
yWICHE more actively in recommending sites for

WICHE's traditional rple was not discussed fully
however o

Al

Representative Jack_Sidi summarized the Legisla-
tive Review Committee’s consideration-of llg organ-
izational functions of WICHE as expressed, in the
Compact and Bylaws. As a result of its discussion, the

This modification of °

lude the follpwing: “although not .a’ re uirement, it
is/ recommended that one of the Commyfssi
S mng leglslator of each compactmg sfate.” Represen-
ative Sidi reaffirmed the Committge's concern that
iegrslators are not receiving enoug Jinformation about
WICHE and its programs. Equally important fo the
Commmee was the absence of mental health expert'\e/
on tiie Commission which, nonetheless, is makmg
sro,ns relative to WICHE mental health Lgrams
Before entertaining discussion, Representa(’ye Linde-

man obseryed that the connection cb(etween some of
cation 1s ve/ry

WICHE's programs and hlgher/e
tenuous. —

The discussion that followed was sum
Senator Chet Blaylock. Senator Blaylo
the discussion had confirmed the legislators’ dissatis-
" faction with the level of their participation_in deter-
mining WICHE programs. The Conference’ participants
moved and seconded’ to insert the recommended lan-
guage as an gmendment into the organizational Bylaws ~

.in order to increase legislative participation in WICHE.

A short recess was called to allow each state to caucus

_ before voting on this issue. The recommended amend-

ment was approved by a 10 to 3 (Colorado, Idaho, and
New_Mexico dissenting) roll-call vote, The motion to
recommend the change was passed and will be con-
sidered an action item on the agenda of the Commission '
Executive Committee Meeting to be held March 5to7,
1976, in bos Angeles.

The FOCUS /ON WICHE concluded with brief
presentations | by members of the senior staff who re-
viewed the programs currently being conducted by
WICHE
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During my past 15 years of service in the Texas the Board's affairs beerycontr,olled solely by educational

Legislature, there-shas_not been any professional ex- /leaders. '
perience_more rcwardiﬁg\tbﬁmy‘rclationEh’np with the N v /
Southern Regional Education” Board (SREB). This In addition SREB"s anmeal or bidfinual request to
15 because of my sincere belief in the role of the inter- the states for appropriations to support the Board and
state compact in the field of higher education and ~ to carry out state commitments under the Compact
because of the outstanding accomplishments under the underscored the need for strong relationships with the
leadership of Winfred Godwin, president of SREB. . legislatures. N o
Thus, my remarks «are centered on the issue¢ of fegisla- , - . ] o
tive involvement in SREB matters. Also of importance is the fact that the Southern

Regional Education. Compact, conceived from the be-
ginning as a broad and flexible instrument for the
development of the South through -higher education.

v

Legislative Involvement in SREB //\ctivities L4

Legislative invblvement has not-always been at the came into being in the*late~T940s. This was a time *
lcfvf*l];lsg, {Egaﬁzh'c o'rllg[ijtgﬂcg(‘):]pgi)qu(?(; d?)}_t{c—:;\:; when higher educstion was becoming a more domninant
0 outhern Regiona -ation Bog be pt concern of state government, and therefore a matter in
(]}194% %‘% not ;Zir‘c()ivnl(ii]c fo; I?glslauc\//e r;]cymocershlpg(:)'; \v)‘chrrégis]ative ‘influence and participation was in-
e Board, nor did they SM s of pr eiurc. . —Ereasing.
relationships between the Board and legislatute of_l/hcy/'//x N &. .
o et o tne servioto-that SKEB should i B, Compact was amended lo provide for
: o e a fifth Board member from each ot the Compact states.
rcnd;r to f;zmb/c:l states; thus, by _implication. they with the stipulation that this member be a state legis-
emphasize the nee ad trequent communica- ator. ccess of the early Legislative Work Con-
tion bety ¢ Board and the respective legislatures. ferences-i ing h,omiy.ﬁmﬁnong the legislators
It is also necessary to remember that the _Sovegfés’ﬁ.t/f" in the regiondl .programs was decidedly a major reason
the member states are intimately involved in the-affairs . for this action by the Board. The governors and univer-
of the SREB. Each governor is a-meiber of SREB‘ £ sity presidents on the Board recognized the value to the
and s responsible for the appointment of other mcr.n— regiondl prog[a'm of hawng a legislative mcn:f)er .from
bers to the Board. A BOVErnor serves dhnually as cha.nr- ~ each state. While a few legislators had been gppointed
man of the SREB, and this has meant fronr the begin- to membership on the Board duting its carly years,
ning that the Board has political “status™ and visibility there was general agreement that the Compact itself
in the states. This would not have been the case had should provide for at least one from each state” A
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nuniber of states, however, have" more than one legis-
]atwe member on the Board.
+
* There are other ways in which legislative influence
is felt in SREB itself. In 1954, 1955, and 1956, SREB
, choose a ]egrs]ame membeér as vice-chairman of the
Board, and since then a legislator graditionally has been
-elected secretary-treasurer. In addition, legislative mem-

befs serve oh the important Executive, Finance, and:

Plans. and Policies Committees. Legislators comprise

one-third of the Board’s important Executive Commit- -

tge, wplch has full power to act between Board meet-
ings.if necessary. . - .

~t L

Legﬁs‘lators pe- also -invited to serve on various
program commiitteeg of SKEB, including the Commis-
ston on Regional Cooperation and a special committee
studying regional library cooperation. In short, the
participation of legislators in the day-to-day affairs of
the Board has increased through the years to the point
where they ate a vifalinfluence in the shapmg of SREB
policies and programs. | - >

A
The most visible ~— and vital — means of assuring
maJor involvement of letislators in regional education,
however, le. the Legi$ visory Council (LAC).
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N e F953—activef~amending the Compact to provide
for fgislative representation from cach state, SREB

also decided to establish a continuing Legislative Ad- -

visory. Courfcil to advise the Board on legislative mat-
"*ters pertaining to southern regional education and to

serve as a permangnt steering committee for the annual

Legislative Work Qonference. LAC corisists of at lcast
-oneé state representattye and one §tate senator from

each state. The legislators on the Board from cach state

automatically become “me ers of the Council.- LAC

neeungs are regularly held twice each year, including a
< meeting at the Legislative ork\Conference. ,

Meetings of the Lezislative Cou
two days. Usually, they consist of both
specific SREB legistative activities amd
regional concern that may need future SR
" attention, :

il gener_ally last
discussion of
a topic of
or LAC

LN

14, SREB statgs. “This membership includes 18 statc
senators .and 14 state representatives During the 20
years of "the LAC's operation, nearly 140 legislators
“have sesved on.the Council. Two of the original Council
member¥ are still members. with 20 years of contin-

uous ser’&rce—-qurtc an accomplishment in this era

of rapid turnover .in legislatures. One cakrimagine the
stability and visibility that these members p{ovrde The
prescnt membership of the Legislative Adwisory Coun-
cil is well,balanced in Council experiene. Approxi-
mately ome-third of the .members have served 10 or
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more years, one-third, have served 5 to 10 years and
* one-third have been members.for fewer_than 5 y/ais/
A number of Council members chair or are’;

slgxﬁfrcant gujde-
lines for LAC‘pollcy The gurdel' & were

1. That the Council b(e
continuing progray, /

>

¢a relationship between the
e states: their governors ani

(3

Councilf and the “Board’s annual Leglslafﬁ;e
Work C/ohference the Council would serve as
the peffanent steering comaittec—for the an-
nual Legislative Work Conferean .

Lo : ’ .

In accordance with these guidelines, considération
f the Board’s Executive Committee, which had recom-
mended cstablishing the Council, and the discussions,
at the Legis]ative WorI\ Conference, which endorsed

he Council as an Integral Part of Compart
( peratzon “The Council; as a continuing part of the
Board's* operation, shall keep itself informed of all
programs and activities under the Southetn Regional

i Education Compact. Council members and other legis-

latoes will take part in the study and deliberations of
progra¥n committees of the Board, when possible1 at

. the request of the ‘SREB president. The Council will
- direct its efforts toward serving as an mtcgral part of
, the operauon of the Compact. )

)

2 The Council in Relanonslup to rhe Board. In
its relationship to the Board, the Council is an advisory
body. It will review legislative matters pertaining to the
opcrauon of the Compact and make recommendations
to the*Board conccmmg those matters. It will study

ompact operation and recommend to the Boar)d legis-
lative action designed to implement Comp§ct purposes.

It will recommend to the Board proce ur?s for so
designing and conducting its progrdms as {o assure

thent df optimum.legislative support./- |
3. The Counil in Relanonsh:p to the States The
Council, in all of its actions and recornmendations, will .
Y « / <%
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be advisory in its relationship t3 the states.rMen)bers
. will keep their governors and legislatures advised of

y .Compact program activities with which the Council is

v

associated.
~

4. The Council as the Legislative Work Confer-
ence Steering Committee| The Council will determine
policy and advise on procedures for the annual Legis-
latve Work Conference on Southern Regional Educa-
tion. It will advise the Board on matters pertaining to
Legislative Work Conference scheduling, agenda, and

| participation. .

,Operating on these policy guidelines, LAC is in-
volved in a number of activities. For example, based
' - on the experience with the Legislative Work Confer-
ences, LAC fs-sponsoring other seminar-workshops of
smaller groups such as heads of education committees,
appropriations-finance committees, legislative oversight
committees, persons who serve simultaneously on edu-
cation and appropriation-finance committees, and key
staff persons for these various committees. An initial
program of this kind focusing on budgeting for higher
education and legislative oversight was held for finance
and educatjon committee chairmen January 8-10, 1976,
in conjunction with the winter LAC meeting.

Information exchange among legislators and par-
ticularly between LAC and SREB staff is another mat-
ter to which the Coungil gives attention. One example
of this information flow is an annual ‘publication en-
titled Svate Legislation Affecting Higher Education in
the South. This comprehensive yet comparatively bricf

- summary keeps members well informed on higher
education and budget developments throughout SREB
states. This publication will be used next yéar to prc-
pare a synopsis of legislative happenings, which will go
10 all legislators in the SREB area.

Naturally one of the most successful ways of ex-
changing informatien with legislators has been through
the Legislative Work Conferenge, an activity to which
the Council still assigns high priority. ®
Development of the SREB Conference and lts Role

in Increwsing Legislative Involvement

The Legislative Work Conference,was . originally
conceived by SREB staff as a means of keeping legis-
lators 1n the Compact states bettér informed about the
Board and of. seeking their advice-on the conduct of
the Board’s activities. It was. in bluntest terms. an an-
nual effort to show a group of legislators that SREB
was a worthwhile activity deserving of continued sup- -
port. The program of the first Leg|§lat'ive Work Co

. ference, held in 1952, was designed to extend
understanding and support of the Board. SREB’s
organization and methods of operation were carefully
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éxplained, and’ emphasis was placed on use of tghe
regional Compact in a variety of ways for improving
higher education, -

Both staff and legislative participants professed
satisfaction with the first conference and encouraged
the holding of annual conferences. Almost from the
beginning, however, both staff and legislative partici-
pants saw the Work Conference as having much
broader possibilities than simply being an annual review
of the work of SREB and of extending the cgdre of

loyal SREB legislators. Thus, the Work Conference - ‘

has broadened its purpose to the point where it is now

* primarily a regional forum for the discussion of prob-

lems and issues in higher education of concern to all
area states. SREB affairs, when deemed appropriate,
are still given a place on the conference agénda, but
generally they occupy a brief and sybordindte place
‘compared to the selected issues and problems that

constitute, the theme of a giveri Legislative Work .

Conference. y

&

The agendas of the 2/4‘fannua1 Legislative Work

Conferences have reflected a wide range of interests. |

Conference. participan‘t,s_/have tackled specific problems
dealing with areas such as mental health, technical-
vocational education, and graduate education. Other
conferences have dealt with emotign-laden problems
such as those of the student-goverance issues of the
late 1960s, During the late 1950s and the 1960s, a
recurring t/opic was providing edwcational opportunities
during a period of rapidly increasing enrollments gnd
expenditures. At the most recent work conference,
tutled “Efficiency and.Effectiveness in Hjgher Educa-
tion,” higher education policies were discussed for a
future in which both enrollment and finance trends are
uncertain, My point Js that these annual Legislative
Work Conferences have been a way of focusing on
matters of real substance in a way that encourages the
most open exchangé of ideas and e€xtends understand-
ing of the impprtant issues in’ higher education. They
have also been a valuable extension of LAC itself, in
that they have exppsed more legislators to the contri-
butions and potential. of regional education. As such,
they have enhanced the LAC's efforts to remain sensi-
tive to needed new directions for the Compact program.
M v .

A new development that has been encouraged by
LAC is the establishment within SREB of the State
Services, Office, designed to increase and extead SREB
services to all member states and particularly to state
legislatures. The *Office will develop and coordinate
research, informational, and consultative services, and
will be responsible for providing staff services for the
Legislative Advisory Council and its activities. This
includes assistance with the Legislative Work Confer-
ence and additiogal conferences and programs devel-
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oped by LAC. The State Scr‘\'ces Office is providing

capsulized sumnary informatjon of legislative-higher
education intefest, with backup details to answer legis-
lators’ inquirfes. To complenent the capsulized sum-
mary informfation. the State Services Office and other
SREB stafff and consultanits will prepare detailed, but
concise, ifsue papers ,on critical and controvenial
matters fdcing higher education and state legislatures.
Other sefvices will be provided, but here I think it is
importagit to note only this increased emphasis on
service fito states and to. state. legislators. This State
Servicgs  Office, located ip the office“of the SREB
Presidtnt. means that SREB is committed to maintain-
ing apdl improving legislative involvement.

I/ want to stress that the relationships SREB has
established with state legislatures have not resolved
all gf the difficulties in dealing with the states and their
legiglatures. As might be expected, relationships with
sonje legislatures are stronger than with others, some-
times reflecting different degrees of participation of
thej states in the_Compact program, sometimes simply
reflecting the varying degrees of interest that diffgrent
legislators have in higher education, and more particu-
lanly. in a regjonal gducation organization. On balancg,

" hojvever, the gradually matiring relationships with

legislators have. enabled SREB to become a stronger
orpamizatiofi, wifh legislators an influential part of the
prpgram’. Althpyg the close involvement of governors
inf the Board'gfifOgram has been of great convenience
inj efforts o’ gdavelop satisfactory legislative relation-
ships. it has gt assured such refationships. Although
SREB is a wrgdture of states angnot of nstitutions, its
work is primgily with institutions of higher education.

-

, : ’

This has made it necessary, in order to relate effectively
to universities, to develop legislative relationships that
would not in any way threaten existing or future rela-
tionships between the public universities and the legis-
lature of a given state, and would not divert the Board
from its primary concern, that of the expansion and
improvement of higher education in the southern
states.

If interstate cooperation through regional compacts
* is important and serves a needed function for the
benefit of higher education as well as the taxpayers
of the individual states (and I personally answer both
in the affirmative), then I think that legislative input
and output are vital, It is essential that there be an
almost equal interplay between the legislative and
exccutive branches and higher education. I feel that
we have achieved a most effective relationship in the
southern region, but any success that we have been
able to achieve must be attributed in large measure to
the good will of both political and educational leaders
whose concern for higher education and for regional
cooperation has overcome the natuial problems and
tensions incidental to the establishment and dev¢lop-
ment of a new kind of public organizau?n. o
. 7 /
As the West looks to the future and charts new
plans, I hope that it will not be djscouraged by tempo-
rary setbacks or difficulties. The ability, to work together <
on a regional basis in higher education is essential if
we are to successfully marshal our forces to meet the
changing educational neceds of the people and to
do it in terms of sound fisgal responsibility and
management.
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Dollar, Dollar, Who Gets the DoHar..
Time

*

Dr. Frank M. Bowen
Resezorch Specialist, Center for Research and Development in Higher
University o‘f Caolifornia, Berkeley

!

State budgeting for higher education has changed
sigmficantly during the past seven or eight years. I
believe that these changes have a specific direction and
" that the pace of change is accelerating, It is now pos-
sible, although not without risk, to spcculatc on the
broad outlines of higher education budgetary processes
in, say.-1985. My own prediction is that public higher
education will be supported and administered-along
lines that are similar to procedures and concepts pra-
posed with great fanfare in the 1950s and 1960s,
implemented m a desultory fashion by the federal and - .
state governments, and either exphcnly abandoned or
. less exphcntly 1gnored in the carly 1970s. I am, of
course, talking about planning, programming, and
budgeting systems (PPBS).

:?l_u; paper was presented at the National Scnunar of the
Inservice Education Program i1n Postsecondary Education, Edu
cation Commussion of the States, and the Nattonal Association
of State Budget Officers, in Denver, Colorado, on December
17. 1975. It 1s generally dérived from three research projects
with which I have been associated with Lyman A. Glenny.
Frank A. Schnudtlein. and others in a study of state budgeting
for higher education jointly funded by the National Institute
of Education and the Ford Foundaton:. with Eugene C. Lee
in a survey of mulnc:\mpus systems and the “steady state”
funded by the Carnegie Coundil un Poliy Sludies in Higher
Education, and currently with Lyman A Glcnn) i a study of
“higher education’s response to state frscal crisis under a grant
front the Fund for the Improvement of Possecondary Educa-
tion. The views expressed here are, of courde, my own, and du
not necessarily reflect those of lho. Inservice Education Pro
gram, the <everal funding agencies, nor the associates named
here who hindly found time to review an ecarher version of
the paper.

1

Making Decnsuons in
of Fiscal S}ringenc;y
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. Presider: Sen. Sondison, Washington
The demise of PPBS in the féderal government was
+ 1 announced in 1971, and Allen Schick wtote its

\pbituary:

The death notice was conveyed on June 2T, 1971, in
a memorandum .accompanying ‘Circular A-11, the
Office of Management and Budget's (OMB) annual
ritual for the preparatlon and submission of agency
budget requests. No mention was madg in the memo
of the three initials which had dazzled the world of
budgetirtg five years earlier, nor was there’ any admis-
sion of Failure or disappointment.! )
Prior to its demise, 'however PPBS had spread to
a number of states.” This is neither the time nor the
place for a new asSessment of PPBS ig state budgeting.
My rimpression,” however, is that, at best, it is in a
state of arrested development. There is a legacy of
“*program budget™ formats in some states and, far more
important, theré is a growing interest in policy or pro-
gram apalysis among state agencies.® Although indi-
vidual components of PPBS are being used to improye
existing budgetary processes, it does not appear that
they are being integrated into a system that would use
the state budget to raise major policy alternatives for
decision. Viewing education as an overall state pro-
gram, elementary and secondary education remain
isolated from postsecondary education. Aside from the
formahty of 1202 commissjons, postsccondary educa-
tion is still fragmented into traditional higher educa-
tion, community collegesy and proprietazy schools.

-
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Within higher education itself, however, state highert
education agencjés, multicampus systems, and indi-
vidual instituﬁt?é are moving — or are being driven —
toward substdntial achievement of what I see as the
major objectives of RPBS: the integration of institu-
tional objectives, program review, and the budgetary
process. Unlike PPBS as originally conceived — what
I call“traditional PPBS” — the present movement in
higher education lacks a name. It has some aspects of
a “‘process budget,” which Fremont Lyden sees as
essential for resource reallocation.* “Policy analysis”

<. might well describe tke result of higher education’s

‘.

®

efforts to cope with the technical requirements of tra-
ditional PPBS.* Earl Cheit simply called it a “new
style” that is characterized by control, planning, evalu-
ation, and resource reallocation.® Yet these are also the
charactenstncs of traditional PPBS, which, of course,
had been tried in higher education as it was in state
; government. * It-did not find particularly fertile ground
in colleges and universities, however, and to my initjal
thought that the new movement mxght be called “aca-
demic PPBS,” Lyman Glenny countered with the
suggestion that “imperative planning” would be a better
term, Imperative planning lacks the negative connota-
tions of a seeming endless array of technical procedutal
requirements associated with traditional PPBS, And.
of the characteristics of the “new style” suggested by
Cheit, resource reallocation is clearly the imperative
" that leads te control, planning. and .évaluation.”

3
v

Imperative planning is’a term coined for this paper,
-t is neither intended to eficompass specific procedures
nor a specific budgetary format. Indeed, these will
"differ within and among states, systems, and institu-
tions. Rather, imperative planmng describes whatever
procedures are used when higher edw.atlon settlés
down to realistic and serious integration of program
planning and budgeting.

After briefly explaining what I mean by traditional
PPBS, I will give an example of emgrging budgetary
practice in higher education — imperative ‘planning.
I will then comparé and contrast traditional PPBS
with xmperamc planmng to show why [ believe the
fatter is succeeding in higher education while the for-
mer remains dormant in state government,

Tradlhonal PPBS

. Tradmonal PPBS had its origins in the Hoover
Commission's 1949 recommendations of a federal
“performance budget” based on functions and activities.

In 1954 the’ Rand Corporatjop added the refinement

of looking at “‘programs™ as objectives rather than’ as
simply combinations of- related activities. Traditional
PPBS was designated as the technique for formulation
of the Defense Departmcnt budget for fiscal 1963, and

2 -
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in 1965 President Johnson required most federal
agencies to follow this procedure.?

Both concepts and' components of traditional PPBS
are fairly, generally_undesstood, even though different
organizations used different words for them. The con-
ceptual bases have been concxsely stated by Balderston
and Weathersby:

The key conceptual components of a PPB System are:
(1) systematic long-range planning (5-15 years) which
clearly articulates objectives and carefully examines
the costs and benefits of alternative courses of action
which meet these global objectives; (2) a selection
process for deciding on a specific course of action
(1-5 years) in the context of the examined alternatives
and chosen objectives (programming); (3) translating
these decisions into immediate (0-1 years) specific
fimancial, manpower, and policy plans (hudgeting);
-and (4) recognizing a multiyear planning horizon and
incorporating to the fullest extent possible the total
.long-term costs and benefits attributable to each course

of actien,10 e L .

The components of traditional PPBS were also
. fairly well recognized. Many had been a part of budg-
etary practice for some time; the contribution of PPBS,
however, was the aftempt to integrate them into an
operating system. Drawing’ on a number of sources,
the following appear to be the major components for
an operating, traditional PPBS process. At a minimum
these components ' consisted of explicit, and, wherever
possible, quanutqtnve goals and objectives, a budget
format structuring output-producing programs in terms
of these goals, multiyear projections of outputs, long-
range plans, the use of cost-benefit analyses, and pro-
cedures linking the substantive programs, the budget,
and supporting information.

The concepts unify the various components, but ~

the attitudes of senior state and institutional officials,
administrators, and budget professionals give reality
to the process. Bertram Gross noted:

The PPB spirit is more important than the letter. Some
offices practice PPB without knowing it; others go
through all the formal motions without coming .any-
where near it. Moreover, there is really no- one
system.11 [Author’s emphasis] ‘

It is this emphasis on the attitude or spirit behind
_PPBS as ongmally conceived that has led me to char-
actenze it as “traditional.” A tradition, of course, is
something handed down more by word-of-mouth than
by written precept, and there is somethmg ironic about
using it to describe pracuces that, for some crmcs.,
appear to have little purpose other than the prohfera-
tion of paper Schick'? noted — and our own investiga-
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tions confirm — the te(?]dency of the attitude or spirit that the'se can be resolved in a more predlctable context
of PPBS to become exhausted by the routine tasks of ~ than is available in other states. ‘
. PPBS documentation, Gross found that, beneath the o
. routine decumentation and specialized procedures and The' most recent budgetary procedures developed
terminology, the “‘spirit of PPB.is a marriage between by the University of Wisconsin responded to the gov-
program planning and budgeting.”'® This same union ernor’s budget proposals for the 1975-1977 biennium.
characterizes imperative planning in higher education. These proposals. (1) denied funding for additional
oL enrollment, (2) required “productivity” savings greater
Emerging Budgetary Practice in Higher Educqtion . than had beerr mltlally indicated, and (3) denied any

- -inflationary erosion -offsets, These three factors xe-
quired base-budget retrenchment and the new alloca-
tion procedures for “distributing the pain” were guided
by-a “composite support index-(CS]),” which reflected
the relative enrollment support capacity of each resi-

4 dential campus. Campus differences in p)o’gramming,
level, and dlSClphne were recognized in composite by
welghtmg ‘student credit hours. Enrollment targets

, derived from evaluations of this composite indéx were .
set for 1975-1976 and 1976-1977, and.seryed to guide
new studepts away from campuses whose CSI was
low to thosé campuses that enjoyed a relatively- hlgher
CSI. A simplified extract from a system pohty paper2?
illustrates the concepts and their application in the case
of three _campuses for the first year of the biennium.

Leaders of public higher education afe not pri-
marily interested in developing new and more rational
budgetary procedures. Their concern is with the sub-
stance of academic administration, both day-to-day
problems: and those that loom In an uncertain future.
But budgetary procedures are being improved, and the
impetus for improvement can be found in real problems
of educational management and administration, not in
the abstractions of *budgetary or organization theory.

The University of Wisconsin System provides the
clearest evidence, in my opinion, of how current trends
have changed and improved the budgetary process. For
the University of Wisconsin, fiscal stringency has been
severe and prolonged for two biennial budget cycles,
1973-1975 and 1975-1977. The contracts .of hundreds : .

of probationary employees were not renewed and 88 N Téble]
tenured faculty were given layoff notices cffective in N c Composite Support Index.
1973-1974, with another 32 in the «’.1974 1975 - _ - . .
demic year. Over a period of 3 year$, increasingly -, 1974-1975  (Actual) - 1975-1976 (Targeted)
sophisticated budgetary procedures have been devel- . Institution WSCH* Cost/WSCH WSCH Cost'WSCH .
oped by the university: In 1975, the gov€tnor requested | (Csh (CSI) .
a plan for “phasing out” and “ph g down” campuses Oshkosh 360 $41.75 ~ 366 $39.70

. and programs in light of estimate of long-term  EauClaire 338 36.36 334 37.62 ‘
financial and enrollment” prospects. The university = ~Parkside 128 34.49 137 48.44
identified the MCTSUS access ™ .dilémma and *WSCH :Wcightcd student Cl',Cdi( hours (in thous%nd:{). .
countered w tt/h/a proposal that the legislature approved " Assuming level funding, the target enrollments for .
called the “27+ 2 P'lannmgy’Budget Cycle.” Under this 1975-1976 would result in lower support for Parkside
proposal, the university system would submit biennially and slightly higher support at Eau Claire. In fact, the
a budget request covering a 4-year rolling-base period,  cost pro;ectlons (ic.. Cost/WSCH) included the dif-
and including campus-by-campus enroliment targets ferentiaallocation of an overall $1.6 million * produc—
by level and program mix. The governor and legislature tivity™ cut recommended in the governor's budget. This i

would deal with the budget rgquest by identifying two- * "is illustrated by the same three campuses:
year certain and an ad‘d'rtion? 1 2-year tentative-budget . y ¥ P -

authorization, for fixed-cost and enrollment increases. . Table2 ]
The proposal stated- .

[ 1975-76 Differential Allocation (in thousands) .
The University System understands b\at no legrslaturc = -
can commrt funding for more than two years, nor can L Prorated Adjust- Net
the state any more than the University System be free Institution 1.5% cut ments reduction’,
from such fiscal crises as may flow from an cvent such Oshkosh . —228 +70 —158
as the current recession. Nevertheless, it is pos- ~ Eau~C_I;tire -210" +260 + 50 -
sible to normalize the basns for resource expectations ga;'kslde universi -3 - - =230 —343
on the part of the System by projecting the policy alance of university ‘ e .
bases for such’expectations on a four-year front.!! cluster . —1.078 - 100 - '1178
. Total - 1,629 AR — 1,629
' The proposal was apparently well accepted by the
legislature, and, although the universjty system is still v The $1.6- mhillion “productivity” cut was allocated
faced with immediate fiscal problems, there is “hope selectively on the basns of explicitly stated academic

§ » - - '
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Larger than average reductions
to four campuses, mdudmg Parkside.
From th,es’ funds, substantial relief was given to Eau
Clairgy and the effect of the cut was mitigated for Osh-

A more recent refinement of the composnte sup-
port index takes into account situations like that at
the Parkside campus, where the headcount enrollment
18 substantially greater than full-time equivalent enroll-
ment and weights the differing forms of enrollment to

. recognize the additional processing ‘and counseling
workload required.'?

-

.

It Should be emphasized that the proposal for a.
4-year budgeting-and-planning cycle — the “2 + 2"
plan — and. the current capacity for detailed quantita-
tive analysis evidenced by the composite support index
.did not emerge full-blown in 1975, They are part of
an ongoing academic planning progess that began sev-
“eral years” earlier with the establishment of campus
and systcm objectives through public hearings.!®

It is sometimes difficult to distinguish reality from
rhetoric in discussing budgetary reform both at state
and institutional levels. Policy pronouncements of gov-
ernors and higher education leaders are often embs

. in detailed administrative directives a emoranda
that may bury rather than reveal agericy of institutional
operations. Organization ch presefit the same trap
for the unwary but occupy less shelf space than, for
éxample, a 200- volume eptitled Program Effec-
tiveness MeagsuFes for Selected State Agencies issued: .
by-a gatc~budget Office. The latter is so exhaustive’
that one wants to believe in its use. In fact, however,

+ ..one may have to look closer to the grassroOts for
reality. \
There seems to be a' reality in the report of a
faculty committee that reviewed existing and newly

-proposed programs at several campuses of amulti-

campus system. Their recommendations for funding
were followed, and their report suggested that the

.central administration might well show greater interest

. in campus programs than it had in the past:

We concluded that the individual campuses are Targely

unaware of what is happcnmg in [simila programs)

on the other campuses and we suspect that, up to this

point, no one at statewide has been accurately in- .
~ formed. either. Regardless of the degree of formal

planning and control that might be exercised from a

systemwide point of view. we suggest thal%the system-

wide administration) designate some individual or

commiftee to monitor the progress and development

of the various schools and programs on a continuing

basis in the future.1? ° N

_ multicampus systems,

kosif and one other campus.!® .o

-

‘Questions

There is a widely held but crroneous belief among
state officials that the heads of coordinating agencies,
and campuses have absolute
management control over their faculty. I cannot take”
time to try to dispel this misapprehension here, but -
for those who do not labor, under it, the re ort and
the extract from it above are significant almost to the”
point of being revolutionary. Faculty — not administra- ~
tors — are suggesting both funding priorities and ad-
ministrative mohitoring of academic programs. This
particular program revjew, was part of a recently estab-

lished system for integrating academic program deci-

sions with the budgetafy process. Whether the system
as a whole is “rhetoric” or reality remams\a%:pen
question. But dttitudes refleted in the report and the
administrative response to it are assuredly some :Vb\
dence of better informed budgetary decisions.

-

affords a useful framework\for closer examination of
imperative plannmg Both traditional PPBS and imper-
ative planning aim for, the union of program. planning
and budgetmg PPBS in state governmental budgeting,
however, is “an idea whose time has ndt quite come,”?*
% in higher education the time seems ripe for
imperative planning. Why is this so? Table 3 summar-
izes aspects of both traditional PPBS, and imperative
planning which, exammed in greater detail, may pro-
vide an answer,

Table 3
Comparison of Traditional PPBS unsi Imperative Planning

Traditional PPBS Imperative Planning

1. What activitiesdo . All state services Only higher
procedures . »  education services
encompass? . ‘

Various; often  Senior administrators
outside “experts” within organization

. What is origin of
procedures?

When programmatic
decisions so require

3. Whén are proce- ) Anytime

dures initiated? 3

4. What is relative Relatively high  Relatively low
status of budget g
professionals?

S

S. What is relative Relatively high  Relatively iow
importance of data )
quantification?

6. What is relative Dollars of Programs of ’
importarice of dol-  relatively greater relanvely greater
lars agsuch com- importance importance
pared to programs? !

]
" Scope of Activity

Traditional PPBS was intended to guide and inte-
grate ‘all governmental activity, Budgetary programs

- 9
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would cross orgﬁnizational lines to better portray their
relationship to national or statewide objectives. The
aim of imperative planning is more modest, encom-
passing only the activities of one or of a relatively
small .number of similar organizations, Moreover,

-« higher education comes to proposals for budgetary

-

)
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. in which rbey were the experts.**

reform with a history — albeit a checkered one — of
structured coordination of academic program dctivity.
Imperative planning can be more easily implemented
in higher education than 'PPBS in state government
because of organizational similarity and a history of

"real or attempted”program coordination.

Origin of Procedures

Traditional PPBS orlgmated in think tanks sup-
Jported by the Department of Defens¢,and’ spread to
“the states through the missionary efforts of consultants
with federal funds.’' Although governors or legislative

leadership sometimes initiated traditional PPBS, their -

attention span was rarely sufficient to maintain the
initial impetus. If traditional PPBS was attempted on
only the governor’s initiative, legislative leaders often
remame&d wedded to the tradmonal budgetary practices
* And they sometimes
had the tacit support of the professional staff ef the
executive budget office. ** Moreover, governors them-
selves, as in California, might find "that multiyear pro-
jections of expenditures had Lonsnderably less to
recommend thc)p in reality than m théory.

In contrast, lmperatlvc planning not only orlgmates
with the executive heads of state systems, multicampus
systems, and campuses, but has their ongor support.
Governors and legislators may have uséd traditional
PPBS. for presenting alternatives for decision, but nonc
were under any illusions that it would or should replace
existing political structures and processes. Conversely,
senior academic administrators find that the external
world is imposing new “political™ structures and proc-
esses on higher education. ,
When Are Procedures Initiated?

For substantial budgetary improvements to take
root, mere recognitign of deficiencies in the existing
process is not enough. Whatever faults an existing
process might have, it does produce annual or biennial
budgets, and there is nothing irrational about preferring
4 working procedure to a proposed one with faults
that are unknown. Traditional PPBS was introduced
into the states when resources were relatnely plentiful
and procedures— if not ideal — were working. Imper-
ative planning, on the other hand, is higher education’s
response to resource 5earuty The old budz,etafy pro-

wholly aside from budgetary procediires — require
both analysis of academic progrgms and close examina-

.
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tion of their relationship to the statewide, systemwide, ~
and institutional objectives. In brief, imperative'plax{
ning emerges as a natural — perhaps the only — solu-~
tion to existing and urgent substantive needs. Traditional
PPBS, in contrast, remains a possrble solutin /to needs
that are percelved as less pressing.

¢

Relative Status.of Budget Professionals

Whether it be the federal Office /df Management
and Budget.or a state office of administration, budget
bureau, or department of finance, the executive fiscal
agency is generally'— almost always — a major focus
of power.*t State budget offiz/esyzre the one place in
state government where agency priorities are brought
together with the hope of welding them into a coherent
whole.

inancial officer is generally a
aling with his peers. Major state

> The, stdte's chief
powerfu] -politician
policy issues are 9
they"are not, hig”opinions “are of great weight. In
contrast, a’«‘“‘fmzwgal officer. in higher educa‘:}t Tarely
has similar statas Ne,lt,her 4 scholar nor a téacher, he
lacks the -prestige that is the coin of -the realm ifn
academic life. Educational policy is the provi‘nce of the
institutional’ president, the faculty, or the governing
board. T{(tl: academic budget officer must translate
policy into budgeta format, but unlike his counter-
part, tHe senior. sfate Tiscal offlcer he usually has a
relatiye ely minor role in poI‘icy deelsnons themselves

For iraditional PPBS admmrstratmc %trength po-
litical clout, ‘and the pollcy rqlé of the éxccutive budget
office had two, results. If budget staff perceived the
new procg:dures as a threat 4o its authority it could and
did subvert them. I, on the other hand, these proce-
dures were seep as enhancing its power, then other
state agencr% and sometimes the legislatyre were in
opposition. Bt

ate fiscal agencies werc gn important’
clement ina balance of political power, and tradmonal,

ten fiscaI Jissues, "but even when’

PPBS, if more than simple tinkering with foris, threa%v -

ened’ that balance. While imperative planning poses

similar threat to internal power balances in higher
education, the threat
budget officer is less dominant,

The.Ilmportance of Data Quantification’

In traditional PPBS, quantified output measures
had high priority but were clearly onc of the most
difficult of the required elements to accomplish.®®
Anthony Downs suggested that the “bigger the role of
judgment in the final decision, the greater the proba-
bility that a wise man will make the right choice with-

WMptpfqga\n&f 2 bers of dollars
are the tools of the state budgetary trade, j

decisions about them and programs represented by
them are rarely based on statistical or even simple

\.~

is less because the academic ,

-
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arithmetic calculations. Rather, the judgment of elected
officials and senior budget administrators furnishes the
answers, PPBS techniques take a back seat, and the
result is a “damaging gap between publicity and per-
formance.”#
. > ’

Imperative planning is unlikely to suffer from the
“gap between publicity and performance.” There has
been little publicity, for the improved budgetary proc-
esses have never been introduced by a particular title
or as an cnd in themselves. More to the point, the
academic establishment expects little from the quantifi-
baU\on of information — at least about its own acfivi-
. ties, When the report of the National Commission on

" the Financing of Postsecondary Education®* appeared,

it was reviewed in a major educational journal under
the title “Proved at Laat _One Physics Major Equals
1.34 Chemistry Major or I.66. Economics Major.”*"
Healthy skepticism about quantification permeates
higher education, and imperative planning may well
suceed Be’ca&.se its proponents have less ~faith in
quantitative a alysis than seemed to be required in
tradmonal"‘PPBS v

Dollars and Programs

In state government; the allocation of dollars is an
end 1 itself, for propused expenditures must be bal-
anced against, pr}),eued revenues. Yet, for senior edu-
«Jtional admnms}mtors the decisions relating to deull)‘
stude‘rts\.gnd .a¢ademic  programs arc foremost in
cy dack control over revenues,. and
while da@s can be margmally_critical, £a«.ulty, stu-
dents, programs, and their respective costs are already
related to each Lther .md are Lu'g_ely dcu.rnTm:d\h
past budgets. ] N

~
« 0 B .
«

To put the matter somew hat differently, traditiohal
PPBS profused — or was seen to promise — the op-
portunity for governors_and legistatorsto achTCVFTpr

. cific gb;cc%tvcs’f)y Treallocation of funds in the state
/ -

»

T Atcbest, -imp

e

budget. The practical limits imposed by existing com-
mitment§ may have been obscured by the habit of
dealing with state services in terms of abstract dollar
amounts. In any event, it-is by no means clear that the
proponents of traditional PPBS were fully aware of
the constraints that reality imposes on state budgeting.
They seemed to believe that conventional wisdom
about last year's budget being the best predictor of this
year's budget pointed out a deficiency in existing
budgetary processes.®?

In contrast, few higher education administrators
deal with dollars, as an abstraction, and there are few
xIlusnwbout the practical Iimits to shifting dollarg to
achleve program objectives.

Conclusion ,

The activity in the University of 'Wisconsin and
elsewhere — imperative pI’annmg:-- is not simple belt
tightening. Many -higher education organizations are
not merely spending less money but. are doing %0
through structu(rig and processes intended to maintain
and improve eddcational-services.3!

Finally, an impottant disclaimer: former University
of California Chancellor Roger Heyns once said that
he was unaware of any problems in higher education

that would be solved with less money. Neither am I, )

and nothing herein should be otherwise interpreted.
Even the most rational budgetary process cannot re-
pl.ue educational quality. Without attempting to define
“quality,” we all know that it is unlikely to be found
in vvercrowded classrooms, overworked or poorly paid
instru;tors badly maintained buildings, ar fragmented

urse sequences. Fiscal stnngency, whethier induced
oy sta omic conditions, by inflationary erosion
of budget bases, BT‘by\state governmental fiat, cannot
improve the_quality of higher~ cd.uc@\m any way,

harm,

v

lanning can reduce the-patential
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+ Dr. Gearge.W. Angell - .
" Director, Acadcmuc Callective Batgammg Informatian Service |

N - >

Developmg Trends and Curxent E\rents,

'

1. Twenty-four states now have collectlve bargaining®
laws covenng faculty in hi education. (Three
do not cover senior tolleges and: universities. ) .

2. Four new laws \vere/uacted in 1975 (Callforma
Connectlc,,ut Mame d New Hampshire). =

3. Passage of\labor leglslatlon tends to “flow” frorh
north to selith. Most of the states in the northern
=, ong-third of the naton have such laws; only
Floridg among southern_ states- has -a law, There
1s cansiderable legislative activity 1n almost all of
those middle and northern states that presently
have né law. ; ; '

4. College faculties 1rl at least two states (Ohio and
Illinois) afe- organizing without benefit of law.
Two states prohibit public employee bargaining.

5. State legislatures are beginning to recognize dif-,

ferences between industry ‘#hd lower education
and higher education. Maine passed a special bill
for higher education. More laws*specify special
“employers” for colleges and universities, Three
states (Callforma Washington, and Wisconsin)
have omitted higher education from omnibus bills
and are considering special bills for higher educa-
tion. California created a special labor adminis-
trative board for education. More legislative
committees are seekmg advice from higher educa-
tion officials béfore shaping legislation.

"6. Public titude toward public employee bargaining

. and strikes appears to be fore conservative since
the teacher and fire- fighter strikes of September
and Ottober 1975. These attitudes were also
probably affected by the Tiscal crises in New Yqrk

" City and elsewhere throughout the nation.

<

7. Use of faculty strikes and #hreats of strikes are

1i.

L

12. There appears to be. general agreement as‘te

13 There is a growmg tendency. of labor bo ds to

14. Subjects of bargaining about which there is_most
v disagreement among the states iclude class size,

',.Dema.nc‘l‘s Ac;ro's'spthe'oTable

/Tr/ ds,

’ Presider: Rep. Bradner, Alaske

becoming more common in higher education and
more acceptable- among faculty members generally
throughout the natlon — .

—

There are 433 canmpuses that now have faculty
unions: 109 public four-year calleges; 268 public
two-year schopls; 48" private four-year schools;
two -year schools, (Approximately
teache¥s unionized. )

tenure.

There is a growing body of case decisions r
to the scope of bargainting in the various states.
There is genecral agreement that mandatory sub-
jects of bargaining (along with hours and wages)
include -griévance procedures promotion proce-
dures, meth6ds of teacher evaluation and/or re-
moval and probationary periods of employment.

certain_management “rights,’> namely, to deter-
mine institutional mission’ dnd programs, level of
funding, right to -hire and fire, job assignment,
methods of supervision; orgamzatlon of resources.

size bf\wa}i\ force, .standards of service and
standards of recruitment.

require public employers to negotiate the impact
of any management decision on working condi- .
tiops” Many university administrators believe that
uch “daily negotiations™ reduge substantially their
ability to manage efficiently and creatively.

Y
')
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o retirement benefits, agency shop, preeminence of
negotiated contracts over law-other than labor law,
sélection of textbooks, preparatron time for teach-
ers, in-service education requrrements for teachers,
and _parity in wages v -

v ’ «

. 15. The general tendency of state labor boards and

5 - of the National Labor Relations Board is to rule
that chairmen-of college departments are members
of the union, not management. Fhis is being hotly
contested by university officials, who say it forces
a reorganization of staff and reassignment of
duties, which is a management j)rerogative_

Some Issues in Shaping State Legislation Providing
for Collective Bargaining in Higher Education

1. What should be contained in the statement of

purpose and policy? .
Discussion: Some unions believe that purpose
should be stated-directly “to promote col-
lective bargaining.”” University presidents gen-
erally agree that the purpose should be to
“assure orderly and unmterrupted govern-
ment services.’

Import Each law goes through a trial penod
when it is evaluated in terms of its ‘pur-
, posé(s). It then goes through a pexiod of
chaflenges and amendments. The arg?nent is

\ that evaluation and amendment should be’

. based on résearch and facts directly related
to the~stated purpose. If a purpose is to
reduce work stoppages, then a law can be
Jheld accountable in terms of whethér or not

by e “there are more or fewer strikes after the law
et was passed and whether or not strikes were
8 i caused by social conditions other than the

law.

2. ‘Who “should be specified by law as the employer
for a state university, f state ¢bllege, or for
v a commupity college?

=~ Discussion. About half of existing state laws
) specify the employer (usually a &oveming
board or a state offrcer) the others, do not.
Where the employer is not specrfred the
governor (or attorney general) makes the
’ decision. Unions want to bargain with tliose

.who control the purse strings. University

spokesmen generally favor the governin
v board as the employer, saymg that any other
person acting as employer constltutes govern-
mental “mterventron

ERIC . =
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Import: Unions feel that to deal with anyone’
less than the governor’s office invites “strikes” k
caused by a fdilure of the legislature to pro-
vide the funds required to implement a

- negotiated contract. Universities point out

__that bargaining with the governor results in’
(1) by-passing the trustees and uniyersity
administration, thereby disrupting the normal '
processes by which an academic community
governs itself;(2) more decisions being made
by political officials dealing with such things,
as the workload, hours appointments, and
college calendar tha\t directly affect the char-
acter and quality. of education; (3) pushing
trustees, students, alumni, and others out of ¢
their_ .traditional’ roles in a self-governing

. academic community; (4) reducing (or even
changii ithority of university trustees
and executives establr ed'ucatlon law, -~
without reducing their responsi

forth. .
~ - S

3. What should be included in Thu,ﬁcope of .
bargaining? /\‘

Discussion: Unions tend to prefer a simple
statement of “wages, hours, and other terms
and conditions of employment.” Universities
prefer a clear specification of what is bar--
gainable and what is not. Unions believe that
the process of bargaining (supported by un-
fair tabor practices) is the best means of”
determining what the parties are willing to
put mto an agreement. Universities want their
duties and responsibilities as specified in edu-

,  cation law to be accompanied by €quivalent .

. authorrty They say that somé collective bar-

gaining laws are wrrtten\j\vrthout regard for |
education law, and that education laws have,
in some cases, been emasculated by bargain-
ing laws and contracts.  \
. [
'Import: Bargaining in higher education usu-
ally leads to ‘“shared authority” between
unions and administration, less participation
in university affairs by trustees and students,
and-tittle change-inthefact that the “public” ™
holds administrators, not unions, respdnsrble
for educational quallty, efficiency, and unin-
terrupted orderly service. Presidents pomt
out that: (1) bargaining determines the “con-
ditions -under which they administer and
- supervrse, (2) sometimes they have little or
say about these conditions because théy
. ;have little contrdt-of—or-may not even be—"
represented 4t, the bargaining table; and (3)
;not union or government officials, are




N a fired for ineffective operanonal procedures
over which they have little or nio control,

<

* 4. Who should be inclu&ed in the bargaining unit?

. Discussion: Generally, a union wants to
,strengthentits resources by including as many
bona fide members as possible. Universities,
however, want to keep their administrative

“team” inta®, and, therefore, want to excludé
from the union department ch)me/ direc-

“., tors, assistant and associate deans deans,
. llbranans and the like,

. lniporl: When chairmen, directors, and other
C members, the tendency is for them to. refrain
from making decisions that may be grieved

within the union). When this happens, deans
become directly responsible for lower level
decisions, collecting all the data, keeping
personnel records, and generally becoming
lower level middle management; i.e., the
entire administrative organization is even-
__tually. affected by shifting responsibility and
uthonty They point out also that these
.in authority and organizational respon-

(PERB, public employmem'
that has no authority for

practice cases, almost al
right of management to
~ sources” as it wishes.

13

or

<

5. Who should determine the nature and membersl}p
- *  of the bargaining unit? . -
Discussion: Three" ‘agencies could be given

this responsibili ity. The legislature can specify

in the law (as in Massachusetts) mutually
exclusnye categories of personnel who have

rlght to.form a union and whether or not

. tions and leave the’ “decisions .to the lab

- administrative -board (PERB). Universiti es
feel that’ their -governing boardsﬂle,ai
‘mdde such decisions relative to campus mter-
nal governance meclianisms and by education

' (PERB).into.the academic @'Mmty, espe-

. “w e
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lower echelon administrators become union .

»

by union colleagues (and thus create friction .

ft e unit will be statewide or campus by
campus. Many s%eiaws omit such stjpGld /

-

- law are responsible for such decisions. They ©.
see no jeason to inject an external agency -

cially in those states where the university
governing board is. not specified by law as

a party at the bargaining table, (One_payty. ~--

at the table shduld not be in a_position to

.determine meémbership of the other party.)

Import: In some states, PERBs are making a
number of deécisions formerly made by
boards of trustees. Wher this happens, trust-
ees feel that their authority is being eroded
with no change in accountability. PERBs
cannot be held accountable* for university
effectiveness, yet they are being given more
and more authority to determine who shall
be in the administration and whg in the
union, how many unions there shail be,
whether faculties unionizt on statewide or
campus level, what is and is not bargainable,
how and when impasses should be mediated
and settled, whether or not strikes are illegal
or punishable whether or not fines (and how
much) should be assessed for illegal strikes,
what are management responsibilities and
what aré not, whether of not students have
a right to be at the bargaining table and for
what role, ete~Fhese decisions obviously
affect .the size, organization, and character
of an acalemic community that historically
has been shaped cooperatively by trustees,
administration, faculty, and students over the
years to encourage and enhance “the “pro-
duction” of a product called “learning.” Aca-
demicians have clajmed that learning is
partially,”at least, a product of human rela-
tionships, yet outsxde PERBs are “fixing”
those relftxonshlps in accordance with prac-
nces born in industrial sitaations in which

the=co as_almost nothmg to do with -
productlon processes, con-
sumer is barred from the table, Yet, in
academy/the consumer (student) is a co-
producer of the product (learning) that is
fabricated largely through and during tom-
munal télationships between the employee
(teacher) and the consumer (student). It is,
‘therefore, argued by some that if & PERB,
rather than trustees, becomeés the final arbiter
of relatxonshlps and responsibilities, it, not
the trifstees, should be Treld accountable for
the effectxveness of the university, .

-~

6. Should faculty strikes be permitted without limi-
tation, with specified limitations, or-prohibited?

f >

Discussion:. Unions ieel: that coilective bar-
gaining without the right to strike is virtually

’ *
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__without meaning since the union has no
means td enforce its rights at the table or to
enforce the contract. .Others argue that
unions, by the use of strike, are illegally
denying taxpayers the services for which they
have paid. Older arguments might involve
the concept of government sovereignty. Other
arguments ‘revolve about health, safety, and
the denfal of “essential” services. Many
states have tried to resolve the, problem
through varying types of Iegrslauon but few
believe they have found even a partial answer
that prevents strikes. Most forms of penalties
have been ineffective in deterring employees
bent on striking. When teachers lose pay for
days on strike, schools make up “extra days™
for which teachers are paid, leang students
and parents as the niajor losers in strikes. The
State of New York withholds two days of
pay for every day of strike, yet New York is

a leader in the number of education strikes. .

PERB:s and courts, in assessing fines,.always
have the right to modify fines<in accordance
with the types and seriousness of the causes
of strikes. "

o

Import: Some scholars of labor relations
claim that no one has found an effective
means of preventing strikes in education (or
in pu’ollc employment generally) |

fire fighters, §an  aite workers etc.) and the
P - an the

funds (universities and "unions in Michigan
d Rhode Island ‘have had serious con-
al problems when the legislature failed

about tuition mcreases) and s
. activity at the state level

8. Who should the law designate to administer the
collective bargaining law for universities? \

Discussion: In sonie states, a new public em-

ployment . relations - board Js created. The

question most often raised s whether or nat

a board dealing with ‘such agencies as civil

service, police, and sanitation can have the

knowledge and understanding essential " to

effectively adjudicating pro'l)lems in the aca-
demic community.

. In some states, the exnsun

4 prlvate lndust

mdustnal labor processes are valid in the
academic enterprise.

The new California law creates an ‘“educa-
. tional” employment relations board. Will this

7on of chlldren, there is serious doubt
as to whether or not the power of public
unions can be reasonably contained except
- . through moral persuasion and great economic
crises such as that in New York City or a

. 1930-type of depression.

r

7. Who should approve a negotiated agreenvent before
it is signed into contract?

: Ordinarily, an agreement is rati-

fied by un embership. The i

whether or not it d also be rafi
others whose work is diré \ffect
by the board of trustees (especi

. the governor’s office negotiates the
tract)? By the chief administrators whose
working conditien¥ of administration and

" -supervision ar¢ shaped by the contract? By
the student body (espécially m MOntana
wher/,a student representative is elected to
_represent students’ interests at the table)? |
By the leglslature responsnble for providihg'

— hecome a super board with jurisdiction over
existing unive ating ‘boards, the
board of regents, boards of e and
campus trustees?

Some institutions argue that the functions of
the labor board are valid functions of the
campus board of trustees or the state coordi-
7 nating.. board, and. that @dditional boards
create another expensive layer of adminis-
xratron and also copfuse .and erode the re-~
,bmues and authority of eWr')Tone-co
cerned, without changlng .existing state civil
service and educatlon laws. .-
. P
Generally, unions favor a a labor board unre-
* Jated to education because they feel that only
such a board can be unbiased and neutral.
This argument is not acceptable to most
trustees and administrators.
Import: The administrative agency’s deci-
sions determine much‘of the character and =
internal relationships of the university (and
* + perhaps its effectiveness).

— -
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.. 10. Should bindin
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.

9.” Should binding arbitration of gnevances (and im®

passes) be a permissiblé, mandatory, or prohibited

subject of .bargaining? ,
Discussion: It is argued that binding arbi-
tration is the only way to settle difficult
disputes without the use of strikes, thereby
preserving “orderly and uninterrupted gov-
ernment service.” Some groups (e.g., “Right

to Work” advocates) believe that no arbi-.

trators, since they art neither elected nor
appointed to public office, should have the
authority by negotjated contract) to substi-
tute their judgment for that of a government
official. The argument relates to the tradi-
tional theory of government sovereignty.

Unions generally want both arbitration and
the right to strike, feeling that withput these

'Wb ‘working tools™ the worker and the union are

deprived of their primary source of power to
bargain effectively. ,

Universities generally.feel tkat local campus
“academic judgment” on such matters as‘en-
ure antd promotion is the*only valid.basis of
decision and that outsiders, regard¥ess of
training, have no way of making proper-deci-
sions. Therefore, they believe that arbitration
should be “permissible”

authorities and for limited purposes (usually
limited to due process issues, thereby elimi-

nating substantive matters. from arbitration -

dockets). . e

Import: To the extent that third-party “neu-
trals” make binding decisions on important
umversnty decisions, the authority of.-execu-,
tives and trustees is obv,;ously eroded. Legis-

sider the need'to specify the parameters

thitrators® decisions. Education Taw should
as to the authority
€S anc{! unlversity executives so they

are given full authority, - __

matters’

Discussion: Some arbitrato
cials claim that substance and pr
not be separated in complex cases.
arbitrator may identif§ a “wrong” but have

S

" Universi

no means to correct ‘tb\t Swrong” if his.or
her role is limited (both™in_purpose and by
the available remedies statechin ‘the contract).

A study of. arbitration decisiops indicates
that arbitrators have gone beyond contrat-
tual limitations in a pumber” of cases. Some
of these decistons have been upheld in court,

some reversed. Sopie have .ndt been submitted
to courts because of expense and time. .

‘spokesmen generally claim that I
arbitration of_ substantive decisions erodes/ )
their power, emasculates collegi ocesses,

and makes it relativel ssible for'them to e

be accountable’tor the)responsxblhtles ag- .
signed to thern by'€ducatron law, . ,

€ ‘Import ‘The 1mportance of the matter is self-

11. Who should bé the fmol asbiter of an’
«  between two' negotiating parties within a umversaty’

(management pre- -
rogative) only with concurrence of,university *

lators. in approving arBitration, shoulwn/ -

31
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..boards of “regents”

* evidertt. Who should bé held accéuntable and
for what? When new laws are shaped, .their
* Zelationships to exxstmg laws should be clearly

defmed < .
// -

\

-« - ?
.-' hd .o 3

(L i34
.

¢
“impasse”

v

Discussion: Universities historically have been
umque enterprxses They have built-in mecha-
nisms of self-governance traditionally charac-
terized by considerable freedom from such °
government agencies as courts, legislatures,
and polmcale elected officials. Some states-
have given their universities a status equiva-
lent to a “fourth branch of government.”
Self-governing academic communitiés are dis- *
tinguished from most other governmental
agencies by having a strong body of “neu-

4rals” called trustees who traditionally -havg
arbitrated all major disputes among the con-
stittent bodies (faculty, students, alumni, """
dmmlstrau etc.). Since trustees are un-

paxd and of(ﬁf’ donate funds to the university,

their decisions are supposedly nonpartisan

and “inthe best interests of the university as

a whiole.” Trustees have been known to fire

administrators when they cannet ‘‘get along

with” faculty, or students, or alumni. They

also sometimes fire faculty who do not please
administrators. Thus it is claimed that uni-
versities already have a built-in administrative

board for the very purpose of settling internal
disputes. The argument, then, is that to im-

pose a new level of administrative board .
(labor board) over a campus board of trus-

tees, along with ‘statewide coordinating

creates insufferable con-

& 7 * -

P




o
.

.

fusion as to who is responsible for what—

_ Jeading to inefficiency and ineffectiveness.

Import: In a few states (e.g., New York),
the fegislature is the final arbiter of impasses.
In other states the labor bomrd is the final
arbiter. In some state laws there is no clear
definition of the power to résolve impasses.
No state has a birgaining law that gives trus-

_tees the power of final arbitration, perhaps

because it has not been discussed or because
trustees were perceived of as being partisan.
In any event, the use of strikes as a method

of resolving impasse is increasing rapidly and -

i1s - incurring  considerable public disfavor.
-Wher trustees lack the power to arbitrate
impasses. outside influences will grow in
power to condone or to destroy the concept

> ofa self-governing collegial community.

Y

* 12. What unfmr labor practices, if any, should be
pecnfned by law? -

—

o Lo
Discussion: These seems to be general agree-
ment about a number of unfair labor practices
that should be prohibited. By and ]arge, these
praciices relate to discrimination and the use
of coercion and undue influence at specified
times. The university, however, provides some
interesting new considerations. Faculty mem-
bers participate in a large number of manage-
ment decisions on most campuses. Should a
union: its officers, and/or members be pro-
hibited from exercising undue influence in
selecting *a new dean? Selecting a new presi-
dent? Selecting trustees? Should a union be
prohibited from negotiating the methods by
which management makes its decisions?
Should management be prohibited from ap-
pointing union members to committees, coun-
cils, and commissions delegated with the
power to make management decisions? Should
a union be prohibited from telling its members
(e.g.. department chairmen, committees, etc.)
not to carry out certain mandgement orders?
These are the kinds of issues that,-if found
in an industrial setting, would often be ruled
as unfair practices, yet they are common in
the atademy.

Import: Since all»—faeuky members are mem-
bers of, the management team am__(e.g they”
dlsc1phnc students, supervise secretaries, and
et
cxpcnddxscretlonary funds),-and some (senior
professors) supervise their colleagues’ work,
~a-unipn can actually control by veto or dls-
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approval orders from top management. The
assignment by labor boards of department
chairmen to union membership has forced
many campuses to reorganize their adminis-
trative staff and stdff assignments. This may

or may not be, the intent of legislatures as.

they shape collective bargaining laws. What-
ever ‘the intent,

it should be made clear so,

that everyone knows the conditions undegg.

which the legislature expects the trustees and
administrators to be effective in meeting their
obhgatlons as specified by education law.

13. Should unions be given the right of “exclusive”
representation?

a

Discussion: In most'existing state bargaining
laws, the labor board makes decisions as to
whether or not such staff as librarians, part-
time faculty, teaching assistants. and admis-
stons personnel shall be included with teaching
faculty in a bargaining unit. If these decisions
are contrary to those established by the trus-
tees for matters of internal governance (e.g.,

faculty or campus senate), it has the effect of .

overriding trustee decisions and creating fric-
tions among the several parties and especially
between unions and faculty senates. Senates
exist by authority of trustees. Unions ordi-
narily have the right of “exclusive” represen-
tation by authority of labor law. The vitality
of senates, then, continues to éxist only by
the good will of union decision. This Inay or
may not be good — but i3 it what legislatures
meant to accomplish?- _—

Import The basic guestion is, who has the
right to organize the resburces of the univer-

* sity for its effective operation? Labor boards

usually decide in favor of management. Yet
“exclusivity” clauses deny this management
right for purposes of internal relationships
among university constituents, .

14. Can university trustees successfelly fulfill the role
usuolly reserved for labor boards? ~.

Dlscusszon No bargaining law covering higher
education exists m/Ohf yet on at least four
state university €amplses, rustees have deter-
-mined bargaining units, conducted elections,
and authorizéd presndcnts to negotiate con-
tracts. This method retains the mtegrlty of
the campus community wifhout intervention

. by labor boards. The experiments will no

A
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doubt have problems, but they may be worth
observing and evaluating. The union at
Youngstown State University takes great
pride in publicizing its contract in the natiohal
unipn’s newspaper.

Import: €an the objectives of collective bar-
gaining be achieved within the existing col-
leglal framework of the university without
erosion ofeducationslaw and trustee author-
ity? Carefully pldnned experiments are
necded to determine whether or not employee
rights and university authority both can be w
preserved, without external supemslon “from
labor boards.

15. Should a facuity ‘referendum on unionization
(yes-no) be held prior to a union elestion?

-

Discussion: Analyses of faculty elections
(e.g., Pennsylvania state colleges) indicate
that, when several unions are on the ballot,
voters who prefer “no union” tend to' vote
for a union rather than “no union” because
they do not want to “waste” their votes. The
argument is that voters should first face the
issue of “‘union or no ufiion.” If the referen-;
dum is for a union, then an election among
the competing tnions can properly determine
which union has the majority support. Oregon
" law has made provision for such a prior
referendum. Unions argue that a referendum
is a delaying action thaf confuses the basic
‘issues of the election and sometimes prevents
unions from campalgmng under proper elec- |
“tion conditions. .

Import: Some faculty members at unionized
campuses tlaim that if they had had a refer-
endum, there would be no union. They feel
© that the voters and those who stayed away
from the polls did not fully understand the
issues and.consequences. Legiglatures should
at least consider the issue and mdke a clear
decision'.based on reason.

>

16. Should there be ¢ management rights cluuse’
What should |tx;ontu|n’

o
LI “

Dlscusszon.' A management rights clause may
or may not be included Jn legnslatnon When,
mclildcd it generally comes in two forms:’
(1Y management decisions that are “prohibi-
. ted from the bargammg table (nondelegable

authority), and (2) management decisions
that are “pertissible” items of bargaining (at
the discretion of mariagement) because they

" are not specifically “prohibited” by law. Man-

agement rights clauses generallv have two
purposes: to prevent unions from gaining
control «of specified governmental policy re-
sponsibilities, and to strengthen the hand of
management in negotiating special sensitive
issues essential to managerial functions, There
is great variation from state to state.

Unions generally favor no clauses limiting
~ the scope and flexibility of the bargaining
process. University spokesmen generally favor
long detailed lists of prohibitions in order to

*know precisely what théir authority is.

It generally-takes 10 years or so of case deci-

sions by labor boards and courts to, clarify
the scope of bargaining under any given law.
This time\ dimensigrms~5till lacking in most
states relative to public sector bargaining but
the parts of the puzzle are jnning to mate-
rialize (see ACBIS Speciaf® Report 25 on

" “Scope of Public Sector Bargaining in 14

Selected States™).

The new California Iaw adds 2 special wrinkle
through its application of a ‘restrictive
code”-type of clause. Rather than reserve.

certain rights to management, it specifies the R

mandatory subjects of bargaining while re-
serving all other decisions to unilateral man- .
agement prerogative. Most laws work in the
opposite manner: those itéms not reserved.
for management are subject to bargammg
Unions generally favor the latter scheme since
it providés more latitude at the bargaining
fable. Highcr education spokesmen have had
no experience with the California scheme but °
their comments are favorablc
v

There is at least one other ma;or concern of
umversny spokesmen and that is the trend
toward making the “imPact” of management,
decisions (including those prohibited from
bargaining) mandatory subjects of bargain- ¢

. ing. An example would be.that management

has a right in a given s Wc}‘g‘ér‘e\l
(set the level of expendjt must nego-. .

tiate the “impact” onf employees (who shall
be affected, etc.). Some university spokesmen

claim that negotiating the, impact of their

decisions delays, confuses, and emasculates
their ability to act in a decisive manner.

L J
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Import. Unless the clearly specified intent of
the legislature is found in the labor law, the
effects of negotiation can jeopardize the intent
and effect of education law (as well as other
law such as civil service and municipal law).

17. Should management “rights” be “permissible” or
“mandatory” items of bargaining?
Discussion; As indicated in the discussion .
above, unless the intent of the leglslaturc is .
v clearly stated in law, many issues arise as to
. whether or not a partlcular right is a “per-
missible” or “prohibited” subject of bargain- ~
ittg. University spokesmen generally feel that
,unless their rights are protected fully (by
prohibition), sodner or later the whipsaw
effects of bargaining make all management
rights subject to bargaining. Union spokesmen
claim that the broader the scope of bargain-
ing, the better it is for both parties, and that
more effective agreemients can be reached.
. Import: The intent of the legislature should
be made clear, otherwise the parties follow
the directions created by crises and whip-
sawing, )

18. ‘Should students be permitted (requlreg) at the
burgmmng table?

Dzscusszon. ‘Mbontana took the first step in
requiring student representatives to partici-
pate as members of the management team.
Oregon assures.students the role of observers
at the bargaining table and the right to confer .
with each party at will. Individual institutions
in Michigan and Massachusetts have permit-
ted students to observe and comment at the
¢, table.
" —
Unions have varied in their past approaches
but recently appear to be taking a strong
___stand against tripattite bargaining arc
dent participation in general.
pokesmen have— takenqzarying.
s in’ different parts of the country. In
ral, they are more favorable toward stu-
dent participation than arc union spokesmen.
Import, chislators should be clear in express- .
ing their intent in the matter since students
; organizing strong lobbies "to protect and

.
«

.
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extend their role as bona fide constituents in
‘campus governance,

19. Should the law be carefully researched and
evaluated as to its effectiveness?

o Discussion: New York and California legis-
latures left no doubt that a research service
should be established to evaluate the effec-
tivegess of the law and that recommendations
. for improving the law would be expected.
Most states lack this element, and, as a result,
reliable information is most dlfflcult to obtam
in some states. -
Import: Any law as important as a lal;qr_ law -
should, have specified, objectives that can be
researched and evaluated as a matter of ordi-
" nary intertt to serve the public welfare, Lack-
. ing this element, a law can create labor- dis-
> harmony rather than harmony and mterrupted
rather than uninterrupted govemmental
services,

Honesty.in Legislation 7

For each issue there are several points of view and facts
to be carefully considgred. As a matter of honesty in
legislation, a leglslatures(m my opinion) should require:

e That each issue be openly discussed and recorded.” .,

[N
RS

e That ypion representatives and university'spokes-
men be given equal time to review each issue.

e That each issue be resolved by the legislative com-
-~—mittee prior to writing new legislation, with a c]ear .
statement of conclusion and reasons. |

e That conflicts with existing cgwl service, educa-
tion, and municipal law be cledrly delineated and
resolved by specific preemptive clauses in the. new

legislation. ‘u N

e That where new c'i’)llectiyg,bargaining%egislaﬁoxrﬁA"M
or_its rcSUltmg n?gonated contracts override the:
_ intent © ing/Taw, amendments to the existing
" law be introdtided simultaneously with the new
labor legislation, so that all may know the intended
lmpact of the new labor law legislation before it
is debated by the full legislature.

e That complete records of committee debates and

* actions be mdde available so that labor boards,
_courts, and arbitrators can have them as a basxs
for\re\q wing unfair labor practlcc charges and
\gpcvanccs

\
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Where does the buck stop? I{ is a question that
ought to be faced — and often is not — every time
“institdtional autonomy" is mentioned in connection
. with colleges and universities,"and “local control” of .,
elementary and secondary schools and community
collgg;s

.

When as it is in Orcg . 55 to 60 percent of the
state’s general fund appropriations are allocated to
education (kindergarten through graduate schoof), and
in addition, better than 60 percent of the prcferty
taxes collected locally go to suppart common sghools
and commumty colleges, it has to follow- that the state
must exgrcise some control, requxre accountability for
the ex;;%ndlture f those vas s, and have some
strong volccm Jherr allocation and use:

AT

In g political system like ours, there really is no
doubt, then, about where the “buck™ (meaningpolicy
making) and the “buck™ (meaning dollars) really
stop. They stop with the voters of the state and the
local communitigs. ‘.

This is lite'rai‘%gguc when the people vote directly
on budgets and COnstruction bonds of local school

districts and commul‘m'y olleges, elect board members
and the state supermterﬁent of public instruction, or
when they vote — as they must in Oregon — on any
major reveénue-raising measures. It is very«difficult to
communicate to them the complexities of the decisions

Responsibility for Eaucotion

The Buck Stops Where?:
State Responsnblllty
for Postsetondary Education’

v

they are called upon to make, but I thifik they are
trying to send us some messages that we in education
may not appreciate as legislators do. . *
Elected Representatjves -

For higher education and for theallocation of the
state’s share of basic schqol support, and funds for
community college operations and construction, the
buck stops with the people’s elected representatwrcsr
the governor and the members of the state leglslature
It is the state lawmakers who have to make important
decisions about the number, location, and enrollment

size of public institutions of higher education; about .

the kinds of instructional programs to be made avaiL—
able™o students; about the charges to students for in&

structional services; about the admission standards an(?

quality of instructional programs; and about the desi
able relatlonshnps of publicly sponsored higher educd-,
tion to privately sponsored higher educaton. The cntry
of the federal government into the states’ responsibil-
ities for education has had considerable impact on the
programs, access, and funding, and.has generated all
kinds of additional pfoblems. To date, an effective and
satisfactory state-federal partnership has eluded us.

Of the two parts of the politigal decision- makmg
world, I presume that, even in states with strong gov-
ernors, the final decisions rest with the members of
the state legislature — more spccnfxca]ly with their
Budgct and appropriations committees, beuausc they
hold the purse strings. They attach “budget notes” or

.~
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“riders” to appropriation bills, make educational policy
through fiscal decisions, determine support levels, and
indicate legislative intent in subtle and direct ways.

1

Leaders of Educotion% - & i

Inside both th® education and political worlds, and
between them, lie complex, interrelated systems and
subsystems of governance, planning, budgeting, con-
trol, and regulation. Among those exercising these
decision-making processes are the lay governing boards
and their staffs, faculty members, administrators, regis-
trars, business officers, and, in recent years, students
and coordinating agencies. Then there are accrediting
associations, the professions, and all manner of govern-
ing committees, senates, staff members, negotlators
and offfcers, elected ot appointed. These are all parts

of the-diffused governing pattern that the average citi-

zen does not even know about, much léss upderstand.
They pass their share of “‘bucks” .along. Increasingly,

. many cases imvolving education idsues are finding their

way to the bargaining tables, the courts, and to the
offices of attorpey generals_for resolution, thus further

‘removing the decision makmg from traditional settings

and adding new hierarchies in what Dr. Lyman Glenny

has referred to as “the anonymous leaders of educa--

The new conflict of intergst laws, consumer
“sunshine™ laws

tion.*
protection 1aws, and open meeting or

‘have all contributed to new pressures that important

education issues must be taken to the courts.
So education is a part of the political world.
whether the institutions lilg it or not. Colleges amd

universities are inchned to want to isolate themselves ~

from the political process. They are fearful of polmeal
eontrols of political interference with their academic
activities, and with their criticism of social performance
But as long as institutions want increased pﬁbhc fund—
ing, higher salaries, lower student-faculty ratios, and
more support for fa'culty research and'public service,
for better facilities,and equipment, fpr more finagcial
assistance to students, and for lower or stabilized
charges to stadents, they cannot realistically expect to
go their own way frffff external restraints.

Working relationships between the publicly spon-
sored colleges, universities, amd -community colleges
and the government that charters and funds them have

- dong been recognized as ambiguous and undefined.

“InducemeMoeruon _coopgration, "and encourage-
ment” go on, and have goncenh-con‘slanﬂey_be_tnecn
state government and the institutions of postsecondar)\
education. The boundaries shift with the times, fads,
economic conditions, personalities, political atmos-
phere, and expeetati'ons and aspirations of the public
and their governmental. leaders It is doubtful if this
situation can ¢
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The boundaries have been further called’ into ques-
tioh by the widespread movement of teachers toward
unionism .and collective bargaining, under state laws
that authoriZe such bargaining, with its cdmpanion right
to_strike. Union contracts, which often go beyond the

- economic issues, .are powerful decision-making (gov-
erance), instruments, and they affect materially — or
will affect — the question of, who finally decides? and
Where does the buck really stop?” e

Itis g_l;dly necessary to add that ne,two states ‘are

* exactly alike“in their traditions, demographlc patterns,
or pglitical ana governing or regulatory structures, but
the Striving for providing cost-effective, quality educa-
tional opportunities and the accountability they seek
are generally typical.

1 .

Coordinating Agencies ,,

As a member of one of the state- w:de educatlonal
coordinating agencies, I want to discuss this issue fronT,
their point of view. I begin by asking, W}y,K;We all
really know where the buck stops, and we all under-
stand and appreciate the state’s responsibility for pro-
viding access to educational opportunities, consider the
issue? What has changed? What has been called into
question? In tacKling the problems of the relationships
between the coordinating agency and the institutions”
on the one hand and tite lawmakers on the other, I am
aware that almost everything Isay will be controversial,
or-at least questionable from sonteone else’s viewpoint.

. 1 should summarize my professional background, so
that some of my biases can be. kept in perspective. 1
have been a high school teacher, an elected local school
board member, and an appointed member for 13 ygars
of the Oregon State Board of Higher Education, which
is the single governing-coordinating body for the
senior inbtitutions. T am a recent appointee of Governor
Straub to the newly.created Oregon Educational Co-
ordinating Commission, ahd I was a member of the
Educational Coordmatmg Council, which the Com-
mission replaced by legislative act in '1975. Thi§ year
I am chairman of the Assqciation of Governing B
of Colleges and_ Umversmes and I am also one of the
15 members of Xhe advns“qu board to the Fund for the
Improvement of Postsec”ondary Education, a fdirly
independent foundation under the Department of
Health,; Education, and Welfare,

Presumably, I should not omit citing my close re-
lationship to my state representative in the” Oregon
legislature, as T am the wife of a six-term assemblyman,
who last session was a member of the Education Sub-
committee of the Joint Ways and Means Committee

(Apprqpnauons) and is presently serving omtlic Emer-!
gency Board; 5 for the Legislative Assembly

”

in the period between sessions.
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A second réason for making reference to my back-
ground is to offer assurance that in anything I say 1
do net speak for any of the groups with which I am

affiliated — and; most certainly, not for my Jegislator-

* husband nor for an gislator, Given the present state .
of affairs, I d t that anyone cSuld represent a .

“board” or & “commission’s position.” It is just. as

difficult to get consensus among governmg board

membe‘i's these ﬁi}’\as anywhere else.

/" Parenthetlcally, I might add that educational boards
lately have been calling for the evaluation of institu-
tions, of teaching,.of learnihg (competencies), and of
chief executive officers. Many of us believe they should

. attempt to evaluate their own perf’ormance and their

capacities to deal with the future in light of the rapldly
changmg educational and economic scene. Admlttedly,
to require boards to evaluate themselves poses a diffi-
cult task, and it may have to be Undertaken through
the use of outside evaluators, but it cannot be side-
stepped or aveided. There are national studies under-
way that should provide“guidance !

But, with all thé problems, have n9t the Amerrcan
public, parents and schools provided wel for educa-

tion, until now, at’least? Of course. The record lS cleat. _

Our long history of opening doors to a great variety of
educational opportumtles and providing generously to
pay for them is well known. Public faith in hijgher
education has been high — maybe unrealistically so,
and it has fostered the willingness to provide the neces-
sary resources, human and financial.

\

.

" Realities in Education .

Then what has changed? Basically, the new realities

that now force a reexamination of some of the tradi-

tional, comfortable assumptions .made about education
can be summed upi uL«x points:

b

.. L
N, enrollments at, least of the usual, college- -age
) group, resulting in a “volatile steady state” of
enrollments and a pursuit of older learners to
keep enrollments up. This will seriously affect
educational planning and points up the need for
more current and useful data on such things
as what is happening, student migration pat-
terns, and the relationship of financial aid to
completing a progfam.

. 2. The prospects of a declining employmen{ mar-
_ket for greatly increased percentages of college

N graduaies and the growing mismatch between

. _the level oL&ducatlon and available so-called
N\ “good job” opcmngs\

3, The prospects of stringent budgets because
\\\ ) . . \\\\

= ~. -

rospect of levehng off and then dt;clm_ﬂ_g

-y

" agencies in“the "public’s interest. In most states, they

4

education will have to compete, at a lower

priority, with social and domestic services for

= calse of inflation. -

" 4, The increasing unrest and frustration of, facul-
ties because of fewer openings in the"teaching

the limited tax dollars that now buy less be-

field and the growing movement toward union- .

ization and the exercise of strong political
power. ~

3. The increased volume of expresséd dissatisfac-
tion dn the part of the general public with the
outcomes (the “product”) of education at all
levels, and a consequent reluétance on their part
to provide additional massive support. The

_ public is reacting negatively to news”such as
reports of declining scores on achievement tests,
inflated grades, vandalism, duplication, abuses
of federal programs, #nd chcatmg “This may be

the most significant- .. s

6. The prospects of having to ‘plan forf'rotrench-

ment” when educational thinking and funding

’ formulas have been designed for growth Edu-
cation has become a big, growth* Business, a
desirable smokeless industry. .

"The markedly changed public attitudes and mis-
trust have put’ the education establishment ifto its
weadkest political position in years. Thls has_not™helped
governors, legislators, or pohtrcrans in gengral. None-
theless, they have the’ responsibility for financing state

cannot exercise "the profligate and deficit spendmg
their counterparts on the ndtional scene have engaged
in for so many years, they have to, balance the budgets

-

in most states because they meet the people back home '

on the hustlngs every day.

-

a

They, too, need professipnal and practical advice.
Their problems have been piling up — not only more
of them, but stickier. The results of a recent study by
the Cltlzens,C_onference on State Legislatures under 4
grant from the HEW"Fund for the Improvement of
Postsecondary Education points up the dimensions of

some_of legislatures’ problems in dealing with all of .

education. The study was directed toward “Under-
standing Postsecondary Policy Development in Selected

State Leglslatures” and followed the course of three key .

educational bills from introduction to passage through
the legislatures in Illinois, Virginia, Indiana, and Wash-
ington. N

Among the findings were the following: (1) that
most legislatures, whether highly developed or not,
instead of formulating ‘policies independently rely on
the institutions and coordinating boards to submit pro-
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posals to them and then respond to "those proposals,
(2> that much of educational policy was established’
not so much with regard tp actual and emerging pubtic
needs. but rather by the availability of Tundé (3) that
policy is set by the financial committees to a greater
degree than b)' the education commutees, and (4) that
some legislation that affected postsecondary educatich _
(actually, any level of education) would not be recog-
nized as such, and, accordingly, would not be consid-
ered by the educ'ation committees.

A

During the regular session, under pressures of time

and political constraints, appropriations committees-

have said that they need to get a handle on the budgets
so they can try to save some money. How can we
understand, they ask, "what these big compressed “base
budgets™ are buying when they are brought to us “sep-
arately from the three segments of public education
(elgmentary, secondary, and  higher education), un-
analyzed, and unrelated to each other and tq the antici-
pated financial resources? How much does it cost to
educate a biology major? Can better education be
bought for the same dollars, or can the same edu-
cation be bought for fewer dollars? Appropriations
committees need independent advice and recommen-

dations, - . . ”

Education committees, however, are interested in
the broader issues of education policy. They are not
necessarily concerned about saving money, but rather
in trying to improve quality and access and governance.
Increasingly, members of education committees are:
educators or fdrmer educators. V‘*en legrslatron that
they believe has educational impliCations is amended
or dies in the appropriations committegs, they become
very frustrated. They need lndependent.a%ce on the
la¥ger educational issues.

Legislaﬁve committees get 'Blenty of ad;'ice and
there is an almogt overwhelming volume of data, infor-

.. mation, and formula-driven estlma,mes on their desks.

M it comes, however, a¢ it has comie, from national:

statisfics-.or data from the institutions or their seg-

mcntal govermngg)oards it is too general or (under-
standably) biased .in favor of their institutions. The
accounting procedures are not uniform, and unit costs

cannot be compared even within the segmentsm_&hrn; o

the institutions themselves, Often, budgets represent a
sum of the parts, or they emphasize the add-ons, and
they are never adequate, according to the educators.
To close one’s eyes and listen td the pleas in almost
every governing board room and in every state capitol,

FOCUS ON THE LEGISLATURE
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and distressfully maintained and repaired. Legislators
are told by educators, “If we don’t have enough money,
the ‘quality’ will be threatened.”

That there has not been any demonstrable evidence
that would directly link dollars invested to high-quality
performance has not deterred the volume or the ve-
hemence of the arguments. Admittedly, there ought to
be, and is, some connection. Educators have tended to
link quality to such quantitative indicators as numbers
of Ph.D.’s on the faculty, numbers of volumes in the
hbrary, number of degrees granted (paying slight
,attention to attrition and dropouts or placement of
graduates) student-faculty ratios, average faculty sal-
aries (without acon ompanying tables showing work-
load), tenured status, and staffing patterns. Duplication
has been defended as “necessary duplication™ oy part
of an essential “critical mass.” “Proliferation” has
simply meant “access to a broader range of.educational
opportunities,” The FTE-driven funding formulas,
which provided booming appropriations during boom-
ing growth years, seem now to encourage an institution
going off campus and competing for studgnts and to
increase the inequities among institutions and within
them. Financial,assistance in the hands of sfudents has
been both a blessing and a burden (particularly to in-
dependent scheols). Strangely enough, now it seems

, - to be filling social purposes in addition to educational

one would have to believe that the home institution or .

state tompared unfavorably in almost every respect
with others, that the institutions are underfunded, the
faculty underpaid and overworked, the students under-
served and overcharged, and the buildings inadequate

[y
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arid training ends. Fhis past fall, in the midst of eco-
nomic problems, unemployment, and family instabil-
, ities, more studcﬁts showed up on college rolls than
* had beeu antrcrpated Why? Partly, of course, becausé

the availability of GI benefits was running out; it was’

also because of greatly increased student, fihancial
assistance from both federal and state sources. Is all
of this just a different form of public subsrdy to help
take care of the unemployed, the financially, “needy,”
the dlsplaced -who-find status, social contacts, and
services on campuses?. It is one way of explarmng the
increased enrollment this fall, and it requires askrng,

this fall's experience an ~aberration, or is |t~a

reflec %:ew “pattern of pubh\\assmtance "’ K
The gover has his staff of frnancral analysts"

and budget formu is unified state budget, pre-
sented as a whole pa?:ﬁg the legrslature has made
the executive staff a crmc factor in the control pat-

“tern affecfing education. The legislature has counté"‘ed

by creating it§ own legislative fiscal force-—'llhe-estaffs‘ﬁ

of both have Become larger and more sophistitated to

-

match the professional expertise in the offices of edu-

cational administration. R

What is clearly indicated and is needed by both the
governor and the legislature — and by the institutions

and segments as well—is a reliable source of stand-

ardized data and information applicable to the state;




.

of unbiased analysis, comparable unit cost estimates,
common definitions and accountmg charts and recom-
mendations that are based on a statewidé perspectlve
the publlc s interests, and ability to fmanqe

When there were not such sources of mdependent
Judgrnent available, and when there was recognition
that the legislature really could not (and had no desire
to) perform as a state-level board of education” or
higher education but yet wanted the e/ducatxonal issues
clearly built into state budgets, statewide coordinating
and planning agencies were established ar strengthened.
In the years since 1960 such agencies have incteased in
numbers to the point that they now exist in 47 states,
and their responsn d)les and powers have grown from

“voluntary™ to “advisory only” “regulatory” and
even “gove[‘n,mg’ in some states.

These agencies are usually responsible for the
state’s"master plan on postsecondary education. They
generally review, evaluafe, and approve new programs.
new locations and new degrees, and sometimes hawe the
final authority. They look for ways to control unneces-
sary and unwise duplication, proliferation, and compe- *
tition. They gather data and information, analyzing and
comparing it from a statewide educational and fiscal
perspective. They ask hard questions. They establish
common criteria and definitiohs, try to see that all
institutions are responding to the same questions and
criteria, attempt to analyze the impact of federal funds
on state funding requirements, and review budgets and
make recommendations. Their board members in-
cr.easmgly are lay, persons. knowledgeable about e(ﬂlca-
tion, not directly connectéd with or employed by an
education entity. They are note advocates for institu-
tlons\or segments,

Responsibility for administering one or more federal
programs and acting as the Oregon’s 1202 Commission
under- the ngher Education’ Amendments of 1972
generally rests with the coordinating boards, though in
other respects they do not administer directly. It is
generally agreed that the day- by-day ~operations and
adiinistrative functions must be kept' as closg_to the

" operational levels as possnble

¢ s
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TWALL these relative]y new types of governance, co-

) ordmaung. and plannipg structures work? Will they
bring_about more_cooperation, better planning, and *

increased articulation between and anfong institutions

and segments? Will they be-able to exercise and pro-
mote the kind of leadership that will encourage greater
responsxveness ‘and lcadership from existing boards,
agencies, and jinstitutions? Will they lead to any saving

_ of public funds? Will their advice and recommendations

_ serve the neéds of the lawmakers? Can the system be
made to work, in view of the diffesing perceptlons of

-
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the roles and respénsibilities, and a kmd of ldentlty
crisis for all groups concerned'7

1 7’

“The angwer, I presume, depends upon whom you
ask — and” where you ask. Some of the powers and
responsibilities assigned to coordinating agencies are
del;ﬁtlons of their own powers by the legislature and
the governgr, and they are understandably wary. Cer-
tainly cootdinating agencies are not the favorites of the
educational establishments and their staffs. In fact, they
are often seen as threatening and described as another
(and useless) “layer of bureaucracy”.— or as foot-in-
the-door “superboards.” The press has generally ex-

" hibited a doubting Thomas attitude, although admitting
that some kind of coordination and improvements in
performance and accountability are an urgent néed.

¥

A realistic, unselfish’ examination has to be made
and answers found for the questions of, Who should
pay? For what? Where? How much? and For how
long? These sare not institutional questions, nor are
they for publicly sponsored institutions alone. They
are not simply fiscal questions. They go to.the heart
of issues such as equity, access, diversity of options,
survival of institutions, and employment.

\

Occupying a middle “no-man’s land”. position as
they do, between the agencies and bureaucracies of
state govemment on one hand and the powerful educa-
tion institutions and bureaucracies on the other, the
chief job of coordinating agencies is to establish ¢ ‘
munication, cooperatlon confidence, and }edxﬁl:tr
with both. Their job is to recomme ad advise —
not govern. In the last analysis, the- de/calsmns will be

made by the lawmakers, ydthey wxll be polmcal ones.®

And what if th/eﬁordmatmg agencies do not suc-
ceed in carrying tut their assignments? I believe Richard - -
Millard of the Education Commission Qf the States was
correct when he said,

-
.

’
IS
- " /

i . to the extent that coopérati n}and ‘coordination

among institutions and <tate agepcies have been less
than effective for whatever reasons, legislators, gov-
ernors, and state budget officers have not beer’hesitant
to move dirgctly into institutiogal affairs ~— witness
legislation respecting faculty workload, tenure and
transfer policies. They are likely to isfcrease if
institutional representatwes refuse to make decisions
complementary to and in cooperation with each other
and with appropmte state higher or postsecqndary
cducational agencies. The real danger is that responsi’
bility for planning and coordination of postsecondary
education will pass out of the hands of state agencies
created for this purpose and move into_the hands of
general state plannmg agencies, for whom education
does, not constitute the first priority, or directly into .
executive and legislative control,

39
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*+ above the national average. All |
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tectar, Student Exchange Programs
Western Interstate Commissian for Higher Educatian

B .
(i)
It will come as no great surprise to westerners when
- I mentfon certain significant facts. \
c -

The western states are committed to higher educa-

tion —or to postsecongldry education. if you will— "

and they do more than talk about commitment. They
appropriate-dollars“to peove it.

Comparing 1975-1976 appropnations for higher

cducation to those for 1973-1974, 10 of 13 WICHE,

states recorded percentage increases i appropriations
3 -WICHE “states
exceeded the national average in af)}ropriations per
capita. All 13 WICHE states are above the national
averdge for appropriation$ per $1,000 of income.
. T R o
Dedjcation to education is not the issuc. Regional
dedication to education is clearly demonstrated histori-
“cflly as well as practically by observation of thé Jevels
. of those appropriations. - o
The issues before us today are what we recéive for
the money we spend, which priorities we choose to
establish through funding, how to deliver services more
effectively and_efficiently, and what preportion of the

education dollar to devote to professional education.

/

Westerners are 1n philosophical agrecement that

.cducation’ is.important and desirable. And that it is a.

. costly investment! Our ‘regional commitment to educa-
tion is both strengthened and complicated by the reality

of perceived needs for tpained manpower and by tiie
. & 5
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~recognition that the dispersed populations of this vast
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“ment and maintenance within their bo&dcm of adequate, - .

wefficient educational facility tect the nbeds of the
region and of::ﬂ\c students bbf{?c??

geographic region make it 'cxtrc’rﬁay difficult to plan
for and. to offdr educational services in ®ach state.
S

\

A quarter ‘century ago, the western governors
agreed }pon th dcs/irability of developing a regional
plan for providing scrvices in the health ficld. For 22

years: the westery region has provided for access to
ptofessional, education through a Student Exchange
Program, administéyed by the Western Interstate Com-
mission for, Highet\ Education (WICHE). When the
Wéstern Regional Rducation Compact was drafted in
1950, each of the cpmpacting states pledged to each
of the other compdgcting states full cooperation in
carrying out $he purpoges of the Compact. -~

The language of the Compact states that “Many’
of the western states individually do ngt have sufficient
numbers of potential students to warrfimt the establish-

Facilities in all the essential fields of fechnical, profes-
sional, and graduate training, nor do all states have the
financial ability to furnish within their horders institu-

tions capable of providing acceptable. standards of

N

Y.

\\

-2

i

training in all of the fields mentioned.” The Compact +°
“declares that “western states or groups of states within

the region cooperatively can provide an agceptable and

-

9~ .
. .

)

WICHE™ was created througlf enactment of the
Compact. All 13 western states are members today. To

3
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the Commission was assigned the res
negotiations concerning cost. *The C

\t he coast of providing the facrlm/es for graduate and
pro ssnonal\ducatlonI R . .

PR

" The fi st program’ efforL to be a proved by the
Commigsion’ under provrsnons ofs the ‘Compact was for
placement of students in prdfessronal school§ of medi-
cine, dentistry, and véterinary medicine, In academic
,year 1975-1976, 1 147 students crossed state tines, and
their sending states spent moré than $4.3 mllhon in

ort of their education endeavors at 90 regiona]
.schdpls. °
Initially,' the thrust of WICHE's Student Exchange
Programs (SEP)“ was in the health professions. How-
ever, the history of the program ha$ demonstrated that,
when additional needs were identified by. ene or more
of the compacting_states, the. Commrssron endorsed
other fields for inclusion,

“Today, professional education is available through

# the SEP in 14 fields — medicine, dentistry, veterinary

medicine, dental hygiene, physrcal therapy; otcupa-
tional therapy, optometry,'-podiatry, law, forestry,
graduate libzary studies, pharmacy, graduate nursing
education, and pitblic health. o

A total of 135 professional schoo]s have agreed
to enroll qualified WICHE students. The schools main-
,tain that professional education has been well served

by the brESence of WICHE students:»They are often

. -

&
. %
v o

reEerred to as “the cream of the crop.” The institutions
are also aware that they’ realize more income for each
WICHE student than for other students enroled.

- Both private ahd public institutions throughout the
West have benefited from the presgnce of WICHE stu-
dents’ Since the 'WICHE support fee is related to the

. student's acceptance of an ofter’of admission, there
)as’been no problem in forwarding funds through
VIC

e

.

\

HE to the excellent private schools of the West.
Approximately one-third of the stddents enrolled
~through the SEP are enrolled in privatg institutions, a
great resource to the region in providing for profes-
sional educatwn The public institutions enroll the
remaining tr:vo -thitds. ~ 5

From, the very first it was agreed that SEP would
'~not be an end in-itself but a-means for supplymg
‘educational services. “The existence of SEP has not
prevented the establishment of new=professional pro-
grams in the compacting states, but rather it assisted
the states i planning for phasing in a new school at

“an appropnate time. Through the SEP, a reservoir .of-

well-qualified applicants has been identified from which
to .draw in estab]ishing new schools in the health pro-

{ o - [

after negotiations with interested institutions, determine '

°

1

“have opened in New' Mexico, Arizona, California,

_established in Colorado. Wyoming is now p]annmg for
- estabhshment of a medical schoo]

-directions in the history of the Student Exchange

i . B

R <
fessions and in maintaining existing schools at a high
level of academic and professional excellence.. The
cooperative reglonal app;oach has proved to 'be’a
ppsitive factor in securing federal funds for capital
constructron pro;ects

LA u

Slnce SEP was flrst established, new medlcal schools o

Hawaii, and Nevada. A new déntal scool has been . .

\

" The Unrversnty of Washington has desngned a re-
glonal medical program,” WAMI, which provides health
care services and clinical expenence in four states as
well as medical education in each of the cooperating
statesy A Regional Veterinary Program is under active
deve]opment at Colorado State University with full
participatiop of western have-not states. We expect the
first students in the Regional Veterinary Program to
erroll in <1976. A Tri-State Veterinary Plan is under .
active consideration in Washlngton Oregon, and Jdaho. —t
These subregronal efforts“in a specific field have been
planned in Jfull view of all.compacting states it order
to address Specmc needs. :

Cooperatlve endeavors have taken many forms and

Programs as western states have worked together to "
respond to emerging needs. At the present time,

. WICHE admihisters other exchange programs that en-

s
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courage the movement of students across state lines.

These programs are the Mineral Engineering Program -

and the Community College- Student Exchange Pro- .
gram. Sendlng-state money does not follow the student, )

" but there is a benefit to the student of permitting pay-

“provide educational services ‘and opportunities else-’

41

ment of resident tuition in addifion to the benefit of
obtaining access to an educational opportunity. Part1c1-
pating schoo]s are ab]e to utjlize more fully their avail-

able spaces.™ :
e

\ At the present time, WICHE is coord;rtrgj a state-
by-state assessment of needs in gra education.

Thus, if- state educational requirements are not being
met at home in graduate education, we are working to

where within the region under a Fellows program,
Planning for a regional flow of students in graduate
education require intense, purposeful regional coop-
eration and planmng to balance needs and opportunities
~—"access needs in one or more states against ,oppor-
tunities for full utilization of existing centers of excel-+
lence in other states.-After launching Ythe Fellows o
- programin gradua\te education, we will move onto a X
paralle] effort. in vocational-technical education.

Under the leadership of the WICHE Commission,
exchange models have now been conceived and planned

P
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to pr€vide both immediate and long-range response to academic and professiongl promise of each applicant.
ompact state requirements for placement of students. The second concern has to do with the maldistribution
Under the WICHE umbrella a state may meet an obli- of professional services. Sectiring, deploying, and hold-

. gation to its citizens to provide education or respond ing trained mfanpower are all parts of a complex prob-

to a manpower need unique to that sfate. ; lIem that is not likely to be solved overnight. Indenture

. of services has been held unconstitutional. Attracting

Some of our exchange plans require appropriation professional service rather than indenturing that ser-
of state funds to follow the student. The traditional ex- vice seems to offer greater promise of success.

change in professional education and the WICHE B . . .
Scholars program have appropriation requxremems for . Certainly each Compact state must consider the
, example. Hawever, state participation in the WICHE benefits and problems associated with placement of
" Fellows program (graduate education) or TECH pro- students beyond their own boundaries in the perspective
gram (vocational-technical) involves foregone income of providing services to meet needs. Recently, indi-
. —the differential between nonresident and resident vidual professional schools and one or more Compact
. tuition income for a specified number of regional states have raised the question about neplacmg the
stidents enrolled in desngnated programs. In exchange. " regional cooperative approach with_a “go-it-along”
the pamupatmg state receives an equivalent number of system of bilateral contracts in which a state ures

pladgs elsewhere jn thie region. places-at professional schools in a field where educa-

tional services arqdcs:red The contracting state and

sponsored students return home to p:actFe flllmgnt of caéh state’s highest_poteftial and of its

asplratlom for "its citizens and-for the. future.

The first concern is universal and is heard also in ~l :
states where professional education is offered at a state I plead the cause of family solidarit) and the im-
university. The professional schools insist that their portance_of strengthening family ties, We may have
admissions committee be confident and assured of the arguments and disagreements, we mdy expeticnce stress
v R} é .
. S 7

' ) ‘ 4 2
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Whether implementation of exchanges involves school agree on a fee and a specific. number of places
transfer of dollars, regional planning for offering and . secured through contractual arrangement for a specified
lo»atmg educational services, or agreeing to forego . _period of time. Such plans have attraction for a sending
income as a cost of participation, there are two other _ state because places are guaranteed.
essential ingredients that we must include to make.our - - T
regional exchange-work for us. They are /}mal respect ’ As director of the WICHE Student Exchange Pro-
and faith in each other. ) grams, I have great admiration for each Compact state

. /‘/ and its efforts to secure-required educational services. I

I am convinced that the array of exchange models . salute the determination and devotion to purpo,se \\ﬁch
now available m it possible for every state to select: I observe. L )
educational-opportunities within the region as/}vrable ] ‘ T ,
prac! ical “alternative to offering unding each aca- But I would be less than candid if I did not point

mic, professxonalr or y auo%d:scnplme within out that a short-range gain for_one state may prove
home-state boundws ~ disasterous to the concept of regional cooperation and

. in the end destroy the cooperative framework that we
.. That is not to sa) that our cooperative regxmo hard and so long to develop. The im-
" efforts have no mherem problems associated,with them minent dange of competitive biddirig to secure places

ﬁust and openness 'seem harder to come by these days' is very téal, in my m \&d\\\ .

Equny in admissions is a problem. Equity.in costing is - - —— ) ]

a problem. Changing interpretation in residency is a Our chélchthinga\m)lllnglé regional
,problem The lack of sophistication in césting tech- shortage of places — particularly in medicime, tistry,
nigfiés in professional education has been a problem and veterinary medicine. And our most productive and
Intrastate pressure to accept resident students in high- constructive efforts should be directed toward increas-
demand fields is-a problem. Necessary legislative re- ing the pool of places available to WICHE applicants.
sponse to inflation through appropriation of support *  While any one state may satisfy its own réquirements
fees is a problem. Anticipating emerging needs in edu- , by cornering the market with a high bid, what happens
cation is a problem. when that state is outbid in a subsequem go-round for

: S . ’ places" i .

In addition, the sending states have identified two
large problems. One problem i that all their certified As a'woman with strong maternal instincts, I s say
applicants desiring plagemcm are not admitted to T without embau:aasment that I love this WICH&&ﬁnly
professional schools. Another problem is_that too few of states. I look for and work for realization and ful-

-




in a family disagreement, but family we arg and famxl)
should we remain! What happens to affect one “statg
¢ adversely affects us all.

.

I ask for your help and understanding i ul,a /rcssin/g
the problerms that face us now. , s )

‘1 propose that we focus cooperatively on’ increasing
the number of places available in professional edu-
cation. .

" " How? .
One strategy is to make the WICHE support fee a
fee that equitably reimburses the receiving institution
for costs of education not reimbursed by other income
- sources. We must be competitive in our fee,and-in our
—___thinking about the fee. Then the support fee must be
ad‘ usted-more frequently. We have always used a
common fee (by Tield)-as the WICHE standard. Ulti-
mately, we may need to consider the common fee as
one-charged all participants at one school rather than
- a common fee applied evenly across all schools:in one
- field. -

“

A second strategy is to identify projected manpower
needs, state by state, and work with receiving institu-
tions to accommodate those needs.

A third strategy is'to plan regionally for expansion
of existing schools or to plan regionally for establish-
ment of new facilities.

It is my opinion that shared enrollment opportuni-
tigs\‘must be tied to.shared funding resperfsibilities.

WICHE staff are undertaki

interdisciplinary costing st

WICHE Commission *r

fees planned for August 1976. In preparing the survey

_ document, we have had advice and coumsel from

_western légistative analysts institutional administrators

4“‘ hhad

g the first regional
in connection with the
few of adequacy of support

representatives of a_statewide planning agency, the

esponsible for budget and plaming,m"de@s of -both
health and nonhealth professional programs. When it .
is completed we will have information never before
available te us ‘concerning costs of education within a
professional discipline and a comparison of the costs
of €ducat10n among the professions. . _

.\Leglsﬁlms\should know that we are identifying..
capitation, tuition payments by the student, and income
from all sources. We are also identifying operating
costs,” indirect costs, patient care costs ‘necessary to
education, and brick and ‘mortar costs. When the
WICHE Commission meets in August we will have
more specific information for thenr to.consider than
ever before.”

If the notion of ‘providing access to education
regionally aypeals to.common sense as an alternative
to bu1ldmg and provuimg for each field within each
state, it may be asked what legislators can do io help.

. .

Sorfetimes. we naaigggrqpnatlons to make access
possxble Just as often we need help and understandmg
in removmg "2 statutory barrier. '

I applaud thesjncerity of legislators. who work to
improve educational epportunity for the young people.
of their states. I 'app'\qr%s;\ete ‘those hard, tough,. time-
consuming efforts If the Tegislators ask for information
from e Student Exchange Programs, office, we will
alivays do our ‘best_to respond Pléase know that the
WICHE SEP éxists to _serve”the western states, insti-
tutions, legxslators and" young people

_If-the- West is to continue “one,” we must make
even greater efforts to know and understand each
others’ problems We have much more in. common |
than we have differences that separate us.

The West was “won™ a century ago. Let us devote
our centennial and bicentennial efforts to keeping it

&« L1

one™. one in purpose, spirit, and accomplishment,
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Dr. Mortho E. Church
President, Hood College *

“In a declingng youth market, adults of all ages
can make higher education once again a growth indus-
try.” This conclusion, drawn by Fred M. Hechinger in
the September 20. 1975, ssue of the Saturday Review.
sets the stage for an exploration of some of the issucs
involved in lifelong learning.

An andlysis of trends ‘in birth rates, college- gomg
(the percent of high school graduates going to college)
rates, and._college cnrollments (actual enrollment of
persons in ;ollegc) tend to support Hechinger's obser-
vation. but the, literature of higher education contains
considerable disagreement among authors about the
probable numbear of people in colleges and universities
in the next two decades. One fact is evident, however.
The Census Bureau predicts a 21.6 percent drop in
18- to 2l-year-old persons between 1979 and 1993.
In light of this, persons of differing ages and educa-

*_tional-attainments- are becoming increasingly attractiye

as potential students at our colleges and universities
throughout the United States. In short, these persons
arc thé “new clientele” in higher or postsecondary
education. They include CPAs who must take courses
to retain licenses, middle-aged women who wish to
complete degrees, as well as retired persons seching

-

- - -

Presidér: Sen. Rector, Wyoming

)

be taught in our colleges and universities. The Com-
mission on Non-Traditional Study concluded in 1973
that there are 10 to 12 times as-many learners outside
our institutions as there are within. These perspns are
taking courses or refresher work within business, in-
dustry, voluntary organizations and the military.
Others are involved in governmental programs or have
signed up for courses within the proprietary sector
and,'or with correspondence schools. Only recently
have educational organizations begun to bridge the
gaps among these varying groups. For example, the
Project on Noncollegiate-Sponsored Instruction, can-
ducted by the American Council on Egducation and the

Board of Regents of the Univeristy of the State of New

York and funded by. the Carnegie Corporation and the
Fund for the Improvement of Postsecondary Education,
is<fssessing courses offered by industries or voluntary
organizations and is assigning credit equivalencies for
use by colleges and universities across the country.

The professions are contributing to this changing
picture of who is learning and where this Jearning is
taking place. In response to the need to upgrade or
retrain individuals who are responsible for our health

d safety, a number of legislatures. have passed laws

personal enrichment. In short, all ages with a variety requiring periodic retraining in several of the profes-
of educalion needs are-in this new group of adult i fough these actions have bern taken to make
learners . sure professnonals arc keeping abreast, of new knowl-

Jro
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Aruitoxt provided by Eic:

ERIC

One should not overlook the fact. though, that
many_ddujt ] learners are not being taught and may never

edge -in their fields, we must be v:gllant about monitor-
ing. these efforts so that_ such requirements do not
"become meamngless within a few years.
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‘education when the first publj

By the time- the Comm’lssw"/
Study completed its work ip”
shared a number of its idg#
or in conference settmg{e us, the i
ledrning was alteady familiar to
tons- of ghe Commis-
attached to this paper)
esks. Though this concept of
ot new, it was presented in 1973
t which included some. of the notions

sion (see the bibliograp
began to appear on o
lifelong learning i
in a fresh. con
listed below:

1. §tudents_’are placed first instead of the insti-
., tution.”

2. Individual students needs, interests, and back-
_ grounds must be recognized by institutions
‘and/or programs.

" 3. Better integration of existing educational Te-
sources and services should be emphasized.
4, More off-campus social mstltutlons should be

used, if at all possxble. as educational settings,

5. Nonacademic personnel should be consxderedl

for possnble -adjunct faculty posmons

Faculty should be encouraged to be facilitators
“of learning, mentors, or tyfors.

Students should be provided with a wider and
more diversified range of educational options
. angi alternatives,

8. Modern technology and multi-media approaches
should be expanded where possible.

Program objectives should be more fully de-
fined, and emphasis should be placed on dem-
.onstrating proficiencies or competencies related
to these objectives.

d_meve Where possible,

- ._19. Institutions shoul
decrease their emphases on courses, credlts

grades, time limits, and residency requirements.

-

Institutions across the country have responded to

these notions in a variety of ways. In some cases, new
programs have been developed, whereas in other cases,
whole new structures have beenscreated in response
to the Commission’s reports.

’ £l
-

Lifelong learning, therefore, has brought new life
to vontinuing education programs and evening divisions
at most of our golleges and universities. It has spurred
the creation of a number of new, weekend “colleges;”
evening programs, alumpae, alumni colleges, and other
part-time formats. Railroad cars are even being used

‘along some commuter lines for cOurses! In Frank

Dickey’s words, we can expect. 10 see all of the follow-
ing in the near future: -

38
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1. Fewer lockstep courses and credit require-
ments within our traditional institutions

2. Easier studefl\tTr‘ansfer,?olicies
3~Fewer parochifal standards

LR

4. _ More hational norms of achievemnent
5. Fewer disciplinary igidities LT

6. More flexibility within. institution.” __
H T e

As institutions become more responsive to student

needs, the issue of quality control becomes all the
more important. How is counseling monifored? How
is prior learning assessed? By whom? Against what
frames of reference? How are educational/learning
contracts developed and by whom are they reviewed?
What are the acfual levels of instructional materials
which have been developed? What overall assessment
procedures are used to get at program effectiveness?

“How are the performances of mentors, tytors, and fa-

cilitators assessed? In addition, other institutions have
been established which require exposure to systematic
instructional services of faculty. What is new may be
any one or all of the following characteristics:

~

1.

-

- €ompetencies and skills are assessed for credit,
including prior experience. -

Faculty ‘provide extensive advising services.

The timing and delivery of services may va‘ry
“ considerably.

4. Facilities may or may not be provided.
As must be evident, the student appears to come first
in each of these nontraditional models.

- How can these efforts to respond to lifelong learn-
ing be viewed by persons who must take responsibility
for funding some of these programs and,’or institutions,
and for spurring thi mg i@ some of these new direc-
tions? Program dupfreation or overlap must be con-

sidered by statewide planning agencies. The fact that,

licensing needs might prompt widespread program de-
velopments must be watched carefully so that only
valid needs are required to be met. Statewide planning
will require careful attention to the mission statements
of institutions as the new clientele may lure some insti-
tutions into attempting to provide all things fo all per-
sons. In addition, institutions in onc state are going to
find it attractive to offer external degree programs or
off- campus programs in other states. Momtonng these
efforts is a massive job and will only £row as institu-
tions become increasingly interested in meeting new
student needs. Some institutions will do this well, but
others may stretch their resources too thinly to do the
job well. Who will assist the adult learner in sorting

-
.
~ . \
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out the strong from the weak programs? Finally, the
issue of financing institutions which are markedly dif-
ferent in structure from educational institutions we
know will be a challenge to legislators all across the
country. I have in mind the problem of defining faculty
loads for the mentors who teach.no courses. (Consider
what Empire State College of the State University of
New, York has done in this area.) How should the
student who is working on demonstrating campetencies
- rather than on fulfilling a list of course requirements

part-time student and his or her needs? What of con-
sortial relationships? How supportive should legislators
and state agencies be of such efforts?

-
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be considered in fundfng formulas? Again, what of the

A Brief Bibliography on Lifellong Learning o

6
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Perhaps the most fundamental question relates to
legislation already on your books — or which should
be on your books — to guard against diploma mills.
In other words, the nontraditional movement has given
rise, unfortunately, to marginal operations which bor-
der in some cases on the fraudulent. The Education
Commission of the States has prepared model legisla-
tion in this area and is prepared to offer advice on

« this vitally important issue to legislators,

“I came back” and I find many opportunities but
also many problems still to be overcome!

0 >

Meeth, L. Richard. Goiernment Funding Policies and Non-
traditional Programs. Report No. 2. Washington, D.C.: George
Washington University Institute for Educational Leadersh:p,
June 1975.

Perlman, Daniel H. “External Degree Programs: Alterna-
tive Delivery Systems for Higher Education ™ Liberal Education,
October 1975, pp. 322-338.

Planning for Higher Education 4 (October 1975). Profile

. A Solution Whose Problem Has Arrived: Technology for

.. Ndntraditional Study™; and Profile 10: “Scientists Updated
" Via University/Industry TV Link.”

' Saurday Review. September 20, 1975, issue. Special section
on “Lifelong Learning.” : "

\}ermilyc, Dyckman W., ed. Lifelong Learners— A New
Clientele for Higher Education. San Francisto: Jossey-Bass,
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The Unbudget: State Support :
for Postsecondary Education in
Times of Financial Stringency

E

Dr. George B. Weathersby
Associoter;wio;sor, Harvard University
&

.

I would‘ like to identify some of the broad policy
alternatives that I see state governments having avail-
able to them'.to deal with major issues of the next
decade. The panod from 1975 to 1980 will be a water-

shed period in American postsecondary education. The .

past two decades are particularly poor as predictors
of the next decalles We have emcrg,ed from a pcnod of
enormous growth and expansion and we are entering
a period of substantlal contraction. The future has yet
to be shaped. [

} .
!

There are few rigid patterns cutrently being im-
posed on postsccondary education. There is a tre-
mendous opportunity in the next two or three years
to exert positive leadership to construct the postsec-
ondary education system of the next 14 or 20 years,
and there is a yery important role of state policy
involved in that shaping process. The state is the only
governmental level where considerations of institutions,
students, federal policies, and financing all coalesce.
This is why the states potentially have the most lever-
age in determining the future of postsecondary educa-
tion The main instrument in establishing state policy is
clearly the budgetary and program review process
Although there is much talk about money today, the
topic is really not money, but rather tF&-future of post-
secondary education.

State Alternatives

I want to suggest some of the reasons that this is
a peak time for postsecondary education and some of

Q ‘

MC ° ‘
"
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Presider: Sen. Leavitt, Utah

the alternatives that this suggests to me. The rate of
growth of the 18- tg 21-year-old grouﬁs clearly over,
the peak will be in 1979-1981, depending upon the
stdte. Currently, more than half of degree credit stu-
dents are attending school on a part-time basis, and
more than two-thirds of the postsecondary participants
are adults in nondegree programs. This latter condition
has been existing for some time. Yet we have'just begun

_to collect statistics in ways that recognize if those who

are involved in state government know that state

. priorities for postsecondary education have dropped
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from high to low on most people’s agendas. The gen-
eral expansion of the last 20 years is being replaced
by very selective growth and some selective pruning of
institutional programs as well,

.The open access and student choice promises of
the last decade are being seriously reconsidered, and
states have been much less willing to support post-
secondary education than before. We have had an
ongoing argument in the last 5 years about the major
benefits of education being individual and not social.
implying that the major costs should be borne by the
individual and not by society The effectiveness of
postsecondary education in solving social problems is
very much ‘being questioned. The aftermath of the
Great Society will undoubtedly be a lower and more
realistic expectation of what education is able to do,

The issue of tenure ahd faculty employment security
also is being very seriously JQuestioned. Academic free-
dom is not a rallying cry anymore, what you now

>
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hear is job security. Collective bargaining is being im-
plemented on a wide basis in every state that has passed
leglslatlon allowing publlc collective bargaining and it
Is going to effect a major_change in how states relate
. to mstltutlonS'and thelr employees.

" The long-term rise in real disposable incofne may °

very well be over yery shortly. This is because the
discretionary part of real disposable income that could
go to the purchase of consumption goods and services
is going to be ingreasingly demanded by the exploding
price of energy and by the price of necessary goods and
services in our society. The remainder, from which
most consumption mcludmg education WIlI come, is
going to be smaller. This is a bleak picture, although
there are examples in individual states that differ from
these general trends. This view suggests to me that the
kind of future that we are Headipg' into is going to differ
substantially from the past that we bave ]ust exper-
ienced. We should be considering the possible- responses
states could make to this future that are mcre appro-
priate to where we are going than where we have been.

Alternative Responses
Status Quo )

I can suggest four alternative state responses to
this changing environment. The first one, which I
think is most likely to be the one chosen and certainly
the one most frequently advocated, is the status quo.
After all. what is wrong with what we are doing? On
any kind of international comparison, we. dre clearly
far ahead of any other country in terms of postsecond-
ary participation, in terms of formal training; in terms
of the proporfion of our labor force that is college
educated. Now one out of eight Amecricans in the
labor force has 4 years of college or more, that will
rise to about one out of six at the end of this decade
What could possibly be wrong with that? We could
continue our mixture of coordinating and governing
structures at the state level, and we could look at state
institutional subsidies as being proportional to enroll-
ment, probably full- time _degree-credit enrollment and,
in some places, full-time-equivalent enrollment. We
could continue our concern for student aid and-estab-
lish prices for college based on family financial need
rather than on the service provided.

.

Probably the status quo will continue to involve
increasingly stringent budget reviews by state legisla-
tors, by committees, by exccutive agencies, and by
governing structures themselves. Budgets will be pared
to fit political and fiscal realities of a state's financial

ituatiop that in some places is extremel) negative.

al ts the status quo model, and later [ will return to

why I think it is unlikely to be acceptable. Let me
| suggest three alternatives to the status guo.

.\). B
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Fee for Service ¢ .

The second alternative state response is a fee-for-
services model. In this model, the state buys educa-
tional services from a variety of organizations — public
or private institutions, government agencies, or in some
states like Massachusetts, profit-making firms licensed
to grant master’s and other degrees. The key distinction
of the fee-for-services model is that the state purchases
a service rather than supports an institution. As long
as_the state is in the institutional support business, the
only question is whether more or less support is pro-
vided, not what kind ef services are’ being purchased.
In the fee-for-service model,” the government’s role
becomes one of quality control (that is, what kind of
service the state is buying) and consumer information
(that is, what kind of information the state provides
for the ultimate recipients of these services), rather
than a role of institutional management. ¢

Currently, there is an increasing demand for con-
sumer information, particularly with experience in the
proprietary sector where there i$ a fee-for-services
model. One might logically expect these same demands
to be extended to public institutions. Public institutions
are being asked to disclose their placement rates, their
rate of repayment of loans, and so forth. However,
this is a schlzophremc position: on the one hand, we
are concerned about basic institutional survival, whlle,
on the other hand, we are adopting a set of pollc1es
approprlate for a consumer - gemand driven fee-for-
service model,

Gy

Withdrawal of State Sponsorship

The third alternative state response is for the state
to divest itself of its state-sponsored institutions. States
could endow colleges and universities with t)telr exist-
ing physical plant or the funds committed to pay for it..
Many public mstitutlons havé sizable fm\anual endow-
ments, faculties in place, reputations established, and
identities secured. They have the best start new
venture could imagine and thus should be allowzd to
continue as nonprofit institutions responsible for their
own futures. .

This alternative would leave colleges and universi-
ties free to set their own tuition, to establish their own
programs, to seck gifts in their own way, and to enter
into contracts the way, that they now.do. The role of
the state would be to see. tp what cxt t charter pro-
visions were being maintained, Yo momtor the extent
to which the pattern Qf student enrollment was con-
sistent with the needs of the state (either in the sense

~—of particular skills or sé)ctgl equities), and to purchase
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the needed research and development that they might
seek, just as they might purchase research from the
Rand Corporation or General Electric.

[
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‘.. instruction is wh
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From the institutional perspective, the attractiveness
of divestiture is clearly that schools would have an
opportunity of setting their own courses. Governing
boards could in fact be governing boards, rather than
negotiating boards, executives and legislative structures

" within colleges might actually decide upon and imple-
ment policies.

-

o

. Instituttonal Unbundling ' .

A fourth alternative state response to consider is

the unbundling of the educational functions that are

+ currently offered by an institution, Currently, post-

secondary educational institutions conduct a multi-

licity of functions whose separﬁbxhty should be-

acknowledged

. The first function is assessing prior educational

achievement. Where have people been, what do people

know. and what kind of academic credit do they bring

with them” The capacity for assessing prior educanon.al

achievement is parucularly important as people trans-

fer from one institution to another and ‘as individuals

of different ages go in and out of the educational
system secking trammg

Second is the function of acadcmxc advising
kind of skills does one need and what kind of academic
program should one follow within an institution?

Third is the function of career counseling. What
kinds of careers make sense in the next 5 or 10 years?

_ If some career-preparation patterns take 5, 10, or 15
years to complete, what kind-of guidance is there
about the future that that path is leading toward? What
kind of flexibility patterns are built into a particular

"= _career? When does it make sense to retrain?

Fourth is the_fupgtion of instruction, Traditionally.
es and universities claim they
“do best; instrattjon is what happens when people sit in
... Tows and somebody in front of the class lectures to
thém. The state of New York -ha$ now recognized that
instruction occurs in .many diffctent ways, and the
Department of Education- has gane into a variety of
_firms and organizations that provide inservice instruc-

* tion, evaluated the collcgc credit equivalency of thdt
instruction, and mapped lt»mto a traditional curriculum
framieivork. Now one can take accounting and finance
frem the. American Institute. of Banking, and police

ce from the New York Police Department, ‘and

so forth. In combination with the Regents’ External
people can get a bachelor’s degree from the

. “Degree
P
G - smtc{f New YorK.without ever enrolling in a wollege

Megents of New York have recognized that they can

in that staté and without ever taking time off fromtheir — °

jobs. To thjs extent, New York has lcgmmatcd learn-
thg as distinct from teaching. Teaching is what colleges

o s

A FuiText provided by Eric
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and universities_do, learning is what pcople do — two 4 (} for the construction and maintcnanC}of the infrastruc-
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- has realized it can to0o-—so Thomas Alva Edison

very different notions. Although it seems obvious, in .
most institutjons one cannot get credit for lea'mmg,
only for being taught.

e .
_The fifth function is the evaluation of academic
progress. Currently, faculty teach students and then
they testify that the students have learned something.

A grade is awarded, which goes on a transcript, which
accumulates to a degree, which is certified by the insti-
tution. In essence, the jnstitution certifies that many
people have made judgments about this person, evalu- -
ating his or her actions as “progress.” If one doesn’t
want to go through that process %ut just wants to have
his or her academie progress evaluated you can pre-
dict the answer: “Can’t do it.” ..

Finally there is the sixth function of certification. -
What really counts in this socxety is one purple stamp, *
whether it is from the USDA Harvard. It is the
purple stamp that signals and sells. How do you get.
a purple stamp? In education, you get a purple stamp
by going through the process. It is as if the De]ﬁartmeﬂt
of Agn;xél}t:}had to grow all the beef in the United
States ever, the Deépartment of Agricylture réc- |
gnig that one can just inspect the beef. Well, the

inspect beef, and- they do just that — by awarding, the
Regents’ External Degree. The state of New _lersey.

Lollege gives an external-degree. Who is certifying
what, and whether the service is available remain
critical questions. . .

These are examples of unbundling the functions of
T

education. A variety of means might-be used to pro-
vide each of these functions. Whén one examines
providing -these educational functions a new way, I
would .be surprised if the notion-of? putting them all
together, locating them on a parncu\‘a campus, and ~
making them available’ only to people: who would -
agree to commit 2 to 4 years of their lives n full-time
study would be the most effective way of Qoug;n——?‘v‘-
There are a variety of means currently availahle for
providing these functions, including assessment centers, »
contract learning, credits for on-the-job and ot
learning, counseling centers, credit banks, externa
degrees, and a variety of other means that are part of
a growmg cducanonal infrastructure. !

State Coordination ‘

Obuyiously, the unbundling alternative raises an im-
portant issue of state coordination. In states where
separate functions ‘have emerged or where the carly '
signs of them *have occurred, state coordigition and -
state initiative have been very strong. Ta-bz successful,
some clement of the state needs to have the authority

o, -
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ture. Probably no state has a stronger department of
education than the state_of New York, and this is
where many of these alternatives were first imple-
mented in the United States. It is important to recognize
that each of these functions should be required to be
financially self-supporting. When this is done, they
- can then tap into a much broadeér clientele than that
which would have been traditionally a part of a full-
,,w 4-ycarfacade%qe£rie_ credit program.

s

. Possible Consequences

When I reflect. upon these possible futlires,, there
are a number of ymplications to me. Primarily, perpetu-
ation of the stdtus quo into the future is basically

_unacceptable for a number of reasons. First, 3tate
support for postsecondary education has essentially -
followed the average cost of instruction in an enroll-
ment and cost-driven financing system in most states.
When institutions are growing, an average cost basis
of support more than covers their marginal cost of
expansion and the additional revenue is often the mar-
gin of quality for: an institution. This is very desirable

also desirable froin the state’s point of viewWhen
institutions are tracting in size (and in ‘:}ms of
\ the criterion traditionaty used for state support, schoals
~e will be contracting in a ne€ar{uture), cutting down the
~.average cost relationship is moStdifficult. If one less
person-sits in a classroom, the cost Of-eperating the
class does not decrease. It is only by substantialkde-
creases in faculty and ptog tic support that we
are able to come down the average cosU Tusve,often
.with the effeft of setting up a very negative dynamic
with an institution. Also, using previous cost as a
basis of support creates a tremendous_incentive for
efficiency, as anyone who has been part of a govern-
ment agency in the last month of a fiscal year knows.
In public institutions, the funds that go unexpended
from _one year to the next rarely can be carried for-”
ward. The usual_reward for being efficient is that you
have then azhigher work. load, or lower budget for

» the next year.

Reduced real state support (in constant dollars),
in the next decade is very likely and is already hap*
pening in some states. This is going to Create a number
of rigidities within institutions that we may not fully

igipate at this- time. Collective bargaining units

negotiate Wi e legislature and in a cquple of other
cases directly with the governer.-because those are the
only people who can make a binding prumise of finan-
) cial support. What that means is that all of the estab-
lished governance structures that have been set up will
not be applied to about two-thirds of the total costs
personnel. Consequently, governance structures will
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spend hours debating the consumables budget, faculty
travel, administrative travel, and th purchase of
computers. T think that that is very ugﬁésirable. The,
concerns of matching academic priorities to the_needs

__4FOCUS ON-THECAMPUS

of the state, to the resources required is a critical nexus.. = 3

That. nexus has been lost in states

that have vigerous™ =
collective bargaining and I_think that’ﬁ';iﬁvfe lost -

in most of those that collectively organize.

<~
w

=

The usual treatment of student fees. is anothez\

reason why, the status quo is unacceptable. Most states
.either . have raised or will soon be Tonsidering an
increase in their student-fees. For those states in which
student tuition is offset against state appropriations,
there is no institutional incentive for .raising fees. It

. does not generate discretionary funds to the institution.

In periods of stringent resources, it might buy a little
short-term political good will. Setting tuition is essen-
tially a negotiation of the share of the cost each par-
ticipant should pay. This means that thefe is likely

to continue to be a lack of incentive on the part either

of the legislature and the executive branch on the one
hand or on the part of the institution on the other hand

from the institution’s point of view and I think it i for any kind of realistic pricing in higher education. As

we now establish tuition and fees there. is no incentive
for realistic prices. . :
e ' e T -

The statys quo will continue to include pressures
for coordindtion and efficiency that probably will lead
administrations to consolidate programs’ coordination
and, will eliminate duplication and wasteful inefficiency.
This ‘sounds like a plannet’s litany. One of the things
we ToSe~sight of is that most aademic programs are

not capital intens] ost of most academic pro-

- -~

grams is almost completely vafiabte;~end in those
programs, competitioh is about the only way to have

a program of adequate magnitude and quality of ser-
vice proffided for the ptople. Limiting competition is
something that most suppliers are intérested in — that
is, how to protect one’s market share. However, re-
stricting competition is ome of the last things most
consumers are interested in. Therefore, one of the
things “that-IL_believe state policy makers néeed to-be

sensitive to is the difference between coordination and
efficiency; they are riot the thing.

The major opportun”iges for creative .state action
are found in other alternatives. It is going to be easier
in the next 3 to 5 years fb make decisions that depart
from the status quo than it will be in the following
decade. It is always possible to reach new decisions,
but we are i a time when, ‘as difficult as it- may be
to face up to tough priority, personnel, and program-
matic decisions, it is going to.be a relatively more
difficult task after it becomes clear to other actors that
“there ‘is no flexibility in the_system.

.

~

_
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. Institutional Challenges
Y

I see four major challengsg for institutions of post-
secondary educatién and seyer. major challenges for
states. For institutions to ch nong the policy

* alternatives they face, ‘1. believe tl@y “must deal with
the following. Fitst, insfitutions must.develop an ac-

. ceptable set of triteria for evaluat Mmonnel There
are a few notable exceptions, but in genera] there are
very few operational criteria for retention, promotion,

or nonrenewal of contract or-for. dismissal. Retrench-
ment is the most severe challenge to governance quahty

X and to program initiative and faculty morale that col-
~_  leges will face. Arbntrary, capricious, and unreasonable
\a{ctrenghmem is the easiest way to destroy the soul of
an\mstltutlon

;

" Thé*second major thallenge for institutions is to
establish very clear priorities among educational pro-
grams. The mu]tnersnty and comprehensive colleges

afforded today. Institutions will hgve to decide what

glomerates undoubtedly will continue to exist because
they are there, but the choices at the margin are going
to have to be defined much more clearly and carefully.
The third challenge is the continuing emphasis on
effective and efficient management. Institutional lead-
ership and management is a very serious endeavor and
should be taken on with continuing mteres‘( ¢oncern,
and vigor. The fourth challenge is demonstrable evi-
- dence of accountable use of resources. The pubhc
. expects evidence that is much more articulate and
much more visible than currently is the case.

The challenges that I se% for state government, and
the concerns that 1 would Jike to close with, are the
following. states should separate their_concerns_and
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are ideas of the 1960s. many of which cannot be

they want to be particulagly good at. The current cQn- -

) \'Qrue is also the q estxon of dealing tvith educa-:
tional suppliers on a f e-for—semce basis, tlg'at is, to

_ maximum number of options aviilable to people seek-

-aspects and functions of learning should be formalized?

PR

responsibilities for supporting postsecondary education
from institutional sirvival. We are really caught up
in the *“Lockheed syndrome States have to decide
whether they ate in the busmess ‘of supporting institu-
tions or whethej they are /in the business of providing
educanon The tWQ may Be quite different

purchase functions -se arately and dnstnbutc these
services through self-suppotting mechanisms responsive
to student decisions. This has been the strategy for
continuing education. It is_the model for much of
professional education. It is where the expansion in
the public séctor is likely to occur. States should have -
a creative policy toward this fee-for-services strategy.

Phi]osophically, I believe” we should ruake the

ing postsefondary education.’ Thus, the third challenge
is to be careful that the cult of efflcnency does not lead
to elimination of all duplicating programs; I believe
duplicating self-sufficient programs may well increase
service and efficiency. We should coordinate less and
compete more in areas that are not highly capital
intensive. Concutrently, I believe we should collect
and disseminate valid consumer information so that
adults can take best advantage of available options.

Fmal]y, and perhaps profoundly, I believe we
should see ourselves in the learning business rather
than the teaching business. We should be askmg, What

What quantities will be consumed by individuals paying

1¢ respective prices? and What is our rationale for
public suppert in terms of the quality or the variety
of services prokldad or the distribution pf the recipients?
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All of us are weary of the-Word “crisis” = the
economic crisis. the leadership crisis, the eporfy crisis.

°

——=FOCUS ON THE CAMPUS
— ~

Today, Tomorrow, and the Day After:
Higher Education in the 1980s

P4 ’

Presider: Sen. Saiki, Hawaii

through coo-pc-ration and the coordination of educa-
tional programming at all levels. State educatiomat

the population crisis. the hunger “the_spiritual structures, however, often exemplify a confusing pro-
Crisis, and so on. Remember, crisis 15 only (he\\GrCCk lifcratiqn of review boaids, coogdi\nating commissions,
word for “decision.” In a similar way, the English and consolidated “superboards.” Atthis point_no one
definition calls cnsis a “turming point™ at which things ~_ is certain which arrangements are best, although giost
- . unfold.and are resolved for “better or worse.” There- ~  of us have our own biases. A few factors, however,
fore, the education crisis, if properly understood, can are clear:
be turned into an opportunity instcad of a peril. S .
: . 1. No single solution can be applied to every
What are the decisions that we. must make in state. Different situations will require different
higher education — today, tomorrow, and the day responses,
after? : * 2. The worst policy would be one that reposisons
T ) public and private institutions in more hostile
}“d_")’ confrontation. ' .
In the current climate of economic uncertainty — . C o .
replete with recession, unemployment, and renewed 3. An {mportant dlffergnce EXISts pcixveen}ﬁ
inflation — the difficult decisions involve finances. tures that control and structures that coorflinate,
Smaller private higher educational institutions are bat- 4. Structures that attempt to confrol carry with
tling to survive. Even large universities with gencrous them a greater chance of bureaucracy, one of
pubhic support are having difficulty meeting rapidly the dominant maladies afflicting our present
rising operational costs and ‘providing faculty and society.
staff with adequate pay incregses to compensate them S '
for the effects of inflation,/ which has substantially This last point is central and deserves fuller exam-
decreased their real income fluring the past two years. . ination. An article in a recent MIT publication offered
. ' the observation that, if the downfall of our society
A related issue is determining hiow to structire our occurs, it will be through death by extreme account-
educational activities within states, regions.and ‘the ability. Such: a possibility reflects the economist
nation to make fullest and wWgost use of available re- Schumpetér’s thesis that the gradual suffocating effect
sources. Clearly, gains both in'§avings and in ultimate of controls will smother innovators. Perhaps this theory
enhancement of academic quality will be realized may sound politically conservative in tone but Schum-
\) s h 45 . - ~ . ’
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peter was a Marxist! So when the same kind of obser-
vation comes from opposite ends of the political spec- .
trum, it may be a sign that the concept i%‘portant.

Universities and colleges, like governments, have
vast layers of doers and\obstructers. Their executiyes
have little authority to invent or innovate, already they
are dangerously close to being Qvercontrolled, But at

. a time when we should decentralize, we continue, in-
stead, to spin superwebs of superboards. Because of
the growth in higher education in the 1960s,.the 1970s °
confront us with the need for coordinationy,\fm some
educators have become bewitched by the illusive
of a master_plan. I fear that, 25 years hence, we will
look back on evidence of our future to succeed with
overcontrols and supersystems. For each time we create
a new level in a structure, a statistical blizzard of infor-
mation is created that more oi:en than not impedes,
rather than aids, the decision-inaking process.

One final point in this regard. It might be fair to
say that almost all our institutions have hit the highest
point in the pracess of centralization. Now power is
flowing from the federal government back to the states
and local governments: Similarly, corporations have
recognized the need to create decentralized structures
to keep decision-making power close to those directly
affected. -

-~

-~

I think the must lie in the distinction I drew
previously between cqordimati d centrol. Rather
than setting up new boards to control higher cducation,
we should be emphasizing boards that can coordinate.
ttempt to first solve the problems of educa-
tional planning and resource allocation by coordination

— . N
should be made. If that fails, then there is recourse to
the superboard. - \ =

In speaking with a distinguished Minnesota friend
who served more than 20 years in the Minnesota State
Legislature, I was reminded that legislatures sometimes
create structures — commissions; coordinating bodies,
and the like — that no one really expects to work. He
also said quite emphatically that legislatures and legis-
lators must realize they themselves cannot do the job
and that the responsibility must. be delegated.

If coprdination is to work it will require two im-
portant things:

First, the coordinating body must be adequately

- funded to attract capable staff in the numbers neces-

sary to study the emerging issues of educational devel-

opment. Far too often, attempts to coordinate. fail
because of inadequafe staff resources. Do not fo

~~——decline. And enroliment-related cost increases will con-

Second, but equally important, coordination will
work only if" coupled with cooperation. Individual
systems and institutions must be willing to surrender
part of their alitonomy in order to retain the remainder.
Education systems face the same choice that industry
faces: either voluntary self-regulation or regulation
from without. Experience tells us that regulatory
agencies do not work too well. They drown both them-
selves and the objects of their regulation in a sea of
\bu aucracy, Those who argue against government
regu ﬁg} must be prepared — as I am — to criticize
individual institutions for not cooperating, I think —
but. perhaps too much an optimist in this regard
. —that we ar:n{seem*‘g encouraging signs. . Educators
~ everywhere are mindful of the press on financial re-
sources in their states from cg\mpeting social needs,
and in general they show a growing willingness to
resist entrenched self-interest™and kingdom building.
Here, WICHE deserves special credit, for it has broken
new ground and has helped further the understanding
that every institution cannot be all things to all people
— in fact, it may not be possible to be some things
to some people. So the time -is ripe for an.attempt to
meet and plan for educational needs through some sort
‘of coordinating structure. Such attempts can and will
work, if given adequate time and resources; to do so
is to avoid adding yet another layer of bureaucratic
control over the lives of people and institutions.

~

% The other siren call for all educational institutions

is that of cost control. Recent budget cuts’ at_some
institutions have renewed student protests and gight-

-- ened faculty concern. While the' current economic
decline has many back to school and kept others

. there longer than the 'hai_;@(nl\ned, enrollments at
many private institutions are still decreasing, and the
total number of tollege-age students will dramaticall

tinue for some_time unless basic patterns of college
attendance change. It is a vicious circle of rising eosts
and declining enrollment, declining enrollments and
higher costs on a per capita basis.

The financial problems facing colleges and unj
sities exist because of some basic economic “factors.
Education, a labor-intensive service activity with no
known .way to increase productivity other than to
-increase class size and teaching loads, has:been hit
especially hard by inflation. This is because the real
effect of inflation is measured by the rate of inflation
minus the productivity increases that offset it. And
since educational institutions rarely achieve such off-
sets, they feel the full brunt of any ianflationariz storm.

‘In terms of the traditional student, ‘educational
institutions have reached and passed their, peak num-
bers. They also have reached their peakstin terms,of
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physical growth, It is _unlikely that further economies
of scale are possiblé in education. Any cost decreases
in the future will probably come from technological
applications to the learning process of computers, film,

television, and possnbly even biofeedback to heighten ., g

learner receptivity, /
v, > . /
Before such innovations decrease the costs, /}/ow-
ever, first it is likelyghat they will increase them. Thus,
education’s financial Pyqblenis are here to, stay, and,
until a general reorderinldgf social prioriti'es occurs
throughout the world (i.c., fewer guns and more butter
and books), the problems of educational finance will
intensify. :
The phenomenon of having reached limits, of
standing at the end of an era, is hardly unique to’
educational institutions. Today we hear ‘much about
the limits of growth. We know that the economy can-
not continue 1o grow exponentially. We know the need
for stablhzmg population growth. What we- are expe-
riencing very broadly is the ‘concept of limits. We have
reached a point where trade-offs must be nrade; limits
are being reached everywhere. I believe that one of the
most rmportant trends th4t will be arrested and then
reversed is that of centralization — centralization of
power, of people, and of educational opportunity.
There is also going to be a reversal of the trend toward
specialization. Hyperspecialization, the supersystem that
prodyced the superspecnahst has led torthe glonflcatlon
of “expentocracy” both in government and in academia.

I have often spoken. of the development of the
“‘communiversity,” a term I coined to indicate the
need to commingle the university and the community
into one entity, The university should not just go to
the people; it must become a part of the community
and the community a part of it. The cgmtpumvcrs:ty
should be a place where there is & partnership in
leaming and teaching, and where shared aspirations
oals are articulated and then realized. The com-
muniversity will deal in dream time as well as real
time. The multxumversnty must be disaggregated in
favor ‘of the communiversity.

This‘view is not \Vldely held in the academic com-
mudity. In fact, when I was at the Ford Foundation.
a well-known educator was asked if his school would
appoint an urban sociologist if the Ford Foundation
would endow it. He replied that this would be like
putting the name “horse” before the “doctor,” then
snorted, “A university shojldnt be involved in-the
community.” The academic ghetto is alive and well .
but it must become a thing of thepast. :

There are practical and compelling reasons for
developing the commumvers:ty more fully. With the
onset of the encrgy crisis, it has become increasingly

. -

»»

.

3

47

-

A

A [

P . 2
more apparent that the centralized campus is a waste
" of both energy and time. Instead of continuing anc
cven accelerating™the development of the supgrsystem,
higher education should be developmg subsystems.
They must be decentralized for” max1 iim access and
energy ‘savings; they must be small centers for maxi-
mum.personal mvolvement < -~ o,

Sam May, the dlstmgmshcd Dean of Forestry at
the Unjversity of Mlchlgan repeatidly- bxought up a
word when I was yvorkmg with Laurence Rockefeller,
‘Chairman of the Outdoor Recreational Resources
Commission, that the true mission was not to recreate,
but to_re-create. We need to re-create truly academic
commt}hules S :

I have always belleved that a collcge or university
. does not- operate ’in a_vacuum apart from society.
Campuses may be remote, but they are never removed
from society; they may.stand apart, but they are still
a part of society. This-is important becanse td best

understand higher education, we must understand some

very broad developments.that are occurring n our

“world. The university is often a microcosm mirroring

the malaise of, our society. I think this has been espe-
cially true since the 1960s when higher education began

its move toward universality, and as the notion of

educatioh for the ‘elite was eclipsed.
]

Had we looked at other institutions as we began
building our supérsystems, we might have avoided some
of the problems we now face. For example, the city:
by the early 1960s it was evident that the cities were

_in trouble. Physically, they were detenoratmg, socially

they were debilitating, spiritually they were demoraliz-
ing; also, they had grown so large that they were
ungovcrnable There was an epidemic of alienation and
anxiety due, in large part, to the fact that individuals
had lost their sense of individual importance. The
smaller ethnic communities that had existed in many
cities for-years were breaking up, a$ second- and third-
generation immigrants saw themselves more as Ameri-
cans than as any ofher nationality.

"$o what did educational planners do? They built
supercampuses to go with the supercities. The result
was predictable: an outcry of youthful, determined
discontent with the university. What educators and
educational institutions had done was to abandort the
concept of community. Perhaps the studeats recog-
(mzed it first because thcre were so many of them and
because the transient nature of their relationship with
the institution gave them few roots and fewer acquain-
tances. But it also had an effect on the faculty in large
institutions. In abandoping the community, communi-
cation had also been abandoned;lost was the idea of
the community of scholars. Development of academic
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srofessionalism, with” more loyalty for the discipline’

than for the individual institution, also was accelerated,

. with many negative consequences.
o .

part of the problem. Universities, like cities, have
grown so large they are ungovernable. They must arrest
and then reverse the process toward centralization, To
reestablish a sense of community, we are guing to have
fo decentralize the ‘educational and political processes
“in ouf society. For in order to govern a city or a
university Tor a nation) there must l;c some common
and cohesive® thread of umty, there must be shared
goals and objectives. When these are no longer present,
there is no longer a community but simply a collection
of individuals — frequently pulling in different dirgc-
tions At that point, leadership becomes virtually im-
. possible. Hence the widespread crisis in leadcrshlp n
f  America today.,

e

T _Tomutrow
There are other important #ngrging developmeénts
that may affect education profoundly as we look
beyond the current situation toward the “Day After.”
Until recently, the educational world assumed. the
validity of a study by. Alan Cartter that predicted a
o steady decline in enrollment in higher ‘educational insti-
tutions during the next two decades, based on the
., -abserved decling in the proportion of the college-age
) population. Recent data, however, show that a dra-
matic decline in enrollments ean be accurate only if
the school-attending patterns of the past continue into

“he futuré¢ With a sharp climb toward an aging popula-‘

tion, there is ¢gvery reason to anticipate -an inereasing
number- of people will turn to higher education. If
higher educgtion becomes™ “relevant” to the needs of
a post_industrial society students who dropped out
protesting “irrelevance’’ may return. By then. however.
they will be in their thirties or bevond, and their needs
wnll be quite* dlffcrcnt

' -

Even farther. computer-derived technological un-
employment may increase. Economic depression may
become endemic. New forms of income distribution

. may be adopted. The work week may, become further
shortcm:d contnbuung to an increased demand for
'cducauon If o, the continuing education and adult
. educatiop>movements would expand sharply. These
- movenfents have been growing at extremely rapid rates
during the past few years, and there is every indication
that older and undcrer’nplmc%pcoplc will patronize
educational institutions at increasing rates in the future.

) Finally, ang perhaps ,{nost important, the democratiza-
.o tion of the acquisition of higher education may continue

as univer$al access becomes a reality rather than a

dream.

-

For large publiceinstitutions. then, dimension is a

“ If we find 'ourselves confronted with a greatly
increased demand for higher education, as well as new
alternatives, it will be a demand for which*we are
totally unprepared. Higher *education may have to
acquire many of the characteristics now associated
with adult or continuimg education. This means that
colleges and universities, would need to be redesigned
for learning envjronments suitable for a much wider
demographic range and variability of learning’ styles.
In Tact, the collegiate profile of the future may|not
differ. s:gmfxcantly from that of the adult popul tion
in general, with adolescents in a dlslmct minori

In addition, future educational courses may exhibit

1y
"lr .

a considerable shift in emphasis. The educatiogal con-’

tent of the past not only was related to the occupa-
tional aspirations of students, it also followed an
1mphut pattern derived from the physical sciences.
That is, it directed attention to the nature of the outside
world; it converted-its objects: of study into objects
themselves. As the hegemony of the newly -developing
biological sciences has asserted itself,. we have seen a
gradual shift in emphasis ayway from the view that the

.Wogld and its components are objects. The. emerging

view cmphasnzes the wholeness and interconnectedness.
the organic nature of life.

thther or not people on their own initiative would
persevere in Jifelong cultural enrichment programs is
another quesuon The wisdom of the great philosophers
teaches that innate in the human being is the will to
learn. Thercfore, we are compelled for seyeral reasons
to sech educational t'echmqucs and msutuuonal ar-
rahgements that promise to fostcr and reinforce the
avcrage citizen’s will to learn, . v
Copcurrent with these developments, T see contin-
ued growth in vocational-technical training. Already it
is apparent that individuals, with longer "life spans,
must change jobs twe or three times during their lives.
This means educational centers will be negded for
“retooling” — communitysbased centers where new
skills *and knowledge could be acquired or where
greater dcpth and understanding could be obtained
regarding one’s current field. The vocational- -technical
schools of the future wnl/have to offer more service-
related skills. We are going to have to train”grand-
mothers to run day care cerjters, we are going to have
to devclop and train paramedical workers, educational
assistants, and legal aides.

Internally,
pressing concetns, Above
some way of improvin
Further, can these be used in ways that do not further
impersonalize The teachingfprocess? Can physical plants

all, is there the need to find

educational productivity®

educational; institutions face ecqually

be used more effectively by shifting to year-round oper- .
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- atio that with the /nd of that war and the end of the

7 Can ° experiential’{' education be evaluated and
credxts and even degrees granted through cerxf;‘eatlon
"of competence? This is important because there is
less. Can room be made for-younger faculty at lower
salaries by creating better retirement programs that
would encourage earlier retirement? Can more use be
“made of credit by exammanon" Can new teaching-
oriented degrees be devel
“Researchise s of the Ph.D. degree"

Of major internal importance is the question of
tenure. While I am not among_those who suggest that
it should be abandoned altogether, I think some reform
is-in order. There is certainly one very important pre-

. sumption that ought to be rebutted — that a Ph.D.
from a prestigious institution practically assures life-
long job security, presumably with a steady climb
through academic rank. - This guarantee does not exist
in any other prdfession — why in academe?’

university in all decision-making processes has resulted

~general ?rmmpl& of broad pamc;patlon pamc:patx i

-

to be masking an anti-leadership syndrome. Because of
reaction against the I 1al Presidency after Water-
atd. we may ovesrfact and seek to overcontrol all
executives wherin fact some. suffer not from too much
pOWEer, “too little. Another preblem with the push.
for_patticipation is that it costs a great deal. Hours are
€nt in committee meetings, “and some faculty, I
sugpect, spend almost as much time in committee meet-
ings as in class. This must be coxsidered an important
factor at a time when educational costs are so bigh
that many students are being p‘nced out of school.

/

None of these observation/s,arguce against develop-
ment of democratic models of governance at universi-
ties. [ am saymg that the size and complexity of many

we abandon ‘if. but that we take up decen
making it more meaningful. I am also saying that-:
lege and university presidents must be free to n:/ize
certain decisions if they are to have any real role at’all

So much for the ideal. What about the /eal? The
reality is that our cxvnhzat,lon may be 1((1 1¢ process
of disintegration and decay. The reahty is-that we spent
15 years and $150 billion on' a war in Southeast Asia.
-yet during much of that ime aid to education decrcased
and thousands of students dropped out of school
because of lack of financial resources. It seems to me

substantial evidence that experiential education.costs

‘Qed that would eliminate.the -

* The increased desire for participation within the ———CHSES; &

in constant negotiation. While T am in accord with the

-

educational mstWakes democracy too difficult |
and expens ractics anr su estm that

and cxpensive to-bC practical. 1 £& g realize that specialization has its place and that it is
very necessary, However, we have been dvercome by .

-F
»

Watergate. debacle, our society is perhaps moving at
last toward a fundarfiental reassessment of its purposes
and pnormes ,1‘(nd ‘ahead there ma y be more room

for education.” ’ // — h/
I believe (contrary to the-basic tenets of thie Carne-
gie .Commission on Higher Educatiomi spect tor
educationat costs) Nt is*posstble that ¥@udation in
future will absorb an even greater percentage of our
gross national product (GNP). While the perggentage -
of the GNP put into higher education in'19 clined
from 2.2 to 2.1 percent (after a climb fs6m }/1 to 2.2
percent during the 1960s), I tMa e a tem-
porary aberration and that.tfie overall/ curve wi
continue-upward. A:gex all; it is not oply stion
of what will ut_also a questio vhat should
happese~That implies a moratj ent, and increas-
ingly more of the critical fons we face involve
such judgments. It is onger a question of descrip-
tion but prescription. Our democratic systems are in
ion could play a major role in their

~

re 10n,

——
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Recently there "has been an intense debate ameng
‘political scientists regarding the lmportance of large
voter turnouts. One segment believes that increasing

voters simply reinforces the irrational and the unstable
forces in society, hence voter apathy is good. The other
argues that since we are committed to the idea of
participational democracy, everyone should be encour;
aged to take part in pubhc affairs. Otherwise, thefrée
doms_we enjoy become a myth, and sclf-government/a
farce.-

Perhaps this=ra¥icals-that the exercise of citizenship
is too impoftant to be_ left to the political scientists.

-

*

~—

participation on the part of -ignorant or uninformed ,

The fact is that they reflect the specialized character,

‘of the institutions we have established to foster the
-profession of citizenship. Academic insgjtutions them-
selves are highly specialized, {hey encourage a narrow
"human response, and they tend to.reward brilliance
arrd brilliance alone. We push studems too qunckly
‘into narrow ficlds of deademic specnalwation Naw I

~TaPr ’bmm_wmt’;, be siire, must deal in
knowledge and to the extemt~that~any _educator can ,

s

U,
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impart it, it must deal in wisdom,’

The' Day After

The crucial problem we face in this last quarter of

the twentieth century may well be the fgilure”of our
civic mind — and its proper nurture is vital. T as
Jefferson was surely right: our civic order depends
upon two factors — institutions to facilitate direct par-

-
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ticipation of*the people in decisions that affect theie-

lives, and sufficiently high universal access tp education

so that the people can contribute_creatively to the
solution of their own problems. We are failing on both

scores. And_we cannot solve the first problem until
—we ha / died the second. In Jefferson's time a
- pRrfiary sc ol\edl;qq,uon‘-suffleed to petmikpeople 16
/ understan e issues that required political resolution.
Today, pOthing, less than_the equivalent of a college
€ducatibn 15 Tnandatory for ait. We need to understand

ney/lessons about a new world and all of us need to—~_

P derstand them. All facets of the new world must be
utilized to create a rue learning society that émpha-
sizes full use of the human potential. "Otherwise, con-
stitutional democracy is doomed,

In spite of the many difficulties of recent yéars, 1
remain optimistic, Recently, I thought of the impor-
tance of the intervention of historical consciousness —

America as a nation has not been particularly aware of .

its history. The Bicentennial could not have come at
a more propitious moment, for as we look back on
200 years of history, I think we will rededicate oiyr-
selves to the ideals that inspired the American Revolu-
tion and our Constitution. ) * Lt
Education, too, must reéévaluate and rededicate
itself. Daniel Coit Gilman, the first great president of

o ’ BN "
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_ asked of the university co

- ——dress, written 100 years ago, still seems close to the

P - ~—

Johns Hopkms Umveerty, was an architect of true
graduate edu;auon in the United States, and was as -
much concemed about how we feel and what we do
as with Wwhat we know. In his now-forgotten inaugural
address at Hopkins, he @tvised us to apply intellectual

ac );ﬂty to (he,nvezydsqv.‘ed)of ghe commiunity:

“What is the significan all this actxvnty"” he
unity. “It is a craving for
intellectual and moral growth. It is 2 longing to inter-
pret the laws of creation. It means a wish Tor less
misery among the poor, less xgmﬁrance in the schools, -
less bigotry in the 'temple, less suffermg in the hospital,-
less fraud in business; less folly in pohtlcs,/:t'm’eans
more study of nature and more love of - art, more les-
sons from histogy, more security in property, more
health in cities, nlore virtue in country, mote wisdom

in leglslatures more intelligence, more happiness, more -

rehglon ) s -

Y

I do not think our country nor\our educational
institutions have strayed~106 far from their proper
paths to_return” Yet, in order for leaders to lead, we
need a fundamental reassessment, to deve!op commo.
objectives¢and shared dreams. GlIman s ina Y‘%

~

mark close to the commumvers:ty
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Dr. William E. Davis *
Pscsident, University of New Mexica
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In communicating some personal observations orr
education and accountability, I' must ¢mphasize that
accountability is not confined-to news releases or pub

lications or to compilation of datiﬁw_o&eﬁf‘“
composed of daxly pcrsogglygnm

Three ycars ago I had a very moving experience,
lterally, one i whigh [ traveled better than 100.000
miles, making 13 circuitous trips around the state of
Idaho. T was granted a leave of absence for six months
(without pay) and ran for the U.S Senate on _the
-Democratic tichet. I learned a lot of humility, [ Tost.
I was reminded of the time when I was head football
coach at the University of Colorado. After we were
defeated by Oklahoma 63 to 0. the president called nic
in the following Monday and askhed mie what I had
to say about the score. I replied, “Thank God we were
up for the game!” -

But 1tis a rich and rewarding experience to travel
one’s state, to walk the streets and visit the shops and

_stores in each community — to go deep into the mines,

into the sawmills, out to the farms and ranches —to
get to know the people at their work. Most memorable
are, those personal ffontacts with more than 100,000
citizens of one's statd — seeing the lines of carc in their
faces, shaking their} - hands, hcann&, their concerns.
Such an experience rehindles one's faith in the basic
strength and charactdy of Americans. their idealism,
their common sense.dpd-their fundamental dedication
and love for one anothgr and this nation, Itstrengthens
the belief that -hope f r ounsclves and our postenty” 7 7

lvgary Tower Dues: Instithtional -
, Requn—snbllllty‘t

.- said, “Howexer grim the outlook, however harsh the

.,-dent of Idaho State University with a new sense -of

FOCUS ON THE CAMPUS
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Presider: Rep./§wis ;r,‘laoho .
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Jies not in crusades Bt s suspxcxon but in rencwed con-
fidence_in onc another. As the late John F. Kennedy

task, the one great irreversible trend in the history “of
mankind is on the side of liberty.”

Within this context, I returnedto my job as presi-

mission — and also a sense of omission. 1 sTaupted
by the fact that I was not working hard enough at what
should be a pnmary goal: the humanmng and person-
alizing of an important position of lcadcrshlp m my
state and community.

o

-

N
. “ . T N

, On campusesyawve do k)\of lalkmg 0] cach other,
Hot academic IOEIC ow relate to academic freedom,
tenure, quotas on facm rank,. collective bargammg,
job security, salarigs, due process, faculty governance,

« workloads, full-time cquivalcn[sc budget formulas —
all familiar conversation picces in the academic world
—all lmportant in the academic world. But how does y,
this affect the person on the street. on the farm, or in
the legislature? - ) -

I

I found that out there in the hustings, wh
dressing a grange megting er thc National Far rgan-
ization for example, you arec plowing sticky ground
when you mention the subject. of faculty, érfure. Take
the guy working six manths of the ye %:hopping and
hauling,ogs up in the lumber count{/ he would sure  *
like to hear more about a lifetpfic appointnient. So
would lhc\ farmer vS\\cating a{ the, digging of his
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potatocs “before_they frost rots them, or the farmer \\ho .

has just sgen Ris wheat crop leveled by hafll They
\u)uld like to know more about job security, and if it
is being passed afound, they would like some! )

And salariés: that is another topi¢ that interests
them. All of those tables that show,how upderpaid the

faculty are at _their state .universitigs compared with «

those at Harvard or Michigan probably keep them .

awake nights. >

And \\orkmg hours . When he rides that tractor in

s
#

e mudm\n darkness, the farmer must surely chuckle

about that budget request to the lchslature to reduce
the faculty course load at the state um\ersxt) from 10
hours to 9. And all thdt about professors using the rest
of their time for scholarly aunv‘ues and advising stu-
dents; the farmer takes a dim v19«4 of that, &pccnally

if his kid just came home from/collegc griping about _

the fact he could never fmd his ma;or professor
v ‘"\
Thesc are skcptu..}} qucsuonmg people, and. ]est
[ exdggerate. thcsec/peop]e elect the legislators. In.many
cases, these. peogl are the legislators, _

senator, a farmer"in Idaho. once vented
ons to me. saymg “We've had a 300 per-

One stat
his- frustr.}

ve years and substantial increases in higher edu-

agon budgets. Just once I would like to.kpow what =
e're doing with all this money ofher~fhan raising

salaries‘for the same teachers. I'd like'to. Know in what

ways We are rdising the quality of’cducanon in our
schools.” i\ ’
Closer to home, in academe, [ have found that
faculty members, can wax reloguent on the limits to
_growth in the world, but when if.comes to applying
the concepts of limits (o growth \\xthm their own dpa-
demic departments; faculty membgrs ‘can becomg as
vague as an Imdian guru. ", :

For example, & couple of years ago I requested
that cach_of the, departments. within my university
examine thcm'ﬁmuun s godls and missions and outline
the steps _necessary o implement thesé objectives.
. Imagine ity frustration when I was told that these

— ﬂb}cctwcs could be reached by a modest 50 percent

ERI
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1n(.rcasc in the -academic opcratmg budget
I;ookmg ‘at an era of «a leveling off of actlfal de-
crease in enrollments, spiraling inflation costs, and
legislators casting wary angd sl\cpmal glanccs on’ gust
_accounting at ‘every level, it scems Only logical that
‘we in*academic life must, ask the question, How do
we makc the best use of ths. rcsourgcs a]rcady at.hand?

- 4

.

'

. .

Withix' each ingedtutigp or academic prcﬁ;am there
are ways of improving the quahty of education that
would not cost anything extra. These are the changes
that inyolve personal attitudes — a dedication to doing
our, best with the resourceg at hand.

In education, perhaps the secret to success is the
ability to motivate, to get a total effort — first from

soneself, and then from tidse one is expected to lead.

« .The principle applies even to our nation’s presi-
dents. The late Harry Truman, when asked about the
powers of the President, once replied: “About the
biggest power the President has . . . is the power to
persuade people to' do what they ought to do without
having tq be persuaded.” This would apply to college
presidents. It would apply to all teachers — the power
to persuade, the power to motivate.

Accountability in educagion begins with the rela-
tlonshlp between the teachéf and the student — the
transrmttmg of that fEehng that someone really cares.

. © e

I am rcmmded of a recent sensitive television ad-
vertisement by the American Motors ’Company It
shows a young Black girl, driving her new car, and
talking about the dealer who sold her the car. She
closes by saymg, “He really likes me — as a person.”
Can we afford .to do less in education than to convey
that message as strongly as possible to each of our
students? — “We really like you —as a person. We
care.” : . .

In Merle Miller’s brilliant book on Harry Truman,
Plain Speaking, Miller admitted he approached his first
interview with Truman with considerable apprehen-
sion. Thus, he was delighted and surprised to find that
“Truoman -had _done his homework — that Truman had
taken the trouble t67Study the background of Miller
and had read a couple of his bgoks. To Mnllcr it was
impressive” that Truman had taken the time &ind the
effort to care about him, as a person.

As educators, we must ask ourselves how often
faculty members take the time and trouble to study
the students who populate their classrooms or even
the ones with whom they will be worl\mg thc most
closely as majors?

In the sum totdl of a_semester. would it be possible
for professors to interview their students. meet them as
people, find out where they ate from, where they are

going, and learn whif~turns them on? Maybe they
could even find out if the students are bright and edu-,
cable, and how they are reacting to the instruction’

5 9 while there is still time enough to succeed.
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How Mquch waste is there, particularly in the fresh-
man year, of students who have the potential to
succeed but who somehow are never reached in classes
where the material and the standards are presented on
a swim-or-sink basis — and only those who can already
swim survive?

As college professors, teachers, and educators,
generally we represent the successes in academic life.
Which one of us cannot name at least one great teacher
who has had a profound influence on our individual
lives, even on our choice of a profession? Are such
models less important now? With all the mechanization
of modern life, I believe that this human relationship
between teacher and student is Something that cannot
be computerized. Young students still need models
worthy of emulating — examples of what a man or a
woman at* the best migpt be. In the academic world,
this calls for men and women with high professional
siandards and dedication blended with those great
human qualities of compassion, wisdom, humor — the
ability ‘to" care and’care deeply.

As &ducators, we can look around and identify
such persons in our ranks. Admittedly, we do have

those who teach their 9 or 12 contact hours and dis-
\@m But by far the great majority are those who

work extra hours, who know their students indi-
viduallymmough tp go the extra mile.
This is the highest type of dccountability. I wish we
could recognize it more often and reward it better.
Perhaps together we can find a way. We can begin
by placing this type of teaching high on our individual
., priorities.

In spite of the trends away from in loco parentis,
I am old-fashioned enough to believe that in our
.schools we still have an accountability to parents.
Perhaps 1 am speaking as a parent, but after 18 years
.of intimate caring on a day-to-day basis and paying the
bills for orthodontists, op hthalinologists, pediatricians,
piano teachers, -and the assorted obligations one as-
sumes with parenthood, I am just not ready to ship
my daughter off to college and say, “Fake her. She's
mine.” What with her total commitment to campus life
and lack of time to write letters home, I appreciate any
little communication or clue as to how she might be
faring,

o

Some professors do take the time to communicate
to parents. Sometimes it is just a friendly note calling
attention to some special effort or accomplishment,
sometimes, it is just a greeting like, “I'm glad to have
your daughter in class.” Or it might be calling attention
to a special problem. 7
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" people on each of our campuses who do the minimum, .

x 7.
FOCUS ON THE CAMPUS
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At Idaho State there was an unusual dean of busi-.
ness. When he traveled about the state, he made a
point of taking witH him a list of the students from
the town he was visiting, plus the names of any pros-
pective recruits. When in that town, he sat down for
an hour or so and called parents, or, on occasion,
went to their homes: “Hi, 'm Dean Kelly, from ISU.
Your daughter is one of our students. I just wanted
to meet you.” He got a lot of free coffee that way. And
enrollment in the College of Business kept zooming.

Of course, each person has to budget his own time
and own style for such an approach. But it only takes
a little time — time enough to é@g&:;,— (and the rewards
can be far-reaching) for the fhculty member, for the
family, for the institutfon. .

Too often we pay the least attention to a constitu-
ency that can go a long way in public credibility —
namely our own townspeoplg. Many educational insti-
tutions are in relatively small towns where it requires
no great effort to get’ acquainted. In the West, even
the “big” towns have “small”-town characteristics.
Where there are mutual understanding and first-name
relationships, there should be no town-and-gown
friction.

It is a small task to walk the streets when new in
town or at the start of a semester just to shake hands
with the merchants and intreduce yourself, let them
know who you are, and what yoy do, Let them see you .
not as another monk up in‘that ivory tower, but as one
member of the community. We can shatter the alleged
aloofness, Be friendly.” Let them know that we care

x4

-+ i—the word gets around.

- With local and regional legislators, it is important
to get to know them when there is the chance. When
on business in other parts of the state, a person can
give the legislators in that area a call and talk about
programs and about students. Often, legislators not in
session can be invited to visit on campus — to attend
a departmental meeting, if possible. (Few refuse such-
an invitation or opportunity to know a program in
greater depth). In many states, the total budgets for
public school and higher education often exceed half
the total state tax expenditures. Education is everyone’s
business, and particularly theirs.
4

If one desires a mrodel for' this type of effective
accountability, he can take a good look at the effective
programs of our respeltive agricultural colleges and
their extension and research services. They never miss
a chance to acquaint 2 legislatar with what they are
doing and what they need to do it better.

‘ -
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Thus far. I have focused ‘on the accountability on
the part of educators. But I also think there are some
things to be said about a need for accountablhty on
the part of legislators.

Living jin several western states, T have often heard
muted grumbling about “cowboy™ legislatures, refer-
ring to representation from the rural areas of the states.
But there is an old saying in our mountain states, “No
one reveres culture like a western cowboy.”

This hunger for education and culture has been
one of the great traditions of the West, well described
by Henry Ward Beecher in speaking of the western
immigrants. In 1859 he wrote.

+ They drive schools along with thcm.‘as shepherds
“drive flochs. They have herds of churches, acade-
mies. lyceums. and- their religivus and educational
institutions go lowing along the western plains as
Iacob's herds lowed along the Syrian Hills.

Often, under great hardship, handicap. and sacri-

- fice — indeed. with an appetite whetted by deprivation

v

-— our pioneering ancestors created our schools and
universities and laid the foundation for many of the
great institutions. I think we have the same spirit alive
in the West today if we are bold enough and committed
enough to move. .

Legislators need to hnow that great universities are
not judged by local standards alone, but by what is
expected of the best universities. wherever they are.

There are a few great state universities in the West
today — institutions that rank with the best in the

nation or the world. There is another group that is on
the verge of attaining national and international emi-
nence. There arc many institutions in several of the
sparsely populated ‘western states whose missions do
not include reputations as prestigious multipurpose

. universities with internationally renowned scholars, li-

braries. and rescarch programs. but who nonetheless
can achieve a high level of excellence in the guality
of teaching and having a more hmited research

_expectation.

In aeadenuc aircles as in athletics, then, our insti-
tutions often partictpate in differens leagues, but there
can and should be excellence and fulfillment at all
levels.

-
-

Within. each state, within cach college and uni-
versity. we need to dsk the legislators in which league
they want us to be. Then. as educators. we can respond,
often with considerable accuracy, because the data arc
available” for comparison. We know what it takes to

Full Tt Provided by ERIC.

compete in faculty loads, student-faculty ratios, library,
salaries, research and graduate commitment, equip-
ment, and facilities,

‘In many schools, however, there are major league
expectations with minor league budgets. It is a pity,
because often states do have the resources to move
their universities ahead in quantum jumps on a selective
basis. if they have the pride and courage and determi-
nation to do so. ] was in Colorado in the late 1950s
and early 1960s when that state made such a decision
with the University of Colorado and Colorado State
University, so I know it has and can be done.

Too often, however, university presidents return
from legislative hearings with the impression that they
have been asked the question, What is the least amount
of appropriated funds that you can survive on and
heep the students and faculty sullen but not mutinous?
Someday, I would like a legislator. or, indeed, all of
the legislators on a budget and fiscal committee to

" say, “We want a state university that ranks among the

best in the country. What do we have to do to get
there?”

As presidents and leaders of educational institu-
tions, we must be prepared with honest and realistic
answers.

We must also be accountable in seeing that the
appropriated money follows the students and drives the

programs. that good research is a wise investment in

the future.”and that our institutions are sensitive and
responsive to the educational needs of the people of
our respective states. We must seek that excellence as
centers of learning and culture to which the people of
our respective states can point with pride and confi-
dence — or. better yet. as centers to which they commit
their moyt precious resource, their sons and daughters.
For what parents do not want the best opportunity for
their children?

Finally. I would conclude that most problems
including accountability, result’ from a breakdown in
communication — an overworked phrase for not 'lpply-
ing a little common sense to human relations.

I know that most problems that I have on my
campus have their roots in- the fact that for t0o long

a time I have lost touch with one ,OF another of €he

major constituencigs: the sl\gdcnts "fdeulty and staff,
board members, people in the commumty leglslaturc

.or alumni. ' . .

‘

[ often am {rustrated when I do not get thc _papes-,
work done every day. But shuffling papers néver sub-
stituted for talking, or. Better yet, listening to .people
— our constituencies.,

.
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Pedple support those things in which they believe.
If they|lost confidence and quit believing. they often
quit paying the bill. The public is not looking for
gimickry or gadgetry in education; quite the opposite.
Philosophically, the- pyblic is quite pragmatic: will
it work? )

A

. 2

Andithe chieftest of “Will it work™ in education
is how buccessful we are in teaching their sons and
daughters. The products speak for themselves when
they come home from the school or college, whether
they bring with them a sense of failure or high achieve-
ment. I Have found that students, parents. townspeople.
and legislators prefer to talk in terms of human accom-
plishment rathdfsthan in cold statistics, Our greatest
accountabilisy i¥ what we do with those resources we
have at hand — human lives. : p

[3

+

Therd is an old athietic axiom that the difference
between the. good and great is a little extra effort. To
be a winrjer you have to be willing to pay a price others
are unwilling to pay. In education, we desperately need

/4

B
-

winners — men and women in positions of leadership
who are willing to pay the price with that little extra

effort.
x
Theodore Roosevelt sumined it up a half-century,
or more ago when he said, S
In the battle of life it is not the critic who counts, .«
not the man who points out how the strong nman’
stugnbled or the doer of the deed could have done_
better. The credit belongs to the man who is actyally
in the aréna, whose face is marred by dust and sweat
and blood; who strives valiantly, who errs and comes
short again and again because there is-no effort with-
out error and shortcomings: who does actually strive
to do the deeds; who knows-the great enthusiasms,
the great devotions spends himself in a worthy cause; .
who at the best knows in the end the trigffiph of high
achievement; and. who at the worst, if he fails, at
least fails while daring greatly, so that his place shall
never be with those timid souls who have never tasted
neither victory ner defeat.

We are all in the arena.
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Legislation and the Campus: ‘ p

Assistant Executive Vice-Choncellor
Califoriia State University and Colleges

It is symptomatic of the relationship between the
political process and ~higher education that some col-
leagues expressed dismay when I accepted the invita-
tion to address the issue of legislation and the campus.
I was told it was a “no win” situation that could only
alienate either the California legislature or the Cali-
fornia State University and Colleges® Board of Trustees,
The truth might indeed make me free! -

What is the truth about legislative, educational
relationships? Is there as we frequently hear, malicious
legislative intrusion? Or is it appropriate=icgislative
behavior? What of higher education? Is higher educa-

Educa_fcion-A Plea for Restraint

tion a victim of legislative rape? Or a willing rapee?”

It is time to confront these questions.and_place them
in the perspective of the American political process, a
process that leaves ultimate power in the hands of the
elected political leaders and the judifti’gry. -

Public higher education is supported by a major
portion of state budgets. In California, it amounts to
approximately 12.5 percent of the total General Fund

_ budget of $9.4 billion. The California State University

and Colleges (SCUC) system alone accounts for $540
million, or 5.7 percent of the total staté General Fund
budget. The legislature and the executive, as.institu-
tions_rather than individuals, have not only the right
but also the obligation to be involved in higher educa-
tion; not to be would be dereliction of duty. Yet, we
have testified repeatedly before legislative committees
that a particular bill represents intrusion into govern-
ing board authority. Why is such intrusion bad? Gov-
erning boards, for public universities are a peculiarly
American institution patterned upon the financially
inyolved nonpolitical lay boards that oversaw the early
private universities. It was almost an article of faith

56

The Relationship of the Political
Process to Postsecondary

-

Presider: Dr. Pettit, Montana

that public boards, whose members served long terns,
would establish policy for the university without parti-
san influence and thus avoid the creation of European-
style ministries of education. That hope is no longer
valid. . -

The functionaries of federal government, fresh
from making their often heavy-handed administrative
influence- felt through® the programs of affirmative
action, financial aid, health and safety, and postaudit
review, talk of federal accreditation standards in the
narie of ill-defined consumerism and quality control.
Not content with policy goals, they become involved in
intimate details of administration. A.federal ministry
of edueation may be the next’simple, indeed even
.obvious, Step. It would consolidate what is now being
dorrg and would be justified initially as being the most

~*efficient way.” ‘ s
. N

S AN T

~“The—courts, stretching constitutional due process
far beyond jts original intent, are not far distant as

N _thampions of Consumerism and a vague social justice.
(IwBukd-recommend that the next WICHE conference,

. be devbted to the increasing educational-administrative
.role of the:donrts. )

. “All;‘i._egi‘s'fﬁtors'. if asked, would reaffirm their per-
- sonal desire to avoid political intrusion into a board's

governariee role. How, then, does it happen?

=

Tht . basic constituencies of a campus — faculty,

 studentgaid staff — are all well organized and repre-

sent impottant statewide, and frequently competitive,
political _forces seeking increased membership and
power. They are not to be ignored by a sensitive legis-
lator. In-this, they are no different than other well-

*
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ps within the pelitical pro-

make politic kdonations,

give or withhold votes, and Influence other publics. But
they are different from most other pressure groups in
that the first locus of power wi#h which they must
contend is the governing board. Appointed for long
terms, usually not subject to voter pressure, forbidden
"to accept donations, the boards tend to be independent
and less subject to direct political pressure, therefore,
some would call the members inflexible or unrespon-
sive! Just recently in the SCUC, the students, unhappy
with the trustees’ budget, issued a press release that
stated, “Actions like these force the students to take
their case to the governor and the California State
Legislature. . . .” This relationship can be best concep-
tualized by thinking of the legislat're as an appellate
body -over the governing boards. Faculty, staff, and
student arganizations, unable to obtain satisfaetion of
real or imagined administrative grievances from the
board, appeal collectively and individually directly.to
the legislature — the same legislature to which the
boards looks to satisfy its budgetary and other needs.
The stage is set for political intrusion! .

I have chosen several.examples from recent Cali-
_fornia legislative history to illustrate this process. Al-
though the CSUC has had one of the most elaborate
faculty_grievance and disciplinary- action procedures
1n the country, faculty dissatisfaction with them became
-a major systemwide issue. Having failed to achieve
their complete goals through the board, a complex
process that took several years and involved com-
promising the conflicting goals of several groups,
the faculty found a receptive legislature that in a few
months adopted a bill, signed by the governor, that
mandated specific grievance and disciplinary action
procedures for faculty. This legislative involvement in
direct admfnistration has now created still further prob-
lems. A %imilar situation is rapidly developing for staff
grievance and disciplinary procedures, and T fully ex-
pect the same result. An unusual case? Not af all. In
this same recent period, the legislature established an
*optional work year for. librarians; equal athletic “pro-
grams for men and women; removed trustee control
from regulation of student.fee-supported student gov-
ernment affairs representatives; added a student to the
board; and 1n the budget itself mandated a npnfunded
1:10 faculty/student ratio for nursing programs.

. .
Such legislative, behavior is neither basically evil
nor the outcomes inherently_wrong, and, in the context

of American politics, it is not inappropriate. The legis-

lators are doing exactly what they do best — reacting to
constituency pressure. It is, however, highly unyesirable
behavior. It creatss still further problems, usurps. the
authgnity of the governing board, eventually weakening
it to where its own sense of role may become so di-
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minished a§ to destsoy its.effectiveness. Boards of

. WZSTees are able ¥ contemtsate on~the total picture;
e

ilators see only one issue at a time. The Trdstees
are Jconcerned solely with edueation; the legislators
with welfare, highways, parks, and medical malprac-
tice, as well as education. It becomes increasingly
easier for groups to appeal to the legislature — for the
legislature to act, almost by reflex, and, ultimately, for
the board to shirk its responsibilities, rationalizing that
the legislature will act in any case. Some campus ad-"
ministrators even now prefer to be told what to do by
the legislature rather than compromise through the
traditional governance process.

The long-term effects of such political behavior
may be to destroy governing boards and permit even
more directly partisan legislative acts. The symptoms
are alrcady ‘apparent. However, legislators who are
pragmatically responding to’ special interest pressures
can be dealt with. Countervailing pressure can-be de-
veloped or even logic and reason might prevail! Far
more dangerous to education are thos¢ legislators

“(there must be at least one in each state) who' are

determined to substitute their value judgment for that
of the board, for they know they are right! -+

. California has been subject to such legislative be-
havior on an increasing scale lately: legislative intent
that students be treated in specified ways; that regional
cooperation be given high priority; that certain types
of educational innnovation be funded; that faculty
personnel files. be opened; that campus community
advisory boards be subject to open meeting laws; that
&ne style of education be given preference over another;
that students and faculty participate in the budget *
process; that affirmative action positions providedin
the budget be used in a mandated way; and that the
trustees  handle necessary campus retrenchment in¢ cer-

tain ways..Not all the above is misguided, but this”

sampling of directives hardly supports thc governing
board’s role. "

A legislator’s personal commitment to a set of
values; lack of faith in_the governing board’s judgment;
unwillingness to wait while boards slowly change, if
indeed change is a good idea in every case; and a
powerful role in the legislature all combine to create
a situation where legislative intrusion into trustee
authority appears both necessary and proper, when in
fact it is neither. Avoidance of such legislative intrusion
is nearly impossible, for legislators involved have a
personal commitment that they must fulfill; they act
not as a collective legislative body but as individuals ™
using their positions to_meet some pcrso:ll:}goal{ftzn

s

- based on anecdotal knowledge of a sipglc™i

\Q;nce of
a perceived injustice. Such individuals are, with the best
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e goals .th'e) setk frequeﬁd) permit them to justify the
Uestruction of institutians, Flexibility and responsne-
. ness lo_instantly defined meeds become battk cries
designed™1o %adicilly ‘Change fundament% con-
servative institutions such as/foverning boards’t
designed to be buffers to excess, to meet a public trust
~eednd have a long-term commnment to the institutions
they goyern.

N

There is, of course, an appropriate policy role for
legislative scrutiny in postsgeondary education, and it
goes beyond the budget process. The leglslature should
determine broad public policy questions such as stu-
dent access, state policy on tuition, state policy on
collective bargaining roles of public segments, and
basic organization .of postsecondary education,

In California, the legislature created the Postsec-
ondary Education Commission, which was designed to
coordinate* and advise the separate governing boards
and advise the legislature and governor on broad issues
of state educational policy. The Commission’s prede-
cessor, the Coordinating Council for Higher Education,
-had not been successful in keeping the political process
out of higher education, nor does it appear likely that
th¢ present Commission will be any more successful.
Why? In part because the legislature. after establishing
the new Commission, adopted more than 10 concurrent
resolutions telling the new group not only what to do
but how to do it! Ahd, in part. because many of the
issues in which legislators are interesjed can be re-
solved only at the campus or multicampus system level.
Thus, the new Commission, rather than being a buffer
between the governing boards and legislative direction
in postsecondary education — a phenomenon that may
be characteristic Of all federally mandated commissions,
as struggles over federal and state dollars involve pri-
vate institutions prevaously exempt from’ diréct legisla-
tive influence. .

Institutions previously more immune from legisla-
tive action (such as private universities and proprietary
schools) may now find themselves objects of legislative
programs. This is because either they now accept
federal and state fungs in the naive belief that control
wiII not follow, or because they participate voluntarily
in-the development of politically- influenced state five-

\ ycar plans and agree to submit to statewide program
“review and coordm'mon For- example, in California
the., development of a five- -year plan saw brief skir-
mishes over state support to private universities and
the extent to which proprietary school really can, bc
coord‘nated Continued desire for state dollars by the

" private ‘univegsities and a thirst for’ roputable status
by the proprietaries will bring them further into accept-
ance of legislative direction; the vehicle will be the
state wide con1Ms§bns' claim to_be legislative buffers.
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The commissions, particularly, those whose composition
‘meets federally established standards, are very vulner; |
able to political direction. Somewhat unsure of their
. Foles, seeking status, trying for influence over powerful

ucahonal institutions, the. commissions ! are npc to~

with 12 of the members appointed (4 by the'governor,
4 by the assembly, and 4 by the senate), the potential
fbr political guidangg is built in.

. Yet, political intrusion does not have to happen.
There is a solution. Statutory or constitutional safe-
guards, as useful as they may be, are not needed. A

.
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act as conduits for political rrﬁ?uct\bns In Califomia, + > - -

confensus for restraint is. . T

The legislature and the executive are clearly the
locus of ultimate appeal; and I would, in a democratic
society, have it no other way. Yet the politicization of
postsecondary education will, if it contipues, destroy
governing boards and ultimately the university itself.

This is a plea for restraint:

.I ask that faculties not run to the legislature to
solve their grievances, for at some point those same
legislators will collect their due in the form of direct
curricula influence.

I ask that the students, with their newly won voting
rights and increased polmcal power, not continually
seek increased” campus control through the political
procéss, for along that road ultimately lies the anarchy
of Latin American universities.

I ask that staff not seek countervailing power
through the legislative process, for their gains will be
short-lived as they become even more like an emplogee

any other state agency.

sk that governing boards be more responsive to,
or at ledst respectful of, consutuency needs so that'the
desire to seek legislative relief is mitigated.

I ask that legislators say “no” to p::irstlcylr/dexﬁnds .

and refer constltuents back to the

I ask»thaﬁ@ﬁl%rs restrain their more ,c_(_)mmnted
colleagues from nmposmg their personal values on all,

always asking the question, Does it requiré legislative -

action? There is an irrepressible desire for legislators
to Ieglslate, as there is for professors to profess!

>

I ask that each group understand and respect the
appropriate roles of the others. \n

N '

I ask all this knowing it will not_succeed., The

political process is as American as apple pic. . . . Why

should education hope to be different? N
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DAFOE, Dr. Don M. — WICHE Commjssioner; Executive *

Vice-President, University of Alaska, Fairbanks + - T,
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