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* ABSTRACT

DEVELOPING INFORMATION FOR ACADEMIC MANAGEMENT
AN ALTERNATIVE TO COMPUTER- BASED SYSTEMS

The need for management 1nformat1on by co]]ege and university admini-
strators is becom1ng more intense. Recogn1z1ng that' computerized information
systems have not been able to satisfy Ehis growinj need, an'alteEnatTVe
approach té the preparation of management information s described. This
approach places the needs of decision makers before those of systems developers
'~ .and outlines a process for the cg]]ectioﬁ, evaTuation; ana-lysis, and inter-
'bretefion-of institutional da@é that should precede the imp]emgntatign of,comf‘l

‘Puter-based information systems. ' Y -




4

L]

<.

-~

0

R4

r’ . ‘ ' - ;
. DEVELOPING INFORMATION FOR ACRDEMIC MANAGEMENT: .
AN ALTERNATIVE TO CONPUJER-BASED SYSTEMS R
I B

t

, College and universfty'executive officers, deans, and departmentvchair-
persons need not be remlnded of the cha]]enges they face 1n ma1nta1n1ng vitality
and creating change within academ1c organ1zat10ns Confronted .With economic,
po]1t1ca1 and soc1a1 events that restr1ct the range of a]ternat1ves, institu-
tipnal 1eaders have expressed the desire for information that is relevant to
their dec1s1on-mak1ng'and policy-formulation needs,',A1though their need for
such 1nformation fs not.- new, it is becoming,more intense as a resu]t oﬁ increas-
ing demands to supply governing boards, 1eg1siat1ve and adm1n1strat1vg'bod1es,

/

and other interest- groups w1th answers to probing quest1ons: gust1f1cat1ons
of resource requests, and d1scﬂosure of #uture p]ans The apparent need for
management 1nformat1on has resu]ted in Jumerous efforts to develop and 1nstaT1
automated 1nformat1on _systems. N\Unfortunately, to? _much emphas1s by many co]-

lege and un1vers1ty adm1n1strat1ons seems to have been placed on keep1ng pace

' W1th the state of the art in the automated aspec9s of these systems; with

' report1ng, and p6tent1a1 uses are 1gn6red These issues are espec1a11y 1mpor-

little or no attention given to the information to be generated or its possi-

ble uses. Frequent]y, 1ssues regard1ng data eva]uat1on, co]]ect1on, updat1ng, o

tant to those persons responS1b1e for prov1d1ng the information necessary for
1nst1tut1ona1 management Therefore, it 1s not uncommon for these persons

to frequently disregard automated management reports in order to achieve

optimum results. 7?§
| . To illustrate this p01nt the app11cat1on of automated processes. to

)

report data calls to’ mind the many efforts on the p rt f institutional per-

. I ) . ’ .
* : ' ) 4
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sonneﬁﬂand tho;e affiliated\with public and private agenctes to develop and
imp]ement computerized management informatiOn systems. These efforts‘were‘
1ntended to emp]oy automated systems to produce p]ann1ng and management infor-
mat1on purported to aid in information exchange among 1nst1tut1ons and data
reporting to externa] agencies. Such 1nf1uences have 1ed to the standard1—
zation of data elements and a search for implementation - strateg1es &pp11cah1e
\to'users,gn a wide.rangerof situations. This apporach is typif;ed best'by‘
efforts of the National Center for Higher Education Manageméﬁ§:§&stems (NCHEMS).
Staff at NCHEMS have deve]oped several planning and management tools and
techn1ques which attempt to contro] for variations among educat1ona1 organ1za—
tions, as well as W1th1n individual 1nst1tut1ons, Py emp]oy1ng standardized \\,
data e1ements, definitions, and procedures Theoret1ca11y, standard1zat1on. .
.of data inputs to an\operationa1 data base should serve as the foundat1on for
the product1on of oomparab]e analytic reports wh1ch provide 1nformat1on to
tnstitutionaT managers and external groups.

' Unfortunately, onfy a relative handful of/the nation's. near]y'twenty-
five hundred colleges and un1vers1t1es are capab]e of standardizing the required
~data to support a management information system. In some cases the reasons
for this 1nab111ty to introduce and'ut111ze a'management”information system

are technical, that is institutfons lack trained personnel and computer hard-

s-ware to. implement’ and ma1nta1n such a system In other cases, organization

and political a11gnments render the deve]opment and use of a management

~ system 1mprobah1e because of the degree of 1ntra—organ1zatJona1 coord1nation
and centralization rgquired. Yet, despite the inabilities ofﬂmanyfcoT1eges
and universities to produce it, the need foy management information’ continues

to increase. S . ' A\
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0f those institutions that have’standardized their‘data elements,

deve]oped automated 1nformat10n system and 1mp1emented ana]yt1c tools and

\

techn1ques, many have exper1enced far fewer benef1ts than expected when

- measured agaﬂnst the manpower and f1nanc1a1 costs or the resu1t1ng ut111ty
‘s

tuFdec1s1on makers. In some cases, the reasons for this h1gh cost and 1ow
ut111ty sﬁems from the fa11ure of h1gh~1eve1 adm1n1strators to state c]ear]y\
their needs for p]ann1ng and management 1nformat1on and, the potential uses to

%ﬁﬁch such 1nformat1on COuld be put. In other*cases, too much emphé;1s was -

‘ 4

. placed oii deve]opment of comprehens1ve data systems or the 1mp1ementat1on

¢
of analytic too]é for their own sake. For gxamp]e we have observed 1nst1-
N

tutional personne] become S0 engrossed in attempts to fo]]ow an outs1de con-
* /‘
sultant's prescr1pt1on of how to- def1ne co]]ect and format 1nst1tut1ona1

data for computer consumptaon that they 1ost comp]ete s]ght of the mean1ng

and value of the end product. ‘ . g{// _
- As adm1n1strat0rs face comp]ex prob]ems, which are*co pounded byh\

11m1tedxresources w1th wh1ch to 1mp1ement so]ut1ons, they require informati n

on a range of ava11ab1 po11cy options, their costs and the feas1b111ty of

alternative po11c1es anag ment 1nformat1on, 1defT1y, shou]d be created to

» 3

prov;dg know]edge of‘t e essentials for rational- dec1s1on making. In our

. 5 i
'v1ew, mana;;Hent information is created by def1n1ng; co]]ect1ng, eva]uat1ng,'

1nterre1at1ng, ana1y21ng, and 1nterpret1ng data to ass1st dec1s1o “makers

address planning, organ1z1ng and contro111ng 1ssues‘and prob]ems This con-
N

cept of management 1nformat1on stresses that accuracy, re11ab111ty, timeli-

ness and ut111ty of the data which 1s “or ‘should be, used in the decision

“making® processptakes precedence‘over the»actua] system used 1n'co11ectLon,




© to deve]op a v1ab1e method for. prepar1ng and d1ssem1nat1ng management 1nfor-

¢

storage and'retrievaJ of data'

The variety of 1nd1v1dua1s and operat1ona1 units respons1b1e for the‘

maintenance and report1ng of d1sparate data e]ements within any but the.
' o

smallest co]]ege or un1vers1ty usua]]y makes the systemat1c coT]ect1on,

. ana}ys1s,}1nterpretat1on and d1ssem1nat1on of timely 1nformat1on to key . execu-

N .
tive and academ1c dec1s1on makers a d1ff1cu1t and exact1ng task However,.

the prob]em is not insurmountable glven an individual. or organ1zat1ona1 un1t
w1111ng to accept respons1b111ty for these, crucial efforts - Essential to ,
rth1s undertak1ng 1s the rea11zat1on that 1t is poss1b1e to co]]ect, analyze
and dlssem1nate usefu] managementpnnformat1on w1thout resort1ng to a des1gnated
| hardware/software system 1nsta11ed solely for that purpose In fact, the .'
methods of generat1ng management 1nformat1on descr1bed in this paper~shon1d
precede any dec1s1ons to deve]op and 1mp1ement computer1zed information systems
or aﬂ//yt1c tools. ' . C . '~¢..' '4 " .

It is not the purpose~of this paper tq}argue aga1nst the, deve]opment
of computer1zed information systems -or the use of packaged" ana]yt1c todls

?and techn1ques.\ Instead' th1s paper w:]] descr1be a d1fferent approach to

'70 “

the creat1on of Management 1nformat1on Emphas1s will be p]aced on data ana]ys1s,

1nterpret t1on, eva]uat1on and report1ng of- 1nformat1on re]evant to po11cy and
dec1s1on mak4ng S . .,\*\\ ' - e

La The rema1nder of th1s art1c1e w111 describe how st\tf at the Un1vers1ty

»

‘of Utah’overcame many of the operational and technical prob]ems assoc1ated

with computer1zed 1nformat1on systems and related ,analytical too]s/1n order .

ma¢1on,, .




Guide

Thé p]annjﬁg/and budgeting PFOCESSG§;QrOVide insténceﬁ Where the
. avajiabi1i}¥;of(g§négement informatfoh ean'iﬁfiUenE;-decision makiﬁg.< Staff
in the Acémic and Financial Eﬁqgniﬁg Office (AFPO) at the University of
~Utah soughfy in Janu&ry'of'1975,.fo undertake érbduction of a decisﬁép guide ~
to, be used by executive officers and deafls for p]annﬁng and bd&get%né:_ The
docﬁmenb p6nt§ined_data,that had~been é051$atedg anaiyzedgland interpﬁéted ,.
R 1ih reference to timely policy issues and pfob]éms faéing the Univefg{fy _
administfation;v The decision to pﬁpduéé 8 ﬁlanning gpa:budéeting guide |
‘: @émapua]]y""fépresented a deliberate Stepbaékgapﬁ'q:;edirgctidn ofiéffbrts
i away from the deve]obment of é sygtematized, compuéer baséd,"combrehéhé}vell
gianning and'management-reports.} The folTowing‘factors.tontfibufeﬁ to thét:'

. decision:: S
B i:-.

20
i3

| ;
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]It,should be.nqiid that- the Bniversity of Utah has been committed to
the development of computerized plannifg and management systems’for some time.
For example, Leo Kgrnfeld of Cresap, McCormick and Pagent, Inc..studied the
University's management information system in 1969 and reported his, findings - 5o,
in an article entitled "Advanced Applied Management Information,sysiems in
Three Case Studies," in Minter, John, and Lawrence, Ben, eds. Management
Information System: Their Development and Use in the Administration.of Higher
Education. - Boulder, Colorado: Western Interstate Commission for Higher. _
Education, (October 1969), pp.- 85-88. In addition, a final report entitled i
Implementation of the WICHE Resource Requirement Prediction Model at the
University of Utah was published by 'Burton M. Cohn, et.al., in March, 1972. _
More recently a final report entitled Comparison of the Effectiveness of Six = -

» Models in Forecasting Student Demand on Academic Departments was published
by John Blake and Leon B. Robertson in June 1975. Currently the University
is participating in the NCHEMS Information Exchange Procedures Project.

2
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1.' Issues and quest1ons ra1sed‘b¥¥Un1vers1ty decisyon makers
- -change and 1imit the ut111ty many computer1ze report 1
' generators e

2. Seweral attempts to standard1ze data e]ements, defini t1ons,

A -

.and reporting procedures among administrative slpport units - .

of the 1nst1tut1on have not been successfu1

3. The ability to computer1ze operat1ona1 data, integrate it, v

and prepare timely. repont economicglly is not poss1b1e using
contemporary echn1ques;a d softwari

l

4. Preoccupation with try1ng to organ1 support and‘Cdoperat%on
~ from administrative units for a pla ing and’ management system,
coupled with/ the technical difficulffies inherent in deve]op1ng
"and impleme t1ng copputer softwarg?%ackages fNeft 1ittle time -
and energy for anaT sis and 1nterpf’tat1on of management X N

reports

5. Because AFPO comb1nes 1nto a s1ngIe organ1zat1on the p]ann1ng,
budgeting,/and institutional research capabilities of the
.dnstitutioh, undertdking the production, by hand, of specific.
‘pieces of management information“seemed both feas1b1e and -
desirable[from the perspective” of deve]op1ng and 1ntegrat1ng
the staff|s Jo1nt capah111t1es j ' : .

; ) é ; .
¢
" Effarts dur1 g the second year (January, 1976 were concentrated -

on the further refin ment of the document t1t1ed the‘Resource AJ]ocat1on and

j
P]ann1ng Gu1de by f, cus1ng on 1ssues of 1mmed1ate sa ience to execut1ve

‘d§f1cers and academ1c deans as well, .as 1ong§r range i]ann1ng issues: 'The

specific purposes of the Gu1de were conce1ved as be1 g fourfold:
. ?
: 1. To provide University dec1s1on makers wilth t1me1y p]ann1ng and
PO management 1nformat1on il . s
- 2. To h1gh11ght S1gn1f1cant trendsb1n specified areas of University
. operat1on / o . ,

3. To- focus‘attent1on on\spec1f1c po11cy issues.

ﬁ\ :, 4, To prov1de a med1um fbr educat1ng adm1n1strators in ‘the use of \
: ’management 1nformat1on : : :

o

-

/r®
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‘ In‘cantrast to a dynam1c system, the Gu1de presents a stat1c cross—

sect1ona1 p1cture ofithe 1nst1tut1on Desp1te the” snapshot approach the ‘ .
- \ ® T . -
data conta1ned in the document are subject to per1od1c revision, update and ,J/fdi ~

i

subsequent ana]ys1s throughout the year. A p051t1ve fegture of th(s approach

is 'the ease w1th wh1ch updates. can be accomp11shed and the resu1t1 g t1me]1- {

ness of the data. For examp]e est1mates of cred1t hour product1on can»be |

8 .
rep]aced w1th actua] figures and enro]]ment prOJect1ons can be compared w1th
-~

subsequent experience-' Add1t1ona1 ana]yses can be\performed which respond

“to. quest1ons raised by users of the Gu1de In th1s fash1on 1nformat1on can L

“be presented,.1n a form ‘and 3t a time, with wh1ch management users are com— o 4?%'

\ . y 4
q

fortab]e ; R " U 71 L R

A subs1d1ary, but nonethe]ess 1mportahtg purpose of the prOJect was

to promote d1scuss1on of key 1ssues by adm1n1strators and to underﬁcore ’

,z

»1mportant trends It should be noted that the Resource A]]ocat1on and’P]ann1ng
Guide is not just another stat1st1ca1 summary\ Its contents have been | '
Lo

carefully selected and organ1zed and the documen; held conf1dent1a1 for use
by a sma]] audience. In other words, the purpose of the Gu1de was to deve]op
and present management 1m§6rmat1on to key dec1S1on makers By out11n1ng the o |
contents of the Gu1de and how it was produced, the authors hope to prov1de

an out11ne or framework for others w1sh1ng to undertake s1m11ar prOJects :

Preparation of the Guide -

4

|

Preparationfof the Resource Allecation and Planning Guide began with.

the designation of an AFPO staff member as project manager, workin Under

the general d1rect1on of the AFPO assistant d1rector respons1b1e for coord1- 1;.

Y
.

10 S IR

e : . . , , ' : ‘ .
, : . . L - _ s
Q . ' : ' . ‘,; , ‘

v

~ nating Un1vers1ty academic, f1nanc1a], and fac111t1es p]ann1ng///Th1s allo-

-7- .




cat1on of staff time and ta]ent represented a ser1ous commt§mentfto the pro-
Ject and to the est1mated worth of 1ts 1ntended outcomes _ This project

team exercised respons1b111ty for the contents of ‘the Gu1de and for the

ana]yses performed C]er1ca1 ass1stance was utilized to perform the basic

.* assignments of data gather1ng, data- d1sp1ay and table preparat1on
)
 The major conceptua] tasks centered around the 1dent1f1cat1on of

| cr1t1ca1 po11cy issues and how to 1nf1uence the decision mak1ng process ’

'through the 1nput of add1t1ona1 1nformat1on organ1zed and ana]yzed for that

/

'_purpose. It was dec1ded»at the outset that’ the management information to be

developed would 111um1nate and place in perspect1ve the most sa]1ent po11cy

e

issues as we]] as dep1ct h1stor1ca1 trends for severa] conggn]y accepted
descr1pt1ons of academ1c units. Severa] sources prov1ded 1ns1ghts_1nto theﬂ

most fmportant issues: conversations with executive officers and deans,

"

examination- of documents and memoranda and an exam1nat1on of the genera]

Titerature on h1gher educat1on within ‘the state and the nat1on After 1denti- :
fy1ng key po11cy 1ssues, decisions were made regard1ng theg/gta e1ements and
d1sp1ay format approprgate’ to e]uc1dat1ng those 1ssues and a conceptuali-

« zation of the analyses requ1red It should be pointed out that AFPO staff

exerc1sed the r1ght to include other data they deemed worthwh11e to co]]ect
|

v, : s

in ant]c1pat1on of future issues ar1s1ng. o Q:\
Attention was also given to se]ecting potentia]'management level
- _users of the data as determ1ned by their organ?zat1ona1 roles. It was. ‘decided

: that the Pres1dent and h1s executive staff, the V1ce PreSJdenf/for Academ1c
- N
aAffa1rs, and the Vice' Pres1dent for Hea]th Sc1ences wou]d receive one ver-
, .
s1on;;f%the Gu1de having schools and colleges as the~bas1c organazat1ona1
: ) . . - . . *

-8 . .
- ) ‘.




‘degrees conferred; budget ‘and f1nanc1a1 reports, 1nstruct1ona1 staff and v

: J'the proJect After the data were co]]ected the proJect team performed '

-

unit of ana]ysis‘ -A second ver51on‘broke down the college 1eve1 aggregates‘ oL
1nto departmenta] summaries and was presentedtto deans. Severa] deans ', _ .. o ,

TN -
transm1tted cop1ES~of the department data to thear department chairpersons.‘ <o

After se]ect1on of the appropr1ate aud1ence data e]ements and
Sy 7 .
d1sp}ay formats, the data was co]]ected, 1ntegrated and ana]yzed Sources-. > A
' 2%
of data 1nc1uded Reg1strar s reports of enroliment, cred1t hours and

i

- .AAUP sa]ary summar1es,'1nstruct1ona1 work]oad and other act1v1ty-data These ‘ . ot

data were co]]ected from severa} 1nst1tut1ona1 sources and- put together by

clerical and workstudy he]p under superv1s1on of thé proJect manager.. Most C e

» ’ i w4

- .of the comp11at1oﬁ‘Wemi;lnxo1ved transfer of data e1ement§ From standa?d

reports (some computer1zed) and documents to. the summary formats des1gnéd for '

various ana]yses that were deemed relevant to- the issues at hand 9"d the "3fnf- P
1nterests of the 1ntended users of the Guide. Ana]yses centered on a]terha- * Q; N

t1ve policies, “the 1mp11catlons of each, and estimate of the1r«potent1a1 1mpact !
" A
Examples of the analyses performed 1nc1ude a study of course and sect1on

pro11ferat1on, facu]ty act1v1ty and work]oad, undergraduate 1mprovement (1 e. s

-

effects of rep]ac1ng teach1ng ass1stants with regu]ar facu]ty), enro]]ment
trends\ proaect1ons and 1mp11cat1ons among others s - | o

The Guide was packaged in a 1oose1eaf b1nder to fac111tate add1nJons,
e?et1ons and updates of the mater1a1s The document was présented to R

rec1p1ents dur1ng meet1ngs s hedu]ed so]e]y for that purpose and a genera] \\Q\\l

[>3 \.' :\\

. overview of~ and 1ntroduct1on the contents_of the Gu1de,was-gnven‘by the v

project director. These introductory sessions with executive officersz-and~

° -9~ _ _ . .
N . Ty . . N .

L. 12




.

a paraTTeT'presentation;to deans, stressed the uses of the information for

management decision mak1ng related to academic planning and budgE%galToca-
,,t1on. A good deal of effort was expended in attempt1ng to educate the

intended audience regarding the document 'S contents as well as to "sell"” the
.recipient on 1ts muTtipIe uses, (e. g., planning, budqet1ng, Hata reporting

S qfor accreditdtion reviews, etc. ) } |

0rgan1zation of the Guide | ‘ L

2 The organization of the Resource Allocation and PTanning Guide was
made sxmple by delibgrate effort The, introductory section contained an
-overview oF'the major data eTements contained in the Guide as weTT as‘inter—
pnetations of important trends, Suggest1ons for use of the data were pre-
'sented in an effort to st1muTate additwona] anaTyses by adm1n1strators. The
o data d1sp1ays were T1nked to specif1c inst1tut1ona1 issues. For exampTe,
h1stor1ca1 and forecasted enroTTment and cred1t hour data prov1ded surrogates
- for student demand These data were, 1mp11c1t determinants of budget aLioca— '
J t1on pr1or1t1es. The data were reTated to workToad and other issues - regard1ng
;Aﬂ e ;reaT]ocat1on of faculty - among organ1zat1ona1 un1ts Another issue addressed
e . ‘was‘the Un1vers1ty s ‘commitment to a program of undergraduate 1mprovement
~;' ‘Under th1s program the use ofhan—t1meteach1ng‘ass1stants wasadTScouraqed
in favbr of the ut111zat1on of reguTar fuTT t1n§ facu?ty The Gu1de d1sp1ayed
u

~ data on changes in staff;ng patterns’ and 1n course and sect1on enroTTments\\

iassoc1ated w1th new staffing’ conf1gurat1ons |

AN

- A maJor sect1on of the Gu1de was devoted tQ h1stor1ca1 and proaected

student enroTTments. These were notut1ed to Spec1f1c poT1cy 1ssuesn but

the 1mp11cat1ons of these data for budget dec1s1ons seemed cTear.from the con-
._’.’ ) o . . "“0" . : . f/-

- ) i W . P : Qﬁ R & S . S
, Yt . . .
. o1s e
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text of the Guide itself. Appended to the Guide were historical expenditure
profiles of each organizational dnit depicting expenditures of budgeted
general operating funds, various’categories of soft money dnd tota1 fundsu
Parcentage changes were computed.so that these coutd be compared to changes

in University-wide averages. “Another appendix inc]uded a summary of the
'then current outlook for graduates in -each discipline which had been comp11ed
‘Qy the P]acemeni and Career Information Center of the Un1vers1ty The
decision to 1nc1ude this Tast item of information was made bEcaUSe 1t was felt
that severa] admtnistrators would find it of interest and re]evance to the1r
own Specu1at1ons about the employability of graduatesr The use of an append1x
makes it possible to include additional materials from externa1 sources. .

Perhaps the strongest hope for the utility of the Guide by execut1ves

and academ1c deans was the time at which it became ava11ab1e The id¢ was
conceptualized as prov1d1ng information for budget1ng, as we]] as for co]]ege
and department p]ann1ng efforts. - Executive level officers rece1ved cop1es

of thonGu1de at: approx1mate1y the safie time that the state's hfgher educat1on‘
-budget for the approach1ng year was announced It was hoped that the h1gh v
level of 1nterest concern1ng determ1nat1on of 1nterna1 a]]ocat1ons uouiz .
prompt use of the Gu1de In a ]1ke manner, deans rece1ved their persbna]

. copy of the. Gu1de as part of a hand de11vered package wh1ch conta1n\d"1n

'add1t1on, the1r unit's budget worksheets and tota] do]]ar a]]ocat1on ; N

.. Severa] other potent1a1 uses of  the Guide were env1s1oned beyond the o

o budget cyc]e The Gu1de conta1ned many- items pert1nent to both 1nterna1 pro—-

gram eVa]uat1ons of co]]eges and departh\nts as well as externa] accred1tat1on
a \ *
procedures Further, it pTaced in the hands. of each co]]ege dean an array

'

of 1nformat1on wh1ch cou]d be referred to dur1ng the formu]at1on of 1nterna1
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. policies and decisions. ‘The important option also remained open for deans

to _Share: the 1nformat1on with department heads.

In~sum, the preparatTdn and dissemination of the Resource Al]ocat1on : PR

and Planning Gunde allowed the AFPO staf to discover severa] important

policy issues and to attempt to provide information on those ‘issues to ‘ -

decision makers.  The importaat learning experience for the AFRO staff came

+

from the collection ofﬁdata.from disparate %nterna] sources and” from attempts. LT
“integrate these various etements Also, the experience provided the AFPO

staff with a better understand1ng of 1ts role and usefu]ness as a staff

office. What emerged from these efforts was a'greater understand1ng of the

data itsel¥, its re11ab111ty and comparab111ty Hopefu]ly, the prOJect

resulted 1n the product1on of management information re]evant to policy

matters, that was developed usdng available data in the1r or1g1na1 form. -

‘Important to this undertak1ng was the commﬁtment of staff time and effort f. : e

rather than the computer t1me wh1ch character1zes an on-line management

.o

1nformat1on‘system . f ' :f S R -

The. proJect manager who superv1sed preparat1on of the 1976 Gu1de
rece1ved this as his f1rst ass1gnment as a new employee at the Un1vers1ty He -
spent approx1mate1y three- quarters time over a stx week per1od supervising
two student ass1stants and ana]yz1ng the data. By ca111ng upon personne] in
the Registrar's 0ff1ce who . prepare and report student and gourse 1nformat1on,
budget ana]ysts, and“Tﬂst1tutlona1 research personne] the project manager
was able to obta1n t1me1y 1nformatlon and answers to h]S quest1ons In

add1t1on, thesé staff part1c1pated in the review of data d1sp1ays once com-

p]eted Th1s check and s1gn -off proved he pfu] in spott1ng prob]ems attr1—

e -I] 2" :
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,butab]e to human or system errors, and to enhanced understand1ng of the data
base among all parties. . '*. o i :‘, - R .
Ref]ect1ng back over the process of prepar1ng dec1s1on 1nformat1on,. ‘

the following benefits have been derived: eove ' /

1. ‘Academic and Financial P]ann1ng staff Lnterest 1n prov1d1ng R e
plannirig and management information prov1ded a forum for :
‘discussion of issues.and concerns w1th a variety of University

. decision makers .o .

2. AFPO staff were. cha]]enged to carefu]]y cons1'er\data ava11ab111ty .
and utility, desp]ay formats, and analyses tg be performed - Coa
hefore p]ung1ng into the task of data co]]e tion. o
) ¢
3. Data collection. and. subsequent use prov1ded an excellent means .
to critique the strengths and weaknesses of operat1ona1 data . -
- bases. e T ; s e
‘ . 4. Persons responsible for the co]]ect1on and report1ng of opera- -
- tional data_were. informed of how the1r data were being ysed to
develop management information. Suggest1ons were made* and
some 1mp1emented regard1ng the 1mprovement of these data bases.

| 5. Informat1on 1nc1uded in the Guide was up—to date ‘ ',; h o R ¢

o o e i, s

. 6. Data ana]yses were issue- -directed and simple to’ commun1tate
‘ - and understand. - Policy.analysis was fac111tated by the avajla-- .
b111ty of relevarnt information. 4

S

7. “AFPO staff deve]oped rapport with Un1vers1ty dec1s1on makerss

8. By d1str1but1ng the Guide to Deans they*were 1nformed of the .
. specific data used by executive officers in arriving at resource o+ .-
allocation decision for their units. This awareness permitted -
these administrators to begin resource negotiations from the.
same reference po1nt - e s
. . . S - g
In conc]us1on, it shou]d be po1nted out that the 1essons learned ° AN

when prepar1ng the Resource A]]ocat1on and P]ann1ng Gu1de have caused AFPO

staff to be critical. when analyz1ng the data supp11ed in standard operat1ng

o

“reports. Where these data are 1nput dﬁrect]y to a computer based 1nformat1on
a ) ..y : . . . /A . . ] ) ﬂl.
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" &% of management informatidn. - : r,
" . .® . . . -~

\

N

S : @ ) - <

.

system, oné must be awakejof‘potential pfqb]ems codEerning the validity and

reliability of the syéfem's output. :The preparation by hand of reports for  '

A

use by co]]egéland university administrators offers the distinct benefits that

derive frbm_"héndsfdn" experience as listed above. The following recommenda-
.o : %, ’

. tions.are-offered to those who would wish to follow the i]lustfqtion presented

’

%hére. ;They-should, in aadition, provide useful reminders for ‘those persons

or institutions who rely’on computer based information systems as the source
L - ’ : ¢ . ¢ :
~ & N

.

Recommendations

1. There shou]d'ﬁe,a cqhstant monitoring of the sources of opera-
tional.data as a/check on the utility of such data for planning
- and management .purposes. . o :

2. Adminisfrators-shdqu idenltify the jséues and’ concerns they
wish to be addressed befor dat%;is collected and analyzed.

3. The persons or offices where data‘is generated should be tapped

' as a source of expertise and.insights into the quality and mean-
ing of the data provided. ’ . ; ; .

4. Sufficient time should be allowed for dafa analysis before
reporting. - . CE '

PN

. 5. ProcedJres for inqumation collection and update should be

R (//’*—\\ , thoroughly documented so that tasks can be performed by -

clerical staff under supervision. This assures continuity .
of efforts and comparability of data. - i
6. - Information should be disseminated as widely as organizational
~ 7 policy will permit. This will help to negate the need for .
: -« colleges and departments to<maintain separate records or hire
analytical studies staff of -their own. : .

7. Effqrts’ to increase the number of organizational units covered
should be made. For example, efforts-are underwiy to develop
and repprt planning and management information for use by the |,
UniversXty Libraries, Student Services. and Division, of Continuing
Education, ' - o oy *
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If 1nst1tut1ona1 1eaders are tq cope with need fdr management
1nformation they must begin to 1nf1uente the des1gn and a p11cat1on of pro-

cesses, too1s<and techn1ques employed by their 1nst1tut1o s. To accomp11sh

Al

this co]]ége and un1vers1ty adm1n1strptors are encouraged to cons1der each
of the elements that comprise our concept of management in ormat1on Also,
they must fam111ar1ze themselves w1th their 1nst1tut1on S cap%b111t1es to-

generate 1nformat1on that meets these criteria. Without th1s thoughtfu]

/

approach to the creat1on of 1nformat1on deS1gned to a1d decision makers. in

5|

their p]ann1ng, organ1z1ng and contro111ng we pred1ct managemedt 1nformat1on

L3

systems w111 cont1nue to produce few benef1ts at. 1ncreas1ng]y greater costs.

1
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