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CAMBRIDGE -~ As brand names
g0, it is on par with Coca-Cola. No other
name in education carries its luster,
throw-weight, and global reach. From
Cameroon to Kamehatks, people know
about Harvard.

‘But unlike Coea-Cola, Harvard has
never exploited its name. It has focused
instead on its unrivaled community of
seholars and residential experience. Ad-
mission to its college or tenure on its
faculty draws from the elite of the elite.
It practices the politics of seaveity.

On the millennial eve, the brand is
like an untapped oil field. “It is a global
brand name withoul a global distribu-
tion system,” says Susan Rogers, for-
mer chief technology officer of Harvard
Business School and now a consultant.

Not for long. The relentless growth
of the Internet has driven the institu-
tion to reexamine its mission and brand
potential as never before. Last spring,
Rogers gave Harvard's provost, Harvey
Fineberg, a 75-page memo oullining
five paths that Harvard might pursue in
cyberspace. They range from upgrad-
ing existing technology to enhancing
distance learning to creating a full-
blown Harvard.com business subsidiary
to make large money from the universt-
ty’s myriad educational products.

Over the surmer, key adminis-
tration officials and faculty digested
the Rogers memo. She was stunned
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by the response from this crowd,
known for its low comfort level with
cyberspace. °I thought the reaction
would be, “This really doesn’t apply
to us, ” she says. “But I saw lLight-.
bulbs going off at the highest level.”
The options are temptmg A Har-
vard.com would be easy to put to-
gether. Ad agencies would kill for
the opportunity to ma.rket it. “They
have a brand name thaf i§ the envy -
of eyery school administrator in the -
world,” says “John Preis, chief finan-
cial ofﬁcez: of Columbiz Business
School. And, adds Harvard Law
Sehool professor Chaﬂes Nesson
“Brand is everything in cyber space.”
‘God knows, Harvard does not
need the money. With a $13 billion
endowment, it is by far the richest
university in the world. So almost
alone among academic institutions, it
can decide its future role on the Net
based on mission, not money. R
Whither Harvard on the Net i is
the hottest question in the adminis-

~ {ration these days. Fmeberg, the

point man for the university on the
subject, also chairs a 12-person Har-.
vard Academic Computing Conmit-
tee, which is composed of legations
from all of the umiversity fiefdoms to
address .these matters. The group,
formed_last year, is not close to
choosing a path for Harvard. And it
probably will never produce a white
paper limning policy for the entire
university on the subject. The place
doesn’t work that way. -

Harvard has always been an as-

" tonishingly decentralized conglomel-

ate. “Every polar bear his ice floe,

is how John Kenneth Galbraith once
deseribed its faculty. And its gradu-
ate schools operate as muscular city-
states. So by all accounts, Harvard
will shape its profile on the Net in a
manner that some will view as chaot-
ic and others will place more charita-
bly under the rubric of “let 1,000
flowers bloom.”

At some point, says the school’s

general counsel, Anne Taylor, the in-
tellectual-property lawyers in her of-

fice will produce a seb of ground
yules by which the deans must play.
“We know that if we don't, it will be
like living at the rodeo with a lot of
cowboys out there,” she concedes.
“Sy we need to give them some
boundaries. But we won't be the ar-
chitects.”

Virtual Harvard challenge

To understand Harvard’s chal-
lenge is 1o recognize that the issue is*
abont mission, not {echnology. “The
questions are technology-enabled,” ~
says Fineberg. “But the answers are
not technology-driven. To think oth-
erwise is a delusion and a strategic
error.”

The questions are huge. Does
Harvard dilute its incomparable
franchise by putting its teaching and
vesearch on the Internet? Does it
charge users for its Net content and,
if so, how would price be deter-
mined? In the words of psychologist
Howard Gardner, “What should
Harvard ot do? What line should
the university not cross? What is it
that you don't give away?”

At a gut level, does a virtual Har-
vard course detract from the under-
graduate degree for which parents
take out third mortgages and chil-
dren herniate themselves to obtain?
If, in short, someone can take Har-
vard courses on the Net, why pay
more than $30,000 a year to go there

+in person?

For starters, Fineberg chal-
lenges the assumption that exclusiv-
ity and quality go hand in hand.
“Does quality and exclusivity equate
one to the other?” he asks. “It’s ar-
guable. Exclusivity is the wrong di-
mension of expression of quality of
the Harvard experience. If you read
an excellent book, does it matter
that there are 100 or 100,000
copies?”

Fineberg is understandably
vague about whal profile Harvard
will adopt in the for-profit world of
cyberspace. While it is far too early
for Delphic utterances, he stresses
that everything is on the table. “I
rule nothing out now,” he says flatly.
“The boundaries between for-profit
and not-for-profit are much more
flexible than they ever were.”

One certainty will be the use of
improved technology to enhance ex-
isting programs ~ continuing medical
education at Harvard Medical School
for physicians, for example - regard-
less of whatever else Harvard does.
This is one of the chief responsibil-
ities of Daniel Moriarty, who this
month began the new job of assis-
tant provost for information technol-
ogy.

Rogers, the consultant, thinks
that Harvard will eventually take
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significant steps into the Internet
world, including ereation of a univer-
sity-wide Internet portal through
which a user could gain access to
data and programs from all of Har-
vard’s schools as well their distance-
learning offerings. The university
currently has an informational Web
site, Harvard.edu.

Cyberspace marketing

Harvard does not suffer from
apathy on the subject of life in the
cyberworld. Gardner, among many,
abhors the specter of a commercial
Harvard.com, which he feels would
be a cousin of the corporate universi-
ties sprouting up across the country
funded by outfits like Pfizer Corp. “I
see nothing at all problematic about
transmitting for free what we've
learned,” he says. “But what would
Harvard’s answer be five years from
now if its nonprofit status is taken
away because it's considered no dif-
ferent from Disney?”

And yet some of Harvard's du-
chies are already doing business on
the Net. The Harvard Business
School Publishing Corp., a wholly
owned subsidiary of the business
school, signed a contract two weeks
ago with a Denver-based outfit
called eCollege.com to market 10 of
its courses on the Internet. eCollege
also put ahout 3,600 of its case stud-
ies on the Net last year for the 130
colleges and universities around the
country it services.

Business School dean Kim Clark
says such projects are simply exten-
sions of the school’s philosophy to
spread its educational product for
the broader good since it started
selling ils famous case studies in
1922, “But we would not offer an on-
line MBA degree,” he says, though
he leaves the door open for other,
nondegree certification. “We may
well do that work” he adds. “No
question about, it.”

What Clark will not allow, to an-
swer Gardner's question, are joint
ventures using Harvard's name
where control and quality would be
af risk. One recent example involved
a large, very reputable firm that
wanted the business school to devel-
op and administer a program for its
entry-level employees. “You add up

‘all the zeroes and the money -

volved was a very, very large num-
ber,” says Clark. “But they were
trading on our brand, and we said
no.” -

Entreaties from companies seek-
ing to exploit Harvard’s name pour
in throughout the university. “We
have to beal them off with a stick all
the time,” says Michael Shinagel,
dean of continuing education. “They
all want the brand name. Period. It's
the coin of the realm.”

Harvard's richest branding po-
tential falls under the category of
what Shinagel calls “executive edu-
cation,” which includes continuing
learning for lawyers, doctors, teach-
ers, public health officials, and other
professionals who need periodic re-
certification in their fields. Ameri-
cans will on average have six careers
in a lifetime, he points out, which
means that certification will become
critical to their livelihoods.

Shinagel notes that continuing
education in all of Harvards 10
schools generated $160 million last
year — about 10 pereent of Harvard's
overall budget. “This will only in-
crease as brand gets more impor-
tant,” he predicts.

For example, an endocrinologist
could receive a program tailored to
his or her specific needs, accessible
on the Net at any hour, instead of
spending an expensive week in Hil-
ton Head, S.C., atlending a confer-
ence on the subject.

“You contrast that with the ques-
tion whether Harvard should offer a
virtual MD program,” says Mor-
iarty. “The question has been raised
if the med school should think about
new degree programs. It was a very
short discussion.”

Nesson, the prime agent provo-
cateur on cyberspace at Harvard,
along with his colleagues at the
Berkman Center for Internet and
Society at the law school, favor an
approach where Harvard content is
put on the Net gratis. But Nesson
also wants Harvard faculty members
1o benefit financially through mar-
keting the textbooks and material
they produce to the huge audiences
who would take their courses on line.

But that concept runs into a core
control issue with the university over
how the spoils would be divided. “We

might run into some troubles along ‘

those lines,” he concedes. “The uni-
versity could say, ‘We own your
course.” That’s the contest. That's
what people are thinking about.”

Meanwhile, for-profit, virtual
universities like the University of
Phoenix are mulliplying. New York
University has spun off a for-profit
NYU Online Ine. o tailor courses to
the training needs of corporale cli-
ents. And a number of prestigious
institutions are marrying veniure
capitalists for their money. Mosl
prominent, perhaps, is UNext.com, a
Chicago-hased outfit of which mogul
Michael Milken owns 20 percent.
UNext will transmit content onto the
Net from an academic consortium
that includes Columbia, Stanford,
the University of Chicago, Carnegie ™
Mellon, and the London School of
Economics and Political Science.

The venture is geared to busi-
ness education, at least for now. It
expects to have its first course, in ac-
counting, available early next year,
according to Preis of Columbia Busi-
ness School, the arm of that univer-
sity that is participating with UNext.
(Harvard Business School was ap-
proached by UNext, according to
Clark, but rejected the offer to par-
ticipate.)_

Harvard is often accused of being
late to consider new trends in educa-
tion, In the case of cyberspace
branding, Rogers asks, late com-
pared to what? None of the models
that exist on the Internel offer any-
thing thal’ Harvard wants fo em-
brace, “This is pre-Kitty Hawk,” she
says. “No one has figured out the
model yet to be effective.” |

Still, Harvard must identify
threats from new players on the edu-
cation gridiron. Fineberg cites the
code word for such dangers that In-
tel founder Andy Grove uses with his
{roops: rebar. Rebar is the low-
grade steel used to reinforee con-
crete. The domestic steel industry
chose not 1o produce it, allowing the
Japanese to gain market share with
it in this country. Today, America’s
domestic steel industry is moribund. :

“Tg the University of Phoenix our -
rebar?” Fineberg asks. “I know thal
Harvard has to change. No institu-
ton remains at the forefront of its
field if it does the same things in 20
years that it does today.”

~
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Consultant's Memo Prompts Harvard to Rethink Its On -
Line Offerings

By DAN CARNEVALE

Harvard University, whose name has come to symbolize scholarly
excellence, is considering a plan to build brand identification for its on-
line offerings.

The university's goal is to coordinate the efforts of its schools and
programs that are already providing on-line courses and other
resources, such as research data.
Among them are the Schools of "It is a global brand name
Public Healthand Business, and the ~ without a global

Division of Continuing Education. distribution system.”

"Tt's like 10 fingers, and it doesn't form two fists," says Michael
Shinagel, dean of continuing education at the university. "Harvard is
decentralized that way."

But any plan, if adopted, could end up throwing punches at other
institutions that want to compete with Harvard on line -- for students,
for the sale of information, possibly even for advertising. Few brand
names, after all, are as prestigious and sought-after as Harvard's.

A story in the Boston Sunday Globe said the university had been
reviewing its on-line options closely since the spring, when a consultant
named Susan Rogers submitted a 75-page memo that outlined a variety
of methods Harvard could use to tap into the Internet market.

"Tt is a global brand name without a global distribution system," Ms.
Rogers told the Globe.

The memo's suggestions included improving existing on-line courses
and providing additional services through a Web site that might be
called something like Harvard.com. (That name is currently used by the
Harvard Book Store, which is not affiliated with the university.)

Elizabeth C. Hess, Harvard's senior consultant for academic computing,
says the university hopes to create a long-term, cohesive strategy for
pursuing Internet-related markets.

"It's not a look at how we can extend the Harvard name," Ms. Hess
says. The university's schools are already doing that, she says, by
making courses and materials available, but now "we're taking a look at
it from a university level."
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dome other MSuuions have created commercial venmres with for-
profit partners to market their on-line offerings, but Mr. Shinagel says
Harvard currently has no plan to follow suit. If it did create such a
venture, he says, a campus-wide policy would help protect the brand
name. "Harvard is very careful about maintaining control."

The Harvard Extension School has been offering open enrollment in
some of its classes for 90 years, and it has allowed students to take
some courses on line for three, It plans to let students earn degrees
entirely on line within a couple of years, Mr. Shinagel says.

But not all institutions that provide on-line courses are afraid of
competing with a heavyweight like Harvard.

Tom Gillman, coordinator of on-line learning at the College of the
Desert, near Palm Springs, Cal., says that there is still a growing
demand for community-college classes that students can take over the
Internet, even if the students don't end up with a Harvard degree.

"It's a different marketplace," Mr. Gillman says. "T wouldn't consider
Harvard a threat, and we're certainly not a threat to them."

Mr. Shinagel says he's not worried, as others at Harvard may be, that
"the brand name is going to be diluted." S
In order for a student to list a Harvard degree on a résumé, he says, the

degree must be earned. Of the 400,000 students who have taken

advantage of the extension program's open enrollment since 1909, only

6,000 have actually earned degrees.

*You know, if someone does the work, they deserve the degree," he
says. "It's the old biblical injunction of 'Many are called, but few are
chosen.”
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