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plan of the state board Is proper-

designed to realize that econ-
spllon. Educational {institutions
are not a system of branch fae-
tories or chain stores. Edygcation
is peculiarly intimate and Peérson-
al. Above all it deals almost en-
tirely with human elements. Asa
result we join lesue immediately
with the organlization laid out for
administration of the SYSTEM.
We believe in a single goverding
board which by legislation and
regulation shall effect the coor-
dination required; but the ad-
ministration should be local, di-
rect, and proximate, rather than
remote, indirect and Impersonal.
Entertaining these views The
Statesman has consistently oppos-
ed the creation of elaborate su-
per-offices in Salem, has opposed
making the executive secretary
an administrative agency over in-
dividual schools, has opposed the
ereation of the office of super-
chancellor. We regard such a su-
per-organization not only as costly
but as multiplying the chances
for misunderstanding and in-
trigue, causing delay and incon-
venience, and destroying the local
responsibility as well as authority
whiech are necessary for the sue-
cesg of the individual Institution.
With such preliminary observa-
tions we are ready now to direct
attention to the chart of organ-
ization of the plan of the state
board of higher education.

The Administra-

tive Plan

- Chart I shows the plan of ad-
ministrative organization beling
put into effect by the state board.
We cail attention to, the rabbit
tracks showing division of re-
sponsibility. The chart is a ver-
ftable maze of lines of authority
erossing each other promiscuous-
ly. The subordinate imstructor
may thus find himself responsible
to a dean on his own ¢ampus, a
dean on another eampus, & direct-
or of lower division work, to the
president of his institution and to
the executive secretary at Salem
and the chancellor of as yet indef-
inite location. Suppose a man In
charge of the experiment station
at Hermiston wants to build a
poultry house. Under the former
type of organization he would
take the matter up with the di-
rector of experiment stations at
Corvallis who would effect on the
oue campus all the coordination
required: authority from the
president’'s office, a building plan
from the poultry department, and
3 vequisition from the business of-
/ . Now presumably the man at
Hermiston will take the matter
up with the Director of Properties
at Balem whose only acquaintance
with poultry {s at the dinner ta-
ble. The latter will take the mat-
ter up with the executive secre-
tary who will take it up with the
chancellor who will take it up
with the president at Corvallis or
if he wantz to snub the president,
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ment station. Eventually the
chicken house may be built. Sup-
pose a university imstructor in
sciemce wants & new cupboard
built ia his laboratory. Formerly
he went to his department head
or dean who if he approved got
the authority from the president’s
office and the university carpen-
ter did the work., Under the plan
presumably he must get approval
of the Dean of Science at Corval-
lis, and then it must be taken up
either directly or through the ex-
ecutive offices at Eugene with
the director or executive secre-
tary's office in Salem,

Are these fanciful cases? Not
at all. They are typical of the
actual experiences thus far in the
operation of the plan. [t is not
merely the added cost and delay
of such procedure, but the irri-
tation and uncertainty of such an
amazing routing of authority.
Vital Criticisms
Of Plan

The Statesman submits the fol-
lowing vital eriticisms of the ad-
ministrative plan thus being de-
veloped:

First: The excessive overhead.
It is one of the simplest rules of
business management to reduce
overhead to the very minimum, to
bring the chief executive just as
close to the actual workers as
possible. Yet this chart shows the
creatlon of two new officials,
chancellor and executive secre-
tary, and an army of “‘vice pres-
idents” In the form of directors.
Some of the latter it is trme are
not yet appointed, and some were
already functioning under some-
what different titles. Neverthe-
less above the institutions which
have to do virtually all the work
are created numerous super-offi-
caers and the overhead offices at
Salem.

The inevitable teadency of such
overhead offices is to grow Into
strongly entremched bureaus
Thus the Balem office of the ex-
ecutive secretary began im the
sammer of 1939 with Dr. Lindsay
and ome or two stenographers. In
September, 1931 it had grown un-
til 15 were on the payroll, 10 full
time and § part-time, the total
payroll belng $2349.65. Another
year saw mearly a 509% increuse.
In June, 1932 the payroll total
was $3.164.40 with 19 full-time
employes and 1 part time.

The assertion may be made that
some of these employes are now
doing bookkeeping which former-
ly was ‘done at the Individual
schools, They are; and what
bookkeeping!

It will be recalled that when
the state board took charge, E.C.
Sammons, chairman of the fi-
nance committee, ecriticized the
systems of some of the Institutions
as “archale’”. So a brand new
SYSTEM was Inangurated. To
handle it there are now employed
one auditor, three assistant audit-
ors, and two bookkeepers, besides

with the director of the experi-

the necessary stenographic help.
One would think with such a
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ords, we were told that the books
were mnot in condition whereby
such information ecould be ob-
talned without = great deal of
searching, that such a task wounld
take much time from ths regular
duties of his staff and he would
not feel justified in permitting it
without the order of the state
board. -

Accepting as true the statement
that such Information is not read-
ily avallable, one cannot but raise
the question as to what kind of
“modern” system is this by which
an office is not able to tell its
own costs, is not able to tell the
amount it expended for telephone
and telegraph for example with-
ont extemsive research? The
bookkeeping systems at Corvallis
or Eugene may have beem “ar-
chaie¢”, put they did have instant-
ly available this Information, If it
be alleged that there is some sav-
ing through .doing all the book-
keeping at a central office, of
what virtue is the hookkw
itis so abstract or comp
that pertinent and simple infor-
mation is not read!ly available. It
is true the SYSTEM has been in
process of organization, and the
change-over has been trying: but
we find it impossible to conceive
of & bookkeeping system properly
laid out which would not show
from the start the expenses of the
overhead offices and the per diem
and subsistence costs of the gov-
erning board.

On this very point we think the
economy of central bookkeeping
is & myth. It takes the same mum-
ber of entries for properly post-
ing bookkeeping Iitems in one
place as another. In addition cen-
tral office bookkeeping always
calls for a constant interchange of
explanatory correspondence., Lo-
cal business offices still have to
be maintained. It the bookkeep-
ing forms are the same in the
several imstitutions, them the
footings of the various segrega-
tions may be reported to the gov-
erning board monthly or quarter-
ly as the case may be; and the
recapitulation of accounts for the
SYSTEM at the end of the term
or blennium would be & very sim-
ple matter, This would provide
the necessary coordination of ac-
counting for comparisom of ecosts
wtthot‘ ut il::eru;,l:g the hands

TOUE which requisitions,
claims, vouchers, etc. must pass
for checking and entry.

The payroll costs only partially
reveal the cost of the overhead of-
filces at Salem. In addition there
are supplies, light, heat, tele-
phone, telegraph, express, travel.
And there must be some one at
the other end to initiate or an-
swer the correspondemce. The
travel and telephone item is ser-
lous. Th. trails from all the insti-
tutions have been badly woram by
professorg and deans and staff ex-
ecutives coming to Salem for con-
ferences. High-salaried mem have
cooled their heels for hours im
waiting rooms, perhaps to be told
to come back again another day.
This not only is a travel expense
to the state of Oregon, but has
serlously disrupted the work
which these men are supposed to
do on the campuses.

While it is impossible to tell
what HAS been spent for admini-
stration so far this bleanium, the
state board in the budget it pre-
sented at the last legislature call-
od for $520,659 for administra-
tlon, which compares with $412.-
308 spent in the 1927-1928 bien-
nium, an Increase of 26%.
Division of Authority
Causes Friction

Second. The complex division

of authority is eertain to cause
delay and friction. Observe the

e — .
™

Board of

v
-2

¥ 3

e 1 B

.» %0 PER.

STATE BOARD '

¢ R EDUCAT
DAY AND EXPENSES.

BY THE GOVERNOR

J T s

DEAN OF SOCIAL SCIENC

_

DIRECTOR
LOWER DIVISFON

CHANCELLOR | - - [EECUTWE SEcRETARY]
PILD, EDUCATOR | :ouum‘
$15000 A YEAR $7500 A YEAR
L g ¥
CTOR| |DIRECTOR] :
o
—/
EUGENE
Il-wwm =
PREJIDENT
PRESINT SALARY
. wene 1 .r
DEAN OF ARTS"LtTT;zS-j-— 7DEAN OF AGRI
L/ BuSIeR 33 MO ITRATION AL MOR
DEAN OF BUSINESS ADMIN _ e NG JomMAL | | MORMAL
DEAN OF EDUCATION &Y= - JJ/OEAN OF FORESTRY
DEAN OF FINE ARTS &3 JFHPDEAN OF HOME ECONOMICS
DEAN OF JOURNALISM \‘\{\\ /) /2EAN OF PHARMATY
DEAN OF LAW '\ WL506AN OF SCIENG
N 5 LEGEND
DEAN OF PHYSICAL ED. “::\'V /// DRECTOR-AGRICULTURAL EXTENSION
sciznce \\\\\. /- -.. € AGRICULTURAL " RESEARCH e IRECT DUPLICATION 2 YR'S.

———— . COMBINATION CURRICULUM
ILOWTR Drviseon OMLY IJHOWN)

—— CHANCE LLORCS ADMINSTRATION

. CEECUTIVE SECRETARY'S

Mdmm.“ﬁhﬂdm%udm-mmm-hnmmmmdwhhn
yot beem designated. Diffusion of authority is indicated by eriss-cross of lines.

two officlals at the head of the
SYSTEM, the chancelior and the
executive secretary. Both are
highly trained educators, with
degrees of Ph. D. Both draw high
salaries. Rach has a definite zone
of authority. Now while the ex-
ecutive secretary may n

or actually be subordinate to the
chancellor, the fact that both are
educators and that both have
these more or less definite zones
of authority opeas the way to
friction and rivairy. One pair of
men may work wsll together,
thema & new chancellor may be
named, with the old gecretary
hanging on. We do not need to
take counsel of our fears but of
our knowledge of human nature
to anticipate difficulty because of
this dual control systam.

In addition there is the over-
lapping of authority among di-
réectors and deans who function
on different campuses. The regis-
trar for example, who ought to
work closely in harmony with the
faculty commitiees on entrance
or ecredits, is made responsibie te
ltho axecutive secretary off at Ba-
em,

The friction or misunderstand-
ing among deans and presidents
and directors has already been
manifest. So acute was the situa-
tion Iast spring that the state
board itseif had to take actionm.
Perhaps s super-chancellor could
control this complicated organis-
ation, but it seems safer to pre-
dict that he will mersly be a buf-
fer and coordinator, constantly
called on to iron out differences,
rather than a great, constructive
leader in education.

Third. We wish to give an add-
ed warning against the Super-
Chancellor idea, particularly if
the Chancellor is an “off-campus”
executive. The history of such of-
ficlals has beem & sorry one ia
this country. The experiment has
been tried and almost aniformly
it has failed. The chancellor sys-
tem becomes a hotbed of intrigue..|
Local jealousies still thrive; am-
bitious deang or presidents may
seek to undermine his authority.
We bave seen such an able prac-
tical administrator as former
president E. A. Bryan of Wash-
ington State colleges, and such a
fine intellect and winsome per-
sonality as Dr. E. O. Sisson, now
of Reed college, wear themselves
out trying to serve as commis-
sloner of education in Idaho.

If your chancellor is to have

general charge of all the institu-
tions imn the state and the execu-

-

Chart 1I: Educational Organization Creating “Two Universities” at Eugene and Corvallis

|

BUILDINGS ~ GROUNDS-LIGHT & POWTR
REPAIRS & MAINT LNANCT - HLATING
WIATER - JANITORIAL - POLICING

subordinates

- e

Ll

duplication

and

L

validated board, aad expansion of authority of deans from one campus to the other, with
eh-.:dln- tqa_cqunu-:g_q. o~

£

‘and initiative are virtually paral-

?
ai
1)
L

i

tive offices at Salem, themn he
must be chiefly an “off-campus”
or traveling official. “When the
cal's away,” etc. Already the po-
litieal character of the chancellor-
ship is recognized in Oregon, with
all manner of wire-pulling and
fatrigue for or against certain
candidates. Though the men
themselves be aboye any such
practices, so great is the prize of
the chancellorship that it becomes
& bone of contention, evem as it
is at the present time.

It is significant that the survey
report recommended no chancellor
system. Oddly too, the state board
instead of enga 8 chancellor
and having his aid im designing
the plan, has proceeded to com-
plete an administrative and edu-
cational reorganization and thea
to invite some chancellor to carry
it out. It is a veritable bed of
Procrustes, and the poor chancel-
lor will have to be stretched or
shortened to fit the SYSTEM,
SYSTEM
Becomes

Fourth. This administrative
plan magnifies the SYSTEM and
makes it a vast machine. The con-
trol is far, far off from the boy
or girl who is wanting to prepare
for teaching or a profession. A
university is enough of a big ma-
chine now. Instead of bullding up
a super-machine in the form of
administration by remote control,
we need to keep admimistrationm
close to education, close to teach-
ing, close to the young people
who are affected. The old defin-
ition of = college as Mark Hop-
kins of one end of a log and the
student on the other may be “ar-
chale”; but after all that is the
right conception of the heart of
the educational process. And any
SYSTEM of organization which
puts the professor across the river
from the boy, or which {mposes
an elaborate administrative su-
perstructure in which the ener-
gies of professors and students
are wasted In finding their way
about and {in keeping the ma-
chinery olled defeats the very
purpose for which the institutions
are created.

Already the elffect of this
FRANKENSTEIN BYSTEM has
been observed on the various cam-
puses. Local morale and interest

yied. Uncertainty gnaws at the
hearts of professors and students
because control is growing distant
and unstable.

The only reason we can see for
creating this elaborate plan of
administration is properly to “po-
liee” the bitter rivals, Eugene and
Corvallls; but harmony| has not
resulted from the establishment
of the executive secretary's office
in Salem. Nor is it lkely to re-
sult from the election of some
super-chancellor. Unless the 8YS-
TEM can curb this rivalry it has
ne excuse for existence. It is our
conviction that it will not, that
this plan “of administration will
bo costly, eumbersome aand inef-
fective; that it will seriously erip-
ple the organization of iastruetion
which needs to be continupusly in
close touch with administration.

muth for the administrative

n.
The Educational
Plan
Chart II is a picture of the ed-
ucational of the two

Corvallis. These schools were
founded and maintained, one as
the University of Oregon, the oth-
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of deans and directors, and there
are lnfinite possibilities for frie-
tion and discord. College deans
and professors are jealous of
power, are ambitions and sensi-
tive. While there may be need of
conference for coordimation of
coursea, universities are mot like
grammar schools, there is no need
for “supervision™. Instead the
university instruction
calls for reasonably wide liberties
for the individual instructors and
professors. The multiplication of
“supervisors” has provea Iirritat-
ing and expensive in the publie
school systems; and a similar re-
sult may be forecast for this
clothing of deans and directors
with authority om several cam-

puses.

The first guestion the general
public is interested in is this:
Does the plan eliminate duplica-
tion? A study of this chart will
show that instead of elimimating
duplication the plan validates and
authorizes it for lower division
work, which means freshman and
sophomore years. But these classes
are by far the most numerous,
making up about two-thirds of the
whole student body. Im Arts and
Latters, Corvallls has in lower di-
vislon work the same courses as
Eugene except Library Method
and a few languages such as Greek
andl Portuguese. Then there are
four years of duplication in
Education, besides combination
curricula ecalling for division of
residence or for travel back and
forth between the campuses. The
plan contemplates comnsolidating
upper division work in “special
lines on single campus; but it is s
serious question whether the econ-
omles by this elimination will off-
set the complete duplication in the
mers populous lower classes. It
must be admitted at any event,
that little progress has been made
toward eliminating duplication.
Perhaps little could be made.

But the heart of the question re-
garding the reorganization of the.
educatiohal offerings at Eugene
and Corvallla is over the type of
institditions to be maintalned.
What are we to have the separate
institutions for? Are we to con-
tinue them just to wear out the
buildings, or te provide higher
education of university and state
college grade? If the latter shall
the institutions be maintained as
halves of one university, or shall
they be made integers, complete
institutions according to their par-
tieular type?

Two Universities 5

For this educational plan makes
a fundamental change in the type
of these two institutions. The unil-
versity has developed as a univer-
sity, with a college of liberal arts
and scl and professional
schoolg such as law, medicine, jour-
nallsm. The state college has been
a different type of imstitution, a
“land grant™ college, with schools
in sgriculture, mechanic arts, en-
gineering and commerge. Its em-
phasis has beem voecational and
techaical rather tham cultural.
Should net the schools at Eu-

v

tion” by duplication of the first
two years of work and artificial
segregation of courses for the up-
per two years? The effect of re-
moving upper divisilon sclence
from the university is to cripple
the institutien as a real univer-
sity. A school of arts and letters
is a refinced seminary. The sclen-
tific atmosphere and attitude are
guite vital to any well developed
college or university of liberal
training. Pure scieace, oa the oth-
er hand, is something wastly dif-
ferent in tone and atmosphere
from applied science such as is de-
veloped at a techmnical institution.
To remove upper division sciences
from the university seems to us to
strike a serious blow at the very
life of the Institution.

Nor ia there any compensation,
educstionally, in moving business
courses to the university campus.
Business is purely vocational; it is
in no sense a profession. Schools
of commerce may be tolerated on
the campus of a vocational institu-
tiom, but are incomgruous on the
campus of a university. We might
quote from an article by Dr. Abra-
ham Flexner in the April, 1932,
Atlantie Monthly, He writes:
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ly what aniversity schools of

ineas do not do."’

As a matter of fact schools of
businesd administration or com-
merce have been a late inflation of
educatiof. They have been over-
done llke schools of journalism.
Such schools of commerce while
out of place on a trus university
campus do belong with such prac-
tieal and vocational schools as ag-
riculture, engineering, (forestry
and pharmacy which are located
at Corvallis,

Robbed of its upper divisioa sel-
ences which give character and
distinction to a university; with
half its arts and letters courses

i

gene? Why should we establish
the shattle system for professors
and students between the two cam-

forth for ¢'asses? If both [nstitn-
tions are typlcal universities, why
maintain two universities, or two
halves of éme university; why not
unite them on one campus, using
one set of bulldings, with one ad-
ministration, and sliminate all dy-
plication save as size of the classes
may make separate sections nec-
essary?

From the standpoint of operat.
ing economy there is no doubt but
it would be cheaper to maintain
and Tun-a single university than
two uaniversities or two half-uni-
versities. From the standpoint of
capital outlay, In view of the ex.
teasive rebuilding needs at Eun-
gene, the construction of neces-
sary additional bufldings at Cor-
vallis would cost far less than the
buliding. outlay required at Eu-
gene over the next tem years. And
the unification “permanegtly” on
one campus would end the ancient
bostility between the two imstitu-
tions, though not of course bhe-
tween the two cities for a consid-
erable period.

Thus the entire loglic of the ad-
ministrative and educational plan
of the state board of higher edu-
cation polnts directly toward the
physical merger of the two major
institutions into one superior Ore-
gon State university, both for
economy and for administrative
and educational efficiency.
Consolidation
Not Best Answer

But is consolldation the correct
answer to the problem of Oregon’s
higher educationa] system? This
writer is not convinced that It is.
We have been and still are op-
posed to consolidation. There are
values in the several institutions
that deserve to be conserved.

hile we concede the strength of
the economy argument, thege are
considerations which make physi-
cal merger of the two Institutions
impractical save as a drastic “last
resort”, The removal of the uni-
versity from Eugene would seri-
ously injure one of the finest citiecs
of Oregon, and the loss of the nor-
mal school at Megmouth would be
a severe blow to this small com-
munity. in addition education is
more than books and | tories
and libraries. U is s mellowing
process which comes best In those
institutions which have cultivated
their heritage and which bulld on
the basis of traditions giving the
vouthful mind Invaluable perspec-
tive. Our schools lack eéven now
the virtues of age; and to throw
them together and start anew
means to foreshorten this perspec-
tive and make education in Ore-
gon raw rather than rich. Yet op-
posed as we are to the Zorn-Mac-
Pherson measure we regard it or
something like it as virtmally in-
evitable if the plan of the state
board is finally attempted.

With no presumption to being
an “‘expert’ elther In education or
in administration, this writer
would ke to submit a substitute
form of .organization for higher
education In Oregon which would
save the university at Eugens and
the state college at Corvallis, yet
would avoid the administrative
complexity and educational defi-
clencies of the plan of the state
board. We would first wipe out
the overhead offices of chanecellor
and executive secretary, reducing
costs and simplifying administra-
tian, pringing control back to the
campuses yet assuring through the
state board the coordination which
is its objective. This substituts
form of organization i{s submitted
in Chart III.

Substitute Form of
Organization

Its provisions are simple and
may be stated Lriefly:

ist. A single board of lay mem-
bers appointed by the governor.
Preferably it should be smaller
than the preseat board, whose size
bhas not justified itself. This board
should have full control over all
institutions.

2nd. One president (or chancel-
lor), & single executive over the
university at Eugene and the state
college at Corvallis. He should di-
vide his time between the Eugene
and Corvallis offices. A leased tele-
phone wire which would cost only
around $100 or $300 a month
should connect the exchanges of

(Continned on page 7)

Chart IlI: Suggested Substitute Form of Organization
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