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EXECUTIVE SUMMARY

Colleges and universities are resource-acquiring institutions.
They understand that positive public attitudes about higher edu-
cation are important because they affect their financial stability
and support of their academic programs. Faculty and adminis-
trators have come to recognize that public understanding and
support for postsecondary education goals is important to insti-
tutional well-being. Given this reality, higher education institu-
tions have no chcice but to be cognizant of their stature with
important constituencies if they expect to gain and hold public
support. If colleges and universities are to enhance their stature
in a period of rapid social, economic, demographic, and tech-
nological change, substantive strategies must be developed.
Without specific action, most institutions will find themselves
the target of continuing criticism by external publics, ranging
from students and parents making decisions about enrollment to
government agencies making decisions about financial
appropriations.

The central topic of this report is not marketing, public rela-
tions, strategic planning, or management strategies to improve
institutional visibility over the short run. It is rather institutional
stature, its development and determination, and strategies for
its enhancement. A constant theme dominates the report: Al-
though colleges and universities are unquestionably affected by
trends in the external environment, they can plan, respond, act,
and organize themselves to improve stature. This report exam-
ines the deeper, more fundamental dimensions of stature and
then moves beyond that examination to the dynamics of en-
hancement—the coordinated actions that institutions can take
beyond marketing and public relations to address forces in the
environment while simultaneously educating the public about
important goals, purposes, outcomes, and benefits of postsec-
ondary education.

What Is Stature?
Postsecondary institutions generally seck congruence between
the social values associated with or implied by their activities
and the values in the larger social environment of which they
are a part. When an actual or potential disparity exists between
institutional and societal values, a threat to stature will exist.
These threats take the form of legal, economic, and social
sanctions associated with changing attitudes and perceptions of
the institution by external publics.

Stature can be understood as the aggregate of positive per-
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ceptions and representations held by specific individuals,
groups, and publics in reference to particular characteristics
and/or performance attributes projected by colleges and univer-
sities over time. Its forms of expression in colleges and univer-
sities are multiple, as are the contexts in which it can be
viewed. Stature can be perceived in a macro context in which
higher education exists as a sum of parts that together make up
a social institution. It can be seen in a micro context in which
individual institutions and campus locations become the units of
analysis. Both of these contexts require consideration in the ex-
amination of stature, how it forms, and its consequences for
colleges and universities.

What Are the Dimensions of Stature?

To comprehend fully the multiple dimensions of stature implicit
in the preceding definition, it is important to array its dimen-
sions in a model that will enable practitioners to understand
features of the concept and the relationships that make each
dimension relevant to the others. The model developed and pre-
sented in this report depicts stature as the product of (1) an en-
vironment comprised of multiple forces that influence the
exchange of resources between colleges and universities and
different constituencies, (2) inputs in the form of constituents’
needs and expectations for educational programs and services
that carry stimuli from the environment to the institution and
induce decisions about programs and resources, (3) attributes of
organization and performance that facilitate or retard institu-
tional responsiveness to external constituencies by influencing
important decisions related to domains of activity, (4) a conver-
sion process that transforms constituents’ needs and expecta-
tions and environmental stimuli into decisions about programs
and resources, (5) outputs that carry the results of institutional
programs and services to multiple constituencies in the environ-
ment, (6) communication that involves formal and informal
procedures for disseminating information about outputs to con-
stituencies, and (7) feedback that transmits public perceptions
relative to the outputs produced by an institution in one period
back to the conversion process as the inputs in a later period of
time. Each dimension interacts with the others. Together they
produce stature for an institution, or a set of institutions, in the
form of constituents’ perceptions of convergence among condi-
tions, needs, and stimuli in the environment and the benefits
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produced by institutions through educational programs and
services.

What Are Organizations Doing to Enhance Stature?

In response to changing conditions in the economy, public
opinion, and the behavior of competitors, profii and nonprofit
organizations have instituted a variety of technicu: s to enhance
stature. Measured through sales volume, corporate visibility,
and change in public opinion, most techniques have focused on
improvement in corporate products and services based on infor-
mation about consumers’ needs, preferences, values, and satis-
faction. Significant resources nave been spent on opinion
research, marketing, improvement in services, and staff devel-
opment to improve the public’s perception of organizational
products and operations.

Colleges and universities differ sharply from other complex
organizations in certain characteristics. Institutions seeking to
improve their understanding of stature and how it develops may
benefit from the experience of other organizations, however.
Business and industry, health care organizations, labor unions,
and government agencies have focused efforts to enhance stat-
ure on assessment of elements in the external environment that
are not easily controlled, such as social forces, public attitudes,
and consumers’ behavior. In colleges and universities, the fo-
cus has been on elements internal to the organization that can
be more easily controlled, such as instiwutional publications,
outreach activities, involvement in campus activities, and cam-
pus-based performance assessment. A few institutions have
grasped the importance of institutional stature and, borrowing
from successful practices in other complex organizations, have
designed and implemented strategies to improve it. The major-
ity of colleges and universities, however, have concentrated on
short-term marketing practices that rely solely on communica-
tion activities.

What Can Colleges and Universities

Do to Enhance Stature?

The dimensions of stature presented in the model, when exam-
ined in context with practices to enhance stature employed by

different types of organizations, suggest four leveraging strate-
gies that can become the focus of efforts to enhance stature in

colleges and universities:
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® Strategic assessment: Management of the effects of socie-
tal change on institutional programs, services, and
resouzces through environmental scanning, monitoring,
and strategic planning;

® Allocation of resources: Improvement of institutional re-
sponsiveness to changing external conditions through
resource allocation Systems that incorporate mechanisms
for planning, feedback, and innovation;

® Outcomnes assessment: Collection and publication of bene-
fit-cost information describing institutional and student
outcomes, expenditures, and costs as a means for demon-
strating accountability to important constituencies;

® [ntage management: Management of public opinion
through assessment of the effectiveness of institutional
marketing and public relations techniques coupled with
redesign of organizational communication strategies to cre-
ate impact with constituencies.

The assumption underlying these leveraging strategies is that
as institutions come to better understand how societal forces,
public opinion, and organizational behavior interact to deter-
mine stature, they will move to develop activities that result in
ennancement. Most institutions, prodded by recent criticism,
have begun to develop marketing and public relations plans.
Much energy is expended on these plans, with mixed results.
An examination of what the literature has to say about complex
organization practices and public affairs strategies employed by
colleges and universities makes it clear that many of these
efforts are cosmetic. They attack the symptoms of the problem,
but they do not address the problem itself. Instead of piecemeal
public relations efforts with selected constituencies, it would be
wiser to develop a coordinated plan for enhancement involving
the leveraging strategies presented. Instead of vesting too much
faith in marketing and public relations plans that often do little
more than temporarily appease certain constituencies, institu-
tions can improve stature through altering their approach to
management. The goal is this: develop assessment and commu-
nication systems that enable institutions to effectively anticipate
and respond to external forces while simultaneously educating
the public about important goals, purposes, outcomes, and ben-
efits of postsecondary education. It is not sufficient, for the
purposes of enhancing stature, to simply alter institutional pro-
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grams and services based on information about the future. Stat-
ure will accrue to those institutions that convincingly
demonstrate how they provide benefits to individuals, groups,
and organizations that satisfy important needs and goals.
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FOREWORD

Simply put, the “*stature’” of an 1nstitution is the esteem in
which people hold it—its reputation. Clearly, an stitution de-
velops its reputation by what it does. The question is, does the
public have an accurate perception of what coniprises the insti-
tution?

Generally speaking, the concept of institutional stature is eas-
ily accepted. The concept of enhancing institutional stature,
however, is often received with some suspicion. The suspicion
derives from a concern over the motives and honesty behind a
movement to purposely enhance an institution’s stature. When
we talk about public relations and enhancing stature, there is a
philosophical and ethical conflict. Are we talking about putting
on a new or a false face? Or are we talking about dispelling the
haze so we can see the true face of the institution? Are the mo-
tives to present, more comprehensively and accurately, the pub-
lic with a clearer image or face of the institution? Or are the
motives more directed toward emphasizing only those aspects
of an institution that are complimentary?

Obviously, a less than complete and truthful representation
of an institution is antithesis to the principles for which higher
education stands. It is an undeniable fact, however, that the
American public and some elected officials often have an inac-
curate perception about the image, reputation, and stature of
higher education.

This perception has been seen time and time again, as exem-
plified in such books as Caroline Bird's The Case Against Col-
lege. Therefore, like it or not, if institutions want t0 counteract
these perceptions, they have a responsibility to see that the
public receives sufficient information to form a more accurate
understanding of modern colleges and universities. This can be
done only if institutions have already carefully assessed the de-
gree to which they are achieving the goals expected by the pub-
lic and demanded by faculty, staff, trustees, students, and
others intimately connected with its welfare.

In this report, Richard Alfred, professor, and Julic Weiss-
man, research associate, both of the National Center for Re-
search to Improve Postsecondary Teaching and Learning at the
University of Michigan, develop a model on the dimensions of
institutional stature. They have also identified specific activities
that could be used by colleges and universitics to evaluate spe-
cific areas that contribute to institutional stature, such as stra-
tegic assessment, allocation of resources, outcomes assessment,
and image management.
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Creating in the public an accurate perception of an institution
i3 mere than just public relations, more than mere image mak-
ing. Stature assessment can be used to identify and improve in-
ternal weaknesses, and it also can be used to attract students
with better institutional fit. The better the match, the lower the
chance of attrition. Not only students but staff and faculty can
benefit from stature assessment, particularly in the area of fac-
ulty recruitment. Understanding what goes into institutional
stature, how it is formed, and how it is changed, is a skill well
worth knowing. It perhaps can even save a school.

Jonathan D. Fife

Professor and Director

ERIC Clearinghouse on Higher Education
School of Education and Human Development
The George Washington University
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INTRODUCTION

Faced with changing social and economic conditions, public
policy, and public opinion toward higher education, colieges — - —
and universities are beginning to carefully examine their rela-
tionship to and the ways they deal with the general public. On
the one hand, most recent surveys of public attitudes show a
positive view of higher education. Although they question
whether colleges render good value for the dollar, most Ameri-
cans say that a college education is more important than ever
(Yankelovich 1987).

On the other hand, colleges and universities are encountering
major signs of discontent. Concerns about rapidly increasing tu-
ition costs, scandals in college athletics, the quality of faculty
and academic programs, the unfair use of tax-exempt status to
operate money-making activities, employers’ dissatisfaction
with the knowledge and technical skills of graduates, intensi-
fied competition for students and resources, and poorly docu-
mented relationships between the costs and benefits of college
attendance permeate the media. The issues have spurred harsh
criticism in legislative chambers, on Capitol Hill, and in family
discussions. Friends and critics alike have begun to liken col-
leges and universities to “‘big business’ because of their in-
creasing dependence on marketing and lobbying to acquire
resources (Dill 1982; Pelletier and McNamara 1985; Trachten-
burg 1984). Administrators and college lobbyists have been ac-
cused of behaving like the representatives of any other special
interest. Secretary of Education William J. Bennett boldly pro-
nounced that higher education’s tendency to cry ““wolf”” so in-
sistently and tiresomely ““could eventually erode congressional
support for colleges and universities” (Chronicle of Higher Ed-
ucation 15 October 1986).

Colleges and universities are resource-acquiring institutions.
They understand that positive public attitudes about higher edu-
cation are important because they affect college enrollment, fi-
nancial stability, and support of academic programs. Faculty
and administrators have come to recognize that public under-
standing and support for postsecondary education goals are im-
portant to an institution’s well-being and that such support is
necessary not only to offset the effects of economic and demo-
graphic downturns but also to provide a foundation for new
programs and services that would align an institution with its
changing external environment.

The staturc of colleges and universities in the eyes of the
public has become a prominent issue, and it is apt to remain s0
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in the foresecable future. Faculty, administrators, and Zovern-
ing boards find themselves accountable to a wide range of ex-
ternal agencies and groups that do not automatically ascribe
value to higher education. Institutions and administrators, fre-
quently to their distress, have discovered that the public percep-
tion of postsecondary education can change rapidly and that
institutions are never secure in the eyes of the public. They
have also discovered that preoccupation with critics and knee-
jerk public relations strategies to deflect the harmful effects of
criticism can result in the occlusion of fundamental questions
regarding the stature of colleges ard universities —questions in-
volving an awareness of what colleges and universities do in a
changing environment:

1. What is stature and how is it distinguished from concepts
like image, reputation, marketing, and quality?

2. How does stature develop and what organizational charac-
teristics contribute to positive or negative stature in col-
leges and universities?

3. What is the relationship between stature and prevailing
societal conditions; do institutions experience growth or
decline in stature as these conditions change?

4. What steps can colleges and universities take to sustain or
enhance stature?

The literature on strategic planning and marketing in higher
education supports the observation that colleges and universities
spend too much time on quick fixes and short-term gains in ad-
missions and fund raising and neglect the harder tasks that
bring high stature —innovation, enhanced teaching, pursuit of
quality, assessment of benefits and costs, for example (Hilpert
and Alfred 1987; Kelier 1983). This monograph brings into fo-
cus the larger issue of stature in American colleges and univer-
sities and requisites for its advancement in an environment
comprised of trends, threats, opportunities, market preferences,
changing consumer needs, and competition. The first major
section provides a brief historical overview and working defini-
tion and attempts to distinguish stature from related concepts
like image, reputation, and quality. The major heuristic device
in the section is a conceptual model that identifies the spectrum
of forces interacting to determine stature. The following section
reviews major trends in public opinion toward higher education
between 1965 and 1985—a period of major change in the fab-

O
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ric of American social institutions. Colleges and universities
both influence and are infiuenced by public opinion. The objec-
tive of this section is to set the stage for a discussion in the
third section of attributes of the academic organization that fa-
cilitate or impede the development of stature.

The fourth section reviews practices to enhance stature in
public- and private-cector organizations outside of higher edu-
cation, including business and industry, healih care organiza-
tions and professional associations, government agencies, and
labor unions. Many of the practices employed in these organi-
zations have a direct application to colleges and universities
and can be adapted for use at the institutional and subinstitu-
tional levels. The section also identifies selected adaptations.

A suirnmary section provides some conclusions about organ-
izing colleges and universities to enhance stature tha. follow
from the discussion in the preceding sections. The final section
presents concrete suggestions for actions that faculty and ad-
ministrators can take to enhance stature in a college or univer-
sity.

The central topic of this report is not marketing or public re-
lations or strategic planning or management strategies to im-
prove institutional visibility over the short -un. It is institutional
stature, its development and determination, and strategies for
its enhancement. A constant theme dominates the report: Al-
though colleges and universities are unquestionably affected by
trends in the external environment, they can plan, respond, act,
and organtze themselves to improve stature. Adopting short-
term public relations and marketing strategies will not be suffi-
cient to improve institutional stature. This report examines the
deeper, moic fundamental dimensions of stature and then
moves beyond that examination to the dynamics of enhance-
ment—to the coordinated actions that institutions can take be-
yond marketing and public relations to address forces in the
environment while simultaneously educating the public about
important goals, purposes, outcomes, and benefits of postsec-
ondary education.
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T T

DEFINITION AND DIMENSIONS OF STATURE

Stature in American institutions of higher education has been a
perennial issue. With the advent of Spurnik, the public and 1ts
governmental representatives set lofty goals for postsecondary
education. The goals for higher education were national —citi-
zens made a commitment to technological and economic superi-
ority over other nations. They were also personal—school-age
youth and their parents believed that a college education guar-
anteed a prosperous future and style of life. The nation’s post-
secondary institutions attempted to build a system that would
attain these goals (Mathews 1976).

Since the early 1960s, when these goals were set forth, many
changes have occurred in the fabric of social institutions: the
decline of superiority in world and domestic markets, economic
recession, unemployment and underemployment of the edu-
cated, structural change in the family, advancing technology,
political fragmentation, decentralization of government to the
states, and privatization of human services. In the mid-1970s
and early 1980s, societal prosperity declined, and the flow of
public funds ebbed. Colleges and universities responded by in-
stituting an array of cost-cutting and revenue-producing strate-
gies aimed at maintaining the current scale of operations while
simultaneously balancing revenues and expenditures. As the
fixed costs of operation expanded and institutional efforts to
improve productivity failed to compensate for declining re-
sources, the attitude of governmental officials and others estab-
lishing pelicies for allocating resources changed to one of
decreased confidence in higher education management coupled
with a compulsion for greater control over postsecondary insti-
tutions. The federal government, private foundations, state leg-
islatures and coordinating boards, and business and industrial
organizations began to voice a need for information about the
benefits of educational programs as a condition for investing
more of their limited resources. It became apparent that if aca-
demic organizations failed to address cffectively the relation-
ship of institutional performance to social expectations, control
over funding decisions would be farther removed from the cam-
pus (Folger 1980; Spitzberg 1980).

Higher Education and Public Perception

Previous research has shown that individuals and groups usu-
ally express perceptions aber:t colleges and universities thr.ugh
statements of satisfaction and dissatisfaction (Biggs et al. 1975;
Brouillette and Rogers 1980; Moore et al. 1979; Owings 1977,

R
The attitude
of
governmental
officials. . .
changed to
one of
decreased
confidence in
higher
education
management.
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Smith 1983). Although research on institutional stature is
sparse, what little exists points to the informal and subtle but
definite channels of communication by which the images of
colleges arc transmitted. In the 1960s and 1970s, research
showed that college selection occurred largely on the basis of
hearsay and perceptions of quality (Grunde 1976). A panel
study involving over 10,000 high school seniors demonstrated
that students chose their colleges primarily on the basis of
proximity, popularity, and perceived stature (Trent and Med-
sker 1968). Choice based on percepticn could be viewed only
as irrational for consumers about to invest four years of time
and many thousands of dollars in a college or university educa-
tion.

In the mid-1970s and early 1980s, the concept of student
choice as an index of institutional stature was supplemented by
the concept of multiple publics engaged in “‘resource conver-
sion”” with postsecondary institutions (Davies and Melchiori
1982; Kotler and Fox 1985). These publics were classified into
distinct behavioral categories—supporters, clients, consumers,
internals, and externals—each bringing a distinct set of inter-
ests, perceptions, and values that interact to determine the stat-
ure of a college or university. Institutions improved or
diminished in stature through percenticas held Ly muitipie pub-
lics uf me benefits they rendered and the relationship of these
benefits to educational needs and expectations. Using this sup-
position as a frame of reference, it is possible to develon a
working definition for stature and to identify some of its di-
mensions.

What Is Stature?
Postsecondary institutious generally seek congruence betwecn
the social values associated with o1 implied by their activities
and the values in the larger social environment of which they
are a part (Dowling and Pfeffer 1975). When an actual or po-
tential disparity exists between institutional and societal values,
stature Is threatened. Threats to stature take the form of legal,
economic, and social sanctions associated with external publics’
changing attitudes and perceptions of the institution. The role
played by individual attitudes and perceptions as a detcrminant
of institutional stature is reinforced by the definition of 1n atti-
tude as a relatively enduring but dynamic oiganization of be-
liefs about objects and situations (Rokeach 1968).

Combining the notions of ““attitude’ as an enduring and dy-
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namic organization of beliefs about objects and situations and
““value congruency’ as a requisite for the development of pos-
itive attitudes toward organizations, institutional stature can be
defined as the aggregate of positive perceptions and represen-
tations held by specific indviduals, groups, and publics in ref-
erence o particular characteristics andjor attributes of
performance projected by colleges and universities over time.
This definition implies that the concept of stature can vary be-
tween a neutral and a positive connotation. On the one hand.
stature is a matter of perceptions and representations held by
the public. These perceptions could conceivably be positive or
negative. On the other hand, stature can be viewed in the more
common sense, as a positive attribute—something that an insti-
tution might want to elevate or enhance. In essence, stature en-
compasses both of these connotations. It is a positive attribute
projected by an institution or a complex of institutions, and it is
a function of perceptions that may themselves be positive, neg-
ative, or neutral.

This definition also implies that stature can be viewed in two
distinct but interwoven contexts: (1) a macro context in which
higher education exists as a sum of parts that together make up
o secial institution and () a micro context in which individual
institutions and campus locations become the units of analysis.
Although it is likely that stature develops through a process of
association —the gains established by one institution or set of
institutions becoming those of another—both of these contexts
require consideration in the examination of staturc, how it
forms, and its consequences for colleges and universities.

Finally, the definition implies that stature encompasses a
temporal dimension involving a delicate balance between conti-
nuity and change. Colleges and universities must simulta-
neously respond to and resist important forces of societal
change if they expect to enhance or maintain stature. The stat-
ure of an institution is a product of both its historical icgacy
and 1ts current performance. it differs from related concepts
like “image,”” “‘reputation,” ““marketing,”” and ““quality’” in
that it develops over time: It relates to a totality of perceptions
held by multiple publics; 1t resists impulses to alter institutional
domains of activity in 1esponse to rapidly emerging market
forces; it is not easily transformed by a single positive or nega-
tive image-producing incident (a ““snapshot’’); it encompasses
multiple institutional attributes, not simply those accounting for
a single dimension of excellence or superiority; it may change
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over time in accord with circumstances in the environment; it
can be cultivated with the public outside of a process or direct
resource exchanges with the institution. As a concept, stature
implies that individuals, groups. and publics acquire informa-
tion over time, make judgments, and develop associations with
a particular institution or complex of institutions.

Dimensions of Stature

To fully comprehend the multiple dimensions of stature implicit
in the preceding definition, it is important to array its dimen-
sions in a model that will enable practitioners to undersiand
features of the concept and the relationships that make each di-
mension relevant to the others. The model presented in figure 1
depicts stature as the product of an environment comprised of
multiple forces that influence the exchange of resources be-
tween colleges and universities and different constituencies; in-
puts in the form of constituents’ needs and expectations for
educational programs and services, which carry stimuli from
the environment to the institution and induce decisions about
programs and resources; attributes of organization and per-
formance that facilitate or retard institutional responsiveness to
external constituencies by influencing important decisions re-
lated to domains of activity; a conversion process that trans-
forms constituents’ needs and expectations and environmental
stimuli into d=cisions about programs and resources; outputs
that carry the results of institutional programs and services
(i.e., benefits) to multiple constituencies in the environment;
communication that involves formal and informal procedures
for disseminating information about outputs to important consti-
tuencies; and feedback that transmits public perceptions about
the outputs produced by an institution in one period back to the
conversion process (and ultimately to the external environment)
as the inputs in a later period. All of these dimensions interact
with one another. Together they produce stature for an institu-
tion, or a set of institutions, in the form of constituents’ per-
ceptions of convergence between conditions, needs, and stimuli
in the environment and the benefits produced by institutions
through educational programs and services.

With the model as a framework for analysis, it is possible to
illustrate more precisely the dimensions of stature. Scholars and
practitioners have long been interested in investigating the attri-
butes of colleges and universities that contribute to prestige
(Astin 1982; Astin and Solmon 1979; Kuh 1981). A host of
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factors have been identified: the test scores of entering stu-
dents, the quality of the faculty, expenditures per student, size
of the endowment, number of volumes in the library, admis-
sions selectivity, volume of private gifts and grants, accom-
plishments of alumni, quality of campus facilitics, size of the
operating budget, peer rankings of program quality, reputation
for innovation, and the quality of leadership While all of these
factors contribute to stature in some way, in the aggregate they
do not make up stature. Certainly factors iike the quality of
faculty and the leadership provided by the president are impor-
tant elements in the achievement of stature. These factors,
however, relate exclusively to institutionally determined dimen-
sions of stature—those that can be identified and controlled by
faculty and administrators. They do not account for dimensions
implicit in the model that lie outside institutional control—

To better understand the multiple dimensions of stature that
must be considered, it is appropriate to think of colleges and
universitics as service organizations opergting on multiple axes
(Drucker 1973), which represent variations among institutions
in time, service region, missior, benefits/costs, and public per-
ception (see figure . At their confluence is stature, which is
the product of interaction among the axes. For example, it is
possible to view stature as:

¢ the cumulative product of historical benefits rendered over
a long period of time to a broad array of constituencies by
an institution with a comprehensive missior (traditional
prestige);

® the capacity of a college with a comprehensive mission to
produce benefits that meet or exceed the expectations of
specific constituencies in a local service region by reduc-
ing the gap between individual circumstances and prevail-
ing societal conditions (satisfaction);

¢ the performance of a college with a comprehensive mis-
sion m affecting constituencies over time through commu-
nications describing the benefits of investment in
education (affect).

A few select institutions have been able to combine historical
production of desirable benefits and continuing favorable public
perception to promulgate a form of stature known as ““tradi-
tional prestige.” For example, a pervasive mystique is associ-

namely, societal forces and the public’s needs and expectations.
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FIGURE 2

AXES DETERMINING VARIATION IN STATURE
AMONG CCLLEGES AND UNIVERSITIES
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ated with Harvard University. Viewed from its modest
beginning in 1636 to the present, Harvard has been described
as a multinational academic conglomerate, the think tank of all
think tanks, and a power center of astounding impact that pene-
trates every institution in American society (Lopez 1979). ““The
Harvard mystique is a strong reality that carrics a powerful ef-
f~ct on American life . . . what is left to question is whether
Harvard is worthy of the power it possesses’” (Lopez 1979).

Also to be considered is the matter of a stature of distinctive-
ness. Berea College has stature in educating Appalachia’s poor,
Morehouse College has stature in educating black male stu-
dents, Carnegie-Mellon and MIT have stature in computer sci-
ence, and Oberlin has statvre in music. Institutions like Rice
University and Smith College have stature implicit in the size
of their endowments, and the University of Notre Dame has
stature that is not measured by the usual yardsticks. Such insti-
tutions have an ““organizational saga’ or an institutional my-
thos that permeates the campus.

Other colleges and universitics are new to the ranks of insti-
tutions holding stature. They have had to undertake special pro-
grams and resource initiatives to build stature. A good example
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1s the University of Texas, which in the late 1970s and early
1980s made an effort to enter the circle of the nation’s elite
universities by attracting nationally rec. znized scholars in di-
verse disciplines. A number of institutions, perhaps the major-
ity, have been unabls to develop stature to any significant
degree with multiple publics.

Summary
Institutional stature has multiple dimensions that can be exam-
med in the context of a systems model. As a concept, stature
supersedes the boundaries of any single factor or combination
of factors. Its forms of expression are as diverse as the spec-
trum of postsecondary institutions in the United States.

The primary value of the working definition, systems model,
and model dimensions of stature rests in the questions they
pose that guide analysis:

1. What is the relationship among prevailing environmental
forces (demographic and economic trends, social issues,
technological change, public policy), public needs and ex-
pectations for postsecondary education, and the public’s
perception of college and university stature?

What effect(s), if any, do the structure and functioning of

the academic organization have on college and university

stature? Do they serve to enhance stature, to diminish
stature, or to vary, in effect depending on the organiza-
tional attribute(s) in question?

3. What strategies and practices are currently being used in
complex organizations (including colleges and universi-
ties) to alter domains of activity and outputs to enhance
stature?

4. What strategies and practices currently not in use in col-

leges and universities ner ' to be adapted to enhance stat-

ure?

v

If colleges and universities are to enhance their stature in a pe-
riod of rapid social, economic, demographic, and technological
change in the 1990s, significant strategies must be developed.
Without specific action, most institutions will find themselves
the target of continuing criticism by external publics, ranging
from students and parents making decisions about enrollment to
government agencies making decisions about financial appropri-
ations.
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CHANGING PUBLIC ATTITUDES TOWARD
HIGHER EDUCATION

The next two sections examine certain specific dimensions of l_

stature in depth: forces in the environment that affect the goals

and performance of colleges and universitics; the interests and [7728"8 was] a
expectations of constituents that influence public opinion ubout decline in the
higher education; and organizational attributes and charactens- ablic’

tics that facilitate or retard an institution’s responsiveness to ex- paoucs .
ternal forces and to public opinion. Two questions implicit in conﬁdence in
the model arc the focus of examination: What is the influence the leaders Of
on institutional stature stemming from societal conditions and .

individual attitudes and opinions toward higher education? How major .

do organizational attributes of colleges and universities affect educational

stature? institutions
between 1966
Societal Conditions and Public Opiuion and 1984_

The general tenor of national reports published in the late
1940s indicated that people had no quarrel with colleges. They
wanted more of them, they wanted more young people to go,
and they admired professors. They were not unduly critical of
curricula, and they were willing to give nstructors quite a lot
of freedom.

This approving public attitude toward higher cducation con-
tinued into and throughout the Golden Era of higher education
(1955 to 1970). At that time, not enough qualified individuals
were available to fill the needs of the labor market resulting
from a high wartime mortality rate, a low wartime birth rate,
and the enormous postwar demand of modernizing businesses
and industrics for trained personnel. Throughout this period,
the general public viewed postsccondary education as a key to
social and economic mobility. Enrollments grew steadily, and
the stature of colleges and universities remained steady or rose
in the public’s eye. The confidence of the general public in col-
leges and universities, as in other social institutions. however,
diminished between 1965 and 1985, a period of time in which
pressures for accountability made the public and elected offi-
cials look critically at higher cducation. Several phenomena
give evidence of this trend:

The analysis of socictal conditions and public opinion presented 1n this section
was developed through examunation of popular journals and opinion surveys
publ-shed between 1965 and 1985. The assistance of Mary L. Hummel 1n re-
viewmg and synthesizing information 1s acknowledged.
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1. A general lowering of the certifying effect of higher edu-
cation degrees. Only in certain exceptional cases, such as
the elite research universities, has the public continued to
view the certifying effect as considerable (de I’Ain 1981).

. Increased discrepancies in the certifying effect among col-
leges and universities. The degrees conferred by presti-
gious institutions in a changing economy provide
advantages to clients in relationships with social institu-
tions (Parsons and Platt 1972).

3. A decline in the public’s confidence in the leaders of ma-
jor educational institutions between 1966 and 1984, as
documented in public opinion polls (Louis Harris and As-
sociates 1984).

ta

A 1984 Harris survey (1,247 adults nationwide) showed that
only 40 percent of those surveyed had a great deal of confi-
dence in the leaders of colleges and universities. In 1961, the
figure was 61 percent. This reversal in public opinion has
prompted some college and university leaders to call for new
efforts to build public support. Speaking before a national as-
sembly of the Council for Advancement and Support of Educa-
tion, Harvard’s Derek Bok identified the current challenge to
higher education as “‘not merely a challenge of public relations,
but a challenge of substance that should be treated as such”
(Chronicle of Higher Education 22 July 1987).

Environmental forces and p.'blic needs, expectations, and at-
titudes are important dimensions of college and university stat-
ure. Mindful of the fact that colleges and universities cannot
easily influence the tempo of societal change and public opin-
iocn, educational policy makers are nevertheless surprised when
contradictions occur in expected relationships. Would it be log-
ical, for example, to expect that college and university enroll-
ments would continue to nise in the face of a projected
downturn in traditional college-age students? Or wouid it logi-
cally follow that the majority of the American public believes
that a college education is more important than ever at a time
when colleges are encountering difficulty in attracting funds
trant alumm, pessimism mounts in Congress, and the general
public 1s increasingly skeptical about costs (Media General
1987)7 Societa! conditions and public opinion are important
forces in det. mming stature. They require careful analysis if
faculty and administrators aie to understand how stature devel-
ops and how it can be enhanced.

1
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The following discussion examines societal conditions and
public opinion as input factors in determining stature. The un-
derlying premise is that perception of college and university
stature varies in accord with changes in societal conditions and
public opinion. National surveys of public opinion, when com-
bined with analysis of prevailing social conditions in spe.ific
time periods, provide a crude index of public attit: des toward
higher education. This index can be presented in the form of a
capsule description of trends in societal conditions and public
opinion at five-year intervals between 1965 and 1985.

To facilitate analysis, two dimensions of pubiic opinion
toward higher education are presented for each time frame: (1)
public attitudes toward social institutions r:flected in survey
data, and (2) nationa' survey data describing public perceptions
of colleges and universities. Concepts of psychological well-
being and ill-being are then introduced to explain vanation in
opinion among individuals and groups associated with changing
societal conditions. Finally, a series of postulates explain varia-
tion in public opinion as a function of change in i1 Yividual lati-
tudes of acceptance and rejection applied to higher education
during periods of societal transition.

Changing Public Attitudes and Perceptions

1565-1576

Societal conditions. In the mid-1960s, economic prosperity
was on the rise with record growth in auto production, steel,
capital spending, personzl income, and corporate profits. Un-
employment fell to 4.1 percent, while college enrollment in-
creased by 12.2 percent in 1964-65. Concurrent with the
commitment of the United States to the Vietnam War, college
graduates faced the largest starting salaries ever offered by
business and industry. The focus of legislation was on social
security, health care, medicare benefits, and environmental pol-
lution.

In 1967, violence erupted 1in American cities, and disparate
incomes between social groups brought on the loss of unifying
purpose and a tide of fruswation. The president’s popularity de-
clined and inflationary signs (federa! deficit, rising interest
rates, and pressure on the dollar) appeared as the economy be-
gan to weaken. The Scholastic Aptitude Test came under at-
tack, and college attendance became the norm as public
colleges and universities experienced unprecedented growth in
enrollments. New two-year colleges opened at a rate of 65 per

Higher Education and the Public Trust
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year, students demanded more attention to teaching, and col-
leges began to spend time and resourc s on public service as a
method to address social problems.

The 1960s closed with a nation divided and demoralized by
the Vietnam War. Campus unrest and violence mn the cities
worsened, and patriotism surfaced in the middle class as a
counterpart to wide-ranging attacks to public- and private-sector
institutions. Strikes by public employces became commonplace.
Richard Nixon was clected to the presidency on a platform of
law and order. On college and university campuses, faculty
sousht academic reforms and curricular relevance to social
change. The growing impatience of the public with campus dis-
order widened the gap between the academic world and the
larger community.

Public epinion. Does a relationship exist between discontent
and public opinior toward social institutions? Survey research
data describing public opinion reveal that confidence 1 major
social institutions in American socicty declined steadily be-
tween 1965 and 1970. Surveys conducted annually by Lowis
Harns and Associates between 1967 and 1971 show that public
confidence in the leaders of nine major social institutions de-
creased from an average of 43 percent expressing a *‘great deal
of canfidence™ in 1066 1o 27 percent exprossing the same
amount of confidence in 1971 (Louis Harris and Associates
1978). The greatest declines were noted for the mulitary, major
companies, and colleges and umversities.

Although efforts to link change in public opinion with
change m socictal conditions are a risky venture at best, public
opmion experts attributed the dechine in public confidence in
colleges and universities between 1965 and 1970 to unrest on
campuses and growing skepticism about the capacity of faculty
and administrators to control aggressive behavior that would be
considered criminal in general society (Louis Harns and Asso-
ciates 1978). Bills introduced into state legislatures to curb
camipus disorder, although unenforceable and unconstitutional,
drew widespread public support. Demands for accountability
rosc among specific social groups outside colleges and universi-
tics—the young and middle aged, the highly cducated, whites,
and thosc living in or near metropolitan centers—as explana-
tions for campus unrest and justifications for tolerance of disor-
der failed to gain support (Kleiman and Cleinznte 1976). At the
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same time, the public felt that favorable economic conditions
were beginning to deteriorate as inflation heated up and unem-
ployment rose.

In sum, public confidence in college and university ieaders
appeared to decline as questions were raised about the capacity
of campuses to control student unrest, to address the harmful
effects of economic downturn, and to demonstrate accountabil-
ity in relationship to public needs and expectations. Increas-
ingly, colleges and universities became the target of public
skepticism about their capacity to alleviate social problems.
They no longer carried the status of sacrosanct institutions in
American society.

1971-1975

Societal conditions. The 1970s began with rencwed unrest on

the campuses and the shootings at Kent State University. In

1972, 18-year-olds got the vote, the structure of the American

family changed rapidly, and young couples lived together out-

side marriage. Youth lived in communes. Rebellion against au-

thority was o widespread attitude among youth. A mass exodus

occurred from rural to metropolitan areas. Nixon withdrew

troops from Vietnam while moving to open dialogue with

China. Heavy government controls were placed on the econ- |
omy—maost wagee nrices, Tents, and dividende were con |
trolled—and a 10 percent surcharge was applicd to imports. |
Unempioyment stood at 6.2 percent in 1972. The public mood }
shifted to increased conservatism in reaction to the countercul- ‘
ture of the 1960s and excessive welfare spending. The Water- |
gate break-in in 1972 and the oil crisis and sudden o1l shortage |
in 1973 crippled the nation and led to a general crisis of au- ‘
thority and trust.

Richard Nixon resigned in 1974, and a prolonged economic
recession began. The national output of goods and services de- |
clined by 7.5 percent in the last quarter of 1974, new car sales |
plunged 26 percent below the previous year, and unemploy- i
ment rose to 7.1 percent. New York City teetered on the brink
of bankruptey in 1975, and Congress passed an energy bill to
allow oil puices to rise as a method of increasing supply. By
the elose of 1975, antigovernment conservatism became the
party line of staturc-seeking politicians, and Jimmy Carter was
soon to be elected president. Unemployment stood at 8.3 per-
cent; the United States was struggling to recover from a depies-
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sion, the Vietnam War, and the Watergate break-in. The mood
of the public was one of concern about moral leadership, sim-
plicity, and the direction of social institutions.

Colleges and universities moved to implement reforms in un-
dergraduate education in response to students’ calls for change
in the structure and content of curricula. Grading standards and
course requirements were relaxed, pass-fail options were ntro-
duced, plans for “‘universitics without walls’ were developed,
and new courses were introduced into the curriculum to satisfy
special interest groups.

Public opinion. Public opinion surveys conducted between
1971 and 1975 showed sclective decline in the public’s confi-
dence in the leaders of social institutions. The level of confi-
dence in leaders increased for some institutions (television news
and the press), while it decreased for others (the military, ma-
jor companices, Congress, and the executive branch of federal
government) and remained stable for a third group (colleges
and universitics, the U.S. Supreme Court, organized religion,
and organized labor). A 1975 Harnis survey showed 55 percent
of the general public indicating that college and university lead-
ers “‘really know what people want” (see table 1), which com-
pared tavorably to most organized groups and institutions.
Public attention centered on military, industrial, and political
leaders as an important force in the nation’s economy.

Labor, government, military, and business and industry lead-
ers were viewed as having difficulty comprehending the chang-
ing values and aspirations that had taken over the country.
Serious and constructive approaches to problems of inflation,
recession, energy, and other issues having to do with the qual-
ity of American life were lacking but necessary. College and
university leaders were credited with understanding students’
and faculty members’ aspirations as reflected in curriculum re-
forms, changing academic requircments, and new instructional
delivery systems (Louis Harris and Associates 1975). Questions
mounted, however, about the value and costs of higher educa-
tion. In a 1974 repiicated study of survey rescarch on public
attitudes tow~rd higher education originally conducted by the
Institute for Social Rescarch in 1963, the National Opinion Re-
scarch Center found important strands of change in the public’s
perception of colleges and universities. Between 1963 and
1974, it was discovered that:

18
O

ERIC

Aruitoxt provided by Eic:

w
B~




TABLE 1

PUBLIC PERCEPTION OF LEADERS’ CAPACITY TO
KNOW WHAT PEOPLE WANT (PERCENT)

Really Know
What People Mostly Not
Want Out of Touch  Sure

People running for office 69 21 10
Television news 66 24 10
Banks 64 24 12
The press 59 29 i2
Colleges and universities 55 34 11
Local government 47 40 13
State government 46 4] 13
Organized labor 45 39 16
Law firms 45 38 17
Organized religion 44 40 16
Major companics 39 50 11
The mulitary 38 44 18
The U.S. Supreme Court 38 43 19
The White House 35 St 14
The executive branch of 34 50 16
the federal government
Congress 34 34 12

Source: Lows Harris and Associates 1975,

1. A smaller percentage of the public in 1974 thought it was
“more”” important for a high school graduate to go to
college than it was 10 years earlier (82 percent compared
to 96 percent).

2. A larger percentage of the public thought “‘young people
are in some ways not so good after going to cotlege™ (55
percent in 1974 compared to 42 percent in 1963).

3. A smaller percentage of the public in 1974 thought *“it
would be a good thing for this country if more students
could go to college than go now”’ (66 percent compared
to 82 percent).

4. A larger percentage of the public thought ““the country
spent too much money on higher education and too many
young people were attending college’ in 1974 (19 per-
cent) compared to 1963 (5 percent).

’ Thus, the coalescence of powertul events (economic depres-
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sion, Watergate, and the ol crisis) tainted the public’s confi-
dence in all social institutions, including higher education.
Change in the expression of public confiderice was most promi-
nent for institutions viewed as having a direct link with the
economy, the oil crisis, or Watergate. Colleges and universities
concentrated on activities that would build public support rather
than criticism —development of new curricula, public service
initiatives, and students’ involvement in decision making. The
line between campus and community grew thinner as a result of
those efforts. As the costs of college attendance continued to
increase and barriers between town and gown began to erode,
efforts escalated to bring new standards of accountability to
colleges and universities (Hechinger 1977). Public opinion
toward higher education was dualistic, reflecting, on the one
hand, satisfaction with efforts to impreve the relevance of edu-
cation to external groups and, on the other, dissatisfactior: with
rising costs.

1976-1980

Societai conditions. Jimmy Carter was elected president in
1976. For the first time in more than 12 years, the nation was
at peace abroad and at home. The crime rate dechned, and
birth and marriage rates rose in 1977. Charities reported sharp
increases in donations. Firancial aid policies came under re-
view as efforts were made to offset rising tuition costs. Volun-
tary wage and price restraints were imposed in 1978, setting
the stage for confrontations between labor and management. By
1979, labor negotiations were under way in the rubber, textile,
electrical, and automobile industries, and buyers’ dependence
on foreign products as a method to restrain prices had begun to
increase. The public sentiment favored balancing the federal
budget through outlawing deficit spending. When Ronald Rea-
gan was elected president in 1980, pressure for immigration
was massive. Violence erupted in cities ke Miami as explo-
sive growth of the immigrant population changed the fabric of
relationships among social groups and civic authorities. Interest
rates approached a record high of 20 percent during the first
quarter of 1980 but declined to 11 percent by the summer. The
consumer became sovereign in postsecondary education as col-
leges implemented new marketing strategies to offset the de-
cline in high school graduates. Disparities between public and
private institutions of higher education intensified as colleges
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and universities engaged in head-to-head competition for stu-
dents and resources.

Public opinion. When Ronald Reagan prepared to take office
in November 1980, public confidence in the leadership of so-
cial institutions hovered just above the all-time lows recerded
during previous years. The number of citizens expressing a
great deal of confidence in the major institutions was so low
that social institutions were struggling to maintain any real
credibility with the publics they served. A Harris survey of a
cross-section of 1,199 adults in November 1980 revealed that
public confidence in the leaders of major social institutions de-
clined steadily between 1977 and 1980 (see table 2). Only 16
percent of the population expressed a great deal of confidence
in leaders running major corporations—down from 23 percent
who felt that way in 1977 and 55 percent in 1966 (Louis Harris
and Associates 1980). Similar declines between 1977 and 1980
and 1966 and 1980 were noted for medicine, the Supreme
Court, organized religion, the executive branch of the federal
government, the military, and higher education institutions. For
all social institutions, the highest ratings were assigned to col-
lege and umiversity leaders, with 36 percent of the public ex-
pressing “‘high confidence.”

A 1978 survey of public confidence in major social institu-
tions by the National Opinion Research Center disclosed find-
ings similar to the Harris survey. The percentage of the
population expressing a great deal of confidence in the leaders
running social institutions had declined since the early and mid-
1970s to the following levels in 1978: medicine—45 percent,
organized religion—38 percent, the military—31 percent, major
companies—31 percent, education—29 percent, the U.S. Su-
preme Court—23 percent, the executive branch of the federal
government—13 percent, and organized labor—12 percent.
When data were refined to examine subgroups’ perceptions of
confidence in the leaders of educational institutions, interesting
differences emerged among the groups. A greater ; >rcentage of
persons in the age group 50 and older (32 percent) expresszd
high confidence in educational leaders, compaied to persons 18
to 24 years (29 percent). Among whites, the percentage ex-
pressing high confidence was 27 percent, whereas for non-
whites it was 42 percent. And college graduates were less apt
to feel confident about educational leaders than those with less
than a high school education.

College
graduates
were less apt
to feel
confident
about
educational
leaders than
those with
less than a

high school
education.
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TABLE 2

HIGH CONFIDENCE IN LEADERS OF SOCIAL
INSTITUTIONS (PERCENT)

11/80 2/79 8/78 11/77 3/76 3/759/749/73 2/66
Higher education

institutions 36 33 41 41 31 36 40 44 6l
Medicmne 34 30 42 55 42 x 49 37 M3
Television news 29 37 35 30 28 34 32 41 x
The military 28029 29 31 23 25 29 40 ol
The U.S. 27 28 29 31 22 x 34 33 50

Supreme Court
Organized 2220 34 34 24 x 32 3 41

religion
The press 19 28 23 19 20 24 25 30 29
Congress 18 18 10 15 9 11 16 x 42
The White House 18 15 14 26 11 13 18 18 x
The executive 17 17 14 23 11 x 18 19 4]

branch of the

federal gov-

ernment

Major companies 16 18 22 23 16 18 15 29 55
Organized labor 14 10 15 1S 10 16 18 20 22
Law firms 1316 18 16 12 x 17 24 x

x = Not asked
Source: Louts Harnis and Associates 1980.

In summary, 1976-1980 witnessed a continuing deciine in
public opinion toward social institutions and the accentuat.on of
groups’ differences in attitudes toward higher education. Insular
thoughts and actions were the watchwords of the times, as
changing economic, political, and social conditions forced con-
sumers to look inward for meaningful interpretations of events
and circumstances. Growing frustration with the economy and
the labor market precipitated questions about the value of a col-
lege degree. Lacking reliable data about student cutcomes in
work and further ed. ation, college officials provided only par-
tial answers to questions about benefits and costs, thereby add-
ing to the public’s skepticism. Faced with mounting calls for
accountability and reform and cognizant of dire economic and
demographic forecasts, college administrators embraced market-
ing and planning strategies to alter the direction of public opin-
ion and to improve resources.




1981-1985
Societal conditions. The first year of the Reagan Administra-
tion began with substantial budget cuts, slowing the growth of
federal spending and shrinking the amount of revenue to social
programs by 23 percent. A threc-year cut in income taxes was
passed, resulting in reduction in the size of government and
stimulation of productivity in the private sector to curb infla-
tion. Management achieved the upper hand in labor relations,
and unemployment rose to 9 percent in the last quarter of 1981.
By July 1982, unemployment had increased to 11 percent and
interest rates were beginning to decline, stimulating increased
sales of stocks and bonds. With improved corporate production
in 1983, unemployment fell, personal income rose, and the rate
of inflation declined. The federal deficit began to balloon and
interest rates incrzased as government requirements for credit
expanded in proportion to the deficit. Technological change in
different s=ctors of the labor market altered the approach to
management and thinned the labor force as inefficient plants
were closed and obsolete jobs eliminated. The economy diver-
sified to irclude a new emphasis on service and high- and low-
technology industries. Disparities among levels of income and
education for different population groups loomed on the hori-
zon as a significant social issue. By 1985, the federal budget
deficit had risen to $200 billion, American farmers were awash
in red ink as farm foreclosures became more common, and the
focus of the federal government shifted to consideration of al-
ternative policies to reduce the budget deficit. Curriculum re-
form became a subject of importance for colleges and
universities, following a succession of national reports descnb-
ing aging postsecondary education facilities and staff and frag-
mented undergraduate curriculum.

Public opinion. Public confidence in the leaders of major so-
cial institutions rose stcadily between 1980 and 1985. A 1984
Harris survey of a cross-section of 1,247 adults nationwide in-
dicated the largest increase in public confidence in the leaders
of social institutions in a one-year period (1983-84) since 1966
(see table 3). Although the level of public confidence in institu-
tions remained well below what it was in the mid-60s, the per-
centage of the public c.pressing high confidence in the leaders
of 12 social institutions between 1980 and 1984 rose six points.
Public confidence in college and university leaders gained four
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TABLE 3
CONFIDENCE IN LEADERS OF SOCIAL INSTITUTIONS (PERCENT)

1984 1983 1982 1981 1980 1979 1978 1977 1976 1975 1974 1973 1972 1971 1966

The military 45 35 31 28 28 29 29 27 23 24 33 40 35 27 6l
Medicine 43 35 32 37 3 30 42 43 42 43 50 57 48 61 73
The White House 42 23 20 28 18 15 13 31 11 X 28 18 X X X

Major cducational institutions, suchas 40 36 30 34 36 33 41 37 31 36 40 44 33 37 6l
colleges and universities

The U.S. Supreme Court 35 33 25 29 27 28 29 29 22 28 40 33 28 23 50
Congress 28 20 13 16 18 18 10 17 9 13 18 x 21 19 42
TV news 28 24 24 24 29 37 35 28 28 35 31 41 X X X
Organized religion 24 22 20 22 22 20 34 29 24 32 32 36 30 27 4l
State governments 23 18 x X X X 15 18 16 «x X 24 x X X
Local governments 23 18 x X X X 19 18 21 X X 28 X X X
Major companies 19 18 18 16 16 18 22 20 16 19 21 29 27 27 55
The press 18 19 14 16 19 28 23 18 20 26 25 30 18 18 29
Law firms 17 12 x x 13 16 18 14 12 16 18 24 «x X X
Organized labor 12 1 § 12 14 10 15 14 10 4 18 20 15 14 2
x = Not asked N -
O uis Harns and Associates 1984. ’ g
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percentage pornis between 1980 and 1984 while falling to
fourth position in confidence ratings behind the military. medi-
cine, and the White House. In 1984, 40 percent of the popula-
tion expressed a high level of confidence in college and
university leaders compared to 36 percent in 1980 and 61 per-
cent in 1966.

Data for a Gallup poll collected in 1983 and 1985 from a
random sample of 1,528 adults nationwide revealed that a
growing number of citizens assigned high value to higher edu-
cation. Ninety-one percent behieved a college education was
“‘very important” or “*fairly important,”” compared to 89 per-
cent who responded that way in 1983 and 82 percent who did
so in 1978. Only 7 percent indicated a college education was
“not too important’” (Gallup 1985).

Surveys conducted by Group Attitudes Corporation between
1982 and 1984 to determine how adults in the United States
viewed colleges and universities revealed different perceptions
of postsecondary education, depending on group characteristics.
More than one half (54 percent) of an unweighted random sam-
ple of 1,188 adults 18 years of age and older throughout the
United States believed that the knowledge gained in college 15
“very important” for later life. Another 37 percent thought a
college education is “‘somewhat important’ for later life, while
only 2 percent thought it is “‘not at all important.”” When atten-
tion shifted to public opinion about the overall quality of col-
lege education in the United States between 1982 and 1984 —
the period immediately preceding the development and release
of sponsored reports assessing the condition of higher educa-
tion—the results were mixed. In 1982, 72.5 percent rated the
overall quality of a college education ““excellent’” or “good.”
In 1983, the comparable proportion was 68.1 percent and in
1984, 66.9 percent. The number of individuals who rated the
quality of a college education as excellent in 1684 (15.6 per-
cent) increased slightly, however, compared to the proportion
(13.5 percent) who did so in 1983.

Over four out of every 10 respondents in 1984 believed that
the quality of a college education in the United States was gen-
erally improving (43.5 peicent), and 32.6 percent believed it
was staying about the same (see table 4)—a sharp increase over
1983, when 36 percent believed the quality of a college educa-
tion was getting better, and 36.5 percent felt it was staying
about the same. In 1983, 16.7 percent believed that the quality
of a college education was getting worse. In 1984, the compa-
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Total

Income Level

Less than $15,000
$15,000 to $24,999
$25,000 to $39,999
$40,000 or more

Education Level
No college
Some coliege
College graduate

Region

New England
Middle Atlantic
South Atlantic

East South Central
West South Central
East North Central
West North Central
Mountain

Pacific

Sex
Female
Male

Question: Would you say the overall quality of college education is generally improving, getung better . . .

not relly changing at all . . ., generally declining, getting worse?

IToxt Provided by ERI

Generally
Improving

43.5%

37.6
46.7
44.6
41.7

43.4
44.8
42.0

40.9
42.2
43.7
48.1
48.8
40.5
45.9
52.6
39.5

42.6
44.8

Jroup Attitudes Corporation 1984,

TABLE 4
IS THE QUALITY OF A COLLEGE EDUCATION GETTING BETTER OR WORSE?

(Weighted N = 1,005)
Staying Generally
About the Same Declining

32.6% 13.3%
36.2 14.6
33.0 9.8
28.5 19.3
36.2 13.4
33.0 11.8
32.0 13.8
32.0 18.2
36.4 10.6
38.0 11.8
32.1 15.3
34.2 7.6
23.8 13.8
32.9 16.2
324 10.8
18.4 13.2
30.9 16.0
33.5 12.1
31.4 14.9

d )

-

Don't Know/
No Opinion
10.6¢

11.7
10.5
7.6
9.4

11.8
9.9
9.9

12.1
8.0
8.4

11.4

12.5

10.5

10.8

15.8

14.8

11.9
9.0

. staying about the same,




rable proportion was 13.3 percent. Individuals who had gradu-
ated from college were more apt to feel that the quality of a
college education had declined (18.2 percent) than those who
had been to college but had not earned a bachelor’s degree
(13.8 percent) or those who had never gone to college (11.8
percent). Individuals who earned between $25,000 and $40,000
a year also were highly critical of the quality of a college edu-
cation, with 19.3 percent contending that quality had de-
creased, compared to 15.7 percent in 1983.

In sum, dual forces of economic growth and technological
change sparked improvement in consumers’ confidence. Public
confidence in the leaders of most social institutions rose dra-
matically between 1981 and 1985. Higher education leaders
ranked fourth behind leaders in the military, medicine, and the
White House in confidence ratings. With the economy on the
upswing, inflation under control, and knowledge of technology
important for mobility in the iabor market, college attendance
became an important investment in the future. Although doubts
lingered as to the quality of a college education, educational at-
tainment had become the key to financial security in the minds
of many college-age and adult learners.

Psychological Well-Being and 1ll-Being

Projecting institutional stature as a product of the relationship
between prevailing societal conditions and public opinion is
characterized by 2 high degree of uncertainty. Public sentiment
toward social institutions and leaders will invanably generalize
to colleges and universities unless decision makers are able to
cultivate a perception of distinctiveness that places higher edu-
cation on a higher plane than other institutions. Sociological
theory provides some insights into how this phenomenon oc-
curs.

Individuals react positively or negatively to colleges and uni-
versities based on their affective feeling in response to societal
conditions and their cognitive impressions of satisfaction or dis-
satisfaction that color impressions of objects and events —what
might be called “‘psychological well-being or ill-being™
(Campbell 1981). Conventional thinking generally assumes that
a close and predictable relationship exists between the quality
of objective circumstances in which individuals live and the
quality of their subiective experience (Campbell 1981; Camp-
bell, Converse, and Rogers 1976; McKennell 1978; U.S. De-
partment of HEW 1969). Well-being is a reflection of objective
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conditions: the average family income, the number of houses
and automobiles owned, the number of children in schools and
colleges, the average length of the work week. the Lapacity to
acquire and pay for quality health care, the amount of income
available for discretionary purchases. Institutions that contribute
to the acquisition of goods and services serve as an instrument
through which individuals enhance their feelings of well-being
(Campbell 1981). Colleges and universities contribute to well-
being by sponsoring academic degree programs, the successful
comgletion of which propels students into higher-paying jobs
that ultimately lead to improved socioeconomic circumstances.

The relationship between the affluence of socioeconomic cir-
cumstances and well-being is not always direct, however. Indi-
viduals respond to societal conditions and features of the
environment, not within the limits of their objective reality but
as they are perceived. The perceptual field of the individual
contains a mixture of facilitating and inhibiting conditions that
influence the capacity to achieve a sense of well-being and to
view instiutions positively. Over the last 20 years, income has
tended to lose its force as an indicator of well-being, especially
among college-educated citizens (Campbell 1981). Numerous
research studies have shown that as a society becomes more af-
fluent, 2 smaller number of individuals will achieve a sense of
well-being through favorable objective circumstances (Barnes
and Inglehart 1974; Lane 1978; Scitovsky 1976; Walster,
Walster, and Berscheid 1978). Studies of the populations of
seven European countries reported a ““shift fron; a primary con-
cern with material well-being and physical security toward
greater zmphasis on the quality of life and self-realization”’
with increasing affluence (Barnes and Irglehart 1974).

Despite the general consensus reflected in research on the re-
lationship of objective circumstances and psychological well-
being, a debate continues as to the effect of societal change on
individual needs and perceptions of social institutions. For ex-
ample, students entering American colleges and universities in
Fall 1984 and after—a time of continuing economic growth,
advancing technology, structural change in the labor market,
changing family structure, and the rise of social issues like
structural unemployment, generational poverty, and unequal in-
comes—have undergone a change in values from altruism to
self-aggrandizement (Astin et al. 1985). Of a sample of
182,370 new freshmen at 345 colleges and universities partici-
pating in the Cooperative Institutional Research Program, more
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students than ever in the 19 years of the program (67.8 percent)
indicated a “‘very important’” reason for attending college in |
1984 was to be able to make more money (Astin et al. 1985). ;
The survey data also revealed that 71.2 percent of the fresh- |
men, when asked what objectives they considered important, |
said they hoped to be ““well off’” financially.
This information raises questions about determinants of col-
lege and university stature in periods of social change. Is stat-
ure a function of favorable perceptions of the capacity of higher
education to produce benefits that improve objective circum-
stances in life? Is it a reflection of institutional capacity to fa-
cilitate self-realization through improvement in the quality of
life during periods of economic prosperity? Is it a function of
public perception of distinctiveness in goals, operations, and
performance that distinguishes colleges and universities from
othc  ses of organizations? Is stature a function of all of these
factors working in combination to contribute to a certain ““fun-
damental trust’” in higher education?

Postulates Derived from Research

Analysis of public opinion survey data in the context of chang-
ing societal conditions leads to a series of postulates that fur-
ther understanding of stature in colleges and universities.
Although these postulates are derived primanly from examining
higher education as a social institution, they also can be applied
to local institutions.

1. Individuals and groups react to colleges and universities
as they see them, not as they objectively are. Perceptions
of institutional stature are influenced by the values, ex-
pectations, experience, and personality traits individuals
bring to the situation.

2. Institutional stature is an attitude or perception that de-
rives in part from an individual’s views of his or h~r con-
temporary situation. It depends on the subjective
characteristics of the individual (age, level of education,
income, et cetera) and objective characteristics of the situ
ation (time, place, societal conditions, and so on).

3. Institutional stature is comprised of two components—
“satisfaction/dissatisfaction” and “‘positive and negative
affect.”” A positive opinion expressed by important con-
stituencies in relationship to information published by col-
leges and universities describing the success of graduates
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in attaining higher-paying jobs is an aspect of positive or
negative affect. Satisfaction and affect are related, but
they are not identical; in some circumstances, they may
move in opposite directions.

4. Satisfaction/dissatisfaction is a function of the gap an in-
dividual perceives between prevailing societal conditions,
his or her needs and expectations, and institutional per-
formance in producing benefits that satisfy needs.
Changes in level of satisfaction may result from change in
societal con ‘ions, change in individual needs and expec-
tations, change 'n institutional performance, or all three.
The degree and direction of change may influence percep-
tions held by the individual of institutional stature.

5. Affect reflects the spontaneous feelings of interest, disin-
terest, or antipathy associated with events in the individu-
al’s immediate experience. These events are both
positively and negatively toned, and their sum determines
the individual’s perception of institutional stature.

6. Satisfaction and affect are necessary preconditions for
stature. The absence of either condition will serve to con-
strain stature in colleges and universities. The absence of
both conditions will effectively negate the perception of
stature.

In sum, public perception of the stature of colleges and uni-
versities is a product of satisfaction and positive affect deter-
mined by societal conditions, individual neeas and
expectations, and institutional performance. As the first dimen-
sion in the systems model, societal conditions have a discerni-
ble impact on public opinion. Although not easily explained in
a cause-and-effect relationchip with public opinion, sensitivity
on the part of faculty and admu:istrators to a relationship of
this type is important. They shouid also understand the relation-
ship between societal conditions and other dimensions in the
systems model—attributes of the academic organization and do-
mains of institutional activity (performance) affecting outputs—
to achieve a better urderstanding of how stature develops and
how it can be improved.
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ATTRIBUTES OF ACADEMIC ORGANIZATION
AND PERFORMANCE

The academic organization of colleges and universities always
has had an acknowledged effect on the relatiunship of the insti-
tution to its external environment, yet certain propertics of the
academic organization resist change (Baldridge 1980; March
1982; Pfeffer and Salancik 1978; Weick 1978. Viewed in the
systems model presented in figure 1, the academic organization
is a looscly coupled structure that receives, filters, and acts (in-
action is a form of action) on cues coming from the external
environment. Specific attributes (goals, activity domains, gov-
ernance, rmanagement practices, academic policies, and so on)
facilitate or impede institutional responses to external cues,
thereby determining stature by shaping the relationship between
the institution and important constituencies in its environment.

The literature on complex organizations reveals how institu-
tions change their activity domains to improve their relationship
to the external environment and the effect of those changes on
organizational stature and performance in periods of changing
social values and customs. For example, while the YMCA was
originally evangelical and religious in nature, as American soci-
ety secularized, so also did the organization, emphasizing more
the recreational and educational activities of its operations (Zald
and Denton 1963). An examination of the Tenncssee Valley
Authority’s history also reveals the alteration of activity do-
mains to enhance stature and to obtain public support (Selznick
1949). Changing public expectations that antiquate institutional
activity domains and that appear inimical to the professional in-
terests of college faculty and staff have frequently been the fo-
cus of institutional efforts to reconfigure activities to match
external needs and expectations (Dowling and Pfeffer 1975). In
recent years, colleges and universities have moved to imple-
ment innovative curricula (weekend colleges, continuing educa-
tion, distance learning, community-based education, for
example) and marketing strategies to stabilize enrollment and to
attract resources (Hilpert and Alfred 1987). In this process, the
implicit goal of completing a degree in the structured activity
of academic programs has been deemphasized in favor of flexi-
ble programs to accommodate increasing numbers of adult
learners.

In theory, colleges and universities are rational institutions
organized to meet the educational needs and expectations of in-
dividuals, groups, and organizations through a hierarchical sys-
tem to bring action in a comprehensible social structure (March
1982). The problem with this portrait is that colleges and uni-
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versities cannot be viewed as rational organizations. The do-
mains of activity pursued by faculty and administrators do not
necessarily reflect common goals, nor do they center exclu-
sively on the satisfaction of public expectations. Faculty and
admunistrators act on the basis of limited comprehension of the
external environment. They are boundedly rational rather than
completely rational. They have incomplete information and
modest capabilities for processing information (March 1982).
They pursue self-interests that may or may not be congruent
with the goals of the organization. They are part of an organi-
zation that is responsive to public expectations but also insu-
lated from these expectations by virtue of organizational
characteristics like goal ambiguity, professionalism, problem-
atic technology, and environmental vulnerability (Baldridge et
al. 1978).

Distinguishing Characteristics of the Academic Organization
What are some distinguishing attributes of the academic organi-
zation? What role do they play in determining stature in col-
leges and universities? And how are academic institutions
similar to or different from other types of organizations? Simi-
lar to other organizations, colleges and universities have goals,
hierarchical systems and structures, decision-making processes,
and a burecaucratic administration that handles routine business.
Unlike other organizations, however, they face continuing
problems with vague, ambiguous goals, technology, and deci-
sion processes. They must grapple with a high degree of con-
flict and uncertainty 1n a loosely coupled organization (Weick
1978). Colleges and universities maintain responsiveness but
also insularity in relationship to the publics they serve. Faculty
requirc autonomy in work and maintain divided loyalties within
the institution (Katz and Kahn 1978). They believe that only
peers can judge their performance, and they reject the evalua-
tions of others, even those who are technically their superiors
in the organizational hicrarchy (Baldridge et al. 1978). These
characteristics undercut the capacity of the institution for quick
response to changing needs. Over time they channel output and
determine satisfaction and affect among multiple publics inter-
acting in specific ways with the institution.

The outputs produced by academic organizations are not nec-
essarily compatible with the needs and expectations of the pub-
lics served. Inactivity and insulation prevail among the faculty
in academic organizations. Most faculty find management and
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policy making uninteresting and unrewarding activities that are
better left to administrators (Baldridge 1971; Mortimer and
Tierney 1979). When faculty do participate in policy decisions,
such participation is fluid and situational (Baldridge et al.
1978). They move in and out of the decision process, rarely
spending much time on a given issue. Fragmentation of faculty
and administrators into interest groups with different goals and
values culminates in conflict, which focuses the attention of
professional staff on intraorganizational problems rather than on
organization-environment relationships.

Organizations characterized by a high degree of insulation
and fragmentation among staff essentially must forge agree-
ments with broad factions incide and outside the college in the
pursuit of goals and the production of outputs. These factions
may have common or competing interests. Their impact is to
magnify the effort required of administrators in representing
multiple interests in the decision process and to call attention to
the process of making decisions, not to the outcomes {(Alfred
1987). To ciitics, this situation symbolizes the detachment of
colleges and universities from the publics they serve. Institu-
tions are best able to improve stature by matching programs
and resources with opportunities, thrcats, and needs 1n the envi-
ronment (Cope 1931; Hearn and Heydinger 1985; Thomas
1980). Excessive attention to issues of internal governance in-
sulates the college from its environment, thus limiting opportu-
nities to enhance stature.

Performance Attributes
Even if colleges and universities were organized to encourage
rationality and flexibility in relationships between the institution
and its environment, formidable problems would stand as ob-
stacles to enhancing stature. Researchers and practitioners alike
acknowledge the complexity, diffuseness, and ambiguity that
typify educational goals and outcomes. Some have suggested
that without meaningful and measurable objectives, it is impos-
sible to assess the effectiveness of higher education (Chickering
1981). The problem with studying performance in colleges and
universities lies in the fact that they are loosely coupled organi-
zations without a core group of performance criteria that are
relevant to organizational members, applicable across subunits,
and comparable across institutions (Cameron 197§).

To understand the impact of inadequatc performance criteria
on instituticnal stature, it is nec .ssary to recognize what stands
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mn the way and how public opinion might improve through as- |
sessing performance. Four obstacles stand in the way of mea-
suring performance in colleges and universities:

1. Lack of visible commitment. Most colleges and unversi-
ties, particularly in the public sector, are multipurpose
enterprises. Research, graduate instruction, and public

L service compete with undergraduate teaching for attention
from faculty and administrators alike. And in the absence
of incentives to the contrary, faculty follow the demands
of their disciplines and trawming in approaching these
tasks. Morecver, many institutions [that] concentrate ex-
cluswely on undergraduate teaching, especially commu-
nity colleges, are characterized by considerable internal
diversity in both cl'entele and in instructional goals. This
diversity is contrasted with blandness of the majority of
college and university mission statements and of most
other public pronouncements of what the institution is
about. Such statements are remarkable more for their
sameness than their distinctiveness and give little sym-
bolic focus for collective action.

2. Fragmented responsibility. 4 second major obstacle to
performance measurement is the fragmented nawre of re-
sponsibility for student success. For the most part, the ef-
fectiveness of undergraduate instruction, particularly in
general education, is everybody’s business but nobody’s
explicit responsibility. Considerable division of labor with
respect to student development generally means that dif-
ferent individuals or offices are charged with dealing with
particular “‘pieces” of students. There is generally no
single place in the institution [that] can monitor or be
held accountable for undergraduate performance as a
whole.

3. Lack of incentives for improvement. Reinforcing organi-
zational fragmentation is the lack of concrete reward for
improvement. In the public sector, institutional budgets
remain largely formula driven—a practice [that] encour-
ages quantity production rather than allowing quality im-
provement. Within institutions, the constraints of formula
budgeting are apparent in enrollment-based realloration
strategies and in the clear signals given to deans and fac-
ulty that the achievement of high numbers is important.
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These tendencies are magnified at most private institu-
tions at which planning is largely tuition driven.

4. Lack of acceptable information about outcomes attained.
A major reason for lack of incentives is that there is little
agreement about the basis on which they might be con-
structed. A root cause is the perception that instructional
effectiveness as defined in terms of actual outcomes is dif-
ficult to measure. Many difficulties underlie this central
theme. The first is purely cultural. Many of the presumed
outcomes of higher education are held to be in principle
unmeasurable, and attempts to assess them are resisted
purely on this basis. A second problem is disagreement
on what to measure. The intended outcomes of higher ed-
ucation are magnificently diverse and vary markedly
across institutions of different type. Furthermore, differ-
ent external constituencies have their own agendas about
which outcomes should be assessed and consequently re-
warded. A third problem is the fact that data on educa-
tional development are more complex than other kinds of
managerial data. Because such data are collected indi-
rectly through measurement instruments rather
than. . .directly [through observation] and because the
technology of measurement often involves the use of tech-
niques [that] are not immediately “‘face valid”’ to policy
makers, the difficulties of communicating their implica-
tions are considerable. Most institutional and state lead-
ers would rather make decisions on something they
understand. Finally, information on educational outcomes
rarely dircctly tells institutional leaders what action to
take. Unlike the kinds of numbers that managers are used
to working with, it is difficult to link a particular out-
come with a particular institutional policy or program
that needs changing. Such data more often highlight the
presence of a problem, provide a context for a decision,
or serve as a stimulant for discussion (Ewell 1987,
pp. 26-27).

These obstacles combince in complex ways to prevent institu-
tions from devoting systematic attention to assessment of per-
formance. They also demonstrate the difficulty that colleges
have in developing uniform definitions of effective performance
and in collecting information that can be used to document cf-
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fectiveness to the general public, states, and othei funding
sources. For example, lacking information about the relation-
ship between costs and benefits, is it possible for presidents to
say that effective performance is a function of the amount and
type of financial resources available to the college? Can they
say that performance will elevate when selective admissions
and retention standards are employed that certify student input?
Is effective performance a correlate of the academic credentials
and experience of faculty that certify students’ output following
college attendance? Unfortunately, none of these performance
criteria are adequate. Resources can be substantial but ineffec-
tively or inefficiently allocated. Students may be highly quali-
fied but grow and develop little during college. Faculty may
possess superb academic credentials but employ outdated ap-
proaches to instruction. Simply put, no uniform definitions ex-
ist for effective performance in colleges and universities, nor
has a consensus been reached about how it should be mea-
surad.

Finally, even if colleges had the resources and information
technology to measure performance, doubts would exist as to
their capacity to represent performance in meaningful ways to
the public. Communication is deemed effective when a con-
sumer receives information that fits a need or expectation. Con-
sumer expectations (and needs) applied to postsecondary
education are dualistic in nature, however. College and univer-
sity administrators are finding that individuals and groups—Ieg-
islators, business and industry officials, educational
coordinating boards, state agencies—maintain multiple vantage
points on the same issue, depending on the context in which
the issue is viewed (Alfred 1987). Issues and events are becom-
ing more complex. The number of ways in which they can be
viewed—and the number of constituencies viewing them—has
increased. In some cases, coalitions may develop among consti-
tuencies where none existed before. Coalition interests may
merge on a particular issue, in response to a particular event,
or in relationship to a specific outcome, even though their
stated positions would indicate otherwise (Alfred 1987).

Conclusion

Attributes of academic organization and performance may lunit
the capacity of institutions to assess and enhance stature
through responsiveness to public needs and expectations, espe-
cially in an era of changing accountability, expanded access to
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information, and complex issues. Certain attributes of the aca-
demic organization may influence institutional responsiveness
to external forces by delimiting domains of activity pursued by
faculty and admimstrators. One attribute —the loosely coupled
organization—may constrain the development of new programs
and services by insulating faculty and administrators from ex-
ternal cevents and perspectives. Fluid and situational participa-
tion by faculty in decision making based on membership in a
group may engender conflict that focuses attention on intraor-
ganizational problems rather than on relationships between the
organization and its environment.

A second attribute—ambiguous institutional goals and un-
clear performance objectives—may influence institution-
environment relationships by rendering colleges ineffective in
building positive relationships with constituencics. Current
strategies for communication may not be sufficient to overcome
thic problem because they fail to account for differential values
assigned to educational issues, events, and outcomes by multi-
ple constituencies.
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PRACTICES TO ENHANCE STATURE IN
COMPLEX ORGANIZATIONS

As demonstrated in the previous section, colleges and uni crsi-
ties differ sharply from other complex organizations n certamn
characteristics. All organizations have certain attributes 1n com-
mon, however (Weissman 1987). By nature, higher education
institutions and other complex organizations are open systems,
dependent on their environments (Katz and Kahn 1978). All
must make decistons about ccunomic resources, allocating
scarce resources among competing priorities; all operate
through an organization, getting tasks done through people; and
all are affected by a changing environment (Doyle and New-
bould 1980; Wasem 1978).

Eveny orgamization must perform a fimanaal function insofar
as money must be raised, managed, and budgeted according
to sound business principles. Every organization must per-
form a production funcuon i that it must concenve of the
best way of wrranging inputs to produce the outputs of the
orgamization. Every orgamization must perform a personnel
function in that people must be hired, trained, assigned, and
promoted i the course of the orgamization’s work. Every or-
gamzation must perform a purchasing function i that it nust
acquure materials i an efficient way through comparing and
selecting sowces of supply. When we come to the markeung
function, 1t 1y also clear that every organization perfors
marheting-like activities (Kotler and Levy 1978, p. 4).

This section examines the strategics and practices to enhance
stature 1n complex organizations. Colleges and universitics
seeking to improve their understanding of stature and how it
develops may profit from the expericnce of other complex or-
canizations. Business and industry, health care organizations,
iabor unions, and government agencies—all maintain continu-
ing interest in the advancement of organizational prestige with
product and scrvice markets. Although practices to enhance
stature used in for-profit organizations may have only a tencous
relationship to higher education institutions, several important
questions must be asked. What techniques can colieges and
unrversitics borrow from for-profit and from nonprofit orguniza-
tions 10 enhance stature? What practical steps can administra-
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and synthesis of information presented i this scctron,
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tors take to initiate efforts toward enhancing stature? The 1ssue
1s one of genceralizing to colleges and universities, given differ-
ent goale administrative structures, and funding sources.

For-profit Organizations

Enhancing stature in for-profit orgamzations, such as business
and industry, involves the development of a comprehensive, re-
alistic understanding of the product environment, the provision
of products and services that reflect corporate sensitivity to
consumers’ needs, and a management organization that projects
certain desirable attributes (for example, financial durability,
innovation, sclection and retention of quality staff). Stature ele-
vates over t:me as these organizations consistently deliver qual-
ity products and services to consumers and do so in a fashion
that communicates distinctive patterns of organizational behav-
ior in relationships with clients.

Business and industry

Business and industrial organizations today are more competi-
tive than they have been in decades. Deregulation of trucking,
arrlines, and a hotr of businesses has put the emphasis on sur-
vival. The breakup of the Bell System, the search for alterna-
tive sources of oil and energy, federal spending priorities, the
revolutions in computers, health care, teleccommunications, and
banking have all put new demands on public- and private-sector
organizations for corporate investment. A synthesis of the liter-
ature in trade and professional journals (Fortune, Business
Week, Forbes, Inc., Harvard Business Review) describing char-
acteristics and practices employed by successful organizations
reveals 10 key attributes that underlie stature:

® Visibility of products and services
Innovativeness

Abulity to attract, develop, and keep talent
Quality of management

Quality of products and services
Management’s responsiveness to crises

® Timeliness of strategic decisions

® Distinctiveness of operations

® Community and environmental responsibility
® Financial soundness and durability.

In looking at a corporation, the public is inclined to link the
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reputation of a company with the vistbiiny of uts products and
services, which includes factors like the company’s acronym
and trademark, market research, marketing and packaging,
product appearance, association, and progress advertising. Most
corporations use acronyms and trademarks to communicate a
specific image (Strenski 1984). For example, a commercial
bank might employ a design and colors on its logo to reflect a
message of security, integrity, and financial soundness (Diefen-
bach 1983). Similarly. product appearance identifies a company
with a discernible image. Between 1980 and 1985, the Howard
Johnson Company counted on tts traditional, middle American
market to fill hotel rooms and restaurants out of a sense of loy-
alty, irrespective of the condition of its products and services
(Business Wecek 1985). Since 1980, however, the company had
developed a reputation for bland, overpriced food and shoddy
accommodations; carnings were flat, and room occupancy de-
clined to 63 percent. In 1985, the corporation found itself need-
ing to spend $700 million for a new chain of hotels, plus an
additional $78 million to refurbish existing hotels.

Market rescarch, packaging, manipulation of events and situ-
ations to create platforms to enbance image, progress advertis-
ing, and imaging through association contribute to the public’s
recognition and confidence in corporate products and serviccs.
Market research on consumers’ attitudes toward corporate prod-
ucts and services and a broad range of confidence issues is a
common practice in business and industry (Mitchell 1983). The
1983 experience of the McNeil Corporation with Tylenol pro-
vides an excellent example of the value of market reseaich
enhancing stature.

In 1967, the McNeil Corporation mtroduced Tylenol, a new
nonaspirin pain reliever. to the consumer drug market. In the
1970s, the product line was expanded to include both tablet and
capsule forms. By September 1982, Tylenol had cornered over
37 percent of the pain reliever market (New York Times 17
September 1983), and McNeil executives were confident Ty-
lenol would take over 50 percent of the market by 1986 (For-
fune 29 November 1982, p. 45). In late September 1982,
however, the first of seven people died in the Chicago arca
after taking extra-strength Tylenol capsules that had been laced
with cyanide. As the tragedy struck, consuraers’ confidence m
the Tylenol product vanished, and by November, Tylenol's
share of th¢ market had dropped to 7 percent. Market analysts
predicted that Tylenol would never regain its market share and
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that the product line would cventually be forced out of the mar-
ket (New York Times 17 September 1983).

Believing they had a good product, the makers of Tylenol
implemented a marketing strategy to regain its share of the
market. An aggressive market research program produced some
startling findings: A large majority of people were aware that
Tylenol had been involved with the poisoning, believed that
Tylenol was not responsible for the deaths, were hesitant to
buy Tylenol in the future, and would come back to the product
if they had been frequent uscrs (Fortune 29 November 1982).
A strategic plan was prepared to recapture frequent users,
which involved repackaging the product in safety-sealed ca-
plets, persuading health care providers to begin recommending
Tylenol to patients, distributing discount coupons, giving dis-
counts to retailers, and replacing Tylenol discarded during the
scare at no cost (Powell 1986). Finally, a new advertising cam-
paign was started, emphasizing the trust—both past and pres-
ent—that customers had in McNeil products. The strategy
worked. By enhancing the product’s visibility and the public’s
trust, the company regained its 30 percent market share 1n less
than onc year.

Product visibility does not guarantee future profits and repu-
tational success for business and industry. Faced with changing
market forccs, corporations ar. using creative marketing and
packaging to create new images for old procducts by changing
the corporate name —Exxon (formerly Esso) and Navistar (In-
temational Harvester), for example —and replacing the corpo-
rate symbol (National Broadcasting Corporation) to cultivate a
modern, high-tech image for traditional products. Similarly, a
growing number of companies are employing strategies like as-
sociation and progress advertising to heighten consumers’ rec-
ognition and confidence in corporate products and services.
Employing the concept of association, Leader Federal Bank in
Memphis, Tennessee, enhanced the visibility of its services by
acting as a “‘credit enhancer” for a tax-exempt bond issue that
enabled the city to fund construction of a large apartment com-
plex (Spooner 1985). First Federal Savings Bank in Cleveland,
Ohio, sponsors a continuous series of advertisements designed
to inform depositors and the general public about the condition
of the institution and its progress in specific spheies of activity
(Spooner 1985).

A 1985 Fortune survey of 8,000 business exccutives, direc-
tors, and financial analysts showed capacizy for innovation to
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be an element critical to success in high-performance corpora-
tions like 3M, Rubbermaid, and Procter and Gamble (Hutton
1986). Three-M has established a plan to generate at least 25
percent of sales each year from products introduced in the pre-
vious five years. Part and parcel of an environment that encour-
ages experimentation and risk, innovation at 3M is perhaps the
key building block of stature with the general public. Rubber-
maid has introduced more than 500 new products 1n the past
five years, and Procter and Gamble has entered @ number of
new product categories. Both companies attempt to build stat-
ure through providing products to the public either in anticipa-
tion of emerging needs or in response to expressed needs.
Innovative corporations operate in accord with a principle of
linkage between social needs and the character of the organiza-
tion and its employees. These organizations base decisions
about product development, marketing, and withdrawal on the
attitudes and expectations of the public, trying to fit decisions
about products with what the consumer would “‘expect the or-
ganization to do.”” They undertake intensive strategic analysis,
evaluate performance continually and unsentimentally, and dis-
card money-losing operations in favor of experimental products
with new markets (Hutton 1986).

A third attribute of stature in business and industrial organi-
zations is the capacity to attract, develop, and keep talent.
Highly visible corporations like Exxon and Procter and Gamble
promote from within to attract, hold and develop commitment
i+ .alented employees (Hutton 1986). Recruiting is conducted
on college campuses on a discipline-by-discipline basis, and ca-
reer employment 1s encouraged. Executive development is per-
formed systematically through cross-training personnel in
different company divisions.

Studies of corporate reputation conducted by Fortune point
to the qualuty of management and the quality of products and
services as important attributes in Jjudging corporate stature.
Corporate style—the mtegrity and perceived expertise of offi-
cers, acts of friendliness by front-line staff, the attractiveness
and oiderliness of facilities, and the image established for a
company through presentations by officers—contributes to con-
sumers’ confidence in a company’s products aud services (Stan-
cill 1984). Corporate executives making ““folksy ™™ end
disorganized presentations for prime contracts or underbidding
the competition by one-half or even two-thirds for large proj-
ects undermine confidence in the company. Companies like the
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Chrysler Corporation und National Steel provide executives
with training in public communications to improve media skills
(Sheil 1982). Some companies (Continental Airlines, Kroger
Company, and Johnson & Johnson) have acquired and exam-
incd public opinion data related to consumers” interests, atti-
tudes toward labor, and confidence in social institutions to
determine adjustments in management philosophy required to
build or restore consumer confidence (Saporito 1983). Execu-
tives of Continental Airlines sought to change Continental’s im-
age from an airline with financial and management problems to
one with major union problems as a method to marshal public
support and confidence in the airline (Pauly et al. 1986). Tim-
berland, Inc., abandoning 20 years of practice as a family-oper-
ated business making quality, lower-priced boots, restructured
its approach to management to include the use of public opin-
ion data and public relations prograinming to transform a utility
product into a fashion item (Rhodes 1982). It increased prices
to equate cost with quality, purchased advertising space in ups-
cale magazines, and sought big-name stores to merchandise its
product. Between 1973 and 1979, company sales grew to $16
million as a small, family-owned company—through transfor-
mation 1n management and public recognition of product qual-
ity—converted a regional business into a national business with
a comprehensive market (Rhodes 1982).

Corporate responsiveness to crises implicit in management’s
efforts to improve or protect corporate image under emergency
conditions is a rapidly emerging attribute of stature in for-profit
organizatiors. Corporations can favorably or unfavorably posi-
tion themselves in a competitive market by their veaction to
crises like product tampering, natural disasters, and equipment
failure. Recent examples of the role that management can play
in mproving or diminishing corporate stature in crises include
the Tylenol crisis, tampering with Gerber baby food, tampering
with Hygrade products, the Union Carbide disaster in Bhopal,
and the safety setbacks for Delta Airlines. In three cases, offi-
cials at McNeil, Union Carbide, and Delta Airlines signifi-
cantly enhanced the stature of their companies through the
management techniques they used to handle the crises. Com-
munication with the public was straightforward regarding the
gravity of the situation, information was released on a timely
basis in response to requests from external groups, the number
of individuals providing information was limited, and central-
ized channels of communication werc used to release informa-
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tion (Mitchell 19%3). Delta Airlines restored consumers’
confidence in the airline through a series of internal and exte:-
nal audits. Following a rash of incidents that tarnished the air-
line’s record of safety and service, corporate officials appointed
a comnmittee of pilots to conduct an extensive internal investiga-
tion of operating procedures and a safety review panel to ana-
lyze the series of incidents ‘mperiling the airline’s reputation
{Johnson and Smith 1987).

In a 1984 survey of nearly 400 companies with less than
$500 miliion in sales, Western Union Corporation found that
47 percent had crisis communications plans (Couretas 1985).
For-profit corporations are initiating efforts to scrutinize their
entire basc of operations for susceptibility to all types of crises,
including erosion of the public’s confidence in management and
product quality. They conduct simulations of major crises
through crisis management units to upgrade procedures and to
protect corporate stature with the public {(Mitroff 1986). More
important, the crisis management units serve as the conscience
of the orgamzation, raising the questions that most executives
prefer not to consider: How vulnerable is the corporation to
changing public opinion induced by vacillation in the ¢conomy,
demographic transition, and social movements? The function of
a crisis management unit 1s to continually prepare an organiza-
tion for the potential occurrence of every act to diminish stature
that can be envisioned.

Corporations that enhance stature through aligning company
products and services with consumers’ needs make timely stra-
tegic decisions and have the capacity to demonstrate distinctive
operations. Martin Marietta Corporation emerged from its take-
over battle with Bendix Corporation in 1983 a much healthier
company because it had learned to make hard decisions quickly
about strategic faccts of 1ts corporate structure and operations
(Chakravoty 1985). Saddled with a poor debt/equity ratio and
burgeoning problems with investors and shareholders, Martin
Marietta sold less productive operations and returned to its ear-
lier status as a devoted supplicr to large cuswomers. At the samc
time, it decided to further its involvement 1 high-technology
guidance systems, data systems, and communications, thus po-
sitioning the company to enter the competition for long-term
defense contracts and to diminish the earnings volatility of its
operations. Investors’ confidence and earmngs improved dra-
matically after what had begun as a takeover bid for a bloated
corporation resulted in a streamlined operation capable of muk-
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ing rapid decisions about its future based on solid strategic in-
formation (Chakravety 1985).

Pepsico Corporation, confronted with declining earnings in
1983 as a result of a scandal in its overseas operation, weaken-
ing currencies, and the loss of talented top managers, moved
quickly to restore consumers’ confidence by calling attention to
the distinctiveness of its operations through new product lines,
periodic renewal of old product lines, and innovative contrac-
tual strategies with retailers that guaranteed profit margins of
+stal sales if Pepsico products were provided additional shelf
space (Fisher 1983).

A characteristic shared by many corporations viewed favora-
bly by consumers and investors is the capacity to champion the
consumer through the exercise of community and environmental
responsibility and demonstrated expertise in communications.
Companies that assign meaning to the concept of ““corporate
social responsibility’” develop the capacity to shape consumers’
preferences rather than simply to react to emerging interests.
They actively anticipate consumers’ needs and develop action
programs to respond to them. In the 1970s, when oil compa-
nies were under attack from environmental groups, Atlantic
Rachtieid Corporation financed a Sierra Club study of the im-
pact of the Alaska oil pipeline on caribou migrations (Nulty
1985). The chairman of Union Carbide Corporation traveled to
Bhopal, India, in 1984 to personally direct the efforts of the
company toward preservation of public safety when toxic fumes
leaked from a regional plant (Sasseen 1985). Waste Manage-
ment Incorporated in Illinois. rocked by a full-page article in
the New York Times detailing the company’s illegal disposal
and waste storage procedures, hired an independent legal inves-
tigator to assess the short-ierm problem (Behar 1985). To ad-
dress long-term problerns about its image with consumers and
investors, the compuny created an environmental compliance
program—a department of in-house auditors reporting airectly
to company headquarters—and initiated a series of television
commercials showing steps taken to ensure public safety.

Corporations that condition employees to think of the organi-
zation as a consumer company promote stature through a rela-
uonship of public service with consumers. Consumers see and
understand company officials who possess the technology to
develop needed products, which may induce public service as
diverse as running for office, giving speeches at Rotary
lunches, or sponsoring community events (Hutton 1986).
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For-profit corporations are always vulnerable to changing
public perceptions of their products and services. Certain cor-
porations—AT&T, Exxon, IBM, Coca-Cola, Boeing, Dow
Jones, Merck, and 3M —maintain steady relationships with con-
sumers and investors because of a continuing aura of financial
soundness and durability (Hutton 1986). Such companies can
afford to make mistakes (Coca-Cola’s discontinuing its tradi-
tional product in favor of a product made with a new formula,
for example) and still maintain stature through a traditional rep-
utation for financial soundness. Moreover, financially sound
corporations maintain the capacity to “‘bleed profusely and sur-
vive” (Hutton 1986), providing the foundation necessary for
innovation and risky ventures. They can afford to market new
products and services and to withdraw them quickly if they
fail. Profits provide the surest path to respect. The 10 most ad-
vanced corporations in the United States, according to a 1984
Fortune survey, showed a median return on shareholders’ eq-
uity of 20 percent, compared to 13.5 percent for all Fortune
500 companies. None of the 10 companies have had an annual
loss in over 35 years, thus adding to their stature as trusted or-
ganizations worthy of consumers’ and investors’ support (Hut-
ton 1986).

Health care organizations

The 1980s have seen enormous change in the design and deliv-
ery of health care. Complex technology, the challenge of inten-
sifying competition, rising costs, increasingly resistant third-
party payers, the wellness movement, and the health-involved
consumer are but a few of the major forces that have coalesced
to reposition health care. Quickly eroding is the consumer’s
sacrosanct view of the physician and the hospital that histor1-
cally have controlled decisions about health care. Health care is
now delivered in an environment in which consumers are exer-
cising choice among alternatives and a participative role in de-
cisions.

Marketing and public relations are becoming a cornerstone of
efforts to maintain and improve stature with the public. Hospi-
tals attempting to set themselves apart from the competition
spent $80 million in 1985 on advertising designed to demon-
strate distinctive patient care facilities and services (4nn Arbor
News 30 June 1985). The health care industry uses some of the
following techniques to enhance stature:
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. Public relations. Estabhishing and maintaining favorable
images in the minds of those requiring access to health
care services.

. Managing price sensitivities. Coordinating price levels
and how costs are paid, and managing the psychic costs
experienced by consumers of health care services.

. Distribution strategies. Analyzing the proximity of clients
to health care facilities and the needs of clients for spe-
cific services. Such analyses are an important dimension
of decisions made about the distribution of health services
(the location of services and transportation arteries, for
example).

. Communications. Using advertising, personal communica-
tions, and publicity through various media.

. Countering the competinon. Engaging strategies to change
or reinforce pubhic attitudes toward the use of particular
services that are marketed as having special or superior
attributes.

. Neutralizing the costs of new services. Undertaking re-
search to determine the anticipated costs associated with
new organizational services and whether such services
outweigh the benefits individuals anticipate receiving
{Hessenflow 1985).

Intense competition for patients and escalating public concern
about the costs of health care have resulted 1in special pricing
programs for health services. Some hospitals, for example,
have created a ““Special Dehivery™” package for prenatal care
and birth. The package includes prenatal care in the obstetrics
clinic, labor and delivery charges, a 24- to 36-hour hospital
stay, and a follow-up medical visit for mother and infant (4nn
Arbor News 30 June 1985). Hospitals are undertaking signifi-
cant efforts to avoid price-driven marketing strategies in favor
of strategies that emphasize special services, care, and treat-
ment of patients.

Practically all hospitals, particularly those in urban regions
engaged in intense competition, use marketing strategies de-
signed to favorably influence public opinion by matching health
care services with consumers’ attributes and needs. For these
organizations, “‘stature’” is a process of selection influenced by
three exogenous variables: (1) the background characteristics of
the consumer, (2) the shared perceptions of “‘health” between
the health care organization and the consumer, and (3) the

Aruitoxt provided by Eic:

(l:‘
. \()




community’s social structure and pattemns of information flow
(Hessenflow 1985). Information about specific attributes of
consumers (the ““propensity to assume risk’” or the nature of
“‘control beliefs,” for example) is examined as part of decision
making about the organization, delivery, and marketing of
health services. To illustrate, some hospitals have established
decision support systems to provide information about the ef-
fects of past experience, certain attitudinal states (optimism,
pessimism, or fatalism), and actions on consumers’ propensity
to assume risk in health care decisions (Hessenflow 1985).
Similarly, the effects of certain variables, such as place of resi-
dence and leve! of educational attainment on an individual’s
general feeling of being able to influence aspects of the envi-
ronment, have been examined using information systems.
Armed with this information, health organizations have been
able to maintain or enhance stature by aligning services with
consumers’ attributes and needs.

Not-for-profit Organizations

Professional associations

Given the ever-changing nature of professional and staff roles
in complex organizations, the development of stature is a
paramount concern to professional associations supporting these
organizations. Nursing and medicine are professions undergoing
change in which associations have assumed responsibility for
interpreting consumers’ needs to the profession and professional
services to the consumer.

The nursing profession is the nation’s second largest
profession and plays a critical and expanding role in all phases
of health care delivery. While most professionals work to
capitalize on media methods—television in particular—
professional nursing faces the distinct dilemma of attempting to
dismantle and restructure an image created by the media to a
stature more befitting a health profession. Researchers have
documented a negative and unrealistic image of nurses
publicized by the media between 1950 and 1980 that includes
altruistic motivations for entering nursing, performance
primerily in a support role to other health professionals, the
lack of problem-solving, evaluation, and administrative skills,
being remiss in providing basic physical, comforting measures,
and not engaging in expanded roles, such as patient education
and scholarly endeavors (Kalisch and Kalisch 1983).

Two researchers with a sociological background illuminate
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perceptions held by the public of nurses and enlighten
understanding of how stature forms in the professions (Berger
and Luckmann 1966). They argue that knowledge concerns
itself more with ““common sense than theoretical abstractions.”
Individuals seek some type of orderly, structured, physical,
cognitive, and emotional milieu. Accordingly, people create a
reality for themselves about ideas, which includes nursing or
any other phenomenon, that is based on things individuals
“know.”” The cultural lag implicit in current public knowledge
about professions will continue to exist until it is directly
challenged by new knowledge (Berger and Luckmann 1966).
This principle makes up the focal point of efforts to enhance
the stature of nursing. Strategies for enhancement rest on a
predominant, consistent set of knowledge, ideas, and beliefs
about nursing that yield an ideal or consonant image for the
public (Kalisch and Kalisch 1980). The absence of consistency
and the ensuing internal contradiction provide a cognitively
dissonant image of nursing that results 1n a tendency to reduce
dissonance by changing attitudes and beliefs. Such changes are
not necessarily grounded in reality.

Accordingly, nursing professional associations have
organized a comprehensive ““media watch’” program involving
the monitoring of media along critical parameters that shape the
desired or undesired view of nursing (Kalisch, Kalisch, and
Clinton 1982). These parameters include variables such as
humanism, scholarship, achicvement, sex object, career
orientation and motivation, professional competence, education,
and administrative ability. The monitoring process 1s coupled
with:

¢ The building of strong media contacts

® Education of media executives and personnel about a more
realistic view of nursing

® Conferences that bring nurses and media professionals
together to examine strategies for more effective image
building in nursing

® Media consultation, particularly in the area of script
writing

® Awards and prizes in recognition of positive media
depictions of nurses and nursing

® Health information columns and programs on local stations
to reach the public with positive impressions

® The deveiopment of literature about careers in nursing
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® News coverage of real-life events about nursing _

@ Personal and phone contacts before and after submitting .
news releases to increase the likelihood that a story will be Strategzes for

printed and to enhance the chances that the stery will enhancement
communicate a positive image of nursing

® Extensive press packages with adequate information for cannot
reporters compensate

@ The facilitation of media relations with reporters to ensure or inheren:{
that good, adequate information is provided (Hessenflow f “Ly

1985). weak products
and services.

Practices to cnhance stature cmployed 1n medicine are best
summarized in a 1984 American Medical Association report to
its Board of Trustees, “AMA Activitics Kelated to the Public
Image of Physicians’™ (Coury 1984), which stresses the need to
increase efforts to measure the public’s expectations for and
satisfaction with medical practice and physicians’ use of the
information so as to better serve their patients. In addition, the
report reaffirms emphasis on the collection and analysis of
information on issues that affect the public’s perception of
physicians. These statements underscore the importance AMA
attaches to the public image of physicians.

The AMA has closely monitored public opinion on several
dimensions of physicians’ image. Generally speaking, public
perceptions remain positive in areas such as the availabihity of
care, knowledge of medicine and science, and dedication and
humility. Perceptions become more nega’ive with respect to
other issues, however: fees and income, the avility of patients
to talk with their physicians, and access to care among the poor
and elderty (Hessenflow 1985). The most negative opinions
center on the reasonableness of physicians’ fees and the amount
of time spent with patients (Hessenflow 1985).

To counier negative public perceptions and to improve
stature, the AMA is employing a wide range of activities to
improve the public image of physicians. Most of them are
centered on eliminating or managing informational gaps
regarding health practices. Among the specific strategics
empleyed arc a consumer book series on public health issues,
science news for radio and television, putlic service
announcements, media tours for the president of the AMA to
address business and civic groups, and cable network television
programs (Coury 1984). A sccond category of straicgies relates
to health promotion and primary prevention, including
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programs that attempt to reduce violence on television, increase
rates of immunization, improve safety n sports, reduce alcohol
abuse, and educate youths to the dangers of smoking and sex,
and sponsorship of fitness events that link, in the mind of the
public, the scientific knowledge of physicians with a visible
intent to help individuals improve personal fitness and health
(Coury 1984). A third category of strategics relates to public
image programs targeted to medical students and young
physicians during their education and training. Designed to
assist physicians to cope with widely held public perceptions
about routine practice problems, such as long waiting times and
lack of time devoted to discussion between patient and
physician, strategies recognize that organizational efforts to
improve the image of physicians are inherently limited and can
never replace the actions of individual physicians commutting
themselves to spending more time with patients, giving them
better service, and discussing their fees (Coury 1984). This
approach underscores the idea that the pathway to improving
stature is centered in the quality of programs and services.
Strategies for enhancement cannot compensate for inherently
weak products and services.

Government agencies

In 1974, the U.S. Department of Defense turned to an all-vol-
unteer force. In the first two years the project appeared headed
toward failure: Throughout the mid-1970s, the Army found it
difficult to fill its ranks, and by the late 1970s, nearly half of
the volunteers were drawn from the lowest acceptable mental
categories (Washington Post 10 December 1984). A 1974 re-
port stated that ““the preliminary information available indicated
that the all-volunteer approach is not working well and may fi-
nally result in the military services having to greatly decrease
cither the size or the overall quality of the force’™ (Congres-
sional Quarterly Almanac 1973, p. 168).

The disappointing numbers of volunteers stepping forward
was not the result of a lack of effort by government recruiters
to attract new members. In FY 1971, 13,000 persons were em-
ployed in recruiting activities, and by FY 1974, the number
had grown to 32,000 (Congressional Quarterly Almanac 1973,
p. 168). Although the Army had been advertising for many
years, 1t had never conducted extensive market rescarch. After
evaluating a complex serics of attitude studies and survey
greups, the Army decided it had a problem with stature be-
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cause it was viewed as stodgy and pedestrian, especially when
contrasted with the high-technology, modern-skills 1mage pro-
jected by the other services (Washingron Post 9 December
1984). The highly successful “‘Be All You Can Be’ campaign
began in January 1981, after a year of development (IWashing-
ton Post 9 December 1984). The new campaign was a great
success. By 1982, enlistments were up to 103 percent of targets
(New York Times 13 October 1982). In addition, the new ¢n-
listments were the highest-quality recruits the Army had ever
seen, with 93 percent of them having graduated from high
school, contrasted with a 1980 enlistment group that included
50 percent of its recruits from the lowest acceptable mental ap-
titude category, those with reading skills below the ninth grade
level (Wall Street Journal 21 August 1984).

Through serial commercials—a single ad was not useful be-
cause the message to be conveyed was complex—the Army up-
graded its image from stodgy and pedestrian to glamorous and
high tech. Using the marketing tactics of Coca-Cola and All-
state Insurance, the Army successfully combined the allure of
high technology with the promise of socioeconomic mobility
(through advanced technical training) to enhance its stature in
the eyes of youth requiring economic and fijancial security in a
technological society.

State and local government agencies have experienced simi-
lar problems of image. As part of their quest for public support
of building and construction programs, regional products, and
spending through tourism, government agencies arc implement-
ing novel programs for matching public needs with regional re-
sources. Public relations and urban planning experts are hired
to promote public construction projects on the belialf of state
government agencies, community education and legislative
awareness programs are formulated to promote a positive 1mage
for state projects, and test market advertising strategies are em-
ployed to gauge the effect of product promotion (Ann Arbor
News 19 May 1985).

Some government agencies have experienced improved stat-
ure as a result of executives’ leadership style and visibility. For
example, staff morale and the public image of the Federal Bu-
reau of Investigation was at a low b in 1978 following J. Ed-
gar Hoover’s iron-fisted tenure, the Watergate scandal, and the
short tenure of directors s a result of civil rights violations. Its
highly favorable Gallup rating of 87 percent in 1965 had
dropped to 37 percent in 1975. With the appointment of a new
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director (William Webster) in 1978, public opinion began to
change (Ann Arbor News 14 April 1986). Combining open and
direct communication, candor, and concern about personal
credibility w . tactical decision making that refocused the
FBI’s investigative strategy on criminal activity, not dissent,
Webster was able to restore public credibility for the FBI. The
evidence of success was implicit in quantitative information fil-
tered to the media in 1986: the indictment or conviction of 20
Mafia bosses between 1979 and 1984, the arrest of 11 spies in
1985 compared to only three in 1978, and decline in the num-
ber of cases involving corruption of agents (4nn Arbor News
14 April 1986).

Labor unions

For many years, labor unions focused on management as the
target of efforts to win concessions for workers and to maintain
harmony and a solid image within their ranks. Following a pro-
longed period of recession in key industries and the battering of
technological change, foreign competition, damaging regulz.tory
decisions, management’s union-breaking strategies, and the dis-
banding of the air traffic controllers union (PATCO) by Presi-
dent Reagan in 1981, the unions discovered the need to build a
positive public image. Consequently, labor unions have re-
cently turned to advertising to convey their mission to the pub-
lic. They have employed five basic approaches to improve
stature with the public: beginning a multimillion dollar televi-
sion advertising and programming campaign, stressing the co-
operation of unions and management through concessions in
salary and benefits, seating union members on corporate
boards, acquiring partial ownership of companies (and owner
responsibilities) through stock purchases, and publicly advocat-
ing specific issues to convey to the public what unions stand
for.

Principles for Application to Colleges and Universities
College and university administrators who are interested in stat-
ure should know that 14 basic, important principles can be ex-
tracted from business and industry and selectively applied to
higher education (see table 5).

E' N



ISnLy onqgng ay1 puv uonponpy L3YSi

ERICY

Aruitoxt provided by Eic:

TABLE 5

PRINCIPLES TO ENHANCE STATURE IN COMPLEX ORGANIZATIONS

Principle

Product
visibility

Continuous assessment of
performance

Management of
cost sensitivity

Organizational
Practice

o Simplified reporting of organizational

operations and performance to im-
prove corporate visibility with clients

Progress advertising with a focus on
results (outcomes), not operations, to
improve product visibility

Market research to match organiza-
tional products with clients’ needs

Systematic research on product per-
formance (sales, consumers’ satisfac-
tion, competitors’ performance, etc.)
to determine product strengths, weak-
nesses, and needs for improvement

Evaluation and management of cost
levels through research on the
“‘psychic cost” to the public (cost
levels at which public perceptions of
price exceed those of Lenernis) of
products and services

Continuous monitoring and updating
of information about product quality
and value to overcome lag in public
knowledge

70

Example

Exxon Corporation

Leader Federal Bank
(Tennessee)

First Federal Savings
(Ohio)

Saxony Ice
Company

McNeil
Corporaiton

Urban and suburbun
hospital«

Nursing profession

Effectiveness
Indicator(s)

Improved public recogni-
tion of corporate products
measured in increased
sales

Increased public awareness
of corporate performance
measured through opinion
surveys and frequency of
mention in media

Increased sales

Favorable public opinion
tcward company products
measured in increased
sales

Favorable public percep-
tions of the relationship
between benefits and costs
in delivery of health
services

Change in public attitudes
toward the nursing profes-
sion to reflect modern
ideas about profession
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Capacity for innovation

Response to
pressure situations

Timely strategic
decisions

Distinctiveness in
products, services,
and operations

TABLE 5 (continued)

Rubbermard
Corporation

3M Corporation

Procter and Gamble

Willingness to take risks in the devel-
opment of new products and services,
pricing strategies, and marketing tech-
niques based on information about
consumers’ needs and preferences
Special packaging and pricing of
products and services to attract clients

St. Joseph Hospital
(Flit, Michigan)

Union Carbide
Delta Arrlines

Development of a crisis plan to man-
age emergency situations involving
organizational products and services

Martin Marietta
Corporation

Hard decisions about strategic opera-
tions (product termination, introduc-
tion, diversification, and pricing) to

enhance performance, stave off com-
petition, or protect organizational in-
terests and integrity

Products, services, and operations that
establish organizational stature with
the public because they are one of a
kind, superior to competitors, or un-
paralleled in quality and cost

Pepsico Corporation

Innovative marketing strategies that
depict organizational products, ser-
vices, and operations in a manner
leading to a comparative advantage
over competitors

Chrysler Corporation

Number of new products
entering the market over a
specified period of time

Increased use of services
by clients

Existence of a ““ciisis
plan,”” including strategies
for effective communica-
tion with the public

Stable or increased sales;
continuation of organiza-
tional autonomy i man-
agement and operations

Increased sales associated
with new and continuing
products

Increased sales in relation-
ship to competitors
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Community and
environmental
responsibility

Demonstrated
expertise in
communications

Persona and
visibility of leader

Public service programnung involving
commitment of organizational re-
sources (human and firancial) to the
solution of regional problems and 1s-
sues

Employees’ orientation toward cus-
tomer service developed through re-
crutting, hiring, orientation, and
traming; evaluation and reward sys-
tems; and identification of problems
and solutions

Monitoring of media to identify pos-
itive and negative stereotypes applied
to organizational products, services,

operations, and professional staff

Market research on consumers’ needs,
preferences, attitudes, values, and
opinions to align product advertising
with consumers’ interests

Training programs for staff on how to
relate to clients based on the assump-
tion that the actions of individuals in
one-on-one relationships (with clients)
are most important

Special attention to the distinctive
lcadership characteristics and attri-
butes of corporate executives through
advertising and information released
to the news media; making corporate
success become synonymous with the
profile of the CEO

'4
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Atlantic Richfield
Corporation

Procter and Gamble

Nursing profession

Howard Johnson
Corporation

Timberland Corpora-
tion

American Medical
Association

Chrysler Corporation
(Lee Tacocca)

FBI
(Wilham Webs 1)

Favorable public option
toward corporate manage-
ment and products

Increased sales

Favorable media treaiment
of organization or profes-
s10n

Increased sales

Increased sales; favorable
public perception of prod-
ucts and services

Increased sales

Expanded media intesest in
lcader’s products and serv-
ices
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Orientation toward
client service

Financial durability
and soundness

Traditional prestige

Capacity to attract
and hold talented
staff

TABLE 5 (continued)

® Corporate practices and policies en-

gendering rapid responsiveness to
consumers’ needs for product repair
and replacement and new products,
and guarantee of products’ quality in
relationship to consumers’ needs and
expectations

Provision of information to consumers
describing the results of corporate
tests of product quality and con-
sumers’ satisfaction with product cost
and quality

Publication of information in annual
reports, marketing documents, news
media, and advertisements demon-
siraling significant corporate profits,
accumulation of assets, and mvest-
ment capacity over an extended pe-
riod of time

Corporate reputation built on the basis
of product and service visibility with
the public over an extended pe:iod of
time

Incentive and professional develop-
ment programs that provide opportu-
nities for staff mobility within the
organiration, thereby serving to at-
tract and retain staff

P {
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Chrysler Corporation

McNeil Corporation

Dow Jones
Coca-Cola
Exxon

IBM

[xyon

IBM

Increased sales

Increased sales;
expressios of
customers” satisfaction

Constantly increasing sales

Name recognition, public
visibility, stable or in-
creasiag sales

Ability to attract top-qual-
ity s aff
Low staff turnover




Summary

In response to changing conditions in the economy, public
opinion, and the behavior of competitors, for-profit and non-
profit organizations have instituted a variety of techniques to
enhance stature. Measured through sales volume, corporate vis-
ibility, and change in public opinion, most techniques have fo-
cused on improvement in corporate products and services based
on information about consumers’ needs, interests, values, and
satisfactions. Significant resources have been spent on opinion
research, marketing, improved client service, and staff develop-
ment to improve the public’s perception of organizational prod-
ucts and operations.

Although stature has become a topic of significant interest to
colleges and universities, understanding is limited as to how it
forms, how it can be measured and improved, and the extent to
which principles borrowed from other types of organizations
can be applied to higher education. This section has demon-
strated that certain principles can be suggested to college and
university administrators and considered for applicaiion.
Among the most important of these principles are those con-
cerned with (1) relating organizational products and services to
consumers’ needs, (2) allocating resources for improvement of
organizational products and development of new products, (3)
assessing the quality, appeal, and benefits of organizationa!
products and services, and (4) advancing the organization’s im-
age with important constituencies. These principles can be ex-
amined in context with the working definition and mode!
presented earlier and converted into guidelines to enhance stat-
ure in colleges and universities. Guidelines will not hold mean-
ing for college faculty and administrators, however, in the
absence of information about practices used by postsecondary
institutions to enhance stature, which 1s the focus of the next
section.
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COLLEGE AND UNIVERSITY PRACTICES

The strategies employed by complex organizations to enhance
stature focus on a very important fact: public- and private-
sector organizations invest significant time and resources in ac-
tivities designed to favorably influence public opinion.
Throughout the higher education community, interest is bur-
geoning in stature, its antecedents, and its dynamics following
a period of decline in public confidence in social institutions.
Organizational charts are being altered to include public affairs
staff with responsibility for advancement of institutional inter-
ests with multiple publics: state legislatures, federal agencies,
foundations, alumni, private donors, and staie government
agencies. In a few scattered cases, vigorous efforts are being
mounted to conduct research on public attitudes as a foundation
for decisions about programs and resources (Lorenzo and Krna-
cik 1986).

Assessment of what colleges are doing and what they need to
do to enhance stature is an important issue. We have so far re-
ferred to the fact that ““stature’” in colleges and universities is
used interchangeably with concepts of ““effectiveness’ and
“‘quality.”” The systems model presented earlier distinguishes
stature from related concepts by conceptualizing it as the prod-
uct of interaction among forces in the external environment and
attributes of the academic organization. Attributes of the aca-
demic organization were viewed as an important dimension of
stature because they condition the institution’s response to the
external environment. Through setting goals, planning, allocat-
ing resources, and marketing, faculty and administrators facili-
tate or impede the development of stature. The issue that
remains to be addressed is exactly how coileges and universi-
ties build stature through specific strategies and techniques they,
employ with on- and off-campus groups.

With few exceptions, the literature has been dominated by
descriptions of what colleges are doing to enhance quality
through assessment; a different focus is evident, however, in
the literature dealing with business, government, heulth care,
and not-for-profit organizations. Among these organizations,
the focus is on stature with the consumers of their products and
services. The literature on complex organizations has focused
on answering the question, ‘“How well are organizational prod-
ucts and services perceived by the public?”” The literature on

Richard Bentley assisted 1 the review and synthests of information presented
m tins scction
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higher education has focused on other questions: ¢‘How well
are institutions achieving their goals?”’ and “‘What are the or-
ganizational characteristics that lead to achieving goals?”’

If the focus of the literature on higher education were to shift
to another question—*“What is the stature of colleges and uni-
versities based on public perception of programs, services, and
resources?’’—an important area of inquiry would come into
being. That is, the literature until now has focused almost en-
tirely on descriptions of institutions’ achieving goals, and it has
not developed prescriptions for assessment of stature. The liter-
ature that deals with stature generally is not empirically based,
and it has centered almost exclusively on administrators’ de-
scriptions of effective techniques for improving the capacity of
individual institutions to procure resources from specific consti-
tuencies—attracting more and better students, improving legis-
lative appropriations, attracting support from donors, and
maximizing the involvement of alumni in institutional cam-
paigns. Unfortunately, administrators’ descriptions have been
criticized as being limited to the resource side of the institution
and contributing little to the assessment of stature. The intent
of the remaining sections, then, is to examine the literature on
college and university stature to determine what institutions are
doing and to prescribe actions that colleges will need to take in
the future to improve stature.

What Colleges Are Doing to Enhance Stature

Examination of the literature on institutional advancement re-
veals that most institutions have attempted to enhance stature
through short-term marketing practices designed to improve the
position of the institution with multiple constituencies: prospec-
tive students, parents, alumni, state legislators, representatives
from business and industry, congressional officials, and civic
organizations. The customary practice has been to mold consti-
tuencies’ perceptions through five methods, all of which are
subject to direct control by the institution: (1) published mate-
rials describing educational programs, services, practices, and
policies that demonstrate the institution’s understanding of
clients’ needs and interests; (2) constituents’ involvement in
campus-based activities that improve understanding of institu-
tional operations; (3) outreach activities that bring the campus
directly to constituencies at times and locations dictated by con-
venience; (4) published assessment data describing the educa-
tional outcomes of students that improve the public’s
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understanding of institutional performance; and (5) behavior of
leaders that favorably influences public opinion.

Institutional information demonstrating

sensitivity to clients’ needs

Most, if not all, colleges and universities disseminate published
information (catalogs, descriptive brochures, video information,
and so on) describing irstitutional programs and services to
prospective students in an effort to entice them into enrollment.
Colleges also send an array of information to providers of re-
sources (alumni, state legislators, private donors, business and
industry, among others) to encourage public and private contri-
butions. In a growing number of cases, the institution hires an
advertising agency or marketing firm to assist in the develop-
ment of institutional publications. The common practice is to
describe why an institution is unique in terms of the programs
and services it offers to different publics rather than the out-
comes and cost versus benefits it renders based on research and
assessment.

In their simplest form, institutional publications provide an
image for the institution through the college emblem or logo.
Colleges and universities nationwide have spent thousands of
dollars to hire consultants to redesign logos and to trademark
and copyright them. Administrators maintain that a distinctive
logo developed through consumer research communicates im-
portant characteristics of the institution and builds visibility as
it grows on the public.

Carried to an extreme, institutional publications can reflect
almost total insensitivity to the needs of consumers and re-
source providers. Consider the example of the college attempt-
ing to explain complicated federal financial aid programs to
potential students and their parents through brochures filled
with technical language. Not only could such ill-conceived pub-
lications discourage favorable response, but by making the in-
stitution look detached and insensitive, they may be
counterproductive. Additionally, they may undermine relations
with potential sources of revenue, such as students and parents.

Colleges seeking to improve their stature through published
information are beginning to forge closer bonds with external
publics through information packaging and involvement strate-
gies. For example, when Drew University updated the 1984
prospectus for its College of Liberal Arts, it started by obtain-
ing ideas from faculty and students in group meetings and
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brainstorming sessions (Myers 1985). Reflecting on their inter-
ests and opinions, students made suggestions on the theme ‘50
well-known reasons to be at Drew and 50 little-known reasons
to be at Drew.”” Many of the suggestions were incorporated
into institutional publications marketing the college to prospec-
tive students and parents. When Connecticut College w. :ided to
publish individual profiles in its view book, students were
asked for help in planning and producing the publication
(Myers 1985). Students’ involvement extended to visits with
high school students to see what kind of information they
would look for in a view book. At Mills College (California),
students review proposed designs, evaluate photographs, and
assist in the final selection of a design for marketing and re-
cruiting literature (Myers 1985).

Colleges and universities turn to experts and media sources
intuitively to improve visibility. Seeking a systematic and cost-
effective way of gaining visibility tlirough newspaper supple-
ments, Pennsylvania State University initiated a procedure of
targeting news features to newspaper special supplements
(Jones 1984). A 1982 statewide survey of all daily newspapers
revealed the papers that published special editions devoted to
specific topics. College staff monitored copy deadlines, topics
of special supplements, and institutional activities in an effort
to maximize visitility. Surveys of public opinion improved the
capacity of the university to match information describing pro-
gram and service benefits with public interest. For example, the
university was able to demonstrate the utility of campus re-
search on child development by contributing four articles rep-
resenting the views of professors in a special supp'sment on
baby care published by the Philadelphia inquirer (Jones 1984).

The news media are not the sole and primary focus of col-
leges and universities attempting to improve stature through
client-sensitive information, however. Given the current empha-
sis on marketing and economic development, colleges are col-
laborating with state agencies, elected officials, and business
and industry representatives in the design of information about
regional business climates that will both assist existing business
and attract new business (Bers 1985; Borgen and Shade 1984).
Collaborative rescarch on business climates and manpower
needs is crucial to cnhancing stature because developing ques-
tionnaires and procedures for interviews requires substantial co-
operation among agencies. Cooperative undertaking of these




procedures results in shared understanding of products, opera-
tions, and needs among for-profit and nonprofit organizations.

Colleges and universities are also surveying the parents of
undergraduate students to learn what types of information they
want and expect from the college. Survey research conducted
with 1,499 parents of Princeton University students in 1985 in-
dicated that parents wanted personalized communications from
the university, they wanted to attend classes, they wanted to
learn about the curriculum and academic advising, and they
wanted to attend programs in their home communities featuring
faculty speakers or student groups from campus rather than a
local alumni gathering (Halsey 1985).

Some institutions use alumni surveys to improve stature by
eliciting information that can be used to improve the fit be-
tween alumni interests and institutional programs and services
(Pendel 1985). Knowing personal characteristics of alumni—ca-
reers and educational history; activities with professional, gov-
ernment, military, and religious organizations; board
memberships; honors, achievements, publications, or creative
works; spouse’s career and educational history, board member-
ships, activities, achievements, and awards; income; reflections
on experiences at the undergraduate institution, evaluation of
the education received, and current impressions of the institu-
tion; and willingness to use influence on behalf of the institu-
tion—colleges have improved support by engaging alumni as
partners in institutional development (Pendel 1985). For exam-
ple, alumni at the peak of their professional lives have become
an important source of information for academic advisors,
deans, department chairs, and faculty about the impact of
changes in the world of work on the undergraduate curriculum.

Finally, colleges and state systems of higher education have
published information in the form of master plans and goal
statements that improve stature by demonstrating responsive-
ness to constituents’ needs. Responding to a challenge in 1983
by the governor to give him “‘a plan for higher education that
will really make a difference in Oregon,”” the Oregon State
System of Higher Education developed a precise statement of
goals for system institutions based on assessment of strengths
and weaknesses, identification of potential new areas of excel-
lence, and determination of state and regional postsecondary
education needs (Davis 1986). A strategic plan was “~sued and
position papers were developed for use with legislators, legisla-
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tive candidates, organized lobbies, publishers, and media repre-
sentatives to build support for the plan. Similar practices to
enhance stature based on a principle of “information and in-
volvement™ have been employed in New York by the State Ed-
ucation Department and in 1llinois by the Board of Higher
Education.

Constituents’ invoh ement in campus activities

The literature on college advancement stresses the importance
of constituents’ involvement in campus activities (sec, for ex-
ample, Topor 1985). In the lexicon of administrators, groups
that contribute resources to the institution—students, parents,
state legislators, and alumni—will elevate their impression of
the institution if they spend time on campus, participate in ac-
tivities, and have direct contact with faculty and administrators.
Traditional revenue providers like parents, alumni, and govermn-
ment agency officials are more reluctant than yesterday’s con-
sumers to provide unquestioned support to higher education.
They talk in terms of accountability and have strong needs for
information about the benefits of higher education, such as per-
sonal enrichment, career development, socioeconomic mobility,
and improvement in the quality of life (Yankelovich 1987). The
question is, then, how can colleges meaningfully involve im-
portant constituencies in institutional activities? And, in turn,
how can these constituencies educate colleges to be more in
tune with the rudiments of stature in their world? To many ad-
ministrators, involvement of external constituencies in campus
activities means special programming for prospective students
(like campus visits}) to fill the entering class for ncxt year. In-
deed, most, if not all, colleges have campus visitation pro-
grams for prospective students (Rubins 1985). Some colleges
have expanded programming to include parents both before and
during their child’s attendance at college. San Diego State Uni-
versity (SDSU) operates its Parents Orientation Program to ac-
climate parents to specific features of academic life (Holmes,
Miller, and Varon 1985). A typical orientation program in-
cludes a discussion on academics led by the vice president for
academic affairs, a discussion on student development led by
student services staff, smaller sessions for in-depth discussion
on topics such as placement and financial aid, and informal dis-
cussions with upperclassmen. When parents were asked to rate
from poor to excellent their feelings about SDSU before attend-
ing the orientution program and after, the result was a dramatic
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increase to the positive; 66 percent moved in a positive direc-
tion, and only 1 percent moved to the negative.

A growing number of institutions have sought to involve
alumni in campus activities to improve visibility and support. A
1975 survey showed that 57 percent of a sample of 327 col-
leges and universities sponsored some type of educational activ-
ity for their graduates (Gilbert 1985). Interest in alumni
programming has increased in recent years, as colleges have
looked at specific demographic trends:

® In 1985, adults who were 25 to 45 years of age made up
31 percent of the population in the United States.

® One-third of all American adults take part in some type of
adult continuing education.

¢ The more educated an adult is, the more likely he or she
will want to undertake continuous learning to facilitate
personal growth.

® Adults at the peak of their professional careers have strong
needs for affiliation and a sense of community; they par-
ticipate in a network of personal and professional relation-
ships that can be enormously beneficial to colleges
(Yankelovich 1987).

Alumni involvement in educational programs takes many
forms, both on and off campus: lectures at club meetings,
panel discussions and academic lectures during reunion week-
ends, travel programs that feature continuing education, career
development programs, ““alumni days”” that specifically address
topics of interest to special groups, and learning vacations on
campus or at some university-owned retreat. Learning vacations
or alumni colleges are the most visible and prevalent forms of
alumni involvement in campus activities (Gilbert 1985). Per-
haps the most extensive program of this kind is Cornell’s Adult
University, which runs five weeks each summer and attracts
both alumni and nonalumni to a variety of educational pro-
grams.

Finally, some ins.itutions have attempted to improve staiui.
with public officials and those who make funding decisions by
inviting legislators to campus. In additic to visits made to
campus for special events (ground-breaking ceremonies, gradu-
ation exercises, fund-raising events, for example), several col-
leges have established a legislator visitation program.
Legislators spend a day on campus, attend classes, talk with
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students and faculty about curriculum and instruction, and re-
ceive a briefing from administrators about strategic facets of
management, such as finance and planning. The University of
California has established the Legislator to Campus Program
through which state and federal lawmakers come to campus to
learn about research of interest to them and their constitucnts
(Hooper 1984). The program gives legislators a direct, nonfis-
cal perspective on what the university does with stats appropri-
ations. Active research on health, education, and state and
national economic issues has been shown to be of interest to
legislators because of the impact the research may have on their
constituents (Hooper 1984). The objective is to ensure that
elected officials better understand how appropriations are spent
and the ways in which college teaching, research, and service
benefit the public. -

Outreach activities bringing the campus to constituer:cies

In the last decade or so, curricula have swung toward more
electives, more alternatives, and less structure (Baldridg:,
Kemerer, and Green 1982). Along with the flexibility in cursic-
ula has come expansion of outreach activities to nontraditional
students. Colleges have taken courses and services into the
community, they have placed greater emphasis on the use of
media in marketing, and they have spent more time cultivating
important constituencies in off-campus locations. Administra-
tors have discovered that outreach is an important ingredient in
determining stature.

Community-based educational prograins focused on localities
as centers of organized ethnic, racial, religious, social, and cul-
tural groups represent the fullest expression of outreach in col-
leges and universities. Frequently, these programs involve
negotiations for modifying the general educational program and
for tailoring new forms of higher education to the particular
needs of special-interest groups. Community-based program-
ming provides a powerful base for the enhancement of stature.
It builds allegiance among community interest groups by pro-
viding opportunities for nontraditional learners, it generates
publicity and visibility for the college, and it provides resources
other than tax levies for college operations (Hyland 1984). The
flow between college and community aids in providing an out-
ward thrust for institutional development and helps citizens be-
come aware of the benefits of postsecondary education.

A growing number of institutions are using the media to de-
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liver messages about the value of their programs and services.
Radio news services, radio services, radio paid advertising, ra-
dio public service announcements, educational television, and
tvicvinion advertising are used to disseminate information to the
public (Raley 1984). The Clemson University Radio News Ser-
vice, for example, uses a telephone answering device connected
to a dedicated telephoi.e line to provide national radio stations
with ““‘Clemson Feeds.” Clemson provides callers with a
“‘wrap’’ (a quick story ready for airing) and two “‘cuts’® (activ-
ities that relate to the wrap), allowirg callers to package news
to their needs (Crockett 1984). Northeastern University Radio
Network offers free broadcast-quality news features to callers in
a nine-state region to increase public awareness and improve
public opinion of the institution (McLeod 1984). 'The Univer-
sity of Minnesota’s Newsline offers hard news, perspectives on
the news, consumer information, agricultural news, weather re-
ports, feature reports on research, and coverage of visiting lec-
turers, dignitaries, and women’s athletics as a public service to
callers (Elton 1934). Penn State University, focusing on low-
cost/high-impact radio, uses “‘Interview Possibility” sheets to
guide radio stations to breaking events, research findings, and
services on campus. Each week, Penn State’s radio/TV section
cnds a sheet to Pennsylvania stations and others across the na-
tion focused on one topic, a brief description, and the source
for additional information —generally a faculty member or ad-
ministrator (Stober 1984)—a technique that has led to national
radio coverage for the university.

Some institutions have used media to improve stature with a
particular sector, such as potential students and parents. Wash-
ington University in St. I.ouis mails audio tapes each mouth to
some 80 radio stations that broadcast in areas where large num-
bers of prospective students live (Kraushaar 1984). This news
feature service offers two- to three-minute reature stories based
on current scholarly activity and research piojects at the univer-
sity. The University of Florida rroduces .. daily 110-second
program about general-interest, hea’\h-related topics, featuring
interviews with faculty members from the College of Medicine
(Buck 1984). In a continuing radio series entitisa “You and
Your Child,”” the University of Kausas attempts to reacl youny
adults by providing tips on child raising on such topics as man-
aging shopping trips with youngsters, children’s toys, and
keeping preschoolers from going cut on the streev (Barthell
1984). Montana State University uses television to present in-
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formation about institutional research to high school students on
the benefits of attending college (Hample 1985). The goals of
these and other media techniques are to increase familiarity and
name recognition of the institution, to present information
about college purposes in an entertaining, easy-to-understand
way, and to showcase the benefits of teaching, research, and
public service so as to enhance the stature of the institution.

Anticipating volatility in enrollments and funding sources
into the 1990s, most colleges have attempted to diversify reve-
nue by expanding outreach to major donors. They have also in-
tensified their lobbying efforts with traditional revenue
providers, such as state legislatures and federal agencies. Many
colleges are using automated programs with sophisticated re-
porting ca._bility to cultivate major donors, planning and docu-
menting interaction with donors (Turner et al. 1984). Using
ioutinely available structured data base management systems
combined with such formating programs as Reportwriter, insti-
tutions have generated data about donors that can be used to
guide and support outreach. A personal dimensior has been
added through the direct involvement of deans, faculty, and
students in cultivating donors and alumni. At American Univer-
sity, faculty members and deans are invited to major events
that include donors and alumni (D’Agostino 1985). They are
asked to share lists of alumni and influential persons with
whom they correspond, they are sent copies of press releases
announcing promotions of former students, and they are re-
sponsible for identifying and facilitating contact with prospec-
tive donors and alumni volunteers. South Florida University
uses “‘student ambassadors’’ to strengthen relations with donors
and community groups (Patouillet 1986). Appointed annnally
by the college president, 20 ambassadors participate in major
activities of the Greater Tampa Chamber of Commerce, speak
to local civic clubs, work with top business leaders, help out
with gubernatorial debates, and serve as hosts for college activ-
ities in the community—all for the purpose of improving the
image of the institution with important constituencies.

Colleges and universities seeking to gain leverage in deci-
sions affecting appropriations are reaching out to state legisla-
tors and fed.ral officials through lobbying. Most institutions
employ several basic strategies: (1) identifyirg and contacting
key policy makers, (2) holding special events to heighten
awarencss of the institution’s performance and needs, (3) se-
lecting and cultivating sponsors for legislation, (4) developing
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and distributing descriptive material to key ind;viduals, and (5)
monitoring votes to ensure attention to college needs and inter-
ests (Troxler and Jarrell 1984). Some institutions have engaged
alumni in lobbying to achieve important goals related to stat-
ure. The University of California, for example, has established
the Alumni Association Legislative Network to provide assist-
ance in lobbying in selective dealings with the California legis-
lature (Hooper 1984). Alumni in professions that are regulated
or have a close tie to government (lawyers, physicians, real-
tors, and insurance agents) are pressed into service on specific
bills or on events through which the university wants to com-
municate its importance to the economic and social growth of
the state.

Published assessment data describing college performance
Growing federal and state interest in assessment has forced col-
leges and universities to direct more money, time, and exper-
tise to research on student outcomes. Faced with the prospect
that information about student outcomes will become more im-
portant in staie agencies’ deliberations about resources, stu-
dents’ enrollment decisions, and the efforts of faculty to
improve teaching and learning, administiatoss have initiated
campus-based assessment programs. Three examples of com-
prehensive institutional assessment programs are reported in the
following paragraghs.!

Northeast Missouri State University. Northeast Missouri
State University’s assessment program, frequently called the
value-added assessment program, secks to serve three purposes:
(1) to demonstrate that NMSU makes a positive impact on stu-
dents’ lives; (2) to demonstrate that students who graduate from
NMSU are competitive in terms of knowledge, skills, and per-
sonal development; and (3) to ensure that NMSU administrators
and faculty will know everything possible about their students.

To fulfill these three purposes, the institution developed a
comprehensive data base that includes information about sev-
eral factors:

@ Students’ academic and personal backgrounds before en-
tering college;

L. The descriptions of institutional asscssment programs at Northeast Missouri
State University, Alverno College, and the University of Tennessee at Knox-
ville are based on Nettles 1987,
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@ Student.” academic and extracurricular activities while in
college and all students’ postcollegiate educational and
professional activities as alumni;

¢ Students’ performance on college entrance examinations
when entering college and after completing the sophomore
year; and

e Students’ performance on licensure examinations, such as
the NTE and the American Institute of Certified Public
Accountants achievement exam or the GRE subject tests
just before graduating with a baccalaureate degree.

The assessment program has focused the attention of publics
outside the university on the university’s demonstrated perform-
ance, not simply the resources it requires to operate or the costs
of education.

Alverno College. Alverno College is a small, private liberal
aits college for women, located in Milwaukee, Wisconsin, with
an enrollment of 1,500 undergraduate students. In 1973, the
faculty developed an assessment program that would be inform-
ative to each individual student about progress toward achiev-
ing the college’s curriculum cbjectives. These curriculum
objectives are e’ght intellectual skills that students will use
throughout life: communication, analysis, problem solving, val-
uing, social interaction, taking environmenrtal responsibility, in-
volvemeit in the contemporary world, and aesthetic response.

The methods for assessing students’ achievement of these
skilis are multifaceted, and they include written: and oral pre-
sentations and experiments. A typical assessment at Alverno is
for a student to view a film and write a paragraph and/or give
an oral interpretation of its contents. The assessments are
mostly designed by faculty at Alverno and judged by Alverno
faculty and professionals in the business community of Milwau-
kee who have no official affiliation with the college. Alverno
avoids using externally developed instruments except occasion-
aily to compare its students’ performance with those of other
institutions. The eight skills are interwoven into every course,
and assessment is part of every course in addition to regular
course examination. Students receive continuous formal feed-
back during personal interviews with faculty.

University of Tennessee at Knoxville. The University of Ten-
nessee at Knoxville (UTK) is a major land-grant research uni-

ERIC

Aruitoxt provided by Eic:

8o




versity with 20,000 undergraduate students and 6,000 graduate
and professional students. The university has a comprehensive
student assessment program encompassing annual administra-
tion of a test of general education to a sample of entering fresh-
men and a sample of graduating seniors to measure growth in
general education over the course of the curriculum; assessment
of achievement in major fields using licensure exams, subject
exams of the GRE, and tests developed by faculty for fields in
which no outside examinations are available; and administration
of an instrument called the Student Satisfaction Survey, which
was developed by faculty ana staff at UTK to assess students’
opinions about the quality of academic programs and services
of the university.

Faculty at the university have used the results of these as-
sessments to improve student advising, to improve courses, to
solve course scheduling problems, and to improve course con-
tent where students needed help based upon the results of their
tests. Because the state of Tennessee rewards the institution for
conducting the assessment and for achieving positive outcomes,
UTK received $1.2 million in 1982, the first year of the pro-
gram. The amount of the award increased to $2.9 million in
1983 because of iniproved performance and to $3.5 million in
1984.

These programs are the exception rather than the rule: Most
institutions have not implemented comprehensive assessment
programs. And in the institutions where assessment data are
available, administrators are reluctant to convert these data into
published marketing materials like catalogs, student handbooks,
program bulletins, and student recruiting materials. Effective
use of assessment data has been in situations where institutions
stand to achieve important gains through the selective use of
information. Consider, for example, the strategy employed by
Ball Statc University to acquire legislative support for Univer-
sity College in 1985-86.>

Before 1985, Bali State University was facing a student attri-
tion rate of 60 percent between matriculation and graduation. A
study of attrition factors found that two groups of students were
most at risk: those academically underprepared for college
work and those undecided about a major. To improve retention

2. The description of the political strategy employed at Ball State University
for development and support of Umversity College 15 excerpied from Weaver,
Stevenson, and Thompson 1936.

The

assessment
program has
Jocused the
attention of
publics
outside the
university on
the
university’s
demonstrated
performance,
not simply the
resources it
requires to
operate or the
costs of
education.
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among these groups without compromising academic standards,
University College (UC) was established to provide a compre-
hensive program of advising, assessment, and academic support
for the target group: approximately 1,500 undecided and under-
prepared freshmen. Although legislative funding for this initia-
tive was denied for the 1985-87 biennium, the program was
funded through the internal reallocation of resources. There-
fore, the UC program was undertaken in a politically charged
climate, lacking state support and having ‘‘usurped’’ monies
from other colleges and departments on campus.

Ball State University is a public, residential university with
an enrollment of 18,000 students and an emphasis on under-
graduate education. The majority of students are Indiana resi-
dents, and the majority of them are first-generation college
students. Although Indiana is slightly above the national aver-
age in the percentage of its population who are high school
graduates (65.9 percent), in 1980 it ranked 47th in percent of
adults with four years of college or more (12.4 percent). The
quality of secondary and postsecondary education has been un-
der attack, particularly as the declining industrial basis of the
state’s economy has resulted in a strong economic argument for
increasing the number of residents who seek and who complete
postsecondary degrees. University College arose in the midst of
the debate over access and excellence, however, and the Indi-
ana Commission on Higher Education (ICHE) determined to
promote excellence by limiting access. In its 1985 annual re-
port, ICHE recommended that (1) statewide ““basic skills’’
standards and tests be established to govern admission to state
universities; (2) college-level basic skills programs be identified
as a separate category within university operating budgets; and
(3) by 1990 no students be admitted unconditionally to state
universities who have not demonstrated competence in basic
skills. The ICHE intended to define ‘‘remedial’’ education and
to eliminate it from postsecondary institutions. According to
ICHE’s public statements, college-level remediation was tar-
geted for elimination, and University College was widely,
though falsely, perceived to be remedial in nature. A clear pur-
pose and demonstrated effectiveness were thus essential to
UC’s survival.

University College research protocol calls for comparison of
retention data and academic perform:.nce (as measured by grade
point averages) among freshmen matriculants entering Ball
State University during three academic years (1984-85,
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1985-86, 1986-87). A pre-University College cohort was es-
tablished to include underprepared (admitted “‘on warning’’)
and undecided students who matriculated in 1984-85 before
University College services were available. Retention and per-
formance data for this cohort were compared to 1985-86, and
undecided, on warning, and both undecided and on warning
students were identified and their performances compared. Sup-
plementing these data were studies of specific University Col-
lege activities (for example, academic advising, peer tutoring,
career counszling) and studies of UC siudents using such mnea-
sures as the ACT/COMP test, the Myers-Briggs Tyze Indicator,
and the Survey of Study Habits and Auituds.

University College programs have resulted in dramatically
improved rates of retention among UC students, compared with
the pre-UC cohort. While every UC subgroup has shown im-
proved retention, the undecided students show the greatest ef-
fects: a 22 percent gain in number completing the first year; a
19 percent gain in number returning for the second year; and a
28 percent gain in number completing the second year. Al-
though UC students achieved grade point averages slightly be-
low those for their non-UC counterparts w1 the same freshman
class, they have outperformed the pre-U{: cohort and met uni-
versity criteria for retention. Statewide policies were affected
by this demonstrated impact. The Indiana General Assembly
did fund University College programs for the 1987-89 bien-
nium. Further, legislators supported new initiatives for a fresh-
man year experience program and a model of excellence in
undergraduate education, both developed within UC. Addition-
ally, the ICHE has begun to recognize a distinction for ““pre-
college remediation’” programs for students who are admissible
but need help in making the transition from high school or the
workplace to college.

Influence of leaders’ behavior on public opinion

An oft-repeated idiom in higher education is that ““institutions
take on the characteristics of their leaders.”” After all, leaders
relate the institution to the public, periorm a pivotal role in
budget decisions, establish sirategic plans for the institution,
maintain authority for program development and elimination,
and provide the organizational climate necessary to produce so-
cietally valued outcomes in students. A 1974 study of college
and university presidents found that most leaders characterized
their roles as a mixture of administrator (dealing with hierarchi-
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cal subordinates), political leader (dealing with constrtuents),
and entrepreneur (dealing with workers, customers, and sup-
pliers) (Cohen and March 1974). The modern leader must rely
heavily on functional authority—that is, authority based on
competence, experience, relations incorporating mutuat influ-
ence and trust, skill in leadership, greater possession of infor-
mation, and personal persuasiveness (Mortimer and McConnell
1982). In other words, the leader must legitimate his or her au-
thority by securing and keeping affirmative support from the in-
stitution’s constituencies.

The notion of legitimacy through support of constituencies
lies at the heart of institutional efforts to improve stature
through the leader’s persona. Governing boards have discov-
ered that institutional performance and ultimately public opin-
ion depend greatly on the leader’s behavior. Increasingly, the
leader’s capacity to see the organization as a system of func-
tions, membership groups, and decision-making processes inter-
acting with manifold external forces will become a determinant
of institutional stature (Mortimer and McConnell 1982). Per-
haps the need to understand how stature is produced through
the relationship between leader, organizational behavior, and
external forces is one reason that, even as early as the late
1970s, the focus on leadership style shifted to the transactional
leader. The transactional leader mobilizes various social, eco-
nomic, technological, and political resources to realize geals
that may be independent or mutually held by followers (Burns
1978). A college cr university president continually exchanges
potential for influence in the shaping of institutional goals for
affirmative support of constituencies. Values of transactional
leadership relate to the manner of this exchange with emphasis
on honesty, responsibility, honoring of commitments, and fair-
ness.

How docs leadership demonstrated by a president and/or
goveming board in a specific organizational context determine
institutional stature? Consider the example of Southern Method-
ist University in its recent presidential search following a dev-
astating athletic scandal in 1986.

3. Matenal describing the presidential search ot Southern Methodist Umiversity
1s excerpted from the Chronicle of Higher Education, 10 June 1987, pp. 35-36
and from an unpubhished paper by Judith Pitney, *“Improving Institutional Im-

age through the President’s Persona A Case Study of Southern Methodist Uni-
versity m 1987.”
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Southern Methodist University, before 1986, was a compre-
hensive southwestern university on the rise according to market
factors traditionally associated with a favorable image in higher
education. Enrollments were increasirg, two schools, theology
and law, were ranked nationally in the top 20, new endowed
chairs were added and filled between 1982 and 1986, the com-
bined SAT score of entering freshmen was improving, and the
university’s endowment more than tripled between 1981 and
1986.

Then news of the tootball scandal reached the media.
Charges of illegal payments to football players were proven to
the satisfaction of the National Collegiate Athletic Association
in November 1986. The football coach, athletic director, and
president resigned. It was soon discovered that Texas Governor
William P. Clements and SMU’s Board of Governors were in-
volved in the scandal. What many inside and outside the uni-
versity had long feared was soon proven: That decision making
was dominated by a small group of Dallas businessmen whose
priorities did not necessarily coincide with those of the faculty
or administration.

The university was in turmoil. Public confidence in the uni-
versity had eroded, reflected by the decline in the number of
applications for admission and a decrease in private gifts and
donations. In the midst of this turmoil, a newly appointed pres-
idential search committee set to work. The search process was
designed to begin to rebuild public confidence by identifying a
leader with an impeccable track record in academic manage-
ment and with scholarly credentials.

From a field of 228 candidates, A. Kenneth Pye, a professor
of law and former acting president and chancellor of Duke Umi-
versity, was selected as the new president. Pye had earned a
reputation as a brilliant administrator unafraid to make unpopt-
lar dectsions. He had helped Duke recover from a period of re-
trenchment to become one of the finest universities in the
South. The SMU community was confident he would be able
to do the same at SMU and to build stature in the process.

College presidents differ in their background experience and
style of leadership. Like corporate executives, they are the
identifying mark for the institution. Their actions are closely
watched by the public and their behavior—verbal and nonver-
bal—viewed as a reflection of the institution. Those presidents
who understand the interplay among executive, institution, and
external environment find that public perceptions of the institu-
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tion may rise or fall in relationship to their performance. While
they are particularly sensitive to the dual and sometimes con-
flicting requirements for leadership by groups within and with-
out the college, presidents and other executives voice a need
for better understanding of the relationship between the leader’s
behavior and public perception.

Summary

Colleges and universities have concentrated on five methods to
enhance institutional stature with their constituencies: (1) insti-
tutional information demonstrating sensitivity to clients’ needs,
(2) involvement of constituencies in campus activities, (3} out-
reach activities bringing the campus to constituencies, (4) pub-
lished assessment data describing college performance, and (5)
behavior of the leader to influence public opinion. A few insti-
tutions have grasped the importance of institutional stature and
have designed and implemented strategies to enhance it. The
majority, however, concentrate on short-term marketing prac-
tices that rely solely on communication. These institutions
overlook the importance of the dimensions that contribute to
stature. The next section briefly outlines techniques that address
each dimension of stature and that colleges and universities can
implement to enhance stature.

What Colleges Are Not Doing
Stature is a multidimensional phenomenon, and institutions do
not control many of the factors that contribute to stature. To
illustrate, colleges and universities can influence the number
and quality of students enrolled, the policies and standards reg-
ulating academic programs and students’ performance, and the
quality of staff hired to teach students. They cannot, however,
influence the tempo of social change and the generai direction
of public opinion. Likewise, colleges and universities operate
differently from other types of organizations. As loosely cou-
pled, labor-intensive organizations with ambiguous goals, they
may resist an orientation toward consumers. They seek stature
because it is an affirmation of the quality of faculty and staff,
not of the performance of the institution in satisfying con-
sumers’ needs. In short, colleges may be limited in the tech-
niques that they can use to enhance stature by the very
characteristics of the academic organization.

Using the conceptual model, analysis of public opinion, and
practices of complex organizations discussed ecarlier as a frame-
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work for analysis, what practices have colleges and universities
neglected that are important in enhancing stature? Improve-
ments in stature can be carried out in four areas: strategic as-
sessment, allocation of resources, outcomes assessment, and
image management.

Strategic assessment

College and university administrators do not fully understand
the relationship between their institutions and features of the
broader environment. Although interest in ‘‘environmental
scanning’ has increased in recent years, a select few institu-
tions have implemented comprehensive systems for surveying
the environment, selecting key environmental trends and issues
for concentrated tracking, and channeling important issues into
the strategic decision process (Hearn and Heydinger 1985).
Moreover, higher education institutions have neither the re-
sources nor the expertise to conduct ongoing research on public
opinion.

Efforts to scan and monitor the external environment are not
supported by data management systems inside the college.
Many institutions have undergone a process of serial change in
their management information systems to remain abreast of the
Tatest technology. Serial change places the emphasis in infor-
mation systems on the mechanics of operating the system rathe:
than on the information required to support strategic decisions.
The result is a management information system deficient in the
systematic collection of information needed to make decisions
that carefully relate the institution to its environment. Informa-
tion from outside the institution flows into the sys*=~. on a ran-

| dom and piecemeal basis, while information from mwside the
institution is collected on the basis of convenience—a circum-
stance that hampers the capacity of managers to acquire early
warnings of change in external conditions or internal capability.

How is it possible that colleges and universities cannot com-
prehend their external environment because of poorly developed

systems for strategic assessment? Consider the example of insti-
tutions that combine any number of the following characteris-
tics:

® A system for strategic decision making centered in the
president’s cabinet that serves to restrict use of informa-
tion generated by lower levels in the organization;

® A fragmented approach to institutional research, with mul-
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tiple offices and individuals performing the function and
each defining it a different way;

& Serial change in the hardware and softwai : technology
used to drive the management information systems, serv-
ing to produce incompatibility between historical and cur-
rent data bases;

® A disciplinary organization that shreds the relationship of
the whole institution to the environment;

® Vague and diffuse institutional goals, which pose diffi-
culty to institutions in sorting environmental stimuli into
“relevant’ and “‘irrelevant’’;

¢ Bias toward convenience and caution in information gath-
ering, which focuses environmental assessment on a lim-
ited pool of information;

® Resistance to change among faculty and staff impelled to
protect the academic ““integrity’” of the institution in peri-
ods of social change;

® Lack of financial resources and qualified staff to establish
and sustain environmental scanning and monitoring pro-
grams.

Systems for strategic assessment comprised of environmental
scanning and monitoring programs, a coordinated program of
institutional research, management information systems that in-
tegrate historical and current data bases using modern technol-
ogy, and management networks that integrate information from
different parts of the institution in the strategic decision process
are a missing and important dimension of colleges’ and univer- {
sities” efforts to enhance stature.

Allocation of resources

It is reasonable to expect that if environmental scanning and
monitoring is to become a significant force in enhancing stat-
ure, efforts must be also made to incorporate the results of
scanning (information) into the budgetary process. Most col-
leges have not established comprehensive planning sys‘ems and
mechanisms for feedback to channel information from the envi-
ronment into decisions affecting the allocation of resources.
Decision making has not been timely in relationship to major
changes in the environment, leading pubiics to ask whether a
lag exists between institutional programs and consumers’ needs
(Hearn and Heydinger 1985). Realigning institutions with their




environments is a cifficult task, because resources aie not al-
ways sufficient to permit comprehensive development.

Outcomes assessment

A strong program for outcomes assessment is a requisite for en-
hancing stature in colleges and universities. In the absence of
information about the outcomes and benefits of postsecondary
education, the public has no basis on which to judge costs and
value. An examination of long-term outcomes and careful inte-
gration of academic programs with students’ needs will increase
stature as students’ satisfaction increases. This overall goal has
not been realized on many campuses, however. Colicges have
undertaken only piecemeal and sporadic efforts to measure out-
comes (Ewell 1987).

First, most institutions have focused efforts at assessment on
the academic characteristics and skills of entering students.
They know the high school GPA, achievement test scores, and
proficiency in basic skills of entering students. The majority of
institutions have information on students’ persistence and per-
formance in college, which means they are aware of attrition
and retention rates, course completion and performance, and
graduation rates. Most colleges do not as a rule, however, con-
duct annual studies of student outcomes in work, further educa-
tion, and community following termination of study (Alfred
1987). Administrators cannot easily respond to questions con-
cerning the near-term and long-terim employment patterns of
graduates (job titles, salaries, job promotions, honors and
awards, relationship of job to curriculum, students’ satisfaction
with curriculum and instruction, employers’ satisfaction with
graduates, and so on), further education (credits completed in
other institutions, advanced degrees, performance on graduate
and professional examinations, academic honors, for example),
and the quality of life (involvement in community organiza-
tions, improved family life, participation in elections, for ex-
ample). Many institutions have recognized this fact and are
making efforts to overcome it through research programs de-
signed to collect follow-up data from students. These efforts
come late and often in response to prodding from government
agencies and revenue providers. Their immediate utility as a
strategy to enhance stature will be limited.

Second, colleges do not have a fundamental understanding of
value addedness. The public policy agendas of government
agencies and officials suggest that evidence of value addedness
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will become an increasingly important factor in the choice of a
college and resource decisions. Defined as the differential be-
tween a student’s potential for success at the time of entry to
college (as reflected in the entering student’s characteristics)
and actual student outcomes attained as a result of college at-
tendance, value addedness is a difficult argument for colleges
to mount with external constituencies (Ohio Board of Regents
1987). Ambiguous goals make formation of the concept diffi-
cult, and variation in academic objectives across departments
and disciplines makes institutionwide measurement a cumber-
some task.

College officials claim that they cannot measure the out-
comes of college attendance with any degree of confidence be-
cause they cannot isolate the effects of education from the
effects contributed by other groups, organizations, and social
institutions. Measurement can most casily be attempted in rela-
tionship to near-term indicators directly related o college at-
tendance, such as first job after college or enrollment in
advanced-degree institutions. Consequently, most colleges limit
outcomes assessment o analysis of the near-term direct effects
of education.

Image management

The management of image in colleges and universities is alinost
always resource driven (Topor 1986). Whether publications and
other forms of communication are designed to recruit students,
to increase appropriations and gifts, or to improve an institu-
tion’s visibility with important publics, a decline in institutional
“resources’ (students, money, or visibility) is perceived as
symptomatic of a problem with image. Institutions scramble to
develop new marketing techniques, some as simple as redesign-
ing institutional publications, others as complex as reorganizing
administration to improve public affairs management. The bot-
tom line is that image management—some would call it public
relations—has become a burgeoning area of concern in college
and university administration.

Conclusion

An important assumption of the model presented in the first
section is that institutional stature is a product of institutional
attributes, performance, and outputs that match the needs and
expectations of important constituencies. Needs and expecta-
tions may change as societal conditions change, but they are
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always present and they must be systematically addrzssed. The
description of college and university practices in this section re-
veals that most institutions focus strategies to ¢nhance stature
on formal and informal communication with specific consti-
tuencies about college programs and services. Several important
trends emerge from this description:

e Only recently have colleges and universities begun to col-
lect systematic information about public needs, expecta-
tions, and perceptions of postsecondary education. The
information that is available often is not critically exam-
ined or effectively integrated into decision making.

® Institutional communications describing resources (pro-
grams, services, facilities, research, and staff) available to
external constituencies are clearly the most often used
public affairs strategy. Institutions do not systematically
collect information about student outcomes; if this infor-
mation is collected, it is selectively used in communica-
tions, leading to a distorted image of college operations.

® Public affairs officials do not systematically incorporate
forms of language, thought patterns, and frames of refer-
ence used by the public in college publications. Important
information provided through institutional goal statements,
program descriptions, and financial reports is written for
the benefit of educators, not the general public.

It is apparent that most institutions have not done much to
communicate openlv and comprehensively with the public. A
major reason is tkat until recently colleges and universities
were viewed as having characteristics that made them different
from other types of organizations. As such, they were not
called upon to communicate in precise detail about their goals,
products, performance, costs, and spending behavior. This lack
of attention to detail is a tragic oversight.

Colleges and universities are not doing all they can to en-
hance stature through organizational practices—a particularly
ironic situation, because institutions can control public opinion
to a certain extent through information only they can provide.
This section has briefly reviewed the practices that institutions
use to promote themselves to the public and problem areas that
will require attention if stature is to improve. Strategies to en-
hance stature will not be effective, however, until colleges and
universities address some underlying problems in management.
This topic is the focus of the remaining section.

Higher Education and the Public Trust
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ORGANIZING COLLEGES AND UNIVERSITIES

TO ENHANCE STATURE v

The primary concerm of this monograph is to deterr. «»~ what
strategies and actions colleges and universities must take to en-
hance stature. Identifying workable strategies to enhance stature
is not an easy task. Multiple relationships exist among the di-
mensions of stature, leading to difficulty in measuring the ef-
fects of specific strategies. Furthermore, college and university
administrators do not have a comprehensive understanding of
how stature develops and its multiple antecedents. Thus, how
can administrators develop effective strategies for a phenome-
non they do not fully understand?

The objective of the model in figure 1 was to identify major
dimensions of college and university staturc and to examine the
most important of these dimensions in individual sections.
Three dimensions were identified, each describing important
features of the relationship between higher education institu-
tions and the larger environment: societal conditions, the needs,
expectations, and opinions of external constituencies, and or-
ganizational attributes and performance. A review of practices
to enhance stature employed by complex organizations revealed
four categories of practices with potential application to higher
education: (1) relating organizational products and services to
consumers’ needs, (2) allocating resources for development and
improvement of organizational products, (3) assessing the qual-
ity and benefits of organizational products, and (4) advancing
organizational image with important constituencies. When ex-
amined in context with the organizatioral and performance at-
tributes of colleges and universities, these practices suggest
several splicrts of activity that can become the focus of efforts
to enhance stature:

& Management of the effects of societal change on institu-
tional programs, services, and resources through environ-
mental scanning, monitoring, and strategic planning
(Strategic Assessment);

e Improvement of institutional responsiveness to changing
external conditions through resource allocation systems
that incorporate mechanisms for planning, feedback, and
innovation (Allocation of Resources);

¢ Collection and publication of information about benefits
and costs that describes institutional and student outcomes,
expenditures, and costs as a means for demonstrating ac-
countability to important constituencies (Outcomes Assess-
ment};

College and
university
administrators
do not have a
comprehensive
understanding
of how

Stature
develops and
its multiple
antecedents.
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® Management of public opinion through assessment of the
effectiveness of institutional marketing and public relations
techniques, coupled with redesign of organizational com-
munication strategies to create impact with constituencies
(Image Management).

A message often repeated in this report is that colleges and
universities have little control over many factors that contribute
to institutional stature. They have little influence over societal
conditions, the general direction of public policy, and public
confidence in social institutions. By contrast, colleges can bor-
row from successful practices in complex organizations to cre-
ate changes in operations and performance that engender
positive perceptions with the public.

A reexamination of the practices of complex organizations
presented carlier (c<e table 5, pp. 55-58) points to a number of
practices that colleges can employ to improve stature within the
spheres of activity presented above. These practices are listed
and described in table 6, and they provide a framework for the
discussion of leveraging strategies that follows.

The assumption underlying these activity domains is that as
institutions come to better understand how societal forces, pub-
lic opinion, and organizational behavior interact to determine
stature, they will move to develop strategies that result in en-
hanced stature. Most institutions, prodded by recent criticism,
have begun to develop marketing and public relations plans.
Much energy is expended on these plans—with mixed results.
After examining what the literature has to say about practices
in complex organizations a .d public affairs strategies employed
by colleges and universities, we have become convinced that
many of these strategics are cosmetic. They attack the symp-
toms of the problem, but they do 10t address the problem it-
self. Instead of piecemeal public relations efforts with selected
constituencies, it would be wiser to develop a coordinated strat-
egy for enhancement involving these activity domains. Instead
of vesting too much faith in marketing and public relations
plans that often do little more than temporarily appease certain
constituencies, institutions can improve stature by altering their
approach to management. The goal is this: Develop assessment
and communication systems that enable institutions to effec-
tively anticipate and respond to external forces while simulta-
neously educating the public about important goals, purposes,

vutcomcs, and beneflis of postsecondary education. It is not
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TABLE 6

ACTIVITY DOMAINS AND PRACTICES TO ENHANCE
STATURE IN COLLEGES AND UNIVERSITIES

Activity Domains
and Practices

Description

Strategic Assessment Aanagement of the ef-

® Environmental
scanning, monitor-
ing, and strategic
planning

® Institutional
research/market
research

e Management infor-
mation systems

fects of societal change
on institutional pro-
grams, services, and re-
sources through
emvironmental scanning,
monitoring, and strategic
planning

Assessment and monitor-
ing of issues and trends
of organizationwide sig-
nificance (sociocultural,
demographic, economic,
public policy, political,
and technological) that
present challenges, op-
portunitics, and threats to
the institution; synthesis
of environmental infor-
mation into a strategic
plan that aligns the insti-
tution with specific fea-
tures of its external
environment

Continuous information-
gathering program with
target audiences to deter-
mine specific needs and
expectations for postsec-
ondary education

Organized information
systems internat to the
institution that can be
used to guide and support
strategic decisions by
providing current and
historical data about in-
stitutional costs, re-
sources, outcomes. and
performance

Practices of
Complex
Organizations

Relating organiza-
tional producis and
sen'ices to con-
sumers’ needs

Product visibility;
orientation toward
serving client;
timely strategic de-
cisions
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Allocation of
Resources

® [ntegrated evalua-
tion and budgeting
systems

® Support for
innovation

Outcomes
Assessment

o Comprehensive out-
comes assessment

® Beneficianes’ satis-
faction

TABLE 6 (continued)

Improvement of instit-
nonal responsiveness to
exicrnal condittons
through modified re-
source allocation systems

Administrative organiza-
tion for planning and
budgeting that supports
continuous and timely in-
fusion of results of evalu-
ation into financial
decisions

Institutional policies
guiding use of discretion-
ary resources to support
mnovation (programs and
services)

Collection and publica-
tion of information about
costs and benefits as a
means of demonstrating
institutional accountabil-
ity to important consti-
tuencies

Annual or biannual pro-
gram for assessment of
near-term and long-term
student outcomes in
work, further education,
leisure, family commu-
nity, political life, etc.

Assessment of benefici-
aries’ perceptions (stu-
dents, business and
industry officials, com-
munity residents, state
agency officials, parents,
etc.) of the quality and
value of educational pro-
grams and services be-
fore, during, and after
contact with the college

Allocating re-
sources for devel-
opment and
improvement of
producis and serv-
ices
Distinctiveness in
products, services,
and operations; ca-
pacity for innova-
tion

Assessing the qual-
ity, appeal. and
benefits of organi-
zaticnal products
and services

Continuous per-
formance assess-
ment; management
of cost sensitivity
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TABLE 6 (continued)

® Cost management  Assessment of the
““psychic costs’” associ-
ated with college attend-
ance—the point at which
costs outweigh benefits in
the minds of specific' in-
dividuals, groups, and
organizations

® Documentation of  Periodic publication of
spending behavior  information for con-
sumers describing how
the institution spends
rnoney over a given pe-
riod of time

® Progress marketing  Development of market-
ing information with a
focus on students’ near-
term and long-term out-
comes of coilege attend-
ance tn contrast to a
focus on institutional re-
sources available to con-
sumer groups

Image Management  Management of public Advancing organi-
opwmion through assess-  zational image
ment of institutional mar-  with important
keting and public constituencies
relations techniques and
redesign of communica-
tion strategies

® [mage profile Systematic review of all  Financial durability

outreach materials created and soundness;

and used by an institution community and en-

to represent itself in par-  vironmental re-

ticular ways to target au-  sponsibility;

diences response to pres-
sure Situations;
demonstrated ex-
pertise In commu-
nications

® Capacity for dis- Representation in market-
tinctiveness ing materials of special

features implicit in insti-
tutional programs, serv-
ices, operations, and
outcomes that distinguish
the institution from
competitors
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¢ Simplified unique
goals

e Opmnion manage-

ment

¢ Media monitoring

® Crisis communica-
tion management

® Rescarch on effec-
tive communication

TABLE 6 (continued)

Simplification of institu-
tional goal statements,
presentation in lay lan-
guage, and repetition to
improve public’s under-
standing and support

Audit of public opinion
in relationship to institu-
tional programs, opera-
tions, and performance,
leading to the determma-
tion of “‘desirable” opim-
ions, attitudes, and
perceptions to be rein-
forced through institu-
tional publications

Continuous monitoring of
various media to identify
opinions, attitudes, and
perceptions held in rela-
tionship to higher educa-
tion in general and local
institutions in particular
Written plan guiding the
flow and coordination of
communication from the
institution to the public in
periods of organizational
stress

Assessment of the impact
of institutional publica-
tions and outreach strate-
gies on specific
constituencies

sufficient for the purposes of enhancing stature simply to alter
institutional programs and scrvices based on information about
the future. Staturc will accrue to those institutions that convine-
ingly demonstrate how they provide benefits to individuals,
groups, and organizations that satisfy important needs and

goals.

Leveraging Strategies: Strategic Assessment
History indicatcs that institutions of higher cducation have been
slow to adapt to changes in their environment, especially their
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resource markets. The model and the practices of complex or-
ganizations discussed earlier point to a need for assessment to
determine the extent of congruence between environmental
forces and institutional activities. After all, if colleges and uni-
versities are to lay claim to stature, their goals, plans, opera-
tions, and outcomes must somehow correspond to
environmental forces, and they must satisfy the expectations of
constituents.

Environmental scanning, monitoring, and strategic planning
The time has come to employ the techniques of environmen.al
scanning, monitoring, and strategic planning used in the bus:-
ness sector, and colleges and universities are in fact beginning
to develop systems for scanning the environment and strategic
planning (Keller 1983). Environmental scanning has often been
a quick-and-dirty attempt tc prepare an agency-mandated over-
view of trends in the institutional service region to qualifs- for
funding. As colleges and universities move into a period of in-
tensified public scrutiny of goals, performance, and costs, the
sophisticaticn of environmental scanning, strategic planning
management information systems, and institutional research
will need to improve.

What form should environmental scanning take and how
should it be combined with strategic planning, management in-
formation systems, and institutional research to improve stat-
ure? Organizations in which environmental scanning systems
have been implemented with some success typically focus the
scanning on issues and trends in six broad areas of organiza-
tionwide significance: sociocultural, demographic, economic,
public policy, political, and technological issues (Hearn and
Heydinger 1985). Issues and trends are selectively picked for
the most intensive monitoring, and a wide array of information
sources are perused as a basis on which to identify trends. Ta-
ble 7 presents a sample list of issue and trend indicators in the
environmental scan along with potential sources of information.

A “‘scanning team’’ comprised of topical specialists is desig-
nated to examine primary and secondary sources of information
for each issue, while a ““ranslation team”” comprised of man-
agement staff plays an important role in translating the special-
ists’ work through synthesizing and weighting information. The
work completed by a number of scanning teams is accumulated
by the translation team, synthesized and weighted, and con-
verted into a narrative statement of environmental trends and is-
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TABLE 7

ENVIRONMENTAL SCANNING ISSUE
AND TREND INDICATORS

Issue/Trend
Indicators

Sociocultural Indicators

Public confidence in institutions

Social behavior patterns

Economic attitudes

Attitudes toward work, leisure,
and education

Attitudes toward family, mar-
riage, and childrearing

Attitudes toward organized reli-
gion

Social and ethnic attitudes

Attitudes toward envizonment

Attitudes toward profit and non-
profit organizations (business
and industry, government, la-
bor unions)

Spending and saving behavior

Attitudes toward the military

Family structures

National, state, and local re-
ports or education

Demographic Indicators

Fopulation size
Population chiracteristics
® Age gradat.ons
& Family structures
® Birth and death rates

Sources of Information

National
Books
Public opinion polls
® Gallup pcll
® News media
® Journal of Public Opinion
® Yankelovich polls/surveys
® National Opinion Research
Center
® Institute for Social Re-
search
® Roper surveys
® Harris surveys
Research universities
Periodicals
Retail ““fads”

State

Research-teaching universities

News media

Government agencies

Political parties and representa-
tives

Regional organizations
(churches, e.g.)

Civic orgamizations (United
Way, c.g.)

Election results

Local

Churches, civic organizations

News media

Elections

County agencies

Social services

Labor organizations

Community action agencies

K-12 school districts

Nationul
Census
Research nniversities
Departments of Labor and
Commerce

92
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TABLE 7 (continued)

® Income News media

® Education Research journals

© Employment/unemployment National Institutes of Health

¢ Handicapping condition and Mental Health

© Minorities Periodicals

¢ Male and female Futurist trend letiers

® Work patterns Books
In-migration/out-migration of Think tank reports

population State
Enrollment in grades K-12 Education associations

® High school to college Census

® Attrition . Departments of Education, La-

® Ethnic and racial distribu- bor, and Commerce (publica-

on tions)
® Major field distribution Licensing agencies

State offices and agencies
Governor’s report
Research-teaching universities
Public and private agencics
Private industry councils
Statewide planning commissions

Locai

Census

Regional planning commissions
K-12 school districts

Economic Indicators

ERIC 10
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Condition of federal and state National
budgets Departments of Commerce and
Federal deficut Labor (publications)
Gross national product Small Business Administration
Industrial growth News media
Capital investment Periodicals
Labor market Trade journals
¢ Growth and deciine Wall Street Journal
& Unemployment Kiplinger Letter
® Underemployment Futunists (Naisbitt trend letter)
Inflation State
Prime interest rate Departments of Commerce and
Economic developw.ent and di- Labor
versification Governor’s office
Plant closings/attraction of new Budget office
industry Legislature
Structure of labor market Fiscal agencies |
Tax abatement policies of state/ State chamber of commerce |
local government News media 1
Federal taxation policies Research unwersities |
|
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TABLE 7 (continued)

Labor union trends

Federal spending policies
Import/export balance

Stock market trends
Investment rates

Foreign investment in economy

Public Policy and Political In-
dicators

Poliucal party platforms (federal
and state)

Administrative rule changes

Pending legislation and legisla-
tive initiatives

Court rulings

Public speeches

Polls

Election results

Media topics

Executive Orders affecting pub-
liz agencies

Editorial views in media

Hiring and licensure require-
ments

Board actions

Local

News media

State planning agencies

Chamber of commerce

Dodge Report

Annual reports by local busi-
nesses

Reports issued by banks and
lending institutions

Real estate agencies

Trade organizations (tourism)

College placement data

Surveys of employers

Stock brokerage houses

National

Congressicnal Record

Federal Registe~

Court rulings

Trade publications

“Vital” speeches

Newspapers and periodicals
National studies and reports
Television and radio news
Newsletters from representatives

State

State reports

Special commission and task
force reports

State agencies

Regional media

Legislative agendas

Newsletters from representatives

Administrative rules

Professiona’ and trade organiza-
tion newsletters

Labor unions (publications)

Local

News media

Local politicians

Government agencies

Regional planning commissions
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TABLE 7 (continued)

Technological Indicators

Trends in energy development
resulting from investment in
new energy sources, fossi
fuels, and energy conserva-
tion techniques

Change in educational delivery
systems involving advances
in computer technology, tele-
communications, media sys-
tems

Natural resource development in
the college service region
(energy, minerals, forestry)

Changing technclogy in infor-
mation production and re-
trieval systems

Technological advances that
change the composition of
the ltabor force through labor-
saving techniques (robotics,
advanced computer systems,
teleccmmunications)

Advances in medicine and bio-
logical research that improve
life expectancy and health

Changing technology leading to
the creation of new labor de-
velopment fields and indus-
trial specializations

Advances in the science of
management, business tech-
nology, and business commu-
nications

National

Trade journals

Research universities

Corporate reports and forecasts

News medta

Foundation reports

Conferences and trade shows

Futurists

Associations and societies (pub-
lications)

Think tank reports

Federal departments and agen-
cies

State

State agency reports

Governor’s reports

State chamber of commerce

Task force and commission re-
ports

Local

News media

Advisory committees

Regional employers

Chamber of commerce
Planning agencies/commissions
Government agencies

Civic associations

Local foundations

l{lC 1 ,‘_’ o)

sues of relevance to the organization. The narrative statement is
typically short, describes issues with immediate and long-term
implications, reflects a developing trend, provides information
that might not otherwise have reached decision makers’ hands,
is useful to decision makers, and provides a list and discussion
of management options for positioning the organization on the
issue.

Perhaps the single most important component of environmen-
tal assessment is strategic planning following the parrative
statement of environmental trends and issues. Strategic plan-
ning is action oriented, concentrating more on the decisions
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that administrators need to make to .lign the institution with
environmental forces, ia contrast to analyses, forecasts, and
goals. It especrally emphasizes the allocation of resources in-
volving priorities for spending on buildings, equipment, ar.d
staff to enable the institution to effectively anticipate or respond
to specific conditions in the external environment. Strategic
plarning is almost surgical in design and cffect. After careful
analysis and discussion, and using experience and prognoses,
administrators decide to cut, amputate, graft, inflate, or
stiengthen programs and services with infusions of human and
financial resources (Keller 1983).

As a practical matter, most colleges and universities will not
create an environmental scanning and strategic planning process
as complex as that described. Senior officers spend a considera-
ble amount of time trying to understand what is happening in
the external environment and sharing reports and observations
with one another. The practice is more systematic as part of
formally organized strategic planning processes at larger col-
leges and universities.

Institutional research

Survey research on campus and of constituents’ perceptions of
mstitutional goals, operations, and performance is an important
tool for enhancing stature. Measures of public opinion of the
value of higher education, institutional costs and expenditures,
student educational outcomes, and cost cffectiveness are impor-
tent if institutions are to be viewed favorably by the public.
Similarly, it is impcertant to conduct research with campus
groups— faculty, administrators, students, and classified staff—
to determine the extent t¢ which their perceptions of the institu-
tion match those of external constituencies. Divergent percep-
tions can create conflict between expected goals and
performance, leading eventually to reduced stature. Conver-
gence of group perceptions achieved through survey research
on opinion formation and density can enhance stature by point-
g out arcas where the college can better align itself with con-
stituents’ expectations.

Becuuse little organized rescarch has investigated constitu-
ents’ perceptions of cducational programs and services, colleges
and universities need to focus research cn gaining detailed in-
formation about the attitudes and opinions that internal and ex-
ternal constituencies hold about the college and the cffect that
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FIGURE 3

CONVERGENCE/DIVERGENCE OF CONSTITUENTS'
PERCEPTIONS OF COLLEGE GOALS, COSTS,
OPERATIONS, EXPENDITURES, AND PERFORMANCE

College Activity Constituencies Convergence/
Areas External Internal Divergence

Business Faculty Convergence
industry Admunistrators  Parual conver-

State agencies  Students gence

Comnwnity  Governmg Divergence
groups board

Foundations  Classified staff

Legislators

Regents

Private donors
Institutional goals
Pricing policies (cost)

Operations

Instruction

Student services

General  admims-
tration

Plant maintenance
and operations

Institutioral
support services

Academic support
services

Research and devel-
opment

Expenditures

Performance
Student outcomes
Institutional out-

conies
Value addedness

changes in institutional goals, operations, policies, and per-
formance would have on constituents” attitudes. A simple grid
can be developed to show the extent of convergence between
internal 2nd external publics (sce figure 3).
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Management information systems

The assessment tasks mentioned earlier—environmental scan-
ning and measurement of constitucnts” opinions—lack meaning
in the absence of institutional information about costs, re-
sources, outcomes, and performance. Recent studies of institu-
tional informatton systems give mixed reports; most criticism
focuses on the use of information in the cecision process (Bald-
ridge, Kemerer, and Green 1982). Every campus should have
an effective information system that can be used to determine
the institution’s capacity for response to forces in the environ-
ment. Data managers and decision makers need to learn the
procedures that translate data into decisions as part of an over-
all strategy to enhance stature. Information from an environ-
mental scan, decision processes, and institutional information
must be linked to accomplish this goal.

Leveraging Strategies: Allocation of Resources

Institutions facing changes in their external environment that
could undermine stature need to build strategies for allocating
resources that maximize the institution’s responsiveness to ex-
ternal forces. This task can be accomplished using three strate-
gies: (1) evaluation, feedback, and budgeting systems that
match institutional resources with identified needs of constitu-
ents, (2) timely strategic decisions, and (3) discretionary re-
sources to support innovation.

Timely decisions through integrated evaluation

and budgeting systemns

Many institutions continue to allocate resources as an increment
or decizment over the previous year’s budget without regard for
mmportant program and service changes that must be made to
respond to external forces. An absolutely essential ingredient
for stature in a context of growing criticism is information
about forces in the external environment and the effectiveness
of current programs and scrvices in addressing those forces. To
illustrate, information about the labor market’s changing needs
for knowledge and technical skills in the professions, when
matched with data describing program performance in produc-
ing graduates with those skills, adds an important dimension to
tne process of allocating resources. This information can pro-
vide a road map for an institution to identify programs that
contribute to or detract from stature and a way of directing the
necessary resources for making changes. Institutions that are
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able to merge fully developed environmental scanning and pro-
gram review systems with the budgetary process will be able to
enhance stature through timely decisions directing the flow of
resources to highly wvisible activities.

College staff exhibit a natural reluctance 1o change existing
approaches to allocating resources unless the benefits of doing
so can be demonstrated. This reluctance stems not from a nega-
tive outlook but from inner psychological needs for control, ex-
pedience, and predictability in the budgetary process. Such
internal forces of resistance diminish stature by retarding nsti-
tutional response to conditions in the external environment.
They can be overcome if a futuze-oriented, participative ap-
proach to budgeting 1s implemented. This approach provides a
similar starting point for all staff and uses the participants’ fecl-
ings about future prospects for the institution as part of the im-
tial data base for financial projections. The futuring process
helps to swing participants’ focus from resistance to change to
planning for a desirable future state that benefits both the insti-
tution and the individual. Instead of being a forum for petty
complaints, the budgetary process should serve as a rallying
point for determination of what the institution must do to up-
grade its stature. Instcad of simply allocating resources, future-
oriented, participative budgeting can conribute to the formula-
tion of strong statements about institutional weaknesses and en-
courage staff to look beyond their departments to see
institutional issues.

Support for innovation

How can un institution make m:. jor changes in its programs and
services to build stature if it does not have discretionary re-
sources to support innovation? Consider, for example, the cu-
mulative effects of reduction experienced by institutions in the
late 1970s and early 1980s that are still being felt today:

® Real declines in resources (even in wealthy institutions) as
great as 20 percent of academic budgets:

¢ Cumulative deficits in expenditures for equipment, repair
of the physical plant, and even salaries that collectively
may have been as great as another 10 or 20 percent of ac-
ademic budgets;

® Rising costs in some scctors of college and uraversity ex-
penditures, such as energy, computing, and libraries, that

Instead of
being a forum
Jor petty
complaints,
the budgetary
process
should serve
as a rallying
point for
determination
of what the
institution
must do to
upgrade its
Stature.
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consume all or most of the budgetary flexibility that insti-
tutions generate, and more;

® A projected demographic decline of as much as 20 or 30
percent in the traditional college-age population that will—
to what degree administrators do not know—negatively af-
fect enrollments and therefore the resource base:

® The lowest raie of faculty turnover and therefore internal
budgetary flexibility that colleges have known in over 30
years;

® Decreasing opportunities for professional development and
therefore decreasing attractiveness of academic careers for
new junior faculty in many sectors of the institution; and
superimpesed on zall of these effects

® Prolonged duration of the problem, continuing from nearly
a decade in the past to perhaps a decade into the future,
that precludes temporizing and bridging solutions and cre-
ates the discouraging sense that the necessity to manage
these sorts of problems will foreclose any constructive and
significant efforts to enhance stature (Frye 1984).

How, in short, do faculty and administrators talk meaningfully
about innovation when institutions at the present time typically
have considerably iess than 1 percent of their annual budgets
available to put into real program development?

If colleges and universities expect to build stature through in-
novation, they will need substantial discretionary resources,
which can be accomplished through three methods. First, a
“‘change by substitution™’ strategy can be employed in which
marginal programs are pared back {or eliminated) and the re-
sulting “‘savings’” applied to innovation. Second, new re-
sources can be sought at the institution and department levels
based on a clear-cut understanding that whatever monies are
collected will be apphed to mnovation. Private gifts and dona-
tions are the most likely source of new money. Because effec-
nve fund-rarsing systems take years to build, institutions should
not expect an immediate influx of resources for innovation
using this method. Third, an annual “tax” can be applied to
the budgets of academic and nonacademic departments to pro-
duce discretionary income. Working as a forced contingency
approach to the development of resources, the effect over time
will be to increase the percentage of the operating budget avail-
able for innovation.

The array and quality of programs available to meet emerg-
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ing needs is a critical factor affecting the way in which impor-
tant constituencies view the institution. The lack of resources to
support innovation could be the greatest impediment to col-
leges’ and universities® efforts to enhance stature in the 1990s.

Leveraging Strategies: Outcomes Assessment

During the past five years, 2 movement has gained momentum
tc gauge institutional effectiveness and to justify public support
for higher education by evaluating the outcomes and benefits
produced by individual institutions. Elected officials, coordinat-
ing boards, state government agencies, and accrediting associa-
tions have shifted awa from the traditional benchmarks of
quality (for exampie, 1atio of accepted to rejected applicants,
admission scores of entering students, number of books in the
library, size of endowment and physical plant, credentials of
faculty, expenditures per student) to greater emphasis upon the
products or outcomes of education. The impetus exists to link
stature to outcomes:

Colleges must begin to assess their performance and publish
the results, because parents and studenis are growmg uneasy
abont the rapid rise in wition costs and they need consumcer
protection. Because colleges have not provided such infor-
mation, the rumor mill has flourished and prospective stu-
dents face a landscape barren of real information with which
to make informed choices, but littered instead with trendy in-
dicators of campus popularity and status. No one wants high
school seniors depending on slick publications that claim to
tell it like it really is. The traditional gauges of academic
quality—input measures such as faculty-student ranos, ii:e
number of students with doctorates, and library holdings—
bear little on what critics charge are academe’s shortcom-
ings: that many of our graduates do not seem to possess the
hnowledge, skills, and in some cases the character and civic
virtues that should constitute a highly educated person. Vir-
tually nobody, at least nobody outside the academy, believes
the resources are lacking. The case can be made that the
Amenrican people have been ungenerous to higher education.
They have not and we all know that. To address their prob-
lems, colleges and universities must focus not on inputs but
on the quality of teaching and curricular reform. They
should stute their goals and make the results available to
everyone. Institutions should employ a varicty of evaluation
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methods, mcluding standardized tests, interviews and ques-
neanaires, reviews of students’ written work and extracurri-
cilar activittes, and studies of alumni and dropouts (Bennett
1985).

Comprehensive outcomes assessment

The link between quality and outcomes has obvious implica-
tions for staturc n colleges and universities. Repeated docu-
mentation of institutional performance in prodicing college
graduates with exceptional general education and competencics
in therr major field using widely recognized indicators will ¢u-
courage public recognition of stature for a specific institution.
One question must be answered: What outcomes assessment
strategy(ics) should an institution sclect for the purpose of en-
hancing stature from a range of potential strategics that can be
used? Stated in the lexicon of administrators: What strategy
will yreld the greatest benefits (stature) at the lowest cost {time
and efficiency)?

Institutions accomplish different goals through outcomes as-
sessment, cach goal requiring a different assessment strategy
and having different implications for enhancing stature. The
variation in assessment goals includes (1) measuring the effec-
tiveness of remedial/developmental curricula toward improving
the basic skills of lower-division students; (2) ensuring that
each student has developed the expected basic skills by the
time he or she reaches the junior year in college; (3) measuring
the effectiveness of the undergraduate core curricula and co-
curricular programs toward developing the general education
knowledge and skills as well as the affective development ex-
pected of college graduates; (4) measuring the effectiveness of
academic programs in developing the knowledge and skills of
graduating seniors in their major ficlds of study; and (5) assur-
g the public that cach college graduate has the general educa-
tion and competence in a major field expected of college
graduates (Nettles 1987).

Each of these assessment goals not only requires a different
approach but also produces a different set of consequences. For
example, the goal of measuring the effectiveness of 1emedial/
developmental curricula toward improving the basic skills of
lower-division students embodies an underlying assumption (of
the general public) that students receiving a college education
should be able to read, to write, and to perform basic mathe-
matical calculations. As such, stature is not likely to be signifi-
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cantly enhanced through a strategy focused on documenting the
college’s performance in providing students with something that
1s already expected— proficiency in basic skills. On the other
hand, advances 1n stature arc apt to be forthcoming through
published information depicting the effectiveness of colleges m
developing general education and competence in major fields
that enable individuals to contribute to socicty. Measurement of
ncar-term and long-term student outcomes m work, further edu-
cation, and community is a science that is in an embryonic
stage of development. Faculty and administrators are just now
learning what indicators and methods to usc to measure out-
comes. Therefore, institutions with a czpacity to produce and
publicize information describing near-term and long-term stu-
dent outcomes using an array of measures will be able to exert
considerable leverage in enhancing stature compared to institu-
tions without this capacity.

Institutions choosing to undertake compichensive assessment
of student outcomes as a method to enhance stature should rou-
tinely collect the following types of information from students:

Near-term outcomes (one to three years after college enmoll-

ment):

® Relationship of job to curniculum directly after college at-
tendance

® Personal income immediately after college attendance

Enrollment in advanced degree progiams

® Assessment of cognitive learning and skill development
upon exit from college

® Performance of graduates on tests in major fields of study

¢ Students’ performance on tests required for admission to
graduate school (GRE, GMAT, LSAT, for example)

® Students’ GPA in advanced degree programs

® Honors or awards received by students in work or educa-
tion

® Employers™ assessments of students’ job peiformance one
to three years after college attendance

® Scrvice to the community one to three years after college
attendance (memberships in civic organizations, elected
office, volunteer work, and so on)

Long-term outcomes (four to ten yeass after college enroll-
ment):
® Advanced degrees cained
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Personal income and salary mob:lity

Property ownership

Job mobility and promotions

Supervisory responsibility

Honors and awards

Employer’s assessment of employee’s performance and

value to the organization

® Leadership positions m local, state, and national organiza-
tions

® Service to the community

® Scrvice to the state and nation

¢ Improvement in the quality of life (Alfred 1987).

The extent to which outcomes assessment is a viable tool for
enhancing stature depends on the college’s mission and on cer-
tain characteristics of key constituencies. Many institutions
scrve constituencics with specific needs and expectations,
which determine the way in which information aboui outcomes
is viewed and reported. And because constituents’ needs are apt
to change rapidly in the future as societal conditions change,
the notion of what is ““desirable’” and what is ““undesirable’ in
outcomes may alse change. Coileges and universities will need
to carefully monitor the relationship between socictal conditions
and public opinion if they are to make meaningful judgments
about what type(s) of information about student outcomes to
usc 1n enhancing stature.

Beneficiaries’ satisfaction

College faculty and administrators need to know more about
the perceptions that different groups hold of the college experi-
ence. Students benefit directly from exposure to academic pro-
grams and services. They posscss a wealth of knowledge about
the *‘process’ side of teaching and learning that can be used to
improve cducational outcomes. Business and industry exccu-
tives, government officials, and civic leaders receive the
“‘products’” of higher cducation and are indircet beneficianes of
tcaching and Icarning. They can help by providing information
about the relationship between cducation and work, education
and citizenship, and education and quality of life.

How cun institutions enhance stature through knowledge they
have about beneficiaries™ perceptions? First, they can develop
asscssmcnt instruments that elicit information from specific
groups about the cffects of teaching and instruction. Is instruc-
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tion relevant to the job? Docs it provide access for students to
entry-level and advanced positions m a labor market undergo-
ing structural change? Does it prepare students for success in
advanced degree programs? Does it {acilitate occupational suc-
cess through access to technology and cultivation of higher-or-
der thinking skills? Docs it lead to improvement in the quality
of life through competence in gencral education” Docs it im-
prove health, family life, use of leisure time, and social skills
through heightened awareness? Doces it improve the capacity of
individuals to adapt to rapid change by cultivating important
skills (flexibility, intellectual curiosity, openness to change,
problem-solving ability)? Does it facilitate interest in pubhic
service leading to social and economic development of local
communities?

Second, they can conveit the results of assessment into deci-
sions aimed at improving instruction and support services.
When cvidence 1s found of beneficiaries” dissatisfaction and
less-than-desirable outcomes, nceded changes can be identified
and implemented, thercby demonstrating a commitment on the
part of the nstitsdon to client service. An oricntation toward
client service is an important feature of the efforts of business
and industry to cnhance stature, and it has value for higher cd-
ucation as well.

Cost management
Colleges and universities are selling highly intangible products
with associated tangible costs. The college student pays greatly
in terms of time, moncy, loss of other potential income,
psychic costs, and inconvenience. College atteadance calls for
an extreme level of involvement from the consumer. For a col-
lege to maintain stature in the eyes of consumers, costs must
fall into line with the perceived benefits of education. To en-
surc an appropriate balance between costs and benefits, col-
leges and universities nced to undertake research on the psychic
costs of college attendance among current and potential stu-
dents, parcnts, and others who pay tuition. To do so would m-
volve assessment, using survey and interview techniques, of the
levels at which individua! perceptions of price exceed those of
the benefits received or, in the lexicon of marketing specialists,
the point at which an uneven exchange occurs between the in-
stitution and the consumer.

Marketing strategies shouid be carefully developed to clarify
costs to the consumer, the predictable benefits of attendance at
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a particular college, and basic elements of the relationship be-
tween benefits and costs (total dollars spent on education and
average rates of return on investment). Seminars should be or-
ganized for parents, high school counselors, and education
journalists in which institutional officials explain pricing poli-
cies. Easily understood communication techniques, including
jargon-free verbal presentations, animat.d videos, and student
profile descriptions, should be used to ensure attendees fully
understand the complex topic.

Leveraging Strategies: Image Management

A distinction has been made between stature and related con-
cepts of image, reputation, and qu-ity. The image of an insti-
tution, however, is part of its day-to-day reality in dealings
with the general public. It is an institution’s image, not neces-
sarily its identity, that constitueacies respond to. A not urrom-
mon expression among college and university administrators is
that ““perception is reality.”” An institution’s actual quality is
often less important than its prestige, or reputation for quality.
Perceptions are critical, for quality and prestige do not always
move hand in hand (Huddleston and Karr 1982; Walters and
Paul 1970).

Public affairs is the dimension of management in colleges
and universities responsible for advancing an image of the insti-
tution to the public. Many elements, including outreach mate-
rials, media communications, and physical environment,
contribute to an institution’s image. Administrators, faculty,
and staff should be concerned about their mstitution’s image
and how it contributes to stature for three reasons:

1. They need to know how their institition is perceived in
relationship to competing institutions.

. They need to know how the institution is perceived in
terms of 1ts capacity to respond to emerging socretal
forces by those who contribute resources.

. Thev need to know how the institution is perceived by
their various audiences—students, alumni, potential do-
nors, and business and industry executives.

|88
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Wi.hout a doubt, prevailing images of colleges and universi-
tics held by multiple publics affect stature. The question, how-
ever, is not whether postsecondary institutions using aggressive
techniques of public relations should improve stature at the ex-
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pense of other institutions. The real question 1s what colleges
and universities can do through management of public affairs to
improve .ae stature of higher education as a total enterprise
while at the same time leveraging the statare of local institu-
tions.

Image profile
College and unversity administrators interested in using imag-
ing techniques as a method to enhance stature should focus on
knowing (1) the substance of information that publics sec, hear
and rcad about the institution, (2) the belicfs, attitudes, and
perceptions that publics hold in relation to the college as a
whole or as a sum of parts, and (3) the effectiveness of public
affairs in cliciting desirable mages. A college’s image can be
described as an organized set of belicfs that people associate
with the institution. These beliefs tend to be oversimplified no-
tions about qualitics such as academic reputation, faculty exper-
tise, athletic cmphasis, or campus appearance. Iinage belicfs |
arc formed as individuals gain infermation about a college |
through the media, interpersonal exchanges, and direct experi-
ence. Thus, college image represents how people perceive an ‘
institution but does not necessarily reflect the true nature of the ‘
college (Huddleston and Karr 1982).
The importance of college image has been overlooked (Fram
1982). College administrators tave focused on techniques for
recruiting and retaining studen's but have 1gnored the broader
issuc of maintaining and enhaacing an image for a specific col-
lege that is based upon constituents’ perceptions of the institu-
tion’s key attributes. For exemple, a hypothetical college might
be perceived as having a competitive academic environment, an
emphasis on athletic programs, and an impersonal atmosphere.
Although an image of a college may not be accurate, 1t may
serve as the basis on which individuals make judgments about
the staturc of the institut.on.
College administrators need to assess institutional image
among relevant constituencies if they expect to understand im-
portant dynamic< und:rlying stature. Relevant attributes to be
considered include cumpus environment, research activity by
faculty, quality of teaching, and pricing. Once college image
has been assessed. administrators are then in a position to
maintain and streagthen the positive aspects of image and to
improve negative or weak aspects.
Although the rationale for assessing college image is clear,
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the methodology for measuring this concept is not well devcl-
oped. A review of the literature shows few studies in which the
overall image of an institution has been measured. Most re-
search on the public’s attitudes toward colleges and universities
can be classified as “‘opinion surveys.”” That is, a sample of
subjects are asked to state their preferences or expectations for
institutional roles, programs, and policies (Biggs et al. 1975;
Haskins 1975; Owings 1977).

In some studies, subjects are asked how they perceive a col-
lege attribute such as registration procedures or university-
community relations (Jameson et al. 1973; Rossman 1975).
Such studies measure only a single facet of college image,
however.

A promising approach to the assessment of college image
suggested for administrators interested in improving stature is
the image profile technique of Huddleston and Karr (1982). Im-
age can be measured as a multidimensional concept by having
constituencies rate the college on a series of semantic differen-
tial scales anchored by bipolar traits like  1perior academic
reputation’” and ““inferior academic reputation.”” Average
scores for the constituency can then be plotted across the series
of scales in such a way that an “‘image profile” is revealed.

Determination of an image profile is useful in many respects.
Foremost, the profile is a visually concise description of how
the public perceives numerous attributes of the college. The
profile of a college can easily be compared to image profiles
generated for other competing institutions or an ““‘ideal institu-
tion.”” In additior, several groups can complete image profiles
for a single institution and the similarities and differences be-
tween groups’ perceptions compared.

Capacity for distinctiveness

All too often, college administrators respond to problems of
image and visibility by developing new publications or throw-
ing more money into the public relztions budget to communi-
cate a generalized institutional image. Or they adopt techniques
to enhance image that have been successfully implemented on
other campuses without careful consideration of special charac-.
teristics of their own campus that may facilitate or impede suc-
cess (Hilpert and Alfred 1987). College administrators seeking
to improve institutional image, and ultimately stature, need to
determine which elements of institutional uniqueness can be
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communicated to the public and whether institutional publica-
tions, events, and news releases support these elements.

For example, if the institution’s primary ciaim to distinctive-
ness receives expression in the characteristics of an “‘intellec-
tual community,”” it is important that imaging activities be
based on applied research that demonstrates what the term “‘in-
tellectual®® means to 18-year-olds and other groups. Methods
then need to be devised to represent the concept of uniqueness
in terms meaningful to specific target audiences. Public affairs
specialists engaged in the imaging of institutional distinctive-
ness to specific constituencies need to ask certain questions:

® What specific factors contribute to the uniqueness of the
institution?

® How do curricular programs, institutional policies, and
support services relate to uniqueness?

¢ How do institutional publications, events, news releases,
faculty and staff attitudes, and the leader’s persona and
behavior contribute to the concept of distinctiveness? Do
they adequately communicate the concept to target audi-
ences?

& What actions can be taken to improve the public’s percep-
tion of institutional uniqueness in ways that benefit the in-
stitution?

Opinion management
As institutions become aware of the role that image plays
enhancing stature, they will begin to reevaluate their jelation-
ships with specific constituencies. They will become more se-
lective about the publics they attempt to reach, and they will
seck to influence the opinions held by important publics. Spe-
cific criteria will be established for defining which publics are
important as well as the range and types of opinions that the
college wants these publics to formulate and maintain.
Implementation of a program of special events and activitics
designed to cultivate favorable opinions among specific consti-
tuencies will be essential if colleges are to elevate stature. Es-
sentially, this strategy relates to increasing personal contact
with groups and individuals whose support 1s important to the
college. An effective opinion management program should have
well-defined short-term goals and employ the most effective
contact method. For example, college officials seeking to build
relationships with regional high school counselors for the pur-
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pose of ehietting favorable opinions (about the institution) could
provide feedback loops to regional high schools, infornming
high school counselors of their graduates” achievements at the
institution. Several additional steps also need to be taken to
manage constituencies’ opinions:

o Study the values, attitudes, and interests of specific con-
stituency groups i relation to complex organizations in
general and higher education in particular. Voting records,
speeches, newspaper and magazine articles, gifts and do-
nations, and public opinion surveys are good sources to
accomplish this task.

® Involve college personnel in seminars and workshops to
discuss the objectives of opinion management and the
strategies to be employed with specific groups based on
research information.

® Put together a stiategy complete with target groups, activi-
ties, opinion priorities, timetables, and accountability for
opinion management.

® Foster strong working relationships v ith public- and pri-
vate-sector organizations that can assist the college in get-
ting its message across to target groups.

Once college staff have established credible relationships
with key individuals and target groups using these steps, opin-
ion managemeni will be casier. Staff will be communicating
from a position of strength, and target groups will know that
their interests are being addressed through institutional pro-
grams, policies, and services.

Crisis communication management
Recent events have brought about a growing awareness of the
need for colleges and universities to develop capabilities for
crisis communication management (Morrell 1987). The corpo-
rate world has faced tampering with Tylenol, the accidents at
Three Mile Island and Chermobyl, the attempted assassinaticn
of President Reagan, and the chemical release in Bhopal, India.
Experience has shown that some of the best-managed compa-
nics in America have not been fully prepared to deal with piob-
lems that often strike quickly. Colleges and universities should
take heed as weil.

The failure of a college or university to plan for crisis and to
commuunicate with the public so as to safeguard institutional

ERIC

Aruitoxt provided by Eic:




image and interests can have severe repercussions. The mstitu-
tion could suffer a temporary public relations setback with a
limited number of constituencics or a crippling blow to stature
with the general public. Consider, for example, the public rela-
tions conscquences that an institution without a crisis communi-
cation plan would face if AIDS were discovered among several
students on campus. Drug abuse and its consequences pose con-
stant threats. Colleges and universities are managed on a much
more decentralized basis than private industry and lines of author-
ity less clearly drawn, making it particularly difficult for aca-
demic institutions to respond to a crisis quickly and effectively.

How can college and university administrators safeguard in-
stitutional image in periods of crisis? First, a crisis committee
should be appointed, consisting of senior administrators who
can be called together on short notice (Morrell 1987). Various
campus constituencies should be represented on the committee
to provide broad expertisc and to ensurc better communication.
Second, a crisis communication plan should be developed and a
spokesperson designated for the institution. A related policy de-
cision concerns the degree to which the institution is willing to
share information with the press and public. In this regard, the
college or university must balance the need to protect individu-
als, and to some extent the integrity of the institution, with the
campus’s and the public’s right to know. In a number of situa-
tions, educational institutions have released a minimum of in-
formation to the press only to have a newspaper conduct its
own investigation of the incident and publish a detailed article,
placing the institution in an awkward position with a public re-
lations problem. Withholding information also fuels the rumor
mill; the tragedies in private industry have taught administrators
that full disclosure is generally the best policy.

The crisis communication plan shoul. ccu in general guide-
jines for coping with particular situations. or exampl 1f a
dormitory cannot be used because of structural problems, some
provision might be made to have construction experts provide
information to the public about methods the college will use to
resolve the problem. Taking these steps and being prepared for
a crisis give an institution distinct advantages. It provides a
guide for action when handling a campus crisis, minimizes pos-
sible further damage to individuals and campus reputation,
demonstrates that the institution is prepared to act prudently
concerning events that cannot be anticipated, and safeguards
the institution against loss of stature.
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SUMMARY AND CONCLUSIONS

Although most recent surveys of public attitudes evidence a
positive disposition toward higher education, colleges and uni-
versities are encountering major signs of discontent. Concerns
about rapid increases in tuition costs, scandals in college athlet-
ics, the quality of faculty and academic programs, the unfair
use of tax-exempt status to operate money-making activities,
employers’ dissatisfaction with the knowledge and technical
skills of graduates, intensified competition for students and re-
sources, and poorly documented relationships between the costs
and benefits of college attendance permeate the media. Col-
leges and universities are resource-acquiring institutions. They
understand that positive public attitudes toward their goals, pro-
grams, and performance are important because they affect their
financial stability and support. Given this reality, higher educa-
tion institutions have no choice but to be cognizant of their
stature with important constituencies if they expect to gain and
hold public support.

Stature may be understood as the totality of perceptions and
representations held by specific individuals, groups, and publics
in reference to particular characteristics and/or performance at-
tributes projected by colleges and universities over time. Its
forms of expression in colleges and universities and the con-
texts in which it can be viewed (macro and micro) are multiple.
The central or integrating focus for stature across all institutions
is the relationship of the institution to its external environment
as seen through the eyes of important constituencies. Implicit in
this relationship are multiple points of contact between the in-
stitution and the environment that comprise the dimensions of
stature. These dimensions relate to societal forces, the needs
and expectations of constituencies, and attributes and character-
istics of the academic organization.

As societal forces and public opinion toward social institu-
tions have changed, transition has occuired in the stature of
colleges and universities. At least five facts scem clear:

® Public confidence in the leaders of social institutions and
in major educational institutions like colleges and universi-
ties declined without interruption between 1966 and 1984.

® Individuals and groups react to colleges and universities as
they see them not as they objectively are. Perceptions of
institutional stature are influenced by the values, expecta-
tions, experience, and personality traits individuals bring
to the situation.

IR
Institutional
stature is
comprised of
two related
but
unidentical
components—
“‘satisfaction”’
and “‘affect.’’
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o [ustitutional stature is comprised of two related but uni-
dentical components—*‘satisfaction’” and ““affect.”” Opin-
ions expressed by important constituencies in relationship
to specific attributes of a college or university are an as-
pect of positive or negative ‘‘affect’ that influences stat-
ure.

o “‘Satisfaction’’ is a function of the gap an individual per-
ceives between prevailing societal conditions, his or her
needs and expectations, and college performance in pro-
ducing benefits that satisfy needs. Changes in the level of
satisfaction may result from change in societal conditions,
change in individual needs and expectations, change in in-
stitutional performance, or all three. The degree and direc-
tion of caange determine perceptions held by the
individual of institutional stature.

¢ “‘Satisfaction” and “‘affect’”” are necessary preconditions
for stature. The absence of either condition serves to con-
strain stature in colleges and universities. The absence of
both conditions will effectively negate the perception of
stature.

Attributes of the academic organization in colleges and uni-
versities, such as good ambiguity, disciplinary organization, in-
activity and insulation of staff, ana professional autonomy,
resist change and retard the capacity of institutions to improve
stature. Academic programs, services, and staff are fixed re-
sources and change slowly. The domains of activity pursued by
faculty and administrators do not necessarily reflect common
goals, nor do they center exclusively on the satisfaction of pub-
lic expectations. A professional staff, acting on the basis of
limited comprehension of the external environment in a loosely
coupled organization, engenders performance outputs that do
not always satisty identified needs. The effect of this circum-
stance is to magnify the effort required of administrators in
scanning the environment to determine how the institution must
alter programs, services, and staff to meet constituents’ needs.

Institutions may be prepared to respond to changing public
perceptions and expectations through adjustments in the infor-
mal organization (for example, establishment of nontraditional
delivery systems) but not to give them sanction in the formal
organization. In colleges and universities with traditional pres-
tige (for example, Harvard and Princeton) low correlation may
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exist between public expectations and the structure and opeia-
tions of the academic organization.

Practices to enhance stature in complex organizations focus
on assessment of elements in the external environment that are
not easily controlled, such as social forces, public attitudes,
and the bekavior of consumers. In colleges and universities, the
focus is on elements internal to the organization that can be
more easily controlled —institutional publications, communica-
tion and public relations, outreach, involvement in campus ac-
tivities, and campus-based performance assessment. A few
institutions have grasped the importance of institutional stature
and—borrowing from successful practices in complex organiza-
tions—have designed and implemented strategies to improve it.
The majority, however, concentrate on short-term marketing
practices that rely solely on communication.

Colleges and universities are not doing all they can to en-
hance stature through current organizational practices. Until
faculty and administrators address underlying management
problems related to strategic assessment, allocation of re-
sources, outcomes assessment, and image management, lever-
aging strategies for enhancing stature will not be effective in
higher education institutions.
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