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Foreword

Dr. Susan Resneck Pierce is the celebrated former

president of the University of Puget Sound and the author

of On Being Presidential, one of the preeminent guides for

college and university leaders. With this second

contribution, Governance Reconsidered, to the canon of the

American academy, she is becoming one of the most

consequential scholars of the discipline of higher

education. Without leaving anything to the imagination, she

inspires the imagination. She writes with clarity and

specificity and provides examples and case studies which

one can actually use to address a working agenda.

University presidents are burning out like so many moths

in a room filled with lit candles. Governance Reconsidered

provides an antidote to this melancholy circumstance. To

read this book is to experience the scales falling from one's

eyes about the management and governance of America's

colleges and universities in one of the most daunting times

since the Great Depression. Pierce has identified the most

significant contemporary challenges to institutions of

higher education and their leaders and has provided

answers that are insightful and informed by reflection and

practice. In her studies she covers shared governance,

university financing, university personnel issues, the place

of the university in America, and remarkable and

fascinating tales of issues addressed by presidents, faculty,

and trustees. This book is a tool that will help institutions

address their future.

This book will be of interest to all who have any concern

whatsoever with the future of our nation's colleges and

universities. It will be particularly helpful to policy makers

and practitioners and should be read by political leaders,



university presidents, and other administrators, including

provosts, vice presidents, deans, and department chairs.

Faculty who need to be knowledgeable about the

institutions which host their work will also benefit from this

valuable volume; likewise, students of both university

administration and governance. Every trustee of state-

supported and independent colleges and universities

should receive a copy of this book along with his or her

appointment letter. Journalists and others who think and

write about the academy should have this on their desk to

consult on a regular basis. Parents sending their

youngsters off to college, as well as adult learners, should

read this volume in order to better understand the

institutions with which they are engaged. In other words,

this is an important book, perhaps vital, for all.

Someone who reads Governance Reconsidered as well as

On Being Presidential will begin to understand the

fascinating special world of the American university. The

literature will reveal how universities work and don't; will

describe generic and unique challenges of university

leadership; and will give reason for concern and

encouragement. But Pierce's contribution is surely one of

the most contemporary and comprehensive available and

should be at the top of any such reading list. It is an

outstanding contribution and, properly understood and

used, will save the career of many a university leader in the

demanding days to come.

At age seventy-six, I have not lived long enough to

completely understand the meaning of the term “shared

governance” as it is applied to colleges and universities and

yet it persists, as I have myself said elsewhere, to enjoy an

almost religious status in the academy, even while the

tempo of faculty deliberations goes on to dominate

university decision making. This is as true today as it was

one, two, or three decades ago, even as we engage now in



an even more taxing environment where large amounts of

money are committed and the strategic agenda is

increasingly complicated.

The culture of faculty tends to be risk adverse. This is

arguably the result of the skill set developed while earning

a PhD where the credential was not historically awarded

for pyrotechnics. It is hard to recall when the need for

sound decisions made in a timely manner was more

imperative on campus, and yet our universities have

divided into what the late C. P. Snow called, “two

cultures”—one of which focuses on decision making while

the other makes decisions. And if the second group doesn't

apply themselves, then the first may have cause to worry

about future compensation and employment. This is not a

good thing. Susan Resneck Pierce's book addresses and

helps to mitigate the worst concerns that I contemplate.

She explains why shared governance must be accompanied

by shared responsibility. She illustrates that fiscal concerns

involving big data needs full-time attention that is not an

easy fit with full-time scholarship and teaching. She shows

why when these two cultures come together the meeting is

sometimes noisy. The deliberate faculty culture may not

fully appreciate that shared governance includes a timely

call to action; and that universities are about to be

disrupted, as have most recently journalism, medical care,

and other historic practices. The reconciliation of faculty

and administrators to the common good within the process

of vital decision making could not be more imperative.

President Pierce's contribution is the right book at the right

time.

Stephen Joel Trachtenberg

Stephen Joel Trachtenberg is President Emeritus and

University Professor of Public Service at The George

Washington University. He is the author of five books about



higher education, most recently along with Gerald B.

Kauvar and E. Grady Bogue, of Presidencies Derailed: Why

University Leaders Fail and How to Prevent It (Johns

Hopkins University Press).



Preface

In July 1984, two weeks after I began what turned out to be

a six-year tenure as the dean of the College of Arts and

Sciences at the University of Tulsa, the provost, Thomas F.

Staley, gave me important advice. Telling me that I was off

to a good start, he cautioned that I might be even more

effective if I were a bit more patient. Specifically, he

advised me to look both ways before crossing the street.

As dean, I was in the enviable position of being an

administrator with no financial worries. Tulsa's enrollment

was about 4,000 students. The endowment was around

$450 million. Tom had dedicated $250,000 annually for an

arts and sciences discretionary fund to be used to enhance

our academic programs. The only technology that we really

worried about populated our science and language

laboratories, and those labs were well equipped. No one

seriously questioned the value of higher education. Those

days are long gone, even at Tulsa.

At the beginning of that fall term, I constituted the

department chairs as an advisory council. They had not

previously met as a group and so were skeptical about

whether these twice-monthly meetings would have value.

In response, I told the department chairs that I wanted

them to advise me on matters of importance to the college.

I expressed the hope that together we might be able to

make decisions that would benefit teaching and learning

and that also would make a difference for our colleagues

and our students.

At our first meeting, I asked the department chairs about

the unusual policy that all arts and sciences graduates,

including those majoring in fields like biology and



mathematics, received Bachelor of Arts degrees. The

department chairs unanimously agreed that we should also

offer the Bachelor of Science degree. We quickly agreed on

which degrees belonged in the arts category and which in

the sciences.

I suggested that the department chairs each discuss the

matter with their departmental colleagues and report back

at our next meeting in two weeks. If, as we now all

anticipated, there was broad agreement, we could simply

make the change. The provost and president had already

agreed it was a good idea. We would not need to take the

matter to the board.

One department chair, ignoring my proposed timetable,

mused that making this change, which he favored, would

take a long time. When I asked him how long, he

responded, “At least three years.” I, not having yet

mastered the art of patience, exclaimed, “Why three

years?” He then asked how long I thought it would take. I

said that I was thinking about something like three days

but that I could live with three weeks. We did make the

change in two weeks.

There was in fact no real urgency to changing a policy that

had apparently existed for many decades, and the impetus

for seeking action within two weeks was not impatience.

Rather, I hoped to demonstrate to my new colleagues that

with appropriate consultation and communication, we

could make and implement obvious decisions easily and

quickly. These colleagues and many others on the faculty

became supportive of that approach, and over the next

several years, through their collaborative and creative

efforts, we earned a Phi Beta Kappa chapter, began to

internationalize our offerings, created partnerships with

such cultural organizations as Tulsa Opera, increased



enrollment, improved student quality, and earned grants

from national foundations.

The Inspiration for This Book

My interest in the topic of governance has been inspired

both by recent changes in the higher education landscape

and by my work since 1973 as a faculty member, a

department chair, a dean, an academic vice president, a

president, a member of a number of nonprofit boards, and,

for the past eight years, a consultant. The many

conversations I have had in my consulting role with faculty

members, administrators, students, trustees, alumni,

leaders of higher education associations and foundations,

and elected officials have informed my thinking about

governance in new and more nuanced ways.

In the past several years, new economic and political

pressures, along with the advent of new technologies, have

led to conflicts on many campuses over who is responsible

for the nature and pace of change generally and for

decisions about academic matters in particular. On these

campuses, contentiousness has often replaced

collaboration.

Concerns about ever-growing expenses and ever-increasing

tuition, for example, have led some governors and other

elected officials to seek in unprecedented ways to influence

the leadership, the curriculum, the tuition, and even the

conventional classroom-based approach to teaching at a

number of state-supported universities. These same

concerns have led boards of both public and private

colleges and universities to push presidents to make

changes quickly to eliminate programs and even positions

that are not cost-effective and to identify and implement

new revenue streams. Many presidents have done just that,

turning to the academic programs, which until recently on



many campuses had been protected from budget cuts and

which previously had been considered the province of the

faculty. Having already made all the cuts that they believed

that they could make in nonacademic areas, many

presidents and their senior administrative colleagues have

phased out academic programs and hired adjuncts rather

than tenure-track faculty to meet instructional needs. Many

presidents have also led their institution to add new majors

(often pre-professional) and new graduate programs, to

create online courses often taught by adjuncts, to enroll

greater numbers of international students, or to establish

campuses abroad.

When presidents and their senior colleagues take such

actions without honoring the often time-consuming, highly

deliberative processes of shared governance, they almost

always trigger conflict with the faculty, who inevitably

value those processes and their deliberative nature. In such

instances, faculty members typically argue that shared

governance as it has historically been practiced ensures

that all academic decisions are mission-driven and that all

academic programs are of high quality. Higher education

journals and the national press are now filled with stories

about faculty members at both public and private colleges

and universities who are critical of their presidents and

sometimes their boards for making unilateral, top-down

decisions that faculty members maintain have compromised

academic values and academic quality.

This book will specifically explore how and why the notion

of shared governance as it has been practiced to varying

degrees on most US campuses since the mid-1960s is being

challenged and even shattered on many campuses. The

book will describe how conflicts about governance often

escalate in ways that are destructive to the institutions

about which trustees, presidents, and faculty generally

care so deeply. Finally, the book will reconsider



governance, offering recommendations to trustees,

presidents, and faculty members about their roles and

responsibilities going forward so that they can enable their

institutions to thrive and in some cases to survive.

The Intended Audience

This book is intended for trustees, presidents, senior

administrators, faculty members, elected officials, leaders

of higher education associations and foundations, and

people who care about the quality of higher education in

this country. I hope to help those in each group to

understand the roles and responsibilities of each of the

players and the complexities inherent in those

responsibilities. I also hope to inspire them to work

together effectively rather than to be locked in adversarial

relationships that harm our colleges and universities and

inevitably their students as well.

The Structure of This Book

Chapter 1 begins with a history of shared governance in

the United States and the challenges it has faced

historically and currently faces. In writing this chapter, I

was particularly struck by how the American Association of

University Professors (AAUP) was at its founding a century

ago focused primarily on the question of academic freedom

and that only in its 1966 statement did the AAUP make

explicit the linkage of shared governance and academic

freedom. This chapter also discusses the impact on the

presidency of contentiousness on many campuses about

governance.

Chapter 2 focuses on the causes of the various financial

pressures facing colleges and universities today and

explores the impact of constrained resources not only on



the quality of the academic programs but increasingly on

how governance is practiced and, on a number of

campuses, has been shattered.

Chapter 3 describes the growing reliance on contingent

faculty, the vast majority of whom are part-time and who do

not participate in governance. This chapter further

explores the similarly negative implications for shared

governance of MOOCs (massive open online courses),

online learning, and for-profit institutions.

Chapter 4 considers the impact on governance of growing

questions about the value and cost of higher education.

Specifically, the chapter explores ways in which higher

education is in fact vulnerable to some of the criticism it is

receiving from elected officials, commentators on higher

education, and trustees. The chapter also makes the case

for the value of a college education and describes the

negative effect of elected officials and trustees substituting

their judgment for that of college and university presidents

in terms of policy and budget and for that of the faculty in

terms of curriculum and other academic matters.

Chapters 5, 6, and 7 offer cautionary tales about

presidential, faculty, and trustee actions respectively. Each

chapter also offers recommendations for how each of these

groups need to reconsider governance and work together

collaboratively so that their institutions will thrive and in

some cases simply survive.

The book ends on a more hopeful note by presenting, in

Chapter 8, four exemplary tales about presidents who have

been responsible for bringing about transformational

change on their campuses and who have done so in

partnership with the faculty and the board. Each of these

mini-case studies highlights the benefits of presidents who

successfully engage their campuses and their trustees in



thinking about and contributing ideas for how their

institutions can most productively move forward.

Some Explanations for My Readers

I draw heavily throughout the book on examples of both

dysfunctional and effective governance.

When these examples have made their way into the

national press and also social media and have received

extensive coverage, I name the institutions and cite that

coverage as I think appropriate. I am aware that such

accounts, whether in the mainstream press, blogs, or

Facebook posts, may be incomplete, biased, or both.

(Although I make every attempt to present these stories

fairly, as a student of William Faulkner's fiction, I am

mindful of the unreliability of narratives and so recognize

that those who are closer to the events that I am

recounting than I am may have different understandings

and perspectives about those events.)

When I know of examples that, to the institution's good

fortune, have not made their way into the public realm, I

seek to disguise the institution and the players. In such

cases, I sometimes change the gender of the president,

trustees, or key faculty members. I sometimes describe the

institution as being located in a different setting. I

sometimes modestly alter the institution's mission. I

sometimes alter slightly the details of events. And in a few

cases I conflate similar events that have occurred on two

campuses into one case study. At the same time, I want to

be clear that the stories I tell are always grounded in real

events.

I have learned about these examples in a number of ways.

Sometimes, I simply have firsthand knowledge. Sometimes,

the stories have come to me from those on the campus



itself. In all instances when there is contentiousness, I have

sought to understand and represent all sides of the issue.

I also want to point out some choices about terminology.

Although members of governing boards at public

institutions are often referred to as “regents,” for the sake

of simplicity and to emphasize that governing boards are

entrusted with the health and integrity of their institution, I

will use the term trustees throughout the book. Similarly,

although the chief executive officer on some campuses is

referred to as the chancellor, I have chosen throughout to

use the more common title of president.

Finally, because Jossey-Bass prefers not to use footnotes or

endnotes, I am including an extended bibliography that

lists the numerous newspaper and journal articles that

have provided me with pertinent information.
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Chapter 1

Shared Governance: Its History and

Its Challenges

Tensions over governance have been part of the fabric of

American college and university life since the latter part of

the 1800s. Concerns about academic freedom were initially

at the heart of these tensions, but over time, especially

since the mid-1960s, conflicts about governance have been

prompted by disagreements between some members of the

faculty and the administration and sometimes the

governing board about who should have responsibility for

and authority over—or who at least should be consulted

about—which decisions.

In 1966, the American Association of University Professors

(AAUP), in collaboration with the American Council on

Education (ACE) and the Association of Governing Boards

(AGB), defined the notion of shared governance more fully

than had been done in the past. As I will discuss more fully

later in this chapter, the AAUP argued that even as the

governing board had ultimate authority for the institution,

the board should delegate the college or university's

operations to the president, who in turn would delegate to

the faculty primary responsibility for academic matters.

This notion was accepted by a great many colleges and

universities in concept, despite variations in how it was

carried out in practice.

I believe that something even more serious than the

historical tensions about governance is now occurring.

Specifically, I am convinced that the notion of shared

governance as it has been generally understood and at



least loosely practiced since 1966 is now being shattered

on many campuses and is in jeopardy on other campuses.

Significant economic and political pressures have, on the

one hand, led many boards to call for immediate campus

responses to problems. It is no longer acceptable to many

trustees that, as the old saw goes, it is easier to move a

graveyard than to change the curriculum. Some of them

judge the traditions of shared governance to be

unnecessarily process-laden and time-consuming. Some

believe that the very notion of shared governance is no

longer viable.

Many presidents share that same sense of urgency and so

are making decisions, including those that affect the

academic programs, more quickly than was traditionally

the case. Sometimes, presidents do so without full or even

any consultation with the faculty. In response, those faculty

members who believe that they no longer have a say in

academic matters, matters of institutional significance, or

both are apt publicly to protest presidential and even board

decisions. In what appear to be increasing numbers,

members of the faculty are going so far as to vote that they

have no confidence in their president.

Such adversarial relationships are occurring at a time

when our colleges and universities need not conflict but the

shared wisdom and perspectives of all constituents.

Failures of collaboration among the faculty, the president,

and the board, whatever the cause, are inevitably

destructive (as they are in all organizations). At the least,

failures of collaboration can lead to an unhealthy paralysis

in which decisions are delayed or not made at all. At the

worst, such failures can throw an institution into crisis.

In addition, conflicts over governance sometimes lead some

of the players—faculty, presidents, and trustees—to say and

do things that are not in the best interests of themselves or



of their institutions. For example, on a campus filled with

tension between the president and the faculty, a longtime

trustee known for his candor told concerned faculty

members—all of whom had tenure—in a public meeting

that if they were unhappy with the president's decisions,

they should resign and go find another job. The faculty in

attendance concluded that the trustees did not understand

or value their work. Some worried that the comment meant

that the trustees wanted to get rid of tenure. There was a

good deal of conversation in the hallways of the college

about the value of tenure in protecting free speech.

Several faculty members responded unprofessionally. They

told the story to their students, thereby eliciting their

support. Some of the students then held a rally to call for

the president's resignation and to denounce the board.

They invited the local press, who covered the rally in a

series about what it called a crisis on campus. Rumors

spread that some faculty members were encouraging

enrolled students to transfer.

Although the trustees understood that only a few members

of the faculty members had involved the students, they

were critical of the faculty as a whole, arguing that

responsible faculty members should have stood up to and

opposed those who had involved the students.

The board remained unified in its support of the president.

The faculty became increasingly alienated. Admissions and

retention did suffer.

The Pressures on Shared Governance

In my judgment, there are a number of particular catalysts

for the movement away from shared governance, including

the following:



As noted earlier, the extremely daunting economic

pressures facing most institutions have led some

presidents and also some chief academic officers to

make unilateral decisions about academic programs,

decisions that traditionally had relied on at least the

advice if not the consent of the faculty.

The growing concern, on the part of faculty members at

institutions of all sizes and types, that a “corporate”

approach to decision making has replaced a more

collaborative approach and has led many faculty

members vigorously to defend faculty prerogatives

because they believe these prerogatives protect them

from capricious decisions on the part of administrators

and, in some cases, trustees.

The nature of the professoriate has changed

dramatically, in that currently only 25 percent of the

faculty at US colleges and universities are tenured or on

the tenure-track, with the result that 75 percent of

college and university faculty today are contingent

faculty, hired on a contract basis, with no role in

governance. More than 80 percent of them are part-

time. As a result, the vast majority of faculty typically

play no role whatsoever in governance.

The rapid pace of change in the society at large is

putting pressure on colleges and universities to institute

rapid change as well.

The growing skepticism among elected officials about

the value of higher education has led some governors

and some boards of public universities to influence or

seek to influence matters that previously had been the

province of the administration and sometimes the

faculty.



Some trustees, presidents, and elected officials have

embraced the theory advanced by Clayton M.

Christensen and Henry J. Eyring in their 2011 Jossey-

Bass book, The Innovative University: Changing the

DNA of Higher Education from the Inside Out, that the

traditional model of higher education is no longer

sustainable. In particular, they have accepted

Christensen and Eyring's view that such disruptive

technologies as online education, including MOOCs

(massive open online courses), will be more cost-

effective and efficient than conventional classrooms.

They also subscribe to Christensen and Eyring's view

that aspiring colleges and universities need to innovate

rather than to imitate—that is, that they need to

abandon the habit of emulating the most prestigious

institutions like Harvard in order to achieve a higher

place in the college rankings and to climb the “Carnegie

ladder,” the categories developed by the Carnegie

Foundation for the Advancement of Teaching.

Faculty members, in contrast, are often skeptical about

whether online learning, especially when it is not

supplemented by direct interaction with a professor, is

pedagogically effective and of a high quality. Faculty

members are particularly skeptical about the MOOCs,

which are created by for-profit organizations.

Fewer chief academic officers than in the past are

seeking presidencies and so, for that reason as well as

others, boards are increasingly turning to so-called

“nontraditional candidates” for the presidency—that is,

persons from outside the academy.

The power, reach, and ease of social media, as is true in

other sectors and as later chapters will illustrate, have

transformed conflicts that previously would have been

confined to a campus and perhaps its local community


