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STATEWIDE ANALYSIS OF THE PRODUCTIVITY
..c OF INSTRUCTIONAL UNITS AT PUBLIC UNIVERSITIES

The Illinois Board of Higher Education, meeting as a Committee of the Whole, is examining
the priorities, quality, and productivity of Illinois higher education. At the May 1992 meeting,
guidelines for making productivity improvements were reviewed. The guidelines address five key
areas: instruction, research and public service, overall academic functions, administrative functions,

and state policies affecting higher educatIon. Parallel processes for applying these guidelines in
making productivity improvements have been initiated at both the state and institutional levels.

This report focuses on productivity improvements in instructional programs at public

universities. In May 1992, a statewide quantitative analysis of instrucdonal programs at public
universities and community colleges was presented to the Board that paralleled the guidelines for
making productivity improvements at the institutional level. This analysis examined selected
quantitative measures of student demand, degree production, costs, and centrality of academic
programs across disciplines and levels of instruction at public universities. These measures are
provided in Tables 1 through 3.

This report provides the results of the staffs further assestment of statewide capacity in
instruction at public universities and identifies fields of study in which reduction, consolidation, or
elimination of programs should be considered. The first step in this assessment was the identification

of disciplines in which reduction of statewide capacity should be considered. Disciplines were selected

on the basis of quantitative measures shown in Tables 1 through 3, as well as on qualitative

information drawn from reviews of programs during the last decade. For example, the statewide
analysis across disciplines shows that programs in some fields are characterized by high costs. When

programs in these disciplines are offered by several universities, consideration should be given to
reducing the number of programs or consolidating programs in order to provide instruction more cost-
effectively. The statewide analysis aczoss disciplines also shows that programs in several disciplines
are characterized by low enrollment, particularly at the graduate level. In addition to concerns about

the cost-effectiveness of low enrollment programs, concerns frequently arise in program review about

the ability of these programs to sustain the breadth and depth of advanced coursework needed to
support high quality graduate study. From a statewide perspective, the capacity of professional and

occupational programs should be adjusted to be consistent with the occupational opportunities
available to graduates.

The next step in this process will be to identify specific programs in each of the fields of study

described in this report that should be considered for reduction, consolidation, or elimination. In

addition to measures of cost, demand, and size, consideration will be given to the missions of
individual institutions, geographic access to programs, and the results of individual program reviews.
Finally, the statewide analysis will be brought together with the campus analyses and, in consultatiei
with systems and campuses, specific instructional programs will be identified within each discipline

that will be reduced, consolidated, or eliminated. It is expected that these program changes will be
initiated during fiscal year 1993 and will be completed within a three-year period. As the productivity
initiative proceeds in the coming year, additional program reductions or consolidations will be
identified for fiscal year 1994 and beyond.
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Liberal Arts and Social Sciences

English. Literature. and Speech. Four public universities offer doctoral programs and a fifth

offers an advanced certificate program in English. These programs are characterized by moderate

demand and low costs. However, concerns have been idendfied in program reviewsabout completion

rates and the subsequent achievement of graduates. Doctoral study in this field can be strengthened

by elimination of weaker programs, and adequate access to doctoral study can be maintained in

stronger programs.

Foreign Languages. Ten universities offer baccalaureate programs in foreivi languages and five

universities offer master's programs, all with low student demand but moderate to low costs.

Institutions may justify these programs because of the need to maintain undergraduate programs and

support the general education curriculum. However, concerns about the ability to sustain quality in

small programs at the upper-division and graduate levels across several languages have been noted

in the reviews of several programs. At three of the five campuses, fewer than 20 students in total are

enrolled in master's programs in foreign languages. While undergraduate coursework in foreign

languages should be maintained, the number of baccalaureate and master's degree programs in foreign

languages should be reduced.

Religion and Philosophy. Nine universities offer baccalaureate programs, five universities offer

master's programs, and three offer doctoral programs in philosophy and religion. Demand and degree

production are low across all levels. At six universities, fewer than 30 undergraduate and graduate

students are enrolled in programs in these disciplines. Statewide, enrollment in the five master's and

three doctoral programs were 17 and 19 respectively in fall 1990. Statewide capacity in undergraduate

and graduate education in religion and philosophy should be reduced throughelimination of programs

at both levels.

Visual and Performing Arts. Eleven public universities offer master's programs in the visual

and performing arts, and two universities offer programs at the doctoral level. Programs are available

in art, theater, film and photography, music, and dance. Between fall 1986 and 1990, enrollment in

most graduate programs declined, with several programs enrolling fewer than ten students. Master's

programs collectively fall within the moderate range on measuresof demand, degree production, costs

and centrality, although costs are high in music programs. Statewide capacity in graduate programs

in the visual and performing arts should be reduced by eliminating master's programs in this field.

Area Studies. There are five master's programs in area studies offered by public universities

that are characterized by low demand, low degree production, and high costs. However, these

programs focus on different ethnic or world regions and are not duplicative. Five universities offer

ten baccalaureate programs in area and ethnic studies, and the statewide analysis shows low student

demand, low degree production, and moderate costs. Although these programs contribute to general

education curricula, concerns have been identified in program reviews about the ability of programs

with very few majors to sustain quality in upper-division baccalaureate studies. Statewide capacity in

baccalaureate degree programs in area studies should be reduced.

Communications. Ten campuses offerundergraduate programs in communications with overall

high demand. Eight universities offer master's programs with relatively low demand, and two

universities offer doctoral programs with low demand. Costs are relatively low across all levels. The

number of baccalaureate degrees awarded increased 34 percent during the 1980s. Howver, there is

a notable mismatch between student interest in this field and occupational opportunities in

communications. Although growth is expected in some communications occupations, the number of

graduates annually exceeds the number of job openings, and competition for positions is keen.

Enrollment levels in baccakureate communications programs should be reduced at all universities in

order to be more consistent with occupational opportunities available to graduates, and statewide

capacity in graduate education should be reduced.

3
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Psychology. Five univemities offer doctoral programs in psychology. The statewide analysis

shows low demand and high costs in these programs. The number of doctoral degrees conferred in
this field increased over 40 percent during the 1980s, but employment opportunities have not kept
pace with this growth. The number of doctoral programs in psychology should be reduced.

Social Sciences. All 12 public universities offer at least one master's degree program in the
social sciences. Enrollment in most programs has been stable or shown moderate growth. Overall,

costs are moderate although there are some notable exceptions. There is no indication that
economies of scale are realized with larger programs or the presence of multiple, related programs.
Five universities offer two or more doctoral programs in the social sciences, with moderate demand
and costs. At both the master's and doctoral levels, concerns about low and declining enrollment have
been identified. At the doctoral level, reviews of programs in the social sciences have raised concerns
about the ability to sustain high quality instruction when enrollment is law or declining. Statewide
capacity in graduate education in the social sciences should be reduced with the elimination of
provams at both the master's and doctoral levels.

Sciences and Mathematics

Life Sciences, All 12 public universities offer master's programs in life sciences. These

programs have high costs and relatively low demand. Unit costs for programs in general biology were
examined to see if economies of scale were present on campuses with high enrollment or multiple,

related programs. With few exceptions, the unit costs of biology programs at institutions with

multiple programs, including doctoral programs, are consistently higher than the costs of muter's
programs at universities with limited offerings in these fields. Unit costs in the largest programs in

general biology are generally at or above the state averages. It may be that the costs of supporting
research at universities offering multiple programs and doctoral study offset any economies of scale

that might be realized from larger enrollments or the presence of mutually supportive programs. In
the absence of any indicatiou that small, singular programs are less cost effective, productivity
improvements in graduate-level science programs need to focus on groups of programs in each
disdpline and the viability of individual programs based on program review.

Eleven universities offer mister's programs in general biology. Enrollment in these programs
increased 16 percent between 1986 and 1990, and ranges from 21 to 75. Although there appears to
be adequate demand to sustain these programs, reviews raised concerns about the costs of these

programs, the breadth of specializationsoffered in some small master's programs, and about the ability

of small programs to sustain quality across severalspecializations. Although baccalaureate programs
in biology generally have moderate demand and moderate costs, concerns about small, specialized
programs parallel concerns for muter's programs.

Five universities offer doctoral programs in the biological sciences. Total enrollment declined
about 15 percent between 1986 and 1990, with nearly all programs experiencing some enrollment
decline. Two universities have neither a duster of related doctoral programs or specific reward' or
instructional missions in this or related fields. At a third university, costs are significantly above

average in several programs.

Statewide capacity in undergraduate and graduate programs in the life sciences should be
reduced through the elimination of programs ateach level. Universal= should also reduce costs in

doctoral programs in the biological sciences, possibly through better utilization of the resources of

schools of medicine.

Mathematics. Five universiti= offer doctoral programs in mathematici . Statewide enrollment

in these programs increased about 14 percent between 1986 and 1990. However, the ants of doctoral

programs are high, and completion rates areexceptionally low. Enrollments at two public universities

are low. The number of doctoral programs in mathematics should be reduced.
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Physical Sciences. As with the biological sciences, there is no indication that economies of

scale are present at universities that offer an array of programs in the physical sciences. All public

universities offer bachelor's degree programs in the physical sciences. These programsgenerally have

high costs, low demand, and low degree production. The number of degrees conferred in these

programs declined over 25 percent during the 1990s.

Ten public universities offer master's programs in chemistry. Statewide enrollment increased

about 25 percent between 1986 and 1990, with enrollment at individual universities ranging from nine

to 106. Time universities offer programs for fewer than 20 students. Seven universities offer

programs in physics, with total enrollment increasing about 24 percent between 1986 and 1990.

Physics programs at four universities enroll fewer than 20 students. Four universities offer doctoral

programs in the physical sciences.

Unlike the other physical sciences, total enrollment in geology programs declined 44 percent

between 1986 and 1990. Unit costs are high at both the master's and doctoral leveLs. At the master's

level, costs average almost twice the cost per credit hour of other physical sciences.

Statewide capacity in undergraduate and graduate programs in the physical sciences should be

reduced. One or more programs in chemistry and physics should be eliminated at both the
baccalaureate and master's levels, with priority #VCII to maintaining those programs that support

programs in related fields and professions. One cr more programs in geology at both the master's

and doctoral levels should be eliminated.

Business

Doctoral programs in business are offered uy three public universities. Although total

enrollment in these programs increased 32 percentbetween 1986 and 1990, these programs are among

the most costly of all doctoral programs. Average annual costs in doctoral business programs average

almost $10,100 per full-time-equivalent (FTE) major. Two universities offer doctoral programs in

accountancy which averaged almost $19,000 per FIE major in 1988-89, over twice the average cost

of all doctoral programs statewide. In addition to the two accounting programs, there is some

duplication of programs in specialized areas of business. Because of the high cost of doctoral

programs in business, duplicated programs should be consolidated or eliminated.

Although baccalaureate programs in business generally have high demand and low costs, several

universities offer specialized programs. In general, specialized programs in business limit the

employment options available to graduates. Program reviews have found that some of these programs

have become outdated or have not achieved their objectives. These programs should be eliminated.

Eleven of the 12 universities offer master's programs in business which generally have high demand

and iow costs. At some institutions, however, these programs draw resources front higher priority

undergraduate programs and should be eliminated.

Education

All public universities offer programs in education, with approximately 13 percent of the

students attending public universities enrolled in education programs. In general, programs in

education show moderate to higlOemand, and costs are moderate. The number of degrees awarded

at all levels remained stable-6i idaeased slightly during the 1980s. Seven of the public universities

were originally established as "normal schools," and the preparation of teachers continua to be a

significant part of their missions.

To promote the professional development of practicing teachers, most Illinois school districts

provide salary incentives to teachers to pursue graduate coursework. Therefore, muter's programs

-10-



in education have proliferated at both public and private institutions, and a significant proportion of
off-campus offerings across the state are in this field.

From a statewide perspective, there are three issues to be considered in reviewing education
programs. First, baccalaureate teacher preparation programs are producing an excess oi graduates in
some fields, while shortages exist in others. According to the Illinois State Board of Education, there
is an inadequate supply of new teachers in early childhood, special education, English as a second
language and bilingual education, and secondary teachers in chemistry, physics, and physical science.
Education programs, both general and specialized, should be maintained and strengthened at
institutions that have a specific mission to support teacher preparation and professional development.
These institutions should increase capacity and extend access to specialized programs, such as special
educatiGn, providing preparation in fields in which shortages have been identified.

Second, almost all public universities offer a broad array of specialized programs in education.
At the graduate level, several specialized programs in teaching in certain fields, such as foreign
languages, music, agriculture, and art, have low enrollments and high costs. All institutions should
reduce enrollments or eliminate programs in fields for which there is little or no demand. Specialized
programs should be reduced or eliminated at institutions that do not have a specific mission to
provide teacher preparation and professional development programs.

Third, because of the salary incentives for graduate coursework, teachers represent a substantial
market for off-campus offerings. General concerns exist about the quality and coherence of graduate
coursework for teachers and the extent to which the professional objectives of teachers and the needs
of schools are served by off-campus offerings. In addition, there are concernsabout the duplication
and the cost-effectiveness of delivery of off-campus coursework for teachers by public universities.
All 12 public universities offer off-campus courses in education. In onesuburban Chicago community
college district, seven of the 12 public universities provided education coursework during the 1989-90
academic year. All of the suburban districts are served by two or more public universities. Two or
more public universities provide courses in 48 cities and towns and, in 17 of these communities,
courses in the same subfield were offered by more than one university. In addition, some institutions
provide coursework at sites far distant from their home campuses, including offering courses off-
campus in the home city of another public university.

Off-campus offerings in education should be reduced. Small programs, programs with
inadequate support, and programs associated with weak on-campus programs should be eliminated.
The off-campus offerings of public universides should be coordinated through regonal higher
education consortia and the Regional Educational Service Centers. In general, each public university
should limit off-campus offerings in education to locations within its specific service region.

Occupational and Professional Programs

Engiugg_tug. The statewide review of programs in engineering presented to the Board in July

1992 found that a number of statewide priorities in engineering education were not being achieved.
The report concludel that highest priority should be given to improving the quality of baccalaureate

programs and to increasing opportunities for women and minorities in this field. Also, enrollment
in doctoral programs should be reduced and resources redirected to undergraduate programs. The
report also found an imbalance between the number of graduata and occupational demand in several
engineering fields. It was recommended that enrollments in baccalaureate programs in civil, industrial,

and mechanical engineering be increased. On the other hand, the report recommended that programs
at all levels in aeronautical engineering should be reduced and that unique programs in agricultural
engineering, bioengineering, mining engineering, and nuclear engineering should be examined to
assure that each is meeting the educational preparation, research, and public service needs of industry.

-11.-



Technology. Seven public universities offer baccalaureate programs and three offer master's

programs in engineering technology and related fields. In most cases, these programs arose from

vocational education programs rather than engineering programs. Baccalaureate degree programs

have moderate costs and student demand, while master's programs have lowdemand and low costs.

Program reviews have identified concerns about occupational demand, placement of graduates, and

the adequacy of resources allocated to support these programs. Statewide capacity in technology

programs should be reduced.

Health Professions. All 12 public universities offer two or more programs in health sciences

or allied health fields. Enrollment by campus is low to moderate, and costs are high across all levels.

Eight universities offer programs in speech pathology and medical technology, six offer programs in

nursing, and four offer programs in health services administration. All other health programs are

available only at one or two campuses. Medical schools are located at two universities that have

specific missions to provide education in the health professions. Several other universities have

specific, but more limited, roles in providing programs in the health fields to meet local or regional

needs. The broad distribution of health programs and the high costs shown in the statewide analysis

indicate that productivity improvements could be realized by consolidating programs at selected

campuses with specific missions in health education.

Law. Three public universities and six private institutions offer fust-professional degree

programs in law in Illinois. In 1990, 1,200 students were enrolled in the law schools of public

universities. In Illinois and nationally, the number of law school graduates =ads the number of job

openings and this imbalance is predicted to continue in the coming decade. Costs of first professional

law programs are high compared to post-baccalaureate programs in other fields. Statewide capacity

in this field should be reduced so that resources can be reallocated to higher priority programs and

so that educational opportunities are consistent with the occupational opportunities available in the

state.

Public Affairs and Social Work. Public affairs and social work programs are offered by nine

public universities at the bachelor's level, seven at the master's, and three at the doctoral level.

Demand is relatively low at the baccalaureate level and moderate at graduate levels. Costs are low

to moderate. Competition for occupational opportunities in these fields in Blinois is keen and

employment in these fields, particularly in public administration, is affected bychanges in government

spending at both the state and federal levels. Duplication of programs in these fields should be

reduced with priority given to maintaining programs at universities with strong programs and a

missions emphasis in public affairs.

Agriculture and Forestry. Bachelor's degree programs in agribusiness/agricultural production,

and agricultural sciences are ofkred by four public universities. These programs are characterized by

moderate demand and high costs. Statewide, the number of baccalaureate degrees granted in

agricultural sciences programs declined significantly (52 percent) during the 1980s, while degrees in

agribusiness and production remained stable. Although the number of master's degrees conferred

declined 25 percent in the last ten years, doctoral degrees increased about 50 percent. Occupational

opportunitks for agricultural scientists declined significantly in the last decade and are projected to

grow at las than half the rate of other occupations during the 1990s. Three universities provide

master's programs, and one universityoffers doctoral programs, in these fields. 1Vo universities offer

an array of programs, includingsome small, high cost programs, in such areas as food science, animal

sciences, agricultural economics, and soil science.

nvo universities offer bachelor's and mastees degree programs in forestry. Both master's

programs are small and have high costs. Forauy is one of the few occupational fields in which the

actual number of jobs is expected to contractduring the 1990s in Illinois.
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Statewide capacity in baccalaureate programs in agricultural sciences should be reduced. At
graduate levels, capacity should be reduced and duplication of programs in agriculture eliminated.
Statewide capacity in graduate programs in forestry should be reduced.

Home Economics. Seven public universities offer programs in home economics. This
classification traditionally encompasses five areas: general home economics, consumer economics,
foods and nutrition, family and child studies, and clothing and textiles. All areas, except clothing and
textiles, experienced enrollment growth between 1986 and 1990, with over half of all home economics
students enrolled in general home economics programs. There are several very small, specialized
graduate programs, several of which have experienced significant carollment declines. There do not
appear to be economies of scale at institutions with several programs in this field. The number of
small, specialized programs in home economics, particularly at the graduate level, should be reduced.

Recreation and Fitness Studies. Recreation and leisure programs are offered by eight public
universities at the bachelor's level and five at the master's level. Student demand is low across all
levels, and costs are moderate. Employment opportunities, particularly at the graduate level, have not
kept pace with the growth in programs. Statewide capacity in these programs should be reduced to
be consistent with student interests and occupational demand.

Individualized Programs Individualimd degee programs are offered by several universities.
Although these programs are designed to meet the unique needs of students, reviews have taised
concerns about the quality and effectiveness of these programs. These programs should be =mined
and low quality programs eliminated.

Summary and Conclusions.

This report provides a statewide perspective on the productivity of instrucional programs at
public universities. This analysis identifies 22 disciplines in which programs should be consolidated,
reduced, or eliminated and shows that substantial and significant program reductions and eliminations
can be undertaken in order to achieve productivity improvements in instruction. Through these
productivity improvements institutions will be able to reinvest resources to support their highest
priorities.

While this report has focused on instructional programs, as universities make productivity
improvements, highest priority should be given to maintaining and strengthening the quality of
instructional programs and to providing adequate access to them. Universities should emphasize
reducing costs in public service and research, administration, and support functions and eliminating
duplicate and non-essential services and activities. In order to reinvest in instructional programsof
the highest priority, however, reallocation from programs of lesser priority will also be required.
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