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ABSTRACT

, The impact of discontinuing an academic program at
St. Edward's University, Texas, was assessed by measurement on three
levels: first-level effects on students and faculty; second-level
effects on aukxiliary offices and related courses and majors; and
third-level effects on productivity and a profile of majors. Majors
with a h1gher than average cost per student credit hour were studied.
"Brief summaries of three majors (unidentified) chosen for review are
presented One major had only one faculty member and nine student
‘majors, and the program had a relatively high cost per student credit
hour. The second program accounted for 2 percent of the undergraduate
population; the third accounted for 5 percent of the undergraduate
population. In making the decisions, the educational needs of
students, including the potential student pool, and the problem of
faculty tenure were considered important. For example, many nonmajors
are .taking courses in the program; the university may want to retain
some faculty members to teach courses in this area although retaining
no formal major. If only majors take courses in the program, all
courses in the major may be eliminated and all faculty members let go
or given alternate teaching agsignments. In addition, if the students
in a certain program are all om out of state and that program is
discontinued, recruitment may be channeled into other areas. The
study methodology will enable the administration to identify the
amount of money saved or reallocated by program discontinuance.
Faculty salaries, room and board costs, and financial aid awarded are
examples of resources that can be saved or reallocated. (SW)
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ABSTRACT

Academic program evaluation is the assessment of a program
or major along two dimensions--qualitative and quantitative. _ In
times of retrenchment and accountability, program evaluation may
lead to program discontinuance, instead-of program renewal. Most
program evaluations study the program by itself and not in’
relation to the university as a whole. The question the univer-
sity needs to ask is, 'Would the financial'benefits gained from
discontinuing a particular program outweigh the impact discon-
tinuance would have on the various functions of the University as
a whole?"' The impact that discontinuance would have on a uni-
versity is measured on three levels in the following manner:
First Level Effects involve Student and Faculty data from that
area; Second Level Effects are concerned with Auxiliary Offices
and Related Courses and Majors; and the Third Level Effects deal
with Productivity and a Profile of Majors. :Programs to be stu-
died were identified as those majors with a higher than average
cost per stJdent credit hour. Data are provided for three
majors. Comparisons across these programs on selected dara
points illustrate implications of the data points. This aata
may be usediunder two different circumstances. The first would
occur when & university is trying to trim the budget by elimina-
ting programs that represent a cost to the university but do not
have much impact on over-all university academic needs. The
other type lof program discontinuance may occur when there is a
period of dinancial exigency and large reductions in expenses
need to be 'made.

This methodology was developed at a small, private institu-
tion to address specific issues for that school; however, the
model may be adapted by other institutions to suit their own
needs. The methodology was conceived to complement qualitative
data, not to take’its place. '
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ASSESSING THE IMPACT OF DISCONTINUING A PROGRAM

In recent years much work has been done in the area of program evaluation -
the assessmeént of the effectiveness, quality and efficiency of an academic
program (Braskamp,.1980). These three components have been emphasized differently

in various studies. Starkman (1980) discusses the evaluation of the quality of

~academic programs and the different.mode]s~of assessment used. The effective-

ness component is stressed in the evaluation by the Council on Program
Evaluation (COPE) from the University of I1linois at Urbana-Champaign (Miller,

1979) . uThe State University of New York at Buffalo has combined all three

-

i el
components of program evaluation -- quality, need and promise in their terms

(Miller, 1979).

These three componenfs all revolve around fhe quality issue. Mingle (1978)
in his study of selected state reviews of academic programs suggests thét there
are two types of reviews -- quantitative and qualitative. The older type of

evaluative review is the quantitative review -- one which tends to evaluate

such things as the scope of the program (the number of students, the number of
faculty, etc.), the productivity‘of the program (graduation and retention rates),
and a statiética] profile of the students enrolled in this prégram. This type
;f ;uantitative study continues to be needed. ‘Even so, more recent.approéches
have stressed. the qualitative approach which includes the-criteria of. duplica-
tion, efficiency, need and effectiveness (Mingle, 1978).

Theoretically, program evaluation has been conducted in order to improve
a program (Starkman, 1980). In times of retrenchment and accountability,

thbth, evaluation needs to be done with more practical and financial considera-

tions in mind (Harc]eroad;']980). The Educatioh Commission of the States has

a
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recommended ''that the function of program review and evaluation be expanded to
include fn its scope recommendations on reallocation, reorganizatiqn or even
discontinuance" (in Harcleroad, 1980).

Historically, there are two basic. reasons for discontinuing a program.
The first relates to academic viability and the second to cost. When a program
is no longer‘academically viable there are often steps that can be taken Before
the final act of eliminating the program -- the faculty can be changed, changes
in curriculum can be made, and the like. But, when operational costs of the
pfpgram exceed whét the institution is willing to pay, the schoof‘needs to
seriously consider brogram discontinuance. The repercussions that may follow:
discontinuance need to be looked at. This is especially true at sma]l‘collegesn
and universities where they are ''...constantly struggling to maintain a positive
image in order to attract students and persuade potential donors to invest in
the institution's future'' (Rugg, 1980).

Mos t program evalﬁations study the progtam by itself and not in relatinn

to the University as a whole. Specifically, no studies formally consider the

~impact on the University if a particular major or program were discontinued.

"The question from the University's viewpoint is 'Would the financial benefits

gained from discontinuing a particular. program outweigh the impact discontinuance =

would have on the various functions of the Unfversity as a whole?" While the

“concepts of cost-benefit analysis have recently been applied to education

/
(Frost, 1971), this paper is concerned with quantifying the effects of program

.

discontinuance on a Universjty. The,subject of judging the size of those ef-

fects will not.be discussed. A methodology is provided for determining the

»

. impact of program discontinuance.

When a program is discontinuéd, there are different levels of effect that

are manifested. First level effects are those directly involving the students
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who are majoring in that area and the faculty who are teaching in that area.
Second level effectsfare thdse.involving diéferent offices on campus (Financ{al
Aid, Special Services, Housing, etc.) and courses taken in and out of this
major. Third level effects are those that .affect the school in a much broader
manner; i.e., retention rates of majors in that area, a profile of the majors,
etc. -

The question asked by this gtudy is “What would be the total impact on
St. Edward's University if this major offering were discontinued?' Data which
assess first, second, and third level effects for several majors are presented.
Throughout this paper the terms program and major are used interchangeably: |
While majors were studied at St. ;dward's University, the concepts discussed. .

in this report may be applied to programs as well.

. . ) METHODOLOGY

St. Edward's University uses cost per student credit hour as their measure
of experise of a program. The majors with the highest cost per student credit |
hou?ywere selected to be‘incTudgd in this study. Also included was a majo?

ﬁfb} which the decision to discontinue had already been made. This paper

—-=== . presents the methodology used to look at each of these majors.

DESCRIPTION OF DATA POINTS

First Level Effects
The two types of data that are presented. to show first level effects relate
to Ftudents and facdlty.

/
Student Data. Data are presented showing the actual number of students

who would be diréct]y affected by discontinuing this major, and what year in

v , the program these students are. " Information on what percentage of the total

7
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undergraduate enrollment this major accounts for is also given. To track
students' satisfaction or dissatisfaction with a major, data are given for the

number of students transferring to and from this major.

Faculty Data. The number of faculty members who would be directly af-
fected by discontinuing this major is presented along with information on
ful]—time/part-tfme status, rank, salary and whether or not the faculty member

‘ is tenured. VComparabTe'data are presented for the University as a whole, in-

cludihg information on salary outlay’

Second Level Effects

'The major types of data that are presented are data for Auxiliary Offices,
students outgide of this major taking courses in this major and required courses
for students in this area outgide of the area.

Auxiliary Offices. These data encompass the various offices with which

the student; interact. Data on Financiél Aid include total dollar amount of
grants, scholarships, loans and work study for students in a particular major.
Housing.data reflect the number of males and females livfng in dofhé; and the
total dollar amount of room and board fees received. The number of times

these students visited--the-Health- Center-.is-tracked along.with..the number of

/
e

v

tutoring and counseling sessions they attended. ' A

Related Courses and Majors, Included in/}his.segﬁion is a breakdown of
the number of studegts taking courses infphfg area. The number of majors,
other studentg in the'Division, and: udents outside of the Division taking

‘courses in this areé is presenfed.. This data shows the pool of students from

which the major draws. -

Also ﬁ?esented are other departmental areas in which
courses in this major are required or recommended courses, that may affect the
graduation reguirements of all students. Courses required outside of this

(AN .
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major show what the impact of discontinuance may be on enrollment in other

courses taught at the University.

Third Level Effects \ o
The types of data presented for third level effects are a profile of
majors and productivity (graduation“and retention rates). .

Profile of Majors. This section shows how the students in this major

compare to other students in their vaision and‘the student body as a whole
on tBe basis of fbur variables: sex, average age, residence and full-time/
bart-time status. These data have implications for recruitment and the
Univers.ity Mission Statement.

Productivity. These data are comprised of the number of degrees granted

in this major over the past five years plus the retention rates for students
in this major and the University as a whole. Implications concern the effec-

tiveness of this program.

HOW DATA WILL BE USED

Program discontinuance for financia} reasons may occur under twc different
circumstances. The first would occur when-a university -is-trying to--trim-the—. - . womm
budget.by eliminating programs that cost the university but do not have much
impact on over-all university academic needs. The data points collected would‘
al low an.admihistraéor to identify the'majors that employ few faculty, have
few majors enrolled in them and represent an expense to the Division. The
other type of proéram discontinuance may occurAwhen there is é period of finan-
cial exigency and large reductions in expenses need to be made. Programs that
coSt'more than they bring in, and would represent allarge savings if eliminated,
can be identffied. The aim here is to maximize saQings (monetary) while mini-

mizing the numSer of students and faculty who would be affected. While these

ERIC "~ o 2
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objective data points may be gathered, it is ultimately a subjective judgment
és to which programs should be eliminated. There are many intanéibles that go
into making a major what it is. It is the duty of the administrator to take
into . account the intangibles as well as the tangible facts when déciding

whether or not to discontinue a program.

SELECTED PROGRAM REVIEWS

The following is a summary of the three majors that have been chosen for
review. Also included is a discussion of the implications for sef;cted data
points.

Program A. This is the major for which the decision to
discontinue has already'been made. This major had a relatively high cost per
student credit hour and few students. There is only one faculty member teaching
in this area and he‘is not ténured. Since there are so few studgnts {9) in this
major, their impact on the Auxiliary Offices is minimal. EightyLFhree percent
of the student credit hours taken in this major are taken by studénts outside
of this major. One reasonAfor this large of a percentage is that these courses -
help to fulfill the students' University Exploration Requirement. There is a
farée? Eefééﬁtége.of ﬁélékéfﬁdénfé'fn'fﬁfs-méjdr’tﬁah‘TthHéVDTQTéian'ér the
University as a whole. These students are slightly ;ounger than the general
undergraduate population and are predoéinantly from foreign countries. ATF\Q&
the students in Program A attend St. Eanrd's full-time. Thirteen degrees in
)Ehis major have been awarded in the past four years with no growth potential
shown. Because of the small number of entering‘freshmen (approximately three
each yegr), no cdhclusions‘can'be drawn concerning retention.

‘ .Program B. The students in Program B account for two

percent of the undergraduate population. While seven students transferred to

this major from other majors, none transferred out of this area during the

10 o
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Fal.l 1981 semester. There are two full-time faculty members teaching in

”

this major, none of which are tenured. Students in Program B make up three

<

percent of the undergraduate grant and scholarship recipients. They account

' for two percent of the students living in dorms and two percent of the students

visiting the Health‘Center. A majority of the students'takihg courses in this
major ére from this major. Close to three-quarters of the students in Program
B are female ang.they are an average of one year older than the average under-
graduate. A majority of these students are from the Austin area. Three-
quarters of fhe students in this major attend school full-time. Forty-three
students have received degrees in this major in the last four years. Retention
rates for entering freshmen in'this major have fallen in recent years. |
Program C. The students enrolled in Program C account
for five percent of the undergraduate popplation. Three students transferred
to this major from other majors while six students transferred out. There are
elght faculty members teaching in this area, fdur are full-time and four are
part-time. One faculty member from this area is tenured. Students in this
major receive ten percent of the grants and scholarships awarded. They account
for ten percent of the students living in dorms and eight percent of the students
visiting the Health Center. Of .all undergraduateé receiving university sponsored
tutoring or counseling, two percent are from Program C. Ninety-one percent of
the student credit hours.taken in this area are taken by students who are

)

majors in this area.. A majority of'students in this major are female and

these students average over three years younger than the undergraduate population.

Three~quarters of these students are from out-of-state and 97% are enrolled
full-time. Sixty-nine students have received degrees from Program C during
the past five years. Although the number of first-time ertering freshmen for
this major has fallen in the past year, the overall retention rates have begn

above those for the University as a whole.

F-S-X
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Discussion of Selected Data Points. Comparisons across programs illustrate

some of the i@plications of the data points. For the Second lLevel Effect -
Related Courses and Majors (see'Table ). the three.se]ected majors show
marked differences in the dist;ibution of students taking courses in this
par;iculéf érea. For Program A, a majority of thg courses in this area are

taken by students outside of,ghe diQision‘in which the major is located.
. ¥

Program A .is the major that has already been discontinued, but is was data

such as this that led the Administration to retain an elective sequence: of
courses in this area although nbt retaining a formal major  An audience
exists for courses in this aréé in addition to the majors from this area
wantfng or being‘requiredﬂto take these courses.: Program C, on the other hand,
hgs 91% of its student credit hours being taken by majors from that area. | f
this major was discontinued and no courses offered in that area, it would
affect few students outside of that major.

lmblications for recruitment can be illustrated by comparing across

programs for the Third Level Effect - Profile of Majors (see Table t1). By

looking specifically at the data for residence, a number of récruitment questions

may be raised. Over fifty percent of the majors from Program A are International
students. |f the University foresees any charge in the number of International
students enrolled, this may affect enrollment in Program A. There is a large
local audience for students in Program B. These students are older than the
average undergraduate student and they come from the Austin area. They are

tied to Austin by jobs and families (22% attend only part-time). Does the
University want to continue providing a pr09rah for people with this limited
mobility? What do these students add to the atmosphere of the University?

In contrast to.ﬁrégram B, 76% of the students in Program C are from out-of-

state and upder the average undergraduate age. With reduced financial aid and

a tightening economy, will these.students be willing to move to another state

12
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to attend college? What do these young, full-éime students add to the atmos-
phere of the University?

These data points may also help to identify those marginal programs whose
impact on the University is slight, but would represent a savings td the school
if they were discontinued. Program A is an example of this type of major.
There are only nine students enrolled as majors in this program and one non-
tenured faculty member teaching in this area. In contrast, Program C would
be an example of a program the“Administration would look at if there was a
period of financial exigency and drastic budget cuts were neelded. This program
has‘a high cost per student credit hour aHd would represent a large financial
savings to the University (faculty salaries, etc.) if it were discontinued,
but it also repreéents a great impact on the University (five percent of the
undergraduéfe population, ten percent of the students living in dorms, etc.).
The quesfion to be answered by the Administration would be '"Would the savinés
in faculty salaries, cost per student cradit hgur, etc. outweigh the loss of
course offerings, room and board fees, etc. if Program C were to be discon-
tinued?"' This methodoloéy is Aésigned to help the Administration make these

decisions.

DISCUSSION

In recent years academic program evaluation, in addition to being a way to
improve the quality of a program, has been used as a means for determining
whether or not a program should be retained. Eugene Craven (1980) writes:

The much anticipated decade of the 1980's has arrived. The
demand for accountability and the conditions of fiscal auster-
ity are expected to continue and, perhaps, to increase. The
major new developments of the decade, however, are the pro-
jected“demographic changes and their anticipated rapid and
substantial impact on enrollments and, hence funding of
institutions. Academic program evaluation now assumes
.added importance: What programs are most central to an

hed
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institution's mission? On what basis should decisions of

resource reallocation or reduction among programs be made? 0

What ¢fixed resources must be maintained to safeguard the

quality of academic programs? How can programs be mounted

in financially stringent times to meet the changing educa-

tional needs of students, society, and scholarship? The

very survival of certain academic programs and even some

institutions may be at stake.

To Craven's list of questions | would add ''What would be the effect on the in-
stitution if a specific major offering was discontinued?' Stated another way,
an institution should ask '"Given the assumption that since the program has a
higher than average cost per student credit hour and eliminating this program
would therefore save money, would this savings outweight the impact that dis-
continuance would have on the various functions of the University as a whole?"
A value judgment becomes involved.

The major (First Level) effects concern the students and faculty in this
area. There will be a certain number of freshmen, sophomores and juniors
whose educational needs will have to be considered. For faculty, the primary

. . /‘; .
concern is with tenured faculty members. By looking at the Second Level
Effect of Related Courses and Majors, the potential student pool for courses
in this major may be determined. |f a lot of non-majors are taking courses
in this area, the University may-want to retain some féculty members to teach
courses in this area although retaining no formal major. If only majors take
courses in this area, then all courses in the major may be eliminated and all

faculty members let go or given alternate teaching assignments.

Although the function of the entire University is to serve its students,

-

some offiCéS’more than others come into day to day contact with students. The
amount of contact that stﬁdents of various majors have with these offiées will
determine the effect that program discontinuance will have. It mist be kept‘
in mind that not all of the impacts will be negative. Financial Aid (except

for BEOGs) comes to the University and the school assigns it to the individual

students. |f a major were eliminated and its majors no longer enrolled, the
. 14
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Financial Aid could go to other students. This is assuming, though, that if
a major is discontinued al];of its students onld feave as opposed to trans-
ferriﬁg to other majors. No data are available on which to draw conclusions
about this occurrence.

The Third Level Effect concerning Profile of Majors>has implications
for recruitment and fulfillment of the institution's Mission Statement. For
example, the variable of residence may be related to recruitment. |[f the '
students in-a certain program are all from out of state and that program is
discontinued, recruitment may then be channeled into other areas. If part
of the University's Mission Statement states that this institution wants to
serve all age ranges of Students, but a majority of the school's older than
average students are in a certain major, the institutioh may choose not to
discontinue that major. The Profile of Majors is a very fertile area for com-
parisons and insights.

The concept of flnancna] benefits outweighing the impact on the varlous
functions of the University is an important one. Rugg (1980) talks about the
hidden financial impacts:

N

.promises of future savings or cost avoidance must be weighed
agalnst possible financial losses, which can include reductions
in tuition revenues resulting from smaller student enrollment,. : : .
reduced revenues ‘in auxiliary enterprises such as dormitory
housing and food services, reduced gift income, and special ex-
penses.such as severance payments for tenured faculty who are
terminated or unemployment benefits to released personnel.
‘Some of these financial losses result directly from the closnng*~»\“_
of programs, while others may arise as a result of the discon-
tinuance process itself and the negative public relations created.

—_

In addition to the repercussion of possible financial loss due to program
discontinuance, a more basic question needs to be raised: ”lf the purpose of
reviewing these programs is *to save monéy, how much money will actually be
saved if this program is discontinuéd?” Kubal «(1979) surveyed state agencies

and of the 20 respohdents who reported having discontinued programs, 95% did.
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not know the amount of resources saved or reallocated, and only 35% of those
respondents believed that resources had been saved. The methodology presented
.here will enable the administratioﬁ, to a certain extént, tb idéntify the amount
saved or reallocated. Faculty salaries, room and board fees and Financial Aid
awarded are examples of resources séved or reallocated.

The methodology presented heré was developed at a small, private insti-
tﬁtion to address specific issues/for that school. While this exact methodology
may -not be suitable for all programs or institutions, the ﬁodel may be adapted
by other institutions to suit their own needs. Even for St; Edward's University,
the model was not as complete as hoped for. There are limitations on the types
of data available. This'model was originally visualized as presenting longitu-
dinal data to show trends in the different progréms, but that did not prove to
pg\feasible bécausefof’unobtainable data. The central issue of this study is a
con:ébt_;hat can be used at any institution: ''What would be the impact on this

institution if this program was discontinued?' This methodology was conceived

to complement qualitative data, not to take its place.
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SECOND LEVEL EFFECTS

RELATED COURSES AND MAJORS

Majors taking courses in
this area

Other students in Division
taking courses in this area

Students outside of Division
taking courses in this area

Total number of students
taking courses in this area

TABLE |

b7

Program

196




SO TABLE 11 oo
THIRD LEVEL EFFECTS

PROF!ILE OF MAJORS

Program Program Program ATl

s A . B C Undergraduates
Sex

Male - 78% 29% . 37% 567%

Female 22% 71% 63% iz
Average Age 22.5 2h .9 19.7 24,0
Residence

Austin . - 57% 7% 35%

Texas, not Austin 1 22% 31% 1 7% 32%

Qut-of-state ; 22% 11% 764 14y

Internatiocnal 56% - . - 19%
Status

Full-time 100% 78% 97% 79%

Part-time - 22% 34 21%




