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How flo Sell Your lnstltution on EEQ/Retentlon
Orlando, Elorlda | |

-

June 26, 1985
|
A)  INTRODUCT LON

As a result of the passage of several‘ antl-

~discrimination laws (wlthin the Educaflon Amendments In 1972)

many forms of¥ sex and race discriminatlion no longer exlst and
< .

major thanges have accurred on virtually every campus In the .

couniiy. . The vast manrffy/Af these chanées were not made

because of lawsults or: becayse a federal Investigator was
knocking at the door. Very few colleges and untversitles lﬁ
the country have ever seen -- or are ever |lkely to see -- =a
federal Investlgator, '

In most cases, colleges and unlversitles changed thelr

= admlsslons practices because students and faculty and staff

membefs; glven the means under the new laws, put preésure on
them to do so. Though much Improvement has taken place slince
the early seventies, |- do not want to Imply that all of the

problems on our campuses have been so] ved'

A 4

o Desplite +the Increasing numbers of women and -

mtnor Itles entering medlcal, law, .and graduate
gschools, most women are still majoring 1In
traditionally "female"™ flelds and ‘belng channeled
“Into traditionally "female" jobs upon graduatlon.

o Desplte an Increase In the number of women and

) minorities .antering the ranks of upper {evel
college administration, very few hlgher educatlon
Instltutlions have hlred them as . presldents, vice .
presldents, or academlic deans. :

o Desplte a wlide range -of- retention and marketing

strategles ‘attempted by colleges In Florlda to

-
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Increase minority enroliment, the fact remalns that
the percentage of blacks pursulng hlgher educatlion
has decreased steadlly over the past seven years
and that educational parlity between blacks and
whlfes I's stitl only a dream.

o In facf desplte more fhan 13 years of so called
afflrmaflve actlon and equal opportunlty, desplte
Title XII and Tlitle IX, and desplte the progress
that has been made, 'the general pattern of
employment for women ‘and mlnorltles In most
occupations and Industrles Is dlstressingly the
X same as It was In 1972,

So, It Is not yet time to say that the problems have

. ' o
been: solved and that these antl-dlscrimlnatory laws are no

longer needed to Insure that all women and’ men, boys and-

glrls recelve'educafloh and opportunlties that. are based on -

thelr abllitles and not thelr sex or race or age.

The exlsting Iéws are Indeed powerful and have Indeed

had an Impact ~-. but what has been enacted Into law can

readlly be-amended, repealed, or weakened by' a varlety of

‘congresslonal‘acflons. Should that day come (and even If It

doesn't) I+ Is Important that each of us can articulate the

béneflfs of successful equal opportunity and  retentlion
programs to0 our own lnsflfuflonal leaders. ’

Alfhough the beneflts of fhese programs often seem sO

obvlous to us, we must be capable of negotlating campus’

polltics If we are to Insure the contlnuation of these
programs at our col leges and unlversitlies,

Al

It seems to me (mnd maybe to you as well) that 1+ shd?ld
be suffliclent to clte that It Is our soclal nggngn51h1111¥.¥o
malntaln a commitment /to refenflon proﬁrams, equal accéss and

equal edufaflonal opportunity; suffiiclent to state that

IE
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anythlng Ie,s; than our best ‘In these areas |S'é fal'lunca of
Lnstltutional misslon. |

Yot presldenfs and fOp level admlinlstrators offen.need
to hear more than these "obvlous reasons", _Thaf'g‘when It
becomes lmpergflvé that we één effectively spell out 1he-
;beneflfg_of successfbltefforfs In these Imporfan? areas and

tactfully, yet -forcefully,. ~ldentl fy negatlve ou?comos

assBclafad wl*h hqt maklng a commlfmenf to.these programs._f

\,
it appears ?haf the most pofenf arguments (and fherefore

the mos? effecflve wlith senlor adminlstrators) center around:

A}

(1) Iosf-revenues, (2) wasfed Institutlional resources, and

‘

(3) negatlve publlc relations. Let me. take 'Jusf 5 fow
mlnufes to brlefly dlscuss each of ?hese as fhey relate to
our unwllllngness to compty with EA/EO and our falfure to

effecflvely address student re?enflon.

_MB) -AmﬁaJ_sﬂasﬁ.dQnihﬁcnmgiimul_Qn

An Instltutlont's fallure fo esfabllsh a commltment to a

wel l managed program of equad educatlonal oppor*unlfy can
pofeqflally produce at least four consequences: (1)
Increased ITtigation costs, '(2) tarnlshed Institutlional

.
. -,

Image, (3) negative recruitment Impacts, and (4) revenue
losses from foregone enrollment.

Litlgation Costs: a fallure to compty with federal and
state laws leads to Increased |Itlgation costs. Thls Is
SO qbvlous that It seems redundant to even mention It.
Yet . In & recent sex discrimination case at the
Unlverslfy of Minnesota, a federal Judge ordered the
university to pay nearly $2 milllon In attorney's fees
and court ‘.costs, The .potentlial |Ilablllty to the

' Institutlon, In thls class actlon sult has been estimated
at over $40 milllon,



. ‘ fn:nlﬁhnn 1magﬂ: Consrdar the {mpact eof. such a
R settlement. An lnsflfuflpn ‘fo longer has to be Indlcted

oM the. grounds of discrimipation;. susplclon worthy of
Investigation Is .sufflclent to alter ap Instlitution's

. reputation and Integrity. A soclal ~“stigma Is

P automatically attached In such clrcumstances, very much

‘ Ilke that assoclated with NCAA' probation or AAUP

\, censure, It takes y®ears to re-~pollsh an.lnstitutidn's
\ ~ Image once lf Is farnlshed. : \

. Racrultment Impacts: Both of these consequences of

v fallilng to maké a genulne commltment. to EA/EO have
negative Impacts o6n recrultment. These Impacts thwart
the Instltutlons! efforts +to "dlverslfy" Its student
body and decrease Its draw power.

Enroliment/Revenua Lasses: As a resuff, all of 'these
.. factors can cost the Instlitutlon hundreds of thougands.
. of current dollars 1In .lost enrollment revenues.
Eklferally milllons of future dollars are at risk., e ’
Slﬁljar costs and negatlve ‘consequences are at 'sfakéQI.
regardlhé-s?ddenf refen?lon; On mosf campuses fhéfé ls a
general mlsundersfandlnga\abouf student refenflqn. .FacUI+y.
of fen be]levé v student r;fenflon effort Is an admlnls+haflve
mandafé. for grade Inflatlion. - Some student servlices
prqfesslon&ls may Inltlally. reslst retention .activitles on
the groundé fhaf fhey requlre foo'much "hand- holdlng™ and
of ten necesslfafé a change In posture from sfudenf—lnlflafed
service to staff~Inltlated service. Admlnlsfraf&rs too often
milstake fetenflon strategles as an eroslon of standards. All
of these misconceptions are unfortunate and lead to ‘s
complacency about affrlflon.
There are many deflnltlons of refenflon but | prefpr to
def Ine lf as "the process of reallzing both the enrollment
and re—enrollmenf of * s;Udenfs‘ yﬁere approprilate ‘and

v

conslstent with the educatlonal obJectlves and expectations

Ry

of the Indlvidual students". - A




l1ttle +to prevent. Other types, can be effectively
. controlled. The kew:fo succéss In this area Is to focus on

the

. : . 4 .
There are many tf%es_offa#frlflon. Some types we can do

educational goals and expectations of students

(particularly freshmen). and to develop low-cost, but high-

~yleld pro&Lams‘ and - services that wlll address ‘ldentlfled

studenf needs.

Many Florlda colleges and universities are making only

meager progresé In thls area. | am famlllar with Tany 6f the

strategles belng employed throughout the state. | stil)

. belleve there Is much more that can be done at a ‘low cost

that wlll greatly enhance student retentlon.

(1)

lost revenues. »Let's look at each of these briefly.

"Fallure to do so has at last three maJor consequences:

.mlsslon fallure, (2) negative publlic¢ relaflons, and (3)

.

!

Misslon Eallure: When' we attract students to the

Institutlon and expend Instltutlonal resources, human -

resoufces, and tayx dollars start students on th'e path
to hlgher education we are deed well on our way to’
meetlng the urposes for .whlich we were created.

However, [If we admlt students who have :needs and
problems that our Instltutlons cannot or will not
address, we should not be surprlised when those students

leave our " Institutlions through the very revolving doors.

that we have created.

Negative Publlic Relatlions: When students leave our
colleges and wunliversitles .before they achleve thelr
educational/ objJectlves or because they experlenced
dissonance [ regarding expectations they tend to project
the bleme /back onto the Institution. Remémber the 250
rule used/ In sales, . Everyone has an average of 250
personal /frlends or centacts and anything of elther a
positive Jor negative nature Is |lkely to b ared wlth
a large/ proporthon of +that network. .A student, If
disgruntled or dlssatisflied, Is a walking timebomb.
Whether we get a positive or negative detonation Is up

b



to us. One student's war sfory about a college cannot
be offset by ten times the volume of positive publlclty
generated \by the Instltution. Prospectlve students and
donors always conslder the source of thelr Information,
They tend to belleve former students and staff before
they belleve our own contrived propaganda.

Lost Revenues: Having consulted wlth several dozen
colleges and unlverslties across the country |  have
vividly seen the flnanclal Impact fo attritlon. At the
~-last. flve Institutions ‘alone “(a.major. unlverlslty In
Misslsslppl, & Baptlst unIVerslfy In Tennessee, two
southern communlty colleges, and a northern college)
revneue losses attrlibutable to attrition exceeded $30
miillon annually. That averages $6 milllon a campus.
We cannot and should not expect to retaln every student.
But only a 25% .Increase In retentlon on each campus
- could generate an additional $1.5 milllon on_ e average
In operating revenues. That's the kind of formation
that motlvates adminlstrators even If every ofher appeal

has ‘falled. Learn how to talk the Ianguage and you wlil]
achleve results. : . '

For tpe remalnder of our ?Ime I want K to share some
approaches and sfrafegles that you can, use to help bring
abqyf poslflve changes af your campus -regarding EEO and‘
retentlon’ programs. : Coples of ~a handout entltled,
"SUCCESSFUL  NEGOTIATION OF CAMPUS PQLiTICS AN EA/EO AND
RETENTION PERSPECTIVE" are avqllablé to you followlng.}hls

session. The remainder of my .comments come from that

handout .’
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: _ AN : )
SUCCESSFUL NEGOTIATION OF CAMPUS -POLITICS:
| An EA/EO and Retentlon Perspective .
= by | |
: . - Steven W. Jones
Phil l.1ps County Community Col|[ege

An awareness of. fhe_followfng approaches/strateglies can '
. help you more effectively. negot!ate needed changes on your
college campus, Speclfically Important \are successful ways
to galn administrative support and cooperation, faculty
-commltment, and flnanclal resources. ' . “

A. Appeal fo the "college purpose!:

.

’ Y i
.o - A statement of purpose commits every lnsflfuf[bﬁ to
. - & course of actlon. In the futfire there Is sure to be

more emphasls ‘on outcomes assessment, To what extent
are the concepts (prémises) within the purpose of your
col tege reallzed? Pérhaps an analysls of the marketing
Image of the collegd and a study of student perceptlions
would supply Informatlion on congruency. Does the

‘do what 1t says It wlll do? If It does not,
-what willl need to change? How would an EEO/Retentlon
program bull.d on"already exlsting strengths or elimlnate
weaknesses? '

‘ ., B. Ihe Impact of Student Attrition:

o Beglinning In the mid-1970s many colleges began to
reallze that +they were losing rougly 50% of thelr
entering freshman classes the flrst year, and another
20% by the end of the sophomorq year. These facts were
generally discovered not until attrition research was
conducted. Detalled _analyses of enrollment patterns and
student records are often- requlired to establlish a
data-base for retentlon research and activities.

Estimates of attritlon at many colleges are often 10-25%
lower -than the actual rates of attrition. Any program
which can potentid¥ly -redugce student attrition Is of
-value to an Instltutlion. |, You must accurately defline
-student attritlon and measure It carefully. Your goal
should be to <‘positively - Influence retention and

enrol Iment. .
K C. Cost Eftactliveness Approach: :
\\ A 25¢ Increase In- retentlon can save most

Instltutions between §.50 to $2°.5 mlilllon a year. The

, - ecost, of planning and Implementing a program canh range
“from as |llttle as $5,000 to as much as $15,000.

’ Mafntalning the program wlll .nOrm&lly cost another

$10,000 to $50,000 a year.. In other words, the tultion
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and formula funds of 5 fo.- 10 students over' a one year

perliod would. normally pay for .such a program. The~
.program. should help retaln many times that number of

students, You need to make similar facts and flgures

* about your Institution known to top ~level

admlinl strators.

Student Qplinlon:

| f students are dissatisfled with an aspect of thelr

academic- experlence +they can let you know through
Interviews, student oplnlon polls, feedback from faculty
who are In the. know, .etc. Atune yourself to student
feellngs. Student opinlion can be the most cogent
argument for ‘the necessity of a retentl-an program.
Pl1ot projects whlich generate very posltlive student
oplntons and hligh satlsfactlion, while malntalnling
quallty, ,can Ilkewlse motlvate administrators - to
consl der "expandlng" the pllot.: :

.

E. umummmmnmimwmammﬁmﬂm
' A sound program which ylelds high satlsfactlon and

measurable results can be marketed. A brochure on
speclal activities can be developed for the freshman
year experlence. K / .

&
F. iagr_Li_Lsﬁ of Salf: g .

Someone may have to be wllling to do the work
wlthout pay, release time, or. even moral support
Initlally. During the flrst year at many colleges and
unlversltles, .program advocates and advisors must work

with only the possiblllty of reward, with no release

tIime, &nd no . added compensation. If the level of
personal commltment Is high and  the commitment 1s to a
program "for the students" then the program willl produce
positive results, and rewards will follow. '

6. Effectlve Use of Consultants:

Consultants can provide positive feedback to the
presldent about +he -development of the ., program,

- Conversely, when a program Is good consultants help
- promote It ‘(conferences, Incluslon In books, word of

mouth promotlion). Thls recognition further enhances the
adminlstrative percepflon of the program and Its value
to fhe lnsflfuflon.

) Experlenced consul tants are also uﬁésfhi when you

wlsh to make or .prove a polnt with the ‘adwWfnl stration or
faculty. You may know a program Is good, but they need
to hear It from someone els¢g. That may sound [lke “a
cold, hard fact; but we all rZa[lze I+ Is Indeed a fact.

' 10 -
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Cooparation Petwaen Academlc and Student Affalrs Areas
A. Adnlnlstrative Support:

‘AcademlIc Deans and Deans of Students need to share

Ideas. Thls can be encouraged by a program advocate who
Is & student affalrs person with a strong academlc

background or an academliclan with sensitivity to student

af falrs.” The Individual can serve to bridge "any gaps
and Improve communlicatlion. The coordlnator . of your
EEO/Retehtion efforts must be able to effectlively
communlicate with leaders on "both sldes of :the house".

B. "Emmmmnnmxmmmmﬁammm

Keeplng students enrolled helps everyone through an..
improved. budget. Student. development In terms of study .

sklills, adapfablllfy to college |Ilfe, - lme management,
etc., helps students to succeed In class. Facul ty
feedback to student affalrs helps Identify problems
early. An understanding of other's roles and how your

“program posltively affects someone else's Is extremely

beneflclal.

Mutuat Planging/Partlcipation:

The broader the base of support the more of fective
will be your proposal/program. Use a campus-wlde,

systems approach. Both EEO and Retentlon efforts
requfre thls fype of broad ba$ed tnvolvement.

¢ }

A. Personallze the Approagh: : -

Go to faculty and dlscuss your ldeas/concepts.
After all, faculty are the second largest group on
campus (next to students) and you need thelr support and
particlpation. Don't be afrald to let other people take
credlt for your ldeas. After all, If they do so, th ey
must agree with you. : S

_B. ﬁgmﬂﬁmminﬂnﬂixﬁmnm,mmm

Which of thy fa@lfyz - r e

1. are Involved with extracurrlicular’ sfuden}
actvitles? 7 -

2. have a very high energy level?

3. are .commltted to the college and to feachlng?

4, are’ commltted to student support--extra

tutoring, study sesslons, etc?
5. have study skll|ls _components In thelr courses?
6. are knownh ds i\;y ‘
- expectation (quallity)? L, ¢ ’
7. have a counsellng backgrpund?
’ 8. have good orgtnizatiopal\ablilty? . o

-t

aripg Instructdrs of hlgh.

»
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C. Bulld "Buy-1n" and "Ownershlp" lnto the Prograir:
Always bulld a proposal with negottable components,

Allow as many persons as possible an opportunity to -~

preview the proposal and offer I deas/suggestlons or
criticlsms. Once the program Is underway al low: *those
who pdrticlpate In It--faculty, staff, sfudenfs“-?o
critique the program, to modify 1t (within reason),-

try “somethling new (rlsk-taking). |If a faculfy‘member :
has the oppdBtunity to help develop a '"module" for the
program, then he Is commltted. Allow, faculty who have

. béen In the program .to traln other faculty.t Al16wafice

for' Yownershlp"™ among others than your. “offlce |Is
critical. v ' Lo -

D. . Hﬂ_u:lng Qthers Become the JEllta: e hy”
The one form of reward that costs very llttle but |s
exceedlingly effectlive ~Is recognlitlion. Use every

opportunlty to do so Iy a mature, responsible way (o.g.,

_articles In the studdnt newspaper, local news, alumnl

Ieffer;.léffors from the presldent, -atademlc dean, dean
of student affalrs; |Introductlons durlng faculty

*meetings, pdrent visitations, honor's day, .et¢.) Other

methods of .recognitlon _.Include release time for
Instruction In the fresHAman course; opportunities to.
partlclpate In productive workshops; opportunitlies to
represent the College and Its program at other col leges
and at local, state, and reglonal meetlngs. You can
generate dozens of ways' to recognize facuity who
partliclpate or who agiixaix -what you are dolng

In sfudenf retentlon and E

/

Other lImportant anﬁinnm.tlanﬁ

A. Bullding Campus Sunnnri'

It you have faculty advisors who are committed to .-
what you are dolng, you have a strong polltical force.

Faculty support can be galned and malntalned. Don't |

however, forget the people who are the heart of the
Instltutlop-~-staff personnel. They all play vital roles
I'n a college environment and are responsive to rpquegfs
for asslstance. Agaln, thank, reward, Pecognlze those

who asslst you. o ‘ S
B. - Pllot ProjJacts: , : :
_If you can't sell a full scale project, compromlse

tor a pllot test of your Idea. Pllot projects are .
excel lent opportunities. You may need to volunteer tfhe

‘ttme, effort, or some of your department's budget, -but-

you will If I+ |s Important to you.

Drafting Proposals

A. Document a Broad Base a.t Sumr.tz the wider and
broader, fhe better, : '

4 ¢
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. w. Be. Eleyvate Campus Awaraness: .
; Whenever possible speak to -the faculty, support
.staff, alun!hae,_* etc., about the nature of the EEO and
"~ retentlon ‘programs. .. Have experlenced consultants
conduct faculty awareness workshops. Take - every
5porfunlfy to keep people Informed about what you wish _
dqo, and what your successes have been.’ Informed
people wlll support a program whlich helps students,
helps the Insflfuflon, and. Is cost effecflve. !

EmLBammﬂlaskEm:nn

The Presldent, as chlef - agmlnlsfraflve offlcer, Is
the ‘primary person to bring "together representatives
" from the varlous college constituencles.In order to
Identlfy - those factors which may affect students and
re-enrolIment; as well as Implementing those programs
and pollcles, across departmental I|lnes, whlch-can be
utlilzed .to encourgge students to complete  thelr
. educational goals at ‘the college.
I would recommend, therefore, that & Presldent's
. EEO/ Retentlon Committee be establlshed at the,college,
'and that the, President (or hls deslignee) cogfene thls.
| committee In order to focus exlsting resourfges on a
L ‘program that will, wIth Integrity, emphasize the
2t ", linstitution's -strengths and minimlze Its weaknesses,
T thereby Feducing unnecessary voluntary attrition and
Increasing enrol Iment. :

D .
) " Accurately . proJect costs (materlals, consultant
. fees, salarles, release time, etc.) and compare them to

a ~the flnanclal benefits (Increased tultlon, formula
o funds, gauxfllary revenues, etc). expected as a result of .
Improved retentlon. Don't forget to Include poslitive.

-Impacts. that can't be quantlified such as Improved

"morate, student. goodwill, and the consequences of fhese

Impacts on enrollment and the budget. »

3

i, t N SHORT,-PEOPLE'ARE WILLING TO GO THE EXTRA MILE IF
THE PROGRAM IS« LOGICAL, * PRODUCTIVE, FINANCIALLY
VALUABLE, AND PROFESSIONALLY PRESENTED. APPEAL TO THOSE
CRITERIA. v

» h . @

AHQRDQEHABN.LMBEEABD_LNEQAMELLSBQLJILCS

As. a part of admlnlsfraflon, t+he EEO/Retentlion offlcer
must not allow zealousnoss to create "an advocate's attitude"
toward any particular group or individual. ’ealous efforts
and an advocate's role should only be djrected at the
development of a system for ‘equal educationaljopportunity.

o A
o '




Since we must work wlth an‘d, through top management to
accemplish program goalga, we .cannot afford to ha r
motives or loyaltles questloned. Belng overly zealo]l J&#h
top management may make +temporary galhs through a fear
process but [+ wlll not creafe lasting commlitments. I~

Some EEO/Retentlon 8fflcers, unahble to wilthstand the
pressure of thelr peer groups, have betome over-zealous,

- protected class a&?ocafas, aAnd thus counterproductive. “Such
- a posture usually causes lntarnal confllcts and, produces only-
. meager results,

Extreme zealousness may have been needed durlng the days
when leglslatlon was> neyw and +the complacency of
adminl strators needed to be reversed. Styles -need to change:-
with cdnditlons, hoéwexer. Using a "management by fear" &

approach 1gpday does nothing to enhance the cooperative
- support meeded for successful EA/EQ &nd Retentlon programs,

Get Jo know your Instlitutlion. Identlfy Its "movers and
shakers", Bgcome one yoursel|f, and use senslible campus
politics to ‘enhance the success and vislblllty of your

. program. '

' ‘ ERIC CLEARINGHOUSE FOR
x JUNTOR COLLEGES

14 AUGUST 30, 1985 .




