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In this timely informative book Derek Bok, former President of Harvard University, provides an insightful perspective on the dangers inherent in the pursuit of commercialization in universities.  “The emphasis throughout is on the dilemmas of commercialization for the university and the appropriate response to promote the purposes and protect the values of the institution.” (p.32) 

Bok’s focus, for the most part, is on American research universities and his examination of commercialization
 in three areas – athletics, scientific research and educational offerings – provides well constructed arguments, with evidence and anecdotes, of the impacts on higher education in America.  Of course, his warnings about the dangers of commercialization in academe are increasingly applicable to situations in Canada.  The case for athletic scholarships and different admission standards for athletes (in pursuit of winning teams and the supposed financial benefits) remains a contentious issue in Canada.  Similarly, the commercialization of scientific research has been cited as a major issue
 and the fact there are now numerous ‘cost-recovery educational programs’ or for-profit education offerings in Canadian universities simply illustrates the trans-national nature of the messages in Universities in the Marketplace. 
While Bok provides persuasive arguments about the perils and pitfalls of commercialization, he is less persuasive in his prescription for reining in the worst practices.  He relies heavily on assertions about the need to return to or maintain ‘academic values’ without providing a clear defining statement of such values and identifying exactly how such ‘values’ are to be used to develop policy in an area (commercialization) that has the potential of major, primarily financial, benefits. His recognition of the need for greater faculty involvement in commercialization decisions is juxtaposed with his own views about the reality of ineffective faculty governance, yet the author leaves the reconciliation untended and incomplete. In fact, one of the more interesting issues that seems to pervade various parts of the book, and would benefit from a more thorough examination, is university governance – or the lack thereof. 
Bok’s prescription seems somewhat dated and overly simplistic in an era where faculty (and teaching assistants) have sought the protection and representation of unions to address many aspects of academe, once the purview of Senates or Academic Councils; where the ‘massification’ of higher education has removed some of the mystery of the professoriate and in the process has demonstrated there are a variety of higher education experiences that lend themselves quite well to addressing the learning requirements of students. As Pocklington and Tupper noted in No Place to Learn, “The ivory tower has long since faded as reality”.
  

Universities in the Marketplace provides an informative look at the dilemmas of commercialization and Bok does a very good job of chronicling the issues and challenges to academe. Many of the issues and arguments are relevant to the Canadian higher education scene. His prescriptions are limited, however, and the overall impact would have been strengthened considerably had he developed his final chapters with a true reformist zeal rather than as an informed observer of higher education who harkens back to the era of the ‘ivory tower’. 
For a full report on Universities in the Marketplace proceed to the next page.
Report

Bok’s focus on the ‘dilemmas of commercialization’ acts as a warning to universities about the slippery slope of relying, increasingly, on the marketplace as a source of financial gain and on the market philosophy for policy guidance.  He examines the reasons for the increase in commercialization and concludes that

 “commercialization turns out to have multiple causes. Financial cut-backs undoubtedly acted as a spur to profit-seeking for some universities and some departments.  The spirit of private enterprise and entrepreneurship that became so prominent in the 1980s helped encourage and legitimate such activities.  A lack of clarity about academic values opened the door even wider. Keener competition gave still further impetus. But none of these stimuli would have borne such abundant fruit had it not been for the rapid growth of money-making opportunities provided by a more technologically sophisticated, knowledge-based economy.”(p.15)

Bok focuses on three main areas – athletics, scientific research and education offerings–  to illustrate his main contention that commercialization is changing the nature of academic institutions and threatening the core values that have served universities and society extraordinarily well.  In each of areas he systematically reviews the factors influencing commercialization and dissects the arguments of commercialization proponents.  While trying to offer a ‘balanced view’ it is clear  Bok sees significant risks of pursuing commercialization ventures – especially in those areas where fundamental academic values are at stake.
In the athletics arena, for example, Bok argues universities have compromised admission standards and the integrity of courses in the pursuit of commercial gain.  The irony, according to Bok, is that the evidence indicates “from a money-making venture, athletics is a bad business.”(p.39) More importantly, he expresses real concern about the disservice to student athletes who – some would argue - are exploited financially and, too often, whose higher education experience is less than satisfactory.
The chapter on Scientific Research begins with reference to John Le Carre’s novel, The Constant Gardener – a story about the development of a new tuberculosis drug and the extraordinary (and deadly) steps a pharmaceutical firm is prepared to take when clinical trials point to unfavourable side effects. Bok uses the plot from The Constant Gardener, to illustrate a number of growing concerns about the commercialization of scientific research, from steering effects on university research to unhealthy secrecy provisions in contract research, to concerns about faculty conflicts of interest and corporate efforts to influence research results. He underscores the reality of these concerns with specific examples from academe, drawing on celebrated public cases (such as the Olivieri case at the University of Toronto) and referencing the fact there are “plenty of anecdotes involving researchers threatened by lawsuits or attacks on their reputation in an effort to suppress unfavorable (research) results.” (p.74)
Bok concludes his chapter on scientific research by noting  that commercialization of university research is relatively new and thus “Only time will tell whether they (universities) manage to do a better job of maintaining appropriate standards for science than they have done in upholding academic values on the playing field”. (p.78)
In the case of education, Bok explores the impact of ‘education for profit’ and cites many examples within the current public and private not-for-profit institutions. From internet based initiatives, to executive education offerings, to extension programs, Bok argues that universities have been very active, over a long period of time, in trying to commercialize part of the education enterprise and, in the process, have, in some cases, compromised a commitment to quality and academic rigour in favour of profit.
Bok’s chapter on ‘Costs and Benefits’ is an attempt to provide a scorecard on commercialization: the potential for profits to help further institutional goals versus the costs which he argues are “more speculative and intangible than the rewards; seldom, if ever, can they be expressed in terms of money.” (p.105) He argues that the case for profiting from commercialization is actually quite weak but acknowledges “the chances may still be good enough… to make such a strategy seem attractive.” (p.105)  However the attractiveness loses its lustre when the full costs are considered. Those costs, he argues, range from the undermining of academic standards (from admission standards to course integrity to the integrity of research and the full disclosure of research results – the pursuit of truth) to damage to the academic community and risks to institutional reputation. Bok makes a persuasive case that perhaps the greatest risk is to the “university’s reputation for scholarly integrity” (p.117) which could lead to a significant lack of confidence from the public – with “consequences that extend far beyond the academic community.” (p.118)
Having explored the current state of commercialization in academe, and catalogued the inherent pitfalls, the author spends the latter part of the book reviewing ways to reform athletics, strengthen research integrity and protect educational values. His clarion call for the maintenance of academic standards in athletics is a heartfelt plea from an informed observer who believes commercialization in athletics is having a negative impact on student athletes and academe.  He suggests one way to reduce the worst aspects of competition among the Division I ‘high profile sports’ is to “phase-in ways of sharing athletic revenues more equally so as to reduce the financial incentive to corrupt the system and corrode academic values.” (p.130)  His suggestions to ease the pressure on the student athletes run the gamut from guaranteeing multi-year athletic scholarships (subject to maintaining good academic standing) to eliminating freshmen eligibility in high pressure ‘commercialized’ sports, to revisiting conference wide schedules in an effort to avoid mid-week games and extraordinarily long seasons. 
In the case of research, Bok flirts with the notion of more government regulation to remove the worst excesses of commercialization.  He is clearly in favour of universities self-regulating to avoid exclusive licensing and restrictions on early stage discoveries, but he is realistic enough to recognize that institutional self-interest and differences of interpretation may make such an approach unworkable. He calls for universities to have a clear set of policies to limit secrecy provisions in research contracts and urges resistance against “any provisions that would require excessive secrecy, inhibit informal conversation among colleagues, or permit corporate sponsors to influence the findings of university investigators.” (p.143) Similarly, he argues conflicts of interest must be addressed through the establishment of “clear rules” but, again, recognizes the interpretation of the rules and enforcement pose significant problems in academe. Bok’s main point is that “closer ties between university science and industry create all sorts of risks for compromising the openness, objectivity, and independence of academic research.” (p.156)  Given those risks, Bok is unequivocal in his belief that “Enough experience has accumulated by now to draw adequate lines that will allow a vigourous technology transfer program but preserve the openness, independence and objectivity that good science requires.” (p.156)
The chapter on protecting educational values actually focuses on several issues: the measurement of quality and the importance of establishing criteria in evaluating ‘for-profit’ teaching initiatives; advertising in the halls of academe; and, the need for improvement in the quality of education.  Bok reviews executive education, extension programs (including internet offerings) with a view to exposing some of the dangers to academe and quality compromises that appear to be inherent in the scramble for profit.  He then turns his attention to the pitfalls of commercial advertising and chronicles a number of examples where the link to corporations is reflected in the classroom. He argues  continuing medical education is one area  universities have abandoned in favour of a heavy reliance on pharmaceutical company sponsored learning events that are little more than marketing opportunities for such companies.
The author’s section on ‘improving quality education (p.179-184) is refreshing for its candour about the weaknesses in teaching in research universities.  Bok prescribes some well known remedies – student evaluations
, putting greater emphasis on teaching in the appointment / promotion / tenure processes,  encouraging experimentation in teaching effectiveness - but he is quick to note that restoring the balance between teaching and research is extraordinarily difficult given the incentive structures currently at play in research universities.
‘Living up to the rules’ is the chapter title where Bok begins to examine the ability of governance structures and processes to rein in the ‘excesses of commercialization’. Unfortunately, he concludes early on that presidents, deans, and senates are generally not up to the task.  His review of weaknesses in the current governance structure extends to trustees as well and, though he sees a clear and definitive role for trustees, he recognizes the shortcomings inherent in the process of appointing many trustees in public universities (often by the state).  And he asserts that while private universities “usually do a better job of choosing trustees, … they are inclined to place heavy emphasis…on a capacity to contribute financially.” (p.188) Ultimately, Bok concludes that faculty are the key to safeguarding academic values yet he acknowledges that faculty governance has fallen into a sorry state “Many governing bodies that include members of the faculty are populated by professors of lesser distinction…. Many more are too large to deal expeditiously with the problems before them…. not accountable for their performance, nor do they receive any reward if they perform well.” (p.190) Nevertheless, he argues a vibrant faculty governance structure of some sort is imperative – “universities will do a better job of upholding essential values if faculty members help design and oversee all profit-making or commercial activities that affect the academic life of the university….”(p.193)
Bok then turns his attention to the ‘strength in numbers defence’ by suggesting if universities ‘hang together’ they can “neutralize destructive competitive pressures.” (p.194) He uses the Ivy League agreements on the athletic recruitment as an example where, together, a group of universities have taken steps to improve the academic standards. “No member school could abide by such rules without the agreement of others.” (p.194) He urges research universities to engage in similar agreements with respect to sharing research materials, conflicts of interest policies and limiting secrecy provisions. Finally, however, Bok notes that if the universities themselves do not confront the challenges associated with commercialization, government may well be asked or take the initiative in addressing the worst excesses. In that vein he makes the point that “Public officials should also be aware of the influence of government funding on the growth of commercialization. The last line of defense for basic academic standards is an adequate and stable level of support.”(p.196)
In the final chapter ‘Seizing the Moment’, the author argues there is still time to reverse the worst effects of commercialization but time is of the essence. In an especially impassioned paragraph, Bok focuses on the 

“ideals that give meaning to the scholarly community and win respect from the public. These common values are the glue that binds together an institution already fragmented by a host of separate disciplines, research centers, teaching programs and personal ambitions.  They keep the faculty focused on the work of discovery, scholarship, and learning despite the manifold temptations of the outside world. They help maintain high standards of student admissions and faculty appointments. They sustain the belief of scientists and scholars in the worth of what they are doing. They make academic careers a calling rather than just another way to earn a living.” (pp 206-207)
Whether one reads the preceding as rhetoric or reality, Bok effectively demonstrates his belief there are some fundamental values at stake; values  he has seen eroded over a long career. 
Perhaps ‘commercialization’ is simply one more step in an evolutionary process that has transformed higher education in many ways – good and bad. Universities in the Marketplace is worth a read, not only for its examination of ‘commercialization’ but also because it leaves the reader with questions about governance – or lack thereof.
� Bok defines ‘commercialization’ as “efforts within the university to make a profit from teaching, research, and other campus activities.” (p.3)


� See, for example, Canadian Association of University Teachers (CAUT) comments on commercialization – � HYPERLINK "http://www.caut.ca" ��www.caut.ca�,,  T. Pocklington and A Tupper, No Place to Learn: Why Universities Aren’t Working, UBC Press, 2002





� T. Pocklington and A Tupper, No Place to Learn: Why Universities Aren’t Working, UBC Press, 2002
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� Bok notes that “Despite recurring faculty comment that such assessments are little more than popularity contests, there is a considerable body of research  showing that results from carefully constructed questionnaires correlate reasonably well with independent evaluations by experts”. (p.182)
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