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Tufts University has experienced a remarkable growth in
recognition and stature during the last decade. This paper will
egxamine ways one of the newest parts of Tufis University, the
Schoal of Veterinary Medicine, determines its prigrities,
competes for resources with the older more established parts of
the university and what i1ts impact on the university has been.
The intent is to examine how planning is conducted and priorities
set. What issues stem from the top down, what issues from the
bottom up and which from somewhere in between. Once the needs
are articulated, how are those of the veterinary school caompared
with those of other schoolss: or are they? What are the
responsibilities of and what is the role of the administration of
the veterinary school? What is the role of the central
administration? How do the sctivities of one part of the
university (the vet school) impact wupon the others and the
university as a whole? How does the university serve 1ts

individual component parts?

To provide some insight to these questions, I have reviewed the
fistary and development of the Tufts School of Veterinary
Medicined interviewed: the dean of the veterinary schools; the
vice president, planming; a trustee, who serves as the Chairman

of the Yeterinary School Visiting Committee; a Tufts alumnus with



first~hand Vet School experience. In addition., 1 attended the
Veterinary School 10th Anniversary Celebration in Boston.
Although not formally interviewed, supplemental information

received from the provosts Scol Gittleman: has been included.

Interview format

Interviews were conducted in an informal fashion. The following
topics were discussed with interviewees.
How do faculties within an institution compete for
resources’?
How does the faculty(school) establish its goals?
What is the process?
What type input comes from:
President,
Dther university administrators,
Faculty. deans,; department chairmen,
ther faculty,
Student leaders,
Other students,
Chairmen of the trustees,
Board of trustees as a group;
Individual trustees?
How does the organization implement its stated objectives?
What are three current major issues?
How did they become issues?
Who identified them?

How have they been resolved?



Irn what ways is the school driven by the university?

In what ways does the school impact the university?

fnalveis and Comments

I'm his apening remarks at the Veterinary School 10th Anniversary
Celebrations Nelson Gifford. chairman of the Tufts University
Board of Trustees, stated proudly, "President Mayer was the
inspiration,; Henry Foster has given the time and resourcess Frank
Loew has provided the managemsnt and leadership." That comment
provides an accurate overview of the planning and implementation
process of the veterinary school at Tufts and illustrates why the

university has increased in prominence dramatically during the

last decade.

Tufts since 1981 has been functioning in a mode similar to

Harvard®s "Every tub on its own bottom." According to the Tufts

1986-87 Fact Book.

“"Legal authority and responsibility for governance is vested
in the Trustees of Tufts College. The president, appointed
by the ftrustees, is both president of several faculties of
the university and chief executive officer. Each of the
faculties, under the leadership of its dean has
responsibility for development and delivery of its academic
programs; fTor certification of degrees; for student
discipline; for admissions and financial aid; and for
recommendation on appointment and promotion of its own

members. The senior vice president and provost has overall



responsibility for the academic quality of the programss for
developing their logical inter-relationshipss; and, with
ultimate approval by the president and trustees, for the
faculty appointments and premotions,.[1]
Individual dean’s function with significant autonomy. Each
school is responsible for its own financial well being and
operates as a profit center. It has control over its own budget
including establishing tuition rates, setting salaries, obtaining
grant funding and is expected to break even. Exceptions are made
with directives from the president when he feels that, for the
good of the university, a schaool deficit should be underwritten.
Such has been the case with the veterinary school. According to
vice president, Jack Dunn, "The vet school has been running at a
diminishing deficit since it was established. The feeling is

it’s good for the university and good for New England”.

Because of the "every tub"” philosophy, individual faculities are
not competing for the same deollars. Thus there is not direct
conflict between the vet school and other schools in establishing
university priorities. Mayer and his colleagues had to emphasize
this Tact early on to enlist the support of the various
university coanstituencies. On the other handi: those parts of the
university which have the president’s heart and eve receive more
support from the limited unrestricted funds and have more
visibility within the fund raising priorities. The vet school
scores high in this area. The dream of the school was first

mentioned in Mayer’s inaugural address. The success and stature



af the school in only 10 years are of great pride to him. In
addition they have helped increase the quality and stature of the

university.

The rrole of college and university presidents has shifted since
World bWar 11 and especially since the late 60°s. Prior to those
times, a president was seen as a strong authoritarian figure.
His/her ideas and goals were rarely guestioned. More recently
presidents have been held accountable to a variety of
constituents including faculty, administrators, students, alumni
and the community at large, in addition to the board of

trustees.

According to Cohen and March, reporting on a survey of various

college presidents about the evidence of president’s success.
"It is hard to see much detailed consensus aon what the
presidency should be from these respanses. ... . They see a
variety of more or less conventional things as contributing
to success, but they do not particularly agree on the
relative importarnce of the items as evidence of success.
The items clted seem to fall inte three broad categories:
constituency—oriented items (e.g., respect of faculty,
quiet’, institution building-entrepreneurial items (e.g.s
growth, quality of fTaculty), and functiconal- administrative

items (e.g.: fiscal,; educational program)."” . ... . "these



suggest a view of the president as a mixture of political
leader, entrepreneur; and bureaucrat—-administrator, without

any clear dominance of one over the other."[2]

Jean Mayer 1is viewed as & political leader and an entrepreneur,
as well as s top—dowrn administrator. Gifford remarked that Mayer
was the "inspiration."” Frank Loew referred to Mayer as "the
sizzle, if not the steak." Jack Dunn, vice president, planning,
remarked, "The president is determined and ingenious. He has the
ideas and expects the staff to figure out how to get the job
done." Provost Sol Gittleman remarked, "Tufts was not exciting
when Jean Maver became president in 1276. Mayer made it exciting
in § yvears.! Mayer is viewed as a visionary with high standards
of performance. According to trustee Henry Foster, "He instills
the staff with a feeling of enthusiasm and the confidence that

they will succeed.”

As the newly appointed president in 1976, Jean Mayer wished to
improve the health sciences at Tufts. By establishing 2 new
schools, the School of Nutrition and the School of Veterinary
fledicine, he would be able tc immediately upgrade the science
without having to change what existing faculty members were
doing- In addition the new schools would, by there presence,
increase the stature of science at Tufts and make Tufts a more

attractive place for students.



{ince an idea has been accepted for action, Msayer makes the
immediate assumption that i1t will happen. It is the appropriate
staff person’s responsibility for the implementation. According
to those interviewed. this explains the founding and development
of the vet school. Jack Dunn summarized, "President Mayer has
set priorities. The board endaorses them. With the vet school,
for example, he asked Tom Murnane (now senior vice president) to
find a way to make it happen. History shows that he (Mayer) has
brought in new dellars to make the programs happen. The vet
school is today a first class school.” This procedure of
implementation parallels Kerr and Gade’s statement that the
responsibilities of the president and administration consisis of
a seguence that,

"flows from analysis to planning to persuasion to action.

It is in accord with Dwight D. Eisenhower’s definition of

leadership: “the ability to decide what is to be done, and

then to get others to want to do it.’"[31

In many ways the Tufts model seems traditional, and like one from
an earlier time. Looking again at Giffaord’™s opening remarks
president, dean and trustee; each have a discernibly separate and
defined role. While that is true at many institutions, at Tufts
they individually understand clearly their own recle, as well as
that of the others. Each assumes approepriate responsibility and
is completely accountable. Thus they work together as a strong

and supportive team.



Henry W. Wriston, President of Lawrence College and Brown
Uriversity from 1237-1933 was asked, shortly after arriving at
Brown, what he looked for in a trustee. He responded, "work
wisdom and wealth, preferably all three, but at least two of the
three."[41 There is no question that Hank Foster provides all
three. Mis role for the veterinary school 1s enormously
important. In addition to his role as chairman of the School of
Yeterinary Medicine Committee of Overseers, he functions as a
sounding board for the dean, articulates the increasing
importance of the vet school to the other trustees and can
translate Mayer’'s enthusiasm into business terms the other
trustees can endorse. Dr. Foster understands the role of a
trustee: to gquestion, to provide counsel, to support, but not to

become embroiled in operations. He has been financially generous

as well.

As Nelson Giffeord stated: Frank Loew provides "management and
leadership." Franklin Loew was a department chairman at Johns
Hopkins and served on the first visiting committes of the newly
formed Tufts veterinary school. Initially funds didn’t flow inte
the vet school as rapidly as projected. Other schools,
especially the Faculty of Arts and Sciences grew increasingly
concerned that the new veterinary school was draining the
university’s resources and at their expense. Frank was asked to
become dean of the vet school in 198B1. The anticipation was that
He would provide the necessary leadership (including fund

reising) to enable the school to reach its objectives.



Since assuming the position, he has built upon Mayer’s vision for
the vet scheol and has interwoven it with his own. He is
constantly seeking input from bhis faculty and administration by
writing notess; sending articles for comments asking questions and
attending and rumning a variety of meetings. He feels that his
style of leadership and overall effectiveness works because of
Lhe small size of the vet school and the university. He
reflected:

"I have been dean for 7 yvears. SHize is an important factor

in how we run and what we have accomplished. We are a small

university with 7,000 students, 4,000 undergraduates and

3,000 professional and graduate students.

Withy the small size, you can know all who vou want to know.
That 1is & key factor. What we have accomplished couldn®™t
happen if we had 20-30,000 students. We are the smallest
university with a medical, dental and veterinary school. 1%
is gasier for a single person here to impress his vision on
the enterprise.”
Furthermore, Loew understands that he must keep the president and
his deans fTully informed of his sctivities. The vet school has
the executive faculity board which meets monthly and receives
reports from the school’s eight standing committees. Alsao
senior-staff meetings are held regularly. The senior staff is
comprised of department chairs, the hospital director and the

deans. This group functions in an informal fashion.



In the traditional academic mode, concurrent with his
administrative and managerial responsibilities,; Frank teaches and
lectures with regularity. He is viewed as & superb teacher and a
superb clinician. According to Henry Foster, they knew Loew

would be good, but he has excesded their highest expectations.

There are currently 255 full time students at the veterinary

school and 2 part time.[9]1 Of those 20 serve as class officers,

others serve on various standing committees.
"Student governance at the Veterinary School is conducted by
class officers as feollows. Each class elects five officers:
Presidents; Vice President, Treasurer, Secretary and an
At-Large Representative. The Vice President and the
At—l_arge Representatives comprise the Student Government
which addresses issues affecting the student body as a
whole. The other class officers address issues which
concern their speciflc class. In addition to these
officers, the students elect student members to the standing

cammittees of the school.lél

The students serving on various committees share student concerns
with the faculty and administration. In addition, the dean has &
policy that, by appointment, his door is always open to students.
He mentioned & specific example: the students expressed concern
to him about certain curriculum matters which they felt the

curriculum committee was unwilling to address. He wrged the
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students to bring their concerns before the curriculum committee
again and concurrently reminded the curriculum committee that
they should give a thoughtful hearing to any group that comes
before them. The result was that many of the students concerns

vwere addressed to their satisfaction.

During the 10th Anniversary celebration, president Mayer

emphasized that "in addition to educating students, graduate
veterinary medicine helps maintain standards and guality.
Just as the existence of a medical school enhances medical
care 1n its area, the existence of a vet schoel enhances
veterinary medicine. At the outset, when Tufts proposed
their new school, the local veferinary organizations were

suspicious. Now they are very supportive.

The wvet school helps both livestock and agriculture. It is
helping the poultry industry in Maine and the fishing
industry in Rhode Island. A vet school can positively
impact productivity. In northern Europe, vet schools are
part of environmental surveillance. Veterinarians examine
what causes animals to die. Is the animals disease caused
from a virus or an environmental hazard? Certain public
health i1ssues such as zolinosis and limes disesse are
important for they can be transmitted from animals to

humans . "
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"Taday there are more horses in the United States than ever
before. There also are more cats and dogs. People like a
companion animal. The care of companion animals is
important. Through history you can judge the guality of a
civilization by the way it ftreats it’s animals and how 1%

treats life in general."”

Tufts is increasingly interested in international issues and
geducation. Recently the vet school and Fletcher established a
joint program in which students will obtain a D.V.M. and a M.A.
in political science. This program, developed jointly by the

faculties of the 2 schools,; will have 5 students per class.

Tufts greatest problem today is financial. Pressures on the
operating budget are enormous. The endowment of the university
is not adeguate for a first-guality institution. While the
nation’s ten best endowed schools have endowments per student
approaching $200,000 and up.L7] Tufts endowment per student is

below $20,000.

No private university totally supports a vet school. The Tufts
vat school now receives 25% of its budget Trom the Commonwealth
of Massachusetts. For comparison the average subsidy of other
vet schools is over &35%. Tufts vet school currently has an
andowment of $4 million. Frank Loew would like to see the
endowment be 1in the vicinity of %75—-100 million. Included in the

current Tufts $250 million campaign is $25 million for the



veterinary school. Jack Dunn is concerned that with the pressure
on the university to raise endowment, plus enormous needs to

renovate buildings and expand libraries, too many of the dollars
which the university will raise over the next decade will be for

existing programs, rather than to initiate tomorrows dreams.

Conclusion
There are sewveral measures that can be employed %o determine the
effectiveness of the planning and competition for rescurces at
Tiufts over the last decade. According to Cohen and March,
"The institutional reputation flow . ... . is the flow most
sub ject to presidential influence.
Changes in the institutional reputation of a college and
university attributable to one president normally affect the
flow of resources to a subsequent one. In the normal tenure
of & president, the major opportunity for increasing the
flow is through merchandising the colliege, through
persuading outside institutions that the college is better
than is currently believed or that it might become
better.(B1]
First this summary will review certain items of performance of
Tufts University and second review the vet school.
Mayer s exposure in the local,: national and international
press has increased the visibility and prestige of Tufts

University.
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During his tenure,; the university has completed its largest
fund drive {5140 million) and recently launched a $250 million
capital campaign. f{over %100 million for the new campaign goal
has been pledged; including ? gifts of %1 million or more.)

Endowment has grown from $31 million in 1278 to %111 million
in 1787.

The undergraduate college has moved from the highly
competitive status to the most competitive status.lT]

The university has an increasingly international focus.

Tufts is the only university in New England with a
veterinary school.

The veterinary school now ranks 5th nationally among the 27
US vet schools in receiving NIH funding.

While still operating at a deficit, the vet school is
contributing financially to the university.

The veterinary school is recognized, according to Jane
Goodall, for providing better care to animals than any other.

Regional eguestrians find the vet school a convenient and
excellent resource. They no longer must ship their horses 9
hours to receive first class care.

Vet school facultiy leaders are recognized in their fields as

being world class.

According to Kery & Gade;,
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"After interviewing a number of presidents and chief
academic officers, David G. Brown found that leaders must
“provide a sense of direction,y’ project a ‘sense of
enthusiasm,” and “furnish a structure for implementation.?
One skill that it takes is the ability to work
upward with a board. ...
A second skill is to be able to administer a staff
through a good choice of subordinates. ... .
A third skill is the ability to work laterally with

independent colleagues, particularly faculty members.

& forth skill, periocdicaelly needed, is the abiliiy to
handle confrontations, . ... .
A fifth skill is the ability to work with a whole
series of individuals and small groups in give-and-take
conversations that fan cut in many directions.
A sixth skill is in the area of mass appeal to faculty
or students or alumni or the public at large. ...
L0107

1t would seem that both Mayer and Loew personify Brown’s model.

»

They "‘preovide a sense of direction,’ project a “sense of
enthusiasm, ™ and "furnish a structure for implementation.””
Tufts and its ten—year old veterinary school have made great
strides over the past decade. With continued leadership similar
to that curvrently in place as well as continued dedication and

teamwork, Tufts® goal of becoming an internationally prestigious

institution may well be within reach.
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Tufts University Fact Book - p.l,2
Cohen and March — p.45.:46
kervy and Gade — p.50
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