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There appears to be less agreement about the sources of commu-
nity college financing than there was two or three decades ago.
Without new departures in sound directions, the wayward drift
1o state and federal dominance will continue.*

emerging trends in-state support ‘ w. gary mcguire

Results from a 39-state survey indicate stabilization of financing
in a majonty of these states rather than continued reduction, but
major problems continue to confront college administrators.

state agencies and effects of reduction  /ee g. henderson

State agencies for community colleges can assist campus-efforts

in responding to changing local, state, and national needs, while

resisting greater bureaucratization that would stifle respon-
’ siveness. ' y o

institutional responses; ‘
to reduced résources

A case study of severe budget requctions at New York City Com-
“a munity College may be instructive to college administrators who
have not yet lived through such trauma.

reduced resources and : richard decosmo
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y Planning and reallocating” and “pruning and grafung” form
two promising approaches 1o reducing the cost of the academic
ptogram when reductions are inevitable:
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student services should design a system &f accountability for use
in the decision and allocate resources and evaluate the results
accordingly. , .

. . T . [
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the dilemma of redyuced resources:  james |. wattenbarger
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By developing alternative options for accomplishing its mission
and examining the cost effectiveness of these alternatives,
decision-makers can act efficiently yather than reacting franti-
cally to budget crises.
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Dring the 1960s the predominant theme in community college edu-
cation was quantitative growth—development of new programs and
services and physical expansion of facilities to serve a rapidly expand-
ing student clientele. Two-year colleges gained credibility as eom- -
prehensife insututions capable of offering programs and services
where none had existed before. Resources were plentiful, and staff
were added in unprecedented,numbers to build new programs or
shore up existing ones. The size of the budget was not a critical issue
because unallocated funds were always available to support a new
program or to cover an unanticipated situation. As a result, commu-
nity college faculty and administrators came to believe that all emerg-
ing needs could be met by constantly expanding financial resources.
The view in 1978 is greatly altered. Federal and state agencies
and the public-at-large debate the question of overinvestment in
community college education, enrollment contraction,“prospective
staff surpluses, budget reductions, students inadequately prepared for
work and further education, and declining rates of institutional pro-
ductivity. Faculty and administrators debate the question of demo-
graphic change¢ in the ftudem population, priorities in spending, and
investment and-allocation strategies to obtain maximum mileage out
of limited resources. In a.1977 survey of community college presi-
- dents conducted by Jack Gernhardt and Sagdy_Drake of the Ameri-
" can Association of Commuriity and Junior Colleges, almost half of thé
responding exécutive! said that they were concerned about financing
as an issue facing thefr institutions. Indeed, financial concerns, such as
the size of the budget and, whether it is a “growth” or a “no-growth”
-budget, hate now becom® a“major issue—one that threatens to over-
shadow, traditional concerns with the quality and comprehensiveness
of the educational program. - ) : .
Both df these perceptions—that of the 1960s and that of
1978—involve concerns about the philosophy and mission of the
community college. Should it attempt to become “all things to all
people,™as in the growth years of the 1960s, or should it concentrate
- on doing well things that it does best and avoid getting into areas not
central to its mission? Although there are no easy answers to this ques-
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tion, clearly the two-year colleges must somehow reorder their
priorities if they are to survive the challenge of reduction. .

. “Reduction” is a process whereby two-year colleges lose re-
sources from the income side of the budget, producing a condition of
financial instability. Most often reduction is realized as a shortfall in
the operating budget caused by a number of factors workmg singly or
in combination: .

1. The general condition of the economy and the sharp cut-
back in federal and state funds for higher education.

2. The decline in the traditional college-age population and
funding formulas that limit or prohibit support for nontradmpnal
students. - R )

3. The trend toward government ﬂnancmg of higher. educa-
tion through students and the enrollment plateaus that result when
students enroll in other types of institutions because they think the
cost benefits of attendance are greater.

x

4. The problems two-year colleges face in competing agamst

" other public institutions for scarce resources because of orgamzauonal

constraints such’ as a weak or ineffective lobby, a transient student
population, alumni who are inaccessible or uninterested in institu-
tional affairs, political contacts that are limited to the local commumty,
a'ﬁd funding policies that tie, the college too stringently to local tax
support -

5. The changing job market and the loss of public confidence
in higher education as an iron-clad guarantee of a job.

6. The impact of proprietary schools and four-year colleges
cémpeting against community colleges for the same students.

7. The, resistance of the general public to committing new or
unused resources to higher education.

8. The declining motivation of college-age youth for post-
secondary education because of the slackening job market and the
availability of career-training programs outside of higher education.

9. The effects of jnflation, particularly rising energy costs, on
the operating budgets of two- -year colleges.

. 10., The movement toward collective bargaining by many two-

“year colleges’ and the resulting inflexibility in institutional budgets

produced by fixed persannel costs.
Reduction clearly is a comp%x issue. It is the expression of a
deep-felt need for mederation in expenditure of public funds and for

"growth only when economic conditions dictate and when hard evi-
q
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dence is available that increasing sums laid out for public services are
Justified by reliable estimates of outcomes. Those who make decisions
on two-year-college finances are demanding that institutions idéntify
and measure the outcomés or products or effects of education and
compare the results with the costs. This demand is fundamental to the
concept of reduction because it mandates that two-year colleges plan
carefully the expenditure of resources and more effectively utlizé the
resources they bave available. .
Facing a demand of this type..institutions can respond in one of
two ways. They can act by organizing an aggressive public relations
program and lobbying for increased resources to maintain or increase
the number of programs and services (expansion), or they can react by
setting priorities for expenditures and by eliminating expenditures
that rank low on the priority list {contraction). The pursuit of growth
rewards creative opportunism. It requires that administrators seize
the initiative with funding sources and show why their institutions de-
serve additional funding; and it must, of necessityi be predicated on

* accurate information showing the costs and outcomes of programs.

Contraction, on the other hand, requires toughness .and self-
d.iscipline. The management of decline, or what in this issue is called
reduction, is a different and more exacung task than creative leader-
ship in a period of expansion. It demands different managerial skills
and a different approach to administration than two-year college ad-
‘ministrgtors'have used in the past. .
In the articles that follow, nine knowledgeable contributors
examine the issue of reduction in a period ‘of decelerating growth,
“each from a unique perspective. The first three essays by Martorana,
McGuire, and Henderson concentrate on thé shifting patterns of
community college finance and the ‘responses of states and public sys-
tems to such changes. S. # Martorana describes how public two-year
institutions have become increasingly dependent on state and federal
agencies for, financial suppert—a condition that results in increasing
state and federal control over institutional policies, programs, and en-
" rollments. W. Gary McGuire éxamines the patterns of state support
for public two-year colleges in thirty-nine states. Although only a few
states in his study actually declined in appropriations to community
colleges, with a majority reporting a condition of “stabilized” funding,
he concludes that “the ‘stabilized’ condition is not far removed from
the ‘declining resources’ condition.” Finally, Lee G. Henderson de-
scribes he burgeoning role of state agencies in a period of declining
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resources. The state agency, in his view, must create a climate for
community colleges to respond effectively and appropriately to chang-
ing public policies and needs. o N

The next three articles consider the responses of individual col-
leges to declining resources. Herbert M. Sussman presents two models
for. retrenchment, describing the changes made in staff, progtams, .
and services at New York City Community College, in response to an
18 percent cut in the operating budget i a period of eighf&én
months. Richard DeCosmo considers the samne problem but focuses
on the effects of reduction in the area of curriculum and instruction.
He, suggests that innovatne programs and teaching strategies are the
first to feel the effects of a budget cut and that programs requiring
heavy equipment outlays will rapidly diminish in quality as equipment
needs go unmet. Jane E. Matson outlines the effects of reduction on
student personnel'services. Specifically, she notes that the role of such.
services is poorly. defined at many colleges and that, as a result, faculty °
and'administrative support for this area declines in periods of fiscal
uncertainty. She concludes, however, that these services can be reor-
ganized in such a way that the functions they perform will be better
understood by, groups in the college community. *

The responses af faculty and administrators to declining ‘re-
sources cannot but influence the long-range development of a college,
particularly the programs and services it offers in response to com-
munity needs. The next two articles address this general issue. James ~
L.. Wattenbarger discusses two approaches to planning that can be
adapted to cope with a reduction in resources. Reinforcing a popular
impression, he'indicates that community colleges are most successful
in carrying out their mission if their activities are the result of a
planned institutional program of action. In his views institutions that
follow a reactive approach to planning—moving from one crisis' to
another without adequately addressing the long-range effects of any
actios—nay ulumately have to relinquish control over their opera-
tions to persons and groups outside the organization, -Richard C,
Richardson examines the types of problems that community college
admirfistrators yill face in the decade ahead and concludes that care-
ful research and planning can help institutions maintain or increasé
‘their effectiveness even when resources no longer permit growth.

The next two essays look at some heretical concepts that com-
munity colléges must consider if they are to' maintain the tempo of
growth that characterized their early years. Darothy M. Knoell
suggests that two-year colleges should consider the type of institution
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they would like to become in the neat decade and then to plan accord- z
ingly Specnhmll) 1]17:‘-[11505 them g undertahe new cooperative ven- \
tures with'other agencies and mstitutions. that offer postsecondary’ ‘ ’
education and to provide e\panded ()ppmtumms for recurient edu--

* cativn, I then pull together the various threads that relate. to “1ediced \ [
resources” and discuss concepts that are critical to community college
finance. Finally, Andrew Hill reviews other sources of mformation for
use in coping with these problems. ;

If the currept furor over reduced resources is tioublesome, .
that is because, in the final analysis, this furor strikes (o the question -
of whether or not two-year colleges are organized (0 allocdte and use,

. public resources effecmel) in their programs, services, and activitics. .
What is at stake is the mission and goals of the college and its reor-
ganization to accomplish these goals effecmel) with fewer resources.
“That, of course, is a task for management. No manuals of “effective- "
ness” are available, and measurement in this area is a difficult and |
time-consuming process. Whether two-year colleges will be able to - |
improve ‘their performance and use their resources more effectively i
will depend in large measure on the ability of jexecutives to s_quly
what money cannot supply—judgment.

. Richard L..-A}fred .
) Issue Editor
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"y tl;,e wa)ward dryft to state and federal dominance will
o | - .; . ) contmue

o~

‘e
.-
" "7 finances are discussed. A full developmfent of these i issyes i beyond the
scope of thls presenthuon but bnef discussion of some of thé major ones
. ‘ t ' . 0 -
> [
| . Wew Directions for Commum;y Colleges, 22, Summer 1978 ‘e, .
>, \,' . s . ' * . ' -
\ \‘1 . 4 . [ . ’ 1 L -

EMC‘ T:‘ ) B 5 “ _‘_\

. . -
‘ . .
€ ’ - ‘J . .




is necessary for a meaningful analysis of the shifting patterns of com- .
munity college fiscal support.

One major issue concerns the 1elauonshlp between modes of
finance of community colleges and modes of control over their ‘policies
and operations. Conventional wisdom in Amterican higher education
has. steadf. clung to the ideal that control of academic policies and
operations shou necessarily be tied completely to the sources that
provide funds to establnsh and operate colleges and universities. As a
consequence, anly educational policy of the very broadest kind is prom:
ul"ated by state legislatures and the federal congress. Other authorities,
ghaeﬂ) boards of lay citizens at the local and state levels, control the
pOllClCS angd missiops of educational institutions in the United States.

«wGermapetd the discussion, however, are such questions as the following:
Is this pattern—the separation of control and financial support—
cl):llg}gf’ Does the broader body politic continue to support such
separation? Will the sources of support inevitably also control academic
decisions? If so,what will be the collsequences for higher education?
Awareness of these questions, and the various positions that have been
taken to address them, cannot but influence the way in which commu-
nity college finance patterns hdve shifted and'no doubt will continue to
shift as the quest for more effective financing goes on. )

A second issue involves the relationship between finance modes -
and educational philosophy and purpose. An axiom of sound educg-.,

_ tional fimance is that fiscal policy should be consistent with and enhance
educational policy. For that axiom to apply to communify colleges, the
purpose and philosophy of these institutions must be clearly defined and
the defmition hnust be accepted in the colleges and in the constituencies
they serve. This degree of consensus has not always been presem. For
example, were the community colleges intended to function as an “up-

“wart extension” of the secondary schools or as expanded-entry units to
higher education? Should they be local, regional, or statewide in the
services they offer; open door or selectivein admissions; and low or high
cost in the charges they impose on_students? Such questions are still
being debated. Efforts to resolve them in one direction or another will
bear directly on the patterns of fiscal support forthe colleges concerned.

A third major issue involves the relationship between comnunity
college finance modes and those used to finance other types of institu-
tiorss. For historical as well as educational and folitical reasons, secon-
dary education is adminjstered and financed separately and differently
from postsecondary ed tcation. To the extent that community college.

. educauon cuts across both levels (in historical development in sense of
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purpose and identity, and in organizational and fiscal arrangements), it
is influenced by the differ:g_rlg currents for.change that affect each of
them. Administrative and fiscal structures that tie community colleges to
lower school systems continue in many states, even thougiNthese ar-
rangements may now be anachronisms. In other states community col- * *
leges have been successful in developing a clear linkage with higher
education, and this has resulted in fiscal practices that run to the best
interests of the community colleges and their comprehensive commit-
mént to serve the local community. Efforts to move in either direction or
toward a separate identity by two-year colleges will provoke shifts in
their pattérns of support. .
Finally, there is the time lag between}he first evidence of need for
change in fiscal support and the development of new arrangements to
mEet_ new conditions. Efforts to make changes in state laws’ governing
community college finance often come before legislative bodies time and
again before they are finally enacted. The effect is to encourage change
in fiscal supportpatterns in those areas whhich are least affected by lag; in
other words, the most flexible aspects of the financing formula. The
empbhasis is on expediency and opportunism in such circumstances,
usually with a lasting impact on the fiscal support pattern of community
colleges, but rarely with a beneficial 'impact on institutions or their

educational effectivehess.
The following sections build on this brief review of some of the
broad issues to be kept in mind in any disCussion of shifting patterns of
community college finance. L. ‘ ,
o
.o e finance patterns .

’ *

The methods used to finance community collegé courses today in
several states are considerably different from those followed, in earlier
years. In the early 19205,Q/hen Koos¥1924) made his baseline study, 137
of the 207 junior colleges then iri existence were private institutions. Of
the remaining 70 institutions, 46 were public, operating in affiliation
with local school systems. The financing of those junior colleges, there-
fore, reflected the practices of private undergraduate colleges (in the
case of the private junior colleges) and the local public schools (in $he
case of the majority of the public junior colleges).

In the years that have passed since Koos’s study, examinations of =
junior and community college finances have consistently shown five
major sources of income for two-year-college operations and two.for .
financing of capital costs. The main sources ofsqpbog‘t.for the operating .
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budgets of public community colleges are student tuition and fees, local

- tax funds, state tax funds, federal grants, and private gifts and grants.
For capital costs the main sources of - support are local and state tax
appropriations. Private institutions rely chiefly on revenues from tuition
and fees for operating support and on private gifts and grants and
self-liquidating revenue bonds amortized by student tuition charges for
capital costs. ’ )

Of particular interest is the direction in which community col-
leges are moving in relation to each of the main sources of support for
their, operations. A review of available studies reveals that the percen-
tage of operating costs borne by state sources had moved, from an
average of slightly over a third, across the nation, in 1955-56 to
54 percent in 1967-68; during that time the percentage borne by the
student increased at a much lower rate, from 20 to 22 percent. The
percentage carried by local tax sources decrease consnderably, from 37 |
to 20 percent on the average nationwide. On the ba515 of these data, the
conclusion was drawn “that state go»ernments are moving toward the
position of providing more of the funds for coMmunity colleges than
local governments, w hile the student’s proportionate.share is changing
only slightly” (Martorana, 1971, p. 22). This conclusion was supported
alsoin a separate survey of forty-two states by Arneyin 1968. In his study
the following median percentages of support for community colleges
were reported by several states: 20 percent from student tuition and
fal, 21 percent from local tax sources, 52 percent from state aid,
5 percent from federal support, and the remaining percent from other
sources (Arney, 1969). .

More recently, Wattenbarger and his colleagues have conducted
nationwide surveys of practices in financing community colleges in
several states (Wattenbarger and Cage, 1974; Wattenbarger and
Starnes, 1976). 7 1976 report itemizes dollar amounts recgwed in
1975-76 by community colleges from each of the major soyrces of
income already mentioned. It covers the community college systems in
thirty-four states and a ttal of thirty-five systems (Colorado reported
twotypes). If the dollar amounts reported are converted to percentages
_of total income received and median percentages are calculated for the
total number of systemsggthe results show the followmg percentage
, distributions for each source of support:

Student fees: range, 0 to 33.3%; median, 17.9%

Local tax: range, 0 to 54.9%; median, less than 1%

State aid: range, 25.9% to 97.2%,; median, 57.8%
Federal funds: range, 0 to 18.8%; median, 5.1%

Gifts and other sources: range, 0 to 16.7%; median, 3.1%

» .
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The striking fact here is not merely that the state has become predomi-
{ " nant in providing support for community colleges but that in a growing
number of cases local tax support is disappearing; sixteen of thirty-five
systems surveyed in 1975-76 reported no revenues from local sources.
Another view of the shifting patterns of support for community
colleges is provided in the periodic compilations of financial statistics on
. higher education by the National Center for Educational Statistics, U.S.
Department of Health, Education and Welfare. The center provides a
statistical reporting serv ice that, with modifications over the years, dates
back to 1935) From data compiled in thése federal government surveys,
Martorana and Morrison (1962) calcu,iglted the mean percentage dis-
tribution, of financial support for community college operations nation-
wide in 1955-56. The distribution was as follows:
Student fees: 13.8%  ~
Federal funds: 1.1%
State aid: 34.2% °
Local taxes: 36.6%
Tuition transfers (between taxing dnstncts) 6. 1%
Private gifts and gran[s 0.8% ) ’
College-organized activities: 0.9%
Auxiliary enterprises: 5.7%
Other: 0.8%

/ percent) of the funding for two-year colleges._

. " Table 1-presents finance data from 1973- 74, the latest year
available as thns\paper was prepared. Two striking findings emerge fram
the figures. First of all ﬁgmmgnnyand unior colleges have _essentially
remained true to their commitment to{eep the costs of postsecondary
education as low possible. Second, the states, and to a notable extent
the federal goyernment, are taking over the burden of costs. The states
are doing so zy increasing support to their colleges on a direct basis

. through institutional support and indirectly through student financial

aid. Thefederal government is essentially following the latter course of

action. The percentage of income derived from student tuition and fees

was not substantially different in 1973-74 from what it was in 1955-56.

* For public and private two-year colleges together, it has held at a constant

16.1 percent—thereby reinforcing the argument that state govern-

~ments and the federal government are contributing proporuonately
more to the financing pf community colleges

* When public conmunity colleges are considered in Solation, the

state ance again is showrnto be the predominant source of fisca) su ppo;:t,

: . :
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Thus, as recently as twenty years ago the localities served were the’
predominant source of operating revenue, providing nearly half (42.7
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. D able l. Current Fund Revgnues
+. (in th s\ax‘l(d ) in Two-Year vColl‘f‘:ges, 1973-74

LY

RN _ Public . Private
Revenue Type - $e " % T8 %
Total ¢ - 33810,314 \"106.0 . 293,253 160.0
*Education and Generak :3,469,7‘18 91.0 219,957 75.0
Tuition/fees . 507,212 13.3, 153,530 52.4

Federal government . 149319 . 39 5,096 1.7
State® - --1,629,801 42.8 3,557 1.2
Local . 952,727 25.0 1,726 6
Endowment 3 457 * 4,804 1.6
Private gifts 3 488 J* . 35,002 11.9
Other C 22%,714 5.9 16,242 5.5
Student Aid Grants 111,182 2.9 14,789 5.0
" Federal government 76,101 . 2.0 7,392 2.5
State - « 21,658 .6 4,094 . 1.4
Local' 2,722 . .I* 17 —
Private gifts 8,149 ~* 1,885 .6
Endowment ) . 364 —* - 411 1
Other " 2,188 V¥ 990 3
Major Service Programs 7,808 2 299 —
Auxiliary Enterprises 221,606 5.2 58,208 20.0,,

*Amounts rounding out to less than .1 are not shown.

SOURCE. Computed from data reported in Paul F. Mertins and Norman J. Brandt,'
Financial Stansties of Insttutions of Higher Education. Current Fund Revenues and
Expenditures, 1973~4. Summary Data (Washington, D.C.- Nauonal Center for
Educauonal Statistics, Department of Health, Education and Welfare, 1976),

. pp. 8-9.
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providing 42.8 percent of the total operating revenues for these institu-
tions. Local communities show the greatest decline as a revenue source,
previding 25 percent of the operating funds in 1973-74, down from a
figure of 42.7 percent twenty years ago.

The use of student aid grants as a means of proudmg operatmg‘
funds for both public and private two-year colleges is reflected in Table
1. This practice is now of such a magnitude that it merits special consid-

“eration in this analysis. Currently, almost 3 percent of all operating
income of public two-year colleges and 5 percent for private institutions
derive from student aid grants. These figures place two-year colleges
within one percentage point of general federal aid for public colleges
and represent three times the proportion of general federal support for




. . .

private colleges. But even more significant are the relative roles o local e
state, and federal goxernmems and private donors. The federal gov-’
ernment is by far the chief source of student aid funds for publlc and :
private two-year colleges. It outstrips the state in aid to students attend-.

ing public institutions by some 3 to | and to students attending pri\ate .
institutions by 2 to 1. Local sources of support show uR only slightly in o
the fiscal support patterns of public colleges, as do private sources m

. private colleges.

B These data indicate that the “tuition transfers” between local
districts maintaining community colleges in states such as California and
Illinois hase taken a new form. The transfer of support burden is not
between jurisdictions at the same level of relationship with the colleges
(thatis, supporting districts within a state) but between different levels of

* s jurisdiction—Ilocal, state, and federal. The burden in this transfer is
being assumed by the state and the federal government. Furthermore,
the channel for the transfer is through the student, not the institution.

A\] . ) .
. R legislative policy and shifting patterns
- N .
The shifts in sources of support for community colleges are not.
thexgsult of happenstance. They reflect changing public policy positions
taken on the broad question of support for higher education, and they .
parallel trends in legislation at the local, state, and (more recently). )
federal levels. In retrospect, it is possible to trace the changing scene of
public policy and its impact on community colleges in several states.
These chlanges may be charactenzed@s ) the drive to achieve a balance
between local and state recognition, (2) the upset of this balance in favor
of the state, and (3) the drive (still current) to involve the'federal gov-
*  ernment in the support pattern. : ’ - N
An excellent illustration of the first stage (the drive to achieve —
balance) is seen in the first general enabling act for community colleges,
passed in New York State in 1948. This law called for an evenly divided
support pattern: one third from student fees, one third from local tax .
sources, and one third from the state. This’same pattern appeared inthe
statutes fater enacted for community colleges in Pennsylvania and New
Jersey and in the revision of the basic community college statutes of ~
- Maryland and a number of other states. By the end of the 19505, in most
states, the state had become a full-fledged and équal partner to the local
coramuriity in financing community colleges. ‘
The balance between local and state participation’in community
| college finance proved to be a delicate one when viewed from a nagjonal
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perspective. It lasted about two déecades. The pattern in New York can’
again be used to illustrate the forces that acted to change public policy.
Formulas provided in New York’s comimunity college law s—calling for
equal, or nearly equal, shares of local and state support for these
institutigns—-proved to be inflexible and incapable of responding to
rapidly changing conditions for postsecondary education. Most statutes
provided for the state to match local support once the enrollment of
students in the locally sponsored institutions had been tabulaged. Two
factors limited the viability of this approach. First of all, in/times of
financial ‘stress at the state level, state government support fgr
enrollment-driven” formulas wopld soften, and alternate’ formulas
would be sought to reduce state support. Second, since enrolinent-
driven finance formulas gave control over educational, polic férmula-
tion to local boards, the priorities of state policymakers—e‘?m)n/w\ere not
evident in programs developed at the local level. Moreover, when con-
gruence in state and local priorities did occur, credit was given to the
lacal board of control rather than to those responsible at the state
level—a difficult political position for state-level policymakers to accept.
As a result, state formulas for support of community collegd®were

modified. Specifically, a ceiling was placed on the burden that the state -

would bear without concomitant support at the local level. For example,
the “equal opportunity” statute passed in 1970 in New York prompted
local supporting jurisdictions to limit their tax support to that matched
by the state-in the basic‘formula. A characteristic local response, ‘this:
action g}ermitted the state to assume a progressively larger proportion-
ate fiscdl burden and led to a stronger emphasis on state-level priorities
in eduwational programming. . . :
Continuing observation of state legislatiori reveals not only a
rising trend toward state control, in line with increasing support, but also
a tight-fisted stance on the part of many states; consequently, new
resource acquisition strategies are now needed at both the state and the
institutjonal levels (Martorana and McGuire, 1976a, 1976b; Martorana
and Nespoli, 1977a, 1977b). These new strategies, whatever they may
be, will need to take into account the burgeoning role of the federal
government. This expectation is made clear in the figures presented
earlier, showing the expanding number of federal programs on which
the community colleges may draw and the growing recognition of com-

munity colleges that greater participation is both necessary and desirable. -

Beginning with the Natipnal Defense Education Act of 1958, the
federal Congress generated a spate of new enactments that affected
community colleges. Of particular importance are the Vocational Educa-
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tion Act of 1963 and the amendmems toitin 1965 1968, and 1972 the
Hngh@r Education Facnlmes Act of 19683; the Higher Education Act of

, " 1965; the’ Educauop Professions Development Act of 1967; and the

v1968 1972, and 1976 amendments.to the ngher E8ucation Act. The

“drive of com;numty colleges to gaimr adequate recognition in these fed-

eral enactments and to be given equitable treatment in the allocation of
federal fundsis a story of orgamzanenal action that brought wide public
attention to,'these institutions and their local and national leadership.

Vanous dspects of the story are feported in several so%ces (Blocker,

) Bender, and Martorana, 1913. Martorana and Sturtz, 1973), and the

O

story isstill unfolding. ,

To date, however, the community college continuesto fare poorly
in the allocation of  federal funds to different types of postsecondary
education institutions. This is true even though mandatory set-asides for
two-year institutions were written into laws such as the Higher Educa-
‘tion Facilities Act;the Education Professions Development Act, and the
*1968,and 1972 amendments to the Higher Education Act. An excellent
illustration of the underrepresentation of community colleges in the
distribution of federal funds is found in a recent report of the College
Entrance Examination Board, which showed that commnunity college
students use federa] student aid programs less frequently than their
needs would warrant’(Gladleux 1975).

‘Public pohcy concerning the fingnce and coritrol of postsecon-
dary education generally, and community colleges in particular, is still in
a process of change at both the state and national levels. The direction
that broad public policy takes will determine the future direction that
community college finance patterns will follow. .

< field behavior: cause or effect of shifting patterns - ~

. Community college leaders, like those in other types of public
institutions, are highly sensitive to changes in the political milieu. To be
successful, these leaders must anticipate changes in the patterns of
support for their colleges. When one or more constituencies seem un-
likely to contribute their normal share, efforts are made to secure larger
amounts from other sources to offset the difference. In this way, shifting
patterns of community college finance are to some degree a product of
the behavior of community college lea’%:s. The shift from local tax
funds and relatively low levels of student fhition to higher levels of state
support and direct student charges (offset by financial assistance to
students), stimulates statements of leaders seeking new sources of finan-
aalsupport for their institutions. -
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New finance strategies may be in the offing. As ‘pz;rt of the |
preparation of this manuscript, an inquiry was addressed to members of
the National Council of State Directors of Community anid Junior Col-
leges and to the chief executives of institutions holding membershlp in
the American Association of Commumty and Junior Colleges. These
individuals were asked to predict whether, in five yegfs’ time, (a) finan-",
cial support for community colleges.will rise, decline, or remafn about
the same; and (b) new strategies will be de\eloped to cape with futuge
changes in fiscal support. Responses came from sixteen.state directors
and sixty-eight chief executives. Alt}{ough these respondentsﬂdo not
constitute a large representation of either group nationwide, their re-
plies can be helpful in the analysis of future trends. The consensus .
among the respondents was that financial resources for community
colleges will at best remain st.eady Man) indicated an expected decline
or a steady state. Only two state directors, one private junior college
president, and three public commumty college presidents indicated an
expected increase in level of support in the next five years.

Allrespongents indicated that sofmne strategic actions in response
to thelikelihood of declining support were under consideration. Amonge
the state directors, four basic measures were reported: (1) more effective
administrative management of fiscal affairs at the msmuuonal level'(2)
economizing measures in instruction and programming practices in AR
institutions, (3) stronger public information and lobbymg efforts, and+
(4) increases in student tuition and fees. Private junior college presndents

‘reported heightened efforts in long-range planning and the dexglop-
ment of cost-saving programs Public community college presidents o
indicated greater emphasis on (1) economizing measures in instruction.
and programming practices, .(2) more effective administrative manage.
ment of financial resources, (3) programs of information sharmg and

' publlc relations (including lobbying efforts), and (4) direct efforts to
increase resources through increased local and state taxes, tuition in- ,
creases, and private gifts and grants. .

Most of the actions reported in these broad categories are the
standard moves of an organization facmg tough budget decisions. Some
spedific examples:

Administrative control and management Adoption of continuous
cost analysis measures, mnanagement by objectives, and maintenance of+"
expenditure controls. : L o

+ Instruction and staffing: Increases in class size, assessment and
deletion of uneconomical programs, coupling of classes over longer time
penods, and encouragement of multifield teaching.
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costs, 1s51gmﬁcam in light of the expected increase in federal participa-
-

. creation of separate functional services (testing, irfstruction, certifica- .

. state-level fiscal support for community colleges. Designed to preserve

.
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. the Amerjcan Association of Community and Junior Colleges as official

Q
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Public relafions: Direct lobbyi\»g/effects ontocal, state, and federal | ’
levela and.a reemphasis on theccommunity orientation of the college.
‘ °

s \
. PS

. continuing probes for insight and explanation ? .

. . 4

Early identification of the fiscal difficulties of community colleges
came from Lombardiin 1973. He claimed that both external factors and
internal practices contributed to the then -emerging problems. An
anal)s1§ by Bénder (1977) of the growing 1mp$ct of federa}admlmstra-
tive regulanons on college operations, and their 1mphcauons for rising

tion inicommunity college financing. Weathersby and Jacobs (1977), in
an examination of trends in institutional goals and student costs, con-
clude that the trend toward financing through students may lead to the

(2%

tion, counseling), to’be paid for directly by the stident-clients involved;
as a result, institutions may become fragmented. Wattenberger and
Cage (1974) advance a thesis in sypport of stdte-level plan"nmg and . ,

local institutional autonomy, this.approach would somewhat alleviate
the problems posed by current finanee patterns for thg.development of
comprehensive community colleges. Garms (1977) ldoks at the issue of
economic equity in terms of both supporting constituencies’ “and stu- )
derits. In a forthcoming publication, Martorana and Wattenberger dis- . .
cuss their design for evaluating state paterns for financing community s
collegesagainst criteria developed from the generally accepted goals'of ‘ )
. these institutions. Finally, as this manuscnpt was being produced, the
Ford Foundation announced a major new grant to the Brookings In-
stitutjon to support an in-depth economic analysis#of cornmunity
colleges—their services, costs, and productivity. bl
There is little consensus evidentin the conclu51ons dn@lwmfrom .
the growing list of studies touching directly or mdn(‘ectly on the question '
of éommunity college fipancing, Indeed, there appears to be less agree-
ment than therewas two or three decades ago. The s{age is set for new .
departures in the fingnce of community colleges.

.

. LY

. N ' "
/ ' . \ conclusion .. ¢
. ‘. : - v L :
‘ \\ One strategy for coping with declining resources hs been advo- % T
cated by Gleazer during the last five years and was recently adopted by e
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apolicy. That is, community colleges should become committed to the
concept of “community-based, performance-oriented” education and
_should become instruments for the development of commuypities and
individuals. This position represents a return of the community colleges
tofthe philosophy of localism that characterized their development in an.
earlier day. Such amiove will not bé without problems, as evidenced by
two basic questions posed by Gleazer (1974): (l) Whatare the criteria for
success” How do we measure output and summarize it for fiscal, legal,
d managerial pprposes? (2) If we are to become something different,-
how accommodagng is the current public policy climate in which we
-operate? . y
. To date, acceptable answers to these, quesuons’have not been
forthcoming. Moreover, uniil the concept of “community-based,
R performance-oriented” education and its place in the Amenca%)ost-
secondary educational scene is better defined, interpreted to the public,
and accepted by the broader educational enterprise, institutional and
public policies favorable to the notion are not likely to take shape. The
wayward drift toward shlftmg patterns of fiscal support will continue.
It is hoped that this fofecast of future events will not hold and that

) community college leaders might together launch a purposeful drive

toward sound fiscal support for community colleges, founded on a
sharply defined statement of purpose to guide community college de-
velopment in the critical years ahead.
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Results from a 39-stat ’)ruey indicat*e.stabilization of
¢~ financing in a majorzty of these states rather than continued:
reduction, but magor problems cunlinue to conﬁont college ’
A admzmstmlprs

/7 .emerging trends

W. gary mcguire

{

S

A
Increased _competition ‘with other sectors of postsecondary educauon
and decreased state revenues.are some of the reasons given by state

community and junior college directors’ when, in response to a national

survey conducted in 1977, they noted a decrease in financial support
The study was conducted:through a questionnaire and follow-up proce-
dure with all state directors included in the 1976 embership list of the -
National Council of Directors of ComMmOr Colleges It was
designed to elicif data-in response to thé following questions: What have
been the state appropriations for two-year-college operating expenses
for each of the last three years? Have these resources been stabilized, \

- reduced, or ‘increased? What critical, vanab}es le%to this, condmon? If

budgets have been curtailed, generally what have tWo-year colleges done

" to respond to financial limitations? © .

-

&N
N -

, 7 declining resources

e

o oA » ,
For the purposes of this study, we defined “declining resources”

. as a consistent decrease in funds made available for college operations
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over the three-year period 1975-1977. Only seven*of the thirty-nine

respondmg states (including one territory, l’u‘\‘fo Rico) ;ndncated that
. «financial suppayt for two-year collegi’s_was actually détreasing’ (see

-

. Table 1). The remaining states were d’penencmg eithera stabilization

« o or an increase in resources. <~ N S , R
. 7-_ " In‘one state, Ohio, the state Ieglslature was faced with elther
increasing taxes for Ohio residents or. keeping i increases in staLe sub-
sidies t§a minimum. Smce the leglslagors, for eBvious reasons, were
. reluctant}a increfse taxes, the only course open Wwas to restrict subsidies
fortwo: )em-colleges Althoughall sectors of postsecondary education in
Ohio received modest 1ncreases in state subsidies, these i increases’ were
not sufficient to meet operaung cOsts, R 3 percent reducation in appro-
_priations was digtated by the governor, and a n’umber of colleges began
* to Consider the p0551b1l1l) of increased student fees to offset dw indling
" D revenues: Connng4at a time when enraollments were on the rise, these
~ trends posed asevere problem tode tuo-year colleges as they labored to
serve’ more students with less money. Hbdw did the colleges respond?
They hired more part-time faculty, dela)%d or postponed expenditures

v

for hifary, and educational equipment, and deferred maintenancg
% .

. * expens ‘ v

noreased smdent fees, such $ those dnscussed or instiuted i in
Oth arean obvwious threat to the open-door admissions pollcy hat has
been ahalln of the commun)l) cgllege movemeftt. Another, te that
- may be forced to close itsdoors to students is Nevada, whe 1977
the governor recommended a slash of $22,500, 000 in the Univer'sity
Nevada System’s $138,000,000 arinual budget. Hnstoncally, the co

/

3

+ /_munitygollegesin Nevada have had to bear the lalgest percentage cutin

resources, in comparison wittrthe two state yiaiversities. In addition,

. because of ‘the biennial legislatiye session it{ Nevada, allocations ire
made for a two-year period. Thetefore, budgets established in 1977 tie
"the commumt) colleges to & single level of operation through 1979, Not

. onlyare the dollar amounts more restrictive, but additional ljne items
are conunuall) imposed, so that Aexibility, withinthe appr bddget's
drasucally reduced. To meet this Challenge two-year colleges in Nevada
ha\ carefully managed sgée-dulmg and enrollment‘ofmdnvndual classes’

to maintain the qualn) a comp"'ﬁensn,eness of existing ‘programs.
Commumty colleges in Michigan are also experienci Yinancial

austerity and have taken steps o pare down expehses:-forinstance, they
have increased the ratio of part-time faculty, dnscont nued “Iéisur -ume
courses,.” and-reduced full-time staff and equnpmen wchases to Tmeet
. the challenge ofuerodlng per student support. Although the absolute
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Thirty-Nine States (1975-1977)

. .

‘Table 1. Financial Condition'of Community. Colleges in

o

. State

Increasing

Decreasing

Alabama
Alaska .
Arizona .
Arkansas
California -
Colorado
Connecticut
Delaware

. Florida .
Georgia. ,
Idaho
Illinois
‘Indiana
Iowa
Kentucky
Maine

. Maryland

Massachusetts

Michigan
Minnesota ~
Mississippi
Missouri
Ngﬁraska :
Nevada
* New Jersey
_New York
North Carolina
Ohio
Oregon |
. Pennsylvania
Rhode Island
South Carolina
Tennessee
Vermont
Virginia
West Virginia
Wisconsin
Wyoming
Puerto Rico

9%

Stabilized

I
-
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level of appropriations has increased in recent years and did once again
in 1977, the specter of unexpected enrollment increases saturated the
program base of many colleges and drove expenditures beyond a level
capable of being reimbursed by the state. The pattern of rising costs and
stabilizing revenues cannot but restrict the enrollments in Michigan
, two-year colleges to those students they can serve within the limitjof
/ existing resources.
A fourth state experiencing a decline in financial support is North
Carolina. Operating funds for North Carolina’s fifty-seven community
colleges are appropriated to the state board of education and are distri-
Buted to the colleges on a fair-sharing formula that permits each institu-
tion in the system togrow. In 1976 and 1977 North Carolina’s colleges
were underfunded because of a declining rate of growth in state rev-
enue. Most institutions met this situation by actions such as (1) elimin-
ating selected courses, (2) delaying new programs, (3) transferring
administrative positions to instructional positions, (4) increasing the
student/teacher ratio, and (5) increasing teacher contact hours. These
measures have allowed North Carolina to meet the challenge of reduced
- income and maintain an open-door policy for its citizens who want o
contihue their education. . e
In all of the states categorized as suffering from reduced re-
sources, the actualappropriation for community colleges increased dur-
. ing the current budget year. The rate of increase, however, was smaller
. than in previous years; was well below the rate of inflation; and, as a
) result of enrollment increases, culminated in lower per student income. -
This underfunding has stretched dollars to the breaking point in many
institutions and poses serious questions as to their future mission and
scope. .

4,?—

stabilized fuming - .

: Twenty-one of the thirty-nine state directors 1csponding to the

‘ survey indicated that community college financing had reached a

. “stabilized” condition {see Table 1). That is, there had been no appre-

ciable increase or decrease in financial resources for community colleges

in the past three years. Essentially, the “stabilized” condition is not far

__/ removed from the “declining resources” condition. With no significant

increase in appropriations, states with stabilized resources face the same

. problems as those with declining resources: ‘increasing enrollments,

. inflation, rising costs, and other factors that constrict growth. Commu-

nity colleges in these states are resorting to many of the same actions that
aré being taken by institutions in states with declining resources.

«
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The twenty-one states whose respondents placed them in the

-“stableresources” category are Arizona, Arkansas, California, Colorado,
Connecticut, Delaware, Florida, Illinois, Iowa, Kentucky, Maine, Mary-
land, Minnesota, Mississippi, Missouri, Nebraska, New York, Rhode
Island, South,Carolina, Vermont, and Virginia. Most of these .
“stabilized” sta{es are experiencing multiple problems related to the
financial condition of their public two-year colleges. The most fre-
quently mentionéd problem is that of declining tax revenue. This condi-
tion is, of course, directly related to the genergl decline in the economy,
which has limited funds available to all state agencies, including com-
munity colleges. Competition withother sectors of postsecondary educa-
tion is another problem — mentioned $pecifically by five state directors,
Other problems related to standstill appropriations are declining public
support, changing funding priorities to other state serviges, unexpected
enrollment increases in sore states and enrollment decreases in others,
and an emerging public sentiment against the use of state funds for
“self-interest” types of courses. , .

M 4

» 3 _ reactions to declining or stabilized resources

just as the reasons for nongrowth are many, so are the reactions
to such a situation at the state level, the.local level, and wnthm thécollege -
itself.’As shown in Table 2, different methods of dealing with financial
austerity, are currentlz in practice in community colleges in the states
with declining or stabilized resources. The most frequently used
methods are increasing part-time faculty, reducing noninstructional ,
expenses, and increasingthe student/teacherratio. Less frequently used
methods are limiting enrollments, increasing local funds, and allocating
resources to lobbying. Some unique reactions include borrowing on tax
anticipation warrants, shifting sdme types of expenditures from state tax
funds to tuition funds, sharing staff among institutions, and contracting
for student services. aClearly, several of these methods will instigate
change in the mission and structure of two-year colleges. The “open
door” is threatened. Similarly threatened are the existence of high-cost
occupational programs and the ahility of the colleges to react to newly
discovered educational needs in their tommunities.

The umque charactensues of postsecondary education in gvery
state make it im possible to generalize the experiences of any one stifte to
other states or to apply cost control methods used in one state to those
used in another. It is useful and instructive, however, to describe the =
conditions and experiences of some states characterized as stable or
decreasing.in financial resources.
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Table 2. Reactions to Decreasiﬁg or. St;pilized Financial Support -

Y

- / ¥

Restrict
new-p

Increase Reduce b
Parttime  Noninstructional  Increase

Increase
local
funds

Limit Eli;ninate

development

Allocate
m resoiirces to

lobbying

Arizona
Arkansas

. California
Colorado

-Connecticut-
Delaware
Florida
1llinois-
fowa
Kentucky
Maine

- Maryland .
Massachusetts*
Michigan* .
Minnesota
Mississip pi

. Missouri
Nebraska!
Nevada*

.Netv York
North Carolina*
Ohio* .
Rhode Island
South Carolina
Vermont ¢
Virginia
‘Wisconsin*
Puerto Rico!
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faculty expenses . S/T ratio
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enrollments programs
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*These states reported decreasing financial support for community colleges.
'No information available. - . = .
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4 Arizona. The Anzona State Community College System réceives
:  funds frém the state according to a formula.based on full-time- .

equivalent stidents. In recent years enrollments have declined, and
consequently colleges have lost state 4id. The colleges have balanced
theirbudgets by raising local tax levies. :

Illinois. Total appropriations for community colleges in Hlinois
increased steadlly until 1976. These increases have not kept pace with

the mcﬁeases in enroliment or costs, nor have they paralleled increased -~ -
. state expenditures for welfare and unemploymem compensation. In

1976 the state began to recover from a recession, but the recovery

resulted in-fewer new enrollments than prOJected Since funding is ¢

~determined through an efrollment-based fu nding formula, there was a
decrease in state aid to community colleges. To combat this situation,
many colleges borrowed money through tax anticipation warrants and
deferred maintenance and equipment expenditures. Some colleges
adopted policies for increasing class size. The most noticeable trend was
the dramatic increase in part-time faculty’ among all two-year colleges in
*Hlinois. . - - '

South Carolina. South Carolina’s community colleges have been
funded at essentially the same level for the past three years. Although a - y
small percentage increment has been made available for expenditures
other than salaries, the rate of inflation has exceeded this amount. This
condition has been brought about by a general decline in State tax
revenugs and a feelmg that funds for postsecondary education should
be limited in order t6 provide greater funding for elementary and secs,
ondary educatign. . .
Community college enrollments in South Carolina have declined .
by about 9 percent over the past three years. This reduction is attributed *
to a decline in veteran enrollment and the stabilized budget. Some of the
* state’s colleges have compensated for limited funds by using a greater
. number of part-time faculty; other colleges have had to curtail the use of
! part-time faculty. Many _institutions have been forced to implement
large® reductions ini enrollment to stay within budgetary limitations.
Throughout the state’s community college system, colleges are giving
. careful thought to nonreplacement of staff members who leave, but
there has been no. effort to deliberately cut staff in order to meet
budgetary limitations. The presidents of several colleges have arganized .
aconsortium to influence the legislature by holding special meetings for
their benefit, :
Rhode Island. The state appropriations picture for Rhode Island
Junior College has shown a pattern of increases over the past three years.
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Howgver, the increases requested were to accommodate increased ‘en-
rollments and the openmg of a new campus facility in the northern part
-of the state. State appropriations for 19741977 were as follows:
* 1974  $ 8,577,000

Mo Ty 0 19 ssoessss TN
, 1976 $12,470576 .
.. 977 $13,459,758 o

Wlth the additional fundmg necessary (o op€rate the new Blackstone
Valley Campus, including additional faculty to accommodate approxi-

College
" Vermon}. The Commumty College of Vermont is presently the
only publicly supported two-year college in the state. The college was
/founded in 1970 as a private institutian-without state funding. State
funds were first appropriated for the collgge in 1973, when it became
part of the Vermont State College System. The rext'two years brought
'increases in the level of appfoptiations. The pattern in 1976 and 1977
was one of decreasing sums. For fiscal year 1978 a recommendation was
. made to incréase the appropriation, but only to its level in 1976—the
firsf year of the decreasing appropriation. The'"coll!e!ge responded by

@ th resn{i: stabrllzed financial ituationfor Rhode Island j\mor

- wad eliminated, and the college contracted with another i msututlon to

- provide the service. - v
. B New York. The fi n‘ancnal condition of commumty tolleges of the
State University of New York has deterioratéd in recent years but some
; ) additional aid has been forthcoming. This has dccurred as an jncentive
to en reater numbers of disadvantaged students, to ,achieve a
faculfy/stugent ratio of at least 18.5/1', and to ensure an allocation of 50

~ percent or more of the institutional budget to instructional costs,
n 1976-77 an attempt was. made to reduce state aid by 10 per-
’ “cent for colleges that had accumulated a reserve balance. This move
/ was successfully protested by the colleges; they claimed that such a thove
would penalize them for instituting cost-saving methods that enabled
them'to achleve the surplus. Full state fundmg m/‘}_§77 was limited toa
statewide total of 116,800 full-time- -equivalent students. A 50 percent
. * supplemental appropriation was given for 1,168 full-time students and
& an additional 25 percent supplement for 1,168 full-time-equivalent stu-
dents. For each additional FTE student, a payment of $100 was provided
for each institution. *

mately 900 more students and to counteract the effects of inflation,

rithmirfg programs and reducing staff. The studént finaneial aid office °
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1 -V This funding pattern forced several community colleges in the

state to delete entire -programs, reduce full-time "staff, and*em ld;?
greater numbers of part-time faculty ‘The sxtuatqn hasbeen aggravaxed
insome colleges'by expensive union contracts, rising costs, and declmmg

. enrollments. - Y SN . IS
~ N e -
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* Not all state systems of commumty and junior colleges are ex- °
periencing décreased or stabilized fundmg Eleven states in the survey
! reported steady increases in state- appropnated funds (seé Table 1). The
reason underlying the increase-dppears to be rising tax revenues result- .
ing front increased industrial development and’ population expansion.
Tt is mterest.mg to note that most of these states are not located in the
s Southeast, which we have been ledto believe is expenencmg great
strides in industrial growth. The lack of a geographical pattern can be
linkéd to the unique characteristics of the economy in these states, as
described below. N ‘
Alabama. Alabama's system of community and Jumor colkeges is
“ financed almost entirely from state funds. Tax revenues for a Special
-« Education Trust Fund have grown rapxdl)?m recent years, with'the state
sales tax the highest revenue producer. The state incomé tax has also
. increased rapidly. These taxes aref“earmarked for school and college
- support.
‘State appropriations for community colleges have been as .

Y follows.,
= 1975 $28,400,000

. 1976° 29,000,000 ' )
° 1977+~ 34,500,000 v
Alaska. The' two-year colleges in Alaska have experienced consid-
erable growth and expansion in recentyears. Thesecolleges derive their
Srfunds largely from'state-appropriated general funds and, in lesser part,
from si2h sources as program receipts, student fees, and government

contracts. The followmg are resourc/'allocauon totals for recent years:
4

: ’ FY 1975 FY 1976 FY 1977
General funds ~ $3,236,900  $7,589,800  $12,884;200
Other ’ 2,198,000 2,101,300 - 4,094,300
+ The growth of Alaska's commumty college budget is directly
) related to that state’s burgeoning economic picture as 2 result of in-
— créased oil revenues. :

£,
} . increased resources
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Idaho. Idaho has only two commurrty colleges. Each offers both
academic and vocational-technical programs. Academic programs are
funded at the state level by genefal funds and at the local level from

" locally derived tax revenues. Vocational-technical programs are funded

at the state level by means of a general appropriation to the Division of
Vocational’Education, which then parcels funds out to these programs.
State’ funding (excluding federal funds) has grown both in absolute
dollars-ard in the percentage cut of the total budget. State funds com-
prised 37 percent of the community college budget in 1973 and 46
percent in 1977, )

Enrollments have increased significaml); in recent years, thus
requiring more funds to maintain existing educational programs. The
two-year colleges have a limited tax base and are highly dependerit on
state revenue. One of the colleges serves five counties, but only one
county jin its tax district can be depended upon for maintenance and
operaROn and bond redemption tax levies. The other college serves
eight counties and portions of two more but has only two counties within
its tax district. -

Indzana Indiana has only one pubhcly supported two-year col-
lege, and its appropnauon increased from $2,691,734 in 1975 to
$3, 734,378 in 1976, plus a supplemental vocational education appropri-
ation of $210,000 in 1975 and $340,000 in 1976. The critical variable in
the budget increasesthas been the law prohibiting the state from going
into debt, thereby enforcing cost-saving measures and gnhancing its
abnhty to support its public.schools and colleges.

Pennsylvania., The state .allocation to community colleges in
Pennsylvania represents approximately 33 to 38 percent of their annual
operating expenses, which in 1976 amounted to nearly $35,000,000.
This is a small percentage of the state allocation for higher education,
mcludmg appropriations to Pennsylvania State University, the Univer-
sity of Pittsburgh, Temple University, Lincoln University, fourteen
state-sponsored colleges, and a number of state-aided univeysities such
as the University of Pennsylvania. .

Because of the decline in the state’s economy and the resulting
reduction in tax revenues, a small across-the-board percentage increase
has been instityted as an economy measure. This increase in the state
allecation is theardivided among the state-supported institutions. The
commurfity coﬂeges have fared well in this situation. An unexpected
entollment increase has allowed them ta reduce their per student cost;
because they have a low per student c({s]t‘go begin with, they have been
favored by the state board of education which has li'mited’enrollmem
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* and budget increases for all sectors of postsecondary education except )
" the community colleges. Moreover, in 1974 the state legislature in-
creased aid to community collegesby proViding an additional $150 per |
year for each full-time- equlvalem student enrolled in vocational- ' |
technical programs, which amount to nearly 50 percent of their enroll- .
ment. Because of their low per student cost and the fact that they
represem a small percentage of the total budget for higher educauon,
community colleges have not experienced budget cuts.

Wyoming. In Wyoming approximately 58 percent of the operating
casts for the state’s seven community colleges is appropriated by the
legislature Trom the state’s general fund. State support has continued to .
increase as enrollments have swelled beyond the level of each precedirig i
year—largely because of the rapid development of energy resources, B
partncularly coal. A srong lobbying effort on the part of college staff and
trustees is also seen as a reason for increased allocations to commumty
colleges in Wyommg - : -

. : conclusion
4 .

Several factors seem to be contributing to the present ﬁnanc{ =
picture in states whose support for two-year colleges has decreased or
stabilized: i -

1. Anunexpected increase in enrollment in the‘pﬁt three years,
cdused by a large influx of veterans and students enrolling because of -
lack of employment opportunities; funding often did not increase in
proportioh, thereby forcing many institutions to operate at austerity
levels. . -

2. A failure on the part of many institutions to anticipate an ~ * |
enrollment decline in 1977-78 as fewer veterans entered college and job '
opportunities improvéed. -

3. The continued economic decline in some states, resultmg in L
- decreased tax revenues. * ’ .
"4. Declining pubhc support for higher educauon
5. Increased competition with other segments of postsecondary
“education and other state, agencies and services. M
: * Perhaps the-most significant point, however, is that the financial .
| ) sn(uauon——whether declining, stabilized, or increasing—has become to
‘, some extenta change agent for community colleges at the state level and ~ ’
. at the local lével as well. More and more, state community college boards
arg finding it necessary to keep legislators well informed of the services
that tfo-year colleges are providing. New staffing patterns are develop-_
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ing, with increased employmem of part-time facult) Thns in itself tax/\
alter the character of the college by adding to the ranks of “traditional” :
faculty the pragmatici alue orientdtion of those employed full time in an
occupation other than teaching. The “open door" is closing and tyition is
rising to offset burgeoning expenditures—all of .which may lead to
selective admissions policies and a resulting change in the nature and
characteristics of the community college student. Class size is incréasing,
which places a burden on faculty and could lead to difficulty in contract
negotiations. R .

# These effects are readily visible in many'states. Thereis, however,
a less visible and potentially positive outcome of tHe financial squeeze
affecting community colleges. In a letter to the editor of this volume,
Joseph Bruno, coordinator for community colleges in the Common-
wealth of Pennsylvania, pointed out that chea'r thinking administration
will always find a solution to budget problems—a solution that will have
the minimum negative im pact on the services offered by the msti’tuuon
Admittedly, a stable or reduce dget will change the eperation "and
direction of a college, but this effectShould result in new commitments
to the community, while at the same time reducing the unit cost of
college opem‘uons Many changes will take place; but these changes
should serve to enhance the community colleges as commumty based '
‘lnsmuuons . J
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Mohawk Valley Community College in Utica, New York. -
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State agencies for community colleges can assist campus

efforts in responding to changing local, state, ~ +

I and national needs, while resisting-greater \

lﬂtreaucmtzzatwn that would stifle responsiveness.

-
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b state agencies and:
| effects of reduction

Y -, lee g. henderson

’
2 - ~

“Bléssed is he who administers in a period of growth. Persecuted is he
who administers in a period of no growth. But damned™ he who must
administer durmg the transition pernod from growth to nd growth,”
Thus Kenneth Ashworth (1977), commissioner of the Texas Coordmat—
ing Board, describes the plight of state agencies in today’s environment
“for education—an environment where declining birthrates have re-
Y sulted in a substantial decrease in the rate of increase, and sometimes
i actual decreases, in community college enrollments; where societyisina*
| * period of transition from growth to stability or even contraction; where
l taxpayers are showing increased resistance to new or additional taxes at
| all levels. Higher education has lost a degree of public confidence and A
therefore-finds itself in a poorer competitive position with other social
' P aﬁencxes for limited fiscal resources. Our days of operating virtually
’ unquestioned, and of being both autonomous and afﬂuent may wellbe .
l
|
|
|
|

= a phenomenon of the past. o ion
State agencies increasingly are caught between demands by Ieg15-
lators for change and leglt’lmate demands by faculty and institutional

-~ New Directions for Communi:y'Collcges. 22, Summer 1978
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administrators for what they consider adequate support. Lucille Maurer
(1977) of the Maryland House of Delegates has clearly stated the legisla-
tive Bosition: :

\ \@: believe higher education will in time respond to the!‘/
chaiying conditions more realistically and more coherently than . ~2&
has been evidenced to date—not because the institutions will

change their habits of operation primarily of their own accord?

. rather, these changes will come ‘as a_consequence of statewide
planning and coordination and as a result of redesigned public
policies reflecting adjustments to the needs of the decade

. ahead.... .

After all, we are asking higher education to adjust rapidly
to cbanges of direction, not just a change of pace. We are asking
for this ehange of course at the same time the institutions are
coping with the impact of spiraling costs with increased resistance
by taxpayers to heavier burdens, with student resistane¢ to in-

* creased tuition, and with faculty seeking higher salaries.

Attitudes such as this obviously place additional demands on the
state agency and also tend to erode the decision-making authority of
local governing boards. These boards are hecoming incréasingly resis-
tant to state and federal mandates that reduce local latitude in making
decisions and add ad ministrative tasks and new priorities to lecal opera-
tiong.at a substantial cost, but without any provision for the funding of
these new directives.

The state community college agency often finds ’itself in the

~Jmiddle, representing both local and statewide interests. On the one
hapd, it serves s the advocate of the legitimate: congerns of two-year
colleges for the funding needed to provide quality programs and to
compensate their professional and nonprofessional staffs. Additionally,
it works to assure that two-year colleges are given appropriate roles and
the operational freedom necessary to fulfill those roles in the statewide
educational plan. On the other hand, it must interpret and often enforce
the mandates of the legislature and the comprehensive-planning agency
to specific institutions in the.system. Finally, it serves as a mediator
between the institutions and the legislature in an attempt to bring these
two increasingly disparate systems into some degree of harmony. .
\ , Legislators are beconliny concerned not only about comprehen-
sive planning and broad, long-range poliey changes' but also, as the
competition. for, scarce resources increases, about the use of appro-
priatgd funds. THat is, they are entering areas that traditionally have
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remained under tHe control of faculty and administrators—areas such

as enrollmentquot#}s cotrse approvals, types of programs to be funded,
& salary increases, teacher loadggnd administrative ratios, and fee policies. !
In addition, they are concerned about accogntabnhty and are insisting
that colleges document clearly the outcomes of their programs and
services. These actions, when viewed together, amount to nothing short
of the greater concentration of control at the state level. .

In times of strong public support and ample funds, legislators do
not generally concern themselves with thé operations of our colleges.
“Conversely, in a period of diminished phblic support coupled with
limited funds, legislators seek even greatér accountability on the part of
the colleges. This leads to increased expenditures for defending whatwe’
are doing and decreased expenditures for getting the job done.
The role of the state agency in this climate is complicated further -
by the ‘legislature’s ingreasing efforts to become independent of the
executive branch. To exert that independence, legislatures are begin-
ning to hire and depend heavily on large staffs, who not only stand
between the executive branch and the legxslators but also deal directly
with individual institutions. These staffs have the time and the intellec-
tual curidsity to probe and analyze policy questions as well as specific
operational procedures of community colleges. Legislative staff ac-
tivities result in substantial demands for information from, by, and
about the colleges in a state system and place expanding work loads on-
the state community college agency and the incﬁ\vidual colleges.
< i

.

) ! -
institutional responses to reduced resources

As institutions a}e being asked to adjust to fewer real dollars per -
student and to stabilizing Or even declining enrollments, limited finan-

- . cial resources are being further eroded by snowbzlm lling overhead costs,
caused by a variety of reporting arid procedural:mandates issued by
govemmental agencies at the state and federal levels. Hea avy overhead .
costs, the cost of inflation, and the demand for aqdmo'nal studentaidto *» =
keep the“opendoor” open for all citizens are forcing community college
admmlstrators to make tough and unpopular decisions, often without
the mformauon base needed to make the best decisions. The resultin
many cases 'has been a retreat to traditionalism, precisely when there are

’ . reneweddemands for new approachcs whereby educational servicescan - ¢
‘ be provided to new and nohfraditional student populations.

“n recent years one of the major goals of two- -year institutions has '
been to secure salary levels that could keep pace withi i increases in the
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‘ cost oflmng Sipce tax suppor?generall) has not kept pace with infla-
’ tion, this goal could be met only by budget réductions, .generally
accomplished through-increasing staff loads and/or reductions in in-
:' s&ucuonal support. In such a situation the innovative and high-cost
’ programs necessary to fulfill the objectives of the “open door” are the
first to feel the pressure. A similar conidition exists in the area of fund-
ing for prograni;development and high-risk capital. . ~
At the same time, and with good reason{the increasing external
pressures on institutions haye prompted faculty a /nd administrators to
question seriously the new mandates suggesuons or initiatives from the
state level, which require institutional staff and/or monetary reso"urces
.for accomplishment. Cblleges can pearrange priorities just”so many
. times within fixed resources; after a certain point, the delivery ofeduca-
tion to students is seriously affected. Many gglleges have already reacﬁik
the breaking point in responding to state and federil initiatives.
Neverthelé/‘,demands for change will not disappear, They will be
, accentuate'd in the years ahead The alil{l’ly of comfnunity colleges to
respond wlll be seriously limited by the percentage of the budget that

r

goes into personnel benefits and by the difficulties inherent in chang R
T, stafﬁng patterns bechuse of tenure and other legal llmltauons involving

‘ employment in the public sector. .
’ Colleges. have responded to this situation b/\becommg more
compeuuve for existing funds. In akituation where the primary problem
is keeping up with growth, it is not too difficult to {nvolve colleges in

systemwide decisions related tonolncy and fun
diffici¥eéto achieve gonsensus. But asthe rate
resources decline,

and respond to broader concerns.

d allocation, npr is it ,
Ef‘mh)slows and

istitutions become obsessed. with their own intérnal -
problems, and it becomes increasingly, difficult for tflem to recognize

N
) N &

¢ state agenczfresponses T o

Legislative responses to declining resources are requiring state§ - .

to take new responsibilities in decision mak[ng How does the (State”
agency respond to these c pressures? In a climate of this 1y pei[ is relanyely .
" easy to centralize authonty in the state agency, especially in states where
a substantial percentage of the college budget comes from legislative
appropriations. Mowever, as most thoughtful students f educatignal
policy recognize, edutational decisions are best made as close as poséble
to the scene of the action; when there is sound reasow’ for.}nakmg
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decnsnons at the state or system level, those deg;&o/ns should be made in
such as way as to give maximum latitude to the decision-making author-
ity at the local level.

*  Discussions with state officials and legisiators across the country,
and with theorists in college administration, seem to supportthe position
that state agencies must reexamine their operations and give priority to
at least four aréas outsidé of their routine administrative functions.
These areas might be classified as (1) information and accountability,
(2) communication and advocacy, (3) funding, and (4) change agent
_responsibilities. ,

Inforgation and Accountabulity. As any college president will tesufy,
demands for information are skyrocketing. The literature is replete with
cries of anguish from institutional administrators about the costs of
rapidly increasing reporting requirements from a variety of state and
federal agencies, not to mention the growing demand oflocal governing
boards for information. While it is doubtful that any agency or system

~ cansstern the tide of such demands for information, the impact can be

Y

-

greatly mitigated if there is a well-developed information system that
includes a taxonomy of data ¢lements needed to respond to information
requests and management needs. Such a system must provide for the
collection of each data element only once; and it must be easily manipu-
lated for aggregation or processing, to provide information needed for a
variety of reporting purposes. However, it must not be dominated by the
information requirements of state and federal sources. Regardless 0f the

level or type of control, most management deasxons are now and will .

continue to be made at the individual college or campus level” There-
‘fore, information’ systems should give priority to the information
needed to enable management to make good decisions at all levels.
Such a system may be difficult to develop because of the variety of
taxonomies used in requesti data. Community colleges, in particular,
are caught bettveen the re?gmng requirements used in the HEGIS
. (Higher Education General Information Survey) classnfncatlong the
state and local school system classifications, and the classifications re-
‘quired. by federal and state agencies. Although some progress has been
made i in reducing. differences and disparities among various federal

" reports,’a single taxono, y of information for all of educauon still has

e advantage of a single data system is the mediatr

notbeen developed.9

' ing effect&ﬁ\ it can (have on data collection from a variéty of state
ith

interests

€a /ailability of an operative data system the state
community co)lege a agency often can mesh with data requests of other
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state interests so that these requests will be based on available informa-
tion, thus eliminating the need for a separate or duplicative reporting
instrument. —
With the increasing demand for accquntability, the data system
must include not only input and process measures but also some com-
mon measures of output. This would enable the local governing boards
to evaluate their operations and also provide a.system of accountability
and quality control to the appropriate state executive and legislative
bodies responsible for community college education. The net effect
-would be increased savings through the more efficient use of resources
and improved relations between the college and the state legislature. 1‘
Communication and Advocacy. Information is not enough. Data |
must also be communicated and interpreted to decision makers in a way l
that will result in spund decisions at the college level, the state board ‘
level, and the legislative level. In a period when state agencies and '
institutions are suffering from reduced resources and reductions in,
funding, better ways of communication must be developed. The state
~-agency needs t6 communicate effectively to all segments of the local 1
college community—the board, the administration, the faculty, and the
students. It also must cémmunicate to the legislature the’ legitimate
needs and expectations of the colleges for support and resources. In
addition, it nist communicate to the public the needs of the individual
institutions in the system in a manner that will give community colleges
the highest possible priority in the allocation of limited resources. Only
the state agency is in a position to serve as advocate fortheneeds of the
total system and to give attesition to systemwide priorities. Withouta
‘strong state agency there is real danger of internal fighting and “pork
barreling” amiong the various colleges for limited resources. -
Funding. Because funds are in short supply as a variety of new and
expanding governmental services draw upon limited tax dollars for
support, legislators are seeking alternative approaches to funding.
These alternatives include special allocations to private msmunw
students attending private rather than public institutions; jeint
priyate and public facilities or joint use of different levels of educational ~ *
facilities; program consolidation within or among institutions; closingor
merger of institutions; and failure to create new or additional institu-
tions. None of these alternatives is harmful per se. However, the ex-
panded use of ‘dach or all of them does mean reduced funding to
commupity collegedin com panson withthe funding they received in the -
19505 and early 19605 Reduced resources, both in money and students

“ . Y

SERR




» -

will require some significant changes in the process‘byfwhich state funds
are generated and allocated to individual colleges.”  ~

' When enroliments were expanding, community colleges were
happy to receive approprition increases based on average’cost per

“student. Growing institutibns fared well under such a formula. When

enrollments leveled off or declined, the reality of marginal costs were
more clearly recognized. Colleges discovered that formulas based on
dollars per FTE student—formulas that were adequate in.a growth
situation—were entirely inadequate in a static situation. The FTE-based
formula, which served so well in a growth situation, became an absolute

catastrophe in a period of decline because no institution can reduce
expenditures by the total average, per student costs.

National agencies such as the National Commission on Financing
of Postsecondary Education, the National Center for Higher Education
Management Systems, and the National Association of College and
University Business Officers have pointed out the need for greater
insight into costs and the impact 6f enrollment changes on costs. State
agencies must build on these national modelsgo develop a costing system
that describes what costs institutions have borne historically, how institu-
tions respond to enrollment changes, and what the costs ought to be.
There is a critical need for costing and allocation formulas that more
closely approximate the funding needs of each institution in the state
system. ?’:

Change Agent Responsibilities. A fourth priority for the state agenicy,
in responding to declining resources, is to provide leadership and assis-
tance to the colleges to help them respond more quickly to changing

" needs. It is axiomatic that whilé changes in society create changing
educational needs, and while the state legislature may dictate change,
change can be effective only when it is undertaken with the concurrence
and support ofthose at the institutional level who are responsxble forits ~
implementation.

Thereis an element of difficiity inherent in this type of reason- -
ing. As indicated earlier, institutionis facing a condition of declmmg
resources“and rising external demands tend to retreat intg traditional
practices. Unless the forces for improvement, innovation, and
quality— the willingness to take risks—can be kept alive at the institu-
tonal levél, the real danger is that the response of state agencies will be

-greater bureaucratization at the state level. Unfortunately, if this occurs,
the result is likely to be further poli¢y developmentin the areas of inputs
and process (that is, faculty work loads,admiﬁistrati\e/faculyy ratios, and
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the like), with a cpnsequent’reduction in the freedom of individual - . ~
colleges to utilize resources in ways that provide alternative staffing \
patterns, alternative }vay's of providing instruction, and better measures
of outputs. . ’ ) L

The real challenge to the state agency is to assisticolleges in their
efforts to further innovation and vitality in fesponding to changing
needs at the state, national and local levels. There must be strong
resistance to the tendency toward greater.bureaucratization that will
stifle the opportunity for creativity at the college level. -

-
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A case study of severe budget reductions at New York City

Community College may,be instructive to college

administrators who have not yet lived through such trauma,
: #

bl

v g o S .
institutional responses

-

1

“herbert m. sussman

-

“The cry about the financial crisis in higher education, so loud a few years
ago, seems to be changing in volume and intensity. The label steady state,
if there s sucha phenomenon, is now a farhiliar terfh inour lexicon. The
- shock of the economic depression and its impact on higher education has
progressed from the acute phase to the chronic phase. Those of us who
are unprepared to adapt to reduced resources, either for lack of interest
_ or because the problem is no longer in its acute. state, surely will face
_ problems that have been part of an excruciating past for others.
" Although community college administrators in different parts of"
- the country face different types of probléms rela _to lack .of fiscal
* support, the conditions of.decelerated growth and reduced: resources
- ninfrom coast to coast. From the unobtainable expectation of the 1960s,
. that education can and will resolve all societal problesns, to the current -
attitude, that education has 3 limited role in a larger societal context, the
" fiscal priority of higher education at local state, and federal levels has*
been lowered.
Of all public agencies, community colleges are probably most
"vulnerable toa financial reduction when state and [ocal governments call

-t
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for a reexamination of funding priorities. Viewed as institutions de-
signed to serve the needs of the community, two-year colleges rise and -
fallin relatiopship to support from the community and the state. In New
York City, forexample, the specter of financial insolvency forced the city
government to réduce fundmg for al} public agencies. The combined
budgets of the eight community colleges in the city—collectively iden-
tified as part-of the City University of New York—received a larger
percentage cut than any other city agency, including the public four-
year colleges. This cut precipitated,a two-week shutdown of the City
University in June of 1976 and curtailed fall semester enrollments as
students, apprehensive about the stability of f éducational programs of-
fered in the City University, enrolled e]sewherq .

'Ifm& expenence as a chief executive of an institution that experi-
enced a series of severe budget reductions over a two-year period is the
prospect of the future, then a retrospective look at New York City
Comrﬁumty College could be instructive to those more fortunate college .

-administrators who have not yet lived through such ‘trauma

trauma of reduction . . .

Q
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The budget crisis at New York City Community College, began in
the fall of 1974. Each budget reduction that took place changed the
character of the institution. While initial cuts trithmed the proverbial fat,
later cuts severed programs, services, and enrollments and created an
mstntutnon with a different look. Although increased efficiency partially
ameliorated thte trauma, the enormity of changes in class size, course
offerings, maintenance and supportive services, and equnpment and
supplies demanded of administrators a new approach to management.
Not the Hgst of their problems was theknmposmon of tuition for the first
tlme in. fall 1976 and dramatic changes in financial aid and student
retentioRapolicies. -

In the fall of 1976 New York City Community College enroiled
approximately fourteen thousand regular day and evéning students; 80
percent of these students were enrolled in career programs and 20
percentin liberal aits curricula, For many years prior to the fall of 1974

- the college had bed enrolling students beyond its fully funded tar
thereby earning additional work-load money by which to meet the exgess
enrollment. Work-load funding was always calculated well below actual
operating cost. For example, in 1974 the funding for direct instruction -
per full-time-equivalent student was $1,141. However, by overenrolling
to meet student demand, New York City Community College earned *~

.- 46 . -~ .
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“hdditional dollars at about half the rate. Sincé the overhead costs of

operating the college had already been met, these additional funds more
than covered the cost of part-time faculty hired to teach extra sections.
The remaining work-load money was distributed among a variety of
college services. Support services were increased and some additional
full-time faculty positions were created for departments that began to
show an excessive number of part-time hours. This incremental fur?

pattern provided the flexibility that the college enjoyed before the
financial crisis. Asaresult, faculty and administrators became convinced
that almost any emergirig institutional need could be at least partially
met. There was no penalty for a modest miscalculation of funds or
enrollment because there'were always unallocated funds that could be
used tocover an unanticipated situation. To the extent that past budget

-increases were incremental, the effect of future reductions became.

progressively more severe until they eventually cut to the heart of the
college. - o~
Threats of budget reduction to the City University by New York
City had been an annual activity for a number of years, but cuts’had
never actually'been made. The first actual dollar cut was made for the
1974-75 fiscal year. The university responded to the reduction by
requiring an across-the-board percentage cut of 1.597 percent from
each college budget. The dollar amount for New York City Community
College was $467,000 out of a total budget of $27,000,000. To effect this
savings, the cgllege cutits supply and equipment budget and did not fill a
few vacated pos?tions In midyear—long after the. budget had been
distributed among the operational deans—the university informed the
college that an additional specnal savings of $555,000 would be required.

Somewhat like a group of businessmen asked to pledge contributions to

the community chest, the council of deans met with the president to
decide how toachieve this savings. What was the fair share for each? First
of all, they agreed that, where possrble, things would be cut before
people. Therefore, since the budgets of the dean of students and the
dean of continuing education were composed primarily of.personnel
costs, the cuts at this time principally affected the dean of facllty’s
equipment and supply budget and the dean of administration’s monies
for supplies, buildings and grounds, and OTPS (other than personnel
services). Although they seemed devastating at the time, in retrospect
the 1974-75 reductions were comparatively mnocuous

In the late spring of 1975, the city’s fiscal position deteriorated

’ further, and further reductions in the university’s budget seemed in-

evnable As New York City Community College went into the early
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summer, the magnitude of the cuts remained unknown. By August,
however,the college* ad ministration learned that the budget cut would
be $2,900,000—or 12 percent of the total college budget. The next few
days were among the most difficult ever experienced by the college,

In atfempting to develop-a “style” for solving this problem, the
college’s administrators developed a principle that would ensure an "
ecological bdlance for reduction wit{:in the college. This principle, the
“ecological model,” differed substantiaily from the acrdss-the-board cut
used earlier; specifically, the new procedure involved more difficult
choices. No longer could each activity be consideréd equal to every other
acuvny Large sums of resources were needed, and the only way to get. -.-
them was to cut deeply into selected activities. It soon became apparent,
however,ﬁt such cuiging often limited the activity so drastically that it
could no longer function effectively. An example concerned the\y&tural
affairs program, under the direction of the dean of continuing educa-
tion. The cost of the operation was about $100,000. The o'ffering of
cultural programs to the community was a specific institutional goal; it
was of low priority only when compared with the other major goals of the
college. The loss of one staff member would reduce the ability of the
operation to function, so that the choice was either to eliminate it al-
together or leave it in its original state. The program was totally re-
trenched. In addition, thirteen professionals from the dean of students’

"area were retrenched, together with eleven other professionals from
various ddministrative -offices. One hundred’ civil service employees
were, cut from the dean of administration’s area. Other items too
numerous to mention were also recommended for reduction.

The dec151on to go through a brief and intense perxod of budget
slashing rather than a drawn-out series of plans did create some dnff‘cul-
ties. For instance, there, was minjmal involvement by faculty. However,
the academic program was barely touched; instead, the support services .
took the biunt of the cuts when the “reduction package” was presented
to a' meeting of departmentand dnvnsnoﬂs for their review. A list of
alternatives for possible savings, with dollar amounts, was provided to
this group in the event that there would be recommendations to change
part of the administration’s-plan. It-was apparent that any one alterna-
tive was as disastrous as the other and that a “no-win” situation existed
for any division or department. Small modificatibns suggested by the
faculty were made, and staff were retrenched in accordance with policies
established by the board of higher education. This sequence of events
occurred between August 4, 1975, when New York City Community
College received its budget and September 1. At midyear cnty officials

!
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demanded an,additional $32,000,000 cut by the unjye'rsity. The presi-

39

dents of each college insisted that no further cuts could be made. The

city then insisted that tuition be imposed; the university resisted. On May
28, 1976, the chancellor called a special meeting of the presidents, and
the entire City University closed for lack of fundsgSpecial state legisla-
tionwas pas d, and tuition was jgaposed for the 197®77 academic year.
All university personnel were forced to take a two-week salary * ‘defer-
ment,” after which the colleges reopened.

- L4

staff involvement in decision making®

-

Despite the imposition of tuition, the first view of the 1976-77
budget confirmed ‘the worst fears of college staff; it required a
$5,400,000 reduction from the previous year's austerity budget. The

“things-before- people” and the “ecological” models were severely tested
when the: process of reducing the budget began anew. Four major areas
were in competition, each represented by a dean; thé academic program
(dean of faculty), student personnel services (é’ean}of students), com-
munity services (dean of contimiing education), and nonacademic sup-

port services (dean of administration). Tension among the deans was

high as conflicting interests were put on the table: “How does one com-
pare ‘counseling services for underprepared students with community

wiciprograms for senior citizens, and compare both together with
the necd for college-wide security services in an urban setting?” “The *
main concern of yhe college is the academic | program. Shouldn’t pro-
grams receive the, funds needed and any remaining dollars then be,
divided among these less 1mportam functions?” “Without cotnseling
services, isn’t the open -admissions program a deception?” “We've spent
years building up services to the bypassed constituencies—the aged,the
disabled, the ex-offender, the unemployed. Must we give them up now?”

“There are almost no funds for equipment at this time. By severely

cutting security, we’re going to increase our losses'with no. replacement
possible.” . v
The resoluuon of these conflicting pressures could pleasé ndone.
The best preparation for what was becoming an annual process « of
reduction consisted in part of having more data available sEach dean was
asked to provide impact statements on the effects of 10and 20 percent
reductions from the previous year’s allocations. In addition; each dean
met with, the business manager to receive assistance in pricing out the
costs of service for spec1f' ic programs. For example, could a position be
saved if temporary service costs were reduced ? Would personnel assume
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extraresponsibilities.if no substitute service funds were available? There
followed a period of trial balances, carried on privately with the business
manager and the dean of the collége, plus consultation with each dean’
separately on the impact of a rarge of reductions. Refined calculations
on the income side of the budget, as\well as the monetarytisks that would
be taken, were provided by the busjness manager. Finally, seyeral meet-
ings with the council of deans wer¢ held, w]sh facylty representation by )
two members of the college-wide personnel and pudget committee. At
the outset, however, the presidem ted that ghére would be a student |
personnel prograyn and a continuing e8ucation program at the college, )
no matter what the outcome of the budget cuts.

~ Asof this writing, the college still functions well, b}n theimpact of
the cuts gre now being felt by many departments. For examp“the loss
of over half of the maintenance staff has tesulted in dirty halls, class-
rooms, and restrooms; requests for repair’services by fagulty and chair-
persons have been delayed or shelved altogether; and funds are not
available for replacement of equipment. Supplies are a major problem,
and new equipment will require the effort and ingenuity of grantsman-
ship. The retrenchment of classroom faculty has resulted in fewer
course offerings and fewer sections available to students. The reduction
in the budget was intended to drive down enrollment—and it suc-"
ceeded. In two years the college lost approximately 30 percent of its
student body. Retrenchment, conducted according to the principle of
seniority, not ogly affected the affirmative action plan of the college but
also greatly increased its cost per student. Part-time f%culty were re-
trenched first; then junior faculty. In effect, the lowered budget alloca-
tions drove up the unit cost’of instruction to an all-time high.
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How does this"’éxpg&i&nce apply to Qﬁip[,inﬂ_s'titp,tip'ns, particularly
those in a developmental phase? What must bé 8oge to head off future
reductions before they occur? What can a college do to ensure a healthy
budget five and tgn years into the futé€e? One mai@f‘g“fggx‘tair}: Almost

‘any cut can be imposed in any institution. Sery,i_"ces can lgcfreduced; and
the nature of an institution can be changed; there is;n6 acceptable
alternative to survival. It is impossible to eliminat.é%ain substantial
reductions are required. The institutionmust take
viduals; *positions, not people, must be reviewedt Many, i
those responsible for operating a community college}q

»

psychologically to make cuts when faced withdeclinin gesources. Thi}is
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»absorb and provide the services that have been eliminated.
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a task for which there is little practical experience or training. The ,

creative management of reduction is a different and far more exacting
task than creative’leadership in a period of expansion.

Public community colleges for the past thirty years have used
planning as an attempt toward orderly expansion. Most plans have been
addressed to providing “add ons” in facilities, staff, programs, and
students for the near and long-term future. However, the process of
expansion has a high level of tolerance for miscalculations. The process
of reduction leaves little room for error. If we are to reduce the trauma
of reductions, we must provide for_increased efficiency without the
economy of size. Increases in size can be accomplished at less than
average unit cost—economies per scale. Reduction can be accomplished
only at above-average unit cost, because the operations that remain must

.

Those in positions of executive leadership will clearly have to
acquire greater management skills. Managerial styles predicated on
short-range paternalism and ego gratification will have to be replaced by
actions that ensure,long-range institutiorial survival. The impulse to “do
the right thing” for faculty and staff in salaries, fringe benefits, and work
load will have to be tempered by a long-term view of the most effectiye
distribution of available résources to achieve the goals of the institutions.
As the pressures on the college to become an agency for employment
rather than an agency for the delivery of educational services grow,
executive ledders will need to become increasingly cautious in their
allocation of resources. . .

Expegditures for personnelare on the rise and have come under
critical review by the public. The programs that house such personnel
should be reviewed and their right to continued existence justified.
Ctiteria for evaluation should be developed that enable the collgge to
rank its programs in order of their signiﬁcance to the goals of the
institution and the community. While costs per credit or weekly student
contact hours are important variables, other factors— for instance, the

‘% ratio of studemt applicants to openings, local manpower projections,
PP p 8 . manp P
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success in job placement or transfer, student attrition in courses and

°

41

-3

curricula, average length of time for graduation, age and turnover of~ .

faculty, and effect on other programs and courses—are equally impepr-

.tant, Priority setting for curricula is  faculty role, but it imust be sup-
. ported by an information-gathering system that is capable of supplying

necessary data. The final ranking éf curricula s a joint venture of faculty
and administrators. It is extremely difficult to decide which curricula
should be offered within the parameters of available resources, but such
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a decision must be made if institutions are to deal effectively with the
phenomenon of reduced resources. o '
Zero-based budgsting, a technique that is attracting attention in
higher e@u&tion, can be a useful tool for annual validation of programs
and resources. The traditional style of budget development, based on
o the previous year’s budget plus additional funds, may be a phenomenon
of the past. Any increases in funding are more than offset by increased .
operaging costs. Also, annual salary increases required by negotiated
 contracts must be viewed as a first lien against anticipated funds; All
indications pointto increasing union activity as a result of inflation and
the shrinking R;)dl of available jobs. Building a budget from a zero base
forces scrutiny ‘of every college operation. Iy reinforces the need to
" establish priorities for each program as the berefits of each are weighed
against its cost. While the budget should b€ d4n expression of the pro-
gram in dollars, it also represents the degree to which’the program can
be supported within the institution’s available dollars. The fantasy of
_ the past, that the educational program determines the budget, has been
transformed into the stark réality that the bu lget drives the program.
Reality-based planning will have to temper and replace our pre-
vious management psychology of more students; -better equipment,
more suppligs, fewer teaching.and wbrking hours, ahd more services.
The'five-year plan devised o lly for rationalizing growth seems to
be more an exercise in self-in gence than a realistic plan. Reality-
_based planning will require a different process from that used in the
5 past’ Administrators will need to develop a series of alternatives de-
_ " signed tomeet a vziriety of possibilities, any one of which could become a
. reality. The political realities of public com munity colleges—dependent
on year-by-year appropriations of state and local funds, usually con-
firmed late in the fiscal year—almost mandate dption planning if the
harmful effects of-chaos and precipitous decision making are to be

minimized. v .

I3

| A Research designed to yield accurate and timely data will be criti,caj
’ in the budget process. The external requirements for data will continu
to increase as greater State control intrudes on local autonomy. The o

- ability to aggregate and imerr‘qlat'e data adapted to institutional goals |
willbe amanagement prerequisite. A permanent planning group might
enhance this process. The size and nature of the group will vary from”
institution {o institution; depending on the size and complexity of the
college. Members should represent broad general areas in the college
and be as-far removed from narrow vested interests as possible. A
plafining perspective with the greatest possible objectivity is desired.

|
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The competition for public dollars will increase the pressures for
accountability. As community colleges increasirigly are required to jus-
tify their need for tax dollars, more and better data will be needed to
support fiscal claims. Whileﬁ)/e must continue to rely on quantitative
data, we must also work for the acceptance of conimunity college educa-
, tion as a prOCess, much of which-cannot be translated inta quantitative

" terms, The problems created by reduced resources is 2 common issue.
Our success or failure in the future will depend on our present-c -day
. priorities. "

. . . i
Herbert M. Sussman is chancellor of the San Francisco
Community College District. He is immediate past president
of New York City Community Co?lege and has held
executive posmons in community colleges in New York

’ and Pennsylvama
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Itjs not difti cu’l}{g{eplct a scenano for an'institution facing a reductjon
in.resources. A frequent response is to curtail, or at least to limit, the
number Gf' new progra ﬁl/or courses that are developed The curtail-
ment o w prograpfis may oceur at the state level, the local level, or
both. State operativ€s have a tendency to~ré eact in almost-a knee-Je‘ﬂc K
fashion. In Hlinois an elaborate system of program designations, de-
veloped according to geography, serves to limit local program develop-
mengEven though local taxpayers pay the hop s share of the the gosts, the

may be deprived of programs thrangh this pattern of geographlca
restriction. However, these same ayers are indirectly supporting
these same programs in ther regions of the state. As a result of these
geographncal restrictjons, young institutions haye fewer programs than
oldegongs. In such a system the needs of the local community take a back
seat to the total manpowex needs of the business-industriffcommunities

" and the machmauons of agency bureaucratsjn distributing prograris t

\‘1

"meet these needs. Such a system rarely ré

onds effectively to emerging
o .
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(or predicted) needs, because these needs cannot easily be made to fit
some predetermined state plan.

However, even without the werg’\)f an overbearmg, omni-.
present state bureaucracy, many coltéges choose to forgo curricular
changes on their own. Because enrollments are static of decreasing and
funds are-limited, colleges argue that the money needed to add new
programs and courses to their inventory is simply not available. For
many institations that is an accurate assessment. As finances are
squeezed harder, pressure mounts to limit all expenditures to those seen
as -discretionary. Money spent on equipment, supplies, institutional
maintenance, and management is reduced in favos of increasing salary,
energy, and commodity costs. Academic programs requiring high
equipment outlays will suffer under such a policy. Equipment becomes
worn or obsolete. This condition leads inevitably to a deterioration of
program-quality and a further softening of enrollment. Lowered en-’
rollments exaterbate finantial problems. Community colleges have
enough.difficulty keeping pace with the changing technology in their
laboratories and classrooms without the added problems brought on by
dwindling finances. Faculty members cannot be expected to perform at
_optimum proficiency under such conditions as these, regardless of the
salary they are paid. As program enrollments decline, an automatic
reactionisto “retrench” course offermgs Courses of fered each semester
" are offered once a year and alternated for day and evening students.
Such a procedure necessarily furthers the enrollment decline.

Even though theréis great interest in nomradmonal programs,
they are offered only when they reduce ¢ sts in perlods of declining
, resources. Independent-study modes abourid, but nothing is done to
" make these the effective delivery systenrs they could be.Student comple-
tion rates are low, and attempts“at measuring cost effectiveness.are
stymied by physical an /eme,ral barriers, In all but a few colleges,
resources needed for-dévelopment are meager atbest. A sizable invest-
ment is need deliver high-quality nontraditional instruction, and

§ for such an investment simply do notexist. Many colleges

re use the more “conservative” autotutorial method as a_substi-

te for time- and place-free programs of néntraditional study. In gen-

efal, then, because of the costs involved, nontraditional courses are easy

’ targets for elimifiation in a declining fiscal environment. Programs for

nontradmonal” students are also easy preyin a fiscal reduction. Debates

about whq should go to college aré on the increase, and they call mto
questioftthe open- doar admissions philosophy of the community col->

lege. Since many of these “pew” studems are riot “surged” for College, S0




the argumem goes, why should scarce resources be.used to “salvage”
them? The voices of those favoring education for only, the most able
seem to be increasing in volume as finances become tighter. With the
advent of reduced resources, community collegeg often “retreat” to the
. traditional [wo-year-college curriculum-career programs that already '

~ exist—thereby abandoning important elements of their comprehensive

mission.
Other academic programs, such as teacher and learner support

. services, can suffer in a time of retrenchment. Media development and
' the use of audiovis aterials may be reduced or eliminated. The
purchase of library materials, both book and nonbook, is often a target
of reduction. Tutoring services and other deveIOpmemal activities may
~“be reduced or eliminated unless separate, nondiscretionary financial
support is received by the institution. - v,

The extent of these effects, of course, will vary according to the
actual financial condition of the institution itself. The more severe the
financial problem, the more deeply the academic program will suffer.
Institutions that permit this scenario to be played out to its fullest extent,
even with some variation, will soon find themselves stagnant. Extreme
measures will be neededto_bring them back to 5 life,

5 v
. . +  rew approaches to pro'gram change
‘ . N .
- Faced with a reduction in resources, two-year colleges must re-
duce” the cost of theacademic program. Two of the more promising
approaches are planmng and’ reallocaung and “pruning and graft-
ing.” These approaches are described below.

Planning and Reallocating. In the past, community colleges have
changed to meet _newly discovered needs by simply adding programs,
courses, or services. When the finances of an institution are inadequate
to permit change through addition, the institition is faced with a prob-
lem of how to meet the changing needs of students and communities.
The only way to keep ﬁace is,to reallocate the money that is available.
This involves the reexamination of institutional goals and objectives, the = .
development of a monitoring system to assess msumuonal funcuomng,
and the implementation of a systematic approach to long-range plan-
ning. The goal is to avertor at least to deal creauvely with retrenchmem
should it be necessary in the academic program,

One approach to the reallocation of fiscal resajgrees is the long-
range-planning approacli; Or operations analysis (Maier and Kolka, .1973).

. Operauons analysm'%llo&'s the institution to assess where it is nqy as

»
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\ against where it wants to gointhe fature and to plan téchniques to move

toward achievemerit of its goals. In short, the institution evaludtes exist-
ing programs, todetermine how well they further-its specific goals, and
develops an action plan that will allow it to move in the desired direction.
Thisplan should encompass all aspects of the insutution— policies,
procedures programs, services, and staff—and should organize the
academic and admnmstrame units of the college in pursuit of 1its goals.
As a technique'for change, it 1s gradual. Thq time required to develop
the goals and subgoals to guide the action pla{l is considerable. Also, a
monitéring system must be established {o measure the movement_ to-
ward the established goals. Since the achievement of the goals is not
expected to occur within one year, the objectives accomplished each year
can be eéxamined and corrective action taken when the desired progress
is not achieved. )

Another possible approach is organizational dnalysis (Parden,
1977). This tdhnique also begins with an assessment of programs pres-
ently in place. Staff are asked to define each program i terrhs of its

- ideal methodology and results. This statement of the 1deal is then com-

pared with the results from the assessment. Finally, several key elements
of each program are synthesized)somewhat as follows:

1. What purpose does the program serve?

- 2. When was the program initiated and for what purpose? What
has been the history of its growth and development?

3. Canthe program be operated in aless elaborate manner and at
a lower cost? What reduction in services would result?

4. 'Can it be combined with another activity? -

5. Can it be reorganized so as to provide greater services at the
.same ‘cost? - y .

+6. Can'it be expanded to better meet emerging needs?
" Armed with this information, decision makers can begm to eliminate,
reduce, or expand lg programs that are presently giblace.. This
method lends itself to"a swifter reallocation of resources (&R operations
- analysis does. It enables the institution to respond on an immediate basis

to a need to reduce the costs of operation while still maintaining some ]

elément of positive change,

° Regardless of the particular approach chosen, community col-
leges need to determine whether they are meeting the important needs
of their communities. Current and projected needs must be id tifibd
and placed in a prioritgorder. An inventory of n institution’ present
cluster of programs a%courses wilthelp staff determine whether cur-
rent offerings match present and projected*needs. Also, the quality of

~
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the programs already in existence must be reviewed in orde\- to deter-
mine theif effectiveness and efficiency. Once estabhshed this system
should be ongoing. . . R

At Moraine Valley Community College the evaluations ofex1stmg
academic programs are called program gudits. These audits follow the~
CIPP (Context,lnput,Processes Products) model (Stu?ebeam 1971),
with some modifications. The audit contains a thorough analysis of the
following factors: manpoweér needs, trends, and salaries; specific pro-
gram obJecmes descriptions offacully and student characterisucs, pro-
_gram and course enrollment trends; employment dates of graduates,
cost-benefit analysis—courses and programs, faculty perfo}mance
" evaluations; performance evaluation of support services: faculty and
student evaluations of instructional space; facilities, supplies, and
equipment; student/performance in courses; and’ employer and
graduate evaluations of the program. Information of this type can reveal
the quality, the real cost, and the needs of existing programs, courses,

’ " and activities if quahty is t6 be maintained or increased. .

Program inventories and ‘audits, coupled with a statement of ,
institutional goals, can provide decision makers with the data needed to
tackie the problem of reallocating fiscal resources. They can-then decide

. “which academic programs need to be phased out and which should be
retaihed. By corhparing the goals of. the institution with its program ~
inventory and data related to community needs, they can determine
program gaps and can begm to develop new programs. Ifa shiftin some

“programs is required to conserve resources, they can make guch deci-
sions on the basis of data describing their strengths, weaknesses, and
costs. They can make all these, and many other degisions about the
vitalite of the academic program, by utilizing mformauon gathered in .
the program audit.

Pruning and Grafting. Pruning and grafting—the trimming and
consolidation of courses and programs offered in a community
college—can-result in the discovery of new resources to fund new
programs or courses considered essential to the mission of the institu-

. tion. Of course, the totl financial condition of the institution will dic-
tate whether or not such “grafting” of new curricula into the preseat
curriculum is possible. Few institutions are experiencing the problems of
the corgmunity colleges il the CUNY system, where drastic and im-
mediate cuts had to be made overnight to survive. The usual sondition is
a gradual erdsion of the finandial, condition of an institution over a
protracted period of ime. Pruning and grafting must begin early in a
decline to achieve the best results.
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How are sound decisions made in pruning and grafting of the,

academic program? The following principles deserve ¢areful attention:

’ 1. Follow priorities.” All programs, existing and proposed, should

be judged against the same priority If%. Once priorities are determined, '
it should be relatively easy to establish the importance of both new and
existing’ programs, courses, and services. )

N\ 2. Strive for excellence. High-quality programs generate institu-
tional support and enrollm nt. Resources must be available to conduct
effective programs. Weak programs that are low on an institution’s
priority list cannot justify a/ddmonal funds and should be considered for
discontinuance. < .

3. Complement whatgxists. Programs or courses should be given
serious consideration whehn they complement or support programs that
are essential to meetmg the objectives of the institution. For example,
short-term, skill training for immediate employment is important to a
sizable number of resndents in the service area of a commuity college.
Short certificate programs might be grafted into existing programs
within the regular curriculum. Many certificate programs are eligible
for CETA (Comprehensive Employment and Training Act) participa®

tion on either an individual or class-size basis. Programs of this type can
auract students not othertwise interested in collegé attendance and can
lead to their enroliment in related programs.

< 4. Avoid competition. Competition should be avoided with other
community agencies oiinstitutions and among the programs in a col-
lege. In other words, avoid duplication of services and programs.

5. Pay attentign to costs and benefits. Programs and services with
unfavorable ratios-(low benefiés— high costs) should be considered as
areas for pruning; ‘those with high costs and 1mportam benefits can be
retained but should be viewed ag candidates for cost cumng

" 6. Examine prospects for gmeratz'ng funds. Courses and pr(;grams
that attract more incomeé than they consume.generate funds for other
prOJeClS Only programs, courses, or services relatively high on the
priority list of an institution should draw funds from its discretionary N
resourcés. All seryices should have as their aim the production or re-
sources derived through improving the academlc programs of the
college. , )

7. Bxamine enrollment trends. Many community colleges have ex-
perienced-growth in’career programs while transfer program enroll-
ments have decreased. Enrollment projections,can help to prednct where
budget ¢uts may need to be made and additional resources allocated.

-
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Full-time staff in ane area can be permitted to decliné through autrition

ward trend is unexplainable, some effort may be needed to“correct” the
decline through special recruitment or retention efforts. .

+ The mix and weight of these considerations may vary somewhat ,
int any one decision. They are not so much parts of a formula as they are
suggestions to prod thought. The decision-making process i§ political
and therefore subject to a variety of pressures froma vari&ty of sources.
The more serious the consequences, the greater the pressure that will be

< applied. Only by focusing on ome “objective” criteria can decision
makers, avoid yielding to pressures that may be shortsighted or
self-serving.. . “ '

' . conclusion

. f . . -
f

- H

: Even though the financial resources of most community golleges
are not what they once were, most colleges, still €®7 maintain the
dynamism of their early years. Clearly, howeVer, the side of growth must
be reduced somewhat, and new approaches to teaching and learning
mustbe found. Special attention must be given to techniques that can be
used t6‘assess institutional effectiveness and to develop clear objectives
that will guide institutional operations. For most colleges there is still
time to deal with diminished resources. However, if the%ituation man-
ages to ontrol the college, if the steady drift to stasis is allowed to occur,
and iffcollege administrators are lulled into thinking that somehow
, thi il work out, community colleges will gradually drift into senility
without the benefit of a middle age. Their future in Amencan higher
education depehds on a strong msntunonal research program, common
sense, courage, and a stubborn‘desire to fulfill the essential mission of
the community college. . . -0 , . :

. * ' - ’
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Administrators faced with the task of reducmg Fesources for
0, student services should design a system qf accountability for
use in the decision and allocate resources and evaluate the
i \ © < - results accordingly.. .

v - .
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. reduction and
: student services

. : B " . *
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Student personnel services, however deﬁned have been anintegral part
of communigy colleges since.their i inception some three quarters, of a
Century ago. Hxstorlcally, the ternt student personnel has been used to
define a broad collection of ai:uvmes lncludlng but not limited to the
following: admissions and records, cQunseling, student activities and * ]
_ government, finaniial aid, placement, and health services, Rccently ar h

" broader term, studént development, has been introduced; this new. term .
suggests a widef concern for the total development of students and an *
attempt to brirfg about a' moré mtegral relauonshlp between studént
personnel services and the other sectors of the college, especially the .-
. instructional dimension (Mnller'and Prince, 1976). In line with this new - %
empbhasis, student personnel programs in conimunity colleges have be-
come more diversified and now often include personal developmernt
_courses (focusing oQ career, choxces and involving direct contact with the
faculty/m attackmg students’ learning problems and disabilities);
nonetheless, the staff members at most colIeges still look upon the *

te

L

[y

t . ‘
e New Directions for Community{Colleges, 22, Summer 1978 .. 53 'J

L3 S




.
N
. - . 4
. - -
- hd B .

student personnel program as something separate and §part from the
instructional program and not really central t& the major purposes ofthe -
. msutuuon
The ofﬁcial acceptance of student services in community €olleges
~  (as evidenced in statements of ovetall purpose) on an organizational
leyel has been somethmg of a mixed bag. It has protected student
personnel from a concerted attack by other sectors of the college, but it
has also blurred the need for establishing and mamtammg some system
of accountabiliy. When the ¢ question of assessing the quality of services
hds been raised student personnel practitioners too often have re-
sponded that such assessment is practically impossible, because the ef-
fectiveness of the tasks performed is extremely difficult to,quantify or
measure. Justification for increases in staff and services has been based
on the assumption that growing enrollments call for morg¥taff and
additional sefvices of the type already being offered. Inother words, the .
P response of institutions to rapidly increasing enrollments in the late
1960s and early 1970s was mainly “more of the same” rather than a
critical analysis of the services offered and an evaluation oftheir out-
cornes as a basis for planning. /~L
Now there is emerging a new era of concern for outcomes, to a
~ great extent sparked by diminishing regources and reduced growth in
"both the number ofcolleges and the size of enrollments. In the ensuing
search for areas of potential ecgnomy, powerfulnew pressures are being
applied on’the college to juskify expenditures ‘in all areas, including -
‘ . student personnel. As a result, student personnel staffs across the coun-
try are faced with the necessity of designing an assessment system that
can provide suna‘bl? guidelines for adapting both staff and services to
the new adversijty, ’

-

2

target for reduction -

-« - ~In th& absence of an effect@aluation syslem——a s;stem for
determining the contribution of student personnel services to the
achievement of an institution’s goals—student personnel services are
too often selected as an early target when the college islogking for areas
to cut. At New York. Clty Community College for example, the very

- survival of student services was threatened when a succession of budget
cuts tested the priorities of the institution (Sussman, 1977). Other exam-
ples can be found across the country where student services became an
early focus of retrenchment because, in theJudgmentof admmnstrators

. it could absotb major cuts without  showing many adverse effects. At the
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same time, a security provision was ibneffect; that is, by cumng student
services, administrators could avoid ta pering with thtrucuonal
al a

program, which is viewed by many as the most cruci essentiall . -
service offered by the commugity college. Obviously, this approach. i is
based ona somewhat restricted view of the comprehensive functions ofa X
commumty college. For example, without some special mechanism for -
distributing students among appropriate mstrucuonal programs the,
open-door admissions policy would undoubtedly lose some*of its effec-

{ tiveness. Such essential functions as admissions, records, registratlon,
de{ermmauon of need for financial aid, and counseling customarily «

. belong to the‘student personnel area and must be perfermed. The
cannot be dra\:}lgally curtailed or reduced without affecting the effi- ’
ciency, not to mention the effectiveness, of the college. ’

To prescribe a systematic methomtrenchmem is unwise and
illogical unless the college is viewed as a total entity rather than a
. collection of disparate parts. Rather than considering retrenchment,
. administratgys Afight more producuvely consider alternate methods of
~ allocating the total resources 6f the cqllege inorder toincrease or atleast
maintain & desirable level of productivity. This assumes, however, than .
there are reasonably valid méans of measuring the productmty of a .
community :%gé—not an easily verifiable assumption.
With-awell-designed statement of philosophy, accompanied by a
descrnpuon of the goals and objectives agreed upon by significant seg-
ments of the college commumty, the college may.be able to develop.a  *
planl for .operating with decreased resources—a plan that may ulti-
mgfely contribute to the efficiency of the college. This process will,
<Igquire a basic reconsideration of the college’s missiorr and a careful
ppraisal of the respurces avallable to implement that mission.

o C planning for positive change, ~ ©

N

‘);, A student personnel staff faced with the task of planning for a
*53 reduction in resources has several optiops, not all of them mutually
e)lcluéwe A first and certamly not desirable-option would be to adjust A
the levels of spending in an “across-t e board” fashion, based on the
" asspmption that all services contribute in equal amounts to the produc-
tivity of the college It seems doubtful that this assumption could be .
validattd to the satisfaction of all the major decision-making groups in *
" ‘the college Another%;s&ble course of action would be to allow-staffto * .
make decisions about elimination or modification of positionsor services
. in accord with their persorlal preferences or interests. :I‘hns zlppro‘ach is

" c [ _ .
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~ probably'the least desirable, since there is no assurance that the needs of

the institution will receive primary consideration. A better approach
must therefore be found for determmu@he nature and level of invest-

, ment ofinstitutional resources inthe area of student personnelservices.

A first step suggested Is to design a system of\accountabnllty that
can be used to assist in the decision- -making process, the allocation of
resources on the basis of decision outcomes, and the evaluation o

benefits fogthconting fgpm the entire precess. Such a system is predi-
cated on the definjfon of a series of needs—needs that are integrally
related to the overgll goals and objectives of the college. Implicit in this

desngn is a description of the target populations to be served, mcludmg‘

a profile of their cognmve and affective characteristics.

The next step is to assess_the environment within which %educa-
tional activities are|to be designed: the commumty climate or attitude
toward the college, its financial support patterns, and the political forces
1mpuﬁng onit from within ahd outside. It i is within these environmen-
tal constraints that student personnel services must plan and implement
programgand activities. Since envnronmental factors that are restrictive
or 1mm1cal to student personnel services will seriously limijt their con-
tribution to the goals of the college, the environment must be studied

" and analyzed,—— perhaps through the methodology of amhropo]ogy and

.

soclometrics. =~

* Givena reasonably adequate assessment of the educational needs
ofthe target populations of the céllege and a recognizable picture of the
collegé environment, one can develop.astatement of goalsand objectives
for student personnel services. These goals must be internally consistent
and congruent with those of the total college. Too often, goals and
obJecnves in student persog;\el services, are developéd independently
from those of the other major sectors of the college, especnally the
instructional area. A useful startjng point would be to pose the question

“How can the exptrtiseof the st@dem persorinel staff contribute to the
achievement of the overall purposes of the COIIege his does not imply
that student persongel services have onty 2 suppertive furiction, but it
places a central focus on the instructional programs, which are primary
to the mission of the college.

) Statements of goals and objectives for cbmmunity dolleges fre-
quemly are developed earfy inthe hlsL’ry Qf the institution and often do
not receive periodic review and revision. Student’ personnel services
Joften neglect to define the - goals and objectives of, specific areas or to
relate them adequately to the objectives of other areas in‘the college.
Objectives are stated in terms o@deals and not in.terms of outcomés tlat

. 3 " . .
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can bemeasured If aﬁl—- ems approach to program developmentis to be

even moderately successful, olgjectives must be stated in terms of the
olitcomes they produce. Without this behavioral approach, there is no

way to determine the extent to which goals and objectives are being
accomplished. In other words, the real difference that studerit personnel,
services make in contributing to the ‘success” of the college must be

made clear. -

The process of determmmg goals and objectives in studgnt

services is of paramount importance in the- reduction process. The

s statement of objectives and the programs designed to lead to their
achievemenit cOngtitute the “raw material” for setti g priorities. Without -
priorities, a ratiotal, considered process of reduyction is impessible. The
need for reductiont does not occur mdependently within the various

sectors of the college but strikes at the total institution. For this reason,
priorities must be determined first at the college level; then*each sector
must determine its priorities within the larger framework. Broad par-
titipation by the total staff of the college is hlghly desirable to the
riority-setting process. Ultimately, the governing board will be re-
quired to assume responsjbility for the decisions by which the college sets
its course; but if the base of input into this decision process is made as
- broad as possible, understanding and acceptance of the dedsions are
_more likely to-result. Differences of opinion among the staff about the
] rankmg of services and programs for reduction are inévitable, but if
effqrts can be made to resolve these ‘differences and reach consensus
early in the decision process, staff morale and performance should be

maintained at an acceptable level.

.

{

1

Withirrfhe student personnel area careful consideration must be
given to adjusting programs in response to the changing student popula-
% tion. Such changes as the following are now taking place in commumty

colleges: - . :

1. Shifts in_age patterns, from'a large. concentrauon of high
.5chool graduates to those who have already had substantlal work experi-
ence, the average age of, commumty college stud€nts now ranges from

27 to 30 years. .
2. Anincreasing proporuon of women, many of them with little
or no work experience. \ N s

3. Anincreasing number of persons who must either make shifts
in their career direction or seek entirely new ca;'cer skills. =

.._:K

matching students, programs, and staf
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\4 A larger proportion of part-time students who do not want to
enroll full time because their needs and interesis do not involve a
prolonged commitment to higher education. :

5. Increased attention to handicapped students and “senior citi-
zens,” who bring different needs to the college than the more traditional
student populations. - '

In short, the' so-called “héw student so amply described in the
literature in recent yefs has now become the typical student. Although
the extent of these changegyaries from college to college, there is clearly
a national tgd in the directionof commumty based, performance-
oriented education in coryﬁiﬁ]’lfﬁy/(c)olleges acfoss the country.

-These changes% significant 1mphcauons for the styden?ﬁr

, sormel service$ that community cofleges need to develop toyneet the
_— different gducational needs of these groups. Because of tﬁinxr close
involvement iith the entry and exit of students, and because of their
shared respon51blhty with instruction for the gaintenance and survival
of students, student services must play a special role in the assessment of
student neéds and'the design of.educational experiences to meet these
needs. Another implication is the need to develop some type of system
for differential staffing. With the increase in nontraditional students hag
+  come a marked increase in the employment of paraprofessionals in Il
a areas of student personnel. Peer-counseling programs are on thesin-
crease, and there has been a marked diminution in S
ing services, with more attention given to group counseling acuvn)es
There is a definite relationship between these trends and the
reduction process, because new and redirected skills are reqmred to
assist nontraditional students, and existing staff may not have the re-
quired skills without retraining and staff development efforts. A careful
and comprehensnve inventory ofsthe capabnlmes of the curtentstaff
s should be undertaken as part of the reduction- -planning process. The
requiraments of innovative programming to accommodate the needs of
the changing studént population must, of course, receive primé consid-
eration. The tenure system and any limits 1mposed on hiring and re-
»  trenchment by collective bargaining agreements may inhibit the extent
to which staff resources can be matched with programmatlc needs. The
limits imposed by institutional constraints must be recognized,and cop-
ing strategies developed to the._greatest possible extent. The }rogram
structure should reflect the relauonshlp of student services and activities
» to the goals and objectives 8f the c?)'llege. This may result in the realloca-

tion of some activities, with a consequent realignment of programs in the .

organizational structure. . - . ’

- - -
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Thg Feal pnonpes of 4 "college are reﬂected in its budgetary
r. decisionst Most commumty colleges budget student services by using the
previous year’s allocation, as a starting point ahd adding to it by some
more or less rationally established criteria. Recently there has been a
' move t6ward program budgéting, in which resources are allocated ac-~
cording to established and justified program needs. Although this ap- ,
proach does not meet the requirements of a “zero-based” system, it does
. relate expenditures to anticipated outcomes and does tend to minimize
the influence of vested interests in the college. The assumption that a
particular service or activity should automatically be funded at the same
level, or higher, from one year to the next does not constitute a valid ®
basis for budget decisions. The yse of program budgeting makes it
possible to display more clearly the relz?ﬁ!onship between input and

in planning for reduction, because it allows oneé to estimate the effect
of reduced support levels in the achievement of program goals and
objectives. ) . :

"’ As a plan for reduction is developed and implemented, some P
means of measuring its impact on the efficiency and effectiveness of ' J/
student services should be available in order to facilitate mod1ﬁcatlon§
and changes. Rather than eliminatingor reducing student services with-
out the benefit of data related to theireutcomes, administrators should .
attempt, to measure the effectivéness of such programs given various
levels of funding. Then, and only then, can a good decision be made
about the future shape of student services: . ’ .

Students now seekmg services from the community collgge need —
and deserve the best efforts on the part of the college to develop appro-
priafte programs-to meet their peeds. Anything less than an all-outef- .
fort would deny the promised commitment of the community collegeto - .
the postsecondary education systeni in the United States, Reduced re-
sources make it more difficult to succeed in achieving its mission. How- _
ever, with the mustering of the creative potential of those dedicated to -
the community college philosophy, even reduction may provide the

x

’
mggive and the means of i 1mprovmg commumty colle%e student person- -
nel programs.
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I By developing alternative options for accomplishing its
- . . . mission and examining the cost gfuctz'venéss of these
o altematwes,“deaswn makers can act ¢fficiently rather than

reactmg frantically to budget crises.

ré_ducedwre,sou rces:
| action or reaction

s " “james |.'wattenbarger

.
oS

Recentlyinstitutions have encounered a dilemma of reduced resources,
caused bytwo major factors: first, a reduced or static enrgllment, which .
provides less money" to the “college; sécond, a reéduced real income, «
resulting from inflation, increased costsef Smeration, and/or increased
costs of basic items such as utilities, maintenance, and interest charges.
These reductions resultin the need to approach budget developmenton 4
an entirely new basis. The process of taking last L year's budget and
adding an anticipated surplus in order to produce a new budget is no-
longer adequate. A more ngo?ous planning process must be instituted.

é This planmn g process may take one of two possible approaches: action

An action approach is a .productive approach The collgge

reexamines its basic mission and objectives and develops alternative

actions for one of several future directions. The gptions are multiplied °

by mformauon and ume Examination of these alternatives and their
< I

«

.(

)

iText Provided by eric Ji

. . . ) ‘./~
.~ the dilemma of

New Dzmtwm for Community Colleges, 22 Summer 1978 o, 61.




.
‘Y
.

P

‘/', .. Gations of the Xcture-discussion pattern
. +

1Y
cost effectiveness provides more decision-making information than was
available to the-college in the past. The college therefore can select and
implement the best alternatives. -

In contrast, a reaction approach is much more tentatively. based.
and often totdlly unplanned. The college moves from one crisis to
anether and does not adequately dddress the long-range effects of its
actions “Reactions” ate often made from an off-balance position and are

. the result of a high-pressure, often volatile, situation. Even1f the resalts
ofan "action” are the same as the results of 4 “reaction,” the overall result
of reacting in an unplarined manner may destroy the planning proce-
dures of the college. . .

“ It is the basic_premise of this discussion that the community
college is most-successful in carrying out its mission~and in coping with
reduced resources—if its activities are the result of a planned institu-
tional program of action, The process of planning has been discussed by
many writers. Bushnell (1973) lists three models: research, social in-
teraction, and problem so ing. From a synthesis of these models, he
suggests a problem-Solving strategy made up of six steps. (1) diagnosing
the'problem, (2) formulaing objectives and criteria of e ffectiveness, (8)
identifying constraints and needed resources, (4) selecting potential *

asoltftions, (3) evakuating these alternative solutions, and {6) implement-
ing the selected Alternatives within the college system. )

_When this strategy is applied to a specifi¢ college situation, there is
a basis for an “action,” which should result in positne’ procedures for
coping with reduced reso!:‘rces. The firststep in Bushneli's strategy must
necessarily follow a reexamination of the mission and goals of the col-

. lege. Based uppn that mission, a diagnosis af the problem may be made

" and corriXtive steps jdentified. . * - -
-~ Sevéral “action” alternatives can be con'sider;;d in light of the

" “mission and goals of the college. Teeaching and admjnistrate faculty
miéht be';-ed.uced;,facult) p'roductiw‘t) increased; programs curtailed, .-
refocused, or consolidated; income increased by identifying new sources

- of funds; or eollege efficiency and effectiveness improved through

* reorganizing the managemept strugture. Some guides i applying these

}emauves,may{be\x:seful. L. - ) W\

™ ) ! . )
“increasing faculty'productivity’” - < . S
» &2 /e
‘7 § ) v TN .
Even prior to the onset of .declining resoiirces, some colleges

- sought ways oSiT{-easiing*préductiﬁtyffiixample, through modfi-
ru

instruetion?-in order to

- enrich the iq&t ctional ram. However, | they are notto re‘ﬁlt in’
. « - N - e
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deterioration of th@ualit) of instruction and in resentment among
faculty membérs, such modifications must be made within the
framework of an organized program of staff and program develop-
ment Increasing faculty producuvity is dangerous to qualiu controlina
“réaction” mode. If can be accomplished best in an *action” mode—one
not driven merely by financial expediency. -
. Another way of increasing faculty productnity is toextend exper-
. ise through technical improvements 1n teaching. The expertuse of
faculty is made available to a larger group of-stdds.qts through video-
tape, individualized-learning packets, closed-tircust television, and
other autotutorial devices. These methods save money if they are
planned carefully and used widely over an extended penod of ume. If
._1he implementation processis not carefully plannéd, however, short-run
costs may actually exceed those encumbered in the tradmona.! nstruc-
_tional mc&hodolog\ . '

-
-
.
. - - I3

reducing full-time faculty

. Some colleges hav¢ auempued to save resources by emplowrg
pan-Ume faculty 1n grea{%numbers.’l‘he factthat five part-ume faculty
,mayteach as many classes as one full-time™faculty member with half the
salar} cost has encouraged some collega td betome heavily depéndent
upon this method of conserving resources. Even nfqualm is maintamned,
academic responsibilities other than moni{oring a classroom are either
left undone or loaded on top of full-ume faculty. Obviously. a proper
balance between full-time and part-ume faculty requires careful plan-
ning and 1mplememauon Such planning ean savg resources and still
maintain comrol over quality. ¢

Inla study of the methods used for reducing staff in higher -
education institutions, Sprenger and Schultz (1974) reported the follow-
ing methods in order of Trequencw not filking \‘&canaes, terminating
nontenured faculty, terminating part-ume faculty, terminatipg teath-
ing assistants, encouraging early retirement, giving seniority to tepured
facalty. reassigning faculty, and applying performance standards. As
one can easily see, these methods all appear to be part gf a reaction
rather than an action mode. Planned action. “ould drav. @r'mg‘l) from
these procedures. i .

@

~
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Most colleges do not assemble sufficient information to enable .
them to make sound decisions related to the acadernic program. Needs

assessing community needs |

P




Y
assessment is a new technique to many institutions. Continuous analyti-
cal investigdtion of commumty educauonal needs will provide a college

. witha realistic basis for establxshlng new programs, maintaining existing
ones, and cdhallmg‘ﬁr phasmg out those in lowest priority. The
techniques and procedures of sound needs assessment require that the
college provide reggurces within its existing structure to undertake this
activity conunuously rather than occasnonally A research unit is a neces-
sity. The Managerhent Information System (MIS) provides a bgsis for
cost analysis by program and therefore becomes an index of cost effec-
tivengss as well. I the needs assessmenit studies 1denufy the need for
four dental'assist\nts per yeanin the immediate geog'raphlml area, and
the codt analysis shows that the dental assistant program costs 2.75 titnes
as mugh as the nursing-program, and that 75 percent of those prepared
as defital assistants are working as assistants in physicians’ offices rather
.than in dentists’ offices, the college wnll need to examine very carefully
'the adwsabx/xg of continuing the presznt limit on the nursing program,
and continuing the dental assistant program at its current level of en-
rollmentgComprehensive information permits the college to make bet-

" ter decisions about college operations and the budget on a basis of .
“. planned direction. i _ S

-

/
developing new resgurces:

Py
’
)

Many colleges have given little attention to organizing a program
ofresource development: Grarits are developed as a specific categoncal
aid, and colleges often modify their programs and mission in order to
receive grant funds. Such an approach to proposal writing may be best
described as “reactive” rather than “active.” A well-developed program
of resource development should mcl‘ude thefollowing elements (Young,
1977): -~
1. Institutional plann{ag./ There must be a deliberate plan tor~
match -the institution with guidelines and priorities of available grant
programs. '

" 9. Institutional decision making and support. The college should
establish priorities afiong available programs agd provide administra-
tive support and resource allocation to those ‘at the top level in order to
assure greater probabxlxty of outside funding. | v

3. Knowledgg andinformation. The college should ask members of
the professional staff to acquire up—to—date information from external
agencxes and to apply requxslte slulls to interpret the college s programs
and pnonues to these, agencxes




-

r 4 Proposal preparation. The college should incorporate faculty.
and staff skills in the planning and writing of proposals that are conso-
nant with.the college’s mission and priorities, '

5. External relations. The college should authorize selected rep-
resentatives to promote and sell its program and proposals to the
appropriate funding sources.

If these sugge‘snons are carefully followed, commumty colleges can

build successful resource development programs. The key, onge again,

is a planned program of action calculated to yield specnfc and demon-

strable results. > ‘ L

*
evaluating'}qanagement

Time and attention given to the study of “Management by Objec-
tives” (MBO’s) and the college admlmstranve structure can either be
viewed as “busy work” or as abasis for improvement ofthe institution. As  *
students of management repeatedly havesobserved, allprganizational
structures tend to become self—seﬁg’g:mmumg,evaluanon of the
management structure requires the same degreé of attention as was
emphasized in faculty i in-service Zrograms above. When organizations
do not evaluate their own effectiveness, lines of responsibility and au-
thority may become tangled by personality differences, bureaucratic
procedures, poor communication, and misunderstandings.. The need
for such evaluation is obvious, but the allocation of time and attention to
the problem is often minimal because of our current commifment to a

“reactive” (that is, crisis interveption) approacﬁ to managemeht “Ac- ———————

tion™ requires that management provide continuat opporfumty and
attention'to such evaluation. “Reaction”,results in an increased number
of decisions that tend to treat the symptoms but offer no solunons to
correct the causes. N .
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. lumber of colleges are now faced with a different kind of problem as

,tan
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College administrators will requzre a greater sophzstzcatwn
in plannmg and institutional research if they are to provide
meaningful leadership in the decade ahead.

-

e adap'ting to declining
resources through
plannmg and research

rig:hard ¢. richardson-

4 .

\

¢
B 4

Durmg a penod of sta\bllrgmg or decljning resources, msmuuonal re-
search can help two-year colleges achieve their goals by encouragmg
them to define their objectives carefully and to evaluate their _perfor-
mance as part of a broadly based planningprocess. In the past, qiost
commumty colleges used plannmg and research-mainly for deve‘lop;ng
new or expanded services, new programs, or nore facilities. A growing

declining full-time enrollments and strong public and leglslanve resis-
o new programs or building are beginning to constrict growth. As
a result, sO admlmstrators now assume that the need for planning has ~
lessened:z:ee there seems little llkellhood of obtaining resources to
implement new plans.

There is a high risk implicit in this line of reasoning. The chang-
ing nature of community college clientele is creating new demands. _
Qther types of institutions, both public and private, are look‘ing with’
covetous eyes upon functions such as adult learning, which haye kept

’

New Directions for Community Colleges, 22, Summer 1978 | - 67

“

6

..




Q

LRIC

\

community colleges growmg while other institutions have decﬁned All
signs point toward vigorous competition for the declining student pool.
If community colleges stagnate, society will turn to other i msmunons
only too ready to respond to emerging needs.

If colleges are to remain adaptive in a period of declining re-
sources, they must change by substitution rather than addition. That s,
if they want toadd a new program or a new service in the absenaof new
funds, faculty and ,administrators must decide what they will give up in
order to initiate the change. Change in the absence of increased re-
sources results in financial contplexity. Complexity leads to pressureon
existing programs to produce greater cost benefits, thereby limiting
resources to those that are absolutéely necessary torunapr m. Thus, /
the task for administrators in the decade ahead will be ifficult

than™in the past decade and \XIH require a jpreater sophistication in

planning and research if they a{e to provide meaningful leadership.
How doad ministrators decide which programs and staff to retain
without precipitating a revojution among those affected and the unions
with which they are affiligt€d? Is it feasible to weaken all programs in the
interests of equity, producing in the process a uniformly substandard
college, or is it better to risk the wrath of tenured faculty by retrenching
selectively to retain quality where it already exists and to prune out those
programs that have stopped producing? Under less dramatic cir-
cumstances, how do institutions respord to pressing demands for new
services, when 'they lack additional funds.but are well supplied with
margnpl programs and services which function primarily to serve the
needs of incumbent staff? These are the real issues of the 1970s and
beyond If institutional research contributes in central way to provid-
ing answers to these questions, it will flourish agan integral part of the
decision-making process. If it fails to make such a contribution, it may
itself be an early victim of retrenchment. Institutional résearch can best
help institutions avoid*the pitfalls of declmmg resources as part of a
central planning process. - : 4
.« Planning is so essential to an institution’s ablllty to change by
substitution that it must have the active involvement of the presidentand
every line administrator’ who has responslblhki:for a budget. Of course,
there must be opportunities for faculty and students to participate, but
involvement as such must be subordinate to the goals of defining and
lm_plemenung institutional priorities. Faculty and students are most »

»

appropriately involved at the department and division | ; they can
also serve on special task forces established to deal with sinvolv-
ing a,broad range of interests. A central-p}anning ste mmittee

"\ . N /
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<an be organized to supervise the planning process. It must remain

accessible and responsive to faculty and student concerns, but ultimately
the president is responsnble for control of the planning process. The
primary goal of plan mng is to secure commitment in advance from those
who must 1mplement plans and to ensure the most effective use of
resources. This is particularly i important where the 1mplememauon of
planning may have unpleasant consequences for some members of the
college staff.”" « .

Planning as defined here forces colleges (o anticipate rather than

- s

" react to crisis. It also provides the lead time necessary to minimize the ¢
adverse impact on individuals. If an institution becomes aware of the .
need to retrench an instructor because of shifting erirollment patterns, it .
tay be able to give the instructor an opportunity to retrain in an area
where there is a need for additional services. Like any decision- -making. .

process, planning is not governed exclusively by facts. Values are and
should be an important part of any decision. In the example cited, the’ , -
facts might reveal that resources could best be saved if an experienced -
,mstructor were retrenched and replaced’ with a new master’s degree
recruit just out of graduate school. The values of most ¢ollege com-
munities should, however, be geared to giving primary consideration to
retaining those who are already members of the staff.
: How does research relate to planning, and what can it dg to. help
institutions cope with reduced resources? Hard data developed in re-
sponseto critical issues can reduge the amdunt of time that faculty and
administrators now spend on developing decision alternatives. It ean
also maximize the chances that the alternatives chosen will yield greater . »
cost benefits than those selected purely on the basis of subjective inclina-  * -
tion. Institutional rgsearch is.a prerequisite for good maragementina _ -
period when pressure groups demand accountability from institutions.
' A separate office of institutional regéarch represents aluxury that .
» few institutions can-affgrd. A more viablé alternative could be an office
responsible for planning and research. This office could assist in_coor-
dinating theylanmng process and jn defining and collecting data neces-
sary to ensure that the assumpuo*govermng planning and the results
produced by planmng are as-accurate as possible. While facts and infor-
mation aléne do not control Planning, accusate data are essential to good

. degisions."Faculty and administrators need to be able to predict the e,
consequences of decisions in terms of human and financial resources. '
, They need to know where they are in order to d?de how they are go- =
) ing to get to where a1ey think they ought to be, They must be able to )

evaluate the resujts of deployifig resources in certain ways in order to

» . . ' '
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1 implementing a planning process
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tonvinge both internal and external cons*ituencies that their institution
deseTves continfing support. In all these ways and more, institutional
research can be central to the planning process, and hence a vital factor
n policy decisions. While community colleges need notbe comrolled by
the results of such studies, the data canbe used to conserve tesources
and to aid in the selection of the most effective alternatives.
Because planning as a process tends to be dominated administra-
tively, the research th that develops from planning may best be conducted
by interested and con competent members of the faculty, who can be given
released fime from teaching to carry out their responsibilities. While on
released time, they would remain members of the faculty and of the
bargai?nng unitif collecqve bargaining exists. One member of this group
would report directly tq thé coordinator of planning and research, who
may well be the president, dependmg on the size of the msmuuog and
the priorities of the president. In some institutions a faculty member and
an administrator share responsibility for coordinating the planning
process. If an institution can afford to have two faculty members on
released time, the probability of maintaining céntinuity isgnhanced.
There should be no planneg rotation of faculty membefs assigned to the
nning off'ce The;ksll/fequlred for a faculty member to contribute
ctively to planning and institutional research are quite rare, and the
process 1$ too im portam to permit anyone tq become involved solely as a
concession to paranoia about pamcrpauon .
This arrangement is not suggested as a.model for institutionaP>—
research and planning. It is one way of handling these functions in a
small- or medium-sized institution If resourcescan be dedicated to this
function, the office might well b staffed with a full-time professional
administrator, as is the case in-sag \ larger institutions. Itds importart,
"however, (o have faculty members with released time associated with the
planning office if the‘ research conducted and the translation of this
research into the planmng prpcess are tochave credibility among all
gonstituencies. The use of af; fulty coordinator ‘makes administrators
4nore sensitive to faculty copcerns. At the same time, the faculty coor-
dinator becomes more responsive to administrative pgjorifies:

&

Y
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Two yeafs ago Northampton County Area Community Coliege in
Pennsylvania utilized these concepts, in desngmng a planning process
that has conmbuted si mfcamly t0 the adjugtment the college has been

-
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recb]ui‘red to make to declining resources and the advent of collectivg
bargaining. The first step in developing .the\ Slannifffy process was to
employ a carefully selected faculty member to o a thprough review of ¥
all available references on planning and to attend twoworkshopson the
planning process. (The major conclusion drawn from the effort was that

‘ planﬁing conce pts are much more evident in the litérature than they are
ininstitutional practice. )The faculty member reviewed such concepts as
Planning- Programmmg Budgetmg Systems, Managemem by Objec-
tives, and, othef highly 50ph1sucated approaches; however, because of
_the complexny of these processes and tﬁe additional work involved in
1mpleme nting.fhem, the college decided to invent itvown system. On the
basis of the literature avanlable the followmg goals were established:

1. Development of a visible and orderly ptocess to help staff
understand the.need for change asa response reduced resources and
the contributions* requnred from thiem to achieve it.

2. Identification 'of some degree of congensus on the specific
changes that should occur and a correspon dmg commitment to achieve
them. . .

3. Development of controls aimed at channeling initiative and
resoufces into the most productive directions as an alternative to pre-
scribing: specnﬁc, behaviors for staff. .

"4, Reduction of frustration experienced when staff pursue 00 .,
« many different objectives. simultaneously without preexisting agree-
ments concer nmg pnormes . {

5. Decentralization of decision makmgwnhout aloss of abnht) to
‘achieve goals requmng coopex’a’tlve effort.

The first step in establishing the planning process was to create a
planning steering committee, composed of the president; all adminis-
trators responsible for individual budgets; a faculty member (with re-
leased time), designated as the coordinator for planning and research;
and a limited number of faculty and students, selected to provide liaison
with the college senatgand the student association. Several points were
emphasized in the creation of the planning process:

1. Planning is essentially an administrative process rather than a

" governance process. Governance concerns itself with the ongoing life of
an institution and the decisions that control day-to-day relationships.
Planning, in contrast, is the sum of the decisions that an,;nsrutnon
makes to try to shape : if% future.

2. Every ofﬁcer respon51ble for.abudget should also be responsi-
ble for developing plan to establish objectives to be achieved through

. the annual budget. . N

- -
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3. The annual budget is one ess€ntial outcome of the planning
process. o

4. .Not everything planned can be i\:nded however, funds will
not be allocated to any objective that was no prevnously defined as part

m‘:a nnl} £ nlan

3

E

—~ofa-ynits plan:
, 5. Planning will be for a three-year period and will be updated
, annually through use of evaluative information toncerning the

, achievement of objectives during the preceding budget period.

. ‘ The planning process that emerged involved a series of steps and
- specific target dates for completion of the various steps. Beyond the
creanon of the planning steering committee to coordinate the process,
theré was a conscious effort to avoid creating additional committees or
task forces. The college’s administrative strueture was respgnsible for
planning, just as jt was responsible for implementation.

The first step in the planning process involved the development
of institutiomal priorities for the three-year period. Although input was
solicited from the total college community, the office of the president,
working with the planning and research office, iden; fied and published
the mission statement. Trustees and the college senate were asked to
review and vote on the prioriti€} in the mission statement to ensure that
they were understood and accepted. While the missiofstatement was
[ under review, appropriate college offices identified and dnssemmated,
{ & the assumptions that would govern the planning process. This Second
step of the planning process identified such factors as enrollment projec-
tions, estimates of revenue from all sources, and other constraints within
which plans would need to be developed. Institutional research had a
major role in providing the data which established planning assump-
tions~, v .

. Given a statement of instigutional priorities, along with planning
constraints, each operating unit df the college was asked to deyelop a
three-year plan. Deliberately kept as simple as possible, the plan re-
quired only astatementof objectives, through which the unitintended to
contribute to the achievement of institutional priorities, along with cost
estimates and gn impact statement. The impact statement was extremely
important because it required an assessment of the plan’s effect onother
areas of ‘the college.

Once completed, three-yedr plans were reviewed by the planning
steeringcommittee and adopted or modified. 1f a plan was modified, the
procedure used was to attach approved modifications in the form of an
addendum, sg that it was unnecesfary to do any rewriting of original
plans.” : .
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Witlll!'an approved three-year plan, budgetary“umts developed
their annual plan, which replaced the budget request tradmonally used
by the college in formulating the annual budget. In addition to normal
personnel equnpment and related requests, units were réquired to state

o provide an impact

statement. The annual plans were then reviewed in open sessions by the

. plaining steering committee. Prior to initiation of the planning ptocess,
the revitw of annual budgets had always been accomplished by a‘losed
hearing, involving only those administrators directly responsible for the -
budget in question along with the vice-president.for administration.
These open sessions, which were related directly to the planning pro-
cess, made the entire budgetlmjp‘r‘oc\edure more visible, less competi-
tive, and more of a team activit§ —thus contributing to thedevelopment ~
ofthe staffinvolved. Theresulting budget produced fewer hard feelings
and more evidence of a direct relationship between stated institutional

prior and resource allocation. It also promoted a shared conscious-

‘ness érding‘the need to be cost-effective because the whole institution

would be affected by careless spending.

. Two additional refinements were added prior toimplementation
of-an approved annual plan (that is, budget allocation). First of all,
during the three-month period preceding implementation, staff mem-

~  bers were given an opportunity to propose revisions to the annual plan.
This, step was necessary because of the one-year period that typically
elapses between the presentation of the budget and final approval of the
allocation. During this interim somg of the assumptions may change,
producing either more or less funds and a corresponding need for
adjustment. The second refinement concerned grant proposals. Before
{\he advent of a broad-based planning process, grant prepﬁranon like
~ many other institutional activities, had been highly competiive.*As a -
esuffdiscretionary state or federal funds often were channeled to the
best ‘proposal writers rather than to the areas of highest ipstitutional
priority. Under the pol1c1eS governing the plamming process, grant re- -
quests were reviewed by the planning steerijg committee, approved or A
rejected, and then placed ini rank order as d®ermined by the pnormes
of the college. This second tefinement produced better grant pfoposals
and gliminated unwanted grants. - oA,

@
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. : ’ management insights

' Two years of experience with a broadly based pldhning process
where institutional research plays a central role has ft"}ished anumber
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«  #ofinsights. Plannmg cannqt produce more funds, and i 1t will not ease the .
dnsaonmtmem of those who cannot implement programs that they
consider important. On the positive sidé, the process has had a marked

s impact upon staff development: It.has forced consideration of the im- ‘
pact of new programs on support services before the point was reachqd v
where such services were required, and it has forced staff | to be cost 4
conscious. It has made the planning process visible and acce551ble, even
though most faculty continue to avoid plannmgunless their interests are
. - centrally involved. At the same.time, there is greater awareness of the
nged for planging; complaints about the velocity'of change, as well as the
extent to which the need for change has been substantiated, have di
* mibished or entirely disappeared: In short, the planning processseems
. -tohave provided thetools needed to deal with a situation.yery different
from the conditions existing when thei msmuuon was four;ged ten years
., ago. The- -planning process, supported by the activities of institutional *

.resear€hs offers institutions an important *ernauve to managenent by

crisis in dealmg with the challenge of reduced resources. . | <.

°
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: A vast po.te(ztial remains for contir;ued»gfowtlz in
. .. commumty college enrollments but deuelopmg this potential
e, i requires coopeﬁatwe plghning and new articulation

v y e arrangements with other institutions.
R \ R
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- * 4
L] l’ ®
-
- N

A
t

growth thfoughn
- positive plannmg

dorothy m: knoel l
. - . . ¢ *.;- » ¢ -..‘\ '
¢ K . o ) / v .
Community colleges now appear determined to respond t;ffecnvely to
the expeetation of reduced resources in the 1980s, Just as they. re-
sponded to increasing demands for postsecondary efucational oppor-
» tunity in the 1960s. The pomt of view taken here is that there remams a
+ - vast potential for continued growth in enrollment in commumty col-
leges, if goals for equal access and opportunity are to be achieyed, and
that the financial resources to support such growth are sull a dependent S
- variablg in planning. Changes in public confidence m‘hlgher education
.as an instrument for economic mobility and the good life will undoubt- .
edly have an effect on the avaxlabxhty of fif anciat resources for further -
+  growth in the community colleges Such eonﬁdence is reflected bothin .
voting behavior with respect to taxes and bond issués and in willingness *

[

= tp payon the basis of servicds rendere9 by commumty colleges (that is, -
. * ’ )

)

tuition and fees). /

e

. 4 )

Certain societal comgmons gannot beignored, evenina plannmg

context for proacuve planmng
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reacuve First, the number o? young
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pegple in the pool from which college students ha»e?ee-n tra‘dxﬁonally
drawn wil] be smallenm&h@l 980s. Bm.l’{rates dechined in the eark/l 960s
and’ show listle evid@nce of in¢reasing again for middle-class famih jes.
The smallezzool of potential students will exacerbate €rnain other.=*
conditions, which m them,selves mxght lead fewer trédmonal
students—_tha is, recent hlgh schadl gradua"es enrolling full time
degree and ceruficac programs—to enroll in community colleges:

" Student Aid Th ugh the federdl Basit Educanona] Opportunity
Grant Program and otHe lixeedt'based»aud programs, many-students who
previously enroHed‘m g mum{\*‘co‘[leges for financial reasons will. be
able t0 atted. therr fi t choice of college or unnersity as freshmen.
Studies have shoen that” many young people enrofl 1n a community

. 'college for lower-division work rnamh betzuse the cost 1s low and they

Lack funds for tuition and subsiste ¢ at other typesiof insutuions. With
the differential in“costs between tommumt\‘ colleges and four-year
institutions decreasing, and pith new, need- based finanaial aid azadable,
community colteges may expec,to. Jose studentstn the gromng compeu-
tion for students amorig variqus types of institutions.

: Private Vocational Schools. V-arious factors are making private voca-

" tional ‘schools stronger competitors than in the past for students vnt*:
_ ocrupauonal objectives, These.factors include the.new aid available to

studentsattending such schools. their reputggon {or “no-frlls” curricula
and good job placement, and théir new parnnership m Jpostsecondary
educauo.n as evidenced by their represent:mon on state -level boards and
comndjssions for planning*and ceprdination.

Student Affirmative Hetion. Communm colleges are expenencing
increased competition in the recruitment of ethnic and racal minonues
as the resultof mandated afﬁrmatne action p@‘rams in four-year * \
colleges and unnersmex Institutions that formerly sought tran‘sf,er stu-
dents who shccessfu]l¥ completed community college programs 3re now
recrumng freshmen from the same himuted poalof interested minonty
studems from which the cdmmunity colleges draw theirstudgnts. Be- LT
cause of theincreased a»adabﬂm of*need-based aid and speaal state-~
funded programs for the dlsad\ antaged. mmonty students apparently
are being redistributed among the vanious tvpes of postsecondary 1n-

stitutions, n1th a resulurg loss of students fromthe community colleges. -

. Remedwation 1n the past, large number?of high schobl graduates

-who'were deficient 1y the basic skills Memed necessary for college work

enrolled in communm colleges for remedial or deselopmental courses |
and programs_While making up deficiencies, they usuallwcompleted
lower-division requirements for transfer be fore they enro[]ed 1n bac-
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, calaureate institutions. Recently, howe\er the latter msuq,m@ns have ¢ »
" shown new interest in offering remediauon for first: -ume fres’hmemwho
are otherv.xsequahﬁed for admusston, at the same time, Lhise msu&uuons
are considering the adoption of new reqmremems for the’ demonstra:
tion of competengy in basic skills at entry to the upper division. Such )
&ingesare hikely to result i the dive ersion of addwional students from
the .community colleges —students prenousl\ requxred to enroll an ,
two-vear colleges because of shill deficiencies, a% well as students de:
terred bvxhe tesfing requirement at the pont of transfer © the upper- '

-—

.oy dmsronlex‘el } R
- Career Educazwn Baccalaureate msmuuons are beginning 16 re- .
o spond ) Lhe dncreased ,mterest of students in career educauon., as evi- b,

_ depced b\ their increasing enrol}rfzents in business and commgfce . ",

. cumcula engmeenng and health-related fields. and décreasing n- .
%“ *  terest in liberal arts ma)ors The msuxuuona] response also invghves-the
f, dexe-lopmem of new programs designed to prepafe studénts fgr
B -, emplo’.mem,after compleung the baccalaureate:degree, often'in ﬁelg

where communm.colleges ha\e of}'ered (he assoqate degree. Since
 transfer from the community co.llege 1nto Ccalaureate-program is ﬁ) .

»
®

dlscouraged because of popr aruculaudn o reer-related 'courses, ;ZM O
der\%s whosin thre past would have gnrolledhn a community college < T
nOh opt for career edycation 1ty the four Year institution in order to be . e

.+ cenain ofobtammg both job prepara on and access {chebaccalaurea(e
deg'ree There appears to be Ilttleh for.pmprou.*mem n amculauon
in career educauon uhless the present \eruzzT mode} 1s erpanded to N v
mdude lazeral and honzontat c&nceptc L Ly L
P . ) ' 4
. I / N - prospects for proac'tive ,plann'mg .
’ i . C v ’ '
‘ Even thoughtommumu colleges mav well expett tolose increas- <
‘ing numbetscf/(radmonal*s(udents the\ need not—and should not—, ¥ .
react by planwng for retrenchmem Postsecondan educauon h‘no T
»ct/fulh extepded iself 1o serye the, mulutude of adults 18 years ofage .
- and older. M{o could benefit from further education but are hot ncw
participating 1n it. Sorfie have s(Qpped at hlgh school graduauon ax
earlier, with equnaTem skills' Others are among the vast numbers, of
» college dropouts, parucularl) after the freshman year. Sull others have «
" comple(ed collegiate programs before entering’employ ment or raising
families and dre-ready to undertake new educational progmms
“ The <hnnkmg pool of college-age xouth need nat reml; inde- -, .

creased enrollmems of .recent high school gmduates» smce a. snzabl&

.
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number (the percenlage xanes among states and localmes) are not now
enrplled in any type of postsecondary educauon College attendance
continues to be highly related to family lncome, whichin turn is related
to the probability that a high s¢hool senior, will take a cdllege ehtrance
examination and to the score on the examination. Young people from
low-income families, lncludmg racial and ethnic minoriues, oftes get lO\S
grades 1n high school and'are poorlx prepared for college. lack motiya-
tion for or interest in colle'ge work, and, if they sicfor admussions tests,
make relatisely low scores. Fmdxags from a new access study in Califor-
nia show large differences among counties in college pamapauon ‘and
universky ehg!bflm rates. Cobmties with latge farm populanons send -
significantly lower pe entageyof )oung people 16 collegeé than urban :
and suBurban counti although all but the oSt sparsel) populate‘d
counties are seryed by edmunity colleges. - $

-~

"The Roint "to* be made is that there remalns a large pool of

potential s[udenls for comgﬁml) colleges‘,lncludlng many 1n, tﬁe 18-

: 10-24 age group, and Wat ecline jn enrollmems’wrll contnu€ only if
institutions compéte Tor the same “collpge ready” students. >

It is of course pOSSil)le that public chf'dghce in education has"

declined to the exlem that fundlng for colleglfs and.un‘lxersmes will nol

. be forthcomlng‘tb lmplhmenl the eutdemes of proactive, plahmng Su¢h

-mthholclxng of, support, However, would be somewhat paradd’xlca}»m
light of the xastll, increased resources forStident ard programs which -~
the federal goxernmenl is providing to incredse access, the u'rgency of
affirmative action programs for racial and ethnic minorities, women, the
hancflcapped ard the poor, "and the present attempts of federal and .

" state agendiesto develop public policy with’ respect 0 rechrnent educa-
tion and llfelong learhing. ¢ . ; T \ i

In Califdrfia, for example, new community college campuses and

faCllmes&t:ll areybeing bmjt; and the state’s fxe-geax; plan (1977-l982)
for its community colleges 1ndudes an’enrollmeny i increase of 600,
students by 2003 (an mfrea\seof 50 percent over 197:)) Thls -projec

_assumes a decrease i mortality ,raes, a feftility raté of 2.5 births per/
childbearer during ch\lldbearlng years, and 3n anhual net L migrationinto
Califogma of- 100,000. Plans 50 accommodate the. 600 000 addmonal

* students reflect cogmzange 6f the fact that the populanon composition
of the state as well as the studem-mrx will change California will experi;
“ence a sngnlﬁcam declire in the number of young people of trathtional .
college age and a ‘bulge;in -those 25t 35, years “of age. Percenlage

* incteases are alsp expected amont mirotity groups becaust of their
somew hat-higherbirthrgtes lhan those O?Caucasmns Represenlauon of
older people in the total populaudn is al’SO Incréasing. because more-
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people are rettrmg earlier and lrvmg long\r than in the past Thesel
" gonditions have produced California’s cyrrgnt commumty college stu~
*,  dent populasion: 70 percent ofzhestudénis are part timie, 50 percent are
ehroll}d exclusrvely in late- a/tern()on and evening classes, a large ma_]or!
. lty ar&not pursuing degree or transfer|objectives, and the average age
<= s in,the late 20s. Such conditions wzll continue into the twenty- first. v
. ce;ntury ) X wf A -y
e Certain disclaimers are necessary Yor proactive planning. The
first 1n\ol\es enrollment goals for community colleges and asserts that
N postsééondary institutions shoilld not expect to enroll all adults of 18 + ..
. years of age or older This drsclalmer is perttnent to recent high school
graduates and to adults who, ha\e been out of school for several years. .
However, ttds asSumed for, puiposes of planmng, that most adults (far
mbre than at present) capt benefis from some type of postsecondary .o
. educatqon ata number of umés dunng their lives, for a variety of*
T personal ahd Gareer reasor\a %, . <. .
A second disclaimer concernst}te sttldentns chorce of i msmgtlon
_,  -and the family's ability to pay..The academrc reputation of/4he commu-+ .
. 'mty colleges has derivéd in large part fromi the, perforn’tance of a le Coe 2
.. students whé could not afford to. enroll.}n highérost institutio s .
"*(fresh en. With new, meed- based financial aid available and, unused K
space in other types of i 1nstttutlonsr, such students may now enaoll as )
, fre,shmen in other than comt‘numty colleges thatis, in private vocaonal -
sthools, paﬂrcularl)twhen thqﬁ-ogram of tfterr choice is 1mpacted in the .
K communtty college,,orGt foqr-year colleges and unijversitie§, especially *
4 With residential grograms. While refsrétting the loss, communit colleges
should not.trytto contiel the- enrellment of finan€ially needy students IR
vhe are ready for workn a different type of postsecondaty institution ‘
unless they, can c'Earrly demonstrate the advantages to the students of. - .
enrollmg in a'community college. The process Wher,eby.stuQents from V.
low 1néome families could énrollonly in a community college was. clearly ¢
/ méquatable 1rrespectl\1e of gains to the mstl,(‘Jthn resultt‘né from ‘the *
" préséhce of such suidentson their. ¢ campuses. o N
+ Athird and final disclaimer is drrected tothe confention that, the
w /. .state and lotal community should‘?be expected to support commumty
1 colleges whic attempt ® serve everyone without respect-to prolrfera- .
* ¢ tiom, -dupl}catlon'or obsolescefice of programs and segyices. In Qtlys,r o .-
b3 , L.
) - - .words, proa ive planmn for the 19805 and beyo,n musttake into. L2
. account the varied ofl‘ertngs of all typesof postsecorﬂ)l’y ary 1nstttuuonsv- '
s aiid agencies, with .increased €ffotts 16 coordihate and articulate with s
- them so.as to promote student progress apd de\el{)pn\ent at the lowest’
possible cost to both students and taxpgyers. . . /
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" the new art of coping - . DR

Communitycolleges have reached their present magmtude,

size and comprehensnveness, largely because they have responded to |

changing needs and coflditions. No other educational’ 1nsmqun has
responded as quickly qg effectively to charige. Community colleges
were resparisive first to the need for new higher eduedtion oppor-
" tunities for mcreasmg mumbers of young people tinable to enroll in
" bactalabreate institutions as frestinten. Having met that challenge the
community colleges were then respgnsive to the spegial needs of the
academically underprepared, the disadvantaged, racial and&ethmc
‘minorities, women reentering postsecondary education, the under-
% employed and the unemployed, the elderly, the handicapped, and
"~ others whose needs were to be met in new types of programs and ser-
vices, by faculty and staff with new .backgroundsand skills.

Responsiveness now' appgars ko be leading o retrenchment;
v  thatis, cutting back in response  to the projection of decll ing envoll-
- ments and financial support. Fewer students ot slower gidwth in en-
» ¢ rollments means 85 fundmg—whnch in turh, is expected to result in
" fewer faculy arld staff, f rograms, and no hew facilities. Tt
“ challenge in proyctive”planning is, of gourse, to find underserved
" groups and new stddent consmuenaes, whose needs the community
golleges can meet\un er the unéertain conditions of public financing
which 'characterIZe the late 19705. To do so will require that the com-
P mupity’ colleges develop a néw perspective on cooperative p’lannmg
and aruculaudn with. dther postsecondary institutions and manpower
»agencies that are also concemed‘wnh/u‘ammg for employment, basie
educanon, remedxétnon, and, 'r‘ecurrent eaucauori for purpbses other

. than eémployment. + ¢7 - #' :
! Proative plapnin suggcsts that programmatlc consnderauons,
not expectauons about funding, should _drive the’ plannihg, process.
Now that they no longer have to, grow jin response to demonstr:hed

.

need, community colleges can consider 4he kind of student mix tHey,

would like to achieve by 2000, together witly the program mix 0 be
| oﬂ"ered in order to obtain the desired student mix. Although few
camp uses or additional buildings will be constructed, communnyﬁol-
leges still can.plan outreach programs ih off-campus. facilities, where

the desired mix of programs and students can be housed. Planners °

. may ﬁnd it more difficult to speculate abquéafaculty and staff mixes

tive bargammg, and new laws relaung_z o parttime faculty and re-

- for the year 2000 because of lignitations asfociated with tenure, collec- -

g"
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" tirement options. There is still room, however, for speculation about
the dedired mix of part- full-time faculty, tenured and limited-
contract employees, and of%#pus and outreach staff, as well as the
mix that reflects the goal of affirmative action plans. Finally, proactive .
planping’ invplves consideration of available options (stiudent fees,
contfacts-and grants}'state and local funds) for obfaining needed
fund for the désired student, program, facilities, and faculty bix. )
Although community colleges undoubtedly will nat abandon

* their degree and trapsfer programs, they "will siiely. need te plan

pro s_and services for the large majority of studehts who will be .
‘atte;gn‘?.?ng to achieve highly specific objectives related to their occu-
pational and personal needs:"The changing student mix in ty‘corﬁ-'.
munity colleges may partly explain the' decreased resources provided
by thé states for community “college eaucatipn. Although everyone
agreegthat lifelong or recucrent education is desirable, there is con-
siderable uncert;x'i.my about the funding of sugh programs. Should they
be'supported largely by tax revenues and/ox ppropriations or by stu-
,%ent charges? And which agency or institufjon sh®uld provide the
programs: the unifiedschool districts, the community colleges, or col-

lege and university extension centers (each with a d'&ffe’talt)ﬁrnding -

mechanism)? Community college planning for_the future fs highly
“l_de.pendent on the outcom¢ of the debate abofit the logus of such .
funding for the older, part-time, nondegree Students who are now a

signiﬁcg‘nt part of the student mix in the'comml?ity colleges,” o I

.
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In the past, projections have often been enroliment goals to be

b

tions are now viewed. as ‘predictions .of what ‘will occu if nothing is
done to*produce a change in one direction or the gther. Such projec -
tions are hecessary in that they provide a baseline against which plans
for changing the student mix can be tested, but they are not sufficient
for planning in a proactive mode. In,planning from.an “dCtion” *© -~ 4
standpoint’ rather than ‘a “‘reactive” posture, ¢ommunity colleges

should, try to attract newyconstituéncies (for éxamplne’, the blind and !
the dedf), increase attendance rates among certain constituencies (for
example, women over 25 Years of age), and incréase retention rates

~for selécted student groups (for example, by providing support ser- .
. vices for the educationally disadvantaged). . !
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omet, with fiscal penalties for both,under- and overerirollment. Projec- - )
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o The suggestion that enrollment goals-be established is made
' with the caution that the prablem of goals servms as quotas for the °
¥” enrollment of ethnic-and racial mmormes has not’yet been resotved.
"The settmg of enroliment, goals in the present context is intended to
relate at a specified future time to the.designayjon of a preferred stu-
dent mrx, which will include subgroups such as part- versus full-time
studefyts, day versus evemng students, and other Ateggrles,,of stu-
denty. Affirmative action programs may well produce goals that
should be mcorporated into the specnﬁcanon of the student mix but
should not constitute the only vanables to be cdnsidered in plannmg
Proactive plannmg is thus viewed aséthe mampulanon of en-
'rollment projections so as to produce the desired stuglent mix over a,
particular period of years. Without denyi g access or ,pppogtumty in~
*  an_unjust fashion ;o specific segments of the commumty, ,Eh ollege

i ¥

, y . can pro_|ect the student mix in its plans and prigrities for. partlcular
programs and servicgs. Basic to such planning i¥the constrpetion of
. the desired student profile, in terms of both total enrollment and the

proportional representauon(of virious groups by séx, age, racial and
ethnic identification, and, socloeconomic statuss,by enrollment status
3 . and educational objective (ciegree, certificate, g:ansfer other occupa-
.~ tional, pefsonal devel t, and othér); by location (on-campus ver- .
' stis off-campus loczli%)n, by -place of residertee in the colleg€ service
area (znp,code or census tract); and by other vanables deerned xmpor-
i % tant to the college. Planning with respect to programs and serviges, -
 fadilities, a{id faculty and staff thus follows the sprﬁcanon of con-
V. grete enrollment goals . , \ - .
> . . ) CorL.
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\ . *Fhe second maJor theme in proacuve plannmg mvo 'new,
° modés of cooperanon with othler agencies, offi Rostseco,pdary
:’ « L edﬂcanonal rtutlities m tl-,Z/COllege service a e , including new
' concepts of attic po\lanon, artners trying to oyercome their “junior”
' o image-in. hlgher ‘education,}community colleges have often used the .
Cn prmance of their transf er-students as a ma_]or measure of the-
EE quahty of xhe:r'{nstrucnonal programs. Conside ",bh} effort hg been
« .,  spentinthe pu‘r uit of- artlculanon between~co
] ensuredthe “$nfooth transition of transfer stu
T 4aureate1 stitutions.'Rolés and functions have been delineated quite’
) . clearly as a tésultt commumty collgesloffermg lower -division courses
fgr freshmen and sofphomores th transfer ob_jecuves, and bac-
3 calaureate msmutlons cbncep»mtlng on the major &nd 71mor usually
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in upper-dmslon courses. Students m occupational majors were as-
sumed, with a few exceptions, to be starting and completing prepara-
tion in the community colleges for entry-level employmem in bo[h as-
sociate degree and certificate programs. -~ i

In bo‘th planning and articulation, community c'olleges have
tended to igriore the noncollegiate institutions and agencies offering
postsecondary programs, often to far larger numbers of students than
are enrolled in community colleges. These include,adult schools spon-
sored by unified school districts, area and regional occupational cen-
ters, private vocational schools, and educational programs offered by

_goVernment bustness and industry, and the military. Occupational

education offered at thte secondary school level has also been largely-

" igrfored by community colleges, in terms of articulation, probably be-

cause of belief that preparation for college should not include such
courses. Few would challenge the strong reputation achieved in occu-

pational education by community colleges However, progragts in [hlS ,

area appear to\have been planned for 4 limited clientele: récent hngh
school graduates who enroll full time.to prepare for errip]oy’menwe

The programs offered by these various institutions differ in
quirements and rewards but have the common objective of preparing
students “for begmmng employment—for .example, as auto
mechanics, vpcational nurses, data Brocessors, and 1_dpsmetologists:
Multiple opporturiities also exist if\gonvocational areas forthelong'
learners who might enroll in adul schools, community college]
courses, and/or college and university extension. The range of courses
is very wide—from communication skills toarts and crafts and physn-
cal fitness: , . Co

Community colleges have’ ranonahzed their inattention to com-

' peting postsecondary programs on thé grounds that rapidly increas-

o be more responsive than cooperative and that; fegardless of the Sir-
" cumstances, there should be a sufficient volume of students and fund-
ing for all agencies and institutions. There should be no unnecessary
duplication- or unhealthy competmon, they reasoned, as long as en-
rollments continued to incredse. Hpwever, ‘a new era of cooperation R
among commumty colleges and other agencies offering postsecondary
“education is emergmg as a result of several conditions. The first is
state mandation (or strong.encouragement) of regional planning‘and
cooperation, as a condition for program approval and funding.. The,
second i s the condition of limited resources, which reduces the com-
munity col}ege incentive to develop new, high-cost oc¢upational pro-

ing demand-for postsecondary education in pastzrs required them

grams. In the statutory Reglonal Adult and Vocauonal Educanon
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» , Councils in California, for example, community colleges must work | .
. with regional occupational centerg and programs, adult schools, pri-
. vate vocational schogls, and the Comprehensive Educational Training -

L Programs i order l% gain approval to offer new programs.State law .
regurres the councils to develop articulation agreements with the ob--
jectivé of making possible the smooth transition of students between

J institutionis and continuous progress in their chosen specialization,

' whrle avoiding problems of duplication and inefficiency. State law
now also permits community colleges, within the limits of state'and
lo¢al funding, to contract with private vocational schools to provide

«  otherwise unavailable programs fo# their studentsg Private vocational

schools are also to be included in the administrative structure for the

statewrde Articylation Conference in Cahforma, thus opening the

‘ door to transfer betweeg these institutions and community colleges

»  for stidents who seek the assocrate degree a.fter completmg an occu-

pational program, . St =

; Furthermore, community colleges may soon open their degree

' programs to students who have had reughly. comparable experiences

-*--=_ in noncredit adult schools and regional, eccupational, eenférs\whose

‘. programs.have long been regarded as “terminal.” There is incr sing_
recognition among community college planners that students— )

. particularly adults—do not agways follow the _structured curricula

. planned for them. The alternative to acceptance of diversity R the

- . part of community colleges appears-to be state intervention to insist

upon the transferapility of WOrk,,partrcularIy when students have .

been given financial aid for postsecondary educatior. There appears -

to be a growing need for community cglleges to’engage in copperauve -
plannmg and sharing with other postsecondary institutions dnd to de<
velop new articulation arrangements to make it possible for students\\

to move between different types of institutions fn accordance. wrth

their own,needs and objectives.

-

1+

* H . :
. -Porothy M. Knoell, higher education specialist with the .
. California State Education Commission, is a u)idely

recognized scholar,fvriter, and speaker on thefuture"of ,
L <ommunity college educatibn. She has served-in ) ’
’ licymaking positions in several states and, with ’

Charles McIntyre, is author af Planning Colleges

for the Community (Jossey-Bass, 1974).
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‘ (bmmumt) colleges need both effective leadership and
“effective management if.they are'to cope succgisfully with
reduced resources: the absence of one can seriously hamper

thexdevelopmen; of the ptim
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Almost from ‘the begmmng of t‘he commumty(college m(ﬁement, presn-*
.dents, deans, and trustees emphasized a growth-oriented approach to
r;\anagcment A “blgger-ls}t;cy -philosophy prev;iled and mstxtu- .
*tiops grew in response to co ntly changing numbers of studems and
staff. Few if any questions were raised about the.quality of management
because resources were sufficient to permit multiple strategies for de-
cision makmg, furthermore, mxstakes could be tolerated, since the *
pressures of growth permitted lm,le opportumty for looking back to
€termine what went wrong. M’anagement was conducted i in trial- -
and-error fashxomby aclass ogadmmlstrators who wielded consl erable
power and had ample resources to do what they wanted thh pr grams,

,students, and staff.

As the dual jmpacts of stablhzmg enrollments and dwmdh¥

?

ggsources were felt,/the conditions for managing a cqmmumty colle
changed dramatic )fPressures for accountability forced many institd--,

tions to reevaluate their approach to management. Gox)e were'the days -

of un)nmted bud ts'and rapld-ﬁre mx;ovanons In their place was a.

st
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mandate for, fiscal conservayisin—a call for institutions t use their
resources more effectively to generate outcomes that met or exceeded
the goals in their catalogs, brochures, and master plans. Most adminis-
trators reacted favorably to this mandate,‘but some were reluctant
make changes even 'fhough they might seem necessary'/to stabili
financial condition of the institution. It was desirable to increase one’s
ayareness oT'ff)'e fiscal needs and priorities of the institution, but not ty,
reor amzeniahagemem “The mslggwere many, and they'were not worth
the efforf at>a time when adrpmls,trators were hard presséd to manage
the institution in the face of competing demands for decentralization
‘- and aCCoumal:nlny Administrators came to believe that change was
difficult t6 effect because conditions taking place suddenly outsxde of the
institution were difficult to anticipate and control. Atissue was the ability
“of the college(to function as a chqng}:gem in a period of reducuon.,
Could the community college change the structure of its management t
" hlunt the forces of reduction, or was it capable only of reactmg to such
forces once they were an establlshed fact? <
* ‘Answers 16 this queonn have beg¢n slow in commg, but a host of
related quesnOns can be asked that provide insights into some of the.
] acuons two-year colleges must take tocor{xbat a réduction in reseurces.
T /Clearly, administrators and others are ‘concerned about the effects of
" s~reduction. Steps can be taken tQ rebuild the resource base of a college
once, Tristhreatened with reduqtron but what afe these §eps and who is
respcm}snble for their implementation? What changes mﬁ\e structure of
maﬁagemen‘t are 'fiecessary to cope with declining’ resources? In what
- Ways cana college improverit$ managerlal functioning to-anticipate and
respond tq pressures for reduction? What leadershiip skills will be neces-
sary, 10 dnaintain.or-enhance the vitality of the college once jt has lost a
por;uon (( its resourcesg¢ These questions are *fundamental to the issue of’
educmon hey are also basic to good managemént. Aggressive leader-
hip is requrred and two-year colleges are il prepared to respond. This
“essay attempts to confront the issue of reduction by suggesting thekinds
of management actiéns ‘that will be necessary. 6 check the forces of°
- reduction and sustain the financia} resources of the college. It presents .
reforms in four general areas, which go beyond the rather obvious
reactions and sglutions to finance problems that have.been tried i in past
- years but offer little chance for success in the 19805. ' ~
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Theymanagemem environment in recem years has been pne of
“shrinking atonomy as a result of the funding patterns of state boards
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and legislatures, the'educational needs and interests of local citizens, and

- the reporting requirements of the federal government. All blunt and 4
diffuse the main purposes of the community college and shred its
self-dependence. A strong dependence on external cues and stimuli
leads to a lapse in the ability of the institution to build and developits. , *
resource base. Administrators react by taking few risks and avoidingany
activities for which there is no external support. Without cues from
funding agencies, they maintain the status quo. With' contrary signals,

. they either become paralyzed —overwhelmed by the enormity of the .
situatiorf and thereby unable to act—or they overreact and neglect the
basic principles for Wthh the community college is orgamzed ‘
S <T'o maintain the ﬁnancxal health of the institution, administrators
need to be aware of emerging trends in_the economi¢ and social struc- ~~ ~
ture of the commumty, the fiscal condition of the state, and long-term
financial pro§Pects of various funding sourtes. Fiscal stability is closely
“relatéd to a good organlzauoo for strateglc management—the leader-
“ship process that must occur if institutions are to ensure their long-term
-survival. Strategic management focuses on thgestablishment of a set of
relationships between the cBllege and the, commumty‘—relauonshnps

L that enable the college to pursue its objectives with a” minimum of :

re515tar1’ce, to obtam the resources necessary to achieve these objectives

. overal nglpenod of time, and to provide the structure necessary to alter

its direction when community interests or,institutional capabilities dic-

tate. "The benefits of thjs organization lie not only in,satisfying the °

: deg‘lands of interested outsiders—such as coordmatmg boards, legisla-

" uites,and community groups—but also in improvihg the effectiveness .+
‘and efﬁcn‘_ncy of 'Yuerna,l oyerauons The absence of an acceptable 3
organization for strategic-mapagement can’ hamper a college that is”
attempting to counteract a reduction in resources. v . .

N What can admmlstratorsé(l) to develop a successful orgamzauon :
for strategic management> Although there are no easy answers, several

v

. adaptations can be ‘made to bring thi opgamzauon about:’ -

~

=

o : k. Give:more attention to the lbng-range resource needs of thea ~
; .institution’ by implementing decision-thaking systeins that “free” chief ;
R executiyes for important léagdership tasks and prov ide them with man-
agerial support to complete these zasks. : . ‘:,

. &7 2 Imvo,ye the utilization of available resources by budgetin ;
prograis.on the bisis of outcomes they actually produce rather thali

¢ staff estimates of the resources they need’to produce the outcomes;
+ critical to this procgdure i§ the reversal of the traditional process of .
allocaung resourcés as an increase or decreaswvet\the/prewous year’s

. : o N + i
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budget in favor of a more rigorous process of‘allocating resourceson the

basis of outcomes. - ' . .

v 3. Ensure the continuing vitality of the college’s resource base by

- developing a long-range planhing system that specifies alternate modes

. of development«—enrollments, programs, staff, and facilities—given
various levels of resources. _ ‘ )

" 4. Deepen the awareness of external groups-—legislatures, of-
fices of executive government, and state boards —to the resource needs
of the institution by organizing a lobby to press for support and to raise
important questions about existing finance formulas.

These adaptations are keyed to the ideg that certain basic changes -
in the structure and functioning of management can improve the re-
source base of a community college,, Administrators will devote more

, time to building and conserving resources when they can appreciate the

} leadership skills necessary to counteract a teduction in resources. Pro-
grams can operate at-higher levels of efficiency and effectiveness when

, they arebudgéted on thé basis of the outcomes they produce and have
systematic and comprehensive information about alternate modes of.
development given different resource levels. And external agencies can

better understand and appreciate the resource needs of a college when

they are on the receiving end of repeated communications concerning

‘the mission of the college and the inequitability .of current finance

. formulas. . .

f
B

outcomes and benefits

-

i

Increasingly, discu‘vs'sions of community college finance formulas
are beginning to focus on the question of benefits and who should bear
the costs. Community cdlleges are supposed to “do something to stu-
dents” with their programs and resqurces, yet rare are the instances of
effective research on the outcomes of tommunity college attendance; of
communicating the results of programs and services to constituencies; of
setting institutional goals with realistic outcome measures in mind; of

"relating the costs of educational programs to the outcomes they pro-
duce; or of assessing the effectiveness of programs in producing benefits
* thatare needed by the community. Itis un reasonable to expect increas-
‘ing support for institutions thatcannotand will not report the results of
: their programs to funding dources. '
’ * The question of “benefits” and the value of c&hmunity college
. education to the community is a critical issue in the area of finance. In a
‘ recent study of the’outcomes and costs of community college education,

s
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Wenckowski (577) identified four types of benefits that comn{umt)

colleges are supposed to produce: economic. social, individual, and .
- b ]

monetary. “Individual” and "monetary™ benefits accrue to the student
and are realized as growth in thie areas of socioecondmic status, cultural
enrichment, political awareness, ability to allocate time and money,
career development, and job mobility. “Social” benefits are more dif-
ficult to define but generally are believed to result from change in the
ability of students to interact with diverse graups, to adjust to change,
and to develop meaningful relationships with different v pes of people.
“Economic” benefits accrue to both the individual and the commumty
and are realized through such mdncatOrs as employment opportunities
for graduates. expenflure patterns of the college in the community,
and job opportunities for community residents. .
This listing certainly encompasses a number of desirable benefits,
Jbut it does not answer the quesuon of how effective commumty colleges
arein producing these benefits. Faculty and administratorsinterested in
building and conserving respurces need to develop a systematic ap-
proach for assessing benefits if they expect to receive continuing support
for their efforts. This approach necessarily should involve some type of
research design for measuring community educational needs the re-
sources required to meét these needs, and the benefits produced by the

colle&r in relationship to the costs and other forms of input. (A research

design has been developed for this purpose; see Alfred, Matson and
Fordyce, 1977.)

One strategy for measuring benefits is to design a classification
structure that delineates broad categories of benefits produced by two-
year colleges when they have the financial capability to perform a com-
prehensive educational mission. Some of these categories and their data
elements are the following: ' ‘

1. Student growth and ‘development: (a) knowledge and skijlls
development, (b) social and cultural growth, (c) personal growth and
satisfaction, (d) career trammg, (e) commun?t) service, (D educauonal
development.

2. Institutional service to community needs: (a) demographic
) cha‘raé[eris[ics of the community, (b) adult citizen needs/satisfaction, (c)
high school student needs/sausfaction, (d) business-industrial needs/
satisfaction. (e) civic organization needs/satisfaction. .

3. Institutional impact on the community: (a) educational im-
pact, (b) social i impact, (c) sernce impac(} (d) economic impact, (e) labor
market impact. :
4.Impact of institution on other educational institutions:

a

(a)

P
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secondary schools, (b) public and private four-year colleges, (c)k pro-
. _prietary schools, (d) other types of educational institutions. ‘

These categories can be refined even further tQ describe the
benefits of-commumty college education in highlw speafic areas. It is
possible, for example, to describe the impaet of college 1n facilitaung
student growth and developmeit through collecting data related to the
following measures: ~

Student Knowledge and Skills Development
Student (le\elopment concerning breadth of knowledge
v Student development concernmg depth of knonledge
Student success mn passingxertficaon and lensure examinations
Student giades m.major field and general courses . "
Student scores on pretest and posttest skill exammations
Faculty perceptions of student skills

~ Student perceptions.of skill and knowledge de\elopmcm :
[ /’ . : -
Social and Cultural Growth - ’
. Participation in social and cultural events . . -

Knowledge and understanding of the arts
. Development of effective social relauonships
Openness to new ideas

. Personal Growth and Satisfaction

1
Student satisfaction with overall educational experience
, Student satisfaction with vocational preparation .
Stydent satisfaction with knowledge and skills learned jn general
" : #ourses .
Student satisfaction with ¢ritical-thinking ability ) ‘ ,
Student gatisfaction with hufnan relations skills ‘
’ »
queer Training T v . .

Suddent success in obtalpmgﬁrst job , v ~

. *  Student success in obtaining prffer“rpdﬁrsl(é ob Y ,

. Occupational careér choice ¢ T " T
Job satisfaction -, - ’ . o
Firse job earmngs L S

‘ Annual-total income of former: studems- N
Relatedness of employment to major field of study I :

’ Change and stablflty of career goals '
4 Job mobility ! ’ L -
N \ . « b
9 Y3 S .
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" Promotions /
Employeryuﬁéon of job performance ot
Commun)ty Service S
. Rer/dence in community in which collége is located
Pafticipation in community, social affair§
é.emberships in community organizations
Political actiyities in @ommunity

. Educational Develdpment :

Highest degree or certificate earned ' .
Studehts enrolled in an organized educational activity fo1 ne credit
Progiam completers during a certain time period

Program completers who entered as transfer students

Degrees and certificates earned by an egtering class of students- -
: Time to program completion for a graduating class
Time to program comgleuon for an entering elass, .

Length of tentre prior to transfer ’ )
- Stopout™ : .
Nomber of withdrawal credits : .
’ , Incidence of change of major field ‘/\
) Educational program dropouts Lot -. .

Students seeking adyanced degrees and certificates

Students working toward and receiving a second degree orcertificate

Student ability to transfer credits

Level of achievement of former students in another institution
Number of students transferring to other institutions

Enabling policymakers toJ weigh and sift the evidence about the"
berefits of college education, outcome measures are acritical mgrednent
in bu1ldmg the resource base of an institution. An institutional data
vacuum invites external intervention apd domination, either through an,
imposed plan orthrough ad hoc legislative decisions that restrict the
flow of resources to a college. A well-thought-out method for measuring -
, outcomes—a method based on realistic assessment of an institution’s

impact on stpdents—invites external support and cooperdtion rather
than control” Community colleges should at the very léast know . more,
about the benefits of their programs.than external agencies do. Out-

comes assessment provndes one method for collection of this informa- |,
tion and ensures an adequate resource base for the institution to’pufsue .,

s.;mssnon with a minimum of resrstance. ’ .
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Ihe roje of the qumunity as a power broker for institutional

supportis becoming more important as financial resources grow tighter.
Com munity colleges exist to serve the needs of the community and its
diverse constituencies, and, this role 1s most powerfully elicited under a
‘ condition of full financial support. Faculty and administrators must be

aware of the educational needs of the communuty, and they must estab

lish a climate in which the community will become deeply involved in
what the college is doing and will therefore actively support the college
in its quest for resources. Specifically, faculty and administrators must
provide community groups with information that[the) can use to make

their own judgments about the value of a communtity college education. .

Administrators then can selectively utilize the influence of community
leaders in relationships with state and local agencies responsible for

funding decisions.

N

. Many administrators see themselves as powerless to elicit the
support of the community on key finance issuek. They argue that public

apath toward higher education has never been greater and that never.

before have community colleges expernénced such a dilemma in the
institutional budg&. Thisis an unfortunate outlook because at né time in
their recent history have two-year colleges been expected to contribute

more to the economic and social development of the cdmmunity.

Two-year-college administrators may experience difficulty in

gaining the confidence and support of the community because of prob-

lems of their own making. Chiefamdng them is a problem of perceived

intransigence in the management of the college, heightened awareness

of.this problem as a result of negative publicity, and frustration if the

college is unable to pro\q\(;e services that ar{e viewed as essential to the
t

community. Administra

s can solve this problem by bringing the

community into the management of the collége through a four-step

~approach to reform:

-

1. Involve the community in a systematic program of qeeds as-
sessment to determine the vitality of college programs and services and

their eligibility for further support.

2. Expand the function of program advisory cormmittees to in-
clude responsibilities for the establishment, evaluation, and fimancing of

programs in the career: sector of the college.
3. Establish funcuonal/zyiwsory committees composec; of com-

munity experts-in every phase of college operations (media, manpower
raining, federal affairs, public relations, institutional plaining, and so
N \

v

\
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&
on) to guide college’personnelin their relationship with the community.
"4. Appointand utilize acitizens adrisory counail to help «dminis-
‘ trators identify key finance issues facing the collegc as well as appro- .
priate management actions that can be taken to resolve these issues.
These actions go far beyond the ‘normal public relations activities \
- of a two-year college, they mean presentmgmsmuuonal aims, organiz-
ing finance alternatives, and involving the community 1n institutional
degisions to relate w hat the mstitution is all ubout to what the community
is now and will be in the future. Orily very limited progress toward this
end is now being,made in most colleges, but it may be the most important
task of administrators in the next decade. . -
. ‘

" ¢ . .

' - identifying kaey issues

-~

-

Although good internal management and communhity support
are necessary for preserying the financial resources of a community
college, they are not sufficient in themiselves to ada;ﬂt the institution to
*  changing resource conditions. Administrators must be able to identify ‘

key issues facing the institutiort and locate the resources necessary to

help the college achieve its goals. _ : ¢ |
Few would dispute the contention that there is a big difference

between management and leadership in the area of finance. Problems

that might initially appear to be only temporary aberrations in the ,,

growth of community colleges can rapidly swell into critical issues if

they. are not fully understood by decision makefs. Several such prob-’

. lems, which received latle or no attention in the 1960s and early 1970s, »

now command significant;amounts of time and energy on the part of
administrators: : )

1. What.s thé position of the two-year college in the struggle for
public resources? Shoul it be viewed as a public utility, or does 1t “en-
joy” a different status from other pubhc agencies and thereby require
different financial arrangements? e

2." In a period of declining resources, what happens to youth and

. older adults who cannot attend college because of the cap on enroll-

. ments? s there a shortage of trained manpower in certain areas? Are
there noticeable changes in the rates of social disorganization? What
effects, if any, does an untrained labor pool have on the local tax base?

3. What are the “real” costs to state and lpcal agencies. of post-

- secondary education programs conducted by two-year colleges. Can
two-year colleges conduct these programs more efficiently and expertly
than other types of institutipns, or are the cost benefits greater

-
o
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elsewhere? ;\'h‘l[ ifnigh[s do administrators have into educational costs
in other institutions, and hoiv do commumity colleges compare?

4. What are the mfpacts of. community college programs and’
services on the commumty, and what 1s therr dollar value? What steps
need to be taken to ensure that reasonable and accurate indicators of
impact are considered.in the ﬁnanual deliberations of state boards and ,
legislatures? .-

To cope with these issues, administrators must have “conceptual”

“ skills. A president o1 dean must be more than a manager or anideaman. -
He must have a sense of perspective and the e and inclination to think
about the pressuies for change; and he must raise the fundamental
questions that will affect the future of the instjtution and the commumt)

' inwhichitis located. There are risks in taking the initiative. The grea[er RN

rish isto rel) on outside forces for guidance i determining the financial
well-being of the college. :

. The essential point of perspective in this paper is that community

colleges need effective leadership and effective ménagemem if they are
‘to cope successfully with reduced resources. The absence of one can . ~
_seriously hamper the development of the other. A thorough under-
standing of the concepts of leadership and management is not a luxury

¢ , butanecessity for survival. One cannot stress t0o heavily this need, for

growth in these areas is at the very heart of the reforms that two-year
colleges will need to undertake to stabilize their finances and maintain
their pl:lce at the cutting edge-of higher education.

[l
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- sources, and mformatlon
S . for coping with
reduced resources

: | ~andrew hill
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This co_ﬁcluding article provides additional references pertinent to the
sourges are in the ERIC system. ‘

The list of references includes ERIC ddcuments dealmg with
state finance and planning, federal aid, college management and plan-

financial crisis in community colleges. Unless otherwise noted, all |

ning systems, and nontraditional education and community services -

programsin a time 6f financial exigency. Lack ofspace prohibits lengthy
description of th;se documents. . W #

These ERIC documents, unless otherwise mdlcated are available
on mncroﬁche (MF) or in paper* coRy (HC) from the ERIC Document
Repfoducuoh Servme (EDRS), Computer Microfilm International Cor-
poration, P. O. léox 190, Aiimgton,tylrgxma 22210. The MF price for
documents under 480 pageWis $0.83. Prices for HC are as follows: 1-25

pages, $1.67; 26-50, $2. 06 51-75, $3.50; 76-100, $4. 67. For materials .

havmg more than 100 pages, add $1.34 for each 25-page incremeqt (or

* fraction thereof). Postage must be added to all orders.
i

New Dijrections jon.Commumly Colleges&.? Suinmer 1978, . . -
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Abstracts of these and other documents in the Junior College
Collection are available upon request from the ERIC Clearinghouse for
Junior Colleges, Room 96, Powell Lnbrary, Unnersny of California, Los |
Angeles, California 90024. ] .
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