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AESTRACT
In 1972, a group of French universities began a joint

project under the aegis of the Centre for Educational Research and
Innovation. Ccmmon ccncerns of the universities - specifically, the
rising cost of education, the need for assessing effectiveness and
efficiency cf programs, and a 1968 law giving increased autonomy to
French universities - led to a study se2king to create the first
methodological instruments of modern university management basod on
the preparation of activities and systematic control of their
verformance. Since the group's needs and organizational structures
were different from those addressed by most foreign studies, and lack
of information was a significant problem, the French universities
decided to concentrate on calculating costs of their final outputs:
instruction and research. The costs considered were: personnel,
capital, operating, and student aid costs. Several kinds of budgetary
ccntrol and the arplication of a simulation model are recommended for
management of French universities. (MSE)
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Programme Research Group No, 2:

"BUDGET CONTROL PROCEDURES AND METHODS FOR EVALUATING
THE UNIT COSTS OF ACTIVITIES AND QUTPUTS
OF HIGHER EDUCATIONAL INSTITUTIONS"

- Interim Report -

With the agreement of the French Ministry
of Education and the effective support of the
Standing Conference of University Presidents, the
CERI Secretariat invited the French universities
in the spring of 1972 to become associated with
the activities of the IMHE Programime and to
make a preferential classification of the themes
they would like to study. Analysis of the replies
to this request showed that co-operation between
seven French institutions (Universities of Dijon,
GrenobleII, Toulouse-Le-Mirail, Toulouse ~-Paul-
Sabatier, Paris I-Panthéon-Sorbonne, Paris IX-
Dauphine, Paris X-Nanterre) was immediately
desirable andfeasible on the general theme "Ana-
lysis of unit costs and budget control procedures',
On the initiative of the Programme Secretariat,
the representatives of these seven universities,

"Joined by delegates of the Catholic University of

Louvain, the State Universiiv of Liege (Belgium),
the University of Fribourg (Switzerland) and
later, the Bavarian Institute for University
Research «and Planning, were able at several
meetings gradually to define the general orien-
tation of their joint projects 1,

It was not by chance that preoccupations
tended to converge; the Law on the orientation
of higher education passed by the Fren:h Par-
liament in 1968 gave the French universities
autonomy of management and thus broke with
long-standing tradition (at least in principle),
At the same time, the realisation of the growing
cost of education made a rationalisation drive
urgently necessary. Questions needing precise
answers are frequently asked about the allocation
of resources among the various disciplines, the
unit costs of graduate output, the method of plan-
ning or evaluating university programmes, the
criteria for determining their efficiency. Even
within the universities an increasing number of
senior academics, researchers, "managers' and

-

1. The work done by the seven French univer-
sities is jointly financed by the French Mi-
nistry of Education (55% of the total cost) and
Shell-France {(45% of the total cost) under an
agreement ccncluded between that Company
and CERI,

teachers, feel more and more strongly that the
university should seek to fulfil its purpose by
allocating its limited resources efficiently, by
using modern management techniques adapted to
its specific activities and by systematically
studying its internal operating methods,

These general preoccupations are the basis
of the research undertaken by the French group,
Starting from the observation that in most French
higher educational institutions it is difficult, even
impossible, with current management methods
and established information systems, to meet
the legitimate concern for rationalisation of
choices referred to above, this study seeks to
create the first methodological instruments of
modern university management based on the
preparation of activities and systematic control
of their performance.

GENERAL ORIENTATION OF THE WORK
OF THE FRENCH GROUP

Since studies on the same subject have been
carried out abroad, it may be asked whether the
French group could not have been content simply
to adapt the methodology already used elsewhere
to the case of the French universities, But in
most cases the objectives and types of cost en-
countered in the foreign studies available were
rather remote from the concerns of the French
group, The study that came nearest was the one
carried out by the NCHEMS 2 but thefar-reaching
differences in structure and operation between
universities indifferent countries made any simple
transposition of the method impossible,

Professor J, Bénard's contiibution3 enabled
the French group to formulate an appropriate

ro

2. National Center for Higher Education Mana-
gement System
- Costfinding principles undprocedures 1971,
- Implantation of NCHEMS planning and ma-
nagement tools at California State Univer-
sity, Fullerton, August 1973,
3. J. Bénard: "A systematic economic approach
to university cost analysis', University of
Paris 1,
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1. G. Catoire, C. Piganiol:

methodology, each research team finding its
objectives placed in a broader perspective, The
universify’ can beconsidered as an "organic coni-
plex of activities', as a particularly complex
production system, insofar as its objectives are
seldom explicitly stated, its outputs often diffi-
cult to identify, and some of them hard to quan-
tify and impossible to evaluate, The study of
costs should make it possible todiscern the oper-
ation of the system more exactly and to bring out
the interrelationships between subsystenmis, which
are often inadequately perceived,

It should be emphasised forthwith that the
unit costs which it is proposed to calculate will
mostly be retrospective average costs: these
are positive costs and not normative costs which
would require research on the average ''quality"
of outputs or the effectiveness of the pedagogical
resources employed, and such research is
beyond ihe present scope of the FFrench group
having regard toits available time andresources,
However, this study which is relatively siniplc
in principle (but which requires great efforts
since most of the French universities have very
little information available) makes it possible to
initiate an interesting analysis on the causes of
the differences emerging between the various
costs: within the same university, explanation
of the cost difference between various types of
instruction; between several universities, ex-
planation of the cost difference for various
diplomas. Cost comparison should therefore
enable those responsible to realise the {mpact
on costs of the specific characteristics of the
institution and of its various activities, In ad-
dition, on the basis of an in-depth study of the
structure of total costs it should be Pos.s;iblo to
envisage the calculation of certain ''marginal
costs, e.g, cost of accepting one additional
student in a unit of value (or course), cost of
opening a new unit of value (or course).

Analysis of the university as & production
system implied for the French group the need to
identify the outputs of a higher educational insti-
tution 1,

A distinction immediately emerged between
final outputs and intermediate outputs. This dis-
tinction is based on the delimitation of the pro-
ductive s,ystem, i.e. on the definition of the
selected "decision-maker'. Among the possible
options (UER or department, university, edu-
cational system, State, Natlon) the choice made
was the university as part of the educational
system. Consequently ''final output” will denote
any finished or unfinished output having under-
gone a process of transformation within the uni-
versity, after which itisoffered to the community
through a real or fictitious market. An output
will be intermediate when the demander will of
necessity be the university itself,

We thus have the following classification:

- [inal outputs
- of instruction
- of research
- of publ?  weevice activities
- acces. .,

"Identification ¢t
mesure des produits de 1'Université' (Iden-
tification and measurcment of university out-
puts), University of Paris X - Nanterre,

- intermediate outputs
- services
- administration
- miscellancous,

- outputs awaiting allocation.

The French group decided to concentrate on
the calculation of costs of main final outputs. But
the problem is posed in very different terms for
instruction and for research, As regards re-
search, it was found that in the present state of
the work on measurement of research outputs2, it
would be practically im.ossible to move from
global costs to significant unit costs; this does
not mean that research costs will be disregarded
but that it will be necessary to limit the exercise
to calculating the share of research costs in otal
university costs, As for instructionul costs,
outputs are easier to identify and quantify than in
the case of rescarch, However, the problem of
calculating costs is posed in verydifferent terms
according as theuniversity does or does not have
information available on swdent flows and costs
over several years3, It also differs consider-
ably according as a department provides all the
courses for a given diploma or only a few of
them*, Lastly, a clear distinction must be
drawn between degrees or diplomas with a time
structure (e,g. "Licence' in 4 years) and those
based on units of valuc (or "eredits') without a
U.V, being really located in a year, For an
analyvsis of these various situations it was neces-
sary to determine beforehand the costs to be
taken into account, and thus to delimit the field
of observation. Focussing the analysis on e
department would have been too restrictive in
view of the centralised nature of the French cdu-
cational system and the very small margin of
discretion left to the departmental Director,
lLocating the problem at State or national level
would have opened too wide afield of investigation
for the context of the study and one rather remote
from the immediate concerns of the university
authorities, Accordingly the university ‘was
selected as the frame of reference, which implies
that the primary ''decision-maker' is the sup-
posedly autonomous university.

Delimitation of the field of observation is
certainly a necessary step. but it is insufficient,
The French universities are in a special budget-
ary situation: their management autonomy is
limited to what is conventionally called the "uni-
versity budget'. a simple operating budget ex-
cluding of course capital expenditure, but also
teachers! salaries and a large part of the remu-
neration of administrative, technical, nuenual
and service personnel, for which the Ftate is
directly responsible,

2. C. Echevin: "Apergu sur . l'activit¢ de re-
cherche des universités, son colQt et son out-
put" (Survey of university research activity,
its cost and output), University of Grenoble 11,

3. The store of information in French univer-
sities is extremely poor; of the 7 universities
in the group, only two (Dijon and Toulouse-
Sabatier) have complete statistics covering
sevceral vears,

4. A, Babeau: "Etude structurelle de certaines
formes de pluridisciplinarité dans 1'Univer-
sit¢ de Paris X-Nanterre' (Structural study
of certain forms of pluridisciplinarity in the
University of Paris X - Nanterre),
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Taking a narrow view of "cost' calculation
at wooversity level, one might consider only
cxpenc cures passing through the university bud-
goet, including the various rvelated budgets (uni-
versity hbrary, sports centre), But such a cal-
culation would be of little interest, for various
reasons: it wouid take account of only part of the
costs deriving from the existence of the univer-
sity;  anyv comparison with foreign countrivs
would be impossible; and the university's ma-
nagcement autonomy doves apply to the whole of its
budget’ ceven if  current budgetary procedurce
imposes certain constraints on such autonomy,

‘The French group therefore decided not to
adopt this narrow approach and to widen the field
of investigation, Conscquently the first step is
to identify the cost of all the resources availible
to the university (personnel, operation, plant,
vquipment, buildings and land) and the varvious
forms of assistance provided by the State to
students,  Morcover, this implics the deliberate
adoption of an "cconomic' approach and not a
purely accounting one: firstly, because the fixed
asset depreciation which it is proposed to take
into consideration is an cconomic cost which
does not as vet appear answherce explicitly in
public accounting; sccondly, because the ap-
proach proposed  for land andbuildings relates
tvpically to the eceonumic concept of opportunity
cost (cost of what is foregone), We shall go into
this in greater detail when dealhing with the main
tyvpes of costs,

TREATMENT OF MAIN CATEGORIES
OF COSTS

Four main tyvpes of costs werce retained:
personnel costs, capital costs, operating costs,
transier costs, At the prosent time it is essen-
tictly the first two tyvpes that have been the sub-
jeoet of the most thorough discussions on method
and the most detailed information searches,
Yithout going into too great technicalities2, it
mav be of interest to describe the brouad lines of
the approach,

Personnel costs

This cost is essentially an accounting cost
whose componcets appear ¢lobally and indivi-
dually in the finencial documents of the univer-
sitics and the State. Dut as regards the identifi-
cation and precise evaluation of these various
components, the French group had to decide
hetween three sets of alternatives,

Ist alternative: benefits approach or contribu-
tions approach, The charges to be added to the
main remuneration component should be evaluated

1. Nothing prevents the university fro asking
for a post in a cvertain discipline to be trans-
forsned  into a post in another  discipline
(though the post must be vacant, as French
teachers enjoyv the vmplovment guarantees
characteristic of the public service),
Vibothese problems are widely discussed in
"Mcéthodes de caleul des col - unitaires d'ac-
tivités ot de produits dans les universites
francaises’” (Methods of ealeulating unit costs
of activities and owputs in French univer-
sities) (Ch, 3) by A, Babean, O, Cossu.
S, Cuenin, bst version, September 1973,

by taking account of the benefits actually pro-
vided if we are determining cost to the nation,
but of contributions if we are looking atthe matter
from the ¢mployer's angle, in this case the Mi-
nistry of lducation or the university, The French
group finally adopted the contributions approach.

2nd alternative: individual estiinate or average
group estimate? Should the metnod described
above be applied individually to each staff mem-
ber or should we be content with a rougher esti-
mate, for instance by grouping certain staff
members  with common characteristics?  The
second solution was adopted, specific proposals
being made as regards teaching personnel, re-
search personnel and administrative and tech-
nical services, Here we see an important cha-
racteristic of the French group's approach, i.e,
reasoning on average cost or "smoothed cost",
smoothing being done within coherent regroupings
eliminating insignificant individual differences
only,

3vd alternative: observations throughoul the pe-
riod envisaged or sample survey? Between the
extremes of a complete analysis and a study of
the university personnel situation during the
month considered most representative there are
obviously many possible intermediate choices.
In view of the diversity of situations, the French
group thought it preferable to leave cach univer-
sity free to use the method it considered expe-
dient,

After = i# these choices it was necessary
to work out hod of analysis comimon to the
whole group .: -..w of the size of the rerunera-
tion appropriati:...~ and the complexity of the cor-
responding cost, While indexed remuncration
(gross indexed salary + residence allowance)
offers no problem, the various allowances and
benefits received Yy both teaching and non-teach-
ing staff form such a complicated tangle that one
is forced to make a number of simplifying as-
sumptions, The task becomes considerably more
complex when taking into account salary-related
charges (fiscal and social charges), which it is
absolutely essential to do; of course these are
only the so-called employer's contributions, the
proportion for which the employee is liable being
already taken into account in the salary and al-
lowances he reccives, Two practical methods
are suggested to the universities; the first will
he applied preferably in universities possessing
data over a long period and wishing to know the
trend of personnel costs without spending much
time on collecting information on staff payrolls;
the second may be used in universities wishing
toknow personnel costs over ashort period (e. g.
one or two years). Of course both methcds lead
to the same result.

In conclusion we should point out that the
case of retirement pensions for established staff
wias reserved and that owing to the lack of data
no ¢-st to the State is entered under retirement
pensions,

-

Capitol vosts

As evaluation of capital costs is practically
excluded in [French public accounting, the French
group had to develop its own methodology and
compile the information nceded for evaluating
this cost. No reliable norm could be established
for the life of fixed assets, and the "expert's
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opinton' appeared to the French group to be the
best solution. , As regards the value of fixed
capital, it apears necessary to usethereplace-
ment value in cases where information could be
obtained on purchase or cougtruction costs?;
the discounted value will then be expressed by
applying an appropriate coefficient to the pur-
chase value. Buildings for which no information
is available might be revalued on an estimate of
the current cost of premises of the same area
and the same location,

Thereafter the (annual) cost of fixed capital
can be determined without difficulty, provided
that a clear distinction is drawn between the two
possible levels of decision-making at which it
might be established, At current management
level the concept of accounting cost - deprecia-
tion cost - will be retained. On the other hand,
at a higher level of decision-making cost is dc-
fined in terms of alternative uses that must be
foregone; it is then necessary to introduce the
concept of opportunity cost in order to arrive at
a specifically economic cost, In the context of
this study a rate of interest will therefore be
applied to fixed capital in order to take account
of the financial charge represented by such il-
liquidity and of the consequent cost to the com-
munity’,

The fixed capital cost will thus be evaluated
by applying the formula of constant annual de-
preciation which groups physical depreciation
and the financial charge deriving therefrom,
For land which has an unliniited life, there is
obviously no need for depreciation; on the other
hand, there is a financial charge, in the context
of alternative uses, which simply corresponds to
the product of the current value multiplied by the
interest rate,

The value of this rate also had to be deter-
mitred; the French group proposes toadopt a rate
of 1%, which corresponds to one of the discount
rate s used in the preparatory work on the French
vith Plan.

Operating costs

These are costs appearing in the budpet of
the institutions studied, with the exception of per-
sonnel costs, capital costs and transfer costs,
Such costs refer to commitment accounting and
their nature is given directly by the budget,

As the budget vear does not coincide with
the academic year, a frame of reference has to
be chosen. A priori, two solutions were pos-
sible: to choose the hudget vear and "adjust’”
student numbers taking account of enrolments
over two academic years; oi to select the aca-
demic vear and calculate "commitments' for
that period. In the c¢nd the latter solution was
adopted, various techniques being proposed for
expressing operating costs in this framework.

In addition, insofar as interrelationships
between university services are not systematic-
ally listed and the French group's objective is to
achiev. & fine breakdown of operating costs, the
only possibitity is to use fairly arbitrary rules
of allocation, Various recommendations were

1. G. Hamard: "'Note sur le patrimoine de 1'U -
niversité de Paris X - Nanterre' {Note on thr
capital asscts of the biniversity of Paris N-
Nanterre),

made on this subject and work is currently pro-
ceeding on these various points,

ransfer costs

Under this item we find costs not yet listed
and constituting aid disbursements to the student
and/or his family, The French group has just
started on the treatment of these costs, which
could be calculated fairly rapidly if the study was
limited to direct aids alone (fellowships, various
allowances). It would however be far more com-
plex to evaluate the costs incurred through in-
direct aids: university welfare institutions, State
contribution to student social security scheme,
ete,

All these costs - personne! costs, capital
costs, opcrating costs, transfer costs - must
be the subject of a detailed breakdewn. For an-
other basic characteristic of the French group's
approach is that it is microeconomic, starting
with the finest possible instructional or admi-
nistrative 'output units'; recourse to ce.tain
methods of private business accounting and tno
use of certain concepts of activity analysis prove
very revealing in this connection,

USE OF ACTIVITY ANALYSIS

How can we analyse productive activity in a
higher educational institution? The French group
found it impossible to apply cost-efficiency ana-
lysis directly, since data on production alter-
natives were inadequate, cost functions unknown
and appraisal of output "quality" very uncertain,

In the same way input-output analyses had to
be rejected, in particular because not all pro-
ductions (notably research) could be quantified.
Activity analysis seemed more appropriate to the
objective pursued; the procedure here is to
breakdown the productive process intotwo stages:

1. Consumption of inputs for an activity
contributing directly or indirectly to
production;

2, Combination of activities fo1rr a given
production permitting measurement of
returns, ‘This second stage cannot be
taken into account for productions not
strictly quantified,

This type of analysis is therefore based on
an exhaustive study of structures; it includes
supporting and administrative activities and pro-
duction of intermediate outputs; for this reason
it permits usecful thinking on university organi-
sation, cost formation and control; lastly, a
detailed knowledge of existing processes is the
basis of a substitution study of productive me thods
and makes it possible in the long run to carry out
decision-making analyvses,

I'finition and classification of the vasic cell of
the syvstem: the UEA (Flementary Lnit of Acti-
vity)

The analvsis of the activity structure and
the desire for maximum disaggregation in the
light of existing information possibilities led to
a definition of the basic cell of this system:

The Elementary Unit of Activity (UEA) is
the emplovment of the smallest set of resources
co-ordinated into a process in order to obtain



one (or morc) output(s) or one (or more; ser-
vice(s), cither final or intermedinte,

This concept is not new; it is quite simply
the French analytical accounting method of so-
called "homagencons sections' recommended by
the French Accounting Plan, It covers the same
three essential requirements:

- Homogeneous -unit of activity: the com-
bination of inputs is asingle process with-
in the LA note that the other two re-
quirements  may lewd to aceeptance  of
similar processes with the same object);

- Cost centre:r the URA is capable of woeing
"regarded as likely to be the subject of o
specific regrouping of charges or costs',

- Responsibility centrer the UEA is placed
under o single authority; this poca s
essential only if the accounting sve s
aricnted towards budgetary control,

Wherever possible, an eftfort should be made
to vlaborate a unit of work, i, ¢, o unit of micasu-
rement of the level of activity of the URA giving
thes best explanation ol input consummption or cost
{at Tixed prices and technologies),

The crassification adopted is similar to that
detfined in the "Program Classification Structure’”
(PCS) of NCHEDMS, but does not coincide exactly
with it,

- Dircetly productive URAs:

ST of instruction;

- LA of research (no unit of work as the
output is not quantitied);

- UEA of publie service.

- Indirectly productive Ul As:

TTTENs supplving scorvices;  devined by
the faci that their output is measurable
and effectively measured, 1t 1s possiole
1o find in this category fictitious UEAs,
i,e, not corresponding co a real divi-
s10n of the nstitution but forming a cost
centre {building costs),

- administrative  T'EAsD either at
tation level or at URR Jevel;

- miscellancous UFAs: not coming into
the two previous categories either be-
cause theirobject isdifferent orbecause
their services are not measured,

insti-

[t should be noted that indirectly productive
URAs can accessorily provide final outputs (e.g.
assignments of services),

Activity costs

Theprimary objective is to caleulate globally
e complete cost of each URKN and then to de-
duce from it unit costs of activity for URAg
having o unit of worx,

It should be noted that the degree of cer-
tainty with which consumptions of inputs by cach
U\ are known is a variable: in this perspective
the French sronp was led (o diistinguish three
co-st o entegories:

- direcs costs defined as allboharges directis
apportioned to the UR AV in question;

- semi-directceosis: all canrges apportioned
in a URDN after transit in another URA
(suppiy ol scrvices) os o result of con-
sumption of the outpur of the second UEA
by the first =uch consumption being known
perfectiy in physical terms;

- indirevct costs: all charges apportioned in
a UKA after transit in another UEA (sup-
ply of services) as a result of conwumnption
of the outputs of the second UEA by the
first, such consumption being mercly ¢sti-
mated by an allocation rule (non-measur-
able output),

tin the basis of this classification the pro-
cedu > for caleulating global costs of UEAs
comprises three stages:

- Stage t; allocation of direct costs to UEAS;
all university costs as previously defined must
be fully allocated to all UEAs with the exception
of some directly concerning students (student
aid) and thus directly related to anoutput without
reference to the activity concept,

One important point should be stressed; the
vrench group found it impossible to consider
that teaching personnel costs were only instruc-
tional costs; in fact, even if the statutory service
obligations apply only to teaching hours, teachers
have other activities such as scientific research
and administration of higher educational institu-
tions, Salary couis correspond to all these acti-
vities. What proportion should be allocated re-
spectively to teaching activity, research activity
and administrative activity? In the absence of
otaer (Jnml, partial and local surveys were ini-
tinted on the time budget of university teachers?,
On this (imperfect) basis it will be possible to
improve the direct cost allocation procedure and
at least to avoid the error of regarding time
spent by teachers on university administration
or research as representing no cost, At the
same time part of the teaching personnel costs
will obviously be allocated at least provisionally
to UI’As other than teaching UEAs,

- Stage 2: semi-direct allocation; the cost
allocated to UFAs supplying measured secrvices
is apportioned among UEAs receiving their out-
put in proportion to consumption; it is essential
to take account of reciprocal services and desir-
able to measure self-services.

: 3: indirect allocation; the semi-
direct cost of administrative and miscellaneous
UiFAs is apportioned among recipient UEAs in
proportion to the rules of allocation designed to
estimate unmeasured consumptions, The fact
that it ts ditficult to link general service UEAs
to directly productive UIZAs without going through
departmental administrative services implies
two-stage treatment:

- Stage 3:

- apportionment of general service costs
among departments;

- apportionment of administrative service
costs of departments (including their share
of general service costs and their share
of teaching personnel costs resulting from
the  administrative duties performed by
cachers) among the directly productive
UEAs constituting them,

1. C. Echevin: "Le budget temps des enseigrants
dans les universités frangaises' (The time
budget of teachers in French universities),
University of Grenoble I,

2. ¢, Piganiol: "Fnquéte sur le budget temps
des enseignants de 'Université de Paris X-
Nanterre” {Survey on the time budget of
teachers in the University of PParis X-Nan-
terre),
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At the end of this work total eosts are to be
found in the pecounts of the direetly productive
UEAs, 8etermining their complete cost, with the
exception of the charges directly allocated to
output accounts,

The work is currently in progress in the
French group which decided to try out the pro-
posed methodology by calculating the activity
costs of the same course indifferentuniversities;
quantified components are therefore available at
the beginning of 19741; such evaluations are of
course only provisional and fragmentary, Com-
plete alculations will be carried out in the first
half of 1974, the methodology having been sup-
plemented in the light of the thoughts provoked
by the first series of calculations,

ACTIVITY COSTS, OUTIPUT COSTS
AND RATIONAL UNIVERSITY MANAGEMENT

The interest of arelatively fine evaluation of
activity costs remains limited to the comparison

1, aj M, Clerc: ''Note sur l'analyse des cofits
de personnel de 1'Université de Toulouse-
Le-Mirail pendant 'annéc 1971-1972" (Note
on the analysis of personne'! eosts in the
University of ‘Toulouse-Le-Miruil during
the year 1971-1972),

b) S. Cuenin: '"Cofts unitaires d'aectivité,
Premiers résultats' (Activity unit costs,
First resultg) University of Dijon,

G. Hamard: '"Note sur le caleul des cofits

unitaires des diverses catégories d'ensei-

gnanis de I'UER de Scicnces Economiques
de 1'Universit¢ de Paris X-Nanterre'' (Note
or, the calculation of unit costs of the va-
rious eategories of teachers in the UER

(Economics) of the University of Paris X-

Nznterre).

d) B. Barbaudy, M. Jeudy, O. Kebiri, DM.
Potez: ''Premieres observations et résul-
tats sur l'analyse du cofit du personnel en-
seignant et des flux d'étudiants dans I'UER
2éme cycle de gestion de 1'Université de
Paris IX -Dauphine’ (First obscrvations
and results of the analysis of teaching per-
sonnel costs and student flows in the UER
2nd cycle management of the University of
Paris IX - Dauphine),

¢) G. Hamard: ''Note sur le codt global cn
salaire des UINA de I'UER deSciences Eeo-
nomiques (ler et 2eme cyceles) de 1'Uni-
versité de Paris X-Nanterre'' (Note on the
total salary costs of UEAs of the ULER
(Economics) (1st and 2nd cveles) of the
University of Paris X - Nanterre).

f) G. Catoire: "Affecta..on des cots dircets
en capital aux unités c¢lémentaires d'en-
seignement de 1'Université de Paris X -
wanterre' (Ailocation of direct capital
costs to elerentary units of instruction of
the University of Paris X - Nanterre),

g) C. Cossu et al.: "Méthodologie emploveée
par l'Universit¢ de Paris I pour le calcul
des colts en personuel” (Methodology em-
ployed by the University of Paris I for the
calculation of pcisonnel costs).

h) J.C. Castagnos. N. Communod, C, Iicle-
vin: "Essai d'évaluation des coflits des ac -
tivités universitaires.  Modéle ECAU
(Tentative cvaluation of university activity
costs. ECAU [ model), Nos. 1,2, 3.Uni-
versity of Grenoble I
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o real states in space or time, Attention should
be drawn briefly to two possible uses of such
costs in the projects of the French group.

Klaboration of output costs

It is feasible to calculate output costs only
if the outputs can be described, enumerated and
counted. In the present state of knowledge, these
conditions limit the study of final outputs to in-
structional outputs alone, i,e. students who have
taken part inone or more instructional activities,
subject or not to control,

The classification will be based on the cri-
terion adopted for the 'field of study', i.e. the
higher cducational institution; this will make it
possible to distinguish the following two cate-
gories:

l. Iinal outputs of instruciion: students who
have decided to leave the institution or who have
obtained a particular degree of qualification {ui-
ploma or attestation) permetting them to leave
the institution with a recognised qualification of
higher level than they had on entering it,

Here we find:

- graduates: whether they leave thce insti-

tution for good or remain there to obtain
a higher degree.

________ leave the institution
either because they are giving up their
studies after partial success ou after fai-
lure, temporarily or finally, or because
they decide to continue their studies in
another institution (transfers); it should
be noted that if the field selected were the
cducatior system the latter would be
regarde:. intermediate outputs,

2, Intermediate outputs of instruction; stu-
dents who have decided to remain in the institu-
tion and who have not obtained a degree; a dis-
tinction will be marde between:

- students in re process of training,
- repeaters,

'this distinction based on the criterion of a deci-
sion implies an accessory third category out-
puts awaiting allocation, which covers students
who have not obtained a diploma and have not yvet,
at the time of the survey, taken tne decision to
continue in the institution or to leave it,

Outputs having thus been defined, the transi-
tion from activity costs to output costs can then
be made, bt there are very real difficultics,

The development of pluridisciplinarity, the
breakdown of cach diploma into options and the
possibilities of subject choice make it almost
impossible  to  define homogeneous  diplomas;
morcover, the fact that cach student proceeds at
his own pace, as a result of possible repeats,
makes it difficult to study cohorts, particularly
since many universities are of recent creation
and therefore have no historical data,

The only theorctically simple solution is
therefore to have a file recording the individual
progress of cach student; knowing the instruc-
tional activities in which he has participated, his
suceesses and failures, ete,, it is then sufficient
o give a value to each iastructional UEA to
obtain the cost of cach student, whether he is in
process of training or has finished,
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Aruitoxt provided by Eic:

It is then easy to rcarrange in categories - Control of the differences between activity

according to the criteria of the analysis in order budgetary functions adjusted to real re-
to determine average costs of outputs, The ab- quirements and real costs 'by e method
sence  of historieal data in most universities such as variance analysis.

means that this part of the project can be carvied

out only in a few special cases, ) Contribution to decision-making in the

context of a simulation model, Application is
obvious (study of additional cost consequent on a
Rational university management pedagogical experiment, cost of a brochure,
poster, cte,), provided of course that there is
no attempt to draw normative conclusions; si-
mulation cannot be substituted for decision-
making, it can only help to throw light on the
process,

The evaluations made can contribute to the
improvement of French university management
on two points:

a) Budgetary control in the sirict sense
would be meaningless in the French educational
system, However, a certain measare of control

o might be established according to the following
procedure:

For the universities in the French group as
a whole, retrospective knowledge of costs is not
a goal in itsclf; even if a great deal of time and
cffort is at present being spent on the thankless
task of collecting data, identifying information,
investigating teacher time budgets or the internal
functioning of administrative and technical ser-
vices, it should be remembered that this work
is meaningful only when viewed in its true per-
spective, namely, to improve decision-making

- Determination of 'mormal" activity cost
functions of full eruployment, based onpast
data corrected for wastage and other mis-
uses detected, and un productive Processes
assumed to be intangible,

- Application of these functions at the level and management procedures in the university
of activity normally required for the real system,
‘external inputs' of the yvear studied. G. ABRAHNAM-FROIS,

Note for the reader

The documents referrved to in the above article, resulting from the work done by the groups of
French universities can be made available (in French only) to representatives of the member insti-
tutions of the IMHE Programme. Requests should stare the exact title of the document(s) wanted and
may bhe made either to the Progeamme Secretariat or to Professor Gilbert Abraham-Frois, UER de
Sciences Feonomiques, Universitd de Paris X - Nanterre, 2, rae de Rouen, 92001 Nanterre - Cedex -
France,
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