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MANAGING THE AMERICAN UNIVERSITY!

David Gardner
University of California
United States

The first thing to be said about American higher education is that it is not 5o much a
systern as it is a collection of colleges and universities, prcdicat:d on the idea that access to
higher education for students with the ability to benefit from such an education is an important
national gosl. Thus, American higher education consists of many institutions — more than
3 000 — and enrolls 7.4 million full -time and 5.4 million part-time students.

These institutions are unsually diverse : there ar¢ large research universities, small liberal
arts colleges, church-affiliated institutions, vocational schools, professional schools ~ some
aligned with a university and others not — two-year community colleges, P‘-‘bﬁdy"“PP““d
and privately supported institutions. As long ago 25 1270 the United States had more institu-
tions awarding bachelor’s degrees, more Jaw schools, and more medical schodls than all of the
countries of Europe combined?. )

It hardly needs to be said that these institutions vary greatly in quality. But their very
variety reflects the national enthusiasm for founding new colleges or universities to meet chang:
ing conditions or distinctive local needs, 3 tradition i
American society. As 8 cOnsequence, American colleges and universities
unsystematic way, without any grand design to guide their evolution, Yet the advantages of a
network of colleges and universities different encugh to meet the needs of young people, Who
differ greatly in both their educational aspirations and {heir readiness for college, have been
considerable, especially in 2 pluralistic, large scile, gowmmenully decentralized, and geOgra-
phically dispersed society like the United States. )

A consistent characteristic of Americen higher education has been the absence of virtually
any planning for it by the national government. Even the relatively new Federal Department
of Education is concemed primarily with elemen
schools and high schools — and in any case its func

national approach either to the schools or {0 higher educ
voice in the affairs of govemment at the Federal level and 0 administer the relatively few

education programs sponsored by the Federal government, €.8- student financial _ald pmsrlﬁm-
This arrangement — so surprising to foreign visitors — arises from the strong traditions of 1oc

control and individual initiative which have been such formative forces in American life gene-
rally.
y cation, but only

I in er edu
This is not to say that the Federal government has 0o xole high e fhutions

that it is one of several actors on the aducaﬁonql scene, The Federal gorommmt’s
occur in three general areas :
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with its roots in the very beginnings of
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—  Finst, the Federal government funds roughly half of all basic research performed
in American universities — approximately $ 5 billion a year, largely through con-
tracts and grants administered not by a single entity but by a plethora of govem-
ment agencies and awarded to individual researchers and faculty members on the
basis of peer review;

—  Second, modest Federal support is made available for bufldings, laboratores,
equipment and instrumentation, library acquisitions, and other items necessary
for scholarly and scientific work;

- Third, the Federal government funds most of the student financial sid P
available to students irrespective of their residence or home state. In Fiscal Year
1984, the amount appropriated for student sid was $ 6.2 billion, 44 per cent of
all Federal Department of Education expenditures.

These three areas — support for ressarch, for buildings and equipment, and for student
financial aid — are the major Federal programs supporting higher education in the United
States. But it is important to recognize that, while all colleges and universities are affected by
Federal decisions in one or another of these areas, they are not all affected by the same de-
cisions or to the same degree. Research universities, for example, are directly and significantly
affected by Federal decisions about funding for research — but research univemities make up
only a tiny fraction — perhaps three per cent of the total number of educational institutions
in the United States (although they represent a larger percentage share of total enrollments).
Small liberal arts colleges, on the other hand, are dependent largely on student-paid tultion
and fees and on private gifts for their income, and therefore are more deeply affected by cufs
in Federally sponsored student aid than are research universities, which have other sources of
support available to them,

Thus, it would be a mistake to essume that the Federal government plays the primary
or most significant role in supporting higher education. Rather, Federal support has been di-
rected toward stimulating student access to higher education, improving the quality of both
developing and established universities, and funding basic research, mostly in agriculture,
medicine, and the basic sciences.

If the Federal government is not the supplier of major financial support for higher educa-
tion, then who is ? Again, the answer depends. For example, private colleges rely primarily
for their sources of revenue on student-paid tuition and fees (many such students are in tum
assisted financially by the Federal programs referred to above and/or by similar aid programs
sponsored by their home state), gifts (encouraged by govemment tax palicies), and income
from endowments. Private universities, in addition to these fund sources, depend heavily on
contracts and grants from both Federal and corporate sponsors for their research and the fiscal
fability of their graduate and professional schools.

Becmuse they depend so heavily on student fees and private giving, private colleges and
universities — or the independent sector, as it is sometimes called — have been hard hit by
recent economic problems and the declining numbers of high school graduates in certain regions
of the country. As recently as 1955, independent colleges and universities comprised 65 per
cent of all institutions of higher education and enrolled 44 per cent of American college
students. By the early 1980s, the proportion of independent to public institutions had dropped
(0 54 per cent. Even more dramatic, the proportion of students enrolled in independant institu-
tions had declined to 22 per cent3. If this trend persists, it will have serious adverse conse-
quences for the diversity of American higher education and the valued traditions and indapen-
dence of our private institutions,

For public colleges and universities — the institutions that educate the vast majority of
American students — the major source of financial support is the state governments, and to
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s bt Lol govessntS within sites As one might expect, patterns of state support
vary considerably from state to state, as do the levels and adequacy of funding, varlations being
powerfully influenced by public attitudes toward higher education, patterns of governance,
and the cconomic vitality of the individual state. California, for exemple, has a stTONE tradition
of public support for education at all levels and a vital, healthy economy: Thess have combined
over the years to afford that state the means t0 sustain not only colleges and upiversities

very high quality but also 3 high degree of student access 10 {hese institutions, and student
mobility among and between them. The independent colleges a0d tniversties BV o low
rished in this environment. i
* American higher education, then, is an extremely large, highly diverse patchwork of
institotions that differ greatly in quality, in character and purpose. in size and complexity, in
fiscal stability, and in sources of funding. It is a non-system that by custom and public expec-
tation is dedicated to the principle of broad student access and 10 the idea that higher educa-
tion serves both the private needs of students and the larger social goals of the pation and

soclety.
It is against this background and briel explanation of American higher educstion that
I now turn to the management issues.

been subjected to tWo mijor

) In recenl years, America's colleges and universities have
influences, one demographic and the other economic. Dem
students, expressed in terms of the number of high school graduates,
sharply over the next ten to fifteen years. Economically, our recent tr
significant inroads on the ability of Federal, state, and local governments o SUppOrt education,
ob the capacity of students and their familis to defray (e wing costs of higher edUCatHE
and on the ability of our universities and colleges to maintain the scale and scope of
academic programs, their grounds and buildings, their libraries and equipment, and their ppeal
to present and prospective faculty members.

The institutional impact of these two developments, Of COUTSEs is far from even. Du_noé
graphic projections, for example, indicate that over the next ten 10 fifteen years the Unite
States as a whole will experience a decline on the order of 25 per cent =
school graduates. But some sections of the country expected to be much harder it then
e e docline i the Northeast and Midwest may be especially severe,
cent to 49 per cent during the years 1979 to 19944, At the same time, it is &0
West and the South will undergo smaller declines i the numbers of high school g3
will recover lost enrollments sooner than other ar the R 1d be
states, instead of declines there will be increasss in the pertinent age cohOr. (et s,
noted that the growing numbers of part-time, non-tradith i entun::ls_
American colleges and universities ar® helping 1 sessure on €0¢
lments).

Further complicating this picture are the migration patt®
tegion to region. These are significant and are only partially related (0 ecONOTE fmt;;;z:

Northeast and Midwest — home of many traditional hea¥y HC g it
stee]l — are losing population; the West and the South are gaining 1t- ) 3
some colleges and universities are faced with managing &0 e m.;;. mt;., ;smgdon.
a steady state; and others with one of expansion, ding on s history , and s0 forth.
nature of the academic program, size; SOUICE cout 10 ;md:'n e
Generally speaking, highly selective universities with reputd : d
expected not only to arvive but 1o do quite well; small, mdependmt.leﬁ selective, and more
geographically remote colleges are comider:: mosui; likely to be 55

However much variation there may in the manageme ‘e cimiar. | wish
institutions of higher education in the United States, there is als0 much that is STEET
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now to tum to the University of California and to the intemal and external issues that demand
our attention as an jnstitution, not because we are unique but for the reason that we are more
typical than most might suppose — at least for purposes of this analysis.

First, a brief profile. The University of California is a publicly-assisted, multicampus
system consisting of nine campuses — eight general purpose campuses and one devoted exclusi.
vely to the health sciences. On these nine campuses are enrolled 145 000 regular students;
another 325 000 are enrolled part-time through University Extension, a non-degres earning
program aof off-campus, adult education that is entirely self supporting,

It is also California’s land-grant university, responsible for overseeing and managing a
farflung and complex array of programs and services of special interest to California agricul-
ture. The University’s involvement in this area has helped make agriculture California’s single
largest business. Under Califomnia’s Master Plan for Higher Education, adopted by the state
legislature in 1960, the University has responsibility to offer instruction leading to baccalau.
reats and master’s degrees and is assigned sole responsibility to offer the doctoral degree and
work at thet level in the several professions. The Master Plan also designates the University
us the state’s primary research institution. Thus, the University is heavily engaged in research
in virtually all fields of knowledge, but especially in agriculture, medicine, and the basic
sciences. For example, the University offers training and research in fourteen health sciences
schools on six campuses. It operates five teaching hospitals and a variety of clinics throughout
the State. The work of these hospitals and clinics makes the University a significant provider
of health care to the citizens of California. In addition, the University manages four major
research laboratories for the Federal govemment, one in Los Alamos, New Mexico, and three
in California, located in Livermore, Berkeley, and Los Angeles.

In all, the University employs 105 000 persons and spends $ 5.5 billion a year. Of that
amount, approximately twenty-five per cent is supplied by the state of California, thirty-nine
per cent by the Federal government, and thirtysix per cent from other sources : hospital
income, student fees, gifts and endowments, fees for service, and so forth. The Federal share
in this case is more significant than for most research universities owing to our management
of the very large Fedanally owned laboratories at Los Alamos, Livermore, and Berkeley.

FINDING SUPPORT
All in all, the University of California is a very large academic enterprise, requiring con-

tinuous and major infusions of money. And you will not be surprised that the first management
problem I wish to discuss is that of how research universities of our kind obtain the resources

necessary 10 sustain their wide-ranging missions of teaching, research, and public service.

~ We need first of all to recognize that adequate financial support can no longer be taken
for granted, even by relatively secure institutions, as it tended to be in the 19505 and 1960s,
The reality is that higher education is more than ever in divect competition for scarce dollars
with an established amray of social and welfare programs that have grown dramatically during
the past twenty years. As a result, calleges and universities are becoming more aware of their
dependence on the extemal environment — the importance of an understanding public and 2
supportive government — than was the case during the heady days of growth following World
War I, when funds were in generous supply and competing social programs were in a more
formative stage of development.
This state of affairs requires us to do several things at once. First, we must do a demons-
trably excellent job of managing the resources we have. Next, we must convince those upon

whose support and good will we rely that fiscally sound and functioning colleges and
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universities are in the nation’ interest. Next, we have 10 make it clear that cost-benefit analyses
have serious limits when the analysis invalves teaching and research, and where work of high
quality is the desired ontcome. And, finally, we need to be proactive, not passive, in communi-
cating these messages. We need both to anderstand and to participate in our governmental
and political processes not as ideological partisans, but as informed, sophisticated participants
ise:)kinz to share the significance of our message and to secure the resources needed to do the
ob.

What this means is that the effort to seek adequate FesOUrces and to increase public
understanding of what we do must go hand in hand, and at the University of Californiz we are
trying very hard to do just that. Like many other institutions, the University of Califomia is
just now emerging from same exceedingly difficult years — nearly two decades of inadequate state
support and a devastating inflation that have threatened our ability to maintain the quality and
numbers of our programs and the caliber of our faculty. Fortunately, that trend seems to be
reversing, thanks in part to an impressive economic recovery in California and in part to &
renewed commitment by state government to support echication more generously a5 an invest-
ment in California’s social and economic future.

Public opinion polls tell us that education is once again high on the list of institutions
Americans respect and sre willing to support. This is true at both the state and national levels.
Yet this welcome improvement in our fortunes is no reason for complacency. Higher education
will fall short of seeking and securing the public and financial support it so cruchally needs if
we fall short of convincing the public and those who represent it in government at all levels
that we know what we are doing, why we are doing it, where we are at present, where We wish
to go, what it will cost to get there, and why the investment needed to get us there will yield
benefits that are commensurate with the cost. Generally speaking, we have been less effective
in this effort than we need to be, but more actively involved in this process than is generally
true of colleges and universities elsewhere in the world.

DEMOGRAPHICS

Same comments now on demographics. California, like other Westem states, had not
expected to redlize as great a decline in the number of high school graduates during this decade
as, for example, states in the Midwest and the Northeast. Surprisingly, the University of Califor-
nix's enrollment, instead of modestly declining, has actually increased. In 198485, for example,
the largest number of students in the University’s history will be enrolled on ifs nine campuses.

What happened ? It is possible that the impact of the declining high school graduation
rate is simply delayed and will be realized later in the decade, T do not think so, however. It
seems to me far more likely that what we are seeing is a reflection of a growing public recogni-
tion that education matters in a society like ours, that education costs (in terms of foregone
income and costs of attendance), that the cost becomes &0 investment if the education gained
is a superior one, and that the University of Califoria offers such an education. If this is true,
then the implications for management are ¢lear: it is more important 10 concentrate on doing
well what one does best, sustaining standards of excellence and cultivating putlic expressions
of respect and regard for the quality of one’s programs, than it is 10 adopt a policy of accom-
modation, such as watering down academic programs or standards in the expectation of broad-
ening the pool of eligible students or accading 1o those who would have one believe that mar-
keting surpasses authentic excellence as a stralegy for survival. ‘ _

In California, there is another aspect of demography more significant and with I;:lgar:

reaching implications for our colleges and universities than the size of the college-age cohort :
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namely, the ethnic composition of our population, a change that is being hastened by a tide of
immigrants into the U,

nited States, especially into the Southem and Westemn paris of \‘-W
country. The dimensions of this phenomenon, and its impact on California, will be enomous:

During the 1970s, the United States experienced a flood of immigrants that rvaled the
greal waves of immigration at the turn of the century. Although we do not know prk
sely how many immigrants entered the country during the 1970s — primarily becaus
we have no rellable way to estimate the number of illegals who entered — a reasonshis
estimate is that approximately 8 million immigrants (legal and illegal combined) crossd
the borders between 1971 and 1980... California received nearly 30 per cent of tie
pewcomers — a percentage far in excess of its 10 per cent share of the nation’s total popu-

lation... Approximately half of Califomia’s population growth during the decads was due
to immigrantsS.

Califomia’s attractiveness, according to this analysis, is a function of three factors :

The state has a rich economy, is located in the right place, and has'along history gf now
Buropean immigration... California’s position at the hub of the Pacific Basin and a ]3‘?‘
to Latin America makes it 4 natural entry point for immigrants from Asia and Latin
America, from which 70 per cent of the nation’s immigrants now comeb.

As a result of these developments, and the fact that California already has a number of
expanding minority groups, it is expected fo become by the turn of the century the finl
American state with a population made up of a majority of people from ethnic minorities.

[t is hard to overestimate the significance of this profound demographic shift for educs
tion in California. For example, we cannot assume that the programs we have offered for =
traditional students will he appropriate for the new student generations that will soon arrive,
eager for education. At the same time we cannot forfeit the traditional standards 0“’]5'
performance and high expectations that have made the University of California what it is. Such
a policy would serve neither our interests nor those of our students. How we shape our educs- (]

tional programs to meet the growing heterogeneity of California’s population is one of the
strategic concems for my university and my state.

One thing is obvious: higher education cannot meet this challenge by itself. How well
students perform in our colleges

and universities depends in large measure on how well they
have been prepared for college-level study in primary and secondary education. The mdm
sugeests — and I am speaking of the education offered all students, not just members of min¢- {
ity groups - that the quality of precollege education has been declining for some oo, ThA
s a national phenomenon. In an effort to reverse this trend in Califomnia, the state legislature
Just last year passed the most comprehensive school reform bill in California’s history, legitls
tion that included much-neede

d funds to improve the quality of instruction and the caliber of
elementary and secondary school teachers. But it is just a beginning. Higher education and the

schoals will need to work together more in the future than they have done in the past to raise
ﬁd‘;rd; and clarify expectations and motivate students to perform to the limits of their |

OTHER ISSUES

'.hmhm,; in geaeral terms the two major factors affecting the management of
?ﬁmmﬂy ;:dl:mmmmi — the cconomic and demographic forces at work in our smletyﬂ; }

the other i 3 in, I use
University of California Other issues that warrant comment. Once agai

12 25 an example; and T put these issues in the form of strategic questions:
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oms and institutional independance be
an environment that tends to politicize
s efforts to further centralize

—  How can the University's academic freed
secured when the former functions within
every issue and the latter, when asserted, only evoke

govemmental authority ?

—  How can the University preserve and enhance its scademic standards when the
average graduate of our high schools today is not as well educated as the average
graduate of twenty-five or thirty-five years ago, when & much smaller proportion

3 of our population eamed the high school diploma ?

:{t:fw’f‘ Gsndﬂled;ll_ni.\muif:y be more effective in drawing to its student body, faculty,
hcte' and a lmstmhfm persons whose ethnicity and sex more fully reflect the
9 $s=neous population of our State; that is, how can we afford in larger measure
r those persons the same opportunity for education and social and economic
mobility that Americans have always sought ?

- How.can the University infuse its general education
atll::n jits upper division programs with more significance,

_ He we ct::ﬁne the eflucaﬁonal, career, and life choices of our students ?

o can the Univerity preserve and magnify the quality of its graduate and pro-
essional schools, while remaining alert ta our opportunities and protective of our

present strengths ?
- HG“'_ can we discover better ways of sharing more widely what we know without
coming into conflict with our freedom to seck and to impart knowledge and the
_ ;:iondmom that sccompany the funding of our efforts ?
thov.r can we secure solid, public support for this University, sustainable support
at will permit us to count upon Califomians and those who represent them in
_ ﬁwted public office to wish us well both in spirit and in sustenance; and
fuow can those of us, more responsible than most for the University's present and
ture °‘f"_‘dm°ﬂ, discern the winds of change that blow across ouf social, econo-
mic, political, and cultural landscapes such that we, rather than the force of cir-

cumstances, position the University for its future 7

Each of these issues could well be the subject of a separate paper, and ] present them in
further discussion and consideration.

l'?:é abtf'?‘"“e‘_i form simply to suggest that they warrant
m‘."’g‘“‘s exist for many purposes and they serve many ends. One of those PUPeSH is to
dayllnif USAOf what h_as lasting value, of what endures beneath the currents and eddies of every-
e €. As we consider our responsibilities, we would do well to adopt what Lord Ashby once
zs d:n an “attitude of constructive defiance™ against the times, especially when those times are
lose anding and difficult as the past two decades have been for higher education. | want {0
dra by mentioning an example that comes not from American but from English history. I
i from JR. Green's Short History of the English People. The year is 1648. In that year we
are in the midst of the Puritan Revolution, of civil war in England, and we read of the outbreak
of the Royalist revolt in February, the revolt of The Fleet and of Kent in May, of the cam-
paigns of Fairfax and Cromwell in Essex and Wales in June and July, of
and the surrender of Colchester in August, and of Pride’s purge in December. And at the end

of a gloomy, bloody recital, we came to this entry in italics: Royal Society begins at Oxford.
¢ may yet discemn something permanznt,

In the midst of all that is transitory in our age, W
something that will outshine all the violence in our contemporary struggles for power. | believe
that universities bear the standard of significance in a world awash with trivia. They aré one of
civilization’s truly authentic triumphs. While conserving the past, they belp mould the future —2

wellspring of ideas, beneficial to our world of which they are so pivotal a part. Our capacity to
bility of free societies everywhere

manage these institutions well bears significantly on the 8
to preserve their liberties and the individual freedoms of those who comprise them.

programs with more coherence,
so that we liberate more

11
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