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FOREWORD

In recent yeirs, as institut fonal resources have dwindled and demands

for aceountability from students, faculty, the'commuuity, and state ;
agene les have Increased dranmticglly, institutional research has
bvkomv even more s ssential for community college management th;n ever
before,  Decision makers nrv.dvvvnding increasingly on accurate infor-
miat ton for stch things as assessing educational needs, allocating
resources, sscssing institutgnnal vlfectiveness, and coordinating
data collection and analysts, \

The 1976 Conference on Institutional Research in Community
Colleges, held at the Henry Chauncey Conférence Center in Princeton,
New Jdersey, was deslgned to meet the needs of developing professionals
in institut fonal research, planning, educational development, and.
evaluation. In this volume, we offer the papers that were presented
at that conference. The authors exrlore such questions as: What is
the role of research in community college management? What emerging
{ssues, problems, and concerns need to be addressed? How does research
relate to fnstitutional goals, planning, and evaluation? What methods
and techniques are used in effective institutional research programs?

| We are grateful for the opportunity to offer these stimulating
papers which, we hope, will contribute to a broader understanding of
the vital tasks of fustitutional research in community colleges.
James R. Deneen
Director

P+ grams of Continuing Fducation
:ational Testing Service
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THE NATURE OF INSTITUTTONAL RESEARGH
IN Ty COMMUNLTY COLLEGE

James 1, Wattentbarger >

Director, Institute of nghvr Educat fon
tniversity of Florida
Gainesvitle, Florida

Anexaminat fon ot the titles of the monographs Jossey-Bass has pub-

Lished under the general series catled New DMrections for Institu-
tional Rescarch provides o basis tor assessing the current nature
ot institutional rescarch in institutions ot higher education, These

titles are:

Lvaluat ing [astitutfons tor Accountabi_ity '

-~

Assessing Faculty Ettort

.- A . e e ————

Orpdauizing Non-traditional Study

t}gU)LgQJUi Statewide Boards

Assessing Academic Progress Without Growth

Responding to Changing Human Resources

Measuring and Increasing Academic Productivity

Assessing Computer-based Models

Framining Departmental Managerent

These titles as well as the varlous chapters In each morograph
written by persons who are more often than not professionally in-
volved in institutional research provide an observer with a basis
tor assevting that lnstftutional research must be beginning to
assume [ts potential role as deseribed by Hugh Stickler almost 20

vedars ayo,
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Stickler, along with Brumbaugh, Roueche, ook, Swanson, Doi,
and Van Istendaﬁl had attempted to define iInstitutional research in
a way that made it an operational rather than an esoteric concept,

Stickler said that institutional resear.n ", . .is directed
toward providing data useful or necessary in the making of intelli-
gent administrative decisions and/or improvement of a given fnstitu-
tion of higher education,"

The monograph tftles represent not only the direction that in-
stitutional re;earch has taken more recentlv but also the depth that
management currently requires, As management has improved, informa-

tion requirements have increased.

The Nature of Institutional Research

In the operational concept of researc¢h, "pure" research is that

which advances the frontiers of knowledge and which at the moment

of discovery may seem to have little or no practical application;

"applied" research is that which is designed to answer questidns

and to aid in solving problems, While this dichotomy may be

entirely too simplistic, it does provide a useful basis for insti-

tutional research design, The nature of {nstitutional research is to

carry out activities that will provide data for improving the college,
A program of Institutional research does more than compile

data, however. Unfortunately, much of the institutional research

conducted by junior colleges pric: to 1968 has been judged as

worthless "because of faulty design, poor methodology, ungeneral-

fzable findings, or just poor quality, . ." as assessed by

Roueche and Boggs(1l), Turner subsequently agreed in 1971, It seems

N
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doubttul that apprectable improvement has developed in thé few
vears since 1968, even though many tnstitutions have provided a more
serfous allocation nf resources to this ;pécific activity than was
previously true,

What is the nature of a good institutional research program in
a community college! Referring to the monbgruph titles, the nature
of a program af institutional research consists of a formative
systemiatic evaluation procedure focused upon the institution {tself
and such areas of inquiry as: f{nstitutional goals, students, faculty,
curriculum, administratfon, facilttt;s. and the community, as well as
a continuing analysis of financial support and expenditure patterns,

Cook's studv in 1971 identified areas of inquiry in their
order of priortty, according to 215 Jurors who were deemed to bel
representat{ve ot the community college professional cadre. This group
gave highest priority to topics concerned with students: enrollment
trends, profiles of student characteristics, student attrition, and
other follow-up studies, They.also gave priority to studiés dealing
with inst{tutional goals, especially as they relate to the community
environment and as thev may be evaluated as adequate statements,
Cook reported that other areas of inquiry relate to curriculum, man-
agement, and institutional centrol of operations. He also reported
that studies of admtnistratlvg policy and procedure were not given
much support bv the jury,

The nature of institutional research is a process of data

pathering that can be directed or ‘ocused by the proper questions,

Aruitoxt provided by Eic:




These questlons, when correctly tramed, establish the boundaries of

fnseftutfonal research in an institution, For examnle:

f

What ettecet does probation status have upon students?

. What teaching procedures are most cost-etfective?

What schedule provides the most etfective use of tfaclilities?
What new programs will the community need bv 19807

Where will noncredit courses be needed within the area?

These kinds of questions will provide data that can be used as

arhasis tor policey and action.,

it

is {mportant, however, especlally in view of conclusions

relted above concerning the quality of institutional research, to

pather data in a soundly designed research framework, Too often

rescarch methods have included one or more of the following types

ol study design or appro.aches:?

t,

O
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The Poolting of Tgnorance. Tn this study design, an uncompli-

cated "Callup"” Poll is used to acquire data in an area
which requires expert and. experienced opinion, The result

is statistical analysis of ignorant opinion,

Persuasive Stubborness, in this approach, a position de-
tended by invalid assumptions or by "common sense' logle is
taken and never abandoned. Any opposing position is beaten
down through repeticlon and logle not necessarily based

in tavt,

Appeal to Autherityv, This study technique includes a plethora

ot quotations selected hecause thev are in print and beeause

thev teree with o answer previously determined to be o the

correct oone,
Y




4. Professional Confidence. This design values data which

validate a personal experience and rejects data which
do not confirm a position determined by earlier conjecture.
5. Parroting. This approach places. heavy emphasis on what

others are doing. The assumption is that 1if enough others

are Joing {it, it is goo.

6. Intuitive Determination. . This design supports a position

because it seems so right. And it is, of course, as
everyone knows.

Plerce described a similar concern for proper design when he
contragsted the method of science with research design base upon _
tenacity, authoritarianism, and a priorl procedures. So the nature
of institutional research may be described both in terms of areas
of inquiry and appropriate methodology.

Suslow defined the nature of institutional research for the
Association for Institutional Research in 1971. He emphasized
that institutional research'is an attitude and he described the
research activities as the systematic appraisal of the higher
education effort through critical appraisal and carefrl investi-
gation of its processes and programs. _

He concluded that "If the appraisal is not systematic and
factual, if 1t 1s not concerned with commonly accepted higher
education values, 1f it 1s more or less continuous, thén it 1is
not institutional research." He emphasized formative evaluatlon

of purposes and values as well asg efficiency and productiveness.




How institutional research should be used depends upon both the
aature and the quality o1 the research, Here again, the list of the
New Directions monographs provides’ a summary of the current ‘uses,

From® evaluating the faculty to improving the curriculum to allocating

resources, the uses of i{nstitutional research data are obviously
required tor sound operation, Day-to-day decision making as well as
long=-range planping depead on data that can best be provided through

a4 sound ingrftutinnal research program,
With these concerns as background, a list of guidelines may be

exppessed as o basfs for community college institutional research:

r'/

l, Establish g Rhtlosnypv of research. The community college
{s o service-oriented institution, not a ce.ter for basic or
pure research, The overall goals and purposes as well as the
vommitments of institutional research must be clearly stated

and vommonly understood, This philosophy must fit into the

r/'
overall institutional philosophy, its role, and its scope,;/

F'evus responsibility for the activity, Everyone's jobfié no

one's job, All administrators know this, yet a number of
community colleges still have no designated,person who 1is
responsible for instﬁtutiunal research, Someone must be
appuinted to coordinate all types of Institutional re-
sedarch in a col lege,

Establish a rational position in the organization structure.

lines of responsibllity must include both superordinate and

subordinate, There are several alternate patterns; no one

ERI
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can ¢lalm to have a hest structure, Each must have a ra-
tionale which Iy detensihle tor a specific sicuatiou,

4 Trovide an insrltution=wide advisory committee. It is im-

portant that taculty also teel a responsibility for insti-
tutional vesearch., This is best done through an advisory

conmittee that represents all elements of the faculty.

',  Arrange tor adequate tinanctal support, Tt should be ob-

vious that nothing happens without resources, Industrial
firmg mway allocate 15 to 20 percent of their budget for
research, Colleges most likely do not needzthat high a per-
ventage, but there should bbga clear designation of adequate
funds to do the joh!

v

b, Plan research carefully, There are a number of ways that

institutional research influences institutional management,

©

Since studies otften require data from several sources, care-

ful planning will save time as,well as other resources,

-

7. Seck broad taculty participation, Faculty should not only

participate through their advisory group activities but also
sugpest studies and take an active role in collecting and
intefpreting data, Time off and other encouragement to
. participate shouid be available,
8, Provide expert help when needed, No faculty includes ex-

«
3

pertise in every possible area. Use of outside experts will

not ouly enhance the study but will assure possible com- ‘

parakility and shared position,

[ERJ}:‘ -1\)
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Seek 1“t"r'1QiELEEE&UUiLi3§3‘335l3&° One of the most im-
portant tactors in Florida {s the organization of the Tnter-
lustitutu. ,nal Research Council, a consortjum of community
colleges and the University of Florida for the surpose of

cooperative research,

Establish a completr and adequate recoru-. ceping and filing

process, The problem of record kcéping is a difficult one,
Procedures can be established, however, whibh will assure-
both accuracy and completeness., A cross-reference system
wlll be {invaluable,

Provide adequate recognition, Faculty who conduct studies

ohviously need the support of the institutional research

’ <
otfice, There needs to he a specific program of recognition
provided to those who complete studies.

hstablish a procedure for disseminat{on and discussion of

tindings. Shelving a study is all too often the final result,

Concern tor follow-through is an important part of the study
design,

Use the tindings™in {mproving the institution, Direct use

ot the tindings will be the most important outcome. I[ this
step is not taken, resources will be wasted,

Provide empathetic support from the president of the

fust ttution.” Research has repeatedly emphasized the need for

top-level support, Institutlonal rescarch has failed its

f ZY
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mission in those colleges which do not have clear support
from the presldent,
These puldelines provide a basls for the development of:an
lnstitutional reearch program in a community college, The imple-
mentation ot them will require both commitment and planning, Individ-

ually and fnstitutionally,

REFERENCE

‘1, Roueche, John E,, & Bogygs, John R, Junior College institutional
research - the siate of the art, Washington, D.C.: American
Assoc. of Junlor Colleges, 1968,




THE RANGCE AN ORGANIZATION
OF DATA FOR RESEARCH

Richard L, Alfred

. Director of Educatlonal Research and Development
New York City Community College

Emerging research trends (n the two-year colleges indicate that three
mijor developments are now beginning to take place. These develop-
ments have come ahout primarily in response to a need for aid in
decision making and have closely paralleled the increased emphasis

on accountabllity that has become the hallmark éf the Seventies,
Perhaps the most significant development is a new emphasis on applied
rather than theoretical research, which has led.to an increase 1in
useable rather than abstract models, The steady increase in the
numher of research projects devoted to Specific problems rather than
Investigatifon {n general clearly reflech this shift in emphasis,

A second development is the redefinition of functional objectives
in Institutional reséarch. The focus is now shifting to such m;tters
as enrollment projections, outcomes {n career programs, economics
/
impacts (of the college on the community), cost effectiveness, ad-
ministrative organ{zation, instituticonal goals, zollege governance,
instructional effectiveness, community needs, and many related topics.,
No longer do studies that merely tabulate student characteristics ful=-
Fitt the faformatfon veeds df potential users. Needed now are Studie§
that concentrate on specitfic areas and individual needs rather than
general student characteristics, In addition, surveys are now re-

quir:d to determine the educational needs of particular segments of

1 )
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the population sych. as rural and urban groups, ethnic minorities,
elderly citizens, and women.

Finaliy, institutional research has be;ome more sensitive to
the need for empirical information as to whether the community col-
lege meets the expectations of the community and legislative agencies,
A premium {s placed on information related to the quality of impacts
produced by the college as contrasted to those imposed on it by the
individuals and groups using its services, This development is clearly
reflect.d %a the number of recent studies conducted to determine stu-

dent outcomes in the educational process.,

Research ConégpﬁuQILZed

Given this emphasis on the practical aspects'of research and the in-
formation‘needs of taculty and administrators, we can define research
as a process designed to assist institutions in: (1) defining goals
and purpose;; (2) identifving programs and poligies that meet these
goals; (3) evaluating programs‘tg see 1f they are doing what the
institution séys they are supposed to do; and (4) mapping the flow of
resources to determine the cost effecti{veness of college programs,
There are many sourcés of éata, ranging from the expressed
needs ot communitv subgroups to the published requirements of state
agencles. The v;luc of such resources for a particular organization,
however, depends on the efforts of many to collect, organize, and -
apply the data In the decision—making process, At its best, research

data ls a constructive tool for management to use in making key

decisionsy at Its worst, lt {s a useful adjunct to the decision-making

1l 1"'.'
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proceyis=-often just window dressing for declsions that have already

been wade,

[t ve wvere to choose which role we want research to play,

- most of us would probably select the more constructive role., We

would say that to be etfective research should have a direct effect

on decisfons concerning institutfonal goals and purposes and should

also affect the methods by which these declsions are made--that is,
alter the structure ot the decision-making process, For research to
have such an vtt;ct on deciston making, it must meet three essential
cond(tiuns. First, 1t should help faculty and admin(strators estab-
lish Institutfonal goals and objectives; second, it .should play an
fntegral part i{n planning; and, third, it should provide the means {or
appralsal of Institutfonal programs and activities in relati9n to
stated goals (evaluation),

There are several assumptfions upon which these conditions are

-

based:

L .
[ Facing an uncertain future, administrators are sensitive to
the need for research to assist in the formulation (or

moditication) orf instituticnal goals,

o
. Research, as an fntegral part of the dectsion-making pro-
cess, should both precede and follow the establishment of
Instituttonal goals, :

° Research, as a plvotal element (n goal-setting, should
plav a kev role in plamning for the long-range development
ot the [nstitution,

() A recopnfzed apparatus exists {n every institution for the
conversion of research findings into planning concepts
and decistion alternatives,

o Comprehensive data systems, ouce organized,. will be used
by tacutty and administrators to gulde the further de-
i velopment of the tnstitatfon through varfable internal
and external conditions,

v

12 -Z é)
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te oo can secept these conditions and assumpt{ons, then a concep-
tual toundation for resedreh will have been established and a system

designed tor its organlzation into data tields,

Thv ﬂrgdnidntlnn of Dhata

T # -t

.

Figure 1 oon page 1% s o diagram of the conceptuatl model just
described, This model tdontijles tour subsvstems in research® goal-
setting, program dovelvpmcnt; cost vtffectiveness, and program review,
Fach subsvstem has a distinctive relat{onship to planning énd de~
clsion ﬁakinu, and each has component data fields that identify and
organize {ntormation into sudjecc categories, These data fields are:
students, prosrams,  community, facilities, ifinance, staff, and organ-
lizutlnn. |

AL soven ot LhL Jata t}ulds opc;ute in each subsystem but- do so
primarily i daccord with (helr relationship to the sequende of acti-

N

vities in the institution, Yor example, data that relate- to goal set-

ting typically fuvolve the nature of the community to be served and
care collocted early in the life of the instlitution, Data related to
program development. are needed at a later stope in the Institu-
. ’ (‘
< thon's doveloprent far parket analyses and cormunity need surveys
to fdentity the tvpes ot programs that sb,uld be offered. And, tinally,

~e

highlv sceclfic data related to the cost effectiveness and program

review subsvstems are designed to deseribe the outcomes and costs of
n‘ '

college proprams and relate them to the goals of the {nstitution,

Betore discussging in greater detail management's use of re-

search data tor pltanning and declsion making, let us consider

] ;l‘j
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brietly the four subsvstems and the types of data that are incor-
porated into each,
Goal Setting: Most two-year volleges develop a general set of goals
based on a philosophy tormulated at an early point in their develop-
ment,  Such goals receive little attention except in relation to
visits trom reglonal accrediting associatlions when an attempt {s
made to relate them to descriptive data collected after the fact to
demonstrate that the goxls‘dfe indeed being met, Unfortunately, these
goals normally are wot defined in such a way as to make them effec-
tive in guiding institutional development, Neither do they receivek
the regular review and evaluation by faculty and admininstrators
that could make them a vital force in management,

Fverv Institution should collect data th;t can hocome a source
ot direction tor determining the types of goals it should pursue,
It is not enough for a college to commit’ itself to offering career
programs simply because th{s‘ts a goal ﬁormally pursued by a com-
prehiensive community college. [deally this goal should bg dater-
mined In accord with data dcscribing regional and local needs for
carcer programs. Tt should be phrasgd in terms of the total percent-

age ot enrellment to be served by such programs, the relationship of

these programs to manpower needs of the community, and the actual

number of positions to be tilled by program graduates, In a similar

tashion, a goal concerning guidance services should identify through

research the kinds of needs students have for such services as well

U.

RiC | y

as the anticipated results. Obviously, the formulation of goals based

on research data will not he easy in many areas, but the effort must

.

15 i
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be made 11 goals are to serve as a yardstick tor institutional de-
ve Llopment,
The rollowing arcas of concern in the goal-setting subsystem

necd to be addressed by community college research:

Communi ty

(1) Studies o: the seograpiiical cnaracterlistics of the college
service reglen

e size (in square miles)

e - distributicn of population

e zoning characteristics of regjon

e natural Sarrierh to campus development

(2) studies of the demographlc characteristics of the college
servive region

e popularion lensity

e population composition

Ay o&cup1tlnnal status
, SeN family income

fevel of education dvelling un{ts

rave aond etiric group ~

e in/ont migration (populaticn growth)
e Llransportation tacllities
()  Feonomiv studles
e number and types ol business and industrial {nstallations
o manpower distribution (bv occupation) f
e rveplonal projections tor marpowver needs (by occupation®

e rate ot unemployment

e percentage ot popula’ion .mployed in "growth" and "no
prowth' occupationg . |

]
(_:
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(4) Studles ot postsecondarv institutions and programs

e numher and types of postsecondary institutions in
service reglon

e numher and types of postsecondary ilustitutions in
arcas outside servlice region

e career and general education program offerings in
postsecondary lnstitutions

e community service and continuing education offerings
in postsecondaryv institutions

e articulation policies and procedures

(%) Studies of individual and group perceptions of college
©opoals

e Dbelpui technique

e Institutional Goals lnventdfy
e other standardized instruments
e community neehs surveyvs

e other

(6) Studles ot state and reglonal statutes regulating institu-
tional goals, . .

Program Deve lopment : Urganizini for effective programs requires a

total conceptual framework beginning with a stated mission and ending
with a svstematlc approach to evaluation, This procedure requires
4 market analysis of community uducationui needs which must he met
through the deve lopment ot programs operated in support of stated

poals,

-
.

Tumerons market analysis models are avajlable, but they are
AUl baue ) oon the pensral assumpt fon that. educatfonal programs should

Both o0 o and support the educational needs of the cowmunity,

Pivute S pape 14 depicts the varfous steps in a market analysis,
[0
17 (Y )
O
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In every metropolitan region in the United States, census data are
avallable that describe the population in terms of characteristics
sucb as age, sex, race, ethnic group, veteran status, occupgtional
status, family income, education level, and unemployment, ﬁpqgram
objectives should follow market projections of community need énd
should be stated in concrete performance terms, They éhould define
the types of population subgroups to be served, the types of needs
tha; have been fdentitied, and the types of programs to be offered,
The development of program objectives that reflect research on
community needs carries forward the process through which the insti-
tution's programs are created, Ii they are properly stated, objectives
.can enable fabulty and admin#strators to appraise programs according
to their use of current resources and measure their effectiveness
againsg a series of short- and long-tange planning yardsticks. The
~ types of research currently being collected in this area can be sum-

marized as follows:

Communi ty

(1) Studies of.educational needs and characteristics of out-
of-school citizens (18 years and older)

(2) Studies of educational needs and charaéteristics of
secondarv-level students

(3) Studfes of local employer needs and perceptions ¢
(4) Projections of manpower needs by civic agencies

(5) State and federal projections of manpower needs




Srogroams

(1) Appralsals of state and regional regulations affecting
program development

re

(

) Studies of program otterlugs L ther nostsecondary
Institatlons ’ ' '
Cru ot
(1) Enrolliment projections
o Instbiutton
o Jivision
e lepartment
[ ] course
e section

(

) Studies ot educational needs and characteristics of en-
rolled students *

| 9

(3) studies of student transfer rates between postsecondary
Institutions
Finanee
(1 Projections of program costs

(

re

) Projections of revenues generated by programs

Faotli ties

(1) Projections of amount of space required by programs
(square footage)

(1) Projectlons of type of space required by programs
(laboratory, lecture, office, and so forth)

Staff

(1) VProjections of staffing requirements of programs

o
'VU
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Program Review: The third # bsystem in .institutional research

1s the "program review" or what is commonly known in educational *
jargon as "evaluation." This subsystem is perhaps the single
most routinely examined area in community college research today.
Studies of student attrition, grade distributions, employer
follow—up18urveys, student perceptions, graduation rates,
transfer performaﬁco and so forther, are good examples of the
kinds of research done in this area. The focus is on student
outcomes, and the methods that are used are as diverse as the .
V research‘itself.- The best way to describe the subsystem is
through a diagram of the relationship of outcomes to program
structure in the community college.
In theory, programs consist of a series of activities
designed to move students from one status to another. A model
: developeﬁ by Astin uses the concept of "outputs" to describe
‘ the progress of students in relationship to programs. In this
,”model, the background characteristics of entering students,
the objectives of the program, and description measures of the
college environment are considered "input" (see Figure 3, page
22}. Theoretically, an "expected" output can be computed at any
time in the 1ife of a program based on these input characteristics,
and the effect can be statistically removed from ''observed"
outputs (actual scores on the variable or variables under
Investigation) producing a "residual" output, which is independent
of the input characteristics. Measures of the characteristics
of the college and the program can then be related to this
residual output to aporaise the functioning of the program.

This process culminates in the formation of evaluation

21
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meagures which describe program functioning in terms of student
outcomes as well as the effectiveness df the program in pro-
ducing conditions which lzad to outcomes.

" Programs can be meashrea at three different intervals: at the
time ot Initial student enrollment (inputj; during the period of
enrol lment (functionlﬁg); and after Eerminatinn of study :(output),
This prngressinn ls refleéted in the studies commonly conducted in

the arca:

‘oot sation
(1) Studies of the climate and characteristics of the insti-
tution
Frograms

(1) Studles of the objectives and characteristics of college
programs '

e objectives

® courses

e staft

e factlitles

e I[nstructional methods

e Instructional resources
e bhudget

e other

Studenta
(1) Studies of the characteristics of enrolled students
] bugtv classification
e demographic

YR
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o lntellective

® perceeptual-att iLlutillal

Hrudivs‘nt prade distribut tons (summarties apd comparisons)
Stuadles o) the vh#rqucrlsttcs of grud&atkng studentg
Student gttrition studies

e unumber and characteristics ol students

o crudit atrrition (course withdrawal)

e cullepe dttritlwﬁ (withdrawal from college)

Kesearch on stopouts Py

studics on transter students (number and destination of
transters, credils accepted, and so forth)

" AN .
frauster follov=up studles (academic achievement of trans-
fer itudents In subsequent inst{tutlons)

Studies ot Lcrtttluqtlon/ll(gnsurt Tesults (student bcoreq
ot required examinations for career entry) )

Research on Yurther educational degrees obtained b students
8 y

Rescarch on employment patterns of students (number of
students permanently employed by tvpe ot employment)

Retsearch on emplover evaluations of student preparedness
and Job performance

.

Research on studet* perceptions of college
® ! currfculum (carecr and transfer preparation)
e ! taculty and stafi

e ol campus lite

e other

Clonpn Lty

cconom{c tmpacts of the college on the community

!)l)
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Cost Ettectiveneuss:  The tourth subsystem in institutional research

g #—n mephe o

responds to the need of community college planners. for a gross
quant i tat fve measure ot the cost etfectlveness of present programs

aied tor dn estimate  of the major consequences of decision alternatives,

N
.

Since onty enrotlment-based informatisn currently ‘meets the criter-

fon ol credihility, cost effectiveness analvses have beQn Timited to

ditta which examine only the qudhtlty ot output; At most, this type of

anatysis produces ¢ Qnit cost for each agperation and should more

appropriately be tabeled "cost analysis," )
Some ot the studies that have been conducted in this arca,

when taken together, provide the ingredients of a unit cost:

v

. Jtuden ts
(1) enrollment analyses

e units o! analysis
headcount )
FTE
credit hours
weekly student contact hours
other

e levels of analysis
college
division ,
department
course
section

stafy

(1) Studies-of faculty load (allocation of time to programs
and tunctions)

(2) Studies of staff salaries and fringe benefits

S
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Finanee
(1) Studles of supply costs '
' | ' Factlities
(1) Research on facilities utilization

(2) Studies of energy costs

Speclalized Research Studies: The final_subsystem for resegrgh is
made up.of studies conducted in response to special needs identified
L by the 1nst1tut19n or its constituencies. Otten designed to col%ect
cata defined in previous subsystems but for different reésons, this
subsystem would include tﬁe following'kinds of studies:

)

(1) instiﬁutionai (or campys) feasibility studies

(2) bond issue and levy eleétion studies

(3,  annexation studies (of school districts)

(4) 1institutional self-studies

(5 collective bargaining studies

(6) trustee subdistricting studies

(7) other studies as may be mandated by emerging issues
Although this list is only partial, it does‘depict the relation~

ship of these studies to emerging issues in community college

education,

Planniﬁg and Decision Making -

The translapion of research data {nto planning concepts and décision

alterqétives is the crux of the research enterprise, Management de=-

cisions'do not simply follow from the existence of research data,
Whether at the two-year or four~-year college, there are persistent

problems, First and foremost, and for many reasons, there 18 a need

(¢ -.‘
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to increase-management's awareness of the value of converting
research data--past, present, and futuru--ihto planning concepts,
Once data on program outcomes are in hand management guidelines
are necessary for thetr translation into planning alternatives.
This involves system-wide priorities and requires that administra-
tors malntain some form of decision apparatus for the conversion of
data Lngo action, |

Many administrators have failed to attend‘to this need and have
lapsed into lethargy upon realizing that they must assume a leader- '
ship fole‘if planniné is to be éuccessful. The absence of a decision-
making ;pparatus allows the accumulation of a hard core of‘Jnad-
swered questions that plague the educational planner: What are the
uses of research data in community colleges? WhaL procedures should
be used for the conversion of data into planning? Who shéuld be re-
sponﬁible-for<assesstng the implications of various data trends and
advising management of décision alternatives? What is an appropriate
baiance between politics aﬁd reseaich in the planning process?
How can research data be used to "improve" management decisions?
What-i{s the value of planning in'an institution in which political
concerns often override planning alternatives? Quéstions such as
these must be answered {f two-year colleges are to‘conduct meaning-
ful research programs.,

Figure 4 on page.28 presents a deciéion model that depicts the
environment for converting research findings into nlanning concepts,

The reader will immediately recognize in this schema the potential

for cortlict in competing staff interests—-a situation that has

27
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proven so dysfunctional for community colleges, Ideglly, planning
should be a graduated process that involves méktng decisions that
strike an even b;L;nce between political considerations on the one
hand and research data on the, other, Too often; however, politicai
expediencv hdi been the dominant force in decision making and research
has been 2 ;uperttcidl adjunct to the process; This situation isg
most evident in the tendency of administrators to manipulate research
ttndings to fit a lramework congruent with their value expectations
when they make decisions affecting the direction of the institution,
Institutlonal constituencies, depending upon their numerical
size and i{nternal cohesiveness, tring different valﬁe perspectives to
the decision-making process, To the extent that these value per-
spectives a;e identified and understood, research can be effective
as a guide to tnstitutional development, By presenting faculty
and administrators with different alterna;ives based on research
ffndings, tﬂo research model can be used to forge decisions re-
garding long-range deve lopment, "Us{ng available data in combination
with stated {nstitutional goals and staff input, decision alterna-
tives can be constructed., These alternatives can range from
a purely palitical solution to ‘a data-based app;oach to long-range
planning, The solution {s ltkely to lie Somewhere in the middle, but
the task ot fdentitving potential alternatives is in itself sufficient
to polut taculty and adm{nistrators in the direction of planning.,
In the absence Qf a decision-making apparatus to converg re-
search data tnto planning concepts, research is fragmented, This re-

sults in a pattern of vested Interests that lacks credibility as an
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objective base for planning, A Jécision model sliould bé developed

that is‘;ensitive to the political climate {n which an institution
functions as well as flexible enough to allow time‘for the develop-
ment of decision alternatives, It sﬁould not be assumed that the
“values and interests of college constituencies will always be com-
patible wttﬁ‘research data, but administrators will uitimately be ablé

to achlieve consensus {f they are given accurate and meaningful infor-

mation.




RESEAR(H METHODS AND STATISTICAL ANALYSES
~FOR DEVELOPING PROFESSIONALS IN INSTITUTIONAL RESFARCH

. James W, Selgas
Dlrector of Research and Community Deve lopment
Harrisburg Area Community'College
Harrisburg, Pennsylvania

In exploring the methods ana echhiques used in effective institution;l
research programs, we might consider some of the thoughts of Paul
Drcsiul(?), oné of the coun:ry'; leading insgitutional researchers,
Dressel states that '"the basic purpose of institutional-research is
to probe deeply into the workings of an institution for evidence of
weakness or tlaws which interfere with the attainmeﬂt of its purposes
or wh}ch uttltz; an undue amount of resou;ces in so &oing. In the
search tor flaws, no function, individual, or unit shculd be regarded
as nff—iimits. In the process of searching, evidence of effective
and, perhaps, excellent functioning can and should be produced, but
pertection Is unlikely to be found and improvement is always possible,
[n carrving out this process, what is the grist for the mill?
Dressel sees ‘three main subjects--the environment, which includes
the i{ndividual constituencies on the campus, 1.e, students, faculty,
administrators, plus tacllities, and, in the case of the community
college, tﬁé community,
The second subject of institutional research--the processes
and operations of the institution——includes.a great many items which
essentfally reflect the administra;lon of the institution, The.three

mafn ones are: 1, Student Pe.sonnel Services including such




subgroups as admisstons, counseling, and financial aid; 2, Curriculum

and I[nstruction including such {tems as grading, course proliferation,
and cl;ss slze; 3. Busingss Operation. Dressel readily acknowledges
;ha. "inst{tutlonal research personnel can seld;m deal effectively.
with them unless they havé tmpinged rather directly on.the academic
prﬁgraﬁ and have become a source of concern or complaint from academic
units,'" This situation {s prevalent at my institution, and I see it
at many otherd. IR simply does not mess with the Business Office,
Anpther.subjecF of institutional research, Ultimate Outcomes,
should be dis:inguished from immediate outcomes sucﬁ as degrees and

éertificates. Most IR offices deal with immediate outcomes, Immediate

follow-up studies are common, Long-range follow-up studies may result
]

{n additional insight into ultimate outcomes., A few of us have been able

to assess the {mpact of our graduaces on society, assuming that such an
impact {s related to their experiences at our institution.

We have_stated the baslic purpése of IR and have identified its
subject matter, as percelved by Paul Dressel. In the time remaining,
perhaps {t would be best to express sbme concerns about IR and com-
munity colleges, clte some useful references for research methods and
statistical analyses, and tie them to some of the projects at Harris-
burg Area (ommunity College,

There 1s a serfous question as to_che'quality of research in

community culleges. Dr. Cohen's comments in A Constant Vapiable(b)

are relevant. In reference to research personnel at junior colleges,

he wrote that "they are frequently inexperienced in the use of

o .
standard methodologies and while they are learning them, the




]

h)
)

methodologles themselves are being questioned." A good example of this
ls.a briel paper entitled "College Education for Young Criminals Pays .
Ott," The title reveals the sophistication or lack thereof of the in-
dividual whovcargted ouf the study. Tée report describeé a study of
voung men at a correctional imstitution in Pennsylvania pursuig31

. T \
courses given by a community college. The experimental group gon-

sisted ot prisoners who were taking the college-level courses. The

;untrol-group was a random selection of prisoners who were not taking
the courses either by cholice or because they had been séreened out
of the program, The {investigator wa; able to come up with several
ditferences in favor of the experimental group,
The design ot thils study is grossly inadequate and cannot be
cons{dered even quasi-experimental, There is a considerable amount
. Qf screening before an iﬁdividual is p;rmittgd into a college pro-
Y
/gf}m at most penal institutions, especially the one beiqg studied,
\’fhus, the creme de la creme of the prison population i1s in the
culluge‘program.
A briet appendix to the study indicates a gross lack of control.
The average 1Q of the noncollege group was 98.2, The avérage IQ of the
college group was 107,7. The average standard échievement test guide to
the noncollege group was 6.3, The average standard achlevement test
grade of the college group was 8.5, The point is, the so-called ex-
periment was loaded {n favor of the experimental group. However, even
with such a heavy loading, there are only nominal differences ‘hetween
the th groups. The investigator states, "an important factor in' the

success rate appeared to be the growth of a positive attitudinal

e,
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éhanae as induced through their own recoganition of having latent talents

which hitherto had been submerged within the realms of their previous:
criminalistic experiences.'" It {s this type of verbiage and lack of
understanding of research wﬂich does harm not.simply to the individuals
immediately involved tut to the entire fleld of‘higher education,
According to Dr, Cohen, '"the constraints are characterized by
‘the following concerns by directors of institutional studies: 1, the
only advantage to being a research\officer on somé campuses is to
attend conferences and workshops; 2, the major function of some
research otficers is to write grant proposals, answer questionnaires,
and reply to requests\%or data; 3, some administrators try to
torpedo studies because.they feel studies interfere yith their
authority; 4, sampling techniques can sometimes not be used because
a higﬂer authority does not trust samples and insists on using the
total population; 5, some administrators grant permission fof
studies only if they are safe or will not have unpleasant repercus-
slons;‘ﬁ. members of accreditation teams éome;imes feel changes are
too liberal, even if they are supported with data; 7. data are often

either misinterpreted or not used; and 8, if reports of studies are

wat rendeeed to two pages, it is unlikely anyone will read them,"

\

Some oerul References

There are severa. references which vou wmay find of congiderable use,
In the area ol statistics, there are mamy good texts, I find it
helosus s use ones that follow a decials:s map, The Survey Research

Capter at the University of Michigan publishes & Guide for Select-

ing statistical Techviques for Analyzing Social Science Data(3).
10BN 3 15 LPLRLL J




Another very usetful text is Introductory Statistic¢s, A Decisioh

Map(lt). This text is now just coming out in a.second.edition which
[ have yet to review, Ot course, there are other tercs on statistics,
but these help you to tdentify the right test quickly,

Probably the best overall text to introduce anyoné to the field

ot resdearch i{n the social sciences and education is Fred Kerlinger's

Foundatfons ! Behavioral Research: Educational and Psychological

Inquiries (Holt, Rinehart & Winston, New York, 1964). This type of
text will give you a”good introduction to the field of research

methods without overwhelming vou,

The Handbook of:ﬁesearch on_Teaching(9) published by the American

Educational Research Assoclation goes beyond Kerlinger into a nar-
rower, mors‘dctailed tield of research, teaching. The text as a

whole {s a monumental document, but one chapéer, "Experimental and
Quas l-Experimental Design for Research on Teaching' by Campbell and
Stanley, 1s an outstanding plece of work which should be read
thoroughly by any institutional researcher, The logic and desigﬁ lgid
out in a simple chapter (which has been published separately) helps

to orient the researcher to avoid the pitfalls of reports like

College dducation tor Young Criminals Pays Off, This work by Campbell
and Stanley is the basis tor many other texts dealing with research
design and is constantly referred tc,

Another excellent reference only reccatly published is the

Encyclopedia of Educational Fvaluation(1),Its primary authors in-

clude Anderson, Ball, and Murphy from Educatioral Testing Service,

In thetr pretuce, the authors take a critical look at the field:

A
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"We do not claim to be completely objective, Rather early in the de-
velopment ot the book we declded quite deliberately to let sdme of
our values and viewpoints show, Thus, the reader will diuc;rn,

among other things, that we prefer objective evidence over testimony;
fusist that meaaureméut and evaluation, even though they are closely
Linked, are not the same thing; favor minimizing the jargon of evalu-
ation and ﬁlghlightiug fts cunccﬁtual underpinnings; respect good
experimental and quas{-experimental designs for evaluation studies,
and believe the faflure to use good design is gometimes as much a
'mattor of poor thinking as it iy of practical pressures; place a
“hiigh - value on the construct véltdity of measures; feel that a great
deal needs to be done aboyt improving the clima;e for and support of
evaluation studies; want to substjtute congidered analyses for t'.e
myst iques that seem to be growing around such corcepts as account-
abllity and c¢ritertpn-retorenced testing; and think that the éommon
aspects ot education and training should be emphasized rather than the
distinetions," Thetr work succinctly summarizes many items which are
often glodsed over or are not clear in texts on stat{stics and

13

methods,

There are several texts dealing with evaluation which would be
well worth vour review, Suchman (273) and Stufflebeam(22) will give
you backgresnd tn evalvation theory, w;ntling and Lawson(27) provide
W opuide to evaluating provrams, Lipton(16) and Struening and
tutentag(21) oifer volumes which give examples of substantial appli-
valléns ot the abstract vnncepss Involved 1in evaluations,

A
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Sampling {s crucial to studies if we are to draw valid infer-
ences from the data, Many studies fail to recognize the limitations
of sumples and/or have a totally fnvalid sample ‘for the purpose of

the study, Seymour Sudman has recently published Applied Sampling(24),

which {s a bridge to understanding sampling theory and methods for

the less mathematically inclined investigator., His other texts,

should also be helpful for designing studies involving samples,

As community college researchers, we are not usually involved
in htghiy technlcai-research. Instead, we are dealing with immediate
prautic;l ﬁroblems. [here are some handy references to help us chart
our way through a problem, The following four are good: 1, Profes-

gipnal Mail Surveys(8) can help you ociganize your approach to mail

surveys, which community college researchers use to meet the demand

for tollow-up {nformatifon; 2, Evaluation in Education: A Practi-

tioner's Guide(10) {s another text with an applied orientation, this

time {u terms of the assessment of instruction; 3, Practical Research:

Planning and besign(15) gives you a ~ood overview of laying out and

following through on research stu' s of many types; and, 4, one of
the most comprehens{ve and helpful little books is the Handbook

{u Research and Evaluation(12). 1In a chapter entitled "A Guide to

Regearch Designs, Methods and Strategles,'” the authors discussed

nine research methods which would be useful -» review here,

Some Research Methods

———t——r e
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hypothesis." We may occasionally become involved in Lhis type of re-
search {u looking at trends to help gulde us in projections,

The descriptive method is meant té "describe systematically a
situatfon or area oi interest factually and accurately," Examples would
include population census studies, public opinion Surveys, and some

fol low-up studies,

The purpose of the developmental method 1s "to investigate pat-
terns and sequences of growth and/or change as a Eantion of time."
An example of this would be a trend study prbjecting the Euture
growth and educatiunal nceds of the community from past trends and
recent building estimates, ‘ ’

Researchers use the case and field method "to study intensively

the background, current status, and environmental interactions of a
glven social unit: an individual, group, institution, or community,"
Cage studies are useful for getting {nto an area of concern, but
seldom lead to cénclusive resuits. One pitfall for researchers {s the
selection of a unit to hias the results in the desired direction,

The correlation method is used "to investigate the extent to
which vartations in one factor correspond to variations in one or
more éther factors based on correlation coefficients.,” An example
would be a study to preiict suécess In college based on correlations
of college grades and selected varlables such as age and high school
rank tn.cluss. Kerlinger and Pedhazur's(14) text on regression
analvses will be helpful {f you pursue this method,

The causal-comparative or ex~-post-facto method is used to

’

"Investigate possible cause-and-effect relationships by observing
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some existing consequeunces and searching back through the data for
plausible causal tactors." For example, this method can be used to
ldentity tactors related to dropout problems in a particular college,
using data from records over the past 10 years,

[n the tiue experimental method, the researcher attempts '"to

investigate possible cause-and-effect relationships by exposing one
or more experimental groups to or2 or more treatment conditions and
comparing resQlts to one or more control groups not receiving the
tréatment (random ass ignmeat being egsential).'" In a college
setting, for example, researchers might examine the effectiveness of
three methods of teaching reading to developmental students, using
random'assignment ot students and teachers to methods,

With quasi-experimental methods, the purpose is "to approximate

conditions of the true experiment in a settipg which does not allow
the control and/or manipulation of all relevant variables. The re-
searcher must clearly undérstand what compromises exist in the in-
.tefnal and external validity of this design anq proceed with these
lim{tations," |

Finally, we have the action method of researéh. The purpose here
s '"to develop new skills and/or approaches and to solve problems
with their application to classroom or other applied settings." In
s;ort, we wday work in an area without a tight design, recognizing

thc‘limttattons ot any data while generally building toward a

better design,




Research Methods at a Lommunity College

NDescriptive Mefhod: At Harriéburg Area Community College, we have
Qndertaken a4 rather ambitious descriptive research project--a com-
munity educatfonal needs a.sessment (CENA), This project is a key
component of a five-year master pldq we are currently developing at
the college, The results of the ytudy will provide information to
other components including staffing parameters, enrollment parameters,
new curricula, facllities, and the fiscal plan, The key point here ig
that descriptive reséarch can(he quite useful, {ndeed crucial, to.
sound planning,

The study {ncludes a survey of a stratified random sample of
the 30 high schools (n our three-county service area as well as a
survey of the ponulation at three a..a vocational—techpical schools,
The. design of the survey:will permit us tc extrapolate the educagional
and occupational plans of tenth, eleventh, and twelfth graders through-
out our service area, The data shoqld permit u;_to identify new
curricula, espectally those which could be servitded jointly by the
college and the area vocational high schools, These curricula
would result in more po§t~secondary offerings without any increase
in statt or tacilities, It may also be possible to identify marginal
programs which we could start phasing out.

The second component of our study is a survey of adults in our
service area, We are {dentifying what, when, where, and to some extent
how individuals might rec;tvc noncredit adult classes and/or regular
college-credit programs, We are doing general samples of 500 in
vuLh ot the three couﬁties and subsamples {n population concedtrqtions
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where extension services mav be offered, We will be doing a mail
survey of. the adults as opposed tg on-site surveys of the high
school sfudents. Mail surveys can/be a tenuous business, but we've
enjoyed excellent community suppdrt in the past and anticipate the
samé¢ [n the tuture,

The final component of our 'study is a survey of the business

community, This will be a mall survey identifying their training/

educatlon needs and their willingness to assist their employees
".I
in obtaining such training by outside instruction, tuition support,

r¢leased time, and so on.

b
Developmental Method: Often, descriptive research may turn into de-

velopmental researchr In 1972, for example, we did a rather extensive

study entitled Student Services: An Evaluation(18), Now, in 976, as

our institution comes up for a Middle State reaccreditation, we have
Just replicated the‘study. (Any time you do a descriptive study, con-
stder the possibitity of replicating it, Consider thls {a the design
of the study, 1 shodld point out a bias of mine: I like to see
replication of a study and/or a cross—validation procedure 1f appro-
priate, Statistical significance is not always replicated, Replicaw‘
tion {s o good way of checking conclusions,)

When this study was -initially done, I was given the responsi-
bility for evaluating our Student Personnel'SerVices to t.ad out
where all the money was going and whether tﬁé services to students
were effective, As [ approached the problem, I found that there
was little {n the wav of hard data to assess the performance of the

Student Pergsonnel Services operation, One could, however, try to

A

- ¢
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fdentity some face validity of effectivenss of the various opera-
t{ions, tinding out how various constituencies on campus feit about
services to students, |

Rather than create our own stru%ture, we chose to develop an

{nstrument along the lines of the cgiteria develsped by McConnell(l7)

in Junfor College Student Personnel Programs: appraisal and Develop-

ment, [t ghould be noted that similar types of instruménts were
developed over this same time at several different locations, all re-
lating back to this document, We surveyed the administrators, faculty,
student services staff, and, of course, the students, We asked

them to as;ess the importance of various Student Personnel functions
and the performance of the institutfon in carrying out these fuhctions.
We did not limit ourselves to the criteria identified by McConnell,
but added a section to each of the surveys trying to take a closer
look at particular questions in our own institution especially the
structure of counseling services and faculty advisors, What was in
1972 a descriptive survey and in 1976 another descriptive survey

has become a developmental research project,

Case_and Field Method: This approach is one we occasionally use, I

would classity our study of The Impact éﬁ the Collgggrop the Local

Eeonomy (20)as a case approach fn that we did a rather intensive study
of the inst{tution and {ts re}ationship to the community, Studies like
this one may glve you gr-ater insight {nto the service area and the
operation ot vour institution,

Correlation as a Method: We've all heard of the idea of trying to

predict success in colleges by using correlation research or regression

e 42
1-1 u‘




analysis, AL HACC, we have used this ﬁethod of analysis.as part of a
twa-fnid study ot Accoanting 101, First, we used correlation analyses
and regresslon analyses to study student character{stivs, and then we
used quasi-experimental techniques to study instructional methods
in accounting, The study of student characteristics {n Accounting 101
was prompted by the tact that a large percentage of students didb
not earn satisfactory grades (A, B, or C), Knowledge of what factors
contributed to success or fallure mlghtlprovtde a bésgs for changes
in such thirgs as sectioning, prerequisites, or guidance érocedures.
We were also looking for factors which might have a bearing on the
design ot experiments on {nstructional approaches,

We surveyed tall enrollments {n Accounting 101 in 1971 to gather
data which could be used with the data we already had on file to »un

a regression analvsis with student final grade as the criterion vari-

able, The vartables we used were sex, veteran's status, high school
’ =y ———

curriculum, high school bookkeeping, high school acéountiqg, high

school rank, Accounting 100 previously-and Accounting 101 previously,

g:hoqkkevgins }ob, an Accounting job, total credits, age, hours

the composite),
The analvsts of all tull-time studenty resulted in a maximum

multiple R ot 0,953, which neans the variables could account for

28 percent of the vartance {n final grades. The ACT composite score
Qus the tirst variable to be entered and had the highest correlation
(27D with tinal grade, the criterion variable, Ap. was the second

variable entered and had a similar correlation with final grade,

Qv
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The point is we can tease out these variébles which may have some
impact on success of the individual studeat.

The stundard error of estimate of a predicted grade was
appruxihately 1.15. In the equations we qsed to predict final
grade, the chances were 2 to 3 that the actual grade would be
within a range of + or - 1.15 of the predicted grade. None of-

' the analyses yield equations that would be very accurate in

| predicting final grade. Counselors may use the information on
relative importation of variables in helping to plan a student's
program. Of course, the data would be most useful when extreme
scores are predi:ted. In this case, the counselor might advise

a student not to take Accounting 101, at least at that time.

The variables with high correlations with success were Faken
into consideration in subsequent comparisons of instructional
methods. For example,.an experimental section with an inordinate
number of veterans and/or.students who have studied high school
bookkeeping would stack the expetiment in favor of the experi-
mental method.

In short, the correlation research methods can be useful in
téasing out variables and identifying those extreme cases which
could be predicted with some degree of assuredness. There are,
howevet, real limitations to this approach, including the fact
that it does not necessarily identify casual-relationships and
it is far less rigorous than the experimental approach because
it exercises less control over independent variableé. Then,

too, it encourages a '"shot-gun approach" to research whose

results are often meaningless.
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postetacto research can be 1 8trouy, approach, even though it il not

& lrue exparimental method in that effects are manipuiated. The pur-

pose, as we pofnrod ont, iy te \nvvn't.igate possible uuu-cnd-c_.ffoct

relationship. by observing some extsting consequences and annhtng'
{.

back through the data for plausible causal factors. This is in
contrast to the experimental method, which collects its data under
cbntrolled conditions in the present. A good example of ex-post-
facto research 1is the application df the multivariate analysis of

variance oriented research strategy (MANOVA) toward understanding

educational/vocational development.
The MANOVA strategy involved use of multivariate analysis of

varlance, discriminant analysis and classification in multivariate

or dlscriminant space, Cooler and Lolmes (%) have pioneered these
procedures and have deve loped the computer programs to carry out
this methode N wood example ot this approach [s found In Predicting

the Development ot Young Mdults by Cuoley and Lohnes(6),

At aur institution we have vet to do extensive studles but have
tound our inttlal results rathor interesting, Substantial difter=-
cnces In the various aptitudes among grddunlvs of varfous curricnla
hecome quite gpparcent, The methodology viclds fusfght into the nature
ol the student body oewd their fnteraction with (:urr'L‘cu.l.;l.
frue Lxperimental Metbiod:  with this approach, we fovestigiate possible
cause=and-etteet reotationships by exposing one or more cxpurimuntuf

proups to one ot more tredtment conditfons and comparing the results

with one or more control wroups not recelving treatment. Most of us
45
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‘who have had courses (n statistics and design are well aware of

-

this mutﬁud. We also recog ‘ze that.it is almost impossible to ﬁse

In most of the research we conduct at our institution, In light of
the tact that {t [s almost {mpossible to come up with random assign--
ment of students to, sections, we may move to the quasi-experimental
research,

Quasi-fxperimental Method: Here we trv to approximate the conditions

ol the true experiment in a setting which does not allow the control
and/or manlpulatlon ot dfl relevant variables, The researcher must
clearty understand what compromiseg exist in the internal and ex-
ternal val'tdity ot his design and proceed with these limitations,

An example ot this would he trving to compare the effects of treat-
ments’ in college classes without being able to assign students to
treatment at random,

The second part of our study of Accounting 101 dealt with in-
structional methods and was essentially a quasi-experimental design,
We tried to ovvercome the lack of random assignment of students to
methods (1) by using ddentical and/or adjacent time periods on the
same dav, (2) by performing one way a;alysis of variance (ANOVA)
with each ot the ACT test scores, and (3) by reviewing the groups on
the variables identified as having a high correlation with success
fn the course trom our studv of student characteristics, We gatisfied
aurselves that none ot the experimental sections were loaded in favor
al success ou the criterfon varlable, We then proceeded to do 2=-by-2

ANOVAs having assigned each instructor both methods .. f instruction,
:

one belng the tradlittonat approach to Accounting 101 and the second
! Oy

. C)&;
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beilng a multi-media approach to Accounting 101, Results of this study
showed that, overall, there was no slgnificant difference in per-
formance o; students under ei{ther method,

Fven when there is such a lack of significance, however, one
still has learned quite a bit. The point here Is that the multi-media
approulh {s an equally viable method of instruction, and the rgsﬁlts
of questionnalres given to the students shcwed that a great many pre-
fer this method ot instruction. Of course, there are such things
as the Hawthorne etfect, and this procedure would have to be replicated
over quite a period of time ‘to see if the attitudes held up,

"Act{on" Rescarch Method: Selgas and Shaffer's Chamber of Com-

merce Commumitv-wide Survev(lY) was the first step in improving the
relations between the Chamber ot Commerce of the Greater Harrisburg
Area and harrisburg Area Community College, In terms of design,

this pﬁn]cct lacked rigor in that we carried out a newspaper survey
with ail thvfprnhlems ot nonresponse bias, We did make an attempt

to control for differential response rates for various subgroups ln
the potential survey pepulation, By doing this, we found considerable
agreement among most of the constituencies, But even with over 1500

responses trom the general public, we were still left with a response

blas,

A Final comment

These are the gevneral researca methods {n a community college setting,
I

This overview was intended to bring individuals who are new to the
tield of institutional research in contact with some experiences of an
fadividual who has been {n the field {ive years,
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It is worth noting that vur evamples have act includwd any involv .
Ing the business vperation ot the college, This sltuatfion 8h0;ld
change as the business office and 'R otrtfce ace fo-:3d to work to-
gether developing manag-ment {ntormation systems (M 5, [ assame
that virtually all IR people will eventually become tnvolved in the
devulbpmvnt and maintenance ot the lnstitutfon's MIS., Andiew and
Molr's(2) text on the ﬁsc of {nvormation {s an easy introlacting to
this tield, Next, vou should review the publication of the National
tenter for Higher Education Management Systems (NCHEMS) at the
Western Interstate Commission for Higher‘gducation (WICHE). Whether
vou use the WICHE/NCHEMS MIS in total or partially, the materiails
are valuable in terms of vour own understanding of MISs., Much of
the tuture of IR lies in this arena., '

The path of IR offices at community colleges have been diffi-
cult at times. T am, nowever, more optimistic than ever that IR has

« place at community colleges and will make a far greater contribu-

tiou than ever before,
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SAMPLING, DATA COLLECTION, AND DATA PROCESSING

E. Timothv Lightfield !
Dean »
. Ilanning, Management, and Information Services

Mercer County Community College
Trenton, New Jersey '

Perhaps I should begin this paper by‘indicating what it is not, It is
not a paper that carefully delineates the wayé and means of samp- |
- ling, lectures on research methodolgy, or atgempts to provide'a mini-
course on data processing, Although the, inst%tutional reseaycher must
have a zomplement of skills in ghese three areas, he or she does not
have to be an expert i{n them to be effective, There are individuals

withlfur greater expertise than anyone at this conference who can
teach us all the skills, pitfalls, and tyeory of sampling'and datav
collection and processing, who would nevertheless be poor institu-~
tional researchers,

[t is important for the researcher to resist any temptation to”
become an administrative accountant of data that is collected and
prucessed, This {s why he must develop ;anagement'sgtlls and an
understanding of higher education and business, The researcher
must have tremendous analytical capabilities, These abilities must,

[ fecl, tar exceed any proficiencies in stﬁtisti;s, data process-
ing, or research methodolyy,

What 1 yould like to do in thiS'papu; is describe the ap=
proaches used by the Ottice ot Institutional Research of Mercer

County Community College, 'renton, New Jersey, for samplin y data
) Bty ’ Y
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collection, and data processing. As an example, I will use our

Student Follow-Up Program for graduated and nonreturning students,

.Sampling ia the process of identifying a universe or population of
concevn -and selecting trom that population the subset or sets to be
studied, Sometimes, however, the populg;ion of concern and the popuia-

1)

tion we actually know and study differ because of sampling problems

B . \
and response rates, This|is particularly true in the study of former
.students. Because of address problems or inactive individuals, the
populatioﬁ Ofﬂlnterest becomes narrowed to what we actually can iden-
" tify or to those who actually respond,

A question usually raised is whether to study the entire popula-
ticn or {ocus upon a sample. Usually {in determinigg sémples, there is
some compromise-reached between the need for accuracy and the peed
for economy, At Mercer, we !l.ave chosen tc survey an entire population
(or at least the known population) rather than an identified sample.
This deﬁistnn was made partly because ecach year ‘the graduating class
\gnd the nonreturning student-population are not prohibitively large.
[n addit{on, theé objectives of the Student Follow-Up Program made it
necessary to commun{cate with every such former student. To date,
this means a survey of approximately 300 nonreturning students each
semester and a survey ot 500-600 graduates each summer,

Thore may come a time, however, when the size of these popula-
tions {s such that <anpling will be necessary, Studies we have done
ot enrolled students (part-time students in the fall of 1973 and
full-time students In the spring ot 1975) have Iincluded a sampling.
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In these cases, the populations consisted of several thousand students,
and we dldu'l teel 1t was necessary to communleate with each (ndividual,
Thuuhdnlv distinctlon In sampting theory, offcourse, {8 between
a probability and o nonprobabllity sampte, Gencrally, 1f we'want the
tindinps to be truly representative ot the entire population, we are

obligated to lakv,ﬁ prohabitity sample, 1f, on the other hand, our

fatent {5 to obtaln some sense or teeling of the particular popdla-

tion, the wonprobabiltivy sample Is preferred, In addition, for reasons

ot convenlence and veonomv, the risk ot using a nonprobability sample
may need to be taken, The key, however, {s to be sure there is no

assamption that nonprobabllity sampling s representative-ot the

’

entlre population, It must not be stated or {mplied, In fact, it ig

best to clearly state that the findlngs and futerpretations are con-

’
1

stratned to the Ldentitfed respondents and only to those respondents,

There s no need tor the researches to apologize for a study that is
desceriptive of a particular group rather than an entire population,
At Mereer, we have used both nnnprohahiltty'énd probability -samp=-

L

ling tor one study or another,

Nonprobabllity Sampling: In the aceldental sample, the resecarcher
haphazardly reaches out and uses the avn{}able cases, At Mercer, we
have chosen a classroom qrhstudcnts at a particular hour and admin-
fstered a survey to them, On the other hdnd, in the quota suﬁgle.
the rescarcher wants to obtain some sort of distribution or quota

of the various population elements beyond what {s immediately avail-

ables Flually, tor the purposive sample, {t s assumed that with

good  Judgment and appropriate  strategy one can hand pick the cases




to be included., We {dentified such a sample at Mercer by picking

out students {n the Student Unlon who met the selected population
requirements,

Probability Sampling: The key to probability sampling, of course,

ts the accurate, total, and urduplicated list of population members,
Without such a list, tt is not possible for the researcher to kuarantee
(hét all populatkqn elements have the same probability pf being
fncluded {n the sample., With the list, the resear~her can employ a

simple random sample utilizing a table of random numbers, or

he can use a systematic sample, taking every "ith" individual, after

starting with some randomly selected cases among the first "{". {ndi-

viduals, until the required size is reached,

Frequently, the researcher can utilize stratified qgmplig& as
a refinement of the simple random sample and can reduce the numbér
of cases rqquired to achieve a given degree of accuracy, When

. ) . .

Mercer uses this.approacﬁ to measure students within programs, the
actual population lisgs are separafely compiled,

The size of the particular sample—depends, of cour;e, upon the
power level of the survey, Good reﬁresentation with a small sample is
bettur than poo} representation with a large sample. It would also
hold true that good representation with a sample s better than poor
represdentation with a population. An‘SO parcent response rate for a
“sample {s more satisfactory stntistlgully than a 20 percent response
trom a populutiuﬁ.

The slze ot a sample also depends upon the degree of hetero-
genetty ot the populatton, If the phenomenon to te studied is




"

relatively homugcgenus, A small sample 14 sufficient, On the other
hdnd, the greater the vartabtlity of the phenomenon ls; the more
difticult 1t is to ohtaln an adequéte sample, Th- size, then,
becomes deﬁendont upon the nature of the population, the type
of sampling designed, and the degree of preclsfﬁn or accuracy that
is dv;‘iil‘ed.

lhere mav. be times when the researnhér must attend to nonre-
spondent bias in the studv, Here again, pressure for economy and
ef{iciency.may be balanced agalnst demands>f01 total response of the
population or sample, L{ there is reason to belie?e that respondents
are uncharacterlstic of the survey groqp, then there should be some
nonrespondent study, Morvover, 1t there is reason to account for
cach member ot the survev group, then there should also be some non-
respondent studv, [he researcher might statistically compare re-
sponses of the survey group with different waves or develop some
techunlque tor inqulry once all qdmintstrnttons of the instrument

<

have huun comp leted,

J

Dgta Collection and Yrocessing

The collection o . processing of data, of course, are very much re-
lated to the sampllng, Because Mercer surveys the entire popuiation
of former students in the Student Follow=lp Program, we must devise
an fnstrument that tacllitates data procegsfng. Unless the {tems

are retatively gtandardized, it becomes a monumental task to tabu-
late the data and do the necéasary analysis,

Bevause of Mercer's destre to communicate with every graduated

student, the gurvey ot the entlre population {a”cénstdered necessary,
o 55 Eo"
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In order to survey this eatirce population rather than a selected
dample, (U {4 necessary oo design a relatively structured and
stamdbardized torm, our surves torm conslats of tour pages of pre-

domiuant v close=ended and atternat!ve response fteis and an open-

’

ended saumary Ltem, o ase a4 questionnaire of thig kind, we attempt
) to heep the torm shovt and <dmple, wake an honest and attractive

apvedl tor reapondent cooperation, and emplov extensive tollow~-up
. B

. o
'

mad Hng waves,
i

tven though our data collection must be standardized and
ftructured, we are still able to provide for item flexibility., As an

Aaddendum teo the teur-paye survey form, we have developed what {s

\

calieod "The supplementary Ltems" -= §tonms prepared voluntarily by inter-

estod departments or academic units,  These ftems are open cnded and
are relatod spectrically to g particular program cr department,
- Mae torm s Toosely [nserted in the graduating student's form, Once
Do , !
vtof administered, we make ne attempt to tabulate or, analvze the

Lt that ta provideds The responses tor each subpopuration

.
t *

are cdep e cathered and submitted Lo the appropriate department or

JHoraion Ve nd, Vithungh these itemy ereate an additional burden for

1

the Pescneb anrpee s chich sust process and dnfnister the torm,

thev do weet o overy special need of the departments and add flexi-

hiltty to the survey torm, * i

Al though the Supplementary Items dncrease the time required for the
respondent. to complete the survey form, this does® not appear to
Mlect the vetarn rate, Ver praduates of programs wlthout the Sup-
pleventary Ttems, the retarn rate is approximately the same as tor
those programs that include the optivnar items,

.

\do L™
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As indicated earlier, one problem in survgying former sgtudents
s the b fcalty o keeping up-to-date addresses, To assiét in longi-
tudinatl tollow-up etrorts, then, we 1nviudc an ftem ({n the survey'form
asklﬁg the rcsandvnt to provide the name and address of someone who
weuld know that individual's address in the tuture. By retaining this

intormatior in a student-history ti{le, we can maintain contact with

with the graduate atter the oune-year tollow-up,

-

Long-Term U'se

[t Is particularly iépnrtant for Ehc resea;chur to develop a form that
reflects the objectives ot the study so that {t Is a valid and relia-
ble fnstrument, Pretesting the instrument on a nonprobability sample
hﬁs époved eftective in irpuing out unanticipated problems. More-
over, the survey torm can and should be useful for many years, Thus,
the .etfrort put {nto developing an effecttie instrument ultimately saves
time, Moreover, utilizing the same fnstrument, or at leasé a majority
or'the same Ltems, tor several vears factlitates longitudinal compari-
son ot populations, -

In developing the Instrument, it i{s {mportant for the researcher
to know not onlv when and whv intormation i{s needed but also what in-
tormatfon i{s needed and for whom it ts i{ntended. The objectives of
the studv should be caretully dvlinenred prior to any instrumenta-
tLon, The purpose of the Student Follow-Up Program {s to collect in-
tormation trom the college's Lormer studeﬁts to assist In evaluating
the ettectiveness ot the educational programs and s;rvices. Another
purpotse fo to provide the {ntormation on a regular basis primarily
over o longitudinal reterence, Specitic purposes are listed below:

5/
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l. To collect information about furmer students concerning
their blographic and educational characteristics and plans

a & To determine the present and accomplished actlvities of
former students

3, To collect intormafion from former students about their ex-
periences at Mercer and their assessments of the programs

and services

4, To determine the degree of satisfaction of former students

with their emplovment/educational situation
. )

5. To provide rfequisite data for completion of ﬁEG[S and other
external reports
b. To communicate to former students Mercer's interest in
thefir personal objectives and the college's availability for
possible future assistance
Data {rom the existing history files and the survey ié collected
for both the nonreturning and graduated students of Mercer. Indica-
tors are developed to measure, through the Student Follow-Up Program,
the attainment ol certain selected college goals and objectives, Bio-
graphical Informati n ollected through the surveys is eventually
stored on a history file ;here it becomes part of the student's'
record, ‘
| Systematising and regularizing the on-going follow-up of stu-
dents can produce extremely beneficial results, If such a program is
repeated cach vear, coditication of procedures becomes necessary.
-Athnngh. such attention to detall and thoroughness in the instrumen-
tation and development ot procedures requires considerable commit-
.
ment to the project fn the initlal vedr, the long-term benefits are

Ceongtderable,

At Merver, we have developed a 140-page Manual of Procedures,

which covers the nonreturning and graduating student surveys. We feel

Lo
£ 5y




E

very strongly that caretul delineation and coditfication of the data
collection and data processing procedures facilitates the conduct of

the entire program

Advantages ot the Program

v

The primary advantages ot the MCCC Student Follow=Up Program are

described {n the Manual of Procedures, These advantages include: the

. L
-capability for producing the surbey tindings (output) for whole popu=-

latious as well as identified sub, Hups; the méans for identifying
indicators of poal attalthment th;t feed into the survey form; the
longitudinal nature ot the svstem; and the availability of a sur-

vey form that produces data that is consistent for edt;re populations
but is tlexible enough to allow open-ended items for particular
groups., These advantages begr upon the entire survey effort, from
adminstering the form, to coding and keypunching the data, and
analyzing data and preparing the final report,

Of particular note In this survey effort is our attembt to uve=-
late college goals to {dentified outcomes, To provide a base upon
which to measure attafnment ot certain goalé through the survey of
torme:! studgnts, spegiftc indicators were developed as the frame-
work tor the Student Follow-Up Program. Ceuerally, these indicators
fatl ln!o three outcomes categories, which are found within most com-
prehensive cnmmunity col leges:

(41) Student occupational career development

(b) Student educational career development

() student educational satisfaction
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With these detined {ndicators, the survey forms were' developed

to obtain data for application to these indicators, Figure A on page
bl shows the process by which data are obtained through the survey
{nstrument and channeled to the appropriate indicators for assesg-
ment of goal attainment {(student Qutcomes measurement), The College~
Wide dhjecthES (Steg 1) provide the input from which the Indicators
of Goal Attalnment are'operationalized. These indicators (Step 2)
;hen provide input {nto th; design of thé survey instrument or the
Survev Items, The data subsequently obtained from tiie Survey Items
(Step 3) provide the output by which agreement with the Indicators
can be judged, and, finally, agreemént with the Indicators (Step 4)
. sugpests attainment of the goals,

To tacilizate the processing of survey information, a Fortran
Gomputer program was developed to tabulate, cross~-reference, and
print out the -data on MCCC's computer. The data cards can be
punchud directly trom the survey form after some presc;ibed coding.
Our hope fs that a delicate balance has been reached ia the création
ot a torm that not only facilitates data processing bu- 1is also
conducive to student response, -

The output o this MCCC Tabulation Program was designed to
print out the i{ndividual items, alternative responses, actual re-
sponses (including percentage distributions) subtotal of, responses
to each item, and subtotal of 1 ‘response to each item, The pro-
gram {s designed so that the response total for a particular item--

tor example, numher presently working full t{me--becomes the haue

number tor subscequent and related ftems.

f;() 60
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Fipure A, Assessment of Goal Attainment through the
survey ot Gradunated Students

The MCCC Tabulation Urogram provides tabul;tions and percent-
age distributions tfor the entire population of graduated studeét re-
qundcnts as well as designated subgroups, Thus, the printed output
can be obtained tor as manv deslgnated subproups as desired,
Varfous subgroups can be identi{ticd by certain biographical/educa-
! tional variahles or by cross=reterence of responses to {tems within
thee survey torm itselt, The output From the MCCC Tabulation Program
ts desipued to be utllized directly in the subsequent research report,
In addition to developing systems and procedures fér on-going
and spectal studies, fnstitutlional resedarchers must be involved in
data vollection in vet another way. The researcher is increasingly re-
quired to take the role of strategist for information gathering and pro-
cessing. He or she must be preoccupied with data collection procedures
and detinitions so the data can be used for the requisite operational,
bl".\l :
< [} ’
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control, add planning functions ol the college so the manage-

ment Lniorﬁatiun systems that are developed Jo not become ends .in
themse lves, The researcher must be involved in establishipg logical
data collection and processing systems that yvield useful aﬁd medning-
tul lnformathn and applications based upon reliable and consistent
data, Even though the evaluation_of higher education programs ls de-

pendent upon facts and statistical data, we must recognize the impor-

b}

tance of the researcher whose informed and intuitive judgement

quality him co also take part in and enter the interpretation process,

Beunelits of the Rééearch Process

One of the etfects of data collection is sometimes overlooked even
though the benetits may a:tually be greater than the a-~tual re-

search tindings., The '"process" of the research provides % potentially

_rowertul stimulus for discussion and debate about the areas under

Q

constderation, The {mportauce of the research study may lie as much
in the provocation it causes as with the information it even.ually
reveals, |

The fruitless collection of data is pr sably the most perturbing
and humbling problem of the institutional resear-cher. If the purposes

ot gathering the {nformation are clearly defined, however, meaningless

“data collectlon is usually eliminated, Data simply remain data until

they fulfill a purpose or specific ohjective and are put into a
context that allows prudent judgements to be made. Even (f a
sophisticated design and extensive statistical methodology are de-
veleped, without sincere and thorough consideration of the purpose

of the study, results may be more ambiguous than meaningful,

Cf
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A . 3
SOME PRACTICAL CONSIDERATIO&S IN ANALYZING AND
INTERPRETING DATA
Arthur N, Cherdack :
Wt Director
Educational Research and Analysis

Los Angeles Community College District
Los Angeles, California

One of the functions of a community college researcher is analyzing
wota .nd incerpreting tindings tor decision mékers. This paper pre=~
sents several aspects of that task, Lt will be assumed that data is
alreadv avatlable {n some format--data that has been‘cohnected and

treated by means of statistical methods or other techniques,

The Politics of Yata [nterpretation

As a practical constderation, it is important te understand what
kind (nformation your supervisor wants, It {s pussible, of course,
to {uterpret data fn a number of ways.,  Books such as How to Lie

With Statistlecs attest to the tact that a number of conflicting con-

clusious can be made about fdentical data, Such comments as "this

{s what we are going to do, so glve me the data tb support my plan'
or "we do not want to present any data that would make a case for

our opposition” are samples of the kinds of instructions researchers
somet imes recelve. (he prnhleﬁ [s that as a résearcher you are taught
to maiuta{n‘uhiuctivity, but for practlcal reasons you may feel

that vou should do what {s asked ol you, Objective interpretations

may be unaceeptable,

N K]
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One solutfon [s to convince your supervisor to allow you to
analyze data as It gshould be analyzed regardless ot what 18 to he
prvsuntvg In a public report, An alternative solut{on, admittedly more
dittlceult, 1s to convince your supervisor to abandon any hiased plan

and atlow the publicatlion of an objective report,

Pata Limitations
When vou examiné data, {t {s important tovunderstand some of the
tactors that mAy af fect your interpretations, For example, {f Jata
ts obtained tvom only une source, you should consfder its relia-
bilitv, Data reported by the Bureau of Education Statlstics and the
eS8, Census Brueau would probably be more reliable than a casual
campus poll that samples students who volunteered information about
thelr drug habtts,

Moveover, vou should check to ensure that the data is complete,
Is there something mlssing that might affect your conclusions? For
example, {u reporting on the number of students who transferred to a
tour-vear untversity over the past tive years, you should bhe gure
there are no serlous gaps (n vour numerical data, If the numbers
are tncomplete tor nnv'yunr, vou should report it that way and
Aattempt to determine whether the misstng tnformation may have in-
tluenced vour analvsis, It s also important to determine the cur-
rency ot vour fontormatfon, [t you are drawing conclusions from an
outdated source, there {s a chiance your intor;retations may be
{ncorrect,

Finallv, trv to tind other related data that will help confirm

- - -
vour conctusf{omns, In the case ot trgnster gtudents, if the same trend
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exlsts In othev districts and the interpretations those dlstricts
provide are simltar, there is a preater likelihood that you are on

[

target, Multiple sources ot contlrmation are always useful,

The Question ot Research Design
11 you are to draw conc lusions about data, it is necessary to

o
review the methods used {n collecting and analvzing Information,
In citlng a rescarch study that uses a true experimental method,
ynd should determine whether the proper procedures were followed--
{foctuding the use of ;nntrol groups--and whether the treatment really
did wmake a diyterence, Utten, studies are referencea even taqugh
they have been criticized for po r experimental procedures and
techulques,

ln survey research, vou should ensure that the question=-
nalres that are used do not have major flaws., t{f sampling techniques
were used, chcgg on the sampling procedures, Determine whether a
blased sample might have been utllized, Was the sample large
enough! Were random-sampling techniques employed? Was the sample
representative of the population at large? There are bookg and
articles written by authors such as Campbell and Stanley that can
be invatuable In thls ettort,

11 the results ot a program evaluatlon {nd{cate that an in-
structionatl propgram s worklog, review the entire evaluation plan,
Cheek to see [t the program uses an objectives—based approach
requiring measurable data, This procedure makes {t possible to
dvlurﬁinc whethor the program objectives were really met, Seek answers

to the toltlowing gquesttons: Were data col lected that tent support to
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the findings? Were proper me! hods used in collecting the data? Was
there any reason to suspect that blas existed or that the findings

were dlanted,

Dlscussin: ehe Implicgtions

OUne ot the ditficulties involved in Interpreting data Ls that it is
usually not enough to discuss f adings in their present context, You
will probably be asked to discuss the imp%ications of your inter-
pretations and make some predictions about the future, For example, -
suppose your college enrollments have boen growing dramatically

over the past ten years., The question then is, "what will happen next
year or the year atter, and how will it affect our operation?" This
Is the tvpe ot question that makes a fortune teller out of most of
us, Oue recommendation is to always antlicipate this kind of question

and be sure to prepare voursell to answer it, In the case of enroll-

ment projections, vou might need to develop some sgkills in projections

o

me thodol ogy,

. tn evaltuating Ln;tructlonul programs, It may not he enough to
sav that the program is not acirieving its objectlives. In conducting
a tormative ovaluation, the decision maker will need to know what
changes can be made to improve the future operations of the program,

the mark ob a good research unit g its abllity to examine past
trends and present conditfons and then make interpretations and pre~

dictlons about the tuture of the instltution and jte operations,

P
("
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The Need tor Recommendations

It is one‘thlng to draw conclusions, present findings, and pack-

age them in a neat bundle for use by decision makers, It i1s another
to translate your Interpretations into recommendations for action,
This Is a procedure otten neglected by researchers in community
colleges, For example, suppose a survey has shown that 90 percent of
the students do not use the cafeteria food service? So what? Do you
have any recommendat{ons thaé might improve the utilization of the
caleterfa? If not, whoever recelves your report is likely to ;omment,
"Nice to know, but who cares?" A more common response will be, "Give
me some recommendations on what to do about it." The point 1is that

recommendat fons are almost alwavs {n order and usually help the decision

maker resolve . croblem or make a decision.

The Case tor Simplicity

Know vour audience, [f vou are interpreting data for your college
president or a board member the words you choose should be quite dif-
terent trom those vou would use for reseavrchers, The president would
probably not know or even care about the meaning of chi squares,
levels ot signiticance, and other research jargon. You will be more
successtul {t vou brlgfly summarize your reéort in clear concise
Enplish on one page, Board members and presidents cannot be expected
to read Lungthyvtevhntvnl reports, If you must write one, it is use-
tul to provide a briel abstract at the beglnning of the report or

attach a separate personal memo that summarizes the contents. Above

ally remember to keep it short and simple.

h7

O

RIC

Aruitoxt provided by Eic:




Conclusion
bR AL

Community college regearchevs should obtain the skills and techniques
required for analvzing and Interpreting data. There are, however,
a number ot practical considerations usually not mentioned in textbooks,
These (nclude: (a) understanding the politics of Interpreting and
presenting data; (b) being aware of the limitations in your data;
(¢) reviewing the techniques and procedures used in the research
uesign; (4) discussing implications; (e) providing recommendations;
and (1) keeping reports simple and brief.,

It ts only through experience and learning from mistakes that
the researcher will come to know the reality of data analysis and

(nterpretation, but it is hoped that this.paper will provide some

{nsiehe,
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DEVELOP [NG AND DISSEMINATING RESCARCH REPORTS

Robert Gell
Dean ot Fducatlonal Resvarch and Analysis
Montgomerv Junicr College
Rouvkvit le, Marvland

The Purpose, o lustientiond Kesearch Reports
The fnstitat fonal researcher must always keep tn mind that his/her
report i owritten tor a college adulnistrator, taculty member, the
president, or a Llav board wember and not for another professional
rescearcher, the reader is g busy person who has nelther the time to
read, nor interest in, exotic vescarch desipns and sophisticated

«

statistical reutines, How te report findings so that the person who
needs to use this ntormation is able to understand it with a mini-

mum of ettort, is the topic ot this paper,

The primary purpese of institutional research is to describe the

institution quantitatively and qualitatively, The researéher must
report on students, tacultv, credit hours, and dollars and must deter-
mine the quatity of the students, the taculty, and the programs of
the institution, Tt would be 4 waste o! time and money to spend a
preat amount. ot hard work securing data about these things and then
report them in such a way that the president nefther understands them
nor s able to use them o the administrat fon of the institution,

An 1nst}tutlnndl research report ls not a dlssertation or a
journat artfcles There is 1o need to couvinee a committee of one's
abflity to deslpgn an experfment and write it ups certaintv the

president {o net toterested o one's ability to wrlte footnotes in
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the prop:r form, Probably no one at the ilnstitution will ever repli-
cate the study, Thev simply want to know what you found out and

what vou recommend.

Parts ol a4 Report

Most reports are divided into six parts: 1|, statement of the
problem; 2, methodology used; 3. review of the literature; 4, re-
port of the tindings; 5. conclusions; and 6, summary. Each of

these {s discussed below.

statement ot the problem:  The problem must be clearly stated so that

-

the reader can determine at a glance 1f thie study deals with ques-
tions that concern him or her at the moment,

Methodolopv:  The methodolgy of the study must be explained sim-

ply enough so that a lavman can understand what was done and which
aspects of the problem were covered by the 'study. (A detailed explan-
stlonof e research design and the statistical techniques that

were used would best be placed in the appendix.)

Review of the titerature: unly studies directly related to the one

being reported should be inctuded in the review of the literature.
Related studies at similar institutions will be valuable, since

the reader wants to know haw the problem he or she 1isg facing has been
handled at other institutions of equal size serving the same size

ot constituency,

Report ot the tindings: The findings should be stated clearly so

that there can be no contusion about them, The probability of an
entevhngs treshinan carudng a degree or the proportion of the gradu-
ates who tind fobs I related fields are the kinds of statements

/0
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deans and presidenty llke to L7t out of an Institutional research
report, The finding that a ditference between two groups of students
fs not a matter ot chance is what 1s ifmportant, unot that an ,05
level or an L0l level ot Qighllicance was tound,

Conclustons: A conclusion should follow from each tinding of im-

portance, and where appropriate, recommendations should be made. The
vresedarcher mav be as bold as he or she wvishes and may expand on the
tindings as this mav be the only opportunity to gain the attention
of the administration,

Summary: This part ot the report m;y be all the busy administrator
ever reads, Theretore, Lt must be wrilien carefully and accurately,
Do not underestimate the importance of the sumﬁary.

The verv tirst page ot ecach institutional research report
should be a4 one-page abstract, From this the reader will decide if
the whole report is worthwhile reading. Also ERLIC will probably use
[t verbatim as the document abstract, Therefore, write this brief
description caretul v,

Ihe appendix is the place tor all that which is too important to
he lert out but which has no place in the text, Copies of question-
naires, reterence Jdata tables, and statistical techniques which other
resedarchers mav be Interested {n should be placed in the appendix,
Becawse the report will bo considered a reference within the college
regarding the particalar topice, It iy wise to attach all relevant
tntormatlion o that tlles will not have to be searched a year or so
later when some taculty committee or administrator tinally gets

around to dealing coth the tople,

[T
q
[ ]
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The toltowing L ems are not abgotutely vital to a report but may
make the dirterence between whether or not it is ever read or taken
sedfously, They come trom the author's experivnee In writing many
reports, some of which apparentiy had tittle or no value to the
Institat fon,

AMwavs consider how the document will appear Lo someone who
knows nothing about it, Few hoasy c&llugu‘administraturs have time to
read Lhe Hirst tew paces o1 g report just to discover what it's
about or i it the one thev've hoen fooking ror,

An At(rJvtivc'ylgkglnuu'Jdd nothing to the cortent or impor-
tatev ot g repert buat mav determine whether or not a busy administra-
tor notives ond reads it. The fost o an eve-catching cover iy more
thant repaid by the positive image and fmpression created at Lirst

]
whanee,

A repert without a title page showing what the report is
about and who wrote it eldom gets noticed, Some regedrchers who teel
docovering memo adequare ! serves the purpose of the title page do
net realize that such memos are usually separated from the reports
thev deseribe, So he certain vour report has a clear and uncluttered
title paye, .

Lo reports, or reports with more than two or three parvts,
shou bd have o table or contents and, It there are several tables and
FPivares fneluded, a List o1 tables and o List ol Figures,

Mintreduct ion that provides background intormation and assists

the reader to wnderstand the context in which the report was written

r~
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is helprul, Short reports do not requlre separate {ntroductions; the
dpening paragraph serves this same purpose,

The rematuder o this paper deals with the presentation of !data
fo tabular torm and In the torm ot charts and graphs. The discusslon
ob tables draws heavily rrom a4 monograph written by Helen M. Walker

and Walter N, Durosh in 19dn, which must be considered a classic In

the destpn and use ot tabular presentations In research reports.

Preparing Tahles

Tables are developed tor two main purposes: (1) to enable the re-

searcher to discover relattonships not clearly discernlble in the

unclasstried datay and () to tracititate the presentation of facts

“regarding the tople under study. Thus, tables both analyze dat; and
1

summarize the results of such analysts,

Today institutional researchers otten determine the tables to
be used betore thvﬁddtJ are cven seen, Thev do this by using statis-
tical packapes such as the statistlcal Package for the Social
Scetences (SPSS) 0 RKaw research «data fed Into the computer come out in
tabular torm otten ready to he used in a report almost as is,

Tables mav be tor the purpose of (1) presenting a comprehen-
sfve set ot data or (&) presenting a selected set of data in an
arvaugenent that brings significant relationshlps {nto perspective,
Being a reposttory ot information, the general purpose table should
be arranged tor conventence in extracting information, The age distri-

bution ot a student bodv tor example, would be from voungest to

oldest. The matrientatfon=by-currfculum table would list the

s ‘
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currlculums in alphabetical order. A table showing where graduates
transter would be arranged geographically,

In a spectal-purpose table which compares the size of instruc-
tlonal programs at a cotlepe, the list of programs would he arranged
according to gslze so that the largest and smallest are obvious, If,

Aor example, in a study of placement tests, the tests are arranged in
the order of size of their reliability coefficients, either in an
ascending or dcsiending order, it will be obvious at a glance which
tests are the most and which are the least rellable. Thus,
sinee the goal of the speclal-purpose tahle Is clear analysis,
an lehahoticnl or geopraphical order {s usually not desirable;
it {s more expedient to arrange the (tems according to some
meaningtul scheme of classification.

Fhe general-purpose table (see page 82) should be arranged so
the user can quickly find the required information, Therefore, the
data darce arranged In 4 logical way such as alphabetical order,

The majoritv of the tables used in Lnstitutional research re-
ports are speclal-purpose tables, planned to facilitate analysis,
Interpretation, and description rather than to present a tabulation
of all-known tacts, Most tables are meant to show trends and rela-
tlonshios and contrasts rather than to furnish complete euumération,

The rescarcher must decide between (1) including the. facts
betng discussed as part orf the text, (2) including the data in tabu-
‘ar torm but without title or number and treating ghem as part of
the text, nd (R) placling them tn a 1ormal table with number and
title, l~'dlluwing are examples of each: N

\
ARV,
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1, Textual treatment
0f the 2,830 students matriculated in career curriculums
for the fall semester of 1975, 34 percent were enrolled
in Business and Commercial Technology, 24 percent in
Public Service Technology, 21 percent in Allied Health
Services, 11 percent in Data Procegsing, and 10 percent
in Engineering Technology.

2. Tabular form used as part of a sentence

The average student credit hours (SCH) per full-time
equlvalent (FTE) faculty for all departments in each
segment of the state's higher education system indicate
decreasing SCH/FTE ratios as the course level increases

at the university (1:59; 1:250; 1:77) and at the state
colleges (1.320; 1:210; 1:170). 1In an alternative manner,
one can calculate the FTE faculty required to produce
1,000 student credit hours using these ratios:

Lower Division Upgef Division Graduate

Community MTolleges 3.41 faculty
State Colleges ' 3.13 faculty 4,76 faculty 5,88 faculty
University 1.93 faculty 4,00 faculty 12,99 faculty

While graduate instruction is relatively expensive in

terms of faculty resources, the relatively inexpensive
lower division instruction at the University may be due,

at least in part, to the presence of graduate teaching
assistants whose contrﬂ'ptions would not be available with-
aut the existen:e of the graduate courses,

3, Formal table

Responses from the employment section of the questionnaire
indicate that 73 percent of the respondents were employed.
0f those who reported employment, over three~fourths were
emploved on a tull-time basis as shown in Table 24.

TABLE 24

N
CURRENT ‘EMPLOYMENT STATUS OF STUDENTS WHO ENTERED THE COLLEGE IN
1970 AND 1971 AT THE TIME OF THE SURVEY

Current Fmployment New Entrants 1971 New Entrants 1970

Status of Students Number Percent Number Percent
Part~time 963 23% 623 22%
Ful l~time 3,155 77% 2,164 78%
Total 4,118 1007% 2,787 1007
75
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The researcher must decide when to use each of these three types

ot treatment, When the data are to be referred to more than once

In a report and must be easily found, a formal numbered table should
be used, However, when tacts depend for their meaning on the imme-
diate context, when they must be read in context to bhe understood,
and when this context cannot be fully conveyed in a table title, then
these facts-shduld not be displayed in a tahle but within the para-
granh, (Keep In mind that a formal tasle i; movable and can be lifted
from a report without losing its meaning,)

Tab;es tend to draw attention to data. Thus, the tabular form Q
may be used effectively to emphasize data which might otherwise get
lost In che text, Long lists or large amounts of data can best be
displayed {n a table and placed on a separate page,

A table isAa logical\;resentation'of data, For example, the
title is always at the top'%f a table because a table ig really a
Iist, and one tends to read down a list. The purpose of the title is
to a(d‘the reader in understanding the facts of thg'tahle. There-
tore the title should be an accurate and precise description of the
contents ot the table, All the information necessary for reading a
table should appear with it so that the table can be lifted com-
pletely out of the context and still be understood. The reader of
the table wants to know (1) what it i{s a list of, (2) what or how
many subjects the data describe, (3) what was the source of the
data, (4) when were the data gathered, (5) what was the unit of
measure, (6) how are the subjects classifled, and (7) if percentages

were used, what {s the base., At the same time, the title ghould be

<
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briet. Moreover, It should not begin "Comparison of.,." or "Rela-

tionship between,.."

A title tells what is listed in the table, not
what the author hopes the reader will do with the table,

A series of related tables should have titles which indicate the
similarity of the subject matter as we}i as the esgential dif‘farence
from table to tahle. This may be accomplished in various way ach
as using different sizes and faces of type, by using display titles
with subtit’es that carry the more cﬁmplete information, of by com-
posing the titles In a Qay that emphas.zes the differenc;s.

Tables should be numbered consecutively throughout the report,
Any table necessary to the report as a whole but not reu LL;O .
undes tand the subiect should be placed in the appendix.

Roman numerals avoid confusion with page and figure nuwseirs.
However, {t there are many tables, Roman numerals may be cumbersome,
A rule of thumb {s to use Roman numerals if there are no more than
25 tables in a repo-t; otherwise use Arabic, In the body of the text,
each table should be mentic-2d By number, not as ''the table above,"
or "the table following," or "the adjacent table." If the table is
not mentiongd in the sentence by number, one can place the number
immediatelv following the sentencec and enclose it in parentheses
[(Fahlo lTﬂ . There is no.need to say "(see Table II)."

Every column in a table should have a heading referring to the
subheadings or the tabulations of data directly under it. Likewise,
ever row of the table should have a heading. Ordinarily, the line

" or row heading does not name the entries but identifies them as be-

lenging to a particular class or group,
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Headings Lu the stub or left-hand columns should refer only to
, ¢ .

the ttemg o! those columns, not to the rows in which the other column
headings stand, [f the column headings are i{n a group that requires
tdentificat{on, place their title in a box above thém. Make certain
that the columu headings or comhinations of box headings ;nd sub-
headings name the data tabulated in the columns; these headings should
name the entry and the class to which It belongs, All the subheadings
under one box heading should be parallel in structure, This is true
for rows as well as columns, Otherwise, omi® the heading, In large
tables, and especially on government forms, the columns and rows are
often numbered to facilitate easy reference,

Column headings are usually in the singular, and categories
must be mutually exciusive, without any possibility of overlapping,

At the same *ime, categories must be all-inclusive, That is, there
must be & place 'or every case, even categories such as "not given"
or "no response," )

There must be no confusion regarding what is included in the
total., Thus the title "total" is not always appropriate, The term
"total" should be 1esvrved for those summaries obtained Ly the
addicion ot all entries and may be placed at the top of the table
rather than at, the bottom for emphasis, The total of the columns is
segarated trom the data in the columns by a double line so that the
reidcr will clearly recognize it,

A mixture of symbols, abbiaviations, and words in the same

table {s not recoumended, It is not good form to use a symbol for

one group of data and a word for another jn the same table, Keep in
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mind that fnstitutional research reports are written for nonre-
searchers and aﬁmin{srratorﬁ who may not be familiar with Greek let-
ters used as statistical symbols and other research shorthand,
Decimal points should be vertfcally aligned in the columns and
carrye d out to the same number ot decimal places, Never carry a deci-
mal out beyond a meaningtul number of places, In institational re-
search, tew dlfferences ex!st which ﬁequire moré than two or three
decimal places, Declmal fractions should be written as "0,63"
rather than .bJ to call attention to the decimal poinf. Use a comma
fu numbers ot more than three digits for clarity,

The dollar sign 1s placed before the first item in a column and

- betore the last, or total. Never use it as a column heading, On the

other hand, when "percent” is used as a column heading, the percent
svmhbl (%) might well be placed after each entry, especially if the
column to the lett Is composed of whole numberz. In scme cases, the
relatfonship of the whole number to the percentage can be emphasized
{t brackets or parentheses are placed around {t, In such instances
the brackets are also included in the column headlug,

The iogl.al struéture of a table must stand out clearly, White
spice can often he used as effectively as lines, Whenever a talle is
clear without lines, it's best to leave them out, (enerally, if a
table hes no more than three columns, there {s usually no need for
vertical lines, 1{f & table crowds the page Sso that eye cannot easily
select a figure, lines must he used, In a complex table, use lines to
mark oft major divisions only, using only white space to separate the
ftems within the major divisions, Hori{zontal lines should be used
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only when there (s a break in the structure to be emphasized, or a
major subclaistttication be set otf, A line with every row s con-
tusing aﬁd andesirable, Whatever lines uré used should fac{llitate the
readiug ot the table, [t twa columns ot tigures are to be compared,
the lines should make Lt easy to tollow the two and ignore the rest
of the table, Sometimes a reader (s mafnly concerned with locating
particular ltems, and the tublg must b go constructed that the entry
in a gtven cell can be readily tound,

The dlsplav gftvct of 4 well-made table may be spoiled by the
unskitttul use ot white space or Lhe lack of it, A table should be
batanced mdch like a picture w(th an adequate margin, If a tahle
won't tit on a page, perhaps two tables would be hetter, The use of
fnexpensive grdph}c reduction equipment such as Xerox proéides con~
siderable tlexibility in placitg tabies on the printed page.,

In summary, keep fn mind that the purpose of a table is to provide
a usetul summarv, not just add up a column of figufes. Keép in mind,
too, who will be using it. A bus: admini{strator may only flip through
vour report wnd look at the tables, If that reader cannot at a glance
get the message vou are trving to convey, the table has lost its use-
fulness and has not made vour report stronger, Make certain your

message {5 clear,

Uslng Charts and Graphs

The response to a visual presentation will determine its value,
As & maximum response is the objective, the design of a visual
tor a non-technical audience should be gulded by the funda-
mental rule, Keep it simple,*

*pear, Marv Eleanor, Practical charting technlques, New York: McGraw-
HITL Book Company, 1969,
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[nstitutional researchers should use visual presentations when-
ever they will vontvibute to the communication ot an i{dea., A good
graphic presentation hws only one Interpretatien, Use charts to
attravt the attention ot the college administrator or tay board
member and vou will pet vour megssage across (U the chart 15 not
cluttered up with too much detail,

Some data lend themselves to preseatation by chart or graph and
othevs Jdo not, Likewlse, there are cervtain types of graphic presenta-
tlons which are approprlate only to ucrta[n»typus of data., 1f one
ftem, such as tall enrollment, (s to te plotted for several vears,

@ column chart would be best, On the other hand, if the enrollment
trewd is to be emphasized, a Lne chart would be appropriate, The
examples on pages 80 to 89 {llustrate wavs (o which charts can be used
to qulyklv couvey o messayee whereas a table or narrative would be cuﬁ—

hoersome,

oy oL

Tnst ftut Lonal rescarch reports are not written for other re-

searchers but rather tor busy adednistrators, trustees, taculty, and
cit Trens who want to koow more about a specific aspect of the college,
Mevetore, the report should be written fn stralghtforward language
free ot research jargon, ITatormat fon necessary tor replication, but
not necessary to the understanding ot the report, should be relegated

to the appendix, The president should be able to quote from the

report in presentat{ons to the trastees and the community, Self-study
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TABLE 11
1975 GRADUATES OF MONTGOMERY COUNTY PUBLIC SCHOOLS

ENROLLED AT MONTGOMERY COLLEGE FALL 1975

1975 Graduates Percent
_High School 1975 Craduates Enrolled at MC of Graduates

Betheada-Chevy Chase 582 85 15%
Montgomery Blair 578 90 162
Winaton Churchill 604 111 182
Damascus 213 38 182
Albert Einatein 414 80 T 19%
Gaithersburg* 593 125 212
Walter Johnson 541 95 182
John F. Kennedy 358 65 182
Col. Zadok Magruder 390 106 27%
Richard Moutgomery 410 88 212
Northwood 515 90 172
Paint Branch 277 42 152
Robert F. Peary 658 164 25%
Poolesville 93 17 182
Rockville 254 15 K]+ 4
Sherwood 250 43 172
Springbrook 624 114 182
Wheaton®* 663 153 B X }
Walt Whitman 727 80 112
Thomas S, Wooton 362 74 20%
Charles Woodward i65 72 202
TOTAL 9470 1808 192

m“m
* Includes Evening High School

N, -
YO
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TABLE 17

THE CREDIT HOURS EARNED BY STUDENTS
AS OF THE BEGINNING OF THE FALL SEMESTER OF 1975

HOURS PER- PER- PER- PERCENT
FARNED DAY  CENT EVENING "CENT  DAY/EVENINC  CENT || TOTAL  OF TOTAL

0 hours 4274 49% 1695 4% 556 sy || es25 477
1-12 1410 17% 1055,  29% 277 18% || 2742 20%
1927 1400 1Y 459 132 128 21% || 2187 16%
2845 1053 12% 227 6% 277 18% || 1557 112
46-60 453 sx 121 3% 111 7% 685 sy

27 211 12

TOTAL

8710 100¥ 100% 1007

m

The spectal purpose tabie is used to emphasize trends or relationships
and clarifv differencer among groups within the total population.

and accreditation committees should be able to find the answers to
thelr questions quickly by referring to IR reports.,

Tahles should present data either in such a way that specific
facts can be found or so that information supporting an argument or
fdea {s abvious, Likewise, graphs and charts should be simple and
present an {dea clearly, The appropriate.nse of tables and graphics
presentations {n an {nstitutional research report will facilitate the
understanding of ideas and add much to the report, Furthermore, an
attractive cover and a title page which clearly identifies the
report can be of great value,

Flnally, keep in mind that the purpose of the report is to accu-
rately describe some aspects of the college, either in quantitative

or qualitatfve terms, and not to demonstrate some exotic research,
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Figure F

THE CLASS DESIGNATION OF STUDENTS
ENROLLED DURING FALL 1975

Non-Matriculated
43%

Freshman

38%

Sophomore
19%

VAV

The pte chart (s unequaled as a staple vehicle tor communicating the
*elationship ot gments ol a group,
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Figure B
THE RACTAL COMPOSTTTON OF MONTGOMERY COLLEGE STUDENTS

Spanish 0, 8%
::_—Uriental 0.9%
‘\“American Indian
0,3% .

Foreign-born*

11.0%

Other
0.5%

*Exclusive of other groups,

A chart or yraph should be ¢lear and easily understood, Only one
nessape should be communicated, aud it should be obvious at a glance.




INCREASES TN DOLLAR CHARGE PER CRF,i)I'l' HOUR AT
MONTGOMERY COLLEGE SINCE FISCAL YEAR 1970
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When comparing such data as the enrollment by credit hour load for two semesters, a bar graph such
as the one below . clearly indicates where changes have occurred.

i

Jovy —
. CREDIT HOUR LOAD DISTRIBUTION OF MONTGOMERY COLLEGE STUDENTS
FALL 1974 AND 1975 ot
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MONTGOMERY COLLEGE
REVENUE BY SOURCE IN TERMS OF ACTUAL DOLLARS

FISCAL YEAR 1970 TH"”OUGH 1976
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MANAGEMENT: DEVELOPING ISSUES AND COMMUNITY COLLEGE RESEARCH

Nolen !!, Ellison

istrict Chancellor
Cuyahoga Community College

Cleveland, Ohio

’ T

The Current Settiq&

Community callege administrators, like all persons interested in in-
dividual Lnstitutioqs as well as the genetai future of higher educa-
tion {n America, have witnessed significant new challehges'emetging
for these institutions, These challenges will undoubtedly altet the
short- gnd long-range fiture for community colleges, They have
emerged as the result of internal as well ag external forces that

by their nature have altered the kind of leadership needed as well
as the management and operational functions of our institutions,

Community colleges have made certain adjustments in response to
new conditions facing all of higher education, These adjustmentsg
were desériaed during the sixties and early seventies as the demo~
crat{zing component of higher education in America because the
open-door and low- or no-tuition policies were among the major
changes that took place,

In addition, the rapid growth in higher education enrollment
during the period since 1960 (which resulted from several factorsg
including federal ald for student tuition, alternatives other than
the armed forces opening to 18-year-olds, and the post-World War II
population group reaching the traditional college age) began to taper

off dramatically, producing a state of slow or no growth for higher
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education by mid 1970, This declining enrollment phenomenon is ex-
pected to extend into the.19808.

Furthermore, the rapid rate of inflation and related increases
in wages and the cost of goods and services were experienced by all
sectery of the American economy in the first half of 1970. During tnat
period, higher cducation, was given lower priority by the state than
before, particularly in relation to economic development and social
services. The realities of a '"smaller pie" to silit among the vari-
ous public sectérs has meant less for higher education.

These wajor societal conditions, along with expanding expectations
of those associated with higher education, the need in higher educa-
tion institutions as well as gtate systems (such as boards of regents)
for a method and process for managing declinc--a concept foreign to
higher educatioﬁ and its leadership., Reflecting on this new prospect,
Kenneth Boulding(1l) suggestls that the "management of decline" 1s no
easy task, and he states:

Many (management) skills which were highly desirable

and which were selected in the last thirty years may no

longer be the skills which are needed in the next thirty...

Yet we know so little about decline that we are not even

surc what these needed skills are,

Leaders in higher education knew one thing: They had to de~
velop improved ways to plan, manage, and evaluate the utilization of
the resources that were available to them., They also knew that ways
had to be found to maintain certain institutional flexibilities

through the reallocation of resources as well as traditional alloca-

tion processes., Better definitions of institutional purpose, mission,

and programs were needed,




Keanfson(3) points cut that community college administrators
_appointed in the past few years are a new breed and that this new
breed trequently applies systematic management techniques in.the im-
plementation ot board policies, It is clear that these new leaders
will not only play a critical role in assuring the survival of com-
munity colleges as we know them but will also redefine institutional
resedrch to meet their leadership needs.

In a recent commentary ent{tled More Than Survival(2). The Carnegie

Foundat{oh for the Advancement of Teaching points out the problems
currently being faced by higher education institutions as a re;ult
of external and Internal conditions that have developed over the
past titteen years. Central to the Carnegile argument are:

l. The current decline i{n the enrollment growth patterns
being experienced in American higher education,

2. The {mpact of {nflation nationally and its differential
etfects {n the public institutional sector--especially
higher education, and

3. The problem of tlexibility or the lack thereof as higher
educational institutions attempt to make the necessary

(and often survival) adjustments for the future,

{

—_

1 addition to the factors cited by the Carnegie Foundation,
higher education institutiuns are faced with the American public's
demand for {ncreased accountability from all public institutions and
agencies, Accompanving this externai demand has been a new focus
fnternally on efffciency and effectiveness measures of institutional
operdations, Spevitic implications for new and improved management of
our institutfons will be discussed later,

fn additton to the Carnegie lFoundation work, recent effotés of

the Natlonal Commisstion on the Financing of Post-secondary Education

.
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as well as the continuing work of the Carnegie Council on Policy
Studies have made clear the fact that individual institutions are
aftected hy events at the national and state levels, Thgrefore,

it is impos;ible for such institutions to plan in a vacuum, oblivi-
ous ot external constraints, Also, it is incumbent on rational and
state governments to rationalize their own planning systems in order
to be more supportive of individual institutions if such institutions
are to maintain an acceptgble level of quality beyond mere survival,

It should be cleaf:td-all involved in higher educatlon that at
this point there are no panaceas--no simple solutions to the problems
now fac{ng the state systeﬁs and the individual institutions--and
any proposals for simple solutions must he viewed with great caution,
This caution is necessary because at this time there appears to be
a rush toward over-reliance on what appear to be easy technological
answers to the institutional problems, usually given catchy labels
such as DBM, PERT, PPBES, IEP, and the like. Tﬁele are clear perils
for management leadership of our institutions when such new scientific
approaches to Institutional management do not grow out of an insti-
tutton-wide leadership philosophy that leads to a systematic,
commnn-sevsc management improvement or development effort,

The Carnegle commentary makes two recommendations that should be
considered by Instit tions seeking to respond in institutionally
sound ways tu the new conditions facing higher edugation.

The tirst recommendation is that institutional leaders prepare
analvges ot thelr institutions to determine, as accurately as

possible, the present situatlon and the factors shaping the future
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(directions), These analyses should be used to inform their col~
leagues and constituenﬁs, and should be part of a strategy designed
to create receptive attitudes and conditions that are conducive to
change,

Tne second recommendation is that each institution, if it has
not already done so, develop an overall strategy for developing flex-
ibllity in thé use of funds, assigning faculty, usingAspace, and
effective decision making,

A thorough understanding of these recommendations and their
implications for institutional management is fundamental to an un-
derstanding of the challenges facing community colleges and other
higher education institutions and the responses that are required °

if they are to survive and prosper,

!

Challenges to Management--Now anh in the Forseeable Future

Specific issues now confronting institutional leaders as a result
" of changing conditions can be categorized as either of a primary or
secondary nature, In addition, other challenges proceed from these two
major categories, It is important for institutional administrators--
who are involved in planning, research, or development to understand
these challenges and their inherent cause-effect relationships., A
lack ot understanding in this area will cause management, opera-
tional, and/or development problems for the practitioner,

Primary issues confronting instftutional management are:

A, Accountability--addressing the public demand for greater

accountability in both operations and board policy matters,

‘The need for increased efficiency and effectiveness of

94
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operations 1s a related concern. Increased productivity is

generally perceived as an expected outcome of efforts in

this area,

‘ Planning--the need for improved long-range planning with a

written plan of advancement, which at least contains a mission

‘statement, a statement of institutional goals for educa-

tional and educational support programs, a reaource plan,

and specific delegation of responsibility for implementa-
tion (by function, not person). An ongoing strategic planning
system that ties the annual budget process to define institu-
tional program goals is an essential éutcome of improved in-

stitutional planning.

Management--improved management of inst’tutional resources

(human and fiscal) is the focal point of new demands facing
institutions of higher learning. Applying new management-
sclence techniques in higher education instituticns will re-
maln a challenge to community college administrators in the
immediate future. Such techniques as MBO, PPBES, MIS, and
others must be approached with care as indicated earlier.
Because the climate for institutional chonge is critical to
the achievement of the actual change desired, the direct
application of management-science techniques to an ''unready
{nstitution" can have counterproductive consequences. In
the current perioa ot neightened employee anxieties and
tensions, care must be taken to assure that the improve-
ﬁent of quality in institutional efforts is understood

as the desirable goal being sought.
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D, Evaluation--Measyring the results ot the efforts expended

and rhe»activitieé undertaken and establishing baselines for
projecting the future are essential for meeting the chal- o
lenges preseuted‘by demands for improved accountability,
planning, and manaéément. With the explosion of ;nstitu-

tional information and the concommitant need for infor-

mation to support {mprovement planning, management, and o

evaluation, it is essential that community college admin-

lstrators identify leadership that is capable of producing
good intormation and analysis to facilitate soundlplanning,
management, and evaluation systems,

The role of institutional research and its place within the or-
panization must be considered during the development of an improved
planning, management and evaluation system,

Once the primary chalienges'and issues confronting the institu~.
tion have been identified, a whole range of secondary challenges and
[ssues--those having to do with.the application of implementation of
new planuing, management, and evaluation systems, as well ag improved
organizdational arrangements--must be addressed, Each institution
must design its own plan for addressing the concerns it views as
critiual to it; own survival. Because the conditions confronting
higher cducation tn cach state and in each institution are often
dtff&rcnt, unique {istitutional responses are required, It is clear,
however, that the primary challenges or issues confronting community

colleges do not vary greatly. Fach of you here must help determine

. i
the kinds of respor  : that must be made to the new demands for

]

{mprnQod leadersh., nanagemiit.‘
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An addftional dimension, which should be focused on at this
point, has to do with the increasing demands on institutional opera-
tions deriving tfrom the external environment. Sound institutional
ettorts designed to improve accountability, planning, managment,
and evaluation systems must be developed in light of the increasing
demands of regional, state, and national agencies, Demands from
these three external sources have had varying impacts on commuhity

colleges nationally, The least difficulty has been experienczed to

date frém regional configurations, although program planning and
funding appears to be emerging as an issue from this direction.

ThiS is particularly true when high-rost occupational or vocational
programs are approved and funded at the state level. The concern over
nondup lication of high-cost occupational programs will increasingly
link regional considerations to decision making,

The demands for increased coordinated planning and eva%uation
have come primarily from stéte agencles that have been delegated the
responsibillity tor statewide planning and coordination of higher edu-
cation, where community colleges are totally funded by the state, in-
creasing tensions will become apparent as management iésues are
Increasingly highlighted, Faculty coilective bargaining concerns
will undoubteuly act as 4 catalyst in this area.

The federau government's demands for information reporting and
compliance with certain federal laws wi{ll continue to affect insti-
tutfonal operations. These responsibilities to the federal government
will be a coutlnuing concern because they require the use of re-

sources that could otherwise be used tor internal planning and

1

managenent of the tnstitution,

J

ERIC

IToxt Provided by ERI




The implications of thesge external requirements must be taleu
into account in projecting certain long~-range aspects of institutional
management., Each institution must respond according to 1its unique

state of development,

A Placg.for Institutional Research?

So much for the constraints and challengesland new demands on community
college administrators. My experlence leads me to be cautiously op-
timistic about the future of our institutions, The technological base
and human talent are sufficient to meet the challenges, and higher
education should emerge leaner and stronger from having been tested,
Most of you are undoubtedly interested in the place of institutional
research in future battles for institutional survival--in the front

~ ranks, 1in the rear, or nowhere at all?

Past institutional research programs focused partially on pro-
ducing longitudinal or evaluative studles (which were used basically
in public relations/information efforts) and Partially on manage-
ment information development and reporting, These priorities will
glve way to new ones, As @ result of new demands on institutional
management, institutional researchers, planners, and development
officers must now assist in constructing new directions for insti-
tutional research, which must emerge from the current chaos,

Let me be frank in saying that I have no 1dea whether "institu-
tional research" as such is a useful concept or function or organ-
1zing principle. Indeed, it might be far more useful 1if we aban-
doned, at least for the time being, the term "institutional research"

and, instead, focused on the informational needs of institutions
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that must be met if they are to survive and flourish, "Institutional
research' can be justified as a function only as it contributes to
meeting these informational needs effectively, This is a critical
point to understand because, in my opinion, the lack of responsiveness
tqminstitutional needs-~the informati;n-as-an-end-in-itself synarome
--~has kept the traditional institutional research function in the
backwater of new dgvelopments. How. many competently produced reports,
of impressive size, have you read that proved "fascinating'" or only
“interesting" but certainly of no impact on institutional behavior?

‘

There is no question in my mind that information alone is
neither good nor bad, but when it does not meet a well-defingd need,
it 1s at best wasteful to produce it and a waste of time to read it,
The only way I know of to approach the "usefulness' question is first
to define the general types of decisions that are made in your insti-
tution and ther identify the information needed to make the decisions
in;elligently;-Of course, it 18 not enough for decisions to be in-
formed; they must also be timely, Ih today's world, too late can
mean never,

We know intuitively that institutions make decisions that are
(1) strategic, (!) executive, and (3) operational/managerial. And
it is not very difficdlt to identify the various kinds of informa-
tion that are needed at certain times to make decisions falling in
each category. More&ver, this can be done with very little technical
razzmatazz and double talk. It is a job, yes, but a very common-

sensical one,

To myv knowledge, most progress has been made in operational

secision-making, especially in such obviously critical areas as
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tinanclal and budget management. We are only at the beginuing in stra-

teglc plunning, which, most of vou will probably agree, relates most

¢losely to what has been known as institut{onal research, "Research"

Suggests the more in-depth, long-term analysils on which strategic
plunning {s based., But the point {s that institutional regsearch will
prove relevant to long-range or strategic planning only in reiponse
to precisely defined information requirements emerging from the de-
tailed design of an institutiodal strategic planning system and
process, Again, it makes no sense to start withthe information and
then trv to figure how to use it,

A firal word on relevance: Let seleqtivity be vour watchword! I
share with mv collesgue, Harold Enarson, President ot Ohio State,
dismay at the.fantastic volume of information uncritically generated
for managers these davs. Can anyone doubt that our information-gen-
erating capabilitv has vastly exceeded our capability for analysig?
I feel compelled to jéin the rising chorus against a continued pre-
occupation with the technology of information collection, storage,
and reporting and to join the many other chief executive officers
demanding less intormation of higher quality,

Do not doubt that the survival of institutional research as a
functlon {n some vorm will depend on its relevance as defined above,
The pace has quickened, the challenges 4re substantially greater;
and we at the helm o! (nstitutions will no longer take the time to
separate the wheat from the chaff ourselves, Either provide what we

need when we need {t tor strategic and operational decision making,

or tind vourselves out of the game,
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Conclusions

The response ot community colleges to demands for accountability will
be veryv important in shaping their future, Also, the attention given
to improvement of planning, management, and evaluation systems will
undoubtedly play an {mportant part ir shaping the future of these
institutions,

There are no easy answers or panaceas, however, for the prob-
lems that have developed over the past few years, Planning for and
management of decline are clearly the most difffcult task confront-
ing community leaders today, The skills required for these tasks
have not been taught f{n graduate classes nor have most administrative
leaders had the opportunity to develop the necessary skills on the
job, The frustrations and anxieties caused by the imprecision of de-
cisfon processes as well as Increascd demands for greater partici-
pation bv internal and external constitutents will present even
greater challenges to institutional leadership in the future,

The challenge to develop sound programs of institutional re-
sgaréh ts clear, The demand fos better, more precise information that
will support the forecasting, analytical, and operating needs of
institutions {s increasingly apparent, What must now be Jdetermined
in most institutions {s how to organize most effectively and effi-
clently to satisfy the planning, management, and evaluation needs of
the organization, The solution to this problem will more than likely
rest upon the caliber and skills of Individuals heading the iusti-
tut {onal research ottices rather than on a prescribed remedy of
some kind or a single plan for Institutional research in community

colleges,
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CONCEPTUALIZING COMUNITY COLLEGE RESEARCH AT THE NATIONAL LEVEL
John Lombardi*
Staff Associate

ERIC Clearinghouse for Junior Colleges
University of California at Los Angeles

Describing the ERIC Clearinghouse to institutional research direc-
tors would be as fruitless as reciting the history of community col-
leges to an AACJC meeting. Nearly all of you have been contribu-
tors to ERIC and users of its documents and quite a few of you have
been authors of articles and monographs published or spénsored by
ERIC, So you are aware, as Dr. Cohen(2) told a similar group about a
year ago, that:

Tae Clearinghbuse is a basic and continuing resource for the

IR director, that the numerous studies that have been pre-

pared by research officers provide an invaluable source

for topics, designs, methodologies, strategies and the like,
(and) that they show the range of what can be done,

The Thrust Toward Non-Traditional Study ' )

4

As we review the current documents coming through the ERIC Clearing-

" house, we note a remarkable change in the philosophy of community
colleges. So dramatic is this change that if continued, it will)trans-
form the community college to some new kind of institution to which
the term college will not apply. The recent action of the City Col-
legeu ofAChicago in naming two additional institutes may be a step

in this direction, The change in philosophy involves raising the non-

'

crodit activities, courses, and programs to the level of credit

*John Lombardi represented Arthur Cohen, Director of the ERIC Clear-
inghouse for Junior Colleges, who could not attend the conference,
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courses. Were {. nol for the premium on credit-courre funding, the

scales would by now be tipped in favor of the noncredit courses,
'ring tge last five years, colleges have been reporting in

their enrollment gtatist{cs participants in noncredit clagses and

activities, In the current (1976) Community, Junior, and Technical

College Directoryv, there s a new c. ‘in called “Community Education

Enrollment", For October 1976, the community education enrollment for
all volleges was more than one and one-third million compared with'

a regular enrollment of approximately 4,1 million, Within the

next five years, the noncredit community education enrollment may
very likely equal or exceed the credit-class enrollment,

This phenomenon is arousihg favorable interest among administra-
tors because {t takes up the slack in the regular earollment; it {is
ralsing questions among legislators because of 1ts effect on financing;
and it {s heing viewed with.concern among faculty because of its
etfect on the nature of education, Although college and state
reports contain many general references to it, information on this
new category of enrollment, however, is still meager,

Parallel to this developmeﬁt 1s the reordering of priorities
among the various college functions, In their national study on humani-
ties, (ohen and Brawer(}) sbserved that although community college~
boards, administrators, and state-level planners see a plethora of
roles‘fur commun{ty colleges, "the perpetuation and diffusion of the
human{ t {es ovcuples 'a priority status far below that of career edu-

catlon, remedial studies, adult basic education and student guidance,"

1y
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The change in curri.ulum focus is also evident in the upsurge
of careef education enrollment, In the 1950s, i{f 20 percent of all
students on a campus were in career programs, it was considered re-
spectable, Today, anything lower than 40 percent is considered un-

satistactory,

thr;agﬁrPrugrams

These changes are part of the larger community-based, performance-
oriented movement or of the thrust toward noptraditional study. On
the organizational level, the movemv. ¢ has resulted in large networks
of outreach programs tanning out to the remotest parts of'the college
service aceas, These networks, In turn, are combined to form non-
campus colleges. Of the eight noncampus colleges now operating, two
started as noncampus colleges, and six were organized witﬁin multi-
campus districts, At leagc anéﬁher half dozen are in the planning
stage,

This development--the outreach programs and the noncampus
colleges~-has the potentlal f;r a tremendous amount of in-dep;h
institutional research of a descriptive and evaluative nature., At
present, there is only minimal‘information; mainly in official state-
ments and accreditation reports., As a first step in this process,
Roger Yarrington, vice president of the AACJC, and his assoclates
feel there ought to be a major, national, well—documedted reseagch
description ot the community college(4).

While these developments are exhilarating to community college

AJ

educators, there still remains the uneasy feeling that adding students,

changing dellvery systems, and thking the college to the students

11,
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are not the whole story, The nagging question of "How well are we
doing?" keeps popping up. Richard Hugemeyer(7), President of Central
Piedmont College (N.C.), said at the 1976 AACJC conference:

Our colleges are trying to be adult and community-based and
that is a noble cause, but on that point we have trouble
measuring effectiveness, Accountability breaks down in
this area, not because it is less than desirable or be-
cause it is not as educationally sound, but rather because
we have not learned to package and price this product in so
far a8 these non-traditional students and programs are
concerned..., Our impact upon these diverse com-

munity segments we attempt to serve must be mea-

sured,

In the spring 1976 College Board Review, Dorothy Knoell(10) wrote:

The strength of the community colleges has been their ability
to respond to state and local needs for new programs relatively
quickly and withoutthe infusion of new, special funds. Their
weakness has been their inability to evaluate their success
with successive groups of new students, except in t2rms of
ever increasing enrollments of all types of students. Com-
munity colleges need to propose new criteria for evaluating
student performance where persistence and grades are inap-
propriate, and to take steps to use new measures with the ‘
increasing numbers of new students who enroll,

Hagemeyer.'Knoell. state legislators, and others are asking for

new measures, new criteria, new definifions.

It is not for the [R Diréctgr to organize thé new definitions., But

he must be careful that his research designs fit the definitions that
are created. One easy way of assessing community feelings about the
new directions posed by off-campus programs is to apply one of

the several yoals inventories that have been developed in recent years,
Drawing a proper sample of the district's population and adding what

goals they think the college should be addressing can be helpful 1if
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done on a contivruing basis, A one-shot or cross section of comuunity
att.itudes ts not much on which to base program planning. Rut a set of
data collected with the same instruments and sampling techniques over
a perlod ot several years might be amazingly revealing. This type of
information {s important to collect because community college leaders
continue to be astounded by the failure of their bond issues in.the
face of greatly augmented enrollments, Ta*pqyers' support for the
‘- college is not necessarily a result of citizeh participation in
college-sponsored events, Any information that would help in deter-
mining why this i{s so would be c¥treme1y_useful.

| The movement toward nontraditional study or community—ba;;d,
performance-oriented education, as I have indicated, is léading

to the formulation of a new definition of eduction that may free the
colleges ffom the albatross of traditional educational accountability
with its emphasis on grades and persistence. Obviously,lgrades,
credits, and degrees are of little value to the elderly, to-those
who already have degrees or who do not need certification in its
various forms, However, in substituting new criteria, the danger
exists that Ehe; will intensify the handicaps\of new students who need
‘the trappings of grédes, credits, aqd degrees, New criteria ma; be
interpreted to mean that the new students "just don't have it and
that they will have to be given somethiné in order to have some-
thing"(h).

A task that will challenge the ingenuity of researchers is to

assesy what etftects the teelings of invisibility and isolation have

on people wha are assoclated with outreach programs and:noncampus
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colleges, President Smith(1%) of the Community College of Vermont
noted that one common feature of Ehe nonéampus colleges, "at once
thetr grcafust strength and liability," is their "invisibility with
no physical {mage with which anyone connected with the college can
malntain himselt personally and professionally." The invisibility ex-
Lend; to students and faculty who "emerge from and blend back into

the community,"

[nvisibility also leads to a feeling of isolation
on the part of (nstructors and other employees, Moreover, the
advantages of tlexibility, accountability, and responsiveness gained
in glvin; up the physical structure and distinct culture of the
camptis are obtained by "the surrender of traditional reference points
which bind campuses together." |

In one wav or another, those connépted with noncaﬁpus colleges
echo Smith's {mpress ions. fhe‘LOS Angeles Commission on New Dimen-
slons (9) called dttcntion_to the problems created by "the very nature
of the new (nstitution," ébécifically: "The students wodld be even
mere transient than those of the other colleges, Dropping in and
sut would be even more pronounced, Many of the New Dimensions stu-
dents would never see anything with which they would necessarily
and specitically identity as a campus of their college," The admin-
Istrators of Coastline Community College(13) bellere that "A college
wiihnut walls obviously cannot exist; without some physical facili-
tles—=something with which a student can identify,"

luvistbility and Lsolation are implicit Iin the first sentence of

@ brochure (8) admonishing the reader: "Don't plan to take a walking

tour ol the Ploneer Communlity College campus." The feeling of
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~1solation caused by noncampus operatfons in many scattered locations
with few opportunities for comm;nlcation between and among-faculty
and students, was one of the first impresslions President Tapper(16)
of the Peralta College for Non-Traditional Study received soon after
her appointment. It is not surprising to find among her plans for
the immediate tuture the development of institutional involvemeqtfand
cémmi;ment among all persunnel, | |

William Keim{9), President of Pioneer Commun:ity College, wrote
soon arter becoming president: '"I sometimes think that Pioneer is
o far removed trom the real world that I'm a lost soul from another
planet and It {s encouraging to hear rrom the far corners of the
Unfverse.” A similar teeling of lack of ‘understanding, particularly
by the Bvard ol Trustees, was voiced by the Executive Di;ector of
the Los Angeles Commission on New Dimensions,

The 1R Dlrecgor is golng to have to study the ‘various aspects
ot of f=campus and non-campus"programs: .Do the participants feel né-
Vglected or isola*ed? What is the effect of the lack of accessibility
of library and other campus facilities? Any study th%f can point
to similarities or differenccs in on-campus and off-campus education
{s going to be'quite important as the trend toward non-campus-based

programs accelerates,

1

The Question ot Effective Teaching

»

The question of effective teaching has never been clearly addressed
on the campuses and there {s no reason to believe it will be resolved
by studying the taculty at off-campus centers, Nevertheless, certain

’

questions can he asked: Do the part-time faculty feel like second-
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class citizens? dow does their status affect their teaching? The
0old question, "Ls an;one learning anything?h. arises anew inathe off-
campus setting, How can the ''right" answers be obtained when, accord-
ing to kichard Meeth(12), project director of the 1976 Change Report
on Teaching: 2, there {s "no consensus about what is important to

R ,
{mprove" despite the existence of B0 college and university centers
on the improvement ot teaching? Meeth does not restrict his com-
meﬁtgytd,the teaching of nontradiftonal students, as does Hagemeyer,
or'éhe successive wave of new students, as does Knoell, He includes
all students, 'old and new, traditional and nontraditional. It.may
verv well he that teaching the nontraditional or the new students 1s
a4 more arduous tasks than teaching the traditional or the old students,
but th;s goég not diminish the univeréality of Meeth's thesis thdt‘
'the eQaluation of teaching is a stateless art, This is discouraging,
but research on teaching effectiveness must go on not because leéis-
lators'magdate ft but because researchers must continue to explore
svery avenue in the hope of finding a Rosetta Stone that will give the
clues that link learning and teaching. Incide..tally, after his bleak
threc-page essay on "The stateless Art of Teaching Evaluation,"
Meeth, to help create a better base for evaluating teaching effec-
tiveness, presents more than 30 reports on exemplary teaching.
Some of thté reasoning may éccount for the large number of documents
receivad at ERIC on teaching methods and effectiyeness.

In this paper, I Ao not wish to give the impression thét the

new torms will completely displace the old ones, Far from it, For

as manv vears as we can safely predict, traditional learning will
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continue side by side wiéh the nontraditional, .In fact, much of thé
traditional lg currently fncorporated in the nontraditional in poorly
disguised form, So for the researcher the old topics will still be
around, But in nearly all areas, nontraditional study exacerbates

~ 0ld problems and introduces new ones.'One need only mention teaching
effectiveness, part-time students, part-time faculty; collective bar-
gaining, faculrty workload, tenure, financing, government pattérns,
and tuitfon to realize not only how much more complicated research
has become during the last five years but how much more needs to be
done, For example, research on workloads of full-time instructors
teaching fgll-time students at fixed 1ocatioﬁs in traditional set-
tings has proved exceedingly difficult; research on workloads of full-
and part-time instructors teaching at several locations and using

nontraditional delivery systems will be a much more complex project.

Technical-Vocational Education

While reviewing the documents received at ERIC, I picked a few that
may be of {nterest’ to you because they are receiving national or
regional attention, Fiow studies continue to be prominent among state
~and local documents with a large number relating to follow-up of
technical-vocational graduvates. Since January 1975, ERIC has pro-
cessed 18 follow-up studies in technical-vocational education.;The
emphasis on the technical-vocational is under;tandable in light of
t!.e enthusiasm for career education, In return for generous state

and federal appropriations, educators are being pressed for evidence

that career education is not only prospering in the colleges but

)

that students in the programs are Being prepared for and are getting
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Jobs related to the programs, Perhaps the ‘report by Wilms(17) that
"only two out of ten graduates from both the public and proprietary
schools who chose professional or technical-level training ever got
those jobs'" may also have sourred activity in this area,

A 1976 Jollow-up study(l4) covering the graduates of the 13
regional institutes of the Indiana Vocational Techaical College is
more favorable than Wilms' study With a 58 percent response, the

.study found that 449 or 83 percent of the respondents were employed
in Jobs related to their IVTC training, Of interest to researchers
{s this paragraph in the Background Statement of the study:

A continuing major problem is separating the '"value

added" by the school experience as compared to the

effects of non-school activities, Therefore, the find-

ings of the tollow-up studies should be viewed as com=

ponents of a comprahensive system for evaluation of

instructional aud supportive services, '

Many ot the follow-up studiies of graduates of occupational pro-

-

grams received at the C’'2aringhouse have clear research designs, Their
population i; well defined, sampling techniques are‘consistently ap-
plied, questicnnaires are thought fully constructed, and data and
recommendations are clearly reported, Many studies  fall short of the
mark. As you are well aware, survey techniques and sampling pro-
cedures have been refined so that there seems no éxcuse for the basic
errors that are made by many IR directors'who set out to assess pro-
gram graduates, An IR director might develop and publicize a statement
;f the procedures he would employ in working with any program director
to assess the graduates of that program, The same techniques can be

used tor most occupati{onal program fol low-ups, and if similar for-

mats arc emploved, multiple studies can be conducted at minimal cost,
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Another type of tlow study Involves tlie reverse transfer students
(those who transfer tfrom four-year to two-year colleges) who are en-
rolling {n larger numbers than before the recent economic downturn
fn employment of graduates of four-year colleges and universities,
Interest in this group is so widespread that a review of the liter-

ature by Ms. Robbie Lee(ll) of the ERLC staft has been prepared for

publication in the Community College Review, Although Ms, Lee cites
many studies touching on reverse tfansfer students, she considers most
of them inadequate "because of the paucity of data available, the
small samples studied, and the contained geography., Moreover, the
rapidly changing student population and the expanded definition

ot reverse transter require new approaches to this topic,"

The studies ol reverse transfer students to date have been limited
tor the most part to head counting. It is time to move into another
phase, Some of the reports coming into the Clearinghouse include
interview data and confirm the supposition that seme populations,
at least {n the inftial stagesfof study, may well be addressed
thfough {ﬁe interview technique, By doing ?arefully structured inter-
viess on rn age-graded sample of your colleges' reverse transfer
pop&latton, some of the {mportant reasons why this group has grown so
large may appear., The interview is a useful technique for deter-
aning the proper questions to ask in a broad-scale study,

An areda that Is hardly towched by researchers is the effect
that (ncrcasing tuttion has had on enrollment and on the composition
of enrollment, One ot the tindings of a recent study of Bishop and

1

Van byk(1) on Institutional and adult participation in higher education
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' was that when tuition was eliminated, the collége attendance rate of
adults doubled, Is there a converse to this finding?
By contrast, one of the most popular sﬁbjects of research is
the part-time {instructpr, It seems as 1f every institutional research
director, evéry professional association, and some state offices have
produced a study on this topic. And the end is not in sight be-
cause there are many facets to this subject including possible leg~

islation or court action,

A Growing Nation{{7Qpncern

The concern with research on a national level comes at an appropriate
time in the history of the community'college--a cire when it 18 recog-
nized as the most dynamic segment of the higher educat;on and seemingly
immune to the population slow-down, a time when it is undergoing
changes in {ts mission, organizational structure, and student compo-
sition, In adult education, this change impinges on otber segments

‘of education, and in the community education area, on public and
private agencies in the social services area, It is also a time

when research on the local, state, and national level 1is accepted

more universally. than ever before, What is most reassuring is that
there 1s a greater awareness on the part of community college leaders
of the need for continuous assessment of thé varlous aspects of the
enterprise, That we have not been successful in meafuring éfféétive-
ness is dis;ouraging, but our recognition of this lack of success

will result in renewed efforts in this area. It is also encouraging

that research on the institutional and state level 1is becoming more
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widespread and that research organizations and foundations are giving
more atgention to the problems of the community college,

At ERIC, I find that resea;ch at all levels interacts, and in-
stitutional research directors are becoming less parochial. More sig-
nificant is that researchers outside the institutions are asgsoclating
more closely with those inside and are making extensive use of insti-
tut lonal research. The requests that come to ERIC from those
pla;ning national studies are encouraging, Dufing this year, there
were requests for searches on part-time faculty, flow studies, effect
on enrollment of the opening of a new college, criteria for intro-
ducing a new program and for dropping a program, courses most likely
to drop Ln.attendancé when total enrollment drops, and information
on systems of governance which describe state and local rela-
tionships, I am optimistig about nationai_(and institutional) re-
search during this period when the community college is experiencing

'a profound change institutionally and educationally,

-
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DEVELOPING ISSUES AND COMMUNITY COLLEGE RESEARCH

Dorothy M, Knoell
Higher Education Specialist
California Postc2condary Education Commission
Sacramento, Califouvnia '

The Planging Problem

The p-edominant issue at this time appears to be the nature and
locus of p{anning for community colleges in the late 197Qs‘and beyond,
It {8 quite clear that planding modes which worked well in the past,
in an era of rapid growth, are no longer apprq}riate. Failure on

‘
the part of the colleges to 'adopt an aggressive new planning mode
mightlwell result in the locus of responsibility for planning being
moved from the campus/institutional level to that of the state plan-
ning agency for postsecondary education, the legistlature, the
state tinance agencyv, or some other noneducational eqtiéy. The prob-
lems thch community colleges face are basically those of declining
state funds, pressures to provide opportunity for postsecondary
education for ever more diverse student clienteles, and the absence
of long-range goals and values to serve as a framework within which
to establish priorities,

Past pianntng for c;mmunity colleges tended to be mechanistic
but eftective as aﬁ essentially responsive, reactive mode. Enroll-
menfs were projected for fiv.- and ten-year periods, using past
participation rates of recent high school graduates and others;
tacilities plans were developed for new campuses/institutions and
additional tacilities on existing campuses; educational/occupational

..
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programs were planned tor the projectad e;rollments, and faculty and
staff recruited to work in tbem; and, finally, when increased funds
w.re needed to accommodate the accelerated deﬁand for posgseconda“y
oppqrtunity, bond issues and tax proposals were submitted to tge
voters. -

These planning efforts were highly successful, in California and
elsewhere, insofar as they resulted in buildings being built, faculty
being on board, and college catalogs being printed In time for the new
students who enrolled each féll. However, the operational goal of such
planning was sihply,to be responsive to local needsg for postsecondaiy
opportunity--first, the needs of lower middle class students who were
either unprepared or unatle to pay the cost of university énrollment
as,freshmaﬁ; then the needs of ethnic minority groups, many of whose
numbers were more disadvantaged than Caucasians from the lower middle
class; and thence the needs of the unemployed, adult women, others
whose education had been interrupted, senior citizens, the physicallr
handicapped, the mentally and emotionally handicapped, and the insti-
 tutionalized (prisoners, rest-home residents, and others who could
not come to the campus),

Responsiveness to diverse clienteles has been tacitly assumed to
be highly correlated with effectiveness, Institutional master plans
began to incorporate sub-plans for programs and services to the disad-
vantaged,laffirmative action programs for students and staff, adapta-
tion of facillities and programs to accommodate the physically handi-
capped, and outreach programs for those who found it inconvenient to

come to the campus, Evaluation often stopped with an assessment of the
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extent to which plans were implemented--for example, the enrollment
of students with specified characteristics and the develogment of
spacial programs and services, At best, evaluation included the
sampling of attitudes and opinléns of students and staff about the
opportunities offered, The absence of evaluation activities’parallel-
ing the planning eftort 1s a serious.omission when attention is not
given to gtudent outcomes, costs oﬁce programs are operational, and

\
long=~term impact on institutions and the community,.

It ls proposed that future planning 4n Eommunity colleges should
be goal- and value-oriented, proactive so as to point college develop-
ment (n desired direct;ons, and with evaluation of effectiveness as a
vital cahpanent of planning and development, "1t 1s assumed that active
planners can have some control over the destinies of thelr colleges,
inlways other than simply cutting budgets and limiting opportuni-
ties. The research role i{s obviously quite different from that
played {n a reactive planning mode, that is, planning in response to
increasing demands tor postsecondary opportunity. The aggressive
research worker will participate as a planning team member in con-
structing possibie futures for the college, choosing goals and
objectives rel;ted to preterable futures, designing courses of action
likely to take the college in desired directions, and evaluating fhe
extent to which the college is so moving,

Comnunity colleges have seldom subscribed to the notion that they

should be "all things to all people,'" although past planning activities
N\,

N,
0

sometimes appeared to support this idea, 1t is quite clear now that

priovities will have to be set among clienteles, programs, services,




and dellvery systems as part of planning for the future, The process
will be less arduous Lf planners have long-term valueé and goals

¢ ‘avatlable to them as guldes in establishing priorities, as well as the
results of evaluatlona ot ettecttveness, Including costs, of past ef-

.forts to serve partipular clienteles,

\

Subidsues in Planning

AN

The Uirst subissue of strong current intetrest is the extent to which
pressures ftor (1) reglonalization and (2) intersegmental cooperatioﬁ
will reduce 1nsFttuttonal autonomy in pla;ning and management of.

. resourced, Postsecondary planning has traditionally been horizontal in
nature with each type of {nstitution developing its own plans which
are then aggregated.af the state level as a plan for that segment or
system such as public community colleges, 1In rece;t years, laws
have heen enacted in aevéral states which either encourage or man-
date Qoopcfative plannin; and-development on a regional basis, often
cutting across both communiLy college district lines and involving
difterent types of institutions (public and independent, degree-grant-
Ing and with non-credit offerings)., Such cooperation may’result in
savings to cum;untty colleges with no diminution of §ervices to
resfdents ot the region, ﬁ&&evér;'autonumy,in planning to establish
priorities among clienteles and programs will be reduced and evalu-
ugion ot eftectiveness will Ee more difficult to perform by research-
ery  at particalar institutions,

A second subissue of growlng importance is the extent to which
manpower needs (local, reglonal, and state) should influence program

development and continuation in the community colleges, The oversupply
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and underutllization 9f trained wnrkers in some fields appears to have
~ greater poteatial Lmﬁact on planning than the shortage of trained
workers In other tlelds, The lssue become; Er{ttcal when student de-
mand tor training in tields wlth.cxcéss manpower {s high and the

cost of offering the programs relatively low. A different type of
problem arises from planhing‘CO discontinue occupational education
programs which are no longer needed, in which there are tenured
faculty who are not prepared to teach‘tn other'figlds. Past planning
hasrproduced an ever-increasing diversity of'occupggional cu.ricula
to prepare students for employment in fields for which the need for
a'gommunitv college program has at some time been démonstrated,
Future planning modes will, of necessity, deal with priorities aﬁong
new and ongoing programs, taking into account not only costs and need,
but also community values and'college effectiveness in producing

such trafued manpower. Still another related subissue of particular
tmb;rtance to community colleges is the proportion of students who
should receive speclalized training for empioyment, given the fact
that less than two-thirds of the labor force needs such graining
“beyond Qhat can be glven on the job in a matter of hours or days.
Pressures are now on students to enroll in programs in which they
acquire partlicular emp loyment-related skills, regardless of society's
need (nf the large numbers so t.ained, The problem is a vexing one
for fnstitutions which tor many years were concerned about the disin-
terest ot students In occupational education,

The apparent insat{able demand for adult and continuing educa-

tion during «a time of Uimited financial support for the community
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fcolleges is producing still another subissue 1in planning., In essence,

fthe 1ssue {s the-proper role of the community colleges viéﬁh-vis the

' public schools and other {nstitutions of postsecondary educati.on
offering noncredit courses and programs-to local;reéidents who are
beyond compulsory &chaol age. The courses at {ssue range in educa-

tional placement level from elementéry school subjects for the illit-

/ erate, through lower division programs, to continuing in-service

education foy technicigns and professionals who do not need college

credit for such exﬁeriences. The issue is often resolved by tradi-
tion and/or negotiation among the various parties which are legally
authorized ﬁo offer such programs, In other‘situations where negoti-
ation tails, the result’'is duplication of opportunities for gome
cltenteles‘aéd the neglect of others, usuaily the poor apd underedu-
cated, There is;#ittle research available on the effectiveness of
adult and continuing education programs offered by different types
of Institutions, as a basis for future planning in which priorities
must be established and choices made, A critically important gubissue
is basically the question of financing a&ult and continuing education
and the extent to which users should be expected to pay the costs,
High enrollments and a high degree of satisfaction among enrollees

in cyrrent programs are inadequate measures of effectiveness in a

time of scarce funds tor community collejes,
A foufth subissug ilnvolves the use of publicly funded student
financlal atd to achieve institutional goals developed as part of a
long-range plan, The federally funded Basic Opportunity Grant program
has done a great deal to reduce institutional involvement in the

.’"v
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awarding of student aid based solely on need. Still, the vastly in=-
|

| .
creasrd amount of student aid now available to community college stu-
IS

dents; and others' makes 1t i{mperative for planners and researchers to
\ | (

add sFudent aid to the moru‘traditional dimensions'of college
plannihg--fhat'ts,‘enrollmegt projections, program development, de-
livery systems, and cost#. Questions of effecfiveness which may Se
researchable include the following: |

l, llow can student aid funds be administered so as to open
up pustsecondary €ducational opportunity to. types of
students not now fully served (as opposed to aiding those
already, coming-to college who have unmet need)?

2, Will increases in students gid result in increased per=-
sistence to degree and other objectives on the part of
thcse awarded such aid? Should it be used to enable part-
time students who are employed off campus to enroll full-
time? '

3, What 1{s the effect of~student ald on choice of institution,
attendance pattern, and field of study and/or career?

[ssues jnﬁFederal/State/Instituttonal Relations

fheAissue‘which appears most ominous for the community colleges in
the late 1970s is the increasing demand for comparability of defini-
tions, déta, and information tor all types of postsecondary insti-
tutions, The demand is being presséd by both the state and federal
governments, sometimes in ways which are in conflict, The issue is
embod;ed in the recent attempt of the USOE National Center for Edu-
cational Statistics to develop under contract a manual of postsecond-
ary student terminology--terms, definitions, and guidelines for
records and reports about students in ﬁcstsecondary education, The
manui.l attempts to standardize terms and their definitions not only'

for degree-granting institutions, including community colleges, but
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also.for specialized postsecondary institutions whiéh do not operate
on.a system of .credit hours, sémeaters or quarters, or degrées
awarded,

Standard terminology (s urgently neeaed to facilitate fhe.collec-
tion of comparable information about coéts, productivity, persistence,
.and other outcome measures trom widél& dide;se types of postsecondary
1;St1tutlons and prqgréms. On the one hand, community colleges are
to be compared with adult schools opera;ed by.K—lz school districts,
publicly funded area/regional occupaticnal centers, and proprietary
schools otfering vocational/technical training, At the other ex-
treme, community colleges must develop data and information which
will be comparable to that furnished by both public and independent
colleges:and universities offering lower-division'programs! It ig of
little use to point out that community célleges are different frqm
each and all of. these postsecondary institutions and that attempts to

obtaln "comparable" information «o violence to the uniqueness of the

community collgées. Instead, research workers and others must begin
to cope with the {ssues of comparability by proposing areas where new -
agreement might be obtained about common definitions and measures of
costs and outcomes,

More trustrating but less threatening i{s the issue of the
ever-increasing requirements tor state and federal reporting by post-
secondary Institutlons, all of which tend to reduce the amount of

statt time avallable for active planning and evaluatlon. The announced

Intentions of the tederal government to hold constant or reduce re-

porting requlrements have been accompanied by increased complexity of
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HEGLS (Higher éducatton Cenerul Information Survey) reports with re-
spect to ethnle-ractal data. Attempts by the states to coordinate
and thus control the volume of required reports may result in an
additional burden to inst}tuttons'which must réprqgram their computers,
reviy.. }orms fo? data colilection, and make othe; changesiiq the ways,
they have traditionally produced the required reports.,

Two SﬂbiSSUUS rclated.to reporting requirements appear wogthy of
mention, The first i{s the ability of the communify colleges to
have {wmpact on reporting requirements for all postsecondary institu-
tions when they are changed at the state or federal level. The his-
‘torlcal place of the community cglleges somewhere between the public
schools and higher education has meant often that' the two-year colieges
have had least impact and suffered the most from imposed reporting
requirements, The second subidsue concerns the utility of the re-
quired reports for iustttutional'planning; management, and evalu-
ation, lnstitutions tend to view such reports as necessary burdens
to staff and to ignore the po%ential usefulness of the data for local
operations, HE¢[S and similar reports have the advantage of‘producing
data trom a common set of Aefinitions ﬁsed by all institutions in all
states and of vielding low-cost computer tapes annually which can pe
used to obtain comparative data over time and between and umong
{nst{tutions and states. The standardization of data is of course both
an asset and a llability for community colleges in that some definitions
are a poor "fit" for thelr operations and others are too gross to be

usetul in local ana]§s{s. $t1ll, HEGIS and other federal and state

reports can provide the basic data for the annual monitoring of the




condition of postsecondary education in the particular institution,

t

’

system ot postsecandary education, and/or state, Such monitoring
should show trends and other changes in selected aspects--for example,
o degrees and certif{cates awarded by discipline--which can be analyzed

in temms of plans and projections for the institution,

The Evaluation of Effegﬁtveness

[t is well known that the faith of the public in higher education as
the producer of better jobs, higher income, and more comfortable liv-
ctng generally for those who partake of it has diminished in recent
years as 4 result of many factors beyond our control. While public
;onfidence In higher education does not appear to have reached the
level of distrust.which has been experienced in politics and govern-—
ment recently, there i{s need to find ways to demonstrate to legisla-
tors, state executive officers, and even lay boards that community
colleges are effective in performing their assigned functions, Tradi-
tional indices of effectiveness are no longer sufficient--accredi-
tation, increésing enrollments, favorzble student attitudes and opin-
ions, transfer student performance, and placesent of graduates of *
occupational curricula, All of these may be necessary but are not sufy
ficient measures of effectiveness in an era of limited’state funds
for the support of postsecondary education,

Institutional research encompassés much ﬁore than the evaluation
of effectiveness, but evaluation is viewed as one of the most im-

portant components, particularly as it relates to planning., It is

propused that a comprehensive program of evaluation in community

.1 s
. ) ¢
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colleges. would lncldde each of the following, with variation in scope .

and intensity d-.pendent upon local circumstances:

1,

An annual quantitative description of the condition of post-
secondary education at the particular institution, with
trend data and statewide and/or national statistics, as
appropriate; ’

A qualitative analysis of selected aspects of the institu-

tion's condition that relates what has bean observed to what
was projected and planned; in other words, an analysis of
whether the institution is growing and changing in desired
directions '‘or remaining in a preferred status quo conditicn;

An annual assessment (using data collected routinely for
other purposes) ot the extent to which particular goals and
objectives in the institution's plan of development have

been achleved such as implementation of an affirmative

action program with specified results for a particular period
of timey: ) .
Periodic (perhaps every five years) evaluation of instruc-
tional outcomes related to institutional objectives (usually
requiring special data collectfon) such as competences ex-
pected from general education prograre: writing and compu-
tational skills displayed by graduates; and

Partiéipation by fesearch staff in the evaluative aspects of
special programs for particular clienteles--for example,

-¢ducatlonal opportunity programs and services for the dis-

advantaged, N

Conclusion

There is a stronger need now than ever before for institutional re-

?

search statf to be éctive participants in community college planning

to Insure that institut[oné are developing in desired directions, A

major impetus for this activity is the necessity to make choices and

set priorities because of expected limitations on funding which are

likely to extend well into the future, While community colleges may

continue to grow, it seems likely that future growth will be con-

trolled so as to give priority to certain clienteles, programs, and
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delivery systems., Legislators and others outside the institusion
.will set prloriftes and limitations if institutions QO not do 8o in
an eftective manner,

The most important issue now facing comﬁunity colleges is be-
lieved to be the nature and locus of planning for tHe future. This
belief rests on the aséuﬁptton that colleges can speéulate about
alternatives, specify values and goals, establish priorities, and
dacide on preferable futures that are possible under the law and in
the particular community setting, When planning is done in this fash-
fon, the evaluation of institutional change 1in terms of the specified
futures (s a comp lementary actiﬁity. Thus, institutional research
wogkers can use their talents to contribute to both planning and

evaluation,
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THE CASE FOR STATEWIDE COOURDINATLON OF
INSTITUTIONAL RESEARCH IN THE COMMUNITY COLLEGES

: Ivan J. Lach
ﬁssoqiate Director for Planning and Research
[llinois Community College Board
Springfield, [llinois

Introduction
The need for intormation about community colleges at the state
agency level has increased substantially in recent years primarily be-

cause the amount of state funding for the community colleges has in-

creased very dramatically, Data requests by the 1egislat1ye staffs,

the budgeting agencies, and the governor's office often seem unreason=-
ablé, are often Qemanded on short notice, and the daka that are ob-
tained are often misused. For these reasons, most institutional re-
searchers have very negative reactions to any state agency surveys

or data requests, However, it is usually not prudent to deny data to
the lﬁgtslature or the budgeting agency that is going to be asking
critical decisions about tfunding community collegeé; therefore, R
the prudent approach is to develop a well-desigued system of

needed inforhation about community colleges at the state level, a
system that will be able to respond to the majority of data requests-
"with validated and well-presented information.

To achieve this goal, a positive rather than reactionary ap-
proach to state-level institutional research must be established. Such
an approach is ;ecessary berause: 1) there is an urgent need for
state-level information about community colleges which critically

affects declslons on state funding, program and course approval,

)




and other important policies; 2) there {s a neeq for comparable data
about commun{ty colleges for local and state uses; 3) there is a need
for céordination or the research effort among the various institu-

tions within the state; and, 4) there 1s a need for state-level

leadership {n institut{onal tesearch in the community colleges,

State-Lgyel Needs for Informat{on

s

Many {mportant decisions are made about community colleges at the
state level, often in haste and sometimes with very little hafd
information to help {n the decision process, The community colleges
must compete tor limited state revenues with many other institutions
In the various state agencie; and the legislature, For these pur-
poses, it 1s not only important to have‘the relevant financial in-
formation but also information which shows community college outputs,
In‘addttton, many states control the program and course-approval
process for the comﬁunity colleges at the state level as well as a
number of state policlies which affect the colleges at the local
level, Decisions of such magnltude demand well-developed and well-
defined data about community colleges, To meet the stat;-level
Information needs, the Institutional research effort at the gtate
level must.consist of developing preéise and common definitions,
comprﬁhenvae management Information systems, well-de:igned surveys,
and statewldw tollow-up studies of students, Types of information
most otten used at the state level {n I1linoils are the followihg:

Lo Course and Cuczi.lun {nventory (om~line computer file)

<o Student Eurollment Data (yn-line computer file)

—

o College Budget end Audit Juata (on-1line computer file)

1y




4, Unit Cost Study (computerized)

5, Facilities Inventory and Utilization (MIS-produced)
b. Faculty dand Administrative Stlary Survey

7. 'Faculty Utilization Reports (MIS-produced)

8. Student Follow-up Studies

9. Master Planniug Data

Need for Statewide Comparable Data

One of the major difficulti‘es with statewide data is.the lack of
comparability amo;g institutions due to the vge of different defini-
tions, proceaures. and ‘methods. This hot only lim1t§ use of data by
the state, but also the local college's use of statewide data or
data about institutions which is needed for comparative self-analysis,
The state‘agencies which coordirate the community colleges have a
unique opportunity and an obligation to work with the colleges in
adopting common definitions and common procedures for obtaining data
routinely needed for statewide analysis. ,

[n [llinois, the public_comﬁunity colleges utilize the follow=-
ing common definition directory and manuals which were developed
by representatives from the colleges and the ICCB staff:

l. Data Base Directory (200-page document of definitions)

2, Uniform Accounting “anual

3. Management Informat..on System Procedures Manual

4, Unit Cost Study Manual

5. Occupational Follow-Up Study Manual

b. Resource Allocation and Management Plan (RAMP) format.
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The Need for Statewide Coqgginatlon

There {s also a great need for statewide coordination of needed
research {n community colleges, The statewlide follow-up studies of
students are prime examples of such needed coordination. In a state=-
wide ﬁransfer study, it is essential to obLain the cooperation of
senlor colleges in providing data in a prescribed manner about the
progress of these students at their institution, It is likewise neces-
sary to agree on what method: and procedures to, use in reporting the
data from community colleges to ensure cumparability. Coordination is
also essentlal i{n {dentitication of needed statewlde research pro-
Jects and.obtaining the necessary cooperation and support from each
of the varfous groups that must participate to make the project
possible,

In [llinois, .the ICCB.has a Research Advisory Council consistirg
primarily of Institutional researchers at the community colleges as
well as representatives from the Council of Presidents, the Trustees
Agsoclation, the Faculty Association, the Students Organization,
and the senior institutions. This group has served as an excellent
coordinator for statewide research efforts in Illinois., The present
Statewlde Uccupational Follow=Up Study was initiated primari}y as

a result of the etforts of the Regearch Advisory Council,

&

The Need tfor State~lLevel Leadership

Although some community colleges have excellent institutional re-
search programs, the majorlty of them are very i{nadequate iu this

ared, A survev of the Institutiovnal resqarch function in Illinois
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communlty colleges conducted in 1973 showed that only about one-fourth
ot the colleges had full-time institutional researchers and that often
these persons had many other respousibilities., A national survey con-
du;tcd in 1972 showed similar resuvlts., Hence, most community colleges
need leadershlp and encouragement at the state level to help in identi-
tying the baslc institutional research projects and in getting them
accomplished, The responsible state agency can mandate certain basic
research studies and provide the necessary procedures manuals and
workshops. Two good examples of this type of study in Illinois are
the Unit Cost Study gnd the Occupational.Follow-Up. Each of these has
a manual which prescribes the procedures and metnods to be utilized,
and several workshops have been held throughout the state with cole
legg personnel responsible for each of these studies helping to ex-
plain the procedurer and resolve any'broblems. The ICCB provides com-
puter processing for the Unit Cost Study for all colleges and sends
the detafled Unit Cost Study reports back to the colleges for their
use,

Activities | would classify under the area of state-level
leadership in Illin ire as follows:

1, Workshops and seminars on follow-up studies, unit cost
studies, planning, and management information systems

2. Development of a file and bibliography of research studies
fn community colleges

3o Adapting detinitions and coding oystems which are nationally
accepted such as the UKGIS and NCHEMS classification systems

4, Provision through t.e MIS of certain basic utilization re-
ports tor each college including comprehensive facility
utilizat{on reports and faculty productivity analysis

oy 1 O




5. Requiring basic studies such as unit cost and follow-up of
students but providing manuals, standardized ingtruments, -
computer processing, and assistance through workshops,

Longluston

Although statewide data are difff{cult to provide, the people making
declsions at the state level utilize whatever data ias available,
Otten rumors and hearsay are given undue credit because data is not
avallable to reveal the actual situat{on, Hence, lack of data or

lack ot valld data can lead to deéigions that might severely hurt the‘
community colleges within a state, For this reason, I am adv;catiqg
a positive approach to institutional research at the state level, B;

this 1 mean that a well-developed system of providing needed statewide

informatfon about community colleges must be designed and implemented.

L4

This system must be used on common definitions and procedures and

must {nclude ; management information systém component as well as a
research effort, A positive approach to institutional research at the
state level will provide not only adequate information af the state
tevel but also statewide comparability of data, statewjde coordination
ot regearch effofts, and leadership for institutional researchers in

the community colleges,
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A USER~ORIENTED APPROACH TO PROGRAM EVALUATION
l.orraine Beitler
Associate Protessor and Coordinator of
The Allied Health Learning Center

New York City Community College
New York, New York

There are two phases {n program evaluation., The first phase'deals
with the design and development of the report, and the second with the
role ot this report {n relation to the user, There aré many factors
that affect the teaching-learning process, aud many of them afe
duantlflable. [t may be useful to detail some of these factors, ex-
amine an evaluation model, and explore facets of the evaluation
process that bear on the effective use of data,

Institutional research concerning faculty often involves analyz-
{ng faculty characteristics in terms of tenure; rank; years of pre-
vious and current servlice at the institution; evaluation by adminis-
trators, peers, and students; patterns of utilization of facilities,
which ﬁay include scheduled.use of clasérooms and nontraditional
settings; use of media hard and software; and use of community
resources,

Institutional research concerning students often encompasses en-
rollment reports and projectlions; demographic data including such
pretenure factors as age, socloeconomic status and expectations;
;ompllatton of tenure factors detéiling the college experience; and
posttenure factors, which may include student, faculty and em-

ployer's perceptions of the college experience,

11.




Adq{g{strators are concerned with program evaluation in terms of

1

factors related to cost analysis, income, and expenditures; data
agsessing course loads in terms of frequency requirements; sequence
and alternative vourse modules; transcript analysis for patterns of
grading; and transcript analysis tor prediction of student success,
All of these factors should be related to c;mmunity data indicating
job market projections and employer needs, J

.ﬁodel A on page 137, develuped by Alfred and Beitler(1l), indi-
cates the relationship of specifically designated input~-output factors,

It was used in the evaluation of programs within the Diviston of

Allied Health at New York City Commﬂnity College,

In his Discrepancy Evaluation Model for program improvement
anu appraisal, Provus(J) describes four stages for consideration in
the {mplementation of a new program, 'The design sets forth the stand-
ards on which a program is established and pfovides the basis for
assessment, Installation focuses upon the extent to which program
activities have been identified and attention hés been given to
corresponding task assignments within realistic time limits,
[nteraction focuses on the appropriate procedures for communicating
to the faculty, college administrators, staff, and students the
“_\objectives and philosophy of the program and fhe services it provides,
\
;The evaluation stage should examine the degree to which thé specified
objectives {n the project design have been met,

The program degign details the standards, directions, and

strategfes for the {mplementation of the program. It establisheg

“inttlal objectives, major strategied for achieving these objectives,
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‘and specific éctivities for each strategy, In Model B on page 139.
Lachat (2) desgribea an objective appropriate tolthe design phase of
a program, Objective Il was identified Yy the project coordinatbr.
Responsibility for each activity was assigned to a staff member, and
time lines were established for out-components of each activity as
i{1llustrated in Model C on page 140, This provides the basis for
asgessing the dilscrepancies between objective  (standards) and out-
Put (results) at interim periods.

A staff management system can be uged to track ;reas of
respongib{lity and accéuntability that have been previously defined,
The role of each staff member should be delineated in terms of: ”

(1) the person to whom he or she reports, (2) the people he or she
supervises directiy, (3) major responsibilitics, (4) working relation-
ships, and (5) position tasks and the time required for them, After
specific task assignments are made for various staff members, monitor-
ing procedures shou;d be carefully defined, Meetings must be regular-
ly scheduled with staff mémbers in order to assess progress. |

The relationship between processes and interim products, as
they relate to the objectives specified in the project design, must
be examined, Discrepancies between processes .and planned acti?ities
should be examined in terms of their impact on the development of
project products and the achievement of project objectives (see
Model D on page l&ﬁ).

The implementation of a4 tutorial servicel(see Model B), for
example, mtgﬁt not have been possible Lt there had been no congruence

between the lntended .activities and the actual activities,
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MODEL B

OBJECTIVE IT

Students enrolled in target freshmen courses for Allied Health Career
programs will become more proficient in their application of learning,

study, and test-taking skills,

STRATEGIES

1. Adjunct personnel will develop and implement minicourses re-
lating content and learning skills in target required freshmen 2

courses for Allied Health career programs. {

I1. Learning Center staff will provide a tutorial assistance
training program to enable qualified tutors to function (a) in
ag individual tutoring siguatfog, (b) in semiﬁar sessions,.
(c) as a tutor-in-residence, and (d) as a within-the-classroom

©* asgsistant,

IITI. Comprehensive tutorial services will be provided for stu-

dents enrolled in career programs in the Division of Allied

Health.




ERIC

ACTIVfTIES RELATED TO STRATEGIES

MODEL C

FOR ACCOMPLISHING OBJECTIVE II

ACTIVITIES

Meetings will be held with faculty members of

target vequired freshmen cuurses to

4. Obtain their support in developing mini-
course sessions to apply learning, study,
and test-taking skills to specific con:
tent areas.

b. request them to highlight aspect of
courses which are in need of program
support.,

<. Obtain course materials and outlines.

Mini-courses of six, one~hour sessions will
¢ provided for target required course in
)lli$d Health career programs

a. Test-taking techniques - 2 gessions

b, Carecr vocabulary - 2 sessions

¢. Application of math processes to
vontent curriceula - 2 sessions.,

Provedures will be finalized with the
Tutorial Ceiter for the coordination of

services through the Allied Health Learn-
ingy Center

Divigion students will be identified who have

been exceasively absent, are in danger of
failing, had dropped a course one semester
and had re-enrolled or have shown a low
protile in diaynostic and/or entrance exam.

a, Form letters will be sent to identified
Division gtudents describing tutorial
services available through Learning
Coenter

oz Prospective tutors will be identified

RESPONSIBILITY

Coordinator

besignated Adjunct
Personnel

Coordinator

" Coll.rLab,Tech.

+ TIMELINE

Oct. for first
semester courses

Feb. for second
semester courses

March -~ 3 sessions
April 3 "

First week of Fab.

Dec.~Jan.

First week Feb.

Jannvary




MODEL C (continued)

ACTIVITIES

S. Three tutor training sessions will take

place related to:

4. one-to-one tutoring techniques with an
emphasis on the dynamics of inter-
personal relationships.

b. seminar tutoring with emphasis on
group relations

C. assistants within the classroom situa-
tions with an emphasis on faculty
tutor tutee relationships

d. procedures for accurate record keep-
ing and follow~up of excessive stu-
dent absence

€. the use of tutor-tutee log

f. the use of existing and newly developed:

materials for departments in the
Allied Health Services

Tutor tutee record (logs) will be reviewed
week ly to monitor tutorial procedures and
will be available for review by faculty

Third session evaluations will be held for
each tutor-tutee situation

Multi-media instructional aids for rein-
forced learning will be developed

A final report on numbers of tutors and
tutees participating in program, types

of sessions utilized and materials used
will be submitted to the Project Coord.

RESPONSIBILITY

Coordinator & Coll.
Lab. Tech.

Coordinator

Coll.Lab.Tech.

Adjunct Personnel &
Media Coord.

Adjunct Personnel &
Media Coord.

14%

TIMELINE

Februa.y

weekly throughout
2nd semester

throughout 2nd
semester

" throughout 2nd

semester

throughout 2nd
semester




MODEL D
INTENDED ACTIVITIES Congruence ACTUAL ACTIVITIES

INTENDED A OUTCOMES Congruence ACTUAL A' OUTCOMES

At this stage the {dentification of discrepancies between in=-
tended activities (plans) and actual outcomes (products) does not
necessarily have negative implications. Evaluators ha;; in the past
and can now document modifications in operations that may be situa-
tional responses to specific conditions, But the absence of tge neceg=
sary facllities, for example, might severely impede various activities

so that products cannot be delivered by a specified time,

The Role of the User - 2

Often the thickness of a report is inversely proportionate to its
shelf life, In order to ensure that the product of evaluation will
not be relegated to a shelf until it is outdated and useless, we
muit change the role of the user from a passive to an active one,

Reflect on the following:

Fromownose Vantage Point Will Judgements Be Made?

L. Whd is the audlence who will read the report?
Will they have a voige in the design of the evaluation?

A, Administrators

Bi  Department chairpersons
C. ‘taculty

D, Students

FE,. Employers




IL.

Irr,

1v.

Who

A,

Are
Are

A,

Are

\

compiles and examines the data?

Nonvestad {nterests

1. Outside the college
2, Inside the college

Possible vested interests

l, Program coordinator

2. Department chairpersons
3, Dean of the division

4, Faculty

the procedures for collecting data viable?
the source and the organization of the data credible?

Quantitative data

l. Entry--pretenure
2. Interim--tenure
J. 'Output--posttenure

Qualitative data

« Ques*ionnaire

. Interview

. Seminar or conference
. Standardized tests

. In-house tests

(O, I o S RN C N o

the indicators for measuring success considered valid

by the user?

A,
B.
CI

Patterns of utilization of services
Nature of clients
Percelved effectiveness

To provide a viable evaluation' product, thg users should be en=-

couraged to participate in determining the components to be included
in the tinal report, The results of investigating a sequence of speci-
tied activities (teaching methods, content, facllities, and so

torth) must be communicated to staff members at all levels, and

their recommendations must be heard so changes conducive to the

attainment of the prugram objectives can be implemented,

14,
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Evaluation chould he concerned with the immedlate aud sunma-
tive products-—=the processes and activities leading to the produce,
Appraisal by evatuation, with the hel, of the us=r, in the Interim
stages ot the pro,rvam can pertdv eari’ .asights, and then the pro-
gram can be revised in progress to enhance ' suc ess, Open chén—
nels tor ;ommunicatlon, oth vertically and haizent #)ly, with
Involved staff and faculty .ave a must if tthAwaluator 15 to be
eftective, With such communicatfon, the formative evaluation can
becume part of the decisfon-making process, ¢ud the avaluator can
be percefved as a helper who will reinforce soud performarice and

sugpest corrective alternatives,
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MANAGEMENT AND RESEARCH: AN ESSENTILAL PARTNERSHIP?

Boris Hlati, Jr.
Dean of Administration
Harcum Junior Coilege
Brvn, Mawr, Pennsyivania

{n the midst of {nsistent demands for accountability, self—analysig

by educational institutions 1is now an urgent necessity, Research and

development in both community and private junior colleges is taking on
new dlmunéiuns. In the collection and analysis of pertinent informa-
tion, great emphasis is beiug placed upon data bearing directly on

decision making rather than on mere presentation of statistics in

’

support ot some theoretical design,
As schofer and Turner noted in a 1970 topical paper to the
Florida Community Junlor College Inter-Institutional Research Council:

The last few vears have seen a growing inquiry into whether “
community colleges are, in fact, fulfilling the high aims

once o contidently announced, Though still muted, demands

tor ev.dence are beginning to be heard, Even the most

ardent proponents of the movement appear to recognize ghort-

comings and a consequent need for a tirmer base for insti-

tutional philoscophy and methods that would come from
empirical studv,

Sayder, in ERIC Junfor College Clearinghouse Topical Paper 30,

1972, has observed:
7

The press tor accountability has descended on the two-year
college aud cannot be put off. Legislators, board members,
taxpayers, cven students and parents, are asking the col-
lege to account for its efforts and resources, It must
respond, for the alternative to selt-examination and direc-
tion s submission to interests beyond the college, These
condftions have glven critical impetus to the role of the
fastltutional researcher,

tor an institutional research program to be of maximum value to

an orpanteation, it should embrace ongoing assessments of




&I) allocation of rksourceag (2) student potEntial,v(3) 1n§titutipnal
achievement, (4) curriculum and program needs and ordered priorities,
and (5) community impact of the college.

What tollows are the highlights of how oné.small-enrollment
(650 students), private, independent junior college for women analyzes
its efforts as a learning center for young wumen,

At Harcum; institutional research is a sh;red activity, Faculty,
éarticipate in pnlicy deliberatiops through four active committees, a
Faculty Assembly, and a College Council, In 1970-71, of some 72 policy
and procedure act{ons recommended by these groups, 21 were based, in
part, upon doc;mented research inquiries by various faculty members,
In addition, at the request ot these various committees, the Office
of Research conducted 14 additional inquiries furnishing information
which facillta;ed-subsequent deliberations and decisions,

To help insure an orderly, ongoing, and comprehensive program,
we used a checklist of areas for inquiry, which has been a very
usetul guide at Harcum--both for cyclical; long-range trends'analysis
and planning as we}l as one-shot 1nqp1r1es to collect data for the. .
resolution of immedifate problems and concerns, Since 1963, the Office
of Research has prepared some 420 research reports, memoranda, and
briefs as well as 120 published articles,

The varlous studles, inquiéies, and investigations we conducted
dutring 14971-72 mav be convenlently grouped Into three categbries:

(1) Experimental Research (40 percent): These generally in

volved the experimental mani{pulation of selected (independent)

varfables, otten with the use of experimental and control groups to

15.
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note what effecta, Lf any, occurred {n the criterion (depenaent)

variables,

)

(2) Survey Research (50 percent):. Researchers collected data

by questionnaires, analysis, and records of interviews taken from

samples of whole populations,

(3) Historical Research (10 percent): These particular records

analyses sought anst'ers to questions by referring to valid college
records and the {nstitutional research offices subsequent statistical
treatment of lthe historical duta, '

The principal techniques that have been utilized for data col~
lection have included: before-and-after 2valuations; checklists;
correlational studies; interviews (both structured-.and open-ended);
tests and inventories (including academic achievement, skills, and °
personality assessments); observation schedules; replication investiga-
tions; questionnaires and opinionnaires; rating and ranking schedules;
and statistical treatment of data.

Since Harcum is é private junior college, withoﬁt public tax
support, the tinancing of 1its institﬁtionai'research effort 1s wholly
determined by coliege executive management with no sustaihing public
monies, Such monies become available only through individual grants
recelved for the conduct of specific programs or projects or, in the
case of private foundation grants, for the support of 3pecific re-
search studles, On_ occasivon, when,the investigation subject so
warréﬁts. funds are furnished by the appropriate coliege department

(an academ!. division or adminie.rative office), In this connection,

{t ig strongly recommended that the institutional research office

167 4, .
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tunction as a service agency to the college (and the faculty, in par-
tlcular) and guard agatnst becoming a bumptious bureaucracy!

ln 1971, some 90 percent of the laculty agd staff voluntarily and
.anonymously responded Eo a questionnaire requesting their candid
evaluation of the {nst{tutional research reports furnished Ehem.
Virtually all of the respondents (94 percegt) rated these reports on
; a five-adjective gcale of "Exceptional," "Considerable," "Somg,m
"Little,"~and "None," to fall within the rangé of "Exceptional" to
"Some,"  Most respondents (52 percent) specified "Some" -- the mid-
value rating on this five-level scale. No“claim 1s laid to equal-gtep~-
ga?plng, or other sophisticated measurement techniques for this
simphe, féce-valLd rating scale,

Since Harcum declsion makers’continue to seek improved methods of
college operations, the rationale for institutional research at the
college i{s crystal qlear and LOmpelling. Under the leadership of a
progressive, respnﬁsive management, institutional research has moved

into the malnstream of college operations. By becoming directly in-

volved {n filling informationrgags, it i{s relevant to all institu-

tional problems, concerns, and operations,

[t is axiomatic but nonethelrss pertinént to note that without
the wholehearted endorsement of executive management, the esscuatial
statt-service tunction of institutional research is either an im-
possibility or simply a meaningless, wasteful window dressing, The
financial support ot institutional reséarch should not be left to
chance alone, Tf a research program {s considered important,

specltic and realistic provision must be made for it within the

15,4
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collegg hudget, At Harcum, management has -totally supported insti-
,tutlunul research, permitting freedom of inquiry, follow=up of
vesearch tindings, and necessary financial support,

Michael Scriven's phrase "Resulqg Rather than Rhetoric" might
well be the motto tor institutional research, After all,'nét only is
fho phrase ulluringly.alliterative, but {t convefs a commitment to
emplrical uvidence and a dismissal of mere word wizardry! And go
at Harcum, the pragmatic answer to the question "Why Institutional
Research?" has been that we have found it provides ways and means
for idcntifyiug and analvzing the college's problems objectively,
This 1s the tlrst majsr steé toward improving current programs and
opgrations ;nd planning intelligently fqr the future, In short, to
avoid the twin pitrallg of complacency and misdirection, ongoing
fnstitutional selt=study is a necessity,

Nume rous management specialists have suggested that education,
ltkv Industry, should ask many searching questions of itself, It is
particularly important to recognize that the need for, and the
thnlvum;nt u;, teaching and administrative faculty in on-going, self-
evaluation designed to improve collgge operations (which, incidentally,
is probably as useful a detfinition ;f institutional research as any)
Is as great in the two-vear coilege as {t i{s in the four-year
fnstitution, In these davs of accelerated chonge, the two-year,
postsecondary vollege can no longer be casually relegated to the
"litele sister"” category, not when it is anticipated that within a
scant 5 vears, 40 out of each 100 students enrolled in higher educa-
tion In Amerleda will be in two-ycar colleges, Stuart Marsee, former
president of Santa Fe Community College, has sald:

150
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Properly conceived and objectively pursued, such institutional
selt-study may possibly result in data that presents a case
agalnst a popular cause, The researcher must be prepared to
dcvept the tate of this eventuality, Also, he must not con-
gider it a personal gebukc 1f the president, or others, act
contrary to the direction his study supports, His. responsi-
biltley iy for research, and not for management decision-
making, ' ’

Concerted and systematic efforts to encourage the use of re-

search are essential, To spread the word, some form of blanket cover-

rage should be glven to the fiﬁdings of research gstudies, Where

numbers warrant, a periodic institurional research letter can

help to keep the [R dtmensi&n among the hpper priorities of faculty/
, management activities,

One final aphorism: Haste makes waste, Most innovative programs

{n education, including IR programs, have been plagued by t@e tendencx
ot both observers and participants to want immediate, visible results,
We sutter trom tﬁe habit of pullingtup the plant by its roots every
tew months to see {f {t {s alive and growiné! Resist that anxious

q

urye; set reasonable target dates and then patiently insist they not

he tampered with|




INSTITUTLONAL RESEARCH AND MANAGEMENT: THE ESSENTIAL PARTNERSHIP
Cheryl Opacinch
Coordinator of Institutional Research
catoasville Community College
Catonsville, Maryland

In thu'pnst. the role of institutlional rescarch has heen to assist
the‘collugc {n goal achievement in a number of ways, including

document ing eﬁrollment patterns, assessing the effect of varioué teach=
ing methods on student learning, projecting demand for new programs;
and predficting the effect of th;sc programs on campus resources.

Today, we are seeing a shift in our institutions’ needs re-
sulting trom external pressures such.as slower growth, more part-
time adult students, diminished resources, additional state control,
and, internal pressures such as collective bargaining, demands by
faculty tor meaningtul participation in governance, and an increase
{n the number of students in need of developmental skills.,

The roles of administrators haveAaltered dramatically over the
last 10 to 15 vears as have those,of institutional researchers, Today;
responéin; éo external and internal pressures, both institutional
fesunrchurs and college administrators are on the brink of perhapsvthe
most dramatic change of all: a shifv from research to planning and
from adminlstering to managing. The following chart shows the relation-
Hhig between various Institutional phases and the roles of ardminis-»

trators and i{nstitutional researchers:




; Role of
' Role of Institut{ional
Institutional Phase . Administrator Researcher ° !
phenomenal growth, building reporting
plentitul resources ’
slowed growth, contemplating, . researching
adequate resources evaluating
little growth, managing planning
dimintshed resources : ‘

The Auliowing descriptions give a'relatively detailed view
at the three tvpes of {nstlitutional researd1%
Reporting: This kind of research is usually an initial response to ad-
minfstrators both on campus and at the state and federal level that
describes in rather limited terms what isﬂoccurring in higher edu=-
catfon {nstitutions., The need for reporting has not abated, particu-
larlv at the tederal level, and revorts as well as their data
elements and subgroupings contlnue to proliferate, Reporting
usual lv requires the kind ot infurmatiop that is routinely collected,

Examples of these reports are: the federal overnment's Higher
} p 8 ghe

Educatfon General Intomation Surveys, student profiles, grade dis-

‘

tributions, enrollment reports, staft profiles, and facilities in-
ventories, |

Researching:  This type of institutional research has been provided
tn response to administrators' and fncultv members' desire to assess
and evaluate vhat thev have heen dolng. This destre has "apparently
vontinued to grows Hitnvss the {ncreasing numbers'of institutional
research positions being created on community college campuses

and the burgeoniug number of documents added to the Educational Re-

sources Intormatfon venters system annually,

0 15, =2
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Examples of questions asked of researchers are:
To what degree,,.

“are college goals being met? {s the community served?
are gtudents satisfied with their college's programr
and services? (s thelr a reletionship between pre-

- ' terred learming styles of students and knowledge gained
from a congruent teaching style?

ls there a significant increase,,,

in knowledge gained (f group discussions suppiement

lectures? in the number of faculty favoring collective
bargaining after class sizes have Iincreased 20 per- !
cent and inflation has eliminated any salary increase?

fn the number of women students enrolled in programs’
nontraditional for them as a result of concerted

publicity, counseling, and recruiting efforts?

Planning: Undoubtedly, planning is done in response to the needs of
administrators to allocate diminishing resources in the most efficient

- and prouductive manner. Planning builds upon the information collected -

v

for reporting and research purposes, but it does more than describe
what has been. It can describe what will be and what will be "{f."
Thus, it is¢ concerned with analysis of the existing, simulation, and
projection, It dittfers trom reporting and research in that it deals
with more than the quantitative; it is concerned with the quaiita—
tive, policles, and phillosophles, Planning seeks to facilitate se-
lecting the best methods tor achleving institutional objectives.
Examp les of planning include:
enrol lment projections, facilities demand projection,
torecasting needed programs or courses, establishing
program enveollment demand, and determining class size
ratlos and needed taculty based upon a proposed
schedule, ’

ianntug asks questions such ag:

What {f a calendar change were made? What 1s the
probable effect on enrollment, efficiency, student

153
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enrollment, needs of students who wish'to transfer,
work load of affected administrative offices such as
ddmissions, registration, public relations, and the

domputer center” ;

The Abllity to Manage

The ability to plan, to manage, calls for new skills, What's needed
ls the capacity to view the institution and it's goals objectively in
order to

. fdentify fnstitutional strengths to be built upon, and
deficiencies.to be corrected;

® conceptualize ingtitutional parameters empiricall&;

® be aware of available internal and external resources;

e 'talk with' and 'to' compdfers;

® ask the 'wh;t ff' questions; and

] implement the results of these analyses.

Fach of you could add to this list, but the major point is that
we're seeing the scholar president of yesteryear, who has read o1l the
classics, now needing £o read a computer printout; the president
who coaceptualized a new way to analyze literature, now needing to
conceptualize {nstitutional parameters; the -administrator who hardly
had time to ask "what are we doing?", now asking "how are we doing?"
and also beglinning to ask "how can we continue to do itéﬁ The move
trom administering to managing is upon us; note, for example, the
growlng number of presidents from fields guch as business, who've docu-
ment ed ghv(r abil{ty to manage,

What, then, {s the researcher's role as the partnership con-

tinues! In esseunce, it {s to facilitate management-~to plan,
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The responsibiliries will differ; they are dependent upon such

»

tactors as the stage of development of the institution, the willing-

‘ness of vampus ﬁersonnel to become involved in developing computerized

planning systems, the time administrators are willing to devote to
the analysis of alternatives and their capabiiity for conceptualizing:
institutional parameters, as well as their understanding of simu-
lat{on and cbmputers. “

I some tnstancus,;the institutional researcher may need to teach
institutlional planniné, organize the development of planning models,
analyze for presentation the results of simulation, or, in some in-
stances, play an advocacy role for a single, alternative course of
action, We have not tunctioned in the planning-managing stage long
enough to detine with anv degree of accurac§ the primary role and
responsibllities of {nstitutional researchers. Just as we bor-
rowed tramework$s trom the disciplines to conduct our research, we
must borrow and adopt frameworks for planning from eacin other, from
business and industrv, and trom organizations that develop '"model"

t rameworks .,

[ can't think of a more challenging, interesting, or stimula-
ting place to bhe professtonalLy ghan in institutional resea?ch today.
In five vears, I hope we take the time to ook back tu see how our
roles have developed.s And, lest we feel that anything is truly new
or novel, ['q like to share with youa framewer's I camé across after. g

1'd developed my thoughts concerning the evolution of communicy col=~

leges and the role of fnstlitutlonal researchers and administrators,

Hiﬁh‘_
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RELATLONSHLP BETWEEN ORGANIZATTONAL PHASE ANﬁ
TYPE OF INQUIRING SYSTEM%

Organizational
Phase

l, Creativity

2, Direction

3. Delegation

4, Coordination

?

5. Collaboration

(which mav
transtorm
to 2 or L)

’

Types of Data

personal observation,
expetlence, direct
teedback

]

add: functional
transactfons (ac-
counting, student

records)
add: "more detailed

transaction data by
oprrating unit,
sources and uses of
resources

add: standardized
data elements

\f

add: personal feed-
back, process
teedback

_ Hegelian)

Type of Inquiring
System

informal, interpersonﬁl,
judgmental, synthesis,
consensual; (Kantian or

add: standard format
reports of transactions;
functional budgets; an-
nual reports; some
computerization
(Leibnitzian)

add: unit cost analysis;
seeking comparative data
on costs, workload and
perfcrmance data; com-
puters required
gkeibnitzian)

add: objectives ex-
ETEEsed as programs;
PPBS attempted; simula-
tion models to evaluate
alternatives; program
cost analysis; regular
data exchangej exten-
sive computerization
(Kantian)

add: flexible output
formats; eliminate
standard reports, PPBS,
standard unit costs an-
alyses; integration of
previous decisions with

new IS design (Hegelian
or Singerian)

addt means the 1{. *ed characteristics are in addition to the char-
dacteristics listed above {n the same column,

AWeathersby, George B,

Decision paradigms and models for higher edu-

Ceatfone Paper presented at the Forty-Fighth National Meeting of the
Institute tor Management Sclences and the Operations Research Society
ot America, Las Vegas, Nevada, November 1975,

£
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The prcc;dlng chart is taken. from a presentat{on made by
George Weathershy ot Harvard's Graduatg Schdol of Education, Insti-
tutional’ development is defined in five phases, and types of data
and Inquiry systems tvpleal of each phage are defined.

[ think weuthersby'é chaft provides an excellent framework
in which te document changes in institutional researchers roles,

and 1 hope you find {t usetful for documenting role changes,




AN ORGANIZATIONAL PERSPECTIVE
ON I[NSTITUTLONAL RESEARCH IN THE EIGHTIES

Ervin L. Harlacher
Chancellor

The Metropolitan Community Colleges
Kansas ,City, Missouri

I am pleased to be Herc today among many of my fricnds and former
colleagues, [ am reminded éf the‘plight of the conventioﬁ;l institu-
tional researchérvwhén Il think of the story told ﬁany years ago by
" one Patrlek Hoo ley when he was asked what América had done for th'e
working man: -
"Well," he sald, "when [ first arrived in America, a green-
horn from thé Ould Sod, the only job of work I could get.was with the
Whltg Wings, New York City's street cleaning department, Then {t was
. "Héoléy, do this; Hooley, do that.' And after a bit, because I'd worked
tnard and done my job well, someone asked me to run for boss of the
local unlon, | did that, and I was elected, Then it was 'Mister
Hoolev, sir'--and sometimes 'Mister Hooley darlin',"
"A tew years later I was asked to run for alderman--which I did
aud was elected, Then Lt was 'Honurable Mister Hooley.' And pretty
soon I was made chalirman of the Boord of Aldermen; and then, of
course, they called me "Mister President,' But it wasn't until a visit
to the ould Sod once agaln that I realized how America had eqevated the
working man, u
"It was a beautiful Sunday morning and, with my handsome young

nicee on my arm, [ mounted the marble steps of the Cathedral. As I
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bushed open the fine wooden doors and stepped inside, the choir be-
gan to sing, 'Hooley, Hoolé?, Hooley,.,'
¢ "That's what America has done for the working manl"

In order for us to have a perspective on institutional research
in the 19808, we must tirst d;terminc ;here institutional research
t.ts into a college's governance and management systems, Like Hooley,
the iuS\itutLonal researcher {n the modern community college may
have an unreal L{mpression of his importance or now he is perceived by
his peegg. For whether we like it or not, the best data in the world,
circulated aationall, , wil% go unused {f {t is not merged with the
declslon-making process in a politically astute way,

My purpose today, chen, is to share with you: (1) a management
» stem based on goal setting and evaluation which utilizes institu-
tfonal research (not as an end, but- rather as the means to an end) *
in Inskitutiona} problem solving; (2) a system of organizational reld;
tionships {n which institutional »_search and planning can becéme the
decisive factor {n effective governance. .

But before describing these systems, 1'd like to make a few
personal comments with respe:t to the governance and manégement
of multi-unit community college districts.

Prior to leaving this area (New Jeréey) three years ago, I
would trequently hear the questlon asked: Is New York governable? 1

uess we now know the answer to that question, Thos Jf us in
B

multi-college districts now tfrequently raise that question with re-

gpect to pur own districts,

59
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Stnce moving to Kansas City, i've had occaslon to ask mysgelf how
anyone can govern in a ratlonal manner so complex an emplre as thig
one: A slxty—ygar—old svstem serving the one million plus residents
of the tour Mlssouri countles of Metropolitan Kansas City through
tour colleges (three with tformal campuses): Penn Valley Community
College, located near the District offl{ces in midtown Kansas City;
longview Community College, 20 miles to the south; and Maple Woods
Community College, 20 miles to the north; and a fourth college, Pio-
neer Community College, that uti{lizes sites throughout the four-county
arca, These four colleges--each with its own name, its own president,
th‘hwn distinctive characteristics, and its own hallmark--enroll more
than 29,000 students, N ;

Frankly, the challenge of managing this dynamic and comple;
system of colleges has rekindled my-interesF In institutional research
and ptanning,

Why? decause in mv judgment management control must exist in
all organizations {f thev are to acHieve'their mission, The question,
then, {s: Do we want the control point to be at the management
activity Tovel or at the outcomes level? Are we interested in con-
trolling activities or results?

This deltiberation has lted to the concept of accountability, And
accountabitity fmplies the setting of goals and evaluation of out=-
comes dnﬁ the need tor data to set and mea:ure them,

Gﬁvvrnﬁnve, dccording to John b, Millet, ts both a structure
and a process that characterizes every soclal unit, implicitly or ex-~

plicitlve  In educational fnstitutions, a dual structure usually
-
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exists: one for declsion making about the adminfstrative uvr institu-

tional atfairs eof a college, and another for the academic or lnstruc-

In the tirst instance, the board of trustees, the

tional attalrs,

——————a_n &

president, and the administrative statt form the group that is pre-

occupled with fnstitutional atfairs; in the second instance, it is

the taculty that are preoccupied with instructiona! objectives, in-
structlonal procedures, taculty selection and promotion, student
acad;mic pertormance, and tgb fultillment of degree requirements,
Historically, these two structures--{nstitutional and instruc-
tional-=have been In conflict, though the need for such conflict
remafins vbscure, However, we generally attempt to avoid the conflict
through a torm of governance called the community governance
model, which attempts to bring together in one body representatives .
of the facutty, stati, students, and administration,
This model has met with limited success, and is highly suspect in
an environment ot collective bargaining, (Some would say it leads to
coldective bargaining.) For this reason, a new king of institutlonal
leadership may emerge that will require much more extensive information
sharfug, more lengthy consulttation, and more emphasis on goal setting and
the measutrement ol results or outcomes of the decision process than the
community governance model described aboye.

Peter Druckerv,* in his book The Age of Discontinuity, stresses

the fmportance ot intormation sharing, goal setting, and evaluation to
organtzaclonal health:

The members ot organizations, whether employees or stu- (,
demtya, should be expectoed to take the largest possible

Frucker, Peter, The age of discortinuity, New York: Harper and
Row, 19864,

L\I'r
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responsibility for managing the community 1life of their
lnstitutions, A great deal of what nianagements are doing
today ls not related to performance and function, Why man-
agement should run the plant cateteria, for instance, or
be concerned with malntaining student discipline, is not
very clear, And there are many other areas where community
sel[:governmenn can and should take over,

Altogether a wise management does not speak of "manage-~
ment prevogatives,' It does not even think of them, It
Iimits Lltselt to the spheres of direct relevance to its cen~-
tral task. Frervthing else it tries to unload, Wherever even
serlous maltunction would not endanger the attainment of the
organization's objective~-~ytudent discipline is an example~-~
the wise executive savs, "This is your job."

It is also highly desirable to bring these "members'" of
organization as tar as possible into the decision-making pro-
cess, Otherwise they cannot acquire any understanding of the
realities of their Institution,,.Without such understanding
organlzation ls always endangered, And we know that partici-
pation In the actual decision-making process 1is the only way
to acquire the rudiments of understanding, .,

But in the areas that directly affect standards, per-
tormance, and results of the institution, the members
cannot take over, There, the standards, the performance,
and the results must rule them,,, “
Urganizational leadership, then, according to Drucker, re-

quires particivation by members of the organization for informa-
tlon-sharing purposes, but the authority to set goals and standards
and to control the means of evaluatlon must not be delegated down-
ward by top management,

These words have {mportant Implications for institutional re-
search, 1t we are going to place more emphasis on i{nformation sharing,
our totormation must be timely and accurate, And, {f we are going
to set goals and evaluate results, then we must know not only what
results we are secking but atso how to measure the outcomes, These

concerns tead me to suggest a management model for the 1980s that

makes institut{onal research the keystone fu the decis{on-making process,
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Simplistically, the management model 1 propose is one that would
allow decisiony to £e made on the basly of the evaluations of prede-
termined, mutually agreed to goals, ‘That ls, the board of trustees
and the chancellor or president and his or her immediate staff should
be primarlly concerned with goal setting and evaluation, not man-
agement activities: Where do we want to go? (What are our goals
and objectives?) And ({i¢ we get there? (How well are we accomplishing
our goals and objectives?) Middle management should be concerned with
reachiug the goals and those activities which move them toward those
goals, and institutional research should provide the data and infor-
mation to set the goals and then be responsible for measuring to
det” mine whether the goals have been met—-;hat is, evaluation of
how ell the Institution has done,

A management model of this type is best driven by a Management by
Ubjectives system, requiring the development of annual management
objectives that are consistent with annual priorities and a system-
wide master plan.

An MBO system dtst[nguishes between conformity and freedom--
contormity to goals and objectives that have been agreed uporn in
advance, but freedom in choosing the means for achieving those
objectives,

Let's tocus on the goal-setting process for a moment, It is
essential tor colleges to articulate their mission, goals, and
obJectives not only to assure that they will become a part of a

management svstem, but also:

ml 6 \)
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veoto glve direction to present and future work

vooto provide an {deology that can nurture internal cooperation,
communication, and trust

vooto enable appralsal ot the {nstitution as a means-end system,
and

«ostoartord a basis for public understanding and support,

As I've suggested, fnstitutional goal determination also in-
volves the establishment of priorities, Ay Peterson has said, "an
Institution's 'woal structure'--fity rank-ordering of goals--can be
Qatd to be determined when some leval of consensus has been reached
through a process that {s democratic and participatory,” Similarly,
Schoor poiuted out that the goal determination process must be re-
garded unfversally throughout the disgritt as falr 1f the resulting
goal structure s to have legitimacy--that {s, if 't {s to be
daecepted as appropriate in the college community,

Institutional goals are best concelived of 1in terms of outcome
goals and support goals, Outcome goals are the ends the colleges
seck; thus, they express the deslred educational productivity,

support poals are the goals that facilitate reaching the out-
come poals, They have to do with {nstructional resources, educational
cavironment, rescarch and deve lopment, and so forth, Accomplishment
ot support goals s fntended Lo optimize the previously identified
outeome poals,

nce outcome woals and support goals are determined, a neces=
sary next task fs to trJnslaLc these conceptions into precise, mea=-
surcable program objectives, This process requires good institutional

research,

10\)
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Evaluation

The other hall of this equation s evaluation. Evaluation hay at least
two desired cuteomes: (1) to document movement toward objective
achievement; and (2) to provide data for subsequent decision making.

It !4 essent{al, however, for systen participants to feel that
the evaluatfon i{s worthwhile; that is, the activities carried out in
the evaluatiun must be seen as useful to those participgpts to whom
the evuluatlou.applies, Thvs, *1f the participants feel ownership and
belicve that the evaluative activity will be beneficial, ;t is much
less likely that either the evaluation objectives, methods, and pro-
cedures or the value of the results will be questioned., This kind of
acceptance {s critfcal to a management model based on goal setting
and evaluattion,

A second major objective of the evaluation process is to document
the extent to which objectives are achieved, Wherever an inquiry is
made, the functlion of eval ition {s to provide evidence of the level
at which uhjbcttves are achicved, From these data, decisions can then
be made,

Within the Metropol({tan Community Colleges, we have organized
ourse lves {nto a pattern which we think supports the concept of
leadership through the setting of goals and the subsequent evalua-
tions ot goal achtevement,

While we are a multi-college district with a central chancellor's
offtee and somewhat autonomous colleges, what I am about to describe
can work just as well fn a sfugle coltege 1f the president's offlce
and statt are put {n the same context as a "district office" 1in a

13 .

multi=-college syitem,
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The Metropolitan Community Colleges emphasi?e functional manage~
ment based on the concept of decision making relating to the differ-.
enttation of tunctions between the +olleges and the chancellor's office,

It Is the district's responsibility to provide an overall, compre=-
hensive program of education and services suitable for all segments of
the district populutign and to assure that these offerings are effec-
tive in meettng individuval and community needs, The' colleges, on the
other hand, have the responsibility of developing and operating all
cducational programs and services in their service areas,

Accordingly, decistons are made at the district level when: (a)
the proposed action or {mplied result of the decision requires either
the board's or the chancellor's approval; (b) the decision requires
total district resources to implement; (c) the decision 1is related
to the legal responsibilities of the district; or (d) the decision
would yteid etficlencies through system-wide impleme;tation (for ex-
ample, a declsfon to make use of a single computer), All other de-
clslons are made at the college level,

In operating the district, the key respbnsibilitiés for each
managenent element arve:

For the chancellor (as chief executive officer of the board)

L. “wal setting tor the district, in accordance with the
en=vear master plang

do Evaluatfon ot all programs and services;
Jo Development of new programs and services (district-wide);
4. Community and governmental relations (district-wide);

o tertaln centralized support services for the consortium of
colleges;

y
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6, Establishment ot district-wide performance standards and
svstems In dreas cuch as plant operations and maintenance,
yecurlity and satety, tilnancfal aid, iuformation systemg,
proyram review processes, internal audits, and communi-
cations systems,

For each president

{. The operatlion ot all educational programs and services;
2o toal setting tor the college;

b Evaluation of the teaching/learning process;

4. Support services tor college departments,

There are simflartties between our organization pattern and a
tederal system, in which a territorially diversified pattern calls for
two levels of government--one to deal with the common, the other to
deal with the territortally diverse, Perhaps our greatest challenge

lies In our ability to toster diversity, creativity, and initiative

on the part of our local colleges and, at the same time, to guarantee

excellence of programs and services oftered by cach college in a cost-

cttective manner without unnecessary diuplication of effort. These
respons{bilities welded together In a process of accountabllity,
declston making, evaluation, and adequate staff support should pro-

vide the district with effective management for the future,

The Role ot Research

Where Jdo we tit institutional research into this system? At the dis-
trict tevel, we have three support divisjons: one concerned with

t {seal and personnel matters, ove concerned with public affalrs, and
one converned with goal setting and evaluation, These divisions are

headed by vice chanceltors who report to me, The divisions are staff

orfented and have no line authorfty over the colleges.,
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The diviston that is concerned with goal setting and evaluation
Is also responsible for our central computer services, the develop-
ment of management svitems, curriculum planning and coordination, long-
range planning, and research and analysis, a service that is available
tor all other functions ot the division, All data reporting about the
district, both laternal and external, flows through this office,
Research and analvs is program audits and evaluation, hase data for
goal setting, position papers, projections, and master'planning are
all integral to the mission of research and analysis in our system,

The fundamental role ot this goal-setting and evaluation di-
vislon {s, rirst, to pruvfde management with the data, alternatives,
svstems and standards, and tools necessary for effective decision
making; second, to monitor the results in terms of the achievement
ot the godals set forth; and, third, to provide a master plan for
the tuture in all areas of district activities,

Tht. division, then, has a tremendous responcibility and a
great impact on our district, We feel it is the link that makes ef-
fective. management by goat setling and evaluation possible, The
status ot this dlvlsion‘hAH grown, and its acceptance has been
tostered throughout the district because the data [t reports, the
planning (t does, the evaluation (t makes, the recommendations it
prepares, and the sestems it develops are used, The single mos t
fmportant ctement In the managemen’ scheme 1 have just described is
the fntent to make tull use of the products of research, You caa-

not organize {n one manner and operate In another,

17,
1643
Q

ERIC

Aruitoxt provided by Eic:




Even though you are not organized in the manner we are, or may
never be, there gtill are critical questions that need to be answered
now and into the 1980s to help support the decislon-making process at
your college, For example: -

How many ot vou can supply your president with cost effectivg
data tor the programs otfered at your institution?

How many of you can supply your president with accurate historical
data on the operational and tinancial aspects of your
tederally assisted programs?

How many of vour {nstitutions have a specific set of measurable
objectives?

How many of vou have a usable master plan for the future?

How many ot you have an evaluation plan to measure your college's

ettectiveness in meeting its mission?

Every conference 1 attend and every educational publication I
read extols the virtues of accountabilicy, cost effectiveness, simu-
Lation models, long-term legislative agreements, and performance
fndices and encourages educational administrators to think in these
terms,

It we're not concerned with them, then nobody is, Yet 1if we
are, are thcv-qsed? The responsihility is shared. The instututional
research must be done {n a timelx and accurate manner, and then
other adminfstrators and [ must use the products you have generated., *
I7 we do not use them, vou'll fall fnuto disuse and we'll be ineffec-
tive managers,

[ believe we have the tools, the compuLur'models, and the con-
copts that allow us to measure the progress and process of our past
dectsfons aud provide ourselves with decision-making data for the
tuture, However, 1 question whether we are making adequate use of

16
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these tools in today's problem-solving and managerial tcchnfquea.
One ot the most {mportant things we must have {n the 1980s is a full
comp lement ot management tools to support the deeislon~making process
and we must be committed to using them,

lerhaps that statement sounds gso stale to you that you can hardly
believe that someone ts actually saying it again. But let me tell you
why T am saving {t again, [f this were August 1966 rather than August
1976, and we were attempting to look at the 1970s, how many of us
would have been able to {dentity the following challenges, which we
now face tn the 1970427

a, declining fﬁll—time enrollments

b, emergence of the ”nontraditiénal“ studoent

¢, average student age of 30

d,  resistant legislative bodies

¢, severe budget constraints

b, lacultvy lavotts

¥. vcollective hargaining

h,  high unemplovyment

L. Increased interest in vocational/technical training

I could go on with the litany of education problems we are now

taciug that were not predleted, but it {s not necessary, What {is

necessarv ts tor all oL us to see that accurate data and effective
long=range planning are crucial to declston-making, Therefore, 1
sav to vou, develop the management tools that will carry you into
the 19308, [t the tools that ﬁave been developed work, use them,
[t they don't york, dispose of them and develop tools that will

~ 170
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work, Always be cognizant of the fact that you are in a dynamic
environment, and as you initiate change, make sure that your tools
are flexible enough to accommodate that change.

Finally, we often promote the concgpt of institutional rescarch
and planning services for Jdecision making; yet we end up making de-
cisions based on "our vears of experience.'" This technique of manage-
ment always deals an effective death blow to research and planning
services, lf we are to.organize for the 1980s to avoid decision making
based on what Simon has called "little more than ambiguous and mu-
tually contradictorv proverbs,'" the need for institutional research
to play a strong role is evident. And it clearly must play a decisive

role within organizatinnal structures that is based on goal setting

s
and evaluation.




LDENTLIFYING INSTLTUTLONAL
RESEARCH NEEDS
Leslie Mylos
Director of Research and bevelopment

Delta College
University Center, Michigan

Lt Iy critical to Institutional research, -if it 1g golng to be used,
ﬁg detine sharply what 1t is, who it is tor, and what it is for, Con~-
tinuous reevaluation within our own institutions is necessary 1if we
are to avoid the "shelf-decoration syndrom;," the inatitutional re-
searchar's nightmére vi the results of his perception and geni;;
decorating the shelvcs ot his and other offices rather than belng used,
Lt we are in good communication within our institutions about what in-
stitutional research is, who its clients are, what the objectives of
Lthe research age, and how the objectives of institutional research are
related to the goals and objectives of the institution, the client
proups ot the fnstitucion, and the client groups of the institutionail
researcher, we will have taken a long step toward producing research
that will be used,

ldcntlfytn& rescvarch needs, then, is critical to the whole enter-
prise.  In order to identify institutional research needs, 1t is nec-
essary to:

- det{ne lustitutional research

- detine the clients for instlitutional research

- fdentlty their objectives, usually In terms of thelr clients

- detlue wavs ot communicating eftectively with clients In

order to meet thelr institutional research needs,

~
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What Is Itnstitutfonal Research?

Flrst, what {8 fustitutional research? The answer is stili being for-

mulated,  The 1964 ALR (Assoctation tor Institutional Research) Forum
wati devoted to development of o conceptual framework for institutional
research, which tn 1964 was a very new tuncétion even in many major
unfversitles, A valuable perspective on ins ‘onal research as an
emerglng professton can be gained from rcv;ewlug the proceedings of

that torum,

Dol (2) commenting on "The Role of lustitutional Research in the
Adwinlstrative Process” in that forum, stated five propositions as a
basfs tor a vonceptual framework lor lﬂst ."'nal research: 1) the
cvolution of instituticns uflhtghur cduce ton fro i small, relatively
slmple Institutions to large~scale, complex « rgnizations essentially
burcaucratic in structure and mode ot operatron; 2) the emergence «f
a new style ot administration he characterized as "sclentific;" 3) the
evelutfon ot Institutional resesrch from sporadic studies and collee-
tions ot dat to coordinated systematic conduct of studies needed for
fnstitat foua] tmprovement; 4) the emergence of Institutional research
speatlalistsy and 5) the protfec.conalization of those specialists. Con-
terees bt the forum agreed with Dol that institutional research is a

. .

statt, not o bine, tunetton, that Lt should be used in the evaluation
ot polley, and that it should not formulate or implement policy. They
were tn constderable disagreement, however, about the place and role of
institutionat rescarch within the institutional hicrarchy, the r-imary
pupul:uim"l; it should serve, the kinds of research to be performed, the
manter {n which research should be perlformed, and the manner in which
the use ob research fs sugpested by LR personnel to others,

-~
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Carrothers(l), Prestdent or the Unlversity of Calgary, in a key-
note speech to the 1973 Foram ot the Assoclation tor lastitutfonal
Research, stated that iostitutional researchers are not policy makers
or dmplementors but satd that thedr role Is crugtal in policy Lormation,
He sees lusticuttonal research in the 1970s playing a major part iu
rvluldrulng the work ot those who are charged with developing an ef-~
tective planning intertace between governments and universities. He
sees new teeds tor institutional research beyond providing planning and
management  fntormation services,  These include the nec! to provide
tacts that are above reproach as a basls for collective bargaining,
the need to provide tntoraation about the educatlonal marketplace in
the context ot the open aniversity, the need to make management devel-
opument svatems desipgued by voﬁsuLLunts reilevant tu“the unlversity, and
the need to develop und coordinate management Information systems with
other lustitutions and vrganizations, Carrothers sees the major role
of fustitatfonal research in the anplication of rationality tg manage-
ment and tn the understanding of the Limitations of rationality --
dnstitational rescarch must not ol lew the qu:mtit'tv;ltio;l gf the
unduant i fable,  tnstitutional research, E\V(w)r(l[llg to Ctlrr({tllul's.

Is the new butter between universities and the nhiftfug forces of
potitica, )
U,thhvv(&) took this concept a step further, *}n "The Hazards of

Planning ~ Prodicting Public Polley," he sald that lustitutlonal re-
scarchers must not woly act as buffers but that they must also predice
public polfcy that ts Tikely to aftect thelr fnstitutions,

tn 1975, Hiy  botham and Nelll(3), in a survey of Michigan com-
muntty colltege prestdeats for the Michigan Community College
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Assocliation tor Development and Research, askea the presidents' con-
cepts ot dnstitutional rescarch, Their responses and the concepts to

which they were responding are shown in Table |

TABLE |

BELOW ARE FOUR DIFFERENT CONCEPTS OF INSTLTUTLONAL RESEARCH
IYPLCALLY HELD BY INDLVIDUALS,

WHICH CONCEPT MOST CLOSELY COINCLIDES WITH YOURS?

- lnstitutfenal research ts the routine collection and
tabulatfon ot data, These data may or may not be used
to study particular problems or practices of the
fnstitution,

39,27 lnstitut tonal research fs the contlnuous investigation
ard data collectton needed tfor administrative de-
clstion making (L,e,, budgetary analysls, space utili-
zation studies, enrollment projections).

47,0z tastitut fonal rescarch {n the coantinuing self-study of
atl phases of institutional operations (i,e., all sub-
Ject matter areas of the {nstitutional program, in-
stitutfonal organizetion, clientele, personnel).

17,67 Lnstitut fonal research {s the long-range planning,
suals/objective setting and evahiation process tor all
phases ot instftutlonal operations,

- Other

- No opinion

Total 9u.8”
N (17)

From this very cursory overview o) recent viewpolnts on the con-
cept ot dnstitutional vesearch, [t can be seen that most Intelligent
observers have moved away trom the concept of simple data gathering
and tabulation toward the concept ot ingtitutional sulf—study, and are
placing Increasing emphasis on the rote of tnstitutlonal research ins

° policy tormatton

° goals and objectives




e uvaluatlon setting, and
. ingtltutlonal planning.,

Detinfng Clients tor Institutional Rescarch

As a starting point for discussion at thlis conference, 1 would
Tike to suggest that although our institutions may differ, the most
ctiective way we can assist our clients within the Llustitution is to
work with thewm to fdentity thelr ¢lient gruupé, the objectives and
cRoats ot those groups, and determine how the progress of their insti-
tutions quurdlthusu the objectives and goals can most effectively be
measured,  Keeping in touch with the céllcge's client groups and their
podls and objectives fs the essence of planning for community-based
cducation,  Keepiug tu touch with progress toward meeting those objec-
tives s the esseuce of accountabillity or productivity or zero-based
budgeting, or whatever other phase yeu are currently using for knowing
where &nu stand,

It we as institutional researchers can Lldentify the college's
potentlal clients and thcl; objectives, then we can assist (n defining
the goals and objectives for the college, help our clients within the'
college to fdentity research bnformation they need, and establish a
basis tor ldentitving college goals and objectives, setting college
policy, and tdentityving planning needs,  Potential clients of the col-
Lege can be tdentitied tor cach Ingtitution and will vary by institu-
tion,  Some suggested groups might tatt into the followling kinds of

categories:

Ptent{al Studenbe
high school students

workfng people

Q ) C 170G
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protessionals
blue collar worker:
sitles/service workers
peaple at home
women
older ' persons
retlred persons .
'V\)‘,lflg children M
unemp loyed persons
hundfeapped persons
fustitutionallzed persons
jail inmates

persoens in nursing homes

' Pasent !t Cmbpaetopa for College Serviees
bus fnesses
contract programs .
cooperat lve programs
emplovers ot graduates
Industvics
contract programs
coouperat ive programs
ciiplovers ot graduates
governments
contract programs

coopecatfve programs

cmployers of graduates

o 177 18-
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Labor unions

apprent leeship programs

contract programy

terit ol Supporters

local indivudual taxpayers

local businesses and industries

state goverament

tederal government

business/protessional organizations

foundatfons

This fs hardly an exhaustive list, and, of course, many of {ts

proups overlap, but the point of {t is to start with those for whom the
hasle mission of the lnstitution is service., If the groups the insti-
tut.ton fdentitices as its priority service groups can be reached and
thefr objectives Ldentitled, this will be an excellent starting peint
tor detintng the ebjectives of the institution and its programs, Once
the tnstitution's objectives are defined, the base isyestahlished for
another fmportant {nstitutional rescarch activity -- evaluation of
progress in meeting obicvetives,

Detindny, Inst hrutfonat Policy, Goals, and Objectives

Tt vou as an fustitutional research officer are able to assist the
adminlstrative statt, taculry, and students in your {nstitution in de=-
f

tining the groups they serve, the ohjectives those groups have, and
the rebationship between objectfves ot thelr client’ groups and their

owtl progt e ebjectives, vou will tind that you are Ln the process of
/

aseiating n the detintt ton of lnstitutfonal policy, goals, and

object fves, I_E;f
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This torwat should be understood as a conceptual framework for
det inluy Lnstttutluuul'rusca*ch needs rather than as the first project
an Institutional research otticer should undertuke for his institution,
The state ot the art ot tduntLlyLng'th objectives of a cnllcge‘s po-~
tential « Llent groups is in Lty infancey®, Even LI {t were advanced, the
completion ot o research ettort which would fdentity all the potential
client groups ot an {nstitutfon, thelr objectives, the Institutlonal
.ubivvtlvus which rollow trom those, the measurements which will eval-
nate progress toward meeting those objectives, and so on, would be a
massfve undertaking requirfng an army of researchers,

Some institutlons (my own included), however, have made some pre-
Lmlnavy sttorts toward identitying such a conceptual framework, With
the asslstance of an Advanced Institutional Development Crant, we have
been able to complete a community needs analysis and an institutional
poals fnventory using the Instltutlonal Goals fnventory developed by
Richard Peterson of Educational Testing Service (ETS).

Iie May 1975, Delta College Senate President Owen Homeister ap-
polnted o College Goals Committee with the following charge:

I, Prepare a set ot fnstltutional goals and a mission statement

tor considevation and adoptfon by the Delta Senate and Board
ot Trustees by Jduly L, 1976,

2 Fdent ity those goats that should be given priority durlng the

next -9 vears,

*At the L9706 AERA Annual Meeting, a paper presented by Belle Ruth Wilkin
of the Alameda County, California Offfee of the Superintendent of
schools ent Lt led "Noeds Assessment Models: A Critical Analysis™ con-
ctuded that tew models have been vatldated and that many in wide use
cemploy oversimplitfed methods for Ldentifying discrepancles and levels
ol crlticvality and tor setting priovitiecs for action,
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Sluce the comulttee was to deal with institutional ¥oals, 1t was

~

fmportant not only to heve broad repredentat fon but also a committee of

reasonable size. Che tollowing appointments appeared to satisfy both

requl rements:

Marjorie Leeson, Chatrperson, Professor of Business
Wal Arman, Assistant to the President
Bruce Corliss, Protessor of Geology
Ron Crossland, Associate Dean for Community Educatfon
(R. Wieland - Alternate)
Jessie Dolson, Assistant Professor of Nursing
Saundra Loras, Counselor
Don Hatog, Assistant Protessor of English
Richard Kleln, Socfal Science Division Chairman
Leonard Marsico, television producer/director
’ Ralph McGivern, Associate Professor of Architecture
Willie Thompson, Academic and Student Affairs, Administrative
Ausistant
Richard Wirtz, Assoclate Director of Admissions
Resource Persons: Dou Laughner, AIDP Coordinator
Leslic Myles, Director of Research and
Development
Gene PMackwood, Research Assoclate

Fhe BTS- lustitutfonal Goals lnventory was administered to several

sroups during September 1974, ALL members of the faculty, administra-

tlon, amd Board ot lrustees vere sent questionnaires while other groups

woere saup Led,

Results were tabulated separately tor each of the follow-

tny proups:

Group Number of Respondents

Board ot lruscees 7
' Admiuilstration 46

Faculty (tull-time) . 133
Faculty, Community and Contdlnuing

Educat fon 36
Students (academlic, on-campus) 236
Students, Area Centers 89
Students, Community Educat Lon 96

A second major source of fnput was the Residents Learning Inter~
ests Survey.  The Learning Survey had two major parts: 1) a survey
of 1,500 tri-county households, and 2) a survey of Delta students.
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Responses were recelved from approximately 60 percent of the hou;eholds
with a total ot more than 1,600 individual responses, A slightly al-
tered form ot the same questionnaire was administered to more than 500
students, on and oft campus,

Additional sources of intormat ton included the Student Reactlons
to College Survey, the 1973 North Central Aycrudtt#tion Report, and the
consult Ing Hérvtccs ot Dr, James Nelsou, Michigan State University,

/

and Dr, James Harvey, McManis Assoclates, Ince,

Formulat fon ot the CGoals

Beginuing on MuyIJB, 1975, whuﬁ.thc committee first met, the process of
writing the goals went through Lhrcy atages, eventually concluding in
March 1976 when the woals were submitted to the Assembly in the form of
G4 questionnalre,

Stape 12 0u May 28 and June 4, the committee vas given the infor-
wat fon already described tn this report, On the first date, the com=
mittee's charge was explained to the mewmbers.

Leveson appointed a subcemmittee (Halog, Arman, McGiverp) to prepare a
new missfon statement proposal, In addition, the committee was divided
futo four subcommittees:

L, Arman, Torus, and Wirtz (chalrperson)
2, Cortlss, Halog, aud McGivern (chafrperson)
|

R Rletn, Marsico, and Thowpson (chalrperson)
4, Crogstand, Dolson (chairperson), and Leeson

Un June 11, cach subcommittee was assigned speclfle goal areas
trom the Lustitutfonal Goals Tnventory and asked to consider, in terms
ol the college's needs and situation, specific goals for Delta, The

subcommittees were asked te be ready to report thelr recommendations to

‘c:r- N
1 Gaf
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the tutl committee by september,  On June 18, the mission statement
subcommlittee presented {os report,

Stage IL: From september to November, a serles of workshop ses-
slons to review the subcommlttee reports took place, On September 11,
A tormat developed by subcommittee | was approved for use by all sub-
commitiees,  Two weeks later, the coumittee passud on a revision of the
misslon statement,

.

The Clest dratt ot the goal statements was completed on November
L8, 1t was then edited by a committee (Betty Lockwood, Ron Crossland,
aud Don Haloy) and submitted in December to four groups for evaluation:
the Student-sSenate Liaison Committee, the Teuching'Faculty Executive
Comibttee, the Administrat tve Council, and the Academic Council. Each
group was asked to determine {f the suggested goals were appropriate
tor Delea College, 1o addition, cach member of the reviewing proups
was asked to loek tor aveas that were important to the development of
Delta College but not retlected In the suggested goal statements,

stage [l Inomeetiogs hetd during January and February, the
recommendat lons ot the tour proups that reviewed (e suggested goals
were evaluated, ana a tinal dratt of the goals was developed, On
Februavy 5, 0 committee (Dolson, Marsico, McGlvern, and Packwood) was
asked to prepare a4 quest tonnad re conslsting of the major and supportive
podl statements,  On February L1, the committee reviewed and accdpted
two new goal statements submitted by the Academic Council. Gene Pack-
wood was glven the responstbility of distributing the questlionnaires

to the members ot the Assembly and assembling the results for analysis.
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Results or the College Goals Commlttee Questionnafre

After the preparation ot the Mission Statement, 19 Major Goals and 110
Support lng Goal Statvments were developed by the College Goals Com-
mlttee and reviewed by the Teachlng Faculty Executive Committee, Aca-
demic Counctl, administrative Counctil, and Senate-Student Lialson
“Commlttee,  Then the revised stdatements were sent to all Senate Assemn-
bly members tor thelr reactton, A questionnaire was developed and
plloted on the Cotlege Goals Committee, Assembly members were asked
to rate 1) the fmportance ot ecach major goal and supporting goal to
belta College, and 2) the priority (compared with present priority

rat ) that should be placed on cach supporting goal ovver the next une
to tive vears,

buring Febvuary 1976, questlonnalres were sent to the 266 Senate
Assewbly members,  Fach senator was asked to contact the members in his
or her unit to encourage them to complete the questionnaire. There
were BB questionnaires returned, for a 52 percvent return rate.

Fhe Assembly members who responded tu the questionnalre felt as a
proup that all the major goal statewents and supporting goal statements
were ob at least average fmportanee,  As o group, they recoamended that
the Individual supperting goal statements receive approximately the
same or slivhtly higher priority than they are currently recelving.
While individuals dittered in the lmportance they placed on certain
podals, no goal stateament was percelved by the proup as belng inappro-
priate tor Delta Colleges These results represent the oplnions of
slightly wore than halt the Assembly members, and therefore, should be
used as an adjunet te other information Delta has pertalning to those

arevas but should not be fnterpreted as absorute,
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Senate and Trustee Act lon

Statements would be tocluded in the full report of the committee,

Trustees o1 Delta College approved the Mission Statement and the
Major Goal Statements. As o result ot the trustees' a%tion, the
ments Wwill now be used in the cotlege catalog and other official
publicattons,  Inclusion ot the new Missions Statement and Godls
strengthen the philosophical foundations of the college and more

represent the intent otr Delta College,

The college 1s now in the process of developing college-wide

velopment Oftfee at Delta was fortunate in being able to obtain t

ting activitfes, but the R&D staft were alsoe able to provide some
goals,  Not only does the coltege now have a conceptual framework
lnstitutfonat rescarch in these goals and objectives.

of Rescarch and Development at Delta came into exilstence in 1967,
~lqj'/
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The proposed Mission Statement and Major Gual Statements were placed on
the Senate agenda to the April L4, 1976 meeting, The Senate was asked
Lo approve the Mission Statement and the 19 Major Goal Statements, The

chairman of the Goals Committee indicated that the Supporting Goal

Senate approved the statements and recommended that they be transmitted

'to the Board of Trustees tor approval, Un May 11, 1976, the Board of

The

19

state- -
college
should

clearly

and

departmental objectives in ILine with these goals, The Research and De-

he

Advanced tnst ftut iona) Development Grant, a small percentage of which

provided the resources and impetus for these goals and objectives-set~

as=

sistance to the vartous ottices and committees that worked on these

for

policy and planning, but tts R&D offlce has a conceptual framework for

Atter having satld atl this, let me also point out that the Office

at



the request ot the tfaculty when we conducted our institutional self-
stwly lu preparation tor review by the North Central Association, Like
most other Institutfonal research otfices, ours has existed until now
without this conceptual tramework, How can fustitutional reseuarch needs
be Ldent filed without resorting to a large-scale eftort of this kind,

it local clrcumstances do not warrant this kind of major research ef-
tore?

Une technique that has been used with success in some institutions
is the establishment ot 4 research committee, Lf the research commit-
tee s small enough to develop discussion, representative enough of the
fnstitution as a4 whole to avold biasing the concentration of effort of
the rescarch offfce, and is used to identity needs areas rather than to
review cach request tor cesearch, 1t can be a very effective device,

Auncther method {s te employ research techniques to identify your
owll research veeds priorities,  Sample interviewlng of various members
ot the student body, faculty, and administrative staftf could yield di-
rectfon for resecarch needs,  (Sinee others at thls conference will be
speaking about rescarch techniques, | will make no attempt to identity
those that could be applled to this problem.)

Glven the manner in which our own off ice was cgtablished and the
fust Ltut {onal dyvnamlics we happen to have, we have found that to do a
pood fob tor one requestor generates five more requests, We have found
that cvequestor priorities teond to sort themselves out 1f we ask about
the objectives ot the research to be done and the objectives of the
activity to be reviewed, 1t we ask people to wyork with us in develop-
fug timetables and doing much of the work themselves, which has become

15,
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4

necessary duye to the Limdted resourges we have, Asking people.who re- *
quest Fesearsh to become directly Involved In the research has another
bener Lt ot ansuring that the rcséurch Ls actually used tor declsion
mak Loy by the vequestor.  Because of this we continué to involve re-
questors Lu dolng the resvarch even Lf we are aot short-huqded.

Another tactor that tends to sort out true priorities and to en-
sure @nru cttectlve use ot ouv ofiilew as a.resource ls our policy that
‘ru5uurch done tor one requestor will not be released to another person
without an authorization from the original requestor, This means that
we do not become an ”Lnsécctor general” for‘the administration or fac-
ulty., We also ask ottices to work tugcther‘whcreeresearch crosses

>

Jurisdictional Lines; that is, 1f one office requests research about
the operatlon ot another, we ask both to work together to develop the
necessary investigation, It Is rarely necessary to lnvoke these pol-
teles, but when Lt i, they tend to keep us out of fnstitutional poli-
tles and proserve our impartiality, without which much of our work
would be useless,

These tecimiques have helpea us keep currene on trends affecting
our fastitutiou, and we continue tu work toward the ilmpossible goal of

art fdeat fnstitut fonal rescarch ortice,
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15 INFORMAT1ON POWER?

Leslie Myles
Director of Research and Development
Delta College
University Center. Michigan

a

In looking at the relationship between federal and state agencies and
local educat {onal instltufiun;, one should start with a clear under-

standing that the picture is totally unclear. Higher (or postsecon-

dhry) education.(wa don't even know exactly what to call jt) 18 1in a

state of confusion, Clark Kerr, in an address presented at the 26th

National Conference on Higher Education in 1971(7), said:

Higher Education in the United States is facing a period of un-
certainty, confusion, conflict, and putential change. . .higher
education is faced with a staggering number of uncertainties:
(1) the direction of change that will be taking place in a
society that is ever more divisive, and in a world that 1s
undergoing a cultural revolution; (2) the impact of the new
educational technology; (3) its proper functions in terms of
teaching, research and services; (4) the governance of the in-
stitutions; and (5) financing,

Speaking at the 56th Annual Meeting of the American Council on Educa-
tion in 1973, Stephen K, Bailey(8) agreed that

Today, we scarcely know who we are, let alone who's in charge., , ,
The more expensive we becgme. the more suspicious our protectors
and providers become. . .we have a reputation -- at least in some
quarters of our nation's capital -- for being exclusive, self-in-
dulgent, patronizing, and sloppy. . .Eight thousand tax-paying
proprietary schools want to know why training a historian for
unemployment at the taxpayers' expense is better than training
an accountant tor useful employment at the learner's expense,

And parents and legislators are listening for our answer or at
least for an intelligible and defensible rephrasing of the
question,

The federal government is no better off. 1In a delightfully
mind-boggling report for the National Center for Educational Statistics

in 1975, Pamela Christotfel and Lois Rice(3) pointed out that "The vast

c
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range of Federal postsecondary programs has been called a shopping list
in search of a rationale,"

Given this lack ot clear policy direction, it is downright alarm-
fng to have to agree with the Second Newman Report(17) that "« sense
ot legitimacy tor an fsesue of educatfonal policy is often created b&
the exlstence of a federal program,"

Most observers of this confused scene seem to believe that .¢€
you think that's bud; walt till you look at conditions in the 50
Qtuteé. The request for propusals that generated the Christoffel/Rice
report characterizes the Common Core of Data (CCD} Program of the
National Center for Fducational Statistics (NCES) as "a major new con-
cept of the U.S, Uftice of Education intended to replace the current
uneven and largely Lnudequuke provision for education statistics in
the 50 states, six outlying areas, and the District of Columbia. . ."
(There are exceptions, and 1 share the speaker's table today with an
outstanding one: lIvan Lach provides the 11linvis Community Collega
Board and the 1llinois community colleges with the kind of research
expertise and cooperative approach to expanding knowledge of the
education enterprise which {s the envy of many in the sur;ounding
states,)

The Question ot Dollars

Before the relationsip between federal and state agencies and
“educational institutions Is discussed for long, the question of
dollars will inevitably arise., Some of us might question the state-
ment made by Paul Wing and Leonard Romney(19) 1in October 1974 that
"It is tmportant to note that state agencles probably have a legiti-

mite right to any institutional data at any level that could help them

19 1 9,)
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address important decisions and policy questions, particularly if
they provide financilal support to the institution,"

However, {t i{s difficult to argue with the proposition that if the
federal or state agency 1is providing financial support, it has a riéht
to know how its doilars arc being spent and specifically, whether the
goals of the funding are being advanced, The issues seem to involve
kinds of data required, extent of data required in relation to finan-
cial support received, and the extent to which receipt of financial
support entitles supporters to influence goals, objectives, and pol-
icles of the institution, These are not easy questions, Does giving
you money to make your building barrier-free to physicaily handiéapped
persons give me a right to know that once in the door, those studentﬂ{
really do tind a teaching/learning environment that helps overcome
learning barriers caused by their handicaps? If so, which questions
are legltimate ror me to ask to find that out?

Most experienced administrators know that a key tn effective
management s an effective management information system, 1f you
don't know what's going on, you can't run a college., Now if you fol-
low that raftunalc and 1f you want to maximize the control the col-
lege maintains over its own“functioning and minimize the control
external ‘agencles can exert, then you will resist step by step the
data encroachments which those external agencles are making., 1f you
also belleve that it {s the nature of bureaucracy, your own included,
to preserve itsell and to grow, then you will assume that state and
federal bureaucracies will, by their nature, want to preserve them=

selves and to grow, and that this may happen at your expense. Ben
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Lawrence, Director of the Natlonal Center for Higher Education Manage-
ment Systems, in his remarks before the l§76 National Assembly(12),
puraﬁhruscd St. John as folluué: "In the beginning was information --
and intformaticn ts‘puwcr." These asgumptiuns will provide added incen-
tive tu resist the data demunu; of state and federal agencies,

But Lt seems to me that for both realistic and idealistic rea-
sons, a good argument could be made agailnst such resistance, Realis-

i
tically, both state and federal agencles and our colleges recognize

1

that, to paraphrase Poygo, '"We have met the taxpayer, and he is us."

When candldates rui. on the lssues of zero budgeting and cutting
burcaucracy, they are addrcssiﬁg all of us, and 1 suspect that a numJ
ber ot people here {in the room support those concepts., If youusupporg
the concept ;f management by objectives, it is difficult to quarrel
with the gentleman from Georgia when he advocates the concept of zero
budgeting. And that brings me to the idealistic level. An institu-
tional researcher who believes in educational objectives, criterion-
referenced testing, and developing improved measures of the outputs of
postsecondary education must experience considerable cognitive 318-
sonance when he refuses to work with external agencies to develop data
tor rational decision making.

In short, L think that for realistic reasons we must cooperate
with state and tederal agencles in the provision of data because the
taxpavers and their representatives will insist on some information,
and we had better help ensure that it {s reasonably related to the
poals and objectives stated and that Lt is used appropriately. 1

think that tor Wealistic reasons, we must couperate to improve data




and data analysis for decision making 1f we are to be true to our
emerging protession of institutional research, which is generated by

the concept of rational decision making based on factual information.

Some Common Problemy

There remain, however, some seriousvproblems. The following is cer-
tainly not an exhaustive l1ist, but the items included should serve to

inftfate some discussfon, Some common problems are: that:

T 1. Data is requested that is not used, If there is an inor-
dinately long turnaround time in reporting the results of data or if
it is widely knewn that most respondents to a particular report do not
treat it seriously, neither the institutional research officer nor the
institution which employs him is likely to favor an extensive invest-
ment of his time in developing good data for such reports,

2, Data requested is irrelevant or misleading, Some believe,

tor example, that reports such as the Higher Education General Survey
(HEGLS) Degrees and Other Formal Awards Conferred give a false im-
pression of productivity at community colleges. Although they have
few graduates as a total percentage of their student population, com-
munity colleges nevertheless meet the objectives of a large number of
their students who tind jobs or 8o to transfer institutions or re-
celve advancements as a result of their community college education,

Modit fcation of sume data requests to fit student objectives may be

{n order,

\
3o Data already available elsewhere is requested again. Appli-

cations for Title LIl and Title VI funding, to cite cwo examples, re-
quest data which has already be 1 provided in the Higher Education

19,
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4, Respondents do not know why data Is requested, There i35 a

dual responsibility here: for institutions to be informed and for
agencies to provide ratlionales explaining the relationship of data re-
quests to program objectives,

5. Respundents lack resources to provide the data requested., It

ls always helptul to review data requests from time to time to sort
out which Information Ls really needed and being used for decision
making and which was simply included on the form because it was some-
thing that was "nice to know." Smaller institutions, that lack the
time and hardware to'cope with detalled questionnaires especially re-
scnt'datu requests which require considerable research expertise and

computer resources,

6, Data requested to check progress on one goal may inhibit

progress toward another, An example of this is the use of the Costing

and Data Management System of the National Center for Higher Education
Mahagement Systems (NCHEMS), Although NCHEMS in its Information Ex-
change Procedures project and now in its wide-scale implementation
project cautlons that cost data should not be compared without at the
same time comparing program objectives, the message has not been

heard by every agency, The concern that some institutions have is that
a Jegitimate request by state agencies for comparative cost data on the
programs they are funding may inhibit diversity in postsecondary educa-
tion, and dlversity ts a goal of American postsecondary education,

7. Data requested does not reflect legislative intent. Since

legislatlon is the result of compromise, the Intent of the legislature
“
with repard to specitic programs {s sometimes not clear., When the

agency responsible tor {mplementing the legisiation also issues
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regulations and requestcs data, the institutionn{that receive these
i

requests may feel that they do not rcflect-legislativc intent,

8. Data is requested on a number of goals not related to the

program tor which the college has requested funds, Acceptance of

agency tunds requlires assurance of compliance with Title VII,

Title IX, and a number of other legislative, regulatory, and executive
vrder requirements, Some Lfnstitutions may be willing to assure that
they are making a good-tfaith effort té achieve these goals but resent
the direct involvement of federal agencles in the development of in-
stitutional self-assessments, affirmative action plans, and so on.

The recent Title LX protests of Brigham Young University and Hillsdale
College are particularly interesting in this regard, They are pro-
testing the federal government's direct 1nvolvement.in their institu-
tions because their students, not the institutions, have received fed-
eral assistance, Proponents of the voucher idea in which students

can "vote with their [cet; tor the school that best meets their objec-
tives should be particularly interested in the questions raised by
these two schools,  As with most of the criticisms cited above, there
are Intelligent people of good will found on both sides, and t%e
ANEWETS are not so dpparent as they might appear to be. As Wing and

Romnev (19) agree,
\
Determination of the most appropriate Information and associ-
ated level or detail 18 a matter that should, {f possible; be
determined jointly by the agencles and institutions concerned,
based on thelr respective needs and capabilities. Needle§s to
say, the tinal location of the "boundary" between institu-

tional and state-level responsibilities will vary from state
to state,

Uy
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And they add, interestingly, "

1t is important to remember that the locus of decisior-

makiayg responsibility is not a simple function of size or

any other single criterion, and for every rule of thumb

that one can propuse, there probably will be several ex-

ceptions among the tifty states,

This would seem to suggest that the locus of decision-making should be
determined by logic, 1 should like to suggest, however, that logic
has littie to do with the locus of decision making., If it did, the
resource and boundary questions in the Middle East could have been
settled long ago. The locus of decision making is determined by pol-
ftical action based on power, And that brings us full circle, back to
the power ot economics and the relative power and decision-making
authorfity of our colleges, the states, and the federal government.

To quote Stephen K, Balley again, we are facing

«s. d persistent human paradox: the simultaneous need for

structure and for antistructure, for dependence and for

autonomy, for involvement and for privacy, for community

and for identity, Today, as we percelve this elemental

paradox i{n the tensions between the academy and the state,

{t {s usctul to keep in mind its generic quality, For at

heart we are dealing, 1 submit, with a dilemma we cannot

raticonally wish to r¢solve, The public interest would not,

in my estimation, be served 1f the academy were to enjoy

an untroubled immunity., Nor could the public interest be

served by the academy/s being subjected to an intimate

surveillance,

In his remarks betore the 1976 National Assembly of the National
Center tor Higher Fducation Management Systems, Governor Richard Lamm
of Colorado(11) stated that some suggest higher education has traded
fts autonomy for state and federal funding and warned that the "almost

A5=depgree angle of the fncrease in total appropriations for highér

educat tow In recent years gives one pause,”

QU
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Many observers, {ncluding those of us_in postsecondary education,
have been given pause by the growth curve in higher education enrall-
ments ;ud costs over the past 15 years. Many observers, especlally
those vho wonder about the efficiency and effectiveness of post~-
secondary education, have compared these growth curves to the fever
charts of state and local economies, the cost of living, the propor-

“tlonate increase {n costs of other public and quasi-public services,
and have concluded that postsecondary education which receives public
tunds must be made accountable to those who pay the bills. I would
not attempt to deline accountability in this highly political context
or set any precise boundaries on the data needs of state and federal
governments {n order to arrive at accountability, However, let m-
state unequivocally that there are very few remaining in fustsecondary
educat fon, and purttuulurly‘in community and junior colleges, who
would dispu;v the need for accountabllity, 1 strongly support it.
But | would ask whether the gfuwth curves of enrollments and costs in
postsecondary education are being viewed in the proper context,

Lt vyou bullﬁvc that the growth curves in postsecondary education
are alarming, those suggested by futurists such as Alvin Toffler in
his Future Shock are absolutely terrifying, If 90 percent of the
sclvnt%sts who ever lived are alive today, and 1f the g;owth curve
tor future change is almost perpendicular, as Toffler suggests, then
perhaps the 45-degree angle of growth cited by Governor Lamm 1is
alarming, not because it {s too high, but rather because it is uAly

halt as steep as Lt ought to be. g
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Some Final Questions

Let me leave you with these questions:
e What is the responsibility of postsecondary education to pre-
pare the socliety to cope with an ever-accelerating pace of

change? -

e What is the responsibility of state and federal governments
to invest in preparing soclety for that change?

° What are reasonable levels of iavestment?

o What are reasonable criteria to define the educational
products and investments required?

e What are the data needs of postsecondary education institu-
tions, state governments, and the federal government to
determine 1f those criteria are being met?

There ought to be more forums such as the Assemblies called by

the Natlonal Center for Higher Education Man&gement Systems at which

tnese questions are debated,
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