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ABSTRACT . e ‘ ‘ .
' Decreasing enrollments of American colleges and Lot
"universities of all types and geographlc regions are descrlﬁéd that ; |
have resulted in many deficits since 1968-69." Contributing to the |
. financial squeeze are inflation, unionization, and sharp reductions. |
in the level of scholarships and research.support. Studies of
four-year llberal arts colleges confirm the continued growth and
frequency df def1c1ts, despite much publlcizeﬂ and feared budget )
_cuts. Policies of raising tuition, 'increasing the total amount of ¢ w
“financial aid, and setting higher admission goals had the net effect
of spending more money and attracting fewer students. These probleas .
are seen to be not rerely financial but managerlal difficulties. Key
trends are outlined that nust be con51dered in making five or
_six-year plans, with annual reviewing and updating. Suggestions are
o offered for cooperative ‘efforts on the part of admissions staffs,
business offices,-and students to carry out approprlate pollc1es that -
will help solve the financial problems. (LBH) °
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~~ “@hr past failur}to\cooperate with one another

has been a substantial tause of our present problems.

By Robert H. Barnett,

Amz.man ceonomic fustory s n.phtx. with cxamples of

industrics overreacting, to an ncrease in dymand.
Hjgher cducation provides 4 current «.xamplg/“f this ph;-
nomenon.

College x.nrollnlgnt inergases duning the lt)\()s and”
19605 convineed most people that ‘higher cducation was
prospgnm:. and would continue to prosper indefinitely.

. Few people anticipated the discontinuation of six to esght
percent annual increases in enrollment, which had becn
spurrcd by'the G. 1. Bull. the pust-World War 1Lbaby bodm.

ings sounded by various administrators and higher educa-

tion associations were virtually ignored. Yet, by the end-of

the 19607, the consensus was that h@hcr udu«.auon Was in
" troubler - . J
The bust. like f{ boom. was larg«.ly _symbolized b) and
attributed }o the admissions situation. By the latg 1960,
the growth in ¢nrollment had slowcd Ths admlssxons
problem™ has reccived much attgntion bCL&USL of ats im-
. pact on collegiate budgets. When income from tuition
fuiled to meet the budgeted amounts, man.) Colleges were

unable to.balaree their buduts Many ‘defigits appgdn.d

in fiscal year 1968-1969, and deficits hau. Jpdeome com- .

mon since then. regardless of stltquund] type ‘or geo-
graphic region. Contributing to the financal squecze are

inflation. unionization. and sharp reductions in the level

of scholarships and research support. Studies of foug-year

liberal arts colleges confirm the wontinued growth ¢nd

Pl

S\\ budggt cuts.” .
. ’ a

% Solvmg lhe Admissions Dilemma. o
Q) Accumulating deficits forced colleges to rccdgm/c thur,'
N pretartous ﬁnanudl health. The diagnosis of the disedse

was not alwq_ys as accurate as the recognition-of illness; /

W

~ ~-however: sumgpschools responded.to the ‘trend by h)wc:ing

LL) ddmxsmons standards, but despite such.compcnsatory action.
many 1dm195|()ns offices were unable to fill theig qu:sics.
T . L .
' Q IUMI' 2, Numher3 ¢ \ N - ' '” -
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and an increased desire for higher cducation. Early warn- |

. Lnroilmunt: were s«.huuls with 1-500 and 501-1,0001stu>

frequency uf dufiuts. despite much publicized dﬂt} feared 'IZducation i not the finandial problem.
. .
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Upon noticing income from f.;x\lt_né‘n falling. many admunis-
trators deaidgd to ra;w’zuuum /;mrcasg the total amount of
financial wd. and sct fugher Zdmission gx)als Whgt began

.- ¢ )
as a solution creafed mew rohkmc T'hu.sc pn}lcus had
the net offect of spending more moncy and “attracting
fewer students. Higher glition costs drove students from,

rivate education tu gublic education. .from four-ycar .
gchools to two-year sghouls. and in extréme cases. from :
college to cmploymep. Given a stable pool of"proapu.tne .
s ud«.nts it was, inuitable that 1f some schools wire able
«.ruas; thur spident bodies, others must fail to mam-
1ons, Hardest hit by leveling vr decli)

duﬂlb whose plhght was accented when. uontrabtud with
thé gcnoqal ingrease in wllcglatc'cnrollmunt Aggressive
adfmssn}ns policies webe appropriate, questionable policies ¢

efe regrc(,mblc buf predictable. |

Admlssfons directors were oflgn faced wnth impossible
ttfsks* Colleges in general. and hberal arts cdlleges in par-
tl«.ula(, faild to develop  unique, personalitics.  Further-
mazt, fhe job market became such that college graduates
werc,{w longer guaranteed jobs. Thus, admissions direg-
tors could not offer unique experiences, programs, or jobs.
I'or private colicges. education for education’s sake at
$4,600 1o $5,000 a year or $16,000 to $20,000 for four .
ycays became a hard item to sell.

it is unfortunate that higher cducation’s biggest prob-
‘_ié continues to” be ignored. Most injurious to higher
rather, it is the
emonstrated Iack of managerial compctence in higher

Robert H. Barnett is the ricwly nppommd vice .
president of Risk i Management Corporation,
Svracuse, New York. He had formerly served
as vice pr('mlelu for business affars at Goucher
College, where he was responsihle for insur-
ance, persopnel. labor relations, purcliasing,
budsget ]fzmnmg constreuction, and investments.
In addition, he coordinated logal and tax mat-
ters. served as a member of the president’s
‘(lhlil(’l and was an officer of the cdllege gov-
erning board
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a decade During the perod of tapidly expanding cnroll-
mentsiand ample incomes. actual resources®were plentiful
and administrators cxpended. rather than alocat.d, thosc
" resources. When the inevitablc happened, when the "good”
" times” jended,
- unable t'p Jreognize” change. or cope with its implications.

W
Key Trends in Long Range Plans

The lacK of long-range plans symbolizes the administra-
tive impotgnce of higher education, ®Necessary are five or
six-year p{gns. with annual reviewing and updating. Un-
Tortunately. such plans and practices are uscless unless
one acknowledges certain fagts and trends, such as.

2 The fact that higher education” no longer ranks
among the top ten pnormcs of the country

3 The sh,\ft of collegiate enrollment from thc private
sector t8 the public sector  * - +

4. The L;tcnt‘ of the tuition differential between pri-
vate and pubhc institutions.

5.- The fact r\hat students must pay or pay back an
increasing share of the increasing total costs of
“higher xduﬁ‘auon because of financial aid polmcs
which dctummc awards on the basis of need.

6. Students’ n.ass-.ssmgnt of the relevance of a col-.

- legiate Ldue:auon and or degree in terms of the
i jOb markut“-hwh tuition costs, and opportumt)
costs. and their increased tendency toward attend-

ing carcer- omntcd and two-year schools.

7. Thc dumoamplm fuctors which indicate little or
no growth in (K tradxt;éﬁal [college-age populatiun
over the ncxt"t\\cnt) ycars,
decreasce in the uzu of that age-group after twenty
years.

8. The future, which suggests an unprecedented level
of compctition fur students’ duchining " numbers
arid changing tstes

9. Persistepy inflations

10. The tfend toward»umomzauon of! campus em-

ployecs, including chulty and the resulting salary
and benefit increases. -

The trend away from massivc federal grants to aid
. higher cducation.

, 1. The Lrancml crisis in higher education.

administrators proved themsclves to be’

edukation. The management vacuum had existed for over .

-

ra

and the probablc

1strator> work. "‘Bul once we. face these difficulties, we |
assumé 4 position of relativé sirength, for our problums |
are best faced head-dn. .

*_Once we admimustrators recognize and achnowledge the
magmtudg of our probkms we can begin to take corrective |
action. It is imperative that atttudinal and policy-making |
«.hanz-.s be implemented, munor pohicy changes will not 1
suffice. . o

The most important policy- makmo change \\ou}d be-
administrators’ commitment to cooperation with cach
other. Many probl-.ms of the past have arisen because
admissions and business officers have bc..n held respunsible , -
for many conditions over which they have had neither
control ner responsibilitn,  The aquss:on\ officer, for

~cxample. must attract.students to a school \s hosc programs
hL cannot make mariu.tdbk Jand \\hosc prices he cannot
maku LompL[lﬁ\L.,, L;Le\mc the« business officer ‘must’
prepare a budget whose income and expenditures deperrd
largely on other areas. 1o, admissions (income from stut |
dentsy. «development (income from gifts). academic ex- .
‘penses. rmd the gencral’ ccopotmy (inflation).

Our’ past l'allun 1(¢] \.OL)erdtL has becn a substantml_
Cause ef'our .prescnt problems. We hake tendbd to erect
walls dh;iund “our” arcad. W resign musehw-u) accepte
ing quut rm}jlc poieues despite vur kno&»lcdgu lhdt such,,

. policies F¥ y "prose 16 bedmsastrous, ‘after all, wisdy. it is
- Bot our})tpﬁkm W e bevome pmm {0 ;.rmcnz.c those gn )
Jhe othg E;Kade_ot our kingdom®s walls. lncutabf) w losu
.smht f)f' fact that we, oursches. m may he u)r{tnbitmﬂ.
To the c%c‘t ddministrators’ groblenls  We never”lose
sight of P&t that théy cause pmf'alums for ns. ho(wuu )

'lntd’ir.p{&d\,mg dmonu admxf;lstmturs must be aehnowl-
gdged. Fappyration fuét be prabticed. Only then will the
collcy.% pohuus be coordinated and thus able fu achicve »
specific goals. Only then will colleges have the strength
w1‘th which to fight for their survival

' 4 PR

lmplen}qxling Soluitions to Admissions Problems:

Céoﬁerﬁﬁbn must be pursued in all arcas and with
tegard to: @3! major decistonis. The ultimate extent of such
ncccssar;;g hoperation precludes discussion here. However.
the derC[l&hs such cooperation must take can be seen by
cxammmg zhc policies which must be implemented wnh
regard to"the “admissions problem.”

‘ In /idmr\szom Elevate the dircctor of admissions, to tm

. 12 Continuing college deficits despite cutbacks. president: 5 Slaﬁ‘ For too long we have tacitly agreed with
13 The fact that higher LdUCG[IOnS SCtb"Ck is 'not the conwnmm lhdt admissions 15 naturally subordinate
flecting one. i " 1o one of ;hc major (hvmons wnthm a college. usually the
4. The nccessity of 'mdl)nng ‘md‘ re-vvaluating every dean of fa(,mlt) We have ignored the fact that the director
COthC and department’s roles and functions. of ddmls‘;mns has a tn.mcnd()us impact “on all afcas of
5. Reluctance of academic #{lministrators to mcrmsc the collcg;,"dnd that they have a tremendous impact on
faculty t0 student ratios. .the dmct&r \ The bmmotion of the director of admissions
It is against this somber background that all admin- would be ‘sytnboludll) and fungtlondlly impuortant. The
4 i
. ) * * - ’ |
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prymotion would contradict the narrow conception of thes  eaten. {unlimjted. ,up'to 15, up to 21, ctey. houscheeping

duties and respongibilities of the ranking admissions duties. (none. parﬁal fotal ). cte.
officer and would symbolize the new cooperative thrust. With regard to Fuculdns, The dean of faculty. who de- .
Ihe promotion would bc functional by endowihg the terminds academic standards for the college, should also .
director with the power and respect which he needs if he determine the necessary yualifications of entering students.
. is to fulfill the demands, of his job. No longer could the ¥ (The director of admissions should be responsible for de-
advice of the ‘director be dismissed because of the direc- terminming the best means for asscgsing students™ creden-
or’s inferior rank. the promotion should result in a pro- tials. however.) The dean of faculty should make surc
.« mouon of respect for his 1deas and exportise. . + that the faculty is apgropniate for the college and its stu-
, Atthe same time, the promotion should makg the direc- dent body. not rice versa. In addition. the duan should
tor more free to pursue aggre sive and innovative admis- secure. from the faculty, descriptions of the vanous aca-
stons policies. With the dean of faculty. he could review demic divisions. departments, and courses. as well ase

. the admussions requirements to sce whether they are fune- carger vpportunitics related to ehe above  Such informa-
ttonal or pretenffously ngorous. He could develop a tion can be used by the gdmissions staff i brochures and -
program to attract acaticmically qualificdsstudents who da the catalogug. The dean nlust review the curnculuny con-
not fit into the 18 to 20 year old. tull-ime studeny cate- tinuously. making sure that’ the cost of offering certarn

N gory. He mught discover that the college could tender courses can be justificd. that courses are offcred at con-

*a, service to the commumty by scheduling evening -or vénient times for interested students. ete .
weekend classes. The, dircetor of admissions, in eoopera- - '

. tionwith fellow admunistrators. could initiate man).changcx‘ Feedback from Students .

" which could boost udmissions while preserving the aca- With regard to Studenrs. The dean of students must
demic integrity of the college. and without taaing the survey the student Body. or a rcp‘r"cspntativc sample
\"" facu}t\ and facilities. ' thereof. in an effort to arcertain the school’s strengths and
‘ ! . weaknesses.  Findings should be made available to all .
;: Pra}el‘t’ioqs by the Busmqu Office * admunistrators whose arcas of respohsibility were com-
. In the Bumuss Office. Prepare long-rang. (five to © . mented on by the students. The dean should: assess N .
P ten yéar) projutxans 50 that othcrs may ‘sec the finan- social atmosphere and living conditions of the campus,
. aal future of the cul!qbg Duurmmu the financial impact and make sure that both are accurately sepresented by
. of changes in the student budy size. " (For example. schools = official publications. To the cxtent that reality differs from
‘ with approximately | 00() students should consider the the project’s image of the campus. Lhn“]bk_ should be made
' budgeting impact of 100 to 150 gnore and less students. ) in the desired sphere.
Assume responsibility for the wost section of cost-bencfit, The continuation of a colege is no longer guaranteed
analyses. show how many d‘dduion’al “students must be by its existence. CQlleges must fight for their survival:
enrolled 1n order for the expuense to be nullified. Deter- the price of that survival is financial solvency. Colleges
mine the use capacity of the physical plant. dn.nl)'?fhg not cannat attain long-term financial health unless they correet.
only-the number of students who could be housed and ~ or compensate for, condions which caused their financial
taught during a normal term, during currently seheduled decline.

. times, but alsu the feasibihty of renting college facilitics Thg key to financial health lics in the optimum use Of
for such things as conventions. retreats. concerts. and, resources on campus, both human and inamimate. |
recreation centers.. and the feasibility of using the elass- imperative that we acknowledge the linuts of our resoufces.
rooms for evening and weekend classes., We cannot inercasce the size of the 18-22-ycar old

Included in an analysis of the physical plant should be group. We cannot stop inflation. We cannot increase
assessments of, for example, the cost of converting low- federal aid to gher' cducation. However. we can do ,a
gteupancy durmatories inte apartments for students and great deal to ensure our own durvival apd, perhaps in the
or faculty, as well as the cost of converting other facilitics long run, that of higher education as we hnow jt. If we
for higher use programs, which would-attract more people are flexible, we can develop academic programs which
to, the campus. The finandial officer could also devise " will fill a need in the community. and which will attract
alternative ways of charging students for thar cducation, students. We can mahe a Collegescducation more reward-
Students would be charged by the course, by the oredit ing to students and thereby increase student willingness to
hour. or by status (full-ume. or part-tim¢j. Room and pay -high tuition costs. W can, in short, do muny things
board charges could be varied by the type of room (single. to counteract the disturbing trends in higher cducation. -
doubl, suite). type of dormitory. (new or old. traditional What is impossible is* for us to change things alone.
or apartment, adequate or luxury ). number | of ‘meals Only through cooperation van we sueceed.
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