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3) The general public has called for more accountability in higher education —measurable effects of the learn-
ing of students —tied to what professors do in the classroom.

4) Faculty tenure has been challenged as a means of security of employment rather than a protection of aca-
demic freedom.

5) Enrollment demands have required more attention to raising standards of admission and more accountabili-
ty for producing tangible outcomes in student learning.

6) Greater attention to research among faculty has raised questions about faculty commitment to teaching —
especially at the undergraduate level especially “Kyoyo Kyoiku (Liberal and General Education)”.

7)) Faculty has been challenged to demonstrate how their governance, scholarship and professional activity do
not take precedence or are in conflict with teaching and student contact.

8) Some say there is a one-sided expectation that the university —at public expense —is to provide salary,
tenure, professional support, technical services, facilities, equipment, and the protection of academic freedom
while the obligations of the faculty are nowhere specified. In fact some argue that faculty are not loyal to the
institution that employs them, that they unfairly receive money for consulting off campus and are more com-
mitted to their profession than to students.

10) A final example concerns technology —faculty say that they must learn how to use more technology mediat-
ed instruction; that their students are constantly bombarding them with e-mail at all hours; and the competi-

tion from profit making educational institutions in distance learning challenge classroom instruction.

These examples reflect some of the challenges to familiar styles of faculty roles and responsibilities and thus
to university governance and management. Who is in charge and who makes the decisions? Often the decisions are
made for a particular incident or instance but fail to adequately address underlying issues. Furthermore, the negoti-
ation process is often cumbersome, leads to winners and unhappy losers and thus to grievances and dispute. A
recent study of governance among higher education institutions found that the government is emphasizing account-
ability and linking budgets with student learning. .

The university administrator of the late 80s when growth was common, budgets were plentiful, and consensus
seemed more the norm has turned into negotiator, businessman, consultant, politician, economist, techno-file and
academician. Clearly, the context has changed and so has the job.

4 . Prospects:

The trends are here to stay.
At last perspectives from the strategic planning and the marketing of the university, the followings are issues
to be discussed today. These trends demanded that leaders of universities adopt strategies to insure their survival

and their prosperity as a part of the governance. These strategies fell into following six basic categories. Let me
describe each, in turn.

1) Become less selective, create higher margins:

For those institutions with significantly more applications than spaces, the declines in the college age popula-
tion created a shadow crisis. That is, for them, they suffered no outward decline in enrollments and no decline in
revenues. These universities became less selective in choosing their classes. Where in the heyday of the baby
boom these universities admitted one in ten applicants, they enrolled one in three at the trough of the demographic
decline. As a result, they admitted students whose records were not as impressive. At the same time, these univer-
sities increased their tuition, seeking, in effect, higher payments from families of marginally less qualified students.
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2) Compete for traditional markets:

These universities, and others across independent university landscape also worked harder during the period
of declining population to compete more effectively for students in their traditional markets. Recruitment strate-
gies were refined to a high degree, as universities looked to inform, impress, and entice young students to their
campuses.

3) Reach out to new markets:
The more creative universities sought not only to solidify and expand their traditional base of students but to
identify and reach out to new markets. This, too, required a substantial investment in marketing and promotion,

and, here too, those universities with the most substantial financial cushion prevailed. Their strategies are not wor-
thy.

4) Create niche dominance: _
Some universities that had offered a broad curriculum responded to the general downturn in university age

students by narrowing their focus and creating a specialized curriculum aimed at gaining dominance in a small
segment of the market.

5) Reduce costs structure:

Universities unable to compete in these ways, many of these universities with no endowment funds and little
prospect of raising private funds to fuel marketing or recruitment expenses, were forced to balance their books the
old fashioned way. They were forced to reduce staff, sell assets, and sometimes borrow against the physical plant
(mortgaging the buildings and the land) . These universities were, of course, betting on the eventual upturn of the
population, and hoped by taking drastic short term actions to return to financial health in the future.

6 ) Educational Entrepreneurship :
At the other end of the scale, many universities responded to the temporary downturn in enrollments by
becoming more creative in the ways they used (and were paid for) their resources.

The decline in the college-age population in Japan lasted for nearly a decade and continue. The upturn in
population will not be happened. We have discovered that most independent universities have remained wedded to
the strategies they employed during the last decade. Marketing expenses have remained high, with no university
willing to lead a unlateral disarmament. Outside revenue sources remain important. Strategic decisions regarding
mergers and mission contraction have remained in place. In other words, the downturn in enrollments have made
permanent changes in the independent sector of Japanese higher education. As you select strategies to deal with
the current crisis, choose them carefully, for they are likely to be with you for some time to come.

(This is from the speech at the Osaka University “International Seminar for Higher Education Studies” on the 26*
of January, 2006.)
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