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Effecuye decision making 1s dependent upon the utlization ofaccurate
and umelv informaton Such informauon s best obtamed from an
ongoing, svstematuc instututional research effort In order for that
effort to be meaningful in the communins college, 1t must be closely
aligned with the president and the execauve administration Focus
upon management, planning, and e\al.uanon will provide the infor-
rmation necessary for administrative decision making to des elop and
monitor policies and procedures _ L

» The first tvo chapters of this sourcebook deal with policv
formulauon The first, by Ivan Lach, demonstrates how statewide
planming and policy formulaton h proliferated 1n scope and
significance However, statewide res:;cch has failed to suf)port the
level of decision making that has been fostered Good statewide
research about commun™ colleges cannot be obtained oy ernight,
but such research can and should be used 1o advocate the community
college role in posisécondan educaton .

The second chapter, by Chenl Opacinch, focuses on decision
making for federal poSt&ndar} policy  Policv-making powers are
designated by those in posiuons o influence policy Asasenior policy
analvst atthe federal kevel, She discusses strategies for influencing the
policv-making process by means of improving the uulizatnen of
community college research '

Willam Ramsev's chapter presents a plan for acton and
mvolvement of research as a tool in the developmental, decision-
making stages of producing a master, plan He traces the wrends in

Lamndebted o Arthur M Cohen, director of the ERIC Clear@ghouse for
Junidr Colleges at the University of Calhfornia at Los Angeles, for the assistance he
has rendered to tht Nanonal Counail for Research and Planning M+ most heartfelt
thanks go to Bonnee Sanches, for her encouragement, and 1o Gasle Bvock, also of
FRIC, who helped to immate this sourcebook and bring its publication to fruion
The enure Cleannghouse suff has been most enco Taging and helpful Last—but
definitely notleast- I thank the members of the Natonal Counail for Research and
Planming who sened as guthors'for this volumt We are all rruls cominitted to the
unprovement of decigion making through the utihzatnon of mstrunonal research in
the commumty college and hope that this sourcebook will bring that realizauon
closer




ERI

Aruitoxt provided by Eic:

/
T

research at two-vear colleges and raises questions to be answered if the
colleges are to conduct useful research: leading o planning The
master plan contains informauon about where the insututop s,
where 1015 going, and hoy to get there with a conunuits of regularb
scheduled research eftorts ' i

Informauon fesource managemems s a chlllenge that Joseph
Rossmeigmconfronts in his chapter He de(S his remarks on three
major assumptions 1 The computer 1s (& suned 1o become oneof
the most 1imporwant socetal and, technological dd\dnccm(m's,
informanon 15 a priman insututonal asset an rrants the same
recogmuon and status as human, physical. and fiscal resources, an
3 colleges have a basic hierarchy of nformaton needs closely
ahigned o their {)rgam/auondl management levels With a guxdmg
managegnent philosophy. a planning process for applving computer
technology to management informaunon and a compuung services
master plan were developed and implemented locallh .

Suudent data carl be used 1o aid academic planning in the
communv college M Kathrvne Baratta gives examples of student
data that can be used for planning purposes The data can contribute
o beuer mdnagevﬁﬁ(;m by prmldmg informauon that facilitates choices
among planning a ernatves

The uulizauon of student informauon svstems 1s furthér de-
scribed by Toni Hall and Jim Reed Thev call for the coordinauon of
mformauon with the decisions to be made Parucipauon by users in
the design and execution of student follow-up studies will result in
greater utihizauon of results to improve educauongl planning and
decision mdkmg Hall and Reed describe survev 1mplementanon
unillizaton strategy, and the monnoring of the uses -

Research of the literature on commumy college resource
allocanon/budgeung revealed nine guidelings, which are presented
bv Mike Stevenson and Dan Walleri Thev deal with findnaal decision
makihg in a period of retrenchment Thev call for the use of data asan
aggressive communication tol to confront, not react 1o, the financial
environment' .

Mantha Mehallis®deals with the improvement of deasion
making through insututtbnal research Thf history of insuwundnal
research s traced with pm](‘(uons con((rmng its future in the com-
mumt college The focusis on minagement, planning, apd evaluauon
for admunistrauve decision making, with a clase allgnmem at the
pohcv-making level
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The final chapter. bv Donna D2ierlenga, presents reference

sources regardyng the role of msututional research in the planmng
and management process

J
. nthaVv Mehallis *
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Mantha | Mehallis 1 the imamediate past presulent of the Natsonal

Counql for Research and Planmng and director of Insttitional
Research at Brow ard Community (. ollege in Ft [ auderdale, Flonda
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Statewwde planrang and polics formulation have greath
mcreased i scope and significance, but statew de research
to support decision making has not : .
' * .
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~ Research fo‘r Policy Formation ,
at the State Level - e

»~

. W
Ivan J Lach ¢

One of ‘the significant changes that has occurred 1n community
colleges during the past two decades 1s the major shift in primary fiscal
support from the local 10 the state level Martorana 1978 compiled
data from financial statisucs on higher educaton collected by the

. Nauonal Cemeﬁ for Educauonal S['ansncs’ to show that while local

communiues were 'the predominant sourge of operaung revanue for

, ‘the community colleges prior 1o 1960, the state has become the

predominant source of fiscal support for these insututons during
" .recentyearss Nanonwide surveys of pracuces m'ﬁnancmg community -
colleges 1n several states, conducted by Wattenbarger and his col-

" leagues (Wauepbar'ger and Starnes. 1976: Wattenbarger and Stepp.
1979), show not oflly that the state has become predoqu’anr In
providing support for community colleges, but that in a number of

* . states the local ax support for communnty colleges has disappeared

This shift 1s of parucular importance because these ifisutunons, as
their names’ imply; were designed to be local communuty colleges .
. Martorana, one of the lea(fi*ﬁg'commumly college scholars, bemoans

\

M Mehallis Fd | Aen I)nrrm”m (ommumty ( olleges
3 Improving Deciston Making, no §5 San Franasco Jossey Bass, Sepriember 1981 5
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this departura’ trom predommant local i dn(mg ot commumu.
cotleges and constders it 10 be Y wavward dnfe to state and federal’
. innnndn(( of the comfmunin, mll(g(' movement DMartofana, 1978

. - The tand toward mcreased finanang of commum colleges -

H ~

. with statetungs has e sulted i a substantdl imcrease in the gmount of
sigmficant poha tmmuldtmn regardfig: comnmmn colleges that

e takes place ar the state feel Statg-lenel’policy deaviony'deal m)( pulv
~with matters re l‘ném state fundgmg but also with’ su(h critical rsues

T as mission., fducation prograr dppm\'ﬂ and e dltldll()n #uhw
qenure amd 'v:)mp('m(umn and the fernvesstence ()L mxng_ut 1S 1

S Yettam lx’(‘dlmj Qries and Wellonan 1979 fiave doc umvnk’d the
Lo algndicant rode re agenaies havé i planning. coordimating.,
. dpprowng, and q-\dluiun;, mmunit college mstreicttonal progrants

In !Hrnms nuﬂn‘m( nissston questions dre bemg considered at the
state level, su bas What svstem of postsecondan”edycanon should
- have the prmmn mission of pm\ldlug remedial educauon to aduls?
md What 15 the proper mission of the um\(rxmts the u)mmunlf\
(ulhg(x, and the public schools in pros thing adult Hasic (dtl(d[l()n
d(lu‘n secondan, edudation, and mnlmumg education’ Ity (lcdr that,
pohcy formulation on such major 1ssues made at the state level can
significainly atfect cach local commumty college .

The Need for Inf‘;fr/man(m and Research-

[ 4 N ’
) - ' N ) -
State-level policy tormulaton required statewide information
. and research on the commumn colteges within the state Sound

mtormaton and research s abasic mgredientin the deasion-making

C PIOCESS dE oS stdte agencies, the govetnor s office. and the lcglsldm(
> bodies Certainly, fohitcal considerauons are not ignored. but edu-
cators often underesumate the everyday use ()fsuphlx‘ém'd imnforma-

. non and research by busmessinen, modern farmers, and ()lh('r'pfo-
tessionals who sernve as state legislators or members of the vanous
stdte umniumtmg lmdrds Sp((lh( examples of necded mformanon

and research ton mll(\ tormalanon at the state level imvolving the
Communi u)Jl(';.,( s of Hlmois’ and coming from see state legislatve

~., bodiesn (h( form f naany (d résolutons during 1980 incdude the
following an ku\ My of commumn college tunding 10
determment rht"l( sswealthvdisters were overburdened in financing
thgi colleges, 2 a x(ud\ of remediapon m the higher educauon

ingutunons of Hhnois, dnd ',\}ud\ of sdldn INCTEedses, by mcome

- o L] .
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level, provided for faculiy, adiminastrators, other professionals, and -

* dassified st - .

There h*('('n adramatc growth in the demand for?l-lfornu-
»uonaboutcommumu college students, nstracional programs, facil-
s, &d peonnel by the vanous Stare agenaes that have a great
mmpdict oft pohicy formulanon for communin colleges Although i
few statey the commumun Colleges have L;ncmpu'd to 16:spond ro this
“ingreased demand for mformation and research thiough the develop-
ment of statgwide management imformanon sy stems, statewrde re-
search studies. and statewide-planning svstems, m most states the
comppumty «ollege svstems havy taken a4 reactionan approach mm -~
tesponding o this mcreased demand for nfgemanon Each mtor-
nmdation request 1s responded to With the best data available or by
conducung a specral surves of the sorgmumy colleges Theinforma-
ton prosidedis often imvahd and nusleadig 1naddigon, conducung

SUFVEVS al VdATIOUS LIS (iu.rmg the vear imposed a severe burden on
the local nsumutions

@

———

»

Problems with State-Level Commumty College Data

The present elus of state-Tevel research and informatoen
about commgumny colleges 15 ven madequate Most informauon =
obtained 1s based on tradinonal defimuons and” procedures devel-

. // oped for universines or sécondary sehools and 1s often mappropnate
for commumty colleges Information required by th?c Naunonal Center
for Educauon Stansucs in s Higher Educanion Gerleral Informaton
Survey \HEGIS and the Vocanonal Edusation Datg Syvstems VEDS,
reports.provides the major source of state data abode gommunin
colleges Yer, bodh the HEGIS and VEDS reports have sedous defini-
tondl 514‘1(1 pm(('dm(‘il PL()})I(’I].IS for commumn (()ll(*g('s

N
T The major problems Suth state-level data about communit
X colleges are caused by 1 the nontradinonal nature of communiny

colleges, 27 the greatdiversity dINONg Commun

K lack of cooperguve effort by ocal colleges ,
A\'Ongraﬁonal Nature of Community ¢ nontradinonal

nature of ¢ ommumn (oll'(-gg's makes ® duffy T accurately describe
"“the outputs ot a communin college (-(iu("non interms that are readily’
lm(l(-rsm()d(]‘;\ state agenay stafbas well as by the general Pllbll(‘ Man
traditional definttions and output measures are sunply ingpproprate
for communmin college tynctuons For example, program retention

» . ‘

colleges, and (3 the
Agencies

o

-
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and complenontates are common measutes of program ettecuy cness

i educationalinsatunons, but these have hide meamng when apphed
to basic educanon job rctaming. or nnprovimg vocauonal skills ot to
adults who are cmploved full-tme and entolled in college })d;[-lilll(‘
v dropout” or leavar has meanming i the secondany schools, but
< the tuns dare 1ot appropnate for communin colleges that senve
prunanivadults entolled ona part-nmc basis A transter student who
changes colleges but pursues the same program s much ditferem
f(){m astudeny who cnrolls in a commumry college’s data processing
program atter completung two vearsain history ata nearby universin
Classification of students by program of enrollimentis another
confusimg areqa i the communin colleges Researchimvolving reasons
why students entoll at communin <'<)ll< ges indicates that the majonty
of students do not enroll to pursue a program at the (on(%(‘/ Lach,
197% Sheldon and Hunter, 1478 These students have other objec-
tves that oftenimvolve compleung one or more courses i their desired
arcas Eftecine methods to arnculate and advocate thisverns nmportant
funcuon of commumn colleges have not been devdoped 1o date
Notonl do commum colleges senve nontradinonal (lx( ntele,

Yohut they use UG ;m»udur( and mstructional formars “Man
community colleges do not have tradimonal semesters or quarter
tenms Gourses often start anvtime dunng the vear and are designed
for vanable lengths of nme Sllid'('ll(\ enroll a4t some commumu
colleges on almost any day of the vear

Y Great Diversity Among Community Colleges N ot onlv are com-

. mumn Tolleges ditferent from tradinggdl universines and secondary

schook, but they are aiso venn different from each other A com-

. mumty college m g metropohtan area will hkely provide much

ditferept educanonal services to respond to the needs of s atzens

than will « communiy college an a rural setning Henee, 1ns ditficult o

measure and report the processes and outcomes of these ditferent
commumty colleges on 4 (mnpdrdblt bdsis

Lack,of ( ooperative Fffort Between Local Colleges and Statc Agencies

Mamy communits college admimustrators do not understand the

nuportance of gond statc-level data for policy formulanon Statewide

/7 research projects, as well as statewide requests for mtormation, otften

recene a venlagw poony and are delegated o the lowest level of the

admimstiative structure These survess, data requests, and studies are

often conmidered as unnecessary state imposinons at the local college

The responses that are provided are notalwavs exarmuned carefulls for

ERIC :
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their unpact on the local college or on the state system of communits
colleges Yet. the mmpact of such poor mfoimanon’ on important
. “policy considetanons at the state level could be d('\]@ng ‘
Mans state agenaes dare staffed wigh peasonnel W¥o }1(1\'(‘ VeTy
fmiged understanding of the winquetiature g the commumiy colle ge
\\5[('114\%‘1\('(1 on thar radimonal univer sy b fgtounds the se statl
members although well mrennoned, make some {ilse assumpntions © L
about cornmuniny college data For these personmel to doan eftecnve.
job they need to watk very dosels with communin callege personnel !

o make sure they are accurare s desanbig the situanon e the
- %
-

community college svstemn N
-

: \ lack of cooperanve etfort by communin colleges and state
agencics hures notonly the stare agenc v but the Stymunin Colleges as
well Through cooperanve ettort, the high-prionn data needs abou

N communiy colleges can be separated from r‘}}m(' that arc of hle
“valie 1ocal colleges will not onl help support research efforts that
e then bestomterest but will help (h-\vlf)’p— the most effecnne

ods L nique Arcumstances m the community celleges can be
anted to stare agency stattsand d})})r(.)}){l,i((‘ methods can e
ound o mutually handle these situaions '
- . . s .
Qproving State-Level Research - v :
. - .
~
Due o the maony problems with state-leve communin college
©dagas s dear that the radinonal, reactionan -approach to mecting
state-level needs for informanion abowt (h(-(nmnmﬁ!n‘ullvgm neither .
' serves the needs of the vanous state ag('n(|9'\nu£’r‘f‘r‘rﬂnvrcsu ot the
local comniumn tolleges What s needed s o proactine approach to
£ state-level commumn college research nieeds A few States have
intiated sach statewide projects, and the resultsare v er enc ouraging
The Califormia College Student Longitudinal Study The statewide
longitudimal study of commumin college students being conduacted in

f

- Cahforma s an excellent example of the tvpe of statewide research
that 1s needed This study d®s not start with falw assumpuons abour -

- why studenns “enroll i commumiy collegésy nor does 1t use the

. tradinional leves i classifving students Inswead, it attempts tordennfy

the many different nh](-(n\ﬁ that students have for enrolling at

«community colleges and the’many different wats that the commuunn

colleges help these students achieve their olfecines ) .
To conducr a vahd and meapingful Ionwdmdl study 1n the

. [
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ST colleges 1s a major undertaking that reqquires a great deal
of tine and resources The Cahtorma study, which imcludes fifteen
colleges, was mgtiated m 197% and s scheduled to conunue for several
vears Personnel resources were contributed by the fifteen colleges,
and the etfortimvolved was very significant The Chancellor's Office ot |
the Cabiforma Communin (()“(‘g(' Svstem 18 providinig. financial
support for the analvsis and re purtmg of the resalts of the study
Tex-SIS The Texas Student Follow-up Iniormdn(m Svatem
Tex-SIS 1y an example of a statewide commummn (()ll(g(' student

follow-up that was designed o obtan m(dnmgful data”abour the

outcomes of community college educanon Using | (mnn}onl\ devel-
oped definnons and procedures, this svstem e nd})l( d the commumin

colleges i Texas to pool their resources and Conduct follow- up
studhes that are nlu(h more reliable at the local lesel and are also
wsetul for statewide purposes :

Ten-5kS was fundeet tromm d vanen of sources, including a state
general revenue appropnanon state vocatondl edycaton funds,
te dﬂd Vocationgl education funds, and ((m(rxhum)ns from the local
commumun colleges Not only were all sources imvolved in the

'hmdmg of TeX-SIS bur alllevels were also imvolved Qlupmg and

implemennng this svstem

Himows Statewnde Studies 1hnons has had a number of €OOPera-
tve eftoriain d(‘\(‘]opnng_s(du-w1(1(- mformation about communiny
colleges 1969, the communuy colleges.in cooperation with the
Hhmors Commumny College Board TCCB | developed a statewide
it cost study This studs has been conducted by €y college in the
Jate since fiscal vear 1970 'FY70 The 1€CB provides the technical
assistance, coordinanon, ((>mpuu nzed processing of the data, and
andlvars of the results Each college has its part to-play 1n the study,
which mndlades re porting. the costgnformanon m a umform, and
Consistent manner and assigning certain costs ‘according 1o mumall\
agreed upon procedures Community, college personnel are ol ed
on the [CCB Umt Cost Studs Commuttee, which deselops therguide-”
hines and prnudur(s to he used n the studyv and makes recome
mendations for needed revisions from vear o vear At the request of
this commuttee, the 1CCB developed g speadl, computenzed com-
pdrmu And]'\sis report, which has the capability of comparnng 4
college’s unit cost results by the vanous cost categories with similar
results from a selected group of commumny colleges

Fhe commumny colleges of Hhnois reahized the inadequacy of
statewade data about gommututy colleges in 1972 Durning that vear,
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the Hinon Econonpe and Fiscal ( OMmMmission compiled a statewade
o reportregarding the communin <})H(~g('\ tor the sgate legislature This
- report, which used the best data availatde, was ven neganye toward the
community colleges Although most ot the mfpludtnms of the report
were quesnonable, it was evident that statewide data about com-
mutts colleges i [Hlinons were madedquate As g resule of this
expenence the Hhnonw Communinc.College Trustees Assocratuon. the
Hinons (.UU[H(I]' of Public Commumn Collgge Rreadenis, and the
Hhnon Commumn College Board worked together to obtain 4
special appropriatiedr from the stdte 1o develop a comprebensie
Starey ke Managemeont Intorgaation Svstem for the public communin
colleges housed at the ICCB Office
\ 2 Ths computerwed ntformanog svstem was speaficallv de-
. signed for commumn colleges f!l\\(ﬁ('d extensive development of
' ~detimuons and procedures that were suited tor communin lleges
An mi\lwr\ committee that was responsible for guiding the devel-
opment of thiy svstem was tormed andeinduded Tocal commungds
college 1mustees presidents, faculons and students, legislanve Saff
. mernbeors, and staff members trom-e eral state agenaes This come
mateee, which was chared °b~\ a local communinyg college trustee,
msisted that this new mformaton svstem he uniquely designed 1o
accurately represent the processes and outcomes of communin

- .

colleges . . X
. Fhe Hmons commumn colleges have also developed statewide
tollow-up studke s of both transter and owupanonal students These
studhies arex onducted by the local calleges but dre Coordmated by the
ICCB The ICCH alvo protides technical assistance, computerized

. processing of responses. and analvas of the results Although these
satewide studies are conducted without special funding. a grear deal

ol resources are devoted to these studies by both the communmn
colleges dr.'ni the 1CCB Inaddinon, a speaal committee of com-
mynit college p(-rv’mm'l hds been f()r/u}(-d to work with the €CCB

. statt i designing, inplemenung, analevmg, and reporang each ofthe
studies  This local mput has helped make these studies uniguels

designed for comniunin colleges) !

)

Kev Features of Successtul Statewide Research .

B
-

Cd Fach ot these examples ot successtul statewide researth pProjects
. 0

s Had several ke features, although cachr was conducted 1in a differem

wstate and tor ditterent purposes Nonc af these projectswas created o
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produce a quick 1esponse 1o an anme diare need tor datg Instead
edch project was carctully planmed 1o providemtornmanon that would
accuratev represent what oy happenmng moqommumn qolleges o t
meertunre needs rather than e diate orfes The ¢ m;ﬁxdxlx i hese .
projecis was onthe avolvermont of commurnin tolloge personinel
rather than on anvaran ovports on the Ivdlopment of needed
detinnons or proccdures tather th 1 on the vse ot madimonal tngher
educanion rerms andon PO e approach v communmn college
tesedarch rathier thar o reacive one

Fhe Kev tearures of succestul statewade o college
TEsearo b projects are as follows . L

Ioyermous and meanmmngtul nmnvolvermone of local communin

college personnel ’

v

2\ needs pxr\\rmm/)r cntrcal research issues mothe com- s

s ofTeges - \

PA

i Caretul plamnimg and coordinanon o ensurd thar the pro-
ety are conducted wirth munmum Iocal burden and produce calid
and reliable regulin: :

bostate-level assistance provided 1o communin colleges m
conductmg the research projeces and i anals 2ing the resules for local
tine R

Involving Tocal Commumty Colleges One of the major errors
made by stare agenaes i conducnng state-level resedarch s the
omission ofinfolvement of local commumu college persdnnel Local
commumny colleges need 1o be nnolved idennfving the cntcal e
1esearch needs prionnzing rhts( needs sdlecnng the statewade
research projects designming the prn]t cts amplemenung the studies,
and reportng <he (esnlts Not only does the mvolvernent of Tocal
comiumnts ¢ ollege }u-rwn.m-l provide for a bepter spint ot cooperation
and a berer undersiandimg B the local institunons of the need fur.(:
particular 8earch project, butie alsodennfies prttalls and problems
Avording these pitdalls and problems at the nmmnal stages usuadly -

& results imemuch greater vahdiny and rehabiling of the results oBamed
.

The process of imvolvement of lotal communminy college personnel
also helps the stare agenay personnel keep in touch wigh the « ()mp](‘\ .
5 ! .

nature of the vanons communite colleges thar Mdl(' studving

Fhe Himorn Community College Board makes use of 4 special
Research Advison € ounail &hl( hsgomposed nf looc d] communmty
college personne 1o proude myvolvement and mpm on statewgde
researchacnves The Researoh Advisors Goundil often forms specal

e 14
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ne b e diove ot ar o design ot speabse sGdies This fivolvorme
Tas proacon T b very tteonne gnd s, greatls nuprove dthe validin
At ey ot the statenw e 1ot }. sttghe s conducred o o

* Noeeds imnmmru‘(rzrzuzflf,'\runhlnuu Itis })ledl ttor the
S lvel Teseare b pnan to e s d ur’n it lovantand cntead issues

' -
COTEITE 10l w6 e Hilu.z’hr‘: N e filn t ru»u;j' THING O TONGT O N
DTt S e gl IR Ly ’{mrl\ necded The selectior of 4
AT M T N A N A N T N NN b(f".;.:‘ku{ A cale tud tee s dsse s
“ t

erntrhat cnvbeer s ot ol the o stateiovel agonoes bur the local
LT ey coleges s we i Thas ot s asstssiie miust not onh
dentit e oo e e S s alvo dercnmnane whict of te Insbres
ATC appropt ate af he stare feve, ad s hach One s dre dapprypriate ol -

. . 5 14 H i
al e ocancvons Man pescare i prajcctsarc v tu! both tor rate and
! ]

1 0 1 - N 1t .
g Teads b oy e are iy desizned tor botd, PUTHO S

Careful Plankhg and Coordination Stateside 1o se an } projecs
1] v 1
Wi g e ar de gl ot plat i and coordinanion to take sure that
- L2

Fh prope et e e tee tod on g consastont Basis ar cach ot the

rornteendy cofe o dnd s cnsiie that two O ore starew e IO
donotiont et o presentacromendous hurdon on the local colle P
I Bimons v Rosearc b Yebvson Coutiol asasts the TGO B statl
Geveping o e vear plan tor statowide e xunfgh studies This plan

rtennbes the sviate sy 1e~earc b projeas o be condbicied cachi vean

toratioe soar penod This noy only helpaio cimmiane duphcatoy and

reduce thie boarder buaalao he Ipythe local mstranons o prepare for
A}
fritire progecrs

v -
Sate-lerel Toatance o Cnsure that statesside Tescun b projects ¢

witl Tesule i vabid and reliable dara about the communmin college

1 3
svatenn thies st be conrdinated so thar thiey are conduced <onsis-

renthv tromcotlege o college Such conrdmation can also be be neficial
o docal conmunny colleges thar do nor have adequate research”

capabalies T Hhgs the TGOB has A\\l\ﬂ'(i the communn colleges

:x
mostate-tev el rescarch projecis, aswell as iirescarch projects priumdrnly

d!\l}_m(i tor Tocal use s thie following was §
’

.
oy tak (Gncd of Commuming colle e personncd works with¢
OB vatt 1o devedop the proatures and roscarch design for the

statesade rescarc b studh C
' 2 NV handbook desenbing the procedures to bhe used i fach

teYearch study s deve loped and s disseninated 1o the communitt \
«'»H(;_(\ conditcnty tlee researe b stads
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3 Workshops dx('umdu(tt'dmpr.()\'xdctrdmmg(m ocedures
and methods to P:( used 111 the &’ud )ﬁ :

4 Pm(t'ssmg of the respdnses 1s provided by the computer
SerIces ared of the ICCB by use of SPSS o1 SAS sofrware

5 Analvss and dissenimanon of the results are provided by
the TCCB stall, and assistance 15 provided o the local communiy
colleges for analvzing and using the lowl data tor their own use

i

b A computer-generated comparative analvsis 1 produced
. for several of the studies, which enables a local college to compareats
" results with a selected number of other communmny colleges

. “ N

Coaclusion, SN '

Although good statewide mformatson and research s often
very difficule and nme consuning w obtam, mamvtagmbicant dea-
. sions, which are dependent on the best data available about the
community colleges, are made at the state level Lack of good
. mformanon can lead to deasions that might severels hurt the coms
mumt colleges within the state Yet good statewide data about
community colleges cannot be obtained overmght Good statewide
research about community colleges can show the greatimpact that the
. cornmunits colfeges are having on their many students” Such research
can and shoulde used 1o advocate the comnrumins college role in
postsecondan educauon -
*
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Federal postsecondarn, pohey s an eragmna s presence 1y
rlear, but its creation and modification a/e hazy

A

v

Federal P0§t§ec0nd&7y \Palicy

Chenl Opaanch

The presence of federal/;;()stsecondary' policy 1s felt in manv wavs

required adherence to a varnetv of regulations, mandated reporting ofa

multtude of college informauon, the effects of changes in student

financial assistance programs on enrollment, and, soretimes, the

inavailabiity of federal funds 1o support a ne¢ded and creative

* «curncular proposal This federal présence 1s both welcomed and

resented Funds to support studénts, programs, and services, are

applauded for the opportunities trev provide But there 1s a lirking

suspicion—atJeast occasionally—that the price the college 1s required

to pav to recewve these funds is unnecessarily burdensome and costly,

and there are complaints that manv of the real needs of colleges go
unanswered ;

The reality of federal postsecondar policyv 1s felt at each and

every college, but the realiny of how to influence 1ts creation and

_ modification 1s vague How 15 federal postsecondany policy made?

How can (‘ollé'ges successfullvontervene in the process®> What infor-

maton 1s Reeded and lLikelv to be mfluennal® And how can this in-

formation be linked to policy making’- and policy implementation —

.
M Mehallis Fd o Npae Directions for ¢ ommunity { alleges

\I)C‘Im,'m”w Decisinn Mabing no 35 San Francisco Josses Bass, S¢ pwm?mr 1981 17
[ o . <20
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at the federal level? But 'first. what has been the focus of federal
pastsecondary policy . N . .
" Policy Focus  * . .

O

v ,

Federal postsecondan policy encompasses three amajor nvpes
of programs 1+ financial assistance programséan the form of grants
and loans for graduate and undergraduate students that are designed
1O INCTease aess o hlgﬁer education, 2 msutunonal buillding
programs that asast colteges in facihues bullding, and 3+ categonical
programsthat provide asvistance to improve the gugityof instrucnon
n gcnerdl or for a specialized clientele These prggrams are inked by
feommon focus r\(pdn(‘hng and fostering opportumues for higher
edugauon Student assistance, designed to increase aceess_for those
previously disenfranchised from higher educanon, 15 clearly the
major policy thrust ‘ | T

There are nM¥erous other federal programs that atfect higher
educauon isutiuons, such as those that provide funds for.screnufic
research and’development and those that provade educatonal benefits
.0 specialized groups, s as Soaal Secunty beneficanes Yet these
progrars do not have higher educauon as #heir major focus ahd,

)
therefore, he outside the major postsecondary polics arena

The extension and H]()d&ﬁ(d(l()n of the three v pes of programs
within the postsecondan poliev arena tend to define the major 1ssues
and provide the fpdus for those who seek to alter federal post
secondan policy )

- .

Policy-making Powers

‘
u

"The policv-making powers are those m positions to influence
policy In postsecondary policy makmg, lh("ma]or powers tvpically
include membegs of Congress, the fedéral bureaucracy, and higher
educauon associations

Congressmnal powgrs are those affiliated with the House Sub-
committe ¢, on Postsecpndan Educguon’and the Senate Subcommittee

on deam)n Included are senators and tepresentauves serving on

those commuuees, their staffs. and the staffs of (hc!c.subcng]mm(‘es

Powers from the federal burcaucracy are t?msc from admin-
istratve units under théassistant secretanv-for postsecondary education
and the assistant secretan for planmng and hydg(‘(mg in the Depart-
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ment of Educatnon Included, too. are those in the Educauon Brand h
ofthe Office of Human Resources, Veterans, and Labor at the Office
of Management -and Budget
Higheredudanon assoaauon powers represent postse ondan
mterest groups and program chentele Most are Housed at One
Dupont Circle. the Natonal Center for Higher Educanon The
Amencan Counail on Education coordinates policy efforts aniong the
Judny assocatons and mamtains a capable research and planning.
office that provides research and analvuc informanon., including that
which deals with the effects of policy alternauves (m"p()sls{'((mddr\
students and insttutions - A
Most assoaations, such as the Amencan Assowanon of Com-’
~ mumity and Jumor Colleges, have their own “poliey persons™ who
seek to lobby eftecuvels for pohicv modificanons and extensions (Nat
will most favorablv serve that assoaton’s constituents Views of
constituents are sought, and the consutuents themselves mav be
encouraged 1o hecome imvolved 1n the pohicv-making process by
making their views known 1o Congress through letters or tesumons
Long-standing and dose tes characterize the pohey powers
Themtormal network s extremels strong Washington 1s a telephone
towi™ 1s anaccurate descripuion of the wav in which business.is done
The person aspirmng o influence pohcy will need 1o develop a
“telephone relanonship™ with at teast one person operaung n this
apower sphere and idenufy avenues 1o others Speaahzed lobbving
groups that coalesce on speafic 1ssues, usually dS 1S5Ues anse, dre
other possible avenuey,” ’

The Policy-making Process “ .

~ ’ M A
To successfullv influence federal policv making requires not
onh hnkages to influental persons but an understanding of the
pohay-niaking process This process s not a sihgle event, but a series
of continuous events Even following the enactment of pohevinto law,
there are admmistrauve regulanons to be drafted and debated thag
- nnplement the statute, budget appropnauons to'be formulated vearly,
- and an annual, congressionally voted approprianon And 10 further
comphcate the pnlf(\-nmhng[ process, many polincal powers are
imvolved 1in some of the deasion-making events But seldom if ever,
does onemdinadual, or even one defmied set of pohucal powers, make
m(‘qm program or pohcy deasions m isolanon or i a single setung

LERIC . L2
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¥ There are cortyim gencralizanonssabout federal }n')ln v making
that gnve it torm and Juggest when it mat be mfluenced A casesnidy
< by Gladicus and Wolamn 1976 umu-rmnp' the pohicy procpss thdt
occurted dunpg the cnacanent of the Fducauon Amendments of
197 2 viclds these gencrdlizanons 1 Policy makmg v condinoned by
the baste calendar of Amencan pohudcs the schedule of presidential
and congressional decnons, the expuanon dates ob statugs, the
ATl budgetiovdde 2 mulnple and diverse sources advance
vanieny of policy opnons and 1y the formlatin e stage of pohav miakimg,
no singzle source s Iikely o have a monopoly on pohoy deas and.
pe thaps mostimpottanthy 3 new pohey chorwees are actualhy modifi-’
cattons and addimons 1o already existimg pohaies
- Thus the exnung federad postsecondary pohices dvtim; the
issiies that wall be debated” and the regular calendar ,“} Vents
deternnmes when these issues will be raised Inaddnon, regulations
that unplement statutes must be palished and tume provided for,
mtcrested persons to make then tews known
- {
College Informaton tor Federal Policy Making

Once the federal postsecondan pohicv-making issues, powers,
and processesaredenntied and the college has deaded s posiion
on these ssues - decsions need to be made about the mformation
avalable at the college that s most kel to be influennal What topes
of research and other mtormanon can -be made avalable from
colleges” What sorts of research informanon are most hikelv 1o be
mfluenagl? .

Available Community College Research

There are problems, although no msarmountable ones,
attempting 1o use much of the available commumits collele résearch
m tederal poliey makmg Typrcally, research from an mdinidual

college 15 about that college and not generalizable to the nanonal
scene Such research s usually about a single serace or program and
lacks the sumulanon capability 1o examine the efteces of alternative
policy options, Further, college 'research 1s necessanly focused on
1issues of concern to that mstatuniorr and not imtennonalhy geared 1o
federal policy issues or tme-lmes Also, college research s presented
=~ m a mode usetul to college deaision makers, \371(’}1 mas he a quite
ditterent mode from that usetul to federal policy deasion makers

<h




Buticolleges do have tesearch mtormanon that can be most
usehig 1o federal pnln'\’ makers  Evaluanons of federally ided
Prograiy ot senvices can give cougressional members an idea of
which federabprograms are workig Rescare homaccess and retenusn
- ees cansuggot new and needed avenuesfoystudent gssistance o1

' support programs Case studies qaneprovide anecdotal mtornianon
amd comme ntary which s partcularly useful when ghing teymons
Joundarscore A ssue pdsingn But Bow doc e colleges researeh

“enter the pohosmakin prm} i )
. .
Improveng Research (‘nllzau(m
-t -
lmpm\mg the unhzanon of rescarch imformanon policy
’ _ufing s a senous prodlem at the local and fe deral Tevels and W
problem recenmg mcreased attennon fromn; both pohcy makers ared
tesearchers Responabihin tor enhanang the hikelthood of unh/aton
< s andreasingly placed with the rescarcher Ths responsibiling as
viewed as notonh imcading the dissennmaton of research results hut - - 4
abho the vary issues and problems the research attacks - S -
. Stutflebean 1974 NULOHE granit astudv s To have unhn — .
) that 1sa 1t 1008 10 be mforfatme and make a desirable impact—the Six
critena that mmll.uxn: tare relevance, unportance, s ope, cre (ilblln\ -
tgnehness, and pernasiveniess . ¥
. e Relevapce requines that the needs of the dudience who will
e use the findings be dearly denntied @aed that the questions
asked by the research be dearly relatedt to these needs
* Imporiance necessiates choosing the data to be gaghered
. " thatsall be most sigmficant 1o users and 1o the purposes of
the study ) 3 : -
’ ® Scoperequires that the research exanine all the@uesnions
: : of grajor importanee to, the audience .
o Credibihiy mvolves the faich Har pot(mml users, usualls .
unskilled i jadgimg the techmeal menis ofastudy, plé((' mn
the group that cenduats the 3tudy ) k
-~ .. o Tnnchness 49 perhaps the most (rfical of these uuhn
,{/ critenia and demands that the mformaton 1each the audi-
‘ ente when they nedd o i . ’
) o Penvasneness mvolves the disseimmnation of the studi's,
. o findings and requires that they be made ayalable foruse by
. allmembers of the denufie d audien -
= These siv utnhoy cnena, m addingit to the techmead menits of
(&) . . S '
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the study, undcts(’(m- the, dithiculty a researcher faces as mnproved
utilizaton s sought and responsibiliny torgt s accepred This change
~rthe 1ole of the researcher “may not he comtortable, but it may well
be more relevant, and inshe long term more producuve’ Rosenthal,
19K0, p 42 hp
‘ I mcreasing the hkelthood for unlizanon, not onlv the study
" ¢ 1elf butalso the wrget d\udu-nu' must be assessed Front Cox 1977,
who hinks the charactensucs of deasion makers with the unhizapion af
findings. come generalizatnons that mav be apphaable and usetul 1o
the rescarcher artempung to influence federal policy makers
¢ Data will never be the sole source ot information and may
not be used mmmediately, but mav resurface at a later tme
o Research data must compete with other mformatig from
other mfluential sources
o The deasion maker's mterests will be speaticand concrete,
and research intormauon will be utlized to the extent 1 1s
relevant o these imnterests

dve d rather casual attitude
*

o Deasion makers are hikely ¢
towdrds 1ssues of v \
. ¢ Verbal disseminanon s most effecive when accompanied
by a wntten report for dosumentation purposes
Perhaps imprpving utuhzggon of research in policv: making
“requures less she training of pohoy makers in research methodology -
and interpretadfon of results than the trammg of researchers and those
who would mfluence the process Knowledge of tederal organizatuonal
and poliucal realiues are {E'cdcd, as well as commumcandn skills

. 4 - -

Conclusions ~ ’ . -
Influencing tederal polics making requires knowing the federal
postsecondany policy focus, powers, and process New lmkagcs to
v pohav-making powers must be forged  Parucularly, members of
Congress and the policy directors of educatonal.associauons must be
kept (n‘rc of the needs of comimuniey calleges and their chentele
: Policy directors often have newsletters contaiming policy 1ssues and
(dl(:uddrs of events available o members, m addinon to serving as
expdres on successtul wHhS to make needs known during the pohiy
making. regtilations f()ﬂ!lpl“l‘ml. and budgeang cvdles
Stufflebeamn’™s™ 1974 ax uubty critena prmm 4 valuable
checkhstagaimstwhich any college-conducted applied rescarch can be
assessed to imcrease the hikelihood of use of research resules in pohicy

O Iy v - ~
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,
, making Cox (1977 gives msight 1nto the deasion maker's harac-
teristics that mfluence research walizanon

These factors, coupled with the in¢ reased, responsibility of the
researcher to conduct studies that will be useful 1o polics mal%('rs and.
to dissermnate this informauon to them. suggest a new role for the
community college researcher Tt 1s clear that rescarchers should be
tallang 10 policy makers Fhe research needs o consider the tvpe of
informaton—and the fofmat i which it 1y presented—that 1s most
likelv to be usetul to Congress, the-federal government. and polics-
related audiences. The major policy 1ssues, the legislatve and over-
sight needs of congressignal committees, and the calendar of policy-

. related events need o be taken meo account
But-perhaps the responsibilin for nfluenaing federal policy
% speaks not onlv o the researcher Yur 1o otherswon the communiny
college campus Perhaps a new, ege linkage 1s required among the
researcher, college president, and admimistrator respdnsible for co-
ordimaung governmental affairs or resourge development The college
4P president bestknows the needs of the college and 1ts students and 15
able to present these views 1o federal pohcy makers The resource
development admmistratog 1s knowledgeable about federal policy-
making 1ssues, powers, and processes Joimng the skills of the president
and the admimnistrator with the skills of a college researcher suggests a
l)(\ﬁls for successtul mfluence 1n the extenston and modificanon of

.

federal postsecondan policy '
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Master plans necessitate a continiity of regularly scheduled
research efforts . :

—

»

Using Research for' Plannin
t . \ ' (
Willilam L. Ramse)

A master plan 1s a guide—a road map—to the orderly journey of the
community collegeanto the future The master plan mustidenufy the
destinaton and suggest the means to get there. In some 1nstances, the
“destination mav be more controversial than the means to attain1t; n
other circumstances, the goal 1s readily’ apparent, but discussion
about the route to get there erupts into argument. In any event, the

, decfsnon-makmg‘, developmental stages of the production bf a master
plan include research as a oo}

Research Trends ' . ,&Jt

_ Three major developments are now beginning to take placein
résearch in two-year collegés The need for assistance 1n institutional
decision making has brought thns4about through an increased empha-
sis on accountabihty The first development s a renewed emphasis on
appled rather than theoreucal research. This has resulted 1n more

"y ,
The author Wishes to thank John | Makowski, his vice-president of opera-

_tions, Dennis W Redovich, his special assistant, and the Research Department of the
Milwaukee Area Technical College District, for providing dawm for this presentation
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Tsable and less abstract models The second development s on the
focus of Fesearch The focus s now chmnging 1o incdude enrollment
Projecions, OUICOIMEes I Career programs, economic impacts of the
college on the commumtny, cost effectneness, admmistratn e organi-
/4ton nsututondl 2()&1), college governdnce, mstructiondl etfectve-
NeEss, Communin Il(‘('(i‘\, and manv related Wpics These studies
emphasize \})('(Iﬁ<-dr('ds indinvidual needs rather than general
student characterstics: The, bise of research speaific areas makes 1t
posstble o meet the specalized educanonal needs of women, rural
and urban dwellers, ethnic and elderls auzens, and others The third
+developmentinresearch helps communits « olleges meet the expectd
nons of their commumues as well as the requirements ot legislatve
AZETICIES

Research Defined

Research can be defined as a process to help insututons define
their goals arkl purpases, Wdennfy their programs and policies that
meet these goals, evaluate programs o find out whether thev are
usecful to the immsutunion. and chart the flow of resources o deternune
the cost etfectiveness of the programs

Sources of data denved from the needs of the communiny or
the requiremnents of the state agencies The value of such resources
depends upon how well the data are collected. organized, and .
apphed Researchrisa management to®] that plann( Is can use to make
kes decisions as well as to bring the necessary change as a result of
those decisions It research becomes just “window dressing” for
decisions that have alreada been made, then 1t will not be ac ceptable
For research w be acceptable and to-serveds 4 management tool. 1t
must meet three essennal condinons 1 It must help faculn™and
admimistrators establishynsutunonal goals and objectives, 2 1t should
plav anntegral partin planning, and 4 1t should provide the means
for evaluging msmummdl programs and acuvites in relanon o stated
gaals

These condinons have 1o, be based upon a teeling of the
adimmistranon that the research 15 necessan to help tormulate the
godals and that research hoth provides and follows the establishment of
msttutiondl goals Insaddinon, research plavs 4 kev role planning
for the msttunon’s long-range development And finally, there needs
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to be arredogmnon by the admimistration that resear h'f‘mdmgx have

to be conyverted o deasion-makimg altermanves .
Research o the ("munm college contains four specitic
stthsesterms 1 goal setung, 2 program devclopment, 3 Progrdm
review and 4 cost dffecnveness Each subsvstem has 4 component
data tield These data Belds are communiy, stude nes, progrdams, and

resources -The resources dara Held gay be expanded mto facihues,

“tinance angd statt- paracularls i larger mulndamous college districes
i I

‘
. -

Planning and Decision Making

Reseatch data mus be rranslated o planning concepts and
alternatives There s a great need 1o consert past. present, and futuge
research data o planngpg conce pts Data on program ottcomes
have to be collected and translated o the plannming alternatuves This
tmakes 10 possible for administrarors © tornmulate some kind of
deavion-making sustarn tor comverung data mto acton '

The absence of o deasion-making s stem allawy the acrumu-
lation o many unanswered questions that hinder gn(;d educatnonal
planming Somie ot these questions are What dare the uses of research
data i communin colleges” What procedures shoadd be used for the
conversion of the data mito planning” Who should be 1esponsible for
avsessing the imphaatonstof vagoustata trends and advising anan-
agement of alternanve decisions 1o be made on-the basis of research
data’ What i an appropriate balafice between pohitics and researchin
the pldﬁnmg process” How can research data be used to INMProve
ngnag('mrm decisions” Whatis the value of plannimg m an insetution’
ifpohtical concerns overnde planning z;l(('rnamcs) Queshions like
these Bave to be answered if two-vear Colleges are.going to conduct a
useful research program that leads ¥ successful planning

A progfam can be developed that defines the environment for
<omverung research findings into planning concepts These planning
concepts have to strike an ¢ven balance beween political considera- :

1ony and research data Somenmes pohncal expediency.has been the
dominant force in deasion making, and research has not been
realistic enotugh <o meet the needs of the planning process Someumes

.administrators manipulate research findings to fit their own expecta-

nons based on pohincal conaderanons -
The ke 15 to develop different alternatves hased on research
L, ’
? ’
. 5 , )
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findings The ditterent alternatves can provide administrators with
the informanon necessan to arrve at deasions for long-range devel-
opment Availablgdara can be combined with goals and sttt input
and used 1o form the deasion-making alternatnves By identbving the
potental alternanves  admunistrators can establish the critenia for
future plannming

Research would be ot himuted valueat there were not a decision-
Tpaking svstem ’{'u convert the research data imto planmng cong epts
Values and mnterests of college consnuencies will n()del.\\a\s be
‘U)Hlpd(lbl(' with research data Admimistrators will have to achieve a
comensws on an objective base for plannimg if accurate and meaning-
tulintormanon s provided A good deaision model can be developed
that 15 sensinve to the political chimate 1in which the msutution
funcnons as wellas flexible enough to allow ume tor the development
ot deasion-making alternanyves

P A

A Plan for Action and Involvement

Step One—Adopt a Mission Statement Fyven community college
has some excuse for bang— perhaps a legal mandarte from the state
legislature or the statements i articles ofincorporaton The mission
statement 1s the sucanct embodiment of the avowed purposes of the
msttution—the reason why 1t exasts It 1s meant to be the motivanon
tor all tuncuons of the college All actions must be consistent with it
Even word and connotanon i the mission statement {s cnucalls
mmportant Mdnagement. to the best of 1ts abiliny, prepares or resur-
rects the mission statement and distnibutes it widely, seeking reacyjon
lnm{poraung suggesuons from students, faculty, and staft, and per-
haps from the commumn, adn'»msrramrs prepare da revised mission
statement for r(’\l(‘\\'})\ the trustees Evenn word in the missign
statement 1s evdluated  Interacnon hetween governance and man-
agement finally resulss in adoption of the community college's official
IMISSION stdtement ‘

Step Two— Prepare Departmental Self-Studies Wul\the adopred
MISSION stdlement acing.ds 4 common guide, department heads are
charged with conducnng their own self-study The $élf-study 15" a
conaise document thAt may contain fauT sections Section One 15 4
short discussion of the purpose of the department, answenng such
questions as. What funcnons are carried out? How do these contnibute
0 the mission” What senvices dare prm;dt-d, and tor whom?

RIC ‘ .,
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' Secton Two s theadenuhcanon of those dSpeCts O outpuls
that are (()H\l(i(‘r( d de partmental strengths Wherever possible. the,”
rationale t()r (mng the strengths should be presented for example,
level of pe Tormance exceeding an ostablished norm. or a4 demon-

wtrable nmprovement over past pertormance

Secuon Three 1s the idenutication of those elements of per-
tormance that are below asatnsfacton level The rauonale for i luding
al e as 4 weakness should be ared for (\ampk frequence ot

tnmetdeadlines orexcessive rates of error, turnaround tme. or uni
casts Ao mcluded i this section 1y the percened reavon for each
weantioss, that o, personued, tachines, school policy or procedural
TESITICUOnS *e S
Secuon Four'is the final segment of the report—the planning
section Here eftorts to morease the effecuveness and efficencs of the
department or for adapung 1o projecied change are discussed Some
questions thatshould be gnen constderauon indude Are idenucal or
sumnlar services bang provided moother departments” Are all existag
departmental funcuons uppropnate 1o the deparunent. or ‘should
some be transterred our pf the department’ Are there trends or
antluences that \nh attect the departmentm the future? f so. 1dentfs

them and reconmend adjustments i the depariment to accommo-

date them Another focus for this section of the reportas the recoms .
mendanons for ehimnatng or ame horagng departmental weaknesses
©andenhanang exssung strengths The deparunental self- study should
not be an exhaustve document, but rather 4 practcal exanunaton 6f
-~ deparunental consaience with e mphdsis on th(' reahities of opefatnon—
‘ not on scholarh research or hterarn mene ™

Atter discussion with the supenor, the de partment chairperson
recenes accepiance on the self-spudy, and the study s placed 1p the ™
Ydivismion tuckler” file for review and revision three vears hence -

Step Three— Establish Goals. Goals are defined as relat el long:
range.ideal outcomes of the funcnoning of the college™ Management
drafts g hst of tentative goals and agam®seeks schoolwide reacuon A
revised st of goals s submitted o the trdstees for review . 'moc fica-
ton, and a check for consisteney wuth the missiongstaterment Again,
mteraction between governance and management results in official
adoptuon of a hst of goals Governance has completed s rask”
Management now has M\ponslhlh(\ of ac hl(\mg the goals within =~ ®
the framework of the mission statgynerit ) -
Step Four— Develop Objectives Objecuves are defined as short-

,\ ) ‘ . -
. »
Q ‘ 3 , "
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tern, spﬁ( theal v aidennhied attamable outcones ot the funcnonimg ot
¢

hiecnve includes the name of the Wnplemyntor

a depdarunent Bachoo
and. wherevar posable quanufios th& desired wutcome The otficial
st of goals sy dircGred through the adinstranve structure of the
college o all de partment he ads Each depariment Head s e quired o
develop a scres of objectves 1o be ac omplished withnn the vear for
t h'appln able godl Division heads review the deparimental obyec-
v es atd Wit each (e partment headl agree upon a bt ot deparne
mental objocnves The hist m ossence becotmes the mdinodual
department head s managanont-bye-objecnves ]

Note that the nnssion s a broad statcmont having iide tinne
sabiline whiie the goals are more speati and are reviewed by the
governance-mandgement team penodicallh Goals miust be reevalu-
ated eveny three vears although some may be achieved i a singl
vtar o1 be reatfirmed an the same or modified versions tor another
three sear penod - Objecaves by definnon, miust be reasonabls
attamndable mone vear There 1{)(; real valuc i hsung objecoves that
have litde likehihood of bang reached within a vear Expenenc
suggesks that long-range objecnves defy evaluaton and encourage
lac kadantcal ettorr and even downnght procrastination

[deallv. vach deparinent head will have completed all objec-
uves onthe st by vears end The theor herc s that more PTOZIess 1y
obtdined by a sustaimed senies of sure-footed small steps than b
taltenng attempts at a few grant steps = progress through evolution
2 rather than revolunen ' .

To redlize the full benetit of this approach. each department
head 1s encouraged o state the objecives ina quanufiable manner,
for example, the purchase operanon will reduces purchase order
turnaround nme to three davs, or the average student will complete
registration i less than two hours or all student grades will be 1ssued

\\nhu\ two wecks of the end of a grade penod, or the number of low-

) enrollment dasses will be reduced by 10 percent
Note also the mandatory three-vear, reevaluatonef goals and
the annual review feature for objecnves Without this requirement,
the conunuous nature of the planning process could not he met The
result ot the tour steps nussion statement, (ivparxﬁwmdl ng»stud\
goals, and objecoves has simply bheen a fonmwhzanon of existing
Pracice i most communit colleges
Torccapimulate thus far we have established a reahstic, conun-
uowshe evolving swstenn of managemeont by-objccoves and depart
‘.
‘ ;
Q
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e ntal selt-studies with inivoly erne n ot governdance and mdnage ment
onalllevels The wstem provides tor democrancally dernved obyec
tves butcontams a firm conmmune nt o monor mdin g dual PLOZIess
fo attgiothe obyecives Intermnal comsntenoy s achieved wieh objecuves
restung on goals that moturn reflect the mission statene ne, however
this sull docs totconsttute o masto pla

A Pl;n for a Master Plan

Phe mianagenment byv-objecne and departumental self-studs
o1 nrst phase of masta planiming results i a seties ol mdependendy
produced departmental o plans while demanding participa-
ton of all appropnare parties entorcmy mterndl consistenoy T
secvnd parr ot the de velopmeont of a master plan mandates 4 mech-
JH!\IH}HI mterdeparnmental and intcrdivisional communication 1 he
- plans st be fused o one st plan However a miaster
plati iy not the sum of the i plans tather s o disollanon and
evaliation of 1deas and 1ssues brought 1mro shdrp focus by the
depariental st study and obyccnve statenenes trom cach depart-
ment Decision nmlu/ng at the top administratine kvels 4 com-
munny college s yenerally hindored by insutficse e imterdivisiondl
commurnication dunng th plan formulaung step Jloo often a;',
proposal for change reachios the final approvdl \Id‘g( ~the destafrht‘*
chict admistrannve othcer without adequate communicaiog be-r
) tweengdivisional admimistrators When this occurs g negduve, SUs--
L, praots teactian by other divisional adminpstrators 18 g foreg :
’ conclusion The possibilin of finding mutually ac ceptable dl[tl‘ﬂla(:ij;
or of reaching a comprormmise 1s greatly lessened i such an atmos-
phere Conunuimg commumeaaton bepween deparunents and d
vivions within the college s desperately needed T a sad fact that
college presidents walk 10 college prosidents, deans talk o other
deans the plantengyneer goos to conferences to meer other engimecers,
the purchasing agent jomns with fellow purchasing agents—but the
college president mav seldom talk to the pldnl‘(-ngm(‘t'r. who may
almostnever talk to the dean, who avords the purchasing agegtland o8
torth Teamwork can apparenth be confined to the foothall field or
the baskethall court . ‘ )

The briet outhine for master’ ;)ld“ll'lllg that tollows contams
major clements of & developmental program miroduced at the Mk
waukee Area Technial College The program places emphasis onthe

O €y . .
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process rather than the product Wuth the proper mix of ingredients
and control, the product s hound o be salable - ’

}armalzan of a Continuous Fraluation Pfannmg Aduvisons Commuttee.
One possible way 1o attain vital e rdepartmental communicauon 1s
through conunuous evaluatuon and planning by ad¥son commutees
It 1s with a great dedl of reluctabce and some trepidaton that one
recommends the tormatan of commitees Commuttees have a bad
_reputation as devices to share the blame and waste ume, 1t 1
commonh known that the commuttee assigned the task of designing
the horse actually produced the camel But in the interest of bringing
people with diverse imterests mg(‘(h(r to talk with one anothes, this
evilowill be accepted

The Conunuous Planning Advisorn Commuittee reviews the
goals and objecuves and deparupental self-studies, as well as any
proposals for change ymuated MMvwhere within or outside of the
school The tvpe of membership ‘on the committee 1s crucial
success Wbvioush, there should be representation from al] major
divistons of the college organizauon To saushy this requirement
almost any college would result in a large, unwieldls group So a
number of smaller commiuees are created perhaps , each
having an assigned sp((raln Before describing the fun” of the
three commuittees, 1t 1s most important to note that one member of
each commuttee —the secretan —1s from the Research Department
Thisisan ex officio positon o give continuity to the dehberatuons and
recommendations of the tommittee and, of equal importance,
provide a direct hnk to, the Research Department/which has the *
ulumate responsibilits of drafung the master plan |

Three commuttees are established to review specific areas:

I The Organizauon and Function Commuttee reviews and
makes recommendauons concerning goals, objecuves, and depart-
mental self-studjes: imitiates retommendauons for establishment of
a new service or funcuon, or the eliminagion of an exisung one, alters
the organizauonal structur€ and transfer of responsibility or service
from one dinision to another

2 The Student and Fiscal Accountabilitv Commuttee reviews
and makes recommendauons concerning goals and objectives and
departmental self-studies, muates recommendatons or procedures
for student enrollment projecuons, integration of student enrollment
data with budget projects, mechanisms for providing student and
budget mtormaton to appropnate department heads for future
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decision making, prepares the college budget, reviews procedure for
establishing budget pnonues, prepanng tormat, analvsis, and so
forth

3 The Phyvaical Faahines Committee reviews and makes rec-
ommendatuons concerning goals objectves, and departmental self-
studies miates recommendanons for construcnon, remodeling and
maintendnce, and procedures for space managenient and unlization

The purpose of the Continuous Evaluatnon Planming Advison
Commttee s to discover adenufv, and anahvze the effect thar a goal,
objecave, or self-study plan of one department has on other depart-
ments and the school as a whole Because the committees have broad
representanon from departients within the sehool, ®ch member
develops an appreaation for the work and problems encountered by
the others Conthors tend to be resolved at the department-heag level
mstedd of fgstenmg unul thes reach the president's desk. The primarv
mission of t‘ge cominittee 1s to communicate a proposed change to all
departments and 1o provide the opportunity for reaction Once this
has been accomplished, recommendations are made to the president
The recommendanon for the solution of complex problems is seldom
sunpler and recommended solutions are in the form of a series of
alternanves that mav he ginen a prionits order by the committee

Drafting the Master Plan. th'mput from a host of sources, the
trustees and the president have adopted a mission statement and
established long-range goals With 4 mission and goals in mind,
deparunents have determimed immediare objectives and produced
self-studies contaiming departmental plans All these have been
reviewed by the Continuous Evaluanon Planning Advisornn Commuttee
with subsequent reccommendatons to the president The president
evaludates the commuttee recommendations and discusses them with
the chiet administrators Deaisions are uJlumately made by the prest-
dent Armed with this wntten documentauon, and having participated
m the discussion of the evaluation planning commuttees as ex officio
members, research and development personnel find themselves in
ideal posinons to draft a skeleton of the master plan The draft focuses
upon tssues, pro and con Stausucs are included onlv as they relate
directy 1o the ssuew

Review and Redrafting of the Master Plan The skeleton draft of the
master plan eventually goes to the president and then 1o the trustees
for review and recommendauon The modified draft masy then be
exchapged between the rustees, president, and administrators several

I)r
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umes betore the final document s completed  As the drafts move. -
back and torth, " mear” s added o the skeleton by the Research and
Development Department in the torm of the usual biographic and
denographic data chares, drdtis, and, tables Prepatanon of the ﬁndl\__~
copvindudes photographs and a7 that s the [Jrl(l(?‘dll(l jov of the

Art Departineint

Summaryv

Noenterprise can exist withouwt some knowledge of where s,
where its gomg and how it will get there The master plan conraims
this intormauon No college can be eftective without one A plan n
and ofiselt has hude value unless 101 recognized by governance and
all levels ot managemenr as a hving document, realisucally comme
tng the college to arnve at a sp((‘mul destinauion i the given ume
Imvolvement m the. (l(\(luprmmdl stage of a plan. the planning
aspectos essennalif the completed document s to evoke the posItive
response necded tor successtul implegerttanon A master plan 1s
built around the musaion statement and goals of the college. andsit 1s
here that the influence of apphed research with s potenual alterna-
tves s broughtto bear To remaim a hving document, a master plan
must evolve m responsé 1o a’changing environment, or p( rnsh A
master pladn: therefore, necessitates a connnue of regularly scheduled
research e tforts

~
Welliam I Ramses s presudent of Ml avkee Area Technical College
Duotrict He sered av chairman of the Board of Directors of the

Amencan {svsa f Jurmor Community Colleges '
L]
s L4
o % :
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Management of information resources is utihzed for
’ systematic, instututionwide planming of rational
deciston making

~ Information Resource :
Management -

Joseph G. Rossmerer

-

.
.

Higher educatnon in the 1980s s likely to give new currency to
Herachtus’s dictum, **Nothing 1s constant but change.” To survive,
most colleges and universines will need systematic, insututonwide
planning for rauonal decision making.

The focus of this chapter will be on planning for the use of
informajion technology rather than on’the larger educational master
planning process that encompasses all aspects of the institution.
However, the planning principles highhghted are the same as those
applicable in the larger planning process. The chapter aims to illustrate
how planning for the use of informauon technology occurs by
presentng an abbreviated case study of the experience of the Virginia
Community College System, a large, complex erganizaton.’

Information_technology is a mean$ to an end. Information

» must be managed Like any other major resource by harnesgg%:as a
means for assisting an institwuon to meet its goals and objeeuves
effecuvely and efficiently. John Diebold, an internationally acknowl-

‘edged leader in the field of management technology, defines “infor-

v
. . - N

M Mchalis Ed . %eu Directions for Commumity Colleges
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v\/’ﬂ\d(l(m resource management’ as the way a company manages and
regards ity iformation™ “View Informanon_ N 1981, p 15 He
turther (Il\phd\l/(\ (hdl an ogganizaton’s sdccess duning the 19805
will h( measured o 4 large degree by s ability to ganage informanon
?ﬂmm‘m( sds graduallv-recogmzed as a major resource
the, mud o late seventies Todav, the informaton resource, manage-
me m_fun((mn and 1ts relgnon o modern management pracuce are
tecening mcreasmg attenton hoth m the corporate sector and in
nonprofit agengies Inthe yext few vears extgutves will be (hdll(ng( d
by an informanon explosion equal to what thes have witnessed over
~the lastwenty vears The newt generanon of informaundn progessing
;o oswstems will provide executives with the  capabiliy 1o make their,
o managemenytiortdar more effecave than it has been A technology
s has emepged ¢ fdﬂ‘llndu the evolunon from data proceming to
mformation processing, but this g hnology must now tse effecuvels
mdndgul 1o maxmize the use ()#1

ntormaton resources .

Information Resource Mz:gagement Function .

] . d
. The uitormanon resource*management function has been
broadened in recent umesto extend well bevond the tradinonal realm
s of compuung senices tor e xampl( administranve data processing,
academic (8mpuung, and re sedrch supp()rvn mstitutons of higher
learnmg Informanon resources now encompass (1, text manage-
ment, induding word processng. filing and retrieval systems, and
. dg ument pm(lu(mm tools, and 12 computer/communicanons net-
works. including elecironic mail systems, such as (ommunicating
»:nrd processors, facsimide and computer-hased m(smge svstems,
‘mg aeleconferenting po :
- (,m n<hat informanortiechnology is sull evolving, it might be
» 7 well 1o state three major assumpuons that underhe this discussion
Rmsm(ur 1980 First, the' compuger s desined to become the most
. nnp(mdm ady dn((nu‘m soaety has'developed since the aul()m()hll(

the prinling pr the r((:pm(dnng engine, and manned spa((/
8 Hights The com hd\}i growisg importance in dbur hves’and it1s

mpdn(lmg our mul[aﬂ,\&al trol- of the world around us (Lusa,
© 1980  Consider, the m"“ﬁ[‘ pervasieness i our dailv lives

Microprocessor (hlp(\ are iryed Jin gammes, tovs, automobiles, hmm-.

hold apphiancds, commugriicanons devices, commeraial travel, health

4are, banking, ({( dit, the office! supe I”nldl”k("[\ and other retail estab-
hsrnm ‘nts, and. of pourse, educaton

o]
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cAswe move meo the T980s, computer hiteracy 1s CINCIZINE ds A
requiremnent tor high school graduaton In higher educanon. micro-
computers gnd desktop computer termmmnals are ‘becoming more
abundadt to suppertmstrycuon through ¢ omputer-managed mistruc -
ton. problem solving, witonals, dnll and praluce, and sunulanon
cdpabilmies regardless of what dise ipline the students are pursung In
a numnber af colleges and universines, serious discussions are under-
wav tomard making computer literace a fundamental requirement for
grd#umun "I some ateps are being taken toward requiring each

nttopurcliase a personal computer and providing a computer

¥

stu
terminal for even-fdcult member Magarrell, 1951

~

Fhesecond assumpuon s that imformation 1s a prlzldr\ mstitu-
u(;ndgdswf and warrants the same recogmtion and status as hur 1dn,
phyvsicaland fiscal resources John Diebold, 1979, PP -H;%(‘Hs

&(h‘x'[ “Informaton, which m essence Ys the andlysis and svnthesis of
data, will unquestionably be one of e most vital corporate resources
m the 19805 *1 @l be structured o models for planning and
deasion making [twill be mcorporated into measurements of per-
tormance and profitatnhny 1t will be integrated and treated as an
asset” The Challenge 1y 1o learn how 19 use informanon most

*effecuvels o .

I'he third assumnption s that colleges and universiues have a
basic hierarchy of mformatnon needs that is dosels aligned 1o their

9. onal management levels The trend s 1o h?w computers

Mulfill 4 major role through information svstems 1 mecting these

netds " The prime role of ‘an mtormaton svstem 15 to faaluate the

OTgdni

achievement ot an organizanon’s goals and objecuves more effic iently
than, 1s otherwise possible: Defimng the relanonship between the
organizatidonal erarchy and informanon needs 1s crincal when de-
velopmg aninformguon svstem, since planning, organizing, darecting,
cortrolhng, and operations acuvities oceur at different levels and varv
w1 nformanon requirements )

The comments that follow focus primarily onmformanon sys-
tems required to sgj;pon the operanonal and management processes/
actvities of aninstitunion at all levels of 1ts organizational h’wrar‘th)
Whye hardware-and software for ‘academic computer’ support of
research are normally a part of the mformation resourdes mventorn,
these two aspecw of camputing are not discussed further because thev
are outside the scope of this chapter

The generic term “imformanon svstems”™ mcdudes the three
categofies of svstems defined by Sheehan 119800 as 1 the® basic

.

.
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operanonal data ssstems, 2 the managdynont imtornmanon ssste
and 3 the planuing and management ssstems Dunng the Jast ten
vedrs, manyansutunons have found then intormanon svstems talling
tar shore of suppornng management deasion naking as orginally
LCnvsioned by the carlv advocates of deconic data processing The
prosent concern overinformaton managetnont expressed by mnsttu-
nonal users encourages a complete refocusing of computer-based
swsterns 1o adenuty wavs to hridge the gap hetweon data procossing
and managaent decsion making

Planning Processes

A fist major step toswards improving the management of
mtormanon resources isto develop a plannmg process for responding
to ehott- and long-range imtormanon needs. a conunuous planning
process i which each avde culmimates with the devddopment of a
master Pldll [t a st planmog methodology s mot adopred and
followed “a "knecjerk™ development effort s hkelv to occur i most
instances, which ar best resulis i catharue, rather than creauve,
pursints

Tnsiumple terms planimng tor the usk ofinformanon technology
mvolves the setming of goals and objectivas, thet (l(\(]()l)lll(lll of a
methodology for achieving these goals ayd objectives, and the
mnplementanon 8 tollow-through proceduresy

icluding the alloca-
ton of suthacnt finanaal resources Speaific plahwg components
mclude, - ~

IStrong commuument and directimvolvement by imgtitunional
eecutnes -

2 Agnve paruapaton by amd-level management and users,
otten through comnutiees, such as an mformanon resource planning
commntree, systenn development project teams, operational prionin
comnnttees, and so torth,

5 YderMicanon of an orgamzatronal ierarchy of miforimanon,

requirements that 1s based on msututiondl processes/aconvities and
essential imformauon needs tor cach requirement, ’

1 ldenoficanon ot exisung and annapated constramis on
Tesources and technologies. nduding major deasions aftecung -
sttutiondl mission‘management philosophy, ce l\lld]l/( ‘dversus disin-
buted processing centrahzed vasus distriburted sy stemns de selopment,

data bhase, management svstemns, hdr(l\\dl(/\(){[\\dl( compatibihny

Q L,
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among orgamzatonal unies, availabihits of staff technical expertgse,
state procurement regulations, and so forth,
5 Development of achievable goals that are compauble with
hardx«ar(*. software, and telecommunications requirements,
6 A vclical rathet than one-ume or mtermmcnt'{Srotess that
-1 gwded by a working calendar comgiming a series of actions on what
asks will be performed, by swhom. and by when,

7 A priontv-seting mechanism that sorts out the "nice to

have™ from the cnncal” requirements and ofters the most (ose®

eftecuve solunon 1o a problem

8 Directlinkages with other strategic and operatonal planning
efforts within the insutunon, ’
9 Production of a4 periodic mformanon resource master plan
that reflects in empirical terms the efforts of a planning process, and
10 Designatuon of a kev planning office or officer to sernve as
" both energizer and staff resource w the informaton resource plan-
NINg process . \ .
Obvioush, there are other components that may be deemed
highly essenual, given the wide range of vanance found 1oday among
colleges and unnersiues Iy their level of}ophlsu(auon ln$ use and
control of computer technology The sigmificdnt pomt @€rge1s that
deasions regarding information resources have toe broad mpact
on the msutution’s well-being to be left solely in the h@¥ds of the
techmaans More importanidy, and sometmes quite disconcertingly,
major deasions affecung computing servicesinevitably hawe a perva-
SIVEe 1Impact on most aspects of an insttutjon dmg‘l@mlssnon,
educauonal programs, enrollment patterns, finadcial soivenct. gnd
staffing Wrongs have beep difficult 1o Sorrect. w .
Tradinonallv, computing has been #controy epsﬂsuldect with
cruaal deasions about n¥.management being swaved tess%v the
technology at hand than %y n(ftm/]uéeal canad{éraglom and insu-
tutonal dvnamics- Robbirﬁ':an othersy 19 %Qﬁqrnhe poliucal
arena 1s enlarged to mclude externahigs who get invdlved to
contamn the high cost of ln{armauonwﬂcn_ though such
expenditures, both m-theﬁast and 1d8ay, ufPly account for no
more than 2 t 4 percent ¢ an instftuton’s 4hnual wotad operating
budget Arth, 1980, Man insututons Leandelible séars left in the
aftermath of deasions based on oy one set ¢f considerations,
decisions often resulung from a low-gd 5|tu3paﬁ_ which failed to
consider the adequacy of vendor support or problems associated with
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muluvendor environments or w provide pote H(ldl fororderiv growth
and development .

" Fortunately, exarnplos of successtul planmng (Hurts are be-
corng more commopnplace m higher educanon Recentissues ot the
bi-monthly journal Cuoe Fflerr published by Colleg® and Uninversin
Svstems Exchange CAUSE | have ated exce “(H((\d”l})l(\()¥ plannmg
methodologies ¢ urrenthv in Use 4t various mstitutions Other studies
Buchanan and Linowes 19%0a 1950b, Emenn 1979, 1950 Qite
valuable planmng tools tomprove the management of informanon
resources that have slgmﬁ(dm potenual for tht more comples insutu-
nons The New Directns tor [ oo Rew ook sourcebook enutled
Foomragg Nett [reregsor ooy gt e Compicting Staman, 1979 abso
* dlustrates how advances i compunng are aftecung the manner in
which colleges and unnversines are hang managed

. ¢ o
Information Resource Planning 1n the Virginia
Commumnity College Svstem,

We have had a sigmificant personal expenence in the planning

" and management ot intormanon resources wath the Virginia Cormmu-
mtv College Svstern VCCS  For the last several vears, a rather amby-
nous planming process has been underway 10 develop a statewide
computng services master plan for the VCCS. a complex organi-
7dUON COMPTISINg tweniv-three colleges, thirn-five campuses, and
the System Otfices suaft The\ ces had a 1980 fall quarter enrollment
of 11}).1.”) credit students Insututondl size of the menn-three
colleges ranges trom Fastern Shore Communmn College s 481 stu-
m)?‘ \(mh(m Virginia Commumts CoHege's 55 %99 students
drmong it five CdImpuses

: Smce VCCS begann 1966, the 111(0rnldn<)n processing function
has had a histon of turbulence pnimandy because of thegonunmnng.
debate about the proper locus of control and authonty bemween the
Svstegn Offices and the colleges The problem wasexacerbatad gs the
u;llté
control over college operanons

ey matured and the central staff wrestled to mamtam centrahized

New Executine Management Philosophy

~

In the summer of 1979 .the \'(,(,S'ad()}’m'd 4 16w exeutn g
managetient philosophy which stated the followmg *The VOCCS

Q ‘ ) a
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\ central staft Svstem Offices shall focus on management review and
oversight funcuons, therebv delegating maximum authonn to presi-
dents for the dav-to-da management of the individual colleges™
Lirginin Cgnmurats College Syvtem 198 . ~

This philosophy provided the basis for major, discrete func-
nons to exist at both the Svstermn Offices and the colleges The Svstem
Otfices would provide svstemwide planmn'g develop policies and
procedures. conductauditrevies s, and provide mandgement oversight.
College prc;uiems. i contrast, woulfd be accountable for all other
major aspects d-the deasion-makingf management. ‘ﬁld‘opcranonal
responsibilines delegated to,the indi 1qual colleges

As the new management philosophy was imiplemented. a state-
wide computing services planning committee was established to 1. de-
velop a planming process for apphing computer technology to manage-
mentinformanon and 2 develop a compuung servfces master plan
These rasks were indeed arduous to accomplysh. and an acceprable
mastet RJari was not developed unul fanuary 1981, eighteen months
abter the guiding ' management philosophy was first enunaated .

.
“

Planning Assumptions
-

Actually, the onigingl commattee falledato achieve either task
successfully, hence. asecond commutree was constituted, which finally
succeeded in produang the long-anuapated plan The major com-
ponents of the planning process developed for this purpose were .
simrlar to the ten points discussed earhier Addinonally . the committee ‘
clarified a set of assumpuion’s that would have a direct impact on the
chances of geting any future plan approved by all decision-making
authoritres
N I State proc urement regulations dictated the need for fléxi-

bilitv, shareabilivrand nogduplicauon of applicatiops software within
the VCCS enuty These wc?e.dcvmcd fundamental to the development
and expansion of computing services throughout the statewide com-
munin (Olk'g('"orgam/alylon

2 Informaton would be recognized as a major insututonal
resource along with fiscal, human, phyvsical, and intellectual resources
. 3 The compuung environment would support a.VCCS hier-
archyv of iNormanon needs .

4 Auamnable goals would be established. and they would have
to recenve fign commutment fromu all ley els of VECS management

~

.
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5 Resourn 9 would be nght although an carnest ctfortwould
be made to obram sutticrent statt and resources to achieve these goals
boAn overall compunng services pld.nmng committer would
assune primary responsibiliny torthe cohtnuous planning assorated

with (dmpunng services atter the first plan was approved

T common data clement dicnonary would be develoge d

and mamtamed by the Svarem Otfices

- oAl svstems davedopment enhancomenn otfort would he

cotrducred moaccordance withd state-approved svstem deve lopraent
methodologn and would be supported by tall userd and techmical
documentanorn, - ’

9 Anall-our etforfwould B mhade 1o establish and maimtam a
statewtde commumne college compuung environinent that would
retbect stare-ot-the-art te chnology given restnicted fiscal and human

resources
Planning Goals b :

The first magor rask accomplished by the plannng commitee
was 1o establish a set of godls 18 be reviewed and approved by all
organizanonal unies VOGS comnputing seniaces will ’

ISausty dara processing requirements tor colleges and the
Svatern Otfices through Cecove acgrsiton and use of resources

.2 Support the VOCS misvon and the VOCS execunve man-
agement phlosophy through data processing and computational
capabilinies

s AMinmmize the duphicanon of resources by encouraging a
high degree of companbilin i general swstems software data base,
data communications sottware, mnteractnve and batch retmeval soft-
ware, and applicanons/analvuc software .

1 Meetenternal and internal reporting requirements in terms
of data daccuracy appropnatertess, umeliness and accessibihn

5 Fmphasze flesaibilin i the design of the distnbuted com-

puting configuranon to pernut cost-tffectuve hardware/softw are alter-
native s

b Develop apphicatuons reflecung the administrauy e and aca-
denue processes of the colleges rather than the orgamizauon of the
colleges dnd the VOGS Sistem Offices

7 Provide naworking, shared software, network backup and

load balanang w the extent that such capabihues are cost effectve

~ -
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/’ % Encourage mformanon exchange and user input. and pro-

. mote consensus within the VCCS ;

9 Esablish a compuung environment that reflects state-of-
the-art technology and enhances computer lore throughout the
studentbody. facult, and staff of thesColleges and Syvstemn Blfices

10 Provide a strong central mechanism for plannm'g. audiung,
govermng and coordinaung dara processing for the VCCS  1irgima -
Compocat, (ollvge Soctem 198 ’

[n the past. the Svstem Offices staff had prefeted a centralized
approach to both svseemns development and informanon processing .
because this approach was deemed more m line with the centralized
management philosophys The colleges never really accepted the
centralized approach to computerized support. one of the priman
reasons why the level of compunng serices in the VCCS fell sub-
stanudly below that neededfor adequate SUpport

The 1981 master plan recognizes the new VCCS management
philosophy major advances in state-of-the-art compuung te€ hnology,
and the ncreasing nnportahce ginen to spreading a whole array of
activities assocated with managing informanon processing and svs-
tems develppment among the vanous organizational units— the col-
leges Consequently, the plan calls for the estabhishment of 1 a

-

v

~ distrabuted processiig emvirvonment and 2 coordinated, shared

svstemns development These two aspects are described briefls ~
Distributed Informautian Processing -

A number of factors make the move 1o distnibuted information
processing attractive Dechining hardware costs, ymproved telecom-
municatons capabihities. reduced need for highly traffied saff at each’
center, a? mcreased sophisucation en the part gf users rlake this
alternauv€ quite feasible The proposed configuraton reflects four lev- .
cl§ of computing power, with levels 1,2, and 3 having central process-
g units CPUs thatare plug-compauble and have similar operating
svstems  Level 4 will consist of both remote job entrv unus and
terminals inked to CPUs at the other levels, depending on the
function to be performed ]

"« Levell will deal with the Svstem Offices’ requirements that can
be supported by a student reporting svstem and other similar planning
and management svstems, and most batch academic compuung
Level 2 resources will provide most of the support for mnteractive




44 .

academnic emmputm;i'dnd selected, but tess  admimsratne apphca-’
nons  Level s will support the colleges’ comprehensive student
iptormanon systern and assocated admimistratine dppll(dtl(pn dedling
with the course schedule, taalimes facules management, and possibly,
financial accounnng and personnel at a later dare

This distnibuted contiguranon should allow the VCCS to build
4 strong consensus dimong the disperse® orgamzanonal unis by
(reating dan environment that increases the potennal tor assigning
responsibiliny tor actvaties related to data processing to staff who have
hrsi-hand knowledge of the tuncuons heang automated o s
Obvioushy the concept of distnbution means more'than loc

INZ CQUIPINENT dt vdrious renrote sites Instead iformaton processi

o srecognized ds a major orgdanizational resource wyh manvaac e,
edch ot which can he assigned to and coordinated by one or more
mdmduals The tull scope of responsibihny assignntents has to be
carefalls planned. as Buchanan and Linowes 1980a p 145 pointout,
hecause assignment of responsibihues by default seldom works.”
These authors elaborate on a4 senes of acuvines associated with
managing informanon processing in a distnibuted environment that
needs to be  delegated downward or assigned laterally

. " [ 4 -
Coordinated Shared Development . N

* Coordinated shared development of svstemwade administranve
apphcanons i a distributed processing environment abp('ars o be -
most advantageous Svstems development in the VCCS 15 a rather
sensitive 1ssue because 1ty closelv ahigned to approval of personnel
positons and the placement of these pe rsonnel In the past. (<mral
devélopment was believed by some to be most efficient and manage
able i terms of statl, however, i actuahies, the track record. of

i centrahized gevelopment accomplishments has been most unsatis-
factor . although not all problems with this faillure were attributable
to the centralized development concept Meanwhile, 1t has been
demonstrated by several colleges wifhin the VCCS that shared des el-
opment has provided high-quahiv informauon resources within a
relatively shorr nme perniod

Shared development is supported by the majonty of VCCS

users afyd. theretore has an extremely hugh potenual for succeeding
because of their commuitment and mouvatuon This approach imcreases

Y end-userimvolvement, thereby promontng end-user interestand satis-
o : .
1
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facuon Also, manv personnel resources necessan for undertaking
the development exost ar the colleges

All new svstems will be designed i accordance with a statewide
planning structure supenased and coordinated by she Svstem O ffices:
Mdndgement o cnsure ssstem cotnpaubiling and reduce long-term
svstem  maimntendance One data element dictionan will be devised to
satishy the informanon needs of all leve ls of the VS orgdhizatonal
hierarchy as shown wn Figure | One.data base MAldgement ssstem
will be wsed tor adnnnistrannve applicauons residing at computing
ceners arallievels Sumlar secunin requiramentswill be incorporated

meanh wstemdeagns Ondy the most ctficre nt de sigh protocols that is

>

Figure I VOGS Hierarchy of Information Needs
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such concepts as paeudocone ymmmdl/u tnmal 1O will he unlized
best explom computer resources Overall management and co-

ordinguon of the svstams developmeont aennanes will be thie Te spon-
sibiliy of the VOCCS Computing Services Planmnyg Corummittee and
the Sustamn Otfices personned 1 charge of data services

Probahis h‘.t' ITIONE €N mn[ﬁnuur( ol the coordimated shared’
developmient approach s the abiliny ro design apphicanons that micé
the TEOP eI nts of ustis at o p‘xm(ul‘u level ot the intormation
Mierarchy Forexample the Susternmn Othices stude N TCPOTII Sy stem
designed tor VOCS execunve mandage ment and ¢ sterndl re porting
Factoguarter stadent enroliment census data will e transinted o
tron the studaitintornmanton satern ot the colleges which supports
the u};< tations of adinissions, r(‘gm‘mnun stude nthinances and other
studentrelated tuncnons A Comamon thread of data clements runs
& rough these two svsterny tf €1y all lowing €ach svsten to meet the
funcuonal needs ot a speafie Teves of Users

The Borgrr o om0 e St Lamgpecir e Neraoes Maoar
£ hkeany plan mustwahstand the testot e hetore the extentof
Wy success or tadure can be assessed A of this wninng the plan o,
workimg well and HHOTTAUO T TOOULCE NdNdge ment i the VOCCS 1s
hoally tmoving i an ‘1,) sropriate and truttul d rununlhruugh shared |
devedopinent and dismbuted processing A major commitment has
been midade o midiage these resources more carefully since ffe cuve
deavion making oparations planning research ovaluanon and
msttutional repre e rHAlION depend on high-qualinv informaton and
thie abihny to collecr store mampulate, and rammeve this informaton
through the use Um computer The development of a network of
mtormation ssstemis shauld lead to marked improvementin iforma-
ton qudahte and availabihin

The mos cnncdl beneit o be denved from the management-
of mtormaton resources s the enhanced abiinn 1o support the
msttution s hefarchy of intormanon needs Teo the oextent that these
needs are met dan organizdnon cangdclinese s goals and objectnes
respondimg ettecnvely to the changes annapared for the 19504
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Student data can he used as an md to academic Panming
im community rolleges

Using Student Data
for Academic Planning

M. Kathnyne Baratta

The.American public 15 expressing a growing lack of tolerance for
bureaucracy, delav, waste, and programs that promise solutions butdo
not deliver This growing current of the g will probably prevail
throughout the 1980s. thus, the y980s may \be charactenized as a
decade of impauence

TheAmerican p@blic is beginning to quesuon the worth of a
college educdyon This 1s evident by the passage of Propositon’13 in
California, bt Yke roter-approved cutbacks in spending for higher
education in Michigan and Ohio, and the **cut the cost™ speech made
. b¥ the governor of ilhnois o higher education agencies Tequesting
increasing funding The public seems to be taking a dim view of
duphcation of effort in higher education

One of the wavs in which educational institut