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‘This paper attempts to. raise issues in respect

~of efficiency and accountabilty in higher education,

The first section with some quantitative indicator shows
the expansion -in higher education sector due to demo

graphic and developmental factors. This horizontal

expansion has raised the issues of efficiency in- recent
years. The second section briefly discusses the higher

‘education systems in various politico-cultural milieu,
The lesson derived from that deliberation is that
application of mass education concept to or develop-
‘ment induced expansion of -higher education requires

selectivity, specialisation, strict standards and establish-
ment of secondary channels of preservation of excellence
in higher education. The third section discusses various
models of conceptualisation about the university as an

- organisation. This was done to underscore the complexity
of the situation as well as to provide a canvass for .

discussion of any approach for the attainment of

efficiency, The fourth section discusses objectives of
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a university. Here alsc we present diversity of views
and conflict amongstapproaches without taking any
side. The view about objectives are important for
attaining efficiency. The fifth section mentions the fact
that any system is as efficient as its sctors are. It
goes on to discuss the role of academics in the university.
We emphasise the fact the academics-are-not a homoge-
nous group and their individual goals may notbe in.
conformity with the institutional objectives. In doing
o we elso discuss briefly the role of teaching and
research in a wuniversity. The discussion attempts to
underscore, the role academics can play in enbancing
inistitutional efficiency and how they can hinder such
attaioment. The sixth section deliberates on the students
and their typology. Al types are not suited for higher
education. This has been further complicated by ineffi--
ciency of the pre-university educatien system, This
'js important to remember because selectivity is desirable
for efficiency but this assumes that feeder system is
‘efficient and there exists a parallel chanuel to-abserb
the non-performers,

The seventh section discusses the academic adminis-
trations. While the importance of the role of Vice-
‘Chanceller (or President) is emphasised, it is also noted
that the prevalant selection system may seem filter out
most capable persoms. The positions of Deans and
'Department Cha‘rman have been discussed and recent
dimension of their role has been neted asa possible
- factor that may haVe caused inefficieney in the university
'system. :

The e1ghth section tries to pull together some of
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the conclusions of the earlier deliberations, The ninth
section is devoied to concepts of efficiency measurement,

It mentions that unidimensional measures are helpful

but not wholly satisfactory, while an integrated measure
faces many conceptual and constructional problem
Hence we may have to make best use of the different
single measures being conscious of their _hmltatlons. It
also discusses the specific factors that promote or hinder
efficiency of ihe university system.

The tenth section deals with planning for efﬁc:ency
and emphasises the role of continuous ebjective review
of programs and courses in line with Zero-base progra-
mming system. The review has to cover performance
of faculty, administration and support services. Such
reviews -are helpful in promoting adequaey, relevance
and quality of academic program. _

The eleventh section takes off fromi these and
discusses policy for promdtion and preservation of
efficiency, But the policy is contingent upon the higher
education model, objectives and organisational structure,

However, no prescription is made for any system.

The last section deals with accountability. It men-
tions that the basic accountability of a true academic
is to his academic self, to his pupils, to his profession
and to the institution he serves. This was generally
informal in the traditional system but the current
efficiency requires its institationalication. In passing
it mentions that best guarantor of autonomy in the
higher education is continued efficieney of the sysetm.

It is generally conceded that there has been a

‘poticable expanmsion in- higher education in the  Asia

o
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and the Paeific region. Statistics available on enrolment
in _higher education institution as a percentage of the
population in the age bracket 20-24 for countries within
the region show an impressive change. In Bangladesh
Nepal, Indonesia and Sri Lanka the participation rate
increased from one percent in 1960 to three percent
in 1981, in Burma it rose to four percent from the
same base, in Malayasia it increased to five percent
from the same level in the same two decades -and
in Pakistan it nearby doubled during that period.
In India the participation rate was. three percent in
1960, and in 1981 it is estimated at eight percent,
In the Philippines, the rate increased from thirteen
to twenty .six, which are same for New Zealand and
- Australia. Thailand registered the remarkable increase
frem 2 to 20 percent during that period. Republic
of Korea attained a level of 18 percentin 1986 from
a base of 5 percent in 1960. Hongkong during the
same period reached a rate of 10 percent from a
base of 4 percent. -Singapore, persuing a restrictive
policy, allowed the participation rate to reach 8 percent
from a base of 6 percent. The highest rate in the
region is 30 percent for Japan which has expanded
participation from 10 percent in 1960. The rate
is higher in USA (58Y%/), Sweeden (37%), Canada (37%)
and Ecuadar (35%)). The Japanese rate is higher than
U.K. (20%)), USSR (219, Israil (26%) and roughly
‘equal to GDR (30% ), Denmark (29%), Netherland
(31%), FRG (28%)). ' : :

- This presentation would, I hope, bring home three
_points: - First, there has been a rapid expansion. in
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higher education in. the region but there is alot to
catch up in quantitative terms alone. Second, participa-
tion. in higher education and development “are possibly
not closely related beyond a certain -point. Third,
participation in higher education is very much a matter
of policy (or absence of it), :

It may be pertinent to look into the reasons for
increase in participation in higher ‘education. A basic
factor is demographic with an increase in population
in the relevant age-group, even without an increase

in rate, the number of participants would increase.

The expansion of higher education in U.K. U.S.A,
and such other countries have been attributed among
other factors to the post-war baby born. In fact
colleges in USA face a declining enrolment due to
passing over of the baby-beoom. Many countries of
Asia and the Pacific have experienced and is likely
to continue to experience high population growth rate
e.g, Bangladesh (24%) for 1980-2000), Pakistan (2.7),
Nepal, (2.6) Burma (2.9), Philippines {2.1}, India (2.0)
 Indonesia (2.0}, Malayasia(2.0), Thailand (2.0). and
Sri Lanka (1.8), (while it is 0.7 for USA and 0.1
for UK.y Thus for the most countries in the region,
demographic pressure on higher -educstion has been a
contributive factor and would continue te be :0 beyond
the turn of the country. '

Besides the. demographic reasons, there are other
‘factors that contribute to increased participation rate.
Econom'c development today has a deepened techno-

logical base than ever before,” hence development needs

“create demand for technology oriented education-which

: w{ .
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in turn creates demand fer higher education for main-
tenance and upsteging of quality of educsation and
supply of qualified teachers. The eountries which have
expanded technical education without ensuring concomi-

- tant expansion of supportive higher education facilities

have soon run into ecrisis and have hecome dependent
on continued technical assistance,

Higher education is charaeterised by high income
elasticity between income groups and compared to that
low price elasticity within a given income group. This is
partly because of perceived higher -incomre prospect
and increased chance ef climbing social ladder as a
consequence of higher educaticn, These are generally
true in an expanding. economy bit in respect of lower
level of education, this ‘seem to be a generally accepted
phenomenon. This means ecenomic development s
likely to exert an autonomous pressure on demand for

higher education unless such demands are frustrated

by a restrictive policy of a regimented or highly struc-
tured socicty. Many of the countries in the fegion
have experienced positive, at times rapid, .economic
growth. Japan experienced a growth rate of 104Y
during  1960-70 and of 4.6 during 1870-80. It has
achieved rapid expansion in -higher educatien to meet
its technology dependent growth. Thailand has experi-
enced a growth rate of 84 and ‘7.1 duwring these
decades and has expanded higher education at a remark-
able rate. But with high growth rates, 6.7 and 5.0,
Pakistan did not- experience such rapid expansion in.
higher education, - which -is partly explained by demo-
graphy. ndture -of the ecotiomy and governmental
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policy. Policy variable is the explanatory factor for
the slow rate of enrolment expansion in higher education
in Singapore during periods of remarkable ecomomic
growth during -those decades. Expansions in higher
education in S alayasia (7.7 in 70-80), Indonesia (7.7)
and the Philippines (6.0) have been aided by the
momentum of high economic growth;

Public attitude to higher education also influences
the participation rate.. The attitude in turn is icfluenced
by education and employment policy. If middle level
education can ensure a socially valued job with good
" prospect for future, public demand for higher education
is less insistent. On the other hand if secondary level
education fails to uphold such promise, then the public
pressure for higher education becomes persistent. Many
of the countries in the region have not been able or
did not delibearttly formulate an education system whlch
would contain pressure on higher education..

At this stage it may be of interest to look at the
magnitade of explosion in higher education. The
student population in the higher education institutes in
Thailand was said to be 69 thousand in 1972 and it has
increased to 94 thousand in 1981. The teaching staff
increased from 8, 918 to 35, 731 during the same
peried. In the philippines during the same periods
student number increased from 659 thousand to 1276
thousand with corresponding increase of teacher from
23, 969 to 40, 022. Similarly in Malayasia student
population increased from 585 thousand in 1973 to
1467 thousand in 1978. In Nepal student population
increased from. 22.3 thousand. (74) to 38.5. thousand
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(79) and number of teachers increased from 1800 (74)
to 2311 (78). In Pakistan the corresponding increases
were from 108 thousand (72) to 148 thousand (77) for
student and from 3790 (72) to 6566 (80) for teachers.
In India the student population increased from 3.3
million (72) to 5.0 million in 77). The number of uni-
versities increased from 27 in 50-51 to 116 in 1980.
Besides there are thousands of institutions offering
graduate level education. In Bangladesh the correspon-
ding figures are 136 thousand (72) to 244 thousand (81)
for student and the teaching staff in 1981 was estimate

at 12,768. .
Th: expansion in numberical terms has been substantial.

~ Sofar we have purposely used the term higher
educationi institution, It is known that these institutions
vary in nature, content, character and coverage. Even
the higher education system is different from country
to country. Before we attempt to make our observations
specific, it is proper to recognis2 this diversity. Since
the education system in the countries of the Asia and
the Pacific have been influenced by models of developed
countries, it may help to recall those referral models
instead of discussing higher education system in coun-
tries of the region which are covered in the country
paper. _ : ' '

a) The Soviet System s The system has allowed
application of the concept of mass education to the higher -
education - system while selectivily is maintained in.
the core’ of the system. The Soviet System is highly




208 Advanced Reséarch'in Social Science, 1987

centralized, The educational system is under the con-

trol and guidance of The Ministiy of Education and the

Tinistry of Higher Education. But some specialised
institutions come under the specialized ministries e g.,
Music conservatories are under the Ministry of culture,
Medical Institutes are under the Ministry of Health ete.

Soviet Higher Education system had adopted the

German education system and carried specialisatien

as far as it can go. Most professionaj education. (Law,
Engineering, Agriculture, Economics, Medical ete)) are
provided in the specialised institutions. The role of the
" Universities are generally limited to humanities ard pure
science, The graduates of universities become research
workers or teachers in secondary scheels. In Soviet
Union there are 794 higher education institutions of
which 45 are universities, The technical institutes
(Vysshic Uchebnye Zavedeniya, VYZ in short) account

for 44. 1% of student and 38.1% of graduates. The
universities tend to be comparatively large institu- e
tions with residual presence, Officially, thereis no
difference in standards between VYZ and universities
and they offer similar degrees under the same control
and institutional system. The universities are not Jargely
engaged in research, for which there are specialised
research institutes. And there are differences in re-
putation amongst institutions of higher education and
in that sepse in their attainments.

- Below this apex, there are secondary specialised
schools (Technikumy) which provide courses in - profe.
ssional areas (e, g. music, librarianship) ss well as in
engineering and technology. These schools are  pest-




Eficiency aid Accountability 209

secondary in nature. The secondary schools have expan-
ded rapidly over the years. Those who cannot make to
‘the universities or VYZ, enter the specialised -schools
for vocational andjor lower proféssional training. The
entry into higher education is highly cornl.etltwe one
in three of the graduvates of secondary schools geta
chance. The pressure is also met through part-time
courses, -However wastage in part-lime courses (drop—
outs, failures) are higher than full-timers.

Thus, the distinctive features of the higher educa-
tion system are separation of “general” higher education
from “professional” higher education barring 2 few
exception, separation of research function from teaching
to the extent feasible, high selectivity in admission to
core higher education system and accommedation of
the ‘pressure for higher education in specialised schools
and through part-time education. The centralized con-
trol takes away much of the “academic freedom” in the
~ Western system and provides for monitoring and
evaluation. The system does not seem to have falled
to achieve its goal as set by the authority.

(b) The American Model: This medel carries
tne concept of mass education at tho higher level to the
furthest. It is a decentralized system and variation
between schools are wide. There are specialised
colleges or inmstitutes and vast general universities.
offering - wide range of courses, _They vary in size with
- as little as 45 students and as many as 261.000 students
or more. - 1he teaching- quahty, physical faciliry. course
contents, community life, sources of finance vary widsly.

. The ma_st-_ebw@u_s common eriteria -is that they
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are all post-secondary education institutions,. While the

departments of the universities set the selection criteria
for admission end from that point of view admissions
into many top universities are highly selective. But
higher education system as a whole generally offers
a place to anyone who wishes to study and is able
pay for it. Thus the system is not restrictive and
planning at the institute level allows for the required
elasticity in the system for growth and contraction,
even though many schools in the higher education
system may follow a restrictive admissions policy. The
character of the higher education institution is decided
by the academics and the governoring body. It would
be a general teaching institution (e.g., California Ins-
titute of Oriental Studies) a research based teaching
institute or an institute that seeks happy balance
between research and teaching Though the system
permits separation of ‘general’ and ‘professional’ as
well as of ‘teaching’ and ‘research’, the higher edu-
cation institutions have found their own blend in terms
of their institutional objectives and environment. The
pressure for higher education had been met through
extension of the system in numbers and the slacken-
ing of the pressure is being met through redesigning
of the pari-time courses and through withering away
of the marginal institutions themselves. ~ But evaluation
within the system has been voluntarily practiced.

 ¢) Tne Continental Models We shall primarily
- focus on the German model. In the higher education
system there are the professional Hochschulen and
the universities. The universities, because of the past
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tradition, include medical and law faculties. Most of
the graduatesof the universities enter teaching profe-
ssion, few at the university after gruelling apprenti-
ceship under a professer. In Germany open admissions
policy is generally adhered to. The secondary school
certificate allows? a schoo! graduate aright to entera
higher education institutes though within the system
some institutions are more selective in matters of
admission, But at this post-secondary stage there occurs
high drop-out, particularly of those who come from the
working-class. The alternative route to higher educa-
tion through technical school system does mot remedy
this class-bias, There is a high wastage in the German
educational system. Attempts were being made to
remedy this through ‘unified school’ system.

‘The remedy to this wastage seem to have been
found largely Facs chulen which are post-secondary voca-
tional ‘schools open to students with lower qualification,
Though these were not integral part of higher edu-
cation system, there "had been moves to integrate
them into it, .

The conirol of the state is minimal in accordance
with academische Freiheit which means students
progress or regress at his own will and professors feach
anything or nothing but control teaching and research
by his assistants in the manner that pleases him.
This makes reform of the system difficult.

The German mode! does not provide for insti-
tutiona}l accountability or evaluation and is dependent
on professional commitment, and ethics of teachers: The
system seem to have unspecified goals, the wastage
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is heavy aund the system provides certain safety-canch--
for the drop outs. There are provisions for specialization
in the system for the professional education as well as
research, Hawe\rer the main controller in the university
system is the highly respected professor and it is indeed.
dxfflcult to rise to that socially prestigeous rank. .

&) The Japanese Moeodel. In the post-war years.
Japan has vigorously extended its fromal .education.
system., Asa result only very insignificant percentage
of _Tapanese donot achieve a high standard of literacy .
and almost a]l Japanese who enter a scheol complete
it. Many Japanese attend supplementary school (Jukw)
during secondary school yearsin order to be ableto
attend desirable post-secondary school where entrance
examination is very competitive. The motivation for achi-
evement through examination is high as there are intense
competition between students, their families and school.-
The system reinforces the drive for a level of achie-
vement, There are drive for unifrom national standards -
set through approved text beoks for each subject at the
secondary level, The impressive fact is that the
Japanese secondary school system strive hard to see
* that each pupil achieves a minimal standard. This is
unlike American System where there is no national
standard as such and there exists a great variation in
courses use final level informality is allowed single
voluntary associations of teachars, systems of accredition
and post-school -education testing services. The unifor-
mity of high quality secondary education provides
the basic qualification for a job as heis then receptive
to learning more specialised skills at workplace,
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Though the pressure for -higher education has
increased as a conseguence of technological develop-

ment, the Japanese higher education system through
specialisation and continuous evaluation seem te have
been able to keep abrest with the need. There has been
growth of specialised professional schoo! and research
instituties. The success of the system seem to have
been based on good szcondary education. high selecti
vity, increased specialization and a blend of research
and teaching.

(e) The Bntzsh System : The Robbins Comm1ttee'

recogmzed that higher education is a national necessity
and that everyone merits an education appropriate to
his intellectual ability and willingness to learn, Britain
was propelled towards a system of mass higher educa-
tion but the traditional universities were unable and
unwilling to sustain the pressure, The universities did

expand but more mnew universities were opened to:
become centres of innovation in university education.
The ailing British economy needed variuos categories
in wvarious quantites of trained graduates for its revival -
and the traditional university system was considered
unequal tothe task. Thisled to the establishment of -

vocationally - oriented higher education institutitions
under geverament controls. This caused the establish-
ment and upgrading of polytechnics and granting

university character to a number of colleges of Advanced
Technology.

This binary system has aiiewed for requi'site

expansion in the . higher education sector, provision for .

growth of professional education, close association of
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professional association with educational programs, evo-
lution in the universities designing new courses while
maintaining selectivity and academic freedom as well as

gradual adoption of a broad curriculum and competing

standards by new institution.

In addition open university system has provided
opportunities of higher education to those who have
been precluded by the established system through a
technological revolution in teaching methed.

To sum wup, the pressure for higher education
due to demographic andjor developmental factors
required expansion of the capacity of higher education
system. The expansion in ail eases required creation
of specialised professional education institutions and
evolution of university courses. Research has been

‘considered in some cases as specialised activity but

a balance between teaching and research at an “*appro-
priate” level in the higher education inmstiiutions have
been sought. The *‘core” institutions have followed
a selective admissions policy which helped establishment

of certain standards unless those were set by an

external agency. The overflow had to be accommo-
dated through a growth of “lower” professional schools,
parttime courses, open university system and the like.
But in all cases, standards in higher education and
reduction, in wastage required a rigorous secondary
education system, competition, and in some cazes
supplementary re-eduacation courses. These models seem
to have attempted expansion with safeguards for
standards and, responsiveness to national needs
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Having deliberated on the higher education system
inclusive of non-university sectors—we shall in cur
deliberation concentrate on the university sector gene-
rally, as higher education traditionally meant univer-

sity education and many of the couniries in the Asia

and the Pacific region are still traditional in their
approzch to higher education, though there has been
expansion of professional schools and research instifu-
tions., _ '

In order to be able to deliberate on efficfency (i. e,

ability to produce desired effect with a minimum of

effort, expense or waste) and aceountability (i.e,
the state of being liable to answer for ones conduct
toa superior body), it is mnecessary to understand
university as an organization. The university has been
described in various ways-a community, a bureauéracy,
a business firm, a political system or an extension of
the school system. The traditional concept of a uaiver-

sity is a community of scholars (university scholarium):

According to that concept thereis no conflict between

the teacher and the taught or between disciplines or
between different approaches, Every body is engaged

in advancement ef ‘ideas”and enrichment of ‘knowledge’,
The process is interaction and introspection. The
students are incidental seckers of knowledge and
teaching is a process of examining the state of current
knowledge and an.input to research in the interest of
knowledge. According to this concept the output of

the university is contribution to knowledge and efficiency
‘¢an only be measured in terms of those outputs
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presumably with greaters emphases on quality. This con-

cept was articulated in the concept of a- research-

oriented university which appears like an inextricably
bound organisms identified as departments, peopled
by teachers and the taught, The accouniability is infor-
mal and mostly to one highly conscious academic self.
Even these organisms, as they grow, need a system
of regulation to provide and share facilities to coor-
dinate activities, to reach out to selected members of
the community ard to judge the failure or success of the
system. This 1is precisely at the base of the university
organization I.e., bureaucracy. As the universities have
grown in size this has been carried to an extreme which

has been described as “a system where unnumbered |

students are entrolled for numbered classes, taught by
nameless teachers and examined by faceless professors,
“What is being emphasized is that expansion beyond a
point depersonalises education with adverse efect on
the learning process and thus reducing effectiveness of
tcaching. The efficiency of this bureaucratic organization
can be understood in terms of utilisation and availability
of academic facilities for students and teachers. The
system needs to be accountable to peers.

This depersonalization process has given rise to
the “‘conflict’ model in place of the ‘community’ model.
According to this views a university is a business firm

where teachers, students, researchers and staff collec-
tively bargam for allocation of teaching, forms of

instruction, hours of work, use of funds facilities and
the like. The contribution .of this extremist view is

to force recognition of the fact that relationships in:

[
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a modern unwers:ty w1th Iarge number of departments,
"students faculty, staff etc. arg much more complex
and a plararistic view is closer to reahty than a unitary
view of such institutions. The efficiency of a conflict
ridden large organization lies in balancing group demands
for attainment of collective goals at reasonable cost,
Thé dccountability is mulu—faced and to be effective
it needs to be coordinated as well. The pluralistic
view “contends that ‘a' modern university is composed
of several communities and divided both horizontally
and “vertically. ‘Vertical division separate a . physicist
from an economist and herizontai divisions distinguish
students ‘from students (e, g. undergraduate and post
graduate) and teachers from teachers professor's' aiid
~—parts can be add_ed {e. g- a Business School) or deleted
(e. g. a divinity school). In this pluralistic system cons-
tituent units have little to connect them and agency
"is needed to ensure equilibrium of efforts by controlling
" activities of the constituent units. The growth of a
university reguires a coordinating agency which hes to
evaluate and tmonitor the constituent groups. The
pirpose of the agency is to know the “contribution”
of the unit to the total system and make allocation
of resources accordmgl}f. This is like managing a multi=
product firm for optimising returns, growth and image,
The efficieney is to be measured by the results of
. coordination vis-a-vis the goals of the system:.

A ‘further ramification of the conflict model is seeri
in' the conception of a unwerslty a8 a political system
Where dmtnbutmn of power is the eritical factor. It
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starts. from the faet that a un:versnty is composed of
“various groups whlch cut across departments and these

‘groups have differing interests and goals. In order to .

attain those goals the pressures from these groups are
‘articulated in order to influence the demston process
to formulate policies as per their point of view and
execute them, At each stage it is a plny between
‘groups to capture. decision makmg power or to minimise
‘such power of the other groups ; pushed to the extreme
such an approach hes led to the application of cops-
piracy theory of organization to tbe large modern
‘universities,

' Whatever may be the model that fit a- umversuy,
in order to understand or judge the eﬁt:lency and
acceuntabhhty, it is only proper to recognise the set of
factors that determine goals, targets the process for
review and coordination, the structure of the groups

or components, as well as the environment in which
it operates, o

IV

, The efﬁmency of a university, for that matter any
orgamzatmn can only be judged in terms of its objectives
and in relation to the variables that are within its
control, In this context it is appropriate toc ask what
are the objectives of the universities any way ? The
objective of the universities have been to teach students,

But there were universities which provided. “an exten- .

sion of private educatmn for gentlemen”. - whereas

others were assuredly vocational. When the universities

were small the social function of the universities. were
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or merey emphas:sed But in the recognition that uni<
versities create and discover new Lno'v}edge and then
transmit them to younger generatlon there IS an
implicit “recognition of the social and econcmlc extérna-’
lities of the un1vers1t1es "basm function of tedching
and resea"ch ' ' o
Robbins Committee on Higher Education in U. K.’
stated four~ objectwes of the universities to be 'as"
follows : ' S -
(a) to provxde instruction - in skill to enable its graduates
to patticipate in the national production  effort
effectively throngh skill-based divition of labour;
(b) to promote mental faculty to produce cultivated
~ personalities ; ’
(c) to help advancement of learning ; and _
(d) to ‘transmit = knowledge-based common culture
" which sustains standards of citizenship, o
All theése objeétives” are biased towards teaching and
the third alone underscores the place of reaearch in’

_ the umversmes

It may be generally assumed that these broad
iimversny ‘objectives are transmitted to the departments
which formalise their programmes and courses for the
attainment of these objective, It is'however doubtful
how much conscious are the -constituent units of these’

" objectives and whether ‘ they attempt to -set departmental

goals -independently ~in * more specific terms within
these broad objectives in ‘the ‘countries of "the Asia
and the Pacific region. The dnits‘/dépa'rtm'énts seem to '
be moré - concerned about degree regu'ations and often"'
mﬂex;bIe delmeatmn of ‘courses without relatmg it toany”
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specified objectives, It may also be said that the shift
towards skill objective has in recent years deemphasized
the other objectives in profession related departments
and instituies as they implicitly emphasise specialisation
without broadening the faculty of the mind.

Though research has not been emphasised by the
Robbins Committee but the growing _'profe_ssional
calture, aided by the evaluation process, has prompted
the individuals to value research output as their
objectives. Some universities (e. g. many in U. S, A)
have sought and promoted research activity as an
institutional objective or they have been given these
research . functions to designated institutions by contro-
lling external agents (e.g. USSR). The research

commitments however very from department to depart-

ment depending on facility, funds and demand for it,
Similarly research objective varies from. individual to
individual. US top universities seem to have overtly
emphasized research for teachers.

The objectives of the university deductively is ‘an

amalgam of such objectives of individuals in the cons-

tituent units, The concept is nota. simple one. The

‘eutput objectwe of the umversxt_les are simply

graduates . (numbers and 'di'st:iplines) and research

(new knowledge). But this quantitative dzmensmn seem.
to hide the quahty objectives of the . universities, This

refers to performance (achievement in . employment

.s:tuatlon) of graduates, recognition of faculty research
_output by peers and professionals (as useful fundamen-

tal, baaic etc.) and academic standards. Bes:des these
there are "system aupport” ob]ectwes of the unwersxty
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. which help sattainment of quality and output goals.

These are measured by teacher-student ratio. utiliza-
tion of class space, library utilization rate, .etc. and more:
are related to the management of the university and
its constituent units. The support objectives weork as
planning props to ‘attain output and quality objectives.
These three constitute an organic whole and they have

to be viewed in that perspective.

It should be noted that in our discussion we have-
deliberated on odjectives from the supply side of the.
system, The demand side, represented by student and-
their guardians, seem to play & minor role in the deter-
mination of the ' control knowledge contant in the.
courses, In olden days. the students come to teachers.
in search _of knowledge which was a conscious act, The

_depersonalisation and enlargement of the system seem

to have institutionalized the - objectives and the direct
conscious participation by the students andfor their
guardians has become remote. The students today
donot  come for knowledge as such - but for gualification
for employment which are set outside the system.
The universities in general do net cater directly for
employment and allow the external labour market
system to take care of this. The guardians look for a:
return, monetary and otherwise, to the years of patient:
waiting and financial outlay interms of a e¢ommen-
surately rewarding job.. They do not have any direct
influence on the university except where there are many:

higher education institutions of comparsble quality and:
students and guardians can exercise their freedom: of
choice as a customer does in. the free market system,,
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Thus the . system -carries a possibility of ‘monopolistic

behaviour and academic autocracy in datermining ob]ec-
twes and service :provided in real works.

+..Having said all this, we need to mention briefly-

the conception of a university as that qualitatively
affects. the objectives.: There are two widely diver-

geat” views, . One sees the new university movement as

essentially based on collectivist' and egalitarian values :
while in. contradistiction the classical notion of a  uni-

versity is that by its.very nature it must be mdwxduahst

and.elitist,. - . . :

. We ﬁnd ‘that the German system of universities has
tended to: preserve the individualist and elitist tradition’
in the case of professors while the egalitarian approach-
has been accepted in matters of student admission at

post-secondary stage. . The conflict has resulted in high:

~wastage, The Soviet mode conceives higher education

as " part of collectivist.and egalitarian approach but the -

elitist' character has been maintained selectively in the
universities of Moscow or in the Kalinin or Riza
Polytechmc Institute, : :

: The American system has accepted demacratlc nght
to. hlgher education’ while potecting the centres of ex-:
cellence through monopolistic market structure and.
these centres nurture individualist and elitist approach.
The British. system through its binary approaeh, has
made coexistence of extended democracy and elitism in
higher education possible, So has Japan.  The point

that. is being - made - is. that the. conception of a:

university is no larger unique, ‘the social system has

to- cater to popular ‘demands *for egalitarianism “whilé
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Presenting creative elitism that - sustains - progression
and. propagation. of creative knowledge.. Withont a
hierarchy and plurarism in the system accommodation
of democracy and elitism - becomes difficult: Hence
the individval university’s objectives will reflect egali- -
tarianism and elitism in different proportions and
constivent units of the university may also reflect -the
diversity as well. '

Y

The eﬁcwnc‘g of any system depends pnmanly
on the actors in ‘the system itself; if we carry the
community concept in the case of the university, ° it
refers to the members of the university community.
Broadly there are three sets of members academics,
students and administrators. _

~ Ignoring the system effect it is the academics
who are primarily responsible for ensuring attainment
of the quantity and especially the quality goals of
the university. The image and achievement of a uni-
versity is determined by the character and attainments
of its academic staff, Itis they who- pnman}y make
what the university is or becomes.

Academics perform many roles.  They are providérs
of knowledge and a model personality for the students.
They are creative seckers of knowledge and a guide
to juniors in the profession. They are rpursuers ‘of
excellence and a man of ethies to his colleagus, - They
are setters of standards for the profession. They are
depository “of “useful knowl'edge for the community -
and the government, The -are image ‘builders " and
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student atiracters for the administrators of the univer-
sity. The academics, thus, are not merely teachers or
scholars ; through those two attributes they perform

-wider community. and social funetion. Further as a

‘model and guide, they cannot have s discontinuity in
conduct in his private and publi¢ life, They seem to
-get intertwined: These are diffieult roles to combine in
one. But these are manifestations of efficiency of a
teacher in a community of students and scholars.
This total personality view is being challanged in the
West where value system are rapidly changing with
_:perecepnble consequences, but the  tradition-minded
society still values this personahtv portrait of an
academic,

The academlc as a teacher is reqmred to integrate
what is being taught with what is. known to the sub-
ject. ‘Unless -this integration is achieved whatis being
sought remains information it does not graduate inte
knowledge. At the level of the university itis the
]_;:'n{_:'-wledge which is sought and not information, other-
wise books.could replace teachers. This is the basic
test. of an efficient teacher, This is difficalt and tradi-
tionally this has been regarded to be a simple function.
Aparently university teaching seems to be the only
job, for which ne training is given or seem to he
required. This doubly makes the selection of a new
teacher difficult. It also makes the job difficult: for the
‘new teacher. He seems to learn on the job, often imiti-
ting and emulating his favourite teacher, :

‘Teaching is a profession where one cannot aﬁord
to make mistakes, more so in higher education institu-

o
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tion.or be lax, careless, unfair or impatient ; take a
false step or cease to learn. He is watched and appraised
by a changing but continuous community called the
students and other academics. Thus his efficiency is
constantly under observation, Through these activity the
academic achieves a sense of progression, becomes
intellectually more competent, thinks more coherently
and deeply and feels the sensation of having his mind
strached and made more supple. These are some of
the criterion by which an academic can judge for himself
the attainments as a teacher. Because of this the
teaching profession has been implicity or explicity in
favour of self assessment for efficiency of teaching.

‘To achieve all this a teacher has to be self-con:cious

and must have an extraordinary degree of sensitivity.
He has to get on with people in order to communicate,
must have a sense of involvement with a clear sighted
recognition of his ability and objectives vis-a-vis
those of the institution where he serves and the students
whom he teaches.. He has to be active in persuit of
excellence in his work so as to imp'ant the same in

his students and environs. In other words he demons-

trates a code of conduct that promotes professionalism,
These are some of the basic requirements for

efficient teaching. Having said this we may explore

the reasons that hinders attainment of efficient teaching.
It has been alleged that most academics drift into the
service .and accept it as a way of ‘earning a living” when
the requirement is a conscious option and acceptance
of itas a way of life in a committéd profession. It

has been said that low salary tradition of the older:
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universities was a’ carry-over of “seminary ctilture” but
was also helpful in getting committed facuity. Those
who “hold this view are of the opinion that recent
comparative: improvement in the -financial rewsrds of
the university teaching staff has led to three conse-
quences. First. by comparing it with other  vocations,
it now resembles another ‘vocation ; second, because of
this there hasbeen z diminution of considerable social
prestige that was attached to university teaching, third
vocationalisation of teachirg and equating it with other
jobs, have contributed to the growth of Jobbers in place
of committed teachersi, e.. one who merely *does’ the
job rather then one who ‘ennobles’ the job. There aré_
others who would contend  that higher and not equiva-
Ient emoluments - would make stricter selectivity possibls,
it is the equivalence that is at fault. In response to this

a group of researchers contend that the selection for

appointment particularly at the lower level suffer from
insdequate specification of qualification. The selection is
primarily dependent on impression or evaluation by peers,

" They are ina position to spesk about the level of
attaioment in demonstrated knowledge =s shown by the
examination results or publication Butthey are hardly
ina position to judge him for professionalism or com-
mitment to teaching and research.. Once a mistake in

selection is made, the system seemsto be stl.ck wnh it,

partlcu‘arly in the developing countries,

. The decline .in the quality of teaching has been:
blamed. on rapid expansion of higher education sector. :
This is sa'd. to be compounded by the fact that there

is-no  ‘training” facility for-a teacher. It issaid that:
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‘teachers necd bé ‘educated i recpect of their role and

responﬁlbluty if not in the pedagogic metheds beaause
they are to engege in Shapmg voeung minds into
wholesome persons. When reciuitments are few and

theie are eders in the profession available for couns rel
and when the new recruit is able to make his owd

assecsment and feels responsible to the profession and
the institution, formal training may be avoided. In fact,
in periods of slow growth of academia, the tradition
of no formal training was aveided precisely for thi_s
reason. The question that is raised whether in péfiod'si

- of rapid growth of higher education trainirg is a proper

approach for maintaining andfor enhancing efticiency.
The skeptics point out that those who need fosmal
training are misfits to begin with and those who have

‘the quality they do not mneed it, The truth poss1bly

lies somewhere in between for many of the teachers.

It has also been contended that the present teachers
in the universities soffer from a divided lo}ally and
that afects his performance as a téacher. Theré are
disciplines which are profession-oriented €. g. Law,
Medicines, Economics, Business ete. With the growth of
specialisation within the subjects, the academics in ii*efe
area at fimes seek ‘recognition’ or rewards not from
within the university sysiem but from his feiow specz-‘
alised prcfeSsmnaIs .

In other word his individual objective may ot
be in “congruity with the institutional objectives. In such’
a -cgsc"vhé I_makes his own _choi'ce-and may prefer to !cw'er__

‘down teaching compared to his professional work. The

extreme ‘case”of this confliet’ is--an- academic entrepre~
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neur who . use-the university post -as a secure base from
which to run what amounts to private businesse. g.,
consultanty by business teachers, practice by medical
teachers, In this case teaching effort is likely to decline
in quality. There are also cases of another type of
entrepreneurs who use the university job asa stepping
stone to a position which does not need attainment in
teaching as a qualification.. In an expanding professioral
job- market such hazards remain. It is an improve-
ment in selection system, contractual appointment and
salary, evaluation of performance and insecurity of tenure
which might, I repeat help in the improvement of
teaching standards.

The academic as a researcher is required to integrate
what is known with new approaches, new knowledge
and realm of the unknown that needsto be explored.
~ Unless this integration is done what is being researched
remains a separate identity it does net stimulate his
teaching, At the level of the university such integra-
tion is a desired goal otherwise the process of knowledge
creation and decreation of is not transmitted to the
succeeding generation. Initiating students into successive
stages of research, integrating them into research
itself and transforming them into active researchersin
the fina] stage is a function that research based higher
studies are supposed to perfrom. This however could
be fully accomplished atthe higher levels but initiation
and integration . could be attempted even earlier. Butat
the extreme such researcher may turn out to be great
‘mystic’ scholars who is understood only by a few,
In the institutions of higher educatton there are different
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types of teachers. First, there are those who are basi-
cally teachers and teachers only, They effectively
communicate existing level of knowldege. His seeking
of knowledge is confined to secking clarification, elabora-
tion or a new way of presentation. He has limited
interest in research. But he is available to students and
would answer any question related to his competence
without faliering and with conviction.

They are adored by teaching colleagues. They build
up in themselves a loyalty to the institution, to their sta-
dents and to their colleagues. He contributes to upzrade
average efficiency of his student. There are some very
inspired techers committed to teaching who would use
results of others research and integrate it for the benefit

-0f student and thus create a solid foundation for
advancement in students.

In contrast there are those who are research oriented.
They devote a lot of time in seeking knowledge and
strething it, They normally communicate with the
advanced students in the class while the average students -
seem to get lost. They enjoy teaching as a method
of getting his thought process cleated. The students.
are the sounding boagrd. Such teachers are eager to
restrict admissions and update curriculum and are impa-
tient with incompetents. But once the students are
able to establish a communication channel, the academi-
cally orieated students never fail to get the most from
him. Such a teacher may often be misunderstood and
accused of partiality, While such a teacher raises the
efficiency of selected students, he is apathetic to __th_ose_'
who fiil to cope up., Those few however contribute
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greatly to the growth of professionalism.
The third type of teacher is an academic entre~
preneur. He is an income or opportunity maximiser.

- The university work is residual to bim. He uses the

university as his base. His interest is in facility building.
HIS interest in teaching is incidental and in research
it is a consequence of his entrepreneurship, Students
fail to build up a meaningful relationship except as
a research assistant. He treats his- job at the university
as a2 vocation and nothing beyond that.
' The fourth type is the apathetic type who Juat
happnnd to be there. They either lost interest over
the years or just do not find the job interesting any
longer but stick around as noting better is within their
reach. They neither teach well nor engage in research,
They are not sure as to w‘ly they are there.
tudents appear to them to be a source of burden

"or izouble.

The 6iftth type are the activist and has non-academic
goals to achieve. He may seek power through the

“teacher trade unions, and/or through governing agencies

in the university organizational system. Since such posi-
tions are rarely sought or given to those who are
most (academically suited,) the activist threugh their
customa y action seem to o_ccupy them, If one dccepts
eithier ‘the political system theory or the. conspiracy
m’ldel for university organization, their actien may indeed
have negative impact on the efficiency of teaching or’
research or both in the institutes of higher learning. _

A variant of this activist group are the political
activists who maintain close liaison with peliiical groups
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outside.. Their interest is in improving éxisting situation
and they feel very committed to it. Many of these
activists are interested in education and committed to
teaching as that is the best conduit of their socml’
thought and action, ' :

~ Theze are pure types and teachers are normally
combination of two or three. However, the static ~system
efficiency of an institution of higher learning is greatly
influenced by a facalty which, has a balance of com-
. mitted teacher and creative rtesearcher who enjoy
teaching. The other types, except, may bethe4 or b
variant, are drag on the efficiency. - .

Vi

] The other 1mportant group is the student. The
student as the beneficiary of the teaching sysiem can
contribute to attainment of desirable standards. -It is
d1ff1cu{t to speak in terms of astadent group because

by their attitudes and values” they are different. It
is d1f{1cult to discuss the whole ‘spectrum of typology:

but we shall mention onIy the more dominant ones.

" The most prevalant are the job seekers i.e., those
~ whose orientation is ‘vocational’. They -are u_l_te:jesfed
in a qizélificatibn" that would help them to geta job
and, rarely in knowledgu Smce many jobs. require

umvers:ty degrees as a procf of maturation, as employers,

look at the mgher education institution as one performe

ing first selection process for them or as producers.
of esrab ishment”.  men such an attitude is hardly.

surprising. This group of students are interested simply
to pass the examination. and resent teachers explora-
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tion ‘in knowledge. (Most in this group. come from
lower income .category) for whom a JOb is vitaly
important, : .

- In contrast to-them, there is a group, mostly coming
from upper income class, for whom tte university is
a staging. pest between school anrd society. They are
seekers of social orientation and thus very active in
extra-curricular activities that help -their self-develop-
ment as. cultured and cultivated personalities. They
have only incidental interest in vocational and academlc
objectives of the university education.

The third group is the delight of the academic

‘as they find academic work interesting. They are

concerned with knowledge and they are interes ed in
exploring the concerns of acedemia. I is difficult to
make a class identification for this group who through
the Iearning process become a' mirror image of their
teachers. In this pursuit of academic excellence, some
perform better and opt.for university teaching and
those whose performance are not upto the competi-
tive mark often take up teachmg in schools or
colleges,

The fourth group are the problem group for teachers.
They are the-disinterested students who do not know
why they are there. They came only because they
satisfied admissions critaria and their parents or friends
persuaded them to be there. A continuous evaluation
for dismissals would quickly screen them out. Some
conform to academic rituals and get through but most
become drop-outs or linger on. '

The fifth are activist group who put priority towards
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improving and reforming social systems and ignore
commitment to his studies. Some in this group seek
‘position and power in student and related organizations
and ‘seek a career through such activities. Students with
pronounced activist leanings are intellegent and hold
strong views. But because of his priority, he becomes
a non-performer or a low performer, '

‘The sixth group are the anarchist who reject his
milleu. The apathetic student acept it. the activitist
tries to improve it, but others donot bother about it.
Their activities are antithetical to any established acade-
mic pursuits,

In presenting the complexity of value and attitudes
of the students, it is proper to note that such pure
types are rare, normally they are a mixture of two or
‘three. Fusther, teachers present their lessons either
for the vocationally oriented group or the academic -
oriented type. These group detest uninterested, unhelpful
and unapproachable teachers. They also seek meaningful
courses that are taught to upgrade what they know:
with what is being taught.. For the second group such
integration transforms information into krowledge while
for the first information is needed for the qualification.
But all the groups expect from the teachers fair-
play in teaching and evaluation as well as lack of
pretence. '

' The swelling of student population in the countries
of our region have been accompanied by insufficient
and sub-standard schooling as well as immaturity in
thinking and outlook. The causes for this have been
identified as’ not many good teachers, not adequate
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facility and not enough finance at the elementary and

secondary level even after many compromises with
standards and sub-standard academic contents of

syllabus. This is more true with densely popuiated and

slowly growing economies. Large population meanl larger
- demographic pressure and slow growth resulted in
smaller allocation of resources. The institutions of higher
learning are apex institutions. Unless they follow highly
réstrict'ive admissions policy, these institutions are
affected adversely sub-standard secondary education.
Fuarther, absence of wvocational component in school
education coupled with limited opening for jobs produces
a baby-sitting syndrome in bhigher education.. The
Government becomes interested in keeping the youth
out of -the streets and allows for expansion of admission.

in higher education institutions. This enforces ahese-

institutions to provide lower level education which i in
turn dilutes the entire education system. Thus in many
of the develeping countries higher education ansntutes
are providing compensatory education at the under—
graduate level and thus failing to prepare them for
a meaningful post graduate education.

Thus the efficiency of the higher educztion can be

broadly judged by the attainments' of the students,
While the causes ‘may Dot lie within it and remedy
should be found in recyc?mg properly trained graduaLes
to the elementary and secondary schools with adequate
funds and facilities, In this context the higher educati ion
system has a role which has not been played in t‘ze
absence of a remedial plan for submission of higher
education system to meet the crisis of standard, In
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other works the higher education institution can not be
istands and maintain standard when the feeder institu-
tions lack it. The remedy lies ia planning for a strong
system of education where different stages are clearly
designed to attain defined standards which should be
up-graded consciously and colliectively. It sheuld be
remembered that high academic standards are the end-
products of rigorous academic processes at an early
gtage,

Vi

The third set of actors are the administrators,
The basic function of the administrators is to distribute
resources-man, space, time, books, eqmpme’lt and money
to the best advantage as per the objectives of the institn-
tion. This distribution calls for rules, norms, documents,
controls, reports. and evaluation which create a bureau-
cracy. DBut the power of the administration is limited, it
‘has only influence mustered by the leading men of
the administration through their reputation, skill and
contact. '

In the universities mut,h of the administration is

carried out on fultime or part-time basis by teachers of

the university at time by those teachers who are seckers

of power and did not o justice to the departments. . Vi-ce;-._

Chancellor in the British system (or President in the
American System) is the chief academic and and admi-
nistrative o fcer. But the real power in the university
is so diffused that the i fluence of any one person or
position is limited. This is despite the fact that the

system imposes on the chief eXecume the vanety and_
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burden of work that is unknown in medern management.

However in the past the most successful chief
executives have been strong, highly respected, scholarly
but authoratarian in character. e used his capacity and
quality for attdining desinable growth and distinction
for the university. This has been replaced by a system
that made the chief executive dependent on groups within
and without the university. This certainly led to the total
substitution of the authoritarian character of the chief
executive but in its place imported one which is week and
subject to factional pressure those loosing the very
advantage’ of overall position that lends objectivity. The
result has been that chief executive may be forced to
comply with the wishes of a certain group of academics
which in turn may cause lot of damage to the govern-
nance of the system. The chief executive fails under
the altered system to play the role demanded of a
leader of academic professien. This fits well into the
substractive model of leadership which states that autho--
rity of the chief executive is reduced to the extent
his constituency groups or patron groups or client
groups modifies his power. In such a situation concern
for people (or groﬁp in a narrow sense; tend to minimise
concern for performance (i.e. efficiency) the respon-
sibility for which lies to a great extent with the chief o
executive. Studies of Academic administration have led
many scholars to conclude that effective leadership is
scarce or lacking in higher education. The system
seem to flter out most capable persons whe could
enhance quality and performance from the academlc
leadership positions,
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- The s‘ruggles and difficulties in administration of
higher academic institutiops have led to the appoint-
~ ment of conciliatory, faceless, incapable and unimaginative
kind to the positions of chief executives. This leadership
crisis in higher education has resulted from “‘structural
peculiarities and complexities of organization design,
decentralized governance, protracted policy setting mecha-
nism, ambiguity in the authority vested in positions
and multitude . of pressures”—with which the university
administration has to contend,

Such state of academic administration and quality
of leadership is hardly conducive to pursuit of efficiency.
The organizational structure of universities is described
as flattened bureaucracy with political rather than hiera
chical system. The political model is characterised by
limited participation in policy-making, quickly changing
faces 'in participatory organ, fragmentation into interest
groups, continual conflict amongst groups, negotiated
compromises as decision and significant influence of
external interest groups. Such governance does not
promote efliciency. |

The efficiency of the university system is depen-
deat on the efficient university adminisiration which
in turn is dependent in competent university leader-
ship. The attributes of such leadership have  been,
pictured differently. A succint description of such a
leader is given by twelve behavioural qualities—apprea-
chable, articulate, charismatic, decisive, deliberate,
emphatic, fair, firm, flexible, persuasive, sympathetic
and a moral builder. A tall order indeed. _

Below the chief executive, the next important
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leadership pesition are those of Deans, unless - those _
have been emasculaied by the system, In a large
university with decentralized'administretion such position
of deans are indeed very important, A longuudmal

study of deans in US institutions indicated that effective

deans that promote efficiency hav: the foliowing attributes

‘administrative capability; ability to lead and initiate,

energy and intellectual ability, ability to relate to the
field; personal academic zppearance, practical field expe«
rience, research aund publication record, personal values
and national reputation. _
‘They are up to the task and can deal with cohtext_
related problems. They have necessary skills and per-
sonal ‘atiributes to be effective. But quite often they end
up being abrasive, dogmatic, insensitive and unethical.

Those who donot become autocratic, tend to become

servant of a group and not aiways the change agent to
promote efficiency. :
+ The most important leadership position is that of a
Department Chairman. In the British system there pre-
vails a professional autecracy. This has been considered
unhelpful in & non hierarchical system. A study of
departmental chairman in 100 departments of US univer-
sities * show that - efficient chairman are those who
are -persuzsive;, can yeild influence, enjoy reciprocal
confidence, have national reputation and ere able to
reason with adminisiration, Thus he bas skill. scholar~
ship: Sensitivity and shrewedness. With only consxderab‘

personal eminaiice the departmental chair is in a position
to maintain 2 ccoperative tezm effort;- ensure effechve
cofunication ' o information - and ideas, - promote dis-
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cussion for achieving comscious, secure support for
innovation 2nd gather facilities for efficiency in teaching

" and research.

The university administrators are basically engaged
in helping implementation of the decisions of academie
administrators through allocation of time, space, resource,

_equipment, finance and personnel.. They are facilitators

and can only operate in conjunction with and with consent
of the academic community. The parameters of adwi-
n‘istrafi've efficiency- are basically a judgement of adequacy
and use of finance, facility, facuity-time in relation to the
output and quality goals of the institutions ef higher
l'earn'ing, '

VI

What can we then say about the efflc1ency of hlgherf
education system in a country or a university. First is
the obvious- the higher education system isa part of
the total education system and its inputs come from the
system below, The smaller the country and more uniferm
the svystem, it can be said that generally the higher
education system cannot. be much more ‘efficient” in-
terms of output goals or quality goals than the total
system. The only way to raise the efficiency above
the system below is to follow a very restrictive adminsion
policy and a greatly disproportionate availability of
resources to the two sectors of the same system. Any -
policy that attempts to increase efficiency rapidly in -
tHe higher education sector is likely to create greater -
wastage in the pre-university sector given limitation -
of finencial, teacher and managerial scarcity. - '
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Second, the pursuit' of efficiency in the higher

education sector can only be built up in stages through-

continuous evalnation of objectives, inputs, facilities and
outputs. But such pursuit, in order—to be effective
and socially acceptable needs a system of deficiency
remedial schools on the one hand and extension of
vocational education system on the other, This allows
the job secker to follow an alternative and removes
the demographic pressure and that of development
dynamics on the higher education system. But this
assumes the capacity for the economy to continually
-absorb growing number of vocational graduates, Simul-
taneously the higher education system remains open to
anyone who can demonstrate competence and such
flexibility diminishes the tension or empathy generated
by a restrictive sysiem.

Third, the system or an institution is zs good as
are the people who man and run it. For a system
to be efficient, the management of the system need
be efficient. This is not merely a question of structure
‘or the process which should reflect adequately the
objectives of the system itself. The assumption of the
academic commurity of equals who are so respunsible
that self accountability makes the system work effici-

ently in a coordinated manner does not generally suit -

the description of higher education system today. Hence
the diffused undefined responsibility code and decent-
ralized responsibility centres may nolonger be an ideal
system as this makes evaluation of efficiency level
difficult which in turn results in delay in identifica~
tion of necessary corrective measures. and may even
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complicate adoption of such measures, In addition, the
leaders in academic administration, dus to the struggles
and difficnlties of the academe, has more often not
demonstrated the qualities that are required for such
positions. Vice-Chancellors have tended to hecome fat_:e-
less, the deans weak and department . chairmen a
survivalist servant of the dominant group. Such attributes
hardly promote efficiency.

Fourthly, the efficiency depends on the facilities
‘made evailable to the faculty. Over crowding of the
system or rapid growth of population in the system
has often meant inadequate provisions of class, books,
laboratory, etc. This has been largely due to the fact
that the. developmental priorities for higher education
and socio-economic consequences of expansion of higher
education were hardly clearly spelt out in any form,
not to speak of the education policy.
 Fifthly, rapid expansion of education failed to
provide for trained and qualified teacher at the primary
and secondary level. As a result of this and poor
galary scale, these institutions were manned at times
by the ‘scrapes of the academic barrel’, Nothing has
contributed more to inefficiency of higher education
system than this. But this has been complicated by
the fact that teachers in the higher education system,
due to rapid expansion and closed shop practices, do
not demonstrate the standard of schelarship, commit-
ment to teaching, loyalty to the institutions, devotion
to work -or traits of personality that is required for
the job. Thus inadequacy of faculty below gets com=
pounded by lack of quality of the same in - the higher
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educahon system and results in substandard output
both in terms of gradmating siudent and reszarch.
Because of this dilution of quality, the universities
as a source of service to the community and the
nation gets dried up. The system is further threatened
by the growth of academic entrepreneurs and apathetic
teachers. |

We have so far refrained from attempting a
dlscussxon of efficiency which i is an orgauisation, environ-
ment and membership related concept, Se far, our
attempt has been to discuss those dimensions of a
university, Efficiency of a university is to be under-

stood in terms of its capacity to mobilise and use its

rescurce in pursuits of its operative goals in a manner

that effectlve goal qttamment is least expens.\re in

terms of resource. \

In our discussion on goals, we have pointed out
the mult:puc:ty of goals as well as different perception
of goals by members of the organization. The discussion
was exphmtly aimed at recognising the multitude of
goals and theéir changing -and conﬂxcnng pature. This
has fed us to recognise that goa! attainment can not
be maxmnsed due to presence of condicts and COné-

~ fraints ; it ‘can oaly 'Dptlmhed The optimisation

ié"'possible within the eavironmental compulsion and
behaviour of organ*zauonai members. However an
analytlcal model integrating such factors in a systematic
and “comprehensive way to determine the correlatés of

_efﬁ\,lency in the hrgher educatlon system is yet to be
doae. Such an approach is 2 -monumental undertaking

in v:ew ‘of many variables that re!ate to e{ﬁmency of
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higher education system. Like other organizations,
researchers have attempted to look in depth into some
fores of efficiency (e. g. social and economic returns to
investment, wettage of resource, cost effectiveness etc.)
Such piecemeal evaluation of efficiency are helpful _..bl_lt
presents a problems of integration.

Narfowly interpre‘ed, efficiency considers the i issue
of how much input is necessary to attain a level of
cutput or a goal. This concept in the context of the
higher education system has given rise to such concepts
as success rate, attrition rate, employment rate, It is
assumed that between two institutions within a given
system one that has higher success rate or lower
attrition rate or higher employment rate for its graduating
students is more efficient. This however makes certain
implicit assumption about quality of entering students
and of academic inputs. In other words these rates
are not comparable unless one standardizes the qualities
of raw inputs and process inputs, -

There has been another kind of efficiency measure
that looked into the wastage. One snch indicater is
the drop-out rate. And capacity utilization is another
indicator of wastage. Consistent capacity underunl:zanon
means either lack of effective demand which is not
upheld by the pressure for higher education or policy
decision to make it so. The capacity in the institution
is often calculated by space multiplied by time. But
a more meaningful measure js to determine it by the
capacity of critical common facility (e. g., laboratery).
Possibily this should also be measured as aggrega_,_t.e
of capacity of constituent components, The dfq;}-bljt
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syndrome complicates measurement of capacity utilization.

As a measure of 'social’ wastage and in that sense
meﬁcmncy of higher education some attempt has been
made fo measure it by unemployment of graduates or
over-éduication for employment index. The former indi-
_c_afes either absence of capacity in the economy to avail

of the services for which both public and private invest-

ment has been made. This is considered wasteful frém
the social and economic point of view. The second
index, shows that even when employment is available
there may have been an over-investment in the education
system product That is also an indica.or of inefficiency.
These are ‘indicators of absence of proper linkage be-
tween educatlon and employment and in that sense in
the Planning effort of the country concerned.

But observations have been made that when un-

‘employment is on the increase and when standards are

low in the education system, the universities in countries
where higher education is largely paid for by the
government, capacity utilization is not a indicator of effi-
ciency. Inappropriate pricing of higher education, i the

- absence of appropriate policy planning and standards,

cause inefficient u‘ilization of facilities in the institutions
of _high_er education under those circumstances capacity
underutilization is an effort to keep standards and eco-
nomic utilization rate for graduates may indicate h]gher

. efficiency for the university and the system.

It brings us to the idea that preservation and aug-
mentation of high standards could be an mdicator of
efﬁmency This eould mean in the short run that even

‘if the attrition and fajlure rates are hlg'n, ar institution
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‘could be judged efficient if it has been able to maintain

and augment academic standards. In other words such
unifary mersures conflict with each other and an evalua-

tor is faced with a choice. problem and should indeed

apply a longitudinal view to reconcile the two.

A 'multitude of factors go to the "determination of
efficiency in a given educational institution. These

are broader system characleristics, input characteristics,
organizational characteristics, process input characteris.

tics and managerial practice characteristics. Because-

of these configuration a number of problems in measur-
ment of efficiency of an organization including, that of
a university can be identified. _

First, thereisa construct validity  problem. Even
‘when we recognise the relationship among several veri-
ables, we do not know enough about their correlation
and additive or substractive relationships. We have some
notions of relationships from observations and greater
effort is needed in exploring the nature of configuration
of these variables and their impact on efficiency.

Second, there is the criterion stability problem. The
notion -efficiency of the educational system is deperdent
on the socia] expectation about the system itself, In many
developing countries output quality in terms of voca-
tional skill may be 2 more relevant criteria, In a more
advanced country, ability to conduct specialized techno-
logical research may assume greater importance. This
transitory nature of use of education has an impact on
eificiency evaluation of a university, In another way.
adaptability is seen as a component of dynamic efﬁmency
of the higher education system. : :
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Third, is the time perspective problem. It is sugges-

ted that organisational efficiency can only be judged

in a given time perspective. In the shert-runa university
may operate within the dictates of social and economic
needs and parameters of a country. But in the long run
a university performs asa research and development
organ to define these needs and parameters. These two
roles need not be inconsistant, in fact in a smoothly
functioning stable system with a continunm the short-run
parameter are used in an iterative manner to define

the long run parameters. Many universities are engaged

in meeting short-run necessities of the students and
faculty with or without being consciots about the
long-run needs and opportunities.

Fourth is the multiple criteria. A major advantage of

multivariable eficiency. approach is to view efficency in
‘a comprehensive manner, from various component pers-

pective and to ‘integrate various factors into a unifying
fremework., But the criteria may be in conflict and
there may be a problem of choice andjor trade offs
involving managemsnt policy and practices.

Fifthly thereisa measurement precision problem
as measurements involve assigning number to attributes
which raises the problem of quantifying efficiency con-
cept in a consistent and accuraie msanner, Such quan-
tification is made difficult due to the complexity and
magnitude of the coneept of efficiency.

The sixth problem is that of generalizability. The
criterion of efficiency for evaluation of a university is

- subject to environmental and- managerial perspective

unless the variability in them are. standardised, the
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generalization of criteria may be hazardous.

The seventh problem is that of theoretica! relevance.
A major purpose of any study is to be logical and
relevant judged form the theoretical framework. What
purposes are served by efficiency criterion ? Do. they
help us to make predictien or formulate policies 7 Thus
an integrative model which subsuine the interaction of
different independent causative factors is preferable,
Such 2 model should be able to look at the relationships
between organizational, environmental and managerial

variables within the systems framework for understan-

ding organizational dynamics in relation to efficiency.

The last problem is that efficiency is discussed
at the macroorganizational level (e. g., output, goals).®
But such en approach ignores the ecritical relation
between individual faculty behaviour and the 'Iarger
issues of organizational effectiveness which is the hasis
of efficiency. The meaningful efficiency measurement
model need to take into account the re‘atlonshlps
between macro and miero level processes.

The efficiency cf a. university, like such other
organization, can be understood in terms of goal optimica#

tion, systems perspective and be’Hav;oural aspect of its

members. Optimisation is 2 process through which
multiple and conflicting goals are balanced within, the'
possibility region defined by environmental constraints.
In this exercise different goals receive adequate con-
sideration and resources are aIiocated in recognition
of importance to the organization. If this is donz only
then efficiency can be Judged against. such construct.
Th1s however recognises the fact thiat such optxmum
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is a product of ‘internal’ memagement and thus defines

parameters of internal efficiency. '

' It may be recalled that output goals for a university

are graduates and new knowledge. The teaching-

oriented institutions downplay the second, while the
research-oriented ones emphasise it. The measurement
of these are however complicated by the quality goal
of the institutions, In other words these are not mere
numbers but adjusted values, Here is where subjectivity

- may loom large. One would like to define criteria

like employer-preference and publication credentials

or professional standing. Further, these are influenced
by organizational goals interms of growth and change,
~ stability and progression, and adaptability and flexibility.

_ Then there ave the systems perspective which takes
into account organization—environment interaction, The
hizher education organizations have varied offerings and

_characteristics. This is manifested in offering of short

courses, open universities based on media coverage,
multicambus universities, industry related institutions
ete. . Such diversity is the product of the interaction
with the environment and response to current institu-

‘tional constraints, The objective of such institutions
ar: extension and/or specialization. These institutiens
cannot be judged by the same criteria ; though success
rate, employment rate and expsnditure per student

"are often mentioned - as measures for comparison ;
whether these are appropriate measures of efficiency,
and even whether the two systems are comparable

leaves much for debate and discussion. The organiza-

tional efficiency “is based on ‘membership - behaviour
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which is largely determined by the congruence of
individual or group goals with the org"anizational'objec-
tives. We have earlier mentioned that there are different
types of faculty as’ well as students. There -are
differences amongst administrators and their goals. The
efficient organization may be one that creates a large
enough overlap of such diverse group objectives in a
coherent manner. Much of the depends on managerlal
policy and practices. -

The efficiency 1is affected by the manner in whlch
a univesity organises its resources for teaching and
knowledge generation. Studies indicate broad spec:ah-
zation and moderate. size of responsibility-centres pro-
mote efficiency though this is contingent upon the
impact of other factors. Besides organizattonal structures,
external and internal environmental -infliences affect
efficiency. The external environment of a university
is complex and varied. perceived as static or moderately
* dynamic in a changing socio-political situation of a deve-
loping country, and uncertain due to lack of information
and analysis on the part of decision-makers. The
internal environment in the universities are mechanistic
within support administration and organic in respect of
academic administration. The universities have been
affected by external eavironment more adversely due to
limited perception of the changes in environment. This
has forced the management of the universities to act
_within a much more bounded -rationality spares that
constrained its efficiency. '

Effic'ency in the univesities are dependent on
faculty attacament and performance assisted by support
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services of the administration., The reason for low
performance by the faculty and staff are said to be (1)
lack of job involvement which inhibits deployment of
intellectual energy for task achievement ; (2} inadeguate
perception of ithe demands for task attainments because
«of incompatibility between individual capability and task
réquiremen_ts (3) . Unappealing reward for task ful-
filment which works as a demotivating factor ; (4) weak
performance reward linkage which makes task achieve-
ment non-couseguential and (5) non vigorating work
- climate, which is a product of environr_nént, technolegy,
structure and management practices,.intervene to slackex_x
the task achievement motivation. An efficiency analysis
to be meaningful need to 1ntegrate all these. .
Instead of ending this section on an 1mposmb1hty
note, let me suggest there are univariate indices of
‘efficiency which are helpful. Simple indices for efficiency
have been mentioned to be success rate, attrition rate,
employment rate, faculty publication index etc. There
were others like capacity utilization, benefit rations and
- the like, The seckers of efficiency would take these
notions and develop complex indices forits use over
time and across comparable institutions, Such indicators
may be classified into three categories : economic, social
and administrative. The economic efficiency is related
to the question of allocation of resources. commensurate
with productivity. The outlay of resources is calculated
on per graduating student basis for a discipline. It may
be adjusted for variation in technological -intensity in
order to make it comparable overtime. Between depart-
ments it would provide a basis for compcrison. A ratio

ot

.*i )
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of such cost to ‘economic’ potential measured by earning
capability within the immediate national environment
provide a rough and ready measure of social efficiency.
For administrative efficiency the cost is to be disaggre-

‘gated into fixed, faculty and staff and cost per student-

hour against ““revenue” or “benefit” and could be used
to increase the allocative efficiency between depariments.
It may be mentioned in passing that use of such ratios

‘should be done with adequate care as to information-

base and organizational objectives.

X

How does one plan for efficiency in a univessity ?
Planning for efficiency ‘involves to begin with reviews
of academic programs, administrative and academic
support services, personnel performance, resource use
and policy for efficiency.

The review of academic programs in the universities
should be formal, frequent and comprehensive for
identification of quality and efficiency in terms of aca-
demic vigor and rigor ss well as actual and potential
usefulness and demand. Such a review should be  inten-
ded to examine how efficiently and effectively resources
are used in eéxisting programs including duplication,
redundancy, obsolescence, over and under expansion,
inadequacy ete, Such a review then identifies programs
and courses to be retrenched and those to be developed.
The administrative and academic support services that
absorb so much resoures of the university system
should also be reviewed. Unless a review of such
services are properly made substantial opportunities:for




252 Advanced Research in Social ‘Science, 1987

 improved res>urce management is lost. This is to be
done through cost studies of each unit of support
services (e. g , computer, student housing, library etc,) un-
.dertaking financial management stadies for identification
of wrong resource use review current standards against
changing needs, goals and objectives, and updating unit
plans.to reduce the gap between what is and what should
be adequate with cost effective methods. :
It is essential to review personnel performance.
Faculty evaluation is essential for raising standards even
though it may lead to increased turnover, retirement and
lay off. Such evaluation, when properly done by self
against a standard,- by peersagainst institutional deve-
lopment needs and by the faculty group against planned
and changing program and cousse requirement, it helps
in distinguishing excellence from mediocrity, meritorious
from the average, leader from the routine performer,
versatile from the non-varsatile, productive from the non-
productive and so on. The academic program develop-
~ment calls for faculty adjustment, An analysis. of field
work load, costs turnover, rank ete, provides useful] in-
formation for resource are in depatments and that can be
used as input for improving faculty mix for efficiency.
‘A complementary step in personnel review is admi-
nistrative performance review. Vice-Chancellor, Deans,
Chairmen members of the syndicate, senate ets. need
be selected for distingunished faculty performance and
demonstrated academic leadership. In adition they should
be under pressure for regular review—as such a review
can. improve administrative performance. These admi-
mistrats asa group should be instrumental in defining
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output goals, quality goals and system support goals
and they should be held responsible for their attain-
ments, with cost-efficient resource allocation, '

Review of resource use is absolutely essential. The
efficiency criteria for such review are (a) -minimum
resoltrce use to achieve a level of output of an accep-
table guality and (b) maximizing output of a quality
for a given level of resources. Such effciency evalu-
ation generally result in continual improvement in
distribution of faculty, funds, space, time, eguipment,
books, etc, Resource use assessment are linked with
program review and administrative support review and
has to be consistent. :

Finally a review of policy which is an embodiment
of guiding principles for courses of action in order to
help attainment of objectives, is an integrative process.
These courses of action, programs and even guiding
principles of management should be subject to routine
audit to find out if these policies are in  consonance
with the objectives. : ' '

Further policies should be reviewed along with
planning and resource management issues in the context
of attainment of objectives. Finally, academic pregram
reviews, administrative and academic support reviews and
resource use reviews help is redefining the policies. Care
has to be taken to avoid inconsistency and contradiction
among policies.  Such reviews then help to evaluate-ade-
qaacy of currentobjectives in the light of social needs and
social trends. Further, it helps in determining the strengths
and weaknesses of of the university. In addition both

opportunities - and constraints as defined by extra instity-




254 Advanced Research in Social Science, 1987

tional enviornment can be evaluated along side the review.
The stage is set for planning to attain efficiency in pur-

suit of the objectives. The mext task is to define strate-.

gies which is a task to integrate and organise objectives
and resources into a cousistent whole composed of goals
for constituent units over short, medium and long

terms and specific policies to attain them. Concious

planning of strategy helps to identify important issues,
coordination of process for development of institutienal
resources, _ '
For example to improve attainment of output goal
in quality and quantity terms requires a policy for faculty
development through allocation of time for research,
fdcilities for publication, growth of professionalism,
sabatical for free interaction outside etc. This slso calls
for flexibility in faculty resources which means minimum
tenured position, lateral entry, retirement for continued
non-performance and utilisatior of adjunct, visiting and
part-time faculty. These options need be evaluated in

terms of efficiency and effectiveness over a reasonable

time period.

Similarly  improvement in the guality of academic
program may requirea strong core program in broad
and related scholarly disciplines as.a foundation for pro-
fessional specialisation and applied programs.. This
requires creating a coordinated academic program within
a facuity in order to. use specialised knowledge. in

~ bread discipline and ensure coatinuity of strength and

vitality of all these disciplines,
This may call for retraining at mideareer, con-

sortorial arrangement and pregram for joint teaching
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and research program in related disciplines. Againm,
such options will have to be evaluated for eff1c;ency
and effectiveness.

Once the options are identified, the process of -
education, persuation and negotiation starts over the
program and policy. This process is minimised by adop--
tion of a general planning guidelines which defines
clear boundaries, identifies objectives for change, re-
sponds to felt need for changes and is administratively
viable. As options for constituent units are examined
and put together in the package for the institution,
there emerges a plan for action which requires mobilisa~
tion and allocation of resources and that forces the
concept of academlc efflclency as a prlmary crltarla
for such planning exercises. '

XI

We have not separately dealt with policy asthe
basic policy for efficiency is its constant pursuit with-
out fear or favour, It means reducing academic re_soii’rcé
wastage due to obsolesence, overextension or develop-
ment in basic disciplines at the earliest It means
strengthened support for expansion in those areas where
productivity in terms of generation and transmission of
knowledge to graduates is socially and economically
meaningful. It means constant review of academic
progress and of personnel objectivity and flexibility
in order to keep abreast with developments in basic
diseiplines. It means a patient, effective support system,
Such issues have been discussed earl ier and need no
repetitlon. : o
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The management system in higher education raises

questions regarding higher education models. In the

centralised p'anning system the reliance is on efficient
administration of an externally: planned. curricula without
significant deviation. Thus the system is more cons-
- cerned with administrative efficiency ie., teacher,/
“'student ratio, spacefstudent ratio, laboratory/student
'- ratlo ete.. ' : '

* So long parameters are achieved efficiently, the
ma_nag.ement of higher education is considered to have
done its job. Programs and pelicies are not its direct
responsbility.

In a competitive system where higher education
units are enterprises themselves the mandgement has
to be responsible for mobilising resources—financial,
physical and human ; allocation of resoueces between
faculties, departments, programs, courses, support ser-
vices and administration ; and evaluation of performance
to make plans for the following year. Here the manage-
ment function is much too wide and generally is shared
through administrative bureaucracy and faculty partici-
patory system. The efficiency depends on meaningful
interaction _betweeﬂ these two segments and selection
of right members of the team who have management

capability, who enjoy faculiy confidence and who pro-
vides meaningful support to the top management team .

keeping the best utilised of the institution aiways squarely
in view. In institutions of higher learning, mansgement

of participatory nature seen to have produced good result -

where-democratic values are widely shared where varia-

tion in basic -academic quality is minimum and where_
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a code a professional conduct for faculty is adhered to
and honoured. . . - : o
In the trad:tio'nal system, there exists a midway

' house where participation is formalised through varicus
_statutory committees but the management depends on

strong appointed leadership in responsibility = pesition.

This system assumes wide variation in professional and

management capabilities ie., a good teac'her is not
necessarily a good administrator and that efficiency
given -other conditions, depends on good administration
for aitainment of output quality and service goals.

- There is much to be said for one system or the
other. But the sys_tem. is basically chosen to suitthe
social _philosép’hy and administrative milieu of the country
concerned. Hence a radical change in the management

system may be counter productive and an evolutien -

is what may be in order. Such an evoluation towards

efficiency is hindered by vested group interests and

absence of a professional code of conduct. For the
system that has been infected by such symptoms, the

' remedy may have to came from outmde the system itself,

It has' been obeerved by an educationist of the

sub contment that “‘the real issue in university manage-'

ment therefore is that of accountablhty Most people
who talk about universities however refer to university
autonomy ‘as the real issue. As should be ev1dent this
is: & clever ploy, and sometimes not so unselfconscmus,
50 as to confuse the issue.” -

The Robbms Commlttee 1dent1ﬁed ﬁVe essent:al

.componnnts of ‘acedemic freedom’ that universities must

enjoy... These. are -staff appointments ~and dismissals,
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the' admission and examination of studets, the cuiriculla
and standards of the courses, the balance ‘hetween
teaching and researgh and fieedom of * development,
‘There exists’ very little interference regardivg these
outside the cen‘rally planned economics. However, where
the government is the main provider of finance there
“hds been ‘external determination of staff salary scales
and physical development of the universities. The auteno-
‘my in these sphere can only be gained through financial
-autonomy - of the institutions, In countries the university
appointments are marks of distinction and which' carry
the ‘sovereings, patronagé légacy, appointments’ to the
universities are formally confirmed by the governm ent %7,

"The real issue of the universities in the context
of the ‘developing countries of the region is whether
~ these “institutions are performing’ well and whether the
‘academic process is taking place as it should be. This
- raiges'‘a ‘question of evaluatlon and mstzluhon of a
procefs ‘of accountability,’ '

The tradition' of the universities, before'thera'pid :

expansion following the world war II, is one of celf-
accountability of a community of scholars. A percen is

there ‘because he wants to be’ there and “he justifies
his' honourable e presence only through active partmzpat;()n.

in’ genération and transmission of knowledge. 'If he
fails, he forfeits his right to be there. Even though
such self accountability can not be relied upon whelly,
the basic accountability in the university system begins
here and th:s is a- part of the code of conduct of the
eachers.-- N o C .

In ‘the trﬂ'ditid_l%é'l' 'sy"stém; the ‘accountability was
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to the students who came voluntarily to interact and
lesrn. The so called tyr’ami'y_' of the professor was
endured so long the student thought that he could learn
and was learning from his master. The student was
accountable to his teacher who in turn through his
professional conduct was accountable to them. We ﬁnd
a resurgence of this in the student evaluation of teachers
which has been con51dered helpful even though a hierar-

~ chical society finds it difficult to swallow.

The focal accountability points are “the peers in
the department and here he. still retains his strength

“of leadership of the chairman. This is strengthéned

through - institation of time-use plan and periodic
faculty "evaluation system, Faculty then spend’ time to
keep his own performance records and rev:ewng '
their col]eagues achievements,. :

The  university admmxstratzon is accountable to
faculty council for provisiofi of support sarvices. This
forces them to mobilise and allocate resources properly,

planshead, formulate policy and take. action in conso«

nance with the objectives of the institiition.

Besides such internal accountablhty. the umversxty
2s a system is accountab}e to society, for which no
formal procedure or forum exists The acoountability
of the universities to the government where finance is
provided by them is formalised through budget and
audit, '

An efficient university is systematlcaliy accountable

'and 1s not ‘under pressure to compromxse autonomy

1t is when the mtemal and profession related accoun-
tability breaks down in non-observance ‘of proper mana-
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gement practlces or dlsregared for code of conduect,
only then 1nefﬁcmncy creeps in and autonomy is threa— >
tened, Autonomv is best guaranteed by a system of
accountabllity that promotes efﬁmency

d
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