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FOREWORD

The 1988 annual conference of the North East Association for
Institutional Research revolved around the topic "Strategic
Choice: Making Better Decisions Through Better Understanding
of Institutions and Their Envircnment". Harvey R. Stone, U.
of Delaware, gave the welcoming address on Sunday night and
Richard H. Hall, SUNY Albany, addressed the group on Monday.

This year was a first in the recognition of "The Best Paper
of the Conference'. Ellen Armstrong Kanarek, Rutgers
University, received this award for her paper entitled
"Gender Differences 1in Freshman Performance and Their
Relationship to Use of the SAT in Admissions", which can be
found on page 236 of these Proceedings. Congratulations to
Ellien!

Another first, the publication of IRIS Monograph, written by
Linda Suskie of Millersville University, entitled "Survey
Research - What Works for the Institutional Researcher".

Program Chair, Mike Middaugh, U. Delaware, planned the 1988
conference program and convened the jury which selected the
Best Paper of the Conference. Larry Metzger, Secretary,
compiled and mailed our newsletters and kept our membership
database up-to-date.

Lee Delucia led a tremendous team of Local Arrangements
volunteers. Special events included an architectural
walking tour of Providence, RI topped off by an evening at
the Turk’s Head Club. Entertainment included an expert Yo
Yo demonstration. All attendees received NEAIR Yo Yo’s and
some even received private lessons after the show.

Ron Doernbach, Dickinson College, worked throughout the year
as liaison to AIR and in further defining the role of
President-Elect. Treasurer Peter Farago, Bentley College,
was willing to continue in his financial role until a
replacement could be elected.

Jennifer Presley, Publications Chair, continued to serve the
organization in that role by assuring a timely issuance of
the 1988 Proceedings. In fact, the 1988 Proceedings contain
the largest proportion of papers presented at the meeting
(35 of 40).

Many thanks to the members of the Steering Committee,
conference attendees, and contributors to the Proceedings.

Paige V. Ireland
President, NEAIR 1987-~88
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11:15 - 12:30 PM President's Brunch
12:00 Noon - 5:00 PM Registration
12:30 - 3:30 PM PRE-CONFERENCE WORKSKNPS

Nevcomers to Institutional Research

Michael F., Middaugh, Director of Institutional Research and Planning,
University of Delaware.

This workshop is designed to give new practitioners in institutional
research a hands-on approach to getting started in the field. Using a
carefully designed manual of instructional materials, workshop participants
will walk through a series of exercises designed to address such issues as:
How to ensure data integrity; developing factbooks and reports that are read
and used by college presidents; defining critical issues for instructional
research at your college or university; identifying sources of data;
conducting survey research; using personal computers and commercial software
in institutional research and strategic planning; developing forecasting
models. The workshop will also address the political pitfalls in
institutional research, and will discuss how the new practitioner can
effectively link his/her office with the strategic planning/decision making
center at their institution.

Test Development Workshop

Linda A. Suskie, Assistant to the President for Planning, Millersville
University of Pennsy'vania.

Topics discussed include clarifying your testing needs, the pros and cons of
published and "homemade" tests, the merits of essay and multiple choice
formats, identifying potential tests, interpreting test scores, and what
"validity'" and "reliability" mean. Actual tests that might be used in
assessment programs are evaluated by participants,

Statistics Refresher for the Real World

Dr. Marian N, Steinberg, Director, System Research and Planning,
Connecticut State Technical Colleges,

This workshop will review basic descriptive and correlational statistics
commonly used in developing institutional research studies. Matching the
proper statistic to the research design and interpret ing and analyzing the

S}



Sunday Afternoon
3:30 - 5:00 PM CONTRIBUTED SESSIONS

PRESENTATION A%% Fact Books: A Few New Twists

TRACK I:

Thomas E. Gusler, Clarion University; John Jacobsen. PA State System of
Higher Ed; and Linda Swab, Clarion University, PA

This session will center on two types of fact books. The first type is
similar to the traditional paper-based fact book but with a few unique
twists. The second type is a fact book that uses SAS as the basic software
and is shared by fourteen institutions via PROFS technology.

ENRULLMENT MANAGEMENT - MARKETING

Moderator: Dawn G. Terkla, Tufts University

ALK

X255

A Comparative Analysis of Community College Administrators' and Adult Evening
Credit Course Students' Attitudes Toward College Programs, Services and
Environment in a Theoretically Formulated Marketing Context

Peter J. Murray, SUNY Central Administrat._on, Albany NY

A Framework for marketing is described. Principle elements of marketing are
used in this study to analyze and evaluate the degree of congruence between
the perceptions of those in administrative role positions to those of adult
evening students with respect to each attitudes of adult evening students
toward programs, services and environment in community colleges.

The Use of Census Data to Identify New Student Markets

Dr. Donald I., Coan and Dr. Richard Nigro, Neumann College, PA

This paper explores the application of geo-demographic methods using census
data to identify new student markets. This analytical approach can be useful
in identifying geographic areas for marketing intervention, clarifying
questions related to matching 1institutional mission to new external
environments, and preparing needs surveys of prospective student populations.
A Model Program to Assess a College's Impact by Census Tract

Arnold J. Gelfman and J. Robert Banacki, Brookdale Community College, NJ
In this era of declining enrollments, 1t is even more important that colleges
adapt new techniques to identify the changing marketplace, This program will

show how Brookdale Community College used census tract matching to determine
its 1mpact throughout its county.

10



3:30 - 5,00 PM
Sunday Afternoon, continued CONTRIBUTED SESSIONS

TRACK IV: POLICY -~ STRATEGIC CHOICES

Moderator: Susan Shaman, University of Pennsylvania

A%

The Role of Institutioral Research in Maintaining Academic Standards During
a2 Period of Declining Enrollments

Robert M. Karp, North Country Community College, Saranac Lake,NY

This paper summarizes the efforts of an institutional research office to
focus attention on academic standards during a period of declining
enrollments. A summary on the extraction and presentation of longitudinal
data will be discussed, as well as the effects that the exercise had on
institutional mission, philosophy, standards, and delivery services.

%% Strategic Decision Making in the Context of Shared Governance

4%

Ak

Dr. Mathan Weiss and Dr, Henry Ross, Kean College of New Jersey

The twin issues of institutional integrity and accountabilaty, as they relate
to the process of governance, are the focus of this paper. How can decision-
making best be shared while retaining a clear vision of institutional
mission? This paper uses both literature and practice in addressing these
questions,

Use of Demographic and Financial Projections im the Development of a
Strategic Long-Range Plan

Richard Hoffman, Michael McGuire, and Jane Anderson, Franklin and Marshall
College, PA

Faced with a projected steep decline in the number of traditional applicants
in the next decade, Franklin & Marshall College made a strategic decision to
reduce the size of its student body while maintaining or increzsing both the
selectivity of the admissions criteria and the financial resources needed to
enhance program quality, This paper outlines the planning information used
to support this decision, and its effect to date.

Information for Planning: Campus Perspectives and Practices
Frank A, Schmidtlein and Toby H. Milton, Jniversity of Marvland

This paper examines campus practices and perspectives related to collecting,
analvzing, and disseminating data for institutional planning. These findings
were obtained through a nationwide study conducted by the National Center for
Postsecondary Governance and Finance. The study revealed differences between
assumptions about data use 1in planning and realities at campuses,



Sunday Evening

5:00 - 6:30 PM Social Hour

6:30 - 8:30 PM Dinner and Welcoming Address
Speaker: Harvey R, Stone,
Special Assistant to the President for
Economic Development, University of
Delaware

8:30 PM - 7 Cocktails and Conversation

***###*é*********k#*#**********k**#***#**********************#*###****#**k****

Monday, October 24
*****k*###*****#*é*##**##************#******##**#***##*ﬁ#***##********##******

7:00 - 9:00 AM COMPLEMENTARY COFFEE AND DANISH
8:00 - 9:00 AM SPECIAL INTEREST GROUPS:
SUNY AIRPO
Convener: Jeffrey Dutton, SUNY at Buffalo
TUFTS /EDUCOM
Convener: John A. Dunn, Jr. VP Planning, Tufts University
8:00 - 12:00 REGISTRATION CONTINUED o B
9:00 - 12:00 GENERAL SESSION

Dr. Richard H. Hall, Professor of Socioiogy, State University of New York at
Albany

»
e
b3

""Making Better Decisions through a Better Understanding of the
Organization and its Enviroment."

12:00 -~ 1:30 PM LUNCH, 1including Annual Business Meeting

12



Monday Afternocon
1:30 - 3:00 PM CONTRIBUTED SESSIONS

PANEL:

AkX

Assessment at Albany - The Impact of College Experiences on Students and
Alumni

J. Frederick Volkwein, Wendell ¢. Lorarg, and Laurie Webster-Saft, Marious
H. Agrotes, SUNY-Albany

This presentation illustrates the ways Albany is using its Assessment Data
Bases. The results of several outcomes studies will be presented as
examples: attrition/retention/achievement analyses for several student sub-
populations; freshman to senior year cl.ange in student values, attitudes, and
intellectual growth; and alumni satisfaction, success, and gift giving
patterns differentiated by major field of study,

TRACK I: ENROLLMENT MANAGEMENT -~ ADMISSIONS

Moderator: Linda Suskie, Millersville University

ARK

Student Characteristics and Admissions Rates at 70 Frivate, Four-Year
Institutions

Jennifer Mauldin, Tufts University, MA

This study explores the relationship between student and institutional
characteristics and retention rates at 70 private, residential four-year
institutions, Variables examined include student demographics, background
characteristics, and attitudes plus institutional factors of size, financial
aid policies, co-educational status and total resources, Data sources for
the study are Cooperative Institutional Research Program (CIRP) survey
responses and institutional profile data from the Tufts-EDUCOM Data Sharing
Project. The Project consists of approximately 105 colleges and universities
that share financial, enrollment and other types of management data,

Institutional Images: Factors Affecting the Student Enrollment Decision
Process

David J. Costello, Suffolk University, MA

The 1mage that ar institution sends to the academic marketplace may impact
the student enrollment decision process. A clear, well marketed image may
1ncrease a university's enrollment numbers. Conversely, a mixed or a muddled
image may lead to enrollment declines, This paper uses survey data to
measure the effect of "institutional images” on the student enrollment
decision process,
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1:30 - 3:00
Monday Afternoon, continued CONTRIBUTED SESSIONS

TRACK I:

Xt

ENROLLMENT MANAGEMENT - ADMISSIONS, CONT'D

Post Baccalaureate Plans: Factors that Influence Graduate School Selection
Dawn Geronimo Terkla, Tufts University, MA

This paper will examine three specific aspects of graduate school selection:
(1) the major factors in the applicants' selection of a graduate school; (2)
the influences of specific sources of information on the graduate school
selection process; and (3) the major attributes that differentiate between
matricuiants and non-matriculants,

TRACK TI: ADMINISTRATIVE - TUITION CONSIDERATIONS

£33
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Moderator: Elizabeth Taylor, Schenectady Countv Community College

When is it Going to Stop? A Speculation on Tuition Rates at One Private
University

John A. Dunn, Jr., Tufts University, MA

Reviewing thirty years of national and institutional data, the author lonks
for reasons for the sharp tuition rise from 1980 on, and wonders whether
self-imposed enrollment restrictions might not be largely responsible.

The Interactive Effect of Concern about Price on College Choice

Yuko Mulugetta and Susan H., Murphy, Cornell University, NY

The study investigated how the concern about education price interacts with
other variables in the student's enrollment decision-making process,
Multiple discriminant analysis revealed that academic ability was a
significant determinant regardless of the level of price concern, while a
cost-related factor (distance from home) had a significant impact only 1n the
group with high level of concern,

Trends in Student Aid: 1980 to 1988
Gwendolvn L. lLewis, The College Board

This report provides the most recent and complete statistics available on
student aid in the 1980s, compliementing the publication by Gillespie and
Carlson, Trends in Student Aid: 1963 to 1983 (New York: The College Board,
1983). Tt revises figures presented earlier for the 1980s and, for ihe
tirst time, gives estimates for academic year 1987-88, replacing three
previously published updates (Trends in Student Aid: 1°°0 to 1986 and Trends
in_Student Aid: 1980 to 1987).

o



1:30 - 3:00
Monday Afternoon, continued CONTRIBUTED SESSIONS

TRACK IV: POLICY -~ POTPOURRI
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Moderator: Larry Metzger, Ithaca College

Symbiosis: Community College — High School Partnership

Dr. Alan J. Sturtz, South Central Community College, CT

The purpose of this study is analysis of the effectiveness of the SCCC High
School Partnership Program with rerard to enrollment from service area high
schools, enrollment of seniors aad juniors from the different schools
(including sex/ethnic data), diversity of courses selected and grades
awarded, and enrollment/student flow trends among program participants.

Institutional Responses to State Mandate for Outcomes Assessment: Strategic
Choice Based on Ratiomality, Bureaucracy and Politics

Angela C., Suchanic, Trentnn State College, NJ

Institutional researchers are increasingly expected to respond to mandates

for outcomes assessment. This paper proposes that, 1n responding,
institvtions make strategic choices based on rational decision-making and
bureaucratic and political forces, By understanding these forces,

institutional researchers can fulfill their responsibilities more effectively
and potentially help shape the institution's response.

Providing Distributed Access to Student Data Through the Use of an Integrated
Data Base System

Dianne P, Bills and Joellen S. Shaffer, RIT/NTID, NY

The purpose of this presentation is to describe the use of INGRES, an
Integrated Data Base Product, to provide acaremic department members the
ability to access institutional registratior. information while having the
flexibility to use the system to store depar-ment specific information. Such
an on-line system permits the people who interact with a student to share
information in a real time environment. In addition, the system can be used

to 'flag' students who are having problems in the college environment and
perhaps to avert later attrition.



3:00 - 4:30
Monday Afternoon CONTRIBUTED SESSIONS
TRACK I: ENROLLMENT MANAGEMENT - ADHISSIO@S

Moderator: Dale Trusheim, University of Delaware

AExX
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Gender Differences in Freshman Performance and Their Relationship to Use of
the SAT in Admissions

Ellen Armstrong Kanarek, Rutgers University, NJ

Despite a 60-point deficit in total SAT, freshman women at a large public
university perform significantly better than men in both total CUM and GPA
in humanities and social science courses. Because GPA differences are
greatest for high SATs, underprediction for women is of most concern for
scholarship selection.

Admissions Standards and the Under-Prepared Student in an Urban Context: How
Institutional Research is Helping to Frame the Debate

Jennifer B, Presley and Peter Langer, University of Massachusetts at Boston

This presentation will describe how institutional research at UMass/Boston
1s informing the institutional debate with regard to the underprepared
student and admissions standards. Results will be presented from a study of
the relationship between admission characteristics, placement on basic skills
tests, and subsequent performance at UMass/Boston, as well as a description
of the policy context before and after the study,

*%%2 A Strategic Planning Model for Admissions

Anthony Lolli, University of Rochester, NY

This session will introduce a strategic planning model which helps identify
new admissions recruitment opportunities. For researchers not familiar with
admissions operations, the model also promotes an understanding of the
exlsting recruitment portfolio. The model meets these objectives by
uncovering opportunities resulting from the intersection of five disensions:
resources, market types, student segments, information recipients and
recruiltment chronology.

i.m.\
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3:00 - 4:30
Monday Afternoon, continued CONTRIBUTED SESSIONS

TRACK I1I: ADMINISTRATIVE - COST STUDIES

Rk
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Moderator: Wendell Lorang, SUNY at Albany

Faculty Salary Equity: Integrating Policy and Practice Through Decision
Support

Jeffrey E. Dutton, SUNY-Buffalo, and Kathleen K. Bissonnette, West Virginia
University

The social ideal of salary equity challenges higher education to institute
procedures to ensure equity rather than to defend against inequities., The
regression analyses and accompanying reports described in this paper wvere
designed specifically for decision support, 1.e., to monitor salary equity,
support for salary decisions, and integrate policy and practice.

Pusd-Raising Proceeds and Costs: Trends and Patterns, 1978-1987
John +. Dunn, Jr. and Audrey Adam, Tufts University, MA

The paper summarizes the findings of a set of recent studies on fund-raising
costs, staffing, an< proceeds for 15 universities and 30 colleges, It
describes trends in total and in alumni support, and gives new data on the
relative importance of large gifts, the cost per dollar raised, and the
patterns of staffing,

The Use of Microcumputer in Discipline Cost Analysis
Konsappa Rajasekhara, Dundalk Community College, MD

The Discipline Cost Analysis is one of the valuable tools of college
administrators for making decisions of both short and long~term significance.
The cost per course, cost per student credit hour, and the cost per full-
time equivalent student by ciscipline can be analyzed using LOTUS 1-2-3 with
a personal computer. The microcomputer approach provides flexibility in
preparing the cost data and serves as a tool for "what if" scenarios looking
at past trends and future discipline and cost projections. A step-by-step
approach of determining the unit cost is discussed.
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3:00 - 4:30
Monday Afternoon, continued CONTRIBUTED SESSIONS

TRACK II: ADMINI{STRATIVE -~ ALUMNI

Moderator: Richard Rugen, Kutztown University

ARX

AR

Alumni Research in Practice: Assessment of the College and Post—-Graduate
Experiences

Crane Willemse and Mary Ann Coughlin, Smith College, MA

This paper presents the research of Smith College's Alumnae Biography office,
which maintains and reports on several data bases of over 27,728 student and
alumnae respondents. Biographical and statistical information provides data
for the study of employment and graduate study patterns, and the assessment
of academic and social experiences of women's undergraduate education,

The Development and Application of an Individually Tailored Al ai Follow-
up System

William A. Welsh and Gerard G, Walter, National Technical Institute far the
Deaf

The process tiaough which an institutional research office constructs a
questionnaire tailored to individual alumni respondents is described. The
utility of the individuval alumni data for admissions recrulting, development
activity, program planning, and other institutional activities is described,

Using Perceptions of Educational Outcomes to Predict Alumni Involvement
Dr. Robert C., Froh and Dr. David B. White, Syracuse University, NY

This session will present the results of an alumni outcomes survey project
that enabled alumni programs, development and academic administrators to
determine alumni perceptions of the quality of academic and alumni programs,
and to relate these perceptions to indicators of alumni involvement such as
annual giving and participation in alumni reunions.
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3:00 ~ 4:30
Monday Afternoon, continued CONTRIBUTED SESSIONS

TRACK I1I: STUDENT RESEARCH - WRITING/COUNSELING

Moderator: Webster Trammell, Brookdale Community College

kA% The Impact of Special Counseling and Academic Services on Disadvantaged
Students

Marion Walker, Corning Community College, NY

Research on a grant project to provide special counseling and academic
services to disadvantaged students at Corning (voimunity College showed
Special Services Students performed significantly cetter than the control
group on GPA, retention, graduation, math and English. The rates were also
higher than the overall college group on retention and graduation.

*%% Assessment of Freshmem Writing Skills: FPaculty Concerns and the Principles
of Measurement

Zandra S. Goldberg Gratz, SUNY-Farmingdale

The efficiency and accuracy of several writing placement measures is
described. In particular, the essay, high in face validity and faculty
support, is compared to a multiple choice tool which sports superior
reliability and predictive validity. A two stage placement program
capitalized on the strengths of each device.

k% A Comparison of Two Methods for Placement in Developmental Writing Courses
Kathleen Keenan, Massasoit Community College, MA

A study conducted by Institutional Research, with faculty participation,

compares standardized tests with holistically scored essays as placement

instruments for introductory writing classes. In addition, the project

demonstrates the value of collaboration with faculty in research to achieve
- credibility for results and to inform academic policy change.

4:30 - 5:00 DEMONSTRATION
- A PC Factbook
Denise A. Krallman, State University of New York at Buffalo
The purpose of this PC demonstration is to share a method of automating a
- factbook for use by institutional researchers. Using a menu-driven LOTUS
_ spreadsheet, the factbook system has been develoyed to allow users to move

away from hard copy printouts, tables, and inforial verbal requests, to a
more systematic, work-command approach to the PC as ultimate data source.

-~ o,
-~

-
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7:00 - 9:00 AM COMPLEMENTARY COFFEE AND DANISH
8:00 - 9:00 Steering Committee Bre kfast
9:00 - 12:00 CONFERENCE WORKSHGPS

Newcomers to Institutional Research

Michael F. Middaugh, Director of Institutional Research and Planning,
University of Delaware.
(Repeated from Sunday Afternoon)

Test Development Workshop

Linda A. Suskie, Assistant to the President for Planning, Millersville
University of Pennsylvania,
(Repeated from Sunday Afternoon)

Ethical Issues Workshop

Robert F. Grose, Amherst College; William Lauroesch, University of
Massachusetts—-Amherst; Sandra J. Price, Smith College; Michael E, Schiltz,
Loyola University of Chicago; Jay A. Halfond, Northeastern University

The workshop sponsors seek to draw from the experience of conference
attendees insights into the nuances of difficult and sensitive ethical
problems in the practice of institutional research issues, Extensive
discussions will follow brief presentations. Several short case studies will
be available at the opening of the conference, and attendees are encouraged
to obtain and read them. Willingness to wparticipate is the sole
qualification for attendance.

9:00 -~ 10:15

Tuesday AM CONTRIBUTED SESSIONS

TRACK 1V: ORGANTZATIONAI. THEORY

e

Moderator: Jennifer Presley, University of Massachusetts,

Boston

Teaching Institutional Research to the Reluctant Institution
Mark Bagshaw, Clark Jniversity, NY

Assisting 1nstitutional leaders to learn to value and use institutional
research 1s as important to the successful researcher as technical and
interpretational competence. This paper looks at the organizational learning
process, sources of resistance 1n collepes and universities. and some
remediation strategies.

24
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9:00 -~ 10:15
Tuesday AM, continued CONTRIBUTED SESSIONS
ARk

Fxamination and Analysis of Planned Organizational Change in Higher Education
Using an Enhanced Normative Systems Model

Betty Millin ard John Terry, University of lowell, MA

Examination and analysis of the arplicat 1n of an enhanced normative systems
model of planned change in a higher education setting suggests a practical
participative model for planned change which is highly applicable for
institutions of higher education.

TRACK TI: ADMINISTRATIVE - FACULTY

Kt

xAX

Moderator: Ron Doernbach, Dickinson College

Demcgraphic Analysis of Connecticut's State Techmnical College System Faculty
angd Professional Staff: Potential Retirements and Estimated Costs

Dr. Marian N. Steinberg, Director, System Research and Planning, ¢T State
Technical Colleges.

This re:reavch was carried out to determine {he extent and potential cost of
retirements, Distribution by unit for age., vyears of service, sick and
vacation accruals are described., Potential retirements are projected based
upon the provisions of each of three retirement plans, including costs and
effect by unit and department.

Survey of Part-time Faculty Members. Overview of Results
D. A. Hemenway and Ruth S. Garies, Montgomery College, MD

Both administrator: and full-time faculty need to know more about the part-
time faculty recruited each semester. Too frequently they regard their needs
as conflicting and cooperation as impossible. This paper repoarts the success
of one community college in overcoming this barrier and presents the results
of its survey of part-time faculty.
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10:30 - 12:00
Tuesday AM, continued CONTRIBUTED SESSIONS

TRACK I: ENROLLMENT MANAGEMENT -~ RETENTION

A%k

XAk

Moderator: Felice Billups, Rhode Island School of Design

Implicit Factors in Rates and Proportion: A Look at Undergraduate Non-
Success

Joseph C. Lanni, Montgomery College, MD

University X's undergraduate applicants for graduation failed to graduate in
the designated semester in approximately one~third of the cases. It was
determined that a numbe' of implicit factors were combined in an aggregated
error formation. Recommendations for screening applications for graduation
and interpreting educational rates and proportions were submitted.

Factors Which Affect Retention of Adult Learmers During the First Year of
Graduate-Level Study

Christine A, Oatis, University of Lowell, MA

This study investigated perceptions and persistence patterns of adults who
enrolled in graduate courses for the first time at a wmid-size, public
university, Statistical analyses of questionnaire responses revealed
differences according to age cohort as well as race and full-time/part-time
status among those who persisted into the serond semester and those who did
not persist.

An Analysis of the Student Persistence and Attrition Process: An Urban
College Perspective

David J. Costello and Barbara Pfeiffer, Suffolk University, MA

As many colleges and universities face declining applicant pools they are
turning toward the issue of retention as the means to stabilize enrollment
numbers. This paper uses a log-linear approach to understanding the
persistence and attrition issue, The singular and combined effects of three
independent variables (race, program of study and academic achievement) are
measured as to their effect on student persistence.

5 9
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10:30 - 12:00
Tuesday AM, continued CONTRIBUTED SESSIONS

TRACK III: STUDENTS — GENERAL STUDENT ISSUES

XXk

Moderator: C(Crane Willemse, Smith College

The Role of Student Perception of Quality of Care and Privacy as Factors
Affecting Student Utilization of Infirmmary and Local Hospital Services

Scott Meyer, Plymouth State College, NH

This study was designed to examine which factors may underlie a student's
decision to use the college infirmary or local hospitals for health care
needs. It is postulated that the issues of quality of care and individual
privacy are central to utilization rates. This paper presents data 1in
support of that hypothesis.

A Comparison of Attitudes of White College Students toward Black College
Students in 1982 and 1987

Robert J. Bisantz and Richard J. McCowan, SUNY-Buffalo

The presentation compares the results of two surveys that examined attitudes
of white college students toward black students in 1982 and 1987. A brief
review of the literature and a description of the procedures followed in
developing the Bogardus social distance scale used in the study is included.

An Analysis of Factors Related to Student Learning Outcomes .

Jean Morlock, Tom Moran, Tom Gonyea and Diana Green, SUNY-Plattsburgh

Research suggests that variables related to faculty/student relationships,
student peer interactions, and the quality of s:tudent effort are likely to
have significant impact upon student learning, This study empirically
identifies factors related to these broad constructs. The study also
analyzes the relative importance of these factors in influencing student
learning.

v



GENERAL SESSION ADDRESS

MAKING BETTER ODECISIONS THROUGH A BETTER UNDERSTANDING OF THE
ORGANIZATION AND ITS ENVIROMENT

Richard H. Hall
State University of New York at Albany

In 1981, | wrote (Hall, 1981) that organizational theory does not
provide guidance for practitioners in higher education. Today, | am
here to contradict myself---1 belleve that some descriptive work and
some perspectives from organizational theory actually has a lot to say
to practitioners. You, of course, will be the ultimate judge of this.

I have arranged my remarks today to be like a symphony. The first
movement will deal with the basic issue of decision making. The second
will consider the dimensions of the enviroment. The third will deal
with  theoretical perspectives on the organizational-enviromental
interface. The final movement will bring these themes together. Do
not expect a large and triumphant finale; rather, the finale will be
one in which questions remain unanswered and themes unresolved.
Hopefully these questions and themes will develop a coda of enduring
interest.

DECISION MAKING

My understanding of IR Is that it is based firmly and squarely in what
is known as the rational mode! of decision making. This model relies
on the Input of good data, making a rational decision on the basis of
the information inputs, Implementing the policy or plan, and then
assessing the outcomes.

Contemporary organizational research and theory has cast some major
doubts on the utility of this model. In this section | am going to
borrow liberally from recent works of David Hickson (1985; 1586;: 1987).
Hickson's work on strategic decision making is both original and
insightful.

There are three dominant theories or ways of thinking about decision
making. The first traces its roots back to March and 3Simon (1958) and
their notion of "bounded rationality” and bas found expression in the
work of Lindblom (1959). This is the Incrementalism approach to
decision making. This approach emphasizes that decision makers have
limited information handling capabilities and that they have to pick
their way through Iinternal politcal processes. This approach
de-emphasizes the rational and emphasizes that decisions are made on a
"bit -by-bit" basis.
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The second dominant approach is the garbage can model. As Hickson
notes (1987: 184) "its evocative terminology conjures up the tangled
innards of a garbage can as an alternative to the vision of rational
orderliness (Cohen et al 1972; March and Olsen 1976). Inside the can,
there are quite a few oddities, or so they appear. Individuals fight
for the right to participate and then do not exercise it; information
that is available is ignored, more is requested, and then that too is
ignored; there is acrimonious contention over the adoption of policies,
but relative indifference to whether policies are implemented; and so
on. To account for what qgoes on, the model turns the conventional view
back to front. Instead of assuming that one thing causally leads to
another in the logical 'conventional order,' which is not the way
things seem to happen, it postulates "temporal order as being the more
opposite.,”

Solutions, problems and participants are all in the garbage can--it is
temporal simultaneity that accounts for decisions that are made.
Solutions come before problems. Participants wait for an opportunity
to apply their favorite solutions when a problem happens by. [ would
imagine that many of you know some vice presidents who seem to be the
embodiment of the garbage can model. Despite the cutesy terminology,
this approach is advanced sericusly by serious scholars.

In its stress on politics and chaos, the garbage can model is the exact
opposite of the mission of institutional research. At the same time,
there is a message, or at least a warning here that must be heeded.
Most interestingly, for our deliberations here, the Garbage Can model
was developed and refined in the course of studying higher educational
institutions in a series of studies at Stanford.

Hickson offers a third approach to decision making, which he labels
"dual rationality." The dual aspect is that that decision making
involves both problems and politics. It is critical to note that
Hickson does not suggest that decision making is by rational deduction,
with succesive limited comparisions, and with agreements reached by
mutual partisan adjustment, which is the excessively rational approach
suggested by some decision theorists. Rather, the dual rationality
approach recognizes that decisions vary in their complexity and
politicality.  Very complex and political (weighty and controversial)
issues are vortex issues. Less complex and least controversial issues
are called tractable matters, while least complex, but more political

issues are labeled as familiar matters.

Hickson then goes on that the problem aspects of these matters are
handled by oiganizational elites (decision makers) in ways which
attempt  to approximate classic problem-solving rationality; this
rationality is impacted, of course, by the sorts of issues raised by
the incrementalist and garbage can theorists. In a similar way, the
political aspect of decision making is handled by a implicit
"interest-accommodating rationality that weighs up what is at stake for
each for each interested party and what the range of acceptable
alternatives may be" (p. 186). Hickson's conclusions, by the way, are
based on a series of empirical studies of strategic decision making.



Figure 1

DUAL RATIONALITY DECISIONS

COMPLEX ‘

POLITICAL

Hickson's work Is a major contribution here. The incrementalists and
garbage can theoritsts have provided a tremendously important
corrective to overly rational declsion models. At the same time, their
success deflected attention from the fact that decision makers do pay
attention to their enviroments and even to organizational goals, The
dual rationality approach Is an approach which brings us back to where
I belleve decislon making research and theory should be--grounded in
the experliences of people who participate in decislon making on behalf
of their organizations.

A critical component of decisfon making is the environment In which
organlzations--colleges and universities--operate. | will now turn to
a consideration of the enviroment. This consideration will be largely
descriptive.
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THE ENVIROMENT
Figure 2 contains the context and analytical dimensions of the
environment that will be considered hern I have developed these
dimensions (Hall 1987) for general organizational analysis, but they
fit here in considering higher education.

FICURE 2

ENVIROMENTAL DIMENSIONS

ANALYTICAL CATSGORIES

MUNIFICENCE COMPLEXITY | DYNAMISM

CONOITIONS

LEGAL

CULTURAL

The technological dimension is «critical for all organizations.
Technology involves the ways in which raw materials are transformed.
For the sake of simplicity, we will consider students and knowledge as
the major raw materials. Technology takes many forms. We can see the
impact of the technological enviroment in terms of the spread of
mainframe and micro-computers. At the present time, the technological
innovation of "writing across the curriculum" appears to be sweeping
the country. This conference itself has a program full of
technological tools and tricks for people In institutional research.
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Publications like The Chronicle of Higher Education are the bearers of
potential technological change. There are technological leaders and
followers. Quite obviously, technological change is adopted through
the decision making process (as are decisions not to adopt some
change). Organizations of every kind contain their own radicals and
reactionaries in terms of approaching technological change.

Legal conditions involve the myriad of laws and regulations affecting
colleges and universities. These can range from the legal drinking age
{in New York, the change from 21 as the legal age for drinking played
havoc on many campuses) through reporting requirements for the federal
grants and contracts, of course. Formal and informal lobbying are the
accepted way of life,

Political conditions are more subtie. When | taught at the Unversity
of Minnesota there was a general belief that the university fared
better when Republicans were in office in the state. While there is no
empirical evidence here, the beliof reflects the importance of
political conditions for colleges and universities. Political shifts
to the left or right have had dramatic influences on campuses, as
during the Viet Nam era or now with a apparent shift to the right, with
fraternaties and sororities coming back strongly.

Economic conditions are obviously important for all organizations--a
point that is strangely neglected by most sociologists. There is no
point in belaboring the issue here.

Demographic conditions are squarely at the center of decision making in
higher education. The number of 16-year-olds is well known for
planning purposes, as is the distribution of people by race, gender,
and ethnicity. My own best guess is that the race and ethnic factor
will be the key demographic condition in the vyears to come.
Demographic conditions are linked to political considerations, of
course, so that these enviromental dimensions, while analytically
distinct, in fact interwine a great deal.

Ecological conditions are important, but frequently overlooked.
Changes in the physical ecology of colleges and universities are slow
and rare, but the combination of acid rain and the qgreenhouse effect
does raise frightening spectres for parts of the Northeast. The social
ecology is probably of more direct importance. This involves the
networks of organizations in which an urganization finds itself. Rural
colleges face different ecological patterns than do their urban
counterparts. Similarly, a system such as SUNY is Jdifferent from a
completely independent college or university.

Cultural conditions are the most subtle dimension, These are clearly
important if a college or university begins an overseas program (as in
our Ph.D. program in China), but there are also :omestic cultural
factors that are important. These can range from tastes in majors to
emphases on fraternities r3d sororities to Dbeliefs in bi-or
mono-lingualism,

)
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The analytical dimensions are somewhat more complicated. These are
drawn from the works of Aldrich (1979) and Dess and Beard (1984).
Munificence refers to the richness or leaness of the various content
dimensions. Thus, organizations can be faced with many technological
options or very few. Demographic conditions can contain a wealth of
potential students or a very limited pool, and so on.

Complexity refers to both enviromental homogeneity versus hetergeneity
and the extent to which environmental factors are concentrated or
dispersed. A research university with Ph.D. programs faces a widely
dispersed and very heterogeneous enviroment on almost all of the
content dimensions. A community college in a black urban area has an
enviroment that is more homogeneous and less dispersed.

Dynamism refers to the rate of change in the enviroment and the extent
to which changes in one aspect of the environment are linked with other
environmental factors--the ripple effect. The Iimportance of dynamism
can be seen in the Northeast in terms of the Impact of plant closings
(economic dimension) on the remaining environmental elements and the
colleges and universities in the area.

| have attempted to specify the critical elements of the environment of
colleges and universities. The importance of these elements is
undoubtedly self-evident. The question now becomes, how can these
environmental conditions be linked to the decision making process
within higher education. Some partial answers to this question can be
developed by a consideration of some organizational theories.

ORGANIZATIONAL THEORY

I will consider three theoretical approaches here--the population
ecology, resource dependence,and institutional theories. Each approach
has its advocates and critics. Each also has important applicability
and severe limitations. Overall, organizational theorists are becoming
more sophisticated and are attempting to use theories in simultaneous,
rather than oppositional pattern (Fligstein 1985; Singh et al 1986).
My purpose here is to indicate how these theoretical perspectives can
illuminate the decision making process.

The population ecology model is  essentially an  environmental
determinist approach to organizations. Aldrich and Pteffer (1976),

Hannan and Freeman (1977}, Aldrich (1979), McKelvey (1982), McKelvey
and Aldrich (1983), Bidwell and Kasarda (1985), and Hannan and Freeman
(1988) have presented the major arguments supporting this perpective
(See Young 1988 for a devastating criticism of the model). According
to Aldrich and Pfeffer (1976, p. 79) "enviromental factors select those
organizational characteristics that best fit the enviroment." The
causal ordering here is from the enviroment to the organization. This
is Darwinian natural selection.

A
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The logic of the population ecology model is that variations occur in
organizational forms. These variations can be planned or unplanned.
Once variations occur, the election process takes place, with
variations that fit the environment being selected for survival, and
those that do not fit selected for extinction. Once selected,
organizational forms are then retained by preservation, duplication,
and reproduction. In its extreme form, the population ecology mode!
essentially dismisses the importance of Aecision making and management.

Most population ecology theorists ciaim that the approach is most
applicable to populations or forms of organizations, rather than
individual organizations. Thus, the hospice, for example, is a new
form of organization that has emerged as medical technology in
developed countries has permitted people to stay alive even with
life-threatening symptoms. The abortion clinic as an organizational
form was made possible by an enviromental change in the form of a court
decision and could disappear by the same process. Of course, we all
know what the Land Grant act did for higher education as a form.

There is another aspect of the population ecology model which is
important for our consideration here. Research carried out in the
population ecology tradition has identified the liability of newness
and smallness." This refers to the fact that new and small
organizations are very vulnerable. Garner {1983) found this to be the
case among private colieges and universities in New York State--younger
ones had much stronger tendency to close or merge. While the
population ecology perspective may appear to be extreme, | will try to
demonstrate that it in fact has relevance for institutional research
and higher e< ucation decision making.

The resource dependence approach also treat the environment as crucial
for organizations, but in a quite different manner (Aldrich and Pfeffer
1976; Pfeffer and Salancik 1978). In this approach, organizationa!
decisions and actions are brought back into the equation. The argument
is that no organization can generate all of the resources that it
needs, nor can it perform every activity needed to make it
self-sustaining. Instead the organization must turn to its environment
for raw materials, personnel, finances, services, production
operations.and technologies. The role of management is managing the
enviroment. Strategic choice is a key element of ihe model--it is
squarely a decision making approach to organizations, with the focus on

externalities. According to Aldrich and Pfeffer (1976, p.87)
organizational actions are "conscious, planned responses to
environmental contingencies. Organizations attept to apsorb

interdependence and uncertainty either completely, as through
merger,--or partially, as through cooperation,--or movement of
personnel among organizations--,"

Decision makers have autonomy, according to this perspective. They can
decide how to structure their organization to fit the enviromental
niche in which they are operating. They can also attempt to manipuiate
the environment itself to make it more favorable for the organization.
The focus of the resource dependence model is on the environment and
the organizational response to it. This is a limitation, in my
opinion, but few would deny the importance of obtaining resources. We
will shortly consider the extent to which resource dependence is the
sole basis for organizational decision making.

. a N
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The institutional model has become the darling of the late 1980s. The
model Is associated with the works of Meyer and Rowan (1977), Meyer and
Scott (1983), DiMaggio and Powell (1983), DiMaggio (1988}, Scott
(1988), and Zucker (1988) and appears to be particularly well suited
for organizations like colleges and universities (Pfeffer 1982).

The institutional model contains two distinct strands of relevance for
us. The first strand says the organizations within the same field tend
to become isomorphic because they share a common belief system. This
common belief system emerges as organizations exchange key professional
personnel, as they mimic each other's practices,and as they react to
enviromental forces, such as government regulations. Again, this
conference 1Is a classic case of organizations in the same field
exchanging ideas.

The second strand of institutional theory deals with the fact that
organizational practices come to be given a value of their own over
time. Practices turn into belief systems. Thus, when a practice is
brought into an organization by one of its professional staff members,
the practice becomes part of the organizational value system.

A key component of institutional theory is that the organizations
involved have an indeterminant technology--cause and effect
relationships are not clear. This would clearly fit our colleges and
universities. My own observation is that the institutional approach is
strikingly powerful in our setting. The movement of Kkey
administrators, meetings such as this, the mind set of Iinstitutional
researchers, and the absence of clear standards of judgement lead our
organizations to be perfect specimens of institutional theory. At the
same time, | personally believe that there are some major shortcomings
of this approach and will touch upon them briefly in the next section.

CAN INSTITUTIONAL RESEARCH MAKE A DIFFERENCE IN ALL OF THIS?

My own answer to this question is a strong and positive YES. | will
try to develop the reasons for this answer, but let me first briefly
review where this discussion has gone. | first summarized the major

approaches to decision making. The incrementalist, garbage can, and
dual rationality approaches all are strong denials of a simplistic
rational approach to decision making in which in there are clear
alternatives which can be evaluated on some sort of cost-benefit
analysis. I next reviewed the multi-diniensional and constantly
changing environment of organizations which can be a bewildering mosaic
in which decisions have to be made. | then considered our dominant
organizational theories which either see no real r¢ for institutional
research at all, as in the population ecology mouel; would force
institutional research to look only at resource acquisition, as in the
resource dependence model; or constantly remind institutional research
that it can only mimic what is happening at other similar institutions.
If all of this were to be completely accurate, organizational theory
would have succeeded in taking over from economics the titie of the
dismal science.



| am going to try to develop the case that things are not as dismal as
they might at first appear. In order to do so, i am going to assume
that Hickson is right and that the dual rationality apprecach to
decision making is an appropriate model. This is not to deny, and
Hickson himself does not deny, that there are strong elements of both
incrementalism and garbage can causal ordering in the attempts to dual
rationality. Nonetheless, rationality is intended.

If we begin with the population ecology approach we can see that our
organizations face strong technological, economic, demographic and so
on kinds of envirommental pressures, There are several things we must
realize, however. First, all of our organizations (perhaps not really
all) have already survived the vulnerability of newness and smallness.
We have reached the stage where even some population ecologists admit
that their theory has fewer insights than it might have had in an
earlier time in the history of colleges and universities.

A second point we can glean from the population ecology approach is
that some programs at our colleges and universities do face highly
uncertain futures as they struggle for survival. Without getting into
a case study of Albany or other campuses where | have worked or
consulted, | can think of numerous programs which have disappeared
because of no or low enrollments {demographic dimension), elimination
of financial support, or strong faculty or student opposition

{political dimension). | can also think of programs that have failed
because they simply did not work well in the setting in which they were
inserted {technological dimension). The point for institutional

research here is that new programs are like new organizations—they are
highly vulnerable. They exist in a pressure-filled environment that
contain the dimensions that have been described.

Institutional research has an important role in regard to established
programs within colleges and universities.  Hambrick and D'Aveni (1988)
have recently analyzed the patterns associated with the "downward
spiral™ that corporations take on their paths to bankruptcy. Their
research found some tell-tale signs of serious problems up to ten years
prior to the final corporate failure. It appears to me that
institutional research might well monitor the organizitional health of
programs and try to determine when programs are facing problems before
they become serious.

The popuiation ecology approach can inform us about o1e other matter.
This is that the environment is real out there. The demographic
conditions that we all face are not in the minds of the beholders.
Organizations do face concrete environmental threats. Another role for
institutional research is to monitor and interpret this caviroment.

The resource dependence approach is informative if we add something to
ite. None of the discussion thus far has mentioned goals at all,
Hickson does not use the term in his approach to dual
rationality--indeed, | think he skirts the issue. My own perception is
that obtaining scarce and valued resources is a major ¢omponent of the
decision making process. SO TOO ARE THE PRESENCE O+ GOALS. In my
opinion, the resource dependence approach is only »ne side of the
decision making equation.

&
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Bringing goals into the picture does not make things simpler. It
rather makes life much more complicated. The goals that our colleges
and universities attempt to achieve are frankly multiple and
incompatible, as are the environmental pressures faced. At the same
time we do not acquire resources simply for the sake of acquiring them.
We do attempt to develop and disseminate knowledge, plus do a myriad of
other things. This means that institutional research must bhe mindful

of jus”’ at the organization is attempting to accomplish in its
com; environment. This also means that colleges and
unive and their institutional research wings, must be able to
live sngoing contradictions and cross pressures. By opening up
the . Jrce dependence model, we are thus able to see more of the

organizational whole we are attempting to understand,

The institutional model contains some crucial insights for us. We here
are the embodiment of institutional knowledge and skills. While the
institutional model contains a good number of insights, it contains
elements that have a potentials for organizationa!l problems. It also
misses a crucial consideration.

One of the major ideas developed by DiMaggio and Powell (1983) is that
organizations exist in "fields" of other similiar organizations, |
know that Albany regularly compares itself with a set what are
perceived to be peer campuses {(who shall go nameless). Probably most
of the colleges and universities represented here belong to such
fields, which a-e sometimes formalized through athletic conferences or
other forms of consortia. One potential problem is that an
organization can select the wrong set of other organizations for their
comparisions. | vividly remember one instance when | was serving as
Vice President. Another vice president (not an institutional
researcher, by the way) began comparing Albany with set of other
universities {(which shall also go nameless) which frankly did not and
could not achieve the quality that Albany was clearly seeking.
Continued comparisions with an inappropriate field have potential for
leading an organization down an inappropriate path.

The second potential field problem can occur when the field selected is
appropriate at one point in time, but with changes in the wider
environment, the field becomes inappropriate. My example here comes
from CIC schools (the Big-10 universities, plus Chicago). At one
point, and | do not remember whether | was at Indiana or Minnesota, the
Big-10 schools compared themselves with each other In terms of faculty
salaries. For faculty, this was fine until the rest of the country
began raising salaries, but the Big-10, with their self comparisions,
saw no need to make major increases. It was only after some major
faculty losses that the comparision began to include places like New
York, California, and Texas. The point here for institutional research
is that scanning the field for comparisions is necessary and healthy,
but that one must be extremely careful in composing the field for
comparisons,
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The institutional model misses the crucial issue of what ideas becoe
institutional in the first place. We all know that fads and fashions
sweep the higher educational landscape, but why does writing acoss the
curriculum hit in the late 1980s, but not earlier. We could go on with
examples of such developments, but the point here is simple. The
institutional model does not inform us in regard to the types of ideas
that will catch hold and which will not.

Finally, the institutional model also does not consider goals. As
such, it falls into the trap of the resource dependence approach.
Practices may be adopted because other similar organizations are doing
the same popular thing. At the same time, my conclusion is that
decision makers have more on their minds than simple copying. What is
copied may not be completely goal directed, but it is also not random.

What does all of this mean for Institutional Researchers? That is your
questions to answer--probably beyond my earshot. | do think that there
are a couple of major conclusions that can be reached. First, the
environments of our institutions have complex and interactive
influences on the institutions. But, you already know that as
conventional wisdom., Organizational theories provide, in my opinion,
some major advances on conventional wisdom, Population ecology tells
us that there is a strong sense of inevitability in regard to some
environmental pressures. Resource dependence theory reminds us that
the acquisition of scarce and valued resources are a crucial component
of decision making. Institutional theory alerts us to be extremely
careful in our choice of organizational comparisions and to be very
aware of the sources of our ideas.

The second conclusion involves decision making. By moving away from an
unrealistic overly rational model, we can see how our information and
interpretations fits into the political ebb and fiow of decision
making. The strength to some of the issues | have raised will be
enhanced by attention to some of the issues | have raised. I[If we want
to be "dually rational,’ as opposed to perpetrators aof incrementalism
or denizens of garbage cans, we can only do so by a realization of the
dual rationality to which we and our work is subjer e,

CODA

I hope that these remarks have beoen helpful. Devision making in
complex organizations is complex. | hope that you ca return to your
campuses with at least a few tunes from this in your » -ad,

Thank you
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FACT BOCKS: PAPER-BASED OR ELECTRONIC?

Thomas E. Gusler
Assistant Academic Vice President
Clarion University
Clarion, Pennsvylvania 16214

Discussions regarding various aspects of fact books have
occurred at many institutional research conferences during the
past two or three decades. Recently, however, the discussions
have included a growing emphasis on the electronic fact book -- a
fact book that is computer based and distributed electronically
between campus offices via some computerized networking system.
The electronic fact book seems to be getting billed as the more
progressive format for sharing information usually found in fact
books. Mention has often been made of the advantages the
electronic fact books have with the abilities they offer to the
user to offer current data that can be retrieved, restructured,
and reviewed as the user desires. Speed, flexibility, and the
general pizzazz that accompanies electronic media all seem to be
factors adding to the growing interest in the electronic fact
books.

At the same time, paper-based fant books are being increas-
ingly referred to or regarded as passe. But are they? This
paper will present some points regarding paper-based fact
bocks that an .nstitutional research officer should consider
before making a final decision whether to direct institutional
fact book efforts towards the electronic mode or towards the
paper-based design. The paper will then present a series of
questions an institutional researcher should ask during the
development of a new fact book or the enhancement of a current

fact book, regardless whether it is electronic or paper-based.
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Advantages of a Paper-Based Fact Bock -

There are several distinct advantages of a paper-based fact
book. For example: -

1. IMMEDIATE ACCESS: The printed fact book is right there on
or near the administrator's desk. There are no terminals to
activate, passwords to remember, or systems to bring up. The
book is quickly available at an arm's reach.

2. PORTABLE: The book can easily be taken to meetings to
serve as a reference source for responding to unanticipated
gquestions and information needs.

3. NO TERMINAL ACCESS LIMITATIONS: On many campuses not
everyone who needs the data usually contained in a fact book has
a computer terminal. Therefore, the access to a terminal defines
in a most limited way who has (and does not have) access to the
institutional data in a terminal based fact book.

4. PROFESSIONAL APPEARANCE: Paper-based fact book pages can
be quickly copied and presented in a finished, professional
format thaAt is acceptable for sharing with trustees and other
professional level audiences.

5. AUTHORITY OF THE PRINTED WORD: The printed word 1is
sometimes regarded as having much greater authority than numbers
from a computer printout or on a terminal. That differential
treatment is apparently decreasing, but it has not disappeared.

6. LIMITATIONS OF THE ELECTRONIC LﬁRE: Campus planners and
institutional research personnel need to recognize that there are
limitations of the electronic lure to many administrators on many

campuses. For both good and not-so-good reasons, many people
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still prefer paper-based information and still reject the use of
a computer terminal. The fact is, however, that these people
might be a important part of the constituency that should have
access to a fact book.

7. BUDGET LIMITATIONS: Some smaller institutions cannot
easily afford to purchase and maintain a computerized networking
system and associated computer hardware and software required to

adequately support data retrieval needs of multiple offices.

The Development of a Fact Book

There are several methods of developing a fact book. One of
those methods involves posing a series of questions listed below.
The intent of the questions is to help develop a fact book that
is innovative, attractive, and responsive to the needs of the
users.

QUESTION #1: WHAT DO YOU WANT YOUR FACT BOOK TO DO? WHAT ARE THE
PURPOSES OF THE PUBLICATION (AND WHY ARE YOU DOING ALL OF THIS
WORK, ANYWAY)?

A. Is it to inform, to tell a story about the institution or
some trends within the institution? Some books that have this
basic purpose are actually public relations publications. That
reference is not intended to be derogatory, but in this case the
fact book will include information that reaches beyond the data
needs of those employed within the institution. For this type of
a publication the information needs and interests of legislative
groups, pressure groups, alumni groups, etc. need to be consider-

ed. Less detail, more graphics, and greater general public
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appeal will be a part of this type of publication.

B. Is the book to serve as an on-campus statistical refer-
ence source? If so, for what data and for whom? This is
the most common purpose of fact books, and this purpose usually
leads to a greater level of detail being included in the text.

C. Is the purpose of the book only to meet immediate five
year and ten-year accreditation self studies data needs? This
then will be a very limited publication, both in scope of
information and in terms of its life expectancy. The book will
also have a very limited circulation. However, the five and ten
vear data source goal can be part of a fact book with a broader
goals, including some combination of the two mentioned above.

D. Is the purpose of the book to meet departmental self
studies data needs? This singular goal will result in a text
that is even more limited in scope, but still be very helpful to
departments. Agailn, however, this purpose can be part of a
broader set of goals for the publication.

QUESTION #2. WHO GETS WHAT DATA IN WHAT FORMAT AND WHEN DO THEY
GET IT?

A. WHO GETS...

The answer to this will be, in part, determincd by the
purpose and goals of the fact bocock. The public relations type of
book will get wide spread circulation, while the other goals will
mean less copies are needed.

B. ...WHAT DATA IN WHAT FORMAT...

One of the best ways to determine this is to list the types

of data requests the campus institutional research office gets
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nost often. Determine a cut off point somewhere on the list,
depending on the anticipated size of the book (and therefore, the
cost), and reviuw these potential table topics for data availabi- —
lity and expected accuracy, political sensitivity, general
interest, etc.
Space might not permit all the various breakic.ms of the
data an institution might initially want to include, but the
reader can always telephone for additional data if needed.
A fact book will be more useful to the reader if it is
divided into different topical sections such as: enrollment,

admissions, staff information, alumni, finances, space and

facilities, degree informaticn, etc. Also, consider a general
section for miscellaneous topic information that might be
important to the readers but which is not of sufficient length to
merit a separate section. A fact book could also contain an B
"executive summary section" that give a quick source of summary
facts most often requested by upper level administrators.

A distinct advantage of compiling a fact book is that the
process cffers a very handy management tool to resolve some long-

standing differences between conflicting data sources. If the

o

- data in a fact book are well researched and documented, they

eventually become the accepted information regardless of the

. existence of conflicting (and perhaps, self-serving) statistical
information.
: cC. .. .AND WHEN AND HOW DO THEY GET 1IT?

. Hopefully, updated information will be produced and

distributed 7 soon as the data are available. The use of loose
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leaf notebooks has worked very well at some institutions. ©One of
the disadvantages of fact books whose pages are bound by printers
and are not in loose leaf containers is that the information in
these bound books are obsolete as soon data updates become
available or when errors are discovered in the bound text.

Updating (or correcting) with a loose leaf book is quite
simple. An office can keep the various data tables on word
processing or spreadsheet software and simply update the informa-
tion as soon as new data are available for a specific table. The
updated tables (or several tables) can then be sent out in pre-
addressed envelopes to the people who have fact books. Instruc-
tions can be included with the new pages that direct the recipi-
ents to put the new data pages into the notebook and to discard
the old tables.

For this type of updating, it is helpful if each table has a
revision date to insure when pecple call regarding a question
about the data, the institutional research office can insure the
caller has the latest information in their hands.

QUESTION #4: WHAT WILL THE BOOK LOOK LIKE?

Use an eye catching color and cover design that will make
the book stand out on a shelf. Several advantages of the
looseleaf design were mentioned above, but another advantage is
that the looseleaf notebook will stand up on a bookshelf and be
easier to locate and retrieve.

As part of a plan for later expansion of a fact book to meet
the changing needs of the recipients, the design might include a

page numbering system that is consecutive only for each topic
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section. This will permit the addition of tables as needed
without requiring the renumbering and reprinting of the entire
book.
A SUGGESTION: JUST SAY NO

A fact book can grow to be too large, and therefore become
intimidating and awkward to its users, resulting in a diminished
v.. 1@ to its users. Sometimes institutional research officers
have to tactfully say no to requests or suggestions for the
inclusion of data that are used only by very few fact book
recipients.
ANOTHER SUGGESTION: DEFINE THAT TERM!

some fact books contain a terms definitions section.
Usually, it is helpful to use the definitions from a system of
which your institution is a member or from a nationally accepted
source of higher education definitions of terms. Again, the
definitions that would be included would depend on your experi-
ence with and feel for the level of sophistication of the
fact book recipients, plus your experience with what terms are

questioned the most.

In conclusion, a paper-based fact book can be a viable asset
to many groups and individuals at higher education institutions.
The institutional rc-search officer need only apply some basic
marketing skills, some imagination, and a lot of hard work to

offe. ~ valuable information source to a campus community.
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ELECTRONIC FACTBOOKS

John P. Jacobsen
Data and Information Manager
State System of Higher Education
Box 809, 301 Market Street
Harrisburg, PA 17108

Problem: Data Information for Federal, State and local Users

The Office of the Chancellor, State System of Higher Education, needed
immediate access to data by means of data transmission over telephone lines from
a host institution.

The method worked on during the past three years has been the development
of an electronic data information system called SIR (System Information
Retrieval). The System Director of Research and Planning, the computer systems
analsyt at the host institution, the institutional research directors and
computer center directors, including yours truly, were instrumental in building
the system.

Part of the Solution:

Beginning in the Fall of 1985, the System Director of Research and Planning
began meeting with the computer center directors regarding the development of a
plan to pass data information among the individual institutions and other users.

Immediate problems developed over what data would be collected, when, and
by whom. In most cases, these problems have been solved with much knashing of
teeth and many cries of anguish. "It can't be done or we don't ask for the
data."” Obviously, it has taken a good deal of time to iron out what is avail-
able and what can be tolerated when the data is absolutely not available.
Compromises have been worked out so that all individuals involved have felt they
provided some kind of input into the final product.

It was agreed that those i.smediately affected must have some say as to how
the information is gathered and reported to the Office of the Chancellor. This
would make the decisions less of a burden for all facets of the university
community. There is, of course, the problem that some institutional areas find
that changes can be extremely worrisome. This is all the more obvious when some
sacred cows are gored. The approved list of academic programs is one example.

Reporting Process to the Office of the Chancellor:

A student data collection plan has been produced and is updated on an
annual basis. This plan is constantly under revision and is used each year to
make data reporting easier for each individual institution. The IPED3 ‘ad, for
Pennsylvania, the OCR or as they are now called the PDE (Pennsylvania Department
of Education) forms are produced from the student data tape or Symphony
spreadsheets by use of diskette-templates.

’-“ ‘:\ ‘
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Each System university submits a tape to the host institution where files
are created by reading the tapes via the DITTO program, an IBM ut{lity. The
files are then edit checked by programs invoked under SAS/AF. The files which
pass the edit checks are then written to SAS data sets. Once the data sets are
created, summary reports are then produced for submission to federal and state
agencies using the federal grant tape formats.

Wiile submitting data, the System universities are also accessing the data
thru CMS via dialup modems to the host institution's computer. Each university
has a password that allows the institution to automatically link up thru CMS to
SSHENET (repository user id) and then is able to access SIR (the data base
information previously summarized) which operates under SAS/AF. The individual
university can also edit some of the data on the minidisks. This is undertaken
by the same dialup modems and using SAS/AF which invokes SAS/FSP. When the user
exits the edit program, another user can use the common write disk. This
prevents a large bottleneck if all 14 institutions wanted to edit at the same
time. This aspect of the program is still undergoing revisions and changes to
effect even more quicker data turn around.

Data Information Formats:
The following overhead transparencies will show what the system looks like
to the user and how data displays are summarized in order to respond to

inquiries by university presidents, legislators, and others: .

Main Menu of SIR--

Enrollment Information (example)--a combination of institutions, or
all State System universities. This information is in IPEDS format so that
an individual could use specific line numbers to view particular types of
information.

The information available today on the SIR program is current data only,
The SIR program will have historical data available in the near future. This
will be taken from current Symphony worksheets and added to an historical file
by means of Symphony macro ASCII file creation with subsequent transfer to the
host mainframe as a CMS file via SAS DS and then added to the SIR menu system.

Each individual menu file has its own access system, i.e., what the user
must do to get the information he or she wants. This method was used since it
1s unlikely that an administrator will sit in front of a computer screen and try
to figure out what is needed. As is mostly the case, there is instant data
access by the push of a button or pressing of a key. A continuing problem is
that in some cases it {s still easier for an individual to call and ask for
information rather than use the retrieval system. This will change with more
education and further demonstration of the system as it evolves.

One final note--the system {is still in {ts infancy stage and, hopefully,
will improve when it is more readily used by all System institutions. My thanks
to Kerry Moyer (System Director of Research and Planning), Robert Lahr (Computer
Systems Analyst), and the research and computer center directors for helping get
the SIR program off and running,
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Press END to ret 1y,

Please choose which information retrieval system
You want to access by typing its corresponding
number on the Command line at the top of this
screen and pressing the Enter key.

1 System Information Retrieval (SIR)

2 Resource Files

3 Planning fFiles

To exit, Press Function Key 3 (PF3).

Primary Retrieval Menu - SIR

Select oOption ===>

Press FORWARD for more.

** WELCOME TO STATE SYSTEM of HIGHER EDUCATION'S *»
SYSTEM INFORMATION RETRIEVAL (SIR)

*****t*ﬁ*******t**************t*******************************ﬁ*****tt********ﬁ
Please make selection by typing number appropriate to your interest

and then press the ENTER Key.

1 University Characteristics. 10
11
2 Enrollment Information - Totals . 12
3 " " - EF1 Reports. 13
4 " " - Age Classes.
5 " " - By CIP Codes 14
& Academic Program Listings - Search
7 " " " - Page Display
15
8 Facilities Inventory - Search 16
9 " " - Page Display
20 HELP - HELP =~ HELP 21 HELP in Searching

Human Resources

Financial Information
Libraries

Post Secondary Institutional
Addresses & codes (ATP,ETS)
Post Secondary Student
Activities

Post Secondary Completions:
By CIP Codes
By Race

files * Walting Development

----------- >>>>> Please press PF8 to view additional cholces <<<<Cemmmmman

6
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Primary Retrieval Menu - SIR

Select Option ===>
Congressional Addresses:
17 Pennsylvania House

i8 " Senate
19 U.S. Congress *

Enrollments by Congressional Districts:

22 Pennsylvania House
23 " Senate
24 U.S. Congress *

Alumni by Congressional Districts:
25 Pennsylvania House *

26 " Senate *
27 U.S8. Congress *

Press FORWARD for more.

e ———— >>>>> Please press PF7 to view previous cholces <<<cc-wmoccanou-- -

GENERAL.HELP

Command ===>

Press END to return.

Helpful Information for Accessing SSHE

computerized Information Data Bases.
AARAANRAARAAAANRARANAANARAAAETCAANRNARAARALAAARLARAAAAAAANARNAAANAAARNALRAANANANAAANARARRRAAARN RN

You control information retrieval via interaction with two types of
screens, namely Menu and Program. Menu screens contain numbered choices,
while Program screens contain underlined fields next to the choices.

You make selections from Menu screens by typing the number associated

witli that selection on the "Command"®

line and then press the ENTER key.

You make selections from Program screens by typing anything (generally
a "X") on the dashed line. when you have made all selections, press

Function Key 3 (PF3},

To EXIT : Press (PF3) from either Menu or Program screens.

PRESS PF3 TO RETURN TO THE MENU
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General stddent enrollment totals
Command ===>
Please select University or System and make one choice of
Enrollment summarization. When selections are made, pPress PF3.
Note: University enrollments may be combined by selecting several
universities.
Bloomsburg _ Kutztown
~ california _ Lock Haven
~ Cheyney — Mansfield
~ Clarion ~ Millersville
~ East Stroudsburg ~ shippensburg
Edinboro _ Slippery Rock
~ Indiana ~ wWest Chester
~ All SSHE Universities B
Enrollment Summarization: Please make only one choice.
--Participation Level-~
Program Level Full-time Part-time Total
Undergraduates _ _ _
Graduates _ _ _
Grand Total _ _ _
Browse SAS data set: WORK.C Screen
Command ===> Obs

Student Enrollment Information.
Total Students

~-Race--~

Men % Men

Bloomsburg University

Women %Women % Grand Total

e o T - e e G - - . v et e — - e - — — - -~ - - - an ow
- - - - —_ - - —-— e - A o - o W - ot mm A T — . - — - —
== ——— —— ——— S il oo S e el e uwdiiun- o g i e fhu s sl i S e g el e e T T T R E Y R R

NR Alien
Black

Am. Indian
Asian
Hispanic
white
TOTAL

-~-Race~---

NR Alien
Black

Am. Indian
Asian
Hispanic
white
GRAND TOTAL

32 1 0
80 3 1
2 0 0
11 0 0
20 1 0
2,344 94 34
2,489 100 36
Total % Grand Total
45 1
155 2
5 0
29 0
35 1
6,667 96
6,936 100

13 0 0

75 2 1

3 0 0

18 0 0

15 0 0
4,323 97 62
4,447 100 64

sxrxxviniversities Selected *+»x~»

- ——— —— . —— - G D A M 4 S m W me = =

BLOOMSBURG

A
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General student enrollment totals
Command ===z> ‘
Please select University or System and make one choice of
Enrollment summarization. when selections are made, press PF3.
Note: University enrollments may be combined by selecting several
universities. —
X Bloomsburg _ Kutztown
California _ Lock Haven
_ Cheyney _ Mansfield
~ Clarion _ Millersville
~ East Stroudsburg ~ Shippensburg
~ Edinboro ~ slippery Rock B
~ Indiana ~ West Chester
" All SSHE Universities _
Enrollment sSummarization: Please make only one choice.
~-Participation Level-- _—
Program Level Full-time Part-time Total
Undergraduates _ _
Graduates X - ~ _
Grand Total _ _ _
Browse SAS data set: WORK.C Screen 1
Command ===> o Obs i

Student Enrollment Information. Bloomsburg University
Full-time Graduates

--Race-- Men % Men % Grand Total Womenn %Women % Grand Total

T W SN S e AN YT A B AN am de S o S G MDD N MY GW N M e A Gy SN o WY A b e ear R W M oy M T S i W Ah ¢ e P - R W WAe v e AP o m —m o o  n e v - A o m — o -

A e SR AR T e e S em R s e % R S e e e oy M B M G Y S e - S Ayt v W At M Mt e et o o o S h o e A A - e E R e NIl Z=

NR Alien 5 16
Black

Am. Indian -
Asian -2
Hispanic
white 26 83 21 87 96 71
TOTAL 31 100 25 91 100 75

-~Race--- Total % Grand Total *xxxxniversities Selected »r*»

Co AN N MR AN e W n o A " ey Gm o T e R O GT R AN MR e A U e M e Tem v s R o W AN oo
W P S o W = e ot ot o n A o o e ey M m o o ot G s mv o - =

NR Alien 7 6
Black

Am. Indian —
Asian 2 2
Hispanic A QG

White 113 93 TJ -
GRAND TOTAL 122 100

T A D N A A S R e e G S s Ny S S e G A S G R mN M W o =

BLOOMSBURG
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Screen 1
Obs 1

Browse SAS data set: WORK.C
Command ===>
Student Enrollment Information. All State System Universities
Total Full-time and Part-time Undergraduates
-=-Race-- Men % Men % Grand Total Women %Women % Grand Total
NR Alien 522 1 1 272 1 N
Black 2,209 6 3 2,304 5 3
Am. Indian 49 0 0 45 0 0
Asian 234 1 0 261 1 0
Hispanic 217 1 0 217 0 0
White 31,749 91 40 41,909 93 52
TOTAL 34,980 100 44 45,008 100 56
--Race--- Total % Grand Total *xxrxniversities Selected ****
NR Alien 794 1
Black 4,513 6
Am. Indian 94 0
Asian 495 1 _
Hispanic 434 1
White 73,658 92
GRAND TOTAL 79,988 100

Command

General student enrollment totals

===

Please select University or System and make one choice of
Enrollment summarization.

When selections are made,

press PF1.

Note: University enrollments may be combined by selecting several
universities.
_ Bloomsburg Kutztown
_ Ccalifornia " Lock Haven
_ Cheyney "~ Mansfield
_ Clarion  Millersville
~ East Stroudsburg ~ shippensburg
_ Edinboro - slippery Rock
‘ndiana - West Chester
- A1l SSHE Universities
ny o llrent Simmarization: Please n.1: ' .y one chicic..
~-Participaty n jovel -~
soooam pevel Full-time G Ui g Tota!
T Lo1e-1ate s X

-
ST
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Browse SAS data set: WORK.DATA4
Command ===>
Note: This application uses 2 screens.
Enrollment Summary of Students by Age.
Deg.Seek Non-Deg. Seek Graduate

W A R e o W o A Y O R AR e S e Y SR S S S v — o BA S am wr m S e G i W Ay ma W AN ew A A e e EE S e e v S wer
S e Em e mw e o e A o wm e e W e S S G e v W R e mr aw A am L e o A mm . e T - —— A E Em RN RSN

Men
% Men Total
% Grand Total

women
% Women Total
% Grand Total

G S A S Tm G T VP G S e G G e S Y Y g o g S o A v G AR m o e T =y =

Men and Women
Degree Seeking Undergraduate
Non-Degree Seeking Undergraduate
Graduate Students

GRAND TOTAL 115

Press PF11 to view Age and University Selections.

Browse SAS data set: WORK.DATA3

Command

===>

*Ages Selected and Line & *»*x*niversities Selectedrwasrxx

BLOOMSBURG

PF3 to Return

Screen
Obs

- — o —— — -
=== — e

- o Y o A amay en oan -

% Grand Total

O AR SE am e Sh o SR SR M W ST S A R sy ST WR MY v G AT e R ey e A Al e T M i g M v - e o o— A G e e amp S ow A gy - o~
=g —g == - Y T B e R R R e T T e e e r

Screen
Obs

25 - 29 05

*Ages Selected and Line #§

=
Press PF10 to view calculations, PF3 to Retd%nlto Menu.

1

1
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Facilities inventory.
Command ===>
ol INSTITUTIONAL FACILITIES INVENTORY i
Please select institution you are interested in by
placing an X next to its name and then pressing
function key three (PF3).
X _ Bloomsburg __ Kutztown
__ California ___ Lock Haven
___ Cheyney ___ Mansfield
__ Clarion __Millersville
___ East stroudsburg ___ Shippensburg
__ Edinboro __ Slippery Rock
___Indiana ___ West Chester
Browse SAS data set: WORK.DD Screen
Command =z==> Obs

University: BLOOMSBURG
Building name: ANDRUSS LIBRARY

Facility type: Instructional

Years of
construction: 1966

Square Footage: 62,400

Please press Function Key 8 (PF8) to display next
P;? to display previous record, type a record nun.e: t
display a particular record, or PF3 to return to M. i

Sy

1
1
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Browse SAS data set: WORK.DD gﬁreen
s
Command ===>
University: BLOOMSBURG
Building name: BEN FRANKLIN
Facility type: Instructional
Years of
construction: 1930
Square Footage: 29,373
Please press Function Key 8 (PF8) to display next record,
PF7 to display previous record, type a record number to
display a particular record, or PF3 to return to Main Menu.
Facilities inventory - Page Display
Commang ===>

FANARXRN A AN INSTITUTIONAL FACILITIES INVENTORY ERERK AR N A XA

Please select institution you are interested in by
placing an X next to its name and then pressing
function key three (PFr3).

X Bloomsburg _ Edinboro _ Millersville

_ California _ Indiana _ Shippensburg

_ Cheyney __ Kutztown _ Slippery Rock
_ Clarion _ Lock Haven _ West Chester

- EBast Stroudsburg _ Mansfield _ All

When the dataset is displayed, you may view additional
informaticn which describes the facility by pressing PF1l1.
Continue to press PF11 until you hear a beep, which indicates
that you have reached the right hand margin. To scroll

to the left, press PF10. To scroll through the dataset to its
end press PF8 repeatedly. To scroll back to the top, press PF7.
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A CCMPARATIVE ANALYSIS OF COMMUNITY COLLEGE ADMINISTRATORS'
AND ADULT EVENING CREDIT COURSE STUDENTS' ATTITUDES
TOWARD COLLEGE PROGRAMS, SERVICES AND ENVIRONMFNT,

IN A THEORETICALLY FORMULATED MARKETING CONTEXT

Peter J. Murray, Associate
Central Administration Office of Institutional Research
State University of New York Central Administration

INTRODUCTION

The purpose of this study was to analyze and evaluate the degree of
congruence bSetween the perceptions of administrators to those of adult
evening students, in a theoretically formulated marketing context.
Specifically, the study compared the differences in perceptions of those in
administrative role positions to those of adult evening credit course
students with respect to the attitudes of adult evening credit course
students toward programs, services, and aspects of the environment in
community colleges affiliated with the State University of New York. Some
of the questions addressed in this study were: (1) What do adult evening
credit course students perceive as the major reasons why they enrolled in
the community college? (2) What do administrators perceive as the major
reasons why adult evening credit course students enrolled in the community
college? (3) To what degree are adult evening credit course students
satisfied with programs and services offered, and aspects of a community
college environment? (4) What degree of satisfaction do community college
administrators feel adult evening credit course students have with programs
and services offered, and aspects of a community college environment?

BACKGROUND OF THE STUDY

Administrators in community colleges should acknowledge the fact that

the numbers of adult students are continually increasing. Adult studen*s
; g
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twentv-two years of age or older presently comprise over fifty percent of
the total enrollment of the community colleges affiliated with the State
University of New York (Central Administration Office of Institutional
Research 1988). In addition, in 1987, part-time credit course student
enroliments in community colleges affiliated with th: State !'nivercity of
New York exceeded full-time enrollments by approximately nine percent (p.
105), Over seventy percent of the part-time studenis in these insuitutinns
are twenty-two vears of age or older (Central Administration Office ot
Institutional Research, 1988). Such figures reveal the magnitude of adu':
part-time students presently enrolled in'community colleges, Thiel (1984
stutes that 'the influx of the adult learner raises the questiorf as to
whether or not institutions are aware of the needs of the adult population
seeking higher education opportunities and whether or not the programs and
services as presently designed and delivered are appropriate to the
clientele” (p. 4).

Evidence suggests that perceptions about an institution influence an
individual's decision to enroll in a particular college. The decision to
attend a particular college is affected by a decision to spend this time in
a pleasant and rewarding environment and to seek programs and services that
will lead to career and social success (Crabowski 1981). Students seek out
programs, services and other aspects of a college environment that they
believe will provide them satisfaction (Appel 1986). Thus, the focus of
any institutional activity should be on an underlying orientation toward
students, and on the benefits and satisfactions delivered by programs,
services, and aspects of a college environment (f 12). Anv type of
institutional activitv, such as admissions, counseling, advising,
developing academic programs, or maintaining the quality of student life

will have an effect on the persistence of students (Tinto 1987). "An

P_‘ >
5 b
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institution's capacity to retain students is directly related to {ts
ability to reach out and make contact with students and integrate them into
the social and intellectual fabric of institutional life” (p.180). It is
important, therefore, for a community college to assess the attitudes of
adult students toward programs, services and aspects of the college
environment,

Marketing 1s a process that uncovers specific needs, satisfies those
needs through the development of goods and services, informs people of
their availability, and offers them at appropriate prices, and places
(Krachenberg 1972). Litten (1980) emphasizes that successful marketing has
the capability of serving students, institutions, and society through the
implementation of educational programs that reach and satisfy studeonts
while at tﬁe same time achieve institutional and social objectives. An
effective marketing approach will research and understand the needs of the
customer, design a valued offering to meet those needs, communicate the
offering effectively, and present it at the right time and place (Kotler
and Fox 1985).

THEORETICAL FRAMEWORK FOR MARKETIRG

This framework helps identify the key elements of the marketing
concept. This concept must be accepted both as an overall organizational
philosophy for the community college, as well as a functional tool to be
used by the college (Appel 1986). The following framework (figure 1) has
been adopted from Appel's (1986) framework of the marketing function in a
higher education institution (p. 17). It highlights and explains the
important elements of a marketing program for community colleges in the
process of marketing to adult students,

The first step in any higher education institution's marketing effort

should be deciding on its mission, goals and objectives, and environmental

Loy
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THEORETICAL FRAMEWORK FOR MARKETING

WU PUR W N>
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Figure 1

restrictions (Draves 1983). A community college must define {ts mission,
philosophy, and goals before arriving at a marketing position, The mission
and goal statements must be clear and communicated to everyone in the
institution,.

The second step in the marketing effort is to know the needs, wantg,
and interests of adult students., Beder (1986) asserts that market research
{s crucial to knowing the leatner - his or her needs, intevests, and
desires that are likely to be incurred through participation, He also
ment fons that through market research institutional personnel can
understand the things that compete for the learners’ participation (p. 6).

Appel (1986) states that before a community college can develop appropriate

programs and services, {t needs to assess how the programs and services are

D8

51



52

perceived by adult students,

Market research in the form of consumer analysis must be undertaken by
a community college (Beder 1986), There are several measures available for
conducting market research in the form of consumer analysis in community
colleges. A major method for collecting student data is through the use of
a survey questionnaire. Surveys are not only useful in helping decide on
the target market (adult evening credit course students), but also in
identifying adult students' needs, attitudes, opinions, and preferences
(Berkeley 1986),

The third step in the framework identifies the need for the
cooperation, communication, and support of administrators and the rest of
the college community in an effort to be involved in a successful marketing
program, The internal organization of a community college must know,
understand and be committed to the needs and wants of adult students
(Grabowski 1981). Effective marketing, in its broadest sense, is a
"wholistic" process that involves everyone in the institution (Grossman
1987). 1In doing so, a competitive position can be developed through
coordination and cooperation of internal decision making (Brooker and Noble
1985). By collecting and sharing adult students’ perceptions, and by
Structuring the organization to assure 'leadership and coordination of
obiectives and operations, administrators will know the target market, and
their role in the process of marketing to adult evening credit course
students (Muston 1985).

The fourth step in the marketing program and at the heart of the
marketing process are the marketing program elements of product, place, and
promotion (Vaccaro 1979). Appel (1986) explains that developing the right
"marketing mix" for a community college means developing the right programs

and services to meet adult students needs, wants, and preferences, Then,
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as he explains, the exchange is completed by getting the programs and
services to the right place, at a price affordable to adult students (in
time and money), while promoting the programs and services to help
facilitate the exchange.
METHOD

Nineteen community colleges affiliated with the State University of
New York who participated in the State University of New York Central
Administration-sponsored Spring 1988 administration of the American College
Testing service (ACT) Student Opinion Survey, participated in this study.
The respondents in this study were administrators and adult evening credit
course students at the participating commuricy colleges. Adult evening
credit course students were defined as students Z2 years old or older who
were enrolled in courses for credit in the evening.‘ Approximately 1600
adult evening credit course students responded to the Student Opinion
Survey in the participating community colleges. Approximately 700
questionnaires were collected from administrators at the nineteen community
colleges, and coded according to a taxonomy developed by the researcher.

The classification scheme was organized into the following taxonomy: Role

Position 1 - President; Role Position 2 - VP's, Deans, Directors, or

Managers of Student Affairs or Community Services/Relations; Role Position

3 - VP's, Deans, Directors, or Managers of Administrative Affairs or

—

Academic Affairs; Role Position 4 - Associates, Assistants, Coordinators,

or Counselors of Student Affeirs or Community Services/Relations; Role

Position 5 -~ Associates, Assistants, Coordinators, or Counselors of

Administrative Affairs or Arademic Affairs; and Role Position 6 -

Department Chairperson or Head of Department,
The responses from administrators were compared with those from adult

evenlng credit course students., The items in the questionnaire designed

6 ¢
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for administrators were parallel to the items in the ACT questionnaire
designed for students., The items pertaining to the reasons why adult
evening credit course students enrolled in the college were coded as: | -
"Major Reason"; 2 - "Minor Reason"; and 3 - "Not A Reason". The items
pertaining to a level of student satisfaction with programs, services and
aspects -f the college environment were coded as: | - "Very Satisfied"; 2 -
"Satisfied"; 3 - "Neutral"; 4 - "Dissatisfied"; and 5 - "Very
Dissatisfied".

RESULTS

The data in Table 1 serves to answer the two questions regarding
administrators and students perceptions as to the major reasons why adult
evening credit course students enrolled in the college, A chi-square test
of assoclation was calculated for each item and it was used to determine
whether there were significant differences in the pattern (or frequency) of
response between administrators and students. It is evident from the
chi-square test that the responses of the administrators and students were
significantly different on six items. However, it is noteworthy to
mention that there were only two items .good chance of personal succesg and
good vocational or academic reputation) in which the majority of students
responded differently than the majority of administrators,

TABLE |
COMPARISON OF ADMINISTRATOR AND STUDENT RESPONSES TO THE YAJOR REASONS WHY
ADULT EVENING CREDIT COURSE STUDENTS ENROLLED IN TA4F COLLEGE
Administrator Response Student Responses
Major Not A Major Major Not A Major Chi-
ITEMS Reason Reason Reason Reason Square
f 7 f % f P4 f % *p<.0l
1.Convenient Location 495 78.7 134 21.3 1071 71.7 422 28,3 .001 *
2.0ffered the Courses

Students Wanted 573 90.8 58 9.2 1056 72.4 403 27,6 ,000 *
3.Low Cost of

Attending 540 85.4 92 14.6 842 58.3 001 41.7 ,000 =
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TABLE 1 (continued)
Administrator Responses Student Responses
Major Not A Major Major Not A Major Chi-
ITFMS Reason Redson Reason Reason Square
f pA f 7 f v £ 7 *p<.nl
4.Could Work While
Attending 578 91.6 53 8.4 1078 74.2 375 25.8 000 *
5.Good Vocational or
Academic Reputation 375 59.6 254 40.4 470 33,7 923 66.3 .000 *
. Liked the Social
Atmosphere 20 3,2 611 96.8 65 4,7 1231 95.3 115
7.Liked the Size of -
the College 56 8.9 573 91.1 128 9.2 1269 090.8 851
8.Good Chance of
Personal Success 344 S4,9 283 45.1 398 28.6 995 71.4 000 *
9.Availability of -
Scholarship or
Financial Aid 75 12.0 550 88.0 154 11.1 1237 88.9 .45

Table 2 serves to answer the two

and students perceptions of the ievel

questions regarding administrators

of gatisfaction adult evening credit

course students have with programs, services, and aspects of the college
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environment. The table compares the mean scores of administrators to those

of students to each item.

An investigation of the mean scores for each

{tem reveals a relatively high level of student satisfaction as indicated

by both administrators and students.

There are only five items which

indiczte a difference of 0.4 or greater between the mean scores of

administrators to those of students. These items are: 1) Cafeteria/food

services; 2) College-sponsored social activities; 3) Cultural programs and

activities; 4) Study areas; and 5) Student community center/student union.

For each of these items, as with most of the other {tems, students

indicated a higher degree of student satisfaction than administrators.

Cenerally, the mean scotes adppear to indicate

between students' and administrators' respounses,
P

g2

a relatively small difference

-
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TABLE Z

ADMINISTRATOR AND STUDENT MEAN SCORES TO EACH ITEM

ITEMS

PROGRAMS AND SERVICES

1,

2,
3.

4.
5.

o~ O

9.

10.
11.
12,
13.

Academic advising/course planning
service
Personal counseling services
Vocational guidance/career planning
service
Financial aid services
Library/learning resources center
facilities and services
College-sponsored tutorial services
Cafeteria/food services
College-sponsored social activities
Cultural programs and activities
College orientation program
Credit by examination program
Parking facilities and services
Veterans services

ASPECTS OF A COLLEGE ENVIRONMENT

1.

3.

10.

11.

12,
13.

14,
15,

Quality of instruction
Varietv of courses offered at this
2-year college
Class size relative to the type
of course

. Flexibility to design students

program of study
Challenge offered by students
program of study
rreparation students are receiving
for their chosen occupation
General admissions/entry procedures
Accuracy of college information
students receive before enrolling
Availability of financial aid
information prior to enrolling
Assistance provided by the college
staff when students entered this
college
College catalogue/admissions
publications
Student voice in college policies
Personal security/safety at this
college
Classroom facilities
Study areas

Admin.
Mean
Scores
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TARLE ? (continued)

Admin, Student
ITEMS Mean Mean
Scores Scores
16. Student community center/student
union 2.9 2.5
17. College bookstore 2.5 2.3
18, Gemeral condition and appearance
of the buildings and grounds 2.2 2.0
19. General registration procedures 2.4 2.2
20. Availability of courses students
want at times they can take them 2.5 2.4
21. Billing and fee payment procedures 2.3 2.2
22, Overall concern for adult evening
students as individuals 2.5 2.4
23. Attitude of the college nonteaching
staff towards students 2,2 2.3
24, Opportunities for personal
involvement in college activities 2.9 2.6
25. This college in general 1.8 1.9

A one-way analysis of variance (ANOVA) was utilized to test for the
significance of the difference between the mean scores of student role
position to each of the administrator role positions. Table 3 indicates
that with the exception of administrator role position 1 (presidents), the
mean scores are significantly different between administrator role
positions and students. Missing from this table, however, are the data
revealing the fact that the mean scores for the different administrator
role positions are not significantly different from each other.

TABLE 3
COMPARISON OF THE MEAN SCORES OF STUDENTS TO THOSE OF ADMINISTRATIVE
ROLE POSITIONS TO THE DEGREE OF SATISFACTION ADULT EVENING CREDIT
COURSE STUDENTS HAVE WITH THE PROGRAMS AND SERVICES OFFERED
AND WITH ASPECTS OF THE COLLEGE ENVIRONMENT

LOWER DIFFERENCE UPPER

ROLE COMPAKISON CONFIDENCE BETWEEN CONFIDENCE
LIMIT MEANS LIMIT
Students Admin, Role 1 ~0.3823 -0.039¢6 0.3032
Students Admin. Role 2 -0.3279 -0.1927 ~0.0575 *%%
Students Admin, Role 3 -0.3316 -0, 1866 ~0.0417 *x*xx
Students Admin. Role 4 -0.2963 -0.1594 ~0.0225 **x%
Students Admin. Role 5 -0.3919 ~0.2258 ~0.0597 **x%
Students Admin, Role 6 -0,3272 ~(.,2233 ~0.1194 *%%

%% Comparisons significant at the .(5 level of significance

514
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DISCUSSION

The results appear to indicate a relatively high degree of
effectiveness that community colleges have achieved in marketing to this
clientele. The relatively high levels of satisfaction indicated by
students suggest that the community colleges have focused on the mission to
serve the adult evening student, and have pursued adult evening credit
course students through appropriate programs, services, and aspects of a
college environment. In general, the mean scores of students and
administrators are relatively congruent, and appear to indicate that a
certain degree of marketing research has been undertaken in order to
understand and gain knowledge of this market.

It does not appear, however, that the information obtained from this
clientele has been widely disseminated and communicated throughout the
college communities. The data in Table 2 suggest that many administrators
in these coumunity colleges lack some information regarding the major
reasons why adult evening students enrolled in the college. The data in
Table 3 appear to indicate that presidents have a better knowledge of adult
evening credit course students' attitudes than other administrators. The
data reveal that while administrator role positions 2, 3, 4, 5, and 6
differ from students, they are not significantly different from each other.
This information further indicates that these administrators lack some
inforuation regarding the attitudes of adult evening students. The
Theoretical Framework for Marketing suggests that information concerning
adult students' attitudes toward all programs, services, and aspects of the
environment should be shared with each and every administrator. Therefore,
based on the results in this study, it 1s this aspect of the Theoretical
Framework for Marketing that community colleges should improve upon 1in the

quest to involve the "whole" community college in the marketing etfort.

65



59

REFERENCES

Appel, David A. Marketing., National Catholic Fducational Association,
Washington, D.C., 1986, Sépp. (ERIC Document Reproduction Service
No. ED 269 863)

Beder, Hal., Basic Concepts and Principles of Marketing. TIn New Directions
for Higher Education: Marketing Continuing Education, edited by Hal
Reder, Jossey-Bass, San Francisco, No. 31, Fall 1986, pp. 3-17.

Berkeley, George. Marketing Your Organization. In Handbook of Strategic
Planning For Nonprofit Organizations, edited by Siri N, Espy, Praeger
Publishers, New York, 1986.

Brooker, George and Noble, Michael. The Marketing of Higher Education.
College and University Journal, Spring 1985, 60, (3), pp. 191-~199.

Central Administration Office of Institutional Research, Age Group and Sex
of Students, Fall 1987. State University of New York, Report No.
8-88, 1988, pp. 105-106.

Draves, William A. The Marketing Manual for Noncredit Programs. The
Learning Resources Network (LERN), Manhattan, Kansas, 1983, pp. I-2.

Crawbowski, Stanley M, Marketing Higher Fducation. AAHE~ERIC/Righer
Education Research Report No. 5, 1981, 39pp,

Grossman, Robert J, Marketing: Key to Institutional Survival and Success.
College Board Review, Spring 1987, pp. 15-17, 32-33.

Kotler, Philip and Fox, Karen F.A. Strategic Marketing for Educational
Institutions. Prentice-Hall, Inc., Englewood Cliffs, New Jersey,
1985,

Krachenberg, A. R. bringing the Concept of Marketing to Higher Fducation.
Journal of Higher Education, 43, 1972, pp. 369-380.

Litten, Larry H. Marketing Higher Fducation: Benefits and Kisks for the
American Academic System. Journal of Higher Education,
(January/February) 1980, pp. 40-59,

Muston, Ray A, Role Ambiguity in Institutional Marketing and Enrollment
Yanagement. Research in Higher FEducation, Agathan Press Inc., 1985,
_g_g_: (4)) PD. 371-379.

Thiel, Kathleen K. The Gap Between Needs and Services for Adult Students
in Higher Education. 1984, 15pp. (ERIC Document Reproduction Service
No. FED 251 619)

Tinto, Vincent. Leaving College. The University of Chicago Press,
Chicago, 1987.

Vaccaro, John. Marketing on the College Campus: Underdeveloped or
Oversold. The College Board Review, Fall 1979, 20, (113).

&6




60

THE USE OF CENSUS DATA TO IDENTIFY NEW STUDENT MARKETS

Donald L. Coan
Director of Research and Planning
Neumann College

Richard A. Nigro

Associate Vice President for Academic Affairs
Neumann College

INTRODUCTION

A recent article in the Chroni~le of Higher Education

(August 18, 1988) confirms the obse .tion that is is possible to
say almost anything about college enrollment and be correct.
Quoting a recent study by the American Council on Education,

Campus Trends, the Chronicle reported that the forecasts of

enrollment crises have not only been incorrect, but that “enroll-
ments at the majority of American colleges and universities have
been on the rise since 1980.. . " (p. 1). This increase, the
article suggests, is explained by higher participation rates
among both traditional and older students. We soon learn, how-
ever, that the experiences of more than a few colleges and uni-
versities corroborate the predictions of decline which we have
heard for the last decade. "At least four in ten institutions
have had net decreases in enrolliment since 1988... Among 1inde-
pendent institutions, 47% reported decreases,” with 28% exper-
lencing "...losses of 18% or more” (p.15). This paper explores
one attempt by a small, private college to compensate for these
Kinds of losses by uncovering new markets using census data.
Neumann College is a four year Catholic, liberal arts col-
lege located in suburban Philadelphia. Competition for students

1s escalated by at least three factors: (1) within the Philadel-

o
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phia region there are approximately 85 institutions of higher
learning; (2) Neumann 1s a commuter >llege; and (3) the demogra-
Phic 1ndicators within the college’s recruiting area point to
either stability or decline. For example, the number of high
school graduates 1n the tri-state area has declined since 1988@
and 1s projected to continue. By 1998, the decennial decline
will be 27.2% in Pennsylvania, 15.2% 1n New Jersey, and 35.2% 1in
Delaware (WICHE, 1988). More specifically, Delaware County --
Neumann’s home county and the source of a majority of a1its
students -- shows similarly threatening school population
figures: between 1878-1980 there was a 40% decline in the 5-14
year cohort (Delaware County, 1983); from 1988-1998, public
school enrollment 1n Delaware County will have declined by 25%
(PA Economy League, 1882). Barring sudden and unexpected in-
migration, these trends are expected to continue up to the mid-
98s.

It was within this demographic context that Neumann's Presi-
dent decided in 1985 to explore establishing an off-campus site
1n South Philadelphia, to be known as Neumann College South
(NCS). South Philadelphia was chosen for two reasons: (1) 1t 1
a heavily populated section of Philadelphia (pop. 180,800) with-
out a college or university within 1ts boundaries; (2) the spon-
soring body of Neumann College, the Sisters of St. Francis,
owns St. Agnes hospital in South Philadelphia, a well-known,

accessible facility with an excellent but underutilized educatinn

building.
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To determine the feasibility of establishing such a site,
the Fresident coamissioned a major public accounting firm. The
feasibility study concluded that while there was "...sufficient
existing and potential market demand..."” (Pannell et a'., p. 11~
1) to support the proposed site, the projected level of enroll-
ment could not support the financial viability of the project.
Unfortunately, the study addressed demand 1n only the most gen-
eral terms, speaking encouragingly of “latent demand,” meaning
individuals who might at some time desire somg amount of higher
education. This concept of demand, we felt, might be helpful to
the water company, but for us, 1t offered little direction.
Furthermore, the study did not i1dentify where the greatest poten-
tial demand for higher education existed within this large urban
area.

Determined to test the South Philadelphia market possibili-
ties, the President went ahead with the experiment and Neumann
College began offering courses in South Philadelphia during the
summer of 1986. After three semesters of marginal success with
the operation, the college planning committee advised the Presi-
dent that 1n order to build a viable program 1n South Philadel-
phia. one with clear educational goals and enrollment objectives,
more precise® information about demand was needed. The President
then i1nstructed the Office of Research and Planning to do a
demographic analysis of South Philadelphia to refine our under-
standing of market demand and to ass st decision making about

where resources could be used most effectively to promote the

site.
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METHOD
This study employed geo-demographic analysis, a method used
to describe the characteristics of populations within specified
geographic boundaries (1.e., census tracts). Figure 1 is a

census tract map of the area we scanned, commonly known as South

Philadelphia:

Figure 1. Census Tract Map of South Philadelphia
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The area is comprised of 50 census tracts (Tracts 1-58).
Three "water" tracts (26, 43, 49), located aiong the Delaware
River and unpopulated, were not i1ncluded 1in our analysis.

Census tract statistics were derived primarily from twe !9ARA
U.S5. Census reports, one on populat_on and housing characteris-
tics and another on characteristics of 1ncome. Both reports were

obtained from the Delaware Valley Regional Planning Commission,

At
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Regional Information Services located in Philadelphia. Data on
relevant variables (e.g., numbers of persons, race, age, sex,
education, 1ncome, etc.) were extracted from these two reports
and entered i1nto a spreadsheet format using Lotus 1-2-3. Rows of
the spreadsheet contained the variables and columns represented
the census tracts. The resultant spreadsheet, a matrix of 124
rows and 58 columns, was used to generate tabular and graphical
summaries for the target area as a whole (all 47 tracts), for

selected groups of census tracts, and for individual tracis.

ANALYSIS

Our analysis of the census data was carried out in a series
of steps leading to the i1dentification of a small number of
tracts that were judged to have high market potential. The
analysis also helped to shape plans for further marketing studies
on the educational needs among selective population sub-groups
living within those tracts. The following discussion briefly
describes each of these steps.

Step 1 - Aggregate Profile

The first step in our analysis produced a demographic pro-
file of the entire target area (i.e. all 47 census tracts). The
aggregate picture was 1n stark contrast to the general demography
of the suburban area surrounding the main college campus. [t was
evident even at this initial stage in the analysis that th1§ new
environment would not necessarily support the college’s proposed
venture without significant modifications or additions to exist
1ng programs and services, Particularly revealing about this

population were 1ts relatively low levels of educational attain-



ment and family income.

completed high school;
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Nearly half of the population had not

only 18 percent completed 1-3 years of

college,

More recent estimates (1887)

derived from a marketing s

and 15 percent had attended college four or more years.

tudy

conducted for a major Philadelphia area newspaper put college

attendance at 12% for South Philadelphia (ABC,

respect to income level,

percent of non-families were living below poverty level.

1887) .

With

about 18 percent of families and 27

While

the aggregate profile provided a useful demographic description

of the target area,
focused marketing effort.

Step 2 - Cluster Profile

Step 2 sub-divided the target area into

Each cluster,

graphically adjacent tracts,

clusters o

was 1dentified by means of

line graphs like the one shown for median family income

1t was not a sufficient basis for planning a

f tracts.

consisting of a relatively homogeneous set of geo-

inspecting

in Figqure 2:

Figure 2. Median Family Incoms by Census Tract
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While Figure 2 shows significant variation in family 1ncome
across tracts, roughly four distinct clusters are apparent:
Tracts 1-12 (middle to high income); Tracts 13-22 (mostly low
income); Tracts 23-36 (low to middle income?}); and Tracts 37-58@
(middle income). Profiles similar to Figure 2 were also devel-
oped separately for educational attainment, age, race, and size
of population. When these profiles were compared, common geo-
demographic patterns began to emerge from which it was possible

to construct five socio-economic zones or clusters of tracts.

These SES zones are described in Table 1:

Table 1. Five SES Census Tract Clusters

Avg. % Avg. %X Pop.

Pop. Avg. Median Some White Age 5-24

Cluster Tracts (%) Fam. Income College Race (% Pop.)
I 1-12 43,552 $25,0809 64 84 8,708
(19) (28)

11 13-17 15,119 $13,000 32 42 3,961
(7)) (26)

IT1 18-22 15,178 $ 9,0e80 11 13 4,688
(7 (38

1v 23-38 73,281 $§12,0080 13 47 23,253
(32 (329

\ 37-58 83,252 $16,000 13 83 26,162
(36> (31)
Cluster 1 and Cluster 111 represent the extremes of family

income and education within South Philadelphia.

Cluster 1 ap-

pears to have a younger, highly affluent population, whereas

Cluster I1I contains large numbers of economically and education-

V3
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ally disadvantaged persons. Neither cluster seems to fit real -
1stically with our institution’s traditional student profile or
service capability. In short, these two clusters were deemed
less congruent with our ex1sting college mission or enrollment
policies. In contrast, Clusters IT, 1V, and V, with income and
education characteristics more similar to our market profile,
suggested places for potential student recruitment. In general,
Step 2 was useful in eliminating large geographic areas with low
marketability and in identifying areas with potentially high
marketability,

Step 3 - Identification of Primary Tracts

The overriding problem, we realized, was generic to stra-

tegic planh1ng: how to define the right "fit" between the insti-

tution and 1ts environment. Our reasoning was that tracts having
"good” fit would be more marketable theoretically --- that 1s,
Yield higher college enrollments -- than tracts with “bad” f1t.

To determine the degree of such fit or marketability of a given
tract with our institution, a rating system based on institu-
tional marketing guidelines was developed.

Each tract was rated using a five-point scale ranging from
Very GPod (S points) to Very Poor (1 point) on each of three
variables: Median family income, educational attainment (number
of years of colleée attendance), and age (numbers of persons of
college age). These variables were chosen because previous
research studies have shown that 1ncome and education are 1mpor-
tant factors 1n understanding college access and college choice.
In brief, higher ratings were assigned to tracts with “"average"”

income, mid-to-high levels of college education, and with rela-
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tively large numbers of persons of college age. Tracts which did
not meet these criteria received lower ralings. A total score
for each tract was then obtained by simply adding the ratings on
each of the variables. This score was used to construct a dis
tribution of ramnks. The highest ranked tracts, 37, 39, 4@, and

42, all of which fall i1nto Cluster V (see Table 1), were selected

for further study.

Step 4 - Micro-Analysis of Tracts

Step 4 1nvolved a combination of on-site observation and use

of census tract statistics obtained from the 1988 Cole

Publication for Philadelphia County to describe further the

economic, physical, cultural and demographic characteristics of

the streets and neighborho:ds within these four prime tracts.
With notepads i1n hand, we drove through at least two of the

four praimary tracts and made notes on the physical appearance of

the neighborhood, type cf housing, age and ethnicity of the

population, on income 1ndicators (e.g., types of cars), and other
special poinits of interest (e.g., churches, community centers,
businesses, etc.). These observations gave us a good “feel"” for

the tract environment as a whole, and for the diverse sub-
envirorments which exist within the tracts. Our synthesis of
observation notes and census tract data have now prepared us to
undertake more meaningful marketing studies of the ~cducational
needs and 1nterests of specific communities within South Phila-
delphia.

Step 5 - Preparation of Needs Analysis Survey

The Cole Directory mentioned above provides information by

census tract. Telephone numbers can be found for individuals whno

=2
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live within specific blocks of a given census tract. Using this

information, our plan 1s to conduct a limited telephone marketing
survey of households, followed by focus group i1nterviews designed
to ascertain community educational i1nterests and needs within the

targeted areas.

CONCLUSION

The objective of this geo-demographic analysis, then, 1s yet
to be realized fully: to provide empirical marketing i1information
which wi1ll help make the decision to open a site in South Phila-
delphia become the right one. While the modest i1ncreases in
enrollment at the site seem to auger well, it 1s toco soon to know
1f this research will lead to the kinds of decisions which will
produce success.

Even at this stage, however, we believe that the project has
vielded several benefits. FKFirst, the heterogeneous population in
South Philadelphia has caused us to examine our mission opera-
tionally and philosophically. Simply, programs and structures
which are efficacious at the predominantly white, middle class
suburban campus find a less comfortable home in the environment
we have described. As we look for new markets, to what exten!
can we, should we change?

The second benefit is related to the first. The populatinn
characteristics derived from the study led Neumann to offer GED
classes at the South Philadelphia site, something we had never
done at t! 2 main campus. There are about 5@ students enrolled -1
these classes during the current semester, and we believe many ~f

these students will continue with college-level classes.

FAt
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Third, the target tracts i1dentified 1n our analysis are the
basis for changing our public relations, recruiting, and adver-
tising strategies 1n South Philadelphia. Until now, blanket
approaches have been employed, using print and cable television
media. While we will not abandon newspapers, subway placards,
and commercials on CNN, we now have the ability to mount an
information-based targeted mail campaign.

Finally, this study demonstrates that even at a small,
liberal arts college, IR can contribute to understanding the
populations we now serve and those we seek to serve. Anecdotal
evidence about expensive yet 1nadequate market audits conducted
iy outsiders need not become part of the mythology of every
institution. Surely, we should not inflate our claim: resources
are limited and the research agenda 1s full. But as the kxgd of
need for marketing 1nformation we have been describing grows
within our 1nstitutions, 1t seems reasonable to conclude that IR

offices are the place to beqgin.
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A Model Program to Assess a College's
Impact by Census Tract
Arnold J. Gelfman
J. Robert Bana :ki

Brookdale Community College

Introduction

In order to properly identify the impact of a college or universi-
ty on the communities served by that institution, it is necessary to
totally understand the demographics of those communities. Most col-
leges maintain a system for identifying the demographics of its stu-
dent population. However, few, if any, colleges are aware of the
relationship between its demographics and those of the communities
they serve.

One of the most powerful ways to determine the demographics of a
College's community is through the use of census tracts. This is
especially true for community colleges where the community is usually
defined by the boundaries of the county. For example, Monmouth Coun-
ty is composed of 53 distinct boroughs, townships and cities. Howev-
er, the total number of census tracts is 124. For each of these
census tracts, the following demographic information is available:

Twelve profiles from STF 3 (1980 Census)

1. Total population, race, sex by age, race by sex by age, marital
status, and children ever born

2. Persons in household, household relationship, group qguarters,
and family type by presence of children

3. Language spoken, ancestry, nativity, place of residence in 1975,

veterans status, and disability

78
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4. Labor force status by race & sex & by presence of children,
occupation, industry, & class of worker

5. Place of work, journey to work, automobile availability, employ-
ment in 1979

6. School enrollment and years of school completed

7. Household, family, and per capita income in l979h

8. Poverty status of families and persons in 1979

9. Housing units, occupancy status, units in structure, and year
structure built

10. Bedrooms, bathrooms, kitchen facilities, heating equipment and
fuel, and telephone availability

11 Gross rent and monthly owner housing costs

12. Mean value of housing, heating equipment by year structure
built, and plumbing characteristics

This same information is also available for the county as a
whole. Therefore, it is possible to determine the relationship of
each of the demographic characteristics in each of the census tracts
to the mean of those characteristics in the county.

It is important to peint out at this point that most colleges
seem to rely more heavily on zip code data. Unfortunately, the infor-
mation listed above is not available for zip codes. In addition, zip
codes tend often to transcend city or town borders so that the demo-
graphic mix is much more heterogeneous than in census tracts.

Since a census is defined by distinct boundaries, it is possible

o] -
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to determine the streets and addresses contained within the tract.
Furthermore, since Brookdale's student data base contains the street
address for each student, it is then possible to determine the number
and percentage of students who attended this college from each of the
census tracts. Once able to accomplish this task, the College would
also have the capacity to compare other demographic data with that
available for the census tract. Therefore, the objectives for the
project were as follows:

1. To identify the exact street addresses for every census tract
in Monmouth County.

2. To develop a computer program that would match all students
who have attended Brookdale since 1980 with th. appropriate
census tracts.

3. To determine the impact of Brookdale in each census tract by
comparing the unduplicated headcount with the population of
the census tract.

4. To cumpare Brookdale's demographics with the demographics of
each census tract in the following areas: age, sex, and eth-
nic status.

5. To determine the means and standard deviations for each of
the following census tract characteristics by perc::i~age and
number: sex, white population, black population,
Asian/Pacific Islander population, Puerto Rican population,
Hispanic other than Puerto Rican population, American Indian

population, English proficiency, unemployment level, highest

MY
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education level, family income, and income below the poverty
level.

6. For census tracts that fall one standard deviation or more
above or below the mean for the county, to determine Brook-
dale's impact and to comp.re them with the data for the coun-
ty as a whole.

7. To publish a report that summarizes the data, highlights
areas of impact, and recommends plans of action.

Procedures

Since census tracts are defined by physical boundaries, such as
streets, it is possible to determine the census tracts for most Brook-
dale stidents through the use of their street addresses. However,
there are a number of streets that traverse more than one census
tract. Originally, it was expected that it would be necessary to
have one individual travel through the county delineating the street
address boundaries for each of these tracts. However, it was later
discovered that some commercial firms specialized in this matching
process. One of these firms, Urban Data Processing of Billerica
Massachusetts, appeared to have the most capabilities and was thus
granted a contract to provide census tract numbers for all Brookdale
students from January, 1980 through the July 1987. The principals
had been involved with the Census Bureau when it developed its
program in the early 1980's: however, this program was not sup-
ported. TUhen a member of the project staff contacted the Census

Bureau, he was informed that the programs still available were not

51
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guaranteed to provided accurate address matches. Conversely, Urban
Data Processing did guarantee a match of 80 percent or greater.

The complexity of address matching is obvious. As with most
colleges, Brookdale inputs 1 . data base information by hand. There-
fore, it is not uncommon to hav. the same streets or municipalities
spelled in numerous different ways. For example, *nhe town of Atlan-
tic Highlands could be spelled A. Highlands, Atl. Highlands, Atlntc
Hglnds and so forth. Therefore, to create an acceptable match, it
would be highly recommended that other institutions also contract
with firms that can perform this task accurately at a reasonable
cost.

The result was that Urban Data Processing was able to match 86.94
percent of the 70,113 records that were able to be processed. Origi-
nally, 73,178 records were submitted: however, 3065 were rejected due
to the fact that post office boxes or rural route delivery codes were
used. A total of 9150 processed records could not be matched to
census tracts.,

The total cost for this matching service was $4.50 per thousand
records processed up to 1,000,000 records. As the number of records
processed increases, the cost per thousand decreases. The minimum
charge is $750 which would allow for the processing of 167,000
records.

After the computer tape was received from the contractor, the
Brookdale Computer Services Center added the other demographic data

specified including age at time of entry, gender, and ethnic status.

82
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Age had to be computed by comparing the first day of the first term
of entry with the breasted as supplied by the student.

The STF 3 profiles for earh ce uas tract were obtained from the
Monmouth County Planning Board. A Lotus 1-2-3 spreadsheet was then
developed that included all the information by the proposal. By way
of formulas available in Lotus, it was then possible to compute
means, standard deviations, and the appropriate ranges for further
investigation. Student demographics by census tract were added to
the spreadsheet as soon as they were made available.

One major obstacle in this study resulted from the fact that the
STF  prcefi e data sometimes included the same census tract more than
once with different data each time. When the United States Census
Bureau was contacted, it was learned that in some cases rather than
create a new census tract, the same census tract number would be used
for an newly developeu adjacent area to an existing census tract.

For the purposes of this study, these census tracts were combined.

The iindings discussed beiow focus on thcse census tracts that
fall one or more standard deviation units above or below the means
for the variables studied. It should be obvious that due to the

magnitude of the elements studied, this repre-_ents only the beginning

of Brookdale's study.

Findings

Inpact Rates

Censu:c tracts are small ar as into which cities and their adja-

cent areas have ! zen divided for statistical reasons. Tract

53 !
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boundaries are established cooperatively by a local committee and the
United States Bureau of the Census. Tracts are designed to be rela-
; tively uniform with respect to population characteristics, economic
q status, and living conditions.
The average United States tract contains about 1,500 households.
The average tract in Brookdale's service county contained 1,420 house-
holds in 1980. The range of households per tract in Monmouth County
in 1980 was wide, from &2 to 4,100 households.
The mean number of residents in Brookdale's service county during
- 1980 was 4,193 per tract with a wide range of 242 to 11,965. Further-
more, the mean number of persons most likely to be utilizing a col-
lege in the years following a census (those aged fifteen years and
over at the time of the census) was 3,248 per Monmouth County tract.
The range of this population was from 126 to 8.840 persons per
tract. It is this population which is used as a base to calculate

Brookdale's 1980 - 87 impact rates when student's addresses are able

xl

to be matched to a census tract.

— Table I is a frequency distribution of these impact rates into

Monmouth County's 120 census tracts.

Upen inspection, it is clearly evident that ths Brookdale impact
rates into the tracts form neither a flat nor a steeply peaked nor an

— intensely skewed distribution indicating that the College is not
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serving all tracts equally nor is it serving only a —elatively few
tracts within Monmouth County intensively. While ku-tcsis of the
distrinution of impact re:ies is certainly not equal t - zero, the

distribution of rates apy 2ars to sufficiently resemblzs a Gaussian

distribution to indicate that normally distributed tract characteris-

tics affect Brookdale impact rates and that the use of standard devia-

tien units to isolate, study, and describe extreme tracts seems not
only warranted for purely descriptive analysis purposes but also
warranted as a more objective method than isolation by simple rank-
ing.

Population and Impact Rates

The mean impact or penetration rate into tracts is 14.8 percent
with a range of 0.0 to 31.4 percent. Tracts at or above 21.3 percent
in impact rate are one or more standard deviation units above the
mean. Tracts at or below 8.4 percent in impact rate are one or more
standard deviation units below the mean.

Twenty Monmouth County tracts fell more than one standard devia~
tion unit below the mean along a distribution of tracts by total 1980
population. The identical twenty tracts also fell more than one
standard deviation unit below the mean along a distrivution of tractis
by the total number of persons aged fifteen and over in 1980. Con-
versely, fifteen Monmcouth County tracts fell more than one standard
deviation unit above the mean. These same fifteen tracts also fell
more than one standard Jdeviation unit above the mean when the total
number of persons aged fifteen and over was distributed. WWith the

39
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exception of two tracts, tracts above one standard deviation unit
above the mean in total were the identical tracts identified as being
similarly situated along a distribution of tracts by the total number
of persons aged fiftean and over.

Tables II, III, and 1V present those Monmouth County tracts which
fell above plus one standard deviation unit from the mean in total
number of blacks, Puerto Ricans and other Hispanics,respectively.
Brookdale's impact rates into the aduilt population (aged fifteen or

more in 1980) are also presented in these tables.

A review of the series of Tables II-1V clearly shows the differen-
tial dispersion of the minority populetion throughout Monmouth coun-
ty. The black population is heavily concentrated geographically, the
Puerto Rican population somew "3t less, and the other Hispanic popula-
tion is widely dispersed throughout the county. Fully 66 percent of
the county's entire black population is ¢oncentrated in the fifteen
tracts shown. Blacks comprise from 21 percent to 94 percent of the
population in these tracts, Only 52 percent of the Puerto Rican
population'is concentrated in the 12 tracts shown and it comprises
only 5 percent to 14 percent of the population in these tracts. 1t
is difficult to find a significantly sized other Hispanic community
=~ only 48 percent of the county'’s other Hispanic entire population

resides in the twenty-three tracts shown and other Hispanics account

6
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for only 1 percent to 6 percent of the population in these tracts.

Minority outreach efforts, of course, are affected by this differen-

tial concentraticn/dispersion of minority groups in Monmouth County.
Inspection of the tracts having the largest black populations

indicates that the fifteen tracts are located in only five

municipalities. While large Puerto Rican populations are also found

in four of these same municipalities, only four of the twenty~-seven
tracts shown for blacks and Puerto Ricans are mutually shared by
large populations of both groups. Only five of the twerty-three

tracts shown for other Hispanics are heavily populated by a black

and/or Puerto Rican population.

Due to the necessary brevity of this paper, it was not possible

to include all the tables that were prepared. Needless to say, the

information gained has proved to be highly beneficial to the College

and will be used in our marketing and recruituent efforts. Further

information can be obtained by writing directly to: Arnold J.

Gelfman, Director of Planning & Special Projects, Brookdale Community

College, Newman Springs Rd., Lincroft, NJ 07738.



TABLE I

Frequency Distribution of BCC 1980-87 Impact Rates
into Sevice Area Census Tracts

R R RN N T N T R N R T T N N R N T N S I S e T s T T T e T S T e T S S S e N S I e e I
Impact Number of
Rate (%) Tracts
0 XXXXX 5
1l X 1
2 X 1l
3 0
4 0
5 XX 2
6 XX 2
7 X 1
8 0
S XXXXXX 6
10 XXXXXXX 7
11 XXXXXXXXXXX 11
12 XXXXXXXXX 9
13 XXXXKXXX 7
14 XXXXXXXX 8
15 XXXXXXX 7
16 XXXXX 5
17 XXXAXXXXX 8
18 KXXXXXXX 8
19 XAXXX 5
20 XXX 3
21 XXXX 4
22 XXXXXXXX 8
23 X 1
24 XXXX 4
25 0
26 XX 2
27 X 1
28 XX 2
29 X 1
30 0
31 X 1
Total 120
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TABLE II

Census Tracts Above +1 Standard Deviation Unit
in Total Black Population and Associated
Impact Rates into Adult Population
(All Ethnic/ Racial Designations)

Tract # Name 1980~Number of Impact
Blacks Rate (%)
76 Neptune Twp. 2889 9.1
34 Red Bank 2637 12.6
73 Asbury Park 2588 12.1
72 Asbury Park 2578 6.8
55 Long Branch 2105 14.0
56 Long Branch 1814 10.6
77 Neptune Twp. 1802 14.0
78 Neptune Twp. 1758 21.6
71 Asbury Park 1677 14.1
70 Asbury Park 1692 9.8
75 Neptune Twp. 1552 9.9
45 Tinton Falls 1335 23.6
108 Freehold Boro 1283 10.6
54 Lorg Branch 1175 16.6
79 Neptune Twp. 1145 31.4
TABLE III

Census Tracts Above +1 Standard Deviation Unit in
Total Puerto Rican Population and Associated
Brookdale Impact Rates into Adult Population

(All Ethnic/Racial Designations)

T T S it S o S i . T S O nt® et e i e e S SR et A e B S S e (A e Y M Y SV et S S S . T At Y e T AW M ST e | MU A T Sy T M S WD i A e e e,
R s I N s o R T O L S N S R RS S N S T L N L S S S N S N T I S S N N T S L T T S S TS =

Tract # Name 1980-Number of Impact
Puerto Ricans Rate (%)
70 Asbury Park 435 9.8
58 Long Branch 442 12.8
59 Long Branch 429 12.7
56 Long Branch 421 10.6
54 Long Branch 349 16.6
112 Howell/Candlewood 273 8.9
57 Lcing Branch 248 13.7
110 Freehold Boro 236 11.7
82 Bradley Beach 231 13.2
20 Keyport 229 10.0
75 Neptune Twp. 227 9.9
19 Keyport 184 12.4
59
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TABLE IV

Census Tracts Above +1 Standard Deviation Unit in
Total Other Hispanic Population and Associated
Brookdale Impact Rates into Adult Population

(All Ethnic/Racial Designations)

Tract # Name 1980-Number of Impact
Other Hispanics Rate (%)

97 Marlboro/Robertsville 162 26.7
36 Red Bank 161 14.9
72 Asbury Park 160 6.8
105 Freehold 151 17.4
7 Middletown 146 21.9
23 Hazlet 135 17.2
18 Union Beach 127 10.9
21 Hazlet 122 18.6
100 Manalapan/Gordon's C. 122 19.9
50 Eatontown 121 18.5
78 Neptune Twp. 119 21.6
24 Hazlet 118 21.3
33 Holmdel 114 29.3
34 Red Bank 114 12.6
17 Keansburg 113 9.0
117 Millstone 112 0.0
96 Robertsville 98 24.2
59 Long Branch 95 12.7
6 Middletown 95 13.8
55 Long Branch 93 11.7
49 Eatontown 91 21.9
112 Howell 91 11.8

96
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The Role of Institutiona! Research
In Maintaining Academic Standards Dus 1nng
A Period of Declining Erv ol lmenits

Robert M. Karp, Ph.D.
Assistant Dean Institutional Research

North Country Cummunity College

Introductions

There have veen NUMErous studies, articles, and
presentations during the 1980's concerning the 1mpact of
fluctuating demographic trends  upon college and university
enrollment patterns (Lope, 1985: Hearn and HMeydinger, 198%5).
The focus of this research Clearly 1ndicates thre has been a
decline 1n the traditional ctollege-age applicant pool (Taylor
and Taylor, 19877 . This has resulted 1n greater competition
for students, particulariy among and between various enrollment

driven public institutions of higher education (Cope, 1985).

Thies competition has fostered a movement toward institutional
self-studies and stlrategic planning. These oxercises have
encour aged the revitalization of curriculums, promoted the
development of new and relevant academic programs, and
1ncreased ne delivery of student services (Doucette et al,
1983 . Concurrently, an emphasis on eniol lment management has
evolved where quotas are <et and pursued for each academic

program. In order to meet these quotas, admission offices have
expanded their efforts with greate: utilization of marketing
techniques to  encourage applications from a diverse population
pool (ARlpert, 1983%) , Many of those etforts have proven

successful for enroliment purposes. Yet, they have raised a
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number of philosophical and ethical questions particularly for
open admission community colleges.

runoamentally, community colleges were developed to meet the
educational needs of a wide spectrum of constituency groups 1n
a well defined geographical region (Cross, 1981). Nonetheless,
their enrollments have been aftfected by the decline 1n the
traditional college-age cohort and the competition from other
post-secondary sectors (McCartan, 1983) . In an attempt to
Jjustafy their viability while 1acking the appropriate services,
some of these 1nstitutions have pursued a population which
either lacks the essential acedemic preparation, capabilities
and or emotional maturi1ty to pursue a post-secondary deg: ee.
Due to these limitations, this population will either have a
high attrition rate or will force the 1nstitution to lower 1ts
standaerds 1in order to retain them. Ultimately, this will have
a3 negative impact aon the institutions ability to att., .t
qualified students from its service region,

Pursuant to the aforementioned scenario, several i1ssues need
to be carefully addressed. First, what are the institutional
ethics of &en open door philosophy which solicits ungualified

students without appropriate services to insure they acquire

minimal academic ski1lls? Second, what <criteria are being
utilized to review the integrity of academic standards which
perpetuate the advancement of these students within the

institution”
While 1t 15 mot the function of the institutional rese~ .

office to establish or maintain admission policies or academnic



86

standards, 1t can have a substantial impact upon their
integrity by properly presenting relevant data to evaluate
cheir ocutcomes. Hence, the purpose of this paper 15 to
describe the straiegy emploved by an institutional research
office to examine the outcomes of the open deoor philosophy and
academic standards of a small, rural communit'y college during a
peri1od of declining enroliment.

Background

The community college 111 this study 135 located 1in a
geographicsally rural and remote (yet growing area) of upstate
New York. Approximately 76Y% of the students come from a 3500
square mile, two county service region,

The major Industries in the area, in additiaon to,’tourist
related functionsg are state and federal correctional
tacilities, the Olympic Regional Development Authority and
related state, county and local government Jo0bs.

The college has one main campus, three branch campuses, and
several extersion centers. There are approximately S0 full
time faculty with 100 to 150 adjuncts teaching between 425 and
500 courses during the respective Fall and Spring semesters.
In keeping with 1ts mission statement, the college has an open
door admission policy (with the exception of certain najors)

which nominally requires evidence of a High School diploma.

The college operating  budget 15 Jdeveloped from courty
contrabutions, tuitinn revenues, and state FTE's. Thus, 2/3 of
the budget are derived from enrollment driven sources. In

erder to maintain the integrity of the budget, tuition charge«

03
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have been increased to just below the state maximum level. By
restricting individual budget center allocations and
maintaining large reserves during the academic year, the
institution has built a satisfactory fund baiance.

Since the 1984-85 academic vyear, there has been a 16%
decrease i1n credit hour generated FTE's accompanied by a 17%
decrease in duplicate head counts. The latter is partially due
to lnower service area high school graduating classes (which are
expected to increasel, restricted course offerings (leading to
larger class si1zes and limited selection) and outdated majors
(which are being upgraded).

While an empirical study has yet to be conducted regarding
the college's academic reputation in the region, subjective
feedback indicates the institution 1s viewerd more as d4n
e<tensi1cn of secondary school than a college. This may account
for the relatively il«¢rge 88% of highly gqualified regional high
school students wnO esroll in the institution's early
admissions program but eventually matriculate elsewhere after
their high school graduation. Al though not conclusi.&,
internal data can be uti1li1zed to substantiate the low
perception by examining the -9, overall attrition rate of the
college's enteri1ng freshman class, of which 53% request
transcripts be sent to another post-secondary anstitution 1

the state.
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Procedures/Data Analysis

The impetus for this preliminary study resulted from a

longitudinal analysis of select academic mean characteristics

for entering first-time students (see Table

1). The data

indicated student mean SAT verbal and math scores consistently

ranged between 59 and 67 points lower in comparison with New

York State high school graduates during the same

period. Yet,

the mean high school GPA and percent in high school graduating

class rank 1ndicated the ente ing freshmen

average high school students. In essence, the

ni1gh school GPA was 1n the equivalent of the C

were basically

mean freshmen

ietter range

while the mean rank in class averaged in the middle quadrant.

TABLE 1
Select Mean Academic Characteristics of NCCC Firgt

Fall Semester

HS
Year SAT_V. SAT HS_GPA
1987 366 406 76
1986 366 404 76
1985 359 41¢, 74
1984 347 393 73

4

h

Time Students

Class

Rank __

36

33

54

32

Having analyzed the preceding data, questions began to

arise concerning the academic viability of those students 1n

their chosen program of study. Due to sorting limitations

regarding that cohorts GPA's at the end of

semester, cumulative GPA's for the entire

their first

matriculated

population were generated for analysis. Table 2 provides a

RSN
ot
7
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TABLE 2

Mean Cumulative GPA Total Students by Major
Fall Semester

1984 1985 1986 1987 1988

X X X X X

General Studies AA 2.31 c.47 e.&2 2.49
Humanities AA 2.66 2.69 2 ‘3 2.93
Social Science AA 2.87 2.94 3.27 2.98
Math/Science AS 2.37 c.61 2.81 2.76
Physical Education AS c.08 2.39 2.06 2.00
Cantaon ATC (1+1) AAS » * - *
Extended Radiologic Tech AAS * ) * *
Individual Studies AA # » # #*
Lib Arts Bus Adm RS 2.73 2.83 c.84 .49
Crafts Management ARS 2.56 * -- »
Wilderness Rec Leadership AS c.aB 2.43 2.47 2.32
Computer Science AS 2.82 2.79 3.20 3.08
Env Science/Forestry AS e.57 2.36 » 2.41
Criminal Justice AAS 2.32 2.43 2.30 2.92
Wanakena Forestry Program RS 2.10 c.39 * *
Radiologic Technology AAS 2.93 3.00 2.81 3.26
Secretarial Sci/Executive AARS 2.60 2.71 2.99 2.87
Bus Adm Career AAS 2.93 2.63 2.80 2.81
Bioclogical Technology AAS 3.00 .60 2.54 2.47
Secretarial Sci/Medical AAS 2.81 c.79 2.92 2,84
Retail Business Mgmt AARS 2.51 2.29 2.52 e.7¢
LPN Army Reserve CERT - - -- -
Ext Prac Nur (SL) CERY c.22 * * -
Ext Prac Nur (ML) CERT 2.40 * “= --
Prac Nurs (SL? CERTY .82 2.73 £.90 2.87
Prac Nurs (ML) CERT 3.21 2.87 2.88 2.52
Com Men Health Asst AAS 2.80 3.21 2.71 2.82
Secretarial Studies CERT 2.73 2.76 .7 e.36
Community Res Care CERT 2.85 .98 2.70 c.88
ADN/RN AARS 3.16 3.31 3.16 2.90
Com Men Health Asst/Geron AAS 2.84 c.40 2.71 c.88
Clerical Studies CERTY 2.34 e.17 2.56 3.13
Gerontology CERT * * * --
Ski Area Mgmt CERT e.39 2.33 * --
Pulp & Paper Tech CERT » * -- -
Rec Facilities Mgmt AS L 2.15

#Data generated ouring Spring semester. Majors with 5 or less students are
not jisted. Contact IR office for additional explanations.

o6
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bhreakdown of that data.

A cursory review of that Jata revealed mean GPA's for the
majority of majore to be close to the 3.0 level. Guestions
wa2re now generated about the actual grades students were
receiving. Figure 1 was prepared to provide an overview of
grade percentage distributions over a similar longitudinal time
frame. The grade distribution data indicated the percentage of
R's were consistently abo.2 the 33% level, B's 30% level, C's
14% level with D's and F's combined at the 13% level. In
essence, there existed a skewed curve with a di proportionately
excessive percentage of FA's and B's accompanied by a
disproportionately low percentage of C's, D's and F's.

Further longitudinal analysis of the matriculated student
population i1indicated a higher percentage of the student cohort
classified as academically disadvantaged (42% in 1984 to &66% 1r
19877 who had a lower percentage attrition rate (46%4 1n 1984
to 39% in 1987 tran the remaining population 23% 1n 1984 to
O3% 1n 1987). In aadition, the percentage of students on the
Dean's lists remained at a constant proportional level while
the percentage of students recelving academic deficiency
notices (29% in 1984 to 14 tn 1987) declined. The latter
statistic having & direct impact on the number of students
being placeo on academic warning, which also declined during
the same period {(14%4 1n 1984 to 9.3% 1n 1987).

Thus., an  oveirall analysis of academic gquant fiable measu e
{(which were defined as standards) revealed the (ollege was In 3

mass:ive state of grade 1nflatiogn. Essentially, saome form of

0
J
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subjective, structural or environmental interventions (or
combinations thereof) were beitng employed to encourage
academically marginal students to persist at higher achievement
levels than their secondary school performances would indicate.

Outcomes/Implications/Recommendations

Having presented the aforementicned data to an appropriate
institutional managerial group, there was genuine consensus
that an ethical 1nconsistency did indeed exist with regards to
academic grades. Initially, the discussion focused on raising
the entering student characteristics through a sustained
marketing strategy. That was dismiessed as unrealistic pursuant
to the institution's open door philosophy and distinct mission;
the socio-economic environment of the service areaj; and, the
subjective 1mage the institution apparently carried in the
community.

The discussion then evolved around potential strategies to

improve the institution’'s image. That related back to the
g1 ade inflation di:lemma. Two 1ationales were ottered for the
nigh grades. First, the majority of students were first

generation collgge and the institutior had a moeral mandate to
encourage them to persist; and second, it was felt highes
grades would «cut the overall attrition rate thus maintaining
the 1nstitution’'s head count and therefore, fiscal viacility
during a period of projected declining enrollments. in
essence, the college was facing a Catch-22 scenario.

The first action plan developed to confront the grade

inflation problem centered around i1nforming the faculty of the
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data. Because of the academic freedom 1ssu€ and a unionized
faculty, this was to be done professionally in a constructive
non—-threatening manner. Basically, full time faculty would be
askled to review and strengthen both the substance of their
academic curriculum and the standards used to establish their
grading policy. Concurrently, due to the large number of
ad juncts, a series of information ses<cions was suguested to
acquaint them with the situation and to advise them on college
grading policy and procedures.

The second action plan evolved a:ound the college
advisement and learning assistance uwrogram. It was suggested
4 eater emphasis be placed on 1nstitutional placemernt testce.
Their standards ohould be tightened and studgents properly
acv:58d to enroll in specific remed:al/developmental coursec.
I that regard, curviculum 3nd standards fur those courses
woulid be urniformly maintained wherewve offe ed. Comprehensive
Advisement centers wore establicshed which ncluded a learning
lab) wnere students could 9o for a-ditional tutour 1ng, caree;
ang personal counseling. Finally, a aster student program was
in1tiated where first-time studerts would be exposed to a
variety aof 1ssues, polizies and skills required to be
sut cessful college students.

As previously stated this was a4 preliminary 1nvestigatio.
1ni1tiated by thne analysie of mediocre first time student select
characteristics. Fend:ng 1nstitutional priorities, comnmmitment,
support, and resources, the following recommendatiuns for

further research are suggested 1in order to ascertain what

166
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affect the aforementioned plans have had on the institution's
academic standards:

1. A detailed longitudinal grade distribution analysis
shouid be generated between campuses by faculty status to
ascertain if significant differences exist. (In Progress)

2. An extended student tracking program by campus and
major should be designed and implemented to ascertain what
affect the master student program has on student GPA's and
retention.

3. A campus-wide pre and post test procedure for all
remedial/developmental courses should be implemented to
ascertain 1f students have acquired appropriate college-level
skills.

4. A select random sample of students by major (which do
not require state licenses) and campus should be administered
appropriate proficiency tests prior to graduation to ascertain
what relationship existls between their scores and GPA's.

5. N longitudinal attrition study should be conducted to
ascertain specific reasons students choose to leave the college
prior to graduation. (In progress)

&6, A community assessment survey should be developed,
funded and implemented to ascertain what impact the college has
on the service area and what image the service area has of the

colleqge.
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STRATEGIC DECISION MAKING IN

THE CONTEXT OF SHARED GOVERNANCE

Nathan Weiss

Henry Ross

Kean College of New Jersey

INTRODUCTION

The factors that will] impact most strongly on governance
processes of public institutions of higher education during
the years ahead are rooted both in general considerations
regarding the nature and direction of academio leadership and
in particular concerns deriving from the special character of
individual institutions. While these latter characteristics
may (and frequently do) include an institution's location and
proximity to heavily urbanized areas, a non-traditional and
pluralistic student body, and an uncertain level of public
funding, these particular factors are entwined in a broader
set of issues. These larger issues, which have received
considerable and widespread attention, have been identified
and summarized by the Carnegie Foundation’s report on
governance in higher education, Thae Control of the Campus, as
the need to strike an appropriate balance between what is
termed the "twin obligations of institutional integrity and
public accountability."1

It is clear that the fovernance issue is indeed
fundamental, for the health of the educational enterprise is
in the long run determined not only by the "formal

decisiion arrangements” by which institutions Carry on their

1449
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work, but also by the "informal procedures by which standards
are maintained.” In the words of the Carnegie Foundation
report, the "task of governance is to sustain and strengthen

2
the essential core,” that is to say, teaching and research.

ACCOUNTABILITY AND AUTONOMY

The concept of accountability, in the context of a
college or university, requires that those who make decisions
(or provide services) be answerable to those who support them
and those who are affected by them. Accountability requires
that decision makers or service providers explain and, where
appropriate, defend what they do.

The institutional integrity of a college or university
refers, on the other hand, to s venerable tradition of
collegiate autonomy and faculty self-governance extending
back to the medieval universities of Paris, Oxford, and
Bologna and embraces what the Carnegie Foundation has called
the "essential functions” that relate to teaching and
research: selection of faculty, the content of courses, the
process of instruction, the establishment of academic
standards, and the fsgessment of performsnce.

Early in this century, an attempt was made to resolve

the inherent tension between the principles of

1641
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accountability and autonomy. In 1915 the General Declaration
of Principles, adopted by the newly established American
Asgociation of University Professors (AAUP), endorsed the
principle of responsible faculty self-regulation. That
faculty autonomy was to be exercised responsibiy is evident
in the AAUP’s assertion that a "shelter"” would not be
provided "for inefficiency, for superficiality, or for
uncritical or intemperate partisanship.“3 If the faculty
fails to provide effective self-regulation where such abuses
do occur, the AAUP predicted: "it is certain the task wili
be performed by others."4 Hence, at the core of the argument
for participatory governance in the academy lies a
longstanding awareness of the requirement for adequate forms
of responsibility and accountability.

More recently, in 1966, the same principles were again
endorsed when the AAUP, the American Council on Education,
and the Association of Governing Boards of Universities and
Colleges issued its Statement on Government of Colleges and
Universities:

The faculty has primary responsibility for such

fundamental areas as curriculum, subject matter

and methods of instruction, research, faculty

status, and those aspects of student life which

relate to the educational process. On these

matters, the power of review or final decision

lodged in the governing board or delegated by it to
the president should be exercised adversely only
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in exceptional circumstances, and for reasons

communicated to the faculty. 5§

The integrity of the essential academic core thus
requires faculty participation and self-regulation, although
subject to review and accountability at broader levels of
institutional responsibility. However, as the 1966 Statement
goes on to state: "Agencies for faculty participation in the
government of the college or university should be established

at each level where faculty responsibility is present."” In

addition, "an agency should exist for the presentation of the
views of the whole facultz."s

The broadest level of faculty representation in
institutional governance has, historically, been embodied in
the faculty senate and evidence clearly suggests that the
senate as a vehicle for faculty representation continues to
tarive. However, since the time of the 1966 Statement,
unionization of faculties, particularly at public
institutions of higher education, has proceeded apace and, in
this decade, the facultieg on many hundreds of campuses are
represented by an elected bargaining agent. Among New Jersey
state colleges, for example, the principle of faculty

participation in institutional governance has, while still

subject to rigorous review and accountability, thus been
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provided with additional and at times alternative structures
and processes for implementation.

THE MORAL BASIS OF SHARED GOVERNANCE

In a recent work, Donald E. Walker identified the link
between the moral dimension of shared governance in the
academy and its practical results:

At the heart of the moral vision of the university
is the centrality of the individual. The belief
that operates as a conscious and unconscious dynamic
is that the individual celebrating his or her own
intelligence through industry informed by moral
vision will make the best contribution to the
university and to the world. People are regarded

as more important than procedures.

There are also implications for [decision making]
style in a stress on grass-roots problem solving.
Again, the more the individual affected by a
decision can be involved in that decision, the
better it will "stick." Decisions reached at the
lowest possible level acquire added validity
because there is a moral rightness about them.
The recognition of the moral quality of the
decision-making process in a university makes
undesstandable many phenomena of campus life

that are [not] otherwise comprehensible.... 7

Past history, both at the authors’ own institution (Kean
Ccllege of New Jersey) and on the campuses of many other
colleges and universities, provides substantial evidence that
when affected constituencies participate in governance

processes, they ure more likely to support the results of

those processes. As Roger Fisher and William Ury point out:
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"Even if the terms of an agreement seem favorable, the other
side may reject them simply out of a suspicion bern of their

exclusion from the drafting process. Agreement becomes
8

much easier if both parties feel ownership of the ideas."
Conversely, "if you want the other side to accept a

disagreeable conclusion, it is crucial that you involve them
9

in the process of reaching that conclusion."”

A perspective very different from the concept of shared
governance is what has been termed the "top-down" or
hierarchial view of administration. This approach is

sketched by Walker:

The trustees make the policy for the institution.
The president carries it out as an enlightened
despot. The deans and other administrators take
orders literally and exaotly from the president
and carry them out without murmur. The professors
leave the running of the institution to the
president and the policy to the trustees. Their
only concerns are their teaching and scholarly
work and, of course, their students. The students
are at the university to learn from those who know
more than they. When the scenario is not played
out according to this pattern, something is wrong.
Pathology is present. 10

As Walker points out, however, when this approach is tried,
"chronic tendencies to confrontation between administration
and campus constituencies emerge. And eventually

administrators pay a price in resentment created by the so-
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i1
called pathologies with which they must deal."” An

unfortunate example of this scenario was the period soon
after collecti-e bargaining had been implemented at New
Jersey’s system of state colleges, when an atmosphere of
antagonism, stridency, and confrontation existed between
faculty and administration, including two strikes. The
lessons of that period demonstrated that "hard-line"”
arproaches and confrontations were incompatible both with
traditions of shared governance and with advancing the

essential academic core of the institution.

THE SCOPR OF SHARED GOVERNANCE

Shared or participatory governance in the context of a
college or university includes numerous constituencie