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GOVERNANCE AND MANAGEMENT:

U.S. Experiences and Implications for Japan’s Higher Education

Robert Birnbaum
University of Maryland

The basic reality, for the university, is the wide-spread recognition that new
knowledge is the most important factor in economic and social growth. We are
just now perceiving that the university's invisible product, knowledge, may be the
most powerful single element in our culture, affecting the rise and fall of
professions and even of social classes, of regions and even of nations (Kerr, 1964,

pp. vi-vii).

Japan is reforming its system of higher education to give institutions greater autonomy from the
Ministry of Education (MEXT), make them less dependent on traditional government subsidies, and
sensitize them to the discipline of the marketplace. Part of the reform will alter the system of faculty
employment in the national universities, change administrative structures to provide greater freedom
for presidential leadership, and implement management systems developed in the private sector to
better relate expenditures to outcomes. Among the ultimate objectives of the reform policy are to
improve the quality of Japanese higher education by creating distinctive, world-class institutions.

This paper discusses the implications of U.S. experiences in governance and management for
reforms in Japan’s National Universities, and particularly for Japan’s interest in developing
institutions that would conform to the highest international standards. How are such institutions
created? Experiences in the U.S. suggest it takes at least three things: resources, time and people.

The first requirement, resources, include laboratories, scientific equipment, libraries, computers
and the other essentials of the scholar’s craft. Great research universities are very expensive. They
cannot be bought on the cheap. Merging clusters of weaker institutions may or may not be an
efficient means of supporting basic educational services, but it is likely to make it difficult to create
distinctiveness, and to be a failing strategy for developing greatness.

The second requirement is time. The University of Oxford traces its beginnings to the 11™
century, and Harvard to the 17", Other world-class universities in the U.S. were founded in the 18"
and 19™ centuries, but very few in the 20™; a list of the greatest universities of 1900 would overlap
considerably with a similar list prepared in 2000. Newer institutions can often demonstrate

impressive leaps in quality as they aspire to catch up to the world’s elites, but the elite do not rest on



their laurels. They improve as well, their pockets are often deeper, and the bar for being considered
elite is continuously raised. Prime Minister Nakasone once said that “it would take 30 years to
achieve educational reform - it is similar to planting a forest” ("Opinion leader Yasuhiro Nakasone,"
1997). The higher education forest may take even longer to grow.

The third, and the most important element of quality in a research university, is people.
Excellent ministers or trustees understand the importance of the institution, and assure its continued
support. Excellent administrators are sensitive to the needs of research and teaching, and create an
environment conducive to scholarship. But the most critical element determining the quality of a
research university is the excellence of its faculty. A world-class university cannot exist without a
group of world-class scholars from diverse fields. As is the case in every field of human endeavor
involving advanced training, there are many who are competent, but relatively few whose
achievements merit international recognition. The best research universities compete with each
other for the most outstanding products of their own national systems of graduate education, and raid
each other to hire senior scholars. They also attract some of the best scholars, researchers and
graduate students from around the world. Such scholars come when the autonomy they require, the
tools they need, and the proper intellectual and social conditions for their work -- including the
company of others of the same caliber -- are present.

Although resources, time and people are the critical requirements, systems of academic
governance and management are still important. They cannot by themselves create great universities,
but effective governance and management systems can facilitate institutional progress while
ineffective systems may inhibit it. There are at least two quite different ways - which I shall call
“rational” and “cultural” - of thinking about university governance and management. Each way is
accurate, but each is incomplete. Any successful attempt to improve institutions must consider both.
The rational perspective looks at the structures and regulations that define authority relationships,
prescribe certain organizational processes and encourage compliance with enacted policies and
procedures in an educational system. The cultural perspective looks at the values and beliefs formed
by history, traditions and personal interactions that create the social glue that holds an educational
system together.

There is always a tension in universities between the cultural and the rational perspectives. A
university only concerned with maintaining the culture of the past without concern for changes in its
environment may quickly become an irrelevant relic; an institution trying rationally to design new
structures or procedures that are believed to lead to desired future outcomes without taking cultural
elements into account can quickly lose its sense of mission and identity. It is relatively easy to

establish new structures and processes, but if they are inconsistent with cultural expectations they may



fail. To be successful, universities must balance the need to remain the same with need to change.
As Professor Arimoto put it (2000, pp. 7,8), universities try to “maintain autonomy of their own
organizations in order to pursue priorities and roles proper to academic organizations” while at the
same time they must try “to improve academic work of research, teaching, and social service, if they
are to be capable of responding to social expectations.”

The rational elements of an educational system are usually written and publicly available, and they
are relatively easy to observe. Cultural elements, in contrast, are usually unwritten and
unconsciously accepted as “the way things are done” without much discussion. Even participants in
the system itself may not be consciously aware of them, and so they are often difficult to observe and
are extremely resistant to change. Most attempts at university reform emphasize the rational
elements because they appear to be subject to administrative and political influence; little attention is
usually given to the cultural elements, in part because they are invisible, and in part because no one
really knows the best way to change them.

Some observers have commented that the movement to make Japanese universities more flexible
and market-oriented is based on the “American mode” (Arimoto, 1997, p. 43); others have called it
the “Americanization” of the Japanese system, and “the uncritical and unprincipled acceptance of the
American model” (Itoh, 2002, p. 24). It is commonly believed that the quality of U.S. institutions is
due in part to their hierarchical structure, strong presidential leadership, multiple sources of income,
and systems for public accountability. While these generalizations have within them a grain of truth,
they may provide a misleading view of how these institutions actually operate. Since many aspects
of academic reform in Japan may be related to beliefs about American practices, this paper will begin
by considering university governance and management in the U.S., and then will raise questions about
their relevance for university reform in Japan. With the understanding that structural and cultural
differences make comparisons and predictions questionable, viewing the Japanese reforms through
American eyes suggests that many of the changes hold real promise for improvement, while others

may create significant problems.

1. ACADEMIC GOVERNANCE IN THE U.S.

“Governance” refers to the structures and processes that academic institutions and their sponsors
create to balance the claims of two different, but equally valid, systems for control and influence.
One system, based on legal authority, is the basis for the role of government, trustees and the
administrators who are their agents; the other system, based on professional authority, justifies the role

of the faculty. Together, they represent the rational and the cultural aspects of governance. Since



the basic perspectives of legal and professional authority often appear to be in conflict, the basic
questions of governance are “Who decides?”, and “Who decides who decides?”.

The central cultural governance value in U.S. universities is institutional autonomy. Institutional
effectiveness, it is believed, can be maintained and improved only if major decisions are made
through the governance system of the institution. Interference by external groups, including
governmental agencies, compromises academic freedom, institutional quality, and organizational
effectiveness. It also reduces, rather than increases, accountability, since neither the institution nor
the governmental agency has clear responsibility for campus operations.

The acceptance of autonomy as a value perpetuated by culture has meant that rationally-based
changes in governance structure have had little effect in U.S. institutions. For example, there were
over 100 proposals to reform state-level higher education governance between 1985 and 2000 (Leslie
& Novak, 2003). Some proposals moved towards centralization and some towards decentralization.
The proposals were usually based on political factors rather than a consideration of either efficiency or
effectiveness, and the changes produced no consistent outcomes. As a consequence, “there is no
obvious best or even better model for organizing and governing systems of public colleges and
universities...[and] there appears to be little (nonideological) consensus on what would result in a
particularly effective and efficient system of public higher education” (p. 101). A number of
scholars have also suggested that structural governance changes make little difference. Clark Kerr
said (1982, pp. 29, 30-31) “I once thought that alternative modes of governance had substantial
significance in American higher education.... I would now advance the conclusion that, within the
range of alternatives considered in the United States, forms of governance make some difference but
not as much as often supposed.... [GJiven the heavy emphasis on individually made decisions by
faculty members and the active competition among institutions, one specific arrangement in
government versus another has minor implications for what actually happens in a university.”

There are three major institutional participants in academic governance in U.S. institutions — the
lay board of trustees, the administration led by the president, and the faculty. Unlike most countries,
the U. S. has no national education ministry. While national fiscal or research policies may
indirectly influence academic institutions, there is little if any direct involvement by the federal
government in higher education, and governance of the higher education system is highly
decentralized. Indeed, from a formal structural and legal perspective it is probably fair to say that
there is no U.S. higher education “system” at all, although a large number of historical forces and

cultural processes provide system-like coordination even in the absence of a coordinator.



(1) Lay Board of Trustees

The governing and decision making authority of each university rests with a lay board of trustees
which is responsible for protecting the institution and ensuring that it operates in the public interest.
The board is a policy-making body. It appoints a president (often with faculty participation) and
holds the president accountable for the administration of the institution. Presidents serve at the
board’s pleasure, and can be removed by them. Although boards may appear to make many
decisions, most of them are pro forma in nature, and follow the recommendations of the president.

Boards of trustees of private institutions are completely autonomous and (with minor exceptions)
are not accountable to any governmental agency. Boards of trustees of public institutions may be
accountable for some aspects of their operations to other state-wide educational coordinating bodies,
and each of the 50 States has its own structures and procedures for doing so. In some States a
coordinating body may have the final authority to approve new degree programs, establish enrollment
limits, require the submission of planning documents, recommend funding levels, establish tuition
rates, and require the submission of data and reports. For the most part, however, trustee boards are
jealous of their prerogatives and state coordinating bodies are reluctant to interfere in the internal

decision making of research universities.

(2) Presidential Leadership

The American college president is often described as a powerful executive, able to set ambitious
goals, develop new academic policies, allocate resources to move the institution in new directions,
change structures to make quicker and more flexible decisions, and provide both intellectual
leadership as the chief academic officer, and management leadership as the chief executive officer
of the institution. From a rational perspective it may appear as if a strong president, through the
authority delegated by the board of trustees, is able to make major institutional decisions. But while
this may be true in a legal sense, it does not reflect the reality of academic culture in most four-year
institutions, and certainly not in the major research universities. The power of the president is
limited by the influence of the faculty, and by history, tradition, and many internal and external forces.
The institution’s reputation and access to resources are historically determined and difficult to change
over the short run, and most operating budgets consist predominantly of fixed costs so there is little
discretionary funding to allocate. Presidential effectiveness depends on faculty support, and the
faculty is often academically conservative and resistant to change. The limitations on presidential
power in the U. S. are so great that some scholars have claimed that “the presidency is an illusion”
(Cohen & March, 1974, p. 2).



Still, despite these limitations, presidents remain the single most influential individual at most U.S.
institutions. They meet regularly with the board of trustees, and often set its agenda and interpret
and implement its policies. They approve institutional budgets and plans, and they are responsible
for ensuring that academic programs and administrative processes are coordinated. They understand
educational matters, since they are likely to have been faculty members. They are also experienced
managers since they are likely to have previously served in a series of administrative positions with
increasing responsibilities. Presidents are able to appoint (usually after faculty consultation) senior
administrators, such as vice presidents, with whom they will work. These senior administrators
themselves have significant experience and may be selected because they share the president’s views
on important matters. Although the selection of deans of academic units usually involves significant
faculty participation, the actual appointment is done by the president. The president therefore
provides a critical link between the rational and the cultural systems of the university, and senior
administrators are likely to be influential because they have been appointed through processes that
reflect both faculty culture and administrative rationality.

University presidents in the U.S. do not provide leadership because they can make speedy
decisions, but because they know the campus culture, and understand the political and structural
processes through which things get done. Effective leadership in the U.S. is not based on the
strength of an individual president, as much as it is on the density of administrative competence within
the institution. Each senior administrator is ultimately responsible to the president, but is also
expected to be a leader in his or her area of responsibility; a successful president is able to give some

direction and coordination to those leadership efforts.

(3) Role of the Faculty

Although legal authority in U.S. institutions may appear to be centralized, the cultural reality is
that power in American universities is widely dispersed. Trustees usually delegate much of their
decision making power to the president, while retaining the right of review and final authority. Most
trustee boards and presidents recognize the faculty’s professional authority through their acceptance
of a cooperative principle that has come to be known as “shared governance.” This principle is
contained in the 1967 “Statement on government of colleges and universities” (American Association
of University Professors, 2001) also known as the Joint Statement. It accepts the ultimate authority
of the trustees and the president, but also identifies the faculty’s “primary responsibility” for
educational matters such as faculty status, and programs of instruction and research, and discusses the
importance of faculty involvement in educational policy more generally, including the setting of

institutional objectives, planning, budgeting, and the selection of administrators.



“Shared governance” is a cultural rather than a rational concept. The Joint Statement is not a
legal document, and no institution is required to follow its precepts. The actual structures and
processes of shared governance, and the roles given to different faculty groups and administrators,
differ from university to university. Institutions use a variety of mechanisms including institutional
senates, joint committees, and ad-hoc task forces that enable administrators and faculty to make
mutually acceptable decisions. In a smoothly-running institution, there is likely to be faculty
involvement in decisions made at every level of institutional governance. A recent study of
four-year colleges and universities in the U.S. (Minor, 2003, p. 970) confirmed that “shared
governance remains a strong institutional value among all campus constituents.”

Decisions made through processes of shared governance are likely to be accepted because the
processes are considered legitimate and consistent with the expectations of the participants. For
example, faculty have the right at every university to determine the content and method of their
courses, but the processes for approving a new course, establishing a new program, or determining
changes in degree requirements may also require review and approval of an array of additional
administrators or faculty committees. The purpose of this elaborate system is to reduce duplication
and to assure the uniform application of high standards throughout the institution. Faculty may not
be pleased when their proposals are not approved for financial or educational reasons, but as long as
agreed-on university procedures involving faculty are followed they usually accept such constraints

on individual and departmental autonomy.

2. IMPLICATIONS FOR GOVERNANCE IN JAPAN

The decentralization of the system and the value of institutional autonomy in the U.S. can be
contrasted with the tightly regulated control of institutions in Japan. Legal educational authority for
Japanese National Universities is held, not by autonomous boards of trustees, but by MEXT.
Because MEXT in the past has established authoritative regulations and allocated all resources,
universities have responded to even its suggestions as directives. Diversity has been limited, and
institutions have been likely to do the same things because of “the hidden hand of administrative
guidance from the Ministry of Education” (Yoshida, 2002, p. 62).

The conversion of the National Universities to National University Corporations appears to
represent a sweeping change in the governance structure of these institutions which will bring their
decision processes closer to that seen in U.S. universities. One of the avowed purposes of this
transformation is to “secure university autonomy by making the educational and research system more

flexible” (Ministry of education, 2001).  Although structural changes in the decentralized U.S. have



by and large not been effective levers for institutional change, it is possible that the experience in the
more centralized system of Japan will be different.

Under the new system, institutional distinctiveness is to be encouraged, and institutions will
establish their own goals. However, these goals must be approved by MEXT which will also use
panels of “external experts” to monitor their achievement. The procedures through which this new
relationship will be established have not yet been determined, but perhaps even more important than
the new structures themselves will be the required cultural changes for both MEXT and the
institutions. The promise of autonomy and its benefits represents a potentially positive force in the
strengthening of Japanese higher education. But the influence of organization culture is strong, and
it may be difficult for the officials of MEXT to “forget” the processes and expectations of the past.
If MEXT uses its new authority to micro-manage institutional plans instead of encouraging autonomy,
universities may have even less flexibility than in the past and a major opportunity to transform the
system will have been lost. If the reforms are to be effective, MEXT must permit institutions not
only to make their own decisions but also their own mistakes. Excessive regulation restricts the
effectiveness of strong institutions, and does not improve the performance of weaker ones.

The role of the faculty in institutional affairs will also have to be reconsidered. As faculty units
come to realize that resources are allocated by the institution itself and not by MEXT, they must
become more involved in working with the president to develop institutional policies and plans that
are accepted by the faculty as legitimate. The issue of “legitimacy,” like that of “shared
governance,” is a cultural rather than a legal matter. Decisions are likely to be accepted as legitimate
when the procedures creating them are considered to be fair (Tyler & Blader, 2000). Cooperative
group behavior, which makes groups more efficient and effective, depends on legitimacy. In general,
faculty have not been involved in the decision to transform the National Universities into National
University Corporations, even though this change has significant implications for academic and
administrative affairs. Because of this lack of participation, as well as lack of understanding of how
the reforms will be implemented, faculty support for the changes may be weak.

Perhaps the most visible governance changes will be those designed to strengthen the role of the
president. University presidents in Japan have been called “little more than figureheads under the
influence of the educational ministry” (Brender, 2003). In Japan, it is believed that because of “weak
presidential leadership and an expectation of discussion down to department level, the whole campus
is faced with difficulty in making a swift response to social changes and related expectations”
(Arimoto, 1997, p. 42). In the past, executive leadership was neither desired nor expected.
Because presidents in Japan are elected by the faculty, usually from among their own members, and

have limited administrative experience and support, they are not in a political position to move their



institutions in new directions. When senior university administrative staff is appointed by and
accountable to MEXT, deans are elected by their faculties, and institutions have little control over the
allocation of budgets, even presidents who might wish to initiate change may not have the
management resources necessary to do so.

If presidents in Japan are given the authority to appoint their vice-presidents and other
administrators, influence the allocation of financial resources, decide on the structures, processes and
personnel that operate the institution’s administrative infrastructure, and have a voice in the selection
of deans, the potential influence of Japanese presidents may be greatly increased. The U.S.
experience is that presidents seen as able to make final decisions are more influential than those
whose decisions must be reviewed by a higher authority. When presidents are able to act without
fear of second-guessing by MEXT, presidential influence will be enhanced. Yet it would be a
mistake to believe that structurally strengthening the decision-making of university presidents alone
will help reform their institutions. Presidents will also have to learn how to effectively use their new
authority in a manner consistent with the academic culture of their institutions, and the desire of the
faculty to participate in important decisions. Neither presidential power nor institutional efficiency
may necessarily be enhanced by the ability to make quick decisions. The effectiveness of
universities is not based on efficiency and speed but on reliability and trust, and any process that
makes it possible to make good decisions more quickly also makes it possible to make bad decisions
more quickly. Faculty involvement in governance processes may slow down the making of
decisions, but it also assures more thorough discussion and provides the institution with a sense of
order and stability (Kerr, 1964). Problems in higher education may be not be due to decisions that
are made too slowly because of the drag of consultation, but to those made too swiftly and without

regard for institutional core values.

3. ACADEMIC MANAGEMENT IN THE U.S.

Research universities in the U.S. are large and complex organizations, and their effective
administration involves securing income, allocating resources, operating supporting services,

maintaining faculty personnel systems, and assessing quality.

(1) Securing Income
U.S. research universities obtain their income from multiple sources. In the public sector,
general educational operations are supported primarily by state appropriations and tuition. State

appropriations are often made following formulas and historic patterns, although the university is



usually able to determine how these funds will be allocated including how additional funds should be
expended, and how budget deficits should be accommodated. Private institutions in general do not
receive state funds, and therefore must rely more heavily on tuition. They also receive income from
endowments and gifts, part of an American tradition of philanthropy by individuals and foundations,
as well as from annual fund-raising campaigns aimed at alumni and the general public. Public
institutions increasingly receive funds from such sources as well.

Both public and private universities receive substantial grant and contract income from the federal
government and corporations, as well as fees for services and income from other sources. These
funds may improve institutional quality and prestige, but they are designated for specific purposes and
cannot be used to fund the general education program. That is why when revenues from the state
government decline, there are two common responses at public institutions: cut the curriculum and
reduce the number of faculty (and thus weaken academic programs), and/or increase tuition (and thus
restrict access).

Multiple funding sources may stabilize institutional income during periods of volatility, but
negative consequences have been noted as well. As institutions bring in additional
non-governmental funds there is a tendency for governments to respond by reducing their own
commitment. This may lead institutions to raise tuition, or to become still more dependent on
developing research contracts, some of which may take the institution into undesirable directions. In
the U.S., the governance and budgeting of entrepreneurial research institutes and centers increasingly
takes place outside traditional institutional structures, weakening presidential influence, internal

governance, and management systems.

(2) Allocating Resources

U.S. universities often have been criticized for distributing budget funds based on enrollments,
program level, or other quantifiable criteria unrelated to quality of performance or educational
outcomes. Rationalists have long argued that funding institutions based on historic expenditures is
wasteful, and they have urged (and sometimes required) institutions instead to adopt processes
developed by government and businesses for budgeting and accountability.

For the past four decades, American universities have experimented with a number of rational
management techniques that promised to make academic institutions more efficient and effective.
An analysis of these techniques (Birnbaum, 2001), ranging from Program Budgeting (PPBS) and
Management by Objectives (MBO) in the 1960's to Total Quality Management (TQM) and Business
Process Reengineering (BPR) in the 1990's indicates that they all were all promoted as a solution to

higher education’s problems. They turned out instead to be short-lived fads with significant costs



and few benefits.

The latest rational program, called “performance funding” or “performance budgeting,” had by
2001 been adopted by most States as a method of “assuring public accountability in a decentralized
era of managing for results rather than controlling by regulations” (Burke & Minassians, 2001, p. 1).
Under these programs, state agencies set numerical standards for specific university outcomes.
Institutional budgets were to be affected by satisfactory achievement of the stated goals. The growth
of these programs occurred during a period of state budget surpluses and increasing support for higher
education. State governments are now running budget deficits, and they have started to drop these
programs. Instead, they are substituting “performance reporting,” a process in which performance
indicators are publically reported but not tied to budget decisions, and which “resembles more a
symbolic than substantive reform” (Burke & Minassians 2003: 21}. It allows institutions and public
agencies to appear to be accountable and sensitive to the environment, and to relate budgets to

outcomes, without the controversy that would be created by actually doing so.

(3) Operating Support Services

The academic programs of U. S. universities are supported by a large and growing number of
administrative offices, bureaucratically organized, and usually under the direct supervision of vice
presidents and their senior subordinates. There may be a hundred or more such offices at the typical
research university, each responsible for a specific process such as purchasing, personnel
appointments, staff benefits, student recruitment, research administration, records maintenance, or
institutional research. The administrators who staff these offices are usually specialized and highly
trained. In some cases they have advanced degrees, often from university programs designed to
prepare university staff members. They may move between institutions during their careers,
developing a high level of expertise on the technical, legal, management, and educational aspects of
their positions.

While there are always public and faculty criticisms of the large numbers of vice presidents and
other institutional administrators, it is difficult in the U. S. to conceive of managing a complex
organization without such a bureaucratic infrastructure. Large bureaucracies might appear to pose a
danger to academic values, but this has not been a major problem in the U.S., where faculty members
report high levels of satisfaction with their autonomy and independence (7he American college
teacher: National norms for the 2001-2002 H.E.R.I Faculty Survey, 2002). The issue is not so much
how a bureaucracy can be avoided, but rather how it can be made responsive to the needs of the
institution. In the U.S., this responsiveness is facilitated by having the bureaucracy report directly to

the president. This was not always the case. At the beginning of the 20™ century, many boards of



trustees in the U.S. gave the president responsibility for the academic program but not the financial
program. This situation was corrected once it became clear that academics and finances cannot be
separated, and that institutional effectiveness and coordination requires that one person must have
primary responsibility for both. If the bureaucracy reports to a president who is committed to
teaching and scholarship, then the bureaucracy can be designed to support those ends. Problems are
created when the bureaucracy is not responsible to the president, but to some external body whose
interests are less academic. When this happens, the rules may not be used to support some higher

purpose, but become ends in themselves.

(4) Maintaining Faculty Personnel Systems

Since the quality of a university ultimately depends on the quality of its faculty, it is no surprise
that research universities in the U.S. give a great deal of attention to how faculty members are selected,
and to the conditions of their employment.

Most younger faculty in research universities in the U.S. are selected by faculty committees after a
nation-wide search, and begin their careers as assistant professors on fixed-term contracts of one to
three years. They may or may not be reappointed, based on regular assessments of their performance
and institutional needs. These term appointments normally last no more than seven years in total, at
the end of which faculty are considered for permanent appointment (tenure). Before making a tenure
decision, the research, teaching and service performance of the faculty member is rigorously reviewed
in a process that may take as long as a year and that involves assessments by academics both inside
and external to the institution. At the conclusion of these assessments, a decision is made either to
promote the faculty member to associate professor with tenure, or to ask the faculty member to leave
(a system often referred to as “up or out”). These judgments are made initially by departmental
colleagues, and are eventually confirmed or reversed by both administrators and faculty committees at
higher levels of the institution. It is the demonstrated achievement of the faculty member over an
extended period that permits an institution to determine if permanent employment is in the best
interests of the institution. Institutions can improve their quality by giving tenure only to those
faculty members whose performance has been judged to be superior.

The support of these personnel systems for appointment, reappointment and tenure requires the
establishment of comprehensive policies and procedures that guide how data are to be collected and
evaluated, the criteria that are to be employed, the groups and individuals who will participate, and the
schedules that are to be followed. These policies and procedures evolve over time, and are created
and altered through the institutional processes of shared authority. Although it is important to the

legitimacy of the system that all procedural requirements are met when making personnel decisions,



even more critical is the culture of each institution that determines the standards of excellence to be
applied, and the rigor with which they will be enforced.

There have recently been strong arguments in the U.S. that tenure should be abolished in favor of
contracts. However, only a handful of non-elite institutions have done so. There are claims that
abolishing tenure would lead to increasing productivity by weeding out “deadwood,” but there is no
empirical evidence to support this notion. A small number of studies have not found that reliance on
a fixed-term contract system yields any of the advantages claimed for it (Finkelstein, 2003), and the
operation of a system of faculty tenure remains at the core of most institutions including the research
universities. For the most part, opposition to tenure in the U.S. is based more on marketplace

ideology than on educational improvement.

(5) Assessing Quality

Quality is maintained in U.S. universities through both external procedures which tend to
emphasize rationality, and internal procedures that are based primarily on culture. The national
government plays no substantive role in these processes. The external forces, such as regulations set
by state agencies that apply to public institutions, or regional and specialized accreditation processes,
act primarily to ensure that institutions meet specified standards. Accountability for meeting these
standards is achieved through institutional self-study, the submission of reports, and visitations by
external committees of academic and professional peers. Standards to be met are often stated in
measurable and rational terms. In many cases, standards may be set at very high levels, but while
they may assure acceptable performance they cannot by themselves lead to the highest quality and
true excellence.

Instead, the internal procedures based on academic culture are the ones that determine whether an
institution is able to achieve recognition for quality at the highest levels. Academic culture in the
U.S. gives status to institutions based on the perceived quality of the faculty, students and curriculum.
Perceived quality is essential in the competition for resources, and the commitment to quality is
perpetuated by tradition and the socialization of faculty that leads them to be concerned with the
maintenance of “standards” in both teaching and research.

Research reputation is established on such factors as research grants received in open competition,
prestigious fellowships and prizes awarded, and articles published in the most selective peer-reviewed
journals. The best universities do not measure productivity by the quantity of publications, but by
their quality and the extent to which they are cited by other scholars. Research is an important
determinant of quality in doctoral universities, but the diversity of institutional types and missions in

the U.S. means that the quality of other institutions may be assessed instead in terms of teaching, or of



service. Some teaching-oriented liberal-arts colleges, for example, are among the most prestigious
institutions in the U.S. In addition, a long tradition of service by public Land-Grant Universities,
institutions serving special populations, and community colleges, for example, give many of them
high status and regional or national recognition. The maintenance of high quality in the U.S.
therefore depends on the development of multiple institutional niches that create alternative paths to
excellence. The lesson of the U.S. is that quality is enhanced by internal development and

distinctiveness, and not by external control and uniformity.

4. IMPLICATIONS FOR MANAGEMENT IN JAPAN

(1) Securing Income

One major aspect of the reform of National Universities in Japan is a change in the mechanisms by
which the level of institutional funding will be determined. In the past, faculties and chairs in
National Universities received annual budgets from MEXT based on formulas related to enrollment
and other demographic and historical data, and unrelated to institutional performance. ~Although the
precise mechanisms to be used by the new system are not yet clear, it appears as if National
University Corporations will be required to propose six-year academic plans to be approved by
MEXT, with future funding levels to depend on the degree to which specific numerical targets
established in the plan have been achieved.

Institutions will also be encouraged to compete for additional sources of support in addition to
core government funding. It is supposed that through seeking additional markets and adopting
management principles developed in business and industry, as institutions in the U.S. are believed to
have done, educational quality will increase and institutions will be more flexible as they adjust to the
needs of the market. Institutions would also have the authority to allocate funds as they see fit.

The reforms will encourage Japanese universities seek support from multiple sources, just as
American universities do. Seeking external grants to encourage cooperative research with business
and industry may strengthen university scholarship and serve the public, However, as the U.S. is
discovering, it may also distort the academic mission by favoring some disciplines more than others,
withholding the results of industry-sponsored research from the general public, and encouraging
universities to be the product research arms of private business firms.

Encouraging an American-like approach to multiple funding sources also overlooks some
significant historic and cultural differences between the two countries. The U.S. has a long tradition
of private giving, initially to private institutions but increasingly to public universities as well. Even

before U.S. universities established offices for fundraising, many institutions could count on receiving



annual support from alumni, corporations, foundations and other citizens, some of whom had no
formal relationship to the institution. Some of these gifts are given in the form of money or other
gifts for immediate use; others are given in the form of endowments which generate income. The
amounts involved can be substantial; Harvard has an endowment of $17 billion, and eighty U.S.

institutions have endowment funds in excess of $.5 billion.

(2) Allocating Resources

Giving National University Corporations authority to allocate their resources should have a major
effect in strengthening presidential influence. But the use of numerical targets as a mechanism to
influence future funding is more problematic. It is believed that National University Corporations
should take a more business-like approach to the expenditure of public funds by linking resources to
outcomes. Although the precise mechanisms have not yet been developed, the system being
contemplated appears to be similar to several management systems that have not proven to be
successful at U. S. institutions in the past.

The failure in the U.S. of systems of performance-related public funding should be studied
carefully by MEXT as it develops new mechanisms for National University Corporations. In the
U.S., programs developed when there are surplus resources do not function well when instead there
are deficits. Attempts to use formulas to allocate funds have little effect on institutional performance,
and create great controversy. The data required to operate these systems are expensive to collect,
and are not used for policy purposes. In addition to the technical problems involved in establishing
such systems, there are serious substantive issues as to what criteria would be used. But perhaps of
greatest importance, questions must be raised about whether any indicators, applied in a formulaic
way, can truly help improve institutional quality.

There may be some value in having institutions establish specific numeric goals, such as
increasing the number of patents they earn or the number of university/industry partnerships they
create, but there are two things using such numeric indicators will not do. It will not measure
movement towards becoming an internationally recognized institution, since the essence of excellence
may be found more in academic culture than in rational formulas. And it will not strengthen those
aspects of university development that are more difficult to measure. President Nagao, for example,
has called for university leadership to “recover and re-establish ‘humanity’ in a technology-driven
society” (Nagao, 2000, p. 54) and to improve liberal arts courses to excite students’ curiosity.
Numeric indicators are the enemies of concepts such as “humanity” and “curiosity.” The reality is
that many of the things that can be measured in academic institutions are not important, and many of

the things that are important cannot be measured.



(3) Operating Support Services

Another aspect of the reform would encourage the development of better management policies by
adding business executives to committees that advise the president. In Japan, middle-managers may
have no specialized educational background, and be moved from one department to another so that
people in the Personnel Department may find themselves three years later assigned to work in
Admissions. The value of such a policy is that it gives administrators a well-rounded view of many
different university operations. The great disadvantage, however, is that it makes it difficult if not
impossible to develop high levels of expertise in any area. Generalized rather than specialized
expertise may be useful when institutions follow well-established routines and procedures, and
operate under administrative rules established by other organizations. But when institutions must
function independently in a complex and constantly-changing environment, the U.S. experience
suggests that specialized expertise is essential.

Presidents of National University Corporations may have little experience in managing support
services. Under the reform they will have a group of business officials on a university management
committee to whom they can turn for advice. But while these officials may have technical expertise
in certain business processes, they will be unlikely to know anything about university culture and
academic management. Their “advice,” therefore, may improve efficiency but at the same time be
counterproductive to the development of stronger educational institutions. Processes developed in
business settings may be inappropriate for universities. Presidents will need management advice, but
the experience in the U.S. suggests it should come, not from external business experts, but from the
professionally-trained members of the president’s own staff who understand both the academic and

the management aspects of the organization.

(4) Maintaining Faculty Personnel Systems

Among the most contentious aspects of the reform is abolishing the civil service status that has
conferred tenure on faculty in the National Universities. Although the precise mechanisms though
which faculty appointments will be handled are not yet clear, it appears as if institutions, and

academic units within institutions, will have the option of retaining some system related to tenure or

substituting for it term contract appointments. Institutions are being encouraged by MEXT to move
all units towards the term contract system.

How is it that “tenure” in Japanese institutions is being abolished in order to improve quality and
market responsiveness, while in the U.S., which is recognized both for its quality and its
responsiveness tenure is being maintained? The answer may be found not so much in the concept of

tenure, as in the means by which it is achieved. In the past, a faculty member in Japan was



considered to have tenure immediately upon appointment. Tenure in the U.S. is achieved quite
differently. As Japan moves from an employment system in which tenure was awarded at the time
of initial employment, to a system in which employment will be based on term appointments, the
development and maintenance of the management systems to support faculty personnel procedures
will become increasingly important. The administrative issues are quite significant. If, for example,
faculty in National University Corporations are given five year contracts, then every five years (at
least) reappointment decisions will have to be made.

To do so, procedures will have to be established, data will have to be collected, records will have
to be maintained, contracts will have to be written, and payroll and other systems will have to be
adjusted. But the cultural issues may be even more significant than the administrative ones. In the
U.S., there is a cultural agreement that making these decisions is essential to the improvement of
institutional quality. Nevertheless, the non-reappointment of a fixed-term faculty colleague who has
been a part of a department for seven years can be a painful, and sometimes a disruptive, experience.
It may be even more difficult for Japanese academics to honestly assess the work of colleagues if the
consequence is to force someone out of an established group.

It has been pointed out that the tenure system in the U.S. strengthens quality by requiring
institutions to make a final decision to retain or not retain someone, rather than by allowing the
mediocre to drift along. Tenure is a life-time commitment; term contracts may make it easier to
reappoint a marginal person because the stakes are limited. A term contract system that does not
weed out those not performing at a level of excellence may have more problems than a tenure system;
not only may it compromise stability, but it may not improve institutional flexibility.

There are several issues that should be addressed if Japan is to abolish tenure. The first, and most
critical, is whether it is possible to create a world class institution which does not have at its core a
critical mass of distinguished, permanent (whether through tenure or some other means) faculty
members. Certainly no institution in the United States has done so. A second is how Japanese
institutions will acquire the administrative resources and experience necessary to administer a contract

system, and whether academic culture in Japan will support it.

(5) Assessing Quality

It has proven to be difficult to assess the quality of Japanese institutions. Attempts to replicate
the U.S. concept of accreditation have not been culturally accepted, and while regulations by MEXT
can ensure meeting minimum standards they may not necessarily improve the quality of either
teaching or research. To the general public, institutional quality has been equated with scores on

admissions tests rather than with any indices of institutional performance. Many would agree that it



is difficult to build high quality institutions based on the old system in which faculty were often
selected from within the institution (Arimoto, 1997, p. 37), and appointed for life without any
subsequent assessment of their performance. But it is possible that a system in which everyone is on
term appointments will pose comparable barriers to the development of quality. The maintenance of
high quality will also require that faculty research proposals be judged on the basis of merit, and that
publications be assessed by peer review, even when the results compromise the Japanese tradition of
fairness or require junior faculty to judge the work of their seniors.

Although the system for assessing universities under the new system is not yet clear, it appears
that it may involve external groups that would determine if an institution had met its goals. These
judgments would then be reflected in future resource allocations by MEXT. There are two different
approaches to assessing institutional quality. One, referred to as formative evaluation, emphasizes
ongoing assessment for the purpose of improvement. The other, summative evaluation, emphasizes
final assessment for the purpose of decision making. Experience in the U.S. suggests that no single
process can effectively be used for both kinds of evaluation, and Japan may have to decide explicitly
how the dual objectives of improvement and decision making will be accomplished. It also suggests
that quality should not be judged by the extent to which goals established six year earlier have been
achieved, but by the degree to which the institution has improved over that time. The judgment of
whether an institution is progressing towards the achievement of international status cannot be made
by governmental ministries, no matter how wise and benevolent they might be. It can be made only
by those who have acquired the judgment and knowledge to do so because they have already had

experience in such institutions.

5. THE EFFECTS OF REFORMS IN GOVERNANCE AND MANAGEMENT

Good governance and sound management are important if an educational system is to be both
effective and efficient. But ultimately they are only means. The question is whether the means
employed will lead to the outcomes desired. In both the United States and Japan, universities are
being urged to reduce reliance on public funding, seek external sources of support, respond to markets,
privatize inefficient operations, and introduce the business practices of private enterprise. ~Although
in both countries the need for reform is often couched in terms of improving quality or service, it is
clear that an important — if not the major — force for change in both is essentially financial, and not
educational. Governments want to pay less and get more.

There is no question that academic institutions have to make efficient use of resources and be

accountable to the society that supports them. However, the notions of efficiency and accountability



have become confused in the market-oriented economy of the U. S. with the structures and processes
of business firms. All organizations are not alike. A university is a not-for-profit, mission-oriented
social institution, not a profit-seeking, business organization, and neither can effectively be run like
the other. If Harvard University was run like Toyota, and Toyota was run like Harvard University,
neither would be pre-eminent in their respective fields; in fact, neither might even survive. In the
same way, a great university can neither be created or operated like a government ministry. A

university is not effective in spite of being a loosely-coupled system -- it is effective because it is a

loosely coupled system that cannot be fully assessed in rational terms.

No one can be certain of the long-term effects in the U.S. of attempts to make universities more
responsive to the market; the effects in Japan are even more problematic. As suggested by the failed
attempt after the Second World War to impose programs of liberal education on a Japanese system
which had no basis on which to understand or support them, attempts to transfer social structures or
processes from one culture to another are fraught with difficulties. Not only may proposed changes
be implemented symbolically rather than substantively, but instead of strengthening a system their
introduction may disrupt and weaken it. Experiences in the U.S. must therefore be viewed with
caution. The decentralized nature of the U.S. system means that our experiences may have only
limited relevance for reform efforts in Japan. Never in the U.S. experience has there been - or could
there be - a comprehensive, centralized plan that would make so many untested changes
simultaneously in so many institutions.

In the absence of answers, it may be helpful to ponder questions. For example, if it is true that in
the past Japanese institutions have not been provided with sufficient facilities and qualified faculty to
sustain good teaching and research for the growing numbers of graduate students (Nagao, 2000, p. 52),
what might be the effect of further reducing the level of public funding? Can Japan emulate the
success of American universities merely by improving management to become more efficient, or will
success instead require a significant increase in national funding levels so that it more closely
approximates the percent of GNP devoted to higher education in the U.S.?

What might be the effects on the other sectors of Japanese higher education of increasing support
for a small number of excellent universities? If total public support is diminished, it appears as if
some public institutions may be abolished, while many private institutions will be bankrupt. The
widespread public support in the U.S. for its system of elite higher education is based in good measure
on the availability of non-elite institutions to serve the masses of students. It is doubtful that political
support for research universities could be maintained if the U.S. did not at the same time have a large

number of local and regional institutions offering two-year, four-year and graduate degrees. Will a



reformed Japanese system with decreased funding be able to command public support if the access,
quality and diversity needed by its students is diminished?

Will the intention of replacing tenure with term contracts provide greater flexibility and encourage
innovation, or will it weaken faculty commitment and make it more difficult for institutions to
compete for world-class scholars?

Will relating university programs to commercial interests make it more or less difficult to
restructure curriculum to support the sciences or social sciences, or to encourage such desirable
characteristics as “creativity?” Compared to industrialized Western nations, Japan has a far greater
proportion of students in engineering, and a smaller proportion in science. Japanese contributions to
higher levels of creativity may require that this ratio be changed (Naito, 2000). If universities are
given financial incentives for patents and collaboration with industry, what effect is that likely to have
on enrollments in engineering vs. science? And may dependence on external research grants lead to
the reappointment of faculty whose research has high commercial value, but little scientific value?

Will the reformed university system will be able to balance the essential, yet frequently conflicting,
demands of autonomy and responsiveness? In the U.S., this responsibility is fulfilled by boards of
trustees that hold institutions accountable, but at the same time buffer them from improper pressure
from legislatures and other external groups. In Japan, the emphasis appears to be on
“ ‘layman-control,” with the involvement of media, parliament and government” (Yonezawa, 2003, p.
153). But even with the media as a watch-dog, will it be possible for MEXT to maintain the
academic integrity of National University Corporations while at the same time it is under pressure to
increase efficiency and reduce costs?

And finally, how will Japan meet “the first challenge for Japanese universities [which is] is the
need to evolve into the student-centered institutions that are appropriate in a mass higher education
system” (Altbach & Ogawa, 2002, p. 3)? Faculty in the U.S. consider teaching to be a major aspect
of their positions, and their interests tend to lie more towards teaching than to research. In Japan,
membership in the academic profession, whether in a research university or a two-year college, has
historically been defined primarily in terms of research, and university faculty are more likely to
express a preference for research than teaching (Altbach & Lewis, 1996, p. 20). It is very difficult to
transform a cultural value for research into one for teaching, and while MEXT has explicitly stated the
need to improve teaching it is unclear how it will attempt to implement its intentions.

The problem of improving teaching in Japan is made even more difficult because of student lack
of interest in teaching reforms. It has been pointed out (Arimoto, 1997, p. 39) that “without student
support of faculty members, no teaching innovation will be accomplished.” The issue of teaching

quality in Japanese universities can be traced to the expectations and socialization of students and



faculty long before they meet in the college classroom. Marginal improvements in a reformed
system may perhaps be influenced by programs of faculty development, teaching assessment, and
linking salary and other matters of professional status to demonstrations of good teaching. However,
a long-term solution may ultimately depend on changes in the intellectual preparation students get
before entering college, in the ways in which potential faculty members are socialized, trained,
recruited, and rewarded, and in the development and support of categories of institutions with explicit
teaching missions. Systems of assessment must be developed if faculty are to be held accountable
for teaching, and if students are to be held accountable for learning. It may also require a change in
the culture of both government agencies and business corporations to give more attention to what a
job applicant has learned, and less to the selectivity of the university the applicant has attended. If
employers don’t care what university graduates know, universities are less likely to be concerned as

well.

6. THE PURPOSES OF HIGHER EDUCATION

In the U.S., there has been an implied social contract between higher education and society;
universities were to create and disseminate valid knowledge, and in exchange society was to support
and protect them. From a social perspective, the U.S. system has given the primary responsibility for
meeting the needs of mass higher education to public institutions, which enroll over 75 percent of all
students. This suggests that access to higher education, at both the undergraduate and graduate level,
has been historically considered a public as much as a private good. While this concept is now under
conservative political and economic pressure in the U.S., the American public in general sees a
college education as the means for a happy and productive life, accepts the need for continued public
funding of public institutions, and is concerned when increases in tuition threaten access for
middle-income students. Now, as the marketplace of ideas is drifting towards becoming a
marketplace of commerce, the social contract is being questioned and educational values may be
eroding.

This implied social contract also has given great credibility and privilege to both institutions and
professors because they promised to engage in the disinterested acquisition, transmission, and
protection of knowledge. Now, as academic research efforts are increasingly directed at
accumulating wealth, either for the researcher or for a corporate sponsor, the legitimacy of the social
contract is being questioned, and the credibility of academics is being eroded (Montgomery, 2003).

Both Japan and the United States have focused attention on questions of means, with little

attention given to the ultimate ends for which institutions of higher education exist. Should higher



education be a public good accountable to the public, or a private good accountable to those with the
ability to purchase it? A market oriented system identifies it more as a private good, and suggests
that those who benefit should bear the burden of paying for it. But while MEXT wishes to move
institutions towards the market approach, at the same time it recognizes that the reason for supporting
world-class universities is “they constitute the intellectual foundation for a dynamic society and
prosperous economy” (Ministry of education, 2001), both of which are public goods.

Making National University Corporations more responsive to market demands may improve their
quality, but it may also lead them to reduce their standards in the continuous quest for money.
Meeting the needs of massification may have been a cause of “mass-production class-room teaching;
declines of teaching quality; mass-produced inferior students; loss of social accountability” (Arimoto,
1997, p. 34) that have plagued many private institutions in Japan. Some of the existing quality
problems, therefore, may be the result of leaving institutions to the influence of the marketplace;
institutions wanted enrollments and money, students wanted a degree without making great effort, and
the institutions filled a market need. The market may be efficient, but the market should not be
expected to elevate culture, improve society, or serve broader social interests if buyers are not
interested in these products. If Japan is serious about reform, perhaps only government can provide
the necessary support for “so-called useless research that has no immediate applications to help
develop the kind of human resources needed in post-industrial society” (Sawa, 2003).

Related to the question of whether education is a public or private good is the question of the
purposes it is to serve. In both the U.S. and Japan there is an increasing tendency to focus attention
on the economic purposes of higher education, to the exclusion of other, less tangible purposes. Are
universities to be considered as social institutions or as an industry (Gumport, 2000b)? As a
“curiosity-driven institution in the cultural belief system, [or] as a service enterprise according to an
utilitarian belief system?” (Enders, 2002, p. 85). Nations must face the critical question of whether
institutions can best serve society through privatization and increased responsiveness to market
demands, or through criticism and resistance to interests that constantly ebb and flow with changes in
public opinion. They must consider whether institutions that become more dependent on the market
may also lose their autonomy to criticize the business or other forces that drive those markets.

The conversation about ends is critical, but “there has been little discussion of the philosophy of
higher education tying together both the concrete content of what is to be taught and its curricular
implementation” (Yoshida, 2002, p. 61). The purpose of leadership, governance and management is
to provide support for an educational program. Academics, politicians, and bureaucrats in the U.S.
and Japan should engage in at least as much thoughtful discussion about purposes and programs as

they are now doing about structure.



In 1912, Richard Burdon Haldane, a British statesman, wrote “it is in universities that the soul of a
people reveals itself.”” Whether a university system is contributing properly to a nation’s economic
progress is an important matter, but it is not the only question to be asked. Are universities also
helping to preserve a society’s cultural traditions? ~Are they developing the potential of individuals?
Do they support a just social order? Are they providing knowledge for its own sake? Do they
serve as the enclaves of critical thought and contemplation on which the improvement of civilization
depends?

The ultimate question for both Japan and the U.S., as they go about the never-ending process of
forming and reforming their systems of higher education, is not merely “what do we want our

universities to be,” but rather “what do we want our people to be?”
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REFIEE OB AR, QEFF Y (R H A4 & RrEE s B2 a) 0358
TG EFRAORFEIEE D D TIE L LTS ROKRE 25 Z &, QRFITH N RS2 [E
INEAB A TR LEAICIZASAREX D Z L, O 23—V - Ty T 47 GESEEOF
Sfb) LRFPEFALEMBICHT LA (b—T7 T %y b)) EEETHZ L,

312, MEROFORZEZANT TOH LWRE - FAEOWR ) IZL > TRKFEOT T R )%
mDDHHRE LTIRD 10 KHEtEs Lz, OBEMIEOBCEE L 1E N E OEISIESE - Z2EMX
HOM R, QMR EHEOMNT v bV —27 O L 72 0 15D HRGEE OiBR, O &7 5k
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DOMBO AL, @EJROZNEEH, OF AxtEmhEl, OFAMH O,

a4z, TRFEOTZ 8 LT, MOBEAN, FGES, MEOANEZLEETH0
Nz, FRER G- A & LT, B LWEERORRE, 74 (BE) CEIShdZ
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Fift ST, WEHEOBRERHIZ LIz, WHEOHERZBELTEZIEOND Z 0Dk
o tehd, FIRENPLORBMNIEROTHE OBRT, HRORFUENBS, BIE,
[ & W o e HBRTBEIC B WD TN R DM 2 4, ZAUTHE SN TR DIRE DR S
MDD, WTNBIRBENEREZWET 2 CTh o720 T, HHICEET 50N TH D
DS, AT & AR LIS & o TN LT ATz,
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AREHEE DERE, I LITITFRORFTh HKFT & - Tie b BERBFOERKMER (KD
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1. REEEDEM

- 1980 R D, @HEBE VAT LOINT 2 ZNERE B4 Chad Tz, £,
AXYR, TAVA, A=ALT VT, BWFFRETHHMIIRAOND X, SFHE
BRI 2 BN E & Ofia s L e DB A L 2, R EHEOZER L A4 N0 2 CBUM I
BERDTDHZETHBRE~DT I AT 4 2@ sn, Whd AT A =X L0
BAINTELZLETHD, AEHBICBTLNHIE, BHRXRBEHFERETER, &
LEHEDE=H—, TEAAL M PERIE (Quality assurance) HEBHDRRE A -
THETLTET,
- M EOERITIE, REHE~OTEILR, KRB X 2 EHEBENE~OMENHFE
DM/ EREEL TR, AT AL-LOBEIE, FEHE L VICEEL LIFL,
KX, BEY— A0, SMEFIESOMSR EMEHEREZREL, Wb ek
MR KR E A D AND L9272 o7z, DO TRFE, Sth, Wb, EFRHEERELED
EWABFH SN TV (Baldridge 1978), AWM &I Z#ir L, [ KFEEARK T
(Academic capitalism), [ # K] (Entrepreneurial university, enterprise
university) & S XPEIND, ZNUE, @EEFEHEICHT LZRAFTE~OXIEE, BIFE
XL, REAHFICL D AFENITE), THEFMEM] (Entrepreneurship) (2 &
STHEBTLHLDOLEELIDH (Clark 1998),
CHLWT e —FE, EEREEEAS ORISR A SR FE OAHIC XD KTE
Y, AN EB I H =L RN X —DFREN R BT 5, TR
(Privatization) & [XBlL7ZRTNIERER0, R8s, ZO77r—FF, BUFIZX
LEE¥E LR OB, G EOIIRAR Y, 7 a— b U TR g~ O BRI Y
W, FEHAMOBEIIKHET 5B SBOR & AT L CRML TBY, BFo&EIN /NS
K IpolzplilTidel, WEODEILERONDNDLTH D,
- US OEAIE, MEEHERICEFNICLIHERPOREHF~ELLBITL, KFON
ek EVRAKEORDIT D72, A« F—/L1E (1980) 72 EARHBIICK b 7 A Ml
Lo THH S TW L ERFE 2 HEdE L, BFEE e AE O KB EAITEIOMEUUK & 72
o7z (HH 1997), EEHEOTHbLAHME L7z NZ 1%, ZORKA S 1999 FICBURER



Hal, iz T/ & 4[E (Cooperation and collaboration) % A —A L4 5—
77, FHPEEDORIH O - DI EmEHE O EM (L& S 7= Tertiary Education Strategy
2002-07 ZEYD, TS BEEOERZHEET S720, 2004 FE) S FEREHTIC X
%@ 4E 7> (Performance Based Research Fund) #3& AL X5 & LTW%, UKDH L
WESEHTBE A E (The Future of Higher Education) 1%, MEFHES O OEECE
SRR FE~OE &L, EFEERSORE R RS L WD, £z, PHE, &
EH, B8, BRAEVA =% TF T a2 E-T, MR ERFEE OREEREL TV
%, OECD (2003) i%, OECD #EEHOEEHEBORIL, BUNOHREZM L, S%8E
BRIDOA—F 7 2 4 2R L TWA 2, BEMIZ BN INTcDTIE RS, ZENHNE
L7z Lib T %,
< KEPEE OZE, HHMe T RV b - BT VIC K D RFHGOFEREZ AL & AR i
1795, WERFRIEOMRRICESSEE L W IHIBEATHMEIN - RFE, B -+
2 - N7 ERBIHE R OS2 SOk U 7o FRIAR 2/ r i s U, Mo b L7z 7R 50 B
EERRINCFER LT TR E D, T4 7 ) TR S N KRB, R &
BFrUWEIROE A L Z e M U AV E Qe sy, FEREECHIE S~ —
A, HEMGORM e ERRKFEOIEENIMD 5 Z & TS, S DI/ fES &R
DL eI, Fath, BRMOBEEMEMORESS [HEORWE] & [FHHORE] &m0 5
DB O S - A - BEA D, v N 7 AFEE LD X OITRY, EROFEE
HC X 2 EE TN > T D,

2. EERMRFEE L LEH

< RFERRTFEE LX), 90 FARE FDOMFSE, Slaughter & Leslie (1997), Marginson
(1997), Clark (1998), Marginson & Considine (2000) 72 &% & LTI L TR Z 9,

c EEMRTFEE L, FEEGBG, FROBBROSIERRIEE LTORFEIEE TR -
TEWT, oK EZIIRL, BAMELZRILT 2, FEOLENIHBOHWT THIST 5
720, BN HOPEIEL, HARTHE (Line-item budget) 7545 T (Block fund) ~
BATL, FEBEICITRMEE FEZD O FARSERIS U EENEAIND,

CHE—EANDLORNARE 3EFMIROEMN: EE MR L, KFOBEE - FEICES
HEEDOZDIZ, BENREEBROEANL ZALHEST D NMEH (27) B#EAEL,
[E R T L 2 8= 13T 5, CEO, b ‘y7°<7*“/°)< VM EXADBUR - ARG
WIEEL, BEEHBEMEOEDOEIEDI= DI, KRENTIEE & 727, BRI K
IND, SHIT, KRFE#EEIL, P4, éﬁf‘?@n@@fﬁ%%fi&XT 7 e R E—Zxt T %
MHEMZMIC L, BREONRAHNET,

s WFZENE, A ODEEENE (Curiosity-driven) 7> b {E MRk E! (Mission-oriented) (237



ML, FIESHROFE R ENRERREE 2D,

s ARFERREE X, BN TO oML L BHE(L 2 RIFFICEIT S 5, T/8— R AU |,
A7 =7 EPRE LV ORI, IWAMERICEEEZR - S, MR OMERREIC X
%578 - SR O REENIER L, WEANOE#ENEE D, HEL L TOREDTZDHIT,
GO 70 EIHBESAE 2 Fr O RN B EIT R D,

S E IR L TITE T 5 2 EARFAICELE > TOXRE e b MG DR L 72 D,

3. EMKFEELTHFEANDZXLIEVDICHEET 50

TG AN =X LOEANEHERE AT L EEBEEICZIZ L TV A REBO2KEE S
M Z LI RERBETH D, US IZBWTIE, 1980 FAUTFAELK DB 7 Efakkn) 7z
FRBTON TR, FERFPEREFLWVEEOR OV EZ L, HH-2MEAIH, B
REREIZE ST, BEHEOIKITK Lz (FE%F 1994), 80 AFERATFIMK T Lz
BEOKGKES 90 FRITITEIE LTS, UK 2BV TIE, Research Assessment
Exercise 1T & > THIEKED KRN E (A 2002), WL =7 Lol BB
=7 O 7e B (ISI National Science Indicators 1981-2001), 3CERFEFF44 2003)
78, THHbIZ X 2BE R ROTEMELE VR KD,

- —JTiE, Clark (1998) 7%, 'd UfRE A BRI & RAR IS FRIFMAE LS K > THlr
INRTHIE, KRFEZVavy e IEe2—icmro koicihsd] LRRTHWA XS, |
WA= A LE, BREWAO B CHGEZIE L, EHIM 7205 2D O =ik 7
EF B ORI B A~DREN D D, T A T = X LR, AIFIR I
L9 2w ) FEMRES (OECD 2003), H&EDr—2 & L THBEEMIFEOMHE,
VAT AOENE, IERFETORZEL « ASERFOFFAENER, PTG &N REENR S
(P D, EBURE G IIEEEEICE T, ANy NIEED, a7 RS TAEA A
HETHME L, 77 ANT 4 BOWEDTZDIFHELFE L L TORFEOBRITIBT 5,
Lt EbiD (Slaughter & Leslie 1997)

US IZHBITH AL FDFEIE (Kernan 1997) 1T L<HBNL L ZATHY, Pk
LAULTIE, REDBOMEREHE - BP0 B ORI 2R T 5 Z LR D
(NCES, Digest of Education Statistics 2000), £7-, & FHEDT =2 7 RDIK T,
= N2 A DD T ERFHE O THBOEIE, HEIcBE &, AUS T, PT it

DR T W AT —F ZAOARWFI K FCTHEFICBANL TV D (SEWRSBERC 2001) .

o T, MHA I =L, [HGORNK) 2R ETDVRAT LARBUR, EEORER
T =X — %@ UEOMREE (Quality assurance) 72 E ke Hl (Market
regulation) Z/K< Z &2 T 7\ (OECD 2003), Williams (2003) 1%, ([RIMEHIH = -
RE) (EEHERERE) (HTHAN=L) OAV v h T Ay FEwmLTEHEY, W



bi A 7 = A L DFHEENE R DOBEIT/2 5 9,

REHANF VD RD/F—2 (Wiliams 2003)

7 B B R BRI T A = A I
R taer T ETIRD o kit  BETEA~ ORI
)( - N \ \\ =1 ) N S
y| - Bt — B BT <R L 3R OWIRE S PR DB
o | - GO FIH - e R AT - KSR B YRR
M - LR R e B - BB ORI
B K BDEONE
- BOVERRE - BOROR##ME: (arbitrary) © INEREA~ D
| - o i - WENE (rigidity) - SO At
3| - sz P IROAHIORIORE . e
1 HAUN ?g NS
I H Ly ORI X B E ERRSIE | - 8 & BB ORIERIR - EEHE ORI
IS
- Wk (fraud)
AT K DB DS

4. BERDEZKRFEANEIEEIIT S0

« BN RFEAE, TREFEOEM) (Entrepreneurship) OFhEL, 3EF)RKFRE O
BANETHAN=ALORIMOREREER ) L5 2 ERHIFFENT, KIE 4 HoFE
EPExT, bebe, BMBPEOEERE DN AT U AX, BUFRHIBRIOENL - ANt 7 ¥
— G AN = A LBDOFANIE 7 Z—NRR AT A%< 5TV, ESERFEDE
DREFEIHEPOBENL L T, ENRFENCL > TEIHMEZITE SN D LIBITBAITL,
BEHBE AT AR E L CRARICTEEMEESND EBbh b,
s ENZRFENEDR AL L, FENLRFO R B < GBS SCHE S REICR I S,
SERFIENGHEZEBSDEE L, BITOWHRPEALTIEINWD 0D, EADAY v Na/4k
INUTZRFFIEE Y E O K 5 IZFEM S 412 O, BIERE DN EL THRNZ L bdH 1,
ZDA A—=TIMETRRV, £, EAMEIE, ITMESEDIE S H o THIEL I TE
Tel=bhy, MBENL O TR H# HRERRE ] & U TREMR TR Snd e
(M EARFFRI] 2003 4 11 A 13 H) mSHEE I SN D BUTE &0 J7 10 23T
72K, IEABOEEOFMINEHTH D,
CHEE L THIT O bDIEZ W, F 1T, PHEE - P - i - FEo VA
INVORELTHY (ENRFEABIOHEE R ROBEREERFONE, FHIRFICH
5 REE-FEE TEA~DY o, ERERHE, ARG, EAGFHEO HiE-EED, B 212
%, BEE - BAEOKE BB - HMERR (OEFICL2EBELS, OFEANCE



DA, Q@RFFHE - AR GO, @ES KR HENTHIZ B2 OFE, ORGE
MSATEOE NI Z B2 OFM, OGN, OSFHd, ©SCHE A OBURGHG & E
SERTFENDER L OBR), B3I, BUNES® (EEERMNeRVOEEHRFIFEES)
EOVEANDMIERIE (OB A0k & WEHTE, Ol & E &AM 40y &
DR, QRM A& -~ 7 v e MR OB m— & S 2E LA TN 2 5 2 B ? ),
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