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Foreword

The higher education issues and challenges facing Southern states and legislatures in 1979 are not

signs of terminal. problems, Quite to the contrary

we face these conditions today because of, the

South’s teemendous progress. In fact, our problen‘ls reflect, with some variations, what is alag happen-

ing around the nation.

’ Q

=

Legislators participating in SREB’s 28Th annual Legislative Work Conferenc,e addressed issues
gommon in nearly every state as well as those receiving special emphasis ift the South. )

Faculty compensation is on all state legislative agendas. David Spence of the SREB staff provided a
number of faculty compensation facts and trends, including the observation that in the past five
years the South has cut by one-half the gap between the region’s faculty salary averages and those of
the nation. Richard Chait of the Institute for Educational Management at Harvard challenged some
“conventional wisdom” about personnel motivation. Chait called on legislators to encourage institu-
tions to give gréatér emphasis to selectiye, performance-based rewards.

As costs rise and job opportunities for Pli.D.s drop, graduate education is receiving the attention
of legislators around the country. The issue in the South, where graduate education has growst more
tapidly in the past two decades than in any other region, is complicated by the effects of rapid urban
growth. and relatively new, expanding universities in these ‘metropolitan centers. Gordon Davies,
director of the Virginia Council on Higher Education, proposgd that states concentrate, and limit the
expansion of, graduate education while upgrading quality. Senator Pat Frank from Florida contended
that the urban universities must become niqor %nters of graduate education because they are located

where the people are.

.u

“

. How graduate education will develop # only one major policy question facing state coordinating
and governing boards. These agencies have now been in place for at lcast a decade in every Southern
state and many states are now taking a look at how their systems are working. Robert Berdahl of the
State University of New York at Buffalo reiewed current state developments and offered suggestions

for evaluating state coordination and governance. .

!
Teacher education and certification were the most dlswsscd education items in many 1979

Southern legislatures and they promise to bhe on several more legislative agendas in 1980. Robert
Stoltz of Western Carolina University summarized the findings of his recent report tor SREB on
“teacher education and certification. Stoltz callad on states to adjust their teacher education-certification

program to improve teacher quality.

“pipelines”~at a number of points and not rely solely on a test at,the end of the teacher education

Postsecondary vocational-technical education is a recurring item on Southern legislative agendas,
particularly on issues of coordination among the various institutions which provide vocational;technical

education. Gene Bottoms, director of the American Vocational Association, suggested several actions
for states to improve this phase of their educational program.

Governors, of course, greatly influence state policy and funding degjsions about higher education,
and legislators heard views of three SREB state goveriiors. Bob Graham bf Florida, chairman of SREB,
shared views on the legislature’s unique responsibilities in state policymaking and ideas about how

. states may deal with the changing higher education situation in the 1980s. Governor Busbee of Georgia

stressed the importance of setting state goals for postsecondary education. Governor Carroll of

Kentucky urged legistafors, governors, and state education leaders te,work together to arrest declining

national productivity.

This Conference’s discussions, reproduced hcrc in part, reflect SREB's continuing efforts to bring
together state political and educational leaders to address higher education issues important to the

South,

]
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" '
’ . ' Winfred L. Godwin
President
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F aculty Salaries and Compensation:

are on top.

The comparative position of several states changes,
however, when you look at only public universities
which award the doctorate. Considering only doctoral
institutions, pushes Florida and Maryland dpwn toward
lhc(_(lvcrull regional level of $20.480, and Georgia,
Kentucky, North Carolina and Virginia are the top four,
So, not only do overall faculty salaries diftes from state

to state: but also a state that ranks high for one type of

disciplines o1 fields of study {see Figure 2). Law, engi-
meering, business, angd natural sciences lead the way in
being well above the regional average salary for all
disciplines.  The humanjties, foreign  languages, and
education are well below average. For land-grant univer-
sities in the South, the average salaty in 1978 was
$19.906. Law was nearly 42 percent above“the average
salaty while, at the other end, the huthanities were 13
pejeent Below. )

Note. The author acknowledges the following publications that were cvpcuully usetul in considering the total incogne of faculty:
Howard R. Bowen’s Academic Compensation (1978) and EFverett Catll Ladd's The FEconomic Position of the Ameri@m Professoriate

(977). : .

~

acts an ssues
-
F ts About Fe lty C p to o
N ac ()u acu ompensa ()11 .
o S I)avid%% ence*
‘l
. ) -
)

First lets ook at some facts about taculty carmings in mstitution may rank lower for another.- Overall regional
the South, mcluding salanies and how they difter at the and statewide averages may hide tliese facts.
vanous faculty levels. As central as salanes are to faculty taculty salaries also differ for various kinds of institu- ,
mcome, 1t s also necessary to examine faculty carmmgs tions. Salaries we highest in the higher ranks  as you
from all sources. And for nearly all salarted employees; would expect  and also they are higher for all ranks in
fringe benefits pand by the employer are mereasing. So doctoral-.granting institutions than in mstitutions that do T
any examination of faculty mcome shouid inglude mtor- not award the doctorate. InN\eomparing salaries at
mation on total compensation, wineh s the combmation
of salanes plus finge benefits. .

For faculty, because -nl ceitain privileges and l_h_v - agstate [ with faculty salaries] that
genetal freedom  that reside with the academye protes. o LB O )
ston, there are  possibilities  for  additional outside rank high h?r one typo"ot mstitution may
carmings that do not occur generally for most other rank lower for another. ‘
professionals. This combmation of salaries, tnnge_bene- o
fits, and additionaleanmings compises total professional
income. - doctoral and non-doctoral nstitutions, the differences

Fust, let's look at salaries for faculty on standard 9 (o are greatest in the rank of professor. Professors in doe-
10 month appointments. One way to describe then is by torad institutions carnd $4,000 more than professors in
compatison among the & SREB states (see Figure ). other four-year colleges. The difference in the other
For the public four-year institutions for 197879, the ranks is less than $2,000.
regional average salary was $19.440. When all four-year Besides the ranks of faculty and.he kind of institu- N
colleges are considered, Matyland, Florida and Virginia tion, there is a wide range among salaties in different .
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FIGURE 3 . - . : '

Avorago Salaries of All Faculty in Public 4-Yesr Institutions,
.SREB States, 1978-1

3120.329 -

. a
819,587

DATA

$19,840

Source. SREB-stite agency data exchange, 1978 .79,

A major reason whyt faculty salaries tollow these
pattdims across disciplines is found in the proportion of
faculty in the highest academic ranks of professor and
associate professor. Obviously, the larger the proportion
of faculty in these two highest yanks,
average salary for that discipline. Ay an example, the two
highest salaried disciplines, law afl engineenng, have
nearly 80 percent of their faculty as professors or
associate professors. The foreign languages and humani-
ties, the lowest paying disciplines, have only 53 percent
in the highest ranks. The major reason for a larger per-
centage of more highly ranked faculty in certain fields
relates to the supply of and demand for these kinds of
faculty. Promotions and pay raises are likely to be more
frequent in fields in which institutions must bid against
other instigutions and other non-academic occupations
for the services of faculty.

The.proportion of faculty in cach rank is a factor that
can result in misleading overall averages when comparing

salaries acrogs states or institutions. This year, there was.

concern in one of our Southern states because the state
was very low relative to othex states when faculty

" salaries were compared within each academic rank.

However, with all ranks combined into a single average
salary, the state stood véry high. We soon found that this
statet had an unusually high number of faculty in the
better-paying professor and associate professor ranks
lhe highest of any state ir the region. So the dispropor-
tidnately large number of faculty in the upper ranks led
to the high overall standing, although for any one rank,
the faculty salaries in the state wgre bclow the regional
avefage.

Another influence, on overalls faculty sataries con-
tinues to be whether the faculty member is a man or
woman. Looking at all faculty, the difference in salaries

.
.

~

816,216

$18,193

the higher the

UNAVAILABLE

$19,268.

$19.242 | s19.452

pad to men and women s about $4,000. However, for
men and women faculty of the same ranks, the differ-
ences are much less; the greatest difference occuts in the
Emk_uf professor (see Figure 3), Equal pay for similar
ompetence and  performance would lead to similar

salaries within ranks, something that is happening as new
women faculty in the lower ranks do have salaries more
like those of men. This trend may be expected to con-
tinue into the highest ranks. The greater diftegence in
the all taculty catégory comes from the greater propor-
tion of men in the higher, better paying ranks.

Along with salaries, the next most important part of

faculty income is the money paid by employers to
support fringe benefits, many of which would be paid

/

by the faculty member were it not for the employer’s”

contribution, In the South, the money paid by the state
for Social Security, retirement, health, and disability
insurance premium$ of faculty in public nstitutions
averages 17.5 percent of faculty base salary,.v%ch is the
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ovcrall national average as wells The range of frjnge Howatd Bowen. a Professor of Economics dnd Educa-
benefits across the 14 SREB states is from afow of 15 tion and former univcmty prcshjcnt has said:
percent to a high of 22 percent, or gbout $3,000 on the Facult)’*ll\el“bc” typicaﬂy are pemmted to

. $19,000 average faculty salary in ‘e South. The growth
of I"r’jngc benefits for faculty has been groat over the past
ten years, and from 1978 to 1979, fringe benefits paid
by the employer increased from 16.0 to 17.5 percent of

e money from_outside,sources. Some of 2
this income may be carned during time that
coyld be regarded as “‘overtime” but much
of it is carned during time that might be con-

tzu.so salary. Some ol‘lhls_ increase is due to Social ? sidered as’ “belonging” to the institutions.

Security and other premjums inflating  faster than There is no secret about this. Indeed; muny

salatigs, but some is also due to hener benefits and wider M institutions openfy encqurage® their faculty

“’V;'m“ benefi b J _ _ members to take part in outside remunera-"
e S TINBE ACTE is may hL ﬁxg‘;‘““‘ (:*;untmue.;o o tive activities_on the grounds that these
‘ CIEase qUH RITRTeT Tave than sataty and” become @ larger™ activitics enhance the skills and knowledge”

part of total compensation. Already we know that under
the new legislation, Social Security phyments will con-
tinue to increase through the early 1980s. Also, fringe
benefils are_more attractive to faculty, c\pcuully now

which faculty members bring to their teach-
ing and that these activitids serve society
and enhance the prestige ofha institution.

when salary increases are eaten away by the combination  Thus, for some faculty, additional earnings may lead
of mflatign and taxes. to % total professional income that is significantly h%l/l‘er
Besides salaries and {ringe bcnclns there are other  ~ than base salary. Because faculty do have this kind-of

important influences on the economic status of ldu§lly. *_built-in expectation for additional mt.om\lhe adequacy
The acadgmic profession is diffetent fromgnost in that  of faculty salaries depends to some degree on what kind
it 18 acknawledged and almost expected that faculty in  of faculty earn how much supplemental income.

many disciplines will supplement their basic institutional On the avegage, faculty members may be cxpectcd to
salary with other income. Since two-thirds of all faculty  make an additional 10 to 15 percent of “their basic 9 to
are crgployed on an academic year basis, faculty_may 10 mopth suldry For faculty making $20,000 in sam!y

have to be present only 9 to 10 months of the year. . this means an extra $2,000 to $3,000. However, the
Many carn outside income in the vacation periods and™  aange of carnings varies grct\.tly Half of all faculty earn
many pursue outside activities during_the months they less than 10 percent additional munhe the other half

ate technically on the full-time payroll. The largesi derives 10 percent or more. But about one-fifth of all
sowces of these added carnings are summer teachmg, faculty curn po extra lnu)me{ while onc seventh, makge

consulting and speaking fees, nearly one-third over and above their base salary for 9 to
‘ FIGURE 2 -‘
Comparison of Discipline Salaries, y
as a Percent of Average Salary for all Disciplines
‘ 42%
B 20%
15%
10%
5%
0
, 5% ‘
10%
.-'/ 15%
i 20% % Above Average
' ' [0 % Below Average . = -

Note: Data are_for land-grant universities in the South.
Source: Facnlty Salary Survey by Discipline, 1977-78; Oklahoma State University. .
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10 months. The \i7e of the supplemental earnings difters
widely dependingon the acadenue specialty . In gencial,
the morg a diseipline can be applied to activitigs outside
the cullz-‘gc or unjversityss @ higher the added income.
Thus, faculty in fields such as enginecnng, business and
Cagncultine supplement then salanes more than faculty
e the socil scaences, humamties and hiberal ity With
sthne exeeptions, the usual pattern as that the taculty
who camn hugher salanies also tend to eamn the highest
extrncome. '

“Halt of all faculty carn less than 10 per-
cent additional income while one-
seventh make nearly one-third over and
,above their base salary. .Y

P

I

 Tlus seents logical sinee bothe salanes and outside
mcome depend on the supply of faculty n certinn fields
and on how mnuch they are demanded by both lagher
cducation gid other ccononie sectors In frelds m wlich
faculty are i shott supply moacadenue mstitutions, i
15 likely that there s g demand tor ther expertise from
outade as well. : . ‘ y

As we think about the adequacy ot taculty mcome,
we need mntormation about how taculty compate to the
wider economy. Qne way to do this 1s to compare the
salantes gt PhuD s whp are taculty | wrth those of PhiDs
m nlllu{ﬁnuls of cmployviment (see Figure 1), For 1975,
when only palanies aje tahen mto account, Laculty fall
¢ PhD . salary of $23.1000 However,

tar belowfthe aver,

a

-

when the average additional egrnipgs ot faculty are

- added to base sakay “the total tncome of Laculty 15 above

the average tor all Plies, although still well Qe the
sulanes of PhiD.s working in business and industry, and
the federal government. '('mnpming total_gncome  of
faculty to only salanes of other professionals 1s nsky.
But in the absence of contradicting dati, there as reason
to believe that taculty have gicater opportumty, and
actually  do, supplement therr salanes with outside
imcome motre than Phu s an othier occupations

Another W;I_\" to evaluate the levels of taculty salanes
is to see how they C()Illl)ill\k‘/\\/ﬂll the "average rate of
mtlaton over the past eight ygars. This iequires a come
pitison of how faculty salanes in the SREB states have
tmctcased from’ 1972-79 with what these salanes would
have been o the actual avboge saliay m 197172 were
extended at the rate of growth of the Consumer Pitce
Index. Yeatly milationary mcteases avetaged motre tha
! percent over that tumdé, wlale average salary mcwusc)
averaged 0.5 percent leaving a gap of about $1,400 by
1979 m the South. 1t should be added that, for the total
Untted States, the gap between mtlationary and saliny
growth as much Larger, as taculty salanes averaged only
5 2 percent annual mereases nationwade.

Measunng taculty salary mereases can be confusimg
Most times the mereases e expressed as the percentage
gain from one yea to another of anaverage salary tor
all tacylty. However, a ttuer picture of salarnes and how

Ahe typreal faculty member as keepmg up with salaries

m other occupations can be seen when oire looks at the
actal ncreases tor mdwvadual faculty who are on stalt
tor a cettam twoyear pettod. Thas saliy merease to

v
-

FIGURE 3 :

Average Salary For Men and Women, All Faculty, By Rank '

, United States,

$28,000 ~

$26,000
e
$24,000

. $22,000
$20.000
$18.000
$16,000

$14,000

$12,000

All Faculty

* Professor

1978-1979 :

Assistant
Protessor

Associate
Professor

3 Men [J women

Source: Report on the Feonomic Status of the Profession, 1978 79, American Asmci}xtiqn of University Professors, 1979,

N .



Q

ERIC

B A i Tox: Provided by ERIC

. - $26,000
$24,000
$22,000

;‘zo.ooo

e

#

*FIGURE'4 .- \

rrs PERY Q

Average Salaries of Ph.D.s, by Type of Employer, 1975

Average Ph.D Salary

Sesssccnesssvsostsssonoctsncy

PN

$18,000
Bk L » = Bamdion -
4-Year Business  Federa! * State Hospital Non-
Collo?o & Gov't. Gov't. . or . Protit
Faculty  Industry Clinic k
e
' [:]Salary Addmonal Faculty Earnings e
1978 ~

Source. Howard R, Bowen, Acadentic Compe nsation, IlAA{ REL,

P
“continumg faculty™ ts substantially higher than when
all taculty are considered. ot instance, in l‘)78 while
the average increase for all faculty in-the United States
was 0 pereent, the lIlLI(‘.l\(‘ to umlmunq)\ .uul’fy wWils
7.4 pereent, This is because continung ldullly do not
include highly paid faculty who ietite or leave for other
jobs after the fist year, o lower-patd faculty who are
new the second year.

FFaculty may be expected to press for increases to off-
set intlatton. This may come in a time when entollments
ate de¥@mtIng, faculty ate in good supply . and competi-
tion for state appropriations s increasing from all*
sectors. The picture is clouded further because the age
distiibution of faculty will shitt npward significantly
between now and 1986 (see Figure 5). This year -one-
quatter of all tactulty are older than 50; by 1986, abont
one-thitd of faculty will be i their 50s and 60s. Since

‘older faculty do have higher salaries and may require

more in the way ot health and other fringe benefits,
the total compensation bill will be higher for the smue
rumber of faculty. '

The financial problem is made more severe by the

likelihood that the rate of retitement mhy slow down
during the middix~ 1980s for two réasons. The first is
that, while there will be a much higher préportion. of
faculty over 50, most will still not yet be ih their 00s.
Second, mandatory retirement betore age 70 will be pro-
hibited in higher cducation beginning in 1982, The
eftect of a smaller proportion of faculty retiring, even as
the average age of faculty rises, is that fewer young
facultw, can be hired  whieh decreases the ability to

, offset the higher salaris of older Iaunlly with the Iowv

salaries of new fyculty.

Those who fund the salaties will be “faced with
demands by faculty for incieasgd salaries and fringe
benefits. Faculty may press tor inclusion of foal
vost-ot-tiving adjustments indgxed to some annual infla-
tion estimate. There may be more interest in longevity
ot step increases, that recognize years ol service o1
experience. And, of course, merit raises will be impor-
tant. Unionization, could expand, although to date in
the South, only Flotida is heavily mvolved. '

FIGURE §

Proportion of Full-Tike Faculty by Age, 1978,
1986 (Projected Assuming Retirement at Age 70),
United States .

1978 1988

@ Older Faculty (31 and over)
» L] Younger Faculty (50 and under) .

Source  Policy Analysis Service, American Council on Eduoa-
tion, Junc 1978.

Some feel llml il faculty salaries do not keep up with
othet occupations, thete will be many good faculty
leaving the profession for. non-academic jobs, While this
nigy happen, it must be remembered that there are
advantages that attract faculty to the campus in addition

Y
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to salaries and other prul'cssional~ monetary  income.

There are the mote intangible elements of_taculty life,

perhaps-the most important of which is the control over

how time is spent. Typically, taculty enjoy a degiee of

freedom usuatly axailable only to the self-emplyyed.

Generally, faculty likKe their work and want to remain

in ligher education. There ate many Ph.brs who would

like to become faculty  more than are being demanded

currently. Against this picture, it could be seen as stgniti-

cant how well many faculty have fared economically.

While it is true tl in the past few years, faculty

“salaries have not increased as much as the salaries of
most other workers, it is likely that average Taculty

_income, including salanes, tingge benefits and-all other
sources of professional carnirfgs, is close to what faculty

would earn in other job markets” However it s also trae

F aéulty

&

B

that there ate many faculty members who do not have
thetr income at the average o1 highet levels because they
teach in lower paymg disciplines or do not have
opportunity to supplement their sulares.

Recent mcreases in faculty salaries in the Southern

“rogion have typically been a_tull percent higher than n

other regions, thus, the gap between the avetage salaties
in thd total Unfled States and the South has decreased.
In 1973, salanes in the South were mure than 1S peicent
lower than in other regions,; last fall. the gap had been
Reduced to 7 percdat. '

A commission ot the South’s leadets, assembled by

" SREB in (K& 1960s, urged regiondl states (o réachi Tor

national panty m higher education. This cJosmg ot the
“Maculty salary pap is an example of how Southern states
are keeping that commitment., e :

NI R —

Salaries:

« [HHow Much or What Por?
‘ . | ‘ Richard Chait*

(3

Academics and  economies are tndly strange bed-
tellows. However, the primatry natute of the relationshup
has changed. Academics once regarded economics pringr-
pally as a tield of study. a topie for research semmars
and lectiire hatls. IFaculty are no longer so nave, so ideal-
istic, o1 so alonuistic. If they were once public semants,
they are now better described as public employees.
Academics now  view  cconomics” s a vcr;/ practical
matter of bicad and butter, an issue to negotiate and
sometimes to htigate. On campus after campus, money
has, so to speak, come out of the closet.

In general, money assumes added  significance as
saliries seen Ilgss and less adequate, and as the viganiza-
non  places mote and  more  emphasis on - Hnancial
matters. Thus, as taculty salnries lag the Consumer Plid‘&‘.

Index (CPI), and as state government entertains cut:

backs, layotts. and caps on spending, economic tssues
rush to the foreground. Aund within that context, salaries
along with job security  will stand at center stage.
Hard numbers almost always dnve out soft concepts,
especially in an industry such as education which has
historically been data.shy and thetoric rich. They seize
any thing thay can be quantitied enrollments, test
scores. creditthours. Not unexpectedly, therefore, with
respect to salaries we are inclined -to talk first and most

. much

-

about how much. How much’showld o protessor make?
How amiuch does a professor make? 1 would hke to
sugpest that these may be the wiong questions. We
for what purpose? How

should ask mstead. How much

toward what end? In other words, we need to
ash what policy objectives ¢ampensation systems aie
Antended to serve. Only then can we begin to shape a

*Richard Chait is ceducational chairman of the
Unirersity.

Institute for Educational Management. Hayvard

ERIC . 0 0

Aruitoxt provided by Eic:



Q

ERIC

Aruitoxt provided by Eic:

.

salary system, or more broadly, a reward system, con-
dmlvc ty those ends.

Pay can serve a wide range of purposes. | would like
to concentrate: today on three principal objectives:
subsisrence,;utivaricm, and satisfaction.

Above all else, a salary System should pr'uvitlc workers
with a decent wage' a meang to subsist and perhaps
even) to flourish. What constitutes a decent wage? There-
in lies the rub. The most common approach has been to

“To pay less than a decent wage. .
ironically, be quite costly.”

.may,

EE T T g

make comparisons with counlerpurts: and competitors
within the industry. Such efforts have been sunplnu{:
by the American Association of University Professo
(AAUP). However, as with most simple solutions to
complex problems, AAUP salury surveys are fraught
with difficulties. To mention only a few '

« Salaties are displayed wnlmul eR dld fot uplmc

except for medicine.

« Conversion factors from 12-montht to 9-monthe
sglaries are not standardized and- differ widely
from schiool to school. '

o Benefits are often only estimated with data based
on cost to the institution rather than benetit to
the individual.!

For these reasons, institutions and legislators woyld,
I.think, be better advised to do as SREB does: collect
and compare regional data, and even there, cametully
select peer institutions. schools, or departments with
sitnilar characteristics, workloads, and the like.

To complicate the matter, tesearch suggests the
AAUP-like comparisons may have limited value from the
persptttive of the faculty. First, the vahidity which

employees attach to salary surveys depends significantly

on the degree to which employees help select the refer-
ence group. What iay look like a logical refevenge group
to management may be viewed quite djfferently by the
work force.,

What is the relevant market, if indeed salaries are to
be determined by the market? (Comparable institutions?
Similar departments? Should a law ofessor earn more
than a classicist? Does not the university vatue both
ficlds equally? Should we be concerned about offers
from clsc‘\cn, or With what the engineer could make
on the outside? Perhaps for public institutions the
market should be other state employees. Should a pro-
fessor of*nursing make more than a similarly trained
nurse at a state hospital? Should a professor of account-
ing make more :than a similarly trained accountant at
the state treasury? And as Ph.D.s saturate the market,
maybe we should altow the forees of supply and demand

“to take hold and drive salaries downward absolutely.

Finally, maybe the only rclc‘vant criterion slmuld be the
ability of the employer to pay .2

I can raise these critical questions with you, but |
cannot answer them for you. The answers are matters

of philosophy and public policy that are best determined

£

(

~

locally with participation by employges. 1 can urge that
a philosophy uabout compensation guide the develop-
ment of salary systems, and F can recommend that
salary schedules afford a decent wage, it only as a practi-
cal matter because the more severe the pay dissatistac-
tion, the more attention pay commands. To pay less

Pn 8 decent wage however defined, may, ironicslly,
be quite costly. ' :

Atter all that, to attend only to the external markets

and interinstitutional comparisons would be to miss
<a key consideration. Research suggests that, for most
employees, the most significags comparisons are within
the org*mlzalmn Workers watch closely differences in
salaries and raisés. The market that employees kiow bast
is the‘tocal market. And even where salary data may be
unavailable the comparisons oceur nevertheless, atbeit
with far more speculation and far less accuracy. Thus,
even if an institution ot system achieves panty or
sgperiority vis-a-vis a peer group, internal comparisons
can easily lead to pay dissatistaction.

We all 1ccognize that inadequate salaries can lead to
lowered morale and pay dissatisfaction. Let's assume a
decent wage and ask the corollary question: Will
adequate, even  generous, salaries lead 0 increpsed
motivation? The subject is ternbly complex; expert

AN ~

(X3

Aor a pay plan to motivate people,
the organization must convince the work
force that superior performance will in-
deed lead to more pay.”

opinions differ and sometimes counflict. We do know
from research that fust raising salaries or pay levels does
not icrease pmduclivily."

Moreover, ‘we, have identified certain circumstances
which mugt prevail for salaties to effectively motivate
employees. What are those circumstances?

First and foremost, for.a pay plan to motivate people,
the owganization wust convince the wotk foree that
supertor performance will indeed lead to more pay.
Simply stated, I, as an employee. must be persuaded that
increased effort will lead to impr(swformuncc and
that improved performance will, in turn, lead to in-
creased pay. Should employees believe that that linkage
has been severed somewhere, the prospects of more pay
will not motivate greater effort. To ensure that linkage,
and thereby validate the system for employees, manage-
ment must conduct performance evaluations, ideally
based upon objective] quantifiable, and clearly com-
munfcated criteria. Purther, there would have to be
meaningful and regular performance appraisal sessions
and discussions between supervisors dnd subordinates
about the overall operation of the reward system.

These cirumstances hardly describe the personnel
practices of most colleges and universities where, tradi-
tionally, supervision has_been loose and evaluation elu- -
sive and often unwelcome. At best, we subjectively
judge performance now and then based upon vague and
trite criteria. The very nature of the profession probably

il



precludes  objective pettormance measures. Moicover,
few academic admnnstiatons have appetite and talent
to B éflective supetvisots.. Asta result; we cevaluate
pootly and - inregularly o ot at all, espectally  atter
appotntinent to tequre.’,

Fven an environfments outside  education,  simlin
problems anse. Ment pay usually detves front some
eviluatton by supervisors. Yet, studies reveal that most
wotkers, patttculumly i unmnl/’ud orgamzglions,
not beheve supervisor’'s evaluation to be eithdt accurate
ot valide Small wonder, since most empldyees ank
themselves as above average performers, Al Genetal
Electiie, on a 1-10-100 scale, the average sell-evaluation
was 77, and V0 percant of the wespondents had a selt.
assessment above the mudpomt on the scale In another
study of OB professionals and ﬂ;m.lj,,vl\ K3 pereet
placed themselves mthe top 10 pereent.

By detution, only halt ot any l,mpululmn cIn be
above average  Yet if most employees have selt-pereep
ton as above avertage perl@imers, thep mewtably many
wothers will be disappomted with an average or below
average  pay ancrease. Self-esteem suttens Does the
employee respond by working harder” Not really . Moe
comutonly . the wotker denggrates the supervisor and
mvalidates  the supervisor’s assessment. The worker
dissatished md unapprecuated  because a0 selt
|w1|unvn;um- viclded such a0 token

do

teels

perceived

H‘\‘.'.lld.ﬁ

Fhe ink between performance gnd pay tepresents an

essential conditton tor pav to motivgte  There are other

e emplovee pugd wgard payas an
. /o

’
—— - Coem .o s -

strong

prereaqunsties

“Constderable  rescarch  sugpests  that
supervisors consisteptly overestimate lhv
unpotrtance \ulmulﬁa ies us\wn ln pay.

R SN

: . . _
mportant and destable Teward. Winle sirely mipor tant

Sto everyone, some people value méney less thim others

ERIC

Consrlerable research supgests that ssupewisors' consis.
tently overestimate the miportance subordimates
to pay. And hmited research sogpests fhat workers m the
non-pofit seetor do not attaeh as mu\c]; simficance o
valence to money as wotkherg i the for-pioht sector,
Faculty do value other dTnvnci(‘g ™ osecutity . work tiee.
dom, critical acclamm, prestige. and satellectual fultill
ment, o name a few, Ac ulcn_m mstitutions hold some
values niore demly than money “We ate not driven by a
“hottom line™ mentglity. We routinely have
which lose money. To be sure, pay IS important to pro.
tessors, but to the (Ivglcu that 1t a8 \mmwh il less ll‘lpm
tant than othet &trsie and lnlnn\u tewards, pay loses
some of its .|lnluy to mnuv e, ’

Motivatiqn by muul Paytequites some public dis
closurt about Tﬁy LTI a/u- faculty member, duv not
know who received what#metit maw\ncnl or how |
fated 1elative to specific colleagues, how will T know
“how well l haver done, ow faity the systesn operates,
or what the institation values? For the system to woik,
the mcntondus must be” highlighted rather thai }nddcn

SHUCCSSCeS

AN,

Yet, 1 ahink, few facnlty wid admimstrators are ready
tor full or even partial disclosure They believe this may
be desnable tor elected officials, but surely not tor
pther pubhic employees, and feast of all for facnlty.
Finally, ment pay 'seoms to work as a motwator only
where the pay differential proves to be substantal A
modest award to daistingush the very best I'rum the very
worst does hetle to mouvate, lnﬂmm Bdward Eawler,
a precnument mrthouty on pay

Motvating |N‘Spl(‘ with” tmancial rewands 1y
not a piket’s game. Large amounts of money,
must be piven o the good perdfotmers o
employees are to place a high value on good
pertormances and  the rmses to which 1t
leads. .. o 1t a company cannot afford o do
this or 15 not wilhing to, it should probably

abont  usmg  payve to motvile

6

torgelt
petlomuance,

How much s enough? That's ditficult to p\mg(: altheugh
somo compensation andlysts have  suggested that the
ment equal, at the very least, the amount turmished all
employees tor contimued servige. Probably the ment
increment should be much more than that to be an
cfiective monvator. Given the nature of public cmploy
the tesogiees, and the vagates ol
pettormance appransal, 1 doubt that substantial erit
merements e leastble at Sl;ilk"xlll)[)()ll(‘Ll (and pethaps
mdepéndegl) colleges and unversities.

Does all this mean we should torget about ment? No
Doet s mean we should forget about ment pay as a
means to motivate facubty? Probably so. Do®s this mean
taculty cannot be motwvated? Probably not

ment. scatetty ol

Lhere are tewands othey than money  and at least one
study, supgests that faculty may value these
qutte highly  How do we discover owhich Laculty valee
what rewards” We ask. A prptessor at Fexas Chastian
Utaversity did qust that and discovered that facuolty
teward “preferences wall differ by age | school, and rank
O 1/ possible rewards, taculty at the tank of mstiuctor
tated o $200 aexemch award eighth while more semor
f';lcul!‘_\- tated the awand titteenth-Faculty at the Divimty
School tated travel tunds to one conterence second only
to a sabbatical: faculty at the School of Fducation tated
travel funds mnth. ‘ ’

rewands |

-

at the school of nuarsing rated

Faculty “a parkhig
space” tenth. Fveryone k'lﬁ(‘ sitetl i 17th. Why? Because
nurses come and go to Gimes .uul to hospitals— so s
JVery  muport. ml' teward tot, a faculty member moa

school of nulsmp, and one that muld be given based on
|\mtmm mee

Some of lhv se rewards sabbaticals, Ip.ul reduction,
and tenure T can be costly, Other pnzed rewards a
$ 200 research grant, a S000 faculty development awand,
a'stadent assistant  cost less. And some forms ot recog-
nition dand reward, such awands to distinguished
teachers and scholars, cost nothing, :

ds

Ihe keys are; 1 believe, to detemmne what tacalty, as
individuals, seek and value and then to make certain that
the individual performance to be rewarded ;Uppmls

v
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« plistic.
7 pL‘lh)lIllullLC because eftfective pcnIonm.mu:(pu)vufu a

institutional goals und that “institutional rewards rein-
force individual desires. None of the links between goals,

pv.rfurman‘&c,_ rewards, and desires can be broken. Morex
effective nfunageent of recognition and rewards, both

economic and non-economic, can, when tied to perlor

R N i .

better laboﬁtories richer libraries, mare " compact

- schedules, more support serviges. Others may recon-
figure the very nature of the works s0 as to increase’

sut.i’sfauton more advanced coutses, more time for
research, more opportunities for instructional innova-

mance, serve to motivate, ‘especilly=when the differ-, . tion. Through the garefu) allogation of all these rewards

ential distribution of rgwards proves to be “significnt
andd observable. |
-} turn now 1o the final aspect of salaries 1 wish to
address todag  satisfaction. Therg are many elgments
To satigtaction® In a seminal study, Frederic Herzberg

- »

»

. hd . T =
YFaculty do value other qurrencies -
- security, work freedom, critical acclaim,

prestige, and intellectual fulfiliment, to
. name a few.” .
b\
' -

-

- . ‘ L] . N .
. concluded that those factors which contributed most to
“worker satistaction_and tunction best as mativators are:

2

sense of achievement, recognition, the work itself,
responsibility, and vpportunities  for  advandement.
tor chbcu, the opposite of worker satistaction is not
dm.:lisi‘ulion but, 1ather, no satistaction. The causes of
“workex dmdusl.aumn (lhc upposuc of course, would
Be no dissatisfaction) are hyg,wnc issues, such as’com-
pany policy. supewvision, and salary.  Subsequent
that Herzberg probably upiesti-

mated the importance ul pay as a satistier. Ma®t studies

rank pay about third, not sixth as Herzberg did, but then

again not tirst as conventional wisdom does.

Pay satisfaciien is an clement. indeed an impottant ~

clement, of worker satisfaction. The threshold question
which emerges“fs whether a satisfied worker performs
better. We commonly presume that satistied workers do
perform better: that is: that satisfaction causes,improved
performance. Yet resguch suggests something  quite
ditferent. The 1elationship is more dynamic than sim-
Must often satistaction gesults from effective

and dcu)mplhlnmnl and fre-

\cn\g of aclievement
These rewards,

quently Ic‘ad\ to increased 1ewards 9

directly or indirectly, augment worker satistaction. -

I sum, performance can influedce satistaction when
performance  begets  desired tewards. Likewise, satis-
taction can influence performance, ecause satistaction
has an anpact on which rewards assume what values and,
an turn, that value set influences motivation. Henee, pet-
formance, satisfactian, and motivation are inter-related.

Very simply, the goal sho ye to determine what
mix of intrinsi¢ and ex{rinsy Is satisties workers,
and then to gorrelate ag clygfely a$ possible the relation-
ship between work, Performance and worker satistaction.
The best performers should be the most satisfied and the
worst perforyers the least sa{istied. Pay will be a part
but surcly ndt the whole. As | mentioned earlicr, there
are other economic rewards gal other intrinsi¢ rewards.
Some may improve the w{q’k"cnvironmcnl provide

) :

] " - . i e

) A 1 A

- se, and too little

1Rrators should attempt o satisty
s

and incentives, adn
the best performers and dissatisfy the worst,

How does one geach that goal? At leust to startel

would recommend that Jegislators and senjor administra-

tors grant | suherv:sors the authority and Yesource
ﬂemblhty m discriminate among performers. In fact,
the sepior-most olflu'n should, in part, judge the per
fonpance of “supervisors on the degred to which the
distribution of rewards reflects discernment and -the
degree to which satisfaction and performance correlake.
I, for one, would like to have two data sets -
ment’s lls! of the most and least offective faculty, and

. some measure of satisfaction as self- rcp()rtcd by those
faculty. In a well-mansged university, - there will be a
close coreldtion between percetved effectiveness and
perceived satisfaction. To achicve this goal, 1 should
note, the bottom line - the total dollar package for
sialaries and other rewards
The dollar value of the rewards may 1emain constant,
but the distribution curve will chafige.

So where does all this leave legistators and’ legisla-
tures? Certanly not concerned with individual salaries
and perhaps not concerned with salary schedules. A
logislature would properly be. concerned with the total
cost of cconomic rewards. Parameters need to be estab
lished there. Beyond that, 1 would encourage lawmakers

-

manage-

-

1

need not necessarily change. o

[«

@

to explore and develop ways first to aftord instititions

“Not cvmyom. should be sdtlshcd Bm
the best should be most ..mshul. This 18
not inequity. It's good wanagement.”

s »

the latitude td reward fucn?lly differentially, markedly
differentially, both as regards the value of & reward pack-
age and the mix of rewads. Second, 1 would encourage
legislators to encourage educators, cither directly or
through appropriate state agencies, to use that tlexibility
and to produce documentation which demonstiates that
it has been used. Not everyone will be satisfied. Not
everyone should be satistied. But the best should be the
most satistied. This'is not inequity. It's good manage-
ment. Inequity provides the same rewards for different
levels of performance” We make too much ot money, per

of pother rewards”at ow disposal. We
make too much u/;(uy satistaction. and too little of
waorker satistaction. The challenge tor b ILg,usIalurc Is to
discover what set of incentives is at «its m)mnmnd to
motivate colleges and universities to ifpprove institution-
al performance with -respect to the improvement of

well.

14
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individual pml‘lnmmc And in that endeavor I wish you
LY
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¢ . . NOTES ‘\. :
For an olaboration, seé Rosell;ary Cliff, “Opponu'nities and Pufalls fn Faculty Salary Colparisons,” puper
presonted at the Third Annual Academic Planning Cwaference, Universi(y of Southern California, 1978.
2These and additional questions of philosophy are tlmughtiully raised in Joe L+ Saupe, “The Politks of Faculty
Salaries,” paper prescmed at the Third Annual Acadenyc Planning Conference, University of Southern’ Califomla.
1978, . .
X ' -

3Rdward Lawler l( Pay and Orxanizational Effectiveness: A Psychological Fiew, New Yoik” Mg(‘raw Hill, 1971,
.p. 67. The entire volume is very much worth reading as is Edward Lawler 111, Motivation in Work Organizations,
Monterey, CalifSmia: Brooks/(‘ole Rublishing, 1973, Chapter Six is especially relevant to the qucstlon of pay.

" 4Herbert . H. Meyer, “The Pay-for-Performance Dilemma,’
Review, 1973, pp. 42:43. '

SIbid., p. 42.
$Lawler, Pay and Organizational Effectiveness, p. 173.

Organizational Dynamics and Compensation

7Rthﬂl‘d Fenker, “The )mcntivc Structure of a University,” Journal of Higher bducation, July/Augusl 1977.

8Frederic Herzberg, “One More Time: How Do You Motivate Employees?” Ilamard Business Review, January-
February 1968. . -t

9Lyman W. Porter and' &£ dwar*l uw!cr L, “What Job Attitudes Tell About Mouvauun Harvard Business Review,
January February wox _
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 Graduate Education:
Access, Quality, and Compeﬂﬁon

A Higher Education Agency Perspective

I3

Most of the difficulties confronting higher education
today either affect or are affected by graduate educa-
tom Until fairly recently. the comprehensive and |

J&rant universities were our major public graduate inst

tions. Some ot the local colleges had mgster's programs
for teachers, but that was about all. The situation has
changed, however, in part because most comprehensive
and land-grant universitiecs were not  built in major
metropolitan arcas. It your state bullt yours where the
people are concentratéd now, you are (a) unusual and
(b) lucky. Because tic population growth in thggSouth
is concentrating in urban arcas, the universiti®S which
serve them seek’ graduate programs for their constitu-
encies. As the urban arcas gtow in population, su they

will grow in pnlltfwl power. Therefore, the urban univer-

sities not only. want gmdlmtc programs, they are apt (o
get them. ‘

There are several different kinds of graduate educa-
tion. First, there are traditional research-oriented doc-
toral programs, most of which are designed to prepare
persons for academic or research work, Thirty years ago,
the South was far behind the rest of the nation in these
kinds of programs; today, . however, we confer about
one-fourth of the ndlion',s doctoral degrees. Unfortu-

nately, we are_doing so at a time when far fewer "

acadeinic pusmons will be available for our graduates.’
Second, there are professional programs: law, medi-
cine, dentistry, and veterinary medicine. Student

‘demand for access to them ganerally outstrips society’s
needs for their gratluates. Nonelheless, universities wlich

do not have thent will probably seek some professional

Gordon K Davies*

programs in response to demand in, the regions they
serve, . ) .

Third. there are graduate programs for those who
continue their education while enployed. Most ot the
graduate programs. for teachers, the part-time master’s
programs in business and ‘public admindstration, some

master’'s work in engineering and wmputer sueme are
good examples. They are oriented toward a particular
goal, such as promotion, licensing, or recertification.
Students enrolled in these programs are usually older,
employed, have family responsibilities, and need to study
fairly close to their homes or places of employment.

*Gordon K. Davies is director of the State Council of Higher Education for Virginia.
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Finally, there are a few sell»developmcnt gmduute
programs, such as the master of humanities ot general
studies. These are designed to<help men and women

round out, their education, grow as !mmun beings, ande

conie to a better understandig ot themselves and- theit
world. . '

Given these L.mds of graduate progiams, the obvious _

_next question i Who should do what? 1t fs also a
qquestion whld\ concerns you, as it does your state’s
higher education governing o1 coordinating  agency,
because colleges and universities have an inevitable
tendency to become more and maore alike if left to their
own devices. They will dyplicate one another’s sefvices,
arguing all th&while that-it is necessary to doso in order
to meet the needs of the 1egion they serve.

The commendable notion that everyone should have
access to at least the tiist two years ot higher edueation
within commuting distance of his o1 her home has been
extended to cover all of undeigraduateducation and a
fot of graduate and professional education as well. It
15, tor instance, not at atb upcommon to hear complaimts
about the" unwananted hardship imposed by having to
leave home to go to faw school or get a doctoral degree.

My expertence leads me o beheve that most states

have budgets o which there as a linnted amount- of
I tollows trom
—~ai,

money “availlable tor highet educanon,
this that starting mote graduate programs will result
spreading the money motre and more thinly, with a pre-
dictably negative eftect upon the quality ot all higher
educaion. 1 say that the quahity will dechne, acknowl-
edging at the same time that 1 have considerable it
culty defining quahity. 1 feel about it the way St
Augustine felt about tune: he co'mplumcd once that he
knew (uite well what if was untul someone asked him to
define .

“1 sugfest that the traditional doctoral
programs in the liberal arts and sciences
.. .should be offered at the comprehen-
sive and land-grant universities and no-
where else.”

’ |

We would probably all agree on two poipts, howevel
‘tirst, the quality of higher education is not fully depen-
dent upon money; and second, it is not tully mdepen-
dent, cithet. The thinner you spread the money, the less
good everything will eventually be, including the gradu-
ate  programs  at our comprehensive and land-grant
universities, bachelor’s programs everywhere, and com-
munity college programs, -

I suggest that the tradittonal doctoral programs in
the liberal arts and sciences, those directed toward
academic and research professions, should be oftered
at the comprehensive and land-grant universities and
nowhere else.

The same is generally true of professional programs,
including two-year, residential M.B.A. programs.

The in-service graduate programs should be offered
throughout the state, whuUnuc is sufficient

B ]

‘demand for them, Here, however, we need to be careful
that the professional associations and universities do not
enter into mutually advantageous but unholy alhances
to increase umealistically the amount of continuing
education requited in vunu{fs occupitions.

The selt-development programs also should be offered -

wherever thete s sufficient demand for them. Indeed,
m this tmie of httle, comfort, we probably  should
encourage more such programs than we have.

Clearly there are exceptions to these general sugpes
tions | have made: medical schools and doctoral pro-
grams at universities which are not comprehensive or
fand-grant, and the like. T don’t think these can be
discontinued; | sim#ly propose that theit prohferation
stop. We have entered an era of “liteboating™ m graduate
education « f a new program s going to get into lhc
Itfeboat, an old one Is gong to have to getout. It every -
body gets in, and nobody gets out, we shall alt sink.

The advocates of growing universtties frequently
argue that 1t s impossible for an mstitution of higher
education to achieve quahity without having tull-fledged

graduate and professtonal programs. 1 don’t believe 1,

14

“We have entered an cera of Cliteboating’
in graduate education i a new program
is poing to pet anto the liteboat, an old
one s gomg Lo have to get out.”

and T hope you don't (\-anluscs quality with
size and level ol mstruction., very istitution s not,
thank God, Harvard, nor was every mstitution meant to
be. 1t iy quite possible to offer baccataureate and in-
service graduate programs of good quality without a full
arntay  of  doctoral and programs. The
emerging urban universtties should do this, and should
not t1y to become metre copies of the comprehensive and
Fand-grant umversities. There is nothmg distinetive about
bemg i copy of something else.

" The general tendency ot institutions of higher educa-
tioy to become more and more alike, of colleges to want
to be univetsities and of universities to want to be com-
prchensive,  bettays  the fact that most of  higher
educationis sulfering, from sclerosis of the imagimation,
a hardening of patterns of thought, an inability to cn-
culate new ideas, a loss of vision which makes it safer to
copy vyesterday's successtul effort rather than creage
tomorrow’s. The phenomena with which we e all

* familiar  dechning numbers of young people, increasing
numbers of part-time students, generally level enroll-
ment,' stable funding at the best will be with us
thiough the Eighties. The health of higthluculion at
the end of the coming decade will depend i large part
upon how ereatively we respond to these phenomena.
This leads me to a set of suggestions which 1 propose Tor
your consideration.

# First, we should treat graduate education as a privi-
lege rather than’ an entitlement. Lt is silly to make

. believe that we can provide high quality graduate pro-
grams of all kinds within commuting distance of every-

professional

T, k2
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one who wants them. In-service and selt-development

~

programs, pethaps; but at the risk ot beimg unchatitable,
we should hold the hne on professional prograns and
traditional doctoral programs,

Second, we should disavow the myth that students in
some programs, for instance, in the health professions,
are there solely for society’s benefit. In'fuct, théy are
preparing for fuciative, socially prestigious  positions,
and now we ate probubly producing mbdre graduates
than necessary to meat society’s needggyTheretore, the

“tuition charges for l]lt‘\t‘ programs sh8uld be increased
\l}.,lll“( antly .~ .

»
'

Third, bécause graduate education is a privilege and
benefits those who participate in it, graduate tuition Jl
general siiould be increased, | do not know the tuitivn
policies ot each ot the SREB states i detail, but m‘_y
impression 15 that twition would inciease significantly
it tor mstance, we were all to charge inState students
about halt’ the total cost associated with a particula
praduate  progiam  and  out-otf-gtate  students  thiee:
fortths. We should have different tuittons tor difterent
disciplines, bevause the cost of the disciphnes vanes
widely . » * .

H graduate and pmlowmnal tuitions are incicased., \
we should of course expect to allocate more financial
awd to graduate programs. Howe do not, the programs
will be available gnly to the more atfluent metbers of
society, and we shall reverse the great progress we have
made - the South toward building systems ot higher
cducation which are open to all qualified men dll(l
women regatdless ot wealth. '

Fourth, we should be carcful of the strong cmphasis
now being placed upon required continuing education
in various professions and occupations. These require:
ments have thetr good pouits, which | need not enumer.
ate, but the upward sp of credentials also teeds
graduate programs and may- end up costing the taxpayers
more  for training and ‘education than is necessary.

Fifth, we should treat higher cducation as if it rcullyk
were a system of inter-related components, because it «
really is. For tstance. m many utban areas, comgunity
college entollments e sulNenng as the two-year i“l\\iltn
tion and the local umvu\lly begin to compete for the
same potential students. At the same time, however, the
utban university is calling for addhiional resourees to
cnable it to grow at the graduate level, Why not eduee
the freshman and sophomore emolliment at the wiban
university and encowmage students to emoll instead at
the local community college? Then, with liberal agiee-
ments tor transter ot credit, the students could enter
the wrban university as juniors without losing any time,
the enrollments at the conununtty college would be
bolstered, and the resdurces now being spent by the
urban university ou freshngen and sophomores could be
redirected to graduate instruction. There is no need to
build new facilitics for graduate students at an utban
university if' a systematic reallocation of responsibility
would ensure that the local conumunity college and the

¢
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*university would both make subatuntiul contributions to

higher cducation without a great deal of additional
funding. v ‘

- e

“It is silly to make behieve that we can
provide high quality graduate programs of
all Kinds within commuting distance of
cveryone who wants them.” .

- * The suggestions | have made thus far would help to

clem away the tangle of winderbrush that now chokes
graduate education, and might slow the proliferation of
prograns. Atter all ths is done, we should treat graduate
education as a tritical investment in the well-being of
our society. Owr technologies wee increasingly ¢oMiplex:
our problguns incieasingly severe. Our need for experts
grows evfty day: not just our peed tor technicians who
know how do thewr jobs, but om need for edueated
men apd womdn who understand how they and thei
jobs tft mto the fabiic of sogtety. Graduate programs
i workers essential to a healthy ¢conomy, and contri-
bute sigmficantly to the quahty of hie i gur states,
We shall do well to sypport them.

We shoald fund graduate education adequately. Ow
doctoral progiams ae generally new and gcu('lully.uﬁ
known gcross the nation. Theb graduates will hae an

Imn‘.nlnbly difficult tie getting jobs as the demand--

for acadenes decieases drmmatically e the j goning
decade. Fthunk atis pan ticulatly tuportant to put money
tor doctoral education into these programs, rather than
mto starting new ones, so they can bld wputations and
compete effectively. 1 you have too manty m you lite.
boat, kick-a few out. But for heaven's sake. don'’t et
aiybody else m oo we shall all be swimnnng m shark-
mitested waters, .
Having oftered all of these suggestions, my question
tow is Ciiin any of us-take the heat? Can we withstand
the crntticism wlich will come it we assert that graduate
education is a prvilege tather Yhan an entitlement, o
i we ncrease tuitton” an o gaduate and - professional
programs, ot do any of the other things I have sug-
gested”? Fdon't know whether we can, but T am sure that

- your governmg o1 coordmating agency cannot unless

you ate prepated too Fdon’t thmk it matters whether
you have a strong governing board running higher ¢duca-
tion ot a cootdinating counal trying to get colleges and |
universities to cooperate. Neither will be able to gontrol
graduate education unless legislators support its offorts
to do so: tur a deat ear to the complaints of yow local
untvetsity that it cannot possibly achieve excellence
without doctoral grograms in Tasmanian archacology
and By zantine crotica, or professional programs in law
and osteopathy: and take a systematic view of highes
education as a wholeghtt youn state. | don't know if you
can do that, but 1 certainly hope you can. I you can’t,
those of us in coordinating o1 governing roles are going
to find ourselves pretty isolated and generally mettective
as we try to dca! with graduate education in thc con)ing
decade.
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Dr. Davies 1aises the question, “*Can any of us take
the heat?” My responsg is that we as legislators should
be inttiating “the heat™ to bring about change.

Di. Davies® suggestionstitre aimed at controlling the
proliferation of graduate programs. He concludes that it
is our obligation to turn a “deaf car™ to the-complaints
of our local universities regarding their requests for dec-
toral programs in exotic fields, and that we must support
efforts of owr governing body in higher education to

control the expansion of programs. As a legislator 1

cannot conclude that we should tuin a “deat ear’” to the
complaints of our local universities and constituents. In

.. should graduate programs be located
witre the people are?”

Iz:c(. those statements which ate made by local people
may have more merit than those which are made by the
coordnating counvil ot governing board - Why miust we
assume that a governing body has no built-in bias?

A look at Florida may provide insight into problems
which other Sunbelt states may expetience in the near
future. Florida has experienced a great influx of popula-
tion, with the mgyority of Flonda’s new tesidents
choosing to locate in mettopolitan ateas. In contrast tq
the Unitetl States™ average ot 73 percent and SREB's
average of 04 percent, Floiida's mettopolitan popula-
tion is 84 percent. In response to this influx of metro-
politan growth, six new universities and 28 new com-
munity colleges have been added to the higher ¢®uca-
tion system, and yet three original non-urban based
universities continue to enjuy the status of offering the
majority ot doctotal programs available  throughout
the state.

The contlict of non-urban university graduate pro-
grams and metropolitan population_expansion includes
another element of historic note. The alder universities
in Flotida were, at one time, cithet all male, all female,
ot all black. The pattern of the three oldest schools has
been reflected in the availability of graduate programs.
The previously all male school, the Univérsity of Florida,
continues to place heavy emphasis on the science and
engineering tields. The previoysly all female school,

*Pat I'rank is a state senator from Tampa, Florida.
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Florida State University, which heavily emphasized the
human and social sciences, presently offers doctoral
degtees in the science and mathematics fields; while the
previously all black school, Florida A&M, which was
pmdominmcl)’ an agricultural school, does not yet offer
a ddctoral dogiee in any field,

Is there initiative presently being cxerted in Florida
to transfer existing programs to universities located in
utban areas whero the majority of the population exists?
No. Rather, the argument 1s expressed that proliferation
of programs§ is not necossary and that duplication of
programs would be expensive, a simitar position to that
taken by Di. Davies. Perhaps we should ask the question,

G T

”é%

fg{;l\‘fy
i

RN
P

Why should graduate programs be located where the
prople are? : .

It should be noted that in reviewing those schools
having the largest campus populations in the United
States, that is those with populations over 26,000
students, Miami-Dade Community College is seventh in
student enrollment. With 38,000 students enrolled, only .
six other colleges, such as the University of Minnesota,
Ohio State, University of California o1 Michigan State,
exceed Miami-Dade Community College. When  we
examine ythe number of students in Ilorida who are
enrolled in, graduate programs, however, we find that
Florida’s percentage falls below the SREB and United
States average with only 7.2 percent of student enroll-
ment in graduate programs compared with SREB's 9.6
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percent and the United Statos’ 9.8, I maintain that the
desire for graduate egucation does exist amopg Florda’s
citizens, yet the lack of accossibility to graduate pro-
grams discournges studeats fiom purmiputing
Cundidates for graduate studies must consider the
finfncial mpact of relocation. Today, the energy short-
age limits the ability of students to live in one city and
commute to another for graduate pm ns. Further
more, industty and business me located \vlmpnlnun
arcas, The benefit that industry derves fiom applied
rescarch conducted within “graduate” programs can be

gy

Andustry and business benefit by the
location of griduate programs in those

“

metropolitan  aregs  where  commercial
activities'exisy.” . '
LWt I — e
N :
substanual,  Graduate  programs  encourage  research;

thgrefore  industty and business benefit by the location,

of graduate programs in those ‘metropolitan areas where

“commercial actwities exist. In-turn, the tusiness com-

munity will then support higher education. This can be
a substantial factor 1n the miprovement of quality pro-
grams m the state We should alsq, not ovetlook the
benetit of diawmg upon the services of outstanding
professionals who woitk m industty located in utban
arcas.

have graduate programs i order to have quality. Given
the cuacumstance of costly  facilities existing m non-
uthan” areas and demands bemg made by mettopolitan
crizens for gradugte progunns, how can the problem be
resolved  from a Zlegistative viewpoint with as few
dollars being sent as possiblesyet quality and acces-
sibility bemng guaranteed? f\“} .

This problem was addressed by the Boatrd of Regents
m Flomda in 1978 when the regemts adopted a docu-
ment called “Role and Scope.”™ The core ot the dogu-
ment included the concept that the older, established
universities in non- uthan areas would be dubbed *flag-
\Illp universiies” with accessibility to their programs
being given to all students throughout the state. The
remaining, the newers,
be regional in nature drawing only upon citizens within
the parameters of then own geographic area. Stch
regronal pnivetsities would not have a wide. range of pro-
grams available at the graduate fevel, .

This concept diew immediate fige from legislators in
metropolitan areas. The opposition was guite naturally
based upon the premise that the majonty of the titizens
lived in urban areas, theretore, more accessibility should
be available to gladuate programs by those students.
Although a compromise was artived at in- the ultumate
document which was accepted by the Board of Regents,
a burden continues to exist upon those metiopolitan

“schools that would like to initiate graduate programs,

for the urban schools must meet certain critetia prion
to the establishiment of any new doctoral programs.
.. e N

First, there should be demonstrated demand  from
students who are place-bound: second, other needs of

“

nianly uthan, universities. would-

. action.

~

\

the local area may be considered, third, special churai. _

tenistics of the university or the tesources of the
that faciljtate service with reference to state, national,
or international needs must exist; and fourth, evidence
must be present that an appropriate, cooperative dogree
program would not meet the need. “While these four
criterin were established, thereby restricting the ability
of the newer, metropolitan institutions.to initiate doc-
toral programs, the regents did not equate criteria which
would have exammed plcsenl programs at the older
instifutions,

In my optnion, there remains some conflict among
legislators, regents, and administrators rcgdrdmg this
And, as Dr. Davies ucknowlcdgcs, the metro-
politan influence in legislatures will become increasingly

“important, The past’ Florida legislative session initiated

Di. Davies comments that not every institution must -

.

15

mujor legislation dealing with higher education, Much
of that lCLlsldllOl\ in my opmlon was & rosult of the
aftermath of the “role and scope™ controversy and dis-
cussion. The  legislature  recently enacted  quality
iniprovement. funds leaving the bption of the expendi-
tuig¢ of these funds to the local university president,
1ather than establishing them at the broad, Board of
Regents” level. Secondly, a study was ordered by the
legislatute of the, structure and governance of higher
education m Florida. These :\cliun‘s were, in my opinion,
out way of “‘turning the heat on.? ‘

As a result ot the autonnmous posmou of Florida's
community colleges, which enables them to identity
thelr mission independently, a lack of articulation
between the conununity colleges and unjversities occury
frequently. 1 strongly agree that we should look at the

feasily o the first two years of undergraduate study
being Operated jointly by community colleges and
umversities. This could seive to eliminate many of the

problems that arise between the two bodies, such as

Al Y

“must we. . deliberately’ strive to place
graduate programs outside of the citizens’
reach?”

common coutse rdentification and grade point jnflation,
ete However, transfer of university operations to com-
nmmly*c’ullcgcs would not be easy to implement, tor
presently most community colleges have an “open door™
policy: all . that is tequired for admission is a high scltool
diploma. However, mote is required of university stu-
dents tor admission. Additionally | it woudd be a physical
burden to transfer all university students to the com-
mumty  college. Facilities may be inadequate and. cer-
tainly . proliferation of campuses is not something that
should be encouraged at this time. Regardless of whether
or not the univessities incorporate their fnst two years
of courses at the community college, more coordination
between the two bodies is a must. We should certainly
ask questions such as: How does the cost of the same
course compare between a community college and a
university? What is the comparable course content of
the same subject being studied?- Is the same material
being covered on tests which are given for the same

’J«
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courses in the community college or the univessity, and
are the grades establishod using the spme criterin?
The issue of higher tuition for graduate programs is

addressed by Dr. Davies by relating tuition costs with.

ucome after graduation. For example, Di. Davies dis-
avows the value to society of those preparing for a
health profession because the profession is lucrative
after graduation. 1 fail to see the contlict between the
value to society.and the high income experienced by
these graduates. Shodld~we decrease grhduate program
costs in wother arecas, such as educatiop or social work,
because these graduates make less money? Income atten
graduation is not the important point; the determination
of whether society has a need tor the graduates ot such
programs. and it there ate positions in which to place
them aftey graduation is important,

16
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In conclusion; let me reflect upon Dr. Davies’ state-

ment which sums 1t atl up, "1t is silly to make believe -
that we can piovide high quality graduate programs ot

all kinds within commuting distance of everyone who
wants therg,” Certainly, we, as legislators responsible
tor the efticient control of taxpayers’ dottars, could not
disagree with this statement. However, my question
would be: Must we, on the other hand, deliberately
strive to place graduate programs outside ot the citizens’
reach? Access and quality are not incompatible notions.
Duplicating programs or maintaining the status quo are
not the only* alternatives. We who shall continue to
reflect a growing metropolitan constituency mugt con-
sidet” the diversion of graduate  programs from older
non-urhan institutions  to newer utban  arcas where
quality can flourish. )
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We as legislators and governors should take consider-
able pride i participation in the Southern Regional
Education Board, ffie nation’s first interstate compacl
for higher education. The establishment of this Board
was a far-reaching stateinent by the Southern states
that they were prepared to leave behind the traditions
that had held our region back and to recogihize the
central role thateeducation, particularly higher educa-
tion, could play. The accomplishments of this region
over the past 30 years are a testament to those who have
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preceded us. Their achievements and their sacrifices
leave us a very difficult and demanding standard for
action, so that we can continue to build on this 30 years
of SREB tradition. -

One of the great values of SREB has been in its cross-
fertilization, which has taken many forms. Most recent-
ly, it is taking a form of exploring what the organization
can do with new issues in the area of health planning.
I happen to have served as chairman of our state senate

*Governor Graham of Florida is chairman of the Southern Regional Edugedtion Board.
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- . Chairman’s’ Address = -

: | Governor Bob Graham* S -
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committee on education, and then served as chairman of
our comumittee ‘on health and rehabilitative services. 1
was struck with how many significant issues in -the
health-related area are very relevant to education; parti-
cularly higher education. As SREB expands its dctivities
in the field of health planning and health manpower, we
will begin to see some interesting and exciting potentials )
in the relationships between government and health
providers. This will be especially instructive to those of
us who are inlcreslcd\in similar relationships between
government and higher e(lucalion’pmvidcrs.

These SREB Legislative Work Conferences prgvide
for another kind of cross-fertilization and an appor-
tunity to rethink some of the ways in which we operale’
in our states.

"1 attended my first SREB Legislative Work Conter-
ence in the sutmmer of 1956 in Asheville, North Carolina.
I had just been nominated by the Democratic primary to
serve in the Florida House of Representatives. That was
an opportunity for me to get to know people Jike the
speaker you are going to hear next, Bab Berdahl - and
Lyman Glenny, and Win Godwin, and other-protes-
sionals in the field of higher education, as well-as fellow

legistators who were interested in higher education

policy. That kind of persgnal cross-fertilizatipn develops_
contacts that you can graw on as you return to your
home states. You will I(!Q(I these contacts to be a most
valuable aspect of your expepience as a participant in
SREB activities. - .

As a governor who served in the legistatore for inany
years, | hope you won't think 1 am being presumptuous
to comment on what 1 see as the role of the legislature as
it relates to higher education, and then apply that to
some ot the lissues that legislatures are going to have to
tace collgctively.

In many ways, a legislature is analogous to a Supreme
Court in that there is a very wide range of potential juris-
diction avalable. The court has to exercise “creative
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restrgint” to decide which of those p‘);muul issues
justfy the attention of the highest judicial body in the
state or the nation. th much the same way, that is the
position in which legislatures find themseltves. Legisla-
tures have the potential to make the most detadled
decistons as to operation of individual programs or insti-
tutions. 1 would suggest, however, that you try to disci-
pline yourgelves to avoid that. I suggest that you follow
this courdt in the area of highes education, because to
do otherwise will bring you mnto cdutflict'with principles
and practices, such as academic freedom and academic
prerogative. In addition, thete are decisions that are best
made by institutional powers, a governing board, or a
coordinating board. ot a statewide agency. such as a
board of 1egents.

But moge fundamentally, as you spend time on
details, you are less able to perform the one function
which legislatures alone can perform  that as. to set
statewide policy. Legislatures are the only agency under

out system of govertiment that have that broad sweep of
Focusing on  the

tespousibilities  and  Opportunities.
policy issues is the legislature’s
lc\pumuhlllly and opportumty.

This is an era in which we need some “L‘\ll thinking
m terms of education policy. There ate ‘many factors
which ate causing this period
eth Century to be a time of major transitton fog
education. Clearly, economic gitcumstances are rapidly
altering the relationship between the public and private
sectots and are altering the ability to allocate resources
as fully or in the pattorn to which we have become
accustomed in the past.

1 was involved m a discussion recently about an issue
of which you ate all aware  the unpheations of energy
changes. Just eight years ago, this nation had a positive
balance of paywments.
which this year will run close to $50 billon. Almost all
of that $50 billion can be ditectly related to the increase

most  fundamental

in price that this nation is paying for oil. If you take $50 ¢

billion: out of the economy of this nation. it causes a
whole rippling effect of changes in our economiic priori-
ties a rippling effect to which higher education 1s not
immune. We are also in a period of treinendous techno-
logical changes. We  are mcreasing®  and 1adically
changing the nature of our society. Here in Atlanta, for
one example, a television station is setting a new stan-
dard to become truly a national individual television
station with satellite capabilities to rgach the entire
country., ' =

The next thing that is coming will be a new era in the
potential of television. With new, relatively low cost
technology. you won't need to have a cable in order to
receive satellite television signals; you will be able to
receive them directly in your own homes. The potential
is enormous for this new technology to help educational
institutions reach out in new ways to. pmwdc services
to new client groups, particularly to the elderly.

We are also in a period of declining eurolhuent. You
know that in the early Sixties the birth rate in this
country plummeted. Since 1972, it hus been below the
replacemient level, We know that ‘we are in a period of

- BO years into the Twenti-

sector.

“under which the indgpendent institutions have operated.”

Today we ate running a deficit,

1
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underutilization of higher education. Ipstitutions that
used to onrofl 10,000 students are now cnmllhig 9.000.
Many institutions bave gone dut_of existence as a result
of the decline, in the ability to attiatt a sufficicht
number of students. There has been parficular pressure
on the private sector,
\ students in Florida were enrolled ni private institutions,
This year, less than 15 percent are enrotted in the private
Many. factors have contributed té that decline,
but a major influence has been the financial constraints

All of this transition takes place in the context of tre-
mendous “public questioning about government itself.
Can the level of integrity and ethies of govermuerit be
tusted? We are now one day past the fifth anniversary
of the tesignation of the only president in the history
of this country to telinguish his office because of ques-
tions about the value base of his administration. But

“Véﬂ-—‘m\"’"l‘hcnplc are questioning the competence of-
governmen? today . Can government be trasted to handle

ditficult decisions? T was interestod to soe - column in
a news magazine commenting about President Carter’s
energy ‘p(‘t,j It said, “Would you like to turmm over
development of syathetic fuel in this caputry o the
“same people who bring you the Postal Service?™ That
sott of basic question on the competence of'governinént
to deliver compheated services also applies to higher
education. This same environment faises questions for
higher education. .

First, how does government establish selationships
with institutions that havegthat unused capacity so that
we ¢an take advantage of it for our peopie? One of the
major thrusts of SREB during the next peniod is going to
be ta expand its regonal “sharing programs to make

state  boundaries less important in some cducational

matters, so that we can better serve our people. How do
we abso use this unused capagity to encourage greater
productivity in higher education? One of the reasons
that the public mistrusts the government is that they see

heavy labor-intensive activity in our economy whiclh is

not keeping pace with the necessary increase in total
productivity . b tliink in higher education we have the
oppottunity and the imagination to use this capacity
that is now available to begin to seek greater productivity.

Second, there is the question of the survival of private
Jnstitutions. Tlas nation broke with the pattern in
Furope where institutions were either all of a private
nature particularly of a religious nature or wll
public. We developed a strong dual system which has

_been one of the great strengths of our higher education

experience in America. That plurality is now in consider-
able jeopardy. | think it is the responsibility of state
legislators and policymakers to think through where we

want the independent sector to be 10 to 20 years from
now. )

Budgeting is another issue loddy Most our hudgelmg
systems since the end of World War 11 have been bmll on
the asswmption of unending growth. The rgality was that
as an institution addcd 5.000 students it did not incut
the same amount of cost as it did when it ongumlly
enrolled 5,000 students. Yet we funded institutions as
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In our state in 1950, half of the.
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if that were ‘th(N;se. Because of that less-than.
incremental cost for those new 5,000 students, the insti-
tutions had the resources left over to invest in new
directions and quality. Now, when those enwllments
drop let’s say that those 5,000 students are no longer
entolled  the institution is not able to reduce costs on
the same scale as.it increased spending when those
students were added. As we continue to use a budgeting
system based on enrollment, we are going to face very
serious problems in maintaining quality and in main-
taining institutions, \

What do we do with institutions when they reach the
point thyt they are o longer viable? What do we do
abeut a faculty that has an increasingly high percentage
of older, tenured members? We lave tended to think
that to build competence and increase quality new
people should be brought in. How do you do that in the
face of a faculty that is largely structurally in place and

“immovable? Those are the issues to which the legisla-

tures alone are in a position to give primary policy
direction. .
Finally, let e talk about the importance of quality
of education in the nationand in the South-at this pownt
in time. Twenty years from now; in Florida it will not

‘be true of most states in this region, but it will be pro- -
“we are going to have 25 percent of.

portionately true -
our population over the age of 65. The generation that
is now going through celleges will be our age in the
year 2000. They will be the 40-year-olds who will be
looked to for leadership of public and private institu-
ipns. The difference is that the middle-aged group is
going to be a uniquely small percentage of the total
population, because of these demographic factors. They
will be called upon to support a uniquely large number
of the people who will be at retirement age.

What that says is that we have a special tesponsibility

o the future of our states, our region, and our nation

and the world to see that this particular group of young
Americans ‘are particularly well educated. We are going
to need to expand the capability of this small pool of
ihdividuals to reach their full potential. That will be a
great challenge and an opportumty for this generation
of state and national leaders to leave to the fut
states and our nation. That is the kind of challenge that

“led to this orgunigation‘s creation 30 years ago  the

19

challcgfc which Jur forefathers have met. It is now

going To be equally our responsibility to meet that
challenge -as we look to the next generation.
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‘ Teélchgr Education
 and Certification

Robert E. Stoltz*

.

A number of things have oceuried in the process by
which we certity teachers in the nation and patticulatly
i the SREB states. Some of these are occurring so fast
that any report.including my own, s bound to be ont of
date by the tune 1t is finished. Some generatizations ate
possible. Most of the changes that e ocenning can be
slipped mto one of three categonies. First of all. the most
common change noted 1s the addition ol a test at the
end of the college program a test that is designed to
tepresent the mmnmal gqualifications that a prospective
teacher onght to have. .

The second common teatine 1s the inttoduction ol a

“longer probationaty penod tor the prospective teacher.

Followmy completion ot the college program, states
ate more often establishing a pertod of from one to thiee
years duning which the teacher would be observed and
evaluated. They jwould be evaluated by a variety of
difterent-means, and followinyg successtul completjion of
thay evaluatfon and probationigy  perjod, senewable
certification would be gfanted.

The thind common element in the emerging process
is the itroduction of tests ar other reguiremnents carlier
i the ‘process of teacher prepatation. These would be
designed o screen those &ntering the professional se-
quence. One of the things that struck me very carly on
is that some of the states making changes seem to be
very mugh aware that the production of teachers is a
“pipeline” problem while others ignorp this fact. Some
professional educators are going to be mad at me from
the start for uding business and cngineering analogies. to
deseribe what occurs, but a pipeline analogy is, 1 think,
one of the best ways o describe the process. Let me
indicate what the steps are in this pipeline (see diagram).

The first place where prospective teachers are
screened out is at high scheol graduation. Throughout

.

)

the South, we still have a very sizable high school drop-
out rate. In North Carolina, for example, we have about
90,000 students in the ninth grade. When you _fzct to
graduation, that number has shrunk o 60.000. So we
lose 30.000 in that period. This pattern is shared by
many ol our sister states. So, in the South, in terms of
the total talent pool available, we are already -suftering
a considerable reduction prior to high school graduation.

F
Some of those lost would be talented enough to go on
m higher education. because not all of that loss is com-
pused ot very low ability youngsters.

The next hurdle is the one of “*admission to college.”
It the college or university is selective in its admission
process. some prospective teachers might be screened
out at this point. They would not necessarily be lost to
teaching, however, since they are likely to continue on,
but at a less selective institution. Students electing to
enter the more “open door™ institutions, such as many

*Robert I Stoltz, vice-chancellor for academic affairs at Western Carolina University, Cullowhee,
North Carolina prepared the 1979 SREB report, Teacher Education and Certification: State Actions

in the South.
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Filters Along the Teacher Education/Certification Pipeline
HIGHER EDUCATION ; < ~4~--+- STATE SCHOOL SYSTEM ——>
..... Lol
- a . H ; : 4
i |
=i Acceptance _ Certification Internship/
tigh  fH Admission into Student Tests Probation -
School ig Teacher Teaching College and/or Periog Permanent
Graduation fEH {with Graduation Criterion- (with Teaching
"l want E . ongoing Referenced ongoing Assignment
toteach!” E gvaluation) Tests evaluation) | .
t .
\ : .
\}
NOTE Feedback should occur from evaluation at the Student Teaching and Intern
ship/Probationary stages. which should serve to strengthen and refine filters all along the
o

pipehing. benehting leacher education grograms, general gducation programs, the pubhc,

“mance “in these courses often means the

and the teachers themselves

state colleges or universities, o1 those who begin at a two-
year institution face hittle sereemng out at this point.
One should keep in mind that thee is little evidencee that
those graduating from the more selective institutions are
the better cuchcu,,dllhuugh their ahm\ly hlg,h scoring
ability on admissiortd: tests wduld suggest tluv would
tend to perform well on tests at graduation whicle em-
phasize verbal ability.

At almost all instituhons, selective o1’ not, a great
deal of screemng out, or into, the field of teaching
oceurs as a result of the student’s performance in the
genetal education coutses required for all degrees. 1t is
important  to aealize that these courses ae usually
oftered by schools o departments m the arts and
sciences and not by education departments. Poor perfor-
student drops
out of school completely or shifts ‘his or her major.
Some students, such as prospective engineers, may, as i
result of weak performance on the general education
courses, move into teaching majors, while some prospee-
tive teachers, with low grades are shifted out of highet
education entirely, some permanently, and some only
temporarily. '

Admission to the professional teacher cducation
courses normally occurs at the end -of the sophomore
year of college. 1t is not at all uncommon for a prospec-
tive teacher to be required to have a “C™ average for
admission into this program and some institutions have
higher grade requirements. It is still rare, however, to

“ppsed by statt sizes

have test score performance used as a screening device aj
this level. ‘

In theory, but not so mucto in current practice, the
student teaching period, nonnally given toward the end

of the college program, should constitute an imporvtant

scveening as well as traimng function. 1t is at this fime
that the student is given an opportutity, presumably
ander close professional supervision, to apply what has
been leamed to actual teaching situations in regular
school settings, Unfortunately, full advantage of this -
period is often not taken, not due so much to a lack of
awateness of what could be done as to imitations im-
. competency, budgets, and time.
In addition, the plmc\x by which teaching sites are
selected  monitored, and used is often weak.

Actual graduation from an approved teacher educa-
tion program poses the next hurdle. This may be rela-
tively automatic at this point if" all the preceding
hurdles have been passed successfully, but there are,
on occasion, individuals whose cumulatiye weakness may
bar them at this point,

In some states, a test hurdle is inserted just prior to
ot after graduating from college. As yot will see, ohe of
the more recent developments is the extent to which
this practice is growing and taking on new fonus.

Following graduation, a positive trecommendation
from the college, and-adequate performance on a test
hurdle, the prospective teacher may scek and enter a
fyll-time teaching position. There is often a probationary
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penod assactated withl thid entry position, blg it cm::c\ﬂTEMr at the level the teacher is seeking certification.

quite short and the evaluation of teacher perforinanee

duiing s probatton penod can be lmu?\\l and guite
. (L

subjective. Neverthedess, some screenmg’ olit doos vgeu

.

here, but s sather loted. . _

I hope through this overview F hive made clear that
the production of teachers 1s not a process wath a single
pomt at which qualitative judgments_ae made Rather,

Sttasa ppeline throngh which prospective stugdents mave
a ppeline with multple eptry pomts-and branches,

and wath several points along the process where gualita
tive contiols areand can be apphed. _ i

Fo mprove the quality of teachers, cach state mudt
recogmize that it has a prpeline problem and that an
adjustmient at one pomt only s hhely to have very

homted vonsefuences. I+ you aeally want to impiove

qualitatively your pool ot certified  teachets, you Il
better be concemned about the total etlect ot the
mpehine .

For example, the certiication test alone 18 frequently
& mpnal competency test [ content wall shntt down
ward Ao the least common denonmnator 1wl lagefy
meastne the bare mumiminn that would be expected ot
a teacher at that pomt, and probably will not have much
hewht or calimg ot As g consequence, 1t will steanm
out only at where vou aeally want to stop
people trom moving topward 1o will not necessanly help

pomt

g standands overall, particulaudy ance it oceus so
late m the process

“To mmprove the quality of teachers, cach
stite must recogmize that it has a pipehine
problem and that an adjustment at one
pomt only i fikely (o havg very himted

zf“H\sL‘qt-u'll\'m."

I yvou want to have a pood bit of eftect on the overatl
quahty ot who moves thiough, you would start at the
admtssion process at least, and certamly . by the end ol
the sophomore yvear. 1 yoy really are concerned about
qualityas 10 wall appear i practice m the field, then the
evaluation and probationay petiod will prabably be the
most crical and most spmiticant element ot all, because
that s when you will be able to observe 1'%(‘\'!'}' what a

“teacher can do withm the ¢lassioom situation.

Without pgomg mto detad about mdwvedual  state
programs, let me just aite two sitwations that | think are
worthy ot close conseleration, particulinly bedause they
seem o be sensttive to the pip®tie problem.

Fhe fistas Georgra, That state's university system has
a process, the “rising junios™ test, whereby there s cons
cern tor what happens atter the general education phase
A pattern of competency tests also has been developed
for the end ol the certthieation Ihe tests
developed in Geogra e interesting in that they are not
the types of tests that desenbe o general what one
hnows about the tield of education or the general com
petency within a particular aea, such assmathematies.
Georgia defines those tests i this fashion  they will be
measutes of the skills 1equited to teach the subject

Pl (SIS SN

tw
[

I other wonds, the test that one might take af planning
to be a muddle grade math teacher wall be muddie, grade
math of, the kind that would be tanght at that particulm
level, Thas s a different type of test than js being used
i states followimg the National Teaghers Exafhimntion
(NTE) model. The ditference s mdre than subtle; it is
tathes sigmfrcant, paticulatly in, terms of what you
might expect m terms of teaches reaction to at.

- Also, Georgna s developing an exteded probationary
penod wath catetul evaluatipn. One ot the stong ponits
m Georgia's case s that the state’s admumstrators <ite
sensttive 1o the fact that you've got 0 haye tramed
evithiators o yorree: gomg to make the probationary
pertod work. You've got to have o process m which the
evaluation 1s as ndependent of focal constiamts as
posstble Tthink- Lueed to be pomted about this, and not
be as obligue as we some times are mn education, Hete s
what happens. A young teacher gradudtes and wants to
g0 back and teach n s or her home town. Phey go
back and teach v a community m wineh the tamily may
be well-known or mfluential 1 the evaluation duning the
probationary penod s ettt o the local lugh school
prarcipat alone, 1t s very unbikely that the student will
be turned And vou and 1 all know why. As a
comsequence, it you really want quality teachers, you
will have an evaluation process-which' s as mdependent

Jdown

amd as objective as you possibly can make 1t 1t wall not

be casy to mstall nor will 1t be imexpensive, but it you
eally want quality teachers, then observation and the
eviluation process piust be caretylly designed . Otherwise
you ate gomg to get about what yvou deserve.

Fhe other pattern that | taak as mteresting s the
North Carolma pattern 1 say this not because | am from
North Carohng (I Jidn't have a hand developmg the
plan). but at stikes me that at tlas stage the state 8
pomg about it m what could be a most signiticant way .
Fust ol all, the [‘ﬁ;m v result of ajomt cooperatve
citort between the State Department of Fducation and
the Uinversity of North Caroling system Plas s unusual.

There s not a tegislative statutory mandate that those

two groups get topedher, they qust dud. They opened up
jomt discusstons as o oaesalt ol a mecommendation
cranating rom astady o all the teacher education pro.
prams o the state mstitutions. Another tesult of ths
same study was that some S0 edacation progrnms wete
dropped because they were of low productivity o
doubtiul ftrength.

Fhese twoagenaes lave met andpdeveloped a plan tor
mnproving the quality ol teachgr jproduction and that
plan has been endotsed by thed spective boands The
plan s mteresting and wportant i llnx\.xlugv becanse it
1 very compreliensive . 1C stasts at the pomt of college
adnussion and spoes (hrough the process of i seivice
tammng coupled with o long extepded  probationary
peunod utihzing external evaluators. Thes imtation of
the Notth Caroling sttuation tght now as that ot still s
only a plan Nothmg has been amplenented. Tt semans
10 be seen whether o1 not gy implementing 1t North
Carohina will put i the specific procedres that would
seem Teasonable as a part of that plan. But at Ieast they

.~
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are starting with what is & good compreherfsive base,
one that- looks at the total sfatem apd has identified
most of the Key ‘issues and key stages where a slgmﬂ
cant impact on policies gould ocour. .

Given what is occurring in the states 'Bf the region,
the next question is, What do -all these approaches have
to say to someone who is thinking about making changes
in the certification process in his state? I can summarize
my impressions very quickly.

\
.

(13

Aif you really want quality, teachers,
you will have an evaluation process which
is as independent aml as ohywhve agou

' powbly can make it.’ - .,/'“

:

B
.

LN . S N . .
The first thie, 1 think, is to consider very curclully
what Governor (r(.lhdlll saidh  _ttis probably got wise tor

the legislatures @ attempt t\!cslw the certitication

process in getail. The process is a complex gpe gan in-

volved one, dguj attempting to dcﬁngn the fut p'mg}nnn

is npt where the legisipture gan lave 1ts gomtest and

most important cffects. The Icglsl.llunc s most important
effect is at the policy level.
everyone involved with this process what it is the lc;,lgl.l

ture expects in terns of ogteome. What quality do you

expect at what cost? ”hm what time period? With
what framework?

It is very -reasonable for alegisfatureggprask for a plan

to be developed and later to review thatPlan. s a clear
. .p - * . R

responsibility of a legislature to see it that plan accom-

plishes what the policy statements intended. But one of

the dygpgers I think you face is the temptation to get into
details. One 1edluxc may strike
detail, hul/t( may only be ome detail of the entire
process, and it may not be significant in and of itself.
1 think one of the critical roles legislators can play very
early s to develop the policy that outlines the develop-

ment of a comprehensive plan. Once that is done then it

should be much clearer to the operating agency what is
expected, what schedules they have to meet, and what
requirements need to be adjusted to achieve the qu‘nhl.l—
tive outcome you wish.

In dcvelopmg any approach | wuuld suggcst that you

pay particular attention to how the state plan is going

to provide for evaluation of candidates during cnlhc
the student teaching period or the probationary pcuml
after graduation. How are they going to evaluate the
and produce evaluations during the proba-
tionary period? Those learning and evaluation periods
may turn out to be far more critical in determining final
teacher quality than will any test that you insert along
the pathway, "

The tests are fine as a part of lhc pmuuss but don’t

your expectatiops and hopes too high in terms of

what tests atone will accomplistw Try to develop tests
which have a feedback capability, Thatflis, following a

teacher taking the test, be suré information can be fed

‘Bhck to the training .institutions so that they know
. where they are falling short. Some tests are designed to

"

That is, making it clear to-

you as an important

4 "
. ' ' ¢ LA ’ -&{‘\w{) !
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be remarkably gbod in serms of providing information
back to institutions. Other tests come back and telt
nothing much cxwpt the failure rates of the students. |
would su that as tests are designed, they inclyde
(Imgnms“&fcutures that can help the institutions respond
and improve their programs:

You are probably going to have to couple unlo ur
program'somewhere a program of developmental stuf
Fhere will be many prospegtive teachers, particularly
for the next decade or two, who have the attitudesyou'd
like to see in.a good teacher. They will have the poison-

ality you'd like to see. They will havs a willingness to

accept and work under the job conditions that will
probably pnevml it elementary and secondury education,

. but at the time they enter u)llcgc will not be strong in -

basic skills. They will have to develop these skills
further. The skills will have to be dbvelupcd o a point
where .these students can pass reasonable hurdles at the
end of the sophomore year and later
graduation. : ‘

That means that if you wzml to reach the numbers
yau're g
install and maiittain. //‘mn;, developmental/remedial
prograny, You will not be able to escape itif you want to
get the teachers that you're going to need: Keep in mind
that the teaching profession is increasingly unattractive
and, for the lase several years, teaching has not been a
profession which has drawn in youngsters tiom  the
upper or upper-middle income levgls. 1t has been a way
up- for students. 1t has been an occupation or a career
field that tended t& draw on the low-middle or lower in-
come population most heavily and help people move up
in terms of fheir societal level, Many other career fields
are far more attractive now, patticularly to women. One
of the problems to ftace will be that unless that attiac-
tiveness improves, or unless shrinkages occur in other
fields (which usually means a bad economic situation in
both the South and the countiy), these may not be the
numbers that are going to be needed unless an outlet is
provided for those with latent talent to move wp.

That will be particularly true in terms of intetest in
maintaining racial balance, All the data 1 have seen so
M suggests that where thelg is an attempt to apply the
test criteria in the teacher certification process, fut
greater numbers of  black  students than white  are
screenéd dut. In some simulation cases, we have figures
which indicate the entire population of prospective
geachers from a predominantly black institution would
not meet the néw test certification requirements. That
situation is probably marginally tolerable for a short
pertod of time, but not for long. Again, it means that in
terns of the development effort] something will be
necessaryto get the supply of black teachers needed to
maintain that racial balance level needed in out schols.

In terms of higher education, let me just make this
one observation. In looking at the teacher cfrtifigation
process, some peoMe hive the impressioy, hat higher
cducation is cither gblivious to the prablem/ completely
indifferent to it, or would rather not be/bothered at
all. Let me assure you that that is not tlf Just as
we are the educators of teachers, higher education is the

Case.

at™the time of

to have to rtyuh you wotld be wise to:

“
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beneficiugy o thé problems ot poon teucher traming,
because werecetve the school’s products as our new
students. : ! . .

We ate very much aware of ‘the problem. One of the
difficulues, though, is that it is not casy tor highe
educatton alofie to change these things. As | have indi-
cated, Jt a very complex process and, m changing,
highe'r ®lucation néeds to work very closely with legis-
Latwres ™ the design of these plans, so that we can have
sofffe of the posttive effects that we would all like to
have. Let mesgive you an example.

Right now most of owr institutions, as you have head
tepeatedly, afe funded on emoltment duven tormulas.
The | prospect of losing  lmge numbers o students

tnough a test requitement as a pretty fnghtenng pro”

spect to most imstitutional admusteators. Tois ttue not
only in sdhools of education but i the whole body
of the umverssty wselt. For example, the fust few yeas
those prospective teachers are with us, they are
peneral educatiom courses. They are i the schools of arts

and sciences. In many cases they provide, maa diect

wav, the emollment base o which we drive the upper
dviston arts and sciences nagors. Many o the state
untverstties and  colleges would have o ditticult time
defending some of then upper dMsion majors matts
and sciences were 1t not tor the number of stidents trom
other disaphines i the treshman and sophomore level
coutses. So, as @ comsequence, one of the cancerns wlhich
causes higher education to move more slowly e this area
is that admunstrators are worned about what would
appen to the total mstitution 1 that ennoliment down.
i ocewrted very rapidly _
Now, why s that a worty” Well, fust of all, it they
have to lose taculty, many tumes the faculty they would
lose ate the ones they would hate apost to lose. Howe
had to shnnk the education taculty due to a sudden
diop in enrollment, we would not be shinkmg some of
the old puard | we™would be shrnkmg some of the
younger amd  most vigorous  faculty  who Yre more

‘e

At is probably not wise for the lepis-
latures to attempt to design the certifica-
tion process in detal.”

farwiliar witly canrent sitnations in the schools because

they are the ones least likely to be tenumed or, if

tenured, have the least number of years of -service.

So, the colleges have a real concern about their ability
to maintain a quality program in light of sudden, shap
cnrollment shifts. A way that might be workable 15 to
find some fiscal -pragrammatic protection: while institu-
tions -are undergoing the enrollment shift from a higher
fevel to a lower level. TItt may mean program-based
tunding rather than enrollggnt-based funding.

Secondly, many parts of the institutions are not that
heavily involved in certitication requirements. Usually,
it is the school of education working with the state
department of education. Intlividuals such as myself are

.

only tangentially related to the certitication equne-
ments. And yet a loPof things that legislators are talking
about, and we e concerned with, ate in the gencral
educatton atea o1 the main bady of the untversity’s
total program. This means that any strong plans must
provide for some involvement of these other buanches of
cthe umversity at the time the certification process is
betng rotlestgned.

A mygjor caution do not expect any ol these
changes 1w certifrcation to have too great an elfect on
the quahty ot teaching unless the job rewards for
‘H‘il(..‘ht‘l.\' are unproved. Thete s glicady evidence that we
e seeing teachers leave the profession ewher, with
shotter penods of time mactual work in the profession
than betore. The evidence is not camplete but that s
the way the trend Hoes look. Tt may be that we will
have a higher teacher replacement rate to face in the
decade to come. 1t also may mean that if the equue-
ments to be a teacher are made more ditficult to com-
plete and o the job rewards do not go yp concomitant-
Iy, then there will be fewer people that elect the
teaching ropte. They will celect somethmg clse whee
the job entty requuenmients may be equally demandmg,
but the rewnds may be greater

We have already seen evidence of ths, incwdentally,

m the Last several vears, apparently due directly to the

reports of teacher suiplus” 1t s not the weaker
stidents who' are leaving student teachmg s the
bughter ones. They are the ones who get the word that
there are no jobs and then tutn o business and othes
preener liclds. To bong them back s gomg to take some-
thing ditferent i the way of career oppottumty. And
that involves unproving working conditions, wages, and
benetts

The tinal pownt 'd make ss thas? There are some ways
to deal with the new certication problem through
cooperative activity that may reduce your state’s total
cost. 1t may also save you some money by letting some
of the costs be spread over time vather than having them
all mpact - m a short period. o the aeport (Teacher
Fducation and Certification State Actions in the South)
I have mentioned several of these possibilities. You may
ot may net choose to do these. But this does happen to
be a problem arca i which every state does not need to
te-invent the wheel. I one state is doing work on test
objectives that may be translatable into a certam type of
criterion-referenced test for yow certification examina-
tion, some of those probably are going to tum out to
be much the swme objectives throughout all the South-
erh states. To put all the money in cach state indepen-
dently so that each may arrive at much the same end
point may not be a wise course. You may be able todo
it cooperatively more cheaply and then have something
you could still use uniquely and independently in your
oW state.

There 1s a great deal that can be done in this area to
tcduce the cost, but to do it will mean that you'll have
to make policy provisions on teacher certitication clem
relatively catly and develop a compichensive plan that
can then lead to fruittul juint cooperative action.



Q

ERIC

Aruitoxt provided by Eic:

R VR

Coordination and Governance

...Revisited~ =
Robert Q. Berdahl*

1 am a“professional higher education board-watcher.
It shows that 1 don’t have the courage eithér to run fo
oftice and to take the tlack that is necessary to do that,
or to accept an administrative job in a statewide baard
and take the heat and pressure there. But as someone
sitting on the sidelines” watching that process over the

Cyears, it s a fascinating business to see the tugs-of-war

as these boards try to dperate i what is literally “no
man's land™ between the universities and colleges on the

one hand and the agencies of state government on the
other.

~

I did my original study in Britain on the University
Grants Committee (UGC), which operates in  their
natiogal unitary- “system -as a,statcwide coordinating
board would in an Amesican state system. The YGC
chairman said sometime back that the committee found
it had to operate on a pringiple of equal and opposite
unpopularity. This meant that when an agency is in the
middle, the people on the govermment side are sure that
the agency personnel “act as high-priced lohbyists and
advocates wfor more money for higher education, but
those on the institutional side are sure that the coor-
dinating board ;; there to be a fig leaf for state interven-
tion in the internal altairs of academe. §o it is a very
tough jub to be in the middle. The turnover of directors
and staft, the constant state tinkering with structure, the
attdmpts to re-examine and alter the enabling legislation
and to move trom this pattern to that  all uﬂul that
lack of stabili R

Current State Evaluations
in the South

Lets quickly look around the South. This year. the
Flonda . legislature, through its conference committee,
finally hammered out a bill that calls tor a Joint Legis-
lative and Exccutive Study Commission on Postsecond-
ary Education. ft must report by March, 1980, which is
a tather short lime for such a big job, That study com-
mission will, among other things, examine the role ot the

* Robert O. Berdaltl is chairman and professor in the Department of Higher Education at the State

University of New York at Buffalo.
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Bogrd of Regents-as 8 consolidated governing bomd
over the ning senior institutions in Florida. (The ¢om-
munity colleges ate governed separately ) It will also-try
to sec whather thert is a better pattern of decentraliza-
tion to give more local autonomy to those nine institu~
tons, and it will examine the pattemn of deciston making

and the allocatiop of role untl scope in planning in

Flouda.

(XY

..whea an agencey is in the mddle, the
people on the government side are sure
that the agency pessonnel act as high-

« priced lo ists. . .but those on the insti-
tutional side are sure that it} ds there
to be a fig leaf for slutc intervention. ..

~

: o .

I you have been eading Bour SREB publications,
you will know - that Missls?p‘pl has just finished a
$400,000, degislatively -mandated study by the Academy
for Fducational Development and Atthur Andersen &
Co. which examined not only "the coordination, gover-
nance, and planning of Massissippi higher education but
also its busmess operations  capttal facihties, manage-
ment improvements, ete. The study made a senes of
suggestions for improving the way the Mississtppi Board
of Trustees is canrying on its job. West Viggima has a
simfar study of its Bomd of Regents that 1s due next
month from the Academy for F'ducational Development

Last year i South Carolma, the Legislative Audit
Council undertook an intensive stidy of the Commuission
on Higher” Fducation. They camge out with a rather
detatled repont essenttally cntical ol the planning,
program teview, and budget review processes of the
Commusston. Dunng the exat inteiview included m the
program evaluation process, the South Carolina Commis-
sion protested that the veport was discussing only the
problems and not the accomplishiments, The Legislative
Audit Council replied that they were there just to look

at the problem and cidn’t really have time to praise what-

had been done well. 1 lhin‘k___!!u;”Lugishmp-pmgr’mi)

. ) AN < .
.. Jeview meyement,ta¥it examines a whole host ol pub-

lic activities, had a long-range problem  that it not get
the veputation tor just bemg a “hit™ process;-it must
give a more bakineed apprasal. For instance. many of
the Legislative Audit Council’s cnticisms were vahd, but
the omissipns of what the South.Carolina Commission
had dnncfclutivcly well were, 1 think, to be regretted.
The South Caroling Commission has been altered and
strengthened, and is now at work on a long-range master
plan that is due in 980,

In,Alabama, where the statewide board was founded

“in 1969, the higher education commission’s enabling

legistation had a provision that every four years an evalu-
ationt process should occur, involving, at least thiee
people from out of the state. The first set of evaluations,
done by three outsiders and fous in-state citizens, took
place in 1974 and was published in 1975, That report
urged the strengthening of the Alubama (.‘onnilission;
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but shortly thereatter, for political reasons, the Commls-
sion’s budget was cut by about a thitd and 1t did not get
the pogiam seview poweis that the ovaluation comis-
sion recommended. Four years later the second evalua-

tion comtmssion was appointed and 1 had the pleasure of

serving as vice-chairman of it” Otis Singletary, President
ot the University of Kentucky, also served on it, as did
Bender  from Florida  State Univeraity, Dolph
Notton, formier chancellor of the Ohio
Regents; plas tive Alalfamians. We worked together, |
must say, in great harmony and good spints from Sep-
tember until March of] this year when we presented’ our
report to (;()\'CIW)}) James. We again recommended
the stiengthening of the Alabama Commnssion, especially
with respect to its planning and program review pro-
cesses. b am happy to say that the final Alabama legista-
tion on this has just passed and did g some of the way
along the lines that we recormendey. Havipg noted
what happened to the 1978 report, W hpd-d€cided to
spend a litte more tme on political elations. We thus
talked with an extensive varicty ofsenators, 1epresenta-
tives, and members of the Governot's staf 1, and then also
with 1epresentatives ol the League of Women Voters and
the Chamber of Commerce. We also published small
summary brochwes, stnce few people would probably
1ead the whole report. .

I was amused to seeangthe final bill quite a few evi-
dences of the mevitable tegislative trade-olts and com-
promises. The legislators decided that not only would
they give the Alabama Conunission progrtfh approval
powers over all new programs, but also that at should
monttor ofl-.campus centers, which seem to be a sowce
ol controversy around dhe South and elsewhere i the
Umited States. However, there were grandtather clauses
whete, one conld see protective arms covering certan
types of stitutions that would quahfy under this o
that ¢lause. There was also antinteresting provision
Alabama s unique not only in having the only enabling
legislation requinng penodic evaluation; it also is now
the only state that has an executive ditectoy of jts state-
wide board who is subject to reconfirmation by the

Semate every fop yews., That is brand new: don't’

kitow Whether the members of the Alabama Comnus-
ston will feel that their judgment is got trasted, but that
is an open political assue that 1 will follow with great
interest.

In Georgia, a Governo's Study Commission Report
oh  Postsecondary  Fducation has just been fimished.
Among the findings, the Commission noted a need to
improve statewide planning across the vatious sectors
four-year, two-year, vocational, and proprictary
cducation,

In Maryland, there are currently studies of higher
education by a Joint Legislative Committee, a form of
legislative program evaluation. | have seen the list of
guestions sent to the State Board of Higher Education
and they were very tough questions. Evidently that
staté wants to look at not just the process of highet
cducation but the quality of its performance. Therein
lies the enormous difficulty of judging guality. Gordon
Davies did an excellent job of saying how hard it §s to

»
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judge quality just in graduate education. Now if you ask
me, a statewide "hoard-watcher, how do you judge

quality of a statewide board, it is perhaps just as diffi-

cult, bocause a board is a compound of poérsonalities,

politics, state history, structures, and functions. There.

is no way one can come up with a single formula that
will allow you to apply it in your state and come out
with some rating as to whether your board® is good,
medium, or bad. '

RS

Lessening Statewide

Board Roles?

If boards dise difficylt to evaluate, perhaps the issue
can be avoidéd by using other policy processes which
minimize lheﬂ role and hnp()rtance.?ne obvious alter-
native in tfg regard,) given the grim {utures Yor higher
education, would be to go more toward a market model.
This gets the political heat off by giving money to the
students, charging an economic cost per college whether
it is for undergraduate or graduate education, and
letting the market.solve who survives and who doesn’t.
I was interested to hear Governor Graham mention the
education parallels with the health science and the
hospital wotld. There you have some of the problems of
mnedical professionals running their own domain and the
outside lay world not able to come in and second-guess
them. Yet somehow, when they work together collec-
tively. they become a social enterprise in the public

“If universities start competing for fewer
students, the shortcuts they might take. . .
will require someone in the middle.
to set fair weights and measures. .. .""

© vk AT A ..“.u.w“ﬂ.-\-«‘V“-‘i\"'&‘(“'r'_ R o

~wvn - dBfiAIn that does have public policy implications requir-

ing legislation on costs, insurance, etc. There are’parallels
to that in the higher education world; in some states
the political temptation is to get out of the middle and
to get the board out of the middle, and just let the chips
full where they .may. 1 would suggest, while not being
a professional economist, that laissez faire would work no
better- in higher education than it did in the 19th cen-
tury in business and economics. The invisible hand did-
not wark that benignly.

If universities start competing for fewer students, the
shortcuts they might take concerning the lowering of
standards, misrepresetttation in college catalogs, watering
down of curriculum and grades, will require someone.in
the middle between them and the direct state political
forces, Someone in the middle will be needed to set fair
weights and measures, to keep truth in advertising, to
fine-tune the relationship between costs and student aid,
and to monitor overall manpower needs. Even though it
might be politically attractive in the sense of getting
some pressures off those people in the middle, I don’t

e

think the market mechanism {n its pure and simple torm
js the answer. . '

Some mixed process whereby these statowide boards,

" whether coordinating or governing, learn: to use market
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“eloments may well bs done. | think “that statewide

evalustions of these boards would want to look :at
whether or not they are imaginative in this regard.
Governor Graham's chapter in-my book® a few years
back made a very naughly suggestion: he said, go five
years back and examine the board’s minutes and plans
and see the extent to which they anticipated the big
issucs that are now in front of the states. Few of us
would survive such post hor'evaluation of our foresight
five years back becsuse we have very few good prophets.

“Yet, to some extent bogrds must got away from thelr
‘preoccupation with immédiate operational worries and

try to look further “shead, not only to tho issues of
tomorrow but even the day after. It would be another
sign that"the board is a healthier board than one that is
just bogged down in day-to-day, month-to-month
operations.

Evaluatioh Processes

If, then, statewige boards will still retaln important
functions, even in “mixed systems using more market
forces, we return to the need to provide a fair evaluation
process for them. Let me suggest that there should be
different patterns for it. First, one wauld want to look
backwards, ip the sense of seeing what the enabling legis-
lation has given as the responSibilities and powers of the
boardd. Here the old’ cliche from public administration
would apply: “‘Powers must be commensurate with
responsibilities.”™ It is unfair to tell a board that it has
done a poor job if it had been asked to promote quality
higher education in a state, and then was sent in to its
job with very meager powers. .

But looking backwards only is'not enough: it is pos-
sible that the original legal charge was inadequate, or
that over time the probiems and goals-have to'be-altered.
Therefore, just a backward-looking evaluation of what
the enabling - legistation was and ‘how well the board
implemented it, would be inadaquate. ldeally, you
should also look forward and outward. By {grward |
mean that you would try to look at emerging problems
that lie ahead in that particular state and then make
recommendations for the nature of the board that can
meet those new problems, i.e.. whether it has the right
powers, structure, functions and leadership. A board

“may have met its earlier problems well and still be inade-

quate in the face of serious new issues.

Furthermore, the evaluation ought also to look out-
ward. That is where people from out-of-state or knowl-
edgeable about those developments offer examples
which may or may not be relevant, but at least broaden
the choices and mng\e of thinking, both about the kinds

* Evaluating  Statewide Boards, New Digections in
Institutional Research, No. §, San Francisco: Jossey-
Bass, 1975.
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of issues that may be important to address and the kinds
of processes that can be used (o meet the needs identi-
fled as relovant to that state. A combination, then, of
looking backward at enabling legislation, forward to the

emerging problems of the states, and *‘side-ward,” if

you will, at how boards in other states operate, sesms to
me & necessary part of the board ovaluation.

I would urge also that the evaluation be done not just
in an ad hoc, crisis-orfented manner. It 1s veny ditficult,
for example, in:the midst of a fight as to whetl€r nstitu-

Bl
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“A board may have met its carlier prob-
lemis well~and still be inadequate in the
face of sarious new issues.”

tons in Jacksonville, Mimnd, and Tampa are going to get
doctoral programs away from Gainesville o1 Tallahassce

to have a calm look at the role of the Florida Board of

Regents. It may be that in the real world there is never a
moment without crisis, in which case you just have to
grit vour teeth and sturt evaluating, tegardless of the
political condations prevailing. But of 1t were butlt-n,
the way Alabama does i its enabling legislation, that
every four years some kind of formal evaluation process
would occur, it sees to me that it would at least be put
on a more professional basis T would uege also that the
evaluation process include both n-state and out-of state
persons. While [am sure the consutting tums did a fine
job m the recent Mississippi study, T would think that
the absence ol having intemal state people on that
evaluation process may have, to some degree, caused it
to miss some subtle nuances of Mississippr politics. By
the same token, I would think, that af 1t were only an
mtemal evaluation, it would lose something by not
having perspectives from outside.

28

In the South Carolina evaluation, the Legislative
Audit Council had a professional staff that went in and
took the Commission on Higher Education apart plece.
by plece and put it back together, They did go out-of-
state some for specific things; for example, | was asked
to evaluate South Carolina’s planning. 1t is possible- if
the Legistative Audit Council or program evaluation group
is very geod and has sufficient time, it might do the job.
But so far, in Connecticut and South Carolina, | have
not yet been ijmpressed with the logislative program
cvulualfon unit's ability to handle higher education
problems. They necessarily have to-bounce off from one
hot public policy area to another very rapidly, and must
burn out their young staft in a hurty,

In really getting the sensitive feel for what the prob-
lems in lugher education are, it is <rucial to awpigl the
temptation to apply simplistic solutions. 1 know legisla-
tors and governors must be tired of hearing special
pleading trom every area of public policy on which criti-
cal scrutiny'is tumed. Yet | do think that historically,
constitutionally, and philosophically, higher education
has a better clain to special teatiment than most other
ateas of pubjic ‘policy. You can look at the state consti-_
twtions aroWid the country  many university systems
and statewide boards are mn the constitution, They 8ire
given powers of  cotporate autonomy  and  internal
control over personnel and finance. This 1eflects the
fact that in the United States, even though no realist
would plan to take the politics out of higher education,
there are degrees of mixing and meshing the two
domains, and we have felt that duect day-by-day mesh-
ing s not to be desired. Therefore, 1 would ask that any
evaluation group would try to look at the ditficult,
awkward role with the state board in the middle and
have more sensttivity to those basic problems and basic
sensitivities in higher education,

v
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Governors’ Perspectives on

Higher Education

Ixcerpts from

Rémarks by Governor George D. Busbee,
. | Georgia

1 know that cach of you has heard dirg predictions
about the future of postsecondary education, especially
in ouwr colleges. In many of our states, we have witnessed
the advent of declining enrollments and simultaneous
escalating cost® Werhave heard of needs for new capital

construction and. at the same time, of the possibility of

closing some instititions. Because of the contlicting
information we all receive, | think SREB’s legistative
conferences are unpormm for all policy- and dcuslon-
makers.

I believe postsecondary education is at an important
crossroads in its history. National polls show that only
51 :}yﬁlt of our’citizens support education, down from
71 percent just 10 years ago.

Will our postsecondary institutions continue to drift

-

and to lose public confidence - and the confidence of

state leaders? Or will our institutions respond to the
challenges by developing new ingtructional methods,
increasing productivity, improving the quality of their
products, and by better relating education to the real
world?

Certainly the enrollment declines of the past few
years have sent shock waves throughout our postsecond-
ary cducation community. 8ince most of our Southern
states have tied funding to enrollment, these declines are
forcing a wide-ranging review of efforts in all sectors.

I think you and 1 have important responsibilities,
however, to support the efforts of our institutions to
improve their programs and 1o provide needed resources
to support excellent edyeational offerings.

Where do we begin and what do we do?

Let me tell you about some steps we are taking in

Georgla to help ot ‘throughi the maze of toncerns und
problems associated with postsecondary education.

In June 1978, | asked a group of leading educators
and citizens to spend a year identifying major issues and
problems in postsecondary education that Georgia
would need to face up to in the next decade.

Last month the Governor's Committee on Post-
secondary Education presented to me a report which
spelis out the broad tasks that Georgia must undertake.
I suspect that many of the issues brought to our atten-
tion by the committee also would fit the problems in
your own states.

The committee identified one need as major and over-
riding. It echoed previous SREB statements that in order
for states to know where postsecondary education is
going, there must be statewide goals that provide a proad
background against which institutions and sectors can

!
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sot their priorities, measure their pmgress and report to

the public,
This, 1 believe, is a missing link in Georgia, and one

‘

which has the potential of solving many of the problems”

" now assaciated with postsecondary education.

* Goals are helpful for state leaders to see clearly what
our colleges and vocational-technical schools are attempt-
ing to do. lastitutions can show that b\c}are working
toward agreed-upon goals, and their etforts can be trans-
lated into the appropriations process. The public needs
such-goals so that it can understand better what takés
place in our ¢olleges, sfid so that citizens can know what
to expect of institutions.

In an age of increasing public demand tor account-

ability, 1 think goals offer the best investment as a
method for institutions to take the jnitlative to be
accountable tor efficient and effective use of state re-
sources. Such a process can be accomplished without
injuring the institutional independence which we all
believe is vital-to the future of postsecondary education.

To assure that statowide postsscondary education
goals will bo established for Georgla during this fiscal
year, 1-have asked the Committeo on Postsecondary
Ednoation to give priority "to this issue during the
coming mdnths. ‘

In this time of problems for education, | think it is
especially important for legislators and governors to be
heard if they beliove, as I do, that thére is a silver lining
in the gdark clouds of postsecondary education which are
now hanging over us. This lining is the opportunity for
colleges and schools to renew themsslves and re-establish
their criticat role in our soclety. The starting place for
such renewal and return to basic values must be in the
cslablighl‘nent ~of and reatfirmation of what postsecond-
ary education is, what it is about, and what it hopes to
achieve. In a word - goals. When goals are clear and
agreed upon, 1 believe we as legislators and govemors
will see that the resources are available for postsecond-
ary education to get the job done.

Excerpts from

Remarks by Governor Julian M. Carroll,
Kentucky :

Legislators and governors perhaps recognize best that
_the financial resources of government are becoming
more restricted as time passes. With the combination of
inflation and increased demand for services, government,
fust like individuals or any other of our institutions,.
possibly has less real financial resources today to meet

a
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its complex needs than it has ever had. We must scek a%yf

solution that addresses itself to American society’s most
difficult problem -- productivity. If we can ever solve
the problem of productivity in American society, we will
sotve the greater part of all our problems. And the first
step is for government to determine the manner in which
it can utilize its dollars in the most productive fashion.

An educated utizenry remains a key factor in our
national productivity. Higher education is an integral
part of our total educational structure and responds
specifically to the needs of our citizens by preparing
them for the work force. Higher education institutions
in America have done a superb job through the years.
But 1 fear that we may have come to expect so much of’
higher education in so many fields that our institutions
have prepared themselves for responses far beyond many
of, our present day needs. We have perhaps put colleges

t
and universities ip the posmon of demanding far more
dollars to operate than we can provide.

One result of the rapid growth period is that many of
our institutions of higher education have become so--.
structured that they do not have the flexibility to easily
change their own course.

zyy
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One of the problems we have had in recent years is
that we have set ourselves on a course of trying to get
every student whu graduated tfrom high school to enroll
in a college. Unfortunately, we have so structured our
institutions that the only way the dollars will flow is to
get the bodies. And in the process, we have, as execu-
tives and as logislators, hamstrung our institutions to the
point that they do not have cither the dollars or the
flexibility to change their edueational offerings to be
responsive 10 our speciffe needs in today’s society. Yet,
as executives and as legislators, we find some delight in
our system of higher education for its
inability to respond to our present day negds  when, as
a prachcal matter, we share much of the responsibility
for this inability to respond. : '

We ate the ones who set the funding formulas that
prompted the institutions to go out and get bodies in
order to get dollirs. How can we solve this problem?
We simply solve it'with an understanding on the part of
out legislatots of the problem, and their willingness to
help our universities, thiough changes in policy and law
that will give the flexibility to respond to society’s
spectfic educational needs. That takes strong executive
leadershup. 1t takes strong and positive leadership from
the legislature. But it also will take some admission on
the part of the educational community atself ot ats
mability to respond to present day education needs.

o

If we can put that partnership together, we then can
solve the problem of productivity in our society. And
the area of American socioly that disturbs.me most is
the continuing decline of our gross national product.
There is something wrong in our American system when
more people produce less. For example, if we are
wasting individugls’ time and precious financial resoyrces
by leading them to believe that success in life hinges on

-a college djploma, obviously we are not responding well

to the question of productivity nor to the gility of those
individals to be productive within our society. We have
to respond to the demand for labor within the society
with socially accepted educational achievements that

or a carpenter, of a filling station operator, as to be a
computer analyst or a medical technician, We can do it
withity the fiamework of our financial resources when
we
executive branch, and the universities; a partnorship that
recognizes our limited financial resources and  the
demand within our society for higher education for
some citizens, other types of postsecondary education
for some citizens, and direct entry into the labor market
for some high school graduates, plus continuing educa-
ton to keep up with the demands of society. - :
When we do this, we can enter the next decade tully

prepated to meet the educational needs of the people of

ourt states.

ate the partnership with the legislatures, and the

make one just as proud to be a plumber, or a mechanic,
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Vocational-Techllical Education

" ~ Gene Bottoms*-

L want to address patticularly five vocational-techmeal

education tssuiees.

1) Does the South have enough voCational-technical
education? This is a question of accessibility.

2, What should be the natute of vocatronal-
technical education in the Eighties and what are
some of the new emphases we should be thinking
about?

3) How do we deal with the relationship issues
secondary . postsecondary, vocational* education,
specialized  postsecondaty institutions  versus
¢omprehensive  mstitutions?  What shouwld  the
relationship be between the two-year and four-
year nstitutions  in the atea of  vocational
education?

4) The South has built s vocational-technical
system on linking it to economic development,
but as we look to the Eighties how might this
concept be expanded and what might we learn
from other parts of the country?

5)  How do we maintain programs of high quality?

Throughout history, man has  provided the primary
source, the key. to economic development. Education is
the most vital element for developing the ‘“‘people”
resource. The basis for a thriving economy is education,
organization, and discipline. )

As we think about the tuture in education, we must
think about those values that have traditionally provided
the strength for this nation. It seems also that as we
develop people with useful skills, values, and knowledge.,
they represent a capital to a state. The South has consid-
erable human capital, and also considerable human
capital that is undeveloped. As this nation taces a decline
of natural resources, | think we will see a greater
emphasis on developing human potentjal.

‘.

But what about access to vocational education in the
Iaghties? First, work in the South will hecome more

complicated. 1t will require greater cognitive, academic,
and specialized skills. T suspect that as a result of recent
tade negotiations, the South may continue to lose some
of its more labor-intensive jobs. In their place will be
more sophisticated industries requiring technical and

. vy _

higher levels of education. For example, as unskilled jobs
continue to drop and because there is not the propar-
tion of service jobs in the South as in the rest of the
country, | suspect service jobs which require a higher
education base will continue to grow.

Both Western Europe and Japan are finding the South
an attractive place to invest, for with the change in the
value of the dollar they can build a plant trere today
cheaper than they could ycars ago, and that trend should
continue.

*Gene Bottoms is director of the American Vocational Association.
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In addition, botls the domestic investment amd the

hope-grown industry  will continue to grow in the «

Sotfth. We have today a growing mismatch between
people and jobs. A recent survey of some SO0 industries
in the country mdicated they were having difficulty
finding advanced technical and skilled people. Part of
this is due to a federal manpower policy which has
ignored completely the nation’s need for the advanced
technieal and skilled workers. There is some indication
that we are beginning to move toward a more balunced
policy nationally, but the movement is slight.

The South has both urban inner-cities and rural arcas
where youth lack access to comprehensive programs of
vocational-technical education. In the South there is still
a kuge part of the population that does not have a high
school education, and there ate large numbers of youth
who do not complete high school.

N
we may have a continued growth of
jobs in this nation and not enough pdople
to fill those _i()l/)s."

1% ~
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It 1s my conclusion that the need to expand access to
vocational-technical education will pesist throughout
the Fighties in the South. There are certain target groups
and certimn communities where thus issue of access may
be more prevalent. We are faced with the productivity
issue” and the possibility of having thiee mullion fewer
students in the secondaty schools by 1985, Barnng a
nigor tecession and with an energy policy that will lead
10 a gradual increase in the price of energy : we my have
a continued growth of jobs m -this nation and not
enough people to fill those jobs.

Some have predicted that we will be llll|)()lll&§|.lhnl
to fill many of the jobs. We see this occutrning inghe
Southwest today. lhc reason people are umnng .mps\
the border is that they can find jobs.

One of the major causes of unemployment is under-
development especially underdevelopment in educa-
tion. It the United States continues to lose labor-
intensive industries to the thand woild ;nT to aeplace
them with more sophisticated, more intonnmation-based
industries. then a major taget area for vocational-
technical education must be to continually rase the pro-
ductivity of adult workers.

Consider another group  the potential high school

drop-out. For a long time in the South it was considered ¢

not necessary to educate all of our people through high
school because jobs did not requigg that, Thewe will
still be a category of those jobs. but they will be shrink-
ing in proportion. It may require some different
approaches to reach that third ot our high school popu-
lation that we have never served very well anywhere in
the nation.

Adding to this situation, census figures tell us that
while the birth rate for nuddle income families has
dropped sharply in the past 1S years that was less the
case tor pooger familics. By 1985, the poor will make up
close to 30 p\grccm of the secondary school enrolliment,

}'\ ,
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where today that figure is about 16 percent. 1 suspect
that in terms of access to grograms snd to different
Kinds of programs, this new wiluatiun will present quite
a dmllengc

The weakest area nationwide in vogational-technical
education is in America's big cities. For many reasons,
you find in these large cities an attitude og the part of
business that they do not plan to expand in the inner-
city area. They are having trouble finding skilled people.
We know that one of the keys in holding and attracting
industry is a sound educational system - "one that
develops the knowledge, technical skills, and values of
people. We need to give serious thought to the concept
of vocational-technical education in-the cities. 1 suspect
the successful concept may be similar in a sense to that
of the egrly vocational-technical efforts in ryral America,
where the agricultural teacher truly tied the home, the
school, anpd the community together. I I were to
propos¢ a pattern of education for an urban area, it
would be one that secks to achieve similar goals.

Most of these issues  call for closer coaperation
between Washungton and “state legislatures  to come
back to more of a partnership approach in funding
vocational-technical cducutiw;_,,m‘,wcrc successtul this
past year m increasing federal appropriations to voca-
tional education, but this has been a field which has
received, little increase in federal montes  throughout
most offthe Seventies.

For/the Eighties, |see several new aregs tor emphasis.
As th¢ South competes with Western Europe and Japan,

spect that productivity and technological advance-
ment will be increasmgly critical. This will necessitate an
mereased  emphasis on o postsecondaty  vocational
education. .

The South will continue its evolution toward a job
mix mote like the rest of the nation. This will result in
the South seeking to attract industries with the highe
paying and more sophisticated jobs. and again this will
give 1ise to expanded postsecondary vocational educa-
tion. We will need to take a look not only at the jobs
avalable today . but at areas whete we must begin train-
ing tor jobs, for example, laser beam technology. How

S

“The  weakest  area  nationwide in
vocational-technical cducation is i Amer-
ica’s big cities.”

many of our states have courses in laser technology
today? From what understand this will be a major field
in the futwe, and is indicative of the kind of “risk™
programs we need-to prepate péople for some of the
advanced jobs that are coning.

As the economy of the South will continue to evolve,
so will the development of ow citizens. Yet education
today has not served 30 percent of our citizens very
well anywhere in the nation  those citizens are high
school youths who drop out. We won’t save them all
and 1 won't advocate that  but we can save a few more
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of them, Here is where | really believe that state logis-

ldtors ought to be talking (o your Congressional delega-

uons, I Rnow for a fact that m Georgia and in Washing-
ton, the administration is seeking an approach to getting
education more involved,

In 1977 we had passed, as part of the CETA legisla-
tion, a youth employment focus, which has emerged
prananly as a public service employment emphasis, and
has not resulted in those youth getting stable jobs in
the prime sector for the most part. Now the Administra-
tion headed by the Vice President, is very concerned

that this be revamped and that education become more

anvolved. We have been wortking very closely with them,
In Georgla, tor example, $28 mihion i federal funds
comes m tor peograms for potential high school diop-

outs.amtuncmployed youth, Take that 328 million, add,

state dollars, and 1t seems to me possible to begin to
evolve a ditterent concept of education, mvolving both
secondary and postsecondary institutions, for that group
ot youth. Some of those youth come from welfate
famihies of thiee generations. One of the fhist jobs we
have to do is one of socialization, of teaching them some
of the basic values m how to work. Probably the pattem
of education that 1s gomg to work most appropnately
15 one that combines education and wotk, over tune.

The job tax credit, i fact, s now begimng to make
thas possible in the pnvate sector. A couple ot states now
allow some dollis to flow to Tocal school systems so
that an alteinative pattem of education can be created
for those youth who have diopped out Ule ann s then
to go out and reach dropouts. place them m a joband
pull them back to basic and techmeal skills. 1 have a
feeling that a small nember of state dollars mght begin
to fever much of that $28 millionr amount toward an
educational program.

Another atca for new emphasis seems to me to be
vocational  programs  designed  tor renewal efforts m
mwer-city conmnuntties. The lnge aities of the South m
the next genenation are probably going -to follow the
same pattemn as cities in the Northeast. You will have
jobs leaving the iner cities, and weltare 1oles will
increase unless we turn around the educational system
there to develop the people. The older cities are losing
the very jobs that their people could fill af they were
developed. For example, we have one-halt the vocational
traimng station ratio in the inner aty that we have in
the test of our communities. | think the new youth bill
may contain’ some  provisions, like the  Appalachian
approach, for innercity development. We need to invest
less in welfate-type programs and more cffotts to
develop the capacities of our communities to develop
their people. Last year, New Yok City turned away
15,000 youth who wanted secondary vocational educa-
tign because the city does not have a place to train
thkm This same situation is true in many major citics,

J Let us hope there will be some construction dollars

the new youth legislation to enable raral depressed
eas and inner cities to L‘\ldl)ll\h OngoINE capacity to
evelop their people.

The third issue | want to discuss is the relationship nt
secondary and postsecondary vocational education. It
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seems to me that we need to begin to think of secondary
and postsecondiy vocational education as a kind of
developmental ares, with one of the pusposes of second-
ary vocational education being to encourage youth for
postsecondary education. We ought to encourage caily
placement out of secondary into postsecondary pro-
grams, There has tp be an advanced placement.
Secondary youth ought not to be “reticaded™ in those
skills they have already muastered. Technical programs
ought to be predominant at the postsecondary level, we
should not tiy to ofter those at the secondary level. We
should not wotry much about duplication of programs
i the office occupational areas because, if the South
is anything like the sil?lmn clsewhere, you can't
produce enough secretaried and otfice workers from all
of o institutions.

What about cooperation”? I would urge you to look at

Wisconsi. where they have a system in wluch, aftes
3 p.nl.‘) the M‘.u)mlary tacihties become postsecondary
faciities,  coordinated by postsecondary  education
mstfutions.

Adults generally will not travel more than 15 to 20
miles to upgrade their technteal competencies. It has to
be i the local community. I am much impressed by how
Wisconsin educators tie their facility use together for
secondary and postsecondary education.

In terms of specualized  postsecondaty and compre-
hensive postsecondary, o1 more commonly vocational-
techimcat schools versus community colleges, 1 would
nuke a few observations.

Some competition is necessary. This past.year theie
were a mllion students entolled e pnvate vocational
schools, primanly because of the slowness in which we
have expanded public postsecondiy vocational educa-
hon i aecent yeas. As we look at vocational-technical
schools and comprehensive community colleges. it seems
that some of our states may have lagged behind in
developing the more  technical postseconday nstitu-
tons. There are exceptions: Tennessee, for example, has
developed four specialized technical mstitutes that are
committed to the advanced, technically skilled worker,
P would wige consideration of a Mmll.u approach, espe-
crally in the large urban meas.

We also Qught to encourage joint programs where the
result will be a better program, Somewhere at the state
level you need a single board that is looking at the voca-

(X3

.do not wind up implementing all of
the low-cost vocational programs and tail
to have a sufficient amount of higher-cost
technical  programs vital to a state's
cconomic base,”

tional programs being offered, at both the secondary and
postsecondary levels, or you will have a great deal of
costly duplication. This is handled by states in differ-
ent ways, but somewhere you must have overall planning
so that you do not wind up implementing all of the low-
cost vocational programs and fail to have a sufticient
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amount of higher-cost temhnic.rl programs vital to a
state’s economic base.

In tetms of two-year and four-year postsecondary
institutions we ought to create patterns of articulation,
but we must be careful not o gllow four-year institu-
tions dictate what the two-year programs are to be. If
that happens, two-year institutions will bekin taking
their cuefrom the four-year institutions and not from
business and industry whose needs are those tor which
they are primarily designed.

We have a few states which will award two years of
credit upon completion of programs, regardless of
whether it is a community college or a vocational-
technical school, and then build on that a foyr-year
program for those who want this. One of thé‘#uclors
in two-year vocational programs is a number of individ-
uals who decide once they complete the two-year pro-
gram that they want to pursue a tour-year degreé. There

"

about 10 percent of the vocational
graduates in this nation wind up owning
their own  business. .this is a natural
base tor new industry.”

-

may be a need for some special articulation programs
between two- and four-year institutions. One area is in
the training of vocational instructors. Another is the
area of producing the practical-oriented managers that
many small companies and businesses are looking for
today  not the theoretical manager, but the manager
who has had hands-on experience.

It has been interesting to me to find that dboul 10
percent of the vocational graduates in this nation wind
up owning their own business in five to ten years. As
they create their own businesses and start employing
people this is a natural base for new industry. If you
think about that for a moment, it may very well be that
a lot of the small businesses in your state are coming
from the vocational graduate as opposed to the college
graduate. A kind of two-year program built on this small
busines$ management may be a natural evolution for a
lot of these youth who do have that desire to go into
business {or themselves. _

In terms of vocational education and economic
development  our fourth point of discussion 1 would
come back to investment in some developmental pro-
grams for jobs you do not now have in the state, but are
trying to attract. 1 would urge some investment in
developmental institutions in the inner cities and de-.
pressed rural areas - special institutions that link voca-_
tional education particularly to the economic develop-
ment of those communigjes. You would do well in the
South to look at a program that emerged in Minnesota,
and has been adqpted by some 12 states in the Midwest
and Northwest, It is a program of working with a small
business manufacturing owner  the employer who has
five people working for him, or 10, or 15. Itiis not a
program where you enroll these individuals into a three-
month course; it is a program based on the ag-extension

]

concept. The vo-tech school employs a person who,
works with 30 to 40 small businesses that are about to
g0 under over a period of about three years  to
improve their marketing know-how, to help. upgrade
their workers, and to improve their financial bookkeep-
ing. This proved very successful in the survival of those
businesses, and as you well know most new jobs in this
nation come from small businesses, not the large firms.

We may need to continue to intensify our efforts to
work with our existing industry, particularly the small
industry. 1t is the small industries, those that employ
fewer than 100 people, that do not have directors of
training. They are the ones that are having difficulty
surviving. It seems to me that in terms of economic
development, we do more for the country by usslsnng
them. '

My last issue is maintaining vocational programs of
high quality. Whatever governing board looks at your
overall vocational and technical programs, you might
have state legislation that directs that governing board
to set some standards of output or quality as a basis for
program continuation. These have to be flexible for dif-
ferent programs. A few of the states have moved in that
direction, paiticularly as it relates to the postsecondary
arena, ‘ )

In recent studies of vocational education throughout
the nation, it was noted ‘that the financial system we
have in most states is still based on the general education
concept and is not adequate to keep the vocational-
technical program current. 1 think we have to recognize
a.whole series of forces that are driving changes in tech-
nology in this nation  energy, environment, competi-
tion, and that some of our vo-tech programs are going to
be preparing folks for the jobs of the Seventies and not
the Eighties unless our instructional media is upgraded.

It may very well be that we need to look at the possi-
bility of a state-level industry/education council. This
council would look .at the state system of vocational
programs with a particular purpose of keeping them on
the -cutting edge -~ to advise you of what it is going, to
take to keep them there.

In sunvnary, there are several policy implications that
I would draw. 1 would urge you, as state legislators, to
become more aggressive with the goal of levering some
federal manpower dollars that are very short-term in
nature toward some intermediate and long-term state
goals, |

1 would urge you to push for the kind of policy that
continues investment in developmental ventures, and in
vocational programs designed to keep the state reaching
out in terms of economic development.

Look at a state allocation formula that would encour-
age local school systems and postsecondary institutions
to reach out to the school dropout. That’s a great source
of talent that must be developed.

Wosk for financial reimbursement procedures or
policies that encourage joint programs among institu-
tions. In the long run, that will save the state tax
investments.

In some way, the state and federal gov[mments
through a partnership are going to have to deal with the

" inner cities, and the remaining rural depressed areas that
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we have. As you well know, thete §s a great movement of

jobs to tural Ametica.

As we look to jobs i the Eighties (und took at what
Jupan has taught us in terms of jobs), we ought to en-
coutage in all of our vocational programs an entiepie
nenrshap spitit e our youth 1 can temember my« futher
teehmg  that the thmg next to welfare was having to
work tor another man. He just retused to do it It he
couldn’t make o hving on his own, thiough his own
mgenmnty, he qust wasn't quite a man. Now that s

36

forty or tifgy yeuars ugo. We have almost teversed that
toduy  We DNave constantly tised the question in the
minds of ont youth  who are they going to wotk {o”?
Now the ntion may have a capital shortage. and niucly
of what we tead indicates that, but sull we seem to be
asking o students the wiong questions. We nuty have
lost this viston of selt-esmployment on the part of owt
youth Our education system must begin to provade the
kinds of expetiences that will canse omr youth to

examine the self.employment option:

%
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