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‘ This paper focuses cn' the naturé and extent of some of the basic Ggon~

. ;,7, flicts that arise when the two, future orlented \dec1s1on—mak:mg processes mstl-‘
| tutlonal program plaxm:l.ng/resodce allocation, and collective bargalm.ng are .
" both present on the same campus. The 1dent:.f1ed conflicts come from the experl
ences of a um.versn.ty that was cne of the first m the United Stat{as to bargain -
collectively w:.th its’ faculty (1969) and has been do:Lng so at. the same time that

\

it has been operlam.ng. a program planmng and resource allo\eatlon)s;“zstem.
A LE K K ’ : : ;-
. - . ’ ' ( _ ) . - i .

The conflict areas that are identified ‘together with the reasons fo

the conflict are: : = ' ~ .

. : \ g T .
. L . '/

- Job securlty (collective barg.) vs. staffmg flexibj lity' (plarming/
.» ' . Tesource allocation) ‘

o . Mandatory 1ate retirement (collectrve barg ) vs. ear
. : (plamu.ng/resowce allocatlcn)

- Level of faculty canpensatlcn (collective barg.) vs. allocatldn of

ly retirement

-~

e * resources (plam:mg/resource allocation) |
o B D Academlc program stablllty (collectlve barg ) vs. a de:nlc program

~

oo change (plarming/resource allocation)
B o Scope of collective bargaining agreements (collectlve barg.) vs.

N ) institutional mission, goals and obJectlves () /re-
- S ‘source allocatlcn) s
Al -
' - Faculty interest driven model (co%ectlve barg ) vs. student interest
' driven tmdel (plam_mg/reswrce allocatlcn) '
¥ T : | ’ - ~
o ’ Inst tut 1 research d staff of the univer developed
i . ‘ 1 1gna an ﬂ.armmg ‘SI;L ) 'velope

varlous strategles and responses to these confllct areas which resulted in some v
\confllct resolutlcn These strategies and responses are 1dm‘1t1f1e$\d crib
;Ln greater detall - Early Retirement Costmg Model and The Salary
fication Model,_ v | 3 .

Q




 Collective bargaining is fiot a new presence in American life. Anyone femilliar
with the historical development: Gf the American industrial complex yould
say that the bargaimng table has existed since the early days of 1ndustnal
developmmt Collective bargaimng has also been active on the college campus
for some time -- bsving arrived in the early 1940°s when maintenance anployee :
unions + food service employee unions and clerical employee unions bargained |
oyer terms and conditions of employment in a setting that parallelled the
collective bargaining process in the Industrial sector. What is new to the
campus is collective bargaim.ng by a uniomzed faculty The past few years has
found a steadily mcreasing muber of mstitutions engaged in collective .
bargalmng with their faculty The. Chronicle of Higher Education oW lists Y
over 400 institutions of higher education in the United States vhere the
faculty is represented by a collective :_bargaining agent o).

1 4

: Another new activity that has emerg:d across the campuses of this cmmtry is

» long range atadenic program and resource plann.mg National studies hsve
R increased the awareness within the higher education ccmmnity rega:rding the
- necessw}r for acadenic program ‘and resource plarning. To c1te Just one of |
| these studies I refer to the text entitled @re Than Survival written by .

the’ Cs.megie Foundation for the advancetnent of teachmg In the chapter

: entitled "Mwat Instimtions Can Do"', the Foundation stresses the need for

Pe3

program and resource plaming and. offers some strateg:ues and recannendations ’
for such plannmg \activities I quote: '

4




'Recgmendatim 1: That imstitutional leaders prepare analyses
of their institutions to determine, as accurately as possible,
the pr‘esent situation and the factors shaping the future T
‘course. 'l‘hese analyses should be used to inform their - |
.colleagues and constituents and should be part of a larger |

effort desigrgd to create attitudes receptlve to and con-&
'ditions conducive to change "

Recamendation 2: Each institution, if it has not already :
dene 80, sbéld develop an overall strategy for flexibility b
in the use of funds ‘assigmment of faculty\, utilization of space. -

and effective processes to make the necessary long-rapge
- decisions (3) .

These two recamendations call for serious efforts to grapple. w1th the future -
using the decision-making processes of* today . Since, embodied in both collect:Lve

bargaining and program plam:Lng are decisionﬂmaking processes which focus on the ‘
ﬁ;ture, these two processes myst interact when they are both present on the same |

i

campus. It is this interaction and the inherent nature of each process that leads
the t1tle that has been chosen for my presentation today

]

.

- SQME EXAMPLES FROM CENTRAL MICHIGAN UNIVERSTTY

.

: - P i : L
I will attenpt to illustrate the inherent conflict between collective bargaining -
| ~and program plarning by sharing with you some personal experiences. The Uni- |

versity I arrently sefve was one of the first single campus, public four-year mstl-

tutions of _:gigher edl.xcat:Lon 1n the’ l}nited States to enter into a'collective bargain-

mg agreement with its faculty 'l‘he year was. 1970. S:ane that time two subsequent

' = B 0'
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nnltiple year agreements have beeh negotiated The f:Lrst agreement was for
the three yeaayeriod 1971 - 1974; the second for the years 1974 - 1977
Collective bargaining w:Lth a faculty bargaining agent has been\ ftmctiorﬁng

~ at Central for some six years. : A ' v

A . I
! . . Yo
» oo . Bt

¥

&
Concm:rent with the collective bargaining proceyt Central MJ,!chigan Univers:Lty

has been a long range institutiondl academic program plarming and resource
Lh

allocation system This institutional plarning system is an eﬁfort to shape

- the future of the University by a deliberate educational and decision—making

process:w 'Resources of the Un1vers1ty are allocated to the variéous segnents
of the institution in response to deliberate decisions regarding basic program
cont:umanee program improvanent new program development and program deletion ®.

, Charles J. Ping, former Provost of Central Mic’mgan Universitytand now Pres1dent

of Oh:uo University, captured the essence of this long range plahning and re-

~ source gllocation system when he stated: Lo

Long range plarning involves the effort to anticipate and
describe the future and the effort to shape that future

by intelligent action. Institutlonal plarming results e @
in the detemn.nation of resource allocations - The two

plamming and allocations represent one systen; they fo'rm
wf-rzfa:”c/o'hgrent whole if the process is to have value and con—
| sequences for institutional life.

The planm.ng and allocat:Lon system is des:Lgned to describe
the future of the institution as a coherent whole and ‘to
provide for allocation of resources which ‘support this‘ L

/

7 description.g 'Ihe process attenpts -to rationalize dec ion-




 ERAYPLES OF CONFLICT =~ . | J PRI

of faculty canpensatlon results in less res

. mstitutior( - goal descr:.ption establisl'mnt of‘
' eventually. irivolve resource allocatlon Progr %

for any possible collective barga:l.mng agreenent. ‘ oy |
L . s .

| b .
' making by mimnﬂ.zing the ad hoe charadtd. of dec;lsim\xs
ba "bﬁ"‘ -

No inportant decision can be made in isolation from all
’ot.her decisions hecause every allocation affeqts all other
~ {possible allocations (10). |
'I‘his last sentenceisthekeytotkfemteracmn WhichIchoosetolabelas
conflict between a Bérga:lning table and. ac ‘program plaming. Allow
me to quote it again. ’ ' '

S e
3 !

‘ No important decision can be made 1.§\isolation fram all other declsions
because every allocation affects all other possible allocations.

——

/

Allow me to now share with you some 8pecif1c exanplés of confTict between

the barghining table and an academic program plann:mg and res"ource allocation

§
systan My first example is probably- the most obv:.ous Agreenents at;‘the

: bargaining table fix levels of faculty ccnpensation and thus, limit the re-

| sources available fox= other allocations tb:rough the plar{xing process Since

the total dollars a\zailable for allocation is not

cations. Coya:sely, decisions made in plexrxm.n@g L

an increasing share of the total resource dollaré

R




Often this "dollar" conflict proc;ices additional eonfllcts with third parties
who are both mternal and external .to the mstitution I will have more to
say about t'.hl§ later, but allow me to 1llustrate this ' x owth of conflict"
by bnefly exand.n:i.ng what are the flexible portions of %h J.nstitutional budget

| and the;r relationship to parties ot dn:ectly i
ins.O.r plarming processes.

I w:Lll illustrate using as my example a states supported institution. Sinply
stated, the two flexible revenue portions of such an J.nstitution s budget are:
. _ l. State appropriation, and ' -'«4‘}'
| 2. 'I‘uition (m.nber of students). ‘
, f'Ihe two ﬂex1ble elcpenditure portions of the budget are: . j
l/l “Covpensation level, and . s
. /,/ 2. Faculty/student ratio (workload and number of faculty)
Compensat decisions made at the bargaining tsble can lead to a decision
to inc edse tuition. This decision might quickly produce cehflict vith a thixd
arty/—- the student body Or, mstead of a decision to increase tuition,
the decisn.on might be to seek mc:;eased state appropriation This intent _
might even more quickly lead to conflict with the state funding agencies.
Caxversely, academic program planm.ng decmn.on can alter faculty/student
ratios which can produce conflict with accgeditmg agencies review boards
and even spec:.alized student groups. ' )
A second example of conflict is in t.he rea]m of staffing st:rategies Job
security has becane a very mxportant goal for faculty bargammg agents In-
variably, job security is related to the institution's temrre‘ policy\and/or
‘ sta.ffmg strategy. The faculty bargaining agent will strive /for minimal pro-
| . 8} S
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batioﬁaxy time, faculty-based ‘terure approval ‘st":,ructures', binding arbitration, .

etc., in order to increase the feeling of job security among its'ﬁ‘lembers.'“"‘?'f (

Terure, which historically was the result of-an explicit academic judgement- ,
is viewed as thebargainingnmbersﬁ,ghttobeclaimedafterapenodof ,jj
employment. Collective bargaming seeks the continual erosion of the accept- .;
ance of the need to make expli&it academic judgements. Conversely, the plarming -

~ process, aware of the grow.mg and changing content of disciplines and the shifting

. of student interests, will have as its goal a flexible and contenporary staffing

strategy -- not a rigid or "qu:u:k—to—termre" strategy. The ability to respond |
to change tbrough a flexible staffing p{tem will be a priority of the plarning
system. Such flexibility can in part be obtained through a systanatic pattern

of temporary _non-tem:re tfack appointments instead of regular temure-track .
a’ppoinmmts. Sugh temporary appoinmtts can be reallocated on an anmual basis .
in response fo academic program change and student interest. With no tenure

: expectatlcn a{ttached to such appointments part-time or seasonalQappoinments

in response to spec1fic needs are possible ‘ -
A third example, closely related to. staffing sg regy, lies in mandatory- re-, )
) tiremnt ages and early retirement progr . staxldably, the faqulty bar- .

gain;mg agent will be hesitant to suppor ower retirement ages or early retirement
programs without clear evidence §f positive retu:m to its membership. The
bargaimng agent will ‘resist attewpts by the instlmtion, through its academiev
planning process, to change retirement ages or to encourage early retirement ’
unless ‘the adadamc plam:lng process can also damnstrate a positive result for o
the effected individual. Conversely, as already noted, the plamming process

will seek to foster sta.ffing flexibility An inmediate way to accouplish a |
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\0 a portion of that flexilaility is through increased retirements or 'bhaSed"

' \retiralmts Faculty pos:Ltims that became vacant because of, retirelrent can %
8

be 'reallocated" to other program areas or be used to sustain "painless retreﬂch

’\a

ment,"’ At least one institution to date, Youngstow! State in (Jhio, ‘has been% \
ab?g fonnally begin to solve this C&]fllct by incorporat:.ng early ret:.rse- v

mentlm&agamto the:.rnegotiated agreefient (1D). o ‘
4 , L

A fourth example of ‘conflict is in the governance of acade:rd.c program deyialo_p- {
A ment The plaming process seeks to encom;age change and to- foster the de\velop- .
ment of contemporary and responsive acadam.c programs in light of student iyn .
.terest and societal need Such new programs are subsequently allocated the\ ’
' resources necessary for development and implementation. 'Ihese resom:ces are
most often reallocatedfresom'ces, that is, resources t;hzwere formerly allocated'
o . for andthm: pln‘posdbut are now being allocated for this new pu::pose ‘This ":
/:-— reallocation process" is most often mdirect conflict with the bargaimng rﬁ I
. table Where the issues of campus governance structures and processes concerned‘
w1th the substance of acadennc program are being debated If the reallocation
of resources ‘such as faculty positiW affects the enploynmt conditions of “
bargaining unit manbers then the bargairﬁ.ng table will also address this issue S
but in all llkllhood with different m)tives Instead of the desi:ce to foster {‘ )
ch:—mge (rammber Recamxendaj:im 1 of the Carnegie Fomdation ), the bargaining table, ‘
which is basically a conservatlve process Wlll strive to continue the status M .

] ‘ /-
- as it reflects the interests of the bargaim.ng unit. I

n

A £ifth re:'f:ample closely alligned to the governarxce of academic program develop-1 - ‘
ment, is ‘the oonflict surromding entirely new forms of educational mstruction ,

3 10 AN
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- Prog ans with such titles as "Unlversn.ty Wlthout Walls", "College of Life—long

N Students have trac}ltionally expressed g intereSt in = ¢

" "Instltute for Personal and Career Development",, etc , which exten~
sively\utlllze ms\:ructional tecmology tokdeliver their academic prograns to
mdinS &a Pplaces far removed frcm any campus offer little area or cppor— |
tunity for \traditionaf faculty imrolvanent :.n academic control Often a.course
Jis directed1\>y apersonwho is not: fran thecanpus an¢thus not.an‘anberof the
bargaining unlt usmg vanous mstructa.onal%adcages (progranmed mochlles tapes, -
television, etc.) which have probably been developed with Fittle on campus faculty
<14:1volvm!ent The bargaim.ng wnit cangeasny view such nev forms of education - |

. as threaten:!ng to their own security and their own sense of acadam.c worth and -

seek to lim:l.t or ccmpletely stop such developumts

AU .- \
\ %

Tvo Final exanples involve the student body. The First T have alluded o |
and is the most. obv:Lous since 1thasbeenwrittmaboutanddebated for some | '
time. I refer to the mvolvement of studmts in the collective barga:im.ng process
either as observers or as negotlatmg team umbbrs‘ Neil S. Bucklew, Vice ‘
President for Adnﬁnlstratlon at Central Mlch:xgan Um.versity and recently 4

R ‘named Provost of Chjp Um.verslty, 1dentif1ed the conflicts ent in _the

'-bar-gainmg process when students are irnvolved when he wrotes

:vanous “faculty employee poln.cies and practices Be- s
e cause of the Jigm.flcant 1npact of bargaining on the ’
: . | academic personnel budget students can also view their | |
. tu:Ltiofz osts as being dlréctly affected by collec,;::.ve - - ‘
| negotiat:l.ms with faculty Various faculty |

. . -
. . -
. : R N a . . :
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| enploymt'condj.tion‘shave been the subject of student : . ‘' .
,[4' S _ newspaper editorials' and ge'neral. student complaints |
‘[; . - .

, for some - time Many students would indicate not onl}*

° B msuchmattersfornegotmtlonasfacultymrkload ~ /9,
s andclasssize(Z) S o ' §

~

- Such student umlvmt in the barga:.ning process will conflict with faculty o \
centered resource allocation. - Students vmew the resottrce demands of the bar- ¢

» gam:mg table asobeing in coupetition w:.th resource demands of student prograns *,

‘ and they w.Lll attenpf to, m:mimize the former in preferenee to ma:omizing SR

°. & ,.f | . e i

a - ’ \_J . !
’ S .

The second exanple of confl:Lct involvmg the student body is not as directly
(\ “ ' 1dent1f1able as their direct involvement in the process 1tse1f -
e L but yet 1s more profound The academic plarming and’ resource allocation systen :
is T reSﬁ)s:we to. student interests in conjunction, with the role of the in-
st:Ltutloq Within the oo;ntext of the role and mission of’ the institution, . ‘
. students, by virtue of their educational progrem im:erests drive the plam:tng N
‘ | . and resource alloction system. Some plamer's have referred to this process "
, e . as "the em:ollment driven system or more grossly stated stttdents sbapmg |
* _ | thefuturebyv:.rt:ueoftheirfeet" mis,respgnsivenessoftlieplamingarﬁ @. g
i P resource allOcat:Lon s’ystem to student educational *tam omterests isin: ", 'v \
direct conflict: with the barganﬁng table. The@sues at the barga:l.ning talsle L ‘
_ are ma:.nly axployee motivated or "driven" by faculﬂy mterests In fact, very o
-\ often the faculty barga.u'd.ng position wfll be fo negotiate over mstitutiooal ool

’ - ’

B response to change and student interests Occasmnally, the facul't:y :{nterests

oo Ca , I . . . )
- - - . 4 . ) . .9 . . . s )
. Z ~ ' E & .
. . - .. N . 5 : ~ !
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, | volved students either as di,nect obsmers to the bargaining process or as nm-‘_.

X

present at thé barga.i:ﬂ.ng table might coincide with student educational pro- '
- gram interests but cmgngge is rare. For the nnst part, the interests are

at odds.” . . ,/‘

T .-
lest youlaccuse me of off'feringlm possible solutions ‘to same of the conflicts
that I have, de8cribed allow me to cite scme attenpts at conflict resolution
that jhave been made at various institutions I offer these as suggestions, not -
- as pramises. What worked at these institutions might not work for your insti-*
tutions. in the same vay. Ido,ibelieve h:wever that some of thfs work can be

adapted to provide potential for conflict resolution at your institutions

Ai
B :(

- )

- 5 . \; . . ‘ .
E‘ response to the conflicts (that i'nvolve third parties most notably the stu-
dents some institutions either mdepmdmtly or under e laws have in-

beJ:s oftherespectivanegotiatmgteems | BT
. . o ¢

I have already mentimed that at least ’one institution has, as part of their nego-
tiated collective bargaim.ng agreement early retirement language I wmld also

. refer you to two papers cn t,he topic of the financial inplications of early re-

tirement. The first was published in the February 1974 issue of College Managenm’tt (8)
'while the second was given as an address at the College and University Systans

Exchange 1975 national oo‘rwention m.tﬁ mzbsequent publication in the Proc@g -

of tl'nt convention (7) "Both of these articles focused on the developnmt of a
snmlation model that could be used to measure the: fmancml mpact of early re-
tirement on’ any indivridual 'Ihe model ?ttenpted to answer two quéstions regarda.ng i

earlyretirement ~ . 13 i \\ R

r > - " 4
: . 11 .
. - -
. . N . N
f : » o - \ .
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1.‘ matisthediffera\ceinmttal\elmepayatagivmage

~ ,. between a personwho is worldng as compared with a person .
who has retired, and - A
2, Vbaﬂmuldbethedifferenceinmmalretirénent income _
. | i’oreachyearofapersmslifebetweenapersmwho . | .

' . contimies tomrkarﬁonewhoretiredearly?

.. <\

‘ The first questmn was short-range -- the se ong-range. . The :Lm‘;'ormatim - !
needed to answer theseQ;estions was cpuplled a omputerized costing model =
wasdevelopedwhichpmvidedguidelhnsmmﬁ&vi&mlbeag.eformyhﬂividual |
faculty menber The ccmputerized software for the s:tmﬂ.ation model is available -

‘ ‘ fram the College and University System Exchange National Library for insti-
‘ . . tutional use. o e i
| . : e - , ¥

A great deal of conflict can be avoided if the suspicion and miswderstandirg
regarding .the "Cmpérativé 'wealt‘h" of the various recipient‘s of reso;.n:'ces

@ chbe reduced or hopefiilly eliminted.  Réplacing the "we thirk this" or "W B

heard that" claims that often surrond both the bargaining table and the plaming

'and allocation process \should be accurate and"’tmde’rstandab”‘le :I.nformation A/%

spec:lfic\exanple is ative :mformation regard:i.ng salary and fringe benefit

equity. Infomatlon ar:i.ng cmpensatmn levéls within the :mst:.tution to -

- 'levels at other institutions can be obtained frcmamnber of sources. - American
‘Associatim of Un:wersitsx Professors, National Association of College and Uni-
versity Business Officers,\ institutional athletic co%ference affiliatmns, state )

coord.matmg agoncies and certain natlonal su:rveys are some which come to mind.

A




April 1?74 issue of College Mana,genent (6) described the utilization of the
statistical techm.que of m11tiple regressim analysis to 1dentify salary in-

help to alleviate the. mequities . ,,' _ _ F/——

.
-

Just as important as external conparisons is the institution's cn internal

| equity among and within its employee groups. Nothing undermines the effective-

ness. of a planning and allocation system or the bargaining ‘table as the beliefs
that Certain employee groups;- either as a whole or portions of it,-are being un-
equitable treated. A method for reducing such beliefs lies in the establish— =
ment of a systematic program for determining and alleviating inequities, Such

a program should involve both the- goportunity for any individual or group of

 individuals to make their case based upon their. interpretations and theif in-

fonnation as well as an insticutional procedure for arriving at an :Lnde;pendent

Judgement based upon obj ective infonqatlm

o

To help in the establishment of such procedures, I refer you to several articles

dealing-with techniques for identifying and eliminating salary and’ compen-
saticn inequities with{f employee growps. * The October 1975 issue of the Ameri-
can Association of ‘University 'P:ofessors Bulletin carried an article which .

focused on a pm‘cedure to analyze the fairness of salaries, pgi'ticularly women
faculty salaries, on a college or tmive:rsity campus (1). The July/Auguat' 1975
issue of Joumal of the College and Um.verslty Persom’el Association (9) and the

equ:Lties within an enployee group and detemine{ ad'jusment amounts that would

i

Lo

+ Finally, the establishnent of a fonnal special conference c\apability affords

both the institution and the bargaim.ng agent thé capability to address conflict
whenever and mereve_r it occurs. ‘Special,conference capability, that is agreed
Py R - 4‘ , | L _
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to in the'--x'negotiated cont:ract iteelf guarantees both parties to an issue the

capability of an averme tomrd resolution of that issue. It is.a way in which
. the contract parties agree to meet their duty to bargain collectively and"at

the same time lead to conﬂict resoluticn S a -
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