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IT WAS THE BEST OF TIMES, IT WAS THE WORST OF TIMES,

IT WAS THE AGE OF WISDOM, IT WAS THE AGE OF FOOLISHNESS,

IT WAS THE EPOCH OF BELIEF, IT WAS THE EPOCH OF

INCREDULITY,
IT WAS THE SEASON OF LIGHT, IT WAS THE SEASON OF DARKNESS,
IT WAS THE SPRING OF HOPE, IT WAS THE WINTER OF DESPAIR,
CHARLES DICKENS

A TALE OF Two CITIES

To PARAPHRASE CHARLES DICKENS, THESE DO INDEED SEEM LIKE BOTH THE
BEST OF TIMES AND THE WORST OF TIMES FOR HIGHER EDUCATION IN AMERICA.
ON THE ONE HAND, IN AN AGE OF KNOWLEDGE IN WHICH EDUCATED PEOPLE
AND THEIR IDEAS HAVE BECOME THE WEALTH OF NATIONS, THE UNIVERSITY HAS
NEVER BEEN MORE IMPORTANT, AND THE VALUE OF A COLLEGE EDUCATION
NEVER HIGHER. THE EDUCATIONAL OPPORTUNITIES OFFERED BY THE
UNIVERSITY, THE KNOWLEDGE IT CREATES, AND THE SERVICES IT PROVIDES ARE
KEY TO ALMOST EVERY PRIORITY OF CONTEMPORARY SOCIETY, FROM ECONOMIC
COMPETITIVENESS TO NATIONAL SECURITY TO PROTECTING THE ENVIRONMENT
TO ENRICHING OUR CULTURE. THERE IS A GROWING RECOGNITION THAT FEW
PUBLIC INVESTMENTS HAVE HIGHER ECONOMIC PAYOFF THAN THOSE MADE IN
HIGHER EDUCATION. IN 1997 THE FEDERAL GOVERNMENT MADE THE LARGEST
COMMITMENT TO HIGHER EDUCATION SINCE THE GI BILL THROUGH $40 BILLION
OF TAX INCENTIVES TO COLLEGE STUDENTS AND THEIR PARENTS AS PART OF
THE BUDGET BALANCING AGREEMENT. IN 1998 WASHINGTON TOOK FURTHER
ACTION BY PROPOSING THE LARGEST INCREASE IN THE FUNDING OF ACADEMIC
RESEARCH IN DECADES. AND BOTH THE ADMINISTRATION AND CONGRESS
PROMISE BALANCED BUDGETS AND GENEROUS SUPPORT FOR YEARS TO COME.

YET, THERE IS GREAT UNEASE ON OUR CAMPUSES. THE MEDIA CONTINUES TO
VIEW THE ACADEMY WITH A FRUSTRATING MIX OF SKEPTICISM, IGNORANCE, AND
OCCASIONAL HOSTILITY THAT ERODES PUBLIC TRUST AND CONFIDENCE.
ALTHOUGH AN UNUSUALLY PROSPEROUS ECONOMY HAS PROVIDED BOTH STATE
AND FEDERAL GOVERNMENTS WITH THE RESOURCES TO HALT THE EROSION IN
PUBLIC SUPPORT OF HIGHER EDUCATION, THE DANGER OF INTERVENTION IN
THE NAME OF ACCOUNTABILITY REMAINS HIGH. THROUGHOUT SOCIETY WE SEE
A BACKLASH AGAINST EARLIER SOCIAL COMMITMENTS SUCH AS AFFIRMATIVE
ACTION, LONG A KEY MECHANISM BOTH FOR DIVERSIFYING OUR CAMPUSES AND
PROVIDING EDUCATIONAL OPPORTUNITY TO THOSE SUFFERING DISCRIMINATION
IN BROADER SOCIETY. AND THE FACULTY FEELS THE STRESSES FROM ALL
QUARTERS: THERE IS FEAR THAT RESEARCH FUNDING WILL DECLINE AGAIN
WHEN THE ECONOMY COOLS AND ENTITLEMENT PROGRAMS GROW, A SENSE OF
LOSS OF SCHOLARLY COMMUNITY WITH INCREASING SPECIALIZATION; AND A
CONFLICT BETWEEN THE DEMANDS OF GRANTSMANSHIP, A REWARD STRUCTURE
EMPHASIZING RESEARCH, AND A LOVE AND SENSE OF RESPONSIBILITY FOR
TEACHING.

TO CONTINUE PARAPHRASING DICKENS, WHILE WE MAY BE ENTERING AN AGE
OF WISDOM—OR AT LEAST KNOWLEDGE—IT IS ALSO AN AGE OF FOOLISHNESS.
LAST YEAR, THE NOTED FUTURIST PETER DRUCKER SHOOK UP THE ACADEMY
WHEN, DURING AN INTERVIEW IN FORBES , HE SPECULATED: “THIRTY YEARS
FROM NOW THE BIG UNIVERSITY CAMPUSES WILL BE RELICS. UNIVERSITIES
WON'T SURVIVE. IT'S AS LARGE A CHANGE AS WHEN WE FIRST GOT THE PRINTED



BOOK.”' ONE CAN IMAGINE THE NETWORK OF INTERACTIONS THAT RICOCHETED
ACROSS UNIVERSITY CAMPUSES IN THE MONTHS FOLLOWING DRUCKER’S
CONJECTURE. IT WAS FASCINATING TO TRACK THE CONVERSATIONS AMONG THE
UNIVERSITY OF MICHIGAN DEANS ON ELECTRONIC MAIL. SOME, OF COURSE,
RESPONDED BY BLASTING DRUCKER, ALWAYS A DANGEROUS THING TO DO.
OTHERS BELIEVED IT TO BE MOOT. A FEW EVEN SURMISED THAT PERHAPS A
FORMER PRESIDENT OF THE UNIVERSITY OF MICHIGAN MIGHT AGREE WITH
DRUCKER. (HE DOESN'T, INCIDENTALLY.)

SO WHAT ARE WE FACING? A SEASON OF LIGHT OR A SEASON OF DARKNESS? A
SPRING OF HOPE OR A WINTER OF DESPAIR? MORE TO THE POINT, AND AGAIN
IN A DICKENSIAN SPIRIT, IS HIGHER EDUCATION FACING YET ANOTHER PERIOD
OF EVOLUTION? OR WILL THE DRAMATIC NATURE AND COMPRESSED TIME
SCALES CHARACTERIZING THE CHANGES OF OUR TIME TRIGGER A PROCESS
MORE AKIN TO REVOLUTION?

TO BE SURE, MOST COLLEGES AND UNIVERSITIES ARE RESPONDING TO THE
CHALLENGES AND OPPORTUNITIES PRESENTED BY A CHANGING WORLD. THEY
ARE EVOLVING TO SERVE A NEW AGE. BUT MOST ARE EVOLVING WITHIN THE
TRADITIONAL PARADIGM, ACCORDING TO THE TIME-HONORED PROCESSES OF
CONSIDERED REFLECTION AND CONSENSUS THAT HAVE LONG CHARACTERIZED
THE ACADEMY. IS SUCH GLACIAL CHANGE RESPONSIVE ENOUGH TO ALLOW THE
UNIVERSITY TO CONTROL ITS OWN DESTINY? OR WILL A TIDAL WAVE OF
SOCIETAL FORCES SWEEP OVER THE ACADEMY, BOTH TRANSFORMING THE
UNIVERSITY IN UNFORESEEN AND UNACCEPTABLE WAYS WHILE CREATING NEW
INSTITUTIONAL FORMS TO CHALLENGE BOTH OUR EXPERIENCE AND OUR
CONCEPT OF THE UNIVERSITY?

IN THIS PAPER, WE WILL DISCUSS TWO SHARPLY CONTRASTING FUTURES FOR
HIGHER EDUCATION IN AMERICA. THE FIRST IS A RATHER DARK, MARKET-
DRIVEN FUTURE IN WHICH STRONG MARKET FORCES TRIGGER A MAJOR
RESTRUCTURING OF THE HIGHER EDUCATION ENTERPRISE. ALTHOUGH
TRADITIONAL COLLEGES AND UNIVERSITIES PLAY A ROLE IN THIS FUTURE, THEY
ARE BOTH THREATENED AND RESHAPED BY AGGRESSIVE FOR-PROFIT ENTITIES
AND COMMERCIAL FORCES THAT DRIVE THE SYSTEM TOWARD THE MEDIOCRITY
THAT HAS CHARACTERIZED OTHER MASS MEDIA MARKETS SUCH AS TELEVISION
AND JOURNALISM.

A CONTRASTING AND FAR BRIGHTER FUTURE IS PROVIDED BY A VISION OF A
CULTURE OF LEARNING IN WHICH UNIVERSAL OR UBIQUITOUS EDUCATIONAL
OPPORTUNITIES ARE PROVIDED TO MEET THE BROAD AND GROWING LEARNING
NEEDS OF OUR SOCIETY. USING A MIX OF OLD AND NEW FORMS, LEARNERS ARE
OFFERED A RICH ARRAY OF HIGH QUALITY, AFFORDABLE LEARNING
OPPORTUNITIES. OUR TRADITIONAL INSTITUTIONAL FORMS, INCLUDING BOTH
THE LIBERAL ARTS COLLEGE AND THE RESEARCH UNIVERSITY, CONTINUE TO
PLAY KEY ROLES, ALBEIT WITH SOME NECESSARY EVOLUTION AND ADAPTATION.

ALTHOUGH MARKET FORCES ARE FAR MORE POWERFUL THAT MOST REALIZE, WE
ALSO BELIEVE THAT IT IS POSSIBLE TO DETERMINE WHICH OF THESE OR OTHER
PATHS WILL BE TAKEN BY HIGHER EDUCATION IN AMERICA. KEY IN THIS
EFFORT IS OUR ABILITY AS A SOCIETY TO VIEW HIGHER EDUCATION AS A PUBLIC
GOOD THAT MERITS SUPPORT THROUGH PUBLIC TAX DOLLARS. IN THIS WAY, WE



MAY BE ABLE TO PROTECT THE PUBLIC PURPOSE OF THE HIGHER EDUCATION
ENTERPRISE AND SUSTAIN ITS QUALITY, IMPORTANT TRADITIONS, AND
ESSENTIAL VALUES.

IF WE ARE TO DO THIS, WE MUST ALSO RECOGNIZE THE PROFOUND NATURE OF
THE RAPIDLY CHANGING WORLD FACED BY HIGHER EDUCATION. THE STATUS
QUO IS NO LONGER AN OPTION. WE MUST ACCEPT THAT CHANGE IS INEVITABLE
AND USE IT AS A STRATEGIC OPPORTUNITY TO CONTROL OUR DESTINY,
RETAINING THE MOST IMPORTANT OF OUR VALUES AND OUR TRADITIONS.

THE FORCES DRIVING CHANGE

THERE ARE POWERFUL FORCES DRIVING AN INCREASING SOCIETAL DEMAND FOR
HIGHER EDUCATION SERVICES. IN TODAY'S WORLD, KNOWLEDGE HAS BECOME
THE COIN OF THE REALM, DETERMINING THE WEALTH OF NATIONS. IT HAS ALSO
BECOME THE KEY TO ONE’S PERSONAL STANDARD OF LIVING, THE QUALITY OF
ONE’S LIFE. WE ARE IN A TRANSITION PERIOD WHERE INTELLECTUAL
CAPITAL—BRAIN POWER—IS REPLACING FINANCIAL AND PHYSICAL CAPITAL AS
THE KEY TO OUR STRENGTH, PROSPERITY, AND WELL-BEING. IN A VERY REAL
SENSE, WE ARE ENTERING A NEW AGE, AN AGE OF KNOWLEDGE, IN WHICH THE
KEY STRATEGIC RESOURCE NECESSARY FOR PROSPERITY HAS BECOME
KNOWLEDGE ITSELF, THAT IS, EDUCATED PEOPLE AND THEIR IDEAS. OUR
SOCIETY IS BECOMING EVER MORE KNOWLEDGE-INTENSIVE.

AS KNOWLEDGE AND EDUCATED PEOPLE BECOME KEY STRATEGIC PRIORITIES,
OUR SOCIETIES HAVE BECOME MORE DEPENDENT UPON THOSE SOCIAL
INSTITUTIONS THAT CREATE THESE CRITICAL RESOURCES, OUR COLLEGES AND
UNIVERSITIES. YET THERE IS GROWING CONCERN ABOUT WHETHER OUR
EXISTING INSTITUTIONS HAVE THE CAPACITY TO SERVE THESE CHANGING AND
GROWING SOCIAL NEEDS—INDEED, EVEN WHETHER THEY WILL BE ABLE TO
SURVIVE IN THE FACE OF THE EXTRAORDINARY CHANGES OCCURRING IN OUR
WORLD.

THE FORCES OF CHANGE OF MOST DIRECT CONCERN TO HIGHER EDUCATION CAN
BE GROUPED INTO THREE AREAS: 1) FINANCIAL IMPERATIVES, I1) CHANGING
SOCIAL NEEDS, AND IIl) TECHNOLOGY DRIVERS.

FINANCIAL IMPERATIVES: SINCE THE LATE 1970S, HIGHER EDUCATION IN
AMERICA HAS BEEN CAUGHT IN A FINANCIAL VISE.? ON THE ONE HAND, THE
MAGNITUDE OF THE SERVICES DEMANDED OF OUR COLLEGES AND UNIVERSITIES
HAS INCREASED CONSIDERABLY. ENROLLMENTS HAVE GROWN STEADILY; THE
GROWING EDUCATIONAL NEEDS OF ADULT LEARNERS HAVE COMPENSATED FOR
THE TEMPORARY DIP IN THE NUMBER OF HIGH SCHOOL GRADUATES ASSOCIATED
WITH THE POST-WAR BABY BOOM/BUST CYCLE. UNIVERSITY RESEARCH,
GRADUATE EDUCATION, AND PROFESSIONAL SERVICE HAVE ALL GROWN IN
RESPONSE TO SOCIETAL DEMAND. YET THE COSTS OF PROVIDING EDUCATION,
RESEARCH, AND SERVICE HAVE GROWN—EVEN FASTER, IN FACT, SINCE THESE
UNIVERSITY ACTIVITIES DEPEND UPON A HIGHLY SKILLED, PROFESSIONAL
WORKFORCE (FACULTY AND STAFF), REQUIRE EXPENSIVE NEW FACILITIES AND
EQUIPMENT, AND ARE DRIVEN BY AN EVER-EXPANDING KNOWLEDGE BASE.




AS THE DEMAND FOR EDUCATIONAL SERVICES HAS GROWN AND THE OPERATING
COSTS TO PROVIDE THESE SERVICES HAVE RISEN, PUBLIC SUPPORT FOR HIGHER
EDUCATION HAS FLATTENED AND THEN DECLINED OVER THE PAST TWO
DECADES.> THE GROWTH IN STATE SUPPORT OF PUBLIC HIGHER EDUCATION
PEAKED IN THE 1980S AND NOW HAS FALLEN IN MANY STATES IN THE FACE OF
LIMITED TAX RESOURCES AND THE COMPETITION OF OTHER PRIORITIES SUCH AS
ENTITLEMENT PROGRAMS AND CORRECTIONS. WHILE THE FEDERAL
GOVERNMENT HAS SUSTAINED ITS SUPPORT OF RESEARCH, GROWTH HAS BEEN
MODEST IN RECENT YEARS AND IS LIKELY TO DECLINE AS DISCRETIONARY
DOMESTIC SPENDING COMES UNDER INCREASING PRESSURE FROM THE IMPACT
OF UNCONSTRAINED ENTITLEMENT PROGRAMS ON FEDERAL BUDGET-BALANCING
EFFORTS. FEDERAL FINANCIAL AID PROGRAMS HAVE SHIFTED INCREASINGLY
FROM GRANTS TO LOANS AS THE PREDOMINANT FORM OF AID. WHILE THE 1997
FEDERAL BUDGET AGREEMENT PROVIDES OVER $40 BILLION IN TAX INCENTIVES
TO COLLEGE STUDENTS AND THEIR PARENTS OVER THE NEXT SEVERAL YEARS,
MUCH OF THIS FEDERAL SUPPORT IS LIKELY TO GO INTO NEW CONSUMPTION
RATHER THAN TO ENHANCE ACCESS TO OR SUPPORT OF HIGHER EDUCATION.

TO MEET GROWING SOCIETAL DEMAND FOR HIGHER EDUCATION AT A TIME WHEN
COSTS ARE INCREASING AND PUBLIC SUPPORT IS DECLINING, MOST
INSTITUTIONS HAVE BEEN FORCED TO SHARPLY INCREASE TUITION AND FEES.
THIS HAS PROVIDED SHORT-TERM RELIEF, BUT IT HAS ALSO TRIGGERED A
STRONG PUBLIC CONCERN ABOUT THE COSTS AND AVAILABILITY OF A COLLEGE
EDUCATION, AND IT HAS ACCELERATED FORCES TO CONSTRAIN OR REDUCE
TUITION LEVELS AT BOTH PUBLIC AND PRIVATE UNIVERSITIES.” As A RESULT,
COLLEGES AND UNIVERSITIES ARE NOW LOOKING FOR WAYS TO CONTROL COSTS
AND INCREASE PRODUCTIVITY, BUT MOST ARE ALSO FINDING THAT THEIR
CURRENT ORGANIZATION AND GOVERNANCE MAKES THIS VERY DIFFICULT.

IT SEEMS INCREASINGLY CLEAR THAT THE HIGHER EDUCATION ENTERPRISE IN
AMERICA MUST CHANGE DRAMATICALLY IF IT IS RESTORE A BALANCE BETWEEN
THE COSTS AND AVAILABILITY OF EDUCATIONAL SERVICES NEEDED BY OUR
SOCIETY AND THE RESOURCES AVAILABLE TO SUPPORT THESE SERVICES. THE
CURRENT PARADIGMS FOR CONDUCTING, DISTRIBUTING, AND FINANCING
HIGHER EDUCATION MAY BE INADEQUATE TO ADAPT TO THE DEMANDS AND
REALITIES OF OUR TIMES.

SOCIETAL NEEDS: THE NEEDS OF OUR SOCIETY FOR THE SERVICES PROVIDED
BY OUR COLLEGES AND UNIVERSITIES WILL CONTINUE TO GROW. SIGNIFICANT
EXPANSION WILL BE NECESSARY JUST TO RESPOND TO THE NEEDS OF A
GROWING POPULATION WHICH WILL RESULT IN A 30 PERCENT GROWTH IN THE
NUMBER OF TRADITIONAL COLLEGE-AGE STUDENTS OVER THE NEXT DECADE. IN
ADDITION, OUR INSTITUTIONS WILL BE CHALLENGED TO MEET THE NEEDS OF
THE GROWING POPULATION OF ADULT LEARNERS IN THE WORKPLACE SEEKING
THE COLLEGE-LEVEL EDUCATION AND SKILLS NECESSARY FOR THEIR CAREERS.

WE ARE BEGINNING TO SEE A SHIFT IN DEMAND FROM THE CURRENT STYLE OF
“JUST-IN-CASE” EDUCATION IN WHICH WE EXPECT STUDENTS TO COMPLETE
DEGREE PROGRAMS AT THE UNDERGRADUATE OR PROFESSIONAL LEVEL LONG
BEFORE THEY ACTUALLY NEED THE KNOWLEDGE, TO “JUST-IN-TIME” EDUCATION
IN WHICH EDUCATION IS SOUGHT WHEN A PERSON NEEDS IT THROUGH NON-
DEGREE PROGRAMS, TO ‘“JUST-FOR-YOU” EDUCATION IN WHICH EDUCATIONAL



PROGRAMS ARE CAREFULLY TAILORED TO MEET THE SPECIFIC LIFELONG
LEARNING REQUIREMENTS OF PARTICULAR STUDENTS. THE UNIVERSITY WILL
FACE THE CHALLENGE OF RESPONDING TO OTHER TRANSITIONS, FROM PASSIVE
STUDENTS TO ACTIVE LEARNERS, FROM FACULTY-CENTERED TO LEARNER-
CENTERED INSTITUTIONS, FROM TEACHING TO THE DESIGN AND MANAGEMENT
OF LEARNING EXPERIENCES, AND FROM STUDENTS TO A LIFELONG MEMBERS OF
A LEARNING COMMUNITY

THE SITUATION IS EVEN MORE CHALLENGING AT THE GLOBAL LEVEL, WITH OVER
HALF OF THE WORLD’S POPULATION UNDER THE AGE OF 20. IN MOST OF THE
WORLD, HIGHER EDUCATION IS MIRED IN A CRISIS OF ACCESS, COST, AND
FLEXIBILITY. SIR JOHN DANIELS, CHANCELLOR OF THE OPEN UNIVERSITY OF
THE UNITED KINGDOM, OBSERVES THAT ALTHOUGH THE UNITED STATES HAS
THE WORLD’S STRONGEST UNIVERSITY SYSTEM, THE AMERICAN PARADIGM
SEEMS ILL-SUITED TO MEETING GLOBAL EDUCATION NEEDS. 5, OUR COLLEGES
AND UNIVERSITIES CONTINUE TO BE FOCUSED ON HIGH-COST, RESIDENTIAL
EDUCATION AND TO THE OUTMODED IDEA THAT QUALITY IN EDUCATION IS
LINKED TO EXCLUSIVITY OF ACCESS AND EXTRAVAGANCE OF RESOURCES.

TECHNOLOGY DRIVERS: AS KNOWLEDGE-DRIVEN ORGANIZATIONS, IT IS NOT
SURPRISING THAT COLLEGES AND UNIVERSITIES SHOULD BE GREATLY
AFFECTED BY THE RAPID ADVANCES IN INFORMATION TECHNOLOGY—
COMPUTERS, TELECOMMUNICATIONS, NETWORKS. IN THE PAST SEVERAL
DECADES, COMPUTERS HAVE EVOLVED INTO POWERFUL INFORMATION SYSTEMS
WITH HIGH-SPEED CONNECTIVITY TO OTHER SYSTEMS THROUGHOUT THE WORLD.
PUBLIC AND PRIVATE NETWORKS PERMIT VOICE, IMAGE, AND DATA TO BE MADE
INSTANTANEOUSLY AVAILABLE ACROSS THE WORLD TO WIDE AUDIENCES AT LOW
COSTS. THE CREATION OF VIRTUAL ENVIRONMENTS WHERE HUMAN SENSES ARE
EXPOSED TO ARTIFICIALLY CREATED SIGHTS, SOUNDS, AND FEELINGS LIBERATE
US FROM RESTRICTIONS SET BY THE PHYSICAL FORCES OF THE WORLD IN
WHICH WE LIVE. CLOSE, EMPATHIC, MULTI-PARTY RELATIONSHIPS MEDIATED
BY VISUAL AND AURAL DIGITAL COMMUNICATIONS SYSTEMS LEAD TO THE
FORMATION OF CLOSELY BONDED, WIDELY DISPERSED COMMUNITIES OF PEOPLE
INTERESTED IN SHARING NEW EXPERIENCES AND INTELLECTUAL PURSUITS
CREATED WITHIN THE HUMAN MIND VIA SENSORY STIMULI. RAPIDLY EVOLVING
TECHNOLOGIES ARE DRAMATICALLY CHANGING THE WAY WE COLLECT,
MANIPULATE, AND TRANSMIT INFORMATION.

THIS TECHNOLOGY HAS ALREADY HAD DRAMATIC IMPACT ON OUR COLLEGES AND
UNIVERSITIES. OUR ADMINISTRATIVE PROCESSES ARE HEAVILY DEPENDENT
UPON INFORMATION TECHNOLOGY—AS THE CURRENT CONCERN WITH THE
APPROACHING DATE RESET OF YEAR 2000 HAS MADE ALL TOO APPARENT.
RESEARCH AND SCHOLARSHIP DEPEND HEAVILY UPON INFORMATION
TECHNOLOGY, E.G., THE USE OF COMPUTERS TO SIMULATE PHYSICAL
PHENOMENA, NETWORKS TO LINK INVESTIGATORS IN VIRTUAL LABORATORIES OR
‘““COLLABORATORIES,” OR DIGITAL LIBRARIES TO PROVIDE SCHOLARS WITH
ACCESS TO KNOWLEDGE RESOURCES. YET, THERE IS AN INCREASING SENSE
THAT NEW TECHNOLOGY WILL HAVE AN ITS MOST PROFOUND IMPACT ON THE
EDUCATIONAL ACTIVITIES OF THE UNIVERSITY AND HOW WE DELIVER OUR
SERVICES.



WE GENERALLY THINK OF THE EDUCATIONAL ROLE OF OUR INSTITUTIONS IN
TERMS OF A CLASSROOM PARADIGM, THAT IS, OF A PROFESSOR TEACHING A
CLASS OF STUDENTS, WHO IN TURN RESPOND BY READING ASSIGNED TEXTS,
WRITING PAPERS, SOLVING PROBLEMS OR PERFORMING EXPERIMENTS, AND
TAKING EXAMINATIONS. YET, THE CLASSROOM ITSELF MAY SOON BE REPLACED
BY LEARNING EXPERIENCES ENABLED BY EMERGING INFORMATION
TECHNOLOGY. INDEED, SUCH A PARADIGM SHIFT MAY BE FORCED UPON THE
FACULTY BY THE STUDENTS THEMSELVES.

TODAY'S STUDENTS ARE MEMBERS OF THE “DIGITAL GENERATION.” THEY HAVE
SPENT THEIR EARLY LIVES SURROUNDED BY ROBUST, VISUAL, ELECTRONIC
MEDIA—SESAME STREET, MTV, HOME COMPUTERS, VIDEO GAMES, CYBERSPACE
NETWORKS, MUDs, MOOS, AND VIRTUAL REALITY. UNLIKE THOSE OF US WHO
WERE RAISED IN AN ERA OF PASSIVE, BROADCAST MEDIA SUCH AS RADIO AND
TELEVISION, THEY EXPECT, INDEED DEMAND, INTERACTION. THEY APPROACH
LEARNING AS A “PLUG-AND-PLAY” EXPERIENCE, UNACCUSTOMED AND
UNWILLING TO LEARN SEQUENTIALLY—TO READ THE MANUAL—AND INCLINED
TO PLUNGE IN AND LEARN THROUGH PARTICIPATION AND EXPERIMENTATION.
WHILE THIS TYPE OF LEARNING IS FAR DIFFERENT FROM THE SEQUENTIAL,
PYRAMID APPROACH OF THE TRADITIONAL UNIVERSITY CURRICULUM, IT MAY BE
FAR MORE EFFECTIVE FOR THIS GENERATION, PARTICULARLY WHEN PROVIDED
THROUGH A MEDIA-RICH ENVIRONMENT.

IT COULD WELL BE THAT FACULTY MEMBERS OF THE 21ST CENTURY
UNIVERSITY WILL FIND IT NECESSARY TO SET ASIDE THEIR ROLES AS TEACHERS
AND BECOME DESIGNERS OF LEARNING EXPERIENCES, PROCESSES, AND
ENVIRONMENTS. TOMORROW'S FACULTY MAY HAVE TO DISCARD THE PRESENT
STYLE OF SOLITARY LEARNING EXPERIENCES IN WHICH STUDENTS TEND TO
LEARN PRIMARILY ON THEIR OWN THROUGH READING, WRITING, AND PROBLEM
SOLVING. INSTEAD, THEY MAY BE ASKED TO DEVELOP COLLECTIVE LEARNING
EXPERIENCES IN WHICH STUDENTS WORK TOGETHER AND LEARN TOGETHER,
WITH THE FACULTY MEMBER BECOMING MORE OF A CONSULTANT OR A COACH
THAN A TEACHER. FACULTY MEMBERS WILL BE LESS CONCERNED WITH
IDENTIFYING AND THEN TRANSMITTING INTELLECTUAL CONTENT AND MORE
FOCUSED ON INSPIRING, MOTIVATING, AND MANAGING AN ACTIVE LEARNING
PROCESS BY STUDENTS. WE SHOULD NOTE THAT THIS WILL REQUIRE A MAJOR
CHANGE IN GRADUATE EDUCATION, SINCE FEW OF TODAY’S FACULTY MEMBERS
HAVE LEARNED THESE SKILLS.

ONE CAN EASILY IDENTIFY SIMILARLY PROFOUND CHANGES OCCURRING IN THE
OTHER ROLES OF THE UNIVERSITY. THE PROCESS OF CREATING NEW
KNOWLEDGE—RESEARCH AND SCHOLARSHIP—IS ALSO EVOLVING RAPIDLY AWAY
FROM THE SOLITARY SCHOLAR TO TEAMS OF SCHOLARS, PERHAPS SPREAD OVER
A NUMBER OF DISCIPLINES. THERE IS INCREASING PRESSURE TO DRAW
RESEARCH TOPICS DIRECTLY FROM WORLDLY EXPERIENCE RATHER THAN
PREDOMINANTLY FROM THE CURIOSITY OF SCHOLARS. EVEN THE NATURE OF
KNOWLEDGE CREATION IS SHIFTING SOMEWHAT AWAY FROM THE ANALYSIS OF
WHAT HAS BEEN TO THE CREATION OF WHAT HAS NEVER BEEN—STRESSING
MORE ON THE EXPERIENCE OF THE ARTIST THAN UPON ANALYTICAL SKILLS OF
THE SCIENTIST.



MOST SIGNIFICANT HERE IS THE WAY IN WHICH EMERGING INFORMATION
TECHNOLOGY HAS REMOVED THE CONSTRAINTS OF SPACE AND TIME. WE CAN
NOW USE POWERFUL COMPUTERS AND NETWORKS TO DELIVER EDUCATIONAL
SERVICES TO ANYONE AT ANYPLACE AND ANYTIME, CONFINED NO LONGER TO
THE CAMPUS OR THE ACADEMIC SCHEDULE. TECHNOLOGY IS CREATING AN
OPEN LEARNING ENVIRONMENT IN WHICH THE STUDENT HAS EVOLVED INTO AN
ACTIVE LEARNER AND CONSUMER OF EDUCATIONAL SERVICES, STIMULATING
THE GROWTH OF POWERFUL MARKET FORCES THAT COULD DRAMATICALLY
RESHAPE THE HIGHER EDUCATION ENTERPRISE.

SCENARIO #1: A MASSIVE RESTRUCTURING OF THE HIGHER
EDUCATION INDUSTRY

UNIVERSITIES HAVE LONG ENJOYED A MONOPOLY OVER ADVANCED EDUCATION
BECAUSE OF GEOGRAPHICAL LOCATION AND THEIR MONOPOLY ON
CERTIFICATION THROUGH THE AWARDING OF DEGREES. IN THE CURRENT
PARADIGM, OUR COLLEGES AND UNIVERSITIES ARE FACULTY-CENTERED. THE
FACULTY HAS LONG BEEN ACCUSTOMED TO DICTATING WHAT IT WISHES TO
TEACH, HOW IT WILL TEACH, AND WHERE AND WHEN THE LEARNING WILL
OCCUR. THIS FACULTY-CENTERED PARADIGM IS SUSTAINED BY ACCREDITING
ASSOCIATIONS, PROFESSIONAL SOCIETIES, AND STATE AND FEDERAL
GOVERNMENTS.

THIS CAREFULLY REGULATED AND CONTROLLED ENTERPRISE COULD BE ERODED
BY SEVERAL FACTORS. FIRST, THE GROWING DEMAND FOR ADVANCED
EDUCATION AND TRAINING SIMPLY CANNOT BE MET BY SUCH A CAREFULLY
RATIONED AND CONTROLLED PARADIGM. SECOND, CURRENT COST STRUCTURES
FOR HIGHER EDUCATION ARE SIMPLY INCAPABLE OF RESPONDING TO THE
NEEDS FOR HIGH QUALITY YET AFFORDABLE EDUCATION. THIRD, INFORMATION
TECHNOLOGY IS RELEASING HIGHER EDUCATION FROM THE CONSTRAINTS OF
SPACE AND TIME (AND POSSIBLY ALSO REALITY). AND FOURTH, ALL OF THESE
FORCES ARE DRIVING US TOWARD AN OPEN LEARNING ENVIRONMENT, IN WHICH
THE STUDENT WILL EVOLVE INTO AN ACTIVE LEARNER AND CONSUMER,
UNLEASHING STRONG MARKET FORCES.

TOMORROW’S STUDENT WILL HAVE ACCESS TO A VAST ARRAY OF LEARNING
OPPORTUNITIES, FAR BEYOND THE FACULTY-CENTERED INSTITUTIONS
CHARACTERIZING HIGHER EDUCATION TODAY. SOME WILL PROVIDE FORMAL
CREDENTIALS, OTHERS WILL PROVIDE SIMPLY KNOWLEDGE, STILL OTHERS WILL
BE AVAILABLE WHENEVER THE STUDENT—MORE PRECISELY, THE LEARNER—
NEEDS THE KNOWLEDGE. THE EVOLUTION TOWARD SUCH A LEARNER-CENTERED
EDUCATIONAL ENVIRONMENT IS BOTH EVIDENT AND IRRESISTIBLE.

AS A RESULT, HIGHER EDUCATION IS LIKELY TO EVOLVE FROM A LOOSELY
FEDERATED SYSTEM OF COLLEGES AND UNIVERSITIES SERVING TRADITIONAL
STUDENTS FROM LOCAL COMMUNITIES INTO, IN EFFECT, A KNOWLEDGE AND
LEARNING INDUSTRY. SINCE NATIONS THROUGHOUT THE WORLD ARE
EXPERIENCING GROWING NEEDS AND DEMAND FOR ADVANCED EDUCATION, THIS
INDUSTRY WILL BE GLOBAL IN EXTENT. WITH THE EMERGENCE OF NEW
COMPETITIVE FORCES AND THE WEAKENING INFLUENCE OF TRADITIONAL
CONSTRAINTS, HIGHER EDUCATION IS EVOLVING LIKE OTHER ‘“DEREGULATED”
INDUSTRIES, E.G., HEALTH CARE OR COMMUNICATIONS OR ENERGY. IN



CONTRAST TO THESE OTHER INDUSTRIES, WHICH HAVE BEEN RESTRUCTURED AS
GOVERNMENT REGULATION HAS WEAKENED, THE GLOBAL KNOWLEDGE-
LEARNING INDUSTRY WILL BE UNLEASHED BY EMERGING INFORMATION
TECHNOLOGY THAT FREES EDUCATION FROM THE CONSTRAINTS OF SPACE, TIME,
AND CREDENTIALLING MONOPOLY.

WHILE MANY IN THE ACADEMY WOULD UNDOUBTEDLY VIEW WITH DERISION OR
ALARM THE DEPICTION OF THE HIGHER EDUCATION ENTERPRISE AS AN
“INDUSTRY” OR “BUSINESS,”” OPERATING IN A HIGHLY COMPETITIVE,
INCREASINGLY DEREGULATED, GLOBAL MARKETPLACE, THIS IS NEVERTHELESS
AN IMPORTANT PERSPECTIVE THAT WILL REQUIRE A NEW PARADIGM FOR HOW
WE THINK ABOUT POSTSECONDARY EDUCATION. AS OUR SOCIETY BECOMES
EVER MORE DEPENDENT UPON NEW KNOWLEDGE AND EDUCATED PEOPLE, UPON
KNOWLEDGE WORKERS, THIS GLOBAL KNOWLEDGE BUSINESS MUST BE VIEWED
CLEARLY AS ONE OF THE MOST ACTIVE GROWTH INDUSTRIES OF OUR TIMES. IT
IS CLEAR THAT NO ONE, NO GOVERNMENT, WILL BE IN CONTROL OF THE
HIGHER-EDUCATION INDUSTRY. IT WILL RESPOND TO FORCES OF THE
MARKETPLACE.

WILL THIS RESTRUCTURING OF THE HIGHER EDUCATION ENTERPRISE REALLY
HAPPEN? IF YOU DOUBT IT, JUST CONSIDER THE HEALTH CARE INDUSTRY.
WHILE WASHINGTON DEBATED FEDERAL PROGRAMS TO CONTROL HEALTH CARE
COSTS AND PROCRASTINATED TAKING ACTION, THE MARKETPLACE TOOK OVER
WITH NEW PARADIGMS SUCH AS MANAGED CARE AND FOR-PROFIT HEALTH
CENTERS. IN LESS THAN A DECADE THE HEALTH CARE INDUSTRY WAS TOTALLY
CHANGED. TODAY, HIGHER EDUCATION IS A $180 BILLION A YEAR ENTERPRISE.
IT WILL ALMOST CERTAINLY BE ‘“CORPORATIZED” SIMILARLY TO HEALTH CARE.
BY WHOM? BY STATE OR FEDERAL GOVERNMENT? NOT LIKELY. BY
TRADITIONAL INSTITUTIONS SUCH AS COLLEGES AND UNIVERSITIES WORKING
THROUGH STATEWIDE SYSTEMS OR NATIONAL ALLIANCES? ALSO UNLIKELY. OR
BY THE MARKETPLACE ITSELF, AS IT DID IN HEALTH CARE, SPAWNING NEW
PLAYERS SUCH AS VIRTUAL UNIVERSITIES AND FOR-PROFIT EDUCATIONAL
ORGANIZATIONS? PERHAPS.

SEVERAL MONTHS AGO, A LEADING INFORMATION SERVICES COMPANY VISITED
WITH MY INSTITUTION TO SHARE WITH US THEIR PERSPECTIVE OF THE HIGHER
EDUCATION MARKET. THEY BELIEVE THE SIZE OF THE HIGHER EDUCATION
ENTERPRISE IN THE UNITED STATES DURING THE NEXT DECADE COULD BE A
LARGE AS $300 BILLION PER YEAR, WITH 30 MILLION STUDENTS, ROUGHLY
HALF COMPRISED OF TODAY'S TRADITIONAL STUDENTS AND THE REST AS ADULT
LEARNERS IN THE WORKPLACE. (INCIDENTALLY, THEY ALSO PUT THE SIZE OF
THE WORLD MARKET AT $3 TRILLION.) THEIR OPERATIONAL MODEL OF THE
BRAVE, NEW WORLD OF MARKET-DRIVEN HIGHER EDUCATION SUGGESTS THAT
THIS EMERGING DOMESTIC MARKET FOR EDUCATIONAL SERVICES COULD BE
SERVED BY A RADICALLY RESTRUCTURED ENTERPRISE CONSISTING OF 50,000
FACULTY “CONTENT PROVIDERS,” 200,000 FACULTY LEARNING "FACILITATORS,"
AND 1,000 FACULTY “CELEBRITIES’” WHO WOULD BE THE STARS IN COMMODITY
LEARNING-WARE PRODUCTS. THE LEARNER WOULD BE LINKED TO THESE
FACULTY RESOURCES BY AN ARRAY OF FOR-PROFIT SERVICES COMPANIES,
HANDLING THE PRODUCTION AND PACKAGING OF LEARNING-WARE, THE
DISTRIBUTION AND DELIVERY OF THESE SERVICES TO LEARNERS, AND THE
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ASSESSMENT AND CERTIFICATION OF LEARNING OUTCOMES. QUITE A CONTRAST
WITH THE CURRENT ENTERPRISE!

UNBUNDLING: THE MODERN UNIVERSITY HAS EVOLVED INTO A MONOLITHIC
INSTITUTION CONTROLLING ALL ASPECTS OF LEARNING. UNIVERSITIES
PROVIDE COURSES AT THE UNDERGRADUATE, GRADUATE, AND PROFESSIONAL
LEVEL; THEY SUPPORT RESIDENTIAL COLLEGES, PROFESSIONAL SCHOOLS,
LIFELONG LEARNING, ATHLETICS, LIBRARIES, MUSEUMS, AND ENTERTAINMENT.
THEY HAVE ASSUMED RESPONSIBILITY FOR ALL MANNER OF ACTIVITIES BEYOND
SIMPLY EDUCATION—HOUSING AND FEEDING STUDENTS, PROVIDING POLICE
AND OTHER SECURITY PROTECTION, COUNSELING AND FINANCIAL SERVICES . . .
EVEN POWER PLANTS ON MANY OF OUR CAMPUSES!

TODAY COMPREHENSIVE UNIVERSITIES—AT LEAST AS FULL-SERVICE
ORGANIZATIONS—ARE AT CONSIDERABLE RISK. ONE SIGNIFICANT IMPACT OF A
RESTRUCTURED HIGHER EDUCATION “INDUSTRY” MAY BE TO BREAK APART THIS
MONOLITH, MUCH AS OTHER INDUSTRIES HAVE BEEN BROKEN APART THROUGH
DEREGULATION. AS UNIVERSITIES ARE FORCED TO EVOLVE FROM FACULTY-
CENTERED TO LEARNER-CENTERED, THEY MAY WELL FIND IT NECESSARY TO
UNBUNDLE THEIR MANY FUNCTIONS, RANGING FROM ADMISSIONS AND
COUNSELING TO INSTRUCTION AND CERTIFICATION. WE ARE ALREADY
BEGINNING TO SEE THE GROWTH OF DIFFERENTIATED COMPETITORS FOR MANY
OF THESE ACTIVITIES. UNIVERSITIES ARE UNDER INCREASING PRESSURE TO
SPIN OFF OR SELL OFF OR CLOSE DOWN PARTS OF THEIR TRADITIONAL
OPERATIONS IN THE FACE OF THIS NEW COMPETITION. MANY OF OUR OTHER
ACTIVITIES, E.G., FINANCIAL MANAGEMENT AND FACILITIES MANAGEMENT, ARE
ACTIVITIES THAT MIGHT BE OUTSOURCED TO SPECIALISTS. UNIVERSITIES, LIKE
OTHER INSTITUTIONS IN OUR SOCIETY, WILL HAVE TO COME TO TERMS WITH
WHAT THEIR TRUE STRENGTHS ARE AND HOW THOSE STRENGTHS SUPPORT
THEIR STRATEGIES—AND THEN BE WILLING TO OUTSOURCE NEEDED
CAPABILITIES IN AREAS WHERE THEY DO NOT HAVE A UNIQUE COMPETITIVE
ADVANTAGE.

THE EMERGENCE OF A COMMODITY MARKET: THROUGHOUT MOST OF ITS
HISTORY, HIGHER EDUCATION HAS BEEN A COTTAGE INDUSTRY. INDIVIDUAL
COURSES ARE A HANDICRAFT, MADE-TO-ORDER PRODUCT. FACULTY MEMBERS
DESIGN FROM SCRATCH THE COURSES THEY TEACH, WHETHER THEY BE FOR A
DOZEN OR SEVERAL HUNDRED STUDENTS. THEY MAY USE STANDARD
TEXTBOOKS FROM TIME TO TIME—ALTHOUGH MOST DO NOT—BUT THEIR
ORGANIZATION, THEIR LECTURES, THEIR ASSIGNMENTS, AND THEIR EXAMS ARE
DEVELOPED FOR THE PARTICULAR COURSE AT THE TIME IT IS TAUGHT.

OUR ABILITY TO INTRODUCE NEW, MORE EFFECTIVE AVENUES FOR LEARNING,
NOT MERELY NEW MEDIA IN WHICH TO CONVEY INFORMATION, WILL CHANGE
THE NATURE OF HIGHER EDUCATION. THE INDIVIDUAL HANDICRAFT MODEL FOR
COURSE DEVELOPMENT MAY GIVE WAY TO A MUCH MORE COMPLEX METHOD OF
CREATING INSTRUCTIONAL MATERIALS. EVEN THE STANDARD PACKAGING OF AN
UNDERGRADUATE EDUCATION INTO ‘“COURSES,” REQUIRED IN THE PAST BY THE
NEED TO HAVE ALL THE STUDENTS IN THE SAME PLACE AT THE SAME TIME, MAY
NO LONGER BE NECESSARY WITH NEW FORMS OF ASYNCHRONOUS LEARNING.
OF COURSE, IT WILL BE A CHALLENGE TO BREAK THE HANDICRAFT MODEL
WHILE STILL PROTECTING THE TRADITIONAL INDEPENDENCE OF THE FACULTY
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TO DETERMINE CURRICULAR CONTENT. THERE IS ALSO A LONG-STANDING
CULTURE IN WHICH THE FACULTY HAS COME TO BELIEVE THEY OWN THE
INTELLECTUAL CONTENT OF THEIR COURSES AND ARE FREE TO MARKET THESE
TO OTHERS FOR PERSONAL GAIN, E.G., THROUGH TEXTBOOKS OR OFF-CAMPUS
CONSULTING SERVICES. BUT UNIVERSITIES MAY HAVE TO RESTRUCTURE THESE
PARADIGMS AND RENEGOTIATE OWNERSHIP OF THE INTELLECTUAL PRODUCTS
REPRESENTED BY CLASSROOM COURSES IF THEY ARE TO CONSTRAIN COSTS AND
RESPOND TO THE NEEDS OF SOCIETY.

AS DISTRIBUTED VIRTUAL ENVIRONMENTS BECOME MORE COMMON, THERE MAY
COME A TIME WHEN THE CLASSROOM EXPERIENCE ITSELF BECOMES A TRUE
COMMODITY PRODUCT, PROVIDED TO ANYONE, ANYWHERE, AT ANY TIME—FOR A
PRICE. IF STUDENTS COULD ACTUALLY OBTAIN THE CLASSROOM EXPERIENCE
PROVIDED BY SOME OF THE MOST RENOWNED TEACHERS IN THE WORLD, WHY
WOULD THEY WANT TO TAKE CLASSES FROM THE LOCAL PROFESSOR—OR, IN
MANY CASES, THE LOCAL TEACHING ASSISTANT? IN SUCH A COMMODITY
MARKET, THE ROLE OF THE FACULTY MEMBER WOULD CHANGE SUBSTANTIALLY.
RATHER THAN DEVELOPING CONTENT AND TRANSMITTING IT IN A CLASSROOM
ENVIRONMENT, A FACULTY MEMBER MIGHT INSTEAD HAVE TO MANAGE A
LEARNING PROCESS IN WHICH STUDENTS USE AN EDUCATIONAL COMMODITY,
E.G., THE MICROSOFT VIRTUAL “LIFE ON EARTH” COURSE STARRING STEPHEN
J. GouLD. THIS WOULD REQUIRE A SHIFT FROM THE SKILLS OF INTELLECTUAL
ANALYSIS AND CLASSROOM PRESENTATION TO THOSE OF MOTIVATION,
CONSULTATION, AND INSPIRATION. WELCOME BACK, MR. CHIPS!

MERGERS, ACQUISITIONS, AND HOSTILE TAKEOVERS: THE PERCEPTION OF THE
HIGHER EDUCATION ENTERPRISE AS A DEREGULATED INDUSTRY HAS SEVERAL
OTHER IMPLICATIONS. THERE ARE OVER 3,600 FOUR-YEAR COLLEGES AND
UNIVERSITIES IN THE UNITED STATES, CHARACTERIZED BY A GREAT DIVERSITY
IN SIZE, MISSION, CONSTITUENCIES, AND FUNDING SOURCES. NOT ONLY ARE
WE LIKELY TO SEE THE APPEARANCE OF NEW EDUCATIONAL ENTITIES IN THE
YEARS AHEAD, BUT AS IN OTHER DEREGULATED INDUSTRIES, THERE COULD
WELL BE A PERIOD OF FUNDAMENTAL RESTRUCTURING OF THE ENTERPRISE
ITSELF. SOME COLLEGES AND UNIVERSITIES MIGHT DISAPPEAR. OTHERS
COULD MERGE. SOME MIGHT ACTUALLY ACQUIRE OTHER INSTITUTIONS. ONE
MIGHT EVEN IMAGINE A DARWINIAN PROCESS EMERGING WITH SOME
INSTITUTIONS DEVOURING THEIR COMPETITORS IN ‘“HOSTILE TAKEOVERS.” ALL
SUCH EVENTS HAVE OCCURRED IN DEREGULATED INDUSTRIES IN THE PAST, AND
ALL ARE POSSIBLE IN THE FUTURE WE ENVISION FOR HIGHER EDUCATION.

THE MARKET FORCES UNLEASHED BY TECHNOLOGY AND DRIVEN BY INCREASING
DEMAND FOR HIGHER EDUCATION ARE VERY POWERFUL. IF ALLOWED TO
DOMINATE AND RESHAPE THE HIGHER EDUCATION ENTERPRISE, WE COULD
WELL FIND OURSELVES FACING A BRAVE, NEW WORLD IN WHICH SOME OF THE
MOST IMPORTANT VALUES AND TRADITIONS OF THE UNIVERSITY FALL BY THE
WAYSIDE. WHILE THE COMMERCIAL, CONVENIENCE-STORE MODEL OF THE
UNIVERSITY OF PHOENIX MAY BE VERY EFFECTIVE WAY TO MEET THE
WORKPLACE SKILL NEEDS OF SOME ADULTS, IT CERTAINLY IS NOT A PARADIGM
THAT WOULD BE SUITABLE FOR MANY OF THE HIGHER PURPOSES OF THE
UNIVERSITY. AS WE ASSESS THESE MARKET-DRIVEN EMERGING LEARNING
STRUCTURES, WE MUST BEAR IN MIND THE IMPORTANCE OF PRESERVING THE
ABILITY OF THE UNIVERSITY TO SERVE A BROADER PUBLIC PURPOSE.
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THE WAVES OF MARKET PRESSURES ON OUR COLLEGES AND UNIVERSITIES ARE
BUILDING, DRIVEN BY THE REALITIES OF OUR TIMES: THE GROWING
CORRELATION BETWEEN ONE'S EDUCATION AND QUALITY OF LIFE, THE
STRATEGIC ROLE OF KNOWLEDGE IN DETERMINING THE PROSPERITY AND
SECURITY OF NATIONS, THE INABILITY OF TRADITIONAL HIGHER EDUCATION
INSTITUTIONS TO MONOPOLIZE AN OPEN-LEARNING MARKETPLACE
CHARACTERIZED BY ACTIVE STUDENT-LEARNER-CONSUMERS AND RAPIDLY
EVOLVING TECHNOLOGY. DRIVEN BY AN ENTREPRENEURIAL CULTURE, BOTH
WITHIN OUR INSTITUTIONS AND ACROSS AMERICAN SOCIETY, THE EARLY
PHASES OF A RESTRUCTURING OF THE HIGHER EDUCATION ENTERPRISE ARE
BEGINNING TO OCCUR.

WITHOUT A BROADER RECOGNITION OF THE GROWING LEARNING NEEDS OF OUR
SOCIETY, AN EXPLORATION OF MORE RADICAL LEARNING PARADIGMS, AND AN
OVERARCHING NATIONAL STRATEGY THAT ACKNOWLEDGES THE PUBLIC PURPOSE
OF HIGHER EDUCATION AND THE IMPORTANT VALUES OF THE ACADEMY, HIGHER
EDUCATION MAY BE DRIVEN DOWN ROADS WHICH WOULD INDEED LEAD TO A
WINTER OF DESPAIR. MANY OF THE PRESSURES ON OUR PUBLIC UNIVERSITIES
ARE SIMILAR TO THOSE WHICH HAVE CONTRIBUTED SO HEAVILY TO THE
CURRENT PLIGHT OF K-12 EDUCATION IN AMERICA. FURTHERMORE, OUR
EXPERIENCE WITH MARKET-DRIVEN, MEDIA-BASED ENTERPRISES HAS NOT BEEN
REASSURING. THE BROADCASTING AND PUBLICATION INDUSTRIES SUGGEST
THAT COMMERCIAL CONCERNS CAN LEAD TO MEDIOCRITY, AN INTELLECTUAL
WASTELAND IN WHICH THE LEAST COMMON DENOMINATOR OF QUALITY
DOMINATES.

SCENARIO #2: A CULTURE OF LEARNING

BUT THERE IS ALSO A SPRING OF HOPE, STIMULATED BY THE RECOGNITION OF
THE ROLE THAT KNOWLEDGE AND LEARNING WILL PLAY IN OUR FUTURE.
WHETHER ONE REFERS TO OUR TIMES AS THE INFORMATION AGE OR THE AGE
OF KNOWLEDGE, IT IS CLEAR THAT EDUCATED PEOPLE AND THE KNOWLEDGE
THEY PRODUCE AND UTILIZE HAVE BECOME THE KEYS TO THE ECONOMIC
PROSPERITY AND WELL BEING OF OUR SOCIETY. ONE’S EDUCATION,
KNOWLEDGE, AND SKILLS HAVE BECOME PRIMARY DETERMINANTS OF ONE’S
PERSONAL STANDARD OF LIVING, THE QUALITY OF ONE’S LIFE. WE ARE
REALIZING THAT, JUST AS OUR SOCIETY HAS HISTORICALLY ACCEPTED THE
RESPONSIBILITY FOR PROVIDING NEEDED SERVICES SUCH AS MILITARY
SECURITY, HEALTH CARE, AND TRANSPORTATION INFRASTRUCTURE IN THE PAST,
TODAY EDUCATION HAS BECOME A DRIVING SOCIAL NEED AND SOCIETAL
RESPONSIBILITY. TODAY IT HAS BECOME THE RESPONSIBILITY OF DEMOCRATIC
SOCIETIES TO PROVIDE THEIR CITIZENS WITH THE EDUCATION AND TRAINING
THEY NEED, THROUGHOUT THEIR LIVES, WHENEVER, WHEREVER, AND HOWEVER
THEY DESIRE IT, AT HIGH QUALITY AND AT AN AFFORDABLE COST.

OF COURSE, THIS HAS BEEN ONE OF THE GREAT THEMES OF HIGHER EDUCATION
IN AMERICA. EACH EVOLUTIONARY WAVE OF HIGHER EDUCATION HAS AIMED AT
EDUCATING A BROADER SEGMENT OF SOCIETY, AT CREATING NEW EDUCATIONAL
FORMS TO DO THAT—THE PUBLIC UNIVERSITIES, THE LAND-GRANT
UNIVERSITIES, THE NORMAL AND TECHNICAL COLLEGES, THE COMMUNITY
COLLEGES. BUT TODAY, WE MUST DO EVEN MORE.
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THE DOMINANT FORM OF HIGHER EDUCATION IN AMERICA TODAY, THE
RESEARCH UNIVERSITY, WAS SHAPED BY A SOCIAL CONTRACT DURING THE LAST
FIFTY YEARS IN WHICH NATIONAL SECURITY WAS REGARDED AS AMERICA’S
MOST COMPELLING PRIORITY, AS REFLECTED IN MASSIVE INVESTMENTS IN
CAMPUS-BASED RESEARCH AND TECHNOLOGY. TODAY, IN THE WAKE OF THE
CoLD WAR AND AT THE DAWN OF THE AGE OF KNOWLEDGE, ONE COULD WELL
MAKE THE ARGUMENT THAT EDUCATION ITSELF WILL REPLACE NATIONAL
DEFENSE AS THE PRIORITY FOR THE 21ST CENTURY. INDEED, ONE MIGHT
SUGGEST THAT THIS WILL BE THE NEW SOCIAL CONTRACT THAT WILL
DETERMINE THE CHARACTER OF OUR EDUCATIONAL INSTITUTIONS, JUST AS THE
GOVERNMENT-UNIVERSITY RESEARCH PARTNERSHIP DID IN THE LATTER HALF
OF THE 20TH CENTURY. WE MIGHT EVEN CONJECTURE THAT A SOCIAL
CONTRACT BASED ON DEVELOPING AND MAINTAINING THE ABILITIES AND
TALENTS OF OUR PEOPLE TO THEIR FULLEST EXTENT COULD WELL TRANSFORM
OUR SCHOOLS, COLLEGES, AND UNIVERSITIES INTO NEW FORMS WHICH WOULD
RIVAL THE RESEARCH UNIVERSITY IN IMPORTANCE.

SO WHAT MIGHT WE EXPECT OVER THE LONGER TERM FOR THE FUTURE OF THE

UNIVERSITY? IT WOULD BE IMPRACTICAL AND FOOLHARDY TO SUGGEST ONE

PARTICULAR MODEL FOR THE UNIVERSITY OF THE 21ST CENTURY. THE GREAT

AND EVER-INCREASING DIVERSITY CHARACTERIZING HIGHER EDUCATION IN

AMERICA MAKES IT CLEAR THAT THERE WILL BE MANY FORMS, MANY TYPES OF

INSTITUTIONS SERVING OUR SOCIETY. BUT THERE ARE A NUMBER OF THEMES

WHICH WILL ALMOST CERTAINLY FACTOR INTO AT LEAST SOME PART OF THE

HIGHER EDUCATION ENTERPRISE.

® LEARNER-CENTERED: JUST AS OTHER SOCIAL INSTITUTIONS, OUR
UNIVERSITIES MUST BECOME MORE FOCUSED ON THOSE WE SERVE. WE
MUST TRANSFORM OURSELVES FROM FACULTY-CENTERED TO LEARNER-
CENTERED INSTITUTIONS.

®* AFFORDABLE: SOCIETY WILL DEMAND THAT WE BECOME FAR MORE
AFFORDABLE, PROVIDING EDUCATIONAL OPPORTUNITIES WITHIN THE
RESOURCES OF ALL CITIZENS. WHETHER THIS OCCURS THROUGH GREATER
PUBLIC SUBSIDY OR DRAMATIC RESTRUCTURING OF OUR INSTITUTIONS, IT
SEEMS INCREASINGLY CLEAR THAT OUR SOCIETY—NOT TO MENTION THE
WORLD—WILL NO LONGER TOLERATE THE HIGH-COST, LOW PRODUCTIVITY
PARADIGM THAT CHARACTERIZES MUCH OF HIGHER EDUCATION IN AMERICA
TODAY.

® LIFELONG LEARNING: IN AN AGE OF KNOWLEDGE, THE NEED FOR ADVANCED
EDUCATION AND SKILLS WILL REQUIRE BOTH A WILLINGNESS TO CONTINUE
TO LEARN THROUGHOUT LIFE AND A COMMITMENT ON THE PART OF OUR
INSTITUTIONS TO PROVIDE OPPORTUNITIES FOR LIFELONG LEARNING. THE
CONCEPT OF STUDENT AND ALUMNUS WILL MERGE. OUR HIGHLY
PARTITIONED SYSTEM OF EDUCATION WILL BLEND INCREASINGLY INTO A
SEAMLESS WEB, IN WHICH PRIMARY AND SECONDARY EDUCATION;
UNDERGRADUATE, GRADUATE, AND PROFESSIONAL EDUCATION; ON-THE-JOB
TRAINING AND CONTINUING EDUCATION; AND LIFELONG ENRICHMENT
BECOME A CONTINUUM.

¢ INTERACTIVE AND COLLABORATIVE: ALREADY WE SEE NEW FORMS OF
PEDAGOGY: ASYNCHRONOUS (ANYTIME, ANYPLACE) LEARNING THAT
UTILIZES EMERGING INFORMATION TECHNOLOGY TO BREAK THE
CONSTRAINTS OF TIME AND SPACE, MAKING LEARNING OPPORTUNITIES MORE
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COMPATIBLE WITH LIFESTYLES AND CAREER NEEDS; AND INTERACTIVE AND
COLLABORATIVE LEARNING APPROPRIATE FOR THE DIGITAL AGE, THE PLUG-
AND-PLAY GENERATION.

® DIVERSE: FINALLY, THE GREAT DIVERSITY CHARACTERIZING HIGHER
EDUCATION IN AMERICA WILL CONTINUE, AS IT MUST TO SERVE AN
INCREASINGLY DIVERSE POPULATION WITH DIVERSE NEEDS AND GOALS.

WE WILL NEED A NEW PARADIGM FOR DELIVERING EDUCATION TO EVEN
BROADER SEGMENTS OF OUR SOCIETY, PERHAPS TO ALL OF OUR SOCIETY, IN
CONVENIENT, HIGH QUALITY FORMS, AT A COST ALL CAN AFFORD.
FORTUNATELY, TODAY’S TECHNOLOGY IS RAPIDLY BREAKING THE CONSTRAINTS
OF SPACE AND TIME. IT HAS BECOME CLEAR THAT MOST PEOPLE, IN MOST
AREAS, CAN LEARN AND LEARN WELL USING ASYNCHRONOUS LEARNING, THAT
IS, "ANYTIME, ANYPLACE, ANYONE" EDUCATION. LIFETIME EDUCATION IS
RAPIDLY BECOMING A REALITY, MAKING LEARNING AVAILABLE FOR ANYONE
WHO WANTS TO LEARN, AT THE TIME AND PLACE OF THEIR CHOICE, WITHOUT
GREAT PERSONAL EFFORT OR COST. WITH ADVANCES IN MODERN INFORMATION
TECHNOLOGY, THE BARRIERS IN THE EDUCATIONAL SYSTEM ARE NO LONGER
COST OR TECHNOLOGICAL CAPACITY BUT RATHER PERCEPTION AND HABIT.

BUT EVEN THIS MAY NOT BE ENOUGH. PERHAPS WE SHOULD INSTEAD
CONSIDER A FUTURE OF "UBIQUITOUS LEARNING"—LEARNING FOR EVERYONE,
EVERY PLACE, ALL THE TIME. INDEED, IN A WORLD DRIVEN BY AN EVER-
EXPANDING KNOWLEDGE BASE, CONTINUOUS LEARNING, LIKE CONTINUOUS
IMPROVEMENT, HAS BECOME A NECESSITY OF LIFE.

RATHER THAN "AN AGE OF KNOWLEDGE,” WE COULD INSTEAD ASPIRE TO A
"CULTURE OF LEARNING,” IN WHICH PEOPLE ARE CONTINUALLY SURROUNDED
BY, IMMERSED IN, AND ABSORBED IN LEARNING EXPERIENCES. INFORMATION
TECHNOLOGY HAS NOW PROVIDED US WITH A MEANS TO CREATE LEARNING
ENVIRONMENTS THROUGHOUT ONE'S LIFE. THESE ENVIRONMENTS ARE ABLE
NOT ONLY TO TRANSCEND THE CONSTRAINTS OF SPACE AND TIME, BUT THEY,
LIKE US, ARE CAPABLE AS WELL OF LEARNING AND EVOLVING TO SERVE OUR
CHANGING EDUCATIONAL NEEDS. HIGHER EDUCATION MUST DEFINE ITS
RELATIONSHIP WITH THESE EMERGING POSSIBILITIES IN ORDER TO CREATE A
COMPELLING VISION FOR ITS FUTURE AS IT ENTERS THE NEXT MILLENNIUM.

EVOLUTION OR REVOLUTION?

IN SPITE OF THE GROWING AWARENESS OF THESE SOCIAL FORCES, MANY
WITHIN THE ACADEMY STILL BELIEVE THAT CHANGE WILL OCCUR ONLY AT THE
MARGINS OF HIGHER EDUCATION. THEY SEE THE WAVES OF CHANGE LAPPING
ON THE BEACH AS JUST THE TIDE COMING IN, AS IT HAS SO OFTEN BEFORE.
THEY STRESS THE ROLE OF THE UNIVERSITY IN STABILIZING SOCIETY DURING A
PERIOD OF CHANGE RATHER THAN LEADING THOSE CHANGES. THIS TOO SHALL
PASS, THEY SUGGEST, AND DEMAND THAT THE UNIVERSITY HOLD FAST TO ITS
TRADITIONAL ROLES AND CHARACTER. AND THEY WILL DO EVERYTHING WITHIN
THEIR POWER TO PREVENT CHANGE FROM OCCURRING.

YET, HISTORY SUGGESTS THAT THE UNIVERSITY MUST CHANGE AND ADAPT IN
PART TO PRESERVE THESE TRADITIONAL ROLES. IT IS TRUE THAT MANY, BOTH
WITHIN AND OUTSIDE THE ACADEMY, BELIEVE THAT SIGNIFICANT CHANGE MUST
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OCCUR NOT SIMPLY IN THE HIGHER EDUCATION ENTERPRISE BUT IN EACH AND
EVERY ONE OF OUR INSTITUTIONS. MOST OF THESE PEOPLE SEE CHANGE AS AN
EVOLUTIONARY, INCREMENTAL, LONG-TERM PROCESS, COMPATIBLE WITH THE
VALUES, CULTURES, AND STRUCTURE OF THE CONTEMPORARY UNIVERSITY.

THERE ARE A FEW VOICES, HOWEVER, PRIMARILY OUTSIDE THE ACADEMY, WHO
BELIEVE THAT BOTH THE DRAMATIC NATURE AND COMPRESSED TIME SCALE
CHARACTERIZING THE CHANGES OF OUR TIMES WILL DRIVE NOT EVOLUTION BUT
REVOLUTION. THEY HAVE SERIOUS DOUBTS ABOUT WHETHER THE CHALLENGES
OF OUR TIMES WILL ALLOW SUCH GRADUAL CHANGE AND ADAPTATION. THEY
POINT OUT THAT THERE ARE REALLY NO PRECEDENTS TO FOLLOW. SOME EVEN
SUGGEST THAT LONG BEFORE REFORM OF THE EDUCATIONAL SYSTEM COMES TO
ANY CONCLUSION, THE SYSTEM ITSELF WILL COLLAPSE.®

THE FORCES DRIVING CHANGE IN HIGHER EDUCATION, BOTH FROM WITHIN AND
WITHOUT, MAY BE FAR MORE POWERFUL THAN MOST PEOPLE REALIZE. IT
COULD WELL BE THAT BOTH THE PACE AND NATURE OF CHANGE
CHARACTERIZING THE HIGHER EDUCATION ENTERPRISE BOTH IN AMERICA AND
WORLDWIDE WILL BE CONSIDERABLY BEYOND THAT WHICH CAN BE
ACCOMMODATED BY BUSINESS-AS-USUAL EVOLUTION. AS ONE OF MY
COLLEAGUES PUT IT, WHILE THERE IS CERTAINLY A GOOD DEAL OF
EXAGGERATION AND HYPE ABOUT THE CHANGES IN HIGHER EDUCATION FOR THE
SHORT TERM—MEANING FIVE YEARS OR LESS—IT IS DIFFICULT TO STRESS TOO
STRONGLY THE PROFOUND NATURE OF THE CHANGES LIKELY TO OCCUR IN MOST
OF OUR INSTITUTIONS AND IN OUR ENTERPRISE OVER THE LONGER TERM—A
DECADE AND BEYOND.

WHILE SOME COLLEGES AND UNIVERSITIES MAY BE ABLE TO MAINTAIN THEIR
CURRENT FORM AND MARKET NICHE, OTHERS WILL CHANGE BEYOND
RECOGNITION. STILL OTHERS WILL DISAPPEAR ENTIRELY. NEW TYPES OF
INSTITUTIONS—PERHAPS EVEN ENTIRELY NEW SOCIAL LEARNING
STRUCTURES—WILL EVOLVE TO MEET EDUCATIONAL NEEDS. IN CONTRAST TO
THE LAST SEVERAL DECADES, WHEN COLLEGES AND UNIVERSITIES HAVE
ATTEMPTED TO BECOME MORE SIMILAR, THE YEARS AHEAD WILL DEMAND
GREATER DIFFERENTIATION. THERE WILL BE MANY DIFFERENT PATHS TO THE
FUTURE.

FOR THE PAST DECADE WE HAVE LED AN EFFORT AT THE UNIVERSITY OF
MICHIGAN TO TRANSFORM OURSELVES, TO RE-INVENT THE INSTITUTION, IF YOU
WILL, SO THAT IT BETTER SERVES A RAPIDLY CHANGING WORLD. WE CREATED A
CAMPUS CULTURE IN WHICH BOTH EXCELLENCE AND INNOVATION WERE OUR
HIGHEST PRIORITIES. WE RESTRUCTURED OUR FINANCES SO THAT WE BECAME,
IN EFFECT, A PRIVATELY SUPPORTED PUBLIC UNIVERSITY. WE DRAMATICALLY
INCREASED THE DIVERSITY OF OUR CAMPUS COMMUNITY. WE LAUNCHED MAJOR
EFFORTS TO BUILD A MODERN ENVIRONMENT FOR TEACHING AND RESEARCH
USING THE POWERFUL TOOLS OF INFORMATION TECHNOLOGY. YET WITH EACH
TRANSFORMATION STEP WE TOOK, WITH EVERY PROJECT WE LAUNCHED, WE
BECAME INCREASINGLY UNEASY.

AS WE CAME TO UNDERSTAND BETTER THE FORCES DRIVING CHANGE IN OUR
SOCIETY AND ITS INSTITUTIONS, WE REALIZED THAT THESE WERE STRONGER,
MORE PROFOUND, THAT WE HAD FIRST THOUGHT. CHANGE WAS OCCURRING
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FAR MORE RAPIDLY THAT WE HAD ANTICIPATED. THE FUTURE WAS BECOMING
LESS CERTAIN AS THE RANGE OF POSSIBILITIES EXPANDED TO INCLUDE MORE
RADICAL OPTIONS.

WE CAME TO THE CONCLUSION THAT IN A WORLD OF SUCH RAPID AND
PROFOUND CHANGE, AS WE FACED A FUTURE OF SUCH UNCERTAINTY, THE MOST
REALISTIC NEAR-TERM APPROACH WAS TO EXPLORE POSSIBLE FUTURES OF THE
UNIVERSITY THROUGH EXPERIMENTATION AND DISCOVERY. THAT IS, RATHER
THAN CONTINUE TO CONTEMPLATE POSSIBILITIES FOR THE FUTURE THROUGH
ABSTRACT STUDY AND DEBATE, IT SEEMED A MORE PRODUCTIVE COURSE TO
BUILD SEVERAL PROTOTYPES OF FUTURE LEARNING INSTITUTIONS AS WORKING
EXPERIMENTS. IN THIS WAY WE COULD ACTIVELY EXPLORE POSSIBLE PATHS TO
THE FUTURE.

FOR EXAMPLE, THROUGH A MAJOR STRATEGIC EFFORT KNOWN AS THE MICHIGAN
MANDATE, WE ALTERED VERY SIGNIFICANTLY THE RACIAL DIVERSITY OF OUR
STUDENTS AND FACULTY, THEREBY PROVIDING A LABORATORY FOR EXPLORING
THE THEMES OF THE “DIVERSE UNIVERSITY.” WE ESTABLISHED CAMPUSES IN
EUROPE, ASIA, AND LATIN AMERICA, LINKING THEM WITH ROBUST
INFORMATION TECHNOLOGY, TO UNDERSTAND BETTER THE IMPLICATIONS OF
BECOMING A “WORLD UNIVERSITY.” WE LAUNCHED MAJOR INITIATIVES SUCH
AS THE MEDIA UNION (A SOPHISTICATED MULTIMEDIA ENVIRONMENT), A
VIRTUAL UNIVERSITY (THE MICHIGAN VIRTUAL UNIVERSITY), AND PLAYED A KEY
ROLE IN THE MANAGEMENT OF THE INTERNET TO EXPLORE THE ‘“CYBERSPACE
UNIVERSITY” THEME. WE LAUNCHED NEW CROSS-DISCIPLINARY PROGRAMS
AND BUILT NEW COMMUNITY SPACES THAT WOULD DRAW STUDENTS AND
FACULTY TOGETHER AS A MODEL OF THE “DIVISIONLESS UNIVERSITY.” WE
PLACED A HIGH PRIORITY ON THE VISUAL AND PERFORMING ARTS, INTEGRATING
THEM WITH DISCIPLINES SUCH AS ENGINEERING AND ARCHITECTURE, TO
BETTER UNDERSTAND THE CHALLENGES OF THE “CREATIVE UNIVERSITY.” AND
WE LAUNCHED AN ARRAY OF OTHER INITIATIVES, PROGRAMS, AND VENTURES,
ALL DESIGNED TO EXPLORE THE FUTURE.

ALL OF THESE EFFORTS WERE DRIVEN BY THE GRASS-ROOTS INTERESTS,
ABILITIES, AND ENTHUSIASM OF FACULTY AND STUDENTS. OUR APPROACH AS
LEADERS OF THE INSTITUTION WAS TO ENCOURAGE STRONGLY A "LET EVERY
FLOWER BLOOM'" PHILOSOPHY, TO RESPOND TO FACULTY AND STUDENT
PROPOSALS WITH "WoOW! THAT SOUNDS GREAT! LET'S SEE IF WE CAN WORK
TOGETHER TO MAKE IT HAPPEN! AND DON'T WORRY ABOUT THE RISK. IF YOU
DON'T FAIL FROM TIME TO TIME, IT IS BECAUSE YOU AREN'T AIMING HIGH
ENOUGH!!!"

TO BE SURE, SOME OF THESE EXPERIMENTS WERE COSTLY. SOME WERE
POORLY UNDERSTOOD AND HARSHLY CRITICIZED BY THOSE PREFERRING THE
STATUS QUO. ALL RAN A VERY HIGH RISK OF FAILURE, AND SOME CRASHED IN
FLAMES—ALBEIT SPECTACULARLY. WHILE SUCH AN EXPLORATORY APPROACH
WAS DISCONCERTING TO SOME AND FRUSTRATING TO OTHERS, FORTUNATELY
THERE WERE MANY ON OUR CAMPUS AND BEYOND WHO VIEWED THIS PHASE AS
AN EXCITING ADVENTURE. AND ALL OF THESE INITIATIVES WERE IMPORTANT IN
UNDERSTANDING BETTER THE POSSIBLE FUTURES FACING OUR UNIVERSITY.
ALL HAVE HAD INFLUENCE ON THE EVOLUTION OF OUR UNIVERSITY.
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THE QUESTIONS BEFORE Us

MANY QUESTIONS REMAIN UNANSWERED. WHO WILL BE THE LEARNERS
SERVED BY THESE INSTITUTIONS? WHO WILL TEACH THEM? WHO WILL
ADMINISTER AND GOVERN THESE INSTITUTIONS? WHO WILL PAY FOR THEM?
WHAT WILL BE THE CHARACTER OF OUR UNIVERSITIES? HOW WILL THEY
FUNCTION? WHEN WILL THEY APPEAR?

PERHAPS THE MOST PROFOUND QUESTION OF ALL CONCERNS THE SURVIVAL OF
THE UNIVERSITY IN THE FACE OF THE CHANGES BROUGHT ON BY THE
EMERGENCE OF NEW COMPETITORS. THAT IS THE QUESTION RAISED BY
DRUCKER AND OTHER FUTURISTS. COULD AN INSTITUTION SUCH AS THE
UNIVERSITY, WHICH HAS EXISTED FOR A MILLENNIUM, DISAPPEAR IN THE FACE
OF SUCH CHANGES?

MOST OF US, OF COURSE, BELIEVE QUITE STRONGLY THAT THE UNIVERSITY AS A
SOCIAL INSTITUTION IS SIMPLY TOO VALUABLE TO DISAPPEAR. ON THE OTHER
HAND, THERE MAY WELL BE FORMS OF THE UNIVERSITY THAT WE WOULD HAVE
GREAT DIFFICULTY IN RECOGNIZING FROM OUR PRESENT PERSPECTIVE.

LET ME SUGGEST A SOMEWHAT DIFFERENT SET OF QUESTIONS IN AN EFFORT TO
FRAME THE KEY POLICY ISSUES FACING HIGHER EDUCATION:

1. How DO WE RESPOND TO THE DIVERSE EDUCATIONAL NEEDS OF A
KNOWLEDGE-DRIVEN SOCIETY? HERE WE MUST REALIZE THAT, WHILE
THE EDUCATIONAL NEEDS OF THE YOUNG WILL CONTINUE TO BE A
PRIORITY, WE ALSO WILL BE CHALLENGED TO ADDRESS THE
SOPHISTICATED LEARNING NEEDS OF ADULTS IN THE WORKPLACE
WHILE PROVIDING BROADER LIFETIME LEARNING OPPORTUNITIES FOR
ALL OF OUR SOCIETY.

2. Is HIGHER EDUCATION A PUBLIC OR A PRIVATE GOOD? TO BE SURE,
THE BENEFITS OF THE UNIVERSITY CLEARLY FLOW TO SOCIETY AS A
WHOLE. BUT IT IS ALSO THE CASE THAT TWO GENERATIONS OF
PUBLIC POLICY IN AMERICA HAVE STRESSED INSTEAD THE BENEFITS
OF EDUCATION TO THE INDIVIDUAL STUDENT.

3. How DO WE BALANCE THE ROLES OF MARKET FORCES AND PUBLIC
PURPOSE IN DETERMINING THE FUTURE OF HIGHER EDUCATION? CAN
WE CONTROL MARKET FORCES THROUGH PUBLIC POLICY AND PUBLIC
INVESTMENT SO THAT THE MOST VALUABLE TRADITIONS AND VALUES
OF THE UNIVERSITY ARE PRESERVED? OR WILL THE COMPETITIVE
AND COMMERCIAL PRESSURES OF THE MARKETPLACE SWEEP OVER
OUR INSTITUTIONS, LEAVING BEHIND A HIGHER EDUCATION
ENTERPRISE CHARACTERIZED BY MEDIOCRITY.

4. WHAT SHOULD BE THE ROLE OF THE RESEARCH UNIVERSITY WITHIN
THE BROADER CONTEXT OF THE CHANGES LIKELY TO OCCUR IN THE
HIGHER EDUCATION ENTERPRISE? SHOULD IT BE A LEADER IN
CHANGE? OR SHOULD IT SIMPLY STRIVE TO PROTECT THE IMPORTANT
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THESE ARE SOME OF THE ISSUES THAT SHOULD FRAME THE DEBATE ABOUT THE
FUTURE OF HIGHER EDUCATION.

AN ACTION AGENDA

SO WHERE TO NEXT? HOW DO WE GRAPPLE WITH THE MANY ISSUES AND
CONCERNS SWIRLING ABOUT HIGHER EDUCATION? LET ME SUGGEST THE
FOLLOWING ACTION AGENDA FOR CONSIDERATION AND DEBATE:

1.

DETERMINE THOSE KEY ROLES AND VALUES THAT MUST BE PROTECTED AND

PRESERVED DURING THIS PERIOD OF TRANSFORMATION, E.G.,

ROLES: EDUCATION OF THE YOUNG, PRESERVATION OF CULTURE, BASIC

RESEARCH AND SCHOLARSHIP, CRITIC OF SOCIETY, ETC.

VALUES: ACADEMIC FREEDOM, A RATIONAL SPIRIT OF INQUIRY, A
COMMUNITY OF SCHOLARS, A COMMITMENT TO EXCELLENCE,
SHARED GOVERNANCE (?), ETC.

LISTEN CAREFULLY TO SOCIETY TO LEARN AND UNDERSTAND ITS CHANGING

NEEDS, EXPECTATIONS, AND PERCEPTIONS OF HIGHER EDUCATION, ALONG
WITH THE FORCES DRIVING CHANGE.

PREPARE THE ACADEMY FOR CHANGE AND COMPETITION, E.G., BY REMOVING

UNNECESSARY CONSTRAINTS, LINKING ACCOUNTABILITY WITH PRIVILEGE,
REDEFINING TENURE AS THE PROTECTION OF ACADEMIC FREEDOM RATHER
THAN LIFETIME EMPLOYMENT SECURITY, ETC. BEGIN THE TASK OF
TRANSFORMING THE ACADEMY BY RADICALLY RESTRUCTURING GRADUATE
EDUCATION.

RESTRUCTURE UNIVERSITY GOVERNANCE—PARTICULARLY LAY BOARDS AND
SHARED GOVERNANCE MODELS—SO THAT IT RESPONDS TO THE CHANGING
NEEDS OF SOCIETY RATHER THAN DEFENDING AND PERPETUATING AN

OBSOLETE PAST. DEVELOP A TOLERANCE FOR STRONG LEADERSHIP. SHIFT

FROM LAY BOARDS TO CORPORATE BOARD MODELS WHERE MEMBERS ARE

SELECTED BASED ON EXPERTISE AND COMMITMENT AND HELD ACCOUNTABLE

FOR THEIR PERFORMANCE AND THE WELFARE OF THEIR INSTITUTIONS.

DEVELOP A NEW PARADIGM FOR FINANCING HIGHER EDUCATION BY FIRST
DETERMINING THE APPROPRIATE MIX OF PUBLIC SUPPORT (I.E., HIGHER
EDUCATION AS A ‘“PUBLIC GOOD”’) AND PRIVATE SUPPORT (HIGHER
EDUCATION AS A PERSONAL BENEFIT). THIS SHOULD INCLUDE A FULL
ACCOUNTING OF BOTH DIRECT PUBLIC SUPPORT (E.G., APPROPRIATIONS,
RESEARCH GRANTS, AND STUDENT FINANCIAL AID) AND INDIRECT PUBLIC
SUBSIDY (E.G., “TAX EXPENDITURES” CURRENTLY REPRESENTED BY
FAVORABLE TAX TREATMENT OF CHARITABLE GIFTS AND ENDOWMENT
EARNINGS AND DISTRIBUTIONS). FURTHERMORE, CONSIDER KEY POLICY
ISSUES SUCH AS:
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®* THE APPROPRIATE BURDENS BORNE BY EACH GENERATION IN THE
SUPPORT OF HIGHER EDUCATION AS DETERMINED, FOR EXAMPLE, BY THE
MIX OF GRANTS VERSUS LOANS IN FEDERAL FINANCIAL AID PROGRAMS.

®* THE DEGREE TO WHICH PUBLIC INVESTMENT SHOULD BE USED TO HELP
SHAPE POWERFUL EMERGING MARKET FORCES TO PROTECT THE PUBLIC
PURPOSE OF HIGHER EDUCATION.

o NEW METHODS FOR INTERNAL RESOURCE ALLOCATION AND MANAGEMENT
THAT ENHANCE PRODUCTIVITY.

6. ENCOURAGE EXPERIMENTATION WITH NEW PARADIGMS OF LEARNING,
RESEARCH, AND SERVICE BY HARVESTING THE BEST IDEAS FROM WITHIN THE
ACADEMY (OR ELSEWHERE), IMPLEMENTING THEM ON A SUFFICIENT SCALE
TO ASSESS THEIR IMPACT, AND DISSEMINATING THEIR RESULTS.

7. PLACE A FAR GREATER EMPHASIS ON BUILDING ALLIANCES AMONG
INSTITUTIONS THAT WILL ALLOW INDIVIDUAL INSTITUTIONS TO FOCUS ON
CORE COMPETENCIES WHILE RELYING ON ALLIANCES TO ADDRESS THE
BROADER AND DIVERSE NEEDS OF SOCIETY. HERE ALLIANCES SHOULD BE
ENCOURAGED NOT ONLY AMONG INSTITUTIONS OF HIGHER EDUCATION (E.G.,
PARTNERING RESEARCH UNIVERSITIES WITH LIBERAL ARTS COLLEGES AND
COMMUNITY COLLEGES) BUT ALSO BETWEEN HIGHER EDUCATION AND THE
PRIVATE SECTOR (E.G., INFORMATION TECHNOLOGY AND ENTERTAINMENT
COMPANIES). DIFFERENTIATION AMONG INSTITUTIONS SHOULD BE
ENCOURAGED, WHILE RELYING UPON MARKET FORCES RATHER THAN
REGULATIONS TO DISCOURAGE DUPLICATION.

A FEW FINAL OBSERVATIONS ARE IN ORDER. FIRST, THIS ACTION PLAN HAS
BEEN FOCUSED ON THE TRANSFORMATION OF THE ENTIRE HIGHER EDUCATION
ENTERPRISE RATHER THAN UPON A PARTICULAR INSTITUTION OR
INSTITUTIONAL TYPE.

SECOND, WHILE OPEN DEBATE SHOULD BE ENCOURAGED AND FACILITATED,
SPECIFIC ACTIONS MAY REQUIRE THE USE OF “THE GUTENBERG PRINCIPLE”,
I.E., USING A NONTHREATENING AND FAMILIAR ISSUE SUCH AS THE
CHALLENGES FACED BY THE LIBRARY TO DISGUISE MORE RADICAL CHANGE.

THIRD, IT IS CLEAR THAT WE NEED TO RETAIN THE CONFIDENCE AND SUPPORT
OF KEY ALLIES AND CONSTITUENCIES, E.G., THE CORPORATE SECTOR, THE
PRESS, AND SELECTED POLITICAL LEADERS. THIS WILL REQUIRE FAR MORE
SOPHISTICATED PUBLIC RELATIONS EFFORTS ARE NECESSARY (INCLUDING
POLLING), BOTH TO LEARN THE VIEWS OF OUR MANY PUBLICS AND TO REGAIN
PUBLIC CONFIDENCE AND TRUST.

CONCLUDING REMARKS

WE HAVE ENTERED A PERIOD OF SIGNIFICANT CHANGE IN HIGHER EDUCATION
AS OUR UNIVERSITIES ATTEMPT TO RESPOND TO THE CHALLENGES,
OPPORTUNITIES, AND RESPONSIBILITIES BEFORE THEM. THIS TIME OF GREAT
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CHANGE, OF SHIFTING PARADIGMS, PROVIDES THE CONTEXT IN WHICH WE MUST
CONSIDER THE CHANGING NATURE OF THE UNIVERSITY.

MUCH OF THIS CHANGE WILL BE DRIVEN BY MARKET FORCES—BY A LIMITED
RESOURCE BASE, CHANGING SOCIETAL NEEDS, NEW TECHNOLOGIES, AND NEW
COMPETITORS. BUT WE ALSO MUST REMEMBER THAT HIGHER EDUCATION HAS A
PUBLIC PURPOSE AND A PUBLIC OBLIGATION.” THOSE OF US IN HIGHER
EDUCATION MUST ALWAYS KEEP BEFORE US TWO QUESTIONS: “WHO DO WE
SERVE?” AND “HOW CAN WE SERVE BETTER?” AND SOCIETY MUST WORK TO
SHAPE AND FORM THE MARKETS THAT WILL IN TURN RESHAPE OUR
INSTITUTIONS WITH APPROPRIATE CIVIC PURPOSE.

FROM THIS PERSPECTIVE, IT IS IMPORTANT TO UNDERSTAND THAT THE MOST
CRITICAL CHALLENGE FACING MOST INSTITUTIONS WILL BE TO DEVELOP THE
CAPACITY FOR CHANGE. WE MUST REMOVE THE CONSTRAINTS THAT PREVENT
US FROM RESPONDING TO THE NEEDS OF RAPIDLY CHANGING SOCIETIES, TO
REMOVE UNNECESSARY PROCESSES AND ADMINISTRATIVE STRUCTURES, TO
QUESTION EXISTING PREMISES AND ARRANGEMENTS. UNIVERSITIES SHOULD
STRIVE TO CHALLENGE, EXCITE, AND EMBOLDEN ALL MEMBERS OF THEIR
ACADEMIC COMMUNITIES TO EMBARK ON WHAT SHOULD BE A GREAT ADVENTURE
FOR HIGHER EDUCATION.

WHILE MANY ACADEMICS ARE RELUCTANT TO ACCEPT THE NECESSITY OR THE
VALIDITY OF FORMAL PLANNING ACTIVITIES, WOE BE IT TO THE INSTITUTIONS
THAT TURN ASIDE FROM STRATEGIC EFFORTS TO DETERMINE THEIR FUTURES.
THE SUCCESSFUL ADAPTATION OF UNIVERSITIES TO THE REVOLUTIONARY
CHALLENGES THEY FACE WILL DEPEND A GREAT DEAL ON AN INSTITUTION’S
COLLECTIVE ABILITY TO LEARN AND TO CONTINUOUSLY IMPROVE ITS CORE
ACTIVITIES. IT IS CRITICAL THAT HIGHER EDUCATION GIVE THOUGHTFUL
ATTENTION TO THE DESIGN OF INSTITUTIONAL PROCESSES FOR PLANNING,
MANAGEMENT, AND GOVERNANCE. ONLY A CONCERTED EFFORT TO
UNDERSTAND THE IMPORTANT TRADITIONS OF THE PAST, THE CHALLENGES OF
THE PRESENT, AND THE POSSIBILITIES FOR THE FUTURE CAN ENABLE
INSTITUTIONS TO THRIVE DURING A TIME OF SUCH CHANGE.

THOSE INSTITUTIONS THAT CAN STEP UP TO THIS PROCESS OF CHANGE WILL
THRIVE. THOSE THAT BURY THEIR HEADS IN THE SAND, THAT RIGIDLY DEFEND
THE STATUS QUO OR, EVEN WORSE, SOME IDYLLIC VISION OF A PAST WHICH
NEVER EXISTED, ARE AT VERY GREAT RISK. THOSE INSTITUTIONS THAT ARE
MICROMANAGED, EITHER FROM WITHIN BY FACULTY POLITICS OR GOVERNING
BOARDS OR FROM WITHOUT BY GOVERNMENT OR PUBLIC OPINION, STAND
LITTLE CHANCE OF FLOURISHING DURING A TIME OF GREAT CHANGE.

CERTAINLY THE NEED FOR HIGHER EDUCATION WILL BE OF INCREASING
IMPORTANCE IN OUR KNOWLEDGE-DRIVEN FUTURE. CERTAINLY, TOO, IT HAS
BECOME INCREASINGLY CLEAR THAT OUR CURRENT PARADIGMS FOR THE
UNIVERSITY, ITS TEACHING AND RESEARCH, ITS SERVICE TO SOCIETY, ITS
FINANCING, ALL MUST CHANGE RAPIDLY AND PERHAPS RADICALLY. HENCE THE
REAL QUESTION IS NOT WHETHER HIGHER EDUCATION WILL BE TRANSFORMED,
BUT RATHER HOW ... AND BY WHOM. IF THE UNIVERSITY IS CAPABLE OF
TRANSFORMING ITSELF TO RESPOND TO THE NEEDS OF A CULTURE OF
LEARNING, THEN WHAT IS CURRENTLY PERCEIVED AS THE CHALLENGE OF
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CHANGE MAY, IN FACT, BECOME THE OPPORTUNITY FOR A RENAISSANCE IN
HIGHER EDUCATION IN THE YEARS AHEAD.
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