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FOREWORD

The title of this report may be gloomy in its suggestion that
opportunities to pursue careers of college and university research,
teaching, and service are becoming increasingly limited. The
opening chapter presents evidence that this is indeed the case, while
subsequent chapters examine responses which may be considered
by educational administrators in their efforts to cope with the
expected over-expansion of academic manpower in relation to the
number of positions which are available. Responses include action
for effectiveness in utilization of faculty under so-called steady-
state conditions as well as steps toward improved adaptation of
graduate educational programs, which are the primary source of
academic manpower,

This, focus on the closing system of academic employment

centers largely on decisions to be made on the individual college or
university campus. To view the alternatives in the larger context of
the changing patterns of higher education, readers may reter to one
of the companion publications in this SREB 30th anni versary series,
The South’s Commitment to Higher -Edvcation: Progress and Pros-
pects by John K. Folger. That review of recent educational history
indicates that the Southiern states, in their race to catch up with the
nation, have experienced a tenfold increase in production of doe-
torates in the last three decades, while completions of bachelor's
degrees advanced only one-and-a-half times.
" Although shortages of doctorates may still be evident in some
academic fields and among some categories of our citizens, we are
now at a crossroads. Can and should we assimilate an increasing
output of doctorates through widespread upgrading of preparation
levels in elementary, secondary and two-year postsecondary educa-
tion as well as in some non-academic areas? Can and should we
pursue a policy of systematic retrenchment where proliferation of
graduate education is manifest? Or, as would appear likely, can
and should we plafi both for occupational upgrading and for selec-
tive retrenchment?. :

The Board is grateful to the authors of this report for the contri-
bution each has made to our understanding of this important topic:
- Cameron Fincher, Director, Institute of Higher Education, the

University of Georgia; W. Todd Furniss, Director, Office of

.Academic Affairs, American Council on Education; James R.

Mirigle, Research Associate, SREB; and David S. Spence, Research

Associate, SREB,

v Winfred L. Godwin
President
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CHAPTER ONE

3,

DEMAND FOR NEW FACULTY
IN THE SOUTH,
1976-1986

°

DAVID 5. SPENCE

With leveling enrollments in the 1970s serving as an early
warning of enrollment declines in the 1980s. a major problem
which emerges is the declining demand for new faculty. Projection
of substantial surpluses of potential faculty has significant conse-
quences for graduate programs that prepare faculty for manage-
.ment of institutions, and for state planning agencies.

During the der:ade of the 1960s, the average annual number of
positions open for new faculty in the United States numbered about
38,000, approximately 14,000 of which were filled by new recipi-
ents of the doctorate. By the 1970s, due to enroliment stabilization
and cutbacks in research funds, demand slowed to an average of
less than 21,000 positions annually, approximately 11,000 of them
for new doctorates.

Most projections for the 1980s indicate a total dﬂmand for new
faculty of less than 7,000 positions per wear, with'derand for new
Ph.D.’s dropping to less than 5,000. These changes amount to a
decrease of 44 percent from the 19605 to the 1970s, and a 67 percent
drop from the 1970s through the 1980s. Meanwhile, the annual -
supply of doctorates rnay be larger by as much as 20 percent. by
1986 in the United States. ! '

This chapter has two purposes, first-to provide projections of
faculty demand for the SREB region and, secand, to describe the
characteristic: of faculty as we enter the 1980s.

i
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DEMAND PROJECTIONS FOR EHE SOUTH
THROUGH 1986 -

The projections provide an approximate baseline to which
decision makers may look t» help gauge'ways of correcting current
trends. Also, by highlighting the kind of assumptions made, the
projections provide a point of departure from which "decision
makers can produce estimates, using alternate assumptions.

In projecting the demand for new faculty, two kinds of demand
are considéred — the total number of new faculty neeced and the
number needed who have recently earned a doctorate. “New
faculty” does not include those faculty who move between institu-
tions. Major attention is‘given to demand for new Ph.D.’s who will
enter the job market directly from graduate schools. Thus,
impending ‘supply-demand imbalances between doctoral output
and the need for new faculty are highlighted.

Three sets of demand projections for the South are presented,
providing upper limits and lower limits as well as an intermediate
alternative (Tables 1, 2 and 3 and Figures 1 and 2). Details on
assumptions about enrollment trends, replacement factors and
other variables are presented in the. Appendix.

PROJECTED SUPPLY OF NEW DOCTORATES
The National Center for Education Statistics (f\ICES) projects

that the number of doctorates will rise steadily from the 34,000
degrees awarded annually in the United States in 1976 to 42,000

‘doctorates by 1986.2 The production of doctoral degrees in the

South is projected by SREB to keep slightly ahead of the national
pace and increase from about 7,500 in 1976 to more than 10,000 by
1986. In percentage terms, this represents a 36 percent increase for
the South, compared to a 23 percent increase for the United States.
Before comparing the supply projections to the demand estimates
for new faculty with the doctorate, one adjustment is made con-
cérning doctorates in the fields of education. According to the
NCES, over Half of the additional degrees projected for each of the
next nine years are in the various education fields. By the year’
1986, doctorates in all fields of education are expected to compose

up to a third of the total doctorates awarded. In the South, educa-

“tion doctorates are projected to increase by 46 percent; all other
doctorates by 32 percent. The steadily increasing part that these

doctorates are playing in the total picture in each year as 1986
aproaches suggests that an adjustment be made before comparing
total supply of doctoratés to demand. The adjustment would reflect

: o ' (continued on page 8)
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TABLE]

Demand for New FTE Faculty in the South (Instructor and Abave)
Estlmated 197677, Projected 107886 -

(High Series)
" =3¢ ' ‘ . | Demand for New
¢ Tatal Facully R Demandfor a4 Facully wiha
Hll Neoded GrowlhNeed  ReplacementNeed - NewFamlty ~  Recent Doctarate
1973 1R |
1978 bo1sy . vy 6,268 657 170
07 147,017 7480 /IR LY I 1
1978 151,178 4,161 b,616 10,7 6,358
078 165,100 L7/ Y. 10,728 5415
1980 159,329 410 6,980 11,)0 6,87
1981 161,5% 107 7170 0437 5,881
1982 wis 0 LT 7.7 8981 565 4
198} 164,450 1145 739 8,484 543
1984 164,451 1 7400 7401 481
195 - 164,160 () 7400 7,109 4,591
1% 16351 (%) .4 h.801 45T

Assumptions (See Appendie for detai)
k!
1. NCE§ hlgh pruléctmns i FTE facafty inl. 5 South'sshareof T faculty based on 27.8 percent 5har!: estimated for 1975, which -
i adjusted evenly each yesr by an mtrezsmg share of the naton's FTE exvollnei (yp ane percent [mm 075:86); the South:L.5.
dl[fErEﬂEk instudent Faculty ratin remain the same thraugh 19%.

1 Eeplacement rale of 4.5 percent of tuh’il faculy in previous jear,

H

3. Demand lof new facully withi duclurale i} pfm:m of total rew faculty demanded increases one percen per year frorm a base
of 57 percent i 1575, -
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TABLE?2

Demmand fos New FTE Faculty inthe South fnstructor and Above
Estimated 1976-77, Projected 1978-86
(Low Series)

N Demand for New
0 © Toulhaly _ | Demandfor  Faculty witha
Rl -~ Neoded GrothNeel  Replacement Need  NewFaculty Recent Doctorate

1975 e

107 19537 250 i 5 20%
1977 BTN 1753 M T 4 35)
1078 14250 0 . 40 5110 29070
L/ . oW M o sTE 1
190 14350 10 5014 547 2001
191 142,166 1L,354) 501 3670 100
19§ 140,280 0906 407 3071 1750

1083 RUALE (1434) 4000 143 140

g 135106 0.1 4 6 L0

195 Comgs B A 1. 6
1986 | 128616 nea ¢ 4els . lBe 03

Assamptions | See Appendis for delail;

adusted eachyear by 3n ncreasin suden el i
enrollment (i ane pescent from 197586,

* 1. NCES Lo projetions of FTE aculy in U.5,; South'ssbare of FTE faculy based o 27,8 percent share st or [973.and |

up 9 percent from 1976-86 and an incredsin share of the nation’s FTE
3, Replacement rale of .3 percent of total faculty i previous year.
3, Demand for e facaly #itha dalorte basedon 7 e of ot pe Ficulty demanded appliedtoeach year,

]
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Demand for New FIE Faculty (Tnstructor and Ahcwe)
Fotimated 197677, Pojected 197846 |
* (Intermediate Seris) ‘ ¥

o . Demand far Mew

Total Faculty | Demandfor ~ Faultywilha

3l NLEdEd GrowthNeed Replocement Neei  NewBaculty - Recent Doctorate
175 T | |
1% 130537 159 .. SR 1/ ¥ )
w7 TUSIM. 5 6270 1184 6,810
17 N 11 I b B m S
1979 4950 114 668 . B8 Al
L N b1 /. BI85 5.9
198 183,150 ¥ 680 . B 507
1982 S 18 w26 68 T 4,507
g 6Bk (598) 6,904 6,306 4,036
L ¥ N T/ 1 ©
1985 BN 17/ /R (L 32
198& 150, 6751 1200 688 565 3175

| Aszumplmni (5&? Appenduc for dllﬂl“

I NCES intermediate prajectios of Ff E fatulry in 115, South's share of FTE faculiy based on 7.8 perfnl share ﬁhmami .

1975, whichis djused everly each year by an increasing share of the miion's FTE rnmllmmt (up ane percent rom 1975:86l; the

SoigtheU. 5. difference n shudent larully ralio remains Ehf: same through 1%, Vo
E . .

1, Replacement rate of .5 pércent ﬁf lotal faculy in previous yfa_r_;

ol S7percentin 1975,

3, Demandfornes Fsculty with  doctorate 35 apercent f toll mew Fcalhy demanded increases one perfentwycarfrumabw e



'FIGURE 1

-. Demand for New Faculty,
Estimated 1976-77, Projected 1978-86
High, Intermediate, Low Series
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FIGURE2 o
Demand for New Faculty with a Recent Doctorate

Estxrﬂated 1976-77, Projected 1978-86
High, Intermediate, Low Series
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{continued from page 2) :

the fact that, by and lalrge ‘doctorate- holders in education, whether
Ph.D. or Ed.D, fda not. become faculty members in higher
education. Mcst@e‘éﬁ‘ﬁ%?dmlmstraturs in-postsecondary, second-
ary, or elementary institutions, or in management of coordinating
agencies. In this.light, it is appropriate that projected doctorates in
education be subtracted from the totals. .

. SUPPLY'AND DEMAND COMPARISONS

i Wxth the ngh Projections .\

" Comparing. these regional projections Df Ph.D.'s in all non-
educational fields with the high projections of demand for new
Ph.D).-level faculty shows oversupplies of doctorates in each year
after 1980, as dernand starts to taper off and supply continues to
rise slowly. By,1982, the surplus of supply over demand may be
more than 16 peréent of Supply: for 1986, the excess grows to over
- 36 PEI’CEHE of su.pply From 1951\{@ 1986, the surplus averages
000 new.Ph.D.’s annually, ‘which is a 30 percent surplus.

" These comparisons would [not be.so alarming at first glance
E’(EEPE that they are based o | what are, conceived as the highest
likely projections of-demand. \Moreover, regional projections do

'not take into-account the certainty that some proportion of demand

will be met by supphes of -doctorates from outside the region,
which tllts the picture even more. This last condition may prove -
_especially trying to the South’s supply-demand situation because -

_new Ph.D.’s from all ovet the country perceive the South to be the

last growing frontier for higher educatiorf. The same cannot be said
. for new Ph,D:’s from the South: as they look to the rest of the
:fgmr-s in the United States fof jobs inhigher educatior, since other’
regions generally already have a severe, srplus of doctorates.

* .

With theLawPro]ectmns ‘?"‘3 o

~ The low pr ctions indicate bounds belcw which it is unlll-;ely
that the demarécr newfaculty will'go: Looking at the demand for

. new faculty with recent. doctor, étés the low prcjectmns show a

decrease of 68 percent from 1976't0 1986. .

Comparing.the low series of projections of the demand for new
doctoral-leve] faculty with the supply of doctorates projected to be
available through 1986 indicates large surpluses of doctorates in the
- South. Even with education doctorates omitted, the surplus will be
up to 44 percent per year from 1976 to IQSD and 80 percent for each
year from 1‘?81 through 1986’ .




With the Intermedizte Projections
" The intermediate projections of dernand. for doctoral- leve]
facully show anfyad surpluses of PhD. supply over demand in the
Southto average@nearly 700 from 197¢ito 1980 and 2,600 from 1981
. to1986. In pucentage tams, these sl ses average 10 percent c:f
total suprply in the eurlier period and 38 percent i the later years.
The inclinatfon of the average unbiased observer will generally be
to considler this t:he ‘fl'lﬂsi likely pfmectlun

CONSEQUENCES OF DECLNING DEMANDON A
\, CHARACTERISTICS OF FACULTY ‘
|

As 1 tesult of the decreasing demaﬂd for new. faculty, the
charactegiitics of faculty in higher education promise to change
over the nextde<ade Some of these changing characteristics, such
assaliries, zre considered i inthe Appfhdli{ as primary parts of the- )
_process tJ'\at determines howv many new.faculty will be demanded. -

“‘Other elements «f the Faculty profile that may change.result fram

~ actions which adlmiristratorsand Facully ray take in'responding to

the declining dernan4, -

First, as the hlnng of néw, young, ]un:nr Jaculiy. degreases, we
may expect the age distribution of employed faculty to rise. The
average age 4f facully will be higher, With the rapid ¢ expansion of .
the teaching: Faa‘:ujty in the mid-1960;, the age distribution was:

o skewed toward the Younger end, with the median age dropping to
40.3 By 198, as fewrer youngfacalty are heired, the median age will
be over-45, [tcolld goep ashigh as 49by 1990, if presenti policies
for promraation, tenvire and retirermenthold and the autmgratmﬁ
rate of semjor faculty rermainsunchanged. .

: A sicoxnd expetedchange will be fﬂirfatiulty to have lEsS mobility
Varncﬂg ingstifutions. During the rapid enrollment growth of.the
19603, orxe st every 12 faculty with the doctorate changed insti-
;. tutions eack year. But between 1964 and 1972, as enrollment
... growzth. sdowed dow, -obility decreased by over €0 percent to a
~ _point where anly oneoutof every Z0°Faciilty changed imstitutions.4”
As suppl§' oustpakes demeand , institutions bid less frequently for the -
senior faculey of other institutions since they can hire quality
‘faculty (et lesser <ost) from the. largesupplies of new Ph.D.'s. ;
- Athird ex;ﬂectéd chanzge rest tihg from the decreased demand for
‘new facully #sa ton tinaed drop in the el ative salazies of Faculty. .
- -Because Of morer exact tenure, promotion, and . _salary schedules, -
- academic~salaries-are-reot -as flexible: as—they-are 4n ~business—or-—-
'+ industry. Tr%ditﬂna] waage theory sugggests that academic salaries,
_relative to salarias in other employment sectors DF the economy,

: wﬂl lsg hu—gd; T

-

b,
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" Relative salaries may decline through the 1980s, as faculty can be

l‘ured for comparatively less, owing to their greater supply in rela- -
" tion to demand. Since 1970, when the supply started to outstrip

demand for faculty, the income of faculty f.ufnpared to other pro-
fessionals started.to drop.5 In turn, the decline in relative salaries
may lead to the following consequences, each of ‘which will have

- effects on the supply and demand balance:

a) A net outflow of senior faculty to other employment sectors

(this may create more openings for junior faculty to be hired) ;

'b) A larger proportion of new doctorates seeking initial employ-

- ment in non-academic sectors of the-economy;

¢) Less graduate enrollment, as the value of the .investment in

‘graduate education dn:ps with the decline in salaries.

A related eEfe«:t will be' the tontinued dea: rease in the differences
in salary between junior and senjor faculty.. During, growth

» parmds there is much bidding for senior faculty, and salaries are

raised as an inducement for them to transfer. Also, during growth,
there are fewer senior faculty compared.to younger faculty. But in
more stable periods, these trends are reversed. There is less bidding
for senior faculty, and éxperienced faculty become a larger propot-
tion of the total as fewer young members are hired.' The differential
‘between ranks has decreased since 19‘}’0 when supply started to
exceed de:mgnd

Along with and, in some case, because of the three basic trends

just mentioned, there are other events that appear as likely
consequénces of the situation in which the supply of doctorates
available for faculty positions is greater than the demand for them.
We may expect a continuation of the trend toward more faculty
with tenure. This is largely due to the sl-uft upward in the age

_ distribution of faculty, to the greater.concern for job security
: during atime of Jess mobility, and to less bidding for senior faculty.

From 1968 t0 1977, the percentage of full-time instructional facuity
with tenure increased from 47 to 56 percent in the United States.”

‘Some experts expect an increase béyend 70 percent in the’ percent-

age of tenured faculty as we go through the 1980s and as the supply

“of Ph.D.'s compared to demand for faculty increases. While the

proportion of tenured faculty-in- the South is sllghtly less the o

pattern is thesame:
Thée anticipated increase in the tenuring of faculty is Expee:ted to
be cushioned somewhat by certain institutional responses, many of
which are already evident today. Sorne of these responsesare:

a) fewer senior faculty. will_be_hired. The percentage of new _

hxree-? with tenure will fall as vacancies are f;lled ‘with junior

- Faculty. , . ) s

———— 'l:‘ii- 4;_,,_,.’;,;;,5_&,‘_&,%
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¢ b) Because of lower relative salaries, an increasing number of
senior faculty with tenure may leave for non-acadernic sectors of
employment.

) institutions may become more cautious about promoting
faculty totenure ranks.
"~ All these responses may help to prcwde more places for j junior
faculty than might be projected in the absence of these policy
chaniges. Another effect also stands out — of the junior faculty who

are hired during this period of lesser growth, a larger percentage
~ will have the doctorate than in the past. ,

RESPONSES TO THE CHAM(%NE SITUATION

~ Thereare several kinds DF respnf\ses hlgher education may make

to the impending supply-demand imbalances, several of which are
examined in this publication. One'way to classify. these résponses is
by determining whether they will zffect the demand or the supply
- side of the faculty market. The demand for doctoral-level faculty
will be influenced by the following responses, some“of which may
also affect the quality of an institution’s faculty, and others whl(ﬂ‘i
may emphasize cost savings.

Elevated hiring standards and stricter promotion and tenufe

- standards are possible responses in times when supply of faculty

with doctorates exceeds demand; enrichment in the .quality of

faculty in a system should result. The margin of supply over -

demand also allows for thelowering of student-facylty ratios at less
overall cost tharn when demand exceeds supply. It can be argued
‘outcomes at.a time when it is most economical to do so.

[tisalso possible to meet the supply-demand situation with a set

- of responses that emphasize cost savings or-greater efficiency.

Forming lelCIES that will limit the growth .of. salaries is one such

option that is possible when supply is greater than demand. Hiring -

fewer senior faculty from other institutions or other sectors of the
economy is another response that -focuses on llrmtmg of costs,
Raising productivity standards is a th:rd cost saving reaction to the
supply-demand imbalance.

In addition to the responses, aimed at the demand snﬂe hngher

" education ¢an attempt to influence the supply of potential doctoral--

level faculty who will seek employment within higher education. In
, this category are responses such as efforts to inform graduate

" students of the supply-demand situation in their respective fields or .

reviewing more closely all doctoral programs, with an eye to the
____manpower balances of the future — but somehow allowing for the

" that such a response should.be-chosen to*improve the quality - c)f o L

passxbnhty that today’s surpluses may become | tomorrow’s deficits.

.




s

. 4, Ibid., pp. f60-161, S CL0

A third response on the supply side is to concentrate more on
orienting doctoral students for the possibility of non-academic
employment. The general widering of ways in which doctoral
education is occupationally -ayilied lE certainly a legitimate .,
abjective in terms of benefits fo: society as well as Fnr md1v1dual
students (see Chapter 3). : .

- NOTES

t. National Center for Education Statistics, Projections of Educational
Staﬁsticslgffz and 1977 erﬁfﬁnﬂs : . .

"MEGIEWGH‘.]" B\mk Cﬂmpény. 1976, p 159

8. AAUP and Federal Reserve data clted in Cartter, :::11 cit., p 1587

6. Allan Cartter op. Fxt p 16(3 o .

EEHE‘fitE Df Fx.'II sze Instru:hclnﬁl Fafulty in Instll‘ﬂhﬂﬂﬁ r:xf Higher
Education, 1977-78, prepublication data, 1978; Arvierican Council on
.. Education, College and University Faculty: A Statlst::ﬂl Désr:ﬂptxan
__Research Report, Vol. 5, No. 5, June, 1970." - - I
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'CHAPTER TWO

RESPONDING WITH QUALITY -

:

“if‘ o P . AR .
CW.TODDFURNISS .

. Few colleges and universities, in the South or elsewhere; have not :
¢ .- “experienced declines in demand requiring the redeployment_of at - -
least some of their faculty and funds. So far, most of this appears to . |’
- have resulted from'shifts in student interest rather than declines in
overall entollments. As Chapter 1 suggests, however, we have
5 entereda period when shilting interests are being accompanied by a ¢
- stabilization of the absolute nimbers of those ~ both youthful and
older ~ whowill'attend college. Thus, even if student interests did
_ not.change, the demand for rew faculty’ megnbers will likely be a
" demand primarily for rEplaﬁements."AltﬁDugh'ipsfitati@né might &
comfortably live.on a “replacement economy,” as they have in past -
times of stable demand, rapid growth of many of them ‘since the
- éarly Fifties has introduced a new factor, the faculty “age hump” :a
" clustering of tenured faculty members in the 40-55 age bracket. In
+ % the past, wijth an even-age distribution, conventional ‘retirement
-programs, and minimum ‘inflation, a .stable student- demand .
- provided regular, though small, turnover. Today, inflation is likely .
—...to discourage early retirement, and new legislation is likely to make.
—~later-than-anticipated retirement a matter of-employee choice,~so———— -~
. that turnover, already delayed by the “age hump” but expected to
~ begin in earnest when the 55s reach 65, may be further delayed -
another five years or even longer. - ’ ' -
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‘Watching institutions that have begun to respond to these
_steady-state conditions provides some lessons, "if- not" clear -
. guidance. Ordinarily, they see their options for action in something
+ 7" like the following categories: L e
~ 1..Increase the numbers of studenis, by competing for the students
.. of other institutions or — more ofteri:— by trying.to attract a new
. clientele from among workers, prisoners, and retired or other -
¢ leisured persons. R T S T
_. ¥ "2, Increase the price to the students.or the taxpayers. "
3. Increase the non-instructional incore through an endowment/ .
.development campaign, special foundation grants. for projects, .
government-funded training programs, or research grants. '
v 4, Cut non-faculty expenses, for example, by reducing adminis-- . ..
~ trative forces, maintenance budgets, or-library funds, tighteningup .
‘on energy expenses, dropping “frills.”” .~ " I
5, Cut facuity expenses by ‘not replacing’ retiring of resigning ,
. faculty; increasing workloads ; hiring new faculty it low (cheaper) =
..o levels;-using cfx&ye"érg;c'ntractsﬁ limiting 'tenure awards; cutting
underenrolled programs and their faculty ; limiting salary increases;
cutting Faculty benefits, travel, aid research funds. "~~~ ' CE T
These measures are the kinds that trustees and administraters are
likely to-initiate, The faculty 'may,well add a sixth; to hold out -
against any-change, protect all the incumbents, and insist that.
facxlty be redeployed inta vacant pesitions for which they may not
- beproperly prepared.. = . Lo e
.. None of these measures is pew. Since the publication of Facuity
"', Tenurel (the "Keast Report”), a book setting out theinature of the
dominant faculty personnel system, the problems foreshadowed in
a survey of current tenure practice conducted for the study by the
... American Council-on Education have become real and common.
Within a year, “steady-state”. became a catch phrase and.adminis-
‘- trative and faculty publications began to give attention to questions
of tenure quotas and alternawtve systems, retrenchment, litigation, . -
" unionization, opening new noitraditional markets, and what todo *
to keep the bailiff away. = . Co e
Most -of these puplications have maintained.a more measured
tone than one sometimes hears from a campus trying to cope. On -
* campts, even'when the Juss of jobs is not anticipated, the threat of -
changes in curricula; in loads, *in types of werk, ‘or varieties of -
~ students to be taught, promises that routines and- relationships .
~° " established with effort and compromise in the past willbe altered in
==~ "unknown-and scary-ways.-The responsd is likely tobe defensive. —
- draw the wagons together against the forces, of change; rely on
" rigidity rather than flexibility; go on an accountabifity binge; put

kil
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everythmg on paper, preferably in msehme language because it’

" “appears more objective; get unhooked from as many commitments.

— ‘as possible, and refuse to make new commitrments, -
~~--An alternative to the rigidity. response is the tw-anythlng or -

““panic-buttor’ response — set up a “lifelong learning” program.

‘without eithere €xpertise or preparation; establish wgrksh@ps tor.the-

“local firefighters; cut admissions standards to get' more students;

hire a faculty star or two for the publicity ; get a better coach; give

‘more. honorary degrees to the rich; use-the. library budget for'
advertising; accept 80 percent funding for a: bulldmg you don't

really need; cut off student aid. ; T
Neither of these two' characteristic TEEPD!'ISES is likely to-kill an-

“institution in the short run. In fact, -either may give the illusion that
“ the mstltum::n has been saved, and either may have a beneficial
- effect in'buying tinmte. But carried on for long, neither will | preserve

the institution and the ]abs that go with it, because the first is un-

. responsive to legitimately changmg nteds, the second is unselecs
“tively responsjve, and bnth ignore. quahty as the sme qua non fo i

“survival.

The situdtion descnbed in the Flrst chapter of thns study daes not
in itself call for an emergency response on“any campus, but it does .
call for a response. An mstltutmn prm:éedlng Fram mld*19?7 m
mid-1978 on a “bu

* “might have been usefullv mad*ﬁrmg its ways, but tis pmbably in”
_ better condition to meet the futyre thai an ‘institution’that hiirtled
= into responses characterized by rigidity or-panic without considers
" ing the goals toward which. changes. should be directed. But
_,xwhether it has moved i in the wrong-directions or not moved at all,
- the signs are.clear that'some changes — and some of them uncot-
'fartable ones — wall be ﬁEEdEd if the lnstltutmn is not to be dam--

The tHesis ‘of this paper is 51mple The thanges an institution
makes must be determined by a careful responsiveness to changing

demands and by ‘a definite plaﬁ to maingain and, where. necessary, _

improve quality. Conve rsely, reactions that ignore changmg
demands or niisinterpret them will place the dagger at the institu-

tion’s heart, and responses that lower the quality of. the program or

of the fac‘:ulty wﬂl drive the dagger bame

RESP9N5IVENESS AND QUALITY

RESpGﬂSlVEI\ESS — as opposed Ep ’Faddus-m e ls the ab;hty m
adapt over tlme The advent of the u:gfﬂputzezr

+

.
£




'
t

_ mlErDSEDpES aﬂd manned rockets led tc;\ f:ther demands for respon-

© . siveriess. Some fields have beer aitered more subtly, and the extent

of ‘the response is obscure; For example, the effect:- of television

v:ewmg on the traditional study of writing. rhetoric, and literature

.aré not clearly known, but some disquieting chacges in - student
interest in'these subjects are evident in many mstltutmns

- In'times of economic and demagraphlg expansion, respanswée
" ness has usually been handled by addition, attrition, and retooling.
New positions are filled with persons familiar ;vith the new fields
~ and subfields; positions vacated by those who' resign and those,
R whdseskills are no longer current are filled by persons with up-to-
" date skills. And of course, in all cases, it is assumed that incumbent
- faculty will be assisted to keep their skills honed and polished. But
."in times of economic squeeze and dernngraphlc stability, these -
. techniques to meet ‘the reqmrement -of respgnswaness are llkely to

" be curtailed.

W “The questmn of quallty presents quite dlfferent problems. Where Y
-~ the need for responsiveness can be identified fairly casily and the
imeans of ‘meeting it can be debated with reasonable. Db]eth\flty‘é
questions of -quality are inherently difficult to translate into’pra- .« . /.«
—~-._grammatic terms that lend themselves to coal discussion,-Robert «
Pirsig-says, “You point to something as having Quality and the-
’ Qual:ty tends t@ » go away. Quality i$ what you see out of the corner.
of your eye.”2 Yet; though he does not define Quality {always with.
e » ‘acapital (Q)é"he says we knnw what itis whenwe sez it and we can,

R we W‘l]l actopit.”. o . P

~l
!
i
b

Anibecause we knnw and o our students snd ather r clignts-know
* a college cannot for lohg “fudge” on quality and expect students t"""‘*—ﬂi.
come. Cultural lag stands colleges in good stead when their quality
P is slipping because it permits time to correct. madequames But it
- does not last forever. And because we know what quality is — and
8 .our students and our clients know — a reputation soundly based: on
1 qualityisa pnceless asset. Not only dbes it attract supporters from"
s outside, but it bolsters the confidence within the institution to make
" changes (i.e., be responsive), and to risk making hard decisions, *""
.“Without quahty “rthe institution- can :become_rigid. in defensive < .
© stances, unwilling to change except unﬂc‘*f extreme pressure or,’ just '
o as bad all too willing to Ehange fﬂr th'é“sske of a fast cure. :

R Futtmg aur knawledge about quality into pe;suaswe térms for leglslatms
~  and danars is a special — and dlfﬁcult — problem not Sﬂl\fﬁﬁ by P:rsng

e s s z [ P T N
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“Iristitutions

Probably there is no ‘pﬁe}

faculty teaching a perfect and up-to-date curriculum,-with the flex--
ibility (emotional as well as in resources) to meet new responsibili=—__

ties, and with a workableplan to keep this perfect state of affairs

~ through the social and economic changes of the future. But if there
“is an institution close to this ideal, it is that close because of the

characteristics of the faculty. o
In 1973, when the Keast Report was published and the economic

.and demographic recession was just being felt on campus, attention

wias first paid nationally to the problems that might arise from the

age bulge among the faculty, and from the related question of the.

length of tenure. The tenure system of employment itself came
under attack in institution after institution and state after state. In

.some instanzes, regents and legislatures set limits or quotas. on

teniure. For a time, there seemed to be a avidespread belief thaTt the

quality of an institution,.or its responsiveness, or both, were deter~.

" mined v{f,hglly by thepercentages of fenured faculty members - the

. of responsiveness and guality in insti

-

_areillustrative, not exhaustive.

more highly tenured the faculty, the less responsive it would cer-’
tainly be, arid therefore; the poorer-the institution’s program,

Since it is the purpose of this diseussion to consider. the centrality.

demand for faculty.service, it is not out of place to look at three..

- *“fairly common institutional models in_relation both.to quality .and

to the age and tenure distribution of their faculties. The examples -

P H

A. The faculty-ss .pérﬁeqt tenured; 10 percent on ‘the I:E;riu}e;

" ‘track, 5 percefg visiting/or part-time;-excellent quality; among the

' vacancies occurring through deaths and ‘resignations to accept”

- where, even in tight markets). The turnover will be'steady, and at

tenured, an even‘distribution of ages from 35 to retirement; regular
other-jobs (faculty: members of high quality are in demand else-

the mathematical maximum within that steadiness. Regponsiveness

cannot be instant, as it was in very expansive days,. but it can be -

solid and deliberate. Resources that in another institution might

have to go to patching up errors, .can —béde:v‘ated,tg helping the' - -

-~ faculty to keep fresh.

et

=,

s Kw?tgaék‘,éiperceht' part-time .and visiting; mixed quality in each -

B. The. faculty 50 percent tenured, .25 .perrze:n"t: éﬁih%téﬁuré

g‘r‘mgg; good, but not éven, distribution of ages. In'this one, con-
siderable opportunity exists to. improve quality because of the,

fect-institution — one with a, perfect

futional reactions to declining” "~ =

——

chance for_fairly rapid ‘replacement of the. pcagg;fndﬁ'féﬁ"med ;

o faculty members. ggge_jgmnggessary'h@weve%tﬂf’be sure.that the" -

17 -




flexibility is used for quality, not for expediency or quick response.
‘The long-range goal should be set early. It will probably include
raising the percentage.of tenured faculty as soon as quality among
- .the new appointments to tenure can be assured. However, the goal,
cannot be-reached overnight: except for the really baleful cases
among the tenured faculty, dismissal on the basis of incompetence
. is probably not justified, and help in improving performance and.

firmness in making assignments _that ‘match; skills will be used - - .

instead. Al these steps, if the institution is fortunate, can betaken
- with the certainty that good morale can be maintained and ulti-

mately enhanced. ’ ) :

C. The-same situation — S0 percent tenured, 25 percent tenure-"
track, 25 percent part-time and visiting; mixed quality; but a
clumping of tenured faculty members_between 35 and 50, and a - ;
preponderance of poor quality in this groupIn-such a situation,
the blemishes of poor quality may already have dec: sed-institu~

'

tional appeal to students-and supporters, morale may be low, and ™™ —__
“.conflict may already have been-begun by, those refused tenure who - :
claim better qualifications than those that have tenure, The tenured

faculfy are defensively entrenched, unable to move elsewhere, and ... .
under attack by the insectize nontenured. Practically no vacancies - )
will occur through retirement or resignation among the tenured for . -
fnany years. Looking at the tenured ranks, the administration and -

. trustees may be éxtremely reluctant to grant tenure to anyone else
and will decide to -use tenure quotas in the hope of staving. off
collapse, Canute's chances were no worse. T T

The numbers of Exaﬁigles ,;t:uid be rinuitiplied;r but A, B, Vé'ﬁd C .
. contain enough elements to illustrate a few guidelines for faculty. -
+ ° - and administrators planning for limited or no growth.™ , P

Strategy

' For any of the three kinds of institutions, a strategy, based on
responsiveness and quality will set-as a goal having -a faculty of -
men and women distributed by age, fully qualified. for “their

- assigned work, and demonstrating excellent or better performance
according to theirléngth of experience; most of them will be full-

. time with teniire or with a reasonable chance of tenure; the part-. =
.o, time people will be carefully selected to provide for transitions in" -
+ response to new program needs ‘or to cover areas where full-time

resources are not warranted by demand; the faculty-will be person-'

ally secure enough to be willing to take risks and make difficult

decisions and to retool as their fields require; they will be collective- ,
-ly comrhitted to the welfare of the students and the institution and . 7. .

© .18

O

ERIC

Aruitoxt provided by Eic:



ready to take'a responsible part in institutional governance. The .
institution will seé itself, and be seen, as a "supplier” of high-level =~
graduates at all levels and fields in which it engages. '
_ With respect to each of these goals (and others-that may be - -

~ chosen), where does a particular institution now stand? Is the
quality of the faculty uniformly top-notch or weak in-some areas? _
Is the program a good one? Are the students the right ones? (Not* - . -
hecessaﬁly, ‘Are the students.all highly qualified academically?” ' y

* although, some institutions may set high academic qualifications as
_a criterion of selection.) What means of flexibility does the institu-
-tion now have? How attractive dre its faculty positions? How do*
‘they provide fc - "renewal? Is service here exciting or dull or ulcer-
_prodhicing? Whose morale is good, whose bad? T S

Puiting the review of the present situation, against the gﬂals, it .

. shnuld be possible'to sort out the jobs that need to be done. For . s
some institutions, the jobs will be chleﬂy maintenance — maintain- T
ing quality and responsiveness while the world of knowledgeé and

. the needs of students change. For most, the job will be maintaining
" some parts of the operation while improving others. Perhaps the:,
faculty quality 'is now good, the programs are now good, the"”

. students are now the right ones, but the college is ill- pfepared to”
make changes if they become necessary, and it has given too little™
_thought to how to maintain the level of faculty economic security
"in the face of inflation, For a few institutions, particularly -those
- that have.been like-example C for a long time, attention will have

..  tobegiven te every element. Even so, what needs to bé done can'be’
broken down into separate jobs, and priorities assgned Thlﬁ“ Sy
‘makes a timetableimportant. - < S

Example B presentg \ case where the mstltutmnal goal would
include eitHer strengmemng or eventually replacmg weak fat:ul*y
members, This part of the institutional job is not’ likely to be. :

: accamphsbed quickly, but it need not take thirty years. Assuming .. - ..
the weaker faculty. members are not so weak that no suitable job S
for them can be found pow, and that they are capable of improve-

‘ment or redirection, part of the -institution’s.job is to take some
_ positive.action and not simply let the situation drift, The establish- -
ment. of & sound: program of reviewing regularly the work of all -
" faculty 'members, including tenured ones, to_help-them plan their e

——pmfessmnal development three to five years ahead is a valuable - -

" tool even in the best institutions. It has the additional benefit of ;
" beginning to document cases of_true incompetence or recalcitrant-:
unwillingness to meet FESPEI‘!S!b!IltIES that may have to be dealt
with by dlémnssal The point is that the timetable in a situation like
the one in" B must be suffxcxéntly lcmg to allnw ‘the ad«:pted

" . measurestowork. _ ey

!.: : . B
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InC, itis qﬁité possible that the timétabié'n‘iay‘néed to be very
long. If so, there should be some shorter-run sub-goals whose

. accomplishment will give everyone the courage to go on. And if the

' institution is in such bad shape that it isJosing students and income

at a fatal rate, the trustees will have to think about the unthinkable
~ closing up shop. It is possible that the investmen? of capital over
five years might turn a very bad situation around, and that possi-_ _

. bility must be considered, If this cours? is decided, it should beé-

decided openly and pursued vigorously. If, however, the prospects’
for coming out with an institution of excellent quality are dim, an .

" “orderly closing will be a better solution than a miserable, slow, and

. devices that might be used to adjust an institution from grawth tod .

‘litigious decline.3 No universal recommendation can be made, but

a fifteen-year timetable showing positive 1mpmvements in each -

., three-year span is probably acceptable. Such a timetgble requires
. patience and continuity and does not automatically fit, collective
- bargaining time patterns, Considerable statesmanshlp w1ll be .

- "sionals. For success, there must be at least some agreement among .

required of bn}h faculty and administration. _
In fact; ineVen the best institutions there must be leaders in eaéﬁ
of the estates: trustees, administrators, faculty, .students, prufes—

these about goals and means, although there need not be identity of .

-views on everything. A crisis — économic or demographic ~— may

[y

not only fail to destroy the agreement; it may make it. stronger.’
Whether this will happen in a weaker imstitution is problematical.
The outcomé will depend not :mly on the conditions'that prevail

* when the crisis 6c€urs, and on the causes and 'depth of the crisig .

but, very importantly, on'the aims,, skill, and weight of the leaders. "
It is close to a certainty that.no one sEgment alone can maintain an

*“institution in good times or bad — not the trustees, the pres:dent

or faculty leaders. And human natlzre being what it is, some self-
restraint among thﬁse who negotiate a consensus is not only good
manners; it will pay off in the ease with which toughrissues w:ll be
resolved.

. In StegdyEStntE Staf?mg in Téﬁure-(jrantmg Irzsmutmns and
Relﬁted Papers? (1973), 1 listed and’ commented.on a number of

' ‘steadysstateﬁ Most of these still seéth to-be reasonably sound, but

- cHanges pver the past five years make it worthwhile to review some. -

of the ground again. Experience in even such a short timé.has

-shown that some tools can still be used- with- mnﬁdente and gthers
.might best be avoided altogether. A AR _fi _

Fmgram Quality \ ]
There are, of course, ‘several reasons Eﬂl‘ modify mg an® mshtus

' 'tmnspmgrams they are out of date; they are pc s:rly taught r'there
‘are no mterested students; they aré done be er in'a Egmpetmg




* institufion; they are too expensive to maintain (or 1mpmve) The . C\\
possibility of any of these may be a legitimate reason to examine a
program. But each requires a comparative judgmen®— How out of
date, how poorly taught, how unintefested are-the students (and
why?), too expensive with respect to what? Because it is not always
clear at the start what measures are being used/the simple assertion

- of .a deficient rating may be: enough to cause budget-minded
trustees, legislators,—or_administrators to mandate abolitions. or, .
alterations solely to save moneéy-and thhaut regayd to.the quality
or ‘survival of the institution. The determinatioff to make altera—
tions in the program should be based on somethifig bette

The question of overall institutional quality is tar too ccvfnplex to

" be more than sketched here. One way to see how difficult it is to-

grasp is to consider what might be commonly agreed to as the ten
principal “indicators of quality,” as'there is some general agreement
about the “indicators” of a bank’s financial stability or the health of
the nation's economy. We can list -t,000 different academic courses,
thirty kinds of institutional ?aéxlitles forty student services, the

_background of the faculty membel’s, theynumbers (even the kinds!)

v of books'in the library, the prdfessicnaf\bay scale, the character DF@

the institution’s neighbors, the SAT's of its students, the size and

- . wealth of its alumni bady, _ancl its income per FTE student, and we - °

. still do not-know whether the institution is a good one or not. Even
if we knew the courses were all taught splendidly, the facilities were . -
in superior condition, the student services tailored to the students’

. needs, and so on, we still have not.established the institution as.one .. ., ., ...
of superior quality in the'eyes of all on whom it may depend for its -
well-being. “Parents, students, alumni of various sorts, *faculty.

" ‘members here, faculty members elsewhere, legislators, foundation
officials, the Office for Civil nghts the jury’in a law suit, the
policeman who handles rush-hour traffic — all will have different:
views. And even when two institutions have all the listed things in-
carnmon, their evaluators may rate one institution better than the
.other because the match between its elements and its professed
purposes is clear and chs carfespnndmg match Qf the second insti-

. tution is faulty. C N

Therefore; to speak of “programs” and quahty isto be biting off

. a great deal. Nevertheless, it myst be done. Obviously, reviews of =

‘. programs must be regular and detailed;” weak areas must be
‘strengthened or'scrapped. Some less obvious paints:are likely to be
forgotten, however, particularly when a program review appears
threatening. For example, although an institution may measure its

" success on the ability of its graduates to get jobs in their fields, it
must not overlgok the values provided by the institution during the
years leading to graduation. Thus, a program can be first-rate even

»

’
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/ 3 thggraduatmg student daes nat use itin'a ]ﬂb Another example L=l
~«4lthough ifistitutions usually speak only of academic matters when , '
. they refer to their “programs,” in.fact their budgets are expended
““on-a-much_wider range of programs — financial aid, student -
. health, community cultural productions, rehabilitation services for
the handjcapped, grounds upkeep, maintaining a_unique library
collection within the general holdings, athletics, persannel benefits,
and on and on. Althaugh the .academic program is central to the - =
ingtitutional purpdse, the student; the alumnus, the legislator, the .
taxpayer, the donor, theclerk, the.flre marshal, and the foundation.
executive may ]udge the institution’s quality chiefly on.the basis of
~non-academic programs. The point is that when some non-academic -
. e program is marked.for a reduction in support, the ccmsequenies
' ;shauld be considered as tarefully as those in the academn: areas.’

e Just as the academic prﬁgram depends Eér its fquahty on *'the o
characteristics of the facuity, 5o the quality of thewother pfagrams .
- depends on the persons who staff them,’ Although the emphasisin = . .
_what follows is on faculty, many of th suggestions apply- equally
“to ﬂﬂﬂs‘ac‘adeﬂ‘ut staff. In particular, it is necessary to be sure that
: _such staff are’ trained for their, jobs, ‘aiid ‘will be’ trained in ‘the -
', changes that the jobs will undergo.'By now, it should be clear thata - -
+ -+ clerk who takes a coffee break on Friday | mstead‘c-f sending out the
nonrenewal notices can’cause a major’ per,snnnel crisis. Discourte-' w2
ousness in any program can turn away supporters. Framptness and ‘ﬁ .
cmxrtésy and expertise are to be fostered am:l cherished.

"The 11eed for staff expertxsesextends to one area in partlcular — .
the estimation of demand, which.in turn will help determine whlch -
programs will be maintained, added, modified, or dropped. Part of _
the demand will come from changing studént choices, part from- , -
:hanges in fields, and part from major policy decisions of the
trustees (or: leglslatures or systems offices in stat&suppmted institu~ - .-
tions). In_many institutions, Federal funding priorities will also*' = -

 affect demand. For an institution like the B or C illustrations, there. ..
_ is considerable-danger in averestiﬁmatmg anew demand or reacting .
" too swiftly to the availability of new soft- -money support. Either is g
likely to encourage the establishment of programs with a very &
. limited future, and especially’ of ones for which there are no
! certified high-quality faculty or good curricula. It has sometimes-” -
been asserted that the best institutions are the ones most willing to ’.' s
experiment, and maybe this_is true. But they experiment from'a -
_basis of. beingthe “best.” Aninstitutign frying to upgrade. it
" programs should keep its.focus first on foing very well the central - o
things in its program and leave the experlmentmg until:its basu: 2
= pregrams are Em’nly estabhshed - L '
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On occasion, Cof course, adding. an unFafmlxaf program will be
called for by a true local demand. If this is necessary, the best

~ advu:e should be sought about howthe-program-can ‘be begun-at.

the highest level of quality. If there is any danger that its initial
quallty would be low, the program should be postponed.

Faculty Quality

that “All space in- university buildings is university. space,” s0° 1t
should assert that “All vacant positions are university positions.
Nexther departments nor divisions should “own” space or

Just as the wise umver51ty admmlstratmn operates on the basis

positions, althuugh they may hold them for the present. Unliess the »

institution acts on this basis, its hands are tied at the very begmmng
of a period of change.-
There are other. useful principles. All’ new faculty should be

selected under high standards, whether they are on the ténure track
,or are expected to be only temporary. Ultimately, the impact of the

academic program depends. on the level- of quality of each of its
parts, not on some theoretical average. of quality. Therefore,
contract. renewal standards for the new faculty should be set high,

. even though there may be those new faculty members who will

" complain that'the standards for them are higher than those met by

incumbent faculty. This is the “least qualified incumbent” notion
that some federal agencies would foist upon higher education and

which must be fought at every turn, and especially when the notion

shows up in a college’s own ranks, If standards are only those met

" : by the least qualified faculty member (or administrator, student, or

trustee), the enterprise will surely soon go to the dunmip.

Faculty quality' must be defined in relation to an institution’s
missions. Although institutions tend to observe “pecking” orders
and be _imitative of a presumed “elite,” there are no absolute
standards applicable to all faculty apart from their roles. Therefore,
in contract renewals, tenure awards, promotions,. and salary
increases, care should be taken to keep the standards reasonable —
related to the program, achievable by the ‘people that have been -

selected for appointment because they are known to be good, and

" without unnecessary or arbxtrary hurdles. What the institution. is

S T

shooting for is a solid increase in quality, not an lI‘t‘ipDSSlb]E over-
night perfection.

Althnugh some positions are to be kept for temporary appoint:
ments tc help with transxtlonal requxrements for responsweness in

. c{u*ahﬁe:l Faiulty members, with a srnall but regular turnover. If the
" - goal is reached, the institution will not provide ;s:)bs for any more "™
- thaﬁ a "ﬁﬁrmal ﬂumber of new Ph.D.’s cammg out c\F the graduate

K}
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schoals but 1t w1ll at least have gi:md ]nbs for the gGDd ones. Nc:

ngtxonal Ph.D. emplaymen_ﬁ prcblem much as its faiulty and
administration-would like to do so.

In making appointments and especially in awarding tenure, .

promotion, and merit increases, the institution sends signals to the
faculty, the students, and the public. The signals indicate what the
institution considers important. A bad promotion has effects — ail
of thern bad — far beyond the individual being promoted.

Regilar reviews should be made of the work of nontenured

- persons. Those on the tenure track who appear halfway through

the probationary period unlikely to qualify for tenure should be
released, even though in a bad market there may be strong pressure
to keep them. The pressure will be even stronger at the end of the
period when the tenure decision must be made. Since the institu-
tional goal is quality, a firm stance cannot be compromised. If the
institution wishes to make provisions for cushioning the shock for
non-renewed people, and can afford to do so, doing so would en-
hance the attractiveness of the institution as a place to work. (In the
Sixties, one major state university not only helped pay the moving
cost of new faculty, but also helped pay something toward moving
away for some categnnes of Eat:ulty whose contracts were not
renewed.)

Regular reviews of the work of tenured persons should also be

instituted. The purpose must be primarily a helpful one — Where

-are you now, where do you need to move in the next three to five

years, what will help? Whether this is done regularly but only semi-
formally (e.g., with a notation of the plans put in'the chairman's
file) or with a formal “performance contract” resulting from each
review will depend to a large extent on the sxtuatmn in which the
reviews are done.

Setting high standards for appmntment and tenure is not in itself
Engugh to attract the best faculty members. Faculty members will
be attracted to an institution with a good reputation. They also will
be attracted to and will stay at an institution where the reputation
now may be poor but where good goals are being vigorously pLIT-
sued and the conditions of employment are good.

Money is important, but it is not everything. Security i5" -

1mportant tcm Initial appgmtmentf‘ may safely be rnade Ex:)r longer

a
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See the discussion of graduate educatmn in the steady-state in Chapter 3.
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track, an initial three-year appointment provides.a measure of
security ; the second apointment may be for four years. Reviews of.
performance in the interim. should be chiefly to help the person
qualify for tenure. If tenure looks doubtful, the person should be
dropped after the third year, and certainly after the seventh. These
not on the tenure track may be offered contracts longer than eae
year if their services can be used. A fivesyear terminal contract for
anewly-appointed experienced faculty member might be desirable,
and would not violate age discrimination legislation if used some-

- times for those in their senior years.

A number of institutions have recently considered extending the
probationary period beyond the customary seven years or have
sought some “special .status” short of,tenure for those faculty
members 1) not qualified for tenure but whom they are reluctant
to push out into a hostile market, or 2) qualified but whose
appointment to tenure might have to be terminated.in an antici-

“pated enrollment dtop, or 3) qualified for tenure hut whose

advancement to tenure would violate a prescribed quota.

In the first instance, as long as the college keeps the under-
qualified faculty member, it is prévented from finding a better.
qualified replacement and improving its program. The market is
unlikely to improve for the underqualified, and the day of termina-
tion is simply put off while the decision becomes harder to make

with each year. In the second instance; a sound personnel policy

should provide for the termination of excellent faculty members —
“untenured or tenured — whose services are no longer required.

Uncertainty about the institution’s ability to make such termina-
tions without destructive-and expensive litigation has pushed insti-"
tutions into refusing tenure to those who are qualified (example 2)
and replacing them with temporaries, or into the adoption of an
arbitrary quota (example 3), T _ :
Institutions trying to establish or maintain high quality in both
program and faculty should carefully debate the consequences of
denying tefiure to the qualified on grounds like these. And faculty
groups should be concerned to help in writing and admirnistering
reasonable policies for terminating qualified tenured faculty, not

~ only those found incompetent after the imposition of charges. Until

some accommodation to this matter is found, the economic and

. spiritual resources which importantly support the quality — and

ultimate survival — of the institutions and their employees will be _
squandered in litigation and legal fees. o

In these times also, no: tenure-track appointments should be -
made of persons without the professional degree that will be
required for eventual promotinn to professor. The person trying to
complete degree work cannot give full attention to teaching and

ot : 25



comrmittee work, and in today’s market such people need not be =~
,employed. The B or C institution especially cannot afford to be a -
training ground. _ ' L
__ Particularly if there has been a history of “corner-cutting” and
““featherbedding,” the .institution mus

dditig,” the -institution-must establish a fair and open:
monitoring of the extent to which faculty members meet their ’
responsibilities. The “goof-off” can be the proverbial bad apple.
The approach should not be witch-hunting or punitive, and care
should be taken that the imstitutional expectations are not
unreasonably high or competitive. When responsibilities are met,

. the recognition of good work should follow. .
In tight times, benefits are especially important. But all too often,
benefits' are established that bear little relation to what is really
wanted by the faculty. Help in parking may be more welcome than
a betterment of the dental insurance policy, and at lower institu- o

tional costs. And needs may often be met more economiically on an
individual basis, and have more payoff.in quality, than by irying to
provide exactly the same benefit for everyone, whether it is needed

or.not; simply out of a notion of “equity.”

Faculty members are entitled to know that personnel matters are
competently dealt with by trained staff, but they too*have responsi-
bilities for which ttiey will need special training. Those who serve
on committees recommending appointments and other personnel
actions need not only to know the mechanics of the local peer
review mechanisihs, but also to be aware of and in sympathy with
the goals — | responsiveness and quality — and timetable of the .
institution, Some of this is a matter.of “training,” but the more
important part results from discussion of the issues that must be

. resolved if ;hé\goals are to be reached. Some discussion will happen
in faculty offices and the halls, but more formal opportunities for
consideratipn afe likely to be desirable.

Among the questions to be considered are, of course, what to do
when faculty mé\rnbérs believe they have been improperly treated.
Good grievance procedures (whether called by that or by some less
forbidding gme)\‘ will help in establishing a sound basis for change
and a way of adjudicating the inevitable stress that change brings.
. The grievante procedures built into a collective bargaining contract
can be too narrowly focused to cover the full'range of grievances an _
institution may have to deal with. . : : .
Whereve{ new policies are contemplated, decisions must be ’
made ‘abouf which of the. incumbent faculty members are to be
"grandfathered”: i.€., made subject to the old rules and criteria, not
to the new| Because certain practices (in a legal term, “past &
practice”) may be 'more legally. binding than even the written
. contract rul%si omé\_“grandfathering" will probably be necessary.

]
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* The legal and political issues here need debate. Remembering the

signals given by each personnel action, a careful administration
will think out the balance of risks and results for.each case.

SPECIAL ISSUES

The foregoing comments have laid out some suggestions for

‘parts of a coherent approach to fostering quality and responsive-

ness in an institution considering adaptations to a steady-state.
Other issues will also have to be'considered, either through internal
initiative or stimulation from outside.

The question of centralization is one such matter; In. doubtful
times there is a tendency — even a need — to draw in the reins.
“Direction,” “monitoring,” “accountability,” even simple adminis-

* trative or regental apprehension seem to dictate the centralization

of control. But in good timies,-trustees, administrators, even legis-

lators recognize that institutions run better when responsibility is -

widely distributed, along with the authority to make decisions. If

the goal of the institution adapting to a steady state is genuine

" ‘résponsiveness and quality, it will have to accommodate these two

positions. The importance of doing so is illustrated in the matter of
how quality staridards will be upheld. As lang as faculty members
have a say (as they must) in the appointment arid promotion of

" “faculty members, they must be given real responsibility for main-
_taining the necessary standards for institutional goals. If their

participation is only window-dressing for a wholly centralized
decision system, the faculty will tréat their role perfunctorily. or,
worse, politically. :

The centralized 'system is a hierarchical one. The decentralized

system is less like a pyramid, even though final authority may have

to remain ‘with trustees. But for decentralization to work, the
faculty, trustees, administrators (and other groups, depending on

the issuies) must come together, moved by the incentives of surviv- .

al, personal security, pride in the institution and satisfaction with
the work. Despite some legal restraints, this can be done in institu-
tions with collective bargaining agents as well as in %thers@ - )

Tenure Policy

At the onset of steady-state conditions, about the time of the
publication of the Keast Report, some legislatures expressed

* considerable interest in alternatives to the traditional tenure
- gystem. One of the lesser iséues in the time of student disorders had

been the alleged protection tenure gave to the incompetent.
Legislators were,"stimulated by visions of trading in high-paid

& .7

27




O

ERIC

Aruitoxt provided by Eic:

senior incompetents for stellar{and cheaper junicr people,.and they :

- demanded studies. The upshi::t was little change. A review to be

published shortly 'deals with experiences of institutions around the
country that never had tenur: systems, or changed over. Appar-

"ently, it confirms- the'earlier speculation that the kinds of problems

supposedly: inherent in tenure systems are not cured by contract
systems and may even be agzravated. The “pure” tenure system
offers a good measure of security, but not absolute security —
contracts may be terminated for incompetence or certain program-
matlc or fmam:lal reasnns It alsn prmrldes that a Eorxsxderable

is hnally ]udged flt or mell for tenure. It also mn:]udes other
elements of reward and reccgnition, not nnly tenure — promo-
tions, salary raises, special opportunities. The notion behind the
system, of course; is that an:iety (about the duration of the iob,
about the level of salary, ‘about acceptance by one's peers) needs to
be balanced by security (not only for the job itself, but the security
that goes-with recognition for good Work). A contract system must
contend with exactly the same balance. As in the tenure system, the
less security, the ‘more anxiety; beyond a point, high anxiety leads”
to demands for more security — quicker access to longer contracts;
higher pay in lieu of security ; possibly collective bargaining.

Tenure is not appropriate for every faculty member of every '

institution. But for those institutions that have made the consider- - ~

able effort to find and engage faculty members of high quality, the
tenure systerﬁ prmudes the best balancmg QF mahtutn:mal and

pmdu;twe

/

Retirement Age

As this is Wl‘ittéﬁ the Congreas has jusit passed an extensicn of

N 70 thus makmg the maintenance of a pa]lcy DF mandatary retire-
ment prior to 70 illegal in colleges and universities.

~ The legislation provides that the prohibition will go into effect
for most employees in January 1979, but for tefwred facuity, not
until 1982. It also provides that for most federal emplnyeés, there

‘can be rio set age for mandatory retirement. If this-provision works
- in the federal area, it is very likely to be extended to the nonfederal

areas.
" The legislation raises a very large number of issues, ranging from

“broad ones to narrow and immediate quesncns For example; the

“rights” that employees have not only in their jobs but. to their jobs ' -
(Are these "property rights” as defined constitutionally, or more

.
1
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. limited rights established by the terms of contracts?); the relation-

ship between health and working (Is it such that the national

.interest requires the nation to keep jobs available for older

people?); the relationship between the middle-aged and older
person (Should the middle-aged bear an increasingly heavy burden
of the support of the elderly, through mandatory Social Security
and other forms of taxation?); the problem for some people of too:
many options, rather than too few (How many prefer not having to

* choosel); economic forecasts and inflation (Has inflation made it
+ impossible for.any but the very wealthy to enter retirement with

confidence?). Less broadly, before 1982, can an _institution I'PEHY
use the faculty exemption when its other employees are not subject
to.it7 Are administrators holding faculty tenure subject to the 70
age (as administrators) or an earlier age (as faculty members)? Hoqw'
does an increase in the age to 70 affect the funding and benefits
programs of institutions? (Nnte not just faculty are involved.)
Both the broad and the narrow issues will be debated in the next
several mOnths FDI‘ the purpgses af thls rewewf one must be

the hmlt on) the mandarﬁry fetlrement age on an msntutmns

responsiveness dnd its quality. It may -well be that, in the end,*

- institutions will conclude that the effects resulting from the legisla-
tion are net in themselves either'good or bad; they neither save nor
“destroy the institution. Rather, they will be viewed differently by

different observers, some of whom characteristically say that the
glass is half full, GthEr" that it is half empty, and others who say it
contains four ounces. After all, some 20 percent of the principal
public instituticns already have a retirement age of 70. .

With retirement schemes, as with other elements in an institu-
tion's program, the issues must be considered not in isolation, or
only in relation to what may be generally true in other colleges and
uriversities, but rather should be examined in relation to the special
circumstances and position of the institution now and where it
hapes to be in five or fifteen years.

Alternative Empleyﬁient

pvrsuade their Eaculty to stay Wlth thern and not move to greener

pastures. With the onset of current conditions, institutions began to
eye possibilities for easing middle-aged and older faculty members-
out of the ranks, either to free their salaries for other purposes or to
allow replacements of better quality or differently trained. One
device examined with hope — early retiremerit — has turned.out to’
be almost a dead end because of continued inflation and the new

53 C .29
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legislation. The: other ‘area still being developed'is alternative
- employment and the related “retirement counseling” or “mid-career
counseling.” The two forms of counseling meet when the counsel-
ing starts early — at 45 or 50. The broadest form starts with the
question, “What are you going to do with the rest 6f your life?”.
rather than, “What aré you going telo when you retire?” It is quite
.possible that the new retirement legislation” will ‘stimulate some*
interesting and~useful inventions for alterations in employment
patterns for those beyond 50 or 60. It is far less certain that the
" results of career counseling for those fully employed-in universities
will move many of them outside their institutions or academia.
Worth debating, however, is in what ways careér changes (inside
or outside the institution) might directly or indirectly benefit an ¢
& institution striving to be responsive and to offer programs of high
quality, And it may be that the conventional approach (“What do
these kind< oficounseling offer us in the way of tools to move people
out of the institution?”) should be replaced by the opposite
approach (“How can we take advantage of an interest in alternative
job and career patterns to bring more responsiveness.and quality -
. intoourinstitution?”). . . L .
. ~ PAST, PRESENT, AND FUTURE =~ - -~
For highef education, steady-state conditions are the historic
norm. Institutional survival and .growth'over three hundred years
»  in America have depended on the conscious working for quality in
" stable times, not;on occasional booms in financial- support and
+ rates of attendance. With this in mind, we can proceed with
confidence. : S r Co

1
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CHAPTER THREE
~ CAREER OPTIONS AND
PROGRAM CHANGES
IN GRADUATE EDUCATION

CAMERON FINCHER

; , pa

;‘

Graduate education is in a period of transition that reqmres clase

study. The suddenness with which its:general outlook changed. -

from high demand to oversupply:is unusual and calls for critical

analysis, There is consensus. that graduate education in the South

has made commendable progress in recent ‘decades and is now a

valuable national and regionak resource. There is concern, how- »

ever,_that the changing demand for graduate and advanced study

on‘a national level will affect adversely the efforts of graduate
. msmutmns to consolidate the gains they have made recently

i

. The fundamental purposes of graduate education are at least

three- fold. Programs of graduate study should provide for the edu-

cation and professional development of talented individuals; they
should preserve and enhance the knowledge and values that give

* meaning to advanced studies; and they should help create, develop

or produce new Knowledge and understanding. Research and

scholarship in graduate ipstitutions have produced and enhanced
knowledge, and advanced programs in graduate institutions have

- educated larger and larget numbers of specialized or talented

personnel for the needs of education, industry, business and

"government. To nc small extent, the current difficulties of graduate

" institutions are a product of success in serving societal and national
needs ina penad of rapid growth and develc\pment : o

&J
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The changing conditions to which graduate education must now
adapt include a downiturn in the labor market for new doctorates, a
reduction of federal funds for research, an escalation of program
_costs and expenditures, and an erosion of the socio-ctltural values
that sustain inquiry and learning. Changes in career opportunities
for doctorates are aggravated by uncertainties in graduate school
«  applications as job openings for baccalaiireates decline. The with-
drawal of federal funds for research is compounded by cut-backs in
other forms of federal support to graduate students. Inflation
works its particular hardships at a time when educational costs are
impossible to reduce, And public confidence has sometimes been
missing when it was needed most. : oo
The intent of this paper is: 1) to consider briefly the gereral
" implications of the changing job market for new doctorates, 2) to
discuss dlternatives or options in employment that might'be open
to doctoral graduates, and 3) to look at program changes or modi-
fications that graduate institutions are c.crently making in
response to changing conditioris. Job markets are a significant part_ -
of the environment within which graduate.education functions.
New careers for doctorates are much discussed within professional
societies, and changes in doctofal programs are obviously taking
place. The combination of career.options and program changes will -
be influential in shaping or molding graduate educatiori for' the
coming decade. . : : :

- JOB %V\ARKETS AND PROJECTED DEMANDS

. The projected demand for doctorate¥"in scientific, technslog
and scholarly fields gives an uncertain picture of the future of
graduate education. Its larger features are distinguishable, how- ,
ever, and clearly evident in_the general outlook. is a depressed -
academic labor market as outlined in Chapter 1: The' projected

“decline in undergraduate enrollments signifies a lessening demand
for junior faculty members to teach lower division courses; the
,  reduced support of research and development implies a lesser need
for research faculty and'staff. Granting generous margins for error,
these projections would still imply that new faculty will be needed. .
for replacement pusposes only; the projected need for new faculty
to meet enrollment changes falls to zero in the early 1980s and .
becomes a negative factor for several years thereafter.. o
The unattractive implications of\these projections put great
burden on the possibilities of increased utilization of doctorates in
secondary and two-year postsecondary™education as well as in-
non-academic labor markets. Although the.relative proportion of |
Ph.D.’s entering the non-academic labor market has been quite
large; the future utilization of doctoral skills. afié talents is depen-
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dent upﬂn the non-academic labor market's absorption of a jarger
proportion of doctorates in the next decade. One estimate suggests
that the non-academic labor market may be required to hire as
many as 80 percent.of the Ph.D.’s completing their degrees in the

1980s.2 -

Adjustments to the potential oversupply of doctorates must be
made both on the supply side and on the demand side, if wide-

spread underemployment is to be avoided. Graduate insfitutions

are challenged to restrict, 1udn:y:!.usl} their overall production of
doctorates and . to make selective modifications in doctoral

* programs that are better attuned to future needs, Fields of special-
ized study for which there are limited opportunities in non- -academic

labor markets will present a particularly difficult problem. Where
scientific and technological specialties may yet hope for placement
in non-academic research and development, some humanities and
social science doctorates will be without obvious opportunities
when faculty replacement needs are minimal.

In brief, the projected demands and patentxal job market for the
graduates of doctoral programs provide an uneasy outlook for the
1980s. Only broad generalizations, such as an obvious lessening

. demaﬁd fér Fh D s, are cnmpletely safe The Qutinnk is not con-

tions-occur amcmg specxalhes wnthm the same dxsn:xp]me;; The use

- of general categories, such as the physical and bxolaglcal sciences,

humanities and arts, behavioral and social sciences, and profes-
sional or applied fields, is helpful in understanding the overall
picture, but generalizations must be closely qualified. New career
patterns are discernible, nonetheless, and the job placement of new
doctorates is concerned increasingly with other alternatives or
dxffererlt options that mxght be open.

" CAREER ALTERNATIVES AND OPTIONS

"The tradiﬁonal career pattern of Ph.D.’s involves some mystical
aspects that may be exaggerated in a period of changing patterns.
The concern with career patterns in the 1970s is a reaction, in part,

_ to the perceived suddenness of changes in the job opportunities

open to new doctorates. Both the nature and the suddenness of

‘those changes could be a function of expectations that were unduly

formed in a relatively short span of rapid growth and optimism.

A broader perspective suggests that the 1960s were unusual and
the expectatmns formed by graduate students durmg that decade
were part of a “revolution of rising expectations,” Somewhat ob-

‘scured in the overall trends wis a more tfadxtmﬁal pattern that
involved: initial appmntment as an instructor, extended proba-

.




éi‘tit;unary status as-a junior staff member, and prospects for promo-
tion only after an indefinite process of professicrialization. Also
unrecognized wetf the limited opportunities ' that 'doctorates
frequently encounter in converting their research specialty and -
interest into careers. More important, a longer-range view of
graduate education suggests that neither professionalization nor
"careerism have been unimportant influences. Although tradition-
«  ally conceived as a research degree, the Ph.D. has long served the
- proféssional aspu’atmns of faculty members in teaz:hmg and many
doctoral programs have clearly established professional purposes.
cipients of the degree enter doctoral programs and pursue degree
requirements with full expectations that the program will prepare
‘them to work as professionals or practitioners rather than as
scholars or research scientists. Variations of the doctorate, such as
, the Ed.D., explicitly recognize professional needs and interests —
and expectations that employment will be in administration, busi-
ness, industry, government, or private practice,

Reactions to the inb market of the 1970s include an energetic
effort on the part of academic disciplines and professional societies: -
to identify career alternatives for doctorates who may be shunted

. from academic paths. This effort follows easily from the general
" advantages that advanced study at the "doctoral level gives
recipients. Many doctoral programs have long provided a broad
overview of disciplinary problems and issues and, depending.on
the degree of specialization, graduate education places a varying
emphasis on applications and uses of specialized or technical
knowledge. Exarnples are seen in the ease wiith which graduates of
certain programs have found access to administrative positions -
within higher education; managerial or executive positions within
corporate industry; technical or specialized staff jobs.in govern-
. ment; and vario.is consultative or advisory roles within founda-
"tions, professional associations, or social organizations. The inter-

I

i

change between these types of organizations dnd the academic
world has been quite pronounced since World War II. The, “brain
trust” of the New Deal era exemplified a pattern which continues
whereby professors take leave and become executives or adminis-
‘trators in government or industry, provide highly specialized and - |
possibly esoteric services in a staff role, or pursue highly pragmatic )
ends with the means and the know-how they have acquired 3
’ thf«:ugh advanced study and research.

N an-academxc Employment

- The search for non-academic job placement- haa- pré¥edents in
non-academic research and development and in other forms of non- ,
traditional employment. A host of societal and environmental A

«f !
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"issues has focused attention upon the general2problem-solving ,
" capabilities for which college and university faculty have been s
noted, and great emphasis has beeén placed on spen‘:xahzed roles that '

graduates of doctoral programs might play in resolving those

issues. One premise is the belief that doctoral students acquire

problem- solving skills and techniques that are adaptable to areas A
and issues other ‘than those for which they were specifically .
developed. Scientific method, systems analysis, engineering design,
statistical analysis, survey techniques, computer technology. and

general communication skills suggest transferable capabilities. The
transferabxlxty of these genera] capablhtles is beheved to make

PR

pfédecessms have not been hired.

Diversity and versahht}' are still perceived ag valuable assets in
_ graduate educatmﬁ, and the Ph.D.’s fund of general kﬁnwledge, .
- specialized competencies and methods of inquiry and commuriica- *
tion are thought to lend themselves readily to the dominant
' proEEms and issues confronting contemporary society. Some of
these issues may be identified as: 1) the global issues of energy,
ecology,. environment, population, and quality-of-life; 2) the
professionalization of human services, 3) open participation and
involvement in public policy, 4) the impact of industries and
- -commercial services, based on new technologies, and 5) an
increased recognition of the s@mal rESpDnsﬂinhtlEs gf ::Qrpc:rate
Aindustry and business, } L _

. Each of these issues reflects the social concerns of a demacratic

society iin which there is a pervasive concern for cultural pluralism,

°  minority r:ghf; and the equality of vromen, The list, needless to
say, is not uxhaustive and the various issues are not mutually
exclusive. New careers for doctorates are expected to be based,
however, on applied, problem-solving approaches to' societal
issues. The non-academic sectors of the overall job market to which
doctorates are expected to flow are identified generally as corporate
industry, business and finance; federal, state and local government;
and various aread of pnvate practl:e selE-E.‘;plement or private -~
enterprise. ; . : S,

" Employment In Higher Education’

As a final example of general posslbxhtles* it is ﬁecessary to

mention the diversified functions of higher education itself. The

. contemporary university, for example, employs numerous semi-
- professional, technical and supervisory personnel who do not hold A
faculty rank and who are not regarded as being in a tenure track.
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Doctoral graduates may be employed as pastdattoral fellows w1th
duties and responsibilities that would be perforrned at another time
by graduate assistants. :

Moré important, however, are the numerous specialists and

technicians that now perform essential functions on a university
campus. Laboratories, libraries, computer centers and learning
resource centers are campus agencies that may employ large”
numbers of doctorates in non-teaching capacities. In many cases,
faculty rank may be nominal or extended as a courtesy, but the
individual’s duties and  responsibilities are ‘not charged to the
instructional budget of the institution and are not justified in terms ,

. of teaching duties. The function served is justified in its own right, ~ - .
if a permanent pcsxtlon or justified on-a project basis, if funded S
from the outside.™ ,

Also included in this particular area Qf employment might be
numerous administrative specialists, planning and develnpment
professionals, legal advisers, institutional researchers, professional
counselors and the’ various professionals and. semi-professionals_
who work with students in the many areas of student services.
Another significant cadre ‘of “unranked” but highly competent
doctorates may- be found in the public service agencies 'and
organizations of large universities. These may be individuals with
well-defined specialties and technical competencies who have never
been carried on an instructional budget or held faculty rank. '

While some of these employment opportunities must be regarded
as stop-gap measures in 2 difficult job market, institutions of higher '
education are increasingly staffed by specialists and practitioners
who are not part of the tenured, teaching faculty. Universities
cannot solve the placement prDblems of their doctoral graduatés by

+ “taking in their own wash,” but if the public service and subsidiary
..functions-of higher Educ:atmn had not’expanded during the 1970s,
the job market for new doctorates could have been much harsher.

Job Placement and Passibilities
N .
The concern for career alternatives of options can be seen in thE
- functions of professional associations as they medlate the aspira-
tions of-their membership and the public interest.3 The efforts of
some pmfessmnal smcxehes at the natmnal level have been natable
Dppartumtles The efforts of other professax:mal associations have
been less obvious and. suggest an enduring faith in the “laws of
supply and demand for amelmratmn of current conditions in the
‘job market ‘ <.
=

i . et
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Samﬁhabsewers have been nrm m thexr Conwchon that Ph: D ‘s...

“will not go unemplcyed but,will resdliy be chosen for lower. leve[

... occupations, There is the belief that when' doctoral demand is high, -+
" “technicians and other. specialists move up in ithe' occupational .

" structure to take the place of doctorates who might be engaged in"

- relatively’menial_tasks. With' oversupply of doctorates, there is the

corrgsponding phéniomenon of "bumping” in which' doctorates will

_slide down the. occupational ‘scale, replacing technicians and.
-~ ‘specialists who," in turn, will replace or dislocate less qualified =
_personn
. term effects of underemployment are well understood.

%

. Neither the phenomenon of “bumping” nor the long-

A more likely explanation may, be the continuing ut:;gf-admg QE

* educational requirements for entry-level occupations. As higher

levels of education  have been reached by  moreand more’

prospective einployees, the expectations of emplayers have risen =

- -accordingly. During the 1950s -and 1960s, sales, supervisory and

L

_ middle management positions that once required only a high'school
. diploma were mtreasmgly entered by college graduates. As. more -
college graduates with specialized or first " professional degrees

entered the labor” market .they helped create‘the demand for their

; enhanced  credentials -as well as satisfy. that demand. The point

might well be that education usually has been helpful in job
seeking, and 1E Ph.D.’s are available for open positions, they might

; - well be: Emplci'red in preference tq applicants with less education.’
" The more. jobs are seen as spgcxahzed technical “or ﬁemxeprofes-

sional, the more likely entry requirements will be spec‘;xﬁed in térms -

of education. | - ' A

- In brief, career alternaEWES or options may be seen in the broad, .

general probler areas of contemporary society. New specialties or

innovative applications: of disciplinary knowledge will depend -

upon the lines.of communication established between the discipline
and the pr:blem area uut will alsa be mﬂuenced by the talents

made, however, that grsduate depar‘Emems in all na;ural sciences
. are assuming more Eunchons similar to thase DE prcfessmna]

e

LN
! LL*V*

: For :
the physxcal and lenglEEl s::xences*than _for Bther areas. of - -

" specialization.4 Although there is an increasing concern with tech- .
‘nological - developmient . and potential applxcatlons within the
physu:al sclences, thE c@ncem Ear a]ternahve careers’ is nat as acute B




‘schools. The Ph.D. has an obvious increasifig market. Value in
industry because of new technologies that create a need for physical
and biological scientists. In many instances, corporate industry "

" ‘seeks the .same qualities in. doctorates; that universities do, and = .. /
. hmng practices nay be mdlstmgmshable Ja
- Some of the physical and biological sciences, naﬁetheless, are - - ‘gfl——

maklng concerted efforts to obtain information and guidance from

industry in program revisions that will meet the needs of potential. S

employers. Disciplines and specialties closely tied to the develop- /-
¢ “ment and uhl]z_atmn of natural resources, such as chemxstry and , f '

.-. ments, When new mdustrles are launched in resgcnse to scn::al
trends or the develcpment QF new technulogles, Ph. D 's may be

" ment tapamhes ' : ]
The American Iﬁstltute of thsu:s is gngaged curren*ly in a‘;tudy
dealmg with-the-emiployment outlook for physicists during the next
““decade. Qbservers suggest that the job market has praduced a
blurring of the boundaries separating theoretical physics, applied
physics and engineering. New careers may place more of a premium-
on crea}g\’ss and adaptability than on disciplinary preparation,

Physi#s is cited frequently as an exemplary d15clplme fnr the way
'in which the changing job market is handled. Appmxlmately 1,000
'Ph.D.’s enter the job market each year, roughly 25 percent of them:
in academic research or teaching. Both national organizations and
academic departments are attuned to the nation’s needs and the
possibilities of oversupply. For the most part, career alternatives
are not viewed as widely dlffer nt from trsd,ltujﬁgl plaiement
opportunities. T »

SPEEIEIUES in mathematlrs, statlstlcs and cﬂmputer SCiEnEe are

have_ declined and are expeu‘;ted to declme further, but since a large '
percent of chemistry graduates are placed in industrial and gaverm
ment research, the need for career options is not acute. :

Job markets in Entnﬁolagy, botany,. biochemistry and micro- i
biology are seen as competitive but not unduly difficult for
doctorates in attractive specialties. Biochemists are needed in the -

" food industries; botanists are.employable in conservation and’

.. environmental specialties; insect ecolagy is a growing specialty in

_“entomology; and microbiologists may be the beneficiaries .of ]Db
tnarkets that are still expariding.

_ Gealuglsts may find employment in environmental studies or the

‘exploration,* development, and management - of - nonrenewable

N

.
]
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- ‘on supply and demand.

resour\:es GEﬂgraphers w;th spémaltles such as c:artography, satel-

warrént optlmlsm amang Eaculty adv:sers

' -Humsmtles and Arts

Reactmns to the changing job market have been _more strenuous
in the humanities than any other general area of advam:ed study.

“Job placement has always depended hea\rlly on academic labor
_ markets, and Ph.D.'s who" specialize .in philosophy, history, ' -
literature or languages have traditionally been regarded as college -

' teac‘;hers Such dismplmes are stlll f:harat:tenzed by heavy tea:hmg

research and SEhD]EI’Shlp in smaller mstitutlnns
"The activities of the Modern Language Association’ and ‘the
Amencan Historical Association in meeting the changing demands

“of depressed job markets-have been noteworthy. There have been’

strong-attempts to inform prospective graduate students of limita-
tions in the job market, and there have been notable efforts to assist

“in the placement of doctoral graduates, Also, .many academic

departments. have re-emphasized’ their regpnnslblllnes for. place- .~ v

.ment” of* graduates. Adequate placement is no longer. thought
-possible either through centralized campus placement services or .

word-of-mouth communications among faculty members, Profes-
sional societies within.the humanities and arts show a Varying
interest in placement efforts. The American Philological Associa-,
tion and the Archaelogical Institute of America, for example, run
joint placement services, but do not colléct statistical mformatlcm
" Alternative careers are of gbvmus interest within many areas oE -
the humanities. Doctorates in history are now ‘employed. i

‘museums, - libraries and -archives; ‘philosophy majors with an,' o

interestin logn: are mcreasmgly interested i in computer applltatlcms.

and design;’ and "specialists-in literature and foreign languages o

display a'growing interest in technical, practical, or commercial

: applications of their specialties. The extent to-which new careers

are open in the humanities and arts, however, is quite'difficult to .
determine. Doctorates in history, literature,. and languages — by -
virtue of being: bright, articulate individuils — may find empluy-‘ ‘

. ment inliterary or publlshmg occupations that are convergent with

academic careers, but it is not easy to- spemfy options or alterna-

- tives that follow naturally from coursework and study i in graduate - '

schooi. Yet, the humanities Ph.D. has perspectives and a concern -

with values that are.noticeablé to corporations seeking. better.. .v-" "1

communication with the general public. Industrial training and the
br_oad concern with adult development, execitive stress and. mid-
career anxieties suggest roles that the humanities and arts may play-

.
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.- ment .into such openings is dependent upon individual initiative B
“and adﬂptablhty, ‘Certain- fields ‘of ‘art, on the other hand, are i ..~
" applicable in community service or health service occupations. For .
- example, the visual arts can lead ts: 'Ew careers in gerontcﬂogy and

 discussing careef opportunities for psyﬁhcloglsts in”
_ emerging aréas’ "6 while the American Political Scxem:

I

. scientists,

: apemngs that brmg beha\noral sclentxsts into the nation’s legal-

evengually in carporate mclustry Far thE present, however, movei

rec:Eatxon,, or to new- apphcatmns in expresswe the:apy S

Al Behavmral and Social Sciences.

The behavmral’and social sciences have identified an array of
alternative careers in ecology, environmental,. papulatxon and
quality-of-life issues. Concepts and methods in applied areas of

-"psychology, sociology, political science and economics are seen as -
_ particularly relevant t& the issues as they havé been defined for-.
" puryoses of policy planriing and development: Disciplines within
“this general area of advanced study also have many precedents for

weork in human and social services as prachtmners or prafessmnals \

- in private practice. ek

" The American Psycholog:cal Assomatmn has taken the lead in
“expanding and -
Association ¢
has provided a'guide for students and factity in “career alternatives

far pchtlcal scientists,%Other disciplines have identified possibili- -

ties in recreation and community services while still others; 5:.;::11 as = Lo
anthropology, are able to place. graduates in areas dealing with

" public.policy issues. Many of these employment opportumtles Sare

temporary, however, and must be regarded as contract or .’ free\ L

y lance work that is primarily consultative ir‘nature.

- The. continuing expansion ‘of government seivices praVIdes
cﬁffererlt pOSSlbll 5 Eor pc:]mcal scientists, saglologxsts am:l

ioned as job

judicial system. Police departments, prisons and juvenile detention
centers have frequently ernplayed psychologists for- diagnostic,
consultative and trajning ‘purposes: "Drug and alcohol abuse

" programs mvolvestfamﬂg and, eéducational c:ornponents that are.

compatible with the trammg and preparatmn of many behavxcsral

. Alternative careers are- also seen in hurﬂan resources develop-

"ment, staff -development, . occupational safety, environimental

design, urban studies and business systems, The: increasing coficern -+ .

- with’ consumerism suggests other’ possibilities that may eventually

use. thé talents of behavioral scientists more extensively. The _

.-number of psychologists, political scientists, sociologists and

40

eccnormsts workmg in the. various phsses ‘of prograrﬂ evaluatlon -
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has ebvmusly increased dunng the pest decade Federal and state
legislation sponsoring social action programs incréasingly require.
‘forms of assessment or, evaluation that almost . dletate inter-
"'dlsmplmary eppreaches by behevmrel and social scientists. '

Professmnal and Apphed Flelds oo o .

" Most of the d!SElphnES represented in this geperal area still place

b decterel graduates in traditiohal careers, and the interest in'"" "

alternative careers will vary greatly from speclalty o specnalty
. Engineefing, journalism, management science, forest resources and,

"egﬁeulturel econormics are indicative, therefore, of areas of speexel—; :
.ization in which the iob market is pictured’quite differently from
that in the humanities or behavioral and social sciences. Doctorates - .
in applied specialties, such as food science, generally find suitable °
openings within the academic job market, and Ph.D. graduates in -

" veterinary medical fields appear to have ample opportunitie -
research or teaching as well as. new openmgs in wxlﬂhfe menege-_
ment, conservation and ecology. - :

" Professional and applied fields, by their nature, are tredxtmnally

- oriented to non-academic labor markets and have benefited in many

- specialties from the depressed opportunities in other. fields. None-
theless, practitioners make up a significant portion of most univer- -

_sity faculties,  and teaching opporturiities are not as abundant as

they have been in recent years. a

" Professional. specialties in engmeermg and technclegy have been .

studied closely by the National Science Foundation and displaya - -

.particularly different career pattern. Teehnologlcal innovations

‘and. development remain important factors in a large number of .

career palterns, and ‘engineers, as an occupational group, have

" been frequently. cited for their versatility and adaptiveness. The'
* changing career patterns of engineering and technical specialties e
. . seen, nonethe!ess, in the promises of health systems, biotechnology,

- biomedical engineering, -industrial biology, environmental health, *

- and numerOUS -other . ‘cross-disciplinary approaches that. blur .
conventional distinctions between the physical, biological “and™"~

. engineering ‘sciences. No other professional-specialties illustrate
- better the interactions of subdisciplines, and -the poss:blhties csf
" career options. Yet, engineering is onie major fiéld of

where the projeeted supply remains lower than the prmected

demand. C
Agnculture and its related Eelds may be mentmned as an erea in L

eneeuntered Specnalhes or dlselplmes such as agrom‘:rny, hortn-
culture, agricultural -engineering: and poultry science still provide -
doctoral graduates yvl,th choices of appreciable latitude. One factor

e
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i fsvcnng the job market for doctcrates is the mdustrlal demand for
-graduates at the. master's level. Faculty advisers believe it is often .
advantageous to the individual to enter the job market early and to,, -
" geek further training and graduate study while employed. Contrary -
" to predictions of a few “years' ago, teaching positions have not
declined because of the decreasing d mand for agricultural courses,, ~ | - -
-Education is the most. noticeablé ‘example of a professional or ~ !
applled disaplme in which the job market has become uncertain.
Alternative careers for educational dm:torates however,, rnay be’
_seen in industrial and- gavernmt‘:ntal openings that’,can utilize "
. educational expertise in'training and developmenti‘ capacltlesw-?"
Speclallsts in curriculum development and instructional” methcds
- may find openings in ‘military organizations, government agencies
*, "and- ::crporate industry, Ins;ructmnal media specialists' may be .
" employed in libraries, private research and service organizations, -
and mdustnal training. Spemallsts in physical education may find :
" “new” careers in community service or public recreation. Others, - ‘
: guch as qdutahcinsl psychglagists and counselcrs, may .vork inthe | .

- Business, mdustnaland Emancnal management maybementmnéd .o
as a pmfe_asmnal m applxed Eeid mth pa‘l:hcular relevaﬁce Fcr &

many. i:h':tflplmes cften shake down” to anagement careers.

‘Resourcé development and utilization, as a majcr -social concern,

suggest aphons for many specialties in the management of renew-
. .. ableresources (soil, water, air, plants and animals) and the EQESEI’-
-7 vatmﬂ of nonrenewable resources (Eassnl fuels and mmerals)

“PROGRAM CHANGES AND MODIFICATIONS

) There is lrony perhaps in the fact that the Ph.D. has tradltmnally ’
"._been regarded as a general degree and rot as a specialized one. L
-~ “Déctoral programs have not been purported Yo train or prepare - -

: \‘;éndldates for specific teaching fields or for faculty positions as ;
- such. It is the college or university in its role of employer-that has -
_placed such a high premium on the doctorate and not graduate  * . = -

 departments in their provisions for'advanced learning and study. .

. Graduate education, however, has been notorious for its rigidity. =~
" Graduate faculty believe that advanced training and study should
_be research-oriented and should take place:within a traditional

discipline where thé doctoral candidate masters the basic structure
of that discipline and becomés samethmg QE a novitiate thhm a
community of scholars. . .
‘  Entry to gradiate work. depends not only on the cppnrtumtles
that are perceived in advanced study but on the lack of opportunity
seen in terminating one’s education witha bac:alaureate degree -IF.
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- semphases on adult development and.career changes in general.

PR

.opportunities and possibilities are tnattractive upon the comple-:.
tion of the bachelor’s degree, many. students will be receptive to —

taking graduate work, whether or not attractive possibilities on

 Jeceipt of the doctorate are foreseen. The.depression years of the. .

1930s suggest that graduate work,survives even when its rewards
are hardly more noticeable than those at the undergraduate level.

.. New Clienteles -

'A major determinant of program changes to meet néydeméndg

* is the increased rate of participation' by women ‘and minority

groups. If future rates of participation-are higher than anticipated,

- the status, mobility and professional advancement of new.doctor-

-atés may be altered appreciably, Women have received over 20
percent of the doctoral degrees conferred in the past five years,
Black Americans have received over three percent, while other
minority . groups -combined. account for approximately eight

" .percent.8 Virtually. all efforts to project supply and demand-are
-sensitive to the contingericies of increased participatiori by women

and minority groups, but it is not known how well projected trends

" "accommodate these contingencies.. :

* Other. .conditions’ bearing -upon. the: emergence. of..alternative

past; -and the ‘likelihood of success for, new kinds of doctoral

degrees. The successful accommodation of patt-time or irregular .

graduate students will. require . more ' flexible scheduling than

graduate schools ‘have permitted in the 'past, and institutional

- ‘interest in or commitment to the part-time or irregular student may

. await satisfactory funding-arrangements. Course scheduling has -
- been dictated by the needs of traditional, on-campus students, and
institutional resources are closely tied to full-time students. Yet the "'

5]

careers are the participation rates of older, part-time, or irregular -
_-graduate students; the extént to which Ph.D.’s will be acceptable to ™
" community colleges that have avoided their employment in the

..potential pool of ngntraditional graduate students. can_be seenin__
the emphasis placed.on continuing education for professional,. -

managerial and technical personnel in midcareer and the strong

. Increased pressures upon two-year or community colleges to -

'upgrade their teaching faculties may alter significantly the demand

for certain kinds of graduate work, If ‘incentives are given in the

form of salary increases tiéd.to advanced study, community
.. college faculty will undoubtedly seek additional ‘graduate work. -
", The National Board on Graduate Education has recommended the
. development of cooperative programs between community colleges

- and universities that.will strike the right balance between disci-""
~. plinary coursés and instructional methods.? Alabama is one state
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_-that has - provxded incentive by . regulat;gns dlrectly affectmg the, _—
. salaries of community college staff.10 '

The ' implications, of alternative  graduate institutions and -
pmgrams are difficult to draw. The emergence of Union Graduate

7. . School, Nova University, and ‘Walden -University suggests the
" existence .of ‘needs. that. presumab!y are not being met through .
" ~traditional study, but the impact of thesé institutions is unknown.

Their creation .and popularity would appear to document the

percéived heeds of some degree candidates for individualized; off- ~ -+~ =
. campus instruction; greater participation in prograrﬁ planmng and
. course selection; and more, practical, directly relevant forms of"

research and study. Much the samie can be said for graduate pro-
grams listed as innovative or experimental. One directory11 lists
over.a hundred such programs and their requirements. The criteria
ﬁ:r such zlassrﬁcatmn would= seem h: depend prlmanly upan the

In brief, ﬁhaﬁges in the stru:tural or orgamzatmnal arrangements ‘

. of instruction, such as residency on campus, internships and prac-
" ticums, and mdependent or individualized study, are more notice-

able thari innovations inlearning content and substance. The direc- .

- tioni of change in the latter would seem primarily to be toward
. career-orientation and Emphaﬂs on service-learning.

3
Predictable Reactions - L

The “glut of Ph.D.’s” in the job market of the early 1970s was -

. interpreted by some academic leaders as an -opportunity ‘to
~ strengthen both graduate education itself and the professional
-standards of college faculties. The unplanned growth and expan-

" sion of the 1960s had produced unanticipated and uridesired '

corisequences, ‘and the changing job market was & be welcomed lf

» jlt could produce some much needed reform or stabilization..

Ways in which. graduate education might be strengthened are:1)

l mcreased selectivity for admiissions to graduate work, 2) reduced . R
—time and effort in recruiting students, 3) improvement of student 10

‘advisement ‘andcounseling; and 4) concerted -efforts to review

graduate programs for’ purposes of reducmg nﬂnprodugtwe or "
. excessively costly programs.

The experience of ‘some' research umversmes during the early =~

" 1970s suggests that reduced recruitment has been a more noticeable
“reaction than increased selectivity or better recruitment practices.

Active recruitment of highly talented candidates has been increas-

ingly ‘difficult with. the diminished support of graduate education . l

by the federal govemment and increased selectivity has not always

‘been pass:ble because le the ' caﬂdldates sttracted to particular
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~ definite interest in program review because of the limited resources * -

.certainty that graduate faculty will turn the use of' s

e

El

, grac]uate mstltunons and pmgrsms The :hangmg attitude Gf the '
., federal government toward graduate educatmn has been accompa- - :
“nied by changing values and attitudes in undergraduate students .~
d be highly sought candidates for doctor-", "
ducation-fields,- such _as _law. ‘and -
. medicine, have been particularly attractive to undergraduatesx '
. seeking ways to cope with social and environmental-issues, By the
same token, these' same’ issues have led to a ‘negative reactmn fx’

who at another time. woul
al prcgrams Professiona

toward : science and technology by many students.
Improvements in the advisement of graduate students and betEEf
supervision or direction in the preparation of doctoral dissertations®

are difficult to detect’ Enrollments in many programs have not'

dropped sufficiently for these particilar purposes, and there is little

plans and: interests of their students.’ Few xmpressmﬁs can. be
gathered that graduate education has yet returned, or is about to

" _return, to the kind of close, personal relationships between faculty
-mentors and students . that .is sometimes envisioned. . Numbers

alone, if not the divergent interests -and valueg - pf‘f aculty and
students, would.suggest that graduate work will\remain more
independent and individualized than undergr‘éfduste édm:atmn but
it will not become “ideal.”

Commendable effort may be seen in the review of doctoral
programs in graduate and. TESEarEh universities - (see Chapter 4).
State governing boards and coordinating agencies have shown a

available to. higher education in.- general and- the competing

demands of institutions'and programs.12 Forms of internal,” self-." "
initiated program review are increasingly evident, hgwever,rand .

signify an appreciable attempt to “heal thyself.” Internal review

procedures may include the advantages of self-study and the

‘benefits of outside consultants or visitors. Graduate departments . .

must gather and analyze the various kinds of data. needed ‘for

program review, and professional colleagues in other departments -
. can render valuable assistance. through interviews with depart-
mentél staff and graduate students : 3

Graduate Wka at Dther Levels

The changmg demands made upon graduate wark at the dcctaral

" level have both obvious -and hidden implications for advanced
study at other levels. The master's degree has acquired a dubious

status during the years of rapid expansion at the doctoral level, but
the number of master's awarded in the past decade suggests that the

: degree continues to have a certain attfactlveness or: marketsblhty

- -ofits own. -

ire time to the .
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The Council of Graduate Schools, has issued a policy statement:
on the. master’s ‘degree in which encouragement is given to the
strengthening and improvement of work at that level.13 Programs
for master’s work should encompass a well-defined and recognized

_areadf advanced stidy and should be available to’ students seeking
. levels of academic - accomplishment _substantially - beyond the -

- baccalaureate degree. The master's would seem to be a level of -

"

~ graduate education at which both specialization and broad founda- -, . '
tions should be encouraged. It is, in the opinion of many observers, -

the ideal location for experimental or innovative approaches to

© advanced study. :

More important, perhapéﬁhe master’s degree continues to serve

- the educational needs of students seeking their first professional

degree in various fields. The Master of Social Work, (M.5.W.), the
‘Master of Business Administration (M,B.A.) and others are logical,

* terminal  degrees for their respective specialties, andgraduate

programs offering such degrees-have 'usually resisted pressures to

. upgrade their degree requirements unnecessarily. The success of the-

Master of Philosophy and the Master of Arts in Teaching degrees,
both of which were originally intended to serve the needs of teach-
ing faculty, has been less notable. The Doctor of Arts degree only.

. recently has heen given a “clean bill of health” by the Carnegie

Council on Policy Studies in Higher Education,
Course Content and Substance _
The extent to which doctoral programs are actively changing’

" course offerings and are content to meet new demands or expecta-

tions is difficult to determine. A general impression: is readily
formed that institutions are actively considering program changes:
to accommodate new clienteles, such as junior college faculty and
older, part-time students. Others are engaged in redefinitions of
specialized fields of study through mergers or combinations of

_ traditional majors, while still others are apparently interested in ' -
" strengthening the use of minor or collateral fields of study. Higher

education as a field of study, for example, has become of interest to
doctoral ‘candidates in- traditional disciplines because it offers a

" collateral specialty or'complementary exposure that could prove =
beneficial in the job market. The frequency with which doctorates - == -

enter teaching fields is still sufficient to suggest that courses in

- instructional methods or curriculum development can be an asset.

Opportunities. for administrative positions are plentiful enough to

“suggest that a background in academic organization and gover-
"nance could be a decisive element in the candidate’s credentials.

. A more common response to changing circumstances in graduate

_ education may be the addition or deletion of specific courses and
re-directed emphases in instruction. The receptivity of academic

E¥




departments to courses or seminars in teaching methods is a notice-
able change on some university campuses. Where “methods of =
instruction” once were thought unnecessary for bright, articulate s
‘graduate students, the depressed academic job market has brought
a better appreciation of teaching effectiveness as such, and more
‘willingness to “teach how to teach.” The teaching assistantship is
‘nolonger sufficient for the development of teaching skills, and y
 seminars or workshops linking disciplinary concepts and instrue-" - -
tional methods make increasing sense. . '
_Other “add-on” ccurses include efforts to provide subsidiary
skills and competencies in research, communication skills, or =~
project:management — and general exposures to public policy
issues or concepts of professional development. The intent
obviously is to supplemenit the doctoral candidate’s program of
“specialization with career-relevant coursework that could be help-
ful in the job market. The success of such courses is, as would be
expected, impossible to determine in the short run., Many may.
/' suffer from forms of ad hoc panaceas that have not been successful
at the undergraduate level — e.g. ethnic studies, female psycho-
. ‘history, etc. — but they do represent a -consideration of career
‘7" placement on the part of academic departments and graduate
faculty. : ( R

The active consideration of new or different careers for doctoral
graduates and the reconstruction of courses or programs to serve
those careers vary greatly from academic discipline to discipline -
and from institution to institution, Just:as generalizations about’

supply and demand must be closely qualified by area of study, so

- must attempts to summarize program changes. The encouragement

" of ‘néw career patterns, "however, will affect the choices and
decisions made by doctoral candidates both in the selection of
coursewark and in job- seeking. Modifications in degree require-

- ments, pragram content, and course offerings will undoubtedly be
made as doctoral students seek employment in alternative occupa-
tions and make their success or satisfaction known to- their former
mentors. L : L

The extent of program changes within the physical and biological
sciences appears to be dependent upon the perceived placement
opportunities within industrial and goyernmental markets: Disci- '
plines evidently maintain a status quo when their graduates are
having no difficulty in postdoctoral placement or when there

simply does not appear ty be a significant non-academic market for.- -

w

 its graduates. Virtually all\the physical and biological sciences may -
__be described, however, _a%“increasingly sensitive” to industrial,

=" business and governmental sectors of the job market.
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Program changes within the humamnes mc]ude interdepart-

. ‘,mental exchanges whereby students in_ hxstary may take course- .
o work-in lxbrary sciences and Students in Romance languages may
~. - take courses in business or journalism: Some disciplines' such as -
: philosophy, speech and foreign languages have become. greatly
interested in providing service courses for other disciplines. Such -

courses can pmv:de both an extended base of knowledge for
students majoring in other disciplines and maintain course enroll-
* ments within the ‘service - department. Camparative literature
"courses have become quite attractive to-older;-part-time-students -~
"> who desire -only to follow their-. mtdleﬂtual and recreatloﬁal \
' interests. o ‘\
For the behavmral and so:*:lal smences, modlﬁfatmrls in prngram
" content or substance are seen in the broadening of subject-matter -
, -courses that will lessen the Eg‘nphasw on specialization, an increased _
concern with sharpening research arid applied skills, and different . ..—
distributional requirements for minor or collateral studies. Course.
content is revised i in some insta nces to mske its value more obvmus

s

=

“include mterdlsmplmary appmac‘hes to SGClal and cultura] issues .
. that place the discipline in better perspective.

. " 'No .attempt is made to summarize program :hanges in

“ professional or applied fields. Change is undoubtedly dependent

upon the peculiarities of specific professions, and generalizations

ACTOSS pmfessx@nal specialties may be absurd. Many professional  ,:

or applied fields have not experienced the shock waves felt in the

"+ . humanities, and the impetus_for program changes apparently

\comes from other sources. The overall demand for professional

\edut‘ahan has remained relatively high, and graduate students who
once sought traditional disciplines have been turning increasingly _
to fields of study where the hnpe of tangible rewards has appearecl
“better Founded ".‘ :

kY

\ - SUMMARY AND CDNCLUSIDNS

i The uncertain job market of the-19705 has produced an extensive .
.._..——concern both within the professional societies and in graduate insti-~
tutions . for the career placement of new  doctorates. As the-
academic job market has tightened, the search for other career
options has intensified. Ph.D.’s are regarded as talented' and
 versatile,- and they are thought" to have specialized ‘skills and
. competencies that should be of service in non-academic occupa-
! ;tions. With the continued possibility of a national oversupply, new
* - doctorates must gain job opportunities increasingly. in industry, «
+ business, government and ather ssectors of the non-academic’ ]nb e
market i

" :.c:h m
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The overall pxctu e for new careers, different optluns or other -

alternatives varies greatly from discipline to discipline and from

.spezxalty to ‘specialty within the separate dlsclplmés .The broad,
. general category of physical and biological sciences gives employ-

ment outlooks that are quite different from those in the humanities
and arts. The biologica! and social sciences differ in'job possxblhtles

from the larger category of professional or applied fields.

The resolution of career problems and issues requires coopera-

“tion among national agencies, such as the National . Science
Foundation,professional societies and associations representing the

various academic disciplines, ‘and the graduate institutions supply-

ing the nation’s doctorates. All three have vested interests in the -

national supply and demand of Ph.D.'s, and the overall | process,

must be studied more systematically.. Graduate institutions need
better information about the placement of their own graduates;

professional societies need better monitors for the dips and swings °

of job markets; and federal agencies need a closer working relation-
ship with other agencies and institutions that are- obvmusly

. concerned w:th similar or related problems,

By virtue of their talents.and advanced study, Fh s must be
regarded as a national commodity, and graduate mst:tutmns
professional societies and federal agencies must address the issue in
terms of national needs. Regional and state variations are evident,

-however, and should not be ignored in pfﬁgram plannmg, develap-

ment and evaluation.

Program changes in graduate e edutatmn are diverse and exténsive’

but may not address career prc\b >ms and issues as directly as they
should. Some suspicion must be Expl’esséd that many of the career

_options and alternatives' explored’in the 1970s are strictly stop-gap’

measures. Some observers believe that many Ph.D.’s will remain in
non-academic positions only until such time when suitable academic
appointments become available. But there is also reason to believe
that experience in non-academic employment could ‘benefit these

‘returning Ph.D.’s lmmensely Graduate education has been a
<cloistered experience in many respects, and«the present concern

with alternative possibilities is not thhout bEﬁeﬁtxal effects upon
the overall perspective of Ph.D.’s,

. Program w:hangés in graduate educatmn will undnubtedly;-
. "continue on'an incremerntal or gradual basis, Visionary refgrrns are

neither urgent nor likely. Distinct - advantages should: accrue,

=

however, if continued program changes include a systemic conéern.

for. instructional improvement both in the conduct of gradate
courses and in the preparation of graduate students who will enter

‘the academic labor market. Other program changes should be
~ made with continued sens:txwty to the capnces of job market and ‘
placement opportunities, : S

3“ - T ;‘ 49




O

ERIC

Aruitoxt provided by Eic:

“11.

12,

“13.

i
~

C 2

' Z;;m!brana and Alan D. Entine, A’ Gmde fo

a0 .- L=

fSﬁuthEl‘ﬂ Regmnal Eduzatmn Euarr Frmnnes for Pastseeanda@fv
Education in thE Sim”l Atlanta ‘5RE L??é :
AflanM Eartter Ph.D. smd thEAEHdX"
;M!:EI‘EW-H?" 1976.

. See-David A, Trivett, Graduate Education,

American Association - for Higher-

in the 19?!‘15 Washmgttm, n
du¢ation, 1977; Ana-L. "
Career Alternatives for

."Academics, New Rochelle, N.Y.: Change ?anne Press, 1976; and

: Laﬁguages New York: ML& 1975,

1 societies such as the
ide. for Job
nd Foreign_

various publications by different profession
‘Modern Language Association” of Americy, - A !
Candidates and* Department - Chairmen * in \English -

. Betty M. Vetter, Supply and Demﬁnd far Sﬂgnt' ts and Engmeers A

_ Review of Selected Studies, Washington, D.C.: Scientific Manpower”

m

Cgmmlssmn. 19?7 - o ) _r;

., Most of the nbservahans reported .in this and Fa]luwmg sections are
based on interviews with over 30 graduate caurdmatars in varjous
fields of graduate study. Other sources include the publxtatmns of the -

" National Board .on Giaduate Education, especially’ Outlook - and

Opportunities far Graduate Edufétmn TFE Fmﬁl Reg n‘ Washington,
D.C., NBGE, 1975, _ A
N ) ;
. Paul]. Wanas (Ed ), Career Dppartumnes for Psychalag:sfs Washmg- )
ton, D.C.; Amierican Fsythalaglcal Association, 1976~ .

o
. ThomasE, Mann Cafeer Altematmés for Political Sclentzsts A Guide
for Faculty and Graduate Students; Washington, 'D C: ‘Amencan
Fahtu‘:al SEIEREE Asst;n:natlnn, 1976. .- ) .

. Data fmrn Natmﬁal Research ﬁauﬂﬁll repr:rted in The Chramcle nf
H:gherEdu:ﬁtmﬂ Maﬂ:h 27,1978, -

. 5.V. Martorana, Wllham Toombs, and ‘David W. Brenenfan (Eds)

Graduate Education and Community Colleges, Washxngtun, D C

" Natmnal Eaaré on Gfaduate Edm:atmn 19?5

. Abfam W Vandemeer A ngkmg Fapef on Meetmg the Needs of

 Faculty Development in Two-Year Colleges by Means of a Doctoral

o ;lhEam\atmn CEntEf '

ngram at the Umvers:t‘y’éf Alabama” (unpubhshed manustﬁpt) y

\
Natmnal Iﬁstltute u’{f Education, Inﬁr.ltmnue Gmdume ‘Programs
Directory, August 4975, Washmglan DC Educatmnal Resources
19?5

Planmng for Statemde Prsgram Appraval and Rewew Issues in '

) H:gherEdumEmﬂ No&.11; Atlanta: SREB, 1977..

'The Mas:ers Degree A Pnll:y Stazement, Washmgtnﬁ DC
. Couneil nf Gfaduate Schnals inthe Umtgd Stat&s 197& . :

iiﬁ-LaEnrMﬂﬂget. NéwYﬂrkz I




. satisfying.

)

CHAPTER FOUR

INFLUENCING ACADEMIC

- OUTCOMES: |
| ~ THE POWER AND IMPACT OF
' STATEWIDE PROGRAM REVIEWS

N |
IAMESR MINGLE
P : mistic prajéctinné of the need for new Eaculéﬁ?dinéﬁi‘tabl?

to the %uegtians:What can be done about it? Will the market adjust
itself? Will the institutions responsible for the production of new N

faculty adjust themselves? What can and should statewide planners

and decision makers do? 7 .
This chapter is concerned with the states’ response to the

- question, "What can be done?” Its basic assumption is that neither -

market forces nor the institutions acting alone will aileviate the

- problem fully. The states’ options to ¢onfront these difficult and -

complex questions are several; but none of them are thoroughly

Statewide planning and evaluation of higher education have

_ developed tapidly in recent years with authority settling primarily

\ T h

_ in the haﬁd,\f}f regulatory coordinating boardsand central govern-

ing boards. Their ability to influence the academic outcomes of
institutions, however, is constrained both,by knowledge and long!

-standing traditions of academic freedom and institutional autono-.
- my. State planning agencies can implement change through analyt-

ical studies' and budget recommendation; but the effect of these

v actions is limited. For the most part, higher education continues to
" Be funded on an incremental Basis — last year’s budget is the base -
. forthis year’s, leaving little flexibility, Formilas are equity devices
designed to distribute funds according to shares of enrollment, not "

o



academic outcomes. Institutional management prerogatives usually
prohibit much direct control by states over the allocation of dollars
to specific programs and objectives. Analytic studies and man-
power projections done by state agencies, while valuable' tools,
depend on the more indirect power/of information and “fact” to
influence. Findings which demonstrate the need for new kinds of
graduates and a declining need for others can be and are sometimes
ignored. / :
The power to approve new programs and. review and terminate.
existing ones is a different matter, however. But, review of academ-
ic programs, even when carried out by the higher education com-
munity itself, is a highly sensitive subject. Intrusion into questions
of quality and institutional freedom as well as the potential power
of program review are involved. Aspirations of growing institu-
tions can be limited, other instightiang expanded, interinstitutional
cooperation mandated and programs terminated. These decisions
_can bring about sweeping and often painful changes in the institu-
tions which experience them. Used wisely though, program
approval and review powers can be higher education’s most effec-
----tive-tool for rational planning and accountability. A :

A number of states, through coordinating and consolidated
governing of system boards, have undertaken academic program
reviews of their instititions’ existing programs. In some states,
review has been limited to public institutions; in a'few, both public
and private have been included. A variety of approaches have been

_ used, stemming. from different ‘motivations and using different
criteria for evaluation. Brief summaries of activities in Florida,
Virginia, Tenﬂzssee, Kentucky and New York, and a more detailed
study of the recent review in Louisiana, describe approaches taken,
These examples suggest two distinct types of review: quantitative
ones concerned'primarily with degree productivity; and qualitative
ones concerned with a broader set of criteria — duplication,
efficiency, need %ﬁd effectiveness, ,
~ Central to this inqujry are the answers to questions about the
efficacy of statewide z‘eview and its impact on institutions, both
intended and unintended, as well as its relationship to manpower
considerations, cojt savings, vlanning and coordination, and quali- -
tative improvermnent. Cos .

 SELECTED STATE REVIEWS
Virginia . \ /

. Virginia's review c}\ exis,,/iﬁg p‘rggr'aims;, conducted by the State
Council of Higher Education, is limited to quantitative factors,
namely, degree ,pmd}x 'ti)litjy. With community college programs
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reviewed one year and senior level programs the following year,
the Council cognducts its review of public institutions once each
biennium. Quajitative evaluation, the Council notes, is “at least as
important” as degree productivity, but the responsibility to assess
quality remains‘with the institutions. !

Thetirst step in Virginia's evaluation is the tabulation of degrees
corferred in'each program at each level and calculation of the
average per year over several years. The review allows for recogni-
tion of start-up time for new programs, exempting, for example,
doctoral programs begun within the past four years. Using an
annual average over ﬁve -years, bachelor’s programs are expected
to produce five degrees per year; master's programs, three; and
doctoral programs, twe. Programs which do not meet these levels
can be justified for continuance on the basis of service to other
programs (courses offered by on¢ program but used by other pro-
grams) and/ or research projects underway.

Since 1974, Virginia's quantitative review has resulted in the .
termination of 143 programs, including 10 at the doctoral level.
The cost impact, however, has beert minimal. With few students
and few resources devoted to low productivity programs, little -
direct saving is achieved by termination. Library budgets are af-
fected, however, since they are explicitly tied to the number of pro-
grams by level.

Tennessee
\\

5,

Tennessee's efforts to review existing programs have also been

‘quantitative in nature. Initiated by the Tennessee ngher Education

Commission (THEC).in 1974 and conducted again in 1977, the
reviews consisted of identification of programs at all levels with
low degree productivity, followed by mdependent evaluations by
the two institutiénal governing boards in the state, Programs are

-classified as low-producing according to level, age of the prog\a\m

and .average number of graduates during a four-year period. For
example, associate degree programs in existence for longer than
four years with average degree production of less than 10 graduates

. were included in the low production list in 1977. Likewise, doctoral

programs over six years old with less than an average Df three
graduates peryear were included.

The two.governing boards have developed additional criteria to
evaluate low-producing programs, including standards for faculty
load, cost per student credit hour, utilization of courses in other
programs and “headcount” enrollment of majors. The review in .
1977 produced a list of 293 low-producing programs (about 30

//
o
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percent of all-;i ograms offered in the state). Of this number, the

~ governing boards chose to terminate 11 programs, consolidate 13 -

additional ones and continue to-monitor 140 other programs for
Elther one-year or three-year m depth reviews.

the fE\new the ellm.natmn uF lﬂW’iperucmg prngrams dces not
necessarily mean cost savings. By definition, these programs have
few students and generate few dollars through the formula system
in Tennessee which links enrollment directly to appropriations.
The cost impact of the 11 programs eliminated was estimated by
THEC at $35,630, an amount which represented the estimated ap-
propriation generated by these programs for FY 1978-75, had the
programs been operational in fall, 1977, Eight ‘of the programs
terminated had zero cost impact, representing situations “where the
production of graduates was virtually nonexistent (and) the institu-

~ tions had’ alfeady reallocated the faculty pasxtmns to more viable
" programs.’ : -

Florida . L o

Florida is an example of a state which has evolved from a review
dominated by quantitative factors to one which is primarily quali-

_tative in nature. Initiated and conducted by the State University

System (SUS) in Florida (a Eentral governing board for-all public
senior institutions), program review prior to 1975 was limited'to an

“-annual analysis of degree productivity at'different levels. Under-
. productive programs were placed “on probation” and ‘if they

remained underproductive fer three consecutive evaluations, were

. ‘subject to in-depth study (which mcluded quahtatwe considera- * -

tions) and possible termination.

B The procedure produced substantial DppDSlthn among Faculty
and admimstratms in the institutions, who argued that the princi-
pal purpdbe, despite the qualitative aspects; was to terminate
programs. Further, they objected strongly to applying the term
“probation”. to the underpmdur:hve programs identified by the

Regents’ staff, While the term may have had appeil to legislators, * -~

and possibly to the.lay public, in the minds of the faculty it left the
program with a stigma from which it was difficult to recover.3
Beginning in 1976, the review of programs in Florida was sub-

_ stantially altered. Now, in the first cycle of a five-year. cantmgcus :
 process, SUS has undertaken the review of all programs in its insti-

tutions: Reviews are conducted of programs, across all levels, at -

" the same time. While discontinuance of programs is one possible _
‘outcome, the emphasis has shifted to qualitative considerations,. o

which can mean enhancement as well as terzsination and other

‘options. Unlike the preel'??& E\raluatlnns, outside ccnsnliams now --
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play a major role in the process, a thange which the Systém EIEEICE‘

notes has greatly increased the cost of evaluation.
Evaluations .began. with teacher education and engineering

" programs in 1976; along with the independent studles and external

degree programs offered in two institutions: By spring, 1978,
reviews had also been completed in oceanography and marine
science, foreign languages, classics, linguistics and nursing.

The Board of Regents has accepted a wide-rangi-ig set of recom-

- mendations from the review process thus far. In place of a pro-

posed new engineering program, the engineering review recom-
mended a consortium arrangemerit for the southeast Florida area,

In teacher education, some doctoral programs will be phased out”

(Florida Atlantic University and the University of South Florida)
and a‘recommendation was adopted which aimed to' limit under-

graduate education enrollments statewide, As a result of the

- program review, the Institute of Oceanography was directed to

.- revise its plans to include participation of private institutions, The

Board also adopted the recommendations of the consultants to

phase out a bachelor’s program in nursing at Florida International -

Kéﬁtuéky

Egﬁtucky s review of programs falls into the qualitative categor}!
Begun in 1976, the review was limited to doctoral | programs in the

two insiitutions which offer programs at that level — the Universi- '

ty of Kentucky and the University of Louisville. The review was -

conducted by a panel of consultants drawn from outside the state.4
The institutions were asked to submit selected data about all of.

their doctoral programs and, from these, a number were selected

for intensive review, 'which included on-campus visits. The panel

chose to hold on-gite evaluations of all of the University of Louis- - .

ville programs and a selected number at the University afKentucky

. The panel, in its own words, focused on quality but “inevitably”
. was also_concerned wnth ather c;ntena such as flEEd costs and - -

benefits.d
" Panel consultants did not make SpEEIf[E‘ reccmmendatmns on d15=

“markedly improved or suspended until a furthé 'E:tﬁpert
evaluation could be conducted. A small group of programs at both
the University of Louisville and the Umversnty of Kentucky fel\

conducted, however; the Council decided to pcstpnne action and
study more closely the question of need for the programs before

proceeding. Following the doctoral reviews, the Council also chose _

A

-.continuance, but recommended, .in some cases, that programs be .

into o
this_probationary category. The “expért” evaluations were\not )
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"to expand its review to the bachelor’s and master's level so that

decisions about a'particular program would benefit from evaluation
at zll levels. ,

The panel found that most doctoral programs in the state were
relatively small and involved minimal cost, althuugh they admitted
that cost was difficult to determine, especially since evaluation had
been concerned Dnly with the doctoral level of degree programs.

Program’ review in Kentucky was part of an overall effort to .
revise the “role and mission” staterrients of the state’s universities in-
an effort to make them more specific and eliminate duplicative
efforts. The principal conflict came over the respective roles of the
University of Kentucky-and the University of Louisville, both of
which" chuéht hard 'ta p‘revérit any regtrix:ticm on their current

des:gnatmn of the Umvgrs;ty of Louisville as the statgs ,qrban -
, umvers:ty (whif;h implied a r’ndre limited -array Df programs)

Umversxty of Lotisville ab;ected by argumg that the state should
expand, not  contract, doctoral education. Furthermore, the
University of Kentucky objected to Louisville's designation as “the
urban” instituticn as a possible basis for restricting_its own
offerings.. The fina] compromise reassured the University of Ken-
tucky of its responsibility to offer programs “in all fields,” while
LDU]SV]“E ‘was told that the tfltermn in termmatmg pragrarns
but whether these prt-grams fit the mstltutmn' " rban mission. Irl .
the words of one observer, it was a compromise which designated
Louisville as “more than a regu:mal umversxty but less than the
Umvers:ty of Kentuzky : ’

NewYerk C :

Postsecondary Educétion in New York is preéidedbver by a

Board of Regents which has the responsibility for planning and
“¢oordination, registration of institutions and program approval for

both public and private institutions. The Regents appoint the
Commissioner of Education, who is the chief executive officer of

- the State Education Department There are two statutory public

institutional governing boards in the state — one for the State

“ University of New York (SUNY), consisting of 35 two- -year institu-"

tions and 29 senior institutions; and onéfor the City University of
New York (CUNY). L
Through the staff of the New Yi:rk State Education Department .
the Board of Regents became increasingly concerned with the
evaluatmn nf dacmral educatmn m the early 1970s. In 1972 ‘the:

60
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Regents announced the creation. of a COH‘II‘I‘IISS]DH on Doctoral
Education which released its report in 1973. Among other recom-
mendations, the “Fleming Commission,” as it came to be known,
recommended that the Regents undertake comprehensive evalua-

" Hon prm:edures for its doctoral programs. 6

The Board initiated a review procedure using outside consultants
in 1973, beginning with seventeen Ph.D. programs in history. In
the next two years, reviews were alsg completed in astronomy,
English and physics.

The resulting terminations at both public and prwate institutions
shocked and angered the institutions, especially the Board of
Trustees of SUNY who went to the state Supreme Court to chal-
lenge the Regents' authority to terminate the English and history
doctoral programs at the Albany campus. The case was resolved in

. 1977 in favor of the Regents’ action to terminate.

While program review. as conducted by the Regents was not
specifically tied to budgetary considerations, neither was it un-
related. Both the state in general and the public university system
were undergamg a financial crisis of the first magmtude during the
period.. ‘

Senior institutions in the SUNY system were also’ ccnductmg_
program reviews during this period of retrenchment in New York.

. Emmett B, Fields who assumed the presidency of SUNY-Albany in

1975 (now president of Vanderbilt) talked to a group of Southern

. legislators about the impact of that retrenchment on his mstltuhcsn
and the use of program review to carry it out, 7

Fields noted that. when the éxecutive budget was published fr:f

"19?6 77,"SUNY-Albany found that it was scheduled to lose 118

positions and. nearly $1.8 million from its base budget of %44

" million. (The budget had been reduced by $1.2 million the previous

year.) The institution was faced with a double problem. Not only -
was’ it.necessary to make these mandated cuts, but long-term -

. planning meant that additional funds wauld need to be freed to
".. enhance other programs.

An administrative and faculty task “force was able, wzthm a

mbnth's time, to put together a plan which not only managed the
maﬁdatrzﬁr cuts ‘but freed additional resources for. program en-

" hancement. The task force established a system of program priori-

ties, using five criteria: 1) program quality; 2) centrality — the

degree to-which 'a program fepresented a basic and traditional
dxsmplme 3) potential for the program to “‘address policy issues,” a

. mission. which the institution had recently adopted as its new '
“direction; 4) student demand; and S) cost.’

The Task Fgrce reccmmended to the Commissioner that 20

degree e programs be termmated at SUNY Albany. Included were

57
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* eight bachelor's programs, the elimination of sevé';'al whole depart-

ments, and the entire School of Nursing. In all, about a sixth of the
institution’s program offerings were eliminated. In addition, a
number of administrative offices were recommended for termina-
tion, reorganization or reduction of personnel. :
The recommendations were accepted by both the Chancellor and
the Board of Trustees of SUNY, The legislature passed the
Executive Budget with one adjustment. :
SUNY-Albany was able to respond so quickly and effectively to
financial retrenchment because of a program review initiated and

—~angoing since 1970. Ninety-four separate evaluations had been

conducted. Through a system of external peer. review and the
development of a sophisticated data base, the institution had

managed to arrange its priorities and respond to budget cuts. The

institu,tir:m gc:tes,,”haweyer,, that it was its own review, not the
Regents’, which allowed for the quick response. '

Louisian:
Louisiana <

The Louisiana Board of Regents, successor to the Louisiana
Coordinating Council, was created in 1974. It serves as the state--
wide coordinating agency for postsecondary education. While its
name implies central govérnance, institutions are-actually managed
by three constitutionally-mandated governing boards. The Board

and coordination, and all proposed and existing degree programs
are subject to Board approval. - o :

The Board of Regents chose to exercise its power to review
existing programs within the first year of its existence. The problem

__of duplication of doctoral programs was viewed as especially acute.

Louisiana, by 1975, had distributed doctorai education among
seven different public institutions, in addition to the doctoral pro-
grams -at-independent Tulane, and was facing aspirations for.
doctoral education from other institutions as ‘well. Planners-
compared their state in this respect to other Southern states of

« similar size and resources which had only one, two or three

doctoral granting schools.

¥
A

|

1
i

. of Regents, however, holds constitutional authority for planning .

Motivations to initiate the review were a mixture of concern over. -

‘cost and efficiency, the employment market for graduates, and the

_quality of the programs. Initially, however, questions of cost and,

need appeared to dominate the thinking of the Board. Planning for

the review of doctoral programs was done by the staff of the Board
of Regents. Time was a critical factor — the staff had set a gaal of
completing the review of all doctoral programs in the state by the

- -spring of 1976. Borrowing heavily from the few states which had .
- -undertaken qualitative reviews (especially New York), the staff put

=
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together a review process which began with the duplicated pro-
grams and then moved on to the unduplicated ones. Institutions
completed “self-study” reports for each of their programs by
providing data on a number of program elements, including
structure, student characteristics, personnel, curriculum, facilities,
library resources and finances. The qualitative evaluation was
conducted by visiting teams of consultants from outside the state.
The teams evaluated all of the doctoral programs in Louisiana in
their respective fields.

Consultants were selected by contacting” the national profes-
sional associations and submitting lists of namies to the institutions
for their additions and deletions. After examining the self-study
reports and making one-day campus visits, consultants submitted
written reports to the Board and the institutions, whe were asked

“—— t0 respond. As evaluations were received, the Regents held public
hearings, reviewed staff recommendations and then took action.

Review teams completed the last evaluation in March, 1978.
Despite missing their somewhat unrealistic deéd]me the Board
carried out-a large undertaking in a surprisingly ‘short period of
time. The Board by the end of 1977 had made decisions on a total
of 76 separate doctoral programs in the state {programs at Tulane
were also reviewed but no action was taken on these reports).
Another score of programs await decision, pending reports from
the review teams. The tally, thus far, is 20 terminations, 48
programs to ibe "maintained and strengthened,” and eight programs
awarded a special commendation of excellence. )

None of the institutions escaped the Regents’ review without at
least one of its docteral programs being terminated. However,
‘there exist stark contrasts in the views of institutions regarding

‘program review in Louisiana. Institutional perspectives of the
process are influenced by their view of the outcomes. This differ-
ence of opinion exists within single institutions as well, depending
strongly on the impact of the review on the individual's own
department or unit. More important, the impact of the Regents’
review beyond the immediate outcomes of termination or commen-
_aation was considerably different from institution to institution.

LSU-Baton Rouge, which as a whole views the Regents’ review in
positive terms, finds its position in the state greatly strengthened.
While the institution lost a doctoral program in political science,
saw its Ph.D. programs in business consolidated, and suffered
strong criticism of its education programs, it also had programs
commended, some of which the cnnsultants praslazmed as among
‘the best in the country,

For some of the regional institutions, the impact of the termina-
tions and their response to-the evaluation has been more negative,
The review has meant not only program terminations but broader
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1mphcatlcns for the character af these institutions and their asplra—
tions for the future, McNeese State University in Lake Charles lost
all of its doctoral programs when its education programs were
terminated. Northeast Louisiana University in Monroe, which also
lost its education doctorates, was left with only the doctor of
pharmacy degree. At Louisiana Tech Unwers:ty in Ruston, where

programs in economics am:i mathematics were terminated, the
institution was left with doctorates in engineering and business

- administration.

Without any of their pmgrams bemg commended for excellence,
these institutions had little to alleviate the sting of criticism brought
about from terminations. The public nature of the review process
and its reporting in the state and national press added to the sense
of injury felt by some perscnnel in these institutions.

Institutional Impact

Let us examine more clﬁsely the mshtutmnal impact of the
Regents’ review at two institutions in the state — LSU-Baton Rouge,
the state’s only comprehensive university, which underwent 48
separate doctoral reviews; and Northeast Louisiana University.in
Monroe; a regional institutiori and newcomer to doctoral education

" which had doctoral programs evaluated in its College of Edu:atmn'
and pharmacy program.

The sheer number of ductgral prggrarﬁs reviewed at LSU- Eatan
Rotige meant that the extensiveness of the review process was con-
siderably greater than in any other Louisiana institution. During
some periods, consulting teams were visiting the campus at the rate
of one per week, an intense and txme—tgnsummg experience for the *
mdlvlduals involved.

The effect of the review went well beyond the SpE(‘Zlf!C actions

taken by the Board and reported in the press, Administrators and

deans at LSU-reported a variety of impacts on curriculum, tenure

_decisions, allocation of funds and general quality of doctoral

programs. Efficiency and concern over duplicative programs may
have been the spur to start the review, but the nature of the process

itself quickly changed the focus, External consultants, after all, are

drawn from the disciplines they are charged with evaluating. Their
focus at LSU, while not Exﬁludmg productivity and need factors,

was more on the qualitative aspects of graduate education.
* Cost saving has not been one of the outcomes of the review,.

""however. As one administrative cfﬁcer put it, “You save money by

terminating people, not programs.” In political science, where a

- doctoral program was terminated, the master’s program remains
-and the institution has chosen to strengthen the program and to
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submit a new proposal. The programs terminated in the business

school were actually consolidations, with no change in enrollment
OF resources.

This lack of cost saving. does not dlmmlsh the review's impact.
Program review at LSU undoubtedly served as a catalyst for a great
deal of internal change in the institution. In some cases, the reports
of the consultants confirmed the findings of institutional reviews of
the past and provided the necessary leverage to administrative
officers to carry out the reform. An internal review conducted by

-the institution had concluded, for example, that four doctoral pro-

grams in business should be consolidated, offering one doctoral
degree instead of separate degrees from ®ach of the departments of
management, finance, marketing and quantitative methods. These
consolidations did not limit program availability — separate
departments still exist. Administrators believe, however, they are
more cooperative and integrative in their efforts.

Internal reallocation appears to be an inevitable outcome of the
review process, even when terminations do not take place. When
review reports are released they indicate both the strong and the
weak. This creates political pressures for reallocation of resources

_which the institution may find difficult to contradict.

While the rapidity of the process caused problems for LSU, it did
provide deans with the advantage of having an evaluation of all
their programs at the same point in time. They now had some basis
to )udge the felatwe value of campetmg demands ~among the:r
tion of evaluatmg requests for add;tmnal resources outside the:r
own areas of expertise. While administrators smplled that realloca-
tion took place as the result of the consultants’ reports, they were
also quick to note the minimum degree of such reallocation because
of the small degree of flexibility allowed in the institutional budget. -

The consultants’ reports do not provide much help, however, in

- answering the question of whether to reward the strong or to

strengthen the weak, In all the program evaluations conducted at
LSU, consultants concluded that programs were underfunded.
Even the geography:. program, proclaimed as superior, was said to

" be' underfunded..

‘Review at LSU also stimulated a number of personnel changes:
The added emphasis that the review brought té questions of quality
made a definite impact, administrators and deans believe, on the

- quality of tenure récommendations made by -faculty and departa _
. ment chairmen. Standards for tenure had become distinctly tighter.
"Three of the institution’s deans had been replaced during the review

period, a change'that one senior level administrator felt was related

. to the added emphasis on quality. In the Céllege of Education, a
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new dean had been appmntéd in the summer of 1976, as the
external review began; in addition, the school had also changed its -
persanﬁel pclxcxes as the result cf the tgnsultants rEprt (which
1gnar§a)ﬁQuahElcatmns fnr merﬂbershxp on the graduate fazu!ty
were strengthened and some faculty were relieved of this responsi-

bility. In other schools and departments, a few faculty members

were encouraged to retire ear](y

One senior academic administrator believed that the most pasltwe
impact of the review was clcsély related to this question of quality.
The faculty of the mstltutmmhad forgotten their accountability to
their peers — as he phrased it, “their membership in a national
community of competence.” While accountability to the state may
have beer: the motivation for initiating the review, it is accountabil-
ityto =rs and the discipline whn:h dominated the outcomes.

Cooperation, a persistent ;heme of the consultants’ reports, was.
also affirmed by mandates Erc:m the Board of Regents to LSU, The
College of Business Admxmstratxoﬁ was charged with seekm\f ways
of enhancing cooperative efforts with Tulane's business brogram in

New Orleans. One dean noted however, great faculty resistance to

arrangements which call Far|travel back and forth between two
institutions. Cooperation costs money, he cautioned, something
the Regents had not provided when they urged this approach.

A mandate for a consortium arrangement for doctoral programs

" in_education was also issued by the Board of Regents. The con-

sulting team which reviewed education doctorates found all five
programs in the state lacking on qualitative measures and recom-
mended that only two of the programs — those at LSU-Baton
Rouge and at the University of New Orleans — be retained. They
also suggested that a consortium arrangement be formed. The
Board of Regents, which as a rule had clgsely followed the con-
sultant recommendations, t‘:hESE not to terminate the education
programs at Northwestern State University in Natchitoches, while

:letting stand the recammendatmns to phase out operations at

Northeast Louisiana and McNeese State Universities. This decision

" to vary from the consultant’s reports, as’vze shall see, was hotly -
- contested by Northeast, which claimed that other ¢fiteria besides

quality were behind the decisii:n to termihate its programs and

+ allow Northwestern's programs, to continue.

As for the impact on LSU's. Educatmn_grﬂgram.rxt was by no
means Minimized by the fact that termination was avoided. The .
openly conducted program review generated a great deal of intérest .
in the press in the area of education (and surprisingly little interest
in Dther areas) Public hgarmgs were keld and the cansultants
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publu: and press. thle the report- on education at LSU was

“graceful,” in the words of one dean, it nevertheless was also

“condemning.” The criticism of education programs in general also
greatly affected LSU. Wide publicity and an ensuing public loss of
confidence is still felt within the institution. Faculty within the
College of Education at LSU are reported to be polarized, with the
old guard remaining pa3sive or resentful about the outcomes of the
review and the new faculty hired since the coming of the new deah

" anxious to leave the stigma of the past behind.

As for the consortium, Which is to include LSU, the University of
New Orieans and Northwestern, its future is uncertain. While an
elaborate plan for resource sharing has been put together on paper,
the operational details appear unclear to those involved. The con-
sortium, which is still in the study stage, was devised as a vehicle

_for further eliminating duplication which exists among the three
institutions. Instead of being directed by the Board, the institutions
are being asked to divide up the specialization pie among them-

" selves. Whether they will be able to do so is problematical, says one -
administrator at LSU. _ '

The impact of the Regents’ review at Northeast was considerably
different than at LSU-Baton Rouge: The reaction to the decisionto ~
terminate all of the institution’s doctoral programs in education has
been gverwhelmingly negative me staff in the affected programs

of evaluation, if they exist, are nbscur&d by a percephaﬂ of Imr\g-
‘term negative consequences from the terminations. Opposition
raised by the event has yet to subside -—— more than two years after
the visit of the evaluation team. i
The institution'believes the Regents had a “prior agenda” which
mandated termination of docteral programs at the regional institu-
tions and prevented objective qualitative evaluations of their
programs. The visiting team of consultants, they asserted, were
- also biased against regional universities, and the result was a
review which was flawed in fact and judgment; the consultants and
the Regents did not believe that quality doctoral education could be
" conducted at this type of institution. In recommending that the
education programs at Northeast be terminated, the visiting team
cited its lack of “potential” for developing into a nationally recog-
nized program and recommended that the LSU and University of

* New Orleans programs be retained “not because they now have the

best programs, but because they have the potential for develc sing
good programs.’

‘Beyond the criticism of the cm‘isultants reports, Northeast
reacted strongly to the Regents’ decision to maintain the program at
Nﬂrthwestern, while letting stand the recommendations on its

\
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programs. If an education doctorate was to be kept in the northern
part of the state, which the Regents had concluded was necessary,
then both the objective data and the visiting team'’s evaluation, the
institution believed, supported placing it at Northeast. The Regents
let their decision stand, however, citing Northwestern's origins as
- the former Louisiana Normal school and a long histery of teacher
training.
The major impact of the Regents’ review on Northeast, as well as
on some of the other regional institutions, has been an acute sense
of deglining prestige and fear for the future, The institution sees the
pﬁSSlb!lliy of other graduate progifams bemg threatened, as the .
Regégxts embark on: their second series of reviews - of master's
pmgrams There-is fear,-if not yet feality sthat research-oriented
faculty wiil léave the institution and affect the quality, of nther
graduate programs.
In the College of Education, two faculty members have left the _
institution — both high quality, résearch-oriented faculty. One, an
~  administrator noted, was hired by the College of Education at LSU.
As for the lmmedlate future, no ne hiring is planned, W1th
vacancies from resignations and retirements filled in-house. . )
-Recovering from the pain of termination and finding'a new dlrec-
tion is the challenge facing faculty and administrators of Northeast.
' The Regents’ new Master Plan which calls: upoii Northeast and
other régionals to develop a wider range of two-year programs (the -
state kras no public coinmunity college system) has not yet filled the

_—=7Gid left by the aftermath of doctoral program review.

o _
/CC)NCLUSIC)N

The descriptiondnd analysis of program, review in the states S
examined — Virginia, Tennessee, Florida, Kentucky. New York -
and Louisiana = provide the base for off¢ring some qualified
answers to questions gbout the pnrpas;s gné zr"\part of prbgram'
rEVlEW =

Can manpcwer:praiezticﬂs be applied
to ihe program review process?

ked about pmgram-, ~
I supply and demand .

This is the most central question to be
review in light of the projections of subst
imbalances discussed in Chapter 1. .

The answer is a qualified yes. Pm]ecti&%\cf the declining need
for new facully strongly support the argument for doctoral
program - review and the necessity of establishing priorities,

i
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~espedially when coupled with the prospects of fiscal retrenchment.

_The severity of the problem suggests that some segments of higher
- education could undergo substantial citbacks in the number of
- graduate programs without overreacting to these supply-demand

imbalances. While global projections, such s those in Chapter 1,
provide a'contekt for general review ,of doctoral. programs, the
projections of the National Science Foundation, the Bureau of
Labor Statistics, the.Modern Langyage Association and others

e point to specific troubled disciplines. J#*

. The ability of decision makers to use specific manpower studies
as operational criteria is limited, however, There ure dother

- important outcomes of edication and b:ﬂadef\éefii\i;icxfis of need
. than merely the employment success of ‘gradisates. Further, there .

are political problems in employing manpfpwer or heed criteria. For

L e 1 N S
- areas where broad consensus exists thatitco many, programs are

producing too many unneeded graduates, need criteria can be
cffectively employed. This is more likely to be:the case.in profes-

sional areas whete there is a closer correspondence between the'
‘particular degree and specificjobs, - o L

‘Need criteria were employed hjith education programs in Louisi-
ana, but were not used in evaluating arts and science programs. By
strersing 'qualitative criteria” with these programs, the Regents

- -diffused a great deal of opposition to their review. Who could
- disagree with quality? asked an LSU dean. The “need”or LSU’s. -

political science doctorate would have been hotly - cohtested,

~however, on grounds unrelated to' the employment of graduates.

The use of outside consultants may inadvertently, yet inevitably,
switch the focus to qualitative concerns and away from manpower
any efficiency criteria. Despite initiation and supervision of a

~review by a state agency, much, in terms of control, may be
~ relinquished . to the consultants. Boards can make decisions

contrary. to consultants’ reports, but this raises opposition and

~ leaves the agency open tocriticisms of “"political”” maneuvering. If

agencies have closely inalyzed existing manpower studies or cori-

" ducted their own, this opposition can be countered with data.

Further, decisions made solely on the basis of quality become dif-
ficult without some conception of need. If programs are low in
quality, are they lo be terminated or strengthened? Need, in this

.tase, can be the decisive factor. . /
- ' While better "needs assessment” by state planning agencies will

assist evaluators and decisionsmiakers in program review, there will

Even“in cases where wide consensus exists that supply greatly’
erceeds demand, faculty and institutions will argue for a wider

[

i
‘

continue to be disputes about the importarice of “manpower /. .-

-iiformation, especially. in the traditional arts and science .areas. =




definition of need S ate plannérs and manﬁnwer planners tEnd to .
place rnueh greateremphasis on the job markeE than academicians,
who may, see the erjfluymént of graduates as a poor second or
third on their list of important academic outcomes. . .

v

& v

a c‘gst—cuttmg measure’?
Probably. not, if we: are considering ‘imimediat¢ cost savings. -
Louisiana, for examgle, assured its institutions that/ for a five-year
period after termmajmn of a program, theinstitution would suffer
no budgetary cuts as the result of termination and /subsequent loss
of enrollment. While this provision t;nrnfﬂrted the institutions, in
some cases it may have been unnecessary, N rtheast, for example,
expected no immediate drop in enrollment as a result of termina-
tions. Doctoral students already enrolled may continue, and the :
institution expects a shift to education specialist degree programs -
by those who formezly would have enrolled in dpctoral programs.
%  States which use pnly ‘measures of degree gutput to evaluate
program adequacy may often limit their review/to programs which
are already low cost. The most likely place to find savings is in
: programs: with high!levels of enrollment anc degree production,
® which quantitative eitraluatmns exclude, Further, formulas baséd on
‘ _ enrollment provide no incentive for the mainfenance of high cost,
low enrollment pragrams, although institutions can choose to -
ignore the formula. [This is most often done With programs which
are viewed as central to Ehe institutiog’s !SSiﬂhp regardless of -
student enrollment. |
In cases where low -prnducmg programs do have high per studv b o
cosis ‘but low tgtai costs (a few faculty feaching even ftewer. /

’ _-Is prdgram reviev

stu.sents), then terminating the program effetts few ’ 'savings.” If,
on the other hand, the program is using substhntial-resources for a
few students, savings are possible. These sayings, however, are
seldown “retired.” Faqulty are shifted to other programs - from the
dcitm :4] to the master’s level, for example — §r as they leave the
institution, budget lines are transferred to other departments,
The New York experience,-however, is evld, ce:that program
review can be used as a cost-cutting tool when the cuts are man- .
7 dated by the state. |Instead of applying acros: -the-board cuts,
‘which have been the traditional way of re:spé\ndmg to fiscal
retrenchment, SUNY:Albany used program review as a priority
setting device to determine cuts. The terminations in this case were
extensive enough to eL:mmatE whule departments ahd schools (as
opposed . to programs) and thus effect real savihgs. C‘learly ;
;' programreviewisara jonal way! to respand to hard titnes.

e
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- ‘Even outside the context of mandated savirigs, program review
in the long term can be viewed as a “savings” effort. Evaluation = -
which eliminates unnecessary duplication and limits the aspirations
of institutions has the potential, if not for citting costs, at least of
. slowing the rate of growth. Combined with planning which speci-
Fies_ institutional _missions, program-—review - provides—needed—————
information to make decisions about new propasals. Questions _ :
about the need for and the strength of existing graduate programs .

are critical to decisions on new proposals.

Can program review improve efficiency
‘and increase productivity? . - e

Efficiency and productivity can be increased, even though ¢ost
. savings are not realized. Priority setting, the principal outcome of a
qualitative review, provides an excellent rationale for internal
realiocation. Further, increases in qualitative productivity. are the
presumed’ —~ if not measured —~ ‘outcomes of the changes. which
consultants “recommend. Those recommended “changes - usually .
. mean, however, increases in resources for the program throigh
"+ reduced teaching loads and smaller and more specialized classes.
While institutions will use evaluations which call for more
funding to argue publicly for greater resources, their administrators
" will admit privately to the great stimulus which the review process - -
alone provides for increased faculty productivity. Those praised
- are'motivated to'reach even greater heights, while those criticized T
can be stimulated to increase ‘productivity without additional
resources. The fact that programs which evaltators can rate as
."best in the country” canalso be proclaimed as underfunded is clear
evidence that high productivity can be achieved, to some degree,
independent of resources, ‘ :
Qualitative. evaluations are handicapped by the lack of
—-—knowledge of outcomes, . especially as related to graduates.
- Consultants are limited by the outcome measirements available
‘and may be i\nterested only superficially in such measures. What
.they are often interested in are programs which have high levels of
resources, many faculty amenities, such as low teaching loads, and
special “graduate” status. They are also -attracted to programs
which are similar to their own, a bias which greatly distresses
- regional unijversities, since consultants ‘are usually drawn from ¥
large prestigious institutions.- Consultarits may tend to stress .
research over.teaching and practical expetience, even when the ..o
+ degree being evaluated is a professional one. They_may begini with .
a skepticism that quality doctoral instruction cannot take place
" outside large institutions with long histories of graduate work.

P‘;«) .
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Even if there are questions about limiting doctoral education to a
few “flagship” institutions on qualitative. grounds;- strong argu- _
ments remain for such action on -efficiency grounds. Acquiring
doctoral programs is like eating peanuts. — institutions have a hard
time stopping with just one! The consistent pattern in many insti-

— et-u&angxaemssﬁmans}st‘at&;l:assbe_emmggsézth&stahﬁshmgntﬁﬁﬂ&:,,,;,, o
doctoral program as a rationale for additional ones. The context'of
the times and the projections of the future suggest that this narrow
" conception of institutional growth does not’ respond to the
changing needs of academe or society. - ' *®
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- APPENDIX

" ENROLLMENT ASSUMPTIONS ON WHICH
 THE DEMAND PROJECTIONS ARE BASED

Enmllment Ech:Es and replacement needs may be r::!nsxdered as

~ “the two basic determinants of demand for néw facu ty. -

"'*"in the United States through 198¢;

The projections in Tables 1, 2 and 3 were based on Mational '~

" Center for Education Statistics {‘\IC ES) high, Tow and intermediats
estimates and projections of teial fuil-time-equivalent (FTE) Faculty"
To pLG]EEt ‘the South’s total FTE -
facuelty needs, its percentage share of total FTE faculty in the United
States over the next ten years was estimnated from the NCES salary
and tenure report of full-time’ mstr‘uctxan;ﬁ fact: Zt? tor 1‘??5 Z after

two adjustments were made. .

First, changes in the South's share nE FT E faa:u!ty were estlmated
bdsed on SREB's projections' that, between 1976 and 1986, the
region’s share of total héadcount enrollment will lnt;rease by one

percent — from 25.6 to 26.7. For each of the three pmjerztmns, this
- increase was added evenly each‘year from 1976 through 1986 to the -

'South’s share of total FTE faéulty in 1975. W, _

The second adji #uent. to the South’s 1975 base share of the
nation’s total FTE faculty concerns changed in the student-faculty ', .
-ratio. We kniow that the South has a lower studentefaculty ratio,
compared to the nation as a whole, Further, theré is some ewdpnﬁe

that the difference has widened since. 1972 The high and inter-, . .

- mediate sets of projections assume that the South will maintain a

ratio lower than the nation’s thraugh 1986. In this case, there is no
: addltlanal effer:t on the region’s share of FT E faculty




The'low set of projections, however, assumes that the gap will -
--narrow through 1986, as the South’s studenb-fa:ulty ratio increases
and becomes similar to the nation’s. Application of the increased i
*  student-faculty ratio lessens the growth in the Eeuth’ ehere of total N
FTE faculty through 1986, = -
, —ThereePerse\zerselufeessens%erepeesibleehenges—metee]eﬁt—?eeultymg——:‘_:
ratio. First, this ratio historically has increased in times -of enroll- :
ment stability or decline, and decreased whgn enrollments were in- ,
. creasing. Second, the problems of inflation, recession and resulting .~ ...
budgetary constraints ori institutions may be expeétedin increase
- the student-faculty ratio as administrators try to “make do” with
" fewer real Tesources. Further, the enrollment projections include an’
_increase in lower division vocational and nondegree students and.
greater numbers of part-time students, all of which are related to -
~the expected growth of the two-year sector in higher education.
Since student-faculty. ratios. are usually lower in these kinds of -
instruction, the changing enrollment mix is Ilkely to lead to higher o
overall ratios in the 1980's..For.the low set of pre]eetmne, qt-ige— i
_ assumed that these changes will operate more farcefully in the o
- South than in the nation.. :

REPLACEMENT FACTDR'S ON WHICH THE
'DEMAND PROJECTIONS ARE BASED

The second major question determining the demand. fer new

 faculty concerns how many faculty will have to be hired each year

to replace those lost through attrition. The three major sources of
faculty attrition in colleges and universities are death, retirement,
_or leaving for non-académic employment. In projecting the demand .
for new faculty, the following eeeumpt;eﬁe were mede for-each of -
the replacement veneblee o e

g - T
Gt o b e

Death and Retirement ' L C )]
Death’end fétifernent rates can be pro;eeted by reference to the

future age distributions of faculty, Similar age distributions were
assumed for faculty in the nation and in the South, While there is
some reason to believe that facizlty in the.region may be youngeron -
the average,. due to the more recent_growth of Southern higher -
education compared. -to the nation, no- data were found to - -
substantiate this possibility: Besides, the differences, which would

“lead to smaller death and retirement rates for the region, would -
most hkely be slight, since the South has been drawing on the samie . . »
sourees ‘of faculty as the nation Enr some time now.

=
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" In projecting death and retirement rates for facu,lty,r Allan
Caiitter pointed out that the period.of rapid growth in the 1960s
‘resulted in "a- severely - skewed age, distribution of - faculty.
ﬁg*cardmg to 1972-73 data from the American Council of Educa-
-tiom, by 1972, 42:2 percent of full-time college teachers were 40
mygafsaaléaarxyaungerzwhxle only 15.9 percent were between 55 and"
70:% Had the period leading up to and including 1972 been more .
~ +- stable in terins of enrollment and.related faculty grgwth ithasbeen
estimated that the percentages would be 37 and 24, respectively.-.
~. Thus, because-of the rapid growth rate over the period from the '
- 1960s through "the ‘early 1970s, the age distribution of college™
" faculty is skewed toward the younger .gnd, with the median- -age
" today about seven to eight years younger than it would haye been : - .
under more stable-past conditions. Under such circumstances, the
current death and retirement rate would be at 1.8 percent with a
- median age of 45. Instead the rate is estlmated at 1.4, with the
median age of faculty at 40. 5. .
e .- The larger proportion of yaunger Eaculty means that the death
~ and retirement rates have beén decreasing slightly since the early
1970s. The combined rate for death and retirement m 1972 was .
approximately 1.6 percent of total full-time faculty.6 Assuming
 stable rates at which faculty leave academe for'other employment,
- the current 1.4 rate may continue until around 1982, when it will
. - beginarise to about 1.6 percent by 1986.

These estimates-also assume no radical change in the retirement
policies of higher education — an issue which will gain in impor-
tance as 1982 approaches and the new federal law prohibiting

~ mandatory retirement before thé age of 70 becomes applicable to -
" teniired faculty in higher education. The estimates assume away the
.- reverse possibility that there will be a significant movement toward
%" early retirement. While this is the case nationwide and throughout =
% many sectors of the economy, there is much reason to believe that =
% _higher education is different. Given its emphasis on intellectual and .
\ less physically demanding activity, faculty may choose ea f?' retire-
ment less frequently, On balance, therefore, the death -ahd retire- -
. fnent rate estimates are assumed to be 1.5 percent of itotal faculty

throughout the period from 1975 to 1986,

These estimates are applied to all three sets of pro;ectmns gwen ,
. the likelihood that the age distribution and retirement wishes of
: Eaculty w11] not have time to ﬁhange much by 1986. I

[

Departure From Academic Emplayment

"The secord major kind of replafemem factor cnnterns faculty - .-
- . who leave hlgher* education for employment in DEhEF sectors of the.
© = economy, such:as government, business, industry, elementary or
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secondary education’ Reasons for léaving are both voluntary and
“involuntary. In the past, most departures have been voluntary.

But, as faculty positions become more scarce and the competition.
for them intensifies, and as administrators attempt to build some’

flexibility into their faculty staffing patterns, it he rate at which -
“faculty leave involuntarily may increase. '

It may be expected that, of the faculty Qho do leave involurtari-

" ly, a greater proportion will be joining other sectors of employ-
. ment. In.the past, when the supply-demand. situation for faculty

was more.favorable, faculty who involuntarily left an' institution

- would likely find a position at another institution. As the future
 market for faculty becomes much tighter, this option will diminish.

-As stated above;, most of those faculty who leave higher N
education for other economic ‘sectors do so yoluntarily, not only”

' forbetter salary, but also for a variety of other reasons. In the past,
“the estimates of senior faculty who have left higher education’ for

other employment have fluctuated at 7 percent during 1945-1950, 5
percent- during 1950-55, 3. 5 percent from 1955 to 1960, and 3.4
percent from 1966 to 1963 7 Fram 1953 through the late 1960s l* 15 -

' averaged between 2 and 2.5 ggrcem Ey the early ‘197()5 however, .

the outflow rate had probably started to stabilize and increase .

» again, only to be pulled down once more by the economic recession

and 1t5 dampening effects on aiternate erployment sectors.

It seems that there is a clear association between s:utﬂﬂw rate and .

academic. and non-academic salaries. The observation of past -

periods shows that outflow increases when non-academic salaries

' iare more attractive than those in academe. This historical sensitivi-
: ty Df faculty rmgratlon to _relahve salanes may . be, expected to:

Betause oF the substantial surpluses of available faculty over the
number of available positions, academic salaries are likely to

" remain stable in canstant dollars, but decrease soméwhat in rela-

non to. salarles l;l other economic sectors. W}ule the der:lme in

du‘ett effect will be to increase the rate at whu;h senior faculty leavef v

academe for other sectors,. the degree to which faculty will leave
will depend also on .the economic health of the non-academic .

" séctors. Should the economy prosper, the relative salaries paid to

academics will decline even more and further in¢rease the outflow
rate. Should the economy continue to lag through the 1980s, senior

- faculty might very well opt to stay in academe| even with their

staticsalaries. This is due to the feeling that academe foers benefits

. vwhlch gO beyand mere pecuniary rewards, such as pleasant: Lt




'warkmg COndltlDl}E, Freedcm Qppcrtumty for cansultmg, collegi--
ality, and greater prestige as well as capitalizing on the investment
made in. the academic career. Therefore, it is likely that, for the
outflow rate of senjor faculty to’increase markedly in the f};ture,
" there will have to be evidence of clear and substantial differences in” e
a—*ﬂtﬂé@l”ﬂtﬁ{-alHiéHEﬁt—HFE—t(}E&théﬁéﬁb@?ﬁf!thﬁéﬁnﬁmﬁf—ﬂ‘iéﬁ ks
differences do become clear, it is likely that more faculty will
" choose to leave higher education for non-academic employment: T
.In deciding on the value for the leaving rate of senior faculty
through the 1980s, most weight was given to the recent period, -
© 1970 to 1975. It has been felt by experts, such as Allan Cartter; that =~ "
the outflow rate during this time stabilized and perhaps started to . . .
decrease because of the economic recession and its effects on the
non-academic employment sectors. Assuming that the present out-
flow rate is about 2 percent, a low estimate would be for this rate to
remain at this level during the period from 1978 through 1986.
Should the economy recoyer sxgmfucamly, the outflow mlght goas.
_highas 3 to 3.5 percent. . e

s Réplacement Demand for New Faculty

The total number of positions available for new faculty to -
replace previous faculty who have died, retired. or left higher edu- - S
cation for other employment results frem combiping the death and
retirement with the leaving rates. While the same xate for replace-’
ment due to death or retirement is assumzd for both the high and
the low sets of projections, different values are assumed for the

" outflow rates. In the low projections a rate of 2 percent is used,
which represents no change over the present estimated rate through ,
1986, For the high and intermediate projections, a rate of 3 percent
" is applied, which is an increase of a full percentage point over the.
" ten-year period between now and 1986. The combination of the
" twor kinds of replatement rat'es yields an overail rate DF 35 perc:ent
: medxate seks, these peri:entages to be applled to. the prevmus year § -
" total faculty to get number aF new faculty needed for replacement

purposes,

COMPONENTS OF THE DEMAND PRDJECTIGNS

Total Den;and for t¥: New Faculty'

The major focus of the demand projections lies in the demand for
new junior faculty or for those potential faculty who are to be -
hired :hrectly upon earni ag a doctorate. Total demand for new

ke : K




faculty includes demand, not only for faculty who have just left-
programs of preparation, but also for potential faculty from other..
. employment sectors. [t should be noted that, éspecially ift a time of
-excess supply of faculty over the demand for them, a third sector
might be included in the demand considerations — that is, the
~demand for holders_of_the doctorate wha have fie.. ... their
graduate education and have not been employed for at Jéast a year
in anyeconomic sector. Holders of the"doctorate wheo are prepared - -
for academic employment bt not able to find placement for at
least one year and who have not taken jobs in other employment
areas are felt to be few in number. While many will not find £ ulty
—=—==- positions "within"a 'year after completing graduate sch it
expected that most will find and accept non-academic ]c:‘:;s.

- )
: Demé&ld For New Faculty With A Recent Doctorate

As the tables show, there is a second d:rﬂensmn of the demat.d
picture for new faculty In addition to the need for people to fill
pasxtu:ns From thhm aﬂd r:mtsu;le the academe, there is alsn the
recently earned a doctorate. Because 2 ma;ar fecus of these prc;ecs _
tions is-on how.the declining demand will relate to the yearly

. supply of new ‘doctorates recently leavmg graduate programs, it
should be noted that this component does not include new faculty
at the doctoral level to be hired from non-academic employment
sectors. Trend mﬁ:rrnat:an shows that the percentage of new facul-_
ty hired with a recently éarned, doctorate has risen in the 1970s
from below 50 percent to where it now may exceed 55 percent.

In the face of the increasing availability of new doctorate -
holders, compared to available academic positions foy them, the

*  percent of those new faculty who are hired with a regknily earned
doctorate may increase even more. However, there pfe upper limits
to this increase, in that disciplines vary as to the Jind and level of
preparatmn required or preferred. Some discipffhes are appraachi
ing the point at which nearly all of their f#ulty will have the =
doctorate; othef: disciplines, especially thé more: vo:ahanallya
oriented fields, will not find it- feasible or educatmnally’ sound to
-employ faculty with the doctorate,  +

- Related to mItexﬂihscq:nllnanr differences in emplﬁyment of new

* - faculty with the doctorate are inter-institutional variations in this
practice. The most obvious variation is at the two-year level, with

" its greater vocational emphasis, where the proportion.of faculty
thh the doctorate has been 30 to 35 per«;entage points lower than

L o L
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" at four-year institutions, 9 Therefore, projecting what pmpﬁrtmn nf ‘ .
new faculty will have the doctorate in the future degﬂnds on what, = - |
disciplines and institutions students will enter in the'years ahead.,

. Most projections of enrollment through the 1980s see an increase in D

- the two-year sector, along with growing proportions of part-time, R
more vacatanally—ornented students — trends that would likely. ... ..

“limit the overall growth in the percent of new faculty hlIEd with a
fresh Ph.D.

Given this reasnmng, it is possible that the percentage of - new
faculty with a new dn%torate would increase from the assumed

current 57 percent level in the face of the tremendous surplus
—-—-expected through the 1980s;-but that an-upper bound Would bé at "~
around 67 percent. The hlgh and intermediate projections assume
‘that the proportion to be hired with the doctorate will increase
_ evenly between 1976 and 1986, from 57 percent to 67 percent. The .
_ low projections include the assumption that the percentage will not "
Jincrease but remain at its presem estlmated 57 percent through 1986, '

"Surnmafy of the Demand Pm]ectmns

* For the- hlgh set of projections (Table 1) FTE enm}lment is
_. assumed to grow by 19 percent between 197¢ ‘and 1986, The
South’s student-faculty ratio is assumed to increase only s‘:ghtly, as" -
..the difference between the nation’s and the region's is held '
constant. On the replacement side of the demand for new faculty,.
the high projettians are based on a 4, 5 percent'rep!scement rate,
tc) increase from 57 pergent t0 67 percent

The low set of projections (Table 2) is tied to an FT E enrollment
that is projected to decline by nearly 5 percent between 1976 and

© 1986. The student-faculty ratio is assumed to increase at a rate
greater'than the nation’s, a narrowing of the present gap between
the United States and the South. The replacement rate-is assumed -
to remain at its present value of 57 percent of total new Eacu}ty
demanded.

The intermediate projections are based on enmllﬂent Esizmates

-resulting in.a 12 percent increase from 1976 to 1986 in the South, -
The assumptions for the student-faculty ratios, replacement rate,

- and proportion of new faculty with a rEt:ent doctorate are the same
as those used in the high set.

The actual projections_show a difference of up to 6,000 FTE. ,
positions for each year, when one mmpnres the high and the low
‘projections, .

-~ In the period from 1963 to 1970 the estimated average armual
- demand for all new faculty in the South approached 12,000. For - A
, Eacu]l;y with recent doctorates the demaﬂd was abaut 6, DOD Theseﬂ e
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“mzrageg x:ompare to pra)ef. ed aﬂnual averages Enr the
eriod of a high démand of 8,000 to a low of 2,300 for all .. -~
new faculty from all employment-sectors. The intermediate annual
average is_6,700. For faculty with a recent doctorate, the high
© demand is prmected to average about 5,200 from 1981 through
Eﬁ—i%éﬂhﬁt@’dﬁﬁiﬁ around 1,300°per year and the intermediate
© approximately 4,300. In comparing 1963-1970 to 1981-86, the
average annual demand for faculty with new doctorates is lower by ~
.13, 78 and 28 percent, according’ to’ whether the hlgh low or

lﬂ._te_ﬂ'ﬂééﬁt‘é  projections are used. el

LiMiTATic:)Ns OF THE PRC)JECTIC)NS

Regional Cgmpetltmn

There is an added factor wﬁu:h should bE mcluded in -assessing
_the supply-demand situation in the South threugh the rext ten
years. Not only will the surpluses of doctorates from other regions
be looking to the South as the last growing frontier of academic
employment, but they may be more likely to get the jobs and
. squeese out those who have recewed doctorates from Southern
institutions. The reasoning for this assumption is based in Cartter's
. finding that, during a period" of greater supply. & process is started
in which. the_higher quality Ph.D.’s move into positions once
\ thoughttobe of less Dresnge In effect, a kind of *‘bumping” action
| occurs in which Ph.D.’s from the better institutions across the
| nation begin to be hired.by all levels of institutions. This .process
pushes out lesser quality faculty or potential faculty, and Faw:)rs
egions that have h;ghest quality graduate programs. ‘While the
\Sguth may be nearing parity with othef regions in the quality of
many of its graduate pr. the general ﬁutlook is that the
region will still b at s0 ge as its new Ph.D.’s begin to
compete VIEGfgusiy Wi ! = fiterparts from other regions. -
_ The effect could represent » gwgcea surplus ofinew doctorates over -
the demand for them when one looks at the Sauth in the context of -
the entire United States rather Ehan in lscﬁatmﬁ .

Cu&nulatxve Supply N o *[. ,
" By not dealing specifically w:Lh the pmbabﬂxtv that,"in any smgle :
-year, many Ph.D.’s who have received their degrees in the past will
/still be looking for faculty jobs, we may haye underestimated the
real surplus in the supply of doctorates over the demand. The’
-supply of doctorates may be expected:to increase each year as we
move tnmugh the Eighties, not anly due to mcreaSE§ in the number

_' . : ‘-:"],
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of new degrees granted each year, but also due to the accumulation - ,
of Joctorates from past years who have not yet found suitablet . 4 ;-
academic jobs. Thus, the surpluses in both the high ard the low .
projections tend to be underestimated in that the supply estimates .
on _which they are based_include only peaple whn have earned ..
doctorates in that specific year. ; ,
This is niot 2 say that all new Ph.D.'s want to become Eaculty
“and that they fee] underemployed in a different sector of the
economy, What will be happemng to an increasing extent is that
‘the percent of new Ph.D.’s who go into academe will decrease.
———From-a-high-of-nearly-70-percent-irr the-early 197087 the proportion ™~ " -1
- of new doctorate recipients employed in academic jobs may dropto -~ -
350r40 percent by t}le late 19705 and to less than 20 percent by the ~ Lo
mid 1980510 These' m:reasmgly large surpluses affect not only_the
new degree-holders looking for an academic job in their year DF
graduation but also new degree-holders of subsequent years, ) -
The question of how surplus doctorates can be channelled to i
non-academic employment sectors, such as research and develop-. P
ment in government; business, and industry is considered in Chap-
ter 3 of this publication. It should be noted that even accounting for
these other emplnyment sectors whith promise to take up muc‘h
more of the slack in the future does not eliminate the potential sur- |
plus of supply over demand for Ph.D.’s. Both the National Science b
Foundationy and the Bureau of Labor Statistics project Ph. D .
surpluses in the range of 20 to 40 percent over demand by 1985.1
These projections include all demand, both academic and non-aca- -
dEITlIC which is related to the traditional empleyment of doctorates.
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