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Preface .

The mission ‘of the National Institute of Educa-
tion (NIE) is to support research critical to the well-

being and improvement of education in the United’

States. Performance of this mission requires three
“steps:
(1) identification of needed research;

(2) contract of such research to responsible in-

dividuals and organizations; and ’

,(3) publication and dissemination of findings.

Over the last year and a half, the National In-
stitute of Education has attempted to develop re-
search priorities in areas Whlch have major impact
on the survival and vitality of
umvergules. In designing the stope of our: initial
efforts, it was decided to concentrate on three inter-
locking areas of .postsecondary education—linange,
management, and productivity.

Identifying priorities is always a difficult problem..
For research, one approach is to solicit from users «_ -
- thémselves—the education community—problems
and needs amenable to scientific study. Following"
this approach, the Institute convened a-group of

postsecondary education specialists at -Keystone,

Colorado. The primary purpose of the conference

was to elicit a preliminary list of issues Wthh could
be elaborated upon in terms of relative importance
and resolution through research. The conference
was attended by educational leaders ‘r/epresenting

scholars and practitioners from colleges and univer-.

sities, research institutions, State and Federal agen-
cies, and professional associations. ;

The first day of the conference was devoted to
' 1dent1fymg a broad range of. educational issues. Dis-
cussion was conducted in small groups with con-
siderable debate. More than 120 issues were identi-

\), 'y

‘

erican colleges and

fied and a group of 50 selected by vate as most im-
portant. On the second day, participants discussed

ways in wlich the issues were interrelated and
grouped them into several categories. Although
many of the issues chosen are widely recognized,

- and certainly some important ones not included, the

conference did provide a highly informed assess- -
ment of the range of pI'IOI‘ltX needs for research.,
Following the conference, three participants were
selected to’ develop, refine, and focus sharply on -
each of the 50 issues and to 1dent1fy'spec1ﬁg‘ Te- .
search 'projects wiw‘iltl the topics: Stephen A. Hoe- .
nack, University of Minnesota, for finance; George
Weathersby, Harvard Graduate' School of Educa-
tion, for productivity; and Donald C. Lelong;,Uni- -

 versity of Michigan, for mapagement. The papers of

these specialists were reviewed by a group of con-
ferees and Tonstitute the text of this, the ﬁnal set of
researcﬂ t0plcs B : ‘- ot
These selected topncs will serve a number of pur- '
posEs,- Foremost they will alert the research com-

mumty to questions to be -addresséd. Secondly,
‘brmgmg pro;ects to the atterh]ton of research-spon-
soring agencies and foundations may stinflilate addi-
- ‘tional support of these concerns. Third, NIE and the

other funding organizations may benefit by drawing
_upon the listing as a guide in scheduling research,
"Some. of the projects identified are already sup-
ported by NIE. In addltlon the Institute i$ con-
sxdermg initiating grants or contract competition to
seek imaginative and thoughtful proposals from the
research community on' the problems identified.
Given' the priority-setting process .employed, the
high quality and dlversny of the conferees, the im-
portance of the(subject matter, and the lnmlts of
NIE’s budget, the Institute will actively encourage
other public and private funding. It is hoped that
the resulting research will yield both immediate solu-"
tions to some of the problems and substantive new
dlrectlons for further m\zestlgatlon

v
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Five Recurring Themes

The topics of finance, productivity, and manage-

~ment were valuable as foci for discussion and orga-

nization during thet priority-setting process. They

- were chosen and have been viewed with full knowl-

"t 4‘«<
O |

edge that they do not represent discrete functional
areas in higher education. There are, therefore, a
number of important cross-cutting themes appearing
.throughout the project list,

“At least five themes are identified.

"

The mrerrelanonshlp of Federal, State, and mstl-”

tutional control of higher education.
Most of the proposed, research studies on thls
themc ‘would make policy more informed and sensi-

tive. Examples are studlesluwhlch deal with the in- .

" terrelationship of Federal, State and institutional

7% porting requirements.
Study of the information used by public: pohcy- E

pohcnes

- associated with' compliance with Federhl Jre-

-\ T

makers i
secondary e
formation judged valid and rellable by policy-
makers.

® Study of the interdependence of Fe'deral and

decisions about supporting post-

State @Cisions regarding education support.
Institutional adjustment to declining. budgets and
enrollments, and to changing student interests.

ucation, and of the sources of in-

<

® Study of the Institutional admmlstratlver costs

State funding decisions by analysis of the effects -
. of Federal ﬁnancmg programs and policies On j

Among the proposals which address the issues of

coping with changing demands and needs are:

¢ Study of the legisfative funding ré%ponse to
changes in enrollment resultmg from a cost-
related tuition pol?7 >

® Study of the cost/eﬁectlveness of altemattve
arrangements of curricula. 7

® Study of extant management strategies for cop-
ing with fiscal and student changes Tesulting

<

“from limited resources and external pressures.

" The relationship between higher education in-

qsftituti(‘)nv and the needs and imerests of clientele,

eweemlly those of minorities and women, L

- Studies proposed.which speak to this concern ‘are:

: 0 ,Study of the intergenerational effects oflalgerna‘-

. tive student assistince programs on the life -
chances and socnl moblllty of target popula-'
- tions. : -

o Study of factors influencing student choices to.

~ attend college, and of the information necds

" not being met. ?

The relationship between hlgher education and

. the needs and demands of the society.

Some of the proposed studies treat:the changing
role of higher education institutions as a response
to changing social expectations:

o Study of the simifarities and dlﬁerences be-
tween the preferences of the general public for
postsecondary education and the preferences
.of the edueatlonal community itself.

® Measurement of the effects and “outcomes” of
the higher education experience relative to
+ societal needs. . o

Alternalzve vysrems strategies, and procedures for

", the delivery of postsecondary education, and -

adaptation of such systems to stud?nt and societal
needs. . . ) .
Among the studies proposed which respond ,t0‘ '
long and short term changes in the system are:’
® Study of how decisionmakers may be per-
suaded to use new and improyed measures of
educational productivity. J ‘s
® Study of the implications and kffectiveness of
alternatiye approaches to management result-
ing from continuing demands for accountabil-
- ity, for increased.use of information systems -
and management;'foéls, and to greater market-
. Ing activity"ihﬁigher education,

al
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These are among the more 1mportar(t problems °
and themes raised in the project list: In the segtions

which follow the studies cited above, together with
,,-other studies comprising the- total set of research
“\topics, are presented indetail. Each study descrip-

n is organized under the following. headings:

- . - .
L4 ¥

* Keystone Conference Participants 1

A

L oseph Froomkih-,«Ez?ucational Policy Research

Peter H. Armacost, Qttawa (Kan.) University
Bert Biles, Kansas State University
David W. Breneman, Brookings Institution

*

~ Wilbur Cohen, University of Michigan

Stephen P. Dresch, Institute of Demographzc and
Economic Studies

 -"Nolen M. Ellison, Cuyah‘oga Community College: 3
" Harold L. Enarson, Ohio State University

"I,ohn Folger, Education Commission of the Siates
“"Center Voo

Richard D. Gibb, [ndiana Commission forH rgher
Education )

Betty Gruham Michigan State Unzverszty

Kent Halstead, National Institute.of Education
Lee Hansen, University of Wisconsin

Eric Hanushek, Yale University

Stephen A. Hoenack, University of Minnesota
Hans H. Jenny. The Coilege of Wooster |

&

Al

(a) Research questrons

(b) Problem situatjon and expected value of
research.

(¢) Relevant previous and chrent research

(d) Research gu1dance

‘Martin A. Kramér, Departmeht of Health, .
Edi‘z’cat:'jn, and Welfare

‘Ben Lawrénce, Natiopal Center for Higher
‘Education Management Syrtems

Donald C. Lelong, University of Michigan

John D. M1llett Acadeiny for Educational
Development

Arthur Melmed, Natzonal Institute of Educatton
Frank Newman, University of Rhode Island

Ron Sapp, Johns Hopkins University

Charles Saunders , American C ouneil on Education
Judith Segal, National Institute oj Education

Lewis C. Solmon, Higher Educatzon Research
Institute ' ' |

George Weathersby, Harvard Graduate School of '
Education )

John erson Bank of Amerzca .

’

The conference was‘.conducted by the National
, Center for High Education Management Systems

*
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'FINANCE iSSUES

T 1. INCENTIVES AND DISINCENTIVES FOR FINANCING POSTSECONDARY
 EDUCATION ARISING FROM THE MULTIPLE NATURE OF -

L SUPPORT SOURCES

Research QueStions/Hypotlzeées g

(1) What are the effects of Federal aid to States,
institutions, students, and for research, on State
‘government support of higher education?

(2) What are the effects of Federal research
: grants on private donor gifts & grants to institutions?
~(3) What are the effects of State expenditures
- on public institutions on tuition charges and enroll-
ments in both the public and private sectors?

(4) How are Sﬁate expenditures on public insti-
tutions affected by' enrollment demand for private

mstltutlons and prwate gifts to private mstntutlons" .

Problem Situation and Expected
Value of Research

» Higher education has many supporters, including

‘the Federal and State governments, private donors,

and students and their families. To the extent that
the various supporters’ expenditures influence each
other, the expenditures of any one supporter can

displate or enhance the expenditures of others.

Federal and State policymakers could be better in-
- formed on how to handle the negative aspects of this
situation if they understood hqw this interdependent

) beh'avio,r took place. For example, there may be -
est in governmental subsidy proposals which

‘stlmulate rather than displace prtvate expendltures
on higher education.

Relevant Previous and Current Research

" With the exception of the work of Clotfelter

(1976) and Pelzman (1973), available rescarch

] : .
O N

A

~

. 1 ’ . . . ! |
. _1_ . , \b

~does not treat the behaviar of higher education’s

diverse supporters as being jointly determmed in the
same model.

There is substantial research on the: donatlons of-

(1976), Feldstein and Taylor (1977),

* individuals in response to Federal tax policy. (Feld- -
stein (1975a-c, 1976), Feldstein and Clotfelter-
Levi (1‘9]5‘)', .
Kirkwood and Mundel (1975), Reece (1977) and
'McNess (1973)). Feldstein's work provides esti-

mates of the demand for giving to- educational in- °

stitutions* when the price of giving is influéhced by
tax laws. There is some research on corporate giving
(Schwartz (1968) and Vasquez (1977)).

There is also substantial research on the theory
and estimation of expendlture functions of State and
local governments in response to Federal incentives

and other. varlables Theoretical work ’ Jincludes

Bergstrom _and Goodman (1973), .Borcherdmg and ’
Deacon (1972), James (1973), Maxwell (1972,
McGuire’ (1973) and Wilde (1968) Empirical

work not specifically directed to higher educatton“

but employmg relevant methodology was reviewed
by Gramlich (1970). Some of the- notable work‘
since 1970 includes Auld (1976), Barth, . Bennett

* and Kraft (1976), Booms and Hu (1971), Denzau

(1975), Gramlich (1972), Gramlich dnd Galper
(1973), Hardy (1976), Pashigan (197%), O’Brien
(1971), Strauss (19 4) and Tresch (1974).
The studies by Clotfelter and Peltzman are of
partlcular interest. Clotfelters study provides esti-
‘. ; xﬁ
1Comnbut|ons to elementary an(\ secondary education are lJumped

_ with contributions to higher educat:on m 'these studies. - 9’

R}
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F ir'zance,Productivity, a‘n’d Managémer_’rt in Postsecqndary Edr_rga’tiq_n -Selected Research Topics
~ mates of how State and local spendlng on hrgher ;. tcﬂal incomles: a. breakdown of these 1ncomes by
education is influenced by private enrqllment’ de- . .'source is needed. = - |
‘mand and vice versa. Peltzman’s study provides £.(3). The behaVior of institutions in the use of
estimates of a model in which total expenditures of funds and how this behavior influences supporters.. -
public higher educatron institutions’ are inflienced  For example: Federal research funding is influenced
by expenditures’ of prrvate mstltutrons and vice by 1nst1tutlonal behavior; State’ expenditures may 1n~
versa. e | ,turn be influenced by Federal funding. '
Kirschling and ' Postweller (1971), Krrschhng“ - ~Resgarchersshould estabhshacross section model
. and Weldon (1975) and Lawrence and Kirschling = - using State ddta to determine the mutually . inter-
(1974) have advanced and analyzed proposals for dependent behaviors of, Federal and State govern-

Federal grants to States in relation to thie States’ - mefts in subs1d121ng higher education, private bene-""_-
support for higher education, emphasizieg.the need " factors in giving to’ ‘institutions, and potentlal stu-
for estlmates\of_ State response to Federal incentives. - den,ts in their enrollment_decrsrons Withiout such a

simultaneous . system, estimated relationships rnay'_
| . d{/ ' .. .. not be attributable to the behavior of partlcular g
Research Gui gﬂe ' | supporters. The Clotfelter and Pealtzman studies B

v -
The basic choite.is-whether to continue to analyze have made progress in-the estimation of a simul-"
taneous ‘model and strongly suggest that such a

the behavior of each supporter of higher educaltlon, _
separately, or to develop models in which the bes model ‘is feasible. Most equations not estlmatedvln
~either of ‘these two studies have been estimated

havior of several supporters is jointly determined
In either case, furthe work is needed on the f»01- }1nd1v1dually in other. studles Equations for institu-
. lowing: o8& T tions, showmg responses to enrollment demands and
(1) The formulation of State govemment e)i*" . the behavior of donors, are the only equations in |
_ the ‘model which have not been estlmated/gl:ewously =

pendltures on higher education as-a functron o7
A theory of 1nst1tutrona1 behavior adequate. to spe-

A

Federal student aid and research grants T ,a,:_
' (2) Separate analysis of \institutional 1ncomes . _crfy these. equatrons would be a task of the research
such as private gifts, tuition, an State governmenta”l pmJect ST »

" support The Clotfelter and Pelt man‘smdres ,addr_e.‘ssd.r -

r" '

Resear %'h 0"93"0"3/ Hy poth ses | ‘. O 'on enrollment demand for pubhc and prlvate ‘insti-
(1) What -are the effects(of altematwe leve'ls of.," tutronS" o \
tuition and financial aid offered by, pubhc 1nst1tu-=‘ (3) What are the effects of enrollment demand

tions on enrollment demand for ervate 1nst1tutrons'7_ : _'n_ on’ admissions, financial aid and tuition, and -the
(2) .What are-the -effects of* mggsurable quahty:' ,‘quahty of ifistruction in private 1nst1tutlons" v
differences between. pubhc and private rnstltut;lons“ " (4) What are the effects of measures of com-’_

., * petition on, costs and’ measurable quahty in publrc,

2The expendlture data include governmental subsndres and tumon
revenues and gifts but exclude Federal research grants. - and private Il’lStltUthﬂS?

- E]

\)‘ . . 3 ; ) w \ ’ ’-4.',". . . ‘ .
- « ‘ . ’ v S IE AN .
A o . ’ - "

kY

i

N . S - - 8



Problem Situation and Exbected
Value of Research

As enrollments declme in the 1988’s, institutional

competition will change the character of many in-
stitutions-and" will force some’ institutions to close.
Private- institutions wjll be particularly ‘affected be-

cause, relative to public institutions, Jarger fractions
of their budgets.are- provided by tuition. Increasing=
aid to Students and hence improving their oppor-

tunitiesgo atterd expensive. institutions is one policy
~ which would tend to equalize the capability of pub-
lic and private inétitutior}s to compefe for-students.
However, thcrc is little analytical basis for forecast-
mg how pubhc and private institutions would react

to greater student buying power. ‘Would \ervate'
institutions enroll “significantly more students, .or .
rwould the mcreqsed demand lead therh to }hcreasen

sc]cctmty and tu1t10n charges?

Another issue is the hypothesis advanced by
Clurman (1969) -that institutional competition
“under a dual tuition system will always produce
“stress” because private institutions use their higher
- costs, which in this hypothesis translate into superior
quality, in order, to compete. 'TJus important hy-
pothesns should‘bﬂ tested.

Relevant ﬂrev'zorzs and Curtrent Research

There appear to be few t'hcoretical analyses of - .

behavior within institutions which provide testable

hypotheses bearing on the issues described. Some

theoretical work on institutional.b&havior has been
done' by Abowd (1977), Breneman (1970), and

Levy (1968). Bowen (1968 1969) has dealt with -

the problems of private. Universities. resultmg from

absence of productivity growth. A thoughtful dis-,

cussion of likely problems of private institutions
during the overall enrollment decline in the 1980's
IS pfcscrptqd in Froomkin (1975). An important
study of how competition for students has affected

the quality of enrollments i private institutions is

Q ' L

" 1
R
P

. Finance

provided by Anderson (1975). Some - theoretical
work on college admissions appears in Johnson and
Holzman (1975). | .
Enrollment demand studies which have particu-
larly focuted on choices among public and private
institutions are Hight (1975), Corazzini et al.
(1972), Kohn, Manski and Mundel (1976),
Radner and Miller (1975), Jackson (1975),

‘McPherson' (1977), and Wagnér and Rice (1977).

The latter five studies have dealt thoughtfully with
the application and admission process; however,
they have not explicitly formulated and tested hypo-

, bg vhe causal determinants of the institu-
fal Behgfior determining admissions, tuition, and

fnancial aid. The Wagner and Rice study provides

some theoretical discussion of institutional behavior
in rélation to admissions and financial aid.? .

A major study by Abowd (1977) of the inter-
action between students and institutions in jointly

. -determining the heterogeneity of institutions is
- based on theoretical work of Rosen (1974). Thlsk\

study represents a su ,slamlal methodological im-

" provement over prevﬁus work. 4

Research Gmdance

- The most needed research is the developme t and

.testing of a theory of institutional behavior prov;d-
~ ing-hypotheses about the effects of competition on . ~

public and.private institutions under varying State

~subsidies divided between aid for public institutions

and student aid. The hypotheses _s‘h_quld mclude im-

~ pacts on institutional costs, admissions, tuition, and’

erants-in-aid to students. The testing of the theory

~“could incorporate the behavior of public institutions
> ; ‘

3 In some discussions and studies of financial aid there seems to be
a misconception that the types of financial aid offered to students by
an institution should be based on empirical studies of enrollment
responses o alterdative types of aid. Any such study would tend to
average mdmclual responses. An sinstitution would maximize the
¢nrollments of desired students (subject to their budget constraints)
by ajlowing each student to choose among alternative types of aid at
a glven cost to the institution.

1



[

Finance, Productivity, and Management In Postsecondary Education

and”State governments and the ‘behavior of private -

institutions; or, it may be possible for it to deal with
only private, non-research institutions. In the latter
case, it may be possible to sample few enough private
institutions in cach State ‘to be able to disregard the

behavior of public institutions and State govern-

ments.* The behavior of major private réscarch in-
stitutions would probably be omitted on the groungs

_ that cach can mﬂu:,nce the behavior of State govern-
ment and comparablx, public institutions. Also,

theoretical work on the. behavior of larfe research
)'{Qtitutions is less likely to be tractable than for

“non-research institutions. -

3. IMPACTS OF CURRENT FINANCING METHQDS

-

Res%arch Questidn#/Hypotheses

(1) What are the cfhcts of existing and alterna-"

tive proposed student aid and tuition levels on the
lifetime incomes of graduates relative to the lifetime
income of their parents?

(2) Are there other identifiable and measurable
intqrgcncrationdl effects of higher education sub-
sidies? - 4

- = »Problem Situation and Expected

'subsidy

Value of Research

One of the most frequently discussed objectives
of subsidies to higher cducation is the improvement
of sbctal mobility, particularly the upward mobility
of the children of fow-income parefs. Given the

importance of this objective, two questions arise.

First, «do existing subsidies actually improve social
dity? Second, what impacts would alternative
oposals have on qpcml mobility? In’ order

4+1n this cade, ft would be Mude that the sampled private in-
stitutions do ndt ercepuibty affect the behavior of public institutions,
directly or m( iectly, through thc State government, Therefore, there
would be no\mktitutions in’ mple from some small States that
have few institplions of any W This assumption would not be valid
when variabley' for individual private institutions actually reflect the
béhavior of aff private institutions.

\)4 ‘F‘

Selected Research Topics

- The* project could be designed to incorporate
significant research on student behavior; or, it could
incorporate student behavior only nsofar as neces-
sary to cnsure that the relationships representing
institutional behavior could be estimated. In the
former case, the rcsearchers could help improve
understanding ‘about intéfactions between students

*and institutions wherein. the number and quality of

admissions, aid award, and matrlculatlon are de-
termmcd

!

to answer these questions it is neccssary"‘{o measure:
- (1) The effects of existing ‘and possible subsidy

- schemes on enrollmentseby income group and the

effects of the resulting schooling on the future earn-
In each pa_r,ental income group.
7 tax costs of the

smental in dxrectmcy attention to these 1ssues shows

that existing subsidies provide more benefits in rela-
tion to tax costs for higher income familics than they
do for lower income families. This ﬁndmg under-
lines the necd to examine the effects of present and
alternative subsidy policies on socml mobility.

22

Relevant Previous and Current Research

Issues and estimation problems in the dnalysis of
intergenerational effects of higher education are dis-
cussed in Dresch (1977) and other sources. Hart-
man (1972) has empirically analyzed the effects of
higher education subsidies on income distributions.

Recently, Conlisk (1977) has provided a formal

b
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model f;B‘r 1ntergenerat10nal benefits of hlghcr cduca-
tion. Fstimates of the paramcters of this model
would make it possible both to evaluate the effects
of existing subsidy systems on social mobility and
to simulate the effects on social mobility of a wide
variety of alternative subsidy systcms. Other papers
by Conlisk concerning this modeling approach are
(1974ab, 1975). ' > :
Estimation of the parameters of a model similar

- to Conlisk’s requires three types of information:

- (1) Matched Parent-Child Data. There are two
ways to obtain data on matched parent-child life-
time incomes, both from the National Longitudinal
Surveys (NLS). The NLS data are described in
Career Thresholds (1970, 1971ab, 1974, 1975).

«-First,. the NLS surveys of males aged 45-59 and )

females aged 30-44 in 1966 coqtain data on educa- -
tiorf and lifetime incomes of cach sampled individ-
ual; education and occupation data from which life-
time income data can be constructed are pravided
for the parents of each sampled individual. Second,

~ there are approximately 800 records in the NLS

spfikcy of males aged 45 to 59 in 1966 matched
with their sons who were in the NLS survey of males
aged 14 to 24 in 1966. Research on education and
intergenerational wealth based on . the matched
records has been done by Parsons (1975). The
matched data have the advantages of providing
detailedAnformation on both father and son and the
~ possibility of allowing the analysis of returns to
more recent education. These data have the disad-
vantages of small sample size, short earnings profiles
for the sons (aged 25 to 35 in [977), and the
absence of information on females.
(2) Est:mates of the Effects of Subsidies on En-
rollments. Emstmg rescarch on the demand for
higher education is listed in Topic 5, “Alternpt
'Methods and Choices in the Allocation of duca~
tional Subsidics.”.».. » ° )
(3) Estimates of Effects of Schooling on

Q

N
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and Other Bénefits. Two studies which deal- with
problems in estimating effects of schooling on in-
come is provided by Griliches (1977) and Taubman
(1976). See Sewell and Hauser (1975) for research:
on other benefits of schovling.

A considerable amourtgpf ‘tesearch on sampling
problems in‘dealing with the NLS data and data
similar "to them has already been done. See, for
example, the Career Thresholds and Sewell and

- Hauser cited prevnously

r

Research Guidance - S CoN

There appear to be two approaches to research on
the intergenerational cffects of the financing of
higher education. One is to provide further researchi‘ .
on components of a model such as Conlisk’s. The =
other is to estimate and solve such a model. The
latter alternative is likely to be the more fruitful. =

There are variants on how Conlisk’s model; or
one similar to it, could be estimated. One alternative
would be to attempt to include the estimation of the
sensmvuy of enrollments to subsidies and of the

effects of schooling on income, as part, of the esti-

mation of the model. The alternative would be to .
incorporate ‘previously estlmated values for these
relationships into q/lgess ambitious model to be esti-

- mated. It would probably be preferable to take the

latter alternative.

The estimation of a model similar 'to Conhsk’
would require further theoretical' work, particularly
in regard to the functional form and specification of

additional independent variables, including those

associated with changing intergenerational labor
market conditions and ‘the characterization of the
iktbution in Conlisk’s model. Also, Con-
mogi¢l needs to-be adapted for estimation..

shg assumptions {e.g. linearity and the de-
‘cription of familics) must be relaxed and the neces-

. sary computations and approximations made. The

descriptive statistics of the income distribution func- -

ition must be modified to account for the skewed

5
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nature of actual income distributions. A proc"LJ;dure

for simulating the effects of alternative” values of
those relatlonshlps must be designed. Flnally, ﬁnanc-

~

il
Research Questwns / H ypotheses

~ !

(1) What are the 1nst1tut|onal administrative

costs bf Federal research grants, classified by grant-
ing agency and broad category of discipline? _
(2) What are the institutional administrative

‘costs of comphance with Federal reportlng requrre—

ments, by major program?

(3). How can an-improved -general understand-

ing of the role and costs of university administra-
t10n be developed-"

u '
Problem Situation and Expected
Value of Research

]

Thq Federal Government fuhds a substantlal
amount of research by staff members at colleges z_}nd
universities: Thé cost§ to these institutiqns of per-
forming federally sponsored research ificlude - not
only the resources directly involved in the research,

"such as the time.of research staff Jbut also 1nd1rectly

. for research grants. are frequently-difficult to deter--
‘mine in an agreed-upon way and become a source of +

involved resources including administrative support.

"The indirect costs are not easily attributable to Fed-

eral research 'projects.because: adnhmstranve support
is allocable to many other institutional activities.
The result is that an institution’s overhead charges

conflict with Federal agencies. Furthermore, because

overhead charges within dn institution are ordinatily., -

not differentiated according to each resgarch pro-
ject's actual costs, possibilities for wasteful alloca-
tion of research support resources are’éreated within
the institution.

Colleges and universities have other unkhown, ad-

ministrative costs resulting from Federal reporting

Q

h

1+

lng :\rrangements and ‘wea]th transfé‘rs need to be
1nc0rporated into the model

,\

4. ECONOMIC BURDENS IMPOSED BY FEDERAL PROGRAMS

student aid, and comphance with OSHA regulatlons
If these costs were Known, appropriate charges
could be made to the Federal Government which .

‘would encouragé Congress and Federal agencies to

~ weigh the value of informatfon and regulation

in higher education.
" survey of this liter

against the costs.imppsed. /"
rrent Research

Relevant Previous and

iterature on cost analysrs
ee for example, the recent

There is'a substantla

Schroeder (¥977))/ However, almost all of the exist-
ing studies are cohcerned with the measurement of
costs regardless/of source. Very few studies attempt

that arbitrarily allocate costs, such¥as Hay-
wood (1976), those described in Powell and Lamson

~~7(1972), and Van AIstyne and Coldren (1976),

" few specifically analyze the institutional costs of
federal fesearch grants or reporting requirements.
Research Cuidance -

o -

An ap‘proprlate ‘research design would include

. requ1rements on matters such as affirmative actlon 4

x

re by Adams, Hankins and * -

to estimate the separate effects of specific workloads "~ .

developing a theory of ‘the role of administration in \ o

university productlon from: which ¢ost functions for
several admmlstratlve ‘activities could, be derived.
The cost functions would relate variable adminis-
trative costs to Jevels of all major university activi-
ties; including Federal research activiti®s and Fed-
eral reports. Appropriate measures of the various -
actlvmes would be determined. The sample of uni-

1o
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versmes would have to be large enough to include -
different levels of Federal resea Tvities in sev-

+ eral categories’ of dlscrphnes and professions, and

drﬁerent numbers of)programs about which Federal*

“repofts are_required. In this regard, the sample

3

.

'

should include institutions with minimal Federal
research funding to make the concept of ‘variable
admmrstratrve costs of Federal grants as broad as
possrble

_ The rescarchers should' attempt the drfﬁcu]t task™

of taking into account the effects of Federal research

t

1

s ,
activities on costs of i
well as the more stralghtforward administrative
costs associated with Federal research activities and
Federal reporting pequir§h1ehts. The focus of the
project should be restrictéd to administrative costs
because the interrelation of nonsponsored research
and instruction, and the difficulty of measuring levels
of resources devoted to these activities,: would prob-
ably preclude estimating these nonadministrative
' costs ‘and determining how Federal research activ-
‘ities affect them. ) -

§ ° ]

S ALT-ERNATIVE METHODS AND CHGICES IN THE ALLOCATION OF

EDUCATIONAL SUﬁSIDIES

\Research Quesuons/Hypotheses S

(I) How can existing data on enr\tl{nents and
subsidie, studies of enrollment demand, and studles
of rates of return to education be made more useful

in the evaluation of alternative choices in the ‘alloca-

tion of educatienal subsidies?

- (2) What further research on enroIlment de-
mand and rates of return is ‘needed for the evalua-

tion of éducational policy alternatives?(

Problem Situation and Exi;ected
Value of Research ! '

Theré'is an uneven llocation of suf)sidies among
students having equal enrollment responses to the
subsidies plus equal rates of return, to their education
or equal goals of socioeconomic mobility.® However,

5 An alternative research design would be a direct obscrvation and .

costing approach: Such an approach would be more ambiguous than
the estimation approach in the allécarion of costs to federally related
activities that arc arguably allockble to other activities.

' 6Two chdracicrmrcs of the financing of hrghcm:ducatron are par-
ticularly responsiblé for uneven subsidies. First, many hrgher educa-
tion subsidies are provided by the States, which differ- in the impor-
tance they attach to higher education in relation to other goods and
services, Second, most subsidies are restricted to use for attendance
at colleges and universities, more ofted public than private, and they
ordinarily cannot be applied to on- thc,Job training, mvestment ina
business, ett. y

’

Q

1

.
.

in spite of substantial research on the demand for—
and rates of return tb—higher“educitionand otheg
forms of training, policymakers do not have réadily
available mformatron to guide them on the alloca-
tion of subsidies to improve efficiency or mobility.
Demand or rate or return studies are usually-per-
formed in response to particular issues taken mn
isolation from others. As a result, some, fields of

‘-study and categories of students have been studied

mtensrvely while others have not been studied at all.

Belevau‘{ Previous and Current Research

'_(_1) Rates of return and the Demand for Higher
Education. There is a substantial literature on the

Finance

struction and other costst as

A\

“u

e
e

rates of return to schooling, combined with an .

awareness of arialytical issues in the calculation and

mterpretatron of rates of return. These issues are dis- -

cussed by Blaug (1976), Dresch (1975b), Griliches
(1977) and Mincer (1970). Existing research on
the effects of subsidies. on the demand for
educ-tion is reviewed by Jackson and Weaffiersby
(1975), Radner and Miller (1975), and Wein-
schrott (1977). More recent work,includes that of
Carroll and Relles (1975), Carroll, Mori, Relles

LY
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and Weinschrott (1977), Jackson (1977), Dresch
. (1915a) McPherson (1977}, and Wagner (1977)
~ Freeman (1971 1972, 1075a-¢) has done con-
siderablé research on the effects of labor markets on

the demand for higher education..
(2) Planning Models and Data Bases. Huckfeldt .

(1973) and the National Commission on the Fi.

nancing ‘of Postsecondary Ed&cation (1973) have -
proposed national planning models; however, nelther'

has specrﬁed descriptions of existing subsidies, ef- .

feéts of alternative enrollment subsidies, or how the
enroliment changes would be related to goals for ef-
ﬁmency or socioeconomic mobility. Dresch (1975a)
proposed a data base in which successive. cohorfs of
high school graduates would be followed, “examin-

ing the relationship between their labor market and .

educational perceptions, on the one hand and their
educational decrsrons on the other . .".” An institu-
tional model 1ncorporatmg enrollment demand func-
tions, institutional costs ;lata on eligiblé high school
graduates' in different income groups, and ol5jectfves
related to access is provided in Hoenack (1971). A
similar model- employing national data is provided
in Blshop (1975). ’

, .

Research Guldance 3

A flexible plannmg tool‘ could be de&gned 1n
“which existing data could be maintained in rapid
retrieval form, cross-tabulated for use it a variety of

policy "deliberations.- Data on enrollment afid the
populations from which enrollments come, estimates

of enrollment responses to SUbSldlCS rates of return, .
and records of Federal or other ‘§ubsrd1es would be
readily available. For example, thé planning tool .,

issues, such as the effects of dependency status

" the abllrty of the Basic Opportunity Grant.progra
to improve. access (see Hansem and. Lampman
(1974)) and the socioeconomic,distribution. of en-

rollments among institutions classified by selectivity
(< ) C o

would permit calculations appropriate to analyses &

Finance, Productivity, and Management In Postsecondary Education  Selected Research Topics '

_(see Astin (1975)). The planning tool could per-
mit, within the limits-of existing research, calcula- -
tion of the efficiency and access effects of alternative -
.allocations of subsidies. It would help focus atten-

" tion on the relative importance of alternative costly
research projects: choosmg between additional re-

- search on relative rates of return on vocational col-

lege attefidance, versus on-the-job training; or, addi-

tional research on relative ratesof return to tra1n1ng .

in different graduate professionahfields. 5

Continuing work on this research profect would
include the regular alteration of aggregdtion cate-
gories in the data base, ‘estimated enrdllment re-
sponses to subsidies, and calculated rates \of retui‘n,
in response to pplicymaking interests and
sgarch. Uses of the planning tool would direct atten-

,'tion to acute needs for -additionak research. The
research project would iriclude substantial consulta- .
tion with both policymakers and researchers 1o en- o
sure its contlnulng usefulness. , '

- The planning tool could be designed to’be ¢on-
sistent with the Huckfeldt and Dresch proposals. If
there should be a national planning model, the pro-

posed research could i increase the likelihood of its
begln focused on the impertant issues. It could also
help in the research’design for Dresch’s proposal for
. a data base on successive cohorts of students.

' There would be at least six components of the
research prolect } -
(1) A formal procedure fo; involving policy~ *

makers and research personnel In the initiation and

. contiguation of the research project .would- be

deS1gned o %
(2) The relevant portlons. of available enrofl-

ment and population data bases would be de er-

mmed : .

' (3) Avaifable data on existing subsidies would
be collectedtkin'tcrpreted and identified with the -
records in’the research project data base on enroll
ments and populations. .

)
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. , Research Quest:ons/Hypotheses

(4) Existing research on responses of enroll--
ould

ments to subsidies‘—and on. rates of return

the data base foﬁpartle}llar pollcy problems wOuld' |

be written. v

(1). How. do students respond to efforts by 1nst1- |

" tutions to recru1t them into continuing educatlon
-programs? . e

(2) How can academic personnel provrde con-

| tinuing education programs that are fiscally sound

and compatlblei with other academlc activities?
%4 '

‘Problem Situation and Expected
Value of Research |

The expansion of continuing education activities .

is seen as a way for many colleges and universities
to offset the’ effects of declining enrollments from
the traditionial college age; group of the popu]atlon

Because substantial layoffs of faculties during the
1980's are possible, the interest in contmumg edu-

cation is intense. Continuing education activities in

professional fields ‘have been highly successful at.
many colleges and universities (see Forbes Maga-
zine (1977)). However little is known about the”

demand or supply of contlnurng educafion in tradi-
tlonal academic, fields. THere is a néed Tor informa-
tion about t the response of the demand for con-
tinuing education relative to msntunons efforts to
expand it. There is an _equa[ly strong need for

_understanding how to create incentives and the -
means for academic personnel to develop continuing

educafion programs which are both financially suc-

El
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ties and interests.

& \
F mance
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(6). A recommendation for regp-larly updating

 the data base with new research and regularly pre-
¢+ senting reports to policymakers-wauld be prepared.

. oo

- . « ’ (‘

" 6.. DEMAND FOl&ngNTINUING EDUCATION AND INSTITUTIONAL (.

cessful and compatlble w1th other academlc activi-

e A}

~ AN
Re evant Prekus and Current Kesearch
shop and VanD}ﬁfc (1977) have performed an

. econometrlc study of the demand for continuing

educatlon using cross-section data for metro litan
areas. Becker (1975), Dunworth and Cook (1976,

Hoenacky and- Norman (1974), and Hoenack
(1977) provide hypotheses of the. effects \of in- .
structional and other incentives on faculty behavior
and describe mechanisms for creating incentives.

However, there are apparently no emp1r|ca1 studies
available on the effects,of instructional or other
incentives on*faculty behavior. :

Research Guldance r .

Further empirical Work on the demand for con-
tmumg education could be performed. For institu-
-tions® that have had continuing education programs
for some time, time series estimates of the dema
for contlnumg education as a functlon of tuition, ,
income, 'labor market variables, composition of the

local population, and avallabllrty of programs,could -
be performed. A market research study of the po- "

tential clienteles for various types of new continuing

* education programs would help institutions decide

‘on the types of new programs they should offer and
'

>
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how to tailor the curricula to chent needs. The value
~ of cither type of study is lmnted however, because

of the need for informatien about the supply of ~

. continuing education in response to incentives and

about-hgw demand would respond, to changes in

the quality of supply. Existing continuing education

. . programs are small in relation to what they might

. become as part of institutions’ attempts to help off-
- set the'enrollment- declines caused by the decreasing

depfa

of the college-age group. Forecasts of student -
for, continuing education programs based

rate projects for departmental ard collegiate contrrﬁ

would be performed in order to determine the rela-
tive efficacy of each. Departmental control would
have the advant‘ages of providing direct incentives
on all faculty members, including those who d

not choose to partlclpate directly, Colleglate control’
would permit flexibility and more options. Al dnsti-
tutions' could be in large urban areas with similar*

- «degrees of ‘mterlnstltutlonal competition to ensure

on existing data would require extrapolations of E

levels of demand substantially beyond. their ob
seryed raniges in available samples. - oy
Denfonstration pI'O}CCtS that provide mcentrves to
" develop continuing education programs hold pro-
mise of prOVldlng adequate information about both

the demand and supply. The prOJects could mclude | |

market studies. Ideally, six or more separate depart-
mental experiments would be performed, all in dif-
. ferent institutions: | ‘ _
(1) A single humanities departmeng
(2) A group of humanities departments
(3) /A social science department
(4) A group of social science departments
(5) A hard science department- ; |
(6) A growp of hard science departments P

Control over the resources for the grouped de
par;nfents would resrde w1th colleglate deans Sepa

~

that enrollment response was. sufﬁcrent and equally
possible, - L e
The funding would consist of grants and loans for
\'developmg “the program combined. with an arrangé-
rent for gross turtlon revenuesfrom the project to
be pai directly to the department or collegiate dean.
Loans would not exceed departmental supply and
expense budgets ‘and amounts available from -un-
filled” budgeted posrtlons The incentives could be
baseg on alternative assumptions about the success
of -the program. The payments would come from
revenues remaining after repayment of the loans.
.The repayment schedule could perp‘nt substantial
payments to faculty members, li{l addition to salary,

for participating in the programs over a long period
of time. .
The projects could cover a l-year period for cur-
riculum development and marketing (this would be
the period funded by the grant plus loan). Success-
ful projects could continue 1ndeﬁnltely

. .

1. EFFECTS OF TUITION PRICING POLICIES ON

INSTITUTIONAL SURVIVAL-~
‘ IIesearcIt-Quéstions/Hypatlfes'es \‘é |

. What would be the\lgslatwe funding response to-
a public university altering the structure of its tuition

Q

20

ram

charges while 'keeping the:average per-student sub--
sidy constant? An example wbuld be a cost-related
tuition policy in which tuition charges are propor- -
tioned to actual instructional costs.



o

Problem Situation and Expecierl |
Value of Research

. One agpect of the effects of tumon pricing policies
on institutional survival is the competition between
public and private institutions under a dual tuition
« system.-Theresearch project proposed for the Topic
2, “Interaction Between Postsecondary Demand and

‘ Supp]y, deals with this issue.

\Another aspect of tuition policy and 1nst1tut10na1 \
surv1val is that major public and private universities
‘charge relatlvely uniform tuition, but have substan-
‘tial variations in the costs of their progﬁms This -
disproportion between costs,-and . tuition charges>
makes an institution’s overall- cost hlgher by en--
couraging enrollments in high- (;d)t} programs and
discodraging enrollmients in low-cost programs. The

+

result imposes substantial financial burdens on in-%-

.~ stitutions -and -subsidizers that are justified only if
| high-cost programs confer greater societal benefits
than low-cost programs. If they do not, uniform tui-
tion charges, which divorce the, costs and benefits of
training in individual fields of study, contribute to
‘inefficiency in labor markets. In spite of these argu-
ments, few institutions would substantially differen-
*  tiate their tuition charges according to costs without
forccasts of the fesulting effects of cost-related tui-
. tion on enroliments and costs. In the case of public
_ universities, they must in part base any enrollment-
“related policy, including alterations in their tui-
the legislative demand for enrollments is not very
~ well understood.
Relevant Previous and Current Research

Research on ihe'enrollment and cost effects of -
differ¢ntial tuitidn charges based on costs requires
cost analysis of institutional programs and enroll-

f ~'ment-demand dnalysis in relation to tuition charges.
There exist substaptlal amounts of research on both,
referenced respectively in Topics 4 and 5. Hoenack

P and Weiler (1975) simulated the ‘effects of cost-

q-'

\)“ . L‘L

tions, on legislative response and support. Presently, -

P

F e Finance

related tuition on entollments and costs at the Uni-
versity of innesota. \This study had two findings
bearing dtrectly on neegs for futire research:

(1) Tt found, bec&e ratio of applications to
admissions in most high-cogt;graduate and profes-
sional programs at the: University of Minnesota is
high, that cost-related tuition charges would tend to.
reduce the quality rather than the level of enroll-

- ments.” Thus,“for ‘institutions with highly selective

programs there is need %o study the effects of tuition
charges on the quality of enrollments. '
. K2) The study found that ,reducing tumon\
‘cha@ in relatively low-cost (mostly undergradu-
ate) programs would substﬂmtlally increase enroll-,
ments.® Because students in high-cost programs pay
higher tuition and since enrollments in these pro-
grams would remain nearly the same, the university's -
revenues and enrollments would, both increase. If
this university’s legislature were willing to fund the
additional enrollments, the university would have
substantial additional funds (approximately 5 per-
cent of the base budget) for new programs during
the 1980’s (Hoenack (1977)). ' :
%he research question is whether leglslatures
would_fund. additional ® enrollments in public re-
search universitics reﬁyltmg from cost-related tui-
tion. More generally, ‘what is the legislative demand
function for the activities of public universities?

- Whit penalties can be expected in the future with

the enrollment decline,a#d how, could altering tui-
tion charges and enrollments mitigate them? How

- can we interpret the trends~ir} faculty-student ratios

7 Thc study simulated alternative perccntagc exemptions of graduate
and professional enrollments gn high-cost programs from increased

tuition charges. .

- ¢
8 This rcsult would occur in-most other public research universitics
and increasingly in private universities, since mist of the increased

- enrollments would be at the expense of cnrollmcnts in institutions

wnhout hlgh cost programs.

9 Cons:dcnng the likely declines in enrollments in_the _1980'5, the-
appropriate question is whether legislatures will fu idller reduc-
tions in enrollments resulting from cost-related tuition.

11
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| .

) ‘ . a . . Q'i. .(‘ l
observed by Freeman,(1971), O'Neill (1971), and

Radner and Miller (1975) in public institutions?

] e £
v H

Research Guidance

MTlie research projeet: would focus qn the prob- |

~lems faced by public institutions in controllmg their

“enroliments through tuition charges. Legrslatwe ap-

propriations to public universities Would: be ana- -
. lyzed as a function of university enrollments placed
.~ in several cost categories and other um\?’ersrty work-

load measures. University senroliment and other

_workload measures would be apalyzed as a functioff

~ both of legislative appropriations and other’support

‘Because both behavioral relationships would con-

tain many of the same variables, the researchers

~ would nced to make sure that available data would -

pefmit inferences about the separate influences of

[}
'
‘18&\ :

cach relationship. State cross-section data would
probably be the most appropriate for estimation;

however, the researchers could also investigate the

possibility -of using pooled cross-section and time

series data. The most important estimate would be,
the separate coeflicients for categories of enrollments ~

in public institutions in the behavioral relationships
for legislative behavior. These coefficients would
likely_differ from published legislative funding for-
mulae in States v%ere they exist. The researchers
shoyld 1rrvest1gate the possibility that such formulae
need to be explicitly incorporated into the model as
explanatory variables influencing mstltutlonal be-
havior, legislative behavior, or both.

~ A valuable test of the estimated model would be

to construct an equation from the model which with "~
~.data on faculty salaries and enrollments could be

used to forecast faculty student ratios.

N

3. ENROLLMENT AND COST ANALYSIS OF CAMPUS CLOSINGS

Research Questwns /Hypotheses .

(1) .How can State higher education coordmatmg
boards, legislatures, and higher education institu-

tions identify excess higher education capacity dur-'

ing enrollment declines in the 1980's?
(2) How can States i increase the prospect that in-

stitutions closed or consolidated will.be those which

have the highest costs in relation to quality, or whose

absence would impose the lowest burdens on stu-

dents who would otherwise attend them°

Problem Situ"dtio.n and Expected
Value of Research

During .the 1960's, many new institutions were
established in response to the rapid increases in the
number of high school students and the demand for
higher education. Many of these institutions estab-
lished high-quality programs for which there will

remain deman during enrollment declines in the
1980 s. Others, however, have relatively weak pro-
grams and will face substantial enrollment declines.
Institutions located in rural areas may face strong
enrollment pressures due to migration of college -age
students to urban areas and limited opportunities for

- developing continuing education markets.-In public

institutions, faculty and administrators who are
threatened with the loss of their jobs will seek poli-
tical support for reductions in all public institutional

~ budgets rather than enrollment-related cuts. This

may hurt higher quality institutions with stronger

efirollment demands. In addition, ‘there will be at- *

tempts to create political pr%asures for the “redirec-
tion” of students from their first choice institutions,
reducmg the.goptions available to students. No
amount of rescarch is going to-ease these problems
substantially. Strong institutions, however, have an
incentive to introduce objective information on en-
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" rollment demands and institutional costs and quality

into State-lével policy deliberations relative to en-
rollment declines. : o

States with overbuilt public higher education
facilities face intensely political decisionmaking
about whether to closc down some facilities or effect
cuts for all facilities. {mproved undcrstarrdmnr of
the nature of this decmonnmkmcr particularly the

vote trﬂdmo of legislators in "districts with higher -

cducation, institutions, could guide selection of re-
search on- mstltunonal costs and quality and cnroll-
ment demands likely to influence policy.

’/' . N .
Relevant Previous and Current Research

Numerous issues relating to statewide higher edu-
cation plannmg are discussed in Halstead (19743,
Existing rescarch on institutional costs and enroll-

‘ment demand has been cited in Topics 4 and 5. Of

particular interest is cxisting research estiffating
cross-section enroHment demand for attendance at
individual institutions. From studies such as Carroll
and Relles (1975) and Managcment Information
Division (1975) it is possible to forecast where stu-
dents attending an institution would attend if the
institution were closed down. There have been some.
useful attempts. to estimate cconomics of scale in
nonresearch-oriented public institutions in Great
Britain™ ( Bottomley et al. {1972), Bottomley and
Dunworth (1974), and Verry and Davies (1976).)"

- Studies which have analyzed effects of -vote trading

include Kadane (1972), Miller (1975), and Silber-

“man and Durden (1976). Much of the analysis in

Radner and Miller (1975) s relevant to problems
of excess capacity within States.

Research Guidance

A fruitful research design would be a thorough
analysis’ of exacss higher education capacity in a
single State,
native policy options for dealing with excess capac-

Q ' ' .

s
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including cvaluation of several alter-
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" ity, which are likely to bé proposed in many States.
- The researchers would attempt to discover and com-

municate the degree to which researgh could inform
State-level dLLlSlonm}}\llW and explain when re-
search would not be useful.

It is diflicult to define just what “cxcess capacity”.

is; the. researchers would probably nced to provide
alternative concepts of optlmal provision ot hlgher
education within a State.

(1) One part ofthe study could be a cross-

“section analysis of costs,. cspecmlly in public non-
" rescarch institutions,
+ scale in administration and instruction (the presence

with- tests for cconomies of

-of significant rescarch activity in an institution -

makes it difficult to identify. costs or economies of

- scale in instruction); . |
(2). A second part of the study - could etimate

enro[lment dcmand functiorls for each of several
institutions in the’ State and provide forecasts of the

enrollments in all other mstltutlom if any one were

closed down.

(3) Another part would analyze tht, politics of :

State hlgher education pohcy, including the benefits
provided to a local community by“a campus, and
attempt to identify the vote trading responsible for
support for campuses with, low cnfollments relative
to capacity. This part of the study would examine
_ whether other campuses could find support for clos-

ing down a given campus; based on their resultmo‘
increased enrollments and funding which would

“outbid” the supporters of the campus under con-
sideration for closure.

..I



__~ universities can adapt t6 an. environment of little or
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Finance, Productiv;'ty; and Management In POStsecgndary Educatim Selected Research Topics

9. INDICATORS OF FINANCIAL STRESS IN POSTSECONDARY
EDUCATION INSTITUTIONS L O

Research Questwns/Hypotheses .+, colleges and Lol’r}versities have been‘provided by -
~ Balderston (1972, 1974), Cheit (1971), Jellma

(1973), and the National Commission on the Fi-
nancing of Higher Education (1973). Measures of;
.the financial health of institutions have been pro-
vided by Jenny (1974, 1977), Lupton, Augenblick
‘and Heyison (1976), Minter 1977), and Van Als-
tyne and Coldren (1976), among others:

(1) What concepts and measures would improve

- understanding of the scauses of financial stress in
postsecondary education Institutions? S
(2) What types of analyses ahd modeling Would
improve understanding of the control that institu-
tions have over the variables which influence finan-

cial stress? : St S
R (2) Planning Models. An institutional planning

‘Problem Situation and Expected " model which can be used to plan “alternative future

Value of Research ; : ' configurations” for a university satisfying. assumed

The widespread concern about how colleges and long-run financial constraints is in Wehrung, Hop- -
models have been developed by Hopkins (1974ab,

1975) and other researchers that can facilitate plan- .
ning in relation to promotion and retiremexk t deci- -
sions. A model combining enrollment forecasting

no growth after the post-World War II period of -
rapid growth has led to efforts to define institutional -
financial “stress” and to develop “indicators” of the
degree of stress. Unfortunatély, there B85 been littlg -
rescarch on the causality underlying financial stress with faculty flow modeling, enabling evaluation of
" to enable iristitutions to kniow what they can do the effects on faculty size and composmon of tuitior
about it. In particular, litle is known about how  and continking education policis, is provided’ in- -
behavior which an institytion can influence (e.g. ~ Hoenack and-Weller (1977). Useful approaches to
faculty behavior through incentives, enrollment be~ modeling behavior within institutions are provided
havior through tuition policies) interrelates with - in Fox «(1972) and Geoffrion, Dyer and Feinberg

- behavior which an institytion cannot influence (&g. (1972).

_ demography, inflation, | Federal and State highex (3) pstztmlonal Fmanc:al Stress asaProduct of
education subsidy policies) to produce fipancial \Forces Other Than the Absence of External Fund-
stress and other undesired results. An improved un- Y ing. A number of studies su&gest that behavior with-
derstanding Of these [interrelationships can assist -+ “in higher education can lead to financial stress, even
institutions in avoiding/undesired sifuations and help at.high levels of funding: Clurman (1969) suggests

" them understand when they lack control over them. that competition between RUbllC and private institu-
" Improved undérstanding of the causality undeflying tions Mer a dual tuition system creates- financial

institutional, financial stress could lead to mor€ use-  Stress through the need fﬁi’f private institutions to
- ful institutional modelitg. ' compete on the basis of * qUahty’\Another p0551ble

| ~— _ " ". source of institutional financial stress is the political .
'Relevant Previous and Current Research nature of internal budgetmg Pfeffer’ and Salancik
(1974)1 found that measures of departmental polm-

Well known discussions| of financial difficulties of cal power partlcularly commlttee membershlps

. 2 ¥ ’ ' . . \l . \\'.'.
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" (1) Definitions and Iz\drcato‘? o;}‘ Financial Stress.

kins and Massey (1976). A number of faculty flow o



along with measures of teaching workloads and .
‘academic quality, can influence the determination of

“one university’s budgets. The study suggests that

"Research Guzdance

institutional decisionmaking may be partly divorced
from fiscal responsibility, leading many colleges and
universities to be more or less always jfi financial

growth is partlcd‘larly stressful because of lack
incentive to drop activities becoming less importan
in-order. fo release resources for activities becoming
more ‘lmporrant Dunworth and Cook " (1976)
Hoenack and Norman (1974), Hoenack (1977)

: ) 0.7.. ", .
. stress. However, an environment of limited or :;)
f

- and the University of Pennsylvania (1973)/* hy-

pothesize that closer alignment of responsibifity for
resources with decisionmaking authority would re-
duce various types of mstltutlonal financial/stress.
’ ¢ -‘5' &
-

In consultatlon with adm:mstrat(}rs of several

types of institutions, the researchers’ should define.
_several major categories of ﬁnan?él relationships

fe.g. undesired long run cash flow.

reductions of future endowment income) to trade-
offs between financial and other /variables (e.g. be-

tween tuition and characteristics/of students; salaries
and characteristics of fatulty; and capital expendi-
" tires and the deterioration of Célpltal facilities). For
-each category, the behavior underlying the causalxty

tuations such as-

!

Finance
of financial stress should be modeled. It would be
" desirable. for the modelmg to be sensitive™to three
issues: - Lo
( 1) The behavior Which can and cannot be influ- -
enced by policy action within the institution should
be carefully dlstmgmshed and hypotheses about be-
havioral effects of i incentives_presented..

(2) It should be made clear where, wnthm the
Institution, control over behavior is held. For ex-
ample, tuition policy influencing enrollments may
reflect administrative authority, while ‘tenure deci-
sions may reflect-departmental authority: |

(3) The feasibility of forecasting behav10r whlch;

| cannot be controlled should be evaluated

Based on the analysis of the causallty underlymg R
each category of financial stressj the researchers

~could provide an’ assessment- of the.most fruitful .

. ways for an institution to deal with each (including

doing nothmg when an instituton lacks control over p
related behavior or events). Can the relevant. caus-
ality be modeled, and if so, can' the relationships
be measured? Can the degree ‘of institutional control
be. meastred? How can existing modeling -ap- -

‘proaches (e.g. existing methods of faculty flow mod-

eling, orenrollment demand analysis) be employed
along with new behav1oral models in the modeling "
of the causallty underlying ﬁnancxaj stress? It would
be valuable for. the researchers to. design pllot tests

to be carried out in several types of 1nst1tut:(oﬁ

v -
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PRODUCTIVITY ISSUES

search Questions/Hypotheses

) Are there prcdictabic patterns in adult learn-

(2) What arc the impacts of cxternal factors on
adult learning?,
(3) What taxonomy of learning most compre-
hensively describes adult learning accomplishments?
(4) What arc the relationships between socio-
cconomic characteristics and individual learning or
developmental characteristics?

Problem Snuauoq and Expected
Value of Research

The basic purpose of postsecondary cducatnon« 18
human and organizational learning. Declining test
scores, charges of irrelevant curricula, and fradu-
ates who are barcly literate or numerate—all- at-
tained at increasing cost—raise questions about the
substantive lcarning in our institutions. The increas-
ing emphasis, on older adult learners as institutions

| : | | \ | |
1. THEORIES AND MEASURES OF LEARNING .

( .

Relevant Prevuj}xfaml Lurrent Qeeearch

Drawing upGn developm ntal psychology, psycho-
mertics, and educational*psychology, Bloom (1956),
Maslow (1970) and others have developed taxono-
mies of learning. Piaget (1972), Levinson (1974),
Loevinger (1976), Perry (1970), Kohlberg (1972)

"and others have developed theories of structural

development that can be used to describe adult
learning. Kolb and Fry (1974) have developed a
taxonomy of the styles of cognition. All of these
studies provide some guidance to the type of data
to be collected, the collection instruments that could
be used, and the type of analysis to be pursued.
This project i% a fundamental element of produc- |
tivity research. The ability to describe and measure .,
the quantitative and qualitative dimensions of learn-
ing is esscatial for analyzing the cost effectiveness
of postsecondary education (Topic /the impact
of postsecondary education on som{lly desirdble -
personal characteristics (Topic 5) and the develop-

ment of alternative measures of productlwty (Topic -

. respond to the de line i young students raises fur- i 8). , o |
ther questions abou teens of adult learning. . k L h j E | S
Answers to the research questlbns could inform -7 < " Ty -"g

faculties in designing their feaching, deans in evalu- - ) Re.search (’""l""”’ N
-ating learning environments, ‘and chlcf CXQCUthCGl o P\ostsccondary t,duqtlon e‘nabl s adults 10 ]ed:ﬁ%
boards, and State a.gencncs in assessing the- ambun ~+." more.about more topics than’ they Kncw previousty; 7
of fearning occurring-in our colleges and-umiversi-- " 20, Lhange thcnr poélflon in; aﬁcquence of istructural § fﬂ

-~

tics. An outcome-oricnted undcrstandmg of learning
could also incorporate learning- expericnces from
outside of colleges and universitics and cnable public
policymakers to take a broader view of.:learning
versus teaching. 3

Q o - ‘ ’
, » . .
\ | ' ‘I - ¢ A u

_dcvctopmcnt and- acqunreﬁa dlﬂ'erent world view (see
C@Ckﬂmg 7976)) ST ‘e dév;:lop ne.yv styles of

- learning which. cndee ghcn b, takg advantage of

diverse OppOrtumtleB ThlS‘ research ';hoﬁld be de-
signed to scparate the,zvanous 1nst|tut|ona1 and ex-

B B - Y
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i

ternal effects. These outcomes could result from
_ influences outside of colleges: growing older, cop-
ing with new situ' tions, mentor roles, and increased
personal respoirlbility from military and work ac-
%) tivities. Research should separate the cflects of
simultancous and interactive influences.

One approach would be a longitudinal study to
continue for at least 10 years (Levinson and Loev-
inger’s works both extended Jover 20 years) with
preliminary results availablé aftcr 5 years. The sam-
ple could be representative not only of various ages
and other demographic characteristics, but alsb of in-
dividuals at various points along the developmental
~continua. A variety of test instruments ranging from
questionnaires to open-ended interviews could be
examined and 'in‘,sted.' To include 10 age groups, 5

2. INFORMATION FOR STUDENT C HOICES

Research Questions/ Hypotheses

(1) What factors are important in individuals’..

_choices to participate in formal learnmg oppor-
tunities” "

(2} What are the sources of mformatlon used by
individuals in their decisions?

-(3) What teaching methods are likely to gener-
ate valid and timely information?

(4) How congruent arc student and mstltutlona]
perceptions and objectives? B |

" Problem Situation and Expected
Value o j Research .

In the United States we depcnéio upon “studeng
choice to allocate postsecondary educational serv- -
ices. Most -(61 percent) students apply to only one
institution. Most (85 percent) students who apply
to three or more schools are admitted by one of their
choices (Jackson 1977). Higher education is a
buyers market which presumes thaf consumers are

Q r .

\

AN

T Vew

developmental stages, 4 dominant learning styles, 5

cthnic groups, 5 income/socio-economic groups,
occupational groups, 4 regions, and 2 f}xcs with an
average cell size of 100 would requir€ "a sample of
20 million, "which is unreasonably large. A more
compact design is esser\itml

Another approach could be to study in ‘depth the
individuals atté?fdlng a carefully selected set of in-
stitutions. This would have the advantage of inten-
sity and comprehensiveness, but the dlsadvantage of
limited generalization. .

The references should be rev1ewed for a full dis-
cussion of data sources, alternative caiceptual
models, traditional assumptions, and the limitations
of previous research,

well informed. Currertly, the Fund for Improvement
of Postsecondary Etucation (FIPSE) is sponsoring
institutions to develop student-oriented information

better in degree, though similar in kind, than similar -

institutionally-provided information. This research
could:
- (1) Enable jnstitutions to influence individual
choices more effectively. .

(2) Allow State or Federal agencies to provide
indiv{duals with jnformation relevant to their choices.

(3) Permit independent, consumer-based organi-
zations to collect, prepare, and disseminate informa-
tion for individuals consndermg formal leamlng
opportunitigs. - -

(4) Provide mult:g’e sources of vahd 1nforma-
tion as the best consumeér protectlon strategy

V]

Relevant Previous and Current Research

- Numerous studies of college going choices have

- been published (see Jackson (1977) for a survey

and recent comprehensive analysis of college going.

l‘ -
Jg
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information.avpilable to individuals at the time of

their choice-or/on the sources of information avail-
able. What is geeded is a factual description of{what |

potential students' know about
(1) Their educational i

_ aspirations | ' L

(2) Societal and labor market conditions

(3) The sglient characteristics of a school’s pro-

d career plans and

grams and the ‘variety and natire of the learning

‘ experrence it offers
) The cprgruity of their learmng style and the
ool’s progriam characteristics
(5) The liﬁelihood of rneeging their educational
aspirations at different schools
(6) The p*e- and post-employment and personal,
growth experrlences of similar individuals who at-
tended the programs within school they are con-
. sidering W :
(7) The actual prices charged and grant assist-
ance availabl
This study |s linked to Toprc 1 and should follow
" at least the dei bign phase of Topic 1.

Research Gutdanc

4y

ese studics have not focused on the

" loge information to high school students and may

\

- Productivity

tudinal study of individuals at typical college sites

that could illuminate these research questions. It

would be important to study a sample of individuals,
not just college attenders, and to observe their actual
lrfe/ education/work optiong and choices. . _

* Such a study could include the sources of infor-
mation accepted as well as those rejected in order to
provide some basis for stud,ymg the effectiveness of

alternative soiirces of rnformatron (The College
Entrance Examination Board r(CEEB) is experi- -

menting with alternative patterns of providing col-

~ be of some help in this study.)

. Another alternative could be to focus on student
and institutional perceptions and study their - con-
gruity. More out of a market research paradigm, this

study would not necessarily ‘seek - evidence of be- .

- havioral causality, but would deal with.perceptions,

One alternative wj\a‘be to draw upon quantrta- v

ti ciology and economics to develop a longr-

images, and mdrket responsiveness.
See Jackson (1977) for a full discussion of cur-

rently available"data sources, alternative conceptual

models; and assumptions and their limitations.

3 INCR' ASED PRODUCTIV TY THROUGH STRUCTURAL CHANGE

Research Questwns [Hypotheses

- (1) What is the cost effectiveness pf"alternatirle
arrangements of curricula? ” |

(2}, What structural arrangements - of academic
decrsronmakmg will address the effectiveness of both
resource use and student learning?

(3) Is there any relationship between student and,

faculty learning/teaching styles ‘and student out- -

" comes?

Q

r <5
GO

learning and use resources in different ways?

(5) Assuming that multiple outcqmes result from
postsecondary education, how are these outcomes

linked in production or effectiveness?

, (6) What institutional arrangements increase

. multiple outcomes?

(‘74) Do different curricular arrangements affect

23
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Problem Situation and Expected - /

Value of Research

f

~ Understanding  tif relationships  between  the:
structure of the curriculum, the styledyof teachis
and learning, and the pattern of resource Wy, in rgla-
tiop to ledrning effectiveness or, productivit could
(1) Enable academic administrators to al cate
resources in more cost-cffective ways. N
(2) Enable State and Federal decmonmﬁkcr to
" use institutional support policics to create mcentlvcs
for efficiency in résource use,

[}

Relevant Previous and Current Research

The efficiency of curricular arrangements have

been subjected to relatively little research, Bowen *

and Douglass (1971) analyze the cost consequences
- of several liberal arts curricula, Kolb and Fry
~(1974) developed a learning style inventory to study
the congruity of techniques and learning styles.

Weathersby and Henault (1976) calculate the cost

effectiveness of experiential lgarning from both the
student and - ipstitutional perspectives. Carlson
- (1977) reviews most of the recent resource use
studies in higher education. , s
C arlson s work shows that cﬂicnent surfaces can ,
be identified, although cﬂmency cannot be uniquely
attributed to chrriculum. Truehea® and Weathersby
- (1977) showed tt%at continuous production func-
“tions can be used to describe resource usedbehavior
. along the cfficient surface. M .
The relatignships between structures<of ecision-
making and "effectiveness of resource use are’ just
. beginning to be analyzed..In addition to Cohen and
- March (1974), there has been relevant work by
Helsabeck (1973), Buchanan and Devetoglou
(1970), Hoenack (1974), and St. John and

Weathersby (1977). A careful case study approach
afong.the lings suggested by Helsabeck or St. John
and Weathersby could generate enough evidence to

study the relatlonshlps between academic decision- |
Q

Selected Research Topics
.!‘J. o &::

making and the explicit consideration of curricular_

cost effectiveness. Alternative structural arrange-

ments could be identified and their apparent con-:

gruity of resource and educational decisions de-
scribed. This is the kind of question that has"no

definitive answer, but more .carefully artieulated -

T
ress if the. identifiation of educatlonal outcomey
(Topic 6) and the theoretjcal devel(‘)pments of
learning patterns (Topic 1).

L 4

altc:igtlvcs are ccrtamly possible.
I

Research Guidance

L O

devclopment of this topic should await prog .

Given a set of mstltutlonal outcome measures -

(the results of Topic 6) one alternative wouldsbe to
examine a set of institutions which_are processin]
similar objectives and offering qualitatively similar

- student outcomes; to calculate their resource inputs

standardized for regional price variations; and to
estimate the efficient surface-relating multiple: inputs
and multiple outcomes. One could then test whether
curricular or other arrangements made any differ-
ence: | ‘ a

(1) Are statistically different efficient surfaces

" identified when one controls for the structure of the

C.aJ a

curriculum? - v
(2) Is the mean resource-use of one curriculum
significantly different from other curricula?
(3) Do  alternative taxonomies of cumcu]a
change thése results?
~ An alternative approach would be to identify
exemplary institutions or orgamzanons that have

\Y

adopted markedly different curricula structyres

(compctency based, open "labs, contract learning,
predommantly computer-aided, etc.) and develop

detailed case studies of their eﬁectlveness produc-

tivity, and resource use.
The learning style inventory has been tested for

light of this broader apphcablhty Two relationships

G <
&

(’.”

~ several years, but could profit from reexamination in -



Producti vity

need to be tested statistically: the degree of con- gree of congrmty of learnirlg styles and costs (ie.
gruity of learning styles and student outcomes (i.e. . what is the cost effectiveness?). -
what is the impact on effectiveness?); and the de- /

4. EFFECTIVE USE OF INFORMATI(ON“IN PUBLIC EDUCATIONAL POLICY

1976; Government Accountmg Office, 1977). There

Research Questions /Hypotheses
: is not a wellaorgamzed disciplinary base for this re-

(1) What kinds of information'do public policy-" - o, o Relatively little productivity information has
makers usc in making decisions about support for  pesy avaifable in the past and it is drﬁicult to assess
postsecondary education? - . /srts impact.

(2) What sources .of information about educa=” " pjg study should not be envisioned as an evalua-

. tional producttvrty arc considered valid and rehab]e tion study using outcomes measurds and other tools
by public polrcymakers? e . developed in related projects.
v .
Problem Situation and Expected | Research Cuidance
'Value of Research . ‘

Recogmzmg the lrmlted experience scholars have
had in this area of research suggestrons at this time
are tentative,

" The most fruitful point of departure may be the
“swidy of legislative and executive decisionmakers in
action. Several key decrsron areas (such as budgets,
program authority, and executive reorganization)
could be identified and decisions followed carefully
for 2 or 3 years in a detailed case study. Sfatés with
active legislative analysis or “legislative committee
staffs could be compared with States which rely
Jlargely on executive staffs, “Interaction analysis” in-

Although hundreds of millions of dollars are spenb
- annually to increase the supply of research findings,
very | fittle is spent to analyze the alleged demand for°'
research ﬁndmgs Robert Andringa (1976) recently
cataloged his impressions of the sources of informa-
s tion members of Congress use in their decisions; -
academic. research or evaluation reports rated last.
Redman (1974), Allison (1973) and Steinbrunner
- (1974) all show that rational analysis is a poor
proxy for real decisionmaking. It is difficult to deter-

mine whether policymakers mherent]y oppose data

and analysis, or whether most analysrs is irrelevant .formation flows could be charted. Resgarch findings
to policymakers. _ could be introduced experrmental]y and int various
Better answers 1o the research questions could formats. Decisionmakers could be polled and asked
. enable advocates of postsec‘ond’ary education to be " they would Vote, 'given their current infgrma-
7 morc effective in making their ase for public sup- _tion; this could be compared with their actual‘votes -
~ port. sFhe failure to answer these questions means * ‘ 4p4 budget magmtudes With -the sens"}trvrty de-
. that arl of the rest of”the productivity research will veloped in these case studies, a set of hypothetical
. havelittle policy impact. - . SR circumsfances could be designed to have decision-
S - makers assess the value of information about the
- Relevant Previous and Cuirrent Research ~ economics or productmty\ of higher education.
The use of information by polrcymakers is just Formats, som;ges media, and personal experi-
beginning to be  studied systematlcally (Metzler,, ences of informatibn transfer could be systematically
Q
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., rationale. for &ncouraging postsecdndary ‘educatlon |
’ based on its significant contributions. These ques-

v/ \ )
o5 .

o
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varied. The value of information is that it changes
decisions. Without understinding how decisions are

"'made we cannot know what changes decisions. By

observing actual decxsxons and experimenting with

[ .
Selected Research Topics

‘the format and content of 'informzition we can begin

to understand how dec1sxons are made and the role -
of information.’ ‘

k 4—..’;’.9 i

5. ROLE OF POSTSECONDARY EDUCATION IN MEETING SOCIETAL NEEDS

Research Questwns/Hypotheses ‘

(1) What are ‘the socnetal needs for post-.

secondary education?

(2) How are societal needs related to mdlvnduaf

behavior?

(3) Whatis the eﬂect of postsecondary education
on individual behavior and community v1tallty?

(4) What'individual characteristics are most im-
portant to society? ' I
: "

-Problem Situation and Expected
Value of Research

Maf‘ry individuals concerned about public pohcy
in. postsecondary education believe that a greater

good is served by postsecondary education. Al-

though the been-a remarkable consensus on
the verbal descriptions of the objectives for. post-
secondary education’ (Trivett, 1973), these objee-
tives age usually defined in terms. of characteristics
of pogtsecondary education such as equality of ac-
cess, quality, efficiency, or diversity; and not in terms
of meeting broader societal needs. ‘

~  Better answers to these research- questions could
provide a “}rt)re carefully articulated behavioral

tions also shift the focus of educational outcomes

from employment dnd salaries to behav1or and life-

fime contributions.

Relevant Previous and Current Research =

Earlier gesearchi-has focused”on the societal bene-
ﬁts of education (Welsbrod 1964) the assumed

* Five or ten very creati

“could

impact of higher educatlon on economic growth
(Denison, -1964), the development through higher
education of socially desirable personal character-

“istics (Chickering, 1969),.and a relatively few other

topics such as social or geographic mobility .or re-

gressing income inequality {Jencks, et al., 1972). .
However, there has been very limited work in the

broader areas both of societal needs and the limited

~ contribution possible by higher education,
This, study could be done independent of other.

projects, or be linked to Toplc 1 (patterns of learn-
ing) and Topic 6 (identification of outcomes),
dependmg upon 'the emphasis chosen.

Y

Research Guidance | L.

A ﬁrst step towards a broader perspective could
be to deveIOp several taxonomies of societal needs.
ve and imaginative individuals
could each be asked./ a’eveIOp independently their
essays\ on societal needs and how their attainment

be measured. Thete is no analytical answer
to the *earch for the best description of societal
needs but, followmg a ‘conference of key policy-

makers discuissing the 5-10 essays, one might. distill
~asummary description. - -7 La !

Given an operational descrlptlon of societal needs
the other research questions become-more tractable.
For example, if one societal need is for a spirit of
renewal in our social institutions, the individual
characteristies most contributory to renewal might
be creativity, autonomy, and a commitment to excel-

lence; postsecondary education’s role in mﬂuencmg

these characteristics is in acceleratmg the rate of

1) N
Ju
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strictural development (Topic 1). By observing a
wide variety of cgmmumtles exhibiting varymg de-
grees of ‘attainment of societal needs and objectives

(employment, health care, aesthetics, leisure, etc.),

one could analyze the statistical correlations with
different individual characteristics. This analysls
could be cross-sectional as well as long1tudlna1

‘Analogous to Topic 1, estimating the impact of -

postsecondary education on 1nd1v1dua1 character-

v , ' ‘

kY

o : ' Producttlvity
istics (see Chickering, 1969), 'req"uiresqa longitudinal
study of reasonable magnitude. In addition to know-.
ing that a person attended or completed college, one
shoyld attempt to analyze the different effects of

‘partlal completion in. a variety of institutional set-

tings, or a variéty of programs within a smgle
institution.

\.

‘\

6. STUDENT AND INSTITUTIONAL OUTCOME MEASURES

Re Jearch Questzons/Hypotheses

(1) Whab measures of student outcomes are
relevant to management?

(2) Whatumeasures of institutional outcomes are.

. relevant to maniagement?
(3) How are student and mstttutlonal outcomes

.re]ated"

Problem Situatioh and Expected
Value of Research . .

‘While there are many and specific concerns about

the rapidly escalating costs of higher education, the -~
concerns about the outcomes of higher education are .

“ambiguous until substantial unemployment or under-
employment of college graduates is observed. More
effective management of higher education requires
more~attention to the consequences. Topic 3 deals

with ‘the resource productivity within institutions,
relating resources con$fimed to outputs produced
However,: that research. requires an. appropriate .

1denttﬁcatton of institutional and studént outcomes.

The important policy implications- of this topic are: -

(1) A new vocabulary to describe the outcomes
of postsecondary education.

' (2) Clarity in describing the contrtbutron of 1n-’ '

stitutions not just what students bring to them.
J (3) The possibility ‘of shifting the rationale of
_ postsecondaryeducatron from virtue ta@ﬁectrveness

Q

\

A
pd \

Relevant Prekus and Current Research

The identification of the 0utcomes of " post-
secondary education has been under serious investi-
gatton for more than a decade (see: Lawrence,
et al., 1970, Astin, 1977 and Micek, 1973) There

~are co‘unterpressures towards comprehehstveness

checked only by the unwieldiness of lists, and to-

. wards summary measures checked only by dlssatls-

faction with their simplistic, superficial nature. ore-
work in development of outcome measures and mqre
experience with using them are essential before any
final judgments can be made. This topic is of vital\ ’
importance to Topics 3 and 5. ° |

P

Research Guidance

One key to progress in this area is to identify the
major managerial decisions of institutions and State
and Federal agencies that could be informed by out-

pgome :measures.  With: respect’ to these decidions - -

(budgetmg, program review, personnel, etc. ) three -

. or four strongly dtﬂermg descriptions of outcomes
"could be developed and tested. Measures which
- policymakers found helpful, or researchers identified

as effective in changing decisions, should be retained
and others discarded. By a successive process of pro-
posing strongly drawn.paradigms and discarding in-
effective measures, one could develop a [ist of out-
come measures found useful in a wrde’ variety¢of

) oy ‘. | L 27
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1

situations. This is the oRpostte of the recent: practrce
“of making outcome lists increasingly comprehensrve
m response to complaints and _proposals.

- Once a suitable working lisf\is developed, cross-
sectlonal and longrtudmal data c:}t student and insti-

7 INTERNAL PRICING AND INCENTIVE EXPERIMENTS

Resegrch Questions[Hypotheses

(1) Are outcome-related internal prices effective
m changmg decisions about postsecondary resource
use or academic programs? .

(2) Arg intsrnal pricing systems more eﬂ‘icrent
than budgeting or other resource allocation methods?

(3) 'How should intgrnal prices be established to
~match educational outcomes more closely with insti-
tufional or governmental ObjeCthCS or mstltuttonal
efficiency? SR

.(4) What factors mﬂuence faculty- deelsrons on
how to spend their time, energy, and abllltles in
colleges and universities? . = -\

(5) Which factors are externally controllable

and significantly effect faculty decisions?

tional objectives?
Q

Problem Situation and Expected '
Value.of Research . v

ein Jernal allocation of resources cgn be, used

to stlmufme faculty and other employees to.engage:

in outcome-producing activities consistent with i insti-
- tutional ob}
resource acquisition by department or other program
units ta. their owtcomes produced; through an in-
ternal ptrcmg system rather than through a budget-

ing procedure. If successful, internal pricing systems =

~would allow administrations to create incentives in-

* stead of imposing constraints; this may Be a more

efficient means of resource allocation.

ad

L _ ' ™

tives. One way, of doing this is to link .

'tutional outcomes could.be col'lected and their inter-

' relationships estimated. This could draw in part qn

the theory and results of Topic 1.

2 “ .

@ ' | §

Assuming that evaluation, review, promotion,

tenure, salary, recognition, and other administrative

~ decisions affect faculty decisions, administrators wha *

understand how to use these decisions as incentives
fo alter faculty use of their energies and abilities
could be more effective admirftrators. Because

. faculty salaries are a major part of mstltutlonal

expenditures, increased congruity of faculty actions
and institutional objectives would incréasesthe pro-

- ductivity and eﬂiéiency/oiin\s—tyutions.
. P " o , h

Relevant Previous and Current Research

Internal pricing systems for colleges and univer-

* f-sities have been contemplated for some time, Brene-
(6) How ‘should externally controllable factors ',

be used to influence faculty decrsrons toward institu-

man (1971), but have rarely been tried.. Formula
budgets are a step towards internal pricing except
they generally reward activities (e.g., student con-
tact hours, or number of studerrts enrolled), rather

than outcomes. Because there are no fully-accepted.
outcome measures, the development of which\is the
. objective of Topic 6, there are currently no Gutcome- - -
 refated intetnal pricing systems to study: Relatively, -

little research has been done on fow faculty mem- -
bers make decisions on the use of tﬁelr ‘own time and -
energies. Caplow and McGee | (1965), Brown
(1967), and Kirsching and Staaf (1975) ‘have all
proposed economic models - of faculty “behavior.
Ladd and Lipset (1975) have.surveyed faculty atti-

. tudes éxtensively. But all of these previous works

have been too broad; what is needed is a mrcro-
ana[ysts of the factors in faculty decision. |

Ou ) R
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ThIS projett would draw on the results of TOplC 6 . pr ccs were dchberately changed every semester, at
(identification and measurement of outcomes) and léast 5 years of data would Be needed to begin to

: _should follow W‘mtlal developments in that aréa. cstlmate these price responsiveness coeffic ‘Kwnts

RN

.
b

¢

" ) ial -effects of ‘charfges in
- Research G""ldh/ce h ' ~externally controllablé factors on faculty de(l:l%lons? ‘
One alternative could be a pilot program of (2)-What are the partial effects of changes in -
outcome-related internal prices, evelo ed ingeare-  faculty decisions on student and mst:tutlonal out-
fully- controlled experiment. In conjunkgefl with the comes?

" efficient surface. analysis described inffopic 3, re- The first part can best he analyzed by exammmg'
“search questions (1) and (2) could be addressed. data reflecting’ accidental, random, or deliberate .
After” investigating  the effectiveness/efficiency variations in‘externally controllable factors, and the
questions of internal pricing systems, the next.ques- * resulting faculty decisions. If personnel and profes-

~tion is; How should prices be established? This uonal practhes have been standardlzed as com-
requires estimating the partia] responsiveness of in- . pletely as many claim, conscious experlmentatlon
~+dividual and organizational decisions to changes in.  may be necessary. Perhaps in conjunttion with the -
price alone. In this area, cross-sectional data would institutions experimenting - With - outcome-oriented
probably not be as informative as time series data ‘on internal prlcmg, other faculty mcentlves could also
institutions with varying internal prices. Assuming - be varied. | -
VAN ' , .

8. ALTERNATIVE MEASURES OF PRODUCTIVITY

, . ’ ‘, " Question (6)_Has twp pats:
A (1) What are the gﬂj

\ | B | ® l § | ‘ <
' \ . . . ) . = = - .

\,
N

| Research Questwns/Hypotheses : - Relevaritl’reviousland Current Research -\
(1) Are there alternative and mare comprehen- ¥ All measures of productivity involve the relation-
sive measures of productivity? ' T : ship between ' resources. used and outcomes pro-
(2) How can “decisionmakers be pe jsuaded to duced. The development of alternatlve measures of
" use alternative and lmpr0ved meas\res instead: of producnvnty could have; two d1mensxons to devise
K tradmonal mepsu;es” ‘ .. new relatlonshlps amqné ex1stmg ‘resource use and
(3) What combination Of informational and - outcome measures, (e.g., marginal cost per student”
-Orgamzatloml change would increase the effective-  instead of avrage cost per student) or to devise
ness of administrative dectsions? : new measures for resource use or outcomes, Topic:6

' ' S : is to, desfise new outcome measures particularly ap-

' Problem Situation and Expected ' & propriate for management. Therefore, the major
- Value of Research . | S * contribution of Topic 8 would be,to devise new
f.. To the extent that measures inform and alter - relationships among the measures - developed in
decisions, alternative and more comprehensive meas- Tomc 6 .and tést their acceptablllty among poliey-

ures could lead to more effective decisions. mdSerg, | .
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Research Guidance - t0 ed to determine if any decisions are changed by -
. - 7. the\new information. Comiputing new relationships
" Following Topics 3 (1), 4 and 6 (1), one could " cost}very little once the new measures afe in hand;

develop alternative productivity relationships among =~ consé%l;ently, any improvement in. decisionmaking,
the. new outcome measures-'and resource makers, effectiveness would probably justify the cost of the
Actual decisions of policymakers should be moni- new producti)ity relationships, . -
i . - :. . ! . T ‘ k ) . ‘ - -
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MANAGEMENT ISSUES

-

;and often take independent approache$ and solu-
tions. A publlc institutjon may adopt the free market

1. EXAMINATION OF THE DECISIONMAKING HIERARCHY IN

POSTSECONDARY EDUCATION

Résearch Questibns/ Hypotheses

(1) What are the dominant values, goals, and
priorities at the Federal, ‘State, and institutional

~ Iével of postsccondary education?

(2). How, and to what extent, do the goals and
priorities at these levels correspond?
(3) What are the congruent areas of authority,
responsibility, - cross-level’ organizational structure,
and decnsxon wapcrem the various levels best mesk?

Problem Situation and Expected
Value of Research

a

LS
A number of pressing issucs are of common con- |

cern to educational policymakers at the Federal,
State, -and institutional levels. Policymakers at all
three levels are interested in many of the same issucs,

approach to the declining cnro]lment problem while

the State coordmatmg agency may-be seekmg a
'manpower planning approach to enroliment. '

Research” which can lay out complementary

.madels of Federal, State, and institutional authority,

decisionmaking responsibilities, and structures can
improve the effectiveness of postsecondary education

management. Aliernative models of the distribution

of decision authority are nceded for,a more rational
'orgdmzatlonal structure. ~Alternative structures
which ‘promise to separate on some defensible basis
the domains of Federal, State, and/institutional man-
agers should help to reduce conflict and increase
COOpCthIOH and efficiency. |

. Y . s . ~

ThlS research should prompt further devclopment
and apphcauon of modelmg Under the best cir-
ccumstances it would find some application in the
“bylaws of State coordinating agencies and md1v1dual
institutions ‘as, well as in future Federal fundmg of
p@stsecondary education programs.

" Relevant Previous and Current Research

State and national goal statements, including re- -

sults of four recent “name” commxttees have beeu

“reviewed (Trivett, 1973) A current study questions

' the impact of cwlpns, particularly in relation
to goals (Longanecker and Klein, 1977). Popular

opinions and attitudés have been examined in rela-
tion to research findings (Shulman, 1976). A con-
ceptual framework for viewing decigion levels and

functions was developed by the Ar:z?iﬁﬁﬁ\ssoc_ia--c :
tion of State Colleges and Universities (Institutional
Rights and Responsibilities, 1971). This schema has
becn extended (The States and Higher Educatxon

Supplcment E; \1976) drawing on other sources.
Philosophical, jurisdictional, and technical issues

" have been outlined {Chaney et al, 1976). While a
- broad range of planning; and management functions

are addresged in these pieces, they emphasize the

‘mstntutxonal State interfaces, not the Federal-State

and Federal-institutional relationships. The-role and
influence of national agéncies and associations and
of the public have not been figured in, nor has the
questxon of differential authorlty between leglslatlve
and executive branches at the /game level been ad-
dressed. Structural control an symaking have
been addressed by Clark anc} Youn (1976). A\

. 33
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public administrative perspective is outlined. l§y
-Morrow (1975). Alternatives to national-bureau=
cratic models of orgamzatlons and decnslonmakmg
have been proposed, e.g.. Easton’s (1965 ) frame-

work for political analysis, a “garbage can” theory -

(Cohen etml, 1972), and others (Lorsch and Law-
rence, 1972). . ‘
There is extensive social science research on
inteporganizational and environmental relationships
(Thompson -and McEwen 1958, Klongman ¢t al

1976, Evan 1976). Conceptions of interorganiza-
< tional patterns in higher education have been set

. forth (Clark, 1965), but there is little research
(Ensign 1972).

Concepts of power, authority, and control have
been exp}ncated (Zald 1970, Tannenbaum 1968,

March 1965). Research has looked at differences

“in dlstrlbutron and centrahzatlon/decentrallzatlon
within an mstltutlon but less has been done across
“system” levels, (Gross and Grambsch, 1968, 1974;

Baldridge 1971a, 1971b; Baldridge et al, forthcom- -

ing 1977, Kruytbosch and Messinger 1970). An-
other important area is research on conflict and con-
flict management (Thompson 1967, Scott 1965,
" Lerner 1976). Assumptions about conflict and con-
flict management in different organizational views
are summarized by Lorsch and Lawrence (1972).

k4

Research Guidance

Any attempt to derive the dominant goal prior-'

ities at.each level of postsecondary education would
be ambitious; nevertheless, some work has’ been
done on institutional goals as perceived by adminis-

- trators and faculty. This work needs to be expanded

.~ to postsecondary goal priorities of State and Federal
Jevel personnel, as goal prlormes pertam to their
orgamzatlons

Bibliographic research would be helpful to sum-
marize available work on postsecondary educatiq
™~

authority structures and their interfaces, such h

I
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Selected Research Topics -

divisions of authority and respon31b111ty between
State coordinating boards and institutions.

Most significant but most demanding in terms of
both data and theory would be the conceptualization
of Federal, State, and institutional relationships in a

- comprehensive way, given some knowledge of the

value sets and objectives at each leve]. Alternative
sets of authority and decision structures\to be exam-
ined should include laissez-faire and planned systems

- as well as centralized and decentralized systems. Dif-

ferent functions probably require different distribu-
tions of authority and decisionmaking responsibility,
among Federal, State and institutional managers.
For example, autherity over student access and stu-
dent financial support tends to be more highly cen-
tralized at.present than does authority over cur-
ricular offerings. Feasibility might dictate division 6f
authority into a number of submodels treatmg sepa- |
rate functions and programs.

Important baseline work would be an emplrlcal
analysis of the formal authority of the Federal Gov-
ernment, State g?)vernments, and institutions in each
of the areas where the Federal Government has a
significant role in goal setting and policy formula-
tion. Areas such as student assistance {under High&
Education Act IV), sponsored research, dffirmative
action, developing institutions (under Higher Edu-
cation Act II), program funding in health scienceés
(including capitation ‘grants), sponsored research
and State postsecondary edugation commissions
should be explored. Projects might include a com-
pendium of Federal rules which impact upon States
and individual institutions, as well as a compendium
of State regulations impacting upon institutions. The

- object would be to describe the distribution of au-
thority as well as conflicts, overlaps, and gaps which

constram and support institutional management.
Another possibility is a sample survey of institu-

tional administrators to gain their perceptions of the -

actual influence of Federal and State regu]atlons on

'S



. !
/ | -' . Mar&’ement

-'_1nst1tut10n level decisions. Thc purpose would be to’ of Federal and State author«‘/{nn 'the management

gain an institution-level perceptlon of the lnﬂuences

of institutional programs and functlons

2. BETTER MEANS OF COORDINATING SHORT RANGE BUDGETING

WITH LONG RANGE PLANNING

Research Questlons [Hypotheses

(1) How can stronger links be gt;:veloped between
multiyear planning activities and annual budget
processes? ”
" (2) What gaps between planning and budgetlng
exist in current operational schames?

(3) How can the present planning and budgeting
models be éxpanded -to fill these gaps?

Problem Suuauon and Expected
Value of Research

Most of the lltera&ure\on planning and budge?gmg

" assumes a straightforward, narrowly rational progess.
of decisionmaking: careful preparation {0
decisions in the form of planning; a rational choice
among alternatives; and implementation of the deci-
sions in the form of budget allocations which are

uture .

consistent with the alternatives chosen. In the cross -

currents of :actual campus life, however, the links

between planmng and budgeting are seldom that -

rational and: methodlcal Academic program plan-
ning Is typlca]ly carried out by faculties (or with
significant faculty input) with little direct analysis

of the lmplled‘resource requirements. Budgets are .

constructed by administrators, often with inadequate
reference to and analysis of academic program plans.

: Asa result, year-to-year budget allocations are fre-

quently incremental, ad hoc, and disjointed.

The shortcommgs of the “straight-arrow’ * models
of planning ‘and budgetlng have been pointed out
by ' Baldridge, Cohen; Lindblom, Weathersby and
others. They recite the forces at play in college and
university admmlstranon the polmcs of self 1nterest

Q

l
3 :\" ) ' . .i

i

the politic?s\ of the budgetary process at the Federal

,__ .-\
’ S

)

. and mistrust; the desire to leave objectives ambiguous

* and ﬂexible(ge concern for power; the appeal of
" academic fr

~ ing. Prescriptive literature has paid little attentlon

om; and the disdain for cost account-

to these behavioral influences on institutional man- -
agement, :
A major obstacle to institutionalizing formal plan-

. ning and budgeting systems is the influerice of value

assumptions and behavioral influences upon pro-
gram and resource allocation decisions. Conceptual
analysis is needed to develop models of the plan-
ning and budgeting process which take into account

these aspects of decisionmaking. Such analysis would

bring together more comprehensive theoretical mod-

* els of the decision process and narrower constructs

of the planning and budgeting process. In so doing,
it would make the applied literature on | the sub]ect'
more valid and apphcable

AN

* Relevant Previous and Current Research

The history of budget development and reform
has been traced (Schick 1966). Dill et ‘al (forth-
coming 1979) extend the discussion in a higher edu-
cafion context The ratjonale of Planning, Program-

, and ‘Budgeting Systems (PPBS) and Zero

3; Budgeting (ZBB) are provided by Lyden and

Miller (1968) and Pyher (1973) among others.

. Theories of budgeting and resource allocation have

been outlined by Davis et al (1966) and Pondy

(1970). A-contingency approach to budgetirig and

a program of budgetary research are proposed by
Dill and Tonn (1977) Wildavky (1974) has studied

.35
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"level the 1mplcmcntatlon and demise of Federals“

Planping Programmmg, and Budgeting (PPB) are
assessed by Schultz (1968) and Schick (1973). At
the State level, Bowen et al (1976) describe State

“budgeting processes for higher education, and inter-

agency conflict is examined (Glenny, 1976). In-
novatlons angd change in State budgeting are ex-

~plored (Schick 1971, Howard 1973, Zlegler and

Johnson {972).. Lingenfelter (1975) studied the
transition Yo PPB in three States and found no sub-
stantial ddpartment from incremental allocation,
Casselman | outlined efforts to mtroducc PPB and

bring .abou\ State executive reorganization at the’

same time (1971, 1973). Brown and Pethel (1974)
and Peterson (1978) have studied State level per-

- formanee budgeting. Current implementation of

mula, budgeting fis covered in Topic 7. Viewing
budgeting as a political process, the use of power has
been exqmmed (Pfeffer and Sahncﬂ\‘ 1974; Sa-
lancik and Pfeffer, 1974; and Pfeffer, 1977). Inter-
group conflict (Pondy 1964) and conflicting roles
1977) have been studied.
Determinants of resource allocation (Hills, 1976),
and structure angd control (Moch 1976; Bruns and
Waterhouse 1975, and Hofstead 1973) have been
the foc1 of other research.

The plannmo component is discussed in Topigc 6.

>

ZBB is assessed {SCthk 1977, Lynch 1977). For-

{ .
Research Guidance

Cryptic review and synthesisn three toplcal areas
would be useful as a baselm%urther research:

(-I) The most popular how-to-do-it planning 'md
budgeting approachés,

(2) Experience with thcsc approaches on the
part of colleges ; and universities which have made

F inance, Productivity, and Management In Postsecondary Education  Selected Research Topics

<

serious et’fOrtE to implement them. -

(3) Organization and decision- process literature
which mcorporates the behavioral aspeets as they
apply to p]anmn0 and budgeting decisions.

Of SIgmﬁcant benefit would be construction of
alternative prescriptions for th€ planning and bud-

geting process: more comprehensive prescriptions,
~which go,beyond the narrow logic of the situation

to the behavioral aspects of an orgamzatlon which
must be accSmmodated.

s

- Empirical studies of the presence or absence of -

links betwecn multiyear program planning decisions
and aniual budget decisions at the Federal and State

level would also be illuminating. Students of post-

secondary education planning and budgeting seem
to agree that multiyear program planning and an-

-

nual budgeting are typically carried out independent

of each other, not only within institutions but also

in Federal and State agencies. The most publicized
attempts to introduce program budgeting at these
levels are regarded as failures, not because the con-

cept is illogical, but because the view of the process

is too restricted and the amount of supporting anal-
ysis 'md/management sophlstlcatlon required by the
approach is overwhelming. A realistic, incremental

approach to linking long-range program planning

and annual budget decisions may be needed. An
empirical study which jdentifies the present state of
the art in governmental agencies concerned with
postsecondary education would help. Most future
progress on the amalgamation of planning and bud-

“geting functions will probably be made by operating

managers; the study would include their assessments
of the obstacles to more effective lmkmg of these
management functlons
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3, E%‘ECTS OF. FEDERAL FINANCING PROGRAMS AND POLICIES ON

STAT

Research Qu%\tions/ Hypotheses 5

(1) To what-extent do Federal programs and
po}m’es on postsccondary education 4mpact upon

- State decisions and policies, partlcularly in fundmg
" decisions? " .

- (2) What is the degree of interdependence of
_ Federal-State edudhtional decisionmaking?

. (3) How does the degree of mterdcpendencc
\\‘Vary by Federal program area?

Problem Suuatton and Expected
Value of Research.

n
=

When both Federal and State monf&are inter-
mingled in funding postsecondary education pro-
grams, such as student financial aid, it is difficult to
determine’the extent to which either the Federal or
State agency is achieving -its funding objectives. The

charge is often made that Federal programs, par-
/

DECISIONS REGARDING POSTSECONDARY EDUCATION

Relevant Previgus and Current Research_

Gross (1965) summarizes earlier- ﬁndingS'of em- «

- pirical ‘rescarch on national planning, .providing’

analytlcal descriptive (but not prescriptive) general-
izations, e.g., planning for resource acquisition 'takes
precedence over planning for resource utilization.

Recent and historical trends in Federal support have
been traced (Carncgie Commission_ 1972). The
National Commigsion on the Financing of Post-
secondary Education (1973) studied financing pat- .

“terns, and assessed alternative models. More recent

trends and impacfs of revenue sharing have been
examined (Nathan 1975).

. There is:little empirical research on higher educa-
tion and its environment, or-on interorganizational

~—relationships and jmpacts (Peterson 1973). The re-
(_\T\htlonshxp between public policy and some structural

ticularly thos¢ requiring matching funds, alter deci- .

sions at the State level, and indeed that is part of the
" Federal intent. On the other hand, the charge is
* often made that Federal' monies merely substitute
for funds which would have been spent by.the State
in any event, and that prlOrltgcs wnd -decisions by
- the State’are often mamtamed in spite of Federal
funding. Where educational program ngCCtIVCS of
both the State and Federal governments are con-
gruent, Federal financing presumably poses n¢ basic
problem. Where program objectives of these two
~gdvernmental bodies are not congruent, dissidence
or conflict in controlling decisions presents pgoblems,

Continuing, systematically-produced eyfdence on -

decision interdependence,, particularly”funding, in-
terdependence by program arca, wéuld be 4 useful

olicy-

[

management tool for Federal and State
makers. |

Q

. Research Guidance }

and environmentgl variables at the State level has
been.examined. Cox and Harrell (1969) studied the
impact of Federa] programming on State planning
and coordination. Eggkse et al (1975) assessed the
impuct of student Mstance programs on.access and
choice. Title Il programs have been studied by
Hodgkinson (1974), and more recently Weathers-
by et al (1977) researched the impact of féur areas
of Federal intervention through the developing in-
stitution programs, The relation of accreditation and
program evaluation to Federal aid has also been
investigated.

Topic 4 focuses on the cffectlveness of Federal

. programs.

L
The section on Finance Issues offers one research

design for this type,of research under the heading,
“Incentives and Disincentives for Financing Post-

37
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secondary Education Arising from the Multiple

Nature of Sources.” .Some researchers, however,

prefer a time seties as opposed to’a cross-sectional

approach. In addition to development of a compré-
hensive data base and statistical analysis of relation-
ships, in-depth interviews with key State, officials
. Thight be useful to gain their perceptions of the effect

-

-

of annual changes in Federal funding upon State
financing decisions in problem areas. This“art of

. the investigation-would focus upon whether. or not

State decisions actually reinforced and supplemented
Federal program. objectives, or counterbalanced
them in the minds of key'people involved.

4. THE EXTENT TO WHICH FEDERAL PROGRAMS ACCOMPLISH

THEIR OBJECTIVES.

Research Q_uestions/Hypoiheses

(1) What are the legislatipe goals of the major.

Federal programs in the area of postsecondary edu-
cation?
~ (2) What are the operatlonal ob]ectxves of pro-
grams implemented by Federal executive agencies?
(3) How are the impacts and effectiveness of
Federal programs evaluated? K
(4) What have been n:y’ impacts and effective-
ary education programs?
Have they been consonant with program goals and
objectives?

Problem Situation and E xpecte(l
Value ofResearch

While a number of studies havg been undertaken
to assess the impact and effectiveness of selected
Federal programs-in postsecondary education, there
appears.to bq no organized and comprehensive bo

of mformatlora on the extent to which Federal proy

grams in this area accomplish their objectives. Many

‘critics would argue that the Eederal programs lack
.coherence and clarity in their objectives, and that

) thlS causes uncertainty and confusion on the part 6f
States andl institutions with respect to the Federal
role. :
Three typcs of information would be helpful to
Federal State axld institutional managers in carrying
out their own goal setting and planning functions:

(1) A compendium (or compendia) on the leg- °

J ~

Q

NG

- 1slatwe mtent and admmlstratlve objectives of Fed-

eral programs. . .
(2) Infornmation on evaluative strategies. and
methods -employed to assess accomplishments of
Federal programs, both as employed in the past and
planned for the future. .
(3) .Data on the historical impacts of Federal
postsecondary education programs and expenditures,
..The ObjeCI would_be to inform Federal, State,
and institutional administrators of the impacts of
Federal programs on postsecondary education with-
in the last 10 years. A second objective would be to
inform them of the existing systems, or lack thereof,
" for evaluatlng the extent to which Federal aid and

- regulatory programs actually accomplish their ob- -

¥

jectives. The project would therefore describe the

~nature of the concrete historical products of evalua-

tion as well as the formal evaluation activities cur-
rently conducted by Fedetal agencies. It would de-
scribe, in synoposis form, the available impact/
effectiveness studies as well as Federal evaluation
activities. This information would assist administra-
tors in formulating their-own evaluation strategies
and in assessing their own programs. This kind of
information would also help in estimating the con-

~ sequences of future Federal prOgrams and expendi-

tures.
N

‘Relevant Previous and Current Research

" Periodic Commissions have outlined potential ob-

" jectives and policjes- for higher education (Trivett,

L
~

by

[
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1973). The National Commission qn the Financing
*of Postsecondary Education (1973) identi b-
jectives and assessed achievements. However, " the
_impact of commissions is questioned (Longanecker
-and Klein, 1977). Lynn has written about restruc-
turing HEW policies and programs (1975). Conrad
and Cosand (1975) examine 1mp11catrons of recent
Federal pd{llcy

The growing literature on pOIicy analysis and
evaluation represents one impact of Federal-policies
requiring evaluation. Wholey et al (1970), Williams
(1971), Rivlin (1971) and Abt (1977) report on
the evaluation of social experiments and social pro-
grams with attention to methodelogy as well as to
the programs themselves. Bernstein and Freedman
(1975) evaluated the quality of Federal evaluations. _
~The current state of the art of evaluation is presented
in the Handbook of Evaluation Research (Gutten-
tag and Struening 1976). Evaluation review annuals
report on current research and research methodol-
ogy (Glass 1976, Guttentag 1977, and Cook forth-
coming 1978). Dolbear has written specifically on
public policy evaluation: (1975).

With respect to impacts and results, in a recent
study Astin (1977a, 1977b) asserts the failure of
. key public policies. Evaluation of specific programs
are numerous and beyond systematic discussion. The

- following are representatrve studies: manpower pro-

grams (Glennan 1969); Title I of Elementary*and
Secondary Education Act (McLaughlin 1974); edu-
cational performance contracting (Gramlich and
Koshel 1975); student aid (Fenske et al 1975);
and developing institutions (Weathersby etal 1977).
/Research in progress proposes to examine the orga-
¥ nizational factors associated with the successful im-
plementatiqn of affirmative actron programs (T%n
and Wegner 1977).

An interesting evaluative focus was employed by:
Wise (1977) evaluating a program from the per-

spective of the client to be served rather than from -

l : . . ) , ! +
v . .

~ thought that “program failure”
to madequate attention to im ol ¢

problems studied by policy analysts and evaluators.

NI
CO

Management
\

.the viewpoint of the program or government. How-

ever, evaluation results of many .programs and
policiés have been disappointing. There is increasing
be due as much

gram design (Pressman and Wil vsky 1973 Har-
grave 1975, and Williams 1975); Some are of the
opinion that results are discouraging because experi-
mental design is either. 1nappropr1ate or unduly con-
servative. : : N

A subject of much concern and increasing re-

| search is the question of using the results of evalua- .
- .tron Weiss (1972) sketched issues and problems
~ related to the “politics of evaluation.”

Berk and
Rassi (1976) examine the political and moral value
judgments involved in evaluatlonf'\research Using
decision theory, they show how }udgments can be -
made explicit and.used in the chbrce of search
design alternatives. |
Caplan (1976) assessed the use of social resgarch

.. in national policy deVelopment What constjtutes

“policy 'relevant evaluation” is addressed by Lynn
(1977). Meltsner (1976) exammed the po itical
and bureaucratic factors related to the selection of

Research Guidance

*The information needs require library research.

Thorough library and possibly Federal agency ~

search is required which would, yield published and}

-unpublished reports. Careful organization, summar-

ization, and integration of matenals is needed to

"produce a digestible body of information.

It may be that published material on evaluative

strategies and methods employed by Federal agen-
cies to assess their postsecondary education program

performance is widely scattered In that case, survey
methods—including survey interviews—would prob-
ably be in order. -
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Al

S ANALYSIS OF MANAGEMENT FUNCTIONS AND ORGANIZATIONAL

STRUCTURES IN POSTSECONDARY EDUCATION

- Research Questzons/ Hypotheses

(1) Do college and umver51ty managers operat

~under -more constraints than their counterparts in

industry and government?

(2) Are lines of authorlty and respon51b1]1ty ]og-
ical, clear, and unfettered?

(3) Are assignnients of function consistent with
lines of formal authority and accountability?

Problem Sztuauon and Expected
Value of Research ¢

Participants in the Keystone Conference viewed

the college or university administrator as operating | -

under a set of severe constraints. Substantial evi-

dence exists to support this contention. The typical -

college or university is essentially a creation_of the

dy politic, serving several constituencies, beset
with, multiple lines of authority and responsibility,
and placing a high value on individual fregdom and
a low value on organizational efficiency. A further
contention of the Keystohe conferees was that the
assignment of management functions to individuals
and groups within' the organization is net always
consistent with the lines of formal authonty or man-
agerial accountab:llty One. student of the subjegt
relates this to- of committees.”

Empirical research documentmgD the constraints
under which administrators operate, and the com-
mon problems in the reIatlonshép between authority

structures and operating responsibilities, would pro: *
vide useful information for improvement. Ideally,
that type of research should be accompanied by con-
' strucuon of alternative models of organizational

structure—mcludmg distribution of management

‘_lauthorlty and responsibility — which promise to
~ improve the relatlonshlps between " structure andy

process.

UMI

Relevant Previous and Current Research

Peterson reviewed the social—psychological re-
search related to higher education administration at
the institutional level (1973) and at the depart-
mental (1976). Richman and’ Farmer provide a
general guide tq cyrrent management and organiza-
tiowal 11teratureﬁK374) :

/ Higher education management’ is addressed by
" Baldridge (1974). Lee and Bowen treat the man-
agement of multicampus systems (1975) and Dres-
sel (1970) and Srart and Montgoknery (1975)
examine departmental management.

Research on higher educatjon administrators

( oyher than department chairmen) is not extensive;

, none appears to™deal with nonacademic administra-
tion. Cohen and March (1974) and Glenny et al

(1976a) have provided one of the more recent views
of the prefaency Planning behavior, policymaking,
and effective leadership of uni er31ty \executwes
hav%beéﬂ tesearched by Gubasta {1971) and Bald-
ridge/ et alv (1977). Emerging patterns of admin-
istrative accountabifity are identified by Browder

(1971). Important:concepts and approaches emerge

from studies on management and organizational be-
havior. Mintzberg (1973, 1976) has studied the
nature of managerial work. Organizational-environ:

jlenta] relationships, and differentiation and integra-
t

on of functions in organizations have been re-
searched by Lorsch and Lawrence (1972); they

emphasize the, role of managers as integrators

Lawrenge and Lorsch (1974),

The importance of conflic® and conflict manage-
ment has been noted. Scott (1973) has studied
appeal systems, Strauss (1974) has examined lateral
relationships, and Walton (1973). has looked at
third party roles in conflict management. Pelz
(1972) reviews influence as a key to effective

40
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- leadership. In an unusual treatment, Loye (1977)
~ reviews the research and outrgnes a psychology of

idealogy. A theory of performance evaluation: and
the exercise..of authority has been developed by
* Dornbusch and Scott (1975'). Decision models for
higher education developed by Weathersby (1975)
provide p_ossible directions for the future,

esearch Gmdance

Empirical data are needed on the perceptions of
executive officers, deansl, and department, chairpér-
~ sons with respect to the authority limitations and

decisien processes whichw restrict their ca‘pacity to,

Management

perform critical management functions. It would be
important to control for type insfitution and useful
to compare the common limitations found with those
in, industry and government. Construction of theo-

. - retical models of alternative authority structures and

decision processes should be based on, empirical
findings of the major shortcomings of present $ys-
tems. These models should serve to crystallize the
organizational options open to institutions shackled
.4y manggerial constraints and mlismatches among
formal authority structures, operational assignmént .

-of responsibilities, and managerial accountabihty_‘i ]

7 Centers

6. MANAGEMENT STRATEGIES FOR COPING WITH CHANGING

'DEMANDS AND NEEDS .

Research ngstiorts / Hyp,othee;es
Ny ‘ U '
(1) Can comprghensive institutional _planning
address all of the qajor educational trade-offs as a

~ part of the resource allocation process? |
/“'-;. (2) What constraints should there be on plans

and by w}iopi should these constraints be estab-

lished? -
(3) How and by whom should educational prior-
ities- be applied tg existing arid proposed programs?
(4) What processes can ensure that evaluative
1nformation is used in planning, and that planning
~results ‘are linked to budget decmor)sr’
(5) What processes can keep planning current
with the changing needs of society and the changi’hg
objectfes of the facully and aﬂmmrstratnon"
- ( 6) Hmécan faculty mistrust and fear of plan-
ning (perceived as mﬂexrble and over-quantified) be
overcome?
A7) What strﬁﬁ* ies can be’ employed to facilitate
contingency planning (for such things as program

elimination) while maintaining institutional morale.

4

EKC -

wll Toxt Provided by ERIC

>

v

Problem Situation and E£pected
Value of Research

Plannlng is the management’ functron deliberately '
intended to help the organization. meet changing
societal demands and changing needs of the organi- .
zation itself. Planning represents prepar tlon r
decisions which will have to made lrée futur
whether those degisions reflect changing external
pressures or internal requirements. There s a grow-
ing body of litefaturs on the planning function in
postsecondary educition; however, most of that
literature is pfescriptive ‘rather than documentary
Much of it deskyibes thegretical planning structures
and processes W ych ref et untested hypotheses

actual practice’ of planning in colleges and untver-
sities. L. \ o
More comprehenswe and thorough research. into

-+ the nature of actual practice is needed to evaluatg
the merit of the prescriptive literature, and to de-
velop experlence -based- modeling of the planning

55 % N | 4
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process. A numbgr of mstltutlons which have at-
tempted to apply planning paradlgms in the pre-
 scriptive literature have found those paradigms
wanting in 1mp0}tant respects.

<

* Relevqnt Pretk'?us gnd Current Research
Conceptua§ mo\dels and approaches to planning

tome from a variety of sources. A general facet

design mode] of a plannlng process has been devel-

~ oped by Dror (196%). A corporate model (Steiner
" 1969) and an operational planning system have
been outhned by Cleland and King (1972). An -
emergemient ]earnxng app oach to planning is also .

set forth (Mtchael 197 ). ngher education ap-
proaches mclude\ Schroeder (1975), Walter et al
(1976) ;arid Fulrer(1976)/ N
~* Empirical résearch efforts on national planning
.~ were assessed by Gross (1965) using analytic-

’descri%e (but not: prescription) generalizations,

%e He concludes, for example, that the perception og,@ _.

risis is usually necessary but not-sufficien¢ for the
emergence of planning. Wilson (1974) has outlined
a four-factor approach to forecasting and planning:
 economic;-"social; political; and technological.
» Thomas ( 1976) investigates environmental analysxs
- for corporate planning. '
Closely linked'to planning models are various
- models of decisionmaking: Helsabeck (1973); Sluf-
flebeam et al (1971); Schmidltein (1974); Cohen
-and March (1974)"and Weathersby. (1975). Using
marke\hg techniques, MOI'I'IS (1974) has developed
an approach to higher education planmnb and deci-
- sionmaking.
- Outside.of the prescriptive hterature mest efforts
consist”of case studies at single institutions, for
example (Maeder et al 1971, Ladd 1970) A study
by Palola and Padgett ( 1471) surveys plannin
experiences at several 1nst1tut10ns Impacts of plan-
ing activities@t five major research institutions aré
. being studied by Poulton (reséarch in progress

A

197.7). Hopkins and Massey (1977). and Wehrung
et al (1977) describe the long-range planning and
budgeting' process used at Stanford. Other budget- ‘
related items have been covered in Topic 2.

Development of information systems and tech-
niques for pIannlng are of importance as supports
to ‘the process. Quantitative: and_analytical ap-
proaches to planning and management are surveyed

~ and explicated by Hopkins (1977), and Lawrence

and Service ( ﬁ77) Assessments of computer-based
systems were carried out by Dresch (1975) and
Mason (1976). Case studies of implementations of
National Center for Higher Education Management |
- planning products were conducted by Evans (1972),
and Serwce and Schoemer (1977) ;

An 1nformatlon processing model of drganizations
is outlined by Galbraithi (1972, 1977). Strauss
(1975) provides one* view, of information systems -
fox\plannlng, Lawler and Rhode ( 1976) cover the -
subject of information control in organlzgtlons

‘Other approaches to organizatjonal change are

* worth noting. Franklin (1973) has compiled an

annotated bibliography of organizational develop-
ment. Kessel (1971) formulates an opén system and
organizational development approach for higher

. education. Havelock (1971) outlines approaches to

innovation and change through the dissemination A "

- and utilization of planning. Rothman’ (1974) has

codified social science research findings and trans- .
lated them into applied guidelines for planning and

- organizing for social change.

4

' Research Guidance | /

Both case studies and survey research are needed

 to.describe current planning practices in postsecond-

ary education, particularly as these practices reveal :

tegies for coping with changing demands and -

eeds. In addition, conceptual work is needed to

‘relate dxfferenees between prevalhng practfee and .

the major precepts of 1nst1tut10nal plannlng as de-
|

N
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scribed in the literature on the subject.
assessment 1s needed of the extent to which dlffer-

inally, some -

)

v Management
ences reflect shortcomings in planning theory versus
planning practice. .

7. EFFECTS OF EXISTING FINANCING CONSTRAINTS AND INCENTIVES

ON MANAGEMENT OPTIONS

y 'Research Questions /Hypotheses

(1) /What are the prevailing financial constramts
on management options? | :

(2) What are the sources of ﬁnanc1al constralnts
and incentives?

. (3) How effective are thesc sources in 1nﬂuenc-

ing management choices?

+~Problem Situation and Expected .
* Vilue of Research

The dlscuss1on which gave rise to this topic at the
Keystone Conference focused on the constraints and

- incentives inherent in State funding formulas for
‘higher education. An increasing number of States

are adopting. funding formulas toaallocate mopies

among postsecondary institutions. Presumably, the-

objectives arg to bring greater, ratipnality, equity,

and efficiency to these allocations. “However, institu-

tions often complain that the formulas are crude and
inflexible, and impose restrictions on the 1nst1tut10ns
which are antithetical to cost-effective management
Use of formula funding at the State level has both
advantag}% and disadvantages, but few studies have
attempted to analyze these across a number of
States and institutions. The combination of incen-
tives provided by funding formulas, and the reactive
stralgles of management to maximize institutional

resources under formula funding, deserves closer

scrutiny. These strategies will be especially pertinent
as the Nation moves jnto a decade of declining
- pépulation in the traditional college age groups. The .
majority of State formulas includes student enroll-

ment as the primary driving variable.
Q ?

! [
v %

s .

Other financing provisions at the Federal - and
State levels are sources of both constraint and incen-

- tive to institutional management. Student financial .

aid .and’ Title III programs represent obvious,ex-

- amples. For private institutions, contraints and in-

centives arising from private jsector giving play a
critical role in management gpti o
‘The primary value of this type of research lies in

" the information it would impatt to pollcymakers in

agencies funding postsecondary education, -

Relevant Previous and Curreny Resedrch

“The baseline analysis'of formula funding was con-

ducted by Miller (1964). Gross/(1973) carried out

a comparative analysis of formulas across a number
of States. More re'cently,' Meisinger (1976) has
done an extensive study of the creation and use of
formula budgeting iri three States. Boutwell (1973)
e_xamines formula budgeting in a situation of declige.
* Reports from the -State budgeting seriés of the
Center for Research and Development in Higher
Education contribute to.the understanding of the
State- 1nst1tut1(!.nal budgeting process and environ-

*,men( (Bowen et al 1976a, 1976b; Glenny et al

1976a, 1976b; Purves et al 1976 >and Schmidltein

etal 1976).

Other literature has been covered under Toplcs o

3 and- 4. Dougherty (1977), Hale and Palley
(1977), and Ferman (1977) have research in pro-
gress regarding responses to financial constraints.

“The National Commission-on Financing Postsec-

ondary Education (1973) examined forms and

niethods of’f\]t)cal,'State, Federal and private support,
ey M i‘,‘ . .
HSZI ) | ' . ! v 43 . a
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and assessed aptions. In Other areas, Weather: by et
- al (1977) studied aspects of tI’i”T]tle III Develop-
ing Institutions Program, considering three areas of
intervention and impact: styuctural development;
level of activities; and relative efficiency.

Use of incentives has been addressed by Hoenack
(1977), Hoenack and Norman (1974), Hoenack
et.al (1974) and by Levine (1972).

Research Guidance ) \

" This topic is related to Topics 3 and 4; it is definegl
to treat only the effects of ﬁnancing constraints and

o~

incentives. Presumably, survey research techniques

could be employed tq collect broad-based informa- -

tion about the impact of State, Federal, and private
sector financing mechanisms on the options of in-
stitutional - management: Howeyer, the subject of

‘contraints and incentives is abstract and elusive.

In-depth case studies and interview samples would
be necessary to validate less penetrating survey re-

- sults; it would be 1mperat1ve to control by type of

institution.

3

8. IMPLICATIONS FOR MANAGEMEN"I3 OF CURRENT RELATIONSHIPS
BETWEEN POSTSECONDARY EDUCATION AND THE GENERAL PUBLIC

. Research Questions/Hypotheses -

\

(1) ‘Wh\at are the current relatlonshlps between

pog condary education and the general public?

How dd these relatlonshlps affect posts v -

secondary educatién and md1v1dua1 institutional
management? ‘ - -

Problein Sltuauon and Expected
Value of Research y;

The general public no longer accepts as intrinsic - -

the value of all of postsecondaty education. The tur-

moil on college and university campuses during the .

late 1960's dnd early 1970’s alienated a significant
portion of the general public, and public confidence
~ has not been completely restored. -In addition, as
. the number of college graduates has increased réla-

tive to employment opportunities, the fmargin be-
tween earningg of college gradustes and those with
lesser education has narrowed. Given this situation,
a large part. of postsecondary cducation (liberal arts
and general cducation) has suffered because of the
decline in the economic value of the degree. Either
the public must be convinced that the noneconomic

Q

benefits of hlgher ‘education are worth the invest-
ment, or programs must bz reoriented to conform
more Elosely to public needs as the public, not the
institutions, perceive them. Only the mihority of
postsecondary education programs, largely those
with specific career orientation, appear to have

* obvidus public favor and an expansnomfuture in

their present form. :
. Research which responds to the questions of this

topic would furnish Individual institutions with in-

formation upon which to build their own strategies
for either marketing. their programs or reorienting
them more closely to public preferenc¢s. o)
Relevant Previous and C urrent Research

Although there is much wrltmg about the role of
higher education in the social order, there is essen-

- tially no research. Organization'al:eﬁvironmental' _
relationships are inCreasingf)\mtognizéd as impor-
- tant areas of research, but little

| as been carried out.
Wilson (1974) has identified four environmental
.components for planning:. social; economic; techno-

: loglc\l and political. * =
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" garding higher education

~

\

Public concepts of the value and cost of higher
education were systematically’ ‘surveyed in the
1960’s (Campbell and Eckerman, 1964). Educzﬁg
tion-related items have perindically appeared in the
Ommnibus Survey ol the fstitue Lo Social Research
at the University of Mnchlgan Harris and Gallup

polls of 1976 indicated that education as a‘whole is-

still accorded priority for funding by the public,
‘and that there is confidence in educational leader- "

' been summarized

ship. - Current ‘popular attitudes and opinions. re-
hﬁ;ndings (Shulman,

and compared with’ researc
1976):

Student attltudes and expec ations have becn,

documented by thé American Counci] on ‘Education
surveys of freshmen. Gamson (1966) among others
have examined mdnvrdual and organization attitudes

¥
Sy Managément

Y

_ has revrewed social science research and outlmed, :

applied gitidelines.. k

At the institutjonal level, models and systems for .

_incorporating opinion surveys have been developed

ok

toward education. Accounts of institutional response
and change to a varicty of factors have been\subject -

" to case studies (Ladd, 1970; Reisman and Stadt-

man, 1973).-
Two studies from elementary/secondary educa-

tion are worth noting: Stanwick (1975). reports on~

* (Pollay 1976, Wehrung et al 1976) and might be

extended into the publlc sector. Market analysis is
bemg used much more extensively in higher educa-
tion; Kotler (1975) addresses issues and techmques-

for marketmg in the nonprofit sector.
- .

Research Guidance

More studies are .nceded which_profile public
attitudes toward postseCOndary educatlon These -
should be periodic, to provide léngitudinal data on
changes in attitides and preference. ‘Comparative
studies of the similarities and differences between
public preferences for postsecondary educatlon and
preferences of the<€ducational commumty itself are’
needed.' From these similarities and differences,

- studies of the policy implications for institutional .-

management could be ‘constructed. |
Case studies of “dramatically sucvessful” adapta-

tion by institutions to public needs and demands

a hational survey of citizen participation, -including “'

private groups concerned with educational policy

and practice; Stutz (1976) reviews findings- from
several studies and develops alternative models of
commumty participation. Concerned with planning
and orgamzmg for social chanoes, Rothman (1974)

would be useful, as-would case studies of institutions
“dramatically successful” in generating public sup-
port for their xisting progrdms. In both types of

- cases, an analysis of the “exchange relationships™ .
. between the institution” and 1ts pl}?llc would be |

llIummatmg L ‘

9. DEVELOPMENT OF COMMON.- CORE EATA FOR DECISIONMAKING
- AND INDICATORS THAT WILL IDENTIFY THE STATUS OF AN
.. INSTITUTION, THE TRENDS WITHIN IT,-AND TRENDS IN EXTERNAL

INFLUENCING F ACTORS

R %esearch Quesuons/Hypothesés |

(1) Is there a limited set of data so useful in

postsccondary education decisionmaking that it can
" be regarded as the common core of the management
information systcm°

A

Q

(g

,
|

L

7Y Are there data sets which might be consid-
ered common core fOr targe subsets of mstrtutrons )
such .as 2-year versus 4-year, or pubhc versus
private? =, -
( 3) What 1S the experlence of mstltutrons which

43
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have §leluncntul sm‘%wd mformation  sets,
such a those required in the National Center for
Highea Education Management System (NCHEMS)
InformaNon Exchange Procedures? .
(4) To what extent are Higher Education Gen-

_ U'al Information Survey (HEGIS) data construed

- I’r()lgljrrt Situation and Expected

as common core data by various types of users? i
(5) Is there a consepsus among ngets : as to which
data clements are most useful, or form.a common
core for management purposes?
(()
might it be identified and developed?

(7) What are the indicators of the curgent eeo- |

nomic health of a postsccondary institution?

(8) What are the indicators of the quality of the
institution’s educational processes? ,

(9) How can professional consumus be obtained
on indicators, so thdL_dw,—ﬂrmcmptul as bases for
action? '

(10 What are the lll(llul()\)lﬂ of futuie change
in.an inftitution’s cnvironment? '

r

Value'of Researcly

Invcstlgxmon into the kinds of data md data sys-
tems neéded by postsecondary education manage-
ment has been extensive. Substantial data systems
are currmtly under development by NC HEMS and
other organizations. These efforts have raiseed the
question of whether or not it would be possible to

devise a limited set of management data Whl(.h-‘

wauld, fulfill the essential mfo{\_ltmq needs of man-
AageRlent in_most institutions. The idea has both

supp@rtus and detractors, Supp()rtu‘ﬁ“pl’gllc that it -

Is po{ﬂblt . and that development of suéh%a data sct

“and system for gencrating it would “obviate the

- waste of . an institution operating alonc. in  this

respect. Dutractors claim that the dwmlty of insti-

- tutions, institutio | cnvnronmgnts, B .mdgcmcnt
problems, and mahagement styles preclude exten-
. N v " o

wll Toxt Provided by ERIC
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) 1f 2 potential common core umts how.

. management is in

Selected Research Topices.

sive use ol common core data by wlarge number of
“institutions,

The primary value of research in this area would
result from further delincation of the extent to
which institutions share the same management prob-

lems, perceive the same data needs, and wounld util- -

ize the same types of information in their decision-
making were the information available to them.
Analytical dcv?ﬁopmcnt,of indicators for use in
rudimentary state, Oply within
the past 5 or 6 years has serious work on the subject
taken hold, probably because the future LﬁLCls of
continued inflation and changing birth raft have
become so0- obvious. Most colleges and universities
do not employ systcmdtlc means for .assessing the
health of the institution, bcyond an annual account-
ing of enrollments, revenues and expenditures.

Although many have attempted recently to diagnose.

the future envitonment' within which the institution
will be operating, thit diagnosis has been largely

“restricted to estimates of enrollments and inﬂatiQn .

rates. ‘
*Part of the problcm stems from the complaccnc‘y

created by the long period of growth from 1950 to

1970, and part from the difliculty~6f coming to

“agreement on which indicators af¢ valld and reliable.

Valid and reliable indicator§ _would make ¥ sig-

.nlmdllt contrxbutlon to mstltutlo al nmnagcmcnt ine

an institutional perspective " has

(Saupe, 1971). The Information Exchange Project.

(

&
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and related efforts of NCHEMS have outlined other
views of refevant institutional data. Strauss (1975)
and Skelton (I‘)73)Munming' others have examined
futures information ssystem needs and - alternative

ways of organizing computing. Other NCHEMS,

projects focus on the development of State-level in-
formation bases, State planning systems, and more
recently on the development of a Federal-level in-

“Tormation base. Weathersby (1976) and Fife (1974)

{identificd mAtional and unnpulul/ul data bases

~which are available, and Hofferbey “and Clubb
(1977) have examined the appligation and usc of

~soctal sciencerarchives.

rAnthony (1965) has developed a conceptual

framework that is useful in identifying information
requirements for different types of manag¢ment

dLllVlty stmt%luplannmg, management control;
and operational control. As noted in Topic 1, there
are issues related to authority and control in the

“various education scctors, as well as qucstmns

related to data, at the mstltutmnal level (Chancy

ctal 1976).
‘Recent studies (Mann ct al 1975, Adams ct al

11976) indicate that most developments to date have

been at the operational level, oriented to student
and financial data. Barak (1974) and Purves and

" Glenny (1976) report on the status of information
“bases and qystcms development at the State level.

Mosmann. (1974) apd Heydinger and Norris (1977)
have examined Statewide computer systems and net-
working. Dresch (1975) and Mafon (1976) among

~others have assessed computer bascd models and

systems. !

“Huff-and Young (1974} haw ovided profiles
of uses'of management information. A group .of
major researc umvcr%ltleﬂ 1$ jlow testing the applic-
ability of the CHEMS Inform'xtlon Exchange Proj-
cct for that type of institutjon, Ha}rls (1973) and

 Mims and Lelong (1976) report on some of ‘the

practical problems of information exchange. Michael

Q

Muanagement
v i
(1976) reviews how conventional organizational
strictures resist the requirement for information
sharing, -

There have been a number of recent efforts to
develop financial indicators: Anderson 1977, Bowen
and Minter (1975, 1976, 1977), Lupton et -al
(1976), National Commission on Financing Post
Sccondary Education (1973), Cheit (1971, 1973),
and Van Alystyne and Coldren (1976). Robinson
(1976) and Tenny (1977) stress the need to include
nonfinancial indicators, -and point up the need for
further rescarch and interpretation -for clari_\ty and
understanding. S

A recent Edycation Testing Service Confcrcncc

‘(1975) was devoted tq cxplormg educational indi-

cators. Clark et<al (19\'\76) escarched dimensions
of quality in doctoral education. Noyris ct al (1977) |
address manpower;planning studies in postsccondary
education. A survey-guided approach to *organiza-
tional devclopment is outlined by Bowers and -
Franklin (1977). :
Program measures and outcome mcasures have
been identified and instruments developed through
NCHEMS projects. Other instruments such as the
Institutional Goals Inventory and Institutional Func-

~tioning Inventory. have been dcvclopcd by ETS,
_ Quantification and usc of data arc discusscd in

Lawrence and Service (197T7). The development
and use of social indicators are treated by Bauer
(1966, and in an‘issuc of Evaluation 1972). A
critique of the use of social indicators is presented

- by Francis (1973), a summary of a larger HEW

report. Weathersby (1976) and Fife (1974) sum-
marize the avallablhty of data in large-scale data

* bases; while Hoffcrbert anti Clubb (1977) exa ine

the potential of soctatscitive archlves

i
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Evaluation studics of ip ltntmns which lmw Im-
plemented such (informatiagal - tools as CAMPUS
and  Resource \'(Lquuumnts Prediction Model
(RRPM) would be useful. DLan(lCllt valmblcs in
such studies might be: ‘

(1) Original wd.sm(fur ilﬂpkﬂlﬂlhﬂiﬂﬂ.

(2) Extent to which the fool was modified for

institutional use.

v

'Value of Research

(3) Cost.

(4) Tmpact on decisionmaking.

(5) Perceptions of overall value,

More general surveys to identify types of data
most frequently regarded as uscful in decisionmak-
ing, by type of decision to be made, would also be
helpful. Survey research, to measure the extent of

agreement among administrators as to what the

most important magagement problems are, and the
priority ranking among them, -would be similarly

’ v
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uscful. Careful control for type of institution and
administrator would, of course, be important.

Specific indicators for diagnosis of the present
health and future vitality of pnstsu.ondmy educa-

_tion are,numerous. However, there is a need for

- work in sevdral broad areas:

(1) Further analysis of the relationship bLtwecn

Tabor force requirements and the demand for post-

sccondary, cdueation.

" relationship

(2) Othek factors .presumed to have a causal
ith postsccondary enrollments,
(3) Indicators of rescarch gnd service demands

‘upon postsecondary edacation.

(4) Indicators of the full cconomic hca}(ﬂ of an
institution, going beyond current revenues and. ex-
penditures to include recent and uxpcctud changes
in capital values. .

In addition, investigation into’ mehns of dcvclop
ing professional consensus on, and acceptance of,

‘selected indicators would help to increasc the use of

. this type of managcnmnt tool. K

10. INFORMATION NEEDED FOR FEDERAL AND STATE PLANNING

" Research Questions[Hypotheses

(1) What kinds of postsccondary education in-
formation are nceded by Federal and State agencics
for Jprogram evaluation, program monitoring and
adplinistrative control, and policy analysis?

(2) What kinds of information arc now avail--

able to these agencies?

(3) What is the varidnce between the informa-
tion available and that critically needed?

(4) What use is made of the data by Federal
and State ggencics. and for what purposes?

Problem Situation ar‘d Expecto(l

ta

tween asségsment of analytical needs and data col-
lection decisihs (c.g., relative_to the Burcau of -
Economic Analysis in the Departmcnt of Com-'
merce). NCES 1<; only illustrative of ‘a problem
which exists in nfany State- Ic{'c_] agencies which also
collect *information on postsccondary education.
Data are collected with little recourse to a carefully
conceived theory, model, or rationale for 9’&

Generation and use of |information” in post-.
secondary education, as in most other scttings, rep-
resents a challenge. Rescagch suggested by the ques-
tions and problems -outlined" herein can ‘approach
the need to better understanding of information
rcquiremgnté; transmission, uses, cost-benefit limita-
tions /ah"’d the interrelationships involved.

The Natlonal Center for Educ‘ltlonal Statistics // , g A
N NCES) appears to achicve little interaction be- 7
: ) . . C' by
EKCB | | Y
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Relevant Previous and Current Research

y
.

Identification of information needed for planning
at the State and Federal levels is linked closely with

questions of differéntial authority and responsibility

(addressed in Topic 1), and with identification of
areas or sub;u,ts of planningg€hancy et al, (1976)
address some Of the issucs,
‘National Center for nghcr, Education Manage-
" ment Systcms (NCHEMS) projects have attcmptul
to develdp State-level information bases and have
given attentiony mqre recently to Federal-level in-
formatien’ nccds é

arak (1974) and Mann ¢t al’

(3975) survuyud the status of information sygteﬁj‘\

vclopmcnt and usc. Purvcs and Gt nny (1976)
have studicd information systems and alyscé'at
the State level. Lawrence and Service (1997) review
broader issucs of quantitgtive approaChCS to higher

. education management,

Dresch (1975) and »Mason (1976) assess com-
puter-based models for higher education. Hulji(]
(1975) has examined the impact of NCHEMS on
its constituency Chabotar and Zelan (1976) pro-
-pos¢ a more comprehensive plan for evaluating the
impact of NCHEM
[implications for &
officials and higher ¢ducation has been conducted by
Eulau and Quinley (1970) and Quinn (1972) re-

r, Several résearch efforts have:
planning. A study of State

ports on the goals ofMassachusetts as pcrccxvcd and"

preferred by maJor decisionmakers.
Wcathcrsby (1976) summarized the availability

""\ of large-scale data bases, and Hofferbert and Clubb

‘;ﬁ( 977) examine the appllcatlons and potential of
social scicnce dafa archives\Questions surround the
. analysis hnd use of informatﬁx beyond questions of
identification and collection. Caplan (1976) has
studied use of data in policymaking at the Federal
level. What constitutes relevant policy analysis. for
higher cducation at the Federal level is discussed
by Lynn (1977): |

Qo ‘

2

Management

Of 'morc theoretical and conceptual interest,

Wilson (1974) has identificd four environment

planning sectors: social; “political; technological;
and u,onomic Galbraith (1972) diycloped an in-
formation proccssmg model pf orgamzations ‘'which
ad\m)wlulgu the role of hicrarchical authority and
planning, ' \ .

b : ,
Research Guidance

The kinds of rescarch, which migln be under-

taken are many. One is a survey of the perceived

information needs. of selected Federal - an tate
agencicspas well as an assessment of the purpos S
for which thcy need it. Another is a study of cvalua™
tive uscs of information by these agencies. On the
supply side, NCES collects a large volume of data
from postsccondary institutions for primary usc by
Federal agencics and Congrcss as well as for use by -
, States and others in the cdlicational community. The

,«adcqmcy and actual use of.these data in Federal

planning and evaluation’ activitics apparently hds’
mvt been cxamined in detait. Hours of labor and
«other institutiont resources are dcvoted to gencrat-
ing this information, and additional hours and re-
sources are devoted by NCES to processing and
analyzing these data. In view of thesc expenditures,
an assessment is needed of the actual use and ade-
quacy of this information.

A comprehensive review and case studies of the
cost and benefits of information now supplied to

selecled State agencics, might help to put this topic .

into better perspective, and help to answer some
questions aboghe links between information and

~ decision processes.

. Another potentially profitable course of investiga-
tion would call for three sample surveys, at the Fed-
cral, Btate and institutiona] levels respectlvely, to
assess what educational program managers percelve

«as their - ost crucial management information needs.
These surveys would cast questions into the follow-

4
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"ing six types of inforation to determine which -

artas of information systems development deserve
the most attention gt cach of the three levels.

.

Organizational Frame

Time Frame

past , M_rnal external
present ~iinternal external
future 3 internal . xternal

7
1
r

-8

‘Whether or not it is possible to identify a common

core of data which would be crd‘cial to a large group

Sclected Research Topics

of educationt managers at Federal, State,. or institu-
tional levels, is open to question. It may be that the
most uscful information is problem-specific; that
appears to be the evolutionary experience of
NCHEMS and other agencics struggling with man-
agement information problems. Many mofc-.tl{an
three surveys, focused on more specific groups of
postsccondary education managers, might ‘be nec-
egsary. Surveys of this type should makedt possible .
to ldClEf)’ the largest gaps and the most crucial
arefs of need. It might be necessary to make these
inquiries by mamgement function, such as opera-.
tional control, resource” acquisition plannmg, or
budget plannmg

11. INFORMATION FOQ{ANAGERS ON PUBLIC ATTITUDES TOWARD

' POSTSECONDARY EDUC T{”ON

' Research Questwns/Hypotheses

(1) ‘What "arefthe general- and COntmumg areas
. of public mtcrest in postsecondary education?
- (2) How ctin “institutional managers gauge the
| understanﬂfﬁg and atti )ﬂdcs af the public.on gchral
issues or specific local issues?
(3)\How can more information be gathered and
" kept c%ent at rcasonable-cost? :

\

B

i’rdblem ﬁMnd Expected
Value of Research -

\

There is qverlap betwcen this topic and Topic 8. -

\

~ but for the most part each institution begms\anew

As suggested\under Tepic 8, collegé -administrators ~ .

| typlcally have little more than their own pgrsonal
-sampling of information about public pe%ﬁ

and attitudes toward the college and its operatibns.

~ In establishing institutional pollc1es and deciding -

important issues, managers need more comprehen-
sive and reliable data on the perceptions and atti-
tudes of their public constituents. Ad hoc syrveys,of

~many kinds have been undcrtaken by mstltutlons _

)

Q

7
. .
» R [

Most ad hoc surveys could  be improved thl‘ough
-development of professnonally»desngned instruments ™
which lend themselves td* adaptation®by individual
institutions. Development of a comprehensive set of
sophist’icated an$ ‘well-tested survey research instru-

‘ments whick, could provide this kind of information

can hardly be borne by a single collegg or university.
Neither is any national sample ¢f pubtic under-
standmg and attitudes within the means of one or a
few institutions. - ' Cop

The ultimate: purpose of collecting this type of
information would be to provide colleges and -uni-

vérsities with a more complete and objective picture -
~ of the constituent views which. make up the institu-

tional environment on- a given set of educational
issues. Use of such data would assist marfagers both
in policy formulation and in specific decisiony, by

- making them better informed in critical areas of the

5

istitution’s impact upon its publics. Better knowl- ’

edge of dominant constituent attitudes can  also
assist in developmg more appropriate national and

“
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State policies, both to accommodate to public atti-

tudes and to seck to influence them. Corporate and

Federal policymakers have used this type of infor-
mation in their planning, but the practice is not
yet common in cducation.

Relevant Previous and Current Research

\.\- The nced for social information -regarding atti-
tudes and behavior has been identified by Wilson
(1§74) as’a vital cc)mp()ncntzbf. planning and fore-

casting. )
Attitudes toward the co(( and value of higher
education-were identificd in the 1960’s (Campbell
and Eckerman, 1964) and the impacts of a college
degree assessed by Withey (1971). Popular atti-
tudes and research findings have been compared
© (Shulman, 1976). -

The devclopment and use of social and cduca-
tional indicators has becn advanced by many (Baucr

1966, ETS 1975, Evaluation 1972) but questioned,

‘by some (Francis 1973). A survey:based approach
. to organizatiOnal“devclopment'is outlined by Bowers
- and Franklin (1977). Marketing tcchmqucs for
- non-profit institntions, increasingly. used in higher
cducation, are sct forth by Kotler (1975). Assess-

ments of availability and usc of managemént data *
(Adams and Schroeder 1976) rwcal very little use

“of public information. ,

From the public echool scctor Campbcll (1976)
and Stanwick (1975) report on dltc“patlvc models
& for citizen and cqmmumty partICIpatlon in policy-
making and decision making. Goals of ‘major higher
education and government decisionmakers in Mas-

sachusetts have been identified and - compared

PR Y

Management

(Quinn 1972). Rothman (1974) hasssummarized

social research hndmﬁs and articulated action guide-

"lines for planning and organizing for social changc,
many community-public guidelines are identificd.

iy o :
Research Guidance 9

At the broadest level, national sample surveys
might be designed and implemented to repeat past
inquiries of various times and types in an attempt to
identify the long-term, recurrent, general areas of
public interest in postsccondary cducation. Proto- B
type survey instruments might be designed for peri-
odic usc in ascertaining national attitudes on post-

“secondary topics, so that the actual.subjects of the

attitudes could be changed from one administration
of the survey to the next.
At the. institutional level, an attempt might be

» made to collect and analyze available institution-

ally-adminiéter’cd survey instruments in cach identi-
ficd arca of enduring /gublic interest. On the basis
of this analysis; specialized prototype survey re-
search instruments could be. developed for institu-
tional use, with recognifion that the prototype
would be modified by the individual institution ac-’
cofding to its own epcuﬁc needs. Finally, each in- ~

.strument might be tested through appllcatlon in

about 10 colleges or universitics, and revised as

necessary. | ’ | |
Projects in this arca should be designed to make

profcwonally prepared ipstruments available to the

individual college , %}umvmli af ﬁ‘(?w\c }/ and

actual. uﬁermation throwgh natignal lcvel data CQI

lection. T LI e ey
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