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We Were Wrong; Try Fartnerships, Not Mergers

By .fames Martin and Jamcs E. Samels

HROUGHOUT the recent econom-~

ic downtum, people both with-

in and outside higher education

have predicted that more merg-
ers between institutions will oceur, The
Chronicle, in fact, published 1 cover story
(March 23, 2001) projecling an accelera-
tion in mergers across the nation.

But while such prognostications are un-
derstandable, they are misgnided. Certain-
Iy, many small colleges and a significant
number of larger universities will talk the
talk of merger, but few will walk the walk,
Instead, they will engage in what we call

“partnering without tears;” or strategic al-
liances.

We base thaf conclusion on more than
20 years of studying and consulting on
college and’ university mergers. In 1994,
we wiGte a hook on the topic, Merging
Colleges for Muiual Growth: A New Strar-
egy for Academic Managers (Johns Hop-
kins Univessity Press). At that point, we,
too, believed that college after coliege
woutld merge with others to save money,

. share resources, and enhance their edu-
cational missions—and that we were well
on the way to a universe of mega-institu-
tions.

But what actually happened? Few merg-
-exs aceurred, National and regional data-
bases, such as the annual Higher Educa.
tion Direciory, recorded only about six or
eight mergers each year, Otherwise, it ap-
peared as if we had planned a party and
no one was coming. We continned to con-
sult and write about the new and iater-
esting relationships emerping between pair
after pair of colleges; the book continned
io seil and was reprinted in 2001, But the
signs were clear: We had to dig deeper.

We listened politely to vet another
hopefil college administrator talk about
how he or she wanted to find a partaer
and “build something new that we conld
never build by owrselves”—but, no, “our
Board would never let us actually merpe
with them.” ‘Then the shock of recogni-
tion fook hold: American higher edica-
ton is not moving toward more mergers.
Rather, we predict that, over the coming
decade, strategic alliances will outnzmber
mergers by at least 20 to.1.

prEEAT iS a strategic alliagce?
Unlike a merger, which is
static dnd irreversible, a

; strategic alliance is a fluid,
tempora.ry, focused set of understandings
and covenanis between two or more com-
plementary leaming institutions or orga-

nizations, or a learning institution and a

business organization,

Such agreements and affiliations can
preserve the distinct missions and identi-
ties of both institutions while combining
their respective sirengths to take advan-
tage of market opportunities. Instead of
merging permanenily with apother college
or universify, a higher-education institution
needs only to form such a parteership for
the period that an educational program is
effective and in high demand. When stu-
dent preferences and employer demand
shift, the alliance can be dissalved or re-
shaped.

In fact, stratepic alliances offer multi- .

ple beﬁeﬁts. ‘Through such affifiations, in- -

stitutions can:
Preserve educational missions. Al-

) liances have no need tn grow outside the

parameters of each partner's mission. In
Tanuary, Northwestern University's Kel-
logg School of Management opened a
joint executive M.B.A. program, for an in-
augural class of 43 students, with the
Schulich School of Business at Toronso’s
“York University.=

Schulich already manages strategic al-
lisnces with more than 30 busiress schools
internationally, but jts leadership viewed
the partnership as an unprecedented op-
portunity to move beyond a simple stu-
dent- and faculty-exchange model {0 a com-

" plete joint-degree program with an Amer-

ican university, André deCarufel, Schul-
ich's director of the joint program, says
the alliance allows both institutions to ex-
tend their brands "th.ruugh a newly de-
veloped. curricutum in. which all course

- content is internationally focused.’”

Strengthen and enxich fondamental
ohjectives. Fiftcen years ago, Johnson &
‘Wles University was a small junior col-
Iege barely surviving in cramped quarters
in Providence, R.1, 'I]nou:,h a set of sirate-
gic alliances with pime-brand corpora-
tions like Marriott Corporation and Tegal
Seafoods Inc., the university has been
transformed into “Amaerica’s Career Uni-
versity” While the institution has still not
deviated from its initial focus, it is now in-
ternationally recognized for its hospitali-
ty-management and culinary-arts deprees,
with half a dozen campuses in the Unit-
ed States and Europe.

Maintain acadenuc—govemance Sys-
tems. By their nature, mergers can create
significant governance problems. From dif-
fering academic cultures over all to more
specific concems—such as conflicting mod-
els of faculty rights or rules of progros-

BI0 THE CHRONICLE OF HIGHER EDUCATION
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-sion for rank aed seniority—governance

issues can bog down'a merger process
from the outset.

Strategic alliances fypically steer clear
of such concerns, For example, for-profit

- Jones Knowledge, in Englewood, Colo.,

has formed an alliance with Sacred Heart
University, in Fairfield, Conn,, fo provide
e-learning platforms for future degree and
certificate programs. There has been no
confusion regarding the role of Jones
Knowledpe in Sacred Heart’s governance:
It bas and wants none, ~

Create new income streams. With
surphus funds made available throngh part-
nership revenues, strategic allfiances can
have an immediate impact on the institu-
tional bottom line, The Joseph L. Rotman
School of Management, in Toronto, bas
formed an alliance with Microsoft Cana-
da through which the Rotman school is
scheduled to receive $500,000 in sponsor-
ship, half in cash and half in software. It
marks the first time that Microsoft has
formed & partmership with 2 Canadian bus-
iness school, and the funds have helped
enhance Rotinan’s Web portal, among
other initiatives.

In another instance, the Johns Hopking
University needed a way 1o turn a pro-
gram that allows individuals to decument
lifelong knowledge and career growth into
a system of projects that could be sold to
conununities fo help them prepare citi-
Zens (0 compste in the new economy.
The university created an alliance with
THINQ Leaming Solutions, & software
company that works with business and
government, Lo obtain the technology nec-
essary to make the projecis workable.

Save resources and cut costs, En-
dowment vestricions and other complex

- legal concerns can encumber even the ear-

liest merger discussions. For example, in
some cases, covenants can place restric-

tions on specific scholarships and require
tracking systems to ensure student eli-
gibility—in fdet, costing the institution
money,

Strategic a]l[ances can avoid a1l that and
still enhance financial stability, For in-
stance, over the past two years, the Asso-
cintion of Independent Colleges and Uni-
versities of Pennsylvania ccordinated a
two-year contract for about 50 member
institutions to purchase their electricity,
achieving a combined savings of mere
than $3.5-million ennually. Participating
colieges can leave the arramgement at
any point, without entangling reguiations
or Jegal' ramifications. Similarly, three
Chicago institutions—-Columbia Collepe,
DePanl University, and Roosevelt Tni-
versity—will jointly own a residence hall
to meet student demand yet keep costs
down.

Provide new opportunities for teach.
ing and research. The Towa Coordinat-
ing Council for Post High School Educa-
fidn, a voluntary alliance of colleges and
universities throughout the state, kas de-
veloped an online-education partnership
that fists the courses available at many of
the participating institutions, As well as
expanding access for students, the effort
is expected to increase professional-de-
velopment opportunities for facubty mem-
bexs.

ESPI(E the ontdated stereotype
that “two weak links make one
weak chain,” mergers can, and
will, still play a role in Ameri-

can higher education. Yet for their some-
times impressive ability to- preserve and
distinguish—rather than extinguish—oth-
erwise fragile institufions, they will never
dominate our increasingly Awd higher-
education landscape becatse of their de.
mands for control and pepmanence.

Wieanwhile, alliances will continve to
proliferate. Many different individuals—
in alumni entrepreneur with a savvy, sur-
viving, doi-com company; a trustee bank
president; or even a siudent on a field
study-~can introduce a college or univer-
sity 1o untapped opportunities. Higher-
edncation institutions should carefully and
creatively nuriure those opportunities or
they will fow easily and immediately to
some other jnstitution or organization—
pethaps a competitor.

In Buorope, “soit hannomzauun" is a
phrase currently used to deseribe how dif-
ferent member states in the Burcpean
Union have begun to adopt complemen-
tary approaches to various aspects of pol-
icy making, while maintaining distinctive
nalional and cultural characteristics. Soft
harmonization also captures the spirit of
strategic alliances, Colleges and universi-
ties stand to benefit greatly if they remain
open and ajert to such affiliations.

James Mertin is a professor of English at
Mount Ide College James E. Samzls is
president of the Educarion Alliance,
higher-education consulting finn specializ-
ing in strategic allianees and mergers, They
are working on a book on presidential
transifion 1o be published by Johns Hop-
kins University Press.
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Hospital, which 12 years earlier had ter-
minated its own nursing program—gained
a pool from which to choose future staff
without having to conduct costly profes-
sional recruiting.

The three cooperated on the actual
costs of transfer and start-up, evenly
splitting the $300,000 annual bill for the
first two years. The nursing program,
which began accepting new students for
the fall 1990 semester, is now self-sup-
porting {on a $500,000 budget) and filled
to capacity, with 40 participants.

The partnership was so successful, said
Wylie, that the three, joined by Addison-
Gilbert Hospital in Gloucester, will jointly
fund Endicott’s launch of associate’s de-
gree programs in three related health
fields.

BU and Northeastern

Similar successes are reported by
Northeastern University, which four
years ago took over Boston University's
graduate nursing program. Today, with
growing applications, the program is one
of the bright spots in Northeastern's
otherwise gloomy enrollment landscape.

Northeastern brought seven tenured
nurses with doctoral degrees over from
the BU program and paid $100,000 for the
transfer of equipment, according to presi-
dent John Curry. BU opted to give up its
graduate and undergraduate programs af-
ter enroliments declined and UMass/Bos-
ton began to offer classes toward a
nursing degree, said BU spokesman Kevin
Carleton.

Part of the agreement between BU and
Northeastern also specified that BU not
return to graduate nursing for 10 years.

Not all mergers are smooth. Most often,
especially with takeovers in the public
sector, seniority disputes arise when staff
or tenured faculty are brought over from
the acquired campus. The intense wran-
gling associated with the folding of Bos-

ton State into UMass/Boston a decade ago

T

isa pnme example
Another acquisition involving two state
schools—the Blue Hills Technical Institute

in Canton by Massasoit Community Col- |

lege in nearby Brockton in 1985—was
spared a similar mess by the mere fact
that Massasoit and Blue Hills didn’t offer
similar programs.

Martin and Samels said the cbvious way

to avoid difficulties is through early in- i

volvement of students and faculty in ef-
forts that are usually led by trustees and
administrators. But they also insist that

the dreaded death-knell acquisitions are a ;

thing of the past.
Driven by demographics

While Martin agreed that many consoli-
dations are driven by volatile student
demographics, troubled programs or cam-
pus downsizing, he insisted today's client
is not frantic but focused on “*preserving
financial stability."

And that’s a new twist to an older phe-
nomenon. *You would never {in the past]
get a phone call from a president or a
board of trustees saying to you, ‘We want
to sit down and think about the next 10
years,” '’ Samels said.

To that end, Samels and Martin try to
get campus communities to think of stu-
dents as consumers. “Success” is mea-
sured more by the number of students
employed in their chosen fields upon
graduation than by grade point averages.

With 116 colleges and universities, Mas-
sachusetts is the logical place for his busi-
ness, but Samels expects the Natick-based
group to attract more clients from the
West and South.

The two are working on a book on the
subject, a sort of merger history and plan-
ning guide for higher education, and will
be bringing their analysis of the American
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marketplace to a British audience when :
they speak to the Conference of Univer--

sity Administrators in Manchester, Eng-
land, in Apnl l:l
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A CLOSR

F YOU WANT TO PROVOKE 1esistance and
suspicion among board members and chief
exacutives, just whisper the word “merger.”
In our research on higher education
g mergers during the last five years, institu-
tional leaders invariably challenged us with

one of two questions. Some asked skeptically:

A trend toward institutional mergers does If this trend is as significant as you say, how
many colleges and universities will disappear
not necessarily mean the collapse and by the year 2000 because of mergers?”
Others confronted us even more negatively:
closure Of more COllé’gE’S . For some “Aren’t mergers simply corporate takeovers

. o g - s
institutions, “mutual gTOWf y brought to the campus? ?.“he.y solmd like just

a clever form of asset stripping.

mergers are Practical , Despite this cynicism and a rock-solid
. . streak of independence, an increasing num-
S trateg Icop tions. ber of boards and senior leadexrship teams are

realizing that a union with a mission-

complementary partner might significantly

augment their institution’s revenues and
resoyrces—and they have begun to see such a “maurtual growth”
merger as a practical, strategic option. In fact, the mutual-growth
merger concept is one of the most aggressive strategies available to
governing boards that want to diversify revenues while enhancing
the quality of teaching and learning at their institution.

What is a Merger? Most of us now working on Ametican and

European campuses have never seen a “pure” higher education

merger. Indeed, most never will. The Higher Education Directory

reports that only 37 mergers occurred from 1988-92, This rate suggests

that out of more than 3,400 institutions of postsecondary

education in the United States, approximately 100 college and uni-

versity mergers took place in the past ten years. (We believe these

figures are extremely conservative; depend-

. BY JAMES MARTIN . ing on how the term is defined, there may
AND JAMES E. SAMELS have been at least twice that many or more.)
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But while there may have been only
100-200 pure mergers in the past decade,
a surprising number of institutions have
developed other structures that promote the
objectives commonly associated with merg-
ers: joint venture, resource sharing, and
the enhancement of academic vision. While
outside the classic definition of merger,
such structures constitute a similar model of
academic management adaptable to many
campuses regardless of their size, mission,
or reputation.

These institutional consolidations, consortia,
and gffifiafions easily number in the thou-
sands, possibly inn the tens of thousands.
Thus, even as many board members and
chief executives can honestly say that mergers

16 « ATBD - TRUSTEESHIP

have not touched their campuses, they may
at the same time recall a beneficial teacher-
exchange program, a collaborative software-
development agreement, a consortial
purchase arrangement for laboratory equip-
ment, or a joint admissions plan with a
local community college or graduate school.
In other words, a trend toward merging
does not necessarily mean the collapse and
closure of more colleges. Rather, the defini-
tion of “merger” in higher education has
broadened to include many types of arrange-
ments. Examples of the following variations
on the merger theme may he found in
perhaps half the 50 states, as well as in such
countries as Australia, England, Wales, Japan,
and the United Arab Emirates.
1. Pure merger. In this model, one insti-
tution relinquishes its degree-granting
authority and is dissolved into another with

lerstresiion by Randy Lyhus
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the second (often larger) institution remaining
as the sole surviving entity. Pure mergers, as
noted, do not occur as often as the other
forms of organizational agreement that
often are mistaken for them:.

Recent examples of pure mergets are the
1986 joining of 5t. Mary’s College in Minne-
apolis with the College of Saint Catherine
in St. Paul and that of Villa Maria College
with Gannon University in Erie, Pa,, in the
same yeat.

2. Consolidation. In this arrangement, two
or more institutions join to form a distinctly
new unit, often with a mission and operat-
ing scope beyond the sum of the individual
partners, as well as a new name. A classic
consclidation in American higher education
is the multiyear plan under which Case
Instifute of Technology and Western Reserve
University combined to form Case Western
Reserve University.

More recent examples include the forma-
tion of the University of Massachusetts at
Lowell from Lowell State Teachers College
and Lowell Technological Institute and that
of the new Widener University from Wid-
ener College, Brandywine Junior College,
Delaware Law School, and the Hahnemann
Hospital Program in Clinical Psychology.

3. Program transfer. In this structure, one
institution transfers the title, rights, and
interest of one or more programs, which may
or may not hold degree-granting authority,
to a second institution. As an example, Boston
University recently transferred its graduate
degree program in nursing to Northeastern
University.

4, Consortium. A consortium, sometimes
called a federation or association, may involve
five, ten, or an even greater number of insti-
tutional members. Typically, the agreement
is multipurpose and involves a statement of
mutual obligations and resource-sharing. For
example, 12 colleges formed the Great Lakes
College Association in 1963 to support and
facilitate faculty and student exchanges, joint
programming, and innovative curriculum
development. The GLCA has since developed
into a national model for consortia. The
Council for Inter-Institutional Leadership,

a national clearinghouse for higher educa-
tion consortia in Kansas City, lists nearly
200 multipurpose college and university
consortial agreements in its national
database.

5. Affiliation. This is the most flexible
and prevalent of all the merger agreements,
In this model, two or more colleges retain
their identities, missions, and governance
structures while they identify and develop a
specific collaboration for complementary
growth and administrative and financial
efficiencies, Affiliations are harder to record
on a national scale than consortia, but the
Council for Inter-Institutional Leadership
estimates they could easily number in the
thousands.

As examples, most faculty members and
administrators today can point to such
affiliations as an interlibrary access program,
a cable television resource collaboration, a
junior-senior college articulation agreement,
or a student internship arrangement with a
local school system,

Merging for Growth. In all these struc-
tures, we see evidence of a new entrepreneur-
ialism in higher education management.
Increasingly, governing boards and chief
executive officers are seeking to accomplish
academic and financial objectives more
efficiently, accountably, and economically.

On many campuses, the drive for qual-
ity and accountability is taking the form
of a “rightsizing” effort, accompanied by
tetrenchments and tightened budgets.
Numerous colleges also have embraced cur-
rent management strategies, such as Total
Quality Management, in their “Year 2000”
master plans. Yet the movement toward
mutual-growth mergers predates these
approaches in its mandate to improve effi-
ciency in program planning and budgeting,
staff development, institutional governance,
and curriculum enhancement.

We can identify five phases as integral
to well-planned mutual-growth higher
education mergers.

Phase I Institutional self-assessment. Before
an institution begins any merger-related
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strategic planning, it completes a rigorous
institutional self-assessment. Administrators
analyze such factors as demographics,
enrcllment, and competition; they also poll
students and alumni, and they survey the
employer market. The chief financial offic-
ers implement extensive economic-impact
analyses. Only after this process will board
members, administrative leadership teams,
and key faculty members have enough
information to determine whether their
campuses will benefit—significantly and
verifiably—from a growth merger.

Phase II: Premerger strategic planning.
Faculty and administrative leaders, with
guidance from the governing board, reach
consensus on the list of institutions that
might serve as mission-compiementary mer-
ger partners. Institutional leaders then make
initial overtures to the finalist institution or
institutions and extend invitations to con-
sider entering into a mutual-growth merger.

Phase II: Premerger collaboration and nego-
tigtion. The partner institutions assemble a
“merger task force,” including key members
of each board, administration, and faculty
leadership. It should also involve officers
from each student government and alumni
association and possibly local business and
community leaders. This group should im-
mediately be charged to shape the mission
and structure of the postimerger institution
as well as the merging process. At this stage,
leaders can address any issues unique to ei-
ther institution or to the specific merger plan.

Part IV: Merger implementation. Only at
this stage does “merging” actually occur. In
this phase, interlocking subcommittees of the
task force implement the mutual-growth
blueprint. Subcommittees will oversee such
areas as curricilum revision, faculty and staff
integration, financial and facilities planning,
departmental consolidation, accreditation
self-study preparation, and design of an
instrument for assessing merger outcomes.

In some instances, the most effective
vehicle for beginning the actual merging of
two institutions is the work of the joint-
faculty subcommittee on curriculum revision.
Elevating the authority of curriculum to the
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center of the merger’s purpose and process
challenges the combined faculties to design
the structure, staff, and resources of the new
institution by exercising skill and judgment
in their areas of expertise,

Phase V: Postmerger consolidation and
community building. This final phase, unique
to the mutual-growth model, extends for a
minimuin of three to five years. People out-
side of the process often view this step as the
actual “merger.” In fact, the institutions
already have successfully implemented four
phases of highly structured planning and
negotiation. During this stage, the task force
concludes its work, and members of the new
institutional leadership team shift their
focus to emerging issues such as endowment
development, space utilization, and public-
relations opportunities.

From the collaboration and planning
involved in these steps, it is obvious that the
higher education mutual-growth merger is a
far cry from the “asset stripping” of a profit-
driven, adversarial corporate takeover, Not
only do all partners agree to the merger
and the merging process, but the result, if
all goes well, builds on the advantages and
identities of all institutions that joined in the
metger.

We would propose that the variety in
mutual-growth merger structures, and the
orderly, strategic process, serve to put to rest
many of the lingering myths associated with
college and university mergers. The mutual-
growth merger movement is more than a
trend; it constitutes a powerful, proven
higher education management strategy wor-
thy of consideration by governing boards.

James Martin is vice president for academic
affairs at Mount Ida College in Newton Centre,
Mass., an institution that has completed five
institutional or program mergers since 1985.
He and James E. Samels, a higher education
attorney, are founders of The Samels Group,
a higher education consulting firm in Natick,
Mass. This article is adapted from their book,
Merging Colleges For Mutual Growth: A New
Strategy For Academic Managers (Johns Hopkins
University Press, 1994),
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Commeniary
Alliances
necessary.in
mgher ed

By James Martin
and James T, Samels

! here are new ground ritles
shaping New England
higher edueation, an indus-
try in which institifional .

.. reputations can jet up or
down with speed and frequeney. -

- Many of the familiar benehmarks
by which elite colleges onea parned
their prominence - extensive human-
ities electives or language courses
from a half-dozen culiures - have
been overshadowed hy new mes-
sures of effectiveness auch as pro-
grams leading to full-time jobs,

- Inereasingly, schools are experi-
menting with strategies such as

© merger, eonsolidation, acquisition
and affiliation with*other schools.

- These innovations aceomplish new
“éconemies of seale and shared re-
sources 2nd, most signficantly, pro-
vide the courage to compete for
mare money and students,

- One goal of our fortheoming
‘boolg, “Merging Colleges for Mutual
Growth: A New Strategy for Aca-
demic Managers,”fs to-outline 2
more active approach o managmg
the mission of colleges and nniversi-
tes, Without inmplementing at least
some of these “strategic alliances,”
many New England colleges and

. universities will soon face damnting -
competition from those that do.
Earlier in this.century, college
mergers were designed essentiglly

as hoatile talieovers, hence the sugpi- -

eions and distrust of many in higher
edueation at the prospect of merpg-
tng, whether for * growth or other
purposes.

Over the past decade, howéver,
several New England campuses
have constructed a powerful array of
Joint ventures, ranging from com-
plex consolidations to more subtle
fornis of affiliatiors. Tn these new -
parinerships, a basic differance has
been the planning each institution
undertakes before and after the-
agreenient. They have: :

& told the truth about their
school's educational identity;

explored merger, nequisition
and affiliation scenarios to determine
the best, worst and most likely out-
cofnes from each model;

& courted, with one m1t1atmg 8
focused conversation with its best-

_ choice partner;

waited until after several well-
defined stages, involving everyone
from board chairman to student gov-
ernment president, before executing
a merger;

undertaken post-merger com-
munity-building. This five-year pro-
cass must be skilifully planned and
managed for theJnmt ag‘reement to
suceeed,

“Massachusetts examples include
the mergers of Mowmit Ida College .
with Chamberlayne Junior College,
the Coyne Sehool of Electricity and

“‘the New England Institute of Fu-

neral Service Education; the consoli-
dation of Beeker and Lefcester Ju-
nior Collepes into the new Becker

" College; and the'transfer of Boston '

‘University's graduate program in
nursing to Northeastern University.
With the uncertiainties of a new
eentury hardly more than a bacea-
laureate away, campus lsaders must

" . consider the new definjtions “merg-

er” has assumed in New England
“higher edueation. Joint venture and

~ strategic alliance can strengthen

‘their reputations, enrieh their pro-
‘grams and produce the competitive-
ness necessary to survive in a more
‘ngpressive higher edueation markat,

James Martin, vice president for -
academic affairs ab Mount Ido, Col-
lage, end James E. Samels, o higher
~eduication attoriey, avé co-founders
“of The Samels Group, o higher educt-
tion consulting firm. Thetr book,
“WMerging Colleges For Mutual
, Growth: A New Stmtew ForAcw-
demic Managers,” i3 to be published
by The Jokmns Hoplins University
Pmss in Decembe'r



Ave mergers and acquisitions the next
big planming initiative?

James Mam‘ﬁ and James Samels

omething new is behind the
most recent mergers taking
place in American higher edu-
cation. And entrepreneurial
strategists and campus plan-
ners are often the ones who
have initiated the change.

Mergers, acquisitions, and consolida-
tions have been much more frequent in uni-
versity history than most people realize.
Think of Ohio’s Case-Western Reserve Uni-
versity, or New York’s Hobart and William
Smith Colleges, or the University of Mis-
souri~Kansas City, a merger of the Univer-
sity of Missouri and the University. of
Kansas City. Think of the mergers of single-
sex. institutions such as Radcliffe College
and Harvard College or Tennessee's
Carson-Newman College. Or the merger of
Peabody College for Teachers with
Vanderbilt University, or Parsons School of
Design with the New School for Social Re-
search, or of a medical center and under-

graduate school to form the Umversity of Il-
linois—Chicago.

But until the 1980s nearly all these
mergers came about either to merge adjoin-
ing single-sex institutions, to reduce the ex-
treme financial difficulties of one of the
institutions, or to consolidate two institufions -
for a more economical and less duplicaiive
operation. As John Millett wrote in 1976, as
Gail Chambers found in the early 1980s, and
as speakers at a 1987 national conference at

. Wingspread, Wisconsin concurred, financial
“necessity by one or both of the merging col- -
- leges was the overwhelming reason that in-

stitutions decided to unite in the past
Managing decline rather than seizing an
educational advantage has been the focus of
fraditional college and university mergers.
That so many new combinations in
higher education in the past have been
what we call bankruptcy - bailout mergers
is a bit strange. After all, in the world of

American business, mergers and acquisi-

James Martin is vice president for academic af-
fairg at Mount Ida College in Massachusetts, A
graduate of Colby College, he earned an M. Div.
and Ph.D. from Boston University. He has taught
English and religion at three colleges, won sev-
-eral fellowships, including a recent Fulbright
grant to research mergers in England, Wales,
and Ireland. With James Samels, he is author of
Merging Colleges: A New Strategy for Academic
Managers, to be published in spring 1994.

James Samzels is founder of Samels Associates, a
firm specializing in higher education law, He
received an A.B. from the University of Massa-
chusetts, an M.P.A. from the University of
Rhode Island, a law degree from Suffolk Univer-
sity, and a doctorate in education from Massa-
chuseits. He has been a faculty member and a
general counsel to the Massachusetts Board of
Regents, and has written on legal and financial
aspects of higher education consolidations.
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tions are usually inibated for the purposes
of growth and diversity, not to prevent
bankruptcy. As Joseph O’Neill said at the
Wingspread conference:

Of the 100 top American universities, you can

count on the fingers of one hand those that

have been created by merger. In contrast,

vou would need several pairs of hands to total

up the number of top 100 business firms...
" born from merger. (Mergers, p. 11-12)

But in higher education such has been
the case.

The new outiook

During the past 15 years or so, however, a
growing number of colleges and universi-
ties have been employing mergers and ac-
quisitions to advance their quality and
breadth of services and to, yes, provide a
strengthened financial base. Without a
planning model] to follow, dozens of institu-
tions have been attempting to use mergers
or acquisitions strategically to enlarge their
scope, deepen faculty resources, expand
student opportunities, and achieve new lev-
els of academic excellence. They are plan-
ning with the aid of mergers.

These proactive, entrepreneurial—
planned—mergers begin with a distinctly
different perspective. For one thing, the
planners seek celleges that have roughly

the same mission. They hope to comple-

ment what they are already doing and build
a shared vision with their new partner, For
another, the colleges that are now practicing
what we call mutual-growth mergers, are
- often frying to move beyond strategic plan-
ning, which tries to reposition the existing
institution. Instead, they hope to redesign
the nature of the instifution itself through an
acquisition or merger. For still another, mu-
tual-growth mergers are not primarily finan-
cially-oriented agreements but principally
unions driven by mutual desires o enrich
academic quality and improve student life.
Both public and private universitiés are in-
volved in this new kind of merger activity.
Among public institutions, for ex-
ample, Macomb Community College in
1991 opened a 70,000-square-foot building

called the University Center and began of-
fering 16 bachelor’s degree programs in
partnerships with Wayne State University,
Walsh College, Oaldand and Central Michi-
gan Universities, and the University of De-
troit Mercy. In 1990 the Kansas legislative
approved the merger of Kansas College of
Technology in Salina and Kansas State Uni-
versity, with the smaller college becoming
Kansas State College of Technology, using
Kansas State faculty.

In Great Britain there have been merg-
ers at the University of Wales, the Univer-
sity of Ulster in Northern Ireland, and at
the University of London. The University of
London, which has implemented an ag-
gressive plan of the late 1970s, has effected
15 mergers; it now enrolls roughly one-fifth
of all university students in Great Britain. -

As for private higher education,
Pennsylvania’s Widener University merged
with two Delaware institution Delaware

YM can count on one hmd
those cmzz‘ed by meffger

Law School and Brandyvnne Co]lege form-
ing a more comprehensive regional univer-
sity where enrollment increased from 5,000
to 9,000 students. Also in Pennsylvania,
Gannon University, a coeducational 2,400-
student university in Erie merged in 1989
with Villa Marie College, a 600-student
Catholic women’s college, hoping to
strengthen each other. Two other Catholic
institutions, the University of Detroit and
Mercy College of Detroit, merged in 1990
to form the University of Detroit Mercy.
Mount Ida College in Boston over the
past five years has implemented a strategy to
broaden its array of vocational and career
education offerings by merging with three
other Boston colleges and a division of a
fourth: Chamberlayne Junior College, noted
for its design programs; Coyne School of
Electricity, one of the state’s two largest col-
leges in the field; the New England Insttute
of Funeral Service Education; and Newbury .
College’s division of veterinary science.
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Advantages of 2 merger

If the merger is driven by a growth strategy
rather than an attempt to forestall bank-
ruptcy, the advantages can be considerable.
The curriculum and program offerings can
be refined, and course redundancies can be
stripped. Faculty resources in a departinent
or division can be strengthened to a depth
not available in the separate colleges. No
merger can guarantee job security for the
entire staffs of both institutions, but the mu-
tual-growth approach tends to preserve fac-
ulty positions to an extent not possible in
bankrupfcy-bailout mergers.

The new mergers tend to stabilize or
even increase enrollments in a time of declin:
ing demographics. We have observed that
overall enrollments may often drop in the
first vear or two of the merger, but they tend
to rise after three or four years, There are, of
course, administrative efficiencies: one lbrar-
ian or dean of students instead of two, 2
single business office, perhaps one computer
‘center. And there are economies of scale that
alarger, merged institufion permits.

A mutual-growth merger presents an
opportunity too for a major public relations
and marketing effort, as the university tells
the pubhc about the “new” institution, The

ﬂzey are j)lcz?/mmg wzéh fifze |
aid of mergess.

occasion presents a fine moment fo redefie
the university’s identity and enhance its
reputation. The merger, which increases the
institution’s alumni base, also allows the
newly combined institution to launch a fund-
raising effort. While a bankruptcy-bailout
merger can produce a sense ‘of abandon-
ment among graduates, a complementary
mutual-growth merger can give graduates a
sense of enhanced worth of their deg1 ee and
their alma mater.

Mergers present difficulties too.
Battles can rage as the two institutions ne-
gotiate over such items as which programs
will be reduced and which enlarged, the
size of faculty and administrator severance

m o mm m e v AT AT T TN AAATART TT A

packages, the disposition of surplus rev-

_ enues; the use of the two endowments, the

ranks and tenure situations of all faculty,
the need for new buildings. the size and
composition of the new board of trustees,
new promotion criteria, and combined aca-
demic governance mechanisms. If both in-
stitutions have faculty or staff unions with
collective bargaining agreements, that
complicates matters also. It is easy to see
how even the most carefully planned part-
nerships mav end instead in protracted le-
gal entanglements.

Nonetheless, with careful merger Dlan—
ning a good deal of the possible friction,
turf protection, and abrasive behavior can
be prevented. This is especially possible if
the presidents and trustees of both institu-
tions display a powerful institutional will to
unite so.that both colleges can benefit.

What king of planning?

Some critics have charged, “What's so new
about this higher education growth strat-
egy? You've simply packaged corporate .
talceovers and mergers for the university
world.” There is someé truth in the charge.
But there is no reason colleges cannot grow
by acquisitions and mergers also; and, un-
like the business world, there is no stripping
of zssets in higher education mergers. The
new mutual-growth mergers should be
viewed not as the disappearance 0f one col-
lege into another but as a new strategy for
the different electronically-connected, re-
gional and international, and financially
strapped context in which all American cam-
puses now live.

From our research and expérience, the
planning steps that will most likely help ef-
fect a relatively smooth merger are five In
number: '

1. Institution self-assessment

2. Premerger strategic planning -

3. Premerger negotiation

4. Merger implementation

5. Postmerger consolidation and community
building. _

Both partners should begin with a rig-
orous self-assessment, focusing on both in-
ternal strengths and weaknesses and
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internal ambitions, and on external enroll-
ment trends, evolving conditions, and com-
petitive challenges. After this assessment, a
college can begin to reach consensus on
the list of institutions that might serve as
mission-complementary merger partners,
and then make overtures to those best
suited for merger.

* Still within the premerger period, we
recommend the creation of a Merger Task
Force, composed of trustees, faculty, ad-
ministrators, students, and alumni of the
two prospective merger campuses to pro-
pose a structure for both the new post-
merger institution and the process by
which it might be achieved.
~Then the hard merger negotiations can
begin. This is the thorniest of the five stages.
At this point the mutual-growth blueprint is
implemented by various subcommittees of
the Merger Task Force, which struggle to
reach agreement on the new mission, pro-
grams, and curriculum of the united col-
leges; faculty staffing, rank, and promotions;
compensation levels; integration of student
cultures; collective bargaining agreements;
and new administrative leadership arrange-
ments. This stage typically requires an un-
precedented combination of good will, deli-
cacy, and perseverance by the members of

a re as the
mstitutions negotiate.

both the Merger Task Force and the leaders
of both colleges, particularly if one of the to-
be merged institutions is smaller and
weaker. For instaice, it is wise to preserve
tenure. As Gannon University officials said,
“Villa Marie tenure means Gannon tenure.”
This eased a lot of minds,

Last, there is the actual consolidation
process and new community morale-build-
ing, which usually takes three to five years.

In our view strategic, financial, and fa-
cilities planners will need fo add mergers
and acquisition to their portfolio of possi-
hilities for change. A collecticn of forces—
computers and telecommunications, new
urban-suburban, regional, and international
ties, and the runaway costs of a good col-
lege education—will draw more colleges
and universities into multi-<campus consor- -
tia, federations, affiliations, and mergers. Iny
the future academic quality may increas-
ingly depend on an institution’s linkages or
newly federated structures. |
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By James Martin __
.and James E. Samels

OW does starting the aca-
H demic year by serving

turkey dogs to 1,000 stu-
deuts next lo a hospital parking
Iot in Boston represent the future
of higher education?

Il you're (rom New England,
you may have read about the new
*Culleges of Fenway,” an innova-
tive alliance of five venerable in-
stitutions nestled in Boston's Fen-
way neighborhood, not far from
the famous ballpark. The group-
ing of culleges = Emmanuel, Sim-
mons, Wheelock, Wentworth In-
stitute of Technology, and the
Massachusetts College of Phar-
macy and Allied Health - repre-
sents a striking departure from
traditional methods of delivering

higher education to demanding °

student consumers,

These institutions are on the
cutting cdge of a trend Lo afMiliate
colleges, cven  across  several
states, Lo eliminate duplication of
costly programs, achieve
evonoies of scale, and, most im-
partant, provide enhanced educa-
lional services and proflessional
development  opportunities  for
#iudents and laculty.

Sister Janet Eisner, president
of Emmanuel, a Roman Catholic
women's college, notes, “The col-
leges in our group had been work-
ing together for 25 years on tra-
ditional cruss-registration and a
‘library consortiwm, and it seemed
o all of us the right moment to
achieve a new vision for a ‘uni-
versity.”™

The presidents decided against
naming it the “*University of Fen-
way™ because they believed it

..would send the wrong message 1o
students - and to contributing
alumnl. Instead of force-fitting
their faculties and programs into
a shapeless campus conglomer-
ate, they designed this alliance to
provide the “"creative academic
resources that small colleges are
Boing to have more difficulty pro-
viding to their students and fac-
ulty in the future,” according to
Marjorie  Bakken, Wheelock's
president. Put simply, these col-
Jleges have gone npainst the grain
and designed a stratepic institu-
lion that ends duplication and
prowitdles a small college experi-
ence backed by the resources ol a
Iarge nuiversity,

Somme  have countered that
these “affilintions may work in

Buston, Amerien’s most “college
rich” city, but will they wark lor

Fve schools in Boston’s Fenway area have
Sformed a strategic alliance that could set a
paltern for higher education countrywide

- Colleges That Jom Forces Will Have a Future

the rest of the nation’s 3,500 col-
leges and universities? The an-
swer is emphatically yes, since
strategic alliances, consortia, co-
ventures, and even formal merg-
ers have begun to transform not
only traditional liberal arts col-
leges, but also religiously affill
ated schools, community and
technical colleges, and even
major research and land grant
universities. Imaginative campus

executives, -activist trustess, and
consumer-griented students have
Jjoined 2 movement that has al-
ready restructured the country's
banking, insurance, and health
care industries in little more than
five years.

In 1950, only 2 percent of the
American population over 25 held
bachelor degrees; by 1990, that
figure had risen to 21 percent.
Colleges and universities are

being [orced without maps into
new areas of competition, chal-
lenged to conguer cyberspace
while breaking ground for envi-
rnmentally complex under-
ground parking parages and
hotel-quality residence halls, This
year, many schools are hearing
the call for 24-hour libraries and
class schedules that start at mid-
night. These goals simply can't be
achieved on old-fashioned cam-

H
i
E

puses, already carrying millions
of dollars of deferred mminte-
nance. The fulre demands com-
bined forces.

Consider the recent meryer
between little Lees College, it his-
tlorically Presbyterian institution
in one of Kentucky's puarer eoun-
ties, and Hazard Community Col-
lege, This represents an unusual
blend of public and private re-
sources. In the western part of
that same state, citizens are luok-
ing into combining public and pri-
vale institutions in 2 “Kentucky
Higher Education Consortium.”

In New York, one plan buing
weighed by State University of
New York leaders involves a major
alliance among most of the SUNY
system's agricultural and technol-
ogy institutions via televised cur-

* ricula and services. In Connetti-

cut and New Iampshire, staw
legislatures have voted 1o region-
alize their community and techni-
enl college systems, Here in Mass-
achuseits, the "Fenway Five” juins
the "Woreester Ten,” *IFive Col-
leges, Inc.” in Amherst, aud new
consortia emerging in the Merri-
mack Valley, the Nurth Shore, and
other parts of the state.

These alliances allow both
urban and rural higher eduration
institutions to enhance their li-
braries, computer  centers,
leacher lraining programs. and
student support services. The lat-
ler are increasingly imporant.
Many students now need an ori-
entation course simply on how to
“go to college” Il no one in their
extended family has ever experi-
enced campus life. Alliances pro-
vide the diversity of persunnel to

" accomplish these initiatives,

To sum up, If serving hundreds
ol students turkey dugs nest to a
parking lot saves five institutional
budgets thousands of dullars
each, and those savings can be di-
rectly applied to purchasing new
connections to the Internet; build-
ing a shared, state-of-ihe-art
physics laboratory; or lowering
the cost of commuler porking,
then more education lvaders
should spend a few days 1his fall
calling on their neighburs - and
bringing their own lunch,

B Jamnes Martin, vice president
Jor academic affuirs at Muan
g College, and Junws E.
Sumels, president wof The
Samels Group Higher Fduco-
tion Consullants, are autins of
"Merging Colleges for Mutund
Grurely,” (Julins Hopkiv: Uni-
versity Press). '
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of Higher Education.

More Small Colleges Merge With Larger Ones,
buit Some Find the Process Can, Be Pamful

By EAREN GRASSMUGCK
For one college it brought an end to 50
years of “‘mnning on a shoestring.”" For
anather, it meant adding a small downtown
campus to its sprawling suburban location
and offering for the first time academic
programs in art, design, and sven funeral
management. At a third, it so enraged
some alumnae that they waged g bitter
two-year legal battle against the board of

trustees, ‘ _

Thosze wildly varying resilts have aj
been achieved through college mergers, a
‘phenamenocn that jg on-the rise. Many col-
- leges, swerving between the Scylla of
dwindling enrollmerits and the Charybdis
of rising operating costs, are finding what
Bppears to be sale harbor by merging their

operations with larger institutions,

Cutting Administrative Costs _

- Interest in mergers js especially strong at
small, private lberal-arig collepes, particy-
Tarly those in New England, the Mid-At-
lantic states, and parts of the Midwest.

Continued Frop Page Al .
overs that occurred in the fast decade. Col-
lepe-mergers are very different, however,

fromthe storied efforts of corporate preda-

tors to feast on one another's remains. Ac-
ademic miergers, while occasionally con-
tentious, are rarely hostile, Although con-
troversial among alumni and students,
merging is increasingly being viewed by
small colleges asa practical means of gain-
ing the financial stability to afford them a
future, Often, as with - Mundelein College
and Loyola University of Chicago, a failing
smal] collese initintes merger discussions
with a larger institution,

In many cases, colleges merpe to stay
afloat and out of bankruptey proceedings,
Lo others, colleges are finding that even if

" their financial picture is relatively rosy,
mergers offer a way to grow,

Current methods of counting the number
of institutions that have merged are impre-
cise, relying largely on anecdotal informa-
tion and news accounts, But gne measure

of the trend is provided by the editors of -

the Higher Edueation Directory. Accord.
ing to the directory's publisher, Frederick
F. Hafner, 11 mergers occurred in 1988-89,
10 in 1989-30, apd 2 in 19%0-21. In the

Two-year colleges znd vocational schaols
are also part of the trend,

By merging and sharing operations with
other ingtitutions, colleges can cut 2 vari-
ety of administrative_costs, ranging from
maintenance Lo recruiting. Mergers in the
past few years have included Mundelein
College and Mallinckrodt College with
Loyola University; Mercy College with
the University of Detroit; Hartford College
for Women with the University of Hart.
ford; and Mannes College of Music into the
New School for Social Regearch,

" Vocational institutions, toa,, have
merged in the last few years, including the
Cooper Institute into Knoxville Business
College and 'Massasoit Community Caj-
lege and Blue Hills Technical Institute,
Last year, the trade-schaol ranks had
dwindled to 7,071, from-4 469 in 198G, ac-
cording to Department &f Education data,

Soine observers have sought to draw &
parallel between academic mergers in the
1990°s and the corporate mergers and take-

Continued on Page A37

current academic year, 10 TRETRErs are

.expected to be completed, Mr. Hafnsr -

says.

) Some Plans Are Abandoned

Although mergers are heppening regu-
larly, the concept makes some in academe
uncomfortable, Since growth has been the
goal for most institutions over the past 40
years, many strain-against the impulse to
merge. Some attempts, such as a planned

merger in 1983 between the Universities of

New Haven and Bridgeport, are ultimately
abandoned. Officials of each university

say the.other gave up on pursiing the ar-

rangement,

“Colleges that do merge often shup the
use of the term to avoid the negative con-
notations associated with it in the corpo-
rate milieu. Academic institutions often
prefer to use such terms as “association™
or “joint affitiation," instead.

"The whole concept of merger is virtual-
ly unknown in higher education,” 5aYys
James Martin, vice-president for acad emic
afTairs at Mount Ida College, ""The busi-
ness depariment on campus often 5aVs,
‘Hey, let's pet cookin® on this thing,” while
humanists are saying, 'This doesn't sound

Continued br-Following Fage
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Continued From Preceding Page
appropriate for a college," ™ Mr.
Martin could be considered some.
thing of an expert on ‘scademic
mergers. He co-founded a profit-
uble consulting company specializ-
ing in the activity and has assisted
several institutions with mergears,
Among those is a recent series of
acquisitions of two-year ‘colleges
by his own institution. Mount Ida
acquired Chamberlayne Junior
College in 1986, Coyne.School of
Technical Electricity in 19BY, and
the New England lastitute of Fu-

nerdl Service Education in 1989,

Although the merger movement
raises eyebrows in some cireles, u
growing number of higher-educa-
tion experts think collepe mergers

- are not only appropriate bu desip-

able,

‘T.ré_nc! Should Be Epcouraged’

Arihur Levine, chajrman of Har-
vard University's Institute for Ed-
ucational Management and a pro-
fessor in that Enstitution's Gradu-
ate School of Education, predicts
that shrinking enrollments will
mzke the next three 1o four Years
“'very hard" on colleges. Mr. Le
vine notes that the colieg=s most at

. risk are small and private, with

small endowments and “open-ad-
missions policies. Of that group,
especially institutions . based in
New England, the Mid-Atlantic
states and the Midwest, many are
“limping along,” he observes, “]
think the trend toward mergers
should be encotraged,' hie adds.

Miergers are a risky .
business. They

can alienate alumni

and other long-time

friends and supporters

of a college.

AL e



Wide Interest in Mer gers Among Colleges
Providing Brisk Business for Consultants

As more colleges seek to merge or to
esiablish affillations with other institu-
tions, higher-educstion consulting com-
panies report that they are doing a brisk
trade in institutional match making,

The marrieges take = variety of

. forms, ranging from merpars of two or

more institutions to affiliations among
several institutions that retain their own
independence. Consulting companies
provide legal advice to colleges and
even help come up with 2 new.name for
the merged institutions.

In addition, new businesses are
springing up to fill the need for expert
legal, managerial, and financial help as
four-year and two-year colleges, as well
as vocational and technical institutions,
sesk the right academic partners.

*Business is excellent,™ says James
E. Samels, a Boston lawyer who creat-
ed the Samels Group, a firm that spe-
cializes in arrenging "‘academic mar-
riages.”

- 'Mir. Samels and hiz partner in the

business, James Martin, a vice-presi-

dent for academic affairs at Mount Ida
College, could be described as acaderm-
ic deal makers, As such, they approach
their work with entreprensurial verve,
Their company started in 1989 with
one client, Mount Ida Coliege. In the
next 18 .months, business grew five-
fold, Mr, Samels says, Today, the firm
represents as many as 40 colleges and
universities, which pay fses ranging
from $15,000 to $50,009 for its services.
Most of them are candidates for merg-
ers or affiliations, says Mr. Martin, |

More Students, More Alumni

Proof of the zeal with which they ap-
proach their work is abundant at Mount
Ida College: Thanks to the Samels
Group, Mount Ida has doubled-its en-
roliment, more than doubled the size of
its faculty, and tripled the size of its
alumni base in three years.

The secret. was mergers. Through
: Continued on Following Page

"Consultant Doing
. Excellent Business
n College Mergers

. Continued From Preceding Page
successive mergers with three sep-
arate institutions, Mount Ida has
become an academic success sto-
, TV, they say.,

"! Chamberlayne Junior College

sought out Mount Ida, secking 1o

Join with a college that offered the
: potential for four-year proprams.
% Chamberlayne brought with it the

Coyne School of Technical Elec-

; tricity, which had ‘merged with
. Chamberlayne about five years
1] .
' previously. Mount [da found in the
:Mew England Institute another
‘school seeking growth, and those
;two instilutions joined forcas in

1588, Mr. Martin says,

Improving Quality

Mr. Martin and Mr. Samels em-

phasize mergers as a " positive
means. o improve gnality and

achieve ecadsmic excelience.
Mergers, they say, have suffered
oo long under the stereotype that
they are a last-giich effort 1o avoid
‘bankruptcy,

Instead, they believe colleges
‘can embrace mergers as opportuni-
:ties 10 prow and excel—something
they call an *'entrepreneurial, edu-
cational management serategy.”

Jdames E. Samels, right, with hi

is pariner, James Martin: Merging

Y
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colleges must focus on “long-term ﬂ'mwth not near-{erm savings.”

- The key to successful matghes,

Mr, Samels says, is “‘mission com- -

plementarity to insure long-term
mutual growth and not just near
term cost savings.”

At merging colleges, he says,
“‘the institutional geals, the corrie-
ulum, the scholarship focns, and
aspirations of the students and the

faculty need 10 be, if not on a par,
compatibie,™

Mr. Samels viewsz mergers as
“collegial courtships™ in which
members of the faculiies and the
administrations “can have honest
disagresments about everything
from 'our students are betier than
?Ours o our roputalipn i Bﬁ“.e:

. MEergers

?

than yours,” " he says.

Mr. Martin and-Mr, Samels hay
written & book, tentatively calle
Merging Colleges Through Muzu,
Growth, in which they maintal
meTgers are an ‘‘appropriaf
mezans for institutional change
higher eduecation,”

Fears amd Doubts

Inthe manuscript, whichisbei
reviewed for publication, Mr, Me
tin and Bir, Samels emphasize 1h
between colleges dor
happen overnight; they take thr
to five years 1o be completed. Thy
also don't come easily, since t)

very concept of a merger arous

many fears and doubts among st
dents, faculty members, and abin
ni, who mourd the possibility
losing their alma mater. Among t.
many concerns of those groups:
® Will students lose credi

“earned at the institution being ta

en over?

& How will faculty tenure, raz
and promotion be addressed a
preserved?

& Will administrators’ jobs
eliminated or reduced?

Those concerns are very re
Mr. Martin says, adding that me)
ers ofien result in the need for st
reductions (o eliminate redunds
positions, *'You don’t need twa
brary directors,” he observes.

To assuage fears as much 88 pr
sible, Mr, Martin notes that ¢
‘leges contemplating a ‘merg
shounld “overkill with informatio.
on the suhject to students, facu
members, atumni, and even re
dents of the surrounding commu
ty.

Members of all those grou
nead o be included in a mergerk
fore it has begun, then invelved e
ery steg of the way, says Mr. M:
tin, who adds: “*One student witl
sandwich board that says ‘The ¢
ministratior. dossn’t carg’ can i
you nacac two or thres yearsin 1
process,”’  ——XAREM GRASSMLUI



132 - “The Chronice of Higher Education = November 1, 1989

By James Martin
and James E. Samels
CADEMIC MERGERS are on the rise
A in American higher education,
yel mention of mergers often
provokes pegative reactions.

Indeed, academic mergers in tha past
often wers characterized by involun-
tary closings, financinl insolvencies,
forced recrganizations, and massive re-
trenchment of stafl and programs. Man-
aging decline, rather than seizing an cd-
ucitionn] advaniage, was the usuai fo-
cus.

However, driven by negnlive demo-
graphic irends rnd projected shifts in
student enrolimenl, and attracied by
lasting economies of scale, some col-
leges and universities have begun o see
merging a3 0 practical vehicle Lo attain
complementary institutional visions
and to raise the quality of faculties and
sindents,

College and universily merpers, in
fact, have hecome one of the most cre-
ative, effective means that academic
planners now have o achieve academic
excellenee, to articulate new missions,
and 10 solidify the stralegic position of
the surviving institution locally and re-

" gionally. A growing number of faculty
. members and administrators are Jearn-

ing that if planning from its onset is sira-
tegic and sensilive and includes faculty
members and students as well as admin-
istrators—an open and coilegial merger
process can be achizved. Such a proe-
ess can produce improved quality, ex-
panded curricula and course offerings,
and stronger essessment of educational
ouicomes. Thinking of mergers as a
positive way 1o improve quality—rath-
ex than as & means to avoid bankrupt-

cy~—adds a new perspective to thinking *

about the future of higher edoca-
tion.

College mergers are not automatical-
1y successiul, however; certain facuity
members will face reassignments and
both current and prospective stndents
may expetience dislocations stemming
from divergent student culwres and

“Even in the most
sensitively planned
mergers, student
and faculty leaders may
become anxious.”

goyernance struciures. For example,
only one of the campuses may have al-
lowed students a voice at faculty senate
meelings of encouraged an agpressive
student press. Even in the most sensi-
tively planned mergers, stodent snd
faculty leaders may become anxious,
How will tenure, rank, and promation
be addressed and preserved? Will sw-
dents lose credits earned at the institg-
tion being taken over? Will the adminis-
trative staffs be combined or reduced?
Colleges are finally people and the edu-
cational 2xperiences connecting them,
How can those tlements ever be
“merged™?

College Mergers Have Become Creative, Effective Means

of Achieving

.i‘ 7..“"; O _.".':-'

FExcellence and Articulating New Missions

We have consulled on, or been di-
rectly involved in, a broad range of cal-
lege and untversity mergers during the
past 1D years, three of them involving
Mount Ida Coliege, an independent col-
lege in Massachusstts, We have experi-
enced firsthand the need to learn and
respect the human considerations jn-
volved in joining Iwo institutions, We
have learned that it is imperative 1o ap-
proach the first merger discussions with
clearly staied organizational principies,
and with impiementation procedures
that spell out the proposed merger proc-
ess in enough detail so that everyone

_concernied can undersiand it. Many js-

sues must be tackled belore the merger
is completed, inciuding integration of
cirricula and faculties, accereditation,
collegial governance, student credits,
confidentiality of records, fnancial-aid
commitmenis o students, and relation-
ships with alumni.

In the public sector, state legisiators,
chief executive officers, and sysfem-
wide coordinating boards have recently
explored the desirability of merging uni-
versities, state colleges, and communi-
ty colleges in Catifornia, Georgia, Mas-
sechusetts, Minnesota, and Texas.
While in a public system the impelus for
merging may resull from fiscal con-
siraints or the desire to consolidate du-
plicalive educational programs, (hat
has niot been the case recently in private
figher sducation,

Much of the recent merger activity in
the independent sector has been im-
pelled by the recognition that colleges
are pursuing similar or comptementary
missions, and by institutions’ needs to
preserve strength and compelitiveness.
Examples ere occurring in every geo-
graphic region. Through much af this
decade, Widener University in Penn-
sylvania has been completing a merger
with twe Delaware institutions, the Del-
aware Law School and Brandywine
College, In this unusual venture, a law
sthoal, a junior college, and a smatl unj-
versity have been imegrated into one

full-service regional university with an
cnroliment that has increased from
1,600 to 7,800 and a budget that has
tisen from $7-million to $46-mitlion.

In 1985, Tilt College in Forsvth, Ga.,
approached Mereer University in Ma-

“It is imperative (o
approach the first merger
discussions with clearly
stated -organizational
principles.”

con concerning a potential consolida-
tion. At the time, Tift had no debts and
an endowment of approximately $6-mil-
lion. However, the facuity and adminis-
tration baoth feared & possible erosion in
the quality of students being admitted
since Tift, like so many other quality
institutions in the region, faced n
shrinking number of females seeking a
single-sex collepe. By the end of 1987,
Tift had completed a merger with Mer-
cer, and one element of the agreement
was that Mercer would preserve Tift's
focus through a heightened emphasis an
the special tradilions of women's edu-
cation.

that the trustees of Marygrove Cot-
lege, Mercy College, and the Uni-
versity of Detroit were considering join-
ing to form a new jostitution under Ro-
man Catholic auspices tlal wonld
"enhkance the present mission of each

EN JurY, The Chrenicie reporied

and thus belter serve the special needs .

of Detroit.” Leaders said the merged
inslitution coufd offer programs aod ac-
tivities thal cach institution operating
alonz would -not be able to pro-
vide.

tdount lila College has adopted marty
aspects of this philosophy in itz strate-

SUEY PARKEATTOR THR CRROIMG £

gic plarning over the past three years in
merging with Chamberfayre Junicr
College, an institution with a reputation
for the quality of its design programs;
with the Coyne School of Electricity,
ane of Massachuselts' largest coilleges
offering technical electronics; with the
Mew England Instituie of Funeral Serv.
ice Education; and with the Canine and
Velerinary Science programs of Mew-
bury College. In each instance, a com-
prehensive plun was developed jointly
by the institutions® faculty members
and administrators reflecting the per
sonnel, curricufar, and Tinancinl
strenglhs to be consolidated. Rach slep
in the merges process showed that bath
collepes had approached the merger
witlingly, with growth, ruther than sim-
ply survival, as the primary goat,

become an elfective, innavative

way 1o achieve academic cxcel-
lence. By carefufly chcosing comple-
mentary educational partners, by de-
veloping clearly defined and CAmpUs-
sensitive puidelines before making 2
final commitment, and by responsibly
communicating critical information lo
affected students, faculty members.
und administrators at each stage of the
process, Mount Ida, for example, dou-
bled its student enrollment, more than
doubled the size of ilg faculty, aml tri-
pled the size of ils njumai base in lhree
years. More importanily, in an era of
decline [or some private collepes,
Mount Ida and others have taken the
injtiative to evaluate their present mis-
sions and potential, and in daing so as-
sured themselves of o stronger, mare -
sighificant Mature.

1 N OU® EXPERIENCE, mergers have

James Martin is vice-president for aca-
dentic affairs at Mowrr Jda College,
James E. Samels, a pariner in the law
firm Samels Atseciates, is assivianr
professor in the College of Manage-
ment Science at the University of Low-
ell.




