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PREFACE 

This book is the result of a conversation with Mr. John W. 
Hobbs, of Toronto, president or director of a number of large 
Canadian corporations. He spoke of the great importance of 
the policy-defining duties of the directors of corporations and 
of the diverse loyalties which tended to pull the president of 
the corporation in different directions in an endeavor to serve 
patrons, employees, and stockholders. 

In thinking of this discussion and applying the conclusions 
to college and university presidents and trustees, the book 
developed. Dr. W. R. Boyd, chairman of the Finance Com­
mittee of the Iowa State Board of Education, did much to 
encourage me to develope these ideas and put them in final 
shape. 

Having served for sixteen years under the trustees of Miami 
University and for eight years under the Iowa State Board of 
Education, and having served for three years on the Board of 
Directors of the Presbyterian Theological Seminary of Chicago, 
I have observed the operation of Trustees both from within 
and from without their membership. 

In writing and developing this material, I am deeply 
obligated to Dr. John H. Powell, then instructor in History 
at Iowa State College, now Associate Professor of History at 
the University of Delaware, with whom each section was dis­
cussed in detail and by whom the original manuscript was 
critically read. The last three chapters were suggested by him 
and outlined in conference with him. 

The first draft of the manuscript was read by Dr. W. R. 
Boyd; President Emeritus Frank L. Mc Vey, of the University 
of Kentucky; Miss Anna Lawther, of the Iowa State Board of 
Education; and Mr. Walter Coles, President of the Board of 
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Trustees of Miami University. Each of these friends made 
suggestions and comments which contributed materially to 
the development of the material here presented, and I am 
under much obligation to each of them. 
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FOREWORD 

Fifty years ago even our greatest Colleges and Universities 
were rather small in size and simple in organization. Today 
even the small colleges are rather complicated organizations. 
The great majority of the 1,000 or 2,000 college trustees, 
newly appointed each year, regardless of background, or 
breadth of education and experience, will find many prob­
lems brought before them of which they know little or nothing. 
An effort is here made to put together in brief form the gen­
erally accepted policies and practices relative to the more 
common problems which arise in college administration, in 
the hope of enabling trustees to act more effectively and of 
magnifying the importance of the policy-fixing duties of 
trustees. 

[ix] 





SECTION I 

The Trustees and Their Relations 
to the Other Governing Agencies 

of Colleges and Universities 





CHAPTER 1 

THE SELECTION AND APPOINTMENT OF 
ABLE TRUSTEES 

OUR colleges and universities are among our most im­
portant and most permanent institutions. They are 

important because they are the chief centers for the discovery 
of the truth, for the preservation of knowledge and for the 
advanced instruction of our youth. Their permanence can be 
appreciated by considering the Universities of Oxford and 
Cambridge in England as contrasted with the church, 
another permanent institution. These two universities were 
founded nearly a thousand years ago, when all English people 
worshiped in the Roman Catholic Church; later they 
flourished under the English Established Church; at present 
they contribute leaders to many of the dissenting churches, 
and continue to grow amid increasing sects. Today these 
universities are stronger and more influential than ever before. 
They play a permanent role in the cultural life of Great 
Britain. 

The growth of attendance at our colleges and universities 
is evidence of the increasing confidence of our people in their 
work and service (see table 1). 

Today the large majority of our able youth attend college, 
and many influences are at work to bring about the attendance 
of all youth of marked ability. In the near future almost all 
of our leading citizens will be college trained. All professional 
men and women must now prepare in college and professional 
school. Most research workers, of whom we require a rapidly 
increasing number, are trained in the graduate schools of our 
universities. Increasingly, industry and business are directed 
by college-trained men. 

[3] 
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TABLE 1 

College Students Percentage of Youth 18-21 

1880 ............... 44,594* 
1890 ............... 123,135 4.84% 
1900 ............... 238,592 4.10% 
1910 ............... 355,213 4.84% 
1920 ............... 597,880 8.14% 
1930 ............... 1,100,737 12.37% 
1940 ............... 1,500,000 about 14 % 

* About 15,000 more were enrolled in attached academies or were engaged in 
subcollegiate work. 

Although we hear criticisms of these institutions on every 
side, many of them fully warranted, the faults and weaknesses 
are largely traceable to the magnitude of the task, to the 
enormous increase in the number of students in recent years, 
and to the great difficulty of training youth for the life of 
today and at the same time fitting them for a profession or 
other occupational career. The demands for special training 
are steadily increasing. 

The Importance of Able, Interested, and 
Well-Informed Trustees 

Our colleges and universities are a necessity of civilization 
and must be maintained regardless of religious, political, 
economic, and social changes. 

The final control of these institutions resides in the trustees, 
regents, directors, ·board of governors, or whatever the con­
trolling board is called. The quality of their service depends 
largely on the attributes of the members of the boards and on 
their active concern for the institutions under their general 
direction. 

There are in the United States about 1,700 separate institu­
tions of higher learning. While some boards control several 
of these institutions, in general each institution has a separate 
board. 
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The number of trustees on each board varies from 5 to 100. 
Probably the large majority of boards are composed of 9 to 27 
members. There are probably 18,000 to 25,000 persons on 
governing boards for institutions of higher learning in America. 
Their effectiveness, their competency to discharge their duties, 
and their full understanding of their responsibilities are im­
portant. Too often they merely serve as official rubber stamps 
of approval of the acts and recommendations of the president 
of the institution. The· purpose of this book is to clarify the 
duties of the board of trustees and the duties of the president 
and of the faculty, and to show how an effective board can 
contribute most largely to the highest service of the institution 
it controls. It also attempts to outline the policies relating 
to many aspects of college and university administration that 
have generally proved to be sound. 

Influences Ajf ecting the Selection of Trustees 

In view of the importance of these institutions to our 
civilization, it is most desirable that they be directed wisely 
and administered ably. The ideals and character of the facul­
ties of these institutions, the quality and inspiration of the 
teaching, their adaptation to the current needs of society, 
their general efficiency, and their adequate support depend 
very largely on the trustees. It would seem that only the very 
best and ablest citizens available should be appointed. 

Unfortunately, this is by no means the uniform practice 
in public institutions; too often men are appointed for political 
reasons. These are sometimes merely unimportant and useless L' 

people. Often they are highly injurious to the institutions, 
introducing political prejudices and pressures into the control 
of educational institutions. On the whole, however, the men 
and women on these boards are capable, conscientious, and 
deeply concerned to serve usefully. 

In private institutions, members are often appointed be-
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cause of their wealth, their prominence, or their supposed 
influence in securing money for the institution. Too often 
such hopes are disappointed. Appointments should be made 
with the purpose of securing the ablest persons available who 
will devote a reasonable amount of time and thought to the 
institution. 

Most institutions have on their boards at least a small 
group of able, devoted trustees generous of their time and 
thought. Such are invaluable. The entire board membership 
should be of this type. 

The Appointment of Trustees 

Usually the trustees of public state institutions are appointed 
by the governor and confirmed by the state senate. In some 
cases, as at the University of Michigan, they are elected. The 
trustees of a large proportion of private institutions are self 
perpetuating-new members are elected by the board itself. 
In many church colleges part or all of the trustees are ap­
pointed by the proper church authority. In some institutions 
part of the trustees are elected by the alumni. While other 
authorities appoint trustees in some cases, the great majority 
owe their positions to election or appointment by one of the 
above authorities. 

The appointment of trustees is usually for three, five, six, 
seven, or nine years, or for life. In public institutions an 
effort is usually made to frame the laws so that no one governor 
in two terms can appoint a majority of the board and so gain 
control. 

~ In most boards there are too many old men. The average 
age of the members of a given board is very often too high. 
It would seem desirable to keep the average age between 
SO and 60. It would also seem desirable that no member 
should serve beyond the age of 70 years. There should cer-
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tainly be a substantial number of members between 30 and SO 
on these boards. 

It seems more important that the board should be young 
enough to sense the needs of the people they represent and 
guide the changing institutions to their largest service, rather 
than that a large majority of aged men should maintain 
policies unchanged. 

The membership of the board should certainly include 
some alumni of the institution and a majority of members 
who are college graduates. Some members of the professions 
are desirable. The members should broadly represent the 
classes of people the institution is designed to serve. Farmers 
should be represented on boards of agricultural colleges; 
engineers on boards of engineering schools, etc. On the whole 
there are likely to be proportionately too many lawyers on a -
board. Other types of citizens could well be represented. 
Some lawyers are always valuable members of a board. 
Newspaper editors often make very valuable contributions. 
Real devotion to the cause of education, profound concern 
for the public good, sterling integrity, courage to face pres­
sure, political and otherwise, fearlessly-these qualities com­
bined with high intelligence and some knowledge of higher 
education should be prerequisites to the consideration of a man 
or woman for appointment. 

Meetings ef the Trustees and Their Committees 

The meetings of boards vary greatly. Large boards of 
small institutions usually meet once a year and handle interim 
business through committees. An Executive Committee ordi­
narily has several meetings annually in such a case, and other 
committees meet as required. 

Where the membership of the board is small, from five to 
twelve, there is a strong tendency to have more frequent 
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meetings, to reduce the work of committees, and to handle a 
larger proportion of the business by the board as a whole. 

It is the general opinion that a board of from seven to 
\ fifteen members is preferable to one larger or smaller. If the 

board is too small it is difficult to maintain on it a sufficiently 
wide representation of the people, and there is danger of the 
board members becoming too active in the detailed direction. 
On the other hand, as the board is increased above twelve or 
fifteen, it is hard to maintain its entire membership with 
persons of as high a type as is desirable, and with larger num­
bers the sense of responsibility of individual members decreases. 

While the titles of committees vary, certain functions are 
usually covered by committees. In the case of large boards an 
Executive Committee almost invariably acts during the in­
terim between board meetings. Most boards maintain a 
committee on buildings, a committee on finance, and a 
committee on education and faculty. An inspection of cata­
logues discloses a great variety of other committees determined 
by the needs of the several institutions. 

Probably the ideal board would have seven to twelve 
members; would meet from four to ten times a year, depend­
ing on the size of the institution and the amount of its business; 
and would maintain committees on finance, buildings, and 
education and faculty. 

In the early days, as the institutions were all small and as 
there were few expenses aside from professors' salaries, there 
was very little business for the trustees to consider. Often 
very large boards were appointed with a view to spread widely 
knowledge of, and promote interest in the institution. These 
boards met once a year. Now with much business of impor­
tance before every board we have a very different situation. 
A small group, the members of which are really interested, 
who will attend meetings regularly, and who fully grasp 
the problems of the institutions, is ideal. Their problems are 



SELECTION OF TRUSTEES 9 

very similar to those of a board of directors of a business 
corporation. 

With the large board fixed in the charter or by-laws, it is 
difficult to reduce its size. This situation has usually been 
met by delegating large power to a small executive committee 
which ~eets often and transacts the major business of the 
institution. The board as a whole meets once or twice a year 
to approve the actions of the executive committee and do such 
other business as is referred by the executive committee. 

Some boards are split up into a number of committees, 
each having large authority within certain areas, and each 
reporting to the board as a whole. 



CHAPTER 2 

THREE GOVERNING AGENCIES-THEIR 
DUTIES AND RESPONSIBILITIES 

IN THE days prior to about 1875 there were only three 
bodies of authority in an American college-the trustees, 

the president, and the faculty. As colleges grew in size and 
wealth, further administrative officers were added: the dean, 
the registrar, and the business officer-variously called busi­
ness manager, treasurer, bursar, secretary of the board. 

In the present usual organization the business officer repre­
sents the president in business matters, the dean represents 
the president in educational matters, and the registrar keeps 
all academic records. 

The trustees hold all property, authorize the budget and 
budget changes, fix policies, appoint the president, and serve 
as a court of final appeal in all matters. 

The faculty, under the board, teaches all students, de­
termines all curricula and courses to be offered and all classes 
to be taught, and assigns classes to teachers, determines 
grades, who shall graduate, and who shall receive degrees, 
both in course and honorary. 

The president is the chief executive officer of the board of 
trustees and also of the faculty. With the aid of the business 
officer, on the one hand, and of the dean, or deans, on the 
other, he is responsible for the administration of the educa­
tional and financial affairs of the institution under the policies 
and regulations set up by the board and by the faculty. 
Depending on the interests and talents of the president and 
immediate needs, he may devote his chief efforts to financial 
or to educational problems. 

The control of an institution in all its parts is shared by the 
board of trustees, the president aided by the chief financial 

[10] 



THREE GOVERNING AGENCIES 11 

officer and deans, and the faculty. Their several spheres of 
authority are fairly distinct but overlap in places. Some con­
sideration of the chief loyalties of each of the above agencies ,., 
will throw light on their duties and their limitations. It is 
important to recognize that any authority is limited by its 
loyalties (see table 2). 

of Trustees 

to Legislature 
or Donors 

to Parents 
to the People 

TABLE 2 
THE CHIEF Lov AL TIES 

of President and Officers 

to the Trustees 
to Legislature or Donors 
to the Faculty and Staff 
to the Students 
to the Parents 
to Alumni 
to the People 

of Faculty 

to the President 
to the Individual members 

of the Faculty 
to the Students 
to the Trustees 
to recognized academic 

standards 
to the academic standard­

izing agencies 

It has been the aim to arrange the loyalties ( table 2) in the 
order of their influence. Others might arrange them differ­
ently. Theoretically, perhaps the first loyalty of each of these 
agencies should be to "the truth." Undoubtedly each ·is 
deeply concerned with the discovery and preservation of the 
truth, but this is an abstract loyalty, and each of those listed 
in table 2 is quite concrete. 

Very briefly, the functions of the above agencies are as 
follows: The trustees control all financial and property matters 
and determine general policies. The president administers 
the institution under policies fixed by the trustees. The faculty 
controls teaching and research and is responsible for academic 
standards. These duties will now be amplified. 

The Duties and Responsibilities of Trustees 

The loyalties of the trustees are simpler and less personal 
than those of the president or faculty, and their duties are 
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more general in nature. They stand between the institution 
and the public. It is their responsibility to see that the types 
of service for which the institution was established are ren­
dered as effectively and as economically as possible, and that 
as many properly prepared students as possible are adequately 
served. It follows that the chief duties of the trustees are to 
determine policies and see that these policies are carried out 
by competent administrative officers. 

The policies controlling the scope and operation of a college 
should be fixed by the trustees with advice from the president 
and the faculty, and should continue with slight modification 
from administration to administration. The trustees and not 
the president should determine what sort of an institution 
they control. Too often we see the whole policy and personality 
of a college changed by a new president who reorganizes it in 
accord with his own ideas. Certainly the president should 
feel free to suggest changes in policy, and the trustees should 
give his suggestions careful consideration, but the fact remains 
that the control of policy is a function of the trustees and one of 
their most important functions. It is also one of which they 
very often lose sight. 

When the trustees overlook their function of determining 
policies, they tend to become an official rubber stamp of the 
actions of the president. It is rather their duty to assure 
themselves that the president's administration conforms to the 
policies laid down by themselves. 

In addition to determining the policies of the institution, 
there are three very important functions of the trustees usually 
fixed in the laws governing the institution: 
1. The trustees hold title to all property and are custodians of 

all property of the institution. 
2. The trustees are responsible for the appointment of the 

chief executive officer of the institution, ordinarily desig­
nated as the president. 
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3. The trustees constitute the final court of appeal of students, 
alumni, faculty, and all staff members, who feel that the 
administration has not adequately cared for their interests. 

The Duties and Responsibilities of the President 

The president is the chief administrative and executive 
officer. As the representative of the trustees it is his duty to see 
that the institution is operated in conformity to the policies ' 
fixed by them. As chief executive officer he is finally respon­
sible for everything concerning the institution and for the 
effective and economical operation of all departments. He 
is responsible to the parents for the well-being, good conduct 
and education of all students. He is the chief adjuster of all 
difficulties which are brought to his office and should discover 
and adjust many difficulties before they reach the stage when 
they must be brought to his office. As the executive officer 
of the general faculty he presides at meetings, and with the 
assistance of the deans he is responsible to the faculty to see 
that their regulations are enforced. The president recommends 
to the trustees all appointments, promotions, dismissals, and 
salaries. He is often occupied with the general public which 
comes to him for assistance and with criticisms and com­
plaints. His duties are numerous, and all of them should be 
discharged in conformity with the policies approved by the 
trustees. 

While of course he always should be free to suggest to the 
trustees new policies or modification of old policies to suit 
the times, he should not himself fix policies but leave this for 
determination to the trustees. 

Perhaps no better statement of the functions of the president 
has been made than that of Charles W. Elliott of Harvard, in 
his inaugural address in 1869. "However important the 
functions of the President, it must not be forgotten that he is 
emphatically a constitutional executive. It is his character 
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and his judgment which are of importance, not his opinions. 
He is the executive officer of deliberative bodies in which 
decisions are reached after discussions by a majority vote. 
Those decisions bind him. He cannot force his own opinions L 

upon anybody. A university is the last place in the world for 
a dictator. Learning is always republican. It has idols, but 
not masters." 

The responsibility of the president is so to administer the 
institution that these policies, fixed by the trustees and faculty, 
are faithfully carried out, or recommendations for changes 
submitted to them. Appointments to vacancies and new posi­
tions are to be made such as will contribute to the effective 
operation under the fixed policies. Appointments must be 
made with a view to best serving the students and also to 
carrying out the aims of the institution as fixed by the trustees 
in research and scholarly achievement. The president must be 
loyal to all staff members and guard their interests as to tenure 
and salary and in every other way. It is his responsibility 
to see that deans, department heads, and all in authority are 
of a type and ability to render fine leadership to those under 
their direction. He should concern himself with guarding 
and promoting the best interests of the students. He also 
has responsibilities to the alumni, supporters, and friends, 
to maintain the spirit and morale of the institution. His 
position is often rendered difficult when some of these several 
loyalties conflict, as when the alumni press for a stronger 
football team than the academic standards and the integrity 
of the institution permit; or when the trustees desire a depart­
ment discontinued to which the president has appointed a 
staff which depends on its continuance for support; or when 
the salary demands of able men call for salaries above the 
scale adopted by the board. 

Recognizing the fact that the president must operate under 
a variety of more or less conflicting loyalties, the trustees, 
when they feel compelled to take action affecting staff mem-
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bers should always allow sufficient time for execution, so that 
adjustments to the change can be made without serious injury 
to anyone. 

The formal duties of the president may be listed as follows: 
Attends meetings of trustees and reports periodically. 
Recommends the annual budget, and any later necessary 

changes. 
Recommends appointments, promotions, dismissals, sala-

ries, and salary changes. 
Presides at meetings of the general faculty. 
Represents the institution before the public. 
Represents the institution before large donors or before 

legislature. 
No complete list of his duties can be made. The president 

is, or should be, the chief servant of all, always willing to help 
student, professor, employee, or any others needing his aid 
in their work or trouble. His authority is considerable, and 
he can be the most helpful man in the institution. 

The Duties and Responsibilities ef the Faculty 

The faculty includes all members of the teaching and re­
search staff. In a small college there is only one faculty. 
In a university there may be quite a number. Usually, 
faculties of Arts and Science, Medicine, Law, Education, and 
a graduate school are included. In addition there may be 
faculties of Theology, Engineering, Commerce, Agriculture, 
Home Economics, Dentistry, Pharmacy, and others. 

The general faculty in a university is usually made up of 
the permanent members of the entire teaching and research 
staff who under the regulations of the institution have the 
right to vote. Often the younger members also attend but 
do not vote. The president presides over the general faculty. 
Each school or college faculty is presided over by its respective 
dean. 

All matters directly connected with teaching and research 
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are under the control of the faculty. Matters of common 
interest to all are determined by the general faculty, and 
matters wholly within the interests of a particular college are 
determined by the faculty of that college. 

The faculties, within the limits of the policies of the trustees, 
determine what courses will be taught, fix the requirements 
of each curriculum, fix the passing grade and the requirements 
for graduation. They vote all degrees, both in course and 
honorary. All rules and regulations affecting the work and 
conduct of students are fixed or approved by the faculty. All 
examinations are set by members of the faculty or by persons 
selected by them, and the grades given are final and not 
subject to revision by any administrative officer. 

Inasmuch as the whole purpose of the institutions under 
discussion is to give instruction to students and conduct 
research, it is easy to see that possible conflicts in authority 
can anse. 



CHAPTER 3 

OVERLAPPING INTERESTS AND 
CONFLICTS OF AUTHORITY 

Trustees and President 

"\VTHILE the trustees undoubtedly have the entire institu­
W tion under their control and can take action on any 

matter, it is with few exceptions most unwise for them to act 
on any detail of appointments or administration. The presi­
dent is their executive officer. It is his duty, and he should be 
entirely capable, to handle all the detail of administration. 
Any encroachment on his authority in detail by the trustees 
usually makes serious trouble. Trustees are frequently asked 
for appointments to the staff or for college business. All such 
requests should be referred to the president without recom- -
mendation. The trustees should confine their action wholly 
to determining policies and controlling the finances. If the 
president does not administer the college acceptably, his 
resignation should be called for, and a new and acceptable 
administrator should be appointed. 

In some cases the president arrogates to himself authority 
that belongs to the trustees, and here again trouble results. 

'- Certain decisions about the physical plant, the campus, and 
the design of buildings, letting of contracts, and construction 
of new buildings definitely belong to the trustees. The presi­
dent on his own authority sometimes decides matters of this 
kind contrary to the ideas of the trustees and puts himself in 
an embarrassing position. Occasionally, a president an­
nounces a new policy which has not been approved by the 
trustees, and if it is questioned by them either the trustees 
must acquiesce or the president must withdraw his announced 
policy, with resulting embarrassment. 

[17] 
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It will save much misunderstanding if the president keeps 
the trustees fully and promptly informed about all develop­
ments of any interest at the college. It always annoys a trustee 
to receive the first news of an occurrence of which he should 

· be informed, from an outsider, or through the columns of a 
paper. The president and trustees should always be in com­
plete accord. 

The President and the Faculty 

In order to understand the friction which sometimes occurs 
between the president and the faculty, it is necessary to con­
sider the development of our institutions and the difficulties 
that grew as their size and complexity increased. 

Prior to 1875 the president was usually the only officer, 
and the faculties were small. With very few exceptions facul­
ties numbered less than thirty, and expenditures outside of 
faculty salaries and fuel were very small. No laboratories 
existed.: All business of every kind was settled around a table 
at which the faculty members sat under the president as 
presiding officer. All business was determined by a majority 
vote, and everything was most democratic. 

As institutions grew and developed this procedure broke 
down. Students and faculty grew to unwieldy size. Business 
increased in amount and complexity. Business officers, a 
registrar to handle records of grades and degrees, and deans 
to deal with students and educational detail, were appointed 
to assist the president in handling his growing problems. 
While faculty members did not wish to devote more and more 
time to administration, they were reluctant to see less demo­
cratic methods prevail. Today most friction between the 
faculty members and the president is due to a feeling on the 
part of the former that the president has acted autocratically 
in one or another matter without duly consulting their advice. 

We now have institutions with over 2,000 instructors teach­
ing over 15,000 students and with annual expenditures of 
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over $10,000,000. With the multiplicity of matters for deci­
sion, it is increasingly difficult to always consult with faculty 
members and carry on in a democratic manner. 

However, some things can be done which go far toward 
satisfying the faculty in these matters. How far these policies 
can be carried out in any institution must depend on the 
decision of the president and trustees. The following policies 
would generally be very acceptable to faculty members. 
1. Authorize the faculty to elect by ballot a committee on 

committees, which will nominate members of all commit­
tees of the faculty. 

2. Authorize the faculty to elect by ballot a small committee 
on administration to represent the faculty in all or part of 
the following matters. 
a. To take up any matter concerning a member of the 

faculty with the president. 
b. To consult with the president on any administrative 

matter including the budget and salaries. 
c. To represent the faculty in a joint committee of trustees 

and faculty in the nomination of a new president, when 
that office becomes vacant. 

d. To meet with a committee of trustees of equal size to 
discuss common problems. 

3. The faculty of each college desires the privilege of electing 
its dean, or participating with the president in the selection. 

4. All members of the staff appreciate easy access to the 
president's office to discuss with him any matter they desire 
to bring up. If the opportunity is wide open the number 
who take advantage of it in any year is not great. How­
ever, deans and department heads usually disapprove of 
such direct easy access, except for themselves, and insist 
that all matters go to the president through them. It must 
always be difficult to choose between the advantages of 
each plan. 
The president is daily pressed with unanticipated problems, 
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all calling for decisions. Usually matters come to him only 
because they are beyond the authority of minor executives. 
Most of these matters are within his authority and clearly 
under policies fixed by the trustees and properly call for his 
decision. Among 100 such matters there is always a number 
which should best be referred to a department, to a faculty, 
or decided after conference with one or more professors. In 
the press of many matters, the president himself acts on some 
really calling for faculty reference or consultation, before 
he thinks of the desirability of faculty consultation, or he is 
pressed into a quick decision by circumstances. Each such 
failure to consult faculty opinion before action, is called auto­
cratic and results in criticism of the president. Usually, the 
president throws himself open to the charge wholly without 
intention. However, every such occasion is unfortunate, and 
the wise executive will err on the side of consulting the faculty 
too much rather than too little. 

It is vital that the president and trustees remember that 
every faculty includes a large proportion of members who 
know vastly more about their respective fields and matters 
relating to them than their board or president. These men 
rank high among their professional associates in the country. 
Their opinions are highly esteemed by their equals. They 
cannot but be astonished and hurt when matters which touch 
their interests are decided without themselves being consulted. 

They feel that they constitute the essential part of the 
institution-the teaching staff. They and the students are 
the college. If they are regarded and treated as hired men, 
employed to do a task and to be dismissed when it is done, 
they resent it. Unless they feel that they are taken into full 
cooperative fellowship by the president and trustees, are 
regarded as fully worthy of confidence, and are consulted 
largely on all plans, they cannot be happy in their relations or 
do their best work. 
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This does not mean that college professors are tempera­
mental, or especially sensitive. It is simply the nature of the 
enterprise. If, in a given institution, a professor is not vitally 
important in all matters bearing on his field and work, he is 
not important at all, and the position does not attract him. 

In general it may be safely concluded that those institutions 
in which the faculty members are happiest and most contented 
in their work, render the finest service. One important basis 
for such contentment is the feeling that their opinions in the 
fields of their interests are esteemed and sought by the presi­
dent. 

Two matters may properly be enlarged upon here, as each 
of them frequently causes much unrest and discontent among 
faculty members. 

The Appointment ef Deans and Department Heads 

The method of these appointments varies with the institu­
tion. In the most democratically administered the deans and 
department heads are elected by the faculty. In some institu­
tions these appointments are made by the president and 
trustees without any consultation with the faculty. Between 
these extremes middle courses are followed, where the presi­
dent, after more or less consultation and advising with the 
faculty, makes these appointments. 

For these appointments to be successful the appointees 
must have the full confidence of both the president and 
trustees, and of the faculty members under their jurisdiction. 
To secure such confidence on both sides close collaboration 
between the president and faculty is essential, whether the 
initiative is with the one or the other. 

Any faculty ought to have members on the staff capable 
and suitable to fill these posts. When appointments can be 
made advantageously from staff members, it is usually simpler 
to secure general approval. When it seems necessary to bring 
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in men from outside it is both more difficult to be certain the 
appointee is the type of man desired and also to secure general 
satisfaction with him. 

It is certainly desirable to consult the faculty members 
concerned fully, or to turn the initiative over to a faculty 
committee on which the president or dean sits as a member. 

Honorary Degrees 

Most institutions confer a few honorary degrees each year 
on distinguished citizens whom they wish to recognize. It is 
the privilege of the faculty to nominate the recipients of these 
honorary degrees to the trustees who have the final approval 
or disapproval. 

All degrees in course are voted by the faculty and are 
concurred in by the trustees as a matter of form. Honorary 
degrees are different inasmuch as they are conferred wholly 
in honor of past services and accomplishments of the re­
cipients. Occasionally trustees are inclined to press the names 
of men for honorary degrees from personal friendship or in an 
endeavor to secure financial aid for the institution. In no case 
should a trustee go further than to suggest the name of a candi­
date to the faculty, with whom the formal nomination lies. 

Honorary degrees should never be conferred to win favor. 
They should be conferred only on men and women who have 
won recognition in their professional or public services. 



SECTION II 

The Specific Responsibilities 
of Trustees 



. 



CHAPTER 4 

PROPERTY AND FINANCE 

THE responsibilities of the trustees fall into two groups: 
those usually defined in the charter or legally assigned to 

the trustees, and the responsibility for determining policies. 
A discussion of the first group follows. 

Holding Title to Property and Responsibility Jor Finances 

In the great majority of institutions the title to the property 
of the institution-land, buildings, and equipment-is vested 
in the corporation or board of trustees. In some state institu­
tions the title is held by the state. Legally, the trustees would 
seem to be personally liable for this property, but so far as the 
writer has been able to learn, no trustee has ever been forced 
by law to make good, losses of endowment or other property. 

As we analyze this responsibility we see that the property 
of an institution usually consists of: 

Land 
Buildings 
Equipment 
Endowment 
Current Income 

The responsibilities relative to each of these items are 
considerable and of several types. 

Land. During the early years of higher education in America, 
many institutions originally holding considerable land re­
linquished title to much of it through the failure of the trustees 
to foresee the growth and development ahead. Other institu­
tions, had the trustees reasonable foresight, could have se­
cured the additional land demanded by later development 

[25] 
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at a very small cost. Later this land either cost a great deal 
or could not be obtained. The wisdom and foresight of trus­
tees in securing and retaining adequate and suitable land for 
the ultimate growth and development of an institution is of 
fundamental importance. 

Both residence and business property are attracted by the 
very nature of a college campus, centering the life of hundreds 
or thousands of students and staff members; by the permanency 
of the institution and the campus; and by its inviting prospect. 
A campus is quickly surrounded by buildings that are ex­
pensive to acquire and that are not readily available. It 
seems strange that more colleges have not acquired land in 
addition to an ample campus, and profited by its sale. 

The trustees are responsible for fixing a wise policy relative 
to land. 

Buildings. The trustees are responsible for types of archi­
tecture, design, structural perfection, and maintenance of 
buildings. They select architects, approve plans, let con­
tracts, and are responsible for the honest execution of con­
tracts. They are thus responsible for all unsightly, inadequate, 
poorly planned buildings, and for poor construction and un­
wise location. They are responsible for all building equipment 
and for proper maintenance of buildings, their equipment, and 
insurance. Of course most of this in detail will be executed by 
others, but the responsibility is the trustees', who should 
satisfy themselves that proper action is taken in relation to all 
building matters. 

Equipment, books, and supplies. The trustees are responsible 
for adequate provision of equipment, books, and supplies. 
In our forty largest institutions, the amount invested in these 
items varies from about one-tenth of the investment in build­
ings to nearly one-half. In the majority, the investment in 
these items is from one-fourth to one-third of the cost of 
buildings. Naturally the larger the institutional interest in 
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science and technical education and research, the larger the 
investment in equipment. The more closely the institution 
is limited to a liberal arts college, the smaller the needed 
investment in equipment. Adequate provision is highly essen­
tial to effective work and for the contentment and efficiency 
of the staff. 

It can well be remarked here that while the laboratory 
sciences are now usually well supported in funds for equip­
ment and supplies, within the resources of the institution, the 
equally desirable expenses of nonlaboratory departments, 
especially history, economics, and sociology, are often over­
looked, or inadequately provided. While these departments 
do not require laboratories in the ordinary sense, they need 
funds for travel to their source material, for considerable 
clerical work and for other essential purposes. The staff 
members in these fields cannot but be distressed and annoyed 
to see the needs of the science departments well provided, 
while their equally needed expenses are ignored. 

Endowment. The responsibility of the trustees for all funds 
accepted as endowments is peculiarly great. The integrity 
and business-like care of endowment funds should be one of 
the first concerns of trustees. 

It by no means follows that all money offered an institution 
as a gift should be accepted. Gifts toward the general, un­
restricted endowment are always welcome. But all gifts for 
the endowment of special causes, enterprises, or interests 
should be very carefully scrutinized. Any specific endowment 
may, after some years, cease to serve a useful purpose. If so, 
the board is embarrassed how faithfully to handle the trust 
they accepted. Every effort should be made to build the 
general endowment and to discourage specific endowments. 
Usually special current needs could be as well served by a 
direct gift, usable over a relatively brief period of years, while 
the need is relatively certain, than by a permanent endowment. 
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During the recent depression many endowments have been 
used in part either for current expenses or as security for loans 
to be used for current expenses, both uses wholly out of 
harmony with the trust involved when an endowment is 

, accepted. There is almost no more serious charge that can be 
brought against a college board of trustees than that the 
endowment funds have been in any way jeopardized or lost. 

Each trustee should assure himself that every possible pre­
caution be taken for the safety and preservation of endowment 
funds. The competency and integrity of the person or persons 
charged with investing and re-investing endowment funds 
should be of the highest. Regular, fully detailed and easily 
understandable reports on all such funds should be made, 
and all such reports should be competently audited. 

The trustees are responsible for a policy that will fully 
safeguard all endowment funds. 

Current funds. The collection and disbursement of all cur­
rent funds and all accounting is usually in the hands of the 
business manager. He is variously styled treasurer, secretary 
of the board, comptroller, etc. In our larger institutions a 
large staff, supervised and directed by several highly trained 
and experienced men, is required to handle the current 
business. For most effective operation the entire business 
should be headed by one man who, under the president, has 
entire charge of all business operation and of the physical 
plant. 

The selection and appointment of the chief business officer 
is second in importance only to the appointment of the 
president. An able man here can relieve the trustees and the 
president of worries about finances and about innumerable 
petty details. He can materially increase the income and 
through careful buying reduce the expenditures. To be most 
valuable the appointee should be primarily a business mana­
ger. Too often a banker or an accountant is appointed to this 
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office who, while able in the field of his experience, is not really 
competent to direct to the best advantage all the many busi­
ness operations of a college. The business of a college or uni­
versity has come to be as specialized as that of a bank or other 1 .. 

distinct business field. It involves collections, accounting, and 
investing; purchasing, building, operating and maintaining a 
large plant; managing dormitories and boarding halls. 

It is most desirable to secure as business manager a man 
who has already gained successful experience in such opera­
tions at another institution. Such a man who is fully equal to 
his job, whose integrity is above question, and who works 
agreeably with the president, trustees, and faculty, can relieve 
the president of most financial responsibilities and worries 
and leave him free to deal with the important problems 
which are more within his experience, and which constantly 
demand attention for the best service in the field of education. 

For the proper and effective operation of the institution, 
it is essential that the business manager be under the president, 
and that the president keep in close touch with the business 
operations. If full control passes to the business manager 
and if he is in final control of operations under the trustees, his 
tendency is to operate wholly for business results. The whole 
purpose of the expenditures is to facilitate education and re­
search. Unless the president constantly keeps these objectives 
clearly before the business office and sees that first things 
toward the forwarding of the educational services are kept 
first, there is strong likelihood that business objectives will 
over-ride education. 

In a very small college the business manager with one clerk 
may handle all this work. As the size of the financial opera­
tions increase, the staff will grow until in some of our large 
universities as many as 100 or more are employed. 

The budget. No annual duty of the trustees is more important 
than the approval of the budget for the ensuing year. While 
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it is true that the details of any large budget will probably 
be beyond the clear understanding of all or most of the trustees, 
these details can properly be left to the president and his 
advisors. There are, however, several very important things, 
the most important things about a budget, that are fully within 
the comprehension of every trustee. 

Is the income conservatively estimated? 
How do these estimates compare with the past year's 

experience? 
Where there are variations from last year's receipts, on 

what are they based? 
Does the budget balance? Are the expenses budgeted within 

the income? Are all anticipated expenses included in the 
budget? 

Is there a reasonable reserve for unanticipated contin­
gencies? 

Budgets, like all other tabulations of figures, can be made to 
conceal the truth. The integrity of the budget presented by 
the president for approval should be checked carefully. 

In any private institution dependent in part on annual 
gifts for current income, there is always a temptation to 
budget as much as it is hoped to receive. It would be sound 
business to budget only money already in hand from gifts 
at the beginning of the fiscal year, and hold all gifts received 
during the current year to be budgeted and used for the 
succeeding year. The pressure for current funds usually is 
too great to allow such a conservative policy. 

The price a board of trustees pays in permitting the adop­
tion of too liberal a budget is to tie the president to a money­
raising program. A competent president can be of inestimable 
value in really directing the life and work of the college, but 
if his time and thought are absorbed in money-raising, he can 
do little else. A college, after all, is a long-time enterprise, 
and one in which a conservative policy will generally produce 
the finest results in the long run. 
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The preparation of the budget is carried out in various 
ways in different places. In a small institution it would be 
largely prepared by the president with such help as he 
required from the business manager and the dean. In a large 
institution the income is estimated in the financial office, 
and the recommendations for expenditures come up from the 
heads of departments, through the various deans to the presi­
dent. The president in some cases turns over considerable 
responsibility for formulating the final budget to the financial 
officer and the deans, or to a committee; in other cases he 
himself gives much time and thought to the budget. It seems 
to the writer that the latter plan is sound. In the final analysis 
the preparation of the budget, doing the best possible justice 
to each salary demand and each departmental expense, is 
the most important matter that comes before the president 
each year. 

The budget is the key to the administration of the institu­
tion, the operation of every detail is dependent on it. Its 
preparation gives opportunity for an annual survey of every 
single aspect of the institution. Inasmuch as the president 
is the only person equally interested in every part, and 
further, since he is responsible to the trustees for every de­
partment and enterprise, he would seem to be the only person 
qualified to prepare the budget. 

The form of the budget is very important. Even a budget 
involving several million dollars expenditure can be so set up 
as to be within the understanding of most men. The usually 
accepted form opens with a one-page summary of income and 
a one-page summary of expenditures by colleges. There then 
follow the budgets of each administrative division. Under 
each is a one-page summary giving total expenditures for the 
division or department. This page is followed by final de­
tailed budgets of each department in the college with each 

· individual salary and other expenses. While no trustee could 
hope to judge the wisdom of each salary and item, he can 
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grasp the distribution among the different colleges, the gen­
eral salary range, and the relation of expense to income. The 
trustee must trust the president, deans, and other administra­
tive offices for the wisdom and justice of details. 

The trustees are responsible for the budget as finally ap­
proved. They are responsible to the legislature or donors, to 
the parents and the people at large, to see that the money 
is wisely and economically spent to promote the best service 
of the institution. They are under no direct pressure from 
deans and professors as the president must be. Each trustee 
should feel a keen responsibility to understand the budget 
and satisfy himself that it is conservative, includes all probable 
expenses, and is wise and just. 



CHAPTER 5 

APPOINTMENT OF THE PRESIDENT 

THE selection and appointment of a president is certainly 
one of the most important and usually the most difficult 

task that confronts the trustees. Fortunately, on the average, 
it has to be faced only once in six to ten years. 

The old adage that a stream cannot rise higher than its 
source certainly applies to a college and its president. No 
college can rise above the level of its president in maintaining 
standards, in enthusiasm for generous service, or in vision of 
opportunity. When the trustees choose a man to represent 
them in the administration of their institution they are de­
termining the level of excellence at which the institution will 
operate during his term of service. A president is either a 
leader and a stimulus to every person on the staff, or he is a 
check to ambition, a damper on enthusiasm, and spreads 
indifference or hopelessness through the ranks. This sounds 
exaggerated, but anyone who has served under able and under 
unqualified executives will recognize its truth. If it were 
possible to insure first-class leadership in the president's ' 
office of each of our 1,700 institutions, it would do more than 
any other one thing to improve American education. 

When a board is satisfied with the services of an executive, 
it is always reluctant to change, and there is a strong tendency 
to retain the incumbent too long. It is rare that a president 
over 65 maintains the personnel and efficiency of his college at -
a high level. It would be best if 65 were fixed definitely as the 
retiring age for the president, as well as for all other adminis­
trative officers. In this case the board would know in advance 
exactly when this problem was to be faced. 

[33] 
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While it is highly probable that there is good material 
among the 135,000 teachers and minor administrative officers, 
and the 1,700 college and university presidents to fill any 
vacant presidency, it is certainly a serious problem for any 
single board of trustees to find a man to their taste. Although 
no exact plan to locate the right man for any position can be 
outlined, certain suggestions can be made. 

1. Probably the happiest results are obtained by having a 
joint committee of the trustees and the faculty nominate 
candidates to the board. This seems wise for two reasons. 
The faculty will deeply appreciate the privilege of collaborat­
ing with the trustees in the search for the right man. Usually 
the faculty has to be consulted anyway in one way or another, 
and it can be done best by doing the consulting through a 
faculty committee. The faculty will be most appreciative of 
such a joint committee if they are privileged to elect the mem­
bers who represent them. Further, the faculty members of the 
committee can often get valuable information about men who 
are being considered more easily and more frankly than can 
trustees. 

2. The board should draw up specifications for the kind of 
man they desire. Such specifications, if carefully prepared, 
general, and not too precise, will materially facilitate their 
search. Such specifications may include such items as the 
following: 

Age Education 
Family Scholarly achievements 
Personality Educational experience 
Church relations Financial experience 
Availability at salary paid Ability as a speaker, etc., etc. 

If the trustees can agree on what they must have under a few 
such heads, it will simplify their search by narrowing the 
number of men to be considered. For example, if the faculty 
has gotten into a bad state, and numerous changes must be 
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made and the faculty reorganized, a man must be secured 
who has the judgment and personality to do this reorganiza­
tion most smoothly and effectively. If it is essential to secure 
large additions to the endowment, a man must be selected 
who has ability to secure gifts or devise an organization to 
secure them. 

While men have been spoken of thus far, many women's 
colleges prefer a woman for president and many others might 
be able to secure an abler woman for the office than any 
available man. Women are coming to the front in increasing 
numbers as able executives, and certainly they have numerous 
advantages over men as the executives of many colleges for 
women. All that is said here concerning the selection of a 
man would apply equally to a woman. 

3. There are several areas in which the board can well 
search for a president. 

a. Within the staff of its institution. 
b. Among successful presidents of other institutions who 

might be available at the salary available. 
c. Among the alumni of their institution holding adminis­

trative positions or professorships in other institutions. 
d. Among deans of notable ability in other institutions. 
e. Among professors of administrative ability in other insti­

tutions. 
f. Among men in professions other than teaching. 
The ablest executives will be sure to have men on their 

staffs fully capable to succeed themselves. Certainly the first 
place to look is among the deans and professors of the institu­
tion. These men know the institution, are well acquainted 
with all members of the staff, and with the student body. 
They understand the history, spirit, and personality of the 
institution, and under them the board could be reasonably 
sure that the generally recognized policies would be carried on. 

It is interesting to note that trustees are prone to consider 
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men on the staff of their own institution from an angle different 
from that at which they view men from outside. Of the men 
under consideration on their own staff they ask what faults 
or weaknesses each has and search carefully for disqualifying 
characteristics. Of men outside they ask for their qualifications 
for the position and are inclined to overlook disqualifying 
characteristics. Often in the end they pass over an able and 
tried man on their own staff and appoint an inferior man from 
outside. Many dangers are avoided by appointing a man well 
known to staff and trustees who is well acquainted with the 
institution and the members of the staff. 

At times when no one on the staff can be agreed upon, 
someone outside must be found. The men who have the 
widest acquaintance among available men throughout the 
country are these: the president of the Carnegie Foundation 
for the Advancement of Teaching, New York City; the presi­
dent of the American Council on Education, Washington; 
the secretary of the American College Association, New York 
City; the Specialist in Higher Education, Office of Education, 
Washington. If a letter giving the specifications for the man 
desired and the salary the board can pay, were sent to each 
of these men, their suggestions would be most valuable. 

The members of the faculty should have among their 
number a wide acquaintance among other faculties and may 
have valuable suggestions. 

As time passes and as college administration grows steadily 
more complicated and technical, the chances of securing a 
desirable president from outside the teaching profession de­
creases. Formerly, most college presidents were clergymen. 
Today it is quite exceptional to secure an effective and ac­
ceptable executive from outside the profession of teaching. 

4. The president's salary. It is a good general rule that the 
president should be paid twice the salary of the highest paid 
professorial rank. To pay more rather overemphasizes the 
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importance of his office and tends to create discontent in the 
faculty. To pay less will usually make it very difficult to fill 
the position satisfactorily. The salaries of American college 
and university presidents range all the way from $3,000 to 
$30,000. Most of our forty largest institutions pay from $12,000 
to $20,000. The great majority of our better colleges pays 
from $4,000 to $10,000. It is highly important to remember 
that the salary available is a distinct limitation on securing a 
successful president from another institution, for such a man 
is usually receiving as much or more than you can pay. On 
the other hand, almost anyone on the staff can be secured, 
as invariably the salary available for the president is greater 
than the institution pays any professor or dean. 

Usually it is more satisfactory to pay the president an ade­
quate salary and give him an allowance for travel expense 
and stop there, than to give him an entertainment fund or 
incidental fund. Any such fund must either be accounted for 
in minute detail, which is difficult, or merged with his salary 
in meeting his various expenses, which is very poor accounting 
practice. 

In the great majority of cases a president's house is pro­
vided by the institution, and usually heat, light, and water 
are included. Where this is a simple, inexpensive residence 
commensurate with his salary (not costing more than twice 
his salary), it is reasonable to expect the president to pay out 
of his salary for service. Where the president's house is a 
grander mansion and perhaps beyond the reach of his salary, 
it is reasonable for the institution to provide also all or part 
of the cost of service. 

It generally avoids criticism to allow the president to own 
his own car rather than to provide him with one. The college 
can properly pay him a reasonable mileage of from 3 to 6 
cents a mile for its use in travel for the institution. 

The business affairs, as they touch the president, should be 
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so meticulously handled as to avoid any possible criticism of 
his integrity. 

The tenure ef the president. While the president is often con­
sidered to hold a very permanent place, he is, in fact, much 
less permanent than a professor. Three factors contribute to 
this situation. Many men are not appointed before they are 
50 years old and at best should not serve beyond 65. Their 
term will vary if all goes well from ten to fifteen years. If a 
man is appointed at about 40 years of age and makes a real 
success, he is very likely to be called to a better position in 
another institution before he is 55. Thus his term will be 
from ten to fifteen years at most. Then we have the many 
men appointed to presidencies which they fail to fill in a 
satisfactory manner and who are properly relieved of office 
after from three to six years. In general, the term of service of 
a college or university president is under ten years. A recent 
survey of colleges showed the average term served by a presi­
dent was six years. 

It is exceptionally rare that a board is warranted in retain­
ing a president in service beyond 65 years in age. While 
usually he is as intelligent and his judgment is as good at 65 
as at 50, his vigor and eagerness to hunt for trouble and 
straighten it out is always far less. Much would be gained by 
fixing the age of retirement of presidents definitely at 65. 
Case after case can be cited where an able and distinguished 
president has been retained in office to 70 or 75 years of age 
or older, and where the institution materially deteriorated 
during the latter years of his service. 



CHAPTER 6 

THE RESPONSIBILITY OF THE TRUSTEES 
AS A COURT OF APPEAL 

"\VTHILE the trustees are seldom appealed to in this ca­
W pacity, the fact remains that the trustees are the final 

court of appeal for student, faculty, or the general public 
when they feel some injustice is being done in regular ad­
ministrative channels. These matters may rise from disci­
plinary cases or scholarship failures of students; from failure 
to receive promotions in salary or rank by members of the 
staff; or from some business firm which feels that it has been 
discriminated against in competition for business. When such 
matters are brought to the trustees, it is best to hear com­
plaints fully and also hear the administrative officer or faculty 
member involved and try to work out a solution that will 
avoid the recurrence of such appeals. It is unfortunate when 
the trustees feel unable to sustain the actions of their adminis­
trative officers, but if an error has been made or a real injustice 
done, certainly the administration should unite with the 
trustees in correcting it. If the administration is carried on 
capably and sympathetically, very few such cases will come 
before the trustees. 
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The Responsibilities of Trustees in Determining 
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CHAPTER 7 

BACKGROUND FOR CONSIDERING 
PRESENT COLLEGE PROBLEMS 

IN ADDITION to being custodian of all property, appoint­
ing the president, and serving as a court of appeals, the 

chief function of the trustees is to formulate the policies govern­
ing the institution under their control. 

Usually their policies have gradually developed in an 
informal way. Many policies actively followed are not for­
mally recorded. It would seem, however, that one of the most 
important duties of the trustees should be to formulate, 
record, and from time to time modify policies, and also to 
hold the president to administering the institution under 
their policies. 

Too often you hear the remark that the function and work 
of the trustees is to rubber stamp the actions and recommenda­
tions of the president. This certainly should not be so. The 
chief function of the trustees would more nearly seem to be 
to formulate policies, find out how closely the president is 
carrying them out, and determine what policies should be 
modified. 

To illustrate the types of policies that might well be con­
sidered for adoption by trustees, a considerable number will 
be discussed. It is not thought that any single board would 
formulate fixed policies on all the subjects treated here. 
Rather it is hoped that if any of these matters come before a 
board, the discussions following will give a basis for compari­
son with the policy under discussion for adoption. Before 
entering on the discussion of various aspects of the college 
calling for some policy, it is desirable to give some general 
information about higher education today. 

[43] 
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For Success, All Must Cooperate 

"When the Trustees, the President, the Faculty, the Stu­
dents and the Alumni are all united in cordial cooperation 
and good will, an institution forges forward and accomplishes 
much. Without such cooperation, and upset by distrust, 
a faculty can do only inferior work and an institution can 
accomplish little. Seek good will, confidence and coopera­
tion first."-Personal advice of Dr. Andrew D. Hepburn in 
1911 to the author. 

Each Institution Has a Personality of Its Own 

Each college or university has a personality of its own. In 
every institution of distinction, this personality is well de­
veloped and to it is due much of its influence and educational 
power. 

The personality and individual character of an institution 
is a precious thing, as a man's personality is precious, and 
should not be violated. An executive, supported by his 
trustees, who ruthlessly changes an institution to bend it to 
conformity to his ideas generally does more harm than good. 
No institution is perfect. All should change and grow stronger 
and better, but change and growth should be gradual. A 
president's term of ten years is only 1/100 of 1,000 years, an 
institution's reasonable life. If he can leave the institution as 
good and strong as he found it, or just a little stronger and 
rendering slightly better service, he has done well. 

Types of Institutions 

In this country there is such confusion in names, and such 
various combinations of courses in our institutions that no 
simple classification can be satisfactory. We can make a 
rather satisfactory classification of the types of major courses 
offered by our higher institutions. 

1. College courses-the four years in arts and sciences 
based on four years of secondary school. 
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2. Technological courses-the four years in engineering, 
agriculture, home economics, etc., based on four years of 
secondary school, and designed through the application of 
the sciences to prepare the student for certain specific technical 
positions. 

3. Teacher training courses-teachers colleges and normal 
schools, based on four years of secondary school, and offering 
training in the arts and sciences and in practice teaching 
with the purpose of training teachers for the elementary and 
secondary schools. The normal schools offer two years only 
and grant no degrees. The teachers' colleges offer four years 
and confer the bachelors degree. 

4. University courses-theology, law, medicine, and gradu­
ate work in arts, sciences, and technology, all based on four 
years of undergraduate college work. 

While the above is simple enough it is often confusing to 
designate a particular institution as belonging under one or 
the other classification, because of the fact that many off er 
two or more of the above types of courses, and some colleges, 
founded in the early days of this country, are misnamed 
universities. Massachusetts Institute of Technology and Cali­
fornia Institute of Technology, while certainly schools of 
technology of the higher order, also carry on graduate work 
in certain fields equal to any university in the country. 
Bryn Mawr College and Lawrence College, while in every 
sense excellent colleges, also conduct graduate work of excel­
lent university type in a few fields. Some universities in name 
and in quality of graduate work, maintain no schools of 
medicine, law, or divinity which are usually regarded as 
essential parts of a university, e.g., Brown University, Prince­
ton University. Various state colleges carry on extensive 
graduate work of university type, e.g., Iowa State College, 
Pennsylvania State College. Finally, numerous institutions 
bearing the name of universities make no pretense to do uni­
versity work. They pride themselves on their undergraduate 
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college, as for example, Wesleyan University, Bucknell Uni­
versity, DePauw University. 

Probable Future qf Higher Education 

As a background for the study of these various policies, 
some idea is needed as to the probable future of higher educa­
tion. Amid all our present turmoil, with world war, economic 
uncertainty, and political confusion, no one can predict with 
confidence the future of education, but we can look into the 
past and see the direction to which present tendencies point. 

The proportion of children to adults is decreasing. Already 
the enrollment in the grade schools is decreasing and will 
probably continue to decrease moderately. Later, the number 
of youth of high school age will decrease, but the various 
pressures on all youth to go to high school are still increasing. 
So we have reason to expect some further increase in high 
school enrollment. The power of the pressures to send children 
to high school is seen in the figures for enrollment ( table 3) . 

TABLE 3 

Youth of Age High School Percentage of Youth 
Year 14-17 Enrollment 14-17 Enrolled 

1880 ........ 4,265,000 110,000 2.6 
1890 ........ 5,355,000 203,000 3.7 
1900 ........ 6,134,000 519,000 8.5 
1910 ........ 7,215,000 915,000 12.7 
1920 ........ 9,341,000 2,200,000 28.3 
1930 ........ 9,565,000 4,399,000 47.1 
1940 ........ 9,766,000 (6,500,000) 66.5 

Each year has seen a larger percentage of youth of high 
school age go to high school. It seems certain that, while this 
growth will continue further, we are approaching closely to 
the maximum percentage enrollment. In time some decreases 
will come. 

In a similar way the trend of college enrollment is still 
upward and is likely to continue in that direction for some time 
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to come. High school enrollment is still growing. While a 
great many high school graduates who are unable to do 
creditable college work now enter college, a large number 
who are well prepared for college do not enter. Our people 
are becoming aware of these facts, and it is probable that the 
condition will be gradually corrected. The steady pressure of 
various social forces to increase college enrollment are shown 
by the figures in table 4. 

TABLE 4 

Youth of College College and Uni- Percentage of Youth 
Year Age 18-21 versity Enrollment 18-21 Enrolled 

1880 ........ 4,253,000 45,000 1.06 
1890 ........ 5,151,000 123,135 2.39 
1900 ........ 5,930,000 237,592 4.01 
1910 ........ 7,335,000 355,212 4.84 
1920 ........ 7,343,000 597,880 8 .14 
1930 ........ 8,899,000 1,100,737 12.37 
1940 ........ 9,563,000 1,500,000 15.7 

Each decade has seen a somewhat better adaptation of 
curricula to the needs of students of different types and of 
different vocational objectives. Many things have been done 
poorly, but advances have been made. Much more is to be 
done, and will be done. 

Trustees may assume with confidence that the numbers of 
competent students applying for admission to college, the 
country over, will be maintained and will increase. In con­
sidering the future of any particular institution and its de­
velopment based on the type of education it offers, its natural 
clientele, and its financial resources, present and prospective, 
it can be estimated confidently against a background of 
increasing nation-wide demand for education above the high 
school level. 

It also appears that this increasing pressure will be strong 
for admission to our most outstanding colleges and universities, 
to publicly supported institutions with low tuition, and to 
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institutions in great population centers, especially municipal 
universities with low tuition. There will also be increasing 
pressure for admission to publicly supported junior colleges in 
cities of 10,000 and up. 

The growth of junior colleges has been remarkable. They 
will undoubtedly become more and more a familiar adjunct 
of city public school systems. They should become terminal 
colleges for increasing numbers through provision of various 
vocational courses. A great future lies before our junior col­
leges as is indicated by their rapid growth (table 5). 

Year 

*1917-18 ........... 
1919-20 ........... 
1921-22 ........... 
1923-24 ........... 
1925-26 ........... 
1927-28 ........... 

t1929-30 ........... 
1931-32 ........... 
1933-34 ........... 
1935-36 ........... 
1937-38 ........... 
1939-40 ........... 
1940-41. .......... 
1941-42 ........... 

TABLE 5 
JUNIOR COLLEGES 

Number Jr. Colleges 

46 
52 
80 

132 
153 
248 
405 
436 
493 
522 
528 
575 
610 
627 

Enrollment 

4,504 
8,102 

12,124 
20,559 
27,095 
44,855 
54,438 
74,088 
96,555 

107,807 
129,106 
197,710 
236,162 
267,406 

* Years 1917-28-Statistics of Higher Education, 1937-38, p. 10. 
t Years 1929-42-School and Society, March 1, 1941, p. 286. 

The two parts of table 5 are made up on slightly different 
bases but they give a fairly clear picture of the growth except 
for the increase in number of colleges in 1929-30 over 1927-28. 
The table 1929-41 includes many small colleges omitted from 
the table 1917-28. 

This phenomenal development and growth of junior col­
leges in the past twenty-five years must give great satisfaction 
to their founders, to their boards of trustees, and to their 
executives. They certainly fill an important place in American 
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education. Their growth should impress the trustees of col­
leges and universities with two further facts. (1) The junior 
colleges will continue to provide one or two years of college 
training for an increasing number of local students. Perhaps 
half of these would otherwise have attended a four-year 
college or a university. Thus the latter will continue to enroll 
smaller or very slightly growing classes in the first and second 
year. On the other hand, half or more of the enrollment of the 
junior colleges is made up of students who would never other­
wise have been able to go to college. (2) A large number of all 
these junior college students after one, or more generally two 
years in the local college will transfer to the sophomore or 
junior year of a four-year college or to a university, thus 
steadily swelling the upper classes of these institutions. There 
is every reason to expect that enrollment in the junior colleges 
will more than double, will largely exceed half a million 
students within another ten or fifteen years. It is also probable 
that they will increasingly attempt to offer strong vocational 
terminal courses, especially the larger junior colleges. 

It seems probable that some four-year institutions located 
in cities could form advantageous affiliations with their re­
spective city school systems, becoming the official junior 
college of the system, while continuing their regular four-year 
courses. Coe College in Cedar Rapids, Iowa, Toledo Uni­
versity in Toledo, Ohio, and the University of Akron in 
Akron, Ohio, face such opportunities. Each of these cities is 
amply large to warrant a strong junior college as a part of the 
school system. Unless such a college is organized cooperatively 
between the local institution and the city schools it would 
seem likely to be organized sometime separately as a part of 
the school system. 

A junior college supplementing the city schools, and offer­
ing terminal courses especially designed to train young men 
and women in two years for employment in local industry and 
business, can be of great value to the community, to the young 
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people, and to business. The local junior college has a variety 
of functions, some quite different from those of an ordinary 
four-ye;ir college located in a city. 

This background survey would not be complete without 
some consideration of our teachers colleges and normal schools. 
The former off er one or more four-year courses leading to a 
degree. There are 293 institutions included in the Report of 
the United States Office of Education for 1937-38 (table 6). 

TABLE 6 
TEACHERS COLLEGES AND NORMAL SCHOOLS 

Year 1899-1900 1909-10 1919-20 1929-30 1935-36 1937-38 

Enrollment 
Sept. -June ..... 69,593 88,561 135,435 161,524 136,926 134,693 

Non-degree 
Graduates ..... 11,393 15,430 21,012 49,227 14,448 10,651 

Graduates with 
Degree ........ not given not given 1,296 11,073 18,262 20,422 

Graduate Students . . . . . . . . . . . . . . . . . . ....... . ....... 664 1,020 

Two marked movements are shown in table 6: (1) The 
total enrollment in these institutions lost 27,000 or 16.7 per 
cent from 1929-30 to 1937-38. Other reports indicate that 
the trend is still downward. (2) Graduates from the two-year 
courses are rapidly decreasing: 49,227 in 1929-30; 10,651 in 
1937-38. Graduates from the four-year degree courses are 
rapidly increasing: 1,296 in 1919-20; 11,073 in 1929-30; 
20,422 in 1937-38. It is also to be noted that many of these 
institutions are being changed into liberal arts colleges, or are 
offering liberal arts courses leading to the B.A. degree. Un­
doubtedly these institutions will tend to compete with and 
draw students from four-year liberal arts colleges and uni­
versities. 

With confidence in the general future of college and uni­
versity education and due consideration for the peculiar 
services offered and limitations controlling enrollment, each 
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board should carefully consider the long-time future of the 
institution for which it is responsible. 

Of all our American institutions the colleges and universi­
ties are perhaps the most permanent. While the churches as 
national organizations may be equally permanent, the indi­
vidual centers of worship shift with population shifts. In 
Europe there are many universities which for from 500 to 
1,000 years have been on their present sites. Each is more 
vigorous and full of life now than ever before. We may well 
look on most of our American Colleges and Universities as 
equally permanent. If we think of an institution as having 
a natural life of 1,000 years or more, the urgency for physical 
improvements becomes less, and the importance of able intel­
lectual leaders for the present, seems more urgent. We are 
certainly concerned with the present; buildings will come. 
That leadership is best which points toward better education 
rather than toward better buildings. 

The Importance to a Small College of Distinct Appeal 
or Distinctive Personality 

In the early days all colleges were small. The great majority 
of students came from the small area near the college. All 
colleges were much alike. 

Today all this is changed. Distance is a minor obstacle to 
the student. Many institutions now receive over 25 per cent 
of their students from outside the state in which they are 
located; 94 per cent of Dartmouth students come from outside 
New Hampshire. Colleges differ greatly among themselves 
in the courses offered, the clientele to which they appeal, and 
in the quality of students admitted. 

The State Universities have grown enormously, offer a 
wide variety of courses, and charge low tuition. They offer 
strong competition to the small colleges which have developed 
no individual strong appeal of their own. 
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On the other hand, our best colleges of high standards, and 
those which for some reason appeal strongly to some special 
group or type of patrons, have more applicants for admission 
than can be accepted. Sarah Lawrence College, Swarthmore, 
Oberlin, Antioch, Haverford, Vassar, California Institute of 
Technology, and a good many more, each turn away yearly 
hundreds of applicants for admission. Many other colleges 
have all they can accept each year. The private colleges 
enrolling 400 to 800 students can offer their students much 
that the great public institution with thousands of students 
cannot offer. When they try to imitate the state university in 
offering a wide range of subjects, they waste their oppor­
tunity. To succeed they must be strong in some aspect of 
service in which the great university with thousands of stu­
dents cannot compete. The small college must be outstand­
ingly strong in some aspect of service in which it can be 
outstandingly strong. Some of our best colleges maintain 
high standards of admission and high scholarship require­
ments for continued residence. Some give the most careful 
attention to fitting instruction to the needs of the individual 
student. Some appeal strongly to the membership of certain 
religious denominations. Some require every student to earn 
part of his expenses and so give them real experience in labor. 
Almost without exception those colleges which really give a 
valuable service to their students beyond the usual routine 
course, have all the students for which they can well care. 
It is true, however, that the day is past or rapidly passing, 
when any college, offering a usual arts course, and with no 
special advantage, can count on a good enrollment of local 
students. 



CHAPTER 8 

ENROLLMENT, ADMISSION REQUIREMENTS, 
AND LIMITATION OF NUMBERS 

W ITH the purpose of illustrating the types of problems 
which can properly be controlled by trustee policy, and 

also to give some information as to common practice about 
these aspects of college administration, a considerable number 
of problems, frequently before the president and trustees, will 
be discussed at some length. As we have 1,700 different sets of 
conditions limiting our 1,700 institutions, no two are exactly 
alike, and much that follows will not be applicable to any 
particular one. However, reference by a trustee to a subject 
discussed here will enable him to enter on consideration of 
the matter as it applies locally, with some useful background. 

College Students, Enrollment Limitation, 
and Admission Requirements 

A college must have students; the whole operation revolves 
about the students. Naturally, there is much concerning 
students in which the trustees should interest themselves. In 
the first place it is highly desirable for the trustees to de­
termine the number of students which the institution should 
enroll. 

Who Should Go to College 

This is a question that is much debated. Each parent is 
usually sure that his child should go, but he is doubtful about 
some of his neighbors' children. One school of thought urges 
that it is the duty of the college to offer courses suitable to the 
needs and ability of every youth, that the college should suit 

[53] 
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its standards and requirements to the needs of youth. Another 
school urges that altogether too many are now going to college, 
that we are training far too many for white collar jobs and 
spoiling many laborers, tradesmen, and mechanics; 

Combining the suggestions of the psychologists that about 
10 per cent of all youth have the native ability to profit 
greatly by college training, with our experience at Iowa State 
College, it seems probable that about 15 per cent of youth 
would well repay the expense of college training. At present 
we have about 13 per cent of youth of college age in college. 
Of these probably a quarter lack the ability or the ambition 
necessary to profit largely. On the other hand, there are a 
great many youth not in college who would profit greatly 
from college training. If we are able to exclude the least 
worthy and replace them with others with the ability and 
eagerness for college but now excluded by lack of money, we 
will see the college enrollment increase somewhat further. 

From the above we conclude that the present enrollment 
is not too large; in fact it probably should still increase slightly. 
On the other hand, it would be advantageous to all if those 
unqualified to profit from college were excluded and replaced 
by an equal number of able youth who are not now financially 
able to attend. 

Size of Enrollment 

There is no greater fallacy than that constantly growing 
enrollment is desirable. Each institution at a given time has a 
certain optimum enrollment which it can serve best. This 

- , optimum is fixed by income, physical plant, types of work 
offered, and size of faculty. It may be greater or less than the 
actual current enrollment. Its determination is important, 
and when the trustees fix the enrollment to be aimed at, this 
figure determines many others-the size of faculty, number 
and size of class and laboratory buildings, dormitories needed, 
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and income required. As time passes, the demands for service 
and the institutional resources change, and the trustees will 
be obliged to resurvey the situation and perhaps change the 
enrollment goal. However, they will serve their trust much 
better by keeping the enrollment at a carefully determined 
figure, than by letting matters drift and hailing every increase 
as a welcome gain. 

The present enrollment in our 1,700 colleges and universi­
ties varies from less than 50 to over 16,000 in actual atten­
dance at one time. It is evident that the matter of size has 
many aspects. These can best be considered by taking the 
different types of institutions separately. 

In a junior college, covering two years of college work only, 
we have one type of problem. Most junior colleges are public 
institutions, administered as a part of the public school systems. 
Many are housed in the high school building. The usual 
tuition is $100 a year. For reasonable efficiency such colleges 
should enroll as a minimum at least 100 students and prefer­
ably 200. With such an enrollment and with $100 tuition 
they can be operated without great expense to the school 
system and with value to the community. On the other hand, 
in many of our large cities we have junior colleges enrolling 
several thousand students, and generously equipped with 
buildings. In every case the size will depend on the financial 
resources, the variety of courses offered, and the number of 
high school graduates living within convenient distance. The 
most common error is to open a junior college in a community 
too small to either provide a minimum number of students, 
or finance the enterprise. 

Privately supported junior colleges usually limit their en­
rollment to numbers determined by endowment, fees charged, 
and the type of service they plan to render. 

Another problem is presented by the four-year colleges. The 
great majority of these are liberal arts colleges with enroll-
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ments from 200 to 1,500. While in some cases the tmt10n 
charged is as high as $500, it is usually from $150 to $300. 
Maximum salaries range from $1,500 to $5,000 or $6,000. 
Endowment income varies greatly. It is easy to see that within 
this group, widely varying conditions exist. In general it is 
most economical, and most efficient in other ways, to enroll 
at least 400 students. As educational practice now stands, a 
certain minimum number of different departments must be 
maintained in a college. Four hundred students permit this 
minimum number of departments, with adequate staff and 
reasonably sized classes. Up to 400, each additional student 

/ brings in tuition with no increase in expense. Above 400 the 
additional expense for added instructors, etc., is likely to be 
greater than the tuition received. An increase above 400 
should be determined largely by the endowment income. 

Some institutions maintain an enrollment that appears to 
be much below their financial resources because there the 
desirable number is fixed for some special purpose. Haverford 
College has always maintained very high requirements for 
admission and a small enrollment. Sarah Lawrence College 
is endeavoring to adapt its educational services very exactly 
to the needs of each individual student. This program cannot 
be carried out with large numbers. 

Each institution justifies careful study. Size without quality 
is a poor basis for operation. It is far better to limit size and 
maintain creditable standards of admission and reasonable 
salaries for the staff. 

It is also worthy of remark that in areas where other similar 
institutions are near at hand, a limited enrollment is more 
reasonable than in areas where no other institution is avail­
able. 

Among the universities quite a different enrollment problem 
is faced. These institutions are made up of a number of sepa-
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rate colleges or schools and many major departments. Each 
college and department presents an enrollment problem. It 
is essential that a certain minimum number, different in each 
case, be enrolled for reasonable efficiency. Also many schools 
and departments have maximum enrollment limits fixed by 
factors beyond control; for example, clinical and hospital 
facilities put a definite limit on the enrollment in a medical 
school. However, there are always numerous departments 
and colleges for which the enrollment must be determined by 
the trustees or left indeterminate. The tendency of any college 
in a university or any department left to itself is to increase 
its enrollment as much as possible and thereby magnify its 
importance in the institution. 

In institutions laying stress on the graduate college, it is 
essential that the staff be adequate to carry both graduate and 
undergraduate work. This often raises a serious question 
whether undergraduate enrollment will be limited to allow 
for the development of the graduate college, or whether 
graduate work will be put in second place and undergraduate 
enrollment remain unlimited. This problem is now confront­
ing all our larger state universities. The importance of gradu­
ate and research work carried by them is certainly increasing. 

Privately supported universities usually have limited their 
enrollment. As examples we may note the data in table 7. 
As contrasted with the data in table 7, note the enrollment and 
expenditures of several leading state universities as shown in 
table 8. 

In tables 7 and 8, the "expenditure per student" does not 
mean the amount spent on the education of each student. 
Expenditures in each of the ten institutions are made for a 
wide variety of objects. In the main the above private institu­
tions pay higher salaries, and spend a larger percentage of 
their incomes on research than do the state universities. 
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TABLE 7 

Total 
Enrollment Current Expenditures 

1940-41 Expenditure per Student 

1. Harvard .............. 7,927 $14,242,000 $1,800 
2. Chicago ............... 6,063 10,567,000 1,740 
3. Yale .................. 5,349 9,000,000 1,685 
4. Massachusetts Inst. Tech. 3,138 4,854,000 1,550 
5. Princeton .............. 2,680 3,960,000 1,480 

Without question, however, the private institutions above do 
spend much more on each student than is spent by the public 
ins ti tu tions. 

In the above private universities only carefully selected 
students of good ability are admitted, and the number of 
entering freshmen is limited in each case. High tuition fees of 
$500 to $600 are charged, which also tend to limit students. 
However, numerous generous scholarships open to able stu­
dents of limited means are provided. A very definite effort is 
made in each institution to secure the ablest students possible. 

TABLE 8 

Total 
Enrollment Current Expenditures 

1940-41 Expenditure per Student 

1. California (Berkley) ..... 16,946 $10,205,000 $600 
2. Minnesota ............. 15,167 11,050,000 730 
3. Illinois ................ 13,551 8,140,000 600 
4. Michigan .............. 11,952 10,716,000 895 
5. Wisconsin ............. 11,397 9,553,000 835 

In the public univers1t1es listed in table 8 there is much 
less emphasis on admitting only students of high ability. 
These schools are state supported, so funds can be procured to 
care for increased enrollment, and it has been regarded as 
inexpedient to insist on high entrance requirements. Tuition 
is low, from $60 to $200. The private universities graduate a 
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large percentage of those admitted, but the percentage gradu­
ated from the state universities is much smaller; large numbers 
of those admitted are unable to do the work required. There 
is a growing sentiment that ample, publicly supported trade 
and technical schools above high school should be provided, 
and that public universities and institutes of technology should 
admit only students who have shown ability to do the required 
work. Such a limitation would result in better economy of 
operation and in higher standards in the public insitutions. 

In all universities, public and private, the question of opti­
mum size is of serious concern to the trustees. These great 
and important institutions, costly and serving a wide variety 
of interests, should be studied constantly to determine what 
departments or colleges are too large or too small, what 
should be added and what should be discontinued, what are 
most expensive, and whether they warrant their cost. It is 
only as the president and trustees consider the results of such 
studies that they can wisely guide these institutions to their 
most valuable services to society. 

Admission Requirements 

Formerly, great stress was placed on the subjects an entering 
student had studied. This emphasis is still marked, but there 
is general recognition of the fact that the subjects studied are 
less significant than the quality of the student's mind and his 
interest and ability to apply himself to study. A student rank­
ing in the upper one-fifth of his class in the secondary school 
has a very high probability of success in college, while students 
in the lowest third of their secondary school class can have 
little hope of graduation from college regardless of what they 
studied. 

Of our 1,700 universities, colleges, teachers colleges, and 
junior colleges, by far the greater number accept any student 
who applies for entrance, provided he has been graduated by 
an accredited high school. 
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This results in the admission of a very large number who 
lack the preparation and the motivation to do creditable work 
in college, and to graduate. Depending on the type of institu­
tion and its standards, from 30 to 60 per cent of those ad-

> mitted on high school certificates without any further require­
ment fail to graduate. 

While at first thought this might seem a reflection on the 
high schools, it is really not so. The high schools are open to 
all who finish the grades, offer all types of work, and make no 
pretense that all their graduates are prepared to do college 
work. If the high school principal is asked seriously to recom­
mend students for college entrance, he rarely recommends 
those who are graduated in the lower half or third of their 
class. The high school emancipated itself from the status of a 
college preparatory school several decades ago and prides 

- · itself on being the terminal school for many pupils, and to that 
end usually offers many courses which make no pretense of 
being preparatory to college. 

The free admission of all high school graduates, where 
practiced, is based on one of the following reasons: 

1. The institution seeks numbers regardless of quality. 
2. The college is a democratic institution and therefore 

should be open to all. 
3. Any taxpayer's child who is a high school graduate is 

entitled to enter a publicly supported institution. 
None of these reasons is sound. Every college, however 

elementary, has standards, and when students are admitted 
who cannot and will not meet these standards and are forced 
to drop out, both the college and the student suffer. 

In most cases publicly supported institutions hesitate to fix 
high admission requirements or to put a limit on enrollment. 
All students who are graduates of standard high schools are 
accepted in the freshman year on their certificates. Of course, 
the great majority of all those who rank in the lower half of 
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their high school classes fail to graduate, and many fail out 
during the first year. With everyone knowing that college 
is more difficult than high school; that the majority of those 
entering college were graduated from the upper one-third 
of their high school classes; and that students whose interest in 
learning is so slight that they are content to remain near the 
bottom of their high school classes for four years are extremely 
unlikely to do creditable work in college in competition with 
much more capable students; with all this common knowledge 
it seems strange that this policy of admitting all high school 
graduates is continued. It is doubtful whether students gradu­
ating in the lowest third of their high school class get any 
considerable benefit in college. It is surely doubtful wisdom to 
admit students to courses in which there is no chance of 
success. A much wiser plan would be to admit on certificate 
students graduating in the upper one-fourth or upper one­
third of their classes and require those of lower rank to prove 
their ability to do college work by passing a reasonable entrance 
examination. 

Not only is the admission of unprepared and weakly moti­
vated students of very slight value to them, but it is a useless 
expense to the state or municipality, and it tends strongly to 
lower the general level of standards in the institution. It is 
probable that changes for the better will come about in this 
matter before many years pass. The theory that the state or 
the city will provide adequate funds to suitably instruct all 
who enter is less and less true. 

Even now our publicly supported penitentiaries, insane 
hospitals, institutions for the feeble minded, and hospitals 
for treatment of tuberculosis, all have very strict requirements 
for admission, and state universities for quite different but 
equally important reasons should follow their example. 

Of our 1,700 institutions about 30 have very high require­
ments for admission-graduation from an accredited school 
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in the highest 1/7 or 1/5 of the class or by passing the College 
Entrance Board examination. Of these institutions a number 
admit from those thus qualifying only a limited number who 

I 

through a personal interview by a staff official seem most 
promising. As most of these institutions strictly limit the num­
ber of freshmen and as they have two or three times as many 
qualified applicants for admission, such requirements are wise 
and very reasonable. 

Between these two extreme groups a few hundred institu­
tions require something more than mere graduation from high 
school. 

As has been remarked in other connections, far too many 
American colleges and universities pride themselves on num­
bers to their serious disadvantage. At least moderate entrance 
requirements beyond mere graduation from high school, such 
as limiting admission on certificate to those in the upper half 
of the class, would be reasonable and would exclude those 
who could profit least. It would tend to raise standards and 
reduce costs, and would relieve administrative officers, parents, 
and students of many unhappy hours. The time must surely 
come when there is better vocational guidance and better 
cooperation between secondary schools and colleges to the 
end that students in the secondary schools who lack qualifica­
tions for college work will become fully aware while in the 
secondary school that college has nothing to offer them. At 
the same time our country needs widely distributed vocational 
training schools, accepting students at high school graduation 
or possibly after two years in high school, and giving them 
training for specific employment, somewhat below the level 
of college graduates and in lines which require youth with 
some special training for useful employment. The junior 
colleges may develop so that they will meet this demand. 
However, at present the typical junior college merely dupli­
cates the first two years of a liberal arts college. 
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It is certainly a very important duty of trustees to maintain 
a carefully defined policy relative to admissions, such as will 
best conserve the standards of their institution and give the 
best service to their constituents. This will usually involve 
(1) a determination of the number of entrants that the institu­
tion can most advantageously accept and (2) fixing entrance 
requirements that will secure the most competent among 
the applicants to fill that number. 

The Limitation qf Enrollment 

Many institutions have a definite numerical limit to the 
number that may be admitted to the first-year class, either in 
the whole institution or in one or more departments. Such a 
fixed limit usually operates so that only the best prepared 
applicants are admitted. 

As standard requirements for medical school instruction 
now stand, the first-year class in every good medical school 
is definitely limited to the number who can be well accom­
modated with clinic and hospital facilities. Admission to each 
of the ten veterinary colleges in the country is limited by simi­
lar factors. Admission to other university colleges could well 
be limited to a number who could be placed in professional 
positions on graduation. 

Limitation of enrollment in the graduate school of every 
institution could well be imposed. This applies especially to 
those entering on the work for the Doctorate. While admis­
sion to study for the Master's degree should be reasonably 
liberal, there seems to be little reason to admit any but very 
able students to study for the Doctorate where high scholar­
ship and real competency in research are supposed to be 
required. The fact that 90 institutions conferred the doctorate 
in 1940-41 on over 3,500 persons would seem to indicate that• 
in many cases high ability was not required. Each institution 
could well redefine its purpose in maintaining a graduate 



64 MANUAL FOR TRUSTEES 

school; re-evaluate its degrees and the fields m which they 
are conferred; and consider the demand for graduates with 
advanced degrees, and the institutions offering graduate work 
similar to that which it offers. In the light of such a study an 
institution could determine what limitations on graduate work 
would be wise for itself. 

The trustees of every institution should concern themselves 
with problems of enrollment, not just inquire as to whether 
the total enrollment has increased-such inquiries are very 
common-but insist on constant studies of the desirable en­
rollment in each college, school, and department with a view 
to determining what specific enrollment, under existing con­
ditions, will result in the best results for the students, for the 
institution, and for service to the public. 



CHAPTER 9 

THE CAMPUS AND BUILDINGS 

W HEN the trustees have determined the desirable number 
of students to be enrolled, they are in a position to 

estimate their needs for land. An educational institution 
rarely has too much land for campus and recreation. 

Sports and athletics for all students are more and more 
generally recognized as highly desirable. Well-kept playing 
fields near the living quarters of the students are great incen­
tives to exercise. As soon as a campus is surrounded by busi­
ness or residential buildings additional land may easily cost 
$10,000 to $30,000 an acre. Including golf and all out-door 
sports, a fairly generous area for sports and athletics would 
require an acre of well-developed sports area for every twenty 
to fifty students. Unless it were endowed or financed in some 
special way, a college golf course would not be practical for a 
small college. For campus proper probably an acre for fifty 
students would allow generous space; of course, in a city 
where land sells by the square foot rather than by the acre, 
much less is ample. 

A study by an able landscape architect of the site and build­
ings together with the location of anticipated future buildings, 
athletic field, and play grounds, will quickly reveal the land 
needs. Every effort should be made to provide for these. 

Usually any landscape plan has to be modified as time goes 
on. Changes in size, objectives, alteration in building plans, 
etc.-all tend to change the campus plans. A revision of the 
plans from time to time to meet these needs will retain the 
symmetry of the campus and allow for changing demands. 

An annual item in the budget for trees and shrubs will mean 
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a very great deal for beauty and will provide for trees dying, 
and removed on account of improvements. 

The services of a landscape architect are indispensable in 
the wise, intelligent, and beautiful development of any campus. 

The trustees' responsibility is to see that a competent land­
scape architect is employed, to see that it is arranged for him 
to work with the president and the college architect in develop­
ing and modifying plans, and to approve or disapprove final 
plans and changes. 

Building Plans 

As occasion arises to erect new buildings, the responsibilities 
of the trustees are to select or approve the selection of an archi­
tect, to study and approve the type of architecture proposed, 
and finally to approve the building plans_. 

The board will ordinarily have a building committee which 
will have legal authority to act for the board on detail, 
approve estimates of contractors, etc. The board as a whole 
would approve the architect, determine with his advice the 
type of architecture, approve the plans for a specific building, 
and approve its location. 

One of the common errors in college buildings is to erect 
buildings so designed that they cannot well be enlarged. 
Unless the total enrollment is very definitely fixed, it often 
becomes very necessary to enlarge buildings. If the chemistry 
building is too small, either it must be enlarged or a new 
building must be built. Wherever possible some provision 
for enlargement should be included in the plans. 

It cannot be too strongly emphasized that the department 
which is to use a building should be fully consulted by the 
architect, and that the preliminary plans should have the 
approval of the department before being adopted. Unless 
this is insisted on, the architect will often hurry the plans to 
completion, and the resulting building will be much less 
serviceable than it otherwise could be. 
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Not only should there be a campus plan worked out by a 
competent landscape architect in collaboration with the ad­
ministratiqn until acceptable to the trustees, but building 
plans should be prepared in advance of needs, or at least in 
advance offunds for building, that will harmonize with present 
building and that will allow generously for future growth. 

Often when money becomes available, either through a gift 
or through state appropriations, there is pressure to build 
quickly, and the preparation and consideration of plans are 
unduly hastened. College and university buildings, while 
conforming to certain types, differ greatly in detailed use. 
Much the best results are obtained if the architect can work 
at leisure, cooperating with the department involved, in work­
ing out floor plans, space needs, plans for the enlargement of 
the building if such will probably be needed, and the develop­
ment of a sketch plan of the exterior. If such preliminary 
plans can be developed in advance of securing the funds 
necessary for building, to the point of securing the approval 
of the department, the president, and the trustees, the ultimate 
satisfaction in the building is largely assured. A competent 
architect and landscape architect, both sympathetic with the 
institution and willing to cooperate fully with each other and 
with the president and department heads to secure what will 
be most serviceable, and a board of trustees demanding that 
building needs be largely anticipated, will save many regrets 
and much waste. A book by C. Z. Klauder on College Archi­
tecture, and a number of booklets on college buildings, pub­
lished by the American College Association, may be found of 
value to trustees of colleges. They aim to cover the needs of 
colleges rather than those of the great universities. 



CHAPTER 10 

THE SCOPE OF THE WORK OF AN INSTITUTION 

ONE of the most important policies of any educational 
institution is to determine its scope. This policy should 

always be carefully and definitely fixed by the trustees and 
modified by them as circumstances warrant. 

The executive is constantly under pressure and temptation 
to expand and broaden the scope of instruction. Too-ready 
yielding to such pressure involves the institution in increased 
expenditures and often in unwise duplication of work else­
where. 

The problem is quite different in the college and in the 
university. 

The College 

In a small college probably the smallest possible number of 
separate departments would be six: 

Ancient and modern languages 
English language and literature 
Social sciences (history, economics, and sociology) 
Mathematics and physical sciences (physics and chemistry) 
Biological sciences (zoology and botany) 
Philosophy, psychology, and education 

Here six professors with such assistant professors and instruc­
tors as needed could carry the work of a small liberal arts 
college. Six professors and eight or nine instructors could 
teach adequately 200-250 students. 

As finances and enrollment justified, this could gradually 
be expanded to eighteen or twenty or more departments, 
each with a full professor in charge with such associate and 
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SCOPE OF THE WORK 69 

assistant professors and instructors as are needed and can be 
properly financed. Such an organization might well include 
the following departments: 

English language and literature 
Modern languages (Spanish, German, and French) 
Ancient languages (Latin and Greek) 
History 
Economics and sociology 
Psychology 
Education 
Philosophy and religious education 
Mathematics 
Physics 
Chemistry 
Biology (botany, zoology, and geology) 
Music 
Art 
Physical education for men 
Physical education for women 
The expansion should certainly be cautious, care being 

taken that the existing departments are strong before any 
additions are made. Departments should be added in the 
order in which they will serve the largest number, and most 
truly serve the students. 

It is most highly desirable to have able teachers rather than 
many teachers. Excellent work can be done in a small college 
with a ratio of one teacher to fifteen students, and even with 
one teacher to twenty students. In most cases, with relatively 
inadequate funds, better general results will be obtained with 
higher salaries and abler teachers, rather than with more, less 
able teachers on low salaries. The total available for salaries 
is always rather closely fixed, and the average salary must 
always be determined by the number of teachers. 

Most small colleges are very sensitive to the competition 
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for students with large state universities with low fees and a 
rich variety of courses. They are constantly tempted to enrich 
their curriculum by adding courses and instructors. No col­
lege can compete with a large institution in the variety of 
courses offered. The chief strength of the college must lie in 
the intimacy of smaller numbers, in the personal acquaintance 
of faculty and students in special services to the individual not 
possible with great numbers, and in such special emphasis 
as each college may stress, as for example, serving the young 
people of a particular religious denomination, as at Ohio 
Wesleyan, or in offering honors courses to very able students, 
as at Swarthmore. 

The whole financial problem of any college largely revolves 
about the ratio of students to teacher and the number of 
separate departments maintained. The trustees should be 
concerned that a sound policy along these lines is fixed for 
their college. 

The University 

Under the designation "universities," we are including all 
institutions encouraging research on a considerable scale and 
offering graduate work for the doctorate. There are between 
75 and 100 institutions more or less properly included here. 
Their problem is much more complicated than that of the 
college. 

With a few exceptions their work is organized into a group 
of colleges, so the first question of policy relates to what 
colleges or schools the institution should maintain. Usually 
every one of these institutions will have a college of liberal 
arts, or a college of science, or both. Almost without exception 
there will also be a graduate school or graduate college. In 
addition there may be from one or two to ten or more colleges 
each with a dean and separate faculty. The more usual are 
law, medicine, theology, dentistry, pharmacy, engineering, 
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journalism, business and commerce, agriculture, veterinary 
medicine, home economics, fine arts. Various other schools 
and colleges may be found in our universities. The wisdom 
of including all or any of these colleges in a given university 
system is an important matter for the trustees to decide. A 
creditable medical school enrolling 250 or more students must 
have access to a large and well-run hospital. The annual 
budget will be well over $200,000 and may be $300,000 or 
$400,000. The country needs a certain number of medical 
school graduates each year. There are at present 65 four­
year medical colleges in the United States. Nine four-year 
medical colleges are located in Canada. The question of 
whether to add a medical school and if so how large, with what 
special lines of research and financed by how large a budget­
all are matters of policy vital to the trustees, and the enter­
prise should not be undertaken unless they are assured that 
such a school is badly needed, and that they have ample funds 
to carry it on successfully. 

Every university will need to maintain a college of arts and 
science, to provide basic work, not only leading to a bachelor's 
degree but giving courses essential to all the other colleges. The 
desirability of each additional college should be determined on 
the basis of need and finance. Some of our smaller state uni­
versities neither need nor can they adequately finance many 
colleges. Some colleges, as for example, medicine, can well be 
left to larger, nearby institutions. Other fields, such as journal­
ism, may be provided for by a few courses in the arts and 
science college rather than by offering more extensive courses 
organized in a college of journalism. 

Further, some fields of training employ a rather limited 
number of trained men, and these can be prepared in a small 
number of institutions; for example, ten veterinary colleges 
supply the forty-eight states with veterinarians. 

The same type of questions arise relative to each department 
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authorized in each college. Shall a college of engineering 
offer civil, mechanical, and electrical engineering only, or 
shall departments of chemical, mining, structural, sanitary, 
nautical, aeronautical engineering, etc., be added. In each 
case the first question relates to the real need for the depart­
ment, and whether, if it is provided, enough students will 
enroll to justify the employment of an adequate number of 
capable instructors; whether the demand for trained men in 
the field is already adequately supplied by existing depart­
ments; and whether, if graduates are turned out, they can be 
placed in suitable positions. Finally, will the budget stand the 
added expense? 

Another question should always be considered. To what 
extent is it planned to carry on research and graduate work 
in the proposed department? This is an important question, 
for significant research and graduate work leading to the 
doctorate certainly cost money. 

The consideration of research and graduate work can very 
properly be considered in three grades. 

Almost any department with competent instructors can 
and should carry on minor, inexpensive research for the 
satisfaction and growth of its staff members. Such a depart­
ment can properly offer work for the masters degree occa­
sionally without appreciable added expense. Such minor 
research and graduate work might almost always be ap­
proved. 

If, however, it is proposed to employ professors ofrecognized 
research ability and provide them with adequate research 
facilities, and train students for the doctorate, very consider­
able expense is involved and should be anticipated. 

Research and graduate work can be carried on at a still 
higher level where the institution seriously endeavors to main­
tain a department in the very first rank. In each highly 
specialized field of knowledge, as for example, in plant physi-
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ology, atomic physics, municipal government, or labor prob­
lems, there are only a very few, perhaps three to ten out­
standing men in America, and they command salaries of from 
$6,000 to $12,000. If an institution proposes to rank at the 
top in any field, it must maintain on its staff one or more of 
the ablest men in the field. Any notable institution may 
properly be ambitious to maintain a few distinguished research 
departments, but only the very richest can maintain more 
than a few. Six of our strongest graduate schools each offer 
graduate work for the doctorate in only about 60 per cent of 
the fifty-one fields listed in "Doctoral Dissertations" and are 
doing outstanding work in less than half this number. Many 
of these fifty-one fields could well be subdivided into from 
two to ten important subfields. 

Most institutions entitled to be classed broadly as universi­
ties may be offering work in from 50 to 100 departments. It 
is certainly the business of the trustees to determine in which 
of the following categories each of these departments is main­
tained: 

a. Strictly a service department, offering undergraduate 
courses, but no graduate work whatever and carrying 
on no specially financed research. 

b. Largely a service department for undergraduate work, 
but offering work for the masters degree and doing 
minor research. 

c. Offering undergraduate and graduate courses and train­
ing students for the doctorate. Carrying on extensive 
research work. 

d. Maintaining graduate and research work ranking with 
the best in America and staffed with one or more of the 
most distinguished men in the field. 

Too often, in the absence of rigid control by trustees and 
president, all departments attempt to offer graduate work for 
the doctorate, and much mediocre work is done. Particularly 
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for the doctorate, distinction comes only from graduating 
able men who fully maintain the reputation of the institution. 
It is far better and more useful to maintain truly high grade 
graduate and research work in a limited number of depart­
ments peculiarly suited to the type of institution and its 
location, than to spread out into more fields than can be 
financed at a high level. 

The trustees are too prone to accept the organization of an 
institution as it is without question. They overlook the fact 
that every institution has grown through opportunity, through 
the enthusiasms of donors, presidents, and trustees; that during 
weak administrations strong professors have pushed their 
departments to an unwarranted prominence; and that some 
departments are weak that should be strong. They also some­
times forget that a college or university is a living, changing 
organism, maintained to serve a changing society. It is also 
very conservative and responds to pressures slowly. Every 
department and college should be constantly scrutinized in 
the light of current social needs, and the trustees should 
assure themselves that in each field, support is in proportion 
to the demand for service. Departments and colleges which 
cease to be necessary should be discontinued. New depart­
ments and colleges for which there is a real need should be 
established. 



CHAPTER 11 

THE FACULTY 

MANY of the problems confronting the trustees relate to 
the faculty. A happy, contented faculty, working effi­

ciently and working in cordial cooperation with each other 
and with the administration, depends largely on the policies 
affecting them and their work that are adopted by the trustees 
and followed by the administration. 

The trustees should never lose sight of the fact that nothing 
can take the place of inspiring teachers, of fine personality 
and noble character. 

All teachers impart knowledge to their students, some few 
leave a personal imprint of their character and personality 
on their students. These latter are the men and women who 
really teach and develop the best that is in the students. These 
teachers are personally acquainted with their students; they 
do most for small classes, through intimate contact. They 
open themselves to their students and give them freely of their 
experience and wisdom as well as of their knowledge. Such 
teachers are never forgotten. The memory of them and their 
classes remains a permanent part of the student long after all 
knowledge acquired there has been forgotten or merged in 
one's general body of information. Fortunate are the students 
who come under such teachers. Fortunate are the institutions, 
which in these days of specialization and detailed research, 
number such teachers on their faculties. 

Appointments and Promotions 

While the trustees should leave all selection of new staff 
members, and all promotions, wholly to the president and 
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deans, they should concern themselves with the policies relative 
to new appointments and promotions. 

Nothing is much more objectionable or more detrimental to 
·, morale and academic standards than trustee-dictated appoint­

ments to the staff. In fact it is rarely wise for any trustee to 
make any suggestions as to who should be appointed, pro­
moted, or discharged. A suggestion from a trustee is often 
misinterpreted as an order. 

On the other hand, a sound policy on these matters, fixed 
by the trustees, if they hold the president to the policy, can be 
most helpful. In another place the tenure of the president has 
been discussed. Here, however, it is well to note that every 
president who is retained too long shows his failing usefulness 
early in acquiescing in undesirable appointments and un­
warranted promotions and in retaining too long unpromising 
teachers. It is a very common experience for a newly ap­
pointed president to find on the staff a considerable number of 
members who are of relatively little value, but who have been 
retained so long that it is difficult to drop them or secure them 
other employment. 

Two vital points of policy that should be followed are: 
(1) To appoint or promote no one to a professorship or 

associate professorship without the most careful scrutiny and 
the confident opinion that in ability and personality, in 
success in teaching or in research, or in both, he is the man 
desired as a permanent member of the staff. 

(2) To retain no instructor or assistant professor more than 
three or six years unless it is definitely planned to retain him 
permanently. 

The crucial point in building a strong staff is in employing 
only very capable persons in the lower positions. If a high 
standard is maintained at the bottom it insures able young 
men of proven ability and personality for promotion, and 
relative ease in securing positions elsewhere for those who can­
not be promoted. 
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There are a great number of teachers with the appropriate 
degrees and unobjectionable character who lack personality, 
enthusiasm, and vigor which a successful teacher must have. 
These teachers usually grow less useful with time, and they 
give little to students. If appointed to lower positions, they 
could certainly be identified in a few years and should not be 
retained. Far too many of such teachers are on the staff of 
every institution. 

If the trustees called for a discriminating report on all 
staff members each year, it would go a long way to keep the 
executive up to the mark in this vital matter. Staff members 
in each of the usual four grades (professor, associate professor, 
assistant professor, instructor) can be rather readily grouped 
in three classifications: 
1. Those who are so valuable that they cannot be replaced 

for the same salary and who should be considered for pro­
motion or salary increase. This group usually includes a 
few persons who are so useful and so loyal and who have 
so woven their lives into the fabric of the institution that 
no one could replace them. 

2. Those who could be replaced at the same salary, but 
probably could not be bettered at that salary. The assump­
tion is that they should be retained without promotion or 
salary increase, unless they are instructors or assistant 
professors, and have reached the term limit of employ­
ment and so should be promoted or assisted to an appoint­
ment elsewhere. 

3. Those who could be replaced by more valuable staff 
members at the same or a lower salary and who should 
presumably be replaced. 
If the trustees' committee on teachers, by whatever name 

it may be called, would give one day each spring to such a 
report and a discussion with the president of what he proposes 
to do in promotions and in the removal and replacement of 
the least useful staff members, much good might be accom-



78 MAND AL FOR TR US TEES 

plished toward strengthening the staff over the years. The 
temptation to the deans and president is to let things drift, 
and especially so as the time of their expected retirement 
approaches. A drifting policy always results in losing the 
ablest and keeping those who should be removed and so 
steadily weakens the staff. 

The less valuable staff member in the lower ranks who is 
retained eight or ten years, and all associate and full professors 
have a strong case against dismissal. The trustees should 
concern themselves to see that staff members liable to dismissal 
later do not get into the higher ranks or overstay their appoint­
ments in lower ranks. 

College professors esteem very highly the permanence of 
their positions. Usually more is lost in morale than is gained 
in strength in dealing summarily with staff members retained 
too long through executive neglect. 

Another matter the trustees can well query is whether 
every vacancy needs to be filled. The tendency of college 
and university deans and presidents is always to fill vacancies. 
Often this is not the wisest plan. A policy of constant inquiry 
on the part of the trustees into the desirability of filling vacan­
cies will in the long run increase efficiency and economy. 

Except for serious specific offense it is very rarely wise to 
dismiss a staff member on short notice. The president, acting 
for the trustees, employed him. He must be as good as when 
he was employed. If he does not fit this institution perma­
nently, it is probable he can find another that would better 
appreciate his services if he is given time. His employment 
was a mistake of the employing institution, and so it can well 
give ample notice and bear with him until he secures other 
employment. A considerate policy in such cases amply justifies 
itself. 

The responsibility of an institution for the advancement of 
its younger staff members appears to deserve more considera­
tion than it usually receives. No institution can promote all 
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younger men. As a rule many more of the rank of instructor 
are employed than can possibly be promoted. As an illustra­
tion, in one institution employing 120 with the rank of in­
structor, only 10 are promoted each year on an average. The 
others are not re-employed after three to six years. 

While, of course, many leave after a few years for further 
graduate work, for better teaching posts elsewhere, or for other 
reasons, there is usually no systematic assumption of responsi­
bility for the employment of these younger men. 

It would seem to be a sound and fruitful policy for an insti­
tion to obligate itself to either retain the services of young staff 
members, or secure satisfactory employment for them else­
where. Such a policy, carefully pursued over a period of 
years, would materially improve the quality of men called to 
instructorships, improve the quality of assistant professors 
promoted from instructors, and materially increase the loyalty 
and enthusiasm of the younger men. It would also make the 
post of instructor at the institution more attractive to able 
young men. 

The position of instructor at from $1,200 to $2,500 a year 
is recognized as a temporary appointment. Unfortunately, 
many department heads and deans, conscious of the temporary 
nature of these appointments, do not give their best efforts 
to securing the best possible men, and often appoint men 
lacking in personality, ability, or interest in teaching. These 
instructors usually teach full-time, and the appointment of an 
inferior man is always a calamity for the students. Such men 
are not usually reappointed, and drift away to what they can 
get. 

Further, as the appointment of an instructor is temporary, 
it is exceptional for a department head to make any special 
effort to develop and improve his skill as a teacher. This 
results again in less skillful teaching than could be secured. 

If it was the understood policy of the institution on employ­
ing a young instructor that he would be promoted or placed 
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in a pos1t1on elsewhere, distinct pressure would at once be 
felt by the dean and the department head, first, to secure as 
able and personable a man as possible, and second, to develop 
him into a good teacher so that he could be promoted or 
strongly recommended for a desirable post elsewhere. 

If a department head, on the arrival of a new instructor, 
would ask him to select one of the best teachers in the depart­
ment as his advisor, with the understanding that they would 
each visit the other's classes, and that they would discuss 
teaching problems and methods freely, a great deal could be 
done to correct the faults and improve the skill of a young 
teacher. At the same time the department head would have 
at hand an experienced professor who would know at first 
hand what quality of teaching the instructor was doing and 
what promise he had. 

'> An astonishing amount of dull, uninspiring, and inexpert 
teaching that is unnecessary is being tolerated in most colleges 
and universities. Much of it is done by young, inexperienced 
teachers, who are given no help or suggestions by the able 
teachers. 

Salaries 

In a small college where the staff is small, if the salary limit 
is low and close to a minimum living wage, say if the average 
full professor's salary can only be $1,800 or $2,000, all full 
professors should receive the same salary. With such low 
salaries the spirit of the faculty is better if all share alike. 

As salaries rise above a minimum living standard in the 
locality, differentiation can be introduced. Differences in 
salaries are generally based on length of service, if the maxi­
mum is not above $4,000. For example an associate or assist­
ant professor may be promoted to the rank of full professor at 
$3,000 with an automatic increase of $200 every three years 
to a maximum of $3,600 after nine years' service. 
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In a large institution with higher salary limits, it is common 
to make salary increases based on the value of the man in 
teaching and research. Naturally in such cases the person 
who is both an outstanding teacher and a research man of 
distinction will receive the highest salary. 

In any college or university much friction due to jealousy 
can be avoided by great care in the fair adjustment of salaries. 
To this end it is rarely sound practice to employ both a man 
and his wife. Their joint income from the college lifts their 
income well above that of their associates and may easily 
provoke serious contrasts with the ease of living of associates 
of the same rank. 

Inasmuch as the value and distinction of any college de­
pends almost wholly on the quality, ability, and personality 
of the faculty members, the administration of the institution 
by trustees and president should be steadily bent toward pay­
ing the highest salaries possible and securing the ablest men 
these salaries will command. No occasion should be given for 
a reputation that new buildings, athletic success, or any other' 
matter is valued above the faculty. Wherever the athletic 
coach receives more than a full professor, this question is at 
once raised with cause. 

It may be illuminating to say a word about the higher 
salaries being paid in our universities and colleges. There 
are 1,700 colleges and universities with 1,700 executive officers 
and over 121,000 on the teaching staffs. The following esti­
mates are based in part on exact knowledge and in part on 
general knowledge and conversations with others; they are 
believed to be fairly accurate and conservative. 

Among the higher paid university and college presidents: 
20-25 receive salaries from $15,000 up to $30,000. 
50-75 receive salaries of $12,000 to $14,000. 
100 receive salaries of $9,000 to $10,000. 
1,000 receive salaries of $4,000 to $8,000. 
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Among the higher paid university and college professors: 
100-150 receive $10,000 to $12,000 or more. 
250-300 receive $8,000 to $9,999. 
1,200-1,500 receive $6,000 to $7,999. 
10,000 receive $4,000 to $5,999 

Of the 211,000 on the staffs of our colleges and universities, 
excluding the presidents, about 10 per cent receive $4,000 
or more. 

There is a general idea among college teachers that they 
are poorly paid. It is certainly true that all people in this 
service have very high standards of living. They must dress 
reasonably well; they are hospitably inclined; their tastes in 
house furnishings call for good things; travel and books are 
much needed; adequate life insurance is felt necessary; cer­
tainly, they have many worthy uses for a good deal more 
money than they usually receive. If, however, we recall 
that the total income of half the families in the United States 
is below $1,500; that $3,000 a year places a family among 
the wealthiest 10 per cent, college teachers do not fare so 
badly.* While the most successful doctors and lawyers cer­
tainly receive much larger incomes than college professors, 
their expenses are much higher, and their lives are much more 
strenuous and much less under their own control. It is 
certainly true that few people live and work among pleasanter 
associates, or more nearly work along the lines of their own 
special interests than college teachers. It might also be added 
that many of the less valuable men are paid far more than they 
earn. 

Teaching Load 

The question of what constitutes a reasonable teaching 
load in college and university has been much discussed. It is 

*Seepage 6, "Consumers Incomes in the United States" 1935-36, United 
States Government Printing Office. 
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evident that in teaching, as in any other kind of work, a heavy 
overload is a mistake. A teacher with more students than 
he can teach well, instructs all poorly. 

Of course some teachers can teach effectively more students 
than others. Some great teachers, like Professor Kilpatrick 
of Columbia, have directed and inspired very large classes to 
most effective work. This, however, has little bearing on the 
work an average college teacher can do. 

In a college wliere teaching is the main work of the staff 
and research is a very minor matter, it is usually considered 
that 15 to 16 hours of classes a week is a full load. These 
classes ordinarily number thirty or less. Some colleges regard 
12 hours as full work. 

A teacher to do his best work cannot deal with too many 
different students if he is to meet them for individual, or small 
group conferences, which is often very desirable. The total 
number of students a teacher can deal with effectively seems 
to lie between 80 and 120, depending on the teacher and on 
the method of instruction. 

It is evident that the teaching load depends on the number 
of classes met, and the number of students in the classes. We 
often call this "student-class-hours." Four hours of class 
with 30 students would be 120 "student-class-hours." Four 
hours of class with 8 students would be 32 "student-class­
hours." In a college, 300 to 350 student-class-hours is usually 
considered a full teaching load for an instructor who is free 
from other duties. 

The work of different instructors varies greatly with the 
subject. An English teacher will have many essays to mark 
for spelling, punctuation, grammar, and style, meaning much 
work outside of class. A teacher of conversational French 
would have relatively little work outside class. Some courses 
require frequent conferences with individual students. 

However, for a college as a whole it is reasonable to say 
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that the teachers should carry on the average 300 student­
class-hours per week. Most college students enroll for 15 or 
16 hours a week. Therefore, 400 students would require 
400 X 15 = 6,000 student-class-hours of instruction. If the cur­
riculum could be so organized that each teacher on the average 
carried 300 hours, twenty teachers (6,000/300 =20) would be 
adequate, or one to each twenty students. However, it does 
not work out this way, because some courses like Latin, 
Greek, Philosophy, German, and others, if offered, usually 
enroll small classes. It is evident from the above that it is 
possible in a college to give good instruction with a staff of one 
teacher to twenty students. Just so far as the less popular 
subjects are included in the curriculum and as the range of 
subjects offered is increased above the minimum, the ratio 
drops. 

It may prove interesting just here to give the actual ratio 
as determined from the statistics on enrollment for 1940 
as reported by President Raymond Walters in School and 

Society, December 14, 1940. All the institutions included 
below are of the undergraduate college type where there is 
small emphasis on research or graduate work. 

TABLE 9 

Number Ratio Extreme Ratio 
of Number Average Ave. No. Students Students 

Colleges Enrolled Enrolled Teachers to Teachers to Teachers 

26 ...... 86 to 194 161 28.5 5.75 to 1 3.92to12 
63 ...... 200 - 299 254 31. 7 8.3 - 1 4.8 - 14.6 
84 ...... 300 - 399 347 35.2 9.85 - 1 4.5 - 16.9 
70 ...... 400 - 499 447 37.9 11. 8 - 1 6.8 - 20 
43 ...... 500 - 599 552 47.7 11. 7 - 1 7.1 - 27.6 
34 ...... 600 - 699 653 54.4 12.0 - 1 5.9 - 25.1 
23 ...... 700 - 799 755 72.0 10.5 - 1 6.8 - 16.7 
14 ...... 800 - 899 844 67 12.6 - 1 8.5 - 19.9 
7 ...... 900 - 999 930 65.7 14.1 - 1 10 - 17.7 
8 ...... 1,000 - 1,099 1,049 85.8 12.2 - 1 8.3 - 19.4 

15 ...... 1,100 - 1,499 1,250 97.7 12.8 - 1 7.1 - 23.4 
8 ...... 1,500 - 1,999 1,665 126.0 13.2 - 1 8.1 - 17.0 
7 ...... 2,000 - 2,999 2,255 150.4 14.9 - 1 8.8 - 21 .5 
2 ...... 6,688 - 7,008 6,848 563 12.2 - 1 
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From the above it is evident that very few colleges are 
operated with a minimum faculty. The larger faculty is 
provided partly to increase the offerings of the curriculum and 
give students a wider selection of subjects, and partly to 
provide instruction in physical education and athletics, music, 
and other subjects giving little or no academic credit. Both 
reasons are good, but it should be remembered that increasing 
the staff is done by paying lower salaries and presumably 
getting less able teachers. Bearing all things in mind it seems 
reasonable to suggest that the objective of the trustees of a 
college with limited resources might be set at a ratio of fifteen 
students per teacher, with a maximum teaching load of 350 
student-class-hours, and an average for the whole staff of 225. 

In a university or in an institution however named in 
which there is large emphasis on research, the teaching load 
is usually lighter. The calculation is difficult because there 
are so many part-time instructors and also those who do not 
teach at all but give their time to research. On the other 
hand, these institutions are usually large, enrolling from 
2,000 to 16,000 students, and there are very few small classes 
except at the graduate, or senior-college-graduate level. Here 
many teachers can well carry a full load of 300-350 student­
clock-hours, while many others will of necessity carry much 
lighter loads, those teaching graduate students only, perhaps 
averaging 120. For the whole institution an average of 200 to 
225 student-clock-hours might be regarded as reasonable. 

In most universities, from 8 to 12 hours of teaching a week 
is regarded as a full teaching load for a professor who engages 
in research. The truth is that when such a standard is set up 
many claim it as a reasonable load when they really do little 
outside of teaching. It is reasonable anywhere to expect a 
teacher giving little or no time to research, administration, or 
other outside duty to instruct classes from 12 to 16 hours a 
week. 

A good university teacher, like any good worker, expects 
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to put into his job about 45 hours of work a week. Many 
work from 50 to 75 hours a week. This will be distributed 
between some or all of the following duties: classroom in­
struction, conferences with students, preparing lectures and 
classroom discussions, reading papers and reports, research 
and writing, reading current journals in his fields, administra­
tive duties, attending examinations for advanced degrees, 
attending committee meetings and faculty meetings. The 
duties of no two men are the same. 

The evaluation of research work is very difficult. Rela-
·. tively few men in even our greatest institutions are really 

men of great research ability. Those who really are able 
research investigators should have as ample time for this work 
as possible. On the other hand, it is undesirable to release 
men of indifferent research ability from other work on account 
of research. It is difficult to discriminate sharply between 
the two types of men, but it is too often true that much uni­
versity time is spent in research by men of indifferent ability 
who will yield meagre returns. 

The trustees could well define some policies relative to 
teaching load, research, and administrative work, that would 
strengthen the hands of the deans and president in administer­
ing the intricate work of a university. 

As a general standard the following may be considered 
reasonable maximum teaching loads: for one who teaches 
only graduate students, 120 student-class-hours; for one who 
teaches only juniors and seniors, 240 student-class-hours; for 
one who teaches only freshmen and sophomores, 360 student­
class-hours. Where one teaches in two or three of these areas 
an intermediate figure would be reasonable. 

Sabbatical Leave 

"Sabbatical leave" is generally accepted as meaning leave 
of absence, one year in seven on full salary, for study. How­
ever, many modifications of this are in operation. 
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Any professor, fully engaged in his work, year after year, 
is apt to settle to a routine, and he may allow his teaching to 
grow out of date. The younger men on the staff-instructors 
and assistant professors-are fresh from the universities, but 
the older men-professors and associate professors-are usually 
a good many years away from this stimulus. If wisely ad­
ministered, an occasional leave of absence on pay, granted to 
the permanent staff members, is well repaid by better service. 

While leave on full salary for one full year every seven 
years is ideal and most desirable, it is beyond the means of 
many institutions. The cheapest modification is leave on half 
salary. Usually with some reorganization of the work for the 
year, a young substitute can be secured for not much more than 
the other half of the salary regularly paid. This costs the col­
lege practically nothing, and while half-pay is inadequate 
for most professors with a family, it is often a great boon to 
eager scholars, and occasionally may be supplemented by 
foundation grants in aid. 

Some institutions offer the option of a half year on full pay 
or a whole year on half pay. The former plan will cost the 
institution for a substitute about one-fourth the professor's 
salary, and the latter practically nothing. 

Various other modifications result in economies to institu­
tions obliged to regard them. Some institutions grant leave 
of absence one year in ten or twelve. Some adopt a rule that 
only two or three professors may be granted leave on pay in 
the same year. Such regulations avoid any heavy expense in 
any one year for leaves of absence. 

There should always be a clear understanding that a 
sabbatical leave is not a vacation, but a period for increasing 
the value of the service of the individual to the institution. A 
wise restriction is to require the professor eligible for leave to 
submit to the president his plans for spending his leave, for 
approval by the trustees. 

Whether the time is to be spent at some center or centers of 
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learning in study or research, or in travel for some specific 
scholarly aim, it should stand the consideration and win the 
approval of the president and the trustees. A sabbatical leave 
devoted to golf and swimming at a winter resort scarcely 
conforms with the purpose of the leave. 

The trustees of every institution could well study this 
matter and try to devise some plan under which at least some 
members of their teaching staff could occasionally leave their 
routine duties for some contact with other centers of learning. 

Retirement 

Retirement at 65, 68, or 70 from full teaching and adminis­
trative duties is now the general rule. While occasionally a 
man maintains his full intellectual power and value beyond 
these ages, it is more and more widely recognized that at 65 
he has earned the right to relief from the strenuous demands 
of full responsibility. Also in the great majority of cases, work 
suffers if full regular work is expected of a man over 65 or 70. 
In fact, an administration should have the authority to retire 
teachers from full work at any time over 60 if their failing 
usefulness warrants. 

A problem of increasing importance in America, as retire­
ment of all professors at 65-70 becomes more common, is the 
best way to utilize the value of men in retirement. While 
many men cease to be useful at 65 or earlier, many still have 
great powers, and while certainly they should give way to 
younger men, their value should be utilized as far as possible. 
It is certainly desirable to provide retired staff members with 
offices or at least desk room, and encourage them to continue 
to write or carry on research. To be of any creative or pro­
ductive value it is usually essential for them to retain an 
effective academic connection, and usually the institution will 
profit by providing this connection. 

The trustees should define a policy relative to retirement of 
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staff members. Possibly the most satisfactory plan allows 
retirement for cause after 60, optional retirement of teachers 
at 65, and obligatory retirement at 68 or 70. 

In the case of all administrative officers obligatory retire­
ment from administrative duties should be not later than 65. 
In many cases administrative duties should be surrendered 
earlier. In all of these cases the individual should be trans­
ferred to other work, where his services will be most useful 
and his presence will in no way be an embarrassment to his 
successor. 

Pensions and Other Provisions for Retirement 

As it is impossible to drop faithful employees in their old 
age without some financial provision, and as old age pensions 
are now generally paid in all fields of employment, the prob­
lem of pensions is closely tied up with the retirement policy. 

Pensions are almost universally paid for jointly by the pro­
fessor and the institution, 4 per cent or 5 per cent of the pro­
fessor's salary being deducted monthly and the institution 
contributing approximately the same amount. Roughly 10 
per cent of the salary compounded for 35 or 40 years will pay 
an annuity of about half the average salary on which 10 per 
cent has been paid. It is exceptional for a pension of over 
$3,500 to be paid. 

Pensions are generally financed through the Insurance 
Department of the Carnegie Foundation for the Advance­
ment of Teaching. They can be financed as above through 
any insurance company. Where a pension system is in force 
every member of the teaching staff should be obliged to 
participate. 

In those states having a state teachers' retirement system 
open to teachers in the state university and colleges, teachers 
are usually retired on the basis of teachers in the public school 
system with a maximum pension of $1,000 to $1,200. In some 
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states enjoying this arrangement the state institutions provide 
some supplementary pensions. 

In some institutions where pensions are not provided, staff 
members at from 65 to 70 are put on half-time work and half 
pay, the work being adjusted between teaching, research, 
or administration so as best to accommodate the individual 
and the institution. This plan has the definite advantage of 
retaining the older men in close connection with the institution. 
In case this plan is followed, a pension should be provided at 
age 75, as the value of men beyond this age cannot be large. 
Such a system, of half-time work and half pay from 68 or 
70 to 75, with a pension of $1,200 to $1,500 after 75, would not 
be costly and would prove acceptable at many institutions 
unable to adopt a more generous policy. 

The trustees should certainly adopt some policy under 
which older teachers who cease to be useful can be relieved 
of their duties with dignity. 

Insurance. In many institutions today the institution, alone 
or on a participating basis, carries group insurance on all 
staff members. This usually provides insurance equal to the 
teacher's annual _salary. Additional insurance, up to twice 
this amount, may be carried at the expense of the insured. 
Usually the maximum allowed is not over $10,000. 

Efficiency ef Deans and Heads ef Departments 

A great deal depends on the leadership, helpfulness, and 
sympathetic understanding of deans and heads of depart­
ments. Much depends also upon their ability to judge and 
encourage good teaching and valuable research. In many, 
many cases throughout the country, departments and col­
leges are seriously handicapped by men in positions of leader­
ship who do not lead. 

These administrative positions are too often regarded as 
permanent positions. A new attitude ought to be built up, 
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emphasizing the professorship as the permanent post and the 
administrative work as necessary and very important but not 
permanent, the appointee holding the post while his services 
prove highly useful there, but returning to his previous rank 
of professor when his service in administration becomes less 
useful. Such a transfer back to the professorship should not 
be regarded as a demotion, but as a relief from burdensome 
administrative work; and as a reward for services rendered, 
the salary drawn as dean or department head should, if 
possible, be continued to the age of retirement. This salary 
arrangement will take most of the sting out of giving up the 
administration work, and the increased freedom it will give 
the president in replacing the least valuable administrative 
officers with abler men will be very cheap at the price. 

Again and again one familiar with higher education finds 
departments of ten to thirty or more members, employed at 
an expense of $25,000 to $100,000, limping along inefficiently 
because of poor or inadequate leadership. With an able, 
competent, acceptable leader the level of work will be greatly 
raised. 

Not only is the efficiency and enthusiasm of the whole 
institution immensely improved by competent leadership, but 
the young staff members who are entitled to good and helpful 
leadership profit by it. Trustees rarely appreciate their re­
sponsibility, when authorizing the employment of young 
teachers at low salaries, to give these teachers adequate and 
capable leadership to stimulate and develop their best abili­
ties. 

Inevitably and properly a considerable part of the responsi­
bility for new appointments to the staff falls on department 
heads and deans of colleges. Unless these posts are held by 
able, active men, who are keenly aware of the great impor­
tance of securing the best possible men, many vacancies will be 
filled by persons of inferior ability, poor personality, and of 
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small value as teachers. It is always hard to find and secure 
the best man available at a given salary. The most desirable 
men are rarely hunting new positions. They are busy with 
their present work. It is tiresome to canvas the whole country 
for a first-class man when by writing to an agency or to a few 
institutions, a man can be found with the proper degrees who 
may be passable. Again and again in studying new appoint­
ments in institutions, persons are found who are far below the 
best who are available at the salary. This fault reflects not 
only on the president, but largely on deans and department 
heads. 

To the end that the leadership throughout the institution 
may be maintained at the highest possible level, the trustees 
should have an annual rating of all administrative officers 
similar to that described for teachers, and the president 
should be pressed to replace each year those deans and depart­
ment heads who are not giving a service of high value. It is 
always an unpleasant and difficult duty to remove deans and 
department heads, and unless pressed to it by the trustees, it 
is far easier to allow ineffective leaders to remain. Nothing 
is more detrimental to the institution. Ineffective administra­
tive heads mean poor appointments under them, unwise 
promotions, and various sins of commission and omission that 
destroy morale and weaken the services of the staff. 

It is certainly an important responsibility of the trustees to 
adopt policies which will insure a high level of leadership in 
deans and department heads, and in the various administra­
tive posts in the business offices. 

Tenure and Academic Freedom 

This is one of the most widely discussed subjects in the aca­
demic world. It is essential that trustees and administrative 
officers understand the points at issue. 

To this end it would be most profitable to read "The State-
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ment of Principles, 1938, of Academic Freedom and Tenure" 
in the Bulletin of the American Association of University Professors, 
Vol. XXV, pages 26-28, as well as the discussion of "Aca­
demic Freedom and Tenure" by Henry M. Wriston, president 
of Brown University, in Vol. XXV, pages 328-43 of the same 
publication. 

The usual ranking of college and university teachers is in 
four grades: professors, associate professors, assistant professors, 
and instructors. In the best practice professors and associate 
professors are employed for life or until the accepted retire­
ment age. Usually assistant professors are appointed for a 
term of two, three, or six years. At the end of this period, 
by giving due notice of at least three months, it is under­
stood that the institution can properly terminate the appoint­
ment. Instructors are usually appointed for one or two years 
at a time, with the understanding that unless they win promo­
tion within a stated time, usually three to six years, their 
connection with the institution automatically terminates. 

The status of the assistant professor and instructor becomes 
greatly confused when either is continued in employment be­
yond six years. Their positions are not usually regarded as 
permanent, but continued employment tends to give them 
permanent status. Harvard University proposes to make no 
further appointments to the rank of assistant professor and 
promote instructors directly to the rank of associate pro­
fessors. The Association of University Professors in the "State­
ment of Principles" cited above, urges that after a probationary 
period of not to exceed six years, a full-time instructor or 
assistant professor is entitled to permanent status. 

On the whole there is sound reason in these several prac­
tices. It is very unusual for a man to be appointed to a pro­
fessorship or associate professorship until he is recognized as 
an experienced teacher, until he has made a record of his 
ability in teaching and research, of his attitudes and character. 
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It is assumed that before appointing a man to such important 
positions, he has been fully investigated and that the institution 
is satisfied with him. Such a man usually has a satisfactory 
position when he is invited to accept a professorship or asso­
ciate professorship, and there is sound reason to suppose that 
the institution calling him is offering him a permanent post. 
Harvard fully recognized this responsibility. It is stated in 
the University Catalogue that professors and associate pro­
fessors are permanently appointed. No man holding such 
posts at Harvard has been dismissed for many years. 

Usually when trouble arises about such appointments it is 
due to one of four causes: 

1. The appointment was made without adequate investi­
gation. The dean or president responsible failed to find out 
what sort of a man he was appointing. The institution was 
responsible. Later undesirable characteristics in the appointee 
were discovered and the appointment was regretted. 

2. The appointment made under one administration did 
not meet the approval of the succeeding administration. The 
new dean or president finds the appointee unsatisfactory and 
wishes him removed. 

3. Occasionally a professor who was satisfactory when 
appointed, changes as years pass, either through developing 
an attitude offensive to the administration on some current 
matter, or through neglect of his work, and becomes unde­
sirable on the staff. 

4. The professor makes statements in class or in public 
addresses which are offensive to the president or trustees, 
and which they regard as seriously prejudicial to the interests 
of the institution. Statements at which offense is taken are 
usually in the fields of religion, politics, and social science. 
It is this last cause which has produced most discussion and 
embarrassment. 

Every professor feels that he has the right and the duty to 
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teach his subject in the classroom as he understands it, and 
as he believes it to be the truth. He also feels that as a citizen 
he has the right to speak in public as he pleases. In both 
points he is correct so long as he is restrained by common 
sense, and the feeling for the fitness of things a gentleman 
should recognize. 

If the expression of certain views is not tolerated by an 
institution it should be made clear in writing at the time of 
discussing the appointment. Very few professors would accept 
appointment where ideas they cherished were not acceptable. 
On the other hand many professors have made unnecessarily 
irritating statements on subjects outside their special fields. 
It is generally true that a reasonably thorough investigation 
of the man by the institution before appointment will avoid 
the difficulty. 

Considering that there are 1,700 colleges and universities 
in the country employing over 112,000 teachers, it seems 
probable that relatively few teachers are dismissed unfairly. 
However, Harvard and quite a number of other institutions 
feel that more harm results to the institution by dismissing 
seemingly undesirable men than by retaining them. It is 
believed that the absolute certainty of appointments and entire 
freedom from fear of dismissal adds more to the efficiency 
of the staff as a whole than the replacement of an occasional 
undesirable teacher by a superior man. It is probably true 
also that in institutions comparable with Harvard in academic 
standards, there is great social pressure within the staff itself 
to keep a man in conformity with accepted standards. 

While it is true that every institution should earnestly 
endeavor to follow the example of our old and leading institu­
tions in making all appointments with great care and regard­
ing such appointments as sacred obligations, it is undoubtedly 
true that many institutions fail to do so. 

Among such public institutions in which political pressure 
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bears on the university, and among colleges which have, or 
have had, incompetent executives, situations often develop 
in which occasional dismissals of professors seem inevitable. 
Usually the men dismissed from such institutions should look 
upon it as a fortunate release, but this is not always the case. 
Such dismissals are usually traceable to politics or unwise 
appointments by incompetent executives. They certainly 
always reflect unfavorably on the institution. 

Usually such dismissals can be avoided by a full acceptance 
of responsibility by the institution. If the president frankly 
tells the individual that he does not wish to retain him perma­
nently, but that he will be retained until he can find another 
post, the professor in question will usually secure other employ­
ment within a few years. 

It should certainly be the policy of trustees to maintain the 
permanency of appointment of professors and associate pro­
fessors. Any tendency to violate it should raise a serious ques­
tion as to the wisdom and judgment of the president. 

Instructors usually have the masters or doctors degree, and 
little or no teaching experience when appointed. An appoint­
ment as instructor is definitely a temporary appointment at a 
relatively small salary. However, it has very often happened 
that an annual appointment has been repeated again and 
again until the receipient is a fixture as an instructor at a very 
low salary. It is due to a recognition of this frequent occur­
rence that within recent years it has become increasingly 
common to make these appointments for 1, 2, or 3 years with 
a fixed limit beyond which an instructor may not serve, 
unless he is promoted in rank. Three to six years are the com­
mon periods of service of an instructor. At the end of this 
period four alternatives are possible: he may be promoted, 
he may secure an appointment at another institution at the 
same or higher rank, he may return to graduate school for 
further study, or he may drop out of the teaching profession. 
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It is the responsibility of the trustees to assure themselves 
that weak, inadequate teachers are not permanently retained 
as instructors. In some instances it seems wise to try to retain 
good teachers with the rank of instructor. It would seem 
however, that a really capable teacher on permanent appoint­
ment should receive a reasonable salary, and if he is inten­
tionally retained permanently with rank of instructor, his 
salary should be above that of the grade. 

Assistant professors are neither inexperienced teachers, as 
many instructors must be, nor are they usually men of estab­
lished reputation as teachers and research workers. Instruc­
tors of marked promise are promoted in rank to assistant pro­
fessors and receive a salary between that of an instructor and 
an associate professor. Their appointment is customarily 
for some fixed period, usually three years. It is accepted as 
good practice to limit reappointment to a second three-year 
term, six years in all. If no opening for promotion develops, 
the assistant professor is given ample notice and is expected 
to find another opening elsewhere at the end of his term. 

The promotion to an assistant professorship is an encourage­
ment and a challenge. It is supposed to be an opportunity for 
a promising young teacher to prove himself. If he really 
does prove himself to be an able person, promotion in his 
own institution or elsewhere is pretty sure to follow. 

The trustees should assure themselves that a sound, fair 
policy relative to teachers in this rank is being carried out, 
that every appointee understands his status in tenure and in 
department esteem each year. 

Relative to the whole matter of tenure it may be said that 
where the president and deans are competent and keep them­
selves fully informed about the work and status of each staff 
member, trouble rarely develops. It is usually the result 
of negligence, hasty, thoughtless action, lack of consideration 
for others, or stupidity. 
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Academic Freedom 
Freedom of speech is such an important matter to a college 

teacher, and today it is given so little thought by most people, 
that it warrants some further discussion. In the United States 
speech is ordinarily so very free that most people accept it as 
they accept air and light, without any thought. They express 
any opinion that comes to mind freely, and thoughtlessly, 
regardless of its effect. 

Today college and university teachers, clergymen, and 
newspaper correspondents are the only classes of people whose 
employment is likely to be placed in peril through saying 
what they think in discharging the duties of their employment. 

Formerly it was the Church itself which put people to 
death who made statements contrary to established teachings. 
More recently the wealthy exerted their powerful influence 
to suppress those who opposed great concentrations of wealth. 
Socia:listic, communistic, and anti-church views still arouse 
strong antagonism. It is only under our modern dictators, 
however, that freedom of speech has been entirely stifled. 

The college and university teacher, dealing with fairly 
mature students, and urged continually to teach the truth 
and teach the students to think, resents most emphatically 
any check on his freedom to state and discuss the truth as he 
sees it in his own field. He maintains that the college is the 
national custodian of the truths of the ages and of the most 
recently discovered truths. That it is his special duty to pass 
on the truth to the youth of the land. That only his peers in 
his own field of knowledge are competent to judge his state­
ments. 

In mathematics, physics, chemistry, geology, and 
astronomy, free expression is not now questioned. In zoology 
and botany, and in Greek, Latin, French, German, and other 
foreign languages and literature, speech is relatively free. But 
in religion, philosophy, economics, sociology, history, govern-
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ment, and psychology, many people think they know enough 
to judge truth from error, and they are quick to take exception 
to opinions differing from their own. 

These very fields in which our knowledge is less exact, 
where we know relatively less than in the sciences, where 
further advances are most needed by society, is where freedom 
of speech is most often denied. It is essential that our most 
able men search out the truth in these fields. It is on the dis­
covery and effective application of the truth in these fields that 
our very civilization and the life of our race depends. Here, 
also, men must feel free to work and think and speak. Mis­
takes must be made and corrected, theories must be stated to 
be proved wrong. Here, as in the sciences, many mistakes must 
be made and many wrong theories defended, before the truth 
emerges. What we do not know about government, money, 
trade, business, human relations, labor and capital, and inter­
national relations, is proved on every hand by the terrible 
state of the whole world. We must discover the truth in all 
these fields, painful though it may be. 

It is gratifying that among so many institutions and so 
many teachers, so few are under criticism. It speaks well for 
the wisdom and judgment of both the teachers and the 
trustees. Usually, as long as teachers confine their discussions 
to the field of their specialization, they are guarded in their 
statements by their earnest desire to be accurate. Teachers, 
like other people, speak most freely where their knowledge is 
less complete, and on the border of their field they are more 
likely to make statements really open to criticism. 

Trustees do well to respect freedom of speech and not to 
bring pressure for the dismissal of teachers on such grounds as 
are discussed above. The reputation of an institution for 
academic freedom is more valuable than a reputation for 
restricted teaching. While occasionally a thoughtless professor 
makes a foolish and unfortunate statement, it is soon forgotten. 
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There is always so much good and so much strength in every 
college that nothing much can injure it seriously except 
limiting freedom of speech or political control. 



CHAPTER 12 

THE LIBRARY 

THE library must at all times be the center of the intellectual 
life of a college or university, from which the accumulated 

knowledge of the ages flows freely to each department. If the 
library is inadequately financed, or if its administration is 
ineffective in making all its resources easily available, the 
flow of knowledge, past and present, is impeded or wholly 
cut off from some or from many departments. Unless each 
department can draw easily and surely, according to its needs, 
on such knowledge as an adequate library can supply, the 
institution cannot be maintained at a high level of service. 

It at once becomes interesting to discover what is meant by 
a library adequate to the needs of the particular institution 
with which one is concerned. First it can be said that very 
rarely indeed is the library of an institution too good. Very 
rarely indeed is the support available so generous and the 
administration of the library so excellent that the library is 
superior in quality to the needs of the institution. 

There are at least five requirements that any library must 
meet before it can be regarded as adequate in service. The 
larger the library the more important it is that each of these 
is met. 

The Library Must Be in Charge ef a Competent Librarian 

The best library administration is secured by appointing 
an able librarian and giving him full authority. If a library 
committee is appointed, the librarian should be chairman, 
providing he is competent. A good library committee can 
often aid the librarian in maintaining proper regulations 
and in a wise distribution of book purchases. In the large 

[101) 
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universities there is especially a need of a library representa­
tive of each important department who will be responsible 
for looking after the collection of important material in his 
department. 

The librarian, like all administrative officers, should be the 
servant of the faculty, aiding them in the use of books. To do 
this he must of ten protect the faculty from some members 
who tend to be too demanding for their departments; he must 
keep a reasonable balan½e throughout the institution. 

The librarian in a college, if fully competent, should be of 
the rank of a full professor. Usually, if it is impossible to pay 
the librarian a full professor's salary, it is wise either to arrange 
to secure a librarian who can teach part time, or to appoint as 
librarian a full professor who does teach but who would be 
most able properly to supervise the library, and give him 
trained librarians as assistants. 

In a university the fully competent librarian should prob­
ably rank in position and salary with the deans. Unfortu­
nately, in spite of the large number of persons trained in the 
different technical phases of library work, there are very few 
first-class librarians in the country. The supply is slowly 
increasing, and proper appreciation and recognition of the 
importance of first-class ability in this field will increase the 
supply. Even now a diligent search and an attractive salary 
can secure a good man. It cannot be overstressed that no 
library can be developed to service of high quality unless an 
able, informed, and adequately trained man is at the head. 
While an equally competent woman may give excellent service 
in the library of a woman's college or of a small college, a man 
can usually deal much more easily and effectively with de­
partment heads and other influential library patrons. 

More Must Be Spent for Salaries of the Sta.ff Than for Books 

In all except the smallest libraries more must be spent for 
the salaries of the librarian and his staff than for books and 
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periodicals. In forty large university libraries the average is 
40 per cent for books and periodicals and 60 per cent for 
salaries. In smaller libraries the ratio will be nearer 50-50. 

This always strikes one as unreasonable on hearing it for 
the first time, but after considering all the work which must 
be done in a modern college library by the librarian and his 
staff, it is not so hard to understand. The work of the staff 
is chiefly made up of the following duties: 

Buying new books. 
Cataloging. 
Aiding students and faculty in finding what they need-

reference work. 
Issuing books and receiving returned books. 
Receiving, checking, supervising periodicals. 
Attending to binding of books and magazines. 
Aiding the members of the faculty in selecting new books 

to be bought. 
Consulting with faculty members in the preparation of lists 

for required and supplementary reading. 
Representing the interests of the library in the faculty and 

on committees. 
In an institution well served by the library, the annual use 

of books within and outside the library building will run 
from 100 to 150 books per student and faculty member. The 
total work in a library is surprisingly large, and an adequate, 
well-trained staff is necessary. 

The Library Must Be Well Supported 

To state definitely what it is wise for any particular institu­
tion to spend on its library is difficult, but the generally ac­
cepted standards are as follows: 

In a Junior College enrolling from 250 to 1,000 students, 
$10 per student is regarded as reasonably adequate. With a 
smaller enrollment it would be very desirable to increase 
this per capita allowance, if possible to $15. If the enrollment 
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is 1,500-3,000, the per capita might reasonably be $7.50 or 
even $5.00. 

In a liberal arts college 4 per cent of the total college 
budget, or $25 per student enrolled, is regarded generally as 
reasonable support for the library. 

A university library differs chiefly from a college library 
in that the university must meet the demands of research for 
books and periodicals. The policy of the trustees in defining 
clearly the fields in which major research will be developed 
will have an important effect on expenditures. Inasmuch as 
the budgets of all institutions doing real university work are 
large, 4 per cent of the budget, or if the enrollment exceeds 
8,000, $20 per student, will provide reasonably well for the 
library. . 

Forty of our leading universities spend for library books, 
periodicals, and binding, and for staff salaries, an average of 
3.92 per cent of their entire budgets. The range is from 1.03 
per cent to 8.50 per cent. Twenty-three spend from 2 per 
cent to 4.5 per cent, three spend less than 2 per cent, and 
twelve more than 4.5 per cent. The two factors that neces­
sarily push up the library cost are, first, departmental li­
braries-the more and the better they are administered the 
higher the cost; second, the number of fields in which major 
research work is pursued. In every such field probably over 
80 per cent of all important material in all languages should 
be available in the library, and this involves the purchase of 
many periodicals in complete files and current subscriptions. 

The Chief Object of the Library Administration Must Be 
to Have the Books Used 

While formerly the chief function of the library was to keep 
and preserve the books, now it is to secure the widest possible 
use of the books. Reference librarians aid students and faculty 
in securing the material they need. Every effort is made to 
familiarize the students with the resources of the library and 
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how to find the books they wish. Unless the per capita book 
use is large, the library administration or the teaching methods 
of the institution must be at fault. 

The Service at the Delivery Desk Must Be Prompt 

If a student is forced to wait any considerable length of 
time at the desk for a book he will be inclined to use the library 
as little as possible. In a well-run library not over 2 minutes 
should elapse between turning in a call slip and receiving the 
book, or being informed that the book is out. A wait of 5 to 
8 minutes or more for a book greatly discourages the use of the 
library. 

A library which scores high on each of the above points is a 
good library. 

While a library is primarily maintained for use, it is also a 
reservoir of knowledge. 

As one looks into the use of books in -any library he finds 
many new books and periodicals that have not been used at all 
or used extremely little. This suggests that many books have 
been purchased that are not needed. Of necessity much must 
be available that is not immediately needed. The trustees 
and administration, here as in other areas, must rely on the 
good judgment of a wise and well-informed librarian. A 
search of any large physical or chemical laboratory will 
always disclose large quantities of apparatus, equipment, and 
chemicals unused or used very little, or outmoded, or in 
reserve. Here we expect it. We must expect a similar situa­
tion also in the library. 

There are a number of special library problems on which 
some things may be said of interest to the trustees. 

Departmental Libraries 

Departmental Libraries are a desirable luxury. Our largest 
and richest institutions maintain these to great advantage. 
However, where funds are limited it is far preferable to have 
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all books in one well-administered library, open from 8 A.M. 

to 10 P.M. There are two serious objections to departmental 
libraries when funds are limited. In the first place, library 
needs of departments are now so largely overlapping that 
unless duplicate copies are extensively provided for depart­
mental libraries, great inconvenience will often result. Where 
funds permit the purchase of duplicate copies for depart­
mental libraries, they are, of course, a great convenience. 
The second objection is that unless funds are available to 
provide the service of competent librarians for department 
libraries, the service there is usually poor, the hours the li­
brary is open are short, and the loss of valuable books is large. 
But if funds are available for adequate service the department 
library is very useful. 

Since in the vast majority of college and university libraries, 
support is below minimum requirements, it is generally to 
everyone's advantage to concentrate on one library, contain­
ing all the books and giving the best possible service. 

Reserve Books 

Today many departments, especially those in the social 
sciences, require students to read extensively in certain library 
books usually kept in a room or on shelves designated "Reserve 
Books." Such books are not taken outside the library except 
over night. Usually several duplicates of each of these books 
are necessary. Where funds are easily available, sufficient 
duplicate copies can be provided. Where,funds are limited 
it is much more satisfactory to assess each student in a class 
using reserve books, $1 a year and provide ample duplicates. 
These books are essentially textbooks, and it is entirely reason­
able to require the students to pay for them. 

Duplicate Copies 

The purchase of duplicate copies must be left to the judg­
ment of the librarian. Often a casual survey of a library 
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discloses many copies of an outdated book, and its purchase 
seems to have been extravagant. However, this is a matter 
that must be left in the hands of the librarian. 

Special Gifts 

Libraries are often tendered gifts of books with the request 
that they be shelved together. It is an excellent rule to accept 
no gifts of books under any restrictions. A library can always 
accept unrestricted gifts of books, using what is valuable and 
disposing suitably of the remainder. Those used can be 
marked with a suitable book plate giving due credit to the 
donor. It is well to remember that the labor of cataloging 
a book and the cost of shelf space is about $1 per book. Shelf 
space is always limited. Furthermore, the use of a book is 
increased materially by shelving it in its proper place accord­
ing to its catalogue number. Collections given under shelving 
restrictions are expensive, awkward to use, and lead to bad 
library practice. 

Microfilms 

Most libraries are now provided with equipment for making 
and reading microfilms, and for suitably preserving them. 
Their use is steadily increasing. Since they may work a 
revolution in library policies and practice, trustees should be 
familiar with the institution's needs in this respect. 

Library Exchanges 

Interlibrary loans of books are now common place. In 
this way rare books can be secured for scholars needing them, 
the library's services increased, and its purchasing obligations 
lessened. As the volume of these interlibrary loans increase, 
much saving in the purchase of rare and little used books will 
result. 

Of the making of books, and of technical periodicals, there 
is no end. No library can possibly collect all material on all 
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subjects. The smaller college libraries should concentrate on 
working collections. Rare books and specialized journals 
should be bought with great care. The large university 
libraries should agree on certain fields in which they will 
collect exhaustively and not attempt to duplicate outstanding 
collections in nearby cities. The fields of research are so many 
and so important that even the greatest institutions should 
decide where they wish to build and maintain outstanding 
strength. 

Probable Growth and the Library Building 

The problem of providing adequate room for books faces 
every library. In meeting this problem there are several 
factors that should be kept in mind. It is highly improbable 
that any good institution will ever buy fewer books annually 
than it is buying now. Fields of knowledge are all growing, 
needs for books are expanding. So if we multiply present 
annual accessions by 50 or 100, a reasonable estimate is 
secured of the books that will be added in the next 50 or 100 
years. Also it is most desirable so to locate and design the 
library that the portion containing book stacks can be ex­
tended. Nothing, except poor administration, does more to 
defeat the service of a library than overcrowding the stacks 
with books. There should always be plenty of room on the 
shelves of the active collection. If adequate stack room is 
lacking it can be easily relieved by providing storage shelves 
in some available fireproof room, or by erecting a cheap 
building shell for storage stacks. In every library a relatively 
small fraction of the books is in active use. Many books 
which are too valuable to be discarded can well be placed in 
storage outside the library. A daily messenger service to this 
storeroom can secure all books called for with little delay. 
Usually such a storeroom is very much cheaper to provide 
than an addition to the library. 
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The library building, as it houses the institution's most 
important equipment, should be designed first to permit the 
most efficient service. Far too often a selfish donor and an 
architect ignorant of library needs plan a library which is 
beautiful as a building and a striking monument to the donor, 
but is most inefficient and unsatisfactory for library purposes. 
Certainly every library should conform first to library needs 
and services; only a competent librarian can determine these 
matters. The architect should be required to make his plans 
conform to the librarian's specifications and adapt the archi­
tectural design to the requirements of the building. A beauti­
ful building in a central location should house the library, 
but the efficient distribution of the books to readers is the 
major requirement. 

The library has a strong appeal to many people, and it is 
one of the causes for which funds can be raised rather easily. 
Princeton has developed this appeal by designating donors to 
the library as "Friends of Princeton Library" and this recog­
nition has been appreciated. 

It is the responsibility of the trustees to fix a policy for as 
generous support of the library as possible; to see that it is 
administered ably and efficiently, and to assure themselves 
that the library, its books, and services are suitable for the 
institution's needs. 



CHAPTER 13 

DAILY CHAPEL 

NEXT to the library, without which a college cannot exist, 
daily chapel can be the most powerful center of influence 

on a college campus. Daily chapel has been a very significant 
part of the life of most American colleges and universities. 
It can be so still, where the enrollment is not too large. Where 
the college enrolls few enough students so they can all assemble 
together in the chapel available, great values are conserved 
through required daily attendance. 

The position of president was formerly held almost exclu­
sively by clergymen. To them chapel was a very natural and 
essential service. Clergymen are less frequently appointed 
now, and many presidents recruited from the laity have 
failed to grasp the value of chapel as a spiritual and social 
influence, and as an institutional center about which the very 
diversified life of the modern college can revolve. 

It is a great thing for all the students to assemble together 
daily, to meet each other on the way to and from chapel, and 
to sit together by classes. It is a great thing for the president 
to preside, to read a portion of Scripture and lead this great 
group of students in prayer and for all to join in a familiar 
hymn. It is a great thing for the president to be able to address 
briefly the entire student body on any matter of common con­
cern, to see them all daily, and to be seen by them. 

It is difficult to sum it up in a convincing way, but as one 
who attended compulsory daily chapel, and who presided 
at chapel for sixteen years, the writer is glad to register his 
faith in it as a college institution. 

College chapel is a religious service. It cannot be main-
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tainecl on the basis of being instructive. It is and always was a 
simple assembly of students and faculty in a brief, formal 
religious service. Where an attempt has been made to turn 
it over to the students, to bring in interesting speakers, to 
make it a musical entertainment or otherwise distort its 
religious character, the result has almost invariably been the 
abandonment of chapel. 

In many instances the student body outgrew any available 
assembly hall, and required chapel had to be given up. 
College chapel is a rather intimate service and loses its values 
where thousands hear through loud speakers. 

Where it is continued as a voluntary service, it may well 
be worth while, but a very definite part of its strength lies 
somehow in all students assembling by classes and in the con­
sciousness that each feels himself to be a part of the whole 
college. 

In many institutions, required daily chapel is definitely a 
thing of the past, and it cannot be revived. Where the college 
is still small and where it is still required, it should be cherished 
as one of the most important and precious academic functions. 



CHAPTER 14 

SCHOLARSHIP AND STUDENT ACTIVITIES 

WHILE the whole institution is maintained for the stu­
dents and, therefore, everything relates to them, there 

are some matters peculiarly the students' which concern 
trustees. 

Scholarship 

There is much talk around every college, and it is sometimes 
heard from trustees, to the effect that good grades are un­
important, mean little; that student activities, athletics, and 
fraternities are the more important in the student's life. This 
is exactly the same as saying to an employee of any large 
industry, that how he does his work is unimportant; that the 
important thing to him is to play good golf, be active socially, 
and belong to the right club. Mastering their studies is the job 
of college students, and such mastery earns high grades. When 
this is done student activities are a grand recreation, but they 
are no more the real job than good golf is the main job for an 
employee in industry. 

Trustees should be very clear about this. If their institution 
is to be of value as a college or university it must stand squarely 
for high scholarship and for the high character which leads 
students to do their work to the best of their ability. All of 
this is the business and responsibility of the faculty, and they 
can usually be relied upon to cherish scholarly ability and 
maintain standards. It does help enormously, however, if 
the trustees appreciate scholarship and high intellectual at­
tainment in the students, and give their full support to keeping 
first things first, and athletics and student activities in their 
proper place. 

[112] 
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There is ample evidence that the students who rank among 
the highest 10 per cent in their classes in scholarship send 
more men on to distinguished success than any other 10 per 
cent of their classmates and often more than the remaining 
90 per cent. Of course, many succeed who do not make high 
grades, but the percentage who succeed is far higher among 
those who do their college work with distinction. 

In an extensive study of students' grades it is surprising to 
find that most students pursue throughout their course a cer­
tain level of attainment. Usually the student remains excellent, 
average, or inferior all through his four years. Also, those who 
are excellent in high school are usually excellent in college. 
By the same token, those who have the ability, persistence, 
and sense of duty to lead them to do excellent work in high 
school and college usually do excellently well whatever they 
attempt on leaving college. Success in football, unsupported 
by high grades, is more likely to lead to success in professional 
football than to success in law, medicine, or business. 

Student Activities 

While success in scholarly attainment comes first, student 
contacts and student activities do come second among the 
educational agencies of the college. Much is learned of life 
and men on the play field and in student discussion of student 
affairs. 

Here each student can show his own initiative; can compete 
in a field of his own choosing with his classmates. Student 
activities belong to the students and can be left largely in the 
students' hands. It is the responsibility of the institution to 
know that its student affairs are wholesome, fairly run, and 
are a credit to the institution. 

College Publications 

It is most undesirable to censor the student publications. 
In the opinion of the writer, the administration should insure 
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the selection of editors who are honest, capable students of 
good judgment, and then leave the editing to them. If an 
irresponsible, fanatical, or wildly radical student is made 
editor, he can do the college much harm and be a constant 
source of irritation to administration, faculty, and alumni 
without accomplishing any good. It seems wise and reason­
able to have a professor or committee pass on nominations 
for the editorship sufficiently to insure that only men and 
women are nominated who are capable and of such stability 
of character as to be worthy to represent the college in this 
capacity. 

Auditing Accounts of Student Activities 

While it is desirable that students manage their own affairs, 
the institution does have a real responsibility for the integrity 
of all money transactions. Otherwise, many students will 
develop ideas and habits of graft and loose business methods 
greatly to their injury. Probably most colleges of 500 students 
have 50 student organizations, and the larger institutions 
usually maintain well over 200. Each has a student treasurer, 
business manager, or steward who should keep careful and 
intelligible accounts. However, they are not usually ap­
pointed or elected on account of their business ability or their 
knowledge of business methods, but rather because of their 
popularity with their group. 

Anyone who has had occasion to attempt to audit accounts 
kept by unsupervised students has certainly been surprised at 
the number of different mistakes that can be made and the 
amount of neglect that can develop. The total funds thus 
handled annually by students, including fraternity, sorority, 
and boarding club funds, can easily amount to several hun­
dred thousand dollars in any large institution. 

Certainly it devolves on the administration to see that this 
money is handled honestly, free from any graft, and that exact 
and complete accounts are rendered. This can be done only 
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through a competent, patient, and sympathetic auditor of 
student activities, who provides or approves accounting forms, 
systems, and procedures, and whose approval each student 
financial officer must secure. 

While the installation of such a system usually meets with 
opposition, after it is installed its services are very generally 
appreciated. A student rarely wants to be a grafter, to end 
his term with a deficit, or to turn over to his successor faulty 
accounts. The trouble is that usually he has no experience in 
business matters and finds bookkeeping and collecting rather 
a bore. With suitable books provided and some directions, 
and with the necessity of having his accounts audited at 
frequent intervals, he finds satisfaction in correct work. 

In an institution where such a system of auditing student 
activity accounts has been in effect a few years, deficits be­
come exceptional, and most organizations operate with a 
surplus. 

Where this system is carried out with the largest control, all 
money is deposited in a student activity account with the 
college treasurer, and all checks are countersigned by some 
one in the college office who knows that the organization has a 
balance to cover the check. 

The effect of such a system has great educational value. 
Each treasurer learns how to keep a good set of books accu­
rately. He or she becomes accustomed to sound business 
methods. The idea that any one can use public funds for 
private purposes, and the word "graft" are banished from 
the campus. 

Financial Aid to Students 

As it is the ambition of every institution to enroll as many 
able students as possible, and as most of the ablest students 
come from families of limited means, practically every college 
and university helps finance the education of promising stu-
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dents who need assistance. Ordinarily, this financial assist­
ance is given in four different ways. 

1. Scholarships won by high intellectual attainment. These 
may be presented to students who have made a high record 
in the secondary school, or they may be granted as a result 
of competitive examinations. In all cases, they are a recogni­
tion of high scholarly attainment, and in the great majority 
of cases are equivalent to a part or all the tuition charged. 
Stated another way scholarships are a reduction of tuition 
to students of high promise. In some of our richer institutions, 
having large endowments for scholarships, the total scholar­
ships granted amount to the total tuition due. 

2. Grants in Aid differ from scholarships in that they are 
given to assist needy students, but are not a reward of high 
scholarship. While they are rarely given to students with 
inferior records, they are usually given to needy students of 
average ability, who promise to make a creditable, but not a 
brilliant college record. 

3. Loans. It is increasingly the practice to maintain funds 
from which loans are made to needy students with good 
college records. Usually the loans are only available to upper 
class students who are well known as to their college work and 
trustworthiness. These loans are rarely in excess of $200 or 
$250 a year, with a limit of $400 to $800 loaned to any one 
student. The interest rate while in college varies from nothing 
to 6 per cent. Such loans are usually repaid in monthly 
installments of $10 or some multiple of $5. As most college 
graduates secure employment on graduation at rates of from 
$80 to $125 per month, these loans are generally repaid 
promptly. 

Where every reasonable precaution is taken to select trust­
worthy students, and where collection is carefully followed up, 
nearly all loans are repaid. At one institution now loaning 
$50,000 annually, a student in order to secure a loan must 
have a general average in scholarship slightly above that 
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required for graduation; he must have three men who know 
him well vouch for his honesty; and he must take out $500 
life insurance and assign it to the Loan Fund as security in 
case of death. At that institution the total losses since loans 
began in 1912 have amounted to only $3,000. 

4. Employment. Every institution employs a considerable 
number of students in various kinds of work: janitor work, 
assistance in the library, care of grounds, assisting in labora­
tories, stenographic work, waiting tables, etc. Under the 
recent federal N.Y.A., an astonishing amount of work has 
been found for college students. Such work is usually paid for 
at from 20 to 50 cents per hour, the prevailing rate being 
30 to 40 cents. 

In addition to work on the campus, more or less work for 
students is always available in the town. National studies 
show that about 60 per cent of all college students must have 
financial help to attend college. 

In spite of all that is being done tQ aid worthy and capable 
students, many thousands who would greatly profit from 
college training are still excluded by lack of money. Also 
many able students, in struggling to support themselves in 
college, are overworking, and are forced by many hours of 
labor to do an inferior grade of college work. Much remains 
to be done, both in excluding those of inferior ability from 
college and university, and in financing the proper education 
of those who are fully able to profit but lack resources. 

Student Health Service 

In recent years colleges have become conscious of their 
responsibilities relative to the health of their students. Nearly 
all colleges have some formally organized health service. 
This ranges from the part-time services of a local doctor to a 
complete hospital of 50 to 100 beds, with a staff of doctors, 
nurses, and technicians. 

The usual services consist of a physical examination by the 



118 MANUAL FOR TRUSTEES 

college physician on entrance, with such periodic or special 
follow-up examinations as seem desirable. A daily clinic is 
usually held, and treatment is provided for injuries on the 
athletic field. Where there is a good city hospital with ade­
quate facilities, it is usual to have an arrangement by which 
students can be cared for there in case of sickness, and for 
surgical operations. 

If the college maintains its own hospital and staff, morning 
and afternoon clinics take care of minor matters, and students 
needing hospitalization are cared for. All except very minor 
surgery is either sent out to a hospital with a surgical staff, 
or if an operating room is provided, expert surgeons are called 
in when required. 

Usually with a student body of 1,000 or more, a $10 
hospital fee with such charges as are necessarily assessed, 
meet the expense. The fee covers all needed physical examina­
tion, free clinical service, and usually two to four days free 
in the hospital. Medicine, X-rays, and unusual expenses are 
paid for by students at cost. Faculty members or others than 
students served usually pay reasonable fees for all services. 

A college hospital with an adequate staff serves several 
uses. It enables the institution to insure prompt and economi­
cal service to all ailing students. It largely relieves parents 
of anxiety lest their child should be neglected when sick. It 
greatly reduces the incidence of contagious diseases, many of 
which are brought to the campus by students. It encourages 
dormitory directors and fraternity members to insist on sick 
students going to the hospital promptly. Finally, and by no 
means least in importance, is the familiarizing of all students 
with a good hospital and a competent medical and nursing 
staff and their education in what such an institution can do for 
them. 



CHAPTER 15 

INTERCOLLEGIATE ATHLETICS 

PROBABLY in no other phase of the college or university 
are things both so well and so poorly done. The instruction 

and training of the major athletic teams is likely to be the 
best, the most individual, and the most expensive teaching 
done on the campus. 

Regardless of the size of the institution, its major inter­
collegiate teams involve about 200 men. Each man is very 
carefully selected for his special fitness for the team and the 
position on the team in which he will play. He is given indi­
vidual coaching and supervised practice in his special field, 
and plays eight to twenty intercollegiate games under the 
critical eye of his teacher. His diet, sleep, and all habits 
bearing on his health are carefully watched. Very often this 
superb training and experience in good sportsmanship con­
tribute largely to the personality and later success of the 
student. 

But no matter how many thousand men the institution 
may enroll, only about 200 receive this superb training, and 
usually the fine training of the 200 is done very largely at 
the expense of all the others. Of these 200 men some 30 in 
football bring in an income of from a few thousand to $500,000 
a year, the amount depending largely on their team's success. 

Intercollegiate athletics are an excellent thing for the most 
brilliant athletes on the campus in that they have the op­
portunity to meet their equals or superiors from other cam­
puses. So far as they involve large gate receipts, intercol­
legiate athletics are undesirable. They put the emphasis far 
too strongly on winning, as winning teams attract the biggest 
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gate receipts, and they bring great pressure on the alumni, 
the coaches, the athletic director, and on the college adminis­
tration to hire brilliant athletes. 

As intercollegiate athletics are now handled it is difficult 
to fix a policy which is wholly good. Almost all who officiate 
at games today are capable and fearless, and intercollegiate 
athletics are quite free from unfair practice or play dangerous 
for well-trained men. The games themselves are not usually 
open to much criticism. The rule prohibiting the playing of a 
freshman or a first-year transfer has reduced the hiring of 
players somewhat. Scholarship rules, where rigidly enforced, 
put a further check on hiring players. In spite of all this it is 
very difficult to be certain that every player on a team is a 
real college student, on his way to graduation, who came to 
college for an education and not to play football. The fact 
that everyone knows that a winning team takes in many 
thousand dollars more than a losing team greatly increases 
the pressure to secure able players at any price and also pro­
vides the money unless the latter is closely guarded by careful 
auditing. 

Another serious objection to present-day intercollegiate 
athletics lies in the tremendous claim it makes on the time and 
vigor of the men on the teams. Strenuous practice for several 
hours almost every day during the season, usually classes at 
night on strategy and rules, with one or two major games each 
week, with the travel and time away from college involved, 
all make it extremely difficult for the student to maintain his 
scholarship. Add to this that most players are inevitably poor 
boys and must be dependent on some means of earning a part 
or all their expenses, and you have another reason for subsidiz­
ing players. 

Massachusetts Institute of Technology does not play inter­
collegiate football. Chicago withdrew from the Conference 
in which she played for many years and now plays such teams 
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as she elects. Swarthmore has an athletic system including 
all students and plays several football teams without great 
concern for gate receipts. Unless some concessions are al­
lowed major athletes in financial aids, nominal work, easy 
scholarship requirements, or in other ways, it is rarely pos­
sible to maintain a team that can win half her games with 
institutions of equal class and equal enrollment. 

The trustees and the administration are clearly faced with 
three alternatives: 1. To give various concessions to a certain 
number of major athletes. This will include financial aid 
directly or indirectly. 2. Accepting willingly the inability 
of the team to win half her games with institutions of her 
class. 3. Give up intercollegiate athletics in football alto­
gether or at least in the Conference in which the institution 
would normally play and with this the hope of any consider­
able gate receipts, and play teams in the class with the team 
maintained. 

There are a few definite recommendations that can be 
confidently made. The head football coach should not be 
paid more than a full professor. Cases are on record where the 
coach was paid more than the president. Indebtedness should 
not be incurred for a stadium, fieldhouse, or other capital 
investment in excess of a conservative estimate of the net in­
come from athletics for two or at most three years. Other­
wise, the institution sells out its control of its coaching staff 
and its team to those who made the loan. 

Intercollegiate athletics have so much good in them and yet 
involve so many problems, difficulties, and temptations, that 
it will be long before a fully satisfactory system for America 
is evolved. 



CHAPTER 16 

FRATERNITIES AND SORORITIES 

THESE organizations are found in a great many colleges 
and universities. In many places in the past they have been 

the cause of serious problems of various kinds. In more recent 
years, through the efforts of their national secretaries, they 
have been managed better and much more in harmony with 
college administrations. 

Essentially, these organizations are clubs, the active mem­
bers electing all new members, the chief object being to 
promote the social life of the members and, with few excep­
tions, to operate a clubhouse providing rooms and board for 
all or part of the members. While they stress the fact that 
they are secret societies, they differ very little in plan of 
organization and operation from the men's clubs with re­
stricted membership found in all large cities. 

It costs about $100 a year more for a member to pay his 
dues and live in a fraternity house than for a nonmember to 
live modestly outside. Usually the living quarters are pleasant, 
and the food served is good. Membership usually ranges from 
twenty-five to sixty, with some smaller and some larger 
chapters. The social life is pleasant and generally wholesome. 
The tendency of most fraternities is toward overemphasis on 
social life and participation in student activities, and away 
from high scholarship. 

On the whole the members and alumni under national su­
pervision can be depended upon for the successful operation 
of these houses. There are, however, a few points on which 
control and assistance can well be given locally. Especially, 
an institution can be truly helpful in auditing fraternity 
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accounts, providing some common social control, and in 
keeping a check of the scholarship of fraternity members. 

Auditing Fraternity Accounts 

An organization of thirty members providing rooms and 
board will handle $9,000 or more a year. In many fraternities 
with large membership, this may run to $20,000 or more. 
This is too large a sum to be handled by inexperienced under­
graduates without careful supervision. Where no supervision 
is given, usually one-third of the organizations on a campus 
are poorly managed each year; collections run behind, and 
expense exceeds income. Where such poor management exists 
its influence on the numbers of the organization encourages 
carelessness in money affairs and is bad. 

Today many institutions provide in connection with the 
business office an auditor of fraternity and sorority accounts, 
or has them audited by the auditor of student activities. 
Suitable books and forms are required, generally uniform 
throughout all organizations, and they are audited monthly. 
Under such supervision, collections are made promptly, defi­
cits are rare, the treasurer receives excellent business training, 
and the whole business tone of the organization is good. 
Usually a charge of 1 or 2 per cent of the gross receipts is made 
to cover cost, so that the audit is entirely self-supporting. 
As each fraternity must prepare a budget and operate within 
its receipts, extravagant parties are avoided, and useless com­
petition among organizations in expensive ways is effectively 
discouraged. 

Social Control 

On the whole the aims of the social organization and of the 
administration are the same. Both desire parties to be pleas­
ant and respectable. Both wish to avoid anything bordering 
on scandal. Almost always when undesirable happenings 
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occur, it is due to ignorance of good social practice on the 
part of those responsible, to undesirable leadership in the social 
committee, or to excesses of uncontrolled alumni. 

Today most fraternities and all sororities maintain a resi­
dent housemother. Usually she is able to maintain the social 
life and all parties on a pleasant and satisfactory level. It is 
advantageous for the institution to pay part of the house­
mother's salary, as this insures a reasonable wage, gives the 
proper official of the institution a part in selecting desirable 
persons for these positions, and makes the housemother di­
rectly responsible to the institution. 

In a large institution it is worthwhile to employ a competent 
woman of attractive personality to work with all students 
responsible for the management of college social affairs inside 
and outside the fraternities. The assistance such a person 
gives not only can greatly aid the students in making their 
affairs pleasant and agreeable, but it enables the institution 
to keep sufficient touch and control to avoid most undesirable 
parties. The American college in the end is responsible for 
the character of the social life of its students. 

The old theory that the college president stands in the place 
of the parents to all students is rather appalling when there 
are thousands of students, but it is hard to reach any other 
conclusion in regard to this relationship. The parents do look 
to the college, and therefore to the president, as responsible 
for the care of their children's health, morals, and social 
conduct. The college should make certain that fraternity 
and sorority parties are pleasant, properly conducted, and 
such as the parents could approve. 

Further, the students attending American colleges consti­
tute one of the most democratic groups imaginable so far as 
social background is concerned. Many young people very 
promising in ability are almost wholly lacking in any social 
experience. A very great service is rendered them, if while in 
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college they form correct ideals of social life and have some 
experience in conducting themselves properly at social affairs. 
We are constantly graduating from every institution students 
who, while coming from very simple, humble homes, have 
outstanding ability. At college they should not only be 
trained to serve largely, but should there develop the social 
grace to enable them to serve in high places with becoming 
manners. 

Scholarship 

It is reasonable and desirable to encourage fraternity mem­
bers to elect as president and other important officers in the 
organization, members of good scholarly standing. A good 
attitude toward scholarly work cannot be expected of a society 
whose leaders rank below, or just at the minimum average 
required for graduation. It is always to be remembered that 
these societies have real pride in their organizations and do 
not intentionally elect unworthy students to office. Some 
advice and encouragement along this line rather than rules 
will generally be effective. 

In institutions with low entrance requirements, such as 
mere high school graduation; pledging and initiation, or at 
least initiation, should be limited by college rules to students 
who give evidence of their ability to carry on their college 
course to graduation. If an organization is allowed to bring 
into its membership a considerable proportion of students 
indifferent to scholarship, its influence on new members must 
be bad. For an institution to cherish a society with special 
privileges, claiming superior social standing, which is made 
up of members and led by officers indifferent or opposed to 
high scholarship, is certainly both absurd and unwise. 

With financial control and some social direction, it is 
possible to develop the fraternities and sororities into very 
useful organizations, contributing a considerable value to 
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the institutional life and doing much to develop fine social 
ideals in their members. 



CHAPTER 17 

COLLEGE RESIDENCE HALLS 

THE trustees of every institution should have a well-defined 
policy as to what dormitories they desire ultimately to 

build. Their location is important, and ground must be re­
served for them or purchased. Dormitories for men and wo­
men, should each have natural preferential sites. The whole 
problems will be much simplified and clarified if the trustees 
can reach a conclusion as to what is ultimately desirable. 

If this first question is settled to the effect that dormitories 
are to be ultimately provided, the second question is the style 
of architecture and their cost. Dormitories have been built 
of relatively fire-proof construction ranging all the way from 
$500 to $15,000 per student housed, and some general limit 
on cost per student goes far to determine their architectural 
style and limitations. Certainly, the style of architecture should 
harmonize with the general style of architecture of the other 
buildings. 

The cost will be determined by various factors. Perhaps 
most important is the quality of housing desirable for the type 
of students the institution expects to serve. Simple, crowded 
quarters might not attract students from families of ample 
means, while elaborate, expensive quarters certainly would 
not be suitable for students coming from low-income families. 
Assuming the land is available, that the dining room facilities 
are included in the building, and that most students are 
housed two in a room with common bath rooms in each 
corridor, the lowest practical cost will range from $1,000 to 
$1,500 per student. For a preliminary figure $1,200 may be 
used. 
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Probably the most expensive dormitory that could be justi­
fied in a publicly supported institution would· range in cost 
from $2,000 to $2,500 per student housed. Above this figure 
material increase in space per student, architectural beauty, 
and other luxuries enter into the costs. They can go to almost 
any figure. 

In determining the rental charge, some consideration must 
be given to the prevailing room rent in the city in the vicinity 
of the college. The lowest room rent generally charged is $100 
for the college year. This is about $3.00 a week per student. 
It is exceptional for rooms to exceed $300 or $350 per student 
for the college year. 

The cost of operating the dormitory, including supervision, 
service, light, heat and water, and repairs to furniture and 
building, can be kept down to about $50 per student, if the 
students take care of their rooms. With complete care of 
room provided, it may run to $75 or $100 per student. 

The room rent charged should certainly be ample to pay 
all costs of operation and maintenance, and 4 per cent on the 
investment. Housing and boarding students is purely per­
sonal service and should not be provided below cost. If it is 
desired to reduce the cost to students below cost and reason­
able interest, it should be done by grants-in-aid to needy 
students, and not in reduction of room rent. 

It is rarely economical to house fewer than 100 students in 
one dormitory unit, although perhaps the ideal social unit 
would be 60 to 80. On the other hand, probably 200 or 300 
is as large a group as can be conveniently cared for in one 
building. From 125 to 150 seems to be the best number if 
economy of operation and the best interests of the students 
are both regarded. 

Great profit in planning dormitories will result from visits 
to institutions providing dormitories of the general character 
contemplated. Harvard and Yale perhaps have the most 
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generous dormitory provision. Dartmouth houses all students 
in dormitories and has invested a considerable portion of her 
endowment in dormitories. Most of the important women's 
colleges throughout the country house their students in dormi­
tories. Miami University at Oxford, Ohio, University of 
Illinois, University of Minnesota, Iowa State College, Uni­
versity of Iowa, Iowa State Teachers College are of interest 
as representing public institutions which now house a large 
percentage of their students in dormitories. It is rapidly 
being accepted as sound policy to house all students in dormi­
tories, or in dormitories and fraternity and club houses. Most 
of our older, privately supported institutions have endeavored 
to provide ample dormitories for many years. The movement 
among publicly supported institutions has by no means kept 
pace with the increasing enrollment of students. 

Building Dormitories With Dormitory Income 

A number of state institutions are authorized to make loans 
secured by dormitory net income for the building of additional 
dormitories. With sufficient dormitories in operation to pro­
duce a minimum net income of a few thousand or more, this 
is a satisfactory plan. The more net income the quicker the 
loan can be retired. In some cases bonds secured by dormitory 
net income are sold; in other cases the money is borrowed from 
a bank on notes. Over the years all dormitories desired can be 
financed under this plan. 



CHAPT,ER 18 

THE PLACEMENT OF GRADUATES IN EMPLOY­
MENT. ALUMNI RELATIONS 

A GREAT variation in policy prevails among colleges and 
universities relative to the placement in employment of 

their graduates. While some institutions concern themselves 
very little in this matter and disclaim responsibility, others 
feel responsible for the employment of every graduate. 

It would seem that an institution which encouraged young 
people to spend four years under its care and instruction 
"as a preparation for life" would be much concerned to see 
that they met with maximum success in life, and that they 
would do everything possible to give them a good start. 

The lack of concern common among colleges probably is a 
survival of the sentiment developed many years ago when 
practically all college graduates were preparing to enter 
theological schools, and later to enter theology or other pro­
fessions. Such student's future plans were clear and definite, 
and they needed no placement assistance. Later, when a 
considerable number of graduates began to enter other occu­
pations· outside the professions, most college students came 
from families of the well-to-do, and the graduate's father or 
other relatives were quite able to look after his employment. 

Today this whole situation is changed. While perhaps 
one-third to one-half of the 170,000 who graduate annually 
from colleges and universities need no assistance in placement, 
the rest need help very much. A much smaller proportion 
than formerly enter the professions. When these complete 
their professional training, assistance in getting established 
in professional employment is very often badly needed, as was 
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not the case in the past. Also today a large proportion of our 
college graduates, and many of our ablest, come from lower 
middle-class families, lacking experience or familiarity with 
the fields of employment of their sons and daughters, and hav­
ing no useful personal contacts with these fields. Often, in 
fact generally, the young graduate has prepared to enter 
employment in a field entirely outside his own or his family's 
acquaintance. It is now enormously helpful to the average 
college graduate to be placed in employment through the 
assistance of his alma mater. 

On the other hand, employers are forced to turn to the 
colleges and universities for help in securing the graduates 
they desire to employ. The personnel or employment office 
of the institution is more and more required to act as middle­
man between the employer and the graduate-the agency 
which brings the right employer and the right graduate. 
together. Such a department through the years establishes 
a great many contacts with business, industry, professional 
and graduate schools, employers of teachers, etc., so that each 
year many calls for graduates come in from old friends. 

Finally, the satisfactory placement of its graduates is good 
poli~y for any college or university. Probably the actual 
outlay on each graduate ranges from $1,200 for a four-year 
college graduate to as high as $10,000 or over in the case of 
students who spend eight years in undergraduate and pro­
fessional schools at our greater universities. If this expenditure 
was really made with the purpose of fitting the graduate for 
effective living and service, it would seem that the least the 
institution could do would be to place her graduates' feet on 
the ladder of employment and service. 

Also the real test of the value of college training in any field 
is the ability of the graduate to live wisely and serve usefully 
in the world in the field of his preparation. Every institution 
should be constantly seeking to test the skill of its teachers, 
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the suitability of its courses, and the value of its training, by 
noting the ease or difficulty with which it places its graduates 
in appropriate positions, and the success these graduates 
achieve. 

One other aspect of the work of an institution relative to 
placement of graduates should be noted. It is important not 
to train more in a specific field than can be employed. Where 
narrowly directed training is given, as in mining engineering, 
or veterinary medicine, or pharmacy; or in training for the 
doctorate in English, or history, or German, it is undesirable 
to graduate more than can be placed in employment in the 
field of their training at a reasonably satisfactory salary. An 
annual report in the fall covering placement in each field will 
indicate where too many or too few are being trained. The 
tendency of each department and each college is to magnify 
its own work, to seek continually larger numbers, to rejoice 
at an increased number of graduates. This enthusiasm is 
often tempered if they are definitely expected to place their 
graduates in positions. 

If a college has unreasonable difficulty in placing its gradu­
ates this fact raises a question as to whether its courses are 
organized as they should be or whether their graduates have 
been well trained. In such a case the trustees might ask the 
president to look into the matter thoroughly and suggest what 
procedure might improve the situation. 

The most common causes of failure to place graduates, 
chargeable to the institution, are as follows: 

1. lneff ective placement office. 
2. Students of low ability or of very inferior personality 

have been inadvisedly graduated from courses offering em;­
ployment only to capable men. 

3. More students are graduated from a given course than 
there are openings for employment. 

4. The curricula offered are not suitable for the employ­
ment opportunities available. 
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Alumni Relations 
For many years the older private institutions have had their 

alumni well organized, chiefly with a view to securing alumni 
financial support. More recently many public institutions 
have developed effective organizations of their alumni. Today 
practically every college, as well as every university, has an 
active alumni organization. Alumni over the country have 
contributed a great deal of money to their alma maters. 
Until quite recently alumni secretaries were chiefly occupied 
in maintaining a directory of the alumni, publishing an 
alumni journal, and soliciting the alumni for contributions. 
But lately there has been a marked shift toward serving the 
alumni. This has taken several directions. One has been to 
organize courses for alumni at the Commencement season. 
Another has been to endeavor to suggest current reading for 
alumni. Most important has been the effort to make the 
alumni feel that the alumni secretary is their representative 
at the college-the secretary for the alumni-who is there to 
serve them in any way they may desire his services. There 
are many services of great variety which the alumni, particu­
larly the younger alumni, may desire from their alma mater. 
The alumni secretary has easy access to all the administrative 
and departmental offices. He can be the ideal avenue of 
access for the alumni to needed aid from the institution. The 
alumni secretary can talk over the employment prospects 
of an alumnus with the placement officer. He can secure 
needed information for an alumnus from a department or 
place him in contact with the right man in the department. 
He can look up records in the registrar's office. The college 
personnel and organization changes, and after a few years 
an alumnus is often quite out of touch even with his own de­
partment, and a secretary for the alumni can often be most 
useful. 

It seems probable as time passes that the function of the 
alumni secretary will shift entirely away from soliciting funds, 
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an activity that will be transferred to the business office. 
The secretary for the alumni may devote all his efforts to 
extending the services of the institution to the alumni, in 
editing the alumni journal, in maintaining the alumni direc­
tory, in serving as the agent of the alumni at the institution, 
in aiding alumni to secure better positions where needed. It 
seems highly probable that alumni will look more and more 
to their alma mater. Happily, the encouragement of this 
continuing relation will undoubtedly increase the gifts of 
alumni. 

Recently a few of our great state universities have carried 
on well-organized campaigns to raise funds from alumni, 
with more than usual success. Each graduate has received a 
free gift from the state in education costing from $1,200 to 
$5,000 beyond all fees paid, the latter figure in the case of 
those who complete courses in professional schools. These 
alumni should recognize an obligation to the state in this 
amount. It can be paid in large and generous service and in 
many cases can only be repaid in this way. But every alumnus 
who is able should realize this obligation and repay it in 
cash if he can, in whole or in part. 

There has been a widespread feeling that our alumni owe 
nothing to a state-supported institution, other than to pay 
the ordinary taxes from which it is supported. This narrow 
view is changing. To a considerable degree the excellence of 
service of any institution, private or public, can be gauged by 
the recognition of the alumni of their financial debt to their 
alma mater. 

Far too often the alumni interest centers chiefly on their 
alma mater's success in athletics, especially in football. The 
intensity of the demand for winning football teams has de­
creased somewhat in the last twenty-five years, and there 
are increasing numbers of institutions with very loyal and 
enthusiastic alumni where athletic competition, and especially 
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in football, is relatively unimportant. The University of 
Chicago, Massachusetts Institute of Technology, California 
Institute of Technology, Swarthmore, Haverford, Rochester, 
and Johns Hopkins might be mentioned as examples. At many 
other institutions, such as Harvard, Princeton, Iowa State 
College, or the University of North Carolina, other aspects 
of the work and life of the institutions absorb relatively a much 
larger proportion of alumni attention than formerly. 

The trustees can well concern themselves that the institu­
tion under their direction maintains a cordial and wholesome 
relation with its alumni, that a continual effort is made to 
keep the alumni well informed and broadly interested. 





SECTION IV 

The Need for Looking Ahead 





CHAPTER 19 

COMMON AIMS AND GOALS 

AN administration to fully serve an institution, must not 
.fl. only deal effectively with such matters as have been 
discussed previously, but it must also develop the educational 
statesmanship to plan for the future on the highest level. 
College administration is not a thing in itself but a means to 
an end. To be distinguished it must have clear aims in what 
it intends to do for each student; also it must be conscious of 
the relations of administrative decisions to the larger aims of 
the college. To illustrate the latter point, note that the deci­
sion on a minor matter, in its form and in the way it is reached, 
may be destructive to the democratic spirit of the college. 
Some modification of the statement of the decision, or of 
procedure might have attained the same end without any 
adverse effect on larger values. 

To do effective job planning on a high level for an institu­
tion the following questions must be faced. 

1. What are the common aims of American education, 
and how far is your institution pursuing these several aims? 

2. Has your institution found its own proper level in 
American education? 

3. Are the types of education offered by your institution the 
types needed by your constituents? 

4. How effectively is your institution serving each indi­
vidual student? 

Common Aims or Goals 

While institutions of higher learning differ greatly one from 
another, there are a number of aims or goals common to all. 
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They are pursued with different degrees of zeal. In one institu­
tion vocational goals are most emphasized, while cultural 
goals are of greatest concern in others. 

It is important to determine which of these aims your 
institution should emphasize and whether it is pursuing all 
the important aims that it should. Nearly every administra­
tive policy has a bearing, directly or indirectly, on the effec­
tiveness with which one or another of these aims is attained. 
For example, the policy relative to the maintenance of fra­
ternity houses and dormitories bears directly on the social 
development of the students. The policy relative to the 
quality of students admitted materially affects the quality 
and level of the teaching, and of the professional excellence 
of graduates. 

The following may be considered some of the more impor­
tant common aims of higher education: 

Cultural. We all share in the heritage and tradition of 
thought, which it is undoubtedly a prime duty of our uni­
versities and colleges to preserve, interpret, pass on to the next 
generation, and enlarge. In a broad way most of the work of a 
college is directed to this end. However, in this day of spe­
cialization and minute scholarship, these large responsibili­
ties are often lost sight of in the pursuit of detail. Is your 
college administration intent on this large duty? 

1. Is your college so organized and motivated as to enable 
it to recognize students and staff members of peculiar ability 
and develop their strength? 

Our nation needs leaders who can pioneer in every field of 
creative thought, in every branch of science; critics and 
interpreters of our national life; men who can synthesize 
the progress and thinking of America and point it onward and 
upward. Men who have such capacities are rare, but one may 
enter your college as a freshman this year. He may not con­
form to the usual average standards. It may require special 
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insight to see promise in him. If such a man entered your 
college, would he be identified and developed along the line 
of his strength, or would he be forced into the mold of the 
average student? Is your college intent on developing the 
very able, or is it leaving the discovery and development of 
such men to Harvard and Chicago? 

Some college freshmen, while having great gifts and large 
possibilities, have small taste for and show little promise in 
the regular courses. What chance is there that such a one 
will be recognized, and challenged by suitable work at your 
college, and not dropped out as an unpromising student? 

Our most outstanding example of a great man who was a 
dull and unsatisfactory student from the elementary school 
through college is Winston Churchill. Formal schooling did 
not touch him. It was not until he entered the Army in India 
and began to read widely on his own initiative, that he awoke 
to serious interests beyond polo. Many other notable instances 
could be cited where the routine of college, well suited to the 
average, has failed entirely to recognize or serve the unusual. 
Is your college on the alert to serve the unusual student? 

2. There are certain qualities widely regarded as indicating 
an educated gentleman-qualities of character, culture, and 
courtesy. Knowledge in itself seems sterile and barren unless 
supported by character. 

What is your institution doing to give knowledge of, and 
experience in courtesy and gentleness in living with others? 

Does it give each student some knowledge and appreciation 
of great literature? 

Of great art? 
Of great music? 
Does it give each student some introduction to the fields 

of knowledge outside the general area of his specialization? 
Are the graduates of your college men and women who are 

easy to live with and pleasant to talk with? 
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Vocational. Our first American colleges were established to 
train men for the ministry. They all started with a definite 
vocational purpose. If the roll of the college graduates of 
1700-1800 is examined, it will be seen that practically all 
entered the ministry or the law, with a few entering teaching 
and medicine. Whatever else a college may do, it always 
carries a definite vocational responsibility for its students. We 
like to say today that if we train the student to think he will 
be prepared for any vocation. While ability to think is vital, 
a student expects to gain much more in college toward fitting 
him for a vocation. 

Unfortunately, many college teachers have come to regard 
any type of vocational training as improper and undignified. 
This is scarcely a productive attitude. Certainly give all the 
culture and breadth of training and practice in correct think­
ing to students that is possible, but also prepare them, so far 
as possible, for their life work. 

What is your college doing to prepare its students to earn a 
living? This can best be considered by stating the different 
forms vocational training necessarily takes. 

1. Preparation to enter the professional schools in theology, 
medicine, and law, or the graduate school for advanced study 
in preparation for teaching in college, or research work. 

2. Undergraduate professional training in engineering, agri­
culture, commerce, nursing, pharmacy, architecture, forestry, 
home economics, fine arts, library science, music, veterinary 
medicine, and other fields. 

3. Preparation for teaching in the grades, or high school. 
4. Basic training in cultural and scientific and economic 

subjects designed to fit a student to enter on an apprentice­
ship in business or industry. 

In an earlier section the placement service of a college was 
discussed. Its work will be much more effective if graduates 
are prepared for something. A considerable proportion of the 
graduates of every liberal arts college will enter graduate 
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courses in law, medicine, theology, or education, or a graduate 
school for further preparation to teach in a college. Are such 
of your graduates as do go on with graduate work prepared 
for it and successful in such work? Are those who graduate in 
professional courses offered by your college, successful in the 
practice of the profession for which your college trained them? 
If some did not succeed, was their failure due to poor teaching 
in the college; to poorly organized curriculum; to unwisely 
training students in a field already overcrowded; or to accept­
ing for admission to the course individuals incompetent by 
preparation and interest or unsuited in personality? If those 
seeking to teach fail of employment, is it the result of poor 
teaching, lack of adequate practice teaching facilities, or of 
inferior ability or personality of the student? 

If the graduates of your college cannot make a living, they 
can scarcely profit from any cultural training they may have 
received. A study of the occupational success of each graduate 
is very rewarding. 

Social. Our colleges usually claim to develop their students 
in such a way through study and association with the faculty 
and with fellow students, that by the time they are graduated 
they are socially acceptable among educated men. In spite 
of this claim many college graduates are by no means as 
acceptable companions as their diplomas would seem to 
warrant. 

Many of the ablest students entering college today, students 
intellectually capable of serving later in positions of large 
responsibility, come from homes so limited economically and 
socially that these young people need development socially 
to fit them to rise to their best level of service. 

Is your institution doing all it should to enable each 
graduate to live effectively with his fellows? 

A consideration of the following questions may help to 
answer this question: 

1. Does your college give all its students some knowledge 
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of the world and some insight into world affairs. A man can 
no longer guide his own life intelligently without some knowl­
edge of life outside his country. 

2. Do your students acquire at college some understanding 
of the democratic way of life, of democratic values, and get 
some experience in democratic living? 

Russia and Germany have developed national systems of 
education designed to effectuate national aims. We do not 

" want a federally guided and controlled education. Our system 
has developed from the bottom. Starting as the elementary 
school for pioneers on the frontier, as the frontier moved from 
the Atlantic to the Pacific, the common school served all, 
rich and poor. As settlements stabilized, schools improved. 
High schools developed. All followed a common pattern. 
All were local in support and control. Our colleges developed 
in much the same way. They developed in a democratic way. 
Today we tend to forget much of this. We take freedom and 
democracy for granted. We forget our past struggles to win 
them, and that they can again be lost. Our teaching of the 
democratic way of government has become largely formal and 
unimpressive. With schools and universities enrolling thou­
sands and counting teachers by hundreds, their administra­
tion often ceases to set an example of democratic methods 
and procedures. We must earnestly endeavor to keep the 
democratic way of life before our youth, both by vivid precept 
and example of effective operation. 

Is the democratic way of life emphasized in your courses 
in the social and humane studies? 

Is the administration of your college democratic, and is the 
life of the institution among faculty and students permeated 
with the democratic spirit? 

3. Does the college improve the health and sound physical 
development of all its students? Does it give all fine ideals of 
health, physique, and recreation, or does it expend all its 
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money and interests on 200 major athletes for intercollegiate 
competition? Does every graduate go out with a sound body 
and robust health so far as his physical endowments permit? 
Is his physical endowment as he leaves college all that he will 
need to render the service for which he has been trained? 

4. Does your college fully recognize and seriously endeavor 
to meet its responsibility to develop high ideals of character, 
and religion in its students. Do students go out with sound 
character, and with a religious grounding such as to enable 
them to meet the trials of life in a way to reflect credit on the 
college? 

5. Do all graduates leave college with a sound rudimentary 
philosophy of life on which they can build safely as wider 
experience of life gives them material? Do the content of the 
college courses, the methods of instruction, and the character 
and personality of the teachers all tend to help the students 
formulate a sound philosophy of life? If there is a chapel 
service, does it make a real contribution to this end? If there 
are courses in philosophy and psychology, do they make a 
positive contribution to the building of a sound philosophy 
of life by the students? 

Is your college pursuing the cultural, vocational, and social 
aims common to all colleges, wisely, and in the best balance 
for its largest service? 



CHAPTER 20 

EACH INSTITUTION SHOULD SEEK ITS 
OWN PROPER LEVEL 

THE time has gone when just arry college may hope to 
become great. There was a time when colleges in America 

were few, when the pattern of the ultimate development of 
the country was unknown, when any founder might reasonably 
hope that his college would grow to become an institution of 
great distinction. 

Today, with 1,700 colleges, universities, and technical insti­
tutes in operation, much is settled. For certain professional 
fields there is ample provision. In certain areas there are many 
colleges. Each institution is largely limited by its location, 
the development of adjacent institutions, and by its financial 
resources. 

Toward what level of service is your college headed? What 
may it best aim to do 25 years, 50 years, 100 years hence? 
What can it best do to supplement the services of the other 
institutions in its area? Try to view the future of your college 
in terms of the moving and dynamic future of American 
education as a whole. 

All of your present planning will take clearer shape if the 
ultimate level of work and service of your college is agreed 
upon. A list of the various commonly recognized types of 
institutions may be of use in thinking of your institution. 

Junior Colleges (Two Years) 

1. Offering courses to fit students for entering the junior 
year of a four-year college or university. 

2. Offering vocational terminal courses. Designed to carry 
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students one or two years beyond high school and give them 
vocational training in secretarial work, auto mechanics, sales­
manship, or other subjects that will fit them to enter an 
occupation well prepared. 

3. Offering both 1 and 2. 

Colleges ef Arts and Sciences (Four Years) 

1. Limited to liberal arts and sciences. 
2. Liberal arts and sciences with some vocational courses. 

The most frequently met vocational course is education, 
preparing teachers for high schools. Courses in commerce and 
engineering, journalism, and other subjects are also found. If 
vocational courses are offered they should be honestly sup­
ported and taught in a manner worthy of the institution, and 
not merely used as advertising devices for purposes of competi­
tion. 

3. Either of the above with graduate work for the masters 
degree added. If graduate work is offered, it should be 
carefully limited to fields adequately staffed with professors 
able to direct worthwhile graduate work at a level comparable 
with that given at the universities for the same degree. 

Technical Institutes, Offering Technical, Vocational Courses Only 

1. Undergraduate only. The fields of instruction should be 
sharply determined. 

2. Undergraduate and graduate. The fields of under­
graduate instruction should be carefully determined and fixed. 
The scope and purpose of graduate work and research should 
be carefully fixed within the important fields of instruction 
and within the financial capacity of the institution. 

University 

Determine clearly the undergraduate vocational and pro­
fessional fields in which instruction will be given. Determine 
fields of graduate work and research, limiting them sharply 
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to the fields peculiarly suitable and necessary to the institution 
and within her financial ability, and support these fields 
generously. A few fields well developed and supported are 
far better than many fields inadequately supported. 

After the level of an institution is settled it should be de­
veloped at this level with several governing ideas prominently 
in mind. 

1. Every institution has a personality of its own. Preserve 
it and do not violate it. 

2. Preserve the integrity of the institution. Take no action 
that may seem to reflect unfavorably on the institutional 
integrity, honesty, and sincerity. 

3. Stop thinking in terms of competition with other neigh­
boring institutions. Think of how best you can cooperate with 
them. The work of education, like that of religion, will never 
be so completely accomplished that energy can be spared for 
competition. 

There are now developing numerous fields in which co­
operation is being effected. In some cases colleges are co­
operating in instruction, library development, and in other 
ways with nearby institutions. Swarthmore, the University 
of Pennsylvania, Haverford, and Bryn Mawr have developed 
cooperative enterprises in research, teaching, and use of facili­
ties that point to a rich and significant program in the future. 
Among university and college libraries cooperation has al­
ready become an important aspect of the educational picture. 
Efforts are made to avoid unnecessarily duplicating expensive 
collections; also by lending freely and by use of microfilms, the 
unnecessary purchase of expensive books is avoided. 

A notable instance of cooperation is that between the 
University of Texas and the University of Chicago in operat­
ing together a great astronomical observatory in Texas. 

Does the education offered by your college best suit the needs ef your 
constituents? 
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Education is very conservative. Times and constituents 
change; what was most suitable once may not be suitable now. 
Yet a faculty tends to perpetuate courses and curricula as they 
were, without much change, and with few new departures. 

Present offerings are not necessarily the best that could be 
given. Often a college can materially improve its services to 
its students without material increase in expense. Any such 
change usually must originate with the trustees or the ad­
ministration. 

Test the education given by your college against the educa­
tional needs of your constituents. While the great majority 
of educational needs are probably identical with those of other 
constituencies there may be one or more peculiar, outstanding 
need here. If so, are you serving it? 

Does your institution draw her students chiefly from: 
1. A very limited geographical area? 
2. A special constituency, as members of a certain religious 

sect? 
3. A region where a single industry is dominant? 
4. From one of the distinct regions of the United States? 
5. From all over the nation? 
After the origin of the major part of the students is de­

termined, endeavor to determine whether the offerings of the 
institution are those which will best serve these students. 
Should the appeal of the college best be carefully restricted 
or widely extended. If there are some special needs, serve 
them. If there are only standard needs, why attempt to cover 
everything? 

A few illustrations may be useful. At Akron, the great rub­
ber center of the country, the University of Akron offers strong 
courses in the chemistry of rubber. Alfred University, located 
near great ceramic industries, maintains one of the strong 
departments of ceramics. The Agricultural and Mechanical 
College of Texas and Iowa State College, each in the center of 
great livestock areas, maintain strong Veterinary Colleges. 
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So far as possible develop to its highest the particular poten­
tial strength of your institution, rather than dissipate her 
finances in an attempt to compete with every rival. 



CHAPTER 21 

THE COLLEGE AND THE INDIVIDUAL 

HOW effectively is your institution serving each individual 
student? What are the factors that make the college 

education of an individual worthwhile? A great many stu­
dents seem to profit but little from their college course. Why? 
Could it be true at your college? 

Assuming that all the students at your college have selected 
their college wisely, they are not all alike in their individual 
needs or aims. Every college is today a very complex organi­
zation, designed to render a large variety of services. Is your 
college properly staffed and well organized to serve each 
student so that his education there will be most worthwhile 
to him and to our country? 

There is much talk in every college about the individual, 
but with increasing complexity within institutions, and with 
increasing numbers of students, one finds much evidence that 
the education of a majority of students is less worthwhile 
than the generous facilities of our colleges would seem to 
warrant. There is an increasing tendency to disregard indi­
vidual differences and treat all very much alike. Curricula 
and courses are too often shaped to suit professorial con­
venience and departmental ambition. Variations from regu­
larity are regarded as undesirable. There is a great tendency 
to shape all to a common form. The able are crowded into 
it and the weak are stretched to fill it as best may be. 

The individual personality is the most precious thing in the 
world. The college does not do its job well unless it gets be­
hind the reserve of each student; discovers his strengths and 
weaknesses, his hopes, ambitions, and aims; and so far as 
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possible develops and guides them in such a manner as to 
enrich and strengthen and bring to full flower the noblest 
personality that is in him. This is most desirable but very 
difficult. 

The following questions relative to your college will tend 
to show where its services to the individual are most satis­
factory, and where least satisfactory. The following questions 
refer to each individual student: 

1. Who knows him? A parent is entitled to assurance that 
someone in authority in the college will really become ac­
quainted with his son or daughter. Someone worthwhile on 
the staff, who has understanding and sympathy and high 
scholarly ideals should certainly be acquainted personally 
and rather intimately with each student. 

2. What is usefully known ef his background? Much is recorded 
on papers and cards, filed here and there. Much is often 
available, but how much about his background is at the 
finger-ends of the faculty persons responsible for knowing and 
guiding him? 

3. What is known ef his ability to do college work? Did he do 
creditably in high school-graduate in the upper quarter, or 
at least in the upper half of his class? What is his scholastic 
aptitude score? Does it warrant expectation of success in 
college? If these indications are unpromising, are there defi­
nite reasons to think the student's determination to succeed 
is great enough to surmount all handicaps? If not why has he 
been admitted to a college course which he is probably unable 
to complete? After he has been in college for one or two quar­
ters, if he shows by his work lack of reasonable promise of 
success, due to inability, lack of interest, or other cause, is he 
dropped promptly or retained in class as a burden to the 
teacher and competent classmates and at a disadvantage to 
himself? Or, if he is retained, are courses provided at his 
ability and such as will be truly useful to him? 
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4. What is known of his vocational aims, and whether they are 
suited to his abilities? If his aims seem reasonable and if he is 
doing creditable work, well. If not, much can be learned 
through generally accepted tests, which will give helpful 
guidance. Are these tests given to students whose vocational 
aims seem questionable? 

5. ls this the best college for him all considered? Certainly the 
college is for the boy and not the boy for the college. Every 
college has its strength and its limitations. After becoming 
acquainted with this boy, his abilities and aims, are the proper 
authorities satisfied that this college can serve him well? If 
not, have they told him so and discussed with him other 
colleges that might serve him better? If not, why not? 

6. ls he enrolled carefully each term in the best courses for him to 
pursue, all things considered? Or is he registered in a routine 
way by an uninterested official, drafted for service on registra­
tion day? While the curricula provided by the faculty are 
usually well planned to serve the average, capable student, 
they do not usually serve well either the very superior student 
or the student much below the average. Are the true interests 
and needs of the student, or conformity to a rigid prescription, 
most important at your college? 

7. What about his health? Is each student given a physical 
examination by a competent physician? Are all doubtful 
cases followed by further examinations and conferences? Are 
any weaknesses pointed out and talked over in a helpful way? 
Are further physical examinations given each year? Is it 
certain that adequate health measures of all kinds are taken 
and that each student graduating is in the best health possible 
considering his condition on admission? 

8. Is he in suitable sports and are any defects in posture or physical 
development being corrected by suitable exercises? A student's sound 
physical development and his fine sense of sportsmanship are 
most important. Is your college doing all it should to develop 
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them? Are you offering facilities for a wide enough variety 
of sports to interest all students, the strong and the frail? 
Or are all your physical education efforts directed toward 
turning out winning teams and earning large gate receipts? 

9. Is his social life at college such as to develop him to suitably 
fill the type ef position he should later occupy? Life in a dormitory 
or fraternity house can be such as to make a real contribution 
to the social development of the residents. Are your dormi­
tories and fraternities so run? What is being done for the 
social development of those living in rooming houses? A 
very able man, qualified by training and ability for large 
service, can be greatly handicapped by lack of social experi­
ence. 

Is the social example of members of the faculty such as 
tend to develop the best social ideals and practices in the stu­
dents? 

10. ls he adequately housed and Jed and has he sufficient resources 
for his minimum needs? Are the housing and boarding facilities 
available to students good and reasonably priced? If not, 
why not? Are students, with inadequate funds allowed to 
ruin their health in pursuit of an education? Aid should be 
available to help those of real ability and needing help. 

11. If he is earning part or all his expenses, is his labor for support 
and his college work so balanced that he is profiting the most possible 
under all circumstances? A surprising proportion of college stu­
dents earn all their expenses, and a great many earn part. 
Students differ greatly in stamina, resourcefulness, and rapidity 
in learning. Many attempt too much and in the end neither 
earn a comfortable living nor make creditable grades. Certainly 
all such should be protected from injuring their health, or 
needlessly failing in college, by a reduction in college work 
carried, to such amount as can be carried profitably with the 
necessary labor load. At Berea College, where all students 
labor, 60 hours is regarded as a maximum week's work, and no 
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student is permitted to enter upon a course of study and a labor 
load which combined require over 60 hours a week. 

12. Is he growing in integrity, in dependability-in every aspect 
of character-at your college, so that on graduation you can conscien­
tiously recommend him as a man? Are all the professors and in­
structors at your college men of high character, men who set a 
fine example before your students? Are the regulations of the 
college such as to maintain a fine type of student life? Is the 
standard of honesty in all classwork and in examinations high? 
Do the fraternities maintain high standards of character? 
Does the general temper of classroom instruction tend to 
build up high standards of character? Are all administrative 
and official actions of the college on a high level of honor and 
integrity such as will tend to give a high value to nobility of 
character on the campus? 

13. Has he grown in his religious life, and is his religious anchorage 
stronger than when he entered college? ls the religious attitude of 
the members of the faculty wholesome? Are lectures and all 
teaching friendly and cordial to true religious faith? Are 
the churches stimulating and helpful to students? Are courses 
that are given in psychology, philosophy, and religion such 
as to build up rather than to tear down religious faith? 

14. Has he grown in culture, in breadth of knowledge, in apprecia­
tion of the beautiful in art, music, and literature, and has a foundation 
been laid on which further growth can be expected to fit him for his 
future position in life? Does his curriculum demand some breadth 
of education? Is his interest stimulated outside of vocational 
lines? Is there a cultural atmosphere about the college that 
contributes to this side of the student's life? 

15. Does the college follow each graduate out into the world and 
aid him in securing his first job, or in entering on his graduate, or 
professional course? The college and university graduates many 
students yearly at large cost. Each graduate should surely 
be worth placing in a suitable position to begin his service 
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to the public and the world. It is certainly an important duty 
of the college to assist her graduates to their first appointment. 
Does your college do this well? 

While no college could answer all the above questions 
favorably, not one of them is unreasonable. Each individual 
student should be served as suggested above. While their 
consideration may lead to the discovery of some special 
weaknesses in your college, as a whole they go to emphasize 
what a difficult and many-sided undertaking college education 
really is. Nowhere is it perfectly done. In no place is every 
individual properly served. Every institution has far to go to 
reach even acceptable excellence. 

It remains the high duty of each trustee, and of each ad­
ministrative officer to see that his institution has moved for­
ward toward greater perfection of service, and not backward, 
during the period of his responsibility. 



SECTION V 

The Duties and Services of 
Trustees 





CHAPTER 22 

THE DUTIES AND SERVICES OF TRUSTEES 

THE duties and services of trustees are of three kinds: 
(1) things not to do; (2) duties as one of the board in 

meetings and committees; and (3) duties as an individual 
representing the iI?,stitution to the public. 

One of the first things that should be impressed on a new 
trustee is that he is a trustee and not an executive. The opera­
tion of the institution, and the selection of the staff is the 
function of the president and faculty. Trustees are continually 
besought to secure jobs, contracts, and the retention of dis­
missed students. All such requests should be referred to the 
president without recommendation. If the president fails to 
direct the institution in an effective and satisfactory manner, 
by all means replace him as soon as possible by a more capable 
man. But do not assume any personal part in the immediate 
direction of the college. 

As a member of the board and of committees of the board, 
several responsibilities devolve on a trustee: 

1. To become familiar as soon as possible with the buildings, 
grounds, and equipment; their condition of repair and general 
suitability to the uses they serve. 

2. To become acquainted with the president, deans, and as 
many of the faculty as possible, that he may form an intelligent 
estimate of the quality of the personnel and their spirit. 

3. To become acquainted, at least superficially with the 
printed matter issued by the institution. The catalogue, re­
ports, publicity material, and any regular publications of a 
scholarly type. 

4. To assure himself that all endowment funds are safely 
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and wisely handled and are fully protected in every possible 
way. 

5. To assure himself that all current income and expendi­
ture is handled with absolute integrity and with skill and that 
all interests of the institution are conserved. 

6. To assure himself that the budget is honestly and compe­
tently prepared. That income estimates are conservative and 
expenditures carefully and fully estimated. That all educa­
tional needs-salaries, salary increases, new appointments, 
library, supplies, and equipment-have been carefully con­
sidered. 

7. To familiarize himself with the fixed policies of the 
institution; to be active in codifying and adding to these 
policies, where changes are needed. 

8. To assure himself that the president is following the 
general policies of the trustees in the direction of the institution. 

As an individual representing the institution to the public 
in his area, the trustee has further opportunities to serve most 
usefully. While there never was a time when as much was 
spent on higher education by the public, or when so large a 
number of students attended the undergraduate, pr,ofessional, 
and graduate colleges, there seems to be less intimate under­
standing and sympathy between the public and the colleges 
than formerly-certainly less than there should be. 

The trustee might well be an active intermediary in many 
ways between his community and his college: 

a. In directing qualified high school graduates to his col­
lege and in discouraging unqualified graduates from entering. 

b. In keeping in touch with the student attitudes in the 
college through continued acquaintance with the boys and 
girls who attend his college from his town. 

c. In bringing properly selected faculty members before 
question-asking groups in his community for discussions or 
lectures. 
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d. In giving publicity through local newspaper editors 
relative to worthwhile matters at the college. The com­
munity should feel that their trustee is their representative at 
the college. He should strengthen the relations of the college 
in serving the public in his community. 

e. He should have an interest in the product of his college, 
and especially in the graduates who went to the college from 
his town. How has the college changed the boy or girl? Have 
they grown as men and women? Are they competent in the 
field of their special training? Can he as a trustee be proud 
of the finished product of his college? 

The alumni secretary can be a great help in supplying 
desired information relative to students and graduates from a 
trustee's home town. Nothing could be more stimulating to 
an alumni secretary than inquiries from trustees. The alumni 
monthly, or quarterly, often gives illuminating sketches of the 
college and its work. The alumni secretary has, or can readily 
secure, the latest information on the employment of graduates. 

f. So far as may be he should try personally and through 
the board as a whole, to narrow the gap between trustees and 
faculty. This gap has always been wide. Half a century ago 
it was still usual for each professor to report in person to the 
trustees on his department and submit to questions from 
trustees. Such meetings were of small value. The faculty is 
usually doubtful of the competency of the trustees, and the 
trustees are often critical of the faculty. Anything that brings 
faculty members and trustees in personal contact improves 
this situation and is to be desired. Trustees brought in to 
address faculty groups, and faculty members invited by trus­
tees to address groups in the trustee's community are most 
useful methods of promoting better acquaintance. A joint 
committee of trustees and faculty, the latter members elected 
by the faculty to represent them, can discuss certain common 
problems with great mutual profit. 

This business of being a college trustee can be a great 
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business, a great pleasure, and a great service. It can also be 
a very small, useless, and perfunctory performance. A shock­
ing percentage of the 17,000 men and women serving as 
trustees, directors, and members of the boards controlling our 
American colleges and universities, know little of their re­
sponsibilities and care little about their institutions; per­
functorily attend board meetings, and approve presidential 
recommendations without understanding or serious considera­
tion. On the other hand, there is no finer or more valuable 
group of people in the country than our able, responsible 
college trustees. And there are no more rewarding services 
in which to work. The effective trustee renders an unpaid 
service of which he may well be proud. To be an active, 
useful, stimulating factor in the life of a great institution; 
actively to help unite the administration, the trustees, the 
faculty, the alumni, and the students in a drive toward noble 
goals in education; to feel that you are a useful factor in 
developing the best that is in American youth-all this can 
mean much in the life of a man. No public trust today is more 
important than the trusteeship of American colleges and uni­
versities. No public service can be more rewarding. 
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Academic freedom, 92 
Accounts 

fraternity, auditing of, 123 
student activities, auditing of, 114 

Activities, student; see Student ac-
tivities 

Admission requirements, 59 
Age of trustees, 6 
Aid to students, financial, 115 
Aims and goals, common to all col-

leges, 139 
cultural, 140 
social, 143 
vocational, 142 

Alumni, placement in employment 
130 ' 

Alumni relations, 133 
Appeal, distinct, importance to small 

college, 51 
Appointments 

of deans and department heads, 
21 

to faculty, 75 
of trustees, 6 

Athletics, intercollegiate, 119 
Auditing 

of fraternity accounts, 123 
of student activities accounts, 114 

Authority, conflicts of; see Conflicts 
of authority 

Background for considering present 
college problems, 43 

Board of trustees; see also Trustees 
committees of, 8 
as court of appeal, 39 
desirable composition 7 
desirable size, 8 ' 
frequency of meetings, 7, 8 

Books 
duplicate copies, 106 
reserve, 106 
special gifts of, 107 
responsibility of trustees for, 26 

Budget, responsibility of trustees for 
29 ' 

Building, library, 108 
Building plans, 66 
Buildings, responsibility of trustees 

for, 26 

Campus, 65 
Chapel, daily, 110 
College publications, student, 113 
Colleges 

enrollment, 47 
growth of, 3, 4 
problems, present, background for 

considering, 43 
proper level, 14 7 
scope of work of, 68 

Conflicts of authority 
of the president and faculty, 18 
of trustees and president, 17 

Constituents, does education offered 
suit? 148 

Cooperation, importance of, 44 
Current funds, responsibility of trus­

tees for, 28 

Daily chapel, 110 
Deans 

appointment of, 21 
efficiency of, 90 

Degrees, honorary, 22 
Department heads 

appointment of, 21 
efficiency of, 90 
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Department libraries, 105 
Distinct appeal, importance to a 

small college, 51 
Duties and responsibilities 

of faculty, 15 
of president, 13 
of trustees, 11, 159 

Educational institutions, types of, 44 
Efficiency of deans and department 

heads, 90 
Employment of alumni, 130 
Endowment, responsibility of trus­

tees for, 27 
Enrollment 

in colleges and universities, 47 
in four-year colleges, 55 
in high schools, 46 
in junior colleges, 48, 55 
limitation of, 63 
size of, 54 
in teachers' colleges, 50 
in universities, 56 

Equipment, responsibility of trustees 
for, 26 

Expenditures 
for library salaries, 102 
in private universities, 57 
in public universities, 58 

Faculty 
academic freedom, 92 
appointments, 75 
duties and responsibilities, 15 
loyalties of, 11 
pensions, 89 
promotions, 75 
retirement, 88 
sabbatical leave, 86 
salaries, 80 
teaching loads, 82 
tenure, 92 

Financial aid to students, 115 
Fraternities 

auditing accounts of, 123 
scholarship of, 125 
social control of, 123 

Fraternities and sororities, 122 
Freedom, academic, 92 
Funds, current, responsibility of trus-

tees for, 28 
Future of higher education, 46 

Gifts, to library, 107 
Goals, common to all colleges; see 

Aims and goals 
Growth of colleges and universities, 

3, 4 

Heads of departments 
appointment of, 21 
efficiency of, 90 

Health service, student, 117 
Higher education, future of, 46 
Higher learning, number of institu-

tions of, 4 
High school enrollment, 46 
Honorary degrees, 22 

Individual, the college and, 151 
Institution 

personality of, 44 
proper level, 146 

Institutions 
educational, types of, 44 
of higher learning, number of, 4 

Intercollegiate athletics, 119 

Junior colleges 
enrollment, 48, 55 
proper level, 146 

Land, responsibility of trustees for 
providing, 25 

Leave, sabbatical, 86 
Librarian, importance of, 101 
Library, 101 

adequate support, 103 
chief objective to have books used, 

104 
delivery desk service, 105 
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Library-continued 
department libraries, 105 
duplicate copies of books, 106 
exchanges between, 107 
expenditures for salaries, 102 
gifts, special, 107 
growth and library building, 108 
microfilms, 107 
reserve books, 106 

Limitation of enrollment, 63 
Loyalties of trustees, president, and 

faculty, 11 

Microfilms, library use of, 107 

Pensions, faculty, 89 
Personality of an institution, 44 
Plans, building, 66 
President 

duties and responsibilities, 13 
loyalties of, 11 
salary, 36 
selection of, 33 
tenure, 38 

Private universities, expenditures, 57 
Problems, present college, back­

ground for considering, 43 
Promotions, of faculty members, 7 5 
Proper level 

development of an institution at 
its, 148 

each institution should seek its 
own, 146 

four-year colleges, 147 
junior colleges, 146 
technical ins ti tu tes, 14 7 
universities, 147 

Property, responsibilities of trustees 
for holding title to, 25 

Public universities, expenditures, 58 
Publications, student, 113 

Ratio of students to teachers, 84 
Residence halls, 127 

financing, from residence hall in­
come, 129 

Responsibilities of trustees, 11 
for the budget, 29 
for buildings, 26 
for current funds, 28 
for endowment, 27 
for equipment, books, and sup­

plies, 26 
for holding title to property, 25 
for providing adequate land, 25 

Retirement, faculty, 88 

Sabbatical leave, faculty, 86 
Salaries, 80 

library, 102 
of president, 36 

Scholarship 
in fraternities, 125 
student, 112 

Scope of work 
of a college, 68 
of a university, 70 

Selection of president, 33 
Services of trustees, 159 
Social control of fraternities, 123 
Student activities, 113 

accounts, auditing, 114 
Student college publications, 113 
Student health service, 117 
Student scholarship, 112 
Students, financial aid to, 115 
Supplies, responsibility of trustees 

for, 26 

Teaching loads, 82 
Teachers' college enrollment, 50 
Technical institutes, proper level of, 

147 
Tenure 

of faculty members, 92 
of president, 38 

Title to property, responsibility of 
trustees for holding, 25 

Trustees; see also Board of trustees 
age of, 6 
appointment of, 6 
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Trustees-continued 
committees of, 8 
as court of appeal, 39 
duties, 11 
frequency of meetings, 7, 8 
importance of able, 4 
influences affecting the selection 

of, 5 
loyalties of, 11 
number in United States, 5 
responsibilities 

for the budget, 29 
for buildings, 26 
for current funds, 28 
for endowment, 27 
for equipment, books, and sup­

plies, 26 

Trustees-continued 
responsibilities-continued 

for holding title to property 25 
for providing adequate lanci' 25 

selection of, 5 ' 
services, 159 

Types of educational institutions, 44 

Universities 
enrollment, 47 
growth of, 3, 4 
proper level of, 14 7 
scope of work of, 70 

Who should go to college? 53 


	Hughes_LB2341-H874mi001
	Hughes_LB2341-H874mi002
	Hughes_LB2341-H874mi003
	Hughes_LB2341-H874mi004
	Hughes_LB2341-H874mi005
	Hughes_LB2341-H874mi006
	Hughes_LB2341-H874mi007
	Hughes_LB2341-H874mi008
	Hughes_LB2341-H874mi009
	Hughes_LB2341-H874mi010
	Hughes_LB2341-H874mi011
	Hughes_LB2341-H874mi012
	Hughes_LB2341-H874mi013
	Hughes_LB2341-H874mi014
	Hughes_LB2341-H874mi015
	Hughes_LB2341-H874mi016
	Hughes_LB2341-H874mi017
	Hughes_LB2341-H874mi018
	Hughes_LB2341-H874mi019
	Hughes_LB2341-H874mi020
	Hughes_LB2341-H874mi021
	Hughes_LB2341-H874mi022
	Hughes_LB2341-H874mi023
	Hughes_LB2341-H874mi024
	Hughes_LB2341-H874mi025
	Hughes_LB2341-H874mi026
	Hughes_LB2341-H874mi027
	Hughes_LB2341-H874mi028
	Hughes_LB2341-H874mi029
	Hughes_LB2341-H874mi030
	Hughes_LB2341-H874mi031
	Hughes_LB2341-H874mi032
	Hughes_LB2341-H874mi033
	Hughes_LB2341-H874mi034
	Hughes_LB2341-H874mi035
	Hughes_LB2341-H874mi036
	Hughes_LB2341-H874mi037
	Hughes_LB2341-H874mi038
	Hughes_LB2341-H874mi039
	Hughes_LB2341-H874mi040
	Hughes_LB2341-H874mi041
	Hughes_LB2341-H874mi042
	Hughes_LB2341-H874mi043
	Hughes_LB2341-H874mi044
	Hughes_LB2341-H874mi045
	Hughes_LB2341-H874mi046
	Hughes_LB2341-H874mi047
	Hughes_LB2341-H874mi048
	Hughes_LB2341-H874mi049
	Hughes_LB2341-H874mi050
	Hughes_LB2341-H874mi051
	Hughes_LB2341-H874mi052
	Hughes_LB2341-H874mi053
	Hughes_LB2341-H874mi054
	Hughes_LB2341-H874mi055
	Hughes_LB2341-H874mi056
	Hughes_LB2341-H874mi057
	Hughes_LB2341-H874mi058
	Hughes_LB2341-H874mi059
	Hughes_LB2341-H874mi060
	Hughes_LB2341-H874mi061
	Hughes_LB2341-H874mi062
	Hughes_LB2341-H874mi063
	Hughes_LB2341-H874mi064
	Hughes_LB2341-H874mi065
	Hughes_LB2341-H874mi066
	Hughes_LB2341-H874mi067
	Hughes_LB2341-H874mi068
	Hughes_LB2341-H874mi069
	Hughes_LB2341-H874mi070
	Hughes_LB2341-H874mi071
	Hughes_LB2341-H874mi072
	Hughes_LB2341-H874mi073
	Hughes_LB2341-H874mi074
	Hughes_LB2341-H874mi075
	Hughes_LB2341-H874mi076
	Hughes_LB2341-H874mi077
	Hughes_LB2341-H874mi078
	Hughes_LB2341-H874mi079
	Hughes_LB2341-H874mi080
	Hughes_LB2341-H874mi081
	Hughes_LB2341-H874mi082
	Hughes_LB2341-H874mi083
	Hughes_LB2341-H874mi084
	Hughes_LB2341-H874mi085
	Hughes_LB2341-H874mi086
	Hughes_LB2341-H874mi087
	Hughes_LB2341-H874mi088
	Hughes_LB2341-H874mi089
	Hughes_LB2341-H874mi090
	Hughes_LB2341-H874mi091
	Hughes_LB2341-H874mi092
	Hughes_LB2341-H874mi093
	Hughes_LB2341-H874mi094
	Hughes_LB2341-H874mi095
	Hughes_LB2341-H874mi096
	Hughes_LB2341-H874mi097
	Hughes_LB2341-H874mi098
	Hughes_LB2341-H874mi099
	Hughes_LB2341-H874mi100
	Hughes_LB2341-H874mi101
	Hughes_LB2341-H874mi102
	Hughes_LB2341-H874mi103
	Hughes_LB2341-H874mi104
	Hughes_LB2341-H874mi105
	Hughes_LB2341-H874mi106
	Hughes_LB2341-H874mi107
	Hughes_LB2341-H874mi108
	Hughes_LB2341-H874mi109
	Hughes_LB2341-H874mi110
	Hughes_LB2341-H874mi111
	Hughes_LB2341-H874mi112
	Hughes_LB2341-H874mi113
	Hughes_LB2341-H874mi114
	Hughes_LB2341-H874mi115
	Hughes_LB2341-H874mi116
	Hughes_LB2341-H874mi117
	Hughes_LB2341-H874mi118
	Hughes_LB2341-H874mi119
	Hughes_LB2341-H874mi120
	Hughes_LB2341-H874mi121
	Hughes_LB2341-H874mi122
	Hughes_LB2341-H874mi123
	Hughes_LB2341-H874mi124
	Hughes_LB2341-H874mi125
	Hughes_LB2341-H874mi126
	Hughes_LB2341-H874mi127
	Hughes_LB2341-H874mi128
	Hughes_LB2341-H874mi129
	Hughes_LB2341-H874mi130
	Hughes_LB2341-H874mi131
	Hughes_LB2341-H874mi132
	Hughes_LB2341-H874mi133
	Hughes_LB2341-H874mi134
	Hughes_LB2341-H874mi135
	Hughes_LB2341-H874mi136
	Hughes_LB2341-H874mi137
	Hughes_LB2341-H874mi138
	Hughes_LB2341-H874mi139
	Hughes_LB2341-H874mi140
	Hughes_LB2341-H874mi141
	Hughes_LB2341-H874mi142
	Hughes_LB2341-H874mi143
	Hughes_LB2341-H874mi144
	Hughes_LB2341-H874mi145
	Hughes_LB2341-H874mi146
	Hughes_LB2341-H874mi147
	Hughes_LB2341-H874mi148
	Hughes_LB2341-H874mi149
	Hughes_LB2341-H874mi150
	Hughes_LB2341-H874mi151
	Hughes_LB2341-H874mi152
	Hughes_LB2341-H874mi153
	Hughes_LB2341-H874mi154
	Hughes_LB2341-H874mi155
	Hughes_LB2341-H874mi156
	Hughes_LB2341-H874mi157
	Hughes_LB2341-H874mi158
	Hughes_LB2341-H874mi159
	Hughes_LB2341-H874mi160
	Hughes_LB2341-H874mi161
	Hughes_LB2341-H874mi162
	Hughes_LB2341-H874mi163
	Hughes_LB2341-H874mi164
	Hughes_LB2341-H874mi165
	Hughes_LB2341-H874mi166
	Hughes_LB2341-H874mi167
	Hughes_LB2341-H874mi168
	Hughes_LB2341-H874mi169
	Hughes_LB2341-H874mi170
	Hughes_LB2341-H874mi171
	Hughes_LB2341-H874mi172
	Hughes_LB2341-H874mi173
	Hughes_LB2341-H874mi174
	Hughes_LB2341-H874mi175
	Hughes_LB2341-H874mi176



