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Das Ganze wird erschwert dadurch, dass die For-
schung (wo wirklich die grenzenlose Freiheit herr-
schen sollte) je langer je mehr durch Forschungsmana-
ger eingeschrankt wird. Um ein EU-Projekt zu koordi-
nieren, muss man einen Koordinator anstellen, der zu
einem Lohn arbeitet, mit dem man einige Doktoranden
bezahlen kénnte. Und selbst wenn einige von uns sich
noch in der totalen Forschungsfreiheit wahnen, sollten
sie sich fragen, in was fir einem System wir uns bewe-
gen, bei dem die Doktoranden wesentlich weniger ver-
dienen als jemand der im Supermarkt Bichsen ein-
raumt.

Translationale Forschung als Sackgasse?

Nach dem Krieg entstand in den flnfziger Jahren die
unselige Einteilung in Grundlagenforschung und an-
gewandte Forschung. Diese kinstliche Einteilung hat
lange Zeit uberlebt, weil die universitare Forschung die
Nahe zur Industrie nicht gesucht hat. Falls eine Zusam-
menarbeit bestand, hatte sie meistens eher den Cha-
rakter eines Industriesponsorings. Die angewandte
Forschung kam je langer je mehr in den Verdacht, nur
noch Auftragsforschung zu sein und dabei, wie kdnnte
es anders sein, schien die Unabhangigkeit der
Universitat tangiert. Das Klischee des Elfenbeinturms
suchte die Industriendhe zu verdrangen. Es gibt
Schweizer Universitaten, wo die Berufung fur eine aus-
serordentliche Professur, von der Industrie gespon-
sert, praktisch zwei Jahre dauert. So lange sollte man
selbst einem geschenkten Gaul nicht ins Maul schau-
en.

Es ist daher verstandlich, dass man versucht, mit einem
neuen Begriff, "translationale Forschung", die Vergan-
genheit zu bewaltigen. Letztlich geht es aber nur
darum, vermehrt finanzielle Mittel an die Uni zu kriegen,
um autonomer zu sein. Der jangste Spagat in dieser
Richtung heisst Wissens- und Technologie-Transfer.
Schliesslich wollte man &hnlich wie in Amerika am wirt-
schaftlichen Boom teilhaben und unbegrenzte finanzi-
elle Quellen auftun, um den Sparwillen des Bundes
kompensieren zu kénnen. Bei diesem Ubereifer ist
aber nun tatsachlich ein Teil der universitaren Autono-
mie drauf gegangen. Die Juristen bedugen von nun an
jeden Zusammenarbeitsvertrag mit dem Ziel, dass die
Universitaten nicht von der Industrie Gber den Tisch
gezogen werden. Dabei entstehen juristische Ver-
tragswerke, die auf dem Papier die akademische Frei-
heit garantieren, aber sonst keine mehr. Dies scheint
allerdings eine kurze Phase der Geld-Akquirierung ge-
wesen zu sein, hat doch in der Zwischenzeit die EPFL,
und wahrscheinlich auch die ETHZ, realisiert, dass hier
ein Umdenken notwendig wird.

Die nachsten Jahre werden von einem erbitterten
Kampf ums Geld gepragt sein.

Neu wird es um Overheads gehen. Weil die Mittel, die
eigentlich Gber die Steuern an die Uni zurick fliessen
sollten, derart gekirzt wurden, missen Direktzahlung
wie in der Landwirtschaft her, eben Overheads. Dies ist
eigentlich ein unsinniges Spiel. Hatten wir das System
so belassen hatten wie friher, dass namlich die Ausga-
ben far Bildung im gleichen Rahmen angepasst wor-
den wéaren wie man dies zum Beispiel (oder besser an-
statt) bei der Landwirtschaft getan hat, so hatten wir
wieder das alte System, von dem viele der Meinung
sind, dass es gerechter war.

Die Verteidigung der letzten Bastion

Sollte der Eindruck entstanden sein, dass die univer-
sitdre Autonomie, angefangen von der Selbstverwal-
tung bis zu den hehren Prinzipien von Forschung und
Lehre, eingeschrankt wurde, so ist das richtig. Viel-
leicht ware aber eine Debatte dariiber nétig, wie sich
eine moderne Universitéat einen Teil dieser Autonomie
zurick erkampfen kann. Sind straffere Fuhrungskriteri-
en und ein durchgreifendes Qualitdtsmanagementsy-
stem wirklich der Weg, um diese Autonomie wieder zu
erlangen, oder sind die kleinen Nischen an persénli-
chen Freiheiten ein Modell um die Autonomie der
ganzen Universitat zu starken? Vielleicht ist aber gera-
de die Kritik, die der Universitat in den letzten Jahren
entgegen gebracht wird, eine Chance zu reagieren?

Changing Management and Managing
Change (at the ETH!)

Peter Chen

A successful reform agenda starts with a serious look at
how we evaluate excellence in research and teaching.
Which data can we get? How much data do we need?
To what precision can we measure? These are familiar
questions to scientists and engineers.

| am the father of two school-aged children, and they
will assure you that, of the many things their father
seeks to teach them, one of the most often repeated is
that they must learn to distinguish between that which
is primary, and that which is secondary. In the debate
over the present "leadership crisis," as well as the futu-
re of reform at the ETH, | would argue for starting with a
principled dialog aimed at making just that same distinc-
tion between primary and secondary before we sketch
out the shape of any new program.

The ETH, with over CHF 1 Mrd annual budget, and
18,000 coworkers and students, needs to be mana-
ged.
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This has always been true, but with the increasing glo-
balization of both education and business, demands
from society, and from politics, for a modern, efficient
management have grown. The shape and style of the
management, however, can become controversial, as
we have seen from the recent faculty ouster of the ETH
President, Ernst Hafen. With this ouster, fans of ran-
kings can celebrate the ETHis entry into an exclusive
club of elite universities worldwide. Harvardis President
Lawrence Summers resigned Feb. 15, 2006, after fa-
culty unrest ostensibly beginning over impolitic com-
ments on women in science, but actually drawing mo-
mentum from faculty dissatisfaction with his leadership
style.[1] A similar faculty revolt is brewing at Oxford. A
Proposal by Vice-Chancellor John Hood to replace the
university council with separate academic and financial
boards, the latter having a majority from outside the uni-
versity [2], has been massively rejected in a faculty vote
on Nov. 28, 2006.

Part of the tension at the ETH undoubtedly arises from
the implementation within an academic institution of
management theories emphasizing quantitative me-
trics. The controversial injection of professional mana-
gement, be it in the form of ETH2020 or the indepen-
dent financial board at Oxford, bespeaks the assumpti-
on that management by non-professors is not only
possible, but, in fact, desirable, given demonstrable
successes that quantitative management has produ-
ced in the private sector. The oft-repeated maxim, “You
can only manage what you can measure", has been at-
tributed variously to either W. Edward Deming or Peter
Drucker, both pioneers in modern management theory.
The truism manifests itself in the academic world as an
emphasis on university rankings from Shanghai, the ISI
impact factors, Nobel Prizes, or other similar indices,
but the discussions about these metrics only occur at
all because of the tacit assumption that these metrics
matter, that they are important for the setting of priori-
ties or the distribution of resources. These latter activi-
ties are central to the management of any academic in-
stitution. What happens, though, when management
based on measured data becomes management
based on data that can be measured?

One would think that ETH professors would be the
biggest fans of quantitative metrics. We are, after all,
scientists and engineers, and not shabby ones at that!
Why else does McKinsey recruit so many of our scien-
ce or engineering Ph.D. students for management
consulting? Quantitative data are part of our daily lives.
Moreover, shouldnit professors, who complain loudly
about the rising administrative workload, welcome a
lean, professional management that lets them concen-
trate on their core business? Obviously, there is a piece
missing from this puzzle. It is, however, disingenuous
to frame the debate in terms of conservative professors
resisting change versus crusading reformers looking
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towards the future. To frame the debate in such terms
is not only factually inaccurate, it is intellectually disho-
nest demagoguery. Much more needed is a discussion
of the fundamentals, the assumptions underlying the
proposals, before we embark on another round of new
programs with catchy acronyms.

| venture to state that there is no dispute at the ETH
that performance should be rewarded and sloth punis-
hed. The professors make it their business to evaluate
performance. We call it grading. One may disagree with
the particular evaluation, but the principle that an eva-
luation must be made stands without argument. What is
then the problem? Returning to the wisdom | try to im-
part to my children, we need to focus on the issues of
primary importance. The core business of the ETH is
teaching and research. The "product” of scholarly ac-
tivity is primarily knowledge, in the abstract, or the edu-
cated student, if one considers that knowledge does
not come divorced from its vessel.

If we speak of quantifiable metrics and milestones, can
| write a "business plan" for a research project wherein it
states that, by six months, | will have been brilliant
twice, and that by one year, | will have had one more
stroke of genius? Can | be creative on schedule, say,
on Tuesdays at 14:00? How do we measure creativity?
[38] How do we quantify inspiration? With regard to more
concrete manifestations of research productivity, one
concedes that commercial applications, patents and li-
censes, prototypes, third-party funds, or even publica-
tions, are all legitimate secondary indicators, somehow
related to the generated knowledge, but they are not
direct measures of the knowledge or its intrinsic value.
Similarly, my late colleague, Vlado Prelog (Nobel Prize
1975) told me in 1995, shortly after my arrival in Zlrich,
"Education is not about filling empty pots. It is about
lighting a fire. We are, how-ever, very good at filling
pots!" We want to evaluate teaching, and we typically
measure how many pots we have filled. How do we
measure the passion for science that we instill in stu-
dents? Teaching and research take place in the context
of personal relationships, and it is notoriously hard to
measure passion or a shared commitment in a relations-
hip. Reducing passion and commitment to rankings
and impact factors is like reducing a marriage to net
added economic value and divorce rates. One can
scurrilously imagine all kinds of secondary indicators for
passion in a marriage, and blind application of measu-
res aimed at boosting such a scurrilous quantitative me-
tric can produce perverse results inimical to a healthy
relationship. We must consider that a concentration on
secondary indicators in the academic world can also
lead to perversions. To take one illustrative case, a col-
league of mine at a public university in the United Sta-
tes reported to me that the teaching load was made de-
pendent on a numerical metric which classified the pro-
fessors as "research-active" or "research-inactive,"
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based largely on the impact factors of published, peer-
reviewed papers. To maximize cumulative impact fac-
tors, some faculty started cross-listing each other on
papers as authors. The practice, unethical by any more-
than-cursory examination, was countered by normali-
zing the impact factor according to the number of prin-
cipal authors. The net result was that all genuinely colla-
borative, interdisciplinary research was penalized, and
hence, strongly discouraged. The artificial and inappro-
priate incentive system is a direct result of making po-
licy decisions on the basis of a secondary indicator.

There are many other examples. Nevertheless, | do not
want to be misunderstood. Commercial applications of
research are important, especially given that we are lar-
gely state-funded. Patents and licenses, prototypes,
third-party funds, and publications are all good things,
but they are clearly secondary indicators. Even in tea-
ching, it is good to count how many pots we fill. We
have the mandate as a public institution to educate
large numbers of students, and resources need to be
allocated commensurate to the task. In response to the
above-mentioned maxim, "You can only manage what
you can measure", | would throw out for everyoneis
consideration a quotation attributed to one of our more
illustrious alumni and a former colleague, Albert Ein-
stein. He said, "Not everything that can be counted
counts, and not everything that counts can be coun-
ted." | would note that W. Edward Deming listed, as
number five out of the "seven deadly diseases" of ma-
nagement, "use of visible figures only for manage-
ment, with little or no consideration of figures that are
unknown or unknowable." [4] | believe that a great deal
of the unease percolating through the ETH community
in the recent past comes from the gut feeling that we
are being pushed to conform to standards that neither
capture nor reward our primary activity, at least to a great
part.

Returning to the exclusive club in which we share with
Harvard and Oxford similar leadership crises, perhaps it
should be worth noting that the exclusive membership
does not mean that controversial management me-
thods have been implemented only at these high-profi-
le institutions. | would rather believe that the faculties of
these august institutions possess sufficient self-cons-
ciousness, sufficient self-confidence, and sufficient
muscle to force departure of an unwanted administrati-
on when the administration doesnit listen to the best
advice of a constituency which also has the best inte-
rests of the institution at heart. The elite institutions
aspire to the highest quality in their core mission of tea-
ching and research. | believe that these institutions will
also look good by any fair evaluation of secondary indi-
cators, but evaluation only by secondary indicators may
obscure rather than identify excellence.

Accordingly, | would plead that the reform process at
the ETH should begin with a principled study of how
we evaluate ourselves. | do not accept the model impli-
cit in ETH2020. | would venture to predict that the eva-
luation procedures will differ from department to de-
partment; there will be no "one-size-fits-all" solution for
the ETH. This is no cause for concern; it simply reco-
gnizes that different fields have different cultures, and
that these cultures are different for non-trivial reasons.
It also likely reflects the different developmental stages
in which the departments find themselves. More impor-
tant than the specific list of metrics, or any particular
procedure by which "softer" (but no less legitimate)
measures are counted, is the mutual agreement of
each Department and the Managing Board of the ETH
on a verifiable set of goals for each budget period. In
the last five years, each Department became formally
autonomous, even if this autonomy is neither exerci-
sed nor respected in a consistent fashion in the ETH
Zurich today. Even in this short time, autonomy has be-
come precious to us. Departmental autonomy means
that the budgeting and the evaluation is supposed to
be done at one and the same administrative level. It
means that a budget is granted for a package of servi-
ces and goals, formalized in a negotiated agreement.
An administrative unit which repeatedly and consistent-
ly misses targets to which it had agreed could and
should lose its autonomy. An administrative unit which
sets targets too low does not deserve autonomy. The
prized autonomy of the faculty is the reward for perfor-
mance. Each Department knows its peer organizations,
and we consciously or unconsciously evaluate oursel-
ves against our peers every day. This is part of our bu-
siness. Should we not orient ourselves to the best of
the best? In each Department, we know who they are.
The ETH has built its reputation over more than a cen-
tury. There are many things we have done right. We
need to proceed with the self-consciousness that we
have earned a high position, the self-confidence that
we can effect change ourselves to grow further, and
the muscle to make it happen.

Notes

[1] D. Kennedy, "Summers and Harvard," Science, 2006,
311, 1345.

[2] "Mendicant Scholars," The Economist, online publication,
9 November 2006; "Oxford Dons defeat controversial
plan," Daily Telegraph, Nov. 30, 2006.

[3] G. Schatz, FEBS Letters, 2003, 553, 1.
[4] W. E. Deming, Out of Crisis, pp. 97-98.



	Changing Management and Managing Change (at the ETH)

