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‘ Theuonly real problem with hav1 X8 rnqtecd anonymlty .to those who
part{cmpntcd in Lhis study is that.we Wnkot Ehank thiem with the publlc
fanfuro they doservc. But .we do Lhnnk thgm, wc w111 do our best to _
Justlfy their investment in the study,'nnd w¢ can dcscrmbe why they . '
'deserve the public acclaim we cannot glvc thun. T ;

\” .. For a researcher, the hlgheat praise,one can offer is to say (with a

. mixture of gratitude, relief, affection, "and willingnesg to do almost - .
anything: 1n return),,"They paercxpntcdl" Each college had good reason to
decline our request -to participate, if only because it would require so

;. muc timé ‘and ~ ~revelation of facts that are usually kept 1n—housn. Yet

Y only one‘college did decline, and after hearing about their altuutlon, W

L wouldn“t have dreamt of pressing our request,

' ' lﬁo people of the colleges, described here: .went - along w111rngly and

' . w1thouu Léservntlon wlth eernordlnnry demands. on their time, their .
memorles, their patience,:and, their confxdenca in strangers.  Often .in
rccnlang events of the 1970s,. and. sometimes 'in descrlblng the situation

' 1n 1982, they relived WLth us some very painfal experiences. We learned a
great deal about, strategy from them, ‘but we also discovered some g
iexcepnlonally cé&petent, dedicated, hard-working people. We came to care
a great deal about them and thelr colleges. And se, to each of you, ‘
“Thankuyou and keep us posted.' : . ’

: _ Personal thanks, too, to John' Wirt at NIE for his forbenrance .with
T the eVolutlonary nature-of;-this-project. And to Ki
deAlbq, annk Dunford, Jack Krakower, Jennifer Pres]ey, Dave Whetten, and 5
Ray Zammuto for stlmulatlng discussions, hard work,| and helpful advice; -
and to Judy Butler .and Dee Lowrance for outstandxn‘ support servlces.
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CASIS STUDLES IN COLLEGE STRATEG
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As part” of an' agrecment between the National Center for MHigher : T

_ Education Mapagement Systems (NCHEMS) and the National anLituLc of .

.%? Lducation (NIE), NCHEMS agreed to produce "a document reporting thc

o rdsulto of twenty case studies of institutiéns of higher cducation’with
“epecific focus on the measurement and prediction of atratcglc
dec1610nmak1ng. ~This is that, document. oo

These capes are wrltton as if they were data banks., That is, we,

nttempted to:include all qualitative and quantitative information about’
each schqol 1at seemed relevant to defining, undcratandlng, and to Bomg
extent meas qgng its strntegy. This document is largely descrlptlve
rather than iptexpretive, nlthough each cage contains a section of
“lessons, or 1mp1 ations that appeared relevant to the case, Much of our -
‘subsequent analysls, reporbed elsewhére,” Has’'been based on these case

* deéscriptions; theé condqnsed form and common format of the case ‘
descriptions simplified. these annlyses.‘ Slmllarly, we bellevc that maklng
these cases available to other researchers in the present form will allow :
them to use the cases as data for their own reseatch on strategy. -

_’1“-~~ .- Part I of this document deacrlbes the development of this progecc.
‘Part II contains the case studies. There are:fourteen final cdse studies. -
.and f1ve pilot cases, totalllng n1neteen rather than the twenty mentloned. ’

. above., ' One of the final cases did not materialize due to schedullng
problems, but the richness of the other fourteen made a flfteenth appeaf
to have only slim marginal value. ' ) \ ’ : .
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The p\upum' ul thin study wan to determine what uuntv}'i('u have buaen
used by private Liboral arts and uomprnhnnd;vn collegen in their effortns
to rocover Lrom rapld decline in total ravenues, anll whother nowe

‘strategies were churnctcrxutxcully ausoclated wich recovering ‘edlleges and

other with non-rvcovcrxnp collegan. The outcomes o[ the study include a

“eoncaptual Lrnmowdxk on how strately workas, developed Lnductlvoly from the

datn reported 1u ‘thia document, and a rescarch roportlthgt summarives

theae data. , e
"« “The population ujder study xnclude all independent liberal ,arts and
comprehensive collegos that had (a) at least 650 ntudentus it 1979 and (b)
a rapid decline in the real value of to'm rovonues Lrom 1973 through
1976. Rapid decline was defined using an algorithm that climinpted any
college having cven one ycar of growth, in coustant dollars. Aycrage <
revenue decline fqr the forty collegeny ghat constitued the population wan '
20% in three years. The fourtech collegen chosen for intenaive: aLudy woere

“divided cqually butwcen those thdt had made the greatest total revenue:

recovery from 1976 ‘through 1979 aund those that had contipued to decline.
Data from the Higher Education General Information burVLy (HEGLS)

were used to dentlfy both the pOpulntlon of forty collchva and the subsét’

of fourtcen. ' The)rcsearch reported here, conductcd in 1982, allowed us to
include the three ycars fhom 1979 to 1982 in our final analyses. The
recent data suggcstcd ‘that® some of the colleges shpuld be reclassified as.
¢ither recovering or«non—recovcr1ng, and this wgs done in analyses

. reported clscwhere. Howevet, ‘the rcndcr of thcuc ones ig left to draw

individual conclusions about- the recovery status *of ‘cach college. */

Mpst of the schools Werc im thé Northeast, Centra Atlnutlc, ‘and

" Midwedt scctions of the country.: Two were in the Far- Lﬂt. Nine' were

L

‘’

f\

4

chur¢h-related. 7Three were selective in their admissions practices.

“"Eleven were liberal arts and three were comprchensive in 1973, One

liberal arts college was reclassified from liberal arts to comprchensive
betwecen 1973 and 1980. Two were urban, three were rural, and the '
remaining nine weére in intermediate~gize towns.® | - .

-, All fourteen college presldents agrced, wheh contacted by telcphonc,
to, allow two-day v1s;t§'by prOJect staff and to provide financial and

N

plannlng documents. A copy of the letter of conflrmntlon to thc prbsxdent’

\

“is included as appendix” & to part I. ' S

Durlng the campus v151ts; staff interviewed from-six to fourteen
.individuals chosen by the presxdent and his or her advisors. The
criterion they were asked to npply in identifying individuals for
‘interviews was familiarity with’ recovery strategics during the 1970s.

Chlef administrators and faculty leaders were interviewed on every campus, -
.and at least one trustee on most campuses. Qccasionally,. the'interviewees

or the content of the interyiews suggested that'someone be added to the
sthedule. These addlthnal.lnterVLews were arranged, with the exception
the past president of Prophet College, who was unnvnilable. e

v

gu#ded all 1nterv1ews, but project stnff.msked many additional clarifying

-~ and expnnd1ng questions. Appendix C conjains a visual depiction of the

. purpose ‘of the study, which was used to help focus the attention of.’

" interViewees.,. A large majority of interview time was spent on question ,

III, "What did the college (through administrative agtion or other .means)

do to try to recover from those revenue problems?! Project.director Ellen’

Chnffee v1$1ted all five p110t test colleges and eleven of the fourteen

wo .. '
. -

ST s

A standard interview protocol, included as appendix B to pnrt I,

#

-~
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. LeoL : A
final canen,® _Aurulslzttv n¢1< Kyrakowor ulruv vintted th(- fivo |xlluL ’
nchooln, and Frank Dunford joined in the first four of the final fourteen
canon,  David Whetten conducted the final site 'visits to Monument and
Heartland Collegas, and Kln Cameron studied Crossroads Gollege. Chaftea,
Whotten # and Cameron wrote. the case studics that comp:idu part 1L of thin

document, each reporting on the cbllege(a) she or he'had visited but uning

2 standard format to facilitate comparinons among, the casen,
' Bach of the cane dederiptions in part 11 was submitted to the colloge

it describes in dratt form for review., The college president returned the

draft with notatdons that corrLLtcd factual or -nterprotive erroru, and
Lthend changes have been made Lh the Linal voersions reported here. The |
proesidentns, who had n).rv:uly phown exceptional p,rm.muunvnn in agreeing to-
partleipate, arranging the LntLervwn, and opening the college and ita
hlutory for inspection, carried ot in that tradition in two ways. First,

" many of them remarked that they aud their colleagues at the college wera

mercnnod by the extent to which the. ntory of the college had been fully
and nceurately rnprvuuntvd in the cipen,  Second,. they congentad to allow:
digsemination of thene cuuvu——dvupxte the fact’ Lhnt nearly: all of them
believed that' an astute or 1nqu101t1vq\rcndnr would be- uble to txgurv out
their true identity, despite our pncudeymn :

“A primary veason for sharing these' cases with other researchers is

, that the qaﬁLu may be a vqlunblL source, bf data .for individuals whq are

_described hepein. - g

‘.1nvnut19nt1n§ questions other than our owg, 6r. who wish to verify, cxtend,

or modxfy ‘the findings we report OlﬂLWhCrLu Such collcnbucu are . advised -
that in a few.of the cases certain facts,ox cvents were modified or
deleted at thé reqiest of the president in order ‘to obscurg the Ldentity
of the inatitution. This was done, as long s it did not compromisc the
bagig story of the collohv Auynuo using, Lh@vo cases is invited to
contact ®%1len Chaffee to ensure that these chapges will not cbmpromxsc

their own conclusiors from the data reported h re. . orp
\
Al
N \
- 1
N s b
i A \\
- ;
o e
. .
.
4 . N r J‘
o K
. v |
W . - .
! ~
N ’ 3

*The pllot cases are included at the end of part II. During those
visits, our primary purpose was to test the feasibility of a large- sample
mailed survey on stfateg}ixhlch would have included all types of :
institutions, private or p, blic, regardless of dec11nc, stability, or
growtﬁ. On the basis' of these visits, tLN\Efudy was redxrected as:

.

N
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\w NCHEMS

‘utnlunl( eater for Highdr Hducation Adn;n;hvn)enl Sy stetin . .

PO iy PAlaubder Colarade soios

HRUR I E Y BT 1T

An A pahve A bao Bgial Oppastunity Pnployye

3

~entablished new locatlons

Dartee
-
ol bde addrenps- - o . v
v ‘ U 4 , / !
' T
¢ s
Dear Dr., H L

, [l
'
‘

Ve are l(‘mkinp, to mecting with vou and vour ('ul.lvnp_m'-n
on our’ vinlt to on Mareh  and L am writing to
conf'lrm thone daten, to provide nome fnformat fon about the veanony
tor and expectationn ot pur visft, and to let you know how we

would 1lke to.cexpreas our apprectation for yn}xr el
. Y

torward:

We are worklup on a study of nLrnLvle'duclulunmukluh with a
grant - from the Natfonal Inagitutg of Education. The purpone
the study {8 to learn about the wavea o which medlam=-alzed
Independent cobtepen dealt with revenue conntralntn they aced
in the mid-1Y70s. We want to know how adapted to
those constraints, what pollcb'chungun you made ‘and why, what
stpateples worked and what didn't We ate aluo Interested In the
ucrltoh(uu ypu are (urrcutly un(n; how they evolved, and where
you wirnt theh to take yoit, For cxample, some achools have begun
actively recruitting adult studeénts for the first time; nome have -
or tnnovative academle delivery systems;
stlll others have selected key asnpects of thelr traditlonal
fdentity for emphasls and {mage-cnhancement, but have made no -
major changes In what they do or how they do {t. In the fifreen
case studles we will develop, our goal 1s to make usefyl
observations about the role of strategy In _coping with scarce
gsources.  Your experiences In the past decade wiil assist
%Azlntstrutorn of independent colleges as they deal wlth the
challenges of -the 1980s. '

of

We have identified from data in the Higher Education
General Information Survey (HEGIS) as having these characteris tics:
more than 650 FTE students in 1979, independent, with stable or

falling revenues (adjusted ‘for inflation using the Higher Education

Price Index) during the years 1973 through 1976. I have cnclosed
a graph showing both actual total revenues (T) and adjusted total
revenues (A) as we found them in HEGIS. The graph illustrates
dramatically a phenomenon: you know all too well-~how difficult
it is to keep pace with inflation. We will want to verify those
figurcs during our visit, However, if they appear to misrepresent

's actual experience in the mid-1970s, such that we
ar: wrong in our understanding that you faced stable or falling
adjusted revenues.between 1973 and 1976, plecase.let us know as
soon as possible. :

°1]1 S
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“will be plad to pay tor any such frems that carry a charge,  He hope

Iy . ' ' "
HETKG
Pape Twn s

v . "

Paring vorv viatt, we woufyd ke to apesd up o oan hour with vay

amb cach of, several otheyps,  Ad our purpose sdupggests, We are

chpecially intevested {n administrators and facylty members who

AP, OF Warda I e l‘)}‘()u. Invalvedl I ddavaning the achoul 'a

sitiat ton and declding on any, major paticy fanyea, We wnull ke

vir 1o decfde who beat §ipa that dedevipt Lon, aml 1o .uum;m For

uH o meet with them, Examplen abf puditionn they may have he 1d

T Lade: Jprestdent, acting president, ehtel geadenic or finscal

nlthLx. dgan.'ur 'dLUlLv sepate lesder. Others yuu may want to

copg lder inclade faculty members who have a scholarly fnterest S N
tn orpantzatonal hehavioy oy managenent and who arve familiar with '
deviatonmaking i the college, or student beadera, or an Instituttonal
vernearchers You ard {n the hent posttion to asnesy who fa mont N
tamiliar with major fn‘)llcy decistonmaking . currently and in the
paant devade, amd we encourape you 1o exercine your own Judgment
About whom we should meer, .

In ud(lll ton,, lt unuld be he lpful 1f you would (-nllmt a packet
of backpround m.iu‘rlul:i that wie might review (o advahce or bring

back with us, Ponﬁiblo ftems for this packer are an accreditaction

self=ntudy veport{ Internal reporta that deneifhe (mportant aspects

of the sehool and how It tn duln,.. book# oF arttcles on college

hintory: and college (atnloyu, "audit reparta, and long range plans
(cael from the current year and mld=197058 cra, Lf avatlable). We o

that ntudylng therie mteriala will suppleme nt, what we learn {rom
the Intervivwa, , g ) ) A

re e
M o [
N 4

Our plan s to write about what we tearn from thene flifteen cane
vindta,  We expeet that the paterial will he organfzed by themen,
rather than by schools, amud that Informatfon {rom collepes would be

Cuded both to develop and to tllustrate thone themes, While we may

providu sonme contextual information, no name or untque fdentifier
of a school or individual will be ansed.  The only exception would
be if we decured written permfunion from you on hehalf of the
fnucitution and from any {ndividual Involved to use material th.u
you have had the opportunfey to review in advance.
¢ . .
The benefits to from pﬂl’[iLipil[in}’ in [lm‘ntudv . e
fnc lude -the optlnn to p‘n-[idp.\tv fn an NCHEMS seminar, a free set
of Information Se rvi(t':, reporti, and coples of the two major repores
of the Htudy. ‘ g

NCHEMS will be offering seminars during the 1982-83 academic year

at which participants will learn about managing a higher education b4
institation {n a declining environment. When they are scheduled, UQJ‘
will fnvite you to send a staff member to the seminar, and we will <%
waive the registration fee,

10
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TS VSecOnd"you willy eceibe a free set. of NCHEMS Information Serv1ces

R .~reports., These‘reports allow you . to compare rf,;'l'.g*‘-with a "set
.. of peer .institutions- (identified by you -or- your staff)_onfnumerous
,,pdimensions, based on: HEGIS -data. .The dimensions include: finances,
bftenroIlments, programs, -and- faculty characterist1cs.-?We w111 br1ng :
4ffordering information with us. o o _;,‘_.,. =

/_ . L

vainally, during thetgummEr -and fall'of this year.we will be wr1ting
two documents ‘based on”the-case studies, and we will send copies’
to you-as so6n as they become available.. One will present a: R
frame of reference for strategic decis1onmak1ng,1n h1gher education,' A
‘"~~fb express1ng a- point iof view about what''strategy: means. in. that context’
.+ -and ‘how it works. The other document will descr1be exp11C1tly what
'~.we have found through the visits and what we’ make of 1t-—answering
g questions as,'what have colleges.tried to do- in order 'to ‘cope

- - resource scarcity? what purposes’ 'did they intend to accomp11sh7
y it worked bebt, and why? what seems to account for efforts. that
- G :'t succeed7 :

- s . . ot o he

. Thank you for allow1ng us. to vis1t.‘ I w111 call your office
N _approximately two weeks beforehand to conf1rm the details of- our
'7';arrangements. In the meanwh11e, please feel free ‘to get An - touch

al

" Ellen E. Chaffee, Ph.D. . -

- Senior Associate and o
. s }ﬂProJect Directot. PR R e o
S TG0y we7=0322 o T e
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: 'fI,i,_{Introduction";_ui”’; Co y

LA Introduce self NCHEMS NIE S

. SR

fB.~_You were selected because ﬂ‘.’» f?’f“fg' -Eff ]-“77*]‘1¥,~4! U

7{;l‘u4" "fp'fC; aAnonymity for ou and your school. No 1dent1f1ers for e1ther . .
R without prior/written permission, but’ we may use Quotes/stories R
R ’ w1thout identifiers-’l":v S o ' R '
: ‘ - L _fﬁfwv"'. i“' SRR 'v e
P D, Purpose of the proJect.; to understand strateglc dec1sions in
R ST N medium—s1zed private schools that had revenue problems 1n 1973— SRR
K L - 1976.. Take: out~domadn chart, explain 1t, and leave it An frontﬁ"f;.iﬁﬁ
.of them.;:i;. S S . : , _ sl
v o LT B : T :
,flI,:]:(1ong;timershonly)' Why, do you;t ik you ran ingo'a.revenue problem. .
w00 din the! mid-70s? R R
R ‘ b R . 'Q\ . ;_{;3 L ;"' . :
‘TII. 'What did” the college (through' adm1n1strat1ve action or other means) S
T ~'fd° to try t%:recover from those revenue problems’ LT Lolmet :

[
1

A what did you hope to ach1eve by that?:dp._j: 1
B. Dgid 1t work?’.b | i - .

o

o How 1mportant was . 1t 1n determining where the college 1s today’I'"
-.explore.for changes in:“"if"a 5;;_:l S “'ﬂf:'r‘ : _ SN
- kinds of students you serve.. L

academic program
= Voo ’

O — . R T Co
',(‘, o . locatioms or\delivery~system9,for your programs_

revenue: type of faculty or nonfaculty personnel'g

resources: .effic1ency/economy measures, new sources “of ,“_.‘ o
";femphas1zing/minimizing certaln depts or functions_ ’///

governance3Jother aspects of. the decis1onhak1ng process. ' i // b
: .. /. -centralization; reliance on- quant1tat1ve 1nformat1pn
Lot o7 o oand analysis;. reliance on. boundary- spanning off1ces"

LT -j'communication patterns, level of conflict T A
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1How 1mportantsWasfit in'determiningvwherj/the'college is todaé}'
How - would you descr1be it~frelat1ve to

How optim1st1c are you about
(need Just -a relatively br1ef answer)

‘a

: key personnel Bther than the president

<-;

-rVI.'-_In your estlmatlon, what are the key factors that are necessary in

_ controlled by management”
‘to do, 1nfluenced the’ course of events”

f.fVﬂr &HWhere 1s the college today7
. where it was about 8 or 10 years ‘ago?’
: g}“--”lts future”

A

mission, role, or scope of operation

‘role pf the off1ce or person of\the pres1dent

”-~

fWhat role was played by events or circumstances that cduld not be .
What ‘besides what the college dec1ded

ordex for a- college such as th1s one to recover from: financial
”d1ff1culty7 L :

Thank you/

i

[

If need be may we call you later for

c%xification or more

s "
;e
v
w
g
i
.
i
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S Relatively low
IR total'hevenues “ R
ST in 1973 1976 L
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- geographlc scope of programs -

. governance, dec131onmaking processes

3 presidency

changes in key personnel

*

Strategiesa—decisions and actions
taken by the college from 1973 N
| ;» through 1982 3

,

resources: budget faculty, other personnel-g R 8 .

Finadcial condition
in 1982
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: f(e Story of. Rally CollegLe T e
'ZgSLdentS\Be0ured a charter from
_Jor “Pro estant denomlnatlon to”
__edged 0:acres. of'land fqﬁ‘th campus, $2 million ' .
‘HS and, $5 ,000, per year through t its- ex1stence.-; v T
beenepas d over: by another denomlnatlon in®its - " K -
lbe, and.it had. te “fight hard to- get’ this one to agree. In ' :

;; urch f1na11y establlshed two collgges in tlie regron .wheén it' Ve e
I on only oney in order to aécommodate” the‘town B 1nterest.m' N K

7 mé 1961, a, cam us was bu11t on the 200 acre site adjacent to thevfff;ib'
' “és,t§3fs.__ents,11n . .

ADhy “town' is 1ocated about 50 m;les from & larger 1ty. in .an’ area
, 'vas h1stor1ca11y depended ‘on agr1cu1ture. Recena;y, several'’ . _
daumrslzed corpQratlons ‘have’ establlshed the1r'headquarters ‘in; town, and .
is becoming a regiomal f1nanc1a1 center. It remains to betSeeq,whether S
uch developments w111 offset tHe dec11ne of . agrlculture 1n the - Iocal )
economy. . oo ( s S Ste DS
Branch campuses. Slnce 1974 RaIIy has offered dburses in- four other R
‘towns in the v1¢1n1ty,_1nc1ud1ng an Air Force base; but they u‘he»theo° S '
facilities of, other agenc1es at those. sites. : ‘The hufper ‘of such toursea ' .
..has increaded from 15 in 1973 to.23 in. 1977 and 69 ; ;in 1982.:#wﬂ SeoaT R
Competltlon. hThlS moderately populdus state hosts 39" priy te T .
1nst1tutlons, many of ‘them church-related ’-Rally& denom:matul’ron\k

' < two other colleges (one a junior co}lege) within 'a/100-mile’ Fadius of
C e Rally._ However,.its most important competltor is. sa1d tb be a state
un1vers1ty about 50 m11es away. ['jv" a S 'ms .

? . . . e - .
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PR EnrOIhments and?Students ‘{;;' .

_ P Enrolhment climbed rapldly from Rally s openi ng,1n 1960 to- 1965, as’
. ~shown in figure 1B, They remained at about 650 s udents from 1965 to -
o 1970, when they started a decﬂlne to 470 students in'1975. ' That. trend
’ reversed dﬂgmatlcally, so that the school had 850 students (212 of them

" part—time)

More detailed data show that "in.about 1973374, Rally had relat1ve1y large -
.*decreases in women students (subsequently returning-to nearly 50% of -all

5 W students) and in out—of—state students, and 1ncreases in- part ulme
oy students.; : L L
* ¢ & " Students. A less selectlve college, Rally now adm1ts 97% .of 1ts‘ ™ .

appllcants. ‘Admission standards are said to have been~relaxed, .

unoff1c1ally, during the years since 1975, but .to be . in the process of

. -gradual’ re~enforcement. *SAT scores of admlttees dec11ned 100 p01nts in

the_Past 5 years. During 1981—82, the students were 53% commuters, 21% .

: d - minority, 34% part-time, 78% in-state.. A study of the class that™

' matriculated. in 1977 showed ‘that 33% graduated 'in four years. ' DJrlng the
1975 ‘crisis to be descr1bed in the -next sectlon, Rally lost a great many
. students., - Part of its rebu11d1ng strategy has been a deliberate and
successful focus on the local market. for. students, and it is now more ,
‘successful thap it had been in recruiting local transfer students who find
-that going away to one of the state colleges wasn't what.they wanted after

" all. Rally's admissions office has identified several areas in other
states where it has been successful in recru1t1ng students and is. now
target1ng .more. effort - there, as well.

Student life. . Although the official rules: never changed, campus
officials did-not enforce ‘regulations against: alcohol and visitation
during the early l970s. For the past seyen years, however, those

. regulations have- been enforced and campus behavior has changed
accord1ngly. At the same. time, the' administration has moved. to improve
. 'student life" through better- counse11ng, ‘career placement, life plann1ng,
e and atHletlcs. fThe aim is to foster a‘Chr1st1an atmosphere ‘on campus.-(_

-

4

A T1me of Cr1s1s - : - _“ . e

" ! . . . . . -

More v1s1bly than is true of any other college in th1s study, Rally
experlenced a public crisis during wh1ch its continued existence was in:
grave jeopardy. . The threat of closing was so real thatlsome refer to
Rally as "the college that was founded twice." In'the ehd, this crisis
.set the stage for Rally's subsequent efforts to cope with its previously
~declining enrollment. College members refer to it as "The Crunch."

‘In October, 1974, the. fourteen—year president of Rally telephoned its -
new Board of Trustees chairman to explain that he was™ abglt'to take a v
personal loan.“in order .to meet the payroll for the following day. This' =~
was the f1rst indication to any trustee that the .college's financial
s1tuatlon was d1re.- Investlgatlon revealed that all local-banks. had
extended short—térm credit to-the college s limit, fuel costs had more:
than doubled, the food service had a $100,000 loss, and an engollment

shortfall of 80 students ‘the previous autumn. (for which no respondent had
an explanatlon) ‘had, led to a $200,000 deficit

The new cha1rman,'then an attorney in perate pract1Ce but now a

pr0m1nent Judge, was galygnlzed to actlon.. A herut it, "I can get right

T

y 1979, with 1981 full-time equivalent ‘students number1ng 747. L

LA
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:mevangellcal on the subject of a dual system of higher education,” and he
" was’ determlned not to allow Rally to close. In effect, he made Lhe '
college his full-time occupation for the next tgn months or so. The judge

had been politically active all of his adult lifle. He saw this situation

as a political campélgn and he ran it like

man for governor. And I don't like to lose.." -
It ‘turned out that the administration and'its: flnanélal statements

had concealed a good deal of shuffllng of fuids for some time, Apparently

. _this had been done in the belief that "Santa Claus sources" would cover

overspendlng and borrowing . from endowment , In the meanwhile, trustees
"weren't inquigitive enough" to uncover the problem. The continuing -

hdecllne in enrollments from 1970 to 1975 put the college in desperate
//stralts, apparently because budgets were never trimmed sufflclently to

accommodate decllnlng income from tultlon.-
The judge called the press to a college-w1de meeting in March 1975 to

. describe the condition of the college to a shocked audience. He felt that

the only p0951ble way to save it was to appeal to the communlty and the
church, knowing that their initial reaction would be a sense of betra¢al. .
Aa he’ antlclpated, one manifestation of that reaction was a feeling that
the trystees should_get the state to take over the school, in the hope

that the state would not allow the college to manage itself badly nor to

. c¢lose.- Alternatxvely, they suggested selllng the college fac111t1es for

_some other use.

~ 8o thef judge already had plans for contactlng the state Board of
Higher Edu ation, other colleges in the state, "‘and other agencleh that

might be able to-use the facilities. State education officials went

through all the motions of considering the offer, but, as the judge had

expected, declined. Others did the same. In the meanwhile, students 'and

faculty sponsored all kinds of fund-raising events to help raise the
$350,000 needed in ordér to finish the current academic year. The judge
and the student body president appeared oftem on local, statewide, and

.once even natlonal telev181on, dramatizing the college s need for funds

and the students' need at least to complete the year. Trustees were also
contacting the largest past donors to the college for bail~out funds, and

this was. the greatest 81ngle source. In addltlon, they were talking with .

local leaders, convincing their to work toward saving the college.

The presldent resigned that spring, and the business officer was
replaced with staff members from a nationally~-respected accounting firm.
Those accountants later became the-search committee for a new financial
vice-president.

‘The key to long~term survival was rededication of the community and

hthe church to supporting the college. The problem was that each tended to

see the other as having primary respon81b111ty. At a well-attended public
meetlng in the local high school, the Judge described his efforts to sell
the college and explained that "we can't even give the ‘place away."

Saying that if the community would pledge $1 mllllon over the next three
years he believed that the church’would pledge $.5 million, he asked for a

show, of hands from the audience to determlne whether they wanted this
-college to stay in business.

The drama of that moment, to whlch the communlby could hardly help
but respond, was eclipsed only by the. analogous sassion held as a

-specially called church conference with some 1,000 delegates. The judge °
smoothed the way by encouraging the other two church—supported colleges in

the region to "r1de on our sympathy" by Jolqlng in the request for

3
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additional church funds .’ Supporters'of those schovls could no longer use

_the charge of favoritism to Rally in order to .defeat the request. .It

happened, too, that ‘the judge:was in the middle of the only term he had
ever served as -an off1c1al delegate to the church conference, which gave .

him a right to speak there without Sp80181 permission, Furthermore, he

had helped out the bishop on past occasions.

The meetjing. lasted all morning, with impassioned ‘pleas on both
sides——some members of the chyrch fee11ng that other social causes than
higher education properly held much higher prlorlty. The bishop,  at the
judge’ 8. promptlng, stalled a request to adjourn for lungh and callgd for
the vote. ‘The judge walked the alsles,."starlng people to their feet. "
After thrée recounts, the motion" to, support ‘the colleges' request was

declared passed by twenty votes. Little wonder that the judge believes it

took a political style campaign to‘position the schoof for survival,

The remaining task was to hire .a new president, and the judge
supervised the -search. The first priority of the- trusteef'was to find
someone who would run-the college "like a business." .. ThlS or1entatlon
coupled with relative lack of prlorlty .on academlc ‘credentials, caused .
friction from the faculty. But the judge'. told them, "I'll do my best to B
be sure he can read and write--but all I really cdpe about is whether he 4
can add and. subtract " ‘After the college ‘was healthy again, the Judge '

~believed, it could and should have the kind of president the faculty

preferred-—and that would be the time when he would step down from the
chaixmanship of the board. :
Rally's ability to attract a competent president was a1ded by the

ipledges for support from the church and c mmunlty. In effect, the new’

president's first three years could be:al ime for.hlm to get the place on . |
its feet without undue financial strain.  The board found: the man it was )
looking for, and he remains as .president in 1982, ' : _

The underlying theme of ‘successful crisis resolutlon in this case was _
absolute openness and honesty ‘about the present: condition -of the college o
and a commltment to "re—open under; new management.'" Only by convincing
constituents qulckly and in the long run that their investments in the
college would serve the purpose of supporting a responsible educational
institution could the college hope for their contributions,

.Faculty, Admlnlstratorq, and Others
- Faculty. 34% of all faculty are tenured in 1982 .(down from 55% in .7

1975), 22% of thém have terminal degrees, and 44% are part-time. The
number of faculty members was reduced between 1973 and 1975, when :
enrollments were declining, and from 1973 to 1976 they received no salary
increases. Raises have averaged 5-~7% in the years since 1976. By 1975,
many of the faculty were teaching in disciplines for which they had not
been trained, and. they ‘were supporting a great deal of independent study,

which required inordinate amounts of time and preparation. With

increasing empha31s on career programs since the mid-1970s, the faculty do
not show serious signs of division over the shift from liberal arts. A
criminal justice professor is currently the elected head of the faculty.
The shift "disturbs" some of the traditional liberal arts faculty, but
they accept it because they believe that it has. been necesaary 1naorder

-for: the institution to survive,
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- basls that 1ts ‘alumni have been-in early career years because -the college

.‘,\." . , . 'v . . v

Administrators. The president from 1959 to 1975 was a m1n18ter,
described in fatherly terms as a "one-man show." ‘The current‘pre51dent is
trained in adult education and came to the college -from the presidency of
a community 3ollegg where he "worked mlrecleb in gett1ng federal g}unts.
He has long been active in the sponsorlng church, is a very able
-fund-raiser, and believées that a critical function for him &s to be a .
contributing member of thd community. In addition, he is described as .

. great at staying on top of ways to trim the budget, improv; productivity,

and keep costg down. While the trustees did not hire him* to be innovative
in the area of academic programs, the college has made such changes under

- his. leadershlp. , R
- Respondents feel that the presldent has ae;e\hﬁed a~very able

administrative team, Past history-in the development area consisted of
various unprepared individuals, but since 1978 development has been headzd/ﬂ
by a professional in the field. The business officer hired in 1975 by t
_consulting zccountants did not work out, but there is- uniform and
enthusiastic praise for the man who has filled the post since 1976 and, in
'the words- of -one- respondent, “rationalized the f1nanc1al situation."
-College. officials _found in 1975 that umpaid bills were stuffed in various
drawers,. the telephone bill hadn't been pald for six months, local vendors
" were alienated by the college's past due accounts, and the college was

o de11nquent in paying on a federal construction loan.

Both adnissions and student affairs are said to have been ®
inadequately staffed before The Crunch, but to be well-staffed in the
present administration. Although respondents did not make a direct link
between poor/adm1551ons staff and’ declining enrollments in the early
1970s, the former may have been an 1mportant factor in.that trend.
Improvement in student affairs staffing is an expression of the
administration's concern for.the quality of student-life. ,

Trustees. The trustees are.elected by the church conference and at
least three-fourths of them are church members, by charter. -As is clear
from the story of the 1975 ¢risis, trustees were relatively uninvolved in
‘college affairs before the crisis. A few key trustees carried ‘the college:
through the crisis, and most of them remain active on the board. The
judge is still its chairman, Trustees are given a large share of cred1t
by college administrators for' the successful fund ~raising efforts of the
past several years. T »

Constituents. One respondent sa1d of the local community that 1tv
"lays hold of everything that comes along,” and that it .fought like the
‘dickens to get this college back in the 1950s. That fighting spirit can
reverse direction, as it did when the 1975 crisis was first announced, but
again it turned around as the community rallied to save the college. That

.. support had to be earned over the years that followed The Crunch, as

whether they honored their pledges would depend on. whether the college .
nored its promises. Gift goals from the community, pledged long ago at
an annual-rate of $50,000, have been,set and met at $350,000 for ‘the past -
. several years--an apparently high. ledel of giving in a relat1vely small
town where :the largest single donat1on is llkely to be $15,000 to $20, 000.;,

Admlnlstrators are mindful that it may not be sustalnable, not1ng that

(;:mmunity members watched college progress closely ‘and often stated that

. campa1gn fat1gue can set in after years of campaigns require i

re~invigorating many of the same people as solicitors and donors.
The college has not yet developed a full~blown alumn1 program, on the

A L LA
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is 8o young. The constituency is targeted for development now, however,
as its. earliest graduates approach mid-career. '
The other primary constituency has been the church, although its
financial contributions are less than those of the community. Rally
maintains its religious or1entat1Qp in its philosophy and operations, and

the president is very active in church affairs as well as in the:
- community, - '

‘

Academic ?rog;ama_

’

(.

a

- In the 19608 ‘and early 19708, Rally was a 11beral arts college with
teacher education. It ‘had an interdisciplinary orientation and two degree
tracks that included or. emphasized independent study. Now Rally is + .
characterized as* no longersbeing a liberal arts college in-practice, but
_ it is unwilling to change/its statement of mission accordingly. .20% of
Rally's students are libéral arts majors, 63% are professional majors. .
The business and econowics department was changed from a theoretical basis
to a management basis, and programs in criminal justice and hotel/food
service management have been added. They started masters in business and
education in 1982 and are ‘considering a program in gviation management. A
_fledgllng nur51ng program was dropped because it proved too expensive to
develop and maintain. The maJor in German was dropped in 1975, due to
lack of enrollment. '

Rally's three extens1on “sites are very profltable for the college.
At those sites, and in its host town, Rally of fers night courses to
targeted populations--represéntatives of which may have exp11c1t1y asked
the college to offer courses they need——at virtually no cost to the
college for overhead. They may be taught on an overload basis by
on-campus faculty for additiomal pay, or by part-time faculty. ‘Quality
control for those courses is not perceived to be a problem. ‘

"The college has long had various cooperat1ve arrangements wlth area
technical institutes to combine technical training-with academic courses
for a baccalaureate degree: Af least one such arrangement was reorganized
by the present administration because it .turned out that the college was,
in effect, competlng against 1tse1f and losing potent1a1 revenue.

Planning
Ind1v1dua1 offlcers of the college may have plans for their
functions, such as the ten-year Third Decade Plan, a projection of gift
and capital needs. But planning does not seem to have been formalized or
long-¥ange at Rally. Institutional research and long-range planning are
among the activities funded with a recent federal grant.

. In the self-study for accreditation in 1966, the college projected "
700 resident students by 1973, 900 by 1977, and 1,200 by 1980. Twelve
hundred was felt .then to be an ootimum size, both.for the facility and for
the academ1c program. At that time, the college also planned on having an
'even1ng program. : R S ’
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" Financial Situation .

Total revenues were approximately level £rom 1973 to 1976, as shown
in figuge 3B,  Since 1976, however, they have increased in both current
and constant dollars-—nearly!doubling in four years to $3.5 million in
1980. Total expenditures exceeded total revenues in/1973 and 1974, but
have ranged from-$30, 000 to $300 ,000 less than total revenues from 1977
through 1980.

Operating Budget. ‘Rally ghowed operatlng deficits in nine of the
fourteen years that preceded 1975, but- none since that time. It must
still pay $120,000-150,000 per year on those debts, until 1984. In the .
previous admlnlstratlon, budget buyilding was sajid to have been secretlve,
while in the present administration it is 'a team process.

Rally received $400,000 in 1979 and 1980 from the federal
Strengthening Developlng Institutions Program (SDIP), which it has used to
establish the evening division; improve computing in the. college; and
support institutional research, long-range planning, and staff - >
development. Adminigtrators be11eve that the college is heavily dependent
upon gifts, a legacy of the crisis years, and they are trylng to build the
endowment from its current $.5 m11110n .as.a start toward reducing thisg
gift reliance.. Some operating funds ‘are transferred to endowment when
possible. . .

Capital. . The college owes approx1mately $2.3 million-in longfﬁerm
obligations and $505,000 for past operating deficits, The physics
1nc1udes 13 buildings, mostly brick exteriors and cinder block 1‘ riors,
Some- interiors are targeted for renovatlon if additional gift ‘ipg >
that purpose. becomes available,

Perceived financial situation. One respondent remarked,
.acknowledg1ng some hyperbole in the comment, that “All colleges’
are always less than 100 students or $100,000 short of closing. Desplte

" this sense that the threat is constant, real, and keenly felt, most
respondents at Rally took pride and comfort in the progress it has made
recently in enrollments and finances. Their major concern, at the time we

. talked with them, was the likelihood of major reductions in the L

»PV&llablllty of federal student aid, : _ \

» .

‘

Commentary. on Rally CollegenA7' - \

'y : o
Causes of College Problems - B \
. . In summary, as one respondent put it, "The roof caved in because they
never shoveled off the snow." Beyond college control, the draft no longer
encouraged peaple to enroll, and in 1974 energy costs nearly tripled at
Rally. But the major factors seem to have been under management control,
The administration did not respond, or responded counter—productlvely, to
such trends. o
Debt service was deferred and ahort—term debt 1ncurred in massive °
_amounts, both without trustee awareness. F1nanc1al practices were
~.deceptive, 1nept, and possibly even- 111ega1. With virtually naq endowment
.and small enrollments, Rally had no organ1zat10na1 slack to buffer 1tse1f
in hard times. .So when enrollments fell short of projections by 80
- students, the food service had a bad year, and energy costs zoomed Rally
had no recourse. .
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The adm1n18trat1ve attitude was that everyth1ng would take care of

‘itself, "The Lord w1ll prov1de." ‘According to current staff, only. the ‘

Lord could do it—-many key adm1n1strators were worse than useless in =~ =~ =~ '

: handllng the situation. In student affairs, bus1ness affaxrs, and, . -

» development, top personnel were 1neffect1ve at best. e S '

- College Response to Decline

In the short term, a human dynamo took over the reins and declared
4,the crisis publicly. - Community and church support rallied, the entire top
adm1n1strat10n changed hands, and the college gained three years of . o
.~ -+ artificial resp1rat10n from the fund drive. T1m1ng and co1nc1dence played .
no small part in- these developments. o : . SR
In the 1975-76 college tatalog the: Judge, act1ng as unoff1c1al
interim pres1dent when the catalog was- produced, outlined a nine-point
long-term plan’that summarizes much of the subsequent survival strategy of
, the college: operate more economlcally, rev1se the curriculum to be more
, 1 attractive, emphas1ze the quality of religious’ life, ‘emphasize adult.

B ..enrollments, ingrease state aid, build the alumni association, increase _ - . .
'“'efforts “at debg retirement, increase.efforts to- obtaln deferred gifts, and;f '
capitalize on ney  awareness of recent problems.u_ L

Rally's resp@hse has indeed been. multl—faceted ' Eff1c1ency and Cor
product1v1ty have been increased and cooperative arrangeme fs changed in :"'
order to help cut costs. A critical facet of improved efficiency and
productivity has been insistence on highly" quallfled, professional staff
who effectively assume-their assigned respons1b111t1es. The college

, reaffirmed its' religious orientation but modified its academic programs to
CE 1nclude far greatea,emph851s on. careerrprograms than had been true in, the
‘ Ppast. . Admissions - -standards were not str1ctly applled Exten31on and
even1ng course offerings mult1p11ed :
L "“. Lower" admigsions standards and. extens10n/even1ng courses were part ofv

'an effort to ensure that enrolhments in the college grew. The president

belleved that it was "terr1b1y 1mportant" to show such growth as part of

*his effort to gain commun1ty enthusiasm and corfidence. .Through his

personal involvements and the college's continuing openness’ about -its ,

financial condition, the president. further sought to ensure a trustworthy,
v1tai image for the school. : :
‘? .t - On’ the income side, many respondents commented that what would ‘be-a
N zﬁdrop—ln—the—bucket donation to the pr1vate ma jor research un1vers1ty in -
-ﬁ3 "Athe state would be: hlghly visible, achieving_enormous 1mpact,_at Rally..
g'Fi Th1s may- have been one approach used in sol¥iting gifts. The annual-fund
drrve has been, 1nst1tut10nallzed, and trustees are moving with the -
deveiopment officer and president toward maJor gift and bequest " '
1mprovement. S : -

1

i

’ Thé'Lessons in Rally's Experience.

A public crisis can be used to purge and restore a troubled
institution.’ Obviously, this is a risky strategy——perhaps useful only
when the college has nothing to lose in trying it. Rally s leaders
believed that finishing the 1974-75 academic yedr was in serious jeopardy,
and early headlines showed ;,that they expected the college to close.

t .
Lo
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Elther the college would in fact close, ‘leaving a b1tter taste with its .
prev1ously ‘trusting- supporters, or it would not... Remaining open, however,
‘'required that supporters be allowed to vent their anger without
over-reaction from college leaders, and it required "a ‘second founding"
for the college’ in the form of entlrely new leadership with constant and
consistent. attention .to’ cand1d commun1catlon with the_ supporters.

. The public crisis had a number of beneficial effects. It seems to
have created a cllmste in which rapid maJor 1nst1tutlonal changes were not
only accepted, “they were demanded--by supporters and college members 7~

'alike. The future of the college depended upon such rapid, major changew
Further, the crisis engendered a willingness to sacrifice for the sake of
.the college, espec1ally within the college. It forced everyone invoplved

to face squarely the questlgn,'"Do you want this college or don't you?"

fﬁﬁln doing ‘so, people rededlcated themselves to the college and shared

, Btrong hardsh1p-1nduced bonds" among themselves. - R
... Constftuent: support is vital in achieving a turnaround, and it it

‘Lﬂresponds to a new image. Neither the crisis nor the years following were @3”
1~surv1vable w1thout ‘strong att1tud1nal and financial support from, the
community and the’ church. Had either of these groups not had an h1stor1c

~

'l"1nvestment in” college welfare and a w1lllngness to respond to its

"troubles, the college would have closed They . responded desp1te the fact

that’ they felt betrayed, " and desp1te the fact that student behavior had

‘Jhstrayed from church and community expectations. They were w1111ng to give
' the college another chance.'"

“Those constituents. seem to have been cautious at f1rst, pay1ng close

‘ ~attentlon to developments as ‘they occurreéd to see whether their responge

_would prove warranted. After seven years, they seem to. have accepted the
new Rally as it presents itself--more responsive to their educational

" needs, their expectatlons of students, and their need for fiscal

' responsmblllty. : '

Management and trustees haveg_;lor effects, both harmful and .
-beneficial, on college welfare, These effects are attributable to-their
behavior, not to their intentions. No respondent attributed any but the
purest of motives to either of Rally's .two administrations. Yet it was
largely: Qhrough the errors in. Judgment of the first group and, in some *
instances, 1ncompetence on their part that ‘the crisis arose. - Conversgely,
while some respondents had suspected the. professed altruism of the judge's
motives (suspicions’, they admltted that have since proved unfounded), his

actions together with those of a small group of trustees arrested decline
~ and pos1t1oned Rally for recovery. Present administrators, especially the
' president, business. off1cer, ‘and' development off1cer, are widely credited
with successfully picking up the ball and running with it.  Their
[declslons and behavior are g1ven ‘a large share of:credit’ for Rally ]
current situation. :

Achieving a ‘turnaround in’ 1nst1tutlonal welfare regu1res'a new
‘administrative team. Although a new administration is not a sufficient
'.condition for recovery, as other cases in this study demonstrate, Rally's
experience certainly shows ‘that it can be.a necessary condition. .
Constituent support, the sine qua non of recovery in this case, ‘would not
have been avamlable to the adm1n1stratlon that got the college 1nto '
trouble.,. i S
" A strategy of program var1ety, ‘including implicit mission
modificdation, can improve enrollments whem new programs are;L_) closely

"tied to ‘explicit market demand and (b) abandoned when they prove S

- ) ¢
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unworkable., Rally has shlfted ¥rom a liberal arts/educatxon college to

. one in whichiover. 50% of its programs and students are in professional and
_career programs.1 However, it retains nearly all of its liberal arts
courses and elementary education continues to attract a large number of
majors. New programs have been started without special grant support,
_usually at the specific request of representatives of potential students. -
They are begun cautiously and, in the case of nursing, they are dropped
when-  they "prove too expensive, :

An_important part of college strategy may be to focus on ach1e in
efficiency and productivity. Such measures lack glamor and are often
‘difficult to achieve, but some respondents attributed as much as 50% of
current college welfare to theéem, They run the gamut from 1ns1st1ng on’
observance of an eight-hour day in administrative offices, to repairing

 and - modifying the physical plnnt, to assigning faculty to extension
courses -to fill out their load in the days when enrollment was too small
,to use them fully in the ‘residence. progyam, . . o
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Figure 28, Rally é&llege: Total Full-Tine Equivﬁlentl

Students by year 1973 - 1979 . ;\Mdjﬁ
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Tnstruct & Sponsored Diblic

. Year

Tuition

o & Feos

n

1

T4

5
76

n

18
9

)

964, 265-

938,018

466,041

951,840

822,287

921,93

1,006,805 ..
1,282,309,
1,694,828

L
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© Tible dB. Rally Collge

 REPORTED REVANUES FOR 197172 10 1979-80

~Gronts

Endowment -

Appropr!-
wtutlona ' Contracts'  Income
, 0 10,320
0 12,96
0 20,313
0 62,950 - 24,900
0 106,500 25,200
0 STI% 1) B 1D
0. 104,281 25,500
0 BLIE 40,759
0 SN0 29,641

- EPORTED EAPENDFTURES FOR 1971-72 10 1973-80

Dept Res. Research Service Phy,Plant" -

. 578,448
564,33
618,674

469,747 .

571,293
666,012
868,755
1,013,519

541,805, ’

31,741

0
0 .

0
04
0

0
0
0

169,698‘ :
" ,007
197,360

233,946

173,192

min
- 167,623
211,467

© 100,739 -

Support'

s
530,009
417,895

406,195

481,200
393,470
454,201
422,680

547,482

NA

NA

NA
171,728
182,969
175,797
213,830
245,441
314,288

WWMLIMMMIQWM&-MMW
Fellowshp™  Support -

' M
M M

Mot W ',
83,403 115,496
C 67,000 139,474

146,966 176,667.

87,151 202,493

99,063 360,308
9,366 436,130

 Cifts

22,1

276,184
133,364
1%,976
57,504
762,363
690 196
647 413

©- 736,630

'i‘

| Studént

Other
Revenue

650,018
86,611

588,061

411,471

380,859+
- 431,541
686,427

1,147,660
846,173

CStudent )
Services Aid&crants

68 912
61,912 -

93,487
M
" WA
LM

UM

NA
N

| Total

Revenuu |

1,89, 1
1,813,759 7
1,808,039
2,156,137
1,800,350 -+

026,61
L9019

3,249,301
3500,%

‘¢_

To;af E4G
Expenditure

1,288, 601
1,365,620
1,301,23%
1,674,183
1,456,229
1,666,305
©1,921,82
2,399,931
? 799,468

Totaly *
Expenditure,

- 1,796,665

1,856,506

1,850,957

199,859

1,800,350
2,091,378
2,445,095

2,896,532

3,513,191

I
i‘. -
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Table 2B. Rully College

ZREVENUES OF TOTAL REVENUE POR 1971-72 TO 1979-80

Year Y ZTuition .  Z%Appro- . ‘AGrants'& XEndowment %Cifts %0ther

\\ & Fees - priations  Contracta Income. * . Revenue

7 50.8 0.0 - 0.0 6 TR .3

73 51.7 040 0.0 . 15.2 . 12,3

74 47.9 0.0 0.0 1.1 '18.4 32.5

15 . hhs2 " 0.0 2.9, 1.2 29.6 22.2

76 R5.7 0.0 5.9 L ° 25.4 21.6

7 Cel3- 00 . ) . 1.0 33.9 195 CE
78 41,0 . f 0.0 4.1 1.0 27,1 . 26.9

79 39.5 0.0 6.0 . L 199 353 : ’
80 47.9 0.0 6.6 .8 208 29 -
"3 560 L1 5.1 2.5

11.0 26.4

)

%EXPENDITURES OF TOTAL EXPENDITURES FOR 1971-72 TO 1979-80

ruct %Sﬁonsored - #Public ZOp.&Méintw %Institut. XScholar & XAcademic %Student 2XStudent  ZTotal E&G
.Res. Research Service Phy. Plant Support "Fellowship. Support Services AidsGrants Expenditure -

2 0.0 0.0 9.4 28.2 NA NA NA 38, LT
2 0.0 0.0 9.6 28.6 NA NA NE - 3T 735
5 0.0 0.0 10.7 25.8 NA NA " NA N 5.1 © 70,3
0 0.0 1.6 11.7 20.4 8.6 4.2 5.8 N 83.9
d 0.0 0.0 5.6 26.7 10.2 3.7 7.1 . NA 80.9
.9 0.0 0.0 8.3 18.8 By 7.0 - 8.4 NA 197
2 0.0 0.0 7.2 18.6 - 8.7 . ‘3.6 9.1 NA 78.6
.0 0.0 0.0 5.8 14,6 - 8.5 3.4 12,4 NA 80.8
8 N 0.0 0.0 6.0 15.6 8.9 - 2.6 12.4 * NA 79.7
.0 0.3 0.7 9.3 16.0 9.6 - 5.3 7.1 *10.1 76.3

‘L : . - P ;8 . ’ ' * . . ¢
mean value for these nine years in a set of 40 private liberal arts colleges that; like this one,
nced. rapid revenue decline from 1973 to 1976.
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514804, 25

. §1,987. 14
§2,076.48

§1,987,01
§1,852,77
§1,960.72
§2,262,79

Tuble 30, Raily'Collogo L

Pour selected student FTE rat Lo for college

Por 1971-72 to 1979- 80 '
~ '

EXPENDITURES

Instruction/FTh . Bcholarehips/FIE  Student Services/FTE
$1,013,04 NA - NA
§1,175.69 NA L NA
§1,291.59 - §358.51 | §241.12
$1,186.23 §462,04 - 8352.28 E
§1,116.,26 §376,44 $378.3

. SL18.8 $378.46 $393.79
§1,328.37 §375.29 $550,93
$1,353.16 $582,28

419,61
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2"

FTE

571

480
479

396

467
507

654

749



Tyltion

Revenue
197172 9964, 243
00,0
1972~73" 4938, 018
97,3 =27
1973-74 866, 041
09.0 . '707”
1974=73  4931,640
98,7 - 9.9%
197576 4622, 267
_ 05,3 ~13.6%
| B .
1976-77 497,934
* 95,2 - 12.8Y
1979-76  #1,046,81%
- 108.6  12.8%
1976=79  $1,262,309
o 133.0  22,5%
1979-80  $1,694,628
32,2

175.8

.9
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Table 4B, Rally College
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Revanue Data 1971-72 tofasvé-eo

‘

/

Gifts

" Revenue’

272,331
100,0

9276, 104
'0'04 j

9333, 564
122,85 20.6%

L 1

636,976

437,304
166.0 -26.2/
ﬁ)Vf' ooty
V #762}363
279.9 | 66,6

690,596
2530 9.4

- ¥647,413

4736, 630
2705 1362

1

-6,

A

L]

(Value, Index based on 1971=72, XChange)

Endbmant.
" Revanye

10,320

'367 .4

712,946
1230 23.1X

‘920,373
193,72 97.4%

924,900
238,7

225,200

239,95 1.2

¥21,516
2045 -14.6%

‘25;500 '
2424 109

40,759
59, 0%

$29, 64\
261,68+ =27.3%

’

38

2.8

Total
Revenue

11,097,114
100.0

11,013,739
9516 '4142

1,008,039
95.3 ,-.33

2,154,137
13,5  19.1%

#1,800,350
9409 "6.4”

#2,246,673
116.4  24.6%

32,354,019 .
134.6

13,249,301
171.3
33,340,344
186.6

03,9

13,74
\27.2%

9,04 .

Total

. TOTFTE

37

100.0

400 ,
64.14 -{%,9%
479
".22 ‘

|

396 3
694 ~17.3%

467
6.6 17,9
565
9.9  21.0%
654 '
114.5 15,62
249 |

131.2 14,5%

.
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1971=72

1972-73

1973-74
1974-75

1978-76

1976=7?

1977-78

1978-79

1979-80

o v : v
Table 3B, Rally Collpgn

1

Expanditura Data . 1971-72 to 1979-00
v {Value, Index based on 197172, XChange)

Schol arshipst

. Grants Exp

50
100,0

)
0 L0

0 » OX

~ 971,728
0 0%

$162,969
0 6,9%

$173,79?
0 ~3,9%

$213,630
0 21,6

5243, 441

0 14,6%

$314,200
0 28,1X

- EMG Exp

¥1,200,601
100,0

1,348,424
106,0 ~6,0%

41,301,234
100,0 -4,

$1,674,103

129.9 20,7

#1,496,029
13,0 ~13.0%

#1,666,303
129,3 . 14.4%

91,921,026
149,115,

$2,139,931
190,6  21.8%

42,799,460
217.2 . 19.6%

Tobad Exp

91,796,668

000

"1,006,%06

10,3 n;ig‘

0,030,937,
103,060  -3%

.'a”‘p"’ ‘
11,0 7.8%.

¢1,000,350

100,.2° . -9.6%

92,090,378
"644 ’6:22 '

32,443, 093

R N

| $2,096,532
Cieh2 1e.s

43,313,191
1955 21,3



Table 6B, Rally College

Endowment Data 1971-72 to 1979-00

l

(Yalug, Index bated on 1971-72, XChange)

40

Book Value MHarkeat Value Book Velua Hackat Value ,
Beg of Yr Beg of Yr ﬁnd of Yr End of Yr Yield
1971-72 2306,920 L 9386,334, . #306,920 092,631 | 10,920
1000 100,0 100,0 100.0 N\ 1000
1972-73 308,920 9392, 631 4347,206 43,619 92,946
1000 0% 101,66 ,1.6% N30 13 113,0 ‘137 % 123, 231X
1973-74 2347, 206 © #0 $429,313 ) $20,373
N30 130% 0 =100,0% 139.9  23.6% 0 =100,0% 193,7  S7i4N
197475 697,041 1697, 841 47,162 747,142 924,900
2074 100X IR0 O 243.4 . 74,0\ 190.3 OR 2067 TR2.2%
1973-76 $747,162 $747,062 467,252 #487,252 " $29,200
2434 7.0% 193.4 7,12 158,86  ~34.6% 24,1  =34.8% 239.5  1.2%
1976-77 467,252 #309, 184 504,691 527,337 31,365
- 16,8  ~34.6% 1316 ~31.9% 164.4  3.6X 1343 6.2%  298,1  24,%%
o ' . , Y . )
1977-78 304,691 $527,337 #306,629 $529,013 39,333
164.4  3.6% 136.5  3.6% 1651 A 134.9 CYIN 16 I N
1976-79 $506,629 529,613 315,806  ° #348,3% 637,640
1651 AX 13708 102,9  -37.6% 08.7 ~34.2% 59,7 -3.8%
197960 £315, 066 . #348,37%6 . #508,1%6 $540,556 429, 64)
102,9  -37.6% 90.2  ~34.2% 165.6  60,9% - 1307 §5.2% 2808 -21.7%
i Y
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104.6 ¢
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. 108,55 3.7

-9062. '
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' ENTERPRISE COLLEGE I

S T
PROFILE o S ' '; ' ,
_lpcation:.b o o lSmall town, Central Atlant1c N
Type:. . . © 1923-1965, Protestant | \
‘ S _ 1965-present, Independent but afflllated
S 1973:. leeral Arts I e
Y 1976. Liberal Arts II: . '
» . JWomen s college
' 1982 enrollment: ('.822 FTE |
S =~ B S o
Date founded: 1842 ae;:§;;;;;'s Bem1nary (two years)
R o 1923 as four—year llberal arts SR
' 1981 cost: . o $6,985 (tultlon, room, and board)

40% of students have typlcally recélved
- f1nanc1al aid - »
—

- The Storx-of'Enterprise College U

Located in a small town, ‘in a rural area, Enterprlse has been
educatlng women for 140 years—first ‘as a two~year semlnary, and since
1923 as a four-year liberal arts college. Moderately selective, it has .

~'long attracted daughters of wealthy families. The setting ‘and the campus, : -
composed of 32 classic buildings, have been described as “idyllic."

Branch campuses. Enterprrse has no branch campuses. ‘In 1982, it

- " established an offlce for its adult degree program in a major city 100
miles away.

- Competition.- Four other llberal arts colleges for women are located
within 90 miles of Enterprise. Its clientele tend to. be more likely to
consider colleges such as those than state colleges. The flagshlp
unlver81ty of the state is forty m11es from Enterprlse._

~

Enrolhnents and Students ‘\

. e
Enrollments grew steadlly from 1959, when Enterprlse had 376
. students, through the 1966 figure of 711. They stayed at about that level
. through 1973, when they started down to a 1975 low of 553. Again they -
clrmbed,_reachlng 814 by 1979. Full-time equlvalent (FTE) students hit
bottom in: 1976 at 542 but rose to 822 by 1982. -
' Students. Many of the students at Enterprise are from mlddle or

upper -income famllles. Only 40% receive financial a1d (some of it from a

R . . o

state program), and’ an’ estlmated 25% have families w1th incomes: greater ¢

. than $100,000 per year. For these reasons, and because of recent ° 7
y endowment ga1ns, the college is not worr1ed about any reductlon in federal

<
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ald to students. Forty percent are from 1n—state, and a large proportlon

of the remainder is from the ten-state region. 1In 1982, 7% were .-
‘minorities, up from 2% ten years previously. Retention is up, from 53%
graduating in four years in the class of 1977 to 61% in 198l. Adm1991ons
standards have declined since 1969, with average SAT scores of freshmen
dropplng over 120 points in that perlod. Reverslng that trend is a.

current administrative prlorlty.

Enterprlse started an admlnlstratlvely separate~adu1t degree program

 dn 1976 which now enrolls 140 students. They are pr1mar11y non—re81dent ‘

adult ‘women. . -
‘Student life. Some of the- re11g10us expectatlons ‘of students were
dropped when the relatlonshlp with the church was restructured in 1965,

but the college still offers re11g10us act1v1t1es and maintains ties with

the church. ’ A
In the late 1960s and early 1970s, regulatlons regardlng alcohol
permission to hold midweek parties, and other aspects of student life were

relaxed. They have since been reinstated and enforced. Also in recent
years, dormitory life and recreational’ act1v1t1es for students have been
improved.

-

" Faculty, Administrators, and Others "

Faculty. The number of faculty members grew during the 1960s,
.reflecting the lmportance of ma1nta1n1ng a small student- faculty ratio.
Their number began to be trimmed in the early 1970s, with a relatively
major reduction in 1974 to Gbout the present size. Since 1976 the

program chahge be accompllshed within that number and through some use of

: aﬂmlnlstrati:: has imposed a cap of 54 FTE faculty, mandating that all

adjunct professors (now up to 24% of the faculty). ' .

Although well over half of the faculty have earned termlnal degrees
in the1r fields, one respondent said that in the Ppresent market for
faculty they feel "captive." . That is, they may not feel that they-might
readily find positions in other colleges. Perhaps more important to
Enterprise's ability to retain faculty, they are exceedlngly loyal to the_

i}«;§d2/c°il§ge' These factors proved valuable in encouraglng faculty support for

some\ma jor changes in the college in the mid-1970s and in- fosterlng their
-appreciation for those changes that enabled the college to survive that
difficult period.

The faculty had salary increases averaglng 5.5% per year from
1972-1979. However for the past four years increases have averaged 10%
per year. One of the difficult changes in the college was’ 1mposlt10n of a

. cap on the proportion of the faculty: who may be tenured. That cap was

set, against the will of the faculty, at a goal of 60% in 1977.

- Implementation of the. policy has proven trouble—free, however, and the
current rate of tenure for full-time faculty is only 52%.

College decr81onmak1ng became relatively centralized during the:
mid-1970s. The faculty have been rankled by this and other moves, but
- .above. all they are grateful that the -college has been rescued. Faculty
now express a desire for more participative decisionmaking, and they are
enthusiastic about the prospects for that under the new academic. dean who
was brought in- durlng 1982.
; Administrators. The president until 1969 enJoyed a growth period and

is said to have had no hard decisions to make. He set the stage for later _ - .

Y
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problems ‘however, by overbu11d1ng the fgculty and by 1ncrea51ng college
enrollments and properties without 1ncreaS1ng its endowment. It was
-~ during the administration of the. presldent from 1969 to 1975 that college
problems began: to’ accumulate. e '
That president was said to lack foresrght; to be unw1111ng to: face_
-and deal with problems as they.arose; and :be traditional, '
. paternalistic, and indecisive in style. ° In*four out of those ‘8ix years,,
" “Enterprise had an operating deficit; the defigit stood at $390,000 by
1975, despite major transfers from' endosﬁ

'pre31dent, according to respondents, seemed’ t °be more interested in

ent“and cap1ta1 campaigns. “This m!h

_keeplng up appearances (engraved: stationery; lTovely flower gardens) than R

- in financial affairs (ignoring a bleak f1ve4&ear financial forecast. 1n

~.1973). As contra1nd1catlon to this view, the ‘president did make some ;-

‘apparently d1ff1cu1t faculty reduction dec1s1ons toward the ‘end of h1s
.“term. In addition, he closed- Enterprise's two overseas campuses in
+1973~=75 for financial reasons. He also initiated a .fund .drive in 1972~
,w1th the goal of over $7 million by-1977, $10 m11110n by 1980. By 1974
g,trustees were.so concerned about the presldent s absences from campus
fund-raising that they- dlrected him to.hire-an on-campus executive-
4a531stant. He 'had raised less thian one ‘million dollars by 1975, whlch ‘was
transferred to cover accunulating operat1ng deficit. U

Comments on .this president's non-financial contrlbutlons are also
mixed, During his administration, ﬁhe college held a conference on women
in corporations (1970) and received a grant on women in science from the
National Science Foundation. It was also dur1ng,th1s period that

;regulatlon of student behavior relaxed to the point  that current._
respondents felt it was detrimental to the college.

In 1975-76, Enterprise had an act1ng president, followed in 1976 by a
woman who is still in office. To an extent that is true of on1y one other
college in this study’, she is given personal and resoundlng Credlt for the
present well~heing of~ehég;ollege.‘ Presidents have played 1mportant roleés

"in all other .cases that were able to improve their condition, but in only
one other college did we so often hear, simply and emphat1ca11y, "the
president" when we asked what had enabled the college to recover. .

' Commentlng on the f1nanc1a1 condltlon of the college -when 'she
arrived, the president said, "We had to get better even to get another
‘institution interested in taklng us in a merger." The .faculty had been
getting hints about problems from the academic dean during the previous.
‘administration, but the president had never acknowledged them publicly.
Yet respondents stated that rumors of Enterprise's ‘impending closure were
.common by the mid~1970s. "The new president spent her first year '
confirming the severe difficulties and taking 1mmed1ate, 'visiblk action. t0”
‘improve the 31tuatlon. She hired consultants to review admlsSLOns and.
academic offerings. Subsequent sections of. this case study describey”
additional measures taken by the pre81dent. '
_ Only the registrar remains ‘from the- prev1ous adm1n1stratlon.' Major
‘changes in all other top administrators came swiftly,  including bus1ness
affa1rs,_development, and' student: affalrs. In many cases, these and '
similar functions had been filled. by faculty on a part—time bas1s, by
internal promotlons of 1nexper1enced and untrained personnel, and by .
retired m111tary personnel. Now these staff members are professionals,
experlenced in their f1e1ds._ The buslness officer, who has served s1nce
- 1977, is s1ng1ed out *y respondents as having. been exceptlonally , 3
~effective. Not only" does he have f1ne sk11ls in f1nanc1al management but




he also is glven hlgh marks for understandlng both the substance and the
process of the academic side of the 1nst1tut10n. :
Trustees. Select:.on of the trustees is and has always been done w:.th
_.particular .concern for church representatlon. .In recent years the board
has ‘been built with such care that it is now termed ‘incredible” .in the
" ability, wealth connect:.ons, and concern for the college of its members.
A number of .t re corporate executives and wealthy alumnae. " '
' ted the deficits in the early 1970s, but called a halt -
:JECted for 1975. They created two new.positions in:
‘1974--comptr0 1d executive assistant-to the pres:.dent. They were

very involved iﬁ “the change of administrations. The new pres:.dent in 1976
 won them over:quickly when, upon arrival, she found that the :current

* budget" propoéal called for .another deficit and asked the trustees not to
approve it, .
'~ constituents, Enterprlse 8 prlmary external constituency is its IR
~alumnae,. some of . vhom have great personal wealth. In recent years\ the
college has increasingly involved them as trustees, participants in

college activities, ‘and donors. In 1976, only 17% of the alumnae

contributed. to the college. In 1981, Enterprise was: recognlzed nat:.pnally

-as- the w0men B college with the greatest annual increase in alumnae |

giving, Because of their 1mportance to the college, and because of ‘their
‘-_.senslt:u'rlty about mak:.ng major changes in the college as they knew it, =

- Enterprise adminjistrators are cautlous about the amount and d1rect10n of
change 1in the institution. :

_ Enterpris€ makes its facllltle’ allable to the communlty, and they
make substantial .use of it, COmmum "."relatlons were strained in 1976,
_ however, by the" ju:rlval of the new:pre ldent Local businessmen and other
‘leaders were unaccustomed to dealmg ‘with' profess:.onal women at a11 1et
‘alone one as forceful as this one. :;Further, she’ ‘put “a’ stop o the Y00
traditiomal’ college practice of doxng business with certain 1nd1v1duals
and insisted on' g system of competltJ.ve b1dd1ng for the first time in .
- college histor y—-thereby alienating those who were unused to compet:.ng for :
college business,

- An unusual move by the current president has been to define a new
constjtuency for ‘the college-—executive officers of major corporations
throughout ‘the country. The college solicits their advice, sends "
propoeals to. their foundations, and invites them to give regular semlnars

to Enterpnse -2 busmess students. These efforts have generated great.
" good will among the execut:.ves, as well as d:u:ect suPport through N -
‘ donatlons of tlme, money, and expertise. " '

~ Academic Prbgrams . . y S T '

r

Enterprlse has malntalned nearly all of its liberal arts: programs,

dropping only German, educational psychology, and psychological services.

It has added business management (which now accounts for 20% of

" uppetrclassmen Who have declared majors), arts management, social work, .
mass communication, and A computer literacy component. - All new programs - L
include strong liberal arts requirements, which has at least two effects '
beyond those on thé students° (1) it provides students for liberal arts
courses . that otherwise mlght be all:.ng, and (2) it satisfies the. faculty
_ and alumnae that Enterprise remains committed to i¥ts historical mission. -
In addjtion, the college ‘encourages a strong 1nternat10na} theme mot

; oughout 'ts »‘ﬁ;ormal and 1nforma1 programs. . : -

/!



An evening program was begun in 1972. It once offered both credit . ;%
and non-credit courses) but currently the courses are all non-credit. T
In 1974~75 a major faculty study culminated in a number of changes: . '& o

.more 1nterdlsc1p11nary courses, competenCy—based grading, no specific I
course requlrements increased focus on experiential learning, and . %
reorganizing from departments into five divisions, Enterprlse.now has‘ S ennE
distribution requirements among the five divisions. = - o L
' In-1976, when the adult degree program began, it was one ©f the few g
offered by a college in.a rural area. It was started, and its results °* TN
disseminated, through a grant, The program is organizationally separdte I

from the regular undergraduate program--one person thought of it not as a ~ )

change in clientele, but a "successful venture" that was financially LLi
beneficial and a contributor to the college's enrollment figures.  The .
program permits ‘students credit for past experience and college. work, l';‘JV'
" allows for contract learning including coursework at other colleges, and R
requires at least one year of work at Enterprise for a baccalaureate AR
degree. It currently enrolls 140 students and it has graduated .79. 1In Vi
1982, it opened an office in a major city 100 miles from campus. ~When the TR
program was first proposed the faculty expressed concern about..quality f}fﬁ.:
control. All academic issues were turned over to the faculty for their IR
_dec1sxon and continuing control, and they have subsequently been’ Ty
"well-pleased w1th the quallty of students and programs in that area.

Planning o ' . o 7 o

- Although Enterprlse has had computing capaclty for at least a decade,
it has improved that capacity and made far greater use of data and
ana1ysxs in management during the présent administration. The prev1ous s .
system was not structured for critical. feedback to management, as the _ .Jﬂﬁf-ﬂ'f
‘presence of only two budget lines for the entire physxcal plant component '
illustrates.

- Enterprise staff now use plannlng models, such as those presented by
EDUCOM and NACUBO. They are currently dquite interested in developing
their market research, especially with reference to students and donors.,

" Financial Situation

As noted previously, the accumulated operating deficit by 1976 was, -
$390,000. These deficits were in addition to having taken over $.4 Sl
million' out of realized gains in endowment, almost $100,000 from e
quasi~eéndowment, and nearly $. ,5 million from the proceeds of the cap1ta1 .
campaign for use in the operating budget. Total revenues in the operatlngi"fﬁ'.fi
? budget were level from 1972 through 1976. Since 1976, total revenues. havefl L
.more than doubled, past operating def1c1ts have been repald, and su@pluses'd ,3s*¥ﬂ
accumulated. g - o FEEEANES

Operating budget. When the new pre81dent asked the trustees 1n 1976 e

to disapprove a budget that called for a deflclt, she made good ‘on, the «,k"”“
implied promise ‘to balance it. Withid a year, & surplus was: .achieged and
applied to past debt., Part of the success was due to her efforts g N
demonstrate college problems to the faculty and staff 80 that she and they_ : :
- could-find ways of cutting expenses. -Two representative, measures:, that-* o h s
seemed to have symbollc value in that we. heard them mentloned 80 often f RCEE

v




were (a) initiating a control system on long distance telephone calls and
(b) ending the practice of giving staff members a free lunch. Respondents
attribute an estimated 15% of the improvement in the bottom 11ne dur1ng
this administratiom to such expendlture reductions. -

» The remaining 85% is due to increased revenues from all sources. As
. enrollments have gone up, so has .tuition revenue. Annual gift income has
more than doubled. The endowment principal has 1ncreased so far that its

_income to- operating expenses has more than- tripled in ten years, now

. contributing 9% of total revenues.  Prior to this administration,
"Enterprise had had virtudlly no grants, it has since successfully app11ed'
- for ‘a number of .them.

- Past. pract1ce ‘had been to charge expendltures ‘to .whatever .account had
enough money in it, Practice under the curremt administration is to
ensure that charges are made to appropriate.accounts. All capital
expenditures, down to calculators, have been taken out of department

budgets so that the funds do not inadvertently become part of their budget
.base. Zerofbase budgeting is used for those areas, such as laboratory s

sciences, which typically have high annual capital needs. When it seems
" warranted, three budgets are prepared assuming that enrollments will

1ncrease, decrease, or remain constant. When enrollments are known, the
- ‘appropriate budget is activated.

» Capltal Endowment value has been brought from $2 million in 1974 ‘to .
};’ - §8 million in 1982, A professional investment counselor was hired by the
"ﬁ-ji trustees to manage the ¢ollege endowment. His decisions have enabled the

o

‘endowment to perform better than Standard and Poor's.. He is closely

'"-i[ ‘'supervised by professional investment counsel among the trustees. The

capital drive of the previous administration has been completed.
ReSpondents believe that the. college had been timid about ask1ng for money
1n the past, but 'as anx1ety went up, timidity went downm. -

,5;;' . Two capital changes in 1976-77 had perhaps more symbollc value than

financial impact, but they deserve mention. Just before the new president

. that it must close and put its campus up for sale. With the resulting
uncertalnty ahout what mlght happen right next door, and with rumors of
'some highly undesirable poss1b111t1es the college felt it had no choice
\ but to buy the campus. Yet this was the very time when rumors of

L Enterprlse:s own demise were circulating.  Through the generosity of an

fr7ff anonymous alumna and reselling part of the campus to a local community
.« 4. group, Enterprise was able to buy the campus. This served as a dramatic

statement of the intent of the college to stay in business and its ability
to generate revenue when necessary. The college was able to keep  the
.costs of holding that campus to a minimum while it was ¢limbing out of

~debt and is now developing plamns to renovate some of ‘its bu11d1ngs to meet-

the needs of. colTlege programs.

_ The second change was to sell the pre31dent 8 home, at about the same
time. The home was more elaborate and more expensive to maintain than

‘college circumstances warranted. Having made this move may have mollified
others in the college community about the sacr1f1ces they were be1ng asked'

to make at that time. ) . ¢

. Perceived financial condition. Respondents are qu1te opt1m13t1c :
about the condition and prospects of Enterprise. A major source of -
comfort derives from the improved endowment, which cushions the college
from changes in federal student aid policy as well as other unforeseen
problems. Several, including faculty members, remarked that their.

o ) 46

'; . o | ;: '.. ~‘- '4'7f

;;waschlred,ca school. whose campus adJoxned that of Enterprise announced . . .



¢

optlmlsm depended upon continuing thlB admlnlstratlon, or one slmllarly
able in financial BklllB. o ’ :

.n69mmentary on Enteﬁgrise College -

A
o

'

Causes of College Problems -

Unlike many colleges in this study, the problems at Enterprise were
-not closely tied to declining enrollments. Enrollment was level from.1966
- to 1973, at which point they-went .down 222 in two, years.: -But the college .
1ncurred a major operating deficit as early as 1970. The enrollment’dlp
-51mp1y exacerbated existing problems.

On hearing.descriptions of life in the late 1960s and early 19708 at
Enterprise, we were reminded of European aistocrats whose famlly no
-lﬁnger had much money but who nonetheless spent to keep-up appearances.«

- Their status, they seemed to feel, was not derived from wealth' 'but from a

va081t10n that must be supported even when sufficient funds were not
available. In short, the college lived beyond its means without facing .

the problems that.created until almost too.late. It was unsuccessful,

- whether through inattention or inability in its administrators, in
increasing endowment and gifts and keeping expenditures down. - :

College Response to Decline

\

The response has been multi-faceted, starting with an entirely new
administration. The new president and the team she has assembled,
‘partlcularly the business officer, are given great personal credit for the
success of all the other efforts to improve Enterprise's situation.

FlnanCLal,responses came on both the income and expenditure sides. A
moderate sense of crisis was made explicit by the administration in order
to motivate college~wide cooperation with some extraordinary measurés
while not inducing a sense of despalr. Budget controls wererinetitwted
and cost “savings created.

Income 1mproved through a varlety of methods, but the most productlve
in the short run was personal sollc1tat10n of donors by the presldemt with'
trustee assistance. For the flrst time in recent college memory, thle
college asked for money.. Fortunately, the college had close access 'to a
. great deal of untappgd money through its wealthy alumnae. Their glfts
have been supplemented by corporate and foundation assistance, and changes.
in the membership of. the Board of Trustees have facilitated fund-raﬂslng.

Malntalnlng and improving enrollment is an 1mportant facet of g ’
recovery here, both for tuition revenues and for an 13Cge of success and: E
growth. The adult degree program begun in 1976 contributed 140 of qhe 822
students at Enterprise in 1982. The most popular of the new programs, °
:business administration, has proven effectlve both in attractlng stqdents
and in supportlng tradltlonal 11bera1 arts programs.

o,
2
i
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The Lessons in Enterprise's'Eggerience

The silver 11n1ng point of view that. clalms adversity may be used to
advantage 1s supported by the 'Enterprise experience.. The college had a.
fine reputation as a selective liberal arts college and, accordxngly,
little change was made in its curr1culum. The primary 1mprovements have
been in college management and in its posrt1on for the ‘long term. -

A college can recover from over-optimistic planning, but it is eagier
to do -so when such’ plannlng has been manifested in personnel rather than

in capital indebtedness. 'During the growth: years, administrators seem to.

- have made. two ors that have since ‘been corrected: thegbhlred too many

.. faculty, and they did not raise non—tuition revenue. Thé 1969-75

"president. trlmmed back faculty size, and the current presmden

has

concéntrated on non—-tuition revenue. The balance. owed in capf%al debt 1is
$2 million. The lack of major new capital payments and a relatively low
balance due have saved Enterprise from "the last straw" that seemed to,be
the major problen for many other cases in this study——the need to railse
$.5 million or more just to make principal and interest payments.

Enrollment decline may not necessarily cause college problems;
rather, it,may reveal problems. Financial difficulties at Enterprlse
predate its decline in enrollments. When enrollment went down in 1973,
trustees and others percelved a serious problem, even though operating
deficits were as small Or smaller than they had been in 1970 and 1971.

What seems to have triggered correctlve action was quantLtatlve evidence
~in enrollments that the college may be in trouble, coupled with the

accumulating welght of past debt. : - L

" A symbolic event may .have great value in chang;nggattltudes about the
future of ‘a college. Purchasing the campus next door for $1 million must
have created a good deal of cognitive dissonance in those both inside and

-outside .the college who believed that it was about .to.'close its doors.

This event, especially since, it came simultaneously with a new
administration, served the same function for Enterprise that. publlc crisis
served for Rally College. It ‘showed the world that Enterprise had backers‘

‘who were willing to invest. It appeared to show that Enterprlse had every

intention of 1living on 1ndef1n1tely*—although in reality the investment
was sound whether the college stayed open or closed. The college thereby

“allayed any fears in potential students and current students about their

ability.to finish a degree at Enterprlse, forestalllng pos31ble enrollment ..

"decline due to lack of confidence:'in the 1nst1tut10n.-=.*

Well-prepared, experienced, talented management can’' turn a college

" that was losingﬁmon;y into one that is well—-positioned for a long—-term

future. The president has a degree in administration and experience in
colleges that were coping with financial difficulties.. The business
manager's degree is in microeconomics, and he, too, served a financially

troubled college.. In his functlon, and in admissions, development, and
-student life, previous incumbents--unlike present ones-—were often trained

in unrelated areas and short on comparable experlence. New staff brought
with them attitudes and ideas that have fostered growth in'enrollments,

'endowment, and. other areas that can only be termed remarkable for the

times. - - ’ o
Furthermore, the president is the key actor in the group. . Having won
such credit from college staff for the turnaround, the contributions of .~

. the - presldent warrant special mention. Although we cannot define the .
‘attributes and actions that specifically produced the turnaround, wefcan

N V . . : . :.‘ . ., - \‘.‘
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comment on her most salient features and the ways in’ whlch she_ dxffers

‘from many other presidents. T

. The president was credited.by one respondent for her ab111ty to
develop and maintain a critical perspective and for her conceptual skill.
She: seems to operate with a networklng point of view-—seeing a number of .
people and ideas at once, and Lmagznlng how they do or could inter-relate.
She is a no-nonsense manager 1in requlrlng top performance of anyone who

'w1shes to stay in the organization and: in insisting on strong financial

control at every level of the organlzatlon.’ The president seems. skilled
at identifying. and attracting able individuals for' key 'administrative -
posts. Her energy and enthusiasm for life and fog ‘Enterprise are:
~unparalleled, and they are lmmedlately obvious_in any conversation with
her. ~Her verbal and- persuaslve sk1118 can carry a group along with the
point of view she is expressing, even when (as was the case in a faculty

' meeting some years ago) the group-doesn't like the metaphor she has chosen
‘for her ideas and is inherently.skeptical of her plan. Finally, the
‘president seems to have learned on the job how to select the manner of

presentation that will be most compelling for the audience at hand,
varying it as need be to improve her chance of winning support.

During the early years of this president's administration, when
morale and optimism were low, members of the college community seem to
have found the energy they needed in the. pre81dent s batteries. She seems

to have carried them through with her own, momentum——much as the judge dld

during the crisis at Rally College.

It is worth noting that this president is or1ented toward, and now
spends most of her time with, constituents external to the college. She
has never involved herself in academic matters excépt to get the adult -
degree program underway, to encourage development of .the business
management program, to ensure the competency of other top administrators,
dnd to make sure ‘that the budget ‘was sound and under control. In all of
these internal areas she has ensured quick responses to early warning .
signals, shlftlng plans as needed to avoid short—term problems that cohld
become long-term. - However, she has focused mgst of her attention on
improving the membership of the Board of Trustees, and on burldlng
relatlonshlps with alumnae and corporate executives. : .

A college can identify and successfully establish a new constltuencx.e
For Enterprise, this constituency is corporate executives. The C .
opportunity to attract them to Enterprise came primarily from personal
connections of the president and her persuasive powers. However, through
service as trustees and as visiting. ‘executives for the buslness management
program, these new—found friends appear to have developed .commitments to

~the college that may have long—term benef1c131 ramifications, lasting well
- beyond the tenure of the presldent who brought them on board. ' :

Recovering from adverslty is made considerab x easier when tgg
college already enjoys wealthy friends and_a_selective reputation.
Fund-raising is more expedient when alumnae have only to be identified and
asked for gifts than when one must win.over individuals who have minimal |,
or no connections with the college, or when one must repair relationships
that "have been damaged by past college practices. Enjoying a selective ~
reputation lends credibility to the approach that, as one respondent put

‘it, "You are bailing out a successful institution, not performing

euthanasia™ when youngive us money during a crisis. Furthermore, the pool
of potentlal students is wider and deeper for a selective college than for

~ ome that is not selectlve.' ThlB permlts temporary lowering of admissions

‘
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standards to- keep enrolhmentsj%p, rather than requ1r1ng massive’ infusions

“into the recruiting effort.

Business management. can be added to the academlc curriculum to
attract students while also having favorable effects on the traditional

liberal arts curriculum. Many liberal arts college faculty are leery of

‘the tradltlonal fields of study.

.. - -2-...,: . . L b ) ~ .
-’ S . -
. . e " I

career—oriented programs. They may fear the .effects of changing student

interests on their livelihood and on ‘their,. dlscxpllnes. At Enterprise,
-adding: busxness management has aided enrollments in all fieldSoby

attractlng students to the college while requiring coursework in the .

liberal arts. What seems ‘to differentiate this effort from those of ot}
colleges that are establishing career programs are (a) the slow, cautig
development of the program, (b),oversight of its development by the %(
faculty at large, (c) business faculty with strong traditional llheral

arts backgrounds, and (d) dropping from the currlculum virtually, none of
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Figure 3C. Enterprise College: 1973 -~ 1979 Revenue Trénds

T = Total .revenues : SR
A = Total revenues adjusted for inflation (HEPI) ' o T
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© Table . Enterprie Cbllege

Four -selected student FTE ratios fdréollegé;
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Table 7C. Enterprise College

Physical Plant Irdebtedness Data 1971-72 to 1979~00
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PROPHET COLLEGE
ERQFILE

o : _ o
Location: Rural, Northeast ‘
Type: RS Libcral Arts II Independent ‘

, 1981: nffiliated with toch unxveraity
in another state

- 1982 enrollment: 645 full-txme“ZlS part-time (estimated)
Date founded: 1962 S
1981 cost: = $6,305 (tuxtion, room, and board)

Ly

The Story of Prophet College

‘In 1962, a small group of men, led by the, judge who would be
Prophet's president until 1981, obtained a charter from the state,
purchased a site, and admitted the first students to Prophet College. The
400-acre site had once been a mill village, then an estate, 5 miles from a
very small town, 25 miles from the nearest large town, and 100 miles from
an urban center. During the 1960s, mpre land was acquired to a currente

 total of 800 acres, mostly wooded hills,

Prophet whs founded as a "second chance" liberal arts college
During the 1970s, it added heavy emphasis on career programs. ?981 the
founding president stepped down and the college affiliated thh a -
technical university in. another state,

Branch campuses. Prophet owns no educational facilities except an

‘airport off the main campus, but since 1975, it has had numerous evening

’ Enrollments and Students

extension programs--most of them held in publxc schools and other low-cost
facilities. These programs are now available in nine locations thhxn
about 80 miles of the college.

Competition. Propheét is located 1n a regxon that hosts a large
number of private colleges, some of which closed during the 1970s. But

their missions differ so greatly that for the most part these colleges are :
. not in direct competition for students. For its residence program, now '

focused intensely on aviation-related areas, Prophet has one competxtor in
the regxon. For extension, it competes thh diverse prxvate and public

".colleges in the state. .As Prophet changes its" programs in accord with its .
- new affiliate school, its competition may also,change. i

o .

» |
» Prophet opened in 1962 with 119 students. ﬁy 1966, when it began

reporting enrollments to the federal government, it had 496 students

(figure 1D). Enrollment continued to climb to its first peak in 1970 at.

843 students, declined steadily to a 1974 low of 559, and then rose again
to.1,444.(1,001 FTE) by 1977--over 900 of them being part-time students.

61
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Fnroliménts bave again declined from the 1977 peak.  Until this year, when
- on=campus students dropped to 370, resident onro 1lment had held at about
500. Part-time students have continued to decline from the 1977 peak,
numbering a reported,760 in 1979 and an eatimateq.QBS in 1982.

Students. When Prophet opened, it appealed greatly to a number of
students wishing to avoid the draft. When the draft ended, Prophet's
administrators tried appealing to international students (at one¢ point an
estimated 20X of total enrollments) and to adult students--especially
veterans with military benefits, at first. Prophot also turned its flight
training, available since 1965, into an aviation degree program. AViation
students accounted for 25% of the student body in 1972. By "1981 that-
figure was up to 85%X.

Between the draft and the aviation program, Prophet's studente have
been dispropoxtionately male. Most of them come from laxge urban areas
throughout the Northeast. The quaint and quiet surroundings of Prophet
_arc a novelty for many of them, and some decide to return to more populous
areg¥ before they finish 'their first year at Prophet. One person

estimated the proportion of students who graduate in four years to be 17%. .

~ For some years, students were allowed to pay college bills with
promissory notes. In 1977 student receivables stood at §$320,000. The
philosophy of the administration at that time reportedly was that it would

¢ . rather have half of a pie and a chance to collect the other half than to

‘“have no pie at all.” During that period, the college had six financial aid
officers in seven years, none.of them with training or experience in the
area. One respondent believes that students might have benefited far more
from federal student aid than they did, had the financial aid function
been adequately" staffed. The college never penalized non-paying students,
and some are said to have spent a year at Prophet and left without paying
the college at all. The new administration is in the process of 'changing
student billing and payment policiee to a more typical arrangement,
prepared to lose some studente in the process.

Slmllarly, in the previous administration the ncademlc standards ,
committee (composed entirely of administrators) rarely dismissed students
for academic reasons. - Keeping the number of students’ enrolled as hlgh as
possible was a cr1t1ca1 priority then.

Student life. Apparently during the 1960s the president hosted many
special occasions for students, such as bnrbeques, field days, and even
recreational trips for student staff members. From the end of the 1960s
until the 1981 .change of administrations, however,,the administration
invested very little in student welfare. Students began to feel that they
were not receiving the value of their investment in the college, from dorm
furnishings and upkeep, to food, to regulation. In the early 1970s a
" group of students. “stormed" ‘a faculty meeting to complain about the
residence hall staff and ask for am inquiry into alleged beatings and
trumped-up drug charges. The faculty ‘found substance in the claims and
reported it. The Dean of Students, a personal friend of the president,
vas promoted to Dean of Administration, where he served thereafter (until
-1981) as the president's personal representative on campus.

Student recreation consists primarily of outdoor winter eports and
going to the . c1ty on weekends. The many aviation students tend to be
dedicated to: “flying, spending amy epare time at the airport or in other
avxatlon puiaulta.

)
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Faculty, Adminissrosorsand_Oshaxs

The predominant: theme for the 1962-81 administration was .
arbitrariness and divisivenese. The president and his close amsociaten

. made all decisions yithout c0nau1tnt10n.~JThia has changed dramatically

under the new administration.

Faculty. The firast chancellox of the college is credited with
attracting a number of strong faculty members with excellent credontials
from prestigious univorsities in tha region. They secm not to have stayed
long, for by 1970 it was nocessary to "boef up" the faculty in preparation
for Prophet's first accreditation review. Most of these new faculty
members were let go within a couple of years because, the president said,
the college had to economize. In 1973 ten faculty were let go and
discussion about collective bargaining began. In 1974~-before a vote on:

‘unionization--cighteen of the 35 faculty members werc let go, sparing only

two of the faculty who had publicly favored collective bargaining. The
president is reported to have said that he would close the college before
permitting a union. At that point, the college began to use part-time’
faculty. Now, supplemented by part-time faculty in extension, part-timers
are far morc numerous than full-time faculty, who totalled eleven in 1982.

Faculty cuts, which continued during the 1970s and are said to have
demoralized the faculty, were made administratively easier by the fact
that Prophet does not grant tenure. All are on one~year contracts, even
those who have been with the college since it opened. v

Salaries are very low, averaging about $15,000, and raises have been
small,. especially from 1979-81. When other small colleges in the region
were closing in the 1970s, the faculty are said to have taken pride in
surviving and to have settled for low salaries as their contribution to.
survival.

-Throughout the 19'

thé administrative position that everything
depended upon student O lments fostered competition for students among
the faculty. This posxt seems to have been based on the. premise that
if all faculty members are scrambling for students, the result will be
hlgh enrollments. However, the pool of students traditionally attracted'’
to Propthet (pnrtlcularly those §v01d1ng the draft) had dwindled or
disappeared, and the faculty ended up competing against each other for
students already enrolled. Moralé, communication, and cooperation

~declined.

Predictably, turnover among faculty——whether voluntary or - :
induced-—has ‘been high.  Those who have stayed seem to do so becaise they
are committed to the area, because they have little or no option to teach
elsewhere, and because they love to teach. »

Administrators. Understandlng Prophet's ndmxnlstrat1q§}from 1962 to

e

1981 requires particular attentlon to the role and charact of its

president during those years. We'll call him President Charter, 81nce the
college was his idea.

Although Charter's professxon is the law, his prlmary orientation
throughout all of his career seems to have been entrepreneurship. His
business interests are now international in scope. His headquarters and
home are in a small city about 40 miles from Prophet, and he:-has never
lived closer to the campus than that. He also kept the business offices
of the college in his hometown. Announcements of his decisions were
prefaced on campus not by his name, .but that of his city--not '"Charter
says . . .," but "Smithville says . . . ." Charter is said to have
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refarred to Prophat as "my uchool." and to have thought of himeelf aa thp

ownaxr of 'the college,

Charter is dogcribed variously by college personnel as “imporiOuu”“,
“"a walking bundle of moods," "a genius=~cverything he does turns to :
‘money," and one who umsed the college for his ego, for a tax shelter, and
for puersonal gain. As noted above, Charter seeme to have had only one
priority when it came to academic affairs--enrolling as many students au.
possibla. He is said to have atated that any faculty membar who showed
that sufficient student interest existed--among current, not potential,
ntudeutu-—uould start a now program. kKxcapt to note Lhn flow of
enrollments and to announce new program priorities (in 1978, thoy were to
be aviation first, business management second, and all clee o distant
third) and new programs (extension in 1975), Charter took no apparent
interest. in academic matters.

e preferred to stall reactions to student complainte, claiming that
the students would forgot about them. Once Charter taught a clags at the
college, but missed a number of classes because of his other interests.
When the students complained, Charter reportedly gnve them all A's,
expecting that to satisfy them.

From 1973 until 1981, Charter's personal representative on campus was
the’ Dean of Adm1n1strat10n, whg{hnd been thc Dean of Students during the
most strenuous student complai . He was commonly characterized on
campus as Charter's henchman, and their arrangement was termed ' govcrnnncc
by remote control."” Decisions were announced as faits nccompllgﬂ with no
consultation beyond the president's inner circle, Department heads

- submitted budget requests, but believed that they were-never read. On at

'

least one matter, Charter was not above lying. Although several of those

interviewed believed that Prophet had no cnpltal debt, because Charter had

8aid 8o on more than one occasion, examination of the books years later
reveals ‘that in the early 1970s Prophet: took an $800,000 mortgage on all
land and buildings in order to complete, the f1nnnc1ng for the new 11brnry
and - two-new residence halls. .

Under the circumstances, it may come as no surprise to find high
turnover among administrators who were not part of Charter's inner circle.
During his administration, Prophet is said to have had tweclve registrars,
five academic deans, many admissions officers, and six or more financial
aid officers--although 'this may well have been an exaggerated perception.
If those who served in those roles in 1977 are representative, these
officials rarely had either training or previous experience in their
offices. Communication among them is said to have been so poor that fresh
orders went in every year for a certain form which piled up in storage
because long ago it had been replaced with a new form.

The admissions office was singled out for a number of comments by
respondents. At some point in college history, admissions personnel
typically flew first class on their reqruiting trips.. One of the
admissions directors had been in ohnrg of admissions for nine years at a
college that closed for lack of enraliment immediately before he came to
Prophet. Mos! of the recommendations of an admissions comsultant in 1976
went unlmplem ted, apparently because they would have cost money.
Admissions repkesentatives seem to have told potential students anything
they wanted to hear. One respondent said in astonishment that a recruiter
had told students that Prophet had a swimming pool. More commonly,
recruiters promlaed students any program they were interested in. As one
person pointed out, they had some basis for the promise since the
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philosophy of the administration was to offer any program for which enough
studenta could be found., DBut students often left because they did not
find what they had been promised.
The individual who was dixecting the admissiona: oftice in December of
' 1980 resigned suddenly, The following April, Charter aunounced his
) reaignation and Prophet's affiliation with a technical college in auother
state. Perhaps becauso these changes were under diacusaion, the
admissiona divectorship was vacant for the most ilmportant nine months of
the racruiting season. Respondenta point to this vacancy and the turmpil
about collegae direction that accompanied the atfiliation announcement as
major factors in the low resident enrollment for 1981-82.
Within a month of the affiliation announcement, nearly all
- administrative positions changed incumbents except for the ncademxc dean.
. ‘The new president was a physicist, well-known in his field, who quickly
" gained the confidence and trust of those who remained at Prophct. He
lived on campus and began to offer the college a sense of purpose. In
consultation with leaders of the atfillate collego, he continued the
. cmphasrs on aviation and business and began to explore computer acience
and other technical fields. Department heads began to feel involved with
the budget process. Leous than one month after our visit in the epring of
1982, however, he had been replaced by an-dusociate v1ca-prcnxdont of the
nffillntc college.~ The 1981~82 operating deficit was projected at
$300,000. The fecling was that the preeident might have proved excellent
in the, long run, but the college couldn t afford time for him to learn the
job there.

Iruetees. From 19623to 1981, the board of trustecs was composed’ of
the president and eight others who scem to have been his friends. They
are said, to have met seldom and in secret. Ohe trustee donated an
estimated one-fourth of the cost of the lxbrnry, which is named.for him.

Constituents. Respondents were aware of virtually no efforts to
develop college constituencies other than potential students., Prophet has
had no development office, no alumni program. During the 1970s, the
college developed a bad reputation in the locdl community for its past due.
accounts. Charter is said to have given a number of honorary Prophet
degrees in the mid-1970s in the hope of eliciting anor gifts. Gift
revenues have not increased. .

-

AN

Academic Progyams . ; ‘ ‘ o S in
: : : 3
As enrollment declined after the draft endcd4 Prophet made a number
of program changes. In 1973, it started offering associate degrees in
existing programs. In 1974, it joined a regional consottxum, giving its
students access to the resources of a number of other collegea. In 1975,
Prophet moved quickly and widely into extension courses, soon in twelve
area towns, now in nine. This last move was the most important in keeping
the college afloat--part—time and full-time evening students quickly
outnumbered resident students, replacing the losses on campus. Courses .
are taught at low sglary rates by adjunct faculty aand’ some resident
faculty on an overload baaxs. Respondentg expressed no concern about the
quality -of adjunct: faculty, many of whom are employed in the subject areas
they teach. (Courses are taught in bow-cost rented facilities and,
although the gpmpus 11brary is open to extension students, most. library
work appears~{o be done in other places. Course scheduling and
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regulatlons are des1gned to be conven1ent for worklng adults, w1th ten
class hours per .week const1tut1ng full-time status. o R
As ‘for the resident’ ‘program, many 11beral arts ‘areas were dropped for(
. lack of enrollment between 1973 and 1977: theater, foreign languages,
art, teacher educatlon, music, and economics. In 1978, Charter stated
that all college% esources would be channelled first into’ av1atlon, second.
1nto'bus1ness, and th1rd into all other programs. "Aviation and bus1ness, o
he.is said to have announced, were to carry the: school.” Aviation has_been - .
go. successful that Prophet was’ called a "one—program school" for a whlle..f"
Now, respondents’ are: concerned about fluctuatlons in; employment ol
opportun1t1es for pllOtB, ‘about:. 1ncreaslng compet1tlon for students 1n
av1at10n, and the h1gh cost’ of f11ght tralnlng for whlch students cannot
receive federal student aid.: Furthermore, although ‘the college. owns. 21
'-,alrplanes and six fllght s1mulators, the large number of aviation students
is stretching the capacity of the college to provide. enough fllght time.
k Collectively, such program changes were- labelled by one respondent as
"a bread and circuses" response to decline. Current program development
is in computer science and recreation management.' These are expected to
join aeronautics and bus1ness admlnlstratlon as the prrmary programs of Ra
the col}ege, e ‘ » ‘ - - " o ey

f:n ,:l

- N

Plann1ng _ '} -', - ,” ,P'~> ‘ , N

All plann1ng was the sole prerogat1ve of Pres1dent Charter dur1ng th o
e adm1n1strat10n He' 'was not available for interviewing, but” ‘planning . '
dur1ng ‘that perlod was described by one respondent as "lurching from one.
.crisis to another." The college has‘ had no institutional research '

~ function. Recent changes in administration ‘may lead to some plann1ng
process, but one has not yet materialized. = = - - : , g
. . . Co S : : ’ . "

JFinancial"SituatiOn . o " T S o

A true: p1cture of Prophet 8 f1nanc1al affalrs ‘during the Charter
adm1n1stratlon may be impossible to present. Finances were handled off
" campus in the pres1dent s hometown, and they were not shared beyond a
,tight inner circle. Prophet data were submitted to the federal government
and a f1nanclal report 1ncluded in-a 1977 self-study document, but we have
-reason to belleve that they may not. . -,true and complete accounts. We
) present these data with: that" cav-ﬁJbuzf; R
' . Total revenues, graphed in" -f%'53D dec11ned from.l973 to' 1976, R
. more than doubled with the. successfzhgextenslon program in 1977, .and o
" stayed at about that”leve1~for the next two years. .In-1980, total Y
ﬁ - revenues moved from $3 mllllon to.$3.7 mllllon. Tultlon, ‘room, -and. board ‘
. account for nearly all revenue, Total expenditures exceeded total
*revenués during the 1970s in:four years: 1974, 1975, 1976,. and 1979, - o
S Operatlnggbudget., Prophet ‘has made many - efforts £0 conserve’ energy,
which is partlcularly important to them becausé they had been using 0il
“because. their winter weather -is severe.. Furnaces are in the process
éonverslon o coal. They also bought a WATS line and.centralized
control of : long—d1stance telephon1ng in 1973. Together with keeping
faculty salarles low- and- using’ relatlvely inexpensive part—time faculty,
these appear to have been the means by wh1ch Prophet has kept expenses

:"-."‘ R el
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- down. By one account deferred ma1ntenance had been a serious problem at
 times; by another. it had not. ~
_ Capital. ‘As far as we can tell, the land bu11d1ng renovatlons, new
constructlon, equlpment, and perhaps even some of the airplanes have been
- .financed primarily out of the operating budget--that is, in this case, out
o of tu1t10n, room, and board. President Charter refused to borrow.- ,
- -government funds, cla1m1ng that he objected to the ‘specifications w1th
which they would have to comply. The only debt we were able to uncover, -
~was an $800,000 bank loan to cover the ‘construction of the llbrary (that
' portion whi€h was. not donated) and two: resldence halls in the early 19708.
W. College records ‘have’ shown v1rtually no gift income since 1972, and the
" endowment value has been constant at about $50,000. Given typ1cal college
f1nanc1ng sources, that leaves the students as the primary source of 3,
capital revenue. It also suggests that the college had no buffer aga1nst
enrollment decline" except ‘its unused woodland. acreage. That land,
beautiful as it is, is so remote that its value and the ability of the
college to sell it are probably relatively low. About five or six years
ago, the college did sell some lumber off its land but even that is
© difficult because the terraln is rugged s0 the lumber 1s\not read1ly
accessible. C L
The $800,000 bank loan ‘showed in a self-study as hav1ng been whittled
down to $8, 000 by 1977, What did not ‘show in that account was that the
reductlon was achieved’ not by paying off the loan but by amortlzlng the'
plant. As. of 1981, -the college still owed $800,000. "'
 'Perceived f1nanc1al condition. . At" the time of our’ v1s1t, respondents:'
“were ‘either cautiously optimistic or- ske ical about the 'prospects for. the ’
college under the new adm1n1strat10n. They.. tended to feel that its '
. condition may have erodedﬂso badly by the time it. affiliated and changed
leadersh1p that it may be “too- late to recover. Respondemts were almost
‘unanimous in feeling. that the afflllatxbn was a pos1t1ve step and in j
.-believing that the- coLlege had alreadylsurv1ved in spite of 1tself ‘...
80 perhaps it would cont1nue to do so.

[

o Commentary on Prophet College

- . v

Prophet's h18tory is probably 80 unusual that much of what we - can
learn from it may be -too elementary or too caserspecific to prove helpful
in gu1d1ng other college decisionmakers. Nonetheless, Prophet may be.
dbeful in"verifying the va11d1ty of standard ‘lore about how a college
-should be run by show1ng what happens when thatxlore is not app11ed
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. .not become the kind of college students ‘wanted to. attend draft-or no
~draft., The responses made by: the college to this initial problem kept it
" open, but d1d not serve as solutlons 1n the long run,

] ' BEN

College Response to7DeCline R LT 'F'(\

All adm1n1strat1ve and academic responses.to. enrollment dec11ne

" focused on students.as the sole source of revenue and on keep1ng -
~ ‘expenditures low. :‘Enrollment efforts consxsted of" opportunlsbzc ‘search
- for pockets of students-—lnternatlonal -extension, and aviation. The

extension program was most helpful overall and the ‘aviation program was

' most instrumental for resident enrollment.. Faculty members were set .in -

competition with jone another for students, by admanlstratlve policy.
Students were attracted to the extension” program in part because the
courses offered met their needs, but Prophet's competitive advanta e in

‘extension was that it was structured to allow full-time work. concufrent

with full-time study. Extension students who were eligible for veteran's
or employer's benefits :thus took no finmancial loss—-and may have. ga1ned
financially-~from studying through Prophet. Meanwhile, expenditures for
both residence and extension programs were kept extranely low, espec1ally
fagulty salaries and student services.

None of these changes produced a long~term solutlon.- F1nally
President Charter .took the opportunity to turn the ‘reins over to the
administration of. a technical college. In addition to. .freeing h1mself
from the mounting problems at Prophet in order to attend to his other

-interests, Charter is said to have been pensioned through the affiliation

at an enormous sum—~$1.2 million over ten years was the figure we heard.:

"We did not talk with technical college representatives to learn d1rectly

why they were interested in Prophet., We heard that ‘they wanted a presence
in Prophet's region, which looks as if it will become another center for

-the electronics industry. The technlqgl collegd also got a good deal of o

capital asset with relatively low indebtedness. It appears to be bent on
using the campus for. educational purposes, but clearly Prophet will no

:longer be the liberal arts college 1t was originally intended. to be.

[

£y

The Lessons'in-Prophet's Experience

administration might keep a college in business for many .years, but th
- college and many of its people will pay high costs for it. £g7was at '_ _
' Prophet that we began thinking in terms of: 'what may. be ‘a new g .
-phrase-—~deferred ma1ntenance of human cap1tal. True, faculty members have ’

E;ploltatlon might serve 1nd1v1dual;purposesL and’ an exp101tat1vey\\\p
e

been subsidizing the difficulties of most colleges in the 1970s, as
comparing their salar1es with inflation readily shows, but subsldy took on
new meaning at Prophet. . Well—quallfled individuals were used
unconscionably as-tools for securing ‘accreditation, then tossed a51de..
Loyal people. who love to teach might be permitted to stay if they didn't .
rock the president's boat, but they'd have to teach for the love of .it
because they wouldn't be paid much at all, Furthermore, the situation. was,

structured to allow them very little collective solace because it pitted -

them against each other in battles for students. -Some of them remarked
“that they would: Just 11ke a pat on the back once in awhlle for their -~

- efforts.‘”

~



Students had a 11ttle mo%e.lat1tude than faculty to leave, and leave‘f

they did when external 1ncent veés to stay disappeared. While at Prophet,

- they put up with hav1ng;been deceived about programs that would be

available to them,. w1th sdbstandard res1dence amenities, occas1onally w1th

; . administrative abuses, aud, toward the end, with. a faculty that waa
largely demoralized.

. By the time of the. aff111at10n w1th the techn1cal college, the
institution’ itself was show1ng the :signs of having ‘been exploited.:
‘Full-time faculty were down to eleven,- communlty people were fed up w1th
“past due accoun 8y the strongeat re61dence programs were in d1ff1culty,"

' - .enrollments wer down, and—-perhaps most- serlous in its. long—term B

l1mp11cat10ns— the mission of the college was ‘a shambles. . We had the
feel1ng that unless the new administration}:i Aqu1ck clear, and decisive
in setting out Prophet's mission, problemﬂaubuld continue ‘and multiply.

It appears that Prophet will either die or,'as Rally College was, be g1ven
a aecond founding."
"An- administration that ne1ther underatands nor_ communicates with’ the
academic side of the college ‘cannot hope to run the college well. ‘We had
the impression that President Charter, whose ‘business ‘successes over the
years have been substantial, believed that he could run a college like a

‘business.. However, Prophet was neither a well-run business nor a well-run
college during its first adm1n1strat1on. Good relations between bu31ness
officers and academics m1ght have ameliorated both problems.

. Evidence for poor business administration of the college is °
plent1ful. Account1ng ‘practices were deceptive and man1pulat1ve. Only
.one potential source of revenue was developed-—students. All other . :

e sourcea rece1ved half-hearted or no attention. That single source.of
revenue was extended unlimited credit, and debts in that area remained
‘uncollected. No internal. reporting and communication systems were: used
among middle managers, with faculty, or between top administrators and
others in the college. Middle: managera, and even top adm1n1strators, were
often hired and promoted without regard to the adequacy or relevance of -
their experience and. tra1n1ng—~apparently solely for their loyalty to. the
_president or the low salaries they would accept. Inventor1es of - college
property were never taken.: :

Without underatand1ng or commun1cat1ng w1th the academ1c a1de,
administrators made a number of serious errors based on faulty premLSea
about how an academic institution works., They set the faculty in

1"

competition for students almost as if they saw the faculty as saleapeople,‘ U

-out to sell the most 'product. They didn't seem to realize that (a)
faculty were often asked to develop a product they may not have envisioned
after a-sale had been.made (the student was enrolled) and (b) the faculty,. .

- in a’'sense; are the product——they have neither ‘the interest nor the I
opportun1ty to make outside sales, - One of the ‘consequences was’ o
prolLférat1on of courses-—faculty would offer everyth1ng ‘they. could in

‘order to appear attractive to students. ‘Course proliferation, with-
inevitable small enrollments and. over—extended cu1ty, turns out_to_be
h1ghly uneconomical. '

o Complete degree programs, offered in extens1on mode, can also get

_ extremely expen81ve, especially in upper division courses. The college
might have f1fty business majors, but -if they are the only ones taking .
advanced courses and if they are spread out" in nine locations, that leaves |
only five or six students- per 1nstructor. S - o

, . L b
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L\w The costs of errors in Judgment such as these are not. only frnanc1al,
' they are‘human., Mutual mistrust within the college was high. 'So is; the
+1ikely ratfo of unsatisfied alumni to sat1sf1ed alumni. And suréiy a-
fundamental aspect of running a. college well is the ethical premige: that
part1c1pants in the college exper1ence should prosper 1nte11ectua11 and«,
~in sp1r1t.Q'We saw mostly people who had g1ven of their own resource to N
the extent that they had little left except a thread of hope..» SRR ”‘”1‘”'
‘ A colleg_gneeds a clearJ reasonably constant,  sense of mission, th
" ~the. 1978 shift to ‘aviation and -business, Prophet. changed- d1rect1on-awa¥g
’from ‘the. 11bera1 arts.< Tt d1d not change staff apprec1ab1y” nor d1d utm§7'
vchange to- -a-new: vision of 1tse1£—-1t ‘only emphasized two specific.: SR
- prégrams, - Without those accompanying changes, the faculty were left w1thg$
- little sense of what. they were to do or how. The admissions people, , '
‘although- they apparently never portrayed the 1dent1ty of the collegeywell,Q5fﬁ-
were left with a small sample case of programs, not’'a sense of what ‘
Prophet was and: would provide them other than a major. It is easy to
imagine that many potential students m1ght have seen no reason to attend
Prophet unless ‘they wanted to fly. .
- .. A college may not be able to recover £r0m enrollment decline by
- focus1ng4solely on_programs intended to attract more students. Prophet 8
. efforts. depended heavily on programs, spec1f1cally aviation and extension.
Contrasted with the successful recoveries at Ral y, Enterpr1se, and -
‘others, which were multi-faceted efforts, Prophef's were mono—faceted It
" continues to attract no "unearned" income from g1tts and endowment. It L
continues to séek no government or foundat1on grants. Until recently, it
‘retained the. same leadership it had always had. 'Prophet’s- af£111at1on'
. with the technical college has g1v n it new. 1eadersh1p and some temporary
. financial relief, but it is too, s¥pn to assess the scope ‘or success of the
change,. = . = S . : : :
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" ‘v-~Dept Res Reseapgha Service Phy.Plant - Support Fellowshp Support Services Aid&Crants  Expenditure Expenditure -

.;° g ' f,‘ K ' Table lD. Prophet College

. REPORTED REVENUES FOR 1971-72 10 1979-80

Year Tuition . Appmpri-.\> Crants & . Endowient  Gifts Other ~  Total

o | & Fees ations _ Contracts Income . - "+ Revenue'  Revenue .

_ n- ‘1,421,284_'» .
S & T . X 1 A P | R
o W26 180,840 SATT | FERI R

0 3,358 . 568,410 . 2,004,052

0

0

0 L

%6 LM 00 53,580

)

0

0

0

W9 625,250, 2,206,457
40,886 55,309 0 1,980,0%
98,85 449,626 1,805,475
W85 440,631 - 1,790,813

“_ 0 ff ;}
0

@ - 112,518,460 68,058 COW,519 464,019 3,145,118
oI 2,896,311 0 18,166 - 431,820 3,346,357
19 2,660,412 0 16,473« 39,589 3,078,474 .
- 80 3,204,289 , 0., 32,675 471,331 3,708,289 }ooe
s LY ) . - ' S ' ' .‘l“’
TR
S
Co
4
N i
B I '

SEE

 REPORTED EXPENDITURES Foa'l971-72 10 1979-80

1
Vo

;Instruct & Sponsored Public Op. &Malnt. Tnstitut, Scholar 2 Academic Student Student Total B Total

17 1,082,657 0e 0 sl 0 M M -.‘,"'NA s, 695 - 1,568,383 1,929,133
731,190,923 00 .0 236,656 0 CNA . M M6 1,725,220 2,100,066
NCL,092,463 0 0 193,239 25 NA - NAT O NAT 45,548 1,560,038 2,069,162
1,021,896 0 0 365569 87,498 152,018 - 67,805 102,888 NA 1,797,764 2,087,045
761,001,458 0 0 - 387,503 92,747 161,139 71,98 100,830 NA 1,815,645 2,099,140
7OL13,06 0 0 264,563 112,067 175,792 75,56 114,347 NA- 2,515,361 2,862,870
781,866,275 0 -0 284,022 . 124,55 . 162,612 80,306 128,029 - NA T 2,625,800 . 2,963,848
19 2,243,057 0 - 0 28,833 0 . 183,082 0 105,14 N 2,800,076 3;349,90)
80 2,028,569 0 0 3,405 142,633 - 186,738 - 92,825 144,212 MA 2,922,443 llplp,soz
N 6

.j ;'r763:;.
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C © .oxGVENUES OF-TOTAL REVENUE FOR 197172 T0 1979-80
Year Wultion ZAppn,o:- '-  %Grance& ‘AEndowment ~ WGifts E ‘ZOther
+ " § Fees priations  Contracts - Income , Revenue

2.1
TN
B2
b
6
168
12,9
.8
2.7

2w 00 00 00
3o 00 00
T S
I LR R TR X R X SR ¥ B
[ 3 S SR S T
o wmo 00 12 00
B e 00 00 0
9 866 00 . 00 0.0
B0 g 0.0 0.0 0.0
SR S O R L

- - - - - - - - -
LN LA et DO et e g

I

X N R Y

i e .

. IEXPENDITURES OF T0TAL Execnmuncs‘mc o

S L

~ Year Alnstruct /Sponqored /Public /Op fMaint.. ’/Institut. ZScholar& ZAcademic 1Student 7Student ATotal E&G
. &Dept.Res. Research Service Phy Plant SUpport' Fellowship Support ,Services Aid&Grants Expenditure
N %60 ‘_ ‘go.o 00 1'1:2' 0.0 M NA M1 813
3 %1 00 00 L2 - 00 < M M W (YR
oo 5L6 0.0 007 93 0 o WM W ]/ VR -

73 8.0 - 00 0.0 I o A2 Jo 33 4.9 NA ,a86.’1’ '
16 4 00 000 TI8S b A R . ~86.5
= 7 6L9 0.0 0.0 . 39, - A L0 M 8.9
78 6.3 0.0 0.0 b2 21 43 B BB
~ 19 61,0 F0.00 00 0.0° 00 3L oM B2
41

0 S 00 00 A

L]

e oo o oo
>
L L W e

2.6, oW Bl

N om0 ,pl.frli’f- SRR o a6 sy L :.-""10,1]' 63

k. is the mean value for these. nine years in a set of 40 pr‘ivate iiberal arts colleges that like this one,
| * experienced rapid revenue decline from 1973 to 1976 [ 8 0 .




Table 3D. Prophet College
Four éelected student PTE ratdos for”coliege
For 197172 to 1979-80
REVENUES - o EXPENDITURES

o } N T - o
ear ~ Tuition & Fees/FTE  Instruction/FTE  Scholarships/FTE = Student Services/FTE  .FIE

$3,828.29

$223.10

,531‘

B 8,052 . §1,513.21 om M
oo $2,13093° . §LBW0.19 2/ o M - 648
75 ©§2,308.30 $1,837.94 §213.40 . $185.05 556
76 $1,940.97 - §13545.46 " §248.67 * §155.60 - 648
7 - $2,575.89 S1g.25 §175.62 $114.23 1,001
78 §3,317.72 $2,114.86 $186.27 $146.65 873
19 1§3,149.25 §2,648.24 §216.11 - §124.14 87
80 - §2,423.62 - §172.97 837



Table 4D. Pfophet College

2234

{

82

o " Revenue Data 1971-72 to.1979-60
. {Value,. Index based on 1971-72, ¥Change)
{ .(l
Tuition Gifts Endowaent Total Total .
Revenue Revenue Revenue Revenut TOTFTE
N9T1-72 $1,421,284 $34,3%8 $0 $2,024, 052
()oo.o 190, 0 C 00,0 100.0
1972-73  '#1,363,412 437,794 0 $2,226,4%7 7
6.0 10,04 110,60 10,0% 00 L 10,0 10.0% 100,
197374 $1,380,841 340,684 X $0 $1,960,034 &8 .
.92 =17 9.0 - 8.22 b 0% 97.8 ~11.1% - 856 4.4k
1974-75  #1,203,415 336,654 80 41,625,473 s
- 96,3  ~7.1% 130 5.0 000 90.2 -7, 734 -14.22
1975-76  §1,257,746 $30,054 ) 31,790,813 648 .
65,5  -z.0% TR 0 0% 88,5 . ~1.9% 65,6 16,52
197677  $2,578,462 934,519 $0 £3,145,118 1,008
181.4 105, 0% 100.5 ~11.2% 0 .. %54 75.er 1322 545
1977-70 $2,89,371 38,166 $0 3,346,357 673
‘ 203.6 123 52,9  ~47.4% 0 % 1653 6.4 1153 -12,62
1978-79 32,667, 412" o643 %0 33,076,474 e
S ‘67.7 -?lgz ' 4?:9 . '9:3” 10 '070 '524' '6.03 ‘ "':9 -3:03 .'
1979-60 43,204,263 - 32,675 $0 $3,708,269 837 -
- 20,1% 98,1  98A% |, .0 020 1832 2058 106 =12
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My,

'
s

' workers, that is exper1enc1ng -ut-ml

. the state: establlshed an upper -L

‘%ore closely w1th rts mandate.

o LINK COLLEGE ' ‘ o - N _' .
PROFILE  ° | | ‘. T
LQCation:' ' : Small~clt§,'Northesstl |

fope; S ;‘_ﬂ' Indebendent~' - ‘!f
o ” 1973: Comprehenslve‘llﬂ":” .
T . 1976: Comprehensive Ii " :
1982 en‘rollmen_t: 1,s35 FIE | R “\
| Date foundedi ‘H “ ll9467 : o L ;;f:““ '
19811e6sttv S $6 460 (tu1t10n, roezc nd:poe;d)q i
: - ..~ .About 95% of student

'on flnanglal 81
last year"'. R

' )
L1nk College was estahl1shed in 13X6 whe

“Linﬁ g

r‘ o)
requested it of a. private unive 5 y ea ‘bout'S m1lz’
was and remains a semlbautonomou 1nde@e dently@hccxedlte : of that ,
! b .
university, dedicated to:sexving/the foca commun1§§T\JT5év ,Lﬁbr ity .., 9

prov1des management - expertase a & ass1stanc- somexlme i
service basi but it: does/not proV
Bink's degreeg carry the fame of t 2;

‘1ndependent de elopment fo LY iu‘ "8in thefm@ ?'J'

Link servel anveconomlcq 3 depresséd rbtal
ration "It orlgh;etlon towardt_

serv1ng that 1ogale is 8o stro 4 th 7 ) Lef
community college," until that \te as’ applied.'”"
the hlgher ‘educat don 1ndus ry. w-

Branch /campuses. Link has
CIasses in locations other tha(; .
.+~ Competition.. In its ea ,?"'
-Tegion and’it attracted many sti

. é!cond campd_

from Link. : That college was: ‘pe n} 78 ‘

offering. gograms that - compete (Wit _]'.y;"J'J" qtmuch°lower*tu1taon. 3
By .197 54 N inEpsd. oh hink e hnents,_s nts
having : settled into a pattern of 5¥rring’ ofbyor ‘the gthers - ¥ 1 ﬂ,

Link greatly reduced its evening di i ""“{1y'l','°'regaln1ng soﬂe students
" from Tech. .In 1980, the state beggq" 'curtalLﬁTeg?Vs prognﬂms t9 fq’

>

LI A, ’




i A

B . e N .,.‘.__.. e p N . N N .
A \A~# : ; oy
A
. o -

¥y

ﬁﬂ" Lnrollmontu and Students

. : p
Yoy 1'

g L1nk grew £rom 2,370 atudents in 1959 to ‘over

LA shown in figure IE, it stayed at or aboveythat level for five ye

‘;Y'f‘ Enrollments dropped. from '1969 to 1971, stabllxzed for three yea?®

,fﬂ”,ﬂf ‘went down' again from* 1973 to:1977. In 1978 total enrolhment b

R éilmb agaln,lreq&hxng almOat 2,500 in 1981 .. g

- Link'g: ptoportmu o g;{ta-t:.me students has, always been hlgh

Student head" cOuntq,(flgu WE) afid ; full—tlme equ1Va1ent ‘(FTE) atudents

(f:gure 2E)’ have not. behavédjgérﬂilél to one another due to fluctuatlona

in the number -and attendanc ? terns of part-time - students. FTE studénts

(flgure 2E) numbered’ almostf ﬂOOUfIr\F’1973 declining thereafter. to a’ R

‘tréugh of 1,449 in 1978.. They“have since cllgbedxto a 1982 total of © . .. -

-l 835--growth %PlCh has ‘exceeded ear11er college* proﬁectlonss The L S

projections for the next five year show stable overa11 enrolhments, w1th e
fewer day students and more evening students. v . ‘
-~ Studénts. Since its foundlng, the proportion:of Link students who PR
-are local residents. or commut ers, has .declined to its present 50%. . )
. Realizing that this meant Link was becoming more successful throughout the"”__'

.'state and beyond than had earlier been: ant1c1pated L1nk administratoré - ;{
- have begun act1ve1y to seek those fiore distant: atudents through thex L
., admissions program, In add1tlon to ‘this change 1n the student body, the
prOportlon of m1nor1t1ea has steadily increased, now at 14%, - Most .
_students are first generatlon ‘college~goers. In ‘the even1ng program, some
70% are in career programs rather. than liberal arts. ‘That percentage is.
~ also highe for day students. Since ‘the mid-1970s the proportion . of day _
students who ‘graduate 'in. four years has held steady at about 50%.: o dﬁa
- Admissions standards may, hav sh1fted ‘downward sllghtly over the past :
decade or- two, but the change is mot” dramatlc to theg aculty._ The ayer
. SAT score of those. adm1tteq has fallen ‘only 25 point®® in-the past: fenf
cq.years ‘to*a 1982 flgure of 956 . ‘The change from Comprehliensive 1 to"
Comprehensive II reflaf “the drop in enrollments between . 1973 and 1976//
.'not.a change in the 's&, : vitygof. the: Eollege.‘,‘_- L S .
_ ~While L1nk's enro; nt- has, suffered frpm demograph;c changas,. R

. 1nc1ud1ng out-mlgratlon ffom its 1oca1e, And 6 competltlonafrom Tech,. \

' it has also ‘en joyed two‘key advantagea. ‘Thé 7 153t is.that its parent ,‘\@-
_university may. suggest to, applicants 1nthgh demapd area& whom it cannot™
-accommodate that they. start’ at Link, ' perhaps tr xfexrlng“later to ‘the « }7
un1verslty.» Second, the state offers f1nanc1a1 a1d fo students who attend
_private colleges in the state, which helps to;pvercbme ‘the’ tultlon IR
.differential between the two sectors.f 5 Ly c

. -Student ‘life." Dormltory space is 11m1ted on- campuq——so 4hm1teﬂ ;hat
~+ . with recent increases in non—cOmmutlng students, Link has had to.rent“an-
. '.entlgg motel 13 miles from campus, with a shuttlebus, to: help students
‘ ‘with” the local housing shbrtage. A cap1taL ‘fund drive £8r more residence
o ‘hall. .space 1s underway, the need for it clear even, w1th prOJectedIdecllne

sﬁ~'1n day student enrollment, L v

‘.”'_ _Thes fact that so many students dd ‘not 11ve Qn cmmpus, eoupled w1th

R A Llnk's h1stor1ca11q strong relatlonshlp with its community, means that.

'“student life anJ'commun1Qy life are 1nterm1ng1ed For example;’ -part of S

the' student fee underwrltes ticket pr1ce reductions for tudents at local : "
communlty spec1a1 events. Such occa51ons have 1nc1uded‘ ad presentatlons

A




i R ‘
. Facﬁltx As a groﬁ% ‘the. faculty seem’ to be flekiblo, dedicated to ,
" the 'welfare of the college, ‘actively. involved, and d1v1ded in their - . .
oplnlonafon several lisues. They were credited: with h1gh wllllngness to
seek oul/ and’ try new programs in- respouse to newly identified. community,
needs.’ Durlng 1970-76", which was,a very trying time w1th the prospect of . v
v merger/ or’sale of the college. hang1ng over everyone 8. heads, the faculty
.. are said.to have worked hard to maintain a stxong curriculum and assist
: wlth student ' recrultlng. They" ‘did this despite the fact that some ..~
: strongly fayored a mexrger or sale while .others were vigorously opposed
Tension between liberal arts faculty and .CATeer program- faculty; is, also
. present, accordlng to respondents.‘ This .tension ig said to- havev; .
characterlzed the faculty ever since its foundlng.k One person remarked
that the currlculum and faculty: relations ‘would be muth better if 'the
college had made more effort’ to 1ntegrate the 11bera1 arts w1th1n all the
‘ career programs. )
- Early in, the merger/sale‘talks, when the change seemed 1mm1nent L1nkv
hired some 25% more faculty on the- premlse that enroliments would increase
_and the f1nanc1a1 condition would’ stﬁblllze chrough the change.- When this
e change did not materialize, faculty members were reduced. - Reduction was
"“T'_sald to have: been especlplly apparent in 1976, although no, drastic L
measures were needed—-attrltlon, ret) 'nlng, and 1ncent1ves for early N
retlrement were the primary: methods'Og‘reductlon. v y
. "Sixty-three percent of the faculty are tenured, and 60% hold terml
. B degrees. Currently, 6% are part—time. ~ .+ - o _ )
' By 1976, faculty members’ were 8o d1senchanted’w1th unre11ab1e N Y T
communlcatlons between them and the adn11n1stratlon that they 'voted. the \g?

AAUP ‘as their collective bargaining'agent. Whether Link;would merge - orm
.80ld still had not ‘been resqlved, and the taculty moved, also for a- chaﬂge e
of presadents. No one”bommented on fhe present relatlonshlp between t 51
union and the admanlstratlon, speak1ng instead about current ‘relationts
between the ‘faculty “and the admlnlstratlon. Appar%nt, adversarlal ;
fee11ngs if ‘they exlst, are no longer ‘strong. oféﬁg”f jBEglnnlng ¢
v ﬂnake .known, their desire for greater part1c1pat1¢n 1;‘_ gt
;hat the merger/sale issue is closed and' the cvl 2y PR U
‘!-Admlnlstratlon. During the first ten yeats; o‘ 'f;_g,;.w;
presldent was a classic-style educator, much belovelBy\ghode "Who Ny emenb
P h1m. Respond nts noted. that the second. presldent ‘it "a“fgé a'ﬁ@ﬂ“"-‘"
oo campa1gn for ‘the fltst real’ campus, which.was away from thefﬁrev usly
j;' used, converneﬁbbdﬁldlngs in the ‘downtown. gector. The pres1dent from\l970
agﬁp'“°to 1976 Yas chosen .for his background as a development ofjlcer.. HoWever,“
ag”;; issues other  than fund—ra151ng prOVed to be critical dur1ng Bl
RO admlnastratlonv ;;He came into office w1th merger/sales talks a :
75 h underwaya and the'lssue was fever resolved ‘during his. admlniStggt
Troubleaome fferenc@ among the vice presidents fragmented’ﬁ ,' :
N 'j d1rectlon.z T éereSLdent s admlhlstraﬂlve performance .was term lnept,,
“, .. 7 and he.was not" 1nvolved in financial declslonmaklng.\ o A
. Eo& 1976—77 Link was 1ead,by an interim president., a healer jho was ,
" well= lkked The preSLdent s1nce 1977 had beén a top méﬁ%er of sta ew1de'-. R
- educatlon admlnlstratlon. He ‘is'desc¢ribed as a top-notch administrator,
. strong 1n fqunCLaI affalrs, with 1mportant statew1de connéctions, ‘His

QO "

‘n."“ ‘
A

"role since comlng to -Link might be: summar1zed as»"maklng frierids" for the -
college, His knowledge of state agenc1es, the 1eg1$iature, and ", Lo
o . "'. TR v . R ’ 4' . @( - N N
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~ individuals within them have beun helpful to the cause of private higher
"education, including Link, in ?axntainxng funding for the private sector
and in limiting the programs o rgtate 1nat1tutxons to their intended
mlsslon. The president is actively, involved in community relations and in
. atudent recruxtxng. Collectively, the administrative team. for thxa?
president was termed, "a set of agile administrators who.see the r
poaaxbxlxtxea [of the college] .and ‘make. them happen "
'~ The business officer has 'served the college since its founding.
is fidscally very. conservative. In the early 19708, when he ququéntly
‘prOJected a much worse end-of—year financial poaxtxon than eventually .
materialized, faculty were upset, Durxng one year, when the- faculty were
‘persuaded to accept no salary increases because :the financial picture N
appeared 8o bleak the college realized a surplus. This kind of problem)
has evaporated with 1mproved financial health’ and better . oy
'rnculty—admxnrptratlon communication. oo o '
4 Trustees. The trustees for the parent university ulao aerve in-that
'“capacxty for the college, through the university. This, fact, together’
with access to the top administrators of the’ unlveraxty, appears to- afforﬂab
Link considerable expert advice that it might not have been able to ¢ d
‘generate without that. connection. It also seems to 1nd1cate that trustees - %
are far less 1nt1mately 1nvoIVed with the.college than is true of other
" colleges in this gtudy.. . ' ‘ . o
Perhaps as important,’or more, is the board of the development
foundation, that serves only Link. It was first established in the
. mid-1950s, as % 'vehicle through which interested donors.could be aaaured
."that the1r contr1but}ons would go to Link rather than tip parent o
. un1Ver51ty.‘ ‘Puring -ite’ three past’ cap1tal campalgna, the foundatlon has v
* - raised. $3‘mﬂlgxon mostly in ‘smaller donations from local citizens and: .
;busigeases.}%fn 1974, the foundation started antannual fund drive. ey
_ ,It ‘was:' thls’development foundation, according to one account, thaﬁ .
,f1na11y served: .48 the-véhicle for ending the merger/sale dxscusslon §s :
leav1ng Llnk's status unchanged. The foundatxon owns the lapd on - ',‘}
%ﬁm

L Caw
T

the college is bu'lt, and it .owns the bu11d1ngs when they ware paf
y Therefore, any mérger or 'salé would require the Gonsenv“of the fa
,~~board.ﬁ When this’ requg&ement eventually‘became clear. to”those in ved
: 'and the board voted it requested the Chancellor and Prealdent to O
‘ d;scontlnu ,such effortsvand these officers concurred.- : ' T T
v.hu C Conatltuents. The cohmunity has been L1nk's most 1mportant a -
‘constituency’ ever sihce the community leaders asked for the college in _ '
1946  Link's relatxonahxp with the community receded. into the‘background_ @ﬁ
‘tossope. exterit:in the ‘early 1960s when %t left - the downtown areg to. its Lok
-, new campus on’ the outskirts and college embers began to. th1nk they‘should R
e a more traditional. llberal arts campus, looaen1ng~ hevtles with U s
o uriity needs. :'This’ apparently was ne1ther a strong- nor,a 10ng—11Ved
A/ »*  direction of the coPlege.. College lgaders are now a¢tively involved in * '
,cult1vat1ng~commun1ty donors and- dxscussxng academlc program needspw1th
., -local employers and potentlal students, - -
L W " Alumni have not been a key conat1tuency ~for Llnk, as seems true for-
‘most young colleges. ‘Their impottance has~r16en under the current v o
Y‘Edmlnxstratlon. One indication of this- new prlorltyh's;that Lfnk is T
‘building a D1v1sxon I basketball team, partly in an effort to give the
alumni “aomethxng ‘to come -back to .the campus for," serving as a rallylng
;point for, their rededication to college welfgre. ~ - N e
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On s, o lmpurtunt occaaxonn, faculty, staff, and ndministrntora of
»/w;“the parent university have bocn critical conptltucntn. Ccrtuxnly this was
‘the case when the parent unlverSLty was considering merging or selling the
college to the state. .Over the years, the unxveralty has also both .~ .
‘directly and indirectly assisted the college in recrultlng students, and
-faculty mcmbera have helped their counterpnrts at Link in estnbllshlng new
‘acndemic programs. o .o

Academic Programs
. . . ! ’ .
Link opened with four career programs, in addition td'mnny in the .
liberal arts. Virtually all of its program change since 1946 has been in ST
the form of new career programs, It was among the first colleges to: offer‘
‘majors in public relations and construgtion manngement ~ The fatulty -
frequeatly rev1ew all fnccta of the curriculum, 1nclud1ng efforQs to .
‘increase its. ‘efficiency~-as through alternate year of ferings of ’
spec1allzed courses and cuttlng the total number of  courses. ' ' -,,¢w
_ Three hallmarks seem to characterize program development. servingk »%3
local job needs, using 'local resources, and remaining open to change. Théwgc
medical and  technical industries in the areca are;rélatively strong, ot
requ1r1ng ¢§01ned emp loyees. and willing to aupport the college in o
educating them. FLVe ‘arga’ hospltaLs are ‘cogperating w;th space,
equlamen " and staff resources to re- establish Link's nursing program, »
whlch had been. trlmmed way back in the late 1970s whoﬂ it was too oot
expenalye for the’ collegeé%o .support., ‘Comput'er sgience, after a cautious
1nhroductlon,_16 growlng 1n 1mportance for the college, An attractive
“feature of computer sc1ence 'is the opportunity forqpnternshlps and '
“‘placement at ah area Air Fq&%e Bases: ~Talks with the local insurance
xlndustry p01nted out the need.: for the new actuarial science program. A
. new ptogra%;gﬁ fine arts helps broaden the image of the college in the .
.7 liberal "arts) “and.it is: ofiereg‘ln .conjunction with a amall but -

g TN

~

. . well-respected art mpseum in-the community. _ b N
S .During the dlfflCuLb11970 foreigh languages.were cut back ds*was -
“the nursin% prqg:am temporarlly.u No: other progr afii, reductlona were ‘
4 mentroued < ) A _ ‘ © ‘ ,

78
»
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hlstbry of .that_ functlon, ‘ ;“'Woff e “1th that purpose by 1969'
'However; college\records are ju now“bel g autOmaIEd No part1culan~a
plannlngwhystem was mehtlon” but: the plann1n functlon ‘seems to be felt

. as-a shared respon51b111tycof all. The faculty, as well as

'.admlnlstnitora, ta*bed as if they were constantly on the alert for early

rning 51gnals of‘heeded changes in the curriculum. One faculty member _
played with modela of alternative. sizes. for Llnkzand v .
lons for’ 1nst1tutlonal health. -

ow’
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, 1otal revcnucs from 1972 to 1980 did not kegp pace with- xnflation.
However, tuificn revenue roge almost as far as total revenue over the'
perigd, dcspltc the fact that FTE enrollment in 1980 was only 80% of that
for 1972. Siwce 1972, expenditures have exceeded revenues in only three
'years: 1972, 1973, and 1976 and these were moderate ($34 000, $12 000,
and $86,000). -+ .

“Qperating budget. In 1969 ‘the collcgc was heavxly tuition dependent
(85% of total revenues) and $300,000 in debt, In 1970, enrollment stnrted

w. down. By 1971, the college declared a state of financial exigency,
' showing a $450,000 ‘deficit projected for the year. A week later, the
.deficit ‘had been ‘rediiced to an expected $250,000, and the year ended with -
no deficit. Similarly, 1972's projected deficit was $220,000 (actual was .
334 000) and 1973's proJectlon was $108,000 (actual was $12,000),
Financial reactions to these problems consisted mainly of belt-tightening .~
. in all ageas j 1nterperaonal reactions were skepticism and anger. Although
" there’ was a general sense that the college had indeed fallen on hard -
“times, the faculty . felt deceived as to the magnitude of the problem.
a  Link has since reduced its tuition dependency through increased
~ grants and gifts.' Two important factors in analyzing Link's financial
statements, deserve mentlon. First, gift income is a ?plug figure" from
Link's deVelopment foundatlon, whlch holds the college endowment. -Each
year, college officials estlmate how much gift income they'll need to
balance the budget, and that ggount is pledged by the foundation, This e
accounts for Link's having an® ndowmen;, but no'recorded endowment income.,
‘It alsSymeans that, conversely to other colleges, small amounts recorded
in the gift column are not 1nd1catlon9”of lack of gift:support. Rather,
that-auggests ‘that the college hgsapeen able. to Keep. expenditures down,
raise "earned" income.near the: TeviEl 8f expendlturea, and, to the extent
. that glrts ralsﬁﬂ ﬁxceed glfbs pledged,® id aaée;s for the future. The
- secondﬂfactor A's ‘state -aid, which totals ome 15-20% of the operating
o budget when student and 1nat1tu;§onal aid are ‘combined.

_ « ' Capital. Lidk's debt servige is low for .a college of its size,
. totalllng‘only_$2 6,000. In addition, it has not been deferring
”  maintenance in order- to achieve short-term, savings. - The campus is still
relatlvely new, - thﬁhmajorvrecent expendltures having related to ‘improved
energy efficiency - adﬁ the sole new need be1ng residence ‘hall space-fot
which a capxtal rﬁve is’ underway.v The’ college, through its development
foundatlon ‘%lso0 ownsg “some non—campus dand and” fac111t1es in the area,” -
~ -some of which cannot’ “be 80ld for several more years ‘due to a elause in the’ ;.
ogife agreement.~ “These -facilities do: not produce 1ncome, but they are onf»fvu
';, ~a small drain on " current funds and thexr ,value is appreclatlng. During
the 1970s 4dn endowment fUnd was establlsQ&d, wh1ch amounted‘tp $1 5
mllllon by 1982\ S
" Perceived financial condltlon. Respondenta are optlmlstlc about
Link's flnqpclal future.’ Recent’ enrollment growt evelopment ‘of - the
R foundatlon and.its assets,’ strong community relatioris, and competent” '
", -administratiom are largely’ responSLble for their feellngs. -The. only major
. concern expresaed7had to do with®the lbng-term rellablllxy of the current .
level of .state fund1ng. While they have no specificireason to expect cuts o
/in‘ that area, they. are cognizgnt of state budget difficulties 4nd: the - "
changes that canvpccur 1n any kind of _government decLSLonmaklng. .

+
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. © 07 Commentary on Link Collepd ..

)

Causes of College Problems

i

Link entered the 19708 fuced with an operntlng dcfic1t, no financial
Cuahlon, and several difficult trends: inflation and faculty numbers were
going up, reglonal population and student.enrollments were going down. A *
strong new competitor had -entered the market, and no one knew whether Link
would continue as part of its parent university or go public: That doubt ‘
hung over the college for seven years, and may have cost-some students who ' =
chose other colleges rather than-the endure uncertainty’,
For the most part, these factors were cxtcrnnl—-phcnomena over which
college admxnlstrntora had no, control. They might have positlonod the .
college better during the 19608 by, avoiding deficits and developing gift
sources, but in those halcyon days such courses of "action secemed to be far
less important than they do now. External factors: certainly were ‘ )
" exacgrbated by indecision apd lack of direction in the 1970-76 ' '
administration. But the nést powerful fnctors in Link's situation were
sgg‘pnvironmental. '

ey _H._”_'{_i.,,, . s

-
At

“ College Reaponae to Decllne. Throughout the 19706, the qqllege
" continued ‘to identify and meet program needs of the region with a number
of new maJors ¢losely tied to market demand. Although this was not new”
for Link, current enrbllmehts in the new programs show that it was \
'productlve._ W o .
,,l4pother helpful ‘factor was also a tradltlon of the college——aeeklng o
ys to economize in expendxturea. The conservative orlentatlon of “the
L : ng—term business officer meant that the college took such measures as
- 'w' ﬂ%talllng its own telephone system and aud1t1ng and 1mprov1ng energy
' eff1c1ency. o R A
~With the. new pre51dent in 1977 came two 1mpottant new 1ngred1ents' A
_more attention to college constituencies and angend to the uncertainty
aghout future control of the college. The. pre813ent is emphaalzlng
CDmmunlty and alumni relations, ;n order to maLntaln\gnd 1mprové the1r
support for the college. He is also giving personal attention to student
recruiting., Now that the afﬂﬁr atlon w1th the parent un1Ver61ty is gecure
and the financial . condltlon more sOund “ Link 18 1n ‘a’ better posltlon Eo
appeal to both donora and atudents.,- S 44
) . N \-'-‘1.3‘ . .
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. The Lessons in Llnk]a Experlence S

We ‘found it exCeptlonally dlfflcull to draw,lessons for practlce or .

:-,theory from the Link story. Our visit .left us with more: questlona than' -

e - comments . Upon reflectlon, we believe we understand why this-was the :
'~ - caseg, and ‘we state that here as the sole ‘lesson., Followlng,that T

: dlscusslon, we point out some of the un:esolved issues ‘in th
Events that .are not under.management control may be thé primary
_ forces determining the well-being of.d. college. ‘The major causes of

.'7‘”L1nk's d1ff1cult1es in the early 19708 were enV1ronmental, 38 dlscussed




above. The runponudu of the college, while diligunt and continuoun, ‘db

not repreaent dramatic departures from historical practice in the collegt.‘
It secms unreasonable to attribute to Link admlniatratora the primary
raaponalbxlxty for gatting the competing achool back into line with its
mission, or for increasing and sustained’state support=-two critical
factors in Link's recovery. The merger issua could hardly have gone on ,
much longer without some kind of resolution, whichever way it went. Thq x
way ‘it finally did go wnn*hﬂumg;:ed by forces that scemed to be a classic -
illustration of orgnnlzcd anarch\ not foresight and decisiveness. The :
result was that Link' continued to eénjoy the numerous ulgniflcant )

“advantages of its association with its parent university--direetly and,
indirectly assisting Link in its efforts tlo recruit students. ' We came
away. from Link with a sense of cyclical moyement through time ;Qostly
undirected by strong leadership and ‘only magginally affected by “weak
leadership! We were puaaled by the fact that those we-interviewed at Link
did not speak of eras in college hiator‘-—"Thc Crunch," or ''when Jonea was

_presldent,“ foxr example. In other colleges, such. er'as “had. been part” of

. common vocabulary even though those colleges, too, lived ¢ constantly on ‘the
.4 brink of disaster. Perhaps the’ inexorable ebb and flow of*uncontrollable
U events, sométimes working in the same ‘direction and other times :
~ countervailing directions, accounted for this dlfference in perapectlve at
o Link, = - Sy
' How ‘cah college personnel__ppaxently have a_strqng sense of
institutional’ loyalty arld commitment when they age 8o 11tt1e involved
with--or even -aware of-—evemnts in areas of the college outside their own?
It may have been an artifact of our interview schedule, but we met with
. very few individuals.who knew much about, or appeared to want to know much
" about, what was happenlng in other departments. A faculty member, for
_ example, who had longer tenure as a divigion head than any other, could .
“.tell ‘us only about faculty reductlons that had occurred in his area. What
;& ‘hadipeen ‘dome to cut facultw%and how Lt ‘had beeggigone’:in other-areas ‘yere
. largely unknown to him.. The 1970-76 presldent never paid any attention,
“ " apparently, to the financial affairs of the college. The business .
officer, with 36 years of service’ :at the college, was described as a“
s person who had 1ittle or no knowledge of-~or interest in--the, academic’
* - part of the’ xnstltutlon."Certalnly many of the faculty and the business
‘officer seem to lack communlcatlQp,and ‘understanding between them. Yet
- each of these individuals seemed to be dedicated to. college welfare and to.
have invested inordinate amounts of effort to improve 1t-—a1be1t in ways .
: gy that others may not always have apprec1ated " Apd somehow, exqut .wherthe ¥
‘ fopr lead horses,: wereapulilng in opposlte.dlrectlons ‘from“1970 ‘to 1976,,' oo
“?tﬁéir*éfforts seemed to have a certain harmony and complementarity that
°‘served the institution reasonably well.
‘How has it beeén pOSSlble to achleve balanced budgets w1thout undue -
= -Organlzatlonal pain_in contifpuing fiscal decline, when the effort to trim
‘expenditures to the bone has™apparently been strong throughout the life of
the institution?’’ Respondents talked of major reductions in the number of

- faculty without’ faculty dissent,. the achievement attributed to a single o
year. True, that was':theisgme year they.voted in.a union, but that move -
was conSLStently attrlbuted to distrist generated by poor
admlnlatratlon-faculty ‘communication about deficit projections and

“«  possible merger. Perhapf it was sxmply more convenient to blame those two _

" factors thansto appear Selfishly concerned with their own welfare. Byt da’ Ea
total revenues contin d to decline, in constant dollars, the relatlonahlg N
between the union and the administration apparently was not adversarial, " v
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Furthurmoro. evon. allowxng ﬂor now technologies, how does an
orgnnizntiou continue to find ‘new ways to aconomize when it claims to have
' done so since its inception? Such economies were said to be an xmportant
" factor in budget balapcing, yet it would soen that there is a limit on
what can be done, over many years, - .
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HARMONY COLLEGE

Lucntion:‘ lfa 'Subﬁrbnh, Far West
Typea: ~ 1 Liberal Akts 1l, Catholic i

- A women'n college until 1969 .
"1981 enrollment: . 1,090 FIE .
Date founded: K 1868 .'.
1981 cout; §6,100 (tuition, yoom, and bmud) '

,)()Z ol wntudents on aid .

- . . ¢ 1

The Story of Harmony College ' _—

As the 1980 uccruhiting tuam put it, Harmony itr "one ot thoue
almost-extinct institutions of higher education: a smadl, igitimate,
" concerned college in a-sétting of almost anompnrnble beauty near a large
metropolitan area." 'The team also used the Word “wetjiculqua" to describe
both the physical facilities and the academic advxnxng available to
» students, -

* Hapmony wus eatnblxohcd\by an order ot‘rclxgzoua uxutcrn as a
two-yéar college for women, emphasizing fime-.and liberal arts. In. 1951
the program was extended .to four years. In 1955 Harmony started an
, evening division, prxmarxly to ascrve the continuing Lducntxon nceds of
male and female teachers in thc arca. Harmony.opened its rubulnr
undergraduate program to men in 1969, becoming the' first women's . college
in the area to go coed. In 1972 Hnrmony expanded its postbaccnlaurente
courses "for teachers, which had begun in 1965, to full-fledged masters
programs. During the mid-1970s, Harmony offered a number of courscs ofl
campus, but later curtailed tWis activity. Harmony's program cmphasis is
described now as Catholic, ccumenical, valuc—oricntcd,.carccr-directed
liberal arts. > -

Harmony is located in an affluent region about 20 miles from a large
city. Its grounds were once a fine estate, and one of its buildings,
formerly the reésidence of the'owner, has been designated an higtoric
landmark. Other college buildings are functional, not fancy.

Branch campuses. Harmony -offers a few courses off campus in two area
businesses, and a number of televised courses  through an aren network. It
does not have any campus other than the main one.

Competition. Although Harmony is ‘in a populous area that supports a
great many public and private postsecondary institutions, it is-the only
four—year college in its county, which also has three communxty colleges.
It is also the only college for'aeveral adJncent counties that offers
evening courses through which students can complete a four-year degree.
Harmony attracts a number of transfers from the area community colleges.

At least one small liberal .arts collcgc in the area has closed in the
past ten years, and several others are said to be ailing.

J
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The long-ters enro) Jment trend line [OF Narmony in appendix A shows
that it doubled in mize in 1966. This_ is a headcount of ntndantu, and the
incregpe is fully accounted for by vurt time students, The uttonk
inference is that the new poatbaccalaureate evening courses of teachers

“begun in 1965 for in-service teachera cveated the iucrvease, The nuwber. ot
full~time students has fluctuated, plug or winus 100, around 500 ever
since 1959, reaching about 650 in 1979 and 1980, Hueh of the vartancu in
FIE enrollments, shown in figure 1¥, involves changes in the yurtinxputiow

rate of part~time students, FIF pﬂlnllmunt dropped abouf! ?JZ Tedm 1973 to

1976, then climbed nthndily to over 900 in 1979 and on ta 1,100 in 1981,
Students.  With its atrong emphasis on cuntinuing,nducntion during

the past decade, Harmony's swtudenth are of two general. typps-=-trhditional

age group reuxdeu; students and adulgs from nearby LommunLLiea. Harmony

_Locuses on sexving ita reglonnl populution\for both types of students, -

The proport fon-of . international students has grown in recent years to
about 25-301; sud: Amo;iunn minoritles account fur another 19=20%. . Over
the past two decadens, Warwony hos-enrolled propogtionally wore adulta,

. moTe mon, more businént majors, wore- yrnduatv studenty, and more
Sdnterpationnal studenta,

Huny yvars ggo, -Harwony nppcuru :u have narved prxmarxly mxddl«
xqcomv studente .. I't has wade atxong and. apparvntly aucccnn(ui effortn for
some ‘years tp serve a ‘broader socioéconomic apvc:tum. aided by tederal and
state student aid progroms. In 1981,-20% of Harmony's students received

state aid topalling $220,000, The abxlnty of the cBllege to maiu;axn thia
. broader range of. utudunta ie. ¢l to bo in-jeopardy lvow several forces.
' Fuederal aid levels nrnjzn doubt, and.tho' ceiling on state nid no lohger

reaches higher than Harmony's tuition rate. Harmony had kept tuition
-rélativély low through the 1970 and had to rnxno tuitxon a total of 621
IrOm 1980 to 1982,

"The retention rutZ*%or utudvntn in- npprnx;mntnly AOZ.- The college in
5rnduully xncrcﬂuxng ite htnndardu tor admission, pnrtxculnrly in the

- business program.

Student life. In about l967 Hnrmony otfxcxnlu noticéd that the

" +Catholic high schools in the rvgxon. the maJor sources of students for the
college, were dwindling in gize and changing in domposition so that fewer -

. gstudents were likely to be available. They began a two-year proccos of

discussion, and. conaultntxoﬁ with faculty, ‘stuydents, alumnac, and trustees
about -the-possibility of Uecomxng coeducational. In 1969, before,any
apparent loss ‘of students jin - the tes;dcncc program, ‘Harmony udmittcd its
first, mnle ﬁtudonxn. They now accqunt for about 40% of the, rvﬂxdvnt '
ntudnntn. "The_ anor nccompnnyxng‘chnngcn were‘increased athletic
actxvxt1ea ‘and morec’'male £ncu1ty members and administrators.

Cnrlng for students as individuals and collectxvely is a strong theme
of the college. 'During the late 1960s and early 1970s, when students

nationally were expressing concern about serious' issues, lHhrmony held open .

mectings with diverse specakers and audienté involvemént to allow students
to-explore nnd»underntand their concerns..  When American hostages were
taken in Iran,- .and sits 1nternal polltzca were in duharray, the staff
members in the Englxsh as a Second Language program took it upon .- .
themselves to contnct each Iranian student 1nd1vxdun11y to sec if they
needed any as istance. brxendahlp and banter among, individuals from all
sectors of thiqcollege is nppnrent to a campus visitor, Several -
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j Fa.cultyJ Adm

g;accurate prior 1nformatlon ‘about the college." They c¢onduct

counselors have g1ven ‘new students ‘an .accurate: pr1cture of what they found
*&fler arr1v1ng. They are also . comm1tted to. follow1ng through on past.

are dropped from the curr1culum. As noted above, academ1c adv181n§;1s e

¥ . . .
{metlculous. T A '*‘;;.s. S vﬂu L
: : L & .

1n1st:ators, and Others AR L

“ ‘v o E R L . Y

rbmlses to- students -when programs change or, ‘on ‘a. couple of occagions, ..

_{respondenég expressed the strong commltment of the college to ensure that "'1"‘
“students hav
@ student survey every _year to’ make sure. that. recru1t1ng publications. and:

Several respondents 1ndependently commented that the general astltude_,.ﬂ"“

i ;to make. a.good’ life, -as: one respondent put it “A8* we shall see, the staf £

l;:appears to ‘be look1ng and listening‘constantly for ways to- 1mprove the1r RE RN
'7educatlonal and personal service to. students. : A

“fscholar program.f Through thlﬂ speclal fund Harmony hopes to

Facultys “ Harmony enjoys’ great” advantage from 1ts locatlon, slze, and

zstyle., It 'is able to attract highly talented faculty. members, in' part’

_because the - reglon s affluence and: strong orientation toward education -
bring such people to the area. Some are ‘spouses ‘of- faculty members at

Tnelghborlng major ‘research un1vers1t1es. All choose Harmony .because they
'7llove to teach, and because .they prefer a small, intimate env1ronment.

Some of - the faculty are members of the found1ng drder. . The personal

,fcharacter18t1cs that drew’ them to the order, ‘and the ‘values of - the order-

;expressed -through them, are important -themes in the life ‘of ‘the . college._

the sum of their salaries -($97,000 in 1979) is. returned to theq,ollege by

'the ‘order as a’ “living' eydowment.,- The lay faculty are said to’be equally

dedicated to those values and. to- the colleges They@come ‘to Harhony to-

_f_teach and ‘to get out “of ‘the h1ghly pollt1cal env1ronments character1st1c'
“of many larger colleges,'not for. prest1ge..,- :

" Over half of: the- faculty (79% of the’ full-trme teach1ng faculty) have

ldoctorates. Harmony has”a 60%- ce111ng on the ‘tenure rate, but it had’ only

52% tenured’ in:1979 -and 41% in-1980. . Faculty salar1es were frozen in the.

“first half of" 1975, but the college has tried for the ‘past severdl years S
R f[to bring them up.. -The’ 1nflatlon rate in the reglon is so ‘high that it is -
azfnearly impossible to keep up with it; however. "About 27% of -the full-time .
- equivalent faculty are part-time, which affords' the college one kind ‘of
‘flex1b111ty-—as programs change, it is relat1vely easy to change’ faculty

accordingly. ~Part-time faculty also prov1de d1vers1ty for small - -

jdepartments. . .

. Another kind of flex1b111ty arises’ from-the faculty attltude toward -

Jchange. They, like others- at Harmony, welcome any change’ that‘Wlll
f,1mprove their ab111ty ‘to’ serve students.- When it became’ clear that the
"~ home economics program was no longer viable, for: example, even the home
" ‘economics- faculty concurred in. the dec1slon. The. general att1tude in
,T?.faculty meetings was descr1bed ﬂ& one member as, ."How could the‘

‘;1adm1n1stratlon cope with this s1tuatlon?" rather than focuslng solely on

f.1ssues of ‘faculty welfare...?u” -

A new kind of flex1b111ty, recently establlshed is a i

r‘\ )
DL e LA C . : ST S

- Cmies e

P : . . . . . -

__p:ffof those -at _Harmony. is that "we're all in' this together." By that, they '*‘.QEI
o meantdthat ‘everyone .shares a s1ngle top prlor1tyr-prov1d1ng ‘students with:
a good“educatlon that will enable them not only to:make a good 11v1ng, but --"

- Their salaries are comparable to lay salar1es, but an amount equ1valent to_;ﬁ5g



'n.ser1es of noted,’ cholars from other un1vers1t1es 1n the area to teach one , -
‘Course at’ Harmomy. - S Lt
w0 The only cloud on the hor1zon is that some llberal arts faculty
i sﬁ%ers are beg1nn1ng to feel some threat from the 1ncreas1ng natlonal \
émphasls on career" prog;ams in-the ‘past few years.  Whether that - cloud

. w111«becqm a storm remains to be seen,\but it, seems 1mprobable.;“»‘l .
R --Adm1n1strators., ‘Haxmony's president must be a member of . the. found1ng
‘A Order. . ‘The sister who served in.that’ capacity from 1956 through 1980

?"_ll 11ves on the campus, as do other sisters in the college,-and Stlll
dy es and - assrsts prlmarlly with external relations. -Her most
,°‘ ;dlately\apparent characteristics, in addition to devotlon to Harmony,
< -are optimism, 1ndustrlousness, and: decisiveness. She is strongly ' -
';conv1nced that it is important to accentuate the positive and to plan on - o
Vbe1ng successful in colleg1ate “endeavors, with the. expectatlon that this
_attitude: plus ‘hard work: will create self-fulfllllng prophec1es. Her
- ' succes§or is. relat1vely young, ‘but has had a good deal of’ eaucatlonal e
’ ‘ adm1n1$trat1ve ‘experience including" prlor service «at- Harmony.» “She.. served f”
u_w1th the prlor pres1dent for several months. after her appolntment,3and S
during that - time she went 'to visit w1th each member of- ‘the ‘governing board N
to discuss her prlor1t1es ‘and. theirs. Harmony has had some administrative
turnover since she. took office, and it is too’ goon to. try to characterize:
her administration except to ‘say, that it appears to be 1n the trad1tlon of
her predecessor. ' : v ' -
.The academic dean has served at Harmony for many years, and she too ,'
is a sister in the order. Her education as an academic administrator -wa
~excellent, and she appears to know what to do with that educatlon. He
1981 dean's report to the college 1ncludes a gre%t deal of historical and - v
comparat1ve enrollment‘data,~as well as information on ‘status and” changes”"f
in physical fac111t1es,?curr1culum, student serv1ces, faculty, - -
administration), ‘and goals. >Apparently, she prepares these reports. . E
C _".'personally and uses the ‘data to ensure’ ‘that the.college }s on track dnc o
.7 setting and achieving its goals. She determiged, for*example, ‘that a.1320 - % ¢
'faculty-student ratio ‘is: necessary in order for a program, or the college.- S
as -a whole, to be cost—effect1ve. This gu1de11ne 1s used to help assess .
Eprogram v1ab111ty. : : { : L
' .The. dean seems to be equally Skllled when it comes to 1ntu1tlon and R
~ _foresight. She is ‘said to-read everything- and listen 1ntently, S R
'synthes1z1ng what she learns to help determine needed program changes.
. Recently, she surveyed representatives of over 100 area Ruslnesses for
o . their reactions to the utility of a proposed comput er science program. . o
/" .o The business office was staffed prior to 1975°with ipdividuals who K
T did not have ‘specific. tra1n1ng for the pos1tlon. Then a former auditor
for the college was hired as comptroller,, serving until 1981, In 1980,
_ Harmony_hired a- v1ce—pres1dent for business. ‘His current pr10r1ty is to ,
_establish. a participative budget process. The comptroller! had initiated a
“number of budget control measures as well as a deferred payment plamj~and |
“he seems’ to-have. centrallzed flnanclal decisions more than some college
t:members thought wise. ~The- part1c1pat1ve ‘budget process is an’ attempt to'
re—open communlcatlon and shared declslonmaklng regard1ng the budget.” '
o The. development functlon was staffed on. an ad-hoc: bas1s, if at all,’
"'before 1975, . At that time a: part time professlonal development officer -
,was hired.who still serves in that capacity. - With.a development budget of
$40 000 50,000 annually, the - college has ra1sed over $l m11110n in each of
the.past three years._"‘ ST Sl o
_‘// ‘ L o e ks ‘s ' R
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. Harmony establlshed 1ts adm1ss1oﬁs offlce in 196 Its current
director is an-alumna who has served in ' admigsions slnce 1968.  As we. have
already noted, . adm1s51ons Peop place very h1gh pr10r1ty on” honest B
recruitment, making:sure that they prov1de an acc;?ate p1cture of the ,.;“

college to potent1al students. T
' The director. of- cont1nu1ng educatlon plays a 1mportant role at
.Harmony, with7its current. emphas1s on: even1ng and part—t1me\enrollment.
u__a_.__Ihe_posxtlonfwas“staffed_ﬁgr~sgme,year' by:.a muéh—loved woman who died in-

. 1981. -Her .successor places very high pr10r1ty'
~ with’ 1nstructlon. In her Eirst semester on )
' v1s1ted four, classes after hearing student “mplalnts. In one case, when
"a professor had missed several classes, shg requ1red ‘him to.schedule extra
v sesslons. _If she finds that student compla1nts are: Just1f1ed and.-are not
-,?so read11y remedled, she does mot reh1re/the professor.. :
: Respondents descr1bed a good deal of informal exchange among o
'ﬂ~adm1n1strators and between adm1n1stratgrs ‘and faculty.‘ The fact that, el
nearly all adm1n1strators, 1nclud1ng he pres1dent, share an office with
_their secretar1es is- 1nd1cat1ve of ‘the close: working relatlons of the 7 _(,
‘ staff, -as: well as of" the recent’ coLiege growth which has made econom1cal
'use of available space necessary.“*~ : o SR
.. Trustees, ,In ‘the past, Ha ony had a Board of Trustees, composed
v»_ma1nly ‘but not entirely of- s1stérs, and a-lay adv1sory Board of "Regents.
""In the mid-1970s. these groups were comb1ned to form a governing board. °

77\

e Job, she - personally .

‘Only when legal arrang ents equ1re it does the Board of" Trusteesvmeet : ;'Jl a
éc €$ '

separately. Regents.ar ially important for t eir connections and
personal financial abilib fand this change enables them to play a larger
role in the college. The{flnanclal contributions and- ‘the leadersh1p of
N _the govern1ng board are sald to be excellent, and to have 1mproved in

~ recent years. "The char;man of the Trustees: and Governance.goard is the -

.jBoard cha1rman of one: pf the largest bus1ness corporatlons in the Un1ted

" States. - . » o

' Const1tuents. ,lhe commun1ty and surround1ng towns are very 1mportant

to Harmony for theiTr potential students, potentlal employers of students,;‘yf

“and, 1ncreas1ngly{/f1nanc1al contributions. Harmony is beg1nn1ng to
cultivate bus1neés people;, and local leaders, and potent1al ‘major donors

. as friends of the college.v ‘The academic program “is’ designed to be of
service to people in the area, and college fac111t1es are made ava11able ‘
for community’ uses . - T : [

v Given that” enrolhment of four—year day students began as recently as

1951, and the stlll more: recent development of the strong continuing
education/progranm, Harmony s alumni- list is small. = Since many graduates

- have gonge on to -teaching, public serv1ce, and homemaking, their potential
for major contributions to the college is small. Nonetheless, Harmony has_
"8, groying alumni program. .

N

-Academlc Programs iv;~1v.ﬂ Lo ‘ﬁ}'

i//w; If one listed the changes in degrees offered/at Harmony dur1ng the' o

past twenty years, it would give. the 1mpress1on ‘that Harmony has undergoneh'
/a great deal of program change.' The 1mpress10n would be decept1ve because

“each change ‘has been deeply rooted 1n Harmony's past pract1ce ‘and. because f'»v'

" "/" "each was. 1n1t1ated through a cautious toe—in-the-water process. “In

o R B

‘ .f" , .z,fjflulf:'

on student sat1sfactlon Lo

o/ addltlon to formal perlodlc curr1culum rev1ew, programs rece1ve cont1nuous,"’



-

SN0l review for both the1r enrollment levels and for thelr content. -The

T j.llberal arts core has been’ retained. Perhaps: “these measures account for
fLewls B. Mayhew 8 descr1ptlon of Harmony as "one of the few colleges that
. 'did not relinquish its traditional mission but tried s new ventures in
‘a. prudent and successful way' (personal commun1cat10n,°%§gﬁuary 1982)

The phnase that seems best to sum-up what Harmony has’ done in academlc

programs is "anticipatory adaptatiom." . .

In 1951, when the college added baccalaureate level study, 1t bullt

or1entatlon. It ‘eased into postbaccalaureate pro rams for teachers in j
.196). The. first business, program had’ operated. fog arnumber of years -
.before its or1entatlon was shifted from secretar1a1 to management inz1967, L
-gerving as an: 1mportant aspect of Harmony S attract1veness to the male

students admitted two. ‘years later.  Masters programs began in 1972 for
teachers and business students. .Each current masters- program was an’
'extenslon of an ex1st1ng undergraduate program. .

Meanwhile the evening division, begun in 1955, served as a useful
veh1cle for suhsequent development of’ postbaccalaureate programs. ‘It -
“evolved into a continuing educatlon degree program for adults who had’

_ 'completed the first two years of college ‘study in l967——thus\appea11ng to
" ‘many community college graduates in the area. :
" "Building from its early h1story in" education, bus1ness, home
v econom1cs, and social service-—and in accordance w1th one of’ the ‘stated
' “Aims. of the- College"——Harmony has remalned career oriented. Interlor
design grew out of home economics, computer gcience out. of mathematlcs -and

_business. A strong and perhaps unusual career development program at

:Harmony requires all students to. earn at least three credits through studym

or practice that relates directly to careerg ortunities in their field.

" * The criteria applied to program change 'peed "the capacity of the,

college to provide suff1c1ent resources to: rt the program, and
. cost—effectiveness. Need is substantiated through student demand,
employment opportunities in the area, and assessment of what is- offered by
nelghborlng colleges. Harmony has dropped a number of its off—campus'
- courses, home e€conomics, social welfare, .and env1ronment/outdoor
education, usually before they became entrenched in the institution:
" through tenured faculty and other factor’s that make it difficult to pull
¢ ‘out of an area. Harmony enters each new program, however, with full-
_determ1nat1on to make a go of 1t as well as full intention to let it go if
" things do not ‘work out: as planned ‘They tend to. start programs with a
"y - course Or two and part—t1me temporary, or temporarlly reasslgned faculty.

§
-

Plannin

We had the 1mpresslon that Harmony engages in what we came to call
"organic strategic plann1ng. Strategic planning is a hot new toprc in
higher education, consisting pr1mar11y of achieving a simultaneous match °
among three key factors: mission, reésources, and environment. Authors
.and consultants have sprung up all over the. country "since about 1978 with
systems for expla1n1ng and 1mplement1ng a strateg1c plann1ng process in a

~ college or universjity. The1r systems seem. artificial, and superficial when
" compared with what Harmony has been doing all'along, but the concept is
'the same—-hence, the term organic . strateg1c plann1ng.

E;BJ!;‘__“»' - | . ;‘ o ‘”dff] j.j o

e ‘ff"from the fine and liberal arts with a strong teacher education’ 'frﬁ,' -



. .arts focus, which continues.

'.centered on other aspects: J{ its mission, including a values or1entatlon
. in’'its curriculum and operatlons, dedication to serv1ng the best interests
‘of students, and prov1d1ng plenty of 1nd1v1dua1 and personal attentlon to
"=,“'students. o TP T TSN SRR o) : SR

O N

‘

Keep1ng an ear to the ground for changes in the env1ronment of »
potentlal students ‘and. potent1al employers of students seems to be an "

implicit part of éveryone's-job. description at. Harmony. ‘This. is mot1vatedfi
not ;by fear of dec11ne, but " by eagérness to serve.: Yet ‘each’ potent1al C
rchange is: tested aga1nst the mission of- the ‘college and its- capacity to

~process for thls, but plenty. of ev1dence that 1t has  happened, as’ outlined -
in- the academic’ programs section. . - . . N N

the constant core around wh1ch all this. ch had occurred. Harmony- "

" certainly did not find its identity over the long term in its status as a

fwomen 8 college-—that changed.’ Perhaps the core is partly: ‘in 1ts 11beral
Most 1mportantly, the cofllege has, stayed

F1nanc1al Sltuatlon O T I U NN

Harmony was selected for this study because it exper1enced decllne in -,

*ﬂvtotal revenues between: 1973 and 1976,  as. shown in figuré '1¥, -Thereafter, *

total ;revenues have 1nqreased in both current and constant dollars. Total.
expenditures exceeded total revenues in 1972, 1975, and 1976. .:a o
C Operating budfet. During the 1956-1980 adm1n1stratlon, the ,college

" made a point of trying to balan e the budget every year, and 1tvusually

. .succeeded. A 1981 Wocument p01 ts out that “the college had no accumulatedx

"operating def1c1t at the time it was written.' o .
_ Not. only was’ thére no cr1s s in Harmony's-past, some- respondents werep

. not even aware of any serious financial d1ff1culty——un11ke the other

colleges in this study. During the 1973-76 period for wh1ch it was T

:fh~selected into the study, total expend1tures exceeded revenues by a large-
. 'sum, $100, 000, only in 1975, Without a history of perat1ng ‘defici s, -
- 'this proved to be ‘tolerable. Except for a proJected half—year salaky

'freeze, wh1ch was not implemented, Harmony. coped ‘with dec11n1ng revenues

~that year largely outside the educational and gemeral budget, which is the.

area in which- expenditure reductions would have been most .obvious to the

college community. Although in 1975 revenues were up only 5% from the

1972 level and total expenditures were ‘up 9% from 1972, educational and’
general expend1tures were up 20%. Savings appear to . have been achieved in.
" institutional support and auxiliary -enterprises, while 1ncreased .revenues
from endowment ‘began to build. Temporary financial problems seem to have |
occurred -in part because of a drop in part-time enrollment, although
tuition revenue continued to rise. The revenue components that did not
rise at that time were gifts and ehdowment, and there was a temporary drop
-in grant funds for two years.
' The college is said. to have entered full part1c1patlon in federal
_student aid programs relatively late, and so it has not rece1ved as much =~ ™
from that source as it might have. Harmony does benefit from-a state
student aid program. that provided $220,000 to its .students in 1980.
Student’aid is a high priority for additional funding in the college,

‘which has begun to .seek foundation support for that purpose. -An -
additional advantage at Harmony is the contr1but10n of sisters' salaries

v

from the order. : , : .

¥
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1mplement and - sustain the change. We found nd particilar formal plann1ng .ﬂfh'*’y

We were puzzled for dwhile in our. attem ts to def1ne what composed q—~w~-7w4

re e



- S Capltal. The: college campus 1ncludes lOO acres and 32 bulldlngs, » .
.+ . most of then" built before 1970.. and many eitlier recently renovated or’ w*-:,
schedule ‘for. renovatlon when .funds’ are. avallable.. Even. in phys1cal
“facllltlesﬂ Harmony shous ev1dence of what we have called ant1c1patory
", adaptat16n——res1dence ‘halls’ bullt in 1966 are apartment—style, a form’ that T
‘was not -widely adopted untll ar decade or more later -but is highly , .~ s
attractive to students, -The 1956—80 presldent refused to byild or
refovate facilities untisl funds were in hand although she apparently
relented’ in connection. with the mid-1960s- res1dence ‘hall comstruction, ' = . -
The gollege ‘stil’l owes $750, 000 on. 50-year’bonds a, Q%. Over $l*m1111on“’ e
-was raibed “and ‘spent’ betwees 1978 ‘and :1982 for renovatlons. In the area
,of capital equipment, ‘the co lege reczntly rece1ved a $lOO 000" grant for
- "sciente equipment and minicomputers- for. rnstructlon. $200, 000 has been '
_.raised 'to modernize,the science; fac1l1t1es., L : L
B gﬁndowment value ten years»ago was $200 000. The enddwment is 'now T
worth over $i 6 mllllon, much of that 1ncrease com1ng in tﬂe past three,'
years.» . e . o
S ‘Perceived frnanclal condltlon. Respopdents generally felt good about‘~
v “the financial pos1tlon “of the' college, -but many expressed-concern about
PEER R ‘recent tuition ‘increases coupled with apparent decline’ in available’ o .
ﬁlnanclal aid. Collect1vely, the att1tude seemed to be cautious opt1m1sm3u s 'j:

“about f1nanc1al affalrs. L U » B .

o - *" % Commentary on Harmony College - =~ . ' - R
R o . : 5 T ; g i ' . R v 3 <
« : . ’ . ¢ R ‘}'b ca " R f

<9 N ) : ’ . ) .
v . It 18 1nappropr1ate to: try to descr1be thes causes of. decllne at R

Harmony and the college's responses.: With the pos51ble exceptlonJof a few g

- top adm1n1strators, no‘one perceived dec11ne there. Any, fipancial e .

_ d1ff1culty caused by declining revenues ‘was. minor 1n its effects on. the

'h,college and in its power as a st1mulus for response. Rather, what is of. e
interest. in Harmony s experience ig’ what it 1mp11es about the role of ~;'{-¥4“f .

ant1c1patory, organ1c stratéglc dec1s10ns as posslble preventive measures N
for decline. = - [ B : T o
_ - A college can make ma1or academ1c changes that appeal to new . . '
- c11entele while remaining true to its misgidn. .During the, last f1fteen -
- -years, Harmony has offered its first graduate programs” ‘and -its: f' '
- non—res1dent1;;gbaccalaureate ‘degree’ program in. seven f1elds.f“

4

»

T into thq field ff business management thyrough the MBA degree w1th great
success., It Was expanded greatly its exp11c1t and’ 1mp11c1t
career—oriented programs. The ¢lient'ele’ to whom these changes .are
designed to appeal is vastly different from the women undergraduates in °
CN\e lrberal arts who used to make up the student body.v St
"  These changes have succeeded in<part because college personnel have -
oven exceptlonally able in- determining what programs were needed in .
order to appeal to sets of potential students whom they had. ‘not tapped.
‘Fqually important, perhaps, is the, fact that the college attempted - \ .
virtually nothing with which it had not . ‘had some kind of prior h1story. [
‘This enabléd participants in the changes to feel that- they understood how
’ the~change fit with the overall ‘mission of the college.. It also enabled _
the\college to prof1t from what part1c1pants had already learned about the
d1rection 1n whlch the college was mov1ng. AR R . : :




R 3 The m1s81bn of the collegeuwas def1ne 8 *t ;n terms of 1ts c11entele ﬂ
3755,Q or 1ts programs,ﬂ%ﬁt in' terms - of its: values, _estlng'on the cornerstone of N
- service to.studerts. Although stating those: values is an exdrcigé in’ §¥: ';_ﬁf‘
abstractlon, .the people.-of the olQEge live by and understand them. So . Cewih
?hey are rea1 though abstract, That k1nd of mlsszonvalmost demands S L—J.

flex1b111ty and change in. the 1nst1tutlon in order for.1t to keep up thh
‘the. changlng needs of students}' Yet Harmony, unlike a number of other . .
colleges, seems to hagve respondedﬂto the.rncreased need among studenté for

- _career preparation without having lost sight, of anothet fundamental -+
& 1nst1tut10nal—yalue——providln ust . postsecondar vocatiomal ,.. .~
't has. been"trﬁdzzlonally understood.

_'educatlop, but ‘higher educat;b
N eo le and thelr relat16nsh1 8 t

I‘”'

.them._ In fact, it was; her
’thq,Japanese philosophy of
human development theory,

at e started th1nk1ng about an analogy w1th A
fWOrkplace as. extended famlly.- Accordmng to.
#‘people feel va1ued And accepted they are.

o ‘Acco d1ng to 1nterest grOUp;theory, people'w1ll seek ‘td protect the1r own
: _.inter sts} especlally ‘when:those interests are thrEatened by change.
-, /Typacally, that means, ‘that-change is fficult to achleve in an
- organlzatlon. But when the organlzatign 5. dec1slon8 are cons1stentl
* . based on.the interests that attractedfpeople to part1c1pate i nd ]
ghen they are broadly defined and app11ed with compassion,.the group is . {.;
unified, -not- d1v1ded ‘when change is des1rable for the organlzatLon._ o '
_ Vitally 1mp0rtant at Harmony as partpof this caring for people is the - -
'fact that people listen'to one another and. seek out oblnlons about. ‘how: ’ '
things are golng angd .what. changeila needed to make them better. “This
can have4§f§l Iopact. It-makestpeople feel that: they are-, mportant in the
: organlzatlon, that as 1nd1v1duals'they can, conbr&bute to i s\welfare, and-
: Sit prov1des contlnuousaevaluat1vegfeedback which’ allows the organlzatlon o
;-'.1«»";to check itself early if if starts .down ad&unproductlve%path or to- '

-y

B 1dent1fy areas that- have been overlooked o N o
R : Strateg;c;plannlnggdoes npt require formal models,and syst of j,;-
1nteract10n. Perhaps. -in a. college whose - personnel are not orienfed toward

v -the environment and toward ach1ev1ng a better9f1t of the institution w1th
, the: env;ronment, a' formal, structured strategic plann1ng process is -

o ’necessgry at first——a kind of. behav1or mod1f1catlon program to get them~
started in the rLght direction and looking at - ‘the r1ght data. As the
procesb is repeated time. aftervtlme, they may 1nternallze what it means

"and ‘become free of the: structure without: forgettlng what they learned.

.~ Then they are-in a p051tlon to’ be suff1c1ently ‘creative and sengitive to
v %..accompllsh the appaxent aims of~strateg1c plann1ng. -But 'if the - - o
) _ . environment rarely prqv1des strong signals, and if existing slgnals come NETIRAE

5 at unexpected places aqp t1mes,,standard procedures are unlikely to pick
" them up. - So until part1c1pants have 'incorporated the meaning of ‘what they -
-.,-aré doing and why,‘until they. have. fine~tuned: the1r personal capac1t1es to..

: - geek out ‘and’ read subtle ‘signals, théﬁ may not f1nd formal systems of !

Lo _jl sbrateglc plann1ng partlcularly helpful.“g L L :

P .ol = SR, .
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. i | Table IF,. Harmony College
; >“" REPORTED REVENUES FOR 1971- 7 TO 1979-80
. Year Tuition  Approfris 5 Gtants & Endovment ‘Gifts“ | Other'iu' Total
. & Fes  atlons  Contracts Income® . 0 Revenue Revende'
R RN 7K R BT/ B N N 165 W sl L, o
ooy L00,858 0 1Tk 30,260 6,800 - 131 292 430,668 1,807, (X
I 1,321,788 5,000 8,153 11,083 . 164,986 453,769 1,964,779,
v, 1 LAD5,5% . 1 0 5,231 13,83 167,788 38,890 1,810, 79&
S Lm0 o eIl 165 198 1,928, o
‘ oL 0y 88,531 19,928 186,907 h99 172,300,504
78 1,845,165 0. 61,322 24,990 143,621+ 560,732 ’ 2,635,830
19 2,143,168 0 509 35,264 “ 168,132 :1633,043 3,036,680
. B0 2,614,833 0 78,65 3f:2}2 609, 197 LB TLdis!
' ' L “ 1
o : } ) | ‘
o o , .
5 A T | »
REPORTED- EXPENDITURES FOR 1971-72 0. 1978-80 ‘.
Instruct & Sponsored Public 0p Sﬂaint Ins;itut. Scholar b Acadenic Student Student ‘ " Total EG
Dept. Res. Research Service Phy. Plant Support Fellowshp Support  Services Aid&Gran;s Expenditure
“ 7l6,583f 35,03 b B 132,13 353,880 | NA N M 122,847 1,339 652‘
2,60 341000 142,819 " 430,242 J TSR TSNVANE SNV E R R Y 7,953
669,217 8,153 . 0 161,775 2,410 N MA A 132,413 1,393, 102 |
715,083 . S8 140,713 - 197,138 293603 51,258 - 89,358 . 122,688 . NA 1,610,389
125,580 307 0 26,5 24,126 61,921 152,378 165,013 NA 1,605,849
785,635 0 0 289,820 344,122 82,167 . 166,299 177,876 NA 1,045,926
894,000 0 0 31,97 386,929 115,241 182,251 214,784 NA 2,175,213 +
1,080,187 0~ 0 - 515306 453,438 126,948 200,078 250,461 NA 2,628,418
a0 0 0 870,37 555,623 115,188 245,159 3264092  MA . 3,369,447
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Table 2F, Harmony College -

/REVENUES OF TOTAL REVENUE FOR 1971-12 T0 1979-80 o

" Year  Multion  Appro= - Grants &  ZEndowment  4Cifts - AOther
| 6 Fees priations - Contracts  Income - - © Revenue
o el Y/ LS i 9.6 159
N & 6.4 WEE 4 13 Bs
TR 7 B R 6 XN
15 0G0 YA T B
IR 1 AR X A P IS B AR Y B | W
moooese 00 38 Bl 26
B0 w0023 sk
N 06 - 00 Ly L s 208
o AR R A 0.0 .9 9 14,8 18.8 !
X 54.0 L1 5.1 2.5 - 10 264

 ZEXPENDITIRES OF TOTAL EXPENDITURGS FOR 1971-72 To.1979-80

Year Instruct ZSponsofed TPublic 70p.&Maint, XlInstitut. ZScholar & MAcademic 7Student IStudent  ATotal E4G
tDept.Res. Research ~ Service Phy, Plant Support %Hwﬂm Support  Services AidGrants Expenditure

oLl 20 00 16 03, M M Mo 70 768
0.8 L9 0.0 8.0 2.0, MW NA 6.3 0.2
neoo%9g o b 0.0 89 238 ¥A Mo M 13 8.0
B LT T O 0 13 103 153 N L1 b NA 8.0
6 S 00 000 AN k2 3.2 .9 - 85 M 829
no 353 00 00 10 TS5 3.7 1.5 8.0 M. 80
8 38 0.0 0.0 14,9 150 &5 - Ll 8.4 M. 8k
M%y 0.0 0.0 166 14,7 6.2 6.5 Bl M B9
B0 3.6 00 0.0 29 . 140 2.9 6.1 B2 M B4.7
S R A I LI X A E T R

7

- %= {3 the mean value for these, nine ‘years in a- aet of 40 private liberal arts colleges that, like this one,
! experienced rapid revenue decline fron 1973 to 1976, !
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Table 3F Harmony College “' .

Four selected student FIE ratios for college .

For 1971~ 72 to 1979 80

'
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B SIIASAO i
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s
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\Iype: ., rfi" .L1beral Arts I, Independent |
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o “':‘_‘bstq-founded:' ':".::‘-",1837- o i ‘_. - A o E

$7 70"(tu1tlon, room, snd board) :
. About 2/3 of students on financial aid

S ‘ '

1981 cost:

The Storx‘of Prarrle Cgllgge

Prairie is one of two h1ghly select1ve colleges in th1s study, .
located on 60 acres in a small town and agricultural areg 170 miles from a
major city.. During most of its long history, Prajrie has been known not 7
only for its strong liberal arts education, but also for its members'

". support of human rights and for its. relatlonshlps with noted literary
figures. In recént years the people at Prairie have expllcltly rejected

- “ereeping careerism,' choosing instead to reaffirm and reinvigorate the

. liberal arts curriculum, even if that meant lower enrolhnents than a more
'~ vocationally oriented curriculum mlght attract.’

.+ - Branch campuses. The college offers two. Furopean programs in
connection with universities there, where students may spend a year abroad
in ‘study. It has no other campuses, nor does it offer courses elsewhere.
It does have a number of cooperative programs through which students may
study at major research centers and un1vers1t1es and in n1ne foreign
countries. '

) Comgetition. The maJor slternatlve ch01ce for Prairie appllcants is
the flagship university of the state. In addition, they cons1der a large
number of other small private liberal arts colleges in the Mldwest._ Price
is the primary attraction of the state university, while hxghly intangible
and little~understood factors account for student: choice among the
colleges that are similar to Prairie. One respondent noted that _

_ competition in that sector had increased between 1969 and 1975, with the
. creation of 25,000 new places in selective liberal arts colleges
natlonally--elther ‘through expansIoﬁ\or through new 1nst1tutlons.

o

v
=

Enrollments and Students - R b

Prairle grew steadlly from 900 students in 1939 to about 1,400 in
1970 (figure 1G). From that peak it began to shrlnk just as steadlly and
. at about the same rate as it had grown, to 976 full-time equivalent (FTE)
studeats by 1980. Part~time students have never been a s1gn1£1cant factor .
in-Pr irie's enrollment.

-

e -

. o 121 '»1'2‘8




) L} ) ’ '
Students, About two~thirds of)Prairie's students are in-state, many
of them from suburbs 'of. the nearest major city. A 1976 document reported
that total financial aid tovstudents stood at $1.6 million, $650,000 of .
* ‘which was from 1nst1tut1onal soirces. Prairie nox offers Presldentlal

' Scholarahlps, of $2,000, based’ on ab111ty. State f1nancial aid to half of
Prairie's students: totaled '$675,000 ‘in 1977. = . Y
C Admxsslons standards may have dipped slightly 1n the early 19708, but.
sefec iv1ty at Prairie is said to have “fluctuated around a high mean"
throughout 'its history. Faculty believe that current students are as able
gs any Prairie has had. Student retention at Prairie is higher than that
.of any other college in its regional association, About 40X of the
‘Btudents go immediately on to graduate school after studying at Prairie.
Eighty percent have done graduate work within five years of graduation.

‘The rate of enrollment for international students has risen

noticeably since 1978, standing now at 9% of the student body, through
“inftormal peer recruiting rather than by explicit efforts of the admissions

y office. The international students are bright .and typically do.not have

language problems that interfere with their ability to participate fully
‘in the college. Many of the faculty are enthusiastic about this
development, but some are nonetheless interested in ensuring that the
college maintains a proper balance of American and international students.
‘Student life. 1In 1974, acknowledging the increasing student concern
about postrgraduate employment, Prairie established a career planning
center which has helped students discover their own interests and how they
might find aultable employment., Students seem to be serious about theiw~
studies, invglved in campus.governance, and active in intramural and
' 1nter—colleg%$te sports. One respondent noted that ‘there is no
adversarial relatlon between students and staf f--"they know we' re worklng' '
for .them." :

a

g Faculty, Admlnlstrators, and Oghers

. ‘Facult . About 90% of the faculty hold doctorates. Noting the
E%trong Eeachlng orientation .of the. faculty, one respondefit commented
tongue 1n cheek that "we must have been 1mproperly socialized in graduate
gchool.! Nearly all faculty ate full-time. - In recent years, scholarship
has;ﬁecéived 'greater eaphasis as.a component in tenure and promotlon
decasiong. "Support for faculty travel and access to secretaries have
1ncreaaed The college offers faculty sabbaticals.

In the m1d—19706, with three-fourths of the faculty tenured, and
nearly 60%. 0f them in the upper two ranks, Prairie initigted an early
~ retirement; program and increased the probationary periodtfor junior
. faculty from 8ix years to elght. The tenure-rate has dropped somewhat
since- then. The college has not cut back the faculty, but replacing
departed faculty is said to have been delayed. on occaslon and mor e often
done at Junlor levels,

Dur1ng the 1960s, faculty quallflcatlons and faculty salaries seem to

yé have-béen high on the presldenf's prlorlty list. By 1970, salaries at

‘ Pralrle‘were among the highest in its regional association. In. 1972 there

- was somé: reduction in retirement benefits. In 1973 faculty.salaries were
frozen, followed by a year of token increases. Salaries have since
climbed back to-the mid-point of the regional assoclatlon, averaging

$21 500‘fh 1981, and frlnge benefits 1ncreaaed ’
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begun to feel that there was no one at the h

. -
’

The faculty as a group is fully dedicated to liberal learning. They
supportedy-perhaps led-~in the re@edication of the college to the. liberal

‘arts in 1974, Some feel so strorigly about this that' there are reportedly

continuing debates about whether accountrng and education have a rightful
role.in the curriculum,

Administrators, Prairie's president from 1949 to 1973 19 credited .
with restoring the college to the national, reputation it enjoyed early in

‘this century. He is said to have’been a man of vision, fatherly (some

said Mautocratic") in his leadership style. By the end of tHe 1960s, his
vision was that the college would grow to 1,800 atudenta, and he began
construction of facilities to accommodate that many students, using
borrowed funds, He is said to have disliked fund-raising himself, but ‘he
is’ credited with promoting the solicitation of deferred gifts, He also
began to travel a great deal in connectlon with his roles 1n¢nnt1onal

‘higher education associations—-to the extent that finally in’ 1972 members

'

lm, He responded to this .
request, but in 1973 he died. -

- A reCent;/ rétired, much beloved academ1c dean was recalled as acting
presidént while the college searched for a new president. The trustees
had noted a $480,000. deficit in 1972 with .alarm, and they were not
comforted by the $250,000 deficit in 1973, They found a president who was
a liberal arts scholar, a 'faculty member who happened to have played'
important roles in ‘a number of fund-raising efforts at other institutions.
This prealdent, who resigned in 1982 to join the faculty at a nearby mAJor
university, is also described as an exceptionally able communicator who is

of the college gathered and asked him to curZa1l his .travels., They had

~ easy to talk to and highly accessible to members of the college commun1ty.

Since 1974, a number of administrative areas have increased in

‘personnel and/or budgets: developmént, adm1ss1ons, public relations,

grounds, accounting, .and the library. The areas which have received
particular emphasis and are credited with important 1mprovements are
admissions, financial affairs, and: deVe10pment. The changes are ‘
characterized generally as increases in the professionalism of the
incumbents, the®r predecessors having had significantly less training and
experience in the functions they were asked to perform. , ; _ ;
The admissions office, like many othefs im similar cglleges, had been

' staffed with young people who were thought tofelate well with proapect1Vel

students. There was h1gh turnover in these positions. Both in the.
admigsions office and in the college at large, the attitude toward
potential students remained one of selection, rather than recruitment,
until the office was restructured and restaffed in 1980. ‘

The new admissions director has staffed the office with profess1onal
admissions counselors, ‘and he has seen to it that they can answer

-questions for students and parents accurately and quickly. For exanple,

counselors can 1mmed1ate1y calculate an estimate of expected parental
financial contributions: Financial aid is now part,of the admissions
office. Publications and information processing have been improved.

Chief business officers are said to have been success1vely!better in
the past fifteen years. Some years ago, the accounting system was
apparently so complex as t be useless in providing management feedback.
Now, however, the chief business officer is well-qualified and -
well-organized. - His dissertation dealt with financial health in small
private colleges, and he analyzes financial data at Prairie to ass1st in
management dec181onmak1ng. :
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9 The development offico at Prairie has boen incrdased and is now led
" by a graduate who was a successful development offxcer at a major private
, niniversity. The president himself has played a major role in
+ fund-raising. Successes in this area during his administration have been.
very important in relieving the pressure to keep enrollments and tuition
révenues unrealistically high.

b Ixustees. During the previous ndministratxon, trusteea are said to
have been good, concerned people who were kept in the dark about the true
finkincial condition of the college. They were loyal and dedicated to the
college, but played little role in.management and fund-raising. .The new
president explaxned the situation to them as he saw it in 1974, and the
trugtees assisted in a successful capital campaign. They are said to be.
increasingly involved in supporting the callege both by the1r leadership
and* financially. -

Constituents. Prairie ‘and its communxty seem to have a cordial, but
not cloae, relntxonahxb Many years ago, Prairie was closely 1nvolved
with its'region, particularly through its .church .affiliatién (although
church control of the college ended in 1870) and its programs. in debete)y
theater, and,other pub11c events. These activities receded, as did
Prairie's relationship w1th the church and the locale. Some efforts are
npw underway to become more active in community relations,

Alumni were not.developed as a conatxtuengy at Prairie until the
1970s. Annual giving has more than doubled in recent years, but has
reached a plateau, - Pr31r1e adminisfrators learned through the. capital:
campax%n and annual’ giving program what they believe to be the ability of
alumni ko g1ve to the college, and they do look to this constituency for
untapped maJor gift: potentxal‘

- _;'I: ‘l‘ !

‘h‘-

42' ”Academxc P;ograma

_ CurrLculum changes at Prairie have not taken the form of added and
~deleted pxograma, except for the reinstallation of c1&aa1c§1‘atud1ea in
1976. This does not mean, however, that the‘curr1Cu1um has not come in .
‘ for a good deal of attention in the past ‘decade. B
By the early 1970s, Prairie had incorporated computer science in the
mathematiés department, and it has included computer literacy as a
required,gkill for all students since 1976. In 1973, Prairie decided to
_ offer the. flrat year curr1cu1um for medical students in conjunction with a
. - major medmjal school in the region. This relationship has benefited
Prairie students who also take the classes, and some of them have been
“accepted at the medical school. As a result of major curriculum and
- mission reassessment during 1974, Prairie's commitment to general
edq;atxon was renewed, values seminars were established, and a
1 1—d1sc1p11nary core course for all freshmen was developed with the
help of fbundatxon grants. Some of these changes had the dual effect of
reV1talxzzng the meaning of liberal education at Prairie and foater1ng the
sense of: copmunity that arises from shared experiences. '

‘ Un11k¢ many other colleges in the early 1970s, Prairie did not reduce
its general education requirements, including the need for foreign
languages. A 1978 curriculum decision reaffirmed those, specifying the-

- proficiencies and course distribution required of all graduates. By 1980,
the twin themes of internationalism and 1nter—d1ac1p11nary studies were
emerging throughout the curr1cu1um.
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In summary, Prairie's response to the forces that moved many liberal
arts colleges away from their traditional mission in the 19708 was td ride
them out, rather than roll with them. They did not do so with blinders
on, however. They took steps to acknowledge and deal with students'
vocational interests both by cstablishing the career planning center and
by articulating more clearly how a Prairie education suited its graduates
for careers. They sought to enliven the curriculum with freshman
multi~disciplinary courses., They also recognized that this direction
implied probable enrollment stabililty or decllne, and planned
nccordxngly.

o

Planning _ S " : oy

The acting president in 1973 initiated a long-range planning process
with widespread college participation which began with the arrival of the -
new president, who served on the steering committee. The final report of
the committee shows that they felt they'had a choice between size and
mission-—-that chooslng to continue with "pure" 11bern1 arts meant risking
continued decline in enrollments. They chose to take :.that risk, and in
their further deliberations they lpld the groundwork for trying to
minimize its effects. Admissions improvement,. alumni relations, career
planning, freshman multx—dxscxpllnary coursea, 'and a number of other areas
were suggested. ‘

s

Financial Situation .

In copstant dollars, Prairie's total revenues declined from 1973
through 1975; levelled through 1978, and dipped down in 1979, as shown ‘in
figure 3G. In three years, 1972, 1973, and 1974, total expenditures
exceeded total revenues, but for the remainder of the decade total
expenditures were kept at or below total revenues. The‘savings appear to-
have been-achigved primarily through reducxng expenditures in the ‘area of
. Jnstitutional jsupport. _

Operating budget. Toward the end of thé 1949-73 president's term,
the admin%gt@ktion recognlzed a budget problem but was optlmistic that it
would be solved. But in 1974, the college had had 13 years of def1c1ts,
totalling $3.5 million. $4 mllilon had been borrowed from endowment since
the 1930s. The extent of the problem was not widely known within the
college, which is said to have been helpful in'keeping morale at a
reasonably high level and ‘forestalling a sense of panic about recovery.

Throughout its recent history, Prairie's budget has placed high
- priority om faculty salarlea. The major enduring savings have been
achieved in the area Qf institutional support--changing the structure of
staffing in student health and using student office help, for example.
Management of - auxxllary enterprises has been superb, according to one
respondent, keeplng costs in those areas low. - : :

On the income side, Prairie has benefited from a program of state a1d
to private institutions, as well as state.aid to students. Instltutlonal
- aid amounted to $125,000 in 1982. During the early 1970s tuition

increases were kept &s low as possible, then accelerated in the late
1970s. The increase for 1983 is greater than the projected rate of
intlation. The colleg: has gradually increased its tuition hikes during
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the pust couple of years, and administrators have been pleasantly
surprised by the apparent tolerance of students for'these increascs.
Capital. With a goal of 1,800 students, Prairie overbuilt during the
late 19608 and early 1970s. A ningle new building doubled the exiating
classroom and office space. As a consequence, Prairie is now saddled with
$1Q. million in capital debt and annual payments of $500,000. In 1979 the
college took advantage of a new tax-oxempt bond proviaion to consolidate
its debts on physical plant and reduco its not payments. It lssuad bonds
for’ $6 million at 7%, reinvesting the major portion of the principal at
9 Sz.
Prairie sold some endowment propertiea during the 1970s, one of which

"had had unexpected and highly negative pub11e~re1at1ona value. These
sales also shifted the endowment away from a relatxvely high investment in

real estate. Three very old buildings on the campus w0rc unusable in

" “their current condition but had historic and symbolic value. The college

was able to sell one of them for $1 to a developer who has restored it and

.turned it into private residences. Prairie restored one of the other two
“and is in the midst of deciding what to do about the third. Endowment

value in 1972 was $12 million, and it grew to $19.2 million by 1980.

" The maintenance program was cut back severely in the early 1970s, but
has since been restored little by little~to that deferred maintenance will
not becdme a financial or aesthetic problem. The'1974-82 adhinistratiodn
has also made a special point of investing in the campus library.

The prealdent announced a8 $12 million three and one half-year cnp1ta1
campaign in 1975. The campaign raised $13 million by 1979, some 30X in
realized bequests arranged for under the previous administration,
including a single bequest of $2 m1111on from an alumnus and trustee.

Commentary on Prairie's Experience

Causes of College ProBlema

. Like nearly every small liberal arts college in the 1970s, Prairie ‘
suffered from changing student interests that became highly vocational.
However, Prairie's maJorvproblema were not- external to the institution.

More critical thau enrollment decline relative to college history was
enrollment decline relative to future targets. Ant1d1pat1ng 1,800
students, the college overbuilt without a capital campaign to mitigate the

.effects of overbu11d1ng on future budgeta. The college was inactive and

ineffective in its admissions. program until recently, which exacerbated
the problems that resulted from what had been a heavy planning emphasis on
‘tultaon revenues prior to 1974,

College Response to Decline ‘ : .

Prairie's administrators and faculty have accepted and planncd for
lower enrollment levels to a degree found in few other cases in this
study, but without stagnation or complacency. They seem to have resolved
to become smaller and better.

This response has been motivated by dec1d1ng to continue the
dedxcat}on of the college to the liberal arts. Faculty aalar1ea,,11brary
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rovources, ability~based scholarships, and oth§r expenues that are central

to achieving that mission have been protected from budget cuts, while

significant savings have been achieved in other ‘\areas and firm budget

controla initiated. Prairie also built its admidelons office, changed ita |

orientation from selection to recruitment, and todk steps to lmprove its ‘

academic-carcer articulation for students, )
Relieving college dependence on tuition revenue has been criticnl ;-

It was done through increaoing gifts, completing a capital campaign, Ly

refinancing o&d debta, and building the endowment. In the procoess, P

Prai]fo has built relationships with external constituents of the college. .

The Lessons_jin Prnirie's Expgrienc ‘ _ L q"t

. Cgllggou nead to be gxcondgngly cputious about the e 1& S ¢
they mortgage thei: own futuro, The forces that ncted to roduco Prairie's .

elirollments, unlike the demographic projections that are now affecting so
" many colleges, were largely unforesceable. The end of the draft, economic )
recession, ‘and student vocationalism could not have been known when
Prairie was planning its new buildings. 8o it may be unfair to, fault the .
administration for its optimism. What was preventable was the extent to v
which decisions made in that spirit placed a continuing liability on the
college for many years to come. Even with low interest rates on
government building loans, many colleges successfully conducted capital
campaigns in those days to keep indebtedness as low as possible, Such a
campaign would have put Prairie in a significantly better position today.
The burden of capital debt was heavier when coupled with accumulated
goperating debt. This might have been prevented through dgoher ‘monitoring
by the trustces, which leads us to a aecond observatxon.} lh
Trustees can be of great value to a college through close Wttention
to financial affairs. Not only did the former president keep the trustees
in the dark about the financial condition of the college, he was
increasingly absent from the campus during the critical period when its
enrollments started to turn downward, away from his earlier projections.
If they had had complete and accurate pictures of finances and
~enrollments, they might have clamped down sooner and harder on the -
operating budget and on the president's travels. They might also have A
seen more clearly the need for them to become involved in raising funds ’
for the college to offset its tuition depéndence. With an absent
presadent and uninvolved trustees, Prairie was left w1th no one mxndxng
the store. - N
“Unearned" income is critical to the viability of a liberal arts
college. Prairie's experience illustrates this point both by omission and
by commission. Gift income would have helped finance new construction and.
relieved the college of current debt service. Gifts and endowment have,
subsequently played an important role in permitting the college to shrink
in size without incurring operating debt.
A college can recover from financial dlfflcultxes w1thout
debilitating and demoralizing the faculty. In sharp contrast ‘to Prophet,
‘Faith, and other colleges, Prairie has found ways to economize without
long~term erosion in support for faculty. .Since.the facultyy, in a very
real sense, are the college, this posltxona Pralrxe relatively well for
the future. "It can continue to draw well*quallfxed faculty members who
are motivated to provide high quality educatxon for Prgffje s students

because they feel appreciated and supported by the inspitution.

i
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abandon or drastically modify its mission in ordar to weathex ehiftiny
studgnt interests. The right circumstances, for Prairie, have included a

good reputation for academic quality and an able faculty., They have made
some adjustments to acknowledge and addraess student concerps, including
subtle but important curricular changes that kept the,course of atudy and
the faculty vital, Those changes also reinforce the traditional
curriculum, rathar than change it.
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1971-72

1972-73
1973-74

197475

197576

1976-77
1977-78

19?3;79 ’

1979-80

07,2

 Tuition
© “Revenue

3,484,999

106,

‘;3,990,033’
"!06. ”"JGX o
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1.6 0%

$3,737,126 .
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RTINS
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07,7 -3.5%

93,735,049
L N2 =Sk

$4, 134,566
118.6

$4,390,695
1260 6.2%

10.7%

Table 4G, Prairie Coliege

.

‘Revenue Data. 1971-72 to 1979-80

Gifts
" Revenue -~ .
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Table 5G. Prairie Co
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1lege o

* Expenditure Data “1971-72 to 1979-80
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973-74

*
974-73
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976-77
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‘Table 6. Prairie College

‘Market Value

Beg of Yr
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~ Endowment Data 1971-72 to 1979-80
(Value, Index based on 1971-72, AChange)
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Table 76. Prairie College, |

| _ Physical Plant Iﬁdcbéddﬁéssﬂbata- i9?l-?2 to 1979-80
- 4(Value, Index based on 1571-72, XChange)
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b CROSSROADS COLLEGE
e ; / - :
Ru#al Far West , _ '

"‘fRe11g1oug, Liberal Arts 11 &§~—*.!ﬁ’
r )}

I

5" 1980 Enrollment: - 1828 FTE -
Vaaid . . - s
Date Founded: 1954, by the sponsoring church : ,
o Accrefited '
1981 Cpsf:'>. o Church members: $$50 (tuition and ‘fees)
T Non-members: $1424 (tuition and fees)

. ~ :
K3

$1650 (board and room)

= Church members: '$2600.(total)
. * - Non-members: $3074 (total)

'National\average: $5752

v/'S;, ; ' The Story of Crossroads_College

’ The establishment of Crossroads College was announced in July 1954,
by the leadership of a religious denomination. It was the third such
institution sponsored by the church. This event was heralded as a

N ,fulfilhmfgﬁ of a prophecy made by a senior church leader in 1921. 1In
visitingithe area in which the college was to be built, he announced that
he envisioned a college campus in that place dedicated to a special
mission. This sense of mission, and the circumstances under which the
college was formed, has a powerful influence on .Crossroads. The receiving
of the vision of a college campus, for example, is depicted in a mosaic
above the main entrance to the central classroom building on the campus.

Ground breaking services were held in February, 1955. In September
of that year, 153 students enrolled in a two year program at Crossroads
, College. Classes were held in temporary buildings and in a chapel The
' first permanent buildings were erected in 1958 entirely by missionaries
called from the church to supervise and perform the construction. The
campus has grown dramatically from that pointy so that it now sits on 60
acres with dormitories for over 1100 single students and 250 married
couplea. A large activities center, learning resources center, student
union, administration bu11d1ng, aud1tor1um, and classroom buildings have
now been constructed.
In 1959 the third and fourth years of instruction were added, and
full institutional accreditation was received in that same year. In 1974
the name of the institution was. changed to indicate an affiliation with a
v‘maJor research ipstitution also sponsored by the church. There have been
©oglx pres1denta of the institution since its founding, the longeaE serving
for seven years and the shortest for three years.
. . T,

J:
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Branches. Crossroads College does not offer qourses xn locatlona

_ other than on the campus itself. However, because it is affiliated with a

large research university (and that unlverslty has a self imposed cap op
its enrollment), Crossroads can receive the benefits of that campus; its
resources and overflow applicant pool. The large un1vers1ty, for example,
sponsors special programs where some of its students spend one semester at
Crossroads while obt:am:.ng credit toward graduation from the large
un:werslty. "There is a- hgara,uwWogram between the two
campuses. In a sense, Crossroads may actually be seen as a branch of the
larger university, although both are administered as 1ndependent
institutions and maintain separate Jdentltles.

]

Enrollments and Students

Whereas thevgeneral trend of enrollments is upward (see flgure 1H),
there are three points of decline between 1960 and 1982, one of them
serious. By 1962 the church member enrollment had declined to about 55%
of the total FTE at Crossroads. Concurrent with the rise in stydents not
subscribing to church standards of behavior, problems of drug usage ‘and
other violations of the moral code increased. A deciszkn by the board of
trustees revised admissions policies to increasc the proportion of church
nembers among students. The levelling off of the total FIE ncted at that
time can be attributed to this decision. The most serious decline
occurred in 1971-1974 as the result of the installation of 'a new
administration under whom policies became so restrictive that both student
and faculty morale declined, producing, in turny @& drcp in FTE. However,
because the college-age population of the church was rapidly growing,
consistent growth was .expected to occur in enrollments at the college:
And in 1975 this growth began to be realized. 'Renewed confidence in the
institution by the board of trustees also may have been a positive factor
in the enrollment turnaround. The board of trustees announced a cap on
enrollments at Crossroads College of 2000 FTE in 1981, and the school will
likely reach that peak in 1984, thereafter to remain stable.

-Students. Because of its geographic location, this college has
several unique features regarding its student mix. The institution exists
at a crossroads of international travel, and as a result, students from 31

. foreign countries are in residence (approxxmately 40% of the student
.body). Nineteen foreign languages are spoken on campus, 1mp1y1ng that

English is a second language to approximately 60%.of the students.
Caucasians comprise only about 34% of thé resident students. A large
percentage of the students are from under-developed countries, so that new
student orientation includes lnstructlon in western dress, Amerlcnn
consumer practices, etc. '

The college provides-a great deal of personal counaellng and tutoring’
tecause of the special cultural and academic needs of the students. any
students come from school systems that have marginal college preparation
programs, and only about 15% ranked in the upper fifth of their high

. -school classes. Approximately 55% ranked in the third fifth. Some

students are motivated to enroll at Crossroads in order to get away from
their under—developed homeland. Their hope is that college experience
will be a Bpringboard for achieving a higher standard of living in the
United States. A major goal of Crossroads, however, is to prepare ,
students to return to thelr home cultures and to assist in their people s
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accommodation to encroaching 20th century western ways. The conflict
between college goals and the personal goals of students is an underlylng,
mostly implicit, source of strain at the college.

Seventy percent of the.students receive financial aid from the
college. Approximately 10% are grants, 40% are loans, and. 50% are
part~time jobs, The:policy of the college is that "all students are first
responsible to cover their own expenses, next they should seek help from

" their families and granting agencies; and last, they may ‘request the
resources of' the college.ﬁ, Many foreign students come from countries
"where the average yearly 1ncome may be as little as several hundred:
dollars. It has been necessary, therefore, for the college to act as
sponsor for a larger number of students than is usual. All must finance
their travel to the campus and non-sponsored students must deposit with
the college the sum of $1500 (one semester's expenses). Once they meet
those.requirements, aid is made available so that sponsored students can
- meet the rest of the expenses of their education. One innovative aid"
rogram for the sponsored foreign student involves the college paying for
all student educational expenses, then encumbering a certain percentage of
the student's monthly check from h*s or her part—time job. Approximately
600 studenis are employed in a major_ corporation that serves as a. tourist
attraction located.in the same community. By special arrangement, the
corporation provides part-time jobs for students as part of the college's
aid package. Students not working at the corporation are provided with
jobs in campus maintenance, food service, the college-owned farm, etc,

Student life. The encouragement that the college provides for
foreign students to attend the school results in a very cosmopolitan
campus. Not only is it multilingual, but the traditions of some of the
students are-in conflict with one another. In generations .past, some
countries were.the conquerers of other countries, for example; and
deep-rooted hostilities toward the conquerors exists among some  studerts.
BEeing located on the same campus with members of a feared or hated
culture, therefore, creates the potential of a volatile environment. The
glue that holds the student body together, however, seems to be the
commitment to the same religious principles, and a deep sense of mission

, at the school. Over 95% of ‘the current student body are church members,
and most are active at least weekly in some church service and church
activity. This religious commitment and sense of destiny at Crossroads
largely supersedes the potential cultural conflict. .

Ir addition to church-related activities, students also partxcxpate
in student government (largely oriented toward planning.and conducting
student activities), entertainment, inttramural sports, musical groups,
theater, campus ethnic clubs, and varsity athletics. The school is
nationally competitive in sports such as rugby, volleyball, and
basketball. . '

The campus is located within blocks of an ocean 'beach and within 35
miles of a major metropolitan area. Therefore, although the campus itself
is in a rural, almost isolated setting, the advantages of a large city are
relatively close for students and faculty. In addition, approximately one
million tourists per year visit the major corporation in the community,.
and about a third of those come to the campus of Crossroads, so
opportunities for diverse social experiences are prevalent.

‘h.'(yﬂ_ﬁ/
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- Faculty, _Adnis .i.s_.rn't rs, and Others -~
Even witli a relat1ve1y hlgh percentage of foreign -students on: campus,
most® of the faculty (80%) are caucasians. | Local.church members are .
actlvely recruited, but few are quallfled .Approximately 60%Z hold
Y‘-“termlnal degrees. Turnover among faculty, is about 10% per year. . Because
!..the. average teaching load for: faculty members is 15 semester hours
»-'(usually ‘divided as 12 teaching houps and 3 compittee hours), little
@&esearch ‘is conducted by the faculty. However, nearly 40% of the faculty
e involved in research or professlonal development projects funded by
_/2‘ 'f the university . each year. In addition, to teaching’ loads, a heavy advising -
and coungeling load also is placed on mdst faculty members because of the
character of the student body. In"1973 the student—fsculty ratio was
1: 19,‘1n 1981 the .ratio was 1: 21. There are currently 82 full—time
faculty members at Crossroads.

Administrators. The first president of the college (1955-1959) was
.appolnted when. the announcement was made that the college would be formed.
Jt was originally planned as a two-year school. The. presldent was  charged

H”w1th founding the institution-and planning and constructing: the.campus. )
‘" In'1959 a new president, (who had been & member of the original faculty),
was appointed and thé third and fourth years of instruction were added to
Crossroads, so that it became a four-year ‘degree granting 1nst1tut10n. tIn
) 1964, the third president took over and began what'was to- become ‘a strong K °
. emphasis on recruiting foreign students. The cosmopolltan mnature of the
o college #ncreased as a result’ of this effort. Toward ‘the end of the
- 19608, “however, thewboard of trustees received the impression that the
'college was £a111ng in some of its basic purposes. Enrollments. from the -
“.“'sta¥e in which Crossroads was located were down. The increased number of
.- " «foreign students was not being attracted to return to'their homes after
:-oraduatmon. ‘The cost per student was. nearly double that of other
institutions sponsored by the church. . Because of the liberal admission
_policies, and the larger foreign student populatlon, academic standards
were seen as suffering. Conslderatlon was given at that time by some .
S members of the board to closing the school altogether. A new president
v, . .was 8PP01nted in 197r with a mandate to establish a- clear mlssloj/ajd'tov

v

e spec1fy institutional goals. Costs were high, academlc courses and 7 -
R programs had prollferated and problems of student standards were
t '~ increasing. Concern was also. expressed by some board members. over’
_‘reported‘interrac1a1 ‘marriages. .The new pres1dent was ' lnformed that
Crossroads was, essent1ally on trial, .= . ¥« ' '
' The new president in 1971 adopted -an_iron hand in h1s adm1n1stratlon.
. Geals, . pOllCleS, and priorities were. set, but without ‘the support of, and
¢+, - ‘sometimes in spite of, the faculty. A punitive ‘rathér than .a .cooperative
':”“*;atmosphere prevailed. A particularly cr1t1cal event .was the release of a
‘beloved. father—flgure on campus who was | erv1ng ‘as the ‘academic ‘dean. ‘The.
dean was given notice that he was relievéd of that position: and he was .
given a number of travel opportun1t1es to seek other employment. He chose
to remain on campus and in some ways contest the action of the board in
‘'his release and was glven a one-year appointment as a fullétlme teacher.
Some faculty members were incensed by this actionm, part1cularly as a- R
number of them were being given the same kind of notice in the effort to
reduce the faculty numbers, The faculty refused to give support to the -
S presldent dur1ng h1s three—year term.
@%- } . .
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In 1974, the decision was made by.the board of trustees to keep the

. institution open, but to change its name. This name change was actually

proposed by .the facﬁlty and administration at Crossroads. The school was

“in a tenuous condjtion f1nanc1ally (see figure 2H) w1th sharply declining

revenues, and the goal was to give it more legitimacy and strenmgth. The
change in name affiliated Crossroads with the large research university
hd boosted (its credibility amd legitimacy. This nominal affiliation also

rved to release the college: from a three year budget freeze imposed by
the executive secretary of the board of trustees and: permitted a modest
increase in salaries. At a later date studies conducted by the parent
‘institution ‘indicated that few faculty salaries in.church sponsored - .
institutions were compet1t1ve and additional salary increases were given
.at Crossroads. Resources, in the form of advice 'and expertise were also

made . available to Crossroads from the: un1ver91ty in an attempt to
turnaround its dec11n1ng morale.

There was not immediate, universal support of thlﬂ ‘name change at

Crossroads, since many believed that 1nstrtutlonal self-identity would

_suffer, autonomy would be lost, and that“Crossroads would be used as an

outpost for people that the large university wanted to dispose of. There

" was some basis for those fears when the presldent of the large university

announced ‘a change in presidents at Crossroads in 1974, but then gave the
new head the title of dean. A year later the title was changed to-
executive vice prealdent, and the th1rd year the t1tle was’ aga1n chanhed
to president. ' :

The new president at Crossroads was_consensus or1ented and str1ved to

R

rebuild institutional pride and morale. Budgeting remained problematlc,j"J

however, since conditions among church leadership fostered a tendency to

: con518tently under-budget. Then the college had to go to the board of

trustees with special requests for extra funds. Financial management was

not tightly controlled, -and over-commitments and over—expenditures in some

areas (e.g., student aid, athletics, the college fanm)fwere typlCal. Ag
a0 example of lax finahcial management, family members?of food serv1ce
employees weére often allowed to eat free, on campus.

7wo major internal-'changes occurred in the school in about 1976. An

. ecademic reorganization occurred as a means of 1mprov1ng efficiency -and

control. With fewer than 1200 students, the college still offered over 30
majors. Many of the maJors .consisted of ome or two. fadulty members and a
“handful of students.: “Wheén the faculty members left the college, the
‘maJOTS rema1ned - The reorganization divided thé academic affairs area
into seven d1v1810na and reduced the number of majors to 17. .Academic
.departments per se vere: e11m1nated, and the curriculum was stteamlined,
/Some 11beral arts . areas .were dropped, for ‘example, and 1ncreased emphasls
was given' to- ‘technical and vocatlonallxwor1ented programs.,.

~ . The second: change was a° change in jbudgeting- procedures.' At ‘the
-insistence of the board of trusgees, budgetlng was cGone on an actual
expense basis rather than on a onslstent under—bucgetlng basis.

Apparently, the motivation for. Jﬁder—budgetlng had been to comply w1th o

- pressures from church h1erarchy;Jbut financial and image problems -arose
when additional monies were needed at ‘the end of every year to achieve a

balance. Part of the. reason for ah increase in revenues, therefore, (see’
figure 2H) was not only an increase.in enrollments, but also an increase

in the amount requésted and received from the board of trustees at their

1ns1stence, St111, on occasion, certain budgetlng matters were not

handled‘rationally, for ecample, crne year'after the change the school ranp -
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“a deficit, pnd the next year was reported that the school turned back over
$100,000 in ‘unspent revenues.

In the tenure of the president (from 1974 to 1980) tﬁgre was a
demonstrable increase in quality academic programs and hlgh faculty
morale. The leadershlp style of the president and the vice president.

.. embraced the desires and recommendations. of the faculty and students in a

marked‘degree. Nearly every area of the college showed increasing’
strength. ~ Student enrollments began to accelerate, more terminal degrees .
by faculty were achjieved, policies and procedures were more clearly
enunciated to the campus community, a funded professional development
program ‘was launched, and several large and important buildings were
constructed, including a new learning resource center, an activities
center with a 5,000-seat" arena, and several new married student housing
units, Clearly some of the old concerns about the purpose and stability
of the college were. fading. By 1980, with the appointment of the current
president, the 1mpress10n on campus and elsewhere was that the concerns

" that threatened the existence of the institution were all past.

The new. president had formerly been a vice president at the large
affiliated university and had been in close contact with the board of
trustees at Crossroads. for almost fifteen.years. The new president
commanded a high degree of confidence from the board and the three years
of his current tenure have proven to.be a continued blessing at the

-college. Budgetlng control was improved and efficiency of operation was .

enhanced. Student enrollment continues to move up toward the ceiling of
2,000 students which was placed -on.the institution by the board of

."trustees. With the advent of fhe current president, relations between the
-college and the corporation that employs ‘many Crossroads students have

been very cooperatlve, .and the corporation recently doubled the amount of -
financial support it prov1des to Crossroads. 'In the past the pre51dent of

Crossroads sat on. the board of d1rectors of the local gorporation. Now
the president of' the large affiliated un1ver51ty serves on that board.

~ Because of the cosmopolltan, yet rural,’ character of the: college, ‘the
personal image of the president. was seen as a critica .-tor ‘in his
effectiveness, When the president was seen as autocrati ;Aﬁsm-nempathetlc
(e.g., the 1971—1974 president), little support was generateTj When the
president was seen as warm, friendly, and participative (e.§£} the

. 1974-1980 presldent), ‘more success resulted. An incident involving the
, current president illustrates the effects of personal image on the campus.

Shortly after the new preSLdent arrlved, a group. ‘of faculty members

‘and their wives met with him to complaln about low salaries and the need’
" “for a 30% cost of living increase. When asked why this issue had not: been :
-d1scussed with the former pre51dent, the reply was that he was too nice: a

guy, and they didn't want to. confront him with such a ‘problen, They

:TFLhought ‘the new presldent-~more of an adm1n1strator and less of a N
- friend--would be a more logical target for their request (As it ‘turned .

"+ ‘out, the pre51dent did ach1eve a 51gn1f1cant cost of ILV1ng ralse for alll‘"

faculty and staff. ) :
Trustees. . The Poard of- trustees at Crossroads is essentially
immutable, They are the general leaders of the church -with special

- assignment for the higher education institutions, The president of -

Crossroads,  therefore, has no power over the board, nor does he havé\any
influence regarding who' sits on the board. Because this board is the

. source of almost all revenues for the college, howeverrwthe success of the

president is dependent ‘heavily on his relatlonshlp w1uhland 1nfluence ovexr
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board declinions. A major role of the president, thercefore, is to help:
members of the board recognize the unique contr1but1ons, needs, ond
conditigns that exist at Crossroads.

_Constituents. The major constltuency of Crossroads is college age
church members and their families. The church has made it clear that the
institution exists to meet the needs of these individuals in the
particular geographlc reglon in which Crossroads exists. A second anor

'const1tuency is the state in which tlie 1nst1tut10n resides. Crossroads is
the second 'most prestigious institution in the state, trailing only the
large state-sponsored university. Becausé approximately 40X of the
students come from within the state, attention must be paid to the: needs
of this constltuency. A third important constituency is the private
corporation located in the same cqmmun1ty that:serves as the largest
tourist attraction in the state. . As. méntioned. above, a ‘special
arrangement with this corporation allows a largé number of students to be
employed there each year as part of their financial did package at the
college. Relations between the corporation and the college have not
always been good, but they are good nov.,

Academ1c Programs

Both associate degrees and bachelor 8 degrees are ofiered at
Crossroads College. Associate degrees (generally two-year) are primarily
focused on technological fields: business technologies (e.g., accountlng,

- secretarial, hotel management, travel and tourism), data processing
technologles, mechanical and engineering technologies (e.g., automotive,
electronlcs, constructlon, 1ndustr1al), and natural science technologies
(e.g., food service, agrlculture, ‘home economics). -Bachelors degrees can
‘be earned in the first six of the seven academic’ d1v1s1ons:‘ behavipral
and social science, business, communlcatlon and language arte, educ tlon,
fine arts, mathematics-natural sc1ence—technology, and religious - .
instruction. Most of the degrees are '‘given in educatlon (37%), business.
'(22%), and social science (16%)." As mentioned in an earlier sectiomn, an
academic program change occurred in 1976 which better aligned course
offerings and majors with the needs of the students attending Crcssroads
relative to future employment.. 'This change helped pos1tlon the college 1n'“
the marketplace and helped .clarify the academic mission of the
institution.

Plannlng

: The school. has had numerous f1ve—year plans and 1nst1tutlonal master
'plans which have given quite a bit of direction to the college. Recently
administrators have done some computerlzed proJectlons about facilities
needs. Plans undergo quite'a bit of revision, and" with each change. of
administration or top administrator the tendency has :been to re—examlne'
college purposes and then build a masterplan. 'A sense of identity and »
-'mission is present at the school. In fact, an “organizational saga," even
"a pense of -divine dest1ny,)1s cne of the most permeating characteristics
of Crossroads. From its found1ng until the present, there has always been
a sense. that the institution. is special, has a unique m1ss10n, and exists
a8 a result of divine intervention. e R .




I'inancial 8 tjqp

Whergts totnl revenues for Crossroads are alwost prec1ae1y at the '
niean for is type of institution (see table 2H), private, unrestricted
gift revenues have been from 3 'to 5 times the average, sales and services
are twice the average, and other revenue sources (except tuition) are
approximately 150% of the average. Tuition revenues are unusually low,
however, being only half the average and providing only 28% of the
college's total revenue (sece table 3H and table 4H). The trend at
Crossroads has been towards more tuition dependence over the past decade,
but the relative percentage is still small (i.e., 28%). -Gift revenues
have declined in the 1970s to about 70% of their level at the beg1nn1ng of
the decade, but their relative contribution to total revenues is still
high. ' In 1972, glfts‘represented 56% of totnl revenues, but only 25% is,

 accounted for by gifts in 1980. This compares to the average of 11%.

Revenues from sources other than gifte and tuition, have more'than doubled

. in that same period of time, and they now constitute almost half the total

revenues of Crossroads. - ‘

. In the last three years of the decade, 1978-1980, reported
expenditures- outstripped reported revenues by several hundred thousand
dollars a year (i.e., 1978 = §- 16I,32& or 8%, 18079 = ~78C €34 cx 127,

11980 = $-835, 917 or 12%4). That is, a budget deficit occurred on each of .
those three years. (These fipures do not square, however, with the report
- by the current adminisfration of a surplus in 1979-1980 of“qyer $100,000.).

Deficits up to now, however, are not carried over, and the frequent

strategy has been to make spec1al requests to the board of trustees. for

supplementary .funds. S '
.,xpend1tures have increased dramat1cally (in the decade) for

B instruction, academlc support,*and student serv1ces.' In constant 1971-72 .
- dollars, $157 was spent in 1980, on the average, for ‘each $100 spent in

1971 (see table 5H). This reflects an emphasis onfupgrading academic ‘-
excellence at the college over the ten-year period. Expenditures for

_scholarsh1ps and grants increased in dollar amounts, but ysing 1971 dollar

cqu:valputs, an’ exactly equivalent amount was spent each year throughout
the ten year per1od Actual déclines in expend1tures occurred in
operation and maintenance of the phys1cal plant and in ‘institutional -
support when comparing the early years in the decade with the later years.
However, in both cases, the expendlture curve reached its ‘bottom -in 1975,
and there has been a sl1ght increase s1nce. These two categorles reflect
the general revenue -trend of the college as a whole. : -

Whereas Crossroads is well above average in percent expendltures on -

instruction, the school is well below average in expend1tures in: each of
the other categories (see table 4H). Scholarshlps and fellowships are »

’.’espec1ally low compared to the. average, but this figure does not inclide
- the unique employment program at the college that helps compensate for a

lack of scholarsbip funds. . : .
Perceived financial cond3t1op. F1nanc1al support for Crossroads is

-

not ‘a major concern on campus. Administrators generally feel:that if the

- legitimacy and credibility of the institution and its leaders remain high,

sufficient funding will be forthcoming. In interviews on campus, in fact,
ruch more attention was given to enrollments than to finances when.

~discussing decline. Like other schools, Crossroads is not flush, of

course. Tradeoffs have had to be made as funds have become tight relative
to-requests. But there is no fear of the school fold1ng because of lack

B
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~of revenues. A full-time deve]opment officer was hired nt e 1nntitution
for the first time in the late 19708, and Crossroads is no nct1v¢1y "
. building a base of financial support-outéide the board of trusteeo (who
~ ' control the amohnt received from the ehurch). In general, the scbdpl 16' NS
characterized by a growth mentality relative to financial condlquh; wheg,i R
crlsla and threat are not a part- of ndmxnlstrntlve consc1ousneps./'.ﬁ,'ﬂ y
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: ' Crossroads College is different in many ways fro kher s:kh _ Lﬁ’“‘
in the atudy. Although enrollment and _revenuep dec11 qccurred, rm was a

attempt to refocus institutional d1rect10n.. .

several serious problems that almost- led,to,a qéune of e'ﬁollege._, RS P
* This closure would not ha e oenurred because oﬁ?  ¢11“ ." Rather,Lt wbuld )3_}§ﬁ

have occurred because of loss of 1nat1tut10na} leglt mgcy._ k% NG
following are the cr1t1c 1 yroblems that fnced Croearg dq durlng Ee flrsﬁ'%'
half of  the. 19708..v'f‘ : : '“' ke
’ 1. The, collége lost cred1b111;y w1th 1mpbnﬁgqe co tltuenc{Eb (e §.
o board of . trnstEes, ch ch members, potentlag stq@entﬂ’thh«hi&h academ‘ @"
Ca nsplratlohs) A a.reglt’of drifting’ ﬂmom.tHE'orlgAnal 1nst1t 10§E¥h” ? :

tl‘}qg o;{he:;/‘,hand th .1; were

. mission. The, schodl had b gun catering to.a que vaxlety~gﬁ nop-
J;elated constxtuen ies ,~anpd- ‘a8 a reeulF, rﬁ almoat lost " ‘its duppo :
church:  The: presldent who was,broug }1n duriﬁ%~ 9]1 to remedy the,
ﬁ . and’ other pénagehentnprbqlems prbved '
' jdisease." . .7

g:ﬁ Th@ L9§b~74 pres;dent 11ed t e
By : oarn, truéreeq;rthe ma jor so%éce of )/ e g
& iiz ‘imp hted. g pokitical> stange, ntrary. “"” at b, the boa d and' B .,J;?"
i P%#Pe uated” éi 160lat%g_is&~or1encat10n. “The - boz <“h§ﬁb lacked D
e of ¢ problems and :égents of ¢ ,sr6&dhrﬂfTh 7§gesldent th ught v
b the’ » 1d22énhnueretagﬁ éhef T ues,%éand tbg ‘boaz ﬁght the . o
. asn't.Aoipg anfgﬁiﬂg;:" hem, Xe§ s ohe; pant puc o
-;;Qiu; ans“‘erevoVer‘,;ted,and the/cire was overdone T e ;3 .
o "?-nal senae VAT ;eakrﬂy tyat created the 1nat1tut10 B

- Thls ergénldh 10na1 saga that

: ' ntr—unlon,;t ) 'cultg,nevertheless unlted S a.{f_
agexnst ‘at nt wﬁo~was v@ew@% as 4n outsidpr ‘and who ruled
vT‘,wlth .an iron’ nﬂ" v : perspedtlyes were. hrought Lo bear on’ 1nternai .

problems, but11t'was 3bne WLthout the‘partrclpatnbn or- agreement of- th& _ 3!'f,
‘ faculty.) i ‘ who setved -ag ‘the gymbolic inside ‘keader of the. .
;' " faculty w q_ iy ox ._gpeg presldent (i.e., tbe father flgure,;

.° serving as. acéﬁEd&e, ) ;'ulty Assoclétlon was dlBBOlVed, and
S, 1rrep$table damage was d ! nt's effecqlveness in leading -
rge facuktyy LS
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. Unreallatlt“ﬁudg‘ B, encouraged by the’ ;islstence of .
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occurred that let the college know where it was hendtng on a fiscal basis
in the future., "Perceived fiucal stress exacerbated faculty unrest.
' 6. Demogrnphlc factors such as the end of the draft and the
- stagnating economy had some impact on decreaslng student enrollments at
Crossroads, but the significance of these events was minimal. With a
continually expanding church membexship base, and with the other
church-sponsored colleges being at their enrollment limits, the number of
- potential students for Crossroads is an upward sloping curve for the
foreseeable future. Internal management problems seem .to be the major
gourge of potential institutional ineffectiveness or decline.

'College Rgsponse tp pr
Crossroads. adm1n1strntots responded not so much to the down~sloping
enrollments and revenues during the early 1970s as to the threat of ‘

coa closure by the sponsoring church. Individuals on campus were not as much

' concerned about the decline as about the loss of legitimacy. (This could
be interpreted as foEuslng appropriately on causes, not symptoms. )
Following are the major institutiorial responses.

1. * The academic program was. reorganlzed -and strengthened 80 as to
eliminate inefficiencies in program offerings and majors. Policies -
regarding faculty workload were established, and the. curriculum was
consolidated around what was defined as the unique mission of the school
»and the employment needs of the student body.

2, A rational budgeting system was’ establlsbed and tighter control
of expendltures was 1mplemented ' The school was put back on a responslble

~ financial footing. : '

3. The'mission and goals of the institution weré re-identified,
re-affirmed, and re-publicized.’ Student recruitment, 'academic programs,
and public relatlons were made conslstent with that recommltment to
institutional roots.

4, The name of the institution was changed in ordgr to affiliate
with a large and prestigious university also.sponsored by the same church.

" This raised the credrblllty of Crossroads w1th both. local constltuents and
church funders. . - ' ‘

- 5. Special relatlonéhlps were formed Wlth the larger un1ver81ty to
provide exepange progradms for faculty, advice and expertise, and needed
Tesources at Crossroada. ‘The fears of Crossroads becoming a second class

3c1t1zen, and loslng the1r autonomy because of the affiliation were never

. realized. *

-t
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'--The Lessons 1n..Crossroadsi Experlence ‘

“The ‘most cr1t1ca1 resource eXpollegerce~_ggssess is_ le; 1t1mac1 with
its major constituents. For Crossgfoads, this erosion of /legitimacy
+ threatened both the financial survival of the institution and the
' acceptablllty of the school to. potentlal students. '

- ——— ......_.....___

from 1ts roots. At Crossroads, growth was pursued by abandqnlng the
' spec1al purpose for which the college was established. Because that
" purpose was still relevant (i.e., it was not outdated or illegitimate),
y abandonlng it, even sllghtly, resulted in an er051on of 1nst1tutlonal
: - L S R R .
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support by iwmportant' constituvents. ‘Papping new markéts that led to
inatitutional dritt did not enhance inatitutionnl viability over the loug
run, ' '

Lo .3 . g . . . -y c0d s
Poor tinamcinl management may not causc a loss of lepitimacy, or

decline, 'but it is difficult to recover unless fiocal responpibility is

maintained., Recovery invelves more effort thin does maintenance. NIt d5
casier to keep warm than to get warm, Morcover when crosion of
legitimacy occurs, it is often generalized to all parts of the institution
(i.c., not only academics, but c¢linate, finances, facilities, etc.).
Therefore, repairs and remodeling are alwostr alwaye reguived jv coveral
places ip the institution. Responsible financial wmanagement is at the top
ou that list because of its potemtial to enhance institutional recovery

the institutional mission., Academic programs and curviculum, for example,
can drift away for the purposc for which the school is established.  For
Crossroads, this meant that an abundance of courscs and majors were being

offered that had little or no rclevance to students in underdeveloped

~ countries--a major constituent of Crossroads. thu‘inatitufhonal roots

were reaffirmed, the curriculum had to be changed to reflect ‘that
reaffirmation. ‘ - :
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'FIGURE 21, CROSSROADS COLLEGE: ' ‘Total Full~Tine Equivalcht
Students by vear 1973-1979 |
)
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UPIGURE AL CROSSROADS COLLRGE —  — ~ 4
1973-1979 Revenue Trends -
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TABLE 21,

&

CROSSROADS COLLEGE STATISTICAL INFORMATION

’

1972-1973
Revenues
Croaaroads Average  Ratio

- Total E & G Revenuen 3,438,176 3,792,250 91
E & G Tuition and Faes 662,215 2,789,708 W24

" E & G Endowment 147,703
E & G Private Gifts 2,500,487 419,057 5:22
E &'G Other Sources. 231,765 122,524 1.89
Private Student Aid Granta-Gifts - 66,720 45,101 1,48
Student Ald Endowment Income 18,858
Other Major Service Programn o "

’  Aux. Enter House Food Service 1,045,338 826,729 1.26
Other Aux. Enterpriscs 398,779 232,065 1,72

. Grand Total Current Funds Revenues . 4,969,013 5.i29,}85 .97
Expenditures
Total Education & General v 3,437,950 5,129,185 67
E & G Expend Instruction-Dept.- Res. 1,559,977 1,624,149 .96
E & G Libraries - 239,915 154,109 1.56
E & G Physical Plant Maintenance 583,068 431,057 1.35
Student Aid Total - . 86,945 572,399 .15
Grand Total Current Funds 4,923,225 5,070,955 .97
Aux. Enterprises Other . 392,655 278,418 1.41
Other Service Programs . 1,040,137 e
‘Aux. Enterprises House & Food 1,045,338 757,810 1.38
Estimate of Total Physical Plant 492,000 . '+ 98,720 4,98
Demcpraphics
Total Full-Time Enrolled 1,100 1,489 .74
Undergraduate Men Full-Time 526 v 66
Undergraduate Women Full-Time 472 - : 643 .73
Undergraduate Total : 1,057 1,494 .70

", FirstT Full-Time : ~ ; 95 175 .54
FirstT Total : 218 369 .59
Total Women Part-Time . ?

. Grand Total 1,129 ll§77 < .71
Men Total 9-10 Months - 4 ‘ :
Men Total 9-10 Months Av. Salary- Co N 9,832

“Women Total 9-10 Months ‘ o \ . o 17
Women Total 9-10 Months Av. Salary - A - 8,114
BA Total \ _ Tt 133 325 .40

o 154 -
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" TABLE 2N, CROSSROADS COLLEGE

/
}
1980-1981

5“'4‘-\‘..
Wy
AN

Ravenuea

4 .

Tuition & Vees
Gov. Granty Federal Restricted
Cov. Grantn State Restricted

Private Gifts & Grants Unrestrictad

Private Gifts & Grants Reatricted
Endowment Unrestricted

Endowment Restricted

Salen & Service Auxiliary

Other Sources

Revenues Total
-ﬂu

Expenditures

E & G Instruction

E & G Academic Support Total
Student Services

Institutional Support

Plant Operation & Maintenance
Scholarships Awards Unrestricted
Scholarships Awards Restricted

E & G Mandatory Transfers

~E & G Total

Auxiliary Enterprises
Expenditures Total

Demogfaphics
' {

Total Fyll-Time Enrolled ,
Full-Time Undergraduate Women
Full-Time 1st Time Freshmen Women
Part-Time Total Men

Part-Time Total Women

Part-Time Total FTE

Grand Total Women

Men Total 9-10 Months

Men Total 9-10 Month Total Salary
Merf Total 9-10 Month Tenure
Women Total 9-10 Months

Women Total 9-10 Month Total Salary

Women Total 9-10 Month Tenure
BA Total '

BCNT Count BA Program
Carncode

Full-Time Undergraduate Men
Grand Total Men

STATISTICAL INFORMATTON (cont'd)

{roasrandn

2,014,749

1,679,920
118,088

2,944,719
354,702

7,112,178

-/
3,267,833
241,166
327,845
- 551,916
482,394

145,192

5,025,376

155

2,944,719
7,970,095

1,766
1,038

209

13
21
10
1,059
54

29
38

11

100
32

718
731

1RA

104

Average

a.003,89h
055,009

576,669
125,411

| '[076'250
209,776

7,324,891

2,235,817
387,400
596,741
995,952
710,194

579,311
1,464,678
7,258,990

1,302

133

53
875,234
© 33
19
266,105
7
245

12

29

Ratio

V50

2.91
.94

2,00
1.42

.97

1.47
.62
.55
.55
.68

.87
2.00

.41



e "TABﬁE 3H.‘CROSSROADS,COLLEGE

oL REVBNUES OR 197i+72 10 1975- 80

—

"

Year Tuition 3 Appropri- ' Grants Endowment | Giftsl WOthef ‘E Tooal‘ o
& Pees ' ”ations : Contracts 3 Income j;ff_‘v‘_'u - Revenue . Revenue

"P]y2 575 262“1,515,306"-54 51,08
0,500,487 1,006,311 4,969,013
(0,675,520 1,932,754 5,316,845
©1,558,13 1,750,000 4,337,509 -
1,558,134 1,630,000 4,124,865

6%, 000 1,699,155 4,206,304

© 1,636,040 - 2,528,559 . 5,689,771 .

© 1,636,000 3,002,203 6,471,500 .
1,798,008 3,209,421 7,112,178

Cm aoo ol
R X R
Um0
o om0
TR TR 1 £ U
o 0
0
0
0

oL
.

\ no L
C18 1525172

B I Y Y
=‘eo * 2,004, 749‘f

. "o
o ;‘ B {JJ) : o
| *.?{ REPORTED EXPENDITURES FOR 1971 iy TO 1979-80 |

N SRR e
Ef Yr Instruct & Sponsored Public Op §Maint, Institut Scholar § Academic Student . Student = Total B&G- Total o
| ;.'.‘Dept Res. Research Service Phy Plant Support Fellowshp Support ‘Services AldiGrants :Expepditure ‘Expenditure -

Wsze,sos -881;160 " Mo W N 86,000 3,202,059 4,581,840

583,068 944,222 MA N N 86,945 . 3,437,950 4,923,205

623,883 - 1,010,318 - MA- N M AN 3,678,607 - 5,267,851
- 340,000 389,000 102,33 "~ 170,000 167,000  NA- 2,837,509 4,331,509

360,400 - 412,340 ’ 108,476 180,200 151,970 NA - 2,733,333 4,097,333 e
8,620 431957 113,898 189,210+ 51,514 NA - 2,780,391 4,141,296

L

- 1,53L,868'
731,599,917
T 1,669,175
75 1,669,175
61,508,949
171,516,390

-

OO OO OO O o O
OO O O OO O O D

82,480,570 CHLWG 5,861 122,556 23,509 180 WA 392,891 6,157,099

79 2,981,650 0 43,939 0 S02,198 . 132,113 219,469 298,312 . NA-. . 4,512,681 " 7,250,1%

80 3,276,883 00 0 482,39 C5SL916 143,192 - V241,196 7,85 0 WA 5,025,316 - 1,970,095 .
"4'1‘(5*)"5'




. TABLE 4H. CROSSROADS COLLECE
* REVENUES OF T0TAL REVENUE FOR 1971-72 10 1978-80

~Year  ATuition  Appro- . AGrants & /Endowment { 16ifts - A0ther
§ Fees " priations ‘Contracts_f Income : "'_‘5‘ ., Revenue

ST 0 00T _f_ﬁooiﬁg N )
Y AR A N N B N B
oo e et 0 00 :
O T/ N .
B w8 00 00 0.0
- 2.3 0.0 0.0 - 0:0
B0 83 0.0 00 0:0 -

S ' O R SR 1 NS X R % B

LS

 JEYPENDITURES OF TOTAL EXPENDITURES n)n 1971-'72,ru1‘979-‘80.' S

"Year.‘Zinstruet %Sponsored /Public 70p &Maint /Institut /Scholar & /Academic /Student /Student - 7Total BC
. "‘&Dept,Res Research Service Phy Plant Support t Fellowship Support Services Aid&Grants Expenditure

59.9" |

nowe '0.0"“ 00 LS 19«.25 TR auA,ﬂ
0.8

L
(£ IR TS A W N R | . B < V3 Mo M M
%o 3T 00 00 118 o2 oW M oMo LE
5 WS 00 00 18 90 2k 39 39 NA 65
6 WL 00 00 . B8 0 A WA N A 2
M %6 - 00 00 s 28 A W1 A 61.1°
Co 300, 00 66 e A0 g3 0 om e
9 4Ll 00 0% el 69 L8 30 bl S AN
80 4Ll . 00 00 6l 69 L8 3.0 b1 W 63.1

cooa\o

X ‘3,2.}0" 0,3“ “ 0.7 9,3 oA 16:0“ ‘ 96 . 53 : 7.1! | ) 10;1',‘ 76‘,3..“
.'#; is the mean value for these nine years’ in a set of 40 private liberar arts colleges that, like this orie, .;.f
‘ experienced rapid revenue declrne from 1973 to 1976
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 EGExp,

100.0

$3,202,059

$3,437,950 -

107.4. 4%

.$2,837,%09
6. 6 -22.9%

‘-sz 732, 333
85,3 -3

¥4, 872, 68!

83,678,607 .
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-
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~ Since that time the size of the student body has hovered around 650. The .

};1981 enrollmenf 655‘FTE

QfDate fou ded o 1850 / f;ff‘:'ié" ’ . t

Enrolhments and Students

local. rellglous

1981 cost: (S Sy $6600 (tuition, room, and board)
. 7 U _,85/ ‘of students rece;ye_flnanclal aid

The Story of Monument College

v o

‘Monument College is a regional,'moderately selective, coeducational .

'_1nst1tutlon., It was originally foundéd by a religious denomination as a
"~ preparatory school for its ministers.’ Although it has maintained its

religious affiliation, its close 1dent1f1cat10n w1th the church has waned
in recent years. -The college consists of approx1mately 25 bu11d1ngs on 35
acres in the residential section of a small agrarian community.
Branches. Monument has no branch campuses.
- Competition. There.is one selectlve ‘1liberal arts college located
within 30 miles of Monument.. ' :

Enrolhment grew stead11y from a 1959 level of 550 to a peak of 1338
in-1971. However, within four years enrollments had receded. to under 700.

college adm1n1stratlon s maJor concern in the area of enrollment is
retention, more than recfuitment. They have enough new students entering

‘each year. to:increase ‘their énrollment by 20%, but as of 1980 one- ‘half ofv

__‘the enter1ng freshman class dropped out before the1r Junlor year. “Their. o
.. current enrollment obJect1ves are to. upgrade the' quality of their student.:v-"
" 'body and to retaip a larger’ percent" .0 A
“. % Students.’ The student body-'is drawn primarily from a- 200 mile rad1usg

‘their’ underclassmen. S

ver 80% are in-state resldents. Some are referred by
‘leaders, but recently the college has developed a strong
rec;ultlng program on its own.,  The current pres1dent ls a strong,

of the. ‘campus;

"eldquent -advocate of a liberal arts education and is much in demand as a
public Bpeaker.. His objective is to attract the upper’ '20% of local high
,school,graduates——to awakén the intellects of ‘young people who have had.
‘limited exposure to the broad range of ideas and events outside their:

locale. The success of Monument's efforts is reflected iin the fact that
over half ‘its ‘students graduate in trad1t1onal liberal arts and sciences
programs. and close to 204 of them go on to pursue graduate degrees. :

42 : : _ .
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During the late 1960s the college recruited a large number of students

from the East Coast but most did not stay long because the§ had
difficulty adapting to the local culture. The college has had a strong

. commitment to coeducation from its beginning and today the ‘student body is
: divided evenly between males and females. v

Student life. The college has been handlcapped by a lack of g v

‘fadllltlea-for accommodatlng a d1ver91ty -of -extra-curricular act1v1t1ea,;asdf
'espec1ally dur1ng the winter’ montha. ‘Because ‘of its geographlc 1aolat10n‘.

and the small size of the communlty, the college has had to ‘assume ‘a

,greater responslblllty for. providing opportunltles for student recreatlon.
~ The *large gymnasium and. physical - educatlon building’ currently under.
.. comstruction.will fill a large need on campus. -Most students live in-

dormitories and eat in a common cafeteria. Most of the dorms are quite

new and the college has tried to accommodate student preferences for
f11v1ng arrangements, including private rooms and. coed dorms. Several

fraternities and sororities are also very visible on campus.
.

Faculty,‘Adminiatrators, and Others

Faculty. Monument is. proud of 'its strong and loyal faculty. . The

. average faculty member has been at the cbllege for about fifteen years.

About two thirds have their Ph.D. and very few are part time. While a

fvfaculty position-at a small llberalcarts college is often viewed .as a -
~stepping stone to a poaltlon at a more prestlglous or better’ pay1ng .
- college, this does -not seem to bethe case at Monument. The core.faculty

have been there for a long time and are very loyal to the institution and
to the liberal arts education philosophy. There is a atrong orm of-

’faculty involvement in matters of self-determination and edutational

policy. A recent presldent seriously offended the faculty by tryidg to

- shape Monumeiit into a community college. The faculty resisted the

initiative partly onm phllosophlcal grounds and partly because he attenpted

‘to circumvent the norms of faculty control. This norm of.
- self-determination was present even-during the crisis years of the early

1970s. When the president concluded:that 20 faculty members would have to

. be terminated for financial: reasons, the. .executive committee of the
‘ _faculty senate decided who should be. asked to- leave. - ¢ .t

‘Administration. ‘Aonument s hlatory reflects the atrong, but_ highly

diversified, peraona11t1es of 'its presidents. The first non-ministerial :
."presldent was app01nted in 1964. He was a dynam1c 1n/‘V1dual who utlllzed S
~va very aggressive- leadership-style. He; had lofty aaﬁlratlons for: the '
: college and" was’. extremely effectlve in promotlng Monument and . his v1alon
" of its potentlal. He was conv1nCed that the college could attract: ’

students from a broader: geograph1c area and. counted on this strategy to,
double the size of enrollment. He employed a full t1me recru1ter on the

East Coast and initiated aggressive faculty ard bu11d1ng expansion
programs to accommodate the swelling number of students. This era in the

history of Monument College has been described as the "euphoric years.
The quality of the faculty and student body improved dramatically; ‘new
buildings were built with easily accessible federal loans and grants; and-

" the "student, body grew and d1vers1f1ed The college's comparison group

shlfted from reg10na1 rellgloua aff111ated colleges to the elite liberal
arts 1n§t1tut10ns in the country. However, just as it seemed tha
Monument might actually fulfill 1ts dream of national prdmlnence, a number

.
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. of events seemed to conspire to hold it back. The president announced his — &
‘' resignation; the student body became increasingly restive as they grappled =~ - \
with social issues prominent in the late 1960s; federal funding began
drying up; and ‘student ‘enrollment dropped off - ‘drastically.
The new president, in-1970; was the opposite of his predecessor in
terms of objectives, ph1losophy and personallty. He was yiewed as more
‘concerned with educational philosophy, less flamboyant, and more
‘democratic. As it became increasingly ‘evident that the goals of the
a former president were unrealistic, the new presidentds mandate was to help

the institution redidcover its identity.’ He proposed some ‘exciting new

.ideas for ‘curriculum redesign but was not very skillful in.working with

the faculty to translate his ideas into-specific plans they could support.

(Furthermore, soon after taking office’ he found that he had to spend most

‘of his time attending to the college's fiscal crisis. The campus was
+ saddled with heavy debts from its new dormitories and not enough students

to £ill them. Faculty had to be terminated and services curtailed.

Unfortunately, these were tasks for which this president was not o

particularly well suited. The faculty soon began to feel that he was -

- avoiding tough decisions and not involving the faculty in those decisions

he was making. As a result, the alienation between the administration and

faculty grew to the point where the president no longer presided at

faculty meetings. The turmoil on campus became so obvious that recruiters

" from a nearby college began telling high school students that Monument
"College would probably not last another year., The situation became 80
oppressive that the pres1dent soon resigned. , S

. . Th® next _president was hired (1n 1974) because the faculty saw in him
the qua11f1catlons they felt were necessary to resolve the organization's
é‘ crisis. He was a retired military officer with a forceful personality and
considerable business savvy. He quickly initiated severe financial cuts, -
" . aggressively pursued new sources of revenue, and obtained permission to '
" ‘defer some scheduled payments on Monument's loans from the federal
government. He used his personal sensitivity to political issues,
enormous capacity for work and attention to detail, and forthright :
leadership style to restore confidence on campus . He felt his mission was
to 'save the school .from bankruptcy and so six years.later when that had
been accomplished he accepted the pres1dency of another institution.

The current pres1dent was selected 1n 1980, again, to complement the

weaknesses of his predecessor. He is warmer interpersonally, has a less

- militaristic. view of college administration, possesses a splend1d record

" as_a faculty member and dean at a h1ghly regarded college, and is an .
eloquent public speaker. -The current administration has taken up the- task
to reshap1ng the educat1onal phllosophy of the college and re-estab11sh1ng
strong links with its old const1tuenc1es, who felt. ignored. during the
drive for national. prom1nence and the ensuing period of extreme financial
crisis. Both the current president and dean have d1st1nct1ve competencies
in curriculum development and are work1ng hard to 1n1t1ate ‘an 1nnovat1ve
liberal arts curr1culum. -

Constituencies. As suggested earlier the const1tuenc1es of Modﬁment
College have shifted over the years. The trad1t1onal ties to alumni, the ey
local community, and the sponsoring rellglous organ1zat10n were overlooked
for several years as the college pursued ' 'more pressing matters." For .
example, a recent. survey conducted by a staff member found that a large - .

~+ number of ministers in their sponsoring church in the surrounding .
communities didn't even know that Monument.College. had a-religious.

161 :
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affiliation. Current efforts to rebuild that linkage include inviting
religious. leaders to campus, mak1ng the campus facilities available for
church functlons, and providing speakers for local congregatlons.
Monument has also increased its staff in the alumni and fund raising
offices. They have developed a computerized llstlng of alumni, past
donors, and - potential donors. Members of the faculty and staff describe
with great pr1de the numerous speeches the current president has made.in
the surrounding communities.: He has: -become a popular speaker for,

_religious,’ education, and civic programs. His pub11c v151b111ty has done
;much to rebuild reglonal 1dent1f1cat10n with the” college."

R 5 o o . ..» N
Academic Programs

Monument College emphasizes the traditional liberal arts majors.
While it has established several- joint programs w1th universities,and -
medical centers for career training, the maJorlty of students still select
humanities and science programs. While this may be related to its
geographlc isolation, .it also speaks-well of the college s strong

, reputatlon in these subject areas. The curriculum is particularly strohg

in the sc1ences, where it has an impressive- track record of plac1ng its.
graduates in excellent graduate schools, Currently, Monument is focusing
its curriculum on the top1c of values-~in keeping with its liberal arts
and religious orientations. As part of this new curriculum-students in
all four classes will be required to take core: courses focusing’ on':%g
personal, polltlcal social; rellglous, and’ artlstlc values. In add1tlon,
Monument has instituted a freshman seminar that helps them to integrate
their course work and to develop stronger social cohesion as a class. _The
present administration is also working hard to develop an awareness that
the college is a‘unified academic communlty—-rather than 51mply an
aggregate of courses and programs. To foster this they have -initiated a
colloquium series featuring outside speakers and presentatlons from
different 1nternal academic units and programs.

Planning

, Relatinely lit e long range planning was done at Monument College
until recently. Duripg the euphoric years of rapid expan81on it wasn't

-deemed necessary, and during the period of severe CrlSlS it was-

1ncompat1ble with, the’ struggle for survival. ‘At one polnt during this

time the key figure in the business office was a senior at the college
“working part—tlme to get some pract1ca1 exper1ence in, accountlng. There

were gaps in the records; financial control practices were not implemented
uniformly; and planning beyond a single fiscal year was nonex1stent.
Having pushed the wolves away from the door the college has now e

. established long term targets for enrollments and annual g1v1ng.i In.

addition, strong, management controls have been instituted.
oL ’ . : C .

—

Financial Situation

Monument Colle assumed an extremely heavy 1ndebtedness ‘during its
years of rapid éﬁﬁﬂé&;on. A key to the f1nanc1al survival of the college

[
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was the federal government's w1111ngness ‘to defer the loan repayment
schedule. - Currently the college owes approximately $4.5 million in
principle and $.5 million in delinquent interest. Officials feel
comfortable with the current debt load and have a realistic repayment
schedule laid out. Monument has been relat1vely successful in fund
_raising. They. recently raised $1.5 million in a ‘cdpital drive for their
‘new auditorium, and they have increased their endowment from $2 mllllon to
$5 million during the past fifteen years., The school has ‘benefitted from
the contribution of several tracts of land in the Midwest which’ they sold
at .various tlmes_to meet operating  expenses. To raise more money," they
have renovated three dormitories that had been closed down during the:
financial crisis. One is rented to students willing to pay extra for a
private room, another is used for adult education, and the third will be’
used for conferences. The college has also been aggressive in soliciting
federal education and employment training grant money through the CETA
program. Overall, the present adm;nlstratlon feels the college 1s back on

its feet f1nanc1ally after several ‘years of extreme austerlty.
. 3

Commentary on Monument College

N . . . .

Causes of College Eroblems

. The root problem at Monument College was that they overbu11t during
the last’ half of the 1960s. This created a sizeable debt that was
difficult for them to manage when enrollments dropped The college's

financial problems were. exacerbated by a small endowment (less than $2 -
million). The college overbuilt during this period because officials
believed the optimistic (and, in retrdspect, unrealistic) projections that
the high school student population would continue to bulge as a larger .
pexcent of each graduating class sought the advantages of a college
de%ree. They also expected that the strong support of higher education
frém the federal government (in terms of student loans and low interest
construction loans) would cosfitinue to expand 1ndef1n1tely. Basically, the

. college was seduced into believing that it could become a large,'highly

\\\ visible, elite 1nst1tutlon draw1ng students from all reglons and social -

strata. o D e

"While there were Justlflable reasons for believing these heady '
_ proJectlons and expectatlons, not all small, regional colleges. ‘overbuilt

~ as badly as Monument.  Consequently, the fault has to lie with the
.president during this time who promised the faculty what he couldn't ‘

- deliver, but what they wanted to believe was possible. Once the downturn
in enrollments begah the college was. poorly managed, largely because the
president who had been hired at the crest of the enrollment curve in 1970
was unsuited in terms of his disposition, skills, @nd background for
effectlvely handling the difficult management tasks associated with
retrenchment. L

College Response to, Problems

Once retrenchment was in full swing at Monument and the 1nab111ty of
the current president to deal with it.was obvious, the college hired a- neyy
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president (in 1974) believed to be better suited for the job. This
president is generally'credited with saving the college through:his
forceful leadership and tenac¢ity in 1mp1ement1ng austerity programs. He
‘deferred, 1oan agreements and won concessions from utility companies on
their rates.  He also sought new sources of 1ncome, e.g., developing the
food sqrv1ce into a catering bu51ness, and. emphasizing work study programs
funded. by CETA. All maintenance that could be deferred, was, but.the A
-pre51dent took great pride in ma1nta1n1ng the appearance of the. campus." ‘
. His'motto, "It doesn't cost much to- cut the grass,’ undoubtedly reflected

his military background, but it had a very pesitive effect on .campus

‘morale. Faculty and students contlnﬁed to take pr1de in their campus,

even though the school was in serious trouble.

Once the college got back on its feet financially this pre31dent felt

that his job had been completed and left in 1980, making room for the

present administration that has re-emphasized educatlonal phllosophy and
rekindled the intellectual flame on campus.

\t

The Lessons in Monument's Experience

It is better to have been seduced and abandoned, than to have been
ignored all along. This somewhat crass phrase aptly .portrays the feeling’
“‘at Monument College. The current mood on campus is very optimistic. They
are not very satisfied with their "lot in life." They had their fling at
. trying to become a national powerhouse in the collegiate ranks. "They can
now see that they are not well suited for -that role, and, as a result they
have redoubled their efforts to serve their reglonal, rellglou5x
,constltuents. They experienced the glamour of attracting a national S
student body, as well as the pain of trying to help easterners acculturate
to an isolated rural midwestern community. As a result, the fresh
scrubbed appearance and intellectual innocence of the local farm kids is
far more appealing than before. In general, the college faculty point to (o
many bumps and bruises from this period of dashed expectations, but they
feel that overall it was a beneficial experience for the college. They
seem to feel they are wiser, more mature, and more realistic now (almost
"l}ke ‘middle~aged mellowness after a young adult identity crisis).
The environment made it too. easy for Monument College to become badly "
. overextended, There wis the promise of ‘easy federal support, a large _
-, number of eastern students looking for an alternative to high priced elite
. private colleges, and an overall euphoric atmosphere in higher education
at the time. While it is eas¥, in retrospect, to chastise the faculty and
'admlnlstratlon of this particular college for not being able to resist the o ©
«  temptation of over bulldlng, to stop there would be to overlook. the
- broader implications for educatlonal policy. . Certalnly the institution of
higher education as a whole must take some responsibility for the large -
number of second and third tier colleges that followed the cycle described
herein. Professional socletles, federations, the federal government, and °
state systems should all examine their actions that contributed to this
~scenar10 and prepare for the future situations when demographic figures,
flnanc1a1 condltlons, and societal events all converge to create another -
period of euphorlc (but unrealistic) expectations in higher education.
Certainly it will come, so it is important that we learn from the 1960-70s
cycle how better to manage growth so that the onslaught of retrenchment 15
not so traumatic for our colleges and un1ver51t1e8 in the future. '
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- constituencies, such as alumni, religious leaders and local community

An expanaiun of organizational mission often alienates core support
groups, The driyg to national prominence and fight for survival so

- totally preoccupied the time and interests of the Monument College's

faculty and administration for a decade that they neglected critical

figures. An institution that had-once been the source of considerable
regional” pride and acclaim became almost a ‘total stranger to those who
knew and cared about it most., :
- Monument's experience reflects the baslc trulsm, "It is harder to

““rebuild betrayed fr1endeh1p8 than to build totally new ones.” They are .
‘currently having considerable difficulty patching up their relations with
old constituencies. While this shouldn't create a- serious long term
problem for the college, the administration has been sobered by the
d1ff1culty of rebuilding trust ‘and loyalty.

It is difficult to restructure a college's educatlonal philosophy and
curriculum, while also addressing a pressing financial crisis. The latter

must come first, and the former should not be attempted in the presence of .

the latter. In general, scarcity and change are the two major sources of
uncertainty for members of organizations. To successfully manage
‘uncertainty so that it does not reach the point where it creates a
dyafdnct10na1 level of stress in individuals, it is advisable not to
attempt a massive organ1zat10na1 overhaul dur1ng a period of financjal
‘austerity-—unless it is clear that the change is necessary in order to
save the organization. . At Monument the president who came in 1970 during
the tail-end of the growth cycle arrived with a mandate to formulate some
new approaches to education. He tried to fulfill that mandate despite the
crunch of retrenchment. As a result, he failed at lmplementlng his
changes and successfully managing the retrenchment process. But more
cr1t1cally, he lost the confidence of the faculty because they felt he was
. increasing, rather than decreasing, their levels of frustration and
~apprehen910n. So by trying ty do everything at once he failed to
accompllsh anything and. eventually lost his mandate to even try.

The ‘style and orientation of the president best suited for managlngga

college's retrenchment is at least ‘partly determined by the faculty's
perception. of the severity and duration of the financial crisis. I
suspect that the retired Army colonel president (1974-~1980) would have not
been successful as_a retrenchment manager if he had arrived on-the scene

" three years earlier. At that time the faculty members were still c1inging

to their flickering aspirations and they weren 't ready for a tough guy
style in the president's office. It -wasn't until there was the threat of
bankruptcy that they were prepared to support the drastic measures and
‘methods imposed by this president. As long as the faculty believed that
the crisis was either not severe, or likely to be short lived, they. opted
for a more traditional, prosaic administrator who attended pr1mar11y to
matters of educational philosophy and.pedagogy.

The crisis at Monument College had as much to do w1th a loss of
identity as it did with a depletion of financial resources.. There was a
great deal of conflict on campus during this era~-much of it stemming from
austerity. But that accounts for only part of the animosity expressed.
Once the college left the safety of its traditional role as a small,
rellglous, liberal arts college some members of the faculty became
uncomfortable with the'new objectives and norms associated with the drive
for national prominence. ‘In general, these reservations remained latent
as long as the positive side—benefits of growth were evident, éﬁk when

B
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. the bottom fell out of the growth curve a great deal of latent hostility
about the advisability of making the changes in the first place bubbled to

the surface. These sparked strong ideological debates over the purpose
and mission of Monument College specifically, 'and liberal arts colleges in
general. In some respects this sense of alienation was more divisive
within the college community than the normal (though often sharp)
conflicts over priorities for balanc1ng the budget. '

- Organizational growth needs to be accompanied by strong managerlal

controls, Otherwise the euphoria of rapid growth tends to distort )
" members' perspective and foster sloppy deczszonmak1ng. As a result, if it

becomes necessary to cut back, retrenchment-is much more difficult to
implement smoothly. Instead of a systematit long term approach to
planning, rapid growth fosters short term opportunism. For example, a
college has a growing student body and ample tuition money. There is an.

_opportunity to hire a strong professor in Oriental histqg y 80 they make an

offer, without systematically figuring how this person 18 going to fit
into the long term plans for the history department, or the college as a
whole. If -there is any planning at all during a period of rapid growth it
is usually driven by current student demands. If Department X seems to be
offering popular majors now, the college reflexively enlarges that faculty
without much cona1derat1on for the- impact of doybling the size of the
staff in one area. The current president of Monument College stated the
problem well, "During a period of rapid growth, administrators think only .
in terms of continued growth. They seldom stop to consider what ‘would
happen if their assumptions about the future are wrong. In contrast, the
wise.college president plans for -the possibility of. retrenchment on the
way up the growth curve.
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Figure 1I

% Indexed* Héadcount Enroliments (1959-1979)
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RYKE COLLEGE ~°
PROFILE, . , |
| | Location: - | Hidwestern, Urb;ﬁ._m
) Typa. - éig;ﬁj'v Protancant, Lid%tnl Arto”L s
1981 e_‘.‘rol ¥ :: ‘," '1935"19 ﬁ““" e " 4
" $5Q§,w . 3
© o Dpate foundtidsl 4 {87 .
" 1981 coat.’” : " §7380 (tuition, tOWi,"ﬂﬁd'b""“‘p “

Ryke is located in an ecéhomically healthy anor czty. The regional
. population is stable .or slightly ‘declining. Founded by Presbyterian
" missionaries in frontier daya,“Ryke had reached an enrollment of 1,780
students by 1959~-three-fgurths of them from in-state, During the 1950s a.
faculty member's book about the life of an early Ryke president, Nathan
Rieder, won the commitment of his son, Clinton Rieder, who had become very
wealthy. Rieder became hxghly involved with Ryke. At a 1961 conference,
the college decided to recruit National Merit scholars from a wider
geographic region, - It also began looking for nationally recognized
- faculty members and dropped a few existing programs that fell outside. the
%  traditional liberal ‘arts. The cost of these changes 1arge1y was "
. underwritten by Clinton Rieder.

N ¢ . Three maJor themes have characterized Ryke throughout its history:
relating to its urban setting, understanding the 1mp110at1ons of
1nternat10nallam, -and-<showing - concern fot gocial- issues,

n " “Branclies,  Ryke does not offer ‘courses off the main campus. It does

. offer opportunities for atudenta to atudy abroad, undég its own auspices

nd through conmsortia. ) o

o * Competition, More than ‘50 co}legea ‘are located within a 30 mile

"of Ryke. This may be an ad¢antage in that it enables Ryke to

t married faculty members whose spousés also want to teach.nearby.

‘Ryke is highly oriented toward: thevacademlcally able, tradltloﬁal age,

full-time undergradua@e student. i ?v vE

.J' ‘e :
s _ :
AP Sl Ak . g o

Enrollmenta and Studenta _ '. S ‘ o - :

As 111uatrated in flgﬁre 1J, Ryke' enrollmént dr0pped from over
. 1,780 in 1959 to 1,500 in 1963. Enrollfient was back up_ to, 2 ,000 by 1969
and stayed there unt11 1973, when it. dropped to 1,700 in two years. It
has remalned at about that 1eve1, w1th full-time equ1va1ent (FTE) students !
numbering 1,635 in 1981. - R
Students. - In-stafe students have always been Ryke's bread and E
0/ butte:, but their proportional'enrollment dropped from about 75% in 1960
v ,ta-44% 1n,1982. The ahxft seems to be more representatlve of Ryke 8
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intorest in diversifying its student body than of disaffection smong ¥ 4
potentinl in-state studente, Ryke adminletrators remain keenly aware of
the importance of their in~state market, although this awareness has not
alvays been a high priority. "During the 19608, the drive for more top
‘'students from around the country left some ‘well-qualified in-state -
‘s . utudents unadmitted, including applicants whose parents had attended Ryka.
kS »During the 1968 128 adminintrat}bn, the president's . interest in emrolling
mifiority. students and Ryke's portrnyal in the prass as a regional focus of
¢ student activism further alienated some of the local- constituenéy in thijs
i rolatively connorvntivo, educatiOn—oriented, ‘almount entitaly Caucanjian
state.: ‘ =
Ryke's interost in enrolling minority utudcnta camo suddenly to full :
flower with the 1968-4#1 administration. Eighty full scholnrshipn,
nmountxng to proximntely 15X of the entering class slzgl were allocated
to minority $tudents and a substantial staff was hired to help meet their
“noedg.  This_ chnngo yrovod “disruptive and un%ﬁ:ngenblo, ‘and emphasis on:
recruiting minorities was.acaled back during' the 1970s. Minorities wera
14% of the student body in°1973 but fell to 7% by 1982, . ..
With the emphasis on recruiting National Merit Scholars during the
1960s,, selectxvxty at.Ryke was high by the end of that decade. During the
- : 19708 sclcctxvx;y declined as the school experienced difficulties to be
' . discussed below, The average SAT score of enterxng students in 1981 had
climbed again to over 1, 100 and st111 further for the freshman class of -
1982. : '
Many of the, students who enroll at Ryke use the liberal arto
_ curriculum to prepare . them for profcssional and graduate schoels, They
- geem -less concerned about-.the immediate post=baccalaureate vocational -
utility of a liberal arts degree than students at some qthesbcollegea.
, Student life. Although the students atfRyke appear to ‘be liberal and
« % . activist in the context of their region, they are not exceptionally 80 by
national standards, .They did participate in protests ‘when that was a
national trend, but without any incidents of violence. Like studénts
, nntxonally, thexr activist behaviors have since modified substantially.
e - 'Students appear to be fairly autonomous. They par;;pxpate to a high
degree in internships and other educational opportunities afforded them by
:'Rykn 8 urban locatxon and 1nt€%nat1bna1 connq%;xons., " .ﬂﬁ‘J~J-

L e
&

: v . : R O
. Faculty, AdmxnxstratoreJ and Others _ 3 ;//)j’
_ : Ryke has retalned a large proportxon of the hxgh qualxty faculty who
., ° were recruited. durxng the 1960s. It has also had the services of a number .
of able admlnxstr&gors in key positions, especxally durxng the, ‘past seven R
e years. P o e :
Faculty. Bu11d1ng up. the faculty was the focus of intensive efforts
. during the 1960s. About half of the current faculty started at Ryke in
those years. They and their current- COlleagues' re characterized as -
.~individuals who love to teach and remain active”in research anJ
>‘wpub119h1ng. Several have received national awards for thexr ‘work., In’
©. 1982 74% of the faculty were tenured, and 80% of them bad doctorates, .The
years 1968 through 1974 were difficult ones for. the faculty at Ryke. The
* 1968-71 administration relegated academac matters to a low priority; in
1971-74, the president preferred a closed decision process and faculty =
were rarely consulted. . During these years the institution was in turmoil ',

-
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knd its linunuuu wore uucprtuin. Some 10% of the faculty, as well as many

._atnff members, warv laikd off at that time. The romiining fuculty are aald

to have genorally maintained their involvement in their work and their
intereat in ithe school, which constituted a significant advantage to the
_ FX igﬁ ‘efforte to recover. The udminln:ra;ion since 1975 has

9 qesafully at rﬂ-entnbliuhing q strong. and cquutructivm
rclhtio;"prwith the faculty.

' diiays oxa. During the l960u Mr. Rieder and hie representatives

- were actively involved in xmplementing;tho 4961 plans to upgrade Ryke, and:

thay played a strong. role in the selection ¢of a new president 1n 1968, the

. beginning of two and one=half - ptormy years, ! The nnw‘prunxdent u top~~and

apparently sole--priority was to involve RyKe. in rectifying social ills,.

A cornerstone of that effort was a lnrgo, quickly implemcuted program for

. minority students. The tone of the administration supplemented exlatlng

attitudes among students. notionwida, resulting in..#.good deal. pf overt -
social, activiem, At one pojnt; for instanca, studnhts plcketed a mnjor
corporation with whom good ruldﬁionn might have beun of significont™
benefit to Ryke. In th ‘-parhnt ‘belief that he hﬁa a pcraonul’nmndnta
from Rxeder.thut Riedex. back with contxnuing and unquestioning .
‘financial support, th nt spent college: funds freely.  One faculty
member reported that .he 1ed from sabbatical to find that he had boen
ngen the 1prgcat na% \ easq he has c¢ver had, ‘before or dince. As
Rieder became incrda ¥ nnbnppy with the ndmlnlstrntlon and’
dramatically curtaibads nancial support. The college entered into a
brief period of dechxt%opendlng.

The faculty, n9 t uatoon took action to sacure thlﬂ prouldont 8
resignation, His su ¥, who served until tirgnend of 1974, made

~sizable cuts in pdﬁi@ﬂnel and budgets under a mandate from the trustees.

He communicated ptimarlly with one other administrator, even deciding at
one point that he would serve as academic dean rather than’ nppoxnt any of
the‘recommended candidates.

During 1975, the collége was successful in recrultxng the pres1dent
who is still in offlce. He had been an Urban schodT superintendent, and
he had atrong ties in the metropolltan community. The president is
articulate in descrlblng the mission and character of Ryke, he has etrong
‘administrative skills, and he has exceptionally.strong 1nterpersona1
skills, Ih stark’ contrast to some of the other presidents in this study,
this president quite simply likes people. Picking up on some groundwork

by, his predecessor, the prealdent was -able to re-establish Rieder's

'confxdence in Ryke's administration and. win major financial support from
him again after Rxeder s hidtus in ngxﬁg." Participants®characterize h
1968-71 as a-socigl and political crisis, 1971-74 as an enrollment and
financial crxsxs 1975-79 as spiritual restoration and reorganization for
fecovery; and 1979 to the present as the time swhen recovery efforts have
begun tq: pay off. - T ty give the current prealdent atYong personal credlt
for the recovery.w '

The ‘academic dean durlng the 19609 was very actives and successful in
recruiting strong new faculty members, playlng an impoftant role in ‘
cgllege leadership. During the late 1960s. and early 1970s, the position -
gloat centrality, changed-title to dean, and’ was temporarily filled by a
- president. It has since been re-established as a v1ce-presxdenby and
filled by a strong leader who had served previpusly on HRyke's faculty.

The financial V1ce-pre61denta from 1969-74 lacked’ authority,
expertlse, and the trustees' confldence. The current f1nanc1al offlcer \
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‘recru1tment w1th1n the past several years. The adm1ss10ns offlcer 31nce

“ the context of a class1ca1 llberal arts or1entat10n.

‘rated very hlghly by other adm1n1stratora, and appllcatlons from top

have been a wise -one. A few accounting classes have been added to the

e e L e e e ¥ o .
. - R ‘ . ‘
SRR . . ! [ - o
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"was trained-in economlcs and has aerved in h1s present role since 1974.

He, too, is well—respected by faculty, adm1n1strators, and trustees and is

- given a- great deal of personal credit’ for the-1mprovements of . fecent
. yearBe ... . - .

The’ adm1s810ns off1ce orientation sh1fted from selectlon to SR ,

1979 is. h1ghly skllled in interpréting Ryke's. mission and generating . - L
enthus1asm among prospectlve students; Current ‘college publlcatlons are ¥

students have been 1ncreas1ng. .
Trustees. The board of trustees is composed pr1mar11y of r

f_lmetropolltan area people whose: membershlp on the board lends conf1dence in "
- the: college.- They are well—respected ‘'well-connected,  and relat1vely - ?

actively! 1nvolved in;college welfare. The current college pres1dent » o

‘ »cred1ts their efforts for successful fund-ra181ng in recent® ‘years,

-During the crisis years of the early 1970s the trustees did not trust‘

v the adm1n1strat10n 8 fiscal respons;blllty._ One adm1n1strator commented

'regardlng that perlod that the trustees were Mtruly respons1ve to college  |.

. ~needs’ —-they -were willing to step into college management issues during -

‘:the crisis, yet had ‘the 1ntelllgence to step out when the administration.
1changed for :the better.- During that difficult time, the trusteds are said
“to have»learned that ‘they - would have to face the music and,(on oécaslon,_
'make tough decisions, ST S

Const1tu4éta., Re81dents of the city and state are 1mportant i
constituents of- Ryke, espec1ally Ryke s alumni, " During thellate 1960s and
early '1970s they were put off by area press reports of student act1v1t1es ’

‘and by ,the' pr10r1t1es and activities of the l968—7l pres1dent. ‘When
‘Rieder began contributing. huge sums of money to the college 'to support 1ts
”7self-1mprovement efforts in the l960s, the fee11ng was widespread that
,Ryke d1dr t 'need the support of the alumni and other ‘potential donors.
‘With the administration since 1975, however, these constituents have been :

"coming back in droves,” thanks largely to the interpretive and
interpersonal skills of the president and the efforts of trustees. The .
church with which Ryke is affiliated was not singled out by those’ -
1nterv1ewed as an,1mportant const1tuency. '

o ) o L

.

-Academic'Programs

Ryke offers a "Simon pure" 11beral arts curr1culum. Early in the

: 19603, it dropped nursing, medical technology, a maJo hysical

education, and other programs not representative of the 11 eral arts./ A
proposal to re-establish nursing at Ryke was hotly debated in.the
mid-1970s, but was . rejected by the faculty.‘ One faculty nember who' had
once supported the idea now says that- in retrospect the dec1slon aéems to

economics department, but the college does not offer la major in ,/
accounting. Computer science is also grow1ng, but as defined by: ‘the
liberal arts orieptation of the: college as a whole. |The. faculty consider
new curricular ideas often and implement some of them, but always w1th1n ’
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: The o£f1ce of : 1nst1tutlonal reseurch was dlscontlnucd in l975 but
' lann1ng and budgetmng process incorporates cons1derable‘emphas18 on
vand” 1nformatlon. A longwrange plannlng effort in 1977-78 involved
" exfernal’ consultants.: The process ‘was "an instrument; of guidance, an

" opportunity to ‘get’ the. cold facts in front of us." -Thp college "f1nally

' ‘Wasi a f1ve—year f1nanc1ul plan.. The plan aasumes no mominal growth in

jstate aiw or several.maJor federal student aid: programs, prOJectlng
Q.decreasxgg college dependence on government fund1ng..
. v/' R ) ’r r_i N , . ' ! . : *

‘ F1nanc1al Sltuatlon T e T o o L

/e ; As shown in’ flgure 3J, total revenues remalned constant, losing .
.- . ‘ground 4in. real terms, from 1973 to'1976. They.then increased to keep pacev'
. with iaflation, with ‘the drop in 1979 followed by a $2 million increase in
+1980 ‘(table 1J). Since the number of students: (FTE) was ‘down_ 400: from
1973 to 1980, this represents a stable or.improved situation on a o
_per—student basis. - Total expendltures exceeded total revenues in two = -
years, 1974 and 1975, as shown in table 1J. Parenthetlcally,
_ inter retation of. Ryke g figures on: income from endowment is not o
o _stralghtforward due tp spec1al prov1s10ns 1n the fund1ng arrangements w1th -
‘ Mr. Rieder. * : :
" Operatin bud‘et.: As noted earller, the ma jor f1nanc1al Cr1818 at L
Ryke predates the: data ‘in the attached tables. In the early l9ZOs, Ryke L
‘had operating - def1c1ts “totalling $5 million in two years. . By the. spr1ng
_ of 1971, a crisis was ObVIOUB, and by 1973-74 thq feeling that "we won't
, make it" was abroad,- One respondeilt stated ‘that Ryke was "one step away
from putt1ng a chain on. the door--only the financial clout of .the. chairman
of our trustees. kept the ‘bankers away." Many operat1ng costs were reduced
and staff size was" cut . Total expenditures stayed neazlzfconstant for o
five years (1972~1976=~~table SJ) Past deficits have bsen fundéd, and.no .. .,
new ones incurred since l975. Firm expendlture control is mow fully . e
established at Ryke. ° “Tuition increasés were kept low in the early 1970s..
By 1982, tultlon was .at the m1d-polnt of Ryke s reglonal college
assoc1atlon,’and”ﬁlans are to increase tu1tlon at’ about 2% over the
Consumer Price-Index. TR ¢ e S
State aid: amounted to $390 000 in 1981. In 1982 Ryke tecelved a _)l"ﬂaﬁg
$350,000 in state aid plus $130,000 in cap1tat10n funds.’ oy
Development of the operating budget is now an open, part1c1pat1ve

process. A president's committee, composed of five- -faculty, two staff, SRR
. and two students,isubmlts to the pre31dent its report on’ the proposed ) i
budget. The process includes cyclical zero~base budget reviews. = % L

i Capltal. Endowment value was just over $20 million in 1979, the - -
first year of a flve—year capital campaign. By 1982, endowment value. wasl
'nearly $25 million, in addition to the $22.5 mllllon received or pledged _ A _

‘ for the capital ‘campaign. , With two yeats rema1n1ng in the campa1gn, ; . A
\wgkyke&s goal leaves just $4 million to be raised. Physical plant U
'1ndébtedness (table 7J) was a’,relatively: low.$3.3 million in 1980. v
o ‘An 1mportant part of Ryke's capital asset is fund;ng for- merlt‘in;-
scholarshlps to outstand1ng stidents, available largely through RlefJ;, -
support. - This not only allows Ryke to attract top students,.it alsg¥
‘reduces Ryke s relative dependence on currently unpredlctable sour"fﬁ A
’ﬁederal a1d to students._u“@ I S L \ ST -
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‘Perceived financial condition. - The generni nttltudc of respondenta
toward Ryke's . financial condition was confident but realistic. They still
. feel atrongly ‘the need for fund—ruxslng and fiscal. controls and’ resbrnint,
but they are expcr1enc1ng better students, higher morale, . and mare
*. applitatiomns for “admission. They remember having had sévere d1£f1cu1tles,
and their confidence is. enhanced. from‘knowxng that they not only ‘survived .

‘but recovered from thoae dlfﬁlcultlea.,
. ‘ .

. Comm@btaty on Rv}e College o,

‘ 'Cauaea,pf College Pxoblema' e o o p .
-One respondent stated "Lt Ryke was "neve; a bad school . . . Just a
needy one with an, image problem.” Management was reaponalble to the
“extent ‘that the 1968-71 president was a poor match for the institution.
During his tenure, the cpllege seriously overspent its resources and Y
alienated important constituents. This caysed some problems (operatlng .
deficits, loss of principal donor's support) and exacerbated others (loss
" of public and alumni support, low morale, student and potential stydent
disaffection). In addition, the subsequent president was 1neffect%§e 1n
creating remedies for either financ¢ial or organizational problema, ut }
this was partially counteracted by trustee-involvement. Ryke alaol“
suffered, probably more than 1t deBerved from press notorlety regardlng
student nct1v1am.
N 3. 'v'

‘

College Resgonae to Deel _g IR » v )"
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Early 1nvolvement by the trustees, together w1th their ‘continuing afd
1ncreaslng success in fund-raising, has been an 1mportant part of Ryke's
recovery. EBut.-the 'catalyst that got. all the reactants working together
again' was. the president named in 1975. -He is known as an eXpert at ‘
underatandlng and achieving the art-of the poaalble, and he is respected
_for his ab111ty as an administrator and as a college representative to
local business peoble, c1t12ena; and alumni,

" . The faculty is cradited with having shown strong reaponalblllty and

. .effective.involvement in def1n1ng and- auata1n1ng the college throughout
.the past two: decadea.,\MaJor 1mprovementa in financial management and in

" admissions also played important roles. Overall, the college was able to
-effect a deliberate, slow return of 1ta 1mage to- that of a small, fine
11bera1 arts college.: '

e The major exogenous advantage for Ryke may have been its locatlon in
.a large, attractlve c1ty. The city offers numerous cultural and c1v1c !
.opportunities, and thel€ollege communlty takes part in them, -

' The college -was haracterized as having undergone tremendous™ - - °

. adaptation and exper1mentat10n during 1965-75, and subsequently looking
for coherence, sequence, and structure. The crisis of- the early 1970s 1ed
membeFa of the college to trim their sails, cut out frills; agree . on
purpose . and pr10r1t1ea, and 1nJect a: atrong note of reallsm in- the1r
de11berat10na.;' ‘<”_
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The Leusons in Rykc s lxpcrignce o - e S o

»

A college can “yccged, ~yen 1n godny*§ yggg}rqpnl maxket, h; being
true to itg historical liberal arts mlsslon. Ryke was .not always "purcly
liberal arts, but that predomlnant ‘orientation was - sharply focused dur1ng
‘the 1960s8.. That d cade of plentxful students, a.strong. economy,\and L

- féderal support was one that could well afford to support “Slmonwpuru" o Qii;é:i"

°

liberal arts 1nst1tutlons. But W1th economic and attitudinal shifis in
the 1970s, many such colleges have ,diluted or abandoned the llbera .
“in a desperntewsenrch for studenta nnd dollars.

Desplte the.appearance . that the collego might hnve to close,
reaffirmed its liberal arts focus.. This may well be creditable to. the” v
‘nature of- the representatlve committee of trustees, faculty, P
administration, 'parents, and: alumni who made that decision, Subsequent
* events have supported the, w1sdom of that dec1s10n. There is a.marKet for
pure llberal arts, .and Rykd is enJoylng a. slgnlflcnnt ‘share of .it, It
‘appears that Ryke 8 ab111ty to attract and retain acndemlcally able -
students is a key factor.z It is these students who" are sophisticated
enough to nnt1c1pnte their interest in graduate ‘and " professlonal schooling °
and to understand the foundation prov1ded by a llberal arts education for.
their long term plans._ R { ‘

' Too much change, 'too fast,: harms\a college. The events’ of the g
- 1968-71 presidency illustrate this point dramatically. The vigorous '
_attentlon to social ‘issues: ‘and’ m1nor1ty students,.couple& with sudden “
‘ndmlnlstratlve ‘disinterest:in: academlc maptérs and profligacy in financial
matters,’ alienated v1rtually every .college constituency--Rieder, other N
donors, .regional res1dents,'alumn1, and potential students from Ryke's -
trad1tlonnl markets. It is notable that tlie d1rectlon of change did’ have
a foundation in Ryke's m1s51on——Ryke has always expressed concern_ for

social issues,. It scems to have been the magnltude .0of this rap1d shift \; L
toward oneé aspect. of the m1551on and away., from another that caused ' oo
problems. . " o)

The welfare of a college can depend on the actions of ome or very few: .
'1nd1v1duals. For better or worse, a college depends on individual == ...
leaders. One pres1dent at Ryke ,was instrumental in taking it to the brank
.of disaster. A handful of committed trustees not only kept it afloat but P
"mandated and-effected critical short-term survival measures. The current '
president is the focus for'almost all of the successful recovery efforts, T
either directly through his . personal ‘action or 1nd1rect1y through the L'f
conceptual guidance and improved morale his leadersh1p 1nsp1res. L . T

. An 1mportant component of this dynamic has been the_ nature of the | -
pres1dent s communications about the college's mission and condition.. ,
-While both’the 1968~71 and: the- l975—present pres1dents communlcated the1r.. SRR
ffmessages clearly, the former' carried messages of such radical change ‘that

they were bound to confuse his audiences. The latter carried messages of
constancy, renewal, and confidence that reassured and 1nsp1red his S
audiences. 'By contrast, the 1971-74 president seems not to have -

communicated at all beyond a tlght 1nner c1rcle, leaving a vacuum of

'understandlng and failing to inspire confidence and coordinated effort. = .

He did, however, take actlons that served .as xmportant grbundwork for ..'f”ﬁ '
" later developments. , Dl S
1nst1tutlonal efforts is .partly a function of admlnlstratlve leadersher - ng‘f

and it is_central to recove_x. Internal cdnstltuents do . &otadepend . Hrg*.,
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ontircly on udmin1ntrat1ve 1ondcrah1p to inapirc ‘and motivate them to take
f, . action on behalf of the college. as shown by the continuing ‘commitment of :
' the fnculty through the difficult ‘carly 19708 deupite a4 vacuum of
yzudmxnistrntiVO leadership. At Ryke, their’ commxtment may have been aided .

‘ by the fact that many of: them had“comé to the college only a feWw years. - |
beforeﬂ and they were unwilling to jump - ship .80 soon. Certaxnly their
stnying was not a functxoﬁ of a lack °§ alternative bpportunxtxes—-theﬂe

. were, nmong the most able scholara anywhere. who could fxnd good poaxtxona~
‘even in a’ tight JOb market.; > v

o " Not. only did the faculty not ‘leave, for the most part they d1d not

it Btop; trying to tcach well, contribute to their disciplines, and merove

‘the conditions at Ryke. This en%mgement on their part probably helped

“keep Ryke's reputation and enroliments from sllpping 'go far that loss of

confldence in ‘the institution would have become erepnrable.
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Figure.3J:s Ryke College 1973~ 19}9 Revenue Trendsl
- i . . “ ) o I . )
D - i . .
e = T total revenues . ', ° o
o A = total revenues, adjusted for inflation (HEPI) : \

. - 1The 1978-79 figuremfs not comparable to thg§e ‘'of other years. .
\ ) A change in fiscal year made 1978 79 only nine mpnths long. . :
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7 : Table 11, Ryke Pullugu S SR o
¢ | Jl RPPORTFD RLVPNULb FOR 197~ 72 0 1979~ HO
Year  Toftlon  Approprls Granty b ’ ndowment ﬂlftn Other, ‘;futnl |
b Feer atlonn o Contrgets,  [neome \\ o Revenge Revenwe )
SO a0, L0 1 2,166 59,430,700 |

S V0 5 I 80,500 1,504,620 8211 4: 2,420, 510 9,000,0%
SRR I RN 9,920 U LIALYS T 90,598 2,480,005 - 9,107,746
U B P X5 1V ThL,609 « 1,946,140 « 871,140 1,240,051 9,308,250
16 :.796 18 0. - 096.861 05,000 2,008,876 1,610,926~ 9,446,402
- @865 0 T TB L3N 60215 1,506,566 10,577,314
o 78~ 6071509 1S 5L 00,00 209,69 1,953,300 14,022,010

196,496,005 121,455 OIES91 (665,207 * 99 92Q 1,810,620 10,706,638 -
80 7,103,061 145,656 1,066,139 835,766 . | W33, IZU 2 309, BBﬁ 12.889.606.
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( R RERORTED EXPENDITURES FON 197172 T0 1979-80 .
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s
\

\, | , b
Yr Inqtruct & Sponsored Public’ Op.Malnt. "Institut.  Scholar § Academfc  Student Stud@pt - Total E6C  Total
Dept. Res. Research Saﬂw Phy.Plant mwmt~ Fellowshp Support ﬂwwmsANMWMn Expendlture Expenditure

t

NN WS 0 ekl B0SL WM WL LSS 6,660,290 9,408,068
IS5 00,06 -0 - GSTEASB A0 TN NN S0, 8 6,944,985 9,489,004
WoLSE0 T 0 NI LMOBI M oW B L2068 680,060 9,203,60

15 2,782,760 168,35 709,118 750,835 UL LISB6S 0406 LSl W VG608 9,98
16 2,970,678 106,189 152,499 788,991 1,578,791 e[,128,742 346,000 . 986,195 WA % 8,062,930 *9,4d6, k02
13,050,067 129,324 26,146 931,09 1,328,665 1,319,351 40lgus2 1,060,055 M\ 8,639,018, 10,040,618
83,050,966 141,918 263,555 97,008 "1,S5,239 1,604,600 507,201 136170 M 9,567,567 11,007,816
79 3,450,4720, 710,260 114,69 T 786,12 1,255,711 1,344,045 494,556 1,368,376  NA 8,825,890 10,341,846
B 3,940,978 160,537 170,640. 1,162,159 1,919,204 1,222,311 605,104 1,846, 018 W LL09,09 12,852,204
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, SMEVENUES OF TUTAL BLVENUE VOR 1971-12 10 1979-00
| CYear  ¥Tutlon MApprae o AGranta b REndoument U 7 Wther
btoes ' prlatlons o teariacts o Tcme Nevating
noooos2 00 w00 2
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AEXPENDITURES OF TOTAL HXPENDITURE&,FOR 197112 0 1979-80

,

"Year Alnstruct  ASpomsored IPublic  Xp.&Halnt, ZluthtuL. icholar & Thcademle Thtudent XSbudent  XTotal E&G
bllept. Red, Renenrch  Service Phy, Plant Support  Fellowshlp Support  Services Md&Grants  Fxpend]ture

A

1 29,9 e e 00 69 e T W N TR [ 7% B (W
N R I I R E 25, NA T T SR (| N A
Moo 00 T 1 Mo M Mmoo T
750 wo Ll L ! 1.7 30 0,5 NA B, b
6 S L e B 16,7 g L 1.4 NA 85,4
mo Ak Ly Ll 9D 13,2 1.1 b0 10, NA 86.0
B 293 BT R N TR R U b 12 NA 86.2
S [N S TR Y N T V) I S A 08 13,2 M. 85
Los 0 b el3 90 19 9.5 01 Wb M, 86.3
*i 32,0 03 0y 9 o160 96 5% LI 76,3

*i {8 the mean value for these nfnerycnrn'in a set of 40 private Llberal arts collegen that, ke this.ohe,
experlenced, tapld revenue dectine from 1973 to 1976,
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i Exptndlturt Data 1931-7. to 1979-80 - .
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07273
97374
97-75

975-76

1
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976-79

979~80
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'r__avallable by interested firms. . . . P %t

" PROFILE +* ?vsﬂlg-. : ff.” Ly
T R . L ' ( oot R ."7 Lol ; . - » . N ’ . v .->. “
LLocation: B ffv;Urban, Northeaat j.,”' f h}ig - 7 .
o oType:, | 1973t ,Liberal Arts 1I ST
) I | 76:. Comprehen61ve II _ L ;
T "“ifI dePendent' L e f; ! S o
N NN S ; v v. S . S \,. e RS
1989 enrollment'v'- ' -1542 FTE X ST _' DT e e
fDate founded" “rr -11933, ‘proprietary buaineas school | : S
Te ~@g : J_ Loy 1960, non-profit jumior college o g o
'.‘:f_ L1966, four-Year college, accredited. 1968 l s
,t‘l98l'cost; o .;’§5955 (tu1t1on, robm, apd board)
s » Voo ) ‘: I“l ;o ‘,‘ »x ‘ o 3 'h.v o .- b‘ c
ey e RS o e B T BT
.,f Co 4 The Story of Nxche College '»;vL',- N

. , S R D .
: N1che~18 located in the’ heart of the downtown sectlon of a major .

A c1ty.- Far from hav1ng a green campus, it is- part of: the éoncrete canyona

. in a section thaf is undergoing ‘major renovat1on and reconstruction.’ Th1s'

;'settlng has implications for Niche's academ1c programs and pr1or1tied.:

Niche was founded by an enterprising. woman during the depresa1on as a'n,j“
;Bus1ness tra1n1ng school. Over the years, the found1ng pres1dent modlfledﬁ'”'
“-the programs ‘as new jneeds - ‘and opportunities. presented themselves.’ She ‘was

among the earliest to recogn1ze the potentlal demand for Junlor college
programs .and their absence in this reg1on of. ‘the state, wh1ch was " what
. prompted her reorganlzatlon and expans1on of the college in 1960. as-a

non-profit jumior college. ‘This shift . was extended as Niche exganded ‘to 5"“

vfour—year college in 1966, and a relative of the: found1ng pres1dent tdok
the reins in 1967 with the full concurrence of the 6011ege commun1ty.

.- Branches. - Virtually all 1nstruct1on ‘takes' place in Niche's downtown °
:;locat1on.- A few classes are taught at the Pittsburgh. Playhouse, and Nlche
" occasionally: teaches -courses 1n‘other gocatlonp, prxmar11y in, space

:  Competition. Niche serves ‘two: maJor k1nds of c11ents--those
or work downtowm, and international . students—-as well as trad1t1ona1 age

resident and commuter students, lhe city-hosts many’ othet higher

- education. 1nst1tut1ons, but’ N1che is the only small ‘liberal arts,

four-~year, nondenom1nat1onal, ‘coeducational college in town.
Cross*reglstratlon arrangements exist with nine other -area 1nst1tutlons.

‘The competitor of which:Niche officials seem to be most aware is a former
proprietary, now non—prof1t business college. Niche differentiates lrhelf
from that school through its emphasis on 11bera1 arts as well ,as -
performing arts, Journa11sm, and technology. Niche also- pr1des itself on -
its early. and effect1ve recogn1t1on of new academ1c _program needs,’aa

. d1scuased below. T e v . L
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v e S
Enrollments and Students c
”“fi e N1che grew from u headncount populatlon of 846Fstudents in l961 to v
" “'neatly 3500 in 1968, almost 10 tof whom ‘were . part-t1me students’ - Desprbe R
., the’ add1t10n of upper d1v1slon courses at- that time, enrollments began to, '.-fﬁifx-
decllne in.1969, reaching 1881 full—tlme equlvaleq% (FTE) Students in . Lo
l973.; That was the year when>N1che nearly closed its doors for financial
reasons. Due to loss of confi ence in the” 1nst1tut10n, about One-half :0f
_the. students who were expecte td return‘In the fall of 1973 did not: o _J;.
.appear,;.: By l975, FTE enrollme t:was’ down to ll9l. It grew‘to 1511 FTE by’
l980.-. L : i : )
,%fﬂv" 'Students. *Nlche 5. enrgl
“Incredses ‘in’part-tiume amd. int
uifull-tlme and-native studen

tgrecovery has beeh due prlmarlly to ]1
rpatlonal enrbllments, whlch offset logses o
1d ., Part-time adult- enrollment has' - - ,:v”‘
reased 300% in the" past;'1 years., Even1ng and. turday class s have .

b l o
ouraged this. - Internati' 5

)

" from 40-countries." ‘Nichej s#begun to recruit Lnternatlonall it has - - - jl';f
: establ;shed a strong Engl sh'as a Second Language program,‘andrlt is sa1d P
tq,have "a better reputa" internationally than°® locally.™ 4 o
“:TNiche has alWays had ibtlvely open»admlsslons, ‘but attrition waspf'
_ ; becom1ng a problem. lnjl §4adm1ssxons standgrds were.applled and_some ., i
.o studegts have- been. reJected-—but the college continued to admit a high .- -
B p;prop tion of its. applicants. . Niche prov1des academic. support serv1ces . :
g for underprepared students.;f,nﬂvsv,* ' e : : f" € . S
o . Student life. Nlc?e supports zi%eclally active programs in the ° o
" performing arts, Journa 1sm/commun1 tions, bu91ness, ‘and technology. : {

ith this" emphas1s -on applled programs, and in-the context of the

- " advantages offered by “the drban sett1ng, ‘students are involved in
. nproduclng performances and in various Kinds™ of. 1nternsh1ps and work . Lot e
- - experience, Niche. of ficials-believe strongly in the ‘importance-of. student .

- welfare-—indeed, ‘the pres1dent'£ sfganlaational chart, cons1sts of L
concentric cidcles. with: %tudents ,at the core, and the college's relative
investment in ‘student -services 1s on the high side.” ‘Thr bf, six ‘areas 1n-

. which N1che first. sought x;t]e III.funds (1974) were adm1sslons, career _
! X counseling, .and non—academlc student lifdl - One strong program is ‘an early e
s chlldhood/day care’ center for studenfs, faculty, ‘and others.;(i>S L N

Wy N -

S e S : A . Doayg -

, "raculty Admlnlstratorsl,and Others \""9' o _
T, N . . S s

_ Desplte some factors. that.m1ght 1nduce h1gh turnover-—the urban
;sett1ng, other nearby colleges, past:.financial d1ff1cult1es-—N1che 8
. admlnistrators ‘and -full~time faculty tend .to stay at the’ college.
-.-Although the people may remain, ‘there appeats, to’ ‘be. a'good deal of - .
L ,.reprganlzatlon ‘and reassignment of roles among adm1n1strators. IS
R RRE R Faculty ‘Niclte. employs. 75 ‘full time faculty members, 40% with- R
S '.doctorates in 1977, qnd many- part ‘time. The part time. faculty often'teach»;:‘vfi
full t1me elsewhere or. practlce ip' thé“areas they teach, and quality is
. ‘not: believed" to be a problem. vDuring the crisis of the éarly 1970s,
1 :15-20% of the facllty had to be’let go, including some who had tenure.
"Although it appears to have been exkremely hard on _the 1nd1v1duals who . .
Were part of- those. dec1slons, these layoffs do mnot ‘seem to ‘have had a»f;"'
-, divisive or long~ferm éffect)on the faculty as a whole or on Coo
-faculty-adm1n1strat10n relatlonships.' The faculty are sa1d to be ,Z/:'ﬁ,

: T o . o L. o U _— e ./ o )
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L ;commltted to worklng together for the, students and ‘the college.. ASs part
3of post—cr1s1s measures, smaller.departments have been reorgan1zed 1nto. -
: =e1ght larger divigions., LT
' . Adm1nlst:ators.‘ Despite. many small and large changes in the school o N
from 1933 thirol gh 1968 ‘Niche ‘grey and flour1shed, ‘revolving’ around the '
.~ *stro vcentral f1gure of - the foun§ing president.. Her relatlve, who ,had
v.. .spent five years as secretary of the college and two:as_vice president,.
... . 'became president- the year after the- school : changed ﬁmomra Juﬁior college
to'.a four-year college. ‘He was des¢r1bed as a v1slonary, an - entrepreneur
with.grand. 1deas and vast engrgy, but w1tho t strong. consensus “about. a -
_ ;plan. He ma declslons vis hout setting a; zone for free: drscusﬂlons, and s
“'wlthout l1sten;ng to* the velces of real1sm and flscal resgra;nt in hrg ’w
'adm1n1strat1on.-‘;i' v SN A S
R ‘Perhaps” in an’ effort to forge qu1ckly a. clear 1dent1ty for . the
‘.bacdalaureate’/gllege, ‘45 well.'ds out" of- personal interest. aogﬁacad
conv1cbron, this pre51dent too% actlons designed: to.make Nlh-e the}b
patrOn of the arts in the citys " He bought a strugg11ng buyz"

- _playhouse, founded a ballet company on” the,campus, and. fov*
> 5Suppprted a w1nd symphony, bought an: estate. 1n th@ countj ’ fs
‘campus . in’ Swltzerland These.yentures’ 1nvolved not, onLy4( SooF
;operatlng losses as’ well.. The p‘esLdent was—persuasﬂyjﬁ br o
’ ' : : : Ly
) :

of-2.5',f
. , ’.r»SOO 1nqu1¥¢es about
7‘the college, but.only one’ pa1d deposlt For' an rtted student Cow

. In the spring 0f 1973 the house of “catd The city .
A announced its plan to sell the campus . for ,vakes of over $1 mllllon. L ;.:
% .. Niche had d1spute€;1ts tax obligation-but thekity, trying to improve its,. ",

4, !

~ -“bond rat1ng, wantied either to be' pa1d or 'awe the‘dlspute finally .. -
settled.: Pfgss coverage - ‘of the issue: unSympathetlc to N1che, although
Ilege in 1976. "Also in the s

i @,:.'the matte?: wf 16 setrled in favor of - the? DRI
. spring of 1973, the banks requed to extend any further credit, the - . N\~
college suddenly announced that it coyld not meet' the payroll, and the:

'l.faculty collectively petitioned® the tjustees to fire the. president. ,In'a
'sipgle meet1ng, the trusteeg accepted the reslgnatlon of the -president, ’
o ;announqed plans to, ,begin. closing the ollege, andxasked the-academic dean,

v . - who had” been on: the faculty since 1966, to- serve as. acting president. . The o
.. dean, a phllosopher with verg 11ttle adm1n1strat1ve experience at the .
: h1gher levels, accepted and egan prepar1ng a survival plan. W1th1n a few"

‘weeks, the trustees suspended the1r “plan to close . the college. R . F}
The faculty rallied’ behlnd the well—regarded new presldent. ‘All
employees voluntar11y complled with his plan t6. pay summer employees a .

. maximum of $90 per week“over that .Summer.. The college began a“cont1nu1ng R
- sedrch for ways to cut costs i all areaé Leéending agenc1es, more . ;' . *
"interested ‘in eventual repayme t- than in foreclosure and eventually P
‘convidced of the ability and\gommltment of the new pres1dent -and the v L
-htrustees, cooperated 1n.mak1ng moratoria and new payment schedules. R

27 ,‘f' ! <P

“ : v

- Lo 197.. . -

J;Bi};c S e ‘ 2}1}2?;: -




. ~w . , A' . ; . » . - — . . .
S0

i ’ . LA } R e o . B N

. . . 2 N : - _:' - .-\. o e A‘:;“q- IIE.
LR i e "o o o jpﬁ* e B ﬁ
i ) . . .. . .
*A?{K‘# " The "ﬁctlng deslgnat; was dropped from the pres1dent'u t1t1e in .
Cl . 1974n and Je coutinues to s%?ye4as_N1che s president. 'Most people thete . .

e ‘give the pres1dent great pe&@pnal credit for the college's greatly
fﬂ.% 1mproved c1rcumstances. T§§%;descrrbe h1m As an educator,. a planner, and
% ', .‘one whp sincerely ‘cares'a people. ‘He is dedlcated to ‘the college, and
e he. llstens, seeks adv1d§ nd gives constructive feedback. He has defined
Nlche s mlsslon as .a "bo éand" college—-both liberal - arts and career
preparatlon. ‘He. has become effective at interpreting thag -mission and

It ; - gemerating support with area businesges end foundations as well as =~ ' ol
potent;al students.- "He ‘believed. that the college had to know its L i
envlronment “and" to show. ‘how it fxt’there and what“lt contributed, LN

Ve l,':‘ sen81t1ve tg the;publlc conv1ct10n that there was no need for: Nlche 1n the

L+ e emaitive ta.the publi T thexe go

.- % The prealdent belleves that organlzutlonal structure is 1mportant,
=;§“~ and hle shifts it 'as needs and priorities change. 'In 1976 he named a vice
, .- president for enrollment plannlng, smgnlfylng the 1mportance of recruiting
+o .- and, adm1331ons at that polnt in college h1story. Even in the midst of
C el o severg cost~cutting, he invested in admissions and student affairs, - ;
D bellev1 g that they were essential to survival, - ‘He has made, it clear that
P personnel layoffs wouild  be made only as a last resort,’ rely1ng on -
: '-_ attrition and reorganlzatlon to reduce the payroll while Stlll staff1ng
11 essential functians: C o ' 4
- Unlike other colleges’in th1s study, N Niche has 'mot had key long—term i
leadership in the heads of such functions- as admissions, fipancial © . S
- affairs, and - development Development became an autonomous function and : :
..the college; ‘has’ been shifting its attentlon from grants to potent1al - o
onors. Development and other:areas are staffed well; but the focal
,long—term f1gure has been the president. A fine academic dean,_ also a-
o long- tlmefmember of the N1che faculty, handles internal academ1c matters
o, ot u Tablyl . L “ : o
) ?», Trustees. The. cr1$is of 1973 seems to have galvan1zed ‘the trustees .
a " winto 1nvolvement with the college. They pledged over, $100,000 themselves '
'.~to help see the’ college through' the crisis, and they ‘have helped in v
;&T&S ,'varlous ways ever sinceq . Thelr quality and commitment were instrumental .
D ee - .inm keeping creditors patlen .. and they have assistéd the college in . ' N
X qontactlng‘area businésses and foundations for support. They are kept R
75 .  informed by - the pres1d°nt s thorough br1ef1ng reports before evegy board T
- meetlng. R '
: R . -Comstituents. The const1tuent group in wh1ch Niche has probably
C "'~1nvestu§ most emergy in recent years is potent1al ‘students. ‘The college - -

SR has al developed ‘relationships ith area businesses ‘and foundations.
+" The_ alufini of the- college as it ‘is presently configured are still very

‘ young and mob11e, Niche is beginning to try tb track them and ma1nta1n

f, “their 1nterest in the college. '

S v .. Local cred1b111ty was at rock bottom eight years ago, and Nlche
s officials have made 1mportant inroads in febuilding it. Their fiscal

respons1b111ty and creative programs seem to have 1mpressed const1tuents
favorably. . S, , SRR

~

Academic Programs . ' " | // |

N1che s e1ght departments are behavioral sciences/. bus1ne3s
admlnlstratzon,'account1ng, and computer science;. educat10n, English; Lot

0 -
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'flne, app11ed, and perform1dg arts Journa11sm .and commun1cat1on natural -
sciences and technology, and social "sciences. Of these, ‘the departments o
that enroll the greatest ‘number of students are business, performing arts,’
Journalxsm/commun1cat1ons, ‘and technologyy, - The college has drepped majors
in: nurs1ng, des1gn, economics, 'and German, bodt ‘it has added several forms
of engineering technology, public administration, photography/mult1-med1a,
and visual arts and. desxgn.' The last two are offered in’ conjunction. m.thr .
the c1ty art. indtitute. In 1977 Nlche began a Bachelors of Fine Arts L
_ _degree in dance and theatre arts, in 1981 a masters degree in journalism, .
and pro;ects in 1983 a masters degree in ipternational busitess. The
“intention of the college is that all mew.offerings would be outgrowths of
4ex15t1ng programs, requ1r1ng minimal new courses, and that mnew. prbgrams
- enhance the ways in wh1ch N1che is d1st1nct1ve in.terms of other area -
.-colleges., .

.» Niché officials are proud of the college s early entry into a numbera
“of successful areas. They cite the Saturday college and’ lunch hcur
.courses. as innovative del1very systems, and such programs as early -
childhood education, the technologles, and the most recent posslblllty,
’robotlcs technology. -Miche was the. first U.S.- college to offer a B.S. in
computer science. The extent'to wh1ch students ga1n hands-on exper1ence
'1n the arts is- also unusual. N ' o

‘The college has, transfer’ arrangements with 25-30 area® 1nst1tut1ons,
,-1nc1ud1ng proprietary schools.. It was.actively involved in CETA training

~ for a time, but allowed that program to ‘lapse, when it created a number cf

problems regarding integrating thg very dlfferent programs and c11ents :
with the core functions of the college. . ' )
*  The college also serves the commun1ty w1th non-cred1t courses in. such
areas. as theatre, dance, export seminars, and computer workshops.
_ X o . .
Planning . -~ S Lo o

The current adm1n1strat1on belleves in plans as 11v1ng documents that
are used to gu1de decisions and are frequently reformulated. -Through .
. constant review and discussion of the’ meaning of the mission and possible
future trends, the institution resists r1g1d1ty and c0mp1acency. Periodic
long-range .planning, often ocdcurring before the term of the current plan

. '1s up, is thought to foster creat1v1ty and consensus, to “encourage

“everyone involved. to ant1c1patqgthe future and prepare for. it. ~The
~presence of board members on the plann1ng comm1ttee has served as a
'cata1yst to get things done. ' \ g :

R -

- Financial-Situation . -~ = . K e
: By 1973, Niche had accumulated $900,000 in short-term debt to cover
... operating deficits. It has been repaying those notes since 1976. . 3,
"According to HEGIS data, table 1K, Niche had total revenues léss than
total expenditures in four of the years shown--1975, 1976, 1977, and 1980.
_However, college officials informed us that ‘financial reports to HEGIS for
1974 through 1978 contained. errors in calculating total revenues and that
the actual.total revenues for those‘years were $4.7 million, $4.5 million,
$5.2 mllllon, $5.4 million, and $6.7. ﬂilllon, respect1ve1y. ps1ng those
:f1gures, total expendxtures exceeded total revenues in four years. 1975,
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1976, 1§77,;énd 1980, totalling $459,194. Some of the difference was due
" to writing off’ bad debt owed the college by one of the performipg arts
groups, and some was ‘due to.the)college paying on its. own previous
indebtedness net surplus, 1974-1981, is $302,717. The college is heavily
- dependent on tuition and auxiliary operations, and relatively lacking in
income from endowment and gifts, as shown in table 2K. . :
- Operating budget: . The college has reduced its ‘expenditures primarily
~ through efficiency measures in operations and through attrition and
.reorganization. of personnel following a personnel layoff' in the earky o
© 19708 that amounted to over 30% of the employees. Costs for operating and
. maintaining the physical plant have been held approximately comstant over
 the past decadé’and insfitutional support costs were reduced by $.25°
. .. miklion from the 1972 level. 'The latter, expressed as a proportion of
total expenditures (table 2K), is well below the ayerage for a sample of
forty similar colleges. : P o= '
N Capital. Niche sold properties in the mid-1970s, including the
‘country estate, 'and some downtown parking lots. It also'discontinued its
- lease of the Swiss Campq51. Its endowment value has remained at about-
' $650,000 throughout -the past 'decade. The most recent borrowing'for
__physical plant was in early 1973, and current capital debt is over $13
SR million (table 7K). Payments on principal and interest were $249,000 to
o '$470,000 in 1976 through 1978, going up to $686,000 and $918,000 in 1979
.. " ard 1980. Niche officials reached agreements with lenders in 1975 and.
again. in 1981 to extend the repayment period in order to bring payments to
. " a’ fixed level.the college could accommodate. A capital campaign of $2.5
~ _willion was in progress in 1982 for performing arts facility removation,
, ~_but curtently most other fund-raising has typicd#lly supported current
' costs. _ g o o o .
Perceived financial condition. Respondents generally bélieved that
the college had achieved a stable financial condition. Several believed
that, having survived the crisis of a decade ago, the college and its
‘personnel are better equipped to deal withfany continuing or’ future
problems, = - o : ' : w5

'
v
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'Commehta:v on Niche College

Causes of_College Problems

. The primary cause of Niche's crisis seems to have been a dyamatic
overextension of capital and operating expenses, resulting from too much -

" change, too quickly made, and with too little regard for .financing. = The ™
 timing of the city's move to collect back taxes aggravated the situation, *
and student attrition due to loss of confidence in the future of the’ _

college made it still worse. But essentially the crisis was precipitated

by the management style and priorities of the president at that time,

College Response to Decline -

“.The iﬁﬁediate responses were to change préqidents,,cut costs
drastically, take action to resolve the tax dispute, and negotiate with
creditors. 'These measures, together with the president's explanations to

&
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employees and students regarding what he would and would not do in his
efforts to restore the college, got the institution through the first two
or three years of his presidency.

The continuing search for cost feduction ‘measures has been 1mportant
both to keep the budget healthy and to inspire configlence in external
constituents.\ One respondent commented on the paradox that "the less we
spend, 'the mor our cred1tora and’ potent1al donors seem willing to help us
out,"” '

MaJor effo ts ate 1nveated in mission def1n1txon, both conceptually
and operationally.- The presldent has developed the language he needed to
.show that the college had a unlque and’ 1mportant role Qp play in the c1ty.
The college focuses its programming-on that. role, minimizing costs by
trimming and reorg nlzlng programs, cooperatlng with other institutions in
the city, and.dropping programs that prove to be unviable. It has also
developed - delivery and support systems apec1f1c to the needa of its
“clientele.

An apparent ano aly cropped up during the interviews. A couple of
people commented that\(a) they felt the institution was better equipped to
deal with future problems as a result of their experience in the past i
decade, and (b) although the institution's previous problem was due to
1nadequate management, future problema were likely to derive from o
economics and demographlca, and were therefore likely to be quite
“'different in their impliéations for appropriate response. These remarks
can be reconciled if the respondents intended in their first remark to
refer to. certain. attltudlﬁal factora, rather than behavioral ones. The
attitudes of those worklng\to save the 1n9t1tutlon from threat, for
‘example, might be more confndent of .success; more dedicated to the1r'taak.
Constituent attitudes might \be less akeptlcal, more .€onvinced that the
institution could, would and should survive., In add1t10n, many of the
measures taken at Niche in the past could be expected to assist with
recovery from disaster no matter what the cause, respondent comments
‘notwithstanding. ' A change of 'pregidents might be needed if economic and
cemographic factors cause new troubles, but more to bring new skills to
— the post than to correct serious inadequacies. Cutting costs, negotiating

with: credltors, setting and announc1ng priorities, tightening and perhapa
shifting the mission and programs could all help combat negative economic
-and demographic forces. So reapondenta may have learned more
Ytrana;errable skills than they reallze. - , '

.t

<
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'The“Leasona in Niehe's Experience‘f o _ RN
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‘committee are not necessarily. those that make an effectlve prealdent.l,
Management expertlse and experience may not be critical to effectiveness.
It 18 hard to'lmagine a less likely president for a college whose death
knell has sounded than the current president. He had a doctorate in
/philoaophy, three years as an assistant professor at another institution,
and seven years on the Niche faculty, two of them as a department
chairman, He had been active. in the AAUP and on faculty committees, and
had spent nine months as academic dean. According to his vita, he had had 9
virtually no experience in administration, and certainly none in financial
- management, fund-raising, community relations,. and personnel auperv1alon.
Oon the surface, what he. appeared to offer the college was ‘that he was

-
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well-liked and respected by the faculty, and well-enough known to the
‘college so that at least some of those affected probably knew of the
' personal characteristics hie would bring with h1m to the job. 1In short, it ;
is hard ‘to imagine any conscientious search committee propoalng him for '
the presidency on the basis of his track record.
Others associated with the college attribute the president's success
in the position to several of his characteristics. He believes in
lifelong learn;n and he has learned a great deal on the JOb He is, at
- heart, an educatgr, whose feel for academic institutions--what they are
about and how they need to be organlzeﬂ—-ls instinctively part of his
orientation as well .as being a. product’ of his study and reflection in
philosophy. He belleves in the “importance of Niche College and '
‘demonstrates his sxnCerlty and dedication both in what he says and how
much' energy he devotes to its welfare. His communication skills,
-including listening, are strong. He uses what he hears and reads, as well
~48 his understanding of academia, in a-kind of-strategic planning that is
more formalized than what we saw at Harmony College but just as organic.
His v1ew of the priority system he uses' is (1) persons, (2) plans,. (3)
‘systems, and (4) execution.
Although Niche has continued to change under his leadership, it has
_changed ‘less dramatically than it did under the previous administration '///':
_and in° financially more responsible ways. To the extent that change may .
'-’r” be disruptive to a college, that effect may be minimized by the presence’
' ~of this highly respected president as the stable center of change.
.,=r Vision and entrepreneurship can bring a college to the brlnk of ruir
" when untempered with financial wisdcw. The events of the 1967-73 _
fl administration clearly ‘demonstrate the point. That president was PR
cormended for his aims and the enthusiasm he generated for them, yet he -
’p;ec1p1tated a decision to close the college for financial reasons.
~ Nonetheless, the neeg_ﬁgg_ygggpp_gnd entrepreneurship is clear. The
1967-73 president may have met a real need of the college in allying its
image with the performing arts spec1f1ca11y and liberal arts generally.
The college probably needed to show dramatic evidence of its greatly
- changed mission and of its capacity to serve the city's needs.
Furthermore, the current president continues to invest energy and time in
-clarifying the mission and seeking new ways to serve. Niche might well be
‘in trouble if it had not had presidents who focused on differentiating it
from the many other schools in town while demonstfatlng its ability to
.-meet real community needs. :
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Figure 1K
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Table IK. Niche College

REPORTED RERNUES FOR 1971-72 10 1979-40
o . o R %h .

Appropr=

i Fees
. 3,9%,016
1) 4,459,914
Sl 3,0
15 3,103,226
16 3,507,58
7,098,209
RN R
5,490,156
5,984 als_

Tnstruct & Sponadred 'Public

1,913 oos‘ 11 980' 709,345‘

106,700
0 601,428

5,89
599,53 - -

2,206,199
1,697,903
1,360,089
L,715,540
1,865,215 -

2,571,39

0
o
68,406

15,152
74,096
60,242

3,658 .

Crants §

- otlons . Contracts
. S, S
17,347 11,980
BT A
k1 853‘ S0
0,400 10,614
0 \«‘ﬁéaa,lan
0 a3
¢ 0 - 342,130
0SS
0 - 510,62%.‘

6
o0
0

0

0

0

Endowment
Income

"74, 2

0

16,363

22,150

'

Gifts

. (Other

. Revenue

360,020
214,289

306,00
1,00
o Isk,8

+ 74,316

209,084
00,864

173,257 «

167,221

1,899,297

1,628,865
867,923
836,127

- 819,

1,082,495
1'56b.800

1,642,985

Total ,

REPORTED EXPRNDITURES FOR 197172 TO 1973-80

’ Op. &Haint.
: Dept. Rea. Reaearch Service Phy Plant

692.015
615,113

704,533

464,819
519,757
645,257

Institut,
Support

580,420

507,590

751,748

190,946
101,868

o .

LA
1,768,091
g

989,099

Scholar &
Tellowshp

WA
i
M

479,503
503,812
493,94
198,327

Acadenic
Support
NA
‘NA

M

424.  .
474,883

191,305

391,790

449,656

897,129
1,120,215

b

‘T6t31

|| CORBCTIONS FROH IGhE Racomos |

Year *Total
Revenue | - ° - Revenue  Expenditure|
. o
5,995,206 | T4 470,050 4,583,540
6,688,937 | 15 4,470,513 4,757,481
5,400,090 76 5,189,351 5,239,752
6,304,183 | 11 5,413,221 5,448,012 | ¢
4,902,744 | 78 6,708,257 6,511,027
3,005,814 [ 79 - 7,802,938 7,461,868
6,708,25 | 80 8,334,238 - 8,421,3% | .
1,802,9% [ 81" 10, 094,182 lO 044,182
8,334,238 ' '
s
Student -Student ., Total E&C - Total
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CASE COLLEGE

\ YROFILE

Location: , Small town, Midwest

Typa: : ‘ Protoncnot, Comprehensive II

1982 enrollment: 2757 headcount; 1704 FTE undergraduates plus

: - masters, seminary, and MBA studernts
Date founded: s - | SR
A - ' : L2 S L

Cost ¢ o $6656 (tuxtion, room, and board) : / P .
50X of students are on ‘financial aid : : . »(
;.' ot

The Story of Case College

. Case is located in a relatively rural region of a populous state, 60 = "
miles from a magor urban center. The town is old, green, and well cared
for. The campus is spacxous and pastoral, with 30 buildings, mostly
brick, that were built in the last 20 years and five older ones, ’Among

- the buildings are a theater and a conference center, the latter complete
with a public restaurant (one of the few sit—down lunchxng spots in town)
and a hall.that will seat 1000 banquet-style.

Affiliated with Case is a theological semxnary, also fﬁpﬂded’by s
Case's small, conservative denomination. Case welcomea{students £ all
_faiths to pursue its career-oriented liberal arts progr
Branches. Case offers courdes in many nearby townjmand c1g1es, often
in rented school facilities, staffed primarily by its campus faculty.
Courses are tailored to local needs; approval of the state Board of
Regents is required for acpredxtatxon of these sites, and the Board is
concerned with limiting of f~campus programs to those with’ demonstrated

“local need.

{ - Competition. The state hosts many small prxvate colleges, but none
in the vicinity of Case. Respondents did not comment on any of them as
competitors. B

‘

Enrolhments.and Students ‘ R , ax‘

~ Case grew steadily from 980 students in 1959 to’2800 in 1970
Enrollment fell to 2000 students over the next four years and leveled off
after that. In 1982, Case had about 1400 full time students and 2660
total students. Part—time enrollment was high in the-late 1960s, but
dropped off sharply in the early 1970s, finally regaining a strong share
of Case's enrollments with the establishment of off-campus centers in the
< late 1970s. The 1950s were described as years of full-time trhdxtlonal

age residential and commuter students, the 1960s: saw. retentio ‘of commuter
"students with increases in residential students, and the 19708 ‘brought
declining residential students but increases in part-txme commut ex and
extension students.d’The campus has 2000 beds for resxdent ‘students.

4
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Htudents. Forty poercent of Case's students areq in-state, and J5X
major in buniness and economics. Cane iy committed to the average student
who deserves a chance, and it admits a high proportion of its npplicnntn.
Many students need financial aid; in an effort to offset declines in
federal student aid, Case has arrnnged for the interest from ite
cartificatas of dupoait at a local bank to subsidike the interest on
astudent loans from the bank while students are in school. Case also has a

. relatively strong non-need scholarship program, based on student ability.
" In the late 1960a, many Case students were indlviduals who might have

attunded Enstorn public colleges and universitias if thase hgd not been
expoeriencing exceptionally high enrollments at that time. This was tho
period when standards of student behavior were relaxed to the point of
permitting beer on campus and coeducational roaidonco halls.

Case offers classes in a nearby state reformncory. enrolling about
200 students there. Tuition is paild by the state, and the program ise
{inancially attractive to the college. Due to the vagaries of politics,
however, the college is reluctant to rely on those revenues in the
operating budget.

Student life. Among the opportunities that are said to be enpec1011y
attractive to Case students are athletifs, music, art, radio-TV, and
English as a second language. The college offers a full range of
extracurricular activities. Although student regulations are fairly

‘liberal, at least one respondent sees a high probability of returning to :

expectations that are more closely aligned with those of the founding

N

Many Case faculty, staff, and ndmlnlstrators are Case alumni, and
many have gserved in various capacities at the college for a number of
years. With,the exception of the late 1960s, when many new people were
hired (some of whom were let go during the troubled earl 1970s), Case has
conducted itself much like an extended family. Many iufviduals perform '
multiple roles simultaneously, and they are liKely to ‘have held different
kinds of responsibilities at .the college in the past.

Faculty. . The number of. fnculty grew from about 60 in 1960 to 200 in
1970 and declined to avout 100 in 1982. In 1973, when the faculty-student
ratio was 1:11, a planning group set a 1:17 objective. By 1982, a 1:16
ratio had been achieved. Forty-two percent of the faculty hold
doctorates. v .

In the late 1960s, plans called for annual increases of 200 sfudgnts.~
When actual enrollments started to decline in.1970, the college began to

church. R’ A

Faculty, Administrators, and Others

_ experience financial problems. In 1972 the president let 25 faculty
" members go, allocating the slots across the board and deciding personally

who was to gov He also offeréd the faculty "no salary" contracts,
1nd1cat1ng that their salaries would depend upon actual enrollments  the
f0110w1ng fall. Almost immediately, the faculty voted for AAUP to ,
represent them in collective bargaining+—The union is said to have been
helpful in establishing procedures and lines of communication for the next
decade, but also--almost inevitably--to have set up adversarial relations
between faculty and ‘administrators. In the spring of- ‘1982, the union was
decertiM™ed with only two dissenting votes. The very hostile relations
that were ‘pstablighed in the early 1970s have given way to a return of
collaboration and a sense of pulling together for the welfare of all.

*
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The faculty spent several years with minimal or no salary increase,
and another major faculty reduction occurved in 1976. 'this second time
was handled somewhat better than the firut. but was another divisive
event,

In recent years the faculty have become keenly avare of the need to
datermine and provide programa that appeal to their wmarketa. They have
clustdred courses 4n various packages to provide quite a feov majors (77 in
1982) with a minimal number of additional courses. Many of them
crosa~teach in diaciplines other than their primary ones, and the faculty
shift assignmenta in order to track enrollwents. Many administrdtive
postn are filled with part=time faculty., For example, tho half-time dean

of students is aleo a half-time faculty member. In 1975 the number of

academic departments was .reduced by clustering several together, and in
1979 another clustering created 'a few schools instead of many departments.
These moves are felt to have atrengthened interpersonal relations and
fostered intordinciplinary efforta,

The faculty areJcharacteriroed as ntroug, rsuilicnt, loyal to Case,
and willing to pull Cogether for the school. They are "not a fast-track
mentality-~we belong to the college.”

‘ Administrators. Case had one president from 1948 through 1977 who
presided in a paternalistic, "old grandfather' fashion. Through his
efforts, thirty new buildings rose on the campus in the 1960s to \
accommodate actual and expected growth. The current physical capacity of
the campus is 3000 students. He tended to make decisions autonomously,
and "his optimism blinded us all,' according to one respondent. Physical
plant indebteducse xosme to $18 million by 1973 (table 7L), with annual
payments exceeding $1 million. When his projections did not materialize
and enrollment dropped by 1000 (33%) in four years, he had to make

. decisions that were inherently unpopular and in stark contrast to the

upbeat mood of immediately preceding years. The faculty had become
accustomed to having the president run the college, even delegating to him
some responsibilities they now believe to be theirs. Thc last few years
of his-administration were "difficult ones.

An intensive scarch for his successor produced a man who proqu to
“do not one right thing." Hired largely for his professed skills ‘in.
tund-raising, he did not produce as expected. He was not cffectlvc in:

'dea11ng with on~campus issues, either, and was asked to leave in 1979. .} He

was "sa - bad he was good for us--renlly served as a catalyst that helped to
unite us,

" The current presldent, who served in 1979-80 as the interim
president, is'h minister in the founding church who had spent many years

as vice-president of the.affiliated theological seminary. - There ﬁe'hsd

been very successful in raising funds and in establishing outreach
programs serving students around the state who could not move to Case to
pursue theological studies. He is a "process person" who believes that a
decision must be processed through the organization even if there 1s‘
little doubt of its outcome. He believes in the need for the president to
outline parameters within which the college will operate and to develop
trust and consensus. His job is "to raise money, to keep my door ‘open and
the lights on." The presldent is described as a very hard worker who sets
the pace for other staff members and an optimist Hlth a consxstently
positive attitude.

' H' ¥ ee v1ce~pres1dents hav1ng left in the summer of 1979, the new
P ent set up a plannlng committee to determine priorities and :

- -
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R recommendat1on8 for organ121ng to meet those prlorltles. ‘One outcome was
.o that Case does not now have an individual in the role of chief *academic
‘ ~ officer. Instead, the council of deans collect1vely ‘considers academ1c

" issues, with one of their members serv1ng as "flrat among '

e equalf"—-spokeaman and contact person. This move is said to have aaslsted
-in setting the tone of. collaborative. declalonmaklng and to be worklng
well, but some ant1c1pate the eventual re—establlshment of the ch1ef

- academic’ ‘officer position. - T :

The chief financial. officer from 1978 to: 1982 is aa1d to have been a
maJor improvement over his predecessor-. He had both an MBA and a CPA, . and
was credited by one respondent with hold1ng the college together during. .
-the tuultous summer of 1979.before the new president was ‘installed. He
had served for ten years 1ﬂ’a similar posltlon at .another small private .
college in the state, - : oo

The admissions office, located .across - the hall from the prea1dent 8
offlce, is lively with a number. of workers. Often, faculty members will
accompany admissidns repreaentatlves to help expla1n college offerlngs ‘to
prospective students,

- The development office is located in the pres1dent ® au1te. Staff'
“‘members currently are leading a major capital campaign.-.

Trustees. During the 1948-77 administration, the board of trustees .
-'is“said to have met. only once a year, acting largely as a “rubber stamp"
for the president.” - Their- 180-degree turn began with the difficulties of
1972, .although for a time they tended to see the faculty as contentious, -
They are sa1d to be strong: supporters of the college ‘and the faculty now,
involved in ensuring its continuing welfare. F1fty percent of the
trustees are members of the foundlng church,

’ Conatltuents. The constituent’ group of wh1ch Case off1c1als seem
most ‘aware.-is its market for studenta. This focus has been develop1ng L
alnce a long—range plann1ng group- in 1973 identified it.’ Cllentele now
1nclude ‘not . only typical resident studenta and commuters but also
part—tlmera in diverse gsettings for lower. d1v1slon courses and-for
business and edncat1on courses, as well as the group at the. reformatory.
Onevrespdndent expressed his incipient concern about possible dra1na on
staff energy associated with such d1vera1ty.

" The church prov1des about $100,000 per year. for the’ college, but has
been more ‘active in supporting the sem1nary——especlally gince the college
‘has shifted away from 1ts conservat1ve heritage in the past two -decades.
The college has chosen not to court the church const1tuency, rather than
risk surfacing any disaffection with.college politcies. Relations w1th
alumni and with the community seem to be amicable, but these groups ‘have
not been’ strongly courted by the college.~'

»

o

¥

Academlc Prggrams o R ' RS

v Rather than-adopting an el1t1st 11beral arts program, Case sees- 1ts;‘

" mission in the or1g1nal, or genuine, liberal arts—-helplﬁg to fulfill the
leadership needs of society. It offers a number of” profe331onal and
pre—professlonal courses as well as. trad1t10nal llberal:arts. Among the

¥ new programs: developed in the last decade are radlo—TV, iness and
econom1cs, appl1ed technology, criminal justice, and upper: i
nur91ng. The M.B.A. program grew -to 'an enrollment of 500 in 1ta first
four: years, w1th courses at seven s1tea and 80A of the students employers -

)
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R Planning.

_'1anguage program and the refdvpétory program both
© with the college cap1ta11z1ng

_program it had - had in its h15tory.

‘ footing therbilla;- A new maetergﬂprogranrin eddcation.is aimed at area
. teachers. A new firm in the area has recently offered to éuba1dize a
.tox1cology program and ensured JObS for its graduates. The art program 19

offered 1n cooperation with the art ins /;ute in a. nearby clty. New .
QPrograms - are selected according to their’ congruence:with céllege history
and resourcea, as well as market demand. The stro Eng11ah as a second
of/;ane serend1p1toualy,
n unexpected opportunities in those areas.
The college recently reopened a rea1dent1a1 secondary academy, a

During the past ten years, market analysls has been a1most cont1nua1

vaﬁ Case, Much of the planning effort——to identify needed programs, to .
g prepare new programa, and to evaluate ex1st1ng programs——haa been
conducted by representative members of the ‘faculty and. adm1n1strat1on.

Several such groups: have convened and issued recommendatlons or folkew-up
reporta in recent years. . '

FinanciaI Situation

In the late 19608, “we cou1d ask for the sky and get 1t." 5By 1972;'

-however, creditor pressure forced major budget cutbacks.. Total revenues

continued to decline, together with enrollments, until 1975 (flgure 3L)..
In subsequent years total revenues rose rapidly, but. just barely: in

- keeping with inflation. Much:of the increase was due to increased tuitionm

together with a higher level of gifts (table 2L). Due to the problems of
the early 1970s, Case had an accumulated short-term’ debt:of §1.7 m1111on

" by 1978. This figure had been reduced to. $960,000 by 1982. =

Opetating budgef. 'For the past decade, Case has engaged in - ser1ous
cost study, attempting to hold expenditures down. Its relative investment »
in operating and maintaining the physical plant and in institutiomal '
support attests to this (figure 2L), especially considering the size of =
Case and its physical plant.. The chief financial officer (1978-82) looked
at every purchaae order personally to determine whether sdme less costly

‘means could be found to meet the need. Total expendltures exceeded total -

revenues in 1976 and 1977, of the years for whlch data are avallable

(table lL) R . ! (.

. Planning documents suggest. that the college has been bu1ld1ng a
tlghter connection between revenues and costs. In’ academ1c areas that

carry special costs (lab courses, for example), fees have been eatab11shed

to cover them. In addltaon, variance from the 1:17 desired- o
faculty—atudent ratio is scrutinized om a problem-by-problem basis, -
The. college has significantly increased its ,income from glfts and

'grants in 1979-82, with annual totals for those years of $§1 4 m11110n,

$1.7 million, and $2.4 million. = " .
Cagltal ‘Current. value of :the physical p1ant, bu11t for 3000 S
studentsg, is $50 m11110n. ‘With 1400 resident students, the college has

"been. seeking alternatlve uses for some of its buildings, but the town is -
~.small and out-of-the-way, and it is not easy to find interested parties

for such uses. Case has built its conference revenues from $300,000 in

‘
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1978 to $800,000 in 1982. Debt service on the physical plant is $1.4"

~million annually. ' o _ SR : . e

A capital campaign began recently to raise $7.7 million. Its
"~ .intended uses  are varied, ihcluding scholarships, unrestricted giving, and
~ faculty and ‘plant endowments. The campaifn ‘stood at $4.5 milliom in the -
% . fall of 1982, .and it was on schedule. -Endowment market value was just L
over $2 million in 1980 (table 6L). Do PR

’ ‘Perceived financial .condition. -Respondents believe that they are
better able to deal with financial difficulties now than they were tem ~ °

years ago, having had the experience.. It is easier to gain acceptance. for
. nontraditional ideas, peoplé are more alert to opportunities, and they are :
. working better together. Some believe that many of Case's degrees of . =~
freedom for economizing have been used up, however, and that if further . -

ff';»licuts become necessary. they will be more difficult to make.

Lo “ Commentary on Case College

Causes of College ProBlema' 

Enrollment seems to have dropped in the early 1970s due to exogenous'
. factors—-the end of the war and the draft, fewer students spilling over
" from Eastern public colleges, changing attitudes toward higher education.
"Since enrollments are‘the major factor in total revenues for colleges like:
Case, the rapid loss of students from 1970 to 1974 is the major factor in
"its declining total revenues. However, this loss was-aggravated by two
internal factors. . L . : .

" First, the college had.gone heavily into debt to finance a major
construction program that assumgd 3000 resident students. Having just A
tripled its enrollment in ten ears, this overpuilding was understandable.

' However, the extent to which Case went into debt to finance it and the
| lack of alternative uses for the structures have become major problems.
In effect, the college needs to raise $l1.4 million for debt service’ just
to open its doors each fall. o ‘ v o
" The second factor is-a human o e —~CThe drop in enrollment

precipitated the need for rapidffgzzi;zgiknt and drastically revised
 attitudes. Internal dissension was strong, probably discouraging students
. -from attending or returning and also preventing members of the college '
community from coping constructively with their new circumstances for
several years. ‘ : T

IS

. College Response to Decline -
. Pons

IR . In general, the college became more market-sensitive. It opened a
R number of off-campus sites and revised both its:programs and its.ways of

presenting them to prospective students. In addition, it experienced two
v - major reductioms in faculty, totalling 50% of the 1970 staff, and began a
- w, . firm program ‘of expenditure control.  The drama;ic'improvementfin

.~ interpersonal relatioms and faculty assumption of shared responsibility

- . ?for the college is attributed by some to the current president. .He is

» . certainly a suitable focus for the new attitude, but it appears to have
' evolved from earlier beginnings——impfoved'prOCeases through collective

21¢€




. .cThe Lessons 1n Case 8 Exgerlence

bargaining'and the cohesion that developed during the tenure the o .ﬁﬁ
1977-79 president. Collaborative faculty involvement has facilitated ’

. market responsiveness and enabled individuals to play multiple and
' shifting roles, thereby savipg money and improving collective spirit as

well as. prevent1ng the nged fpr further 1nvoluntary personnel cuts.

C jw

R

- ?‘1- v_t, .

. The 2res1dent may not be cr1t1cal. but an organ1zat1on _cannot r1se
aboVe him. One respondent commented, "We had a lousy president, but we
survived. Now we have a good pres1dent but it's still tough." Another
concurred but added that. the college could not rise above the level of:
the pres1dent's leadersh1p. Thus,. for example, when the 1948-77 pres1dent

. engaged in a poor process for faculty reduction, the faculty responded
- adversarially by forming the collective bargaining unit, When Case had-a

poor president for two years, its only recourse was to eject him. The
current pres1dent allows latent tendencies for collaboration to flower,
but may be repressing other needed develoﬁhents. Unlfke many other cases
in this study, ipdividual presidents are neither blamed for the _trauma nor
praised for the recovery, although each pres1dent certa1nly played key
roles.

- Collective barga}nlng units can play a useful role in college
dynamics and may be terminated when that role is no longer necessary.
What Case seemed to need most in 1972 was new patterns of att1tudes and

. communication. The faculty needed to assume the1r respons1b111t1es for

college welfare and to work with the adm1n1stratlon in solving college
problems., The union is credited as the.focus for these changes during ‘the
next ten. years, When they were made, and a president who would foster
them was installed, the union was seen by the faculty as no longer
necessary and decert1f1ed , ~ . b :

~ Successful market responsiveness may require the involvement of many
individuals in the college. New programs of so many k1nds, arising from
such d1verse contacts, could hardly have been effected from the
involvement of a limited number of' individuals. One member of the faculty
is credited with great success in this area because she part1c1pates in so0
many non-college activities and’ is constantly on the alert for-
opportunities that the college could capitalize on._ But several
successful programs arose from similar, 1n1t1at1ve on the part of other v
1nd1v1duals, some of whom simply happened. to be in the right place at the

- right time with similar alertness.to opportun1ty.‘ Furthermore, frequent -

changes in the curriculum would not be perm1tted by a faculty that did not -

' see the need for market responsiveness. Therefore, a college that sees
- its mission and survivability as_rejuiring market respons1veness may

require that v1rtually all members of the faculty and administration’
actively participate in finding and capitalizing on‘opportun1t1es°'

Financial viability of colleges like Case may regu1re 1mgrovement
not only in Brograms and- expendlture control, but also in unearned income. -

- The major area in which we did not see Case taking decisive and effective

action to date was fund-raising. Gifts did not improve much dur1ng the
1970s, and%endowment. value did not. increase greatly. Although it is easy
to understand an emphas1s on enrollments in a college that is so
tuition-dependent, it is clear that ne1ther tuition nor enrollment will

ever be h1gh enough to absorb the. annual $1.4. m1lllon in de’E service.

"
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.Or, if they d:Ld get high enough, the" college would ‘have new cap:.tal needs
by then. Case has not fully recovered financially, with nearly $1 million
in short-term debt still to retire, and we expect that it will not thhout
'maJor new J.nfus:.ons of unearned income, :

T T




FigurelL' L

Indexedt Headcount Enrollments (1959 1979)
' Case College K

;ndcx

8900 6 62 & 64 65 68 67 68 60 0 N 72 13- M 75 % 71T N 70

Yor 238
‘Indoxbondonavomgoofﬂnttwoyundato R

TS . I




‘ . C iy 3 . ' l‘i ",_""-;',\ .' .Jé." " , ‘ ) . ) ! o - .
o x\ . &'-‘i'ggx_'}jg;vf’{,;v Gdse College: Total Full-Time Equivalent

- . ."./" ) . :.1.,. . 4t

el

RR 3 Stadent by year 1973-1979

A . “I{ R
S ’ o LR JE h # "
S el . o T R )
a : LI L e N Yo . o ) ‘
. v IR M 'S > ! . , s : .
' ‘.' "l ET. 'V‘q e (L AR s o o Cy Loh ;
' o TR o .'I VL o : o ST

., ‘ "a“' "“ l.' 1 Y I ' ' : . ’ . ‘ IA:!‘.\\II‘. .

op wm

291 W s 9%
Lo : ‘! ' By \' :‘\‘ -",\'l | [ . L B T
N L) o

Al

l,\ “ ,. . \* ! N

K3

0.7 +0.6 4 change in‘tqtalf
T s




0O

M Zm<m™

9.60

9.20

0.80
ol‘o

7.20

e
BT

/

e ®ay 0’;?' e e®i oo, .o P ¥, 00’0’;‘0 e ee®ecoeo®Pasoe®ioi i ®ioe q‘"‘;:.c s ®, e,
. S . T e . . : . - . .

T

T

e e o §o o o

B
L]
*
L]
L[]
L]
1]
L 2
L]
L]
.
1]
L 2
L]
L]
L[]
L]
*
L[]
L]
L]
1]
L 2
[ ]
L[]
L[]
L]
*
L]
L]
L]
1]
L 2
L]
.
L]
L]
*
.
L]
L]
L]

. _ : S . Y :
D P -’-"c-0’-.{0”030-1’-;-'101 v o ®a o 1 ®yy L e N Y e e ® L ®

11972-3 1973-4 . 1974-5  1975-6 1976-7-; '1977-8 19789
Figuré 3L; Case,Coiiege 1973-1979 Revenue TrendQl

1

T = total revenues ’

A = total revenues, adjusted: for infiéfidn‘(HEPI)

e | N 223

249

..‘.9..;..0....0.....9.

0_...".‘9.... P



Loe

* Table 1L, Case College

" REPORTED REVENUES FOR 1971-72 10 197960

Year . Tuition - Appropri- Crants & Endowment  Cifts’ Oher  Total "
- 4Pees  ations  Contracts Income o Revenue . Revenve
o 514 B0 0 e s 45916,]26 0080
i nohmsR 0 0. - 67,250 SI1,007 " 5,009,597 9,906,406
R RS AR S B2,629 - 481,598 . 4,625,608 9,499,572
T e 15 hseeee 0 19,2300 99,258 101847 3,128,931 ¢ 8,191,432
o 76 5,003,766 0 - 433,661 90,961 143,493 3,375,831 . 9,06%712
SRTEER I ) A ¥ ) U5 1 S | IR 111,563 387,039 3,338,948 9,651,906
o s o 0 0L0% 608,309 3,538,212 10,007,43%
L E I RIS 0 0 I8 WL 35, 10,052,680
O g B0 7,259,082 0 0 0 + 173,503 504,531 3,982,146 11,919,222 b
, 1 b

A

REPORTED EXPENDITURES FOR 197172 10, 1979-80

s

uﬁﬁww:&w e

Yr j‘-Instruct& Sponsored Publie Op.&Maint, Institut. Scholar & Academic . Student Student’ ~ Total ESC  Total
| Dept Re}. | Research Service Phy Plant . Support ~ Fellowshp Support . Services AldGrants  Expenditure Expenditure
N 3327 564 . 619,636 . 2,022,647l N N M bl0,463 6,220,033 9,983,124
132,80, 47
' 741284581 |
75 2,900, 467

0
0 8,52 1,9%0,%0 M M. M- 616,07 5,595,164 - 9,333,986 -
0

| o

ST 2,992,818 0
0
0
0
0

0
0
0 619,205  1,755,%%4 M WA - M 640 343 5,433,452 9,164,286
-0 124,184 %3, 730,123 195990 0 - M 6,322,000 - 9,219,238
0 . 610,288 . 1,090,25 840,89 186,299 0 ° NA 6,519,105 9,572,660 ,
0 811,017 886,830 885,744 192,491 441,986 WA \6,706,169 9,343,586
0 741,067 915,749 1,093,653 218,622 482,981 - NA . 7,046,683 10,055,604
0 834,973 L,005,23 1,120,300 195,711 494,741 M 7,260,682 10,261,3%2
0 878,306 1,130,321 872,561 232,953 1,070,859 *  NA 8,148,235 11,910,888

n 912r927.
T 2,883,806

92 9311390
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‘%;:Eg_:j?y:c
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 Table 2L, Case College

{ , ) | Lo -
_ AREVENUES' OF TQTAL REVENUE FOR 1971-72 70 1979-80
S y ' “ | l | | : . > r |
‘f;‘ , gi Year - %Tuition MAppro- YGrants & AEndowment 'f,ZGifts Wther
g a Fees  priations ~ Contracts  Income Revenue .
no s 0.0 M b REY
71‘ - 4501‘ - 0.0 : 000 ‘ ' ' 9 5'1 ‘ : 1‘8.7 t
16 - 55. 0.0 50 L0 1.6 .2
6 n 56,2 0.0, 0.0 12 6.1 36 t
| 8 57.8 0.0 0.0 10 " 6.0 -kl
. I ) ¢ }
%- . o | T
X Sk Ll S.Q 2.5 11,0 26,4
o ZEXPENDITURES OF TOTAL EXPENDITURES FOR 1971—72 10 1975-80 O \
. : ‘ ‘ ’ ; . . . ’ o

, Ca . .J' R .
Year 7Instruct ZSponsored 7Pub11c 10p. SHaint. 7InstitJt scholar & Zhcadentc ZStudent 7Student "Total E&C l>'
&Dept . Res, Research Service Phy Plant Support|  Fellowship Support  Services Aid&Grants Expenditure P
| | ' ' |

‘x

o Bg "\;o;oj.“i"0.0~ | 6.2 20,3 A NA Mmoo 6 1 7
7306 00T 00 63 .00 0 M M NA 599
Th 3Ll 00 00 68 - 19.2 NA M N, T 93
5 IS 00 00 I Jo.ﬂ' N B A 0.0 V. 686
6 - 313 0.0 0.0 6ho T 11.? 88 LY 0.0 NEERRE 68l
mo 30,5 0.0 0.0 6 93 483 20 . k6 - TN,
B 287 0.0 0.0 7.4 o1 109 . L2 b8 nm
N I X 60 - 0.0 &2 . 100109 o LY 4.8 0.9
80 8.0 0.0 0.0 T 9,5 1.3 2.0 9.0 NA 68.4.

ke

?,x CE I U S 96 53 L 0 T

S ks the mean value for thesenineyears in a set of 40 private liberal arts colleges that, 11ke this one,
X experienced rapid revenue decline. from 1973 to 1976. S

4

w




w

Table JL. Case College

' Four selected student FTEratios for college -
| For 1971-72 to 1979-80

'REVENUES EXPENDITURES

\ | T .
ear  Tultlon & Fees/FTE . Instruction/FTE Scholarships/FTE  Student Services/FTE

§1,116.20 WM

13 $1,679.11 W

7% ©$1,926.57 $1,212.16  NA M

75 §2,263.82 §1,430.92 $360.20 $. .0

7 $2,451.62 $1,466.35 $412,00 80
7 $2,816.21 $1,460.11 $443.98 ©§221.55

78 §2,940.95 $1,455.0 $551,79 $243,68 -

19 §3,000.5 © $1,472.10 $562, 12 $248., 24

80 §3,200,64 $1,504.98 $384.73 $472.16
(

24

Ry

2,560

2,237

2,000
2,00
1,995
1,982,

1,993 .
2,268



1971-72
1972-73

1973-74

[1;747?5 -

1978-79

1979-80

101,77

o (Yalug, Index based

Tuition
Revenue

$4,514,115
: '0010.

B $4,296,532

5.2 -4.6%

© $4,309,737
95,5 3%

54,568,766
6.5%

$5,003,766
110.8 9.0%

45,614,356

1244 12,28

95,628,961
129, 1

’5;16‘;485
1365 5.7

57,259,042
160,8

3.8%

17.6%

!
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Tablé 4L. Case College . ..

; . , Y g J v .
Revenue Data ~ 1971-72 to 1979-80
on 1971=72, .XChange)

,iﬁm?k '
\‘0

Gifts
v Revenue

| $447,928
"400.0

#511,027

/

e 140n

#481,398
107.5

5101,047
22,7

$143,493.
40,97

597,039
1310 309,12

$608,309
135.6  3.6%

¥441,123
96.5 -~27.5%

$304, 3531
112.6

=3.8% .

~78.9%

163 .4

14.4%

o

o

Endownent
Revenue

360,160
100,0

¥67,2%0

.8 11,80

162,629
137.3

$99,258
165,0  20.1X

$90,961
151.2.

$111,563
22.6%

$101,934
169.4

$112,268

186.6 - 10,17

 $173,503
68,4 545

246

2219xl

‘-014X‘

8.6

' Total

Revenue.

$9,938,926

1060

* $9,906,406
-132

'99.7

9,499,572
9.6 . -4.1%

8,191,432 .
02:4 '13,9”

- ¥9,067, 112

91,2 10.7
$9,651,906

97,0 6.4%

- $10,077,436
100 .4

4.4

$10,252,628

103.2

$11,919,222

19.9 16,3

1,74

Total

TOTFTE

¢
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Table SL.

'

'Césé!Collgge

19?1-72 to 1979-00 '

(Voluc, Index hascd on 1971~72, 3Changc)

j 8choiirshlps& .
- . Grants Exp

$0

¥

0 R

! *?30.123

0 .ox

 9840,09 .
0 15,2
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L8, 093 ssa
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‘ EGG Exp

t6 220;033
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90,0 100k

s
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101 6 ; 16.4%

sese0s
TR N

$6,706,169

07,6 2.9
L 47,006,683

||3 3. "5.18
t? 261 632

41873 |x,‘;.l

©$8,148,235 .
130 12,28

:.;34;? . ;

Total Exp

49,963,124 _

160,0-

© $9,333,906
9E -6

O #9;164,206

~9"-9 . ‘l.ex
9,219,238
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‘Table 6L. Case College
. L} o S o , |
" Endowment Data 1971-72 to 1979-80 ‘ .
(Value, Index based on 1971-72, %Change) | e

97213

197374

1924-75 .
1975-26,

197677 .-
| SO

VI '

o778
L e A4S
1978479
R | I
197980 -
IR L TN N R

197172

25,2

. Book Value
Bcg of Yr

¥1,142,430
104,2 '4023

$1,230,567

2,20 ?.7%

1,372,182
1.5

1,529,768
| |39 5 11,58
31,552,603

'$1,5623,200

- 32,090,456

41,096,330
- 100.0 |

b =100, 08

81,344,737
‘ 9807 .02'

*‘522.1;

31,921,874
16,48

Harktt Value -

Beq of Yr
“';3620902

R X R
%1399, 400
aR? o am

0

81,664,306

81,759,485

2.0 S

11,632 %7

s A =

t/l ,668,872
1371 2,08

$2, 047,192

150.2 . 9.5%

S 23.6%

226.0

8

‘Book Value'
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e
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20 am
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1630
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. W ¥ield

. Endof Y End of Y
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too‘o R 00,0
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1974-75
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C1977-78
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"Table L. Case College.

' Physical Plant Indebtedness Data 1571-72 to 1979-80

. . Balance Oued
. Begof Yr -

816,246,525
100|0‘:

18,135,279
12,9 12,98

817,902,192
"‘Qﬁzll‘ '2-4”

By .
¥(7,435,0
07,3 -2.6%

917,002,000
047 RS
| ,f316,5i5,606 o
S =9
#15,964,422
93.3- l'-a'zx“‘

$15,457,972
-3i22

45,1
$14,674,204

(Value, Index based on 1971-72, HChange)

1

!

Additional

. Borroved

 $2,483, 000

1100.0'

%0

0 -100.0

o

0

Nl T
P -

‘ f0‘

0

o
f‘.cox

v,
‘Iio""

$0

'.023'

X

f',b :

Lo

N

e
v ‘ﬁ0z

0

$0

o

TN

Payments
Hade

. #396,246
1000

. %433,087

1093 9.3%

433,703

109.5 =708

$466,434

128 120%

f‘55';‘3‘

L 8%06,450
1278 6,1

9763,688
L1978 S

451,973 -

SEITANNE S "I

o4y

$466,369
7.72'

139, 13,3

‘Balance Owed
3 End‘of Yr

© " $17,002, 040

100.0°

316,515,606
970 2.9

15,964,422
93,9

515,457,972

909 3.2

- B14,674,284
8603 ) 'fS}'x

114,222,3i1-
93-7 '31‘%

-3132;w '04|2‘_

100,

‘lntcrclt%

.. Payments

$378, 451
100,0 x

4948, 645

"‘97.0“;,;3.ox,

$1,019,761
7.5

$979,749
‘3.9%;

4884, 644

90,4 9.7

$629,301 '
4.8 6,28



. QUEST GOLLEGE

PROFILE

Location: Northeast, rural
" Type: . 1973: Liberal Arts I

' 1976 : Comprehensive II

Independent
- Enrollment:  1980: 1408 L
o ' 1982: 110 .. U
Date founded: 1938
1981 cost:- : $7800 (tuition, room, and board) e N

) . . nearly 50% of students on financial aid
. : 3 R

oY

Th"Story of Quest College

- 'The mission of Quest is def1ned largely by its educatlonal
philosophy, which includes “the marriage of )idealism.and. utlllty." The
* :learning process at this exper1ment1ng college is centered on individual
‘needs and read1neas, carried out through problem-solving, intellectual .
discussion, and active involvement.: The people of the college have always7
been involved in social and pol1t1cal concerns. - Commenting on the use of
the campus for a commercial movie sett1ng, the president remarked that the
‘college, like the film, is "low budget but quite soph1st1cated v
~ ~Although Quest experienced dec11n1ng revenues starting in the early :
1970s, respondents did not identify a crisis situation at the college
- until 1980. The crisis seems to have been precipitated both by Quest's
.tenuous f1nanc1al condition and by nervousness on the part of its lending
bank and its accrediting association--nervousness that was intensified by -
the abrupt closure of a nearby college, leaving a bank holding the bag and
‘the’ accred1t1ng association with egg on its face. When the bank put on
pressure for repayment of  some, $1 million in short-term loans to Quest,
»- ' the accrediting association sent a review team to the campus and it
' - recommended removing Quest's accreditation., The association amnounced -,
~‘that recommendation (mot. yet a decision) to the press. From the fall of
1980 through the following Apr1l Quest's accreditation was in question.
"Quest officials pointed. out that removal of accreditation would certainly .
.- force: éiosure, and the chairman of Quest's board. threatened to sue the ’
" association. The accrediting group f1nally rescinded the review team's
recdmmendation and put-the college on probation but not before maJor
national and regional.newspapers had reported the apparent ‘loss of :
accreditation and the: probable closure of the college. The college has
undergone major changes. in: program and leadershlp, and it has just begun
its efforts to rebuild .and re-establlsh itself much as 1t had been dur1ng
. its first two decades. .
. Branches. Quest offered off-campus non—res1dent degree programs for
" undergraduates startlng in 1962 and for masters degrees starting in 1970

u\,
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These programs were highly .individualized, requiring no physical teaching
sites, Quest sold four of these programs in 1981 and instead created one
program for on and off campus, BA and MA students. -
Competkglon. The Northeast includes several experimental colleges,
and others ‘dre scattered throughout the mation. In general, both the ’
. supply of 1nst1tut1ons and the demand from students for such programs is
small, Quest is more interested in attracting students who prefer and can
succeed in 1ts progrnms than in competlng w1th other 1nst1tut10ns.

L

Enrollments and Students

o Quest enrolled 120 students in 1959 (f1gure 1M), but grew rapxdly to

1900 in 1972-1974. This growth was more dramatic than any other in this
study, and it is attributable to several factors., In addition to general -
trends that aided growth at nearly every college in those years,'stpdents
came to Quest because it appealed to then-prevalent .concerns about ‘social
‘issues.  Quest also was among the first to establish off-campus degree
programs, requiring minimal residence on campus, and by 1970 they enrolled.
approximately half the students. Quest's lack of examinations and grades,
and its emphasis on 1ndependent study, also appealed to the liberal mood
of ‘the times. Enrollment fell off to 1400 by 1980, probabl;‘due largely
to shifts in student interest. In 1981, Quest sold four of its five
programs to a nearby college, which enrolled the students apd hired the
" faculty from those programs. This move, together with’ concein for- the
continued existence of the college, accounts for the dramatic reduct1on to
110/ students in 1982,

Students. 1fty—three percent of the students are between the ages
of 18 and 25, 50% from families with less than $21,000 income, and 122 are
minorities. Twenty-one percent-are. in-state students, and an additional
'35% come from the region. The most attractive programs are sa1d to be the
arts, psychology, environmental sc1ence, social science, and soc1al
change. Quest is interested in serving students who otherwise might. not
. god to college——those w1th high potential but who have: had learn1ng _

’ problems,in the past. Its students are very loyal to and supportive of
Quest. The admissions office. looks ‘more closely at the personal statement
and: other 1nd1catlons that the student will work well in this relat1vely
open environment than at traditional indicators of academic prom1se.

‘The college has served an increasing number of adult students who opt
“for the program that requires minimal campus residency; these students pay
about 40% as much as resident students, whose larger fee includes room,

. board, and more frequent access to campus support services. In 1982

Quest contracted to provide mid-management education for a federal”’
agency's" staff. .It has also offered a center for the cont1nu1ng educat1on >
of area teachers, with grant ‘support. . - N

' Student life. 'From 1965 until 1981, Quest operated two adJacent but
largely autonomous campuses, in’ ‘the hope 'that this d1v1s1on would enable
participants to ‘continue the intimate learn1ng process ‘which is a high
priority at Quest. Students are expected to participate in a Wwork program

" to ‘help run and maintain the college, and they often participate in a
var1ety of social assistance programs. as part of their- learn1ng
experience.  Such programs have, for example, assisted low-income '
‘communities -in organizing to ensure that ‘their needs are met, ‘and - _
supported the efforts of a number of communities in clean1ng up a r1ver.
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Through such efforta, Qucst studentn have couhberbalancod the
reputation of the college as a hot-bed of liberalism in a very traditxonal
state (one citizen remarked that,."Quest had hippies before thete werge:

. hippies") with a reputation for contributing in major ways to the wel!nrd

- of the region and,its people. The acceptance of people and behnvlo:ﬁ Sl
Quest has not been without its rough spots in terms of college 1mage&;31n” ik
the early 1970s, Quest had one dorm with a witcheraft theme, and aﬂbt er' I
in which armed black students lived, . ,/'ll -

Faculty. Admlnlstratora. and Others o i f;ﬂv
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college, based on their comviction regarding the 1mportancd of the colleg‘ 5

*in the spectrum of higher education institutions and of thé éd atlonai L

" philosophy it espouses. Throughout Quest's hxstory, thcyuhave aécepgﬁd}."‘ :

low salarxes -and contributed part of their salaries when" occaslon :
required. - N ST I R
Faculty. - The current faculty. consxsts of elghtacorp'm ers, f_ur?of
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@  and expennezinecm to hilve been held down during those years. When the

s trustees .rejected his proposed budget and asked instead for another

T - financial contribution from the faculty, this proaidont resigned on the

o _Bpot, atating his belief that the faculty had already been asked to

- =~. contribute too much. This incident was concurrent with: pressures from the
g bank and accrediting association, described above. An interim president
served for the balance of that year.,

' The president since 1981 had been a consultant to plan for major
reorganization of the college. His training and experience "have been in
higher education administration, group dynamics, and institutional change,
areas in which he had carned a national reputatron. He is, at heart, an .
educator--a factor some rate as important in retaining the distinctive
character of a Quest education. He seems to dislike fund-raising, but has
taken steps to improve the staff in that area. His style is,
collaboratlve, and he prefers not to control situations, but he is
receiving ‘and recogpLZLng signals from the staff that somevhat stronger
leadership from him is required.

The current administration’ is described as "lean and
multlfunctlonal," and "populated with good people, some of -whom lack both
training. and experience in their areas of responsrblllty. Some see this

- as a problem, commenting that the college can neither afford on—the-job
training nor top-rated Sp8018118t8. Neither development nor admissions
has had strong professidnal leaderahlp, but the new person in charge of
advancement is said to be off to a good start. ’

~ College administration has for one year been carried out through the
work of three major ‘teams, each of which selects its leader for a one-year

. term. The president serves also as chief academlc folcer to prov1de more

' leadership and'continuity in that area.

Trustees. The trustees.are said, to have been a rubber stamp for the

“president through 1969, and to have gemalned largely inactive through

1976. Since then, however, their level of involvement with the college

" has increased.  Many of the trusteés are more representative of the

academic and phlloaophrcal interests of the college than of the financial

-and fund-raising needs of the budget. Two students are on the board. .,

‘ The chairman of the board was highly involved in ‘the events of the

1980-81 academic year. He Bpent a good deal of time on the ‘campus after

. the 1977-80 president left, and he had: a "ghadow cabinet" consisting of a

" few members of the administfation. His. influence and his, efforts are

credited with' carrying the college through that year. The trustees .

considered closing the college and hired a comsultant to assist them in
~ planning an orderly’ closure. However, -another consultant stated that it

,-. was not the trustees' job to close the college-—thelr function was, to keep
it open. If someone else wanted to, they could force’ closure, but the’
college should tiot lie down ‘and die. Although in the spring:.of 198l a
group of students ‘and. faculty chided the trustees for 1nsuff1c1ent '
personal giving and devotion to fun —ralsxng, the trustees seem to, have
‘taken the second .consultant's advick.. '

Constituents. Quest seems. to Jhave reasonably good but 1ow—key
‘relations with both alumni and communlty. Although the first president’ B
philosophy precluded developrng an alumni associdtion,: alumni have
recently been actlvated to help in explaining Quest's education to
potential students and’ counteractlng the rumors that Quest’ had closed.

The real focus of Quest is not on comstituents, however——it' is on the
philosophy of. the college and 1ta ab111ty to beneflt a certain kxnd of

q?tudent. ’ co : 4 S
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* Academic Programa

According to HEGIS data, Quast added a large number of baccalaurecate
und masters programs during the 1970s. However, given tha highly
individualized nature of study at Quest, programs tend to be diverse under
any circumstances, perhaps tending to be more representntlve of changing
faculty and student interests than of changes in the mission or operations
of the college. As noted above, faculty and students were organized into
several subdivisions. It was the adult degree program, much of the
graduate program, a weekend college, and a masters program in writing thnt
were sold to a neighboring college in 1981,

This move sparked a good deal of controversy not because people
thought the programs should be retained but (a) because the ,
military-oriented history of the purchasing college had always been _
inimical to the pacifist-oriented Quest and (b) because it secmed IR
heartless if not impossible .t0 excise and sell academic programs. '
Nonetheless, the change .seems to have occurred successfully and relntlvely
painlessly for all. !

One respondent noted a dilemma. He felt that Quest had preascd
topics of the 1960s through the 19708, without responding to the
increasing cry for help in preparing for employment. 'He felt that Quest
needed to learn to connect itself continuously to its times, a need that
could not be met through strategies imposed by top management,

Planning ' _ ' : ‘ .
It is difficult at best ‘to plan in an organization.that is committed

to part1c1patory governance to the extent that Quest is committed. Quest
did receive a one-year plahning grant from Title III (Strengthening .
‘Developing Institutions Program) in 1980, and submitted a long range
_planning document in 1982 as pait of its request for contlnued funding.
Most funds are proposed for curricular reorganlzatloh and improvement,
with some funds, allocated for the advancement (development and admissions)
office, the business office, and development of the first computerized
management information system at Quest. The plan sets a goal of 250
students, 150 of whom should be full-time resident students, at which
level Quest can be self-sufficient, given reasonable support from other
sources. The plan also anticipates retiring college debt in four to ten
years. - '

-Financial Situation

- "Quest's total expenditures exceeded 1cs'total revenues in 1973, 1975,
1976, 1978, 1979, and 1980 (table lM), with a“total difference of about
$1.3 million, most of it 1ncurred in the earlier years. In 1975 a cash
flow problem became apparenc prec1p1tat1ng the first maJor layoff of
faculty. Total short-term debt in 1982 amounted to $800,000. -A long-term
employee remarked that the college had experienced even worse times in the
19508, but without the added compllcatlons of accreditation issues and -
large mortgages (debt service is about $225,000 annually-—table 7M).

“Quest is heavily dependent on tuition revenues and well below average in

. glft and endowment ‘income (table 2M) Respondents noted-that the college
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was ' com ﬁted to nomething it couldn t nfford, with concerns for paopla

and issugn taking strong precodencc over financial concerns for a number

, iLLipg_bgdggL. The current business officer at Quast has

initt tﬁq xpenditure controls and cost-reduction measures during his

thre /yeqr at the college. Past cost-containment moves seem to have
denut or¢ with major decisions, like large-scale faculty layoffs, than
w1th‘ | '5or1ng routine costs. Nonetheless, Quest has kept its

éxp hdl\ es exceptionally low during the 19708 (tables 1M and M),

des] 1t h%gh rates of inflation.

.al. The physical plant expanded in the 19608 to accommodate
{tuydants, but not to the extent that several other colleges in this
utudy éxperienced, The buildings are not pretentious, and students helped
build them. Maintenance of the plant has been deferred to a significant -
extentJ Capital debt, about $3 million in 1980, is large for a college of

100 stude its, but small in the context of its former size and its:

: exceedﬁhg Yy ropid growth rate in the 1960s. $400,000 worth of property

was offgr d for sale in 1980, and much of that has been sold. In
‘addition,{an auction of excess equipment and supplies raised $80,000. The

' presxdg has been renegotiating $2 million in debt to the federal

o ess

governmqp in order to bring debt service to a tolerable level.
1 1980 brought in $20,000, Quest had no‘endowment. As described
nbove, 18 was a result of the first president's commltment to autonomy

- and selﬁ pufficiency £6r the college.

Perdelved financidl condition. One Yespondent aummed up the views of“
several'by,aaylng that “we are walking a very delicate tightrope in a very
windy plhce. They noted also, however, that operating the college would
not requxre a great deal of mone\%gnce the debt service was reduced.
Furthermore, most believe that QueéB®, in its present form or some future.
incarnation, has a vital role to play in the higher education industry--a
role thit helther they nor others in the field would allow to die.  People
are generally pleased with the return to the pre—1960 Quest College, wlth
its smaller size and more focuaed mission,

Nl Commentary on Quest College

Causes of Collegé Problems

Two major factors appear to account for Quest s loss of students,
especially full time resident students. One is the change in the general

- mood of society, away from liberalism and social concern toward pragmatism .

and vaqcationalism, Since Quest did not make major, visible moves to

accommodate those new concerns, the number ‘of students 1t appealed to
dwindled, T

The other, probably an equally 1mportant factor, is that its

" innovative leadership of the 1960s was so successful that it spawned a

great deal of competition. The first president noted that Quest's

' independent study, its off campus degree programs, and its use of ungraded

student portfolios as measures of academic progress were all radically new
at the time Quest introduced them. Yet each has been adopted since then
by many colleges, including relatively low-cost public institutions,
Slmllarly successful innovations were not introduced at Quest during the
1970s to attract students who would replace those lost to the competition,

4
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Yot Quest was in serious financial difficulty, out of proportion to
the number of students it lost baefore the 1980 reoxganization. Some
attribute thin to overexpansion, although Quest's behavior was moderate
relative to other colleges in this study. The only other contributing
factor we saw was long~term absence of an offactive voice for financial
concerns, Rather than make continuing effort at the little tough .
decisionas (until recently, interoffice memos went on printed stationery),
Quest officials seecmed to allow problems to accrue until big tough
decisions (firing a large prOportlon of the faculty) were inevitably
required,

lollege Response to Dcciine

" . Responses during the 1970s included at lenat nomlnnl prollferntlon of
programs and sporadic but drastic faculty cuts. After the Crlslﬂ with the
bank and the accrediting association, the college considered closing but
rejected the idea. It then changed presidents, sold four major programs
to another college, in the process reducing its student and faculty size
to less than 10X of what they had been and positioning the u%bool to
return to the kind of organization it had been for its first ‘two '
decades—-small, 1nt1mnte, flexible, and dedicated to 1nd1v1duallzed
learning. It remains to be seen whether thesc changes will effectively
rescue the college. .

respondent listed these. factora as essential to recovery for a
collefe like Quest: gGDUIHG belief in the organizationm, leaderahlp that
mobilizes constructive processes, external support, a crisis that forces
participants to face reality, good luck, and a gracious humaneness in ~
dealing with people. With the possible exceptlona of external financial
support in sufficient quantity and good luck, Quest hns had theae factora.

)
The Lesaoha in Quest's Experience S 4

i

A college that has _a mlsalon_predlcnted in large measure on small
gize may be at risk if it allows itself to get larger. The first
president has said recently that if he had it'to do over, again, he would
not have allowed Quest to grow past 250 students. He did understand at
the time the value of small size, as shown by his efforts to retain the
benefits of smallness by establishing autonomous subunits, However, he,
too, was carried along by the euphorla of the 1960s. In the process, he
incurred more capital debt than the college was accustomed to carrying,
set up a management situation that was difficult to control, and probably
diluted the loyalty and commitment to educational philosophy that had
characterized the college earl;er (one faculty member remarked that the

. programs Quest had sold were: pbpulated largely by faculty members whose.

approach had become quite traditional, fitting poorly with the overall

'-.Queet ‘mission). Perhaps theré is some means of getting larger without

such detrimental sxde-effects, but the probablllty of dlSCOVeang it seems
very lows .
There may be a limit on the utility of collective dec1sxonmak1ng;,a
limit that_ is Mefined by the need for financial management. In a college
that is dedicat to lofty, meritorious ideals, the voice that preacrlbea
economy and fischl restraint or the need to go asking for momey is likely
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to be unpopular. B8uch concerns may be considered so wuch less important =
than responding to human needs that they axe inadequatoly attended to.
This seems to have been the casa from 1970 'through 1982 at Queat. The-
‘college proceeded to do what it felt wae right and necassary, allowiug
financial problems to accumulato. Perhaps if financial contxols
fund-raising had been higher on the priority list, Quest vould be in a
very different position today,

An_experimenting college may losg its compgtggixg adyantage if it

does not continuously produce innovations, The more successful the
experiments, the greater the need to produce new ones. Quest seems to

have catablished a creative niche for itself within higher education
during the 19608 and then failad to take action when its niche was invaded
by .etrongly competitive (lower cost, more geographically accessible)
colleges. Furthermore, it may have defined its niche too narrowly for
long~term welfare. The college may have considered itself in the business
of providing education for those who preferred alternative lenrnxng modes
-and shnred ‘o' commitment to a certain version of social conscience, rather
thdn sdving itself as the provider of creative alternative approaches to

- whatover it was that society-~and cspoecially youth-—wna currently
concerncd about. ‘
X
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o , " ADDENDUM

The case descriptions in this appendlx deal with the five regional

- colleges used as pilot tests for the strategic decisions project. Each
case has. been reviewed by the college president and authorized for
publlc dlssemlnatlon. ‘

L7l

"AAs a result of-this pilot teét'we:
S learned that tentatlve plans for a mall-out survey of a large_
~'number of institutions were 1nfea51b1e,
\

2. prepared a first draft of a proposed theoretical framework for
strategic decisionmaking; ‘

s 3. prepared some preliminary observations about institutional
- ~strategies;: . ) o

4. revised the plan, of inquiry for the remaining cases for FY82;
and , N

5. revised the plan for selecting the remaining cases, limiting
" them to private four-year liberal arts and comprehensive

~colleges that had experlenced total revenue decllne between -

™. 1973 and 1976. '

-
¥
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Alpha University

Background Alpha began in the late 1950s as a satellite of the
state's flagship university. It soon became independent, with primary
emphasis on lawer division programs. In the late 1960s it became .the -
_second university in a two-institution system. Enrollment has gr;gg

i'steadily over the past decade and is now at about 11,000 or 7000

The. climate is p1easant, and unique features of the urban _setting attract

' a number: of . out-of-state students. Alpha has only one dormitory now, .but.
~hapes to include more residential spaces in its building program. A’ great

lﬂdeal of construction is currently in progress for academic purposes. Much

A

control of administrative computing resides in the system office. = The
institutional researcher produces reports manually, which is not seen as a
problem by top administrators.. Alpha is actively engaged in developing a ~
master plan. . : '

Clientele decisions. Alpha has made no apparent changes in its intended

clientele. Current effort to gain support for building new dormitory 'space

is intended to improve the yield of -admitted students. .

Program mix decisions. Alpha has added a masters program in public
administration and a doctoral program in education, but without additional
faculty or funds. It has dropped an associate degree:in secretarial science,
a Russian program, and a. ‘masters degree in German. ‘They have long had strong
local support - for adding architecture, and consensus appears to be that Alpha
'should be allowed .to beg1n the first law school in the state--but neither
idea has been endorsed. yet by the leglslature.' Alpha is building programs in

. ,.exercise physiology - (which has exceptionally strong faculty) and in desert
*.vbiology (the region is desert). One of the new campus buildings will house

)

_“bu51ness, economics, and hot&l management--three key-academic areas. In

' summary, the program strategy seems (a) oriented toward professional training

.and (b) designed to capitalize on local distinctive features.

) Resource mix decisions. - Alpha s vacant faculty pos1tions now revert
automatically to the academic vice president for possible reallocation. A
few years ago, he-turned down six recommendations for promotion to full
professor, resulting in only one '"friendly" grievance. These moves may
signal Alpha's intention to achieve balanced faculty, loads and to tighten
academ1c standards with regard to faculty qualifications.. :

. Geographic scope,decisions. Alpha is a single campus 1nstitution and-

’ seems-to'be content with that. - - ‘ e

ct

Decision process. The academic deci51on process seems to involve broad _

“participatlon but centralized authority in the academic vice president, in -

consultation with the Academic Council. The faculty senate is said to play.
a major role. . :

Strategz The strategic focus seems to be on (1) ‘eliminating obstacles
to enrollment and (2) capitalizing on program areas that both suit the
mission and are distinctive aspects of the school. :

-253 - o
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" allocation is directed at balancing faculty load.

Beta College

8

Background. This public college, located in the largest city of.a
rural state, evolved from a nermal school to incorporate a liberal arts emphasis
and, most.recently, business and ec0nom§cs.' Most of its 4,000 students are in~
state, and, because Beta is an open—-enrollment, open-admissions college, many of
them are ill preparedracademically} The faculty is factionalized. One group
has many years of service at Beta, a relatively small proportion of them having

_earned terminal degrées. Another group of more recent arrivals has a higher =~

proportion of terminal degrees and a stronger otrientation toward research. In
1974, the faculty unionized. They are now represented by AAUP. At the time of"
our visit, the parties negotiating a new contract had not reached agreement and
sought mediation. When the former president resigned, an agting president was
appointed for one year while a search for a new president waS undertaken. The
acting president calls Beta "a metropolitan college in a micro setting.” ‘A
major effort initiated at the system level during 1976-79 culminated in a "role
and scope' statement for the college, which was, at the time of our visit, the
only official planning document. However, a more recent effort at long-range
planning is currently underway to meet Title III requirtments. '

Clientele decisions. There is a strong sense here that access (that is,

enrollment) drives the system. " Someone commented that quality is‘'not tanta-

mount to selectivity--rather, quality is mission-oriented. However, enrollment-
based’funding'was felt to be detrimental to academic quality. Beta has open
admissions. Since the College has no authority to lower admissions standards,
some feel that academic standards may suffer in an effort tp keep enrollments

up. The evidence cited for this included low SAT/ACT scores coupled with high
GPAs. : . . R

Beta's campus is becoming as busy at hight as it is in the day, and further

‘efforts to attract local part-time students are planned.

- Program mix decisions. Beta reorganized to pull business and: economics
‘together as a separate school, and reallocated faculty positions -to them.
Business now has about 1169 Fall '81 majors, but growth is hampered in that
the state board authorized only the University to offer. the MBA, 'while the '
growing demand for the program is in Beta's service area. Discussions of
cooperative efforts are just beginning. Faculty are now discussing plans to
tighten' up required courses, revitalize general education, and increase ‘the
required credits from 42 to 57. Enrollment trends are away from education and '

" '1iberal arts, téward business..

Resource mix,decisions}‘ Béta,:with no capital reserve, has deferred main- "~

‘tenance'and abolished”football.' They have improved the quality of the faculty;

althOugh'somé position§ tendugo draw very few applicants. Fatulty posjition

Geographic scope. decisions. Beta offéfs.Spme telecommuniéations courses.

‘1t tried and abandoned one summe¥x program at a town in the region, and“is con-

sidering developing residence centers at two other such towns. Beta's primary .

emphasis, however, is on—campus'education. ‘.
. o
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.. 1s clearly in response to local demand.

Decision process / Traditionally, decisions .seem to have been made" through
~ a bottom-up filtering process.

~at the same time recently, the decision process seemed to have been temporarily
suspended. At the timg of our visit, howaver, it seemed that even though two

of the top three administrative posts were on an acting basis, decisions were
being madF on an. ongoing basis.

Strategz. Administrators have their hands full coping with 1mmediate‘

problems but seem to feel the need for a systematic, ongoing planning process.,
During the past dectade, the institutiog@has made a determined effort to

strengthen the quality of its faculty. The development of the business program

© 256 ~
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H‘Gamma'College‘ '

oy . . . : o . .

- Iy VL e

= Background‘ Gamma is called ‘a public liberal arts college with a‘%;nd
o ‘,grant history . It was.a branch of the, State University near g small, remote
O . uillage, offering the first ‘two. years of college beginning in 1927... In 1956
¢ 7 'it'moved tb a larger, but still remote, town; in 1962, it_bechme a four—f
' 'year college.. Its only ties, now with the State ‘University aré that it has .-
' . the same board of control and that fts two-year forestry students are .*
., guaranteed transfer into State University * §imilarly, {ts two—year engineering
S\'_ students are guaranteed transfer to'a highly-rated technical college.a By = - J?f
R legislative~mandate and’ proud heritage, Gamma is.tuition-free to ‘any Bﬁmive s

. »h",American student.f'ﬁbout 6%°of the students aresNative American, abbut '30% . ;gyﬂf
. » are out-of- -state. ‘The. average length of service for the current top o f; B
,}x_administrators at. Gamma is probably about lS,years.‘_' S I

: S . Lo . . 4,
N ‘&»' - » b PR 2 P

_ Clientele decﬂsions. The college is perched on a ‘mesa in 4 small" town Do
o and a rural., ‘eglon-~its. clients are almost entirely *residential and commuting.
-!,undergraduat slfrom the traditional age group. . ‘Admissions was. reorganized to
f:give it more’: fﬁternal power and external,visibility—-located in wh t was,the.v
-president s homev' Gamma has: initi ted a summer orientation and- registration S e
program:in an effort to, impr0ve the. yield of‘admitted,students. Administrators
TN el they: have' reverSed a. tendency toward 1ax 'if terpretation of admiséions stan— 2
}?;hff, dards resulting in more able students.recently +The clientele strategy has. been ‘\
' ~.to affirm undergraduatp education, to affirm- the ‘Native American mandate, and to y
recruit traditional—age students both locally and'more widely . .
s ?~,f . Program mix decisions.. During the earIy 19705’ Gémn 3
l.graduate programs, dropped its. core curriculum requirement, and increased the
_M *numbezrﬁi majors, from’ 7 to 22. It had dropped most; .of - {ts assOciate degrees~
ih,l962 : They have: Just' shifted - soft-mbneyuln ercultural center to, hard
> money,, dd they have begun offering a variety of. short summer inst1tutes »
. ~Business now .has: about 1000" majors: and; “11iKe’ geology and chemlstry, it7is
f]“" growing in enrollment., Someone commented that tight, state control(over any:,.".
LT program additions tends to. discourage schools in.. thls state. from Hropping“any
programs : lssues discussed in current long-range planning i”dl '11fe—establish- L
ore’ curriculum, general education, basic skills yi tF - 1e of the .
nd’ continuing educatidn. . 'The strategy seems. to- havf beenrto diversify, ;
_egcurrxculum more flexible, but Qlthin existing competencies..

&

‘e Resource mix decisions.“ Theré are four premises for ﬁaculty positton
. allocation. u(l) the requirements ‘of subject accfed&tation, (2) anticipta ed-n
e "student demand,: (3) the; symbolic value of. a position. ard'. (4) less. .impor tly,

- - _cprrent student demand An unusually high proportion of ‘the- faculty. ‘have. ,j”i
© "términal- degrees. NE culty salary increases are based on mark price and- true’ ..
. metit ° ("every adgustment i an“affirmatlon") The president.has placed great

emphasis on achieving accreditation from subJect maq;er associations, and" e
esources ‘have’ f%pwed ‘to’ meet ‘thqose needs.» Two years ago, Gammaﬂhired %.dynamic,:'
raditionalist East - Coast a?ademician as‘its\éCademic vice p esident g The

strategic empha s seems to be on’ traditional academic qual ;“:"‘ a;;
A “ffi Geggra{%ic scope declsions. Gamma is»a trastional single campus éx R
PRI { sident;al collegel: Clientele choice' constrained by its geographlc o,
5'v?..-v isolatioﬂ$ and it is not engaged in.offacampus ehtrepreneurship ;.“a\~.#°,l'
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. . Deéisidnubroce 8, Much dqdisio tb happen "family style,
. especiallu.iwﬂtﬁh adademic areag. At the i : ation of ‘the academic vice.
. 5/)&; president, G&mﬂf 8! organizing,ftﬁ\firstﬁwg Ty,senate-—he jlaces greaf
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‘Background.: Delta is'a century-old,churdhvrelated urban college,

‘traditionally emphasizing liberal arts and ethlcal education at” the udder-." e
. graduate level. It was in trouble in thé early l9705~~enrollments were S
"+ down from a peak of 1500 to ab0ut 1000, jwithout a concomitant decrease in '
i faCulty, and the church: was considering withdrawing its” support. In v
- 1972, the faculty became unionized (AAUB)’Nand a new trouble—shooter presi--
~dent arrived on campus. The next year financial distress was 'so great that

-25%. of 'the. staff were let go, including 20 faculty "The’ president attrib-.
- Uted the "miracle" of renaissanceat’ Deltd to several factors: a'long’ track
' 'record of develdping graduates, a low tuition thati:could be dramatically .

: increased, reserYes that could be draWh on,. the introducti0n of budget con—;.
‘trol, and the*@it of his skills with ‘¢ollege needs. "His commitment to B
_achieving sound financial health did, not preclude making- significant improve-
ments in faculty compensation, and collective bafga ing has' always been a. ’

. very. helpful relati0nship. He has also concéntrate n developing a con-

! sensual sense.of purpose, protectingzthe academic core, “and anticipatory

/- innovation.; Now, in ‘agddition ‘to abeut. 1070 students in- the-mradiqional

" undergraduat, ;program~rDelta enrolls some; 360%§in its new, organizatidnally
',-separate, adult degre@ completion program : .

~

Clientele decisions. In 1979, admissions was reorganized to. fall under SRR
B _ & new director of marketing, who, is’ atthe Dean levt-:l.,~ Recruiting has been’
Q'ﬁﬂ? /focusedh harply on ‘Key markets in the past two years, ‘and admissions stan-.

.. . dards Hﬁv ibeen gore ‘strin ently enforced Delta has established Aan adult el s
. degree,.cdh ple'i' sprogram (as contrasted with an adult’ "leisure studies™ ., = .~
program), ‘with very flexible schedu ing to- ‘commodate -part-time - students.

} The progtam has a center in: % city ; milgs ay y and offers courses in

. a varilety of locations within about a 50 mile ‘radius of Delta's céﬂp s. The -
" .program. also -offers credit for life _experiénces, 5subject to faculty review,
,:¥Cliente1e now inclua“,”both a major “adult. component ‘and more emphasis on

. recruiting trad/;}' al students from the local area,.. - a

4

_ Program mix“':qgsions. The major change in program 1s the adult college, L
: Delta has also addéew computer science, built business value programs, and

. incorpordted. the médical trecords” program from another private colﬂbge in the

L cley. It is considering adding undergraduate and masters programs'in Chr1st1an

: feducation and - communi£y development. . .
o o - e .

3

o,

- .
e

A, RequLce mix decisions._ Duri fthe l970s, the faculty shifted from 30/
‘ - with terminal degrees to 80% . . The;unitary salary schedule from collective:
.. bargaining is made somewhat flexible with:a separate open system for faculty '
" in the MBA program. BTb improve finaneial health, the president initiated :
" a soph1sticated budget system and built an extensive external support. system--‘-;
‘new and inf&uential board of trustees,’ development program thatyemphasizes
dorior involvement with the - life of the institution, and c00perative relation-.-..’
. ships with businesses and’ others to - educate their personnel. ' The administra-,’
. tive. structure is- fluid, with both positions and personnel changlnggto accom-
modate the pres1dent s strategy for the college--this with little apparent '

;evidence of d1scont1nu1ty or. loss of morale. " R T I '.fig. ot
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Geographic acope decisions. Tradit onal undergraduate education takes
place on the main campus, while adult programs are offered throughout a 50~
‘mile radius from the institution. The market for the former is national, o
for the latter it is regional. L . - o S

.I
¢

. Decision process. 'During the crisia of the early 1970’7 the president
‘ was admittedly -autocratic, with the faculty willing to waita"nd see 1f the
ﬁ% results were satisfactory. Decisionmaking still seems largely ‘centralized .
in the president's cabinet,’ acting as a group. - ‘The process 1is characterized
as' informal, full gf friendly arguments, aimed at a goal of ‘consensus. . The,
,institutional research function is decentralized, with each adminiatrator D ‘a
* actively engaged in- on-going%research that. is oriented toward (a) identifying
any current anomalies and (b) sensing and anticipating the future poasibil-lﬁﬁglg
- . ities. Some structural ‘ambiguity may exist’ for the faculty, who have two~ .~ s
potential action channels--the:union and the traditional departmental structure.y“
The pervasive attitude is entrepreneurial-—"make it happen. “The clarity of
role and mission, achieved with heavy and continuous investment in the effort,,
may tend to reduce conflict. ’

TN tl, ‘“. ]

. Strategy. The traditional misqion of residential undergrad&ate educa ion ﬂ“%
- was affirmed, re-eatabliahed, and protected. ‘In-addition; ‘the new’ adult’ degree""
‘completion: program'furthered the mission of the college, built awareness: of- its‘f
. existence, and created alumni. Financial health involved both'internal contr
‘ and aggresaive creation of a. diverse network.of private benefaction. _~;-

"




L Background.;
. _near a metropolis, ini'a growing negion.,‘Two of thentff‘(.‘
' ’are located within 40 milés,’ and ' Epsilon’ is sometimen'é ; Wi ok , or
‘as '"the best of the rest." The campus visitor is struck. by E on; s‘gmmadur'
late, we?i-landScaped gfounds and its beautifully maintained buildmﬂgé, mnny o
of which are reaSonably new.,m oo _ , : Y

N Epsilon is a&career-oriented college, founded in 1889 as’a twoiyear S

‘wocational college and expanded in 1964 to" encompass baccalaureate stud

Current enrollment is 10 000 FTE, 81% of whom reside in the local four—Zounty
y ,“' region. It has very .few minority students, most of whom do not stay through
graduatioﬁ' but it also has a sizable enrollment of international students.
While many: other colleges are beginning to feel that enrolling more students -
~would solve all, their problems, Epsilon's experiEnce does not’ reinforce that.

men't formula,: and the mood of the legislature.is to limit participation in_
'“:h gher - education. Epsilon has had a freeze or- budget cut in five of the " .

' past six. years,~and it is seeking ways to’ limit enrollments within its open
'admissions policy.' State analysts project & $1.5 billion deficit for educa-’
*tion,gelementary, secondary, ‘and higher) by 1985 if present trends continue.
i+’.State investment in education is high on'a per capita basis, but. low on,a per
ff'{' sgudent basis, because participation ‘rates are so high. "_' , /

' / 4

~“Most: of the top staff members have been at Epsilon for less than four

L. years, due to a bulge in the retirement pipeline.. The presidency was ‘held _
" by one mah _for many years until hi&K etirement’ in- 1972, ;then hy a controver—.'
, sial figure for 'sik years, and since 1978 by a man whose pr””“ experience :
'[-consisxed of top positions in industry ‘and .government. /’ He'" : hié@presi--
- dency as an opportunity for ‘public service. The most disti,v ve. feature'of

. *".’.é*,

*Cllentele decisions., Epsilon\s clientele has always consisted prlmarily
n,nf traditional undergraduate studerits, and there is no evidence that these
e f& clients‘have éver been hard to come by. - It does ‘have ‘a number of adult students
TV" Mv'v soﬁe?%utrbach _programs (see geographic scope, below). . With its operl

"'.' %o,

,;%g college in eJcountry in the sense .of the valué added to the student by .
Epsil n-_th aational,e perience.v To control enrollments, Epsilon s beg1nning

'ﬁfapplicawt "'ﬁpﬂflfﬁ’T scores, refusing late applicants, separating college
fq:\ admission om ames:ig§ to certain high—demand progfams, and enforcing
g~ academic 3¢andagd§ r gu atlons. ; e o

o
A

/conclusion.' Demand is high, ‘but state funds are not: allocated by an enroll—'.f

Epsilon s mission is its integration of vocational and’ liberal-arts educamion.‘éf
. Q. Kis

\ aﬁmissions polic , “the goal of thé new president is to become the finest teachf :




h B : i
ﬂw S Prqgram miﬂﬂﬂecisiona. Plnding iteelf with both voc ionul and liberal
3,"£ttn programs, due to its history, Epsilon' % maj pnb& decision has been

*‘I‘;a .
.' "

RN Ao affirm both kin@p of programs and to cross~fertilize ~~thereby creating,
W_v~for example, s commercial art component in Ethe art departm&nt, chemical tech~:
» .nology in chemistry,‘and traditional natur 1 science coursés in allied health.
" “Epsilon is aiming for applied liberal arts programs and" éollegiate vocational "
”*~‘programs., It also has a Bachelor of Gene 1 Studies degree for. which a student
. combines .any three minors in lieu of a ma#or. Because, ‘the state rations: degree
. programs.to’ institutions, ‘some of Epsilon 8 programs are affiliated in name with
R _one.of the universitiés--programs such as baccalauredte-level nursing and the
© -\ masters degree in. education. Since abput" 1970, Bpsilon has shown evidence of
. interest in- 1earning~theory and in competency-based education as underpinnings
-of all of the programs. s _ ST . R "
T Resource mix decisions..,f strong current interest in increasing teaching
fficiency has led toward an emphasis on: teaching technology. For example,
: an’ interdisciplinary team of five faculty members will soon share an office
i+ area.and work téWards means of'integrating COmputers into the curriculum. _
. Eg\ Epsilon 1s_also using two other approaches to help keep costs irt ‘line. * Many
heS ‘s‘_'" of, its vocational and technica1 faculty members. receive attractive employment
b N }'offers from industry; toO remain competitiVe, Epsilon encourages faculty to
} . . consult ‘and to spend their su s in industry—-bringing the added benefit of
; .- faculty members who understand ndustry trends and practices. ' With the rising
" cost' of staying current in ‘technical: equipment, Epsilon has_ also arreng
. exchange faculq&‘eXperbise as trainers in industry for the.use of busi
' t.

owned, equipmen , ' . e
1 . ‘ ‘ " "l.‘ . N ’ B : v .e

i

&

L The trend\among facufty has been toward inereasing proportions of full
:J:ttme faculty and faculty with terminal degrees, although the doctorate is '
,’z;not considered the appropriate terminal degree for some technical programs..’
. * With its emphasis on instrdction,.Epsilon has initiated a program to allow
i faculty mémbers to withdraw from the tenuré track without eopardizing their
~continued employment,Qin recognition that strongly teachiné—oriented faculty -
- may not be producing research and publications toward tenure. . Last year% '
f;Epsilon hired 19 facudty'members for new bositions, mostly, in areas where '
S ‘demand had- outstripped capacity. - One such position was used . to assist a
PR department%}n gatuing subject area acpxeditation, and a few were allocated
et 20 the: pef orapng arts both for" symboiﬁb purposes and ‘for. community relations..

3 ‘o v

: The admlnistrative reorganization has redu ~thé rumber of senior- .

) administrators -and streamlined administration t he point that participantsn
;onder whether sufficient staff rqpain»,ﬁc,' C' ﬁ,vm . ‘ ‘
-3 i .\ 1 * - . .vl(. o

‘ $+  The qidyear 3Udget cuu n[ed out by the 1egis1ature in many recent” ,
i *years have been handled;pri fah by,attrition,vwith subsequent readjustment_'”“
S - 1if the lost position prowed ne' ssary. Unlike.t “t'public institutions,;
. «  Epsilon is authorized .o manage 'its own ‘cash, . to keep, itgrearned interest~~
. 'Y  and its budget is not «sfi§ ect mo line item alldcation by the legislature.
" The new ‘academic vice; p: side‘t is developing a. cOmprehensive\budget cycle
‘to” integrate academic and.;g ".fal planningggs part of resource allocation.
) . ‘Financia® management is baing: decentralizeh;and deregulated internalI&, to .
e allow more autqnomy at. the school 1eve1 A .
. “\ Tl R S oaaL ‘e
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Gcggrnphic acope dociglons, ﬁ%pnilon has a branch at .the local ALr
Force base, ,and it offers extended campus courses throughout the state.’
Its extended. codrses are determined*by its state-mandated misgion ang local .
' demand for courth ‘within that mission. These programs areg treated as TN
v‘auxiliary entetprises, without state acknowledgement of thcir cnrollmcnts.

Decision;process. From 1972 to 1975 Epsilon had in effect, two

academic vice presidents--one for academic quality, the other for academic
-operations. The effqfts of this unusual arrangement were not explored. B
_Before 1972, the faculty senate'was chaited and run by the academic vice
\president but it has singe been run by the faculty. The current adminis-
“tration’ (1978—present) is said to depend heavily on weekly meetings of the
President's ‘Staff for discussion and decision—-uaually by consensus, and
sometimes with iterations of ,an issue between President's Staff and the
faculty senate. The curfEnt president developed a set of seven goals for
the college and has been taking them to-various groups ever since to
mobilize support;and action. He is -in close and frequent contact with
.student 1eaders. The style is ‘courtly, self-controlled, friendly but

, formal. =~ . . =3 i T

Fl
.

et . ‘

Strategy. Epsilon is seeking to improve, not survive. -In that - _ .

- ‘context, its strong student welfare-orientation is somewhat unusual: Its v

& key issues involve the tension between quality and equality. Resolution
4. S@ems to be focusing on affirming its open admissiOns/community service

ﬁkﬁ"orientation while (a) increasing selectivity, espegially, in certain programs
rand (b) emphasizing the improvement of teaching quality: and efficiency, toward
y‘a ggpl“of greater value added to its students.’ '
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