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. ABSTRACT . . Co T o o

. . . Experiences of the 1970s apd.prospec§§jfér the 198@5
of colleges that had undergone -enrollment decline and/or financial
cutbacks were surveyed, based .on visits to 20 colléges and

B universities in 11 states in the Northeast; Midwest; and South. Some
. of 'the .strategies to resist and overcose decline have potential for

success in a vide range of institution's, and ‘the following approaches
are generally low-cost and easily isplemented: retentiod prograas :

. that deal with margipal students through special counseling and *
remedial orograms and those that deal with studen who may be .
dropping out -for other than academic reasons; ilé??ving student life
and campus climate; tightening standards and attricting bright
.students: and attracting new ‘sources of révemne. While the decade of
the 1970s was predominantly one of resistance to enrollmeat-decline, -
institutional leaders in the future increasingly will need to seek
ways .to adapt their organizational structures to a smaller scale of
operations.. Adapting successfally calls for careful planning in
anticipation of Hecline, defining institutional mission, developing )
cost studies,, and monitQring tenure levels. A sophisticated: drray of
planning tools is needed to adapt successfully to decline: they aust :
be applied to a process of internal reallocation of ‘resources or '
contraction in absoldte size and scope. A commitament and.consensus
from the faculty is important in initiating major reallocations or

_ cutbacks. Reassessment efforts also ifvolve developing review.

criteria. Adjusting to a smaller. scale of operations involves ‘
adjusting sta;fing practices, consolidating administrative structure, =
eliminating academic prograss, and limiting course offerings of ' ‘
existing programs. The responses of specific colleges and

universities are briefly described.‘(SG{ . d
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o~ Durmy the past-two years, SREB has been.conducting & broad-based resear?ﬁ project concerned with no~growth in higher
R edmalwn Supported in part b_) the Furd Foundation, the project has examined the institutional managemmtproblems facing _
M wllcges andwnn ersities and the public polxa) issues confronting the states as the result of enrollment decline and finaucial
. cullguk.s The following discussion ts aduptedfrom a chaptér i ina forlhcommg SREB/J’}se_) -Bass book on consolidation and.
<O retrenqhmeut in }ugher educauon s & - . .
o R . \pc . : R
C'.'J' . Thc hlgher educalggn comyhunity mc%s the prosSpect of s 0 F Causes of Decjme
TiIQ significant cutbacks. in theXyext 20 years. Whether that’ Before addressing lnstltutlonal responses to decline, it is
" « contraction lS the- resuit of cllnes in enrollment or ln . lmRortant to undersfand the causes for diminished enroll-
governm@tal support; there is ample .ckperience upofl ‘meny and resources. The natural institutional géaction is to
which to draw. DespiteTantinued growth in totalenrollment * recict impending dgclings, andaot withoutteason. Many of
_during the 1970s, the Carnegie Qouncil on Policy Studies e causes of decline —. even demographic ones — can be
. rgportedin 1980that 29 percent of all postsecondary institu-  manipulated in varving degree to she instifutions’ advantage. *
tions experieiiced:enrollment declifies from 197010 1978. In.  piscussion of diminjshing enrollient has concentrated on .
the private sector this has been severe enough to-result | inthe  4he declining college-age population, but d€mdgraphic pat- )
closing of about 100 institutions during the decade: An even terrs vary substantially from state to state — and even within.
“ larger number of colleges and universities havé expenenqed states. , Other conditions al$o can have great‘ impact on
.the imbalances which accompany enrolimen, shifts among jntitutional enrollment and resources. Competition from
programs, as students have sought out occupational fields  other institutions, changes in ‘state, and fedesal policy, and
» and shunned the liberal arts. Regarding financial suppor; it mstltutlonally specific facters, such as public yeputation and
was"a dgcade of ups and downs, as state revenues fluctuated e mix of academic programs, have often exerted negative
with the economy and tuition increases failed to keep pace or positive pressures.
e o o of s v Impac of Publc Pley Changes. The feve of ol
retrenchment when revenue shortfalls ahd midyear cutbacks ment depends\to a gregyéxtent on the support and incentives ,
. followed the recession of 1974-75, the lgss severe downturn . C et o
"4 of 1979-80, and the recent tax-cutting lnmatlvcs in some ‘
states. g ° A
N The cxpcnenccs o'f thie 1970s: and ‘the prospects for the ~ :
1980s led the Southern Regional E‘ducatlon Board (SREB) . 1 SSU @S
to examine more closely the responses of colleges whichhad
N already undergone enrollment dcc‘me and/or ﬁnancnal cut-
. backs. SREB staff and consultaijts visited a'totalsof 20 } } j Y
y lnstltutlon§ in.11 states in the Northeasts Midwest, and South ln ]]L 1 T e U(’ u l( n
. — public and pnvate institutions, small and large. These
;“’_ incluled institutions in states such as NeW York and Wiscon-’ )
J“ sin, where past experience with declihe was fairly wide- | .
g‘o - " spread, and in statés such.as Texas, North Carolina, and
Georgia, where decline had beem more selective. In the
t publit sector, the SREB team was led more often Amn nétto
Q medium-sized, nonurban state, colleges #hd ufiiversities
) whioff had been cspcdlally affected by the increased com-
< petition for students and by changes in program interest in
W the 1970s. The team’s case studies illustrate a number of “
: by substantial and creative approaches to the management ¢f
: decline, refuting the folk wisdom that threaténed institutions
universally have been unwnlllrig or unable to deal with
., " adverse conditiong. . i - - .
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elgarly the case i the 1960s, when.public policy had a
si nt positive impact on the participation rates of
+ Blacks’ and other minorities as the result of federal financial
"ad inittatives. But policy can just as casily have a- ncganvc
impact gn ‘egrollment.-Draft-induced enrollthents, for exam-
.ple, declined following the end of the Vietham War. Enroll-
mehts also have declined as a “result of cutbacks in state
suppovtB Policy.can. have a redistributive effect as well. As
‘white colleges were opcncd 1o blacks in the 1970s, cproll-
. mcnt uro“fh in black collegts began‘to slow. \ ¢
L]

Internal Factors. Despite these exterrial mfluénces, the
SREB study found that in ‘many cascs the, management
«decistons which shaped an-institution’s academic, physical,
‘and social chrate were the key factors leading to success or
fatlure 1 attracting studunts and 1n rc.spondmg to cxtcrna}
contlitions.

Imthe “regional” state collegcs and universities that were

: studlcd the academic program mix was found to be critical.
Those msnxutwns which-had been successful 1 in diversifying
their of feningy beyond teacher education and the liberal arts
had often recovered fram the,decline of student interest in
.these two are,s. some institutions, on the other hand, wesc
suffering from negative feactions to miisdirected clrriculum
« npovauons. interdisCiplinary programs which_eventually
failed to appeal to stidents, acadcmlc schedules which broke
v, up the traditional semester or quarter term and caused
’ : - ‘confusion amang prospective students, new programs, such
. as law- enforcement, which provided a sudden igcrease of
-enrollment from a target group of students 2nd tien an

. equally rapid rcducuon when the markeb was saturated.

. Beyond academnc pragram mix, the public perception of

an institutions reputation plays an important role and, in

¢

-
L3

. « perception, whether accurate or not, had caused cnrollment
{/‘ dechnes. Negative reaction to reports of heavy drug hetivity
OF,CUmpus vnolcnog for.instance, hngcrcd on long @ aftcr the
initial coverage in the media. »
. While many of these factors probably had some lmpact on
, enrollments of new students, -the social .and academic /ch-
. * mate on-campus affcctcd the refention rates of s(udcnts
already enrolled. A “spiral of, declin¢™ was,obecz«cd in
. some casgs. where decline fed upon itself. A statc revenue
. cnists or adrop m freshmen class enr lments led to expendi-
ture cuts resulting in physical detenioration of acampus, cuts
mn counschng and 1n student services. personne] cuts, and
sagging merale among faculty who remained. This. in‘turn,
affected the amtudcs of studcnts as they witnesSed the
dissension and deterioration of sérvices which accompanied
retrtenchment. The results were declines in retention rates '
. and another round of retrenchment. . *
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Resisting Decline

Of the institutions studied, few were” corifronted with a
stmple enrollment and.or fiscal decline gauscd by a single,
‘ clearly ldcntlﬁablc factor. In most cases,” @n interplay of
.externah and internal forces caused, the spiral of decline.
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*  While dcmogmphu. forces were largcly beyond institutional
. ’ . Vel ‘ N ‘e
Q - \ . A\ 3 E o :
ERIC - ¢
, v L R

L—

K
proyldu.l by lm,.nl state, and fedetal 1,ovcrnment This was

. which they couldsariipulate and influence Often institu-
tions did not qCt untll the préblems were sa 1bundantly ¢lear
that prcmous opportunities had been lost to ameliorate the
problems by carly, decisive action. >
ost institutions have developed mixed strategies for

dealing- with enrollment.decline, with clements both of
resistance and -of adaptafion. \nstitutions “clearly prefer °
measures {0 resist decline (such.as séeking new Students and
new sdurces of revenue) before they pursue ways to adapt o
a smaller scale of operations*(for example, cutting programs
and faculty) Whllc the satisfactions for-institutiénal leaders :
arg greater’in stratcgw which seek growth so ar¢'the rigks
College often require a long lead time.to develop consensus
ovgra need te retrench. Presidénts  may wait too long or feel
that only a crisis situation will aliow them to_cut expendi-

tures. Even if the inevitability of rctrcnohmcm is accepted ;

_ however, instifutions may continue.to employ stritegics to

lncrcasc their cnrollmcnts within reasonable limits. :

* Some of the stratcgles to resist and overcome declinc’have
potential for success in a.wide range of institutions Unlike
approaches that call for extensive new program develop- -
mept, however, those discussed befow offer the advantage
of generally being low-cost and casnly“lmplemcntcd

’ .

Retention, In institutions experiencing enrollmcnt de-
cline, retention*may be the key issue in enrollment panping.,
not just as a way of increasigg enrollment but as a nectssary
means of dgaling with greater numbers of low-ability stu-  +

“dents_on mi@wy campuses. Many institutions in the SREB .
study wege making at Jeast modest efforts to deal with:

control man:u/n:‘t‘l'truons rcsponded slowly to thosc factors

o

“
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and remédial progrants. Not finding the necessary teaching *
. skills among jts own faculty, one fnqmutlon had turned to the.

v
several cases, ddmunstiators reported that changes in this¥. cmploymcnt of local high school tcachc.rs Despitepressing

. *needs in many of the four-ycar public msmuuong remedial
progrz( fs suffered from poor support from the ‘state. As
* Lyman Glenny rcccntly noted, states have failed to designate
remediation as a.major-fole of specified inStifutions and to
provide the commensugate support. The result is a dilution of
cffortand * fallure an almost foregone conclusion in the vast
majonty of cases.’ . . L
When refention programs deal with students who may be
dropping out fdr other than acadeiili¢ regsons, IhLy arer
generally more successful. Western Carolina University i%_
an example of an institution which, when faced with high
attrition of freshmen who were thlblc to return, undertook
a detailed analysns of retention (sce Flgun. 1) and.used the
findings to implement several changes in institutional prac-
tices. Emphasizing that retention efforts would be aimed at
academically able’students grcatly incrca&gj the legitimacy
‘of the effort withfaculty. What distinguished the Western
-Garolina program frog other cfforts was lts'com;frchcnqlvq
involvemeat of the eptire institution. Findings were submit-*
ted to a um/crsny-wxdc,’rctcnuon committee, composcd of
stpport staft, senior administrators, and faculty, which
_made rccommcndauons f8r changes in inglitutional practice
"When the institution found, for examplc that attrition was |
° highest among freshmanvho were undccndco about their
academic programs, it devised a carcer- planr)mg effort with
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retention of marginal students through special counSeling - e
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Y * tended to’ adapt better to the relatively isolated mountain,*
location of the campus, and re-cxamined
1n arcas where attritiont in the freshman yeaf was Ligh.  ° -
Improving Student Life and &ampus Climate. It takes
- no special insight to know that the best recruiters (and the ,
cheapest) arc enrolled studeitts. As with a good movie,
word-of-mouth news spreads rapidly as students retufn to
thair hom‘catoﬁ.'ns: cither to praise or to damn the food service,
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substantial faculty involyement to work withrthese$tudents.  sociai life, or’faculty. Yet, student services and student tife
. y b ; : \ y. TE SE ! ;
) The admissions office began morg aggressive recruitment of . are ofter the fitst casualtics in a rettenchment climate. The
. rospective students from the western part of the state, who major thrust of* several successful 'strategies sto combat
prospe pa ]

decline emphasized the quality of student life For instance,
University responded to complaints about
its food service and dormitory, life by involving studeats in
sctting policies and by turding over the management-of, the
food service to a private firm. Winthrop College inn Sputh
Carolina placed great emphasis on a strong campuswide
intramural sports program and on a general strengthening of
its studc':r'lt affairs acivitics.




dong suffered financially from its image as an clite *
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. Tighteming Standards ahd Attracting B’nght Students.
Some of te institutiorls visited were gradually raising their
" admissions and retention.-stardards, which -they believed
would enhance their reputations and attractlveness to pro-
K spe.uve students. Othets, were espetiaily ‘interested in
i L.craating scholarship and honors programs tg attract bright
students to teir campuses. The College Q)f Charleston
¢South’ Carolina) has initiated an honors program with
tigorous curriculum requircments and special seminars.
Programs to attract bright.students are not a “quxck fix'* for
"nrollment problems, however, and, if ovcmmphaslzed can
. often conflict with an institution’s goal to attract a ¥ braaddr
constituency. Once attracted, bright students must pc chal-
lenged, or they will depart dissatisfied, and the word will
-travel back to hlgh school guidance counqclors
Attracting New Sou,rces of Revenue. College prcsit}qnts
! . have always been onthe lookout for new sources of revenue,
: but with decline thcnr vision has sharpcncd\ It was surprlslng
tq find the: high degrec of interest among the smaller’ publlc
colleges and’ universitics i raising private support from
local areas. Some of Ithcsc efforts were hampered by a lack
of organization and of an effcctlvc strategy for dpp(oachlng
*potential benefactors. One succcssful cffort was at West ~
Texas State, which had undcrtakcn an aggressnvc campaign
for private support to be used for stuglent scholarships and t6
provide tuition waivers for faculty dependents. The most
effective example of fund- ralsmg in independent colleges
was‘at Quce'ls College in Charlotte, North Carolina. This
small women's-college had txperienced significant enroli-
ment dechine and faculty retrenchment in the 1970s and had’
‘girls
school”” which did not warrant the support of the growing,
corporate commlmity of Charlotte. Without ‘abandoning its
pnmary missjon as a liberal arty college for women, thc«
institution, engaging in some imaginative risk-taking, im-’
plcmentcd a small, sclective, coeducational graduate pro-
-gram in business {which_cnlisted some of the communitys
captalns of industry as adjunct profcssors ) and an aggress:ve
continuing, cducatlon program. The results have been an’
. ", enrollffent’ rcsurgcncc inthei msmuuon ’sliberal arte college,
popularity,-of its new programs beyond expectation, and
signjficant broadening of its financial base through lncrcascd
.alumni and corporate glvmg
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Adapting to Decline .

While the decade of the 1970s was predominantly onc of d
. : resistance to enrollment decline, institutional leaders in the
fu.ure increasingly will need to, seek ways to adapt their
orgamzatlonal structures to a smaller scalé of operatigns.
Adaptation does not mean resignation, however. Adapting
succccsfulry calls for more than mcre-cumng of expenditures
in the face of revenue shortfalls; it also_calls for careful
plapning in 1 anticipation of decline, so that both the timing
and the nature of contraction can be controlled.

s, ~Using Plann}ng Tools, The SREB study set out to find

*  cases where adaptation to decline was tdkmg place in a

planncd and rational manner. The most succes8ful responses
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to dccllnc have been those whlck('untlcnuted ch(m,ce in
student charuetcrmlcs, program interests, and level of en-
rollment throughthe development of extensive enrollment
planping. information. In several institutiops enrollment
planmng has been linked diréctly to contraction strategies.
For instance, the State University of New York College at
Plattsburgh used enrollment projections for cach of its
progranis to cstablish a long-term rcallocutlon schedule and
enrollment caps for some programs. ' At Goucher College in @
Maryland, state-by-state projections of high school gradu-
ates and carcful analysis of futurc. market shares were the
starting point of a cumprchcnslvc sirategy for deallng with
decline. N

* At the state level, the system ofﬁccs and coordlnutlng .

boards,_with the most well- -developed enrgllment pro;cctlonq
also havg been those with the most ad%anced contlngcncy

)plans for contraction. Analytic packages developed by state

agencies have provndcd comprchcnslve .detailed lnformw
tion and apalysts on all institutions in the state. The progess
through which state aggncies and institutions have discussed
tr;mds and conditions, modified pro;eulgns ‘and discussed
\ ‘ways of assisting institutions n coping with the likely future
hus bccn a significant conquousncss raising actlvny

»

Defining Institutional Mlssion. While cnrollmem plan-
n\ing may pinpoint the time, degree, and,type of inipact
whgch can be expected, it offers few clues t& ho\v .an
institution should actually [cspond .For this. stitutions -
must\ rn to a closer analysis of their owh institytional goals ,
and prybrities. Unfortynately, the all-embraéing, gauzy mis-

s s(atcmcnts of\thc past have offered hittle assistance to
mqtltutlons"’\gwppllng with a (diminished, future. Thus a
sincere apd direct assessment of the umvers.\t) s mission ls a
kcy'lngrcdlcnt in plunmng> for decline. '

One way, in which institutions have “u‘lscovcrcd" their
missions. is [through a more systematic’ cvatuat.on of the
quality, costs, and lmportancc “of their |nstltutlonul activities.”
Program review 1s not a new activity in higher educatlon ifis
Just a more rational-and analytic_process than the one wliu.h
seryed the institutions in the growth years. It can be con-
ducted in many v/ays, using cither external or interral
evaluators, and sometimes has been crigicized as an expep-
sive, lengthy process with few tangible returns. One of the

_ problems with external program evaluation is that it often

focuses on jssues of quality rather than on the “‘centrality”
of th¢ programt tdsthe institution’s mission, which is 3
determination that often.gan be made only by facult'y and
admlmstratorq from the institution itself.

ﬁeveloping Cosﬁ*Studies. Dctermlnzmon of resourcc
adequacy is an important planning) tool in adapting to
decliné. Measures of student-faculty{ratios, support-dollars
per credit hout produch #hd similar indicators are being
widely used by institutions to idcntify programs which gge
ovetfunded. Compamons are made in two ways — .between
dlffcrcnt acad?:mnc programs at the same institution and
betwéen progams in k partlcular dmlpllnc at g‘lffcrcn;
lnqmutlons

The SREB %n‘tﬁ' found that data for interinstitutional
cor'npansdns wiere being “shared in formal data exchange
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drrang,cmcntu dmong z,ruubs urlnsmuuons whlch had de-
+ fined themselvesas “peers,” ,or through state and regivnal
analyses wherg ,mdmdudfs outside_the institutions had

fdllurc to develop commitment and consensus from facul Ity.
. In many public institutions, administrators were th even
* ajtempting such efforts. This Was especially true in “States

grc uped nstiutions for comparison. Cbmbmcd with nopw where,state agencies (whether system offit fees or executive

quanutatwc cansiderations. these comparisons were h:g,hly
. usetul in identifying areas 1n »\hu.h shifts 1n enrollment had
led totesdurce imbilances.

Monitoring Tenure Levels. Because the strategies which
effectively cope with shrinking enroliment can involve
personnel cuts, much of the planning activity observéd i in the

' SREB study was directed at gaining more detailed informa-
tion on the composition of the work force in L})Ilcgcs andron
the impact.which changes in personnel policics would have

. on the institutions’ futare ability to respon‘d- Ana]ysns and
monitoringof tenure density were key mgrcthcnt< in those
institutions. which were, prcparmg for substantial cuts 'in
facuity over ‘the coml“rvg years. These actlvities are abso-
Iutc‘ly essential for institutions needing to cut back, and for
those attcmptm{, to figd out wheré their ﬂClelhly Ixce even
ITdcchne'ls not imjhent.
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.Fieassessing Priorities -

Institutions of higher education need more than awﬁhiqﬁ
cated array of plannjng tools to adapt euccc%fully to declitie.
They must apply those planning tools to a process which Can
fund new ;growth through an internal reallocation of re-
sources and/or prowdoa.way of contraction in absolute size
and scope.-Reallocation has long been used by lnsﬁguuons
implicitly of explicitly. to mamtam balance between re-
“ sources and demands on -academic programs. Faculty post-
tions are normally the unit of exchange-and the jinnual
. budget process is the wehicle. Some institutions focusjon the
— need*to earmark, funds fai new program developmeht and-

have set up pools of funds for which departments campete

with new program ideas. N

Whlle rcallocauorz,_proccdurcs controlled by central ad-
ministrations have worked well in msmuuom cxpcncncm;,
moderate cost-revenue  pressurss, severe declines have

‘called, for- more comprehensive approaches, wwith wider

participation.; The ¢ ileges among the SREB cases S which

had concluded that~**something drastic had to be done’
reached that conglusion in a variety of ways. For some, thie
signals were clear and unavoidable: cash flow crises follow-

,Ing years of deficit spending in: private institutions ‘and

“mandated cuts from state budge: offices in public collcges

rcqulred some institytions tosunderfake swift and decisive

action.<In mstltuhon)j where the impact of decline was less
apparert, reassessment efforts were often aided by external
stimuli. At the University of Wisconsin, campuses had been
alerteebby careful planning accomplished at the system level;
the system was:prcssurcd by the governbor and Icglsiaturc

Private college presiderts, often received valuable supportas
«well as.prodding from active board members. Still othcr

Institutions were inspired to action by the afrival of new

presidents — outsiders who brought fresh pcrspccuvcs ind d
. .sense of urgency
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- Educating the Faculty. Ond of the major stumbling
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blocks in imitiating major reallocations or.cutbacks-has.been.. .
* @ .

branch budgét offices) held tight fiduciary control over the -
campuses. In more dc«.cntmhzed public systems and in ~
prlvmc collcgcs with a tradition of, faculty governance,
*‘¢ducating’’ the faculty was an important rolc of thc presi-
dent and the dean.
One fascinating example of how this cdu(:aucn proccss
can take place was found in a public §ollege. When distus-*
sion of impending layaffs 1n the mid-1970s was greeted with
skepticism -and surpris by the-faculty of the Univérsity-of
~ Wisconsin-Platteville, ddnumstmtorsmoncludcd that uf the., [,
future the dnalys:s which led to retrénchment dcus:ﬁns. )
should be done in the open-and t.hgy the circumstances facing
the college.in the years ahead should be widely known. The
result was the *"Platt Map,™ a public dlspf;y of infarmation
. on characteristics. pcrfornmncc and costs of each of the
nstitution’s 18 dcpartmcnts and’s  colleges, ‘Fa«.ujt) domnut-
tees hold thieir meetings in-the ““war room’ cont.umng the”
4‘Platt Map " Departmental companmm are always readily
Jpparcnt SO too are graphs of «.nrollmcnt prejections whose
downward slope fages cach comitte¢ chairman as he or she
of fers _]ud;,mcnts:.nbout budget pnormcs tcnur«. _decisions,
4nd program chdn;,usq , e
1y The process of reas§essment must mvolvc faculty At
+ UPlatteville, an academit, plannmg councit is charged with the
Jesponsibility of an anhual refiew of cach department. At
Vandcrbflt two.parallel reassessment, pancls were formed in’
1979 — one composed of faculty, the other of stdministfa-
tors. Both pancls were asked to, formﬁ?c recommendations
on ways to-fund new programs and make quality improve-
mcnts from the cxnstmg budget.
" Goucher College provides a good cxamplc of an |n9mu~
tion whcse admmmrahon and factlty nave worRed closcly
together to handle the’problem of personnel cutbacks and
prograti redirection. Following years of deficit spending.
this small, selective womien'szollege in suburban Baltimore
underwent “a significani retrenchment in the mid-1970s,
resulting in the dismissal *of tenured faculy. These cuts,
coupled with cnergy-related savirigs. a new investment
policy, and a rcorganized admissions .operation, had
eliminated the annual deficit of the colege by 1980. Yet the
admiistration rerained pessimistig about the institution’s
ability to maintain its market share of enrollments in the face
of prdjections of significant decline in the numbers of high
school grz_lduatcs“from Goucher's traditional drawing arcas. s
The president noted in a report to the board.and the faculty-
that, without major academic changes within the next five
years, Goucher would face the depletion of its expendable
endowment'—,a clrcumstancc which would proBably result
in closing the college: The adninistration put forth a st of
alternatives and appointed an academic planning committee
. to-make an indcpcndcnt assessment of the~ Uu‘gnon The
‘faculty comimittee concurred with the administr? and
advised it to proceed withs faculty retrenchment ¥it out
regard to bnure, but ontly to the degree necessary for funding -
new programs in compyter science and management. Rather
than designating facult) to be terminated, the committee

-
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devised a formula which was used as a gaideline in retrench-  involved, it js difficult for faculty to accept the idea that
ment. While there was bittet faculty opposition fromssome without outside sources of "funding, siew programs and -
quarters, the faculty govcrmnﬁ body as a whole approved  (Gualitative improvements should be jntroduced, at the ex-
the proposed new programs, and dechned to take a stand on_ ,pense of other programs. Further; ijy many institutions it is.'
.. the.question of rehiring the terminated facuty. . hol a matter of cutting low- quall(y marginal progranis but |, ™
"The Goucher ¢ase 1s umque, since these actiopts (disniissal programns which are viewer as Iaudablc ang nceded but too ¢

of tenured faculty being thc most seriolis) were taken pot in - expensive to maintain. . - '
“response to an unmediate crisis but because of projections of The reassessment comnmttc‘c at *Vanderbilt developed
what the future of the Lollubc would be without slgmﬁu.mt seven criteria as a bcncf‘hl'yundchnc in evaluating academic
change . . . programs (see box). With the Vanderbilt approach, program

' ' . judgments do not depend on a smglc factor; rather, a

Developmg Review Criteria. Rcassus’ment effortd  composite picture emerges which allows the establishment
eventually diust deal with the criteria by which cuts will be . of priorities, The first round of rcassusmcpt realloca e’
made. Thlb Of course, 15 & great stumbling block forall  $1'.5 million from administrative services and from athl)/
faculty, who, while.accust med to making judgments, are  tuition subsiyi
unaccustomed to making choices which mean continued  ries and i

_employment and ﬁrospumy’ fdr some of their colleagues and  commy
. Job loss for others. Even.whey faculty terminatons are not tive f

25 to improyements pnmanly in faculty ala-
e library. Al the same time, the reassc Sment
e, which had Lad d’lfﬁuult) mal\lng prcu;}eéuahta-

dgaients ‘about the ingtitution’s many ¢ / emic pro- |

e " bL,‘. v ‘. gramé, suggested several which should be,studigd in thenext
. TN gound of reasscssment for possible cxpuw:io?/or contraction.
. A similar round of reassessment activifies at Southern
Va“d“bm" c"‘te"ﬂof E"a'uaﬁng P"°9|'am3 Methodist University %ch the sawe gc(uch types of*mea-
sures as Vanderbilt did. Generally, tht redssessmént pro» 3
mﬂ:omme?]mm.m W R - cesses in private institutiony hiwe been more /
. How tral I3 this prngramtothe generic ideal o compruhumvc have ¢mbraced grogram dlscontmuanw * -
. atniversity? How essential is |ttothis partlcular Do morg quiekly, and }‘ave Been bo /d/ur i thrust than has been
.nstitutibn? S ~°* thecase in the pubhc sector. A Key difference-is that, while ™
2. 00!“’1 ofthc Prognm [Exoellent Stfong— ' many of the j ubhc msmutm may luvu u(puucn" ed some )
‘
poten )
by!ew insututions" ) f' ] .
. [kodfprtho Prognm lHigh Medium—- Low]. were .:pphcd ms 'tutlons reac hud the du.mon pomt l’hos .
lﬁtondedtobenormatiye,thlscriterion call } who .chose_the/route of ad.lptmg to- o smaller scale of :
opcmtlons facgd the problcm of .ndjustmb pursonncl costs to -
match revenyie. ~This was usually carried out in a u)mblz i-
ton of Wwybs. adjusting staffing practices.. consohd.lz ng )
administ llVL structure, -chmipating academic_ progryms, ¥
¥ ré - and linjfmg course Qllunnp of existing programs. [ ° T
byg!rptnnent of malorshti!g «ogrum.byenrol iment’ L
of ther students, ahd by dém mdfor:hopfogram's S justing Staff'ng, l’:"amcu. While: the courts] have
gqaduateslntheomployment _"'f_, * iay UpJld the right of colleges to terminate contracts, [)n the:
’ vantsge [Yes ) besis of financial exigency, it is understandable that colleges . '
b Mdurly n W}Ltrable aﬂantagosq!t{!a vill wislg to avoid both the trauma and the costy of such
. -program's Specific iocation &t vandsrbin? Gacgr 'a;";b.. . action. Adjusting staffingspractices is the primary solution -
“Vm? mm? Cutural?, Other?“ . available to institutions. Many institutions have increased
coot-ﬁwonuo .hlpo[Favomble—- o theis use of part-time lecturers and’ faculty Gath short-term o)
Unlg\ggpblo] A . ’ commcts, a8 & means both of reducing costs ind df increas-
~ Dta on’stident-facity fatios, ewpermditawr. mg institutional flexibility in the face of possibl¢ retrenchy
' P{m for ammq! -and other "‘Q”W“ U ment. For instance, public institutions ip Wisconsin empley
) ,lr_euqiodtoasu;umeprogumutatusala dnandlel - . ome full-time faculty on fixed-term appointment, who are -
. y L Y A considered expendable in case of a decline. Since these |
“"0 A. .. people perform alf the functions of tenures mu.k facilty, itis .’ .
» /\ questionable, however, whether’ terminating- these faculty
- would be any less traumatic. th.m termin, l{lnb tcnurc»track
faculty,. ° )..
- . ;\nothur way of increasing ﬂcnblhty s by assigning )
- ; < faculty to teach courses outside their own departments. The -
. . . .. e . .
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most prommcnt dxaniple was-found at the Umvcmty of

Vnsconsm Oshkosh. In this case the faculty selected for .

, partml ltqssqgnment were semdr members of departménts, *

, Not juniof faculty stll strugghng for tenure znd perdnent
O departmental affihation. Moreover, the faculty were reas-
signed for no more than 50 percent of their total duties.
Whethet this sort of approach could Be as effective i other

institutional settumys, or in institutions with a heavy graduatc «

program. regains to be seen. Some view such practices as

. cear signals’ of stress which can result in a dechine 1n quality
. NPT fm.ult) move outsldc their own areas of expertise. _

: Consolidating the Administrative Structure. This solu-,

tion was chosen by several publu institutions whose ad-’

ministrative structures lrad growh large and expensive.

. (Geaerally, » the privatdcolleges were a'lrcadyaperatmg with

“lean administrative structure.) This responsc - has certain

adv 3eS: admmlst'ators‘hold shortterm contracts and

cutbackS can be inade quickly. €specially by a\ﬂcw president,

who may be able ‘to consolidate upon, arfiving. A new

ﬁresldcnt at West fexas State™ University, inheriting a situa-

- tiof whereretrenchment had led to, low l‘aculty morale.

climinated three ucc-prcsndcncnes and required eacl. aca-

demic dean to'teach one course’| pcr term (the latter move

probably would receive opposition in a uniona environment).

Within iwo years of amvl}«l at the State University of Néw

" York-Plausburgh, a new presidegt had consolidated .the

central administration and rcorgam?cd the faculties of the

- college decreasing them from five to two, which el.minated
several senior adtinistrative positions. Interestingly: iy oth ¢ -

of thcqc institutions the study revealed a tightly “int grated

, cmanagemcnt tcam whose members welconted’ the added
responsmnhty . ?

* Ellmlhatlng Academiu Prugrams. Eltminating aca-

« demic programs can be a means of concedtrating faculty «

* cutbacks, but there has been gome «disenchantmgnt at the
state lgvel with regard to program terminatiop. Several states
have become suspicious of the activity -as.a cost-cutting

L. - device, after extenpive program revtews climipated count-’

- .less “*paper’” programs which inyolved no personnel cuts.
~;———.When program cuts involve all degrce levels in an institution

. ¢ . ard those program cuts correspond to departmental struc-
ture, cost savings result. At Southern Methodist Umvcrsﬂy
1n 1979. the nstitution discontinued a number of academic
programs.involving 5 tenured and I's nontenured faculty.
Some of these programs were viewed ds high quallty but
peripheral to SMU'’s core mﬁSlOl’l

" Limiting Course Offerl gs of Existing Programs. Lib-
eral arts colleges and smalr}umversntlcs whrlh have diffi-

* culty cutting back their limitéd program offerings
extensively or repeatedly may find a solution ip Limiting the
cowrse offerings of these programs. The first round of
“retrznchment at Goucher College chminated the Classics
Department and major programs in some foreign linguages

« (they remained as service courses), but by the sccond round,
the faculty believed that the essential core should be proteci-
ed. The college compled by ellmmatmg elective courses
(antl\e faculty who taughl them), leavmg. existing majors
ntact.

.

. Whether institutions choose to eliminate courses or pro-
grams, reductions in thc’faculty work force will beiinvolted.
The extent to which attrition is a viable tool for cutback inthe
long teérm or the’ short term depends on the campus §emng
and on certain characteristics of the faculty. Many of the -
faculties studied, especjally at the regional state Lollcgcs, .
were relamcly middle-aged and were highly tenured, which
did not promise much attrition through retirement. And as
the academis market for faculty may decline even more
dramatically in the coming yearsthan in e recent decade, .
the poss#Rility of attrition through turnover may also dimin-  *,
ish. The extent to which attrition‘’canbe ysed largely depends =,
upon the success of the various reallocation® and reassign-
ment measures which enable ah institution to trim its opera-
_tion'whilc still mcctmg its acudcmlc"gonlmitmcnts. N

. Keysto Successful Responses; , .

Higher educanon*standq 1n various stages of readiness for ’
the impending enrollment decline of the ©1980s. For, some,
the experience of the past 10 years | has been'warning enqugh
to cause, prepfhiration of contingency plans which lnc%udc
reductiqn 1n size and scope. Others, sincerely believing that
agy retfeat from growth is a sign of weakness, seck institu-;
uonal:cxcmptlon from the gcncral degline solely througha >
strategy of aggressive expansior. .

Unfortunately, manr‘hstltutlons continue to take their =7
stands on the basis of poor_ information. An-absolutely
esseatial clement in planmng ‘n the context of.a gcncral
decline 15 “substantial information on the size ang composi-.
tion-of*™ futurc enrollment. This information can provide a
road map - for an institution to identify its major resource
difficulties and a way’of mobllury)g the necessary internal |
support fqr makm), qrz,ml' icant changes of direction. Institit-
tions’ where such data were available “and nppmpnately .
distilled and communicated had moze fully devclopc;l con- : :
tingency plans than- institutions where the dma were un-
available, poorly presented, or tightly held by
. administration. lhqmutmns in a growth mode tend to speak ' .

of this type of pluanning as markctn;,. while those cutting ’
/ 4

back call it *“enrollment planning.” Both involve the syme
J

-

[

family of activities the analysis of* the characteristics,
*eOricntation, and gcogrdphlc location- of the stiidents the
college has attracted in the pastjand carr expect to attract in
e future, and a realistic assessment of the GUSCCpllbllll‘y of
enrollracent to institutional policies. When that analysis is
.extended to students already cnrolled and when student
characteristics are related to meagures of ‘‘success and
failure,” the institution has achieved a comprchcnswc reten-
tion’ program upon wl’uch to base changcs in msmutlonal
- practices.

In addition 6 cnrollnfent plangéng, institutions must
carefully evaluate their programs and activitics i light of
carefully . defined nstitutional goals. Add a process ~of

eassessment which involves significant faculty pammpa-

* tion, and the institution has a mechanism for setting priori-
tics and feaching retrenchment deaisions. Facul}
involvement in this reasscssment process is of critical im
tance. While termination decisions on specific pcrsonpcl are
the l‘CprﬂSlblllly of adminjstFation, only faculty govetnance
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dnd adwsory bodhes c,.m give adequate acadcmu. direction to
these“decisions. ' )

The range of cutback strategies developed by institutions
which have undergone decline i the 1970s is impressive, as
15 the degree of reduction which has been attained without
apparent impacts on quality and access. None of the institu-
tions 1n the SREB study, however, had found solutions to the
problcm of low faculty turnovet which prevents the hiring of
new teacheps and scholars with fresh perspectives. Onsthe
other hand, actigh rather than ingction 1t many’ gases had
instilled new \lgo}» at least among the survivors. Butthese
gcncmllzatlon\ gfe Iinuted to a group of mstm;tlons which
. are not threateffed with Jmmcdmtcgdlsaqtcr Based on the |
case"studics, Ahe SREB study tedin offcrs the followm;,

* First, 1t1s apparcnt that no smglc strategy should be n.llcd
upon f(/)/r the entire spending reduction which is n¥eded. A
combij ination of cutbacks®in course offerings, program

- terminations, staf fing adjustments,, dnd adminiStrative
copéohd.mon should be considered. The cumulative effect
" of'the savings,from each strategy-'can be substantial.

» of decline. The best advice may be to plagffor the worst,

support. Institutions which*waste away thelast gasp of
‘growth will be worse off than those WhICh use that timg of
growth to prepare for decline.

» Third, when cmbarl\mg on reassessment and cutbacl\
strategies, boldness is cssential. Incrementalism is .fine
under conditions of ;,rowth but may not suffict under
declines Among the cases studied, it was folind that the

immediate and projected shortfalls and-also to mount new
..programs or enhance existing ones. It is 1his second order
- of cuts which can ‘be the p(m e side of retrenchment.

_sponse to decline.
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. study were ﬁmsndc"tq who were willing to educate,. _cajole, .

- upacceptable poles of unilateral decision making ang indeci-

* confront the challenges of decline In this way, these leaders

- dishez. rtcnmg than retrenchment.

" Further Reading . . ~
,Sc.cond prcmous time can be lost debating the likelihood «

/ and hope for"the best. Early action is needed to mobilize -

most sueeessful-retrenchments cut.deeply_encughtomeet

. Fmally, strom= leadership in can’ylng out tht various ., Stadtman, Verne A. Auulemu A(Iaplalwns.. nghchduca-
strategies is undoubtedly an clcmcnt in a succcssful re- °
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The most effective examples of lcadLrshiF in the SREB .

and inspire their faculties and staffs to face up to the task of
making difficult choices. Striking a balance betwgen the

sion by committee; these presidents and their academic
deans carefully Ipid outthe prospects of their colleges to ¢
‘faculty and worked cooperatively o formulate plans’to

often captuted a wellspring of creative energy in faculty and
staffs, even among those who were personally threatened.
As it turns out, uncertainty an@ mguon are even more. |«

» This edition of Issues in Higher Education was prepared.
by James R. Mingle, SREB research assctiate, and Donald
M. Norris, director, institutional studies, the University of
Houct'on N . - . .
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