oard Of Trustees:

University Servant?

By BRUCE CAMPBELY,

(Firet in a Series)
~ {Pditor's note. This is the first In & six part
prepared by Stanford Graduate Bruoe
Opmpbell. The serios will examine boards of
tustoes in American ocolleges, and focus on
%52 Stanford Board in the latier part of the
sories, Campbell's research stems from work
ane lnst spring as part of a Stanford seminar

higpher eduoation in America,)

*Servant of the servants of truth”—a verse
sppropriated from -ecclesiastical circles ang

aphrased—might provide a description of

awniversity hoard of trustees, for the phrase
tells something fundamental both about a
bicard of trustees and its relationship to a uni
versity.

A unlversity I a group of scholars who
have agreed to engage thelr inteliects over
viricus subject malters in order to further
thé pursult of truth. The board's task Is to
create the environment in which scholarly
aptivity thrives

“Students of higher education usually list the

Incipal responsibllities of trustees az these
ree: 16 select a president and having done
sblet him run the university; to oversee and

approve the kind of education nffered by the
university; to be the flnai ground of respon:

sibility for the acquisition, conservation, and’

management of the university's funds and

properties.
o Quality of Eduoation

But overriding all specific charges to the
& college, the organization of a learned and
effective farulty.™

And Myron Wicke states that “the eduora
tional work of the college is the sole reason
for its existence, not the balaneing of budpets
nor the building of great plants. important as
these are :

Because the board ¢f trustees can only be
understood in {13 relation to the university, a
stedy of the board must begin with an under.
stading of the purpotes of a unbversity The

unlversity has a two-fold relation to society:
one of accommodation and the other of crith

citm. .
. Contract With Sodlety
On one side, the university has entered into
a contract with society m which it preserves

and transmits to the new generation the ac.

cumulated knowiedge, skills, and values of the
sociely The university accepts responsibility
which the nrst of the two roles is in an over-
bearing positicn relative to the second The
reason for this is that, in contrast to most
Furopean universities, American education in.
siitutions are vontrolled by laymen.

Without Qonsent

“Almost without exception in this country™
says Hubert Beck in Men Wha Oontrol Our
Universities, “governing boards exercise their
powers and functions without the consent of
the governed.” '

The significance of lay control #s that be
rause the dominant groupa in soclety control
hoard is its general responsibility ro assure
that the quality of education In the university
s the finest that the imstitution can provide

In the words of a special commirice of the
trustees of Columbia University: 'Trustees
are a means'to-an end: In the establishment of
its institutions universities ate controlled by
“the modern representatives of orthodoxy and
authority,” the Columbia study notes.

Because a dominant class is one f{avored by
the existing social arrangement, members of
boards of trustees "“tend to be conservative,
to exaggerats the merits of the prevalling
order and to fear any agitation favoering fun-
damental changes in the social structure’”

To the extent that a university is contrelied
by these forces, “its function wiil be detensive
and conservative, rather than creative and
progressive’’ In other words, the occommoda
tion fupction will tend to be more emphasized
than the function of criticism,

Vicious Circles

Control by a tay board can lead to a vicious

circle. Because they are TOT eXPerts on equcs-
tiom, trustees must either make decisions
baged on less-than<complete understandings of

_situations or they must relinquish the respon

sibility to those directly involved, The second
is the usual practice, most obhservers contend
One result of rellnquishing responsibility-

for preparing the new generation to take
rharge of running the society. This i3 the ac-
commodating role.

But on the other hand, the unlversity &lso
has a role in confiict with society: it is con-
tinually evaluating the culture which it trans.
mits and thus serves as a creative force for
bringing change In the soctety. This is its role
as eritie.

The prevalling structure of boards of trus.
tees in the United States tends to be one in

for educational pelicy-making In that thiy
practice tende to breed among trustees a view
of their role as principaltly one of administra.

tion, rather than education. since they are

concerned mostly with “management” of the
university. : ‘
And. generally, administration puts a premi.

“um of eficlency. the smoothness with which a

systemn operates. In the univerzity, this leads
to “commodity” education.

Productng Trained Mind

*There is a cultural assumption in Ameri

ea.” on observer has painted out, “that institu-

tions of society produce commodities.” The

University producex trained minds, compo-
nents for the assembly line of soclety.

In this type of sducation, emphasis » placed
on a passive process of preparation. This

leads 10 prople who accept the culture passed

on tu therm and thus to reinforcement of the

‘existing structure of society.

Thus. when the university structupe tends
.to eriphasize the acromumodating role. of the
university aver iis role as critle, “commedity”
education results which in thrn ténds to lead
to further emphasis on accemmadation.

(Next: The Composition of the Boszd)
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Trustees Fail To Represent
Entire Society

By BRUCE CAMPBFLL
{Second In & Series)

Boards of trustees of American universities
are severely criticized for being representa.
tive neither of the times in which they live
nor of the classes of soclety as a whole,

They are not representative of the times,
critics say, because, being composed of peoplie
-with an average age of 60, they tend to em.
phasize established parts of the culture over
and agains{ new and inciplent parts. And they
dé not represent soclety as a whole hecause
they come predominantly from ornly one seg.
ment of American society: the class that con.
.trols the business world. ;

Given these criticisms, this article will seek
1o determine the ideal composition of a Board,
We will look first at some characteristics of a
goud trustee and then present some considera.
tons as to what constitutes an ideal board.

Doep Devotion

The first trustes characteristic mentioned
by all students nf higher education ix that the
trustee must have a “deep devotion fn the
cduse of higher education.” This should in.
clude, besides pecuniary support, an under
standing of and commitment to the twa ol
role of the university as cultural transmitter
Land critic.

Second, he must be open minded, “willing to
entertaln without prejudice, thoughts and
ideas that may at first seem to him not only
ufifamiliar, but. in some cases. disturbing”,

according to the Report of the Special Trus-
tees Committee of Columbia University, 1957,

He must, the Columbia repert continues,
“actively recognize that conventionality and
conformity, no matter how greatly they ease
social Interactions. are not the prime qualities
through which a university grows, prospers,
and advances.”

Leadershiip

Third. the trustee must possess the guall-
tirs of enthusisstic and Inspiring ileadership
that will command the respect and admiration
of otners Fourth he will probably be Surcess.

ful in his own {ield of activity, anda nrth. he
should possess the viewnpeint that “the sociat
order and its institutions must constantly
change"” (William Ashhrook).

Moving to the romposition of the board, we
find that almost all studies of hoards of trus.
tees recommend that composition of the
Roard be varied as to educational background,
vocational experience, geographic location,
and age.

Diversity of education and residence pre
vents inbreeding and parochialism and fosters
a rosmopolitan outlonk in spirit with the con.
temporary warld in which educational institu-

tions have an expanding range of influence,

and interesi.
Revommended Age
“Age is perliaps mentioned most trequently
as needing diversification Studies have shown
that the average age of board members at pri-

vate universities is about 1 It is frequently
recommernsded that the average age be some-
wliere in the mid 50°s,

“It wauid also seem desirable.” Fuber: Beck
stites, “that ne memher should serve beyund
the age of seventy: there should certainly he
substantial numbers nf members botweer 30
and 537

The primary reason for lowering the aver.
age age of board members ig that, areording
o Raymond Hughes, "the beard should be
young enough to sen<r the nevds of the people
it tepresents and guide the changing instito.
tions to their largest service rather than tnat
a large majority of aged men shodd maintain
palicies unchanged.”

Occupations

Vacatinnal diversitication has proved a great
stumbling hlock. In the past, it was thoughi
that hoards needed large numhers of lawyers
and financiers because the university needed
their expert talents and herause they lent
high level of prestige to the hoard,

These arguments <eem far less convincing
now. however, berause major universities em-
ploy investment counsel legal counsel, and
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competrnt husiness oxecutives, so 1hat volun.
teer “experts” mayv be actually a hindrance,
Further, boards need nuw longer rely strictlv
on the business community for members | .
order 1o maintain a high level of prestige fu:-
the board.

But most importantly. the new sitttation”
permits the bnards te more easily diversify

by vocation and thus would tend to foster a
board atmosphere in which an over-riding con-
cern with business matters can be lessened
and a focus on education secured.

This would be especially true if educators
and social scientists, the groups most fre
quently mentioned hy higher education schol-
ars. could be added in significant numbers to
boards of trustees,

Representation

The most frequent general suppgestion for
altering heard composition i= the suggestion
of "tunctional” representation Proponents of
this plan argue that if the board is to be made
up uf laymen. society in general {s contrelling
the university.

But, they say. boards currently do not rep-
resent society at all hut merely one class in
it. They gecommend that hoard composition
be changed so0 that educators. business men,
professinnal men, Jabor. and, where appropri-
ate. agriculture are represented on the board,

The usual argument against functional rep-
resentation is a pragmatic one: the beard
wants the best men it can find and shouldn't
be shackled by some lowest common denomi-
Jator set of qualifications.

The re~ponse 1o this is equally prapmatie.
Most boards (at least In private universities)
are self-perperuating and unless diversifymy
eriteria are explicitly stated. board members
tend to be replaced with men of the same
generation and the same political and social
wutlnok,
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Various experiments at diversification of

cifically inclusion of alumni and faculty repre-
sentatives. but thase seem to have met with-
only partlal success In the case of alumnd
trustees, only small numbers are involved
and, frequently the board is made up pre-

dominantly of alumni already.
And, just as with ajumni representation,

faculty participation on boards seems to bhe:

more symbolic than effective. Where faculty
representatlon has been tried, the numbers of
faculty Involved has been so small that the
taculty representative, in the words of one of
them, R. G. Marcham of Cornell. has not re
garded himself as “qualified to act_and speak
for the faculty.” N

As a solution, Marcham recommends that
“the university have as its highest and mot
influentlal agency A planning committee of
about twelve persons, on which trustees, ad.

_ministrators, and faculty are equally repre
sented, and that this body have the raspongl:

billty for developing at regular meetings tha
pattern of the university's growth.” 5

We have found that diversification accord-
ing to vocation, age, geography, and educa-
tion is recommended so that the board can ba
more representative of sociely whose dernands
and wishes it transmits to the university and
so that it ls young enough to he sensitive to
the needs of the university.

(Next: Board practices.}

“THURSDAY, OCTOBER 13, 1966

By BRUCE CAMPBELL
{Third in & Sertes)

Boards of trustees of American universities
are controlled by the old, the rich, and the
conservative, critics atate, and as a result, the
un{versity has a butli-in block to change.

., Reinforcing thls structural hindrance ' to

nahyge are vatious practices which also tend

9. yerpetuate the status quo and prevent in-
ion of forces bringing change.

. ¥he most Impertant of these practices is the

_ hod of selection. which, at teast in private

universities. Is co-option, i.e. selection of sue-

gessors by the remaining members of the

koargd.
Fosters Continuity

‘Co-option s defendad as fostering continul
ty. and affording “some protection apainst the
stprms of publir opinion and political and reli-
ghous contievessizs” (Hubert Becek).

Critiptesmr it. however, are over
weheiming  Fwst It i, remeote fenmoand anre-

wrpade .t
Rariatta fi)

sponstve to popular contral, éantrel by ean.
etituents ar external contiols of any type In
other words, a board changes aniy of it wanme
to and can he oblivious tn cutside forees it gt
50 chnoses. w

Thus, it is diffirult to remedy abuses offec
tively and to aceamplish ary reform: which
may be called for, o

'nwanted Minorities

Also, board majorities are “given the power
ta eliminate unwanted minoritiss and tn per-
petuate their own paint of view and the uni
versity satus quo in generai” iBeck)

Perhaps the greatest danger in the ~0lection
process, whereby hoard membership is main-
tained in the upper few percent of the popula-
tion (accerding to income. occupation and so-
cia} standing). is its effect on brard policy.
There is a close tle between an individual's
thinking and his lite situation. status and ex.
perience.

Social Position

Karl Mannheim made a study of the effects
ol a person's relationship to the ruling class
an his own ideas and personal perspective. His
finding was: "it could he shown in all cases
that not only do fundamental oricntations,
evaluations, and the enntent of ideis differ but
that the manner of stating a problem the sort
of approach made, and even the categories in
which experiences are subsurmed, rcollected,

and ordered vary according to the social posi-
tion of the ohsorver ™ And thus the danger for
hoard paliey in having the board controlled by
g self perpetuating croup,

Another board pra-tice which has drawn the
attentinn of scholav~ v length of service on
the board, a balance belng dosited hotween
continuity of buard policy and freshness of
approach.

“Wistom and broad knowleduye of men and
affairz. erdinanty associated with the maturd
ty of the middle and upper age brackets, and
imapination and the epirit of alventure, more
likely to characturize the vournger ages. are
the ingredients 10 be sought in the proper pro.
portions,” Donald Belcher writes in a self
study commissioned by the trustees of the
University of Pennsyivania.

Terms of Office

In terms of years, several ohsopvers have
recommended that terms of nffice be set at
about six years, with perhaps rne additional
term ablowed and an upper age Limitation of
0. o

In commernting o1 ctrrest practioes tten
vear fopms uel dhy reaewabled ODrdway Tead

has 2aid: “the end in view is 2ot controlled by
mere phyeieal age; someliow the injection of
5 mole southful puint ef view, of an outlook
wemewhat nearer in ape to that of students,
woult cerrainly not e anss an trustee discus

_slons.”

"The viluey of inng familiarity,” he saye,
“have 1o he sot over against those of freshness
af view and of new enthusiasm: and my own
estimate i=s that. on balares, there s usually
greater henefit In having limitations upon ten.
ure of office than in jong years of uninter
rupted board service.”

Meeling Practioes

Practices on board meetings and committees
varies greatly. Frequency, duration, and sub
ject matter of board meetings {5 dictated by
such considerations as board composition and-
size, and the committee structure.

Standard practlee seems to dictate meetings
of the full hoard anywhere {rom: quarterly to
monthly. Trustees themselves seem to feel
that greater frequency is benefictal, because
they can thereby spend more time In delibera-
tlon of important jicms and thus reduce the
feeling that they are called together periodic-

ally te approve recommendationa from the
president and frustee commiltees

Much beard work 1s carried cn Detween
meetings by the irustee commiitees. which
meet officially just prior to *he board meeting
iteell.

Rotato Assignments

For the best long-term effectiveness, many
obhservers have recommended that limitations
be put on the tenure of committee appoint:
ments and that there he rotation of avsign.
ments. This precedure is advizable because, in,
the words of Alfred North Whitehead, what
desired on boardz is the ability “to see ihe
chessboard as 2 whole”

Five vears secms o he the accepted length
of servive Recommuoendations for km
the committec s?ructure usually include: 1
use uf nontrustees on advisory committess;
2) early committee decisions on issues of sph
clal importance.

The thrust of commities action should be to
clear away the details and clarify the central
issues so that the full board may devote itself
to meaningfu) discussion of long-range educa-
tional issurs.

(Next Week: Acadomic Advisory Boards)
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By BRUCE CAMPEELL
(Fourth in a series)
One of the most exciting and most

promising developments in Board of
Trustee structurs in recent years has

besn the advent of academic advisory
boards.

e bodlies are groups of board

members and outside experts who are
charged with visiting, observing, and
discuseing the problems of given acs.
demic areas. They fullll] the two-fold
purpose of both glving the trustees

intimate contact with the academic ¥

workings of the university and of

providing departments and schools

\:tith encouragement and expert ad:
ce.

Harvard, for example, has a well
developed system of visiting rommit.
tees, forty-four in number. “Visiting
sommittees of the Bosrd of Over
seers,” the university explains, “form
a sort of two-way street between the
various professionil schools or de
partments of instruction on the one

hand and the board itsel?f on the
other.”

Roard Keoops Informed

“Through these commnlttees, the
board keeps in touch with and s In-
formed about the current activities
of all important branches of the uni-
versity. To these committees also, the
faculties of the several schools and

: departments turn for comatructive
. €ritlcism or for help In securing their
objectives.”

“The relationships thus establizshed
have become an integral part of Har
vard's educational system.”

{Harvard, unlike most universities,
is not run by & Board of Trustees, but
rather by two more or less coordinate
bodtes. The Corparation, composed of
the Presldent, the Treasurer, and five
fellows, ix self-perpetuating with the
approval of the Overseers. It handies
tha week-tn-week tasks and most of

its important actlons are subject to
the advice and consent of the Over
seers. The Ovorscers is a body of
thirty ajumni elected by the gradu-
ates of Harvard for six-year terms.}

Harvard Committes

Each Harvard visiting commitiee ia
organized with an Overseer as chalr-
man and includes from flve to twenty
members, who are not necessarlly
Harvard graduates and not usually
connected with the university.

‘The commitiees visit classrooms
sand laboratories, and hold discuasion
meetings and occaslonzl dinner meet-
ings with facuity members. Euach
chairman reports to the board of
Overseers once a year orally and by
formal written report every three

ears.

The University of Pennsylvania has
ten academic advisory boards, formed
in 1954 and composed In part of trus.
tees but chiefly of other individuals
chosen by reason of special interest
or competence in the particular fleld
to which the board relates.

The function of the boards is “dis.
cussing problems and raking ques.
tions so that the President and the
administrative officers, and the. trus
tees if they so dasire, may receive the
benefit of their aid and counsel”

{Donald Belcher, writing in a self-
study commissioned in 1959 by the
trustees of the Unlversity of Pennsyl-
venia).

Boope of Fenna Boards
The Boards concern themselves with

“the organization and quality of in

struction and research and with their
gtimulation and support,”

of encouragement, coo tlon, and
asaistance to the faculties, especlally

in their creative efforte to advance '
the educational objectives of the uni -

versity.”

Pravious to 1954, Penneylvanis had

a system of “constituent” boards
which was discontinued because it
“represented such a confusion of pol-
tey-making and administrative au-
thority as to confimt with the policy-

: Belcher -
says. By developing effective com. .

- munication with the faculties, the
Boards “contribute much in the way

making role of the Board of Trus
tees, promote undesirable autonomy
for the varlows schools, and prevent
the President from exercising his full

authority” (Belcher).

Penint Boards’ Possibilitien

Pennsylvania officialz believe that
with the Academnic Advisory Board
system trustees “can be ofered par.
ticlpation that they will find fully re.
warding and the advisory boards can
be developed into effective and powes-
tul instrumentalities in the servics of
the university.”

“Indeed, it Is not toc much o sey

ithat herein lies the Key, not oniy to

vastly ftmmproved relations among
trustees, administration, and faculty,
but to a strengthening and revitalize.

. tion of the entire system of university

government.”

Stanford, too, han some visiting
committees, but they stress the ad-
visory capacity to the schools and
minimize any connection to the Board
of Trustees, although trustees serve
on some of the committees, mostly in
their professional flelds.

Seven Stanford Commdttess

Authorized by the Board of Trusiees -

in 1960. the visiting committees now
number seven, and are mostly in the

professional sthools. Business, earth
sclence. education, law, medicine, sth-
letics, and computer sclence now.
have such committees. ]

Also, one s belng formed for enal:

- neering and there are long-range
plans for two or three in humanities
and sciences, and ones for the Library
and student affairs.

The committees are made up!
of leaders {n various professions
who analyze current Stanford
programs in terms of their pro-
fessions’ needs,

Commitiee Functions

“"Ihe commitiees advise the
President and the Deans of the
schools on the operations of pro-
fessional schools with special
_reference to the training of the
students for the professions,”
says Jarnes Thurber, assistant te

the provost and coordipator of

the comrnittess

The [unctions of the commit.
tees, according to the statement
of the hoard of trustiees, include:
1} present new ideas to (he
achool visited; 2} bring an out-
side view on the programs. plans,
and opoerations o fthe school;
3) help to circulate information
about Stanford tn general, and
the schoc! in particsar among
alumni and {riends; -

4) serve &3 liaison botween the
sehool and related professions
o tndustries, educational furda-
thons, etc.; 5 formulnte PeEDm-
mendations and conclustons e
garding the operations of the
sehool: 6) congider and review .
plans for the meeting of finsncisl
needs.

Each committee makes 2 two-
day visit tc the campus once oF
{wive & year. The visit usually

inciudes a report from the Dean,
& serleg of talks by leading pro-
fessors of the school, a recep
tion with semdr studenis in the

‘schoo!l .and a business neeting.

{Nexi: The Stanford Board'of
Trusises.}
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By BRUCE. CAMPBELL
(Fifth In a serles)

Stanford’s Board of Trustees compares ondy
moderately well with the standards of struc-
ture and practice Uated In earller articles in
this series, but, in the words of Board presi-
dent Richard Guggenhime, “practice as well
as theory must be consl in making a
judgment on the tunctioning of a board.”

" »1f gomething doesn't work, one should
change it,” he said in an interview. "I don't:
‘see that the present system s not workdng.”

- Guggenhime, when questioned concerning
‘the fact that two partners from the same law
frm and two executives from the same com-
pany were selected as trustees, responded:
“wWhatever the apparent {logic, we are looking
for the best q ed people and so we nomi-
nate by the personh more than by stated cri-
teria

n Good Shape L
“fhe board s In good shape and we are
not as undiversified as we might appear,” he

~ Stydents of higher education recommend
that boards of trustees be diversified accord-
ing to age, educational background, vocatinnal
experience, and geographic location.

On the gurface at least, Stanford fares paorly
in comparison to the theoretical norms set by
scholars. The ages of Stanford trustees run
from 52 te 69, with the average being 538.0.
{Scholars recommend an average around B4,
with “substantial numbers of members” be
tween 30 and 30.)

Alurman! Predominate

In terms of educationat background, twenty-
one of the tweniyiwo trustees are Stanford
alumni (the other one has no college listed in
any biography
many have
law, but also
of which came
Stanford.

“Al the trustees are exposed to other insti-
qutions as well as Stanford,” Guggenhime
states. "These people are Involved broadly and
much of their work is in organizations related
to education.”

Yoeationally, Stanford’s board has been . ac

¢used of belng run by businessmen and law-
* yers: There are however, “engineers,on the
tourd, ns well as an educator and a uoctor.”
(iupgenhime rebuts,

business and engineering), many
from institutions other than

.

availuble to The Dally). But.
advanced degrees (principally in

The board’s criteria- for selectlon, as stated
by Guggenhime, are not far {from those posited
by scholars
usually recommend that prospective trustees
1) have a devotion to higher education; 2) be

in higher education. Scholars ,

might still be

consider a sclt-appraisal as

appropriate {or the boari te
part of the serlew

of self-studies which will be going on at Stan-

ford this year.

Trusice committers do nuch of The important

Opeﬂ'minded; 3) show qualiiies of leadeiship. work between trostoe meetings. They wotk
anid 4) have attained success in a chosen fleld (‘]I‘H‘l}' with the app[opr;;".'- mpn-.h.-.r,.:. RTEE LT
of endeavor. ‘Stanford administration, whe make supoes.

Objective And Flextble rtinns for .the hoard agenda to the comunitiee

The Stanford board, according to Gugeen,
hitne, looks for “Intelligent people with an hon-
est interest in higher education We seek peo-
ple who want to work for Stanford and who
are objective and flexihie.” .

As for geographic distribution of the trus
tees, fifteen are from the Bay Area. three from
Los Angeles, two from New York, and one
each from Chicago and Houston. i

Becsise s0 many trustees live around San
Francisco (the hoard offices are located in the
¢ity), the board is able to meet monthly and
still maintain good attendance {(an average of
17 trustees were present for the meetings dur
ing the first hatf of this veart. Frequent meet
ings are recemmended by scholars as further-
ing meaningful trustee involvement in de-
cisian-making.

Monthly Meetings?

Monthly meetings, however, may he too

frequent for at least two reascns First, the
administration is caught ip an unending cyll-’

cal process of planning for trustee meetings.
At Stanford, for example. planning begins
about a.week after one meeting for the next
month. .

Second, when meetings are frequent, the
board tends to get too invalved in the day-to-
day running of the university. At Stanfurd, the
complaint is not uncommon that the friustees
sometimes become  overattentive to detalls
some feel 1o be cut of their area of responsi-
bility.

A possibte solution to several of the board's
problems might be to hold mcetings less [re-

quently and to have
which would carry on
meetings. In-this way,
have more trustees from outside the Bay Aten
and still to maintatn good at tendance.

In addition, the board could then have & Pposi-
tive focus on the lung-range development of
.the University, instead ol a watchdog artitude
toward the way the University is belng run
THHW
: o Conslder Self-Appraisal

Fven if these propusals are not {casible, 1t

an executive committee, .
hoard business between’
it would be possible 10,

chairmern:

‘The Friday before each bourd meeting, the

trustees are malled the program.
0 to 80 singlespaced type-writ-
ten pages outlifiing the agenda
tor each committee. The com:
mittees, mecting the foilowing

nesday and Thursday morn-

idg, act on the agenda and the
committes minutes then become
the agenda for the full board,
which meets Tpursday after-
noan,

Five Major Committees

‘The board’s important commit-
tees are:

e Finance: supervises the bud-

get and passes upon all opers-

tional financial transactions.

. & Investment: supervises the
University’s endowment. The

committee employs a fulltime.

investment counseclor and rec
ommends 1o the board the pur:
chase and sale of securities and
other properties.

e Academic Affairs: deals with
problemns pertaining to Laculty
and students, especially educa-
tional policics and standards, stu-
dent activities, employment and
advancoment uf profesors, bud
ge¢ on academie expenditures.

» Bulldings and Grounds:
A on provisions for upkeéep
of existing University phyalcul
bulidings: also corcerned with
pplicies regarding use of Unl
.varsity lands. -

e Planning and Development:

money - raising committer.
he committee works with the
administration and volunteer
piumni groups in the promoticn
ni gifts.

3

- Academic Experienos

The academic affairs it.
tew has in recent years b?::mtl’::-
sil¢ for &n experiment in trus.
fee exposure to scademiec mat..
ters. Almost monthiy professors
and deans make reporta to the'
comralttee about pecent develop-
ments and plans in thelr arvas.

-Since the committee meets just

pior to the full board mecting,

most of the trustecs are able to.
hear these presentations. '

Recent appearances have in-
cluded: Hurbert Heffner on the:
relationship between the Univer
sity and the U8 government:
Maunce Oshnrne on the health
service; Verpil Whitaker on the .
Suminer Festival; and Robert’
Walker on Overseas Campuses
and Genreral Studies.

* % %

The Stanford board is headed
by Richard Guyoenhime, an ar
ticulate, frank, devoted alumnus
and San Francizco lawyer. While
he admits that the board exists
for legal reasons (“in the legal
structure set up by the Found.
crs, we have the judiciary duty
to uphold the trust”;, he also
teels the board has & right to
existence for broader reasons.

*The board of trustees of a
university,” he states, Vserves as
& bridge betwren the university
community and the university
constituency. It interprets the
university to the outside, and
alio it provides within the unb .
versity itself an independent



view of the community by some-

_ohe who is outside of the faculty
but who still understands high-
er education.” :

Who Buns University

He believes the trustees have
the responsibility “to see that
the university iz run well, but
not to run it themselves.” He
reslizes that the Stanford board’s
practices and structure do not.
agree totally with the theoretical

- modeis put forward by schdlars
but alsc observes that “I don't
‘see that the present system is
not working.”

. Guggenhime has a suggestion
to leasen the triction between

‘suniversity oconstituencies. “We
- nead to have everybody—atu-
dents, administration, faculty,
and trustees—make an effort to

- understang the others' position.”

Guggenhirpé thinks that right
now ‘“the trustees are trylng

" harder to do this than students
are”

{(Next: Summary of criticlsma
of board composition and prac

tices; suggested mndel lor ideal
hoard.)
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Many of the practices and much of the struc-

“ture of boards of trustees tends to prohibit,

_rather than to foster the proper relation be

tweent the board and the university. .

This concluding article will summarize criti-

" clems of boards and will present a tentative
solution answering these critlcisms,

The principal criticisms of boards are that:

1} the boards, although composed of laymen

and therefore theoretically representing so

" ciety to the university, are actually very un-

representative; and 2) the composition of the .
.board gives the unlversity a built.in hindrance

*1o change.

These . factors, critics say, stem from the
. fact that the beard is made up of the old,
the rich ,and the conservative. Control -+

boards now rests with business leaders, “the’

modern representatives of orfhodoxy and au
thority” {report of the special trustees com.
mittee of Columbia University, 1307).

A Dominant Class

Because a dominant class is one favored
by the existing social arrangement, membors

of boards of trustees “tend to be conservative,

;to exaggerate the merits of the prevailing or-
.der and to fear any agitation favoring funda-
‘mental changes in the soctal styucture”
{George Counts). :

. There ig also some fear that boards are too
‘old to sympathize with student needs and de.
mands,

Btructurally, these problems are reflected in
the facts that the average trustee Is over 60,
the terms ot office are too long, and board
membership is too limited, namely te the
upper few per cent of the population (accord.
ing to income studles, 6ccupations, and educa.
tiom),

Unresponsive To Centrol

Also criticized is the selection procedure,
choosing new members by vote of the remain-
ing members of the board. This method, called
co-optinn, is objecied 1o on the grounds that
it tends to promaote a hoard remote from and
unresponsive to popular control, contro} by
cunstituents or external controls of any type,

Other objections to the current system are:

o An almost total lack of background and

-experience in teaching, research, and educa-

tional administration-—"the processes that con-
stitute the central enre of higher education”

1Hubert Beck, Men Whoe Control Qur Univer-
sities ., *

e An apparent lack of member: familiar
with the subjectuatter fields that ¢:.ome under
their jursdiction.

¢ Limitation «f board membership to the
privilegred classes tends to “destroy public
confidence in the disinteres:ed nature of hoard
decisions and in the extent to which higher
education serves the public interest” (Beck!'.

One possible board structure which could
be built by tntegrating all the eiements pre-
sented in these articles would be a board
made up partially out «{ representative mem.
bers of the public and partially ocut of uni
versity represematives.

Such a board would most fully oxemplify

the proper relation of the hoard to the instd

tutien and. in 1urn, of the institution to soriety.

“Fhat is, the funetion of the bhoard is to
facilitate the work of the univeérsity, which is
to transmit the knowledee, values, and skills
of society to the new generation and to criti-
caily evalnate the culture being transmitted.

Baiznce Of Functions
It would seem that oniy through a system

in which tlere is membership both from the

acadeinic community amd the soclety at Imige
can the university, through 1ts bighest govern-.
ing body, insure a balance between the service
function to sociely of transmission of the
culture, and the critical function of culture’
evalueation,

The board modification here suggested svould
provide for a_ broader representation of sg-
viety's interests, perhaps by funciionsl repre-
_sentation.

in addition it would include a double board
‘structure in awhich the businest mansgement
{and endowment problems wrre handled by a
rsmall hody which was responsibie to & larger
board, The larger board, once freed of Adue
¢lary detalls, could concentrat¢ on the read
-task of the board: “in the establishment of a
,college, the organization of a learned and
ceffective faculty” (Coiumbia trustees’ report,

1957,
Long Range Pollcy

Such a board would be able to give pri-
mary atlention to long range poticy and would
embody In its consensus a balance between
society’s interests and those of the acade
micians

The public sector would be far moge rep-

resentative than it is now, because it woudd,
for example, Include educators, soclal

tists, professional men, and representatives of
labor.

One model (by Hubert Beck} which hus beest
.developed along the lines presented in thif
article supgests a board of thirteen momhux
of which aight -would be representatives
the pubilc (two each from business, the pres
fessions, agriculture, and laborj and five frow
the university (two each from the faculty sné
alumni, and ohe representative of the she
dents}. .

Besides the membership modifications
ready suggested, the solution here
would include the adoption of age and ten
‘limitations to assure that: 1} the needs
point of view of youth, for whom the instites
tion exists to serve, are understood and that
2) the board is sufficiently Gexible to providg
the adjustments necessary to changing ecod

 nomie and social conditicna.

The inclusion of academic advisory bou'd:
campletes the solution: a system responsive
to the educationa! needs of both the publie
and the university, and one in which comy,
munication rxists (o foster that responzive-
ness. :



