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Introduction

An administrative organization exists to facilitate the
identification and achievement of goals and objectives. Organizational
structures differ. However, the central aim of all organizational
structures is the identification and achievement of goals in the
most =2fficient and effective possible manner.

The junior colleges have been part of the American educational
scene since 1900, but only in recent years has the comprehensive
community college become a major educational force. Historically
the organization of the junior and comprehensive two-year college has
evolved in similar fashion to that of the four-year colleges and uni-
»versities. _However, there are unique goals, functions, and objectives
'which manifest a different type of organization. The community

ﬂ'colleges proVide for the first two, years of college work, vocational

f,;and technical education, education,for adults, general educatiOn,

.nted’ Business




Managers titled "Positive Approaches to Business Management." The

meetings were held August 2-5, 1970, in the Flagler Inn which adjoins

the University of Florida campus in Gainesville, Florida.

The planning committee for the institute determined that

the proceedings would begin with a general overview of the profession

and narrowed the focus until very specific tasks relating to business

management would be studied and discussed.

Several developments concerning business managers in junior

colleges deserve mention:

1.

Institutional research is being emphasized to an ever

greater extent in communitybcolleges.

More concern is being expressed for developing costing

techniques for purposes of establishing program and unit
costs.

There is an increasing use of computers in the budgetary

a processes.

,There is more attentron to data gatherrng and retr1evaJ

A changeover from 11ne 1tem budgets to budgetrng by '

f7fmajor and mlnor programs 1s apparent.,rb'

e

?Therea1s;an 1ncreas1ng demand from those who pay the




and the appropriateness of the time schedule. Over 95 percent of
the participants rated the Institute as "very valuable" on a five-
point scale ranging from "not important" to "very valuable." Three
of the twenty-five participants felt that the time schedule could
have been improved, but they did not agree on how this could have
been accomplished.

One of the participants seemingly expressed the general
feeling of all who attended when he said, "The program, physical
facilities, food, atmosphe;e, and friendliness of all concerned
deserve the highest compliment. My thanks to the staff and the

Kellogg Foundation."

The Editor




EVOLUTION OF RESPONSIBILITY IN THE BUSINESS OFFICE

by Mr. William Elmore
' Vice-President for F;nanc;al Affalrs
\ ‘ University of Flcrida
b ‘ - ‘ , Ga1nesv1lle, Florida

kS am very happy to have thls opportunlty to welcome you to

zthe Un;vers;ty of Florlda and to thlS workshop. -The staff of‘the

off1ce of Adm;n;stratlve Affa;rs*and I are looklng forward w1th pleasure

to your visitfaud‘inspection,of our faoflities”tomorrow; We shall be

f happy to answer your questlons (except those questlons concernlng




enterprises. Our static stage lasted many long years, from inception
to theAbeginning of the Second World War. We happened during that
war, ard were expected to be fully developed in 1945.

Looking back to thev"good old days," the days of the green
eyeshades and sleeve garters, the business office primarily was held
responsible for hookkeeping and stewardship of the assets of the
‘institution. OccaSionally, the chief bus1ness officer might have
been called upon for limited adVice on fiscal ratters, but usually
the giving of‘such ‘advice was the prerogative of the governing board
and the school’s banker. Matters such as purchasing, personnel management
and operation.of the physical plant‘were_left to indiuidual_department
heads and, poesihly,’a few'custodial‘personnel.‘ If the school were

.1large enough, the buSiness office might have had a hand-operated

‘fadding machine on a wheeled cart and perhaps a bookkeeping machine.

.vThe funny part#of it is that many of us v1v1dly remember a buSiness
office of this configuration._'

What¥pulled the bu iness office out of this role? What magic

ERIC

i i |




'f,vnew.roles;

schools received many students for officer training and wther war-
related courses, but the major impact occurred in 1945 and 1946.
Many of the expanded responsibilities of the business office, therefore,
stem merely from the increase in the size of the institution it serves.
Of nearly equal importance in thrusting uoon us the responsi-
bilities we have todaf is a factor synonymous with the iméact the.
federal income tax'had‘on,the accounting profession; The interest
ofvstate'and federal government in higher education, evidencedvthrough
such programs as HUD, NSF, HEW, va, USOE (to name a few) has broadened

the horlzons of the bus1ness off;ce and forced soph1st1catlon in the

"span of a few short years.

Advanced off1ce systems technology, whlle not str1ctly a

causatlve factor of our grow;ng respon51bllity has, by enabllng us

ftovdo more thlngs qulckly and effect1vely, allowed us to assume many

The part’technology has‘played in the development and main-~ﬂa
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managers with, in most cases, responsibilities and opportunities
for service broader in scope than our brothers in business. Centralized
purchasing and‘personnel departments are coping with a volume of state
and federal regulations that stagger the imagination. Sophisticated
boards and legislatures are»demanding modern systems and business
programs, including planned program budgeting and planning models.
The role of our institutions in educating vast numbers of students,
in community affairs, andvin research, has forced the business office
to employ the most capable.personnel auailable and to utilize the
' most up-to-date advances in the areas of computers and business |
_equipment. Our physical plant, with its laboratories, air conditioning,
nand problems connected with vehicle parking, traffic control and ‘power

vdistribution requires the highest managerial and engineering skills.

and of greatest 1mportance;

ﬁf]Finally, ,the business office has»the

‘responsibility'for creating an: econcmic climate and aﬁservice'organi-.»




as to assist in achieving the educational aims and objectives of their
institutions while at the same time maintaining fiscal integrity and

economy....We must assist in achieving the educational aims and

. objectives ofiour institutions" - this pbrase should be the keystone
of our profession:_ilt cannotﬂbe emphasized too.strongly that the
business office is not an end in itself, rather it exists only to
serve the institution in performing its mission.
Opportunities to serve are present daily. Our presidents
', and governing boards have fiscal prohlems of such complexity that they -
and this is true of education by and large - cannot begin to cope
with them in detail. It is our responsibility as’ business officers'

to construct our records and systems so that information can be developed

“:slquickly.i It is also our responsibility to develop ourselves and to

'jobtain'and rain a class;of business office personnel that can solve




bThe services provided by the purchasing division have advanced

a long way from thebdays when each department head purchased anl

rationed out chalk, erasers, pencils and paper. The‘wide range of
prouucts and serVices'required by our.departments must “~ supplied
accurately w1th minimum effort on the1r part. State and federalkpurchasing
rules and regulatlons must be 1nterpreted and executed w1thout causing

an undue number of adm1n1strat1ve headaches. We must be capable of |
'prOV1d1ng adv;ce on the wr1t1ng of specxflcat;ons for the acqulsltlon

of a w1de range of h1gh1y techn1ca1 products.‘ e

No longer is personnel management 11m1ted to h1r1ng and

firinq. The need'for tafflng our»1nst1tutlons w;th well-tra;ned,

‘fthe utmost 1n professloﬂal personnel management. To'serve the "sﬂff




jharraSs. Rather, we must do everyth;ng possrble to construct a

-7-

and sufificient utilities to support all of these systems. The physical
plant manager of today must be a skilled administrator supported by
a staff of highly trained engineers and .technicians.

This brief mention of a few of the responsibilities resting
on today'sbusiness _adxninistrator points up the reasons for our
exrstence, and our cont1nued value to the 1nst1tutions we serve.

For, contrary to the bel:.ef of some, we d:.d not create the complex

world in wh:.ch we operate. Nor is our pr:.mary purpose in .Life to

serv:u‘e orgam.zation that w:.ll allow teachers to teach, students to




FACTORS INFLUENCING FINANCIAL
POLICY DECISIONS

By Dr. charles M. Greene, President

Muskegon Community College
Muskegon, Michigan

R

S

I have been reguested to:present‘an-overview of this
workshop,nand>to'outline sone’of the concepts and approaches‘which
' relate to f1nanc1al pollcy matters in the communlty-Junlor college.
The act1v1t1es of these next three days have been carefully planned.

'It is hoped that they w;ll establrsh a broad framework wrthln whrch

-_neach of you wrll be able to relate your darly functlons when you

-:return to your dut1es on your respectlve campuses.
Th1 mornlng we w1ll focus br1efly on the factors Wlthln

:and W1thou an\lnstrtutlon'that relate to the broad area of fznancral
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If you haven't already heard in your communities that the
cost of education could be pared down because educators are notoriously
bad businessmen, I am certain that you will. In almost every community
there are those who feel that they know more about what is needed
in education than those who are charged with the responsibility.
ﬁecently, in Michigan, a secondary school board cut nearly $15,000
from an annual budget. These funds were earmarked for innovative
and experimental teaching activities. The ratiohale for tue cut
wa‘s‘based on an»evaluation of the experimental teachihg_ activity

-,for wh:.ch funds had heen prov:.ded the past year. Thi’s evaluation

s ‘J.nd:.cated that the approach attempted proved to be no more effect:.ve

than established, so-called "trad:.t:.onal" methods of past years.

"I'he board, ‘obv:.ously faced w:.th high coqts, dec:.ded that exper:.mentat:.on

v'li"was'.too expens:.ve a fr:.ll,to be allowed to be cont:.nued.

Educators are currently be:.ngﬁ' asked to defend requests
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in education is readily visible. Stated in broad terms, an educator’'s |
responsibility is to continually explore and develop new ways of }‘( |
maximizing human potential. In actual practice, this is interpreted
by educators as meaning the provision of diverse educational programs.
A truly comprehensJ.Ve community college is one that holds fast to

a philosophical tenet that all human beings are :.nd:.viduals who

possess worth and dignity.. Providing educational programs that support
th1s tenet is partlcularly expen81ve to implement.,‘At the present
vt:.me, the most successful ach:.evement in student learn:.ng has been
atta.ned through h:.ghly J.ndJ.v:.dual:Lzed J.nstruct:.onal programs and
programs wh:.ch ut:l.l:.ze many, and unfortunately, expens:.ve technolog:.cal

a:.ds to instruct:.on and learn:mg. ‘ When a. college is- also ded:.cated

"'students. w:.th even more d:.verse educat:.onal, cultural and soc:.al backgrounds,

"-'the 'ollege spokesmanbecomesl hard-pressed to translate these h:.gh
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more efficient allocation and reallocation of its resources. The
problem then, is not how to hold the line on expenditures, but rather,
how can the resources of the institution be channeled to permit the
institution the greatest amount of flexibility“in terms of educational
responsiveness, and yet maintain academic and fiscal respectability
in programming and disbursement.

| Since no,organization has ‘unlimited human or economic‘
resources: available to pursue its obJective, budgeting becomes an
essential fact of life. However, the restrictive and fiduciary
‘faspects of budget are often emphasized to the exclusion of that
.role which the budgeting process may play in shaping future plans :

i

of the institution.. Budgets are often cons1dered only in terms of

ceilings they place on expenditures - but because upper limits are

f‘placed on dollar expenditures, there 1s an'defacto exercise of a
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best way to spread the discontent.” But what is a budget? 1Is it a
ceiling for expenditures? Is it a convenient grouping of basiu
institutional costs that permits easy reporting and control? No,
the budget is a document that represents the educational plan of the
institution stated invfiscal terms. How many budgets represent a
planned program_of educatipnal experiences - aﬁpfan, if you will,
that has been designed to support the educational goals of the
1nst1tutlon? Not ‘only should the budget represent a statement of
the educat;onal plan, but a: good budget 1s the result of a budgetlng
'~process - a process that recogn;zes the need for an establlshed
:E;plannlng horlzon.x Thls horrzon should be stated in both educat10na1

‘xhpand flscal terms. Educat10na1 terms are long-range educat10na1

)

il-gbject;ves.v,Frscal terms are long-range pred1ct10ns of ava11ab1e
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~ forthcoming year. Unfortunately, in all toec many institutions these
limitations are limits.for unplanned and uncoordinated activities.
They do not relate to long-range goals. All institutions need to
encourage the development of a budget concept that encourages the

‘ development of a budget ratlonale. The ratlonale must 1ntlude a
ccmmltment for the f1scal resources to adequately reflect the
'educatlonal obJectlves of the 1nst1tut1on.¥ It must be understood

»

. that a budget is merely a tool. Developed properly, the budget can

L be used to evaluate the progress of an 1nst1tutxon towards 1ts goal,
5, stated or 1mp11ed. An analys;s of annual budgets glves an opportunlty

fj to evaluate the thrust of the 1nst1tut1on. There are many who v;ew
o .‘ T

'ﬂj“the budget as'a;by-product of 1nst1tut1onal management, an 1nstrument

' ﬂ :that reflects the extent of the pres1dent's ab111ty (or lack of 1t)

ﬁivto manage the educat1onal bus1ness o the 1nst1tut-on. An analys1s
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let us proceed to examine some of the forces that must be respected
in the development of the budget.

The time is now upon us to look frankly and honestly at the
changing position of the president at any college. A frank analysis
of his office today indicates that it no longer enjoys the mandate
of power once held. The president is no longer an administrator
who focuses his entire energies solely on the implementation of
policy. He is no longer primarily a scholarly speaker or a fund
raiser. His role has changed. In many respects he has been forced
to become an educational manager, who like the conductor of an
orchestra, focuses most of his attention to directing the processes
within the organization in such a manner that.contributions of many
~individuals.are blended into a planned and harmonious effort. The
president today must recognize that as the‘trombonist in the orchestra

is important to the recreation of a Mahler symphony, K1) also is the

h;_contrtbution of each student or faculty member important in the develop-

'ment of a harmonious, educational plan for the college. The president

o ’today must concentrate more of his time in the art and, science of

ghfplanning, organizing, and motivating diverse human resources than at

'any time prior to this day in American history In the last decade

'743 we have come quickly to recognize that an:: increaSing number of seriousv

faculty members and students are expressing interest in becoming

E ﬁmore involved in institutional affairs._ The planning and budgeting

Qw'processes of the institution must take this fact into consideration.

.Recognizing the president'sfchanging role, the educational

jplan f.th’&institution is;no 1onge"so1e1y the representation o‘ -

s ~,It represents an educationalxplanbwhich now reflects how
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well the president is able to work through established administrative
offices, to work with faculty, students, the board of trustees and
various advisory groups in the development of a planned educational
program that is both consistent with good business practice, good
educational practice, falls within state and accrediting associations'
requirements,‘and yet permits flexibility and freedom for students
and faculty to cooperatively create and maintain an enriching and
exciting educational environment. ‘

Just as there has' to be a recognition of the changing role
of the president, there also must be the recognition that the college
publics will not tolerate institutional spending that fails to
establish‘long-range'goals - planned goals which represent coordinated
educational and fiscal obJectives established within an extended

pianning horizon. Annual budgeting processes must be related to a

totalfplanninguprocessfand to this larger’planning hori2on.

There are many approaches to the planning process. ‘Perhaps '

hthe foremost conSideration is to establish a planning system and to ,
‘recognize, in order to be effective,‘the time span for planning should

pbe increased from the Single year cOncept to include both a five-year

and a ten-year plan.. It would be more helpful if an additional ‘time

'span, perhaps a twenty-thirty year horizon could be developed. For ;

. it is within this extended planning horizon of more than twenty

"‘-pyears that indiVidual‘programs from five t‘jten years in length
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a planning system that includes a larger planning horizon, is the
acceptance of a principle that recognizes that the job of planning

for the future growth of the institution can no longer remain under

the autocratic,domain of one person. Zven in institutions that
establish a long-range planningvoffice the officer in these roles

must serve to coordinate the planning system. He must recognize the
'importance of_informed participation of the entire campus community.

No planning system can operate successfully lf it does not permit
involvement from within the campus community. No successful system
dare remove itself‘from”a'total awareness'of;the institutienal processes
and{purposes.. Therefore; the administrative structure of an institution
5 must not only be representatlve of an organlzatlonal plan to implement
po11c1es, dec1s1ons, and to carry on the day-to-day educatlonal
“buslness of the.college;.but 1t must be concezved to functlon‘

in'a broader capac1ty so that data 1nput can be utlllzed to develop an
_ extended plannlng horlzon. ;f

In comm;tt;ng 1tself to a plannlng system that includes develop-

B ment of a coordlnated plannlng process, the instltutlon must establlsh

an’ organrzatronal vehlcle Whlch permlts an 1nterchange and flow of
‘],1nformataon. In th1s tlme of rlszng 1nterest among faculty and

-students for part1c1pat10n 1n the governance of the inst;tutlon, 1t

':;1s necessary that th1s organlzatlo 1 attern reflect the opportunlty

' ~;for the d1ssem1natlon of plannlng 1nformat10n - especrally the

tfoihasyheenfdeyeloped; the f1rst stepﬁln the management of a: f1nancia1
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planning program is to review or to establish college objectiues.
These objectives must specifically define the desired attainment >f
the college. The organizational pattern of the institution must
permit clear communication channels to convey and to evaluate new
ideas. These new ideas must be evaluated inxterms of their relation
to the defined objectives,and‘established priorities. Hopefully,
the organiZational’pattern will include a functional assignment of
responsibilities for objective review and priority recommendation at
all levels Within the institution.

The task‘of setting objectives is a difficult one for college
administrators - and perhaps one that cannot be completely delegated.

SOme educators feel that the - perspective of the college is best

‘ stated by ths president. If this is the case, a draft of desired
YHObJeCtLVeS would be assembled in his office and then disseminated
”,.ffor reView and modification by his first line administrators. This

:idocument then must be reViewed by all members of the college community.‘

College faculty, student and staff input is Vital to the ultimate

fpacceptance and agreement on the purposes of the institution.f Often, j‘

information sources external to the college can and should be utilized

‘Ilfto developadata and_information pertinent to the definition of the e

The'consideration of educational needs at these

/ The‘external information could prOVlde data from local, statep
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Basically, establishing and reviewing objectives of a
college is really the organization'of a study to answer two basic
questions: What is the purpose of the college? To whom does the
college wish to direct its educational services? Once defined,
evaluated'and_agreed upon, the specific objectives must receive the
approval of the hoard of'trustees. Once obtained, there must be a
strong coordrnated commltment to the attainment of tl :se objectlves.

These are the factors that relate directly to financial
policy development. To be effective, there must be a commitment
to a:planning system, and a recognitinn of stated institutional objectives.

_Therebmust be a planning process to insure a coordinationvof effort.
And, to he reallp effectiVe, there must be a fiscal~rationale that
translates establlshed objectrves 1n dollar allocat1on and relates

’hthese dollar amounts to the avarlable sources.

| What 1s the role of the hus1ness manager in f1nanc1al policy

jfdevelopment? Perhaps we could approach the def1n1t1on of thrs role |

) 7;by rev1ew;ng some of the areas that are not h1s concern. The bus1ness_,

v"Tf;offlcer or manager is not;the plannlng off1cer. He 1s not the budget

at he.determrnes the f1xed amount that wrll

_lbe spent by act1v1ty .e ters. He rs not, as"s;the case in many

:"1nst1tut1ons, the'most 1mportant, the most powerful 1nd1v1dual 1n the .
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provide‘an internal organization which will allow the functions of

the business office to contribute to the smooth and efficient operation
of the institution. He continues to be responsible for purchasing,

for the physical plant, for personnel, for the operation of auxiliary
enterprises, for controlling expenditures of established priorities.

The success of the educatiOnal program‘depends'to a‘great degree upon
.the performance of the business officer as he serves in‘these‘functions.
But, in his new role, he emerges as a fiscal consultant within the
long-range’planning system. His input concerning the aVailable
resources of the institution‘must constantly’he sought by his colleagues.
He must now accept the addrtlonal responsrbrllty to provrde them with |
.all types of statrstrcal 1nformat1on SO that they are able to recycle
program.prrorrtres,-brrngrng them‘rn lrne-wrth avarlable resources.
fIt is not, and let me reemphasrze, 1t 1s not the respons1b111ty of ’
~7_the bu51ness manager to un11aterally recycle pr1or1t1es to meet the -
“'demands of ‘the avarlable rncome.; It 1s hls responsibrlity, however,:

uﬂito make suggestrons, to g1ve serv1ce that w111 allow the plannlng

‘fv,commrttee to recycle, reconsrder=and to; egroup its program of

“i;ﬁkboth a'rewardrng and

“Q pr1or1t1es to fall more realrstrcally 1n 11ne w1th avarlable resources.

.The role of.the chxef busxness off1cer of the 1nst1tut1on 1s '

' frustratrng role. Qurte often he sees the f

“.fsuccesses emergrng, or perhaps evenbthe mrstakes, 1n the commrtment

successful busiriess manager is.one who does not allow the frustrations .

to interfere with his g6o
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judgment to interfere with basic good human relations. 1In the final
result, he is perhaps the most important advisor to the college, and
he must limit his role to being just that - the advisor. The‘
responsibility for the. development of the educational programs and for
the identification of new directions for the institution must come
fromAWithin;a planning system“that includes the;entire‘college community .
The value judgments of what is’important‘and what is not.important
must be removed fiom the buSiness officer 's considerations as he
works in his primary role of fiscal advisor.

Let me assure you that you have chosen a professional respon-

sibility that Wlll be most exWiting and most rewarding, and although

-at times the frustrations are supreme, I am certain that you will
,:f:share many of the warm experiences I had as a. chief fiscal officer.
hAs such, you will know that because you are involved in the vital

: .lifetof the institution, you are also involved in managing the resources

S"In so doing, y0u;will have been able to provide

o education d‘enriching xper'ences for 't dents, and in turn ,7y,

"ﬁ,have:don” great service: not only‘to them butJto societY
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FACULTY INVOLVEMENT
By Mr. Jimmie C. Styles, Vice-Chancellor
Tarrant County Junior College District
Fort Worth, Texas
Gentlemen, have you ever given serious consideration to how
your position developed? Not just in education, but how the need
for business manager_s became a reality? why accounting and account-

ability is an absolute necessity in the educational environment?

Do -you' think these q‘uestions‘ are facetious? I would like to share

with you one h:.storical development that brought abOut the need for
account:l.ng. ‘ | ' |

! In prmu.t:.ve days man had only one of everyth:l.ng. 'One

'horse, one cow, one w:.fe - and there was no need for account:.ng. As
a matter of human nature man became greedy and acqu:.red more horses,

" - more cows, and ‘more w:.ves. The only way he could te11 how many of

them he ad,was to get them_ a11 together :.n the cave, then count
.them on his _f:.ngers.‘ This ‘:'w:.th the ‘vhorses and cows, but

"."f"-when he' got.all his wives' together :|.n one room, he had ‘a problem
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to the faculty until the symbols carry the ultimate representation of
the word "no" when something is desired. As the head of a service
organization-in the educational community, a business manager should
spend as much time and effort as possible to convert these symbol
representations so they will equal the desired answer which is "yes."
I am simply saying that we needbto give more thought and consideration
to finding ways’of helping in the accomplishment of educational
objectives.‘ |
Y‘Actually there are two systems of accounting used today:

tae system man uses and ‘the one h1s w;fe uses. A woman's account;ng
d1ffers from a man's because there are no round numbers and everythlng
is expressed in terms of 4.49. and 9. 98. In addltlon, any amount

over two f1gures is automat;cally charged to her husband. what makes
ithls system obscure is 1ts bas1s in fem1n1ne loglc. For 1nstance,

. 1f a woman sees somethlng 1n a store that 1s on sa1e at ha1f price,

.i’she alwaysvbuys a second one because that way she gets the f1rst

"-fone for noth1ng._ Have you, as buslness managers, exper1enced the

'\fbargaln basement approach to purchases?“-Involv;ngvthe faculty 1n

»lfthe development_and executlon ofpthe educational plan can prevent the' ‘

h it that,ls marked down from a;f‘
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$40 to $23, a reduction of §17; thus, with the $3 she sayed him on
the hat, plus the $17 she saved on the coat, her husband still owes
her $20. I feel sure at one time or another you have encountered
this type of logic and are familiar with the difficulty entailed in
coping with this reasoning process.

The entire point of these little stories is to show how,
from different points of view, we create a credihility gap which
prevents us from‘an efficient attainment of our goals. Have you
‘ever stopped to. th1nk that an 1nd1V1dual can determine his objectlve,
acqulre competent manpower, and develop an organ;zatlonal structure;
however noth1ng happens until. he communlcates w1th his group.

- The group in questlon today is not s1ngular, but plural
There are a number of groups. - In educatlon we must communlcate with
the bus;ness commun;ty, c1V1c organrzatrons, pressure groups, . students,

: ‘faculty, professlonals, co-workers, as well as many other 1nd1-

.':}vrduals.‘mﬁ

i

For the wrpose of th1s d1scuss10n,_we wlll deal ma1nly

We mustﬁzmpart our thoughts, plans, and

knowledge to others 1n order to accompllsh our des;red obJectrves. In

o”fact“anyone whose work"s prrmarlly mental produces nothlng ard ;J
influences nothlng unt1l‘he‘commun1cates., Every 1dea,,fact, or oplnron

”‘n. "If the road
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Communication, according to Webster, means to share in, to
give to another, or the interchange of thoughts, opinions, or information.
From just a superficial understanding of this definition, we can
readily see that communication must be continuous and is a two-way
process.

I know of few organizations that do not have communications
problems to a degree. This difficulty is created by a lack of involvement
of those being serviced by various offices. If we identify this
communications problem as resistance, how can resistance be minimized?

Resistance will be less if: |

1. the faculty feels that*they are involved in the
developmental-process’rather than have something
Ehanded down to them from "on hlgh "
2. vthe support of a]l can be obtalned.
’,3,> the change or operatlonal aspects of the educational

. l
.plan decreases faculty problems.

oo SRR .
4.. what we are proposlng relates to. the same values,

‘1deas, and goals th't we have always worked for.‘

"1: S. the autoncmy}of the facult‘ilnvolved 1s not threatened.

les::communlcation d1ff1culty w111 be '

u'oencountered 1f the faculty i fam1 1a w1th what 1s taklnq place.f‘x"

If the7proJect "educatlonal pl % e:’dopted by group consensus,

1 a prov1s;on must be made f1rst to relleve a. unn cessary fears or .
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just doesn't work. To give you an example of one-way communication,
I would like to read a letter which was purportedly sent to a
potential motel customer after he had sent an inquiry regarding a
reservation:
Dear Sir:

We are sorry to report that, at present, we are
sold out until August 25, and even then, there are
only rooms for four left. The majority of our rooms
are for four people and usually when the space is so
limited, couples like yours will split up and the
three women will sleep in one four rooms full with
two double beds and the men in the other four rooms.
Another idea would be for two couples to take a four
room and the third couple, a room for two. But, just
now we have no room for two and even with cancellations,
there would never be three cancellations on the rooms
for two. So, if we have any four rooms, you would
either have to take the two four rooms with two
~couples in one and one couple in the other or the two,
four rooms with three apiece. Please let us know if
the above is of any help to you.

Sincerely yours,

Have you ever received a letter or memo that has as much
meaning as this one? ‘Do you revieu your‘correspondence? iIs it»‘
possible that you have written a letter or memovthatvconveys the
1ntended message in a s1m1lar manner? |

To 1gnore or show 1nd1fference to the reader or listener's

”response 1s fatal to effect1ve commun;cat;on. Simply talking or.

writing w1thout regard for the rec1p1ent 1s conduc1ve to m1sunderstand1ng
and antagon1sm. An effect1ve educat;onal plan cannot be developed,

ma1nta1ned, or 1mplemented unless we ga1n the conf1dence of our

'faculty.' There can be no deep falth w1thout understand1ng.

?, Faculty 1nvolvement 1s a means to an end,‘not an end in

itself. It encompasses most act1v1t1es by wh1ch others 1n our
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colleges are influenced. Faculty involvement can and should be the
basis for cooperation. This involvement serves as the lubrican:
fostering the smooth operation of planning, implementation of the
pPlan, and is the controlling factor in the evaluation of effectiveness.
Through the use of'adequate faculty involvement, the educative
experience is more meaningful because the process of cooperation is
realistic. |

To summarize briefly at this point, I must say that a number
of things need to be done. To adequately involve a faculty, we as
business managers must keep ourselves as fully informed as possible.
Before we can communicate effectively, we must clearly understand
that which we are attempting to communicate.

Briefly, we must establish a mutual trust between the business
office and the faculty. Acceptance of any program or statement is
influenced by the faith and overall ‘confidence and the motives and
s;ncerrty of the part1es concerned. Therefore, we must frnd a

common ground of experience before_we can adequately communicate.

It is necessary to reach the faculty to ccmmunicate effectively with
them. | |
A barrrer to communrcatron can ex1st szmply because of
the Jargon pecu11ar to any speclalty. We must use mutually known
_words. As an example, 1f an 1nd1v1dua1 could understand Only French,
~p1t would be W1se to speak to hrm in the French language. - |
: Faculty 1nvolvement can be anlrnterpreter of the educatronal
‘.‘, plan. The re11ance upon mutualr“mrnd readrng“.1s 1nadecuate.. To

‘further 111ustrate thrs, remember that,r“zt prof1ts a man noth;ng
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to sit in the park and wink at the girls as they pass in the dark,"
or "It profits a business manager nothing to work with his books
and to develop an educational plan for a faculty that feels 'took'."
There are many other ways of expressing this truism and a majority
of them would be more kind.

It is of critical importance that faculty be fully involved
in the development of the educational plan. Why faculty involvement?
The business office of an educational institution is a service
organization. 1In order to render a service to the educational processes
of the institution, it is necessary that the business manager utilize
all talents available. It is difficult to render a service unless
- the service organization has a realization of need. Many times the
business manager becomes enamored with meticulously keeping the
accounts. As a service organization. it is necessary to coordinate
the activities of business and education.

- An effect1ve educat1onal plan cannot be maintained unless
‘we ga1n‘the conf1dence of faculty in our college. What better
- way of develop1ng conf1dence in an educatlonal program than getting
’bacqualnted with the m1nute aspects of the plan. ThlS wlll help bring
about a mutual understandlng of problems. Faculty need to under-'
‘stand bu51ness problems and the bus1ness manager should have a
bgrasp of the educatlonal problems. | |

[ The 1mportant th1ng 1s that both the bus1ness manager and
:_faculty must understand that 1f the bus1ness off1ce is to be of

serv1ce to the faculty, there must be a cont1nuous flow and 1nterchange
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of information. The faculty should learn the how and why of an
educational plan. They should emerge from the involvement process
with an understanding of how.the educational plan should be established
and why certain adaptations, monitoring,or controls are necessary. It
is easy to theorize and expound upon the needs of an educational
institution and the procedures to follow so that the educatianal
plan can be effectively implemented. It is difficult, however, for
instructors to be sufficiently aware of problematic situations unless
they themselves are involved.
Handing faculty members an educaticnal plan that has been

"developed on high" and expecting them‘to accept and understand it
is parallel to accepting the lecture method as the most effective
manner of presenting educational materials. Faculty interests and
problems are wide-ranging and their needs are many. Through
cooPerative work faculty members can obtain insight into the functions
of the business office. In colleges where faculty and business
manacers'workytogether; the'deyeIOpment of purchasing procedures,
cost est1mates, and other aspects of bus1ness necessary for the
;’reallzatlon of the educatlonal plan are much more effectlve.‘

| The lack of understandlng on the part of faculty is V1eWed
‘w1th alarm by some buslness managers.- Some program is needed to
-,more fully acqualnt the faculty w1th business matters.‘ There 1s.
'however, lxttle agreement as to the concepts that should be 1nc1uded
‘1n such a program. Many larger co11eges have adopted semlnar programs

N 'and other 1nserv1ce technlques deSIQRQd to g1ve college professors

‘dar'ct 1nformat1nn on the operatlon of the buszness off1ce. Some
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colleges may go as far as o allow a professor to spend from four
to six weeks in observation of business operations.
After World War II many faculty members sensed the need
for greater involvement because many administrations were not
responsive to changed conditions. Colleges doubled or tripled
enrollments, quadrupled their budgets, and constructed more buildings
in ten years than they had during the previous two centuries.
Through all this, the basic admiristrative procedures were maintained.
The business manager is responsible directly to the
president of the college. Among his responsibilities are purchasing,
obligation of and accounting for all college funds, dining hall and
college store operations, and the inventory maintenance and security
of all college properties. Further, he is responsible for transportation
of employees; operation of the motor pool; mail and telephone service;
student fee collections; and reporting, accounting, and applying
for federal and state grants. He coordinates planning and construction
of physical plent withuarohitects and contractors. He prepares the
budget, with approval of the pres1dent, for submission to the board.
He 1s respon51b1e for employee services, personne1 records, employee
v reoru1tment, employment benefrts) and budget control and coordination.
4 Hehis‘responsihie for aooounting and°financfa1 reportinghand‘for
»wperformlng other dut1es as may be asslgned by the pre51dent.
| Bus1ness relatlonshlps and functions are a11 1nextr1cab1y
‘Tvlnterwoven 1nto the ent1re economlc, soc1a1, and sclentlflc fabr1c of the
'academlc communlty.; The future of an educat10na1 1nst1tut1on depends
‘ ;upon cooperat1on of‘everyone 1n the so1ut1on of soc1a1 and econcmic.

‘.fprohlems, :f,ﬂ
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ILLUSTRATiON #6

BUSINESS MANAGER

The business manager is responsible directly to the president of
the college.

~Among his responsibilities are purchasing, obligation of and
accounting for all college funds, inventory and accountability of all
college property, dining hall and college store operations, and of the
maintenance and security of all college properties.

Further, he is responsible for transportation of employees, operation
of the motor pool, mail and telephone service, student fee collections,
and reporting, accounting and applying for federal and state grants.

He coordinates planning and construction of physical plant with
’ architects and contractors, prepares the budget, with approval of the
president, for submission to the board

Also, he is responsible for employee‘serVices, personnel records,
employee recruitnent, employment benefits, ‘and budget control and
coordination.h” | ‘ | | |

The.business-nanager is responsible for accounting and financial
{reporting, and for performing other duties as may be assigned by the

‘president
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A problem area in many institutions can be referred to as
the speciality problem. Education, as is true in other professions,
has many specialists. The generalists of yesterday find it difficult
to adapt to a highly specialized organization. Phenomenal recent
growth of educational institutions requires more specialists, thus
making the generalist more uncomfortable. An avenue of cooperation is
needed through which business managers and faculty will be able to
integrate their activities.

Provision must be made in the educational plan to utilize
faculty and staff talents. The content must be examined periodically
to determine whether it continues to meet the requirements of the
educational institution. This study can be effectively aszisted by
cost analyses and conferences with leaders in the college. All
citizens, not just business managers, have a stake in the education
of our youth. The business manager and faculty have certain experiences
wh1ch can be utilized extensrvely in meet1ng the object;ves of an
lmproved educatlonal plan. The teacher understands educatronal tech-
,nrques ‘and procedures. and the buslness manager has the background
in flnancral applrcatrons. Together therr knowledge and abllxtles
will be of value to the college. Teachers and bus1ness managers

_ should feel the Obllgatlbn to a1d in the accomplrshment of the
educatlonal obJectlves of the college.“’ .
| The educat1onal plan should reflect the needs of the col]nge
'm~commun1ty in such a way that the act1V1t1es w;ll become 1nterwoven
.TTW1th the l1fe of the communlty.. In order to do th1s, a great deal »

L of cooperat;ve endeavor must be attarned . Consrderatlon must be ngen
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to the value of faculty involvenient when developing the educational

plan. Too many times we are guilty of sitting in an ivory tower

developing educational plans and forgetting the primary purpose of

our job. The prime purpose is providing educational experiences

for those who attend the college. There are many benefits to be

derived from using the techniques of faculty involvement. Some of

these are:

1.

2,

' as a‘consumer. .

The ekperiences are meaningful to the faculty.
They are in contact with the realism of business
activities. It is one thing to read and study

business policies and practices, but quite another

. to become involved in the development and imple-

mentation of these policies.

Facultf‘ﬁembers'have an opportunity to glimpse behind
the scenes and view the problems and difficulties

of businesé managefs.»vThféypppo?tuniﬁ&’canfserve
as:éf;gality‘épéck becéuée’;he fédulty begigs to
vie;;tﬁe;buéiﬁéés;dﬁéfation;és,a:producer'rather than

i
A\

"There,is_an.oppbrtuniﬁy:fJ:Lfaculty members to

acquire information with regard to types of
services'p#ovided by the business office.

The interest.of,the faculty is stimulated. The

,activity involved in establishing the educational

.
4
X
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plan and the arranging for its implementation and
follow-up, all provide faculty motivation. This
motivation results in greater participation and
more practical preparation of an educational plan.

5. Contacts with the business office and its activities
are established which will help faculty members set
meaningful financial priorities.

6. The faculty and business manager become aware of
current practices in the academic community.

7. Thire is greater appreciation on the part of the‘
faculty and business manager for what the college
is trying to do and what obstacles must be overcome.
Interest in the business office and its activities
is stimulated. There is sympathy and even a desire
to make contributions to its efforts.

8. The business manager's interest in the educational
aspects of the college will be demonstrated to the
faculty. This will be a help to them in developing
the educational plan as well as in making detail changes
in specific requests.

It is unfortunate that some educational plans are designed

without taking faculty objectives into consideration. When this is
done, it can be difficﬁlt for the:educational community to profit

frqm the plan. The faculty should play a significant role in

AY
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determining the educational plan so that it can become an important
part of the total program of the educational community. Learning
activities and educational experiences should be developed by faculty
involvement to insure progress for the institution.

With respect to faculty involvement, it might be concluded
that the resources available on any college staff are of the type
that will help business'managers and will strengthen the business
office. Although referring primarily to the business office, we
must realize that these resources can be of value to other departments
of the college. The proper use of faculty involvement should provide
an avenue of cooperation, promote faculty-business office relatioas,
and enrich the total educational program of the college. Through
faculty invo;vement the business office should be able to promote
an understanding of theory and practice in business activities. In
essence, it is herein maintained that faculty involvement is of
great value to the college.

Until now the discussion has centered on faculty involvement
in developing the educational rplan. In considering implementation of
the educational plan, it is necessary to conduct cost studies as a
means of explaining the work of the cqllege to those who are
interested. These axe essential in implementing the educational plan.
By means of these studies, the administration and faculty can make
decisions'about the services which may be rendered by the college.

It is‘éonceivablé that thé cost of some services may not be in direct
relation to»valﬁe received. Thereforé, some may feel that the money

can be spent more wisely on:something else.

28
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Studies of cost can identify economies in connection with
the implementation of the educational plan. Studies that have
utilitarian value give the administration and faculty opportunities
to compare local costs witﬁ a similar college in the state or nation.
It should be realized that decisions cannot be made solely on the
basis of cost. Cost studies can eliminate many questions pertaining
to college administration such as the following:

t}. What is the cost of education in relation to the
ability of the community to pay?

2. How does the cost of education compare with that at

a similar college in the state or nation?
- 3. What is the administrative cost? How does this
compare with similar colleges?

4. What is the cost of education per student? How

does this compare with similar colleges?

5. wWhat is the cost of any one activity per student?

How does this compare with other college activitiesg?

6. What is the cost of gross sQuare footage per student?




*33 -bs uad /2 *33 -~bs 4ad gz 2wil jo
- polsad siy3l 403 UO1IIONIISUO) JO 31SO) °*9AY.

[ 03 96 { 01 99 junodpeay 031 963004 *bg SSO4H jo Oj3ey
-9t 99° 12 SH°9l %#9°2¢ olley 4ayoesa]/Iuspnig
Lo"2ol L0"zol 96°0L1 96°0LI saoydes) jusjeainby swyj-|[ndg
Th9l Lozz zige Tige S3UapNi1S JuaeAinby owig-[ N4
9994T ozoce zgleh LL0gs SINOK 31paJ) Ja@3sBWRS
viva ¥3H10
90° 41 te-zi Bujuoi3ipuo)-a)y 2 uoiiesabiajay
o1°gc 05°02 8161 z8°2l 22U9195 [ed1s4dyd
rAS Y 22794 Buysany
00°0LT 00°S€1 ABojouysay Asojesoqe [ed1poj
19792 LLttl 89°L1 ZE'6 . s2 13ewayiey
0z 9¢ 64%°52 SO JWOUOD] SWOH
05°€l 0Z°6 0s°L1 lz°€l Abojo3y
oe°Ll e el 90°9¢2 8z 8l Bujaosubuy
79°¢l 05zl 9L°L1 €971 $91U01309(3
9g°LE 10°€2 99792 T6° L1 ubysag pue Buj3jeaq S
ih° L9 99°29 suaiBbAl (eausqg o
1S°1€ L6°12 18-9l £y°zl , A1isyway) 2
90°41 1o-ol 59°0l zi'g ABojoig z
S £q°0C €€ L1 ABoouysay oA )3jowoiny S
b 98°6¢ 9€°8¢ ABoouyda) [esn3d931yddy m
L0°S1 LLzi ABojouyd9) [e2j3Ineucssy 5
- A s ew T D Sn D D D DD D D D D D D D D D D D D R eS R D D D D D D D D D D D D D R D D D D D D D D D D D en D D D D D D D D D D D D D R D D D D D ST D D e e D e e U
L1°0! 0z°g YA h°g 5U919S (1905 .m
68°ze 1z2°92 'TAS 19 68°9¢ uo13ednp3 Y3 BSY pue |ed1shyd
SL°9l 7zl 17791 06°L1L : s34y abenbuey
gl-g¢ L8 LE 9h°LE Sh°€T . $14y Buld
IYAVA 1e-zi LE 41 Ly°6 mo_Ea:oou pue ssaujlsng
La°nz 99°81 #5781 zesl v - s91pnig d1seg
possed uaey possey uasey m
ANOY 4934 ANOY 494 Jnoy Jad JNOH 494
omj sndwej auQ sndwe) : WY¥904d

posseq JNOH 1931SoWOG J94 PUB UL JNOY J9ISaWAg 494 S1S0) sojsejeg Buiyoes] jo sysAjeuy sAljesedwo)
. 12141S10 3937703 ANY
NV1d TYNOILVINA3 3JHL INILNIWITdWI

IC

H
3
iz
H
]

E



=4]-

ILLUSTRATION #9

TABLE I

SUMMARY OF ALL BENEFITS SHOWING RANK ORDER OF THEIR EXISTENCE AND PERCENTAGE OF
JUNIOR COLLEGES THAT MADE EACH AVAILABLE

Fringe Benefit Junior Colleges
Rank Order No
(by frequency) Yes No response

Retirement 1l 99,2 0.8
Health Insurance 2 96.7 3.3
Faculty travel 3 924.3 5.4 0.3
Sick leaves 4 92,3 7.4 0.3
Secretarial assistance 5 91.2 7.4 1.4
Major medical insurance 6 90.7 8.5 0.82
Faculty parking 7 76.9 17.4 5.7
Social Security 8 67.6 31.4 1.0
Leaves without pay 9 65.0 34.2 0.8
Life insurance 10 60.9 37.8 1.3
Leaves with pay 11 52,2 47.8
Faculty club 12 34.4 57.1 8.5
Purchases through college 13 20.6 74.8 4.6
Faculty families' education 14 15.9 83.8 0.3
Faculty housing 15 9.5 90.0 0.5
Retired faculty benefits 16 3.3 96.4 0.3
Moving expenses 17 3.1 93.3 3.6
Personal loans o 18 : 2.1 97.4 0.5
Mortgage loans 19 0.8 98.7 0.5
Use of college facilities ' b b

This is a list of types of activities that received considerable discussion on
the part of faculties regarding faculty involvement. The above table indicates
the responses from 376 institutions.

Note 1 - Table taken from Junior College Journal, October, 1968, p. 32.

Note 2 - See appendix for a'éample faculty involvemént rating scale.
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ILLUSTRATION #10

1. The high cost of achieving quality in the technologies
virtually militates against any attempt to offer a wide
variety of such curriculums in the small institution.

2. Tax climate in the district has an important bearing on
the problem.

3. Faculty recruitment has special implications for administrators
in some situations. Limited size of financial backing magnifies
recruiting difficulties in smaller institutions.

4. The administrator must develop and maintain an effective
in-service training program for all staff members.

5. The consequences of equipping and staffing for a curriculum
which the students will not elect can be serious.

6. Problems in implementing the educational plan:

A. Lack of time to evaluate procedural
implementation

B. Inattention to details due to rapid
expansion of an institution, a division,
or a department

C. Lack of support or attention of faculty
to budgetary details
D. Lack of dnderstanding by the majority of
faculty and staff of the educational plan's
real character and rationale.
An educational plan's worth and merit is based many times on the
Y v oo : K ‘ ¥ : i v
operational level. What is actually happening in the classroom, laboratory,
or shop is the important factor. This must be the criterion upon which

N ~ a plan oxr educational concept is judged.




BUSINESS MANAGERS I HAVE KNOWN
By Maurice L. Litton
' Professor of Higher Education
Florida State University
Tallahassee, Florida
Before I launch into the topic assigned,let me give you
a description of your counterpart in the university and senior
college. Ingraham and King give us this picture, and perhaps it will

be more meaningful if we relate it to other positions in the same

institutions.

Comparison of Selected College Administratorsl

un .
o 0
6l 9| H wp &
S & % F &
0 g . g Y]
Bogal A 83 4
(-1 ﬂ:g ;o) an -
l. Median Age 54 51 49 45 49
2, Percentage of Males : 20 93 89 80 59
3. Percentage who have :
master's or higher degree 88 26 54 88 84
4. Percentage whose 1ast‘position
‘was with same institution - 46 65 64 55 34
5. Median number of yéars
in present position 6 4 6 4 7
6. Median number of years
- of predecessors ' 9 6 8 4 9
7. Pay rank 1 2 3 4 - 5
8. Percentage having rank
‘with tenure » 26 67 16 37 47

1Ingraham, Mark Hoyt and King, Francis P., The Mirror of
Brass, Unzverszty of W1scons1n Press, 1968.
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One other bit of data from the same source: forty-nine
percent of the business managers had major fields of study in kusiness
or commerce; 15 percent had majors in education; 9 percent care with
social studies backgrounds; and the remaining twenty-seven were
from many different areas.

Now let me turn to the topic assigned and discuss five
business managers I have known.

The first one I want to mention was a business manager
at a small, residential two-year college. The adminsitrative structure
provided for the president and one dean. The president concerned
himself with business, board and public relations affairs. The dean
worried about the faculty and the students. (Parkiﬁé was not an
Excedrin headache at that college.)

Business manager Number 1 was hired because he had
experience in the operation of a small business. His bachelor's
degree in sociology was sufficient background to give him some
academic respectability.

For *he f;rst‘yeax,,the operation was effective. The
president made the financial decisions that were in the purview of
the institution. The business manéger carried them out.

But as the business managef learned through reading, attending
state meegings, and attending conferences such as this one, he began
to be dissatisfied as he realized he was working in.a mid-management

level of*adminiétration.




45~

At this stage of the game there were several courses of
action open to him. He could have (1) resigned, (2) talked to the
president with the hope of having his position upgraded, or (3) caused
the president to be fired in the hope that he could improve his
position with a new man. He apparently chose the latter because he
began a campaign of criticism of the président. The president
retaliated by firing the business manager and he (the president)
was in turn fired by the board. Both were successful or unsuccessful
depending upon your point of view, but the chief loser was the
institution.

Business manager Number 2 was the first business manager
at a new institution. He was brought in by the president with whom
he had worked in another institution. Aalthough he had no background
in business (degrees in physical education and experience in coaching),
he performed the management duties weil. But he was just a little

too friendly with the president. Each time the president was

" thwarted by the board of trustees in financial matters, the business

manager would help him find ways toldo what he wanted to do. In fact,
it seemed that he went out of his waybto encourage the President to
live dangerously. An unauthorized "slush fund" ("You know the Board
really wants you to have this; but they are afraid of what the State
Department will say. Now we éan do it this way and no one will ever
knoﬁ;“)’ led féasonably soon to the dismissal of the president and the
Business mahéger. Thé mofél of this story is that it may be all right

to be dishonest,'buf you can't be stupid along with it.
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Business manager Number 3, and I have known two or three
that fit in this category, was similar to Number 2 but with a
slightly different angle. This man was interested in "feathering his
own nest" and felt, apparently, that anything was acceptable as long
as the president was given his share. Here are some examples. The
board was persuaded to purchase two memberships in the country club -
one for the president and one for the faculty. 1Interestingly enough,
the business manager and his friends on the faculty were the only
ones to know about the second membership. The college frequently
had leftovers - shrubbery, sod, etc. - that found their way to the
new homes of the president and the business manager. This was obviously
better than having to throw them away. And then, of course, there
was no need to purchase lawn-keeping equipment when the college's
equipnment was idle every weekend.

None of these items alone caused any great problem. 1In
facﬁ, they were never mentioned until the president had been in his
positioh long enough to get a few commﬁnity members, including one
board member, down on him. Then these little questionable activities
came to light and were, if I am any judge, the extra ammunition
needed to shoot the president out of the saddle. Needless to say,
the busihass manager was unhorsed also.

Business manager Number 4 was employed in a relatively
large, relatively wealthy coliege dist:ict. Everythinggyou could

| think of'in the-way of equipment was available. The president,

formafly an academic dean, was knowledgeable and,effective'in
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dealing with faculty and student affairs. But, by his own admission,

he knew little of business affairs and wasn't much interested in learning.
He was, of course, a pushover for our ambitious business manager who
became the key administrator in the college simply because no one
nothered to challenge him. It was really an interesting operation.
Confererces with the administrative council made it perfectly clear

that the business manager was the chief of staff in that organization.
What happened? Nothing drastic. The man moved on to a state department
position before any real damage was done.

The fifth aud last guest I would like to present was business
manager for another new, large, urban community college. The college
was blessed with adequate but not sumptuous funding. Business manager
Number 5 had good credentials, degrees and teaching experience in the
business field, and administrative experience as a director of adult
education for a public school system. The college had developed
rapidly and, of necessity, each major administrator had developed
his own area with a minimum of sﬁpervision. The operation when I
saw ‘it, and this was only a couple of years ago, was characteriéed
by>the persona; touch. Hand receipts were given for everything,
checks were written by hand - I think a postihg machine was the most
sophisticated machine they used. When gquizzed, the business manager
acknowledged that his operation was old-fashioned but it was one he
and the presicent understood. He planned, as soon as he had time,
to update some of their procedures. When you are losing ground

every day, it's difficult to find time to catch up. How much damage
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was done to the institution? I don't know but I do know that they
were passed over for accreditation the first time; and; the business
operation was the center of the criticism.

What is the purpose of these remarks? I think there is a
lesson to be learned from each of the five business managers. (1) If
you can't work for a president, don't hurt the college with a crusade
to get him fired. (2) Remember that in all money matters the president
and the business manager must be as Caesar's wife - above suspicion.
(3) The business manager must accept his role as a supportive one,
subordinating his operation when needed, to the objectives of the
institution., Finally, he must keep~abreast of new developments and
not be satisfied to continue to operate in the same old way.

Be loyal and honest; be willing to learn and serve; and,

you will never be "talked about" in a speech such as this.




BUDGET FORMULATION
By Mr. Tom Baker
Administrator of Financial Affairs
State Department of Public Instruction
Tallahassee, Florida

Educational planning should precede the preparation of
the budget. A characteristic of successful management is the ability
to formulate plans which result in a budget that produces a well-
balanced distribution of support for all areas of service and activities
of the college. The chief business officer is a manager (versus
an administratcr). He is involved in decision-making. The scope of
his responsibilities involves more decision-making than implementation.
It's important that he understand the philosophy, goals, and purposes
of his institution;

The buéiness cperation should be organized in a manner to
sexvice the needs of the college and meet the objectives of the
college. The business operation exists to serve the college needs by:

1. P?roviding what is needed when it is needed (purchasing

function) |

2. Providing who is needed when they are needed

(personnel funétion)

3. Providing‘payments for services and supplies, fringe

benefit#,ﬁmaintenanCe 6f records (accounting function)

4. Providing space when needed and keeping it properly

maintained (facilities function)




-50=-

5. Providing food, supplies and sometimes housing for
students and staff (auxiliary function)

In carrying out these functions, it can be readily seen why the
business manager must have a clear understanding of the philosophy
of the institution.

Let us assume there has been a review and a determination
made of the purposes of the educational program of the college. Also,
an educational plan has been developed to achieve the purposes agreed
upon. Certain broad policy decisions have been made by the board in
érder to carry out the educational program (educational plan). These
might be:

1. Initiation of an "open-door" policy (implication of

increases in enrollment by age groups).

2. Increase in the holding power of students by
approximately 10 percent next year (AéhieVement of
this goal has implications'toward enlarging and
improving'counceling and guidance serviées.).

3. Increased emphasis in vocational training (by adding
two new vocational programs which are neéded to meet
the needs of the community).

4., Year-round operation;(from semester to trimester).

5. Imbrovement_of'health services at the college thrdugh
thé addition of a full-time registered nurse.

In addition to the above decisions, the business office has made an
estimate of income.

Financial policy decisions at the time approved by the

board‘aré as fpiioWsé'
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1. increase tuition per student per term (amount not

yet determined)

2. hold fringe benefits of faculty members at current

program

3. increase student/facuity ratio in academic program

(not yet determined)

4. decrease normal carry-over balances in contingency

fund (percentage not yet determined)
At this point we are ready to prepare a budget which will reflect
thé educational plan.

The budget document forecasts the expenditures and revenue
necessary to implement the educational élan during a stated or fixed
period of time. The budget is a device for carrying out the
educational plan. It is sometimes defined as an educational plan
expressed in terms of dollars and cents. Properly conceived, the
budgét represents a balance between the educational plan, the financial
plan, and the spending plan. .Cu:riculum planning and financial planning
are carried on as separate functions - however at a point in time they

come together. This. is the time.

Building the Bﬁdget

{

The form of the budget should correspond with the accounting
system and with the organization of the college. The chief business

1 officer shou;d‘take a positive approach toward the development of the
budget. ' I might say he must take a positive approach. Why? For one

reason, it can be an unpleasant task and for another, everyone else
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in the college is doing his "thing" and wants to continue. Budget
preparation is a time-consuming job requiring detailed work.

There is a tendency to perpetuate budgets from year to year -
it's easy to add a little to last year's budget - without due con-
sideration to educational planning and goals. Leadership and planning
are necessary on the part of many to arrive at a sound budget based

on current educational plans.

When to Start

Start work on the budget early in the year. An acceptable
starting month would be eight to ten months in advance of the
effective date of the budget. The first consideration is the
development of a guide, and this takes the f;rm of a calendar of
events - leading from the beginning of the formation of the budget
to final adoption. Some boards have policies requiring that a
budget calendar or time table be prepared and approved early in
the year. Generally the budget calendar contains three components:
(a) date (b) activities or procedures to be carried out (c) person,
position, or area of responsibility for carrying this out.

From this point there are‘a nqmber of_approaches one can
take in forming and/or developing a budget. 1he following represents
one approach. The budget committee (or this may be the executive
council) of the college’will meet to study in more détail the
educational program for tﬁe céming yeér, the curriculum and financial
poliCies,béna their implicatiohé. bThe budget_committée should |
be comprised qf.iﬂstructiqﬁal és wei} és administréﬁivékfaculty.

The ch?ebeusinéss officer éhdﬁid séf&é onvthis'c¢ﬁmitteé; The

council is'armédAWifh.stétiStics and cdétffigures;"The_cpuncil
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(committee) relates the educational plan to the financial and enrollment
picture by setting certain standards consistent with adopted policies.
For example, the impact of the "open-door" policy was studied and
approximate numper and cost of additional counselors to increase holding
power by 10 percent was determined. The costs of two new occupational
programs and improving health services were determined. Additional
facility needs were studied. These costs were weighed against current
estimates of income. It was determined that:
1. Tuition should be increased per stndent per term
by $15.00,
2. Increase student-faculty ratio from 19/1 to 24/1.
3. Decrease reserve contingency from & percent (normal
for the college) to 3 percent.
Budget forms were then prepared for submission to department
heads (or lowest budgetary unit). Information which these forms
may contain:
1. number of FTE faculty by department (FT & PT)
2. salaries of each
3. stﬁdent/teacher ratios
4, -numbervof students
5} expendltures for supplles and materials (for current
and past years)
In addition, the forms and instrnotions should reflect the new
standards to be applied in‘developing the needs for the coming year
as well as the broad financial policies approved by the board.
Dates for completlon and any other 1nformat101 cons1stent with over-all
_adopted p011c1es and plans should be 1nc1uded and returned to the

bus1ness,off1ce.?1




-54-
Forms are then sent to the departmental levels. After completion by

departments (sections), they are sent to the division heads or (deans),
then to the business office. All requests are checked for mathematical
accuracy by the business office. If major alterations are necessary,
they may be returned to various units for adjustments.

At this point,after the budget is consolidated by the
business office, it is possible to determine whether the needs in the
budget are financially feasible. The budget committee meets to review
the total budget. Executive and board policy decisions may both be
necessary. Although the board has kept pace with the educational and
financial plan, it is at this point that both become inveived.

A critical point in decision-making is at hand. Financial
stress in the budget may make it necessary to eliminate some educational
programs. These considerations become the bases of policy decisions
(as the case may be) to put the financial and educational plan in
balance. If cuts are necessary, the budget committee may ask the
principals (deans or division heads) where reductions can be effected with
the least disruption. The council submits the budget and their recom-
mendation to the president. The president reviews, makes recommendations,
and takes it before the governing board. The governing board approves but
not necessarily as submitted. The final decision rests with the governing board.

Budget Implementation

The function of implementing and administering the budget is as
important as building the budget. The annual budget should be adopted well
in advance of the fiscal period. Adoption of the budget does not assume
realiZatibn of all revenués that were estimated; therefore, budget

amendments»ﬁill be requiied frbm time to time. : :
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Accounts for budgetary control should be incorporated
in the accounting system. The budgetary classification should
correspond with the classification of accounts. One of the main
reasons for good budgetary control is to insure that expenditures do
not exceed allocations. Budget control starts with the responsibility
of the budgetary unit in the sam: manner as the development of the
budget.

It is often thought that the chief business officer
(controller) has sole responsibility for the budget. He does have
over-all responsibility; however, the departmental chairmen have
primary responsibility for control of expenditures within these
budgetary units. The department chairmen must see that:

1. Appointment of new members and salaries does not

exceed that budgeted.

2. Expenditures for supplies and materials do not exceed

that allocéted.

3. Flow of expénditures'are such that they will last

throughout the budgat yea:;

The business officer (controllér) should prepare monthly
‘statements of actual éxpenditures and remainihg Yudgetary balances
for eaéh departmenf. Summary reports should be sﬁbmittéd to other

appropriate offices ard officers.

Budget Amendments

Periodic revisions to a budget are necessary as estimated

revenues change and as they affect anticipated appropriations.

'
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Responsibility, authority, and procedures for budget revisions should
be a matter of written policy adopted and approved by the governing
board. Revised estimates of revenue should be initiated by the
same offices that prepared the estimates. Revised expenditure
allocations are usually initiated at the dgpartmental level. Usually
if a budget revision is within the total approved budget, the president
has the authority to aprrove. If the revision changes the anticipated
net result intended in the original budget, it should go to the
governing board for approval.

There are at least four (4) methods of effecting budget
revisions:

1. increasing both income and departmental appropriations

2. decreasing both income and departmental appropriations

3. increasing one appropriation and decreasing another

aprropriation
4. transferring credits from the contingency fund to a
departmental budget.

Plans should be developed for carrying out various programs
outlined in the budget and provisions be made to follow-up on plans.

It is reéommended that the accrual system of accounting
be employed - i.e., revenues are recorded when earned or due and
expenditures recorded when liabilities occur or when bills are

received or services rendered, regardless of whether paid or not.

Auditing
Internal control_compriSes a plan of organization and methods

and procedures to safeguard assets, check accuracy of records, and
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promote efficiency. por example, no one person should have complete
responsibility or complete control over all financial trarsactions.
That is: ’
l. No one staff member should coliect student payments
or tuition, deposit cash and mzintain records (accounts
receivable).
2. No one staff member should employ staff, prepare payroll,

issue paychecks.

w
.

No one staff member shcald issue purchase orders,

receive materials, approve invoices, and issue checks.

Internal Auditor

The inter;éi auditor is responsible to tha chief business
officer. He serves management by reviewing the accounting, financial,
and operational procedures of the institution. Major areas of
activity of the internal auditor are cash receipts, disbursements,

and inventories.

External Auditor

The external auditor serves the governing board and
conducts an,ihdependent audit. The external auditor provides written

reports to the hoar&‘qn the fiscal and operational integrity of the

institution.




THE BUSINESS MANAGER
IN THE COMMUNITY COLLEGE WORLD

By Dr. Joseph W. Fordyce
President
Santa Fe Junior College
‘Gainegville, Flcrida

Warren W. Willingham (College Board Review, Summer, 1970)

has stated:

Perhaps the root problem of access of higher
education in the 1970's is how to expand equal
and relevant opportunity as rapidly as possible
without slipping into cone or bot™ of the
alternate chasms ~ stifling individual choice
for crippling high institutions.

Certalnly, if a middle ground that will promote the ends
of Amerlca s communlty Junlor colleges is to be found, a major respon-

31b111ty w111 11e in the act1v1t1es, the determlnaflon, and the

‘dedlcatlon of the bu31ness managers of these 1nst1tut1ons.

They, as much as anyone and perhaps more than most, must

1”take respons;blllty:for determlnlng the kind of 1nst1tut1ons that will'
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We would say first that nothing human is foreign to the
role of America's community junior colleges. These are indeed
peoples' colleges and the aims and desires and beliefs.and values
of the America: people must be thuse of America's community colleges.
The business manager stands in a peculiar position to make sure that
this translation is accurate and inspiring.

If the world of the community college is to become a
meaningful one for America's world of the future, every aspect
and every function of the college must be dedicated to the develop-
ment andé implementation of common aims and goals and every responsible
officer, certainly the business manager not the least, must be
dedicated to making every ounce of his activity responsive to the
overall aims and goals of the‘institution.

For this reason, we at Santa Fe have centralized all .
act1v1t1es of the college arouna the central theme of studylnc the

world's env;ronments 1n order that the 1nd;V1dual can best £ind hlS

; place amang them. We have sald that there 1s an’ env;ronment of 1deas,
"jan env;ronment of thlngs, and an envlronment of people, in all of

'L‘uwhlch man must find: h1s way and'mustvbe able to develop a’ system of
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humanities. Although it is certainly true that a major responsibility

for the development of this environment rests with instructional

faculty members, that college is going to be a better one wherein

the business manager is appreciative and understanding of the world

of ideas and makes all of his enterprises facilitate its development.
The environment of things is certainly no stranger to the

business manager, especially that aspect of the world of things that

relates particularly to the community of the community college.

Here we are .concerned with all of the gadgets, ranging from thumbtacks

to the most sephisticated electronics equipment, that have made the

educational process the exciting and challenging one that it is

today. With the opening of.the world of computer-assisted instruction,

the capabilities of data procesSing, the challenges and opportunities

of flexlble bulldlngs, an: 1mportant world for which the bus1ness

. manager can take major respons-b;l;ty is today ava;lable to us.

Of a11 of the- wo:lds foz wh1ch educat10n must prepare,

"gfthe world of peoélevls the most 1mportant.v Here, upon f1rst blush,,

:respons1b111ty '1ght be“delegated to the student personnel faculty

i v“maj or: respons:.b:.l:.ty

Hfdeesﬁbeiohgi fiita'each major funct;onal offlc of the 1nst1tut10n L
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must reiate are really people in disguise - and they are people to

be serned if the community college is to serve its function. Certainly
no aspect of the community college has better opportunity to do so
efficiently and pleasantly than in those variate functions related

to the responsibility of the business manager.

In summary, we are suggesting that the world of America's
community colleges - the world of ideas, the world of people, the
world of things - can best be served if the business manager adopts
the point of view that by positive and agressive planning of the total
resources and facilities of the institution he makes them available
best to serve the aims and purposes of the college as they relate
to the developing lives of the people to be servedf’

Cerxrtainly, the business manager cannot. afford to be - nor
can any collegeeafford for him'to be -a bystander, ‘an innocent
observer concerned only with efficient and unobtrusive (at the best)

'or hlghly author1tat1ve and bombast;c (at the worst) management of

,-;*the bookkeeplng and the :epalrlng of the leaks 1n tre roof. He must
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Association of Junior Colleges answered the question in the form of
another éuestion, "Can America's junior colleges keep the open door
open?" Dr. James L. Wattenbarger, Director of the Institute of
Higher Education of the University of Florida indicated that if American
community colleges are to fulfill their promise, adequate financial
support must be found from sources other than the students themselves.
Dr. Jane E. Matson, Professor of Education at California
State College of Los Angeles, said that more must be known -about the
student populations that the colleges plan to serve. Presidsnt
Joseph P. Cosand of the St. Louis Junior College District reiterated
that colleges must be more aware of the real needs of students rather
than the whims of some small segment of the public. Dr. B. Lamar
‘Johnson of the University'of California at Los Angeles said that the
most important cha11en§e facing America's junior-colleges is that
- "of prov;dlng a cons1stent1y superlor program of instruction.”
»Dr.‘Max Ralnes of M1chlgan State Un1Vers1ty and Dr. Harold Grant of

,Auburn Un1vers1ty 1ndlcated that the potentlal of commun;ty colleges“

?,‘-could b‘freallzedfonly 1f there is'a rea1 reassessment of the human'

gjielement of students and potent1a1 :tudents.; Dr;"Leland L.,Medsker

‘icaof the Un1vers1ty? £ ?allfornl‘ at'Berkeley 1ndlcated that the test

of America's Junlor”college was"yet to Gome® an‘ would_l;kely be
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sufficiently humanize the process of education that they can serve
the needs of the nation for universal post secondary education?

If they are to do so, dramatic changes must take place. The
trappings of education - the rules and regulations designed to eliminate
instead of educate, grading practices designed to confuse and to demean,
reverence for cut-off scores on irrelevant tests and examinations -
must be replaced by positive policies for educational growth. Learning
must becOme a joyful and happy experience and great teaching must be
seen as a process that facilitates learning and growth. Above all,

a new faith and belief.must be found in the almost limitless potential
of the human being - every human being. If education becomes thus
humanized, it will no longer be a "thing to bevcompleted." the
accumulation of credits, and the amassing of degrees;‘it becomes
‘rather_a_way of life,‘a style of living and becoming.

| It is possible that this kind of education, this kind of
"lzfe, can beccme a reallty 1n the 70's? My bellef 1s that 1t ‘can_
and that, because of the pecul;ar role and opportun;ty of Amer;ca s."

”;c;commun1ty colleges, it is most llkely to_happen there.: If 1t does,

«ano small part of h credit w;ll go nd. should go to those admlnlstrators
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PPBS: PLANNING IN DECISION MAKING2
By Dr. lysle R, MacKeraghan

Education Specialist
Training and Applications Department
Naval Training Device Center
Orlando, Florida

Introduction

A. Session Objectives

B. Some Problems in Talking about PPBS

C. PPBS at Its Source
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' I. INTRODUCTION

Session Objectives

1. Discuss PPBS as a potentially important link between a business
manager and his college.

2. Provide some knowledge about the structure functions of
PPBS concepts.

3. Provide background from which participants can study
PPBS further.

Some Problems in Talking about PPBS

[ AREAS OF EMPHASIS AND PROGRESS
LEVELS ! PLANNING PROGRAMMING BUDGETING MEASUREMENT

FEDERAL

STATE

LOCAL

INSTITUTION

1. Lack of Commen Terminology and Consistent Concepts

2. Levels and Areas of Emphasls and Progress Vary

- 3. D1sagreement about Whether a Partlcular PPBS Appllcatlon Is

:or Is Not PPBS 1n Terms of Categorrzatron and Coverage

fvf@.';Expectrng Eff1c1ency when Focus May Be ‘on Effect;veness of

ffJust Improvement

fPPBS;at Its Source?”; ﬂff

Limited Public Resources = -




2.
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Understand the Actual Impact ci Programs

Assure the Orderly Presentation of Relevant Analysis

for Decision-Making

Identify Programs thkat No Longer Serve National Objectives

Integrate Long-Range Objectives with Current-Year Budgets

'Connect'Planning and Budgeting with Actual Performance

Component Parts

ae.

Program Structures which Display Each Agency's Physical
and Financial Activities According to Objectives or
Common Outputs

Issue Papers which Summarize the Agency's and Budget
Burean's List of Major Poliey During Each Planning and
Budgeting Cycle v

Speéial Analftic Studies which Reflect Intensive Analysis

of Partlcular Problems

'°Program Memoranda whlch Reg;ster Agency Chozces between

xr:Alternatlves and Summar1ze Relevant Analyses Affect;ng

“",ffthe Dec1s;ons

aProgram and Flnancial Pl s,wh;ch Display”for the Past

‘Two- and Next Flve Years Data‘on the'Flnanclal Inputs and '
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II. DEVELOPMENT OF A PPBS MODEL

A. What Does PPBS Try to Do?

Provide the means to help answer the following questions: |
Planning: What is the organization trying to do?
Programming: What are the possible ways it has of doing it?
Budgeting: What are the costs of each of these ways?
Performance: How effective will each way be?

B. gtageg in PPBS Development

1. Conceptual Stages

a. Identify, Classify, and Catagorize PPBS Data Requirements
~within the Apéropriete Program Structure

b. Establish Meaningful and Measurable Relationships Among
the Program Data

c. Dete;ep a Model of the Program Relationships for Use
' inpEBS Activitiesv
‘itq.i;Analyze and Reflne Model ‘for Internal and External Use

vvf2.-eImplementation Stages

2Deslgn and Implement Methods for Identlfying, Measuring,
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C. Three Levels of PPBS Complexity

1. Simple - Program Budget Only
a. Services to Be Performed
b. Recasting of Resources
c. Costing of Programs
2. Advanced - performance Budget
a. Program Performance Criteria
b. Measure of Attainment of Program Goals
3. Complex - Full PPBS Capabilities
a. Services to Be Performed
b. Recasting of Resources
c. COstipg of Programs
a. 'Prbg:am Performance Criteria
e. MeéSurg of Attainment of Program Goals
£. Pre,-Budget Plannihg |
9. 'Programnmg Analys:.s L |

h Mult:.-Year Program andvFinancial Plan '

‘i gCost-Effect:.venes‘ studies ’

=B ' Program' Information 8ystem (Internal & External)

IAFuiToxt Provided by Eric [
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COMMUNTITY COLIEGE PPBS MODEL

D

AREA 1 AREA 2 AREA 3
COLLEGE COLLEGE PROGRAM
PURPOSES PROGRAMS ACTIVITIES

COLLEGE -
PARALLET,
VOCATIONAL~
TECHNICAL
COLLEGE-
PARALLEL
EDUCATION COMMUNITY
SERVICE
VOCATIONAL~
TECHNICAL The following
support the ahnve
SERVICE EDUCATION
COMMUNITY
SERVICE
GUIDANCE
SERVICES
DEVELOPMENTAL

SERVICES
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III. PPBS IMPLEMENTATION

A. Typical PPES Development Steps
1. ‘Develep ProgrQFIStrueture
2. Convert Approﬁtiatiqn Structure to Funds by Program
3. imélement ﬁniform Aeebunting System
4. Develop’and Present Pfeéram ﬁudéet
5. Ident;fy Ma:or Program POllCY Issues

6. c°mputer1ze Budget Deve10pment Process

SR 7. Tie Fund Allotment Process into Reportlnq (Management

IR Informatlon) System




3. Format:

a.
b.
C.

a.

£

D; A PPBS Center

-71-

Not to Exceed Five Pages

State the issue.

What is being done currently?

Discuss at least two alternatives.

cite financial and othef cpst:estimates for each year
in multl-year terms.»

Descr;be llmitatlons and other sources of help for

each alternative.

.Explain}how‘pibgfess could be reported and measured.

ERIC

{AFulToxt Provided by ERIC
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5. Central PfBS staff should bellarge enough to create a
“"critical mass." |

6. Methods of organizing and implementing a PPBS are related to
the.extent of oommitment to install its processes. Without a
strong oommitment, éfforts‘will ke hesitant, small scale, and

w1th attendant d1ff1cu1t1es. Active support and pafticipation

of funct;onal departments is essent1a1

IV. CURRENT PPBS WRITINGS

1Un1ted States Congress, Suboomm;ttee on Economy in- Government of

"T.the,Jolnt Economvc COmm1ttee.v The Analys;s and Evaluatlon of

cf;_ff]Publlc Expend;tures; The PPB System, 915t Congress, lst Ses81on.

ERI

A FullToxt Provided by ERIC
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Part VI. "Analysis and Evaluation in Major Policy Areas:
Unresolved‘Issues and Next Steps"
This study consists of a compendium of papers from over 50 invited
experts.who examine the problems and possibilities of improving

and strengthening the evaluation of public spending programs

The focus is on the PPB Systenm, proVing the budgetary process
in terms of applying economic analysis, and the search for mors ' i
: effective systems of policy analysis and program evaluation in i
gboth Congress and the executive branch.

B. United States Congress, Subcommittee on Econcmy in Government of

';the Joint Economic Committee. Innovations in Planning, Prggramming

let

in State and Local Governments., Congress,

ting

1st Se sion. Washington,‘D.‘
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"This study was conducted to determine whether a conceptual
PPBS model could be developed for a Florida Community College. ‘‘he
major purpose of such a model would be to_provide a framework for
identifying the costs of the community college's programs and aid
'educational‘éecision-makers‘in the rationaivailoeation of fiscal

resources.

An add;t;onal des;gn goal of the model was to prov;de the

basel;ne for develop-ng (1) educatlonal program and act1V1ty c1ass1-

‘}flcatlon, (2) program budgetlng of the educatlonal system s serv;ces,

(3) multl-year'program p1ann1ng{ (4) system analys;s of the effectlveness

rof an educat;onal system s programs, and (5) a management 1nformat1on

;system to support these concepts.




FINAL SUMMARY :
By James L. Wattenbarger

University of Florida
Gainesville, Florida

It‘is difficult to know how long a conference like this
should last. In some ways one just begins to get acquainted with
people'about the‘ tinle the conference,'is ower.‘ On the other hand
;when a conference is too long, everyone gets a little bored and wants
to get back to more pressing affairs. It is really a d:.fficult decision.
After trying week-long conferences for several years, we arrived at

.'this three-day format in hopes that this wc,uld prov:.de the kind of

o conference that would make you want to come back again to continue

Vu”?”-leamj_ng as we hope you have leamed during this onP

~You may be: interested in_knowing how we arrived at the :

"?'format_v for;_thi's -particu.‘l.ar 'conference. We sent 1etters out to' more
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The proceedings will be available in multiple copies for
those of you who want more than one copy. Each of you will auto-
matically receive a copy as a participant in the conference. We
have also provided &ou’with a number of extra materials. If questions
i o ‘occufhto you during the next year or at any time that you feel we could
. 'be of help,vplease fee; free to drop us a line. We have enjoyed very
‘ much‘gettiné'to know’youf | |
| | Perhaps you uouid be intetested,in ¥nowing about some of the
'1nformat1on we have about you as a xesult of the questionnaire Dr. Litton .
fhanded out 1ast Monday nlght.- The median age of this group is 38. an

|

|

|

l

l

Ty ,,L course, I must admlt that was heav;ly 1nf1uenced by people 11ke Bob
- FIRT I , :

[

|

i




, i:'and;WhJ.Ch may ‘have: particular 'value to you .as bus:.ness managers‘
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that ycu rank right in the middle in terms of salary. Forty-one percent
indicated that you had faculty rank, but 'only twenty-six vperce-._nt reported
tenure. This means that perhaps a business officer might well look to
b'ecoming'm‘ore active in the pnrsuit of faculty rank and tenure. It

seems this is a matter of concern to them. I suspect that the low percentage

‘on tenure is related to the fact that you are new on your jobs. It also

may, however, be the result of the fact that many bus:.ness officers do not
have tenure in their positions. However, :.1. might be :.nteresting for you
to explore the pOSSlbll:l.t:l.es of be:.ng a permanent menber of the faculty in
any case.' -

You have heard f _Dr, MacKeraghan present a summary of his

dissertation, and I'd lzl.ke to pull together somer of the other recent

; ;studies which we have been conducting here at’ the Un:.versity of Florida

We'have just Finished, Dr. Cage and I, a fifteen month's
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may develcp at the federal level. You may be familiar with the Williams
Bill Senator Harrison Williams of the state of New Jersey has introduced
a bill which will provide federal support to community colleges in the
various states. It will provide money for planning at the state level
invparticular, | |

We were talking about the need for exp.rtise to aid in
the development of ?PB_S applicatlons. I think this obviously becomes a
'responSibility of rstate-lev‘ell leadership." The mrtent of-Arney's study
J.s that there will l:e more state support, ‘and as a result, more state
| ﬁ" coord:.nat:.on and even more state control over comun:.ty colleges than has
- Ibeen true :Ln the past.‘ Dr.»Harmon Fowler has just completed a study on

' selected var:.ables related to differentlal costs of comm:.ty colleges.;

A good deal of;the data :.n his study is J.ncluded in the report wh:.ch Dr.

.Cage and,I _ave!- Just completed. For example, Dr. \Fowler has found that

ratio of c ts 'zor*”ar ous, prograns in- Junior colleges ranges, when
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of the fact that accountability as a concept in the community college
is so new or so inadequately understood that it is almost impossiible
to get accurate information from jum".or colleges in reference to outputs;
second, that we don't really know what an output is.
Thils assertion comes as a real shock to members of the legislature
and to businessmen who feel that they know what the output of their businesses .
and the:.r a\.t:.vit:.es are. I'm not surev they are always as accurate in
understand:.ng the:.r outputs as they most often feel they are, but educators

have been part:.cularly unable to define adequately what an output is.

We thought that we nu.ght look at the follow:.ng outputs. :
‘For exanrple: How many students who enter Jun:.or oolleges receive
."_v'associ.ate degrees? And you know we: found some :.nterest:.ng relat:.onsh:.ps
.vabetween this and certain inputs. For example ,. the more money one spends .

libraries, the fewer students rece:.ve assoc:.ate degrees. Saneth:.ng

that Dr. Matthews reached were that the “
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Dr. George Corrick has just completed a study which I think
will be of particular interest to you. George studied the resource
allocation processes in selected junior colleges. How do we make
decisions about the allocation of resources? He found out that most junior
colleges don't have much decision -mahing activity at all. As a matter of
fact, when negotiations for salary determine the salary schedule as has
happened in several states already€ then thevcollege really makes
| nractically no decisions about its own budget hecause from 70 to 85‘percent
_.of,the budget,is allocated'to salaries. Once that decision is made; the
'rest of the funds are not really a great blg problem 1n resource
iallocatron. Dr. COrrick s model on th1s resource allocatlon 1s a very

excellent one,'and I think you'll appreclate see1ng how th;s applles to

‘"-:Pyour own 1nst1tutron._;ff;

One otherj1nterest1ng factor he found 1n one of the colleges
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junior colleges, particularly those in urban areas, will be running on
a twenty-four hour schedule with a seven day week in the near future.
We're not going to be able to have the adequate facilities
to take care of all of the educational needs of people. The only way we
can expand is to expand time wise.
A flnal study in this whole series of financial studies is one
that Joe’Walters is conducting.t’He is trying to define the outputs
of anieducatiohal institution, In this case, he uill look at what
peeis think outputs may belas‘they'examine a college for»accreditation
| purposes; 'Joevhas gohe through almost tWo hundred different committee
_v151ts by Southern Assoc;at;on teams to some 190 Junlor colleges in this
 sect1on of the country.: He has l;sted more than 4, 000 dlfferent
o 4 ecommendatlons that these commlttees have made in an attempt to determlne

'_1f there are any patterns Wthh mlght be 1dent1f1able as the professlonal

ﬂevaluatlon of what output 1n an 1nst1tut1on should be.,-,l

Q

ERIC

A FullToxt Provided by ERIC
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as long as seven years to complete the ordinavy two years' work. Some
of these go ‘on to four year 1nst:.utxons some of them don t. |
When we lock at the numbers of students in the target population

for 1980, we've got to look at the whole broad spectrum of Junlor college
?_students - those students who are e1ghteen, who are under seventeen,

who are 1n the1r th1rty s and forty s and on 1nto the1r seventy s and
*_elghty s I've been to a number of graduatrons where grandfather and
IL grandson have graduated together. Grandfather 1s 1n h1s seventy 'S and grandson

i :|.n h:.s late teens or early twenty s It J.s not unusual for father and son

to graduate :|.n the same class or mother and daughter, or father and

v 8 daughter, or mther and son,' o' whatever comb:.nat:.on, young and old

. to graduate from the same J.nst:l.tut:.on. The target populat:.on has to

(= :.nclude the whole range of ages.A

Th:.s means that you have to look at' what the compos:.t:.on off
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have been'discussing, we would have four million students in junior
colleges in 1956. 'I‘hat is almost twice as many as we have at the present
moment and is a rat:.o of about 19 or 20 students in every thousand |
populat:.on. If ' however, Jum.or college students were to enroll in
accordance w:.th the exper:.ence of one or two of our exemplary institutions
: which are prov:.dJ.ng the greatest serv:l.ce to their comum.t:.es, we would
have twelve m:.ll:.on students in community colleges in 1980.

Our pred:.ct:l.ons for the target p0pu1at:|.ons for Jum.or colleges
are somewhere between four and a half mll:.on and twelve m:.ll:.on. Where
:|.t l:.es w:|.ll depend upon the k:.nd of programs the coxmmm:.ty colleges
o develop and the k:.nd of relat:.onsh:.ps that you as bus:.ness managers
B ‘v _z,are help:.ng to prov:l.de. You must take a leadersh:.p role in the whole
_process of plann:l.ng and budget:l.ng so that management :|.nformat:.on w:.ll

: help colleqe pres:.dents accompl:.sh the:.r m:Lss:.on in the adm:.n:.strat:l.on




a.

BIBLIOGRAPHIES

" Junior cdllege Bugsiness and Financial Affairs

" an annotated bibliography by

Henry R. Boekhoff and Dayton Y. Roberts

Y
b

Positive Approaches to Business Management in

COmmunity'CdlléQés}

& selected bibliography by

'-:Deén‘M;iHahsen'ahd"Robert»H;:Hdsken '




‘A. JUNIOR COLLEGE BUSINESS AND FINANCIAL AFFAIRS

Berkman; bave. "You Can Afford T.V." Junior College Journal,

If $500'per half hour show sounds expensive, consider the fact
that if only 10,000 people watch the show, the cost is only a
nickel per person. This accomplishment was possible because
the "packaging" procedure was used. This means the college
preproduces the program and brings it to a local television
station for telecast through their studio. Four items are
_suggested for t.v. production packaging. These include scmeone
‘with a basic knowledge of t.v. production, a minimum graphic
and photographic production set up, and interesting faculty and
an understanding administration. : : :

. Blake, Larry J.‘E"A New Start in Montana "4 Junior College'Journal,

‘ ‘Voters may form a: community college in any area of the state.
_This district must ‘have an assessed valuation of not less than
$30 million and a total of not less than 700 pupils regularly
-enrolled in. public and private ‘high. schools. The :community colleges
'_participate in the established ‘foundation program. Other sources
b'of revenue for operating expenditures include tuition charges,
‘*special tax: levies and federal grants for vocational education.
*.'The’ foundation program allocates ‘state. support on the basis of
’ ;gthe average number of students enrolled in a: community college
for-a. period of not less than 30 days and carrying not less
- than 10 hours w.The“‘ontana'constitution limits. state support.
L _fto~full-t1me students ‘unde l .years of age.." Capital construction
' ;f‘tcosts must be borne by the’ local district.“n:,: SRR

: ,;.Private Financial Support of
Junior Collgge Journal, XIVL (September,




Chambers, M. M. "Progress in State Support of Higher Education.”
School and Society, IXC (March, 1963), 144-14e6.

A tabulation of state funds appropriated for higher educat:on
for fiscal years 1959-1960 to 1962-1963.  State aid to junior
colleges showed an increase of 4l.5 percent. The trend of state
support is upward and accelerating. .

Champion, Howard A. "FinanCing the Public Junior College."' NEA Journal,

A prevalent type of control is at the local conmunity level

where the junior. college is often part of a unified school district.
The growth of independent junior college’ districts has alleviated
to some extent the ‘inadequacies of local support. A few states
furnish all funds exclusive. of those accruing from tuition.

Eight states ‘grant no. state aid at all. Between these extremes

the amount of state aid varies frcm cne-third. of the annual
operating cost to a token: amount. The growth of Junior colleges
has made it imperative for every state and ‘community to formulate
plans for financing an expanded junior college pregram.

Chapman, charles E.. “ohio Joins the Club " Junior College Journal,
XVL (October, 1964),_-7 8-12. B e

n:iThis article is primarily concerned With the development of ohio s
vyfirst Junior college., State . funding is based on a formvla for

. full-time.equivalent" students.; ‘Total" ‘student credit hours of
1-'enrollment is: divided by fifteen credit hours. Local support

' . includes tuition andﬁl cal taxes.» Capital funds may be received

'"A ccmmunity college system‘requires stateWide coordination, while
‘ : nstitutional autoncmy. State level authority




D'Amico, Louis A. and Iffert, Robert E. "Tuition and Fees in Public
Junior Colleges 63-64 " College and University, XL (Spring, 1965),
334-338 '

The publrc junior college is providing educational opportunity
for many who live in areas which do not provide these facilities.
Data reveals that additional charges imposed on non-community
residents vary. These additional charges are smaller for out-of-
district students than out-of-state students.

D' Amrco, Louis A. and Bokelman, W. Robert. "Tuition and Fee Charges
by Public Junior COlleges, 1961-62."1 ‘Junior College Journal,
XVIIL (September, 1962). ; 36-39, o ‘

_ An 1mportant factor contrrbutrng to growth ‘of junior colleges
is economics. Public junior colleges charge out-of-state and
out-of-drstrrct students a higher rate for tuition and fees than
n-d1str1ct students.v There appears to be no formal policy .
with: regard to turtxon for out-of-drstrrct or out-of-state student
tuitron charges. - ‘

Downs, Harry Se "Georgra s Junior Colleges - An Important Role."
kJunror College Journal, XIL (May, 1969), i 50-53. '

. The state s Junror colleges are; ‘units of the unlversrty system
.of Georgra~. The Board. of Regents has broad powers for the
"management and control of puhlrc colleges,‘rncludrng the responsi-
, bility for new 1nst1tutlons.,f"The Junior College Act of 1958"‘
K ;authorrzed local communrtres to develop and’ operate Junior colleges
vgfwith the assistance of ‘state funds for oPeratrng purposes. The
'_?Board of Regent 'mlnrmum stand rds ‘of communlty srze and




A successful fund raising campaign arises from the philosophy

of education of the president and the college. KXnowledge of the
constituents, students, parents, friends, alumni, faculty, business,
industry is a necessity. Development of patience and long-range
planning with clearly defined goals are reeded also. These are

the basic requir.ments for a successful fund raising campaign.

Elkins,. Floyd s. and Blocker, Clyde E. "Philanthropic Support of
Private Junior Colleges." Junior College Journal, XIIL (November,
1966) , 28-31. '

Evidence indicates financial support is available to colleges
which organize an effective program to secure aid. Colleges
having a staff member responsible for securing private support,
having volunteer groups responsible for securing financial support,
the existence of an alumni organization, alumni fund, membership
in the American Alumni Council, and American College Public
Relations Council were more successful in raising funds. Colleges
possessing all characteristics received an average annual amount
of $98,911.- Colleges possessing none of the characteristics
received an average of $12, 258 per college. '

Erickson, Clifford G. “Illinois Balances Statewide Planning and

Local Autonomy." Junior College Journal, XIIL (March, '1968) ,
22-26. .

)mhe Public Junior College Act of 1965 gave needed renewal to the
community college movement in Illinois. Illinois has thirty-

- three Junior college districts, each with its own board and
president.‘ The state shares in financing the locally controlled
vcommunity'colleges by carrying 75 percent of the cost of approved

~development : projects., State ‘aid. for- operating costs is

: redit hour of id-term enrollment. ‘salaries for

i ' (: proved vo-tech classes are =
G ‘ “State . aid also furnishes
. part of the cost for vo-tech equipment and for ‘adult education. '
‘ ; thorityfi “established by referendum._;r‘n»

.,"Private Junior Colleges-‘;The Question Is
-Journal, XIL (March, 1969), B 35-38.

Junier College




This article is primarily concerned with the overall development
of the junior college movement in Washington. There is brief
mention of funding. Funding from state sources amounts to

80 percent of total revenues. The remainder comes from student
fees. Money is appropriated for a biennium.

Gleazer, Edmund J., Jr. "AAJC Approach." Junior College Journal,

Junior colleges do receive foundation grants. Examples are given
of institutions receiving dramatic gifts. Foundations are
interested in ideas and innovations. Their criterion is merit
_rather than need.

Heinrich, Carl L.~“Fifty-one Years ‘in Kansas." Junior College Journal,
XIL'(December, 1968), 18-20.

Like other states in 1965 the Kansas Legislature passed the
Community Junior College Act. The law provided for the expansion
of community college taxing districts. It also authorized additional
state aid and other revenues including out-district tuition for
counties not in junior college districts, but haVing students
enrolled and student tuition for both in-state and out-of-state
students.' Operational revenues are derived from local ad valorum
- tax, state aid, out-of-district tuition ‘and student tuition.:
“The future funding ‘plan- calls- for 50 . percent " state aid, 40 percent i
‘local sources and: lO percent student tuition.v '
_ James, Joseph W. ,“What Vo-Tech Schools Spend for Instructional
Supplies.“v IAVE, LVIII (March, 1969), 42-53.-.ﬁ~~‘<~

L. A survey of costs peculiar to: vocational-instru tional programs.-»
-+ The survey results reveal that it is quite important for community
“;]colleges to develop standards for quality, consumption, and ‘cost
R 3 supplies for: efficiencyiof operati'n.**Instructional supplies
«should be purchased' the strengthjof the' course.’ -The" “weekly
~student contact; hour“‘should_be the:criterion used for estimating

]7the cost of instructional* :

: Johnson, B.“Lamar.-

“Encouraging Innovatio in. Teaching.“: Junior75
1College Journal, - ‘18- : S

o : leges'to launch innovations in the interests
of increased efficiency. e



Johnston, G. H. "State and Local Partnership in Mississippi.”
Junior College Journal, XIL (April, 1969), 40-48.

Seventeen public junior colleges constitute the state system in
Mississippi. The state exercises general supervision through
the State Board of Education and the Junior College Commission.
Each college has a local board of trustees with powers, duties
and responsibilities defined in the basic junior college law.
Operating funds are derived 45 percent from state sources,

-45 percent from local sources and 10 percent from student tuition.
Capital improvement funds came 30 percent local, 35 percent
federal, 35 percent state sources. The state appropriation is
made for the biennium and is divided into two components. One
is for regular junior college programs and the second is for
Vo-tech programs. There is a matriculation charge of $60 per
semester which covers all fees. o

Kastner, Harold H., Jr.. "The Economic Value of Community Junior
Colleges." Junror College Journal, XIVL (November, 1965), 29-34.

- Based upon annual ccmpounded rates of interest community college
: graduates w1ll yield a social return of- at -least 12.28 percent
from mlles and 11.01 percent from females over a 45-year work
period. Direct returns will 'yield 5.03 percent for males and
4.22 percent for females over the: same time pericd.  An under
‘~'1nvestment in Junlor college education currently exrsts for the
-,‘Unrted States as a whole because at least 200,000 of our most
o academrcally qualrfred students do continue their education.
" This'results. in an’ economrc waste oF $48 brllron annually in
'..1960:dollars. . - ~

K1ng, Francis P "Insured Staff Benef1t Plans in the Junlor COllege."
1._3Junior College'Journal; XIXL (September, 1969),, B 3 l4

‘f57[A major: problem:faced by the'junlor college 1s faculty recrurtment.
‘S_In thls“connec on: thevexcellence of staff benefrts must be g1ven

attendrng class.u Funds are




received from M.D.T.A., V.E.A. of 1963, state foundation program
funds based on A.D.A., welfare support and O.E.0. Perhaps the
most serious funding problem was the fact that there was. no
precedent, in educatronal circles at least, for this type of
funding.

Kreiling, Robert T. "The Ccmmunity College Dollar: How It Is Spent
in New York State.". Junior College Journal, XVIIL (December,
1962), 190-194. .

Fourteen community college budgets in New York indicate that
‘'salaries and fringe benefits consume 83-7 percent of the average
budget. Cost per equated student was $717. The ratio of three
part-time students to one full-time was used to determine equated
student cost. The average student-faculty ratio was 1:17.There was no
correlation between student-faculty ratio and expenditures for
sa1ar1es and frrnge benefits. Also no correlation was apparent
in the comparison of student cost and student faculty ratio.

This may indicate that through proper utilization of resources
‘the student-faculty ratio could be 1mproved without mater1a11y
affecting overa11 cost. - ,

Larne. Olrver H. "Interlm Facilrtres. .Blessing. or Boomerang?"
Junror College Journal, XIL (November, 1968), 25=30.

‘The,communrty junior collegerrs an investment in people. This
investment is well worth three years of planning before opening.
Cost of such planning would be only one percent of total operating
.. cost for fifty years. An educational facility designed and
- equrpped to implement modern programs, a modern educational program
" to meet student reeds, a. we11-or1ented faculty and an efficient
,ﬂoperatron both in terms of human resources and physrcal plant
_“‘would be the 1mmed1ate returns on 1nvestment '

L1en, Dav1d A. f"And Nevada Makes 50." Jun1or Collgge Journal, i
. XL (March, 1970),- 50—51 ‘ - .

o Nevada formally 3o1ned the junror college movement w1th the
*1'open1ng of Elko Communrty College., A short, but effective fund
- raising. campargn raised $50 000 in 1967 B presrdent was “hired
'.-;and plannrng began in earnest., A token actron by the 1eg1s1ature
made communrtylcolleges 1ega1 but no: funds were approprrated._
- gHoward Hughes contr1buted $25 000 but there was:still no.:
g¢cont1nu1ng source of fundrng., The leglslature in 1969 at- 1ast




Lombardi, John. "Emergent Issues in Administration." Junior College
Journal, XVL (November, 1964), 4-8. '

Discusses issues other than those just related to finance.
Regarding finance, the issue becomes how should state aid be
apportioned and what percent should come from tuition? To
what extent will this involve state control rather than local
control? Administrators must be careful when implementing
programs of economy that quality is not foregone. This article
also raises many relevant questions regarding funding of

junior colleges.

Mensel, R. Frank. "Federal Support for Two-Year Colleges: 'A Whole
New Ball Game.'" Junior College Journal, IV (September, 1969) ,
14-19.

A summary of direct and indirect support programs for two-year
colleges is presented. An indication that there is a surge of
federal interest in the junior college has been repeated. Sec-
retary Finch has stated that the two-year college is a key
force in closing the opportunity gap. Three factors seem
principally responsible: Secretary Finch's leadership; Senator
Williams' introduction of the Community College Act; the rapid
growth of junior colleges opening at the rate of more than one
a week with exploding enrollments.

Myers, Gail E.f "Private Junior Colleges'Are Not Alone - Mr. Garrison."
Junior Colleg Journal, XIL (March, 1969), 39-41.

The division of higher education into public and p“ivate institutions
- is.a spurious. one for most analyses. : The problems of- finance, enroll-
~ment, competition, management, ‘and. teaching are not unique to
'private institutions. Suggestions include: ‘an endowment campaign,
innovative programs, and strengthening the- transfer degree. o
Private junior co11eges must - take. every means to survive and the
‘ public institutions have stake in their survival ,

‘ Nader, Shafeek. F“The Community College in Connecticut.“ Junior
"College Journal’”XL (September, 1969), 33-36. - RO

_ The community college movement in Connecticut consisted k:f‘
o of! five -private junior;colleges until’ 1961.1 In '1959. legislation :

LT Wasy enacted which: permi ad - 1ocal boards of education to ‘have

v,ftown tax supported junior colleges., Approval of local voters

,Jcolleges, Withtstate controi“and financing rather than local,
were established nThree 1ocally supported junior colleges, -




established under the permissive legislation, have since negotiated
themselves a place in the state system. There are presently
eight publicly supported junior colleges in Connecticut.

Patterson, Dow. "Determining Instructional Space Needs for Junior
Colleges." American School Board Journal, CXLI (November, 1960),

Indicates a number of factors to be considered in predicting
space needs. Foremost is the determination of future enrollment
potential. Other factors are square footage necessary per
student, class size, full-time student load in credit hours,
percentage of total credits earned in each subject, method of
determining number of teaching stations, estimated teaching
stations for specified enrollment. Formulas are presented for
expansion in an existing campus and for estimating needs on a
new campus. A warming, mathematical process should be tempered
by administrative judgment.

Ramstad, William K. "Multicampus = Ready - :Set - Gol" Junior
College Journal, XIL (March, 1969), . 25-30.

Ahsurvey»of.ten~multicampus junior colleges indicates the busginess
manager as a member of the planning team when a second campus
is considered. Faculty participation was on a volunteer basis
- or at the request of- the planner. . The construction funds came
from: local bond issues. The -staffing. formula used was based on
- weekly student contact hours. Careful consideration must be
given to class size, class loading, and: improvement of salary
"schedules if budgets are to be. properly administered.
~campuses cannot be operated as cheaply as‘one. - - The duplication of
- staff and the difficulty of! maintaining class size in the
, smaller institution contribute to an increased cost per student.

Roberts, Clarence W.- “Fringe Benefits in Public Junior Colleges.?
_:Junior College Journal, XIL (October, 1968),,.; 28—35.. : .,'

f,}One way to attrac fand re_ i 3qualified faculty is by use of
‘g,fringe benefits. This_,urvey revealed. twenty - different fringe
f“that exist in the- ‘junior: colleges.‘ Most frequently :
. 'efits were retirement, health insurance, faculty ‘travel,
sickwleave, jecretaria
.- These benefits- ex
','surveyed.'

t ,ablishing'A. .N.ﬂprograms were the
' vercrow ed facilities._ Publicly




controlled colleges were able to count on tax support provided

the controlling authorities agreed on the need and desirability

for such a program. Private colleges arranged financing by limiting
enrollment or funds from interested groups. Only one private
college raised tuition. Almost half of the colleges received

a subsidy during the early years of the program. Local hospitals
were a valuable source of assistance and also the state boards

of nursing.

Smith, Kathleen Bland. “Crossroads in Texas." Junior College Journal,
XVL (December, 1964), l4-16.

This article provides history, present status and recommendations
for the future financing of junior colleges in Texas. In 1920
the first publicly supported junior college was established. State
aid was not provided until 1941 and that was $50 per full-time
student. In 1963 state aid had increased to $243 per student.
A recommendation is to be made for the state to pay all instruc-
tional costs leaving local money free for cap1tal outlay,

‘ adm1n1st”at1on, maintenance and upkeep.

St1vers, Earl R. "Cost: Study for Current Operatings in the Junior
College." Junior College Journal, XVIIIL (March, 1962), 423,

This art1cle poses. a slmple way to calculate the cost of educatlon
per student for the junior college and for each department, A
' determination can then be made whether a department is furnishing
, 1nstructlon at a reasonable cost.

Tadlock, Max’ and Ebey, George "!pound-Wide' Planning." Junior
, College Journal, XILL (November, 1967), 27-31.

_ Educatlon plannlng costs -'1t costs t1me, money, energy, and
: talent.; Nonplannlng costs are even ‘more because renovation of
;'structures are much more expenS1ve than bulldlng adequatelv ‘to
Lstart.; Unfortunately many d1str1cts pay the’ costs of non-
plannlng andvthe ‘results are: fac111t1es which do not reflect the
i'unlque needs: - partlcula communlty.,.~ oo : ‘

Tews, li:m:.lO'j ,"The{?resent 'tatug_of Juﬂlﬂr College Educatlon 1n




Thomas, Charles W. "Financing the Public Community College: A
Summary of Federal Aid, Corporation Aid, and Economics of Manage-
ment as Sources of Revenue." Junior College Journal, XIXL
{March, 196l), 365-369.

The community colleges must develop all possible revenue sources
to the fullest extent. These increased funds must be spent
wisely so that more and better education is obtained from each
dollar invested. :

Timmons, Richard H. "Fund Raising in Junior Colleges." Junior College
Journal, XVIIL (September, 1962), 3-6.

Junior colleges can raise funds by organized campaigns when the
public is convinced of the institution's value. Groups of
contributors include corporations and business concerns, religious
denominations, alumni, non-alumni and non-church groups, governing
boards and general welfare founda*;ons.

Tupper, Eleanor. "Today's Answer to College Food Service." Junior
College Journal, XIXL (December, 1960), 224-226

An important factor in maintaining student morale on a campus

is the proper functioning of an adequate food service. The
advantages of food management service at Endicott Junior College
are apparent. The responsibility for personnel management has
been removed from administrative shoulders. The company's
collegiate background is prepared to solve problems that seem to
be of magnitude to the college administrator.

Wellman, Fred L. and Hamel, Dana B. "Communi ty College Progress in
Virginia.ﬁ Junior College Journal, XIL (March, 1969), 52-58.

The V1rg1n1a communlty college system master plan recommends
that the state ‘be divided into twenty-two regions. Each region
is designed so that it normally has 100,000 population and
1,000 high school graduates. annually. The state provides all -
the baslc funds: for malntenance and operatlons and for cap;tal
‘outlay 1nclud1ng bulldlngs and equlpment. The present capital
outlay ‘formula provides $2,000 for- bulldlng construction and
$1,000 for equipment for ‘each proJected full-t1me student.
Student ‘tuition. for V1rg1nia residents ‘is. $45 per- quarter. The

. ;local author1t1es must prov1de funds for sites and s1te develop-

. .-ment.  ‘They may prov1de funds for commun;ty service programs,

- spec1al projects and cap1tal outlay funds to supplement baSIC
T fac111t1es._j“" Sl : .

2 Wetzler, WllSOn F.f;“The Essentlals-of Plannrng." Junior collegg '
”‘, Journal. XVIIL (November. 1962).4~ 156-158., RN _—




An idea or proposal for action is as sound as the amount of time
and effort spent in planning. A framework for planning any course
of action involves seven steps. These steps are: gather pertinent
facts, consider purpose and cbjectives, make basic assumptions,
prepare policies, consider relationships affected by plan,
determine tasks, and evaluate plan. The hope is that greater
accomplishments will result from logical, systematic planning.

Williams, Harrison A. "To Close the Opportunity Gap." Junior College
Journal, XL (September, 1969), 8-13.

The Comprehensive Community College Act of 1969 was to give

long overdue identity to community junior colleges. The act

was designed to support the development and construction of private
and public two-year post secondary institutions of higher learning.
The development and implementation of comprehensive curriculum
programs with special emphasis on the needs of the educationally
and economically disadvantaged is required. The second emphasis
is on the training of necessary personnel. The third emphasis

is on research to be carried out in such colleges to increase
effectiveness. State plans must make the colleges tuition-

free. Policies will be set forth so tliat federal funds will not
be used to supplant state of local funds but to supplement

them. Fiscal proczdures to assure proper disbursement and
accounting of funds will be required. Interstate cooperation in
carrying out programs will be encouraged.
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POSITIVE APPROACHES TO BUSINESS MANAGEMENT
Case Study 1

Financial Policy Development

Rolling Hills Community College is a comprehensive
community college that serves a district population of 360,000.

This 5~year old institution is currently leasing a portion of a
former Army base in the southwest quadrant of the district. The
lease is renewable for five more years, and the indications are that
the college could purchase the property anytime up to the expiration
of the lease.

Rolling Hills County is an agricultural, marketing, and
distribution center for the state. The population is concentrated
in Central City (225,000). The industrial actlvity is limited to
small business firms and the major employer in the area is the Veterans
Hospital associated with the Army base. The nearest college, Western
Hills State Un;vers;ty, is nearly 300 mlles from Central City.

35% of Central City's resldents are retired veterans who chose to
llve in Central Clty to recelve ‘the beneflts prov;ded by the Army
base and Veterans Hospx*al. The Veterans Adm;nlstratlon has begun
construction on a two mllllon dollar, lOO-bed addltlon to the

- hospital. |

The college, which subscribes to the open-door concept,

~was forced to curtall enrollment to a comblned day/evenlng FIE of

‘2 300 (3 000 stuoents), because of llmlted fac111t1es. Thls fall




a minimally renovated downtown office building will become a branch
campus with a planned combined day/evening enrollment of 400 FTE
(900 students). This Central City campus has been planned in response
to a heavy commitment of the college to serve minority groups, under-
privileged, and culturally disadvantaged residents.
District college operating expenses are financed approximately
as follows:
1. one-third student tuition, fees, and other income
(federal sources)
2. one-third state financed
3. one-third county
Capital construction is financed as follows:
i. one-half county
2. one-half state
3. federal funds replace county share
Several characteristics of the college are evident:
1. Direqt administrative costs (non-teaghing/counseling
e#penses) totaiﬁneaxly one-fourth the éalary‘budget.
2. The faculty enjofrthe highest Qage scale of any junior

college in the state.

3. Supporting staff are paid in accordance with local
government, hospital and county scales. This scale is
somewhat lower than the average for the rest of the

state.
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4. Fa?ulty teaching loads are limited to five sections
per semester with a maximum of two preparations. Faculty
to student ratio averages are 1:15.
5. Attiition rate for all students is approximately 1l%
b(the lowest in the state).
6. FIE distribution is approximately as fo;lows:
(1) university parallel - 80%
{2) vocational/technical - 15%
{(a) 50% of this is in business occupations.
(b) 15% is in health related fields.
{(c) 15% is in agriculture related fields.
(3] non-credit courses ~ community service areas - 5%
7. BAnalysis of recent expenditures indicates a heavy
commitment to:
(1) faculty and administrative salaries
(2) renovation of facilities
(3) installation of an IBM 360-30 computer center for
instruction and administrative uses
(4) establishment of a ilo,ooo volume library of
“high quality
(5) ’prdvide special college services to identify, locate,
. train, and pléce in employment students from culturally
disadvantﬁged social and ethnic groups.
8. The college has limited federal monies to support its

instructional programs‘(currently 5% of the budget).




9. There are no foundations and/or scholarship funds.
10. There are limited funds for student assistants and
college funded work programs.
11. College growth projections indicate 10% FTE per year
increase for the next five years.
12. Political climate and the tax base severely limit
the potential of any local bond issue being passed to
support capital construction.
13. PFaculty and staff alike are unhappy with the limited
physical facilities.
QUESTIONS :
1. What can be said of the needed changes in the nature of
the educational program?
2. How can the college re-allocate its resources to reach
these goals?
3. what can be done to improve or expand or develcp the
current physical plant?
4. What expenditures mus’ be cut?
I>5. What sburces for additional revenue should be explored?




FACULTY INVOLVEMENT

Case Study II

Given: Crescent Beach Junior College was 10 years old this
year. It has 4,200 FTE students, 260 faculty, and 405 staff. 1Its
modern campus of 300 acres and eight permanent and eight semi-
pemanent buildings serves a community of over 300,000.

The instructional programs have been developed through
traditional organization patterns, including department heads,
division chairmen, and three deans: Dean of Academic Affairs, Dean
of Business Affairs, and Dean of Student Affairs.

The educational plan is developed by joint cooperation
of the department heads and the division deans, who submit their
recommendations to the deans. The president and the deans review
and amend the budget before it is forwarded to the board of trustees
for approval.

.In the past, the faculty has cdmpiained of several things,
especially:

1.k The final budget differs to a marked degree from the

budget approved by division directors.

2. Only the college deans have any‘idea of how much

additional reﬁenue may be available for the forthcoming

year.




3.

6.

Some faculty seem to get more travel money and supply
money than others.

The salary structure is so rigid that instructors have

no monetary incentive.

The laboratories are full of equipment, much of it
unused, but there is a shortage of audio visual equipment,
library books, and business machines.

There are abundant IBM printouts distributed to every
interested party covering a wide range of financial
activity, but only a CPA can understand what anything
means.

The finance office is so dictatorial that faculty complain

that clerks seem to run the institution.

PROBLEM:

plan?

How can the faéulty become more involved in the financial
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FORMULATION OF THE EDUCATIONAL PLAN
Case Study III
Given: St. Cyr Junior College has been operating for five
years. 1Its current enrollment is 2,670 FTE's. A recap of the

budget follows:

Revenue Operating Funds 1969-70 Proposed 1970-71
State $1,990,000. $2,340,600.
Azalea County 450,000, 487,500.
City of Martin 800,000. 875,000,
Tuition and fees 521,000. 573,000.
Federal Programs . 186,000. 372,000.
other ' 33,000. .33,000.
$3,980,000. $4,681,000.

Expenditures - By Category

Salaries $1,890,000.
Expense 1,340,000.
Capital oOutlay 750,000,

$3,980,000.

Expenditures - By Budgetary Unit!

Administration . § 280,000.
Student Services 165,000.
Physical Plant . 560,000.
Learning Resources 348,000.
Instruction 2,290,000,
General - 337,000.

. $3,980,000,

1Administration - President's Office and Business Office
Student Services - Registrar, Counseling office
Physlcal Plant - Maintenance, Custodial, Motor Pool, Grounds, Security,
Central Receiving and Warehouse
e . . Learning Resources - Library & Audio Visuval
: ' Instruction - Deans' Offices, Faculty
General - Utilities, Furniture and Special Events, -Payroll Matching

)




A.

Revenue for 1970-71 - is projected as follows:
State ~ By statute, the state provides an amount equal to a.l
other operating revenues combined.
Azalea County - County must provide $50,000, plus 50 percent of
the revenues provided by the City of Martin.
City of Martin - City to provide $500,000, plus 1 mil x assessed
valuation of all real estate. The value of said real
~estate increased by 25 percent for this year's computation.
Tuition and Fees - These items did not increase this year, but
FTE's are projected to increase by 10 percent.
Federal Programs - It is anticipated that federal programs will
increase 100 percent in 1970-71.

Other - Will remain the same.

Defined Needs: Commitments and/or Special Considerations

Teachers are demanding a 10 percent across-the-board increase

in sala:ies.

The Trustees have promised 8 percent. Sﬁaff has already been
promised a raise to equal in percentage any teacher increase.

An additional $140,000 must be spent on library_boqks to retain_
accreditation. H .

A new utility plant w111 be cqmpleted in December, 1970. The bond
issue did not include $250,000 in fixed equlpment needed to

run the plant. |

The following needs were‘determined by a joint faculty committee -

given in random order:

‘4 ,‘.’3



Additional classroom furniture $60,000.

Additional lab equipment 45,000,
Pave teachers parking lot 30,000.
Resod administration building, plaza 25,000,
Station wagon - exclusive use of athletic team(s) 6,000.
Rewire physics lab, current wiring dangerous 65,000.
Fringe benefit package for all employees 80,000.
New roof for president's house 2,000.

Computer room needs air conditioning to remain

operational in summer months 17,500,

Assume all 1969-70 expenditures for expense and capital outlay

were adequate - in no way lavish.

Problem:

Devise an educational plan.




IMPLEMENTATION OF THE EDUCATIONAL PLAN

Case Study IV

The Trustees of Prescott Junior College approved a 16 percent.
increase in the operating budget for 1970-71. With a projected
student body increase of only 5 percent for 1970-71, the operation

budget reflects ample funding for all programs.

Past experience has shown that the budget has been expended as follows:

Salaries Expense Capital Equipment Total

1 Quarter 18% .28% 32% 22%
2 Quarter 29 29 27 28
3 Quarter 27 23 24 26
4 Quarter 26 20 17 24
100% 100% 100% 100%

The faculty, although adequately paid and housed at Prescott, have
complained in recent years that too much of the budget is spent or
encumbered by September when many faculty return to work after the
summer vacation. This is a point of dissatisfaction among the younger
faculty, many of whom have 9-month contracts, as opposed to veteran
teachers, most of whom have 12-month contracts. The administration has
answereé these charges by saying (1) caﬁital equipment must be ordered
early iq the fiscal year to insure delivery in that year; (2) many
items must be puréhaéed in the summer so that they are on hand when
the fall quarter begins in late September.

Cash to fund the budget is at low point in late September

just before tuititon and fees are collected for the fall quarter. By
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September 20 eéch year, all investments have been cashed in and the
finance office is holding accounts payable. Vendors complain oi
this, but the Trustees will not allow Prescott to borrow money to
meet current obligations.

One of the reasons the budget was increased by 16 percent
was to insure that more funds would be carried into the summer months

when revenues are at low ebb.

PROBLEMS :

'

1. Will the 16 percent increase really solve the problems identified?

2. If not, what action needs to be taken to modify the plan?
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APPROACHES RELATING TO FACULTY INVOLVEMENT

Faculty Involvement

DIRECTIONS: 1In the space provided at the left of each number, place
a check mark for those activities pertinent to your institution. To
the right of each statement are the numbers 4, 3, 2, 1. Circle one
number for each statement to indicate its importance to your operation.

RATING SCALE: 4 - Approach used is ESSENTIAL
3 - Approach used is DESIRABLE
2 - Approach used is QUESTIONABLE
1 - Approach used is UNNECESSARY
General Advisory Committee
1. Was established - - - 4321

2. Advised on new requirements and priorities for
educational plan development -——4321

3. Disbands after the educational plan is determined ---- 4 32 1

4. The business manager works with faculty members
individually before the recommendations for the

educational plan 4321

____5. Helped gain faculty support 4321
___6. Was established for each department or division ------ 4321
7. Members appointed for a definite period of time ==~--- 4 32 1

8. Served aé a communications channel between the
business manager and the faculty . 4321

9. Lists specific needs and suggests related support
necessary for the educational plan -—— 4321

10. Recommends competent personhei from the faculty who
have previous experience in plan development ==-=-==- ~- 4321

11. Assesses financial neéas'in‘terms of the entire
college ——— ~———— _ ‘ 4321

12. Meets periodically 4321

13. An appointment letter is sentuto‘eaéh'member from the
' president's office - : -—=- 4321

. a:.{‘
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14,

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

26.

27.

28.

Members should represent different points of view ----

Committee consists of faculty members who are
accustomed to dealing with an educaticvnal plan in

general terms

The business manager directs educational plan

development

Guidance counselors assist in planning

Both transfer and vocational faculty are members of

the educational plan committee

Administrators are represented on the educatlonal

plan committee

Students are represented on the educational plan

committee

All proposals must be approved by the dean, business

manager, and/or president

A standing committee for each major division =======--

Academic dean is involved in all educatlonal plan

development

President is involved in all educational plan

developinent

Business manager makes referrals to the educational

plan committee

Members of the educational planning committee are

elected ittt

Members of the educational planning committee are

department heads

Members rotate on the educational planning committee -- 4

4321

w
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Approaches which affect the determination of needs for an educational plan

1. Study was made of community pqpulation trends ------=-- 4321
2. Study was made of regional population trends —======--- 4321
3. Study was made of state population trends 4321




" Use of periodical literature

“Use of student grades

Study was made of educational structure of the

commuNity ===-=-==sssscsccccccccoeo-

Study was made of the educational structure of the

region ——====c=====- ———————— e —————

Study was made of the educational structure of

the state cemcccmccccc e ———— _——

Enrollment projections for the college are available

and used in developing the educational plan ----===--

Survey of the interests and plans of high school

students of the college service area

Enrollment projections for high schools of the

college service area =-=——=====w=== -——-

Follow-up study of high school and college graduates

of the college service area =-=--

Special emphasis upon minority group needs =----~w===-

Use of knowledge of practices in neighboring

institutions

Use of colleague's suggestions --

Use of local references

Use of published bocks

Use of institutional research

Use of status studies of the educational plan -------

Use of evaluation studieslforfcomparative approaches =---- 4

Use of conference or workshop reports

Use of American Association of Junior Colleges =—-----

Long-range planning that might alter pending recommenda-

tions pertaining to the educational plan




