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“Steady state’ was a term unfamiliar to most a few
years ago when it was coined to describe the fore-
casted era of littlp or no growth in higher education.
Furthermore, few persons wanted to believe it could
happen or to consider its implications. Regardless of
what term we use to describe this period in higher
education’s yfuture, discussions ‘about its conse-
quences and implications will face state “policy
makers and educators for the years ahead.

Higher education’s dilemma is that a steddy
state will brirg increased pressures for change, not
for operating on the basis of more of the same.

Southern legislators discussed many of the issues
which will affect this-adjustment period when they

-met at Point Clear, Alabama, for SREB's 26th

Legislative Work Conference. “Stability and Change:
Postsecondary Education’s Future” was the theme
far this annual forum for legislators to consider
problems, issues, and potential of higher education.

As background for the discussions, SREB staff
presented its Profile of Higher Education in the
South in 1985, a staff report én one posgible picture
of the future of higher education in the South.

* “If Not Growth, What?--The New Assumptions )

in Higher Educatiom’”. was discussed by a state
* higher education agency head, a legislator, and a¢
‘unjversity presidedt. Kenneth Ashworth, of the

Texas Coordinating Board, questioned whether’

* higher education would adjust adequately to a new

set of circumstances and saw some of the initial "

changes as stop-gap at best. Delegate Lucille Maurer

of Maryland noted the dual problem of facing the

slow or no-growth period ahead while maintaining
the - capability of perhaps turning around and
expanding iri the 1990’s. Frank Newman of the Uni-
versity of Rhode Island contended%mt incentives for
change will be the key to adjustment, but that many
of the current incentives encourage the wrong kinds
of-actions.

" The financial decisions in the adjustmeént period
ahead will be difficult ones for state policy makers.
JohnD. Millett, of¥he Academy for Educational Devel-
opment, noted that higher-education is a more than.
$40 billion operation in this country, and he detailed
several factors pertaining to cost Ob]QCtIVBS. cost
pressures, and cost priorities, Frank Sc
the Maryland State Board for -Highef” Education,
commented on numerous financial consequenceSvof
a period of. hmited growth: -

dtldin, of ~
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The link between education and employment was *

-discussed by considering some of the practical -

aspects of manpower supply and demand and
career plannmg SREB has conducted manpower -
studies in recent years for.the' full range of collegi-
ate job opportunifies and many specific employment
areas. E. F. Schietinger, of SREB, provided hack-
ground on some of the developments that have made |
the education —employment,issue a‘practical prob-
lem which educators and state policy makers «&te .
now . facing. Eva Galambos; of SREB, described
SREB's work in the manpower area and how it can
be used by students, counselors, and state policy
makers. Anne Seawell, of the University of Georgia,
commented on how college students today are
reaching career decisions. L

That education in general and higher education
in particular do not enjoy*the pnonty prevalent a

+decade ago is oft.repeéated, Still, éducation from

kindergarten through umversxty dccounts .for the
largest share of state spending in most states. The
questions 6f how education ranks today as a state
priority and how higher edudation and elementary-
secondary education reldte* were addressed by
Ralph D. Turlington, Florida Commissionér of Educa-
tion. Commissioher Turlington, who served for 24
years in the Florida legislature, claimed that eduta-

_tion remains a state governmen'ts greatest smgle‘

4

responsibility. - / .
. Collective, bargaining in hlgher education re-
mains an issue on.which opmxons are sharply di-

vided. The sharp division of opinion was underscored

for legislators by Robert Nielsen-of the American
Federatiori of Teachers and john Silber of Boston
University. Nielsen noted that faculty in the. South

' are organizing in large numbers, although-~there.is

little interest in bargaining. Silber, who is involved
in a court suit in which he is opposing collective bar-
gaining actions at Boston University, argued that

_ collective bargaining for faculty is unnecessary and

uhiwise and reduces a university to somethmg more ,

closely resembling a factory.

, SREB hopes that the discussions at ‘the Legisla-
tive Work Conference and review of these.published
presentations will be helpful to educatdrs and state

g’ pohcy makers as they face difficult decisions.
K S Wmfzed L.Godwin *

: President . , s
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In ‘considering postse€ondary education’s futyre,

the 26th SREB Legislative Work Conference began

with a summary of SREB’s recently pubhshed

. Profile of Higher Education in the South in 1985.

. "= The SREB profile prevides one posslble picture of

how higher education might look in th¢ South in

* . 1985. The profile is based on the likely conse-

- quences of some of today’s more importafit trends .

and events, and how these might be projected

through 1985. It i8 only one of many possible pro-

files. Decision-makers can and will influence these

. trends by making policies that affect how many and

. what kinds of students will enroll in the future.

Policies are already underway that might eventual- .

> ly alter these trends. The profile does not account

for those posslble changes. Instead, it offers a

future baseline which assumes a continuation of -

presént trends against which we can gauge how.ef-

fective postsecondary policies will be in attempting
* to change future higher education for the better.

_
/ . Figure 1
College Enroliment, United States and South, 1975;
Projections, 1980'and 1985
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nghllghts of a Prohle of ngher Edg.g:atlon
in the South in- 1985 . R

V. Figure 2

-Percentage Changes in Projected College-Ago
Population (18 to 24 year olds) 1975-1985
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The profile estimates that in 1985 higher edpca-
tion enrollment will T6tal 11.4 million students na-
tionalfy and 3.1 million in the 14-state SREB region.
Between 1980 and 1985, enrollment is expected to
decrease by 4.1 percent in the natiop and by 2.0
percent in the South. It is likely that between 1975
grow in both the region
‘and” the nation, but nbévertheless there’ may be
fewer students in 1985 than in 1980. Flgure 1 traces
how Southern regional enrollment is becormng a
larger part of total national enrollment. The figure
depicty a very- glight erirollment increase between .
1975 and 1985 of 2.0 percent for the nation and a
comparatively modest regional increase of 9.3 per- -
cent. These increases are much lowar than the .88
percent increase” experienced between 1965 and -

. 1975 patiopwide..

By far the most influential force affecnng ‘enroll- |
ment*will be the smaller growth and even decline in

.same states in the number of 18 to 24 year olds. The
-.number of people in this traditignal college-age

population group is expected to increase by only 3.1

. percent in the: South between 1975 and 1985. Even

this small increase will be larger than the 0.8
percent increase expected for the nation. Figure 2
shows the varying effects of this demographic
changb on Sputhern\:tates ‘Migration patterns




. " Figure 3

v Distribution of Coliege Enroliment by Age; -
' , . United States, 1965 and 1975 ,

s

Sourcé U S Bureau of the Census Current Population Reports Senes P-20
No 182 and 204

make indihd’n&l state projections not as certain as’
the total regional and national estimates. The ab-
solute number of 18-to 24 year olds will decline
from 1980 to 1985—by 5.5 percent in the nation and
3.4 percent in the region. But despiﬁ this decline in
the South, the region will have a shghtly larger part
of the nation’s 18 to 24 year olds in 1985 than in
1980 or 1975. )
To know more specxficaﬂy what lngher eddca-
tion might look like in 1985, it \is necessary to’
describe notesaly how many Mnts will »be
enrolled, but what kinds of students will enter and
for what. reasons. Perhaps the characteristic that
* will have the most influence on higher educationr as
1985 approaches will be the continuing enrolimemt
of older students. Figure 3 illustrgtes the changmg
role that different age groups have played in
national enrollment. The oldest age group—those
25 and older—has made most of the inroads. At the
same time, most of this increase is reflected in the
decrease in the 18 to 21 year olds enrolled. Some of,
.the increased enroliment from the oldengeg® groups
may be due to the’ upward shift expected in the
natiomal age distribution, where the median age of
the population ‘was 28 in 1970, 29 in 1976, but is ex- :
pectad to ride o 33 in 1985. Increased leisure timg,
nsmg :personal income, and higher levels of pre-
vious educational attainment of @ more mature
population all point to increase numbers and

larger, proportions 'of oMer’studgnts.
The sex and ragigl com n of the pro;ected
* enroliment may afso be dxff . In the nation and

the" .reglon. blacks may be expected to increase
their share of total enrollment between mnow and
1985 40 levels more in liné with their percentage of
the totd population” Another group expected to
continue to 4ncrease "in* enrollment . through - 1985
will bs women, who have grown ds a percentage of
total Southen earollment from 1951 (36.5 percent)|
to0'196} (39 percent) an;l,io 1971 (41.7 percent), By\
1976, women comprised °47 percent of the total\
Southeristudent population.

. hanging characteristicq of studdnts may |

2
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affect Eh ys in which they enroli. From 1974 to
1984, non-dagree related enroliment (or shrollment .

not related" %o a bachelor’s or higher degree) is
expected to increase its share of total.enrollment ip
the South frog-10 to 15.5 percent, mainly at the
expense of ‘undergraduate and- first- professional
degree enrolllnant, which may drop from 79 percent

" in'1974 to 73 percent in 1984; graduate study is &x-
* pected to remain relatively constant at about 11

percent. The reasons for these changes are, that
‘greater proporhons of older students, women stu-
dents, students who work full-time and who elect
parttime study ,will be enrolling. These kinds of
students will choose to go to college to upgrade
theit skills for their present occupation or td trans-
fer to another job. Also, more people will enroll for
avocational and ciltural purposes, or life-lohg
learning. For these nreasons, the emphasis on the
dlrect route to the four-year bachelor’s degree may
dacrease as skilla or avocational intefests become
appropriate for many people. Graduate en-
rollment fhay hold at its present level, even though
' - Figure § :
Percent of Enroliment by Type and Control . °
of institution, South, 1975 and 1985

100 -

b
b .
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‘ v

;rces James R Mingle Fact Book on Higher Educanon in the-SoutH. 1875

1976 Sauthben Regional Education'Bgard 1976 projections based an an

adaptanod to the South of trends for the nation estimated by NGES for the

institutional cétegories in Projecfions of Education Statistics to 1984 85. 1976

there will be oversuppliee®: of many .advanced
degree-holders. This -may result because many '
bachelor’s degree’ majors lack clout in the job
market unless advanced degrees are held.

The kinds of students whoe enroll and the ways
in which they enrofl go a long way in-determining
how different kinds of institutions may expect to
share the total enroliment in, 1885. Figure 4 high-
lights the growing part that public two-yeér institu-

. : ’ . ‘. 5
[ ' . \
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tions may be expected to play in total enrollment in

_ 1985: All of thé other public and private institutions

. may decrease ag a proportion of total enrollment
ovet the 10%ear period, especially the private

. ) sector. Since enrollments in 1985 and 1975 are ex-

']

pected to belapproximstely the same, we are in- .

essence talking about actual -gains and losses.in
enrollment: The :major reason for the incretrse in
two-year college enrollment is that greater propore

=]

tions of older students will 'enroll. Over 73 percent®

of students over 25 years old npw spend their first
! ,two years of college in a two-year institution and

-

. this percentage is growing. These colleges tend to °

be less expensive, more accessible, and more

o related to occupational interests; gll of which are -

traits that fit in with the needs of oldér students.
With enrollments decreasing, especially after
1982, and with some inflation likely to centinue, the
financial condition of private instititjons may be
severe. Larger, private, comprehensive four-year
colleges increasingly may be financially pinched as
teacher education ptograms continue to phase
. down because of t oversupply of elementary and
. -secondary school teachers. Even the larger, private
universities may expect increased financial diffi-
culty as graduate enrollment slows through 1982
and declines in absolute numbers after 1982. The
«small, private liberal arts institution will be espe-
cially threatened. Because of their smallness, they
_ may lack the flexibility to adjust budgets to enroll-

1 . -

AW Figure 5
. . New Faculty Needed in South, 1977-1985
Projected, As Net of Enroliment
. and Replacement Demands for Faculty
. 9000 {-
( 8000 |-
7000 {.
6000 | *
5000 |-
3000-§.
. »L'
! LI T T T T - 1 T T
' 1978 1980 1992

1985

1 Based on Nafional Center for Education Stanstics (NCES) projections of
full-hme-eaugva!ent faculty (Instructor or above; in ali US higher educa-
ton institutions convérfed to Squthern regional estimates by applying the

' Souths perogntége of total U S enroliment to the national taculty projections
127 percent 1977 1979 27 8 percent'1980-1985)

2 Based on applying a repldcement rate of 4 5 percent to total fulletime -
equivalent faculty in previous year, converted to Southern regional figure
by applying the reqgign s percentage of national enroliment to total faculty
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ment: fluctuations and néw program demands. Be-
cause of their more rural locations and liberal arts
-emphases, they may not be able to attract the new
population of older; career-oriented students who
could balante the expected decrease in traditional
college-age students. i
." With enrollment expected to decline through
1985, fewer new faculty will be needed if student-
faculty replacement ratios remain the same. With
enrollments declining in total numbers after 1982,
fewer faculty will be needed. Some new faculty will
continue to be hired, as the reductibn of faculty due
to enrollment loss sho 6ed thempumber of
faculty’who leave academb and must be replaced.
But even assuming a reldtively high replacement
rate, higher than, -that {4f the 1960's, fewer. than
* 5,000 new faculty would be needed each yw¥ar from
1982 t0 1985 in the South, This contrasts’with an-
nual demands for about 7,000 mew faculty from
1972 to 1982, and 9,000 new faculty frem-R963 to
1972. These enrollment driven and faculty replacp-
ment factors, along with the, prospect that legisla-
tures will continue to press‘%r higher and more
economical student-faculty ratjos, -and the’ shifting
of students to community colleges, where larger
teaching loads and subsequent. higher student-
faculty ratios already exist, may combine to de-
crease the demand for new faculty. New Ph.D.'s
will be affected particularly by ithe lowered de-
mand for new faculty since histd;ically only 44 to
50 percent of the tdtal new faculty hired have held
the doctorate. THés would cut the gemand for new
fdculty with Ph.D.’s to fewer than 2; nnually by
1985. These prospects will be of par ar concern
to those graduate programs which train Ph.D.'s
normally headed for faculty positions.
In summary, some of the highlights of the 1685
profile of Southern higher education are that:

. ¥

t The growth of total enrollment will slow and
then decline through 1985;

' T Total enrollment will decline in absclute um-
befs between 1980 and . 1985; - - )

T Non-degree enrollment ‘will increase/ and
bachelor’s degree-oriented enrollment-will de-
crease as a proportion of total.enroliment;

t Women and blacks may be expected to in-
crease as a share of total enrollmen}; d

t Relatively more students will be older than 21,
will enroll part-time, and will seek career-
related study;:

T Public twh-year colleges will continue to™ in-
crease their proportional ‘share of total en-
rollment; | . . .

t Universities and private institutions will have
their shares reduced:

\ 1 Private higher education may experience in-
\_/ creased financial'difficulfies; » .

t The 8emand for new faculty will».decreqé.. in

absolute terms..

-’

i
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*  New Assuniptions in Higher.Education — Three Views

“Schools are borrowing
- againsta very uncertain
future in orderto -

sustain a past that’does

not fit the present.”
— Kenneth H. Ashworth

- "4

.
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0/_ ' ' v
.we are ggking .
hlgher eduga&lon to “~
adjust rapidly to *
changes of direction,
not just a change of
pace.

<
-

A4

.

.the ircentives for /

change

.within

1nst1tut10ns of higher

educatlon
all wrong.”

.are largely

- Frank Newman

.

Vlew from State ngher Educatlon Agency -

f
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I come to you obviously®as a pessimist. I think
George Burn’s definition of a pessimist hai always -
been the one I like—he says a pessimist is & person
who feels bad when he feels good because he' wor-
ries he's going to feel worse when he feels better.
Another definition of a pessimist is one who's lived
all his life aronnd optimists. L feel sometimes that s
where we are in higher education. )

Animals are constantly evaluating the external
world in whi¢h they live and gd]ustmg toit. Tore- °

~act to the cold they grew fur, eat moge food, or

become vﬁi‘re active. To react to heat they molt,
slow dowil, eat less, and sit in the shade. They also
.make accommodations to long-term changes through
evolunoi

Orggnizations must adjust to the external world
as w To do this they must have information
abont the real world. If the information is faulty or
filtered or ignored or deficient, the grganization -
loses touch with reality and the external world.

Such an organization will not ‘change or evolve to

7fit the new situation. and. consequently in time it

 aill die. ‘

Obviously 1 am talking about mstltutlons of .
higher education. But some presidents and deané -~
and faculty say the information is not clear enough

" yet to require them'to change from the approaches

**__k‘

>

that have been successful for them in the past: They
seem in my judgment to be guided by First Corin-
thians, which says, “If the trumpet give an up-
certain sound, who then shall prepare himself for

" battle?”

My respouse'to ‘that is: there is now a chorus of

— Delegate Lucille Maurer

-

-

'Kenneth}l Ashworth* . . ,

[}

trumpets, all in tune, playmg i close harmoay. and
you'd have to be deaf or. indifferent not to be hear-
ing those trumpets.

L.hope our colleges and universities are not the
walls of Jericho, because we could all benefit from

. looking at the trumpet score. Part of it you heard

played earlier on. the &nalysis of demographic
changes in the South. Let’s look more specifically at
the information the scientists hdve generated about
their fields. )
There will be 15 percent fewer students in

‘sgjence and engineering .in 1985 than 1970. The

physical sciences will be down by 55 percent. This,
in turn, will lead to a decline in numbers of faculty

‘positions required, obviously. The ratio of young

doctorates jolding tenured positions has already
dropped from 42 percent in 1968 to 27 percent in

1975, Also, a larger percentage of positions will be

held by tenured faculty, and retirement age is 70 in
many schools. In chemical engineering 81 percent
of the faculty is tenured; in physu’:s. 78 percent; in
all science and engineering it is 70 percent That
does not even address the more critical issue of
what percentage of the salaries go to tenured
positions. ’ ‘

Will such a situation result in our losing the
torchbearers in our gcientific fields; those who will
carry on‘the advancement of scientific dlscoverles?.
That worries many of our scientists. .

But our concerns about slowing growth rat
cannot be limited to higher education. We need
look at what businessmen are saying. Lonis Lund-
borg, former chairmap of the board of the Bank of

= : s

*Dr. Ashworth is commissioner of the Coordinating Board of the Fexas College and University System.
- v, s
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America, is looking realistically at o extérﬂaj.
world. These are some of the things besees: ¥ '

1. An era.of r;astrained indugtrial grawth;
2. Th throw-away econpfy has begn a short-
fterm success'and loplf“tange mistdke; '
~ 3,/ Repair and maiptéhance will become socially
acceptable;

4. Growjhmpafishjp will give way to other meas-
ures of econgmic value for investments; *

5. Multinational. corporations will become an
even more potent force in the world;

6. Jobs in industry will shrink, and shifts to ser-
vice industries will occuryg

7. The dislocgtions will be painful and resisted; -

8. Cultural and recreational pursuits will dis--

- place investment in material goods. Lundborg
said, “Most of what we produce is no more
essential to survival than is baekpacking,
bird-watching, or playing the piano,” and, I
would add, or the cultured mind. :

Other businessmen say we are moving at top
speed to a national catastrophe. Paul Samuelson
+ says President Carter's task on an energy policy is
* much like that of RBosevelt in thg late Thirties on
Europe ‘and Japan. Most Americans knew involve-
ment in World War II was inevitable, but we had to
be brought to the recognition slowly. President
Carter faces much the same problem. Most of us
know that drastic changes in energy consumption

- are unavoidable, but we want to come to it gently
without any abrupt change. We live in an unusuat
time in the history of man. Around 1900 we devised

a vehicle to burn petroleum, a black, .smelly sub-
stance of limited use,.until then. Around the year
2000, we will have used up—in 100 years of man’s
life on this earth—almost all of ‘the petroleum
which was deposited over tens of millions of years.
We have lived in man’segreatest period of profliga-

‘

“Some of the changes . . . are
questionable . . . stop-gap, at
best and self-destructive at
worst.” 4 ,

cy. Now time is running out, and the energy prob-

lem will have no less impact on colleges than any
other segment of society. ‘ ' »

: With everything costing more and monéy flow-

ing out of the country to buy the oil and gas we

$ need t0 run our economy, a slowdown in our
" growth and changes in life style are inevitable. -

»Kenneth Boulding, an economist, in writing on

growth behavior said this: *“‘When an ogen system

is threatened, either by the absence of irruts or the

~ inability to get rid of outputs, it indulges in at least

‘0

-

s ¥
/ L
. ]
. .

. .
2, - .
.

scanning or seeking behavior in the endeavor to
find a new environment in which it can survive.”"
That may be camplex language, buit it fits higher
education:\we can't get rid of all-our outputs. That
is, graduates in somp fields can't find jobs, and t’le

(S

s
Kengeth-H Ashworth
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pipelines are full ‘'of more of the same coming out.
We have an absence of inputs. That is, students
are becoming scarce. .-

Consequently, somebody better be exercising
some scanning and beeking behaviors'id order to
survive, .

- . ' -
Some of the changes in behavior taking place-

are questionable anl, I think, stop-gap at best and
self-destructive at worst. Schools are lowering ad-
missiops standards to find new clientele. Then they
havé to inflate grades and drop performance
standards to keep the students in school, New
. entrepreneurial cherlatans have found a®market
fct)&lselling degrees under the guise of innovation. If
. stildents can’t be enticed to%he cafipuses, schools
take the courses to ‘them. Eureka—the portable
university! And the more schools involved, the
fewer are the criticé. When everybody becomes de-
pendent on-the same procedures, who is without

sin to cast the first stone? Andthe few critics are

shouted down-ase-traditionalists and elitists, which
are becoming as reprehensible in higher education

as right wing revisionists in Russia.-My response is -

that it's.hard to got a man to understand something
when his salary is dependent ‘on his not under-
standing it.

Kenneth Boulding also says we have been on a
steady growth curve for hundreds of years in the

Western world except for the short setback of the -

Blatk Plague. Even in the midst of wars we have
grown, sometimes faster than when at peace. The
,8rowth was sharply accelerated by the industrial
revolution during the past 100 years. Now, perhaps
for the first time in centuries, we face no growth as
we corfront finite resources and the inescapable
necessity to share ang distribute them. The point
economists are making is that even if we could out-
bid the rest of the world for energy and other re-
_ sources in order to continue on our present path,

i
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all we would do is de?r'(')y the international.com-
munity, and us with We are going to have to
share more in order to survive, ‘at some sacrifice to
our own standard of living and rate«of growth.

Now, what do any of .us do in a na—growth situa-

‘ti{)n‘? Who knows? No ome has experienced it

except perhaps the shipbuilding industry in  England
at one time and the, railroads in’ the. United States.
Buj on a world-wide basiz¢{ Nobody, knows.

ow about higher education; how do we re--
spohd? It seems one knee-jerk response is to build

_anéther building or introduce another degree pro-.
- gram—particularly at the-doctoral level—because

that's what helped us with our problems in the last
decadg. ‘ .
<Schools are borrowing against a very uncertam
futuré in order to sustain-a past that' doés not fit
the present. Disaster looms as a consequence, and
major universities which have touted themselves as
critics of society, the prognosticators of the next
«century, the seers of all good and bad and truth
and beauty, turn their eyes away in horror from
the steps that mjist be taken to ensure their own
survival. Higher education, ought to be jhelping
other Institutions’ adjust to no growth and the
changes required. but many colleges seem incapa-
ble of helping themselvgs.

I predict thmgs are going to .get very bad in’
some locations™and in some types of schools. To
quote Boulding again, he said once, **The best form
of loyalty to a hopelessly insolvent organization is®

_ to bankrupt it as soon as possible so that it may be

reorganized into a viable form.”
s ‘ .
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In contrast to Commissioner Ashworth, I am a mod-
erate optimist about the outlook for hlgher edu-
cation.

I believe higher education will, in time, responf
to changing gonditions more realistically and more
coherently than has been evidenced to date—not

‘because the institutions will change their -habits of

operation primarily of their own accord; rather,
these changes will come as a consequence-of state-
wide planning and coordination, and as a g@sult of
redesigned public policies reflecting adjustments to
the needs of the decade ahead.

It simply isn’t in the realm of reason to expect
large institutions, any more than large ships, to be
able to make a ‘90 or 180 degree turn on short
order. After all,%e are askmg hlgher education to

‘,

We will, in my ;udgment see some leglqiators
forced into some mercy killipgs. of some schoolasr or
at least a system of triage, that is the sorting of
those weunded in hattle to save those wounded
" least at the price of those mortally struck. Or ‘at
least WQ will see the tubes and plugs pulled as we
discontinue * heroxcs to keep the hopelessly,lll
alive.

I know this is -cruel gpd aepressmg. but my
major was ecdhomics, the dismal science. I try to
live up to the expectations of my faculty. Also, I be-
lieve that if you expect the worst you're never dis-
appointed—and expecting.
work harder. .

It's not in the Bible and I can't find it ip
Alexander Pope either, bu$ I know there is some-
where & statement that says, ‘‘Blessed is he who
administers in a period of growth. Persecuted is he
who administers in a period of no growth. But
damned is he who must administer during that
transition period from growth to.no growth.”- Per-
haps with this talk, you'll ynderstand why in Texas
I'm sometimes labeled as the black crepe com-
missioner.

I vart t& close with the greatesf misstatement I
know. McGeorge Bundy is reported, to have said
about administration at Harvard, ““Only at the edge
of growth wa% there room for administrative
initiatjve.”

I believe at the edge of no grt&h we face the

L

greatest possxb ities and the greatgst needs for ad-
ministrative ifijiative higher ed

faceq.
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Delegate Ltlcille Maurer* ‘ .
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2d1ust rapidly to changes of direction, not just a

hange of pace. We are asking for this changﬁ‘ of

course at the same time the institutions are coping
with the impactof spiraling costs# with increased
resistance by taxpayers to heavier tax burdens.
with student reésistance to increased tuitions, *and
with faculties seeking higher salaries.

Portunately, most states have put in place at

least the structure to undertake statewide planriing,

and coordination. Forecasts of changing conditions

"are available; recommendations in response to

those changes are being made. Adjusting public

policy in a responsible way and implementing those

+ policies are what we as legxslators must weigh and
undertake.

Before I turn to some of the issues and options

0 . .
+
.

*Delegate Maurer 1s a member of the Maryland House of Delegates and chairs the Educgtion Subcommittee of the House

Ways and Means Committee el R
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. in higher education, I want to make ‘two observa-
tions about our middyset ad we proceed to make
. those policy decisions. The first is the importance
' of thinking about more dista;xt concerns as well as
+« + focusging on the immediate or near-term ones. While
. we have been looking at tremels through 1985, in-

cluding the drop in the birthrate, the potential for .

'declining "enrollments, and the" high praportion of
tenured faculty, to name a few, we must als6 bear
in mind that about the year 2000 and the decade
thereafter, the grandchildren of the post-war babies
will be of cqllege age, the tenured faculty will be
' retiring. gnd many buildings will be 40 or 50 years
old—thus setting the stage for another .cycle of
growth and replacement. My point is that while it is
reassuring that happy days can be seen distantly in
the future, and while we must of course adjust. to
the immediate problems, the fact is that how we re-
solve current problems may deeply affect the capa-
/ bilities of higher education to deal with future
. problems. Therefore, policies designed: to meet
) present trends must be analyzed for, possible nega-
. tive implications further down the road. Will there
be a source of new faculty members? Will the insti-
tutions haye to take .on a_large number of young
faculty all at. once? These are just some quéstions
which should be considered:for the longer term.
After all, our concern’is that higher education

! " thrive in the future as well'as survive now.
This leads me to my second’ observatioa./which

ucatiBn. Higher education has something of a tar-
nished .image right now. Some people say the indi-
-yidual's investment in higher education isn't paying
back the dividends it should, ®r that we are over-
educating our population. Yes, there are changes in
eémployment pAtterns and yes, there are going to, be
changes in relative cost/benefits, but despite these
trends, the fact is that the human capital created

‘strength of this nation. Thus, the limits of our re-
sources to support higher @ducation in the light of
" increased needs in health, transportation and other
fields, should not limit our faith in the importance
of higher education. Rather it should spur ys}to
maintain programis “of_guality, to provide more fc-
cess to higher education and‘to find more efficfent
alternatives to some of the ways in which educa-
tion servicés are delivered. .
.+ Having commentéd on the natiopal iriterest in a
continving commitme higher education, let me
turn to some,of the-federal policies and national
issues whigh will have a major. bearing on the
general conditions under which public policies will
be developed at the state level. Hopefully, as legis-
. . latures and gs regional bodies, our views will be
factored in at early stages of federal policy devel-
. opment 8o that we will help shape those policies in-
stead of merely reacting to them. * .
. ' First, little discussion has yet occurred at the
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¢ 4 18 keeping pur faith in the importance of higher ‘ed--

through -learning is the source of much of the-

/
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state level about the implication$ for higher educs-.
tion of the shift to the volunteer armed services. It
appears the recrtitment incentive pffered the vol-
unteer.is education. We are thus talking-about ed-
ucation offered to young people while they are in
the servite, at a time when they are frequently
moved from-base to base. This is & vast change
from a veterans' bonus approach with education
offered to a civilian who meves to or near a campus
and cag complete the educational program at the
institution of choice. ~ , ,

Jhe magnitude of thjs change i{ important- to
consider. The Depdrtment of Defense.estimates that *,

72

“...policies designed to meet .
present frends. mast be ana-
lyzed for possible negative
implications. further down the | -
road.” - '

?

as many as 30 ‘percent of the male? high school -
graduates will have to be attracted into the ‘armed
services if a voluntegg program is to succeed. One
car look at that in two ways. 'Are the volunteers
some of the clifntele who are expected to enroll in

. our state institutions, or are these young people

who may never have planned to continue their
education? Is this a drain on forecasted enrollment
or a new clientele for higher education? Probably
some gf both. '

How can statewide, planning agencies and in-
stijutions anticipate these potential changes? How .
canregular communication be established?

It is a vexing problem espgcially becausé we
have no structure for the base ‘commanders—the
individuals who generally make the decisions about
education programming on their. bases—to be in
regular ‘communication with the state agency staff
and with institutional leaders. Without regularized
communicationrand without a state interest irf the
problems of the military, it is not at all unusual for
distant institutions to offer education programs on-

& base rather than:institutions from -the state in
which the base is located. As on-base education
programs incsease in size and scope, the potential
im on state plans also increases. In this con-
nection a task force established by the Education
Commission of the States in ceoperation’ with the
Serviceman's Opportunity College recently recom-

. mgnded the establishment of a Council at the

‘

1

national' level to ‘encourage and formalize commu-
nication between the military and civilian higher ' »
education authorities. A similar pattern of commu-
nications was hlso recommended fof gagh state. '
1 have explored the armed services issue be-
cause it is 80 rarely mentioned in discussions about
new gssyfnptions highe;r educ'dtion. New I want
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to turn to othe,{ rssd’es of . ddn’cann at’ the federal
‘level. These include student aid; the nnpfact of rules

and reggulatxonﬁ end conﬂxchng.
federal agenmes i

* With respect to studei!rtglg)J ﬂierb has been a
proposal t6_eliminate. the dJrect-etudent loan pro-
gram and to shift federal funding into a guarhnteed
student loan program. "Tha proposal is to be given
. further study. I suggest that we at the state levg]

_.Qt‘

. have on'the availability. of loans for students in qur
respective states. While there is real concesn, ebout
the extent of ‘payment. fallures in the direct loan
program, there is also deep’ concerr tha
federal guarantee on loans from banks fai
produce loans for many werthy applicants
Another .aspect of thé' student aid question is

“the levef of the ceiling on.the amount of,aid alfowed
per student. Even more controversigl® ighhe level of
Tamily income at which eligibility i#cut off. =

d:lrectlves’ froni the,

the
to .

I kesp hearing from families whd aﬁl struggling -

to maintain two or three children in ege at the
same tife despite what would appear to bé a
relatively high mid®e income status. If our goal is
to pfbvide greater access to education, the amount
and kind of student aid from federal monies is a
-matter of gritical importance.

Another consideration should be the impact of'

federal rules and regulatioms. We tend to be very
sensitive to proposed 'legislation buf much less
aware of the process of promulgating rules and
regulations lmplement legislation, ~When the
*enfotcement }\f
. ness of'the outcome. Desegregatmn pl)ans. affirm-
ative action, and mstxtgtxonal eligibility
funds.are matters which are obviously of greet
importance to higher education apd to stdte policies
and programs which are controlled in

- “In a steady state...there«is’
‘'no ‘new’ money to change pro-
grams — no margin for ﬂgx--
ibilijy.” . -

S

spects through regulatory authority. We legislators
need fo become more active participants in the rule
making process too.

1 m;,ght also point to confligts "among fi eral
" gencies with respensibilities which -affect Nigher
education, which leave the institution or the state
to determine which agency tq-uphold. You may

~ recall, for example, a conflict between agenties in

connection with pensions, affecting Columbia Uni-

versity and Teachers Insurance and Anuity Asso-

ciation (TIAA). One pért of the federal establish-

ment said’ TIAA doesn’t ‘meet affirmative “action

- standards ahgo another part
v .

SR ¥

gg is réached then there is awale-

any re-,

federal °

id it did. Columbia,”

. with a TIAA contract for its faculty, was caught in

the middle. Thus, the interface , betwgen hjgher

. educatipn and the federal government is ever more -

complex. .,

e continuing to mentxon forces* at work
shaping the.world of higher educatiof, 1’should
. mention changes in accreditation, a voluntary pre-
< cess to assire progr‘am quality. ''Can . higher edu-

.cation regulate 1tse1f in today’s complex woﬂd?“ i
neid to. consider the impact such a change would ™ / .

! Delegate
Lucille Maurer~

a question whlch is sbmetunes'asked For example,.
when universities , and colle es .spawn satellite

, - -campuses and off~campus programs . far distant

- from ,the home campus, who is respongible f

program quality? In the pasi; gccreditation of the
home campes provided €n umbrella shielding some
out-of-town and out—of-reglon courses. Recently, the
Council on Rostsecondary chredltatxon—the body

. whxch accredits -aceérediting agencies—hag- taken

ps to strengthen and revitalize the accreditdtion
cess. This included producing standards for
separafe accreditation of programs outside the”
region of the home campus. There is, however, a
role for states in regard to chartering and approval
of institutions, and this brings me.to some jssues at-

-the state level which we should discurss.

"In addition to state -approvals, I will mentxon
such -issues as tuition .policy, policiés with réspect‘

.o part-time and returning studenfs, and the man- .

ner of distributing statgfunds%o- public institutione: *
Obviously, this is-not a comprehehsive lisf'of issues,

“nor are these issues necessarily consequences of er

alernatives to no-growth These are variables, how-
ever, ‘which, depending’ on their outcomes and in *

- combination with federal policies, -could signifi-

cdntly altet the ..condmons inder which higher

. education wﬂlgfunctxon, ) ;

Returning to the state. rple of - approving edu~
catxonal institutions, I suggest tlus is an especmlly
important role it a period when there may bé kien .

competition for students, and when" fly- by-night,

off-campus programs - are tempting, possibilities. ,

Model legisldtion has been- redommended by the
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.+ +. Education Gommission of theé States ta. provide the
" - legislative framework and appropriafe state capa-
+. , bilities in connection with such approvats. The
. state approval process and veluntary accreditation’, .
. together can help maintain program Qquality. ’
" .7 ' . The question of what kind' of student seeks
" " -higher education also raises many policy questions. -
- Clearly, campuses are no longer-the preserve of the
* 18 to 24 year olds. The avérage studert-is older and
more often a’ part-time student than in’previous
- years. If the 18 to 24 year olds ape declining as a
proportion of the populdtion, colleges and technical
and-vochtional schools will increasingly need these
<‘older and part-time students to prevent a serious
. - decliné in enrollmeht. o - ’

-t is,is not a senior citizen issue: many. states can work even more to the ‘disadvantage of the - ,
J already provide free or reduced . tuition' to ‘senior institutions: Thus, we are geing tg have to look at .
. . citizens. Rather, the. issue ig whether we- should - the way we allocate money as well as the total
‘ .subsidize the older studen) to the same extent we  .dollars appropriated. . =, - :
subsidie the young students. If we do and the 25 to .- - In(unm£ar§, I would say we should look to the
60 year\olds are the taxpayers, do the rest of our lofig-run as well as to the immediate future as we -
. - policies and programs mesh? For example, is schol- make decisions about higher education. I would
. . arship money available  for part-time students? Is .. offer a" reminder of thée significance of - federal
. there a range of services-such as career - policies and decision making; and Lwould say that
guidance available? - C ) by responsibly addressing state™®olicies -which ~
. Another concern is tuition policy. Should tuition affect the general condition of higher education, we
> bé low? Shauld tuitions rise regularly? Should tni- . will -confront and hopefully resolve the problems |
tions be a certain percentage of costs? What will which arise from changed growth pafterns and that
"«  be the im of tuitions at.private institutions we' will successfully continue to pfovide opportu- .
- rising more rapidly than at public instititions? Is it nities for the citizens of our states.to learn and
. possible te support diversity in intjjutions without provide a better life for all of us.’ .
N RS | ” ‘
. \\ " . v .
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. If not growth, what? Does it matter? One of the
quegtions I asked myself was, “Supposing growth

ence, or-can we be' as effectibe in a steady staté as
we've been in a growth state?” I believe it does f
matter for some-very _impo t reasons. Among*
. other reaeons, the philosophy of what we do has a .
;' . . profound effect on the pragmatic nature of politics.
. 7*Wnhen there’s g commotfily shared rationale—when_-
we all pelieve in something —it has a profound effect
A . on what we're doing, whether we're tdlking about

8 making the world safe for democracy, of landing on Consider resbarch for example. Reséarch in this )
~the moon, or solving the energy crisis. . ~country i8 based on our academic institutions,
. Ithink wé tend to-underestimate the significance corisciously based as a matter of national policy on
"of having that shared phﬂdsqphyrthe,significance our academic institutions. Today. the Unitegitates is
s, . .+ of a widely accepted ngtiqng'l. state or, for that in a position of leadership in nearly ev single
. matter, an ins\jtutional g#nse- of what it is we're . field of research. This is a remarkable development,

<27, trying to accomljsh. In‘the 1950's and 1960’s, we
. did :have in highéreeduc ion such a commonly
.ghared ra'tiona,lefr-thg‘ jghale did go through a
’ *Frapk Newman i; ﬁﬁieﬁtﬁf the University of Rhode Isleqd.
S ﬁ% o i Logr i ‘
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. isn't pri®ent, does that have any significant influ- ,with the perception in the late 1940's and early
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"~ dealing with the issue of-—ipition ‘policy and the

relationship of thé public and’ pflate sectors? -
These are certainly areas we need tg continue to, '
explore. , <0t

. Stifl' another concern is the issue of allocation
Policies and distribution' formulas. Legislators_ typi-
cally want to keep very tight control over appro-
priations, and we certainly-all want to encourage
increased efficiency and accountability. But, there
are problems if we use an enrollment-driven formu-

-

la, base t allowance per pupil, in a period *
of st ing enrolhﬁ;entp. In a steady state,
for -yiere is no :“gew” ‘money to change -

margin for flexibility. With & de-
clining enrofiment, the type of .formulas we have °

-

=T .
‘continuing evolutign; but it was widely shared
through that evolution. It started, you may recall, *

.

1950's that there #wag.# shortage of trained special-
ists. This gradually'évolved into the concept that we
needed to broaden access; and then it was we-ought
to go‘even further and seek-out people who ceuld
benefit from higher education. At the root of it all
was a shared belief dn growtlt within higher edu-
cation.- It was an exciting period. It transformed
American higher sducation. o

for you will remember that as recently as the
1940's—30'6—20'8, one &id not come to the United
States to study megjcin'e or chemistry; one g

T
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various places in E’lrope But by the 1960 8 persons ‘.
.were coming from aroynd the world to the United
States to study esséntially any thmg in any field.

. The developments in. higher education trans-
formed Ameritan .society. In 1940, one out.of 10in the /
age group that reached 22 had attended college. In

© 1970, it ‘'was one out.of two. Qur educational
approach made us the envy of the world and it was

Frank Newman .

widely copled There: were a few bad side effectCS.
but on the whéleé it was an extraordinary period. But
‘it's over, for many reasons—the whole competition
for resources and the high cost of running a large
educational system,”the balance between supply.
¢ ‘and demand and our perception of that, and maybe
just the simple fact that .we have to have some
- period of digestion. But growth was the drivirig .
force. It'meant pride. Even states outside of Texas
were proud of pointing out that theirs ‘were the
largest this or that or had grown so much since 1950 -
and soon.
‘Growth was the vehlcle for achleving quahty
. The major way we achieved quality during that
, period was the by-pass system. Stated simply, if you
had an area that was weak, what yoy did was build
around it and left it in a back’water—much like the
McArthur system of advancing across the Pacific in
World War 11 If, for "example, youthad a bad
- economics department, you simply imported some
people and built another economtts department dnd
left that oné sort of en the side. Sleepy teachers
colleges that hadn’t had a new idea in 40 yaars were
built into major state colleges. The by-pass system
was a terribly important process. It was the vehicle
for reorganization. It was where the multi-campus
2 system came from, our coordinating board and a
variety of other things. Well, if that's so true, if not
growth in the 1 '
I think the logic of what ought to be the ratioriale
is clear. I think the rationale ought to roughly the
/ same as, -if you'll pardon the expression,’ the
automgbile industry. I thirk the automobile industry .
hagfinally realized, reluctantly, that cars can’t keep
gétting bigger. Rather, in faCt they have to get
:
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- away many of the myths whlch have been holdx-ng us

'8, then what? 8

' ( _ -
* ’ . _
smaller—more efficient, more effective. Instead of '
" fins 4nd more fins and lpng hdods, they ve got to do
things like provide better mileage; they've got to
have better trunk space, more head room, better -
handling; and they have to be beautiful. Higher
education, in effect, has to follow the same pattern.
We have to begin to ask ourselves “Can we be more
effective?”’ I'think it will take an intense effort and it
could be just as exciting to take what is now a mass  _
system of higher. education and inake it more v
effective. Can we achieve more—in. quality, diver- ~
sity, excitement? My own sense is there's consider-

le room for improvement-—not that we’'re poor at

hat we do—in fact, compared to the rest of the N
wdrld, we're darn good. We are the best, but -
because we have put so little -of our intellectual
effort at self analysis'there’s considerable room for .
improvement. A number of institutions—and I'm
happy to include my own-—haVe been in the process
of debating, discussing, researching,-and experi-
menting with new methods. I think there’s consider-
able evidence that much can be ‘done. . ’

In many ways it’s a time of important opportunity
for changes and .ought "to be an exciting period.
Recent experiments in research have sort of cleared §

back.

Let me just name a few. First of all, tﬁy re has;
been a lot of clearing away the idea of what was the
proper or, now in our current view, the improper -
relationship between education and careers. We
used to have sort of an orbit theory of entering.the -
world of careers. You were launched into your orbit
‘the way & gnissile is launched. Oncé it left the earth
it was fixdfl, so you started at pre-school and you

“ went to kindergarten and finally you worked yo

way through elementary, secondary, high school, on
through college and you got, finally, your Ph.D. And
that-was it—you were fixed for life in that orbit. If
you happened to be in economics—you were to wear
a frown for the rest of your life -and practice
economics. Thdrouble, of course, was that this
didn't match human life. Most people—if you look at i
the national gtudies—have at least two distinctly
different types of careers after they deave college.

. There’s a recognition now that peopleevolve; they

don't follgw an orbit theory—and we move increas-

ingly to a recurrent educational-system.- This is a

major., improvement and frees us for a lot'more - ,

serious thinking. “ v ,
Sécondly, we realize that sitting in class helps,

but it's not the' only answer and it certainly doesn't”

help everYone. The quality of education is not a ‘-

one-to-one relationship to the number of dollars
* spent. In many ways the reason for gducation
costing so much is the reason it cost “so much to . .
deliver mail at the post office. Why does it cost $.13 -
these days-for a stamp? There's $.03 for delivery- . \

* and $.10 for storage—and that: ’s sort of the way we .
are. There are major ways to address what legis- . »
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" lators like to call productivijy, which is a term that is
so appallingly ill-recgivedfin the world bf higher

education that if we waht to ‘make progress we -
. ought to think of a new tefm for it,.but the principle
is right. . ’

Third, all -institutions don't have to be great
universities. In the 1950’s and in 1960's the only
answer was for every institution to become a garbon
copy of the Harvard/Berkeley model which was

. ., disastrous for us. We've ‘begun to realize that we
need and demand different institutions for different
students. Diversity is the keynote and all excellence
is not-measured on a single scale. -

Fourth, the world is not, and knowledge is not,

. divided into nice, neatly organized disciplines. We
. used to think that everything fell into disciplines;

and not only that, we could subdivide. them. But

we’ve begun to learn that the world doesn't function
like that. Knowledge doesn't fit into those categories.

, It is dispersed in a way so that there are those which -
are helpful but can be hindering if we take them too
seriously. : | ’

Finally, and perhaps the .most exciting, we're

‘near a'major breakthrough on undérstanding how
people develop their intellectual skills. The_kind of >
work done by Piaget on early childhood has recently;
in the last 10 or 15 years, been doné
researchers about how people develop their intel-

» lectual capacitigs. We're on the edge of really major.

advances in that field.

Why did I say earlier “ought” to be.an exciting
period, instead of “will” be an exciting period?
Because, frankly, the incentives for change are all
“¥tong. Since you have a major role in the creation of
and the maintenance of the system of incentives, I

Rl

™

* think you ought to think about that. I'm not saying

that this is solely yqur respansibility. In fact, the
same is true of incentives within institutions of
higher education. They are largely all wrong. At the
University of Rhode Islgnd we have been thinking a
lot about incentives lately, Let me give you one-
gxample of why we've inking about them. We

“have been on this kind of triage system that Ken
Ashworth was describing. I'll take a very simple
examplg—telephone expense. I nse it bacause it's

\asy to 'undersfand, although we have done the
same for some educational programs—in.fact, es- -
sentially all educational programs.

. We started the first year worried about the fact
that the year before we had spent $425,000 on
telephongs, and in our university budget. a  half

- million ddllars is a lot of money. The first thing 'we
did to try to.curb these costs was to explain how
significant this was—that we were in a triage-period
and money that we spemt here was not spent on an

- educational program. The telephone bill went up to

. $470,000. The second year we tried a serigs- of
intense controls aimed at limiting the num and °
use of phones. We could not understand, for
example, why the department of history had to have, )

14

by a series of  ~ - whatever you want. Here's how much“yo%going

! -

say, two phones per faculty member whereas over "
in ‘political science next door they could do with 1
phone for every 3 faculty members. It was explained
to us over and over again that history was diffq_rent.
“palitical science different, mathematics” was
-different. We didn’t understand it all, but somehow
someone did, and hoe bill went up to
$503,000. . . )
" So we sat down and said, “What is wrong?” We
looked af the whole'systéin. We said, *“The incentives
are wrong.” When we put in a set of controls, what
i8 everybody’'s game? Beat the system. Why should
" we make everyone work aghinst us? The costs of
5 i ) ‘ * .
“The forces for improvement,/,
quality, drive, and excitement
"have been overcome by the

foreces of bureaucracy.”

bureaucracy are incredible. We said, *Let’s create
an incentive system.” Instead of a ‘central budget for
telephones, we-put the budget in everybody’'s own
departmental budget. We said, ‘"You can spend

to get in your budget. If you spend more, it 8 out
.Sof your hide. And if you spend less, you canfgpend it
for anything you want.” The telephone bill the-next
ﬁ:r dropped to $460,000. At tife end of the year*it
s running at a rate so that this year we biftigeted
it at $413,000. We now have, in spite of a major
increase in telephone rates, the lowest telephone
cost per faculty member of.any state university in
the Northeast. And eve y agrees the telephone
service is markedly improved. By changing the
incentives we cut our telephone bill by 20 percent.
Now what was the response of the,state govern-
ment? It was simple and it was straightforward. The
budget 6ffice in the review of our budget said, “W¢
told you you had a lot of fat.in that budget,” and they
cut it again. Now, youw say, well that's an unusual
example and I chose telephones because that's easy
. to unﬂérstﬁnd; : ,
.6t me illustrate with academic program change,
major gffort at the univerity. We created what we
called the budget task force —a team which reviewed
every single program in the university — every
department, every academic department, every
nonacademic department and came up with almost
700- recommendations. ‘We've bgen two years im-
plementing and working with” these recommend-
ations. The response from state government has
often been the same as with our efforts to- reduce
telephone expenses. What toes ¢hat tell us? Well,
you know that men, and to some extent institutions,
do not live by bread alone. They need to be buttered
up. And when your answer always is ;the samd,
“Listen, you should have done that long ago,” it is .

/
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demorahzmg This fact is not lost, mmdentally. on

. has’constituents. People are extited and willing to

pening. When you and your budget comnfittees’
respond to me afte® an_effort to change the
incentives af “cut-cos by saying, “Well, there’s

budgets to fund things that we badly negd, that we
believe the state nédds, in fact, things that legis-

lators believe the state needs.
‘We all know tha} there's always gomg to be
‘cempetition for resp¥ITes. There s going to be
s competition ‘of the kind I catl “*political clout”
competition, which is the worst kind because it
doesn't hav ything to do with the quality. of
programs, or there are going fo be other kinds of
competition. My .argument is, you, ought to decide
whatkind of competition you want and struature the
mcentlves 80 that in fact itsgoes on. IL1 get my money
b makmg sure we have a-lot of clout with your
co with \the conlmissioner’s office, I'm
going to spend m trying to improve my image
+J with those groups. I don't think that is where’you
want us to spend our tilge. My sehse is, you've got to
think about the true inceptives that will move.
institutions and‘create sengjble mcentives." By and
large, we have created non- nsiblgincentives.

s o

Delegate’ Maurer men ned many instit

* . tutions operate on Full- alent funding
formulad When that is the cme and you're in a

* no-growth peried, what is the incentive? ,The in-
centive is to play as many gameg as possible to kesp
that FTE up in order to get'thé money. You have
éxactly the wrbng incentivé. I would argué that you
have to ask yoarselves, “What would- happen in

* .your state now if a university. president came in and
could demonstrate that he had by a majorinnovation

*do it?'’ 'What could he expect from on-campus and
off-campus constituencies? The answer, js probably
grief: Why? There are at least three types of forces
at work.

1)} The number of agéncies vymg for control in
higher education has increased gramatically. There
avd now multi-campus systems "with home office
‘ 8tgffs which are large. There abe state boaxds and,
: »dn geme states like New York there ate twolboards

vy;ngfot contyol. Therd's a'governor's office With its

own budget staff and the legislature with its- budget

;staff. Centralized .*planmng";nd .management are

increasing. My own sense s, if you think about it

seriously, that is pxactly the wrong dlreetlonhf you
waht accountabilﬂy and results.. )

+ 2JOn more and more dampuses there is. in-

« creased- pressure for wide participation. Now I

" happen ‘to be a believer in “a participator and

<

“

my constituents and like you, a university president

do things only wheff they believe in.what's hap- .

probably a lot more: f ere,” that ssage isn't
- lest on the people batk e. We wdhted to cut

increased effectiventss andused less resources to .

management model and I think I'm & practitioner of
it. But we have five major unions; every member of

‘the staff wants to be involved, se do students. One

has to think about the jncentives in order to make

sure the result is effectlveness\not simply just )

chaos.

3) This is the age of litigation and grievance. So
far this year we have.been sued by black males
worried about discrimination, “white males worried

bjut reverse discrimination, and women who think
ejre favoring the other two groups. We've been
sued on grades and tenure. One of our alumni who's
a little bit overenthusiastic in the world of sports
oubled about when a basket}ball player would
be éligible and I ruled that it would be slightly later
than he thought. He sued us three times and lost all
three cases, I mlght say. These are only a few of the
cases; and we're.good at heading them off.

-All these forces are coming to bear on us. What

is the natural response to each of these—by any
sane administration, that is? The answer is to
bureaucraticize to be safe—hardly to innovate and
to take risks. Is it far-fetched to assume that these

‘forces will drive us to further bureaucracy in higher
- education? Hardly. That's what has happened to

essentially every other state-run enterprise. The
forces for improvement, quality, drive, and excite-
ment have been overcome by the forces of bureau-
cracy. The tendency is for state goyernment in its
frustration, to enter the game of rule making in such

things as faculty workloads. A moment’s analysis,.

again, will tell you those simply become upper limits
for anybody’$ performance. They hardly ever jm-
prove anything. I do not believe that:even if you
could make all the rules you want, you could achieve
the results you, want. Think of the public agencies

which already have the most .rules—the defense -
. department, ‘the post office, or the prison system.

Are they our models for efficiency?
I should hasten to say in closing this is not a
lament en my part. [ believe #at in Rhode. Island we

"have the best Board of Rggents I have geen
anywhefre in the country. I think we have an .
open-mirided governor and*an open-minded legis-

{ature. I believe we have haope,serious concern aout
tryingto address the problems that I'm talking about
than anywhere else. Nor do 1 believe it's a hopeless
case. | am not just a partial optimist, I am a
congenital optomist. I am pﬁﬁared to argue that in
our state,"we aré well along the path of thansition
that we have been talking about here. The{faculty,
the Board, the state, the public have to a gonsider-

- able degree come-to ‘accept the rationalefwe have

been talking about. It is a warning that
present; it is easier to slip down thel path to
bureaucracy than it is to climb up the tricky path to
excellence. I believe that so far most state legis-
latures have fa,tled to address the dlfference

Iy
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Higher Education Cost Realities
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cers, and others have grown accustomed over the.
years to hearing that colleges and universities are
1in financial.trouble. In ‘my nearly 301[;951'3
. volvement in academic administratich,

member a .thme when we have nét plagded wn

inadequady of income in order to perform the tasks

we have set for ourselves. That inadequacy cén-
tinugs to be troublesomg today, and is likely to be
even more troublesome tomorrow.

At the outset of these remarks let me say some-
thing about academic attitudes in.general, as a

- backpround to the more specific comments I shall

make shortly. I speak now as one who has-been a'
faculty member in a so-called leading university
and as one who in my administrative roles has ever
‘been inclined to protect and defend the proper in-
terests of faculty members. 1 think it is fair to say

3

- “The fact is 'that'almos‘t all of
. us live on the basis of incre-
mental budgeéting...to do- a
little betfer riext year than we

- ,.did lgst year...higher educa-

- tion 1s no dffferent;..”

that faculty members as a éroup or sub-class are
the most individually minded group of persons to be

-found in our society. There are only a very few |

matters on which the faculty members in a college
or university are ever in agreement. These few
matters are the importance of academic freedom,
.the power of each faculty member to decide.what

to teach and how to teach it, and the belief in the .
general incompetence of all administrative officers. .

One of the peculiar -aspects of the academic

. enterprise is that we profess highly abstract in-
' . tellectual purposes and resent the - necessity to

justify the economics of our performance. In recent.
" years, by which I mean the past 20 or so years, we

= 1 suppose legislators, alumni; the officers and '
- trustees of philanthropi¢ foundations, budget offi-’

. |
c #5-la:
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autonomous and affluent. When I was Chancellor
in Ohio, I used to say tq.fdculty.committees and té
chapters of the AAUP that we in higher &ducation

‘capld not expect to be ‘both autonomaus and af-

flubnt. I never observed the slightest indication that -

my comment ever made any-impact upon faculty .

thinking, or ever changed any faculty behavior.
Ancther peculiar aspect of the academic enter- 4

. prise is its desire for self-government withouwt any

corresponding expectation of self-support. It'is esti»

,mated that in the figcal year ending in June 1978,

our colleges and universities in_the United States
received a total income for current eperating pur-
poses of just about 40 billion dollars. If we look at
all of some 3,000 campuses and make no distinctiort
between public. and private institutions and no
distinction among programs, we find that 16 billion
dollgrs or 40 percent of this total income came from -
charges to students and other clients. We find also
that 24 billion dollars of income_or 60 percent came
from governments and philanthropy. In fact, only

" about three billion dollar® was provided" by. philan-

thropy and abouit }1 billion dollars, or slightly inore

than half, came from governments: federal, state

’and local. ' P . .
Indeed, if we had accurate data about how

. much of the charges paid by students reptesented

dollars provided directly to those students- by gev-
ernmenty; the governmental financial involvement
would bé avenh greater than what the reports of

* ", colleges and'universitibs reveal. I would estimate

that as much as 20 percent of all charges paid by

students today represents#transfer payments by

governments. Higher éducation is essentially a
governmentally . sup-

ported, endgavor. L

Under this gegeral heading of “Cost realities” I

"want to talk about three subjects in particular.

These subjects are: first, cost objectives, secondly,
cost pressures, and thirdly, cost priorities. There is
some overlap of concern in this, division of dur dis-
cussion, but I think we can best grasp some of the
realities of current and prospective circumstances
if we examine more ceselyWhess three aspects of
expenditure difficulties. - f o

-
-~
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Cgt Obpecﬁves . ,
1 am unaware of any academic administrators
or of any other academic spokesmen who have
articulated the cost objectives- that underlie theif
appropriation requests, and their budget formula-
tions. The customary behavior for ‘most of us who .
prepare budgeis and then seek to find ways to
finance them is to want a little more next year than.
we had last year. We may talk all we wish about
zerosbased. budgeting, or about Wher budget pro-
cedures. The fag{ is that almost all of us live on the
basis of 1ncremental budgeting: "The very idea of
progress upon which most of us base our personal
and social aspirajiohs is to do a little better next”
year than we did last year. In this respect, higher

‘education is no differest from other social institu-

tions or social ggoupings.

Yet there are certain -definite cost objectives
that colleges and universities seek to achieye, One
of 'these opjectiVés is to preserve the economic
gains made between 1958 and 1968. President
Elsenho‘wer s Committee on Education Beyond the
High School made a strong recqmmendg ion im 1957
that the "'absolute highest pnontf(" in the use of
available funds.should be given to raising faculty
salaries, with'the goal'of doubling the average level
withih five to 10 years, In general, the available
data clearly suggest that 1h13 objective was realized
in terms of dollars }9‘!(‘: constant purchasing power.
In térms of dellagg of Burrent value, the record was
.of course even more spectécular. - ,

Between 1950 and 1970 higher education in ourv
country-in tegns of compensation provided to its
major input resource, the faculty, moved from the .
status-of a profession of  genteel, poverty to a-pro-. .
- fession of decem economic'rerfumeration. Obviously
- everyone in higher education has applauded - thisy
‘change in'economic worth. At the same time, I must
. hasten to point eut that this redistribution of in- |
. come in favor of the faculty proféssion was- ac-
. complished in pyrt because of a shortage of faculty
talent +in relatién to student enrollment demand,
and in part because of a- public perception that-
higher education was making a notable contnbutlon
to natiorfal defense, nanonal health, and nanonal
economic growl&’

~ Mpre recently, since 1970 the cost obiective of
higher educatién has beén to ersure that in real
terms-faculty cogpensation matches inflation. Wé
have resisted: any evaluation of the,current eco-
nomic benbfits *resulting from the, practlce of bur
profesgion. We hold that the gocial benefits of an
educated intelligence should be self-gvident, _and
that having gained some level of economic imptave-
ment we are entitled to preserve "that .economic
position. To be sure, given the opportunity, we ‘in
the academic world would/gladly still further im-
prove our economic,status, but “ this objective is
not feasible at the moment, the Jeast we can do is to
maintain the gains achieved in the 1960's.

John D Miltett Y

There is_another cost objectivz that is of major
importance: the objective of increasing ouyr social °
support in order to decrease the required’ charges
to students. Our colleges and universities in this
.country have always espoused the basic proposi- .
tion tH&¢ their expenditures showld not be met ex-
clusively by charges to students. Since about 1880
or in the past 100 years, our public colleges and
universities have conmstently endeavored to offer
educational opport to desérving students at a
relatively small proportion -of their instructiona!l

cost. At various times that relatively small propor- |,

tion ha$ been fixed at 15 percent, 25 percent, or

bvenqa_s percent of average instructional expendi- -

ture.~This objective of low charges to studerts has
been reflected also in our private .colleges and
universitjes. Indeed, the common rule of thumb for
independknt colleges and universities has been that
rges should not exceed 80 percent of the
average xpendltures per student for instruction,
The remajning 20 percent has been sought from
philanthropy, either as gndowment income or as
current ahnual giving. "When philanthropy has
failed to maet this expectation, indépandent colleges
and universities have sometimes turned to state
-governments for financial assistance.

The ecénomics of pricing the services ef higher —
education is a subject on whxch there is a great

/

. deal of confusion and one crying out for careful

analysis. There are several complications in the de-
te#hination of pricing policy. One difficulty is that
- of costing the various outpat services of a college
or university. The question ‘thep arises of de-
términing the particular costs that should be passed
along to the curremt student generatlon Anothe
difficulty is that AF determxmn%ﬁvhai pést of the
cost of instruction should be considered a studenf:
investmenrt and what part of the cost should be con~
sidered a social benefit. # ;
When an independent collgge or university says
. that 80 percent of the average instructional tost
" should be paid by students, that college or univey-
sity is saying thet 80 percent of average instruc-

) - , L7
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. tional cost should be considered as student invest-
ment in future happiness-and earnings, and that 20
percent .of average instructional cost should be .
considered as social benefit from the presence of

. -educated talent in our society. When a public

"college or university says™thay 25 percent of the

a.vera'Fe instructional gost should be paid by stu- -

dents
' p"erce(};t of average instructional cast should be
consi lerezd as student inyestment in future happi- *
ness and earnings,.and that 75 percent of 'such
cdsts-should be considered as a social benefit!” -,
.The truth is of course that.the science.of social
benefit analysis hag not, moved to the ppint where it .
~can illuminate this kird of preblem, Consequently,
the need for income, individual-value judgmlents, .
afd the-political procesg of goverpmental planning
must provide the answer.. One reason.for the social
oBjective dof low tuition, or of tuition dess than in-
structional cost, is to encourage the enrollment of .
studgnts regardless \pof* their sociq'—economic-status.,
. . Higher education: algug with. hard 'w
.~ godd luck, Has'beén an iniportant fafRor«contrib- _
",".» uting to social mobility im, this country. We hear
~ some persons “saying?* today that we arge pricing *
. higher educatibh too high for many middle “class -
" families, and that our practice of st'ibsigizing’ stu-
% *‘dents r'?her than 6f subsidizing instituttons teaches:
students in the lower income brackets but s failing
. to assist students from thiddie income brackefs, °
’ I think it is fgir to say that the practice of charg-

-

‘y

.

ing low_tuition has bean a practice of providing ° -

educational and economic.benefit tp students front
middie income families. But when we charge tuitior]
less than the cost of ihstructiqn“. we then establish
* the objective thfat some patt’of inst ctional-costs
must be paid for by society; through geverpments -
or through philanthropy. < ‘ )
We in higher education need to be more artjcu-
late than we Liave been in the past about our cost
objectives, and &bout’the reasons 'why we have .

~

ddopted these particular objectives. Wé. nedd also ' *

" to provide’ full information about cosfs of -opr
program actjvities-and about the sources of in-
"' come supporting these ¢osts. W need to face bur )
%=, 'cost 'redlitios honestly and forthrightly. We in
highe? education have not alwayg served pur own -

-

» causa half so wall as we should.

" Cost Pressures . ‘ . .
Tv are several obviods cost presgureé apon
highéW education today that I shall not’consider
here at any length. The, impact of inffation is a .
familiar theéme, and. needs no elaboratiop here. I
would Temind you pnly that-the rising costs of food
and of energy have taken their toll upon acgdemic
mcomgg. | fihd that the current opergting income of
-all colleges and universities increased from 21.5
billion dollars in 1970 t6-40 billion doHars in 1976.
* While.current operating income nearly doubled be-

that college or university is saying that 25 - -

and,some ° .

tween 19701976, the perceritage incrgase.jn real’
»income in these six years was only 30 percent, not
almost 100 parcent. Inflation has.harmed the
books of higher educatiop institutions even as it has
harmged the pockqthBE%f you and of me. - .
Moreover, while there has béen a-great,deal of
.-talk dbout the prospects for declining énrollments
‘in higher education, those declines for all institu-
tions in general are still ahead of us. Between the
a,utuq;{ of 1970 and the autumn of 1975, enroll:
N . . X

(4

m : ul T ' '
.+ "“The ‘sverhead cosLts of

col-

leges and universities are es--
_ calating to where 40 pércent of -
" the’ instructional .budget is
overhéad

ofteny required’ for"
7.\ expenditures...”

.

ments throughout the United Sfates increased 21
-percent. Ohly in'thHe autumn &f 1976 was, there just
barely arf increésé over 1975 enrollments. Up until
at time enrollment growth continued to be ‘con- -
siderable; although By no means the same for all
particular institutions or for all particular kinds of
programs. ‘
+One of the ironies of higher education économics
is that enfallments tend to go up during economic
recession and may expand less rapigly during eco-
-Bomic prosperity. The. explanution is' simple. -If
~there are not jobs far youth after high school, they
may decide to go to college just to have something

“v to do, and just in order for families to get rid of

.their children. If there are jobs for youth after high
.school, they may decide tb forego or postpone a col-
lege education. in .the -intergst of work’ experience
and some degtee of finandial independerice from
the family.' , pu -

" The two cost pressures I want to mention here
in partigular are the cost of overhead and the cost
of student financial' assistance. I am very much
cencernied about the in¢reasing proportion of cur-
rent operating budgets required,’ r, suppert pro-

pocket- -
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_grams. Bear-in mind that the programs of colleges -

‘and universities, like the progrems of all -entes--
prises, fall into two principal categories: the pro-
ductive or output programs and the support -or
, overhead programs. At all faut-yeas public collages
and universities for 1974, the
which detailed data are currently available, I find
"that 40 percent.of the instructional budget wasg re-

5

ost recent year for ©

quired for overhead expenditures. The same rela- _

tionship existed for private universities, but private -

four-year colleges &s ‘a group spent 50 percent of .

their instructional budget for overhead.

I 'am well aware that there are some complica- _

tions in determining just what the overhead costs of




»

a college or unijversity actually are in relation to all ~
productive’ p'rogi_‘ims. The principal ‘output pro-
gramg of a college or university are instruction, re-
search, public service, and student aid, plus hos-\
-pltal operations and independent operations:where
these programs exist. The support or overhead pro-
grams
plant operation, institutional 'support, and manda- ,
tory transfers. I personally would .add *auxiliary -
enterprises to this grouping of support programs’
All output programs, in my judgment, ought to
carry their fair share of institutional overhead, al-
ygh in practice this full cost allocation does not
lways occur. . e
|\ But regardless of allocation practices, the fact
kemains that overhead or support costs are tending

« t0 become an increasing proportion of ‘thé tota

operating budget of our.colleges and univetsities.
THhere are several reasons for the pressure of these

.rising overhead expenditures. I have .already re--

. ferred to the increased costs of -fuel and energy,

which are increasifig'the expenditures for plant op-
eration. As we in public higher education have en-
tolled more and more studehts, the costs of student
gervices jn providing counseling and learning skills
development have risen. The costs

. of bo and
, periodicals have advanced substanﬁﬁm s

of issuing and mailing publications such as cata-
logues have mounted. — - .
" Certainly a major reason.for the increased over: -

“head costs ig the great-array of public reporting -

and new procedures required by federal govern-

- ment agencies. No matter what one thinks of

affirmative action rules for women, blacks, and the
handicapped, tHese rulés, cost colleges and uni-
versities a great deal of income in ordet to abide by
them. New tules about access to buildings Yor the
handicapped and.about occupational safety are in-
creasing the <costs of plant maintenance. And

P

“While current operating in*
come nearly dotibled between -
1970-1976 the percentage in-
crease in real inconte in these
. six years was only 30 percent, ,-
not almost 100 percent.”

colleges and universities ;nust-no'w submit extensive
data to federal agencies on all these subjects.
-“The federal government gdoesn't pay the full

* share of the cost of the grograms it does support in

research, public service, and student financial aid. -
Now as the price. for what institutions do receive
from the federal government, colleges and universi- '
ties must_abide .by all these additional rules for
which the federal government provides no financial -

> 7
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" state univergity presideat” #wo years ago asked the’

clude academic support, ‘student servicds, -’

# ' We can’'t continually be piling new regulations

VAR T ' '

asgistance, byt only a little bit of administrative
cost, support in connection with student aid. One

governor and the state legislature for 2.5 million
dollars in order to 'meet the costs of responding to
* féderal government demands for-information about
the university and its nine campuses. The governor
and the legislature crossed out the requgst, ‘but - :
.that action didn't free the state university ffom the -
need to respond to all the federal’inquiries. : .
‘We are all aware aldo that this period of ours is
a litigious era; anyone who doesn’t like some action-
of a college or university can alway§ sue, and in-
creasingly. courts are insisting that colleges a’rm
unjversities must afford the equal protection‘of the
]_gw nd’\glue process of law to all students, faculty, °
andiﬁgmff.*.l visited one state umiversity recently
'where th§ president told me that it now cost the
-*giversit $250,000 a year to obtainilegal advice .
about all rules and regulations of -the"institytion. _
And the minimum cost of defense in a court suit. °
was apt to be anbther $250,000. This -particular

, university was lucky. It had only three court cases

.at the moment to defend.
ypon our colleges and universities, and we cannot
. ally be subjectirig these institutions to attack .
/qn° ourts-and not increase the costs of institu- -
tional overhead;-some way wp have got to find a
. balagce between social responsibility and the social

sts of regulation, of our colleges and universities.

In the meantime, overhead casts are rising and be- - .
coming an ever larger percentagé of the current
operating budget of our colleges and universities.

"The other important cost pressure I want to
mention in particular’is that of student financial
aid. The Carnegi¢ Commission on Higher Education
reported a few years back that the United States
had committed itself to universal acceds tq colleges
and universities: Universal access dbes not mean
the same thing as universal’enrdllment. Universal
access means-that 'stndents who qualify by comple-
tion of a secondary education program and who .,
are interested ih doing so shall be encouraged to
enroll in colleges and universities regardless. of

-

. their socio-economic status. This encouragement '

has taken the form in particular of federal govern- '
ment and of state government student financial aid .
programs including student grants, direct student
loans. guaranteed student loans, and work-study.
Only a part of student financial assistance i '
' changeled through colleges and universities. Most
. fedetral student aid programs, such as the basic
educational opportunity grants, the veterans’ edu-
cational benefits, and the soctal security educa-
tional benefits provide income directly to studexts,
and net to colleges angd universities. The same &ar-
rangement applies fo most state ‘government stu-
dent aid programs. -
The point I want to .makq is that the exjensive

*
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student aid programs.have created an expectation  -voted censure of the president qn the grounds that
of student financial assistance for all persons who he had brought back so little increased income
" ‘'want to go to college, and that this expectation &x- from the state general assembly. The faculty said in
> ceeds actual “available funds for student financial - . effect to the -president that if you can’t get more
assistance. Currently, colleges and uniyersities « money from the state legislature there is no point in
themselves in_this country are dpending over 1.5 your being president..So the president resigned, the
billion dollars a year for student aid, and are-re- university went through the costly process today of
ceiving in governmental and. philanthropic income presidential search and selection, and now the ,
- only about opne billion dollars of income. It appears®  state university is being sued in a federal district | '
that public colleges and universities are spending court because the board appointed a white male as
about 200 million dollars of their general incoms for the new president. You see what I mean by cost —
_ student- financial assistance and that independent pressures? ‘ . '
colleges' and universities are spending about 300- , . » ]
million dollars of their general income. Recently I t Priorities v ,
X . . .
. «read in the catalogue of an indepéndent college " The third cost reality I want to consider here is

words to the effect that thesgollege could not meet ; . :
: i . - the very troublesome problem of changing the pri=—"
:iltlu;l:?ogztggl?gsorflozhﬁge;ﬁ Calg] 1le;escelved. This orities'and of reallocating available resources with-% ’
*As various ifdividually dis: dfan(aé ersons  iB our colleges and universities. Higher education .
p institution3 are emterprises producing multiple out-«- ~

" have sought access to *higher educatio¥, colleges . : . :
L5 ) X . puts. We'identify these outputs as the instruction of -, * .
and universities have tried to respond to the best of students, the ‘condutt of research, the encourage-,

: 'tl;elr, abﬁhtbehep xgovgatrnépentuand pther s'pema'l ment of creative activity, the performance of vari-
1?:;“;&\’:311836!;: ‘fﬁlusbe .kco eog:s ti’lgg_m“r’g;s‘i ous public service operations involving-the utiliza-
int ifi-order to m H;C upo ts f f.ge 'al tion of knowledge such as agricultural extension -
intome in-order to meet the requests for finagcia and the delivery of medical care in teaching hos-
assistance. Moreover. these requests are tending to pitals, the promotion of educational justice and

irgz'rgalse rathertthamig diThmiSh' F e:v‘tgoveme social mobility based updn individual merit, and of
Oilals seem to realize the extent to whic c_ol- course the comstructive criticism of-social institu-
leges and universities have had ¢ use general in- tions and behavior. .

come for student financial aid. Here is a cost
- pressure of condiderable magnitude .-and of. sub-
.stantial so¢ial importance. - )
College and university administrators are well
aware of the pressures placed upon them to pro-
vide moxe money for various pregrams: more money

-

I need- to elaborate somewhat about  instruc-
tional activity. The instruction of §tudents em-
braces at least four different kinds of programs.-
which for a lack of better labels we may identify as
general education, technical education, education
in the arts and sciences, and education in the pro-

. _ . - fessions. Moreover, we may undertake -these vari-
- / -, ousprograms of instruction at varyinglevels of pro- .
“‘New when enrollment$ are. ficiency or individual achievement, which we indi-

. decréasing,* Oor are ._]jke]y to cate by five kinds of degrees: associate degrees,

. L. bachelor's degrees, master’s degrees, doctoral -de-
- decreaSem the next few years, grees, and professional degrees. There is not tigee

we -dcademic administrators nfr is this the occasion to embark upon a dif,cuslsiori
g st a1 ; of these programs and of their ‘respective levels of )
,ha\{e .dlscove.re‘d the r%ﬁy of  expected achiovement, OPOCIE e«
marginal. costs and find that ' " . 1 think it is fair to say that in th?a 1950'stqu
‘ a i. . . 1960°s our institutions' gave priority ‘among eir
L WWE cannot reduce e?fpendl " activities to research: public service, graduate-edu-
tures by average costs, ' cation at the ddctoral degree level, and to graduate
’ ’ - . professional education in medicine and other health -
T : sciences. Moreover. I would emphasgize that these
for faculty salaries, more money for other salaries, priorities were tﬁf‘ just the result of predilections
more money for supplies and -equipment, more .on the pagt of faculty members; these priorities te-
money for various services, more money for student flected social expgctation and social support: In the
aid. Administrators respond to these pressures as process of obsex:gi.ng these priorities of the aca-
best they can. They can never satisfy everyone. . demic ehterprise, faculty members and administra-
And administrators can respond to cost-pressures tive.officers were encouraged by government grants,
“ only to the extent they gbtain the income to do so by, philanthropic grants, and by an expanding stu-
from charges, governmental appreprigtiohs, and y dent population.-I know whereof I speak because I -
philanthropy. . participated 'in these developments as a faculty

Last year the fatulty of one state wniversity — member and as an academic administrator.
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No ohe should underestimate the social benefits
tHiat resulted from our sense of academic priorities
in the 1950's and 1960's. Academic science angd *

- engineering contributed substantially to the -win-

ming of World War II, including of course the de-
velopment of the atomic bomb.” After World War 11

Academic science and engineering helped in the de-
- velopment of atomic energy, in the exploration of

space, and in the achievement of an "amazing
capacity for communication around the world.
Acadenic science and the health professions made
notable accomplishments in the.conquest of disease.
Educated talent, research and development,.and
publis service helped notably to fuel the most
amazing decade of economic growth in the history
of ‘our nation, the decade from 1960 to 1970.

The priorities of the 1960's gave emphasis to re-

“search, public service, and graduate education at

the doctoral degree level. The priorities of the
1960's tended to under-rate technical education, to
short-change somé programs in professional educa-
tion, to underestimate the importance of under-
graduate education at the bachelor's degree level,
and to ignore general education. The ¢consequence
was to fix a pattern of programs, personnel, and of
resourges which reflected a partlcular set of
priorities. -~

Now in the late 1970's colleges and universities
confront a very different environment of social in-
terests and social éxpectations. The national in-

*terest in the research support of higher education

has undergone change, the rate of growth in
research activity has greatly.diminished, and the
performance of research in recent years has offered

- us few if £y achievements so spectacular as those

of the 1990's "and 1960's. The expansion. of higher
educatien enrollments.has apparently come to an
end. The labor market demand for educated talent
has declined to the ppint where shortages are likely
to occur in the hext few years in only four fields:
the health sciences, the engineering sciences, the
administrative sciences, and the computer or infor-
mational stiences. Please observe that these short-
‘ages are all in professional fields of study. As job,
market conditions have become more select Tor col-
lege graduates, the competition for highly spe\—7
cialized professional job opportunities has become
fairly fierce, and student interests have increasing-

ly moved towards instructional programs that are’

specifically job oriented. .
+ Moreover, the social interest in higher educa-

 tion has tended to decline. The major concerns pf

American 3ociety, other than our national security,
are directed today toward-employment, economic
growth the control of inflation, the supply of néw
energy resources, the availability of raw materials,
the elimination or diminution of snvironmental pol-

lution,,and the persistence of poverty in our de;

teriorating urban cores. Somehow, for sgme reason,
higher education is perceived jn the public view as’
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only partlally involved in helping to resolVe these

. concerns. The costs of our structure and process df
health care delivery are of far greater national in-*
.terest today than the costs of our structure and

process of higher education dehvery

Colleges and universities ‘are experiencing great
difficulty in adjusting. to these changing social cir-
cumstances. The declige in the rate of income
growth, a growth that has only modestly exceeded
the rate of inflation, has meant that lnstltutlons

“Between 1950 and 1970...the
facu]ty, moved from the status
of a profession of genteel pov-
erty to a profession of decent
economic renumeratlon '

’

could not use new income to meet' new needs. Some
college and university campuses will become sur-
plus, even as drade school buildings became surBlus
early in this decade and as high school buildings
are becoming surplus today. The program interests
of students are changing, with'more students seek-
ing admission to various professional fields of study
and to technical education. Our facilities and our
personnel resources in the arts and sciences have
begun to exceed the student demand *for use of
these resources. &

There are various obstacles in the way of col-
lege and university change to meet changing needs.

* Many faculty members coftinue to be moré in
terested’in research and public service than in the .

instruction of students. Many faculty members con-
tinue to be more interested in graduate education
thar in undergraduate education. Many faculty

. members continue to be more interested in the arts

and sciences than in career education. Faculty
workloads and faculty work assignments tend to re-

- flect the priorities of the past rather than the cost

realities of the present and of the near -future. The

proteation of academic freedom to a concerp

h the protection of employmerit security has
greatly hindered the ability of academic adminis-
trators to shift resources in response to changed
priorities. . .

In some states the ste(e governor and the state
legislature have endeavored to intervene to help
administrators in bringing about a shift in priorities.
This intervention has eften taken the form of &
legislative prescription of faculty workload. The
objective ‘has been to compel faculty members to
give a greater priority in their work performance to
undergraduate instructlon than to research and the
instruction of doctoral students. And to some ex-
tent, the objective has been to reduge the cost of a
univer$ity by reétricting certain outputs. :

*’ft in the concept of tenure from a concern with
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Another kind of legislative action has been to

* reduce appropriations to colleges and universities

in accordance with reduced enroliments. Here the

. difficulty has been that a reduction in appropria-

.
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. harsh realities of. ba

tions by average cost per student overlooks the fact
that the institution can only make marginal reduc-
tiong in cost per student. When enrollments were
increasing, we in academic. administration were
happy indeed to receive apprppriation increases
based upon average costs per dtudent. Now when
enrollment$ are decreasing, or are likely to de-
crease in the'next few yearsy we academic ad-
migistrators have discovered the reality of marginal
costs and find that we cannot reduce expenditures
by average costs.

. When appropriations are reduced as they were
so drastically reduced for the City University of
New York, there is no choice but to establish new
priorities among the outputs of colleges and univer-
sities and to reduce enrollments. When program
priorities are changed and enrollments reduced:
there is no choice except to have a reduction in
personnel. Faculty members are unhappy with
these necessities, but I sep no way to escape the
{ng our institutional bud-
gets at a tim7 of declining reSewrces.

Conclusion .

The cost realities of higher education are sever-
al. Colleges and universities will spend whatever
resources thdy can obtain. The cost objectives of
most ingtitutions continually outstrip. their income.
The overhead c of college and universities are
escalating to where 40 percent of the instructional
budget is often required for overhead expenditures,
and [ see mo solution to this circumstance except
mergers and closings when such gverhead cests be-

- gome-entirely out 6f line with reasonable expecta-

A " Frank A, S(:hmi‘dtic,aln""g

Dr. Millett has provided us with a great deal of’in-
sight into the nature of academic-attitudes. the cost
objectives of higher education, the cost pressures
facing higher education, and the establishment of
cost priorities. He concludes that there are real
financial problems ahead for higher education and
the day will come when overhead costs become so
great that mergers and. closures of some campuses
will be. desirable. These circumstances will re-
quire fuller and franker disclosures of the conflict-
ing viewpoints of academic administrators and
legislators. In these circumstances. he points out,
we should take care to avoid letting our current
<

'Frgnk Schmudtlemn is director of research. planning and evaluation of the Maryland Board }or Higher Education. -
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tion. Left to their own decision making, college and
university faculty members will tend to establish
their own priorities among the multiple outputs of
higher education. Program shifts become trouble-
some Qecause of rigidities in our system of tenure

nd bécause patterns of faculty work assignments
&ﬂ,ﬂ@ earlier needs rather than current interests.
And reductions in enrollment can af best be ac-
companied only by reductions in marginal costs
rather than in average costs.

In these circumstances we need, I thifik, a new
politics of higher education, a politics that will
stress full and frank disclosure of the somewhat
conflicting viewpoints of administrators and of
legislators. In my own experience I came to have a
great respect for the role, the integrity, dnd the
good will of state legislators. To be sure, | had more
réspect for some legislators than for others: Fur-
thermore, | came to have a real appreéciation for
the_cdmpeting pressures that play upon the state
1 tor in. seeking to represent his or her con-
stituency. State legislators, I long ago decided, do ’
more than just represent the pedple who elect
them. State legislators are the intelligence, the
balanced ‘judgment, and the conscience of the
people who elect them.

State legislators and academic administrators
in a climate-8f mutual concern, mutual trust, and
mufual sympathy can be equal to the cost realities
that now plague higher educdtion, cdst realities
that will become more troublesome rather than less
80 in the years ahead. We should never let these
cost realities become so troublesome, however,
that they blot out our vision of the noble .aspira-
tions, the essential tasks, and the real social bene-
fits of higher education. Higher education remains
the last firm hope for survival of a society dedicated
to life. liberty, and the pursuit of happiness.

.
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" Further Commentary on Cost Realities
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problems blot out our vision of the benefits provided
by higher edueatien.

There is little in Dr. Millett's observations with
which to disagree. Therefore, I Wwill primarily ad-
dtess myself toward extending and amplifying points
he has made or that are implied by his comments.

Fitst, 1 think that it is important to paint out that
there is no shortage of revenue to support higher
education. We have’the meafs in our rich society

. to fund higher education at almost any level that its

proponents have imagined. Our real problem is es-
tablishing priorities for allocating resources among
the competing demands from all sectors of our

-~




economy. HigS-er' education’s long-term financial
difficulties will arise primarily from changes in its
competitive position with other areas of public and ¢
private spending. !

I want to point out, of course. that there is no
doubt that the recent econpmic recession harmed
higher edycation fipancially and that mflatlon has

Frank A Schmidtiein

taken its toll. These \s}vsnc economic conditions,
howeyer, also haye affected most ‘parts of the
ecoriomy, an'd while highek education has ‘suffered,
there is no reason why it nh\g have suffered more
than other sectors if its priority for receiving public
and private revenues remainéd high, as it was dur-
ing the 1960's. Higher education's fundamental
financial problem.has been its lessening priority for -
receiving public revenues:

This reduction in its competitive status has been
the result of many factors. A major factor has been-
the increasing pressure on state budgets for fund-
ing mandatory programs such as retirement bene-
fits. In Maryland, for example, the percentage of
-state general revenues spent on retirement bene-
fits in 1969 was 7.9 percent. In 1977, it was 11.8
percent. During this period, the percentage spent
on higher education only increased from 10.9 to
11.9 percent of general revenues, primarily be-

* cause of the state's late development of commuypity
colleges and its. -assumption of responsibility for
-support of a pre\npusly independent institution.
There wad a decline in most states during this
period.

Social trends are also affecting higher educa-
tion. Historically, education has had a clear mission
that has been identified with the achievement of im-:
portant” national goals. In the early years of our

* country, a degree conferred status Promoted social
mobility, and; by promoting mobility, was a major
component of the American “melting pot.” In coxj—
trast today, we are attempting to preserve ‘ethnic
differences and promote cultural diversity.
change has confused the sense of purpose of hlghb
education. During the war years and “cold w .
period, higher education provided the trained Zn-
power and research that ensured our security.
Public disenchantment resulting from-the Vietnam

war has called the' supremacy of high technolg{
d

.into question. This skepticism has been increase

by the discovery of the many adverse effects cre-
ated by our scientific inventions: drugs have pro-
duced deformed babies and created cancer; insecti-

- cided and other chemicals have polluted our en-

vironment. .
~ Additionally, higher educatlon during the 1960's
was seen a$ a means to solve problems such as
(ppverty, crime, ghd structural unemployment.
nneled into social research and in-
novative projects, much of it going to institutions of~—
higher  education and to professors. These pro-
grams did not achieve the high hopes of their pro-
ponents, and this failure reduced confidence in
higher education.

Finally, higher education has been a v1ct1m of
its own success. The proportign of people attending
institutions of higher education has until recently
increased dramatically. As a result, more pessons
today are familiar with colleges. Institutions have
lost some of their mystique and are more era- -
ble to the types of criticism' often leveled at ele-
mentary and secondary schools. Furthermore, g de-
gree no longesr assures the sanﬁe possibilities fONtﬁ
ward social mobility as in past, "The gap is
rapidly narrowing between salgmes of college
graduate? and those without a §egree. The growing
famlharlty of the public—including legislators— -
with hxgher'éducatmn together with-its—diminished—
role/ag conveyor of social stgtus, will no doubt ad-
versely affect its compgtitioh with other state pro-
gramasfor public doHars.

This loss of higher education’s social priority is
coinciding with a profound turning point in our na-
tion's history. Up until naw, we have had a con-
stantly growing population and relatively unlimited
cheap resources to fuel the growth of our economy.

* Now; however, our birth rates have been decreas-

ing with each succeeding year until they have_
dipped below the rate needed for zero growth. We'-
have begun to reach the limits of producing cheaply
all of the basic resources our economy demands.
Declining -student enrollments will reduce the dn-
come for many institutions. At the same time, their
fixed costs for operations and maintenance, and
constrpction 'will be taking up an increasing portion
of their budgets; a trend Joseph Froomkin and
Clinton McCully note has already begun. As Dr.
Millett pointed out, funding institutions on the basis
of average cost was lucrative during their growth
period but now with enrollment declining and rising
fixed costs, such a practice will be disastrous. The
analysis by Froomkin and McCully indicates that
institutions with declining enrollments have in fact
increased their costs per student faster than those
with stable or increasing enrollments, mdicatmg
"that legislators recognize this problem 'of rising
fixed costs in making appropriations.

The basic demographic and economic situation I
am describing has very serious implications for all




those involved in budgeting for higher education.
The loss in social priority that higher education is
suffering may be reversed in the future if purposes
are redefined and communicated more clearly. In
the meantime, higher education is likely to get a de-
.creasing share of’ the state.revenue pie, and we
may well endanger the historic vision of the rolé of
higher education mentioned by Dr. Millett and
which I believe has made a central contribution to
our socjal and etonomic growth. The risk of bud-
getary stringency is heightgned because higher eds
ucation, sometimes with the exception of two-year
institutions, is typically the largest discretionary
item in state budgets. When pressures for cutbacks
come, higher education is a tempting target. Legis-
lators in our states desgrve credit far recognizing
this problem and for being more evenhanded than
they often are given credit. Hogvever, the suscepti-
-bility of higher education to budget cuts remains
when hard choices have to be made.

. A number of consequences seem likely as a
result of these circumstances. First, | am-concerned
that we may go on constructing buildings, based on
current enrollment patterns, that will not be needed
in 10 years. The greatest inefficiencies today in
higher education are the result of mjintairfing un-

needed, uneconomical buildings and preserving’

campuses that are too small to function efficiently.
~ This is an area that legislators have authority to
deal with effectively, hut is also an area that is par-
ticularly difficult to deal with politicglly. With re-

spect to construction, I believe that a major priority™

should be to improve existing buildings making
. them more efficient. ’
- Second, the changes in enrollments are not
going to be the same for all institutions and difficult
judgments will bhve to be made particularly wheth-
er. to construct new facilities at growing campuses
while buildings on other campuses are under-
utilized. The change in the composition of the

“Program changes will require
reallocating resources rather °
tham adding resources as dur-
ing the 1960's.”

3

>

student body from typically young, full-time stu-
dents toward adult and part-time students will
lessen the need for dormiitories. Increasing evening
enrollments will utilize buildings more fully while
lessening the need for new ones. Patttime students
will be going tg institutions closer to their homes
unless the institutions take their programs off-
campus. Students will tend to seek the programs
offered by community colleges and universities
more than they will the undergraduate programs
offered by traditional public and private liberal
arts colléges. Former teacher-training institutions
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_ that still have a heavy emphasis in that area will be

» .

particularly affected. N
Third, private institutions®¥ill suffer more than

.public ones betause they generally are more orient-

ed to residential full-ﬁgne students. Many, private _
collegegédre now changing their mission from tradi: .
tional liberal arts programs to occupationally ori- * ,
ented programs but this will put them into a “cgtch -,
22" situation. The less distinctive their missions,

the more that they will have to compete with public
institutions on the basis of cost. The private institu-
tions are not likely to survive such direct cost

* competition, since they have to sell a special kind of

education that students feel warrants the agtlded
cost. . .
Fourth, many institutions appear likely to lage
enrollment until they are no longer ,economically
viable. Good educational judgment and sound eco- -

‘nomics will dictate the closing of merger of some of |

these institutions. However, closing a .p'ul;lic institu-
tion is an éxcruciating political éxperience. Legisla- -
tors seem likely to shy away from'such actfons as

- long as possible. This will result in more public

revenues going to support such inefficient institu-
tions to the detrin ent of the quality of other institu-
tions. In suchscircumstances, the overall quality of
higher education is likely te decline.'The conse-
quences will be even more difficult for the private
institutions. A few facing financial disaster may
persuade_legislatures to take them over as public
institutions, adding unneeded capacity to the pub- - *
lic system and further jeppardizing the survival of
gf:r private institutions. All will géntique to seek
eased public aid, some of it going to margina
institutions, again decreasing the revenu&s avail-
able to maintain’the viability of the less afflicted in-
stitutions. Finally, however, a number of private
Institutions seem likely to go out of existence. Legis-
lators, faced with a choice between the survival of
public and private institutiens will find it easier for
the market place to take its %o_ll of private colleges
without action on their. far thar to take the overt
act of merging or withdrawing support from public
institutions. The private colleges that are losing en-
rollment will face a particularly hard decision;
whether to spend the money needed to make them
attractive and to raise their tuitions to maintain
quality or alternatively whether to cut costs and
take their chances. } ‘
Fifth, a further problem will affect the quality of
instruction at institutions. Program changes will re-
quire reallocating resources rather than edding re- -
sources as during the 1960's. This will be difficult
because a faculty is much like a legislature in many
réspects. Each department, like a legislative com-
mittee, is jealous of its domain and prerogatives.
An administrator seeking to reallocate resources
must be both a politician of th¥ highest order and
also something of an autocrat. If he is too much of a
politician, in the pejarative sensg of the word, the
quality of programs will suffer. If he is too much of
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an autocrat he’ w1ﬂ lose- the confidence of ‘the
faculty and will rapidly become ineffective. Two!

' avenues eeem open to help ameliorate this situa-

tion. First, I think that we have had a one-sided *

e

‘ concern with -the upward flow of. information ‘to’

state government. We have not looked hard enough
at- the need for a downward flow of information
kéep higher education adminigtrators and faculty
informed of the basic political and economic reali-

...Higher " education’'s long-
~ term financial difficulties will
“arise primarily from.changes

in its competitive position...”
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ties facing those of us who aré in state government.
.-Those who design our-information systems need to
take a.hard look at the informatioh needs of those
on campusds. Basic facts and policy cheices: facing
states need better analysis aﬁ dissemination. My
own childhood leads me to redbgnize that an educa-
tion focusing on limits is not always appreciated by
those receiving it. However, from my adult experi-
ence, I believe the end is worth a greater effort on
the part of states. .
Sixth, the economic stringencies we face are re-
sulting in tuition iricreases. At some point, these in-
" creases will affect the realization of our access
geals unless student aid keeps pace in amounts and
in a form that is attractiye to those with lower in-
comes. One way in which the effects of tuition

. squeezes can be lessened is through graduated tui-

tion charges for different types of gmstitutions. We

_ have relatively free public educatleg, through the

. high school level. Access could be guaranteed for
the next -step beyond high school by maintaining
low tuition for the ‘‘open door’’ community colleges.
Charges. could be higher for institutions offering

upper division courses and perhaps still higher for-

those offering graduate studies. Such a policy
would stimulate higher enrollments for a segment
of higher edacation that already will most likely
have great success in attracting-students but few
students would be denied at least two years of col-
lege. The alternative is to exclude more lower in-
come studernts by setting similar tuitions for all in-
stitutions resulting in higher rates for two-year in-
L stitutions’ but lower rates for upper division and
-graduate -education ensuring greater uccess te
upper division and graduate programs. A policy of
similar tuition for all types of public institutions
would tend to continue the subsidy that graduate
instruction gets from those enrolled in undergradu—

- ate coursés. '
Seventh, another impact of the recent financial
stringbncy has been a relative kl:d)wﬁen in the
compensation of faculty. Froom and McCully
estimated that the real wages of faculty in 1975

20

. were seven pereent less thant would have been an- »
tlmpated using their ,conservative projection of
what might have taken place, From their* anhlysis
they concluded that most of the savings made in .
thher education in recent years came at the ex-
pense of faculty salaries. The excess of teaching

o' _ faculty applicants in relation to ayailable posmons

/in most fields seems likely to contmue to place a
"damper on- faculty salary . incrgases. However,
« should faculty salaries continue to errode, at some:

point the quality of the faculties will begin to de- .

cline; especially in those fields where they have an
opportunity for employment outside of academia:
No longer will higher education be ,ab'le to attract'
and retain the “best and brightest.”

. Fmally. the competition for students ameng in-
stitutions ‘will' engender increasingly rough in-
fighting for budgets and students. This internecine
wasfare will present a sense of disarray to the pub-
lic. create pressures on legislators to resolve_ con- .
flicts and weaken higher education’s ability to com-
pete for its share of the state budget. Severai ap-
proaches to this problem seem open. Stdtes are
strengthening state higher education agencies, giv-

. ing them the authority-to deal with this ggnflict'and
to distill some policy options out of theftonfusion.
Thege agencies frequently are -being given the
charge to spell put the roles and missions of cam- .
puses so that each one's tusf will be more clearly
defined. This will lessen the areas of conflict and
reduce forays up blind alleys in search of dollars

. and students. Increasingly, these agencies also are
being asked to look searchingly at overlapping and -’
unneeded programs, particularly.at the graduate
level. States are limiting the number of institutions
that can offer doctoral programs and eliminating g
many graduate programs. Also states are turning .
to formula budgeting practies to ensure that equal
dollars are allocated tgzprograms that have equal
costs. These formulas require some flexibility to
meet the unusual costs that are present at all cam-
puses; they also need flexibility to respond to
changes in state revenue prospects and will have to
be adjusted to be sensitive to'marginal cost changes.
‘With this flexibility and redesign, however, they
can provide equitable budgets for institutions on a
basis that all understand and will reduce the need
for state-level agencies to become overly enmeshed
in the details of institutional administration. |

£ In summary, the cnmisis in higher education
finance is really a manifestation of the age-old

: problem of economic priorities, amplified by a his-
toric transition frém growth to stability or contrac-
tion in our society. I have a great deal of faitlr that
higher education will recognize these changes and
will address itself to redefining,its role and its im-
portance in terms that are persuasive. I am also
confident that legislators will continue to exhibit
the same good judgment they have exercised in the
past giving a high priority to the support of higher
educahon

o
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‘graduate of our college to college; buit those should it nbt be ‘The
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Our subject is education ‘and employment. in the
South, ‘and we will be talking about that topis_as it
affects young people in the year 1977. But-1 will-
first try to put the role of thé colleges into a bit.of
historical. perspective. Appearing on the program
of the Association of Amsrican Alumnae at Radclife
Coll5ge just 70 years ago, the great American
scholar, Williami James; spoke about,‘%Democracy
and the College-bred.” He said, “In our, democracy,’
where everything else I8 80 shifting, we alumni and
alumnae of the colleges are the only permanent
presence that corresponds to the aristdgracy in -
oldgr Countries.” He went on to say that *‘the gen- .

. eral.steering function of the collegesbradd amid the

vigion of what our. colleges themselves yhould aim "
at...to bd the yeast-cake for, democracy’s dough.”
In othervwords, William James saw the ‘‘college-
bred” of his day as a_highly 'select group whose
most important function was fo_provide civic and _.

adership to society. James’ view re- -

driftings of démocracy ought to help 1:30 a wider, ~

were producing a fairly siall, select group of grad- -
uavgs from which miuch of society’s.leadership was -
drawtwXhe colleges themselves did not have to be
selective \because in' those .days very- few
people hdd cgllege aspirations of any kind. % *
Some 50 years later, when I made £ rst
swing of visits « thern- ‘colleges for SREB, -1 °
found that most of thefh were trying yery hatd to
beceme more 'sélective, to raise their admission re-

“quirements and to tighten their overall academic’

L
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‘standards. This was one institutional reaction to
the rush to college following World War II. The
watchword of tg 1950's was selectivity, and the

search for talent at the admissions level was a way .

in which collegds tried. to demonstrate their excel-
lence. We talked about the right of the individual to

- some education beyond high school but were #tire

to add the words “‘to the extent of his potehtial.”
The word “diversity” was entering the educationd]
vocabulary but had little to do with thd traditional
four-year college. o
Shifting to the Sixties, we began to hear more.

and more about open access. The “impe*;g tidal
F

wave of enrollments” predicted during ifties
‘had become a. reality, and attitudeg about educa-
tion were changing to ac_commodateelzbe‘ new facts
of life. Scholarshipg were no longet awarded in
large numbers on the basis of erit, but rather on
a basis of economic need, in order to help lower. the
financial barriers to higher education. Thoughtful
educators began to let it'be known that turning out

" bright graduates is no great trick*when all of them

were already Bright upon admission as freshmen.
The alled “new student” began to be sought

out—students from the lower half .of their high .

school classes, students whose parents had not
gone te-college, students from families in the lower
income bretkets, students froh minority popula-

" tion groups.

The emphasis on access did not mean that
selectivity apd the sesrch for talent were aban-
doned. Howevep, more of the new push for .access

A
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was identified with the fast-growing community col-
leges, the state collages, the urban-educational
centers than with the established universities and
the traditional liberal arts colleges. But even there
the search for the “high risk™ student became a
serious challenge, and universities tried to be both
selective and ‘‘open door-minded.”

At the end of the Sixties the.rate ‘of college
attendance in the-South was-well ahead of what it
had been in the ndtion 10 years earlier, although
again lagging substantially behind the new natidnal
level. By that time a number’ of other facts had
begun to emerge, including these' 1) Attendance
rates ofthe tradttxonal college age populatlon—18
to 21 years of lﬁ e—had begun to level off in the
nation, even while
to total population”continued to rise. 2) Critics were
beginning to question the role of higher education
as the answer to all social problems and the key to

economic progress. 3) College graduates were be- °

ginning to face a stiffening job market and fre-
quently found themselves taking jobs for which they
were "‘overqualified.”

The college graduate takmg a ]ob as 4 bus or
taxx driver was not a rarity in 1970. Fhis possibly

“overqualified” and sometimes dissatisfied gradu-

ate of our co].lege system is certainly one of the
principal actors in the drama which concerns us’
today. He may be one of those who has been

. traided for a particular vocetion where demand is

currently low, or he ;gay be a product of a liberal®
arts gurrictulum which offers few partlcular voca-

_tional qualifications of any kind.

At any rate, some five y&ars ago, the Southern
Regional Education Board realized that it needed to

' \/g;oaden its -concern- about problems ‘of this kind.
e Board has always accepted{a ma1q responsi-:

bility to assemble and disseminate manpower infor-
wation affecting the fields in which it conducts or is
asked to consider cooperative programs of various
kinds—dentistry, architecturs, law—_and the pro-

.the , Fiftieé were more Or
Less dedicated to a search for
salent and the Sixties were de-
voted to premoting broader "

4+

attendance rates in proportion -

to promoting broader access. What about the
Seventies?

It may be well to look back at ‘some of this
history of our approach to education. For too long
we have cj ose statistics which told about the
income (ifferentials among ‘people - according to

¢

EF SchleAtmger

‘levels of edu\gntlonal attainment. In. Wnlham James'
day, when primarily the children of the well-to-do
went to college, these youngsters turned out to be
the people who were most likely to become well-to-
do themselves, as well as “worthier and better
leaders,” as William Janr®s-phrased it. But by 1970
dur country had passed through some 50 years of
what really amounted to a complete revolution in
llege attendance—greatly accelerated by the GI
of nghts and NDEA and brought to a head by

the higher 8ducation boom of the 1960's. By 1970 »

the number of people going to coliege .was great’
egough so that a, college degree alone no longer’
guaranteed a so-called college-level job.

Even so, thg current 36 percent average advan-
tage in income which a male college graduate enjoys
over a male high school graduate is nothing to be
sneezed at. And from thé standpoint of society, it is
particulagly sobéring to reﬂéc;/an,;ecent unemploy-

 ment rates of the 18 to 24 yedr old population;-by
& years of*schooling completed. Thirty-one percent of
‘those with only eight years of schooling are unem- -

ployed, while 16 percent of high school graduates’
angd just six percent of college graduates are

: o unemployed. “
: aCCBSS.. ?\,/,Vhat, about the . A level of educahonel attainment has been
- Seventles_ ! o 5 achievhd in-the United States which outstrips that

fesslons generally, the new manpower emphasis is
on the entire range of postsecondary education and
corresponding occupational applications. Basically,

thig  concern grows out of the major:educational -
-and social changes I have just mentioned. As we

have goted, the Fifties wére more or léss gledlcated
to & senrch for talent and the Sixtiea were: de‘voted

b a- e

every individual. We believe some
-at the .graduate level. Bt if the day ewer cc;zas

re
a sign *

of any other counfry, but our economy does not
always offar a job .to match the preparation of
ing can be done
about turning out too many s ts; particularly
when enrollment caps are clamped on the e
range of postsecondary education, it may
that we have lost our grip dn the kinds of values
and goals whach make thxs.country great As the

f
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demographers have shown, and as many of our in-
stitutions already realize, the next decade wi
on a problem.which ‘is quite different
the shrinking of the college-age po
ginning about 1980. By that time thsé
ate may again enjoy a seller’s market.
- In the meantime, the rest of the Seventies may
well be a coming of age for, postsecondary educa-
tion, a time for striking a better balance between

- -

. : " . Eva C. Galambos* ‘ :

Some of you may wpnder why SREB has betome

concerned with menpower information for college

graduates—or supply and demand balances in

various disciplines. Why do we worry about supply

»  and demand? You heard President Newman yester-
[ 4

-Eva C Galambos
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day emphasize that in the United States wé do not®
accept the concept of a planned society which de-
- termines, “'so many people are 'going to ‘study this
and 80 many pdople are going to study that, and we
will point people in the direction in which they have
. to work.’; Of course, that-is the furthest thing from
our mind8 and that is.not the way a free socigty
works. .
All we're trying to do when we develop man-~ -
power data or figures on the supply.and demand in
various fields of study is to enable the free market to
. work better. You will remember that one of the first
‘things you learn in princifles of ecoriomics is that
-for a ffég market to functian, ‘everyone must have
perfect- information about the outlook. So that's
what we'sd" working towafd—to provide stydents
- and institutions, the buyers dnd the gellers of edu-
_cation, with the best possible information about
. what the outlook might be in various fields of study.

*Dr. Galambos is reséarch a;s6ciéte for the Southern Regional Educatign Board. **
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educationor life and education for making a li\‘ing.
on finding areasonable compromise between trying
to send everybody to graduate school and providing
only a bare minimum of education. The cultural,
moral and intellectually enriching ovérall return on
the investment in education, both for the individual
and for society, is much more important in the"long
run, and much greater, than the income differen-
tials which education offers to the individual.

» -
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One of our constituencies for this kind of ‘infor-
mation is the higher education coordinating agency
in eash state that has the responsibility for plan-
ning programs. These agencies need to know areas
in which there will be job market demand and in
which programs do not need to be expanded to
satisfy labor markets. Of course, the individual in-
stitutions ar® interested in this type of information
too. As information is disseminated about strong
job market opportunities, it is to be hoped that rele-
vant programs will grow. ,

Unfortunlately there are definite rigidities that
impede the adjustments of program offerings to
market demands. I will give you two examples of
how these rigidities work. There is general agree-
ment that the supply and demand situation from the
student's viewpoint is excellent in business ad-
ministration and accounptipg. This is one of the job
markets where ‘ue graduates are in a seller’s mar-
ket and where®he prospects are good. In response
to this favorable outlook, students have been beat-
ig on the:doors of the schools of business adminis-
tragdion saying, “Let us in.” We learned of a large
Southern university which had so many students
beating at the doors of the College of Business Ad-

ministration that faculty decided to cut the number -

that they would let in. They went from 3,400 enroll-

ment to something like 3,000. Then they, went even

further. They’ said, “We know there are certain
students who are trying to get in through the back

o

door to ‘bootlég’ a business administration curricy- -
lum by taking one course at a time without being -

enrolled in the college. And we wijl not allow these

students in until. our own college enrollees have

beén given preference.’ ‘
This is.an example of jnstitutional rigidity where

a school of business administration was not able to

expand to meet the needs of the students who were

' responding tp a good job market. The institution

eould not accommodate to- the idbor market de-

t

mands because the .available professors were- in
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duced people w1th the ability to view a problem
' from all sides. These people have progressed in
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other departmenis and the funds were not sufficient -

to expand the school of business administration.

! have been told of similar rigidities, especially
among some of the smaller pradommantly.black col-
leges. Their counselors'told me, “What is the point
of your coming to the campus and telling our stu-
dents that compbter scnence is wonderful and that
the health fields e;3rov1de marvelous opportunities,
when in our institution we tlo not offer these pro-
grams. If you encourage the students to take pro-
grams that we're not offering or if we encourage
theé students to do this, we might lose our jobs as
students leave for other institutions where these
courses are offered.” )

I'm giving y6y examples of rigidities that impede
the adjustment of what job market information is
supposed to accomplish. There is also good news:
for instance, we have just fad word that one of the
large instituti
market for teacherss is stiffening enroliment re-
quirements to the school of education, with the idea
that thas will redace the number of’ people who will
earn teaching certificates. :

I have emphasized that the institutions and the

. coordingting agencies have a need for manpower

data.”The students are¢ also tremendously interested
in information-about jobs, about opportunities and
about the fields that are most. promising. Certainly
not all students view a job as the prime reason for
going to collegesr but those who do are entitled to
manpower-information that they are seeking.

By providing data on what fields have good job

prospects we may be accused of pushing voca-
tionalism. as opposed to the traditional idea of
liberal education as preparation for life and a
broad background: I would like%o stress that this is
false and far from our intention. We have delib-
erately emphasized that the past has demonstrated.
that many people who today manage our business
and, government have risen with a background in
the socxal sciences or in the liberal arts. This gen-

.. there are ways of com-

blmng the practlcal that is -

skill:oriented “with a brgad.
backgreund and a general
educatlon ’

Today we are producing approximately one-half
as many ‘graduates in business administration as
the estimated number of openings. Therefdre, grad-
uates who enter.the job market with social sciences

"and hber&l arts degrees will continue to fill the gap

[
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8 in Florida,’in view of the weak

Mnd has stood them well, and has pro- -
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in terms of the deficit in the number of specifically
trained graduates in business administratjon.‘Lib-
eral arts or social science degree holders do have a
hard time finding:that first job. Many employers
" are interested in what a new employee can do the
first week or month on a job—to read a profit and
lods statement, to plunge into personnel administra-
tion, or to participate in a marketing plan. Em-

“Liberal arts or social science
degree holders do have a hard
_time finding that first’joly”

ployers want immedigte skills and of course liberal
drts majors or social 3cience majors do need a little

time to learn job-related skills. However, in thé long.

run, their broad background will serve them well.

I'm trying to stress that SREB has promoted the
building of bridges between vocationally oriented
courses and the liberal arts. We have told students
and we have emphasized in gur publications that
there are ways of combmmg the practical that is
skill-oriented wit a brogg background and a gen-
eral education. It is no either/or situdtion. = .

I'd like to give you some overall statistics about
the prospects for cellege graduates in'the South for
the ensuing several years. We have developed two
projections. We call one the ‘‘conventional projec-
tion" and the other, the *‘comprehensive projectian.”
In the conventional projection, we have included
only those occupanons that you.traditionally think
of as ‘‘college-type” jobs—professional-tectinical
jobs, such as teachers, doctors, lawyers, social
workers and accountants—‘‘the professxonals "If
you look at the collegé job market in these terms,
we estimate in the South, aropnd the year 1980, we

, will be overproducing college graduates by about
eight percent. This is no great overproduction, but
it is different from the 1960's when we were under-
producing for the professional-technical jobs?

If you are willing to look at the job market for
college graduates from a broader perspective (and
that's what we call the ‘‘comprehensive projec-
tion,”’)—if you are willing to accept the ‘‘upgrading
process” throughouf the job market in which more
and more occupations are filled with college grady-

- ates, then we estimate that we will have a 13 per-
cent deficit ©f college graduates in 1980 in the
Seuth. The deficits vary depbndmg on the state in
the region. ,,

I will give you an example of this upgrading pro—
cess becausge you may feel hazy as to what we are
really talking about. When | grew up in Georgia,

there were many, many elementary schools and .

also many secondary schools in which the teachers
did not all have a bachelor's degree. And almost
none had a master's degree. Who are we to say
that by the year 2000, policemen will not all have
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—bachelor’s degrébs when-it was gerfectly accept- -

- able 30 or 40 years ago for teaché® to be educated
in normal schools with maybe two years of college?
There is a constantly changing perception of what
is required in the world of work. : )

. Some of the upgrading process reflects the fact
that jobs do become more difficult and more skills
* are needed to perform the work. In that case the

e

a

"By providing data on what
fields have good job prospects

we may be accusedof push-

ing vocationalism-...: this is

~ false...We have deliperately
- emphasized ... . many people

" who today manage our busi-< —

x nesses and government have
-risen with a background in
the social sciences or in the
liberal arts.” Lo

work will be more productive if performed by some<*
one with more educatior. Some of the upyrading
process. however. is just a sesponse to the avail-
ability of college graduates. As a whole. we hope
that our society will be mgre productive as we have
- better edacated people who go into more and dif-
ferent occupations.
‘ + I'd like to focus on a few examples, or the par-

supply and demand. We have looked at engineer-
ing. and project that engineering will continué to
A very good field for students in the South in the
coming years. Engineering has suffered in the past "
from what economists ‘call the ‘‘cobweb’ effect:
either you have too many. or then all of a sudden
you have too few. We believe that we have certain-
ly not approached saturation. In addition, we pro-
ject that business-administration is an excellent
field. The possibilities for students in business ad-
ministration are myriad, becduse so many different
occupations require a background in business or
&  accounting.
have' adyised social science students to combine
their ‘thajors with something practical in husiness
administration. We've studied public administra-
tion and found prespects good. We've had a publi-
cation on teaching and have tried to steer young:
_ people into other fields, because the teaching area
looks overcrowded as far as we can see.

.4

tiular fields of study, we have analyzed in terms :eff

We have paid partic{xlar attent{on to the pros-
pects for women and for minorities. If women or
minorities wish to-improve theirppportunities, they

need to consider two aspects: 1) they needto think .

about fields in which demand is going to be good
for-everybody, regardless of race or sex, such as
accountifig, or engineering and 2) they should enter
fields in which there are not too many of ‘their race
or sex—in other words, fields where they could
benefit from affirmative action. Examples of fields
in which women and minorities have the ‘‘best of
both worlds” (a good: market for everybody, plus
that little extra of affirmative action) are fields
such as accounting, engineering. finance, computer
sciences—all fields which basically depend on a
strong quantitative background. This leads us to
stress that a good foundation in methematics is.im-
portant for people who want to switch to fields with
better opportunities. &
Our spin-offs from the" work on manpower pro-
jections have been twofold. We have become quite
interested in the whole aspect of faculty advisé-
ment. Students do interact with faculty more often
+ than with anyone else. After all, they do see faculty
every day. So We are supportive of injecting career

counseling into the everyday contact between facul-

ty and students. .

We have also becomb interested in, and are
entering into a new project on *‘follow-ups.” What
happens to the graduates when they leave the insti-
tutions? We found that many follow-up studies have
been conducted in the region by individual institut

tions and in some instances.by the state coordi--

nating agencies. It is our objective to encourage as
many of these follow-up studies to use the same
‘questions, or at least ask some questions in the
same way. In this manner we may be able to return
to you legislators maybe a year or two .years from

. . now with some overall answers as to what is hap-

ing to the students in our region. If they have a
major in political education. what do, they happen
-to be doing? How do graduates generally evaluate
their college educatioh? The objective is to deter-
mine how the graduates assess their college experi-
ence and what has happened to them since they
left the campus. , , . :

A third direction in which we are moving is to
analyze the interaction of supply and demand at
the college level, the junior college level and the
vocational-technical level. The graduates of these

We have looked at the social sciences, and we— various sectors interact in the job_market: you can-

not separate them into little boxes. Take the nursing
field: we have graduates with two-year and four-
year degrees and also with diplomas from hospital-
based schools. They are all in the supply as against,
nursing openings. If we examine supply and de-
“mand narrowly at one leve]. we might be missing
the real action. v
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* majority,

" ‘There are some unconnected‘ and ‘maybe even ir-

relevant comments or questions for yqu to think
about as 1 speak to you today.

‘Is not that bus dnver of yesterday our L-1011 J

pilot of today, and perhaps the 8
commander of tomorrow? .

Are collége premdents c;omg any thinking-
about requirements for admxttmg faculty fo .
the field, as related to, what is expected of
them on'the job every day. and ¢an we avoid
The term *‘overqualified and underutilized?” ,

ges the old Bqy Scouf motto of ““Be Pre-
ed”" and the story of the foolish and wisé
virgins in the Bible have anything to. say
. about the fact that we do need education be:
yond the pelnt of immediate-use?

Have ule thought“‘about the fact that the one °
rofessional whe requires the greitest train-
ingjoday and who is probably at the top on
/" the income lavel--the medical doctor—is the
one who, only a very. few years agd,.didn't
P reg;ure any college but he‘learned on the
jo

ceship

Py .

- Just think about these thmgs as we talk about

careers and career information. ’
On the university ampus at our summer orien-
tation, where we.

the legal‘as arising ffom .this particular fact.

But at this time we are‘now expanding this pro-.

gram to tadk to students about other aspects of this

age of majority, which we sometimes confuse with .

the age of maturity. .

I think most of us are willing -to say that you
cannot pu an age limit.on maturity, angd yet I think
today we tend to refeéf to the educated person of
yesteryears as the more mature person. I would

liketosubmittoyouthatlthinkthatthereal\

achiévement of the age of matyrity is the exercise

" of the.right by the individual to make decisions for
_ himself.

Now, that should be the goal of educatlon, to
help the student make thvse decisions. To decide is
to use what you know to get what you want. To
make ‘a career decision is to use what you kndw
about the world of work—the kinds of things you've
been hearing about in temms of facts, manpower
and employment statistics’and trends—tq make a

+ . decision, to use your talents, yourskills your edu-

N . \ ) [ ¥ R .
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both freshmen . and -
parents, we'have a program op the 18-year-old -
rted primarily as a dxscu.smon abdut .

v

cation,.yoyr experience, your own personal needs,
‘and above everythirig else, your time and talénts, to .
do something of value for yourself and something of

. benefit for society as a whole.

. Back in the days when I was mvolved more i
financial aid'than I’am now. I used to talk about
who pays for higher education and who benefits
from higher education. I hope these questions are

settled—society and the individual benefit; and,

. hopefully, socfety and the individyal will pay: I think

the same thing applies to the question of liberal ed-
ucation'versus practical. I think we've got to have
both, and I hope we all agree with that.

In his play, Shakedpeare leaves Hamlet with the
famous quote of “To¢ be or not 4o be, that is the

* question,” and that for Hamlet was the question in

the Denmark of his time. But I submit to you that
perhaps for college students today, this is the same
question that we should ask: '"What are you going
to be when. you finish school?"’ That question implies
an answer: either be something or be somebody. '
We have made some reference to access to
higher education, and I think perhaps that was
what was really behind our providing access to
higher education to people regardless of their fi-
ial conditiohs ,or their personal situations.
They wanted it and could absorb it, asid I think be-
hind that is the concept that if you get.a college.
educatlon. you can “be somebody,” and that all of
oyr citizens have that right, But on the other hagd,
the "be something’ for mang years-seemed to refer

- ¥ think our college students
are beginning to get away from
the concept that jobs are going
to come find them...”

more to being a doctor, a lawyer, a teacher, or a
minister. In essence, to be what I would term a
practitioner of a profession, a profession being cer-
tain occupatiaps that have certain requirements, is
basically a primary purpose. But with-the advent of
the G.I. Bill right after World War II, we began to
bring to our campuses peaple who were preparing
for careers in other than the standard professions.
We wgge beginning to turn. out businessmen, indus-
trialists, government workers—people wanted to -
learn different kinds of skills which required differ-
ent -kinds ‘of skills training.

The question then became not so much "What

- "Anne Seawell is director of Office of Career Planring and Placement at “xe Umversny of Georgia.
\ n . . .
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are you yoing to be?” as “What are you going to * him my occupation, so would most of you. So in ef-

a

. Revolution,

do?”” Now either question, “to be” or “to do,” is not
a simple one to answer for togay’s young people.

Perhaps hisforically, we can look back to the ,

time when in the landed gentry the eldest son in-
herited the title and the property, the next son
probably had te find & life position of service ip the
church, perhaps the next one in military. It was
pretty well designated. This systeq began to lose
some continuity during the so-called Industrial
when
seemed to hold sway and the church supported the
principle that God created each man for some spe-
cific purpose. And so guidance was given through
the church. It still is, to some extent, in'terms of
“What are you going to do with these God-given
talents that you have?” ~ . '

But ‘the responsibility guidance now has
shifted from home and church to the schools. It has
become ‘our responsibility to help young people
make these decisions of life planning or ;;éreer.
planning. Students are expected not only ty'get an
education, a diploma or a degree, but they are also
expected to answer certain questions for -them:-
selves: “Who am 17" —identity; *‘What's this wholé
world all about?” —meaning; “And what am I sup-
posed to do?”’—purpose. '

Now very often we ask those questions—in that’
order—and we spend a lot of time on them—in that

order.' Actually we should ask the lagt one first: *

“What is our purpose; ‘what' are we here to-do?”
That, in turn,-can lead to meaning and to identity.
One of my favorite cartoons in recent times is

* . ,the one of Mdrgargt asking Dennis, “’What are you

going to do when you grow up?’’ And Dennis. an-
swers, “‘What do you mean, what am I gping to do
.when I grow up? I don’t even know what I'm going

+ to do this afternoon.” Now I submit that if you had

asked Dennis, “What are you. going to be?” he
would have answered with either whatever was hig
current interest or- his role-model of the moment.

Judaic-Christian philosophy,

don’t mean yoyg name. Who are you?,’ I would give -
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fect, what you do is what you become, and this is
your idéntity. . .
The key question for students, then, is how te
telate that question to manpower and educational
and employment statistics and information. This is
the key. As I said earlier, the career- decision is

Anne Seawell

o
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utiliziig what you know about manpower and em-
ployment, the world of work. This is the heart of it.

I am a little distressed sometimes when we talk
about being’ “‘overqualified” or ‘‘underemployed”
becquse what we have done is reverse what we
might call the education-work pyramid. We have
said, *“The more you learn, the less you can do.”
You become a specialist and unless you are in that
particular field you are underemployed. Why should
itnot be, ‘.The more you learn, the more you can do,
and whel#jou decids to do is a matter df personal
choice.”? - ’

I do not believe that higher education is in such a
bad situation so far as curriculum or discipline is
concerned, or even in our' counseling, in terms of
testing and helping students o evaluate their own

of taxes, the role of profit, and how they're inter-
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wé're in pretty good ~

S~ This, then, brings us to the real dilemma between _ intayests-and beliefs. T thi
“‘to be” or “'to do.” Tpday many of our students are shape. We've at this fot a long time, we’ve de-
answering the wro estion. They are trying to . velopetl it thro experts, an e have these -
come up with what gﬁei want to be, only to find out people available. What we-don’t have is an_under-
that they do not want, to do what it takes to be- standing of the wérld of work. This is the clue. This -
. come what it is they warited to be. , isthe bridge that weneed to make. - - °
N " - Now let me make it clear what I am talking There are some things about manpower and em-
about is’how you take learning and experience and ployment statistics and information that we must
add it to the talents and the time and put it into the - make available to our students. I think the study of
world of work.' Students should ask, “What am I  supply and demand that Eva Galambos and her
going to do‘today, what.am I going to do tomorrow, “SREB coworkers did is great, and I'd"like te ‘com- .
what am I going to do riext week, What am I going  mend it to you in many ways, because ope has to
to do 10 years from'now, what am I going to do with look at thgt comprehensive approach rather than
my life?” . - ! just otir conyentional one. Now, what should be in-
* Let me ask you to do that for yourselves'for a  cluded in this? Students should have information
" moment. If someone came up to'me and asked me, -about our ‘econonfe system and how it works, the
.. ‘Who are you?’ I'd give bim my name. I think demands and also the rewards of a free entdfprise
= most of you would, too. But then if he said, *“No, I . society, the principles of capital investment, the role

/




woven, and in geneydt how our free enterprbe
system works.

Students should also have an overvigw of supply
and demand projections, with an understanding of .
the limitatibns and opportunities that are imposed

» by the needs of the people and by the availability of
resotrcgs. They should have an introdudfion to indi-
vidual employers—education, business, industry, or
government—at all levels. This should include such
things as size, location, services, products, how they
operate, whom they hire. \ !

[n most of the things Tve been reading recent-
ly, even though we're getting more and more into
career education, very little has been written
about the nature of the employer. It geems to me it's:
exactly like teaching young people hoy to make mar-
riage g success and never introducing them o the
opposite sex. I think we've got to introduce our stu-
dents to the world of work, and that means not just
general introduction but information—better infor-
mationh —~about beginning jobs; requirements, quali-
fications, prospects for the future, and some empha-
sis on alternative routes. Here again, the broader
the education base. the better choice of an alterna-
tive a person has. Students must also be awa
of the mundane, everyday, routine aspects of work,
glgpressures and demands of every job—things like

ow-te balance a checkbook, and how to get to work"

at 8:00 and stay till 5:00. It's amazing how many stu-
dents find, after the freedom of a college campus,
how difficult it is to stick with the routines of a
regular working day.

Just as a great library is central to a great aca-
demic program, so a great career planning and
placement center is central to a strong program of
career counseling. A central cayeer planning and in-
formation center is needed to sérve as the repository

' *

that are in b{demand But then those unusual jobs
come along, the kind we keep on the shelf hecause
nobody really meets that qualification every year.
Then you suddenly find the.student who does. So just
as the library has to have things that are used evegry
day, many times, as well as those thas are used once
every five years, you'll find information in a career
planning and placement office just as yaried. From
the pract;cal point of viev, how are you going.to do
alt these things? I emphasize the most important
one, information. This.information changes daily. It;
needs to be kept up-to-date. .

There are ways of helping students get this infor-
mation, either in conjunction with or outside the
formal curriculum through personal and group
counseling by persons who know and understand
the world of work, what it expects, what it has to
offer, and how to get in. We should also provide ex-
periential opportunities, because this is the best
way a student can learn some of these things. This
means part-time work while in school, “Co-0ps, in-
ternships, and seminars. There are many forms of
going out and actually finding out what it’s all about.

Students will also need exposure to and training
in the skills that are needed to locate, pursue, and
secure employment. This includes intervipwing
skills, resume, writing, letter writing, and planning
a job campaign. I think qur college students are be-
gmmng to, get away from thé concept thatsobs are
gojng to coms find them. they may have to go find a
job. .

And students should b provided with oppor-
.tunities to meet ahd talk with employers about jobs.
There are a lot of ways we can do this. One of the
SREB reports on acgdémic and career counseling

¢ touchés on much of ‘this, and I commend‘it to you.
One way is that faculty members become career

of this kind of information, and it should be strong. __~ counselors. We shouldn't want to try to make ca-

For instance, all disciplines can benefit from' broad

information, and perhaps it's ‘oversimplifying to

point this out. You go to med school tobea dbctor,

you go,to law school to be a lawyer, and yaqu can’ go

to almost any kind of school to go to work for govern-

J ment or business somewhere. An employer does not
directly relate to an academic school.

Colleges and universities should very definitely

provide these eomprehensive career planning and’

placement centers, just as they provide a well-
. ‘'stocked library, filled not only with the day-to-day
materials for student use, Jut with those rare acqui-
gitions that may remain on the shelf unused fér
many.years but are available when the time comes,
* Those of us+in career planning and placembnt
work with a lot of these day-to-day jobs—the ac-
countants, .the engineers, the teachers, the things

. .
;8
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»# useful and more beautiful the bridg

reer counselors out of every faculty member. But
we should have some faculty members, not every
one, become career experts concerning work in
specific fields. Here again, I go back to my library
analogy. I think that we want fo have our faculty

understand where practicpl information is avail- .

able and how to use it.

"There is.no way to build a true and strong
society except by' educating true and strong men
and women. There is no way to have a healthy and
prosperous, purposeful nation except to have ™
healthy, prosperous, girposeful individuals. As we
ook to our.graduates td build our bridges and ous
cathedrals for the future, we must remember that
the stronger and better the foundations, the more
es and cathe-
drals Society needs both ‘

»
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Education as a

»

Our topic i8 education as a state priority, and one
of the 1ssues we will discuss is competition among

‘the various elements of education for legislative ap-+ "

propriations. But I can’t resist making a few com-
ments which are not in the mainstream, but are
still related to the centrgl idea, namely “education’
as a state priority.™ Each one-.of our state constitu-
tions has provisions for state responsibility for edu-
cation, ‘but if you read the United States Constitu-
tion;: you won't ‘ever’/see the word ‘‘education.’
Education is a state, not d federal, cesponsibility. In
my judgment, it is the greatest single responsibility

state government has. Do we want the responsibility - -

for education to lie with the federal government? 1
believe each of us would agree that we don't. One 7
of the great strengths in America is the restraint of
governmental powers. N )

Our diversity of government, and the fact that
the states have bken a central part of government
in America since our establishment, are two of the
great traditions that have sustained this nation. We
have a system of checks and balances and, in my, ,
judgment, state responsibility for education is one
of the important checks and balances that wé, as
state officials, shquld insist be continued.

- We are a diverse country. We have many re-
ligious and ethnic groups. We doh’t seek to control
the thoughts of our citizens. We question *our lead-
ers. We question our governmgnt. Do we want an
educational system that is centrally controlled? Do
we want a national curriculum for our systems of
publio education? When we examine our long-
range values and. the intellectual strength and
security of our diversity, I think we will say that,
“Yes," education has been,.is, "and should continue
to be a state responsibility.” ~ oo

Local authority within each’ state is important, -
but determinations of where, how and when are get

by the state, Yhrough state laws and through state
i stitutions. How this is done should be deter-
ed by each state. We should remember that we
have federal and state copstitutions only, and that
the relationship between state and local govern-
ments i8 an issue of state strategy and state policy,

and not of federal policy. . :

- Education, as a state priority, is the highest

.

' S, . _ Ralph D. Turlington*"
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Sfate Priority

state priority. As our Séiety becomes more com-
plex, as our individual material and emotional well-
being become more dependent on knowledge or
skills obtained through education, we will find that

“Education ...is the .greatest
single responsibility state gov-
ernment has.”

.oug responsibility for education. is growlng, not °

I'véparaphrased a quotation that 1 particularly
want you to note: “The state that turns its back on,
or faces its education responsibilities and needs
with only faint-hearted commitment, 13' not worthy
to be numbered among the kingdoms of good gov-
ernment.” (Third Chronicles, 3:15)

All of our state constitutions refer i education.
For example, the Florida Constitution says that
“‘Adequate provigions shall be made by law for a
uniform system of free public schoels and for estab-
lishment, maintenance, and operatipn of institutions
of higher learning and other public education pro-
grams that the needs of the people may require.” It
is the legislature’s responsibility to make provisions
for that. . : ’
discussions here today and yesterday have
been excellent. I thought the statistical summary on,
higher education in 1985 by the SREB staff was ex-
cellent — the * figures were realistic and well-
illustrated. The only place where I quarrel with
,them is in that part dealing with Florida. I frankly
do not believe that the enrollment forecasts for
Florida colleges and universities will be realized. I
think we have overestimated our future enroll-
ments. I don’t mean to diminish the role of educa-
tion in the future, because education is most criti-
cal to our long-range interests. But I do believe that
We will not have as many people to deal with, in the
traditional ways, as we've had in past years. I re-

cently learned that there are about 1,300 institu-
tions in .America preparing students td teach in -
public schools. Wheh you read enrollment forecasts
you wonder what each of these institutions is doing ¥

) *

*Mr. Turlington is Florida Commjssion:sr of Education, a;ld perveti in.the Florida legislature .for 24. vears. halding a num- .

" ber of leadetghip pests including gpeaker of the House. N
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to prepare for what's going to occur. These same
institutions were” sent questionnaires and threé-

fourths of thesa 1,300 institutions reported that

they did not anticipate declines in their enrollment.

It seems that declines are always go}ng to be sotnew-

place else.
We are clearly experlencmg significant changes
in our enrollment. The patterns

mllment are
important, too. Enrollments in the are going .

to be shxfhng In Florida when we discuss enrol}-
ment increases, we're talking about mcre@ses
largely in utban ¢enters.. Take Atlanta for example, '
‘where you have two--state institutions, Georgia
Tech and Georgia State University. The types of
programs at Georgia State will unquestionably ac-
count for a much higher proportion of ‘college en-
rollment than has been the gase in the past. Total
full-time-equivalent (FTE) enrollment is going to be
quite different than it has been™he age pattern of -
FTE's will move upward—it has already changed
greatly from traditional pa¥erns. "Il find- that
many cost factors will differ from those in the past.
. Now let’s talk for a moment about enrollment in
the public school system. As a pérson who has run
for elective office 14 times~1I've learned that.when
you want to illustrate a principle, talk about
someplace that is far away. I'm from Gainesville,
Florida, and péar Gainesville is Gilchrist County, a
ty in population. But I never used
to illustrate a point when I was in
uld always talk about Liberty
est of Tallahassee, almost 200
iniles away. Arfd, when I'm in Tallahassee 1 never

refer to Liberty County, I refer to Gilchrist. The

reason I'm telling you this 1s because I want to talk
about Ilinois.
Iilinois has experienced a declining birthrate

and has studied this situation as thoroughly as any -

state I know State officials there conducted- some

~ “No state is immune to what is
. occurring demographlcally in
this country

T

very serious studies about declining ‘enrollments ih
the public schools. Those who don't -believe that
these figufes will hit home had better think dgain.,
For those who are from Florida, a ‘‘growth’ state,
I'd point.out that we have 67 counties, and that this
past year 28 of them lost public school enrollment.
No state is immune to what is occurring-demo-
graphically in this country, including Florida. .
I quote from a ~of their study written in
1974: “Live Illinois peaked in 1059 at
239,871. After almost 14 years of uninterrupted de-
cline, live births for the past thrée years have sta-
bilized at 169,000 But flata indicate a birthrate of
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between 1.8 - 1.9 children per female of child-
bearing age—a rate comparable to the national: av-
erdge, and below the 2.1 rate considered necessary
to maintain zero population growth. But by 1976 or
1977, the number of live births should begin an up-
ward trend.”

We have not yet experienced any slgmﬁcant
changes in our birthrate, and you can examine our »
elementary and junior high enrollments in public

" and private schools and see that our high school

enrollments today are at a peak. We're soon going
to have some empty high schools. Also, college and

" university enrollments, unless a much higher pro-

portion of persdns continue their postsecondary
education, are going down. Increasing our facili-

" ties must be very carefully planned. In some placés

- dren the opportunity to recei

our facilities are overbuilt. Nevertheless, there will
be growth in education to meet need.
There will always be things useful that persons

" of ability and good training can do. Let me refer

again to Illincis. As enrollment declined for’ sgvegll
years, thiey did not reduce their fefculty; they im-
provgd their teacher-pupil ratio. This past year,
however, after several years of declining enroll-
ment. the’ actual number of public school instruo-
tional personnel in Illinois déclined by some 3,000.
Although I]hnouLm fourth from the top in dechmng
enrollments;, this type of problem lies ahead in
many of our states and in parts of all of them. They
used declining enrollments in Illinois to improve
their teacher-pupil ratio. One might ask, “Has this
improved edutation in the state of Ilhnois?" I can't
answer that, except that I believe that it has im-
proved it over what it would otherwise have been.

There is no question that we are going to be
faced withvery difficult decisions about what to do
with those higher education’ facilities that have
been used for teacher training. I believe that it is
important to continue to inject new blood—to con-
tinue o have some of the freshness and vitality of
young teachers—in our public schools. g

We shduld now be able ta give tomorrow’s chil-
the best public edu-

cation children have ever had. We've always used

\
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tite excuse before that trained people just weren't
avdilable. We can’t usg that excuse any more. We
have plenty of adults.” The scarcest resource we
have in America today, relatively speaking, is
children. If we want to talk about what our future -
will be like, we can't be satisfied with the quality of
education these past' years. We must insist on
better programs for dur childrer than we've settled

“for in the past. I am confident our schools will

-

greatly improve in the period ahead.

We speak about limited funds being available
and at any given time that is true. All of us have
dealt with appropriations and worked with a fixed
number of available dollars. That's the short run.
In the long run, what you do as legislators—as
state policymakers—depends largely on what your °
constituents are willing to support. I call it, “*“Where
your treasures are, there will your heart be also.” If
your treasure really is providing a good educa-
tional program (which I think we can well afford to
do) for the limited number of children who will be
entering our public schools, there is no reason why
states can't provide the best educational program
we've ever had. We must acknowledge now_that
many of the generation which came in such great
numbers following World War Il were educational-

__~ly shortchanged. With the ‘reduced birthrate, our

best option is quality. We don't have quantity any
more. There's no excuse for us not to provide the
best resources for this group of children coming
along. I recognize that it is difficult to get the pub-

" . lic to support much of anything right now, and I

) the resodrces that we have.

*

.doltars.

thought our legislature did as well as we might rea-

sonably have anticipated, although it could have -

been better. Of course, they point out that we tould
do our job a whale.of a lot better with the’
‘resources we have, too. It cuts both ways. We
should, and must, make excellent and frugal use of
We should insist on a day's work for a day's
pay. We should also insist on better quality than
we have had in recent years. If we do this, we’ll im-
prove the quality of our school programs signifi-
cantly in the years ahead. ‘ L
.. One of the points I want to raise is' the issue of
competition between higher education and K-12 ed-
ucation, especially

Part of my responsibility as Commissipner of Ed-
ucation is to take a leadership or a(ivocacy role in
securing resources to carry out ouf responsijtlity
to provide educational programs. I've never looked
at thingg—in terms of what is dpne—as being ab-
solutely fixed. People will pay for something if they
think they're going to get their money's worth or if
they see the need for it. Competition between uni-
versities and between public schools is the type of

-competition that exists in the sense of the short-run|
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but not in the long run. I was in the insurance
business and there's a lot of difference between

¥

for the so-called limitpd tax .

ong kind of ins:urance and another—between, say,
life insurance and casualty insurance. There's
plenty of room for specialization. But when some-
one begins talking ab#ut how the insurance indus-
try has failed to do this or that, you suddenly find

at just because.someone might be thlking about

~ hpalth insurance, then anything that uses your

rame is a knock-or a boost.

You encounter the saine situation in Wucation.

.If you knock what happens in universities, or what~

happens in community colleges, or vocational or
K-12 education—that's a knock at all of education.
In the public's mind, it's a loser as far as we're
congerned. Boosts about education are the same
way. You find that cooperating and selling educa-
tion, together, is more beneficial for everyone than
knocking each other. I've learned about various
schools in colleges and universities that are going
to be competing with each other. Unquestionably
some schools will experience enrollment declines.
The Superintendent in Illinois commented that he
had a problem explaining to his legislature about
how, when you have fewer students, you still need
as much money—plus the inflation increase—as
you needed before. Yesterday, you heard about
marginal costs, Marginal costs are only 20 percent
of the total costs. Enrollments will be declining in
many fields and at many of our institutions, so
handling that problem will be very difficult.-And

‘you, as legislators, will have top make decisions that

are very difficult. R

Let/s talk briefly about who's representing
which district—which is brought to mind by a com-
ment from a legislator this morning that he repre-
sented a distrigt in which there had been an excel-
lent school primarily devoted to teacher training.
Now, because everyonie else has gdne to teacher
training and ,because everyone is going to be
cutting teacher training programs, I gathered that
he felt it was unfair for institutions historically in
the business to be treated like those who were
Johnny-come-lately schoqu. Dialogs like this are
going to come up. But from a perspective generally
supporting education, it doesn't benefM anyone. to
knock one level of education vis-a-vis another. Our
approach has been for everyone to find theif best
holds, hasgle ~wiﬂ; each other, and to sell their
phase of the program and their needs. Then we
also try to sell the overall concept of education.

I'm satisfied that that's the best way for us—the
Department of Education—to handle ourselves.

In- the long run, we do not compete between

higher educatiod’ and public education for the same
dollars. We compete for the tonfidence ‘and com-
mitment of qur-citizens to support both. In our ever-
increasingly complex socibty, our investments in
education for human values and security will re-
quire increased economic and human resources. To
fail to meet this requirement is to turn downbill in
our communities, our states and in gur country.

. \
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Two Views on Collective Bargaining

“Wheil you organize faculty

- through collective bargain- . -»
g all you can have left ina
university...is something
more closely resembling a
factory than a university.”

.

John R. Silber*

*Dr Silber 1s president of Bostofi University.

’

It is my pleasure to have been invited to address
this group. I had very frequent contact with legisla-
tors in my years in Texas and I came to admire and
deeply respect those who engage in politics at a
level close enough to their constituencies to know the-
meaning of responsibility and to experience the .
“tremble’” factor. The ‘‘tremble” factor is a term
developed by the economist Rosenstein-Rodan to .
deseribe a sitiation in which one has something to
lose as a possible consequence of the decisions he
reaches. 1*'would use as an example the Roman
engineer, who was typically placed beneath an
arch he designed and constructed while its scaf-
folding was being removed.’ If the arch held, the
engineer had a centinuing career, but if it did not,
there was no problem of raising his malpractice
insurance rates. It-was a self-corrective system.
. There is much of that in politics at the state level. A
. _.swghared sense of responsibility that legislators and
collage presidents have, and their acute dvailability
-~ _to their constituencies, give us something in coonn.
. The issue of collective bargaining i8 of criticel
.7 : - {confinued on page 38)
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“(Faculty are) probably the

" mosf unlikely group to ever
organize into-a union in the
history of the labor
movement.”

- Robert Nielsen*

1y 1
. *Dr Nielsen is director of the Coileges and Universities
Department of the American Federation of Teachers.
L]

It is inevitable théit our tog‘;c} Collective Bargaining
in Higher Education, hgs generated much confusion
and debate. Institutions of higher leatning are very
strange animals, described recently by someone as
a collection of medieval fiefdoms connected by a
common heating plant. Adg to that rathér acerbic
definition - the . provocati¥® words,* ‘‘organizing,
undonizing, bargaining, impasse, strike, etc.”, and
much trouble could properly be anticipated. .

In the minds of many, these ingredients shouldn’t
mix; or at the very best, should result in a sour
mixture indeed. Much to these cynics’' dismay,
however, this migworks Quite well on many cam-
puses wherec?l%va bargaining is a fact of life.
The agreements Mached on these campuses rep-
resent union coverage of about 25 percent of the -
faculty and professional staff throughout the coun- .
try. And, surprisingly, this all happened over a
brief nine-year period. By any measure that’s
incredible /growth, ‘but when viewed from this
perspective, it's amazing: forty years after passage
of the Wagner Act only 30 percent of industrial,

(continued on page 42)
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Silber — continued from page 37

importance for higher education both in the state
sector and independent sector. I do not use the
categories ‘‘public’’ and ‘“private” sector. All
higher education—whether in the independent
- sector or in the taxpayer-supported sector—is pub-
- lic education. We educate the public at Boston Uni-
versity; they educate the public at Trinity Univer-

sity in San Antprfle; Tulane edficates the 'public. -

There is no university or college that does not edu-

“"Have we inadvertentl

slipped into collective bar-
gaining for faculty members
, or Hfave we done it with ou
eyes open?”’

A

-

>

cate the public. The question is, *Does the institu-
tien subsidiee the taxpayer as in the independent
sector, or does the taxpayer subsidize the institu-
tion as in the state sector?”” The independent sector
of higher education in the United States subsidizes”
the taxpayer at the rate of about six or seven
billion dollars each year. The taxpayer subsidizes
the state sector%e a much larger amount, roughly
20 billion dollars. The degisions we make with
‘regard to collective bargaining in higher education

" —particular]ly with collective bargaining as it re-
lates to faculty members—are going to have a pro-
found influence on the future of both sectors of
higher education. ) .

No one argues industrial trade unionism is not
needed, for before the Wagner Act there was ex-
Plaitation in the United States that cried for cor-
rection. All of us who know the history of the in-
dustrialization 4f this country or any other recog-
nize that industrialization can cause very great
human suffering and often profound social injustice.

The question that we must ask is: Have wé in-
advertently slipped into collective bargaining for

faculty members or have we done it with our eyes’

open? I understand the increasing pressure faced
by each legislature to pass legislation guarantee-
ing collective bargaining for all state employees,
But I wonder whether faculty members are really
state “‘employees” in the state institutions. It seems
to'me quite consistent to argue that the National

Labor Relations Act (NLRA) should apply to *upi-*

versities as institutions while maintaining that it
was never any part of the intention of the NLRA to
apply it to facully members, because of the very
distinct nature ofthef"employment. .
Now, if fou ask me, “Do farmworkers need the
protection of a labor union?", my answer is an em-
. phatic yes. I don’t think-the farmworker can be pro-
teeted adequately without collective bargaining. He

-

-~
e

)

[ ]
is nbt well edécated, he certainly is not articulate,
and havipg'nd economic reserves he is dependent

each day for-h#s daily bread and the daily bread of
his family. These are not circumstances in which
the individual is well prepared to stand alene.

‘ But faculty.are, by definition and by condition of
their employment, the most articulate and the best*
educated of all—not merely ordinary people, but of
‘professional groups. The averag  Ph.D. has spent.
more time in the classroom, has‘gread more books,
has written more than the average,graduate of a
law gchool, than the average graduate of a medical
school, than any other professional. The extraordi-
nary background and education of these individuals
sets them apart. Secondly, nearly all of them make
their living teaching. And if they are compejent to
teach, they are cdmpetent to articulate theif ideas. -
Now, these individuals cannot claim to be alienated.
What are they alienated from? They are required

- by the administration to do precigely this: to study,
to write, and to teach in that area of human investi-
gation that they personally and individually decided
they were interested in. And the persons with
whom they have to deal are exciting, bright, intelli-
gent, hard working, young students who aspire to
greater kiowledge and ability in the areas in which
these individuals saigf they were interested: I find
no text on alienation in the writings of Marx that
fits the situation of the sor. In reading
Gompers’ On Trade Unionism, I fall.to see how pro-

. fesSors resemble the carpenters, the bricklayers,
the craftsmen, that Gompers was concerned about,
Nor, I think, would John L. Lewis find that profes-
sors are alienated from themselves and thdir self-
development in the way in which persons who work
in the dark mines apd suffer from black lung and

- other diseases are. We have to recognize that p
fessors are simply not alienated. Z

Secondly, we have to ask, “Do they suffer from
exploitation?”” Now, from 1910 to 1950 the average
full professor in the United States—that is, the per-
son who went into academic life and achieved the
height of his profession—earned in 1975 value
$13,000 a year. In 1975, $13,000 was the median in-
-come in the United States. That is, for a period of .
40 years the pe who chose academia as his-

LN

way of life did not make,below, but neither did he - )

make above the average in compensatibn. And his
compensation was a very different kind. It con-
sisted in his being asked to work approximately 30
weeks out of the year with 22 weeks for his mzn'
personal development and fulfillment. He was askéd
to teach anywhere from five fp six courses a
semester back in 1910, down to two or three
courses per semester at the present. tipa, He wads
‘asked to study, to write, to ensure own self-
‘development, and to be concerned for students.
And he was left pretty much on. his own as to how
'he accomplished his professignal responsibilities. It
was the quality of life,” it was the hature of the

. i
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.sonalinceme in one o

‘lions of dollars in p
try are unfunded, thus exposing workers to a grave °

pursuit, it was the attractiveness of the pursdlt of®
truth, and it was the attractiveness of explaining
ideas to others that drgw people into academia. .
Beginning about 1950 with the sudden expansion
of higher education following the enactment of the
G.1 Bill, things began to change. By 1960, the aver-
age professor's compensation was up to about
$18,000 a vear, then in 1970 it had reached about
$20,000 or $22,000, and by 1975 had reached

approximately $25,000 per year. Now if we differ- .

entiate: between kinds of institutions, the average

. cqmpensation for full professors is about $28,000 in

universities. It is around $24,000 in the four-year

' colleges, and it is around $22,000 in the junior

colleges. These salaries are what a persoff can ex-
pect when_he reaches the top: of his profegsion, ad-
justed to 1973 dollars.

This means that, instead of being at the
of Americar life, full professors in uni
stand-in approximately the upper five p

in the upper 12 to 15 percent. If this represents ex-
ploitation, then everybody is exploited. We are talk-
ing about those within the top 12 percent of per-
the richest nations pn earth.
These individuals are fortunate—indeed live in a
state of luxury by any historical standard. The idea
that the faculty is being exploited is preposterous.

1 read in the newspaper this morning that bil-
plans in American indus-

risk of ruin in their retirement. By contrast, in aca-
demia, most universities and celleges have fully-
funded retirement programs.

So we are not talking of the classw bases of
trade unionism—alienation and exploitation. Rather,
we are talking about what happens to individua
when, by becoming so well-to-do relative to t
former standards of their profession, their idea
and their concerns begin to change.

“A facu!lty membelﬁbda& /Hég
more in common with dn in-
surance salesman or with a,
~middle management business
executive than he does with a
professor of 25 ‘years ago.”

A faculty member-today has more in Common
with an Insurance salesman or with a middle man-
agement business executive than he does with the
professor of 25 years ago. It is not ‘merely that
.pdwer tends to corrupt—and absoluté power tends

to corrupt absolutely—it is that money changes :

one’s attltudes As ]esus eaid, “Where a mans

4()

tredsure is, there will his heart be also.”" And once
. professors found that they could make goad by
- doing good, they became increasingly interested in
making good and less intefested in doing good. And
I think this change in faculty_attitude must be
recognized. Faculty are using an 1 intelligence which
1s vastly above average. Let no orfe claim the aver- °
e profegsor is a stup man. He is a highly intelli- -
g t mgn aadhe is imaginative enough to wonder
whether there are ways that lie can manipulate the
NLRA to his own advaMcge And this is premsely

“The 1dea that the faculty is be-
ing explmted is preposterous.”

=
\

what faculties are domg trying for an mcr&ed

~share in the governance of the universities. At the
same time they fail to recogmze that once you
abandon the collegial pattern of rational persuasion
for the trade unjon banner of forge —what you can
dolon the picket line—you have changed radically’
the'naturé of the situation.

The National Labor, Relations Board (NiRB)
stayed away from umversmes and collegem
many years. And then in the’Cornell case the
came in because, for a variety of paradoxical rea-
sons, all parties wanted them in. Why did every- °
body want them in? Because in 1969 ##e sfate legis-
lature of New k @ecided to include under their
labor law &ll state empldyees, and that meant that
the employees of Cornell University as a partially
state institution now fell within the jurisdiction of
the stafe labor board. The Cornell personhel office -
said, “Waell, if we're going.jo have to deal with a
18or board, we'd a lpt rﬁe 1 with the NLRB

_thap 'deal- with the state labﬁr board.”-And.so
everyond. within Cormell decided, “We'll get ‘to~
gether with the union and we'll all petition for the
NLRB.” And the NLRB extended jurisdiction to
Cornell-as a whole. It extended its jurisdiction over
“di¥ Cornell employees even though no onk claims °
“that tire"NLRA was ever intended to cwggbgac ty.
.No sooher hag it taken jurisdiction then it"began to
treat the academy by analogy with industry, even
though the academy was so differént as to make
this polidy deeply disruptive. The NLRB had no ex-

. Perignce witlr higher education, which became ap-
parent as its various regions made highly” incon-
sistent_rulings abofit 'such matters as the.status of
part-time faculty and department chairmen. The
NLRB adjudicates matters ad hoc cgse by case,
there are no reliable nationally ponsls‘tent pohc1es,
and the chaos continues.

" The NLRB hias strayed far from the purpose of
the NLRA, which was to contain conflict. Now, by
the inconsistency of its rulings, it is creating havoc.

art of the reasor for this is its -ignorance about

higher education. We can see this by contrasting

' ' ! .39
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NLRB haﬁdﬁné of non-academic areas within hjgh-.l

ef education. We have had no difficulty. with the -

NLRB in handling cases involving janitors, A janitor
in a-uhivesgity is, in my judgment, essentially_ih-
le::ble frém a jAnitor in a business. An¥if
you can have the labor organization for a jaflitor in
business, I see no reason why you can't have it for
one in a hospital or for one in a university. But to
talk about unionizing faculty is to talk about sorme-

thing for which the “categories of the industrial -

faculty member, nor to employees such as secre-
taries and other faculty in which-it is clear there is
a supervisory role, 'bat with regard to the student.
And why? Becau suppose, ‘in its lack of ex-
pertise the NLRB s of the student as a’ cus-
tomer.” The student is
university The studenf happens to be“the raw ma-
teriai—a’part of the raw matei\&ut. of which the
work of the unjversity is done. Not anly is the stu~

t merely 4 customer of aYy.

. . "
in.presenting cases because.they simply do not-
know enough about universitigsito know how to
present them. : ' : :

At Boston University the
of University Professors (AAUP) knéw parfectly
well that earlier in another case it argued for the

unity of the university, for keeping the universi

-together, for recognizing the solidarity of interests
y recognized ,

of all faculty in the university. But
that at Boston University if they tried to-organize on

"y model sifiaply do not fit. Is the faculty member a that basisrthey would be defeated. So.they pesled
. supervi So far as I know,.no considefation has-  off the medical schook: they peeled off fhe dental
"yet beeMPgiven to the supervisory relation of the™ school, they peeled off the law school. What d¢

thesehave to do with the University? Those have
very different interests, the AAUP claimed.. They
ignored the literally hundreds of courses -Being

. taught on ouf’ main campus by medical afid dental

faculty, the nymber of law professors teaching
&ourses in the College of Liberal Arts, the number
of courses taken by law students in- the ;College of
Liberal Arts and in the School of Medicine, the
number of courses taught in the: College of Liberal

American Association’ ~

. . dent raw mdterial, the student is, also the final
. product, in a sense, of what the university ‘does.
And the student is thé customer. The W/

-+ ' of these.’ . .o v .
But also a part of what is done' at_thé univer-+"-

Arts taken by‘medical students, stc. They ignozed

all of those relationships-and interrelationships, not . »
because of any ratinale, but bd8§use this was
what‘they had to do if they wanted to win. When it » °
‘came’ time for the election they chose two weeks

*

v

B ’,‘

sity is 'done with the raw matetial of faculty who
blend their raw material*ifito their daily’ work to
produce books, articles,. l'ectr. and the rest.
which. are.also the product ofthe university. Now
the faculty member is designing & product of the
university. He and he alpne in mary cases decides
everything which.is to be done in an jindividual

“Mwhich have been reached because the NLRE§simp

ly kas no experience or competence in this area.
And often the labor counsel, able ag they are,efail
. r

s

. - L) A

. sembling a factory t au

" the presen

, o )
, i
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after classes were over! You coltdn't get away
with thit in an‘industrial context. You can’t. even
hold an election on Sunday or“on Saturday, unless
those are regular work days. But they held it two

" weeks lgte, Shortly thereafter the NLRB held ‘that "
"no election should be held within 30 days of the be-

ersity. The unions, of
cou:se.‘rggP‘ly assert that tNey Wish to 'retfiin all
collegial governance ¢n top of the in-

¥ ) . :

¥

. inning or end of the school yeaY. Only a minority
* wecourse. I never taught a course in whick I'did not*™ Wf the gerrymandered unit voted. Only 46 percent *
€y, personal and individual respansibility in de-  -of the faculty was Containea in the unit itself. Our - .
. Moylg be included among the readings,  partgime employees, Bven if they had been working /
. (i ,manﬁ per)s would be- required, who would for tite university for 20 years, were excluded.” De-
read the pagers! who would evaluate’ the ers, * partment chairmen were included despite the fact s
-ahd what grades would be given the studen# ’ that they'are as much a part of managemént as the
Al of.those: marketing decisiops about acquisi-  presidentof the university. With all of these con- .
tion of raw material and’ cystomers, the eviluatjon * fusions, they souglit théir advantage and a rinority - -
L7 and remqval ,af cust mers, saying the cugtom:%is of 20 percent of the facumity of Boston University -
somfetimes wrong—£ll of these marketing decisions, -  voted for the union. - . .
highsevel policy itions, were made by an,ordi- ° + The collegial-model is destroyed when 20 per- . N
- ary assistant professor! - . o ) cent of your faculty disenfranchises all the faaulty- .
~ ~Ke model of industrial manufacture gimply. of the law school, the medical schoel, the dental*
makee\qd sense in the context of a university. The, = school and tells them they don'% really count. It is
. madel-oPprofessional activity, of the relationship of also destsoyed when ‘they disenfranchise all*of th
a lawyer to ‘a cllent, or of .a daggtor toda patient, part#imé faculty. on which efery great universfé‘
makes’ very littlg sense in the cortext of a univer-  depends far continuing substantial parts of its .
sity. "Policy Becisigns of the most profound sorte enterprise. ' .‘
- determining the puypose, the mission, the Shality of President Horne, at Santa Barbara, is criticized
, , what goes on.in g’university—are made "by people bepausg he is sgid to be running his univérsity like .
as far down ad‘teachimy- dssistants, as instructors, a factory. WheX you organize faculty. through col- " . |
. ag assistant and assoeiate professors. And none of lective bgrgaining a]l yon can ha¥e left.in a univer- Y
> ,» thissubtlety has come out in any of thé decisions sity, in my judgment, is ethin@more closely re- )




"dustrial model. Indeed; they-try to use the industrial
model<to increase  their ,advantages within the col-
legidl ‘model, by ﬂagmg faculty on the Trustees
and by strengthenmg the role of faculty sendtes
, and the like. On this score, the NLRB hag”been
qmte clear-mghted maintaining that colleve bar-

‘s

»

-~

"*‘Joe Green ;«rrote the finest ‘book‘on the American

Colonial period that has appeared in the last 10

. years and Bill Jones has written an incompetent
* piece of trash Let's promote the one and let’ 8 fire .

the oth,
Tlﬁs the way you.evaluate within the univer-
sity’ and 4t has nothmg to do with collecfivity. One

. English professor is not’ like any other Epglish

troubIe wnh an , arbi-
trator is @.the tremble factor

..Hewa Eé, to be sure to make
)a decisign in sueh a way thatﬂ
he will be inwitéd bach

. 3&1]1 They have no support in lawvor in

* practice for such. a-phedge. o
. If faculties find this, upsettmg. itis because'they
' doqt understand that you canno{ work both sides
.of the strget success - Théy can enjoy their
golita ee of surveillante. free of exammﬁ
_tion, to pursue their own work and their dwm
self-develop ent and the self-develbpment of théir 4
stidents in remarkably sepsitive and complex;’
relationship known as the university* Or 'they can
go down to Sears Roebuck, buy fhemselves a blue
shirt, learn the word® t¢ 46 Hill,” and come back
-as members of a trade union. They must médke up
their minds what they want,to be. Nqw if one wants
to be a trade ynionist, then I.thinks one should -
recognize what wsually goes with it. Featherbedding
. has been.a part of-trade unionism in the 'United
*States, ‘ and , featherbedding spells bankruptcy.
 There- is no"way that. universities can ]fecome
fmancxally viable through ‘the addition of, trade
un_xons A university is either excellent or it's not
gprthy pf the.name. Nobody calls a udiversity into
tence in ordgs to.have something midiocre. If
ing to’have higher educatlon. by defini- -
as to be higher than - something. Our «
concern for quality medhs that we have a concern
for advancing the best. -t
. - Now how do you téll who is the best in an
acadexmc “situation? K is not by having g shgp #
steward come in and say, *'I want an increase of
@15 an hour for everybody.” It is by having
acag viee presidents ‘and provosts and de-
partmentthairmen and senior professors examining
one another and their junior colléaglysoand saying,

“Tha

" afer wehave achieved this tr

LI 4

. are we rtli

professor, much less hke every other English pro-
fessor. Whereas, you can say one person who puts
in a windshield of a Ford automobile is very like

. somedne who- puts a windshild into a Buick or a

Cadillac. Thére is a basis for collective aesessment
of work and productivity in industry in a way that
is not.present in & univexgity.

.. When we understand what we"are dealing with
in wmiversities, we have to decide, **‘Do.we Want to .

. destroy them? Do we want to transform them into . |
‘s ﬁlthlng radically different from what they were < *

ay not want at all

formation? Or do
we want 4o say ‘Stop!'?” ’

It would seem to me that the legxslators in this
gousitry ought to.think profoundly on the question of
whether there should be trade unionism—collective - *
bargaining—for pubhc émployees And the reastn
why I question’ this is not because/ I don’t think
some public employees néed unions. I agree they

e, and something that we

“ may need to have some kind of prote

But what worries me abgut ‘it' is ether the *

“tremble" “factor applies to those~who grant the
derpands. They are not spending their owhn meney.
Théy are spending ‘the taxpayers’ mone¥. That is a,’
verygifferent phenomenon from the owners of ?x
Ford "Motor €ompany decidirg -{o give a W &
increase to the w%e rs at Ferd Motgr Comp
But that is a, techdical problem. I sfill* recggni ize -
that there*have to be Wnioms and cgllective bar-
gam.mg far some tlases of state employees. Y,

owever, need thgre be any ‘right to collective
‘bargaining for; faculty smembers in umvarsmes" I
think faculty members -should be agked .. - gerious .
.questions, “Aré you an individual? Do you find °
: yourself well-educated enough and sufficiently ar-
ticulate to make your dase with regard fo wha\you
ith regard to what you should be paid,
wn;h regar to the competance that you exhihit?”
* Or, ‘lAre’ygu a mental basket case and so inartic-
. ulgtq, that.you are absolutely ‘indefensible,,abart
from the protection of a shop steward?” If a faculty
member claims the former, hesdogsn't need a unidn.
If a faculty mémber claims the ldftet, he should be
firedyon- the' basm .of _his self-confessed incom-
petence .
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workers are organized; but in only nine years, 25
percent of coellege professors are organized. - ,
“There are, of course, some basic differences:
between industrial bargaining and ,what I'm_going
to tbrm academic bargaining.
One of the principal differences is thxs. In the
industrial sector, orgenized labor and the employer
~are adversaries; in the academic. sector, organized
labor, the college administration and the campus
unidbn have mdny common goals—among these is
wontinued high quality accessible higher education.
* No one ever claimed that the Umited” Auto
Workers was' a friend of Ford, or Chrysler, or
General Motors. Conversely, a strorg case could be
made that we woiddn't hfive public education in
this country a8 we know it without the/strong
support of organized labor over the years.
I can't recall a' single instance in which
AFL-CIO has lobbied against bills for higher

organized labor;
cation Associatio hich is ‘a vested self-interagt
* group. I'm talking.about the AFL-CIO. .
- In discussing the fundamental difference in
relationships between industrial bargaining and
* what's geing on in education, I'd like to point out
. some common misconceptions. There is a tendency,
d think, to believe thdt collective bargaining is &~
" reyolutienary movement-on the campuses led by
wﬂd—gyed l:m-haxred bearded, dxssxdent

force—it is fundame ally a conservative force on
the campuses. Faculty want to maintain the status

. quo or maybe roll it back-a few years to some

period back in time where they thought they had
more control, or more power than they now have’
over the future of the institution.

One of the problems with this whole topic ig that
we have divorced the concepts of collective bar-
gdining for faculty, and my contention is that's only
part of what you want to.look at. There was an old
slogan: Agitate, educate, and organize. In the labor
movement, organize meant you were &e-union.
We've got faculty unions who have been bargaining
for years, but are not, in fact, orgamzed

I"'want go talk about organizing rather than just
collective Bargaining. Faculties brganize for a vari-
ety of reasons. Some of these reasons ang bargain-
able. ers are not. One of: ‘the reasons that

" faculties organize is to rid themselves of a tyrant

president. Now this clearly is ot a bargainable
issue, but they do it. Liook -at the Chronicle of
Higher Education over the last four years and
compare se places looking for new presidents
with thos® where there is collective bargaining
activity. There's a tremendous correlation. While
such ‘groups may accomplish their purpose, this
motivation rarely produces a strong-union.

Another poor, reason to organize i8 over a -

" faculty member who is being fired. This is not even

a good issue to bargdn ovér. One of the good
reasong that faculties orgarize is to procure some

mgl.\__}ggwlatlve influence. They want the voice of the
content junior faculty. I assure you’it is not. The culty to be heard in the ‘state house, not just the

. American Council on Education did a survey about
‘three years ago in which they prqfiled the typical
collage professor. It's no surp. e womren in
th audiénce that the typical profess r is a he. He's

. over 40. He's tenured. He's politically conservative
—and religious on to that. This description also
- fits the typmal—college aculty union member. If you
go'to a faculty union meeting, that’'s whd you're
going to sit next to. It's probably the most unlikely -
group to ever ogganize int§\a union in the history of
the labor movgment. In fact, most would deny that
they're participating ‘as members of the labor

. movement even ‘though they bargain. Moest don't

-even want to ‘be called employees. It's not an -

, egalitgrian moveiment—that is, where_all faculty

. should” be, leveled: one faculty, one rank, one
salary. Faculty in my expérience, even in those
institutions that have bargained for quite some time,
want to preserve the fact ‘that uhiversities are
mefitocracies. Apd it's more than just lip service.
They want that built into the contracts.

You know'the old mythology that w marget a
campus and come ‘with a station wagon ‘of slick
literature and organize? Well, it just ‘isn't true.
College faculties essentially gre organizing thefh-
selves with- very little.assistance from any of the

#® national organizationsr It is not a revolutionary

voice of the college president or the board. They
want a faculty vqice. They do want to bargain over
what they see as their legitimate role in university
governance, which they feel, rightly or wrongly, is

being eroded. The primary motivation is not money.
That's clear. They are pretty well paid by relative

¢ standards. It turns out that this was never a-real

issue, not even in industry. Salaried workers never
organized over salary. The degree to which faculty

“...in only nine years, 25 per-
3nt of oollege professors are
gamzed ‘ :

—
.

are organizing does not-show up on the charts in
the Clironicle of Higher Education in the number of
bargaining .agents. I talk about 500 campuses
-bargaining—25 percent of the faculty. You should
know, that even here in the South where you don* t
have any: bargaining going on excq;t in Florida,

theré®.a lot of organizing going on.

.. I'll give you some numbers. We had 1,200
members, dues-paying’ AFT ,members, in the Uni-
versity of Florida systegn before there was ever a °
bal‘gaimng law. That i8 a high drgred of organ-
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, ization in:the absencé of collective bargaining. We '
have a group called the ‘United Professors of.

California numbering 5,000 members .in' a state
university system of around 12,000 or 13,000 faculty.
That's a high degree of orgenization, -especially
with -no bargaining going on. We also have 500
members at the University of Illinois, Champaign-
Ugbana, & very prestigious campus and one of the

“How universities are run is
the major reason...college fa-
tculties -are organizing.”

v

" elite of the'Big Ten. And the 500 members are

almost all associate and full prgfessors. There is
hajd.ly a campus in the country heré the faculty
isn't interested in orgamzmg The problem with the
word ‘‘collective bargammg is how you define the
word “‘bargaining.’”-It nfay not be *‘bargaining”

the senge of being protected by .the National Labor
Relations: Act, but it is bargammg neverthefess.

On the campuses, in a 'very generalssense, the* -
ittees engage— -« .

faculty senate engages—uor its co
in a limited form of Bargainind. On any campus,
you could dew the farulty senate .t form of
_faculty organization. There's faculty a xah%n

most campuses and that i a degree of organrization,

but that doesn’t mean - theyn are not orgamzﬁd or
organizing

‘basic queshon /&S Why are they domg it? This
question is receiving a lot of attentiont but not many
good answers. My own theor'y is they organized for

. about the same reasons any other group of employ-

eef gver organized. -

1 uncovered a beok last summer entitled The
Dynamics of _Indubtrial Democracy written by
Clinton Golden and Harold Ruttenberg about 1942
which described the efforts of the Steelworkers’ ’
Organizing Committee to organize the steel mdu'stry
in the country in the "308. Steelworkers joined the
unions in the '30s essentially for three reasons.

" They had certain basic meeds that had to be .-

satisfied. One was economic, althouigh that weas not
the primesy reason.-Anothar was to satisfy certain
psychological needs, and the third was to satisfy
social needs. T'll get to the social needs last—1I think .
that reason applies most to the campuses. The
psychological need that the authors felt caused the

_steelwBrkets ts' organize wis described as fdllows.
-They said that deep jn the heart of every worker is ¢

the secret desire to tell thw boss “tq go to hell.”” The
way the ‘workers tradf¥fopally had satisfied this
need was to' walk into the boss’s office and say,

“‘Heéy, I've gat another job and you cen go {o hell!”
But in’ the steel industry in the '30s there just
‘weren't any places-to go. There is ‘a strong analogy °
between this and the presett situation in academe.
It xs@fficult %o find a job’- Some of the very brightest
new Ph.D.'s are drifting' around from one small
college to andther, from one mediocre place te

One of the probleﬁs is this ,wh,ole area, of \ another, on a two-year contract. here, a three-year

. professionalism and how it relates_ tp craff- and
" guild-type unions and how this fitei into the uni-
, versity scene. It turns out that colls&ve ecmon by

*college and university faAultxas‘is *not ah new
and goes back to the e Ages. The Eu an

universities were, in fact, simply guilds ‘0{ aster
professors. That was a union-structure and it was
colléctive action and it was. the way they exercised
their professionalism. I sometimes think that this ig
essentially what qellege faculty in this country are
seekmg through unionization, and collective bar-
gaining is an attempt to get back %o a ‘type of guild
structurg. :

-With respect to the South dnd
conference, chances are that ere -will be
collecve bargaining &ducational legislatidn in the
South fop years outside oAFlorida. But the facts are

the faculties are organizing. We' have chartered -

*some large locals in North Carolina, Tennessee,
and Texas over the past three years. TRey are not
bargaining and probably won't for some time be-
catse théy really don’'t want to. In the private
sectongiiieities. could bargain now-if they wanted
to, but they don’t. | don't know of any private
institutions in the South’that, are bargaining, and
there is no indication at all that the public ones
would f they had a law.'But this.doesh’t mean they
are not organizing and setting their agendas The

- - . -

articular ,

1doing

*abulE senate but it was & hopeless failure. W¢

coptract thefe. We have lost some of our brightest
olars—people who would have .had jobs at

maijor universitiessbut don't becauge people who

have them- ‘gge not giving them up. '

3

»t

r.Colden also noted that one of the reasons ,

- steelwquers organized is they wanted te have

something to say about the way the plant was run.

This translates into governance. How universities
are run is the major reason, in my opinion, why
college faculties are organizing. I could draw from
my own personal experience at the University, of
Delaware, a good, essentially private,. publicly,
assisted university. It was a wealthy school, had a
good program, and I
angry most of the nine years I was there but I was

‘pever angry on pa{l’day I was angry the way the

. plite a istratlve ecbglon was running the place
and I“knew that after seven or eight years the
university had gdne downhill.  wasn’t my fault
and i{"wasn't my department’'s fault. We were
goodjob. What bothered most of us was the
genergl feeling ‘that we didn’t have enough to say
about the things, that counted. We established a

th e decided, that instead of a faculty se
it ld be a university sendte. As a

administrators joined the senate a
came whertthey wanted to, voted

te.
ult,
consequently
a group, and

-

»
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had a good job there. I was

¢

3
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~ émployee. And it’s only very recently that you can

- effectivély’ blocked any corrective action that the

faculty wanted to initiate through this body. As
might be expected, the faculty organized for col-

lective bargaining the following year and they .

bargain yet at Delaware. _

One of the problems we encounter in talking
-about collective bargaining is the vocabulary and
we are all guilty of it. We have adopted the
vocabulary of industrial sector bargaining. I know
as a faculty member I was offended the first time
that a college president referred to me as_ an

-

“College faculties are essen-

tially organizing themselves...
- itis fundafentally a conserva-

tive force on the campuses.’y,

talk about college management instead of college
administration. We talk about grievance, arbi-
tration, the word ‘“bargaining;” all these words
have precise meanings to people with experience in

N\ industry but they are foreign to the academy and

Al

conjure up all the fears and phobias you can
possibly imagine—not just among administrators

* but faculties themselves. With a different vocab-

ulary we might be able to analyze faculty collective
* bargaining more rationally. While the vocabulary is
the same as in-industrial bargaining, the process

. and the resuits of faculty collective bargaining are
* totally different for some very fundamental reasons.

First of all, there is a legitimate facnlty management
‘role. Therg is really no management function for an
employee_jn the automobile industry. Faculty have
enjoyed e management prerogatives and are
going to continue to enjoy them even though they
are bargaining. The process is fairly adaptable to
this. Theresis also faculty-management interchange.
Faculty move iftto administrative positions and then

.' ‘back into faculty positions.- This means you have

N

managers moving in &nd out of bargdining units

hich in turn leads to different process resulss.
Also, there is the fundamental recognition by legis-
lators, faculty and the administration thet faculty
should in fact have its own role in governing the
ingtitution. All these things contribute to the fact

that faculty collective bargaining or academic col-’

lective bargaining is different.than industrial bar-
gaining. In my opinion, Don Walker, president of

utheastern Massaghusetts State University, has
oined the proper fargon for faculty collective

*  bargaining -contracts. He says they are consfi-

—— .

- Among some Gther thoughts I wanted to share
with you is the fatt that acadamic collective .

_bargaining usually is not very adversarial. There

are some exceptians, thete is no question about
that. There have beén some strikes. But it's not
usually that way ‘and it need not be. One of.the™
reasons it is not usually adversarial is that in 90
percent of the issues that are “bdrgained,” faculty
and management want the same thing. I don't think
there is a college president id the country, I'm sure
there isn't, who wouldn't like to see ﬁnf:culty be a
little better paid, have a little better ¢ benefits.
I don’t think there is a college president in the
country who wouldn't like the faculty to have
smaller classes and reduced teaching loads. Like-
wise, very fpw of them would say that tenure isn't a
good thing for the institution, and none would deny
that academic freedom is an essential ingredient,jn

. @ good university. Yet, these are the things that

wind up in a contract. So you are bargazing over
issues with which, for the most part; both parties
are in fundamental agreement in principle. - .
There are, of course, good relationships and
bad relationsHips. o id an old adage ir the
labor movemrent that management gets the kind' of
labor relations it deserves and this is true in the
university. There are some very pleasant, good
working relationships and there are some bitter,
ugly ones. Essentially, &cademic collective bar-
gaiping is simply a formalization and a codification

. of existing practices and policies.

- Additionally, there are some specific aavar;iages
for legislators in faculty bargaining and I'll mention
just two.. One is that for the first time in many

" ingtitutions i many stgtes it brings about insti- |

tutional accountability of public monies. In all.too
many so-called public institutions, there is far too
little accountability for the university's budget. At

Delagvare it went this way. The University got

“They want the voice of the
faculty to be heard in the state
" house...” , .

L)

ong-third of itd operation funds from the state but
there wasn't a line item in it. Although the question
was constantly raised, the' state of Delaware does
not even know -how much money. the president of
the University of Delaware makes. Now that's
absurd in a public institution. The* second .advan-
tage is that faculty. bargaining daes bring about
faculty input into legislative dbcision-making about

-

tutions. What you do is sit down with the faculty - higher education in. the state. I- think you . as
- union and write a constitution for the isitution, a legislators want this; | would hepe you would. .
set of geverning regulations. N A ¢ . £ . .
. k K o \ - o .
L) . .cv - . *
«C .44 0 . ' 4 N * i ‘ .
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On Strikes . ..

Dr. Nielsen. -
We organize in some of the most rotten universities
you can find. There are places that are run very
badly. The faculty organize on those campuses
where they perceive they have some real protiems.
- In the final analysis, management gets the type of
labor relationships it deserves. With respect to the
strike, we talked eardger; in some places faculties
are not playing at unionism, they don't play at it in
the city colleges of Gncagd Our president there

spent 30 days in jail once, and eight days another *

time, It's a very deadly serious busingss and that's a
genuine faculty union there. We have a very strong
internal education program to teach faculty mem-
bers what they're. getting involved in and how it
should work. We teach- them what collective bar-
gaining can do for them, and what it can’t do.

. Dr. Silber ) '

I think that a university ought to be prepared to.

take a strike: that's whepryou find out whether the
faculty are really prgpared for collective’ bar-
gammg A UAW fapfly hab a strike kitty. They
‘have saved up mop@y for it.c The faculty member
doesn't even think®about being out on strike. And 30
' days after he’s out on strike. when he finds, out-that
" he has been replaced by some other prafessor only
26 years or 29 years of age, and when he 0
that 31 days have passed and that the remt Hisn’t
"been paid or the mortgage hasn'§een paid. at that
time his wife is going to say. ““Take off ymir blue
shirt and stop singing ‘Joe Hill' and go back to
work.” Faf’ulty members are playing at being union
men. That is why I say the debate should take place
before the rank and.file of the CIO and the AFL,
because those guys play for keeps. The faculty are
playing parlor games and the best way of giving
them &an ““Aha” Erlebmis—that is Ggrman for finding
out what the hell things are really like—is simply to
have some ‘institution take' a atnke and see what
happens. ’

‘&

On Binding Arbitration . .. :
Dl' Nielsen . . _
' There are types of binding arbitration—arbi-

tration of ance under a collective bargairfing
agreement gnd arbitration of impasse issues. Every
S

.
» -

EKC"" ST
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on Collectlve Ba,rgammg

~

J . \

union I know of wants third-party‘a’l'bitreﬁon;if‘ '

grievances. However, these same unions are
posed to binding arbitration of impdsse, and you will
find that most management is also opposed to this
type of arbitration. The reasen that we're opposed
to binding arWitration of impasses'in negotiating
progess is that essentially both the management and -
the union give up control over the process: *

o .
Dr. Silber ' .
The trouble with an arbitrator is that the ‘‘tremble”
factor affects him only at one point: He wants to be
sure to make a decision ih such a way that he will be
inyited back again by both sides to arbitrate. As a
result there is an abdication of a thoroughly
objective assessment of the issues and far tpo much
pettifoggihg designed to reach a solution that gives
each party something whether it is reasonable or
not. Now if the rights and wrongs are evenly
divided, arbitration is begutiful. If they are one-
sided. erbltrenon is a digaster. In such cases.
arbitration’ is merely g way of mentunonehzmg “

.injustice. If you are going to haye arbitration, it

16

ought to be done by a specially appointed ad hoc

legislative commit.t‘e?ﬁge have nothing to do with

the typical arbitra#6r who makes his living by that

kind of arbitration and, therefore hopes tobe called
gain.

On Collective Bargaining Legislation . . .

Dr. Nxelsen

You don't get collective bargeimng laws passed by
accident. Collective bargaining laws are passed in
states where it's so painful not to have them that it's
in everybody's interest to go ahead and do it. I think
you are asking for trouble if you pass a collective
bargaining law and exclude college faculty.,seg-
regating them out as something different than other
public employees, even though they're in fact
slightly different. I don't anticipate a “rash of
collective bargaining laws being p sed in the South
for some time. | would anticipate more organized
effort—political coalitions are being put together.of
interest groups supporting higher education: There's
a let of activity and a lot of things that faculty can dd
without going to the bergexmng table. And often
times that’s all they want. y
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