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Evecutive Summary and Recommendatons

EXECUTIVE SUMMARY AND RECOMMENDATIONS

In 197 Thne New Depression in Higher Education was One of tne
firet chots 10 what was to become a barrage of studies on coliege anrc
university  financial weli-being Later studies used larger samples. ‘fund
baiance information supgiemented current fund data as strategists borrowed
methods from Wall Street. and multivariate statistics were addec to the
analytic artiliary In spite of these improvements. a fundamenta! problem
remaned -- the lack of satisfactory measures for evaluating institutional ef -
fectiveness Unike ther Wall Street counterparts who count both investment
and earnings In doliars analysts of higher education must deai with such am-
biguous and diverse output measures as student learning. the production of
scholarship. and community service Theretore these studies tend to focus
simply on finances or use crude proxies for effectiveness ke the number
of degrees granted counts of students attending. or the variety of programs
offered

in an atternpt to expand the analysis of incututional financial health. we
assembled a unique data base A sample of ninety—three colleges and
unversities that had adminmistered the Institutional Functioning Inventory to therr
faculty i the late 1960s or early 1970s re-administered the Inventory in
1980-81. The Institutional Functioning Inventory. with 132 items, measures
campus clmate on eleven scales including Concern for Improving Society.
Concern for Undergraduate Instruction. Meeting Local Needs, Concern for In-
novation. and institutional Esprit At the same tme we collected financial. en-
roliment and personnel data for every thrd year between 1967-68 and
1979-80 After analyzing these data. we visited thirteen colieges. selecting
most of the campuses because of results that were contrary to our expec-
tations For example the IFl may have measured positive Institutiona
development while financing or enrollments weakened We visited other col-
leges because the opposite occurred ~- faculty were increasingly dissatisfied.
yet enroliments and \ncome were growing

FINANCIAL RESULTS

The %inancial analyses indicate that higher education fared reasonably
well during the 1970s  Average educational and general income rose 44
percent beyond inflation between 1968 and 1980 On a per student basis.
however the total increase was only 10 percent--all of the growth occur-—
ring between 1968 and 1974 There were some modest variations by sec-
tor and Carnegie Classification but generally that pattern held In sum. the
average college had considerably more purchasing power 3t the close of
the decade but most of these resources had been used up by enrollment 1n-
creases. Over the period. Washington became a more important source of

1i -
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Tun2g S cnate ot ozducetonal anc generzt income rising from s 1o nine
serlent M crnredse of tederal funds was matched By declines in 5iate
WLl At peDiic instituiions gnd Dy decines in tuiticn and private grfts
angranie ar adependent walleges  and  umversities  Local support for
punic commuity colieges fell sharply but was replaced by state funding

Funding then has been moving away from the campus. and there s
now. tne scrrisome possibility that more decisions wili be made by officials
who are both geograplacally and educationally "out—-of-touch Mcreover.
fegeral. state arc local governments are increasingly facing resistance from
tarpavers cver the scope and tax burden of the various public enterprises
A cnhallenge facing policy makers will be to replace the recently faltering
punic support with private funds individual and corporate g'fts are potenta
sources of revenue but they are unlkely to be of sigrnificant magnitude
Tetion pad by students and ther familes has not increased as rapidly as
consumer prices nor as rapudly as tamity disposable income  The financial
resources of ctugents and ther families are a large potential source of funds
for college

s and umversites  Creative ways can be found to tap these
resources Tax incentves for families tc save for education offer one ap-
proach The popuiar Individuai Retirement Account (iRA) should be explcred as
a possible mechanism for such incentives in iis present furm, the IRA ac-
tually threatens coliege funding Savers who currently use IRA's are likely to
find when tner children reach college age, the kuik of family savings locked
into thewse accounts and the use of these funds for college expensec creat-
g a tex lhabity But :f higher education leaders and interested con-
gressmen pursue the possibility of allowing parents to borrow from [RA's
without tax penaities, the [RA could necame a rich resource for higher

edducation

Administration and general institutional expenditures received a larger
share of the budget in 1980 than in 1968 Public institutions these days are
spending siightly more on research and public service, partcularly the latter
Frivate st tutions devote more of their funds to student aid In thus analysis
of budget percentages. the category of ‘“instruction and departmental
researchr 1s on the losing end in both sectors The cause 1s no secret
Facuity salaries have not risen as rapidly as prices during the 1370s.  The
decline in faculty pay in the 1370's matches almost exactly the increases
inopay of the 1960's. When faculty salaries are compared with other
professionals, however the deciine in relative pav s severe. Dentists, for
example earned about as much as faculty mm 1840 By 1980 the average
earnings by dentists was almost 175 percent higher than those of profes-
sors  One costiess way in which college administrators can increase the in—
come cf faculty s to allow grants and contracts to pay ‘override’ income to
facuity For example. a professor who recewes a grant nught write the
budget to inciude a 15 or 20 percent salary supplement At public institu-

2 12
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fions such a change may reguire system or even legisiative approval An 1m-
pediment to such a policy 1Is that it may be viewed as a form of institution-
aized double dipping and therefore. politically awkward to nitiate
However public concern about the inadequacy of faculty salaries s rising
and now may be an appropriate time 1o institute incentives lke this b,
potential drawback of this policy 1s that it might tip the balance of faculty
activites from teaching to research Bonuses to particularly effective tea-
chers ma, be a desirable counter-weight

Analysts have a'sc expressed concern about the rising incidence of
deferred maintenance Although the percent of educatioral and general ex-
penditures devoted to plant operaton and maintenance has not changed ap-
creciably this percentage statistc s an mnadequate indicator One reason s
that it fals to ccnsider the amount of construction that has occurred n
recent decades “Maintenance and plant operation” expenditures per
$1000 s of ple declined 43 percent over the decade Even this statstc
ma, understate tne magnitude of the problem A larger percentage of recent
imaimtenance and piant operation expenditures s devoted to fuel costs Col-

leges ke every oOther organization buying fuel. have been forced o pay
much migner market prices At some campuses. added expenditures for
security have further diutes the mantenance and operations’ budget Ad-
gionallv. piant vaiues have an historical basis  1f plant replacement values
sere 1n the denominator. the rato of expenditures to plant value would have
shown an even greater dechne It s impcssible to estmate how much of
the drop in rmaintenance expenditures has been absorbed by mproved ef-
ficiensy  Of by regucing cosmeuc activites ~-  cutling iawns less often
~ashing windows mere infrequently and simiar savings To the extent that
the reduction In manienance expenditures hes created a backlog of necessary
structural repars the phys:ical plants of colleges and universities will
detericrate &and major capital outlays will be necessary in the coming decades

Conversatons with campus officials as well as other data coliected
reveal tnat the ensol/ments are being marntained by “scrambling.” The per—
cent of apphcants accepted. for example. has risen The apparently hperal-
red admissions policies are especially notceable at public and private Com-
prenensive Colleges and Universities anc at Private Liberal Arts Il colleges In
contrast to the percentage of stucdents accepted the matriculation 'yields’
from students offerec admission & e down, partcularly at the public institu-
tions Average SAT scores for entering freshman are down for all
categories of insututions. but the tate of change parallels the average score
for all test takers \When campus officials discuss their concerns for their
colleges they typically mention enrollments and related issues first  These
administrators are doing almost everything they can to make therr institut:ons
more attractive tc students—-to both traditiona' young adults as well as to

area residents /f academic gocommogaticns are taken to extremes anc sub-

bod
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vert the curriculum, then there will be cause for alarin. The results of the
IFI1. while not specifically addressing academic abuses, provide evidence
that this competition for students may be causing some positive influences
on educational processes and procedures.

CHANGES IN CAMPUS ENVIRONMENT

Changing faculty responses to the Institutional Functioning Inventory
reveal several clear (and staustically significant) trends occurring during the
decade Most of these changes support commonly held perceptions about
the current higher education environment. Particufarly noticeable is the in-
crease in the continuing education efforts of these institutions. In the early
seventies two-thirds of the faculty responded that ther campus had an adult
education program By 1981, almost 80 percent reported the existence of
these programs Campus diversity has increased socio-economically but not
politicaily. Many more students of varying backgrounds and abilities are at-
tending in the 1880s - Consequently there has been a large increase in the
visibiity of programs for disadvantaged students These programs are only a
part of the strucicral changes that have occurred to meet the needs of un-
gergraduate stucents  Faculty responses indicate that tenure and promotion
are mcre likely to be based on teaching effectiveness. These faculty also
report that ther colieagues are more concerned with "the best method tc
communicate knowledge to undergraduates’ and with gettung to know therr
students better

Faculty perceive ther colleges to be less democratically governed
According to the respondents, administrators are making more of the deci-
stons and involving students and faculty less than they did in the early
1970's. Professors also perceive considerably less academic innovation, and
in the 1880s the impetus behind new ideas 1s more likely to be financial
As college campuses have become more conservative the constituent groups
aiso have exhibited less interest In improving society. Faculty note this
reduced concern in themselves. in ther students, and in the administrators
and the trustees of the institutions

The “scrammble” for students has intruded upon the college environ-
ment. Colleges are not as free wheeling in the 1980's -- and probab:,
nct as much fun. In spite of the declines measured by the IF!. the col-
leges studied are function.ng about as effectively as they did in the early
seventies. The instruction of undergraduate students is receiving more atten—
tton  Disadvantaged students are more likely to get remedial work, and col-
leges are reaching out and offering therr services more regularly to ther
neighbors

Tne changes on the IFl scales were not umiform for all groups of in-
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stitutions  This I1s particularly noticeable in the public sector State supported
universities--both the comprehensive regional ones and those with a major
cormmitiment to research and doctoral programs -- exhibited i1ncreases in
almost all areas except Concern for Innovation. In contrast, the community
colleges declined or four scales with the rest of the |F| indices remain-
1ng essentially unchanged. Most of the faculty at these two-year institutions
perceive themselves to be largely excluded from government Morale has
declined precipitously The innovative character and willingness to experiment
also appear greatly dminished at community colieges

A comparison of the two sets of faculty surveys confirmed anecdotal
reports about changes in American higher education There has been. for ex—
ample greater emphasis on continuing education but otherwise less innova-
tion There have been changes in groups and in single institutions that are un-—
expected and starting and 1N many cases undesirable It is important that
deterioration of campus climate and capacities not be allowed to go un-—
attended. True, the problems of balancing budgets. negotiating contracts. and
settling legal clams are real and immediate. demanding administrative attention
The more ambiguous problems concerning campus clhmate and effectiveness.
however. should not be smply relegated to mention at a colleges annual
convocation and then be set aside while the more clamorous problems are
attended to, as I1s current custom For after a while, the educational and en-
vironmental erosions can become so great as to be wrtually irreversible
Regular surveys of faculty. students. and staff are one way to gather objec-
tive data about these changes These data. of course. are not an end in
themselves They will often requre further investigation and clanfication
However. such surveys bring a sense of objectivity and immediacy to the
issues and increase the likelihood that the problems will receive timely atten-
tlon Administrators are urged to use surveys on a regqul/ar basis to assess
campus climate. The results should be discussed in committees with ad-
ministrators and other relevant constitutent groups with foll~w-up action as
necessary

The attempt to relate changes in the [F[ with changes in institu-
tiong! finance was almost totally unsuccessful. Several methods were tried
and none showed any significant relationships One reason for the absence of
a correlation is that neither the financial nor the functioning measures are
without problems. More important, however, i1s the fact that as financial
problems develop. institutions and their faculties try harder This institu-
tronal mobilization acts as a buffer between financ=s and effectiveness. |f
enrollments begin to slip, for example, more attention is given to the in-
structional process and to continuing education programs. It would be
fool:sh. of course. to assert that changes in available resources are not re-
/ated to campus functioning and that extra effort can replace all Jost
funds. However. during the 1970's, it appears that other internal and ex-

:- -5-
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ternal forces were more significant factors than finance in deternuning the
campus environment.

SUCCESSFUL AND UNSUCCESSFUL COLLEGES

The most important finding to come from the college visits I1s that ad-
ministrative leadership generally, presidential leadership specifically, is still an
important force on many campuses The thirteen institutions visited were not
among the largest nor most prestigicus institutions in the country At these
more modest colieges and universities. presidents have enormous influence
on the campus environment and on institutional effectiveness '

Direct intrusion by presidents and other senior administrators was
however quite hmited High /evels of democratic governance were espe-
cially notic- ble 1n the most effectively managed institutions and were
general!v absent in the least effective rnstitutions. The relationship between
effectiveness and democratic governance is attributed to the difficulty of
measuring and evaluating college outcomss If one cannot gauge the out-
comes with some precision. it follovws that it will be difficult to evaluate and
control faculty This 1s particularly true if tenure and collective bargaining
agreements intrude in personnel policies For an insutution to be successfui

‘the faculty must be creative, energetic, and dedicated to their nstitution

Sustaning these qualities for a prolonged period of time 1s a monumental
task and probably cannot be achieved through bureaucratic management //
you cannot measure with reasonable accuracy what someone /s Jdoing. you
cannot evaluate and contro/ that individual with ordinary management
techniques. Professors must believe in their institutions, they must assume
a sense of proprietorship for their campuses. Democratic governance may
be the best means by which 1o cultivate this “ownership" attitude. For if
faculty feel that the mstitution 1s theirs to govern. their energies will more
ikely be given to its best interests This seems tc be as true at community
colieges as it i1s at four—year institutions The /eve/ of institutional finan-
cral support and faculty salaries appear to have less effect on faculty
morale than the meaningful participation of faculty in governance.
Regardl/ess of frnancial pressures, college and university leaders should
maintain the/r commitment to collegial governance traditions.

Presidents and senior administrators at the most successful colleges
and umiversities did intrude in personnel matters. The effective officers,
un/. > those at less successful institutions, were more likely to contravene
htring. promotion, and tenure decisions made in faculty committees. This
intervention was not arbitrary nor taken with insufficient cause Ali success~
ful acministrators preferred positive actions The officers offered symbolic
and material rewards for professoria’ :ccomplishments. A problem at public

[
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nstitutions (s that budget and coliective bargaining rules tend to constrain ad-
ministrative action  Several presidents at public colleges and universities cir-
cumvented this limitation through the creation of quasi-independent foun-
dations. The foundations are corporately independent but their soie purpose
s to aid and develop a pubhc college or university A major use of the in-
come from these foundations is for facuity development and reward

In spite of the reservations that have been expressed recently regard-
ing nstitutional planning. successful institutions in this study were much
more likely to have highly developed plans and to rely upon them. Effec-
tve administrators, especially at private institutions, used the long-range plans
for framing and analyzing management decisions Effective administrators in
the public sectcr showed a greater sense of organization and more attention
to data analysis than administrators in the less effective colleges but the dis-
parity was not as obvious as In the private sector The reason 1s that ad-
ministrators at private Institutions are essentially dealing with an impersonal
environment.  They must collect information about the environment. analyze 1t
and disseminate the results within ther orgamization. There is little else they
can do to get ready for the future Weather reports are not rerfect but
they help one prepare In contrast. the "environment” of public <o eges iIs
more interactive —- with the state government taking the form of an or-
ganizational deity. All planning can go awry if the state capital decides on a
budget cut Some organizational effort at public colleges may be usefully
diverted from planning to convincing the state officials that rain in this
season of the college’'s life would be particularly detrimental to the public
good.

Another observation that arises from these visits is that educationa!
leadership can be more difficult at publicly supported colleges than at inde-
pendent institutions  The facuity of private institutions more commonly per-
ceive ther institutions as at risk. They worry about tuition that they might
not be able to afford for ther own children They are much more likely to
accept program changes. budget cuts. and professional discomfort if the
changes are perceived to be in the best interest of their institution  The
president of a pubhc college 1s hkely to be viewed by the faculty as guardian
of the budget The presidents job. from this perspective. is to maintain or
increase the current level of public funding He or she i1s not expected to
disrupt significantly the operation of the college If the budget of a public
college is insufficient, the president is the first to be blamed At each of
two public universities with succossful activist presidents, there was a harsh
campus—wide recognition of institutional jeopardy before changes were
forthcoming In one case tenured faculty were laid off by the previous
president. in the other. the university's closing had been publicly announced
These situations created leadership legitimacy for the presidents. System and
public officials can assist presidents in their managerial efforts by clearly

Q o 1 ‘1 -7~

ERIC - ‘

Aruitoxt provided by Eic:



E>ecutive Summary and Recommendations

and directiv communicating to college constituencies about public financial
precicaments as they occur. These officials, of course. should avoid interfer -
mg n campus affars

In the 1960s new students and new funds pushed American colleges
and uriversities Into new waters and old programs were enriched and ex-
panded But now the era of growing resources for higher education has end-
ed Colleges and universities are no longer sailling downwind Rather. the
financial gusts are bloaing i therr faces As unsetthng as this fact s, the
results of the study reported n this volume provide some encouragement
The findings indicate that with strong leadership and with careful charting of
a course colleges can beat to windward Administrators must tend the rudder
é

conscienticash, but f the metapho- holds the ride will be more exhilarating

R o ations fos S mintStr3rors

The oectning propoartion of the budget devoted to instruction and
gepartmenta! researcn 15 a decade-long phenomenon  One reason for this
reguction 1s that facully salaries have not kept pace with inflation Ad-
ministrators and trustees must be viglant in ther efforts to mantain adequate
faculty salwries An institutional policy that allows research and service grants
1o pay salary supplements to professors serves a dual purpose It en-
courages scholarship and service and raises the income of productive faculty.
Admimstrators at private institutions should initiate such a policy Thewr public
counterparts may need to persuade state officials of the merits of such a
program Boruses to the best teacherc could be used tc reward and en-
couraqe teaching excelience

In spite of financial pressures. college and university administrators
should not abandon the traditional shared gqovernance system There s
evidence that thus abandonment 1s occurring There 1s also evidence that
autocratic decision making has a greater negative effect on faculty morale
than does reduction in institutional finances or faculty salary levels College
aagministrators must mantan an open communication system with all con-
sttuents On many campuses college faculty are unaware of the problems
tacing their mnstututiors

- Tne importance of shared governance notwitnstanding. activist ad-
ministrators can be very effective Judicious interventton in personnel deci-
sions 1s most zppropriate When possible, intervention should be positive in
nature —-- special recognitioin for outstanding scholarship. teaching. or service
Effective leadershp may also requre bold negative actions —- overturning
faculty committee decisions dramatically altering the standards for promotion
and tenure and breaking tenure commitments with due cause

- n spite of recent cynmicism about rational decision making, planning is

b
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not an outmoded concept Careful attention to planning is particularly impor-
tant for private institutions

- Public coliege admiristrators are often shackied by line item budgets
and other formal financial limitations. Officers at these institutions should
help set up Qquasi—independent foundations Income from these foundations
provides & flexible source of funding which can be used for rewarding
productive faculty. for seed money in new program initiatives, or for many
other useful purposes

- Under pressure to balance budgets. negotiate contracts. and keep

anstitutional legal commitments. administrators can neglect the more subtle. but

equally important issue of campus climate Campus officials should objectively
and regularly “take the pulse’ of campus attitudes so that appropriate and
timely corrective action can be taken The IFl is one instrument that 1s
suitable for this Scme college research officers may wish to devise their
own survey '

- There are measured instructional and outreach benefits associated in
the current “scramble” for students College administrators. however, must
mimimize any negative consequences. One potential consequence is an over-
emphasis on vocational programs  Others may include unethical recruiting,
shpshod program development., or diminished educational standards.

- Coliege officials should stand as a bulwark against the rising tide of
vocationalism. An important reason for public support of colieges and univer-
sitles 15 therr commitment to the betterment of society If colleges assume
the role of two-year and four—year vocational institutions, public largess for
hugher education may diminish and more nearly aoproximate the support of-
fered proprietary institutions

- The dechne and dilution of maintenance expenditures are a cause for
modest concern on some Campuses and are a cause for alarm at others.
Campus officials must maintain the basic physical integrity of theirr campuses.
There are, of course, many competing budgetary ciaims. Administrators at
public mstitutions should document the need for increased maintenance ex-
pengitures and press the issue with state officials. Private institutions need to
preskent their case to donors. In both sectors the facully and other con-
stituent groups need to be made aware of the long-term problems as-
sociated with deferred structural maintenance.

Recommendations for Public Officials

- During the 1970's, the source of funding for American higher
education moved away from the campus to ever higher levels of government
Federal funds have replaced tuition at private institutions and replaced state

_9_
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dollars at public institutions Local resources have become proportionately
less significant and state resources more significant at public two-year col-
leges In spite of therr increased leverage. federal and state officials should
resist the temptation to interfere in campus affars The nature of higher
education -- highly trained professionals working independently -— inevitably
brings a certan amount of waste Attempts to eradicate all waste would
simuitaneously limit scholarly and instructional creativity Public officials shouid
look for funding mechanisms that limit the lkelihood of drect interference
Portabie student grants offer one approach to this problem

- Family resources represent the largest realistic source of additiona
funds for colieges and universities Higher education officials, working with
Congress should propose legislation that would aliow parents to borrow
from {RA s for college ex'penses without tax penalty

Fublic college presidents are i a particularly paradoxical position
State and local education officials want them to reduce educational expen-
ditures while ther faculty expects them to bring an even larger share of
public funds Stste and local officials can assist presidents in ther duty as
quardians of the public treasury by communicating the governments needs
and constraints In more detal to the entire higher education community When
faculty better understand budgetary pressures. organizational and instructiona!
change s easter to achieve

- Faculty salaries dechined significantly during the 1870's Although at
present there 1s no large exodus from college teaching certain disciplines are
unable to attract all the qualified teachers that are necessary. State officials
snould carefully review the salaries of public college professors to be sure
that they are competitive in all disciplnes As advocated in the recommen-=
dations to college officials. state policy should allow for salary overrides for
these professors with grants and contracts

- Whie enroliments rose in public colleges and universities and n
larger private universities, small private colleges had virtually stable enroll-
ments during the 1870's Although the less prestigious liberal arts colieges
stll exhibit a strong commitment to undergraduate learning and aithough
faculty moraie I1s still huigh. these institutions have not been able to buld a
financial reserve as have otner private colleges. Public officials should care-
fully monitor and assess the vulnerability of ali private institutions, especially
the small hberal arts colleges. as the competiion for enroliment grows In the
"98Cs
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The Study

CHAPTER ONE
THE STUDY

It is commonly perceived that the 1970's were a time of restricted
resources for higher education and that the 1880's and 1890's are likely to
be decades of true penury. Titles of two monographs published by a leading
higher education association refiect this evolving perception In 1974, the
American Associastion for Higher Education (AAHE) published Higher Educa-

tion and the Steady State.' The authors, Leslie and Miiler, argue that colieges
and universities will have to prepare for the end of growth. Five vears later
AAHE published Mortimer and Tierney's The Three "R's” of the Eighties:

Reduction, Reatlocation and Retrenchmen12 which presented a much grimmer
prognosis.  As a consequence of this increased fiscal concern and anxiety, a
great deal of research has focused on evaluating the financial health of col~-
leges and universities The modeis for these analyses are typically borrowed
from the profit-seeking sector: specifically, the tools of corporate financial
analysts have been adapted for use in higher education. This corporate
financial analytic approach is certainly useful. When applied to non-profit or-
ganizations, however, it is structurally inadequate and potentally dysfunctional
This 1s so because of the difference in goal orientations between the profit
and non-profit sectors.

American corporations have the avowed goa! of producing a profit
They raise capital with the intent of making it grow and enriching therr
shareholders. The results of these corporate efforts are expressed in finan-
cial terms, generally as a ratio of output to input. Measures such as return
on investmern, earnings per share, and related trend data have singular sig—
nificance to the profit—-seeking organization. These statements are not in—
tended as argument that the financial analysis of corporations is a simple-
minded science Although the profit-to-equity measures are relatively
straightforward indicators of past performance. they are less significant for
predicting future performance To predict future performance. estimates of
risk must be considered. To estimate risk a variety of measures are used in-
cluding evaluation of product. management, competition, and other external

“’Larry L Leshe and Howard F. Miller, Jr Higher Education and the Steady
State (Washington. D C.American Association for Higher Education, 1974).

‘Kenneth F Mortimer and Michael L Tierney 7The Thtee “R's” of the
Eighties: Recuction,  Reallocation  and  Retrenchment,  (\Washington,
D C.American Association of Higher Education, 1979
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forces Nevertheless, corporate management and the financial community
carefully follow the basic fiscal data (sales and return on investment) and
pass judgment on the health of companies or industries Similarly.  the
government can set polcy based on its interpretations of the financial
figures

Non-profit organizations. including public and private colleges and
universities exist to deliver services to the public. Their goal 1s to deliver the
highest quality serwvices at the lowest cost Unlike therr profit—-seeking
cousins. there are no clear measures of effectiveness One reason is that
outputs and (nputs are not In the same denomination As a result of this dis-
crepancy. ratios of one to the other lack independent meaning If a college
expends $4000 per student. there I1s no way to assess whether this 1s high
fow or moderate without knowing a good deal more about the college's
gcals programs and other characteristics Moreover, all evaluations must be
balanced on a scale of personal or legislative concern. Medical education is
much more expensive than legal education Rernedial instruction is more costly
than many other forms of education Where and how institutions spend their
funds must be determined by legislators, trustees. administrators and therr
constituents The final cost-effectiveness determination is inherently a value
decision

Though In the long term. it is undeniably true that incoming resources
must equal or exceed the resources consumed. This financial information is
necessary but nsufficient to evaluate the health of the non-profit organiza-
ton Indeed it makes little sense to talk independently about the financial
healtt: of non-profit organizations. Their health 1s determined by therr ability
to effectively carry out ther mussion In spite of this. public policy makers
are showing increasing interest n “financial health.” Farmer hints at the
problems inherent in this effort "One of the key uses of (financiall data over
the next few years will be to provide ‘financial indicators’ and to give Institu-
tions the means to compare ther condition to similar institutions. As often /s
the case., financial indicators may be asked to bear a burden that is at best

vncomfortable and at worst /‘nto/erab/e“3 (emphasis mine). The use of near-
financial measures. iike enrollment. for determining Institutional health aiso
tends to ignore the more fundamental issue of goal achievement Deitch asks
the question directly. “To what extent will education’s financial difficulties im-

parr the sectors ability to accomplish its principal functions of learning and

“ James Farmer. "Agenda for 1978 Measuring the Financial Conditions of
Coileges and Universit es (Washington, D.C.  American Council on Education.
1979) p 161
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teaching?

THE REPORT

This report i1s a product of a study of the changes that took place at
ninety-three public and private colleges and universities during the 1870s
The report and the research upon which 1t is based. have several areas of
inqury Chapter two reports an evaluation of financial trends 1in American
higher education during the decade Changes in college functioning as per:
ceived by faculty are presented in Chapters three and four Chapter five at-
tempts to relate the changes in finance to changes in functioning In essencc
this chapter tests the assumption that institutions with reduced resources will
be less effective In addition. Chapter six reports on visits to thirteen col-
leges and universities that participated in the study These wvisits add texture
to the analysis as well as providing alternative explanations for coliege suc-
cess or falure Chapter seven summarizes the findings

THE COLLEGES AND THE
INFORMATION THEY SUPPLIED

In 1980 ninety—three institutions agreed to participate in a study of
the financial and educational trends in American higher education The inves-
tigation employed a tripartite methodology Complete financial and other
statistical data were gathered for five academic year. 1967-68 1870-71
1973-74, 1976-77. and 1973-80 Each institution in the study aaministered
a standardized instrument to a sample of faculty tin some cases to ther en-
tre faculty) in two tme periods Tne first period of faculty surveys was
near the beginning of the 1970s and the second period was between 1878
and 1981 In addition thirteen colleges were visited These visits assisted the
project staff in interpreting statistical data and added contextual informaton
for this report This report is based on the results of that study and this
chapter explains the informatior that was gathered

The Sampie

Educational Testing Services Institutional Functioning inventory {IFh 15 8
survey used to gauge campus clmate and opeérations Because 1t was impor-
tant to have baseline data on all participating nstitutions, only the 220 cot-
leges that had used the standardized IFI between 1968 and 1874 were

“Kenneth Deitch. Some Aspects of the Economucs of American Highe:
Fducation (Cambridge Massachusetts  Sloan Commission on Governmen: and
Higher Education. 1377) p 131
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eligible to be included Each wsas asked if it would be willng to participate,
and 125 agreed (57%). The sample was reduced for two reasons
Budgeting constraints limited the number of colleges that could be included.
and. in some cases. close inspection showed the early IFl data to be un-
usable The final sample consists of ninety-trree public and private colleges
and universities. They are hsted In Appendix A, using the Carnegie Classifica-

tion of 1976°>

Most groups of institutions are well represented There are six public
research and doctoral institutions, f- - of which are flagship institutions
Nineteen public comprehensive colleges participated as did ten public com-
munity colleges Fifty—eight private colleges and universities are in the sample.
of which fifty-three are comprehensive universities or liberal arts colleges
Only three private research universities had used the IF during the baseline
time period The sample of two in this category. therefore, 1s understandable
but still inadequate. Names have been omitted from this group in Appendix A
t0 insure the promised confidentiality. Enroliments at private research and
doctoral institutions account for only 6 percent of ail college enroliments in
1975. but the influence of these institutions is far greater than their enroll-
ment share. The number in this sample cell is a significant constraint of the
study. There are only three private two-year colieges in the study. The same
problem that occurred in creating the sample of private research universities
prevailed Yet as a group. these institutions enroll a far smaller percentage of
students than the universities and are much less influential

Of the ninety-three institutions, 35 percent are located n the North-
east 42 percent in the North Central states. 15 percent in the South, and 8
percent in the West The Northeast and North Central states are somewhat
over-represented. as shown in Table 1-1

Weighting the Resuits The results of most of the analyses were
weighted so that the final results better project national trends. The weights
used are by sector and Carnegie Classification, and are based on the per-
centage of students enrolled in 1975-76. For example. private doctoral
research unwersities account for 6 percent of all enroliments but only 2
percent of this sample. The statistical procedures were weighted so that the
data of this group have the equivalent effect of 6 percent of the sample.

Within sector and Carnegie Classification no weighting was required
Enroliment charge reported for public community colleges, for example, is
simply the numerical average of enroliment changes at the ten institutions In
the sample

54 Classification of [nstitutions of Higher Education {(New York: The
Carnegie Foundation for the Advancement of Teaching, 1976)
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Table 1-1:  Geographic Distribution of the Sample

Percent of Sample Percent of All Institutions
Northeastern States 35% 25%
North Central States 42% 27%
Southern States 15% 32%
western States 8% 16%
100% 100%

Financial Data and Analyses

This section 1s enttled Financia/ Data and Analyses but the term
“financial” 1s given a broad meaning here and inciudes personnel and enrcll-
ment data Iindeed. all institutional summary statistics except the IFl have been
categorized as financial data’ and are included in this section Unless other-
wise noted. data were collected for the 1967-68. 1970-71, 1973-74
18976-77. and ihe 18979-80 academic years.

Personnel Data The National Center for Education Statistics’ {NCES)
Higher Education General Information Survey (HEGIS) report of Salaries.
Tenure. and Fringe Benefits of Full-Time Institutional Faculty was the main
source of data of this section This survey is used to generate data on
sataries and number of faculty Because NCES did not collect these data in
1873~-74 none are avalable for that year There were some significant
changes on the form from the first to the last year of the study. but the
data were re-worked to create consistent statistics for each year. For ex-—
ample. salary information was mn various forms In this study. “average salary’
s determined by averaging the average assistant professors salary. the
average associate professors salary. and the average full orcfessor's salary
To the extent that faculty have aged (e, the ratio of fuli to assistant
professors has risen over the decade). the trend of this statistic will under-
state the trend in the average faculty member s salary However, the trend of
this statistic will accurately reflect changes in how competitive ‘,culty salaries
are with respect to salaries in other occupations Salary trend data for
professors and other professionals from the American Association of
University Professors vwere used to supplement the salary analysis.

The participating cclieges were also asked to supply information on
taculty workload policies for 1970-71 and 1879-80 Workload 1s defined
as the number of cilasses professors are required to teach each year

Student Data Enrollments were determmed using HEGIS data The
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number of full~time equivalent students (FTE's) was determined by adding
one-third of the part-time head count to the full-time headcount Institutions
aiso supplied information on the numper of freshman applications, accep-
tances, and the matriculation rate in additton, institutions supplied SAT and
ACT scores ACT scores were converted to SAT score equivalents using a

concerdance table published by Chase and Barritt ® There are some problems

5
with this conversiors = but they are largely theoretical and unmportant for this
tvpe of apphlication

Financial Data There were three sources of financial information In
this study NCESs HEGIS Financial Statistics of Institutions of Higher Educa-
tion was the primary one Other data came from institutional financial reports
and also from direct questions of financial officers All income and expen-
diture data are expressed in constant 1879-80 dollais Although the HEGIS
financial reporting categories are not consicent from the early years to the
latter years. great care was taken 1D ensure uais comparabiity even at the
expense of detall For example. the 1871 and 1874 HEGIS expense reports
included “libraries’ but not 'acacemic support’ “student support” or ‘general
mstitutional  support” These items are included in "other educational and
general” As a result. these zategories of expense data for each year are ag-
gregated Iin the 'other' category In some cases. there was no obvious ag-
gregate category The separate listing of "student aid revenues” in 1868 1s an
example In these cases, the staff consulted the colleges fuil financial report
to determine how consistency would best be served These classification
probiems notwithstanding most of the categories are consistent from year to
year with rehability of tems improving in the latter years

Institutions were also asked to supply either fund balance and transfer
datwa or full financial reports Most chose to send the financial reports In ad-
dition. the colieges were asked specific questions about state scholarship
data. the inclusicn of BEOG funds in their scholarship expense data., and in—
stitutional tuition levels

tf a umiversity had a hospital and a medical school. ail these financial
data were eliminated from therr reports because these expenses are so large
that they distort compasisons In addition, respondents were asked to com-
ment on structural and/or financial changes that could affect the consistency

‘Cinton | Chase and L Spencer Barritt, “A Table of Concordance between
ACT and SAT" Col/lege Studen: Personnel. Vo! 7. No 2. 1566

'E James Maxey and QOscar T Lenning. "Another Look at Corcordance
Tables between ACT and SAT (Col/lege Student Personnel/, Vc! 15, No 4,
1574 .
2t
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Table 3-7: ‘e oz e Ligetng Locar Needs Scale for Vehicn Responcec
Cnanged at least © Fercentiles

Percert Answering "yes"
or "agree/strongly agree"

Item No Item Early Admin. Late Admin

73 This institution operates a program £B6 79
of evening courses open to local
area residents

75 Courses are offered through which 44 62
local area residents may be retrained
or upgraded in their job skills

-3
-

Counseling services are available 39 59
to adults 1n the loca' «area seeking

information about education2l anc

occupational matters.

80 There 1s a job placement service 75 82
through which local employers may
hire students for full- or part-
time work.

82 Faci1li1ties are made available to 74 81
local groups and organizations
for meetings, short courses. clinmics.
forums, and the like.

86 There are a number of courses or 42 59
programs that are designed to provide
manpower for lccal area business, in-

dustry. or public services.

87 Courses dealing with artistic expres- 48 60
sion or appreciation are aveilable to
all adults 1n the local area.

91 The curriculum 1S deliberately de- 52 59
signed to accommodate a great diver-
si1ty 1n stucent ability levels and
egucational-vocational aspirations.

95 Attention 1s given to maintaining 49 63
fairly close relationships with
businesses and i1ndustries in the
local area.

119 There are no courses or programs 37 12
for students with educational
deficiencies, 1.e., remedial work.

seem more inclined toward knowledge—producing activities (itens 79 and 82).
yet trustees and administrators seem less committed (items 99 and 129
The expianation may be that faculty may percewve the need to be academic
“triple threats -—- teaching service. and scholarship —= order to succeed
professionally :n a worsening labor market Trustees and adnunistrators, in
contrast may wish to bolster teaching because it is the primary source of
revenue Item 74 indicates government grant and contract funds are increas-
ma  This may be a musleading item for this scale if the increase 15 a result

of Title Il FIPSE and training grants rather than research money

ltems 94 and 109 ask about the avalabiity of labs and computers The

_.75_
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Table 3-8 LLoooens Plannng Stale Tor WViah
Toaoardoat dgact © Perceniles
Percent Answering yes”
or "agree. stirongiy agree"”
Item No e Early Admin Late Admin
76 The=e s a iong-conar Jiar ror a0 57
the 1rs: v tutron that s embodied
Thoa weyttern dogument for odistra -
bution IAr-aancur tne instrtution
s st lotrT o long range 58 65
Tan Dasod on onab i, clear
statemat ot
103 The criaaw ol aas taken place 55 63
at this rutytution 'n recent
years hay peen wore the resul?t
of tnternai ond esternat and luences
tharn of "novstutonal purposes
fang el e ste piannng based
thereon
108 Curren*) . there 15 wico drscussion B6C 54
and det; 0y r the campus communitty
about whot the nstrtution wall
or shouiu be neekr:ing to accompliieh
fve to ten yeors onothe futuroe,
Table 3-9: Pers e otee (oncerp for Advencing knowledge Scale tor
e mesoeces, Changed at least S Percentiles
Percent Answering "yes"
or "agree,strongly agree"
Item No. tem Carly AQmin. l.ate Admin.
74 Govermment or touncgation research 16 24
grants comprise a substantial portion
of tne institution s tncome
79 A number of departments frequently 46 51
nold seminars or colloquira2 1n which a
visiting Scholar discusses s rdeas
or researrch findinas -
g2 Qu:te 2 number of faculty members 23 32
have had books published in the past
two or thres vears
94 Extensive laborztorv tacilities exi1st 36 29
for research 1N the n2tural scirences
99 In general. the governing board 1S 46 36
comm tlted to the view that advance-
ment of knowleogae through research
and scholarship s a major
institutional purpose.
1G9 Professors engaged 1n research that 59 70
requires usc of a computer have e~sy
access to such equipment.
129 Senior administrators do not consider 41 48

cnanging responses Godn ontorm 1o generally heid perceptions of trends

SIS Dornial munetiening

advancement ot knowleage through re-
search 1o be an ymportant instytu-
tiona' purpose

9
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Compotars are 0 "alt more avalable Whether the prohferauon o7 com
puter technology at ccilleges has hept pace vwath advances in the stats ot the

art i not ans.serec by item 109 item 94 gives evidence that iapora

=1
O
o
T
v

for natu-a sciences are less adequate at the end of the decade

Concern for innovation

The Innovation scaie decuned from the £0th to the 30th percentle of
the ETS norms with all eight of the items on Table 3-10 supporting this
trend ltems G2 ang 107 specifically ask about major changes that have
recently taken place and both shov. large shifts in the percentage of faculty
recogmnizing  sucih  changes The degree of complacency fitem 1241 has
measurabl  increased on  American Campuses tem 113 sucgests that
academic changes are somewhat more hkely 1o be made on the basis of
financial criteria n 1980

Table 3-10: tems on the Concern for Innovation Scaie for W.uch
Responses Changed at least © Percenties

Percent Answering "yes"
or "agree/strongly agree"

Item Nc. Item Early Admin. Late Admin.

26 Trere 1s a general willingness 81 74
here to experiment with 1nnova-
tions that have shown promise at
other 1nstitutions.

as In the last few years, there have 28 53
been a number of major departures
from old ways of doing things at
this institution.

101 High-ranking administrators or 77 70
department chairmen generally
encourage professors to experiment
with new courses and teaching
me thods .

107 There have been few significant 25 43
changes 1n the overall curriculum
n the past five years.

113 Proposed curricular changes seem to 42 47
be accepted or rejected more on the
basis of financial considerations
than of assumed educational merait.

114 The curriculum committee of the 60 55
college concerns itself with basic
curriculum issues rather thar, for
example. merely approving or dis-
approving new courses.

120 This 1nstitution would be willing 58 48
to be among the first to experiment
with 2 novel educational program or
method 1§ it appeared promising.

124 There 15 an air of complacency among 36 43
many of the staff, a general feeling
that most things at the college are
all right as they are.
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i Esprit
. R tieL 1o really 8 multi-gmensiong! scate atlesied
S co Tane 3000 Spimit s provably best measureo simpiy
Table - e oo tne nsututonal Esprit Scale for Whnich Responses
Cnenged at least 5 Percentles
Percent Answering “yes"
or "agree,strongly agree”
Item Nc Ttem Early Admin Late Adniin
G “ st facu'ty members consider §13) 57

tne senior administrators on
campus to be able and well-
quetrfied for tneir positions

1O Generaliy speaking, top-level 62 54
adminystrators are providing
ettectrve educational leadership

16 Close personal fr-iendships between 61 55
aaministrators and faculty members
are guite common

122 In general, faculty morale 1s high. 61 51

126 The faculty 1n general 1s strongly 7€ 71
committed to the acknowledged
purposes and i1deais of the
nstrtution

sy item 123 The percent agreeing that faculty morale 1s nigh fell from 61
10 &1 percent - an important dechne  Paraliel to this decrease in morale
w6 fing fener taculty vwith confidence in ther admeistrations (tems 97, 104
and g Lna faculiy are iess comnuited to ther msttution's nussion (76
percent 1 T opercent on item 126:  in spite of these changes. & sense of
comrmunity has risen shghtly (56 percert to 60 percent on item 122 not
shown and importanatly  shghtly more faculty members believe that thewr col-
s e successtul an achieving its various goals (70 to 72 percent on item

CLo NGt osnoe

cAmaricen higher educaton s comprised o a vade variety of institu-
uonag' 1,005 Reports on large aggregations of colege: and universities can
asiort and opscure trends within segments  Charts 3-2 and 3-3 prowvide (Fl
~egited average profdes for public and privare institutions Charts 3-3
trougt 311 give average IFl scale scores for pubhc and private institutions

by Carnege Classification The discussion of those charts wil focus
primarily or maror discrepancies from the IF profile of all colleges

a5



O

ERIC

Aruitoxt provided by Eic:

Changes In Campus Functioning

PUBLIC AND PRIVATE INSTITUTIONS

indepengent and state supported mnstitutions differ more with respect
tc the absoiute levels of ther profiles than they do waith respect to the
changes that have occurred (See Charts 3-2 and 3-3)

Public colleges understandably. exhibit higner average scores on the
Human Diversity and ‘he Meeting Local Needs scales The smalier. more
residential private coileges score higher on Concern for Undergraduate
Learning and nsttutional Esprit The changes occurring over the decade are
quite simiar at botn sets of insttutions although they sometmes differ in
degree

Public and Frivate colieges show increases of approximately the same
magnitude on the Concern for Undergraduate Learming and the Human Diver -
sity scales and comparzble declnes on the Democratic Governance Scale
Independent colleges rose more on the Self-Study and Planning scale and
aiso on Meeting Local Needs Part of the explanatior for the iatter I1s that
pubiic colleges were so nvolved in continuing education and related activities
in the early 197Cs that increases were not as noticeable  Average scores
on Concern for improvement of Society ana Concern for Innovation shpped
n both sectors with the dechnes in the private sector being somewhat larger.
Iterm responses prowvide additional useful details For example, item 18 asks
abcut college nvolvement i1 improving urban itfe. At the publicly supported
colleges. there 15 an B percentage point decline in faculty members ack-
nowledging less nvolvemert At private institutions the decline is 20 percent

Simitariy. in terms of innovation, we find a 30 percentage point drop
n private college professcrs responding that there are '‘major departures
from old ways of doing things At pubiic colieges the decline 1s only 10
percentage ponts '

On the Ineliectual-Aesthetic Extracurriculum. Self Study and Planning.
Concern for Advancing Knowledge and Institutional Esprit scales neither sec-—
1or showed much change

Oniy on the Freedom scale do the sectors diverge in direction sig-
nificantly The public sector 15 up 7 percentiles and the private sector down
In equal amount Item 61 asks If faculty feel free to express radical political
befiefs In ther classrooms Roughly two-thirds of both the public and
private sectors acknowledge this freedom, but the trends are different. In
1980 shghtly more faculty members in the public sector affirm this freedom
In the private sector fewer faculty members in 13980 feel free to express
radicai political bel:iefs Similarly, there has been a shght decrease In the ac-
ceptance of nonconformist student styles in public colleges (down 7 per-~

_79_.
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sentgas pomte compared sainoa mudn MIcre severe gec ine &t prvate ncutu

noes caton 9 Lercentage pomnts

Public Institutions by Carnegie Classification

“he chronicic of cnanging faculty opimions of pubhc college operauons
5 mdesa a story of nstitutionai type  Pubiic colleges as a wwhole have been
~tahie  Examiung the data by Carnege Classification however offers new
msoants as ewidencen on Chatts 3-4 through 3-6

Funhe Reseatch and Doctloral insututions These research msttutions
ermmerqes from he decade in apparently better condition than at the siart
Oniv cne average score that measuring Concern For Innovation declined
Seme of tns cranges are shght but run counter to the trends at most other
tywes ot colleges  The stabiity of the Concern For irmprovement of Society
scaie v, an example of such a change Tne average score for every other
group of nsututions dechned on this scale It s unchanged over the decade
as research oriented public universities According to the perceptions of
fazaity members 1 seems that asministrators ana trustees are at least par
tatly, responsicle  ltem 34 ashs about faculty and administrators support for
solving soca! problems  The number agreeng rose from 49 tc 50 percent
Support declnec at all other mstitutions  Probing for resistance from the
governing board item 70 shows that professors at the public research in
stitutions notce less trustee opposition 135 percent to 33 percentt while
those at ali other msttutional types notice more 43 percent to 49 percenti
The Human Diversity scale and the Meetng Local Needs scales increased
supsiantially,  sugaectng that these larger nstitytions are competng more wvuith
community colleges for disadvantaged and olcer students For example on
tem 2 more facuity members observe the existence of disadvantaged stu
dents &1 percent to 74 percent: and more are aware of remedial programs
77 pe-rcent to 93 percent on item 119 There 1s a 36 percentage point in-
crease in professors ciung strong efforts by these universities to attract
students of diverse ethmic and social backgrounds (iem 19y The changes
are not imited 1o the types of students they seek. these universities are also
changing how tney compete In the early administration 79 percent cited the
existence of ar adult program wvith evening courses  That figure 1s now 96
percent iitem 73

These iarge state unwersities scored at the 86th percentle on the
Concern for Advancing Knowledge scale In 1880 the average scale score
was shghtly higher  Concern for Undergraduate Learning. historically low at

—

as
hese universities, rose about 7 percentage points The Institutional Esprit
caie was ug marginally However faculty morale dechined quite significantly

1]

in the early admmistraton 54 percent agreed that faculty moraie was high
but only 40 percent agreed at the end of the 1970s

-82- Ing
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cote T summany statiste of cnange ang most oF Ine Cner mealure
Samouc enu o ement orovids evigence that these iamge ouDnC utiveTSien

-G tage romotnes Jecadée noravier gOOd conaitionr

Fuohs Comprehensive Colieges and Universities These former teachers
ceges  omIh nc.s. Nave expanded ther missions aisc show largely posittive
cnenges The Democratc Governance and Cornern for Improvement of
Scuoiery scales o not change The Concern for Innovation dropped but
ciier charges cere a positve and roseverai instances surpassed thoce of
e puphc researcr unwversities Agan there are tairiv substantial ncreases
onr the —uman Diversity and Meeting Loca! Needs scales  The same iiems at-
test 1o e poooibility of greater competition with pubhc community colieges
A 1arger proporton of faculty members opserve disadvantaged students. (63
percent to 70 percent on item 2: and many more are aware of remedal
proarams 69 percent to 92 percent on item 11891 There is a twelve per-
centage point increase 0 faculty opserving strong efforts "to attract students
~f aiverse etnnic and social backgrounds utem i€ Evening courses for
area residents ~ece commonly seen at the colleges in 1970 (74 percent on
e T3 Nov, they are amost unamimously otserved (34 percent)

Contrary i0 the trends at most groups of colleges. the Concern for
&4dvancing Knowledge scaie rose significantly  item 989 shows no change in
trustee support of research but 1t does show a tweive percentage point in-
crecse in faculty ciung agmunistrative support  Indeed. more faculty believe
promotions to be based primarily on scholarshup (8 percent to 15 percent on
tem Q0. A larger proportor of the faculty believe that ‘many” ot their col-
leagues have pubhsnea booxs recently (23 percent to 32 percent on item
B52;

Cemmunity Colleges Seven of the eleven scale scores are essentially

unchanged In contrast with other publicly supported colleges. however,

cevera scales have declined measurably The Concern for Innovation scale

fell 30 percenules —-- a3 change that seems ironic considering the historical
[

perceptior of community colleges as adaptable institutions Democratic
Governance has fallen 35 percenties In the early administration 55 percent
of the faculty members described governance as one n vshich faculty and
administration shared acthority In the latest survey only 30 percent percerve
this  sharing The slide of the institutional Esprit scal2 was even more
pronounced ~- 38 percentles The professors at these ten institutions have
lost confidence i therr admunistration For example. 45 percent of the

o~
&7

James W Thornten Jr Tne Community Junior College (INew York .john
Witey. 1860 p 32
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faculty believe ther administrators offer effective leadership compared with
65 percent a decade ago (item 104) Morale has declined more than in any
other group of colleges studied (65 percent to 41 percent on item 123)
Why pubiic community college faculty should be so dispirited 1s not clear
Some tentative explanatons are offered in Chapter Seven

The difference in trends between community colleges and other public
mstitutiors 1s so striking that the possibility that the data are in error has
been considered There are no comparable measures of environmental
change ETS has however. recently compiled new normative data for com-

munity college“'u The new norms were established by averaging the scores
from twenty-one publiic two-year colieges that used the IFl between 1877
and 1982 Eight of those are colleges from this study. the remaning thir-
teen are not The average scale scores for the sample of twenty-one in-
stitutions comcides aimost perfectly with the new average scores of the
sampie of ten used in this study Only the Freedom scale score differs by
more than S deciles ~- the average score on that scale for the sample of
21 falis 20 deciles below that of the sample in the study The ciose fit on
ten ¢ eleven scaies 1s addittons! support that community college envirc:
ments nave become particularly unsettled during the 1970's

Private Institutions by Carnegie Classification

The story of changes at private colleges is not SO neat nor so simpie
as the one at public insttutions (See Charts 3-7 through 3-11} There are
several reascns for this complexity  First. the numbers of private research
vniversiies and two-year colleges in the sample are very small Then, too,
the Carnegie Ciassification does not fit the private colleges as well as 1t does
those n the public sector —- particularly in the middle ranges For example,
the pubiic comprehensive colleges are very smilar to each other in ther his-

tory and current mission~°  while the private comprehensive colleges are
much mc e dversified Some have a long history as umversities. others are
hberal a is colleges to which graduate programs have been added Qurte a
few of tnese private comprehensive colleges’ more closely resemble liberal

arts colleges than universities Some have a strong religious heritage

in spite of these classification and sariple problems. there 1s a gocd
deal cf consensus across the groups The changes. on most of the scales

.

““Comparative Data, Instiizronal Functioning inventory. Community Col-
leges (Princeton NJ Educational Testing Service, 1982)

[}
J

r s:opher Jencks and Cavid Rigsman 7ie Aczgemic Revel/uvtion (Garden
Ciiv My Doubleday. 1968: p 232
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Private Research and Doctoral Universities

Changes In Cemnus Functioning
Changes on the Institutional Functioning inventory.
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Changes on the Institutional Functicning Inventory

Chart 3-8:

Private Comprehensive Universities
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Changes on {he Institutional Functioning Inventory:

Chart 3-9;
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Changes on the Institutional Functioning Inventory.

Chart 3-10:
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Changes In Campus Functioning

Changes on the Institutional Functioning Inventory:

Chart 3-11:

Private Two—-Year Colleges
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Changes In Campus Functioning

Table 3-12: Items Related to Disadvantaged Students at Private Liberal
Art | Colleges

Percent Answering "'yes"
or "agree/strongly agree"

Item No. Item Early Admin. Late Admin

There are provisions by which 66 55
some number of educationally

disadvantaged students may be

admitted to the institution with-

out meeting the normal entrance

requirements.

»

11 This institution.deliberately seeks 48 44
to admit a student body in which a
variety of attitudes and values will
be present.

19 A concerted effort is made to attract 52 48
students of diverse ethnic and social
backgrounds.

28 This i1nstitution tends tc attract 77 81

students from a somewhat restricted
range of Socioeconomic backgrounds .

53 Compared with most other colleges, 49 62
fewer minority garoups are ’
represented on this campus.

119 There are no courses or programs 43 22
for students with educational
deficiencies, i.e., remedial work.

130 This institution considers its most 41 41
valuable service to lie in educating
the upper 10 percent or so of
secondary School graduates.

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

Changes In Campus Functioning

are similar for all groups of colleges with only three notable exceptions
First. Concern for Improvement of Society and Institutional Esprit remain
constant at Liberal Arts Il colleges and both scales fall significantiy at all
other colleges The Liperal Arts [l category has more religious institutions.
which may be an explanatory fact The steady and relatively high Institutional
sprit score s particularly perplexing considering the financial weakness of
these small colleges Reviewing the items does not clarify the results Al-
though the faculty express less confidence in their administrators (items S7
and 104" they beheve that therr colleges are more successful than a decade
earher (72 percent to 77 percent on item 112) Currently 65 percent of the
taculty cite morale as high only 3 percent less than a decade earlier (item
123

The final puzzle occurs at the Liberal Arts | colleges. which. contrary
to the trends at most other independent colleges. register a decline of 13
deciles on the Human Diversity scale The relevant items are listed on Tabie
3-12  The numbers are not so dramatic unti contrasted with other groups
of colieges Other institutions for reasons that may be educational or finan-
cial. are enrofing considerably more disadvantaged students The facuity
members at the more seloctive Liberal Arts | colleges see ' fewer dis—
advantaged and fewer mmority students and more students from a restricted
sOcCIo~€economiC range Yet there are more remedial programs on cambus.
Have these colleges reached the point at which they feel additional dis—
advantaged students cannot be properly accommodated? Are the ‘missing
disagvantaged students reaily from lower middle income homes without
privete or public resources to attend these colleges? Have these colleges
pulled back from a commitment to disadvantaged and minority students be-
cause they perceve therr competiive '‘niche” to be that of serving primarily

the upper muddie ciass’ ‘nfortunately. the data cannot answer these ques-
tions
SUMMARY
Aithough 1 :s common to refer to the seventies as a tumultuous

dzcade in higrer educauon. faculty perceptions of their campuses have
remained relatively stable The 1980 IFi profile of any type of college in ei-
ther sector 1s much more Ikkeély to resemble its own 1970 profile rather than
the profie of any oiher group of institutic. § Both negative and positive
changes. however. have occurred Professors in 1880 believe that their
op:nions on college operations are considered iess, that innovation is a con-
siderably rarer commodity. and that the entire academic community is less
concerned v.ath solving social probiems Faculty have tess confidence in ad-
ministration and generally have lower morale. On the other hand facuity
members see & good deal more outreach toward the local community. they

_94,
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/
notice a student body which 1s more diverse socio—-economically. and they
percewve their colieagues paying more attention to the teaching of under-

graduate students in sum. colleges are probably less fun than they were a
decade ago But in certan ways they are more effective

Most of the public institutions seem to have fared better than those In
the private sector. Public research and doctoral and public comprehensive
universities have all of the positive features mentioned above with the nega-~
tive aspects being much less apparent. The negative trends in the public sec~
tor are concentrated at locally supported two-year colleges. No dimension
of ther environment shows any improvement and the instructional staff of
these campuses has become especially dispirited and disgruntled during the
decade



Other Faculty Opinions

CHAPTER FOUR
OTHER FACULTY OPINIONS

The IFI answering and scoring systems have been designed by the
Educational Testing Service in such a manner that ten "local option” questions
can be added These questions were developed by the Institute of Higher
Education, for the 88 colleges that administered the IFl in the 1980-81
academic year There are. of course. no comparable questions for the early
administration The number of faculty responding to these special questions is
4819 or 94 percent of ali respondents

Eight of the questions were designed to trace linkages between
finance and faculty work How heve budget changes affected what profes-
sors do? One question explores the non-financial rewards of professorial
activittes The last question probes faculty members’ opinion of theirr own
college’'s finances

Ten questions provide very limited room for subtlety or for detailed
nquiry This was parually overcome by expanding (and complicating) the
number of possible responses Within a single question the respondents
were asked for both levels and direction of change (high and increasing. high
and stable. etc) More problematic was the unavailability of baseline data No
group of faculty had been asked these questions before When faculty were
asked 1f they could get $500. what percentage of respoundents could be
reasonably expected to say they could get the money easily? 25 percent?
50 percent? 75 percent?

Although facuity were asked about change over time. not much con-
fidence can be placed on their answers Faculty are presumably aware that
there is a great deal of discussion concerning the “financial crisis” of higher
education, and this awareness must affect their response patterns. The data
are presented within the context of these limitations

RESULTS

Table 4-1 hsts the ten questions and the percentage response rate for
all faculty —- for faculty at public colleges. and for faculty at private col-
leges In addition, the data were reviewed by Carnegie Classification when
they departed significantly from the general patterns.
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Table 4-1: Local Option Questicns
Number cof Facutty = 4819
Number of Institutions = 89

Question 1. Suppose you wanted to make a minor change in one of your
courses requiring about $500 in college (or departmental) funds, and
the 1dea 1S generally received as good, which would you say is most
1i1kely to occur?

Percent Responding
Total Public Private

1 wouict get the $500 after proceeding 50 a1 57
through prescribed administrative channels.

I would be interminably delayed in bureau- 18 18 12
cratic channels but would get the money.

I would be immediately told that the 24 25 23
college cannot afford 1t.

1 would be delayed in bureaucratic channels 11 15 8
and not get the money.

Question 2. Suppose you requested aboyt $500 in college lor
departmental ) funds to assist you in your scholarly work or research,
and the pursuit is generally perceived to be valuable. Fecr example,
you may need the funds for equipment, travel, or a research assistant.
which would you say is most likely to occur?

Percent Responding
Total Public Private

I would get the $500 after proceedirg 48 41 54
through prescribed administrative channels.

I would be 1nterminably delayed in bureau- 14 17 12
cratic channels but would get the money.

1 would be immediately told that the college 28 28 27
cannot afford 1t.

I would be delayed in bureaucratic channels S 13 7
and not get the money.

..98_




Question 3.

$500 1n college (or departmental) funds.

Other Faculty Opinicns

Suppose you wanted to initiate a community outreach
project or some other community service project which required about

It 1s generally received as a

good 1dea, but there 1S no financial payback. Which would you say 1S

most likely

to occur?

Total

1 would get the 3500 after proceeding
through prescribed administrative channels.

I would be 1nterminably delayed in bureau:
cratic channels but would get the money.

I would be immed:iately told that the
college cannot afford 1t.

I would be delayed in bureaucratic

channels

Question <&
innovation,

and not get the money.

Percent Responding

25

15

43

17

16

44

17

Private

26

14

45

15

Since 197C, college funds available for instructional
faculty scholarship, and community service activities have:

Total

Become muicCh more’dlfflcult o obtain.

Remained

Become Somewhat more difficult to obtain.
unchanged.
omewhat easier to obtain.

Become S

Become much easier to obtain.

Question 5.
resources, d

your 1nstitu

Superior
Superior
Adequate
Adequate
Adequate
Poor but
Pocr and

Poor and

O
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Percent Responding

28

33

17

18

Public

37
34
11
12

3

Praivate

18
32
22
23

4

Faculty require different support services to adequately
do their jobs. These services may include typing, duplicating, library

ata processing, etc. With respect to your ’
responsibilities as a faculty member, please evaluate services at

tion.

Total

but declining.
and improving.
and stabie.
but declining.
improving.
stable.

declining.

SNy
-l
1

Percent Responding

13

17

30

17

Public

11
25

27

~i

Private

14

2
22
34

10
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Question 6. The non-financial rewards Of my job are

Percent Responding

Question 8. My outside 1ncome comes primarily from:

Total Public Private
very sigmificant and increasing. 10 8 1
very significant and stable. 18 156 20
very sign:ficant but declining. 9 i0 8
Sigmficant and i1ncreasing. 10 8 1"
Significant and stable. 25 24 26
Sigmi fi1cant but declining. 18 2 15
Insignificant but increasing. 1 1 1
Insignificant and stable. ' 4 S 4
Insigm+ticant and declining. 5 7 3

Question 7. Sinée 187C. I have:
Percent Responding
Total Public Private
~—

Greatly i1ncreased my efforts to supplement AE:] 18 18
my income from activities other than teaching
and research.
Somewhat increased my efforts. 30 31 28
Ne1ither increased nor decreased my efforts. 47 46 49
Somewhat decreased my efforts. 3 3 3
Greatly decreased my efforts 1 2 1

Percent Responding

Tota)
A priv~rie professional practice (such as 8
psycho.ogical, business, legal, medical,

or tutorial work).

Consuliting . 12
Book royalt-es or patent income. 3
Other work directly related to my academic 13
work, e.g.. teaching at other institutions

A recparch

work not directly related to my academic 14
werk .

No significant outside income. 50

-100-

Public Private
7 9
13 19
4 2
10 15
14 13
£2 590
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Question 9 Since assuming your ¢ sent position, how would you
describe your efforts to secure aruther job outside your institution?
tChoose one vhich best applies to You.)

Percent Responding
Total Public Private

I have not 'ooked for another position and 18 16 19
I would not consider one.

1 have not looked for another position but 35 34 36
might consider one at another college or
university 1f attractive.

I have not looked for another position but 15 17 14
might consider ore outside of academe tf
attractive.

I hive explored the possibility of another 18 18 198
positionis) at a college or university.

I have explored the possibility of another 7 B 6
positionis) outside of academe.

I am actively seeking another posstion at 4 4 4
another college or university.

I am actively seeking another position 3 3 2
outside of academe.
Question 10 1 consider the financial condition of my college to be:

Percent Responding
Total Public  Private

very strong 6 q 9
Reasonably strong. 48 38 S4
Somewhat weak 31 38 26
very weak . 11 1S 9
I do not know - 4 2

f.i:!j 4
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