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^ • PREFACE • '.. •• • 

" The. Ninth Annual Conference of the North East Association for Institd-

tiô nal Research was held October 17-19, 1982, at the New England Center, 

Durham, New Hamp'shire. The conference theme, "Doing Institutional Research: 

A Focus on Professional Development" drew..,167 participants. «• . ' ' . • 

THe Call fo* Papers produced a large numb^ of proposals, wh^ch made 

possible.a wide variety of topics and presentation formats.. The program 

consisted of ooe'-symposiura, thre^professional development seminars,, five 

panels, and 38 paper presentations. • The three y^orkshops W|re well attendee! 

and provided an opportunity for members to choose among attractive alterna

tives, the Conference Evaluation indicated^an increase in the "pertinence of, 

pa^er presentations," a tribute to those whq have contributed their work for 

others to share. -• • -

John McCredie presented a relevant keynote address on Sunday" evenin.g. 

Mr. McCredie is^President of EDUCOM and an active institutional researcher. 

He <<|escribed var46us strategies for campus computing*, drawing on recent com-

prehensrive studies at'a number of diffei^nt institutions. 

, •- We hope that ydu will find the material in the Ninth Proceedings to 

be stimulating and informative.. In reading the reports you may see some 

.references to appended materials that are"not included. The need to keep the, 

papers within certain page limitations precludes the inclusion of excessive 

tables, copies of questionnaires, etc. .Please feel free to contact the 

individuals who submitted the paper's for this additional information, 

r* The Association "is grateful to Bob Lay (Baston College) for his excel

lent job as Chair of the Conference Program Committee. John ICrays, Local. 

Arrangements Chair (University of New Hampshire) and his able staff were 

responsible for a particularly wel.l run conference. 

The papers included in the Proceedings are those submitted for publica-' 

tion and do not cover all the presentations made at the conference. "Appreci-

Aation is due all who contributed their time as moderators, presenters,,arid 

'panelists. 

The.final form of the Proceedings is thanks to the efforts of Peter 

Faf-ago', Dave Bradley, WendaJ^ Lorang, Bob Lay,, and Ed Delaney, who helped 

revi;&w papers for inclusion. Special commendation goes to Helen Rock, State 

University of New York at Plattsburgh, who provided editorial assistance fort 

tHe third year in a row. ^ • 

''• • Diana M. Green,^NEAIR Publications Chair 

iii'J ( 
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'̂  MODELING COLLEGE STUDENT'ADJUSTMENT 
AND'RETENTION FOR THE INDIVIDUAL INSTITUTION 

Norman D. Aitken 
pept." «f Economics 

University ot Massachusetts 

/, '. 

Individual institutions of higher learning have become .increasingly 

interested in systematically examining the determinants oT student adjust-

ment and re^tention.on their own campuses. , This paper̂  addresses some of the 

issues an institutional researcher is l ikely to"face in attempting to con

struct J)0th* a methodo^logically sound model of retention and yet one which 

is o'f pr*acbical value to" the inst i tut ion i t se l f . In otfier words, the paper •: 

w i l l examine Both the science and art of model -buildi.ng as i t pertains to ' 

inst i tut ional ly based studies of college^tudent retention. ' ' , / 

•STRUCTURAL MODEL . - " , ' ' / ' 

We-begin by defining a college student retention model'as a logical 

represer>tation of'the existing theory of student" adjustment and reacHio'n - '-

to .the cbllege experience as i t affects the ultimate outcome of whether or.' ''• 

,not the student coiitifiues (or completes) her/his e;ducati06 at a,-paptipul-ar ,'.• 

ins t i t i i i ion. The model-will normally dOnsist of,a series.of-^-strM^&tural •' 

• ^ • L 
' '. ( 

equations, whicjfj are defined as equations which specify the^detailed/be- ' . 

havioral relationships hypothesized by the theory without exploiting- •'* i • 

posl^sibilities'of, algebraic simplif ication. Each-equatTon tn the Struc.tural-''/ 

modeT,Mherefore, WilT normally hypothesize a direct-causal relationship. ' * -

This in turn means that the model w i l l ^provide a framework through which "one ' 

can expl ic i t ly trace the effects-of a change in any variable or paravkter » ' 
• •• . i7v " • • . 

through the theory'^s behavioral relationships.- A structural model. 

1 
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therefore,^ stands injsharp contrast tb a-single predictive equation, w.here, 

retention is made to depend upon a series of explanatory variables which 

are justified at most on an ad̂  ho£ basis. Not only is the latter type of 

equation likely to pyodiice unreliable results, but i t is almost impossibl 

to use for policy^evaluation since- there is no behavioral structure withi 

which to observfe the effect of a policy change. 

Obstacles to Model Estimation 

•* t 

' Despite the desirability of structural models, the following-obstacles 

need to be overcome by the institutional researcher who would like to est i -

mate such.a model for his or her institution: 

(1) Absence of a well-defined and generally accepted theory 
of student adjustment and retention. 

(2) The need to modify any general theory of retention to fit' 
the unique characteristics and specific needs of the 
individual institution. 

(3)^ The need to find operational measures of theoretical 
variabiles. ' • 

(4) Identification of the most effective statistical tech- . 
niques for estimating the models parameters. 

The objective of this paper is to discuss methods by which the above 

obstacles can be overcome. 

General Theory of SjLudent Retention 

.While there may be^no .wel 1-defKied general theory of student retention, 

there is sufficient agreement in the literature about the basic determin-

ants of retention to allow the construction of at least a simple structural 

mode.l."" For example, the rriaior writers on the subject t̂end to agree that 

retention i-s largely determined by the successful integration of tbe stu-' 

. dent'ihto'the intellectual and'social systems of the institution. " (Spady, 

1970; tinto-; 1975).. Each'of these major summation aspects" of a student's 

\ 

• \ 
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eS:perience is, .irv^turn, determined by a combination of factors, including 

individual attributes, family background of the student and student inter-

action with both peers and faculty. 

y ' ^ - -
Based on a revised and somewhat condensed version of Tinto's theory ' 

of retention, we have specified the following model. It is presented by . 
s 

way of illustration only and is nô t intended as a comprehensive model of 

retenti ionV 

I -^ Retention (R) = a„ + a.AI + aoSI +' u, ' 0 1 2 a 

^;^demic. I(itegration (AI) = ^Q + b'GP + b2ip.+ u. 

Social Integration (SI) = c + c,PGI + C2FI + ĉ P + u 

Grade Performance.(GP) = d + d,IA + d̂ FS '+ d̂ PGS + d̂ FC + u, 

(1) 

(2) 

(3). 

(4) 

' The variables on the left-hand side of the equal signs are endogenous 

( i . e . , determined within the model) while all other variables in the equa-

tioris are exogenous (determined outside |he model). The lower case letters 

(a . ..acJ bo""'^fi' ^^^'^ ^^^ parameters (to be estimated empirically) while 

the u '̂s are random error terms. * 

For equation (1), student retention by a specific institution"(R) is 
J ' X ^ 

Assumed,to be a function of the degree to which the student is-integrated 
« 

O into the academic (AlJ^and social (SI) systems of the institution. Equa-

"' ' tion(J[2) specifies that academic integration is determined by grade ' 

performance (GP) and intellectual development (ID) which is definid as the 

student'"s "evaluation of the academic system" (Tinto, 1975, p. 104). For 

equation (3)" social integration (SI) is a function oi\ the extent of peer 
^ ' \ • . 

interaction (P6I), the extent of interaction with faculty \Fl) and the *— 

student's*|ersonality (P). "Finally, for equation (4), grade performance 

. (GP-)' is assumed to be determined by the intelle<;tual ability of the 

V , 
^ 



student (lA), the degree of family support for the student completing a 

college education (FS), the degree of peer group support for intellectual , 

and academic activities {"PGS), and_ the degree of close personal contact with 

faculty around-intellectual or academic issue§ (FC). , 

^ APPLIED MODEL 

Which Type of Retention? 

Having specified a generaf theoretical model of retention, the next 

step in the pro^ss is*tb co'nvert the general modeUinto an applied model' 

.which f i t s the unique characteristics and specific needs of the individual 

inst i tut ion. In order to achieve this objective, we shall have to simul' 

taneously overcome obstacles two and three l isted above. One of the fifi't 
§ • • f 

decisions an inst i tut ion will^have to'make is whether i t wants to focus on 

voluntary dropouts or whether i ts retention equation is to account for both 

voluntary withdrawal^and academic dismissals. I f the voluntary withdrawal 
model is chosen, then the study sample to be used to estimate the model'sx 

. ' ' • • ' . " • • '" . ^ 1 

' s ta^st ica l parameters would exclude al l students dismissed from the 

inst i tut ion for academic reasons. I f the model is to explain the total 

loss of students,^ including academic dismissals, then not-only would the 

'study sample inc^pide aj l types of student withdrawals, but i t . w i l l also 

require the Introduction of a-new^ îndepandent vari«ible in equation (1). 

Since students could be-%)rGed to leave-th^'college or university solely 

{)ecause they did not [neet a certain'grade requirement", a dummy variable 

ref>ecting the grade requirement should be .introduced as an Independent'' 

variable. > " ' ' ,- • ' - ' 

Y ' * t ' •" 
tfh^ advantage of the latter approach is t)i$t the relative size of the 

"Meet GPA Requirement" coefficient would indicate the relati'>e importance 

V • - ' -
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of academic dismissal in explaining the overal l loss of students, while at 

«the same time standardising for , the effects of academic.dismissal in test ing 

for the signif icance of the other variables that explain voluntary w i th - . 

drawal.. The equation, therefore,provides a compact summary of the i ns t * - • 

tu t ion 's overal l retention s i tua t ion , and i f i t wece to be estimated,for a 

series o f years, changes in the re la t ive importance of causes would be 

^revealed by corresponding changes in coe f f i c ien ts . ^ • 

Retentio'^n Equation 

Once the type of model is d*ecidei!||flionj/fehe researcher must then 

examine" the other independent var iables in equation -(1) and see how they 

mjght best.be measured. Because academic integrat ion and social integrat ion 

are abstract theorettcal variables, the researcher may decide to se t t le for 

•redefined proxy variabl.es which are^easier to measure, such'̂ as academic 

sat is fact ion and social sa t is fac t ion . Assuming the given i n s t i t u t i o n adopts 

the more comprehensiA/e retention model and makes the specif ied changes, the 
• ^ • 

applied version of equation (1), would then appear as fol lows: • 
t 

Retention (R) = a^ + â AS -+. â SS + â M̂GRA + u, ' ' 

' - 0 1 2 3 a 

Where the dependent variable, retention (R), is a dummy variable which 

takes the value one i f the student is retained by the institutiorr^cmd, a 

va4"up of zero if" the student withdraws,or is dismij^^ed froni the i n s t i t u t i o n . 

AS and the SS a're survey response measures -for each ^ndiviclual student in 
-• s 

the-study, which-measure sat isfact ion With the i r academic and social exper i

ence, f i n a l l y , M6PA, another dummy var iable, takes the value of one i f the 

stiKlent has^met the i ns t i t u t i on ' s minimum grade po-int average^.and the value 

of zero i f the student has not achieved the required minimum. -,»-i-«-

•• c 
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Academic Satisfaction '• . " . 

In constructing the'applied version of equation (2),, academic integra-
< -̂_ ^ 

tion wi l l obviously need to be replaced by acadejnic satisfaction. In terms 

of the Independent vaHables, GPis'easily measured by student grade point', 

average, but intellectual deyelopment may prove impossible tq,measure. 

-\ Since intellectual develo'pment ts supposed tO'-measure a student's overall 

evaluation o.f the academic system, i t may be possible to substitute a series 

of variables for ID, each of,which measures the student'^ evaluation 6f a 

specific parr or componen-t of the academic environment. In additipn, the 

^ researcher may want to add" additional variables to account for special 

programs which might have a favorable impact on a student's satisfaction 

with Ijis or her academic experience, suchTas an honors p ro^u i , academiP^ 
I f ' ". 

dormitory, or various types of academically based extracurricular act iv i t ies 

\ (e.g. .'language club or debate team) t In .the lat ter case, the equation ; 

serves-as a test of the effectiveness of various types of programs which ' 

constitute the policy of the inst i tu t ion. The'following equation i s ' " ^ 

represientative of the typfe of equation which might be specified. 
Academic Satisfaction (AS) = b̂  + b̂GPA + b2CR' + b3AAR + b.LR + 

, bgHP + bgAD + ^̂ AEA + u '̂ f . 

Where AS represents overall styden't satisfaction with'the-academic .. 
' ' . . ^ • • • . . . 

program and is measured'as a surve.^ response item and 6PA is measured by, 

.the student's grade point average." CR, AAR, and LR' represent student ^ -

ratings of the curriculum, academic advising, and l ibrary fac i l i t ies and 

jthey presumably wauld also be measuî ed via a survey. HP,, AD, and AEA are 

dummy variables which measure whether or not the student is participating '̂  

"^ in the i^Oj^p program, l iv ing ip^an academic dormitory, and participating 

in afwacademic extracurrixular act iv i ty , respectively.' 

' li 



. Soc laLMls fMt lon / ' " '' 

While student .scftisfaction-with their sociJl-1 .experience may be largely 

d^ermined tjy the extent of positive interaction with peers, the interaction 

• 'itself^-ead take place i l l several different types of environments which the 

. researcher may wish to identify in the model. Specifically, the interaction 

cai) take place (1) through academic or classroom related act iv i ty (e.g. study 

groi|)s), (2) through participation in extracurricular act iv i t ies , or 
* 

(3) within the residence hall system. Since each ty|>G of interaction.may '|>G 

have a different type or degree of effect on student reaction to" both their 

socia] and academic experience, i t ^s not entirely clear how student social 

experiences can'be most effectively modeled. ^ 

I t may depend primarily on the way students conceptually aggregate the 

'. various types of soctal experiences into a meaningful whole-when they con--

sciously evalucfte the inst i tu t ion, m'Students tend to sum up the various 

types of social experience into one overall reaction or evaluation of their 

social experience; perXse^^jjjvdb they incorporate the relevant social 

experience into their evaluation of the academic, residential l i v ing , and. 

extracurricular experience? The second hypothesis implies a very different 

type of model than the f i r s t and the choice between the two alterna'tives 

wi l l need j;o be decided by additional empirical wdfk. Because ttfe f i r s t 

hypothesis-Is consistent with- Ti^uto'-^ theory, i t has been used as \he basis 

for formulating the following equat-ion-. The alternative approach, however. 

s\ 
\ 

, lias a.lso been used elsewhere. (Aitken, 1982) 

ESR S'ocial Satisfaction (SS) = c^ + ĉ RHSR + ĉ ASR + c,tSR + c.FSR + • 
- O l , ^ . 3 . 4 

CrSO + U^ 

5 c 

Where student satisfaction with their total social experience (SS) is 
determined by satisfaction with residence hall social relations (RHSR), 

lo 
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(ficademic social relat ions (ASR), .extracurr icular social re lat ions (ESR), 

.social relat ions with facul ty (FSR), and some measure of the^tudents degree 

of optimism (SO) in l i eu of a more comprehensive measure of student person

a l i t y . A l l specif ied variables should be measured as survey responses. 

The re§eci'Cfher may also wish to include addit ional variables to measure the 

-impjict of counselling services or or ientat ion programs offered by the i r \ s t i -

tut ion for the purpose of improving student social re la t ions. \ 

Grade Performance ^ • , . . 

Gr^de performance is perhaps the easiest equation to convert to the ' 

applied form: 

GPA.= d^ + d^SATV + d̂ SATM + d̂ HSR + d̂ PE + dgPGS + d̂ FC + d̂ HP + . 

d AD + doAEA + u . , * 
8 9 ' d -

r 

Where student grade point average (GPA) is a function of SAT verbal *and 

math scores and high school rank (HSk) as measures of intellectual ability, 

educational level of parents (PE) as a proxy variable for parental support 

of students' academic goals, peer group support for academic activity (PGS) 

and degreV of contact with faculty around academic issues (FC); with the 

last two variables being measwed by survey responses. Finally, additional 
» 

variables may be added to account for student participation in various 

programs which may improve academic performance. The variables'previously 

included in'the academic satisfaction equation have been included here as 

well (i.e. participation in the honors program (HP), academic.dormitory 

(AD), and academic extracurricular activities (AEA).. 

Additional^Equations • 

The model need not imited to the four basic equations derived from.̂  

the theoretical model., but could be expanded by choosing one or more 

u 
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" independent variables for use as a dependent variable ina new equation. 

, (e.g. the effect of typg^of residence hall oh residence hall social' rela- " 

tions might be explored -by specifying an additional equation with RHSR aS 

the dependent variable.) Consequently, tihe institutional researcher has 

the option of expanding the model to cover areas or issues of primary con-
\ 

cern to the institution. 

Statistical Estimation ' ' _ ' 

The parameters of the model (e.g. the lower case letters listed in the 

above equations) can be estimated through the use o€ multiple regression . 

analysis which is both described in a number of standard statistical works 

(e.g. Kane, 1968) and is included as a program in the Statistical Package 

for the Social Science (1975). => 

In-the event that the specified model contains one or more sets of ' 

simultaneous equations, special types of regression analysis may ba required. 

(Anderson and Evans, 1974) Where the model is characterized^by a one way 

'flow of causal influence among the dependent variables, like' the models 

specified above, estimates of the models' parameters can be obtained'by 

the use of ordinary least squares regression. f " • 

CONCLUSION 

-"^ Despite the lack of a comprehensive general theory of college student 

retention, it should be possible for the institutional researcher to develop 

and empirically estimate a model of college student retention which -is not • 
* 

only methodologically sound but also capable of capturing the unique features 

of the specific institution. The latter feature, in turn, means that the 

model may eventually be used for policy evcfluation and simulation. 

1 
j 
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A Comparison of >linority and Nonminority Faculty 
Perceptions of Career Opportunities at Penn State 

.Kenneth W. Boras - ̂  -
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6. Gregory Lozier ^ • ' -

, Associate Director 
Office of Planning and Budget 

The Pennsylvania State University 

• INTRODUCTION 

. Faculty hiring and promotion practices have undergone substantial ^ 

changes over the last 25 years. These changes have resulted in part from the 

passage of over 45 pieces of legislation designed to ensure equal opportunity 

for minorities and women. Most of these laws, and several executive orders, 

have been extended to include institutions of higher educatioiHr Given these 

mandates, many^olleges and universities have sought to strengthen affirmative 

action/programs to improve recruitment, hiring, and professional advancement 

opportunities for women and minority f^cufty members. 

The'process of,change takes time.- According to Braithwalte and Beatty '* , 

(1981), in 1978, all minority groups combined,comprised 16.1 percent of the 

total U. S. population. Yet, they constituted only 1 percent of all recipients 

of d.D., M.D., and Ph.D. jjegrees. and 3 percent of the recipients of the 

master's degrees. This" small group was responsible for approximately 7 • 

percent of the research'knowledge, production and utilization effort—primarily 

concentrated„in education and social science fields^' Estimates for 1976' 

revealed that blacks represented about 4.4 percent of the total higher; education 

faculty and tha*t black males held 1.7 percent of full professorships,' Despite 

all the I'egisldtion, the achievement of equal employment oppor^iunity in 

higher education-has been slow. 

11 - • 

11 



• . 

f- ^ • i ; 

Current pressures o.n instTtotions^^temmirvg from-the projected decline in 

enrollments and the real i t ies of financial stringency are resulting in 
." •• - - „ V . -

fewer new faculty positions. In addition to tjiese pressures, >a recent art ic le 

in The Chronicle" of Higher Educa-tion (1981 j-^implies that the Reagan Administration 
" ^ • ^ ' ' • • • . • • • . - • - ^ , • 

is altering the federal government's approach tQ affirmative action by cidopting 
' . . : • ' ' . . . ' " \ " 

"voluntary compliance" as a means of achieving affirmative action goals. 

Tliis change in directioji, it is feared, may retard the progress that' 

^^a^irmative action programs have produced. 

Steps'^have been taken by some'institutions^to assess thetr effectiveness t-

in creating an environment conducive to equitable access and advancement of 

faculty and professional staff. For example, after identifying a disproportionate 

rate of attrition for female faculty members as compared to men, Dartmouth 

, College initiatgd a survey of junior faculty to determine the factors contributing 

to this occurrence (1978). In another project, the American Institute for 

Research, funded by a grant fr̂ om the Carnegie Corpprration of New York, 

developed an Institutional Self-Study Guide on Sex Equity to "evaluate the 

extent and effects of inequitable treatment by sex and race" (n.d.). 

Penn State, like other institutions, is concerned with encouraging 

access to its academic ranks by minorities and women. In accordance with 

Executive Order 11246, the University established an Affirmative Action 

' Office reporting to the University Provost in 1972. Over the next few years, 

several studies were conducted to explore reasons why minorities, blacks in 

particular, left the University. 

In November 1981-, the Forum on Black Affairs a£ The Pennsylvania State, • 

University submitted a report to the University President entitled "Bucking , • 

the Jfend--Toward the Development of a Program to Stabilize and.Expand the^^ . 

Number of Black Faculty, Staff anQ Graduate Student/s at The Pennsylvania* 

State University" (1981). The report Showed that, from 1975 to ,1980 the 

IS 
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number of f u l l - t ime facul ty declined by 5.9 percent while the liurablr of black 

facul ty declined by 11.9 percent.. One outcome of the Forum's report wâs a 

decision to conduct a facul ty survey to assess factors m i l i t a t i ng against 

more successful h i r ing and retentiJW of minor i ty . facu l ty . 

^ ' METHODOLOGY '̂ - ^ • 

The basic problem which the survey was designed to address was the 

iden t i f i ca t ion "of circumstances which r e s t r i c t black and other minori ty , 
\ ' 

faculty accesss to and professional advancejnent within Penn State. During" 

initial survey development efforts-, a number of questions surfaced regarding* 

general career development: How do faculty hear about a position at Penn 

State? Why do they come to Penh State?" What were their expectations? How 

are they treated professionally and personally by members of their depart

ments? Is a mentoring relationship important? From these general questions 

eight survey areas, were ^entified: recruitment; promotion and tenure; 

mentoring; inclusion, acceptance and recognition; feedback and'evaluation; 

role in.uniyersi.ty service; professional opportunities;'and affirmative 

action, (between five and 15 descriptive statements were prepared for each 
v " • i • 

" - - - * • 

atiea. For each statement, respondents had the. choice of selecting one of six 
' . I - - ~ ;" • ' 

possible responses, from l^-strongly disagree.to 6--str6n'gly agree. For 
' - , * • " -

explanatory purposes, a"3.65 average response,(which,falls, in the 3.50 to 

4.49 range) was interpreted a^ almost "moderately agree" (4.0), while a '4.25 

response^(in the same range) was referred to as more th^n""moder'ately agree." 

The gerieral format, of the "Bucking the Trend" survey was adopted from.the-
, r. . _ -_ --

Dartmouth College survey of junior faculty (1978)." Pri^r to" cdndfl^ting the 

survey, ^n .instrument prete^ was conducted with a sample of 22.faculty 

members. •• " . ' . ' ' -

I 

i j 
•'•"'-l' 
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The faculty response groups selected for analysis were: Blacks, other 

minorities (Asian, Hispanics, American Indians and others) and a proportionately 

representativ^e sample of nonminorities. The sam^e of nonmrnorities .was 

selected to mirror proportionately . the social and academic characteristics • '' 

portrayed by the two minority populations compared to the ;total population of 

nonminority faculty^. The survey was sent to all 179 minority faculty at.Penn 
/ - • • • ' . • ' 

State and a representatfve nonminority sample of 323 faculty. Approximately 

80 percent of all surveys were returned--!39 minority facglty and 261 nonminority 

faculty surveys. The minority faculty response group distribution according 

to iiie^ survjey's categories included: 67 percent (93) Asian, 19 percent (26) 
' ' Sr I ' 

Black, 10 percent (T4) Hispanic, 4 pertent (5) minority faculty who did not 

specify one of the prescribed racial groups, and.l percent (1) American 

Indian. ' , ' 

two basic statistica1'^^6t'^edtires were used to analyze the survey data. 

The chi -square procedure'was used to identify differences when frequency 

distribution data were developed.^ In addition, analysis of variance (AOV) . 

• was 'used to measure differences in average responses. The*.05 level of 

significance was used to determine whether or not the differences were significant. 

Where AOV procedures yielded 'significant .differences, the post hoc Duncan . 

test was applied to measure differences among the groups.- The Duncan procedure 

requires equal sample sizes; however,- a harmonic mean can be used for analytical 

purposes when'cell sizes are unequal. The Statistical Analysis Systems (SASj 

computer package was employed to perform these statistical analyses. 

FINDINGS.AND OVERVIEW OF FACULTY GROUP RESPONSES 

^ . ^ ' ^ 

Although the survey uncovered many-differences in, perceptions between" 

J • •• \ ' • ' ' 

black, other minority, and nonminority respondents, on nearly 60 percent of 

the sui'vey items, the s'Urvey respondents were in relative agreement. Black 

faculty responses differed significantly from nonminority and other minority 

2t̂  
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1 
faculty on approximately 40 percent and 30 percent, respectively-, of the ^,.^ 

ques'tionn'aire items. -However, the grpup of other minority faculty d i f f e r e d ^ 

fr:Om iionminority faculty on only 15 percent of the questionnaire Mtems. . ITI a 

statisticar sense, the group of other minority faculty resembled more closely 

"the response.s of nonm^ihority faculty than black faculty. . l^e major focus o f \ 

the di^scussion is directed, therefore, on those items on which black faculty 

responses differed significantly'from nonminorijiy faculty, with additional 

consideration given to*iterns onywhich both black and other mirit̂ rity faculty 

differed significantly from nonminority faculty. ' • / . 

There also seemed to be consistency throughout the ^rvey on the various / 

statements on which the individual groups agreed or disagreed. . By lookin^^ 

a group's responses across the^several sections of the survey, noting pclrticularly 

where one group differed from the others, it was possible to develop an 

overview for each group. All differences cited are statistically significant. 

Nonminority Faculty. ' ' "̂  * • 

ix The nonminority group tended to agree more than minority faculty with' 

items in the survey which state that a condition^f. equality exists regardless^ 

of race or sex. For example, the nonminority group.generally believed that 

their departments are doing-what they can to provide equal access^ and opportunity 

for all faculty. Where the nonminority faciiltly were les? in agreement with a 

survey item, the focus was on departmental activity. For example, nonminW'ity 

faculty perceived tha.t department heads tŜ ke an active role in- recruiting 

minorities (4.2), but they recognized also that minority faculty are not 

always^utilized t(J help find .other'minority faculty when new positions are 

open (3^42).' The nonminority group oply moderately agreed'about the lik^li^oo'^ 

that a mentoring system w5uId. be useful in order to advance professionally 

(4.32) or that annual performance appraisals provide them'with valuable and. 

con'structive information (3.57). 

21 
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In--tfrpms of the professional environment,-nonminori.ty-facwlty .agreed 

.\ tufc that their ideas are' valued (4.54) and= exchanged wtthin tm department. In 

^ • • ' "L • 

addition, they perceived that cplleefgues consult 'with (4.85) and are con-
. • • - • . I k . - ' 

suited by (4.87) minorities in the "dep.artmervt. Nonminority respondents spent 

- less of their time th'an black respondent? in un.iversify serv.fC'e. NonminoVities 

agreed that al'l^members of their departmeni^are^equally encouraged in their 

pursxi'lts'of\promotion and. tenure: and haye" equal access, to sabbaticals and 
i ^ a • _ . * 

other competitive apjversity .opportunities; they perceived that the department 

is actively ensuring that minorities receiVe eqfial'salaries ampng colleague? 
' ' • •^^ .. - ' " f " ' • ' 

o f equal a b i l i t i e s . '- '' ,• < • -
• ' ^ . . • 

In a capsule, the nonminority facility "Sample consi!stently pointed out 
° •" " ' , ' . " " " \ ' . • ' • 

tiiat their departments are trying to provide an lequitable, environment for 

professional .-Recess and advancement.' • "̂  -"^T-
. • ( . - *» 'l , 

« ' '' ' 'f '"' > 

Other Minori ty- Facul ty '. ^ -•<; » -. •' -." ' • • ?• '. ' " . • • _ 
( ' '. . • .' ° V' •"• • • • • • • , -

Other minority, faculty ( f .g . , ' Asians and'Hi's panics) had .significantly 

different responses from'the nisnminority'sample on a fewHJems which dealt ' 

/ with recruitment; inclusion, acceptance'and recognition; professional opportunity; 

and affirmative action. For ejCaftple, 4 greater proportion of other minority 

faculty than nonminority faculty agreed that ac<:ess to,new faculty positions 
r . " ,, ^ "' • , ' • • . - -

may be limite.d due to the :fact that minortty faculty are not l ikely to be 

used to contact other minority candid;ate;%--(2.86 other minority and 4.00 

nonminority). )rf\ addition, other minority-fadul^'only'moderately agreed 

(4.17) while nonminority respondents agree"d (4.87) that m.inority and noiT-

minority colleagues consult with one another. Othejj:; minority respondents 

tended to agree less than "nonminorities'that they have tiffe same access to 

university opportunities--(A;13 otherMqinority and 4.71 nonminority). I t 

was evident also from tha survey that there exists a question in the minds of 

N.1 

2 2 -

v'' 



-"̂ ^ 
17 

other minorUy faculty as to whether their -departments ensure that minorities 

.'receive equaV salaries among colleagues of equal ab i l i t i es . 

Ih combination, these observations suggest that the other minority, 

faculty members tended to believe i t ' i s somewhat.more d i f f i cu l t for minorities 

< -.'than nofim-inorities to gain an acadenvic ai^ointment at Penn State and to 

.,• attaTn^areer^ advancement. 

Black -Faculty . ' ' ^ \ -"^ ' • 

"^Several Jj;ems suggested-that black f<aculty were greatly concerned about' 

their disproportionate rjepresentation in thfe facu l ty^nks . , Only a - l i t t l e 

over one percent of Penn State'-s faculty are black. There is also an*apparent 

relationship between this small black representation and the findings of 

' several items on tffe-Bucking the Trend survey. Not surprisingly, black 

faculty tended ,to'be Tess Convinced than other faculty that a l j is being done 
9 

that could be to recruit more minority faculty. The^survey'results-showed 
• ^ r 

that 52 percent of black faculty respondents were recruited by word of nfrouth 
' 

. from-someone at Penn State; however, these same respondents"did not agree 

(1.61-2..69) that mi,nori"ty groups,'minority ^information networks, or m^narity 

- f a c u l ^ a l r e ^ at I'enn State are used sufficiently, to, recruit additional' 

minority faculty. ' Black'respondents cited "the small number of minority 

faculty" as the most likely reason to contribute"to-iheT?\leaving Penn State, 

* and they belfeved more than the norpinority group that Penn State would ^. 

•benefit by having more minority faculty--!5.69 for black faculty and 3.85 for 

- nonminority faculty). ' • * . 

Perhaps the most telling S|rvey results were thpse that indicated a 

.."greater si^se of career uncertainty among black faculty than amiong nonminorities. 

For example J 71 percent of black faculty respondents!* on the tenure track and ; 

those already having tenure were uncertain about career advancement; yet, 

they prefer to make their careers at Penn State. Only 18 percent of 

2j 
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• * ^ • • 

nonminority faculty responded in the same mariner.. Black faculty were more 

likely than nonminofity respondents to characterize relationshi^js wi.th their 

colle-agues as work-related associations with less likely social interaction. 
* N \ * • ' • • 

In addition, black faculty were less likely to agree, that thfeir ideas are 

valued by colleagues--(4.00 for black faculty and 4.54 for^nonminority). . 

* 'During a faculty member's^career, he or she would' expect to be given the 

same opportunity or rewards as'^colleagyes of similar .status. Thts may not be 

the case perceived by some black faculty members at' Perin State. Black 

faculty respondents more than other>espondepts f e U they would have tp 

refocus their.area of specialization to gain tenure (3.53 for black faculty 

and 2.40 for nonminority faculty). On,average,' more of their ttme is spent 

providing university-.services (Zty-Zg percent black faculty) than the nonminoritf 

faculty (10-19 percent) while both faculty groups recognized that there is 

limited reward for universtty service. Black respondent's tended to disagree . 

that the department equally encourages and supports all faculty members 

toward achieving promotion and tenure "regardless of sex or race, that 
' " i t 

m'inorities have equal acceî s to other competitive university opportunities 

including appointments tQ administrative positions, and t'hat theif~^depart- ' 

ments made an activeeffort to insure that minorities receive equal .salaries 

among colleagues-of equal abilities. ' • . . ' ' _ 

The significantly greater uncertainties about career issues expressed by. 

black.respondents suggest explicit problems that the University needs to 

a.ddress. These problems'include: 
The need to further expand personal contact r^ecruitment 
activities and toestablish more extensive minority-
information networks. 

Consideration o^ establishing a formal mentoring system 
for new junior" faculty members. 

> . - Within appropriate standards of quality, provide adequately 
flexible review policies. * 

^ 
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y 
y RECOMMENDATlbfJs AND XONCLUDING REMARKS • " ' . 

The Pennsylvania State University, like many college^ and universities, 
t. \ ' • ' 

has a^mpted to meet its affirmative action obligation in part by advertising 

in all appropriate minority joljrnals and other .internal publications to^ 

attract minority faculty. And", like other insti-tutions, affirmative action 

guidelines aF#^in olace to. insure equal opporturvities for all faculty." 

Nevertheless, if Blacks and other minarity faculty are to truly have an equal 

opportunity for employment and advancement, strategies need,to be devised to 

supplement these on-gb4ng'affirmative action efforts. 

From the analysis of the "Bucking the Trend" survey, three recom- :f ̂  

menda'tions were prepared and submitted to Penn State's president. First, it 

was recommended that: ' ' ' , ^ 
Deans and department heads should (a) reassess the effectiveness of 
.affirmative action recruitment methods, e.g., advertising in 
particular publications, .and (b) reallocate-appropriate resources 
within the cpllege for providing recruitment incentives to expand 
the scope of affirmative action and increase the level of 
"personal, contact" recruitment. 

1# sona More faculty learned .of an open position at Penn State'through personal 
- J ' 

contact than by any other means. This was particularly true for black respondents. 

In contrast, advertising in professional journals or newsletters and 

in The'Chronicle of Higher Education, and postings in graduate school departments 

were significantly less effecUve as means to recruit minorities, data' on 

^fite in the Affirmative Action Office jf^egarding r.ecruitment activities 

generally confirm the ineffectiveness of current advertising strategies. 

- Mjnorit^y faculty also .indicated in the survey their belief that. ^ , 
• • * 

departments do not make oyi&T'j ef fort to contact minority groaps and minofity 

information networks. The small number of black faculty currently empToyed j 

at Penn State tends to provide at least partial evidence fortJhis assertion. 

J 
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•• If this recommendation is adopted, colleges and,departmentsj in con- ° 

sultation with the Affirmative Action Office," will need"'to conduct'a reassessment. 

' ^ ^ - ^ r 

of theidS-minority recruitment plans" and programs. Using informatioiwn the 

effectiveness of various^ecruitment methods, funds will need to be reallo-K •̂-, 
' • ' , - • • ' - ) " 

cated from current'recruitment programs to newly developed activities 
%. "' 

dfesi'gned to increase the level of personal recruitment contacts w U h * 

individuals in departments at other universities.. Under this reoriented 

program, recruitment initiatives should not be l.imlt&d to currently open 

posUions, but should lay the foundation for future recruitment initiatives 

as openings occur. '' ' " ' ' . ' " ' a^ 

." Jhe second recommendation addressed concern's for establishing a 

mentoring prggr'am. It was recommended that: ^ 

College deans request department heads to ini,tiate information 
meetings with tenure-track minority faculty members w'tthin their 

. departments to discuss the desirability of mentsring relation- " 
'ships and to explore possible departmental guidelines for 
establishing a mentoring program. 

All of the survey respondent groups at least moderately agreed that 

mentoring was important*, however, the black faculty cohort ip̂ re than agreed 

that a "formal" mentoring'system for all pew junior faculty members would be 

desirable. For the present, however, without more deliberate consultation-•«' 
* '', . 

with junior faculty members, insufficient information is available to . 

warrant an unqualified reconjNiendation for the d*evelopment of a formaTized 

mentoring program. It was felt that department heads should initiat-e'an 

informal dialogue with tenure-track minority faculty members, and 

particular!/ blagk*faculty members, to explore further- the type of mentor 

relationships junior faculty migtit like to*see encouraged. In addition, m ^ e <* 

information regarding mentoring programs, established or proposed, - ^ ' 

at Qth,er institutions, needs to be obtained to guide those individual^ 

m '.^v 

J^D 



21 

departments or colleges that believe a mentoring program would be an 

important service for new faculty members. 

The third recommendation arose from a perception by minority faculty 

members, blacks in particular, that department heads were not aware of the 

full range of professional activities performed by some faculty members. Many 

faculty felt that not all of these activities were considered in promotion 

and salary increase decisions. It was-recommended, therefore, that: 

College deans encourage department heads to become knowledgeable about 
an individii'al's outside professional as well as University activities. 
The revifew process for promotion and tenure, for salary increases 
and for other professional advancement opportunities needs to be 
flexible enough to consider the faculty member'svfull-range of 
activities and responsibilities. " ̂  

Responses to several survey items dealing with promotion, tenure, and 

professional advancement ̂ at -Pentr State suggested that black faculty more than 

other groups are uncertain about their career possibilities at "Penn 

State.- Because of their current limited numbers, the obligations of black 

faculty members to serve on numerous department, college and niversity 

committees require a considerable commitment to university serv4.ce. The 

survey revealed that black faculty members reported spending a higher pro-
/ 

portion of their time in such service than" did other faculty. Accordingly, 

factors such as uncertainty concerning professional advancement opportunities 

and the level of expected University service have probably influenced the 

observations,by faculty respondents that a more flexible review policy is 

needed. This recommendation does not imply that department, college, 

or university standards should.be different for any particular group or 

•individual. 14owever, it does request that department-heads take all 

responsibilities into consideration "when making workload assignments and 

provide recognition for the additional obligations which stem from bein^ 

27 
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a member of an underrepresented group of faculty, whether it be a lack, 

female, or other faculty group. • » 

Institutional research câ n play a vital role-in providing timely and 

critical policy analyses for university executives. Recently, Fenske (1,982) 

argued that greater emphasis on, policy analysis is the,only direction th& 

institutional research function can take to become viable in the future. At 

Pern States important policy questions were being asked about the status and 

effectiveness of minority recruitment and advancement opportunities. Penn 

State's Office of Planning and Budget, Planning and Research Group, pf-ovided 

the necessary survey and statistical, expertise to assist university admini-

strators and faculty representatives in conducting an analysis of faculty 

attitudes toward tlje University's affirmative action efforts. Since each 

recommendation was directed primarily at the college and department hea.ds, 

a detailed version "of this report was forwarded by the president to the 

Council of Academic Deans fqr th,eir review and conment. 

/ 
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USING MULTIDIMENSIONAL SCALING TO SUPPORT COMPETITOR 
ANALYSIS- AND INSTITUTIONAL POSITIONING 

David W. Bradley 
Associate Director for Research" 

Office of Enrollment "Services 
Boston University • 

INTRODUCTION 

A clear understanding of one's competitive environment is a v i ta l 

component of an organization's strategic view of the world. This is as true 

for educational insti tut ions as i t is for profit-making corporations. For tho 

raultiuniversity., i t is as essential (and complex) as i t i s f t f ^ h e large 

conglomerate. Competitive position is the underlying determinant-of the 

success or fai lure of most viable strategic courses of action; i t is a key 

factor in explaining current situational assessments. A prof i le of major 

competitors is one indication of an inst i tut ion's image, and therefore an 

indication of the alignment of the public's perceived real i ty of the 

inst i tu t ion, versus the articulated or impl ic i t mission. 

I t i s , then, the abi l i ty to measure the differences between mission, 

perceived reali ty an.d relative competitive drawing power that makes a study of 

competitive-position crucial. Marketing research techniques, such as" those 

described in this paper, become the means for the inst i tu t ion ' to understand -

the cl ient-public's perception, and therefore to perceive and describe the< 

reality with which they must deal. In this respect, the logic inherent in 

ut i l iz ing the positioning methodologies is similar to th§t used in the 

-* 1 
application of any academic discipl ine. 

, _̂  > 

Boston University^ because of the breadth of i t s academic programs and* 

services, because of i t s physical location and because of si\inificant changes 

* . 
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that h^ve taken place since mid-century, suffers frofti a lack of image 

consistency. The spectrum of competitor insti tut ions is as broad as i t s own 

academic port fol io. In order to better understand these complex real i t ies and 

'begin to iso latefhe actual dimensions of competitive force as they relate to 

the portTolio, the University has undertaken a serious attempt to understand, 

the educational marketplace in these terms". 

The seriousness of this undertalmig is evidenced in several ways. 

Resources have been .dedicated to the development of primary data on a l t levels 

of the student c l ient market ("levels" meaning the transitional stages of the 

admissions recruitment chronology). Comtiittee structures'have been'developed 

to provide a natural consumer of resulting analyses. Organizational changes, 

of the nature of the creation of the enrolIqtient'services "strategic unit" , , 

have been implemented with the intention of fac i l i ta t ing the adoption of the 

enrollment management mode of research, planning and implementation of 

prescriptive strategies. . ' '^ 

The goal <jOf these simultaneous developments - - and a working definit ion 

of positioning - - w i l l be to arrive at the optimal balance between the 

existing insti tut ional mission, insti tut ional strengths and weaknesses, 

client-public perceptions (iridge), competitor positions and^ ultimately, the 

cl ient-public's desired benefit:^. While the statement"of mission may or may , 

not exist as a formal document, i t is impl ic i t in the current curricular 

structures, program offerings and executive philosophies. The remaining 

elements of the "strategic mix", while also, qualitative in nature,- require 

empirical support. * 

The non-metric scaling (an unsolved contreidiction of terms)' of .the 

qualitative competitor-.related elements of the strategic mix can be achieved 

by means of multidimensional data,representation techniques. This paper wi l l ' 
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present an application of multidimensional scaling (MDS) techniques to.non-

metric attribute measurements. It will also demonstrate the role that 

multivariate'analysis cah play in supporting the intett»retation of the MDS 
* s ' ' 

output. . • ; • ' 

" METHODOLOGY 

Research Design ' ' 

Data ana lyzed ' i n t h i s paper a re from a .Spr i i lg , 1982 "Pos i t ioning Study;" 
« 

which was designed to obtain information on the-desired benefits of a college 

education, and the degree to which Boston University and its competitors were 

perceived as offering those benefits. The study was representative of the' 

University's primary market -- metropolitan regions in the Northeast Corridor 

-- and was targeted to the three groups that are generally regarded as 

critical participants in the college-choice process: prospective students^ 

-their<parents and their guidance counselors. 

The student and parent samples were drawn with equal representativeness . 

from three institutional address files. Desirable prospects, who had not 

inquired were randomly selected from the University's Student Search file; , 

•»ijiquiries who had not applied and applicants were randomly selected from the 

appropriate files in the student recora system. Guidance counselors w^ , ^ 

arl^trarily selected by virtue of the high schools they represented. Analyses 

discussed in this paper will be based on the total high school studejit sample. 

Aftual administration of the survey instrument was subcontracted to a 

research firm. ' As such, Boston University was never identified as the sponsor 
^ -V 

of the study, and a potential source of bias was eliminated. The survey 

administration consisted of two stages. First, an envelope containing items 

necessary for responding to an interviewer's questions was mailed to the 

3i 
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entire sample with instructions not to examine the materials", and that a 
it 

researcher would be in touch with them shortly. Within a week interviewers 

contacted, by telep.horte, the required number of potential* respondents. . 

•Responses were obtained from 613 high school students, 156 parents and 102 

guidance counselors. Because this was a telephone.interview, response rates 

were in the range, of 95 to. 100 percent, thereby eliminating non-response 

bias. 'The returns were^found to be k ^ t i s t i c a i l y representative of the 

population at less than the .05 level of'significance. 

Analytical ttethods 

The materials mailed to the sample members included a packet of cards 

wil̂ h 17 dist inct uni.versity "scenarios", 6ach of which represented a; 

fundamental positioning option. Also included was a card with 11 universities 

l i s ted : 'Bqstoji-University and ten competitors. "Exhibit 1 displays the^ , 

scenario descriptors and the, l i s t of insti tut ions studied. -

Two e"3<amples of the scehar îo cards folloW;' 

Anyone would be proud to be a graduate or student of this 
inst i tu t ion: i t s graduates typical ly get the best jobs. . 
I t i s an honor to attend this inst i tu t ion. I ts degree"is 
a major step to success. - .- . • 

This inst i tut ion requires a firm grounding in the l iberal 
arts. All students must take the traditional program of 
courses in the humanities, sqcial sciences, and the natural 
sciences. This.helps to develop the intellectual sk i l ls . 
needed to deal with theyarjety of demands in their 
professional and persoi^ l ives. . ' . ' 

The descriptors for these two scenarios are "Prestige" and "Groundî ng in the 

Liberal Arts," respectively. ' 

Respondents were asked to v/hat insti tut ions they had applied, in order of 

preference, to which they liad been admitted, and where they .most l ike ly would 

. • . 32 • - • 
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/ 
EXHIBIT 1 

# 
SCENARIO DESCRIPTOR 

a. Prestige of Institution 
b. One-to-One Counseling 
c. Faculty Degrees 
d. Financial Assistance 
e. Professional Experience Outside 

the Classroom ' 
f.-^ounding in the Litjeriil Arts 
g. Training for the Professions 
h. City of Boston 
i. Many Majors 
j . Demanding Coursework 
k. Interaction with Faulty 
1. Traditional CampK 
m. Teaching Faculty 
n. Athletics 
t . Social Life-
p. Selectivity 
q. Facilities -

INSTITUTIONS STUD.IED . • 
Boston University • ' 
Boston College 
Cornell University 
Georgetown University 
Harvard'University 
University of Connecticut 
Northeastern University 
Syracuse University 
SlINY (Combined) 
Tufts University 
University of Massachusetts 

V 

be attending. They were then asked the extent to which they were familiar 

with the 11 institutions being studied. Next", they were asked to go through 

the deck of scenario cards and choose the five "ijistitutions" that most 

_appeal«d to them, and the fiv|^that least appealed to them. Finally, they 

were asked whether they associated each of the 17 scenarios with each of the 

^1 institutions. The attribution of the scenario descriptors to the 

competitor institutions provided the similarity measurements, which drive, the 

\ 
various perceptual mapping techniques. A number of other descriptive 

questions were asked, which are not relevant to the topic at hand. 

The power inherent in this tabular data scheme will be obvious to those 

who have v/orked with survey data. The Limitations in applying multivariate 

techniques will be obvious to those who are familiar with the least squares 

,algor>thms.^ Although an'approximation of a spatial configuration of 

competitor positions could be developed by hand using the nominal data, it is 

I 
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unlikely that the more subtle patterns in the data could be uncovered without 

the aid of computfer-assisted scaling techniques. . . -

MBS" rojjtines have been developed tosupport (among otfi^r things) the 

subjecti/e interpretation of dimensional solutions to non-metric based 

simile^ity and dissimfU^sfty'ass&ssijients. A correlation matrix is 

inter]i)reted as a proximity measure, with the underlyipg concept being that the 

proximity d̂ ata is directly transferable to Euclidean space. Because the MDS 

algorithms are i terat ive, rather than computational, their solutions — 

coordinates for R dimensions - - are an optimijzation similar to those of linear 

.programming applications. The objective of-the routines is to preserve the 

rank ordering of the proximities (that i s , to maintain mono^ ic i ty ) while 

solving the puzzle of the spatial configuration. The difference between the 

original and the derived proximities (residuals) is measured in terms of 

(Kruskal's) stress. The MDS program which was used in these analyses was the 

Guttman-Lingoes' Smallest Space Analysis (1). 

INTERPRETATION OF MDS SOLUTIONS 

•««/ 

Figure 1 displays the MDS solution for R=2 (two dimensions). Note the 

horseshoe shaped pattern which-indicates a l l proximity rankings of R «2 3 

The superimposed vectors on Figure 1 indicate the author's subjective 

interpretation of what the dimensions might be: "Academic Reputation" and 

"City of Boston." The standard deviations of the attr ibution to the 

descriptors, "City of Boston", "Selectivtity", "Prestige", "Faculty Degrees", 

and "Demanding CourseworlcVare signif icantly higher than the remain-ing 12, 

which supports this interpretation. The slope and intersection of the vectors^ 

on Figure 1 are also a subjective interpretation, and point out the fact that 

3ii 
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ftHCEPTUM. MAP o r BOSTON UNIVEMlTY'g rMMAKT MAWat WlTM TEW KgY COWrKTOKS 
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ricuu 1 
0(> I O C 
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• 100 - 9 0 -HO -TO - 6 0 

\ . 

the.x/y axes,are for plotting pun)oses and do not necessarily indicate the 

actual position of the dimensions which are underlying the data. 

Since the city of-Boston is not a viable positioning alternative for 

about half the institutions studied, the scenario attributions were deemed to 

be strategically insignificant at this level of analysis. Ensuing analyses ^ 

have excluded the 'iCi.ty of Boston" descriptor. 

Figure 2 displays the MDS solution for R=2 excluding "City of Boston," /^ 

with the dimensions again-being subjectively superimposed. While the 

dimension, "Academic Reputation", is similar to that found in Figure 1, ̂  

dimension 2 indicates a new ordering along what wa's t^entatively deemed to be 

"Preprofessional Orientation."' . .' ^ 

3, ^ 
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Note that the solution disp3̂ ŷed in Figure.2 shows a slightly more wel>-

Gonfined set of.two clusters. A discriminant function analysis (DFA) was 

applied to the two "groups"' to gain further insight into the variables which 

had contributed to this clustering. The significant variables, with their 

discriminant coefficients, are'ranked below from negative horizontal 
t ^ 

positioning to positive, 

-11.2 • Training for t|ie Professions 
- 9.6 . Faculty Degrees 
-•5.6 . Social Life ^ 
+ 0.4 Teaching Faculty 
+ 3.0 Many Majors . ' 
+ 4.2 Demanding Coursework 
+"5.0 >K 'Grounding In'the Liberal Ans 

. +'5.5 ' Professional Ejcperience Outside the Classroom 
+1'1;9 * . Facilities . . • ' ' . 

\ . 
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V 

k. 

'Although these data might jndkate a single dimension of "Classical Training" 

versus "Experiential Training," further support from multivariate analysis was 

required to reinterpret the two dimensions in l ight of this new potential 

framework/""^ • __ . 

A frequent approach to interpreting MDS dimensionality i s through linear-

multiple regression. The MDS-vector coordinates ar^ regressed over the> 
» - . . 

attr ibution data to infer which variables explain the dimensionality (and what 

the slope of the dimensions should be). A stepwise regression indicated that 

dimension 1 was affected by the attributes "Selectivity" {-) and "Financial 

Aid" (+), and might now be interpreted as "Perceived Institutional Value." 

'". The opposite poles' of the dimension may ̂ oth be interpreted in a somewhat 

positive l i gh t , with the negative pole being very selective (and very 

expensive) and the positive pole beihg very affordable (But"not so selective). 

.Qimension % was affected by the attributes "Interaction with Faculty"^ (-), 

"Athletics" {-) and "Professional Experience Outside the Classroom"' (+), rfhd 
. > ^ S. • 

i 
is now Interpreted as "Institutional Focus." The opposite poles of this 
dimension can be read as collegial focus (on the negative side) and career^ 

oriented focus-(on the positive side). Figure ̂ d isp lays these new 

Interpretations. 
\ 

Worth highlighting is the position of the two dimensions relative to each 

. other. There appears to be, in the minds of the student cl ientele, a ' 

correlation between'a collegial insti tut ional focus and selective insti tut ions. 

Perhaps more important to Boston University is the antithesis of this 

perception; a career-oriented focus is not perceived as taking place at 

• s'elective inst i tut ions. Stemming from this assessment of the dimensionality 

are a number of issues that are pertinent^'to ongoing discussions of the 

University's positioning strategies. , -

J i 
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ructrrvM. MA? or tosTON uwivEnsin's PRI>IA)>Y MAXKET WITH TDI KEY COWETITOKS , FICURE 3 
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r 
This solution, as interpreted, preservts Boston University's primary 

market in a pattern that is intui t ively appealing and in terms that are 

relative to inst i tut ional planners and strategic planning techniques. Further 

' stat ist ical support through factor analysis "did. not prbve to be feasible due 

to the lack of a strong metric base ii...e., high communality of the nominal 

attr ibutions)., MDS- solutions of greater dimensionality did not show a 

significant enough reduction- in stress to warrant attention. 

There remains='a great deal to be said about the validity of a design such^ 

as th is , and the potential to probe deeper via higher levels of dimensionality, 

or with other multivariate support techniques (especially multiple regression). 

Alternative perceptual mapping techniques, such as factor analysis and 

3 6 
/ 

^ 



33 

dfccriminant analysis, have their strengths and weaknesses when compared to 

MDS; they are generally related to, the "nature of the data to be analyzed. 

Such a discussion is beyond the scope of this.paper. This design is presented 

as a fairly inexpen«ji\te and relatively easy to use approach to perceptual 

mapping. 

neudd JIONS 

Insights gained from the perceptual maps displayed in this paper, and 

others not shown here, have serious implication^for Boston University's 

future .strategic course of action. Further strategic interpretation of the 

maps mus-t be grounded in other inferences-obtained from t j^ Positioning Study, 

which have not been ^iscussed here. The us^r of these methodologies must 

understand the need to go beyond the level "of analysts presented here and 

replicate the solution for each^of Its key market segments. Included vc\ this 

stratification scheme should be perceptual assessments,^ each level of "the 

recruitment chronology. 
• V 

A reading-of the desirable course an institution might want to pursue as 

i t attempts to move itself across perceptual space must account for an 

understanding of which market segments al ign them^lves with the various ' 

educational benefits*studied. Although these data were readily apparent in 

the complete analysis, Boston Urrfverslty^is not wifling to share this 

information until decisions affecting our own future are finalized and' 

implemented. What has become apparent as a result of this analysis is the 

need to measure the congruence between an institution's mission and the 

feasibility of implementing strategies which wil.l contribute to the develop-

menrof that missio*, H light of'a new understanding of the marketplace. 
* - Si 
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jf atn': The Development Saga of an Institutional Research Database 

at. a State College ,— 

C 

Edward L. Delajiey 
Director of Institutional Research 

Kean College of New Jersey 

Public colleges and uftiversitles have become increasingly pressed in 

recent years'to provide ever more complex, reliable,'timely'and accurate data 

about their institutions, particularly students* entering characteristics, 

college progress and college outcomes. During the same period colleges, like 

r • , .̂ 
other complex institutions, have progressed in the development of>-planning, 

information management and evaluation systems. However, these development 

, efforts have largely focused on expansion planning and automated data pro- y 

cessing while devoting less attention to strategic planning ahd management * 

information systems. 

The purpose of this paper is to describe the development of an 

institutional research database which suppo!i:ted planning, "management and eva-

luation activitieis,at a multipurpose state College. With additional funding 

support from a Title III SDIP Grant, the Office of Institutional Research was 

expanded fc in5>rove the efficiency and effectiveness of the College's systems 

for planning, information management and evaluation review processes. These 

highly interrelated systeiBs were intended to contsibute significantly in 

developing and in4>lementing the institutional mission in the 19^0's. The • 

intended result was to strengthen an, institutional.research function respon-r 

sive to the increasing planning, research and evaluation needs of the College 

community. , ' . 

35 a 
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The Preparaticm Process 

A highly participative Self-Study process in preparation for a 

reaccreditation visit and d long-range institutional planning effort increased 

the caucus community's awareness of the iit̂ jortance of accurate and consistent 

information on profile characteristics of the college's students, faculty and 

programs. locreasingly complex external reporting and program evaluation 

requirements provided additional press to develop systems which would provide 

more easily accessible information on various institutional characteristics, 

particularly the entering characteristics, persistence and performance of spe-" 

cific student groups. jBp- f 

Initial efforts pointed out the difficulties of the 'present oper-

ating system to provide 'management information for research and planning 

purposes. The following conditions were especially noted: 

1. Accurate information sometimes was unavailable, either because 

it v?as hot collected by a specific operating area or, if collected, 

^ . -was collected in a form not particularly useful. 

< 
2. Information produced by one file on occasion conflicted with that. 

. • ' . X . 
produced by another unit's file. ' ' ' . 

' f 

*3. Documentation and procedures in-generating data files sometimes 

contributed to the collection and storage of inaccurate or missing 

" data. - • V . 
f> * _ • -

^ 4. The lack of file documentation and data-element definitions led to 

cop^usion in identifying and utiJ^Hng appropriate information 

sources. . . . * 

'5. Many research and planning issues required data elements from 

42 
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several operating units and/or data files. 

These conditions produced a felt need within administrative circlei •-

to begin a process of creating a series of managemeht information systems 

which would provide user-friendly access ami/would be less manual labor inten* 

sive. Because student-related aggregate data- are most often sought and most 

difficult to 'obtain at the level of analysis sought, initial efforts were 

concentrated on the development of a longitudinal student databank system as 

an institutional research resource. / 

** While vast amounts o^^tudent datâ  are collected and electronically 

processed, they tend to be neither carefully maintained nor'greatly utilized . 

fo^ planning and decision-making processes- Accurate inftfrmation needed for 

planning"and policy determination oft4n tended to be neither.readily available 

nor consistent among source providers. Documentation and procedural guidelines 

wcfe found to be neither adequate nor widely uhdedrstood across administrative 

units. These factors served to have administrators 1) often misunderstand or 

mistrust the information they did receive, and/or 2) be perplexed as to whether 

ireeded-4>̂ foî ination existed or, if so, where to obtain it. " 

Organizing 'the Effort 

( 
Througn funding from the Title III Grant, additional research staff 

and computing equipment were acquired/ as well as the services of two con- -

suiting ag^cies. • , * • . 

, • Responsibility for the development effort was placed primarily with 

the Office of Institutional Research with,the intended involvement of the 

Computer Center and-^bth5f~data providers and users. 
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The organizing role of the institutional research office seemed 

legitimate because it could provide a unique.institution-wide perspective. The 

institutional research office tends to use data from many of 'the oper.ating 

systems and often has" need to integrate data from diverse sources. As Dressel 

(1972) has noted nearly a decade ago, the institutional researcher seems to be 

in the best position to be generally knowledgeable about the structure and con

tent of 'tlje basic operating data systems and their importance as a college-wide 

resource. , . ' • 

Two consulting agencies comprised a highly -qualified team with top 

academic management and technical computer compes-tdpdies attempted to. facili-

tate the process by helping to generate broad administrative support for the 

approach as well as specifi^ procedures .and suggestions on implementing the 
• •« 

' '̂  » • ' 
project^ A management plan for the Office of Institutional Research, which 

/ • ' * • 

/ ••. 

included a clarification of office functions to support institutional research 

and planning, information managementNi'nd evaluation systems, _attempte^ to 
' • ' ; . . . ' • •" S 

clatify its role and function, and provided further 'legitimacy JEor institutional 

research to take.prime responsibility for the databank's development and uti-

lization. / 

The Computer Center is another administrative \init within the 

f . 

college which has the potential for a college-wide perspective on at least 

\ 

those data which are gathered and electronically processed by various oper-

*a,ting units. The Center provides a central role not only in data processing, 

but increasingly in the logical structure and .design of the various trans-

action data files maintained-by major offices such as admissions,-registrar, 

and financial aid. The consultant team attempted to develop a management plan' 

for both the .Office of Institutional Research and the Computer,Center. This 

4i 
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intervention was intended to provide a-)inodel for the functional relationship 

between these two central units*amd thus facilitated the development process. 

. ' / 
K 

Although the institutional research office and Computer Center'have 

a general overview of the interrelationships ambng most of the data providers 

and usejrs, no single unit can be-expected to have an in-depth knowledge of 

every specific operating area or data system. Data user and provider groups 

have the greatest insight and understanding of specific data required or 
t 

available in their areas of responsibility. Thus, 'there seemed to be a nfeed 

to involve.knowledgeable representatives in the development process; 

guidance was sought from a small working, group composed of individuals with 

some institution-wide perspective and extensive familiarity with a particular 

data provider or user area. Such a group was quite instrumental in clarifying 

the information needs of major potential users of the databank aind the most 

reliable sources of primary <^ta elements. Their participation in the devel

opment process was intended to reduce^the reluctance to share data ownership 

and .gave impetus to efforts to maintain accurate- and complete cperating 'data 
< 

files. 

Findings and Conclusions 

Several major findings about the "nature and use of data have 

emerged from the development process which may have generalizeability to simi-

lar institutions. They are: ' 

1. ,Top administrators seem to have little understanding of the infor-

mation potentially available to them and thus"they have diffibulty 

^ ^ articulating their information needs for strategic planning and 

J 
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decision-making. ' , • ' r. , . • 

2. There SQems to be little administrative interest in and hence no -

mechanisms for the systematic collection of information external to ' 

the institution/ with the exception^of a growing conerr\,about 

enrollment projections. • - .. . 

3. Vast amounts of student information are collected atnd stored on ' 

various data files with considerable redundancy and inconsistency. 

4. Although ̂ considerable labor intensive efforts are expended in 

collecting data, especially student data-, relatively little atten

tion is given to its storage and updating,'nor to its utilization.in° 

stratigic planning and policy determination. 

5; Because the individual data systems generated by sever.al operating 

/ . • • • 

. units have been designed as transaction systems to meet the specific 

purposes of the unit, there cire considerable- feelings of ownership 
* 

for those data with little realization of their potential importance 

for other institutional uses. 

Moreover, the process has also illustrated several opportunities -and 

pitfalls for the institutional research functions. These conclusions are the 

• • ' \ 

following-: ' 

1. The role of infl,uence of institutional research in strategic 

planning and management information is very much determined by the 

commitment o^ the institution, especially its top administrators, 

to data-rbased' planning and the proximity of the institutional 

research function'to that planning process. 

While institutional research has the potential for an institution-

wide information brokerage role, it's sphere of influence is often 

*\y 
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consciously restricted by the reluctance to share data ownership by 

operating units. 

3. Although ,greati e:q>ectations are raised,, a specific management ' '; 

information system will not emticipate «uid "be re^onsive to all the 

inf oirmation Saf-̂ nJTjor decision-maKers. Its purpose and limits should 

' be .clearly delineated at the start. ' . •- , 

4. There is considerable need'to balance the efforts devoted to a long 

range effort with the production of routine and immediately helpful 

information. If not, there is considerable risks that support for 

the development ^fort will be withdrawn'before it's intended 

• results cart be produced. 

• • • • . ' - 7 • ' 

5. While the .cobperation and commitment of tiie Computer Center and 

other administrative units are vital to successful completion. 
institutional research stalfef must develop enough technical com-

i 
petance to maintain sufficient locus of control assuring some degree 

of successful completion. 

The specific approach in th^ development of the information system 

described here may be idiosyncratic to the pilot infetitution or its sister 

institutions within the state. Nonetheless, the proceeees euid findings from 

this effort may have considerable generalizeability to colleges and univer-

sities attempting to improve upoa their management of student information 

systems which efficiently respond to increasingly complex reporting require-

ments and policy issues. . . 
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P^ROJECTING ENROLLMENTS AT SMALL COLLEGES 

(The Role of the Institutional Researcher) 

Randall Draper 

Director of Institutional Research '. 

John^n State College 

Vermont. 

The setting is any small college with an enrollment of up to 

1500 students and an incoming class of about 500.^ The college 

faces increasing difficulty balancing it's budget in-an era of 

shrinking resources and a declining student poo*l. Tou,gh decisions 

need to be made abqut curriculum, personnel, capital projects, and 

even maintenance. 

The problem is a lack of con-sensus about expected enrollments 

among the key offices of adiftissions, financial affairs, the 

registrar and the-president. This situation,Teads to inaccurate 

enrollment projections, poor planning, and inevitable financial, 

shortfalls and surpluses. 

To those of us trained in large research institutions, and 

\̂  who make a living collecting and analyzing data,' the solution "is 

simple: develop an "information ricn environment" through a 

computer-based management information system. In other words, a 

terminal for every administrator and a programmer for eyery 

•terminal. (Not to mention a word processor for every secretary.) 

Unbelievably, some administrators are skeptical. They argue 

that the size of the college doesn't demand such a scientific 

. approach to planning. After all, "this isn't the state univer

sity. We ]^ow from experience what to expect from day to day 

and year tq year. If we want to know what students are planning, 

we'll just ask their guidance counsellors." 

Perhaps ydu recognize the cla'ssic confrontation' between the 

scientists and wizards of management. 

The following paper argue!s that the solution to poor enrollment 

'̂ a 
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projections lies not in science nor wizardry, but in\pdlitics. 

In effebt;, small -college institutional researchers should 

•probably spend 25% of their time collecting data, 25% analyzing 

^ that data, and 50% reporting, interpreting, and'seeing to it 

that the resultant infofmation gets used. At .all costs he or she 

should avoid getting lost in the process of 'data collection and 

storage. A little knowledge goes a long way and doesn't demand 

sophisticated instruments or machines. 

• , The following example of a modest, perhaps unsophisticated, 

J enrollment projection system serves to illustrate the point. The 

"system" includes three components: preliminary projections, 

the development of consensus, arid year-long "adjustments." based 

upon a clo'se monitoring of recruitment and retention. 

Si? ,•-

i'J 
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^ PRELIMINARY PROJECTIONS" , ^^^" 
— ^ I 1 1 . ^ 1 - I • •! . , , i . i | y l • . I I . . I I . — . — ^ • -

This compp;ient begins with the accumulation of base-line 

data on past enrollments and student characteristics supported 

by a close monitoring of* external and internal influences on 

the student market, e.g. the size'of the'student pool,,or cur

riculum changes. Specifically, '>' 

A. Historical Projections; 

Statistical analysis of enrollment trends either by "regres-sip 

or comparison of average changes semester to semester and 

sub-group to sub-group, (e.g. state residence, academic 

B. 

D. 

y 

major, on carnp,us/off campus) 
H i s t o r i c a l A t t r i t i o n : 

/ 

The weighted average of dropouts by class over at least a'' 

four year period. -

Market Shai^; 

The identification of primary and Secondary markets based 

upon the geographical source of inquiries, -appljlcations, 

deposits, and registrants. 

Population Charactferistics; 

he profiles of incoming, outgoing, and graduating students V 
by number', ag4/ sex, residents, major, etc.; the-analysis 

of the student pool by number of high school and junior 

college graduates within* primary and secondary market 

areas by age, sex, academic and ca"reer interests, etc-

Immediate Factors^ 

The effect of local and national econpmy on career patterns 

and financing, an education; 6xpansion or contracti-on of 

specific college programs; institution' of new marketing 

strategies, etc. /" 

The assembly of' the abovg;̂  information depends on the avai>I-

ability of existing data at the college, and from local, state 

Of: 
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and national, agencies. Be advisfed that it is never-as compre- ^ 
\ , , * ' " 

.hensive, organized, nor accurate as expected. Very often, e^ecially 

at smaller institutions-, the proqess is tedious and time consuming.«* 

Be prepar4d to take up residence in the Registrar!s Office. 

CONSENSUS 

The second component, achieving consensus, is deceptively -• 

simple, yet often ignored because of intern'al politics or poor-

communications. 

The key to achieving consensus is the establishment of clear 

definitions and the existence of a medium through Which to compare 

expectations. . , ^ 

Among many, the key concepts to be defined are: 

Freshman 
Sophomore ' J-
Junior 
Senior 

Freshman 
Transfer 
Former S^Udent 
Leave of Absence 

Returning Student 
Unsure Student 
Exiting Student 

Retention 
Attrition 

In-State Student 
Out-of-state Student 

The natural medium for achieving consensus is the Office of • 

Institutional Research, or more specifically, the institutional 

researcher skilled in communication and negotiation. In essencef 

the researcher's job only begins with the development of preliminary 

projections. Accurate p.rbjections in the absence of clear under- * ^ 

standings and mutual agreement among the key officers of the college 

is a-purely academic endeavor. # •• 

Therefore, the successful institutional researcher will 

cornet at least one third of his or her time to reporting, explaining 

and evaluatingthe use of information. Researcher^ at smaller 

colleges should spend less time building complicated Management . 

Information System? and more time managing information. 

5§ , 
m 
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ADJUSTED PROJECTIONS 

The kgreed upon enrollment projection is monitored systemati

cally thrqligh a "series of weekly, bi-weekly, and monthly reports 

that compare goals and expectations with actual'recruitment and 

retention. ^ • - • ^ 

P/^ "^cruitment (Appendix Â ,, A-) : . ^ 

Th\se two reports are assembled every Friday after the final 

delivery >of mail. Thef^'are distributed tp key administrators 

efore the end of the workday and then discussed at the President's ^ 

staff meeting Monday morning.-

The reports enumerate t^e number of application-s, acceptamses, 

d̂epositsl, and withdrawals of deposits received during the week ^ , 

ending,Friday and compare the cumulative totals to the previous 

year's total to date and final enrollment. Of particular interest 

is the column indicating the number of deposits received after the 

.date of the report the previous year. A comprhensive report 

comparing the last four years week by week is distributed at the 

beginning of the. recruitment cycle. 

B. Retention (Appendix B. , B' ) : 

The pool of active and eligible -students is identified name 

by name in an accounting analysis pad and a set of "unobtrusive 

measures" of €heir future plans are reviewed regularily, eg. v 
^ ' - "' 

preregistration, request for transcripts to be. forwarded, 

forwarding addresses left at the mcfilroom, and-hearsay evidence 

fr'om faculty and staff. Subsequently, a decision is made as to _ > 

each student's intentions-to î eturn or to exit based upon previously 

agreed upon decision rules, eg. preregistration and ,one other piece' 

of supporting evidence^ classifies the student as a "returner." 

This information is reported to the President's staff biweekly. 

/ Towards the end of each semester and once during the summer 

faculty contact any of their advisees about which insufficient 

information exists to make-a decision. This serves to clarify 

. projections as -well as- act ,as an excellent retention topi. ' ^ 

C. Measuring Progress (Appendix C) : , ^ 

^ Once a month prP%ress towards both budgetary and College goals 

is reported in a format that outlines the'best and the worst . 

potential outcomes.-
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The "least to date" column includes only, those students definitely 

expected to return and those on a Leave of Absence that have 

preregistered while "most to date" counts ^nsures" and all \ 

LOA's eligible bo return. In both cases> ,dnly former studeflrts', 

transfers, and freshmen with deposits arercounted. 

\ 

J 

To summarize, accurate enrollment jirojections are no less 

important for the small .college than ^^r the la'rge university. 

Unfortunately, often the tendancy is for institutional researchers 

to overcomplicate the process while administrators oversimplify it. 

The solution is for institutional researchers to become more than 

purveyors of information and to enter the political process at. 

their institution. This can be accomplished through the development 

of a stra,ight forward .process for enrollment projecting which -, 

enables the researcher to <s^end more ,time working towards consensus-^ 

and assessing the viability*'of budgeta-ry arid college coals. 1 

' M 

» -f 

•^^ 

') 

V 

J 
.< 
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APPENDIX A, 
\ 

(802) 635-2356 

Weekly Statistics Reports for Fall/Suntmer/Spring 198 
Week Ending Friday, _ , 198 

Week's Activity Cumulative at End of W ^ k 

Total 
Apps. 
Rec'd: /" 7 
VT.: 
OOS: 
F: 
T: 
FSR: 

M: 
F: 

'Total 
Apps. 
Accpt: / / 

Vt: R: 
OOS: A: 
F: P/A: 
T: EDP: 
FSR: 

t ft>tal 
Deposits 
Rec'd: / 

VT: 
OOS: 
F: 
T: 
FSR: < 

R: 
A: 
P/A: 
EDP: 

/ 

ACTIVE APPLICATIONS 

- Total: /' 7 
VT: 
OOS: 
F: 
T: 
FSR: 

II: 
F: 

ACCEPTANCES 

Total: /" 7i 

? 
VT: 
OOS: 
F: 
T: 
FSR; 

A: 
P/A: 
EDP: 

DEPOSITS 

Total: / / 

VT: 
OOS: 
F: 
T: 
FSR: 

R: 
'A: • 

P/A: 
EDP:-

Total 
Withdrals.; 
Rec'd: ^ / / 

VT: 
OOS: 

Rt 
A: 
P/A: 
EDP; 

WITHDRAWALS 
-p-

Total: / / 

VT: 
tX)S: 

R: 
A: 
P/A: 
EDP: 

> ^ 

compared to_ 

- ' / 

198 

^ 

^-J 

ACTIVE APPLICATIONS 

•Total! 

VT: 
OOS: 
F: 
T:. 
FSR: 

/ 7 

CCEPTANCES 

Total: /" 

VT: 
OOS: 
F: ^ 
T: 
FSR: 

DEPOSITS 

OOS: 
F: 
T: 
FSR: 

M: 
F: 

7 
R: 
Af 
P/A: 
EDP: 

Total: / / 

R:-
A: 
P/A; 
iSDP: 

WITHDRAWALS 

Total: / / 

VT: R: " 
OOS: A: 

P/A; 
EBP: 

55 
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First- i i i 'C . 
Freshmen 

In-state 
Out-of-state 

TowSl 

2 
FINAL ENROLLMENT 

FALL 1981 

DEPOSITS TO DATE 
« 

FALL 1932 

> 

50 
DEPOSITS RECCIVEO 
AFTER THIS DATE 

LAST YEAR. 
2« 

.rans^ers 

^ In-state 
Out-of-state 

Total 

^ 

"6?. 

In-state 
Oat-of'-state 

Total 

r-

Subtotal 

In-state 
O'j--of-state 

Total 

;D? 

In-state 

Grand Total 

In-st^te 
Out-of-state 

Total. \ _ , ^ 

NEBHE 

56 
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Date: 

RETENTION REPORT* 

FOR PALL/SPRING 

IN STATE 

\ 

^ ^ . 

Returning 

Returning 

Returning 

Unsure 

OUT ̂ TATE 

Unsure 

COMBIN 3D 

Onsure 

Not Returning 

Not'Returning 

Not Returning 

Total number eligible 
to pre-register 

ioo 

Total number 'Eligible' 
to p re - r eg i s t e r 

100 

^ 

Total number eligible 
. to pre-registpr 

100 

*wprking report 57 
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PROJECTED ENROLLMENTS 

Date: 

Returning 
Studexi'ts 

LOA's 
Returning 

FSR's 

TlOTALS 

Budget Goals , 
Least 
To Pat? College Goals 

Most 
To Date 

Transfers 

Freshmen 
1 

•>, r b'u 

« « i-i » 
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^ STITUTIONAL SUPPORT COSTS: •A COMPARATIVE STUDY 

John A. Dunn Jr., Vice-President, Planning, Tufts University 

ABSTRACT , . 

This study analyzed the relationship of six institutional character-
isfics to inatitutional support expenditures. The share of operating 

^budgets spent on executive management, fiscal and information services, , 
logistical services, and community relations and fund-raising, was found 
to be Inversely related to total budget size for a sample, of thirteen 
independent moderate-sized universities. 

BACKGROUND 

It is instructive, in assessing how well a college or university is 

managed, to ask what share of its resources go into internal administra

tion and support activities.. While such expenditures are essential, they 

use dollars, otherwise available for teaching, research, f,inancial aid or 

other needs. 

TheVe are no commonly accepted standards for the amount which should 

be spent on "institutional support." Spending too much diverts resources 

from the institution's primary missions; from the faculty's point of view, 

anything^is. too much.* Central administrators argue, on the other hand, 

that cutting resources back too far may curtail needed direction and 

support, and may tiamage the institution over the long run,; Tufts under

took the study of' expenditure patterns as part of its long-range budget . 

planning.. 

METHODOLOGY^ 

Twelve other colleges and universities viewed as being roughly similar 

to Tufts'in sew^al important ways were selected for the study: Boston ••' 

College", Boston University, Brown, Dartmouth, Emory, Georgetown, Johns »> 

Hopkins, Princeton, Rochester,^ Vanderbilti Washington University, and 

Yale. All are independent institutions; all are universities with both 

graduate and professional schools; and all are of moderate size, at least 

as compared with'some public university giants. 

61 
<r 
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Three direct and three derivative measures of institutional character

istics were thought to be related to institutional support expenditures. 

The direct measures, total budget, total FTE enrollment, and number of 

degree programs, seemed to be measures of institutional size and scope. 

The percent of enrollment constituted by undergraduates was a derived 

measure of concentration on undergraduate education. "The other derived 

measures were number of students per program, which gauged' institutional 

complexity, and budget per, student, which constituted a cru^e composite 

measure of institutional w^«ith and of program pix, inclu.ding the presence 

of substantial sponsored research. Data collected from the registrars of 

the institutions sampled are shown in Table 1. 

Institution 

Bostop Coll. 

BostoA Uhiv. 

Brown Univ. 

Dartmouth 

Emory 

Georgetown 

Table W 

Oper 
Budget 
$000 

96,701 

2̂64,666 

111,429 

103.849 

82,862 

150,522 

Johns Hopkins 267,492 

Princeton -

Rochester 

Tufts , 

Vanderbilt 

Washington U. 

Yale 

227,000 

191',083 

101,837 

105,988 

176,106 

327,500 

Institutional base 

FTE Budget/ 
Studepta^, Student 

^^ $ 

17,430 

27,04^ 

6,914 

4,389 • 

8,154 

13.652 

9.904 

6,101' 

8,966 

6,441 

8,942 

10,804 

10,097 

5,548 

9,787 

16,116 

23,661 

10,162 

1.1,026 

27,008 

37,206^ 

21,312 

15,811 

11,853 

16,300 

32,435 

data, 

Undergr 

7-1 

48 

77 

80 

52 

' 50 

47 

74 

56 

68 

61 

63 

51 

1981/82-

Degree 
• Programs 

8 

14 

6 

5 

9 

8 

" 7 

3' . 

8 

11 

10 

, 9 

8 

Studs'/ 
Program 

2,179 

1,932 . 

1,152 

878 ' 

906 

1v707 

1,415 

2,034 

1,121 

586 

894 

1,200 

1,262 

r. 

Questionnaires were sent to the twelve universities; telephone inter-? 

views were conducted for clarification. 4'he questionnaires requested 

schools to provide 1981/82.' budget data, following the NACUBO chart of 

account definitions^wherever possible. A copy of the questionnaire and 

N 
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instructions is available fromythe "author, on request. In the interests 

of comparability, several editorial modifications-were required: 

- where senior-level salaries were lumped in a single account rather 

than , attributed to ,functional groupings, they were reassigned based on 

numbers of people in each function, after consultation with respondents; 

functions were rearranged "to resemble the author's institution 

where there were significant differences; 

operating expenditures for hospitals were eliminated from total 

institutional expenditures; 

in «ne ' instance, 1982/83 budgets were supplied and, reduced to 

1981/82 levels after discussion with the respondent. 

Institutions were asked to be as inclusive as possible, regardless of 

how they.report'internally, so as to be sure that comparable expenditures 

' ̂ were identified. For instance, fund-raising expenditures on capital 

• campaigns are sometimes written off against capital receipts instead of 

against operating incomes; wherever possible, such expenses were included 

here. Thus some institutions will show higher support expenditures here 

than those shown in their own accounting. 

Comparability in executive management expenses was relatively good. 

In fiscal affairs, differences in treatment of data processing made > it 

useful to construct a "fiscal affakirs and information services" grouping, 

rather than segregating those elements. Logistical services were 

extremely difficult to compare; only a few common elements were selected 

for comparison. Finally, in community relations and development, 

differences . in titles and functions make assurance of comparability 

difficult. Appendix A shows in more detail the elements grouped in each 
( 

category. 

Derived measures were constructed for the data and relationships were 

Analyzed with correlation and regression techntq«|3. SPSS subprogram' 

regression was used for this purposê i- ' . . '. , 

6. 
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*• RESULTS "XND DISCUSSION. '* • • 

For executive managements^ fiscal and information services, certain 

logistical services,' dhd community relations and development, the insti

tutions sampled spent between 4.8X and 10.7% of their operating budgets, 

as shown in Table 2.- ^ -

.Table 2: .Percentage pf Institutional Operating Budget 
' Spent'for Institutional Support, 1981/82 

, High 

Exec/ 
Mgmt 
2.6 

Mean ^ 1.4'' 

Median 

Low 

1.^^ 

.7: 

Fiscal 
• &"lnfo 

3.1 

2.'2 

2.1 

1.4 

Legist. 
Svcs 
2.4 

1.6 

1.6 

.8 

Subtotal 
7.4 

5.2 c 

4.9 

3.6 

Community 
Rel & Dev 

4.7 

^2.3 

2.0 

1.1 ^ 

Total 
10.7 

\r.6 
7>fv 

\\ 4.8 

The distribution of,budget shares spent for the institutional support 

elements is shown in Figure 1. ,For-fiscal and informatVon services, 

shares tended to be closely grouped;*for community relations and develop

ment expenditures, they w6re-wid^^ry-*irspersed. ^ 

An exploration of the sitaplA^c^relations (Table 3) between the insti

tutional characteristics ,and budget shares for institutional support 

components shows that the larger a^university's total budget, the smaller 

the share for institutional support. A possible explanation is that each 

institution, large of small, requires certain minimum levels of supportf 

beyond that base, support- expenditures grow less rapidly than^ total 

budgets, This relation3t\ip holds for overall institutional support and 

for each ^f the component,s except fiscal and information services, where 

the relationship' is too weak to be significant. » j 

. The proportion of undergraduate students to total enrollment'^is 

related only to development expense. It may be that heavily undergraduate 

universities may depend mpre substantially on fund-raising incomes than do 

, those with higher proportions of graduate and'professional schools wifere-

. research, inpome may be mofe significant. ^ 

The raot'e degree p'rograrts an institution offers, the larger its budget 
' » '' ' 

shar^ for fiscal' and information servipes. Evidently, where there ar^ 

many programs and deans., there is a need for more (and more widely avail

able) financial and managerial,data than,in less complex institutions. 

64 
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Budget per student, as noted earlier, is a crude measure, relating in 

part to institutional wealth, but also to the mix of programs, and to the 

presence of significant research expenditures. It seems clear that the_ 

bigger an institution's budget is in relation to the number of students it 

has, the smaller the share of. its budget that goes for^ ex"ecutive manage^ 

ment and- fiscal and information services. There does not appear to be a 

relationship between budget per student and development expenses or 

logistical expenses. 

The number of degree programs, total enrollment, and number of 

students jfcr program do not appear to be broadly useful as"predictors of m 
ioffa institutional support expenditures. 

Table 3: Pearson correlation coefficients between insU.tutional 
support expenditures and institutional characterjjrtics 

r 
• 
Variable 

Budget 

• Total FTE' 

% undergrad 

. $/student, 

Pnograms' 

Stu/program 

% on 
Mgmt. 

-.58 • 

.36 

.09 

-.79 " 

.39 
> 
• 13. 

% on 
Fiscal 

-.40 

.52 • 

-.02 

• -.75 •* 

' .50 „• 

. +.29 

% on 
Log«t. 

-.51 • 

™ -•'•0 

' ."^^ 

-.17 

-.08 

-.25 

% on 
Devel. 

-.65 •• 

-.'il 

.65 »» 

-.1<1 

•-.07 V 

-.56* 

Subfcot . Total 
exc Dpv. Percent 

"•̂ .59 • -.79 ** 

.21 -.17. 

-.02 .38 • 

-.67 •• -.45. 

,33 .18'" 

• +.06 -.32 

Correlations marked * are significant at the .05 level. 
Correlations marked •* are significant, at the .01 Jevel. 

^ 

The mutual contributions of the six institutional characteristic's in 

explaining differences in institutional suppor̂ t shares were ""examined .with 

multiple regressions. Initially all six factors'were included,^but the 

results were inconclusive;. Based on the simple correlations shown above, 

it was thought that the overall budget and budget-per-student variables 

may have^interacted in such a way as to lop^found the Analysis. Hence the 

latter vaciab'le was left out and a second set of analyses performed. 

Taken 'together, jthe five variables •— total budget", students per 

degree program, number of p^rograms, total- enrollment, and percent under-

graduate — ' explain most (76X) but. not all of the variance in institu-

tional support sharevs between institutions (Table 4). 

r • , ' ' '̂ 
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Lob Table 4: Multiple regression F-ratiofs and other statistics 
• omitting budget-per-student 

Subtotal of executive, 
fiscal and logistical Total institutional 

Predictors 
Students per program 

Number of programs 

Total budget \ 

• Total enrollment 

Percent undergraduate 

" F overall 

^ R^ 

services 
6.932 » 

4.638 

16.307 »* 

3.049 

.739 

5.425 » 

.82 

support 
^ ' ,/1.860 

2.997 

7.503 » 

1.580 

.912 

4.144 

.78 

services 

t-

' \ 

^ 

« 

, n 

* = significant at the .05 level. 
•• = significant at the .01 level. y 

In this analysis, total budget clearly emerges as the most powerful 

predictor of the percent spent off institutibnal support. 

Further analysis of the relationship between budget and institutional 

support shares was undertjaken. After experimentiing with a number of 

curv.ilinear relationships, the log of budget-was found to be a better-

predictor of institutional sup^J-t budget shares than-was tfte absolute-

valu^. The results of the linear and/logarithmic regress'ions are shown in. 

Table 5, and the resulting" logarithmic curve is depicted in Figure 2. 

;Table 5: Linear and logarithmic regressions 

Subtotal of executive, 
fiscal, and logistical 

Item services 
Linear regression:'(y = 

a 

b 

R2 

F 

Logarithmic regression: 

a 

b 

R2 

F 

a + bx) 

6.93 

-.00001 • 

.34 

5.25 • 

(y = a + b log x) 

27^28 

• -1.86 

.37 

5.87 * , -

Total institutional 
support services 

« 

• 

" 

11.07 

--'.00002 

.63 

16.69"̂  •• 

51.29 

-3.68 • 

.65 

16.^9'"* 

» = significant at the .05 level 
•• = sigftifioant at the .01 level 
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^ Four of these universities paid all institutional,support costs out 

of generaf revenue; four charged back all costs to schools or other cost 

centers; the remaining five pursued a mixed strategy, meeting iSoAe costs 

out of general revenues but charging others to cost centers. 

Although the institutional characteristics identified in thi? study 

explained much of the variance in institutional support spending, it is 

clear, that there are other factors at work which this study did not 

capture. Futurejstudies might investi^te such items as urban vs. rural 

location; single vs^-qayltiple campuses; centralizaWLon vs. decentralization 

as iQ management style; research as a share of total budget; relative 

stability* of the institution vs. rapid growth ajid development; presence or 

absence of major capital campaigns; and continuity of leadership vs. rapid 

changeover of senior personnel. 
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NDIX A: INSTITUTipNAL SUPPORT EXPENDITURE. DEFINITIONS 

Executive management includes:. 
/*. - governing board (trustees' office, corporation secretary, etc.) 

W^ - - chief executive officer (president, chancellor; associjated expenses) 
>• . - chief academic officer (senior acaderoiip officer on "each campus) 

•' - chief business officer (e'xecutive vice-president; vice-presidents for 
finance, business administration, plant ^nd services, etc,) 

- planning and budgeting (budget offices, planning, ihst. research) 
- legal'counsel (internal and external). 
- equal employment oppoptunitry (affirmative action, etc.) 

Omitted noi<-comparable items included: academic senates; i n v e s t m e n t 
^management expenses, some" of which showed up in operating budgets but most 
of'which are charged to investment incomes; chaplaincy,\or equivalent;, 
other activities such as university historian, university professor..-

4 ^- • .- " •» 

Fiscal and information services included: ^ ' • = ^ 
- fisdal reporting items -such as accounting, cashiers, grant and 

•' contract administration, internal and external auditing; 
• - administrative data processing, mgmt. information, and: systems devel

opment. Since some institutions bill data"processing to users, not 
ail costs may. have been captured in this cate,gory. 

Logistical services'included: 
- employee personnel and records; / 
- purchasing; . " ' ' 
- environmental health*and safety; < 
- , security. • • . 

Other items varied so widely as to be non-comparable. 

Community relations and development included: v • * 
\ * - Vice-Presidents for Development, F'ublic Affairs, and similar 

^ activities, plus other development staff and co^ts; i . 
- Public Information, Public Relations,, and Publicatiorw except for 

- ' catalogue and bulletin costs; 
- Alumni Relations; 

** - Fund-raising, capital fund-raising, "relations with schools" and 
• government relations/resources. . y> 

/U 
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PUBLICATION USAGE INDEX (PUl ) : 
• A QUANTITATIVE METHOD OF EVALUATING -THE 

PUBLICATIONS OPSeiENCE FACULTY , 

Dr. Gloria J. Dyer. t 
, . ' ' "^^ Department of Biology, ' 1 

^Fair leigh Dickinson University 
• - * 

With the prevai l ing academic problems related to%1nances and enro l l 

ment, qual i ty w i l l of necessity'increase in importance on college campuses 

. i f an i j ist+ttrt iori is to survive. Quality of faculty research ac t i v i t y must 

be .included, in. future h i r i ng , promotion Snd tenure decisions.^ . 

measure of research ac t i v i t y may be found in a faculty^member's 

publications.. According to the results of <i survey by Startup and Grun^erg 

( 1 9 7 5 ) / " ; . , e A t ins ' i c rewards in the form o^ prestige and promotion flow 

not sto.̂ imjch ^from.res.e^r-ch' ajcttVity as from i t s products - - par t icu lar ly 

pQblish#d>mateFials." They go.on to report that 55% of the"respondents f e l t 
' _ / • " X 

Jl press;ire to do-r.es«arch'aiTd tQ publish for promotion. This pressure was 
' . - . . • ' • • \ , . . ^ . / 

.- f e l t by gOV§% of'Servion Lecturers^nd 93.3% of Lecturers, 

, ^ ' Whil^.-it i s easy t6 count-the publications and determine numbers, 
9 - - ' \ / 

' a det'erminatiorv oAthe qual i ty of„the ptiW-ie^ions is more d i f f i c u l t . This 

difficuPtyrraay .be-behfhd Batista's<,observation in his review of the l i t e ra tu re 
y " ; - : ~ - ' \ ' . - . - - > . ' - • • •. • • .. *" 
(1976), t h a t the pcedominant c r i t e r i on in college teaching is research and 
ubl icat ions, 'which-are rfot 

The purpose of t h i s s t 

evaluated but only counted. 

tudy was to determine s t a t i s t i c a l l y i f put)lications 
* < ' 

were, in fac t , being used in promotion's in science departments of two" 

d i f ferent i n s t i t u t i o n s ! to determine s t a t i s t i c a l l y , i f Mol ica t ions were 

counted or evaluated for promotion; to propose a method of quantifying . 

sc ien t i f i c publ icat ions. 

. 7 
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-Dissimilar universi.t.ies were selected for Sampling.. School A i s 'a 

l a r g t , state-supported, urban universi ty with a student population of - ' 

. approximately .46,000. Doctoral degrees.are awarded in the sciences.. The 

University consists of six campuses and th i r teen colleges. T^" oldest 

college of Ahe University of fer ing a broad curr icula* in the ar ts and '• 

sciences was sampled. ' School B is an independent, ur-ban and suburban 

universi ty with four main branches OQ three campuses Serving.approximately 

14,000 graduate and undergraduate students." School B does not award_:J 

doctoral degrees. I t Is in a state other than that of̂  School A. 

Three measures of faculty productivi.ty were researched. • They were 

the to ta l number of publ icat ions, pufif ication evaluations, and c i ta t ion 

counts. These measures were obtained for the f ive yeai^s precedia^ faculty 

promotions in the science departments of the two d i f ferent i ns t i t u t i ons . 
# . . . 

The time range of the study encompassed 14 years from 1964-1978. 

The facul ty sample consisted of 157 promotions to the ranks of assistant . 

associate, or prdfessor in the 
/ 

ten years and included both males and 

afid females.. Promotions were determined from old cataTogiies>and school 

newsletters, and* were co;»Tirmed by the ind i ^dua ls in the sample p-r by corrobor 

-a t ing information^Jji other public f i l e s . ' ^ . ' > ^ -

•PUBLICATIONS ' . • ^̂  f , 

Publications provided t'rfe data base for the publ icat ion count,'pub-

l i ca t i on evaluation and c i ta t i on cotint^' This*study uses the publicat-ton 

count to determine i f i t correlates with publ icat ion evaluations and c i ta t i on 

counts. An evaluation of the pt ibl icst ion was made atcording to a-weighted. 

scale in the manner of Voeks (1962), and Sief r ied *nd White (1973*). . 
. • . • * % 

^ 
•Ik-
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However, evaluation was based pr imari ly on the "impact ra t i o " of the 

jouj3*ial, ^s l i s ted in the ".Journal Ci tat ion Reports" volume of Science , 

Ci tat ion Index. The impact rat ing is "a measure of the frequency with ' 

which the 'average ci ted a r t i c l e ' -in a journal has been ci ted in a part icular 

year." (Journal Cita;tvion Reports, 1^74)'. Those journal^ with an impact 

ra t ing of one or greater were weighted with three points. . There are 

approximately 750 jdurnals with an impact rat ing greater' than one. Those 

journals with an impact rat ing less than one.but l i s ted in SpTwere weighted _ 

two points. There are approximately 1,700 journals,wi th an impact ra t io 

. le^s than one. Those journals which were not one of the approximately 2,500 

•journals l i s ted bySCI were given a one point weighting. -The weighting 

scale .is as fol lows: - •, ' , ' 
/ • : ' ' • . . 

Annual'Review Volumes, Symposia ..* 5 points 
(5/n i f n, authors) 

* . r 

" • - ^ ' ' ' V 
Monographs (Includes a l l published booRs 

except textbooks and.edited ' • - . 
• • volurties)' -..'.' 4 points", 

.* • _i' , • . . (4/h i f n authors) 

Ar t ic les in journals'havi«ng an-impact " ' " ' • . • 
- rat ing of one or-greater . _ . . . . . ' . . . : . ' 3 points 

' , .' . " ' (3/n i f ' n authors) 

Ar t ic les in journals having an impact •' - • ^ 
rat ing less than one, s.pecialifry and 
regional journals, contributions to " ' . 
encyclopedia, proceedings -.... ' 2 points 

(2/n i f n authors) •-

• All^ othe^' publications* , . . . . . - 1 point 
• ̂  " ' . ''' (1/n if n authors) . , 

* textbooks, edi.ted books, signed research-reports, chapters^ 
in books, discussion papers, book reviews, abstracts, bibl/ographies, 

.guide books, published'memos and bulletins and government documents, 
letters, manuals, audio-visual authors. Not considered—*-
' to be .published,' ERIC articles, ghost writing. . ., , . 

1 

7. 
*o 
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Citation Count -- The Citation Index, volumes of Science Citation Index 

ovide an author listing followed by a list of the.published artfcles 

and years in Which he/she hâ s been acknowledged by a citation. Citations 
— I 

were counted for the fî l̂ e years prior to promotion. 

<n 

•<y 

The study o f -pub l icat ions-wi l l be commented upon as applied to the 
' A' 

total sample and at specific schools. The publication dount .in the science 
•— • < 

departments in the schools studied was the single most important promotional 

category of several categories studied. The results of an analysis of', 

variance for the total sample are seen in Table 1. 

-The data'^ presented below., are I'n agr^eement w'ith Al'eamoni and Yimer 

(1973,), who report the academic rank of an instructor seems to be.more 

high.ly related to publication? than to other criteria. 

Publications were examined .in relation to the citation counts and A 

the publication evaluationsj as well as a simple publication count. ,. . 

'Significant positive correla.tions were obtained, as seen in Table 2. 

TABLE 1 

• - ANALYSIS OF VARIANCE FOR DATA' ' . . 
• ' • .CATEGORIES BETWEEN RANKS 

Data. 6ategory 

Ci tat iof l : Count 

Publication Count 

PUbl icat ion ' Evaluation 

Grants^ 

Student tvaTuation 

F (Probabi l i ty) * 

F-= 2.76 (0.07) ' 

F = 5.82 (0.004)* 

F = 6.13 (0tOf)3)* 

K= 1.16 (0.32) 

F = 0 (1.0) 

Sjmple Number ' M 
156 

• 156 

156 

156 

103 
# 

* p - 0.05 

> . 
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TABLE 2 

PUBLICATION-CORRELATIONS FOR TOTAL SAMPLE 

• 

Publication 
Count 

Citation Count 

Publication 
Evaluation 

-

•"T 

Publication 
Count, 

X 

' 

Citation 
Count 

0.51* 

X 

•s-
* 

Publicat 
Evaluat 

0.89* 

0.58* 

« 

X . 

ion 
ion 

r 

/ 

' 

\ 

• , 

• 

' 

^p-^0.05 • . . . 

Publication Co'unt Versus Publication Evaluation 
• ' • • < 

, The strong correlat ion between the publi£.ation count and evaluation 

(0.89) would be -expected. A p r o l i f i c wr i te r stands a better chance of 

having his work appear in journals than does a sporadic wr i te r . A person 

who writes '^^v)/ l i t t le^wa j j ^yoe expected to have a low publ icat ion 

e\faluation. . While dianietrica.]ly opposed, both groups would provide the high 

correlat ion between publ ication'counts and evaluations that.*was obtained 

in the present study. The strerig|h of the present correlat ion" coVroborates 

the finds of Cjole and Cole (1^3 ) \n.ptiysics. 

Publication CoUnt Versus Ci tat ion Count - * , 

The moderate correlation.between the c i ta t io^ .ahd publication count 

(0.51) is in terest ing. Thefc'orrelation' implies thaVthe sample includes. 

both many wri ters who Jiave htgh publ icat ion counts and ci tat ion,counts 

and wri ters with low publication and low c i ta t i on counts. In f iddit iort , 

there must be-writers who have high publ icat ion co;jnts but low c i t a t i o n * * 

counts, and vice-versa. Twenty-six percent of the to ta l sample, xn fac t , 

^had j io c i ta t ions at a l l . . . ' ' • ' • * 

\ 

V 

X 

7i 
• > 

file:///n.ptiysics
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Table 3 l i s t s examples of publ icat ian aftid c i ta t i on counts to i l l \ j s t ra te 

th is point . 

lar 

TABLE 3 

PUBLICATION AND CITATION COUNTS 
FOR SELECTED SUBJECTS 

\ 

Subject Publication 
Count (5 years) 

Ci tat ion 
Count (5 years) , 

1 

2 

3 

4 

'5 

'6 

. 7 

. 8 

7 

40 

17 

10 

9 

39' 

246 

133 

110 

10 

0 

5 

12 

Subject 1 has a low publication count with high c i ta t ion counts while subject 

• 5 has a .high publ icat ion count with no c i t a t i ons . 'The practice of counting 

publications-is apparently widespread in the consideration of univers i ty 

promotions. However, the preceding ejf^mples defnonstrate that 'count ing 

publications does not.-guarantee that qual i ty work is being .rewarded. 

Citat ion Count Versus Publication Evaluation ^ 

A moderate corre lat ion between the c i t a t i on count and the publication 

evaluati9n was found (0,58). The publication evaluations' for each a r t i c l e 

ranged from alow of 1 to a high' of .5 points. A perfect corre lat ion was 

not found since a high evaluation could, have been obtained by subjects 

with many ar t ic les rated at one- point wUh few c i t a t i ons , as well as 'by 

subjecvts with a few/art ic les rated higher. .Table 4.1 l lust rates th is point . 

s 

§• 

^ • ^ 

7n • 
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Subject 3 has many lesser weighted ar t i c les than subject 4, but 

both have the same to ta l evaluation. Publication evaluations, as demonstrated, 

have inherent sourtes of error and cannot be re l ied upon to demonstrate 

qual i ty of work. ' 

"Publication Usage Index" 

Perhaps one measure of the impression an instructor makes upon his 

d i s c ^ l i n e could be obtained by div id ing the number of c i ta t ions by the 

publication count. This "PUI" wouW provide the average number of times 

an instru'ctor 's a r t i c les were ci ted by other authors. Table 5> gives 

examples of how th is would work. 

TABLE 4 

COMPARISON OF PUBLICATION RATING 
SUBSCORES FOR SELECTED SUBJeCTT^ 

Subject 
One 
Potnt 

- TWo 
Points 

Three 
Points. 

Total 
Evaluation 

1 

2 

3 

4 

5 

6 

3 

0 

1 

4 

2 

6 

1 
\ 

2 .̂  

'^ 

12 

' 

o . 

. # 

., 

18 

18 

14 

14 

34 

37 

77 
\ 
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TABLE 5 

COMPARISON OF PUI FACTORS FOR 
SELECTED.SUBJECTS 

Subject 
publication 

Count 

12 

11 

•' 17 • 

% -17 

19 • 

Citation 
Count 

0* 

13 

55' • 

10 

240 

1 

• 

B 

^ 

PUI 
Count 

0 

1.18 

3.24 

0.59 • 

'12.63 

/ 

A person, such as Subject 1 , with publications but no c i ta t ions 

would have a zero PUI-factor. ' A person, such as Subject 4, with 

many publications but],few c i ta t ions would have a'PUI factor less than 

one. A-person. Subject 2, who averages one c i ta t ion per a r t i c l e would 

have a PUI factor of approximately one. A person with a few publications 
« 

and many c i t a t i ons , srfch as Subj'ects 3 or 5, would have a PUI factor 

much greater than one. - ' ' -

Hagstrom (1971) had used a similar, njeasure in his study, "The Prestige ^. 

of University Departm^ji^s." .However, he used mean c i ta t ions in 1966 and ; 

divided by mean a r t i c l es published from 1961-1966l> Since Science Ci tat ion 'f. 

' * * , « 

Index began' in 1961 by indexing only 700 volumes (now 2,800 Volumes are >;' 

~ ' ' I 
indexed), the Index may not have been Targe enough to provide the sens'itivitya, 
needed. 

7d 
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PUBLICATION USAGE IND.EX 

If the PUI factor is examined for both schools, an interesting 

event is seen (Table 6). 
• / 

TABLE 6 

EAN .PUBLICATION USAGE 

Rank School A 

Assistant Professor 

Associate Professor 

Professor 

1.93 

6.58 

6.35 

School B 

0-.73 

1.38 

2.13 

The progression through ranks at School B reveals a tendency to 

select for instructors who have more citations per article than those 

instructors in the lower ranks. How this selection occurs in practice 

was not revealed by the present study. 

The PUI at School A reveals that the mean article written by 

instructors in the senior ranks is cited 6.5 times. Each article written 

hj/ senior faculty at School A is cited by approximately six other papers. 

This gives some indication of the impression the senior faculty at School A., 

is-making on its respective disciplines. 

The PUI at School B discloses an increased (but not stgnificant) 

citation rate in senior ranks, w'ith professors' articles being cited bj . 

two other articles. " - > -

\ • » ' ' 

Analysis of variance revealed significant differences in PUI between 

the schools (F = 9.68, df = 155, p = 0.002), but .pot between ranks. There 

was no interaction between schools and ranks. Hagstrom did find that average 

research articles and citation counts combined accounted for half the variantie 
in rated quality'of departmental .prestige'. , -

\ 
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'TYPES OF PUBLICATIONS BY DEPARTMENTS . ' ' 

The highest percentage of facul ty members published ar t i c les in j 

journals J is ted in.Scienc4 Citat ion Index. "A smaller percentage published ^ 

in jour^nals not l i s ted in the Index. Table 7 l i s t s the departments and the 

percentage of faculty.publ ishing in journals with d i f fe rent values as 

1 -̂" • \ ---
deo^^fluned in the weighting scale used in- the present study. 

The departments of Botany,'Geology, and Zool^gy.jat^ School A have 

hi-gher percentages of*publ icat ion in journals with lower we4gf)tings. 

These journals should not be thought of as, "lesser" journals.* Rathei^ 
• • » -

what is being seen is a re f lec t ion of the current a c t i v i t y in the 

4? 

7 
d isc ip l ine . I f a d isc ip l ine is in a le«s actiye stage, the journal 

a r t i c les w i l l be ci ted less-frequently and w i l l be accorded Hsser weights 

The discrepancy between departments underscores the need tcf establish 

promotional c r i t e r i a wi th in subdisciplines of science, and i l l us t ra tes 

the dangers of establishing generalized promotional c r i t e r i a . 

To summarize, "the cfata in^'cate that while publications are a factor 

in faculty promotions, only quantity is measured. There appear to be'no 

attempts to qua-ntiVy publications in any way. The l^ubjicfftion Usage 

Index is suggested as one way in which pablicatioris could be quantif ied 

i f certain caveats were included. One would l i e in t ry ing to quantify 

that exceptional work that does not f ind immediate aOre^Jtance in the f i e l d . *̂«~-«. 

Another would l i e in t ry ing to quantify publications between departments. 

However, when hard administrative decisions must be made, perhaps the 

Publication Usage Ind^x could aid in judicious and thoughtful evaluations. 

\ 
t 4 - , 

bij ' •-: 
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TABLE 7 
t 

PERCENTAGE O'F FACULTY PUBLISHING' IN VARIOUSLY 
WEIGHTED JOURNALS BY DEPARTMENT 

.. * 

Department 

School A 

Microbio'logy 

Botany 

Chemistry 

Geology 

^Physics 

« Physiology 

Zoology 

' 
School B 

> 1 

Biology 

Chemistry 

Physics 

' 

Journals 
Vfil ued 
1 Point 

43 

72 

43 

. 78 

24 -

57 

75 

~ 
-

. 17 

21 

*3S . 

V 

4 

• 

^f 

Journals'*^ 
'Valued 
2 Points 

-57 

.43 

28 -
9 

71 

15 

50 

•33 

:>— 

> 

36 ^ 

l̂ 
41 

Journals 
Valued 

3 Points 
ft. 

• 86 

lod 

87 

• 89 

%7 

• 100 

• 83 

t 

54 

- 53, 

41 

,BIBLIOGRAPHY' 

Journals Journals 
. Valued "*s. Valued'' 
4 Points 5 Pbints 

^ 

• 14 . > 

./•' ' 4 -

t 

10 

T 

V 1^ 

• / ' ! , 

r 

: • • . • • • . \ ; 

Sample 
Number 
-

' ' 

•7 

. 7 

'23 •• 

.7 -

6 ̂  

6 

12 -N 

-

,' 

28 • 

19 

•17 

•_ 
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^ 
/ 
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.Peter T. Parago 
Office of Analytical Services 

BQSton University 

THE ROLE Or^ INSTITUTIONAL RESEARCHERS ' 
IN LABOR CONTRACT ADMINISTRATIONS 

Sinc€v the".j|̂ eme of this conference is "Doing Institutional Research: 

A Focus on Professional Development", I thought it may be appropriate to 

speak about an application^of institutional research' whi^h may be .ney to 

many of you. My topic is the role of institutional research offices in 

labor contract administration. 

The organization of various employee groups at higher education 

•»•'<' 
institutions into bargaining agencies has been a*growiftg movement over the 

f 

past 10 to 15 y^ars. Today, in many institutions most employees, • 

including maintenance,.security,• clerical, ̂ nd' professional staff, as well 

as' faculty members are represented by bargaining agents recognized by the 

NLRB.• In state systems or foultiple -campus institutions, the legal 

interaction between the administration and the unions takes place at the 

central administration level /ather than separately at each campus. In 

single caftpus institutions,-' this interation -takes place righf on campus 

and is' often far more visible to all employees, studentSf and parents. 

While the involvement D£ I.R. offices in labor contract related activity 

ma-y be more frequent in single campus institutions, even m multi-campus 

institutions, much of the dafa needed to fuel the process" must be supplied 

by the I.R. offices Located at tĥ e individual campuses. W^y^ you may" ask, 

involve Institutional Research'offices at all? • " 

'Dealing with ^pet^ei organizations effectively requires, among other 

tilings,' accurate|, up-to-date and quickly retrievable statistical- 3nd 

^ . 

76 85 
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financial information about the bargaining unit. During contract 

negotiations, decisions ^are made and remade in • a relatively short and 

stressful time period. These decisions often involve policies and major 

^financial commitments for several years info the future. During the life 

of the contract, exact administrat'ion of contract provisions, timely 

reporting and monitoring of implenjettted changes^ and the ability to access, 

\ analyze and present historical data for^/'^ievance cases are' all 

essential. Errors at any of these stages can be both financially and 

politically costly. The combination of skills" and dataf required to 

respond to these needs, typically exists in the institutional research 

office of the institutivOn. Just exactly how'can I.R. offices help in this 

V 

process? 

TYBES OF SUPPORT NEEDED IN LABOR CONTRACT ADMINISTRATION 

During Contract Negotiations 

Contract negotiations typically involve the two parties presenting 

their respective proposals, wfiich become the star;ting point for the 

negotiations. During the course of the bargaining, different {>arbs of a 

•contract are hammered out onh at a time. Usually each side has a handful 

of key issues vjhich they consider important enough to fight for and other 

issues which are ."straw men"' proposed -flmly to be "yielded" during the 

bargaining. The key to the administration's stance on many of thBse 

issues, primarily concerning wages (or salaries) and fringe benefits, ,i?8̂  

cost. Therefore, at e^eh stage of the^ negotiations, from ,original 

proposals to final contract, the cost of each alternative must be quickly 

and' accurately calculated'. This is where the institutional research 

office comes in. With access to the hecessary data and. dat^ processing / ^ 
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ability, that office can model benefit costs in a yay that will allow the 

cost of proposed wage increases or benefit changes to be calculated 

reliably and quickly.^ Our experience has been that this .type of model 

needs to use individual' data, dbout bargaining unit members, rather than 

aggregate data, and combine these with changeable contract parameters. 

Using individual records rather than aggregate data is not oniy likely to» 

yield more accurate rtsults but alsb allows far more, flexibility \n the 

analysis and, coating of alternative contract scenarios. 

Development of Comparative Statistics. 

In the course of normal labor' relatidhs, one party oj both will 

inevitably resorf to presenting comparative data to support- their own 

position or to discredit the opposing position. This is another area 

where administrators will turn to the institutional research jOffice for 

help. It is the responsibility of good institutional researchers ta have 

at .their fingertips the most current statistics about their own 

institution as well as about other corap"arable institutions. -In addition, 

current and historical regional and national statistics must be accessible 

^ranging" from the Consumer Price Index to various labor and, fcensus 

statistics. Even more important than having the available data is the ̂  

need to have institutional researchers who can critically evaluate the 
! • • 

C^evance of the, data and co r r ec t l y i n t e rp r e t them." ' This i s one point 

where the s k i l l and the i n t e l l e c t u a l i n t e g r i t y of a good researcher ca-n • 

often be put to the t e s t . ^ 
^ ^ ^ ' . • 

During the Administrgtion of ContracC-. 

The - f ina l con t rac t s negot ia ted , e , spec ia l ly" those involving fatfutty, 

can often c a l l for complex a l l o c a t i o n schemes aimed a t a c h i e v ^ g very 

8/. 
-g,- ^ 

«t 

/ 
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'i«-. / '•" specific ^results affecting, different, groups in the bargaining uni 

- * '• 

typical example for faculty may anvolv^ different benefits as a fun^ction, 

of longevity, academic ranlc, and acidemi-c d isc ip l ine . The ins-t i tut ien 's • 

. • . , • • . \ . 

data processing facility may not- be set up to handle such unusual 

. -^ . . 
(ialculatioas or be able to incorporate them m their regular reports on 

.- - , •< • - 9 X 

short notice. This is another area wherev ah'institutional research office 

y^can be called upon^to play a key part. The cal&ulation and implementation 

^-oa complex formulas for salary increases requires analytical skills, a, 

complete and accurate data base, and the data processing ability /to* . »~ 

-combine the twoj I will return to the issue of the data base, since it 

has proven in our experience to be one' of the more difficult aspects of 

tabor contract related work. i 

# . / 

Analysj^ and .Reporcing of jthe Results of thg Contract. 

One of the inevitable, and probably more useful, results of haying 

negotiated labor contisB:ts for any segment; of employees^ is' the increased 

dem^d frdm both union-*and adfeiniatration for d6sc'ripti*ve data' about the 

status of the bargaining unit. The contract typically,, provides for 

periodic (e.g.. monthly) reporting of curiSB.nt membership^ th,̂ ir 'wages Or 

sa'laries (possibly for current as well as" s-evpral. histor-ical periods), and 

numerous demograpjjic d#BCVipto&^ which* identify employees as belonging to-
• . ^ \ • . •' ' . : ' ' ' 

one -or another subgroup of .the bargaining unit. Both the administration ^ 

f . . • ' ' *^ •• • 

and the union will be interested in howcl6sely and exactly' the provisions . 

of the contract were carried out and at what cost. In addition, both. 

groups will attempt"* to identify individual and/or group inequities which, 

may occur. Again the keys* to providing this information are >analyfical i 

ottpability, good data, dnd the necessary data processing capability. 

> In the course of • providing, this type ".of information;' a^rinteresting 



8̂  

choice may arise. Unions will, on oCcassion,' burden the employer with, 

.blanket requests for large amounts of information. _They- are often am£u 
^ 

N 

entitled to have access to ̂ this type of information." The. choice nhith 

arises is whether- to use institutional resoQrces to perform a large number 

**• . 
of analyses requested or ta provide raw data instead'. "While the initial 

. * '.* 

impulse may be "give t h e i n t h e data and l e t them do the Work", i t i s , 

usual ly '^bet te r to provide the r e s u l t s of t h e ' r e q u e s t e d ana lys is i n s t ead . 

The reascup "is that whenAraw data are pi?"ovided, arguments w i l l inev i tab ly 

a r i s e about tl^e cor rec tness of the analysis* performed by the union or of 

'» 
the conclusions drawn from the data. The ins-titution will want its own 

- , ' ' • * * 

analysis done to check the analysis made by 'trfe union^. Since the work 

iJill have to be done anyway it is easier to provide the results to start 

«• 
with, so•everyoife works vjith the same information, avoiding when possible 

^ « • •• • ' *• . 

the debate abaut tha analys-is. , The analysis* needed is ideally performed 

by institutional researchers. 

\ 

I 

Providing Data,.for Grie\<ance Settlements. , • , 

One additional aspect of. an organized labor ̂ environment which may 

require, the resources of an | institutional research office is the 

' . • * 

processing .-of grievances. Grievances, by their nature, involve claims 

\abouU past eventp, act~̂ , or. procedures. As such, they-xrequire complete 

' fand, accurate historical data and their meaningful interpretation^ .This 

I V - • , / / « - . _ 
• type of data are^not normally kept on-line by flata processing centers but 
must be retrieved and compiled. frdli3*,hi8torical records usually spanning 

* . • ' , '. ' , ^ , ' > 

several y e a r s ^ Depending on the method by' which such data are s tored ai^jj^ 

the data pcoc^ss in^ c a p a b i l i t y of the ins t i tu t ionar-xeSBt t rch o f f i c e , th,is 

r e t r i e v a l ' t a s k piay well fal l -upon in s t i t u t . i ona l . researchers-. i " 
4\ 

^ 
.'8.7 

» 1 

» 
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^ V 

The decision concerning the rale that tihe ' institutional research 
.• ° • • ', » 

office pLays in labor contract admin lustration ^s influenced not _ only b}' 
> , . ' * • _ 

the technical ability of ^uch an office to provide support, but aiso^bjy 

. : '" • , . ; ' ' • ' ' • 

considerations of the costs and belief its,, involved. ' The qo'sts are. not 

*• - - ^ , 

negligible. A campus which may have s.ayeral bargaining\mits representing 

' " . * - • ' .- n J ) •\ * ' • 
different employee groups, all "negotiating their own /contracts 'On 

. ^'^ . ' • • '. - \ A . ' 
independent schedules is likely .to be involved in negqtiatio^is almost on 'a 
constant basis. New contrac,ts with 'new provisiorfs begin, annually. . In • 

-* ' * --» -
such a situation, the support-^-needed coul̂ i well tecfuire- the fuH-fcime 

iomijiitment of an analyst, ^s well as .occasional research^aid^ programming 

support. . In addition to the staff time, this invo-lvement '̂ will ̂ require 

•.'' • :. • ' • • . . ,^Jy '• 
constant- and 'extensive use- of data processing fac i l io ies . ' / 

* > ' , ' 
In exchange for these commitments, the inlTtitution receives several , 

benefit's. The ' first- '̂'of th,ese • is better information ' prepMfed 

W 

professionally and consistently by ins t i tu t iona l researchers who become 

J ^ intimately knowledgeable about data relevant to .the vdriou* bargaining 

' u n i t s . A second benefit is".that the variety of analyses and differetit , 

ways of examining £rends in staffing and benefits will provi'de. insights ;^; 

• intb /tfhe ins t i tu t ion ' s health Vhich the admin4.scratton ma;^^ot have gotten 

witrfput the close scruting of -data required in this process." Questions 

- ^ 

personnel policies and procedfrep and t,he analysesLwiZl pften reveal areas 

where changes or- improvements can-, be mad^ to the benefit^ of the 

;•«. - . • • ' ' K ' . _ ° 
institution. - . .> ' • 

Should institutional Tresearchers get;. , involved in labor contract 

1 ' ' . . • • ' ' • 

related wbrk^Aseveral difficultiea^will be confronting them. As we deal * 

' ̂  A ^ ' ' • . ' .•' 
: ••• . ^ • { < j • • ' . 
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record must be complete, a<?curate, a ndl current. Inaccur 

with^ statist Lea about large Dopulat'ions, we are used ti workijig with 

_' ; f • . . 

imperfect • or incomplete data. In fact we often sandwich our report's 

between caveats and disclaimers. When dealing with labor unipns,^ the 

usual 'tolerasRce for incomplete or-"-inaccurate, data is no' longer 

acceptable. Whe*n we deal with the administration of a contract or 

reporting data about the bargaining unit to .the union, each and every 

n re ̂u 11 

in costly grievance proceedings and awards against^^he institution. -

Obtaining accurate data to work with can often become the most difficult 

part of our task." 

Another difficulty possibly confronting those involve"d in labor 

\ 
3 

contract work is the ,result of the inherently adversary relationship which 

exists, between labor unions and management. I am refer-ring"^ the- chofce 

involved in the selection and reporting of data. Gare must be taken that 
1. - . . • • ' * 

data developed, or evaluated by institutional researchers in .support of 

' , V / .- i ^ 

arguments not be distortions' or" misrepresent-ations 0^ the truth. ' 

In closing I would have a few, words of advice to Aose institutional 

researchers who*may get involved in labor contract r^late4 work. V * 

V 
>id 'bfeing ' r e spons ib le "for data .maintenance. Thi« i s ' a-
'.er-6nding tars-k whi^h,. belongs not in the . i n s t i t u t i o n a l 

Avoj ^ ^ 
nev.er-^nding tars4c whi^h,. be longs 
research office but ,should^ rest with other, academic or' 
administrative offices such as the personnel, payroll, dean's or-
acadefhic vice president's-of f ice. ' 

- Be' on the .alert for* comparative statistics.; Establish, arid'; 
maintain contact with other institutions, keea clippings of d'ata 
published ' in. the * "Chronicle of Higher Eclucation" and by many 
•governmental and non-governmentdl agencies. •,-^' 

, ' » • '• • • , • • • ' 

- Perform analyses for both management and -union. By providing 
conaistentjiy conrplete and well analyzed dafa,' you.-can l>uild>a 
reputation for your office and yourself as sources o"f reliable.̂  
information and retain the respect of all pajrties.' You wiH 
also avoid being embroiled in debates about technical detai).s • 
which" c)ln" often cloud more ba^if arguments of substance. 

'4, 

^v,^ 
8 J •'. 

I 
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'Be able to stand behind your work with pride, 
your objectivity. ' 

Do not. compromise 
"pf 

For those institutional researchers who are cailed upon to support^ 
-. i t 

labor contract administration, thi? work-v^ill be both chajjenging and at 

times frustrating. In trtie end, howeveru you will find that the area is 

full of opportunities for dotf^ creative original research and for gaining 
• . . ' ' ' ' 

new insights into the health and welfare of your' institution. 

/, 

KJf 
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'A MODEL OF UNIVERSITY TENURE DECISION-MAKING: 
SOME ADDITIONAL RESULTS 

Winship C. Fuller, President, FAGHAMMER, INC. 

S-û san A. Goodwin, Vice President,'Univer^ity'of Lowell. 
r 
''J 

th is paper should be viewed as pcirt of an ongoing 'project by »the two 

luthors to use econometric modeling techniques "to evaluate the impact of 

selected factors on the process of pr-omoti.on and tenure decis-ion-making 

within the context of a large univers i ty . To date only ,the tenure deci

sion has been modeled, with th is paper extending the previous work of"' 

Fuller and Goodwin (1981) through the addition of v.ariables measuring 

regional labor marj<et pressure.- Further refinement is anticipated to 

include addition /)f 'several more'academic years, of decision data as well 

as similar modeling of the JFomotion "process. • 

University facul t ies wave t rad i t i ona l l y been highly concerned wtiR t 

the methods used in granting tenure, and natural ly so, since the goal of . 

thjis ffrocess >s to <^alidate facul ty accomplishments and to award careeia 

securi ty. Histor ical ly / , univers i t ies have used various c r i t e r i a in th is 

evaluation process; for example,' excellence in teaching, publica.tion, and 

r/esearch, as well as service^ both to the. academic community and ,to the , 

/profession'. Such factors are of course considered in the context of labor 

market conditions within §ach academic discipl ' ine, t^e level of tenure in 

each'department and colTege within the univers i ty , and the anticipated en-

rollment growth or decl ine. . , ' 

In the -1-980's and 1990's when-enrollments are expected to decline over-
. « \t * , 

a l l but not necessarily in an ev^n fashion across d isc ip l ines , i t may b^-

come more and more crucial to forecast requests for tenure by academic d is

c ip l ine . , This b̂ecomes a l l the more cmt i ca l * ^ i f an»inst i tut ion seeks t o ' 

impose broad guidelines for levels of tenure, or even g'oes so far as to 

speti fy goals and timetables for tenure percentages. I t is; wi th in th is 

context then that a model predict ing more than th'e numbers t i iat w i l j .be" 

applying -for tenure over the coming years would be hel 'pful; more -specific-

y j y , ' w h a t is the likeVihood that those who apply fo'r tenure wi l l 'pass 

through the qua l i f i ca t ion protedure. and achieve tha.t status? 
' - • 
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- An examination',of the l i terature^has yet to unearth a. formal. 

-ecohoiiiGtric model of the tenure- and pron]otion decisioh-making process. 

Much of^the l i te i /ature (see t h * ERIC data base) focuses[on the descrip-' 

t i o n s ^ f the procVsse^ and the i r appl icat ion, with and'without, col lec-

^ t ive bargaining, to planning- and inst i tu t ioaal . resource management, 

The University of Sc^uthern Ca l i fow ia Fa-culty Planning Model makes. 

* \ va iTab le to i t s users the probable__ impacts of changes in unwers i ty 

. pol icies along several of these dimensions. .However, i t has l i t t l e to . 

say concerning whether stated pol icies actual ly influence the >ndividual 

decisions made,on promotion and. tenure (see L inne l l , 19?^, and Linnell .. 

. arVd Gray, 1977). • ' ' 
' ' ' . * 

Presented herein are some, pre!imi.na.ry resul ts of econometric 

analysis of the actual tenure decision-making process at a large eastern 

/ university based-on information on a^jf+ie-ation for and the subsequent 

granti*ng or^JehyinJ o f tenure 'ove»;^^recent three-year period. This . 

\ process occurre4 within-the conte^.ty^f a -formal foatract between the 

University adminastratfon and a facu,lty unijOD. Both the tenure process 

and the c r i t e r i a us.ed were unchanged over the'time period in ^question. 

Maximum likeliho.od techniques are used to estimate the parameters 

'Of a mocfel' which accounts for the proba<b.le- correlat ion between "un

measured factors" which affect both»."faculty tenure appjic'ations" and 

the "universi ty tenure decision-making'"process." This model has been 

used to assist in predicting success -^ach iev ing a mandated frustee. 

goal of lower'frig .tenure by 10% Wer 20 years, 
/ i n q \ Preliminary results point to the following: ^r''^ 

(1) In spijji^ of the fact» that the number of publications since date of 

# hire i s ^ene ra l l y thought to be a predominant factor in a un ivers i ty 's 

tenure c r i t e r i a , the variable whi.ch meascTt-es a facul ty member's publ i 

cation history sirPce comirig^to th is i/ istitut-fon is not a dominant fa&tor. 

A variabTe potent ia l ly measuring "level-, of professional achieveme'nt pr ior 

to Joining this i n s t i t u t i on ' s facu l ty . " Tiowevef, does appear to have a 

^re lat ive ly stronger impact on the uninref'sity'"s decision. 

(2) As one would e*<p,ect, the uhiversi^^.appears to attach more importance 

to'yeaVs at th is insti t({t i ,6n than the ijid-ividual facul ty member does when 

deciding whether or not to apply for tenure. . ., -

, , (3) As expected, the two variables measuring labor market pressure point 

92 
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,quite-stroAgl^y towacd individuals- in lov^^Pfessure areas^being more l i k e l y 

to apply/for tenure. However, contrary t\p expectati6ns, these same^faculty 

appear to^have been more l i k e l y to have been^^granted tenure; some.possible 

reastons for th is phenomenon are discussed In the tex t . 

(4) While the possess-ior) of a^terminal degree i s , by. f a r , the most s i g n i f i -

-•cant determinant of whether or not an individual w i l l apply for__tenure, i t . 

is. somewhat Ifess important i n i t he univterSity's decision to grant or deny i t . 

V(5) The university'-s commitment to Aff irmative Action appears to be some-

•VJhat substantiated 5>^he posit ive coef f ic ient op a variable measuring mi

nor i ty status in -the tenure funct ion. r^x\ the other, hand, for whatever rea-

'sons, females appear to.have "a tendency not ^ even apply for tenure; there 

are several possible explanations for th is phenomenon. 

(6) A variety of other variables measuring an ind iv idual 's status wi th in 

the univer"sity appear to affect neither the a^pplieation for nor the univer

s i t y ' s decision to grant tenure.*^ 

F ina l ly , a comparison of the<simple probit estimates of each fun^ ion 

wi'th those obtained from maximum l ikel ihood analysis of the ent ire process 

(taking into account the probable correlat ions betweens^jimeasured influences 

on each decision) indicates that prop.er s^pecificalion-of the decision-making 

process is of v i t a l importance in determining how the variables influence , 

each set of jjiecisions. ', . v ' • 

A description qf the actual tenure process is specified in summary form 

in Fuller a/id Goodwin'(1981 f. The advantage and usefulness of th is type of 

model is severalfpld: >. 

(1) the da t̂a fs eas-ily collected as part of an annual faculty^ ac tWi ty or 

progress report , summarized by-the appropriate report ing administrator (dean^ 

div is ion head) for ttie annual report of the vice pre_sident; 

/(2) annual predictions can be made of those who^are most l i k e l y to make i t 

through the tenure screening process, ceterius paribus; 

(3) the marginal levels .of accomplishment which are necessVry to bring a 

junior facul ty meniber up ,to tenure cal iber can be rough !y^^en t i f i ed ; th is 

, becomes par t icu lar ly interest ing when applied to tW^Wunseling of women , 

and minority jun ior faculty as they undertake to qual i fy themselves for tenure. 

I . A Model of Tenure ' • 

cfas.sif i 

/ 

The granting of tenure Ccln easily be ied into a two-stage process 

(T^an indiv idual faculty member must decide whether or not to apply for 

•mi 

\ 
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tenure, and then (2) the universi ty must decide whether (y;_jiot tenure is^to 

be granted.^ I f an individual chooses.pot to apply for tenure, then, in th is 

model, no further consideratiofi is given to that ind iv idua l . - ' 

Within th is two-stage decision-malcing process, several considerations 

are important. First,, i t ie, unl ikely that the model is able to specify a l l 

factors influencing" both tpe deciS'ion to apply for and the granting of the 

tenure. At best, variables measuring the more important individual faculty 

member characterist ics,4labor market*conditions, and exist ing academic depart

mental ^eomposi #ions can be'col lected. I t is well-known th'cit, should unmea-r 

sured factors influencing the application decision be correlated with the 

unmeasured influences in the. tenure decision, consistent estimation" o f the 

parameters in th is model cannot be achieved without,taking account of this 

phenomenon. Details of "this sample-selection bias have'been presented else-

where (-see, fa r - "^sx^ le , Veati & Wise-(-1982) .and \Fenti (l982)-7"^'Meyer and 

Wi_se/(1979), Gr i l iches, Ha l l , and Hausman (1978), and Hausman and Spence 

(19/7J^. Clearly, any unobserved per.sonality con f l i c t whicti is l i ke l y to 

infiluence the tenure process would also be a factar of some importance in 

trte amplications decision. As a resu l t , some correlat ioo^lT^l ikely to exist 

betv^en unmeasured .influences in eacf) of the two stages of th is decision-

mAing process, and some measure of th is correlation'.must therefore be .con

sidered as part of the overiall model. Presented irt F.uller and Goodwin 

(1981) is a modeKwhich descrities two separate decisions being made by. 

d i f fe rent decision-makers with these processes connected byT;he l i k e l y cor-

relat ion between the unme'ascmed character ist ics in each equation. '' 

I I , Estimation and'Results ' , 

Fuller and Goodwin (1^81) describes*the tenure mod^l used in analyzing 

those factors which most s ign i f i can t ly influence both.the faculty member's 

det is ion to apply for tenure and the univers i ty 's decision -to grant tenure. 

In th\s sec t ion , a general descript ion of the data used here is fol,lowed 

by presentation eTnd-analysis of parameter, estimates. ' ' 

(a) Summary of iTata. Histor ica l data on facul ty accompfishments. was co l 

lected in 1977 as par"* of a president ia l ly mandated salary equity study.' 

Subsequdnt updates in the Spring of 1978 and 1979. have yielded the overall 

data base which^ is described, in Table 1 . I n ' b r i e f th is inforiJJfition can be 

c lass i f ied as fo l lows: The race of each individual faculty member was class

i f i ed as ei ther Caucasian, Black, Spanish-American, or Asian-American Whi.le 
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the'usual characterization of roale/female was used for the sex var iable. The 

highest degree received by eachVat^ulty member'was^ described as ei ther B.A., 

- M.A., or Ph.D. Information on the number of years to have elapsed since 

receipt of that degree was also obtained. A dichotomous Variable was used t-o 

indicate whether that degree was considered'to be the terminal .qual^'fica-' 

t ion for that part icular profession; for examp.le, in industr ia l technology' 

and in musical fierformance, an M.A. is considered by this inst i . tut ion to be 
' .. - / ' 

the terminal degree. 

<»^Years of teaching experience for each individual was divided into the 

n;jmber of years at the'• Inst i t i f t ion in'question #r>d the number" of years else

where. «TheVank of eaoi faculty member, was. c lass i f ied a.s ins t ruc tor , assist-

ant professor, associate pro*fessor, or f u l l professor; the number of years 

that an Individual had held that rank was also i den t i f i ed . In addi t ion, the 

annual salary paid each faculty member each-year was included. 

The variable measuring a faculty member's publishing producti-vity si-nce 

coming to the i ns t i t u t i on was deemed to be of primary* importance. The i n i t i a l 

' c l ass i f i ca t i on scheme which assigned a zero (0) for no pubTications, a one 

(1) for between one aiyi three journal publ icat ions, a two (2) for fouT to 4 

seven journal a r t i c l e s , and ^ four (4) for eight or more artic-les or,-for one 

or more books was converted to actual numbers of publ icat ions. The percent-, 

age of faculty members tenured and t^e percent in each academ'ic rank were 

calculated for each academic department and for each college wi th in the un i - , 

vers i ty . A dichotomous variable was also used in an e f fo r t to .capture unmea- , 

sOred departmental and .cq|ilege character is t ics . • . ^ 
Mean salary lev|.ls were obtained for most.academic discipl ines in an 

^>» 
e f fo r t to measure the-labor market pressures and opportunities .in each of 
these areass I t was also possible to specify those colleges wi th in the uni

versi ty where the most external pressure presented problems in obtaining 

.qualified personnel. Since there appeared to be three d i s t i nc t levels of 

labor market pressure withiri^the college*?~^(low, medium, and high), two dichd^ 

tomous variables were used to ident i fy each\ndiv idual facul ty member's 

status; thus, Separate "low pressure" and "higji pressure" variables were ' ». 

Created with the "medium pressure" status being the default category, 

(b) Dependent Variables. Records'of applicants for tenure, the s u b ^ u e n t ' 

' pr&gress through internal decision "channels", and ' t h e / i n a l evaluation 

were avaiUbl f i^ Precise iden t i f i ca t ion was possibVe oKtjiose who-appligd for •V 

9, 
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/ and those who were e i ther granted or dfenied tenure^, and how f»r each niade i t 
\ ' r • *• ' ' " • • 

through the f ive )Sta§e universi ty,decision process. All.-of this-infontLcitl'on ' _ 

was obtained for each of the academic yaj^rs 19/6-77, 197Z-78,.and 1,978-79.. '^ / 

I f a faculty member was not at the univeri- i iy during any. one of the'three ^ _ 

years in question, hig^or her data was c lass i f ied as missing for that yea^-dniy.. . 

The pooling of^^ata for the three years in question is legjt imate only 

i f internal university cond'itions were-essentially unchanged over the 'ent i re 

period. Two facts point toward this^being the case. F i r s t , the col lect ive 

bargaining contract delineating both the tenure process and the "tenure c r i ^ 

ter ia was i.n force and unchanged during the ent i re time period. Second-, the-
president, most of the dearis, and most of the membership of the relevant 

* ^ . • . " ' ;- ^ 
committees were unchanged-during th is period. i "" 

Cc) /A Tenure-.-^rocess Model. The results presented here are preliminary in 
" Y Z ~ ' " y • •^ ' ' 

the s.ense that ceiH^in variables discussed previously have yet to be ' in te-
r , •' ^ -- • 

grated into-the data base. For example, the effects of such factors as 

departmental c^fclracterist^cl on ei ther the a-pplications decision or the tenure 

• decision are as yet'unknbwn. Fortunately, 'none'of these types of inf luence^ 

were, deemed a p r io r i to be of su f f i c ien t importance to have-their exclusion - " 

substant ia l ly bia's the results presented-vhere. - ^ 

the resul-ts are described in Table 2. Separate probit estimat^s'"were" 

obta.ined for both the'appVt6«rtrf^s. function and the tenure-functidn (second 

>^and fourth columns). In contrasting th,ese-to the estimate of the two" fun<;̂ - Jy 

• tions obtained with the j o i n t maximum l ikel ihood procedure (described in \ 
. • * • " • ' I-

Section U) which accounts for,'? and also estimates, the probable correl-a-
» ^ / ^ ° ' ' 

t ion between uameasured p+iaracteristies (p ) , l i t t l e difference is fouHd bet-

>* ween the, two^set's of estimates of- the application^ funct ion. This substanti^-^^ 

ates the well-known fact tha.t sampte-s^leetion* bias-only yields inconsistent 

estimates of, the parameters^f the-;principle (tenure) equeit^n, not the , • . ' s 

sample-sjelecti.on (appjications) equation.s^ . • '•' ' ' ^ ' 

.-^Tcomparison of the\ two sets 'of tengre •estimates/(third and four th ' 

• ' co'lumms) i l l us t ra tes t+ii's fur ther. The estimated co'rrelatlon'between.unmea- - —-

sufVthtriaracteristies (p = .82) is suff l -c ient ly large to cause,substantia.l "' 

bias in ^me of the-simple probit estimates (e.g.,- the termipal degree', the ' ; 

labor'market, and the number of publ'lc'd^ons). Thus, hJrd the j o i n t maximum , ' \ / 

^ l ikel ihood procedure not been enipTayeci'-MVa, the ' resu l ts to be'.5liscUsse"a n'ext /' 

•1,., would have'been quite diffei"ent and vnapproprlate. • •'•'' - . ^ --% 
'^ 

ti 
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With respect to these results -(as presented in the first and third col

umns of Table 2), it-is clear that the university tenure process considers 

the acquisition of the terminal degree to be relatively more important than 

is perceived b'y the individual applicant. However, both the individual / 

a-ppTicapt and the university appear to agree that the possession of a termi

nal degree is an extremely important factor determining whether tenure will \ 

be granted." (The marginal effects of each variable on the probabilities 

involved are presented in Table 3 ) . This effect is sufficiently strong that 

the .likelihood of being granted tenure without a terminal degree is extremely 

smal1. 

It is also apparent that, contrary to expectation, the nymber of publica

tions since coming to this institution is not a very-'fTl^ag factor in either 

the applications decision or in the granting of tenure. On the other hand, 

however, botti the individual applicant and the university seem to attach the . 

samq relative level of importance to each publication. It may be that some 

combination of tl?e year^ of prior experience variable and the number of publi

cations variable would be a more appropriate measure of the research "quality" 

of an individual faculty member. Unfortunately, the years of-prior experrfence 

variable has yet to be incorporated into the data set for non-applifants. 

Another relatively important variable in both functions appears to be, 

the number of years at this institution, with the probability 6f "both apply

ing for and being granted tenure increasing as the years go by. A part of 

this effect is obviously measurin-g the requirement "that an individual faculty 

member must either be granted tenure or given a terminal contract 'durjng his 

or her sixth year at this institution. It is also important to note.that this 

variable ta=kes on considerably greater importance in the universiti^'s tenure 

granting process than it does in the individual's application decision. The 

primary effect being felt h'̂ re probably applies to those individuals who apply 

for-"early" consideration; the i-ndividuaT general ly makes an "early decision" 
r 

after personal comparison to colleagues within the college or department in 

question, yet the universi ty must consider the faculty member in the context 

of the ent i re pool of applicants and those who have previously received tenure. 

Thus,'The universi ty is l i k e l y to be f a / more selective in^granting "early 

tenure" than the individual applicant would expect. 

Some measures of the-success of the u n i v ^ s i t y ' s Aff i rmative Action ef

for ts may be Captured in the tenure equation's racial minority var iable. 

• • 97 - • • 
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The stated pol icy of the universi.ty has been-to concertedly seareh for and̂  

hire higlily qual i f ied minority faculty" members. The posit ive coef f ic ient 

on* this variabT^ may re f lec t the i nab i l i t y ofthe publication and years of 

exp'eriende variables to . to ta l l y capture a l l of their qual i f icat ions-.* The 

negative coef f i c ien t on the SBX variable in the' applications equation is 

judged at least in parVto re f lec t a redef in i t ion of the terminal degree 

from M.A. to Ph.D. in ane department consisting pr imari ly of female facul ty 

members (Nursing). Should a negative coef f ic ient remain once this par t icu

lar -phenomenon has been control led for , i t could indicate â  tendency for 

females_^to move elsewhere, for whcitever reason, pr ior to applying f9r tenure. 

. With regard to -the .two variables purporting to'measure Jabor market: 

pressure, the expected resul t of individuals, in low'pressure areas, being more, 

• l ikely to a^ply for tenure (possibly because they haVe-few emplxDyment a l te r 

natives) was obtained. Also, given that the University had recently gone 

through a s ign i f i cant reorganization process many,of these individuals may 
0 

have perceived' this as their last chance to tajce" advantage'of a "grandfather", 

clause in the collective bargaining agreemeirt^which,-allowed individaals to 

become tenured at the Ass-istant Professor r.ank. ."* "Medium" and-"high" pres

sure'individuals appear to be little' different from one another in thelikeli-

hopd of application. Of mere concern here, is the result t'hat faculty members 

from_ "low pressure" colleges appear to be far more likely to be granted tenure 

once they^ap~ply (again "medium" and "high" pressure status do not differ sig

nificantly from one another). The previously mentioned ""grandfather" clause 

and other possible effects of transition to University status during the ear.ly 

years of this analysis may, well explain such a phenomenon. Contini^ed collec

tion" of'data (now being undertaken) will reveal whether these findings did in 

•fact result from such transitory effects. - " ,. ' • *•. 

- ' Other variables were explored for possible inclusion.in this analysis; ={ 

Indicator-variables for the college from which an individual was applying .,-.-

added nothing to the functions. Variables indicating an individual's. rank 

proved to be unuseable in the tenure equation because the sample sizes were 

much too small (only two associate professors and one instructor applied). 

.In summary, some continued modeling of the. tenure decision process has 

been described here. It's usefulness is seen in personnel planning and'eval- ' 

uation of.tenure decision making processes over time. While the results des-

cribed above are of considerable interest in their own right, additional refine

ment of the model would be helpful. Firsfa more careful specification of 
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wi r iablcs mco'̂ ut ir.g (Ic'jdrtniental charac ter is t i cs needs to be included. The 

c r i t e r i a of teaching cxce'Uence and service to the un ivers i ty and the 

commanity also should be measured and tested in these funct ions. I t would 
t 

also be .helpful to have the same modeling e f f o r t applj.gd in the sequence 

of facul ty promx)tion decisions, from ins t ruc tor through to f u l l professor./ , 

Arid, i n conclusian, the model should be tested through applica'tion to an " . 

ex is t ing set of potent ial appl icants, y ie ld ing resu l ts ind icat ive of the ' ' 

ab i ' l i t y of th is model to track iTt^ividual facu l ty members as'they may or may 

not apply fpr and be granted tenure. " ', ,. ' . . • 
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0 C E S S 

ESTIMATES TEOTRE Or.CISION ESTiy-.TES 

Highes t d e c r e e i s a 

t e r a m a l deg ree (1 = ^ c s ) :' 

N y b e r of p u b l i c a t i o n s s ince 

ccrr.mg to i r . s t i ' t u t i o n . 

Nu.-nbcr of yea r s t o a c M n g 
e l s e w h e r e : 

Nunbcr of yea r s t each i i ig 
a t t h i s i n s t i t u t i o n 

F a c u l t y r renber ' s sex (1 = -f^^iale) 

F a c u l t y menber ' s r a c e (1 = n o n - v h i t e ) i 

Low P r e s s u r e La&or Market . 

High P r s s s u r e Lahdip Market 

C o n s t a n t 

P 
Value of log likelihood\fvi'nctibn: 

KCTE: Asymptotic t-statiitics-arc presented in parentheses. 

J o i n t Maxirau.Ti 
L ike l ihood 

'.8/.0 
{ i .83) 

.050 
(1.20) . 

-' 

.132 
(1.50)-

- . 2 7 0 ' -
, (1 .03) 

) i 

# 
•.720.. 

, (2 .46) 

.169 
( .52) 

-1 .82 
(3 .89) ' 

.82 
< (1 .11) 

' --W. • 

¥ .1 

Simrlfe P r o b i t 

--

V • 

f 

. 

.844' 
, (2 -95) 

.049 
(1 .23) 

» 

• .131 
(1 .63 ) 

^ - . 2 5 4 
( .98) 

.715 
(2 .62) 

.179 . 
t .58) 

- 1 . 8 2 , 
( 3 . 63 ) • 

- 1 0 5 . 4 

J o i n t Haxinun 
Like l ihood ' 

1.23 
(2.44) 

.040 
( .75) 

/082 
( .52) 

.302 • ' 
, (1 .60) 

__» -.' 
, 

.222 
( .49) 

.748 
v(1.91)^ . 

- . 109. 
( .18) ; ' 

-3 .43-" 
(4 .68 ) -

* 
—,̂ ** 

' 
SiiT.Dle P r o b i t 

.981 
(1.62> 

.000 
. ( . 1 1 4 ) ' 

' . 1 1 2 
. (1 .40 ) • 

.330 
(2 .03) 

.;.78 
• . ( ' .45) 

.401 . 
-(.912) 

- . 4 5 0 
( .90) . 

r 2 . 2 5 ' 
(2 .29 ) 

- 3 7 . 7 

. s J 
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VARIABLES 

• Faculty Member's 
_ Race (1 = yes,) : 

White ^ , , 
Black ^ • f; . 
Span'i,sh Ame'rican 
Asian American 

' Faculty Member's 
Sex (1 = f e p a l e ) : 

,T^A B L E 

' 
P " E * S 

\ ' 
6 R I p T - r • 

' 
'E S 

ALL NONrtENURED FACOi,TY* , ' 

Mean 

• 

. 863 ' 

. .034 
.057 

s tandard .-
Otviati 'on r » 
- . 3 4 4 . 

.219 
- .182 • , 
.2.32: -

t .' ' 

Ranqe 

6 -1 -
0 -1 
0 - 1 ; 

. 0 -1 , 

T'A 

•; 

' 

fi 

1 

.' 

S T I C 

TENUte 

Mean ' 

^ 

•.91S' 
. ^017 -

-tood 
.068-

-' . 
: s" 

APPLICANTS** 

Standard 
D e v i a t i o n 

( 

•27,9 . 
.tiS 
,000 
.251, 

Range 

0-
0-
0-

^ 0-

-1 
a 
• 1 
-1 

\ 

\ 

,354 ,478 0-1. »'.*.288 '.4l3 0-1 

Highest Degree , 
Received (1 =* yes) : 

Ph.D. 
M.V. » 

. -B.A. 

• 
. 7 0 9 ' 
.291. 
, 0 0 0 • 

.454 

.454' 
-OQO' 

% • • 

# 
•• ,1 

• 
0 - 1 . . 

. 0 - 1 ' ; 
- 0 -1 ' 

.̂  
,-. 

.814 

.186 

.000 

' 
.390 
.390 

- .000 

• 1 

N. 
0-1 
0-1 
0-1 

Number of Years 
Elapse*'Since Highes^^ 

»Degree Received: 

Is the Highest Degr'ee-' 
.A Terminal Degree 
•'(1 = yes) : 

^ ' .' 
Number of Years ' 

' Teaching at this 
Institution; 

Numbfer of Years 
Teaching Elsewhete 

_Faculty Member's ~ 
Rank (1 «, yes) : 

. Full. Professor 
Associate \ 
Assistant 
Instructor ' , 

Number pf Years in 
Present Rank: 

"i 
•Number of Publications 
SipCe Coming to this 
-I^nstitution: 

Faculty Member's' 
Annual Salary; 

Faculty Member's ' 
College (1 =yes) • 

Education 
Engineering 
Health 
Liberal Arts 
Management ^ . 
Music / 
Science | 

Year of Eliqfbilitv. 
(1 •= yes) I 

1976-77 
1977-778 

• 1978-79 / 

•3*. 43 .{,'3.50 

.749 

2,93 

'3.P7 ' 

0.0> 
.042 
.826 
.132 

2\20 

.434 

1,58 

2,96 

O.'O, 
.200 

, .379 
.338 

•1.1,6 -

0-23 

0-1 

1-9 

0-12 

0-̂ 0' 
O-I 
0-̂ 1 
'41-1 

0'-5 

3.94 , ^3.81 

.864 , .342 

•3,03 1,38 

n,-a, n,a. 

Q.O 
. .039 

.942 
.019 

0 .0 ' 
.192 
. 2 3 ^ 
•.137 

2.20 1.12 

0r23 

0-1 

1-6 

0-0 
0-1 
0-1 
0-1 

0-5 

2 .45 

15,369 • 

• / 

. 0 4 0 -
. • l l4 , 
.126 
.251 
.1-94 

-.063 
. 2 1 1 

. 323 , 

.270 

.407 

' 3 . 5 7 • 

$2.'414 • 

• - .196 
.318 
.332 *• 
.434 
.39'6 
. 5 4 3 ' 
:408 

. . • . . 

.468 . 
..444 
.491,. . 

0 -20 

.$V/308-24,000 

.i 

" O - l •' , 

a-1, 
0-1 .' 
0-1 • •> 
^0-1 

• •• % V i 
0-1 • 

- - 0 -1 
.0 -1 

. 6 - 1 

3 . 3 1 * 

$16,032 

• • •; ^ u - -

.119 

.170. 

.102 
• -.23.7 

. a i 9 • 

.085 

. 1 7 0 , 

. -
.322 , 

• .33,9 
.339 

4 . 3 9 

$2 ,280 

^ 
• .123. 

.375 

.302 

.425 

.323 

.279 
\1>;3,7B-

•A- • ^ 

, , , .467 
.47.3 , 

. .'4X3 

. 

$11 

'••- ' 

'f 

0-2C 

,689-

0-rl 

0-1 
0-1 
0-1 
0-1 
0-1 
0-1 

-
0-1 
0-1 
0-1 

.* The number of potential tenure applications during thi 
•* The number of actual applications Was- 59f,-with'31 (or 

s perioJj was 175. 
53}) actually being granted tenure. 

\ 

I ! ( ) ( / 
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VARIABLES 

T ?L B.L E ". 3 
a : _ 

MARGINAL EFFECTS OF TENURE PROCESS X̂ AfilARLES 

MAGNITUDE*OF CHANGE* 

RESULTING CH'ANdE IN 
"̂  PROBABILITY 

APPLICATIONS EQUATION** 

Possession of a 
Terminal Degree: 

Number of-Publications; 

" Number of Years Teaching ',, 
at this Institution;' 

Faculty Member's Sex .,,' 
(I =.-femaleV: ,, 

Low Pressure L-abor Market . 

High Pressure Lab6r Market 

TENURE EQUATION*** ' 

Possession of a '.4 
Terr.inal Dograe: -

Nurtlber of P u b l i c a t i o n s : 

Number of Vears^ Teach ing 
a t t h i s I n s t i t u t i o n : 

Number of Yea r s Teach ing 
iErsewheire: 

.Faculty Member's Race 
(1- = non-white) : 

- l . q 
- ( 

+3.57 

+1.58^. 

+ 1 . 0 • 

+-i-:o 

+ 1.0 

- .222 

+ .068 

+^.Q80 

^ . 0 8 8 

' \ 2 8 2 

+ .065 

«.» 

y 
-i.b 
+ 4 : 1 9 

+ 1 . 3 8 

+ 2 . 9 6 

- . 1 7 3 
/ 

+ . 0 5 1 

+ .132 

+ .073 

/ low P r e s s u r e Labor Marke t 

High P r e s s u r e Labor"Marke t 

/ 

+ 1 ^ I . +.066 _., . 

+1.0 ' I " +.259 ,'• \ 

. +1.0 i ' '' -.0^9 " . 

*The magnitude of change in each variable was set, equal to the standard 
deviation of that variable for all. those included in the sainple. used t*), 

, estimate the parameter? o'f eSch equation, except in the case "of dichoto- ." 
mous variables where a change of either -1 jjr +i.was ufeed where appropr4.ate. 

• • , • * •• •,'"•' • • " ^ 

*.*The predicted probability of applisatioo, evaluated at the means 'of the 
-continuous variable was' .317, - /- • ̂  • ,'' ' 

***The predicted probability of being granted tenure, evaluate'd at the means 
of the feontinuous variables, was -191. 

• ( . 

•J-
. \ 

•10 i 
•v 



95 

%• „ 

1 , REFERENCES 

Bei^ndt,; E,,,B. .Hal l , R. Ha l l , and J. HauSman; (1974), "Estimation and 
, • Inference, in Nonlinear Structural.Models," Annals of Economic and 

f,- . Social •Measurement, ftp. S53-665. 

Ful ler , W. anji .3. A. Goodwin,'(1981), "A Model of University Tenure 
, Decision-Making: Some Preliminary Results", Proceedings—Academic \ 

Administ/atio'n Workshop, National Conference, American Ins t i tu te .for- ^ 
Decision Sciences,, November, T981. 

..-^ Ful ler , W., 0. Manski, and D. Wise, (-^982), "New Evidence on the, Economic 
^ Determinants of Post-Secondary Schooling Choices," Journal bf Human 
'•' J!e$.ources, Fa l l , 1982. 

» • '". 
'- ' " f^ul ler, W.,-'-C. Manski, and D. Wise, (1982)-,'"Impact of the B&OG Program on 

College Enrollments,*'' in E.'Helpman and A. Razzin, eds., Evaluation of 
Public Programs: An-Economic Perspective, Academic Press, -1982. 

Gr i l iches, Z., B. Ha l l , and J, Hausmâ n', (1978), "Missing Data and Self-
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The Role of Institutional Resealrch-Initiatory or Resp.^nsive? 
•Loren Gould , • . 

Director, Institutional Research 
Worcester State Colle^ S 

. - , "486 Chandler Street 
, Worcester, MA 01602-2597 

INTRODUCTION 

( 

* if-

I 

) There are nearly 2,000 individuals irt higher education in this coun

try who are workinq in institutional research either full-time or as a 

second or third responsibility'with sufficient ties to their institutional 

research role to be members of either the national or a regional institu-

tional research association. Nearly all'institutions of higher education 

have som.eone performing the insti&itional ̂ research function, although many 
• . ' > / ^ ' 

of these individuals are unknown to their counterparts at other institu

tions. " ^^• 

• StecKlem in 1966 pointed out ̂ he dichotomy of thought in the pur-

pose of institutional research institutional research_should be free to " 

study any facet of highfer. education free from demands to provide, reports 

relevant, to immediate problems or, alternatively,'*institutional research 

should serve as an ex,tension* of the president's or executive vice-presi-

dent's office m developing reports'to h4lp, solvt current operational . 

.̂«ŝ p̂r<jbAe'̂ s.<?̂ |̂  to stretch jthe institutional dollars as far as possible. 

, Stecklem thus introduced into'the literature the ba'sic dichotomy of 
\ , . . % - • • • / 

initiatory^versus responsive (active versus pas^ve) ins t i tu t iona l r e -

search. • i ,' i • . - -• , ' , . ' 

There id a movement for an irtdtiatory role IDV institutvjronal' rte-

15W 
.....f 

searchers wit^ t,he ,»elated problem'of how far the ' in i t i a to ry role should 

<<%^j.,. . 

'""•tlAitf^' 
96llJo 
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be pursued. The institutional researchers, worTcing with|the institution's 

data may observe various trends which should be brought to the attention 

of the decision makers of the college'^ut at the same time the institution

al researcher sh"&uld nCt attempt tp make the policy decisions by the ŝ lecf-

- '̂  « ' - . 
tion of data from one viewpoint only or by th^ nonsubmission of data con-

^ - ' !, » ^ 0 

trary to the decision appearing,most desirable to the institutional re

searcher. As shown by Ross's 1979 dissertat.ion that surveyed all two-yeal" 

colleges in the coufitryj institutional researchers tend^ed, at least m 

this particular category of colleges,-^to significantly disagree with two-

year college presidents in regard to the problems facing such institutions, 

institutional research is a staff, position and as such should no't attempt 

to make line decisions. No individual can be completely impartial but to 

the maximum degree possible, a good institutional researcher should supply 

all,the pertinent information available to make an unbiased presentation 

to those who are charged with' the responsibility of making decisions. 

This past year I^surveyed a limited, number of colleges in the North-, 

eastern Unit*! States using two separate but related instruments upon the 

different occasiqa^.,. The first survey was done solely by mail and invJolved 

thirty-one institutions selected from those represented at a recent meet-

•" ing of the North East Association'i*or Institutional Research. This pre-

limiriary survey attempted'to discover if there were any obvious character- . 

'. istics that set initiatory institutional researchers apart from more re-

sponsively-oriented /)nes. For the purpose of both of the surveys, an in-
; • • * • > , - • e - - . ^ • • • 

\tiatory institutiojoal research office Was arbitrarily defined as one in 

\ 

.. wKiidh ten percent, or mpre, of the studies produced during a specified 

\', time frame originated from withih the institutional research office.it-

vsel'f/not "'as .a result of exteu"nal requests for data made to thê  office 

. . • • • - ' • , lU-r • 

S 

f\ 
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whether such requests were totally external to tRe college or on-campus 

but external to the institutional rfesearch office., This classification 

was the result of the perceptions of tt>e resfidndent to the survey $ince, 

they alone decided what percentage of their studies originated from within 

the institutional researcTi office. Some of the characteristics inve 

gated included respondent ones such as sex, age, educational background, 

• association memberships, mvoi'vement with institutional research organiza-

tions and activities on college governance committees, while others were 

' • r '̂ V ' ^ • - - - • ^ 

characteristics of the' college such as size of enrollment, sources of fund-

mg, l̂ evel of degrees offered, and similar related items. None of these 

showed statistically significant relationships to institutions where the -

mstitutional research function was classified as initiatory. This pre-

liminary study was used to refine and narrow down areas to investigate-'for 

1 • > 

possible significance .So that the more'detailed study that followed could 

focus more accurately upon potentially .significant factors. 

The results of the preliminary survey indicated the need for more 
/ . • . • 

subjective information than could be culled from a mailed survey alone. 
^ \ 

Thus the final questionnaire was much more fully developed into>^ twenty-

eight question instrument encompassing six pag'es sent to a randomly chosen , 

i-ight q 

sample of higher education institutions from New York and New England. 

".After the-return .of the completed questionnaire, each participating insti

tution Was telephoned m order to clarify elements of the questionnaire 

' • ^ \ *• . 
-- ' ' • ' \ ' ' ' ' 

that were not evident to ths respondent an(3 also to.allow for clarifica-

tion of answers that were not' clear to the recipief^t of the completed ques

tionnaire. The followup telephone calls also allowed an*opportunity to 

ask'an additional set of questions that mvdlVed perceptions relating in-

•^titutional research at each institution to the rest of the administrative 
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^ .structures to the faculty, and to the students. 

^ FINDINGS • . • 

- ' ' • " L • • " ' ' 

\ Institutional research offices that tended "to be initiatory in their 

work by producing'studies and reports, within their time .constraints, that 

were no,t requested from outside the office of institutional research it

self, shared two area* of commonality. First, the ..greater the number of 

years of doing institutional research, .'the stronger the ties, to being an 

initiatory institutional researcher and second," the more the institutional 

researcher 'believed that institutional research should .be more initiatory, 

_ • , . © ". ' f . 

the more initiatory that office tended to be. This was no'more than would 

be expected since the lohger one works in a given field, the more injtia-

tory one would be expected to be presuming that the incumbent was .inter

ested in the work. . • ' \ 

' • " The moj^ detailed second study showed that the ma^or criterion sep-

aratiFvg private from public institutions was the locus of control for de-

cision making and that all two-year, -all four-year, and a-11 universities 

^could be grouped j||Dgether for analysis regardless of private or public 

control once fhis locus was recogr\ized. .This secppd study analyzed the 

colleges in three diffe^^t grbupings:, pl^vate two-year, public two-year, 

private four-year, public four-year, private universities, puolic univer-

sities; all*two-year colleges, all four-year colleges, and all universities; 

and all private and publit, institutions.. The only factor that was statis- » 
ticai ly significant -in all th£ee analyses was ^he amount of time spent 

the respondent doing institutional research work^ .This finding was re-

inforced by the statistically significant finding among all six college 
^ • • ' - 1 1 1 ' " 

by 
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types and among the two-year, four-year, and university analyses thcEt the 

presence of one or more .f ull-^ime workers in institutional'research was^ \ 

related to the effectiveness of the function as a recognizable feaf«re*of 

.1 • • . ' -r-
higher education. This statistical significance was not present m the 

-- ' I 

I 

private/public analysis indicating that the presence or absence of a full-

tame emf^loyee in institutional research was not of value m separating 

public institutions from private ones. 

The, amount of institutional res<^arch dpne by the use of a computer-

was statistically significant when atH^^MSong the six different types of 

institutiofts and also when analyzing all two-y^ar, all four-year, and all 

universities, but was not significant when comparing all private institu-

tions with all publrc^vones. This suggested the relationship of college 

size and complexity to the presence or absence of« institutional research, 
. I — 

•\ 

^ not to the source o^ funds. Related to tfiis was the statistical signifj-

cance of the^availability of computers to the person charged with the Jii-
• \ . ' 

stitutional research responsibility. This was significant only in the 

t 

analysis of the twQ-year, four-year, and University types of institutions 

clearly suggestir\g that the availability of computer^ for use by selected 

administrators is related to the size and complexity of the insti^tution. 

^Iso inter^sfeing m this analysis was the statistical" significance pf the 

use of advanced management tools aqd techniques to/thi.s grouping. When 

all SIX categories were analyzed this statistical significance disappeared 

suggesting again the influence of size and complexity upon the use ot such 

tools and techniques. . -
^ - ^ ' . i , 

A series of vignettes were developed .describing' the varying t^jgg^ 

of ins t i tu t ional research character is t ics at the six different types of̂  

col leges: Such vigne^ttes suggested the great ^variety to be found am~<5ng 

107 • C 
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the practitioners of institutional research but there were also threads tif 
" ^ ft 

« • ~ ' . . 

commonality such as the increasing importance of institutional research 

with j-ncreasing size and complexity of institvitic«is. The following table 
^ >- ' '. • - " • ' 

summarizes CTie statistically Significant chj. .squares found ij\ the second 
< , - , *• 

sjiudy: ' ' -. '' 

'Statistically Significant Chi Squares W '' .' -, 

2-yr E>rivate 
2-yr Piiblic 2-yr Colleges 
4-yr Private 4-yr Colleges Private Colleg^ 

^ 4-yr Publ ic" Qiiversi t ies Public Colleges. 
Private Univ.' 

^ Public Lhiv. 

- 1 •• • • ' 

12 , 

13 

14 • 

'15' 

21 ^ 

:24 

.'0017 

.0086 

-

-.0407 

.0107 

Jt 
.0005 

,0028 

.0099 

.0224 

.0082 

.0165 .0486 

'm. 

' / • 

This study serves only as a prototype to analyze .the Xield^f insti'-> 

tutional research but it is a beginning point very needed at this tim'e of 

- decreasing membership in institutional research associations -ref J.ecting , 

fiscal constraints nationwide. Institutix)nal res*^arch has the potential • 
' • • V • . • i' • 

\ • -

to be of major service.to higher education but it requires practitioners 

who' have'the ahiiity "to see 'areas where studies should be made, and II "de

velop ^tudies from existing data with v^ich they have more^familiarity ^ 
_̂  than ssvjjgtif,\\&c functional segment of higher education. 

--^ lu . a 
X 

J 
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t' SECOND SURVEY INSTRUMENT 

_ ;• ( V 

1 . .-Your name ' • -

2, Sex: Male " . 

3. Age:' Under 30 

4. Degrees beyond 

(Dpgree) 

\ 

(Degree). 

Female 

30-39 

baccalaurate: 

(College) 

# 

(Collegia) 

40-

-

-49 50-59 Over 59 

•* -

(Ma^or Field) 

'" 

((Major Field) 

5. a. Other training or experience you h^ve found most relevant to 
your work in institutional research: \ 

b. "Job r'el'ated experiences you have "found relevdht to your work 
in institutional research: i 

6. Do you currently hold faculty status? Yes -, , No 

If yes , what rank?- "Tenured? Yes • No 

and in whattlepartment? 

7. Your" current title as related to yout institutional research function? 

I . ' • ' ' ... •• 

' 8. What is the title of the person to whom you report in your'^pstitu-
tional research function? " 

> 
•iJ 

' 9. To.what titlei does the institutional research functi^on report if 
different from\ the answer to question eight? 

10- What is the number of years you have been doing—institutional re
search.at your present institution? 

J • ' ' 
' , years 

' In your higher education career? 

/^ _years 

\ 

iiij J 
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11. a. Of which, if any,.of the following professional associations are 
you a member? > . -'' 

AIR I>{EAIR AERA ' NEERO AAHEJ 

\ SCUP APA AIDS 

b. What other professional associations related to institutional 
research do_ you belong-v-toj".̂  J — 

r 

12. What style of management most closely resembles that found at pres
ent on your campus when it comes to decision making in the areas 
listed below? Please"place a* check in the appropriate space for 

I each decision. 
Local - local, control of the decision ffom origin to imple

mentation. 
Local+Off - local development of the deci'sion but requiring 

/ . ,off-"iampus approval before implementation. 
Off+Local - decision developed off-campus ^ut with cohsid-' 

- erable input from the campus. • ' 
Off - decision made off-cam}:Jus and handed .down to be imple

mented on campus. 
Col/Bar - decision process controlled*by collective bargain

ing 'agreements •. 

4 

"V 

Decision , 

Admission requirements 
Degree requirements-v^ 
Course reauirements 
Course offerings 
Grading practices 
New ma;Jors 
Program terminations 
• Faculty'promotions 
Faculty workloads 
Faculty released time 
Faculty salaries 
Scholarship aid 
Tuition and fees 
Capital construction 
Parking rules • 

Local 

• 

Local 
.+Off 

• 

* 

f 

V 

Off + 
Local • Off 

^ 

Col/Bar 

, 

' 

i 1 . — • 

13. What percentage^ 
doing institutic 

your work of answering questionnaires and 
research studies do you do: J 

by hand?^ % or by computer? % 

liu 
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14. Do you have, a computer available at your college on which institu
tional research work is d6ne? 

_^ ' Yes No 

'a. If yesf, what kind of a computer do you- have access to? 

b DQ_you make use of the computer yourself? Yes No 

c. ^If yes, in what way^ do you use it? 

15. Do you use-any of the following in your institutional research work? 

Linear programming Queueing theory Monte Carlo simula-

16. 

tion PERT CAMPUS EDUCOM NCHEMS 

Please specify any similar tools or concepts that you use: 

^ 

What percentage of the institutional research studies generated by 
your office receive direct feedback to your office from your'' supe
riors m the chain of command? 

17. Have you seen e?<amples of chahges in college policies,that resulted 
from your institutional research reports? 

Yes ' No ^ 

18. During the past two years, was an outside consultant hired to do 
one or more institutional research studies at your institution 
•other than dcjing stati^ticaL analysis for you? , -* 

Yes No Unknown 

/ If no, has the use of an outside consultant for doing institu
tional research studies been considered by your "institution in 
the past two years? 

Yes • No Unknown 

19. Do you share the results of your institutional research with fellow 
institutional researchers at other colleges? 

Yes No 

20. Do you publish^institutional research studies in campus publica
tions , in non-rfefereed journals such as NEAIR publishes , 
or in refereed journals such as'AERA publishes 7 

None of the above 

Hi 



105 

21 

22, 

In the institutional research staff categories listed belOw, please 
indicate the number of full-time(35 hours or more per week)and part-
time st^ff: . . > 

i « 

Inst i tut ional J?esearch 
Staff Categories Full-time Part-time 

Professional 

Secretarial 

Graduate students ft 

Undergraduate students 

Other 
K-*|J-

Do you h,ave the general coordinating responsibi l i ty for ques
tionnaires and ins t i tu t ional r e se^ch at your inst\j.tution? 

Yes No 

If no, please lisf; the titles of other offices that share this 
responsibility-with ybu: 

/ T 
23. *Is the institutional research office supported^ by an advisory group? 

Yes No • • ' "*"•• 

If yes, please indicate below the number of administrators, faculty, 
and students that make up the group: ^ -' 

Mministrators Faculty Students Others 

Please specify any others [ 

24. What-is y£)ur estimate of the percentage of time you spent doing in
stitutional research -work this past college year(1980-81)? 

25, Is there an established procedure to request i^eports from ̂ your 
office for other segment's- of the college to follow? , ' '' 

Yes' No 

If yes, please describe:. 

1.! 
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26. Pleasje estimate the percentage of' tim,e during a. typical work ŷ ear 
that your institutional research work falls into the following 
categories: ' -

(A) Off-fcampus - questionnaires and data supplied to agencies 
external to the col lege such as HEGIS reports for the federal govern
ment, data for accrediting agencies, college profiles fpr admission 
yearbooks, requests from professional associations sMch as the Amer
ican Council'on Educafion, local community groups or doctoral re
quests such as this one. _ ^ • 

(B) Oh-campus - studies supplied to other se^ents of the 
college but' where the request originated outside the institutional , 
research office. This might involve data for grant applicationsi . ~ 

• faculty and student data for management purposes, and similar re
quests that come from on-campus but external to the institutional 
research 6ffice. ' ^ 

(C) Initiated - studies th^t originated from within the in-' 
. stitytional research office at the suggestion of.those working in 
that office without(any outside incentive. Thses may be the result 
of analysis of data collected for other purposes but which the in
stitutional researcher saw could be reinterpreted ft5r management 
information purposes or"it might just b6 data collected and analyzed 
purely at the initiative of the institutional researcher. 

(D) [Other - other time-consuming activities that fall within 
the purview of institutional research but not#within the preceding ->̂  

/' three categories^ Please list below, in general terms, what these • 
"activities consist of: _. . 

> 

' (A) 06f-c ampu s 

/ (D) Other 

_% (B) Oi-campus 

%. Total should equdl 100%. 

% • (C) . Initiated 

•2 7. Have any of your studies, originally initiated by the institutional 
research office, become roi^inized as standard reports? 

Yes No 

» • 

If yes, please •sjsecity any such studies which have been* so 
routinized during the past two year's r . 

r& 

28. Assuming that all conditions were favorable, -What percentage of time 
do you believe should be available for the, institufciongrl' research 
staff to initiate studies of the college based .on th^staff's 
knowledge of the needs of the college? 

ij 
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As a followup to'this questionnaire and.to ask certain other ques
tions pertaining to your relationslii^ to other offices on your'campus, 
I will call your office shortly after receipt of this questionnaire. 
Please list any blocks of time when you will not' usually he available for 
such a call such as regularly scheduled meetinijs, lunch hours, vacatiori 
time -or known off-campus'engagements in,the near future: 

— I , , . — • — — ••. . 1 • ••! • • . . — •• I I I I •'• • - • • !•- y . ....•• ••• If I I.. — , , , . . • — . , , - „ 

: ,—fi^ . 

• a 

Your phone number: 

Thank you for participating in this study. If you are interested 
in the results of this study please check below. 

I am am' not ^interested in receiving a copy of the sum
mary results of this study. 

v' 
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ACCESS: 'The System-That Never Had A Cfaance To Fail 

Dr. Steven H. Gratch, Office of'Admissions 
Mr. Louis M. Spiro^0ffi(;e^5f Analytic Studies 

State University of New York 
A" Col Lege at Brockport 

', • This is a«case study of how a system that has administrative support 

but lacks pol jtiGa.l .(;oi7trpl can r.un into.difficulties.for those the system 

is intended to serve. This particular case involves the development of an' 

informational resource sysj;em ihtended for use by the Admissi6ns Office of 

a mediu(n sized public higher educational institution. Directors of Admissions . 

in many colle'ges have increased their dependence upon Institutional Research 

and Data Processing offices significantly because of greater competition for 

students and" the recognition of the need for more sophisticat;ed enrollment 

management techniques. Larger universities have demonstrated that strategic 

market planning depgnds heavily upon close woy^ing relationships between 

Admissions Office and Institutional Research offices to produce the analysis 

and information necessary to direct resources for more eftgctive recruitment 

strategies. Some universities and colleges have even gone as far ̂ s incor- ' 

poratfng research staff into the Admissions office. However, at many colleges, 

the important'informational resource link between Admissions and Institutional 

Research is at best underutilized an^ in some cases almost non-existent. 

,. This paper explores a case study of the development of an informational 

lin!< between Admissions and Institutional Research which helped initiate and , 

fina.lly "accomplished" this particular project. —The goal was to design and 

implement a nevJ computerized prospective student tracking system, but a vast 

array of political, organizational apd operational factors at various times 

.have helped and hindered the development of the system. 

SYSTEMS DEVELQPMENT;\L HISTORY 

The very beginning of the idea for such a system stemmed from a request 

from,the Admissions office to the Institutional Research oi^ice to "ffll. in 

numbers" on a survey'of the Scholastic Apptitude Testing Company. As this 

was deemed to be the "function" of Institutional'Research, to supply "numbers"," 

nothing unusual would have been noted from such a request. However, a point 

of frustration had been reached by the inst+tution at the beginning of the , 

^ -
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- 1980's due to the dec*line of enrollments and it had resulted in an administra

tive reorganization at this- college. The reorganization included the creation 

of sp.ecialized research offices in other major divisions 'of the College / 

(i.e. Student Affairs and Academic adminis.tration) in order to provide greatQ^r 

assistance to the Institutional Research OflFice. In the case of the Admissipns 

office at Brockport, this reorganization cillowed a new Institutional Research 

link through the newly created Office of Research and Evaluation for Student 

Affairs. 

The Director-of the Institutional Research o.ffice, which is in'the 

Administrative Services division, contacted the new Student Affairs Office of 

Research to discuss the request.* It was during these discussiT)ns that the 

need for a student prospect file became evfdent and would be possible with 

current available resources. With further*research into the request made by 

the Adrjiissions office, it was "discovered" that the ii#ormation on prospective 

students who have talwi or will take the standardized national tests.were 

supplied monthly on tapes and cards for disk storage. Receipt of this infqr- ' . 

mation triggered little, i'f any, response from our" Admissions office. From 

this initial inquiry' into lack of responsiveness to our prospective students 

the idea of building*a Prospective S.tudelit File, which woul,d then be combined^ 

with a compi/ter generated and coded mailing system for appropriate informational 

pieces to be sent to these siudents, was developed. ' , . . 

During this same period of Mid-1980 the reorganization of the College -. 

"Y included the^earch for a new director bf the Admissions office. The idea 

for this new student prospect system, therefore, had to be presented*without 

the endorsement or direction of the office for which it was intended. The 

directors of Institutional Research and Research for Student Affairs approached 

the Vice President for Student Affairs, the office responsible for the college's 

admission process. When presented with the idea to develop the system, the 

Vice President's response was immediate and positive. With his approvat and 

support,work began^immediately to proceed with the development of this Prospec

tive Student File; 

The first draft presentation of the computerized tracking system for 

Admissions was made by the Office of Research and Evaluation for Student • 

Affaijrs in early October of 1980. VThe presentation was-made to the College's 

executive management and was positiv^y received and approved by the President 

and his staff* The* detailed "walk-through" presentation autTined the benefits 

of the new system to the College, as well as foreseeable, obstacles to its . 

\J 116 
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. , develQpraeflt,,..i3ut.rec^eivea no. apparent opp5[sUion>" from any'area»\Jn^ fact-, 

short ly ther;eafter, the project was given "Top Priority"^ for development and ^ 

' implementation so that the impact'would,be evident byF-all of 1981. "This * -^ 

* acceleVated acceptance was due to the concern of the ent i re organization over 

the recent history b.f decl ining enrollments and the bel ief ' that;a system such '" .. 
• - - • " * • ' ' • \ ' 

as the one-proposed, could help^rn s tab i l i? ing or perhaps increasi-ng^^studen't 
• \ A '• • ' . ' * ' * yields-. •, , • /* » ' . 

As work on the development of the system proceeded, the two' research 

offices working together incorporated the assistance "of "the Office of Admin

istrative Data Processing to cIsVBlop a program on the Burroughs B-6800, only 

recently installed in the summê r.,of 1980. As'well as Administrative Da>ta 

Pro^cessing, the office of the University Systems Analyst was brought in to 

oversee the impact of the development of this admissipns system ahd *insure 

integration with the Colleges existing file structures." It"was anticipated • 

that the idea for Admissions could gî ow to a College-wide Data Base communica; 

tions network for appropriat'e offices within the college (e:g\ Registrar an^ 

Records, Financial Aids, etc.). • / ' . ' 

- ,, Although efforts were made to provide leadership in <the Admissions-area 

during this period of reorganization the search fd>;, a new director of 

Admissions was begun but not concluded until November-nf 1980, By December « 

the new director assumed her responsibilities. J.n discussion with the new 

oirector it was agreed that th^ development of the system should continue 

subject to her approval on modifications and new additions to the Admissions 

process. ' > . . 

It was "assumed" in.ttie beginning of 1981 that the admissions area would 

be responsible for implementation once the specialized research offices com

pleted the initial stages of systems destgru ky formal appoiiitment was made, 

however, by the President. In the Spring of 1981 two additional changes in "• 

the organization occurred which affected the implementation phasevof the 

project. The first occurence was the tempor^Hcy^hange in reporting y^ithin 

the organization f-or the Admissions office. This change made it necessary , 

for the Admissions director to reorient the new leadership to the importance 

of the (project, and its position among a new set of priorities that this r temporary leadership was faced with. .The sfecond factor was that during the *• 

period the President of the CoTlege chose to resign and the search for a new 

Chief Executive Officer for the College proceeded. . 

/ 
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With these events chronicled let.us now proceed ,to a brief description 

o'f the actuaJ -system. / ' ^ ^ ^ ' ' 

ACCESS: PROSPECTIVE STUDENT \\\.i - , " - ' ' 

• The student .tracki/ig system,'known as.ACCES* (Admissions Communications V 

^Components for Enrollment Studerit Sear-ch), had four basic goals. These 

were to: ' , * . , ' * 

1. .Segment student popqlajLibns, Iĵ Qth prospective and applicant students, 

geographically so that Admissions would have a better idea of areas .. 

• - in which i t was doin^weVI in'attracting new students, and areas that 

would need more attention iri.'the future. 

2.- Provide information to the.pifospeftive and applicant student in a 

timely and.sequential manner. ^This would result in the coordination 

of student coatacts and^would increase Efficiency by~eli'minating . 

duplication of informatiop'. "•• > - -

• 3. Analyze and evaluate;reocuitment mechanisms and strategies and 

suggest improvements-.for the-futurfe.' ' , 

4, Develop, the new sys'tem with inthe existing "limits'of current 

isfresourees'of the^ Adtijission^ of f ice. . - . 

The main purpose of the ACCESS system has continued to be the provision 

of a Systematic delivery Af necessary materials,to both.prospective (no 

application.on f i l e ) and applicant (with application on f i l e ) populations of 

students. As indicated, earlier-, during 1981 unti l the "preseat the Offices 

of Administrative Data Processing, -Institutional Research, University Systems 

Analyst, and Research ail^.Evaluation for Student Affairs along with Admis-sions 

has worked on, the necessary details pf sucti a f i l e (e.g. format, codes, 

material^} schedules)_and i ts f inal implementation for the FalT of 1982 ^ ^ 

(originally f a l l 1981). ., . ° . ".• ' ' 
* ^ 

The concepts' of a coordinated data-base communication system between-

relevant student service offices tholt;wpuld«iSsist the student applicanthajs/ 

not, as yet feen fully addr^sed. However, the objectives for the Ad/jfissions 

office have been clearly defined. They are:' . ^ 

1. An on-line,computer system-'for-prospective and applicant students 

to Brockporf Sollege. 

2. The use of the ACCESS_£ile to p»*ovide systematic records ̂ nd 

continuous contact jvith both the prospects and the applicants. 

* " .^:.no-
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Analysis of Brockport's market sh^re-and 'development of potential 

markets;. , .^-^ 

Eva'luations_ of Admissior\5 procedures^Txi increase efficiency and 

effectiveness of these ^rocesse^ 

To prbvide ^timely and clear'prdfiles of incoming classes that'are 

'the outcome of Admissions efforts fbr'recruitment.. 

THE PROCESS ^ , 

The Off ice of Admissions ha's prrepar^d an " input card" to.be used when 

contact is made with prospe'ct'ive students by counselors, s taf f and facu l ty . 

This card w i l l provide -enough informatlao to create a record on the ACCESS 
> . 1 . j ' • 

Fi le , which w i l l be created't^y.'the Admissions Jiffice "usina the on-l ine system. 
^' y • w^ ! * 

The number of records in th is f i l e wi/H be control led by the Director of 

• Admissions'' i no rde r to\'predict the__sjze-of applicant pools and f i n a l l y 

matri£ulcHit students tclmeet enrpllmertt quotas. By creating a record from 

ia r ious sources who WAi re t tK^ the input card to the .Admissions o f f i ce , a 

process wKll be tr iggered which w i l l s tar t a series of materials to be mailed 

.tO'ttie prospective'students. These mat»rials w i l l attempt-to con\7'ince the 

'Student to Submit ah appl icat ion. This f i l e consis^is^f prospects in-the . 

" ' ^a<^or ies of freshmen, t ransfers, and high-school sem'oi^s--

,"Before sending each mailing., a check of the prospect's f i l e w i l l be made 

to ^ee i f an appl icat ion has been'veceived. I f an appl icat ion has been re-

ceived, then the materials sent to the studentff^rospect w i l l cease. A ^^-^ 
.dif ferent series .of materials wiH. begin which are necessary for applicants. 

• , ^ ^ x ^ *. . - • , ' ' ' • . ' . ' I f the student ns offered admission to ' the'Col lege, then,this prescribed 

series ormai l ings w i l l contjhue un t i l the ^student arr ives on campus to begiw 

h,i.s'/her ,st,udies' or does not-accept the o f fer . This "par^otXhe f i l e consistjs 
• f • \ ' 

• 0^ applicants .ir\ the categories o f freshmen.and^ trcfnsfers. 
" ' • ( • " - ' ^ . 

, ,'- • • ' • - ' • , PROPOSEQ OUTCOMES - * ' '^ "V 

- Froni'the information supplied tiy t h ^ ACCESS system a -number of uses for 
^ • ' , . ^ • • " , , . ' - . - ' ^ 

the-Admissions office have been planned' in its development; 
< • » • - • •• - ' . , - ^ ^ • 

• ^ A.** By^gene'f'atjng a l i s t - o f hfgh school seniors frpm the f i l e and matchr 

.,*• .' 1iig-%tiem with applip«tton^-received by the Co>lege, a l i s t of 

'"ma'tch-serirpts" (wii;h\applications"on f i l e ) an^ "no-match seniors" 

' • .('no applications on f i l e ) ' c a n be generated. At th is point , the no-

match.se*nior can'be crossed w-ith the SAT tapes and ACT cards to 

iii J 
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D. 

determinfe whether or not Brockport has received, their scores. 'At , 

that time a letter from the Adm'issibns office could be serlt 4o the 

no-ma^ch studenj stating that Brockport has received their SAT or 

ACT s€^res ^nd is awaiting th^ir application., 

A list of fiigh school juniors that have been' contacted will >e 

generated so that e'3.rlier and continuous communication with the 

student and his/her family can be made. Information from Ihe • 

Admissions office will be sent to the student^ parents, since, ' 

more often than not, the parents'have a.gre^t deal, of influence in 

th6 decision-p'rocess of chdice .of colVege. A lettar firom the •' * 

Financial Aids office could be sent offering assistairce -- giving • 

answers to where appPrcations^can be-^btained, â nd any^ deadlines ' ; 
' \_ > to be met. ' • " 

t 

A list of high school applicants will be generated and sent to the • .' 

appropriate officials at the high.schools they are attending. " In • 

this.manner, the Admissions office can communicate with guidance 

counselors as to who is ap^ying from their school and indicate 

whether the quality is sufficient oy/not. The same sort of process' 

can be done for the transfer population from two-year colleges.' 

This file will be used^to evaluate Admissions travel. By crossing 

the applications on .the-ACCESS filfe with h'igh school or two-year, 

col lege"codes .to get a better idea of where visitations are 

effective or\where they should be reduced. Geographic distribution of 

rijatriculat^d students will help \f\ planning' more effective admissions, 

strateg'ies, as we'll. ' • ' 

E. Additional uses of the file will provide^the basic -information to, 

-help market the college. For example, it will give" location and • 

educational hi'story^on prospective, applicants and allow better 

planning for, these" incoming students. It shoulti give offices such 

V ' as those involved in.transcript evaluation and advisement, a better 

indicator 6f total numbers of students they will be processing in 

advance of completed applications so they*-can be prepared. It 

will also be possible'to examine whether or not certain segments 

of the applicant pool are being reached (e.g., nonr-traditional*, etc.). 

The preceeding ire~just some example^ of the scheduled uses of the 

.system. This system, however, has not reached the stage of-fulJ_ implementation, 

' although originally scheduled for Fall of 1981. At present,.it is estimated f>3 
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that implementation will occur*by Fall of 1983. Why? The authors will 

now .attempt to analyse how a system,wanted, approved and supported by a 

college administration can be, hindered-in its development by the same 

organ i-^ti6n. \, ' . .• 
y^ 

PROBLEMS THAT HINDER 

' The reader may xisk', "how can this syXtem with" solid organizational 

su;)port run ir)jf6 problems'.in its implementation?" WelT, there have been 

many reasons 'fqr delay in implementaXion of .the system and most have been 

organizational rather than technical in nature. The politics of higher 

education is always a variable in implementation that should be taken into 

consideration. Certainjy, the example of Brockport is one .which clearly 

has shown that arganizational and political reorganization has played a 

role ir\ slowing the process of imp.lement^tion, even jn its climate of accep- • 

tance to initiation of this particular system. 

As indicate'd in the t>rief history of development of this system, it 

was indicated that the initiation of the project occurred at"3 time when 

the leadership within the Admissions office was in transiti'on. The pre

vious Director of Admissions had been moved to a. different position within * 

\-he college's organization during this period and no interim director was 

chosen to replace him during the search period: From June 1980 unjtiT 

December 1980, the Admissions office was "leaderless". .Therefore, the ^ 
office for which the'system of ACCESS was being designed had little; i,f 

any direct inputs Such a lack .of user input can and has led to somewhat 

of a "benign neglect" attitude, since the s'taff knew little of the opera

tional- techniques of the system. For the system designees tnis meant that 

they had.'to guess, what the new director might want from the system and this 

also led to a "fear" that a new director might not even want to use the' 

^system once cpmpleted. This, of course, gave the^designers a feeling of 

isolation which is always detremental to the completion, of such a project's 
V 

development. After this six-month period, a new Director of Admissions was 

chos,eni and after an "adjustment-"- period of approximately three months . • 

the director finally had a chance (due to the fact s,he was hi-red io the •• 
middle and peak of the admissions cycle) to review what had been initiated. . 

She endorsed the completion of the IftCCESS file and inquired if she .should 

direct its completion. No direct answer was given tocher, so each office 

went about finishing its part without direct supervision or coordination. , 

• ^' 121 
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To'exacerbate th€ situation, the P^esid^nt-of the College; although 

having indicated he was going to retire, decided to reor-ganize parts of 

the,Col,lege, due to political con.fli>64; a(nonq some of the admini^rative* ' '.^ 

siMff. The Admissions gffice had been moved physicallyduring this period * * 

to a new location onr'"campus; and, then after the new director had beetKin -

her^^b only four months, ft was decided to change the^repoRting structure*- ^ " 

temporarily to a Tiean i,nstead of the Vice President to whom ^he had been -^ 

reporting. The dean was in a different division of the .College a^ w(^n . 

"Since resouroe^ for~Trh^ project had all been in tlie Student Affairs divi- ., 

sion it took another three months to initiate apd explain what had been dpntilHp^ 

in this particular projett to the, new dean. So, an additional three mo^i^ns^' 

eTapsed before being able to continue the project. . ' ' v̂ . 

By July of 1981, the new PVesident had been chbsetT, and'he direfctet^ 

the Admissions office to report to the Vice-Presidential level^as before. 

The Director of Admissions had to reorient the entire project back agaisn to 

its original area of Student Affairs. ^ 

The changes affected the project even thx)ugh it was given the institu- -

tion's "number-one" priority designation. Eĵ en̂ witTi this designation, 

'however, the continuous shifting of the reporting strojpture created a 

situation wherein individuals with no pj;evious knowledge" of the system had 

to be indoctrinated and convinced that resources should' continue to be 

'diverted towards the project's development. Often, this created confusion, 

since, hot all of the resources could be made available_under the new organi,-„ 

zational structure. It became particularly confusing for those working on 

creating data input screens for ACCESS and the Data Processing manager^**" .̂̂ .̂  

because no notification of who might be in charge of the project,.or which 

division^it was necessary to contact for clearances, or whose budget the * 

cost of computer equipment and supplies should be billea\ 

Another point of interest is how the "number-one" priority designation 

came about. Before the spring of 1981, there were a number of reques.ts given 

to Administrative Services Division's Administrative Data Processing' aijd 

the UniversitJ^ Systems Analyst. 'Wî th limited staff, the number-of ,per5 

hours to accomplish the proposed projects" in these areas would, have tâ ên n 

decadel The development of priorities became imperative. ThisJssue was 

brought to the attentiot> of executive management, resulting in a full morftlw 

- to^rioritize the list of requests for prooramming. Due to the obvicftis 

problems in declining enrollment, the ^IxEbS system was again given the 

institution's top'priority for these ao^as. . 1 9 ^ 
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. Within the Admissions office itself, there have been areas which have -

lagged behind in development. Manual systems for back-up when the computer 

is "down" were necessary. How to train staff to use the system has.only ' 

recently been given some attention. The reason for the delay has not been 

lack of, interest but more tb do with the nature of the admissions process, 

cycles and external factors, such as the changes in reporting,structure for' 

Admissions indicated earlier. The authors believe that since the project 

was developed in isolation, rather than in association with staff of 'the 

user office, that it has been difficult for the yser to understand and ofteoi 

appreciate certain parts of the system as it was'built. Of course, due.to 

the pressing concern of'declining enrollment, short-term and more immediate 

projects (e.g.'increased travel by staff) have lessened the available time 

necessary for implementation.* These shorter term stra4;egies have, for the ' 

most part, taken precedence since they emanate from the executive management. 

This continual "crisis management" mode of operation detracts from the time 

necessary to be spent upon the longer range systems implementation. " , r 

Another factor in slowing the implementation of the mailing process 

was due to the hiring of an outside marketing consultant initiated by the 

College in Spring of 1982. Even, if £lie system were operational in Spring 

of 1982, the consultant indicated that new materials 'would be developed 

,ai3d the Admissions office had to wait until the company hab finished pro- • 

ducing these new materials. Since these materials have not as yet arrived, 

the decisions as to when, how and to whom they will be. directed have not 

been made. Existing mater/ials have not been re-ordered to insure against 

the use of "oyt-of-date" materials*. The entire marketing effort is only 

now bg^ng designed so that" even with the delivery system in place, the 

materials are not as yet available. ^ 

Interestingly enough, the marketing consultant indicated his lack of 

knowledge in \vritihg his recoliniendations regarding the importance of such a' 

system as ACCESS for tiniejy delivery of. marketing materials. Certainly, 

• this omission may set the project back, since it could be seen by the • 

executive management as. less of a priority in the overall marketing plan for 

.the institution. • . > ^ ' 

is.. 
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LESSONS LEARNED 

A 

One of the major outcomes of this continuing process was that even with 

all. the political and organizational obstacles some truly significant.changes 

were instituted. What-has been accomplished has been due to the persistence 

of a link developed between the Institutional Research office and th'e 

Admissions office.. An example of utilizing this link occurred when the 

Admissions offic'ewas ask-ed to shorten its turn-around time from receipt of 

application to n^ailing of acceptance offier. Staff in Institutional Research 

made suggestiohsfconcerning the current process to the Admissions director, 

which reduced the time for turn-arbund. The link can be used effectively 

once confidence in the fact that institutional researchers can do more than 

"provide numbers" is established in the eyes of the Admissions professional. 

• Less positive are those lessons which have weakened'these same links. " 

These lessons are: _ ' 

1. Initiation/and implementation are equally important and should 
« 

never be isolated but rather coordinated wi th in the.organization. 

2. Good ideas and systems are subject to the hazards pf the p o l i t i c a l 

environment o f ' the organization ahd simply cannot^'be avoided. 

3. Project management problems arise quicklyy The lack of speci f ic 

project respons ib i l i t i es , ,time l i nes , progress reports and 

, evaluation o f outc.orfies makes i t very easy for great lengths 'o f 

time to"pass with re la t i ve ly l i t t l e accomplished. 

4'. "There must be a "conspicious ^consumer" act ive ly involved through-

"JSK out the length of the pro ject . ' .^^ • ,̂ 

J 
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STUDENT CHOICES: WHY ^RE ELECTIVE'COURSES ELECTED? 

Robert F. Grose, Office of Institutional Research, Amherst College 

YT It) troduction ^ 

' My own interest in finding out more about elective courses and how 

they get to be that way stems from several sources. There has been a 

ma'jor trend toward higher proportions of electives In our curricula. We 

have also been trying .to understand more about the learning histories of 

individual students and. how much value has been added in their learning 

development during the college years. Elective courses provide us with 

both clues and questions. 

The current highly sensitive reaction to course enrollments by 

individual faculty, departments', programs, administrators, trustees, and 

.students invites us to understand better how to project course enroll

ments. Staffing, advising, funding, scheduling, all provide occasions for 

wanting to know why students take certain courses.. 

Although precursors can bfe discovered,• the general movement to an 

elective curriculum is ordinarily attributed to Charles W. Elliott who 
ft 

became President of Harvard in 1869. He-had's'polcen out before his 

inauguration and continued to champion an increasingly elective curriculum. 

Frederick Rudolph's Curriculum. A History of the American Undergraduate 

Coirs,e of Study (Rudolph, 1977) jis well as several recent boo^s by Arthur 

Levine on past and current curricula in higher education supply ^ery help

ful background.. ' " , N 

RudoTph demonstrated that the change from a college to a university 

.was "facilitated bythe elective syst^. He further noted: 
- "President John E. Bradley of Illinois College was probably 

unaware of both Galton and Cattell when, early in the 1890's 
he observed: 'To my mind the object of elective studies is not 
so'much to permit a student to choose those tjranches which bear 
upon his future work as to enable him to select such as will 
interest him »d thus lead his mind to act with greatest vigor.'. 
Neither the old school nor the new school had the final answers 
on how the human mind worked; the new*school may have helped to' 
kill off some of the silly pretensions that had been advanced 
in the name of Greek, but it did not eliminate the'idea of 
mental discipline and training, of habit and routine and work 
as sources of intellectual vigor. 
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'Rudolph goes on:*̂  ' , '' , -^-N 

"Edwin E. Slqsson's verdict on the elective system was also a 
-* , pronouncement on the new and old schools oi* psychology: -That 
' many students abuse^he elective system is obvious, but the 

prescribed" system'abuses many students, and this is worse.' 
* 

II. Concep'ts " - " , -

Space does not allow further exploration of the intriguing history 

of the role and,nature of electives in our undergraduate colleges arid 

universities. On one extreme we have a concentration or major almost 

always being required for students. In addition to the concentration 

,we have some sorts^of general education-courses sometimes referred to as' 

core. The same,courses are sometimes^prescribed for all students or 

groups of Students (common courses), but more often a distribution is 

introduced within which there are partial ̂ electives lender prescribed 

groupings. Finally, there are free eTectives that go to make up the 
4 

remainder of the students' required number of courses whether by 

semester, year, or degree program. - . 

But we must keep in mind another distinction. A course taken by 

one student for his or her. major may constitute a free elective fpr 

another student. Certain concentrators must take prescribed courses, 

whereas other students may elect to take those identical courses (oj: 

on the other hand may be prevented by regulations from taking those 

courses.) Prom insti/tution to institution the amounts of the student's 

program consisting of general^education distribution and of concentration 

will vary and hence will the proportion of free electives. Moreover, 

even within the major or concentration there are often.some"elections" 

from groups of courses within the major field. ' 

At Amherst College, the^proportion of courses required for the 

bachelor of arts degree that can be devoted to free electives has changed 

considerably over the years. Professor Hugh 4iaRfkins, a member "of the 

•Select Committee on the Curriculum, recently wrote some of this history 

for us. In one of his tables-here attached (Appendix I) the entry for 

1875-76 shows only 15% of the courses were free elections. By 1905, 

Amherst had followed Harvard and moved to some 75% electives in its 

curriculum. "Things changed and in 1946-47,'Amherst introduced a 

curriculum in which the first two years were predominately courses 

common to all students. The proportion of electives dropped to 29%, 

,' . , ' .' 12G . ^ 
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but then by the early Seventies, the faculty had moved back to'allow 

some 75^ of^courses to be free electives for students: 

I t is with this background that-I encountered a continuing^problem • 

for me as an institutional research investigator. With such a wide oppor

tunity for students to elect courses,*and~wjthout any distribution 

specified i t became more and more d i f f i cu l t to describe to the College 

commun-ity just what students didl take. We evolved a simple count as a 

crude way of showing what many of the students did and produced.summaries 

of the courses ejected by graduating classes throughouttheir time at 

the College. Table A, for example, shows the way in which the Humanities 

majors distributed their 3301 courses in their four years, Amherst is 

part of a Five-College Consortium so some courses were taken off campus 

at the other institutions: Hampshire College, Mount Holyoke College, 

Smith College and the University of Massachusetts. Here are some'264 

courses or 8.9% of theif toterl courses (Appendix I I ) . * * " 

This and similar tables ar6 developed somewhat as a course load 

matrix, but rather than l imit ing ourselves 'to a single semester or year, 

'•'the packets of courses taken by each student (no matter in which year) 

are the vehicles for analysis. 'Another example is found in Table F 

[Appendix I I I ) which shows for several ypars whether students tried 

either one course or more or none in a particular department. (The 

fu l l report on these election patterns is available from the Office, of 

Institutional Research at Amherst College.)" 

- I t was my examining some of these data that led me more and more to 

question what really were the reasons'for students electing courses^^ut- ^ 

«s1de their major. We have also noticed a phenomenon in which some 17% 

or 18% of the most recent classes have (liosen to elect two separate ' 

majogi and completed both. 

I I I . Factors and Reasons 

What can we say^about the kinds of possible factors judged to be of 

importance in^ .influencing students t-o make a-particular selection among 

the courses available? ^ ^ -r,̂  y^ 

A. First, we must recognize a variety of requirements or partial 

requirements. Some dl^r ibut ional requirements w i l l have st r ic t 

alternatives of stJecific -courses. Curricula w i l l d i f fer in the loose

ness or degree,of f l ex i b i l i t y as well as the number of alternatives 
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they offer for satisfying requirements. WBvhave requirements for grad

uation alone; the possibil i ty of a course being a pre-requisite or 
.^ requisite for yet another desired course, whether a course is thought to 

be helpful in'terms of the local lore to\rrepare' for another course. 

The general education distribution requirement,will fupply added direct-

• ives. 'Some students evaluate courses as possibly uSfeful for admission 

to graduate professional schools or other post-baccalaureate study." All 

of th»se factors are in. addition to the courses required for the major. _ 

B. We*know something from pur experience as to the sources of 

information available to studen^about courses. We do not know, how

ever, much about how to sort out the^differential effects of the Catalog 

itself, registration materials, word-of-mouth, course syllabi, graduate 

schooT^;atalogs, an interview with the instructor and so forth, as 

sources of information. The sources of information also overlap't*he 

particular sources of influence or reconmendations. These .are found not 

only in printed materials but among studsnts and other effective indi

viduals. That is, influence may come frbm an academic advisor; espe

cially for freshmen; a secondary school guidance counselor; individuals 

at the department level; the registrar; another faculty member; the 

instructor of the course; Deans; parents; family; siblings; general 

higher education directories and so forth. 

One study carried out at Williams College showed both sources and 

agents with,in tfie same list for the group of freshmen entering in 1977. 

College materials were judged by the students involved to have been the 

major influence (86% major or some influence). Parents and relatives 

were also important, (46%). Even though these were students making their 

first course elections by mail prior to coming to Williams College, 

Williams students were mentioned by 29% indicating that the summer grape

vine may extend quite a distance. 

Our studies of some of these matters,however, are not very complete 

as yet and offer some interes^rfng cautions. Borgida and Nisbett (1977) 

demonstrated that students paid greater attention to course information 

given by two or three students on a T,V. monitor than they did to a 

quantitative surmary of course ratings from.over a hundred students! As 

the authors point out, "subjects in the present studies may have dis\-

counted.the population that generated the base rates" [for course eval

uation] as being of dubious comparability to'themselves:''who .are these 
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people anyway? I don't know them.' In the face-to-face condition'they 

saw the people who generated the evaluation they could tell for them-

/ ' selves that they were reasonable people whose views "could not be dis

counted." (Page 270.) 

C. The real reasons for choice by students are both complex and 

numerous. So far I have only begun my taxonomy of such reasons as I have 

discovered that such a classification is somewhat idiosyncratic so far 

and-xiot-vei^y well-understood-ot^-standardized. • Here are some of the ~-

reasons^ have .developed^ however: 

1. Some note that the chosen course may involve a familiar subject -

one that tjjfe student likes-or alternatively, one that the student does 

.well in. Ken Wilson at Edymtional" Testing Service in analyzing the 

power of achievement tesflBores"to predict'freshman grade point perfor-

m^ance notes that with an elective high school curriculum and an elective 

college curriculum in freshman year, one discoy^rs many continuations 

and even overlaps with high school courses. This results in higher 

correlations than might be the case for newcourses and it may well 

explain the high correlation between certain achievement test averages 

and ^eshman GPA. Î ; does, raise the possibility that the student may 

choose to'continue and'be comfortable in a familiar subject even at the 

cost of-a high proportion of repetition; some want to'play it safe. 

, 2. Many areas of choice ^ m to be simply an"expre?sion of interest, 

• whatever that means. In some vrays, this could be circular, in that by 

'definition: if,someone engages in something there must be some interest 

and we tell whether an individual "has interest by seeing what he engages 

in. Some would note the,exploration for possible interest and it is not 

^ unusual in some institutions'for students to explore broadly for a 

possible major concentration. In a recent study of career development in 

sample's' of students at sev'en selective liberal arts'colleges, Haagen dis-

covered that the alternative'endorsed by far the greatest plurality of 

students -was "a subject in which I have a great deal of interest" even 

when compared ta the poll of requirements (-Haagen, 1982). 

3. Another cluster of reasons seems to be the general desire of 

—students for a diverse education "to be balanced""to spread out" "to 

have a.liberal arts experience." 

4. J^elated to this but attached to the current semester is the ~ 

desire of the student to provide for himself or herself a variety or 
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balance to the other cours,es in his or her current schedule.' Preference ' 

for "diversity" in the modes of instruction, the subject matter, the p^ce, 

the workloa'^, and all the other coursg features seem to be involved. 

Variety'seems^to be more prized in" course-taking than homogeniety. 

A whole cluster of .factors are found relating to the quality and 

rewitation of the professor, that is, the charisma, and the reputation of 

le instructor.l̂ rt̂ l5̂ -f>ot--t»iiJsual to find students saying "you certainly 

fant t(J take a course with Pron^ssor X before you graduate." This is . 

095^: /found in the selection of sections in psychology by Leventhal, et al, 
', . ' "^ 

{1975.K . 

6. FToweveV, it is not solely th,e professor; .there is also the 

evaluation of the course and its reputation. "The course is an excellent 

course." 

7. There' are reason.s offered by at least'some students that are less 

complimentary to the strength of the educational .enterpHse. It is not « 

unusual to have students say "I thought I coul'd get a goo4-grade." Or 

"it appeared to impose a-somewhat lighter work load." Students are 

motivated to maintain high averages, to seek lighter courses to go along 

with particularly difficult required courses or thesis project work- loads. 

There is a -somewhat apochryphal story about Rober't Benchley and his course 

choices. When he was asked why he happened to choose ^ch a peculiar, 

major at. Harvard, he replied that tie reason he chos'e the combined major of 

.industrial archeology and Turkish tapestry studies was that he hpd Simply 

Insisted that each of his courses would have to be after 11:00 a.m., prior 

^ 3 : 0 0 p.m.^and not be above- the first floor. 

^ 8. Certainly, these days the relation of tlpe course to a career or 

job will have a high valenge for many. Who has not heard "insurance" 

mentioned or "market utility." ' 

9. There are some other more social reasons - one's boyfriend or 

girlfriend may be taking the course, one'.s group of friends or roommate. 

10. Supposedly one could dig deeper and find that some students are 

electing certain courses not as a matter of approach, but rather of 

avoidance. That is, they may be avoiding other courses and take the 

least uncomfortable .alternative. - • ' • 

11. Whcit we dp not see too ofteh are those individuals who take' 

courses because such courses are challenging or that would extend the 

individual beyond what he or she is now able to do. 

\ 
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IV. Added Corrsiderations / • 
- ' • • t - ' - ^ 

A. It is likely that there-are different reasons or factors at 

different levels of advancement through the curriculum. ThJ&t is, 

freshmen may select several courses'to explore possible majors. Seniors, 

for example, may be looking for areas that they have omitted and now wish 

to have some sense of completion, whether it be a foreign language' or a 

course in accounting. Where there is a special program in senior year 

such as senior honors or a thes-is, then such factors'as a course's limited, 

reading load may "infllience course elections simply in terms of intelligent 

time management. 

B. Information about student choicecould also be contributed by 

studies of why students/drop courses or withdr^ from them, that is, if 

we could find the reasons-wh-y students left courses we would have some -

indirect information on the e-ffectiveness of certain motivations for 

selecting those courses, (e.g.See Reed, 1981.) 

C. Temporal sequence -goes not only from the high ŝ choo'l but also 

continues on to activity after college. It is even.suggested,that contin

uing education or adult education will often consist of "postponed 

electives."'CLevine, 1979.) 

Certainly the shifting views of prescription and freedom 

influence what the student has to choose among and the proportion of .his 

work that may be so chosen. The trinity of concentrations/distributions/ 

elective classification of courses says a gooddeal of* the institution's 

attitude toward its students. = In the Sixties and Seventies there were 

some institutions which .f'orthrightly proclaimed th3t the student will have 

to select his/her .learning experience after college and that it seems wise 

to'stari" the student during college to take over control of his or her own 

education. Hence, a good number of electives. -

D. Data on student course election could be used to evaluate advising, 

to estimate the value of freshmen orientation, to evaluate curricular 

programs, and to perhaps even' monitor over time the preparation of second

ary schools. Depending oh"the circumstancS^ and'point of view, a student's 

choice oT electives may be the input (or independent v|iriable), part of \ 

the process at treatment, or finally a part of the .o'utcomk (dependent 

variable).' These câ ll .for a whole program of study with hardly satisfying 

i3j. 
^ 
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answers yet to my original question. t . 

E. 'Colleges'and univers-ities do no|: generally annotat^ the nature 

of the elective choices in their recording of stud^t learning on the 

transcript. Chronologkical transcripts usually give no indication'whatso

ever of whe'ther the, student is cdmaeting a required activity or one 

that he or she selects "freely. ^ 

We have onl^ a few of the pieces of this complex picture puzzle. • 

Not e\^n all the edges are visible yet. The shape and colors of some of 

the different pieces remain to bfe see'n.' The process, by which a student, 

.elects courses and the reasons motivating those choices«will require 

considerable lengthy and sophisti.cateid investigation. The factors are 

complex and so* far it appears that any,one factor seems to relafe only to 

a small portion of the"̂  variance acrosjs .courses and across institutions. 

The growing emphasi.s on enrollment dat4, however,, and the, considerable 

interest both by curricula architects .and funding agencies in knowing 

more about.students electing certain courses leads to the probability -

that we in institutioi>a.l research will be coping with such-problems. 

, Note; Reports and added tables are availab>e from, the author;. 
He.also wishes to acknowledge the generous sharing of 
•iata-by Dr. David Booth and Dr. Hess Haagenas well as 
the bibliographic searchej by^Philip Nelson and the ' ' 

- essential tabulations and clear preselhtations by 
• ' - lo1s;Hin. 

^ 

< ^ 

- • r 
\ -

3, 
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APPENDIX I 

Year 

l.STVTh 
1 ->.S.>-^t5 

IS95-vri 
lW=>-Oh 

!91>-1'^ 

1925-26 

19:3,>-36 
1945-46 ^ 
^955-56 ' 
196&-<i: 

(plan 
adopted 

1965). 
197S-76 

''( Free 
Election 

15 
.̂ ^ " 
56 
75 
'35 

40 

45 
45 
29 
44 

75 

"v )IJJOK 

' 
\̂  

c 

30' 
it\\ 0 majors 1 

30' 
(two majors; 

15' 
25" 
23 

•25 

25-

% Required 
Dtstnhutwn 

,. S5 
62 
•14'' 
25" 
45 

40 

• '55' -̂  
• 40 

48 
31 

0, 

% Required 
Specific Courses' 

'(Included ill 
Required 

Distribution 1 

(85) 
(62) 
.'38). • 
(20) 
i% f •. 

'(15) 
> 

( 0)' 
( 5) 
(25) 
f 9) 

• 
(— 

( O J ^ -

' Choices hiiiiteJ"to Creek and.Litin. or to French apd Gennan, are counteci «is 
specifit requirements In no c-ase has a foreign laiiguaife ;;ro;icie(ici/ require-
ijl^nt l>eeii c(>ti"tec: 

° Qui'. '>i'e stuiii ua^ a-refiuireinent met b> a "distpbiitioivl" choice one of 
r<nir sti 'iie"' in rhe biTjhomo'-e \ear v^as'to be mathematics ora natural science 

' Thfre ua ' nn i.a .)r biit to b*" elieible lor "Final Honors." a student was 
rerjuir'-'.; t.' raf-- lour sem-fster courses in a siiTcle depamiient—9'r of ail 
course 'Acrk ^ jr^ 

'• Recjiurp-J Jntr b'ltio:; apar irom specific courses consisted m freshnieii'l 
choice ot r\io courses out of a list oi'eleven 

' There i-i a U)^r fi\ "riap ot the major \s ith either coursei taken as distribution 
ret|uirei)eiitb .;' tne s'̂ 'phoniorc vear or uith tree electees of the last rwo 

,'\ears Ti.is .uerla;-e\v>iani>. the'total of 110'> • ' ^̂  
•' In eac-h ;f the u^' three \ears. students uere rer]uire<i to take two .\ear-ion? 

courses in two subiects in which courses were taken the preceding \ear. This 
contiiiLirN " requirement has been qounted here as a distributional ref|Uire-

ment In most cases, courses taken to give continuity also constituted the 
major pence the total of 115Tc 

' Throughout this table, the retjuired fractional course in">«tflic speaking, gen-
eralK a third or a fourth of a regular course, his not been counte'd Suice. in 
^935-3*^ a "one-hour' course in public speaking was required of freshmen., 
the figure of "0' here might better be rendered "1 " Siniilarlv fractionaj 
phvsical educat'on and hvgiene courses, though usualK rtijuired, have not 
been counted ,., 

" .\ lO'f overlap of the maicr and distfibutMii requirement was probable 

^ 

Taken from: 
^s7lect Conunititee' o"'^he CurricuZi^. J u g t i o ^ ^ 
.Ar.herst Reconsidered- rh^- ^-^beral St^gl^s Progra^. 
X-nhers-t, 'Massa chuset ts , Air.herst College i^res^, 19:S. 

13.;-̂  

file:///ears
file:///ear-ion
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i 

COURSES IN: 

, • 
Art (F i re Arts) 
Classics 
Drama 
English 
frincr 
Gennan 
Greek 
liV . 
MuŜ C 

^Ph-losoony 
Re 1) g) on . . 
Russian 
Soanisp 

TOTAL . 

HUMANITIES 
113 

Courses 
N 

227 
6d 

109 
£33 
141 
•'74 

31 
40 

145 
125 
117 

. 114 
70 , 

1899-
• 

American StOcies 21 
Antnrooclogy 
BlacK Studies 
Economics 
History 
Po".itical Sci . 
Psycftology 
Sociology 

TjTAL' 

Asironory 
'Biology 
ChenIStry 
Geology 
Katnefflaf.es 

'Neuroscience 
Physics 

TOTAi. 

Asian StuCies 
Col^ccuiun 
Eurooean £ : . 
F ie lc Sludy 
F-eshtnafi Sec-. 
Inc.' Scholar 
Inte-dis. 
Insuiry 
Kenan 
Mellon 

TCTAl 
!LS 

(/Vnnerst), 
Har.osiire 
Mt. Holyone 
Snith 
U. Mass. 

TOTAL 

GRAND TOTAL 

72 • 
36 
70 

- 144 
14S 
75 
38 

605 

17 
70 
61 
21 
34 

. 
54 

307 

13 
S 

19 

-
2 

-
-
1 

-' 
4 

48 
178. 

33 
69 
83 
79 

264 

3301 

MAJORS 

; Elected 

£.9 V 
2.1 ^ 
3.3 

1S.J^-3»-
4.3 
2.-2 

. 9 -
1 *> 

* 4.4 .̂  
3.8 
3.5 

>- 3,5 
0 1 

57.5 

.6 
2.1 
l . l 
2.1 
4 . 4 ' 

4.5 
2.3 
T.2 
" •• 

i a . 3 ' 

.5 4 
' 2 . 1 

. 1.9 
.6 

2.5 

. • 
1.7 

9.3 

.4 

.3 

.6 , 

. 
• .1 

-
-
-

1.5 
5.4 . 

1.0 
2.1 
2.5 
2,4 

8.0 

100.0 

ELECl 
CLASS OF 

SOC.SCI. -
. 171 MAJORS 

Courses Elected 
K; 

* i 7 ' 
* 95 

68 
334 
104 
27 
8 
0 

K8 
145 
77 
72 
57 

1242 

166 
174 
111 
5S3 
383 
647 
360 
149' 
—"̂  2543 

44 
65 
52 
44 

178 
1 

Jl 
455 

22 
17 
9 

• 
8 

-
-
-
I 

73 
2S4 

43 
98 • 
69 

168-
• • 

378 

4S7S 

X 

1.9 
l . y . 
1.4 
6.7 
2.1 

.5 

.2 

.2 
2.9 
2.9 ~" 
1.6 
1.5 
1.2 

25.0 

2.3 
3.5 
2.2 

n.i 
7.7 

13.0 
7.3 
3.0 

—"""̂  5 1 . 1 -

.9 
1.3 , 
1.1 

.9-
• 3.̂ 6 

^ 
1.4 -

9.2 

.6 

.3 

.2 

-
. .2 

-
-
-
-
J_ 

hi 
S.7 

•6-
2.0 
1 . 4 * 
3.4 

7.6 

lop.o 

, 
•IONS OF COURSES 
1982 X 8 2 t -
4 YEARS 

'NAT.SCI. 

AMHERST 

S MATH 
70 MAJORS 

Courses 
N 

67 
• 44 

15 
136 
14 
10 

"e 

_ _ » . ^ ^ 
55 
21 
27 
13 

519 

6 
44 
3] 
62 
4-7 
57 

130 

— " ^ 396 A 
24 I 

244 
198 -
102 • 
174 

6 
182 

930. 

9 
3 
4 

-
4 

- , 
„ 

-
-

. I 
21 

114 

, 3 , 

• - s r 
21 
50 
— • 

123 

2103 

Elected 

m 

•3.2 
2.1 

.7 
- •6.5 

.7 

.9 
. .3 • • 

.4 

4 . 5 ^ ' 
2.6 
l.'O 
1.2 

.6 

24.7 

.3 
2.0 ' 
T.5 
3.0 
2.2 . 

, 2.7 
6.2 

.9 • 
• 

18.8 

1.1 
11.6 
9.4 
4.8 
8.3 

.3 
8.7 

44.2 ' 

.4 

.1 

.2 

- \ 
•2 V - ^ 

\ 
-
-
_J_ 

1.0 
5.4 

.2 

.6 * 
1.7 
1.0 

• 2.4 
~ ' •" 

5.9 

100.0 

^ 

Ctfursi 

• E 
11 
3 • 
7 

' IS 
9 
7 

-
-

15 
3 
2 
4 

-
76 

3 
7 
1 

23-
11 
10 • 
7 ^ 

J . / 
64 

2 
7 
5 
8 
8 

-
2 

32. 

1 ^ 
1 

20 

3 

-
-
•̂  

43 
. 14 

2. 
• 5 

8 
15 • 
• • • " 

30 

- 259 

APPENDI)( 

Tab le A 

OTHER 
9 MAJORS 

•s Elected 

4.3 
1.2 
2.7 
5.7 
3.5 
2.7 : 

-
-

5.7 
1.2 

.8 
1.5-

• -

2S.3 

1.1 
2.7 

.4 
8.6 
4.3 
3:9 
2'.: 

.£ 
" • " • " 

24.7 

.8 
2.7 
1.9 
3.1 

. 3 . 1 

\ -
.e 

12.4 

7.5 
.4 

7.7 

-
-
-

1.2 

-
-
-

16.6 
5.4 

y 

.8 
1.9 
3.1 
5.8 

• • " • ' 

11.6 

100.0 

I I 

i 

' - OVEI 
363 

*•' 

WLL • 
MAJORS 

Courses Elected 

• a 

402 
. 210 

•^ 199 
'1123 

268 
127 
.45 

57 
- 4C2 

32S 
217 
217 
140 

3736 

196 
297 
175 
70S 
525 
863 
572 
208 
•̂ ~"" 3608 

87 
386 
316 

/ ^ 
(444V 
^ 7 

309 

1724-, 

73 
3C 
52 

-
14 

-
3 
1 

-
] i . 

—"Tss-
590 

3 
91 

208 
181 

-312 
~ ™ ~ ~ 

795 

10638 

3.8 
2.0 
1.9 

10.6 
2.5 
1.2 

.4' •• 

.5 ' 
3.8 
3.1 
2.0 
2.0 
1.3 

3j.J 

1.8 
2.8 
1.-7 
£. 7 
5.5 

" 8.0 
5.4 
2.0 

' •33.9 

.8 
3.6 
2.9 .. 
1.7 

• • 4.2 
.1 

2.9 

ie'.2 . 

. .7 
• .3 

c 
• V 

-
. 1_ 

-
-
-
' 
J. 

" 1.7 
5.6 

. 

.9 
2.0 
1.7 
2.9 
• ™ ^ ~ " 

7.5 , 

loo;o 

Office of Institutional Research 
Amherst College' - June" 1962 

r 
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APPikNDIX III "̂  

FOUR-YEAR CUMULATIVE COURSE' ELECTMfi OF STUDENTS BY 
GRADUATING'SENIORSX AMHERST COLLEGE 

T«ble-F 

DEPARTMENT -

A r t ( f i n e A r t s ) 
Classics- . 
Dramatic Ar ts 
Eno l i s r 
^ renc^ 
German* ^ 
Greek 
L a t i n 
H U S K ' 

PhilosODhy 
R e l i g i o n 
Russian 
Spanish 

" v 
TOTAL 

American Sr jd ies 
Anthropology 
Black Studies 
Econcriics » 
H i s t o r y 1-
P o l i t i c a l Science 

^Psycnology 
Socio logy 

1 

TOTAL 

Astronomy 
B io logy 
Chemistry-
Geology ^ , * 
Ma themat i c : 
Neuroscience 
Phys i i s 

TOTAL 

Asian Stud ies-
ColloQuiur. 
European Studies 

• ^ l e l d Stucy 
Freshman Seminar 
Ind . Scholar 
I n o u i r y • 
I n t e r d i s c i p . , 
Kenan 
Mel lon 

TOTAL 
ILS 

Hampshire , 
Mount -Holyoke 
Sijiith 
ffh.iv. o f Mass. 

TOTAj. 

CLASS OF 1978 
h • 35o 
0 • 
M 

Elec t 
1 or More 
Courses i n 

Oept. 

5 7 : 
3 3 : 
2 5 : 
8 5 : 
2 2 : 
2'^* 

6 : 
- 6 : 

4 5 : 
5 i : 
2s: 
2 i : 
2 3 : 

9 9 : 

" 3 2)i 
16 : 
6 2 : 
6 9 : 
6 5 : 
5 8 : 
2 8 : 

_98S 

1 2 : 
4 5 : 

' 3 3 : 

Tf: 53 : 
i : 

u: *> 

'-^. 
7 : 

< 4c: 
i s : 

i : 
5o: -

- i : 

. 
2 : -• 

tr. 
' 6 : 

7 8 : 

1 5 : 
475 
S4S 
46J 

9 0 : 

0 

» N o t . E l e c t 
Courses 

In 
Oeot. 

4 3 : 
6 7 : 
7 5 : 
15 : 
7 8 : 
8 0 i 
9 4 : 
9 4 : 
5 5 : 
4 6 : 
72t 
7 9 : 

•77*. 

i : 

7 5 : 
6 9 : ' 
8 4 : 
3 8 : 
3 i : 
3 5 : 
4 2 : 
7 2 : 

4 : 

8 8 : 
5S: 
6 7 : 
8 3 : 
4 7 : 
9,9: " 
56 : 

• 2 3 : 

9 3 : 
6o: 
8 5 : ' 
9 9 : 

so: 
9 9 : 

. 
9 8 : 
8 3 : 
9 4 : 

2 2 : 
-

8 5 : 
5 3 : 

• 4 6 : , 
5 4 : 

l o : 

CLASS OF 19^9 
N • 
•> m 

El£Ct 

344 
m 
m 

Not E l e c t 
1 or More Courses 
Courses 

Deot. 

l 5 4 : 

^ : 
3 6 : 
86 : 
26 : 
151 , 
' 6 : 
8 : 

5 i : 
5 2 : 
33 : 
2 5 : 
2 9 : 

^ 
9 9 : , 

27 : 
32S. 
17« 
6 2 : 
6 5 : 
6 6 : 
5 5 : 
3 4 : 

9 7 : 

13 : 
4 3 : 
3 4 : 

\ 1 8 : 
^ 5 5 : 

2 : 
4 8 : 

7 8 : 

1 9 : 
2 4 : 

5 : • 

* 
4 2 : 
i : 
i : 
4 : 

1 6 : 
8 : 

7 6 : 
-

1 9 : 
4 4 : 
4 5 : . 
4 9 : 

8 4 : 

h i i n 
Dept. 

4 6 : 
" 6 9 : 

6 4 : 
1 4 : • 
7 4 : 

. 8 5 : 
- 9 4 : 

~ S 2 : 
49V 
3s: 
6 7 : 

"s: 
7 i : 

i : 

7 3 : 
6 8 : 
83S 
382 
3 5 : 
3 4 : 
4 5 : 

. 66S 

3 : 

. 87-: 
5 7 : 
6 6 : 

ij. 
9 8 : 
5 2 : ' 

2 2 : 

8 1 : 
7 5 : 
9 5 : • 

% 
9 9 : 
9 9 ; 
9 6 : ' 0 
8<i: 
9 2 : 

2 4 : 
-

8 1 : 
561; 
5 5 : 

•51? 

' 1 6 : 

•Less than IX * 

CLASS OF 1980 
N « 375 
* , * * 

m 

CLASS ( 
M > 

E l e c t ? Not E lec t Eljsct 
1 or >f tSre\ourses 
Courses 1 

Oeot. 

7 0 : 
' 3 8 : ' 

3 1 : 
8a: 
27 : 
16 : 

4 : 

, 6 : 
5 9 : 
63 : 

?a: 
3 5 : 

2 6 : 

9 9 : 

27 : 
4 0 : 
2 6 : 
6 5 : 
6 7 : 
7 4 : 
6 2 : 
3 7 : 

^^: 

2 0 : 
4 4 : 
3 4 : • 
2 4 : 

i^ 
T: 

= 5 1 : 

8 4 : 

i s : 
2c: • 
1 0 : 

* 
5 4 : ' 

* 
'^ - ^^~~^ 

5S 
6 : 

- 6 f 

7 W 
-

16X 
35S. 

. 375 
455 

791 ' 

, 

in \ l n 
mrstr-

3 0 : 
6 2 : 
6 9 ; 
1 2 : 
73^ 

-84: 
9fri 
9 4 : 
4 i : 
3 7 : 
i7i 
6 5 : 
7 4 i 

1 : 

7 3 : 
6O: 
7 4 : -
3 5 : 
3 2 : 
265 
3 8 : 
6 3 : 

1 : 

8O: '-^ 
5 6 : 
6 6 : 
7 6 5 / 

luL 
7 ? * 

4 9 : 

16 : 

' 8 2 : / 
8 0 : . 
9o: 

• 100: 
46: 

. 10c: 
• 

9 5 : 
9 4 : 
9 4 : 

2 6 : 

-

84S 
6s: 
6 3 : 
55J 

2 1 : _• 

3F 1981 

»v 

Not E^ect 
1 o j / More Cours.es 

^^^/toUrses 
Dect. 

66 i 
4 i : 
3 2 : 
fist * 
28 : 

48: 
3 : / 

' * 1 
641 V 
59: ^ 
32 : 
4 4 : 
2 5 : 

ICOi 

2 6 : . 
4 2 : 
2 3 : 
6 4 : 
6 5 : 

" 7 E : 
6 2 : 
4 i : 

• 9 9 : 

2 8 : 
4 6 : 
3 4 : 
3 0 : , 
6 5 : 

2 : 
47:: 

8 7 : 

1 3 : 
1 5 : 
7 : 

' 
3 0 : 

^5 
i*^ 

e: 
5 9 : 
-

i e : 
3 6 : 

3a: 
; 4 2 : 

8 0 : 

i n 
Deot. 

• •34: 
59 : 
68 : 

• i i : 
7 2 : 

, £z: 
971 
93 : 

- 36 : 
\ ,411 
\ ' 681 

\ 5 6 : 
\ 5 1 

\ * 
•\ 

74 ; » 
S8 i 

' 77 i 
3 6 ; 
3 5 : ' 
2 5 ; ' 
3 8 : . 
5 9 : \ 

K 

7 2 : 
5 4 : 
6 6 : 

^ 7 0 : 
3 5 ; 
9 8 : > 
5 3 : 

, 1 3 : 

8 7 : ' 
8 5 : 
5 3 ; ' 

100 : 

"c: 
9 9 : 

-
9 8 : 
9 9 : 

- 9 2 : 

. 4 i : • 

-

8 4 : 
6 4 : r 
62J . 

' 5 8 ! * 

2c: 

CLASS C 
N • 

• m « 

E l e c t 

1- 19£2 1 
3£j 

» 1 
Not E ^ c t 

1 o r More Course: | 
Courses' 

yt-Si. 

^ ^ 
4 ^ 
30*. 

• 891 
33'. 
181 

41 
81 

611 

• ' 'i' 2t l 
3 4 ; • 

20r 

• l o c : 

251 
501 

' 3 0 : 
6 0 : 

, 66:» 
7 3 : 

• 5 7 : 
, ^ 3 5 S ' 

« 5 

" 3 7 : 

3 « 
2 1 : 
6 6 : 
i : 

4 3 ; 

^ 8 4 : 

1 1 : 
81 . 
9 : 

' -
4 : 

-
» 

•• r : 

-
y. 

3 0 : 
7 9 : ' 

151 
36 ; 

-^ 30 ! 
4 4 : - ^ ^ 

, 7 3 : 

* 

i n ir, • 
Dec: . 

471 

S S i : 
7C1 
111 

r *d7 l 
c* * * ' 
96 r .' 
921 
t i ' 

4?- . 
6* - ' 
i t . 
£ : i 

^ 
-

7;< 

7:-. 

2S 
* " • * 

/ ' '̂'' 
* • 

i 8 ^ 

e;*. 
6c-, *• 

ik ' 
991 
571 

l e ; 

e 9 . • 
j : i ' 
?•'; 

-
S£l -

-
' 10c; 

r 5 ; 

-
971 

T V * 

ci'-H 

- • " • ( # 

641 

7t; 
- 5 6 ; 

2 7 : N ^ 

^ 
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IMPRbvING THE QUALITY OF . 
.• ^DATA OBTAINED 
THROUGH SURVEY RESEARCH 

Jane Grosset 
Gretchen Boris . . 

"Community College of Philadelphia , 

Introduction 

Several years ago, the Institutional Research Office at Community 

College of Philadelphia (CCP) decided to systematically gather data 

on an ongoing basis from a variety of subgroups associated with the 

Institution . As a result of this decision, data collection efforts ^ 

at CCP "became heavily reliant on the use of the mail-out questionnaire. 

Much of the'appeal of this data collection method stemmed from its 

abiXity—to provide an efficient means to gather large amounts of data 

at'i relatively low cost in a short'period of time. 

The standard data collection procedures included one mail-out of 

the survey instrument, cover letter and postage-paid^^-^velope to all ' 

survey participants, followed in three w(eeks by a post card reminder 
—. . .. ' . V -^ 

tio all* nonrespondents to the initial mailing. 

C 

Despite the relative economy of thissurvey approach, the associated 

2- \ response rate (20%) was often unacceptably low'̂ . Since the 'respondents to 

these ̂ surveys did not represent a.randomly selected group from the survey 

population, a questT!on concerning the quality of the daf̂ ta was "frequently 

raised. ' - . • 

In an effort to maximize the quantity and quality of information 

•gathered through institutional surveys, a series of experimental data 

—collection procedures were put into motion. Built into each ongoing sarvey 

that was designed to gather* information pertinent* to\the functioning of 

. . . • . VS7 
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the Institution, was a research component that was designed to provide 

answers to method6logical issues that would eventually reduce errors at 

the data collection stage^largely•through improving responses rates. 

By^using "this approach"gver the'last several years, a reservoir of ii«N 

formation has developed which has been successfully applied to subse-

quent survey research conducted at CCP. Mos^ of the experimental- in

formation can be broadly categorized as either data collection procedures 

or questionnaire redesign. 

When a partipular procedure has been found to positively affect the . 

survey response rate, a crude cost-benefitj^alysis is made in order to 

determine if the procedure should be incorporated in future institutional 

surveys. (A cost chart'used for thi^ analysis appears in appendix A). 

REDESIGN OF DATA COLLECTION PROCEDURES 

Consideration, of. data cdllection procedures included analyzing, the 

effects of introductory preletters,'postage-paid envelopes, rewards and 

personali^zation on response rate; studying effective methods for following 

up on nonrespondents; examining the quality of data collected, face-to-
< 

face versus through-'the mail and surveying random samples rather than 

entire populations. 

Nonrespondents Follow-up Procedures 

^s stated "earlier, the standard data collection procedure at CCP in

cluded an initial mail-out of a cover letter, questionnaire and postage-

paid envelope, followed three weeks latd^'by a postcard reminder to non-

- . . " : ' - • • ^ 

respondents, netting approximately a 20 per cent return on the questionnaire.. 

13 d 
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Based on the suspicion that, many of the nonrespondents to the initial 

mailing had discarded the original copy of the questionnaire and return 

envelope by the time a follow-up reminder was sent, a decision was made . 

to include these two items with the reminder to nonrespondents in a 

subsequent survey. This additional procedure result;ed in enlarging the 

overall response rate by approximately 10 to 15 per'cent. 

The cost of each additional questionnaire gathered by this approach 

was approximately $1.28 (based on an initial return of 20 per cent and 

follow-up retoHTn of 15 per cent). 

' » 

Befpre evaluating the adlTed cost of the procedure against theMncreased 

response, it was decided to add one more step to the process that would 

enable*an assessment of the.quality of the extra data that was collected. 

In tfrder to do this, a 10 per cent sample of randomly selected nonrespondents 

c^J^he mail^oilt questionnaires, selected from both surveys, was interviewed' 

over the' telephone. The questionnaire Used for the mail survey served as 

the tel^ephone interview instrument. 

^ "-Since the" participants in the telephone survey were''based on a random 

selection, an assumption was made t^at the information gatKered by this 

meansXwas more representative of the o-̂ erall survey population than vas 

.the info-rmation gathered through the mail survey of self-seliected re-
' * . » • 

spondents.' Comparisons of participant demographics and .survey responses 

between the mail and telephone groups 'indicated that a small amount of 

bias was presen^.in the mail data, however, inclusion of the d^ta obtained* ^ 

from the mail nonrespondent follow-up helped to normalize the mail surv.ey , 
I - - • w information. 

13:J 
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Based on these findings, a decision was made to routinely include a 

questionnaire and postage-paid envelope in future survey follow-ups to 

nonrespondents and to include a telephone follow-up of a randomly selected 

group of nonrespondents in order to check for the presence of rVsponse 
in 

bias^ • • 

Introductory Preletter 

A fairly common survey pi^edure includes the use of an introductory 

preletter sent to potential respondents a short time before the arrival 

of the ijuestionnaire. It is anticipated that a preletter has a positive 

effect on response rate. . ^ . A 

In order to test this p(>sibil.ity, half of the potential respondents, 

in a survey received a^preletter approximately one week prior to the 

arrival of ^he qi^stionnaire. For the -remaining surV«ey pa'rticpants, the 
' * • V 
arrival of tni^ cover letter and questionnaire served as the\introduction 

to the survey. 
A' ' 

Analysis of response rates associated with the different groups in

dicated ̂ hat individuals who received an introductory preletter were 

three peE.*cent mor.e", likely to respond, however the differences between 

group response rates were nonsignificant X^ (1) = .58, n.s. for graduates, 

and x2 (1) =..56- n.s. for non-returners.-

Xhese results, taken into consideration with the cost per additional 
. ' • ' • 

questionnaire ($3.46), led to a decision that a preletter Vould not be 

incorporated into the da.ta. collection methods for these two surveys. 

liV 
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Personalization \ _ ' 

s . ' • • * 

One of the more i n t e r e s t i n g fii^dings occurred se rend ip i tous ly , as a 
( -

result of time constraints rather than intentional design. 
\' 

Great care has always been taken to ensure that professional im- ) 

pression is conveyed to survey participants.' Identifying information .has 

been typed on all correspon^nce. 

In-the middle of preparing survey materials one year, the Institutional 

Research Office found itself pressed for time and in the interest of 

meeting mailing deadlines, only half of the surveys had typed identifying" 

information and maili-ng envelopes, <<?hile the other half vere handwritten. 

The r,esponse rate to the survey that year increased by seven per cent. 

•> - , " > 

In the next go around of the survey, identifying information*and 

envelopes were handwritten for all survey participants. This approach 

produced an increase of thirteen per cent in response from the- original 

all typed format. *'- ' 
/ • * 

Based on these results, this information will.continue to be hand- ^ 

written at no extra cost. 

Postage-Paid Envelopes' * -

Inclusion of a postage-paid envelope for the return of the completed 

questionnaire has been regularly ̂ included in CCP survey procedures. The 

reason for doing so had_ been based on the assumption that the envelope 

will increase the likelihood of response. In order to determine if it 

% i * • " . 

would, be cost effective to continue this practice a College survey rias 

administered eliminating ,the postage-pa_id envelope from the process. 

f 
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The returns form this survey were compared to the returns from a similar 

survey conducted the previous year. The survey with the envelope had a 

response rate that was seven per cent greater than the survey without 

the envelope, "X.̂  (1)=53.2,£ .000. The cost was approximately $0.30 per 

additional questionnaire. A decision was made to continue the use o^ 

postage-paid envelopes as a standard survey procedure. 
\ • . - -

Face-to-Face Data Collection 

In'the interest of cutting survey costs through the elimination of 

mailing expenses, the Course Withdrawal questionnaire was distributed by 

/ college personnel who were responsible for expediting the course drop 

process. This data collection approach appeared feasible since students 

had to report to a centralized location in order to complete the necessary 

.paper work tp drop a course. In addition to a drop slip, college personnel 

were' instructed to request that the student complete the Course Withdrawal 

questionnaire. 

By semester's end, 1,383 questionnaires were completed. This number re

presented only 24 per cent of all course withdrawals in the semester, far shy 

af the 100% hoped for~through this method of collection. ( 

In order to check oh the quality of the data, a 10 per cent randomly 

selected sample of students who withdrew from ^ course during the semester 

t ' ̂  

and had not already completed a questionnaire were sent a survey form. 
- > ty 

Sixty four per cent (64%) of the sample returned a'questionnaire. 

.W 14B 
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An assumption was made that the response from t̂ he mailed out method was 

mdre representative of the suBvey population since it was based on a randomly 

' r 

selected sample, while the face-to-face 4;esponse were in all likelihood sub-r 

ject to sampling bias by personnel responsible for-qu4stionnaire distribution. 

With this in mind, questionnaire responses, student demographics and c©ur§e 

information were comp^ired_for the two distribution types. These analysis in
dicated that a great deal of bias was present in the face-to-face.data, and 

that statistical corrections for the bias' would be needed before the survey 

information could be analyzed liieaningfully. -

V 

Since the quality of the data collected face-to-face was so poor; it 

was decided to forego thi^method of data collection and mail out future 

Course Withdrawal surveys. 

Population Vs. Sample 

Approximately 6,000 courses are d'ropped by CCP students in a semester. 

This large number makes the administration of a mail out course withdrawal 

questionnaire an expensive process, approximately $1,500. In order to cut 

costs, the questionnaire recipients were limi'ted to a 20 per cent randomly 

selected sam]^e (cost of $300)'that was- stratified in order to ensure 

proper course representation. * ̂  

Useable questionnaires were obtained from 20 per cent of the sample. 

A telephone follow-up of nonrespondents Was conducted and comparisons of 

If 

these surveys'results were made with the mail sample survey results. These 

comparisons indicated there' were yery few difference in survey .results 

between the telephone and mail'responses. In addifion, returns by dropped 

courses represented institution wide figures. 

•1^3 
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As a result, this questionnaire will continue to be sent to a stratified 

random sample of students rather than the entire population. 

REDESIGN OF SURVEY QUESTIONNAIRES 

Experimental factors discussed up to this point can be generally 

categorized as data collection procedures. In addition to this group 

of variables, several items related to the design of survey questionnaires 

have been studied. 

The time for replacing the dwindling supply'of questionnaires appeared 

to offer a perf̂ ect opportunity to consider strategies related to questionnaire 

format that might improve the quality of the information gathered through 

the forms. Professional layout, of the questionnaire, color, length and question 

phrasing were considered. ^ • 

Professional Layout 

Questionnaires originating in the Institutional Research Office have always 

been professionally designed, conveying an air of importance to the survey 

participant through the questionnaire's neat and orderly appearance. It has . 

been assumed that the'-more important the questionnaire appears to be, the » -

ra6re' likely it will be completed and returned. 

' The questionnaires have generally been one of two types, a technical 

opscan-readable form or a machine-typed duplicated form. Although both 

forms are identical in content, neat arid orderly, they differ in some im-

portant respects. The technical form is one sheet, printed back-to-back , 

while the typed form is a mj^lti-paged, stapled document. The technical form 

144 
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also looks more expensive (cost approximately ̂ 40.02 more per questionnaire 

to produce) than the machine-typed form. For these two reasons^ the 
K -

technical fo.rm might produce a greater response than the typed form. . 

In order to determine if questionnaire format has-an effect on response 

rate, half of the potentrarl respondents" to survey wei?e sent the technical form 

wHile the otHer half weVe sent the machine-typed form. . Significantly more of 

the technical forms were returned, X.(U=A.42,2^05.< 

Weighing the added cost of.the technical form against the increased 

response of eight per cent, a decision was made to use technically designed 

; . • ^ • 

forms, where' possible, in future surveys. 

Questionnaire Length and Question Format 

As npted in the previous section, technically designed forms produced 

greater-response rates than did machine-typed forms. Two factorswere hypo

thesized as explaining this result, the importance of the information con-

veyed |)y the technical form and the brevity possible from this type of form. 

In order to determine if questionnaire length alone wou^d affedt response 

rate, a questionnaire was redesigned to include five {questions, printed on 

a single side, postcard sized form. The,survey form used prior to this 

year contained 25 items printed back-to-back on 8" xll" page. 
» • 

Responses from this short form were compared to the most recently collected 

standard length form. This comparison seemed reason&ble since the surveys weri^ 

conducted only one year apart and they had the 'same size populations and the 

same population definitions. * • , " 

H 
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••Three per cent? X3%) fewer of, the short, surveys were returned, % 2(l) = .82,n.s. 

Part of an explanation far this result is that the longer form, which is the 

standard"questionnaire length for most institutional surveys, probably has not 

reached an janacceptable limit and is 'therefore as likely to be returned as a 

shorter form. "̂ » *^ - . . ^ ,' 

An additional fealfure was built into-the experimental short form that was 

• designed for'che Nonre turning Student Survey. It f^l into the/drea of question 

format: dhe issue of .open versus close ended' question types. 

V 

A major objective of the survey is to. learn the' reasons why a student 
.'^ " • / , ^ ." '"- - • . ' • • 

/ ̂  
did not re-Miroll at- the College in subsequent semesters. The questionnaire 

itenrdeeigned for this purpose -has appeared in past Î surveys as a multiple 

- ry r 
choice question, which provided' the re'spondent with 14 options,' including an 

"other" category. In recent years, t^e number-of respondents reporting other 

reasons has increased '(3G'p*r cent), along with-a suspicion that the forced 

choice alternative^assQciated.with the questiort no longer adequately covered 

' the full range of reasons for' nonreturn. -^This'seemed to'be reasonable since 

the qtiastionnaire had been designed in i976.»- . >' '̂  - ' ' . 

În order to develop choices tha^^ould more realistically represent the 
i'-

current 'survey, populatiô fi', the question on the redesigned short form left the 

reason fpn nonretaM o^n ended, thereby avoiding the suggestion or imposition* 

"^a-^rt^ers to the r̂ p̂fenJfent. 

^ 
Compar isons" '6f onses. from the most recently collected forced choice 

d format indicated that the latter*approach was less format with the open 

likely to elicitg.a®socially acceptable response. Five per cent (5%) of the 

forced choice res'fot̂ eires indicated they did not re-enroll because of academic 

reasons, while l^per cent of the open ended respondents indicated they had 

academic problems m- 14o 
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^—Even though the open ended responses produced more work since they had to 

be'Tmnd tabulated, it was decided to employ this format in future sur\jeys. 

The greater degree of specificity and greater likelihood of.unanticipated 

reasons provided by this" type of question, will help in the development 

^ ' ' I 

of institutional retention strategies. 

^ > ' 

V 

Questionnaire Color 

A number of individuals responsible for conducting survey research are 
^ I 

proponents of the use of colored forms in order to increase rates of response. 

The reasoning is that the colored form will attract the potential respondent's 

attention and after having do^e so, will increase the likelihood of that 

person completing the questionnaire. . • 

In order to determine if this proceddre might be employed effectively 

at CCP, 500 participants in a survey of currently enrolled students received, 

a questionnaire and cover letter printed on blue paper while the*remaining 

500 received white forms. Question wording and all other survey procedures 

were identical for theetwo groups. Thirty five per cent (35%).of the blue 

forms were returned;and 27 per cent of the white forms. The eight per cent 

\ • 2 

difference in response rate was significant, 2S.'(l)+5.7,£ .05, however, 

duplication of this" pj^ocedure in subsequent surveys", while producing results 

in the same direction, failed to reach significant levels. / 

The_difference in cost of the colored forms'is minimal, therefore a de-

• A •• • • 
cision was made to use colored forms in subsequent surveys. 

/ <s. f *^ / 

ir. 
4 
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Conclusion 

Various survey methods were tested in conjunction with ongoing Institutional 

surveys. The purpose of this research was to develop survey methods that' yould 

maximize* response rates while remaining relatively inexpensive. The results 

of this research has" led to survey procedures that have doubled response rates 

to some Institutional surveys. In turn, the larger response rates have pro4uced 

a greater degree of confidence in the data collected by survey methods. 

Notes 

r. The questionnaires implbyed ^n survey research at CCP were adapted 
from those developed by Project FolloWiup of Che Tex-Sis system. 

2. Response rate is defined as tfie total sample minus all incompleted 
survey^ div.ided by the total sample. 

3. Sî nce the nominal variables throughout this paper are dichotomous, 
the chi-square analyses included Ya'tes Correction for Continuity; 
Yates' Correction consists of subtracting .5 from the absolute 
difference of the observed frequency minus the expected frequency 
before squaring. This correction provides a better approximation-
to the-^theoretical X. curve. • ' 

^ \ 

^ 

14 o 
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Item 

Cost of Mailed Sarvey Materials' and Personnel 

Description 

Questionnaires 

Cover letters 

Typeset and 'printed technical 
form; or 3 or 4 typed pages, 
reproduced 

Typed and ̂ printed on letter- , 
head paper 

Cost per poten-
tial Respondent 

$0.10' 

0.027 

Return envelopes Business reply postage paid, 
envelope: returned 

noĵ re turned 
0.20 
0.027 

Mailing envelopes 

Postage 

/ 
d. 

r 
Letterhead 

Bulk' M"ail Rate .(minimum of 
200 pieces, pre-sorted in ' 
zip code order) 

0.027 

0.038 

« 

Personnel 7.5 hours to collate, fold, 
and stuff 300 iurveys at 
$3.35/ho}jr minimum wag^ (cost 
of work-study students) 

0.08 

^ 

14-J 
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DEGREE PATTERNS AND ENROLLMENT TRENDS 

Donald G. Hester " ' ' / 

State University of New York at Albany "* -'*• 

\ 

Research may serve a variety of purposes. The purposes- could be placed . 
' ^ I 

J on a continuum of utility from practicaLto theoret^jc^l,. I have'been study-

' ing degree data from New York Stat^for.the oast three years and suggested 

"'̂  in my last paper (Hester, 1981) that degree natterns refTect responsiveness,a 

nore practical concern for many might well be forecasting enrollment trends. 
' ' \ • 

^'Th^oresent paper presents tabulated.degree data for three separate ye,ars and 

aTso.(ievelops occupational data into comparable units. The basic question 

which this paper addr.e^es is whether changes in deflree productioa copt*espond 
\ ' ' \ - \ ~ ' • ' ' . \ • : ' • ' " 

\~with changes^ip size df'occupatiohal <grQups apd if, i r , how will tfuture enroll
ment be affected? The degree is an end oroduct of the h>gher educational sys-

\ ' ' ' " . • • - ' ' « 

tem (I use the word "system" in an open sense) a'nd^ay therefpre be cbhsid^red' 

as ap output measurk As such, it says sometR-jng about-activities earlier'in 

\ B 

A 
/ the cyple with lin thejfej ;te.m.̂  For the institutional planner, the interest may 

V 
simply-be in projecting thXfuture direction of urograms, 'departiflent§-'or.' ' 

schools within a system. If degree'production is r.elated in sow way to» 

/occupational changes; then.forecasl^s of occupational change "if realized in 

^reality, will at sometime imf)act the campus "with a change in deitiand for prop 
y , ' - ^ 1^ rf -̂

grams. • Obviously, program resource allocators would like to"'know what .future, 

trends are likely. There are a variety &f sources for forec^stmof future-. 

V occupational trends. The basic" question however, is whethe/program demand 

is in anyway related. There are a number of more theoretical conceit 
wh 

\ 
ich this research jnay illuminate and»they will also be*^scussed. 

143-
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The Study-Broad Background , v : ^ 

New York State has an extensive public and private system of highen^ " 

educatipn. It is therefore, an ideal state to study at the macro level. 

Within the pgblic sector there are two major systems. • SUf̂Y, the State . •/ 

University of New York and CUNY, the',City University of Nev? York; ,respec-' 

tively the first and third largest universities in the%vorld." -Neŵ York 

also has a highly developed economy; if i t were a nation, i t would have- the^ 

ninth largest economy in the world. The private system-of higher education 

is equally well developed, some of the most regarded institutions in the-. 

.world are among them. In the oeriod 1960 to 1980, nearly 2.4 million degrees 

were awarded. In 1960, the private sector awarded 70.7% of the degrees; by 

1980, the public sector had increased its share to 5.1.2%. Neither sector 

however, in reality, exchanged pieces of the pie.. TjH^is because overall 

growth in degree production was 270 percenjxltjring the period. ' The private 

sector pre^ntly dominates production c f̂[advanced degrees (72.'8%). While 

- the public sector has the major task bf av(arding .assocs-iate degrees in the 

^atio of 6 to 1. 

Presently, in the State of New York degrees are awarded at five levels 

and in thirty main program areas (that is using the two digit HfGIS classi-fi-' 

cation to define program area). Degree data is C9llected annuallV from 

institutions by the State Education Department as the Higher Education Gen-

eral Information Service (HEGIS)-^agent. The researcher was ass.isfed by the 

Information Center dn Education of the New Yark State Education Department.. 

They provided basic annual data, from which extensive tabulations have been 

made. 

/ 
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Purpose of .the Present Study V 

The degree data covers twenty years, the per̂ iod 1960 to 1980. It is 

state-Wide'arid has been broken out in a wide" variety of ways. E^ensive 

graphing revealed^a variety of patterjis throughout the period. Some pro-

grams grew, others contrac.ted, some peaked and then declined, while somer 

waved. Some of the differences might be culturally determined, but tn^ major 

growth areas corresponded,with the economic changes in society. It was 

hypothesized that while individual-stuSe'pts cKoose'Drograms for a variety^'of 

idiosyncratic reasons; there is an pverall c^wareness of economic or external 

reality and that thererore program demand" is basically economically driven.'-
* . » -it 

•>« 

Students invest in their college education and expect a return. If this 

supposition is correct, then it is reasonable to expect that degree produc

tion patterns w,ill be similar to proportion changes in the occupations of 

members of the work force. 

Method 

It was hoped to match the data for degrees with data on occupations 

drawn i'rom New York State. Such data,is apparently not accessible. The 

ideal would be to have annual occupation data to match the degree data and 

look at corresponding trends over the twenty years that the degree data 

covers-. A proxy measure was found to be available in the form of the U. S 

Bureau of Labor Statistics National Industry - Occupation Employment Matrix 

^-<Hyf). 1970 a 13d 1978. For a given industry, the matrix presents the propor-
> 

tion of total employment that is accounted for by each detailed occupation. 

The BLS industry - occupation matrices divide total U.S. employment into 

. 425 occuoa.tions and(260 industries. The occupational classifications used 

in "the matrices are based upon classifications u l ^ 3 n the 1970 census of 
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C 

poDulation, supplemented by employment data from other sources. The Bureau 

of .Labor StatiS'tics has updated the 1970 matrix to 1978, using carrent pop

ulation survey data, analysis of historical census trends, and assumptions 

regarding factors such as changes in product mix or production methods that 

affect the structure of industries. ' » . , • ^ 

•It was thought that if the 425 occupations could be compress'ed to the 

30 HEGIS categories, then differences in the two survey periods could be 

compared with degree data for the same years. The crosswalk between the HEGIS 

Taxonomy and^^the new classification was used to allocate the occupations to 

HEGIS 2 - digit areas. The ratios for each year 1970 and 1978 were distri

buted and then eventually summated. • ' ' ' 

Degree data was aggregated, bache'lors through doctoral fdr 1970-71, 

19'p-78 and 197^-80.. Associate degrees wer.e aggregated for the same oeriolds. 

All were then transformed into proportions'of their aggregate group'.. This, „ -
9 ' 1 ' 

was done to control variation from other variables, such as changing Bopula-

tion., ' , ^ 

This, study is clearly limited by comparing New York State degree data 

with national occupational data, to the extent that New York departs from 

the nati"Dnal picture. I have supplied percentage changes »on'the tables 

that follow, the main point however, was to oroduce a matrix of propramL -
> • • 

occupational change.1 An-analysis of differences in rate pf change would" . 

require other variables for which 'I do not have data. 

Results 
/) 

Tables -1 through S^pBjesent the result of this macro data compression 

Four HEGIS .areas do'mat/nave.corresponding occupation data, they are;Area 

Studies, Foreign Langu/ges, Letters, and Interdis-ciplinary Studies, programs 

-153 
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Table 1 . 
Degrees Awarded Bachelors and Above 

New York State 1970-71 
1977-78 and 1979-80 ^1 

HEGIS + • 
Code 

01 

02 

•03 

04 • 

05 • 

06 

07 
• 08 

• 09 

• l o 
11 

12 

13 

14 

15 

16 

17 

19 

20 

21 

22 • / 

23. 
49 • y 

Program Area . • 

Agriculture .and Natural Resources ' 

Architecture and Environmental Design 

Area Studies * * ' 

Biological Science 

.Business Management 

^Communications ** 

Comouter and Info. Science * 

Education* " . • 

Engineering 

Fine and Applied Arts 

Foreign Languages 

Health Professions 

Ĥome Economics ' ' . 

Law 

Letters 

Library Science 

Mathematics 

Physical Sciences 

Psychology . - ^ 

Public Affairs ** 

Social Sciences ' . • .'. 

•Theology 

Interdisciplinary Studies 
. '• • . > « rr ' — 

1970-71 

629 

804 

344 

4^97 

10872-

/ 713 

/ 408 

'22012 

64S5^ 

4498 

3326 

' • 2881-

663 

409 

10381 

1161" 

3858 

3418 

5574 

• 1821 

> 18204 

485 

1561. 
. 4 

1977-78 

850 •• 

• 1267-

^ 504 

6256 

18425 

2641 

•J248 

20663 

6883 • 

628^ 

2122-

8331. 

-1563 . 

573 

6889 

.850 

/ 2007 

' 3058 " 

6&38 

5779 

16743 ' 

283 

5593 

1979-80 

758' 

1274. 

405 

5861 

.21705 

3132 • 

1823 

17421 

7570 

6293 

1880' 

9109 

• 1371 -

. 540 

6151 . 

700 

. 1622 

2769 ' 

6439 

/60f8 

152i9 

335 

• 5324. 

* Degrees awarded from 1964-55 .' 
** Degrees awarded from 1969-70 ' . 

Source NYSED: Postsecondary Information Systems/HEDS and information 
-on Education 

Center 

+ HEGIS: Higher Education General Information Service. 
% Ik 
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: Table.2 
Associate Deqrees Awardfed 
New York State, 1970-71 

1977-78 and 1979-80 

"(fee 
r^ 

HEGIS 

Code.*.—;~ 

{ . 
50) 

5l( 

52 

53 

"54 

55 

Program Area 
* >w t > 

_ AxP^ and Science .-

Business and Com. Tech., 

Data Processing Technolc 

'Health Serviqes & Para." 

Mechanical Science Tech 

Natural Science Tech. 

• 

Dgies 

Tech. 

Public Service Related Tech. 
J— 

1970r71 ' 

12521 • 

8080 

721 . 

3694 

^ 3010 

1006 

1883y^ 

1977-78 

16274 

16274 

960 

6818 

4629' 

2857 

'4223' 

1979-80 

, 

11299 * 

'J18059 

1341 • 

'§279' 

4666 

2814' 

' 3458 / 

r 

Source NYSED: Postsecondarv Infdrmation Systems/ HEDS and Information 
Center on Education . ' - ' 

Table 4 ,. 
National .OccuDatiorial Data 
.Grouped By 2 D ig i t HEGIS 

•'. Categories 1970&1978 . 
Technologist Level 

HEGIS Program Area 
Code * 

1970 
*% Total Occ. 

1978 
% Total Occ, 

Percentage 
Change 

50 Business & Commerce Tech. 

51 Data^Processing Tech. 

52' Health Services & Paramed. Tech. 

53 Mechanical & Eng. Tech. 

54 Natural Science Tech. 

55 . Public Servfce Related Tech. 

Operative,Categories ' 

23.61. 

0.63 

0.43 

14.14 

0.70 

1.14 

35.38 . 

23.78 

0.78 ' , 

V 0.65 

^ 14 .̂14 

0.52 

1.19 

33.03. 

+0.1 

+23.-8 

+51.2 

• 0.0 

'25.7 

+ 4.4 

¥^ 
Source: Th^ U. S. Bureau of Labor S ta t i s t i cs ' • , , 

National Industry - Occupation'Matrix for 19)o arid 1978 

^^ r̂ass*''*̂  

• - i * * ^ 



149 

1 

HEGIS 
Code 

01 

02 ' ," 

03 

04 " 

' 05 

06 • 

07 

•08 

09 

10 ; 

11 

12 
> 
•l3 

14 

15 

16 

17 

19 

20 

21 

22 -

23 

49 

Table 3 
National Occup"ational Data 
Grouped.By 2 Dig i t HEfilS 

Categories 1970&1978 

A 

•Program Area 

Agricul ture & Nat. Resources 

Architecture & Envir. Design 

Mrea*Studies 

Biologica.l Sciences 

Business Management 

Communications 

Computer & In fo . Science 

Education" 

Engineering • 

. Fine and Applied Art? 

Foreigri Languages 

Hea^lth Profession? 

Home Economics * 

Law 

Letters 
4 

Library Science 

' Mathematics 

^ Physical Sciences 

Psychology 

Public Affairs 1 

Social Sciences ^ 

Theology 

Interdisciplinary Studies-

1970 
& Total. Occ. 

' ' 2.26 

0.80' -

« 
0.04 

9.64 . 

Q.35 

0.3$ 

4.53 

1.42 

0.46 

-

0.01 

0.40 

-

:0:"16 . 

0.05 

0.21 

0.04 

0.76 

^ 0.41 

• 0.31 

-

1978 
% Total Occ. 

1.66 

0.80 

-

0.05 

11.24 

0.50. 

0.46 

4.46 

1.25 

0.61 

-

2.03 

0.01 

0.54.' , 

-

0.17 

. 0.04 . 

0.20 

•0.12 \ 

0.85 

0.64. 

0.28 

-

t 

* 

Percentage 
Change \ 

-25.5 

0.0 " 

-

+25.0 \ 

+16.6 

+42.9 

+31.4 

.- 1.5 

-11.9 

+32.6 

X — 

^ +14.7 

0.0 -

, +35.0 

-

, + 6.3' 

'-20.0 

- 4.8 -

+200.0 

+11.8 

+56.1 

- 9.7 " 

-

Source: The U. S. Bureau of. Labor Stati*st ics 
Nationcll Industry - Occupational Matrix fo r 1970 and 1978 

"t^ ^ 
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• Table 5 
Degrees Awarded Bachelors an'd Above' 

New York State 1970-71, ,1977-7a and 1978-79 
As Percentages, Percentage Change and 

Occupation Change • 

Percentage 
Of Degrees 

1970-tl 

P.ercentaqe 
Of Degrees 

'1977-78 

lo 
Change 

Percentage Qcc. 
Of Degrees Change % 
• 1979-80 Changed! 

01 

02' 
03 

04 

05. 

06 

07 

08 

09 

10 

n 
12 

13 

14 

15 

16 

^17" 

19 

20 

21 

22 

23, 
49 

Agriculture & Nat. 1 

Architecture* & Env. 

Area Studies ** ' 

Biolagical Science 

Business Management 

Communications ** * 

Computer & Info. Sc-

Education 

Engineering _̂  

Fine. & Applied Arts 

Foreign Languages 

Health Professions 

Home Economics 

Law ^ 

Letters 

Library 

'Mathematics '' 

Physical Science 

Psychology 

Public Affairs ** 

Social Sciences 

Theology / 

^esouVces . 

Design 

' 

• 
' 

, . 

ience * 

. 

• 

' 1 

y 

"̂  

, 

Interdiscipl inpy Studies 

..60 

.76' -

'\iz 
' 3.99 

10.'34 

.68 

.39 

20.94 

6.17 

; 4.27 

3.16 

^ 2 . 7 4 ' 

.63 

-.39 

9.88 

1.10 -

3.41 

3.25 

5.30 

• 1.-73 

17.32 

0.46 

1.49 

'• r.68 

. 1.01 

*.40 

' 4.98 

" 14.66 

2,10 

*• .99 

16.45 

. 5.48 

r4.99 • 

1.68 

6.63 

•1.24 

5.48 

.68 

1.60 

2.43 

5.53 • 

4.60 ' 

13.32 • 

.23 

4.45 

+13.0 

+33.0 

V +21.2 

. +24.8 

'+4I.8 

+208.8 

+153.8 

-16.7 

-11.'2 

+16.9 

-46.8 ^ 

+142.0 

+96.8 

+17.9 . 

-44.5 / 

-38.2 

-55'.1 

-25.2 

+4.3 

+165.9 • 

-23.1 

-50.0 

+198.7 • 

.61 

1.03 

.33 

4.60 

17.56 

2.53 

1.48 

14. Q9 

6.13 

5.09 

1.52 

7.37 \ 

1.10 

.43 

4.97 

.56 

• 1.31 

2.24 

5.21 

4.91 

12.32 

.27 

4.31 

+1.7 

+35.5 

-

+15.3 

+69.8 

+272.1 

+274.4 

' -41.5 

^ -6.5 • 

+19.2 

-51.9 

+182.1 

+74.6 

.+10.3 

-49.7 

-49.1 

-61.6 

-3T.1 

- • | -7 ' 

+ 183.8' 

-28'. 9 

.-41.3 

+189.3" 

-25.5 

0.0 

-. 

+25.0 

+16.6 

+42.9 

+31.4 

-1-.5 

•-11.9 

+32.6 

-

+14.7 

0.0 

+35.0 

-

+^.3 

-20.0 

r - 4 : 8 

' +200.0 

+11.8 

- +56.1] 
• -9..7] 

t 1 

* * 

Degrees awarded from 1964-65 

Degrees awarded from 1969-70 

^5? 

; c -^ 
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Table 6 
Trends in Deqree Production and 

Occupational Change Between 
1970 and 1978 
Programs. 

' expanding program^ ' '̂  

expanding occupations j 

Biological Science Law-

Business Management *«Public 

Communications Affairs ' 

Computer & Inf. Sc, Psych. 

Fine & Applied Arts (1977-78) 

Health Professions 

Home -
Economics 

Agriculture and 
•Nat, Resources 

Library Science 

Psychology (1979-80) 

Social Sĉ ience y ^ 

Architecture and 
Environmental Design 

Engineering 

Education • 

Mathematics 

Physical Sciences 

Theology 

contracting occupations 

contracting programs 

i > 

£i> 

158 
>. 
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Fine and Applied Arts 

Health Professions 

Law 

that have a generic function. 

There are degrees awarded at the higher levels (bachelors xind above) 

in nineteen areasfor which there is corresponding occupation data. It will 

be seen that there are eight areas which are exoanding in degree production 

and also in occupation. These are all areas which-.correspond with the 

known reality that, the economy is moving in a service orientation. 

The Areas are: -

Biological Science 

Business Management 

Communications 

Computer and Information Science "t'ublic Affairs 

There are five areas where there is contraction of programs and of 

occuoations. Demographic, cultural and economic factors are, likely-to be 

involved in accounting for the declines. 

They are: •. • „ 

Engineering Physiol Science 

Education Theology 

Mathematics 

The remaining programs have contradictory, findings and may be affected 

by part^icular factors including ones specific/to New York State. 

They are: ' , . • 

Agricultural and Natural Resources Library Science 

Architecture and Environmental Design Psychology 

- Home Economics - Social Scient 

] iSj 
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Discussion 

The parameters of this paper oreclude a f u l l discussion of the data 

oresented here. Kowever, some interesting features are worthy of comment. 

,Two sets of occupatio'nal data wes.re used, and i t should be noted only eight 

years apart and even in ' that relat ively short time-frame considerable per-

centage change is in evidence. This is part icularly the'case with the 

growing orograms/occupations, where there is considerable gain 
o 

variables. The contracting programs/occupations show a smal^r decirne 

generally in occupations, with-the exception of mathematics (which may be 

due to a f l i gh t to Computer Science), never the' less-, degrees oroduction 

contracts accordingly. , ^ , . 

I had reasonably assumed a lag effect migfit be present between occu-

pation change and degree production. I therefore included the latest year 

of degree data available, in making the tabulations. The broad trend is 

matched however, year fo / year an^thVj'lagged" year of degree data serves 

more to- c lar i fy the' contradictory relationships. Agriculture occupationally, 

is shown in decline- but the degree data shows growth to 1977-78 but moves 

Jnto decline' in the lag period. I t may further be suggested that agricul

ture has coritracted its.Tabor force, while increasing production throjugh 

the use of superior technology. I t "is possible that the 'demand for education 

was increased. Similarly, with Architecture and Environmental Design,^he 

1a;g period has stability., in degree production, i t is possible that^here was 

a bump in occupation growth between the two labor surveys. 

Library Science may have in i t a credential effect (the State raised 

i ts standards) thus creating demand for education at the turn of the , 

seventies in New York State. In the case of degree production within the 

l uU 
. - ^ 
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Dsychology category there was growth in both degrees and occupations,, but a 

• decline in degrees on the lag year,of 1979-80. Moreover, the higher degrees 

continued^ta grow. There has been a marked decline in bachelor's degrees -̂  

through the- period as also the case with Social Sciences, though .in the latter 

. higher degrees-declined as well. Both occuoations >̂ave made a raoid advance 
- • ' " . '• 

• in minimum qualifications. It is also probably true that students have 

moved away from both these areas at the bachelor's level because of changed 

in attitudes culturally towards social science study. 

Associate degrees were introduced in New York State and awarded from 

1970-71 onwards, the same year from which is drawn the occupation data of 

this study. Some caution in interpretation is therefore warranted. Natural . 

Science Technologies is the only one though, that does not correspond with 

the occupation trend. It is also worthy of comment that! the-large numbers of 

associate degrees oroduced in the short time frame of a'decade w^uld seem to 

'•N 

be related to" the size of the occupation rat io. 

The data suggests that there is a close relationship between changeŝ  

in degree production arid changes in occupation size. I t should, of G;Ourse," 

Y be realized that developing a forecasting model for a pVt icular 's i tuat ion/ 

would require the inclusion of a number of variables not'considered-heite. 

.At the more theoretical level the data suggests that higher ed^ 

is operating very much with a sense of the wider environment. Recent VJs^arch 

on economic forecasting (Lahi r l , 19^2) ^s,uggests that the non-expert can] 

do a good job when compared with the expert. Students maŷ oe similarly 

sensitive. I t seems at the aggregate level students-anticipate-i^e real i ty 
\ ' • ( ) 

of the w^orld of work and choose accordingly. ""x A/ 

/ 

C * 
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Conclusions ^ t 

This study has answered the question in the affirmative of whether 

there is'a relationshio between degree production and occupational change. 

Planners would do well to maintain awareness of occupational trends. Fur

ther research on tfje strength of the relationshio between educatipnal pro

grams exchanges- in occuoations is indicated. Gluts and shortages could 

* also profitably be considered. Clearly the'educational enterprise adjusts 

to its environment. A better knowledge of how it works would at the least 

orovide the means for improving information dissemination and anticipation 

on the part of planners. 

r 
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MEASURING THE IMPACT OF PROPOSED FINANCIAL AID CUT'^: 
THE PERFECT STUDY IS ALWAYS, TOO LATE 

Gail Hogan 
Office of institutional Research and Planning 

Ithaca College 
• Ithaca, New York "̂  

s. L'̂ rry W. Metzger 
Office of Institutional Research and Planning 

Ithaca College 
Ithaca, New York 

INTRODUCTION y 
In the fa l l of 1981, the Reagan administration proposed a series of 

major reductions in federal financial aid programs. Prior to that time, 

short-range planning studies at Ithaea College-had focused oi\ estimating 

the effects on enrolImeat of demographic changes, shifts in students^' 

interests, and changing requirement's for entry into the professions; i t 

had been assumed that the ef"reots of the financial-need variable would 

r ^a in constant in the short term. /Abil ity-*to pay has never been a ' 

factor in admissions decisions at Ithaca. Although.the College has not 

been able to meet all financial need, opportunities for middle-income and 
ft 

lower-income students to attend Ithaca College increased between 1976 and 
1981 as a'result of three factors. A deliberate decision,to keep increases 
in tuition low made the College more affordable i'n comparison to other -̂  
independent colleges. Successful develqpment efforts increased the College's 
scholarship resources; in partnership with Ne^ York State and the Federal 
'government, Ithaca ".College" was able to pro\^de better financial and packages 
to its students. Most important, the Guaranteed Student Loan program 
allowed students to borrow money at a reasonable cost. 

Since the Reagan administration's proposals implied a radical change 
in the federal government's role in financing higher education, it was 
.apparent that an assessment of the probable effects of these proposals was 
essential before further decisions could be made regarding enrollment goals, 
marketing and recruitment initiatives, tuition and fee pol/icies, and fuhd-
raising priorities. This "paper describes the first stage of a series of 

ie, 
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•studies 4es îgned to* assess the effects of reductions in federal f inancia l 

a id,programs. " = 

THE STUBIES ^ t 

Jhe first s^udy to be.described was presented to the Planning "Group 

at Ithaca College (President, Executive Officers, Director 6f Institutional' * 

Research and'Pl-ahning, Affirmative Action Offic'er, Executive Assistant to ; 

»thfe President) in December of 1981. Its objective was to provide information 

on firiancial need which would be helpful in evaluating a marketing-recruit

ment proposal" submitted by the Director-of Admissions.^^ (This analysis will 

be referred, to as "The Mar-kettfeng Study."). The second [study, presented to 

the Planning Group in March of 1982, described, a general.model for estimating 

the effects of proposed cuts in federal finatK:ial-aid programs and illustrated 

the u^^-of-t-hts,model by comj^in^ the actual distribution of̂  financial aid 

packages to a freshman class (first-timi, full-time,',fall 1980) with 3n 

estimated distribution of financial" aid'packages to thei)»first-time,-,full-

time freshman. class>projected to enroll in fall,' 1983. (Th-is study will be 

referred to" as "The Aid Model".) 

As the title of this paper suggests, these analyses are being reported 

at the NEAIR Conference in hopes that they, will be helpful illustrations(of 

applied research-studies done under the fj^llowing conditions: (a) an unaV 

ticipated event has occurred which is likely to alter the assumptions usee 

in short-range planning at the institution; (b) assessing the full effects 

of this evpnt,-requires extensive, .detailed data which are not readily avail

able; (c) senior officers must make major policy decisions within specified 

time periods, and the information developed by the Institutional Research 

and Planning Office must be presented_before these deadlines; (d) some ^ 

individuals involved in'the decision-making process are unfamiliar with 

the accepted journal format foV- reporting'institutuonal research studies; 

a presentation stylfe must be developed which will aid'them in assimflatings^ 

complex information rapidly. ° • « • 
' '̂  > * 

Excifples of the conventional researct\reporting format are numerous, 
. -• ' ' \ • " '*' 

while illustrations of presentations designed for a w.ider audience'are 

rare. The studies reported in this-paper, therefore, will be presented 

in the same format which.was developed for the Ithaca College Planning " 

Group. For.reasons of confidentially and bre^ii|^~ much of the origirwl* 

: I64 ' • 
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infonnati^n has been omitted. I t is not anticipated t h a t a n i ns t i t u t i ona l 

research and plcinning o f f i ce r at ano'ther i ns t i t u t i on w i l l formulate the 

same questions, col lect the same,data, or use the same presentation'format; 

thTs description of the_work of the Ithaca College ins t i t u t i ona l research 
0 

and'planning staff is being reported as an example of one kind of response 

which can be made'to an unanticipated event which affects short-term planning 

assumptipns. 

" JHE MARKETING STUDY 

Date of Presentation to th'e Planning Group: December 16, 1981 

Objective,: Provide information for evaluating the proposed admissions/ pub

lications package for entering classes, 1983 and 1984. 

Decision deadline: Christmas' 

Questions to be addressed: 
» 

A& How many studentj^. request financial aid when they apply to Ithaca College 

and how many do not? 

B. Considering applicants (1) who do not request financial ai-d, and (2) who 

are rejected by Ithaca College; how is tfris group distributed across SAT 

categories? - , '' 

C. What percent of our freshmen class apply to and are a^ccepted at other 

colleges? * . ' 

D. By specific academic program, who are our major competitors? 
E. .Many of the students we admit are also-admitted by another college. 

When we'compare "matriculants" (those who chqose to enro.ll at Ithaca College) 

with "cancels" (those who choose to enroll'at a competing college), what 

percent of each group rank costs"and finfeincial aid as major reasons for 

their choice 0-f college? Do these percentages vary amojig specific academic 

programs at I^tica College?. -, 

Conclus-ions: . - ( , . * • 

A.. For the College els a" whole, BbOut half of our freshman applicants in 

/'1980 requested financial aid and half did not. These percentages varied 

considerably by program: 64% of the applicants to Program Group #1 asked 

for a7?i, while only 25% of applicants to Program Group #2A asked for aid. 

For the Cot lege as a whole, there is no difference in the percent of "Cancels" 
1 These conclusions were rev-iewed and discussed by the Director of Institutional 

nd Planning as each table was presented to th'e Planning Group. Research an 

16 o 
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(students we admitted who did not enroll) and."Matrics" (students who did 

enroll at Ithaca College), insofar as requests for financial aid are con

cerned. It does appear, .though, that in some programs financial need may 

already be a factor in the decision to enroll at Ithaca College. SEE 

TABLE 1. . . . 

B. If cuts in federal financial aid programs keep needy s-tuderjts from, 

attending Ithaca College in the future, we may have to choose between a 

sma'ller freshman clas-s-on a I'fess academfcally capable freshman class. Of 

the students we rejected who di(3 not ask for aid in 1980^ 88% had SAT scores > 

which weKe lower than th^ Jthaca College median Score. \SEE TABLE 2. 

e. Of the students who enrolled as freshmen in 1980, about 4 out'of 5, 

applied to.and were accepted ett another c(?1lege.. Since our"programs are 

diverse, we tend to-have a different group of major competitors for each 

program. In the case of some of our smaller programs, s'pecific major com-

p'e<itors do not even appear on our all-college list of major competitors. 

Only one of the major competitors identified in this study is an independent 

institutiomrin New York State which will be affected comparably by changes 

in both Federal and New York State financial aid programs. For most' programs,-
• ' -r' * ' 

vye are competing with public and independent institutions-.* SEE TABLE 3. 

D. We were able to find some groups of students who were accepted at Ithaca 

College and another college and match the responses of those who c^me to 

Ithaca College ("Matrics" who responded to our Student Orientation Question-

naire) with those who chose the other college ("Canc€ls\^o completed ojir 

Cancel Question^ire). Jhese are small group§ and may not be fully repre

sentative of all the students who were accepted by us and by a specific 

competitor. It appears, though, that in some cas5> we have marketed 

Ithaca College successfully byt have lost students to competitors because 

we were too expensive or because aur.financial aid packages were insuffir 

cient. In other cases, costs' and financial aid did not appear to be the 

significant factor in the decision not to enroll at Ithaca College. Given 

the prospect of major cuts in financial aid, we need to ask whether the 

same marketing approach is appropriate for all programs. SEE TABLE 4. 

TME AID MODEL 

Objective: Estimate the impact of proposed federal financial aid cuts on 

the freshman cTass at Ithaca College in 1983-84, based on ari analysis of 

financial aid patterns for freshn^en^in 1980-81. (EOP-HEOP freshmen and 

16,' U 
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LII. TABLE 1. Admissions Cycle, Freshmen, fall 1980: Requests for 
Financial Aid. • ~ . 

Group . 
P r o g r a m ^ ' Program Program 

A l l - C o l l e g e Group # 1 GrouiD"#2A G r o u M 3 

Applicants: 

Financial Aid: No 
' ^ " Yes 

* Mean Need 

Rejects 
/ 

Firm«€Jal Aid: / Nq 
Yes 

Mean Need 

\ 

100^ 

53% 
47% 

$N,NNN 

100% 

53% 
_ 47% 

$N,NNN 

100% •LAccepts:' 

""Ti-nancial Aid: No 
,s- '̂ ^ Yes 

y^anNeed ' '^SN'NI^N 

54% 
46%' 

r/r^n-:---^--
Cancels (iWnmafpicf);: . J;00% 

^ N lanTra lWr fT-Wo. 53% 
' . ° * . > - ^ . Ye§̂  47% 

' . Mean^NeecKT" ' • , 

• '• Matrlcs:-" ' - , ' ^ 100 

•-, .F inanciaU^'d:- ) jo ' .54% 

Meah, ff^ed A $N,NNN 

100% 

64% 
36% 

$N,NNN 

100% 

6i9% 
31% 

$N,NNN 

100% 

62% 
38% 

'$N,NNN 

100% 

^25% 
75% 

$N,NNN 

}00% 

.26% 
74% 

$N,NNN 

10(5% 

24% 
76%' 

$N,NNNo 

100% 

59% 
41% 

$N,N«N. 

100% 

63% 
J^% 

$N,NNN^ 

100% 

57% 
43% V 

$N,NNN . 

100% 

• 62% 
18% 

$N,NNN 

100% 

62% 
Yes 46% 1 38% 

-4-

•' 100% 

, 26% 
. 74% 

$N,NNN 

100% 

'22% 
78% 

$N,NNN 

100% 

54% 
' 46% 

$N,NNN 

100% 

62% 
38%-

$N,NNN' 

TABLE 2.^-8ajtings of Combined SAT Scores f t ) r App l icants Who Viere Rejected 
by-Ithacxi/ed^tege and Wljp Did Not Request F inanc ia l A i d . 

Program 
Group • Tota l 

Above 
Average .Average 

' BeloVTv 
Average 

Ttftal 

#1 
m 
#2B 
#3 
H 
# 5 ' 
#6 

100% 

• . ) 

,3% •88% 

100% , 
100% 
100%' 
100% 
100% . 
100% 
100% . 

2% • • 
9% ' 
0% 
0% • 
8% 
0% 
10% 

16% 
26% 
0% . • 
8% 
14% 
0% 
15% 

92% 
65% 

•100%/ 
92% ' 
78% 
100% 
75% 

' > 
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TABLE 3. .Competitive Status: Full-time Freshmen, Fall,.1980 

' - Program Group «' 

Category Total #1A #18- >2A #2B #3 #4' #5 #6' 

All matriculants 100% 100% 100% .̂100% 1.00% '100% 100% ^1-00%- 100% 
*« 

;iii( , No competition 17% '13% 23% 16% 15% 18% 18% ^18% 21% 

Applied only at ^̂ ^̂ ^ ^ ̂ ^̂  ^^g^^ ^^g^^ ^̂ ^̂ ^ ^ ̂ ^ (15%). (11%) (14%)̂ , 

Ithaca College "• ' . ' ' 

Accepted only 
( 6%) ( 8%) ( 4%) ( 0%> ( 0%) (T0%).( 3%) ( 7%) (.7%-) r • 

at Ithaca Coll 

Competition 83% 87% .77% 84% ,85% 82% • 82%- 82% 79% 

!c/ed C TABLE 4. Competitive Status: Selected Competitors by Speoific Program, 
- ^ 

Item 
1, 

— ' • . *» 

Number 

Matrics at K^ 

. Cancels at IC 

Comb. SAT Score (X) 

- Matrics at iC* 

Cancels at IC 

%''Req. Fin. Aid a t ' lC 

• Matrics 

.Cancels at-IC 

Mean Need' at IC 

"Matrics at IC 

Cancels at IC 

'Costs Major Con
sideration 

Cancel Group On'ly 

Program Group^#2 A 

Select Competitors 

Scftooi 

.n 

n / 

'' "X 
• 

75% 

' 831 

$N,NNN 

$N,NNN 

50-74% 

1 School 

/ n 

X 

X 

86% 

67% 

» 

$N,NNN . 

JN,NNN 
J 

1 

/ 

MJ0% 

3"School 1 

^ 

n 

n 
i t 

^ 
^ 

•27% = 

56% 

. • » 

$Î ,NNN -

$N,.NNN 

• <25% 

Program Group -#3 

•Select Competitors 

School 2 School 3 School 4 

-

. ji" '•. n n 

n •• n n 

, X ^ X . t 

- X. -X • X 

' • / • 
•38% / ' 0% 1 n% 

33% 0% ' '33% 

0 • ' 

$N,NNN.. $ 00 .$N,NNN . 

•$N,"NNN $ 0 $N,NNN 

, ' 

* < 2 5 % ' 25-49% 25-49% 

^Competitors: School 1-out of state private U.;- School 2-instate private U. 
School 3-instate pgblic U.̂ ; School '4.-0Lrt of state public U.; School 5- . . . 

• . . - \ • • 

u-4 M.. '• 
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r 
recipiejits-of Veterans Benefits, Social Security. Benefits and Employee 

D^endent .Tuition Remissions have^been excluded from this analysis.)^ 

- Model:, This model will be used for future studies; specific assumptiorvs 

about .cuts in federal programs, will be changed to reflect actual legisla

tion/ • ^ ' ' • 

A. "Cost of educattbn" is the cosr of education to the student (tuition, 

• room, board, books, travel); the estimate used is the typical package 

figure which our F̂ inancial Aid-Office develops in order, to assess financial 

need. ,'~ . •" 

B; It is assumed that the cost of education is met by: jj,,)'^rental con- . 

tributions; (2) student contributions (earnings during the summer and the, 

school year); (3) New York State financial aid programs; (4") Federal finan-

cial aid programs; (5) Ithaca College scholarships. " • '" • 

C. In comparing-resources available in 1980-81 with resources likely" to be 

available in 1983-84, it is assumed that: ' ., ' 

(1) Parents are able to pay the same percentage of the cost' of education. ~ 

In this model, the Guaranteed Student Loan Program is considered a resource 

for tlie parent. In 80-81, the parent could borrow Aip to :$2',500 per year, 

regardless of whether the student could demo'nstrate ."unmet need." This, 

model assumes that jn 1983-84, the parent will be able to borrow only 

against "043met need"." If an income cap is imposed for the GSL prpgram 

(e.g., exclusion of parents'makinO more than $3O;*D0O, regardless of -the 

"unmet need" factor), thenthis'model will not be.usefuV. 

^(2) Studenjs a r g ^ l e to pay the same percentage of the cost of education. 

This mordel assumes thattboth the Colle-ge Work-Study Program and tbe Ithaca 

College student payroll are resources for the student. It is assumed that 

the College Work-Study Program will not. be cut substantially, and tbat the 

Ithaca Colli^ge.Student Payroll will meet the same percentage of the student's 

^contribution in 1983-84 as in 198e-,81. • . ' 

(3) New York ^ate financial aid programs will,meet the "same percentage of 

the cost of education. , ' ' -̂  

(4) Pell Grant (BEOG) will be cdt 40%. ' . , \ ^ " / 

(5) 'Supplemental Edifcational Opportunity Grants (SEOG), will b§/:ut 100%. 

(6) Njational Direct Student Loans will be cut 1.00% insofar as freshmen 'in 

1983-84 are concerned. This assumption will change fof-other classes. The 

ugderlying assump-tion is that we will be hard-presse''d to maintain NDSL 

«o 
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^commitments to upperclassmen in 1983-84; i t is unl ikely, that hioney w i l l • ' 

b e ^ ^ i l - a b l e for freshmen. 

(7) Ithaca College scholarships w i l l meet the same percentage of the cpst \ 

of-ieducation in 1983-84. 

', " • I l l u s t r a t i on of the Model; Freshman Class, 1980-81, 

Co(npared wi,th Freshman Cltess, 1983-84 ' - . -

- (Note: The "Total rost'pf Education" equals .number of matriculants 

X Typical Package. In 1980-81, cost of education equaled 1297.matriculants 

; ^imes-$7,680 package. For i l l u s t r a t i o n only , we are assuming the same number 

' of matriculants and a typical package cost of'$10,000 in 1983-84.) 

, ' 80-81 

T-otalcost 'of education 100% 

Parental and*tudent contributior)s ' _ 87% 

(includes GSL, CWS, IC wag'es) • 

A,ll other aid sources * ' • 13% 

; (NYS) , • • ( , -3%) 

(IC scholarships) .•• •' ( 4 % ) 

(BEOG, SEOG, NDSL) ^ ' , ( 6%) 

Short fa l l resul t ing from federal cuts 

\ 

83-84 

•100% 

87% 

8% 

( 3%) 

( 4%) 

( 1%) 
^ 

/ 5% 

Distribution of Aid to Freshmen in-1980-81 

All freshmen 1 
65% 

•35% 

Not receiving NY S aid, IC scholarship, BEOG, SEOG or NDSL 
-. Receiving one or "more, of these aid packages: NYS aid, IC 
Scholarship,^OG, BEOG, or NDSL. 
j\BOUT 1 IN / F R E S H M E N IN 1980-8rRECEIVED-AID ?R&\ NEW YORK STATE; IC 
SCHOLARSHIPS,' BEOG, SEOG OR NDSL. Jf 

' Estimated Effects of Federal Cuts in 1983-84, Based on Patterns 
€ of Aid in 1980-81 and Assumptions Previously Outlined 

All freshmen 
. r-T— ( * , 

Not Receiving NYS aid, IC scholarsjiip, BEOG, SEOG, or NDSL 
. Receiving NYS aid onlyX \ 

Receiving'only'IC scholarship, or receiving only IC 
scholarshi-'p and NYS aid 

Affected- by cuts *in BEOG, SEOG, or NDSL 

100% 
65% 
4% 

. 5% 
26% 

V (Range in-percent affected: proaram A - 46%; program Z - 18%), 

17 a 
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ABOUT 1 IN 4 FRESHMEtJ COLLEgE-WIDE ARE LIKELY TO BE AFFECTED ̂ Y CUTS IN 

BEOG,' SEOG OR NDSL. THE PERCENTAGE AFFECTED VARIES WIDELY BY SCJIOOL. 

FOR THESE FRESHMEN, BEOG, SEOG, AND NDSL MONEYS ACCOUNTED FOR ABOUT 23% 

OF THE COST OF EDUCATION .IN .1980-81. ' ' . ^ 

AFTER THE ASSUMED CUTS, THESE FRESHMEN WILL BE SHORT, ON THE AVERAGE, 

ABOUT 19% OF THE COST OF EDUCATION IN 1983-84. ' 

Offsetting Federal Cuts: Estimated Cost to Ithaca College 

If we attempt to offset these estimated fa^ral cuts-with Ithaca 
ins >̂  « 1-

College scholarship do l la rs , scholarship money,for freshmen would have 

to increase from 4% of "the "cost of education" for a-11 freshmen (number 

of matriculants X'package cos t ) ' to 9% of the "cost of education" for a l l 

freshmen.. ' "' • ' 

'Another way to look at th is problem is to consider Ithaca College 

.scholarship moneys and Federal funds as "di-scocints" against the cost of 

education. Because f inancia l need varies widely by speci f ic academic 

program at Ithaca-Col lege, the "discounts"'account for a much higher 

percentage of the cost of edijcation in some programs thaij they do i n 

others. The followi>ts..J^Me de ta i l s ' the estimated effects of cuts in 

BEOG, SEOG, and NDSL qsiffg the ."discount" model. Note that while the 

a l l - co l lege "'discount" for freshmen i a 1980-81 was 10%, the range by "̂  

program was 7% to 19%. • * . " ' • 
"•A " 

TABLE 5: Financial Aid as^^'Discourvt": Al l-Col lege and Specif ic Prograiiis 
'in'scoun|;y' on \the'Cost of Education-for A l l Freshmen 

Unit 

Al l-Col lege 

#6 

#5 • . _ 

n . 
H. 

#3 

#1 -

IC 
" Schol. 

4%" 

. 9% ^ 

7% 

6% 

5%* 

4% 

3% • 

• A c t u a l 80- 81 

BEOG,-SEOG 
. WDS.L • 

! 6% -

ro% • 
; ; 10% 

. 9% 

8% 

< 5% 

4% 

^ 

* 

' . 

Total 

10% 

19% 

17% 

15% 

13% 

9% 

- 7% 

.̂  ^ E s t i m a t e d 

ib-̂  
SchoX. 

4% \ 

9% 

- . 7% 

• 6_% . 

. 5 % ' . 

. 4% 

. 3%: 

BEOG 

1% 

• 2% 

n 
' 1 % 

1% 

1% 

1% 

83-

-

• 

-84 

\ 

.^ 

Total 

5% 

11% . 

. 9% 

- ' 7% 

' 6% 

5% 

\^ *4% / 

> I7u 
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SUMMARY ( 

aca-1 These analyses were part of the planning process at Ithacci-College. 

They were not the definitive factor in the formulation of any specific 

decision, nor should they have been. When college administrators disc'uss 

factors which contribute to good decision-making, the typical researcher, 

argues the merits of quantitative data. But even the most forceful 

Proponents of the value of institutional research studies assume (that 

the topic under consideration is "researchable," that'relevant dazSr 

exist, and that adequate time is* available to do a comprehensive study. 

At the typical.-college, however, the institutional researcher is frequently 

a participant'itj a decision-making process where the traditional assumptions 

cannot be met. Jt is on t'hese occasions that the institutional researchejf?'s 

professional judgment is .tested as he or sh^ addresses the following ques

tions; ^ ( • 

A." When does one inform'the-President that the»careful planning studies 

which have been completed by the Office of Institutional Research .& Planning 

are now irrelevant -- or, perhaps, .actually detrimental 'to good decision

making -- because an unanticipated change, in a major variable must be con-

.sidered? • • <. 

'B. If one cannot do "the perfect study," when should one do nothing, and 

admit' that the techniques of institutional research are not useful in 

addressing the^rticular problem facing the institution? 

C. When should one do a limited or JDartial 5tudy of a'comglex issue? 

D. If one does a limitedptudy, how does he or she-communicate judgmerfts 

about "scop^," "validity;" and "reliability" to those who a,re unfamiliar 

with'the researcher's definitions of those terms? > 

As this paper demonstrates, the institutional research staff at 

Ithaca College chose to ̂ do certain analyses related to the topic of federal 

^uianoial aid cuts. The major factor in the decision to do-these studies 

was the'context in which tjie'information would be disseminated.' The 

Planning Group is small, the members know each other well and have worked ' 

together for a long" period of time and they share an extensive knowledge 

of the College. The Directo? af Institutional Research and Planning 

explained the analyses to the group; each: major pjoint was discussed as it. 

was pr^ented. ̂ i n c e the group jncllided people with current knowledge of 

legislatWe-^i^tiatives at the Federa.l level, the" researcher's assumptions. 

. '^ .' 172 • .# • ' • 
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concerning federal aid cuts were carefully examined. As the group had 

worked together closely on many other occasions, the tone of the working 

session was frank and informal. Most important, the Director of Institu

tional. Research & Planning was confident that a mutual understanding had 

been established concerning the proper weight to be given to various kinds 

of information. Under these conditions, limited studies of complex 

issues help senior officers of a college, to make short-range Dolicy deci

sions under time pressures. In other situations, the likelihood that 

limited studies will be used inappr6priately may be quite high. It fs, 

therefore, the responsibility of the researcher to evaluate carefully 

the kind of audience to which such studies are addressed and the methods 

by which they will be disseminated. 

r\ 

\ 
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MIC80C0MPUTERS /N INSTITUTIONAL RESEARCH 

- Leah R. Hutten 
' Tufts University 

^ ' Medford, MA 

Word processors are lacking from roanjfe Institutional Research (IR) 

offices and computer terminals are conspicuously missing from others, yet 

it's n^rly guaranteed that the IFt office of the future will have its own 

ml/6rocQraputer. These de'sk-top computers, some smaller than a Selectric 

tfirpewriter, have taken the businesss world by storm, and have become an 

(ndispensable tool far accomplishing decision-making In increasing numbers 

of organizations. This paper introduces the novice to the world of 

microcomputers,, and pro,vldes u»eful, up-t</^date information for the 

initiated. Three issues are addressed in the paper: * 

t Uses of microcomputers in IR 

' • Considerations in purchasing a microcomputer < 

• Recent microcomputer developments and future trends 

• 

sr 

•_ A BYTE,(BIT) OF-COMPUTER BACKGROUNf) 

In 450 B.C. the •Chinese invented the atocus, humankind's first 

calcAatlnfe machinCf, still in. use today in many parts of tjie world. Two 

thousand years later, 1823, the Frenchman Babbage, conceived of the first 

automatic calculating .machine, the analytic engine. Mofe than a cetitury 

,later, in 1946, the twentieth centyry -witnessed. the first electronic-

compute/. The ENIAC required over 5,000 square feet of floor' space,^ was 

designed with is", 0 0 ^ vacuum tubes, and had V^OOO words of merirory". 

Technological advancement has proceeded at a rapid pace since then. With 

the advent of the transistor (19̂ *8) and integrated cirauitry (1961), the 

road was paved for development pf the microprocessor. Originally 

considered a hobbyist toy, the microcomputer industry i s now' a' 

jnulti-billipn dollar industry^ °, In contrast to the ENIA^C, the"* 

microprocessor, developed -with large scale integration .(LSI): technology, 

is contained within a 1" x 2"-x 1/4'j silicon chip\,and typically has 64,000 

(64K) words (bytes) of memory. The* creation of VisiCalc spurred the 

industry and over 150 companies wdrl'̂ i-wide manufacture microcomputers. 

167 17'4 ̂  
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USES OF THE MICROCOMPUTER IN IR 

The author has defined six primary areas where the microcomputer 

can greatly aid the institutional researcher: ^ 

modeling 

graphics ^^ 

word processing 

communications 

databases 

statistical analysis * i 

Modeling 

The infonnation gathering process in IR provides data for the 

planning and decision-making functions of the university. Modeling is an 

imp'drtant tool for the planner. . A model is a hypothetical set of 

relationships used to forecast some future^ state. IR generally employs 

financial forecasting" models which supplement the .institutional budget 

.1 process. Some readers may be farai,liar with the EFPM and IFPS modeling 

systems which reside on mainframe comp'uters. Both systems can be costly 

to use and IFPS requires considerable computer expertise. The 

microcomputer has added a new dimension to modeling. The software is, 

simple to use,' even by the novice, and powerful outcomes can be obtained 

at t-he touch of? a key. VisiCalc, SuperCalc, l̂ SS/F, and MBA are some of 

the more well known microcomputer modeling systems. The first two systems 

provide electronic spreadsheets with 63 columns and 252 rows. 'Labels, 

constants, and formulas fill this matrijj and any cell in the matrix can be 

made conditional upon cells above/• and to the, left. A powerful repeat 

command eases formula generation. Defining columns, as time periods, and 

rows as budget line items, the modeler can easily modify inflation, growth 

rates, and other assumptions* to forecast future budgets. VictorCalc, Is a 

three-dimensional modeling system, similar to VisfCalc, but provide! the 

capaĉ ity ta add university department or ?Gme other grouping variable^as a 

third aimenslon. Any two dimensions can be displayed s-iraultaneously. 

These programs *do not require programming knowledge- and typically can be 

mastered in 3> hours. The primary limitations of VisiCalc types of 

\ 
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modeling software are matrix size, minimal report formatting, lack of 

transferability oT data to other software paokagM (e.g. graphics), and 

lack of*-̂  facility for feedback loops in models, * ^ ». 

^ DSS/F and MBA combine modeling,- graphics, and report generation 

into -one package: While- more flexible and -powerful than'-VisICa'lc or 

SuperCalo, these systems require considerable computer expertise and also 

Rave restricted model sizes. Many planning and IR'offitjes spend up to 

$50,000, annually on modeling'activities, so a.raioroooi)jputer at $4000 and • 

VisiCalo at $250" can provide enormolis cost savings t°o an institution. 

Graphics •> , ' « ^ 

Graphs and charts for various presentatJ.ons and reports, and an 

annual fact book filled with bar\pharts and pie charts are ofjten produced 

by the IR office. If you have .expSrierioed the prodtfbtion of slides and 

transparencies by hand (which often have .to be redone when datea are 

updated) then you can appre'ciate th^ time saved by having a computer 

assume this task. The microcomputer is outstanding in fts graphics 

capability. An interactive graphics package with graphics terminals and a 

plotter OQst approximately $50^doQ^pn a large computer. Powerful graphics 

capability is availabl.e on a-inicrocolnputer with the addition-of a software, 

package at $250 and a^dot maJjH'ix printer at $500, or a plotter at $2,O0oN^ 

Exceptional and finely detailed graphs -can be generated with the 

microcomputer. ..In addition to a graphics equipped machine, one needs 

graphics software, a plotter (or a printer),, a high quality monitor,, and a 

shot of Imagination. Two types of aicrooorapiuter software pacSkag^s are 

available: screen graphics and plott^S^raphics (sometimes combined into 

one package). 

The most common graphics packages^ ^ e screen graphics which ^ 

provide for screen transfer to a dot^matrix printer. These systems tend 

to be menu driven Jtnd easy to use for creating bar charts, line graphs, 

and pie,charts. The screen can be photographed to make slides, or can be 

electronically transferred by recentlyj, developed processes to 

transparencies or other hard-copy media. 

Microgompu^^s tend to differ greatly in screen resolution from 

200 by 200 pixels (dots) to 1,000 by 1,000 pixels. Some micrpcomputers 

are equi'pMed with jefficlent bi4-jflapped grajShics, while *others are only 

capabl^of\ character graph! cs. k\ good quality black and white or color 

%iii^ 
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/ 
monitor is required for graphics' display. Since a TV oannott produce a 

high resolution display^ an RBG color monitor (coat $1,000) is ^ggested 

for graphics^ For the screen graphic to be transferred to the printer, 

the printer must also have avSraphics chip (usually installed by the 

d e a l e r ) . 1 > . . *^ * 

A second .type of graphics package drives a flatbed color pen 

plotter. Since t-he lines drawn are continutous (rather tfian composed of 

dots), a very high quality product is obtained, ^he microcomputer can be 

directly linked lo W e flatbed plotter, or data can be transferred over 

phone lines to the plotter controlled by a central computer. Many "very 

promising developments in microcomputer graphics are underway at this 

trime; > ' 

Word Processing * 

Word processing (WP) has revolutionized the print industry and has 

made the typewriter obsolete. Since screen editors with word processing 

capabilities tend to consume substantial system resources on a large 

computer, many colleges have restricted word processing on thp central 

computer and the ind^penaeot WP system has become rather common. WP 

s.ystiems with lette'r 'quality printers cost- over $10,000. Though 

microcomputer WP systems, which became available a few years ago, lack 

some of the power and features of^ the independent WP system, 

microcomputers'have the advantage of computational capability. 

An excellent CP/M based WP system is WordStar. WordStar combined 

with a sorting package, a merging facility, and a mail label and listing 

program is a sophisticated system. It sujjports most of the well known 

brands of dot matrix or letter quality printers. A dot matrix printer^Is' 

fast, but can not be used for final copy. The Diablo and .Spinwriter • 

printers cost around $2,000 and print ̂ 60 character* per second while the' 

new $500 letter quality printers prinTs^nly 10 characters per seconcf. • 

Theaadvantages of using the microcomputer for word 4)rocessi,ng ap4 

cost and computational. dS{)abfl.lity. , A file-created in one program, fax/ 

example, SuperCalo, can be processed by a word processing program, for 

example, WordStar. Micro-based WP does not offer all of the power and 

features o"f indepen/ient WP systems since microcomputers art rather slow' 

and their keyboards lack th«-\ special editing and funtion 

independent WP-systems. y^ 

»ys found on 
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Conununi cations 

More new products and ^systems have been developed fop 'communjoa-

tions from microcomputers than any other application. The raLcrocomptiter's 

real power will be realized when it is linked with othero users both' 

locally and on other campuses'.. Comraunicat̂ J-ons can be used for: » 

simplehtjerrninal emulation- linking toja .mainframe ^ . -

file trdft^er to another computer °' 

database access 

distributed data processing " t 

^̂  

local area networks 

electronic mail 
4t 

\ 

access to nationwide networks, of information 

•» « < ? -
typesetting 

computer conferencing • , • . , 

Without a doubt, one of the mast exg i t ing appl ica t ions" "Tof 

communications is electronic mail networks. Bitnet and Edumall are'twj3 

such networks available to universi t ies "which can be 'acrflssgd from a 

terminal or microcomputer. E l e c t r o n i c mail provides ed i to r s^ f i l e , 

handling, and- maî agement software for the transfer of info%iation ^^*^ 

high speed l ines across the nation. Network members must ins taH spe^^ l , 

softare "bn their-central computer ajyl rent a dedicated phone line.** 

yThe. two Torms of* communications are direct and indire&t. A d i ^ o t 

link i^/es^^bdished when a microcomputer i s cortaected bv cableNi^to some 

form of neJpJork ei ther ^ i n k ^ t.o a -larger computer elsewhei/e, ' or t o -

mifcrocomputers using a 'Winchester har^ disk and network software such as 

Omninet. ^ There 'are few proven network tes t s i tes in the couHtry, *and 

microcomputer network Systems, purported^ to support 4 to ,16 

microcompiaters, have been tested even less„ . ' '. , ' 

Ind i re t t^ communications are es tab l i shed using -tTie^ telephone * 

system. The' microcomputer must be equipjJed with comraunicattons hardware 

and software and a modem o r ' an, aceoustic coupler i s required. . The 

\ ' ^ /T ' ' ' 
iiricrocomputfer can cal l any computer or can link/ into worldwide networks 

through Tymenet or Telenets There are four lev6lB of software that can be < 

putchased for communications: teletype or /"dumb" feermineul' eraulati^DnT'̂ ' 

"smart" te»\tn4nal emulation (e.g._^327b, VT/OO); 'terminal eniuration' wl-th 

f i l e transfer and" error cheeking capabiaity; and packages thaLoaj i , 
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communicate with- a mainframe operating system. In addition to using the-

microcomputer as a computer terminal for receiving information, more 

sosphlsticated communication .software allow^ information to be 

• "downloaded" to the the microcomputer disl?" system and "uploaded" (sent) to 

another computer. * 

Communication over telept^one lines is slow and unreliable unless 

the li^es are dedicated to data communications or designed with optical 

fiber. -TSje greatest drawback to microcomputer communications at this time 

is that most operating systems are single task systems; while 

'communicating, the microcomputer needs to be dedicated to this purpose. 

Communication from a^.microcQmputer is more practical when a multitask 

operating .systems, such as MP/M, is installed. 

- Databases 

Researchers need access to large amounts of informa-tion. The 

microcomputer can play a significant role tn data access: retrieval of 

large databases from another computer; prep"pration of datalbases to be -sent 

to another computer; management of small databases residing on the 

microcomputer' disks. For accessing information, the microcomputer can be ' , 

used like a terminal; in- addition, .data can be retrieved on disk^ anrd 

analyzed or manipulated at a.later time. For example, mail^Alsts can be 

do'wnloaded to the microcomputer T'or printing personalized letters and mail 

labels. • • . 

When the microcomputer is used for data preparation, a great deal 

of "on-line"' time can be saved on the remote computer. Data can be 

' prepared, edited and scored on the microcomputer and ttien-sent in a single 

tratisrpission to a rtainframe. In , an environment-where'data _ is entered 

intera.ctively at a s^ignificantt cost, the microcomputer offers a practical 
' * 

alternative. ' . . ' 

Small databases can be created *l7id manipulated directly on the 

microcomputer; database languages have been developed for thi,s purpose; 

for example, DBMaster .and DBasBlI. Mgny. small co'lleges have put thel.r ,̂  

entire fund racing, alumni., and other datasets on a microcomputer. With 

' the addition.^ a Winchester hard disk (capacity 5 to 50 million bytes) 

fairly' large databases can. be stored. The primary disadvantage of 

microcomputer'database systems is speed especially for searching sorting 

operations. The newly announced Motorola*68000' mfcroprocessor (a 16/32' 
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bit chip) i s more) eff icient for database raanipulat^n because the data 

word is larger'and the 1>RU (Central Processing Unit) can direct ly address 

millions of words of raemorV. 

A very useful application of ~the microcomputer is the preparation 

of annual reports , such as a fapt book. Data oan.be stored in a database, 

new figures can be computed yearly, text can be edited with .the word 

processor, graphs can be updated, and the final text can be transferred to 

typesetting equipment over communication Lines; ' / \ 

S t a t i s t i ca l Analysis 

•» S t a t i s t i c a l software' for microcomputers i s l imi ted for two 

reasons: ^general s t a t i s t i c a l products do not have significant appeal in 

the business world; and the capacity of memory on the microabmputer i s 

insufficient for the programming of sophisticated s t a t i s t i c a l routines. 

Because floating^ ptfint numbers reqlJd^e 5 bytes of storage on an 8-blt 

microcomputer, a regression problem with 50 variables requires 37.5K words 

ofi'memory. The 16-bit microcomputer can*directly address more mem6ry, but 

isl a lso r e s t r i c t e d to an 8-b i t data word. Microcomputers offer 

s t a t i s t i c a l software for simple descriptive s t a t i s t i c s , frequency tab les , 

dross t a b u l a t i o n , chi ^"square t e s . t i , t - t e s t s , "and simple anova, 

c o r r e l a t i o n , and r eg t e^s ion . ' The e'SOOO microcomputer has d i s t i n c t 

advantages for statiSsflcal analysis, but a t ' the present time l i t t l e 

software has been, developed for th is system. I t i s anticipated that 

s t a t i s t i c a l products wi l l be developed^jby r e s e a r c h e r s in academic 

s ie t t ings , , though most l i k e l y these wi l l not be ava i l ab le through' 

commercial markets. There are some s t a t i s t i c a l packages, available "for 

CP/M microcomputers. VisiPlot/Trend, a combined regression and graphics 

package is available on the^Apple for trend and time-series analysis and 

there is also a mibrlcomputer versiaj of SPSS running under CP/M. 

CONSIDERATIONS IN PURCHASING A MICROCOMPUTER, 

Microprocessors^ can be clas-sified into four bsfsic chips: 

• 6502 home computers with proprietary operating systems 

• Z8e<"^8-^it desktop computers with CPyrf ' •' 

• 8086 16-bit desktop computers with CP/M-86 or MS-I^S 

• 68000 16/32-bit computers with UNIX . 

'^ 

/ ^ 
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The Z80 microcomputer, running the . CP/M operating system, has 

bepome a. standard. . More software runs under CP/M than any other 
» 

microcomputer operating sysjtera.' CP/M-86 and MS-DOS (the operating system 

on the IBM PC) are competing to become' the star^dard for 16-bit 

microcomputers. Some of the new6r microcomputer systems, such as,DEC's 

Rainbow 100, have the capability, of switching between ^ I t and 16-bit 

programs. The Motorola 68000 microprocessor with 16-bit architecture and 

a 32-'bit register can directly address millions of byt«s of memory and is, 

a very powerful system. The UNIX operating system which operates on 

larger computers, such as the VAX, has been redesigped for the 68000. 

Within any class of microcomputers, the primary differences are 

fQund in the packaging and in the proprietary products offered. 

^Microcomputers are similar in that memory is divided into RAM (random 

access memory) and ROM (read 'on.ly memory).^ The operating system, BASIC 

i^iterpreter, and system utilities reside in ROM. RAM'is best conipared to 

core memory on a mainfr^e. In terms of design, some microcomputers are 

totaUy self-contained, others have detached components, and some are 

handheld or portable. Screen displays and keyboards tend to be radically 

different from one system to another. , Less expensive microcomputers can 
•ft . ' , V 

• display only UO characters on the screen and have few extra keys on the 

keyboard; better miqrocomputers display 80 to 150 characters, and are • 

equipped with numeric keypads, function- keys, cursor control keys and 

other special keys^(e.g. a HELP key). .Most- desk top microcomputers come 

equipped with two disk drives^ Double sided double density (iisks have 

toore tracks and greater storage capacity., .The monitor, is usu'aally * 

purchased as an extra, as .are plottersi, printers, and other peripherals. 

Software' designed to operate under a specific operating system could 
r " a • 

execute on any 'o ther computer - with the same CPU if the disk formats 

between systems were compatabile. Unfortunately,, at present, t h e r e , i s , 

l i t t l e exchangeability of software between systems. Home' comp'uters with 

proprietar,4('operating systems have n^ software interchange. 

there are -three' methods for purchasing microcomputers: mall order, 

r e ta i l ou t le t s , an^ direct ly frdros the manufacturer. Universi t l .es^re 

granted a .15J discourit from r e t a i l e r s ?ven -on a ^ n g l e purcjirase. 

. Manufacturers havet. been runored to provide/30 to 50 percent cnscounts on 

large orders. To obtain these large discounts, a purchasing <9greement Is 

/ 
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supplied by the dealer. Caption «hould be' exercised in signing such 

agreements so that there is not-^ ooramitment. to' a single retailer^ or 

brand of microcomputer. 

Microcomputers carry a '90-day warranty. The, purchase of an 

extended annual service contract, which costs approximately $250 (an |tem 

to be included in a de'partm"ent''s operating bUdget) Is stVongly 

recommended. > h e extended bohtraot can c«ver mail,-drop off service, or 

QjjTSite service', and the price increases respectively. . ' 

Most microcomputer sales and marketing. persons" are\new to 

computing, tend to know computer terminology, but have little prior 

experience. Sales' people cypinot be expected to be experts and .your 

knowledge about computers may be Jijroader than theirs. Bargain shopping 

for computers has many drawbacks. ALthough mail order purchasing provides 

substantial savings, there is, no simple m&^hod for obtaining service when 

•̂  equipment malfunctions. •^. " ^ « ^g|p 

A microcomputer" system *with two disk drives-^S^ a monitor G O « S 
* ^ ? • » 

•from $5,000 .to $5,000 and an&ther $1,0^ needs to be budgeted for 

software. " Hardware costs coVitinue to drop, .But -software prices are 

' rising.~ Following an initial microbomputer purchase,, from $300 to $800 

needs" to be budgeted annually for maintenancj, supplies, software .and 

hardwa^e expansion *'( for ^ampj.e, more memory)*. The good neys about 

microcomputers i-s that an incredible amount of computational power can be 
, ' • *t . a '. • 

purfhasfed for $5,000. The bad news Is that th^ system you purchase'to'day 

Will be useable, but totally obsolete iV five years.", 'v 

-~y With the exception of VisiCalci', -there are few^outstanding programs 

on microcomputers. J ^crocomputer software is designed -more for profit 

value ttan for qualyity.. Software companies struggle to' keep pace with-

continuously changing hardware; consequently products have been poorly 

, designed, minimally tested and lack quality control^ - Docunlfentation is-

often limited ^nd training is never included in purchase coai^. Educom, 

NerComp, and othpr groups offer support^to educational microcomputer 

users, but with 150 differ^Jft products ..on the market, your computing. 

center personnel may not be 'able to assist you* with a specific brand* ̂-

Since an "IR office often has technical persopnel, i-t'may assume the 

responsi,b.ility for trai-ning_ other administrators *and assuring 

conpatability of ra'icrocomputer systems "iin the o^pus". ifr -

N 
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RECENT MC^ROCOMPUTER DEVELOPM^ffTS AND FUTURE TRENDS ^ 

Some of the new de\^(^pments in-raJLcrocopiputing in the past year, 

are shown. is Table 1. „ During th is period' the number-of microcomputer 

manufacturers grew from 75 to approximately 150; th ree mainframe 

'companies, Digital , Wang, and Burroughs entered*^«t.he warket; Japanese 

companies became formida-ble competitors. With such a market, forecasting 

future developments i s d i f f i c u l t . Cer ta in ly there wil l be Many 

x̂  • enhapcements in networks and communications..ftnii clearly a large incnease 

„ in competitors in t^e 32-^bit market, - During the next year we can a l so ' 

. envision: tpajor iittjjrov^ents in high/*capacity storage devices, significant 

' developmeat in f l a t screens and ba t t e ry packs, more research in 

non-volatile (bubble) memory, the opening ^f training centers throughout 

, .the country, arid th^ vanishing of •Ama'hV small hardware and software 

companies. Within a few years the primary competi tors in the • 

I microcoraputisr industry will surf&ce and many small companies will be 

consumed. Ip the longer range standards will be established and the 

- qua l i t y of both hardware and ' sof tware sho,uld improve. Tf̂ e r a p i d - ' 

,advancanent' in technology, se6n to date, wij.1 probably not slow i t s pace " 

be/ore the end of the-decade. • • » ' , 

.While the foregoing may suggest that i t would be wise to w^it to ^ 

purchase a microcomputer, these systems offer major increases I n , 

productivity and higher quality resul ts which means 'produping work faster 

and bet ter . /With increasing competition between ins t i tu t ions of higher 

• education, advanced technology can. help your university stay -at - the 

forefront. " • . * 

\ 

/ 

f 

\ 

J-\ \ 

, •*, • A LAST BYTE 

At Tufts University we have done ciansiderabl^x researcji into 

microoorftputer hardware ancf have developed minimum-spfeciflcations for our' 

environment ^own.^in Table* 2.- A comparison of 26' microcomputer systems 

can be obtained from the. author,."*^', _ , ,. ' - " 

18.3 
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' - - ' - Table- f , 

Kew^evelApments^in Hlotootmputin 

'Color dot.ln^trix printer . ' 

Low. cost fprmed chai'acter printer ($500.'dbwp ftom $2000) 

68000 micSraprobessor ., . */' „• 

Winchester hard:.dis1c (5MB to ̂ OMB)' • • • '".̂  ,' - * 

Hard disk with removable cartridges ' »'• . 

3 I/a'" diskette ;(^apacity 870K) - ' " ^ ' ' ^ -

128K-M bytes of RAM (up from 61K) 

Bubble memory chip (256K - non v'oiatf 

Flat screen "* • 

Lie ) 

4-l ine , 80-cfiaracter LCD display,(l iquid crystal) 

Battery operated portable microcomputer>• 

HASCI keyboard (H for Human) " . 

150 character display 

1000 X iooo-screen graphic resolution 

Micro-based^local area network 

"Transportable code (e .g . {>-code for Pascal) 

Rafcot a'rmjpontj^ollfirs 

3-dimensional graphics-tablet 

..- 'X 

r 

•r 

\ 

.̂ ^ 

' ^ r^ 
. 184 

% 



\ 

178 

^ 

' ^ j^ 
L 

Table 2 
f^ 

Hinimuo MICROCOMPUTER Speolfioations 
Computer Scrvloies - Tuftis University 

Feature 

CPU: 

Memofy: 

Char. Set . 

Display: 

Conmiunic,.: 

,Printer; 

Requirement 

HARDWARE " 

8 bit - Z80A°or Z80B. 
16 bit -.8086, 8038, MC68000 

8 bit - 64K ' '. 
16 bit - 128K 

Comment 

Needed to ru5 
systems 

t 128 ASCII \ 

80 X 24 
Upper and lower case 
Bit mapped graphics 

RS-23?C port (serial) 

R'S-232 (serial) or 
Centronics ('parallel) port 

erating 
d below. 

Neede^^or Pascal, FORTRAN, 
and oiher software. - , 

Needed for communications. 

Needed for word processing. 
As above.-
Faster-and saves RAM Vor 
other purposes. ^.^ 

Industry st̂ dard̂ for̂ ^̂ ~~'~"~''̂  -
peripheral compatabiUty.' 

As above 

/ • 

\ 

E^rciency and interchange-
ability between "systems. 

Needed for communibatlons 
and editing functions. " 

Disit-Drives: Support for-2 drives - with 
- one 5,"̂  floppy >_ 320 KB capa

city and second 5" or 8" 
flogpy , ' ' 

Keyboard: Aflsi standard including 
ESpPf, BREAK, CONTROL, 

j^BKSP, TAB, CAPS LOCK, • , 
SHIFT, cursQi^-keys and , 
nume.ric keypad'; 

,<^ 

". OTHER FEATURES 

Ex'pandable/upgradeable,''''on-site service available, .gopd 
company reputation " '', • 

. \ 

( 

V * 

SOFTWARE ^ 

Error co^'rectitig communications .CCX/DX .or IE'Mbdem^ , .CP/M,%. 
CP/M-86 or WS-pOS opera t ing systems," wo'nd prbcessor support 
or g;ditor, Vis ioalc or simi.lar moc|'eling/-simulat,ipn>system-, 
graphics; database support, and*languages: BASIC, Pascal, C,-
and FORTRAN • ~ 

.18, 
•» « 
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STRATEGIC PLANNING:- WORKING WITH DEPARTMENT CHAIRS if 
». ' ' 

Antoinette ladarola', Ph.D. •• « 
Sp,ecial Assistant,t^the President 

for Planning and EiduioitionaljpAffairs ajid 
Cha||, Department of H^'story 
' Saint Joseph College . r 
West Hartford, Connecticut • -

/ . 
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INTRODUCTION 

T4ie present cr isis tn higher education, the "panorama of misery.".," Tf 

you w i l l , raises serious questions about the future of higher education in 

the country. More specif ical ly, can colle§es«and universities .ma.intain 

f l ex ib i l i t y and v iab i l i t y , preserve quality, be accountable, apd respond 

effectively to the chaifg.ing n^eds of society within the context of budget

ary cuts, in f la t ion, dwindlirf^endowments and declining enroljfcnts? Can 

retrenchrtient of faculty proceed without injury to academic v- i tal i ty, with-

-out Jie erosion of faculty morale, and without a loss of curricular 
7* - -
'renee? • * -.̂  

Although the'key issues, of the-eighties in, higher education are cer-

tainly economic* in nature, L v^tlted-argue that the "micro" consequences,t)f 

the policies adopted to deal with economic .contingencies may well cletermine 

whether-or not colleges and universities can continue'to be places in which 
. • \ ' 

cr'eativity and excitement a.bout learnTlig can be promoted^ 
' ^ " " . • « 

Tfjere is_/io question that institutional v i t a l i t y issjcomrfionly regarded 
in economic terms as i s the -v i ta l i ty of a c i ty , a Kegion, or an entire 

' ' . "^ ̂ ^ 
.. ' ' " - ^1^ 

nation. Any number-of indicators c'an"provide a relatively stinple and in-

expensive way of monitoring fiscal .h'ealth* in a» small-private college: 

performance against infla,1;ion, cash flow, return on endowment,'money set 
* L / ^ «. 170 ^V'lBb 
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aside for ma'intenance, "number of Student applitations relative to enroll-

mgnt, retention of students, expenditures per s'tudent, and so on. It is 

essential that small colleges understand these and other economic indicators 

)fSs the vital ̂ signs that they really are. • ' ' -^ -, 

^Howeveh there is another dimension of the vitality question: the^ 

jocial "and psychological components of an alive and vibrant institution.* 

Even if economic indicators remain, relatively stable during the eighties, 

many of those in the academic profession, and especially those in small col-

leges, are likety to face.a great deal of both' professional and personal 

uncertainty.' Adcied to this uncertainty will be a number of constraints that 

appea.r now to be almost inevitable, consequences of many of the trends we can 

currently'detect. It seems r^her certain that job mobility will be low. 

The average age of college faculty will increase dramatically. With less' 

mohey for tjravel an'd professional development, there will no doubt be fewer 

opportunities'for professional interchange. > ' * 
/ . . -' . . \ 
/ -Together, all of these factors, and others now only dimly perceived, , 

can,bring about a rapid deterioration of morale, a sharp drop in the 

"volunteerism" which small ,^private colleges terfd to live' on, an increase'in 

the phenomenon of burnout, an tnability to stay abreast of one's fie>d, and 

extraordinary levels of interpersonal conflicts. And yet, the primary prob-

lem in the "contemporary, small, privale college' is that.to key administrators 

life often seems, or is, a daily struggle for economic survival. Short-term 

pragmatic decision-making is the .order TO the day, and bits and pieces of 

qu^nt-itative data often override qualitative considerations.'; In this kind 

of environment, planning is difficult and attention to the micro-conGerns 

of\ the quality of life in the institution become^ almost completely obscured. 

Yet,, in the 198Ds, institutiona-l research must fin-d ways to become more 

person-oriepted and'more interested*in ways of collecting and organizing the 

• ' • • ' • " ' . • . • : l a v •• • . • •' 
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qua.litative informati/on which can support and inform the strategies we 

• evolve /in ord^r to cope with th&•issues cqnfronti/ig us." 

PURPOSE r 
The rapidjy increasing complexities,involved in the various aspects of* 

o j l ^ ra t ^g i ns t i t u t i ons , both large and small^ wi th in the environment I have 

- j u s t described, have resulted over |fcie past years in increased delegation.of 

responsib i l i ty from deans and others 'to department chai rs i Academic depart-

m6nts/^re',the organizational units wi th in an inst i tu t ion/which are most 
• ' - • • , • < * - ^ * 

severely affectisd by th is state of a f f a i r s . There are a l t ^ rna t i ves^o the 

acade(fiic department, such as divisions of related disc ip l ines or schools 

* and colleges without (formalized sub-djvisions, but the fact remains that the 
- , ' / . , • - • V • • •• • ' 

academic departmen,t constitutes the/preyail'-lng pat|;ern of organization for 
• ' " - '' % ' ' / , ' • . 

\^the"planning and management of the learning p'rdcess arid or reseWch, cre

ative a c t i v i t y , a°nd public service. Department chairs are middle-managers 

in 'the dec^'s'ioh-making process. They are'the chief planners. Their day-to-

day decisions'do impact the-future of *t'heir de'partments .and i ns t i t u t i ons . 

^ How can ins t i t u t i ona l researchers ^ i s t academic d?partmer»t chairs in 

strategic plannir^ and in'confrontl f fg the issues dur ins-this "shallow val ley" 
, period of higher education? «<. I \ 

Workshops over the academic y.eav 1,982-1983';,each four hours long followed 
•̂  • . , 1 V ; - \ . ^ 
by cocktails'. The.pur-i^ose^qtjthis papef.is to'describe the f i H t planning 

What Evolved at .Saint Joseph College-was a series*of three planning 

lor^g 

i r ^ t 

workshop. •" 

^ . • ASSUMPTIONS AND OBJECTIVES 

•This-fparticular workshop strategy.fft^ Sain't Joseph College was based 

, upon the fol lowing assumptions: * , . , 

; 1 . • That the department chairperson is a primary f i l t e r af fect ing 
academic change and climate wi th in an'^4nstitut ion'of higher l.earn-

" •,• • / . . . ' ^ . ' . , . 183 
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ing. A f a i r amount of research indicates tha,t climate or, 
luality of I j fe existing, withjn ^vcollege may be'the single, , 
los1* ^owerful'element affecting teaching and stbdent performjince; 

2.. That more sharing of information and strategies would re
duce t^e sense of iso lat i6 t and encourage Interaction among 
academic leaders at the departmental Iqvel; ' ^ 

3., That th§ department chairpersorr plays a cr i t ica l roTe as 
mentor, as connector between departmental faculty and their 
respective divisions; \ . * " *T. 

^ " * ^ • • • . 

4. . That a more thorough undeVstanding of the college as an in-
' st i tut ion and-NQrganization wi l l ^result in»a commitment to mission 

and stiared perc^tions of the mĵ SSion which wi l l be both,a source 
of pride aild uniqueness for the college;' 

/ 
/ 

5. That sound acâ demic planning re'quires both a theoretical frame
work'and reliable'data analysis. 

Flowing from these assumptions,' the fojjowing objectives emerged: 

1. Owning, the theoretical Cframewfirk for planning, that is those 
^ overarching principles of the College guiding th^ planning procfess 

(e.g.*, mission statement, college-wide goals cind objectives, plan
ning and budgeting guidelines approved by the Board of Trustees); 

2. Assisting chairs in articulating the goals an^objectives o.f 
their departments within the Ibr.oader framework 6f the College and 
in appreciating the interlocking nature of each; 

3. Assisting chairs in'.ana.lyzing data,vin taking basic ins t i tu-
' tionaT^data and combining i t"with deparwientaT data to provide, ' ' 
solutions to imbalances; 

4. Assisting chairs in developing strategies for implementing 
Board of Trustees*planning and budgeting guidelines; \_^ 

,,5. tha'llenging chairs to, see the positive elements'of retrench
ment rather tfian the negative features of movement away" from 
what has been'; 

» 6. Challenging chairs to move beyond an either/or approach to . 
' change Sind exploit the creative tension between retrenchment 
and revi ta l izat ion; 

/ ' 7. Creating .a climate whicji empowers individuals '^^f^^ par t i 
cipants in the ful f i l lment of the mission anrljna^t^e the sense 
of being involved in a creative, productive, and energizing work 
l i f e . • - - • • .• ' 

i • 
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PLANNING AT SAl*T JOSEPH COLLEGE ^ ^ 

During 1980-1981,^^anning activities at Saint Joseph College'focused 

on the revision, reaffirmation', and updating of the mission statement of 

the College. This mission statement, along with supporting goals and ob

j e c t i v e s , was hammered *ut by all constituencies of the College and adopted 

• in the Fall of 1981. On April 28, 1982 the Board of Trustees approved plan-

mng guidelines intended to provide a policy framework ivithin which faculty" 

and administrators may plan for the next three fiscal years, FY1983," FY1984:,̂  

FY1985. ' ^ y - / - . .. 

Saint Joseph College's planning and budgetin'g efforts have been refined 

Qver_the pajt^two. years, Attempts-have been made-t-ointegi^ate-planning ^ 

,activities and budgeting activities into a comprehensive, unified process; 

t/hat integrated process was implemented during t981-1982, when a new Plan- v̂  

ining and Budgeting Committee advisory to. the President was formed in Novem-

;r, 1981. The Planning^ and Budge-ting^ Committee, chaired 6y the President, 

is a College-wide committee which advises the President on a.11 matters per-

' taining to pHoning and budgeting. The committee consists of nine voting 

members:^ the undergraduate and graduate Deans, The Treasurer, the Dean of 

o-Students, the Director of^Developni^nt and. Public Relations, three faculty 

elected by the faculty, 'and the President pf the Stuifent Government 
\ . ' . < . " ' , • 

Association. • - • ' 
' ^ % . • 

Functions of the Planning and Budgeting Committe'e include the follow-

i ng : \ 
, ' / - r • . ' / 

1.-^ To as?ist the President in the development and updating of 
a long-range R]an^consistent with the College's'mission and ob-

• lectlves and guidelines set by the Board of Trustees; 

fqy r 2, To recommend to the President a balanced budget fqy review 
by the'^oard of Trustees; . . "' . • 

3. To provide advice to the President oh: 

^ 

/ 
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\ 
a) strategy for integrat ingx^anning and budgeting e f f o r t s ; 

b) Strategy for the involvement of various constituencies 
of the College; 

c) Forms use^'for annual reports and budget requests; 

d) Coordination bf regular programmatic evaluation ^ 
with the planning and budgeting process; , 

e) Optimum u t i l i z a t i o n of haman, physical,*and f isca l . i 
resources. ) 

In a.ddition po the establishment of the Planning and,Budgeting Committee, 

QthLr steps were, taken during the past academic year to integrate planning 

and budgetin^v Forms used by academic and adm-inistrative unit,heads for 

plann-ing proposals and budget requests were drawn up so that they were-com

plementary, and so that the unit heads could project both plans and budgets 

for a three-year period. This F a l l , a comprehensive l i s t of key 3ates for 
< 

-both planning, and.budgeting and a planning/budgeting calendar were issued 
> 

by the, President, in orde,r to illustrate and facilitate an.integrated ap-

proa'ch to the combined processes along the time-line of the academic year. 

•{J 

• \ 

CONTEXT OF SAINT JOSEPH COLLEGE 

Saint Joseph College occupies 84 acres of resident ial area'on Asylum 

Avenue in WestTiartford, Conrie.cticut. A women's undergraduate i n s t i t u t i o n , 

combining l ibera l educatidn'with career preparation, i t enrolls'-855 students, 

and has had a 6E% .increase in enrollment during the decade of the 1970s when 

women's colleges experienced a net gain of 15%. The graduate program, open 

to men and.women, enrolls~about 400 sti>dents each semester. I t has a-modest 

endowment, has always operated in the has no deferred macintenancfe t ind' / V 
predicts a s tab i l i za t ion of enrofllment over the next three year^. I t has 

H i . 

62.FTE-faculty and an overall i n s t i t u t i on fa'cuTty/student r^atio o f S : l l . 

•V 
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I i r . In$titutiona>-erm*>Departmental Data for Planning / 

- , / 

^• V . 

PL/\NNING WC>RKSf|OP hGEHdf^ 

II, 

General. Framework for Planning 

A; MTs-s^on, Gdals and Objectives 

B. Board of Trustees Planning Guideline's 

C. 5e^"ue-and Expenditure Assumptfons 

CL Some Suggested Strategies forTDealing 
with Board of Trustees Guidelines 

Pla'nning and Budgeting Forms Explanation 
(See Exhibits 1 and 2)' 

^ 

f . \ 

N 

V • » 

e 
' ^ • * ( 

*J :.' 
^ ' 

194 

•^ a^ 

^.~o • 

*- • /" -'* ,1 

t* . 

'̂ •. 



186 

Exhibit 1 

PLANNING REPORT 

Unit 
Date' Submitted 

Division 

SECTION I 
Statement of Purpose for the Planning and Budqetlnp Unit 
In this section state concisely and clearly the purpose or mission of your depart
ment or office. Focus on your strengths. Indicate the specific and unique con
tributions of your particular unit to accomplishing the College's mission. In your 
statement a.id purpose. Identify the emphasis, scope and character of your programs 
and how you best serve the College. A review of your strengths and unique contri
butions to the College's mission will assist all of us In determining which 
services, programs, and activities are essential to Saint Joseph College's success, 
and which ones might be less necessary In the decade ahead. 

SECTION II (Forms) 
Planning and Budgeting Objectives, In Priority Order, for 1982-1983. 1983-1984. 
1984-1985 
For each objective, jlsted In priority order for Implementation over the next 
three years: 

1. List the all-College goal and objective which your proposal supports, and ex
plain briefly how It Is supportive. (See ccllege-wlde goals and objectives.) 

2. In justifying your proposal: 
...if the proposal is to add, explain why the Item Is necessary and the 
benefits you and the College will derive from Its addition; 
...if the proposal Is to delete, explain why the component Is Identified for 
deletion and the potential savings you and the College will derive from its 
deletion; 
...if the proposal is to change, explain how the item will complement or 
strengthen a current program, or how you and the College will benefit from 
the change; 
...if the proposal is to substitute one program for another. Indicate a 
deletion and an addition as two goals, with the appropriate explanation(s). 

3. Discuss the anticipated costs and/or savings and/or Income generated by your 
proposals to accomplish your goals and/or objectives: 
...using 1981-1982 as the base budget year, describe, for each goal or objec
tive, any additional costs, anticipated savings, or substituted expenditures; 
...for each goal or objective. Indicate its effect, if any, on your total 
departmental/office budget; 
...keep in inind the all-Collge budgeting and planning guidelines of the 
Trustees with regard to Increasing numbers of faculty and staff, etc. 

SECTION III 
Long-RaTige Ideas to Explore 

1. Department/Office/Program 
In this part, propose ideas which your specific area of the College plans to 
investigate, or which your staff pr'--oses to look into in future planning. 

2. All-College 
In this part, propose Ideas outside your department or office or prrgram for 
consideration in future plarn'-- '.essions or by others at the College. Be as 
specific as possible. Iden' ' '̂ ler groups or persons who might share an 
interest or concern in these ic .. 

8/82 
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S&E • Supplies 6 Expenses 
R&R • Reneua''. and Replacenent 
S » Space 

SAINT JOSEPH COLLEGE 

PLANNING PRIORITIES 
1982-83 through 1984-85 

Divisions of the College: 
. Academic - (Undergraduate) 
\ Academic - (Graduate) 

Student Services 
Development & Public Relations 
Business & Administrative Services 

DIvlslon_ 

Unit 

Date Submitted: 

Priority 

High 

Proposal for addition, deletion, or change In 
departmental programs, majors, concentrations, 
activities, services 

Goal #: 

i: 
u o 
ti no 
to «| 
•a u 
3 a 
m 11 

P 

S&E 

R&R 

S 

C O S T S 

1982-1983 1983-1984 1984-1985 

-

^ 

College Goal and Objective Supported, and How: 

Justification of the Objective: 

Discussion of Costs and/or Savings or Income Generated: 

X 
3-
• J* 
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SPECIFIC RESULTS OF WORKSHOP 

Some tentative claims of success can be made: 

1. Departmental chairs have a broader conception of de
partmental atmosphere as a key to student and faculty morale 
and productivity. • 

.2. Curriculum development, program costing meth^^^ologies, 
institutional research/HEGIS language~FTE, SC!H—are poorly 
understood by many academic leaders. 

3. Tiany academic leaders are unaware of the substantial 
economic cnmmitment made by an institution in the act of 
hiring a faculty member. 

4. Department chairs see the College as a more "complex" 
organization. 

5. In the words of one participant, there was a sense that 
"someone was really at the helm, guiding the institution." 

6. There was an "upbeat" atmosphere after the meeting: 
"We have the guidelines, we have the data. Now we know 
what to do. We just have to go ahead and do it!" 

7. The workshop increased both the confidence and competence 
of department chairpersons and created an atmosphere wherein 
these academic leaders feel appreciated and more eager to co
operate with central administration as partners in confronting 
the challenges of the 80s. 

ON-GOING QUfSTIONS AND SOME CANTANKEROUS CONTENTIONS 

During the course of planning and implementing this academic planning 

workshop, several questions and some cantankerous contentions about the 

academy emerge: 

1. How long do the effects of such a planning workshop last? 

2. There exists little clarity about the expectations which 
academic chairs must meet not only in planning but in other re
lated activities. 

3. Department chairs often lack direct access to, f.nd inherit 
multiple interpretations ô ", central administration plans. 

4. Listening is a competency poorly developed by many academic 
leaders. 

I^:J 
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5. Academic institutions rarely provide ample opportunities 
for infomal interaction in enriched surroundings for academic 
leaders. 

6. Academic institutions rarely provide special time for 
thought and conversation on issues of substance by academic 
leaders. 

7. Basic humanism in academic work is the only sufficient 
offset to low compensation for academic leaders. 

Of course, these all await, I might add, solid empirical verification, 
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Planning and Computing in Theological Seminaries 

by 
Alexande r M. Jones and Dan ie l A. Updegrove 

E DUG CM 

In March 1980 t h e Religion Division of the L i l l y Endovment avrarded a grant 

t o EDUCQ-l for a p r o j e c t of " research and development of cos t e f f e c t i v e planning 

t o o l s for t heo log ica l s emina r i e s . " In t h i s p r o j e c t , EDUCCM s t a f f worked with 

a d m i n i s t r a t o r s a t eleven seminaries to eva lua te t h e use fu lness of 

computer-based f inanc ia l planning models. In a d d i t i o n , when i t became apparent 

t h a t some seminar ies were not prepared t o use planning models e f f e c t i v e l y 

because of outmoded data processing o p e r a t i o n s , EDUCOM extended t h e p r o j e c t to 

provide consu l t ing on hardware and software op t ions and systems management a t 

s eve ra l of t h e semina r i e s . (1) 

By the end of the p r o j e c t (Juxy, 1982), four seminar ies reported t h a t 

models were " in tegra l" ' to t h e i r planning and four repor ted t h a t models were 

"useful ad junc t s " . Both EDUCOM's EFPM modeling system and microcomputer-based 

systems were used succes s fu l ly ; EDUCCM concluded t h a t most seminar ies should 

use microGcmputers because of t h e i r lower cos t and ease of u s e . (2) 

To t e s t t he g e n e r a l i t y of these f ind ings , EDUCCM sent a ques t i onna i r e on 

planning and computing t o the chief execut ive o f f i c e r s of a l l 192 seminar ies 

a f f i l i a t e d with the Associat ion of Tneological Schools. The survey was mailed 

i n March, 1932 with one followup in Apr i l . Completed ques t ionna i res were 

received from 106 i n s t i t u t i o n s (55%), with most re turned by c h i e f execut ive or 

c h i e f business o f f i c e r s . I t must be pointed ou t , of course , t h a t d e s p i t e the 

(1) For d e t a i l s see Alexander M. Jones and Ronald L. Orcu t t , "Computers 3n 
Theological Seminaries: S t r a t e g i e s , Options, and Se rv i ce s , " P r ince ton : EDUCQi, 
1932. 

(2) For d e t a i l s see Daniel A. Updegrove and Carole C. S h i e l d s , "F inanc ia l 
Planning in Small I n s t i t u t i o n s : A Case Study of Tneological Seminar ies ," EDUCOM 
B u l l e t i n 17, No. 3, Fa l l 1982, pp. 23-2 7. 
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high response ra te there i s the potential problem of non-response bias in the 

r e s u l t s . That i s , one would expect a lower response ra te from seminary officers 

less interested in planning and computing. 

PUNNING IN SEMINARIES 

Among the basic premises of the project were the perceptions that 

seminaries did not, in general, appreciate the need for planning, did not 

practice effective planning, and and uid not have the personnel, exjjgrience, 

and tools necessary for effective planning. During the course of the project , 

we had the opportunity to deal with eleven selected seminaries tha t , to varying 

degrees, were exceptions to these basic perceptions. In dealing with the 

part ic ipat ing seminaries, we were exposed also to evidence that a t t i tudes and 

practices are changing. 

Seminaries Believe They Need More Planning 

Of the 106 respondents, 82 indicated "we need to do more planning in the 

next two years," while 21 f e l t the current level of planning was adequate, and 

2 f e l t that less planiiing would be more appropriate. Interest ingly, there i s a 

clear sense that the need for planning i s increasing, since a separate question 

about the current s i tuat ion (as opposed to the future) produced the following 

answers: 66 "we do too l i t t l e " , 37 "we do the right amount", and 2 "we do too' 

much". 

Seminaries Plan, Or At Least Believe They Plan 

One of the questions asked "Over what time period do you plan for each of 

the follovang?", and a l i s t of 9 specific categories. For each category, 

respondents could specify "current year only", "next year", "2-3 years" , "1-5 

years", 6-10 years", or "more than 10 years". If we categorize "not 

applicable", "no response", and "current year only" as "no planning", "next 

year" as "short-term planning", and the other categories as "long term 

planning", we obtain the following r e s u l t s : 
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Planning Practice By Category 

Category No. Planning 

13% 
^5% 
M% 
22% 
8? 

m 25% 
18% 
U7% 

Short Term 

52% 
31% 
29% 
22% 
27% 
39% 
9% 
15% 
26% 

Long Ten 

35% 
54% 
51% 
56% 
65% 
50% 
66% 
67% 
27% 

Operating Budget 
Capital Budget 
Development 
Endowment 
Academic Program 
Enrollment 
Faculty Tenure 
Space and Fac i l i t i e s 
Computers and Data Procesing 

These nunbers do not necessarily indicate "effective planning" or "serious 

commitment to planning", but they ir>ak9 i t c lear that respondents perceive tha t 

planning i s going on. 

Boards V/ant Better Planning 

The evolution of planning in seminaries wil l be strongly influenced by the 

a t t i tudes of seminary boards. While the survey was distributed to CEO's, rather 

tlnan beard members, ceveral important inferences can be drawn. Eighty-four 

respondents indicated "our board i s interested in be t ter planning", while only 

four indicated "our board i s not interested in bet ter planning". Most 

respondents indicated that t rustees are involved in the planning process, 

e i ther the ent i re board (35%) or a committee of the board (65%). 

Impediments Are Recognized 

There are many impedim-ints to effective planning in seminaries: h is tor ica l 

a t t i tudes tov;ard planning and the consequent lack of experience; small size and 

small s taff , e t c . These impediments cannot be overcome un t i l they are 

recognized, and the following resu l t s indicate that recognition has occurred: 

't2% Wo don't have enough staff to do the planning we need 

58% 

38% 

We don't have staff trained in the appropriate analytical 
techniques needed to do better planning. 

Vfe lack the data required to do better plannirg. 

ISij 
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25̂ t We -lon't know what dsta are required for bet ter planning. 

47? We would l ike to use computer-based tools for planning. [We 
assume th i s implies they don' t or c a n ' t . ] 

The perceived need for better planning may lead to effor ts to overcome 

these obstacles. 

Broad-based Planning Efforts 

In response to the question "Who i s involved in planning a t your seminary?" 

the following responses were received, indicating that most planning processes 

are broad-based: 

65% - A Committee of the Board 
35% - Entire Board of Trustees 
95% - Chief Exec Officer (Pres. or Dean) 
18% - Executive Vice President 
56% - Vice President for Academic Affairs or Provost 
61% - Vice President or Director of Finance/Administration 
53% - Vice President or Director of Development 
15% - Vice President or Director of Planning 
77% - Other Staff 
51% - Faculty Committee 
35% - Entire Faculty 
20% - Student Committee 
n% - All Students 

10% - Alumni Committee 
1% - Other • 

Multi-institutional Planr.ing 

Several questions addressed the issue of jo in t planning by groups of 

seminaries. Of the 55 ins t i tu t ions part icipat ing -n local or regional 

consortia, 38 (a surprising 69%) indicated that cooperative planning took 

place. Only 20 of the 66 (30%) denominational seminaries indicated that 

denomination-wide planning occurred. 

Disparate Time Frames 

The time-horizon data used to create Table I provides some insight into the 

amount of "lookahead" practiced in various planning areas: 
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Planning Horizon in Years 
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oi 
27 
23 
19 
18 
16 
9 

12 
m 
50 

1 
10 
23 
16 
31 
33 
29 
H] 
55 
28 

2-3 
18 

,15 
22 
21 
20 
36 
2i\ 
12 
m 

H-5 6-
28 
31 
33 
31 
32 
31 
25 
22 
12 

-10 
13 
10 
15 
5 
1} 

1 
3 
3 
2 

10+ 
10 
U 
1 
0 
1 
0 
1 
0 
0 

Ave^ 
5.5 
11.1 
1.0 
3 .0 
3.0 
2 .8 
2 .7 
2 .3 
2 .0 

Faculty Tenure 
Endowment 
Space and Fac i l i t i e s 
Development 
Capital Budget 
Academic Program 
Student Enrollment 
Operating Budget 
Computers & Data Processing 

Notes: 
1) "0" includes "current year only", "not applicable", and no 

response. 
2) This average i s calculated from the data in the l a s t 5 columns 

("current year only", e t c . are excluded)» In the calculation of 
the average, 2.5 was used for "2-3", ^.5 for "i | -5", 8 for "6-10", 
and 15 for "10+". 

These nunbers are interest ing and display some significant information, but 

they must bo interperted with care. In par t icular , several biasing factors 

should be noted: the "five year projection" is a t rad i t iona l planning practice 

leading to a bump in the "4-5" column. Often, most of the actual "planning" 

involves th'» f i r s t few columns of the t radi t ional report . In addition, there 

-are many interactions among the categories, such that planning for one category 

(say capi*;al budsjet) m ŷ lead to the appearance of similar term planning for 

another category ( e . g . , development) when such planning does not occur. 

The "average", while a useful indicator of areas which are more l ike ly to 

have long term planning significance, does not r e f l ec t normal prac t ice . 2.7, 

for instance, does not indicate that anyone has a 2.7 year planning horizon, 

but rather a roughly equal division between 1 year horizons and 4-5 year 

horizons. The nunbers ?n the f i r s t colunn do not necessarily represent anything 

real ( fa i lure to plan or incompetence) since various circumstances and 

s t ructures may make the category uncontrollable or Irrelevant ( e .g . endowment 

planning for an unendowed i n s t i t J t i o n , various categories for seminaries which 

are part of larg.er i n s t i t u t i ons ) . 
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The table is ranked in order of "average", and that order is not 

particularly surprising. A few observations and comments follow: 

Tenure: It is not surprising that this category leads the list, since the long 

term importance of tenure decisions is obvious, and the implications of 

particular decisions are relatively easy to determine. 

/.. Endowment and Space and F a c i l i t i e s ; These categories both naturally involve 

long term policies and decisions, and thus imply lengthy planning horizons. 

Capital Budget and Development; These are both "fuzzy" areas. Long term 

planning in these areas i s l ikely to be categorized under Space and Fac i l i t i e s 

or Endowment, and the short tjerm de ta i l s as the "planning" in the area. A 

reverse bias may occui^ for ins t i tu t ions in "capital campaigns. 

Academic Program: This is t,he only category for Vvhich the 2-3 year period 

dominates — probably becaise the typical M. Div. program is three years long. 

Enrollment: This is also poi,entially misleading, since the processes involved 

are very di f ferent . The clear , open, widely v is ib le coping with admissions i s 

very different from the longlterm process of coping with enrollment t rends. 

Operating Budget: The indicatfed short term nature of operating budget planning 

i s a matter for serious conce*"n. The operating budget, i s , in many ways, the 

c r i t i c a l component of institu^»ional planninr In general, the interaction of 

a l l the other categories occurs in the operating budget. In the long term, 

ins t i tu t iona l v iab i l i ty is constrained by the necessity of reasonable operating 

balance, and plans in a l l other areas must be evalu.-vied in terms of the 

maintenance of that balance. In addition, short-term operating budget planning 

provides extraordinary opportunities for mistakes. Next year ' s def ic i t can be 

covered, for instance, by deferring maintenance, by borrowing, or by 

over-spending endovment income. Each of these actions has two serious 

impl icat ions: 

o future expenses are increajed (or income reduced) 

o nothing is done to correct the real imbalance in the budget, which 
is thus likely to pers i s t and probably get worse. 
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Good, long term operating budget planning i s a complex and d i f f i cu l t endeavor, 

but i t i s absolutely necei-sary, since i t defines the context of a l l other 

a c t i v i t i e s . 

Computers and Data Processing; This category has been relevant to seminaries 

for only a short time, so long term planning processes have not yet evolved. In 

addit ion, rapidly changing technology makes long term planning diflL'icult. 

Conclusions 

From th is survey and our experience, we conclude t h a t : 

1) The officers of theological seminaries are well aware oi i he aeed 

for effective planning, 

2) "Planning" i s widely practiced in theological education, but the 

types of planning and the time horizons used vary widely. 

3) Current planning practices are perceived to be l e s s effective 

than they should be. 

U) 'tAany of the impediments to effective planning are widely 

recognized. 

5) Trustees and administrators are motivated to achieve effect ive 

planning. 

6) Lack of operating budget planning beyond the next ye^r i s a 

serious problem in many seminaries. 

7) Computer-based modeling tools lik5 EFPM and VisiCalc have been 

shown to be effective aids to planning in seminaries and t h e i r 

use should be encouraged. 

COMPUTING IN SEMINARIES 

This section addresses three par t icular issues: perceived need for specific 

computer services, degree to which these services have already been 

computerized in theological education, and degree to vhich computerization i s 

perceived to be sa t is factory. The question from which th i s section was derived 

asked, "Please evaluate the following functions in the seminary". Four possible 

answers were specified for each of the seventeen functions: 
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o Doesn't Need a Computer 

o Should be Computerized (but isn't) 

o 'Computerized — adequately 

o Computerized — inadequately 

Not a l l respondents answered the question for a l l of the functions and 

some specified "other", or "r -t applicable", e tc . The handling of 

these responses i s outlined in the specific sections below. 

Perceived Need for Computerized Service 

Perhaps the most dramatic result of the survey i s that those who run 

seminaries believe they need canputerized services. Table III indicates the 

level of perceived need. For each service, two percentages are given. The lower 

nunber assumes that a l l non-responses for a particular service should be 

interpreted as "doesn't need a computer", while the higher nunber ignores the 

non-responses. In both cases, "should be computerized", "conputeriied 

adequately", and "computerized inadequately" are assumed to imply that the 

computerized service i s perceived to be needed. The questionnaire did not 

define "need"; i t i s l ikely that some responses should be interpreted as "it 

would be nice i f . . ." , as opposed to "absolute necessity". 

TABLE III 
Perceived Need for Computerized Services 

Accounting - General Ledger 
Accounting - Accounts Receivable 
Accounting - Accounts Payable 
Development 

Payroll 
Personnel Records 
Student Records 
Financial Planning 

• WP - Administration 
WP -yfacuity 
WP - \ tudents 
tfP - Ffeiblications 

) • • 

V 

Low 
Estimate 

82X 
7831 
78X 
75> 

77* 
52% 
13% 
69J 

71J 
5b% 
zn 
56% 

High 
Estimate 

87% 
83* 
83* 
89* 

85* 
60* 
81* 
85* 

81* 
71* 
H5* 
73* 
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75? 
56% 
26% 
36% 
11?% 

88% 
68% 
«<0% 
USl 

/-Sfif 

Library - Catalog 
Library - Circulation 
Instruction 
Faculty Research 
Auxiliaries 

There is cl^r consensus that traditional accounting and payroll functions 

in seminaries should be automated and a general sense that most of the other 

listed functions should be as well. By addition of the raw data, and ignoring 

non-responses, it can be seen that 1093 of 1M85 possible functions "need to be 

computerized." (This works out to 7^% or about 12.6 functions per institution.) 

Some comments with regard to specific services are in order. 

o The nunbers for "financial planning" may be inflated because 
earlier sections of the questionnaire focused on financial planning 
issues and resources. 

o The, "word is out" on word processing, at least for administrative 
and publications activities. (Much of the credit for this can be 
attributed to the recent "blitz" of advertising from many vendors.) 

o The high nunbers for "library catalog" can be attributed to the 
well known, high quality service distributed by OCLC, Inc. 

o It is not clear to what degree the low numbers for services 
deliverable to faculty and students (as opposed to administrative 
services) can be attributed to the fact that the questionnaire was 
distributed solely to administrators. v 

The overall message, however, is this: "Seminary officers know they need 

computing services". 

Use of Computerized Services in Theological Education 

Clearly, it is easier to recognize a need than to do something about it. 

The data summarized in Table IV indicate that seminaries have implemented more 

computer systems than would have been expected. These figures represent th^ 

computerization of services from any source (seminary-owned equipment, services 

from affiliated institutions, services purchased from service bureaus, etc.)., 

Again, two numbers are given for each service; the low estimate includes 

non-respondents as if they did not have the service, the high estimate ignores 

them. "Use as percentage of need" relates actual use to perceived need 

(ignoring non-respondents). 
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TABLE IV 
Actual Use of Computerized Services 

Accounting - General Ledger 
Accounting - Accounts Receivable 
Accounting - Accounts Payable 
Development 

Payrol..*'"-..^ 
Personnel Records 
Student Records 
Financial Planning 

WP - Administration 
WP - Faculty 
WP - Students 
WP - Publications 

Library - Catalog 
Library - Circulation 
Instruction 
Faculty Research 
Auxiliaries 

Usage 
low and high 
estimates 

50J -
^9% -
HQi -
JIOJ -

54J -
20% -
37* -
23?. -

2851 -
2n% -
14J -
20X -

n2% -
25X -

855 -
1055 -
19X -

5351 
525t 
5155 
1755 -

5955 
2355 
3855 
2855 

3H55 
3055 
2155 
2655 

»I855 
3055 
1355 
1U55 
2655 

"Use" as 
55 of 

"need" 

6151 
6355 
6155 
5355 

7055 
3855 
'•755 
3355 

»J055 
4355 
1555 
4655 

5555 
4455 
3255 
2955 
4555 

These figures make i t clear that the use of computerized services Is 

widespread in seminaries. In one area, payroll, computerization i s the rule , 

rather than the exception. Overall, summing the raw data indicates that 537 of 

1093 "needed" functions have been computerized, for a combined "use as 

percentage of need" of 4955. Again, several observations are in order. 

o "Some of the higher numbers can be t raced-to- the ava i lab i l i ty of 
well known, high quality external services (commercial payroll 
service bureaus, and OCLC). 

I 

o Roughly half of the seminaries surveyed now use computerized basic 
accounting functions. 

o The "use as 55 of need" nunbrars are generally low. We suspect tha t 
the explanation could be one or more of the f^'lowing: computers 
are perceived to be too expensive; computers are a lower p r io r i ty 
than other expenditures; decisions about computing expenditures are 
complex and risky so they are often deferred; the perception of 
need i s a recent one. 
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Satisfaction with Computerized Services 

Finally, by looking at the "adquate/inadequate" responses, »» can develop 

some understanding of the degree of satisfaction with specific computerized 

services. Table V lists the total number of computerizations of each service, 

the number characterized as adequate, and the percentage. In the cases marked 

with an asterisk, the nunber of implenentations is small, and the results ' 

cannot be viewed as reliable. 

- TABLE V 
Adequacy of Computerized Services 

"Computerized" "Adequate" 

Accounting ~ General Ledger 53 
Accounting - Accounts Receivable 52 
Accounting - Accounts Payable 51 
Development , 42 

Payroll 
Personnel Records 
Student Records 
Financial Planning 

WP - Administration 
WP - Faculty 
WP - Students 
WP - Publications 

Library - catalog 
Library - c irculat ion 
Instruction 
Faculty Research 
Auxiliaries 

57 
21 
36 
2U 

30 
25 
15 
21 

Ht\ 
26 

9 
11 
20 

luate" 

51 
48 
48 
27 

55 
15 
30 
15 

22 
20 
6 
12 

40 
19 
6 
5 
15 

Percentage 

96% 
92* 
94% 
64% 

96% 
71$ 
83% 
63% 

73% 
80% 
40%» 
57% 

• 91% 
73% 
67%» 
45%» 
75% 

These nunbers indicate that the most commonly computerized services (basic 

accounting functions, pajToll, and l ibrary catalog) have, in general, been 

adequately implemented. Overall, 434 of 537 functions have been "adequately" 

computerized (81%). Certain other points should be noted. 

o "Inadequate" can mean one of three things: 1) the 
implementation of the computerized function was a poor one, 2) 
experience with a system has led to perceptions of need for 
greater capacity or increased function, or 3) the system 
involved has become overloaded, and no longer performs some of 
i t s functions adequately. 
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o The-'low level of adequacy of "development" systems can be 
traced to several factors : increased dependence by seminaries 
on fund-raising and increased understanding that a 
computerized system for a development office should do more 
than just produce mailing l abe l s . The ideal system should l ink 
to word processing for generation of customized forrn l e t t e r s 
and reports* to the accounting system for automated processing 
of g i f t t ransact ions, and to a data base management system for 
analysis and decision support. 

o Word Processing i s a contagious phenomenon — i n i t i a l systems 
with limited capacity breed demand for increased capacity and 
function. 

o "Financial Planning" is an especially d i f f i cu l t area, par t ly 
because the technology i s re la t ive ly new, and largely because 
financial planning i t s e l f i s a d i f f i cu l t process these days 
(and one tha t , unt i l recent ly, received l i t t l e a t tent ion in 
theological education). 

Conclusions 

While no specific seminary is "average", or "normal" or "typical", the 

survey data can be combined to produce the following characterization of the 

"average" seminary: It "needs" about 12.-5 computerized functions; It "has" 

about 6 computerized functions; Of those functions, about 5 are viewed as 

adequate. 

It could be concluded that the officers of theological seminaries perceive 

the needs for computerized services, are well started along the road to 

implementing those services, and are generally satisfied with the results to 

date. We would, however, caution the seminary community against an overly 

sanguine view of computing. In particular we point out the following concerns: 

o Some seminaries have little or no experience. 

o The nunber of hardware and software options is bewildering!y 
large — and growing. 

o As computer use grows, more sophisticated management is 
required. 

Therefore, we urge seminaries to adopt the resource sharing and consulting 

services of consortia used by colleges and universities to deal with ISK 

complex computing environment of the eighties. 

203 



THE ECONOMIC CONTRIBUTION OF THE CONSORTIUM OF UNIVERSITIES 

TO THE WASHINGTON METROPOLITAN AREA* 

Edward D. Jordan 
Director, Information Systems 4 Planning Office 

The Catholic Univfrsity of America 

The Washington National Capital Area has continued to expand in the 

decade of the 1970's. The more Important of these changes as noted by 

Shidler are trends which have continued from the 1960's and include 

decreasing household size, increasing proportion of Women-participating 

in the labor force, unward job mobility of black and other minorities 

and a proportionate increase in professional, technical, managerial and 

administrative employment. Economic growth can be attributed partly to 

changes in the composition of the area's population, employment and 

labor force. Contributing to this economic growth in a rather complex 

way are the myriad activities of the various universities and colleges 

within the area. 

The core of the Washington National Capital Area is the District of 

Columbia, a complex jurisdiction which is the seat of the nation's 

government and also a political-economic entity which has some of the 

characteristics of a state. From a higher education viewpoint, the 

District of Columbia, when considered 5S a state, is first among all the 

states in the percentage of out-cf-it^te students (73%).. The District 

is also first among the stalfs In the percentage of total enrollment in 

private institutions (over 80«). 

The private and public irjstitutions of ;iigher education within the 

District of Columbia belong to The Consortium of Universities of the 

Washington Metropolitan Area. The Consortium consists of American 

*Tnis work was a collaborative effort of W. Agee, American University, 
M. Bell, Georgetown University, W. D. Johnson, George Washington 
University and J. P. Whalen, The Wash* ;ton Consortium of Universities. 
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University, The Catholic University of America, George Washington 

University, Georgetown University, Howard University, The University of 

the District of Columbia, Gallaudet College, Mount Vernon College and 

Trinity College. 

The objective of this study is to develop an estimate of the 

econwnic contribution of the Consortium institutions to the District of 

Columbia/and to the adjacent political jurisdictions of Maryland and 

Virginia, rlaryland and Virginia are considered because of the close 

economic Interrelationships of the three jurisdictions within the area. 

However, most of the economic contribution or Impact occurs In the 

counties of Maryland and Virginia nearest the District of Columbia. It 

should be noted that finer degrees of political julrisdictlons can 

readily be used by, for example, using United States postaV ZIP code 

classifications to obtain moî e geographic refinement, important aspects 

of the study are to produce results that are'credible and readily 

accepted by the various publics, to develop an analysis easily under

stood by the political environment, and to develop a tool for effective 

long range planning. 

It is important to note that the economic effects to be analyzed 

are current and short range. In this study no account is taken of such 

long range effects as the upgrading of professional manpower, the 

contribution of scientific research and training to business and 

government or the attractiveness of the Metropolitan Area as a desirable 

place for either residence or as a location of research and development 

activities. However, the long rar.je effects on the national economy and 

the lifetime Income and productivity of graduates are important long-

term benefits to the community. 

The methodology of the study uses simple linear relationships 

Incorporating what can readily be counted but omitting from quanti

fication factors which can be termed "quality of life" issues. It is 

these latter issues which usually lead to disagreements on the validity 

and hence the acceptance of similar studies because the process 
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of quantification brings to the surface various values and their 

relative relationships as a system. These disagreements can lead to a 

loss of credibility and hence compromise one of its prime objectives. 

However, these qua']itai:ive factors do in some cases contain quantitative 

factors and some of the^e were investigated without incorporating them 

into an estimate of their economic contribution. It is believed that 

the study presents a conservative estimate of the magnitude of the 

economic contribution because it does not take into direct account 

political, social and aesthetic factors or the effects of the institu

tions' human resources upon the coimunity. 

THE CASH-FLOW MODEL 

To estimate the economic contribution or impact of the Consortium 

of Washington Universities to the Washington region, a modified 

cash-flow model as described by Caffrey and Issacs and by Montgomery 

et.al. is used. The model developes estimates of aggregate demands in 

the comnunity resulting from expenditures by the academic institutions . 

as well as by groups of individuals associated with the institutions. 

Three groups of individiuals are identified in this study in addition to 

the Consortium as a collective corporation viz. Faculty and Staff, 

Students and Visitors. 

A flow diagram of operational and capital expenditure cash flow as 

used in the analysis is presented in Figure 1. The Consortium 

institutions pay salaries and wages to faculty and staff who in turn 

purchase goods and services in the District of Columbia, Maryland and 

Virginia. In addition faculty and staff pay taxes to these 

jurisdictions. The Consortium academic institutions grant funds to 

students as student aid in^the form of grants and awards. Students in 

turn use these funds to purchase goods and services and pay taxes. The 

Consortium institutions also attract visitors because of their 

progranmatic offerings (student applicants and families, research 

participants, etc.) and in addition offer short-term programs such as 
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Fig. 1. OPERATIONAL AND CAPITAL EXPENDITURE CASH 
FLOW MODEL. 
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conferences, workshops and inst i tu tes. These visi tors also purchase 

goods and services in the conmunity and are subject to taxes. 

The academic inst i tut ions of the Consortium purchase goods and 

services corporately for operational and capital purposes as well as pay 

interest on debt services and ret i re debt. The purchase of these goods 

and services from local businesses, the payment of taxes to various 

government enti t ies and the payment of interest to local financial 

insti tut ions produces a cash flow (or i t s equivalent) which is then 

circulated and recirculated through the community. This circulation of 

funds can be represented by an economic mult ipl ier which represents the 

purchase of additional goods and services and the payment of taxes. 

DATA AND ANALYSIS 

Most of the data for this study was obtained from readily available 

inst i tut ional records and estimates derived from expl ic i t assumptions. 

In a few cases sample surveys were required to achieve a reasonable 

assurance of a correct estimate. Financial data were taken from the 

of f ic ia l budgets or audited statements of the various inst i tut ions. 

Some categories of income and expenditure were reaggregated to make the 

data mor3 amenable to analysis. 

Table 1 presents data on enrollment and the geographical origir, of 

ful l- t ime and part-time students belonging to the Consortium for the 

Fall 1980 semester. Of the 90.465 students (essentially a l l academic 

year-residents of the Dist r ic t of Columbia, Maryland and Virginia), 

57,512 or 63.6% of the total originate from the three pol i t ical 

jurisdict ions and 31,240 or 34.5% of the total are residents of the 

Distr ict of Columbia. These students pay a total of $217,419,000 in 

tui t ion and fees to the Consortium inst i tut ions. 
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TABLE 1 - SELECTED STUDENT DATA 

STUDENT RESIDENCE 

District of Columbia 
Maryland 
Virginia 
Other 

Total 

NUMBER ENROLLED 

31,240 
15,613 
10,659 
32,953 

90,465 

TUITION & FEES 

$ 45,295,000 
39,820,000 
32,368,000 

.99,936,000 

$217,419,000 

The number of faculty and staff and their place of residence is 

shown in Table 2, Of the 38,500 faculty and staff , 19,344 or 50.2% 

reside in the Dist r ic t of Columbia and 96.0% reside within the three 

pol i t ica l jur isdict ions. A total of $29,109,000 of local income taxes 

(d is t r i c t and state) were withheld from faculty and staff for the 1980 

year. Consortium faculty and staff v*ho l ive in the Distr ict make up 

6.1% of the labor force of those who l ive and work in the Dist r ic t . 

TABLE 2 - SELECTED FACULTY AND STAFF DATA 

FACULTY 4 STAFF 
RESIDENCE 

District of Columbia 
Maryland 
Virginia 
Other 

Total 

NUMBER 

19,344 
11,255 
6,366 
1,535 

38,500 

LOCAL INCOME 
TAX WITHHELD 

$11,769,000 
12,861,000 
4,47-7,000 

2,000 

$29,109,000 

The sources of operational funds for 1980-81 are shown in Table 3. 

Government agency funds are used primarily for the purchase of 

specialized services such as research and instruction and student aid. 

The vast niajoritŷ <̂̂ f̂  these funds come from federal government sources. 

Student tuition and fees and medical services provided to the general 

public provide other substantial sources of revenue. 
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TABLE 3 - SOURCES OF FUNDS FOR OPERATIONAL EXPENDITURES 

Government 
Federal 
District of Columbia 
Other 
Subtotal 

Tuitiun 'A Fees 
Investments 
Private Gifts 4 Grants 
Auxiliary Enterprises 
Medical Services 
Other (includes sales 4 services) 

Total 

$261,958,000 
61,534 000 
1,358,0C0 

$324,850,000 

$217,420,000 
11,616,000 
34,280,000 
50,603,000 

221,572,000 
24,300,000 

$884,641,000 

Table 4 presents operational expend1tur,es for the 1980-81 year. I t 

is seen that salaries and wages comprise 66.5% of expenditures and 

account for the largest share of Consortium expenditures. Purchases of 

goods and services account for additional significant shares. Within 

these categories are large expenditure*, for various forms of energy 

because of the extensive physical plants of the academic inst i tut ions. 

TABLE 4 - OPERATIONAL EXPENDITURES 

Salaries, Wages 4 Fringe Benefits '. 
Purchases 
Services ' 
Taxes 
Student Aid 
Interest on Debt Service 
Transfers for Capital & Other Purposes 

Total 

$588,566,000 
117,839,000 
89,889,000 
4,546,000 
45,057,000 
14,598,000 
24,146,000 

$884,641,000 

Table 5 presents capita"' sources of funds for 1980-81. 

Approximately 40% of capital funds comes from government sources. 
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TABLE 5 - SOURCES OF FUNDS FOR CAPITAL EXPENDITURES 

Gifts and Grants 
Government Agencies 
Private Sources 

Debt Financing 
Government Sources 
Private Sources 

Operating Budgets 

Total 

$ 19,529,000 
7,116,000 

10,475,000 
13,858,000 

23,460,000 

$74,438,000 

Capital expenditures by function are listed in Table 6. It is seen 

that 74% of capital funds are used for physical facility construction 

and renovation. 

TABLE 6 - CAPITAL EXPENDITURES 

Construction 
Capital Purchases 
Debt Retirement 

Total 

$54,905,000 
14,509,000 
5,024,000 

$74,438,000 

Capital investment for the decade from 1971-72 to 1980-81 is shown 

in Table 7 for construction and capital purchases. The average yearly 

expenditure was approximately $62,000,000. Hence, expenditures for 

the 1980-81 year are typical (within 10%) of the average for the decade. 

TABLE 7 - TEN YEAR LOCAL CAPITAL INVESTMENT 

1971-72 
1972-73 
1973-74 
1974-75 
1975-76 
1976-77 
1977-73 
1978-79 
1979-80 
1980-81 

Total for the Decade 

$ 71,006,000 
36,224,000 
28,400,000 
107,497,000 
38,344,000 
46,227,000 
68,798,000 
95,904,000 
55,860,000 
69,415,000 

$617,675,000 
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Table 8 presents spending generated by the Consortluai Institutions 

In the Dist r ic t of Columbia, Maryland and Virginia. I t is seen by 

comparing this data to Tabl-, 4 that'99.3% of salaries and wages go to 

residents of the Dist r ic t of Columbia, Maryland and Virginia, whllV-'"^ 

63.0% of the purchases of goods and 73.1% of the pxirchases of services 

is directed to the three jur isdict ions. 

TABLE 8 - INSTITUTIONAL-GENERATED LOCAL SPENDING (Thousands) 

Operating 
Salar ies, Wages & 

Fringe Benefits 
Purchases 
Services 
Taxes 
Aid to Area Students 
Interest on Debt Servii 

Capital 
Construction 
Capital Purchases 
Debt Retirement 

D.C. 

$273,873 
30,578 
37,308 
4,472 
9,003 

ce 14,598 

54,905 
14,509 
5,024 

MD. 

$185,880 
24,184 
14.384 

38 
7,403 

VA. 

$124,630 
19,468 
14,060 

35 
5,267 

1 1 
1 

\ 

TOTAL 

$584,383 
74,230 
65,752 
4,545 

21,673 
14,598 

54.905 
, 14,509 

5,024 

Total $444,270 $231,889 $163,460 $839,619 

Student generated local spending i s presented fn Table 9. Students 

generate $175,659,000 of expenditures and v i s i t o r s $56,992,000. 

TABLE 9 - STUDENT-GENERATED LOCAL SPENDING (Thousands) 

Livlnq Expenses 
Full-time $158,476 
Part-time 17,183 

Visits 
By Applicants 4 Families 16,737 
By Families of Students 30,515 
Conference 4 Inst i tute Participants 9,740 

Total $232,651 

^iv 



211 

The total amount of institutional (operational and capital) and 

student generated spending in the area or the direct economic impact 

amounts to $1,072,270,000. The economic contribution or Impact of the 

Consortium on the local area Is the product of the direct economic 

impact and the economic multiplier. 

THE ECONOMIC MULTIPLIER 

Calculation of the economic multiplier can be quite complicated 

requiring massive data If a fully disaggregated input-output model is 

used. Caffrey and Issacs recommend a multiplier within the range of 1.2 

to 1.5 for university economic Impact studies. Table "JO presents a 

listing of some economic Impact studies and the economic multipliers 

used in these studies. It Is seep that the value of the multiplier 

ranges from a low of 1.4 to a high of 4.35. Based upon an analysis of 

these values from the perspective of the academic institution and the 

coimjunity and also discussions with Solomon who noted that although 

there is no stated multiplier for the Washington metropolitan region, 

coiiipanng the region to other regions, it appears that the use of a 

value within the range of 1.4 as used in this analysis is a conservative 

estimate of the economic factor. 

TABLE 10 - ECONOMIC IMPACT MULTIPLIERS 

INSTITUTION 

University of Florida 
Wisconsin State University 
University of Alabama 
Eastern Kentucky University 
University of Pittsburgh 
Georgia State University 
Independent Colleges 4 Univ. 
Canisius College 
Independent Colleges i Univ. 

YilAR 

1970 
1970 
1971 
1971 
1972 
1976 

of New York 197C 
1977 

of Mass. 1980 

MULTIPLIER 

1.4 
2.0 - ? 

4.35 
1.75 
2.0 
1.48 
2.0 
2.7 
1.5 
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Hence the total economic impact is estimated to be over 

$1,500,000,000. Comparing this impact to the impact of other sectors of 

the economy, the Consortium is the largest contributor to the District's 

economy excluding the federal and local government. 
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THE DESIGN AND IMPLEMENTATION OF AN EVENING 

STUDENT SURVEY: METHODOLOGICAL ISSUES AND 

PRACTICAL CONSIDERATIONS 

Linda Lyons 
Director of Institutional Research 

__ Jersey City State Cbllege 

OVERVIEW 

A broadly-based function of institutional research is "to provide infor

mation which supports institutional planning, policy formulation, and decision 

making (Saupe, 1981)." In this regard, survey research can be useful in 

planning and implementing a variety of programs and services at postsecondary 

institutions. The findings can be particularly meaningful if the impetus for 

survey research is internally motivated (Kells, 1981), and if results are 

presented in a format that is "understandable to decision makers 

(Sadler, 1980)." In light of these practical considerations, this paper 

focuses on the development and administration of the questionnaire, the 

analysis of data, and the communication of findings. 

DESIGN AND ADMINISTRATION OF THE SURVEY 

In response to a recent increase in evening student enrollments at Jersey 

City State College, a public, four-year institution, managerial administrators 

expressed an interest in assessing the needs of the evening student popula

tion. In view of the fact that the evening program serves a diverse, non-

traditional student population, the relevance of survey packages offered by 

various test publishers was judged to be limited. Consequently, the decision 

was made to develop and utilize a local instrument in order to assess student 

concerns with various academic and nonacademic issues. 
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In order to identify pertinent issues for each student cohort, i.e., 

graduate students, matriculated and non-matriculated undergraduates, the 

Director of Institutional Research met with department chairpersons and . 

administrators representative of Academic Affairs, Finance, and Student 

Services. Suggestions for relevant items were incorporated in the develop

ment of a questionnaire which could be completed within a reiatiVeiy short 

time period. 

The questionnaire was comprised of 28 objective items and one open-

ended question, included for student comments. Twelve of the objective 

items, assessed academic and demographic characteristics; 16 items, various 

acauemic and nonacademic services provided for the evening students. 

Nearly all the service-oriented items were scored on a five-point, Likert 

scale, which facilitates scoring by an optical mark reader or manual coding 

of responses. The questionnaire v:as pretested and*several item revisions 

were made. > 

- In view of the fact that mailed-in questionnaire returns, even with 

repeated efforts, have been found to be relatively low, the decision was 

made to administer the questionnaire to the' students in their classrooms. 

Administrative support was obtained, and all academic departments received 

prior notice of the time period during which the survey would be conducted. 

In order to ensure a representative sample, classes wepe selected to reflect 

O 
the proportion of evening courses offered by the various academic depart

ments at the lower and upper undergraduate levels as well as the graduate 

level. The questionnaire was administered to 1275 undergraduate and 

graduate students during a one-week interval at mid-semester. Students were 

requested to complete the questionnaire anonymously and, for students 

enrolled in more than one class in v.'hich the survey was conducted, to fill 

out only one questionnaire. All students completed the questionnaire within 

222 



216 

five or ten minutes, so that disruption of instructional time was minimal. 

FINDINGS 

Responses to the student background items were compiled. Appropriate 

tabulations and cross tabulations were computed to provide data on the 

students' schedules, course load, status, major, age, sex, employment 

patterns. Comparisons between the evening students and the general college 

population indicated similar distributions for sex and major area of study. 

However, the evening students were more likely to attend part time, to be 

considerably older than the traditional day student, and to be employed on 

more than a half-time basis. 

Respons ,s to the service-oriented items were tabulated for the total 

evening student sample. Data indicated that the most important issues 

focused on security, the establishment of an Evening Student Office, ad

justments in the evening course schedules, and the extension of various 

services. Additionally, for the Likert-scale items, chi-square analyses 

were conducted to determine if there were significant differences between 

various subgroups, i.e., full-time and part-time students; undergraduates 

and graduate students. Results of these analyses are presented in Table 1. 
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Table lA 

Analysis of Student Attitudes Toward the Evening Program 
By Status and Class Level 
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Item 

/ 
Advisement After 7 PM 

Status 
Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Food Services 
After 7 PM 

Status 
Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Book Store Hours 
After 7 PM 

Status 
Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Additional Security 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Student Lounge 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Not 
Important 
N % 

67 
135 

118 
73 

16% 
16% 

13% 
21% 

98 2A% 
306 36% 

249 30% 
121 35% 

Response 

Neutral 
N % 

96 23% 
140 16% 

lAO 
81 

17% 
24% 

109 
220 

222 
90 

26% 
26% 

26% 
27% 

Important 
~N % 

251 
571 

584 
186 

206 
320 

61% 
68% 

70% 
55% 

50% 
38% 

370 44% 
129 38% 

28 
66 

53 
31 

12 
14 

17 
5 

35 
125 

105 
48 

6% 
8% 

6% 
9% 

3% 
2% 

2% 
2% 

8% 
15% 

13% 
14% 

52 
101 

96 
49 

31 
62 

77 
12 

94 
221 

208 
81 

13% 
12% 

12% 
, 14% 

7% 
7% 

9% 
3% 

23% 
26% 

25% 
24% 

334 
679 

693 
260 

370 
771 

748 
323 

284 
501 

529 
211 

81% 
80% 

82% 
77% 

90% 
91% 

89% 
95% 

69% 
59% 

62% 
62% 

8.22» 

22.40»*» 

21.40««» 

5.16 

.55 

5.52 

1.64 

11.90*» 

14.53»»» 

.60 
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Item 

Additional Library Staff 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Student Activities 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Use of Gym/Pool 
Status 

Full-Time 
Part-Time -

ClawS Level 
Undergraduate 
Graduate 

Courses in Sport & 
Leisure 

Status 
Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Evening Student Council 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Two Courses in One 
Evening 

Status 
Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Table 

Not 
Important 
N 

26 
82 

72 
25 

90 
363 

258 
152 

75 
32A 

218 
14A 

79 
302 

209 
139 

96 
326 

241 
1« 

40 
78 

88 
21 

1 

6% 
2'./, 

9% 
8% 

22% 
43% 

31% 
44% 

18% 
38% 

25% 
42% 

19% 
36% 

25% 
41% 

24% 
39% 

29% 
43% 

9% 
9% 

11% 
6% 

IB 

Response 

Neutral 
N 

87 
186 

176 
76 

144 
313 

299 
134 

130 
273 

266 
111 

137 
280 

259 
129 

148 
326 

313 
138 

95 
168 

179 
71 

% 

21% 
22% 

21% 
22% 

35% 
37% 

36% 
39% 

.32% 
32% 

32% 
33% 

33% 
33% 

31% 
38% 

36% 
38% 

37% 
41% 

23% 
20% 

21% 
21% 

ImportEint 
N 

298 
579 

592 
239 

177 
171 

283 
54 

207 
252 

359 
85 

196 
265 

373 
72 

168 
196 

289 
58 

275 
598 

574 
244 

1 

73% 
68% 

70% 
70% 

43% 
20% 

33% 
17% 

50% 
30% 

43% 
25% 

48% 
31% 

44% 
21% 

40% 
23% 

34% 
16% 

68% 
71% 

68% 
73% 

2 
X 

4.11 

.62 

97.49*** 

77.52*** 

66.73*** 

41.99*** 

45.15*** 

51.60*** 

49.44*** 

39.53*** 

1.96 

5.11 
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Results indicate that full-time studen...'" expressed signii'ica- tly 

greater interest than part-time students i'' various student a i-vities and 

services. Part-time students showed significantly greater jncern with 

evening course schedules and cocrdinaUion of academic se.'vices. As may be 

expected, undergraduates showed significantly greater interest than graduate 

students in various student activities. 

Additionally, of ".he 1275 students who completed the questionnaire, 35% 

responded to the open-ended item. The students' comments focused, primarily, 

on the need for additional security, appropriate course offerings at 

convenient hours, and the extension of academic services. 

COMMUNICATION AND IMPLEMENTATION OF FINDINGS 

A report was prepared and was furnished to managerial administrators, 

department directors and chairpersons at the College. In the report, the 

assistance provided by the faculty and staff was acknowledged, and the design 

and implementation of the survey were described. Data were presented in 

tabular form followed by a summary of findings in the text. Additionally, 

student concerns with various services were ranked and presented in descending 

order. Responses to the open-ended item were analyzed, and a sampling of 

responses was reported verbatim in each of seven categories. Although few 

new issues were cited in responses to the open-ended item, the qualitative 

data served to highlight the information provided by the objective measure. 

A grand summary, which focused on salient issues to be considered by policy 

makers at the institution, was also included. 

Findings were implemented in several ways. In response to the open-

ended item, some students commented favorably about the evening program and 

the College in general. These citations were forwarded to the Director of 

Admissions, who included some of the comments verbatim in an Admissions 

Office publication. Additionally, in response to survey findings, decisions 
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Item 

Courses Meeting Once 
a Week 

Status 
Full-Tirae 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Courses at 10 PM 
Status 

Ful-1-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

Evening Student Office 
Status 

Full-Time 
Part-Time 

Class Level 
Undergraduate 
Graduate 

* P<.05 

** p<.01 

*** p <.001 

Table 

Not 
Important 
N 

18 
33 

3A 
U 

269 
594 

533 
267 

17 
38 

37 
15 

i 

5% 
A% 

A% 
A% 

66% 
70% 

63% 
79% 

A% 
5% 

5% 
4% 

IC 

Response 

Neutral 

N 

71 
99 

125 
39 

80 
174 

192 
51 

51 
70 

76 
36 

% 
- / 

17% 
3.2% 

15% 
12% 

19% 
21% 

23% 
15% 

13% 
8% 

9% 
11% 

Important 

N 

321 
712 

680 
284 

62 
76 

114 
20 

327 
724 

706 
280 

% 

78% 
84% 

81% 
84% 

15% 
9% 

14% 
6% 

83% 
87% 

86% 
85% 

^ 
21 

8.25» 

2.23 

10.72«« 

27.51*** 

6.07* 

.78 
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were made to institute various changes, e.g., improved lighting and other 

.jecurity measures, adjustments in evening course schedules, provisions 

for coffee and snacks in the student lounge. These changes were relatively 

easy and inexpensive to implement. 

Overall, the survey provided the institution with relevant information 

about the needs and concerns of the evening student constituency. Particu

larly in view of the fact that institutional support for the survey was 

obtained, the findings were reviewed and utilized to enhance the services 

provided for the evening students at the College. 
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HUMAN RESOURCE PLANNING 

A Model for Establishing and Projecting 
Attrition Rates Among the Non-Instructional Staff 
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Barbara A. Meyer, Personnel Data System 

State University College at Buffalo ^ 

\ 
As statf; budget directors and college comptrollers look for ways to 

control and diminish the cost of operations of postsecondary institutions, it 

is evident that wages, salaries and benefits are c critical factor in that 

cost; indeed, these expenses generally account for 70 to 80 percent of the 

institutional budget. To the extent that efforts at predicting institutional 

human resource needs are sound and creditable, colleges will oe able to exert 

more effective control over their staffing decisions and consequently, over 

their budgets. 

STOCK AND FLOW MODELS 

Colleges and universities have not ignored the wisdom of developing 

staffing projection models for faculty. Several studies have examined the 

normal attrition which occurs among faculty through retirement, termination, •. 

non-renewal and resignation and have tested the effect of policy variables 

related to hiring, promotion and tenure decisions on this attrition rate 

(Bloomfield, 1977; Hopkins, 1974; Hopkins and Massey, 1981; Hopkins and 

Schroeder, 1977; Oliver, 1969; Young and Almond, 1961). Curiously, little 

cittention has been given co determining and projecting the hiring and attrition 

pattern among another significant employee sector in higher education, the 

non-instructional staff. It is a sector which slightly exceeds in number the 

faculty at the comprehensive four-year public college which was the subject 

of this study, and it accounts for the expenditure of a relatively large 

proportion of the personal service budget. Beyond these quantifiable factors, 

however, lie the qualitative considerations which make staffing projection 

and planning efforts so critical. To the non-instructional staff largely 

falls the responsibility for maintaining what is euphemistically referred to 

as "the quality of life" on campus—counselors and caretakers, laboratory 

technicians and bursar clerks—all make critical contributions to the support 
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of the academic environment. This study does not attempt to develop staffing 

ratios for these support functions; its purpose rather is to bri*ng to the, 

attention of administrators the fact that a comprehensive human resource 

planning program must take into account non-instructional as well as faculty 

staffing. 

Theoretical Background 

The statistical analysis of human resource systems was first cipproached 

systematically through the use of modelling techniques during the 1940s ^nd 

developed rapidly with the widespread emergence of computer technology in ths 

1960s. These early studies demonstrated that, in general, propensity to leave 

decreases with age and length of service, is higher for women than men and 

decreases with increasing salary, status or skill (Silcock, 1954; Hedberg, 

1961). Of these, length of service appears to be the most significant factor 

(Bartholomew and Forbes, i'979) . 

The next evolutionary step in the development of human resource planning 

models move^^beyond the measurement and projection of attrition rates and 

concerned itself with the construction of transition models depicting systems 

of stocks and flow (Young and Almond, 1961; Gani, 1963; Haire, 1968; Mahoney, 

1977). The stock and flow theory proposes that human resource systems of 

organizations can be described in terms of stocks of human resources available 

in various categories at a point in time. Variations within these groupings 

are measured in terms of the flow of people from one category to another 

through promotions, hires, resignations or terminations. Movement is 

measured through :; comparative analysis of the composition of each group at 

two points in time (T*, T-1); the statistical approach most often used in this 

analysis is the Markov chain. For colleges and universities, standard stock 

and flow models have obvious applicability .when determining the rate of 

movement among faculty ranks. The model, however, presents certain difficul

ties when applied to the non-instructional staff, problems which result 

primarily from its emphasis upon promotion or upward movement through a 

hierarchical system. 

A variation of the stock and flow model—the cohort flow model—provides 

the flexibility needed in this study. This statistical techrsique models 

personnel flows in terms of hiring, persistence rates and attrition by examining 

a given cohort longitudinally through a specified period (Grinold and 

Marshall, 1977; Hopkins and Massey, 1981). While the Markov chain method 

most commonly used in stock and flow analysis requires less data than the 
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cohort flow model and gives an adequate depiction of staffing distribution 

at a specific time, there is evidence that it is most elfective when u'sed . 

for short-range forecasting during periods of relative stability in the 

organization. The cohort flow model has been found to provide more accurate 

projections for longer range forecasts and under less stable organizational 

conditions (Marshall, 1973). 

The theoretical approach of this study is further informed by the 

statistical technique ot renewal modelling which has particular relevance 

for postsecondary education today. In the standard stock and flow models, 

attrition and promotion flows are analyzed to predict expansion i'.i category 

size. In effect these are "push" flows which tend to force the growth of 

the organization. Renewal modelling takes into account the static situation 

in which the growth rate is zero or negative. Since hiring or promotion can 

only take place to fill vacancies, a "pull flow" is created. The analysis 

is concerned with determining and projecting the attrition flow which may be 

said to drive the system by creating the "pull" through which promotion or 

hiring^can occur (Bartholomew, 1973; Bartholomew and Forbes, 1979). 

METHODOLOGY 

The model employed in this study is cohort oriented, that is, it ^ 

examines the relevant characteristics of a group and traces that cohort year 

by year into the future. The variables examined for each individual included 

in the study are appointment type, date of hire, date of permanent appointment, 

date and reason for termination of service, and date of birth. The model 

uses probabilities based upon historical evidence to determine rates of 

resignation, retirement, non-renewal, permanent appointment and hiring. 

For purposes of this study, the critical population, the non-instructional 

staff employees, was d-vided into three cohorts—non-teaching professional 

(NTP), clerical and service/maintenance employees. These divisions were 

based primarily on obvious distinctions in job responsibilities and contractual 

provisions governing employment. The professional c,roup is simil;=ir to facuJty 

in that, when hired, they are granted a term appointment and are periodically 

reviewed for renewal or termination of that appointment. At the beginning 

of the seventh year of continuous service, the employee is advised of either 

permanent appointment or termination. The terms and conditions of employment 

for the clerical and service/maintenance groups are governed by New York State 

Civil Service regulations and differ markedly from those which pertain to the 

professional staff. Within these groups, movement from probationary to 

23^ 



225 

permanent status occurs almost routinely and attrition through appointment 

termination is relatively rare. 

The data for this study were provided by the Personnel Data System, a 

corprehensive university-wide data base used for tracking personnel and 

payroll information. It contains approximately 100 pieces of informatiDn 

for each employee and has been maintained at our campus since 1976» thus 

making it possible for us to create the historical file which was the basis 

for this study. This,historical file provided an account of each cthort's 

characteristics and employment activities for the calendar years 1979» 1980 

and 1981. 

Professional Employees 

Examinations of preliminary data immediately indicated that within the 

professional (NTP) cohort two distinct subgroups could be identified: 

(1) individuals with temporary appointments, and (2) individuals with 

permanent appointments. The distinctions between these two groups centered 

primarily around age and the rate and method of attrition. Table One 

illustrates those differences. 

TABLE ONE 

AGE AND ATTRITION DIFFERENCES 

Permanent 
Appointments 

AGE TT 11 Median 44 

ATTRITION Retirement variable 

RATES ^ ° r ! : ; r . -
Other Attrition 2.2% 

Temporary 
Appointments 

35 
32 

0.0% 
2.6% 
9.0% 

As might be expected, retirement is an age-dependent variable. 

Temporary e.nployees are hired at a relatively young age; as a result, they 

become permanent employees, are not renewed or resign before retirement 

becomes a critical factor. Due to the significant differences noted in 

Table One, separate algorithms for projecting future employment levels 

were developed for each group: 

Permanent NTPs 

NP = 
y 

NP 
tNP , + AP 1 - pRP + (NP J r r p I (1 .1 ) 

y-1 i j L ^ '-' J 
y = total number of permanent NTPs at the end of the year y 
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NP = total number of permanent NTPs at end of the year y-1 

Ap = new permanent NTPs . . . a function of the number of 

temporary NTPs eligible for permanent status 

RP = total number of retirements (see Table Two) 

rrP = attrition rate 

Temporary NTPs 

NT = 
y 

P'Ty-l •*• » T 1 - pPy + (NTy_^)nrT + (NT )rrT| (1.2) 

total number of temporary NTPs at the end of year y 

= total number of temporary NTPs at the end of year 
•• y_l —-r- J — - I--- y_i 

HT = the number of new hires 

nrT - non-renewal rate 

rrT = resignation rate 

The total number of NTPs employed in a given year is then simply the 

sum of NP and NT. 

Upon establishing our two algorithms, the first task becam.e the 

determination of historical rates and levels for our variables. Tables 

Two and Three present these rates and levels and describe how they were 

obtained. 

Table Four displays the nature and composition of our non-teaching 

professionals should current policy be extended to the year 1964. These 

projections ar^ the results of equations (1.1) and (1.2), the rates and 

levels are those set forth in Tables Two and Three 

TABLE FOUR 

' 

1982 
1983 
1984 

NTP EMPLOYMENT LEVELS 

PERMANENT NTPs •• 

Other Total 
Retirement Attrition Employees 

- 1 1 52 
1 59 

4 1 61 

> TO 1984 

TEMPORARY NTPs 

Other Total 
Non-Renewals Attrition Employees 

2 ' 6 64 
1 6 58 
2 5 54 

— , i 

Several policy issues are raised by these projections. Among the most 

obvious is the effect of the continuation of an extremely lenient policy on 

the granting of permanent appointment, a policy which will result, within 

two years, in a professional cohort which has ^ majority of permanent 

appointees. The implications of such a situation are clear in terms of 

Z'3. 



227 

salary costs, institutional flexibility in response to new program needs 

or potential staffing reductions. Beyond these issues, there is a question 

of the rigor and validity of an evaluation process which results in the 

almost universal granting of lifetime appointment. 

Clerical and Service/Maintenance Employees 

The guidelines for the development of clerical and service/maintenance 

models are essentially the same as for our non-teaching professional flow 

model. Here, however, because of the nature of the conditions of employment, 

the model becomes much less complicated. Management is extremely limited in 

the kinds of actions it may take to manipulate flows within this group. 

Essentially, once an individual has been hired, .there is very little likeli

hood that management will initiate actions to remove him from the i ̂ yroll. 

Attrition usually occurs through retirement and resignation, much 1 s 

frequently through probation termination. 

Two major cohorts, clerical and service/maintenance employees, were 

identified within the general heading of classified employees. The primary 

demographic difference between the two groups was age—for clerical employees, 

the average age was 39, while for the service/maintenance staff, the averctge 

age was 49. It was felt that this difference would make a significant impact 

on retirement rates, therefore, the two groups were modelled separately. 

The algorithm for both groups is: 

N ^ [ N , + H ~ 1 - | R + ( N Jrr] 

y [y-i yj [y y-i ^ 
(2.1) 

N y-1 

total number of employees at the end of year y 

= total number of employees at the end of year y-1 

H = total number of new hires 
y 
R = total number of retirements 
y 
rr = attrition rate (based on historical patterns includes all 

attrition other than retirement) 

Tables Five and Six present historical rates and levels for our 

algorithm. Also included in these tables are descriptions of the procedures 

used to obtain these rates and levels. 

Table Seven displays' the eir.ployment levels of our clerical and service/ 

maintenance employees should current policy be extended. The projections 

are results of equation (2.1), the rates and levels are those developed 

in Tables Five and Six. 
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TABLE lilKI.E 

HANl'OWER ACrOfSrs FOR 11JIP0RARV NJT-'s 1979-81 

1979 1980 1981 i] Derivation of His tor ica l Rates 

Total No. 
of Tcnipo-
rary NTl''s 

Now Hires 

Kon-Ri noval 

Other 
Attrlt ion 

To I'eriranent 
Appoint iflcnt 

Bop, inninp, 
of Yr. 
Ind of 
Yr. -^ 

* 
N 

X 

S 

X 

8i 

83 

12 

3 

3.7 

5 

6.2 

2 

83 

69 

9 

1 

1.2 

9 

10.8 

13 

. : _ ; : : : " 
66 

10 

7 

3 .0 

7 

10.1 

4 

Mean nunber of new h ires 10 ,3 . 

Mean non-renev.al rate 2.6Z, 

The data indlc.Ttes that non-renewal tends to 
occur durlni; the i th vcar of s c t v l c e . 
Mean a t t r i t i o n rale 9 . j 7 . 

Tlie data Indicates that "other a t t r i t i o n " tends 
to occur dnrlne the 4th vear of s e r v i c e . 
All tho";e e l t g l h l c for perrcancnt appolntrient 
are granted such s t a t u s . 

* f t * * * * * * * A « « * A * * * * * * * * * * * * * * * * * * * f t * * * * * * * * f t * * * * * * * * * « * * * * * * * * * 

TABLE FIVE 
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K m RIO 
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N 

X 

Historical Rater 

mean number of new hires 18 

rean retlrtmcnt age 60 

mc.m attrition rate 4.S 

T o t n l Froployeea I HoKln.Vr. 

I Fnd of Yr . 

TABLE SIX 

HV.TOULK ACCOUNTS lYIR CLERICAL 1 .'il'LOYFES 1 9 7 9 - 8 1 

1219 1980 1981 J|...''j.1'."/J'^''l-t?i.'^1. 
191 187 182 \ 

187 182 ISO 

HI.V 

RiTinrn 

K<'rtn uKo lit r e t l r r m i ' n t 

A11RITI0N 

21 18 31 

5 
60 

2(1 

1 0 . i l 

5 

60 

IR 

9.6J 

7 

63 

26 

I ' - . i : 

p»'«n numlxT of ntv \t\toH 23 

Dicfln rrtlrcpwrnt ny,v 61 

•̂'< in /It t r i e Inn r<iii* l l . M 

2'S. 
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TABLE SEVE^: 

1982 
1983 
1984 

CLASSIFIED EMPLOYMENT LEVELS 

Retirement 

8 
11 
4 

CLERICAL 

Other 
Afetr-itior." 

21 
20 
19 

Total 

174 
166 
166 

1982-1984 

SERVICE/MAINTENANCE 

Retirement 

20 
22 
20 

Other 
Attrition 

9 
8 
8 

Total 

185 
173 
163 

This example shows that high retirement levels coupled with low hiring 

rates will tend to reduce the work force in these categories over the next 

several years. Policy issues to be considered include a decision to increase 

the traditional hiring rate to prevent depletion of these ranks, or a 

determination that this natural attrition may be usei to offset potential 

budget reductions. 

CONCLUSION 

The examination of historical staffing patterns among specific employee 

cohorts and the projection of these patterns establishes a quantifiable base 

through which decisions on the handling of human resources can be formed. 

The existence of a reliable system for recording and retrieving personnel 

transactions—both current and historic—is critical to this process. The 

reliability of the projections is significantly enhanced when the cohort 

under study is traced for a multi-year period. 

While cohort models tracing faculty flow are fairly common, there has 

been relatively little application of these stock and flow techniques to 

the study of non-instructional staffing patterns. Algorithms have been 

tested in this study which are similar to those used for faculty models but 

which eliminate consideration of the movement brought about by promotion in 

rank and the granting of academic tenure. Analysis of the data revealed by 

these algorithms enables administrators to consider for non-instructional 

staff such issues as the natural attrition and replacement rates, compensa

tion costs for a maturing work force and policy issues on the granting of 

permanent appointment. Any of the variables may be manipulated to test the 

results of changes in current personnel practices and policies. 

The inclusion of projections on non-instructional staffing patterns in 

human resource planning efforts adds to the comprehensiveness of the approach 
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and portrays more accurately the actual and projected configuration of the 

work force. The result of this may be at least a partial refocusing of 

administrative concern from one which concentrates exclusively on the 

faculty cohort, to a more balanced and inclusive view of the commitment of 

human resources in our academic institutions. 
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Developing a Composite of Institutional Reputation 
and Assessing its Impact upon Selected Student Behaviors 

John P. Mandryk 
Office of Institutional Research 

State University College at New Paltz 

Introduction 

New Paltz College is a four year, state operated postsecondary insti

tution, awarding bachelors and masters degrees in Education, the Fine and 

Performing Arts and the Liberal Arts and Sciences. During the late 1970's 

the college experienced a precipitous decline in headcount enrollments, 

from a reported 8892 in 1975 to a level of 6747 in 1978; all projections 

indicated continual and gradual decline. Thi^ decline did not appear 

to be the function of declining college bound populations within the 

college's feeder regions but rather, attributed to a complex net of immed

iate institutional and student population behaviors. Since 1978, the 

institution has continually increased the size and quality of the student 

population. The Fall 1982 enrollment approached 7500 headcount students, 

with the mean high school average of the recent entering class approx

imately five percentage points higher than those entering in 1978.. This 

reversal in enrollment was the function of an institutional-wide effort to 

identify institutional weaknesses associated with enrollment behavior, and 

to strategically and immediately modify the institution where enrollment 

v/ould be most effected. 

Since resources were not unlimited, it was critical that existing 

resources be allocated and reallocated to activities which would effect

ively contribute to positive enrollment outcomes. As such, each program

matic decision would require justification on the basis of information 

that might substantiate effectiveness. It thus became a college-wide 

effort to examine the role which the following had upon the dynamics of 

enrolIment: 

(1) Academic program mix 
(2) Relative position in the competitive market place 
(3) Sources of information students use in learning 

about colleges and quality of information thereof 
(4) College characteristics perceived as desireable and 

undesireable 
(5) Admissions activities 
(6) Institutional reputation 
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This paper will present an approach to assessing the role of an 

institutional reputation within the dynamics of enrollment. Specifically, 

the purposes of this paper are: 

(1) To present an approach to identifying indicators for 
establishing a comprehensive composite of a post-
secondary institution's reputation 

(2) To share the data collection instrument and data 
gathering experiences of one public postsecondary 
institiition 

(3) To present a methodology for establishing and pre
senting the relative presence of institutional rep-
utational indicators 

(4) To present a methodology for establishing and pre
senting competitive advantages and disadvantages 
evident within the institutional reputation 

(5) To present a methodology for establishing and pre
senting the association of reputational indicators 
within selected student behaviors 

(6) To present a methodology for illustrating the 
market posture of the institution to various 
audiences. 

I. Developing a Composite of Institutional Reputation 

Initially, a formal committee was established to identify reputational 

images that might contribute to student application and persistance behaviors, 

This committee, designated as an institutional research advisory committee, 

was representative of a broad segment of the college community. 

Individuals participating in the advisory committee represented the 

following specific college constitutiencies: 

Orientation and Advising Office 
Freshmen and Transfer Admissions Office 
College Relations and Public Affairs Office 
Student Affairs Office 
Institutional Research Office 
Faculty Government 
Financial Aid Offv^e 
Student Government 
President's Office 

The research advisory group met weekly through the spring semester of 

1979. During that time literally hundreds of hypothetical college repu

tations were scenarioed. Two items became evident (a) there was .io single 

item which could satisfactorly measure reputation and (b) there were more 

reputational items generated by the committee than could reasonably be 
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placed on a research instrument. It was thus established that an insti
tutional reputation be considered a function of many indicators which 
could theoretically provide a composite picture of how groups perceive 
an institution. 

Further, the research advisory group deemed it prudent to limit the 
number of reputational indicators to fifteen. Items were selected from 
the hundreds of possibilities through a series of group compromise and 
consensus building activities. A fundamental o»itcome of this process was 
the articulation of institutional concerns which could be addressed by 
various institutional actors. 

Exhibit I presents the indicators which are currently used to build 
the reputational composite. These indicators are framed within statements 
appearing in the data collection instrument. Each statement is constructed 
as either a positive or negative institutional goal. Respondents are asked 
to either agree or disagree that the qoal is applicable. The reader should 
observe that information is gathered regarding both the subject institution 
and the students' other highest college choices. The name of the other 
college choice and its place within the hierarchy of college alternatives 
is gathered in an earlier section of the reseach instrument. 

The research advisory group having successfully established the content 
of the first research instrument was dismissed. Today, reputational indi
cators are reviewed by the Presidental cabinet on the basis of: 

(1) the clarity and value of the information received from 
the previous administration of the questionnaire and, 

(2) new themes which may emerge from the open comment 
section of the questionnaire. 

A note on reviewing open comments 
As each completed questionnaire is received, student interns 

check to determine if the survey was properly completed, and 
prepare the document for keypunching by the staff of the Computer 
Services Center. In addition, interns also type the respondents' 
written comments into the computer. Each comment is "tagged" with 
a predetermined label that can be recognized by the computer at a 
later time. There are fifty (50) labels which have been developed 
during the administration of the project over the past three years; 
the labels essentially can "tag" a comment as to- whether it is 
about a very specific item relative to the institution; examples 
include: college size, attractiveness, academic standards, mail 
received, respect of graduates and the college town. Quite 
literally, with computer recognized labels, the computer can organ
ize what prospective students tell us, beyond what we ask thorough 
questions in a very structured survey. At the completion of the 
data collection cycle comments which cannot be tagged are examined 
and compete for a place as one of the 15 priority -''putational 
indicators. oj 
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II. Data Gathering Experiences 

There are four selected student groups that have been established for 

sampling. They are: 

(1) No Show Acceptances 
(2) New Entrants 
(3) Currently Enrolled Undergraduates 
(4) Alumni 

Information for both the no shoi' acceptances and the new entrants is obtained 

during the institution's annual survey of a sample of accepted applicants. 

Currently enrolled undergraduates are sampled in the spring of each semester. 

The reputational indicators accompany an annual survey of student opinions 

about the college. Finally, reputational indicators accompany an annual sur

vey of alumni who graduated from tie college one, five, ten, and fifteen 

years ago. It thus becomes possible to establish differences in reputation 

from prospective, current and past students. 

New Entrant Data Gathering 

Approximately 20 percent or 1,000 accepted applicant students are 

selected for purposes of surveying. Each selected student receives a letter 

from the President requesting participation in the research project, a 

questionnaire, and a self-addressed stamped envelope. If a participant has 

not returned the questionnaire in five •'̂ ê lcs, a follow-up letter from the 

Director of Institutional Research and a different colored questionnaire 

is mailed to the participant. Experience demonstrates that this method of 

data collection provides a response rate of approximately 35 percent. 

This is viewed as particularly good considering that the mnjority of the 

respondents will have chosen to attend other postsecondary institutions. 

Accomodating for Sample Bias 

Before statistical analysic ot the data, examinations are performed 

to determine if the returns are representative of the population. Tests 

are conducted to determine if the sample 's oiased by geographic market 

segment and by enrolling behavior of the -T;<:'.pted applicant population. 

The data collection experiences of 1979, IvBQ, and 1981 have demonstrated 

that large sampling differences occur when the same population is viewed 

by attendance behavior. Data collection efforts result in larger propor

tions of attending applicants then is evident in observed data. 

With the sample bia5>ed in terms of accepted applicant enrollment 

behavior, it becomes necessary to appropriately modify the data, such 

that the distribution of the sample popu^'ation mimics the distribution 
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of the observed population. Tie sample distribution is weighted through the 

use of the weighting option available in the Statistical Package of the 

Social Sciences. 

Similar data gathering efforts are in practice for obtaining current 

and past student attitudes. Approximately 1,000 currently enrolled under

graduates are surveyed annually; thi.s population has a 40 percent response 

rate. The population of alumni from the classes of one, five, ten, and 

fifteen years ago are surveyed, they also bear an approximately 40 percent 

response rate. 

III. Market Penetration and Competitive Advantage 

Having established a data base, we may now proceed with analysis. The 

first item of interest is to determine the hierarchical dominance of one 

reputational indicator over another. Specifically, we may examine the data 

to determine the relative awareness which the sampled population has regard

ing each indicator. This can be expressed in terms of the simple percentage 

of respondents who indicated agreement or disagreement with the item. Re

spondents are provided with the opportunity to claim that they do not have 

an opinion. We may thus rank order the variablesaccording to the extent 

to which opinions are expressed. 

Operationally, the percentage of respondents expressing an opinion may 

serve as a definition of market penetration. Since demographic data on the 

repondents is collected, we may disaggregate the total sample into selected 

categories. it is a practice to present the variations of opinions by 

geographic market segment and by the student high school average of entering 

freshmen, and by the category of student surveyed. The possibilities for 

disaggregated views of the data are limited only by the demographic charac

teristics collected and associated with each respondent record, and by 

the size and bias associated with the various demographic cells of the 

sample. To provide for very specific analysis, it is recommended that the 

survey data be merged and linked to admissions files, and that the sample 

be large, stratified by predetermined demographic variables, and random. 

Our experience to date indicates that such preventative techniques gener

ally provide for a sample richness that can address most Ad Hoc levels 

of institutional concern. 
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Market Penetration 

' In the absence of comparable national, regional, or sectoral norms, 

we, are required to generate comparable data. This is accomplished by 

requesting those surveyed, to simultaneously rate the subject institu,tion 

iind their highest other college choices. The results of this technique 

are eqcouraging. While students most often do not, or cannot, make com-

preherisive comparisons listween institutions, they generally are able to 

iTiakc- judgcffiSnts about their primary college choice. That is, we can at 

least\ expect respondents to rate the college they plan to attend. Thus, 

daia can be generated for competitive institutions by those sampled who 

wil/ be attending elsewhere; and generated for the subject college by 

Ehose sampled who will be attending the subject college. 

We may now establish a market penetration index for each 

indicator for both the subject institution and for those institutions with 

which it competes. Operationally, the difference between the two indicators 

can be defined as the penetrative advantage index, where positive; or 

disadvantage,where negative. Exhibit I'l provi es one approach to present-

in£.>uch data for executive level consideration. Experience, thus far, 

has demonstrated that the penetrative advantage or disadvantage most 

Successfully describes the position of the institution within the compet

itive market place. That is, the data now provides descriptive and 

evaluative information. 

The Cc.npetitive Advantage 

As indicated earlier, the technique requires respondents to indicate 

levels of agreement or disagreement with various statements regarding the 

subject college and the highest other college choice. Of those expressing 

an opinion, the percentage providing a positive reaction to the reputational 

indicator respresents the favorabili';y score. Operationally, then, we can 

define the competitive advantage as: the difference between the favorability 

scores of each indicator for the subject college and the competitive colleces. 

One method of presenting the competitive advantage is presented ,̂i exhibit 

III. By observation, reputational indicators with relative competitive 

advantages are easily distinguishable from those with disadvantages. Again, 

with respect to experiorice, the difference between each score is of prime 

importance when establishing the posture of the competitive advantage within 

the competitive market place. 
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jV^_ Reputation and its Association with Student Behaviors ' 

iaving established the penetrative, and competitive advantages and dis- . 

advantages we now turn to associating the presence and quality of the rep

utation with selected student behaviors. Examples of such behaviors include: 

(1) Enrolling by accepted applicants 
(2) Persisting by Undergraduate students 
(3) Contributing by Alumni 

We will employ the first selected behavior as an example in executing 

one technique, for associating reputation with behavior. 

As previously indicated,we may divide the responses of sampled partic

ipants into dichotmous variables: (1) those who had favorable opinions, and 

(2) those who had unfavorable opinions; those with no opinions are considered 

and treated as missing information. Further, since the survey data also is 

accompanied v.'ith enrollment decision information, we may associate each 

response with the dichotomous' behavior of enrolling "or not enrolling. 

Thus, by crosstabulating each variablerby the student behavior, the 

researcher may determine whether mcijor differences exist for each reputa-

tional indicator between the groups who choose to enroll and the group 

who choose not to enroll. The chi square test of statistical significance 

may be used to test for significant.associations between attitudes and 

behavior. 

Exhibit III presents one method of demonstrating the relative assoc

iation which favgrab'.e and unfavorable responses have upon the yield behavior 

of accepted applicants, and the significance thereof. This same technique 

can be applied to the earlier suggested behaviors, persistance and contri

butions, by associating such behavior with the reputational indicators. 

Other statistica' treatmen-ts of the data are executed, including the 

use of "multiple regression to establish the relative impact which each of 

the variable's have upon the student behavior. It has been our experience 

thus far, however, that the simpler treatments or the data are more 

effective for briefing executive level audiences. 

Having established these reputational profiles and their association 

with student behavior, it becomes the researchers objective to communicate 

such findings so. that appropriate institutional initiatives result Exper

ience has suggested that providing a quartered matrix which crosstabulatss 

penetrative advantage by competitive advantage is most effective for exe

cuting briefings (see exhibit IV). 
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Exhlb't ! I 1 : One Method of Pr^t.nting Coirpetitue Advantage and Disadvantage Indices 
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IMPROVING FACULTY USE OF STUDENT OUTCOMES INFORMATION 

Sidney S. Micek, Ph.D. 
Division of Educational Development, 

Counseling, and Administrative Studies 
School of Education, Syracuse University 

Syracuse, New York 

INTRODUCTION 

Demands for accountability, improved productivity, increased educational 

quality, and better information for students reinforce the need for colleges 

to better document and understand student outcomes. Furthermore, the need 

for better information about student outcomes to enhance student development 

and improve institutional planning and management has been documented in 

Astin's research about institutional impacts on student development (1976 

and 1977); in Bowen's (1977) valuable work assessing the returns of individual 

and societal investments in the postsecondary-education process; and in the 

developmental research by Clark, Hartnett, and Baird (1977) concerning the 

use of multiple criteria for assessing the quality of educational programs. 

To obtain the student outcomes information required to respond to many 

internal and external demands, institutions usually conduct some type of 

student survey in which student goals, plans, activities, and attitudes are 

documented and the j3mpact of programs are assessed. However, all too often 

the information obtained through such efforts is given only superficial 

attention by persons most central in the educational process - the faculty. 

Why is this the case? 

One reason is that student outcomes studies and their application often 

are focused almost entirely on administrative issues and uses. Consequently 
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such studies are oriented to institution-wide concerns as opposed to depart

mental concerns and thus are of limited interest and use to faculty in 

their planning and decision-making activities. A second reason is that 

faculty generally have little, if any, involvement in planning for and 

commitment to the outcomes studies and thus do not take ownership of the 

study results. A third reason centers on the fact that outcomes study 

results frequently are not analyzed and presented in ways faculty can use 

them. Finally, survey directors sometimes do not fully grasp their role 

as change agents in helping faculty obtain and use student outcomes infor

mation. 

The need to correct this situation is based on the assumption that 

student outcomes information is critical to improving the performance and 

decisions of faculty in program planning and in the teaching/learning process. 

As Hartnett (1974) points out, in many ways, the need for such information 

is analogous to the need of the painter, the musician or the performing 

artist for feedback - or what learning psychologists call "knowledge of 

results" (Micek and Arney, 1973). 

Although many college-wide student outcomes questionnaires have been 

designed to generate information of use to faculty, getting faculty to make 

effective use of the information obtained has remained a problem. As a 

consequence, the overarching question addressed in this study was how to 

improve faculty commitment to and use of student questionnaire data collected 

on an institution-wide basis. 

BACKGROUND INFORMATION FOR THE STUDY 

In thinking about how to answer the major study question, consideration 

was given to what is known from the theoretical research literature concern

ing information use and what has been learned from practical experiences. 
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From this literature base, three major underlying factors appear to influence 

information use by managers: (1) the organization loc'tion of the informa

tion provider, (2) the methodological procedures used to gather and analyze 

the data, and (3) the decision-making context (Weeks, 1980). Furthermore, 

literature concerning student and/or worker participation in the decision

making process suggests that when participation is viewed as a legitimate 

activity, productivity and satisfaction increases (Micck, 1974; Davis, 1972; 

and Blumberg, 1969). Finally, insights about how to improve faculty infor

mation use are gained from the "advance organizer" concept described in 

Ausubel's (1967) theory of school learning. Advance organizers provide an 

individual involved in learning with sorting and classifying models. Such 

models draw upon and mobilize concepts in one's cognitive structure which 

are relevant for and play an assimilating role relative to new learning 

material. In the context of this study, the individual is the faculty mem

ber, the new learning material is the available student outcomes information, 

and the advance organizer is the process of involving faculty members ';n 

developing and implementing a schema for identifying and sorting needed 

student outcomes information. 

From personal experience, it has been observed that when individuals 

are actively involved in the creation of su.vey instruments and procedures, 

they tend to become more committed and are more willing to make effective 

use of the results. However, all too often when institutions initiate a 

college-wide student survey, especially when standardized questionnaires 

are used, the opportunities for faculty to gain some "ownership" of the 

instruments and processes are practically nonexistant. Therefore, their 

commitment to and willingness to use the information provided is greatly 

hampered. As mentioned, how to correct this situation was the focus of 

th'is study. 
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The importance of this study also is based on the paucity of empirical 

literature regarding the use of evaluative research information, i.e., 

information gathered for decision-oriented inquiries as opposed to conclusion-

oriented inquiries. Three important studies have focused on the use of 

program evaluation findings, specifically. Weeks, 1978; Patton and Associates, 

1977; and Alkin and Associates, 1974. Also a larger number of studies have 

examined the use of applied social research (Weiss, 1977; Caplan, 1976, 

1977a, and 1977b; and Van deVall, Bolas, and Kank, 1976). 

While limited attention has been given to empirical research on the 

use of evaluative information in program decision-making, an abundance of 

nonempirical literature exists in this area. This literature consists 

mainly of prescriptive uses or speculations by academics and practitioners 

about why evaluation results are seldom used (Weeks, 1978). In short, the 

lack of empirical literature on evaluation utilization supports the need 

to examine ways for improving faculty conmitment to and use of student 

outcomes information obtained from survey questionnaires. 

STUDY METHODOLOGY 

Study Design 

To accomplish the study's research objectives, an experimental group-

control group, post test only design was employed. The design was imple

mented by selecting two groups of faculty, a participants (experimental) 

group and a nonparticipants (contiol) group, within two different collegiate 

institutions, a four-year college and a two-year college. Those faculty 

in the participants group participated by (1) identifying the student infor

mation needed for their decision-making responsibilities, (2) helping 

develop a pool of questionnaire items for obtaining the needed student in

formation, and (3) organizing the items into a "mini-questionnaire" format 
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that could be attached to the appropriate standardized questionnaire.* 

Fc'culty in the nonparticipants group did not participate in these three 

activities. 

Following the administration of the selected standardized question

naires, which were acco.npanied by the "mini-questionnaire," the results of 

the surveys were analyzed and summary reports were written. The respective 

summary reports then were distributed to the faculty in both the participants 

and nonparticipants groups for their review and use. Subsequently, inter

views v/ere conducted with each faculty member in the two groups at each 

institution to determine their commitment to and use of the- student outcomes 

information. 

Selection of th^ Participants and Nonparticipants Groups 

The chief academic officer at both colleges served as the study liaison. 

Each was instrumental in assisting the study director select two comparable 

groups of faculty at their institutions. 

While a participants group and a nonparticipants group were selected at 

each institution, the process of selection within each institution varied 

somewhat because of differences in organizational structure, communication 

channels, and forces impacting each institution at the time of the study. 

As a result, the selection of the two faculty groups at the four-year college 

was accomplished by randomly assigning each of the seven academic departments 

to one of two groups. Consequently, the participants group at the four-year 

college was composed of faculty from three departments and the nonpartici

pants group was composed of faculty from the other four departments. 

At the two-year college, the chief academic officer was interested in 

having faculty participate from each of the campus' four divisions. 

*Standardized questionnaires used -in the study were selected from the 
set of student outcomes questionnaires jointly developed by the College 
Board and the National renter for Higher Education Management Systems 
(Gray, et al, 1979). 
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Consequently, faculty who represented a cross section of the divisions were 

randomly selected for the participants group. While the researcher expressed 

some concern about participating faculty in a division talking about the 

"treatment" with nonparticipating faculty in the same division, the chief 

academic officer emphasized that such contamination would be very minimal 

because of the size of each division as well as the independent nature of 

individual faculty. 

Instrumentation and Data Collection 

'-M, 

^^ 

The interview schedule developed to help answer the study's major 

research question consisted of three sets of questions. The first set of 

questions asked the interviewees to indicate how useful the survey results 

would be (1) to them personally in carrying out their decision-making 

responsibilities, (2) to their department, and (3) to the college, as a 

whole. Those responding "very useful" or "somewhat useful" also were asked 

to explain how the results would be useful. 

Following this set of questions, each interviewee v/as asked to indicate 

how useful the results of student questionnaire surveys were in general. 

Again, they were asked to explain their answer if they gave one of the two 

responses described above. 

The final set of questions in the interview schedule was directed to 

only those faculty in the participants group. These questions focused on 

(1) the value of having an opportunity to participate in the development 

of the local items, (2) ways their participation could have been improved, 

and (3) how the overall surveys could have been improved. Generally, the 

interviews lasted one-half hour. 

A total of 56 faculty were interviewed in the study. At the four-

year college, a total of 32 faculty were interviewed, 13 faculty were from 

21 do 
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the participants group and 19 were from the nonparticipants group. At the 

two-year college, 24 faculty interviews were conducted, nine from the 

participants group and 15 from the nonp.articipants group. 

Analysis of th£ Faculty Interview Data 

As noted, the study design established a participants (experimental) 

group and a nonparticipants (control) group at each college. The data gen

erated by the interview schedule were in two forms: (1) nominal data - data 

from the response categories regarding perceived usefulness of the survey 

information, and (2) anecdotal data - qualitative data produced by responses 

to the open-ended questions in the interview. Consequently, two types of 

analysis were required. First, the chi square statistical test was employed 

to examine whether participants differed from nonparticipants in perceived 

usefulness of the student information for them, for their department, and 

for the total college. Second, a content analysis technique was used for 

examining the responses of faculty to the open-ended questions. This analy

sis consisted of reviewing each response and then developing content 

categories that would help in understanding the nature of their qualitative 

responses. 

RESULTS AND DISCUSSION 

Will faculty, who participate (a) in detemining their own student-

outcomes information needs and (b) in developing locally-specific question

naire items be significantly more interested in and make significantly 

more use of such information than faculty who only receive survey results? 

The intent of this section is to provide some answer to this question. In 

addition, faculty perceptions about the general usefulness of questionnaire 

surveys are described. Finally, a summary of practical suggestions from 

the "participants" group about the value of participating in the survey 
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development process and ways to improve faculty participation in that 

process is presented. 

Each interviewee was asked at the beginning of each interview whether 

he/she had received a copy of the summary report. In all instances, the 

answer was "yes." Subsequently, interviewees were asked if they had read 

the report. Those who answered in the affirmative were then asked a series 

of questions: 

1. How useful do you think the results of the survey(s) will be 
to . j ^ in carrying out your responsibilities at (name of 
the college)? 

2. How useful do you think the results of the survey(s) will be 
to your department? 

3. How useful do you think the results of the survey(s) will be 
to the college, as a whole? 

The responses to each of these three questions were placed in one of 

four categories: very useful, somewhat useful, not useful, and can't say. 
2 

The results of the chi square (X ) analyses that were conducted to 

make comparisons between the participants and nonparticipants groups are 

summarized in Table 1. Examination of these results indicate that when 

Table 3 
2 

Sumnary of X Analyses Used to Ccnpare Participants and Nonparticipants 
Perceptions of Usefulness of Student Survey Results 

Useful to 
YOU 

Useful to 
YOUR DEPARTMENT 

Useful to 
THE COLLEGE 
as a whole 

Two-Year College 

X^ = 3.289 
df = 3 

X^ = 1.576 
df = 3 

X^ = 5.65 
df = 3 

Four-Year College 

X^= 4.279 
df = 3 

X^ = 10.855* 
df » 3 

X^ = 2.165 
df = 3 

Colleges Combined 

X^= 8.295* 
df « 3 

X^ = 12.094* 
df =• 3 

X^ = 7.101 
df = 3 

* Sifnificant at .05 level of confidence. 
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the responses of the groups at both colleges were combined, a significantly 

higher proportion of the faculty in the participants groups perceived the 

survey results to be useful for their own use and for their department than 

did faculty in the nonparticipants group. This also was true regardino the 

comparison between the participants and nonparticipants groups in the 

four-year college with respect to usefulness of the survey results to their 
2 

departments. It also is interesting to note that none of the X analyses 

regarding the usefulness of :. 'vey results at the college-wide level were 

significant. 

With respect to the ways faculty see the survey results being useful, 

it can be concluded from the content analysis of expectency remarks that 

they view the information to be most useful for (1) course/program planning 

and development; (2) gaining a better understanding of students' needs, 

status, decision, satisfactions, plans, and activities; (3) recruiting and 

marketing^ (4) verifying hearsay; and, (5) improving relations both within 

and outside the department and/or college. Furthermore, the responses 

suggest that faculty, in general, tend to have a better notion about the 

usefulness of student-survey information at the department and college-wide 

levê ls than the usefulness of such information for their own responsibilities, 

fron the responses to the question concerning faculty opinion about 

the usefulness of student-questionnaire survey results in general, it appears 

that faculty are generally positive about the utility of such information. 

Many faculty^pointed out, however, that the usefulness of the information 

is greatly dependent upon the adequacy of the study design anri the way the 

study procedures are implemented. 

The faculty participation processes, which were developed at each of the 

col'eqes involved in the study, were tailored to meet the unique organiza

tional structure and the special study questions of interest at each of the 
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colleges. However, the comments of the faculty in the participants grou'ps 

indicate that the opportunity to participate in the survey development 

process is a valued experience. Based on their statements about why the 

opportunity to participate is valuable, it can be said that, in general, 

the participation process provides faculty with a chance to get involved in 

an institution-wide activity and to develop an "ownership" of the survey 

processes and results. In addition, it allows them to think about how 

they will use the results before they are reported back to them. As far 

as ways to improve faculty participation, it is important that an effort 

be made to keep faculty informed about the status of the project throughout. 

In bhort, the more frequent the contact Kith faculty, the more likely they 

will own the survey process and make use of the survey results. 

Finally, it can be said that faculty in both the participants and 

nonparticipants groups viewed the overall study as "-eneficial to their 

college. However, if faculty are to improve their commitment to and use 

of survey results, it is important to identify ways to improve the response 

rate to the questionnaire and to provide the survey results in a more 

program specific form. 

2i ')j 
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Introduction 

A substantial body of literature has developed over the past 20 years 

in the area of organization theory, as it is applied to interorganizational 

relationships and organization/environment transactions. Much has been 

learned from this literature with respect to "adaptive" organizations, 

i.e., those which survive during periods of scarce resources, changing mar

kets, and varying economic circumstances. This paper is intended to review 

the literature and apply it within the context of postsecondary educational 

institutions. The paper will also state a series of research assertions 

about which organizational characteristics are most likely to contribute to 

the adaptiveness and survivability of colleges and universities. Minimally, 

it is hoped that the paper will provide food for thought and discussion 

among its readers. At best, it provides a conceptual framework for empirical 

study that will enable its author to renew exploration of an area of pro

fessional and intellectual interest that dates back to his graduate school 

days. 

Organizational Environments 

Of necessity, most organizations, including colleges and universities, 

interact with a variety of other organizations and groups, both formal and 

inforn.al. These interactions are necessary for the acquisitions of resources 

(i.e., the money, raw materials, and oersonnel es.">ential to the activity of 
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the organization) and for the distribution and" consumption of the organization's 

product. (Thompson and McEwen, 1958; Levene and White, 1961; Seashore and 

Yuchtman, 1967) Those organizations external to a given "focal" organization 

with which that focal organization must interact in order to carry out its 

own mission are termed the organizational environment. (Katz and Kahn, 1966) 

The interaction between an organization and its environment is analogous 

to the biological principle of natural selection. (Aldrich and Pfeffer, 1976) 

Just as living organisms must adapt to their environment, that is, obtain 

adequate food supplies, shelter, reproduce in sufficient numbers or face ex

tinction, organizations too must adapt to their environment if they are to 

remain viable institutions. Organizational adaptation, however, may be studied 

in terms of the transactions with the environment which permit the acquisition 

of resources necessary for the organization to operate, and for securing cus

tomers to accept the organizational output. As in nature, the greatest threat 

to adaptability and survivability stems from changes in the nature of the 

environment. 

The concept of a rapidly changing organizational environment was first 

clearly articulated by Emery and Trist (1966) and has been reinforced by the 

work of Terreberry (1968) and Liefer and Huber (1977). Terreberry (1968) 

suggested that nearly all complex organizations operate within a rapidly 

changing, or 'turbulent field" environment. These environments are character

ized by uncertainty both with respect to continued supplies of essential re

sources and with respect to the activities of other organizations within the 

environment. That colleges and universities operate within a turbulent field 

environment is evidenced by such characteristics as competition among institu

tions for shrinking student markets, diminshed levels of federal, state, and 

private research grants, increased competition with industry for the best and 

brightest minds, etc. oo -
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•The organization, typified by colleges and universities, is then a 

problem-facing, problem-solving phenomenon. Classical organization theory 

would argue for a "rational model" approach to problem-solving emmanating 

from the organizational environment, i.e., evaluation of all possible alter

native solutions and selection of the most cost-effective course of action. 

Recent literature suggests, however, that the very complexity of the en

vironment which generates the problems faced by an organization is such that 

it would overtax the limits of human rationality were the attempt made to 

fully understand it. Thus the overwhelming nature of environmental com

plexity forces organizations to operate within the context of "bounded 

rationality." (Simon, 1957) Thompson (1967) summarv.es the problem this 

way: 

"The focus is on organizational processes related o choice of 
courses of action which do not fully disclose the alternatives 
available nor the consequences of those alternati\"es. In this 
view. Lhe organization has limited capacity to ga; .er and process 
inforniation or to predict consequences of alternatives. To deal 
with situations of such great ^-omplexity, the organizations must 
develop processes for searching and learning, as well as deciding. 
Tr? complexity, if Fully faced, would overwhc''"" the organization, 
hence it must set limits on its defii itions of situations; it must 
make decisions in bounded rationality." (p.9) 

Boundary Spanning Roles 

The interactions between a given organization and other organizations 

in its enviroifnent involve a series '.f ts .»"~sactions aero-- ,̂ he boundaries 

of the respective organizations. (Katz and '•'̂ .m, 1966; Thompson, 1967; 

Starbuck. 1976) These transactions are generally concerned with the intake 

of resources for organizational activities and the dissemination of organ

izational output. A characteristic of adaptive organizations may be the 

ability to accurately identify critical components in their environment 

(i.e., suppliers of scarce resources and markets for the organization's 

9' 
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product) and the establishment of formal organizational structures to deal 

with them. (Thompson, 1967; Aldrich and Herker, 1977; Aldrich, 1979). 

These structures are referred to as "boundary spanning roles," (Thompson, 

1967) 

Faced with environmental uncertainty, the organization operating under 

norms of rationality, establishes boundary spanning roles as the vehicles 

for searching and learning in the environment. Having identified the moot 

crucial components of the organizational environment, boundary spanning 

roles monitor those segments of the environment. The activities within 

the boundary spanning roles should enable the organization to learn more 

about these environmental comportents and to more effectively deal with 

them. (Thompson, 1967; Alrich and Herk-'r, 1977) 

It is this underlying rationale that is prompting more and more colleges 

and universities to look to offices of institutional research as focal 

boundary spanning structures. The scope of their activities, in offices 

with a boundary spanning thrust, goes beyond simple headcount and credit 

hour tallying. Institutional research activities also ineludt admissions 

market analyses, student retention research, outcomes studies, community 

impact analyses, etc. The objective of these activities is clearly the 

acquisition of adequate student markets and fiscal resources necessary to 

operate the college, while assuring that its graduates are marketable and 

that a demand will persist for the institution's educational product. 

Boundary spanning is not restricted to institutional research; offices of 

sponsored research, public relations offices, academe/industry consortia, 

etc. are all directed to the same objective: institutional survival. 

This paper, then, focuses on the relationship between boundary spanning 

roles and a college's survivability, i.e., capability to adapt to changing 
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organizational environiient. The paper focuses on the office of institutional 

research as a major boundary spanning role, and proffers a series of asser

tions about the structure and configuration of that role and its relationship 

to institutional adaptability. It should be underscored, however, that 

while discussion focuses on offices of institutional research, the assertions 

in this paper are generic to all boundary spanning roles within a college or 

university and should be so interpreted. 

Assertion ^1: Those colleges and universities which establish boundary 
spanning roles to deal with crucial components of their environments will 
be significantly more adaptive than institutions which do not do so. 

Such an assertion seems self-evident. If, for example, the identifi

cation of student markets for institutional curricula, description of poten

tial stjdent perceptions about the college, measurement of satisfaction 

levels among current students, identification of major factors in student 

attrition, and assessment of curriculum-relevant employment and job per

formance among alumni, are all factors that impact upon an institution's 

ability to stay in business, then the institution should clearly establish 

organizational structures, i.e., boundary spanning roles to search and 

learn from the environment, and to provide the essential measurements de

scribed above. A corollary to Assertion #1 might be that adaptive colleges 

and universities have fully staffed, comprehensive offices of institutional 

research. 

Structuring the Boundary Spanning Role 

The relationship between the presence or absence of boundary spanning 

roles and organizational adaptability to a constantly changing environment 

ruay be controlled by structural characteristics of the boundary spanning role, 

In other words, it may not be enough for a college or university to simply 
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have an office of institutional research. It is more likely that the manner 

in which the office is structured will have a profound impact upon the in

stitutions ability to probe, monitor, understand, and manage its organiza

tional environment. 

The number of boundary spanning roles conferred upon a given actor is 

often a function of organization size. (Alrich and Herker, 1977) For 

example, it is not uncommon in small colleges for the registrar's office to 

be the repository for most institutional research functions. Similarly, 

many institutional research offices are expected to assume development and 

grantsmanship activities. However, Kahn et al (1964) warn against the dan

ger of role overload, that is, assignment of a variety of roles to a single 

boundary spanner or boundary spanning office, with the expectation that 

all tasks associated wi-th each role be completed within an unrealistic time 

frame. To expect a college registrar to fulfill the primary tasks associa

ted with registration, and at the same time to conduct community impact 

analyses, attrition-retention analyses, outcomes studies, etc., is unrealistic, 

It is Sikely that all activities would suffer because of the overloading 

effect of competing time demands from the registrar and institutional research 

roles. 

Assertion #2: Those colleges and universities which assign separately, and 
to different personnel or offices, those boundary spanning activities con
cerned with acquisition of essential resources and markets for the educa
tional product, will be significantly more adaptive than institutions which 
do not do so. 

Similarly, role conflict (Kahn et al, 1964; Schein, 1970), in which 

individuals are forced to make a choice between two roles, is a problem for 

the boundary spanner. Logic would seem to dictate that an individual or 

office charged with activities related to the acquisition of scarce resources 

or maximizing the output market would not be involved in other non-related 
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tasks. Returning to our previous example, the institutional researcher 

engaged in identifying student markets for the college's programs, and 

at the same time measuring the marketability of those programs among employ

ers, is facing a major task. To require that individual to double as college 

registrar, indeed, creates the problem of rcle conflict in which the indi

vidual is frequently forced to choose between two sets of competing, vital 

institutional functions. The result is the diminishment of each fun-, on. 

Assertion ^3: Those colleges .and universities in which personnel or offices 
engaged in Boundary spanning activities dealing with the acquisition of 
essential resources or product markets are assigned few, if any other roles, 
will have significantly greater adaptability than institutions in which per-' 
sonnel in similar boundary spanning roles are assigned a multiplicity of 
roles. 

Role professionalization refers to the suitability of an actor for a 

given boundary spanning role as evidenced by the level of knowledge and 

skills brought to that role. Aldrich and Herke>' (1977) indicate that an 

organization's ability to adapt to environmental contingencies depends in 

part upon the expertise of boundary role incumbents in selecting, trans

mitting, and interpreting the information originatimi in the environment 

as well as successfully representing the organizption as legitimate and 

desirable to that environment. Aldrich and Herker's (1977) assessment 

clearly reflect the general responsibilities and functions of offices of 

institutional research. 

The expertise evidenced by a role incumbent, i.e., practitioner of 

institutional research, may be related to the professionalization of that 

role. If so, then one might expect that the more professionalized the 

boundary spanning role, the more effectively the activities associated 

with it will be executed. Before making such an assertion, it is necessary 

to first define the diminsions of professionalism. 
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fiall (1975) has examined the so-called "professional model" and has 

drawn upon earlier studies to identify two dimensions of the professional. 

The structural dimension, earlier delineated by Greenwood (1957) involves 

five attributes: 

1. Formal training in an area of knowledge that is not readily avail

able to the laity. 

2. Professional authority whereby the professional can "dictate" the 

appropriate course of action for an organization. 

3. Formal and informal sanctioning of the profession through licensure, 

acknowledgement of the right to privileged communication, etc. 

4. Subscription to a regulative code of ethics which dictates approp

riate behavior fcr an individual acting in a professional capacity. 

5. Professional culture wherein the individual maintains membership 

in relevant associations, reads publications within the field, is 

involved in various forms of continuing education, etc. 

Hall (1975) also draws upon the work of Gross (1957) to describe the 

attitudinal dimension of professionalization. Attributes such as a high 

level of involvement within the profession, belief that the profession is 

essential to the betterment of the human condition, concern for the advance

ment of the profession rather than financial self-agrandizement are typical 

of the attitudinal dimension. While interesting, they do not readily lend 

themselves to empiric •" .neasurement, nor is there, a readily apparent relation

ship to organizational adaptability. 

Three characteristics of the structural dimension of professionalization 

do appear to relate to the effective performance of the boundary spanner in 

measuring and interpreting the organizational environment. They are train

ing, professional authority, and professional culture. 
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Training in the activities of a boundary spanning role should contribute 

to the expertise of the role incumbent and should add to the effectiveness 

with which the role activities are performed. (Greenwood, 1957; Beal and 

Wickersham, 1967; Hall, 1975) The broad spectrum of institutional research, 

as described throughout this paper, should be more capably performed by an 

individual with extensive training in social sciences, research methods, 

and tests and measurements, than by an individual, e.g., a college registrar, 

who is simply assigned institutional research functions. 

AssertionJf4: Colleges and universities in which the occupants of boundary 
spanning roTes have extensive tra^'ning for the activities associated with 
the role will be significantly more adaptive than institutions with role 
incumbents not similarly trained. 

Another measure of expertise in a boundary spanning role incumbent 

may be the authority acknowledged to that individual by the organization 

to provide direction for total institutional policy. The acknowledgement 

of professional authority is based upon the belief that the professional 

possesses the knowledge base to provide correct information for organiza

tional decisions. (Greenwood, 1957; Etzioni, 1964; Hall, 1975, 1977) Con

crete measures of professional authority are evident in the responses to 

the following questions, again using the office of institutional research 

as an illustration: 

1. To whom does the office report? The Pre^idv-^nt? 

2. Does the Director sit on the Prebideni,"s cabinet or Executive Council? 

3. What is the role of the office of institutional research in the 

institutional planning process? Is it a leadership role or simply a 

supportive role? 

Assertion US: Colleges and universities in which occupants of boundary span
ning roles are accorded broad professional authority will be signifi'antly 
more adaptive than institutions wliere role incumbents are without professional 
authority. ,. 
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Operation within a professional culture would also appear to be an 

important component of role professionalization. (Greenwood, 1957; Hall, 

1975) The practitioner of institutional research who regularly attends 

in-service seminars/workshops, reads relevant literature within the field, 

and interacts with other professionals through membership in role-related 

associations might be expected to be better versed in contemporary develop

ments within the field and, tlierefore, might be expected to be more success

ful "in the performance of the activities associated with his/her role. 

Assertion ^6: Colleges and universities in which the occupants of boundary 
spanning roles operate within a "professional culture" will be significantly 
more adaptive than institutions where role incumbents do not do so. 

Bringing together the structural dimensions of role professionalization, 

it is now possible to offer an encompassing assertion. 

Assertion ^7: Colleges and universities which professionalize boundary 
spanning roles will have significantly greater adaptability than those 
institutions which do not do so. 

The preceeding paragraphs have argued for tne necessity of colleges 

and universities to establ'sh boundary spanning roles to monitor the organi-

izational environment and to make necessary institutional adjustments to 

changes in that environment. Moreover, the paper has argued that certain 

structural characteristics can be imposed upon the boundary spanning roles 

to make them more effective in contributing to organizational adaptability. 

As persuasive as the arguments might seem, they will derive value only from 

empirical test ng. 

Directions for Future Research 

The author has conducted research in the area of boundary spanning role 

structure and organizational adaptiveness. (Middaugh, 1980) This early 

research sugqests three essential components in moving to empirical study of 
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boundary s[)cinnin(j roles in colleges and universities. 

A. Role definition: Not only must the specific offices or roles be identified 

which are^to be viewed as boundary spanning, but appropriate descriptive 

measures of role incumbents must also be measured. Scope of the boundary 

role itself must be assessed, as well as other organizational duties held 

by the boundary role incumbent. Measures of role professionalization must 

also be established. Subsequent development of a manageable empirical 

measuring instrument to incorporate the various areas of role definition, 

coupled with choice of data collection methodology, pose a formidable 

task for the researcher. 

B. Measures of adaptiveness: The purpose of the research is to measure 

relationships between boundary spanning roles anu the ability of colleges 

and universities to adapt to changing environments. But what are commonly 

acceptable measures of adaptiveness? Avoiding declining enrollments? 

Maintaining or enhancing existing levels of non-tuition-based funding? 

Arriving at definitions and measures of characteristics which accurately 

reflect a college or university's capacity to adapt to its environment 

is perhaps the most difficult part of the construction of a study. 

C. Moderating variables: Are the relationships measured actually the 

relationships that are operative? Where do institutional politics, 

institutional funding sources, general economic conditions, etc. fit 

into the equation? In order foi" the study to be truly descriptive, 

moderating and/or contaminating variables must be controlled. 

While the obstacles to the empirical measurement of the assertions 

outlined in this paper are substantial, the author's own work in this area 

suggests they are not insurmountable. The benefits accrued by institutions 

armed with quantitative measures of the environmental relationships described 
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herein are self-evident: organizational survival. The author intends to 

pursue the research and urges others to eitft^r collaborate or conduct parallel 

research. The body of l i terature in organization theory and post-secondary 

educational administration w i l l be enriched, an<i'our institutions w i l l be 

better equipped to move into the uncertain years of the late twentieth century. 
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Introduction 

The past few decades have been a time of increased awareness of the 

sexual inequities in employment, e.g., affirmative action legislation, and 

the ERA movement. Those involved in the feminist movement have gone further 

and have generally challenged the sex-role stereotypes, which have restric

ted free choice of careers for both women and men. Consensual ideas of ap

propriate roles,for women have not only governed whether a woman chooses to 

be a homemaker or to have a career, but also have contributed to the type 

of career or job chosen. Careers or occupations that have been traditional 

for women are narrow in range, tend to involve subservient, helping or nur-

turant roles, are less lucrative, and are lower in status and leadership 

roles. While the number and proportion of women in the labor force has been 

growing rapidly, women's employment has remained restricted to only a few 

occupational fields. In 1972, it was reported that 70% of all career women 

were working in one of four fields: nursing, social work, teaching, or 

secretarial work (Tangri, 1972). Researchers agree that sex-role stereo

types are powerful determinants in the restriction of women's free choice 

of career type (Witkin, et al, 1977; Bern and Bern, 1977; Goldman and Warren, 
Q 

1973). That such stereotypes exist, with regard to type of career, and are 

held in strong agreement by both men and women, has been shown by several 

researchers, both on the basis of male and female perceptions and numbers 

of women employed or majoring in various fields (Chewning and Walker, 1980; 

Panek, et al, 1977;, Harren, et al, 1979; Brenner and Tomkiewicz, 1979). 

One aspect of this study was to update and replicate both of these measures 

of sex-role stereotyping of career fields. 

•This study was done as part of a requirement to complete an M.A. Degree in 
Clinical Psychology. Anyone who would like a more detailed explanation of 
the methdology or results is invited to request a copy of the write-up of 
that study. 
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How can colleges help women to enter a greater variety of career 

fields? Knowledge of the characteristics of women who have been able to 

defy sex-role stereotypical career-aspirations may aid us in counseling 

other women into appropriate fields for their abilities and interests. 

Certain demographic and personality characteristics have been found to 

discriminate the woman who chooses a non-traditional career field or major 

in college (the Role-innovator or NT) from the woman with a more tradi

tional orientation (Traditionalists or T). Some researchers believe Role-

innovative women to be social misfits (the "social deviance" hypothesis); 

while others believe that these women have experienced more enriched back

grounds (the "enrichment hypothesis"), in terms of a variety of role models. 

The present study contrasted these two hypotheses and examined a variety 

of personality variables shown by past researchers to correlate with career 

choice (Stake, 1970; Psathos, 1968; Astin & Myint, 1971; Reynolds & Jones, 

1978; Almquist & Angrist, 1970; Tangri, 1972; Stewart & Winter, 1974; 

Orcutt, 1979; Jnrdan-Viola & Fassberg, 1976). Also included are some new 

variables inferred by the author from feminist research to contribute to 

Role-innovation (Hjelle & Butterfield, 1974; Vankatesh, 19^80; Dempewolff, 

1973; O'Keefe, 1972, and Fowler, et al, 1973). The variables studied can 

be seen in Table 1, which contains a summary of the hypotheses of this 

Study and the results. The unique value of this study was that a number 

of variables were studied simultaneously, so that a profile could be drawn 

of the Role-innovator vis-a-vis the Traditionalist. Also unusual was the 

chance to compare both groups of females to males on the same measures. 

Self-perceptions were used for the personality variables, representing a 

more accessible and economical form of measu>"ement, and also an ir^portant 

and personal perspecJ:ive of the subjects. 

Method 

Two surveys were administered to two separate groups of males and 

females at State University of New York at Plattsburgh. The Freshman 

Survey was administered to all freshmen attending Summer Orientation, and 

provided the demographic variables, such as parents' education and occupa

tions, as well ,as self-perceptions on several personality traits. Freshman 

Surveys from several years (1978-80) were used as a combined sample in order 

to increase the number of subjects in the study. Finding a sufficient 
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number of non-traditional women majors in a largely traditional female 

university was a problem. Except for the recently emerging fields of 

computer science and business, our largest programs continue to be education, 

nursing, and home economics. 

The Program Perception Questionnaire was administered to students liv

ing in the dorms, both males and females, of all class levels. Their per

ception of the curricula offered at Plattsburgh were rated on an eleven-

point scale, from masculine (1) to feminine (11). In addition, they rated 

themselves on several personality variables in a semantic-differential 

style. Three hundred and forty-nine students responded to the Program Per

ception Questionnaire, an ample number for perceptual ratings of programs; 

however, the number of non-traditional women was small, making interpreta

tion of the results of the personal traits from this questionnaire specu

lative. Please bear this in mind when examining these results. This study 

will be duplicated with larger and more diversified populations in the 

future. 

Programs were designated as "Traditional" or "Non-traditional," usiiig 

both criteria, i.e., students' perceptions and the proportion of women en-

r?^led in a program.' Cut-offs of mean ratings >6.5 or <4.5 and percent 

females enrolled of >65% or ^ 4 5 % were chosen for traditional and non-

traditional programs, respectively. 

Table 2 shows the programs as classified by both techniques into tradi

tional or non-traditional categories. There is a good deal or agreement 

between the two criteria; however, iome notable exceptions indicate that 

stereotypes do lag behind changing trends. For example, accounting was 

rated on the masculine side, yet more females than males were enrolled in 

the field (58%). I'lusic is seen as a feminine field, but is male-dominated 

at Plattsburgh (18% females). The perceptual criteria is generally more 

extreme and limited, providing greater contrast between the two groups of 

subjects. 

Results were contrasted, using these two criteria. Step-wise discri

minant analyses were performed to assess Lhe ability of the personality vari

ables and demographic characteristics to discriminate between the Traditional 

or Role-innovative and Non-traditional women (see Fig. i and 2). Analyses of 

variance were also performed in which all three groups of subjects were com

pared, i.e., Traditional females. Non-traditional females, and Males (see 

Tables 3 and 4). 
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Results and Discussion 

Program Perceptions 

Results of the Program Perception Questionnaire confirmed that sex-

role stereotypes, measured by perceptions, do still exist and are held in 

strong agreement by men and women students at Plattsburgh. Only six of the 

43 programs rated showed significant differences; in mean ratings by men and 

women (p4..05, two-teiled t-test). For the most part, perceptions correct

ly mirrored actual enrollment proportions, with two exceptions: 1) the 

emerging fields and 2) only the Traditional females accurately assessed the 

extreme femininity of highly female-dominated protrams such as home econo

mics, nursing, and special education. In general Non-traditional women 

behaved like men. They rated more programs on the masculine side than did 

Traditional women. 

Freshman Survey Variables and Demographics 

The interpretation of these results was simplified by the development 

of a profile of the NT female as compared to the T female, using a stepwise 

discriminant analysis. In this way the relative importance of the variables 

coulr< also be assessed and redundant i formation removed. Fig. 1 presents 

these results. Significant discriminant functions were found for both 

criteria. The profile differed somewhat for tne two criteria. In both 

cases the most important discriminant was math ability, followed on the 

positive side, i.e., NT females exceeded T females, by independence, intel

lectual self-confidence, then high school average. Other than less inter

est in marriage by NT females, the negative loadings varied by criteria. 

Using the perception criteria, NT females appear to have less social inter

est or abilities. Thus the evidence lends support to each of the two hypo

theses under s ;udy; the "enrichment" and "social deviance" hypotheses. An 

alternative hypothesis, which explains the lesser social knowledge of NT 

women in the perception criterion, is that the solitary nature of the sub

ject matter they study: math and science, is related to these ^raits. 

Rather than being socially "deviant," they may Le more suited to such 

fields .of study. Future studies will compare males and females in these 

fields to studer.";s in other fields to test this hypothesis. 

A better overall interpretation of the data than either of the above 

mentioned hypotheses and one that avoids labels and political arguments 

27. 
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is seen when the two groups of females are compa d to males. The Non-

traditional females seem androgenous. They are similar academically to 

males, but socially to Traditional females. Table 3 presents the results 

of one-way analyses of variance comparing the three groups. Non-traditional 

females resembled (or even exceeded) males i.n their superior math abilities, 

yet, like their Traditional sisters, they had achieved higher high school 

averages thai) males. In spite of the superior academic abilities of NT 

women, their intellectual self-confidence lies somewhere between T females 

and males. Socially, NT females reseir.ble T females. They share the curi

ous contradictions of their Traditional sisters in that they report them

selves as having developed more friendships, yet see themselves as less 

popular and less socially self-confident than do males. Only for the per

ception criteria, which is limited to fields most typically and extremely, 

male-dominated such as math and science, do the NT females resemble males 

socially. Women in these fields report less social knowledge than T females. 

Finally NT females were the least interested of the three groups in preparing 

for marriage while at college. These women seem to have postponed or set 

aside thoughts of marriage while preparing for their career. 

Personal Traits from Program Perception Questionnaire 

As mentioned before, these results must be interpreted with caution, 

due to the small number of NT women in the sample. Table 4 presents the 

results of one-way analyses of variances performed on the three groups 

simultaneously. The table is organized by similarity of means of NT females 

to either T females or males. Again the suggestion of androgyny is there. 

NT fei.jles resemble T females in their femininity, conventionality, gregari-

ousness, yet have begun to move closer to males in these traits. They 

also resemble or seem to exceed (not necessarily significant differences) 

T females and sometimes males in independence, autonomy, dominance, and 

activity. They resemble males in their competitiveness, but are more 

achievement-oriented like their T counterparts. 

Fig. 2 presents profiles of the NT vs. T females, using stepwise dis

criminant analyses. Significant functions were found for both criteria 

and agreed with the hypotheses of the author, inferred from feminist and 

other research. NT women were more independent, dominant, autonomous, 

but less feminine and conventional. Results for other variables, such as 

assertiveness, were mixed and contradictory. Further study is needed. 
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with larger samples, to foplicate these results. 

Summary 

To summarize, the profile of the Non-traditional woman emerges as 

follows: She is academically superior, especially with regard to math 

skills; more independent, dominant, autonomous, competitive, and confident 

of her intellectual abilities, but less gregarious, conventional, and femi

nine than her Traditional counterpart. She is better equipped to compete 

with men in the Non-traditional fields that are highly mathematical and 

intellectual and require more solitary work, yet may do so at a social 

and personal cost. She seems to value marriage less or be more willing to 

postpone it than either Traditional females or males, possibly because she 

sees it in conflict with her career aspirations. 

Our role at colleges could be to counsel and support Role-innovative 

women and to encourage those with similar abilities and personality pro

files to enroll in Non-traditional fields. Support groups or clubs fo)" 

Non-traditional women may be helpful. At some colleges, women's studies 

forums perform this service. Also, other women with similar skills could 

be encouraged and supported to develop the amount of independence and auto

nomy needed at this time to consider entering male-dominated fields. 

At the admissions level, women with high math scores on aptitude and 

achievement tes's or measures should be encour'aged to major in Non-tradi

tional fields. High school counselors should be alerted to this possibi

lity. Some research in the field has suggested that women are advised into 

Traditioial fields because of the stereotyoes held by high school and col

lege guidance or career counselors. Providing updated information and 

training to such coui-iselors may be a way of breaking this cycle. 

Crlieges can help to change perceptions or stereotyping of fchese fields 

by students, as well as counselors. Fields that have recently emerged as 

less male-dominated in terms of enrollment, such as accounting, were incor

rectly perceived as being "mashil^ine." Clearly stereotypes lag behind 

reality and continue to influence thsv^career choice of both men arid women. 

P.irticipation by colleges in nationwitl^development of day care cen

ters could help to relieve some of the conflictvfelt by women between 

marriage and careers. Presently women are pressed by circumstances either 
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to make a chcice between these two important life goals or to postpone one 

or the other. 

Finally, the comparisons made between men and women revealed some 

interesting inconsistencies in college women at Plattsburgh that suggest 

a need for remediation. Women in this study, whether NT or T, had less 

self-confidence than men, both socially and intellectually, even though 

they reported better social skills and had achieved higher grades in high 

school, and/or had superior math abilities. Support groups and programs 

aesigned to enhance self-confidence in college women could contribute to 

more effective job-seeking skills, and enable them to compete with men in 

the move up the corporate ladder to management positions. Updated informa

tion and role models provided by Role-innovative women, particularly those 

who have successfully integV'ated their careers with marriage, could help 

dispel the myths and stereotypes that discourage women from aspiring to 

non-traditi^^ ""1 fields and contribute to sexual inequity in employment. 
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fable 1. Surmary Comparison of Results with HypotheS'̂ s Table 2. Comparison of Two Cr i ter ia for Role Innovation 

Variable Hypothesis ResuU 

1. 
2. 

*3. 
4. 

•5 . 
*6. 
*7. 
*8. 
9. 

*10. 
M l . 
12 

Mother's Occupation 
Relative Educational Level 
of parents--Hother:Father 

SAT Math & Math Ab i l i t y 
High School Average and 
Academic Ab i l i t y 

Educational Aspirations NT > T 
Independence NT •;> T 
Autonomy NT ;>• T 
Act iv i ty NT > T 
Self-knowledge NT > T 
Self-confidence ( Intel lectual) NT > T 
Dominance NT > T 

NT have NT mothers 

NT > T 

NT > T 

No difference 

NT 

No difference 

No difference 
except perception 
profile 
NT > T 

No difference; 
except perception 
criteria 
N T ^ T 
NT 
NT 
NT 

> T 
> T 
> T 

Assertiveness 

I'3. Competiveness 

M . 
15. 
16. 
17. 

'18. 

Drive to Succeed 
Popularity 
Friendships 
Gregariousness 
Social Knowledge 

} 
19. Social Se'f-confidence 

*20. Femininity 
21. Conventionality 
22. Sensitivity to Criticism 
*23. Goal of Preparing for 

Marriage While at College 

NT > r 

NT > T 

NT > T 

NT ̂  T 

No difference 

No difference 

NT < 
NT < 
NT< 

NT< T 

No difference 
NT > T 
NT > T 
Suggestive-
contradictory 
Suggestive-
contradictory 
No difference 
No difference 
No difference 
NT < T 
NT < T 
(Perception Only) 
Contradictory-
depends on c r i t e r i a 
NT < T 
NT < T 
No difference 

NT < T 

Signif icant D < .05 using t - tes t or analysis of variance. Other variables, 
l i s ted as ^ or < , contributed to a s igni f icant discriminant function. 

2S4 

TRADITIONAL PROGRAMS 

Botn Cr i ter ia Agree 

Child Family Service 
Hearing & Speech Science 
Heme Economics Education 
Special Education 
Nursing 
Food S Nut r i t ion 
K-12 Speech J Hearing Handi 

Elementary Education 
Early Secondary Education 

French 
Theater 
English 
Spanish 

Perceptions Only 

Secondary Education 
Music 

Enrollment Only 

Psychology 
Behavioral Science 
Helical Technology 
Sociology 
Art 
Health Education 

Both Cr i te r ia Agree 

Engineering 
Physics 
Geology 
Chemistry 
Pol i t ica l Science 
Environmental Science 

Perceptions Only 

Accoijctlna 
Biocti'wiistry/Biophys ics 
Economics 

Enrollment Only 

Geography 
.Music 
Coimiunication Arts 
t-lather>iatics 
Mass l i jd ia 
Computer Science 
Biology 
Business 

Stereotype 
Cri ter ion 

(Mean Rating) 

9.0 
/ .9 
9.5 
8.1 
9.4 
8.5 

capped 8.1 

8.6 
7.9 

7.5 
6.9 
7.6 
7.1 

7.1 
6.8 

6.A8 
5.9 
6.0 
6.3 
6.4 
6.1 

NOH-TRAOITIONAL PROGRAMS 

3.2 
3.8 
4.49 
4.49 
4.45 
4.5 

4.4 
4.2 
4.4 

4.9 
6.8 
6.0 
4.9 
5.7 
4.6 
4.8 
4.6 

Enrollment 
Cri ter ion 

(% Females) 

100 
100 
100 
99 
97 
94 
94 

91 

88 
77 
76 
66 

47 
18 

82 
80 
79 
75 
71 
65 

9 
11 
13 
32 
38 
42 

58 
46 
48 

0 
18 
30 
30 
37 
40 
44 oc 
45 21 



Table 3. Compailion of Mean Responses to Freshraan Survey Variables-
T r a d i t i o n a l , Non-tradit ional Females, and Males* 

T e l e 4. Comparison of Responses to Perception Questionnaire T r a i t s - -
T r a d i t i o n a l , Non-tradit ional Femalos, and Males 

J u 

NON-TRADITIONAL FEKALES 
RESEMBLE HALES 

SAT Math 
MATH Abi l i ty 
Indepeiidence 

ENROLLMENT RATIO C 
Tradi- Non-Tradi 
t ional 
Females 

492 
3.00 
3.63 

Preparing for Marriaoe 3.16 
' NON-TRADITIONAL FEMALES 

STSEMBLE TRADITIONAL FEMALES 

High School Average 
Self-confidence 

(Intellectual) 
Self-confidence (Soc 
Popularity 
Friendships 
Social Knowledge 

N 

NON-TRADITIONAL FEMALES 
SIMILAR TO MALES 

SAT Math 
Independence 

86.3 

3.26 
i a l ) 3.22 • 

3.26 
4.04 
3.73 

489 

t icnal 
Ferial es 

5 5 
3.J6 
3.85 
2.73 

86.3 

3.3P 
3.23 
3.27 
4.01 
3.67 

210 

:RITERION 

-

Hales 

1 

3 
3, 
i . 

83, 

524 
.33 
.72 
.98 

.4 

3.54 
3.40 
3. 
3, 
3, 

,36 
,82 
.56 
5/16 

PERCEPTION CRITERION 
Tradi 
t ional 
Females 

502 
3.60 

Preparinn for Marriage 3.2? 
Social Knowledge 

NON-TRADITIONAL FEMALES 

3.71 

SIMILAR TO TRADITIONAL FEMALES 

High School Average 
Self-confidenre 

(Intellectual) 
Self-conficence 
('social) 

Popularity 
Friendships 

NON-TRADITIONAL EXCEED 
BOTH GROUPS 

Academic Ab i l i t y 

Hath A b i l i t y 

N 

86 .9 ; 

3.22 

3.J'1 
3 . ' 3 
3.99 

3.5b 

:..05 

342 

Non-Tradi
tional 
F'iniales 

537 
3.78 
2.99 
3.44 

87.7 

3.41 

3.21 
3.19 
3.99 

3.76 

3.83 

83 

Hales 

524 
3.72 
2.98 
3.56 

83.4 

3.54 

3.^0 
3.36 
3.82 

3.52 

3.33 

546 

SIGNIFICANT 
COMPARISONS** 

M J NT > T 
M J Ni > T 
NT > T 
NT< T 

T > M 

NT & T < M 
NT i T < M 

None 

T > M 

SIGNIFICANT 
COMPARISONS** 

H S NT > T 
None 
T > M 
NT i M . i T 

T 4 NT > M 

T < M 

T X H 
T ^ M 
T > H 

NT > T & M 
NT & M > T 
NT > H 

•Femininity 
•Conventionality 
•Gregariousness 

Independence 
Autonomy 
Dominance 

•Competitiveness 
Assertiveness 
Activity 
Achievement-orientation 

N 

•Femininity 
•Conventionality 
*Gregariousness 

Independence 
Autonorny 

•Dominance 
•Competitiveness 
Assertiveness 
Activity 
Achievement-orientation 

N 

ENROLLMENT CRITERION 
Tradi- Non-Tradi
tional 
Females 

5.92 
4.55 
4.69 
5.20 
4.89 
4.37 
3.89 
4.88 
5.01 
5.71 

126 

tional 
Females 

5.45 
4.28 
4.63 
5.53 
5.23 
4.70 
4.28 
4.78 
5.28 
5.55 

40 

PERCEPTION CRITERION 

6.09 
4.64 
4.67 
5.17 
4.80 
4.19 
3.78 
4.75 
4.92 
5.77 

96 

5.92 
4.21 
4.50 
6.00 
5.50 
5.14 
3.86 
5.14 
5.64 
5.86 

14 

Males 

1.85 
3.65 
4.06 
5.09 
4.84 
4.66 
4.45 
4.85 
5.01 
5.30 

114 

1.85 
3.65 
4.06 
5.09 
4.84 
4.66 
4.45 
4.85 
5.01 
5.30 

114 

SIGNIFICANT 
COMPARISON** 

All 
T S NT > M 
T > M 

M > T 

NT & T > M 
T > M 
T > M 

NT & M > T 
M > T 

2!5 
* Only significant differences (p,^.05 one-way analysis of variance) are 

shown. 
* • p i t .05 Scheffe's Test. 
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Coefficients* 

Enrollment Criterion ' 

lUO 
Step Variable Coefficient 

MATH ABILITY 
MARRIAGE 

INDEPENDENCE 

SELF-KNOWLEDGE i 

HIGH SCHOOL AVERAGE 

SAT MATH 

SELF-CONFIDENCE 

(INTELLECTUAL) 

DEGREE 1̂  

.55 
-.44 

.51 

-.36 

.35 

.22 

.27 

-.18 

)i 

SELF-CONFIDENCE 

(SOCIAL) 

Canonical Correlation = 
N Traditional.' 489 

Non-traditional 210 
Total 699 

MATH ABILITY 

.17 

,304' 

+1.0 

X 

.0000 
stereotype Criterion 

SOCIAL KNOWLEDGE 

RELATIVE EDUCATION 

INDEPENDENCE 

FRIENDSHIPS 

MARRIAGE 

SELF-CONFIDENCE 
(INTELLECTUAL) 

8 SELF-CONFIDENCE 
(SOCIAL) 

9 HIGH SCHOOL AVERAGE 

Canonical Correlation = 
N Traditional 342 

Non-traditional 83 
T o t a l 425' 

-.81 

- . 5 2 

- . 2 9 

.26 

.24 

- . 1 6 

.30 

- . 2 7 

*15 

.408 

- 1 . 0 

X 
X 

X 

V 

p .0000 "-

D 

1 

X 

X 

' +i.o 

x 

^ 

' 

• 

•standardized canonical discriminant 
, function coef f ic ients. 

Fig. 1. Prof i le of the Role Innovative Woman - Freshman Survey Variables. ' 
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Coefficients * 

Enrollment Criterion 

Step Variable 

1 FEMININITY 

2 INDEPENDENCE 

3 ASSERTIVENESS 

4 AUTONOMY 

5 DOMINANCE,, 

6 ACHIEVEMENT 

7 COMPETITIVE 

8 CONVENTIONAL 

Canonical Co r re l a t i on 
N T 126 

NT 40 

Tota l 166 

Coefficient 

- -.619 

.494 

-.669 

.342 

.422 

-.365 

.268 

-.238 

= .340 p 

> % 

.0116 

-1 .0 

X 

; ^ ' 

X 

. 

( 

y 

X-

) 

X 

X 

• 

+1.0 

^ 

-

• " 

-1 .0 

Stereotype C r i t e r i o n 

0 

1 DOMINANCE 

2 INDEPENDENCE 

3 GREGARIOUSNESS 

4 ACTIVITY 

5 CONVENTIONAL 

6 FEMININITY 

7 ASSERTIVENESS 

8 AUTONOMY 

Canonical Co r re l a t i on = 

N T 96 

NT 14 

.489 

.409 

- .476 

.567 

- .377 

- .364 , 

.421 

.300' . 

.389 p 

Total 110 ' 1.^ . 
•Standard ised cane 

x l 

.0291 

X 

x/ 

x^ 

+1.0 

Fig. 2. Prof i le of Role-inno^atlve Women - ferception Trai ts . -
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What Happens-'Twixt the Cup and the Lip:" 
Data to Information to ,Actioh--
. Da-ta Development in a, Complex 

• .' ' Multi-Level E^nvirpnment ' , " ' .. 

I ' • ' Janyce J. Napora' «• " • 
, Director of Planning and Institutional Studies 
' ' System Office , \ • 

University of Massachusetts' 
" 250' Stuart Street ' -^^ 

• • ' Boston, MA 02116' . ^ • . 

My presentation will be a bit .different from the others.,, in that rather 

than desoribirjg a particular study, or instance of the use ofda^ta, I am 

going to relate to you ,the case study of the development of an Office of 

Institutidnal Studies in* the Central Office of a multi-campus university 

system. ' • , , ' . . 

The Uni'versi.ty of Massachusetts has three campuses, a comprehensive 

University Center in ̂ nihersti a Medical.Center ih. Worcester, and an urban, 

ca.mpus, With developing graduate programs .in. Boston. ..T/iis multircampus' 

system is goverr)e(j'by a single Board of/rustees which "is appointed,by the 

Governor, and a president who serves at the pleasure of the Board." Each 

campus is headed by; â  Chancellor., who reports .directly to .the-President. 

In addition, the President retains a small central office, staff of approxi- ' 

mateiy twenty.professionals. -This central staff includes'University'Counsel, 

collective bargaining personnel, central budget and plannin'g.'s'taff,'. arfd a 

Public Relations Director. Marty University-wide functions such -as the 

Administrative Data Processing, the University Controller, the Treasurer, 

and the Interrjal Auditor Report .to the President thrq,ugh*hi^ central'staff. 

All public institutions in'Massachtis;etts are further governed by a • 

statewicje Board of Regents, ̂ Iso appointed by the Governor. The Board of 

Regents is responsible for overall governance,"and planning-and polfcy 

direction'for all of public higlier education în the £;.tate. As you have 
^ ' • • . • ' ' • ' 

f)robably guessed by now, the central problem fpr" developing a system level 

..qtfice of Planning and Institutional Studies, .lies.'in the interstices between 

th^ campuses, the instituti.onal 'Board of Trustees and the Board of Regents' 

'••and the Regents staff. ' . " ^' ' ' * 

21'} u. 
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In any organization, i t is important to match the level "of the 

data to the level of decision making. In a s i tuat ion s.uch as the • 

Central Of f ice, which is the middle level in a t r i - l eveT hierarchy, 

this match is c ruc ia l . For our purposes, we"divided d.at'a and the 
' ^ . ' > .. ' . . . . • 
level of decis.ion making each into three categories as fol lows: 

Levels gf Data 

Policy 
' Summary Level 

Operational 

Levels' of^Deoision Making 

Policy . • ' 
Implementati on/Proces s 
Operation 

Each of the .levels of decfsionrmal^ing exist in v i r t u a l l y a l l . * 

organizations.. On a campus for example, the operational ,leve-l con-

,sists a f t h o s ^ decisions whigh are necessary to.say, get a studfent 

registered, or to run an admissions or f inancial .aid Qffi.ce. The 

' implementation/process l eye l . Which requires summary l e v e l d a t a , 

w.ould be those decisions which are made at the vice-presidential 

l eve l , or by committees of operating personnel —how long-should the 

regist rat ion period be? How much'weight should'SAT scores be-gi,ven 

in the admissions process? The-implementation/process TeveVwou'ld 

also include i n i t i a t i o n functions for issues on wh ich f ina l -d ispo-

s i t i on l ies at the po.licy leve l . 'For example, new academic'program 

development'usually begins .at thig-.Jevel, wi th Board approval..usually 

necessary. - ' , " ," ' . - c • 

Although-we can/reach some consensus on the nature of operational 

and su'mnary level data, i t is more d i f f i c u l t to address what constitutes" 

pol icy level data. A working de f in i t i on ,of pol icy level data includes 

the fol lowing: - ' ". ,̂̂  • .• 

&• 

> ^ '• 
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- i t is aggregated (to what level?) ; 

. - ' i t is placed within- an external context; ' • ' . 

- i t includes .trend datji analysis and; 

- categories of data relate d i rec t l y to the 
policy issues at hand. * • . 

• In developing policy level data, we focused on a determination of , 

the type and level of data appropriate to a system" l^vel offi^ce.* P r i -

mar:1ly, we defined i t by what i t - i s not. We determined that the campuses 

should retain responsib i l i ty for developing detai led enrollment, admis

sions and other student related dat'a, faculty/workload s t a t i s t i c s , spa-ce, 

u t i l i z a t i ^ analysis and a l l other detai led campus-focused information. ' 

Ins t i tu t iona l Studies in the Central Office would focus more broadly on 

university-wide issues wTrich are relevant to the President and the Board 

of Trustees; the development of reports for external d i s t r i bu t ion -and, 

the development of external contextual data and information for po l icy , •. 

planning and ,decision making. These-specif ic ' tasks' 'an led to the 

establishment of a summary -level data.base for planning and decision 

making. ^ • 

( Three speci f ic products which'we have developed over the Qjist year 

i l l u s t r a t e this focus; The Monthly Indicator Report, Environmental Scan

ning and the development of data in support of Collective Bargaining. 

The Monthly Indicator Report consists of both a f inancia l section and a 

•non-financial section. The f inancial section is a f a i r l y conventional 

overv'iew of the state^df each campus, and the University as a whole 

along a var iety of f inancia l measures. These include expenditures to -

date in personnel and non-personnel subsidiary accounts, and iT)onitoring 

of expenditures in grants and contracts. Each of uiese are then compared 

- to the previous month and "to the same date last year. The second, or 

) 
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. non-financial section consists of an l o d i c a t o r l l f t-he Month. Each" 

month a d i f fere i f t indicator is selected for" analysis. thes6 indica-

tors^have included a look at admissions, degrees granted, and en ro l l -

ment trejids. Future plans include such'issues as facul ty salaries 

and. trends in f^aculty-movement. ' ,. 

Environmental Scanning consists* of three data related areasj 

.access to demographic data;* establishment o f a' comparative data base 

for peer ' inst i tut ions-, and'econdm.ic indicators. We currently have 

, demographic data'available from the, census wi th on-l ine computer 

access. We have begun to develop a computer based comparative data 

base with comparative data at the nat ional , regional and ins t i tu t iona l 

level on a var iety of̂  topics ranging from facul ty salaries to student 

data.' '.Phe area of economic indicators j . is ,our weakest area, although 

the recent addit ion of s ta f f with econdmic expertise promises to', 

addressHhis problem in the foreseeable future. The development of 

„£fata in support of the'Col lect ive Bargaining includes'the'usual em

ployee trend studies and.project ions.. In add i t ion, we have begun 

exploring the development of a computer based cost modeling system. ^^ 

for use dOrjng negotiations. 

• ' CONCLUSION 

Has this.-ef fort been successful? Since concerted e f f o r t i n th is 

d i rect ion has only been in ef fect for about one year, any de f i n i t i ve 

judgement would be premature. The Monthly Inditat 'or Report has been_̂  

very well .received by, a l imi ted dis^tribution group.of pr imari ly Central 

Of f ice-s ta f f . We w.il l be able "to better evaluate i t s acceptance when " 

,we expand d i s t r i bu t ion to the' campuses apd mjembers of f the Board of 

• Trustees. Both the Environmental .Scanni'rig and data in support of 

,t> 

• \ 
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•Collective Bargaining projects ar'e in embryonic states. • ^ * 

The r̂nost measurable effects to date of this new direction has* 

resulted from the overall improvement in our data base, as opposed 

to a specific product.' These effects have been as follows:- . ) 

f 
- enhanced perception of the O'ffi-ce of'Planning and 
V Institutional Studies as aidata source among the 

central staff members; '̂  

/ 

improved credibility with the Board of-Trustees 
and; • _ . 

> 
increased .utilization as a data source by the campuses 
and Board of Regents staff. . • 

-5 
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EXAMPLE" • 

MORA^DUM FOR: President 
and Presi 

FROM: OanMNaporâ  Ellen O'Connor 

^ SUBJECT:. Monthly Indicators Report 

C. Knapp 
's Office Staffs • 

, C?i^^st 

Attached is the f irst , in a regular series of Monthly Indicator Reports. The purpose ' 
of these reports is to both infom staff in the President's bffice and on the ca'm-
pus^,s, arid to build a uniform liniversity-wide sumiary level data base. 

Part I of this report is a fiscal analysis sumiary, by campus for the last month. 
Contextual information i s provided through comparisons with the previous month and ^ 
last year; expenditures year to date and projected yearly expenditures are also 
included. Information on the President's Office, the Hospital and Group Practice 
is also provided/ This portion of the-report was prepared by Linda Post, and com
ments can be directed to her. 

Part II of this report consists of indicators.of the month. Each month we will 
select a different set of indicators' for display and analysis. By the end of the 
f irs t year cycle, we will have developed trend data on a variety of important issues. 
This month the- selected indicators focus on financial aid. 

We have developed a tentative schedule of the montthly indicatory for the nextyear, ' 
including"salaries, faculty movement and various cost analyses. However, we have 
reserved some space to add indicators suggested, by other staff members. Ellen O'Connor 
did the data collection and analysis for this section of the repdrt. Comments can be 
directed to eithfer jne or her. 

» , . » • . - . • . . ' 

This, the f i rs t of the "Monthly-Indicator Reports,'is being distributed only to staff , 
in the President's. Office. As the concept develops, we expect to enlarge circuTation 
to ;the Chancellor^^, key |)ersons on the campuses,, and others,. We very much look forward 
to your comments ^nd'suggestions. - / . , . • • . 

-~ U e " 
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EXAMPLE 
MONTHLY REPORT 

FOR MAY 1982 

The a t tached tables , summar ize personnel , payrol l^ and expendi ture 
data for the m'onth of May ftor each campus and for the Univers i ty 
as a whole. Highl ights of . th is month's r e p o r t arenas fo l lows : . 

AMHERST - Although expendi tu res are up s i g n i f i c a n t l y from l a s t 
month, almost a l l of the increase i s due to the occurence of f ive 
pay per iods t h i s month r a t h e r than the usual four . When adjusted 
^or the number of pay p e r i o d s , there i s e s s e n t i a l l y no change in 
payro l l expendi tures frojR l a s t month and â % increase in- t b t a l 
s t a t e e x p e n d i t u r e s . Tnie • % i n c r e a s e . i s m o s t l y due t o - a 

• increase in the 08 account for water ?nd sewer', o^ver 
l a s t ifionth. 

When compared to budget , ' t o t a l s t a t e expenigitures are s l i g h t l y 
belowbiidget while both s t a t e payro l l expendi tures and number of 
s t a t e p o s i t i o n s f i l l e d a r e t i g h t pn b u d g e t . . A l t e r n a t i v e l y , 
honSttate payro l l expendi tures are running % over budget for 
,FY82. 

^ 

\ 

With regard to Grants and 
submitted and' the number 
r e s p e c t i v e l y , , f r pm l a s t 
awards received are down 

Con t r ac t s , both the 
of awards r e c e i v e ^ 
month; howeveij , t he 

% from last*" month. 
r ece ives approximately the same amount of award 
in May, then the do l la r value of grant 
f i s c a l year w i l l be >l under budget and 

number of proposa ls 
are up % ,and %,• 

d o l l a r v a l u e of 
Assuming Amherst 
money in June^. as and contract awards this 

13% below that pf FYSl', 

BOSTON - Both number of state positions 
state 01, 02 payroll expenditures are 
month. 

filled anjd, subsequently, 
down slightly from last. 

after adjusting for.five pay-per iods.̂  On the other hand, 
both other s t a t e and n o n - s t a t e pay rp l l expendi tures and t o t a l 
-state expendi tures are up % t h i s month a f te r^ad jus t ing . for f ive 
pay p e r i o d s . 

o • ^ . • , ,-. • ; • • • . 
P r o j e c t e d s t a t e pos r i t i ons " " f i l l e d , "and s t a , t e .01 , 02 p a y r o ' l l 
expend i tu r e ' s a r e r i cp i t on budge t^ fo r t h i s f i s c a l y e a r . Likewise ' , 
t o t a l s t a t e e x p e n d i t u r e s a r e p r o j e c t e d t o come in s l i g h t l y under 
budget.^ Other p a y r o l l e x p e n d i t u r e s a r e - r u n n i n g ' way over i judget 
because -of l a r g e u n a n t i c i p a t e d i n c r e a s e s in t h e " s t a t e 0 3 " and 
Vistate s p e c i a l " ' p a y r o l l s r e s u l t i a g - from tTle r e ' o rg ' an i za t ion and 
c l o s i n g of Bostpn StatQ C p i l e g e , . . . ^ 

,MEDltAL SCHOOL - T o t a l 
, Apr i 1 ' s 

. s t a t e - e x p e n d i t u r e s for v t h e month o t May 
e x p e n d i t u r e s when a d j u s t e d fpr f i y e ^ p a y a r e ;. % below 

. p e r i o d s . .̂  However ,-Apr i l ' s e x p e n d i t u r e s v e r e abnorfnally h igh even 
a f t e r a d j u s t i n g for the*jori-e-time e x p e n d i t u r e of %-.. i n . t h e 
F a m i l y Medicine Res idency Program.- He;:^ce., when compared, w i t h 
March ' s e x p e n d i t u r e s , t o t a V s t a t e e x p e n d i t u r e s t h i s month show a 
• s l i g h t i n c r e a s e ' a f t e r ' a d j u s t i n g ' for t h e e x t r a pa^o - l t , " and a r e 
c u . r r e h t l y ^ u n n i n g • J.% be low-; budget ." / , * 

2Se, 
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S t a t e 0 1 , 02 p a y r o l l e x p e n d i t u r e s a r e up s l i g h t l y over A p r i l ' s 
a d j u s t e d f i g u r e whi le o the r p a y r o l l e x p e n d i t u r e s a r e down 
s l i g h t l y over the same p e r i o d . S i m i l a r l y , s t a t e p a y r o l l 
e x p e n d i t u r e s a re p r o j e c t e d t o be I under budget for •FY82 wh i l e 
o the r p a y r o l l e x p e n d i t u r e s a r e p r o j e c t e d t o be %, over budget 
for -the f i s c a l .year . ' > - • 

Once a g a i n , the number of s t a t e p o s i t i o n s f i l l e d has n o t changed 
s u b s t a n t i a l l y s i n c e l a s t .month and i s s t i l l r u n n i n g % t o " % 
under b o d g e t . . ^L 

«̂ . TOTAL UNIVERSITY - ^ t a l 
" f igures m o n t h ' s r e v i s e d 

s t a t e e x p e n d i t u r e ^ a r e u p ' % over l a s t 
a f t e r a d j u s t i n g for f i v e p a y p e r i o d s . 

A l s o , when a d j u s t e d "for t h e number' of p a ^ p e r j o d s , t h e r ' e 
e s s e n t i a l l y no "Change in p a y r o l l e x p e n d i t u r e s from l a s t month . 

i& 

When c o m p a r i n g p r o j e c t e d - e x p e n d i t u r e s t o t h i s f i s c a l y e a r ' s 
b u d g e t , s t a t e 0 1 , 02 p a y r o l l e x p e n d i t u r e s -are r i g h t 
o the r p a y r o l l e x p e n d i t u r e s a r e r u n n i n g % over b u d g e t ; 
s t a t e e x p e n d i t u r e s a r e % below b u d g e t . Number 
p o s i t i o n s - f i l l e d are' a l s o r i g h t on b u d g e t . 

on budge:t; 
and t o i a l 
of s t a t e 

Net c a s h . b a l a n c e a v a i l a b l e for inves tmen t - cash b a l a n c e on a l l 
f u n d s minus s t a t e funds a n d - p r o j e c t s - i s a p p r o x i m a t e l y $ 
m i l l i o n t h i s m o n t h . This i s ' an % i n c r e a s e over A p r i l and a ' | | 
i n c r e a s e over May 1981 . ' ^ , •*, 

l a s t PRESIDENT'S OFFICE - T o t a l e x p e n d i t u r e s a r e up % over 
month and % over May l a s t ye 'ar . L i k e w i s e , payr .o l l 
e x p e n d i t u r e s a re up v% over l a s 4 month and ^% over May 1 9 8 i . 
Although t h i s s i g n i f i e s , a d r a m a t i c i n c r e a s e i n , s p e n d i n g , Jioth 
t o t a l exp^eridi^tures and p a y r o l l e x p e n d i t u r e s a r e viell Under budget 
a t ' % anfi V','% of b u d g e t , r e s p e c t i v e l y . '-

? OSPITAL - M a t e r i a l s n o t ^ s u b m i t t e d . 

GROUP, PRACTICE ___^ ^ - T o t a l e x p e n d i t u r e s fo r May 
Apr i l ' s l e v e l but a r e up . % oyer May 1981 . 
p a t i e n t r e v e n u e s a r e up s over A p r i l , which 
low .month , and "^ % . over May ^o ' f l a s t y e a r , 
e x p e n d i t u r e s for t he f i s c a l year "̂ nrfe g l i g h l t y -over 

. t h a t r e p r e s e n t s no problem ^ i n c e - p r o j e c t e d r e v e n u e s 
•budget. - • . " • 

The g r o u p ' p r a c t i c e ' s cash bal^n-ce i s a t $T^ / m i l l i o n 
month-enfl l e v e l e v e r . 

<t^ 

a r e down % from 
S i m i r a r l y , g r o s s 
was an . u n u s u a l l y 

•Pro jec ted 
budget, but 

% over are 

; th^' highest 

u ) ^ 

237 • 



' 

AMHERST 

l u t d l Sidte Expenditures 

Payrol l Expenditures; 

State 0 1 , 02 

A l l Other 

Tota l 

Positions Filled: 

State bl, 02 

A'II Other • 

Total 

Current*** 
Month 

fj 

i 

* < 

• 

Last 
Month 

-

r~ 

-

MONTHY REPORT ' 
FOR MAY, 1982- ' ' 

, ' X Change from 
- X Change from Same Month 

Last Month Last Year 

»r 

-

' 

. 

X 

. 

FY82 
Budget 

• • 

' 

Expenditures 
. , Year 

To Date 

' 

. 

^ 

ft. 

L 

Projected 
Expenditures 

For FY82* 

1 ' 

^ 

, 

V 

• 

S of Budget 

• 

' Grants & Contracts: 

Proposals Sutwitted 

/Wards Received 

Dollar Value 

BOSTON 

-Total S.tate Expenditures 

Payroll Expenditures: 

State 01, 02i , 

. A11 Other 

Total 

Positions Fil l ;d: 

State '01, 02 

All Other » 
Total 

S-

.r--

NA » f<ot Available , . ' • 
* ExpendLtures Year to Date + /Current Month's Expenditures x 4/5). 
* ^ r r e n t Month's Receipts f Receipts Year to.Oate. . ,^ 

••"Current nonth includes five pay penoas rather than the usual four. 

(^ J O 

> 
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INDICATORS OF THE MONTH 

287 
EXAMPLE y 

The ronthly indicators for June focus on f inancial a id . The extent to which ^ 
recent changes i n federal' funding pol icy and r i s ing costs in higher education 
affect student enrol'lment .is of increasing concern to i ns t i t u t i ona l adrriinis-
t ra tors . Three groups of varjabl£§ have been selected to provide ins ight in to 
th is .issue; the "relat ionship between income, average award and t u i t i o n char^ges, 
need-versus aid and-an analysi's of the interact ion between the aggregate s tu 
dent expense-budget and vario-u^-aid sources. 

IKCOKE. AVERAGE A'/.'A'RD AND TUITION' CHANGES INDICATOR: When average income fo r 
botIT independent and dependent aid recipients is compared to average award and 
tu i t i on rates over t ime, several interest ing trends Begin to emerge. These 
variables help explain the Univ,ersity's a b i l i t y to of fer award packages that 
keep pace with changes i n income and t u i t i o n . Idea l l y , t u i t i o n and i n f l a t i o n 
increases should be matched by inject ions of revenues in to f inancia l aid as , a ^ 
university faces an obl igat ion t a provide f u l l aid when needy students are \ 
accepted. ' ' " - • ' . • , 

Table 1 l i s t s these figures for both Amherst and Boston; whereas Chart I and I I 
are graphical depictions of̂  each campus' percentage cha-nge.ifr the variables. 
The percentage change frdm FY 1978 to FY-1979 fn average award for Amherst was 
a 20i increase, but the incre^ase from FY" 1979 to,FY 1980 was only 3%. Thfs low 
was of f -set . in. part- by the percentage change from FY 1980 to FY 1981 where the 
size of the average award rose by 13%. 
Independent student's income has risen 
at a roughly constant rate with the 
exception of an 18% dip between 
FY 1978 and 1979. This constant 
increase was re la t i ve ly close to 
the rate of i n f l a t i o n which is 
s igni f icant because t u i t i o n has 
risen at a greater ra te . 

TABIE I -

TUITION. AVERAGE AWARD AND AVERAGE INCOME 

Tuition 

Average httri 

Anhei^t 

loston 

Dependent Student 
Income 

^ h e r s t 

loston 
\ 

Indcpendeat Student 
Incoae ' 

Mhtrti 

•otton 

. 1976 

450 

1.552 

1.560 

16.800 

13.069 -

. 2.635 

2.762 

1979 

525 

1.877 

1.536 

18.480/; 

13,415 

2.150 

2.903 

1980 

625 

l .»40 

1.6C&> 

20.003 

14.902 

2.305 
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;ion increases jumped from a 91 hike during 1978-1979 to a steady 20 percent 
in subsequent years. This gap of about 10/c between t u i t i o n and the other. 

iables suggest that , sin^e 1979, parents of students on aid and aid recipients 
contributed a larger share of the i r income to educational costs. • • 

CHART I 

-INCOME", AVERAGE AKftRD, AHD 
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Boston's graph (Chart I I ) shows that the percentage change i n independent students 
inco.n^ swung from 4 percent r ise over FY,'1978 to F'̂  1-979 -to a soaring 32% increase 

. during the fol lowing year, and then dropped to an eight percent~decrease over 1980 
to 1981. I t is d i f f i c u l t to~say why these aberrations occurred. Perhaps more t r u l y 
needy students chose to attend during 1980-81. Avera^ award and dependent student ' 
income increases nicely converge -during the 1980-81 period, but;the gap, s imi lar 

' to Amherst, between t u i t i o n increases and average award payouts has hel-d steady at-
about 10% S'ince 1978. . ' ' 

V 

CHART II 

INCOME, AVERAGE AWARD, AND 
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This paper reports a case study analysis of the,planning process at a 

major public university over a t€h-year pepipd. It is unique because, unlike 

previous studies which have dealt with the^planning prpcess in either.a tech-

nical or superficial manner, it conceptualizes planning as a politital pro

cess, The selectted inst i tut ion launched three dist inct planning efforts 

f 

\ - • : - • ^ ' " 

during this time, offering a microcosm for study. Studying the same institu

tion ovef^ime provided alsetting in which certain variables were stable and, 

facilitated comparisons which could not have been .possible among different 

institutions. These c6mpa"»\isons added to the understanding of those factors 

which contributed to the su{;cess or failure of the effort. " 

The focus of this study was on comprehensive institutional academic 

planning. Comprehensive, in\the sqnse of examin-ing the way ah institution 

integrates its vanioiis subunit's. Planni,ng as it occurs in'the individual 

subunits is not without its importance, but, .for purposes of this study, was 

dealt with only as it related to overall planning. Institutional, as op,-
/ / i 

posed to/state-wide or multicampus- approaches, although the interface,b^-

bween the institution and the larger entity to which it belonged could not 

be totall/ ignored. Academic, .in the br^ad sense of dealingiwith policy 

questions'and resource allocation, but with physical planning only tangen

tial ly,/as it iiiipact-Gd upon academic decisions. , - . ' 
.' < Brief Literature Review 

r 
During recent years, change has pervaded higher education institutions. 

A surv^'' of over.1200 institutional presidents/, found that over three-

fourths of the respondents could identify a major change that had a signifi

cant impact on their institution (Hodgkinson*,'1974). However, despite the 

realities of the environment, a subsequent study found that ttie planning 

efforts undertaken by institutions fared quite poorly. 
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Although presidents unanimously endorsed planning as necessary and 

desirable', academic plans., on the v*iole, were characterized by a rejection 

of the idea of scarcity and lack of (Connections to the decision-roaking 

process. (Cohen and March, 1974). Thus, although institvitiqnal leaders 

recognized the- problem and albeit iri a g'eneralized manner indentif ied 

the tools with \̂ iicih to cope with the problem they, for the most part, 

have been' unable to, convert'this knowledge into an operative academic 

plan. ^ 

In order to plan more successfully, institutions need a better « 

understanding of those factors \4iich contribute to the success or failure 

of their efforts. The recent literature en planning has been prl|narily 

descriptive rather than analytical. NCHEMS .ccranissioned a series of 

four case studies in 1978, a project v^dch speared to be premising. 

However, vpon pxablication-this turned out to be merely an.examination of 

the planing process documents rather tha^ the process itself. (NCHEJIS, 

,1978). The limited analytical literature available has tended to focus 

primarily on program budgetijig, business techniques as ̂ pliisd to education, 

or the cost sttdy approach. Biere is very little attention paid to a 

discussioaof ~the interrelationship among value oonsiderations, leadership, 
* 

and participation. Indeed, most of the writing has totally ignored the 

political context within vAuch such plaiming efforts have taken .place. 

Methodology 

Preliminary research indicated that the case.under consideration > 

could be divided into three subcases Based on three distinct chronolcigical 

periods. Each period was distinct in ̂ iproach, principal characters, and 

outcane. Each subcase was then individually evaluated along two diitensions— 
' " • ' • 

a product dimension and a proces^ dimension. 

The hypothesis was that p^formance along either dimension TjTOuld be 

accounted for by three variables. These variables, v^ch were identified 

-%-
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• * • 

through an extensive review of the literature included: a clear conception 

of ihstitutiotel missicxi, the level of faculty participation, and the 

quali^ of aĉ deniic leadership. It was further hypothesized that ĉ ie or 

more -of these variables accounted for performance along a particular 

.dimension more than, along the other diinension. 

The case stixJy method was selected in order to provide sufficient 

detail and analysis to illvminate the ccrplexities of the planning 

process. The decision to study •an'inptitution over time rather than 

caiparing institutions, was based^ largely on two major ccwisiderations. 

First, sirice the object of this study was an in-depth analysis, there is 

sane questicaa v̂ tether a sufficiently thorough understanding of the 

political and'administrative cdiplexities of a second institution v̂ xald 

have been possible. Without access to candid and sonetimes sensitive 

informatiai at other iiistitutions it would have, been impossible' to 

diplicate the in-depth and critical analysis. Second, the institution 

selected offered the near ideal ccnprcmise. Since preliminary .research 

indicated that thei;e had been three major planning attenpts over a 

relatively short period of tine, it was possible to make ccnparisons 

within a Relatively stable cc^text. , . ' , • 

Data for e^ch case study was deveiĉ >ed ih three steps. *1he first 

was' to discuss each subcase infomally with persons viio had been on* 

caiqpus during that time. ~ This, provided preliminary/ althou^ unfocused, 

information. The second step was to review the available written,documents, 

. including minutes of meetings, oorrespaidence, reports, and newsp^)er 

^ accounts. Particularly for the first two subcases, there was extensive 

documentary mateifial in the university archives, the planning odimittee 

files—v^ch were still intact—and in individual personal files. This 

backgrxxmd information was used to produce a chronology of events, an 
* • • • 
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interview list, and a list of guiding questions for the-interviews. 

The third step involved extensive interviews with .partd.a$)&nts. Almost 

thirty formal interviews v/ere held, averaging over nine^ minutes each. 

On a more informal basis, coviitless oonversatidns were conducted with 

* • • - .. * , '"".-A 

f-atulty, staff, and administrators over a'Several year perio^. •'These 

discussions contributed greatly ta the overall under;standing of the 

r institution and the contejl^ in v*uch planning efforts were taking place. 
Definitions " > • 

There are almost as many definitions of planning as there are 

^writers addressing- the tc^ic. Althpugh there is a great deal of overlap) 

and dtplication, two viewpoints on planning emerge. The first, offered 

largely though not excliasively, by writers of"the late 60's and very 

early 70'.s a^d by writers wil̂ î a business orientation is essentially 

product oriented. This ccaiception- of planning focused en how to arri,ve 

at and v^at to do with a "plan". (Dru(;dcer-, 1 9 6 4 ) . . . 

\ J#ter writers ai>d those writing with specif isC ̂ ^aplication to higher 

ediacation -modified this concept by focusing on the planning' process 

(Banghart and Trull, 1973 and Halstead, 1974). As practice indicated 

that carefu](_planning did not necessarily result in inplementation, 
> 

particular attention was paid ,to the developnent of criteria for evaluating 

planning effectiveness over time (Glenny and Weathersby, 1971). 

This case study is interested in both of these dimeiisions of planning. 

The developnent of a final plan is inportant as the end product of the 

process, and as the mechanisn against vMch to measure progress. However, 

the process itself, including the developnent and the iit^leroentaticn of 

the plan, is-integral tb the entixe process. 

The following are tne operational definitions of these two dimensions 

/ J 
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of planning as \ised in this study. , ' . 

Djjnension I, the product dimension, was primarily concerned vath 

v^ether a plan was produoe(^ and inplemented. The criteria vMch were 

• used in evaluating a plarming effort along this dimension inclvded: were 

the goals clearly determined, the problems diagnosed, thSSoptions thorOu^ily 

examined, the possible solutions selected^ and a plan of action determined? 

Although the focus along this dimension was primarily with the product, . 

the mere writing of the plan was not sufficient to. indicate success. 

The plan must have been, to sate extent, siacoessfully* related to the 

ongoing life of the institution. However, there was no attenpt to 

evaluate the long term outcanes of the changes instituted. 

Dimension II focused on the process. ~A planning' process was evaluated 

alcing Dimension' II by ascertaining its rvalue to the institution. The 

criteria used included: "̂ Did the procesfe serve to educate the xmiversity 

cottnunity to the existiiig possiblilities and constraints? Did it foster 

an acceptance of the concept of planning in general and of this process . 

in* particular?^ -. 

Institutional Mission - For purposed of this study, institufeiceal 

mission was defined as the coipendium of values and priorities of* the 

institution. The issues v^ch an' institution nust face in this regard 

are staggering. Some of them incl\x3e a delineation of the constituencies 

served; the balance between teaching, research and service (Kerr, 1963 

and 1972) and'an outline of institutionaljrole as a professional school, 

liberal arts-college, graduate center,, etc. (Bpldridge, 1971a and 1971b). 

Although virtually all institutions haVe "mission statements", they all 

too often are authotred fpr public relations purposes, rather than being 

a thorough look at the iiistitution, its present and future. 

A review of the literature on institutional ijiiqsion and goal develop-

• I" • 3(Jo ' 
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nent raised several questions useful for evaluating the development of •-

; institutional mission. Tnese questions form the core of the qserational 

definition of institutional mission as used in this stuity. 

Has the institution reached broad agreement on its mission? 

Has the institution resolved the conflict among goals? « 

'Has. the institution been able to move fron ideal goals to 

» realistic goals capable of implementation? 

There is aitple evidence in the literature that mission definition 

is not an easy task for institutions. Several authors describe the 

'". splits within and'among goals as both fundamental and inevitable (Baldridge, 
f 

1971, and Kerr, 1963), springing fron the fact of carpeting pUlls'cosan 

institution as it attenpts to adhere to expectations of its "backers" in 

government ard society, vMle at the same time tryiiig not to stray too 

far fron internal assunptions and expectations (Richman and Farmer, 

1974). ,, ^ • • 

Faculty Participation - The political environment of the university."̂  

as well as the traditional role of the faculty in shaping academic 

programs argues for a mgher level of Ifaculty involvement than ia|y be 

necessary in other types of organizations. The literature'offers several 

good reasons for including faculty in the planning process. 

First, planning is an opportunity to familiarize faculty with ^ 

internal administrative paxblems and priorities as well as with external 

constraints inposed by local, statewide or federal regulation. This 

oontinuqus communication forces both faculty and administrators to 

recognize diverse points of view and conflicting interests. Faculty 

participation in planning is, therefore,_ an education proqes's v*iich 

should be viewed as a long term investment (Lindblcm, 1959). ^--^_^. 

A second reason for faculty participation stems 'frc3m the- fact that 

n 
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planning Suggests change, and that change apd innovation by their very 

natureare threatening. • By actively engaging faculty in the planning 

process, thenyntoer of unknown factors can be reduced, and iesistanoe to 

' change can i5e reduced by relieying real or perceived threats to autanaty 

and security-. Participants will •v̂ 6w-the project^ their owi if they 

have participated in. diagnosing the problem and have agreed en the 

definitions andinportance of the problem and adopted the solution by 

- grpvp decision. (Watson, 1969). 

The issue of faculty* participation presents t ^ planner with two 

problems. The first, is hew to identify faculty with the ability to 

exert a leadership role during planni|ng and iitplementation. Lindquist 

described the ideal faculty participant as a"coaiiopoli1;an local", a' 

person v^o has an extensive network of external contacts, yet is esteemed 

and influential in canpus govefnace grox̂ is, and is often an opinion 
> 

leader. He concludes that the extent ,to v^ch p lani^s can recrvtit a 

' core of faculty able and willing to exert; a leadership rqj.e in the 

iiiplementatior: proems may prove to be a key to successful planrLUig. 

. (Lindquist, 1974). • . / 

The second problem is. how to structure the sjcxxjess to assure the 

• optdmaJ^ utilization of the participants. Faculty participation in 
I plannjjig has been studied along t:hree dimensions; the type of--cQiWttfee 

structure; the degree of faculty/admiriistratian integration; and the 

amount of faculty participation. In mast cases^ planning was fioogiplished 

through the existing coimittzee structures v*iere i t had to ocqpete for 

attention among the array of- '̂items generally handled through this strvicture; 

that faculty and administxafeors participated seperately and'; that faculty 

participation was generally ligh*»and regarded as peripheral. Recatirendations 

to address these problems have included joint planning copmiittees 'to 

Vl 

•B03. 



y 

' 296 

provide, a'mechanism for oaitnunication between faculty and»a£3niipiBtrators^ 
-J ' f 

and to focus attention on planning, and; steps, to assure that participation 

in planning be oo^idered a legitimate part of the faculty roles ̂. and be 

recognized in the criteria for faculty prajx>tions <Palbla, t'ehmann and 
. " • • * 

Blischke, 1971)'. .... . ^ ;-' 
s .• • 

The follcwi^ questions form the core of an. operatonal definition 

of-faculty participation as used-in this stuty. • *^ 

<r 

*** 

Is the level of participation .^jpropriately based en historical 

practice, organizational structure and the desirability of using 

•Has a cadre of faculty martoers been cxoltivated vAio will be useful ^ 

"the'planning'process as a tool to ediacate faculty? 

:A to the .process? •'' . 

;^. fs there a sl3:ucture that eissures that faculty" ii^t is not kerely 

reactive, and that participation is active and meaningful? «, * • ^ 

leadership - A fxilly developed discussion of leadership in a tmiversity ' • 

must be placed within the context of -the relevant organizational/govfemance 

7 • • • - / ••; ' /• ( ' 
models. ^Unfortunately, this- disoossion is beyond the scope of this 

short p^^er. ' ^ ' . -. ' ; - . . . 
•- ' ' - 3.. • , • 

In the literature, essentially three perspectives on leadership-

•anerge'. Although they do not represent all perspective on leadership.,, 

' f 
they are useful in understanding the role of the leader as planner. The 

first, is the planner as manipulator,' using pcwer in a, "mechanistic" ' ' 

sense. This approach portrays the planner as retiring tĉ his/her̂ joffice • ̂  

and developing a plan in a technicial sense (Taiikin/} 1972).'" This model , ; 

is inappropriate to the university due to its peculiar,,QrgcffUL2atiolna3̂  

structure and diffuse power pattern. The second concept of leadership •' 

(i-Jeustadt, 1960) points out that even in a hierarchyT-̂ power and authority 
i • 

are not as siirple as they seen. This per-spective emphasizes the, moportanoe 
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r •of person^ influence. 

3he third concept of leadership.was developed by futuristic writfers 

(Bennis, 1966' and Mosher, 1971),, vdio describe the future organizational 

\mDdel*as an adhocracy. -Their description of an adhocracy hasitany of •. • 

the 'same attributes as a university.; decentralization, increased partici-

pawjn, specializatidB and professionalism. The essence of leadership 

in such an Organizational structure is stimulative and collaborative 

rather.than directive. 
i " * ,• • '. . • 

• It is difficult to formulate an ĉ ierational. definition, of leader-
'• . ' ' _ *i 

ship in the-university setting. However, it is quite clear that leader-
V 

ship is more than issuing an order and having it carried out. Leaders 

must ccnmand consid^able persuasive powers, and be. able ix) function in-

an environment in which specialists 

claim to having s\:perio£' e:<pertise in sane areas. 

^ , Analysis 

, i.e. polity, can make legitimatef 

The case study institution was a well established graduate/researcii 

university. 1%. was one of the sever^ "flagship" canpuses within a 

major state system. It eŝ serienced significant programmatic and pliysical 

growth throughout-the late sixfiesr-^^ the seventies. During -the period 

under, study, the "institution enrolled ̂ proximately 23,000 students. 

'^^•-

roughly divided,into'M,000 undergraduates, 4,000 evening students and 

5,000 gĵ aduate and pjrofessional students. Majcfl: programs "d̂ ere available 

in close to one hundred fields, through the Faculties of Arts and Letters, 

Natural Science and Mathematics, Social Sciences Education and ten 

professional ̂ phools.^ There was also a large Division'of Continuing 

Education. ' " • • " _. . 

Each of'the'Wj'majojc divisiorip, Health Sciences and Academic 

Affairs was headed by a Vice President, who reported directly to the 

^1 lU 
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•president. In general the academic structure was quite traditional, 

with department heads or program directors reporting ta Deans, who then 

reported to the apprcpriate vice president. Over*the decadS under 

consideration, there was a great deal of rtDvanent at the 'Pean letrel and 

within the position of Vice President for Academic Affairs. During this. 

V 
time/ however, the presioent ^nd the'lTics President for Health Sciences 

retained constant. . \ .̂  • ^ 

1972-1974 r Shortly after the appointment: x)f a new president^ a 

Vice President for Academic Affairs (VPAA) wciS^ecruited with a specific v> 
mardate to produce an academic plan. Over the î ext three jyaars, the 

viniversity was to besxme involved in v ^ t were essentially three separate 

atterpts to develop this plan. Ihe first attenpt' consisted of a "dckft 

personally developed by the VPAA. Hcwever, it was soundly rejected by' 

the Deans and^ovosts, who in turn, set out to develop their own plan. 

However, after several drafts, they were unable-to reach any agreement* 

Ihe third effort was initiated by the Faculty Senate as a result of, 

frustration at being left out of the process. This- effort/ which took 

over a year., produced an official document. However, it was vague'and 

had po inpdct on,the university coiinunity. . • - . 

The university make no progress in develcping a ccnsensvB on insti- ^ 

tutional mission as a resiilt of this planning effort. The VPAA's arti

culation of institutional mission was divergent fron the prevailing norm 

ill the academic world in general and that institution-in particular. 

The Deans and Provosts and the Faculty Senate focused within a very 
L 

narrow range, and were preoccipied with process. The effort was further 

characterized by almost no faculty participation xmtil late in the 

process,.and a Iĵ sic disagreement on \ha.t the desireable role of the 

faculty in academic planning should be. The VPAA's persoial style. 

3j^ 
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'̂ s 

concept of adminis'tî tive rescmsibility^ and view of the imiversitS' 

worked.against "his being able to serve as an effective Xeader. 

"̂  At the end of this time, the VPAA had severely strained relation

ships with the Deans, theTSculty and the president, resulting in his 

resignatioi. The university ccnmuni^jwas toini tjy differing opiniois .on 

the nature of Academic planning, the'appTc^riate roles for the different 

constituent groups and even on'vtet constituted a proper time frame. 

The period ended not only without producing a plan, but with significant 

costs incurred by the breakdown of the planning process. 

1975-1976 - After the resignation of the VPAA, the vmiversity did 

not have a permanent VPA^ for two years. Nevertheless, the president 

was determined to develop a plan.. In an effect to avoid the mistakes of 

~ 1972-197̂ 4, the president' decidM to retain control over this process 

himself, at least at the.beginning. 

The •mechanism the president selected was to appoint a "blue ribbon" 

comiittee of faculty, with faculty members as oochairs. This ocmtnittee 

was appointed by the president, and was to be advisory to him. The 

ccninxttee undertook an ambitious and extensive stufy of the university. 

They ultimately produced two documents, an interim report, v^ch aroused 

a great controversy on canpus, and a final report. 
« 

This planning process also lacked a clear sen^ of institutional 

mission. Although, t^e president offered his personal view of the mission 

in ar separate document, and the Ccromittee tried to define specific 

T^lements of institutional mission, subsequent events indicated that the >^ 
* 

stated mission did not represent a consens\as. It also was judged as 

having an insufficient ̂ punt of faculty participation. Although the 

planiiing ccnmittee was mostly faculty, it was a small grot̂ j, and did not ̂  

312 V 
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.adopt a widespread consultative or participatory process . Leadership 

w^rthin the .ccmaittee was exerted by both the president and the po-chairs. 

However, when (^liberations entered the forun of the entira^^uruVersit^, 

the leadei^ship of the cc?-chairs was insuf f ic_;Lent and presidential leader^ ' 

ship lapsed. - ' ' . " 

Although this process produced a plan, there was widespread agree- '' 

nent that no recorrnendations of the plan were iitplemented. On the 

"process dimension, thife planning effort received mixed evajLuations-. 

Interviewees pointed out that the process had educated people'to the 

reality of limited resources, created a cadre of persdns knowledgeable 

• about the university; and served cis a basis for futvire plans. However, 

"* the costs* of another failed effort at plctnning, in terms of the per-

ceived credibility of future planning efforts were high. 
• ' * . • 

1976-1980 - The most recent planning efforts studied were very - _̂  '• 

closely identified with the new VPAA who arrived on caiipus in the fall 
» 

of 1976. -PriQr to his appointment, this Vice President, like'^jis predessor 

several years earlier,- was assigned the task, of developing an academic 

> plan. , ., 

Soon after arrivijig<:on caitpus, the VPAA ^jpointed a small ranter of 

task forces to advj.se him in selected areas. While these paiiels were 

deliberating, the office of Aabdemic Affairs would be reviewing sugges-

tiOR;̂  Of priorities fron previous plans. The new VPAA enphasized < ^ t 

this, planning cycle was to benefit fron the suggestions and evaluations 

of the previovis President's Connittee on Academic Planning, refining and 

challenging them and developing alterhatives vAiere necesSary. 

r\ 

y 

This effort resulted in an academic ,plan which had rairly wide \ . > 

cbnsens\as on cairpis. There was general agreotent that the VPAA had been 

, an effective leader, willing to consult with various groups 

'^lA 

:ips arai^hake 
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the best possible use of the Deans in the planniiig process. However, 

there was only limited participation by average faculty. Although the 

sense of institutional irtission was ccaisidered vague - relyiiig heavily en 

stateanvents contained in previous documents - it caused little or no 

reaction. 

This' plan was the only one developed during this.period v*iich w ^ 

technically cs^jable of inplementation. It was the VPAA's own plan and 

was written in terms (student/faculty ratios) that he was able to control 

through his budgetary power. This ^jproach might have worked had he 

remained in office. However, he left carqpus for another position before 

he had tine to implement the plan. 
•41 

Most interviewees felt that this planning process had been beneficial 

to the' university, if only because the institution had conpleted a major 
/ -' 

plaiming effort without having e:q)erienced a major trauma. Others 

pointed out that the consultative process educated persons to internal 

and external contreiints. 

The results and/or conclusions are based only en the research 

oondiocted at a single institution and .have, therefore, limited e^jplicability. 

However, they provide interesting fxaints for farther research at other 

institutions^ 

y ^: \ *> 
- In the absence of all three variables a clear sense of institutional 

mission, faculty participation,' ahd aE5>ropriate leadership—there 

is little probability of long term success at eitlier developing wA. 

iiqplementing a plan' (Dimension I) or'using-the planning jaxxjess for 

purposes of ongoing institutional developnent (Dimension II)., 

- Faculty participation and administrative leadership affect the 

planning effort along Dimension II. Further research is necessary 

314 • 
, ' i 



302 

in order to determine the appropriate, level of each variable or the 

best mechanisms to be enplqyed. 

- Since each of the plaiming efforts vmder consideration were 

characterized by the "lack of a clear mission statement/ this research 

did not provide any insight into the inpact of institutional mission 

along either dimension; Perhaps^ research at those instituti6ns 

which are marked by a dlear institutidnal missi6n, particularly 

limited mission/ privatfe ijjstitutions, may be helpful. • -

/ 

V 
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Sub case I 
. ) 

Sub case I I Sub case I I I 

VPAA's personal style, concept 
of administrative respcxisibility 
and view of"-the university workec 
against his being able to serve 
as an effective leader. 

. Low. level of faculty partici-.. 
pation ' • . 

A basic disagreement on v̂ hat 
the desireable role of the 
faculty in academic planning 
should be. 

VPAA's articulation of insti-
tuticxial missiai was divergent 

. from the prevailing norm of the 
of the academic world in general 
and the university, in particular.-

The Deans and Provosts were un
able to articulate a university 
mission due to their .pre-occu-
pation with process. 

Itie Collegitm focused within a 
very narrow range. 

While the forum was the comtdttee 
itself, leMership had been exerted 
by both the'president and the oo-

' chairs. 

When deliberations entered the 
the forum of .the entire university, 
the leadership of the co-ch^rs 
was insufficient and presidential 
leadership lapsed. 

The amount and nature ~of faculty 
participation was insufficient. 

' - although mostly faculty, 
the PCAP was a small gnxp 

- the PCA? did not develop , 
a widespread oonsviltative 
or participatory process 

- PCAP marbers had'been sel
ected'in the President's 
office with limited invol-
ment by the Faculty Senate 

"'•nie president offered his personal 
view, of the ihission of the univer
sity in his statement. The Univer
sity: Its Purpose and Fulfillment 

POVP specifically tried to define 
the elements of the institutional 
mission. 

Events surrounding the release of 
the Interim Report indicated that ̂  
this mission statement did not 
represent a consensus. 

• 

Agreement that the VPAA 
had been an effective 
leader. 

He was willing to consult 
with various gocps, and to 
make the best possible use 
of the Deans in the planning 
process. 

High degree of participa
tion by Deans 

Limited participation by 
average faculty , 

Sense of institutional mis
sion was vague—^relied 
largely on statements con
tained in pre^aous documents 
—little or no effort to re
think the basis for them or 
to build consensus. 

"Hiere was little or no re- ' 
.'action to the missiort 
statement 

1 . . — — t o 
Q 
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Major 
Planning 
Activity 

Key 
Participant 

Major Event or 
Result 

3 i d . • 

Sub case I* Sub case II Svi>-case III 

Personal planning' by 
VPM 

f 

Academic Affairs Council 

Facult/ Senate Efforts 

VPAA-

Deans and Provosts 

Faculty Senate appointed 
bamiittee 

draff dociment developedr 
later rejected by the 
Deans and Provosts 

draft document-
lack of consensus-
final document prodtjced-
too late to have any inpact 
an. the process 

"Blxie Ribbon Coimittee 
consisting of faculty, 
acinixiistrators and 
students—ai^»inted by 
the president and ; 
advisory to him 

TV)© co-chairs of the 
"Blue RiMxHi Ccriinittee" 

In later stages the 
President and the Faculty 
Senate 

Two dociments, ap Interim 
Report, and a final report 
neither had much iirpact 

D^elcped a consviltative plan 

the Vice President 
for AcadeJnic Affairs 

Plan conpleted in three years 

Fairly widespread consensus 
on can(3Us > 

Sane evidence of implementa
tion 

CO" o 

I 
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ESTIMATING NET COST OF COLLEGE' 
ATTENDANCE IN NEW YORK STATE L 

Development of Net Cost Indices for Full-time Undergraduate 
Students'in Four-Year Colleges, for Relative Comparison Over Time 

Donald Nutter-

faul Wing 

Susan Silverman 

New York State Education department. 

.INTRODUCTION 

The formaS title of this paper was chos.en for its brevity and clear 

reference to the general subject: net cost of. ctttendance. But the sub-

title- is the more accurate one. What is reported here, in the hopef that , 

it may be of value to those working in.the Northeast is the development of 

three preliminary indices of net cost ofattendance for the ultimate pur-

pose of enabling comparisons to be made across types of institutions and 

over time. 

Two statements should be clfearly made at the beginning. First, the 

work reported here is 3t a preliminary stage of development. Second, as 

•emphasized by colleagues in a recent-paper: "...one cannot subract average 

aid per recipient from average total cost and define the difference as the 

'average cost incurred by every student.' However, one-can describe the 

growth of program awards and institutional costs from year to year to ex

amine trends over time." [8]. Ultimately th^ work reported here would 

be considered successful if it led to indices comparable in function to 

the Dow Jones or Standard and Poor's averages of major industrial, util

ities, transportation, etc.,^stocks — offering a "birds eye vipw" of 

complex movements of costs of college attendance over time. 

The three indices described in this'paper are not the final ones to 

be developed in New York. Work has already begun on more effective indi

cators of net cost of attendance. It is instructive, however, to review 

both the procedures and the implications of the three preliminary indices 

described below. 
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BACKGROUND 

Higher education/in New York is uader the authori ty of the^Board of 

Regents [ 5 ] . One of/ t f ie many respons ib i l i t ies of , the Regents, whose s ta f f 

is the State Educati(!?n Depa'rtment, is planning an.d coordina^tion. 

The Board of Regents, in the i r 1980 Plan -fof the D e v e l W e n ^ f Post-

secondary Education [ 6 ] , iden t i f ied as a policy objective maintenance of 

"a balanced system of higher education." -The unique strengths of a l l of 

the sectors should be preserved in the public in te res t , in order tO o f fer • 

broad curr icu lar choice, to retain, ' the exist ing r ich variety of campus set-
• ) • 

t ings , academic styles and ins t i tu t iona l mission's, and to sa '̂egOal-d the 

economic support for local communities provided by the presence oT colleges 

and un ivers i t ies . , • ' • ' • " -

After some i n i t i a l discussion, "maintenance of a balanced system" was 

determined to mean--at least i n i t i a l l y - -mon i to r ing of sector balance, or 

Sector s t a b i l i t y , in terms of enrollment shares. But i t would not be enough 

to look only at annual enrollment s t a t i s t i c s ; some better insight, into sh i f ts 

of student ins t i tu t iona l choice from.one sector to another (should such 

sh i f ts occur) would also be desirable. Student'choice is a complex sub

jec t .but cost is known to be an important f a c t o r [7J. Net cost---tbe» "real 

cost" to the student or his/her family af ter a l l f inancial aib has been re-< 

ceived-- is one' determinant of access to col lege, par t icu lar ly which co l -
r 

lege is attended, and also sector enrollment balance. j • 
Measurement of net cost, as one aspect of monitoring sector balance, ** 

was appealing for several reasons. Essential data are for- the most part • 

readily avai lable. Net cost is at least p.art ial ly subject to programs and ' 

pol ic ies over which a'state government has con t ro l , especially f inancial 

aid and»public- t u i t i on levels. Some index of net co?t, i f i t were calculated 

consisten^tly using comparable data, over a period of yeeirs, could suggest 

needed crvanges. For example, one would expect (without real ly knowing, 

of course) that an increasing d i f f e ren t i a l , between cost of attendirfg public 

ins t i tu t ions and s imi lar independent ins t i tu t ions woul-d-ev^tually resul t 

in s ign i f icant sh i f ts in enrollments to the publics from the independents [ l ] . 

I f ^his could be shown 10 be due solely to. cost factors , then,some leg is

l a t i v e or other changes might be warranted.. 

32j" 
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While there are differences between the ways in which higher educa- _^^ 

tion is organized in New York, and in other states qf the Northeast, there, 

is plenty of common ground. The preliminary efforts reported here should 

be of interest to colleagues in other states as well as those in New York. 

. ' LIMHATIONS OF THIS WORK -

Net cost of'cittendance is unique for each student at each institution. 

Within a single institutional type (e.g., independeirt colleges) may be col-

leges ^ery diverse as to tuition level, location, prevailing life styles. 

For-even one small institution' there may be a wide range of'net costs de-\ 

pending on student backgrounds and student aid packaging. Development of 

indices to summarize 'these different net costs requires many hundreds or 

averages - even averages of averages. Just as average net cost figures can 

be worked out for individual institutions, weighted averages based on enroll

ment may have to be calculated for institutional ^ypes and for sectors. 

Since so many variations of tuition charges, student aid, living expenses, 

etc., are averaged out, it would be^incorrect to refer to a single "average 

net cost" at any one point of time. Instead the indice^should be used to 

show trends over time or relative changes among sectors, institutional types 

or income categories. , " . * 

Ideally, the contept of net cost should include all costs to the stu-

dent and/or family related to cc^llege attendance and all forms of student . 

aid.' In ttrfe work reported here only tuition and required fees, and certain 

other costs: room and board, books, personal expenses, agd so on, are. 

considered. Likewise only selected types of"student financial aid a<e in

cluded. 

/''""^Other limitations .are: the analysis is restricted to full-time under-

^graduate students only (except where indicated otherwise) and to four-year 

institutions onTy (except where indicated otherwise). Loans are not in

cluded as financial aid, mainly because of uncertainty about how to measure 

the value of subsidized interest, and because loans are essentially pur

chases of a service, although they may be helpful - even essential - to some 

prospettive students." The- income categories used, although carefully 

developed and documented, are unavoidably arbitrary. There also-may be 

gaps or errors in the data used, alth^igh where these have been f.ound, 

they have been corrected as carefully as. possible. Even w'ith^these limita-

32. 
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tions, Tiowever, the present work has produced interesting results which it 
'I 

is hoped will stimulate discussion arid reactions from the field. 

INDICES DEVELOPED SO FAR 

; [ ^ Three different indices are described below: "Net Cost Index 1," 

^ e "Tuition Net TAP Index," and "Net Cost Index 2." They-representee 

first three stages in an ongoing exploration of the measurement and inter

pretation of net cost of attendance. None of the indices is perfect, in-

'deed tljfere probably is no perfect index, but there are insights to'be " ' 

gained from each ofi^i^em. The major elements of, the three indi.ces are 

shown in' Exhibit 1. 

"Net Cost Index 1" 

This was the initial effort, designed primarily to determine the feas

ibility of developing a net cost index. Only two sectors, the independent ' 

and the StateJ/niversity (SUNY), were considered. Comparable data for 51^ 

independent institutions and 43 SUNY campuses were taken from the Education^ 

Departments.' Higher Education Data System. Approximations of room and 

board and other costs were from the CSS College Cost Book for 1980-81. As 

Table 1 shows, both sectors included some 2-year colleges. 

Table 1 

"llePCost Index 1" Summarized 

*^f • 

. ^ 

Public (SUNY) 

University Centers 
Healib—Science Centers 
University College 
Specialized 
Statutory, Cornell 
Ag. & Techs. 
Community Colleges 

Independent 

Multiversity" • 
University 
Coll. Complex 
College 
Eng.-Technology 
Two-year 
Health Sci Center 
Specialized 
Seminary 
Nursing j 

Net cost tatio 
Net cost index 
Net cost difference 

(A) 
(1) 
(11) 
(3) 
(3) 
(6) 
(15) 
(43) 

(4) 
(3) 
(13) 
(12) • 
(5), 
(10) 

(1) -' 
(1) . 
(1) 
(1) 
(51) 

1:1.6 
0.6 

$1.74^,.. 

Average 

$ 3,133 
3,810 
2,755 
3,293 
5,429 

' 2,973 
' 2,520 
2,987 

$ 6,795 
5,019 
5,771 
4,337 
4,841 
3M44. 
2,958 
5,618 
2,983' 
4,761 

$ 4,731 

'X 



a Exhibit 1 '^ 

Major Characteristics of Three Net Cost Indices 

year(s) 

Income Categories 

Basis for 
Calucation 

No. Institutiohs 

• * 

Costs 

^ ^ i d ^ ''. 

Inst, levels 

Student type 

Method 

Data sources 

4 • 

"Net Cost Index 1" 

1980-81 

institution-

51 independent 
43 public-

T&F, o.ther 

N¥S, Fed.'; inst.'. 

4-yr., 2.yr.^ i 

undergrad; FT & PT 

T&F reverlues-aid/ 
^undergrad. enrol 1-
'ment; + other costs' 

Supp. 2, HEDS, CSS 

i'Tuition Net TAP" 
• 1978-79 thru 1981-82 

sector 

'T&F 

TAP 

4-yr. 

undergrad.; FT 

T&F - TAP 
f 

HEDS, BLS. 

"Net Cost index 2 " 
1980-81' 

3^" 

institution 

72 independent; 32 public 

T&F, other 

TAP, Pell 

4-yr. ^ . 

undergrad.; FT 

T&F + other cost 
-TAP - Pell 

HEDS, C^S>Sbpp. 2, BLS 

q o •••• 
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These are the steps that were taken in developing Net Cost Index !:• 

. 1) Total tuition and fees revenues fj'om undergraduates.were identi

fied, for eaoh institution from State Educatibn, Department" data. 

12) From the same source,'financial- aid totals for Pell grants,' 

New York State grants arrd scholarships., institutional awards, otfier 

Federal-(SE06, CWS, and NDSL) programs were pbtained and "sub-

. tracted from the tuition and fees revenues,total for each insti

tution. 

.3) The difference, T&F revenues less aid payments, was divided by the 

institutions' "actual number of full-time and part-time students 

attending (undergraduate)" from the'HEGIS enrollment questionnaire. 

4) For each institution, estimates of room and board costs, books, 

transportation and other expenses were taken from the College 

- Cost Book. These were totaled and added to the result of (3) to 

produce'an ari)itrary average net cost ô f attendance. 

5) Averages.of the Tnstitutional average net costs were obtained for 

each institutional type, and for each of th^ sectors. 

The resulting sector averages; $2,987 for SUNY; $4,731 for'.the'inde-

pendent sector dp not mean very much for 1J80-81, since they do noi'cover 

all costs or aid. They can, howfever, be compiled quickly andeasily, and 

if they were,to be obtained in the same manner each year for the period 

.-1980-«1 thraugh 1989-90, say, they might be useful indicators of changes in 

^he'effectiveness of financial aid programs,, the cost of higfjer. education 

in relation to other costs in the same period. They might also help to 

explain shifts in sector enrollment shaVes that may have occurred during 

the period'. , , 

The two sector averages might be expressed as "net cost difference" 

(1,744), as a net cost ratio (1:1.6), or as a relative-net cost index 0.6. 

The "tuition Net TAP" Index 

In this 'exploratory effort, the objective was to de'velop* inter-seator 

net cost indices for'four consecutive years for three income categories of 

students, to consider as dosts^only tuition and required fees, and to con

sider only TAP (i.e., aid provided via the New Yor^^State Tuition Assis't-

'ance Program) as financial, aid. Further constraints were to Include only 

full-time undergraduates at four-year institutions.. ' -

323 
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These steps wer6 taken: ' 

1) Tuition and fees data, fbr 1978-79 through 1981-82 were obtained 

for each four-year institution enrolling undergraduates from the 

Department's Higher Education Data System (HEDS) [3]. These data 

were averaged-by institutional type and sector; but were not 

N^eighted by enrollment. Averages by sector are shown as Table 2. 

2) Threejjroatl income categories were assumed: low, middle, high. 

Bureau of Labor-Statistics (BLS) total^budget estimates for' 

families of fQur, living in major U.S. urgan areas, specifically 

Buffalo, NY, were selected as the basis for a rough approxima

tion of family income at the three levels [2]. Although these 

^are market basket estimates, and do not include unspent income, ' 

further checking convinced us that they were reasonable for 1979 

(the latest year for which available). 

3) The 1979 total budget figures were adjusted*for the next tffl 

years by reference to ,the Consumer Price^ Index [4]. From tKese 

expenditure estimates, used as proxies for income, net taxable "---, 

balance (NTB), the. income statistic us,ed^ffrcalculating TAP awards 

was derived using a recongi^ed formuta for'this purpose. (In 

practice the NTB-used in calculat-ing actual TAP awards comes from, 

the previous year's State income, tax return).' The results are 

shown as' Table 3. • ' , 

4) TAP Schedule "C" was used to estimate average awards fo^ the three 

come levels, for the four years, for the public sectors (com-

tped) and for th^ Independent, sector. Schedule C and the actual 

calculations are included as appendix 1 to this paper. 

i 

Table 2 

\ 
AveragevTuition and Fees Charges by Sector, 1978-81 

Weighted by Number of Institutions by Type 

1^8-79 ' 1979-80 1980-81 1981-8^ 

SUNY • 

CUNY 

Total Public -

Independent 

', $ 996 

892y 

3,307 

$1,123 

966 

1,082 

3,594 

• $1,1,71 

967 

1,117 

4,003 

$1,343 

1,243 

4,52,9 

••3B 



Table 3 . 
Total Budget Figures, Three Income Levels 

Family of 4, Buffalo New York Area 

314 

Low 
Middle 
High 

Low 
Middle 
High 

Handbook 
Tables 15 

1979' 1980' 1981" 1982' 

$ 12-, 409 
2] ,806 
32,013 

$ 14,059 
24,706 
36,271 

$ 15,690 
17,572 
40,478 

$ 17,510 
30,770 
45,174 

Net Taxable Balance, Three Income Levels 
' (derived from to ta l budget f igures) 

$^7,709 
16,606 

'26,813 

$ 8,810 
19,306 
3.0,871 

$ 10,190 
22,072 
34,978 

$-12,010 ^ 
25,270 
39,674 -

f Labor S ta t i s t i c s . BureaU>of L ^ o r S ta t i s t i c s , Ofgc. 
-152. 

Adjusted from Consumer Price Index. 

1980, 

The results are-shown in..Table4. In'each cell., the average' tui tion-
and fees.charge less the calculated TAP.award, is" given for the public and 
.independent sectors, for the^ear arid income groups as inciicated, result
ing in a "Tuition Net TAP" index. The assumed net taxable balance is also 
included (i-n parentheses) for reference. The results are also expressed 
as public--frfdependent net cost (i.e.,- tuition net JAP) ratios and dif-

. ferences in H ^ e 5--—"^ " . , 
..It must be'reemphasized here that what is reported is primarily a 

ctDncept and â  method, and not specific numerical results. Clearly other 
costs than tuition and fees aVe involved, other sources of aid than TAP 
are available, and'three income levels.might be considered by some to be 
.insufficient. The appro'ach^dok have some appeal however; because, inso-^ 
far as it goes,, it reflects the real worldi and because its very simpli
city would ^nable it to b^ qui'ckly and easily compiled on a regular basis. 
,An' index, after alT;, can be usefiil^over a period of time if.it is- compiled 
consistently year after year, if its limitations are respected, and if it 
is ,uî dersto_od to be meaningful in.a relative rather than* an absolute sense. 
Were the results in I^ble 5 to be studied accordingly, the reader ijiight 

I begin to*suspect that: ^ ^ 

5j, 
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- Diie to inflationary-income growth, TAP awards for low income stu-

students have decreased consistently over four years. Widdle in

come students (as defined in this exercise) were not eligible for 

TAP after 1979-80. High income students have never been eligible -

for TAP (except-in cases where adjustments are made in NTB for 

siblings attending College). • , 

- The difference between public and independent tuition net TAP for 

low income students, proportionate to NTB, is about two-thirds as 

large as the comparable figure for middle class students; more than 

twice that for high^ income students. - Thus,, it is relatively more 

expensive for a low income, than for a middle ilhcome student to 

attend an independent college When only tuition and TAP are consi

dered. ' ' 

- TAP has served to narrow the public-independent cost difference for 

low income students and to sonfe extent for middle, income stutjents, 

which has probaJsly promoted choice and sector "balance. 

'~ Table t ' 
r INTBl-SECmR NET TOITICN INDEX 

Tiiiticirt.<Jnd^Fee3, Less TAP Payments Estimated for Selected Years 
' 'PiiiHc and Independent Sectors 

Student Income Category 

llM 

Piijllc Tif - TAP 
. K J T s r ~ T s r 

< ^Assuned OTfe 

PAUc T&F - TAP ' 

Middle 

Assuned WTB 

» 1978-79 
969-6V. 

3.367- IMl " 

325 
ITBJ? 18 

($7,9(^9) * (58,810) 

96y-200 

3,307- ^ 

769 
2,705 

(¥16,606) 

: . 28 

1979-80 
1,082-67-; 

i.594-1,390 

J U 0 _ 
2 ,204 ' .19 

• 1,082-200 

3,59^-232 

S82 
3,362 = .76 

<Sl9,306), 

1980-81 
1,117-597 . 

A,003-1.28O 

520 
'2,723 • 

($10,190)' 

.19 

1,117-0 

^,003-0 

M 1 7 . 

($22,07?) 

.78 

1981-82 
l,2«3-557 

4,525--I.IU' 

686 

(!?12,0lrt 

.20' 

1,243-0 

4,sM-o 

1,243 . 
5l3?9 

625,270) 

.28 

lURh 

PuHlc TSf 
IndTSJ 

AflBUictl Will 

969-0 
307 -I 

969 
. 3,307 

$26,8Ltl 

= .29 

l,08.J-0 
3,594 ^ 

i.0B2 
3.39t 

($30,?71) 

.30 

1,117-0 
4.M.1 -0 • 

1,243-0 
4,5/!9 -0 

i 
\ ^ ' •« 

, (!?34,978) |539,6742 
_ _ i j ^ 

i 331 
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Tabla 5 

Results From Table A: Indices, Ratios. DlfferancM 

\ . 

Income Categorv 
4 Type of Index 

tSH 

Index 

"Ratio^ 

ntffevence 
Mid 

Index 

Ratio 

Difference 
Hiah 

Index 

Ratio • 

Difference 

1978-79 

. 
.18 . 

1;5.6 

SI,507 

.23. 

1:3.5' 

31,936 

.29 

1:3.4 

52,338 

YEAR 
1979-30 

.19 

1:5.4 

51,794 

.26 

1:3.8 

•52,480 

.30. 

. 1 : 3 . 3 

52,512 

1980-81 

.19 

1:5.2 

52,203 

.28 • 

1:3.6 

52,886. 

.28 • 

1:3.6 

52,886 

1931-32 

• .20 

1:5.0 

S2.729 

.28 

1:3.6 

53,286 

.28 

1:3.6 

33,286 

> • 

' 

"Net Cost Index 2" ' • 
This index shares characteristics with both of the efforts already, 

described, but it also goes beyond them. As in "Net Cost Index 1" only 
one year (1-980-8T) is considered;'however,'estimates of room and board 
and other costs are included in addition to tuition and required fees, 
and Federal, as well as state, student aid is inellid^dv^As in "Tuition 
Net TAP," the three major sectors: SUNY, CUNY, and the independent 
sector are included; as are .three income categories.' j 

Again, source of tuition and fees data was HEDS, and source of other 
costs data was- C5S. Again, this exercise was limited to full-time under
graduate students in four-year institutions. Average, incQme levels for • 
low,_ip£idle, and high income categories was estimated on the same basis 
as for "Tuition Net TAP4" and NTB was computed in the same manner. ' 

After a number of colleges'were eliminated due to being ineligible 
for lAP, or'charging no tuition, or for similar reasons, 104 were in
cluded in the exercise: 23 SUNY, 9 CUNY,J2 independent. These are ca
tegorized by type in Table 6. i 

This is the procedure which was followed: 
1) For each institution, 1980-81 tuition and required fees, and 

fall 1980 F-T unQergraduatfe enrollment, was obtained. 
2) Estimates of "other costs" were taken from the CSS College Cost 

Book .for 1980-81. >• ' ' -
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3) Statistics reported in NCES 2300-4; number of ^id applicants . 

(undergraduate) by income category, were used to estimate thre.e 

broad income groups for a l l ful l- t ime undergraduate students, by 

- inst i tut ion. Taking the assumed averages, an effort was made to 

"match" these estimates with'thr*ee groups: low, middle, high. • ' 

The deci^on-was made-to set the following intervals: 

low '$ 0-14,999 

middle 15,000-32,999 

high 33,000 and over 

To each was assigned thef assumed average income developed from 

BLS data, as described in the previous) sectioh. • 

4)' The proportions of. aid applicants for these income intervals, were 

applied to each i j ist i tut ion's tota.l ful.l-time undergraduate en- , 

rollment. This assumption'that income distribution of aid appli-

. cants may be applied to a l l ful l- t ime undergraduate students is 

used only tenl;atively unti l .better information .is available. 

5) For each income level the ass'umed'averagfe TAP award'was calcu

lated, by applying Schedule' C to NTB for low and middle income 

students. - (Schedule C 1s" in appendix 1 , and, the NTB'S for low 

and middle incoijie were $.10,190 and $22,072, respectively.) I t ' 

• . tifrned out that no middle .'income students were el igible for even 

- the minimum TAP award so that TAP was calculated at each ins t i -

tui t ibn fo/" low-incojiie students bnly.l 

6) Total Pell grant funds awarded-by inst i tut ion for,1980-81 were ^ 

taken from^the Higher Education Data System. The assumption wajs 

made that Pell was awarded only to,low income students, as defined 

*̂  in this exercise. Campus-based'program aid (and also insti tut ional 

, aid) were assuififed to be too small, or to differ-too l i t t l e be-

^ tWeen sectors to'affect net cost indices. Guaranteed Student 

Loans were not considered mainly because estimation of the / 

value 6f. sm)sidized interest is .a refinement which l ies in-the 

future. • ' ~ 

7) An "average net cost" figure for each of the thrpe income groups, 

was'identified for each inst i tut ion. This was;' tu i t ion and^fees, 

pi us'other costs, less TAP and Pell (for low income only). A 

"total average net cost" .figures was obtained, weighted by in - ^ 

come group size. ^ , • • • 
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r 
8) Average net cost figures for low, middle and higher income groups, 

weighted by enrollment, were obtained for institutional type, and 

sector, as shown in Table 6. (A combined figure for the public 

sectors was also obtained.) Looking at only the public-^ndepen-

> dent results, "Net Cost Index 2" provides the following results: 

Net Cost difference $4',041 

Net Cost ratio ' 1:2.5 

Relative Net Cost index L_0.' 

Table 6 

' ; 

"Nee 

Independent 

' 
(5) 

Mult iversity 
rruc 

(6) . 
University 
FTL'C 

(26 ) 
College Complex 
FrUG ^ 

(29) 
, College 

FTUG 
(6) 

Eng.-Tech. 
FTUG 

( 7 2 ) 
Independent 
FTUG ' 

Public • 

SVNY 

W 
U. C e n t e r 
FTUG 

(12) 
U. College 
FTUG 

(3) 
Specialized 
FTUG 

(4) 
Statutory 
FTUG 

Cost Index 

Low 

S 6,813 
U , c 5 1 

S 4,846 
15,858 

S 5,082 
17,605 

S 3,381 
15,439 

$ 5,017 
3,273 

$ '..931 
68,827 

• 
V ' 

S 2,759 
16,231 

[ 

? 2,181 
20,527 

S 2,435 
1,024 

^ 1,955 • 
1,978 • 

IX" Sunmarlzed 

Middle 

9.254 
13,660 

7,198 
18,576 

7,608 
28,759 

6,147 
13,444 

7,740 
13,583 -

/ 

7,537 
98,022 

. 
4,239 

19,517 

3,922 
j2,658 

a,162 
!.,804 

5,437 
2,637 

(1980-81) 

Hiah 

9,31'. 
8,370 

' 
7,23tv . 
4,738V 

7,812 
- 11,675 

6,208 

Total 

8,532 
38,681 

6,251 
••.9,172 

6,833 
53,040 

5J)54 
4,555 ,^—<JS',438 ' 

7,341 
4-, 649 

7,903 
33,987 

4,194 
4,734 

3,964 
5,976 

4,304 
J69 

5,436 ' 
879 

6,743 
26,305 

6,709 V 
200,336 

3,640 
40,482 

,̂ 
3,322 

59,161 

3,625 
3,197 

4,6'95 
5,494 

(23) 
su>rf 
FTUG "-

(9) 
CUNY 
FTUG 

(32) 
Public 
FTUG 

1 

« 

S 2,412 
39,760 

3 1,027 
53,583 

S 1,617 
' 93,343 

4,113 
S6,610 

2,267 
9,559 

3,84-4 
66,175 

4,174 
11.958 

2,267 
574 

4,087 
12.532 

3,519 
1(^8,334 

1,222 • 
63,716 

2,668 
172,050 

St-t. coat ratio • pub:ind • 1:2.3 
NCl ' 0.4 • 
••(et cost difference •34,041 

\ 

-n 

\ 
\ 

\ 
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DISCUSSION 

This paper has described the development of three indices of net cost 
of attending college. While noting the preliminary nature of these indi
cators, the paper has discussed their potential value in identifying 
changes in the coverage of student aid and explaining changes in enroll
ment of different groups of institutions. 

It is useful to compare briefly the three indices, the manner in which 
they were developed, and their results. Exhibit 2 summarizes the results 
for 1980-81. The Tuition Net TAP index is-shown for only one of the four 
years for which it was calculated for three income levels (two of which are 
the same for 1980-81. It is not possible to combine them into' a total 
summary, as is done for Net Cost Index Z; because <:alculations were made 
by sectors rather than by individual institutions. 

The "average net costs" resulting from Juition Net TAP are lower*than 
for the other indices as' expected,, because the only cost considered was 
tuition. However, the "average net cost" results for-the independent sector 
are lower from Net Cost Index 1 than from NCI 2,' while the reverse is true 
for the public .sectors. The reasons for this unexpected result seem to.b'e 
the following: • ^ . -

- Institutional total tuition and fee revenues for-the independent 
sector in NCI 1 included those from some unknown number of part-
time students, because all sources of aid were being considered 
andpart-time students are eligible for Federal aid. When this 
was divided by the total undergraduate enrollment the resulting 
tuition and fees charges per student were smaller than would have 
been the case were only full-time students considered. Of 
course the same e/fect would be exerted on the public institu- -
tions. Moreover,'in NCI 2 assumptions were made that resulted 
in only low income students receiving TAP and Pell grants. This 
left about two-thirdS4p(66 percent) of students in the independent 
sector assumed to receive no TAP or Pell, which in reality, may not 

• be the.case. 
x̂>. Fee the public sector, "average net cost" from Ntl 2 is slightly 
Nower than that for NCI 1 mainly because .over half the students (54 
pê rcfin±),..of the 4-year SUNY and CUNY campuses included were* entitled 
to TAP and- Pell, again based on the various assumptions made for 
this exercise. . \ ' '̂ * ' 

\ 
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EXHIBIT 2 •AVERAGE NET' COSTS" 
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The public/indefJendent nel cost gaps and ratios and indices shown 

in Exhibit II illustrate the'kinds of statistics one might want to 

track over time and compare with changes in enrollment shares. They would 

be particularly valuable if an index could be developed that was compre-. 

hensive in terms of the costs and student aid it included.. 
• • . • ' • • ' • / 

SUMMARY AND CONCLUSIONS 

Thî ee indices of net cost of college attendance have been described 

in this rQpoKt. None of them provides a satisfactory estimate of net of 

attendance, but the preliminary results shown in this report suggest that 

extensions and'refinements of the general approach wpulid be extremely 

valuab4e to planners and policy makers at both the state and institutional 

levels. Plans for such extensions are now being "developed by the New 

.York State'Education Department. _ 
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STUDENT COLLEGE CHOICE AND DECTSION-MAKING 

.' RICHARD L. PASTOR ' 

DIRECTOR O-F FINANCIAL AID 

. NORTHERN ESSEX COMMUNITY COLLEGE' 

The process of choosing a college has received increasing attention 

with,the emergence of the use of "marketing", in higher education, and the 

realization that the aggregate pool of traditional age.college students will 

b^ decreasing during the next 20 years. \ . - . %" 

e literature contains a significant number of articles and researcli 

dealing with the complex decision process each student mus|: use in 

deciding to go to college, in deciding which colleges to apply to, and . 

ll'y, in deciding which college, to attend. « 

Chapman writes that even with the irftense competition for students, 

"... many colleges have persisted in the belief that they can 
affect!students' choice of college merely by modifying their 
institutional descriptions or the targeting of their recruiting. 
Few admissions officers operate from- a systematic model of the 
influences on s.tudent college choice. Lacking such' a model,, 

o colleges may overlook ways to increase the effectiveness of 
the'ir recruiting or, conversely, overestimate^ the influence of 
recruiting activities in which they do engage." (Chapman, 1980:'490) 

Most of the research reported has been aimed at findipg out which 

of the many factors students consider -are the most Important and influential 

in the .college choice process. Maguire and Lay (1.960) have shown that 

the perceived improvemeni of i^even.attributes (financial aid,, parents 

preference, .sp.ecific academic programs^ size of S(fhool, location, athletic ^ 

facilities, and social activities) can be expected to create an increased 

enrollment" yield for B'ostoh College. A recent study' of high school 

seniors in Arizona' (CiblK, 1982) has- shown that OTily eight college inforto-

ation items (quality of programs, cost,) career options, financial aid, 

helpfulness of instructors, how classes ^re taught, availability of housing, 

and admissions requirements) were listed aS Vof great importance",by 

over 40% of the students surveyed. . . ' . , 

A college is neyei? going to be able to meet.the needs pf every 

potential'student. But it is on? thing to lose a" potential ̂ ai;udent because. 
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per year), location, and ease of entry are the only concerns of potential 

st'udents. However, it wpuld b«\encouraging to think that our academic • 

reputation, quality of faculty, and comprehensive^academic support center 

were iiitegral factors influencing students to enroll,, a^ Northern Essex CC 

The essential (jtestions ̂ hat I felt needed to be answered to provide 

Northern Essex CC with the data^he^ssary to start constructing a long 

range enrollment planning strategy were: -̂  ' 

1 * What are the factsrs or aspects ̂ which influence students 
to apply ^nd ultiml^tely enroll at Northern Essex CC? 

2. What kinds] of information ^re used or desired by students " ^ ^ 
during thefir decision-making process? 

3. What Sources of information are used or desired, by students- - " 
during their decision-making process? . . ^ 

4. How do^etr^ non-traditional students dlffer^ from the traditional - ' 
students with respect to the three questions above? 

I will report on tiie results of three studies: a study of the accepted 

bi^ not enrolled students from the Fall 1980; a study of the factors and 

sources of infprmation influencing enrolled students entering in the Fall 

1981; and, a qualitative case study conducted in the Spring 1982 using 

in-depth interviews with s"ix students^. 

I. STUDY, OF ACCEPTED BUT NOT ENROLLED STUDENTS 

Responses from 250 potential students who werfe accepted for the Fall^ 

1980 entering' clas^^' but chose not to enroll were received. The responses 

represent 30.0% of*all accepted but not enrolled students. 

Chart I lists the factors most influential Vhen these ijpt enrolled 

students were making.their final college choice. The five most influential 

fetors, were academic programs, distance from hoije, tuition cost, academic 

reputation, and financial aid award. 

.-. Ghartj II shows a comparison of- the'responses of the not enrolled 

students to the responses of the^ enrolled students who completed t̂ he Cooperative 

Institutional Research Program (CIELP) 'questionnaire. The sample of enrolled 

students waS 39.!% of the entering students. Northern Essex was the first 

choifte of 75.6% of the enrolled students, while obviously a back-up choice 

for thos,e not enrolled at Northern Essex. The no% enrolled students were not 

as impressed with the academic feputatibn, nor looking for our specific 

program offeringST^as-wer'e the enrolled stud^ts. . 

340 



324 

y 

• > 

the college does, not have the institutional characteristics or program , 

of study desired by the student, and quite another to lose a student 

because of misperceptions or inadequate information. As Clark,-Gelatt, 

and Levine (1965:41) have stated, "although the use of relevant information 

i)y no means guarantees the ^right' decision, a 'good' decision c&nnot 

occur without it./' . ' ' - , 

Litten and Brodigan (1982) have extended the research to include 

the media which students prefer to use to obtain the infonnatibn they 

need when making their college choice. They state that it can'be assumed 

that there is at least a loose association between the importa^KJe of 

a college attribute in influencing college choice and the value of 

information about that attribute to the decision-maker,- - « ' 

^-idtten and Brodigan's study showed conclusively that there were 

specific message/media linkages that, suggest certain types of Information 

may have an edifie in being received when committed to certain media "as: 

opposed to"others\ For both students and parents, factual information 
•- • » 

was generally preferred through impersonal, college originated media. / 
*t ' « • -

Information which may»differ according to a student's personal situation ' . 
/ 

appeared to be preferred from a personalized source directly related to 

the college. • For reputational/prestige information both parents and .* 

students tended to pre'fer a source that was not associated with the college. 

Little research has been conducted using other than high school senior's 

or college^r^shmen as the,subjects. Adults have enrolisd in increasing 

numbers in higher educational institutions as the number of traditional \. 

age studejits have declined. Northern Essex CC has seen the percentage^ 

of students over age .24 increase to 25% of its day enrdllment. If the'se 

adult learners are to be adequately served, institutions lik^ ours must 

Assess their educational n^eds, information needs, and motivations, 

understand the differences between adult learners and traditional age 
/ . -i . ^ .-̂  

students, and make appropriate adjustments in administrative procedtires-, . • 

programming, and the teaching-learning process. (Wolf gang, and Bowling,, 1981) 

Jtudexits, 4700 evening^students 

A 

( 

currently at Northern Essex CC (3500 day st 

in the Fall 1982) theite i5\ no* fundamental strategy being us ed T ^ the devel

opment of a coordini .^ec^r 

-I, 
ecruiting plan, marketing BISI^* publication plan, ^ 

The lack of a comprehWsive advertising plan, or longe range enrollment plan, 

"plan of attack" has not affected our stydent demand. Inquiries, acceptances, 

yield,, and'enrollment areall at an all time high.' It nJay well be that the ' 

economic situation has reached the pbint where the low cost ($634 taifion 

'•iii 



CHART I 

INFLUENTIAL FACTORS IN COLLECE CHOICE * 

NOT ENROLLED SHJDENTS - FALL 1980 

) 

ALL 
RESPONDENTS 

PTS. 

^55 ' 

370 

360 

291 

121 

82 

5S 

kz 

38 

31 

29 

27 

16 

12 

10 / 

RANK 

' 1" 

2 

3 

k 

' 5' 

6 

7 

8 

9 

10 

11 

12 

• ̂ 3 , 

1̂  

r 13 

' 

' 

.' 

HIGH SCHOOL CHAD LESS 
THAN 3 YEARS PRIOR 

PTS. RANK 

331 ^ . 1 

268 ' 2 • 

266 3 

233 4 -

92 . , 5 

- 69 6 

M 7 

39 8 

31 9 

^ ' 30 10 

26 ' 11 

2^ 12' 

13 13 

12 ,. 1̂  

8 15 

HIGH 
THAN 

PTS-. 

12^ ' 

102 ' 

9̂  

58 

29 

13' 

10 

3. 

7 

1 

3 

f 1 3 

\ 0 

HIGH -SCHOOL GRAB. MORE i 
THAN 3 YEARS PRidR 

ACADEMIC PROGRAMS 

DISTANCE FROM HOME 

TUITION COST / ' 
/ 

ACADEMIC REPUTATION 

FiNANCIAir*AID AWARD » 

SIZE OF' SCHpOL'l 

RSPUTA^ON QF THE FACULTY 

PARENTS PREFERENCE 

STUDENT ACTIVITIES . 

CONTACT WITH ADMISSIONS 

ATTRACTIVE CAMPUS'7 

STUDENT-FACULTY RATIO 

MALE-FEMALE RATIO 

COUNSE^RS ADVICE 

HOUSING OPPORTUNITIES 

• Points were assigned as fo l lows: 5 points for most in f luent ia l factor , 3 points for% 
second, and 1 point for third most influentiaJL factor . , * 
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CHART II 

Seimple Size • 

1. NECC is student 's 
-. a. F i r s t choice , '• 

b. Second choice " 
c. Third choice , • 
d. Less than third ct^ice 

Concern about financing college 
a. No concern 
b. Sone concern 

Major concern 

J. Rejisons noted as Very laportant in 
deciding to go to colleges 

a. My parents wanted me to go 
b. I could not find a job 
c. I,wanted to get away {^n home 
d. To be able to get a better job 
e. To gain a general education 
f. To improve av reading and study skills 
g. There was nffthing better to do 
h. To make me a more cultured person 
i. To be able to Bike more money 
j.' To learn more about things of interest 
k. T3 meet new and interesting people 
1. To prepare myself for graduate school 

f 

•. Reasons noted as Very Importarrt in 
deciding to apply to NECCj "i 

\ " '.' 
a. My relatives wanted ne to come here 
b. My teacher advised Tne' 
c. This college has a good reputation 
d. I was offered financial assistance 
.e. I was not accepted anywhere else 
f. Someone who tad been there eidvised me to go 
g. This college .offers the specific prograun 
h. My guidance counselor advised me to 
i. This college has low tuition 

• j. I wanted to'live at home 
k, A friend suggested attending 
1. A college representative recruited ̂me 

», Reasons noted as Very Impactant in 
deciding not to attend BECCi 

a. Financial Problems 
b. hECC was not my first choice 
c. NECC is too close to hone 
d. Acadenic program A t available "• ' 
e. Unsure of career ̂ w s 
f. Far.ily or personal difficulties' 
g. Moved or moving soon 
h. Transportation problems 
i. Classes not offered at convenient times 
j. Time conflict due to work 
k. Have decided not to attend any school 

/ 

" 

-^' 
X 
\ -

' 

. 

Liege 

* i 

Total 
Not Enrolled 
Fall 1980 

• 250 

X 

32.if 
37.6 
16.8 
13.2 ^ 

• 3(^.0 
'f3.Z 
22,8 

Not Enrolled 
Studepts 

High School • 
^Graduates 1977 

or Prior 
dl 

, 

59.3 
27.1 

5.1-
• 8.5 

. 37.7 
29.5 

, 32.6 

tipt Enrolled 
"Students 
High School 
Graduates 1978 
and after 

• 189 

' 24.3 » 
41.3 
20.6 

. l'f.8 

•' 32.3 
H6A 
19.6 

Enrolled "New" 
S^udenis (CIRP)| 

Fall 

709 
y 

75.6 
15.'+ 
•3 .5 

2.i+ 

^3.5 
43.if 
13.0 

1980 

20.8 
6.8 
3.6 

66.8-
57.8 • 
36.f 
ZA 

33.2 
6ZA 
68;8 • 
^+2.0 
19.6 

U'.5 
' 3.3 

i .6 
72.1 
67.2 
32.8 

1.6 
» 39.3 

^.5 
80.3 
37.7 

.21.3 

23.8 
7.9 
4.2 

65.1 
^.5 
37.6 

. 2.6 
• ^1-2 

65s6 
65.1 
.43.4 

• • • 19.0 c 

23.7 
6.2 
2.4 

78.7 
67.3 
42.0 

2.2 
. 34.1 

65.4 

72.5 
47.1 

. 45.7 

2.8 
.'1-.6 
21.6 
•6.0 

• 1.6 
14.4 
37.2 ' 
8:8 

37.6 
24.0 
8.4 
1.6 . 

1.6 
1.6 

24.6 
4.9 
1.6 

. 13.1 
50,8 
1.6 

44.3 
?9.5 
6.6 
1.6 

3.2 
1.6 

20.6 ' 
6.3 
1.6 

14.8 
t 33.0 

12,2 
35.4 
22.2 

9.0 
1.6 

< 

, 

4.6 
4.9 

32.7 
7.2 
4.9 

18.1 
25.7 
13.5 
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23.0 

8.7 
18 

13.2 ' 
23-6., • 0 
3.6. \ 

10.8 \ 
14.0 
11.6 
3.2 

11,2 
4.8 

10.0 
7.2 

26.2 
' 3.3 

0.0 
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• ' 15.3 
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The reasons why students decided not to enroll at Northern Essex are 

quite differeht for traditional students as compared to those of the older 

students. Financial problems, family.or personal difficulties, and time 

, conflicts due to work dominate the reasons why the non-traditional students 

x:hoose not to enroll at Northern Essex. 

,/'. 

II: STUDY OF THE FACTORS WHICH INFLUENCED ENROLLMENT AND THE SOURCES 
OF INFORMATION PREFERRED BY NBW_STUDENTS 

i 
• The population sampled in this replication of Litten and Brodigan's Work 

was the" Fall 1981 "new" student enrollment of Northern Essex CC. A response 

-rate of 26.3% was obtained from the 1663 '!new" students. ( A new student 

according to the^ Northern Essex data system, is one who was not enrolled in 

the inmiediate past semester.). The respondents were 65.5% traditional fetudents, 

haying graduated high school withA the past three years. Overall, 64.8% 

of the respondents*did. not have any prior college attendance, while only 33.8% 

of ttie noiv^tiadi^tional students had not attended college previously^ 

Chart III reports the most important influential factors in the decision 

to attend Northern Essex. >. In ocder of importance the top eight factors 

were: costs (JLow tuition), had desirei4 course of stu3y, quality of courses/: 

programs, close to home, career, impro'â ement, academic r'eputatfqn,' financial • 

aid availability, find variety of courses off erred. "" • ' ^ 

There was only a 'slight difference in the responses, of non-traditional 

students versus t̂ he traditional student responses. This difference was in. 

placing career improvement third Instead of fifth for traditional students. 

Chart IV shows the preferred -sources of information about Northern 

Essex CC. The preferred sources of information in order of preference * " 

were: the college catalog, general knowledge, high school counselor, former 

stud'ents,, friend^, admissions office, current students, parents, and Northern 

Essex faculty. As one might ag^sume, the guidance counselor wa& a much more'J 

preferred source "for the traditional students', while non-traditional students 

tended to prefer former students, the admisslions office, -and faculty to a 
~ Y > • » « 

greater extent. ( The question asked the stuaents to list the most "preferred" 

source of information, but I feel that many stuoents probably responded with 

the sources of information they "used" in obtaining information they needed 

about Northern Essex. • , . ' 

Chart V reviews the rankings of all 21 iteii(s listed" on the questionnaire 

as possible influential aspects of' the coilege/. It is interesting to note 
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COSTS ( LOW TUITION ) -

HAD QBSIBED COUBSE) OF STUDY 

QUALITY OF COOBSES/̂ WXaAMS 

CLOSE to rouR Hoie 

CAUSER'IftFROVKICirr 

ACADEMIC RSPlfTATICHf 

FUIAMCIAL AID AVAILABILITY 

VARIBTY OF OOOBSES OFFBHBD ~ 

• 

, 

- - \ 

' 

CATALOG 

-. -ailERXL KHOWUIDGE ' ' 

HIGH SCHOOL COUHSELOR 

FORMER STOCGMT 

FRIEIIDS / ' 

ADWSSIOl^ OFFICE 

CURHEirr STUDENTS 

PAREirrs '̂  

NECC FACULTY 

MOST IMPORTAKT INFLUENTIAL FACTORS * 

ENROLLED STUDENTS -
> 

ALL RESPONDENTS 

• Points 

8k6 

671 

'̂ 57 

klQ 

J?^ 

2Z7 

180 

IW 

Rank 

1 

' 2 

3 

4 

• 5' 

6 

• , 7 

8 

CHART IV 

FALL 1981 
-

RESltoNDENTS OUT OF 
HIGH SCHOOL I£SS 
THAN 3 YEARS 

F q l n i s 

SI"* 

412 

298 

279 

198 „ 

152 • 

135 

1Q6 

% 

t \ 

FREFSRRED SOURCES OF INFORMATION* 

ENROLLED STUDENTS -

ALL 
RESFONDSNTS 
P t a . 

1869 

1167 

863 

677 

' • 6^ 

, e\k 

608' , 
V 

536 

' , IM 

Rank 

1 

. 2 

3 

4 • 

5 ' 

6 

7 

8 

9 

• FALL 1981 

Rank 

• 1 

2 

3 -

4 

5 

6 

7 

3 

' 

-

LESS THAN 3 
YEARS OUT OF 
HIGH SCHOOL 
P t a . 

1132 

639 

810 

374 

446 

• 37S 

445 

428 

242 

Rank 

1 

3 

2 

8 

4 

7 

5 

6 

9 

» 

RESPONDElfrS OUT OF 
HIGH SCHOOL MORE 
THAN 3 (̂EARS 

Points 

272 

259 

159 

139 

176 

' . 75 

45 

35 

Rank 

1 

2 

4 

5. 

3 

6 

7 

8 

X 

MKtE THAN 3 
YEARS OUT OF 
HICai SCHOOL 
P t a . 

.' . 777 

5Z8 

53 

^03 

216 

'236 ' 

I63 

78 

0 -4 -204 

Rank 

1 

2 

11' 

• 3 - , 

, 5 

4 

7 

10 

6 

* 

•< 

• 

-

• 

• 34? 
* Points were assigned as follqwss 5 points for the most influentiaa fact6r, 

3 points for seoondr ahd J. point for third nost influential fabtor. 
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MOST IMPORTANT IffllUEHTIAL FACTORS * 

ENROLLED STUDEw'lb, - FALb I 9 8 I 

( 
T̂  

COSTS (• LOW- TUITION ') • 

HAD DESIRED COURS! OF STUDY 

QUALITY OF GOURSES/PROGRABS ̂  

CLOSE TO HOME 

CAREER IMPROVEMENT 

ACADEMIC REIOTATION 

FINANCIAL AID AVAILABILITY 

VARIETY OF' COURSES OFFERED 

GUIDANCE COUNSELORS ADVICE 

REPUTATION OF THE FACULTY 

STUDENT/FACI^TY RATIO 

SOCIAL ATMOSPHERE 

SIZE OF NECC . . « 

I ATTRACTIVE'CAMPUS . 

RECCMIMENDATION OF FRIENDS 

PARENTS PREFERENCE 

I COLLEGE CATALOG 

.RANGE OF STUDENT'ACTIVITIES 

REPUTATION OF ALUMNI f 

STUDENT, ACTIVITIES AVAILABLE 

HOUS'ING OPPORTUNITIES 

ALL 
\ RESPONDENTS 

.1^ 

5 
6 

,7 
"8 

9 

10 

il 

12' 

14 

15 

16 

17 

18 

19 

20 

'21 

LESS THAN 3 
YEARS OUT QF 
HIGH'SCHOOL 

MORE THAN 3 
YEARS OUT OF 
IgGH SCHOOL 

1 

2 

3. 

5 

6 

7 

8 

9 

10 

16 

11 

12 

13 

15 

14 

19 

18 

20 

17 

21 

1 

2 

k 
5 
,3 

6 ' 

7 

8 

9 ' 

10 

17 

13 

13 

'12 

17 

13 

19 

13 

* Ranked in order of importance obtained by assigning 3 points for the most 
influential factor, 3 points for second, and^l point, for the third most 
influential factor. 
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CHART VI 

PREFERRKD SOURCES OF INFORMATION * 
ENROLLED STUDENTS - FALL 1981 

RANKED IN ORDSP 

• 

t 
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GEN. KNOWL. 
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FlRIENDS 
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CURRENT STUDENTS 
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8 
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7 

8 
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OF STUDY 

1 . 

5 

2 

l* 

8 

' • 3 
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• 10 

6 
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1 

7' 

l^ 

2 
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6 

2 

9 

5 

CLOSE TO 
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4 

1 

7 

5 

2 

8 

6 

3 

J ^ 

CAREER 
niPROV. 

2 

1 

3 

if 

5 

8 '-

? 
/ ^ 
^ S 

ACADEMIC • 
REPUTATION 

3' 

FIN. -AID 
AVAIL. 

3 

9 4, '̂  

2 

1 

6 

10 ' 

8 

'2 

9 

11 

1 

^ 8 

' 9 , 5 

6 6 V 

VARIETY OF » 
COURSES 

1 

9 

• 2 

6' 

'9' 

3 

5 •• 

7-

if • . -

CHART VII 
GROUP LESS THAH 3 YEARS OUT OF HI(2I SCHOOL / OVER 3 YEARS OUT OF HIOI SCHOCI. 

RANKED IN OF IMPORTANCE 

PRÊ lifflRED SOURCES OF INFORMATION * 
ENROLLED STUDENTS - FALL 1981 

• Rankings obtained by assigning 5 points for the most preferred source, 3 points for 
second, etpd 1 point for the third .iiost preferred source. 
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that items such as pareivts preferencre, recommendation of friends, reputation 

of alumni, and student activlties.jare not considered as important influential 

factors. 

The preferred sources of information for each of the mosf^influential 

factors are ranked in Chart VI. It is easy to see that when planning to 

cfjmmunicate with prospective students, the presentation of the information 

through the Northern Essex cattalog and high school counselors are the most 

preferred sources. 

Chart VII shows the preferred sources of information for the most 

important factors for traditional students and non-traditional students 

separately. The sources which differed in ranking by more than four have 

been circled to call at,tention to the most glaring differences. The matrix 

has 72 items, and there are 22 cases of a ranking differing by more than four. 

III. QUALITATIVE CASE STUDY 

The data for this study was collected through in-depth interviews 

held with six full-time students who entered Northern-Essex; in the. Fall 

1981. The interviews were held during the Spring 1982 semester. The general 

interview guide approach and purposeful sampling.strategy were utilized. 

These students first decided to go to college at various points in 

their life. The more traditional students decided to attend college right 

after high school: * ^ . ' 

'' I t was my senior year in high school and the reason t h a t I 'dec ided 
i s tha t year was the f i r s t 1 ever did tha t well in high school . I 
never r e a l l y tTiought I had the a b i l i t y to do i t , and t h a t ' s when 
I decided 1 wanted to go onto co l l ege . (Doria A.) 

The non - t r ad i t i ona l s tudents decided to , a t t end co l lege a f t e r some 

other experiences in l i f e : 

I r ea l i zed tha t I wasn ' t going to make any money if I d i d n ' t go 
to co l l ege . I had t r i e d every l i n e . o f wo^k. I was uneducated. 

,1 d i d n ' t complete high school . I'knew I could get a GED, but I 
was undereducated and I could\afe tha t i t was sewn up economically. 
I had stopped t r ave l ing and decided to s tay in o.ne place for a while,, 
and I wasn' t going to climb any soc ia l sca les without an educat ion , 
(Tim C.) ' • ' • 

The co l lege choice decision-making process t ha t some of the s tudents 

used was very l og i ca l and wel l -organized: , 

I "put a l i t t l e more in to the decis ion because I figured i t would 
inf luence, you know, i t was a big s tep •dn my l i f e . I l i k e to lea rn 
but I don ' t l i k e to put the time i n , I ' d r a the r be out working, and. 

348 
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r ' V 
\ I liked tlie fact that I would go here for jiist 2 years and then 

get out. The location and the curriculum were what I wanted, 
and I liked the course descriptions... (Lisa B.) 

.TH B reasons why students wanted to attend college were dominated 

by economical concerns:, 

I hadn't worked in about nine years. Xnd, in' trying to compete 
.'in the job market with the youngsters that ars out there today 
.1 didn't stand a chance. I was too far behind things...so I 
figured this was the cl\^nce... (Marion C.V) 

•Othe^ benefits of college atftendance were also found to be important: 

The way people are today I think its 50/50 between-personal 
growth and financial growth... (Tim C.) „^* 

The influence of "significant others" can many times—affect the 

college choice decision process: 

One gentleman I knpw that went here really respected the fact 
that there were small classes and he got the extra attention that 
he needed... I never expected him to go to college, much less 
do as good as he did. (Ken A.) " , 

The strengths as perceived by current students are .the factors that 

should be communicated to future students. It. was interesting to find 

a large amount of relatively intangible s^prengths expressed by th^ students: 

Well, for one thing I appreciate the attitude of the people who 
work here. I have never met anyone here in any position who-has a 
negative attitude. There is always somebody who.gets you an answer 
and that means a lot. I think they ought to hang a sign up that says 
theuJ'Buck Stops Here" and place it above everybody, because that is 
the way it works around here. (Maridn C.) 

I like it because I can get on a personal level with the teachers, 
whereas at a bigger college you might never see a teacner, or you 

.would not get that extra help you need. , I think the faculty are 
^ like an A+. All the teachers I have had have just been tremendous. 

(Ken A.) $• . 

Historically, community colleges have been the model in meeting the 

needs of the educationally underprivileged who hav^ chosen to attend college / 

without an appropriate college preparatory program. The community colleges 

have given them a chance for success. This model appears to be alive and well 

at Northern Essex CC: 

Everything that I thought made a good excuse not to go got shot. % 
down. I thought that when I came over here and'said how can I 
afford to go to school the financial aid office was going to say 
you put up so much and we will put up so» much... I never dreamed 
that thereyafffs a Pell Grant program that would pafy all my tuition 
bills. (D^na H.) 

I had never seen a college before, and I thought to myself, well here 
I'll be in a cl'ass with 4-5 other old biddies and'we can sit there and 
yak and See what's what, but it was so different, and it haj given me 
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• <r 
a wliole new outloo'k on life, a -way to fill up all-that time and 
put it to goo'd use... to go someplace alone was a big step to me, 
I don't think I would have come to school if It hadn't been for my 
son taking classes along with me... (Majrion C.) . j([ 

SUMMARY 

The important factors and aspects of Northern Essex CC which -

influence students to apply and enroll are the cost (low tuition), 

academic programs, distance from home, academic reputation, and financial 

aid availability. The most preferred source of information for four of 

these five influential factors was a different medium." ' ' 

Ovgrail, the most preferred sources of information about Northern 

Essex CC were the college catalog, general knowledge, high school counselor, 

former students, friends, the admifesions office, current students, parents, 

/and faculty. Each of these sources was ranked at least third in preference 

for at least one of the eight most influential factors. These results 

indicate that foV Northern Essex CC to be succe^ful in the dissemination 

of information'about its strengths and characteristics, a coordinated, multi

media approach must be implemented. 

While the important influential factors are.the same for traditional-

age as well-as non-traditional age students, their preferred sources of 

information are quite divergent. Traditional students prefer to use the 

catalog and high school counselor as their sources of information. 

The non-tradifional students prefer to use the faculty, former-students, 

and the admissions office as a source of information. These results would 

indicate that each student^ should receive a catalog for their review, and 

that a segmented marketing approach is needed to effectively meet the 

informational needs of both the- traditional and non-traditional students. 

General -knowledge appears to play a very important role as a source -

of information. Non-traditional students rank this item generally higher 

than do trad^tionaJf students. I believe this response is due to the 

assimilation of bits of information from a variety of sources over time, 

especially the Division of Continuing Education brochure which is mailed to 

all area households three times a yea?. The importanxie of general know

ledge as an information source supports the contention that the college 

should be active in the community ,as a way of increasing its visibility. 

/ 
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>. 

The concern for individuals as shown 6y the -faculty, staff, and other 

students is also a major factor in the attraction of .future students. Many 

times we tend to forget that by meeting the personal needs of. individuals, 

we will be encouraging an atmosphere that will result in a positive educa

tional experience. , ^ 

^ 

\ 

cv. 
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CARVING UP'JP/^AOISE: POLITICS, DATA AND THE ALLOCATION OF ACADEMIC SPACE 

C 

^ 

/ 

Richard Pattenaude 
Assistant Vice President, Academic Affairs 
"State'University af New York at Binghamt'on 

. . Binghamton, New York 13901 

1 The allocation or Veall6cation of academic space on a campus 'is a 

political and rational- activity-, 'it is rational in the sense that a 

specific square footage is assigned and programs occupy what is assumed to 

be^>n'?e>\igfint utilization of available resources. But that is the lesser 

Aspect of 'the issue. In .my mij||* politics dominate the decision making 

fess'. Like it or "not one is faced with the reality that the ef/ective 

utilization of^ space, a key^ institutional _resourGe, is dependant ' on 

political factors. Institutional researchers and' physical plant 

administrators-need to sharpen their political skills if tihey>^sh to play 

an important role fn assisting their institutions in d'ealing with the 

1989f<€.^ 

Proble 
^ 

The enrollment squeeze, long promised by planners and demographers, is 

beginnipg to take its tol»K At the same time the United States is pass-

ing through a period of econqnijc'Stagn-ation and the economic value of a 

bachel'ors degree is being questioned. These factors, taken together, 

suggest that little additional space will be builfon America's campuses 
* 

over the next decade. Those institutions most injured by' this emerqi«q' 

situation may need to lock up space. This cutback,' this change in nind-

• set, this new era of constraints necessitates more effectiye thinking. The 

political stresses produced by,thi's down-turn in the economy of higher 

yeducstion makes the politics of space crit:ical. In the past it was often 

possible to, "buy" -.one s^ way out of a difficult space situation. 

336 
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The new,building, the major rehabilitation, or the opportunity for other 

resources' reduced the sense o.f scarcity and competition. This brief 

description of the current situation^presents nothing new but the context 

is critical, for coming to grips with the politics of space. - , / 

So what? If conditions hold or continue to decline, institutions must 

Jhave full control of their resources. They need to have flexibility in the 
» • ' ' ' 

utilization of resources if plannihg is to have any meaning. Institutions, 

in terms of physical space, need to break the emotional grip of perceived 

ownership. Space must take on the characteristics of any other ^op^ating 

resource. There are-already enough factors present in the higher epfucaxion 

'"̂ "'iSJK.ironment which can produce ill will", ali-ejnation, and intra-organiza-

tional warfare. Space should not add to institutional stress, at least no 

more so than any'other essential resource. 

We .must also remember that faculty come/to §fi institution'of higher 
' ^ 

learning to pursue their careers because they view it as .a form of 
( ' . / / • 

professional paradise—a place where personal interests can be pursued .and 

avocations become vocations. It is aTso a* place where they exchange nqt 

income for flexibility and life style; a place where ideas and .their 

exchange prod^ice a personal sense of growth and intellectual excitement. 

But faculty members can be easily drawn into long term squabbling over 

physical space. Is. this understandable? Of course. Space, represents 

prograta legitimacy, program strength, quality of life, and^ institutional, 

co'mmitments. Reducing, changing, or refining the space of an academic 

department can be viewed as a direct threat to that department's vitality, 

now and- in the future. Thus the entire process of managing academic space 

IS I fraught with politics, emotions, and conflict. If handled poorly the 

political chaos associated with space decisions can result in paradise' 

lost. 

35 O'i 
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Organization Facts >»>̂  . ' , 

I W0uld like to revj^w some basic assumptions about the way • 

organizations function. Organizations are basically political and 

^ emotional, not rational. (Wil.davsky, 1979: ch.2) Decision .making 

processes are slow and incremental, based on past events and decisicms, 

seldom moving frojQ] a blank sheet in a systematic way toward a new set* of 

' conclusidns. (Lindblom, 19^5: ch.3) Individual* within organizations tend 

to respond negatively to stress and change while, at-the same time, it is 

' essential for an organization to be responsiee to its' working 

environment. (Etzioni, 1964: . 58) At the same time organizational ^ 

techniques and process must respondsensitively to organizational reality 

and employee stress if they are to be ^effective. Unfortunately colleges 

and universities are not al>/ays the collegial entities as we often suggest; 
> 

they are Ifke all large complex or'ganizations. Finally it is clear that 

the management of chalj^e in a profess-ional organization is one of the most 
* 

challenging of management activities, particularly when change iS on the 

down side.N (Etzioni, 1964: 83) Ta1<en together these brief ,thougtitŝ  about 

organizations reinforce the idea that planning for space allocation Heeds 

to be managed carefujly with full fecognition of its political ccntent. 

Space and Facilities Facts • . "•• , 

It is simply a truism" that academic departments never^ have enough 

space. Recently we dealt with a department which had, according 'to 

formula, more than'double the space to whic|;i it is entdtled. After careful 

inspection, a walking tour of thesp'aie, ajid hours of discussion their 

conclusion, to our dismay-, was to ask fjpr an additional .500 square feet. 

This outcome of an attempt to approach the >ssue^ rafi'onally is not ° 

uncommon. * . " . • 

3oo-
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Formulas tend to tje of little value in working with academic depart-
\ 

ments. SUNY has an excelleigt space entitlement formula that accounts for 

the following factors: lower division.enrollments, upper division enroll

ments, beginning, graduate enrollments, advance graduate enrollments, 

faculty FTE, general Instructional space, classroom labs, individual labs, 

research s,Mce and s.upport space, and faculty office space. (Office for 

Capital Facilities, 1979) Factors* have been generated for each of'fthe 

resulting cells (see below)^,'*' Whenever this formula is utilized in a 

discussion with an academic'department it only produces heated argumeftt. 

This has resulted in our dis.continuation of its use as a negotiating tool. 

Lower Upper 
Div. Div. 
FTE 

General 
Instruction 

Classroom 
Labs 

Individual 
Study "Labs 

Research,and 
Support 

Space 
Office 

Space 

TOTAL 

FTE 

Department X: Space Factprs 

beginning 
Graduate 
. FTE 

Advanced • Advanced 
Graduate "iQraduate 

FTE* HEADS 
FacuTty 

FTE ' 

• \ 

Of course different departments . have di/ferent space needs. And a,̂  

single discipline, depending upon ks;focus and its pedagogy, can have 
/ ' .. •" • - • 1 

different space needs at different in^tit-ut^ons. This adds to the 

inability to utilize standardized formulas. Formulas di^have a value; they 

identify areas and disciplines which need carefu'l study. They also allow 

one to identify classes of space needing attention. At best one can use 
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them to est^lish ordinal rankings of departments which are overspaced. 
t • ' 

Yet experience has made it clear to me that formulas, are of little value in 

• dealing witV) the automatic opposition one encounters when attempting to 

reduce or red^sijjfl^the space of academic departments. 

The Challenge ' . 

This brief'review of the realities o-f space allocation results, in a 

potentially frustrating situation. Institutiojis need.,to Tount oio space as 

a flexible resource supporting new di'rections -and needs. At the same time 

the logics of organizations and the realities of -space make it extremely ' 

difficult to exercise managerial authority.. This is particularly^true in 

universities and" colleges because the k§y actors' are the professional 

members of the organizatior/. The organization behavior literature is 

filled with examples which highlight _/he difficulty of' managing a 
V 

prgfessional organization wherein the employees feel that administration 
>. 

hras only one purpose--to provide adequate resources for the professionals 
-\ ' 

to "function. Thus the administration lacks basic authority for pursuing 
institution-wide priorities. (Etzioni, 1964: 81-85) 

How do we detl with this? Is it impossible then to manage physical 

space without creating organizational chaos? Can we change paradise 

without ^creating paradise lost? 
f. 

At SUNY-Binghamton we .have considered this issue carefu\^y and have^* 

over the past eighteen months, significantly altered our approach to space 

planning. We hMe done this because we are in',the fortunate position of 

I being a growing campus. Enrollments are increasing, resources are' 

increasing, and programs'are being added. Most recently we have received 

• approval to add engineering programs. • However, we cannot expect any 

\y 
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additional buildings. T\^s we are deeply involved in the problem an'd have 

to wrestle with the challenge. We have no choice. 

Our challenge is to move forward within a fixed amount of space'to 

meet our goals. More importantly, we must do thi'̂ .towithout creating- un

necessary orga;iizatio,hal' stress. •• • ' »• , 

An Approach to Consider 

The following information describes the revised approach to phj^ical 

space. decisi.On ifiaking we have adopted./' > , "• ' 

1. Redefinitioi1'"'of\5lMt:e-- Fi/ndamental to the reorganization of a 

space-allocation process was.a redef'inition of space. At a-widely attended 

Presidentially-chair?ds^retreat the concern for spaqe was discussed at 

length. From this came a clear me'ssage that space is a university resource 
X • - • ,' •' ) 

and, l ike'^ al l resoî f'ces j | ^ - the university,, sub.iect to' cpntrol, 
./ 

iW/i accountability, and, review. fW/as, alsB, made* clear, that space allocation 

would be based upo,n programmatic need antf^lhat programmatic need wbuld'have 
.\ 

to be carefuil;^' proven.- -, '; " "r-x^ ' •' , 

2'.' 'Restructuring the. Decision Making Proc A new space advisory 

committee was formed'which reports- directly to the president's staff and 

serves \as â  working.subcommittee of that group. 'T|ievmembeyship is com-

posed of four higher leve? mah^gers .̂ ftio,st]y assistant vice fJ^residents, and 

the director of ph/sicaV pla>it-j-ci'̂ key member. The space advisjary committee 

has an advisory .role only, forwarding recordmendations to the president's 

s ta f f - for consideration. The committee «meets regularly with the-

'president's staff to discuss these recommendations and i t is the staff 

which makes the final decisions. Naturally these decisions are som'e^Ktt 

broad-T)rush in nature but they represent university decis-ions taken at the 

highest level. The'space advisory'committee does have some discretion in 

^ 

\ ) ' 
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its implementation of these decisions but proceeds with a m^andate from the 

president's staff, free of lingerzing political questions. 

3. Consultation Process; In preparing recommendations for the 

president's staff "the space advisory committee engages in an extended 

consultation proces'S. This process fs always re'ferred to as infol^ation 

gathering. It is in 'this process that programmatic needs are clarified. 

Natural'ly the committee has' a sense of where, it is headed because of its 

regular interaction with the 'president's staff. Often the, president's • 

staff will indicate_^that a specific problem is to be solved or project to 

pursued. One recent example Was a request from president's staff for the 
•• .' • . ' 

space advisory committee to locate appropriate space J'or- a small 
> J- . 

facuHyZst^ff dining room. In this effort a number^of .alternative 

.l^cgtions were explored without consultation by reviewing large blueprints 

of various spots on campus. After an irfi^ial^proposal was reviewed the 

president's staff gave the committee permission tofbegih the .consultation 

process. • - • ,^ 
• • \ . . - ' ' ' ^ 

Th^ factors which were considered as part of this 'consultation process 

were: the needs of the ,program being^impacted,,the pedagogical style-of 

the program, the building constraints, the tradition and histolfl.of the' 

building's occup&ncy, the"political roles of the people involved, the siz^, 

of the program, the external î nnding of the progranv, its research'foci 'and 

future, t\\e.. costs of 'various .approaches, and the interests of all 

corfstituen(iies involved. This resulted in a need to consult with'secondary 

groups .such as graduate student organizations, studaot leaders, faculty 

leaders, food service experts, and anyone else who had an in;terest in the 

particular issue. • • ^ "s , , 

As a result all fact-ors.which stood in the way of this ̂ project wepe 

brought into the decision making process. Areas that were sensitive weî e ^ 

3z )j 
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highlighted and specific'needs accomntodated. This entire Process al^o had 

the intended and important t^gential impact of informing the academic 

community of a, pending decision. Clearly little harti data were utilized. 

' However the institutiofial research office was essential in that it supplied 
'• -

an absolutely precise pictu-re of the jnvolved'department. This information 
v̂ . ^ •' ' 

^--a^lows the committee to force all participants to deal with t-he facts in a 

common manner. (This eliminates the ability for a person to assert that a 

. prograW is .growing significantly; ,a quick -reference to information 

•provided by institutional researoT^would indicate the actual facts, in 

detail.) It is" here that data are critical., yet.J;f>ey are clearly a backup 
o f t * 

to the focus on the political issues. ' ] 

' As this information was being' gathered, points of opposition and 

â ctive opponents to the concept were identified. This allowed fol" careful 
. ' . . . 

consulfrRiion and discussion with the opinion, leaders involved. This 

process reduces "unexpected political problems at the implementation stage. 

This also allovfll̂ a careful -shaping of a ••recommendation for the president's 

staff free of undue political c^sts. . ~ ' ... ' 

4.; Recommendation:' After , the extended and detailed consultation' 
, • - ' 

' process the space advisory committee is then capable of providing a two-

part recommendation to the president's ^taff. The /-ftrst part, of a 

recommendation is the physical layout of the proposed .project. 

Configuration^ square footage, location, and design features are presented 
• » • • ' 

for review and appcoj^al by the president's staff. Jfiis^'llows the staff to. 
add tts comments and refinements t?^ the facil'ity under consideration.^ The 
staff can also be informed of the special interests an.d-.needs^, of th'e 

. , • ' . ' - . < ? • 

involved parties and the-subsequeni impact upon design configuration and, 
- ' ^ • ' , , • • - • • ' 

cos t . ' . > • . . ' • 

r 3GiJ-
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The second part of recommendation is perhaps more critical. Here the 

space advisory committer mak^ comments and suggestions concerning the 

political and organizatioh implications so that an implementation plan can 

be Drepared to, address the-.human dimensions of the problem. This..allows 

the staff to.offer political advice and. to determine whether or not it 

shoujd become invol;/ed for the purposes of -assuring agreement, obtaining 

support, and containing conflict. . At this time it>-is also possible to 

discuss fufi?ling*if necessary.— • • . 

The outcome is a clear directive from the presidents staff to oroceed 

on a project within'clear parameters ST?nsiffive to the organizational and 

political factors involved. Space rlleded ' for a- specific function or 
• . • - . 

project is identifie.d and leads to a specific allocation proces^ described 

below. - ' - , ' 

5. Allocation: ''.̂ The , space advisory committee .proceeds to secure 

final refinemer^ of the recommendation and 'theo .communicates that 

' recommendation to the affected parties in writing. 'All specifics and 

agreements are'layed jayt and made part of the recdrd. Critical'to this is 

the -concept of university development space. Under this concept 

allocations of space are considered temporary. A program or project which 

receives reconfigured or reduced spate is assigned that space under the 

J • ' •» . % 

aegis of university development spac'je; This quasi-contract makes it clear 

that space is a 'university resource and that the space is being assigned 

' to the department or unit f ^ a specific period of time for a specific' ^ ' I ' -purpose with trie proviso that after one or two years this assignment will 

be reOiewed. This scheduled review insures that usage remains Aippropriate, 

that the decision was Veasonable^" and that the Vff^ted department has a. 

clear opportunity to request reconsicjeration of /its space allocation,^ It 

maintains, flexibility for all involved parties. 

' ' ' ': - • 3Gx - ^ ^ • • ... 
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6. Implementation: The space advisory committee then proceeds--to 

activate all^necessary parties, particul.arly t|je physical plant. Working 

within the clear purposes and parameters set, by the president's sta^f, the 

committee retains 'minor flexibility in design features. This insures that 

departments will feel that they have a legitimate and meaningful impact on 

the final design of thejr space. Sometimes it is necessary to reject a 

'depai^tnent's suggestion bfcause'^f cost or incompatibility'with building^ 

configuration. But these disagreements are resolved in open and fr«ik dis-

cussions where each party presents, the facts it feels addresses the 

question. The space advisory committee has the a.dvantage of working to 

implement a university decision,*backed by the highest level of autboVity, 

which -has "been/made clearly, openly, and with appropriate consultation. 
\ 

This reduces implementation costs and speeds- the process.. Certainly, th-is 

does not always go smoothly but it greatly reduces the level of- political 
>i - . ^ , ' 

stress. 
t 

Conclusion 

The process- I have described ' is systematic, understandable', and 

efficient. It relies on discussion, consultation,^and compromise whereas 

hard "facts play a minor but critical role. It ̂'.1s cl earJy evident that the 
f \ • 

decision making process lis sensitive to th^ political dynamics of. the 

institution, ht allows all concerned parties to have an appropriat^ra5~i<:e 

in the process; no. one group or individual!' is able to dominate the 

decision making process. 'At the same time it does not erode or undermine 

the authority of the senior administration. The process is responsive to 

the specific programmatic needs of departments as well as being sensitive ' 
A -

to the needs of the total institution as tt looks towards the-future. By 

increasing both the political content and. the consultation levpl, the 

• 3^2 
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process actually decreases the po.litical costs by avoiding unworkable 
* 

decisions. It also assures that departments wi'll feel that the^ have had a 

legitimate opportunity to influence a decision. Although a.department may 

not obtain its desired outcome it cannot assert that it has been kept in 

the dark. , * . " - ' 

Because it is systematic and open and will be the ongoing mode of 

operation, the academic community has come to understand that this will be 

. the modus operandi' for space decisions, .lust as departments understand how 

' promotion ^nd tenure decisions take place they now understand how space 

^ decisions take place. . This regularizalion of tt]ie process is terribly 

important in that it reduces any concerns for unilateral, decision .making 

and assures that departments know when and (how "they can appropriately, 

• influence a'decision. We have found "this appr6ach to be much "more workable 

than previous processes and to add legitimacy to the space allocation 

process. , , • 

Universities and- colleges can indeed be paradises for those who work 

there. But maintaining- that sense of organ iz-ational harmony and vitality 

i-s a, difficult and delicate • process. Thoughtful and informed 

• / administrators can guide ' institutions' through the difficult days 'ahead 

/ • / . - . . P - • . ' -.. 
••' without producing paradise lost. .• /" , 
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ENROLLMENT PROJECTIONS AND THE ACADEMIC BUDGET PROCESS 

S 

Northeastern University is a private I^niversity founded in 1898 and 

located in Boston, Massachusetts.^^ The total full and part-time enrollment 

during 1^1-82 for its ten undergraduate colleges and eight grad,uate 

schools was 'in excess of 45>000 students. Although the University has 

experienced a small overall decline in enrollments during the last two 
t 

years, it has remained in a strong financial position. . ' 

The annuaT budget process at Northeastern caji be characterized as a! 
> . 

traditional, iterative bpttom-up approach. Due to the ' fact that the 
• ' ' ' ( ^ 

endowment 'fund fs quite small,, the University is extremely dependent ox\ 

student generated revenues. The .process starts in September after\,the 

freshmen admission goals are established for the next fiscal year and it,is 

usually finished by February after one-or more rounds of adjustments. 

In late Septanber, a three ye^r enrollment 

the Office of Institutional Research in 

ction is developed by 

th the deans. Thig, 

projection reflects the group's view of "̂ he most lykely enrollment levels, 

given' certain assumptions regarding the expected student attrition rates, 

the ability of the Admissions Office to meets its goals, and 

r%iorikl/national enrollment'-trends. • • . ' 

. # 

347, 3^' -f< 



348 

^ 

During October and November, the department chairmen develop budgets 

that reflect their financial needs in light of the' projected- enrollments 

and their academic goals. After these budgets are reviewed and approved by' 

the appropriate dean" and vice president, they' are consolidated and 

submitted to the president for'approval. ^ 
- \ 

Concurrently, the Finance Office develops its revenue projections for 

the nex$ fiscal year. Traditionally, their projections reflect a more 

cortservative view of ̂future/enrollments than Qwrs.' 

It is clear that thel revenue projections developed by the Finance 

Office are an overriding constraint in the process. A planned deficit 

budget would probably not be accepted t)y either • the president or the 

trus'tees. In past'years, the original budget requests have liad to" be 
. • ^ 

4 
re-negotiated with the deans because in total they exceeded the 'projected 

revenues. This situation is inherent with the bottom-up budget approach. 

Prior to 1977, the establishment of the revenue projections was very 

rfluch in the domain of the financial administrators and reflected' the 

conservatism of the profession. Oiir originai" forecast 'model was the first 

attempt to tanper this conservatism which created large budgets surpluses 

combined v/ith scheduling and staffing problems in the academic departments 

at the beginning of eacVacademic year. Inv.etfS,alDly,-the number of students . 

enrolling each fall was larger than the number used for budget preparatiOT. . 

The partial acceptance of the model did in fact result in a smaller . 

variance between budgeted and actual enrollments during the last three 

fiscal ye9«s. ' ' ' 

36', 
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MODELING CONSIDERATIONS AND ENROLLMENT PROJECTIONS 

Criteria for Model Evaluation 

Forecasting should pronote better deci^it5n making in organizations. 

Consequently; it is appropriate to consider the orgaivizational and'̂  

prismatic aspects o'f forecasting as well as the technical aspects before 

commencing model building . In this section we discuss the impact of 

several important factors on the choice of model type, model variables, and 

data sources. These are: accuracy-cost trade-offs, timeliness, model 

comprehension, and iraplemelitation. 
s> • 

The level of accuracy of a forecast should be appropriate to the 

decisions supported by that forecast. (Prade-offs mvfet be made between 

inexpensive forecastin^models which yield large forecast errors- and more 

costly models yielding bet ter precision. 

The concept of .timeliness can ^ be captured by noting thai early 

computer-basedNweather fo r ecas t i ng systems required g r e a t e r ttJjan 

twenty-four hoursXto produce tcraorrow's forecast. Forecasts must be 

available in sufficierTt time to make decisions about ac t iv i t i e s which occur 

during the forecas t ' s planning horizon. • '.-

A technically complex model may produce an accurate forecast, but be 

to ta l ly incomprehensible to the user. A conceptual understanding of the 

tfiodel by -the manager i s essent ia l . Only i n . t h i s way can a mo^el-produced 

forecas t bene f i t s i g n i f i c ^ t l y 'from the "subject ive judgment of the 

experienced manager, -as suggested by J^nkips (.19^2). 

\ A most relevant paper which addresses the issues of forecasting in &i 
o rgan iza t iona l s e t t i n g • i s t h a t by.̂  Gwilym W. , Jenkins ' / i g a ^ ) . ^\-

/(^ jfeo'-
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^J 
\ 

\-

Implementation is a. raulti-faceted problem. ̂  It requires the suppo'rt of 

the users as well as a technically 'well-devised forecasting system. 

Deficlences in technical design may diminish the value of forecasts, but 

uncooperative users totally 'anasculate their usefulness. Implementation 

must begin very early in •Dl;iê od6l deyelopment process to insur'e'" success 

(see Jenkins, 1982). / • ', -' • • -

- Df̂ ta availability^, is a key factor • ih producing timely forecasts. 

Traditionally, efforts to forecast college 'enrollments have focused on 

demographic data 'in defining predictoaj^ariables. When our forecasting 

effort began several, years ago, we focused on these same'data, since they 

were available in a -reasonably timely fashion. 

Implications fbr Model Development •. 

In light of the previous discussion, -we may now^ketc^ the type' of 

forecasting"modeV^d model development process which was pursued. 

The' "optimal" model' type had to be at ^ technical level vrfiich" could be 

explained to administrators on a meaningful'conceptual t>asis. This implied 

minimal mathematical complexity. To produce . an. appropriaji^^ji precis? 

forecast, the model should also explain a large fraction of the inherent 

data variability, -Also, the model should produce forecasts in a cost 

effective manner. Multivariate linear regression analysis meets all of 
• 

these requirements and is the technique which was ultimately selected. 
• ' . , • •• • • -i 

To minimize the size of the. required data base, high school enrollment 

ata- from as few states as possible were conMdered. 

we focused on eight states seleacted after an 

m • 

As' described below, 

.ysis ..of enrollment• 

patterns ' \ 
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The modea!̂  development team was qross-functional, possessing expertise 

in model building and extensive ki;^wledge of university operations. In 

addition,"* the Office of the Dean of Admissions was invoiced in the process 

at an early stage. 

MODEL DEVELOPI* ;>m 
# 

Review of Literature 

The literature on enrollment forecasting divides into two major 
) ' # ' • 

categories: (1) extrapolation and causal models'based on *'hard" data, 
^ . * 

usually demographic, and (2) more recent prediction models based on survey 

data, usually studejit perceptions of university characteristics. When our 

forecasting effort started, the latter catege-ry was embryonic. Of 

necessity, we looked to ijhe, former type of "research effort for guidance. 

( Most of the work done was of a more macro nature tjian ours. Often, 

predictions were made for the entire country or st^e school system, rather 

than one school, thus providing much latitude.for absorbing• the impact of 
/ . ^ • ' > • 

forecast errors. Since much of the literature which helped launch our 

effort is now quite dated, only the major works will be briefly cited, as 

much to provide historical perspective as to' esta'blish the credibility of 

our approach. Our work has now evolved into the second category^of 

research after a worthwhile learning experience. 
•a. 

Goldbjcg and Huajtig (1977)'provide a .reviev( and classification of-some 

of the earlier enrollment prediction models. The works by Lin (1968) and 

Oliver and Hopkins (1972) devel-op extrapolation models using cohort 

survival methods for state school systems. The paper by Banks and 

368 ' 
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-^7 
[oheh&feein 
Hoheh&feein (1970) reports on a collection of* models for the state of 

Georgia using regression analysis with demographic data and econcmio 

indices as predictor variables* Another effort using regression' analysis 

applied /co variables such as high school graduates, economic indices, and 

'•fc national census data, is the paper by Wasil^^1970). The models produce 

forecasts forNcoramunity college enrollments. 

Several difficulties -are encountered when attempting to apply the .vjorks 

cited to the design and operation of an an enrollment system for a large, 

priv'de,-urban institution, such as Northeastern Universj.ty. First, most • 

work addres^d the problem at the state or higher level of aggregation. 

Forecasting of freshmen matriculation, the component of total enrollments 

with the most uncertainty associated with it, was not adequately treated. 

None of the models was designed to become part of an ongoing forecasting 

systeiS" to support decisions. Finally, the. implaiientation of "^ese models' 

into the decision-maldrrig process was nil, 

The last several^*years have .produced '•some noteworthy^ipapers dealing 

with the analysis of the colleg^Z^Hoiee process. Not surprisingly, these' 

papers have^a decidedly marketing research ring to them, being concerned^ 
*' • -̂  * 

with topics such as the university's image,'the best .Aedia for transmittal 

of (̂ ifferent types of information, and targeting subsets of the prospectivf> 

^ ' ' K '-* ' ' ' 

stuoFnt population, -Brief mention is made of the most thought-provoking ' 

recent papers in these'areas. - • • 

Kr^mpf and Heinlein. .(1981) discuss ascertaining the university's image 
•M. y 

using 23 attributes of the institution' and relate this\to the probabilit;^ 

of matri^^ation. Maguipe aijd Lay ' (1981) analyze the college choice 

3S identi 

jifocess 
\ 

t iding* 14 predictors oi\-^matriculation. Using, a diff/rent ' 

- . • ' / • • • . . , _ ^ • 

3G 
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approach^'Lay et al. (1981) apply AID (Automatic Interaction Detector) to 

• ^ divide applicants into subgroups of varying yield based on attributes such 

, as SAT scores, high school-pank, and sex. The paper by Litten and Brodigan 

/ (1981) investigates sources students and parents each prefer for various 

'types of information about,a college. ' ' . 

The. latter body of literadltre has provided .guidance to our. recent 

efforts to understand.the role of student perception dn the recruiting and 

admissions process. Discussion of some tentative'results of this work are 

contained in.the last section of this paper. 

V • _ 

•Selected Modeling Approach W • / 

Jn- light of the factors discussed in the previous section and th(? 

guidance provided by "the literature review, ,it was decided to use 

multivariate linear regression analysis in conjunction with demographic 

' variables to develop a freshmen ewrolltnent forecasting raodfel. After some 

preliminary evaluation, we focused on high school graduates as the single 

most valuable predictorNvariable. " Since 86^ percent of Northeastern :torNvi 

"University's freshmen come f x ^ New Bigland, New York, and New_ Jersey, we • 

v&ed only these states. . " • . . . '» 

Since 'the budget process begins in September, the timing requirements 

.for forecast data" are as follow;^. We desire a forecast--for entering 

freshmen' in the Fall of year t to be available in the-^^l of year t,-1, and - • 

based on projected high school graduates for" June of year t.' iKerefore, 

ne 0 high school graduate data for June of y e ^ t-1 .must be available -by the 

Pall of that year to minimize the age .of the data used in projecting high 

school graduates. « . -̂ , » " ^ 

N 370 
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'The forecfist was deve^o'ped in two steps: { ) \ extrapolate high srthooi 

-grnduytes for the eight states using a predictive equation which is a 

function of time, and (2) forecast Northeastern fresHmen using a pr(?dictive 

equation which is a function of,some or all of the high school graduates of 

the ei^ht ̂  states. All of these equations were developgd'<-xtslng stepwise 

regression algorithms. . ^^ 

More succinctly we can write: 

(1) }]SG i»t = f i (T) 

(2) m? -̂- f( PISG ̂ ,̂  HSG^,^ ;HSG Q,^ ) 

where: 

• i t projecte ejt hign school* graduates for statS i, year t 

ÎIUP = forecast for N|.U. freshmen for year t 

^ 

, Using these equations a forecast 'is produced :^r each year of a four 

year planning horizon. , " 

The data base used forobotli of these projections consists 6f the years 

beginning 1967 to the year preceding the forecast." Forecasts'" were begun" in 

2 ' ' • ' ' 

1977 . This _provided .periods of reasonably well-^behaved data for 1967 

"througfi 1977, 1967 through 1978, on up to 1967 through I98I, from which to 

derive our forecasts. It shotad he noted that' foreign studentsiwere not 

included in the data base, and hgnce not in the forecast. Thus, 

approximately 8 percent of the entering freshmen required estimation by 

some other means. • - . -

>-̂  

'• 2 , Early- developmejit work was performed by Ramfisubramknian (1970) in 
conjunction witRq master's degree thesis." 

\ .37^ 
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Selecting the "Best"-Model 

A stepwJrSe regression aigorithm was employed to derive the best .set of 

predictive equations. The MINITAB statistical analysis - software packa/^e 

.was quite adequate for this purpose since the size of the data base- wa^; 
I-

modest. 

The HSG projections as a function of time were obtained as follows. 

Tenns of the form t, t , t ,̂  t , sin(wt)", sin(2wt) and sin(3vrt) were-
^ 

offered to the stepwisfe algorithm. The criteria for selecting the "best " 

equation are the stand^d error of estimate (SE), and the coefficient of 

determination (R sC[uare). In most cases R squares in excess of 0.95 were 

achieved with SEs of»a fev? hundred students, whereT typical enrollments were 

in the tgns or hi«idreds of thousands. A predictive equation was d.eveloped 

for each of the eight states for the five forecast data periods (1967-1977 

through 1967-1981). . ^ . . • ^ 

In developing the NUP predictive equations, actUQ.1 high school 

graduates for'all states for a given year were paired with entering N.U. 

freshmen for tirnt year for each of the five forecast data periods. Terms 

offered to-the^stepwise. algorithm were of the form: ftSG, 'HSQ , and the 

natural logarithm of HSG. The same criteria were used to selerit the best 

equation "as above. R squares ranged from 0.93 to 0.95 and SEs from 54 to 94-

•students. The coefficients, R squares, and SEs for these equations are 

' shown iQj|Table 1. 

In any time series analysis,"*^using regression techniques one is 

concerned that the fundamental assumption of^ lack of serial correlation.,of-

the errors is satisfied. For all equations, the Durbin-Watson statistlci 

v/as-evaluated (Draper and Smith,1981). In nearly ail-cases, the hypothesib 

••• 
372' ) 
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of ze ro , se r ia l correlation could not be rejected-. •Where J significant 

uorrelation was found, the Hildreth-Lu procedure was applied^ in ^ ' /at tempt 

to improve the 3&it t o the da ta (Pindyck and Rubinfeld, 1976). No 

significant improvements were found. '' 

Table 1 

Pi^edictive Equations for NU Freshmen 

^ 

Forecast 
Dat'i Period Equation* 

Standard Erro^, Coefficient of 
of -Estimate ' Determination 

1967-1977 

1967-197.8 

1967-1979 

1967-1980 

1967-1981/ 

791.6 +0.1904CN +0.0515MA 

4O.06887NJ-^ * 

^0.2566GN -K).06954MA +0.09041NJ 

2700.5 -0-.059MA 40.30,15NH -
+O.02626NJ • • / -> 

3143. +0.0889ME -0.05529MA 
|^.3424NH ' % 

, 0.2169NH -fO.04J82I'IJ M3.0001562CN^/ 

54.0 

81.0 

73. Q -

82.0 

94. (^- : 

. 0.93 

0.99 • 

. 0-94, 

' 0.94 

0:99 -. * 

.*State abbreviations 

CM Connectiqut 
NH New Hampshicg/ 

MB Maine 
NJ New Jersey 

•v.. 
M Massachusetts 

•oifide( -The usefulness of the pbint, e^timatls provided by the equations could . 
\ • ' ^ 

be enhanced by using^ c^nfidenc^ intervals. Sincp the independent variables 

for the- fJUP equations (HSG for the selected states) are not known with 

certainty, but probabilistic estimates th^sqlves,«(this .uncertainty mu|t-be 

^'included in ;iny confidence interval developed for N U W Such confidence * 

intervals cannot be derived analytioally, ^ince the" distribution "of, the 

,• forecast variable is derived fran ,the product of normally?-' distribu^.ed/ •, 

variables (Pindyck and .RubijfrelcJ, 1.976'). An approxynatipn for the 9 5 ^ 

• / 
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'•><>. 

oonfid^ce interval may be obtained by canputin^^he NUF 955̂  confidence 

interval for the expected value of HSG pluS'2SE and'for the expected yalue 

• If PiBG minus 2SE for eadh state in .the 'equation, and then, ustng the-union 

of these, ̂ wo confidence intervals to apprpximate the 955̂  confidence ' 

interval -for NUP.' 'This approach results-^ the ..confidence int^vaJs. 

displayed in Table 2: _P>gure''. 1 plots the actual NOP-for the years 1967 

,thcoi:igh 1982-"and the confidence intervals\ developed from*'three forecast 

data periods: 1967-1977, 1967-1980, and 1967-1981. .. * • « 

/ 

, ' •• Table 2 

NU Freshmen Forecasts vitH 95^ Confidence Intervals 

. I 

Forecast " 
•Data Period 

. ? • _ • / 

Years " ' '• , 
1978 .1979- 1980 J 981 -1982,' 1983' 1984^ 1985 

r \ 

1967-
1977 

1967^ 
1978 

V 

1967-
1979 • 

1967-
.1980 ^ 

1981 V 

UCI* 4266 
Y 4076 S 

*' LCI •' . 3974 

UCl • 
. Y 
LCI 

UCI ' 
Y • •-
"LCI 

UCl • - ̂  
Y 
Lcr 

ACTUAL 4082 
VALUES 

4391" 
4143 
4010 

-4370 ' 
4225 
4164 

-

V 

-•__ 

43+^^ 

4517 
4253' 
4030 

4528;-
• 4334' 
4229 

47^5 
4510 
4274 

/ 

( 

^412 

4889 
4443. 
411,0 

^4755 
4497 
4328 

• 5086 
4769 
4177 

491« 
462$* 
4465 

4093-

.5098 
4754 
, 4497 

' 5502 , 
5073 
4622 

5176 
4833 
4631 

4546' 
4405 
4286 

3800 

• 

% 

.5988-
'. 5424 
4835 , 

5463 
5057 
4926 

" 4550, 
4382 

» 

' 

5776 
5295 • 
4950 

4495 
- 4300 . 
4129 

. . \ ' 

» 

•' %f 

' 

^ 

'Am . 
.- 4187 , 
3996^ • 

c 

*UCI = Upper Value o f Confidence, Interval 
Y = Expected Value of-'NUP "̂  
LCI = Lower VAlue of Confideno^Interval 

t . * 

A 
V 

374 
^ 4 

• * 



. t r 

7 

» 

•OB, 



35̂  
\ 

^ - , « • ' . . . -

\ «,To evaluate the precision of our forecasts, we conpared the point and 

interval estimates with the actual entering freshmen in Table 2. Se'^ral 

• . •/ - . *• ' ' 
•. observations are in order, yirst, the confidence intervals • are quite 

• • * '- ' 't, • 

large. In most of -the cases the confidenc^/interval include^ the agtual 

value. Finally, all of the forecasts, except the one made in 1981, failed 

to refTect the downturn in entering freshmen which - occurred in 1981 (see 

Pigui-e 1). ' " ' ' ' 

ASSESSMENT OP 'MODEL UTIXITY FOR .BUDGET PLANNING 

Despite tĵ e fact" that- many confidence^ intervals do include th^ actual 

:h\t values, and th^t indeed some of the point estimates come remarkably close 

to ttie actual values, failure to predict any Oiint of "reduced enrollment 

\ K 

until a f t ^ the downturn has occurred calls .thil^ naive model- into 

\̂  considerable question as a budget planning tool. It should be noted that 

th<^odel per̂ igormed quiije we^/up to the turning point. What caused this 

turning point: reduca^MSf scho5i graduates, increased competition fr®n,, 

other insti^tutions, or a8|^^"on poli,cy changes by Northeastern University? 

To some extent, all three have contri)3uted to the downturn. Perhaps most 

'conspicuous, was an explicit effort to cap Engineering and Business 

J f ' ' '' 
Administraticai ^tering freshmea beginning in 1981. These colleges are 

• ^ / • • \ ' • 

'enjoying^ considerable growtVi in enrollments, while sone-of Tjje uncapped 

- colleges were experiencing declines. ' '̂  

The ineaeapal?le conclusion is that naive models using only demographic ̂  

^ata are dporaed to.fail as planning tools in the environmenf oT increasing. 

. activism by colleges and universities. Models which- reflect *and ^ven 

,predict,.the impact"of policy changes are" becoming essential to planning. . . 



• V 360 

/ ' 

NEED FOR ADDITIONAL PREDICTOR VARIABLES 

The foregoing discussion danonstrates that the current enrollment 

forecasting model' is not adequate for' annual -budget planning. Howeyer,' 

there-pls a. rol§^<£^ an enhanjjgd version of th i s model in a two-phasQd 

approach to freshmen^^rollment forecasting. F i r s t , for guidance.over a 

-one to t\(f) year planning horizon, . the enhanced projection model wil l 

provide a forecast every Pa l l . Then, for more specific -estimates of the 

next freshmen cla^s, a model based on student, perceptions provided on the 

admission application form will produce '•a revised fdrecast by the end of 

the. calendar year. « * ^ - . ' 

' f 
To enhance the.'current model, we wil l d isag^egate the forecast to the 

level of the ten und^gr^duate colleges in the University and include 

occupationalH-ndices relevant to each college and general econanic indices. 

For the revised estimate, we will use a matriculation prediction model 

developed? from, survey da ta provided by bdth Ina t r icu lan ts and 

non-matriculants. Analysis of th i s data thus far suggests that the aiud'ent 

percept ions l i f t e d in Table 5~~^~tscriminate between ma t r i cu lan t s and 
*=• 

non-matriculants. • ., . . • 

Table 5 

Student Perceptions Which Discriminate Between^ 
Matriculants and Non-Matriculants' 

The following question items were found to be statistically significant 
, /^ at'l^ast af.the .05 level in both mean sc9re and scire profile (based on a 

five point opinion scale) for matriculants and non-matriculants. ' 

• • * 

•v* 

0 Member otP'immediate family-attended or q.ttending NU. 
' 0.Friends currently attending NU. * . 

. 0 Co-operative Educ^-tion plgri was an important consideration-
in college choice. ? ^ ' ' • ' " ' . 

. I • . 3.7a. 
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r 
0 Impact of recruit ing ac t iv i t i e s on college.ch6ice 

'* Visit to NU Campus ~ g. > • • - s 
Ni*. * Interview with^AdmisgJ^^ Staff,. " 

*'Meetifig with ND Faculty Member ; ' ' 
* Coi:^ge Open Hobse * , • '. 

o Impact of' certain common college choice factors 
"'̂  Tuition, Rcjom, and Board " ; . . • 

* Distajfice of' Univeijsity fran Honer ' " ' \ 
- • ^ S i t e of Sclioor ' _ • 

• * Parent 's Preference ,' ' , 
• '̂  -̂  . * Campus Location' I ' -

U^e of tnl-s two-pFia^d approached permits tentat^ive planning' early in 

the budget process and rei^n'ement la ter on, .but s t i l l in sufficient time to 

cdter many funding committments 
m 

^ 

/ 
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Intreduction 

Cost ana lys is in h igher 'educgHqp 'has been documented in t h e l i t t j f a t u r e 

fo r over f i f>VL years . The breadth' and scope of t h e at tempts t o qu^ntiVj/ \'' 

t he cosf of t he l i igher educat ion e n t e r p r i s e are perhaps best descr ioed' i n 

the four volume,monograph, A Study o f Cost Ana lys is in Higher EducaMon 

(Adams, 1978), which was prepared under the aegis of t h e American Council 

on Educat ion. Comparafive cosLanaJ_ys-<s forms a growing sut--area w»^hir^ 

1h i s la rger f ie ld- , . Adams (/i978, Volum^ 4) used a Delpl i i Technique w i th a 

panel of 120 facu l ^y and aam in i s t r a to r s a t a l l l e v e l s , t o , f o r e c a s t the 1 

f u f u r e use 6f coiflpa ra t i ve / cos t ana lys is in h ighe . reduca t i on . ' T h e .panel "' 

p red ic ted -^hat the use o / cost In fo rmat ion f o r the purpose of co^ t -compar i -

soo w i th o fhor ins t I t 'ut ions/^would increase t h r e e f o l d from 2 1 ^ of i n s t i t u 

t i o n s in 1976 t o 62^ in / 9 9 5 . A second p r e d i c t i o n was an i nc rease , j n i n - ' 

v e s M g ^ i i o n o f * t h e opera t iona l components which make up costs w i t h i n in 's ' t i - ' 

tufioQ^j-!^ A t t i i r d p r e d i c t i o n was t h a t H j j e percentage of s ta tes using cost 

inforr .aTion in dec id ing on the s ize of insf i t u t i o n a l app rop r i a t i ons woiMd . 

increase from 50^ in 1976 t o 8\% i n 1995. The s tud ies descr ibed i n . t h i s .. " 
J , - . . « ^ 

paper address a l l t h ree Itypes of^ comparative cost analyses-prtedfctod t o i n 

crease in imporiance, N. ' . •* 

TIHJ g•^ow^h in comparaUve f i s c a l ana lys is can be at leas t p a r t i a l l y 

a t ^ r i bu^ed t o ' t h e ea r l y Work at WICHE and'NCHEMS. As Lawrence (f972T % 

sfcjfed a-decade ago: ^ . , "̂  ' 
\ . ' • • • ' " 

" "A maj o r ' e I emcnt in t he ma na^eme n f o"'{ high.er educat ion at a l l 
l eve ls if. 1 ho use of comparaoN^ dej^a (espec iaUy cost d a t a ) . Af Z' 
the i^j(pHfcfhul"ional I eve I , I n t e r s ^ i ^ ut ioaa I compari-sons arc c u r - • 
r o n l l y an importan^ aspecf of an fVidiv^dual i n s H l u t i o n ' ' s evt j iu- • * 
aHon process A l ' t h ^ v s t a t e ai\d nat iona l level s, ' comparabi I -

*• Prev ious ly 1 tr.AMan^igpr, of (''lunninQ a^ tN6 Univers iTy of MnsDJchuoc! t b , 
AmhorsI-, Mdss._ 

-H*. 

/ • • 

/ 
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/ i t-y of inst i f ut ional ,dafa is even more critical.... As the need 
for, and trend toward, increased planning' for higher educa 
af the state and national level continues, the.need for a common 
data base and standard reporting procedures becomes' even more im
portant because evaluati'on of state'and national programs is com-

' pletely dependent upon the availability of comparable data and 
i nfor-mat ion (p .59) ." 

The NCHEMS design for collecting cost comparison data, thei Informar 

tion Exchange Procedure (lEP), lias pniDved problematic regarding both I n-

stitutional ability to provide data in the suggested format and the 

> benefits derived from lf^R;ost analysis. The problems encountered fn 

applying the IfP approach in 6 major research' universities is descriBfed 

in defatjl iivTopping (1979). <rWhi,le the lEP approach has been found want

ing, a numbe'r *f institutions have developed individualized cost studies. 

Such studies have included internal, costing analysis (e.g., cost per 

student credit "hour by level) and. external cbmparison-or "peer" studies. 

A basic concern is-raised by Adams (1978, Volume I) when he notes 

.. that there js a significant lack of knbwiedge about decision-making in 

higher education. One could argue that performing comparative cost anal-

.ysis is prer/iatune if the quest'ion of how sufh analyses will be used in 

tJTe dec I spion-maki ng. process is unanswered. The three examples presented 

in thi^ paper provide limited evidence that comparative 4ata will be used 

by academic cjecision makers if it*is available, and that the use can 

benefit the insfitution. 

The first study is a'n analysis oLacademic department costs for a 

pee? gVoup .of 10 to 15 universitjes, inci udingitfhe UniversItY of.Massachu-

stjtts. The second study considers costs t^ operafiona"l component; aca-• 

<icmic5, admi ni straf ion, physical, plant, and student 'affair^. The opera-

'tional cost .analysis sfudy included majcjr research institutions in 4 

. stafei . Tho third sfudy cpmpares public higher education appropriations 

for a peer group of 17 states. - . 

. • 

Academic Department Costs - Peer. Comparisons . 

Amherst campus academic deans and the provost first requested fyeer 

cost dafa for the academic departments in 1977. The expected use of the' 

data in*the dccrsion making'process was not stated. However) there was-

/an irnpl icit-understanding fhaf departments found to be comparatively high 

^in cosh would be scrutinized and.possibly given lower budget^, v/hi lo low-

<" cost (or vndor-f unded) doparimonKji would iiave a good--case tor. i ncredsod 

' • . ' • ' . ^ ' ' / ' " • • • • - • 

v; 
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budgets. A^ fo l low-up . peer study was performed in I980> a d d i t i o n a l , fo ' l low- * 

up s tud ies are expected t o be performed on a regu la r basis*^ 

Peer in format ion exchanges have beconje more common duriTig tlhe !97CC's'. 

The U n i v e r s i t y of Michigan c(5)mpleted i t s f i r s t ' p e s r ' s u r v e y ^ 1974 tAdams, 

1978, Volume 3 ) . l ikrhigarf found t h a t i t ' t o g k about 20 rtian-months t o c o l -

l e d and deve lop ' the i n i t i a l o u t p u t . The data are used t o proViae per-

spect ive on the r e s u l t s o f an i n te rna l cost ana lys i s system. The Unlver - ' 

" ' s i t y of Houston, requested comparison cost data from 20 i n s t i t u t i o n s in t he 

la te I970 's in support (ff a s t r a t e g i c p lanning model (Lawless e t a l , ' 1980). 

Houston's in format ion exchange was i n i t i a t e d in response t o ttbe concern 

voiced by f a c u l t y and academic deans t h ^ t departments should not ^ e compared 

i n t e r n a l l y t o other d i s s i m i l a r , departments bu t , i ns tead , t o s i m i l a r dopar t -

ffiOfi4-^ at ot-her i n s t i t u t i o n s . The U n i v e r s i t y of Massachusetts academic de

partment peer sfudy was designed to»answer the same type of quest ions as t h e 

Michigan anq Houston s fgd ies . »̂ V,̂ _̂  

~ J h e mechanics of dafa c o l l e c t i o n j*ncluded the fo.l lowing s teps : 

idcnt-i f icat- ion of pe'er i nst it<yt ions » 

survey desigc;^ 

- rr .oi i ing and fo l low-up 

- sof tware design f o r data prepara t ion and repor ts 

- v e r i f i cb t ion of data '-^ 

- repor t genera t i on - . . • , . -

C r i t e r i a ! used •\o se lec t t h e 17 p ^ r pub l i c I nst i t u t io*l<S were geographic 

\ 

d i v e r s i t y , s i z e , percent f u i l * t i m e and percent undergraduate. J h e major 
. <^ I , * - • • 

issue in survey desi.gn was comprehensiveness versus ease of comple t ion . The 
^ " • • <^ • 

I977^peer study opfed fo r s i m p l i c i t y and obtajvled responses from 13 of 17' 

ins t i f u t ions surveyed. The I980^u rvey d'ttempted t o obtain 'comprehensive '̂  

t , t-ho response ra te plunged t o 9 of 46 i nst i t u t ions* surveyed. The en-

process from i n i t i a l requesf t o d i s s e m i n a t ^ n o f ' r e j u l t s .on campus took 

an average o f e ight monttis of) elapsed t ime artd about 10 Wn-'months of . e f f o r t 

The t o f a l cosf was a 
bout .$f2,000>fer study ot\ which $7000 was ' fo r personnel!. 

.and t i i e remainder was p r i n t i ng, .ma-il ing and computer costs 

\.>» 
'Two major areas of^'eerncern became apparent as t he peer s tud ies progres

sed. ' ^ i r s t , ) t h e quosf ion-o f dafa comparab i l i t y ; f o r example, the d e f i n i t i o n 

of f u l lV t ime oqurValent si udent was di f f e r e n t ' f o r each i n ^ F ^ i ^ i o n . Anofher^ 

cxcwp^n^; academic department expendi tures included f r i n g e ' b ^ 6 f i t cosfs at 

some in ' i l i |-ut ions wh i l e such, oxpunr^os wore fufidod from uni v.ersi t"y-w»de o r -

st.afo level nrcounis in o t h e r s . The 5e(iond problem' are^i was' the qufJst hoti of 

I* 
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coriiporabi I i t y of academic departments . /One could argue f h a t an Engl ish -̂  

department emphasizing the c l ass i cs ,m igh t have a cost- s t r u c t u r e d i f f e r -

ent than one focused on modern ' l i t e r a t u r e and journa l ism.- The problem 

"becomes much more acute when d iscuss ing spec ia l i zed programs su.ch as — ," 

spor ts ^ t u d i e s , exorc ise sci.ence or Afro-Amqrican s tud ies . ' The Amherst 

campus soj lut ion cons is ted o f obtairt?ng"as much i n fo rma t i on as poss ib le 

on the academic emphasis of the departments in quest ion am cawbining > *'*' 

o r d e l e t i n g departments t o obta.in a sub jec t i -ve ly determined comparabjil-

i t y f o r departments def ined as s i m i l a r . i " , ' . 

Use of the s t u d y ' r e s u l t s in academic planning and decis ion-making' 

was ne i t he r immediate nor dramat ic l The major purpdse was t in i d e n t i f y i n g 

o u t l y i n g departments, those departrrtejdjs which had much h igher or lower 

expendi tures per student than the peer mean. There was a-genera I r a i s i n g 

of consciousness concerning r e l a t i v e expendi tures at t he u n i v e r s i t y ^ e r s u s 

peer i'nst i t u t ions. In par t^ icu lar , the Amherst campus was found t o have 
. ' / / ' ' ' '̂ 

r e l a t i v e h^gh expendi tures f o r personnel but comparative Iy- low expendi tures-

oh support ca tego r i es , such as t r a v e l , supp l ies and equipment, e t c . As a 

r e s u l t of t h i s obse t ^a t fon , the u n i v e r s i t y a d m i n i s t r a t i o n began t o both r e 

quest ad.dir ional s t a te funding f o r support 'categories ^ d t o i n t e r n a l l y 

move funds in to the support accounts; ' . 

The peer 's tudy was repeated in 1980; r e s u l t s were s imi la iv . At the 

present t i m e , the u n i v e r s i t y plans to ,coopera te w i th t h e Un i ve r s i t y of Houston 

in a pe r i od i c c o l l e c t i o n of pe^r .cost ^ a t a . The Houston study includes 20 

schools which cons iderably over lap witH t he M^sachuse/ ts peer u n i v e r s i t y 

group. Cooperation w i th Ho^uston wi'^l a l l ow ongoing cons ide ra t i on pf re la t - i ve 

expendi tures fo r academic departments at a f a i r l y modest c o s t . 

Operat ional Cost Analys is •• <» 

An increasing number of u n i v e r s i t y adm in i s t r a to r s and s t a t e " l e v e l ana l 

ys ts of higher educat ion are i n te res ted in comparative cost data fo r the 

cpe ra i i ona l components of academic i n s t i t u t i o n s . The wldespread-^se of for -

muln funding approaches (Gross, 1973) is one exampl-e of the^use of such i n 

fo rmat ion . AnT i-1 l u s t r a t i o n of d i r e c t i n t e r e s f t o the Amherst campus was t h e ' 

irnposil ion in 1980 o^/a l i m i t on the num?ber of admi nost ra t i v c pqsJtIons 

funded by t h e , s ta te appropr.i.at i on . 

^ _ The inter^ost shown by t h e l e g i s l a t u r e coupled w i t h evidance of an i n 
c reas ing ^'t''^ to governing board f o r h igher educat ion c u r i o s i t y led t o 

3.V.i 
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comparab i l i t y of academic departmen^ts . /One could argue f h a t an Engl ish -̂  

department emphasizing the c l ass i cs .m igh t have a cost- s t r u c t u r e d i f f e r 

ent than one focused on modern ' l i t e r a t u r e and journa l ism.- The problem 

"becomes much more acute when d iscuss ing spec ia l i zed programs such as — ," 

spor ts s tud ies , exorc ise sci.ence or Afro-American s t u d i e s ; The Amherst 

campus s o l u t i o n cons is ted of obtairt?ng"as much i"hformatipn as poss ib le 

on the academic emphasis of the departments in quest ion aW c«»bin ing >'''' 

o r d e l e t i n g departments t o ob ta j n a subject I -ve ly determined comparabjil-

i t y f o r departments def ined as s i m i l a r . ,' . ' . 

Use of the s tudy ' - resu l ts in academic planning and decis ion-making' 

was ne i t he r immediate nor dramat lc l The major purpdse was i i n i d e n t i f y i n g 

ouf l y i ng departments, those departmfe^s which had much h igher or lower 

expendi tures per studenf than the peer mean. There was a-genera I r a i s i n g 

of consciousness concerning r e l a t i v e expendi tures a t t h e u n i v e r s l t y V e r s u s 

peer I'nst I t u t ions. In p a r t i c u l a r , the Amherst campus was found t o have 

r e l a t i v e ' hJgh expendi tures f o r personnel but compara t i ve l / . l ow expendi tures-

oh support ca fego r i es , such as t r a v e l , supp l ies and equipment, e t c . As a 

r e s u l t of t h i s obsen /a t lon , t he u n i v e r s i t y a d m i n i s t r a t i o n began t o both r e 

quest ad.dir ional s ta te funding f o r support 'categories Sh6 t o i n t e r n a l l y 

move funds in to the support accounts; ' . 
A 

The peer 's tudy was repeated In 1980; r e s u l t s were s i m i l a t i . At the 

present t i m e , the u n i v e r s i t y plans to ,coopera te w i t h t h e U n i v e r s i t y of Houston 

in a pe r i od i c c o l l e c t i o n of pe^r .cos t «data. The Houston study includes 20 

schools which considerably over lap w i th t he M^sachuse^ts peer u n i v e r s i t y 

group. Cooperation w i th Ho,uston w i l l a l l ow ongoing cons ide ra t i on pf re la t - i ve 

expendi tures fo r academic departments at a f a i r l y modest c o s t . 

Operat ional Cosh Analys is • » 

An Increasing number of u n i v e r s i t y adm in i s t r a to r s and s t a t e * l e v e l a n a l 

ys ts of higher educat ion are i n te res ted in comparative cost data fo r t he 

opera t iona l components of academic i n s t i t u t i o n s . The widespread-^jse of f o r -

mula funding approaches (Gross, 1973) is one example o f the-^use of such i n-

fo rmj t io i ' i . An i-1 l u s t r a t ion of d i r e c t i n t e r e s t t o the Amherst campus was t h o ' V 

i inposil ion In 1980 o* /a l i m i t on the number of admi n i -s t ra t ivo pos i t i ons f 

funded by t ! j o , s ta te appropr. i ,at ion-

y _ The in te res t shown by t he l e g i s l a t u r e coupled w i t h evidej ice of an i n 
c reas ing ^"t'̂ '̂to governing board f o r h igher educat ion c u r i o s i t y led t o 
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a Planning Office sfudy of formula funding and operational costs in four 

states - Illinois, Wisconsin, Texas and Ohio.' Each state either funds 

the higher 'education enterprise via a formula based on cost analysis (the 

last three) or performs a detai led"cost analysis as part of the budget 

process (11 Ii nois). 

, Jhe desired data were collected during site visits with major fiscal 

officers at institutions, central offices and in the legislature. AM" 

states'were visited by the author with the exception of Ohio; in this case, 

a former Ohio state fiscal officer employed in Massachusetts provided the 

needed data and> commentary. For the formula, funding states, detailed In

formation was obtained concerning the formula, how to apply it to an insti

tution and any caveats which would influence use of the f.ormula at the „ 

University of Massachusetts. Illinois provided detailed'cost study data 

which gave comparable i nformatlcsn. T+ie ob-^ained data allowed preparation 

•of theoretical budgets, that is, budgets as if the university were located 

in Illinois, Ohio or Texas (the ViJsconshn formula contained many idiosyn-

crasies which precluded such an approach)> • •_ 

The theoretical budgets detailed.the total level of funding the unlver-' 

sity could expect if it were located in. Illinois, Texas or Orfio. - In addition, 

the budgets detailed expected funding Level for the fo,ur major'operational 

areas on campus: academics, student affairs, physical 'plant and administra

tion. Unfortunately, organizational differences frdm state to state ruled 

out accurate comparisons for all four areas. However, a ctear division be

tween academic and non-academic operations was possible'. The r^^ults we.re 
' -V-

quite illuminating; academic affairs appeared to be funded less wel^ 
'» ^ 

than similar act ivit ies i n the three comparison state's whi I e, non-academic 

areas were funded much more generously. 

These f i n d i n g s were pswd dur ing t h e next budget dec ls ldn cyc l e t o p ro -

t e c t academic area budgets a t t he expense of non-acadcmi.c budgets. "The u n i 

v e r s i t y was forced t o absorb a S2 m i l l i o n budget short' f a l l ' ( f rom i n f l a t i o n 

adjusted level fund ing) in f i s c a l year 1982. Academic a f fd - I rs ab3brt!ed p ro 

po r t i ona l ly less o f t he shor t f a l l wh i le non-academic areas were gWen '. , 

la rger c u t s . The percent- e f f e c t i s shown in Tigure I ; the t o f a l d o l i a r bene-

f i f received by the academic aren in 1982 and 1985 ^ofcifed abou^ o r i enn l l l l on 

d o t l a r s . 
Future -use of oporaHonal cast comparison data i s dependent- on improvpd 

38;j 



'Figure 1 

MOVEMENT OF $ TO ACADEMIC PROGRAMS 

Allocation of FY1982 Shortfall 
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FY1982 
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ana lys i s o / ^ the non-academ-ic a reas . 'A ' de ta i i ed cons ' iderat ion of t he 

Amherst campus o rgan i za t i ona t s t r u c t u r e vergufe t h e comparison school.s 

would oil low d i r e c t comparison of |5hysl,cal plarat costs §€|parate f rom' •• 

a d m i n i s t r a t i o n cos ts and'sbi f o r t h . Campus adi r i f^ is t ra tor 's h'ave not ^yet 

agreed t o fund a deta i led.ana,lysis..al ' f hough'they"^agree 1-̂  MS needed t o 

make equi tabl 'e budget dec is jons f o r the non'-aca^demiC are'^s . 

I I 

State Support fo r Higher Education ^ * 
• ' -; The Massachusetts Board of Rfegents,-the s t a i e gQ,v-drnlng, board f o r 

higher educat ion in Massachusetts, submits the budget request f o r pub l i c 

hi'gher educat ion t o the governor and l e g i s l a t u r e . \ One of t h e i r r e s p o n s i - . -

b i l i t i e s is p u b l i c and pr-i'vate Jobbying' i'n suppor t \d f t h e submitte.d bud

g e t . The D i rec to r of Planning on the Regent's stafVf requested t he support 

of . the-author Irv ar ta lyzing the comparative level ofVtaxpayer support f o r 

pub l i c h igher educat ion in t h e Commonwealth. AlfHough publ ished analyses 

(Chron ic le , 1 978,1979, l'980) ranked Massachusetts 48tH o r 49th o f ' t h e 50 

s f d t e s , the accuracy of t he data was suspect . The purpose'(pf t he proposed 

study vi'as t o ob ta in .accurate 'data on r e l a t i v e suppofi" pnd t o use t he r e 

s u l t s in t h e p o l i t i t a l arena. 

The f i r s t ' s t e p i n - t he study was t he d e f i n i t i o n of belat iv fe support ; 

should one look .a t d'ol iSrs per cap i t a o r at" d o l l a r s per Vf^l 1-tijne equiva

lent (FTE) s t u d e n t ; Suppor t 'per cap i ta i s ' a measure o f oViblic h igher edu-

c a t i o n ' s share of t h e - t o t a l s t a te budget and ind ica tes t h e access provided 

fo r p o t e n t i a l s tudents . That i s , a s t a t e w i t h ' h i g h e r per c a p i t a suppori( . 

' I s funding educa t i onaToppo r tun i t ies f p r r a la rger percentage of i t s r e s i 

dents . The second .possib i I i t y , , d o l l a r s )er FTE s tudent , measures the • level 
. " \ I ' '' ' ' I " \ ' 

of support provided f o r students en ro l l ed in the h igher educat ion system; 

I . e . , t he amount of. money the s ta te i s c a n t r i b u t i n g per enroNed student._ > 

Previous s tud ies (Hai-ste.ad, 1982; McCoy ,and Hals tead, 1979; Ch ron i c l e , 1978, 
1979,1980) large ly ' considered t he f i r s t measure, support per c a p i t a , and ex-

> • . • . • . * • 

eluded t h e second. Hdwever, enrol lment in p r i v a t e i n s t i t u t i o n ' s of higher 

educat ion comprises pver 50^ of Ma'ssachusetts poSt-secondsfry enro l lment . 

Given t h i s unique f a c t ( the nat iona l a\ie^age i s much 1 o\'Jer).|-^pg^"^ 10^) gnd ' 

noMng t h a t t l j o . p e r c a p i t a mcasOre i s probably nega t i ve ly c o r r e M f e d w i t h 

percent enrol Iment in the pub l i c sec to r , the 'second measure was^Chosen:sup-

popt per FTE ^ u d e n t ' 1 

'^^'•l 
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Twenty-t-'hreo comparison s ta tes were'chosen fo r the, s tudy . ' ^ t jhe st<3tes 

chcsen were a representat ive^n^t iona I' sample'?,aGcordi ng t o prev ious ly pub

l ished cost s tud ies and were perceived t o be high technology s ta tes an^Asr 

geograph ica l l y and ^pol i t i ca l I y approp r ia te f o r t he comparison stLfdy. Sur-
•i' , / ' V • . ' " • 

veys v^ere mai led I'n l a te A p r i l 1982 w i th te lephone fol icJw-up. A ' t o t a l o f - ; • 

18 sta^es ( i n c l u d i a g Massachusetts) responded, a 1Q% respo'nse r a t e . 

Special e f f o r t was made to" ob ta i n comparable da ta , e s p e c i a l l y "on f r i n g e 

b e n e f i t expendi tures and use of t u i t i o n r e c e i p t s . A copy of the survey •^'•.. 

and s p e c i f i c s t a t e data is a v a i l a b l e from the autJscJtyon request . 

T h e . r e s u l t s , summarized on Table I and 2; 'were s u r p r i s i n g when com

pared t o prev ious r e s u l t ^ . The-Commonwealth of Massachusetts fujnding fo r 

pub l i c h igher educat ion was c lose io avera^e^ ra ther than near the bottora . 

For community co l leges and u n i v e r s i t i e s , Massachusetts support p'er .FTE was 

at or near the mean fo r t he surveyed s t a t e s . Only f o r t he four year s t a te 

co l lege was'support per^ FTE low KlSth of 15). The r e s u l t s have been di.s-

cusSed w i th p u b l i c co l l ege and u n i v e r s i t y pres idents and t he meifibers'of the 

.Etoard of Regents. To d a t ^ no dec is ions Vave been made concerning use of 

the data in t he p o l i t i c a l a,rena. However, the data have been described as 

very To .ea l ing and usefuj by pr'esidents and regents . Whi le f u t u r e use" ia 

unc lear , t he D i rea to r of Planning i s s a t i s f i e d t h a t a majoj" goal has b6en 
it 

accpmp I ished, that of obtaining accurate data and making the internal corf̂  

stituency (presidents and regents) aware of the s-ituat.iont 

,Summ3ry 4| • ^ ' , ' _ 

Three examples of comparat ive 'cost s tud ies have been presented and d i s -

cuss'^.d. While cost e f f ec t i veness data must be considered" in t h e ' c o n t e x t ' o f * 

i nsl i t u t ion'a 1 m iss ion , t he r e l a f i v e q u a l i t y . o f the u n i t s compared and, stu'dent 

di.-mond fop programs, i t Can . ideht ' i fy high cost or underfunded prbgram .areas. 

For the t h roe s tud ies described above, *tho most, important f unc t i on of accl i r -

a te cos! comparison data was t o prov ide a more efniightened .context for t he 

i ) o l i t i c a l budget dec i s i on process. 

h.|lv 

•J' ' 
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COMPARATIVE STATE FUNDING 
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TABLE 1: FISCAL VKAR 1982 DATA 

• State 
2-Year ,- ' " 

Community Colleges 
S/lTE ' Rank 

4-Yea7: ^ 
Colleges 

$/FTE -Rank 
Universi t ies 

$-/F.TE RaTik : 

Subtptal 
2 yr, 4 yr and University 
5/FTE Rank 

Massachuse t t s 
Hi-nnesota -
Connect icu t 
Texas *' 

•Maine 

Utah 
New J e r s e y 
Kasjunyton' ' 
Ohio ** 
Moj-yland 

-
Pennsylvania 
Delaware 
New Haftipshire 
RlioUC Is land 
Vermont 

North Caro l ina 
I l l ' i n o i s 
C a l i f o r n i a • 

Weighted* ** 
Average 

M\SSAC1IUSCTTS AS 
i'iuci:,vi or̂  
hr.JC.inU) AVLRACE 

$2,140 
1,926 
1,^52 
2,257 

NA 

-2 ,716 
1,616 
1,887 
1,600 

•2,270 
^ 

l ,439i 
4,306 
1,478 
2,23'9 

862 

2,750 
1,675 
2,396 

2,140 

100°i 

8 
, 9 

11 
V ',h 

m 
3 

14 
' 10 

12 
' 5 

, 
16 

1 
15 

< 7 
17 

2 
13 
4 

$2,223 . 
2,297 
2,356 
4,697 

' NA 

2,464 
2,872 
2,343 

NA 
2,855 

4,190 
6,971 
1,653 ' 
3,610 
1,931 

3,325 
NA 

4,068 

13 
12 
10 
2 

NA 

9 
7 

11 
NA 

8 

• 3 
1 

IS 
S 

14 

6 
NA 

4 

3,454 

64'. 

$3,695 
4,528 
4,541 
3,612 
2.493 

3,453 
4,225 
4,899 
2 , 4 5 3 ' , 
3,657 

2,458 
3,221 
2,404 
3,918 
1,606 

4 ,348 
3,807 •' 
8,213 

9 

' 3 

^n 
' 14 

12 
' 6 

2 
.16 

,10 

15 
13 
17 
.7 
18 

5 

)s 
. 1 

3,866 

96*. 

$2828 
3185 
2823 
3268 
2493 

3149 
2593 
2855 
2244 
2806 

2740 
3752 
2112 

;3324 
1657 

3275 
2658 
3480 

, 

' 

\ 

' 9 
6 

xrt 
5 

15 

7 
14 

8 
16 
11 

12 
1 

17 
3 

18 

4 
13 
2 

/ 

,* Does not in^ude oil related revenues from land deeded to the University from the-sta'te; .inclusion 
add about 12^ to the University's S/FTE. 

of same would 

lease note that Ohio combines 4 year college data with University data throughout this report. 
\ ' 

3 ^ •'">** Stâ tos with larcjcr Full Time Equivalent (FTE) populations are weighted more heavily. 
\ 39u- • 
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L-OMPARATIvr. S1ATI. FDNDING 

TABLE 2:. EXPENDITURES PER FTE.-. mS^CHUSETrS' RANK AND PERCENT OF MEAN 

Fiscal 
Ycnr . 

1978 

1979 

1980 

1981 

1982 • 

• 

2 Year >̂  

Rank 

10 of 17 

S of 17< 

6 of 17 

6 of 17 

8 Q-f 17 

Percent 
of Weighted* 

Mean 

1 9̂'* 
' -^ , 108 

95 
J 

' ' 100 

100 

V 

4 

Rank 

12 of 15 

13 of IS 

12 of-15 

12 of 15 

13 of IS 

* 

•b •• • — 

LEVEL 

Year 

Percent 
of Weighted* 

Mean 

bb% '• 

' ' ''1 . 

66 

• 65 

64 

.y 

, University 

Percent' 
Rank o f Weighted* ' 

Mean 

: ^ 

8 of 18 103% 

6 c^ 18 • 111 •'( 

8 of 18 lor ^ 

9 of 18 ,96 

9 of 18 96 . 

\ . • • 

Subtotal 
2 yr, 4 yf, and University 

- Percentl 
Rank of Weighted* 

Mean . ' , 

9 of 18 NA 

6 o'f 18 NA ' 

9 of 18 ' NA -^ 

8 of 18 ' NA 

9 of 18 . 'NA 

* States vith larger FTE student populations are weighted more heavily. 

•3iix 

n 
^ 

3:3 {. 
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BREAKING THE "VICIOUS CIRaE" OF DECLINE AFTER A FACULTY RETRENCHMENT: 

A CYBERr^ETIC MODEL ,'',̂> ^ 
rr . 

Louis M. Spiro and Jill F. CampbeUl ̂  >. 
Office of Analytic Studies "I 

State University of New York 
College at Brockpc^rt 

I. INTRODUCTION " - ' ' 

• ' , ^ - • ^ ' 

Budget and enrollment difficu-lties have been,well documented in the 

higher education literature during the 1970's and 1980's, and there seems 

* to be no- immedi3^BreLi^f in Sight. ̂ .What is of greater concern, is the 

/ more recent crisj^Tsituatfion developing in the public sector and i"n the 

larger independent'institutions, in addition to the sma-ll, private liberal 

arts colleges that have been under pressure for some. time.. These larger 

colleges and universities have management and/or pla-nning systems yet many 

seeffi'unable to develop contingency plan's o'r to cope with sudden budget 

ancj/or enrolln;ient dislocations. • 

The initial responses to these environmental constraints tend to be 

fairly similar -- faculty and staff vacancies are not refilled; across the 

board budget outs ar^ made; maintenance i.s deferred; and retraining efforts 

are made tô  reallocate expertise internally -- but these are rarely success^ 

. ful since- they deal-with the symptoms rather than the root causes of the 

problems. In many recent situations, faculty retrenchment and program 
• i 

t 

elimination have been necessary as a drastic attempt to real ign the i n s t i 

t u t i on , i t s resources, i t s mission and it^^Ttcident c l ien te les . Unfortu

nately, facul ty retrenchment does not guarantee an end to these budget ' 

and enrollment woes, i t may only buy a l i t t l e breathing room as the cycle 

of decline continues', perhaps le<iding to, the veventual closurfe of the iSist i -

tu t ion . # ' ' . , ' " . 

The contention of th is paper is that the current management-and 

planning systems are not being used to ana-lyze many interrelat ionships of 

internal ins t i tu t iona l and external environmental var iables, and that a 
i - ? . 

new approach., is essential. Also, when organizat*«ffS are subjected to 

stress, i'ncreased attention is focused upon time-hon(5'red strategies "that 

have proven successful in the past, or simply upon managing and surviving 

374 394 
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• ^ ^ 

the cur ren t -c r i s is . • New methods of operation.are generally ignored, 

leading to an i ns t i t u t i ona l "tunne'l v is ior^ at precisely^the tirtte when:' 

consideration of the widest range of future options is require&>_ 

The sections which fol low use the State Universfty^ of New York, 

Co'yiege at Brockport as ^ case study of an i ns t i t u t i on ,having budget 

rollmen-t problems and .seeking to readjust fol lowing a facu 

rendhitre' 

if. CYBERNETICS 

Cybernetics has as its centr̂ >-4t̂ €?fflea__the concepts of regulation 

and control of systems. This discipline has terid^'Ho -f^us^ on ma^chines, 

such as thermostats and automatic pilots, but it has also been success

ful in analysing living organisms and"social systems as more complex ' 

s-ystems,that operate under the same principles. -

• .-The following overview of cybernetics is from Ashby°(l956) and 

points out some of the-basic componentsvof cyberneti^..'• The basic 
^ 

^ problem of regu.lation t^ that given som^ssentigl variables of an. 

organism or social system (E), the acceptable levels or states ofthes^-. 

variables (n), tihe environment (T) and sonfe" external threats or dis-

, turbances (D); to form a mectianism o'f regula^tion (R) such that after, the 

outcomes of the disturbances in the environment, the essential variables 

• are kept within the acceptable levels. 

One important point is that this process assumes that the essent^l 

* variable^ have already been identified aiM||̂ that the acceptable state's of. 

' these variables have been specified as the goal. The emphasis is ta 

achieve the goal in spite of disturbances and difficulties. 

To bring this discussion of cybernetics into'an educational context, 
'. . . . . , 

let us consider the following example, i. An institution'requires" a speci- . 
^ ' ' .1 . . » • ^ 

fied" number of faculty" to operate (E), but tt is subject to student^and •-

budgetary aspects of the-eflvirortment-(T)," and the di,sturba'nce (D) is a ,' 

decline in the number of traditionally aged'students. If the regulating 

mechanism (R) can anticipate this disturbance and take action, such as 
jam. • ,' . "» „ " • 

^^ through tapping non-traditional student markets,, the outcome tp. the npibec 

of faculty will remain unchanged. However, if the initi»al d^^iin^ in 

stud,ents is not-readily anticipated by the regulator (R), the first budgetary retkjctions in.the environmental 'outcome dye to the decline in 
« * students" (T) w i l l cause an i n i t i a l reduction in tHe numbfer of facul ty . ij:i 

f 
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^ the institution'(EJ\_JDais—3^^f-0rffla^i0flHv4+4--e^^ 
.begin operating to x;ounteract this small, initial error and prevent 
^larger errors that could threaten the required leyels of faculty at the 
institution. 

There has been less attention paid to system^ in which these proc
esses amplify som^'disturbance arid d^'verge from the original condition, 
rather than "halving them controlled or counteracted. Maruyama (1963) is-
the/soarce for.the review of these deviation-amplifying systems., which 
he "defines as the "second cybernetics". Evolution -of organisms and 
cultural change are frequent situations where this type of process ^ 
operates, and work has been deyelop^ed in economic systems as well. The " 
power of'this process that is so disproportionat to the initial kick 
makes.planning the'direction of change'vital. ' " .• ' ' 

1. 

^ 

\ 

^\ 

\ 

Several important definitions rebate to these types of systems: 
Mutual causation exis^ts only when the size-of the influence in one 
direction has an effect-upon the size of the influence in the'Other 
'direction and is in- turn affect-ed by it. . \ 
These relationships can'be defined by*many elements, and it is the 
formation of loops that allows the influence of an element to come 
back to itself "through anoiher "eTement. Positive relationships 
in^dicate that the change's b'e.tween. elements, are in the same direction. 
"Negative relationships indicate*-"that changes occur in opposite ^ 
directions. .• ' , • ^ ' 

3. A loop with an even number of negative ̂ fluences-is deviation-, 
amplifying and a loop with an odd number of negative influences is 

_ • deviation-counteracting. ^ '#P^ • • " 
4. Most systems contain, Jjoth amplifying and counteracting loops, and 

- the oyet^ll orientation of the system is determined by the relative 
\ strengths of each loop. , ^ " ' " ' 
i. Under changed conditions, a deviation-aijjplifying loop, can become 

deviation-counteracti'ng, and vice versa. 
« . • , • . 

III. RESEARCH D^IGN • • •' ' 

Purposes , , 
• The primary purpose of this paper i^ to adapt the cybernetics 

model, as illustrated by Maruyama, to'an institution of higher educav. 
tion and to examine the.elements that njake up the mutual causal relationshi 

V . 
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Specifically, this eatanls the identificatiQn_QfLJJie-JiictiQ^^emen±s_tiLa.t_ 
impact SUNY College at.Brockport from the external environment, as well 
as from the internal operations and the constituencies of the College. 

•Jhis is to,'be, foil owed by a determination of_the positive and negative 
feedback relationships that exist between these elements and the cluster-
ing of these elements of the system into deviatiop-amplifying and' 
deviation-counteracting loops. The survey nature of this project marks 
t^e initial -attempt to estimate the perceived relative strength of e.ach 
loop and the.general orientation ofXthe SJKtern, taking the Maruyama 
approach from a methodological development to an operational .technique. 
A secondary purpose is to consider the potential of how the -faculty ' • 
retrenchment process may have alter̂ ed these feedback, relationships 
between elements and loop and system orientations. 

Methodology - ̂  
The important elements were' pre-determined in consultation with 

several other administrators. Threa basic elements'and their relation
ships were developed first -- Budget, Students and Faculty -- based on 
the enrollment driven nature of the SUNY system budget .process and the 
past-trends in these elements. Within these basic categories, a list of 
important elements was developed for the cybernetic model and then ra.n-
domly^ssigned aplace on the survey'form'(see Table 1>, J h ^ ^ elements 
were then.placed in a matrix format with the main diagonal and one-half 
of the matrix "X"ed out. This wa's to eliminate the evaluation of a 
variable by itself.and the need to evaluate corvve>;se relationships, since 
once A-&T/as indicated by a value, B-A should have the same value. 
Attachments to each survey form included an introduction 'to the survey,' -
directions fo'r ̂ ts completion, the range of possible positive and nega-
tiv,̂  values from -5 to +5, 'and examples of negative relationships, no 
relationship and positive relationships. 

The expld^atory nature of this survey,suggested a relatively small 
sample, and it'was determined that ten surveys each would be/adminis^tered 
to faculty-, student and administrator groups. ^ 

Survey forms/were personally delivered or mailed to faculty and-
admi^fftra tors, "after a p^sonal contact designed to increase the response 
rateA Completed surveys were unsignedy^nd returned ill unmarked envelopes 
to insure confidentiality and anonymity. The student surveys were 
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Table 1:' 

,' Basic 
Category 

Btjdget 

Budget, Student and Faculty Elements for the Cybernetic.Model 

Element Name 

New Program Development 

Program Discontinuance^ 

Unemployment Rates^ 

inflation Rates 

Budget Allocations 

\ 

Survey 
Number 

10 

12 

16 

20 

21 . 

Studehts Number of New Students ^ ' • 1 

Tota^^ Number of Students • •,' 3 
, • , . • • • • • -

Competition Within SUNY . 4 

Student Attrition [ " - 5 

Marketing Strategies • 6 

^ Admissions Standards r , . 17 

Financial Aid Eligibility \ ' 18 

External Image of Quality > \ 22 

Number of High School and Community Callege Grads - 23 

Faculty Progrclm Articulation with Community Co'lleges 2 

Major Advisement < , * • 7 

General Education Program- < . 8 

Faculty Research,and Publications ,., 9 

, ^̂  Quality of Instruction , * IV 

^ Public Service ' 13 

Prograrrt'^eVrew, 14 

^ Program Qual|{ty . 15 

Number of Faculty .19 

\ 

/ 33a 
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administered personally at the end yf.a class session and collected upon^ 

their completion, the nature of the student survey insured one-hundred" 

percent completion and return. Administrators also had a or>e-hundred . 

percent response rate, perhaps because of the initial personal contact. 

Faculty had a rather disappointing forty pef'cent response rate,'but the 

impending faculty retrenchment and associated concerns may have been ap 

over-riding factorJ • 

Analysis - , " ' 

The major emphasis of the project is the examination of the three 

distinct groups of resp'o-ridents, in terms of the elements relating to the 

cybernetic model. Therefore, an analysis of Individual respondents to 

form similar groups was required. -T+i^ technique chosen to grpuf^ similar 

respondents^ was Q Factor Analysis, where instead of clustering variables 

into factors (as ^ R Factor Analysis) the respondents themselves were 

clustered into factors. 'Since the Q Factor Analysis procedure was not 

available on the existing version of SPSS (Nie et al, 1975) the- datehwas 

inverted before analysis so that the rows were equivalent to the element , 

relationsldips values and the columns were eqw^ivalent to tfierespondents. 

A standard factor analysis procedure was performed,-including the use.ofl 

communality estimates through iteratiqn7~and a VARIMAX rotation. 

IV. RESULTS 

A two^factor solution with a VARIMAX rotation was..identified as a 

trade-off position between the least possible number of factors represent-

ing groups of nespondents, with a reasonable pattern of loadings of each 

respondent with a factor in- the rotated solution. 

The student, faculty and .administrator respondent groups disappear 

in the rptated factor solution. Of the 16 respondents comprising Factor 1, 

they include 7 out ofslO students, 7 out of 10 administrators and 2 out 

of 4 fa"culty. Factor 2 has the remaining 3 students, 3'administrators 

and 2 faculty. ' 

For each factor group and for the total gr'oup of all respondent^ 

the average rating for each of the possible el-ement paiV's, was calculated. 

The positive and/or negative response values for all members of the factor 

group were totaled 'and then this total was divided by the number of. 

respondents in, the group to arrive at an average rating of the element 

pair relationships, 'yery few element pairs have average ra|.iings of "ho 

relationship" but^the vast majority of them fall into th^ low "positive 

^ . * 399 ' • •' 
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relationship" and low "negative relationship" ranges (0.1 to 2.5'and 

-0.1 to -2.5). 'Only a few are moderate to high positive relationships 

'(2.6 to b.O) and there are no moderate to high negative relationships. 

The specific element pair's with,moderate to high relationships are used 

fpY the remainder of the analysis, and it should be noted that all of 

these systems are deviation-amplifying since there are an even jiumber of 

negative i*elationshif)s, zero in all cases. 

\ Figures 1 and 2 provide the diagrams for the total respondents view 

_j of these processes and their generalized relationships. There is a high 

degree of complexity in-this diagram as seen by the incredible number of. 

potential loops that can be established to indicate mutual causal rela

tionships. These elements can be reduced by diagramming only the elements 

with the highest number of linkages.- There are direct interrelationships 

between all of the pbssible element pairs with the exception of the number 

of new students and the total number of students,, where there is^n in-

direct link. What is apparent is that minor disturbances in this deviation-? 

amplifying system can flow through a myi'*f*rd of channels to move thfe entire 

system farther and farthef" away from its tiriginal condition without being 

easily monitored, regulated or controlled. •- ^ 

It is interesting to note how few relationships are perceivedsfor 

the budgetary allocation-and number of faculty elements, as well a$ their 

relatively low to moderate, element relationship rating^.; 

The emphasis is on student numbers and quality issues,, particularly 

the total numbeV" of students, the number of new students and the external 

image of quality. This may have been a function of the coincident faculty 

retrenchment process that had been well publicized and which had specified 

program quality and student demand as major evaluative factors. It is 

possible that the system pe^ceptions that were obtained were somewhat 

• affef;,ted and that the budgetary and faculty elements should have been 

more prominent. In any event, these elements, processes and deviation- ~ 

amplifying systems are quite useful in trying to understand the complexi

ties of the current problems and in identifying means to' cope with them. 

. V. RECOMMENDATIONS FOB CHANGE ' 

It would not be an overgeneraTization to suggest that SONY College 

at Brockport is in a deviation-amplifying system characterized by fairly 

abrup't changes. The condition has gone from an oversupply of studehts 

4uu 
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Figure 1: Total Respondent Diagram of Element Relationships 
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Figure 2; 

,/ 

Total Respondent Diagram of Generaltzed Relationships 
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wi£h budget and faculty resources trying to ccitch up, to the current 

condition of an- undersupply of students with budget and faculty resources 

being removed quickly. What makes,these change's more frustrating is 

that there is no simple explanation of how the change started., why it . '' 

continued, how it moved from a positive to a negative direction for the 

institution, and how or if the change can>be stabilized or .reversed. 

The most ob\tr6us~ problem that currently exists is that the level of 

complexity and inter-relatednes? of the various elements are not recognized 

-or well understood. The same problems a'ppear in many different contexts 

over time and never seem to* be satisfactorily resolved. The failure of 

this piecemeal approach is not surprising cwisidering the diagram's of 

element^relationships. * " " 

Another area of concern is the identification of stabilizing factors 

that can be built into the system of sorne of its component loops, to change 

' i'Wrom a deviation-amplifying to a deviation-counteracting system. This 

is particularly important because of the roller coaster nature of enroll

ment, faculty and budget that has been experienced at Brockport." One 

mechanism of stabilization is admissions standards that can be negatively 

related to the number of new students. Modification of this V^ement can 

be deviation-counteracting, but its effects"on other elements of the 

system, i«. program quality and external image of quality^ must oe cldsely 

monitored. Mew program development could 'also be negatively related to 

the number of new anfl total students, so that as the number of students 

decreased, the new program xlevelopment would be increased.;. The types of 

additional elements that could be developed aS negative relationships>or 

positive ones that could be changed are limited only by the system effects 

that are to be accomplished. In tbe current situation, an-initial kick 

to increase program quality, the external image of quality and/or market

ing strategies would seem to be appropriate and could spread throughout 

the system elements to increase the total number of students and the 

number of new .students. Once the levels of students, faculty and budget 

are in baknce at acceptable levels, then the de.viation-amplifying system 

can be modified to'become a deviation-counteVacting bne. 

The extabXishment of specific gdals and the creation of a decision 

making process to ensure that they are achieved are essential to the 

"understanding and modification of cybernetic systems. 'As mentioned 

earlier,, specific goals are .assumed to already exist bythese cybernetic 

J 403 



V 
384 

systems and the specification of a-cceptable levels or ranges of essential, 

elements are required in order to determine i f error cond1tiX)ns exist and 

to provide regulatio/i to either maintain or return the essQgj^al elements 

tov»acceptable levels.. The^̂ lack of specific goals and the,identif ication 

of essential element levels prevents t+ie mission of the .College and i ts 

day-Ho-dayderations from interfacing,effectively. The colitrol of/day- •'L, 

to-day operations is not f3oss*ibl6 since .tffere is no overall'context within 

which they can be e\<alu£Pted«and compared. While they may seem to be in 

control at the unit level,-and perhaps be seen as-functioning in the best 

interestsvof,^e inst i tu t ion, "tit the system«level they,may be contributing'^ 
/ '' 'J' »• 

to deviatfon-amplifying forces that afe not apparent and that actually 
work counter to the best interests of the' College. , • f 

The .final recommendation is the development)of an information mech-/ 
anism that not only monitors potential disturbances in the,environment, 
such as the decline in high sghool graduates and the changi^ participa
tion rates, but also evaluates the outcomes of change \iy terms' of the 
essential institutional variables. If these outcomes indicate a threatew^ -
i.ng situation, this information comporfent should be-able to provide , 
recommendations for action that take into account the, system inter-
r^lati9Bships. A decisi\ji making ji.rocess should also be instituted so 
that when the evaluation of outcomes indicates action or reaction, the 
appropriate response will' be initiated and brought to a successful 
conclusion. ' /•, ' ' 

) . 
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, * > ̂  INSTITUTIONAL RESEARCH \IN AN EXPERIMENTAL- SETTING: • 
EXPERIENCES VITF^ THB^ NEW YORK STATE REGENTS EXTERNAL DEGREE PROGRAM. 

- " ;-' /Elizabeth Taylor, Ed.D. 
•'' Off ice. of Institutional Research 

*Rpgentrs External Degi^e Program . <^ 

Introduction , ' • 

7- ' ' . ' ' I 

The Regents External Degree Program of the State/University. 

of the State of. Ne.w' Yolr-k (REX) was created by the New York State 

Board^of Regents in 1970 as ̂ n experimental program, based on 

the concept thaV wh&t .a person Icnows is more important than how s. 
or'where the knowledge was acquired. Its cent̂ ral mission is 

"to provide. an opportunity for.earliinig a college degree to apa-

•demically al̂ l-e individuals at low cost, regardless of age, place 

.of re'sidence, 'prior educational credentials, or constraints 

imposed t̂y occtipation." The program implemetits tjiis mission 

• by offering, acpidemic recognition'in the form of credit and 

degrees t̂.- students who have demonstrated college-level learning 

^ through examinations, 'colleg.e coursework completed through other 

accre,dî ted academic institutions, and/or other approved mean^. 
f . . . . . • • • • ' • ' 

The Progi*aii{icurrently offers eight degrees:' two associate 

degrees and'two bacca'lâ r'eate degrees in .the arts^nd sciences, 

two associate degrees in nursing,; and baccal^'reate degrees in » 

.business and nursing. Over- 50^000 stucients are or have b4en 

involved iri- the'program since :^s beginriihg. About 16,000,are 

currently ao^j^e' candidates. 
r 

REX differ^' from other more traditional colleges in that 

> 385 iij's 
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i-o offers no direct instiruction. "The P̂ egents External Degree 

^ ,-drastically~Ghanges four -of the procedures traditionally asso

ciated with American higher education and may will change the 

' fifth. Formal admission requirements are abandoned,, all effec-

, ' tive methods of learnî ĝ are accepted as valid, varied methods 

(both old and new) of measuring accomplishment are used, and the 

degree is awarded by what is as much 'a department of government' 
\ • • - , ' 

as was the University of London until 1900."^ . 

N Students in the program are referred to as candidate's, and 

there are no campus and no classrooms off-campu>g. lns\>eaA, the 
J t 

staff assesses and documentg^learning that takes place somewhere 

elŝ jj.thr.ough several means, including the v«rificatioo'^f" tran-

T " • - " . • . ' • • ' ^ 

scripts and'the'development of tests to assess college-level 

learning. As candidates prpg-af-ess thr4)Ugh th§ program th'ey can 

receive written and verbal advisitig. aboiit methods, to e'arn 

credit. -̂  .,'-*' 

Faculty involved in the program are composed of faculty -

V. 
^ 

members from colleges aijd universities >whQ have, agreve.d-to '' 

%~ 

• \ 

lerve" on committees to set standards and goals for>.the program. , 

Faculty committees meet seve^^l teimes a year to-'dlscuss' ', 

policy and to review candidates fer graduation.' ̂  - •"' 

The day-to-day activities of the program are performed by 

the staff. The., program is divided into units that have' 

responsibility for specific functions, such as the Registrar 

and Test Development. For example, personnel in the Office " 

of•Independent Study perform the^ kinds of tasks most closely 

associated^ with "faculty and counsellor at a more traditional 

^ ^ 0 

''v 
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• projects outside of nursing needed to be coordinated; Provisions 

were made to create the position of Institutional Researcher.' 

As originally planned, the\Institutional Researcher would havte' 

responsibility for the- generation of information regarding 
^ ' - • , 

various aspects of the REX Program. The researcher would 
• . • • it 

., 4.ntera6t with various audiences to determine their information 

" ,*"~*̂ ageds, develop stra'tegies for generating the' required infqr-

mation, carry out data capture activities, implement systems 

' • for data storage, analyze data in Appropriate ways to yield ̂  

the required information,'and present the infor,raation effec-

tively in written a»d oral form. 

Research Needs of An External Degree Program , ^ <•- ' 

The fact that REX candidates do-not reside on a centralized 
. . . . , '̂  

campus leads to some unique needs for information. Contact 

between faculty and candidate's is minimal. Contact between', 

staff and candidates, is somewhat greater,^ but not every candi

date receives personal contact.' Thus there w a s ^ basic* need 

to discover just who the candidates were.. Much anecdotal evi-

dence existed .to indicate the kinds of people WJT.Q needed the 
, ' - • '' ' 

.- services REX provides. Systematic- collection of information was 
now needed to give a clearer picture of canxiidates. 

1-

Beyond simple data gathering, there was an internal need c 

for a centralized research office to aid in the integration of 

research findings into the daily decision-making process.' Staff 

members m^ke decisions about student .advisement-, and the inter-

pretation of ppogram policies on a continuous basis. Information 

to base these decisions on wasvgenerally anecdotal, based on the 

experiences of former candidates. A clear information base was 

^^^ 
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t-

Beyond simple data gathering, there was an internal need 

for a centralized research office to aid in the integration of 

research findings into the daily decision-making process.' Staff 

members m^ke decisions about student advisement-, and the inter

pretation of program policies on a continuous basis. Information 

to base these decisions on was^generally anecdotal, based on the 

experiences of former candidates. A clear information base was 

' ^ 
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needed to provide cohesive* policy advisement rather than /)•; 

idiosyncratic interpretations. * ***' •w . \ - , ' * 

\ A third nee<l wAs for the integrat^n of >ese^pch6findings 

into the long-term planning and management of the."program, ^n 

^' ' ) . ' ' ' ' 
a rapidly expanding experimental program long-'term.planning goals 

* • ' « ' 

. ofteflr remain in the background as crtitical shoEt-te^m need^are J^ ̂  \ 
(J ' ^ ^ ^ • , , 

encountered. Now that the .program'had reacAed a point wher.e . ^. f/^ ^-
I . - • . . " ' • ' . -

natural expansion and development were beginning ij|itt̂ iow» it was -

possible to reflect on what had be^n achieved -̂ mcT'the beat 

direction for the future., . -• „ 
••^i, 

X 
Finding th-e Candidates 

The first task'was to. determine just who*the candidates 

were-. This task was Complicated by the enrollment and gradu§-

tion process. Candidates'may ehroll in REX"at any time-o&the' 

year." Thus there are hew enrollment figures on ^ daily bas^s. 

Candidates may gradrC^te from REX at .several times during'the" year. 

, In addition, candidates fnay bScome "inactive" at several times, 

during the year.- A candidate is categorized as inactivevJf^&n he 

or she has not paid the annual fee for two consecutive years. 

Inactiyses may be drop-outs, or they may be pausing for personal 

reasons, -^ith the intention of returning. As of* April,' 1^^2, . 

REX ,transferred to a monthly billing system, and Candidates are • 

now.classified as inactive after, two months rather than two years 

Finding the actual number of candidajses ̂ n the program , 

•at, any given time is complicated by all theSH"Tactors. Once 
I ••<?'* . 

a time is selected,^ the groups that fit the criteri^l f̂ or being 
• "̂  •-• , ' . ' • » ' • 

inactive, active or graduated can be identified"a^ad sampled.. For-

research purposes tha;^groups is then frozen during that week,-

t'\ 
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even though their actual status may change as feoon as the next • -

week. , - .• ̂  

Contacting the selected sample is the next challenge in 

and external degree setting. All candidates to be contacted must 

be reached by mail. ,Their, addresses are available from a-form 

they complete when'they .first enroll.' These addresses, however, 

may have changed since the enrollment form was completed.. Thus 

•there are some candidates who cannot be reached'until they • , 

choose to update their addresses. This is .particularly true 

of the inactive candidates who were riot identified until two 

years after they chose not to pay the annual fee. 

The 19^1 Candidate/Graduate Survey; An Example ^ 

' The filrst large scale study of candidates' characteristics 

illustrates .some of the problems inherent in identifying and 

reaching candidates. The status of candidates was frozen for 

May, 19^1. From the information available at that, time a sample 

of candidates were selected. - These candidates were mailed a 

fousj.page survey asking' for basic information such as previous 

schooling, occupation, and satisfaction with the program. 

Approximately 6,000 surveys were mailed,out." The response 
» 

rates varied tremendously between actives, inactives and graduates. 

The number of undel^-verable surveys due tt> incorrect addresses 

was approximately 7fo for a'ctivê - candidates, 12fo for graduates and 

34fS for inactives. For ex;ample, erf the surveys returned by 

inactives in the Business Degree Programs, ^Ofo were undeliverable 
> 3 ^ -because of an unknow address._ 

In an experimental progroni it is difficult to determine 
) . ' • . ^ 

whether the surveys that are returned are representative of the 

•iU 
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population because^he population is often not well-defined. 

In an external degree program this becomes even.more difficult 

because there are few other sources of background information. 

For the 19^1 Candidate/Giraduate Survey certarin questions were 

repeated from the enrollment form so that the sample could ba 
• , 

checKed~a|ainst the total population. Variables such as gender,' 

^dycation'previous to enrollment and"military status were used 

as internal checks becuase th'ey tended riot to cha.nge over time. 

In this case, the respondents were similar enough to the known 

population to warrant further* consideration of the responses. 

Other Sources of Information 

Beyond .the mailed survey, direct contact with candidates is 

exceedingly difficult in an external degree pfogram. Even tele

phone contact becomes formidable when candidates may reside over

seas, on a'n isolated military base, or anywhere in the United 
States/V However," indirect information can provide some clues as 

r • '̂' ' 

to hQW^candidates progress through the program and how they 

perceive the process. "̂  - > 

A first source of information is the actual\enrQlim©5it, 
• ' * ^' / 

graduation and attrition figures. Degree progr'am witmin REX 

vary as to their requiremerits, and the rate' of progress through-

> • the degree varies. However, if an unusually high number of 

candidates suddenly enter or leave the program it may be an 

indication that candidate perceptions of.the program have changed. 

For example, when the Bachelor^f Science in Nursing Degree-

became accreatltated by the National League of {lursing, a group 

of candidates who were inactive re-enrolled in that program 

to finish theii*. degrees. ' , 

Al 
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Another sourse of information is available from program 
>• . * > ^ • 

advisors. .The advisement staff has contact with candidates 
' • / 

through the mail and over the telephone, and they form strong 

and valid impressions of candidates needs and opinions. \ The 

- Registrar's office 'also has directs contact with candidates when 

they verify transcripts, as do volunte,er advisors iii the field. 

Though these views of the candidates may fee somewhat fragmented, 

when looked at as a whole they reveal a great deal about 

candidate characteristics. * -

Other secondary "sources are available from examining candi-

date test performance, performance in other educational settings^ 

a.s evidenced from transcripts and military records. Eacl^ can 

provide information about a specific problem or can be integrated 

to provide a more compi'ete picture of the program. 
V 

Use Of Available Information;' Establishing Creditability 

One of the pitfalls of establishing a new research office is 

that once the initial tasks -^e completed the tendency is to 
( 

continue the pattern of-addressing short-term needs for infor-

mation while ignoring Ipng-term planning. The need for all 

,kinds of information is great, and the researcher may become 

focused on providing a great deal of information for individuals 

without establishing a base of information needed for the 

/institution as a whole, ^n an' experimental setting such 'as REX 

'this temptation is even greater because there are no pre-

established data .collection requirements. Thus the researcher 
* 

can easily become useful only in dealing with short-term 
5 • # . . . 

/(̂ r̂ises .or problems. 

• , The next task, then, is vto establish the creditability of 

V 
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tj:ie office, as a tool for long-term planning, in the case *f REX, 

this was initially a process fo establishing priorities on the 

needs foKsk^infbrmation. The first step was to survey the staff and 

the" faculty about their goals 'for the program. To accomplish 

this a modified version of the Institutional Goals Inventory 

,was used. Results for both professional and clerical staff were * 
% t 

I * 

compared to responses from the faculty. This initial survey 

indicated that 'the general, goals established for the program 

5 
were'Still considered important by both faculty and staff. 

From these goals it was possible to begin to prioritize 
0 1 

actual research tasks .in a series of planning meetings held . 

with unit coordinators. By specifying research tasks it is pos

sible to provide inforftiation that can then be used to lay the 

groundwork for further, planning and research. The research 

office must strongly affirm its role in producing information; 
i 

to meet these needs not only for more information but for 

' * . r 
better management of that information. 
Conclusion 

) 

Research in an external degree setting is a challenge when 

the usual subjects of study are far removed from the institution 

Some non-traditional methods of data caj)turê  have been examined. 

-Vv for use vi^h external-degree staff and candidates..The role 

of research within an experimental system has also been 
» 

examined and reaffirmed. Emphasis must be placed on the need 

• to provide coherent, cohesive information for the institution 

as a whole. • - • • - • . ' 

KSP-' 
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the 1. Regents External Degree Program. Self-Study Report of -t 
> Regents External Degree Program of the l/hiversity of the 

Stats of New York. Submitted f.'or Reaccreditatioiri to the 
Middle States Association of Colleges and Schools. February, 
19^2. 

2. Houle, -C'yril 0. The External Degree. San Francisco-: 
Jossey-Bass, Inc., 1973 • '• I 

3,. Taylor, E. The -19̂ 1 Candidate/Graduate Survey: Initial 
Findings. Document prepared for the liegents External Degree 

- Program, 'March, 19^2. 

4- Educational Testing Service. Institutional Goals Inventory. 
Princeton, New Jersey: CollQle and University Program, l9/2. 

5. Taylor,E. The REX Goals Survey: Documentation. Document 
prepared for the Regents EJxternai Degree Program, March,-49^2. 
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North 
JEast 
Association for 
Institutional 
-Research 

Welcoae to NEAlR'a Ninth Annual Conference^ 

.Having arrived ^nd aurveyed the New England Center and 
tenvlrona, you can see,why,we have been ao entbuaia«t,ic 
about the conference location and facllitiea. We are 
•iatlarly enthuaiaatlc about the iiapreaaive range of 
workahos*,' panela,' aeatoara, and paper preaentationa 
that have been acheduled in thia prograai. All that ia 
left to be added la'your yartlclpatton: aak'queatlona, 
ahalrpeo your technical akllla, coapare your'experienc'ca, 
teat your idea*. Do whatever you need Xo do to sake 
thia conference a aucceaa in furthering'your profeaaional 

- davelopaent. 

•eat viahea for a productive conference. 

PROGRAM C H A 4 / "\ 

' DOING INSTITUTIONAL RESEARCH: 

A FOCUS ON PROFESSIONAL DEVELOPMENT 

NINTH ANNUAL CONFERENCE 
-OCTOBER 17 - 19, 1982 

y-THE NEW &NQLAND CENTER 
' I DURHAM, NEW HAMPSHIRE 

PROGRJM 
S U N D 4 R 17 OCTOBER 1982 

11:00 A.M. - 12:30 P.M. f-<~. 

PRESIDENf'S PRECONFERENCE BRUNCH. 
(MAIN DIJIINC ROOH) 

L 

NOON - 6:30 P.M. 

REGISTRATION 

1:30 - 4:30 P.M. 
COl̂ rERENCE 1*ORKSfl5PS; 

( l eg ia trat i^ required) r a t i ^ ri 

I - mil 
OMEHSNT 

WORKSHOP I - tolTICAL STRATEGIES WORKSHOP 
FOR MEWCOMERSNTO INSTITUTIONAL RESEARCH 

(1:30 - 4:1S P.M., Wlndaor Iteoti and 
noKDAY, 8:30 - 10:i)0 A.M., Kearsarg* Rooa) 

Kebert Oroi* -
Aaherat College 

Uilliaa Leuroeich 
U naaa - AaAcrst 

Coavencr: Nancy Neville 
Racheater Inititute of Technology 

<̂  
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^j^R^siiov II - Ml 1 HOPS or. CVALUATION 
RKSi^CH 

(1 1 0 - 3 10 P 1 , Charles Room) 

felrt RoiSl 
11 Mass - Amherst 

Convcnrr Robtrt Lay 
iloslon CoUtge 

^ 2 B K S L l p P _ i n ^ COMPUTER PLANNING MODELS 
(1:30 - 4 15 P M., Brrkshirr Auditorium) 

" Djnifl Updegrove 
- EDUCOM 

J Lloyd Sutt lc 
Vale University 

Convener Paul̂  Wing" 
NY State Department of Education 

4 30 - 5.10 P M 

(Windsor Kooi«) WL) 

p 
Moilctjtor Sarjh E, Jack 

Rensselaer Polytechnic I n s t i t u t e 

9 

TRACK II - PROFESSIONAL DEVELOPMENT 
SEMINAR 

MARKETING STRATEGIES FOR INSTITU- ' 
TIONAL RESEARCH 

(4:30 - 6:00 P.M., Berkshire Audltoriua) 

Melissa C. Daston 
Defease lotallitsace Collefe 

Harilynn A.'Drsxl 
Univeijsity of l&rylsad 

* TRACK III 
SEMINAR 

PROFESSIONAL DEVELOPMENT 

MANAGING AN ONGOING COMPREHENSIVE 
INSTITUTIONAL RESEARCH EFFORT: 
CONCEPT AND APPLICATION 

(4:30 - 6:30 P.M., Charles Kooa) 
Ksrea M. Ds(uaao sad'John P. Ha^dryk 
SUMY - Hew Paltjt 

6:30 - 7:30 P.M. 

GATHtlRlNG QUANTITATIVE AND 
O O A L I T A ' I IVr STUDr.NT 4DUTCOMES 
INrORMATIOf!) VIA COMPLEMENTARY 
LONGITUDINAL STUDENT SURVEYS 

(4 V) • 4 S5 P.M.) 

Ann Ricf and Darryl Bullock 
Mercy College ' 

s V - - Sidney Micek . . 
Syracuse University 

DOING LONGITUDINAL STUDIES 
(5:00 - 5-2S P M ) 

Nancy Nevi l le 
Rochetter Ins t i tu te of Technology 

Kathy HulbU^t 
University o*f Lowell 

IMPROVING THE QUALITY OF DATA 
OBTAINED THROUGH SURVEY RESEARCH 

( f . 3 0 -f-.ii P.M.) 

Jape Crokset and Cretchen Boris 
CoaMinity College of Philadelphia 

SOCIAL, HOUR 
(Cash Bar, Reception Area) 

7:30 - g:45 P.M. 

DINNER 

(Ticket required, Haia Oiaiog Rooai) 

9:00 - 10:00 P.M. 

CONFERENCE ADDRESS 
(Kaia Diaiag Kooa) « 

"STRATEGIES FOR CAMPUS CXDMPUTING* 

John V. HcCredie 
EOUCOtl ' "̂  

10:00 - 11:00 P.M. " . 
(Iteceptioa A n * ) 

RECEPTION - LEt 'S GET ACQUAINTBO 
Everyoo* is wclceae. Newcoawrs to NlAIR arc favited 
to aeet coatiauiag acabers sad officsrs of tba 

' Association, lasted >y'XKAIK St««riag Coaaittec. 
Cash Bar. . ' 

/ 4l6 
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MONDAY, la OCTOBER 1982 
\ X^'-

PLEASE NOTE: Bre>k/«st la not Included in the 
Conference fee. You Bay choose to eat at the Center 
or in Durhaa proper. 

1 r 6:30 - 10:00 A.M. 

TRACK i n - PAPER PRESENTATIONS 
(Charles ROOM) 

Moderator: Judith 0 . Kackaan 
'Yale University 

REGISTRATION 
(Lobby) 

6:36 - 10:25 A.M. • 

TRACK I ^ 
(Kearsarge Rooa) 

CRITICAL STRATEGIES WORKSHOP 
(WORKSHOP I CONTINUED FROM SUNDAY) 

(8:30 - 9:S5 A.M.) 

TRACK II - PAPER PRESENTATIONS 
(Wiadaor Itooa) 

Moderator: Jean S t e m 
Siena College 

DEVELOPING AN ENROLLMENT PROJECTTION 
SYSTEM 

' (8-3a - 8:5S A.M.) 

Randy Drkpir 
Johnson State College 

/. ENROLLMENT PROJECTTION MODELS: 
SEEKING EFFECTIVE PREDICTOR ' 
VARIABLES 

(9:00 - 9:25 A.M.) 

Ronald f. Perry and Ruaberto F. Ceacalves 
Mortheaateta University' 

STUDENT COLLEGE CHOICE AND DECISION' 
MAKING 

(9:30 - »:55 A.M.) 

Richard Pastor 
MortlMra Essex Ciisswiillty Collega 

MODELING COLLEGE STUDENT X D T U S T M E N T 
AND RETENTION FOR THE INDIVIDUAL 
I N S T i n m O N • • 

(10:00 • 10:25 A.M.) 

lotwsB D. Aitkea 
U Mass - toherst 

V 

A CASE STUDY OF THE PLANNING PROCESS 
(»:30 - 8:55 A.M.) 

Janyce i . Kapora 
U Haas • Boston 

SIZE OF THE ADMINISTRATIVE BUDGET 
IN COMPARISON TO THE SIZE OF THE 
INSTITUTION 

(9:00 - 9:25 A.M.) 

John A. Duoa, Jr . 
T i ^ ^ University 

CARVING UP PARADISE: POLITICS, DATA, 
AND THE ALLOCATION OF SPACE 

(9:30 - ^ : 5 5 A.M.) 

( Richai'd Pattcnaude 
SUMY - BiBgbaaton 

(X>MPARATIVe FISCAL ANALYSIS 
(10:00 - 10:25 A.M.) ^ 

David L. Ru^>r , 
, U Hass - Airiwrst 

TRACK IV - PAPER PRESENTATIONS 
(Berkshire Auditoi^iua) 

Hoderat^! H. V i l l l a a Coles 
SUMY - Buffalo 

FROM HARU8PICATION TO INSTITUTIONAL 
RESEARCH: THE VALUE OP 
PROGNOSTICATION IN HARD TIMES 

( • :J0 - l i^SJk .n . ) 

Harilyoa A. Draxl 
k OBivarsity of Harylcod 

lhi(* A. KMatat 
D*t«M* I * t « l l i t « a c * School 

ACCESS: THE SYSTEM THAT NEVER HAD 
A CHANCE TO FAIL < / 

(*:00 • »:2S A.M.) 

Stdvca 8 . Orstch and Loills H. Spiro 
SUMY • Iroclqport 

m 
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BOUNDARY SPANNING: A CONQEBTUAL 
FRAMEWORK FOR EXAMINING THE 
ORGANIZATIONAL ROLE OF OFFICES OF 
INSTITUTIONAL RESEARCH • 

(9:30 - 9:55 A.MJ 

Hlcluel F. Middnu^ • 
SUKT - Utlca^^ 

THE ROLE OF INSTITUTlbNAL RESEARCH 
INITIATIVE OR RESPONSIVE? 

(10:00 - 10:25' A.M.) 
' • * 

Loren Gould 
Worcettcr St*£* College 

^TRACK III - SYMPOSIUM 
(Berk(l>ire Auditoriua) 

INSTITUTIONAL MISSION AND RELATED 
MEASURES t 

P«ul"Vlni 
NY State Education Departoeat 

Convener: Richard Heck 
Colotate 

10:30 - 10:45 - COFFEE BREAK 
' (Reception Area) 

NOON - 1:45 P.M. 

LUNCH -«- ^ 
(Ticket re<(uired. Main Dinlnc Rooa) 

< 

10:45 - 12:00 

TRACK I - PANEL DISCUSSION 
(Windaor Rooa) 

WHAT HAPRENS 'TWIXT THE CUP AND THE 
LIP: DATA TO INFORMATION TO ACTION 

John A. Dunn 
Panel Coordinator 
Tufta Univeraity 

Edward Delaney 
Keaoa College 

Janyc* Mapora 
U Haaa - loatoa 

David Bradley 
Boaton-Univeraity 

Willlaa Feaatetwcber 
U Haaa - Boatoai 

Burton Soaenatela , 
Wealeyaa UalveTalty 

TRACK 11 - PANEL DISCUSSION » • 
(Cbarlea KAoa) 

A COMPREHENSIVE FACULTY EVALUATION 
PLAN 

Hater Aaa C. btciaae, Deaala J. Koledslcjakl, 
Joha B. XWaaaeakir aad Robert L. Caapbell O 
Weatera Rev laglaad College / 

\ 

1:45 - 3:10 P.M. - PAPER PRESENTATIONS 

TRACK I 
(Windaor Rooa) 

Moderator: Larry Litiea 
Conaortiiaa on Financing Higher Education 

* 
MEivSURING INSTITin-IONAL REPUTATION, -
ASSESSING ITS CHANGE OVER TIME. AND 
DETERMINING ITS IMPACT ON THE YIELD , 
OF ACXIEPTED APPLIQANTS 

(1:45 - 2!t0 P.H.) 

Joka P. Handryk 
s u n ' Rev Palts' 

^ 

USING MULTI-DIMENSIONAL SCALING TO 
POSITION THE INSTITUTION ' 

(2:15 • 2:40 P.H.) 

David W. Bradley 
Beat«B Untveratti; 

NEW SOFTWARE FOR MARKET SEGMENTATION̂  
ANALYSIS: Cli^lD 

(2:45 «• 3:it P.H.) ^ 

Robert U y 
Beatoa College * 

4icy ^ 
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TRACit- 11 
(Charles Rooa) • , . '» _ 

Moderator: Jeasifer Presley 
* Coonecticut Board of Hither Cducatioa 

I 

COMPUTERIZED'"MODtL OF PROMOTION AND 
TENURE ' ' 

( 1 : « - 2:10 P.N.) 

Weloship Fuller and Suaao Goodwin 
University of Lowctl 

A MODEL' , F O R ESTABLISHING AND 
PROJECTING ATTRITION AND HIRING RATES 
AMOĴ G THE N 6 N I N S T R U C T I O N A L STAFF OF , 
AN ACADEMIC INSTITUTION 

(2:15 - 2:«0 P.l(.) 

Heidi Haboney 
StlMT - Buffalo 

?. Sta / . n Hedinac» and Mrbara, Meyer 

(: THE ROLE OF INSTITUTIONAL RESEARCHERS 
IN LABOR CONTRACT ADMINISTRATION . 

(2:45 - 3:10 P.M.) ' 

' • Peter Farago . " 
^ Boston University 

TRACK IV 
(Kear««r|e Rooa) 

Moderator: Joe CaapbelX 
Kuttcra Univeraity 

PAPER PRESENTATION: 
^ PLANNING AND COMPUTING IN THEOLOGICAL 
^ SEMINARIES 

(1:45 - 2:10 P.M.) 

Alexander H. Jones 
EDUCOn' 

^ PROFESSIONAL DEVELOPMENT SEMINAR: % 
ON LINE INTERIN$TITUTIONAL DATA 
SHARING FOR POLICY ANALYSIS 

(2:15 - 3:10 P.M.) 

Michael I. BcKaish 
• EOUCOH 

f' 20 - 4:4^ P.M. 
^ 

TRACK 111 . 
(Berkshire Auditoriuai) 

' Moderator: Bemadette Skobjak 
- Rochester Inat i tu tc of Techaelogy 

SEXUAL INE<3U1TY IN CAREER CHOICE: 
HOW CAN COLLEGES HDW? 

(1:45 - i : 1 0 P.M.) 

• Jcaa V. Horlock 
/ sinnr - Plattsburch 

A COMPARISON jOF MINORITY ^ND NON-
MINbRITY FACULTY PERCEPTIONS OF'^ ' 
CAREER OPPCiRTUNITlES 

(2x15 - 2:40 P.M.) 

.• Kcoaetb W. Bora* <Btf 6. Gretory lodcr 
* Pana State Univeraity 

IMPROVING FACULTY USE OF STUDtNT 
OUTCOMES INFORMATION 

(25.45 - 3:10 P.M.) 

* . Sidney ,S. Hicek 
. '• Syra<^ae University 

TRACK I - PANEL DISCUSSION 
(Windsor Rooa) 

AUTOMATION AND TECHNOLOGY -
PAC - MANAGEMENT? 

(3^20 - , 4 : 4 5 P.M.) 

' Aal Hetsnathaa 
Carnegie Helton Univers i ty _ 

Dnniel Vftavvn 
tODCQM 

TRACK II - PKOTESSIDWAL DEVELOPMENT 
SEMINAR 

(Charles Keoa) 

SPSB/SC88: A WORKSHOP FOR BEGINNERS 
(3:20 - 4:4S F.N.) 

BMrerly Jayca « id A l i i * Ksfnl 
Suffolk UklTertity 

Frank t f i l l i a a t 
Tba Col l tg* Board 

c 
. \ -
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TRACK 111 - PROFESSIONAL DEVELOPMENT 
SEMINAR 

(Berkabire Auditoriua) 

COLLEGE AND UNIVERSITY STRATEGIC 
PLANNING- A METHODOLOGICAL APPRdACH 

(3:20 - 4:45 P.M.) ^ 

Jaaet R. Hollowood 
BoatOD College 

5:00 - 5:45 P.M. 

NEAIR ANNUAL BUSINESS MEETINg^ * 

PRESIDING: * , . ' 

Helen Wyant, Preaidcnt . ,̂  
1981-82 

ALL MEMBERS ARE URGED TO ATTEND 

Elect ion of o f f i c e s , future conference a i t e 
s e l e c t i e n a , and otber Aaaociatioa conccma are aaons 
tbr i teaa that wiTl be covered. Part ic ipate in the 
future of your Afaociation. 

~ ^ 

5:45 

SOCIAL EVENING - NO SCHBDULED ACTIVITIES 

Avail youraelf of local reatauranta and a t t r a c t i o n s . 
You nay dine at tbe Hew England Center, but you « u t 
•ake your own reaervationa. 

».Si 

TUESDAY, 19 OCTOBER 1982 

7:30 - 8:45 A.M. 
Breakfast acctlng of old and 

era (Oining looai). 
new steering coaaitt** 

• 9:00 - 10:20 A.M. 

TRACK I - PAPER PRESENTATIONS 
(Windsor Roaa) 

Noderatari Kichar4 Paster 
Kasti Cosauoity College 

MEASUtUNQ THE OIPACT OF PROPOSED 
I FINANCIAL AID COTS: THE PERFECT STUDY ' • 
' IS ALWAYS TOO LATE 

. (9:00 - 9:25 A.M.) ' ' 

Call Hogan, Larry V. Hetxger, Judltk K. HcPartland 
ItJucs College 

THE ECONOMIC CONTRIBUTION OP%-H 
CONSORTIUM -OF UNIVERS1T4ES TCT THE 
WASHINGTON METROPOLITAN AREA"^ X 

(9:30 - 9:55 A.M.) . i | 

Edward D. Jordan 
Catholic University 

ESTIMATING NET COST OF COLLEGE 
ATTENDANCE IN NEW YORK STATE ' 

(10:00 - 10:_̂ 25 A.M.) 

Donald Nutter, Susan Si lveraan, and Paul Wing 
New York State Education Departaent 

TRACK II - PAPER PRESENTATIONS 
(Charlea Rooa) , 

Moderator: )Catbleen Kopf 
SUNY - Albany 

PUBLICATION US^QE INDEX ( P U D : A 
Q U A N T I T A T I V H ' M E W O D O F EVALUATING 

X VTHE PUBLICATIONS OF SCIENCE FACULTY 
"* (9:00 - 9:25 A.M.) 

Gloria J. Dyer 
Fairleigh Dlckinaon Uaiveraity 

•STRATEGIC PLANNING AND RETRENCHMENT: 
WORKING WITH DEPARTMENT CHAIRS 

(9:30 - 9:55 A.rf?T 

Antoinette ladarola 
Saint Joseph College ' 

BREAKING THE "VICIOUS CIRCLE" OF 
DECLINE AFTER A FACULTY RETRENCHMENTi 
A CYBERNETIC MODEL 

(10:00 - 10:ZS A.M.) 
V 

Louis H. Spiro 
SUNY - Brockpert 

» •-

TRACK'111 - PAPER PRESENTATK3N8 ' 
(Berkshire Audlteriuai) , 

• k 

Moderator: David Rusvf / 
Kortjtoasteni Univers i ty 

DEGREE PATTERNS AND ENROLLMENT TRENDS 
(9:00 - 9t2S A.M.) 

Donald 0 . Kfater ^ 
Albany, New York 

^^0 
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LEADERSHIP' I^ PRIVATE LIBERAL ARTS 
COLLEGES 

(9:30 - 9:55 A.M.) 

Glori* J. Dyer 
Fairleigb Oicklnsoo Ualvertlty 

STUDE^JT CHOICES: WHY ARE ELECTIVE 
COURSES ELECTED? 

(lOrOO - 10:25 A.M.) 

Robert F. Croae 
Aaher>t Colle(e 

TRACK IV - PROFESSIONAL DEVELOPMENT 
SEMINAR 

MICROCOMPUTERS IN INSTITUTIONAL .RESEARCH 
(9:00 - 10:20 A.M., Keariarte Rooa) 

# 
Koiuld L. Orcutt 
EOUCOH 

10:30 - NOON 

TRACK I - PAPER PRESENTATIONS 
(Windaor Rooa) 

Moderator: Ed Delaoey 
Kean* CoUete 

TRACK 11 - PANEL DlSCtSSlON - ^ 
(Charles Room) 

THF. TRAINING AND USE OF PEER 
CONSULTANTS IN DEPARTMENTAL SELF-
EVALUATIONS • 

(10.30 - Noon) " - r ^ , ^ ' " 

Harjorie K. Raab, Tea rernindrz, Annr Chrmlisi l , 
John Q. Ad«»», E l l i o t Kitay, and Terry K O'Dwyrr 
Nassau Conmunity College 

TRACK 111 - PANEL DISCUSSION 
(Berkshire Auditoriua) , 

PROFESSIONAL PERSPECTIVE ON INSTI
TUTIONAL RESEARCH 

(10:30 - Noon) 

Hugh M. Deiapsey 
Panel Coordinator 
Saint Vincent College ' 

TRACK IV - PROFESSIONAL DEVELOPMENT ' 
SEMljiAR 

(Kear^iarge Room) 

DEVELOp'lNG DATA INTEGRITY AN!) USER « , 
CONFIUENCE IN CENTRALIZED MANAGEMENT 
INFORMATION SYSTEMS j - ~ 

'^ John P. Mandryk - • ̂  
SUKY - New Pallz 

AN ACADEMIC MANAGEMENT DATA BASE; 
INSTRUCTIONAL UNIT • . 
PROFILES XT SUNY-BUFFALO 

(10:30 - "10:55 A.M.) 

Nuhael Middaugh 
Sray - Utica 

Lawrence Xojaku ' 
sinnr - imffaio 

INSTITUTIONAL RESEARCH IN AN EXPERI
MENTAL SETTING: EXPERIENCES WITH I h E 
NEW YORK STATE REGENTS EXTERNAL 
DEGREE PROGRAM I 

(11:00 J H:25 A.M.) 

Elizabeth Taylor 
KT Icsenta Ix tar iu l ' Dtgre'c Prograa 

THE DESIGN AND IMPLEMENTATION OT. AN 
EVENING STUDENT SURVEY: METHODO
LOGICAL ISSUES AND PRACTICAL CONSID
ERATIONS 

(lt:30 - 11:55 A.M.) 

Linda Lyooa 
Jcraey City Stat* Colteg* 

s 
PLEASE REMEMBER TO COMPLETE AN 
EVALUATION FORM BEl'ORE LEAVING 
THE C'ONFERENCE 

42. 
7 
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NOT?S NOTES NOTES NOTES NOTES NOTES NOTES 

1981-82 NEAIR STEERING COMMITTEE 

PRESIDEXT: 
, Helea S. Wyant 

SUNY - Buffalo 
r 

SECRETARY AND PUBLICATIONS CHAIR: 

^ Dlan* M. Green • 
SUNY - P l a U s b u r t b 

TREASURER: 
Ric lurd C. Heck 
Colgate Univerilty 

MEMBERS-AT -lARCK: 

Peter T. Faraga 
Boatoa Uoiveraity 

Carl Feigenbaua 
Mooaouth College 

Robert Lay 
Boatoa College 

Wendell C. Loraog 
SUNY - Albany 

Naocy Neville 
Rocheater Institute 
of Technology 

J. Lloyd Suttl* 
rYa'le Univerdtr 

Paul Wing , 
New York State 
Education Departept 

PAST PRESIDElfr AND NOMINATING COMMITTEE CHAIR: 

Patrick Terenzini 
SUNY - Albany 

SITE SELECTION CHAIR: 

Harilynn.A. Draxl 
Unlveraity of Maryland 

WORKSHOPS' COmiTTEE: 

J. Lloyd'Suttle, Chair 
Tale Univeralty 

Paul WlBg' 
MT State^Education 
• OepartaiAt 

HONOCRAra CHAIR: 

Sidney Kicek 
Syractts* Univerilty 

COCrEREIKX LOCAL AR]IAMCE|teirrS CHAIR: 

John Kriua 
Uai*er«i ' ty 'of New Haapaklrc 

CONTUZaCE PROOIAM CHAIR: 

Robert Lay 
Boatoa Colleg'* 
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AHocIaliM for 
InstltutfaMwl 
NMMrai - -

The logo and cyabol of NEAIfl were coBCatvtd and 
executed by Sharon Heyencfc, M.S. in Co—unicatio^ 
Detiga, Roclieatar Inititute of Technology. I^'ayiibol-
isca -the affiliation of NEAIR with the *interaational 
Aaiociation for Inatitutional Reaearch, the networking I 
and cooperation wtitch the Aaaociation aofporta, and { 
the flow of inforaation in and out of an IK office. 
The northeaat" qukdraot ia highlighted, to'eafthaaiaa 
the cloae relationahipa aaeag IR prefeaeionala in th«t I 
area, and their forraal aaaociation. ] 


