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ABSTRACT : . .
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Introduction , ,

A

' Instead of an on-éifcé evaluation visit to the Central Admiﬁiétfation as part
of the réqent pfocess of rez.a"fflirmla.tion' of the accréditat,ion of Inter American Univer-
sity of\‘Pu'erto RICO by the Co'm.m_'isbsi.olti' on Higher Education of the Middle Stqtes.
Assoc'iéti'on of Colleges and Seco_hdaf.}r‘Sdhools, the then Executive Secretary .of

— “the Commis_éiqn, ‘Dr,_Harry ..W.APorte‘r,‘ and the President of IAU, Mr. Sol L.

Desc'artes, agreed to hold a seminar '\r},Whié,h the Commission would be represented
by selected delegates and the Uti‘i{’rérsity‘by its chief administrative officers, In
reality, the C‘ommissioh had suggested that, in iri_ewa the preceding on-site visits

by its ‘various evaluating teams to the five instructional units of the Univer\Sity"', no
on-site visit to the University's Central Administration would be needed. President

N Descartes, h'owever,"."felt that IAU administrators could benefit from contact with

-

~—— stateside administrators of universities such as Inter American, which operate at

~ a number of.campuses. and at several different academic levels, to exchange views

on the necess-fciri,ly complex administrative organization, policies and procedures
neéded under these circumstances. Hence the seminar.

P - Work haé Ja.li"tlaa'dy Iprogresls,ed at IAU on_a' seif-study report for the expected
'e‘valuatiqn visit to "il;s"-"(j,ér:z.tral- Administration.." Hc;Weilel', given the change in the
nat'ure»of the visit, the:"v‘édit‘fin'g of a doc;!_me'ut, baséd on the sélffstudy @ate:ia}s,
which'cou;d serve as a bé'sig, for discussions at the seminar was entrusted té |

Dr. Glenn J Chri'sten'sen. of .I:;ehigih University, ;1 consultant to President D'elscartes,

ex-President of the Middle States.»AS's_ociatioq, and Chairmaﬁ of the Commission on

Higher Education evaluation teams that visited Intéxf American Utﬁvqrsity in 1964

.




and 1968. This do'cumént, entitled Long Term Issues in the Administration of

Multi—Carﬁpds Universities was disfributed to the Commission's rep'reée_ntatives,
IAU's participénts at.ﬂ c.)bse.rvers, and is mentioned from tir:‘ne“to tirﬁe in the
tfanscript .that ‘follows. |

| The seminar .to.ok place én November 24 and 25, 1975" Vic_e
Cha.lt.l.cel.lor G. Bruce Dearing, Dean Joh;l IJ..Thé‘c')betlld, Vice President Emeriﬁs

\ ' Jol__m L. Swink and Chancellor Albin O. Kuhn accompanied the Interim Executive .

2
¢

Secretary of the Commission on Higher Education, Dr. Dorcthy G. Peteréen, as’

the Cc_)mmission's delegates. The first thx:et_a nam_ea had had previbus ex];erience
at IAﬁ as members of or.qhgirmen of MSA-CHE evaluation teams.
The pageé tl;at. follow are a tra.n‘scfipt_of the reéorded talks and
. comments during ti;e four $essions.of the seminar. The four main topics discussed
wefe administration, instruction, fi-nancés,_ and students and alumni within the .
setting of é multi-campus university.

The editors of this record wish to take advantage of this opportui ity

to thank the delegates from the Commission on Higher Education and the participants

~

- from Inter American Univer.sity for their pétien‘cé and cooberation in go.ing‘over the
transcript.s to correct errors aﬁd insure, insofar as possible; that the prinfed
word as presented on the follé\ving pages faitl;fuily ret"lecfs theuviews orally
e.xpre’ssed at the ée minar.

For the convenience of readers a few lings of biographi'.cal data on each

of the speakers follows. The speakers are listed m the order of their first appearance

in the transcript. .

& . . . -




ALBIN O. KUHN 's Chancellor of the University of Maryland at Baltimore. Borﬂ;

e

SOL LUIS DESCARTES is the sixth President.of Inter American University of

~ Puerto Rico. Born in Ponce, Puerto Rico. President Descaries took his B, A,

from the University of Puerto Rico and his M, S, from Cornell University. After
leaving the Agrioultural Experimental Station of the University of Puerto Rico in
1941, with which he had been associated as an agricultural economist since 1934
and as division head since 1940, President Descartes served successively as head
of the Central Office of Statistics in the Office of the Governor of ‘Puerto Rico, on
the Puerto Rico Planning Board, as Director of Economic Research for the Puerto

_Rico Industrial Development Corp as Treasurer in the first cabinet of Luis Muficz

Marin, as first Secretary of the Treasury under the Constitution of the Common-
wealth of Puerto Rico, and as Executive Director of the Puerto Rico Water
Resources Authority. President Descartes also served as Assistant Executive.
Vice President of the Banco de.Crédito y Ahorro Poncefio before becoming, in

1963, Vice President for Latin America for the consulting fi. m, Zinder Interna-

o tlonal Company, in Washington, D.C. Preésident Descartes has served as advisor

to a' U, S, delegation to the World Trade Organization and as a’ ‘member of or
consultant to various United Nations missions and/or delegatlons to Chile, Costa
Rica, Panam4 and Perd. He also headed the World Bank's team on )vaﬁ;r and
agricultural development to East Paklstan in 1967-68. -

.
Prior to his appomtment to the' preS1dency of Inter American- Un1vers1ty in 1969,
President Descartes had served since 1966, on the institution's Board of 'I‘rustees
Since 1971, President Descartes has served on the Commission on ngher Education
of the M1ddle States Association of Colleges and Secondary Schools

/,

DOROTHY G. PETERSEN is a native of Trenton, New Jersey. Her B.S. was..

awarded by Rutgers, her M.A. by New York University and her Ed. D. by Rutgers.

Dr. Petersen's field of specialization is elementary ¢ducation. She joined the

izculty of Trenton State College after classroom experience in elementary schools
in New Jersey. She was named Professor of Education in 1952. Her administrative

_experience includes service as a school princ ipal, as department chairman, as

chalrman of graduate studies and as dean of graduate studles.

Dr. Petersen has recently undertaken the work of Interim Executlve Secretary -

' for the Commission on Higher Education of the Middle States Assoclatlon. - This .

seminar is her first experience with Inter American University. \

- o
|

in Maryland, Dr. Kuhn took his B.S., M. S, and Ph.D. from the University of

- Maryland, and also pursued further pos t-graduate work at the University of

Wisconsin. , Since 1939, Dr. Kuhn has been professionally associated with the

- University of Maryland in agronomic extension work, as associate professor and

professor departmeut head, As51stant Pre S1dent and Executive Vicz President,

. ) I.' . I /1



before assuming his present. duties in 1971.. He llas also served on the Board of
/Dlrectors of the Hospital Cost Analysis Service, Inc., and of the Maryland
Hospital Service, Inc., and as a member of the Maryland Hospital Commission,
the Government's Committee on Rehabllltatlon Commission on Modernization,

the Committee for Comprehensive Health Planning, the Baltimore Urban Coalition,
the Association of Academic Health Centers, and as Pre51dent of the Maryland
Association of Higher Educatlon. :

This seminar is Dr. Kuhn's first experience with Inter American University.

G. BRUCE DEARING is the Vice Chancellor for Academic Affairs of the State
University of New York. Born in Erie County, Pennsylvania, Dr. Dearing took
his bachelor's degree at Allegheny College and his master's and doctor's degrees
in English at the State University of Iowa. HPe served on the faculty of Swarthmore
College, -the Un1ver81ty of Minnesota and Cornell University before becoming Dean
of the School of Arts and Sciences at the University of Delaware, from which
position he moved to that of President of SUNY at Binghamton, before assuming
the Vice Chancellorship of the SUNY system. He has been active in the J}merican
Council of Learned Societies, the American Humanities Center, the Assoclatlon
for Higher Education, the College English Association, the Modern Language

“Asgsociation, the Natlonal Council for the Teaching of Engllsh and the Association
of Land Grant Colleges and State Un1vers1t1es.

Dr. Dearing has been preV1ously acquainted with Inter American Unt - erslty through
his chairmanship of the CHE-MSA evaluating team that visited IAU's San German
Carapus from April 6 through 9, 1975.-

JOHN J,- THEOBALD is the Dean of Graduate Studies at the New York Institute of
Technology. His B. A, deﬂ'ree from Columbia, in 1925, was followed by a B. S. ,
a C.E. and-a Ph. D, in Political Science. From 9/9-49 Dr. Theoblld was ,
successively instructor, assistant, associate and%fuh professor of Civil Englnecrmg
at the thea City College of New York, _as well as Ad)unct Professor at Columbia's .
School of Engineering from 1943-49. Academlc aom1n1strat1ve positions he has held
1nclude Dean of Admissions to CC’NY President of Queens College from’ 1949-58,
and:Executive Vice President of the New York Institute of Technology from 1966
until 1974, when he assumed the dutiés of Dean of Graduate Studies.  The publlc
service record of Dr, Theobald includes service as a consultant to the Westchester

- Charter Revision Committee, the Engineering Statistical Division of the WPA, and
the U.S. Bureau of Budget, From 1956 to 1958, Dr. Theobald was Deputy Mayor | .
of New York City, and from 1958 to 1969 was its Superintendent of Schools.

In the private sector, Dr. Thepobald has been associated with U. S. Industries, Inc. ,
~ the Jamaica Savings Bank, and the Data Transfer and Access Corp. Dr. Theobald

g
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has also served with the. Natlonal Counciy of Chr1st1ans and Jews the YMCA and .
. the Boy Scouts of America. .

Dr. Theobald's first experience with Inter American University was as Cha 1rman
~of the CHE-MSA evaluating team that visited IAU's regional colleges from Marcn 31
to Aprll 4, 1974. : :

BRIAN W, IRVING was born in California. and took his B. A, in History at- the -
University of California in Los Angeles. From Wesleyan University he received
an M.A,T, and an M. A, in Hlstory from the Umverslty of Connectlcutt at Storrs.

e

~

Before coming to IAU, Mr. Irving had taught at the Unlverslty of Connectlcutt and

" also served as Reglstrar at its Waterbury Branch. Mr. Irving began his service '

at IAU in the Department of History and Political Science at the San Germéan Campus ‘

in 1967, and, during 1970-71 served as department chairman, before undertaklng T

the dutles of Dean of Academic Affairs for IAU's Programs at Military Bases in ’

1971, In 1972, Mr. Irving became Dean of\the PMB Unit and in 1973 was appointed

. as Vice Premdent and Executive Dean for.the San Germ4n Campus of Inter Amerlcan
University. - . \

-

J OHN L. SWINK servec’. as Vic Pres1dent and Treasurer of Rutgers, the State
University of New Jersey from 1962 to 1974 and has been the emeritus holder of ,
those titles since. Born in Colorado, Mr. Swink took his B.S. from Rutgers and

his M B.A. from New York Un1verS1ty. Before joining the faculty of Rutgere in
1939, Mr. Swink had worked with the Prudential Life Insurance Co. Mr. Swink
Served as Rutgers' Dean of Administration from 1958 until 1962 when he became ,
its; Vice President and Treasurer. Mr. Swink is 2 member of the Board of Managers
“of the Rutgers University Foundation, and of the New Brunswick Savings Bank.
During ‘World War II, Mr. Swink was decorated with a Bronze Star and an Oak Leaf
-Cluster and with the Cr01x de Guerre of Luxemburg.

Mr, Swmk's experience with Inter American Un1vers1ty dates from 1968 when he
formed part of that year's CHE-MSA evaluating team. He subsequently visited the
. University as a consultant on financial matters. .In 1975 he formed part of the

CHE-MSA team char(red by Dr.,. Theobald that visited IAU's reglonal colleges:

Y -

JORGE F. FREYRE was born in Havana Cuba, and in 1954 finished his degree

as Doctor en Derecho at the University of Havana.» His master's and doctor's
degrees in economics are from Yale. From 1956 until he left Cuba in 1961,

Dr. Freyre taught at the University of Villanova,in Havana, and, in addition served
as an economist with the'Banco Nacional de Cuba the Soc ial Security Bank of
'Cuba .and the Banco Continental Cubano. , \ \\

- ) . |

\
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Since leaving Cuba, Dr. Freyre has served, in various éonsultant capacities, the .
Organization of American States, the Inter American Dé-elopment Bank, the Inter
 American Center for Economic and Social Studies, the Government Development
Bank of PuertO/Rico and the Puerto Rico Cooperative Development Association.

Before jommg IAU, Dr. Freyre had taught economics at ! Uni»ersn,y .

of Puerto Rico. In 1969 he was appointad to the Departme at of Economics and
Business Administration at the San Juan Cgmpus of IAU. an?i in 1971, became its . -
chairman. In 1973, he became Dean of Academic Affairs for the San Juan Campus
and in 1975 succeeded Dr. Laviniu H. Crescioai as its Vice President and Executive
Dean. ‘

\ -

\

JUAN GONZALEZ RAMOS, Vice President for Planning of Inter American Univer--
sity, is a native of Puerto lhco. His B.S.A, was awarded by the University of ,
Puerto Rico and his M. A. by the University of Chlcago. Mr. Gonzilez began his ’
career in the cattle improvement program of the U.S. Department of Agrlculture.
After military service in World War II, he transferred to the Puerto Rico Land
Authority, and then to the Puerto Rico Plannmg Board where he served as Chief
of Capital Budget and had I‘eSROﬂSlbllltleS for both rural and urban, as well as
social and economic planning. \ - :
In 1957, Mr. Gonzilez moved Ao the Ecopomic Developme t Administration of
Puerto R_co and during his tenure there eXerclsed administrative, management
. and fmanclal functions related to the. Puerto Rico Industrial Development Company,
the Puerto Rico Ports Authority, and for programs related to the development of
both tourism and industry,, M\r. Gonzélez later, while on loan from the Puerto
Rico Department of State, worked with the U. S. Agency fclr International Develop-
ment on projects in Jamaica, Dommlcan Republlc and Trlmdad

) \ . |
In 1966, Mr. Gonzalez joined the management consultant f1rm of Clapp and Mayne,
Inc. as one of its principals. :

In 1971, Mr. Gonzalez joined Inter American University ;in his present capacity.

4

ISRAEL PLANELL, Assistunt. Secretary of the Board of Trustees of Inter American

Umvermty, is a native of Puerto Rico and one of the early graduates of this insti-

tution--1932. Durmg the early vears oflus adult life, Mr. Planell served as ,r’ v

teacher, supervisor, and school principal in the public school system of Puerto,
Rico. He later served for several years as the Commonwealth's Undersecretarv
of Labor. ) , ‘ \ : !
Upon leaving the publlc sector Mr. Planell oined the management firm of Clapp
‘and Mayne as a consultant and advisor on pe\Fsonnel. More recently, he has

/
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. occupied the presidency of the firm Publicidad Asociada ‘-in San Juan, and has
served as a management consultant to the Commonwealth's Department of Pubhc ‘
Instruction. -

PR— -

KENNETH E. KALANTAR was born in Chicago. ' His bachelor's degree was
awarded by Rutgers, the State University and his master's by the Rensselaer
Polytechnic stitute. Before coming to Inter American University, professor
Kalantar taught at the University of Caldos in Manizales, Colombla and- the Naval
School of Colombia, as well as working on a special project in the teaching of
physics sponsored by the Puerto Rlco Department of Public Instruction. k
!
Ifrom 1970 to 1975, professor Kalantar served in the Bepartment of Chermstry
of the San Germdin Campus. In October of 1975, he undertook full-time adminis-
trative dut1es at the San uermé.n Campus. :
‘-\ . S ) : ! d
T LAVI;{IA H. CRESCIONI is Inter American Umver51ty s Vice Pres1dent for
’ Academic Affalrs.\ Born in Cabo Rojo, Puerto Rico. ‘Dr. Crescioni took her B.S.
from the UmverS1ty of Puerto Rico, her M. A./from New York University and her '
Ed. D, from Florida State Umverslty. Her atademic background includes service
- as a'secondary school teacher and supervisor and as an assistant and associate
professor at the University of Puerto Rico. Before joining IAVU in 1966, Dr., Crescioni
‘had served as a psychologist with the. Puerto Rico Department of Publlc Instruction
and as acting director of the Guidance Office of UPR's College of Fducation.

Dr. Crescioni directed the Upward Bound and. E'arly Chi]dh'ood Educati'r;n Programs
at IAU until 1969, when she was appointed Dean of the Regional Colleges.and
! Extensions. She was named Vice President and Executive Dean of the Regional
College Instructional Unit in 1972, and in.1973 was asked to become the Vice .
President and Executive Dean of IAU's San Juan Campus. She assumed her present’
duthim 1975.
The pu}\:)\hc service record of Dr. Crescioni mcludes serv\l e as a .consultant to the
Social Security Administration's Bureau of Hearings and Appeals to the Head Start
Program and as a member of the Conimittee oé\iﬂuman Resources and of the
Advisory Committee for the Development of Public Servicé Personnel of the Common-
wealth of Puerto Rico. Dr. Crescioni has also served, successively, as treasurer,
secretar&and president of the Puerto Rico Psychologlcal Association, and as a
- member and pre51dent of the Board of the Puerto Rico Psychological Institute. -

-

f AUGUSTO BOBONIS is a native of Humacao, Puerto Rico and has been associated
with education in Puerto Rico all his life. HlS B.A. in Chemistry, and M.S. in
Mathematics, were awarded by the Uviversity of Puerto Rico, and his Ph.D. in

o | 12 |
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Mathematlcs by the UnlverS1ty of Chicago. Dr. Bobonis began hlS career as an
1nstructor io ‘the Department of Chemlstry at UPR and rose to the rank of professor

e

of Puerto Rico as Director of Secondary Education: for the. Island's schools in 1953.
In/ 1957, he returned to UPR as a special advisor, to ‘the institutlon s preS1dent and,

< in 1958, lundertook the deanshtp of that university's ‘School of Educatlon. In: 1972

. Dr. BObODlS was named Professor Emerltus of Mathematlcs and Dean Emerltus
__.oLthe-Umversny of Puerto RICO. _ ' :

e

v

BObODlS assomatlon W1th Inter Amerlcan UnlverS1ty dates from 1969-—70 when
he undertook to head.the adn'nnlstratlon of the San Germén Campus during a period
of faculty and student q}nrest From 1971-to 1975 he served as IAU's Vice President
‘for Academic Affairs <and sirce July of this year has acted in the capaclty of spec1al :
consultant to this 1nst1tutlon s prestdent

N e,
P
.5

Tn addltlon to his teach1ng and adn'umstratwe functlons Dr BObODlS has served on. }‘-’ .
various educatlon-related delegations and comnittees of the Orgamzatton of Amerlcansn,, L

K

", States, the American Association for Colleges of Teacher Traming, the National

ASSOClathD of ‘Land Grant Colleges and Universities, the Natlonal Science Foundation,

" the U. S. Departiment of Health, Education and Welfare, the: Ford Foundatlon and the

College- Entrance ‘Examination Board. Dr. Bobonis chaired the C\EEB committee
that developed the Prueba de Aptitudl Académica for Puerto RICO which corresponds ~

“to the Scholastlc Aptltude Test in English.

o . . . - o Fa . . .

&
FERNANDO L. FERRER an alumnus of the San Germaén Campus of Inter. Amerlcan
University, was born in Ponce Puerto Rico. He served in Korea before enter1ng )
“Inter Amerlcan . where he speclahzed in economlcs. :

For elght yearxs after his’ graduatlon Mr. Ferrer advanced through various positlons
in the Office of the Dean: of Students of the Mayaguez Campus of the Un1verS1ty of
Puerto Rico, serving as Acting Dean during his last year there, before moving to
the College Entrance Examination Board, where as Assoclate Director of the Puerto

" Rico Office, he was responsible for test admlnxst_ratlon and experimental testing

programs.

In 1968, Mr. Ferrer came to Inter American Un1ver81ty as Vice Presxdent for
Student Affairs with responsibilities for r rec\nment and admissions,. financial aid,
guidance and other student services, spemal eteran's Services, ‘and student
-~conduct and dwclphne. ' L= ~

. ~ JQ\
-

. FE(LD( TORRES LEON also an alumnus of Inter Amerlcan UM

in Aguadllla, Puerto R1co. After service in the Korean conﬂlct Mr. Torres \

. \‘ - » - oL ‘13: '. ) ) ba’»‘
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" specialized in English and education at the San German Campus of IAU, and later.
‘took his M. A. from New York"‘Uniw\rersity in the teaching of English. After two
years experience in secondary school classrooms, Mr..Torrés became a Zone
Supervisor, and later a Regional SuperV1sor of Enghsh withip Puerto Rico's
Department of Publlc Instructlon. :

In 1967, he was appointed to work ou the development of 'Speci(ai\l educational
project's, and in 1969, beoame Superintendeut of Schools for the District of Ponce. -

. Mr, Torres who had taught many classes at JAU on a part-time baS1s formally

g joined the institution in 1971 as Director of its Aguadilla Regional College. A year
- . and a half later, he succeeded Dr. Lavinia H. Crescioni as Vice President and

' - Executive Dean of IAU's Regional. College Instructional Unit, the posmon whlch he .

holds today. - s : i

+ . \. ] . . ‘ | |

RAUL AC.EVEI')O. CASTANEDA was born in_San Juan, Puerto Rico. He began his
studies at IAU's San Juan Campus in 1968 and‘is majoring in Political Science.
This year he is a meniber of the Campus' Student Advisory-Board.

ELIAS RIVERA CIDRAZ is a native of Fuerte Rico. His B. B.A. and, a year later
. a graduate diploma in public administration were-awarded by the University of Puerto
Rico. His M, B, A. was earned at Harvard. Mr. Rivera Cidraz, béfore beginning
work in the public sector, worked seven years with the First National City Bank of
g " New York and one year with a San Juan firm of Certified Public Accountants. .- He
began his career in the public sector with the Bureau of the Rudget, to which he
‘returned in 1967 as Director. Between his two terms of service with the Bureau
of the: Budget, Mr. Rivera Cidraz served as Assistant Secretary at the Commonwealth
e Treasury Department, as President of the Farm Credit Corporatlon and Chairman
' of the Sugar Board of Puerto Rico.
Before coming to IAU in the early part of 1975, Mr. Rivera Cidraz served as Dean
of Administration, and, during a particularly d1ff1cu1t period, as Actmg Chancellor ¢
A - . of the Rio Piedras Campus of the Umvers1ty of Puerto Rico.

/
/

Mr. Rivera Cidraz has chalred a number of Comm1ttees for the Commonwealth

Government and served on a good many others. These include the Second -

Reorganization Committee of the Executlve Branch, the Committee for the Planning

and Development of Electronic Information Systems, the Committee for the

Governor's Prize for Administrative Improvements, the Committee on Credit and .
_Guarantged Loan Program of the Department of Agriculture, and a similar committee

"~ for-the Tobacco Industries, the Agricultural Council, the Advisory Committee on
Pension Funds, the Advisory Committee for the Development of the Irrigation -
System of Southwestern Puerto Rico, and the Merit System Award Committee.
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Mr. Rivera Cidraz is also a member of the Board of Trustees of the Common-
wealth's Medical Center and its Public Buildings Authority, as well as a member
of the Higher Education Panel .of the American Council on Education.

RAM S. LAMBA was born in'Calentta, India, and took his B, S, and M. S. from

Delhi University. His Ed.D. in chemlstry was awarded by the East Texas State -
University. Dr. Lamba has been with Inter American Un1vers1ty since 1969, is

a member of the University Senate and has served as department chairman at the ’

San Juan Campus during the past several years. Before - -coming to Inter American
University, Dr. Lamba worked for two years as’ chref chemist for the Beaumt
Corporation in Humacao, Puerto Rico, and has since served as a consulting - )
chemiist to various flrms e _ . S ©°

i

RAFAEL CARTAGENA is a native of Orocovis, Puerto Rico. His B, A, was taken
at Catholic. University of Puerto Rico, his licenciatura (M.A.) in theology at-the p
' Gregorlan University in Rome and his M.A. in philosophy at the University of '
Puegto,‘Rlco ) :
Mr. Cartagena's background, prior to joining the administrative staff of IAU's
regional colleges in'1973, includes teaching at the secondary school level and at
the Catholic University of Puerto Rico'and the College of the Sacred Heart in
addition to Inter American University. Mr. Cartagena was appointed Dean of
Academic Affairs for the Regional College Instructional Unit in June, 1974.

"RAFAEL ZAPATA was born in Cabo Rojo, Puerto Rico. He graduated from the
Catholic University of Puerto Rico in Ponce in 1959. After graduation, his first
service was as Director of the Accounting Section of the Commonwealth Depart-
meni of Public Health, in Mayaguez.

.In 1960, Mr. Zapata joined Inter American University. The following year he was
pnamed as the University's Chief Accountant, and as its Auditor in 1968. In 1970,

. at the ti'ne of the establishment of the institution's current organizational pattern,
Mr. Zapata was named to the position of Vice President for Financial and Adminis-
trative Affairs, the capamty in which he has continued to serve up to the present
t'me. _

o
RAYMOND L. STRONG was born in Colorado. His B.S. is from Harvard.'and
his B.D. and Th. D. from Princeton Theolog1cal Seminary. He also spent two
years at Oxford Unlversn,y as a Fulbright Scholar.
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Before coming to Inter American University, Dr. Strong spent seven years at the
Union Theological Seminary in Matanzas, Cuba, and five years as President of
‘the Evangelical Seminary in Puerto Rico. In addition to these academic duties,
Dr. Strong has sérved on the Comm1ss1on on Ecumenioal Relations of the United
~ Presbyterian Church and as Secretary for Latin America of the American Bible
Association. K ' :
Since coming to IAU in 1970 as Professor of Religicn and Philosophy at the San
Juan Campus, Dr. Strong has also worked on the development of the 1nst1tut10n s
religious life policy and program and, since 1973- 74 has preS1ded over the
University Senate

- . s/ y : o :

- "LUIS.E. GONZALEZ VALES was born in: Rfo Piedras, Puerto Rico. Mr. Gonzilez

— Vales received his B.A. in history from the UmverS1ty of Puerto Rico and his M, A,
from Columbia, where ke has also taken work toward his Ph.D. From 1955.t0 1967
Mr. Gonzdilez Vales rose from the rank of instructor to that of associate professor

- at the Faculty of General Studies of the University of Puerto Rico, and isn'the latter

year transferred to the Un1verS1ty's Faculty of Humanities. His administrative
experience includes.service as the assistant director of the Faculty of"General
Studies' Department of Humamtles and as Assistant and Associate Dean of that
Faculty. : :

Slnce ROTC in college, Mr Gonzilez Vales has maintained an active relatlonshlp
with, first; the army, and, later, the National Guard. He served on active duty
in both Puerto Rico and Germaiy, with the New York Army Reserve Na'tional Guard,
" and the Puerto Rico Army Reserve National Guard, rising to the post of Commandmg
Offlcer of the First Battalion of the 65th Infantry in the latter. Since 1971,
Mr. Gonzdlez Vales has been assocxated with the 2979th USAR School, and, since
1974, has been its commandant. In conjunction with this area .of service Mr. Gonzdlez
Valés has taken, among others, ‘'spaeial courses or training in Air Transportability,
. _Information and Educatlon Defense Strategy, Preventive. Mamtenance Natlonal
. Security Management and Senior Officers' Orientation, o i
\ ,’
Since 1967, Mr. Gonzalez Vales has served as the Executive Secretary of the
Council on Higher Education of the Commonwealth of Puerto Rico, and\ ince 1974
as Executive Secretary of the Commonwealth Commission on Post Sechdary
Edueation.” ~ . o - . /

v
’

GLENN J. CHRISTENSEN was born in Canton, Ohio. He took his B.A. from the
‘College of Wooster and his Ph.D. from Yale. Since 1939 he has been associated
with Lehlgh Un1verS1ty, successively as instructor, assistant, associate and full
professor of Enghsh He served as Dean cf Tshigh's Coll iege oiAﬂ:s and Sciences

from 1956 to 1962 and as Provost of the Umversmy from 1962 fo 1969. Since 1969 E
: / .

&
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he has been University Distinguished Professor. From 1960 to 1966 Dr. Christensen -
was President of the Middle States Association of Colle ges and Secondary Schools,
and has also served on the Association's Commlssmn on Higher Education.
, Dr. Christensen is ‘Chairman of the Board of Trustees of the Northampton County
- Area Commumty College. s

Dr.  Christensen has had-a long and, for the mstltutlon fruitful relatlonshxp with
IAU. He chaired both the 1964 and 1968 CHE-MSA evaluatlon teams that visited the
_institution, and since 1968 has worked as a consultant to President Descartes.

<

RICARDO RAMIREZ ACOSTA was born in San Germa.n Puerto Rico. " His B. A.
degree was awarded by the University of Mlchlgan and hlS LL. B. by the University
, of. Puerto Rico. Before joining Inter Amerlcan University in 1961 Mr. Ramirez
—# "=~ " had headed the. legal divisions of agencies of the U, S, . Department of the Interlor
: and of Agriculture in Puerto R1co -and also served in the Department. of Justice of -
the Government of Puerto Rico. Mr. Ramfrez also headed the claims department
of a private msura.nce com:any in San Juan '

Before being appointed Vice President for Uiiversity Relations in 1970 in IAU's
current administration, Mr. Ramfrez had served the institution in the capacltles
of Director of Umversnby Act1v1t1es and of Assistant to the President.

MARIA VICENTE DIAZ is from the Guayama Reglonal College of IAU where she
is President of the Student Council th.lS year. Her major is Psychology.

<

BERTA F. PUERTA GUERRERO was born in Cuba. She began her studies at
IAU's San Juan Campus in 1973. Her major is Spanish, and she has’ maintained
a 4,00 grade point average throughout her college career.

ANNIE SALVA is a native of Utuado, Puerto Rico. She entéred the San Germdn
Campus of IAU in 1972. Her major is Home Economics. In January, 1975 she
was selected to chair the Campus' Student Advisory Council and was reelected to
the same post in August of this year.

1

JOSE ACABA is a Music Education major on the San German Campus of IAU.- He
’ began his studies there in August of 1973. He is Pres /).dént of the Campus' Music
Association and Vice President of its Student Adv1sory (‘ouncil




THOMAS'J. BRONSBERG is a student in the Programs at Military Bases . =
Instructional Unit of JIAU. He began his studies last year at Fort Buchanan, Puerto
- Rico and is ma]ormg in elementary educatlon Mr., Bronsberg is from Chicago.

ANDRES M, MARRERO was born in Jayuya, Puerto Rico. He entered the IAU
- School of Law in 1973 after having mke&: B.A. in political science at the

University's San Juan Campus. He is rently the President of the School of

Law's Student Council, -

J. t\I;lARNEL ANDERSON was born in Florida. He took his bachelor's degree

- from McNeese College and his master's and doctor's degrees in history, from
George Washmgton University. Before coming to IAU, Dr. Anderson had served

w1t}§the Peace Corps in Brazil, with the Human Resources Research Office of
ge Washmgton Unlversny, and as assistant professor of history at McNeese

Co11e§§ _ | S

Since 1968 Dr. Anderson has ‘been assoclated with the Hlstory Department of the .
o San Juan Campus of Inter-American University which he chaired for several years.
- He has also served in the Un1vers1ty Senate. - S

JOHN B, VIILE LLA was born in Pennsylvanla HlS bachelor s degree was taken
at Gettysburg College and his master's and doctor's in zoology were awarded by.
the University. of Michigan. ¥rom' 1954 to 1961, Dr. Vvillella was associated with
research projects of the U, S, Atomlc Energy- Comm1ssmn at the University of

Michigan, and from 1961 to 1966, in addition to research work for the Commlssmn -

-~

at the Puerto Rico Nuclear Center he also mught at the Un1vers1ty of Puerto Rico.

Since 1971, Dr. Vlllella has been associated with the Blology Department of the
San Germ&n Campus and active in student affairs on that Campus. -

LA

LYNN DARRELL BENDER was born in South Dakota His bachelor 8 degree was -
awarded by Georgetown Umver51ty, and his master's and doctor's degrees in:
. . political science, by George Washmgton Univers1ty :

Before joining Inter’ Amerlcan Univers1ty, Dr. Bender served w1th the L S
Department of State in Venezuela and in: Gabon,. -and taught at Howard Umver51ty

L

Smce joining Inter American Umver51ty in 1972, Dr. Bender served two years as
a department chairman.on the San Germdn Campus and for the past year has been
that Campus Dean of Academic Affalrs.
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Monday, November 24, 1975
Mormng Session

Sol L. Descartes: In reviewing a central administration or, .of course, the-

organization of ahy imiversit;v,' there are .always serious problems, but,
ina multi-campus university, tbere is an ever-present problem: the
maintenance of a balsnce between policy control and as much freedom as

- possible at the Operating'level This is probably the most 1mportzr.nt 1ssue
;, ' o for this WOrkShop, as:I have gathered in conversing and talkmg with the .

group here.

Howeve‘r before _we proceed with this and other issues, I want to. :

.,., -

£

.propose a‘few slmple '.'ru.les of the g'ame" SO we can proceeciin a ﬂexnble
4 yet orga.mzed way. These "rules" do not mclude rigld procedures or
) anythmg like that, but are really very simple suggestlons. '
The first person to present his views on a particular issue will be one
Vs - of our /guest consultants from the Mlddle States Commission on Higher

. 1 - E.ducation. As _I understan_d it, each consultant is ready to present his

s v

views on one of the four( sections of the study we prepared for this works'hop,
- : , and, in the preparation of which, all the participants from- IAU worked.

. . : - 4
- :

\

\ 1Long—Term Iseues in the Admmlstration of Mu1t1-Ca.m£us Universities:.
A\Pre sentation Based on Administrative Experience at Inter American University -

N of\Puerto Rico, Academic Years 1969~70 Through 1974-75; Glenn J. Christensen,

: ed.; Inter American University, San Juan, Puerto Rico, 1975,

I'-

L3
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After the first consultant ha.s gwen hs his views on one of the sectlons

]

the other. guest consaltants w1ll be given the opportu:nty to ask him

questions or to make further comments After the guest consulta.nts have .

[

finished with their questlons and comments the JAU partlclpants are

\

1nv1ted to. ask their questlons and make their comments addressed to any
or all of the consultants as the cas_e_may be.
Our 'hope is that, despite the number of participants from IAU, we can’
) / I ' .

maintain a pace of discussion and comment that will enable us to co' .r the

/

agenda in the time allotted

»

Once the questlons and comments of the IAU part1c1pants have been

¥ K

taken care of or as. they are bemg attended we wxll ask that the IAU |

observers ]ot down questlons as. they may w1sh and send them to me.

‘We w1ll try to plesent these questlons to the consulfants and partxczpants

B

either during the course of the workshop or at a wrap-up session before

we fmlsh .as tlrne perm1ts. >

We would have liked tQ have had everyoﬁe partlclpate fully, but,
#

' smce we’ have four mam issues and h0pe to have a fairly complete exchange “

v

of v1ews about each of them durxng the course of today and tomorrow

morning,- with a short wrap—up se'ssion tomorrow a.fternoon tune

_constraints are obv_ious. Nevertheless,qwe will make every effort to

&

- bring the questions of the obseryers fo the attention of the consultants

and participants. p

. With this mtroductlon I will turn this Sess1on of the worksh0p over

to Dr Dorothy Petersen, Interlm Executive Secretary of the Commlsslon

21



on Higher Education, who will"present the first guest consultant, . I she

has other comments or sugge stions, we will be pleased to hear them also.

Dorothy G. Petersen: Idon't think so Mr. Descartes. 1 think the only thing I

would like to say is that I'm very happy to be-here; and that I think these . o
.are going to be very exciting, challeﬁging days I'm Very ‘happy to brmg
¢ - - to you the g'reetxngs and best wxehes of the Commxssxon on ngher Educatxon

Just a few mmutes before. I lett my 'offxce last week the. Chairman of the .

Commxssion Dr. Lee Hornbake telephonecf‘me and asked me to express s \

- \&.. A [N

\s

to President Descartes aid to all of you the velﬁ' best w1shes of the R

S l'_ L
4 .. T

,Comm1ss1on and hopes for a very successful meet,mg. .I_am sure. itwill

. . t
3] T

" be that and I am happy tobe here. AL - Do ' P

oo

\ f
We have as Pres.dent Des: '~a1'tes sald a plan for the conferenc /

'. . . = ;

T o We are gomg to discuss the four selected issues in the report and Ithmk |

- / .

they will' go lin the order that they are 'presei'ited’ in the report.
The first oné; ther,, is "Adminisirative Organization and Operation. "

L We have as a consultant Dr. Albin O, Kuhn the Chancellor of the Un1ver- :

'

sity of Maryland at Baltlmore He has had a great deal of experxence with

o | o "y
the kmd of issues that we are gomcr to discuss’ wdav—-the intricacies of

. - - . /

re'.i.ationships among mu_lti—campus units, "I turn the discussion over tJo

/

Dr Kuhn

Al bln Q. Kuhn:. Mr. Presxdent members of this discussion group, 1t is a real

pleasure to have the ‘oppormnxty to be with you and to look forward to.the .
discussion that all of us will not only enjoy'but from which we will gam

®

some benefit. Rarely have I seen material upon a university\ how at is
- N “ 0.\ hand

v,
P4

Do
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4
¥




s'v

‘)“l

24

organized and its is'sue_s,. | that so olearly exi)resses_ both the‘ideal of the
| administration and the rea.lities_of the situation.as'yve see it .a.nd as you
~see it in place. I was especially impressed with the statement that an
| admmistration should be .ae‘tf-oreatin.g, self-repairing,. se_lf-adapting and

self-invigorating. That is a very good _ideai, and we need to keep it in

front of us as we go through Re entire conference.

"' For some years I was ass iated with the central admmistratien of

. a multi-campus univers:.ty, the versity of Maryland It seemed to me,

durin;nr asse years that the 1deal Yay to have the admimstration work was

-, for everythmg to be decided by the \%entral administration After seme

years in the role of Executive Vice President I became the Chancellor

~ of a campus at the Umver'zity of Mary

~

d-and, in the past seven or eight'

-+

~ years in that role, I have come to feel hat therle should be great local
: .autonomy wi,th most decisions being mad\; at the campu's levei.I |
Obvioiisly there isa basic _v;/ay in whith,we can work together to have
"‘a.great many of these decisions Inade locally. . ‘An Opportunity to brmg
togethel: the ideas fron‘ ‘all segments of the vimversity results in policies
and procedures that can be adopted so that the university as a whole can
proceed _ There should be an essential give-a.hd-take that goes forward

) A
day by day between those ‘whe are m the f1e1d if, you w1ll carrymg ou*

the JOb and those who are charged w1th the resp s1b111t1es of seeing that
the entire entity of the university goes forward. \
It is not rare and it is not upusual to be exa ing the mterrelation-

ships between local autonomy and umvers1ty-wide authority. The

A .
- S
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interrelations_hips betwee'r.- the individual educatio unit and the univer- _ _i

A

\

_ .s1ty as a whole is a maJor issue both for discussion and for the opportumties

that it otters to improve operation.

"y
<

It seems to m¢ that it will be rare for any mstimtion to a.chieve '
u-uform mterpretation throughout any large university, or any large |
| Operation of the policies once they are written. Obv1ously, there must
be reasonably uniform knowledge of what was .intended by the policies and

jprocedures, but equally obvxously, there will always be variations in tbe

L

way they are usec! Ain the context of the problems and opportunities at a

giv én date or on a given campus. T‘us is one way of saymg that wlntever

we miy set up as an organization, or however we may put it together, the

people \vho occupy the positions have a very 1mportant 1mpact on how the
Tk

' work unfolds. It seems to me that this was e.xceedingly well treated in the ‘

materials that were presented to us. The changmg times the changmg S mes

=,

- leadership and the cha.ngmg people who occupy these positions wm produce
a great deal of cha.nge in the actual organization as they provxde progress

- for the universny as a whole anc for its mdividual segments.

s+ . The complaint that it is difficult to get rapid ‘responses isa 'complaint_ '

T~

that all of us experienCe in al_]/of our.actlvities m whatever role we have .. v

in an institution.. And yet the problem as I have so frequently seen over

—— — 4.._‘-‘—‘ -

rthe years is that 1t is easy tc get a rapid response i f the mdivioual who
" is makmg the decisions is willing to be eompletely arbitra"y But it is
s ; often difficult to develop a response that blends. the best ideas that have -

been presented for solution of a problem. Occasionally, when a person

v : 1 N i s ) . -
X ) :
v

| - . . ' : . . » . » . '?

.-\. ) ) . . . . 2 "l:. . a , T
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working with me has begun to recture to me about my slo.rness to respond

I ha.ve sald "1f you want a 'no answer | can respond very rapxdly. But if,

-

in'fact we want to find a 'w\ay to wd'rk out better answers than you ha-"\'/e,_- -
“orl have ‘or any. of us has at’ the momnnt it is‘noing tc take a somewhat

longer time." I thiﬂk each of you in your role has found that this is part

l

'and parcel of the reason we have adnnmstrative people--po try to find 2
: better ansWer than we have found in the past, and to try to find a better o

. . - e e . '~
R l . . : ’ -

+ - 'answer than any one of us has at this moment and 'can enunc iate.
. Ido want to touch on f1ve or six 1tems that ‘were covered in the report
under the: headmg "Admimstratxon Organizatmn and Operatnon.'" How-"

ever, I am very mmdful that the persons who come out of umvers1t1es

N
. ’ P
e
~

normally put capsules together that equal 50 mmutes and I shall ‘not do

-

- ,

s se:en;s to me in the item that you have covered as :"It,em #1-, "Institu—
. _ " tional Viability:’ I‘reed.,m Discipiine and Subversmn " that you are really
f saying that there must be fairness; in. the: a.dmimstratlon Uf the university
in all its segments and at all locations, that there must be a wnllmgness
\
' to keep the door open to listen and, in fact a wﬂllngness to say, "Yes
o : that seemed to be a good pos1t10n for the past, ‘but it now needs to be
. clxa.n.ged.!' _You have siated that clearly in you'r doc Jme:nt. _ This concept |
1s ﬁmdamental to all of the ad‘ministratii_(e policy and proeedure discussions.
In the most trying time that each of us has faced_, in terms of blending
: ’ e fairness, elast;lctty, _and, Lif's.lou will, keeping the institution movinvg, the

&

to- .. most important single factor is the basic moral-fiber of the people ir;volved.




.progress working together in the university setting.

‘become issues of how to blend the central features that will keep a solvent,

R : 27
\ | ~

.There are many' times, in working with an educational department of the

L - : . ’ ,
university that we- must remind ourselves that the university is an instru-
ment for the development of change in society. This means that. we must.

"
search the .very roots of our basic beliefs and concepts to come up with a

'-3
ke :'.‘ \-.J

loglca.l and morally sound way to keep the mst'tutlon movmg forward in -
answering the problems that delay progress. Among the most imporant
characterlstics of a person in administration are the possession of strong
moral fiber and a dedic-atlon to the purposes of the institution that goes’

\
beyond the dedication that the- md1v1dua‘ has tc his own mdiwdual mterests ’

- .and his own mdlndt,al needs.. With these persons of good w111 can make

v

Enhanced paruc1panon isa good way to talk: about more and more

people gettmg into the total plcture in determmmg or ordermg the course

of thr university. o

I must say that I have found myself searchmg and trymg to undersiand

what was meant by the mdlcation of the Senate as a co-equal partner in the

'operation gf the _university.. - ‘ SR . e

The problems, opportunities and the issues that we face very often

’

~sound educatmnal mstltutlon with those changes that wxll make the mstitu-

" tion capable of havmg a dlfferent J.mpact on society. There can be -many ’

co-partners or co-equal gnoups in such act-'iylty,' but they must all have

2 clear understanding of their respon_sibility. There are certain activities

4.

that are best and prcperly accomplished by administrative persons, and

\
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| 'cert‘%tinv poIicies that arebeSt developed by an organization such as the
Senate. If both the Senate_and the Administration vc'an find a way to
-_oontinually co_mmuni_cate and to cooperate."on a—ba51s of mutua_l respect,
much can be aocomoiished ..Thex-e shohld at every stage, be clear
. /_/sponsﬂaﬂily for ea(‘h mdrzldual or or.;gamzation .
| In summary ‘the issue of’ local campus autonomy versus central
_uni'versity authority is_a c_ontlnumg is'sue in a large. umversity. It is not
ra sull.)je"'c_t that can be treated in.detail,' folloyved by the 'deyelopment of
standard opérating__ policie‘s and proeedures, and then considered as a
‘ finjshed'- subjeotf‘ It mu..st contihdnlly evolve. At any giyen ttme, Lthere'
must be reasonably cdmplete ;Solicies, a prooess by which policies can be '

aMBhSad..

op reasonable

" reconsidered and ch‘a_ngec_l, and a system to communi

Given,th‘is"situation abie leade"rs at éu levels -will de
trust in the system and in the pohc1es and the local campus
umver51ty can be expected to move forward in meeting the many oppo.

. that are faced. i R ' . : Y

' Sol L. Descartes: Dr. Kulin, we certainly thank you for your remarks., Now,
would a.n_y of aur other guest consultants like to add something, ask
'questions or make comments about this issue ?

= Ge BruCe Dearmg- Perhaps 1 mlght respond to a few thmgsChancg}_lor Kuhn has :

- said._ My own hlstory is slightly the reverse of his. I was fxrst the . |

e

chammon of campus autonomy as the president of a.campus and then I saw -

S
t

things somewhat differently when I got 1n_to central admmistration as a Vice

>

- Chancellor of the State Uniyersity of New York,
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It does seem to me that all of these issues we are discussing are a |
combmation of problems and opportuniues and one has t'o see both s1des
of them. 1t is easy to think of them.ind;erms of polarities andeff()rts to
find the right point between the extremes.
| One concept I think we can use effectively‘ is that of “creative
tension. " lIt won't do to have eitherah over-pe‘rmissive'administration or
an aj:atiietic faculty. It won't do to have an absolute confrontation or to |
: ha.ve an adversary pi'oeeeding; /Much of what we are atteinptin_g in all
the‘mul'ti-campus systems is to fmd ways of stimu]atmg a productive
 ¢creative tension--a give‘-and-take in debate without allow..i‘ng it ta degene_ra\te,
on the' one hand, into unproddctide ,_squabbles or, oa the other hand, into ..
aceepting the things that one really does not quite wish to,
I was ﬁscinawd, as Albin (Alb in C. 'Kuhn) was, by the concept of a
self-creating and self—renewmg a.dmmlstratlon One of the thmgs that
generally speakmg, higher educatxon admmlstratio'l is /now begmmng to
develop more than 1t had in the past isan effort to identify and to offer
| trammg and educatmg experiences for potentlal admimstrators.- The A~CE )
. administritive Interaship, started b}; the Ford f_dundatiox‘i\ some time ago,
has done a really quite remarkable job d?ideri_tifyirfg peopie who might not
otherwise have been attz;acted into administration and of giving them the
opportunity to discover Whether that is their basic field, Then, if it
pi-oves to be so, to find ways of accelerating learning and to learn directly

by working with a mentor r._ather than all by one's self, struggling with

gtractable problems and with the responsibility at the same time,

Q ' ' -“ ’ : . 23 . S '
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- for a short time and is then going back either to teaching or to campus

\"‘.,
’, ! it
!

~.

h [ am wondering' how much opportunity there may be within IAU',\a.\s\

there is at Maryland or at the State UniVersity of New York, to find . -

tempora.ry ass1gnments as an assistant t6 the Dean, or‘as an assistant to

s

‘ the Pres1dent or in some other way,’ for a "trial run" w1th the expectatlon

that this is a "campus" person who is coming into central administration

-

activity, Similarly, there seems to be a necessity for self-renewal and
for get:tmg back into the teaching—,learnmg situation on the part of long-
time admin’istrators. Some dea.ns and even some pres1dents and chancellors

muirage to do some teaching. L wiE

Two simple examples from my own office: we were able to get an

assistant dean to come from one of our arts and sciences campuses to be

an assistant provost in iny office and then go oack after a year. We were. \

able to do this because the person he was replacing had gone to a campus

as its actihg vice president for a year. Both of these were terminal

arrangements. However, it was very useful to us to have someone

" recently from the campus in central administration. We were told that it

was not only good for our man from centraI administration to see how

‘things were on X.he campus, but the man was also able to communicate

4

some of our concerns to the campus,

So. I'am raising the question of what all of us can do to.‘make more
opportunities to identify poterxtial 'admioistrators, tolpull in; incidentally
more women than we have had in admmlstratlve councils, and more pe0p1e
who have already served as depdartment cha1rrnen or m some other functlon

primarﬂy as tea.chers but, potentiallly, as administra.tors.



" necessary always to.look to the future to set and test our prophecies, But

. possible or would be a good thing to .in.stall this program?" you were P

4‘ . ) ) . . \
.-:. understood tohave said, "Great! We are going to have that program." . -/

' program out.™ - - I . T
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Another point, it seems to me, relates to-the idea of achieViﬁg- '

investment in the solutions. ‘It does not matter how good the solutions are

s i

if there has not been a process of socialization and 'inte_rn._alization. T think

.all of ﬁs_ are struggling with trying to find better means of involving, in

_the process of decision-making, those people who will have to implement

them. .It is an exceedingly difficult question, maybe more difficult for us

in the continenta’I United States just now, with our attenuated enrollments

and our fiscal problems, then it is for you here where the enroliments

.are still burgeon'uig éhd_whére",- b'y some magic, you are managing to get

. ; o ~bo . . . N . .
remarkable support for your students and to be in the black while we're

.
N,
\

in the red. But, in le'ither instance, there is a problem of trying to take

é.dvantage of the pSychol&gical effect of the self-fulfilling prophécy and to

!

I y

_avOidr\the. pitfalls, . -
Earliér, in our platming procedures and in our ;;ffd;:/ts- to work through

the administrative process of determining where we. were going, it was

what often got-'taken' from this was tha_.t w\’ne\n you said, "Would itbe *

-

- !

ise if that particular plan did not |

(S

_ Then it would seem like a vacant prom

' work out.

‘Just how we have to be developing some contingency plan's and when /
we say, "What if we get another 10 percent cut?- What would we do then?" g
-, . ° e . . ‘\i ,)J H '//

we are understood to have said, "My God! Théy are going to take this
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N

So, it is necessary'to.try to avoid.the self-fui'fill.tng prophecy's being' .
either a terrible threat or an unbreakab_le prom'iée.' But yon still: have '/to -
fmd some way of doing it and of trying to take advantage of the.fact th;.t
nothxng is reall) going to be carried forward untﬂ it can be talked about,
thonght about, dxscussed pro .and con. Only then can you get people invest- ]

ed in the decision,

I think this is, in the 'ab'stract, one of the largest problems: we have

‘in multi-campus systems: how we carry out the plafining process where °
_everybody wants to be the first to know. Yet youhive to start somewhere

and when you say "What if 2" People then, somehow start to thxnk and

the next thing you know. they say, ''Since that then what else‘>" T will

stop here.

Theobald: I haVe found very few pe0ple who are concerned about whether

they have their way on a thxng, rovxded they feel they are being involved

A}

- in the process of getting there. ‘Developing this sort of relatxonsh1p often

" really develop it, Your natural leadership comes to the fore. A

calls for avery special skill. I think it has many advantages if you can

You ought to give considerable attention to developing th.is skill with
anyone whom you are prepariné‘for administration, ke it facuity or st.ia:‘ff..w'-"'---‘:\

He or she must learn the ability to promote conetructive participation on |

the part of staff in the discussions ihat precede the making of judgment

and, yet gently maxntam the leadershtp role.

1 don't know how yousachieve that here becauee our statesxde customs

and social relationships are somewhat different from _vours.' We have a

Y
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_fairly well .established set of more& that let us proceed that way provided

we he;re the courage to do sol Even then it'S'not elweys easy becé.use

sometlmes ‘we too are emotionally muolved and are fearful tlmt we may not. )

' succeed in attaming our ends If th1s happens, my guess is that we had :

better take a hard look at whether or not we were rlght in the first place. .)
You folks have quite a d1fferent problem You don't have nearly the

faculty org‘amzatlon_that we do or the well defme_d-roles a-nd rules. On the .

other hand, I must say, as I read the report I see a lot of evidence that

<y

- ’ BT : N

you are moving-toward real involvement, I think when you do that, just .

. as long as you make sur_e that ev'erybody lcnows where l’the buck stops' and
where fi.nal decisioné mtist be Inade you build the 'strongest understanding ‘

a by the staff of the deci 151ons that are ma.de, you get the fullest understandmg
.of what those decisions’ w1ll mean; and by and large, you will have a

. wﬂ-lmg, even, though not always-happy, faculty a.nd staff who will at leaSt |
understand what you are trymg to do and why | |

| Sol L, Descartes- We are now ready-to have the partlcrpants from Inter Amerlcan

a

Un1versﬂ:y ask questlons. Do I see any hands?

Brian w. Irvmg Well I was going to say that in’ this admmistrative orgamzatlon

there ig the question of centrallzatlon versus de-centra”lizatlon.

It seems to me one of our major problems is the increasing complexity
7 .

of vadministration in this university; 'A In other w\o_rds, the increasing ’
. . ) — : . . \ . .
complexity of the university.

¥y
AN
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What lpay have worked in the admmlstratlon last year may not,

necessarxly, work tlns year. For example 1 always hke to think of the

bl e S oE R
; generals who are preparing to f1ght the last war. They are not lookmg

©

ahead to- what mlght be but they are plannmg the. prewous ‘War. -
In our umvers1ty, in one partlcular regard Idon't think we }nve

enough centralization, or we: have not had enough' in the sense that we need -

2

to sw.ndardize more our procedures throughout the un1vers1ty. =1 know that

1

we have been working on that -But the biggest problem that I see at the B

present t.me and that we have both in the central admmlstratlon and in the

local umts is that the increasing complex1ty of the operatlon means tha.t
“we must keep fmdmg new ways of solvmg new kinds of problems.

For example, when 1 say we are always f1ghtmg the last war.‘ c.;nsider
the case of registration. We fought a constant problem. We had to change
our regxstra.tlon procedures. Well OK ‘we planned to resolve the

/ problems that we had last t1me, but, all of & sudden we found that we had
more s_tudents. Se, consequently;, even though we had taken measures to
~ S improve our.'registration proceduresj, they still did .’not wor-k‘because we '
were fighting the last war ‘ | |
So, I think our biggest proble:n right now,. in lccal units, is that we
need more direction m terms of standardizatfon of\operation. We must,

on the local level and in the central administration, find proper ways of ’

resolvmg these problems of mcreasmg complexxty. -

’

Another example is in payroll We have had (still have) one of the

oy . ;

most outstandmg people doing checks. of course‘,"‘gradually the university

-

o, . -° . has been expanding and expandmg, and she isg domg a sort of one-person




operation. Well, you reach a point where it no longer works. - Then you '

" have to'c'gpxe”iip with al.new system. o

This is where the\complexity comes in., If you remain approximately'
\ .

.

the same size you can 1mplement and improve a little bit. But the way
v we have been expandmg. This brmgs ahout most of the major complexlties i

of the admimstrative organization Loth at the local unit and the central

admimstration.

John Je Theobald Isn't it a problem really, of -how qmckly you can react to

changes? That is why you need administrators. If you could 'set' the
whole operation and not change 1t you would not need admimstrators

All you would need is someone o see that everybody follows the rules.

- . ’ .. But the question of how quickly your structure permits you' to react to

change and to"ﬁfjust is really the key to it.

G. Bruce Dear j Itisa matter of appr.oach also—-one of trying to discover

the coramon. eIements in those item.s wh1ch can be’ generalized ‘or can be

e e

siandardized and leaving separate those in which there is unxqueness and

a necesmty for the administratlve response. This is one thmg we have "

' done rather badly, I think. In most academlc mstitutlons we deaI case

by case with what ought to be routinized, and we sometimes put 'down iron-

clad rules on things that are really sg various that a 'rigid approach

.

cannot work.

e et e e e e —

John L. Swink As I have seen the frustratlons between the individual 0peratmg

" unit and the central campus or the central administration, the most
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frequent source of frustration is a question of Whether there is »a clear-'
path that goes up and down, or ‘whether there are two or three routes that

may cause the central administration to play against itself, Is there a

Ts

pretty clear path? That is what I am asking,

.’\-

Brlan W. Irvmg Yes I thmk 80, We have that

I thmk the problem may be that it is going to become more complex for

roe Y the peOple in the central admmistration because the problems are greater.

Therefore, it is gomg 'to be more difficult for them to respond as. rapidly o

PO

. as they have in the past. I think we have this I‘apld response and amazmgly
so in certain cases. But I thmk that now, in the central admmistration the

decisions are becommg more complex It is more diﬁ'icult mimply beca-use

‘

they have a much larger ‘operation than they had in the past, and the proolem
" of commumcation that we have IS for example, in my case-—and I know

o Dr. Dearing mentioned this in his San German report-—that it is some-

; . » ‘

times more difficult for me being in San Germdn because Iam away from. .

«  San Juah. lt is a little bit easier for these pecple to commtinicate in the

E metropolitan area. I think this'vis a problem we innst put a great deal of
't{.me-an.d. effort into solviug, and this is one of the things that may possibly

delay response——simply the dist_ance.'” | . o

,Albin.O ‘Kuhn: I judge that there is and, although I do not know Inter Americah

! Un1vers1ty well at all "I sense there is an availability of persons that m

A

" fact, you can talk with the Premdent ‘you can talk with the Vice Pre31dent

- I sense this'is one of the real strengths that makes today s operation work.

Brian W. [rvmg- Ithmk the biggest adVantage m our umverSIty, and the reason

. ==I think one. of the reaSons——wh)/ we have succeeded if I may use that

\ . /

"\ © o/ 3-)
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word, is that we have the ability to change. 1 think\,"this is one of the
S things-—I hate to mention this in_our sister university——l think one of the

-problems“'t’hey are running into at the University of Puerto. Rico is the

: difficulty of bringing about change, whether academic change or adminis-
trative change to meet the problems whlch they are presently confronted

with. I think we have the advantage for in fact we have been more

‘ﬂexible. o o /

. / But again, as I see’ 1t the major prob}em is this 1ncreasmg complex1ty, '

J

the problem that the central admmistration//may have 1s the fact that there
I

are S0 many more 1mportant declslons to make and that, posslb'y, the

/

response may be more d1ff1cult for us to; get But we' have been gettmg it.
. : = /
- . John J. Theobald: I wa.s gomg to raise that questlon because there is the other

¢

side of this- story When authority is/close at hand you tend to go to it
: w1th a lot of things you should ‘not go to it for-atall. It reminds me of

(

the study that they made. in Generai Electric s0me years ago ina search
/ :
to identify potential admmistrators there. They found no consistency or

. pattern among their administrators ne1ther as to their characterlstlcs -

their type of behavior, their” educ::-.tlo.n, or anythmg else. The one thmg

that they found in'common.was that their good administrators had been

i/

" sent to the 'boondocks_'_.-.in their early stages, where they could not get .

back to headquarters for an a.nswer.~ .They had learned to solve problems‘. ;

e } T So y0u do have a balance between the ease in getting an answer and the

busmess of makmg decislons yourself when you can't get through to head—

il

" quarters. Th_at balance is. a_ very trick_y one. That I think, is - what

. _ gets complex as you grow,
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Sol L. Descartes: Excuse me, may I now balance th1s with another participa.nt

Jorge F Freyre T would like to talk about this questlon oi autonomy from the

7

. point, of view of the San Juan Campus I thmk that in the day-to-day / '

//

; operations of campus in. many of the decisions wé have 4o o ke at 7

' \
’get a fairly quick decision on those problems that
\
/ - _For example the Vice President for Academ1

ect campus life, ~

. / .

Affairs and the o/mpus
authorities are in constant communication. We méet regularly with'fhe

other Vice Presidents and Deans of Academic Affairs and, in these

-

- meetmgs we set policies for the whole universityl There is good inter-

ms of each campus to

~ action 80- that we can bring_ out the particular probl

—-————'ﬁ“

 help shape university policy. . .,

B '.L»._ e A

In>the case’ of the Vice President for Financial Affairs who is involved - .

¥ '-_ . \'

in most of the major "decisions that we have to make for the campus

\

Mr. Zapata _even lf he 1s located in San Germdn, travels regularly to San

\

Juan, and he has established a good rapport and a good way for presentmg.

. -
to him the problem and for gettmg a fauly quick answer. ' N, '

." . ) . . . " . \ .
ST A \
S So I don't view, at, this siage of our university's development the \
o s - \,
' o T problem of autonomy versus centrahza.tion asa major problem Of course \
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~ there are day-to'-dﬁy prbblems, and sometimes we get irritated at some
i S PCTIN : :

minor things that don't get done as qul_cly as we would:like. But I think -
the problem is un‘der a fair degree of control at this moment.

" G. Bruce Dearlng- I think I would l1ke to phrase Al's (Albxn O. Kuhn's) question

in. another way and to speak to what you have just been talking about here

You box the compass. In addition to the tension between' centralization :
L a.nd de-centralization ‘you have also ‘a»tension betweent‘functionalization
_..‘\ : | and mtegrity. I think the que; stlon that could be put here iss how do you

e T .determme where to go when you are trymg to get the answer? Whlch of

) " the lines is appropriate ? B
For example- if there is a student who is killed in h1s next to the
. _'last semester, and there is some thought t}nt he should be glven his deg'ree :

nunc pro—t:unc--ls that a stndent a£fa1rs problem? Is that a fnnancial

problem? .Is that an academic problem 21 would think it should- be

*

academ:lc but I know that sometimes such questlons completely by;-pass

I . : ¥

the academlc office. - ‘
Almost everythmg, as you say, has a financial component end there
isa tendency, sometimes, to take these issues ﬁrst to the fina.ncial office
to see if it .1s posslble andvthen to the academlc vice pres1dent to see
whether it is desirable. ) . ' . . .
I wonder how you, here, work with the problems of tryinf to _
mnetiomliee enough so that the work can be done. All'problem"s,' hat/e to

be addressed somewhere specific, but_you must insure the connections

so that the answers include the various necessary componeits and avoid"

1
A

oy Cps : . “
! . e d : o~ : . * . .
i, N Rl - .
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a process of short-circuxting-rwhen a decision is almoat complete and
then you d1scover that an importa.nt component has been left out, and you

elther can not do it, or you can't do it rlght

a

I thmk this is a general problem. Iam mterested not only; in how you '

get the proper distinctlon between;de-centmlizatxon a.nd centralizatlon,

but also in how you get the rlght pomt between functionalization enough to

- operate and mtegrxty comprehenswe enough to operate well

Sol L. Descartes. 1t is not easy, I can tell you, because we have had the experlence.

However,- the case you mention would come to the Vice President for

" Académic Affairs. That is quite clear, - But that does not mean that in -

other cases there are not tendencies~~and we have had to correct some
V1ce Presidents who have had these tendencies I don't know why—-to go

- to Mr. Zapaw. /Tlxce President for Fmancial and Admmistra ive Affa1r_7

i
!

for everythmg. [ don't know why because the problem ‘was under Dr. Bobonis

.

[former Vlce President for Academic Allau_'§7 and is now under Dr. Lresclom .

-

/Vnce Presxdent for Academlc Affalrj; but, sornehow or other, those thmgs

get straigh‘.ened out, -though the situation remains. .. .
- . . . " _ R

-

_. John L. Swink: That is a universal chara'cteristic.. You always get the answers

@-om your finance man/, or you get an audience that is sympathetic, "~ .

'and 'then you are‘directed to the right place..

sol L, Descartes: He Ll\"lr Zapata/ thought that also; but sometimes, I mean.
’ . _* : ¢ T ] !

the ﬂesh is weak.¢

Albin C. Kuhn He LMr. Zapata_.7 tells them to go to the rlght place. .

- L N

Y,
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N J ohn J. Theobald Well there is something there because if they keep going s

to him: : Mr. Zapatﬂ they“must be gettmg the right answers, -

Albln O, Kuhn: One thmg has struck me over the ywrs. I don't know whether

R B this is ‘just fantasy or not, but I really believe that a univers’ty leans very

\

heav11y on 'friendly persuasion. t Sometimes the emphasxs has to be

te\l\ribly much on the 'persuasion, ' and sometmes it has to be terribly - - /

. o inuch\on the '"friendly! side. But, really, I wonder. As 1 meet those of
you who are tanglmg with the matter of. how to keep this universny a viable -

V_ instltution I believe you understand the business of ‘friendly persuasion.

Sol L. Descartes. Well, it is standard operatmg procedure accompanied by

humo‘r and by puttmg things i.n a more or less humorous way. IV: is only

P S ,
as a last resort that the book is brought out and clted Very few times,

Iamgladtosay, dowehaveto dothat. o .

Juan Gonzalez Ramos- I would like to have our guests' experience on the extent

to which Mproved budgetary procedures could c.ontrxbute in a significant

- -

manner to. the solution of some of these problems.

Albin 0. Kuhn Improved budgetary procedures‘P

¢ v

- Juan Gonzalez Ramos: We haye- been ta_lking about ;ﬁ'inciples and problems and

u . how they match. This has been a sort of conceptual type of exclnnge In

terms of mstruments of a.dm inistration, to wlnt extent in your experience
have improvements in budget formulatlon and 1mplementatlon contributed

to enha.nced participation, quality and quantity, administrative performance

-

and so on and so forth" -

: _-5

Albin O Kuhn qood Over the years as you watch an mstitution and how 1t "

' T
s progressmg, it seems to me (and we were discusti m a. little bit he ’

. . L ) e v \
X .

. * "y ' ' '1 - ' i Lo ’ s : . ’ : ) ";'-.'».-: . )




i.z;lpact of those who deal yvith fiscal thi.ngs and_ those who deal with
academic matters), -that an-instimttCn has the tendency. at certa:in stages; |
‘or certain periods, to be 'very heavily ruled, if you will, ;by academic' .
considerations, and then for certain periods .(eit'h'er by ndcessity or by
natural feeling that we had 'let it go'a l;ttle too much) to be ruled ;very :
_heavily by fiscal things. It is a scrt of constant balance back and fortn.
Now, at the present time in a number of mstltutxons ‘we are
expernencmg —-whatever you may cali 1t—-belt tightemng, effxciency—.
or;ented measures, all of these thmgs. Wxthout any questxon everybody
ag'rees tltat this .is going to be a very healthy e)‘cperlence for the institution.
7 | | L Once having agreed to that, everybody turn.s hils back on 1t and tries to
fignre out who‘ else is going to make the contripntion that will reduce the
bud.gct.q . | |
| Now, if you can quickly get past that first stage and realize that,. in
fact. each one: hasto make a contribution, then better bu’dget'mglcan ’
produce what a budget is really suppOSed to be--a bluc—prxnt of what the
W ﬁ'Wliere ;t putS its rcsources. |
One way we are trying to do it these days is to xdentxfy the bottom
-10 percent of the, money that you can le ast well Justxfy We were askmg
our a_dmmxstrator_s to identify it, Finally when nobody would do that we
: said, "Identify e.verything, priority-wise. " |

~John J; Theobald:* 1t is a funny thing, .but very seldom does an administrator

- accept with relish or pleasure the concept that he should cut 10 percent.
But Iw111 have to say to you that, if he permxts the business manager to

I T
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cut that 104perce'nt, he is not doing his job. 'This is what you have to keep
in perspective: Ithe facts are that you have to cut 10 percent; new, where ?
“Who knows better where tha.n the administrator ?

Albin O. Kuhn: What would you do when he won't identify ? - - -

John J. T.robald: Ultimately, if the fellow really won't, you have to say, "All
. rizht, I will do it." But when you do that, you have got to recpgnize the

fact that you have an awfully good chance of making a-m@stake.\

Sol .L.. Descartes:. Dr. Swink.

John L. Swink: One of the things that has always bothered me about cutting the

budget is the tendency to do it the easy way. I you need 10 percent off
the bottom.line, you just approach everybody and tell them to cut 10 per-
cent. Ihave always conte.nded that this probably d1d more ’damage to the
academic prograxn than anything else yeu couln do. |

| I think that you ke to-approach it in some way to find out if and
where there is this 10 percent in each program. Then centre.l administra-

~.

tmle group together with central a.dminlstratxon has to determine
E .

the priorities for the whole university. Otherwise, a 10 percent cut in one

program may cornpletely ruin it while a 10 percent cut in other areas |

' <mlg;ht be, you know, only a healthy or therapeutlc cut.

G. Bruce Dearing: Ithink we are ‘all trying to learn. Agam this is somewhat

different from your own s1tu_ation at IAU.‘ We will reveal today and tomorrow
that we are precccupied with a necessity to retrench and to try to figure

out how.

Mo
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- It seems to me that an answer to the 'questio'n is that we have to get
much ﬁlore refined in our concept‘ ‘of whaf program budgeting is, to get
away from the \concepi.‘; of the mere protebtion of vested interests or
i.ncremellltal'budgeting, and to get back to the notion of the bluepfint,» as
Albin (Albin O, Kuhn) sa1d | |

I would certamly would agree with John (John J, Theobald) that there

'1s great danger 1f you sunply take 10 percent out of everythmg, even if

you let the individual administrator do this. 'l:he history of the 1programs

~ will have been different, and the tendency, then, is for the newest, the

youngest--sometimes the bi‘ighte_st and ﬁlost Qromising-—-pr&ngam to be
sacrif_iced mérély because it lacks vested intere_st' .

What we have been trying to do--not yet very sﬁccessfu'liy-—-—ié to get,
by a first c;xoice, an ordering of priorities be_cause, | as ybu sa.y, 7ery
few people are going to v‘oluntee;' themsel§es. ‘But they can be ﬁe;‘suaded
to wofk in both directions by asking, ""What is your mo.st_‘cent'ral i).rggram?_”

and, "What is most intimately connected in a support way with others?" '

-

“as well as, '"What is most nearly unique?'" and, "What is least supportive,

- least productive by whatever measure?" Then you have a matrix within

vhich you may be able to say, "This is a weak pi-ogram which should be

‘strengthened instead of being dropped,' or "Here is a strong program

~which is, perhaps, oriented tothe past.rather than the future and, even

though it holds its own, ought to be phased down in favor of something

<

else that looks to the future."



So, the present circumstances require us to try to operate in quite a -
/
different way from anythmg we have been accostumed to. / We don't have

7
experience W1th phasmg down. We have a lot of expe ience with growth;
but, in both cases, there are some principles that/we have known about -

that we have not been forced to put into effec't." /!

t

B o \\’hcn we ‘speak we so’metimes' use a very awkward metaphor. Iagree

/
’

N ' , w 1th tryving to qccamplzish what John Swmk speaks of: "surgery rather than

!
starvatwn -~to keep from dimimshmg evervthmg or forcing an across— )

the-board cut--but that is not really a very good metaphor. I wou.ld rather
«oowell, we don't have any very'good anesthesia, Perhaps we ought to

' thmk about therapy instead of surgery: .

Sol L. Descarte)s: One way or the other, I think that one of the distinguishing

o ’ - - characteristics of thxs unwermty is that it had to face *hese hard choices
of doing things d1£ferently rather early. We had to do this in the '68 '69
and '69- '70 academic years, and let me tell you, it was surgery, and
' surgery without any 'ifs, 'ands' or 'buts'. We just simply lopped off
almost entire departments. This, plus some favorable enrollmﬂent increases
have recently provided us with some resouroes to applyto our capital '
investment needs. I like to put it that way because I never»use'profits'
any more.' i never use 'profits' just as if the-word didn't exist, because,
| theye,{lre not 'profits', it is just the capacity to apply resources to the need
for capital investment.

I think it is tinle to ask our observers if they have written any questions

-and to request that they pass the questions to me so that there may be some

’
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opportunitff for participation. Do any of the observers have any questions ‘
they would like to ask?
Incidentally, Ith'mk this. session is progréssin'g very well, and we are
enjoying the Opporf:unity of benefitting from our consultants' wisdom. Ina
sense it is not wisdom‘o-nly, but also the capacity derived from hav'ingA dealt -

with these problems.

Any questions, Mr. Planell? Mr. Planell is a' member-of our Board

of Trﬁstees. We will exei'npt you from writing the quéstion.

. iSrael Planeil: I Want t6 dwell a littie on th.e phrase.used by Dr. Kuhn which I
1iké, that of ‘frignd‘l‘y persuasion.’ InA m?n_ly ihsﬁtutions thAer‘é' are éome
peOpie whom, it can be hoﬁe.s;'tly stated, many of their co'll‘e.ague_s
approach béfqre taékli.ng the chief adminisfrator. Usuall& the answer the
colleague gets is thé right answer. It évoids problems between both the
asker of the question al“‘;d‘ the chief admini‘strétor, ‘and' that is enough. It

is just a.matter of'friendly persuasion,'’ o T

Sol L. Descartes: Does it help or does- it Hinder"?

-

Israel Planell: I helps, depending on the friendly approach. For i'nstat.l‘é'e‘,‘ in

this institution I know that, very frequently, people appr_o_z_mcli‘Mr.- Zapata
E/’ice President for Financial and Administrative Affair__s7 before going to

the President, and they get the right answer. Then--ro more problem.

~

Sometimes they approach Dr. Bobonis /Consultant to the President,

formeriy Vice President for Academic Affairs/.

John L. Swink: That might be a political situation rather than an academic one.

49
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- Albin Q' Kuhn: President Descartes, the reasd;n;‘iibrought that: up is kbﬁowing-that
Glenn Christensen is from Pennsylvania and that that is the home of

'friendiy persuasion'... (iaughtér drowns out res_tuof speec'i1).

~ John J. Theobald: Ithink your point is, and it shoﬁld be pointed up, that if you go

too far in terms of those who have access to adminigjrators, it can result,

in a situation in which administrators literalIy don't know what is going _oh. :

Albin O. Kuhn: You don't have émy time te do-any real thihking. _

3

Jdohn d. TheobaJd:. That is right. ‘So you have to keep a very caref_ul balance here.
You have to see that things are routed through the normai channels. Even
4 thougﬁ you'ma‘y very well be able to give advic¢;~ and-help, you m'ust make- it
clea_r wheq };hat happené that you afehpt_ making the déci;ion and tﬁéat the

regular changels mustible followed.

Sol L.-Descartes: Ihave a q'u.esti’on from Dr. Kalantar of the San Germ&n Campus

.and I think fhat it is vefy’ﬂattering to one Vme Presideﬁt of the Universify, .

but I think the question is based on a wrong éssumptign. Th‘e questim is |

this: "Whgt} beople go to' the Viée,Pfeéideht fox; F inancial and Administrative

Affairs to as'k for the resolution of prqbléms,' doe_s he noi: help as tﬁé ch.it.af

'zikilhinistrati_vé oificer after the President of the univers_ii:y?" -

In the first place; the. chief ﬂadminisv,tratiye officer after the Presidetllt

of the university is the Vice President for Academic Affairs. Thave repgated
" this a hundred times. Since I am a person of financial background, this is

one of the things that I have to fight. Eyg-n. my epemies,_ when they want to

say 'something' that appears objective, say, '"Oh, the financial administration

is excellent, but what about the académic ?" So, 1 say, ""No, in our

4+
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administratio__n,’ the second ranking office is tl'fat of the Vice President for

Academic Affairs and the Vice President for Financial and Administrative

Affairs occupies the third posltion. "

~

o But I thlnk it is a good questioﬂl | May I now repeat the question, "When |
people go to the office of the Vic-.e President for Financial and..Admin_{strative
Affairs to ask for the resolutlon of problems _ddesn't he help as the third
ranking adlrli.nistratiye officer of the University;?“ Would one of you like to

take this matter-up?

) _ A : .
John L. Swink: They used to say I had the veto power (as Vice President, Finance,

Sol L

* of Rutgers University). ‘I think your explanation--that precede-d' the final

-~
=

asking of the question--is a very valid one“f‘sirnply 'because t‘ha:t.‘i"s' l‘he way
it should work. However, 1 think that tf;e :Vice President for Fipeoclal
Affairs within the framework of the duties asslgned him shoul.ctl_-sol‘_r'e whet-.
ever problemsbe can until it starts.to encroach upon policy, end.fllen he
should seek the advice of such people and officials as may be approprlate.

I would subxmt that 95 percent of the problems Wthh are truly hnanmal
problems should be solved ‘by him (the Vice Presid ent for Financml and

Administrative Affa‘irs) within the context of the policy that has been

determined by the university for the operations of that kind, and for you or

- anyone else above him to be answering financial questions that can be

~easily answered by him is-a waste of your time.

Descertes:' Absolutely. 'This is one area in which almost the total of what

we (:envisaged has been acbieVed; I can't say that for other fields, but in

this field that iz the case. We are very, happy about it.

!



- John L. Sivink: One thing that I have always found is that too many qix'estions that
should be solved below the top' level are being asked of top officials, and,

. a'ctually,' much of.their time is wasted. It should be’spent.on wh%is goidé S
‘e . o \. ’ ’ . - L

to happen tomorrow, -next year or ten years from now, rather than on the /
day-to-day operation. If you have gt a corps of admiuistirators, then very
much of the operation of the university should never even come close t2

central administration except_. to keep ‘it advised that policy ie being carried
out. - .

Sol L. Descartes' And as a matter of fact, cnly when it touches on new policy or

/ somethmg like that. But if the policy has been well established it shou.ld

/ not.be necessafy. We are embarked now on an effoi't to return as much
_____ / work as possible to the Vice 'Presidente. My>principai-_éissistadts are th_e
Vice President for Acedemic Affairs, the ‘}ice P_ree_idant fé? Financicl and

Administ-ratiye Affaire end the“{'ice President who is iny top assistant..
~ That is Mr Rivera Cidraz who has hadj,consider:ablei ‘I’eitperiédce in univer-
svityl»;cldlilit‘livstratiOn /_for several years-and who had €o rin the Rio Piedras .
ﬁCampdsl of the University of 'Pue.rto Rico when there wae .not‘ even a Bcard
of Trustees, facing the FUPI /ﬁm-lndepéndehce Federation of ﬁbiveteity
SN | . Student_j and a.l} the socialist student groups, and everybody else on his
| own. He also has directed the budget of the G0vernment of Puerto Rico. .
The four of us are embai'ked on an eifort to return as much of thé work as_i
poseibie to the Vice _Pvreeidents who Ought to be doing it. But tbis' is oot |
the case in_the field of ‘finances. That is, as I said before..l, an area in

which we are fairly well advanced.

-~
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Johin L. Swink: Maybe we ought to give the man who asked the question rebuttal
time. Maybe we haven't answered his quest‘ion.'

}

Sol L. Descartes: Good; Mr. Kalantar, | \u

Kenneth E. Kalantar: A slight confusion. In studying the report, I had un'giersEood

that the Vice Presidezt for Academic Affairs is the chief officer for

academicmatters , as it says in the repox:t, and thatthe chief ftnencial

officer is the Vice President for Finat\lcial and Administrative LAffajrs. I
" think that we should not for‘g‘et that he is also the chief officer for adminis- _
. . - trative affeix_'s as well as financial affairs. _"fhat's the feaso'n I asked thé

= . question in that way,

Sy
.

LY

\ : " Sol L. Descartes: Yes, but as a matter of priority, as long as I have émy_thing to
do with ft\',‘ my greatest priqrity is the field of acatlen‘xics and the/need to -

finance the university really has enly one purpose: . to strengthen its
academic life because'that is the universit&. The purpose is not just to be

-

an efficient fmanc1a1 operatlon.

John L. Swink: I would stﬂl thmk though that the answer which I gave will app)y
to the questlon even within the concept of the policy laid down. You should
know\what your people think 95 percent of the tlme and, if Mr. Kalantar

has a questlon in h).s m1nd “then the questlon may be more WIdespread

\ | Sol L. Descarte:: I\tl\nnk that it exceeds 95 percent because we vork very closely

together.

dohn J. Theobald: Is not the answef that 2 faculty administrator gets from a
-~ business manager the‘critical thing here? We go to the business manager -

because we want to do somud mg aot because we want £0 spes’t moncy-
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!no' and we presume, or we tend to presume

is saying is that the idea is no good. What

-

monéy» for this idea and that you havg to change the pian befor_ga\pe can help .

you. That is a very important distinction, I think. )

Sol L. Descartes: Ithink that this is now fairly e',ll. understood. Any.J\e_w. problem

- on academic affairs would come to the Vice resident for Academic Affairs.

o more

Lavinia H, Crescibfﬁ: T would like to add to the discus¥sion. There are t
impoﬁant elements in dealing with the complexit  of this university. These:

rould say,

are the way that we follow up. This is sdmething that is done,”1: \
“vertically and horizontally. If a problem reaches my desk ,a.nd, if\I feel that

1

Mr. Zapata has to be involved, I do.not hesitate to call him right away. If

" there are items in the proposals-that I am ‘receiving that have to be\known €
by him before I really look into the problem more deeply, I call tim|right

away and we bdiscuss it "informally. The same thing happens when a

prohle!m reach%es,my desk from one of'the Vice Presidents if it affec
: i o '

O

-other Vice 'Pre/éidents.. 1 get in touch with them right away. So its the
follow=up on t‘he one hand, and, _on the Tther, the communication which is

always taking place, back and [orth, [

: , ] : -
‘We keep in constant touch in spite of the limitations of the telophone

company. We do manage. We travel a lot, and we go back and forth

from one end of the Island to the other.| This really helps in dealing -

with all of the problems that we have been examininy this morning.

\

|
\

i

S0 L
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Sol-L. Descartes: Let's not, give the idea that_ﬁé have solved ihe problemQ. We
gtill have to travel more and commux_zicéte better.

- Coffee Break

Sol L Descértes: I want to stress that'the‘m}a.in concern of this Univé;\'s_\ity is the
(I don't like to use thg wox;d bui; L have fo because I don't find Anotliér word
fo express my mea.hing) quality of ité teach’ing',. the luili_tl of its a;cadeinlcn

. work. To demonstrate this fact in. our meeting today, with your .permiésion_, |
I am going to alter the order of topics and pass over planniﬁg in order to
take up oui- instrﬁctiop at this time. I think Dx;. Dearing will be the initiai

speaker on this topic. Dr. Deéring. .

G. Bruce Dearing: Like others of the consultants I have been !imp;;es.s'éd.by the
- ' . : : \{'-:N_ ’
' quality of the materials you provided to us. As one who had some responsi-
bility for writing part of a comparable paper for a seminar we had in the

State university éystem, I know how difficult it is to- draw these things

~— -

-

‘together, and I'm really impressed by the articulatenes's and_br:acision of
this dqéument. | B

'There are really two elements to be appréached 'ig the matter of
instruction we are addressing here.’ One relates to the problems,
oppbrtunities, and special characteristics of multiecam‘;iﬁs universities
gene.ral.ly;‘ the.other "c_).ncer'nS those‘ that aré i'ather specif.ic to thihs' insfitu-
tion. I'd liketo ot:fe:\a few observations under thosé”two heads. |
One of the major mnséderatioﬁs in insti‘uctioh ié that of the

a.pi)ropriate‘ facultj role ln rcﬁ,tniculum design, both whét that role could

be and in what style it should be carried out. Another is the Qliestion of
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- the appropriate administrative role in the coordination,of program and
curriculum desigx. We have been addressing those questlons in the past

half hourror so, but we have not been looking at them from the sta.ndpoint

of instruction. - ' L -

' In development of curriculum there is always a question of &ppro-

~ ‘priate dlverslty,' 'ranging from "unique'" programs (unique toan institution,

unique to one'\.ojf its segments), to replicative or duplicative offerings.

Academic.planners are concerned with the degree to which programs are

complementary, comprismg a comprehensire_whole for the total university

or for the total campus; the degrec to which there is or-should be useful .

replicatlon (for exaraple, you need to have a program in biology at a great
varlety of places but you may not need to have a program in advanced

German in more than a few places), and the degree to which there is waste-

© ful duplication. Growing out of a concern for excellence or, under the
| immtus of a particul rly aggresslve or ambitious dean or department N
‘chairmaan, a prog_ram may dev_elop primarily because a faculty would like

" to offer it or has that capacity, rather than because there is a demons-~

trable need, particular_ly when comparah:le.programs are alr'eady' well- /
developed elsewhere in the system. : o o . “

One of the approaches to finding ther}ght place along the line
between absolute unidueness and wasteful duﬁlicatlon, for lndlvidual |
campuses or for a {otal system is to look at the stated and understood

missions of individual campuses. Withm a multi-campus system, planners

can ther try o determine differential 'mlssions, identifying elements which

D2
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are most c‘early essential and most nearly umque, and others which are

S e

only complementa , replicn_tive or)/irn some instances, duplicative. The

H

missions ought to be- rethought périodicaily to make them leaner, and more i
. efficient. In these times, however deepiy into the red or black the institution

is, there can be no defense for the eicpenditure of scarce -educational"

& . .
resources in a way that. is not really productive.

As a general prqblem 1n the deveIopment of academic programs and \

P 54 -

" in curriculum design, there are at least t‘hree competing models for such
devcloprnent. One of them is the consumer model, and that model is, in
some respécts, implicit in IAU's service .orientation: i.e., where\}er there

is an identifié.hle body of students that wants a particular academic program,

IAU would like to provide that fprogram if it can. There is a philosophy of

education-that considers it to be entirely a consumer undertaking; whatever

3 -

the student wants to learn should be offered to him. This idea has been'

N A L. ' ) ™ . ‘ ) .
gener_alize\d to the point that, whatever the students in a particuiar region
or in 2 p:irticular enrollinent want, they expect to be given;

- Y 'y -~ <

There are sound arguments for trying to make that gﬂoal. a reality.

But there Is a different model which is embraced, sometimes, by found-

" ations, by legislative authorities, by those supporting student aid, and by
:certain administrntors. Instead of a consumer rnodel, they prefer' a man;
po;ver model whether looking at it from the standpoint of emplo&ability
or from the standpoint of social need |

Many institutions have undertaken academic programs that were

really forced upon them by the demands of a local industry:_ by the pressure
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of a particular professional group, or by employers seeking:an expanded

labor market. Such legitimately interested groups may urge, and even

i

. initially support,the development of programs that ‘rea.,lly cannot be viable -
from an inétitutional standpoint. There is a questiOn of not merely
immediate employment but of -subseque.nt career opportunities. There

are some who say that you should not enroll a student in a program unless

.

he is qulte well assured of havmg a job at the end of it This makes a
problem for all of us, IAU mcluded, with our programs in teacher.education. .

. Suddenly, fora combination of -reasons, we appear to have xnore trained
. \ ' S ’

RS

teachers than there ‘are appropriate positions‘ft;r'f

On the -other side, there is'a matter of the needs"of society which
sometimes are notimluediately reflected in the employment market.  For

[

\ ) example, if we trained only the vnux‘nber of marine biclogists for whoro _
e there are jobs already, we would have very few'such proglfams. ‘Nonethe-

! _ less. we are aware of tlic fact that as we begm to do what is necessary

K | in .farming the sea addressing ecologlcal problems in trying to preserve
| the dcea.ns of the pla.net “there simply have to be more people trained in
this::particulc.r SClentlflC fleld So mstltutions are responding to princlples;__
of social need{that may be qulte different from the princlple of 1mmediate
employability | |

Finally, the third model--one we get accused of following too
assiduousl_y--ls that of the self-determmed mstitutional preference.’ .Insti_-
tutions elect to teach particular programs because of a historical tradition ’
| ' '

f in which they find themselves or with which they wish to identify, or in

~
S I
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response to the availability of the facilities or of the facult'y._ to mount such

a brbgram. We really should not offer a prograin' unless we have qualified

) faculty who desire to teach it and have the"capacit'y to do so, and unless

there are adequate facilities in being or in prospect. On the other hand, '

the mere fact that we have faculty that wants to do something, or a facility

"in which something coul'i be done, is not in itseif a sufficient argument for

offering that program

There are insfitutional-as well as personal ambitions, arising some-
times from fiscal preoccupations, sometimes from academic preoccupations, .

but there are almost always upward strivings, aiming-at the next step.

3

Many two-year institutions would like to give a baccalaureaté degree, and

baccalaureate institutions would rather like to get into graduate work,

‘These ambitions are fueled and powered by some very deeply. ingrained o

and imbedded mores within the academic world.

One of the issues we can appropriately discuss here is the proper

"clé.ims, and sometimes they are competing claims, of these several models:

the students as ‘c_onsu\mers, society and industry as the consumers, or the

institutidp as the proyvider, in determining what progra;is should be offered
or expanded.or curtailed.
There is another matter of general concern for-all of us, wherever

we are teaching or administering, and that is the question of the adaptation

.of instructional strategies. We can'draw a distinction between conventional

‘and Innovative approaches, without quite being willing to. say convent-ionality

is either good or bad, or innovation is either good or bad in itself.

5
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- The traditional pattern of lecture, 'demonstratilon, and examination
.can be used with success tn many programs,and in niany ipstitutional
,settings:, despite the fact that such an. 'instructional etrategy was heing used
many years ago, and despi‘a the fact that it is characteristic of traditional‘
education. But' there are also areas in- which modules. of mediated ~ins- o

I

: . |
|
truction are much :nore effecﬁvej‘fnore efficient, more exciting, 'more |

. : : \
adaptize, more flexible, indeed, than a classroom lecture, especially when

learn«:rs are at various stages of preparation, or of developmént, under-
standing, and linguistic skill,

Independent study can be »ither very costty or ;ery inexpensive
~ according to the strategy‘w;vithin which it operates. Contract learniug can
be ettﬁet ’a liberatinglundertaking which'allows the student to capitali.e on
his rnotivation .and to embrace the whole world as'a llearning. resource, or
” it can be a very. frustrating, angry, hostihty-engendering kind of dependency
when a teacher attempts to recreate a student in his own image. '

There is much value in internship and in learning by doing, participating
in one's own .learning, possibly by serving as a g'raduate. assistant, or by
becomihg a ‘member of a discussion group in which th’el student is not only
permitted,' but actna.lly. reguired te bring his own expe'riences to bear on
the discussion. | |

"The approach- through credit, net merely by- examination but by
evaluation is gaining currency. A thoughtful and responsible evaluator
‘“will not merely say, '"You have worked for 30 years and so. we will concede

that you-.are at least a sophomore, " but, rather, might say, ""You have
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- had these i(inds of learning e)gberiences which have devéloped certain

demonstrable skills, or allowed you to acqfii_te a certain body of lfnowiedge
and, therefore, we will give you academic credit and not make you, as a

mature person, Qpeat what would be for you an unproductive abstraction

~—e

ST - o i =
of what you have learned in a more concrete way."

One of our critical issués in ln'struétiop is the way in which we seek
to preserve alnd enhance the value of traditio,nai kinds of instruction and,
where there are apﬂropriate programs, _bring to bear innovative a;pp\roaches.‘
We cannot afford to misuse television or the computer by ddipg v'e'ry
expensivél},' and awiéﬁ{ardly thro.ug-h technology something thaﬁ: can be ;lc;ne
inexpensively and skilifully by hand, soﬂ to speak. At the same time we

cannot hope to address the di‘ffere.nt'ial needs of a great range of students

without using a range of instructional strategies and differential modali"ties..

. I've spoken of a desirable "creative tension' in matters administra- -

tive. I think fhdt applies also-to matters instructional. On the one hand

. ’ \ . N - .
we need, somehow, to find ways of 2 avoiding the-unfzhallenging free ride

which makes the student feel good and think that he is learning and that he
is not having too much trouble, l%t\which does not stimulate 'him to learn

effectively. - On the' other hard, we n\z\ed to find ways of avoiding the dangers.

\

of producing intolerable pressures, of élgking a student feel that he is
AN
stupid because he does poorly on an examix\iapion for which he is ill prepax.;ed,‘
or appears at a disadvantage in relation to cla\ssmates seeming to move
_ o - \ .

. ’ N\ .
faster than he does. . \

o
pd
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vTh'i_s is a particular issue, and‘ perhaps a golden opportunity, when
a st_udent is_one ina eritica.l range of students'._and p"artieu:larly if the
instreetienal milieu is in more than one culture and more than one ianguage;
It seems to me .that the approprie.te structure is one that challehgee the
student, ma.keé him reech further, keeps him from complacency‘and abathy "

and feeling that he does not really need to work, but on the other hand,

.does not turn him into a neurotic.

I do not know how many of you may have seen the film "'The Paper
Chase'' which is an apostrophe to a particular kind of law professor who

prides himsel'f on the number of students he can drive to suicide because.

_the survivors are really 50 tough -~-minded and so skillful and so e.’octive.

I find th& a horlfymg 1dea and I think that we can do better than merely
say "We' 're going to toss them all in the river and the ones who get to the '
other side‘are going to be good athletes. "

1. To turn from general matters that we afe all fa,ciné at every insti-

>

tution to those instructional matters that are rather particular to the

nature of IAU, one is your commitment to bilingualism. Those of us who

have s_urved on teams visiting San Germ4n have looked with g'feat interest,
admiratien, sympath_y and/shared puzzlement' on this ‘real.ly‘ e{‘traordinarily
difficult prob'lem/of’ how to teach effectively in a progrem w.ith a genuine
commitment to bﬂingualiem. I'l;now,,I applaud, and I think most ,othex;s‘ do

too, the recent redefinition of what you are undertak{ng in biljngualisin.

Instead of really hoping or expecting to achieve COmplete effieieney in two

languages, according to the documents h’ére, ‘you are reé.lly aiming at '

;
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profi¢iency in one language and passable command ot the other, recognizing

_that complete proficiency is difficult to come by in any.circ':umstances.

But it does m_akes sense', and it seems to be an 'attaina.ble goal in this
university ?and in this cofnmunity to have .a gcod coramand of either Spanish
or English, and a working knowledge of the other. - v

What you have said about your definition of the university's service

commitment to the local communities establishes some particular require

ments and curricular parameters for IAU, where you are dealing with'a

. group of qu1te different local communities. I was sailing at Cabo Rojo a

. few days ago and was delighted to learn that the man in charge of the boat

has a son at IAU. Evnrvwhere Igo in Puerto’ Rico if I let it be known that
I have a special interest in [AU I find that this instltutlon has touched
almost anyone that I'm talking to. But the son of a boatman is in a .

different situation from the son of a physic ian or a lawyer; if these two

student_s are in the same class or in the same university on different ;

campuses, then that makes for a complex commitment. We are deal{ng
;here with an upward moblle Island population. Perhaps the range is less
. now than in an earlier period with cons1derable numbers of students from

the Caribbean aud from the continental United States, but this university

,; still enrolls a considerable range of students, Some students require

considerable reinediation, not because they are not intelligent or because

of a’lack of motivation or virtue or deserts, but because of their'particular

. previous school ~xperiences and familyl expetieénees. Other students are '

highly gifted and are ready for advanced progirams, honors offerings and

oY
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independent studies.. This makes it exceedingly difficult to deal with all
. ° ~ [ o .

-~

of thém with equal effect unless one resorts to the devices of functionali~

" “zation and differentiation by campus, or by instructional strategies within

a department or within a campus. | N o o

The regional colleges, it struck'ine, both in my own work a few.
months ago and again in reading this document, have r. commitment to a

remarkably broafi ra.ngé of p_rog'r_am's,' and perhapb: sornething of an appetite
for baccalaureate programs. I think one of the i‘esponsibilifc_,i_es that we all

face iu any system (and you may have a special_versi&n of the pxjob]*em and”

[{

opportunities at IAU) is _td be sure (1) that the natural ambitions of a faculty

|-

or a particular universipyi'c'ommuni'ty are not fed to the point that thc
program gets too broéd,_ diffuse, -diluted, _.(_2)'.}'ﬁ-int some test of cost-

effectiveness is applied, (3) that the pa*l:tcrn of facility of transfér, the

' pattern of admission and couqse:ling"fs such that students are placed in

. particular places with a critical mass of teachers interacting with the

[l
[)

students and one anothcr, with appropriate facilities such as laboratories

and libraries, and whatever'else:is requifed for that particular program, and

’

(4) that there is not an effort endlessly to duplic'ate;progfams'and fac’ilit.ies,

. because it is not possible in even the ruost richly eiidow_cd system to prov'ide

the complete range of academic prégrams in every reg'i'on'al'campus, every

commonwealth.campus, every’ community college, every arts and scicnce

college, or every university center.

It is extremely relevant to planning, in some degree to retrenchment,

L 4

certainly tothe assignment of priorities, and to the budgeting process, to
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a liberal arts model, certain expectations of their being more equal than

try to think in terms of elfective critical masses, and of the appropriate

_ functi'onalization'among campuses and among programs.'

I was interested tonote 1nthis very candid, as well as very uselful, |
document a relcognition that on the ..o'the.r ca;npuses as -,-éll as on what is
referred to as the mother campus in San Germé4n, there are certain residual
expectations by those who learn and teach there, ce.rtain commitments to
others in determining -acade__mic programs. These perceptions doubtlese
derive from the historical way in Whjeh lAU has developed,. going through
sc.veral phases, a's you very aEcurately and appropriately refer to here. )
Onec has to take acc_ount of those historical' factors without neces‘sarily'
rclylng on them to be fully determlnlng in ‘these tl'm'es'_lX

One of the issues that wtis speclflcally addressed in the document is
that of working'on the quality of faculty. We note with admiration what yo*l ’
have done at IAU in m_aldng opportum ties for leaves for faculty alx eady in-
place to complete degree‘s or to have additional learning experienc.. , as
well as taking advantage of a changed employment market where there is’

"' ;qrgc pooi of highly trained potentlal faculty rot now readily accommodated

in the instltutwhs of continéntal bnited States where, until recently, they

have been not only welcome but eagerly sought. Now they would still be

' welcome but there are no longer open faculty lines or budgets to make

many new appointments.

There are several things that TAU is doing and perhaps can pursue

even furthcr- the facilitation of faculty 1n—place to add to thelr quallflcations,
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sometimes by completing the doctorate of philosophy, soinetlmes, perhaps
'moie appropriately, a master of philosophy or a teaching-orlented degree
--perhaps the doctorate in arts which is now taking root in some institu-
tions. - It is, quite frankly, oriented roward teaching rather than toward
research. As of‘ course all of you know, _i'idividual departments and
individual -in:stitnt.ions- -\-rary.'greatly in the meaning of their Ph D. degrees,

4

1 som. > of which are really heavily Germanie research-oriented degrees

~
-

which not only do not require aay v teactilng cxpericnccs but actually frown
oit it. But others are recognizing that they are preparing studcnts who.are
\going' to devote_ most of their tirne to teachi_ng ra_thcr than to research, and |
rather heavily; emphasize the elements of pedagOgy and of comrnunication i
and of social psycholog'y, .rather than a narrow concentration iv a
-discipline. .

If you .:are undertaking; to capitalize upon the'cnrrent oversupply ofv'
well-trained PhD s, yod face again a problem of supply and opportunity,
robahly very few of such potential appointeesf will be initidlly bilingual
“but it may be possiblc to take some trained Ph, D s and to make them more . ‘

near ly bilingual through a trammg program, rather than to select an
already bihngual person and get him a Ph, D, One can start from either
\ 4 end, but there must be a largely uncxplored possibility, if onc can hit on
~the right means,‘ of facilitating the improvement of the language capacity
: S : <
of persons who otheerise have the kinds of trzining and the kinds of
; 'characteristics that iviu,make them ver}'r good colleagues at IAU

I would like to make a comment related to the idea of rethinking

liberal education. Ido not bclieve it is inappropriate for San Germaéin

L6y




and for m'ahy of the departments here in San Juan"ahd in the region'ai/ ;

campuses to think of themselves as hasically liberal arts oriented because
'.'...-.that has for a long time beeh an avenue to learziin'g how to learn and to
being adaptable and*useful ina great variety of employments. ] And you

- are already famlliar with the thought that virtlu.lly everyone here is in his

\
second or third or fourth career, and ‘that very fow of us have gone directly

into a position for which we were trained ahd stayed right ihere. N

¥ - In the rethinkieg of liberal education, perhaps we need to retreat
to some .egree from a narrow disciplinary orientation, and to be sure that
' . \

liberal education has components of social sciences, sciences, and huma+

\

nistic concerns, There should’also he some theught given-te the aspect
of _ contihuing learning and ef adapting to a variety of pircumstéﬁces an:d ,
- requirements for .furt‘her‘ knov'vledge. |
We might look at other than the traditional liberal arts Le. , hioiogy, '
history, arts etc., and think of education, for example or of engmeermg

or of mathema_tics as being enlarging, liberal, and a no less appropriate

e
T T

P

base for adeptation in a variety of ways and places.
This is one of the issues that many of our institutions are facing -

apropog of nursing; in some area':s there is a grcat.drop_in the cmployment ‘

prospects for nurses. On the other hand if onc. i_!f-g'bin'f to be a p:ircnt if

- one is going to be a member of society nnd if we are movmg into higher:
JETN

- - expectations for [on'gevi_ty and higher expectations for the general state of

he'alth, it may be that nursing could provide .ét least as good & general

3

education as would a dcgree in history, or a degree in a_nthropolom.

68 .
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. of employablhty For example enrnllment in many programs in prlmary

\ ' . 65

In the case of education we are well awaxxe of the fact that 'nany of
. \

our students are taklng the degree in education as a second string to the1r

-

bow, even though they are intending to go into 1n§Justry or into other social

servnces and if we look back to our curricula. we\will f1na.lly attend less
to their degree of depth and more to the1r degrce of adaptabihty. Higher

education does not really need to respond qu1te so sharply to the employ-

' .
! B

ment market as 1t tends to do. We need to do* a very carei'ul job of adVISing

students but independently, they quite quickly respond to the barometer

¥

educatxon is sharply down because the wor d has got around that there are -

.few joos open in the schoolroom. Perhaps enrollment should not'have gone

down quite so far if one considers the nature of the program in the training
of primary educatlon teachers, and the adaptations “available to someone
educated to teach | |

. Finally, I. wnll say a word about the mlssionary concept in education. .

-

M1ssionary spir1t can be defIned in a variety of ways in most instltutions .

. and, perhaps, particularly at IAU Ibelieve that educatlon is always. to

o some extent a mlssionary undertaking. An educator endeavors to increase -

the amount of skill one has, to perfect the understanding one has to shed

that illummatlon and to encourage the sharing as widely as pOSSlble ’

~ But there is a certain element of arrogance that goes into mlssionary

activ1t1es and to the degree that there is any toploftiness or any notion

-~

“that one should affect other people by maklng them like himself or take '

people from one culture and acculturate them to a different culture higher

6.
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\

.cducation‘needs to recover'humﬂft_y. There may be a problem in trying
" to take advantage of IAU's véry productive and creative rﬁissionary’origins’
in days’ of Dr. Harris,ﬁ and in not allowihg them to be stained with any of

' t}iq arrogance, or the narrowness, or other negative elements of the

missionary spirit, and at the same time allowing that spirit to be illuminated

by the Jeffersonian ideal of education as a way to improve the qdality of

“
|

life, and to increase the capacity of a democratic soclety to renew and

restbre and maihtain iisClf.

| We éan, perhaps, study toggther redefinitions and appropriate
corripositc ;nodcls for.t.hc devclopment of curficulum,g the developmcht of
o_uxj instructional strategics, apbfopriate. _conccpts of iiberal and liberating

education, and can translate those -concepts into our actual programs,”

rcdefinihg the missionary undertaking in which we are all engaged.

Sol L. Descartes: Thank y'ou' very much., Bruce (G, Bruez Dezir_ihg). I have

.
-

thoroughly enjoyed the visionary aspect of your presentation'. I come fi'oni

a liberal-minded, almost Dutch Catholic family. [have to dwell upon it.

| vthink its exceptionally good. Dr. Theobald.

John J. Theobald: T place a totally dlfferent emphasls on-it, not beeause Idlsagree,

.sawas [ looked- into

but b.ecause I want to br_mg out another side. thn I was down here lookmp;

E

at the commuwty ollcges I found it all but imposmble to fmd a high school

. graduatc who h'1 Jhad any seience background. The biggest problem that I

A U problcms was the question of how does anyonc get

a sufficicht number of High séhool graduates adequatcly prepared to take

the courses that we would ﬁormally take for granted, cven In our community

coilégesi
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Well I think. when you start emphasxzmg degrees for your teachers .
you may be drivmg teachers further away from an understandmg of the
needs of these~youngsters who are not yet ready, m many cases, to really
~get into the mtensity of college subjects, and who somehow have to be
brought along, beforehand. | |
I would. ask what ha\"e you done about improving high school education
in Puerto Rico as more and more people w‘a'nt to go on to college ?'_ What
~ have you done about seeing to it that you have _‘fa_culty_who, know something I'
about education, because thére réally is a skill that is importa/nt' there,
even thouéh at the college le vel, we rarel.y- recognize it. You are going
to need people who have thxs skill 1f you arc gomg to ta.ke in youngstcrs
’ - who have not had adequate preparation; Certainly durlng this period whcn
you are building the hi'gh schools up to a greater demand for performance,
. the colleges will need teachers who can modify their own performance 50.

as to effectively take the student from where he is when he comes in and

‘carry him forward. I just throw that in as the other 'side.

».

Albin O. Kuhn: It is really not the other side. s the emphasis on science at the -

T

secondary" level or is there van increasing cm_phasis there?

John J. Theobald: That is what am asking,

Augusto Bobonis: Let me give the facts as I believe I know them.

7

There have been some efforts to improve the teaching of science
and mathematics in our high schools, An ecxample along these lines is
the establishment of the policy that two units of math and two units of

A science need to be approved as a requisite for graduation from high school.

6h
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This policy was made effective thrée years ago. Befor: thét, only one
unit of matﬁ and one t'mit' of science W¢ré requisites for high school
gradn;ation. .

However, even .aft"er the nc@ ‘policy was cstablished, scores on fhé
couegé entrance aptitgde tests continued to declirie, #s had been the case
dﬁring the previous nine years. This phe_nome.non has been observed in
the U.S. during the iast twelve years also. |

‘v

Nobody has been able to give a satisfactory explanation of this decline.

-~

in scores, although a number of conjectures have been suggested.

The Secretary of Education is very mich mu;:h congqﬁed 'abo_lit the
deqline in scores and about the improvement of the teaching of math and
scienc’é. | He has decided to appoint a commission to study thc'_ways.and
means ;Frough-whicﬁ a signifiéant Improvement in the av,'c:hievement of
students in the areas of math aﬁd sclence may be rreali_zed. Ithportant c
stops '_can bé taken to achieve this goal. However, I am éon;vinced that
some f.inancial in;/estment is necessary for this p_urpose.

The National Science Foundation progmms,_y'establi_sherﬁ in 1954 to .
: improve science and math teaching in 't‘hc' United States, had solme impapt

in Puerto Rico though qbt enough to prepare the number of teachers we

need in these fields. In the continental United States, cnough teachers

TLA

“

were traincd to satisfy the countl;}"s needs. LT

John J. Thebbald:_ Don't you then need a program at the college level that would

diagnosc these weaknesses?

oA

Augusto Bobonis: These weaknesses can be diagnosed through the College Entrance

Examination Board tests,

6!7.




John J. Theobald: No, Iam not thinking i\l that sense. Iam thinking that in all
fairness we neyer build on all of a subject. You rnay haye to diagnose
whatthis youngster does not know in algebra if you‘are go{ng to move him
ahead to somethingthat requires it, but it,_may be only one or two things,
even though he ‘seerns veiy’weals, and you can teach him those two 'things
without giving' him a conrse in algebra. “

But I think you have to face up to the fact that there is no sense
gettmg great scholars for teachers if you don't have a studenf body that is

t

ready to accept them and grow w1th them.

Augusto Bobonis: Some efforts were made at the San Juan ca.mpus a couple of
years ago. However, I wonder if the teachers who prepared these tests

have the expertise necessary to diagnose those weaknesses. We are trying

!
v

to do somethtng rehable about this, j

I am sure my colleague here Dr/ Crescioni is going to do an

ekcellent job, - ST - ' .

- _ La.vmla H. Crescioni: I want to add something to what has been said a.nd this has )

- “to do, speclﬁcally, with what Dr. Dearing mentioned and what Dr. Theobald

~ said in response to hls presentation. I believ_,e- that, because of our service

..
7 4

orientation and what we mean by it, because it has to be defined, we have

to thmk in terms of our faculty

Their quahty does not depend only on the degrees they have earned
7
- but on the1r ability to cope, to teach to motivate, to innovate, and to deal
with the limltatlons that our students bring with them when they come to us.

N

So, T would define quality of faculty (in our payticular situation) not only by

' : . | (e}




looking -at their degrees, but als.o, and this is something that We\actually
do, by looklng into the1r ability and their desire to help our students.

We are aware, because of what Dr. BObODIS mentioned, of the
limitations with which our studentscome to us. Their College Board sceres
are not extremely high, However they meet our admission requlrements. .\
We do get students who have to have remedial mstruction and individual
attention. We are really considering this aspect of the problem as a very i>

serlous one, as one that has to be dealt with in the very immediate fuiure.

John H. Theobald: One thing that I am trying to get across is that like all

.standards the American standard of Ph. D for Assistant Professor is an
artificial standard.‘ It works. pretty \vell in the situations where‘ you have
‘_lnts of Ph.D, 's to ehoose from as in the c'ontinental U. Si Yeu don'thave
that kind of situation. ‘You have to think very serieusly about how mueh
effort you want to put into_ the raising of the degree level of your faculty
and how much you ‘want to put into getting youngsters ready te have the best

chance to grow and thrive in yc;ur curriculém. That is not an either-or

situation. It is something where you have to look at both sides constantly.

Lavinia H. Crescioni: I agree with you. We have to look into both aspects and
especia]ly when it becomes clear that for many, perhaps the majority, of
our students this is the last chance they have for a formal -education.

Albin O. Kuhn: I would like to ask one question of my colleagues: you don't mean

that in getting a Ph.D. you throw away all common sense, do you?

John J. Theobald: ‘No, what Iam saying is that’it is one thing %o have a situation -

where Ph.D. 's are going hungry and you can make your choice, and quite

o \, - 6y
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another where they are _scar;e and the student is not ready to accept the

. level that Ph.D. 's normally expect,

Sol L. Descartes: However, may I make one commen: because I have been one

hY

of the ones that has been pushing these Ph.D. degr'ees. Iam éognizang_ of
all the limitations, but I am also cogniza;nt 6f the fact that the P_h.D. does
not do ahy harm and it may helg—sémewhat-, even if it,i\é\not the one most.
effective thing. I think the other alternati;reé"fof impr(jyé;\ment' require
much more complex and difficult thingé; So when ybu are\confronted with

; e |
how to imi)rove, how to bréé.k out of the problem, you havé tq use the system
that you thiqk might work under yfiur circumstAa.nces. Imp,‘covement through
internal"development requires l.:}.le:\maqhinery, requires‘t}j/e capacity~--which *
‘we aré striving to attain but which, to say the léast,' wa7/ rat}u_ar rudimentary

at the time, "‘herefbre,_ in the absence of any better v‘va{y we chose that

as one of the ways of improving faculty.

John J. Theobald: I didn't want to criticize ¢he hiring uf Ph/D.'s.

8ol L. Descaries: No, but I am very cog‘nizé.nt.bf the ‘prob{em since I lack a

doctoral degree, and all the "doctor s"T hear are/ by courtesy of my friends.

Alblll O. Kuhn: That is the hard way to earn them

‘Sql L. Descartes: Well, in sum, we had to do something and this seemed one
- measu7'able way to work toward faculty improveinent. Dr. Crescioni, do
you want to say something?

Lavinia H. Crescioni: I would say that both of them are important, that we care

for the degrees earned by our faculty, but we also have the reisponsibility

of doing the additional training, of giving them additional training so that

x|



72
| .
they can deal not only with the facts of the subject matter they teach but,
at the same time, deal with the deficiencies in learning skills that their. -

students do have. : ‘ .

John J. Theobald: I hate to be ﬂﬁys interrupting, but getting a doctorate in =

education in the required subject matter, rather than the pure research

Ph.D., might be considered.

Sol L. Descarfes: May I perhaps,. {-ﬁi\l;h__q show of prejudice on my part though I
don't want to soﬁnd too ,critic;.al of my friends in eduéation, say that I ha§e

N\ _ found, with a few exceptions, %‘tha the doctorate in education does.ﬁot
demand the same levels of intelfebtix\al acuity.
. \ '

John J. Theobald: Well, I have reservat ons about your conclusion. I suspect it

is more likely to be a difference in the area of intellectual interest rather

than level of acuity.'

Augusto Bobonis: I agree that it is not esSential or necesséry that faculty membérs

. l < ‘-‘ /-‘ .
have the research Ph.D. to teach college courses. There are excellent

candidates with doctorates in educz";tion in 'subjeqt. matter fields that can
perform at a very high level of efficiency.' For example, they may not be
_ excellent mathematicians or physiéists, or chemists, but fhey can be

exgallent teachers in these fields.

John J. Theobald: I think\that is the point we have to } cep in mind. The Ph.D.

is a valuable thihg, but it is not a ‘guarantee that that person is an educator.
When you are looking at Ph.D.'s, y{ou may find it very difficult to find the
ones who can meet these other needs. I would still strive to upgrade the

. / C "
faculty degrees, but not at the expense of teaching skills.

!
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' G. Bruce Dearing: A response that has occurred to me is that we tend to/measure

things measurable and that it is exceedmgly difficult, jllSt as l/r Bobonis

/
says to fmd the kinds of examinatlons that will allow us to jse thf* QAg-

/,
/

nostic approach for teaching. But this is true not only fof dealing with

/
students; this is true for dealing with faculty Ve sh43 throughout the
educationa.l establishmen“ the problem of dev1s1ng some evaluative procedures

wh1ch are really appropriate for development rather than for pumshment
. ." .
.or mere dmcrumnatlon I think we have some/opportumty to share through
y : /
out the profession. )

~ In the matter of the dlagnostlc prescrlptlve W nts, you are
~AA’_—-\

undoubtedly acquainted with the module—math—remedlated-lnstructlon _
program, which really helps a good deal because it is not a whole course.

It is a series of specific things. ‘With a number of people worl;ing on the
applications, there is some hope of not having to re-inw\/ent_,k the wheel every-
where andA of being able to get economy of scale by ver);' wlde use.

/ There are some other programs less we1~1 developed than math, in the
teachmg of English, which we can hope to take a.dvantage of as they are
further developed. The College of the City of New York has taken some
leadership in that and I have seen the first f1ve programs, or so. We are
hoping to.be »able to use them; and they might be of some use to you.

If wecould capitalize upon the cornmunications system, s0 that we
3 know vxthen and where these things are, it would assist us. It seeh;lsto rne,
from material that we haye all read here, that you are doin.g a great deal

with the resources you have available,

~J
N\
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Albin O. Kuhn Does the communication from the students to the campus and to

the umversity as a wholq say that you have faxrly good teachmg?

. Fernando L. Ferrer What was the questlon? '

Albin Q. Kuhn It is an impossible questlon but does the communmatlon from

students say that IAU, by and large, has a pretty good teachmg staff ?

Sol L. Descartes ‘May I suggest that we hear first from the persons who are.

dealmg with the student body dxret:tly at the campuses? Can you begm

Brian? What are the feelmgs that you get from the students ?

Brian W. Irvx_ng: If one goes by the questionnaires and so forth which the students
| in the past have filled out rating teaching, it's fairly high, |
| Iam synical or not as confident as I should be, m'aybs. Ido _bélieve,
however, one of the thin'gs which the students have been telling meb time
and time again-.--that we do need more ways of evalsating the faculty.
"I think that in many departments the 1teaching is good, judging from

the respits I get back fri_)n_l the students, which is very highly favorable

B S
! N

and, Ithmk, justly so.‘;:‘Of course- this is on s. departmeﬁtal basis because
we have mofsbproblems with sofne departments than othsrs at;d so it is
difficult to generalize.

I would say, for example, that in some of our science areas we aré,
doing very well, -e&en thouf’h, as you have pointed .out, we have had
difficulty with some of the'.ftal,t:_%ulty. ';‘here are some departments that are
weaker, and, therefore, wﬁeuhave more criticism from the students.

But I will say agiin, I think we need to improve the student evaluation

-of faculty. This is what\the siudents really want.
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. Jorge F. Freyre: Ithink we have to make a distinction between our full-time
faculty and our part-time faculty. At the Sai Juan Campus, we are rely

a lot on .paft-'time faculty in some areas. . I think that we, here, _'get mor

\

complaints about the part-time t.'acultylthan about otr full-time facuity. |
That is one of the reasons why, in long-ruée planning, we are trying to
streng‘the_n those departments that r:aly hea.vily on part-time faculty. :The .
devotion to teaching of ]éart—time f#culty is lowas comﬁared to that of full;
time faculty.’ | | |

In the case of full-time facﬁlty, I think that the answer to your question
is that I;he quality of teaching is .fairly good in general. Of course we know
of cases, of certain b{ofessors, that lﬁve been with the university for &
number of yéa;s, and even hav;a teﬁum, who have some limitations in
comxpunﬁcating their knowledge to students. I think that is pfobably'true
of all universities. Af Yale University I had a number of professers who
were very good schola;-s but were not very good teachers. On the other
hand sometimes you have the i]é.ppy combinﬁtion of a good scholar and :.
good teacher. But I think, as a whole, from the information we ge® un
our sfudepts, that the situation is fairly acceptable for the full-time fﬂac‘uit;'

;  and ﬁeéds a lot of improvement in the case of the part-time faculty.

Sol L. Descartes: Félix (Félix Torres Lebn) you have been ‘ux{usua.lly quite.

. !
Félix Torres Lebn: I think that the question is how students féel about our teaching.

In the regional colleges students nie :fair'ly well satisfied with :he teaching
] ' ﬁrocess; e have been giving t_he' faculty a lot of training in this respect,

and the studeuts are fairly well zitiafied.
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. New, this year I have heard among the stud'ents of the colleges more
d1ssent than at other times in regard to the quality of teaching As a matter |
of fact the issues that the students bring up in. meetings with me and with
the President, are more academic than they'used tobe. So I think the
students are now more concerned about teachtng tha.nthey dsed to _be.

Some of thern;are not veery satisfie‘d, ,of course; that is true.. We
. are aware of it at the. central_ office .and.at the cclleges_ and are trying tc
-do cur best to improve the learning-teaching situation. At the regiona:
colleges, of course, our main teaching interest is. in the basic subjests.
© Tthink that, as Brian (Brian W, Irving) says, it depends on the
particular departments, and, of course, formerl){,'the rnaj_ority of students
who ca.me'to the regional colleges were mainly interested in education,
w1th the result that we built up a very good faculty in that dep:2 rfment
Now | the students know that the svtﬁanon is changing on the Island and they
ave to get re:ady for other positicms: I think this 1s why they are wsorc

concerne:d now.

Sol L, ;'Descarte.s: Since Ibelieve in altering the course as time goes v, and we
have some student representatives around, I tnvite them: to con'crihute. by
giving us the benefit of their views—-no ;;unches narred. i)o you want wd-
start Mr Acevedo (Radl Aceveds Castafieda)? Mr. Aceveiic is from the

San Jian Campuq

Rafl] Acevedo Castafieda !Student) Yes, as for the teachers, the part-time teachers
are worse, They don't give a dzmn for the students. S~

~ Sol L. Descartes: Juan ("an Gonzdlez Ramos).

. s‘n - ./,
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Juan Gonzilez Ramos: We have to consider carefully our part-time faculty ratio,

but they do serve an important function in'that they provide students with

contact with professional experience.

Fernando L. f‘errert With respect to'the -complaints of students in regard to the
| | qnality of the professors, there has been a change in the attitude of the .
7 stn(_ients during the iast, I won_ld say, three 2 fous years.'_ A feyir years
ago students did not question the professio:t con:petence of their professors
and 'that placed a lot of respon.sihility on the professors for the material
they were teaching. The feedback that I have been getting lately is that
the students are voicmg complamts because some of the professors show

no special interest in the suhject they are teaching and spend time’ on other

.. matters. Apparently the students we are getting now are more conscious
of the quality of the education they are gettmg, and, if the profes sor is not
interested in the sub]ect matter, the students are asking why the professor

wastes their t1me on that which is not of concern to them.

.

Sol L. Descartes: Yes.

/

S

Jorge F. Freyre: lI"mA going to make some further Comments on our 'part;time
‘ facnlty becanse I want to make certain that there isa true presentation of
the facts. | |
The fact that we have the most problems with our part-time faculty
‘lﬂ'does not mean that we don't have & number 'of part-time faculty that are |
quite good and excellent. Some of them. have been teaching at IAU for severa
years. l’i/he problem is_tlnt, since our- e(nrollment has grown so _rapidly in

recent years, in some cases we find we have recruited part-time faculty that
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are not well-prepared for the ]Ob of teaching We solve ‘this problem

- rather quickly, because we simply do not renew their contracts for the

next semester. Therefore, we have some turnover in our part-time

)

'faculty We are 1n a constant process of keeping the best and eliminating

those that we have not done well. ‘But in the Business Admmistratlon
Department at the master s level, we have a number of part-tlme teachers

that are as good as, or better than the full-time faculty

Sol L., Descartes' Yes.

Brian W. Irving: I would like to make one short commpat here. Many students,

3

as Félix Torres Le6n was saying, are now more interested in academic

atters. Omne thing, it seems to me, hds been a myth. Thai is that you

* can't require more of the students than you do.. Because of floods, we

missed some weeks of instruction at the San Germ4n Campus this sumester.
We are making up'this time during the holidairs. | Everybody said, "Well,
there is not going to be anybody there; students are not going to show"up. "

However, the only complaints—I got-were from some of the students because

—

—

some of the professors were late or did not come,

Sol L Descartes: Yes. Mr. Rivera Cidraz.

'Elfas Rivera Cidraz: I would like to ask a question of Dr. Dearing, but before that

I would like to say that I think that one of the most delicate problems in the

umversity is the maintenance of the quality of programs at regional colleges

 because I think there might be a tende‘ncy to lower the acadelnic standavrds,

and I would like to know how to safeguard against that.

,
~

~
~
iy
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G. Bruce Dearing: I think one of the ways is to try to be firm about not taking on
. T g .

) respoﬁsibilities beyond the capacity of the faculty and facilities to discharge.
I it Aisrnecessa'ry, in order to eVOiq_ denying the studente within a region

| their opﬁortunity to get into ecience programs .or te ge: qualified further |

" in them, and if there is a dearth of fully-trained scientific faculty or of

laboratory facilities and so on, technology, to some extent, offers the

Aopportunity of ta.king advantage of course materials and mediated instruction:

television ta.pes video tapes, recordlngs and things that are designed
elsewhere to make up for that gap. ButI think it inevitably lowers sta.ndards

when you try to meet a social need, or a student need, through.ipadequately

i
1
!

equipped instructqrs.
It is uecessary, eomehow to try to match the needs with the resources

. . and facilities, and, in some instances,_ you simply have to say, "There are

le._.,

s

only eight or ten of vou, a.nd however eager we simply can't mount that
program for you. Xou will have elther— to forego it or to find some way ot

going to an instltution that is capable of offering it." This makes for some

G —

. angry clients, of course.

Albin O. Kuhn: Might you trust, partially, to the technically oriented courses too

often?

Elfas Rivera'Cidraz:- I think that there ar. some courses that don't fit in the regional
-colleges, some courses that should not be offered there because you don't
hire that kind of teacher there. , ‘

Sol L. Descartes: I see a,really good argument springing at here between two

schools of thought. Yes, Dr. Swink.

~J
oC
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-

John L. Swink: Since 1 started ;my career as a part-time téacher, Iam somewhat

— “

inciined to come to the r‘escue. At least I have an observation to make,
but first I would like to ask a quesfion. What kind of supervision do &ou
giv}e yo{xr part-time instructors? Do other faculty membgrs sﬁpervise -
.them? Df)es_r, s_upérvision cbme from tﬁe Dean? |

Sol L. Descartes: Sdpposedly, the same as for full-time faculty. Now as to

reality, I think I had better leave the matter to the Vice President and  ~

[

Executive Deans.

Jofge F. Freyre: In the case of the San Juan Campus, the majority of part-time
o faculty.r can be found in .;.he Departments of Economic and Business Adminis-
tration, énd of Psychology, Sociology and Anthropology. Supposédly, as
the Preéident says, their supervisi;n should come from the depa;tme'nt
chairmen. Th;a brqblem that we have had in the pf;;st is that the dep.art-
ment chairmanships, at _Intér American., ‘were pal;t-time i)ositions from
an administrative point of view. Therefdr_e, if you ar - ounly in your office
a limited number 61‘ hours, that tends.'to creatg problems in your
supervision of your fgll‘.—time faculty and more so in that of your part-time
faculty. | |
We have proposed, and the President has approved, a reorganization
of the position of department chairman, in an ’experimental way, for the
San Juan Campus. This is going to come into effect next Janua"ry. 'The_

department chairmanship will be an administrative position with limited

teaching as_signmgnts'.

Y- X __~
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Thérefore, [ think that the supervision of fhe faculty, both full-time

o

and part-tihié, will be imi)roveq tremendously. If the experiment is
" successful, ihope it can be used ét otﬁer units of the ﬁniversity.

Tﬁe other problem is that most of our part-time cou'rse.s, at least in
some of these five departments, are given in the evenings, ahd the
department ¢ ha&rmah is not at the uni'ver.s.ity during thé evenings, s0
sometimes the part-timer doesn't get so much attentlon. That is a problem

that is more dlfhcult to cOpe with

John L. Swmk: I have two cOmments to make. One is that, if you have to have a

deficie.nc'y .in“t,he.qua;ity of your teaching, it's nice that it is iﬁ your part-
time faculty beéausé you can get rid 6f them easily. The other is that I'x)e
had some 'eXperience with a part'-timé education endéavor, in the forrﬁ of

.a umvermty college, and, in our partlcular mstance we did make it a part
of the department Chalrman s teaching load or total load, not only to hire
the peoplg, but to sgpervise the;l, and because the coursesi were held in
the éven{né was no excuse for his not supervising them, I w9uld think that
something like that coﬁld.‘ heli) improve the quality of your part-time -
féculty.

Ido nét think you should ,éell your part-time faculty short, because you
bhave got tremendous talent out there that ﬁll .teach from dedication and not
for money. If you have a part-time person that is teaéhing for money, tlﬁt‘s
a rea.l good reason to get rid of him. There are people out there who will

teach for the rceputation or from dedication and will do just about as good a

job as your full-time faculty, and even 'a better job than some of them.

3U
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Jorge F. Freyre: I agree with you,

Dorothy G. Petersen: This is really getting exciting because we are into the real ."

| heartbeat of the_gniveraity, the quality of the faculty and the quality of the
’ \
Of course, many, many institutions sre wrestling with these probléms - \
today and théy'are saying to themselves, ""How goo:i .a‘.re our facﬁlty? How
good are our academic' programs ?"- They are not sati'sfied_wit‘n saying,
"We think they are gobd, " or "We think this program is good. we don't
think that one is gbod. " They are trying to r;aally find evidence, '"How do
we kn6w that this program is good_?", or "Hov.; £an we know that the faculty
in this department are good ?" .
of coﬁf;e, what I am_driﬁng at now iy outcomes froxﬁ the educational
. /
" program and my question iSf what evideéce does IAU have to support
some of the statements that have been made that 'stude‘n':ts are generally
satisfied with their programs?' IS there a body of evidence or a body of
data which will support thé fact thgt students have been asiced and are
- satisfied with your prog'rain ? Is there a body of data concerning a follow-
I 3 _up study of graduate students and wha:t they think about their program after
. fhey leave the unive-rsity,? Is there a body of &uta cencerning gmployer
;'ating of your students v;rho have gbne out and been employed and had their
sﬁpefvisor rate them? Would not that, too, give some \‘;vidence of the
qug.lity of the program ? Institutions are .w.festling with these.kix;ds of

devices to assure themselves of the quality of their programs.and my

question is, what is IAU doing-in this:regard ?

sl




Sol L., F-Desc'ai'tes:_ I am going to call on Dr. Crescioni..
™~ : .
Lavinia H, - -escioni: Iwould say, that, because we have been engaged for three

- - PN <

years or more in our self—study, we have dealt Wwith that problem. So, %

-at thisirme——we have made several Studles not as sophisticated as we
would like them to be, but, anyway, attempts to follow up on our students,
| to see what they are doing, how satisfied their e'mployers are, and how
satisfied the students on campus are with their teaching. |

| In generai\‘I-wmld say, _the results‘ of these studies have shoyvn that

our graduates perform in ways that satisfy their emplaoyers. The graduateé

- //ﬁ-' L

when asked to indicate what their educational experience has begnand what *

!
it has meant to them, have answered in many ways,/but,‘% remember t

t
S

: . L
correctly, and Mr. Charles Decker who has worked with these self-studies

, : . . s , ¢
so closely can ccrrect me if I ani/wr6ng, they have generally in‘_dicated that - ?
- ’ - . N /.{
they are satisfied with what IAU has done for them in terms of giving

~ efficient and effective training for their employment

ThlS is one of the outstanding things that we have dIS('OV red in making '_

1 ﬁ- .
- . =
r2a T A - .‘m \

these outcomes studles.

In regard to the students who are st111 Wlth us, they Have shown great

3 W

regard for what the university is do:: . A good example is a study per-

. formed by our librarians. They questioned\Hi"students who at’f.ended the .
library or who came to the library during a certain number of days, about '

- thetr reactions to IAU orientation and study. ThIS is another study that _—

gave us the impression that the students in the university are satisfied.

. Dorothy'nG. Petersen: Ithink you are to be congratulated fui these efforts;-

or
N
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\

\

Laviniz H, Crescioni: We have to continue to do thig typ\'e of study however to .

build up a body of data,

. Sol L. Descartes: Wait a second. Everybody wanis to say sometking, but I
_ - : - . _ ~
cannot really aveid saying something different.

it ot

. I'believe that we have had very gene'roué student evaluators. [ think
,\\ . : ¢ - - " . -'- )
~ that we have a long way to go in terms of quality at this lnstljtution. :

o _ - ' |

However the devotion to the institution is there. This is one of the .
' characteristics that has come through repeatedly in these evaluatiolis as

, ' S , _ /
, in previous ones, the fact that the faculty of Inter American|University is/
. R . ] . ' * : ‘ . '//
- a dedicated one, .The problem now is to'maintain faculty dedication as we

grow into large units fro‘in the very small ones such as we used to be /é.rld_

/

in which it was easier to maintain this devotion. - / -

Isee several hands. I should warn you that, although we strifre to be
punctual in starting, we are not so careful about'being punctual when the

hour to stop arrives. So, if you want to, we will proceed aslong as there

, : , : , /
-are hands up. . Yes, Dr. Theobald. ) . /,/”

/
this, that my.

‘John J. Theobald: Let me say, since I, in a sense, precipitated
.. . . /

point was not directed at a degradati'on'of the faculty'oxj 6f the student body.

My

I talked about science bécapse that is the place I saw the,pi'oblem very
closely,.mé‘inly Because it is a field I know. I saw some superb_teachéifs' .

taking their classes out into the fields instead of arranging things iﬁi_lax_-‘ge |

e e 2

laboratories beca;use they did not have labs and all the rest.. Icould ndt"f,..;

\\_\ be prouder of the teachers I saw in this field. By the same t‘okeﬁ Isaw'

‘ . . o el Ve s
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) . ’ 1 L i :‘ “
some 'studen'ts, determined, eager to lear‘n, working like the dickens, and

absorbing every thing that the teacher could give them.
. But I also saw a teacher who had to start wheye that student was, and
. that student, in science, was well behind what you-have stateside. I think
there are only two solutions to it, you have to either get the high schoois
, to giye more attentiontc the rigor's of science, or you have to do some-. ,
< thing ahout identifying the problems of students whc want to go into the
sciences, if you really want to move them np to where they can gh an’d,.

ultimately, should go.

. :
-~

Now, I don't think this has to be done cver night.. I think you are in a
society yvhere the very lack of science in the high schools'is evidence 'yof.
relatively less need for it cn the Island. But, I say to you, as your | _ ‘
economy .i.s expandiné and as you are érowing, there is gcing to be increased
a : ( ' need. As the numher of students whia.want to go to college increases, you .

t are going to get heavy demalnd, and this is a problem you are _goinglto have

to look at. Isuspect it may be not just' science. -

Sol L, Descartes Félix (Félix Torres Le6n) T saw your hand up. -

AY

Félix Torres Lebn: Yes I want to add 3 £ew thmgs here. _Flrst, I want tc say a

‘word in favor of the.part-tlm__e faculty. In the case of the region_ai colleges,
we are very proud of the part-time faculty, especially because most o\f‘f
thelh come from the different areas_that we serve, and they bring their

PR

S .. -..-. .experiencess-good experiences--to the classroom. In many cases, the only.

e L _.reason why yé have not hired them as tull—tlme faculty is because they
‘ 'don't want to teach full-time. They have a ]Ob out there and they don't want
- to.come_to teach with us full-time, . In the area of education, for example,

Tea Neems e
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‘we have a lot of general supervisors .from the Regional Offices of Education.

.‘.‘ N ! ) . ) !
They pass the word regarding what they are doing at the Department of
- Education and‘this has been helping us*za lot in the training of teachers.' .

Other examples are the people from the banks people in the area of «
\ \-—"l }
admlmstratlon and social workers in the area of sociology and sacial

i .
work. So, in the regional colleges we z}re proud of our part-time faculty.

~ Supervision of the faculty-éI think. somebody asked about that.. Yes,

i
|
1

\

. '\ we do supervise them. As a matter of fact, we use the same procedures
and materials for the evaluation of the part-time faculty as we do for full-

time faculty. The students pa.\rticipate in,these evaluations. So, we are
\ very concerned about quahfyxng our part-time faculty on the same level as

we do our full-tlme.

In the matter My, Elfas Rwera Cidraz brougl‘k up, regardmg the
' courses3 at the associate degree levels, I have to sa\y here f'hat the courses

-we offer at the reglonal colleges at this pomt--most if not all--are as good
as thoseoffex;ed in the bachelor degree programs, and they count toward

: ’ ‘ ‘ / . . . ..
.. ‘ that degree. if the student wants to pursue further study, We are very concerned

- © . to keep the same i]uality, through curriculum revision and detrelopmeht, in

these courses and the same 'qualityof teaching too. We are very concerned

-~ N \ .
. ' - . '

about this, o » S !

I can give you a couple of examples of the things that we are doing in

this respem\For example we have reVised our Associate Deg'ree in Law

\

Enforcen' unt and accordmg to what- Central Office of the Police Department

says thiz umversity is offermg a better Law Enforcement progran than any

other university on the Island We met the highest ofﬁcers of the ,

-
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N ™ . K . . I’ ’ - :
- Police Department and at the Police Aca(l’demy in Naguabo to revise the
program and to bring it up to date. /

1

Another example is the secretarizl courses, which we are in the

: process of improving, We.are giving a lot of emphasis to these associate -
\ . ‘ . - \\ > | ‘ '
degrees. I want to say this to avoid any misconceptions among our visitors

as to the quality an\'d standards of these a’\ssocia.te degree programs.

' N VL . .
Sol 4., Desgcartes: I think I saw a hand on this’ Siqe and then we have to give the
,\ .

opportunity to the observers.

'.Auggsto Bobonis: I am'going i:o address mysel.f to \the question of supe;zjvisioh.
Supervision in the_broad sense has to do with eve::y acﬁvity fe/lated to the '
educetio;xé.l process as it is. understood by the proiessional‘eduéator-s. I .
have a suséicion that in the context of this discussion it relates te the

narrower interpretation of helping‘the teacher to ‘imp'roive his eapacity in
' /

]

/

~the teachmg of a partlcular sub]ect. | . /
I do agree that some supervmlon of thls kind can\ lmprove the per-
. formance of part-tin‘m faculty. However Idon't a/g':’ee tuat this is the
best strateg'r to follow. Part-timex 8 in this umve'rsny, in varying degrees(
- area - 'sub—culfure within the ‘complete spectrum of the whole universlty
Ifacu.lty, and, as s1‘1ch they do not have the sense of belonging that the full-
tlme faculty has. They are not completely mtegra\.ed into the umvers1ty ‘
commumty. 1 suggest that one way of making them feel that they are an

important gonstltuent' of the university is by giving them the‘opportunity of\

. collabofzting on committees; and by giving them some sort of representation

in the university governance (Board of Trustees excluded). At the School

. 86
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of Law they participaté\ in the academic act_iw)ities and they are not called
part-timers. They are appointed as adjunct professors. I think this sort

of appreach would be much more productive than 'supervision' in the
. 4 . . ' ) ‘ ) . '
narrow sense that I suspect it has been used here. Gl
\ . ) ) ) g
' \

Sol L. Descartes_i I'm going now to give the opportunity With your permission to

the gentlemen here as observers. Dr. Ram S. Lamba, you have sent me

\a short, to the pojnt statement. Will you kindly ,\present it yourself, -

{because it will not sound the same if I read it. el

. Ram S\ Lamba; :I wnu.ld\ just like to c"omlnent upon what has be\én&said by our
consultants and, pai'ti};ipants on the high schnol -sclence trainin, . students
who come to us. The' Department of Publi:\lnstructinn has been .y
| CPEM-STUDY materlals at the hlgh school leve!, 'The materials, >rig. ‘.Agxlly

in Enghsh have been translated mto Spanish. These se matericls are o

—~

hard for the students and, in most cases, even for the teacher ‘Result:

comnletta failure! g
|

- 1 have been WOi-ltlng, along with nther professnrs from U}’R, IAU and
| memhers of the Department of Publi'q. Instruction on revisin/g/ and changing
t,he' curriculum’ at the elementary, intexmedia%e/aTllEj'ﬁi?gh :;ciiool levels.
, : ‘ 1
We have completely revised the curricvlum anti objectives to make
them compatible with- the sitnation in rep rd to science teaehing and .
" learning as it now exists on-the Island. At the same time, there hawte been
other greups wnrking on biology, physics and rnathematics.
The dec1s1on is bemg studied as to whether. students SuOdld take all the
fu

) SCIGDCGS not st one or two and whether mathematlcs shaouid be taken at

o<
L2
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all levels. In adciif;ion, ap 'mportant recommendation was,made to the
Department §f Pub'lic.Instruction regarding the 6rder in wlsich these

\Sciencé courses should he 'tai':en.‘

John J. Theobald: I think thoi's very exciting. -

t 7

Sol L. Descartes: Yes.” Dr. Kenneth Kalantar, why don't you also read your
- question?

Kenneth E. Kalantar: The question relates to something that Dr, Bruce Dearing

-said ea'rl ier. He mentionéd_ »_:t.he possibility 6f diffe réntialiy assigning
cufricula to different cémpﬁées’. I wdndefed how other n1u—lti-é:arhpus
- unjversities might have workéd thi;.' sort" of thiﬁg out, What sort of '
' éuccesses hav;a they ha&, and did thlS éc’_cﬁbﬂy feéult‘ in a rcductiqn\&
" costs? How .did the universities deai"_Wi‘I.:.h the problems of st'udents whé

wanted to take the_se courses?

G._Bruce Dearing: The first thing th.at‘ must be admitted is that we have had only

‘a .iimifed d_e.gree‘o‘f _succeés. One th}ng tlhatv we have done is to differeniiate

between tl.le totally state—supborted ﬁniversity éehtef.;‘(afrts and sc:-.aces
o colleges,. agriculturaf.and technical cdllt,age_s) on the éne hand, and the .
community églleges on the other.‘
In the total_ly state-suppoi'te.d campuses, we have said, ."Wé cannot

4 hav_e J0 large a dggree of duplication of programs, ‘and those students w! 2
want a barticﬁlar pi‘ogram will4, in s_omé cases,,have to go to a place’
where an institution is set ilxipbt‘on offex;. tﬂat broérém. " Hoxx;ever, we use a
difllfex.'ent‘ St.anda'rd. in re'g;lrd-'t_o the comr-n_unity collegeé"where the studgnt

'~ may get that progra"\m“there' or not at all; we do not giw}e quife so much
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attentiqn to the manpower question or the institutional concerns about
educat;on. So, tc some extent., we dodge the question by having twd
ét:mdards according to the ciientele; but this ié also part of the differenti- .-
" ation betwéen the coml;\rehens ive community.college and the special
. purpose college.
Q#Startiﬁg from the other directiocn, we‘.have determined vthat there are
,é great number of .master's dégree programs which are vefy ,h'.éhtly
// lenrolled, ouly two or three students, for'examplé, at each of several
campuses w a region. Then we say; "Let's pool the re;ources and put
y _ them ull together so tMt we have a single program ipyolving 30 students _
/ rather than 10 programs involving two or tlhr'ee each,"

When you get, hoyvever, to undergradﬁate programs, {t tlSA mnch more
difficult. For exam'.ple,. you look at é' campus that has very lew phyéics
mzxjors. You say, "'Should-we not give ‘physics" there ? Should wé allow:

“the sclzience.reqt.l'irem'ents to b;a met by qhemistry‘ or geography ?" Then

- ydu say, ""Oh, but what abbuf .t'hé large group of people majoring in

c}lemistry? Are you going to deny therr; the coursés in physic_s ?'" And the
‘answer is, "Of‘.cburse, you can't." So, it is _really a matter of trying to

‘ get to-these differeﬁtiated_missioﬁs_l by starting from both directions: . i.e.,
.s'taft with thosé that ére_ the s'tron'g.eét‘programs, those that you Ia_re most
deepiy vésted iﬁ, .t'ha.t haw)e the largest t;ﬁtpbe'r of tenured faculty, the
biggest llaboratory inv_estme_tlt and so on, "a;;d {hen start from tpe other end

_ i)y asking, '"What progra‘ms_aré weakest? ‘Mo;‘t‘!l\i!ghtly enrolled™™ etc.

\

One must ask, also, "':What are the human rélation§h\ips and whot is the

" .

8y N

col:mitment to the futu‘xfe?"
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‘.If you are trying to plan not simply by extrapolatic . but by mcas‘u.ring
where you a'i'e anq lookiné at whqre .you wént to b=, then you sc')métimes
come out differently,' and con«lude,l "You must take-on this addﬁ:ional
mission, " or ""You must give up that secon'd'z;y' mission."

A; Qas mentio.ned earlier, you Véry frequently have studet;ts énrolled
whom you éan’t just abandon. Normally, ‘'you eithgr find a pléc:: for therh
.elsewhere .6r you carry on the program _untillthey 1ave qohpleted it. By
cl>osing new enrollments, you may find the way for a ﬁanrénewal of
cont.ract for parf—time people or those who are Ion term cc_mtracts or
awaiting retirement, or t}iose who are on tenurei,' .trying to make. it notla
pﬁnishmént'but an.,oppor_tu'ni;)/ to retool and retrain to gq into ano.thér
program, and to pull 1he.1ines i;l that woy.

In our syétem,- we are .sc.) newly into the retfenchm'ent phase that we
are not very skillful as yet. In the past we had learnéd th:clt y‘opi' could
always find a.place for someone that was not fully éffective., or just &er-

look him entifely. Now, each one of those raculty positions is precious, -

aﬁd_thé ~rograms feel so threatened that it is necess.alry to use a cihite
different s.{trategy to terminate or adapt ér&grams._ . , o\ '
However, we have tbd few and toc; undifferentiated a sei bf r Hdels. '
'Toc; many colleges are merely liberal arts colleges in i;nitation. bf Will‘ams
Co;lege or Amherét Col]ége in 1880,.1‘an‘d t'hatlis n‘ot'whla't we need r:O\C'for
everyone. Wé 'nee.i.i.‘ a .mimbe.x_'.of thosé campuses, but not as many as wé

have. And too many institutions have tried to follow some other prestige

patte-n ruther than adapting to the needs of the region, of the particular
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group of students, and the capacities of the facilities and the faculty. I
- think it's more nearly a matter of trying to say, "Wkat needs to be done ?"
""What can we do best ?" and "HoW can we put those things together in' the

most effective way?" rather than saying, "Whom do we want to imitate ?"

or "Given all the resbulrces in the world, what would we like to.do?"

Sol L. Descartes: The Dean of Academic Affairs of the Regional Colleges has a
a question. - Dran Rafael Cartagena.

¥ Rafael Cartagena: I would like to address, myself tc the problém of the impact of

ihstruction, that we were talking'abwt sorrhetime Befdre. I would like to
say that at the ‘reg‘ibnél.cqlleges' we are trying to do something in ordqptc;
gei.:\’ m'pre ‘da.ta' Qoncerning the impact of our instx:uction eSpeéially in the’
associate degrée greé,

" .'Fo‘.r tl'e laét tv;ro .:_y.egrls, we héve been participating with the Council of
H 1ghe1j Elvduclation and with ot_he; univeréities in a foll§w up study of our
assoclziate degree program graduateé. Last year's study is alreadyl.éui;
and available: The ttings that are being zisked-aré these: | What has -
ﬁaél;éﬁed to .qur graduates ? Are they errllployec;? ' Are they satisfied?

Are they employed in the field in wtich they studied? What has been
. » - ) _

useful? ~ What has not."be'en usefgl 2.
'We are also undexfaking a study ourselveé, énd wevhave just s;a.rted

with our as.sociatt_a degree prégrams- in secretarial science and'in@'\‘,a.w-‘

énfurcem.eht. We are .c.loin'.g what we cail_ 'p.rog'rarr.l validation' --both

“internal and external——otf our programs. ‘We are taking course objectives
' : o L . b
’ o - . .
for each one of the courses, we are going to the employers and saying, /

St
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""Is this what you need ?"' '"What is there that shoula not be there.?” z;ﬁd .
"Wha_;t more should be included?" We are alsq sending cjues‘t:‘ionnaixxl'es.to
our graduatesl, askiné, "Are .you éatisfied?" ""What has beet.l useful?" and
"Whét kas not?" At the end, Ithink we will hdve a feeling for whé;t has

happened_ an‘d some kind of accountability for the impact of our instruction. '

Sol L. Descartes: - Thank you very much. ' The last observation.

- Ratl Acevedo Castaﬁgcla (Student): 1 just want to clarify what I said before about
part-timé professors. Idjdn't mean that they aren't any good. They are -
E as good as some of the other professors. But I meant that they don't have

time to talk to the students, because of their work.

Sol L. Deécartes: ‘Thank you very much. Well, I think we have earned our lunch.

' 1 is ready and we will begin again at 2:00. : -

92




4

THE SECOND SESSION: ¢

l’;lanning K

N

93




1

Monday, November 24, 1975
Afternoon Session.

2

Sol L, Descartes: According to my watch it is onc minute after 2:00. This

afternoon we have more observers. ThlS morning I asked the Deans of
Academlc Affairs of the various units to come over in view of the interest
of the discussion to them. And of course you heard Dean Cartagena.
Dean Bender is lhere from San German. We also have a representative
"from the Law School who was .not here this-marning, Prof Garcfa
Martfnez. The student from the Law School was here all morning. -

, We can proceed now. We are gomg to take up the subjectof planmng' :

: and leave 'students and .alumm' for-tomorrow. In fact {am afra1d of the '

’ .. - 1

'development' part because I got a paper from Cornell Un1ver\s1ty--an _

edition of th_e'Cornell-. News for Alumni*-and I find that the university has

o

received $15 m'illi'on dollars in just a.few days. Now any si.mila:rity :

betweenthgt,and the success of our develop_mental fund raising is pure
jcoincidence. ,

P

John L Swink: - May I agk how ‘much they put in each year. in order to ralse those ~

1]

i sums ? =

’

Sol L. Descartes: Well, I even:have an article on that. .N.ot for Corn:ell-', but in
general We11 shall we move 1nto plannmg. Dr Swmk
John L. Swink: I started the study of AU under Glenn Chrlstensen and I did my
| po‘st graduate wqu under‘ dJ ohn Theobald. So I guess this is post, post-—_\
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_—_ . | T o :
m 611 ut I needed to say was that sihce the days

‘when I started my undergraduéte work under Glenn (Glenn J. Chris

——

S
. & : . o
the progress which Inter American has made reminds me t1at ohe of the _

reasons you have to Select an optimist as a president is becatise you

4

always have a pessimist for a '\treasurer, so you can make a kind of _

balanced judgment. IAU has miade that adjustment. Ijust wanted to get

/ .

.., that across because I think you have made great stri/déig.. s

; I have a copyright commi , which I genefally propose to people

under these circumstances, called "ERA," which is the "Efficient Resourcé
Allocation' committee. When you start to plan, you should start with the

idea that you have ceftain resour,c\és' and you' want to bé sure that you are

i 3

using them efficie_ntly.befored you start adding dnto them, g‘l;/_ep' that you
may be underutilizing your resources. By ;‘esources" I méan- not only
° buildings and laboratories, I mean Tculty"a:nd. all the other things’ that go -

with it. This leads me to anoth‘"er. point which I'm afraid we sometimes

forget in planning, and that is that planning, a l;)t of pianning, went on
before this morning, for instance. Planning has not only to do with physical
things, matei"iz;l things; it has to do with the whole academic arena, and
planners, generally, should lean more heavily in that direction than they

~ As I read your document, some concerns came to my mind. Idon't
say this critically. I hope that I can__saJ\ it as éonstructivgly as possible,

but I do have concerns: ™I know that thede are many problenfs at IAU and

that one of these is your economic surviyul. Iknow this is a very important

- . lf
K
1

-
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one. Now,.you have a service concept. I may have been mistaken but I
. A ‘ . . T,

[N
i

get'the impression that by service you mean to serve the largehst number ¢
-. Ii! . . . .

L_.,\ of people that may want your services. For a private institution that-
. M\i : i ‘ . ) . . .
depends upon a tuiticn base-which is as soft as the tuition base at IAU, a
e . : : TTTTTT—— . .

‘ . . N ’ - - , .7 -
service ccncept needs careful examination. When Lsay soft, I refer to

.

~ N :
the fact that most of your students have to have some sort of financial aid.
~ That financial aid comes from the government, whether it be the Common-
. l 1 . P . // % . o

wealth or'gﬂe U.S. federal government. This is a very soft base, and tlieg
. . : . . 5 // AN .

commitments you have to make to satisfy inefeased enrollment are not of
) :‘ . '//-,';/_‘ . ) . . .

a temporary nature; tiey are a permape nt kind of commitment. Iu the

L ,/ : :

long run you could find yourself in /vrouble 1f for mstance large sums of

“money goes to the UPR or if t«hé whole idea of government scholarshlp

é‘ . .d more or less collapsesv'"" Yo& could find yourself with a lot of unneeded

resources. i/ seemq tq/ me that as- a&;ate ingtitution, you jU.Bt can't

s -
continue to tdke on i /L/reases in enrollments for ever more,. There is.

prcbably some point at which you should top off; like -most private Th%ti-

_ . o tutions in the States'now. (Most of them there seem pretty much/in
’ - : ' i ~ . ‘
_ retrenchment‘.) This is a little kit different from what you have been ..

. talking about he re.in regard to. feased enrollment

Another pomt that ‘came to mind, as I read the prepared materials,

was the idez that you‘ra.ise abogt tenure, and the. boxes you do not ‘'want to
IR A get into as a result of tenure. I can£let that is certaifly true‘. How-
\ Lo ever, there are other boxes you can get caught in, such things as programs,

T—

- . by taking the so-called !"seed" money. Things of this nature, at this stage, ’

P
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more than what you had expected.

should be very carefully thought out so that you don't find, as you get
further down the road after three Qt',four Srears when,the "seed" money
disappears, that you have to pick-up the bill, and the bill is a little

In regard to the utilization of your resources: one thing that many
etateside institutions have found is that their facilities were very, very
sadly underutilized _not only. from the stand-point of room usa:ge\ but, also,
of seat usage in: the rooms. Ithink that, 1f you have not already d%s

7~ .
you need to makL a very careful study of just how well you zre using your

* current famht;_es before you start to build new ones.

Anothex.' point which alweys bothers me is eomputere. I think that the |
/comhuter is 'here to stay, anu I think‘it's an\ essential management tool;
but I thiuk we she:ud not become too en‘amored of it, or committed to the
point that not on:y is all the ,informlati,on you want lockedl up in that data
bank, but that you can.'t get at it--somebouy has \improperly devised it.

More generally, however, I think it is an expensive process. Many of my

friends in industry have sald after the hrst bluqh of the computer ]

_ pOpularlty has worn off, that they find they SImply can not afford to support

all of the thmgs that computers can do for them. They don't say that it

4

isn't somethmg thuy really would hke to have, but that they just can't

A\

afford it. Now if industry can'-t,afford it, I sometimes wonder whether

universities, ‘particulariy those with limited resources, can always afford
it. I think you need to be very careful as you get ‘ato this data bank. My

experience has been that it is a very costly process, and that you ought to

.-



Y
\

'\' _ ; | o1
'restrict it to those things which are absolutely essential. You should not
: put things in it that 'you don't need frequently or that can be done in some
other way that is less expensive. |
Turnmg from computers to plant, especmlly to the design of new plant
there are certain techniques that have been tried by other people. One is,
instead of havmg architects design -your buildings as a commission from
you, you might explore the pOSSibility (and I don't know whether it would
-work for you, but it has worked very successfu.lly stateside in 2 number
| of cases) that you write up a set of specifications for your facilities and
then put ,thexn out on preliminlary bids to contr.actors.' " Let contractors -
come back to you with their solut'ion to your problem. You thus get a
second crack at trying to modify it, and you can eliminate the whole cost
. . \
of an architect. With the kinds, of simple .buildings you have this niight be
a possibility. I know! it works extrémely _\yell in the case of dormitories.
In certain other structures it woulld work also. ~When 'you came to a vers"
’hcomplicated science building though, it might not werk. lfou might want
‘to explore this kind of thing, however, as a possible way of cutting down .-
'the capital cost.

You raise a question about parking, and where the location of your
campus should be. It would seem to me -that it would be most unwise to
build a campus in San Juan that was not serued by public transportation. I
think that to rely cornp'letely. on the aviomobile ;s n\ot. only a costly proce ss,
but that it will eyentuall.slf give you a .great deal of trouble. To provide a

facility to park large numbers of automobiles is a most costly thing, ‘And

land in Puerto Rico, uniess something has happened to it since I last heard,

. 98
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is just too expensive to do that. Parking garages are. certainly very

‘expensive, too. ‘I think your San Juan Campus shbuld. be conveniently
located fo public tr'anSpdrtation. Of course, if yoﬁ are away from it, your
people would just have to drive. But I put my emphasis on public trans-
p;rtation. » . | '

.. In r;agard to the question of financing. Idon't know whether IAU has
the ability or whether Puerto Rico even has the facilities, but theré are
\such thiﬁgé 'as.aul;horities thét w.ill fipance for’you at practically no money.
If that were poésible, I would think thaf it-could save some percentage ?

points on your i)ar. |

One thing that I think is most important in your planning, however, is

faculty involvement in determinfng the pr/ioritie s. Then yod try to solve
the probiem of your physical facilities as _best'&ou can in the light of the
priorit%és that havé been estabiis’hed by the academic community.. N
In the case of ﬁbraries, ‘I think that the centralization of library.faclilities:
particularly in San Juan, could lead to some economies...‘ Certafniy you o
don't need to duplicate very expensiw)e books\ in an area close by. Ig‘./you
set up two campuses, for instance; in San Juan, certainly one central
gy library with a branch should suffice. At least you could cut do@ on t?he
| duplication of véry expens ive volumes and have some facility that would
move fhe books back and forth upon der;land. Iﬁ New Jersey,-Rutgers and
Princeton have a system g‘oing that moves booi(s back and forth on 24 hours
! notic.e‘. This ha§ saved both institutions é rela.ti‘.vely significant.amoupt of

money in the purchase of books that ére not used with great frequency but

| .
,‘ are essential to a good educational program.

99
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I would also submit that if.you develoo two campuses- in San Juan, |
you should look carefully into the possibilitiesdof offering y‘hur graduate
work at only one of those campuses. Let the people on the graduate level |

come to a central point, particularly in those areas where it is difficult

to support two programs at the graduate level with a sufficient enrollment.

Sol L., Descartes: Excuse me one minute to present Mr,- Gcmzalez Vales of the
Puerto Rico Councﬂ on Higher Education and who na; accompanied all the
teams that ha,ve V1s1*eo our unrts“. I1e as you. know, is 4 scholar and
student of higher education in Puerto Rico. We are vcr_; glad that you coild
take some time and join us., I made a tremendous faux pas and did not |
think of Mr. Gonzilez before, but'he is a good triend, and he did not stand-
on ceremony but came along as soon 'as he\got away from the'pressing
things he was doing at the Council on Iligher Educatiori.

Thank you very much Dr Sw ‘nk, I thmk, you know, that Just your
mention of the basw softness of our e(:onomic situation, of the vulnerability
of any private institution, and of this u»niueréity, is a great help. Iam very

glad that you have emphasized it. In the course of the conversation we

" X may get into the details. All of us, 1ncluding myself with all my skepticism

'

\
and conservatism about the economic situation, sometimes lose sight of

the inherent weakness. of any private university under the conditions '
existing in the world. So thank you very much for'__ that. That alone , is
really worth while, I hope that in the course of the discussion we will get

into this a little bit deeper.

l(ﬂ;‘o
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Albin 0. Kuhn: I have wondered a little, and I will prbbably get'socked'by some
of your good colleagues for saying this, if one of the fine assets ot:‘this

institution may well be that you are not over-built.

Sol L. Descartes: It is true that we are not over-built. We are so under-built
~now, that, not to mention the accreditation\'risits, our capacity.fto just
survive in San Juan is related to it.

14

Alb;n O. Kuhn: I d1d not mean to 1ndlcate that you should not build.

Sol L. Descartes. I agree w1th you, and we are awfully sorry to let thlS advantage
" go, because it is an advantage. We try to make up by being very unpopular,

especially with the San Germ4n Campus where I 2nnounce that they can

’
1

handle, depending on how I feel that day, between 6,000 and 10,000 students

with their existing facilities. They are ready/tﬁSpute that, but we are

-

making stud'i‘es, incidenta.liy, ‘as to the utilization of space. The Planning
'. Office has done so repeatedly now. We prepared a space utilization study
for each one of the self-studies, and all show, with the exception of San

Juan and some of the regional colleges, that we can, by utilizing our space/

~ better, accommodate a lot more giudents without having to construct very

much more, at least classrooms, or in some cases, even laboratories.

‘'Wé may need libfary space.

G. Bruce Dearing: I would like to broaden the area of planning beyond that of the

physical faeilities, more than, perhaps; has been suggested yet, to ask .
about some of the assumptions that are being used in.planning for the future,
and the way in which these assumptions' are arrived at. For example,. it is

a common-place, I think, that academic institutions are not by nature
a com! . | ) :

’

‘ . ‘ . S NN
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oriented toward planning-andsed to say, in effect, "} isunnecessary to

—

/plan../". Recently we have said , 'E is impossible to plan." It is a question

—

/ _ of assumptions.

For example, with regard to'enrollment. We are having a huge debate
now, stateside,about the accuracy of the assumptions that were made ten

years .ago about the proportion of the populati'on graduating from high- school
| that yvould elect to go on to post-scc ondary education. You can get a range-

from the most conservative, saymg, "Our present enrollment will be

halved by 1990 " to those who say, "R will be about the same," to those

who say, " will be about the same but, w1th a different mix of part-time '

r)/_'

and full-time," to those who say, "It w111 be 20 percent more," to those
who say, "It may be as much as 300 percent more. "' There may be an -

- important question as to what kinds of assumptions are being used regarding
the future behaVior of students on the Island. |

Assumptions about manpower needs and the.nature of an industri'a.l,

or a post-industrial society%-—moving toward different pliases:‘ from a’

i ‘ p:roduction-oriented toa consumer.-oriented ora service-‘oriented society-.-.
need examination. Therel are currentassaults upon the salesmen of higher

education who say, "It wﬂl mean so many more dollars in your pay-check

over. the long term." Such statements don't take account of all the

L
[ h

economic factors since there is no,'real way.in which you can get 80 percent

of the population into the upper 10 percent of the population in income, or _

‘«r =y

o

anything else. There .are differences in an econOmy of scarcity and an

economy of abundance.

Poued
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It would be interesting to the visitors to hear what kind of assumptions
you are working on._gvith regard to enrollment, the percentage of the

population that will go on to higher education right away or over their

__lifetime and other assumptions about the social expectations for education.

Sol L. Descartes: Juan (Juan Gonzalez Ramos_) I think, you should take a try at

4

that one first. Explain what the assumptions of your office are.

Juan Gonzaleh I_Ramos: I would not know‘ i;vhether we: have consensus on my .
perceptions of _these questions. ny -iriew is that questions in regard to the
demand I:or higher education and to the social forces behind that demand
‘are becoming increasingly complex and fraught with uncertainties. A
disconcerting behavior of the economy, shifti populations shifting values,
changes in public‘ policies ‘related to welfare programs and their e£fects on
perceived need for education, conflicting -views even in regard to the basic o

S ) : purposes,of education itself, particularly of higher education,- etc. ,

indicate that assumptions on those questions, oriented t0wargis predicticn,

wouid face unusually high risks of error. In the face of these circumstances

it would seem then\that the most advisabie course of action (action bei-ng
indispensable) would -t\)é the one where the potential fcr adjustment to
exi:ernally' impcsetl, unpreciictable change is optimized. In essence, this
approach involves the identification and management of the extents of
flexibility that the academic program oi‘ferings and tfie required resource.
utilization (faculty, physical plant, fin'ince etc ) may permit. . Iwould say
that in thc main, Inter American UniverS1ty is followmg this course of -

N

action. I would also say that I believe that there. is consensus among us

that this is our approach in facing the questions posed.

' . ¢
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in the mea.ntime; in térms of our own outlook, our oWn needs, oux_" |
attitude is one of being very Iconser-’vative. in what wé do. DéSpite 'ouxj‘-
preseni: shortage of pﬁysical plant, we don'_t' have any highly ambitious plans. "
We W111 érqvide, ‘or intend to provide, ba_sicl needs. We.are not thinkiné in
terms of dorrﬁitsries, »"We are not thinking in tex_'ms: of huge.sports facilities, -
we are not thinking in‘f.;erms of very cquﬁrtai)ie ‘country ciub' type studé nt’
.géntex's; We afe willli/ng‘ to provide the basic neéessities for an acceptable
le.v‘el_ of higher education services; ’mc;stly. 'in'dirlect sup'poxi't of the academic
. requirements, much more than anything else. That, gener:.illy speaking, |

I helieve, is the orientation we have.

Sol L. Descartes:' Ith'ink that we should hear from our Vice President for
Finance to s'upplement what Mr. Gonzdlez has said. 'Be.cause.l’le also uses .
these ass,umptﬁoné, he can explain our practice with respect to ei:timating

- enrollment for short periods. ;
/

Rafael Zapata: In the process of the preparation of the budget for the unive'rs.ity

wé work up thé enrollments on é. consert.ativé lbasis, and this has proved
to be thé best way to project enrollment dur.ing the last, I would say, fc;ur

* or five years. We have been éonservative, and later, if we receive mc;re
students than we projeét', ;&'e make a supplementary’ budget. ) The result is
tﬁat if we réceive income i';ir““éxcessnplf Qhat we had estimated because we
have mo,-e studgnts than we egcp_écted , the é;céess is lve_sted m the univer- 4
vsity.l,. and distributed among the difterent functigps of the univqrsi?y"s

. operations, according to establisl'led priorities set in line \;vi'th the best

plan_tlihg we have been able to do.
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In additicn, we have established the policy of not encumbering anSl
- funds until we have t}te actcal money in hand. We .have thus avOided'any a
type of ccmrrtitment for which, later, 'we did nct have en'ough money. -This
has pfcved to be éood'practtce. At the same time, we have been acle to
invest inr certain types of physical improvements antl ttxe purchase. of :
proeerty,—sﬁch as lend and buildings. |
Also, we plan tc cover lcng»_ tesm obligations as well as our short term
‘ cbligations in the process of determining the budget. Whenl ‘'we prepare,
whetl ‘we project, let us say, to build sotne type of facility“, we try to think
'in terms ;)f how t;ve are going to use that facility--the best utilizatlionéfehot
onl& fot' students and faculty, t‘)u.t -also for other 'types of things. '/I‘hat‘lhas'
been typical of parkmg We know how expensive that is. We have tackled
these problems in such a way that 1f we cannot afford that type/of a faclllty,
then we av01d going into that type ofa commltment
I would add,” in general, that we always take into'consideration as the |
mos! important factcr in our planning, how it affects the university and its .

academic improvement,
' \

Sol L, Descartes: Would any other of the ,V/ice Pix'esidents like to make some
’ statement with respect to our plaémng or non-plannmg practices?

Elfas Rwera Cldraz I think there was a tlme when it was fairly easy to determine

what would be the future of any'instituti,on in terms of facts, by just taking

the historical growth and projecting for the future. And Ith ink that at that

’

time almost all the elements of plannitig were fairly simple.

/

LA
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}\ | . I;’ow things have changed. And because of the elements mentioned by |
' Dr, Dearing and because of the rapid changes that are taking place in
soc1ety in general, it is imposSible to predict the future for more than two ‘
- or three years. I don't think that we can still use the elements of olanning .
that ‘we used before when it was fairly easy to plan. Now I think that,
instead of trying to establish objectives for the future when we don't know
what the future wﬂl be, we should try to find ways to keep ﬂexlble so that
we can reduce of expand as conditions change,.
\

In terms of physical facilities, I would say that we should not go further

than the mirimum, the minimum necessary for our new size.” Then it

1

should be possible tc raise the standards in other ways, or to retrench, if -

s R

‘necessary. : N
The same thing has to be done, I'think, in terms of contracts for faculty |
and the other employees., ‘I think that this thing of tenure for everyvoody is
one of the things that makes it very difficult for an institution’ to retrench,
My i'dea is that we should be looking for the 'elements of planning peoble.,

G._ Bruce Dearing May I ask one specific question? The idea of trying to retd.in :

flexibility rather than improvmg the crystal-ball gazing is a concept that .

I have found “ather intriguing in terms of facilities, and it might be adapt-
able to m‘ulti-cainpus systems-~the idea of surge space,. so balled, or
-\mobi.le space, or.easi.ly constructed and knocked down and removed space,
It seems that youa have certain advantages h'ere-thatwe don't haw./e in New
York, for example, in that you don't have to have' such elaborate systems '
for heating .and for building foundations and so on'. To what extent does that

\
1
'
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seem a promising arrangement--to make use of, not merely rented space
in.being, but of adquiring movable space or very eusily transformable

space?

Elfas Rlvera Cldraz I think that is a concept that we can use. Of course we

would have to have some expert opinions. I don't know what practical
limitations there may be.

G. Bruce Dearing: One of our campuses, for example, was faced with the problem

of having no 'l_aboratories and, being in a remote area, there were no
industrial spaces or high §chool laboratories or anything else they could
use. However, it was posJ\ible for them to gef'a group of mobile trailers

with laboratory equipment \\installed which made possible basic chemistry

and biology offerings. Tllaf\seems tc be\'a very particularly effective use

i .
of t! = concept. o § o

\

John J. Theobald: It seems to me that we ought also to take a lPok at flattening

out this curve that is giving us the problem. Vve are faced W1th ups and '

\ *

"\“ downs, it is true, and I would have no questfon but that you ought to be |
. -_‘conserv‘atwe in your planning, today, because we really don't know xx:haf
the future \w111 bring. But there are things you can do about smoothmg out
that curve. ” .
You don't have to take every studenf:. 'You ought to know that the
number you are taking is in a reasonable relatioﬁshiﬁ to the needs of the | /‘
iSland which,. after all, is alsp your res\p(onsibility; but you don't have to

take them all. You can sharpen up your \¢\antfance requirements, which

gives you a safety valve in case of poor times.

- N 1

: o
iy

AN
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There is not much question t}mt you oughf. to be thinking about
increasing retention. Rigl/lt now you Tose about 50 percent of your students
in the regional colleges anq, while this is'not a bad record as colleges go,
it is a bad record as a busines; l’goes.\T-o .{he extent that you-could imprq@

that kind of figure you will give yourself twofm'ore years to flatien out that'
‘ _

curve., ‘ . ‘ . ~ o ‘ ,,/ -
I think you ought to be thinking very seriously, at a time of risﬁ;g

!

éenrollment, about how to come to a relai“wely more uniform lo: * curve and
:\ ) o . .

- about 'giv.ing yourself an escape va'lve.. I think you ought to be thinking about

\ new potential markets when, as, and if you need them., "
) N\ ‘ - . : P
'+ You are moving into a situation where the whole economy of the Island!
. Voo . i

I

/
.

.is changing. What dées .th'ismean in texjmé of the occupations that are
likely t;) be comi;g up" ; What does it mean in terms of adult .édqcation--
people whp never went to-gol.lege and who are already working? All of
these things are safety valves that you can 6peq upnasivou }iit »periods of
pote.ntial low, and you éan pick up: additional students to i.ron out that c;xrve.‘
I don't thmk it is Just a questlon of going up and down whlchever w‘ay the
c\lqmand pushes you. | N : |
Sol L. Deséarteéz I think that I might clérify whw\l call the p}anmng and non-

planr.mg that goes on in this umversﬂ:y, and'there is some that is actually
' - non-planning. For example, we try to plan, b‘ut\we tx_jy to plan for short

periods of time. . Our projections are five-year projections. These are
. : -~ ) . .
— | approved by the Board of Trustees every year. They aré reviewed, and

. increased or decreased. Those projections are extremely consefvative
and they usually are at a slow rate.

SR o 108
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* extent that they lose students by attrition. So ther shoul_d b

attrition. Last Year we did not have attrition. We had a very small

v \

For example—,‘ ‘we make three a]ternatives—cuvrves of enrollment growth,

" one at 8.5 percent, one at 5.0 and one at 7.0. ‘The three of the’rﬁ:—'jare

I4

below the curve of historical experience becausé the lowest year was

about 7 5 percent. So’you can see that these arethe elements shall we

-

say the safety elements, that we 1ncorporate.

When we have a yea.:: of especlally large mcrease we try to do the

thmgs that you are talkmg about. . For example, we have already, in- order -

/‘.
».\ .

v . to smooth out the curve, taken the dec1s1on not to allow any mcrease in the

A

second semester. »Each unit is allowed to take new s\tudents only tg-the -

number of students, a;lthough__usually in the second semester we have

Yooe

increase in the second semester and it well might have been repeated this

year. because one of the things that has brought about this demand in Puerto ~

(x.

-RICO is the BEOG program.

That is the bas1c ca.use for the mcrease tlnt has been experienced by all-

o

- the prwate un1vers1t1es and 1f it l'ad not been for certain fiscal problems

the same thing would have happened at the publlc un1vers1t1es. It was really

“a fluke that the ‘public umvers1t1es suffered a declme. It is as a result of

things that do not relate to the program but relate to the economic situation
of the CommOnwealth Governmetit a@he capacity to adjust. ‘But' they
will éd]ust, and tney will resume their growth

So, this is the way we plan' short periods ve%*cogervatwe




\
4
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like this year,\fch“example I have already taken the decision mentioned

above.

Usually what we do is to take this policy up at the level of the Central

Admmistratlon w1th the various people involved and we say, What do you

thmk of this pollcy ‘?" Then, I thmk there are no obJections. Some people,

_ of course are sorry to see it, but there was not really very much steam
- ) . ‘\ A

‘ for advocatmg a high increase durmg the second semester.

Idon't thmk that there w1ll be much enthus1asm from any one of our

2

units to increase much beyond 7.0 peroent.next year, N_ez;t year, altHough,
I, ) »

¢ we have not yet made the decision,’ we probably will reduce the rate of

increase to 7.0 percent. And this time we are. really going to be sure that

we don’t go beyond those numbers, because we are begmmng to reach the

pomt where we have to think very serlously of all the 1mp11cat10ns.

What usually concerns me more is thSﬁé'enance of the upward

dr1ve to improve ‘the quahty of teaching at the umverwfv wh1ch we thmk
* we have achieved to some extent, not as much as we wa.nted to, but to some

deg'ree. And we don't want that stopped by sheer nuxnbers, which could be -
) a possibility :

So this. is the plan. ‘We don't go much beyond the five-year period

because we don't think that we can project any picture that would be

meanineful
—

- . - -

‘Now if you want my hunches, I am an optimist, and I think that we are

. goifg through one of the worst periods for universities in the continental

U.S. ‘We, being more backward, or I don't icnow what--less developed-~ ‘

brens
[
<
1
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have not come to the point of questioning the .usefulness of higher. éducation, '
as it is being questioped in the states. We have not réached that‘ stage of
development. Ithir'ﬂg that this is the situatic;n. With rational means of
solving problems in the wox:}d, I think. tha’t we are not going to commit
suicide--humanity.as a whéle--we are going to come back at;d learn that F
the problems tha”tlyve have are not a result of too rriuch. technology but of

~ too little technology and too much lack of knowledge.

I have faith enough in the péople of the continental United States and in

. : S e .
the people of Pperto Rifo to believe that planning for the steady state is

/
/

something that is going to be attacked soon. Ihope I am f_ight.
¢ | What'I“am trying to do, an aim I have kept and do keel; evér-preseht
‘;‘,till, since I will be retiring in a few years, is to leave thlS uniVefsity :
s - . . .
ffairiy ut_lencumbered, not free from",all deb;:s, pefha_ps, but carrying only - -
‘enou.gh debts' that it can support itsellf,under rather adverse situations.
£ follow the Kerr curve on e.sl':imated enrolllr.n'ent growth m the U.S.--
.mo're or less Stéble or slightly rising This is the prediction Ipréfer for
long range planning, with the p0551b111ty that in Puerto Rico the increase
mlght be a little higher than in the States for the followmg reasons.
In Puerto RICO we have not yet achieved the same standard of univer-
sity attendance, as measured by the percentage of students graduating from
high schc;c;l who enter universities. We have not atthined yet fhe samc

. . 7
perccatage of people within the age range for university' attendance. Since

we aspire to attain the same standards as you have achicved on the continent,

one of our great advantages is that we have some indication of what has




happened to you previously _under similar coﬁditio\ns of economic S
developm'ent. l h
For example, Puerto Rioo’ at the present time is in an .earlier stage -
, of development\'in private education. Higher education enroilment in
. private u}niV‘ersities in P}x_erto Rico_'this year is '50 plus perc_ent as compared
.to 49 plus percent for the siate univers ity.' How nlany states now have this
aistribution today" Really, 1f we are going to measure where Puerto RICO

stands in respect to the U.S. , we-'ire in, 1950 I'think that we will resume

~—- - the tradltlonal development pattern and that this matter of the mcreases at
- . : _ private universities is not going to contmue.‘ Probably there w111 be mcreases

" at the public institution and deorea_.ses at the private universities. I think thxs

is what is in the cards. So we are not planning for large 'increases. '

We do not have in Puerto Rlco the same economic standards that jOll
oo have in the States. Ithink-this depression will take the U.S. and Puerto |
Rico out of théir_ secular trends for three or four years, even five. But,
> ~ V_if you start to think over the longer period, the tre,nds are g'oing‘to k.: the
. same. So Puerto Rico-will continue ‘.to improve, economically, just as the
U.S., and I have faith that the differe'nce between the two will narro,w. : Now .

‘ e o . |
this may seem outrageous at t-he present time, but Ithink it is so. 'Iwas

» !
H

 around dur1ng the great depresswn e ]

t : \]
John J. Theobald: I don't think it is outrageous I think it has already started :

stateside. - ~ : : //
Sol L. Descartes: E has already started, and here, too. Much slower. I think

there are other factors that make i « little bit more difficult here, but,
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as wé_ approach a higher level, we will have a higher proportion of the

-

stud'e;:‘:-l_:s attending universities. So, we should not, we cannot, plan

——

for ﬁiyéb_acle or a catastrophe in universities, or for much higher attendance
in Py to Rico's private universities. We can‘iﬁlan! as I think the best
pr0po‘sition is, for slightly increasing enrolln_{ents. It is not goihg to be

the golden 50's and 70's.  But it is not going to be really bad. In fact we

have not had in our h{story, yei_;, any really catastrophic tfends.

Johq d. Theobald: Don'i: you think .you will get a feactjon. At present you ha\;'e .
your public college_enrollments ténding to._comlg down be,cau.s'e “of govern-
mental string_encie.s and‘_fhzlit probably méz_ms Srivate'én;ollments going up
Bﬁt in‘ all Eai'rness , whenlpeople afe tightly ﬁi‘ncheci at the state level and“ |
start lookitig at the dollars, they cé’n_ not help but. see that there are a big -

~ - _ numbep of dollars comjin'.g in that 'ﬁre freely give.n in tﬁe case of the I;riva_te'

institgtions and Athat perhaps the best 'way: the m\ost economical v_véy for

‘them to provide maximum education is a balat.we. We have anyi number of

states ﬂow putti;lg some of theif public r'rloﬁies into scholafships for ﬁé.oplé‘
‘ going to priVate,inst'itut»ions: I don'f see‘any reason at all why Puerto Rico

won't see that and move in similar fashion. It may not look popularzright'

' now, but it will come.

“Sol L. Descartes: It has already been seen, not only seen, but the Government
. of the Commonwealt has already done it. Maybe we have learned a'lesson,

because the interesting thing here is that the private and public sectors are

. -7 4 :
not fighting each other at the present time. N w-I‘ always keep in the back

of my mind that some crazy pc;litician may start it up one of these days.

-




ButI think that there ar'e enough level'4headed peop1e in all parties and in
education, so we are not looking for.a quarrel hetween the two sectors.
You see, we have a Jomt assomation and we have both heen restrained
' and now even the language, even the rhetoric, is peaceful It used tobe
- different, sol don't foresee a.ny problem there.
.’E‘Howéver I think that, in order to prepare for the worst, what the
university has to watch out for in its planmng is.not to commit too many
\f its resources to the payment of debts. We have to avmd New York City's
\ and Puerto Rico's mistakes ahout borrowmg. At thé/ same time, I think
\ that we cannot avoid ha.ving. to build a new c;mpus m San\Juan. This is a |
ﬁuect on which I ceriamly welcomeAyour opuuons ahd obServatlons. We

cannot avoid it,. and we may have to spend about $8 million in buymg land

. and in constructlon--a very s1mple very flexible type of thmg

John 'L. Swink: A debt wisely used is rea]ly an economy, bécause you are paying

s
5

" it off with inflated dollars down the way.

-

Sol L. Descartes:. -Well, yes. And that to a certain ex'tent, compensates. for the

< . ST +

“higher interest you are paying. First of all3 if we can éo on ending the year
with money for transfers of roughly one million dollars, by the time‘ we '
finish the campus the debt ‘might be .down to five ‘or six million. 'i‘hen w,e,..
have another property which is almost ours, that we can 'dispose of. So;

' I_think.that the university can undertake the financiné:of a car.ipus in San |
Juan. After the considerable progre‘ss that has been made ‘with respect to:

the regional oolleg_e buildings‘, it may require a slower development pro-

gram, but the $8 million that we have to put up in San Juan for a new

[N
=

Y
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campus is unavoidable. At the same time, since bureaucracy is awful

" and does not let you construct fast enough because they don't let you make

+. = . any decisions, bf{ the time they make the decisions ;and we can buy land
“and start constructing we pro‘bably won't need $8 million but probably $5
million, smc& we will have accrued the balance while waiting for the

bureaucratic d¥zcismns.

-

John ‘L. Swink: Is there any possibility that the land you now own is valuable .

\,
\

enough that you should retain the 0wnership of it. So it would bring in |

\
v

some money while you put it out on long term lease. ' ‘\.\

Sol L. Descartes B lS not that type of land and my instinct tells me to sell it ae

quickly as pOSS1ble and apply it to the new campus. : X h

John L. Swink: I thoﬁght, maybe you had a gold mine.
. \ : 3 ,

¢

Sol L. 'Descartes: ' Well‘ we'may have a'small mine. We may have a small mine

right across from here, and the pr0perty that we are planning to buy we:

hOpe will be that type of land I heard with a great deal of interest your

. ms1stenc,e,' and following that, definitely, we wankt't.o constx;uot the.San “
Juan Campus in a central place; We do not want a semi-urban or semi}i" .
_rutal location, if we can. avoid it. We want a theates type of site, and that

will require a considerable investment in\land. But I think it will'produce °

a lot of other good things. So, this 1s more or less the planning. . Some of

- it is done by hunch; and sonie by a combination of hunch and some-appreci-

o

N ation of the possibilities of the economic situation.

Albin O. Kuhn: What percentage of high school graduates in\ Puerto Rico go on to
. - ' N\ _
" college?
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Sol L. Descartes: It approaches 60 percent in the usual year, and i th.ink' it did

4 this year, but we are still below 75 percent.” We have to review the

statistics 5 because the statistics of last-, year are very different. llsually
itis about 50 to 60,percent. This is associated with the projection's made.
History indicates that any time that the economic 81tuation improves the
pereentage of students graduating from high school who go to the university
'i: higher. I suppose the same thing is going to continue to happen. God
bless President Nixon because he established the BEOG Ithmk this is.

gomg'\to help us. Really it'is the most fantastic thing that has happcned

for low income states. Many of the prestigious or semi-prestigious

‘ _institutions don't ike it, but it is a God-send for Puerto Rico. “

B Albin:O. Kuhn: "»It's another way to have universities serve a national purpose.

Sol*L, 'Descartes: 1t has oper_ated very well. Now, the important thing that has

happened to us is that, when the students have the r_nouney, they prefer our
~ _ . . ,
university to the other universities. Of course, this is arousing u great

deal of jealousy and some ill will, some of which we may be seeiner in

some. things already. But we definitely are very happy because the

students when they had the money, have preferred Inter American to the

others. Inter American with 18,000 students last year, grew 30 percent

-this year, :hat is 5,000 more students. This was more than the growth at -

any of the other universities, both in absolute numbers and in percentage,

i

irrespective of the size of their previous enrollment. Some of the previous

enrollments were, say; -’about-'2,000 or 2,500, and they had excellent rates 4

V  of growth, but not as high as IAU s,
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,more, and that there were several things that weren't quite taken into -

N
®

I don't know what we ‘have been domg right, but we appear to have been

~doing somethmg rlght IwishlI knew so we could really g0 on domg the

same thmg Really, I think that the bas1c thmg is that we care for the

student and the facultles of our units, desplte llmllntlons really take a

great deal of interest in their students.” At least 1 thmk this is the basic

thmg._

Now that does not mean that last year we went to sleep and trusted to

‘.

luck alone. We scoured the hinterlands. The Vice Presidents went out

and talked at the high schools. We speeded up the announcement of

~

admissmns. We speeded up the announcement of student financial aid

\

All‘_’this he_lped._ _Asl.'you can see", however, our planning is very ad hoc.

e

'G. Bruce Dearing: Could' I follow up one of Johr's (Johntr Swink's)suggestions_'when' B

he said that in addition to the tenure trap there are varicus kifds of seed

e e
RO

money traps.‘ 1 heard part of the answer when you said you don't launch °
into anything until you are sure you have the money avallable and committed
But on the academ1c programs Side Ihave oi¥served, ‘;ometimes that a

' f

program will come in s«ying. "R’ really isn't gomg to cost anything more
\

because we already have the staff -and the t_‘acllities. \But then the next

year you discover that in order to get'accreditation it is gomg to cost you

B

w

account, Iwon_der to what degre‘e, in your budget process, you require a
three or five year p_roj_ection before a new program is put on line. How

do vou manage .it”?



Sol L, Descartes Let me tell you in three words what has happened because .

this has happened repeatedly with every gradua e program we have had.
The proponents and, usually, the campus from wh1ch 1t comes and the
faculty are all excited. They say they have §0 many- apphcants that they
are not going to be able to take care of them, but all of that dissolves in
thin. air-—it doesn't materlahze. | Usually, most of these programs barely
limp along. We have now declded to cut them back, and I don't think that
the. Vice Presidents yet quite understand that we ‘really mean to do .this—-
that there are a lot of graduate programs. that they are not going to have _
next year. F 1rst .off we have been too len1ent in cutting out programs

that have failed to brmg in the nurpber of people that the proponents have -

prOJected. 1 am really fe_d up with it.

. John L. Swink:  If you accomplish that, you may find yourself being a consultant

to some of the universities stateside. T‘nere are not many of them that
can bité the bullet quite so firmly. . .

Sol L. Descartes: Well, let me tell you that T have’_found that that is the bnly vvay,.
‘really. The problem is not in not knowing what .y'.;u have to do, it is1 in |
getting your nerves screwed up to the sticking pomt because they are
uupleasant th1ngs to do, and it is an unpleasant attltude to have to take,

-4

and pamful too. Cl

Lavinia H, Crescioni: Ancther thing that we are doing in order to control the -
! expansion in terms of programs is that we are not accepting new programs

for submission to the Senate unless thers is concrete, reliable data that.

_these programs are really needed, and this has come to be very hard to
. L ' [

1iy



. demonstrate. So, we are having a kind of freeze on the adoption.of new’

programs.

! Alh in O, Kuhn: Really needed, but don't cost, -

Sol L. Descartes: We can tell you a'lot of stories about our programs.‘ ITwill

e

\

never forget the graduate degree in physical education. . This is the most
' -'outrageous t}:ing that has happened here. You know what we had to do in |,
order to keep the thing going? Give it artigicial respiration by plane.. Yes:
It was supposed to be a program for- the San German Campus, but a
professor.had to travel every week to San Juan and give classes here in
order to show that there were enough students taking the courses to~Warrant

\ . \ . . - . . . <
g continuance. This was really ridiculous.

J ohn L. Swink: I know that at Rutgers, when they had that same problem, the co-
. ® ﬁ/u -
educational feature gave it a spurt for a couple of years, but evén that

. ‘ wore off,

Sol L, Descartes- Well; suppose we: talk about some other questlons. I think that

’ \ ' . B

¢ . financial eurvwability is something that can not be takea for granted by a
private unﬁrerSity at any time, no matter how good thmgs appear to be.
Zapata (Rafael 'Zapata), please tell our visitors how we prepare our kudgrets

"’;'-‘:'h?t our budgetrproce_dures are. ﬁeaae outline ‘them. . F or exarnple,
what happened thisjyeax:;-? Our origi_nalwbudget was based on -;' 3:‘5 percent :

increase. Zapata convinced me after a grea effort, and I almost didn't

.go along, to base it on a 4. § percent increcsé in enroliment. That was the

SN original budget. How did we handle it when the increase came up to 30
.percent?. . o L /
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_Rafael Zapata: We planned the budget for 1975-76 with an:\ncrease of 4. 6 percent

over 1974-75. Then, when the enrollment increased by 30 percent (it ._ '

occurred while the Vice .Pres'idént fc;r Financial Affairs was the ACffng
President). Ic.alled.the vice p'res_idents iﬁto a meetiﬁg.to see what we’

" could or should do anci try to set final limits. As it finally turned.out, the
it;crease came to 5,3(%0 studenté, and of course we had to cio 2 lot of things
in a hurry,. but we had‘made éontinget.lt _plaos_ in advance in order to lget
facp.lty on @ime, rent physical facilities, get support personnel to help take

| care of the.students. We had four or five‘different.‘emergén'cyvm’eeting-*. to .
discuss and cooréxl;ate things émd finally, when the President ;eturnéd, he
was shrprised at the situation. ;We haci airéady ﬁlgnned a suppleménﬁry- '
lzudget BéSed on the inc;eased eni'olln.lelnt, alfhough Anot_wc.)rk.ed out in
detail. Of course the Presidert had to go over it and approve it,. -and the - B

work l‘of getting the su.pplementary budget through the Bc;ard c;:f TNStéé:s‘.

remained for him to do.

<1 L, Descartes: Ev_eryone of the vice presidents here knows that we had to act -

quickly. We had al'ready warﬁe:d them tha't, although the approved btfdgét

. was for only a 4. 6 percent increase, they could talk with prospective

+

faculty--not sign/c.ont,rac{ts--but//’;ould talk fmd make arrangements Qvith
peoplé s'ubject to confirmation.’/:_‘This was 11;1e only reason that it could be
handled; bécause the vice pesidents had been able to talk to a lot of
pfospectige candidates and‘so"the px"oblt;m of fa;culty--the most difficult

‘one--was under control. -
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The problem of space was also difficult, ‘especially at San Juan. The )
vice presidents now know that they have to be very nimble on the‘i'r' feet
. R \ ' o T

when they get more students than they expect, but they also', know that their

ef forts w111 be supported by the Central Admimstration in incurring

- expenditures and that these w111 be sanctioned by the budget, because the

" Board of Trustees is, also, now familiar w1th the fact that we start with -

. a very low budget but that there will be revisions after the August enroll-

« -

ments are known.

- We are also prepared to cut. We avoid,. insofar as we can, entering

into recurring expenditures that cannot be cut off. Thus far, budgeting has - .

never come to the point where we have had to lay off aﬁy, even temporary,
j _ _ o _ _

‘teachers or any other instructional staff. But we are ready to do it if it

»

beeemes necessary.

So this is the way we handle it. If is not very scientific. Itfis quite

T
\

difficult, and we know that it has some disadvantages:-ﬂ It might be better to -

prepare a really more sensible budget that is in line with probabilities

but the fact of the ‘matter li that we have not had any reaJ assurance.

Incidenta115 we shou.ld also brlng to your attention that we could
probably have enrolled between a thousand’and fifteen hundred more

students than we did. We almost had a strike--no_t because they wanted to

i

stay away, but because we were not taking:~in as many as wanted to enroll.

Félix (Félix Torres Le6a) at the regional colleges, of course, had
: . . - . . .~

the largest increase. You suffered in San Juan with congestion from too

many students in a limited space. How did you handle it, Dr. Freyre?

- -

e
i
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- make maximum'utiiization'possible of %at space we have. But, the

\
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. Jdorge F, Freyre: Well, we have been having two kinds of trouble in handling

1

students.. One is the problem of ‘classroom space and the -other is the

] 1

-problem of other facﬂmes for academic actwnes mamly the hbrary and

3

~laboratorles. The hbrary needs a lot of space that we Just don't have,

So when we have an 1ncreased enrollment at the San Juan Campas the

S

(%

effects are intensmed.because we don't have the facilities. We have to ~
situation at the San Juar Coampus is so critical at this momeri that we don't
have many alternatives’liu t_erms of planning,

.; We need a campus to provide a good education for the students we
have, There are no alternatlves that we can contemplate in terms of

P

additions to the physwal plant that we have. ‘Since a new campus will take

Peoe A

at least three years, we are lookmg for rental space in some of the bmldmgs e

in the area. We need to have more classroom space to allevmte the congestion L

" in the morning hours and to provide more space for essential services

H . > -
like library and laboratories. We are forgetting about offices for the time

being, even though the offices for the faculty are w;ery limited. Finally,
we have been able to rent about 5,000 hrore square feet recently and hope

to rent another 13,000 square feet. This will be an amelioration of t.he -

space problem, but the only solution possible is to construct a new campus.

John J, Theobald: Was the 30 percent increase distributed pretty evenly through-
A . - . ‘

out the various units? .

Jorge F, Frej're: E was mostly concentrated in the regional colleges and' the San

Germ4n Campus. We grew from 5,200 to 5, 700, roughly about 9 percent.

3
]

-
o



We gould not grow more'. As I told.you, we have frozen enrollment for

o ™ . : )
the second semester and, if we don't get additional space, we will have to

/
rd

- forgo our normal increase in enrollment for next year. /

Dorothy G. 'Peté];sen: Ihave a question', and this may arise from my lack of under-

§t’§gding(Pg§a’t_'a pibtufe of an nnexpeéted increase which meant a lot of -

last minute adju”stmentvs in terms of hiring. faculty, locating facilities, etc:.
My'qnélsl:ipn is, has’ anyfhing been done éince this last Aexperien.ce to modify
or strengthen admissions procedures so that as early as spring you would .

have some indication from the admissions office as to what the enrollment "
" was going to be;- instead of letting this uneicpected increase come at the end

of the summer? - o ) ' : -

~

" Sol L. Descartes: I think there may be some misunderstanding,. because we do -

s
AT

have snme indications. Act"uall):, r& t_he»la'g_t three years, we have kept -
track oI: all a&miséiqns requests that come in. So the vice presidents can-
work on the basis of éeﬁing funds on an emergency basis from the Centrnl

. Administratjc;n. T'ne Board of Trusteés'_is warned that, although.\;e have

| presented a c_:onséwntive budget,nthe chances are that tﬁey will éét a ,re.quest
for a supplementary budget. The problgm is that we do.not believe the

. signs. This is Why.we undertake the l.éast' possiblle expenditure. On the

’ basis of esf:imate_,s, we run i:oward 3.50r 4.6 percent increases. ~\.?’£;e have

*‘thought about, but have not yet daréd-fo apprpve,"altei*native budgets. At

I/ .
‘one time we, actually made up alternative b‘uélg_ets to have approved,

conditionaliy, by the Board.. But we decided that this was a little bit too

’

complicated and that wé coul’d accomplish the same thing by amending

T _ ou very, d_uickly after the beginning of the semester. -

| - o123
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Dorothy G. Petersen: Are admission procedures zentralized ?

Sol L. Descartes: The keeping of the statistics, yes, but admissions are a function

. : of each one of the wpits, although we are not happy yet with the degree of .
celerity, with how quickly it flows. But it flows well enough to give us a

‘fairly ‘good indication of how things are going.

Brian W, Irwg_ In March, at San Germén, we had a predietion of 900 Jmore
’ students._' Our director of adm‘i'ssi.ons wés -only.:.37 studeats off the fitial
counte On’ce I knew that our g_anroi’l/ment would be up by about 900 students,
““:I went to l;hg Vice Presi(’ient for Academic Affairs and to the Vice President

for F inanc%al Affairs, and they authlorized new positions. We advertised;
.we ‘even ;vé'nt éo far as tc; advertise in newspapers in Puerto Rico, which

3 we have no@ had to do befoi'e, As a result, we had the new positions all

.. but filled.

Our adinissions o.lice has beeh refining its statistics. I requested this
informtioh\l for next semester. They pr‘é(li'ict we will hav;’exactly the same
h®Mr of students we have this se‘mest'ei:, figuring the nux.nber of sfudents

i ’ s

that gmduafe, the attrition rate, new s'tudeqts,_ transfer students, transfer

students from Regional Colleges, etc. We have an idea of our enrollment.

Dorothy G. Petersen: I think, really;\'I was asking whether t_he'univ‘ersity was
_ satisfied with its admission's policies and procedures. Iknow that this is _
handled differently-with'different multi-campussystems. At some systems ‘

. \ o ;,it is all centiralized; the students are not admitted to individuxl units; it

. . 4

is handled through a centfél office, In other systems it is different, and
I was feally asking if the univefsity is satisfied or whether you are
. i .

|
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N , .. } ¢ ° —— .
thmkmg of any changes in your admission procedures to forestall such an

occurrence in the future. :

Sol L. Descartes: We are not satisfied. .We are never satisfied. But we are
reasonably sat1sf1ed We are 1mprovmg the procedures. But the important
thing is we do plan, we do budget really; we do plan the annual budget on

\ - . the basis of a very conservative estimate and adjust it later when the faots )

jproye the indications, Whether we prepare two alternative budgets and
approve. "both or whether we do it in the way we are doing it ,now, we prepare
for the fact and wehave the authority to make needed changes.
But if I have anythmg to do with it, we will not have another increase

y -~ of th1s magmtude. Iwill have to stay away from Russia and be here during o
August. I don"t want to be surprised this way .again. 1t's very Qlea'sant

S : once, but"re.pititions are not wanted. : | |

Albin O. Kuhn: If you prepare your budget too high and have to‘cu't it back, it can *

~be very painful.

-

Sol L, Descartes: The reason that we are following current procedures is that b.
we know that_. Iwas a menber of the ‘Board of Trustees of thts_uniyersity
and, of course, havmg a financial background I was on the Finance
Committee. Th \ always put us together with other people they think know
something about i’finance. The way it used to be done was that the faculty .~
requested the thmgs that they thought were absolutely unavmdable and that
they needed Then the President went to tne Board and sa1d "We need
this money, s and the Board told him, "But we cannot give.you this money." :

" He insisted, and that's what created the vacancy.
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Therefore, I am not going to repeat the same mistake. I have found

that this was a standard way oflpreparing budgets lfor private universities.,

. Of course, I knew how the budget of the public univerSities(.was prepared
under Dr, Benftez. He always got $10 to $14 n:illion in addition to the
regular budget, year after year irrespective of ‘what party was in power,

- because the legislators in Puerto Rico thought that it was very“good politics
to give a lot of money to the public univerSity. But this present government,-

you have to really give them credit! For- the first time the UPR has been

granted a budget and they have been compelled to live within that budget.

Félix Torres Lebn By the wgy there are no vacancies, either at the vice . N

preSidential level.. Iwant to say that because some of you might be

v

thinking, '"What do they do in the meantime ?" I niean at the instructional

units we have an approved budget and then we have a supplementary budget

o /
later on, What do we do in the meantime‘7 Tl*ere is an 1nt?resting point

here. We ask for advances of funds for special cases llkp faculty, new

o 9

appointments of administrative personnel or facilities. Special authori-

zation of funds is. made until the new budget is granted. - '

" Lavinia H, Crescioni: As Brian Irving mentioned a while ago, admissions are at

the unit level for the regional colleges, for the S‘an.German and the San.
Juan Campuses and also for the"l'School .of Law So, in spite_of the ,ccnserva-
- tism that. has.been used in projecting the enrollment, the indications are
there. So, though the- b_udget has been' prepared and the projections have -
-been very conservative at the umt level they are getting the 51gna\ls and o
_,"they know fairly accurately, as Brian (Brian Irvmg) mentioned, what is - /
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'

'going to happen. So the preparations are made and the people',are inter-

viewed; their curricula vitae are examined and they are even asked whether

fhey would be interested if there is a need to hire them.

o
et

B

I beliéve that because our policies'..are very consefvative, wé havev
bee'n very good gt devising ways to prepare for just such situai:ions és the
: one we had fhi's year, | |
B Howevef, aé has been t_nehtibned here, I believe that, from now on,
we ha\.r'e to be more careful in ferms .o; dgqidingaaheagé’()f_.@i?ﬁfe how far we
" want to gc.>... Buildings an&i_ libraries are not ;:hat easy to -éxpand, and it is
not easy to offer the needed services on qallj‘. In this res.pecf,i .rig’ht.now
we are iodking' into the prc’g_ble.m in order to @ake available to t};e students
the services and féciiities that they need. Among these are seating space
s in the library, laboratory facilities and mate.r{als, ‘and spéce .and personnel
: for other prc;fessionaql services suéh a; guidance coupselors. So thig is-

something that we have to consider for the future.

G. Bruce Dearing:’ Do_'you have any clues yet as to whether your attrition patterns

will change? & could ha_ppeti that, if you get two or three jolts of this kind

- "and the attrition remains the same, you will get a muitiplier effect that  «

really will bend things out of line.

Sol L. Descartes: Each one of the Vice Presidents has been asked to make an

cstimate about this. So we are working with the situation very carefully.

Lévinia H. Crescioni: However, with the BEOG, we don't expéct too much attrition

among students who receive this aid because they have the money to pay

for their tuition. One of the studies which we made for the preparation of

(A
AN
s
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“ our self-studies shqued that, with the exceptibn of San Juan, the reasou
which the students gave for withdrawing from the university was; in the
majority of the cases, financial. So, now that they have the money and

= -

there is no work outside, they will probably stay.

Sol L. Descaftes: IJh_ave a feeling that perhapé we have belabored this poiht. L
Tﬂere‘ §vas oné notion that I think was meﬁtioned bv Dr. Swink which is
;rery important and that is the relation betwe;en budgeting a;ld curricula
and programs. Somebo.dy ought to describe how thig is doné. In our
éoncept of planning, we-have always tried to aim ai: integral planning--we
have I;Ot achi;vgd"it yét--but we are aiming at it.~ This plahning takqé inté
E consideration, and has aé its base, the needs of the pfogmms of the schbbl,
| rather‘than the opposite. Augustii;__o (Augusto Bobonis), can‘you take that |

one? .-

éggus.to Bobonis: You have taken‘ me by surprise. I'was thi\nking of other thinés;_
% | I have hgard- so much about BEOG that I am sor‘ngwhat‘concerned’a'bout_ it.
Federal financial help Ito the in‘s‘titutions,. either direct or ihdirect,‘-\reminds

me éf women's lig‘ération} Women's liberation -is ﬁutting prostitution‘ out

of business_.. IE the same way BEOG and other federal financial ai& could
be’phased out, and thus put mény .institt.ltions, é.épecially‘ﬁrivate one‘s, out .

of business. Therefore, I recommend that this institution study Ways and

means of minimizing the institution's dependence on federal and state aid.

Sol L., Descartes: This is example number one of the way we arrive at'general'
conclusions. Dr. Bobonis usually takes the most ‘Opp"osite position to“mine
and we begin to argﬁe for a day and a half, but by the time we finish the

conference, we have reached an agreement right in the middle. .
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Augusto Bobonis: Because we are very rational. -

Lavinia H. Crescioni: In ‘regéifd to' what the President mentioned-2academic

S . ~
SR T »

e 'El.evelopme‘nt,I in terrﬁéi"rc\ffprograms--ev:érg}"thing.t_hat we underta{{e, either
;lt a graduate, bacéala{ireate oi‘ asscciate deg?ee level has been discussed
univefs_ity--wide before it is presehtéd to the appropriate body for apf)roval.: :

R For example, 1f the Economics and Business Ad.ministrai_ion Depart-

\ . ”

ment of the San Juan "Ca'mi'pus believes that a new concentration should be
gdded to l;he Buéiness AdmihiStration degree at the_bachelox;:S' level, the
consultatioﬁ.s stzxrg at the level of the faculty and the department. The
-. - corresponding f:;culties of the San Juan and Sa.h Germdn Cax;lpuses get
together and"di"scuss the idep. and start working from there, until a proposal
is deveiol)ed. Befdre being okéy;ad for fhrther 'alc‘:tio'n, a need and dema‘.nd:. ’
for the program must be shc')wn.,ﬁ then it will be mkeﬁ to-the Senate,‘
However, when we approve a prégfam, we apprpve 1t foi: 2’11}' the
e univeréity. " This does not mean tl.mt. it will be irrhpléme:nted in ail units,
because the: demand is what really determines w‘he._r.e.it shall bé implemented.
But we doﬁ't want to constrain ourselveé by appfoving 9 prog—,rém ’for just
one unit when it might so hap;;en, as itfdid with the physical educatiop
prograﬂl, that what was originaliy planned for tlie San Germdn Camp;1's
turned out to have a greatér demand in L‘:,;é 'San\Juan area.
Right now, as I suid, we are eﬁ'ainining very carefully our graduate
offerings, be’c-au:s_el we want, as has Been mentioned here é few times
'd,urihé the :day, to improve the quality of what we aré doing as much ellsl

-7 we can,

. Y
- A . S

L ’ . \
o
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" We are looking very carefully into our graduate programs 'sin'c'_e we Want

to improve them to the highest possible level.

-

. Wg are also being very careful with the bachelor degree programs

and very cﬁt/i/qu's ‘about \éc_\cei)ting proposals for'.a('iding newconcentrationé
: N S
at this level.

.Whére';vé are expanding mofe- i:sAét the as‘soéﬁ'ate degr;e;'level.. The
reg.ional cglleges are ve;'y éétively i‘p}reparinAg and subm\itting new programs,
but there is a need at this. le;/el .which is evidenced., which has been.demo_ns.- -
trated and which indicates that we have to expand at this levei. F or
e;{aomple,'th’ey aré if;.tauch \.vith -businéés, they are in téuph with govémment,
énd the demands of thés.e; segménts ;for offerings are preséﬂtéd tc; them, ‘or
some.t.ime;: fhey even.go out and find; out what th)e_vd'eménd is. The Regio:lal -
College nguncil, wh_{ch.is the body _thét takes care of thé. ass.ocial;a _.dé_gree. '
level p.r'qgrams. R qgtgrhééring from,apprOpri:;.te commiﬁtees, dtiscussesﬂ
the prog'rar.ns.,— and they aré finally sut.)m'itted to the President Eor approval.’

This is the way that we are at this moment dealing with the development of

our academic offerings.

John L. Swink: How do you eliminate them ? How do you go about eliminating’ them?

Lavinia H. .Crescioni: The 'Preside_nt should answer that question.

Sol L,

Descartes: We will be delighted to answer it. Augusto (Augusto Bobonis),

you could explain how we did away with one or two courses.

-

Augusto Bobonis: Yes! Well, three years ago we discovered, ‘as happens at most

universities, that there were a considerable number of courses listed in = -

the catalogue that are very .infrequently or-never offered. Many of these

¢

LY er.
i S
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‘courses are pet courses of some faculty memb.ers.. We madi_a a detailed
,hstatistical study of the frequency with wh1ch each course. was offered I
anticipated about 200 courses "could be eliminated After lengthy
discussions with department chairmen and faculty,' the matter went to the _
Senate and only forty could be fina}l-y elim_inated. |

On another occasion in which I {yas Acting.P1residen_t, on'my own
initiatiVe I orde’red'the. discontinuance of majors-in three' sul;ject fields
because in the pr'e.cedingj three years only seven students ‘were graduated

. with majors in these fields. The subject_ areas were philosophy, religion }
' and geograpuy._ However, courses in these areas continue to be offered

As little as I like this method of approach to deal With this problem,

at the moment I thought-it was the most effective thing to do.

John L. Swink: Isee. Ihad the impression thers was not quite as democratic

i

[ ;

- -a process for taking programs away as for putting them on line.

| Au gysto Bobonis: ch are right

Jorge F. Freyre About the question you raised, I thmk that the 1mportant thing

oor

.ﬁin the relationship‘ between' the budget and the academic__nec_essities of t}he
car_npus_ is not only the-new program s; the basic prohlem -'u;e have to facc
is the existing programs. )

A few years ago, I' found a tremendous weakness in‘the structure of

':our budget. At the San Juan Campus ‘there is still some of that weakness.

_That weakness is the followmg The distribution of fuJI—time faculty among

* the different programs and departments is not un_iform, in the sense that

yo.u ha.i/e,- in some departments , quite’'a high number of full-time faculty
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in relation to_the. offerings of«"that deparhnent, and in someother.depart-'
ments the nuinber of full-time faculty is veryflo,w in re_lation to their

' program offermgs. i . .
| I don't know how we got into that sxtuat'ion probably some chairmen .

:' had a lot of influence with the vice presxdents in charge durmg earlier
years with the result that in some departments you find a lot of faculty
members and in of.hers very few. On the other han;d, different departments
do not grow at the same rate In this very col]ap7ible situation the rate’
of growth varies from department to department /m one year. .

- Therefore smce ‘we have in some of the depart!nents tenured faculty
or faculty with probationary contra.cts that we cannot eliminate, we have

, been trymg to distribute, in a more umform 7./vay, the full-time faculty
resources among the different departments in two ways. First, the new
faculty posiﬁons that are approved by the Vice President for Academic

J /

S0 Affairs aﬂ’ d the Vice President for Financial Affairs in the process of

LA

makmg the budget we assign to the departments that need them most.

“Also, when we have a vacancy in some department that has too ma.ny full-
time faculty members we transfer that pOSltiOil to another department.

L o ~ Sowe have made some head way in alleviating the situation, but it is Stl.ll

-

somethmg we need to improve. /

o~

Albin O, ‘Ku:hn: 'I_‘his means that faculty should be uniformly distributed among all

oo o departments? _ |

Jorge F. Freyre: Not absolutely, but for example, there were 1mbalances l.ke

. these- “in economics and busmess admi.nistration 40 percent of .the sections




1
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. [l v .
were taught by full-time faculty members, while, in other departments
85 percent of the sections were taught by full-time faculty membears, do,
\
though we don't think that we ought to have absolute uniformlty, ceét\ainly
l \

we have to correTt those kinds of imbalances. : \

3
> \

G, Bruce Dearing: With re'ga'rds to what John Theobald was saying, I heard a .\

\

seminar a few days ago in which a faculty member was asked about phasing

out programs. He said that thlS was a ]Ob of administration and that no .\“ ‘

A ‘
faculty member should be asked about phas:ng out his own prog‘ra‘m. He \
.might help to provide data so that a decision could be made in the context |
‘.of the overall sxtuation and“ even though there would have to be some . \.
consultation, the administration had to make the decismn He arg\\ed that,
it was.the job of the central administration to support the hand of th t local
.administration in carrying out what had to be done, that there was no way-
of phasing out programs democratically, and that it was neither reasonable. k
to expect nor ]ust to force this sort of a decision upon faculty.

"‘ Dorothy G Pe@rsen* Iwonder if we could hear from a faculty member on that,

Sol L, Descartes. Yes, but we have here a question which I think we should

consider. Why don't you pose it yourself Dean Cartagena?

Rafael Cartagena: I think that in our institution there is a tendency to involve as

’
a)
i

: many constituencies as possible' in producing the budget. I would like to
address a qaestxon to our vis:tors in the sense that thx'? and other years
we have been told to involve asf'many persons ag possible in constructing

our budget. "I have a problem, as Dean of Academic Affairs, Could you

give me some concrete suggestions as to how to involve more 1nd1vidua1

o

(L
" -
A
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faculty members in producing the budget,'esp;cially in line with what
President Descartes was saying, and .to‘ avc;id the normal frustration of

r / éuggestiné and then béing cut-down, V\

John L.. Swink: In. thé- first pléce, you can oﬁiy involve a cert\ain number of peoplel
because a bddget is such a comblex thing, It is/ ffustrating, and a large -
group ca.mnot maké xh’eaningflﬂ kinds of suggestions. I think what you have
vgo’ do is give pe_opie an oi:pc;rtunity to speaI;. # see:ms that you are dofng

. that. But fof-lslou to de‘;)et;c‘l Aupc’m 'a; town-meeting kind of operation"tb ;
'develo‘p a b-i’ll"dgét‘iis self—def;atihg.' It wastes yc'mrl time, and you don't get |
. ‘ the énd results. Iihink what you have to do is .a-sk for inv'ollvemetit,\ but
don't push i/t too haffj becaus:a you will never get a budget that way |
I knov), ;t-Rutgers, the Sénate éot up-in-arms, and it a'ppointe.'d'a
comm'itteé'of three. They v:refe pretty astuté peoplé--one of them was a -
: "lawyer, one was head of the “Accout'1ting Departmen__f in vthe Schdél of
Busin;ess Administration and the othér an economist. They came m4 and
- they took one look at the budget, and they said, "We can't do this, " aﬁd
. . . 8
they walked out.' I ﬁlgan they didn't even indulge in five minutes of
c’onyersation. | |
So I think that you have to giv?é tﬁe opportunity down the line, and I
think that tt;e' De'énsl andr t.he peoble down' the line have to really be thé ones
'involvéc! in tﬁis discussion back and forth. '.By the time the .budget normally |
rea'c;hes centrai ad‘minisftrlation, you are rushing for a deadiinga and you
" have got decisions t.o fnai{e; The input should all be there befc;ré you get °
it. But to think that you can have a big town meeting on a budget is not

te-

RN very practical. ~
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Sol L. Descartes: Ithink,’ it might be helpful if I just tell you what we have tried
to do. _The most intpert_ant thing,v t'eally, for a butlget are the guidelines.
These are the assumptions upon which the budget is prepared. We have
added repreeentation, appointed.by the Executive Qom_mitteeof the Univer-
sity Senate, to pafticipate qin the: f‘ox.:m_uiation of the g'qidelines.-_ We say to
y them, "Tell us what- should be the priorities.." This ts do_ne on the basis .
of the preliminary phases that have been prepared'hy the budget dtréctor.
21 think it needs sprucing ug,' the presentation; 1 mean,_ but basi_caily- it is
there.) They should tell us whether this year‘;ve shou.ld give more weight
to the inihrovex_nent of libraries 'thau‘ to, say, a larger muhber of faculty
" These are the thihgs that really are'going to helh us, [Ialso believe tl'at
each one of the vice pr.,sidents should have in addition to his Dean of
o ‘ ' : Academlc Affairs, one or two people from the faculty to g0 over the budget
with him and make observa.tions because the; vice presldents do have the
opportunity .really, they do prepa}'e their budgets. That wou.ld be practical o |
- -invclvement and would not interfere with the time schedule'for."the corhi;;lex

’

'proce'ss

’ John J, Theobald There are other places I think, where you can get the involve-'»
ment. Probably the most 1mportant place is after you have made your o
decisions topside and you pass ‘the budget ‘down to the local unit. The _v1ce
rresident or deac can-say to his people, "I have been given this kinti. of
money. Here are my priorities, now tvhat are your ;;r{ortties o Then~
have a discus'.sion oa the priorities at a level which is understandable, but

does not involve the central administration.
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_QIM Actually, the units are also requested in our b tudgei: procedures

to make their own estimates of how many students they are going to have,

80 that in a sense there is also an Opportunity for participation not only in

the expenditures side but also in the income side. Now they ‘are going to

run into the innate or the rather well established conservatism of the central

adfn\istration. But within those ranges, there is still opportunity for

some\ input.

" John J. Theobhald: Tn the City of New York, budget hearings are held after adminis-
( . . P

-

E s° L

tration has set up the budget. Since it is a big operation—-it is a book-about 3
that highi--hey have the first couple of days for peoplé who want to talk
about the ‘overall fiscal facin of the_budget, and then the next fevk days about _
individual items. The sample people come into both and in the first two
days they tell you how the budget must be cut, in the last two days they tell
you what must be addad. I don't think you have a chance in China of getting

I'involvement after the budget has been set. I think you involve pe0ple in the

" beginning, and when you ‘are all through, you let those who have to live '
. iwith it see their portion of it, and, within the money involved if they want

: ,,to make some variations then listen. But I don't think you can Just open

Q .

it up and get anything out of it at all,

artes° Thank you. We would like to get this kind of response from the )
members of the faculty. Who would like to comment on. how to achieve a N
greater,involvement', practical involvement, in the preparation of the btidget

at the level of the faculty'? Any faculty mcmberx I don'tlike to ask pe0ple,

. but I might.

EMC .';~ R S
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Albin O, Kuhn: The guid:alines comment is very good. .More' and more, whether
we flike. it or not--and no one wants to consider two hundred opinions-~
more and motre you must get a realistic look at what infletion is doing to

_you, what kind of expansion you can expect what are sonie of the facets
that absolutely can not be controlled Before you- get finished, it gets to
be a bind, and I think the guidelines are something that can be discussed.

It takes the complete community, with a bit of dedication, if;y:?ou are really
going to put emphasis on the library, for example. I'mean everybody has

. got to understand that this is what we are\going to do. It is very important
that everyone'u_nderstand that this is a higher priority item than. other
things. I-think these guidelines are the real answer. Once youg-et the

guidelines, it is really a matter of someone sitting down and grinding it out.

Raymond L. Strong: Yes. I'd like to probe that a little bi from the stand-point

of the Senate. An aside question first because it is on the top of my list
here, though it's not my real question. Our Constitution, under Functions

of the Senate, Section 3, says that the Senate shall advise the President on

matters ofwna‘research policy including i)udget priorities.
We have 2 committee working on this”, But I am beginning to wonder whether
that statement, so boldly expressed, really fits--whether the Senate, as a

Senate, is in a position to advise the President on broad budget priorities.

I wonder about that.

. N [ = -
Albin O. Kuhn: ‘This morning one of the things I said was that I was having some

trouble with the idea of Senate partnership that was in the write-up.l

Raymond L. Strong: I have a comment on that later, but I am wainting for it to

“mature a little. .
|2
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- Albin O. Kuhn: Iguess the trouble I was haviﬁg with it is: how in the world can .

you make the Senate as a whole reasonably familiar wikh the consequences

-~

and the responsibility of being sure that you stay solvent in quite the same

3 .

way that the President, whose neck is on chopping block,lias to be familiar

wifh it? Iguess that is where I got troubled.

-

Sol L, Descartzs: Do yoﬁ want me to tell you, -to try to.state simply, what we

A

mean by co-equal ? Th{s .-is a uni\}ersity vyl_lich has had what I cal] an
. o ) \
~ advisory Senate. It does not determine. Ithink if you want to be strict

. ;lbout the language, as understénd it, it will be adviso~y as long as it does
not have finz;l control. " For exmple, in the determination of a‘cademic
étandards, t;he Senate recommends only, but its recommendatfons .are
subject to the concurrence or non-con‘ct‘xrrenc‘e of the President.

One of my Objectives‘ is that this universit)f becomes more like the
universit;es where the Senate has uiore to say about academic matters.
Even in academic matters, this University Senate .is subject tq the
concurrence of the President.

\ 1 wi‘ll Bé—{réry frank with you. I don't‘.think that this university is yet
{in a stage of development where we can transfer that policy decision,

' although I have already taken séme steps in that direction. -For example,
at my initiative, the people whd drafted tl;e new ¢onstit~ution, esfablished .
a separate oificer as Prési’dent of .the Senate. Spmetimes, though I like
Dr. Strong, Iam sorry that I separated that office from the office of the

President of the University. At other times; I think that it was a very

good idea.
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The new procedures for appealing the neﬁ-conchrehce of the
President to the Board of Trus;;ees were estab'lished beeause formerly,
although the Senate could appeall, there were no established procedﬁres
Athat had to be followed and which provided for representation of the Senate
before the Board ef Trustees if it really wants to contend with the President
in respect te an issge.

But I was not prepared to say, for example, asm the case of the
University of Puerto Rico Senate, that the requu'ements for entrance into \
the university were to be established by the Senate alone. I thmk we need
coordination, but the President has the predominant _decision. What I think
is that we should work toWard equalizing these two powers, over a peribd.
otr" time. | - |

Alb in O. Kuhn: Doesn't your Board have the final say, ina lot of respecta= on

thls" I mean the Board of Trustees.

Sol L. Descartes: Oh yes, it has the final decision.

Albi n O, Kuhn: Well, I'm not sure you have a predorninant position' on some of
these things. You are strong and you know the whole works, that's txue.

‘But the Sena_te goes quite far-in getting its own way.

John J. Theobald: And what could be more equal than that, if the Senate insists

that it disagrees with vou, the Board will hear you both.

Albin O, Kuhn: Ithink that is terrific.

John J. Theobald: That's just as equal as you could be.

- Sol L. Descartes:, My impression is that in the old, well-developed universities

in the states the Senate determines academic matters.

139
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John J, Thgobgl : No, that is a mlstaken 1dea. What happens is that when you get

3

a mature senate on an 1ssue that has to do with academlcs, /farely does a
: ]

president wish to challenge and reverse it, but he has né given up his

right. - o /

Sol L. Descartes: Gentlemen, I have learned something important, I have been

working under a misapprehension.

N . U ) . N - . 3
Dorothy G, Petersen: I think I Know ope institution, that you may be talking about
yd i
Dr. Descartes, in w(h'ic’h the faculty has sole responsibility for determination,
' oL ) .
but I think this is very unusual.

Albin 0. Kuhn: Doesn't the Board still have authority?

Dorothy G. Petersen Under the Board.

-

John dJ. "’heobald Doesn't the Board at least listen to the President, then"

Sol L. Descartes: ILet me tell you thai I know, from what the President of the

" Catholic University has told me, that he has to defer to the Senate on a .-

-

number of questions.

Albin 0. ‘Kuhn: Well, I don't think _thene is any' question that in academic n;atters
the Senate has a very important'role, but there are very few institutions
that I have seen or know anything“about where the President does not have.

a roie of either passing aiOng the word with his recommendation or, in

many cases, is required to pass it along, stating he does not reconlmend.

In other words, that is automatic in many cases; | but it's a split resnonsi-’

bility, and I'don't think you have an unfair advantage in this situation.

Sol L. Descartes: How about the University of Puerto Rico? There the law, of

course, regulates this. Mr. Gonzslez Vales.

-

14 a').~
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Luié_ E, Gonzilez Vafgs: B does specify a number .of the things that the Senate is |
| entrusted by law to do., "but; of course, here again we run into a brbbl_enx'
of interpretation of the law, and it is within the contraints of their own
carﬁpuses that the.Senates can have those powers. Anything that affects
tl_le policy c;f the ‘system is beyond the bovy_ers of th:e Senates ;)ecause the

final word is always with the Board of Trustees.

Albin O, Kuhn: In all matters?

Luis E, Gbnzale_z Vales: - In all matters, right. The legislature delegates to the
Board of Trustees all powers that aré needed to administer, legis*late' and
run the university.

Sol L.. Descartes: The law is awful. The law was drafted under special circtirﬁ- |

stances to take power away from certain quarters.. What was not understood
was that the' same people who ad;r_ocated the removal of power would inherit

the university. Now they *xéverinhei'ited it, and they can't rur it.

LlllﬁS E, Gonzalez Vales: They arl? n\vg advocating tor power.

Albin O. ffuhn: Almost any Bo'_ard:ié go?xm to Wanf. very much, clear cut recom-
mendations, or laél_{ of reconimendatioﬁ‘:and reasons, from a chief executive
officer. As long that is true, I don't think the picture is going to change
baéically. You know, one of the fine things is that when it cbmevs to
recommending academic ma'tters,‘ there is not ap administx:atm: thgt I know
who would not look to the Senate to begin to tangle with this a.n.d make the

right decisions.

Sol L. Descartes: Well, this is the case, and, incidentally, in experience with .

our Senate, the‘p‘ercent' of concurrences is as high as or higher than 98

[RN
1~
r—
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perbent.’ There are very few_times when the President disagrees with th.e
Senate. ‘Sometimes it is;_ov.é'r»_ something very miqpf,‘ We have always.
mé.r;aged to work successfully towards gétting agreement w1th thel Senate

on any significant matter. T.;lke, for exampl}e, the éurriculuxi} reform that
we. undéftbol_(. The result w.a_‘:s, 'of c_o_ursé, that it was very mild, almost

urnoticeable, but it was very demoratic,

John .J . Theobald: That is the way you want it. But the concept that, in striving
to get more democ racy, you relieve t_ﬁePre‘sident of his responsibility to
express an opinion; on something that is to go before the Board is unthink-

able. '

Sol L. Descartes: No, I didn't talk about relieving the .President. - What I meant
wés, for example, with respect to the individual Senate of a unit of UPR, .

the Senate may have final authority to determine entrance'requirements or

- requirements for degrees.

John J, Theobald: S_ubje_ctv always to the. Board, and the President is a representa-

tive of the Board. You may not negate his role in that without. creating

some split authorities that could get awfully troublesome.

Albin O. Kuhn: You know, your Board of Trustees is never going to give up'the
fact that it can fi~ally rule on these situations. R can not give it up. Idon't
think it would work for a campus to proceed anq put in an admissions policy

and hope that next year the Board of Trustees would not say, -"Hey, you

4

guys, that doesn't make sense. "

°

. Sol L. Descartes: Iwas cdnsidering the possibility. of relinquishing it, not

.

immediately, but over a long period of time."

- SO 142
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~ Albin O. Kuha: Ithink you are nuts.

Sol L., Descartes: I will try to be mentally sane but I am dehghted to hear that,

/ Let us hear Mr. Kenneth Kalantar, and f will. get back to you later. .

Kenneth E. Kalantar: You requested the members of the faculty to talk about

. guidelines for budget priorities ahd things liice that, and how we could get
more invoived. | |
B I think that the faculty can, indeed, as they are going through.a few
,membel:s of the Ser;e.te choeen by tﬁe Executive Céx_nmitfee of the Senate.
On the local level this could also be done,  But these guidelines should be
prepared at least a year anda }alg or two years ahead. | I was involved in
this year‘s report, and I had something to do with itf‘ priofities. The '
Budget Guidelines Conimittee_ sat down and started talkihg about guideliees,
which had been .already prepared for this next ye‘air's‘but.iget. | So there was

" no way in which the.faculty'n;iembere éeeld really give..veify much, or get
very mueh it.wolved’.in it. Whereas, if they were to tall.c about the 1977-78‘
budget from now Lo May--investigating possibilities, talking about th.e

: possibiliAti es--then, in October, when the budget is written up and presented

. before the Commi&ee for apﬁrdal, there wouid thee have been somé in-put.
In other words what I am saymg is that a two year period of advance thmkmg,

.perhaps,.has to go into this and if you get the faculty members who wish to

| get involved in something hke that, I think it would be very good.

> Sol L, Descartes: Well I don't know if they came too late this year, or if there

. Tl e

~was s‘c\'ome delay while the guidelines were written. Let's go back to

Dr. Strong.

~...
b
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Raymond L. Strong- Its somewhat related to what Dr. Kalantar was saymg ,.I
o am- thmkmg about the role of tte Senate in the whole umvers1ty system.
Ican see fairly clearly }K°W most of what the Senate must deal ‘with.are
standards, norms and priorities for the whole university. But I have been | 1 g
: 1mpressed today by the team s comments in terms of dvnamlcs between
the central admmxstratlon and the units the need of having the units come
up w1th more speclflc priorities of their own. In th1s particular case it
is some thing in which the Senate cannot get mvolved
I want to’"._raise a question now to get some advioe from t.he team. We
ve been talking about the units making recommendation.s that go up to the
entral administration and even to the Board of Trustees. I see & need, .
i'now for allowin‘g.- time, an_d that is where the suggesthn from Dr. Kafantar k
/ comes in, for allowmg more time for feed back after the budget prlorltieS‘
have been set, to go back down before the budgef is frozen. For example,
, as the budget goes up a.nd comes back down there is going to be some cutting,
. ; - .
and time is needed for the units and even the faculty to see that the. cuts
’ ‘were made at the right place, for it's at the local level thatJ the cuts are’
really felt. How much time can be alllowed; and is this really a fruitful
. ' endeavor? I feel that, in our system, we can get more fruitful input if we
allow time, after budget cuts have been made, _ta/go baok ‘down to the unit
levels, and involve key faculty members there particularly department
-t

chairmen and so fo ,u, to see whether the final adJustments really fit well.

Albin O. Kuhn: Budgeting is done very differently in different instit:utions. It is

awfully hzrd fo ¢ompare unless you have a fair amount of time. But if ycu

e
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‘\\. .’ . ‘ ._ - ; \\
\-\cén look at the question of developing guidelines for making the budget, a .
S : .

_b}% print of what you want most-to do in the foliowing yeafs, then the

_ question of éutting, or ahything else, is not that ifnpdrtant. If there a;é

:ﬁot résoux;ces to do what you want to,-:io,' th'.e'n autom’aticaliy the'budget is

going to be cut.l But you are going to cut it in accordaince with a priority

| system of what is tﬁe most important thing you are trying to acc‘o;nplish.

N°w:~ geti:in'g 'thgt in a later stage wiigh 5"0&1e kind of a local input doeé nét.

seem to me very practical. .

Raymond L. Strong: When we wexje talking about gu{delines 1t seemed to me we
were talking atj)‘out universlity-wi-dg guidqlines. But I ﬁeard some'inpt.lt
from the tegm_this mc;rning about thé,-need of ge&ing s'o;x.u-a kind of budget
pfig}ities, e.ducatidnal priorities at the loqal level. So, Iam wondéring, '
;a-re we uéing gu'idelinés in only one sense, uniYersity-inde, or are the 1ie

- : . guidelines at the_ unit level as well as university-'wicie guidelines, and how

can you get some fruitful tension here that helps?

J oh.n L.\"Swink: 'Ithink one of the things you get in budgeting, unfortunaiely, in a
uni\}éxjgity set-ui), is that too much. of it is %nc_remental budgeting, or
~ adding \c\i_”n to existing programs. Ithink where the--inp'u.t comes in and where
you have tc;‘h;clye yoﬁr priorities is to _find out where there is some 'free .

. FEEN - . .
moneyg, and, .when the free money is made available, _then you decide on

_. the basis of y'oﬁr pi'iorities where it is to be used. Now, it is deéided

that there is séme free mone_\; in .a budget that goes down tu Sau 'Ger:man, B
let's say., It wdﬁld seem to me that, so lg;ng as it fits Qvithtn .the guidelines
-thét were accepted, the Vice President there should\have some ﬂexibiiity

’
..‘/

1 i4‘«)
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in the use of that morey. e could call the faculty in to make a deter-

149

mination, "Should I do it this ay or should I do it that way ?"" but actually

there ié not an awfully lot of fre¢, money ﬂbétipg around .unles.s you decide

o to cut spméthjng. If you decide to out something out of an exfsting budget, -

" you then gene‘r#te free .mloney to use o .soxvnething that h_aé a "higher priority.
ith'ink that thé. faculty irﬁrolverﬁent should\be, ."What can we cut, so Lcan

v l}a\}e xﬁouey -_for this program ?" | .. | |

Sol L. Descartes: Excuse me, Ithink that, as far as L am .concé"med, the point |

o has already been made. Would any other of the bservers like to ask
. questions or to make comments, because we have béen sitting’ now for
about two houx_'s and,: rather than call a recess, I th.ink., if it is possible,

.we might wind up the discussion of this topic right here.
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Sol L. lsescartes: Let us proceed Many people from the university have stopped
hy to say that they are thoroughly enjoying. this seminar and conmder it
extremely worthwhile.'_ Under these-gond auspices let us start this final .
day of _excpadge of views with the topic of 'Students and A’lu_mni.‘ There
are a lot of things that can be said about those two items. Let us hope that

we say the things that are most pressing. Who is to treat this'?

Dorothy G. Petersen: Dr. John Theobald.

John J. Theobald: Ithink that the first thing that you have to recognize when you
start talking about students, studeht ac_tivities, and alumni is that &ou are

talking about a broad variety of things, some of which will fit your needs

and some of which probzlly won't. * You have to fashicn the things to your

~N

own particular— situation. I'm going to try to cover the various things'that

Ithmx are frequently part of student actlvmes and alumni affairs rather

than try to tell you any partlcular patterns.
You know, student act1v1t1es started, really, ss a way to keep students

busy and out of professors‘ hairn That, really, is the way it began. And

~

there are some schools that are still using it that way. But, if they do,

Ithink they are wasting‘ money, and I do not think they.are éiving the fullest

—

possible education because, to me, .a good student activity program is

pointed specifically at the business of improving the educational 'take' of

‘ o - ‘ - 1438
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t;he student. k shouldi be an éducational asset. ~For;¢xample,' it certainly
should be of value in ferms of i:‘edueiué/elarition becéus‘e, in all fairééss;
the students. who came to you in the.beginning, if they have a reasonal;ly
satisfactory ex;l)erienée, should want to stay with you-. Making sure- that
they have this kind of experienée may well be more efficient both’ eduéational-
ly and"'ddilar wise than g§ing vus tad dv'gmg up new students and giving . \\
them half an education. Finally, T think much of the enthusiésm of the
alumni stems from their activities, f.he}ir associations, and thé_ir interests
on campus with both'faculty and students.
i ari{ acutely aware, also, as I talk aboi;t this, that one of the things
N many statéside institutions have rea.ched for and have not been able to
“achieve is a real bala_née between the thing I call guidance and the thing I
.- call academic counselmg--tile partlcu)atlon offaculty And there are
. schools that say,-"We need nothmg except facu.lty. A1l faculty are members
. of the counsehng and guidance staff." ThlS_ falls fiat on its facz, basically,
‘because ali ﬂeeple are not ga_ited'to become counselors and advisors; then,
secondly, because there are certain professional skills which some students

need and the average faculty ‘member is not prepared to p1;0v1de them. .
Optimuml}:, you ought to be reaching for a very‘.close rel_ationship

- between the trained professional--the guidance counseloz;--and the .teachin‘g‘

faculty. You folks have an unusual sifﬁai;ion here, from what I saw, in that

you have- a goodly percentage of faculty intensively intefestéd and doing

this quite without a structured framework. Ihave never seen beiter

student-faailty relationships and faculty-student-administration relationships

\)4 ] N . - l 't'. .A.:
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than I saw here in PuertowRic‘o, even thongh they don't even remotely
r.esem.blhe the strucftire,d situation that we statesiders heve, in general,
tried to builo. k is apparently an automatic' thing, a parh of yonr culture
and attitude{.< And T think this should be built upon.

Optimumly', the guidance "counselor_has the job of handling 1_;he social
~and emohi-onat edjustment p"roblems; but I think, also, he‘has a responsi—
 bility to teach fecnlty hoW_ to spot those problems early.- Most of ifour '

social and emotional adjnsfment nroble ms disappear 1I you get them eady

‘.

enough, and they are almost fmipossihle to correct 1A¥ér. So,' somewhere
Ve . _

in this facul_ty—cwnselor relationship, you hav,e to build an exchange that.
‘ enables yonr feculﬁy people to identify the youngster who needs more than
- academic advising, the student who has the beginninée of pote’ntielly more
- serious problems, and you hav'e to get tnat youngeter to the trained
‘counselor early.

I‘think, eiso, that you can not possibly expect' the counselor to really .
know all of the details of academic adv'ising. '-Y..es', ‘you rnight -get him to
bur: huhself in one of hv“ dlSClpllnPS so that w1th the ma]ov s in that

dlsmplme he could do a rezsonable ]ob but evea then he won't begin to do

the understandmg ]ob of the person who is on the firing line teachlng it,

who knows much more intimately what a student must have to move ahead »

and what prob_lems he runs into if he is not solidly grounded in this, that,
or the other'thing. So that I think yoa have to turn to your faculty for this,
and you have to pick the people who have the temperament that will go with

| it, and, as I said, Ithink that you ‘are lucky because I think you have a lot

of people with that temperament.

- | § 159 .
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I can't begin to oVeremphasize the imbortance of a wedding between

these two. How you set it up, you will have to decide. In my place, we

set it up with five teachers and one prefessional counselor forming a team.

‘"They meet regularly and discuss the borYerline cases: "Is this the case of

somebody who needs additional attention that I as a teacher cannot really
give hirn?" We have. found that some of these teachers become highly
skilled in the professiona’ <ills of the counselor. .They, especially with
the aid of frequent consultations with the counselor, may well be able to do

some of both jobs. Others, ’thcroughly facile at advising and even at

“recognizing psychological and. social adjustment problems early, may not

3 .
be able to counsel effectively. However you do it, build a close relationship
hetween counselor and advisor and a readfy understanding of when the
, . \

professmnal skills of’ the trained psychologlst are needed.

 ———g A

ThlS, of course, raises some interestlng questions. The counseling

» Iieople ‘have all sorts of fornwlas regarding the number of students per

_counselor. They range from about one in three hundred'to. ..well, Idon't

know whether ‘any of the professio_nal counseling staff will go as high as one

‘

in a thousand. - _Bu_t what you do when you are using a combination of teachers

?

and guldance counselors has rarcly been deflned You are obvxously gomg

to be able to handle more students per counselor in that kind of situation,

'{‘"

' because your teacher is tak1ng a great deal of the burden off the psychologlst’

“back. I suspect you have to play it by ear and that the effective ratlo will

vary from place to place depending upon both students and faculty.
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The secopd thing, and it is very. closely related, we have found,
particularly in thé areas of drugs and alcohol, is that properly trained
‘ students--peer céunselors--frequently can identify problem's much earlfer
than we of the faculty can, and they ca‘n get youngs;ters away from one of
those habits béfbré it has become imbedded. Sornetimes it is mérely tpe
business of gefting a ,yohngstr*r into a social atmosphere where he is
acceried. Oftgn ne finds —himsélf afone, ignored by his colleagues; he is
an introvert aﬁd not‘an extrovert, and he starts going to escape mechaﬁisms.
A peer coming.lin and spotting this early, ‘seeing to it that this young'sterl
is taken into th;a fold. in the sor-ial activity of the campus, can e-asily érevent
. a tragedy. | It can .make al].the_:- ‘dif.ference in the world. & is infinizely more
'effeqtive than any system of curé that we have discovered.l You can, nine
times 6ut. of teﬂ if you catchA it early, prevent the thing from happening.l
And you know fﬁl well that, ilf‘ you correct the basic problem, the chances
are one to ten that you will noi get repetit;lon. We are talking abouf ’
tremendous mt%os here, both in terms of the ability of your students to
perform at theizi' assigned tasks and in terms of their é_bil_ity as they become
wseful adult éitiéens in societ.y.

Another thiﬁg which we found of great value was that the peer group
counselors were beginning to learn something about community responsi-
bility in a free society. They becémg more Active as they went out of
.school, and they started joining into the affairs of the various gom_munity

groups which were trying to improve the way of life. In effect, you have

a -double,:édged sixvord:
SN i
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How you combine these, th_al_:'»is__' something you have to transiate into
your particular situation. But all three of these are very important

elements of a really good '"guidance pfogram inza cbllege.

\\-\ .

I do want to emphasize the need to see to it that the peer counselors

— |
get some fundamental basic training in counseling--professional training--

“and usually one course will do it if the course is well done. ‘Then the peer

counselors ought to have supervision, so that they can come and discuss
the problems with a trained professionaln when they get into the fringe érqas
where they are not quite sure. What we do, Tthink, is most*effective. The

person supervising the peer counselors will meei with them regularlv and

: gb through an afteriaoon of exchange and discussion. Really these kids get

| a better foundation in psyéhology than most psychology majors get, and they

get it in the prbcess of doihg something for fun. //

We use these techniques not only in drugs and alcdhol b / also we have
an "examinations ahonymous," fcﬁ'{hose kids who just bl?é-up'every.time _
they come into an éxam. * We have stuﬁt\groups workén/g with those kids

to get them over it. We have a group of peer \c“ougselé/rs who are tutors.

/ e

. ' I i 2 _
We find, incidentally, that the best tutdite,nd to be our 'B' students, not

necessarily our 'A' students. Too oftéu, h\e ‘A" students don't see the
N .
problem that the youngster who is having diffic\ulties sees, but the 'B'
- BN \
student usually sees it and knows how to attack i\t;\ that, of course, is
.

subject to all kinds of variations, We get some of 6u\r best performances

from solid 'B' students, so, if you go into that, don't s%(: the cut-off for

\,

\

, AN
have the right youngster. _ \

\

the grade criteria-too high. Let the cut-off point come‘dk\n a bit if you

&
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‘These- are things you caun do, incidentally, for relatively little: cost
‘and that become important because a student activities program that does
not keep its eye on what its purpose is—--the improvement of learning-.-can
" become a very costly thing without the returns you have a right to expect. |
There are a variety of other things which also become important.
Obviously, you have to have somebody in charge of placement; you have
to have somebody in _charge of state and fede_ral aid. 'Thes'e are very
involved subjects in today's market. You have to have somebody..,who knows
where you can turn for help'lfor a student in a particular positic.
; The counseling and state aid should also be closely tied to the husiness
of keeping a student from dropping out. .There are clear signs usually,

but usually, we find- out about them, ‘as we look after the fact. But there -

. -
L4

are clear sig'ns that can tell you, ""This youngster is likely to be dropping

out." And if you get to him early, maybe you can get him over the academic

humps,'things he has failed to learn a little way'back, things.that are
a'ffectin'g everything else _which he tries to learn now.. If you can get him
a part-time joub or get him some aid, ‘you can often- prevent those drop outs.
. Not all of them, but I don't have any doubts that you could move {7 om.your
, ‘ ‘ S 55 percent dropouts down to 25 or 30 with a diligent program. And if you
| can do that, you begi'n to pay for the cost of this kind of program.
Finally, o_n the question of student activities and of recreation. This
is a part of the business of tne 'whole person. ' Obviously you have the

various clubs that students register interest in. You ought not to have

professional student life people heading those up; you ought to have your
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faculty work’ing with them as faculty advisofs. These facuity memﬁers
ought to havé somebody who they, in tufn, can meet with to get guidance:
. e o - .
on-how best té‘proceed.
.As you mlove into you'r athletic pyogfams? thelse again can either be
large pafticipating programs or extremél_y expensive -programs for the few.
A . I would urge you stay away from the high powered Sports;. »Th'ink in terms
.di intra-murals. This does not mean you can't have college l.:eams, but
you can get your _COilege téams comihg up to you out of the'intra-;murals

| as, kind of, the all star-groupé. Th;y are the -.sﬁdgnts ;avho, rga}ly, you
don't want in the intra-murals because they are too good. .You don't want
anyb6dy to be aiways- a loser or always g }vinne r. So you téké thk;lt individual
andJyou .put him into more rigorous' competitior;, , thereby giving some of the
less_erllights a’ch.an.ce to shine i.n the intra-murals, and at the éame time
you give the 'star’ y_bungster a chance to take Some. lickings inste'ad of

* winning all of the ﬁime.. This can be cffectively balanced if it is done, not_
’wii:h a high-powe,red sports approach, but rather with an edlic,ationél
approach. You can get some very' respectable teams '_represe'nting you with
that kind of operation, bgcause-:j;:o.t.l have infinitely @o;é pa.rticipants along
the iine. I can assure you l;heré are more poteni:ial record breakers of the
mile among those who never ran the fmile than there are among those who
have run it and succeeded. ~It isa quesfion of participation..

I think that's enough for the m‘oment, I'd l.ike to get some discussiqn.

I know that you hu.e a different problem than most of the colleges stateside.

' Let's have some of your reactions and some of ybur'thinking and see where

we can go.

{ ) " : @

Q S 1'()5._
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Soi L. Descartes: Excuse me. First, of course, comments by the coansultants,

£

and then we will procede with comments from other participants.

-Albin O. Kuhn: I'll be glad to kick off. I wish I'd heard this lecture about ten

' years ago, because, frankly, I've found dvei: the yea’x"s that the busilness
of how to have a good stude[nt life program--the kinds of ¢ o'nés you are
talkmg about here--is perhaps the most dlfflclllt Job trat I faced cn the

. | ' campus. :
| ‘I think we probably all agre; that it is not.an.area in which if is'easy
" to prescri__be what will wofk and Qbat will not worl;. Your.erflphasis on
adapting problems and opportun.ities to thé"situétion was well taken.‘ I
think we would all agre;a with tha't. I Susb'ect t'he.thing that has.impres‘sed
me most, over the years, in WQrking with institutions is that if the pérsor:s ,.
Y
who are in charge, .and this goes for the President and all those on éite, that
if the persons in charge garé and if thesr have any und__e_rstandiﬁg of.what_is
involved, t:hen you begin to get a pretty good studeni: life proéram on the
campus. _They sh"ould.ca're btlxnt‘th\e'ry shouldn't atte_mpt to own or t‘o take over
" the student ‘l.ife program and put the students in th.e shade. . They shouldn;t
try to own the students. - S ' _ ! |
I think you have both a problem and an Opportunity at Ijnter Amerfcan
that you ;rlay not {ully recoénize. . —If I understand‘correctly, in the last fi;/.e
or 51x yqaré, there have B;a;zn two years When yo@r enro"llment' has jumped
about 30 p_ercent. I would submit that every i:ime that ha_pens to you, you
. had better examine everything you are doing in student ljfe real faét, ‘

P - . . \

because what worked last year may not work next year. ‘That is, depending

Joen
T
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on héw you look at it;. beth a problem and an Opportunity; bat that kind of
growth can really change what hapbéns on c,ampuses and at 'cénl;ersl You
know, we 'all.'tend to be creaﬁres of habit; wé do things this year as we -
did them last. If that hap;;ens to you, you'd bettef make a s;ldden halt and
examine whex;e you are. ‘ |

One -thing tliat'you mentioned thaf I wc;uld agree with v.ery strongly is
.that you try to find c;pportunities and places .for students to do things together. |
Let me try to explain. If you can have a few spots.where small grcz;ips canl‘
study together, if ybu can h.ave--in.i_amy nook ‘or ;:orner--a study booth where -

the persons can stop and where two or three can congregate, oftimes the

P Y

investment 'made is worthwhile. I know this is touchy, and especially
~touchy when you are tight_ on space, but your'investment there may bring
a better return than an investment.in more pecple.

Sol L. Descartes: Yes. Any other of the consultants?:

G. Bruce Dearing: A coupie of thoﬁghts have occurred to me in regara to whalt :
 John (John J. Theobald) has said. |
- One of the problerﬁs in dealing with. students mos't__gffectively is to
m:ﬁ"kf? the"xiia.gp;esis so you can have the proper prés’criptipn;. - Very often, .

what looks like an academic problem is really an emotional problem, and

what looks like an emotional pg‘dblem really has“its base in an academic

/s
- e

_ situation.
It seems to me that the idea of the team is a very useful one and, at

least, the concept behind it ougiit to\be applied'éve rywhere.
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Another thought has to do with the semantics -of the. situation and

certain habits of mind that we have in academe, both among sfudetts and

among faculty, that tend to make the ’dea of remedial education something

that is inferior, or that ought‘to be held at arm's length or avoided if P

e

possible. Among students this frequently translates into‘ "Why are you

mak ng me take this work for which I get no credit in order to get or to

e

~ the work T really.want to be in now ?'' For the faculty, it frequently trans-

lates into, '"Why do we have these students here if they are not ready to go B
to colleg'e'? We are college teachers.'' But it does seem that in the mission
of this institution and, indeed, most institutions of higher education now,

if they have any kind of service orientation the appropriate apreach is

to come to the pa'ticular student where he is and provide these interfacing

experiences that make ii- pcssible to get on the main road

It really is not a very good devxce to say, "Get out on the thruway on
your bycicle and pedal as fast as you can.'' It'is beiter, really, to get-up
to speed with the appropriate vehicle. So the idea of determining the nature
of the.problem and the most relevant'approach to that .problem’ is, it seems'

to me, basic in everything we are doing, beginning with John's (J ohn dJd.

'Theobald’s) concept that, "All student life activities really’ are in support

" of the learning experience." They are not a separate matter.

1 remember an instance Just after World War II, when a great number
. Co?

of GI's were coming back into the colleges and a very significant@foup

-’v\_ A

of them had been very skillful in the_ir work in radar or whatever it was

they were doing, and they were obviously highly intelligent; adaptable

boma
o
. m’.
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p'eéple. Yet, sud_deﬁly:,‘t_h_ey, wé_re ﬂu'nkiﬁ.gﬂ, ét;d they wére developing.,
u]cei's aqd'depréésion and lots of emotional and physicﬁ éyrhpfoms. It
wés discovered that in very many of these cases th.e probl.‘en'x was simply
one of their not beiﬂg'skﬂl'ﬁﬂ in reading. Haviué learned inadqqua?ely to
) re'ad, of'centir'n'es because when the'y were sSix years old_ theiy eyés‘ had not
assumed their adult shgpés,_ they,had déi;-;i\set.i, being {ntelligent, ail sorts

of devives tu escape reading and to get alon\g.\\in their schoolwork without

"reading. Thay just never h_ad‘learhed to read effectively. When this was
discovered, and some really quite simple devices were taught such as ndt

looking seven times at a line but twice, suddenly tﬁey were freed to make-j-‘;—-,.w.._,;_

the 'As'that were expected of them. i

-

We need to correct the mental set that says ,'I anybody is not ready

to téke the conventional, instructional experience then he does.' n(.)t Lelong
here." .We should ratht;r say, '"'Let us try the l_mconventionai one," or,
"Let us adopt some of the innovative c;r the alternative itllstru_c':tionél.
é | _ strétegies”éo meet th‘ese students Wheria i:hey are.“:' .I take it as an arti.cle »
' uf_ faith that not only is every inﬂd‘ivi‘dual human being valuable in his ov;/t;
'I.'ight,' but thatv' every student i véluable to his institution ar..di .ig not to bé

Y

simply thrust aside if he does mot fit.

I have, as some of you know, another crotchet--an insistence thut
. N T

physical education is_education and not something other than education.
The idea that is so deeply ingrained in many of our academic institutions

that real education is English, Mathematics, History and so on, and that

: physical education is fun for a Saturday aftefn'oon or for after-hg‘urs, or

1o
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' 1s something that really does not desei've academic credit or does not
eally deserve’ faculty status or does not have any ‘real claim on the budget
unless it can support 1tself--that is-a very bad notlon, I thmk ¢ is
; particularly mal-adaptwe in the kind of soc1ety we foresee in the future
where there will be a great deal of leisure. There will be longer life, and
there can be longer life, iu part, because of the learnmg one can_-’get_ about.
his or her physical bein/g, and the way in which one can engage the whole
person. I would argue strongly .for bringing physical education in out of the -
| cold : 1f that is where it is here as it is in many places. Let us re-think
the eyzount of academic- credlt that should go to physical education learning
experle:l—c; m—thhe“cltsjl_rnhon—;clhtles the clalm on faculty llves a.nd faculty
~ time, on attentlon in the curriculum that is approprlate to thfs really very
important, and not vpe_riphera..l'but central consideration in the education of
young people who can live a much longer and much fuller life if they are not

educated merely intellectually.

Sol L. Descartes: Would any of the other consultants like to comment ?

John L. Swink: Generally, wh_en you are last on the list, everythlng important
has been said. In the student life area-_--and Iam talking mainly o_fthose
aDct.iVi_ties not in the counseling.‘ area--one thi.'ng, one ‘impression that I |
~always éo‘t tvas that the student life people often became, really, just great -
: tour directors for the four-year perlod that the student is here. It seems. .‘
t’o me that they have an opportumty, in this whole student acthty area, of

letting the studerts themselves grab ahold of the situation and exert some

leadership, rather than having everything prescribed by a professional.

o . . 160
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Ithink that here is an area that the\\'\atudcnts can take over, can do their
thing.to their advantage and to the advantage of the program, and I think

" it ends up Leing much less costly and much less directive. .

John J, Theobald: Iwould have to echo that, Mr. President, I think that John .-

(John L. Swink) has said something very important,

Sol L. Descartes: Ithink the échoes are reverberating arounds Now we can open
it up to questions and comments from the participants from IAU. Letus

give the Vice President for Student Affairs the first chance.. ‘Mr. Ferrer.

Fernando L. Ferrer: I just wanted some comments from th- nl‘ﬁembers of the team

on three areas of student affairs which are very importimt tous. These

77777 are student participation in student organizdtions, in student government,

. -and in student discipline. : , ) e

| John J. Théobald: “Well, I would pick up where John Swink léft off, Mr, President,
ha‘md say to you that if you aré reaily gotng' to ha\}e student leadership in |
thése programs, and I think you must, then you mqst also have some form
of student g'dyernment: Ybu ought to define the responsibilities of that
form.of student government; you ought to také »it-seriouslhyv;A tft ought. to tie.
into the to¥a1 welfare of the institution and not be mex_‘ely a matiér of
.. collecting studént activities fees and working on a budgét that makes sure
that you don't spend more for dances and thitigs" than.you should. It ought
. fo be a real invc;i \ment in terms of the student part of tl_.ie institution.
Now, I understz:'t}d that odqe_ you go into smdépt government you will

. i N .
get student governments passing resolutions that bedamn and bedevil the

facul{ty‘and'the administration. That is all part of it. But, I want to
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submi,f _to y.ou that this fs'part of growing up, and', il' you really have giv‘en
fhe leadership roie to‘.lyour more stable §tudents~-a;1d ”they ;v;ill be ready
to fakg it if you really open the dc;qrs—-they ought to be 4ble tn handle this

| _and t-}:ie.y ought to be able to learn in the-'procesvs' of their handling it on the

campus,

'How do you handle these things in after life? Most of us move into

-
"

N

respon'sible,'_ life, in terms of making & living ﬁ.nd rnising}a-family ina com;-
munity and the rest, without ariy notiox; of how to hax;dle these _obstre.perou_s
situatidns. As a result, we >f1'-<ja‘quent1y are suckers.for the ré,di(;als an;l the
extremists, I subrhit that the pléée to make tho-séln;istakes and to learn

is on the campus, even though it is irksome on occasion. If you really

o | _ 'gi\'ie the l'eadership‘ role to your éblid- students, -you will find they will keep

this .in very fine perspective.

G. Bruce Dearin'g: . We continually say that we shall .go back to first principles,
and we try to determine what tile pﬁrpose ‘c‘>f thex enterpr_ise is and thén
devise the strategies for carrying out that purpose. The purpose of student,
participation in these fields that you described, is ‘to'gen_erate ideas; to be
sure that tﬁe views of the students, which are likely to have at least

different valances or different priorities or sometimes completely. different
directions from those their elders (who are former students of anywhere
from a few years to a great many years) may have. So one needs to engage

students in-order 'to get these ideas that can't realiy come from any other

place.-

162
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The second thing is to communicate the ideas, _to‘have sornel structure
to be sure that, once ge'nerated, they get into the decision-making process
(whatever that may t)e). Also, those who had the ideas or who had the
concerns deserve some explanation for why a particular thing is done or
why it Qas not done.

The third thing would be the matter. of partieipating in the decisien-
making prOCeSS per se. If we lose sight of the first two and think only on
the latter we sometimes get caught up into really quite unproductxve power
struggles. It seems to me that it is more xmporinnt that the best ideas be
generated and applied mest effectively rather than to focus on whose idea
it was, or wno it was who decided which idea was to be put into.effe‘ct.:

~ There are, quxte properly, a garxety of different structures within

which these three things can go forward I found myself fascinated by

lookirng at your sxtuation in San German some months ago where instead of =~ -
a standard campus-wide elective group you have representation of the
students Irom smaller groups of elected persons-—-—from cluw, from various

/ .
oraanxzatlons and the leaders of those organlzatlons partlcipatxng in the o

"structure of government R 'seemed, at that time, to be workmg really

. qu1te well and to be, at least in the )udgment of some students serving o

- /,
thexr purposes better than another structure in which there had been a
campus-wide election.

~ Ithink this will vary greatly accor dmg to the tides and currents of a

campus at any given time. There is no single way which is hest for

‘democratic representation. The essence, though, ie that there be some

+

1o

7
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repvresentation, that the ideas don‘t het blocked either going into the
decision-making procéss or coming out from it. There should not be a

gerontocracy or a youth dictatorship;

There is a deep philosophical question, which I have never seen really -

satisfactorily resolved, as to the proper'cdnsiituer;;y in a democratic

student organization. My own argument is that student r}eprebentativ’és
are part of an institution. They certainly have some responsibility to

those who are students at this moment, but tﬁey are not fully‘absolved

(or, if they are, the institution is not fully abéolved) of responsibility to
those who used to be students and who are now alumni.and have an invest-

ment and a stake in the institution, both in its continuance and in the

validity of its degrees. Similarly there is the stake of those younger

brothers and sisters who have not yet come, but who have a stake in the

e ~ institution and in its being there for them to come to at a later time. In

the late 60's and v.ea.rlyv 70's when the political existence of some instituti_ons“

was hanging‘i'{ﬁ Ehe balance, as in some piaces now the fiséal ‘exis‘tence is,
it u;as very impbrtant to afgue that the insfitution’s studgnf cénstituéncy,
had to _include former sthdeﬁts and futu‘ré -students\as well as presént
studgnté. —.

This ‘operates for adrﬁinistrative officers and"fo_rj faculty as well, who
have to take some account of the \institut‘ion of7whichv they are an impoftant
part but not the whole institution. I find myself arguing with those who

-

say, ''Sir, the faculty is the institution; a President does not have a faculty,
X N .

- a faculty has a President,' or, '"We are the consumer; we are the students;

o ] . ‘ " . - : b‘,"
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this place is for us; you must do what u ¢ want at this moment, " _T ese
atre legitimate but not all embracing:claims, and it is necessary to think

constantly of the institutional needs, not to the extent that theiindivid 1
person is denied his self-lnterest but neither to the extent that the 1nst1-

’ l

tutional long-range goals and purposes are sacrificed to short-range

passions or to vested concerns of any one of the constituencies,

John J. Theobald: Iwant to get back to something you said in the beginning. It
seems to me that we ought to keep our eyes on the ball, however we
structure it=-—our student government our student role and the rest--the
bell of making sure that the people who select representatives know those

: frorn whorn they are seleoting their representatives. ;l'hisis one of the
thtngs that intriguedA me, too, ahout the busines.s of cludb representation.
At least they knew who they were sending to the Senate, or whatever you
called it, and presumably made a relatively mature iudgment; whereas,
if you open it wide to genéral elections with nominations, you get into ell_ |
sorts of potential political int:igue and pe0p1e“voting for those whom they
do not knowt Undez‘»those ci‘rcumstances they really are not getting re—

presentation at all.

Sol 1. Descartes: Brian (Brian W, Irving), you had raised your hand,

’ Brian W, Irving: Well, this is in regard to an earlier qwest.ion the intra-mural
athietic program The rJason I raise this partlcular questlon is because
I probably have been more involved in it than some of the other vice
presidents, but I'd like-them to cousider it a’so, This is the question, |

For several years, I have had a great many problems with the athletic

program at San Germén.
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Sol L. Descartes: Any particular aspect of that problem?

Brian W, Iryin_g: .Yes, ‘and I hgve begn thinking about this a gfeat deél. The
| Presi;ient began‘thi_s intra-mural proéraﬁ wil.:hin the university sevéral
years ago. Iwa‘s then in tﬁe lmilitzllry programs, and I was involved in it.
I found it to be a very cfxcéllent program. Gradually this program hés
tékiap in all the rcgional colleges, thé San Juan Campus: and San German.
~— , Reéently, because our sister university has’ been having d‘\fficulties in
financial affairs", they have been cutting back on their athle%.ic program for
thé Puerto Rican League.

Furthermore, I've been runninginto a'great many diffijculties in San
Germé&n with athletic scholarsilips‘..\‘. Thley are a (.iisunifying‘;factor because
the coaches and othe;'s fight o'yer.their shére of the pie, at/;d the students '
come to m&peﬂ scholarships as alright and tiot.as a priv/ii/ege.» My feeling
is that it might be wiser for the university to more or {ess--not to get out
as completely as you mentioned;-but to go ﬁwre into/t ese intra_-mgral
prograxﬁ-s, -and get more .participation in a]l of the ;)arts 9f the university,
the regional colleges and so forth, at Jess cost"'z,mﬂd.with more invé_lvemeﬁt
We can, after all, play lt)dsketball‘and such thing?s withoqt too large a cost.

What I am really request{ng, and what [ alr!éa:iy have requested, is
that we/eli.minate athletic scholarships entirely, and put that money back
into equipmgnt,for enlarging the intra-mural program. In addition, of
course, I am also somewhat scared because of womeu's liberation. We

have been giving more money to men athletes than we have to wo men.

Now, in addition to the complication of deciding that basketball will receiv

-

IR
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this amount of‘money and soccer that amount of money, we also have to
sp11t it right down the middle between men and women, This is somethmg

}_.would like to have your reactions to, and the Presxdent's because I have

e,

I/‘ requested his decision on it.

Sol L. Descartes: This university, because of its very nature, ‘has as an imperative
. in the promotion of intra-mural sports.l Ata time of very limited funds,
I established funds to start that program, and, aiihough it has not been
extremely successful, it has moved ahead. It isa great ‘pleasure to say
that one of the thmgs that we d1d in this supplementary budget was to grant
_practically all the money that was requested by a committee appointed by
the President to study t};e entire question of athletics. They recommended
a budget which was almost 100 percent accepted and incorporated into our
supplementary budget. .So,. ‘we have demonstra"t’ed that we believe in this
thing from the point of view of dollars and cents.
Now, it gladdens my heart that in regard to a painful and controversial
issue, I will have the Opportumty to sa.y, "Now Idid not originate this, "
It orxgmated where it should have and Brian: (Brlan W. Irving) will get both
the praise and the blame because I think that, if it were not for the fact that
I have t)een told that it is very bad to-make decisions en the spur of the |
moment, I would tell you right now;, "Your reqﬁest is awlready granted.." I
should not say that in front of all these_expefienced administrators, but I
- can tell you that it has made a lot of headway. I want to see it incorporated

in the things that we are going to decide.

I think this is an excellent blace to tell you, for the first time, that

certain aspccts of our relations with other universities may put us in a

O R ‘ l ~.‘_ !




we do or when we have a vote and when we don't have & votq/ I hope vt

/

. each one of you vice presidents will begin to work with yyur students to

VA :
tell them that for sometire we may have to forgo inter-university compe-

7/
/

" titions in favor of strengthening our intra-murals and our position. So we
A : /o :
may have a little quarrel on our hands, and I hop/e’ that I may have the
. 1 - ‘

backing of all of you. I know that when it is e:gﬁlained, it will have
: o A o
‘considerable understanding on the part of the'stude_nis‘;///

Luis E. Gonzdlez Vales: I think the point is very aprrT)Eriate, aﬁ& I thinkthat-one

ma:jor. thing' that has happened in the whoie inter-gniw)ersity a‘thletic progr:;.ms
is that it has lost its focué‘ mte;'ms :of the primary objective--it has become
.not,participation per se, bdt winning. This, therefore, really puts it out

of focus and proportion as far the main gqals of a physical education
program are concérned. I thmk that if you widen the base, and you open

it ;:up for participation by the vast r;mjority of t}le' stud_enl% ;body, it would be
much more educational and.woﬁld be much more prqducti\ve for the insti- |
tution than trying.to go for a: cup -or first piace in the inter-university
coméetition‘s.' Certainly, I agree .whol;eileartédly witl: your point of view,
a;nd I think that if the students are made aware of this fact, -and they are
given the qpportunity to participate more fully in the intramui;al programs

within the institution, in the long run, it will not become such a crucial

issue as it may seem at the present time.
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Fernahdo L, F errer: %at has happened in Puerfo Rico in althletic competitions
between uﬁiveréitieé is that t1|1e backbone of the .competition has been in |
track and field, iike football in the U.S. Al the universities spend a lot

of eﬁor§ during the whole year; the most dble students train fcr a whole

year for a one-day visit of the circus. One Saturday, all the students go

t_é a track and field megt. . Thefe's a big competition and a big show. Now,
tﬁe decision has to be made as to whether or not we are going to keep on
participating in these meets-;a lot of effort for a one-day competition--or |
‘widen the base of intra-murél speris and give to the majority of the students,
even if they don't have the same athletic capacity, the opportunity to'compete.

To have more students actively participating -and a lot fewer looking on

from the granastands: that is a decision t,he'university has to make. -

John J. Theobald: Ican't help but talk just a minute about this.. I am delighted
that the field they picked was track and field because it is a_field I do know
something about. I have been on championship teams where there were no

ot

scholarshii)é’among any of us, where none of ué amounted to a hill of beans

in track in high school. In geseral, except for the sprintefé{,rnmnars don't |
rezilly developb until they are along about 18 or:’.).}! a.nd they may carry on,
if they really keep with it, until 25 or 26--long after they are out of college.

I don't think yoﬁ havg tc; assume that your top performance will be

I .

inferior because your concentra/tion is on intra-murals. I really believe a
good intra-mural program can produce more, not fewer, charapions and can
do it withoqt scholarsh.ips. I have a lot of respect for giving an opportunity
to the kid who really is a champion to go up agaihstothéf champions. But

you don't have to proselyt= the whole darned thing to the god of sports.

Q ) ' 1oy
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You can do it on an educational basis and you can give many the chances
to succeed in various deg'rees according to their abilities. Believe me,
you will not end up without some people who are really on the top of the
pile, despite the fact that you have not gone the routi'ne'way.
Sol L, ﬁescanes: This is in track and fieid. Thisunii'rersity has been more
intellectually bent, because we have been last or next to last in practically

every event that we have participated in, in spite of the scholarships.

John J. Theobald: The first man to break the four minute mile was a medical
student who was ‘not on any kind of athletic scholarship.

Sol L. Descartes: This is a fascinating subject. I heard the UPR's President

talk to our A'ss'ociation of "lgresidents here. He said that he had attended
the meeting of the State Universities Association in Houston and that the
Councii of Pre‘.sidents had devoted a considerablc part of their time to the
vdlSCllSSlOD of the matter -of commercialtzation of ath]etics in the state
umversities ~ You know they are quite pro&n'iinent
G. Bruce Dearing: I'd like to echo what John (John J. Theobald) has said with a

different valence. My heart ig with the idea of de-emphasizing anything ‘
that looks‘like a gladiatorial combatti'ntended to entertain the public rac:wr

 than benefit the gladiators and the institution that produces tkem. Ithin%
that many of our state universi’t'ies: are in dreadful difficulty/now because
they are experiencing henvy competition from‘ professional ootunll, and
they've got to become more cr less professional. They have it tied up with
alumni associscions, ard there are some peoplé who once were studerits |

-whose only continuing interest is in the fortun=s of the football team, or

the soccer team or whatever it my be,

Q o B o 179
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Sol L,

Fortuuately, you are not that deeply into competitive athletlcs

Accordlngly, there is no questlon but that every encouragement should be

‘ glven to the idea of makmg athletics educational, of getting as many

students involved as possible and staying away from a preoccupation with
professienalizing or winning.

At the same time, I think there is another anaiogy that needs to be

_ brc_night to the fore. As John Theobald said, "Those who are really exp: tis

should be given the oppertunity to test themselves against other experts "
whether they are violinists or sopranos, or runners. There was a time

when we said, "You really ought to give scholarships for students wko pluy

Lo ~
DI

tlie cboe as well for those.who are good linebackers.'" Maybe we neeii to
provide some of the same support, some -of the same attention and ccrceri

——faéi.litation«-for those who happen to be very good javelin throwers or

e

_shot-pu‘lers as well for those who are very good.chemists or musicians.

If we get back iuio the coniext < whar a university is supposed {0 he ;-
it includes the idea of generating excellence and of testing exciwin:e in
varioug ways, including a éreat yariety of skills, none of which are wholly.
.int'ellectual and none of which are wholly non ~intellectual if they have any

business in the university..

Descartes: Ithink that a fine balanced statement. k may ali reaily go back
to how to grant these scholarship:. We called them~--I think thai the word

is really not well used--they are called, in this univerz:ily, 'talent' scholar-

e g

s.hips. To transiate that into the Spants'rr‘lan‘guage makes 4 mess of the

language. They are -eally aptitude scholarships. The idea was to bring

Ve

Tas /
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in people, as is done in the arts, in plastic.arts,. in music. The athlegic
scholérships are well buried in this groul)...' It ﬁas a'very fine appearance,

“ ~ - It may be that the‘scholax:'s shc;uld Be s-electéd"on the other, more general-

~

' grounds--not just for aptitude but aptitude combined with the average:

A

capacities, at least, for the other things.

John J. Theobald: I-would nbt for onec moment want tc riake i more difficult or
‘impossible for an athle!:ta-'to. get a scholarship, but I would_hopebthat, in
making thossa judgments, w_é would make our_decisions on the scholarships
on a. unifsrm basis that did not give the athlel;e a preferenée. I think our
eye oﬁght i:o be on the ba}l of providi.ng an education for peé)ple who are well
worth educating aﬁd _égn't quite afford it al;m_e. | .

| 'We_have run the gamut in this country. We have run it from th;;)_o_int;

where because you were at:1 athlete you cou.lfi not have a scholarship--

colleges were afraid tﬁ_at ’by giviﬁg it to you, if you wére successful, you

'm'ight sully the name ouf the college--to the point where we quite frankly go

out and buy football players. Let us make no mistakes about it. .BQ!:h of these
"are wrong, you hévc .got to keep your eye on the purpose of the institutibn,

on ﬁs:‘:& you are trying to do.. Ithink that means a uniform pattern of

treatment, not special attention to one skill or another.

Albin O, \K_uhn: I believe that last statement saved me from officially reporting

that”I‘happen to be a rebel on this team. I don't égree with fact that you
ought to eliminate _competitioﬁs, or that you ought to be upset about the

fact thag peo;ﬁle_z/ }ike to 'w'atchA competitions. Ido believe that your state~
ment is a very balanced o.ne and that the institution is moving in good shape.
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I might rccord that I come from an iristitution with a lot of emphasis on .
athletics and, also, that I have had the opportuniiy to found 2 new campus

where there are no athletic scholarships.

John J. Theobald: Well I don't have any reservations; I got at least as much out
. N\
of rﬁy athletic competitions as I got out of the classrooms. For a fellow
“who has been in the classroom all of his life now, that's quite statement

to make, so I'm not pooh-poohing it.

Albin O. Kuhn: No. I thought your statement very balanced. Bruce (G. Bruce

L Dearing), over here, who was talking about the fact that we should not have

spectators. ..well, mayke we ought to kick him out: - -

C;. Bruce Déé;ing: I believe that a spectator has a role, -but that the spectatoré .
should not dete.rmit.le .the nature of the edu"cationa‘.il'institution.. The spectator
. is peripheral if he is from off campus; he maybe-integral if he is a student.
| In some places with winning® teamé, .you.really can't fully refute the football

™~ coach's argument, '.'You: cut me out, you cut your budget.' I have served

[P ORp— .

in a university center which did not have a football team, z;hd where there

‘was constant pressure to get a football team no matter what, because the

.

town's people-wanted to watch foétball, and they felt deprived. They
apparéntly.did not like Baéketball a's mﬁch. We had.'chalmpionship soccer
teams and lacross;a teams but éhq local citizens were not really interested - -
in those éports; football was What they qraved. That kindbof pressure

should be resisted.

Albin O, Kuhn:. One thing about scholarships. there is a group of alumm wiio do

like athletics, and I think, if ydu tie the price tag of supnorting the

. /I | QU
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, scholar_ships to the people who want to really _push/them, you can get a

good balance there. You're in good shape if its nc;t out of the till of the
institution, but comes from those who really want t\:‘o be:spectators.
Sol L. Descartes: We have talked very little during this pfréséntation of the alumni.

Our-alumni are very good‘in évery sense because !::Ihey do not get aroused
t;>o muéh by athletics. They are more ihtellecthgiized. But} .intellectl;'ally,
- definitely finaticially, they have not participated ;s much as théy shduldr
We don't have the problem of alumﬁi pushing us in Z;;ly pafticuiar direction.
.If we have-some time, I would Like very much to see if we can talk a iittle
bi}: abo’ut alumni, which IAdo'n‘t fhin]; wé have coVered to anry large extent.
Arc there .questiops from the participants? ‘In a_few minutes we. will givé
- . the opportunity 1o the observers to \‘vrite questi'ohs'. ﬁnd. sehg them to me.
Let us talk a lij:tle bit about thg alumni. | \
I may pref"aceﬁ the discussiori by éaying that one of the probiems of this
university is that ii: wsed to be a_'single unit with a follqwing and with loyalty.
IAU used to be a residence college where a relatively small number 1.;;/ed .'
ar. intensive life together under very strict guidance. This makes for
bonsidérable development of the c’ollegé FSpirit.

Then the university went beyond the boundaries of the San Germdn

Campus and began to serve gfoy;ips of people, a considerable number of

whom engaged in what could be termed continuing education, and the univer-
sity gave attention to groups of students arising from lower socio~-economic
groups. These things were done while the university was very poor w'th

rarely enough ﬁ'mds,..even', to deal with the essentials of a university.
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These were the years when the university might have floundered if it had

" not been for the understanding of the Middle State's team that visited it and

_ ' ! .
found the university in an almost chaotic situation of transition from a

rather well deueloped unit, the first accredited in the Island, to a univer- .
sity going either into a period of disintegration or into a peridd of service
under some kind.of central direction.

The President who served this institution during that transitional

period saved the institution, in one sense, but the same time almost ruined

‘it in another sense, But it was retrieved Then into my hands fell the _]Ob

of continuing the restructuring of the univers 1ty‘ under these new conditions.
This is where you find us, still in the,process of development, still in a
process of perfecting the organization and the university acadeniically.

But in this process of transition the interest of the alumn{ has sort of -

lagged. Now we have to revise the whole field of alumni relations because

~

™~

. we are not anymore, nor is our alumni anymore related to a residential

college. Even at San Germ4n the residential'.aspect has been reduced
considerably. Now we have'to develop, to elicit, te create enthusiasm in
the students during their attendance at the various units and keep that
interest so that they are active as aluimni of 17 different locational units
with 5 different administrative teaching units. 'i‘hat is' the problem, and

-

I hope I might get some ideas.

John J. Theobald Mr. President I think, to begin vnth the remark that Al

(Albin Kuhn) made earlier, just aft-r I had finished my presentat on, is

<Io

very much they key. to this. That s th:e whole business of hav1ng students



-understand that you care. This, in part, is what student life and student
éc;:ivities and the rest is about. Until you build this, you are not going to -
have the same kind of loyal aiumni body tﬁat instittlltions havle that have been
working af it for a iong time. You may have very rhuch mqi'e troubie re-
aétivating the interest of your alumni of the recént past, because yqu—"did
not have programs of this.sort,“ than you will have tomorrow.

I think, also, that you have to recognize that the imﬁortatﬂ: thing about
alumni is not the dollars they give. Ithinl?it would be very ill-advised to
,gb out after heavy alurx1ini_ contributidns in 1-:he'early stages. Most of our
_al’umni whé are interested now will oe your relatively recent on;'-:s , and most
of them, if‘they give you $5.00, will be diggihg until it hurts. You have to
remember l'_:hat. : If you dd go after any contributions, make it a lot of people
with a little. - ~ - |

I think your time for real contributions is coming. You now have a Law
School. Brother, Iwould sure m';clke it so that my lawyers- Ahilrd me in rhitid".
when,‘ as, and if they were writing wills for people wifn wealth. This is
where the big money comes from. You don't get a lot of‘ money .out of the
$10 and $20 contributions. At Colurr-lbia two years ago I sat on the team

that raised their money. We raised a few hundred thousand dollars in small

contributions, but we got millidns apiece from two or three people. Mostly

———

\ - -
these were not even €olumbia alumni. Their lawyers were Columbia
alumni--a very interestins phenomena.

.You have got to think in terms of building alumni interest, and then

you start thinking in terms of how you will get money out of them.

\‘1" . : 17’3
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Jghn L. Swink: I comé from an 'institutio.n that has 18 unifs which is quite similar "
to yours, . We had that problem, ;ind I don't say that we have solved it |
completely, but it seems that the sélution that came out of our.deliberétions

~

has some hope of solving it. That is, to have an alumni federation and .= N ,

. concentrate the development of your alumni group on a campus by campus
basis, or a’ college by college basis. Then have thewrépresentatives from
those particular units ‘co}'ne into the federation,

If your experience is the same as ours', you will fing fh:n the stronge
alumni association .is going to'come out of your San Germ:.‘in Cinipus beceause

of its residential pattern. Probably your next 7ongest, or mayhe vour

 strongest, will be your Law School. You will/ 1so have varying interest

- ~.7.

over the fyeéfs. | : /

As John Thecbald said, qon't expect té‘get an awful lot of money out of
theni; at least initially, particularly when the part-time émdent is pre-
dominant. The most important thing, I would think, for Inter American,
at this sfage of the 'ga;ne, is s‘u'pporrtﬁ, I mean moral support. I think fhat
this has at.least the possibility of working. R seems to be working at

J Rutgers reasonably well at the present time.

Sol L. Descartes: Without knowing of that experience, we, independently, came

to the conclusion that we ﬁave to do that. Icall it thg decentralization of
the alumni function and pas.siug the responsibility for the organization of
alumni groups to the vice presidents of the various units rathe.r than being
centralized. The centralization is only a supbort type of activity for the

activities of the vice presidents of the various units.

1 ¢ —
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Ilza’d\pgj: seen this for a number of yearé, but I suddenly became
aware--it shocked me--that we were not'gett'ing:énywhere. I began to think -

about it, and we finél_rj said, "'It._'s got to be regionalized. It can't be a
single unit that you try to put everyone in together because student-alumnus -

loyalty is developed for the unit that he attended." In the past that loyalty

was to the old Polytecnic In'stitﬁte.

- " We have a habit in this univeréity of choosing names that lfxave
absolutely nothing to do with the m'iséion of tl;e university. It was_called
the Polyteénic Institute, and it has never been that. Now it is Inter Americ_an/

University and the only way I.can justify that name is by saying Iyt/i might

be an aspiration, because.we are not anicter american university at all.

[ 4 P

John L. Swink: One thing that you want to be care% of-ds you develop your alumni

L

association is not to let them draw thefi;/examples from the States--I think

Maryland is a good example--because then the fate of your athletic‘{teams .

determines the amount of money the alumni gives.

. - !
Albin C. Kuhn: I would like to comment on the alumni area, and I do appreciate

R .

the plug. In thc alum ni areca, Rutgers dces have quite: different units pulled
together. We, fortunately, have had a si.milar equrieﬁcé in what we call | <
ar. alumni council ;vith one or two rei)resentatives from each of about 18
different areas. fAU needs, in the long—l:tin, somefhing that ties toge;thg_ar N
the whole univcrsii:y. It does not need to be a poweliful group nd does not
need to meet more than quarterly or maybe three tiri;es a year, but, as

time nasses, alumni begin to have a considerable attachment to the insti-

tution as a iy-hole. I'think you need the two sides of this. The interesting
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dilemma over the years in developing a stronger alwinn; ausociation, is

that it is very imyportant as psychological suppcri: tor the {nstitution, and,

-

for public institutions, in certain other ways. "

Bqt at the same time, you never build a strong organization that doe;
not als.o,ywant to affect.the institution directly. fthink I'll go back to what
Bruce (G Bruce Dearing) so ably said ea.rlie.r, "The important thiné is to
recogniie that alumni, students, faculty and adminisl;ration all have‘a;l

1

interest.in what it is we have as a university." It is important to recognize
| .

that gove_rn.ance.of the university is really the Board--the Board of I\regents,
cr the Boaf.d of Trustees, by whatever name--and it is imporfant to keep
that'oi)en. door where good ideas cominé from any of these groups can be
aired,' :;.re hot“shut—off all gfa sudden. " If you can keep thatk:l‘dnd of climate
then, in fact, I thmk alumn_i can have a verjr iinportant place along with

, 4 .
faculty, students atixd administration. The crazy thing is that most people

think the President Lgoverns an in'stitution. He really does not.

Sol L. Descartes: Iknow that, unfOrtunately. None of my pet ideas have yet

made much progress.

G.. Bruce Dearing; Speaking with experiences in another system, I'd like to
confirm what John‘Theoballd said. We have now 64 units in our system,
; and an abortive effort was made to try to get people to think of themselves

as alumni of that system. -That abstraction is too big; it won't work. But -
. |
. | . . .
there does .seem to be a niw.iddle ground where one recognizes an emotional
: i ’ b . .
t}t{\to the local campus, the place where one got one's degree, and an

»

| intellectual commitment to theabstraction of a multi-campus institution.
i

i

Y

o oo Ly
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It is possible—theti to take pride in the comprehens iveness, in the mission
and in the accomplishments of a total system, but still to be emotional-ly
attached to a unit .of it. & m\avy be possible to work in a regional patterii,
~particularly as more atid more of your graduates of regional colleges go
to one of the upper division programs, so they have an emotional attach -
rTent to two units within the system.
' k is not inappropriate to extend the idea of the moral support and the ‘
' social and political support to include'people'who are not graduates but wiio
have by conti'guity, or some other kind of iriterest; an invea(tment in the 7
institutioti. One thing which we have found successful is to have a foundatioii,
cir a booster's club, 'or a variety of other .organizations arou_nd._a particular
- ¢ampus so the people become, in effect, honorary alumni, or may become
/

invested in the life of the institution. They make up the audiences whether

. . they are watching athletic'events or:'-.piano recitals. But they do get involved.

NP
\

L I{ think that some of these non-alumni of Columbia are f’_iuot'_or_ily‘those whose
i . ' -
lawyersg are Columbia graduates, but are people who have lived in New York

k - ’ and have participated in and been beneficiaries of the greater academic
|

Tl q:ommumty. They sometimes a\re more Joyal antl more deeply mvolved

émomonally, than those who actual.y attended. That is a dimension of th\*\

T
community of the 1_1_mvers1ty, it includes not only-teachers, scholars,

‘\‘\ b
- \7'“\\ studeiits, administrators and the governing board, but also those who are
\\\\ ) )
t:u\a ghbors partacipants admirers observers, and sometimes even,
R temporary antag})msts.
-
RN -
T~
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- Albin O, Kuhn: Bruce (G. Bruce Dearing), let me ask just a quick question. You

4

are 64 institutions? That's not really an inStitution. That's a conglomerate,
and in a conglomerate there is no way to build a central tie--I did not want

it to get confused. Ithink where it comes out of one institution and it
belcomes multi-campus, there is still iniportance ina central ti_e. ‘I don't

think it would ever be possible in a SUNY system.

G.. Bruce Dearing: Much can be done through the alumni federation. Ithink there

. 18 never going to be a way in which a graduate from the State University
\

Coilege at Fredonia says, "I got my Aegree from SUNY, " anymore than
anybody is going to confuse a graduate of Berkeley w\itli a graduate from
"\ _ UCLA. We see this identification also in academe where people are unlikely

. to say, "I am a teacher at San Germ4n," rather, one might say; "Iam an
. - .. x\ :
-
\
!

anthropologist who tock my degree at'Chicago."

. Dorothy G. Petersen: I have a very practical question to ask;\’and call on our

financ1al man here;, tying in with our discussion of the budget yesterday.
What percentage of university funds, John( John L. Swmk), would go to

support an alumm assomation" It has been my experience that mstntutmps

v R ) Y

D

with very strong alumni assomations have large staffs with a constant flow -

[

of publications and contact with alumni. All of this, of course, costs money.

Are those alumni staffs self-supporting, or does a good proportion of the

university budget go into this"

John L. Swink: Well\tt\aries from place to place depending on how strong

an alumni ar3ociation you have, and how active the alumni are in giving. -
At Rutgers ' costs us maype three hundred thousand dollars, *and we get

from. that somewhere in the vicinity of six or seven hundred thousand .
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Dorothy G. Petersen: k& costs $300,000 to support the alumni staff and get the

——aaa

contributions ?

John L. Swink: Idon't think there is that kind i:of.a one to one relationship in the
expenditures because Qhat you do get is a lot of other intangibles that are

c\bming out of the alumni. So yoix can not really éouﬁt them. Pr£;!ceton

has quite an extensive budge_t, but they c‘hurn up several millions of bdoll.ars-

every year, and their alumni contribution is réally the thing that balances

. their budget every year.

Gl;anh J. Christensen: .Ydu.raised a point there that I think we need to note--thé
s\ingle' campus university has an easier time with its alumni,{ﬁ,an the multi-
campus system. In most single campus colleges and universities that I
knuw, the cost of operating the alumni assocmtwn is a fraction of the
contributions of the alumni, so-that there is always enopgh gain. But this

/
I

is much more difficult to maintain in a multi-campus JAnstitution.

John J. Theobald: Yes, and yet at Columbia, wﬁich is one')\f the very successful
. . !
fund raiséré, they are stili orgaunized on an ind;ivid"tlxal sclfool'bésis. There
‘is the School of Engineéring, the ool of La-, tﬁe Medical Schools and
the colleges so on down the line. They do have a c..ent_ral structure, such
- as I spoke about, 'éo thét you have, rather consistently, a consciousnes; of
a total umvermty before you. But you get the enthusiasm on the part of

-

your alumni in dssociation with their pa.ticular school.

Sol L. Descartes:/_¢We have some figures here. This is an ekcellenl_: pniblication

just put’out by the Association of American Collegeé. . i is called The

Presideﬁt':é\ Role in Development. Understanding by 'development’, really,
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N 'fund-raising'. Idon't iike t_hé w'ox:ﬂd:._"development' appiied to this, but
_that is the way they do it. We have, for exampie, tﬁc total volume of the
gift income rahge and the r.nedian expendjtures, and they are very interrsting
fig'u\res. In all cases they are only a fractioﬁ. For example, the first

group--institutions receiving from a million to three million——spend about

o

$300,000.
\\ | This roughly is what this university was spending on the so called

\

7'development function' in 1968-69, when I came here, and we were not

getting more, actually, than $200,000. Are these ﬁgurés wii * he ball-.

parl, Ricardo (Ricardo Ramfrez Acosta)? .

~

- Ricardo Ramfrez Acosta: I think it was more than that.

/ : ‘
Sol L, Descantes: In gifts? K was about a hundred percent? Anyway, I c_u:r.s‘:ki,v

reduced_ that expendn:ure. It was. what_Lcaued_dlasqusurgpry last ev. *r.‘ng.

—_—

We cut it down to from $250, 000 to $90, 000, and we never have been able to

get much more than $225,000, which is now down to a very meager amcunt

of _$_25!00>_0. Whatever has_to be_done._in the way. ofA zoending thamoney must

be related to the capacity to receive‘.money. The 'expcrime,nt-of my pre-
. ! .

decessor with this development, thei~was-afailure, if not a iiasco.
. ’ - '\.
Albin O, Kuhiif One of the problems, I think, is i, place a true value on the gifts

‘that cA+ie to the institution, because it" iv £v very diffiult to'get undesignatad
funds. Often, in getting funds, you take on something that you _mu:t do With '
them that can di‘vert,‘ sometimes, the main thrust of.th‘c i.nstitution'. So i.ts
tough to evaluate, sometimes, the real value of the gif.tsa. ﬂiﬁs can be very

. costly. . . -

RRIC. - o o 184
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Luis E,

Desc;lftes: They may ruin vs, i r'n.ay b'é"gémpletely wrong for_‘u"‘gpiversity
to acéept a gift. Oh, \\;e had an offer of a hoat--a sub@aringchaser, or
sbmething like that~-that was goiné to be converted into in oceanographic
la‘borafory , and we were going to gét' the...

. Conzilez Vales: You were going to g;at the experience of that ?

. Sol L.

John J .

Descartes: We didn't have the money. So I quickly turned it down because

§

we were going to have to spend more than it was.worth. So we don't l:ave

an oceanographic laboratory.

Theobald: On the other side of the ledger, there is a university déwn in-

\

Fiori.da, it shall remain nameless, that takes any boat that you will gi\ve it

Soi 1., .

-and has a staff set up purely and simply for-the purpose of selling thoSe\

boats. It does- very well at it.

Descaries: Our gift was tied up with an 6cean0graphic laboratory. Si:nce

‘we are a little bit more free with our time this morning, we will now adjourn

Sol L,

znd have coffee. We will have a little bit longer recess, and when we -ome

t

back, I hopé that the observers will have the questions that they want to
ask the group.

(Coffee Break)

-~

Descartes: Iknow that there are a lot of other things that our consultants
and our Vice Presidents and I could go on discussing, but I think that it
would be a mistake, having here a very fine representation of students of

this university, not to give them an opportunity-to express themselves with

respect to this sub:iect, which has bee'n, really, the student constitpency;

/

. of this multi_-c;'mjpusi university. So, I will gladly entertain requests to

1.3
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comment, or questions that you want to address to the consultants or to

©

us. Who would like to start? Ms. Vicente? It is a pleasure because of

this being women's yeir. Be sure to get ncar to one of the microphones. -

4

. ! N A . .

Marfa Viceste (Student frém Guayama): I would like to say that most of our
problems, reaily, ave due to lack of communication and, also, of guidance.
I would iike to ma.ke the followmg rscommendations if 1 may. First, that

the Board of Student Councils shoxild have more meetmgs not only with the

Presxdent hut with each of our vxce pres:dents and also with the Vice
Prcsidgnt for Student Affairs, the- Deans of Student Affairs, and also with our
directors. These meetings should be frequent in order to gather our
Luggestwms and complaints but specially to improve the relations between
students und administrators.. Also, 1would like to suggest that we should
have ‘aeetings with onr Senators in order to channel our proble_ms and
suggestions. N
Secondly, we should have something like¢ a workshop of one or two
- - weeks after elections in order .to instrnct .the members of the new student
Councils about tneir responsibilities and duties. I think that the problem ..
“of recreational, social and cultural actilw_/it‘y is important also, be'cnuse of
faculty .planning and,‘ especially, a lack of budg_et ailbcations.‘
| In Dr. 'Dearing.'s speech he-stressed the importance of physica)
education not only as education per se but as an iniportant part in young
people s life and their capacity to enjoy life. I don't speak of thc Ic’lgue, '
< N
which was mentioned before, because it is more sophisticated, but of thc

playing, interaction of students in sports- for mutual relk’a}gntion or as a

o - - I <13 TP \\'\_




: pass-tlme. Ithmk that this department is extremely undc.,r-support *d
I think that these are our weakest pomts which really need relnforcement

in our programs.

Sol L Descartes- Thank you very much;- Would_anyone like to make any o) mment

w1th respect to the statement _ /,..-—/’./'w

~Jorge F. Freyre: Yes. I w%dhke‘féi'éﬂc’;mmeat on the quesiicn of the rieetings,

because m‘_aybé‘the situation is not completely uniform in all the.instructiona}

Luts On the San Juan Campus, the council .ofl the students, which is an
advisory council, meets evcry Frli'day for two or three hoars with the Dean
of Student Affairs. It also has regular meetings with the Vice President
One -of the members of this advi or, counf‘ll is the student representatwe

to the Senate, so the students have the opportumty tc ..

Sol L. Descartes: The student se’nators have power equal to any senator, with

both voice and vote.

Jorge F. Freyre: So, he is one of the members of the Council and all student .

- representat. 'es in the C_ohncil and all other students have the opportunity

to charmel théir inquiries, or their problems, or any matter thn! is

1mportant to them through this senator. Ithought this needed clariiication.

Sol L. Descartes If there is no other comment, we would ‘like to hear from

another student who would like to ask questi_ons or comment.

Radl Acevedo Castafieda (Student from San Juan): The ohly. commet I
have is about the counseling at the San Juan Campus. It.is very poor. We
should get better counselcrs for the new students. Those students don't

really know what is going on. You éan;__as'k them and they say, "Well, I

don't know. "
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Raymond L. Strong: Do you mean academic counselors or general psychological
counselors? : @

Rafil Acevedo Castafieda; General.

John J, Theobald: I suspect he mezne what we call freshman orientation.

_Jorge F. Freyre: No, I think that it is true. I would not use the words 'so poor',

however. The question is that we have five counselors to attend the fresh-
men. There'are about 800 freshmen and the counselors also have to take _
care of 'the whole student population. That is about 5, 700. Ithmk they meet '
regularly with the freshmen. They also not only prOVide professmnal
counselmg but also academic counseling. As a matter of fact, they are in * -
charge of preparing the programs of the freshmen students. Probably part-
time students and evening students get poorer service than other students,

"'but cer:ainly this is an area that needs 1mproven\ent

I think the main area for improvement 1s to establish a better rela.tion-

ghip .» sween the faculty an.i the professional colunselors. Dr. Crescioni
started a program last year of trying to relate ‘more ciosely the professional .
counselors with the faculty to detect problems a.t the siart and that is an

' 1mportant pomt I think there -1s room for improvement; but it is not |

'so poor, !

. . Darothy G, Petersen: Ijust wanted to follow up with a question going.back to
' Dr. Theobald's suggestion earlier of peer counseling. Would sZident

counselors or peer counselors help to solve thi_s problem, do you think ?

~ Jorge F. Freyre: Well, as one of my comments on Dr. Theobald's remarks, I

was going to say that this is an idea that merits a lot of consideration /

ERIC .0 e e




because this could be a way to Asolve the problem. We have had very good
success in the peer tutoring i)xjogram at the San Juan Campus. As a matter
of fa,ct we put a lot of pressure on the Vice President for Financia) Affairs,
to ‘get a substantial amount of money for *his tutoring program becausé it
has been very well accepted, and it has had very good results, Very good
outco_mes. " I think that the idea of peer qoutiseling is also something that

we should study.

- Joﬁn J. Theobald: Iwés going to sa& very much the same thing, Mr, President.
A good many institutions have had a lot of success in having the student‘s
handle the whole question of fx:es}ime.n—-reéeptio? and orientation. This
does not do av(m}r with th.:e fact tpat you need your guidance counselors or

that 'you need your faculty ‘working with them on academic gu'idénce, but-

~ the freshman coming in has problems on a lot of levels below that, that the

<

old-timer knows full well e;nd cén help him with every bit as much, maybe
even better than facuity ox{trained guidance peoble. _ This is quite a 4
cqstomary thing. Fr'equeﬁtly, & full day befofe school opens, there is a

re:ception, and the girls sororities v.ill serve tea and coffee and cc;okies, :

and old-timers will take new _s.tu‘deﬁts aro&.nd and so forth. And they carry

fhat right fhx."oug"h the freshmen year in ; good.man}; places; It is worth

| looking at. ’ ' : | i‘ . | | .
Albin O, Ku:hn: Ttis a bettér way to step-up counseling th:;.n to put ﬁﬁlét‘ime people

on_.it. I is not inferior; it is better, if properly done.

G}enn J.--Christensen:. On peer counseling, we have had good experience with this

at Northampton'Community College. We have two levels of peér couaseling.




One is the formal which continues through the whole academic year, and

these students are, as was :hentwned this mornmg, trained to do the job;
hut at the beginning of edch semester and the summer sess'1o 21 when nfu'
students are coming in, a group of experienced students plus leaders':-
stutlents who lead, not necessarily officers-;uvho volunteer for it, wear
big badges that read, "Ask me." Any freshman who has a'questi'on can

stop any of these students, ask his question, and, usually, get an answer. -

or be referred to the plage. where he can get an ahs_wer. It works-beauti-

———

flllly. . ) - .v <»\\-“ S -. ‘

Sol L. Descartes: I would like to hear from the other lady students. Would you
like to participate ? ‘, e | R

John L. Swink: One question that raises its ugly head in my mind, about th1s

) counseliag subJect, is the fact that you can lead the horse to the trough but
.you can not make him drmk Iam wondering if the deﬁclency is, maybe
that the students don't seek it out or is the deﬁclency that the people who
are there are not gwmg the counselmg. If the students don't come to get
the counselmg, you can have the best counselmg staff in the world, and it
‘ won't do much good. |
Ny .

/_éol L, Descartes: Probably both.

-

7 - 1 _ » :
/ Berta F,- Puerta (Student from San <uan): (Ms. Puerta spoke in Spanish an@ her

, rémarks were translated into English by President Descartes, as

follows. )
Sol L. Descartes: May I stop you there, so I can remember your points. Iam

not one of those professional translators who can remember every word.
S . ' ' /

3 o

/
1
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Ms. Puerta is bringing out the point, making it clearer‘, of wh~’"might
have.been meant by support. It was not so. much tﬁe contént c;f the -
information gi_ven, but _whether the infox;mation given really was re'éponsive

to the questions of the students.

e
—

She has pointed out an error in counseling, yyhicj}; I know exists, but
should not. She was interested in majoring in Spanish and tai{ing a minor
in English," Thé so-calleci counselor told her it cm;ld not be donef-—that if
she took the major in Spanish', she had to take a l'niﬁor in Education. Now,
if that is _so., itisa Qery poor type of counseling. I don't think that it .is.

supported by the university policy. Even now, however, I sometimes

discover things about this univérsity of which I don't know anything--like

somebody giving that type of ad sice. I know that a lot of other pdor advice -

'

has been given in the name of the university, but tiat is awiul,

, John J. Theobald: It shows the ﬂeed for a team of teachers and professional .

~

counselors.

" Sol L. Descartes: Please continue, Ms. Puerta,

Berty ¥, Puerta: Idon't really have anything more to add. My point was to

clarify the fact that the problem is responsiveness. (Translated by editor.)

sol L. Descartes: .Dr. Freyre would like to ask you a question so that he can

) irhmediately correct the situation, -

i .

{

Jorge F, Freﬂj { We can chop off a head or two, In the chestion of counseling
at the San Juan Campus, there may he some confusion, because we have ¢
- the professional counselors that mainly are cdncérped with freshmen

students, and recently we have also appointed full-time academic *?.dvisors.

P ' T N

./
/
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These positions were created because we found that the academic advise-

ment, especially in the rbutine operations, was not properly don. by the -_.

facult'y. Of course, we have four academic advisors to take care of more
than 4,000 students and, fortunately, Zapéta (Rafael Zapata) has given me

another position,  We are striviug foi; at least seven academic advisors.
o \\
I would like to ask the student if that advice was given by a p;jofessional
. '\ ) .
counselor or an academic advisor? |

\
A - :
\

Jorge F. Freyre: So it was an academic advi'so\j. As Dr. Theobald said, this is

Berta ¥. Puerta: An academic advisor.

evidence of the close relationship that must be established between.the"

3
'

faculty and academic advisdrs.

o Sol L. _Descartes: You are now a senior? You ai"e going't‘éjgraduate this year?
That mea-t‘ls that she was giventhat type of\\adVice_bgfore not c;nly Frqyre's' .
(Jorge F. Freyre) improvements but also Ar. Qres:ci'oni'S (’I.‘.avinia:igl.
Crescjoni's) improveme nfs. Under the present management or even the
previous manage?,h_ent it would hz;ve never happened. There were growing
. - pains. o / _
/ : . -

~ (At this point, some reinarks were _d}awngd out by the general laughter. )

Sol L. Descartes: We have the pleasure now of hearing the representative from

- the San Germéin Campus. -

.\‘

—

Annie Salvs (Student from San Germén): I have three points. I want to

talk about the guidance and counseling program at San Germé4n. Before
.. T H |
the task force committee on'coun'seling and g;uidlnce, we had a very'poor

. | .
' |
counseling program at San Germén. After that, I think that our program

| o

.~
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has grown very rapidly and right now is very good. Our|academic advise- :

ment, Ithink, is in the hands of our erartment Chairmen, and that is

good because our chairmen kuow if we really need to s‘tudlv some program
and that is. OK, ‘ | : | : ) ' ! .

, : What I have a question about is the talk about student ;Jarticipation. In

| - | this book it says that we have a good relation here :mong students adminis-

trators and teachers., That is OK. But what happens when% make the
decisions, and then you tell us students. Why, if you have a good relatlon
with us, don't you first ask us, '""What about this ?" Don't make the decisions

first, don’t tell us what you are going to d/ Ask us: before hand and then

/

we will have good relatlons among us. " Do you understand me ?

/

7 -

- Sol L Descartes: It has been very well/put

L Ann1e Salva: Tdon't want to recexve ,informatlon I want to partlclpate.
g . 7o

pad

- Sol L. Descartes: Any other pomt you want to . make. No" Thank you very much,

You want to say someth;hg" We will call that the 'witness chair’.

i L] -—

. José Acab4 (Student from San German): Iam a senior at San Germ4n in the Music

| ‘ Department.' h I amra little old to:be a full-time student.\ However, Ynotice,
I see and hear maay things you can': us faculty and adrninist-rators. My~ g
O _- preocc:upation is that.'most students fseelthe university as a very profitable.‘
business. They don't know a lot aboutllt but it is 'our' un1ver51ty. I |
. understand there is a lack of mformatmn a real need for better relatlons
_ ; among the students and adrnlnlstrators.,-'l‘ hat is the only p'dint I.wanted to
tell you ahout this. merning,

1

Sol L. Descartes: You have made a-very good point.

. S
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José Acabs: It is widely spread among students--that.idea--and when the fresh-
men first come they get that impression. from the others. It wouid be a
very good thing for the university if, during any one y_ea-f",' a—.-good information

Pd

~ program were held, so as to wipe out that_'impression among the students.
A

Albin O. Kuhn: How would you go about getting the word out, if you will, about
gettin/g people to understand that it really isn't a gold mine?- If I understood
“what you said, it was, basically; that oné of the problems is-tiat\stlients

'do feel a university is a very profitable enterprise. Those of us who-have

been assdciated with one for a lot of years don't feel quite the same way.

How would you help to get the word around?
José Acab4: Let me tell you that tha's not my point of view. Idon't see the univer- -

s_‘ity like that, but it's what I hear and see, as a resideut student.

b
John J. Theobald:\- What should we do to change this thinking ?

o

- José Acabs: Irecommend better orientétion, especiilly of freshmen. The com-~

munication has to be constant and open, not jusi: a letter the first week of
August, or something like that. I think the ‘communication should be open

all the way. This is not a.busine's‘s'; _'1' know it. I would not invest my

. / ‘ e
money in a college. That is the way I see it, but an 18, 19 or 20 year old

student can not see it the way I see it. ‘
: \

Sol L. Descartes: I'm very thankful to you becausfe\ this is a.p'oint that perhaps we

have overlooked. In the past we have tried to explain this because this is
- one of ‘the propaganda items of the extremist students--not to call them by
their real name which is 'Marxist-Leninis~ affiliated. This is one of their

. arguments, and maybe we have failed to explain the economics of the

o - : : | l ‘ 193
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university. This is a challenge to us because it can be so easily explained.
~ I thank you very much. .Yoﬁ have really hit us where it hurts, in a sense,"
because we are failing. Iam looking at one of our foremost economists.

We have got to write‘ some popularized version of the economics of the

‘uniVersity so that it can be circulated and understood and_ may make an -

" impact. . -

N

 John J. Theobald: Mr. President I think that is most important, not just for you

. people but for all of us iri education. E is very easy for a };oungster to

_multiply his tuition by the number of students in attendance, and he comes

. - c ..
up with a big number. -He does not know what it costs to operate a univer-

s'ity, but it could not poss‘i'bly cost that much. You have a bu:lt-in situation

here. Ithink this is a major contribution. I know its som'e‘th'ing I am going-
. : N
" to take home with me. \
L4

John L. Swink: I wonder if the faculty thinks the same thing. . ‘

( Leiughte r)

Sol L. Descartes: Maybe I'm kidding myself but Ithink that the faculty understands

it better.

Thoinaé Bronsberg (Stude_ﬁt from 'Fox;t Buchana): ;Yog.were talking
before, l_ike, fo‘r‘tthe alumni. and everything about getting strength into it.
I realize that at Buchanan there is a big turn over in the transient studénts.
But other people ovér there, some evenit{g students who live in Puerto Rico
like I do, really know nothing of wh.at is going on at Inter Americap. ‘Most
of the students don't even corhls'ide.r it Inter Ame.rican.' Someone asks mé,

P

‘ ""Where do you go to school?" I say, ''I am going to school at Fort Buchanan.'

-
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"What school ?" " Fort B'uchanan.;”. I am sure that there are some people
who are interested in knowing what is going on within the university, to

try to get'into some organizaﬁon or something.

Sol L. Descartes: Ithink we are conscious, perhap",s a little bit more conscious
| . . . L~ R N .

) éf that p;oblem than of thé‘r pro.blems'. We. hav:a some units of this univer-
sity whose tendency in t}'le past, and we have;not_ completely corrected it
yet, has béen to think of menisel\}es--l make an analogy wi‘th.c.)ur owﬁ
r;olitical status--as indeﬁéndetitpountries. bne/ ‘ovf the worst offenders in
the _pastv, a;ld théy have not yet'c.ombletely‘ mended their ways, has been th;."
Programé at Military Bases. So it devolves upon them and us to correct
the situation. I know.that we have made _pjrogress, but certainly we have to

make more progress. This is the only uniyersity in Puerto Rico that is

y - /
now giving these services to the armed forces. We have programs at =

For}: Buéhanan_for the Army, .at hoosevelt Roads for the Navy, énd at Ramey
Air'B:i’s'et,*f:vormerly for the Air Force. v.Now, I don't know for whom, other

| . than a sm_a}l naval unit, :This' makes ?t difficult to'cregte_ an idenfi_ty with

‘ IAU. Dr. Crescioni, as Vice.President., is responsible fox; really gofrecting _
that sitgatioﬁ. I think you héve to‘r.r;a*ke another note in respect to this. It

is not easy wifh that type of program, and we can nc_)t blame the people who

l | work in th\e units for all of this. We, also, have a great deal of responsi-

bility in bringing this about.

Ricardo Ramfrez Acosta: Iwould like to ask the student a question. Pex"iodi.cally,:

P . we- publish the President's Letter which is sent to all the university units.

. , . \ ) v ) , )

¢ .
I was wondering, do you ever get that?

| IR o 191_;
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, .
I got a copy of this one because I was in the office and I

Thomas Bronsberg:

noticed it.
Ricardo Ramirez Acosta: Because it is sent, as soon as published, to all the units

and it is sypposed to be distributed to all the students, so that they can get

information on what is going on.
It was not distributed to my

Thomas:Brt.)nsbelg: well I fdund_it in the office.

. knowledge.
Sol L. Descartes: That is not the only place where that happens, It isa minor

detail, but it shows how difficult it is, even with the greatest effort, to
. ,
From now on, Mr. Zapata

get distribution of the things that we put out
will deny funds to any unit that does not achieve perfect distribution of what

they ought to distribute. So watch out, (L%;.ughter') Thank you very much

Would any other student like to speak? You have given us some very

useful in‘formati.on. :
Andrés Marrero (student from the School of Law): Thanks for the invitation, and

/
thanks to the peOple here who ha.ve shown theu' preoocupatxon for the
That is a good thing to begin with and to bring

problems of the students.
to the 4t:tent10n of the people workmg to 1mprove Inter Amerxcan University.

Sol L. Descartes You remember that someone commented on the possibility of

the faculty's lack of understanding of the economics of the university
?/ .

Charnel (Charnel Anderson), what are your feelings about that,
I have no personal feeling, but surprisingly enough, this is

{

/

Charnel Anderson:
It is said a lot more elqﬁﬁehtly and in more

heard arhon_g faculty.
sophisticated terms, and perhaps mostly, dl/iring moments of frustration

195 . §




L I SN oL
‘- 202 o o v - ' o

The faculty sometimes finds that the school appears to b€ more interested

* in the business aspects than in the educational aspects.

»

‘Sol L. Descartes Professor V111ella, would you care to say someth1ng about th1s"

John Vlllella Well I don't know, I think that an- mstltu‘twn needs to be a’ busmess
—-needs-to ‘be operated in a'bus.iness-like manner-—--for education. Ithink .
we strive, ‘on our campus, ‘to do that.

4

" John J Theobald: Just to break the ice, I want to confess that on my.campus there

are a lot of my faculty who think that we are a very profltable busmess and

don't understand why we can?t give more. I'd be surprised if we all don't

o -

" have Isomething of that problem'.

Albin O, Kuhn: Ithink we all do a lousy job,:though. So Ithink it was a good-
suggestion--really explaining why this enterprise that we are in costs real

money. . .

Sol L. Descartes: _In order to put it in diﬂ'erent;» more acadenlic terms I.call it
'the economlc)s of h1gher education.' Dr, Kalantar has ‘a statement.

Kenneth E, Kalantar I simply said that it would be good if this could be done--th1s

popularized version that Mr. vaera Cldraz is going to prepare. (Laughter)

Even in the economics of hlgher educatxon you have two vice pres1dents who
' are experts. - That thmg could be sent out and distributed yearly rather

e

o
than once or tvnce every two years ox every five years. The faculty will
get tired of it, but the students especlally the freshmen will need that
exp]anatlon and they come in not only once a year, but four times.a'year--

in August January, June and July.

Sol L. Descartes:‘ May I ask you a question. You did'not think of Mr. Zapata to
i 'I  write this explanation. Is there-'auy psychological reason?
ERIC: o o
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Kenneth E. Kalantar: No. No. Ihave been reading what has been written up here,

and I know that one of the reasons why the 'new vice presiaent has been.

appointed is so that he can go over certain materials to help the President.
“ I'think that he has Writing ability to popularize things, which is what you

referred to. I really did not see to whom you were referring when you

said, ""My expert over here on..." (Laughter)

Sol‘L...Desca»rte'sT:“”ITe—t—.me te"l.l'&eu that in the field of budgetrng and the ecepomics‘
of enterprises we have a'numliie/r .ef experts besides, of cour‘se, Zapata: .
(Rafael Zapata)-,‘jx-vho knows more about the btid_get of. thrs institution than
'ati‘ybodyelse.'. Mr. Rivera Cidraz has had tﬁe/experience of being. Director
"of the Bareau of the Budget of 'Puerto :Rico,' which is nqt a méa‘t_.l:affair.:
Whe‘n yeu handled the budget::it grows so fast because of qnﬂatwn and also

. / : . v
_- because of lack of restraint--when you were Pirebtor‘ of the Budget, what

-~ was the size of.the' budget of Puerto Rico you handled‘.;

Elfas Rivera Cidraz: It was around $600 ,000,000 and now it has climbed to almost

‘double that. Y

\

, Sol L. Descartes: In addition to that, Dr.. Freyre is a per'sonv who specizlizes in
eéonom‘ics, and who has been a consultant to the Government Development

Bank on the Finances of Puerto Rico. I also have a little experience in that,

a

, excexl).t that the budget, when I left the Treasury, must not have been much

A

more than $300,000,000. So you can see how fast it grows. " So, we do have

a number of ‘peOple who can write this.

"John L. Swmk When you make this explanation, one. p1tfall that I thmk you'd

better be prepared to pay a lot of attent1on to is the hlgh cost of the
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.......

- administrative S1de--part1cu1ar1y ,,,,,,, when you are addressmg the faculty, .

because you are gomg to show a very hi-gh cost there that they won't

understand.

Sol L. Descartes: Th"'anlé God we always use cémparisons with other universities.

"We have been able-—at the cost of not gwmg as many serv1ces as we ought

to glve, or actually, of not attendmg to many aspects cf university adm1n1s-‘
tratmn--&b maintain on_r ratio of admlnlstratlve costs at th1s un1vers1ty to ,
atotal way heiow most private or pnblic tfniversities in the states. Here

.we have a fairly gobd argument. But the pomt will be ra1sed anyway.

John J. Theobald I think there will still be those who thmk it is all in the .

Pres1dent's salary.

Sol L. Descartes: -Yes,, but I have been dealing with that problem for years--ever

since I was in'the Gov.ernm'ent.of Puerto Rico. Istill think one of ‘.the
reasons for the present situation of the Cli‘ovezr"n‘mentof- Pu‘erto, Ricc is ‘that
they'did'nct pay, adequate salaries at a time when they had to reta'in good
people. As.a result,. they:are ncyv paymg the éood salaries, but they are

-]

not really getting the type of people they need. Howev‘er, ‘they have a better |

I\, ’

~ chance of gettipg that type of people now. ' But the Government of Puerto.

Rico lost a_‘ tremenddus number of excelient peop_le, and also UPR, for lack

of good salaries. Since' I\ha\ie joined that argument in defense of good

sa1ar,1es in Puerto RICO Iknow the reaction. It is pubhc service. It

should entail devotion and sacr1f1ce. .This is all very well and good but

yet I beheve a decent level of salames is a must in any form of 1nst1tut1on.

/ . [
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Raymond L. Strong: One of our administrative problems is making sure that
university publications, such as memoranda and news letters, reach every -
member of the‘.univ'ersity community, including students. Here yoﬁ_ come

P ! . .
" across the cost factor. If we have an individual mail box and individual mailings
to every_body,, that would cost a lot of money. That would be, probably,
the best way, but I'don't think that it is -possible'. Whnat we do need to have

is a better way of seeing that our excellent ptibl ications get into individual

hands. . Now, what is the aﬁs{x.'er to that problem ?

Sol L. _Descartes: The vice bresidenté.-

John L. Swink: Student papers.

Sol L. Descartes: Be absolutely sure that iihe vice presidehts take the responsi-

o
4

bility and consider it as important a responsibility as any, to make absolutely

sure that the thihgs get into_ the students' 'hands. {3 is the only way.

John dJ. Theoba!d Mr. President, there is another way when you get )nto very

I )

important thlngs. You can dtstrlbute through the classroow‘ But that

should be limited toa ve'ry few.things., - .‘ !

I
!
’

Sol L. Descartes: That is a step that the vice presidents have to "take. 1 believe

that there are many other 'wéysrof distributing. Ihave been really flabber-
gasted by the news, for example, that this student happens to know about

the last President's Letter because he happened to be\at the office at the \
time. This is very bad. I know that it is somewhat better in some other “?

glaces, but I am pretty sure that, if we search, we will find in the other '

units that a lot of students do not'g_éf'the}}l. I think that this is something
for which we will put the responsibility where\it 1csts.
. . :

209
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\
PR

G. Bruce Dearing: Following the confessional mode in admittihg that some of our

faculty have these views (even some of our administrative officers) I would* L

further admit that, a few years ago, I mysel'f felt that, instead of cutting,

P .

we should sirflply get more money. ‘When we are to’d that fhere is‘an upper
.limit, we tend to say, ""Take if: ou,t_:of tﬁe transportation departmeﬁt,- or the
- prisons ,‘Oi-"sbmething; gduca’tion is too impo_rtaht to cut." Or, if we
l;eliéve that education is getting its .appro;)ria.te, thvoug:h‘ domihant, shai‘e,
“we say, "Well, l;ake it out of-the other campus, or out of the other program."
- We can't really depend on anything other than a continuing educational
proc‘ess"\using, for mulj:i—carhpus organizations, rﬁultiﬁnedia. 'Not merely
the letter or the printevd word, but also television tapes, the cxc'}}ange, the -
speaking circuit——évgry means that can be thought of yvin have;/f;) be adopted . {
, . 5 ,

“in order to keep back a tide of pe'rfcctly well-intentioned, and not unintelligent,

argument that there must be some solution other than the: one that is bearing ‘ -
on the individual unit. Idon't know any Way you can do that without give-

. and-take and a barrage of information.”

Sol L. Descartes: We usually have the give-and-take. Practically evéfy'semestcr

I'try to be present at the meetings of the faculty of, at least, the_larf\;c units.
This year, for particular reasons, it was impossible. The floods in San

L German interferred with the schedule Lhere; the deéth of the Executive
‘Secretary of our Senate interferred, and the meeting at the San Juafh Campus
had to be called off; but I hope that we can resume meetings and my

attendance. This year I only attended the Regional Colleges. There is

nothing, really, that takes the place of a fa‘ce—to—faj\ce exchange of ideas.

/
/

N
Joam
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~ This is the_most 'effective means. of communications. .As far as it is
humanly possible, it has to be achieved. .'We may have to make our vice
presidents more conscions'—of not only addressing the day-to-day problems '

in these meetings but also of devoting some nleet-ings to the problems.of |

.\larger soope—-tiie finances of the nniversity, the economics of the univer-
sity.:

Juan Gonzdlez Ramos: I wanted to make a point in connection with the impression

o ' \
) <_amon_5g' students about what' ¢ university costs. Ibelieve that the notion that

P
¢
(O

|
thi., 1s a good business may be rooted in the very low tuition charges that

have beén maintained at the public sy'stem.‘\ When you compare public
univerS1ty tlution w1th tuition charges at private universities, it does seem

like a good bus1ness. at is behind these low charges‘? Most students l\-,

\
\

",

don't know. : A

Sol L. Descartes: Yes they don‘t know that p1 obabl Puerto Rico ha:; the w1dest

gap between public and private unive- oity tuitiior chax ges that exists under
_ ‘the American ﬂag. ' N
\ . Luis E. Gonz8lez Vales: It is the lowest tﬂition a ywhere in the U.S. as far as
1 .

\ . state universmes or city un1vers1ties are ct ncerned. We have, asa matter

\ of public policy, maintained the tuition at the UPR at il very low rate. 1

3

;Xp'resumc that‘it is a valid point, that one raised by Juan Gonzélez, and that :
\ _ _ e

the\students get the impression that, if the state upiversity system is alc;le

-to subsist and expand with\ such low tuition charges, evidently the private
sector is\-

that they have\to pay. One of the points that they don't take into consideration

|

\ o ' \

eally\making money by the handfuls whenthey consider thetuition

.y

. - . ¢ )
ERIC S ]
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_is the fact that there is a substantial contribution from the state to the f'".

: ' /
- financing of the publlc umver51ty and, the cefore, this is a way of sub-—

81d1zmg the students at that. syste m. » /

e '.

J ohn d, Theobald “Iwant to say that that kind of thmkmg ought to come )xp agamst

a stone wall when we reahze that the City Umver51tv of New York has been
free up to now, but since it could not quite balance its books without tuition,

it is going to charge tuition now.

SoluL. Dqscurtes:_ Well, in the case of Puerto Rico, 1 happen to have the figures,

at least the épproximate figures, in mind. The subsidy, if we want to call
it that, or the appropriation for the teéchiﬁg asbects of the university. is-
about 85 million--85 million for 50,000 students this year. I think-this

\ SN _
figure is pretty close. The budget of this university; is now about 26

! . ’ A e .
~ million, for 23,300 students. That means that just the subsidy for the
. . .

1.

t.eaching aspect of the statc: univéi:sity, if my arithmeltic is not too bad, is |
. . . i .

‘ . _ .
about four times what we get. Lets say three and a h;alf timeas larger for -

\ L |

a pOpulatidh- that is pro.bctﬁ)ly,“\ say, twice as large. T;hereforc; if three
and a half is divided by two it is still a lot more thangwc have to cover -
everything. Now the overall buaget of the state univérsity is much higher

than 85 million. It is about a 125 million, but, of course, there are all .

the ather expenséé of land grant colleges.

Bl

John L. Swink: There is ore statement in YOur book that caused me some concern.

It is on the subject that you are apparsntly talkmg about. You said the cost .
for comparah'e academlc services is iobably more at prwate umversmes

than at state institutions, I think that i \a-very dangcrous statém‘cnt,

-
\

JV\J

ISR
U
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because you are concerned at IAU with undergraduates and students only

AR
A

to the master's degree level, wvhile at the UPR you have fhe research arm
and the graduate arm|, which;.of course, réali)' inflate costs. Se, I think
~ you nced to be careful when you nrake this kind of a comparison.

Sol L, Descartes: Yes, but we have been careful. ‘We, of course, did'not go into
. ‘ .

-details, but we arc preparcd to prove the statement. For example, although

- PR

the diffcrence is not so grcat, the state spends more per student at its two '
year colleges, the so-called regional collcgegthaﬁ we do. Of course when

you come to the School of McdihcAine the cost is way up in the stf-‘*nsphere

/
\ and at the School of Engmccrmg the cost is also at the 40, ,000 foot hetght

\ o
Iy where the Jets fly. The costs at the Medical School are “herc the -- f ’
| ) lo
/ -

astronauts rcally begin to work, o : .

L2 : o .
Albin O_. Kuhn: But even if you are in the liberal arts sector, when you have
research and doctoral programs, you get substantial costs too.

Sol L. Descartes: -Yes; you do. You are right' in all of thes_e observations, but

R what I have just told you is alsa true. Even for comparable programs--

four year programs and two ycaf'\regional éollegcs——the private institutions

‘\\ are dding it at a-lower cost, My gfcat concern is to be surc that the lower s
\, \ \
: \b\ost does not translate mto lower qu'lkty That 1§\thc problem that is

S ‘t.hc gl‘reat concern that I have. I think th\"it is really the 1mport'mt pomt/
Some of the Ph. D, programs at the publ/,lc- university, un/fgrtﬁa;ely, and
' / S
the public university undérstands_ th:lt—ithc studc,ntégnd the chancelor of
| . . that campus 'ne tryi:{?to battle \‘vith:_/tl)js/pﬂr:oblem——neod tb be (\-ut put.
Take the fan.aous Ph. D, in_lli..spﬁi/c/g\;diqs. It is a f;nc dopnrtn%iﬁmt; at
. . \y :




™o 1east, it used to be.. Idon't knov«_/ now, but at one time 1 thought it was one
of tne__?best thingsfhat we had ever had at the state university, but the cost
- of turning out a Ph: D, --the number of Ppn. D.'s inl .Spanish Stndies that have
. o come' out is ‘so'small--is so much that Ildonft l;nov'v whether it cduld be ., |
. . P '

/ . cons dered viable in many places. E - .

' Alb/lzn O Kuhn As Iunderstood 1t yesterday, in your c1a1m1ng that, "All ofus - .

are on the team," with regard to the local s1tuat10n you were saying that
E) ._‘ C . P
~ you have ach1eved a very f1ne re1at10nsh1p zhnong the pubhc and prlvat°

1nstttut10ns here in _Puerto_Rico. Now I judge that what you really are going

‘to set out-to do is to show how the dollars that come into this institution are - '
o used, rather than the theme we have been on recently.

I3
4

- Sol L. Descartes: No, but we do discuss these' matters very frankly. For example,

> R

~ we have the Association of Presidents which the President of the UPR

"‘attends;_ “He discﬁsses his problems'and'th'e problems of his Chancell'ors
with the same frankness as we d1scu5s ours, and many cf the thmgs that I

PR
‘\

‘halve said here are what he has said in these meetings.._ ;These things are in " *

'the ne\;NSpapers also.’ In our case we can keep out of the ne'Wspapers.s‘ome-
; . times. The .state _university cannot escape. HSometimes I complain that we'p
| never get- any publicity, but I'd much rather have o public-ity than too much
publicity. - At the state university there is always some reporter from one
~of the newspapers trymg to get comp\omlsmg statements and to create _
probL\rbs- ngher education in Puerto Rlco is a hlghly pollthlzed issue,

\l

but for a good reason: the pe0p1e of Puerto Rico hav h@all\-?reverence

= - T e

for education'. This is a magnificent thing to have!, but it makmﬂ{qn\
SO ~ of the president of the state university -almost impossible. .
. \‘. . . g : .

-7
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\\ . .~ ] \- ) . ) B ‘ i .4
© Luis E, Gonzaleh‘ates:.\‘l-think that is one of the things that is not, perhaps,

readily‘ understood oi;\“perceive-d. 1t is a fact that every time the UPR -
‘President speaks, or the chancellor of any campus speaks, he makes the

headlines regardless of what he,'_‘ha‘Sf:‘to say. This is not a prevalent

-

situation elsewhere. The changing of a president ora chancellor becomes

- an Island-wide issue,. while in many universities presidents come and go
as the board may see fit Wiihout causing too much of a cqmmotion other

\

-

- thén‘, pelxjhaps, -within the academic community itself. Here it becomes an
- Iﬂ?md-"i'vide issﬁe, and many times, unfortunately, it is alsol tinted with- - =
political overtones.’ This is primarily because of the/imp'dfténce that 4

> ~

people place on uhiverSi’ty' edilcation_. .Ina énse, it is" understood by all-- ~

the commarnding role the university has played in the Island's development--

this is true hOts only for the state but also for the private univers__i_ties--and_‘
- . . ] . . . ) PR

- '/the/tremepdc;{xsifaeveIOpment that the Island has undergone in the last 25 oi'
— . 30 years. It is a kind of unique situation which you might not find somewhere

else.

Sol L. Descartes: We are more comparable with the second largest state, Texas.

‘I think in Texas, the question of the state university and the Board of

Regents is constantly in the newspapers. In Puerto Rico, it is constantly

nal /
I3

ki in the newspapers, and sometimes for the same reason, because we have

to be frank about the things that happen here in higher education. Some of

- .-
'

them.are very regretﬁa.ble.

.- 7 G._ Brice Dearing: Two comments on communication. I see shaping up in the

- Y i

v states a campaign in which at least some independent institutions are using

200
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what seem misleading cost figures to discredit the public institutions, and

at least some public institutions are retaliating in kind. With cqlnstra'ined

‘financés, there is.a real hazard of our getting into a situation where, -
instead of asking, "How well w2 are doing?" we ask, "How well are we
{ A

doing, r'e_latively,‘ because those other people are d‘ojng so badly?" Ithink
there is a real hazard. John Silber of Boston University, for example, is

-leading a real c avalry charge.
: A .

The other thing about communication is that we tend to rely too heavily

upon one-time meetings or upon open meetings like this. I can remember

~

a situation, when Iwa"é:‘"a student, in which I would have been terrified in a

greup like this and I would not have been able to speak as articulately and .

_ with the poise t}igt these students h'ere have showﬁf/A great deal of progress

has been made. I can remember also being a faculty member who, until I

.'got tenure, sat.in the outer'ring and would have been a little hesitant to
speak up on some of the issues that are being addressed here.
I see, in my own work, myself or another goiﬁg out to a.campus, rushing

in, ‘giving a speech and rushing -awéy, and I reflect that it would have been '

better if I c‘c;uld have stayed longer, and if I could he.ve listened more an.d'

" spoken less.

Our Chancellor has mkeﬁ -this problem to ileart, and himself_hé.s tried
to Spénd three davs or a week on individual campuses. He can'-t'xjg?ally do
that b_ecause his schedule ,i-s too busy. Iknow tgat you\. meet, for ;Sonsiderable
.periods of time, with.the styudent senate and that you spend a good déa1 of
time c;n campuses, but your schedule is not such that .yoix can really cx.'cate

the informal situation in which some of the things that ought to be heard can

F
/



~ be expre'ssed. "What we a/re trying to do, "thua\far with very little success, ‘-
but with good intent, is to get vice-presidents and\vice chancellors not just
to come' in for a single faculty meeting but to'be .at the faculty mee_ting_ and
to stay for a day' or so aftervvardf-to ‘be in the coffee lounges and to be |
T accessible when thev 'a;re less .threatening figures or when the relationship
. ‘- is such that .there'are(more studeni.s or more i‘acultv than administrators
present. The gestalt of the situation has a great deal to do with the form
-.of" the communication and the nature of the subject.

Tam confessing that we don't know how to do it, but we are aware of .,

o
~

this problem and of the limitations of our best efforts at formal speeches
;. or formal letters or anything that goes out rather than coming in--comiug

in in an unthreate.ning; open and extended way.

.Sol L. Descartes: We are aware of that and, also, ‘sort of exploring the best way

todoit; Iam also very conscious that \Ihave":':n"ot yet, somehow or other,' ‘ |
-~ . ) - < ! . ! X . ) .
found how to manage my time well enough‘ that I can visit all the campuses

-1 owe most of the regional colleges a visit and I feel very 5uilty about
this. Before, I have been able to visit all the units), but now I also owe the N
Law School two’ visits one to faculty and one to students. All that I can sayv
is that I am trying to mend } my ways and I lave already announcec{ to the

vice - presidents that they are going to have to absorb a lot mor.e iresponsi-

f
/

N
‘bility because I need the i:ime to do the things which are absolutely essential.
l

Going back to the public-private situation, ‘the public-pri te situation

in Puerto Rico was almost on the verge of taking on exactly the-same aspects

™

as we see in Massachusetts, which is one of the states where it has flared
up. Fortunately, there was a change in the direction of the university  We -
' 208
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lost a sblendid scholar and a very dear friend of mine personally, but other
people came in who-had other dttitudes. The present attitude is one of
very free exchange. Many of the things I have told you have been openly . - .

< .

discussed by them. T_he»pro.blems. of the state univer_sity.in_.Puerto Ric_o
are being handled in the ﬁewspapers, so nothing that. I have told you:

inéluding theﬂeosts , are things that have not been dealt with publicly..

’ Wéll,' let's have lunch. . T T
. . . \.ﬂ‘ : .
: BN

—

Félix Tofrgs Le6n: May I say. just one word before we diSpei'ﬁ In regard to the

student affairsfd_iscussion that we had this morning, I think it is :’:fai_r to
mention that we have given a lot of emphasis to this area during the last

year. As a matter of fact, the Presi;iehtméppointed a speciéi task force to

R ) work intensively on these métl;ers. I hapbgned to be the chairman of that
T » : particular task force, and we spent a lot of time and energy to produce a

. - . - . - PR
~. - .

document that is'now in the hands of the Pres_ident. }'It co'ﬁtéins many re-
co‘rpvmendations tegarding how.to improve m this pafticular area. We

v Shee

NI '

P

: submitted to the Pi‘ésident' an advance report., a progress report, .and many

of the i‘ec'qmmendations contained in it have already been implemented. I

t

think that it is fair to say that we have made a lot__ of progress in this re

/.\ . 1

spect. T*

Sol L, Descartes: This afternoon, in fqunding out some of th’é%éﬁeral concepts,
I'm going to try to come })adk to the concept of.'stu_dent rélatior}‘gz in-this

-

uni\}ersity, with particular reference .to the_différlences that we experience. -

4

0

Our experiences have been éxcellent with respect to all those student
- - ’ 3 . R - R ae ya e 7 A
. ' Py 5% /7 2

counselors who are ‘not,, in one way o_zj‘lah'oéhfer‘, dominated by ideologjcal

P

positions. This has been extremingly encouraging. Even the eEfox;ts that
, ) » \ .

SRS /
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« sity. This does not in any way conflict with

215
we have had fo make to avoid _the extzremists' taking. over the uhivers ity "
i)y cowing the admini'si;..ration havé beéﬁ wofthWhile, -: The extremists wanted

' to-cc;ntr_ol .the upiver;ity fbr ideolbgiéal pu.x'pos.;a.s;. In 't_h.ésé _effdryts, 'o;xr

best helpers have been the student counselors who have not been controlled
) . :

by these group_é. If we had not had that support, we would never have been’

successful in controlling the ex?remists. So we mi_glit turn, more g_enerauy’f |
,to that. L ' =
N

My persoﬁal expe_i‘ieh_ce_ with the student councils has beén one of the

' / _ :
‘most encouraging, the most inspiring, of any that'l have had in this univer- )

the fact that we have been very

N El N

firm with thos‘e-who have tried to go.beyf;;ia th(_a S

s, /

old fashioned, but I believe we should db'séfge .:-I:ﬁﬁ‘iversity style in-doing - ";‘»

[ JUEE S

. N
. . —3: \ .
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T . Tuesday, November 25,1975 .
o S o - Afternoon Session

Sol L. Descartes-- In this last session we are going to meet' for a short time only.

-

Like all good things this meeting also has come to an end But we have an
hour in which we’ may entertain shall we say, the broader aspects of the

discussion and some. of the things that might have remained somewhat in
T NN

the air during previous discuss’ions. s L \‘--5\
_ 1 lmow that some of us were interested‘ in the discussion of admissions

\ ,
.and the role of this function in the mission of a university like this-—ease

of adm.ssion or access to the university as compared to more selective
admissions. In other words, ﬁie question is sometimes referred to as’

elitisism g_g_—a-—li_s_ the service concept a.lthough, i'n. the case of Pu'erto Rico_

s

Idon't think the. word 'elitism' is very apprOpriate. Dr. Dearing, we were

talking about elitism vis-a-vis wider or broader access to the university

o D° you want to kick off the~ball?

~...,

' ' \.\ . G. Bmce Dearigg; I think I'd lﬂ:e to gather wool for a little while and hear some- -

\ | " body else speak, but I'll be glad to participate

-Sol L. Descartes. Who wantsd:q be the devil's adv&ate? . e

N ‘
Glenn Jd, Christensen. May I make a suggestion at this point. There is a special

\.

situation as far as I understand it by which many of the students here, or

\
' potential students apply to all three major umversiti7/s and- then select

admission on their receiving the first offer of admission. Is there some-
thing of this sort that complicates your attempts to predit:tacceptan\ces?
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~Sol L. Descartesﬁ Well there is one over-riding factor. Lt is the thing that we

r

touched upon this morning--the fa/ct that the UPR is practically free. A
. $150 fee for_ one year s study at any level, including th‘e faculty of law, ‘is,
/
actually, almost no tuition or free tuition, especially when compared to our

“/
/ B

: 'credit-hou’r cosi of $30 wh1ch for an average student means about $1,000

,.

a year for tuition plus special fees and thmgs like that. This is the_

' controling factor. It controls less now than it used to control It used to

K v
i A
/

. cont'rol_a_lmost 100 perc’ent.‘ Only a few, .relatiVely few-, people.came from
: faniilies who could really afford‘to pay- _these costs because they wanted
their children in a /.péivate‘ university. Only relatively wealthy people were
| a S ~ able to make a fr;ee choice. o . _. L 6
. Since BE(?(é, 'more peOple Aare .capable of making decisions on the bas1$
of their p"refe/rence . 'indepe.ndent of cost..» So we now have ’i.ndications that N

/ N
K </

_ ' more people are commg to us irre Spectlve of whether they have been
- R . / .
‘ admltted or nof a.dmltted to the public un1vers1ty

I thmk also that we must be completelv frank and understand that the
UPR was consldered the unlversity in Puerto R1co. When Int_er American
v_.b‘roadened its admission policy and expanded'beyond San‘German, it did
“,not..have too good a reputation for‘ a while!"and many. students c_onsideredv,.
it a refuge, a second clioice if they. were not admitted to the 'pu"blic univer-
" ‘ sity. This is changiiig and we do have the‘_ eyidence both‘ at‘ the San _Juan.
C_ampus eSpecially in some of'the courses and even at-the Law .Scho.ol

where the cost difference is conSiderable because it costs a full-time

student at least $1 500 to study in our Law School as compared to $150 at UPR

E

L2
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This is the way funderstand_it. I still belieue that if students have o
the Chance_to' go to the"UPR with'praetically. no tuition costs and with its
.-undoubtedly good reputati.on in r'nan;r.departments and 'other adVantages in
some departments (for example, I thiak that 1t is easier for students
trying to get into the College of Medicine of the UPR if they have taken ;
theirpre-med work there) they would probably prefer the UPR. This is |

_, how I see the situation. '

5

N _ G Bruce Dearmg I would like to open the debate we Were talking about earlier
because I thmk there may be some philosophical diViSion ‘within this group

on the issue of acceSSibility'i_n higher education. To put it in its simplest .
ternis, some people are now saying foudly as they were sa}ing s'oftly.‘u'ot

-
Y
JRIY

long ago, "Thank Gad, now, for the fiscal crunch that makes it possible _

. and'necessary for us to go back to being what a-university really should be.;’/

Let's make it once again an elite "training ground for leaders, that small
i _ group'in :the-society that really needs advanced specialized trainiag. " There
are some who would go S0 far as to say, "There is no such thing as a service'

university. Service is one thing and a university'is another."
- + T'happen not to 'ag’ree with that, as is evidem, and T am distressed hy

.. L s . S tr N , ' J’ .
what I\ think I see happening at the University of California, which is stepping
back from its broad__corpmitments, at the City I:Tniyersity of New York, which

-

is at least considering tightening its lines at the expense of the opeu admission

’idea,,and at various other places where there are strong forces raising the

question as to wh:"a'ther g0 large a segment ofkt_he oop_ulation has any claim

‘to'higher education.
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I am prepared to believe that llgorhe unliver_sitie-s have tried ’t!o be too /:
many things to too m-zi'ﬁy'different people, and I would be in fajror of éémé
. func’iiona‘llizétion . Butl wouid like to take my stahd-oﬁ the side of the
popﬁlist, saying, "Post—sedondary.ed_ucation,b though it can be of various
, kinds. gnd can extend over a b.rit.a'f period or a long period; is a pretty good
thing for'a very'-lérge segment of the pOp;lation, and no particular groﬁp : ..
Z/i‘\.v.‘{ldividuals should bg bicked ouf and told, 'Ypu have ino liusin‘e\ss‘in p_osf-

sec-ok\dary education. ' "

|

\a’s tc;w

| Tlt're are serious differences of opinions and quite different appfoa,ches
here you draw the line, or what thé_ appi'Opriate"discfimjnatioqs are-

\ ~ among the miscions within the total framework of post-secondary.education. .
N . N C : -
‘Some mis's\ons are frankly vocational. This is seen by some as being non-
v .

| .intellectual, and by some -as being below; above, or parallel. There is a
\ . ; ' . :

\ good deal of roor/n’/for functionalization and we should not carry aloft the

-~
» I3

/
o~/

|
| |
. , [ | flag of high-é/cé;nomic gain.
j We cla;n"‘not legitimatei& promise thélt, if .y'o'u can get a degree, you will
/ Co cértainly have a better job.and earn more inoney becau‘se that may not be
/ - tme_ahd has not been-tru_e for evefybody in the past.' Nevertheless, ‘I think

JUTT —...._there are very mény reason$ for very many people. to have some kind of
y, . R S B o S
fo o " post'secondary edu(‘:atifon and that it is a function of an independent institution

~

with a public mission, like IAU, te hevs/'\fb""jtha%t,'mission and not retreat from

-~

or abandon it.

N\

i

/

Sol L. Descartes: _Well;,‘ I'think you have beautifhllji /posed the question, and, as

usual, very eloquently. Ido hope"thét we do not have many people afflicted
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with the malady of elitism to the extent that- yoq have described it. I think

-
Ve . \

you describ’e”d the classical case. I think that our cases are. a little milder.
Y

Don't you thmk so, Brian (Brian W, Irv1ng)‘7 Don't you thmk so Bender

(Lynn Darrell Bender)? In your area, where this disease is more prevalent

N

“than in other places the forms are more benign. T mean the attitudes of -

' .

_ the facultyu

. Lynn Darrel Bender- Idon't agreed with that I think it is a myth \L terms of the

San Germén faculty. It may have be‘en at one time that there was a certain
1

degree of feehng for elitism on th\, part of some of our faﬂqlt& members,
!

but Ibelieve that this is now gore. Ithi \ that the efforts f)f the univerSity,

as a whole, and of the central adm{nistra ion, in_particula'r -to view the -

S

univerS1ty, as we now view 1t as a univ rS1ty system and not as separate

'performing units is a very important achievement, Others here have

mentioned that some universities are not systen;s; they ‘./are congldmerates;.
o _ - . ‘ /| -
they have other types of organi@tions. ‘Ours is a university system with

‘:'f:niany common norms, but with a degree of functionalization. I think that
this has led, in most cases, to a lessening of the feeliv;(‘g of elitism on the
part of,hparticularly , our faculty members and adminjstrators at the San

. “Germén Campus. o/

Sol L. Descartes: Let me illustraté the policy of this admi istration.; This is not
.~ "~ the first time that '\Vé’szfv?e”i_ther been blessed or otherwise with a very

high increase in enrollment. At another time, in 971-72 we had a 37 per-

cent increase. At that time we implemented some policies to restrain such

an increase inenrollment, because we certainly dild not want a second year

/ I3
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~of proportionate increase. It would have finished us, at least physically,
and we wanted to restrain it, However, in restraining the increase and in’
using entrance requirements as a means. of reducing this exaggerated

' anrollment’ rise, we wanted_ to'ma.ke sure that we were not closing our

doors o a group of low achieving students who, in our ]udgment were

.

needed oy the univers1ty--not that they themselves needed our help but that

N

" the university needed to ‘have some of them so that we could continue to
' sharpen our wa.y of deahng with that type of student--which to me 1s a great

-chalienge. It is not anymmg to be ashamed of. It is somethmg to be proud

of; really.

'i‘herefore', we said that we would restrain increases, but we WSUld
also assuvy tiii 5 percent of the mcommg students would come from those\
hbelow the established admn zsion index, and would be accepted on the
recommendations of a committee that reviewed their uczises. We established
the 5 nercent_in 1971,'-72'.. We said that we would continue to do that but that
we may want, perhaps, toaim at a better halance. We wanted.large 'nurnber‘s :
of good students, but at the\/sametime we did not uant 'to close the doors
of tlus unx'-versi't.); to some students who deserve the s‘ervices ofa uni'versity '

. like this more than anjlrbody else--those who are de;irived in their early .

[

years, and whose capacity to do well in hiéh ‘school or on an admissions
test is not due to an mnate limitation, but:to deprived environment. We
want to continue to help this group. So anything that we do is.going to

contmue this practlce as long as this pohcy 1s supported. It has been-

’ supported m the past by every one of the ,constituencies of this un1vers1ty

', -
!

~
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» and: b_y the dehberatlve bodies of the umversxty, begmnmg with the Senate,

‘whlch has 51ded with us throughout the yea.rs in thls effort to maintain

the service chara.cter of this university.

&
A

We have heard excellent arguments, whichu“-;(\I think are necessary and
not only necessary but welcome, from a lot of people who have other points_

- of view, but an ample majority hus supported our efforts to keep this

I

university open,to these _Vg_ood people and we hope it will continue to do so.
This policy has definitely had the support of the Board of Trustees and;:of

course, the administrative group. So there is very little chance that we \k'
will retreat,-in’the face of the few people “ib.o gppose us. We w111 continue
\

to explaln to them--some of r.hem are very dlffICU.lt to convince and some

. x\.‘; ¥

are among my best frlends in the faculty, and they have rzpeatedly been

<

_ opponents and have rarsed the problem of .the ‘f_’:ebasement of standards. .But '
we will cont1nue to try to convince them.

I believe that this unlifersw' has not yet developed a full capaclty--

. "~7

. which sounds to me very logwal but wh1ch everybody says 1s lmPOSSIble

to handle--whatever you want to call them--deveIOpmental remed1a1 or
eompensatory programs. Apparently they are anathema to m_any groups in:
this profession because they s;ay that students who.need suoh;programs’ are’
failures. I just don't agree with that. I think_that we have to continue to

£ work and to develop the suppiementation of skills that we should ;,;ive the
students who come into this university. If anythlng, the large number of
students who don't have these skills should place us in a better posmon to-
- work on this supplementation, to develop and finance it, and»ilf‘does cost .

» - .
money. - : ' " -

218 |



, ’ o ' !‘Once agam and for the beneht of all of you, I hope that the pe0p1e
that we have here from the unwermty will transmlt to thelr fellow members
of facultgr and students some of the things that we have said here. If we '_
n.rant -financial solvency, it is for the purpose .of being able to_discharée onr A
- ,a,qadem\'tc’iegponsibilities better. It is not for the sake of money itself,
R L . __'whicli has, definitely, _nc place in-an instimtion of learning. But no matter
'-bow_.idea.l.istic _we consider oureelves, the truth.of the matter is that if we
ro - . donot have the resources me can not provide the quality. levela. They are
| always expeneive; ) ) | |

IS

John J, Theobald: Mr President I think that if we go back in the history of »

‘education, we may point out that the liberal arts, which were the first -

’higher educ,ation ! were very s'trlctly‘a vocational program, The program

©

- was demgned to prepare people for statesmansh ip and for the ministry. It

was education. in résponse to the needs of that day, for that community. :

I thmk 1f ever a. place ag it g'rew and developed needed that kind of

a concept ;n its hlgher educatlon program that place is Puerto R1co. "
Puerto Rico has many morés, I kuow the problem that you had in the'early
stages of gettmg anybody to take a.nythmg but Bachelor of A rts deg‘r/ee
the tradxtlonal liberal arts program. Very reluctantly a teacher fducatlon
program wh1ch was sullled by the fact that it was pomted towafd making .
1iv1ng, was accepted, but at least teachlng was an erudite p};ofessmn.
. /

Now finallysyou have begun to break this Jog-jam of resistance to anything -

[

but a single curriculum.

ne
P
@




. come to them with spare time--and that is certainly coming down the pike.

_ well-educated people.

| 227
I do not believe that a great percentage of your Puerto Rican youngsters
today are likely to benefit the rnost in their g'rowth and development, their
service to the cornmunity, ‘th.eir own happy life, if we insist on holding just

to that liberal arts program, I think we have to translate our program

into the new needs of the community, I think this meansa 'éreat many thin@,

Idon't normally use the word 'vocational ! ' but I am talking about the same
thmg. 'These programs have to have an occupatlonal emphasis in them. -‘I
do think that they vary from what we have traditionally thought of as
vocations, because I think we also want these. people __to be good citizens and
to be able_ to explore the arts and the finer things of life that aregoing_ to |
It has come a long way in my lifetime and is going to go further in my

children's. ‘So we have to recognize that we are now talking about relatively

~

I often wonder what percentage of college gradua s there were when I

was born. There were darned few, beheve me. Today ] g'raduates should .

know sorne'thing about the country; they should know _~something about

i -

government; they should know somethmg about the social problems and the
eccnomlc problems and all the rest. So you have to deve10p here a balanced

program that has a measure of these values that normally _have been thought

of as coming up into the liberal arts, in order to take care of this breadth

of education. But you must also start thinking in terms of people, not just
people who can make a living, but people who can contribute to the needs of

Puerto Rico in a situation where right now you are importing too many
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I

.people from stateside, fer the independence of the community; Ultﬁmbs\

this community must be self-sufficient and self-dependent. i
' New, I think_the voea-tienal prolg\rams at the higher level--engineering
maybe---usually do not have enough of'the broadening asp'ects.. I am‘an
engineer so Iam not makmg dirty cracks. - The ddctor certainly some of
'.'the specxallsts in technical research of a DArrow sort, these are the parallels - B
to your occupatlonal programs and I thmk you will need relatlvely few of |
. these purely occupatlonal programs, but I think there isa vast f1eld of
: programs that have this balance between the happy and contrlbuting citizen- .
sh1p role and the abihty to make a hvmtr and a contrlbutlon to the econom‘y
of the Island that you are going to have 'to face up to and take, You don't
have to‘..give them all the same degree. Iam perfectly willing to give them
the labels for what they do but I think you have to faCe this whole ,thing if {

o

you are gomg to be a truly great institution for Puerto Rico.

: LaviniaH". Crescioni: ljust wa\nte_d to say that this is why I believe that a rnore
suitable cbneept to apply to what happens after high school gra‘dnatio'n'is v
post-secendary Ted.ucation. We have to offer a variety of alternatives to |
.students who vﬁish to go on and fnrther their -education after they finish high' |
school. We arL not -going to} deny the .need in a sor-mty -guch as ours, for

A i . S Fromm ey TS
. . JE R

elitist institutions. We. are not going to disag'ree with that. T.here isa N N
nght for the students who so WlSh to have this type of lnStltllthD available
g - On the other hand there is also a need for the type ‘o.f institution that we

| believe we are:. a service institution. There are students who want to’
pursue the type of education-mwe offer then_i . who want to go on With their

i
t
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_ studies but who want to gét'.ready for a job. These students have the ’right
to do it, and deserve the type of .inStitution"wh'ich will allow them to pursue
" thelstudies they want and prefer.‘- o
So, I am very mucn inlfavor of wh\at\we are do.ingt Tam a firm
believer in the value of a service un‘iversity. '-Ther'e are a Ict cf students
who really need thlS type of mst1tut10n. "Though it is a httle 1ate the
" definition of what we mean by service should be 1ncorporated into this

dlscusslon. When we talk of service we are not only thlnklng in terms of

" gerving students in su_ch a way that they will be ready to find a job after

N,
N,

they corfxpiet"e their four years or two years of post-secondary educattbn,
- We are also talking of serving students who have the right to go to ccllege,

and'who need the type of institution that will offer them what they.really

\\

N need I am talklng about the type of sttrdent who would never pursue post-

A ) .
secondary éducation unless he can attend an 1nstitution wﬂling to cater to

L4

his partlculavr needs. So, we believe in serving the poor students who need

tr
i
T i

certain types-of instruction and in equipping them to work and at the same

"~ time in,-g'iving‘ them'libera_l arts binstr'ncticn".\\‘

Albin O; Kuhn: I suspect e{rery member of our group that has been privileged to

- visit with you'would rather strongly support an open door, a‘reasonablﬁ a

4\ ~ open door, for admissionsand applaud' it. I suspect about the only .place ‘

that we-would want to question whether the door might be open too wide is .

~ if it becomes a quickly revollvingdo'or--wh'ere very quickly thelperson's
, » , _

——

| right back out. Ithink we all shudder about that one. S - [ '

1
"
Ay
¥
—
- B
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I have been.ratherﬁ amazed at the exl;erience\'that we had had ina
setting such as a medical school, You all know that the typical medlcal v
: school goes through an awfully long process of carefully selectmg, and
testmg, and every‘chmg under the sun. A typical medical school'does, in
. fact, re]ect at least one. or two full classes that could move ahead in fine -
shape in the school for every group 1t admlts

For social purposes, namely, a,dequate mmority repre'sentation ina

- ) . ) Co C o . “ .,ﬁ\i;._t...
' etate like Maryland, all .those things are thrown out the Window for a certa'm -

o

4

number of the population. ‘The md1v1duals commg in have performed inall .

T,

the quartﬂes of the class year by year, from the top to the lowest quartlle

AR
LA

and they have been d1str1buted through al‘.. - I have to say that the questlon'-

\

_of selecting persons for edmissions is a pretty inexact science and does not
really cons1der the other thing that really is 1mporiant motlvat1on. You

, 'mentloned screenmg and workmg to see whether the student is gomg to . Ve
ree.lly try. There are a great many students who ha.ve not normally been
cons1dered as admlttable to colleges and un1vers1t1es that will perform
very well, lonce in the setting. Sol yvould applaud your open door, and I

-\-

. suspect no one on the team would say you are foolish.

_ Sol L. Descartes: Félix (Félix Torres Le6n), where__are you? 'Oh, he is.away for
a moment,' . Do you want to defend the scutcheon of the regionai colleges
s and give us something of your experience in the matter of accessibility,

and some of the things we have done, which I think would be worthwhile to

-

» talk about, Dean Cartagena?

[~
ne
b
(o)
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Kafael Cartagena: Inthe regional colleges, our experience has shown that we can

do a good job by offering td’the students an ‘oﬁporftunity to cdmé to us to get

an education. We now have some statistics on this, and we have some

13

" -statistics on the grades of these students. We also have .some Qpeci_a'lw_,' as -

you were calling them, 'rémédial or.compehs'atory programs' that help us

b

to do the job. Ithink that, if we open our doors, we 'ghoﬁld_ have the capa- -

' biiities to offer pr'ogréms and speciailllhelp to benefit the students. Until

this year, our colleges were small enough to give more personal care to

' our students. This has made/a'gre'at differen ce in the success that our

students _;Nhave 'had. e , "

I am not saying thé.t we are not losing stﬁdénts. We do, of‘c‘ourse, |
have a high attrition .xjate, but it is farl lowér ﬁian the attrition rates at the :
communify colieges in the sxtat'es. We zire in far tgett]af shahpe,

We have been making éomé éfforts in épecial séfvicéé, tbo.‘ We-_have

ki o ' . ' . ¢ ' . lr‘ .
been getting some federal monies, and we also have some jibaro programs,

some local efforts to-provide Qur'-studqﬁtsi with special help to make their
way through college easier.:

1

I' think that in this area of accessibi-lity, with Qome special effort, we .

~ l

could retain more of our students.. 1t is .ndi a matter of_letting. thép‘) dro"pv R

out, it is a matter of providing the opportunities inside so that the open
door does not become revolving door. Iam not gaying that we have an open i

* door as such, but we have admitted most of the students that have come to~"
cur doors. - R S -

!
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* . Anpother, ?hing.that I would lik_e to say is that we are trying to provide
: different alternati\res. to our stuidents'--not: only in the a'rea of associate _
; S d_e_gree- pr°gral1/,1's a'n“;:i‘."f‘eertificate programs but eyen with our ti_mid e’ffor_ts
\ a '-shown in the ar.ea of curricular reform; In this refo_rm we _have provided
\\ | for different alte;natives-in the liberal arts. .We are .also working with the
\\ concept of .'nclusters.' . Perhaps a person would 1ike to: study history, and
"t is legitimate for him to- s’tudy history, government ‘or political science.
But with a special arrangement of courses w_hich we.call a 'cluster, ! Vhé
HE can acqui;re son;i’e salable scki_ll such as typing, _accounti‘ng, computer'
: programming and 80 forth | o .

Sol L Descartes' Say writing. T here are a number of positions for anybody who

knows how to wnte at this university _a_t _any time. We ought to be teaching

L

students to write, don't you thmk 807

4Rafae1 Cart_gena. Absolutely. I think that we could provide within - our BA in

N oL liberal arts, an option for a-person who wants to-be trained in communications L

skl e T T

L

John J Theobald Plus an ‘.bility to go ahead to further studies 1f he decides he
wants to later. These threer thit.gs. oo |

Sol L ‘Descartes: This is what we really should not shut ‘out. - We can't shut out
the person who, for reasons of ’econom ic necessity‘, -needs to earn a salable
skill at the beginning and who should be able to resume' h‘is education later
if he wants to do it., I think this is a universal problem and it was, widely

discﬁssed during the course of the :Z;International Ass_oc-iation of Universities_ ;

e it Moscow. Most of the people weére very insistentzmat this has to'be done.
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- Jen J. Theobald Consider the youngster who raises his sights. Many a young- ' .

233

Incidentally, the democracies the developing countries and, the most

advanced oountries were all sgarching for a way to do this.

/

ster says, "I cound not possioly handle more than two years of college. :

Even that may be more than I can do. " And when he gets through he ought

to be able to go on to further studi,es.

illlas Rivera Cidraz: It seems to me that we are speaking about- elitism in two

different concepts. I would like to clear that up, because an institution can

N

be called elitist if it is commited toa liberal art programs in any way. But

an mstitution can also be challenged as elitist if it is admitting .anly the

higher level of incoming students. I think that in that second respect there

s not much room in this institution fou an elitist concept.

I think that let'

. " say, in the UPR where they admit no more than 30 percent of the. students

\

that ask for admission and they have to put them in some order for admission,

that concept may have some validity. Traditionally they have been using the

', high school 1ndex plus ‘the CEEB score. and in that way they have been called

. _elltlst becauss‘they are takmg the r-;tudents that comeu fr0m the‘high.-income

[y

" as long as.they hayve a minimum average.. On the basis of what Ihave be‘en

families.

¢ In our university where I think although Tam not sure of this--correct

me 1f Iam wrong--we adm1t them on the basis of first-come first-served

i
/

/

-

told we are admitting almost everyone that requests admission who has

o

admission or for being called elitist in our case.

i
'

\ o

4

N

that minimum standard. I don't think that there is much base for arbitrary

i



lSol L, Descartes No. We referred toelxtxsm in talkmg about the group that . / |
believes that only students with® hxgh entrance credentxals are admxss1ble, "
“and should be admissible, and that once they are admxtted you should further |

decxmate them in such a way that you retaxn only a rather small and select W

,‘. ) | minorlty of the very good - Let me tell you that tx.at concept is extremely
| w1de-spread throughout the world Contrary to what every one of us would ’
think, it is the Marxlst—Lemmst countrles who are actually abldlng by that
.prmclple--much more even than the counfries that we generally assoclate
with it, such as Germany and France. It is true that in these countrles, in
all of these countries, they tend to seg’regate people and to segregate them

early in life. The French do it at the time of the so called bac , wh1ch is

" the baccalaureate exammatlon The other countries do it in diffcrent ways

but it works out that the.best schools are for the' select. - This is true in
S France, in Germany, ,in practically all of Western Europe and in Eastérn L e

I Europe and the students not selected are d1verted to the: so-called techno-'

.2

-logxcal schools. ‘ Some of those technological schools make them 1nto

N

excellent people in technology\‘but they shut them off from the cont1nuatxon
‘of a career, a university career, as we know it.’ Thxs is’ the concept that

-

‘we used to haye,‘ and this is what we now want to ‘Shy away from.‘ In the - .

r~

U.S., ds we all 'know," this is still true of a’ number of institutions and

,except for the exceptaons for m'norxty reasons many are stxckxng to it.

G, Bruce Dearxﬂg I would like to venture a little exercise in semantxcs apropos
) . , B o _.,.\, .
"of the defimtxon of excellence. Iwould concede that it may be an excellent

‘\

program at the Un1vers‘ty of Moscow whlch picks those people who come to




" the top in the secondary/school_s and are programme/d to be educated for
< o o particular positions. It is not necessarily anirferif';r educational experience,
but“neither is it an acceptable model\'of éiccell‘ence‘; for u's.' :Students.in a |

‘. small liberal arts college, most of whom have college board scores between

700 and 800 who arrive already writing beautifully woﬁld find the traditional

liberal arts program still appropriate and thaf 'it isn‘o;better 'or worse ©

-
.

than a program leading to an associate in art7 degree for somebody that is

[

. gomg on to take a baccalaureate in English. //

i

/ o
" We find ourselves now accepting the coécept of all post-secondary °
. . . . / ' o .

} ~ education having an occupational component. That may bring many with
. : t . o . ,r/_‘__ ‘ L .' ) LU
_baccalaureates in'English, history, physics, education, or whatever, on
to, not back to a"two ye'ar prOgram in lccohnting or computer technology.

l
i

- Itis possible really, to start on eith7/r side of the degree and to add toand -

to complement. What we really need/ in higher education and parttcularly,
in our' systems when we are trying [o articulate and. work out transfer

L

B

.
'

- T ‘p'olicie,s--"are fewer measures that 'are exclusively in-put like the college‘
| board scores, and more measures that are related to out-put, such as

) what the student feels and thinks about his experience what his post-

Ly
-

graduate experiences are, and the degree of success he achieves. But

- i

these. are very difficult to .measure. I have seén some of the. tests which
purport to measure. how: many people went into science, for example and

.of that group, how many stayed in the laboratory and how many went' into

o

administratio_n. But which lS better" Is it the failed sclentist the failed
A A B

e " teacher, who"goes intb'administrat.ion?_..9? ;it_;is._tb._e_sscsessfpl_sme?:,.?4_,__4._,4
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John J. Theobald: I think the validity‘of this statement about accuracy of measure-

~

" ment and all is brought out by the case of the medical schools. Certainly
our medlcal schools have been elitist, except recently when the veteranian

. schools have becpme the most ehte in the country. Yet in a study they

r

/l ‘ . . made, I ould think, about 10 years ago, they found out youngsters who
were at the bottom of the class in the f1rst two yeart\were in the upper half

) in the last two years and vice-versa. When they look\ed at th1s they found

some ,very. good reasons: the first two years were strictly rote memory

from the books; the last two years were application of what they had read

to the use of patients. The people who knew’hovg_ to memoriie the books

were not, by any means, necessarily the same people who knew how to work
. - S . " /

with the patient. Here we have 'been, presumably. well Iwould not go e\ten
/

that far butjposstblv throwmg out some of our best potent1al doctors

because they did not measure up to an art1f1c1al measurement that had no

real meaning in what these people were preparing for. Ithink that there

J ' . -is an awful lot of that in cur educational society today. -

,/ Albin O, Kuhn_: You should add, though ».that a few were best in all four years,'

and they are pretty good ones to get for your own persoual physician. One

o

qt’xestion,-_ since'we got into the international scene that I would reallv like to

A

shoot at one of you, Mr. President, or Bruce(G. Bruce Dearing). The Japane/se

\ - ,system sor.t.'of drives me up the wall. As I see it, there are many, many
v people in an open door, c'oming'through and comrpleting university and _ )
’\ ~ college trafiiing quite well, but_then there is a rather quick system of either

A __.._._.jf.h.i.l';,.ifilg them at a college level position, or relegating them for the rest of == ~~=

";:. . | . . ' ‘ . o :
>’IZ - //5 v ‘ » . o I .;\ 3 : | o
‘ S ‘ : 3N S o _




o
AN

_ their lives to positions for which they
college Are either of you famllia with that?

Sol L. Descartes- I have read a littlef‘hit--not too much anh mostly not in scientific

'-publications“'but_? I he {;ﬁat 'in Japan, the fight is for very high scores to '

~ enter the select schools. F or example the capacity of a Japanese to go to

-

" the University of Tokyo assures a certain similarity to what we find in the
,minds of some of our fellow citizens {both from Puerto R co a_nd from the |

\ . CY ‘continent) that makes -Harva'rd attendance a'.pricele‘ss'thing- to give to their

"

chlldren. This is something I have never been able to un\derstand incidentally, ’

l o . . ',

and I have factspZ:)on which to base a contentio that m some cases it

produces very
i .
they want The){ are choosing, as is done in/some of ‘our systems. Take 1 f
/ |
o

or results. The truth of the matter is that this is what

If you/are not so good yo

o / | other placesti;ich to me, are the mogt interes?mg institutions that they .

' J © have in the /lty(Of New York.
- \

-

r c 1912 bulletiJ I read rece\ntly--"Come h re, .get an edut:ation and you are )
fixed for hfe. " But do wé\ have a danger of too large a proportion going to .
Tl - \

_/- ' . college? I am a lit:tle disturbed ab01rt 7h1s-—-1 don't know the answer--does
o . H \ \ .

. \ \ -l
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G. Bruce Dearing: This goes back to thé question of the appropriate mix of the

consumer model and the manpower model. [ don't really know about

238

2

\ ' ~ Japanese education, other than"’having road about the terrible psychic

\ _ consequerces to the youngsters in good\families who are being denied

N . everything eélse as they are being groomed for entry into Tokyo or Kyoto _

or some other elite institution. It is apparently so@ing«like the pattern

that used to exist and ,still.survives to some measure in England, where if

you get to 'Oxbridge' you can h0pe to go far in the government If you have

g

to go to antol or Manchester, you can get a certain lesser distance , and," _\

~ ' if you go to one of -the technical colleges then you may find yourself

-

‘lower in the pecking order still . R -f' i

There is also the problem of the relationship of the number of positions
L to the number of as_pirants for those positions. ‘ India v.vould.. be a good
exabmple of what could, at least in some ways, be defined as over-educ‘ation.’ i
A large number of aspirants are trained for jobs that they are never going . ‘ o
: t/b b‘e"able to assume, increasingly in this country as well as in India. - . o -
- /However-,\ 'I' don't’ really believe that there is such a-thing as Quer-education.

. ,l R . .
/ There may be such a thing as over-trai/ning,and over-qualification. If one

¢
{
s oo 8 e P !

J -

; is focusing upon matching a particular/ educational experience with the out-
/’ . !

.....

/ . citizens who ought to be highly educated and humane plumbers but are
: / E gomg to be disappomted electronic engineers or space physicists. We
/' probably need not only to re-thmk the fraining ﬁoute but also the emp oyment

/ R pattern and the meaning of Significant employment ’ R /

’ . T - . "

9 . : R . e D . ’ o
. : oo N - L . . . 4 .
e T e . ) ) N ) ’ I )
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{0 I want to suggest--I have been groping for years for a way to say
] - > b

L7 - o -

- this-~at the time when we are making'a"transiti,on_ at least in many parts

~ of the world, from an industrial society to a post-industrial society, from
T production orientation to a service orientation--we must find a way to
\ .

»

\ : \subs*itute for the puritan work ethic some other more humanistic View, or

-

” substitute for the concept of productive labor, which alone gives one

s ificant status the idea of significant human act1v1ty, which may not be
produc-mg anything meaaurable other than an 1ncrease in human happiness
‘or the alleviation of suffermg, or the enlargement of the horizon of one's

‘ »_fellows. I am thinking even: of such things as the surrogate gr'ﬁzndparénts
T ) /

' who, after retirement find ways of contributing to young chilc{ren t}iings
M /

&3

. that they have learned That is significant human act1v1ty. ktis not

-

measurable productive labor that you can assign status or salariés to.
e S, ' We probably have already reached in Western Europe in the U S ‘ 1
maybe in Japan perhaps increas ingly here a posltion where there is not

¢ o T an avenue for upward mobility in the‘traditional patter.n for as many people

~

as are aspiring to those.-positions. -If there are 20 percent elite positions ~

of high status and salary and you are training 10 percent for 'them, that is

t - -

great because it also allows some of the' less trained to get in; but if you
are trainmg 40 percent for such pos itions 20 percent are doomed to be

o i

disappomted I hope that we are 'gomg'tof,_b‘;e able to _re;think liberal '

o

education,and the relationships a’mong conditioning, t-raining and educ‘atiOn

which ure really three different things and demgned for different purposes
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TN
. \'\‘rb—fk force or of the status hierarchy. I'wo‘L'iId hope for a diminution in.
"-E.nAgland of the ,speci;l'a‘dvanfzag'e of _Oxford anq C'ambric.lgeb over Bristol ~
" a_ﬁd M%mchésfer_ and Sbutl_xaniptq_n',.-‘and I would hope thal.:vthe.myth that any
Harvard m@;n is better tha;n any Iow)vé man will fade. " |

_ ) - - o . . Q
:John'd, Theobald: I think there is such a thing as over-education:- I think it has

" got to be guardeid against. To me you can over-educate a person, but you
| rafely_ find a'person .who cannot beneﬁt by more education., I think they are
two very. different things, and Ithmk aﬁ attempt to hold to a single proéram
' of\“educati.onh, vpresuma.lbly to fit the needs of eyérybody, is almbsé guaranteed
to‘.give you aﬁ over-whelming numb;ar d_f people wﬁb are ove r-educated, or
| miseducated. Ifl, on the other hand, tjne iﬁs_tituiion t'ries'fc; reach ou.t for
the thinés thes_.e;'peOp_le have. interest_s in, 'fof the things that do fit into the
- likelihood of what ..th‘ey_ will be doing. in .later.lifél,' and. giv'és_th.em further
| . educ..ét.ic.m on that basis, then you are giving ‘the.m, certai_r.ﬂy,'post-high
séhdol .educ‘atioﬁ. and, .very péssibly bui: not tieceséarily, higher ;adﬁc'ation;
i);ll-;:'foﬁ:are not over-educating. .This is‘f;he bgidncg that has to be.carefully .

- watched: the extent tow i H’wh‘a'f'iau are offering is rélative to the soéiety _

you are preparing people_for, bcth in terms of happy living, in térm’é of
’ contributic.mlto the comm;lnity » in terms of being able to make your own
N living;" and in terms ofcgntributing to the productivity of the total
community.: . " |
, 1 wouid include ygur grand parental situatibn as pért of the educational

productivity.

G. Bruce Dearing: I is productive, surely.

<

o o e 234
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John J. Theobald: Yes, but not the kind of thing we Have been accostumed to

measuring.

Sol L, Descartes: I can nct refrain from saying that I don"t think that ‘we can over-

B} educate. We can rnis-educate, we can mis-train; but the important thing

is the dlfferenCe between tra1n1ng and educating., I thmk that this is vuhat

4

. is very dlfficult and the line between is very elusive. 0n1y ery few

really can make-the dlstinctlon. But I think the dlstinctlon exi ts. We are’

~ only ten minutes from endmg this discussmn. Do you want to say somethmg,

Féhx (Félix Torres Le6n)?

Félix Torres Lebn: No, Sir.. Thank you.

. 50
\

Sol L. Descartes: We have a very few minutes.left, and we want to end this session.

punctually. I just want to say one thing: I have learned a lot in the course

- of these dlscussmns. Each one of my colleag'ues from Inter Amerlcan with
whom I have talked. 'has e:tpre'séed td me-that he has also benefitted

. : -greatly from this exchange. I think that it is a very htting end to the cycle,

\

or process, of reafflrmatlon of the accredltatlon of IAU,
I should like,to illustrate, once more, the excellent relationship that -
has existed and the degree of, shall we say, encouragement that previous

reaffirmation visits of various teams by Middle States to 'Inter American '

. ) N *
: he 2 glven us. At the t1me when it wa,s a question of surviving or not

survwmg, this umverSIty would ha.‘ve undoubtedly dlsappeared 1f our
/

accreditation had been: W1thdrawn/;’1n_1964. The report of 1968, with which

. e . ) ’ :
Iam fairly well acquainted, helped us-to start along the lines which have

BN

made possible the clearer structuring of the university to meet the various

objectives that it has set for itseifs Looking tc the future, I think that this

234
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discussion, at least to me and my asseciates at the various levels includihé '
the students,-' has given us foed for thoeght that will be very helpful in
continuing this improvement.

I were to mention only .some qf the thmgs Iam especially pleased
with, the list would have to‘be incoxhplete very inc-omplete~ but. Iam very
sure that this dlscussion has brought outcertain th_lggs that we certainly
have to avoid, One of the _thu_xgs -thatI heaxjd this n.m.rnmg, and you
xeentioned agai'nthis afternopn: this university must constantly _re-d_efine
its_mission, agd its objecti_vee, and the road that we should not follow is
trying to be all things to all people. .It ‘semetimes appears as if we:were

attempting to do that. So we have to be a little bit more modest and narrow

=~

down our objectives.. They may be different objectiv_es and we might be

servmg different groups of students in Puerto Rico and with . 1fferent scales

of excellence or scales of worth. However we must understand that all )

.educational effort has dignity a.nd that, if well-done, teaching a.certificate

course is as meaningful and socially desirable and deserving, in terms of
excellence, as teaching in a graduate program. .
Another thing, which to me is one of the most important conclusions

that I have gotten from these .talks, is the whole question ef' improvement--

and it is more than improvement. it is ihe adaptation of the student services--

~ the integration of the student services into the entire work of the university.

This is another concept that has come out from this workshop as an objective.

I belleve that laying the base for adequate later respense of the students

~ as alumni by meeting the current needs of students is another important

concept.
3

Zé
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~ than we have dc?ie. Ithmk that this was extremely useful. [

I
24?
l
- }

. I have been strengthened, in a way, in many of the thoughts and. the

- | AN
processes that this university is following, which we su?s’umed in the study

|
[

as gradualism, as gradua] cha_nge--not going too far oo fast. Ithink jthat'

o has received' your‘general’ accCptance although haps not in spe"cifi’c

/

' terms. As I interpret it, what you have said is "You are right in this

A[’

B don't try to go too fast.", I thmk that Dr, Strong put it very well, yesterday,

/
/

‘very effectively, in 7all1ng attention to /the fact that we should not ‘goj too ]

far in a theoretical 'way. At least, uot without doing a lot more research
I |

J

l

We are grenitly appreciative of what you have done. I do hope that we
I

have the pleasure of seeing you back in Puerto Rico. Whenever you come,. .

please v1s1t us because we owe a debt of gratitude to you, and we want to
show you that we have appreeiated"what you have done during these days.

So come back and let us exc_hange views without formal structured;‘meetings._

I look forward to seeing some of you, as Ido, in the meetings of professional'___

associations. A few of us will be together again in early December at the -

. meeting of the Middle States Agsociation, and I look forward to“seeing you

then. o ‘ | Y

In the name:ol Inter American Uriversity, and of the other participants, .
thank yra very inuchl for attending these rneetings. We have thoroughly.
enJoyed them. Since we are, as somebhilosophers say, on *he threshold
of an era of rediscovery of hedonism this is tied up W1th the question of
the: happy life. I was very glad to hear a student talk about the happy life
this morning. ‘I believe’ that we certaimy have had a very: enJoyable and at - -

thevsame time very productise .: zeting. Thank you very much,
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