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If up to now the main objective of Phase 2 has
been to report on the activities of the IMHE Program-
me or of its member institutions, the present issue
deviates to some extent fromn this tradition inasmuch
as its major theme is the management of higher cedu-
cational institutions in the USA and the possibilities
of transfering some of its mecthods to the European
context -~ or more accurately - contexts,

Upon his recturn from a visit in the USA, Dr, H.J,
Schltster, Kanzler of the Universitit des Saarlandes,
has analysed courses and study programmes designed
for initial or recurrent training for alllevels of man-
agcement or administrationin higher education, Com-
paring the organisation of postsceondary studies in
the USA and the Federal Republie of Germany, Dr,
Schitster coneludes that there would be little interest
in simply transfering methods but that there would be
a lot to gain from obscrving at first hand training
methods which have proved their value, In addition,
he proposes a training scheme designed for top level
managers in higher education.

Whereas this study only refers to the Federal
Republic of Germany, it should be pointed out that
educational structures in Euregean countries are more
or less comparable and the IMHE Sccretariat would
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1. Origins

by

therefore welcome similar contributions from other
countries for publication in Phase 2,

The NCHEMS (National Center for Higher Edu-
cation Managenment Systems) is not unknown to our
recaders; indeed, the last issuc of Phase 2 featured a
comparison of costing methods developed by this or-
ganisation and by a group of ¥French language uni-
versities carrying out resecarch under the IMHE Pro-
gramme, Costing is but one of the many tasks of
NCIIEMS and the Sceretariat fcels that it is timely to
publish an article contributed by NCHEMS dcseribing
its activitics, projeets and publications,

The Sccretariat is also plcased to present an in-
novation to Phasc 2 readers: in this issuc you will
find book reviews on institutional rescarch, We hope
that this initiative will be appreciated byour readers.

In Phase 2 n° 11, Dr, Kcith Legg, President of
the outgoing Dirceting Group, presented the problems
related to the renewal of the administrative arran-
gements between the IMHE Programme and OECD-
CERI, The present Dirceting Group has considered
on a numher of ocecasions the possible options and in
this 1ssue you will find its final proposals along with
a few other items of information concerning the Pro-
gramme, ’

TRAINING PROGRAMME FOR UNIVERSITY MANAGEMENT

H.J. Schister

The idea of scientifie reflection upon the edu-

cational system and teaching process in the United
States dates back to the late 19th Century. Its begin-
nings werce mavked by historival investigations des-
eribing the developments and transformations of the
North American university system by the use of
scientifie historical methods, As the organizational
seiences developed in the USA, increasing use was
made of the irstitutional resecavch approach,

During the '50's numerous colleges and univer-
sities introduced, usually with the assistanee of foun-
dation funds, what werce called sell-studies, Their

2

t. Thisarticle Las been transtared from Gennan,

e

quality and general usclulness varied but nonctheless
prompted the universities to undertake a setf-critieal
serutiny of their own behaviour, and led to a growir g
number of experts, teachers as well as administra-
tors, being given assignments involving quantitative
survey methods and institutional research techniques,

A further [illip to scientifie research in higher
cducation was given by the movements for testing,
counselling and guidance of student behaviour, Using
psychometric aids, these contributed powerfully to
the increasing thought being given to the aims and
tasks of post sccondary edueation, The new disei-
pline derived therefrom clements for establishing a
hody of theory, improving its empirical methods and
turning out a great many cxperts in the field,

Powerful boosts were also given by the wave of
scicentifie policy after World War II, Numerous na-
tional and regional commissions endeavouredto frame
recommendations for a new higher cducation policy.
The need was felt to establish it on a firm cempirical

basis, Conscquently these commissions were given
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a multiplicity of rescarch assignments. The activ-
ities of the Carnegic Commission descrve special
mention.  The spectrum of its publication takes in
well nigh all the topies and ficlds having a bearing on
the concept of higher cducation as a branch of schol-
arship in the United Statcs today.

Among State initiatives, thosc of California arc
outstanding, for under the pressurc of its cnormous
upsurge in student numbers during the 1950's this
State assumed a pioncer role in higher educational
research, A lasting memorial of this trend is the
University of California's Centre for the Study of
Higher Education, cstablished at Berkeley in 1956,
which has stamped its image on this arca of studics.

2, Training Curricula

The cfforts described have rvesulted in a huge
plethora of concepts and syllabuses. The official
cstimate of the number of professors specializing in
higher education studies is 800. A list compiled and
rccorded by the American Council on Education cur-
rently includes 112 colleges and universities, spread
over 45 States of the Union, offcring courses of study
in higher educatien; 67 of these institutions award
doctorate degrees in the disciplince.

In the Federal Republic Curtius was the first to
report upon the American development of higher cdu-
cation study courses.! The presrnt paper amplifics
his findings. In particular his ouservationis confirm-
ed that the managerial grades of colleges and univer-
sities are increasingly recruited among graduates of
such courscs. The alumni registers of the educa-
tional establishments visited by the author indicate a
high percentage of university and college presidents,
vice-presidents and scnior administrators in various
branches, The trend shows that the proportion of
officials having degrces in higher education is on the
up-gradce,

The abundancc of concepts and syllabuses corre-
sponds to an ambiguity in the idca of what is to be
understood nowadays by higher education as a field of
study. There is a big consensus that this cannot be
a scientific discipline in the usual scnse of the term.
The specific nature of the discipline is determined by
the object of study (the system of higher education),
Training centres arc concei.ed as teaching and re-
scarch establishments for posi-sccondary teachers,
administrators, rescarchers 'ind administrative staff
in special research institutes, cstablishments of fur-
ther cducation (adult, continuing, lifelong) and Statc
and non-Statc bodies concerned with the coordination
and finance of higher cducation. Accordingly, higher
education as a field of study nowadays cncompasscs
research in higher cducation, the development of ap-
plications-reclated models and techniques (scrvices)
and the training and ad.anced training of administra-
tors in higher education and establishments for the
advancement of higher cducation, In mcthods and
content, programmes differ according to the disci-
plines capable of being used as scicntific supports,

1. C.F. Curtius, "Studiengange fur Hochschulverwalter - das
Beispiel U'SA” in Die Deutsche Universitatszeituny, Vol. tu. 1974,

and the typc of persons the training and advanced
training ave designedto cater for. Two main types of
formal curriculum (courscs of study leadirg to mas-
ter's degrees, doctorates or two-year cer..cites or
diplomas) can be distinguished.

- Generalist Courses:

These arce not aimed at conveying administrative
knowledge and abitity for specific professional carcers
but require of the student broadly concecived theoreti-
cal studies qualifying for any scnior postin higher edu-
cation.

- Couises with a Practical Oricntation:

These qualify students for specific professional
carcers (e.g. as deans, f{inancial administrators,
vice-presidents, planning officers, provosts).

The types scldom occur in a pure state, Part of
the criticism currently dirceted at this specialization
in the United Statcs is based on the confusion of func-
tions inside the individual programmes. 2

Another charge levelled against the discipline
by critics is the gulf between promisc and reality in
many of the programmes. What is lacking i8 a sys-
tematic classification and demarcation of the subject
matter which would givethe discipline a clearcut pro-
file, Its rclationship to other empirical sciences is
considered to be that of a borrower rather than an
cqual partner,

Its leading representatives are researchers and
teachers having won their academic laurels in other
disciplines and now applying the methods of thesc to
higher education. The discipline is a very long way
from having its own independent corpus of theory.
Therefore the programmes described as most suc-
cessful arc those which address themselves to the
currentpractical requircments of the higher education
system.

3. Advanced Training Programmes

The vocationally oriented advanced training dDro-
grammes areto bedistinguishedfrom courses confr:r-
ring formal degrees. A handbook published by the
Academy for Educational Dcvelopment and the Amer-
ican Council on Education® lists for 1976 over 170

courses. Therse courses vary in kinds and length
and are for 'vanc 1 training of higher education
administra: . all levels, from mecmbers of the

highest management bodies (trustees, regents, presi-
dents) to specialists in particular areas of adminis-
tration (e.g. student scrvices, planning, budgeting,
financial development and fund raising, carcers plan-
ning and personal development). Emphasis is placed
on pre-scrvice and early in-service education, For

2. A clear separation of function is recoinmended by e g, Paul
L. Dressel and Lewis B. Mayhew in their book: Higher Edu s a
Field of Study. Jossey-Bass, San Francisco and London, 1974.
3. A Guide 1o Professional Development Opportunities for Col-
iege and University Administrators - Seminars, Workshops, Conferen-
ces, and Internships, ‘J;{riuary-l)cccmbcr 1975: American Council

on Education, Publications Division, One Dupont Circle, Wwashington
D, C, 20036,

3
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the performance of such tasks, the American Couneil
on Education founded in 19714 the Office of Leadership
Development in Higher Education, In pursuit of its
purpose of providing initial training and retraining
hoth for schsol leavers and expericnced administra-
tors, the Offiee organizes, at various venues and in
cooperation with other national or regional bodics,
conferences, seminars and workshops. It also pu-
blishes striking research results and study material
and fosters rclations between colleges and universi-
tics, industrial and commereial organizations and
State authorities in matters of training and profes-
sional development. Since its incception the Office
of Leadership Development has now also takcen over
the Institute for College and University Administration
(ICUA) established in 1955 and the Academic Admin-
istration Internship Programme (AAIP) introduced by
the .American Council of Education in 1964.

ICUA spccializesin ab initio training for rceently
appointed top-level officials. It offers as a rule one-
week seminars for four target groups:

- College or University Presidents

- Scnior academic administrators (Academic
Decan, Provost, Academic Vice-President,
Dean of a College or Professional School, Dean
of the Faculty, Dcan of Instruction, or Decan of
Studics)

- Business Officers (Financial Vice-President,
Treasurcr, Controller and other officials re-
sponsible for finance)

~ Student Personnct Officers (Vice-PBresident for
Student Affairs, Provost, Decan of Studics and
other officers responsible for student affairs).

The content of the syllabus forthe one-weck sem-
inars embraces all practical questions in higher edu-
cation. The emphasis given varies with the topicality
of the matters treated. Forinstance, inthe late 1960's,
it was placed on constitutional matters (c.g. cqual
opportunity) and the resolution of confliets; for the
pastthree years ithas shiftedto methodological ques-
tiors in systems managem.cent and collective bargain-
irg problems. Currentlythe bias istowards problems
arising from the restrictive cconomic and financial
situation, and from uncmployment. The programmes
announced by ICUA for 1975 comprisc the following
topics:

- the changing posisceondary education scenc

- academie goals, orzanization, and governance

- management by objeetives

- curriculum innovation and planncd change

- student concerns, poals, life styles, and scr-
vices

- consumerisin in higher cducation

- personncl policies, development, and evaluation

- non-retention, tenure, and collective bargaining

- affirmative action programs, and strategics

- legal conecerns, and issucs in higher education

- program planning and budgeting

- financing highcr cdueation with limited resour-

ces

- statewide commissions, planning, and coor-
dination

- relations with the governing board, and thepu-
hlie

- gkills, styvles, anl stz‘atcgics-ofncudcmicleud—
crship

Since it was cstablished in 1955, 2,800 scnior
officials from morc than 1,000 colleges and univer-
sities, have attended ICUA sceminars, In addition it
has cooperated with other national or regional bodies
in organizing seminars for another 1,030.

The AAIP caters for the professional training
of a scleet number of young graduates for top-level
posts,

The American Council on Education annually in-
vites presidents and scnior administrative staff from
its member establishments to nominate suitable grad-
uates, from among whom 40 arc awarded ACE fellow-
ships. The training includes a 10-12 month practical
internship, usually in the office of a President of one
of thec member universities, three 6-day scminars,
continuous counseclling by an individually sclected
mentor, preparation of an "analytical paper on a
significant aspcet of academic administration" and
study travel designed to broaden the trainec's ac-
quaintancc with establishments and organizations ac-
tive in American higher education. Since the pro-
gramme started in 1964, 393 ACE fcllows have been
appointed, almost half of whom now occupy posts of
university presidents, vice-presidents or deans,

Besides these nation-wide activitles of the Amer-
ican Council on Educaifon, there are many regional
or inter-regional professional training courses, some
sct up by the universitics themselves, unaided, some
in closc cooperation with postgraduate courses at the
various schools or dcpartments of education. The
Institute for Educational Management (IEM)of Harvard
University has a scheme for training top-level uni-
versity administrators thatdescrves special mention.
The speciality of this kind of joint function of the
Graduate School of Business and Management and
Graduate School of Education is that it provides a
common syllabus for diffcrent kinds of managerial
posts, The course last 6 wecks and is held every
summer; it covers the following items:

Control and Planning Systems, Governance, Gov-
crnmental Relations, Institutional Planning, Labor
Relations, Management Information Systems,
Fund-Raising, Organizational Bcehaviour, Per-
sonnel Policy and Administration.

The prospectus ecmphasizes that IEM working
days arc long and strenuous, starting with a common
breakfast at 7a.m. and lasting until 7 p. m., after
which cach individual is expeeted to prepare his work
for the following day.

The teaching staff gathered together for cachad-
vanced training coursc are -:sually professors, cx-
perienced administrators, universitv rescarchers and
representatives of State or non-State establishments,
An increasing number are coopted from industry and
commerce. The Amicrican Council on Education pur-
sucs a twofold aim by sceuring the services of such
cxperts: to familiarize participants to the utmost pos-
sible extent, for usc in higher education, well-tried
cconomic management methods andteehniques,and to
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give partlclpants first-hand ‘informatlon on what in-
dustry cxpeccts the unlversitles to supply. Forsim-
llar rcasons increasing importance is being attached
to exchanges of personnel between unlversities, pri-
vate firms and Statc authorities.

The costs of advanced tralning are largely borne
by the U,S. Federal Government and private founda-
tions. For thcsc exactlng eourscsthey are extremely
high, and usually require a eontrlbution by the parti-
¢lpant or the unlversity sending him, lor the six-
week course of the lnstitute for Educational Man-
agement of Harvard University a tee of $2,000 is
charged, As a rule the universitics sending tralnces
provide holiday pay and travel costs, ‘The tcaching
mecthods used in the advaneed training courses are
adapted to the length and specific aims of the course.
Longer courses offer ohportunities for applleations-
relevant rescarch work. Shorter ones provide, in
addition to lceturcs that scidom take up more than
a quarter of the time available for instruction, semi-
nars, small discussion groups and ecuso studies. In
addition to highly structured courses, there are aisv
onecs laying particular stress on an informal atmo-
sphere and leaving plenty of scope for specialized
talks In small groups on currcnt themes in university
management.,

The advanced courses described so far arc aimed
at professional development of Lo cl management
personnel. They involve instruct or p&«plé'?ﬁ:
trustcd with the final responsibility of particular
management processes ana decisions, in the univer-
sitics or higher educational system in general.

In addition there are numecrous training courscs
for the professional training of middle-management
personncl, As an cxemple, we may take the Mid-
management Education Certificate programme of the
University of California, Berkeley.

This threce-ycar coursc is intended for full-time
officials of the University who, while not having uni-
versity degrees, aspire to middle management posts.
Successful completion of the course, requiring prac-
tical experience in new ficlds, gives candidates equal
opportunities forfilling middle managcerial posts com-
pared with graduates with bachelor's or master's de-
grees in business administration. The syllabus in-
cludes among other subjcets business adniinistration,
cconomics, the computer sciences, mathematics and
English, and is tailorcd to suit the special nceds
of individual trainces. The group size is limited to
10 participants. A fresh group starts every autumn,
The trainces have very limited allowances of paid
leave. The individual's contribution to costs amounts
to $ 50 a year,

1. ARE THE MCODELS TRANSPOSABLE?

1. Fundamental Difierences

it is impossible to over-cmphasize the danger
of applying forcign models to the German system of
higher cducation.! This is also truc of the models
presented here of training and advanced training in
the United States. There are fundamental differceneces
in the higher cducational scene, differences which
call for careful analysis before deriving individual

princelples or system clements for appllcation to our
own system.

a)  Differences of Scale

A mere comparison of quantltative dlmenslons
between the American system of hlgher educatlon and
thatof the Federal Republic of Germany reveals basic
differences. Inthe U.S.A there arc curreuady some
185 mllllonlnhabitants and about 2,600 cstabllshments
of hlgher education. The latter accommodate over
9 million full-time studerts and another 10 million:
part-timers. According 'o official cstimates about
60 million Amecricans, or necarly onc-thlrd of the total
population, currently at*cend courscs, in onc way or
another, in post-scconrary cducatlon.

In the Federal Fiepubliethe listed establishments
cngaged in the trak of higher cducation number at
present 162. Tiey catered for about 800,000 students
in 1975. Tie oumbcer of students not taking examin-
atinons 1s dwindling to vanishing point, Colleges and
universitics are still to a large extent unconcerned
with professional further training for graduates.

b)  Multiplicity of Forms inthe Unitfz_(lgqtcs,Un_l_E
Typcs_in the Federal Republle of Germany

Such diversity is .ypical of higher education in
the United States, Colleges and Universitles differ
not only considcrably in size and sponsorship, some
have less than 500 students, while others have over
50,000; morc than half the cstablishments arepri-
vately sponsorcd. However, some three quarters of
full-time students are registered in Statc cstablish-
ments, There are even greater differences in terms
of reference, aims and academic standards. About
300 of the 2,600 cstablishments award doctoratc de-
grees. But it is a well-known fact that, measured by
their internal image and their academic standard out-
side the United States, they are by no means ashomo-
geneous as the '"Hochschulen” of Federal Germany,
with their justified degree standards, to which they
arc supposcd to be equivalent. Only 46, or a quarter
of the doctorate-awarding universitles in the United
States, offer definitely research-related doctoral
courscs. In the others research is of fairly minor
importance. The remaining 550 establishments of
university standard offer possibilities for post-grad-
uate studics leading to a master's degree or other
less than doctoral diplomas. More than onc-third of
the total are two-ycar institutions (unior colleges,
community colleges)., They give candidates a two-
year coursc of study preparatory to someprofessional
terminal programme, or cnable them to spend the
first 2 of the 4-5 ycars needed for a bachclor'sdegree
in their home town. The mostly 4-ycar liberal arts
colleges do not go any further than the bachelor's
degree; they constitute a quarter of the United States'
cstatlishments of higher cducation.

1, cf, especially C,F, Curtius, "Zur Verwenduny anslandischer
Hochschulmodelile - Moglichkeiten und Grenze: ”, Beitrage zur Hoch-
schulverwaltung vol, Annex 3 to the Zeftschrift Wissenschaltsrecht,
wissenschafisverwaltung, Wissenschaftsforderuny (Festschrift fyr Frie-

Grich Graf Stenbock -Fermor), Tubingen 1369, pp. 28 et seq.
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The general criteria tor the classification of
cstablishments tndicated are: length of course, general
terms of reference and aims, inclusion of resesrceh,
The typology must not be mistaken as indicating any
uniformity of content,  The degree of freedom left to
the individual establishments in drawing up their cur-
ricula certainly varies, but even State institutions are
allowed a broad measure of deeision making pawers,
so that within the same type in the same State they
may vary very considerably in kind and content, It
corresponds to it fundamental feature of official poliey
for higher education in the United States that such
tendency towards diversity of content should be en-
couraged rather than inhibited. This is looked en
as a means of keeping alive competitive spirit in the
courses offered and accclerating the adaptation of
curricula to the ncecds of society. In the Federal
Republie, in contrast, there has been noticeable in
recent vears an opposite trend towards uniformization
of content, In this respect the pressurc exerted by
the numerus clausus is causing an inc ~eascd unifor-
mization and ogsification of courses of stady,

©)  Differences of Financing

Whereasinthe Federal Republic, the universitics
arc almost entirely financed from the State budget, in
the United States the proportion of nonState funding
is of deeisive importance, not merely in private cs-
tablishments., Course fces still form an cssential
contribution, The Carncgic Commission reccently
recommended that the system of mixed financing
should be retained. It urges that one third of expend-
iturc in higher cedu~ation should in future be covered
by students' contributions, Hitherto about 207% of
current expenditure in higher cducation in the United
States has been made up of students' fees, In the
competitive rivalry between State and private institu-
tions to obtain backing from public {inds, the private
institations won a notable partial success in 1971, In
a legal hearing before the United States Supreme
Court! the latter conceded for the first time, under
stated conditions, the constitutional chyibility of
private institutions (in this casc church-mzintained)
for dircct public financial assistance.

The dependence on sundry financial sponsors
explains the greater importance of finance manage-
ment in Ligher education in the United States,

) More Management-Frecdom in the United
States

The application of the manaperial concept in
higher cducation operates more convincingly in the
United States than in the Federal Republic., The rea-
sons arce mainly to be looked for in the deliberately
cultivated mualtifariousness, and different system o1
finance. If an institution wants to survive in competi-
tion with its rivals - and the notion of survival figures
prominently in the current literaturc on higher cdu-
cation - i* must - “fer the most attractive curricalum
at lowestpossible prices, This commevcial principle
has certainly helped to enable the United States to

1. Companion cases of Tiltan v, Richardson and [¢mon v

Rurtzinan R june 1701
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afford an incomparable ' expansion 'of, post-sccondary
education without the problem of the numerus clausus
which stands in the way In Germany, But it has also
caused notions like industrial management and re-
scarch, policy formulation and analysis, cducatjonal
planning, programming, planning and budgeting sys-
tem (PPBS), management information system (MIS),
resource allocation and fund raising, to become of
vital importance in the country's higher cducation,
whereas transposing them to our system hardly cre-
ates more than a general dilemma. In the Federal
Republic the new Acts certainly ascribe to the uni-
versitics an active role in planning and patterns of
studies, Yet the clbow-roorn cnjoyed by higher cdu-
cation in the United States, and the driving forces
for independent curricula formation that are active
there, rcally do not cxist in Germany. On the con-
trary, the authoritics' distribution of student places
as determined by the numerus clausus lcads to the
universities being largely cexcluded from co-respon-
sibility for a cost-conscious planning of types of
course, The risk of planning and financial commit-
ment is onc-sidedly borne by the State. But cven the
State authorities rcach their decisions less by a fun-
damental analysis of cost-effectiveness than in terms
of the possibilitics and constraints of fiscal policy.
An cxample Is the overall education plan decided by
the Fedcral-Linder Commission on Junc 15th 1973
and ratificd by the Heads of Federal and Land govern-
ments on 20th September1972: its planned implemen-
tation has been not only postroned by financial devel-
opments but fundamentally called into qucstion by the
latest drastic cuts imposed. This development, dice-
tated by financial considerations, minimizes the
gcope of decision making in higher cducation, This
is egscntially limited to spreadirg the nccessary cuts
over the organizational upits, more or less prisoncers
of the current state of affairs., )

¢) Role of University Rescarch in the United
Stat cs

The development of courses and cducational pro-
grammes in higher cducation administration in the
United States is, as has b2en shown, the consequence
of multiple research activities on the subject, The
cstablishments themselves nave contributed substan-
tially to this research, spurred ont  itheir own vital
intercsts. All this activity is mirrored in the cnor-
mous literature, A scicct list for 1974, compiled for
fellows of the Academic Administration Internship
Programme, inclules, besides a large number of di-
rectories, bibliographics and documentationunder the
head of information sources, 121 periodicals ineluding
numerous specialized publications on higher edu-
cation administration and management, 2 In 1968
there appeared one of the first surveys of theliter-
aturce on ""Management Science in University Oper-
ations',” It takes in practically the whole currcently
effective structuring of this ficld of expertise,

2. A Reference Guide o Perindicals, Bibliographies. Direc-
tories, and Wformation ngurcﬁcs ori" [»"(JSIS‘CCV(;F!L!.‘V\VY:\,“ E_L!uc';uiq_n_; coblnlpil.e”l:!
by Thomas M, Stauffer, American Council on Education, One Dipont
Cirele, Washington, D, C, 20036,

3. Rach, G.1.. "Management Science in University Oneration™,
Managemenr Scieuce Vol 14, No. 6 (February 1968, pp. B 373-.44,
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Investigationd into the applieation of quantitative
methods figure prominently, A suvrvey published in
October 19721 names the three important program-
mes for the Unitad States;

l. The Ford Foundation Progrimme for Re-
gcarch in University Administration, loeated
at the office of the Viece-President for
Planning of the University of California,
Berkeley, The Ford Project (2288 TFulton
Street, Bevkeley, California 94720) publish-
ed in 1972 a report on "A Programme of
Rescaveh in University Management' which
gives information on the curvent stiatus of
rescarch work and publications,

2 The NCHEMS (National Center for Higher
Education Management Systems) programme
at Boulder, Colorado.”

3. The CAMPUS (Computericed Analyvtical Me-
thods in Planning University Svstems) rroject
developed by the [nstitute for the Quantitative
Analvsis of Soeial and Economic Poliey of
the Canadian University of Toronto.?

The results of this vescarch and development
work are attracting a lot of criticism in the United
States at the present time.  The chiet objection to
quantit: ive mcthods is directed againz' the negleet
of qualitative aspects, esp. cially in the evaluation of
outputs, The limitations of conventional cost nnalysis
arc exposed in this respect,  Aid is sought in the
development of qualitative methods of cvalaation,
This is likely to be one of the main foei of future

aveh,

In a general way it isto be noted thatin the United
States itself an overly uncritical application of models
and techniques developed in existing higher edueation
establishments has led to disillusionment and disen-
chan’ ment,

..1¢ Dircctor of the National Center for Higher
Education Management System (NCHEMS), Ben Law-
renee, points o warning finger at the limitations of
the usc of the cost analysis procedure developed bv
that Centre.”  To avoid misleading results, he ealls
for strict obscrvance of the instructions for its use,
and greater efforts to produce comparable data inputs,

Two main conclusions may bhe drawn from the
discussion on the efficiency of the models and tech-
niques developed, and the demand for management
data;

1, Roger (i, Schroeder, “A survey of Manapement Science i
University operations”, 1 Management .\'ricr}gc, vol, 'y, No, s
PADEE] LOTH, pp. B sahee

o e the resnles of Research, of . NCHEMS Director's Annual
Report, obtainable from the Western laterstate CCoinmssion on Highet
Fducation t WICHEY, .o, Drawer P, Bonlder, Colorado R0 402,

1, For partonlars of the versions of CAMPLUS models and their
apphcanon cf, Georve Mowhray and Jach levine, “The Development
and jmplementatic: of CAMPUS: A Computer -Based Planning and
Budieting Systerm tor Universities and Colleyes ', Educattonal Tech-
nology. 107L

4, Cost analysis i Post-secondars Education™ in theher Edui-

cation Managerent, October 1a7a, Vol L No, 3,

i) Detailed investigations are being initiated
into the scope of managerial declslon making,
and the kind and extent of the information
required,

fi) in the ongoing programmes of adaptive re-
training for university adminlstrators, the
emphasis is being shifted to information on
the appllcability and efficieney of the models
and techniques developed in the existing es-
tablishments,

In the Federal Republie only the first steps in
higher education rescarceh ave visible, The Univer-
sities themscelves are conspicuously reluetiant to in-
vestigate their own behaviour, The activities of 1S~
Gmbli and the Bavarvian State Institute for University
Research and Planning cncounter more reticence than
cooperative willingness in the univevsities, The
reasons arce many and varied and by no means attri-
hutable only to a defensive attitude towards overhasty
and unreflecting projecting into the edueational pro-
cess by oatside bodies of notions of planning and op-
timization,

2., A Lorg-Term Strategy Needed

Analysis of the differcnces between the higher
cducation systems in the United States and Europe,
espeeially the Federal Republic of Germanyv, makes
it plain that there can be no question of a straightfor-
ward transposition of American models and program-
mes to the training and advanced training of university
administrators., On the other hand, it does appear
possible to make usc of the basicideas and expcerience
in the planning of training programmes. This sug-
gests the following considerations:

a) The nature and scope of training and advan-
cedtrainingprogrammes foruniversity administrators
depend upon the nature and scopce of the decision-
making capability allowed in higher cducation., An
administration of universities and cducation that is
allowed to have its own independent rolein educational
policy and the planning and framing of its own affairs
has, quantitatively and qualitatively, different cduca-
tional requirements from onc largely reduced to im-
plementation of other people's decisions, In the
Federal Republic of Germany, the university Acts do
give the universities such a role. 1n pracetice, how-
cver, the universities' total financial dependance and
the State's unrestrieted control of education have the
cffecct that the theorctically available competences
ciannot be madc use of,

Therefore systematie investigations should be
made of whether and on what conditions the compe-
tences provided for universitics and educational
bodies can be more fully utilized, This demands
more, and more realistic university and educational
rescarch, [t must not be limited to the development
of slick operational systems bhut must attack the dis-
proportionately morc difficult ficld of qualitative eval-
aation, This significs also research into mutual reta-
tions between university and science on the one hand
and industry and socicty on the other,

For cxhaustive usc of the deeision-making capa-
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bility of university and general cducational manage-
ment there must be feedbiek from information on the
ceonomics sclences (the cconomics of education, fi-
nance, welfare),  Information explaining the uni-
versity and general educational system will also be
forthcoming from the application of sociological me-
thods (e, . investigation of the behaviour of scientists
and students as social groups) or, say, knowledize of
conflict theory,

Comparative studies of foreign university sys-
tems arce cspecially important.  Only in this way can
methods and models evolved in a different” sort of
context be uscful to the domestic system, It should
first be verificd whether such comparative studics
cannot be previously initiated at the level of the Fu-
ropcan Community, with at least participation by the
Furopean countries responsible for higher cducation,

by Notuntiluniversity and cducational rescarch
is also carriced out more intensively at 8 number of
universities can the latter cstablish courses in uni-
versity and cducational manageinent on the lines
followed in the United States, This should be donc,
on the basis of experience in America, not as if it
were a baste discipline having its own independent
scicntific profile butonly by way of courses of training
making usec of the methodology of various other disci-
plinecs, Based on sundry fundamental courses up to
doctorate standard or training courses qualifying for
a spccial diploma, the new courses should cnsure that
an adequate number of basically trained young gradu-
ates is available for universityand gencral educational
administration. The attached attempt to skeienh out
the content of training schemes for cducational adniin-
istrators with refercnece to cxperience in the United
States procceds on the assumption thatthe cducational
manager will not only be given responsibility for fund
raising and resource alloeation but also act as a mid-
dicman between political authority and socicty on the
once hand and university and scicnee in gencral on
the other. ! A public programme of studies will be

1, «¢f, Schuster: “Modell einer Managementaushbilduny for
Hochschuladiinistratoren 1 Wirtschaft und Wis,enschaft  Vol, 4.
L4, pp. b ctseq,

required to allow for pzirtl'cibatlon.by graduates of
various basic cducatfonal buckgrounds and to broaden
knowledge of the fundamental discipline in relation to
applications thercof (c.g. cconomists will qualify as
cducational cconomists), besides the acquisition of
supplementary knowledge (e. g, the historian or ma-
thematician will also be given a practical knowledge
of cducational legislation, the ¢ »nomics of cducation
or educational sociology). The aim of training should
be not 8o much qualification for a particular post as
all-round competence within the university and gen-
eral educational system. Guided by experience in the
United States, the course of studies should primarily
aim at a thorough understanding of the university and
general educational system. The following presenta-
tion is not exclusive. Further additions may be made
to the ancillary disciplines in the left-hand column,
The subordination of subjcet-matter to ancillary dis-
ciplines indicates possible but not exclusive rclations.
Such interdependencies are to be cncountered in most
Amecrican study programmes, albeit with varying
shades of emphasis,

Training courses of the kind outlined aie a pre-
condition for the carrying out in the longer term, by
means of systematically trained managerial clements,
of university and cducational management in general,
previously based on practical cexpericnce and inad-
cquate management methods,

¢) In thc medium term the studics pursucd at
cxisting institutions and onc or two universitics (HIS,
Bavarian State Institute for University Rescarch and
Planning) for ab initio and advanced retraining of uni-
versity and gencral cducational administrators arc
capable of being utilized, Examples and cxpcrience
in the United States arc highly relevant here. One
step towards acclimatizing at any rate the retraining
of management personnel for university and educa-
tional administration in Germany too, can be to ar-
range for a limited number of managerial personncl
from the Federal Republic of Germany, from the
appropriate ministries, witerregional educational or-
ganizations and the universities, to attend advanced
training courses in the United States,  The advanced

ANCILLARY DISCIPLINE

SURBIFCT

Develop nent of the notion of education;

Law governing universitics and research cestablishments;

HIiStory ..o iivensiiinnonneen t
l Univ: rsity history.
i
t . .
Law ereranareans Cereeaes oo Preevemo research and teaching:
| Systems compavisons,
Psvchology Looiieiennn Ceiceenes Conlflict theory; group dvnamics.
SOCIOlOEY L iieie e ie e

' Edueationists and students as social groups; social function of

universities and educational establishments.

Eennomics oiievioeeraossconns

Efficicney of higher education and of the educational establishments
in society, and its cvaluation;
Management methods and tochniques,
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training pmgram‘mo, guém'ihml in Scetion 1, of the
Institute for Educationnl Management of  Havvard
Univorsity specifieally affords such a possibility,

However, the advanced training content of this
programme can only to & limited extut be taken s a
model to imitate, with due nllowance for the special
conditions and reguirements of the university and edu-
catfonal system ol the Federal Republic of Germany,

‘Nevertheless, the pranciple of flexible feedback from

current management problems is transposiable,  In
applying it, the following questions arise in the con-
text of current training requirements in the Federal
Republic of Germiny:

- How canuniversities and educational establish-
ments ensure the quality of their serviees?
Tackling this problem  entails an anialysis of
their capabitity, with inclusion of an evaluation
ol their «fficiency,

- Where does the boundary line run between
operational rationalization and monitoring of
ceonomic officieneyin thefield of science?  To
answer this quaestionthe university tna general

eductitionai manager has to come to grips with
ceonometrics and its effieiency.

- How can the lack of mobility of edueational
perdonnel be dealt with?  To ensure a high
standard of educational performance a balanced
relation between the various age groups repro-
gented is of great importance,  As regavds
imbalances that have oceurred or ave likely to
occur, alternatives to the present staff strue-
ture should be tested,

- lHow can universities and other edueational cs-
tablishmeats be adjusted to requirements under
the conditions of a4 stugniant cconomic 7
The necessity of proeeeding from plianuca ex-
pansion to planncd adjustment requires different
strategies of planning and decislon making,

On this side of the Atlantic there have only been
made so far modest cssays towards such o Kind of
advaneed training, The need for developing and en-
couraging them is an urgent one, if the universitics
and the educational system in genceral are to perecive
and sceure the scope for decision making that ought
to be alloeated to them in the interest of their goeial
function in society.

The above is a4 report on a study mission carriced out by the author in the Autumn of 1975 with the aid of a
travel grant from the Donors' Association for Promotion of German Arts and Scicnces; the author wishes to
convey his thanks and indebtedness to the following persons who genemusly helped with information, advice and

data:

- at the American Couneil on Education: Roger W. leyns, President; Broadus N, Butler, Dircctor, Office

of Leadership Development in Higher Education; Charles F. TFisher, Program Dircctor, Institute for
College and University Administrators; Rose Lee layden, Associate Dircctor, Intcrnational Education '
Project; John I, Hughes, Direetor, Policy Analysis Scrvice: Thomas M., Stauffer, Program Dircctor,
Academic Administration Internship Program:

at Harvard University: Richard P, Chait, Dirccior, Institute for Educational Management,

at the University of Michigan, Ann Arbor: Juseph P, Cosand, Dircetor, Center for the Study of Higher
Edueition; Marvin W, Petersor, Faculty Member: Edward A, Dougherty, Office of the Vice-President
for Aca.~mic Affairs;

atthe University of Minnesota, Minncapolis:Jack G, Mervin, Dean, College of Education: Paul V, Grambsch,
College of Business Administration and Graduate School of Business Administration; Carl R, Adams and
Roger G. Sehrocder, Center for Academie Administration Rescarch: Vernon Hendrix, Clifford Hooker
and Don Morgan, Department of Educational Administration;

at the University of California, Berkeley; Frederick E. Balderston, Chairman, Center for Rescarch in
Management Science; Lvman A, Glenny, Chairmsn, Center for Rescarch and Development in Higher
Eduecation; Dale Tillery, Division of lligher Edueation, School of Fducation;James M, Corley, Chancellor's
Uffice.
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