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ABSTRACT 

This study was directed toward building a theory of retrenchment. 

To understand better institutional behavior during decline, it seemed 

pertinent to determine whether a patterned sequence of institutional 

responses to fiscal stress existed. 

Previous studies suggested a pattern of responses but had not 

analyzed those actions over a long period of time. This study examined 

the responses, over a ten-year period, of twenty-three, four-year 

colleges and universities that were observed in A Report on the Financial 

Conditions Projec t (1981) by the American Council on Education and the 

National Association of College and University Business Officers. Data 

collection centered around five response categories--operations, 

programs, faculty and incentives, policy development, and severe 

responses. Analysis was a two-phase process: secondary analysis of the 

ACE/NACUBO report provided data for FYs 1975-78, and analysis of 

questionnaire results revealed institutional responses during FYs 1979-81 

and 1982-84. Institutions were grouped by enrollment experience. It was 

hypothesized that more political, less reactive measures would be used in 

the early stages of stress, but that more reactive, traditionally 

rational actions would become commonplace and more acceptable once the 

need for change was apparent. 

In the aggregate, the study found a pattern of responses: More 

political operational and programmatic responses preceded the more 

ix 
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traditionally rational responses. With time, rational actions associated 

with policy development and the faculty and incentives category 

increased. The severe responses, though small in number, were confined 

to the "declining institutions. 

Disaggregated data showed that institutional behavior was 

individualistic. Contrary to what was anticipated, more rational 

decisions frequently were not associated with decline; growing/stable 

institutions often were more responsive than declining ones. 

The study found that, since 1978, faculty participation in 

planning and implementation of retrenchment strategies increased; such 

responses likely attempt to make the change more agreeable. Contrary to 

the literature, respondents indicated that innovative activity increased 

as the result of fiscal stress, and that faculty morale improved. 

Furthermore, there is an apparent relationship between decline and the 

appointment of new presidents. 



CHAPTER 1 

INTRODUCTION 

In higher education, organizational retrenchment (i.e., responses 

to decline in resources) occurs in varying, ways. As states experience 

revenue shortfalls, cuts in appropriations to state colleges and 

universities become commonplace. Currently and concommitantly, many 

institutions face enrollment decline and internal enrollment shifts, that 

is, shifts in student demand among internal units. Thus, the scarcity of 

resources usually forces a change in organizational behavior of the 

institution. Accustomed to growth and expansion, many administrators 

find the management of decline a difficult and unfamiliar task. 

It is easier to coordinate growth than decline, to add than to 
subtract, to benefit all than to decimate some. For just as 
growth adds resources, personnel, and new campuses and programs 
that many want, decline takes away resources, reduces personnel 
(even some with tenure), and in spite of fierce resistance, 
threatens the continued existence of some campuses and programs. 
In a growth situation, everyone benefits to some extent. During 
a decline, some may lose a little, while others may lose 
everything. The American context makes the processes of decline 
peculiarly different because growth has been the American way of 
life; decline is "un-American," even in the academic sector. 
Academics, who once said that "bigger is worse" now fear that 
small will be disastrous (Kerr, 1980). 

Statement of the Problem 

It was unknown whether a pattern of institutional responses to 

fiscal stress existed. Responses to fiscal stress may vary just as 

situations and conditions vary in each institution. Yet, there may be a 

1 
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particular sequence of responses: certain reactions may occur primarily 

under certain conditions or in relation to certain organizational 

characteristics. 

Background 

Retrenchment to some degree has been necessary in many colleges 

and universities due to declining enrollment, declining institutional 

revenues, increasing institutional expenditures, and shifting student 

demand. This section explores each of these four conditions to the 

depths that document the changing and uncertain environment that 

confronts higher education. 

Enrollment 

The changing demography of the United States population will have 

considerable impact on the demand for higher education. Enrollment 

projections are difficult and often inaccurate due in part to regional 

variations and the unknown impact of the increasing percentage of 

minorities. This section focuses on the factors that will affect 

enrollments in the next decade. 

Forecasts of declining enrollments tend heavily to be based on 

demographics. The eighteen year-old cohort, which peaked in 1979, will 

decline by 26 percent in 1994 (Crossland, 1980; Carnegie Council, 1980). 

While Caucasian birth rates have declined, birth rates for minorities 

have remained even. Total births and birth rates have increased in the 

south ("Sun Belt") but have decreased or remained stable in the north 

("Frost Belt"). By 1990, minorities will make up 20 to 25 percent of the 

total population and will comprise more than 30 percent of the youth 



cohorts. Since minorities will be an increasing proportion of the 

population, minorities are likely to be responsible for any r~se ~n new 

enrollments (Hodgkinson, 1983). 

3 

Enrollment projections vary. The general consensus is the FTE 

enrollments will decline 15 percent nationally (Breneman, 1983; Carnegie 

Council, 1980; Mortimer and Tierney, 1979). Crossland (1980) believes 

that FTE enrollments will drop more than 15 percent but anticipates a 15 

percent reduction in total head-count enrollment. Estimates of overall 

enrollment decline range from 40 percent to increases of 40 percent 

(Kerr, 1980). Cartter and Solmon (1976) predicted a moderate increase ~n 

undergraduate enrollments ~n the early 1980s to be followed by a 10 

percent decrease over the next twelve years. Dresch (1975) predicted a 

40 percent enrollment decline during the 1980s and an additional 12 

percent during the 1~90s, due to a decreasing wage differential between 

college graduates and others. Although Leslie and Miller (1974) did not 

project enrollment, they forecasted a steady state environment for higher 

education where enrollment inertia, as well as financial support, ~s 

maintained by certain forces. Frances (1980) in an American Council on 

Education study claims a 3.5 percent increase ~s possible for the 1980s 

while others fear the report distorts the future and may provide 

presidents the justification to delay difficult decisions (Breneman, 

1983). 

Enrollment decline is not expected to be distributed evenly among 

regions or institutions. According to Crossland (1980), aggregated data 

hide regional differences ~n terms of prospects for higher education. 

Crossland predicts thirteen states ~n the northeastern quadrant, cover~ng 
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an area from Massachusetts to Minnesota, are likely to undergo enrollment 

declines of 30 percent--twice the national average. Because of class, 

ethnic, and regional differential fertility, Hodgkinson (1983) forecasts 

increasing enrollments in the Sun Belt and declining enrollments in the 

Frost Belt. Since many institutions rely on their state or region for 

enrollments, patterns of enrollment decline will vary greatly (Breneman, 

1983). Enrollment decline is likely to have the most serious impact on 

public state colleges and universities and non-prestigious private 

colleges (Breneman, 1983; Hodgkinson, 1983; Crossland, 1980; Carnegie 

Council, 1980; Mayhew 1979). 

The changing enrollment rates among age, sex, and racial groups 

present additional unknown elements for enrollment forecasters. The 

impact of changing ethnic and racial composition of the traditional 

college-age population is unknown. Opportunities for blacks are improved 

by college attendance, but the Hispanic population represents the "great 

imponderable" (Carnegie Council, 1980, p. 43). The Hispanic high school 

completion rate (54 percent) is lower than for blacks (64 percent) and 

whites (80 percent). Cultural support for college attendance, frequently 

common among blacks, is lacking for Hispanics (Carnegie Council, 1980). 

Within the Hispanic population (e.g., Cubans, Puerto Ricans, Mexicans, 

Chicanos), values and lifestyle vary enormously (Hodgkinson, 1983), thus 

making a prediction of college participation rates very difficult. 

College attendance patterns vary among the various segments of the 

Hispanic population; Chicanos are more likely to attend college than 

Cubans or Puerto Ricans (Carnegie Council, 1980). 



Nontraditional students (e.g., adult learners, returning women, 

and part-time students) frequently are considered the group likely to 

offset significantly the declining population of traditional college 

students (Wharton, 1983; Breneman, 1983; Martorana and Kuhns, 1975). 

5 

Yet, it is unlikely the group of nontraditional students will be an 

adequate replacement for the traditional undergraduate (Baldridge, 

Kemerer, and Green, 1982). The Carnegie Council (1980) predicted 

participation rates of majority females to increase above that of men. 

Between 1970 and 1978, the enrollment of women 25 to 34 years of age 

increased 187 percent (Breneman, 1983). However, enrollment experts 

believe the increase in the enrollment of women is a "one-time 'catching

up' phenomenon that will not repeat itself" (Breneman, 1983, p. 17). 

Other predictions include reductions in FTE enrollments as more students 

enroll part-time to combine work and study (Carnegie Council, 1980; 

Glenny et al., 1976). Nevertheless, approximately four to six part-time 

students are necessary to produce the credit hours generated by one FTE 

student (Cartter and Solman, 1976). In 1978, undergraduates 25 years of 

age and older made up 28 percent of total headcount but almost 20 percent 

of FTE enrollment (Carnegie Council, 1980). 

Breneman (1983) identifies other factors affecting enrollments, 

such as national and local economies, trends in state and federal student 

aid, r1se in college prices relative to the inflation rate and the growth 

1n family 1ncome, changes 1n the labor market and 1n the appeal of 

alternatives to college. 

Enrollment figures for Fall 1982 bear out some of the forecasts. 

Whereas full-time enrollment increased from 6,072,389 in 1972 to 
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7,220,618 in 1982, part-time enrollment rose from 3,142,471 in 1972 to 

5,205,162 in 1982. This increase in the proportion of part-time students 

from 34.1 percent to 41.9 supports the prediction of greater part-time 

enrollment. Furthermore, the proportion ot blacks and other races grew 

from 10.4 percent in 1972 to 14.3 percent in 1982, the proportion of 

students 25 years of age and older rose from 28.0 percent to 35.6 

percent, and the proportion of women increased from 43.1 percent to 51.5 

percent (Grant and Snyder, 1984). While the share of enrollment held by 

students under 25 years of age fell from 72 percent in 1970 to 61 percent 

in 1982, the proportion of students in four-year institutions, as opposed 

to two-year institutions, dropped from 74 percent in 1970 to 62 percent 

in 1982 (NCES, 1984). 

' What is certain about higher education enrollment is the 

uncertainty. Enrollment forecasts vary immensely. Factors such as age, 

sex, and racial group have an unknown impact on enrollments. Patterns of 

enrollment decline will vary by region, by state, and by institution. 

Enrollment affects the financial resources of institutions through 

tuition and funding formulas for public institution, increasing institu

tional uncertainty. The next section examines the financial conditions 

of higher education through both revenue and expenditures categories. 

Financial Conditions 

Higher education's "new depression" (Cheit, 1971) may be replaced 

by a "real financial depression brought about by the devastating 

combination of enrollment declines and real reductions in state and 

federal support" (Baldridge et al., 1982, p. 22). Both major public and 
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private research universities face financial problems produced by 

increased costs and decreased revenues (Mortimer and Tierney, 1979). 

Income. A combination of both public and private sources provide 

income to institutions of higher education; the sources vary between the 

public and private institutional categories (see Table 1). Institutional 

revenues are generated by governmental support (federal, state, and 

local), private sources, students (tuition and fees), and institutional 

sources (endowment, sales, and services). The following discussion of 

income focuses on the major sources: federal and state support, private 

gift and endowment income, and tuition and fees. 

Federal appropriations for basic scientific research are diffi

cult to predict. Federal funds awarded to colleges and universities grew 

at a fairly rapid rate during the early and mid-1960s (Cheit, 1971). 

However, in the 1970s, academic research was not the federal priority it 

was after Sputnik (Baldridge et al., 1982). Should the federal guide

lines for the recovery of indirect costs associated with federal 

contracts be changed, there will be a "substantial (and negative) impact 

on this source of revenue" (Mortimer and Tierney, 1979, p. 15). This 

issue is particularly important for research-oriented public and private 

institutions. 

The Sloan Commission of Government and Higher Education reported, 

"The share of total state budgets devoted to higher education has already 

leveled off, and in a number of states, begun to decline" (in Crosson, 

1983, p. 543). The Commission predicts public higher education will lose 

appropriations as enrollments decline and demands for state services 

increase. This trend is supported by Brinkman (1982, p. 11) who shows 
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Table 1. Change in Percentage Distribution of Current Funds Revenues, 
1971 and 1982 

Source 

a 
Government 

- b 
Federal 

State 

Local 

Private 
Sources 

Students 

Tuition 
& Fees 

c 
Auxiliary 
Enterprises 

d 
Institutional 

All 
Institutions 

1971 

50.7 

19.3 

27.6 

3.8 

5.1 

34.1 

21.1 

13.1 

10.1 

1982 

46.2 

13.3 

30.3 

2.7 

4.9 

33.1 

21.9 

11.3 

15.7 

Public 4-Year 
Institutions 

1971 

62.5 

19.7 

41.7 

1.1 

2.6 

26.3 

13.1 

13.2 

8.6 

1982 

57.6 

12.6 

44.3 

.7 

3.2 

24.8 

13.0 

11.8 

14.5 

Private 4-Year 
Institutions 

1971 

24.9 

22.4 

1.7 

.8 

10.3 

49.8 

35.4 

14.4 

15.0 

1982 

19.9 

17.3 

1.8 

.7 

9.2 

48.8 

36.8 

12.0 

22.2 

a 
Appropriations, restricted and unrestricted grants and contracts 
included, 
b 
Appropriations, restricted and unrestricted grants and contracts, and 
independent operations included, 
c 
Revenues generated by self-supporting operations within the 
institutions, such as residence halls, food services, student health. 
Most revenues come from students, 
d 
Endowment income, sales and services of educational activities and 
hospitals, other sources included. 

(NCES, 1984) 
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that state and local outlays for higher education (as a percent of state 

and local general expenditures for capital outlays) have decreased from 

8.6 percent in 1973 to 5.6 percent in 1980. Enrollment decline in public 

institutions likely will affect the revenue received trom state appro

priations, particularly in those states using funding formulas based on 

enrollment (Kaysen and Sloan Commission, 1980; Mortimer and Tierney, 

3 979). When states experience revenue shortfalls, public higher edu

cation frequently receives midyear budget cuts or revised appropriations 

(Furman, 1981; Mingle and Norris, 1981b), In a 1982 survey of state 

conditions, 46 percent of the forty-three responding states had 

experienced a revenue shortfall, and 7 percent were expecting such a 

shortfall (Wittstruck, 1982). 

Even though many states continue to encounter financial diffi

culties, the 1983-84 state appropriations represent a 5 percent increase 

over 1982-83 and a 12 percent gain for a two-year period. Adjusted for 

inflation, the two-year gain converts into a gain of about 2 percent and 

represents a decline in actual support in 16 states (Watkins, 1983). 

Private institutions receive state appropriations through student 

financial assistance, general institutional aid, and categorical aid 

(Mortimer and Tierney, 1979). As private institutions continue to seek 

state aid, they intensify the competition between public and private 

institutions. "As state funding priorities shift, it is likely that both 

public and private institutions will perceive state appropriations as 

a 'zero-sum game'" (Mortimer and Tierney, 1979, p. 12). 

Forecasting private gift and endowment income is made difficult 

by the uncertainty of the economy and the possibility of federal tax law 
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rev1s1on (Leslie, 1980; Mortimer and Tierney, 1979). Mortimer and 

Tierney (1979) suggest that contributions from private individuals and 

business corporations tend to r1se during a prosperous economy and to 

decline during a recession. On the other hand, Leslie et al. (1983) 

report that alumni were found to give when institutional need was assumed 

to be high; the study suggests fund-raising directed toward individual 

donors be done during fairly poor economic conditions. Furthermore, the 

same study shows that corporate giving grows with inflation and growing 

economic conditions but drops with increased government taxation. 

Tuition and fees, in large part, grant an institution the 

flexibility it needs to balance its budget (Leslie, 1980). Revenues from 

this income category will decline as an obvious consequence of enrollment 

decline. Even when tuitions are raised; the additional revenues will not 

give public or private institutions the funds needed to "compensate for 

the real revenue lost due to inflation and/or declining enrollments" 

(Baldridge et al., 1982, p. 22). As Mortimer and Tierney (1979) point 

out, the option to 1ncrease tuition disregards "the degree of sensitivity 

to changes 1n tuition" (p. 10). The probability of a student"'s 

enrollment 1s diminished by an increase in tuition. Enrollments decline 

by about 1.8 percent per $100 tuition 1ncrease (Leslie, forthcoming). 

Increasing tuition 1s constrained by political forces in the public 

sector and by competition 1n the private sector. In the public sector 

there will be "public outcries" over higher tuition. "The greater the 

contrast between private college prices and public college prices, the 

smaller the enrollments of the former will be, and therefore, the smaller 

their tuition incomes will be" (Leslie, 1980, p. 13). 
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Reliance on tuition as a source of income var~es tremendously 

among private institutions. Research universities receive a smaller 

proportion of their revenues from tuition than do private comprehensive 

universities and colleges that depend heavily on tuition (Carnegie 

Council, 1980). On the other hand, such factors as religious affiliation 

or program uniqueness may contribut~ to the survival of less selective 

liberal arts colleges (Mortimer and Tierney, 1979). 

Expenditures. Educational and general (E&G) expenditures can be 

condensed into five categories: instruction, academic support, research, 

public service, and other (Leslie, 1982). Instructional expenditures 

represent the largest single cost for most institutions. According to 

Mortimer and Tierney (1979), expenditures are more predictable than 

revenues; costs will continue to rise. This section discusses factors 

that influence the expenditures of higher education. 

The bulk of institutional expenditures is devoted to instruction. 

The proportion of instructional expenditures var~es by type of 

institution (see Table 2). According to NCES (1983), approximately 41 

percent of current fund expenditures in higher education was spent for 

instruction during the 1980-81 fiscal year. The Carnegie Council (1980) 

noted a gentle rise in the cost per student credit hour (SCH) from $32.80 

per SCH in 1929-30 to $41.00 (in constant dollars) in 1976-77. 

Expenditures per FTE student in public four-year institutions rose ~n 

constant dollars by 13 percent from 1971 to 1981, and private four-year 

institutions spent $2,000 per FTE student more than their public 

counterparts (NCES, 1983). 
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Table 2. Average Percentage Distribution of Total Expenditures, 1981-82 

Source 

Public Ph.D- Public Com- Private Ph.D- Private Non-
Granting prehensive Granting Selective Liberal 
Institutions Institutions Institutions Arts Colleges 

Instruction 

Academic 
Support 

Sponsored 
Research 

Public 

43.4 

6.3 

15.5 

Service 

Other 

Student 
Services 

10.3 

19.0 

2.3 

Institutional 
Support 

'Plant 
Operations 

Scholar
ships 

Principal & 
Interest 

Auxiliary 
Enterprises 

5.4 

16.9 

3.4 

1.0 

12.6 

Intercollegiate 
Athletics 2.6 

32.0 

8.7 

4.7 

3.0 

29.7 

5.3 

8.8 

10.6 

3.1 

1.9 

13.5 

2.1 

34.0 

5.7 

9.0 

.5 

26.0 

3.2 

9.5 

6.2 

6.1 

1.0 

12.0 

4.1 

27.5 

6.8 

46.0 

9.4 

15.7 

10.1 

8.4 

2.4 

19.3 

2.5 

("Spending by Colleges and Universities, by Type of Institution," 1983) 
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The increase in institutional expenditures also can be attributed 

to "inflation, increased responsibilities, and the nature of educational 

technology" (Mortimer and Tierney, 1979, p. 17). Inflation has been 

considered by some to have a more debilitating impact on financial condi

tions than enrollment decline (Frances, 1982; Carnegie Council, 1980). 

As a result of inflation, the cost of goods and services continue to 

rise, increasing institutional expenditures. In 1981, $203 were needed 

to purchase goods and services that cost $100 in 1971 (NCES, 1983). 

"Costs per student could be rising because of inflation or because of 

declining enrollments, or, more likely some combination of both factors" 

(Frances, 1982, p. 115). 

Increased responsibilities include compliance with federal regu

lations plus the management of campus commitments. Federal requirements 

for facilities and services to accommodate handicapped students increase 

institutional expenditures as do requirements by state and federal 

governments for increased reporting (Kerr, 1980). Faced with uncertain 

futures vis-a-vis enrollments and finances, many institutions have under

taken recruitment and retention programs that require additional funds 

and personnel (Baldridge et al., 1982). Remedial instruction in mathe

matics and languages is expensive as is administrative time (e.g., 

registering, advising, supplying financial aid) devoted to part-time 

students (Kerr, 1980). Too, specialized fields require expensive, 

sophisticated equipment. 

As a labor-intensive industry, higher education is faced with the 

same difficulties in increasing productivity as are other service sectors 

of the economy (Carnegie Council, 1980). "Academic institutions have 
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always faced the problem generated 1n labor-intensive enterprises--in 

which costs rise faster than productivity" (Cheit, 1973, p. 2). Institu

tions of higher education simply are unable to increase productivity 

through technology to reduce pressures from inflation (Spence and 

Weathersby, 1981; Mortimer and Tierney, 1979). 

Shifting Student Demand 

Besides the changing enrollment patterns and the changing finan

cial conditions, the interests of students are changing--they are 

shifting toward occupational and professional education (Bowen, 1983; 

Rusk, Leslie, and Brinkman, 1982; Bowen and Glenny, 1980; Martorana and 

Kuhns, 1975). The shift 1n student demand not only means problems in 

allocating resources but carries implications for program and personnel 

policies. This section on changing student preferences discusses those 

changes, possible explanations for the shift, and the implications for 

institutions. 

In a survey of institutions from 1968 to 1974, Glenny et al. 

(1976) documented the trend toward occupational education. They found 

that more than half of the institutions had undergone large enrollment 

1ncreases in vocational/technical two-year programs, health sciences, 

business, biological sciences, social sciences, fine arts, and 

agriculture. The survey further revealed one-quarter to one-half of the 

institutions experienced decreases in foreign languages, engineering, 

education, humanities, and physical sciences. In their projections to 

1980, most institutions anticipated little change 1n all areas of study 

except in education, which was expected to drop in enrollments even more. 
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Of those institutions expecting a change, engineering was projected to 

increase by 20 percent, business by 1 percent. Too, the survey found 

that even when total enrollments decline, certain fields of study may 

increase in enrollments. Sixty-one percent of the senior institutions 

with steady or declining enrollments reported enrollment increases in 

business, and 79 percent of those senior institutions showed enrollment 

increases in health sciences. Institutions with growing enrollments also 

reported increases in both business and health. 

The importance of vocationalism in the undergraduate curricula 

can be attributed to a variety of influences, mostly to the perceived 

decline in the value of a college education. Emphasis has been placed on 

action and self-improvement as well as on equal career opportunities for 

women. The career-oriented "new student" is seeking specific job skills 

to ease his/her entry into the job market. Furthermore, this shift in 

interest is supported by the federal government intentionally funding 

career education (Glenny et al., 1976). The eligibility for federal 

funding to postsecondary institutions--i.e., proprietary schools as well 

as traditional colleges and universities (Harcleroad, 1980)--is achieved 

through accreditation status, awarded by nongovernment organizations 

(Finn, 1978). 

The changing student demand creates problems for both institu

tions with and without high-demand programs (e.g., business, accounting, 

computer science, nursing, and other health-related fields). Mingle and 

Norris (1981b) report that institutions without high-demand programs 

struggled to obtain the necessary approval to start them. At the same 

time, those institutions with such programs in place searched for methods 
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to funnel additional funds to those areas and opposed the creation of 

more such programs by the state coordinating agencies. Some institutions 

have experienced negative reactions to such curricular innovations as 

interdisciplinary curricula, revised academic schedules, and new programs 

"which provided a sudden increase of enrollment from a target group of 

students and then just as rapid a reduction when the market was satu

rated" (Mingle and Norris, 1981b, p. 51). Glenny et al. (1976) found 

course elimination to be associated with steady or declining total 

enrollments, except in private comprehensive institutions and two-year 

colleges where course elimination is associated with rising FTE enroll

ments . 

Policies regarding programs and personnel are affected by the 

shift in student preferences. Changes in FTE enrollment are closely 

correlated with changes in the number of faculty (Glenny et al., 1976). 

Nearly all institutions with increasing enrollments from 1968-1974 

recorded increases in faculty, while most of the institutions with 

declining enrollments showed a decrease in the number of faculty members. 

Because professors are normally specialists, changing student interests 

"have significant implications for program management and personnel 

policies' and practices" (Glenny et al., 1976, p. 29). Not only total 

enrollments but the distribution of students will affect promotion and 

tenure policies, faculty evaluation, retraining of faculty, and early 

retirement (Glenny et al., 1976). 

The central question then becomes how responsive should the 

curriculum be to student demand? Curriculum is subject to external 

forces. "New subject matter offerings, course elimination and 
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consolidation, program review, and different curriculum strategies often 

stern from changing student preferences and priorities" (Glenny et al., 

1976, p. 19). Bowen (1983) argues there is no easy solution to this 

dilernrna--"given fixed or declining total resources and given the 

cherished right of students to exercise considerable freedom 1n the 

choice of their fields of study" (p. 23). When total resources for 

higher education were growing, internal shifts in demand could be accom

modated. However, when resources become stable or decline, growth in one 

area is achieved by retrenchment in other parts of the institution, 

probably those with declining enrollments (Bowen, 1983). The question of 

responsiveness also centers on the responsibility and the integrity of 

the institutions. Bowen (1983) writes that "colleges and universities, 

1n coping with student demands, should be concerned for the integrity of 

their curricula and the claim of liberal learning as well as for the 

latest shift in enrollment" (p. 24). 

To summarize this Background section, it 1s apparent that 

universities and colleges face a changing and uncertain environment. 

Enrollment decline is very likely for many institutions although accurate 

enrollment projections are difficult to make. Financial conditions are 

not only linked to enrollments but to inflation. Changing student 

demands create overloads in high-demand areas and vacuums in others, 

leaving administrators with difficult decisions. 

Significance of the Problem 

Essentially, to date, literature on retrenchment has been 

prescriptive and/or descriptive. A theory of retrenchment did not exist. 
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Need exists for research that increases the understanding of organiza

tions in decline (Cameron and Chaffee, 1983). Because financial stress 

is likely to plague higher education for quite some time (Frances, 1982), 

a better understanding of institutional responses to decline was needed. 

The most common patterns of organizational responses and the accompanying 

conditions under which the responses appear remained to be uncovered 

(Jick and Murray, 1982). Conventional theories of leadership, conflict 

resolution, decision making, and communication were developed and veri

fied through observations of expanding organizations; "there are scarcely 

any organizational models or theories that do not require recalibration 

for conditions of decline" (Whetten, 1980, p. 369). 

Purpose 

The purpose of the study was to build a theory of retrenchment in 

higher education, a theory that would explain and offer a better under

standing of institutional responses to a decline of resources (i.e., 

financial and human resources). By analyzing what decisions had been 

made, their magnitude and sequence, this study attempted to construct a 

theoretical statement to describe what was happening during this period 

of adjustment. The results of the study can assist in decision making 

for institutions that are confronting decline and must respond. 

Research Questions 

1. To what extent do responses of declining institutions represent 

elements of political versus rational models of organizational 

behavior? 
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2. Is there a general sequence of the institutional responses to 

decline, and does that sequence coincide with some theory? 

Scope and Limitations 

This study analyzed responses to fiscal stress by selected four-

year universities and colleges, vis-a-vis elements of political and 

rational models, in terms of the degree to which the responses generate 

reactivity--that is, avoidance of political reaction. The researcher 

acknowledged changes in organizational structure that often accompany 

fiscal stress but focused on the institutional responses that lead to all 

the other kinds of structural changes. 

The subtlety of some retrenchment strategies may have masked 

actual responses taken to protect vested interests. Such subtleties 

would further support the political model. "information about the 

details of differences in perceptions and priorities within [an 

organization] on a particular issue is rarely available. Accurate 

accounts of the bargaining that yielded a resolution on the issue are 

rarer still. Documents do not capture this kind of information" 

(Allison, 1971, p. 181). 

Data gathered via questionnaire and secondary analysis of data 

could not measure contextual conditions. 

Data gathered via questionnaire and secondary analysis of data 

could not measure attitudinal changes that occurred and perhaps accounted 

for some responses chosen. 

Degrees of reactivity would vary according to contextual 

conditions. 
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An action may have been highly rational in one institution, 

political in others--in part, depending upon how powerful the interest 

groups were. 

Political actions may have been seen as necessary to a good 

rational agreement. 

Assumptions 

1. Organizational behavior would be altered by a decline in 

resources. 

2. Institutional responses to fiscal stress were chosen on the basis 

of the situation. 

3. Institutional behavior would vary just as conditions of decline 

varied. 

4. Institutional responses consistent with the political model would 

generate low reactivity or would avoid reactivity, and 

institutional responses consistent with the rational model would 

generate high reactivity. 

5. Actions characteristic of the political model represented a 

process of negotiation and compromise; actions representative of 

the rational model were the result of choice through tests of 

effectiveness and efficiency. 

6. Institutional responses to decline were actual reflections of 

leadership styles. 
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Definition of Terms 

Retrenchment: A curtailment of activities to constrain expenses. 

Theory: "A coherently organized set of interrelated propositions 

which explain or assist in explaining a given subject" (Martorana and 

Kuhns, 1975, p. 162). 

Reallocation: A redistribution of human and/or financial 

resources. 

Full-time equivalent (FTE): "A unit for counting students or 

faculty members. Full-time persons are each counted as one and part-time 

persons as appropriate fractions" (Bowen, 1980, p. xxi). 



CHAPTER 2 

REVIEW OF THE LITERATURE AND CONCEPTUAL FRAMEWORK 

The intention of this chapter is to serve as a bridge between the 

background and purpose statement of Chapter 1 and the methods of Chapter 

3. The task was to build a theory of retrenchment. The existing litera

ture, though for the most part not directed toward that goal, clearly was 

useful in setting the stage. 

Put succinctly, the question was, how does institutional leader

ship move an institution ~n coping with revenue and enrollment declines? 

In short, what generalizations could be made, what theories could be 

offered? 

From the following review, it quickly will become apparent that 

there was no single, simplistic explanation as to how leadership and 

their organizations adapted. As in all such matters, personalities and 

conditions vary so as to prohibit a simple answer. Nevertheless, the 

purpose of theory is to add analytical clarity, to 'provide a basis for 

contrasting and assessing. 

Conceptual Framework 

The framework adopted for this study was a bipolar one. At the 

one extreme was the traditionally rational. Leaders promote their 

strategies based upon an absolute devotion to meeting of goals and 

accomplishments of objectives at the lowest cost. At the other was 

22 



political rationality, whereby leaders select their strategies on the 

bases of paths of least resistance. Of course, there probably are no 

pure cases; the models were useful only as reference points. 

23 

That is, in actuality the two polar strategies probably run 

together. Certain leaders are only "more rational" or "more political" 

than others. Further, at least the political model contains tradi

tionally rationalistic elements (Leslie and Felix, 1980). For example, 

to be successful during retrenchment, it will be necessary for university 

presidents to develop a faculty constituency. Convincing a majority of 

the faculty that retrenchment is necessary to alleviate the immediate 

problem and to offer some hope for the future 1s a must. 

In reflection of the two models, which are described more fully 

below, one would hypothesize a scenario such as the following: in the 

early stages of stress, the actions of leaders would tend to be highly 

political. There would exist as yet no or little sense of crises; there 

would be lack of any ground swell of support for major change. As the 

conditions of stress progressed to more severe stages, the actions of 

leaders would tend toward the more rational, as the necessity for change 

became accepted. 

Rational Model 

The rational model focuses on organizational action as choice. 

Action is selected in response to the problem faced by the organization. 

Goals and objectives are identified as well as options and consequences 

relevant to the problem. Resource allocation is based on models of 
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rational calculation (Morgan, 1984). "Rational choice is value-

maximizing. The rational agent selects the alternative whose 

consequences rank highest in terms of his goals and objectives" (Allison, 

1971, p. 33). The rational model suggests that the "optimal decision" is 

to be attained. Goals form the basis for planning and control; rational 

goal strategies require consensus within the organization, but consensus 

is unlikely during fiscal stress (Morgan, 1984). The enrollment and 

financial stress in higher education has caused some institutions to turn 

to (rational) administrative techniques such as Management by Objectives 

(MBO) and Planning, Programming, and Budgeting Systems (PPBS) to ration-

alize the budgeting, communication, and information processes (Peterson, 

1976). 

Some observers believe, however, that the rational model does not 

describe accurately institutional behavior or the decision-making 

process. "The rational model 1s more an ideal than an actual description 

of how people act" (Baldridge et al., 1978, p. 36). "If an adminis,. 

trator, each time he is faced with a decision, must perforce evaluate 

that decision in terms of the whole range of human values, rationality 1n 

administration is impossible" (Simon, 1976, p. 13). Cohen and March 

(1974) also address the human element in decision making. 

By rationality we mean a procedure for deciding what is correct 
behavior by relating consequences systematically to objectives. 
By placing primary emphasis on rational techniques, we have 
implicitly rejected--or seriously impaired--two other procedures 
for choice: (1) the processes of intuition, through which people 
do things without fully understanding why; and (2) the processes 
of traditions and faith, through which people do things because 
that is the way they are done (p. 218). 



25 

Therefore, under the rational model, programs and functions will 

be evaluated in terms of their expected results in contributing to the 

achievement of important organizational goals. Expenses associated with 

the least contribution to organizational objectives will be eliminated 

(Jick and Murray, 1982). It is obvious, then, that organizational 

behavior that is consistent with the rational model has the capacity to 

generate a high degree of reactivity from the power groups--normally 

faculty, occasionally clientele. 

Political Model 

The political model focuses on organizational action as political 

resultant; resultants are actions that result from compromise and con-

flict (Allison, 1971). Comprised of interest groups, organizations carry 

on decision making which "may center on bargaining, negotiation, or 

stronger tactics ••• " (Peterson, 1976, p. 3). Peterson be.lieves the 

political model permits a realistic understanding of the .conflict in 

higher education administration. Under the political model, organiza-

tional action is determined by "parochial priorities and perceptions," 

personal organizational "goals and interests," players' "stakes and 

stands," and "deadlines and faces of the . " . 1ssue, 1.e., each planner's 

perspective of the issue (Allison, 1971, pp. 166-168). Differing from 

the rational model, theoretically the political model operates with less 

than perfect information. "Misperception is in a sense the grease that 

allows cooperation among people whose differences otherwise would hardly 

allow them to coexist" (Allison, 1971, p. 178). Organizational action 1s 

the resultant of bargaining among groups and individuals within the 
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organization (Allison, 1971). Ultimately, power determines the result. 

As Morgan (1984) writes, "Like its economic counterpart, the political 

market, if left to work its natural and pure competitive advantage, would 

produce the most desirable results, that is, desirable for the most 

people" (p. 12). This model suggests that within higher education, 

resource allocation will be subjective and political (Morgan, 1984). 

Conflict is considered normal in a "fragmented dynamic social 

system" (Baldridge et al., 1978, p. 35) and can be useful in initiating 

effective organizational change. During resource munificence interest 

groups normally coexist with "minimal conflict," but under resource 

scarcity, the groups "mobilize and fight to influence decisions, ...or 

other internal groups try to take over their goals" (Baldridge et al., 

1978, p. 35). 

Decision making is always shaped by emotion. Rational decision
making techniques help determine the possible alternatives, but 
no algorithm or formula ever produces the Best Solution. Thus 
managers base their decisions on subjective information, relying 
on such experiences as the anxiety they feel as they weigh 
alternatives, their feelings for the psychology of those about 
them, and their tolerance of risk (Hirschhorn, 1983, p. 2). 

Because "mitigation of conflict is a widely shared value in our society" 

(Wildavsky, 1979, p. 138), it is likely that actions characteristic of 

the political model will be adopted whenever possible. 

Since increased stress is considered the most profound effect of 

decline (Whetten, 1980), organizational responses to decline likely are 

to be structured to alleviate the stress created by the crisis situation. 

For example, across-the-board cuts represent a response that would be 

"politically less volatile" (Whetten, 1981, p. 84) than a reevaluation of 

institutional mission and is "more likely to quickly defuse the 
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emotionally charged atmosphere associated with retrenchment" (Whetten, 

1981, p. 84). Occasionally, abdication of responsibility is chosen as a 

course of action when administrators believe it politically too risky to 

make decisions and prefer to delegate responsibility so that others can 

be blamed for potential negative outcomes (Jick and Murrary, 1982). 

Wildavsky writes that decision makers are likely to favor incremental 

responses because "men cannot rationally choose between alternatives 

drastically different from present reality" (in Whetten, 1980, p. 365). 

Retrenchment decisions ''will represent difficult compromises among the 

needs of the faculty, the students, and the university as a whole" 

(Dallam and Hoyt, 1983, p. 408). As Morgan states, the political model 

results in actions that are desirable for the most people, and thus, 

likely will generate less reactivity than the more drastic actions of the 

rational model. 

Research with Nee-theoretical Approaches 
to Retrenchment 

This section provides an overview of selected studies with neo-

theoretical approaches to retrenchment in higher education, that is, 

studies suggesting patterns of institutional responses to stress. Based 

on the following studies, theory would suggest that, initially, institu-

tions make reductions in areas with little or no impact on instruction 

and faculty. As fiscal/enrollment stress worsens, institutional 

responses become more severe, frequently necessitating reductions 1n both 

programs and faculty. 

Cheit's 1971 study of financial conditions of forty-one 

institutions suggested five categories of responses to financial stress 
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or constraint. These categories include the postponement of new 

commitments, reduction of expenditures, reallocation, searching for new 

funds, and planning. 

Postponing new programs and new commitments is cited by Cheit as 

the first response to declining income. He found that there were also 

postponements in maintenance, landscaping, small-scale capital improve

ments as well as delays in increasing the number of administrative staff 

members. 

"General belt-tightening" (p. 84), Cheit's second category, 

refers to reductions in expenditures that are not significant enough to 

change the academic format or structure. Cheit discovered that budget 

cuts for maintenance were among the first efforts to reduce expenditures 

because they were viewed as painless and impersonal. Reductions in 

expenditures for supplies, equipment, and travel--again, impersonal 

responses--foilowed maintenance cuts. Experimental programs were cut 

back, indicating that innovation was hampered by financial difficulty. 

Frequently, funds for extracurricular activities and events were cut. 

Special admissions and cuts in student aid were other common responses. 

The study found that further belt-tightening occurred in at least one of 

the following areas: communications, cultural (lectures and concerts), 

and student services (health services, library services). Several insti

tutions were found to have imposed freezes on hiring nonacademic 

employees. One institution reported a voluntary 10 percent salary cut by 

top administrators. 

"Cutting and reallocating within existing structure" (p. 87) is 

Cheit's third (chronological) category, in which academic costs are cut 
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to permit reallocation to other areas, but the basic structure of a 

program, department, or college is not changed. The author found that 

reliance on attrition permitted financial resources to be reallocated' 

among academic departments. Those academic programs that relied on 

external constituencies (i.e., not a high priority inside the institu

tion) often were cut or reduced. Cheit also found that academic 

departments were beginning to make cuts in summer instruction, selected 

courses, and nontenured faculty positions. 

"Scrambling for funds" (p. 88) is Cheit's fourth category. 

Typical responses included searching for new funding sources and 

increasing tuition. 

Cheit's fifth category is simply "planning and worrying" (p. 88). 

Because of institutional diversity, Cheit was unable to generalize about 

planning strategies but did conclude that planning with reduced funds was 

a new experience for most administrators. Although fiscal stress 

normally leads to centralized decision making, Cheit found that approxi

mately 40 percent of the schools were establishing committees to offer 

input on the impact of financial conditions upon the academic segment of 

the institution. 

From his research Cheit concludes that these five strategies to 

reduce expenditure growth "are efforts toward a more controlled and 

sophisticated management" (p. 89). The majority of administrators inter

viewed believed that conditions would worsen in the coming decade. Cheit 

believed there to be no single solution for all the institutions "headed 

for financial trouble" (p. 89). While some institutions may have avoided 

the unpleasant task of making drastic cutbacks, other institutions may 
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have been prepared to make deep cuts and were waiting for the increased 

pressure of deteriorating financial conditions to make the cuts more 

acceptable. As a result of this study, it appears that the schools 

prefer to gamble rather than concede to fhe then-present financial diffi

culty; the strategy appears to be "to avoid major concessions until they 

are necessary, for the ground thereby lost would be hard to recover" (p. 

90). 

In a follow-up to the 1971 study, Cheit (1973) again found there 

was no single pattern to explain how institutions had been affected and, 

in turn, how they had responded. The follow-up study revealed that a 

shortage of funds, indeed, does force institutions to change, but that 

the changes are the products of a continuous -process. The study found 

that the change process led to increased awareness by the faculty and 

administrators of the expenditure-income difficulties, and the develop

ment of new management practices and organizational relationships. In 

turn, the new practices and relationships led from questions of money to 

questions of purpose and educational quality. 

Cheit's 1973 study revealed that efforts to control costs mainly 

included deferring maintenance and holding down faculty salaries even 

though administrators realized such measures increase costs later. Spe

cific findings showed trends toward increased student/faculty ratios, 

dropping low-producing courses and programs, layoffs of faculty members, 

and modification of the tenure system. The unsuccessful responses to 

fiscal stress included appeals for voluntary reductions, across-the-board 

cuts, and deep cuts in maintenance, positions, salaries, or libraries. 

In contrast, the successful responses included measures that offer 
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savings such as cutting, freezing, deferring or combining var~ous activ

ities. All respondents ~n the follow-up study agreed on the desirability 

of participation by the university community in decision making. "Thus 

the problem becomes one of cooperation and of maintaining creative 

tension between somewhat different constituencies at a time of changing 

roles for administrators" (p. 68). 

In a later study done by Bowen and Glenny (1980) for the 

California Postsecondary Education System, the researchers identify four 

categories of responses to fiscal stress which they found in the ten 

institutions observed. Borrowing these categories established by Bowen 

and Glenny, Leslie (1983) has suggested that the chronology of institu

tional responses to stress ~s related to the amount of reactivity 

generated by the responses; that is, the order of responses begins with 

the politically acceptable measures and terminates with highly reactive 

program and faculty elimination. Bowen and Glenny argue, however, that 

these categories identified by their study "do not represent an attempt 

to develop a concept or theory of institutional responses to stress. Any 

such concept or theory would probably give a greater role to time factors 

than we have done here" (p. 27). Yet, these categories provide the 

closest semblance of a theoretical approach available for explaining 

institutional responses to fiscal stress. 

The first category described by Bowen and Glenny ~s ''operationai 

responses that are designed to relieve immediate stress" (p. 27). Con

sidered to be short-term with little impact on instruction or on tenured 

faculty, typical responses included across-the-board cuts and reductions 

in travel funds, maintenance, clerical staff, and summer sessions. The 
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authors believe that the impact of reductions and reorganization of 

clerical and administrative staff deserves more attention than it has 

received. They emphasize that "there is a real relationship between 

'overhead' and the effectiveness of instruction that cannot be ignored 1n 

considering response to uncertainty" (p. 30). 

Bowen and Glenny's second type of response 1s "programmatic 

responses that have little impact on faculty" (p. 27). Judged to have 

longer-lasting implications than operational responses, programmatic 

responses were found to be scattered across academic and nonacademic 

areas. Typical nonacademic responses included reductions in business and 

accounting services as well as reductions in information and data 

systems. Among the academic responses were consolidation of academic 

programs, use of interdisciplinary programs to reduce programs costs and 

increase effectiveness, and rescheduling classes or programs at times 

more convenient for students. 

"Faculty adjustments that rely primarily on attrition" (p. 27) 

form Bowen and Glenny's third category. The study revealed that the 

management of faculty positions had changed due to the uncertainty of 

student demand and financial or enrollment decline. Reliance on attri~ 

tion to protect faculty positions frequently resulted in staff imbalances 

that could not be corrected until faculty members resigned, retired, or 

died. The authors observe that reliance on attrition may be an appro

priate response to uncertainty in order to protect the institution~s 

primary resource--its faculty. However, Bowen and Glenny believe that 

tremendous risks are associated with reliance on attrition. First, when 

instructors are reallocated to a secondary area without retraining or 
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obvious qualifications, the program, the students, artd the instruction 

will be harmed even though a position is retained. Second, the flexi

bility of the institution 1s curtailed when part-time and temporary 

positions are given up to protect permanent ones. Third, the authors 

equate reliance on attrition to reliance on "blind justice ••• an often 

accepted substitute for informed judgment" (p. 35) that may postpone 

program review or planning procedures. Defended on humanitarian grounds 

rather than program needs, attrition, over time, may lead to discontent 

among faculty members. Bowen and Glenny identify three factors that 

possibly would justify reliance on attrition: 

1. if gradually declining or stable enrollments are expected, 

2. if it 1s believed that faculty will accept staffing imbalances, 

3. if it 1s perceived that layoffs of tenured faculty would damage 

the institution. 

"Faculty adjustments that rely primarily on program considera

tions'' (p. 27) represent Bowen and Glenny's fourth category. In three 

institutions observed, emphasis on program needs resulted in the termina

tion or layoff of faculty. The findings of this study suggest that 

layoffs of faculty are inevitable when small institutions confront both 

enrollment and revenue decline. One example was that of a small college 

that lost 15 percent of its anticipated revenue. Inadequate enrollment 

in certain areas, coupled with the declining revenue, resulted in the 

elimination of five full-time faculty positions. Of those five posi

tions, four faculty members voluntarily resigned. The fifth position was 

terminated and defended in court on the basis of the specific lay-off 

procedures of the collective bargaining agreement. The authors found 
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that layoffs were probable in two other institutions due to extensive 

program review and its relationship to faculty staffing levels. In 

higher education it is difficult, however, to match staffing levels with 

workload. Faculty adjustments and program changes often are complicated 

by traditional institutional practices such as student/faculty ratios and 

tenure. While student/faculty ratios can be useful in determining 

funding, "they obscure wide variations ~n actual workloads" (p. 39). 

Tenure procedures that protect faculty from termination actually compli

cate procedures for staff reduction. Bowen and Glenny predict that in 

the 1980s faculty positions (not members) will be reallocated from low

priority programs to high-priority ones, and that program review will be 

tied to required staffing levels. "Planning and program review proce

dures in which the possibility of faculty lay-offs is explicit will not 

be a~opted without controversy, but the level of discord can be lowered 

by judicious administration and careful timing" (p. 39). 

Bowen and Glenny offer a possible fifth category--"procedural 

responses that are themselves determined by conditions of stress are also 

the means of determining other responses" (p. 27) .- The authors point out 

that procedures, as a response to stress, can be used "to impose a little 

order on the otherwise shapeless threat of uncertainties" (p. 51). 

The findings of three case studies conducted by the Western 

Interstate Commission for Higher Education (WICHE) appear to coincide 

with the findings of Cheit (1971) and with those of Bowen and Glenny 

(1980). Case studies of responses to fiscal constraints at the 

University of Idaho, the University of Utah, and Washington State 

University revealed that operational responses generally preceded 
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programmatic responses. The article, "Fiscal Constraints Emphasize Need 

for Planning'' (1981), outlined the general order of cuts at each institu-

tion. Among the responses reported to have occurred late in the general 

sequence, the University of Idaho postponed a faculty development pro-

gram, the University of Utah increased the use of part-time faculty, and 

Washington State University reduced course offerings in both high-demand 

and low-demand programs. In addition to the operational and programmatic 

responses, the case studies found that revenue problems forced institu-

tions to seek additional income. One method of increasing revenue was to 

raise tuition. At Washington State University tuition was increased by 

70 percent, and at Idaho fees were raised by 42 percent. The WICHE study 

emphasizes the need for planning and institutional evaluation prior to 

unexpected fiscal cutbacks. 

The results of two surveys of the State Higher Education Execu-

tive Officers (SHEEO) were similar to the WICHE study (1981), to Bowen 

and Glenny's (1980) findings, and also to those of Cheit (1971). The 

first report, The Effect on Higher Education of State Actions in Response 

to Unanticipated Revenue Shortfalls (Wittstruck, 1982), described the 

actions taken in response to unanticipated reductions in postsecondary 

appropriations and, in some cases, predicted revenue shortfalls during 

January and February 1982, by forty-three states. The report divides the . 
responses into "income generating initiatives" (p. 19) and "expenditure 

reduction measures" (p. 21). 

The SHEEO survey found that the three measures to generate income 

involved increasing tuition, imposing surcharges, and adding a differen-

tial fee. Seventeen states reported that they were increasing tuition 
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and fees as well as student charges. Four of those states increased 

tuition by 15 percent or more in one year, whereas tuition increases in 

other states averaged approximately 10 percent. Two states, Oregon and 

Washington, imposed surcharges on student enrollments, and South Dakota 

added an $8.50 per credit hour tuition increase to engineering students. 

In contrast to the three income generating mechanisms, the report 

described a variety of responses to effect reduced spending. Reductions 

or curtailment of operating expenses for supplies and travel, for 

example, as well as for maintenance were common. Actions affecting the 

acquisition of physical assets included the deferral or postponement of 

capital construction, equipment purchases, and library acquisitions. 

Actions that affected personnel included reductions of tenured faculty 

(two states), of tenured faculty positions (one state), of nontenured 

faculty (six states), and of other personnel (nine states). Such facts 

appear to confirm Leslie's (1983) suggestion .that confrontation with an 

institution's largest power block — tenured faculty—will be' avoided, if 

possible. The SHEEO survey further discovered that other personnel-

related actions included reliance on attrition, hiring freezes, and 

salary increases being rescinded or deferred. Actions affecting programs 

were efforts to reduce enrollments or curtail enrollment growth (eight 

states) and program discontinuance (ten states). The survey found that 

Missouri and Rhode Island established program review for the express 

purpose of terminating some existing programs. 

The second SHEEO survey, The Effect of State Budget Reductions on 

Higher Education, Fiscal Year 1982-83 (Education Commission of the 

States, 1983), focused on budget adjustments made during the fiscal year, 
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as opposed to the regular year-to-year budget cycle, and on the impact of 

those actions. The survey found that the frequency of mid-year budget 

adjustments rose significantly in FY 1983 when compared to FY 1982 (44 as 

compared to 20). Furthermore, the timing of the mid-year budget reduc

tions significantly determined how the reductions were implemented. When 

reductions were made early in the fiscal year, time was allowed for 

selective reductions based on institutional needs and programmatic pri

orities.' Adjustments made later in the fiscal year typically result in 

across-the-board percentage reductions without regard for the differ

ential impacts on institutions and programs. This second survey found 

that most of the actions reported in the initial survey continued. The 

most prevalent actions included not filling vacant positions (24 states), 

deferring facility maintenance, curtailing equipment purchases (19 

states), and restricting travel (18 states). The report of the findings 

concluded that individual adjustments in response to budget reductions 

may not warrant great concern. "However, repeated budget reductions over 

several years have a cumulative, detrimental impact on higher education 

and eventually reach the heart of the institutions (fewer courses, larger 

class sizes and program elimination)" (p. v). 

As a result of the retrenchment study by the Southern Regional 

Educational Board (described in the next section), Mingle (1982) compiled 

a hierarchy of institutional responses to cutbacks, based on the severity 

of the cutbacks. The initial responses occur when the cutbacks are not 

severe; as the cutbacks become more severe, the necessary responses are 

those located lower on the list. Mingle begins the list with "Restrict 

travel, telephone, supply purchases" and ends it with "Close the insti-
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tution; transfer endowment and other assets to related purpose" (p. 9). 

Generally, the hierarchy of responses parallels the other studies 

described in this neo-theoretical section: operational responses precede 

programmatic responses and faculty adjustments. The findings of some 

studies, however, do not always coincide wi.th the order or severity sug

gested by Mingle's hierarchy. For instance, Mingle lists hiring freeze 

at about the midpoint of the hierarchy; Glenny (1982) views the freezes 

as a type of across-the-board cut, likely to occur as an early response 

to fiscal stress. Perhaps more serious, Mingle suggests that discon

tinuing low-priority academic programs is more severe than reorganizing 

colleges and departments into divisions. 

Somewhat different from the other studies with a neo-theoretical 

approach to retrenchment, research conducted by Rubin (1977) found a 

common pattern of piecemeal, conservative solutions to financial diffi

culty (1980). Rubin attributed the pattern to the loosely joined 

structure of universities which prevented a comprehensive, unified strat

egy. She concluded that the combined effect of reduced resources and 

uncertainty affecting decision making resulted in increased centrali

zation. Rubin (1979) reported that the universities "found it very 

difficult to survey the environment, to evaluate their own units, to 

devise reallocation schema that would encourage excellence and help 

achieve the universities' goals" (p. 221). She found that it was impos

sible for administrators to execute quickly the retrenchment tasks and 

without turmoil. Evidently, institutional politics prevented adminis

trators from carrying out successful, rational strategies that were 

needed to respond to fiscal stress. 
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To summar1ze this section of nee-theoretical approaches to 

retrenchment, various studies suggest a pattern of institutional 

responses to financial/enrollment stress. Initially, institutions appear 

to respond to budgetary constraints by cutting back in nonacademic areas. 

Typical responses involve the postponement, the reduction, and/or the 

elimination of nonacademic activities. Once the conditions of fiscal 

stress are more severe and recognition of the problem is evident, insti-

tutions tend to cut back in areas affecting both academic programs and 

faculty. 

Research with Atheoretical Approaches 
to Retrenchment 

This section provides an overview of selected studies that have 

atheoretical approaches to retrenchment in higher education--that is, 

these studies do not suggest patterns of institutional responses to 

fiscal stress; they do not offer generalizations related to a theory of 

retrenchment. Even though the studies do not offer patterns, they 

describe a variety of responses common during retrenchment, and fre• 

quently, the researchers analyze the impact of those responses. In a 

majority of the cases, researchers emphasize the need for more rational 

management to respond to declining conditions; frequently, however, they 

show that political barriers impede the successful implementation of such 

strategies. Throughout this section, some themes reoccur: institutions 

should respond to decline and uncertainty with measures that permit 

flexibility, that include all elements of the institution 1in the 

decision-making process, and that are appropriate to the individual 

institution. 
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In anticipation of changing conditions 1n higher education, 

Glenny et al. (1976) surveyed 1,227 college and univeristy presidents for 

their impressions of changes that had occurred on their campuses between 

1968 and 1974, and for changes anticipated from 1974 to 1980. Results 

indicated that a majority of the respondents expected a more rational 

approach to management. Among the issues covered by the questionnaire 

were enrollment and curriculum trends, personnel policies, and changes 1n 

decision making. The authors found that program evaluation was expected 

to be used for establishing funding priorities as well as for eliminating 

courses. In addition to an increased use of program evaluation, the 

study revealed that four out of five responding presidents expected more 

attention to be placed on the evaluation of faculty teaching competence. 

At the same time, the research showed that standards for tenure, promo

tion, and merit increases were tightened, according to more than half of 

the respondents; two-thirds of the respondents expected those standards 

to be strengthened even more by 1980. While . only one in five institu

tional presidents reported an increase 1n the retraining of faculty in 

1974, 53 percent expected to do more in this area between 1974 and 1980. 

The 1974 survey also found that 43 percent of the university presidents 

planned to increase incentives for faculty early retirement as a way to 

reduce or to reallocate resources. Yet, economic uncertainty could 

impair the attractiveness of early retirement. The projections of this 

survey have been verified by subsequent studies on financial/enrollment 

stress. 

In The Three "R's" of the Eighties: Reduction, Reallocation and 

Retrenchment, Mortimer and Tierney (1979) recommend several rational 



41 

strategies that can be used when financial resources are scarce. To 

grant an institution the flexibility it needs to adapt to change, the 

strategies concentrate on expenditure control as opposed to the acqui

sition of more resources. Such strategies include increasing the 

proportion of temporary and part-time faculty, increasing student/faculty 

ratios, and reallocating resources internally. The study found that 

program rev1ew had become more widespread as a mechanism to furnish 

significant input in decisions regarding staff dismissals and reductions. 

Because from 70 to 80 percent of institutional expenditures are for 

personnel costs, staff reductions are inevitable under conditions of 

enrollment/fiscal stress. The discontinuance of academic programs is a 

normal response to budget gaps, just as staff reductions are; program 

closure, however, does not necessarily result in the dismissal of tenured 

faculty and the accompanying cost savings. Another typical response to 

financial/enrollment difficulties--the declaration of financial 

exigency--is overused in higher education according to Mortimer and 

Tierney; it is recommended by the authors that institutions adopt clearly 

defined terminology. 

In a more recent study, Mortimer (1983) continued to analyze 

reallocation, reduction, and retrenchment in four-year institutions. In 

this study Mortimer found that 4,000 faculty members had been laid off 1n 

the last five years, 1,200 of those were tenured. All of the layoffs 

occurred in small public universities or in the nonprestigious small 

private institutions. Other measures affecting faculty and staff 

included tighter control on tenure (e.g., stricter standards and tenure 

quotas) and greater use of part-time nontenured faculty. 
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Similar to Mortimer and Tierney's (1979) recommendation for the 

reallocation of resources, research conducted by the National Association 

of College and University Business Officers (NACUBO) focused on realloca

tion as a long-term approach to fiscal stress. In case studies at the 

University of Washington, the University of Idaho, the University of 

Michigan, Michigan State University, and the Seattle Community College 

District, the impact of revenue reductions and the subsequent institu

tional responses to fiscal stress were examined (Hyatt, Shulman, and 

Santiago, 1984). The study revealed that retrenchment commonly 

accompanied initial budget reductions, but that reallocation represented 

the long-term approach. Approaches to reallocation were based on the 

following five elements: 

1. the "duration of · the fiscal crisis" (p. 1), 

2. the degree of institutional flexibility, 

3. the diversity of revenue sources, 

4. the "historical level of recurr~ng program support" (p. 1), 

5. the effectiveness of communication with constituent groups. 

Similar to the findings o£ Bowen and Glenny (1980), the NACUBO 

case studies found that if the financial crisis appeared to be short

term, across-the board reductions (such as reduction of support services, 

travel freezes, and postponement of equipment purchases) were typical 

responses. If the financial situation worsened, a combination of across

the-board and selective reductions was used. Generally, most of the 

reductions were made in noninstructional areas and academic programs that 

were not central to the institutional mission. Major program reductions, 

based on program review, resulted as the fiscal crisis worsened. 



43 

To develop an effective reallocation process, the authors recom~ 

mended that certain elements be considered--involvement of constituent 

groups 1n decision making, clear institutional mission, and concerns for 

quality. The NACUBO research found that once the rationale and need for 

reallocation were clearly establishe-d, communication and cooperation 

improved at most institutions. According to the authors, assessing the 

institutional role and mission should provide the foundation for building 

the reallocation process. Furthermore, the authors believe that both the 

short- and long-term effects of reallocation decisions should be 

assessed. Reductions in support services and library acquisitions as 

well as deferred maintenance and postponed equipment purchases--typically 

the first targets--can have a negative long-term impact on an institu

tion's recruitment and retention efforts as well as on instructional 

quality and institutional ability to attract research mon1es. ''As a 

result, what appears to be a short/term solution to budget cuts can 

result 1n major long/term problems" (Hyatt et al., 1984, p. 7). 

A study by the Southern. Regional Education Board (SREB), in 1979, 

analyzed the impact of retrenchment on higher education institutions and 

the management strategies for responding to decline. The results of the 

study, contained in Challenges of Retrenchment (Mingle et al., 1981), 

showed that rational responses to stress frequently are unsuccessful 

because of political barriers. 

In discussing strategies for responding to decline, Mingle and 

Norris (1981b) assert that institutions have developed strategies that 

combine elements of both resistance and adaptation. Resisting decline 

involves the use of marketing techniques in the form of retention 
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programs, efforts to improve student life, strengthening standards, and 

seeking new sources of revenue. Adapting to decline requires the use of 

planning tools (e.g., enrollment planning and cost studies), institu

tional reassessment, and cutback strategies that increase institutional 

flexibility (e.g., reallocation of faculty members and elimination of 

academic programs and departments). The authors recommend that a combi

nation of strategies be employed, that planning be for the worst, that 

cutback strategies be bold rather than incremental, and that leadership 

be bold. 

Dougherty (1981) discusses the advantages of program discontinu

ance as a long-range planning tool. The author recommends that program 

discontinuance be based on program review and the program's relationship 

to the institutional mission. Yet, Dougherty warns of the psychological 

and practical barriers to program discontinuance. 

1. Growth-oriented society perceives contraction as the equivalent 

of defeat. 

2. Traditionally institutions have adapted to problems through 

addition. 

3. An "ideological inertia" maintains the status quo and existing 

policies and programs. 

4. Powerful political groups will oppose the discontinuance of 

academic programs. 

5. Moral and legal obstacles abound. 

Although these barriers exist, the advantages of program discontinuance 

are considerable. First, the increased resources become available to 

remaining programs and faculty. Second, institutional priorities are 
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clarified. Third, increased flexibility allows the institution to 

respond to new demands from academic disciplines. The alternative to 

program discontinuance, across-the-board cuts, damages quality "because 

scarce resources have gone to programs that are of marginal importance to 

the institution" (Dougherty, 1981, p. 87). 

Addressing the issue of in~titutional mergers and closures in 

Challenges of Retrenchment, Mingle, Berdahl, and Peterson (1981) assert 

that political constraints are likely to prevent such drastic responses 

within the next decade. 

Institutions and their supporters will go to great extremes to 
avoid merger or closure. Institutional presidents and faculty 
groups will be joined by outside supporters. Businessmen who may 
be affected economically will oppose the closing of the local 
college, and politicians and powerful alumni will threaten 
political retribution for those who seek to do so. Black 
colleges and other institutions with special constituencies will 
strongly resist merger or closure (Mingle et al., 1981, pp. 294-
5). 

Though mergers and closures are normally the result of enrollment and 

financial difficulties, potential competition was seen, in part, as a 

driving force in the merger of Vermont College with Norwich University 1n 

1972, and George Peabody College for Teachers with Vanderbilt University 

in 1979 (Chambers, 1981). Even though favorable products such as new 

funds and facilities are associated with mergers, "discontent can arise 

from unmet expectations or the simple discomforts of change _itself" 

(Chambers, 1981, p.· 104). Even when personnel reductions are not man-

dated by the mergers, the "costs" to the institutions will be in the form 

of dissension and alteration of the status quo. "To ask legislators to 

acquiesce in the closing or contraction of higher education operations in 
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1981, pp. 295-6). 
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Despite the volatile nature and political constraints of institu

tional closings, O'Neill (1Y81) predicts that college closings 1n the 

1980s will occur mainly among four-year institutions. According to the 

SREB study, from 1970-1979, only fifty-seven of the 141 institutions that 

closed were four-year colleges. Of those 141 institutions, 87 percent 

had FTE enrollments of less than 500. O'Neill warns that for small 

colleges in financial difficulty, '"the difference between a surplus and a 

deficit is often determined by a gain or a decline in enrollment of as 

few as fifteen to twenty students" (p. 322). Not only are small colleges 

vulnerable to enrollment/financial difficulties, O'Neill forecasts that 

religiously affiliated institutions are likely to be affected when · 

churches are unable or unwilling to maintain their traditional amount of 

support. As a result of the declining conditions, public institutions 

are expected to turn to the marketing techniques that private colleges 

have used to maintain their enrollments. Such responses by public insti

tutions will intensify the competitive pressure on small private 

institutions, O'Neill believes. 

Based on the findings of the SREB studies, Mingle (1982) suggests 

the following situations should alert governing bodies to the possibility 

of mergers or closures: 

1. significant enrollment decline, 1.e., 25-50 percent over five 

years; 

2. per student costs significantly higher than average comparable 

institutions; 
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3. declining per student support; 

4. extremely small campus size, i.e., fewer than 2,000 students in 

four-year institutions; 

5. duplicative public college programs in close geographical 

proximity (p. 10). 

One of the most difficult issues during retrenchment is that of 

faculty. To obtain the support and understanding of necessary retrench

ment measures, it is strongly recommended that faculty be involved in 

decision making (Craven, 1981; Mingle, 1981). Yet support for retrench

ment may be difficult to achieve. "Understandably, faculty groups...have 

a hard time dealing with contraction: they are, after all, the targets 

of cutback--a fact obscured by discussions of program discontinuance" 

(Mingle, 1981, p. 337). 

A faculty-related issue, common during retrenchment, is the use 

of tenure quotas. As part of the SREB study, Craven (1981) found that 

proponents of tenure quotas believe that quotas contribute to institu

tional flexibility and innovation, whereas opponents argue that such 

quotas reduce financial flexibility. 

Part-time faculty increasingly are being used because part-timers 

can be contracted at a lower cost and a long-term commitment to individ

uals is not required (Craven, 1981). Believing that retrenchment is 

eroding the faculty position, Strohm (1981) views the increasing use of 

part-time, temporary, visiting faculty, and other appointments that 

explicitly deny the possibility of tenure as "the most distressing conse

quence of this dry spell" (p. 138). In contrast, Craven (1981) charges 

that the use of part-time and nontenure-track faculty may come at the 



48 

expense of program quality. Strohm recommends that faculty oppose the 

weakening of faculty status by nontenure-track appointments and become 

involved in short-term and long-term budgetary planning. On the other 

hand, Mingle (1981) suggests that the solution is "neither to protect 

tenured faculty at all costs,...nor to replace tenure totally with a 

system of short-term contracts..." (p. 339). Instead, institutions 

should seek to increase flexibility through the creation of new full-time 

faculty positions. 

The retraining of faculty is mentioned in the literature as a 

likely response during retrenchment. Not only are retraining programs 

not always successful in resolving problems of staff imbalance (Mingle, 

1981), faculty members often are reluctant to retrain (Craven, 1981). 

Another potential difficulty associated with retraining is that depart

ments frequently are reluctant to "accept a 'retooled product' when a 

surplus of highly specialized candidates exists" (Mingle, 1981, p. 340). 

Despite the potential problems and its limited use, retraining may have a 

significant impact on both human resources and program quality (Craven, 

1981). 

Incentives for early retirement have been used as an attempt to 

reduce the size of the faculty. However, the SREB study found that early 

retirement programs have done little to create new faculty positions 

(Mingle, 1981) or to lead to sizeable reductions in the faculty (Craven, 

1981). 

The SREB study discovered that the use of program review and 

approval has expanded as "an outgrowth of complex societal and educa

tional factors" (Barak, 1981, pp. 213-214). Program review, while not a 
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new procedure, has become more rational and analytical than the process 

employed by institutions during the growth years (Mingle and Norris, 

1981b). "Most program reviews attempt to make a judgment regarding the 

need, quality, and cost uf the program, anJ its relation to the m1ss1on 

of the institution" (Barak, 1981, p. 216). Barak views program approval 

and review as a major ~ool "for effectively reducing expenditures while 

maintaining essential program quality. Almost no other retrenchment 

strategy offers that important combination of benefits" (p. 219). The 

author does warn, however, that when program reductions or new programs 

are proposed, actions likely are to "range from emotional appeals to 

political power plays on behalf of the threatened program" (p. 219). 

Overall, though, program rev1ew 1s a mechanism to oppose a tendency 

toward across-the-board cuts, which often results in all programs being 

reduced to a mediocre level, according to Barak. 

Also a part of the SREB study, Smith (1981) describes some of the 

major rational management instruments used by the University of Wisconsin 

System to address fiscal and enrollment decline. In some cases, however, 

the implementation of the rational techniques was obstructed by a variety 

of barriers, frequently political. According to Smith, mission state

ments set "boundaries within which an institution can plan academic 

programs and offer academic degrees" (p. 263). The author believes that 

a fundamental change in the institutional mission is the most·drastic 

response to decline, short of closing the institution. Rigorous program 

review of new and existing programs 1s used in Wisconsin to constrain, 

alter, or reduce program offerings. Administrators 1n the Wisconsin 

system assume there are two ways to handle fiscal/enrollment decline. 
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One way is to eliminate or consolidate courses in order to reduce ineffi-

ciencies of small classes. The other is to eliminate or to consolidate 

programs considered nonessential to the achievement of the institutional 

mtsston. Enrollment and fiscal targeting procedures were developed th~c ~ 

retically to reallocate funds from declining institutions to those whose 

admission demands exceeded funded targets. In practice, however, the 

targeting procedures did not work because of the impact of inflation on 

budgets, the suspension of state enrollment funding increments, and the 

volatile nature of changing student preferences for programs and institu-

tions. 

The results of the SREB study of retrenchment, though not 

suggesting a pattern of responses, describe the variety of strategies and 

responses typical among institutions encountering financial and enroll-

ment stress. The study shows that many strategies are chosen because 

they are rational approaches but often are unsuccessful because, 

frequently, the barriers are political. 

In addition to categorizing responses to stress (Bowen and 

Glenny, 1980), Glenny and Bowen (1980) have identified thirty-five stress 

indicators that point to an impending need for change in colleges and 

universities. The indicators are divided into two groups-•those over 

which the institution has little' or no control and those which the insti-

tution has some or total control. Among the long-range indicators over 

which the institution has some or total control is the physical envtron-

ment of the campus. 

The . campus environment in all its aspects can be an important 
attraction for students. An indicator of financial stress is the 
delay of maintenance of campus buildings and grounds. If the 



delay continues because budgets are emaciated to support programs 
of poor quality or overstaffing to protect jobs, the institution 
is . in trouble. Shoddy buildings and grounds impair student 
attraction and retention. In setting budget priorities in times 
of stress, the ambience of the campus is often neglected and 
leads to further enrollment and resource losses (Glenny and 
Bowen, 1980, p. 30). 

Among Glenny and Bowen's short-range indicators over which the 
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institution has some or total control, increasing the proportion of part-

time faculty (as a percentage of the total faculty) is a common hedge 

used by administrators to increase institutional flexibility when the 

financial/enrollment future is uncertain. A sure indication of tenured 

faculty receiving preference over academic program quality is when the 

percent of faculty teaching outside of their primary area of specializa-

tion increases; such a measure jeopardizes not only program quality but 

may lead to further losses in enrollment. Another indicator of financial 

stress is the encouragement, by an institution, of early retirement. 

According to the authors, encouraging early retirement may or may not be 

a sign of financial trouble, but when early retirement is subsidized or 

encouraged by an institution, "something is wrong internally" (p. 34). 

When faculty members acquire larger teaching loads and/or larger classes, 

it is a sign of budget stress or that money is being channeled into new 

institutional enterprises. When instructional units rece1ve cuts 1n 

their supplies, travel and equipment budgets, Glenny and Bowen argue "the 

faculty should be alerted that trouble is really besetting the 

institution--or that it is imminent. These items are highly vulnerable 

to early cuts at the inception of budget stress. These cuts usually 

follow those made in nonacademic and maintenance personnel and precede 

cuts in courses, programs, and faculty" (p. 41). Applying or increasing 
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changing priorities. 
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A joint study by the American Council on Education (ACE) and the 

National Association of College and University Business Officers 

(NACUBO), ~Report on the Financial Conditions Project (1981), tells how 

thirty-seven institutions responded to financial stress between 1975 and 

1978. In site visits to each of the institutions, the researchers 

focused on financial stresses and responses, . marketing stresses and 

responses, and academic stresses and responses. 

Identified as marketing stresses were the decline of the eighteen 

to twenty-four year-old population, the inadequate academic preparation 

of entering students, the decline in high school completion rates, and 

the decline in higher education participation rates. In response to 

these stresses, 60 percent of the institutions reported they were 

beginning to recruit undergraduate students "more aggressively" (p. 85). 

New recruitment techniques involved direct student contacts; high 

schools; alumni, trustees, and churches; publicity; more scholarships; 

and contacts with business and industry. Emphasis was placed on the 

recruitment of women and minority students as well as international 

students, remedial education programs, and special exceptions to the 

regular admissions requirements. Only one institution was placing less 

emphasis on recruiting because a new technical program was so successful 

that the institution was turning away qualified applicants. Additional 

services begun or planned were special programs for nontraditional stu

dents and non-degree students, offering programs related to employment, 

and the scheduling of short-term programs and of classes late in the day. 



Most administrators, however, feared that the pressure to maintain a 

viable position in the college marketplace could result in unethical 

recruitment practices. Such practices might include admitting unquali

fied students, misrepresenting programs and facilities, and exploiting 

foreign students. 
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The three basic causes of financial stress were attributed to the 

costs left from the growth era, the rising costs associated with infla

tion, and the costs of government regulations and of socially imposed 

programs. Administrators and faculty members were found to be reluctant 

to evaluate operations or to set priorities. Instead, short-term econo

mies such as deferring maintenance of the physical plant were common 

responses and were eventually the sources of stress. Additional actions 

included holding down faculty salaries; cutting budgets for supplies, 

travel, and library acquisitions; and expanding fund~raising efforts. 

The appropriateness of across-the-board cuts was beginning to be ques

tioned by administrators; selective cuts that emphasized program 

considerations were gaining more favor. 

The study found that the actual situations determined how insti

tutions responded to financial stress. Those institutions confronting a 

serious cr~s~s had to stabilize enrollments, reduce expenditures, improve 

the cash flow, and restore credit. In contrast, the institutions not in 

a crisis situation were capable of more sophisticated management 

approaches such as producing long-range plans; undertaking reviews ~n 

curriculum, instruction, advising, and student activities; and devising 

development activities. Successful responses to stress seemed to be 

"tailored to an institution's individual circumstances" (p. 90). 
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The major stresses in the academic area were caused by the prob

lems in the marketing and finance areas. "Variable enrollments; 

inflation and limited resources; and responding to the special needs of 

part-time students, adults, minorities, and remedial students have caused 

the"greatest disruptions and innovation in academic programs offered at 

the institutions visited" (ACE/NACUBO, 1981, pp. 90-91). Rather than 

close, one small, liberal arts college, faced with bankruptcy, merged 

with a newly established graduate medical school for osteopathic physi

cians, and the two schools formed a university. At the new institution, 

liberal arts core courses are offered along with health-related courses. 

As a result of the merger and diversified course offerings, enrollment 

doubled in three years. Among the institutions experiencing market 

stress, increased attention was placed on the changing student interests 

and the changing job market. The study found that business colleges 

added liberal arts courses to the curriculum, while liberal arts colleges 

added business, accounting, and computer sciences courses. The review of 

both new and existing programs became increasingly more important. The 

ACE/NACUBO study found that other responses to declining enrollments were 

to increase class size, to eliminate low-demand academic programs, to 

participate in consortia arrangements, and to create a new course only 

after dropping an old one. Because of inflationary pressures, many 

academic programs were forced to use less costly material, less supplies 

for laboratory experiments, and less equipment as well as equipment that 

was frequently outdated. Though most administrators believed that the 

quality of instruction had not been impaired, they responded that quality 

would deteriorate without additional resources. 
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The findings of the ACE/NACUBO study, although not suggesting a 

pattern of responses, indicate that the institutions in the-sample had 

responded, for the most part, with operational responses as described by 

Bowen and Glenny (1980). For those institutions in financial crisis, 

these types of responses would no longer suffice unless the financial 

conditions were reversed. 

Several studies by the National Center for Higher Education 

Management Systems (NCHEMS) staff members have analyzed various aspects 

of enrollment/financial decline. Organizational characteristics that are 

consequences of decline, types of decline, and strategies for responding 

to decline have been studied. 

Cameron and Chaffee (1983) explored the dysfunctional organiza

tional attributes associated with the conditions of decline in colleges 

and universities that have experienced severe decline. The authors 

identify the following twelve negative attributes that are consequences 

of decline: 

1. Conflict arises over resource requirements. 

2. Pluralism results in the form of many vocal interest groups. 

3. Morale worsens due to decreased resources and prevalent 

"political infighting" (p. 4). 

4. Slack resources are used as operating funds to maintain the 

status quo. 

5. Short-term orientations supplants long-term planning. 

6. Abrogation of innovation occurs when innovation is blamed for 

decline and conservatism is the resultant. 

7. Resistance to change is intensified during conditions of decline. 
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8. Across-the-board cuts, instead of selective cuts, are typical 

responses to improve competing resource demands and to reduce 

conflict. 

9. Increased centralization limits communication channels and 

participation by organization members. 

10. Scapegoats are made of organizational leaders. 

11. Loss of leader 'credibility results when leaders are unable to 

overcome decline. 

12. Turnover among management and administrative personnel is high 

(pp. 3-6). 

In this study Cameron and Chaffee found no significant differences in the 

negative attributes of decline between stable institutions and those 

experiencing decline. Positive organizational attributes were found to 

be characteristic of institutions with growing revenues. 

Zammuto, Whetten, and Cameron (1983) examined forms of environ

mental conditions that can lead to declining enrollments. By comparing 

enrollment patterns over a four-year period, they devised a model of 

environmental change and used it conceptually to describe responses to 

decline that are likely to occur. Using the concept of environmental 

niches, they suggest four types of decline and the typical accompanying 

responses. The four types of decline are erosion, contraction, dissolu

tion, and collapse. 

Erosion, according to Zammuto et al., is characterized by insti

tutions experiencing continuous decline in the niche size and is typical 

of major doctoral and comprehensive institutions. Drastic changes in 

program offerings are not likely, though some programs may be 
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consolidated or cut back and resources reallocated to professional pro

grams. Multiple sources of income (i.e., no heavy reliance on tuition) 

and commitment to tradition often prevent major realignment strategies. 

Contraction,, the second type of decline identified by Zammuto et 

al., is characterized by discontinuous decline in enrollments and is 

typical of two-year institutions. Drastic measures are taken to recon

struct educational offerings so that the institution can contract or 

expand, dependent on the student supply. To increase institutional 

flexibility, a greater proportion of part-time and temporary faculty 

typically a-re employed. 

The third type of decline, dissolution, is represented by gradual 

decline where there is a continuous change in the niche size. According 

to Zammuto et al., awareness of decline is likely to be slow in coming. 

When administrators realize that the niche of the institution is evolving 

into a new form, they are likely to focus on expansion and modification 

of programs to expand enrollments as student demands shift. Mergers and 

a consortium of colleges increase the variety of program offerings and 

strengthen both institutions. 

The last type of decline is collapse, characterized by a sudden 

and unanticipated decline in enrollments. Confusion resulting from 

enrollment decline causes administrators to experiment. Strategies are 

usually directed toward short-term survival, but they are normally a 

function of the institution's financial health and are largely 

"institution-specific" (p. 105). If experimental strategies do not work, 

the collapse of the institution likely will occur. 
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Zammuto et al. concluded from this study that "enrollment decline 

is a multidimensional phenomenon, and that retrenchment strategies have 

to be carefully tailored to match the characteristics of environmental 

change causing it" (p. 106). 

In another NCHEMS study, Cameron (1982) relates examples of 

decline in the private sector to higher education and describes three 

strategies for responding to decline: domain defense, domain offense, 

and domain creation. Domain defense strategies amount to carrying out 

legitimacy-based activities that are directed toward buffering the organ

ization from the environment. Domain defense strategies in higher 

education may include enlisting support from alumni, establishing 

lobbying organizations, and obtaining increased autonomy from state 

legislatures. Such strategies grant an institution the time to plan 

domain offense strategies. Domain offense strategies require that the 

organization do more of what it already does well. Domain offense strat

egies in higher education might include aggressive recruitment, public-

relations programs, and the search for alternative revenue sources. 

Focused on innovation and diversification, domain creation strategies add 

completely new domains to supplement the current domains. Domain 

creation strategies perhaps would include new program offerings in high 

demand areas, capital investment, or completely new public service 

endeavors. 

In addition to the three strategies described above, Zammuto and 

Cameron (forthcoming) discuss two more strategies which may be more 

appropriate to higher education decline. With the application of domain 

consolidation strategies, the size of the organizational domain is 
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reduced, and unprofitable divisions or products are eliminated. The 

other alternative is domain substitution strategy in which one domain is 

replaced by another. 

Studying fourteen colleges trying to recover from serious finan

cial difficulties, Chaffee (1984) found half of the institutions to be 

more resilient than the other half. She attributed the dramatic success 

of that half to the use of an interpretive strategy model in which the 

organization is comprised of "a network of participants who construct 

reality from their perceptions of the system..." (p. 234). Even though 

the adaptive model that is responsive to market demands appeared to help 

in the recovery of the less resilient colleges, it did not facilitate the 

rapid recovery that the interpretive model did. 

Based on her study, Chaffee discusses the four central findings. 

First, she recommends that administrators use the interpretive model of 

strategy, but that they not forget the demands of the constituents. 

Second, the findings suggest the importance of institutional identity to 

guide institutional decisions. Third, the president must deal with both 

symbolic and substantive values of decisions to increase understanding 

among the participants and, thus, to reduce dis.cord. Fourth, the number 

of variables an institution may utilize to develop its strategy is limit

less. Chaffee concludes that changing academic programs as a response to 

decline may be unnecessary and damaging, that changes in academic pro

grams or improvements in recruiting efforts may not provide a lasting 

solution, and that an effective strategy to reverse decline should be 

unique to an institution. 
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In Enrollments in the Eighties, Baldridge et al. (1982) reported 

the results of the "1981 National Enrollment Survey" of 760 presidents 

and 760 admissions directors. The authors examined the impact of enroll

ment declines and demographic shifts, then indicated possible 

institutional responses to these problems. 

One such response--recruitment--is the most obvious method to 

maintain or increase enrollment, according to Baldridge et al.. In the 

survey admissions directors reported substantial increases in recruiting 

budgets, travel, staff size, marketing research, and faculty involvement 

in recruiting activities. Along with increased emphasis on recruitment, 

the survey revealed that 85 percent of the college presidents agreed that 

more effort should be devoted to student retention and cutting the drop

out rate. In comparing organizational administrative aspects of recruit

ment and retention programs, the authors identified barriers to effective 

retention programs. Generally, the responsibility for retention is 

decentralized, and recruitment is centralized. The success or failure of 

retention programs is difficult to measure; evaluation of recruitment 

efforts is easy. Adequate staff and budget for retention frequently are 

not supplied, while resources for recruitment are designated clearly. 

Unlike recruitment's central administrative office, retention programs 

are not under the direction of a single administrator. "In short, reten

tion efforts are an administrative nightmare" (p. 40). 

Similar to the conclusions of other research presented in this 

literature review, Baldridge et al. recommend that administrators adopt 

strategies to enhance institutional flexibility. "Build institutions 

that are flexible and dynamic so that they can respond adequately to 
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whatever develops. If we cannot predict the future, then we should 

develop flexibility and a response capacity to meet uncertainty" (p. 45). 

In order to increase flexibility, 44 percent of the college presidents 

reported 1n the survey that they were striving to use more part-time 

faculty. Because the use of part-time faculty 1s a short-range solution, 

the authors suggest more utilization of fixed-term, nontenure-track 

appointments "as a reasonable middle ground" (p. 54) between the inflexi

bility of tenured faculty and the flexibility of part-time faculty. Such 

appointments would preserve "some maneuverability while capturing more of 

the dedication and full-time attention of the faculty" (p. 54). Addi

tional findings of the survey showed that 57 percent of the institutions 

increased efforts to evaluate teaching, while slightly less than half of 

the institutions increased standards for salary, rank, and promotion. 

The study by Baldridge et al. further revealed that few institu

tions had focused little attention on creating incentives for early 

retirement, initiating retraining for faculty, or establishing retrench

ment plans. Even though administrators concurred that explicit 

retrenchment policies were essential, little effort had been devoted to 

such contingency planning. The survey found public institutions to be 

better prepared; that is, the public institutions were more likely to 

have a written retrenchment policy. On the other hand "private institu

tions anticipating the worst enrollment problems have done the least 

planning for retrenchment" (p. 55). The authors conclude that changing 

circumstances in higher education mandate that more effort be spent on 

contingency planning. 
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In a study by Dallam and Hoyt (1983), a random sample of depart

ment heads and faculty members at Kansas State University rated 

alternative responses to retrenchment, based on a fictitious but real

istic scenario. Assuming faculty to be the fundamental strength of a 

university, the researchers were interested in identifying institutional 

actions that would be acceptable to faculty during a process of retrench

ment. Because retrenchment pressures negatively affect the morale and 

security of faculty, retrenchment generally reduces the effectiveness of 

faculty members. The researchers acknowledged that faculty, by virtue of 

their training and academic traditions, are conservative in approaching 

change. 

The Dallam/Hoyt study found that, overall, faculty members and 

department heads were unwilling to accept significant change within their 

departments» Plans involving the reduction of faculty would draw consid

erable resistance, according to the findings of this research. Attrition 

(i.e., leaving a vacancy unfilled and relying on the remaining faculty to 

pick up the teaching load) was the only acceptable measure to reduce 

faculty positions. Whereas faculty generally were supportive of reduc

tions in travel monies, computer expenses, service activities, and 

graduate teaching assistants, they were negative toward reductions of 

tenured faculty. Most importantly, faculty believed that instruction 

should be continued, even at the expense of research and service activ

ities. The study also found that respondents from departments undergoing 

recent enrollment declines were willing to accept heavier workloads than 

were other respondents. This finding would imply that faculty would be 
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agreeable to greater productivity demands if that action would delay or 

cancel personnel reductions. 

To make retrenchment options more amenable to faculty, Dallam and 

Hoyt recommend that decision makers include all elements of the institu

tion, not just the academic leaders, in providing input for the 

development of retrenchment procedures and policies. The authors suggest 

that "faculty who participate in early collaboration to conserve 

resources can be expected to approach impending change in a more positive 

fashion than those who have been isolated from the planning process" (p. 

408). 

This section has described the findings of selected studies with 

atheoretical approaches to retrenchment. Although the studies do not 

suggest a pattern of institutional responses to enrollment/financial 

stress, they relate a myriad of responses--some representative of 

marketing techniques designed to generate income and expand enrollment, 

others structured to enhance institutional flexibility, and others 

intended to reduce expenditures. The range and combination of institu

tional responses to stress appear limitless. For the most part, the 

responses indicate a change in institutional behavior, necessitated by 

budgetary constraints. From this literature review, the recurring recom

mendations are apparent: augment institutional flexibility, encourage 

all elements of the institution to participate in decision making, and 

select responses appropriate to the unique conditions of the individual 

institution. 

As the hypothetical scenario suggested at the beginning of this 

chapter, actions more political in nature likely would occur in the early 
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stages of stress. The more rational responses would follow as the condi

tions of stress progressed to more severe stages. In the process of 

adapting to decline, the recurrent theme to include all elements in the 

planning and implementation of retrenchment strategies and procedures 

likely would ease the anxiety'and reactivity of institutional, members 

once the need for change was apparent. 



CHAPTER 3 

RESEARCH DESIGN AND PROCEDURES. 

This study was designed to determine how four-year institutions 

were responding to fiscal stress. The methods for data collection and 

analysis are presented in this chapter. This chapter discusses (1) the 

design of the study, (2) the sample, (3) the research instrument, (4) 

data collection, and (5) data analysis. 

Design 

A survey approach was used to elicit the responses of four-year 

institutions that had experienced or currently were experiencing enroll

ment or revenue decline. The researcher attempted to uncover how 

institutions were responding to fiscal stress and to explain institu

tional behavior vis-a-vis elements of the conceptual framework. 

Kerlinger (1973) defines survey research as follows: "Survey 

research studies large and small populations (or universes) by selecting 

and studying samples chosen from the populations to discover the relative 

incidence, distribution, and interrelations of sociological and psycho

logical variables" (p. 410). By assessing the characteristics of a 

sample population, the researcher then infers characteristics of a 

defined population. Survey research can be "a useful tool for educa

tional fact-finding" (Kerlinger, 1973, p. 421). Survey research offers 

the advantages of its wide-scope nature; that is, it has the ability to 
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obtain a large amount of information from a large population. Too, it 1s 

economical for the quality and amount of information it provides, and it 

yields accurate information. Among the disadvantages of survey research 

is the inability of surveys to yield information that penetrates below 

surface opinions. For a large scale survey, a great deal of time and 

money are required; however, if · the survey is a smaller scale·, the demand 

for money and time can be avoided somewhat (Kerlinger, 1973). 

This study served as a follow-up to ~ Report on the Financial 

Conditions Project (1981) by the American Council on Education (ACE) and 

the National Association of College and University Business Officers 

(NACUBO). The ACE/NACUBO study described the responses and plans of 

declining four-year and two-year, public and private, institutions from 

1975-1978. As a follow-up ·to that report, this study sought to show the 

responses of the four-year institutions in two subsequent time frames: 

FYs 1979 through 1981, and FYs 1982 through 1984. Even though most of 

the institutions described 1n the ACE/NACUBO study had experienced 

enrollment decline, the study was completed prior to the projected 

enrollment decline of the 1980s. Learning how these institutions 

responded could benefit institutions either encountering or anticipating 

enrollment and/or financial decline. 

Sample 

The sample was comprised of the twenty-six four-year institutions 

observed in th~ ACE/NACUBO report on financial conditions. The 

stratified random sample was selected on the bases of whether they had 

experienced "changes in institutional mission emphasis, changes in 
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financial resource levels, changes in enrollments, changes in absolute 

faculty counts, changes in public support availability, and changes 1n 

private support" (ACE/NACUBO, 1981, p. 81). The sample represented a 

wide geographic distribution as well as a diversity in type and control. 

Within each region, most of the institutions are located within a fifty-

mile radius of each other; this permits the observation of the market 

competitiveness among the institutions. 

The following describes the sample by control and location: 

Northeast Mid Atlantic 

Public ( 1) Public (1) 
Private (5) Private (4) 

South North Central 

Public (1) Public ( 2) 
Private (3) Private ( 1) 

Central Plains Northwest 

Public ( 1) Public ( 1) 
Private ·(3) Private (3) 

Individual institutional profiles are contained 1n Appendix C. 

As indicated above, both private and public institutions were 

observed. Since the two sectors differ in their funding, it seemed 

pertinent to analyze whether they differed in their institutional 

behavior. Many 6f the institutions in the sample had FTE enrollments of 

less than 1,000, generally considered a signal of stress (Mingle, 1982). 

Another reason for looking at both institutional categories was the grim 

prognosis for the survival of less selective liberal arts colleges and 

public comprehensive institutions, both types being among the sample. 
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Two-year public and private institutions that were included in 

the original study were eliminated from this study. This limitation was 

to make the study more manageable. 

Research Instrument 

Justification for Questionnaire Use 

A questionnaire was used to elicit institutional responses to 

fiscal stress. Because the population sample represented a wide 

geographic distribution of institutions, the questionnaire offered the 

possibility of broad application of results. The questionnaire is based 

1n social exchange theory which "asserts that the actions of individuals 

are motivated by the return these actions are expected to bring and, 1n 

fact usually do bring from others" (Dillman, 1978, p. 12). 

In addition to its wide-scope, the questionnaire has other advan

tages. A mail questionnaire has a higher probability of reaching 

respondents than telephone and face-to-face interviews (Dillman, 1978). 

Considered to be economical, the questionnaire obtains frank and accurate 

answers (Dillman, 1978; Kerlinger, 1973; Erdos and Morgan, 1970; Parten, 

1950). Not only is it not necessary to train interviewers, the data are 

not tainted by interviewer bias (Erdos and Morgan, 1970). 

A low response rate is frequently cited to be among the drawbacks 

of questionnaires (Kerlinger, 1973; Oppenheim, 1966; Parten, 1950). 

Other disadvantages include possible misinterpretation of the questions 

(Parten, 1950) and lack of immediate feedback from the respondents 

(Dillman, 1978). Most of the misgivings about questionnaires, however, 

are related primarily to response-rate bias (Leslie, 1972; Oppenheim~ 
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1966); that is, the ''views of nonrespondents may differ significantly 

from those of respondents thus producing biased estimates of the true 

finding" (Leslie, 1970, p. 348). Yet when homogeneous samples (having a 

common group identity in relation to the questions posed) are surveyed, 

"minor differences on independent variables between respondents and non

respondents or late respondents may occur, but differences as to 

dependent variables are unlikely" (Leslie, 1972, p. 328). 

Structure of the Questionnaire 

The questionnaire was divided into four sections. The first 

section was subdivided into four parts. In the first part, questions 

were concerned with institutional policies that had been established or 

changed since FY 1978. The second part of Section I contained questions 

concerning the operations and practices of the institutions since FY 

1978. The third part dealt with programmatic changes and the fourth part 

with changes that affected faculty. Because of their simplicity and 

clarity, dichotomous questions were used in the first section. In Part 

Two of the first section, a portion of the items dealing with institu

tional operation used a Likert-type scale to yield a magnitude dimension. 

The second section elicited opinion on miscellaneous matters. 

Respondents were asked to use a five-point rating scale. The ratings 

obtained in this section served as a measure of the institutional 

environment and assisted in reaching conclusions about information 

obtained in Section I. 

The third section included questions regarding enrollment and 

financial information, faculty participation 1n decision making, and 
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whether the institution had appointed a new president since 1978. The 

latter two items were considered intervening variables that possibly 

would account, in part, for a change in institutional behavior. A 

Likert-type scale was used to elicit enrollment and financial 

information. 

The fourth section was reserved for respondent remarks. 

Data Collection 

The questionnaire was disseminated by the National Association of 

College and University Business Officers (NACUBO) on May 16, 1984. A 

copy of the questionnaire and the letter of transmittal are contained in 

Appendix A. Copies of the follow-up correspondence, three letters and a 

postcard, also are in Appendix A. 

From the questionnaire, the institutional responses to stress 

were categorized into five groups that emanate primarily from Bowen and 

Glenny's categories (1980) of sequential responses. The categories 

include (1) operational responses, (2) programmatic responses, (3) 

faculty adjustments and structuring incentives, (4) policy development 

(not a Bowen and Glenny term), and (5) severe responses (not a Bowen and 

Glenny term). 

The first category uses Bowen and Glenny's (1980) term, 

operational responses. Normally, to alleviate immediate stress, 

operational responses often are temporary and have little or bearing on 

instruction. These were hypothesized by Bowen and Glenny to be the first 

type of responses to fiscal stress. 
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The second category relates to programmatic responses, once 

again, Bowen and Glenny's (1980) term. Considered to have more lasting 

implications than operational responses, the programatic responses 

generally have little impact on faculty. 

Faculty adjustments (Bowen and Glenny, 1980) and structuring 

incentives (Morgan, 1984) form the third category. Included in this 

category are programmatic responses that have impact on faculty, such as 

program consolidation and establishment of new academic programs. 

Policy development, the fourth category, refers to plans that 

specifically defined processes and procedures the institution will 

follow. Explicit policies provide administrators the justification for 

actions deemed essential. Bowen and Glenny (1981) write that "procedures 

are critical as a response to stress, and in preparation for it, because 

individual institutions can use them to impose a little order on the 

otherwise shapeless threat of uncertainty" (p. 148). While this category 

of policy development is not among Bowen and Glenny's categories of 

responses to stress, the authors suggest a possible category of 

"procedural responses" (1980, p. 27). 

The fifth category, severe responses, represents the most drastic 

institutional responses to decline. These responses occur when institu

tional responses of the previous four types fail to manage decline 

adequately. Questions from this category were included in Part 2 of the 

instrument. 

The categories and responses analyzed in this study included the 

following: 



Operational Responses 

New funding sources for c ap i t a l construct ion 

Hiring freeze 

Ear l i e r t u i t i o n payments 

Postponement of equipment purchases 

Tuition or fee surcharge 

Deferred maintenance 

Tuition pr ice increase of 15 percent or more 

Across-the-board cuts 

Change in user fees 

Change in p u b l i c i t y budget 

Change in fund-ra is ing e f fo r t s 

Change in r e c r u i t i n g budget 

Change in budget for l i b r a ry acquis i t ions 

Change in t r a v e l funds 

Change in s ize of c l e r i c a l s ta f f 

Change in i n s t i t u t i o n a l services 

Programmatic Responses 

Retention programs 

•Consortia p a r t i c i p a t i o n 

Discontinuance of low-demand programs 

Reduction in summer course offerings 

Rescheduling of course offerings 

Enrollment caps for high-demand programs 



Faculty Adjustments and Structuring of Incentives 

Incentives for early retirement 

Reliance on faculty attrition 

New academic programs 

Consolidation of academic programs 

Retraining of faculty members 

Reallocation of faculty positions 

Reallocation of faculty members 

Reduction in employee benefits 

Reduction in salaries 

Proportion of part-time and temporary faculty 

Interdisciplinary programs 

Increase in teaching load 

Increase in student/faculty ratio 

Termination rate of nontenured faculty 

Frequency of evaluation of tenured faculty 

Frequency of evaluation of nontenured faculty 

Curtailment of sabbatical leave 

Termination of tenured faculty 

Closure of a department, school, or college 

Policy Development 

Adoption of written retrenchment policy 

Change in institutional mission 

Increased standards for promotion or tenure 

Tenure quota 

Adoption of sytematic program review process 
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5. Severe Responses 

Declaration of financial exigency 

Merger of institution with another institution or system 

Closure of institution 

Data collection was a two-step process, reflecting-three time 

frames. .First, for FYs 1975-1978, the researcher did secondary analysis 

of the Site Visit Abstracts from A Report on the Financial Conditions 

Project (ACE/NACUBO, 1981), in light of the five categories of institu

tional responses. Second, the questionnaire results were used to 

identify the sequence and types of responses institutions adopted during 

FYs 1979-1981 and FYs 1982-1984. 

Analysis 

Previous studies have suggested that early responses to stress 

have been largely political, whereas rational decisions tend to be more 

common thereafter. That is, actions that cause very little reactivity 

among faculty are likely to occur first, and the actions that generate 

higher reactivity are likely to occur as fiscal conditions become more 

severe. Since the previous studies had not analyzed this question 

directly over a long time period, the aim of this study was to remedy 

this situation. 

The analysis portion of this study was a two-phase process: 

secondary analysis of the original report and analysis of the 

questionnaire results. Institutional responses from the original report 

account for actions taken during FYs 1975-1978; questionnaire data repre

sent institutional responses taken during two subsequent periods, FYs 
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1979-1981 and FYs 1982-1984. These data permitted analysis of institu

tional behavior as a consequence of fiscal stress over a ten-year period. 

Secondary Analysis 

The first phase of the analysis centered around the s.econdary 

analysis of the Site Visit Abstracts of the original ACE/NACUBO report. 

From these abstracts, the researcher recorded institutional responses 

that were among the five categories used for data collection in this 

study. From this analysis, it was possible to identify the overall 

trends that were developing in that initial time frame, FYs 1975-1978. 

It was impossible, however, to classify the institutions accurately as to 

levels of enrollment decline or growth because the five categories of 

responses were not used by the authors of the abstracts. Because of the 

limitations of the secondary analysis, the data were analyzed only in the 

aggregate. 

For each of the five response categories, frequency counts and 

percentages, by institutional control, were calculated for each of the 

variables. These descriptive statistics demonstrated whether certain 

responses were more likely to occur within a particular institutional 

type, and whether certain responses were more common than others in this 

initial period of analysis. To assist in this, aggregated mean scores 

for each category were calculated and later were used with aggregated 

mean scores from the questionnaire data. The total number of responses 

recorded in each category was divided by the total number of responses 

contained in that category. 



Analysis of Questionnaire Data 

Again, the five response categories provided the framework for 

analyzing the questionnaire results. The questionnaire data were both 

aggregated and disaggregated to respond to the research questions. 
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The first step in the questionnaire analysis was the coding of 

variables. The codes are explained at the bottom of Tables 8-12. A one 

(1) was added to the code for the 1979-1981 period and a two (2) for the 

1982-1984 period. For instance, the code for program review, PGMRVU, 

read PGMRVU1 for 1979-1981 and PGMRVU2 for 1982-1984. 

Frequency counts and percentages, by institutionil control, were 

tabulated for each variable in the two time frames. Again, this revealed 

whether certain responses were associated with certain organizational 

characteristics. Second, through use of SPSS subprogram Crosstabs, 

institutions were placed in categories that reflected enrollment and 

financial conditions for each of the two time frames. This revealed the 

amount of change that took place between the two time frames. As a 

result of the increase in the number of institutions with d.eclining 

enrollments, institutions were grouped according to FTE enrollment data 

for further analysis. The four. institutional groups are described below. 

Type I (++): stable and/or growing FTE enrollments in FYs 1979-1981 

and FYs 1982-1984; 

Type II (-+): declining FTE enrollments 1n FYs 1979-1981, growing 

FTE enrollments 1n FYs 1982-1984; 

Type III (+-): growing FTE enrollments 1n FYs 1979-1981, declining 

FTE enrollments in FYs 1982-1984; 
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Type IV (--): declining FTE enrollments in FYs 1979-1981 and FYs 

1982-1984. 

Using the above institutional groupings, institutional responses 

were analyzed category by category in order to respond to Research 

Question 1. Both frequency counts and percentages were used to describe 

institutional behavior for the two time frames covered by the question

naire. This analysis permitted a reflection of behavior among the four 

institutional types. 

To respond to Research Question 2, the same institutional 

groupings were used. Within each of the five response categories, indi

vidual mean scores were calculated and plotted on scattergrams, by 

institutional type, so that variation in institutional behavior could be 

demonstrated. Finally, aggregated mean scores for the five response 

categories were calculated for the 1979-1981 and 1982-1984 time frames. 

These aggregated scores, along with the aggregated mean scores derived 

from the secondary analysis, were then plotted on continua to show the 

sequence of responses. 

Furthermore, data obtained from Sections II and III of the 

questionnaire provided assistance in reaching conclusions. Recognizing 

limitations of quantitative measures, the author used environmental 

information to offer qualitative appraisals. Because institutional 

identities were unknown to the researcher, this subjective analysis was 

limited to questionnaire data. 



CHAPTER 4 

RESEARCH FINDINGS 

In this chapter are described the institutional responses to 

fiscal stress over three time frames reflecting a total of ten years. 

Reported are the findings of the secondary analysis of the Site Visit 

Abstracts from A Report on the Financial Conditions Project (ACE/NACUBO, 

1981) and the results of the questionnaire disseminated by the National 

Association of College and University Business Officers to the twenty

six, four-year institutions that participated in the original study. The 

institutional responses mentioned in the Site Visit Abstracts represent 

actions taken during FYs 1975-1978. The questionnaire results 

characterize institutional responses to fiscal stress during two time 

frames: FYs 1979-1981 and FYs 1982-1984. All data were analyzed 1n 

light of the five categories of institutional responses · contained 1n 

Chapter 3. 

The results presented 1n this chapter answer the research 

questions posed in Chapter 1. Those questions are 

1. To what extent do responses of declining institutions 

represent elements of political versus rational models of organizational 

behavior? 

2. Is there a general sequence of the institutional responses to 

decline, and does that sequence coincide with some theory? 
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The framework chosen for this study was a bipolar one--the 

traditionally rational model of organizational response at one extreme 

and the politically rational model at the other. In the former case, as 

a general operational definition, strategies are adopted to meet goals 

and attain objectives at the lowest cost; in the latter case, and again 

as a general operational definition, strategies are selected on the bases 

of least resistance. In this study it was hypothesized that, in the 

early stages of stress, leaders would tend to choose actions that were 

political and that would cause little reactivity among faculty. As the 

conditions of stress worsened, it was hypothesized that the actions of 

leaders would tend toward the more rational, as faculty and others 

recognized the need for accomodation and change. 

The remainder of this chapter is organized into three main sec

tions: a background section and two sections that address the two 

research questions. The background section based on secondary analysis 

first describes the problems encountered by the institutions during FYs 

1975-1978; then, based on questionnaire data, the institutional condi

tions for FYs 1979-1981 and FYs 1982-1984 are described. In the final 

two sections, the findings of the secondary analysis and the question

naire results are presented as they relate to the research questions. 

Background 

This background section is divided into three subsections: 

first, institutional conditions in FYs 1975, 1976, 1977, and 1978; 

second, conditions in FYs 1979, 1980, 1981, and in FYs 1982, 1983, 1984; 

and third, a discussion of the general framework used for examining the 
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two research questions. The background information relating to the 

initial period of analysis was based on secondary analysis of the Site 

Visit Abstracts of the ACE/NACUBO report (1981). Background information 

for the two subsequent periods was taken from questionnaire data. 

FYs 1975-1978 

Though the sample is diverse 1n terms of control and size, 

secondary analysis revealed that the institutions faced similar problems 

d~ring FYs 1975-1978. The most common difficulties centered around 

financial conditions, enrollment fluctuations, and inadequate management. 

Financial Conditions. The majority of institutions attributed 

their deteriorating financial conditions to inflation and accountability 

demands. Inflation, as it affected utilities and supplies, was mentioned 

most frequently as being the cause of rising expenditures. In the Frost 

Belt, particularly, escalating utility costs were cited. Also mentioned 

as forces responsible for rising costs were accountability demands and 

paperwork required to process student financial aid (a significant number 

of students attending institutions in the sample received some form of 

financial aid). Frequently mentioned 1n the abstracts were rising defi

cits that were attributed to external . borrowing in order to meet 

operating expenses. 

Revenue problems, 1n many cases, were caused by the fact that a 

large percentage of the institutions were described as being tuition 

dependent; that is, more than 50 percent of total institutional revenues 

were furnished by tuition. Private institutions that in an effort to 

encourage enrollment growth had not increased tuition, were faced with 
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inadequate revenue to meet educational needs. In another example of 

tuition dilemmas, it was believed that raising tuition at a predominantly 

black institution located in a rural area within twenty miles of a city 

of moderate size, would have discriminated against students who were 

ineligible for student aid, resulting in the loss of these students, and 

thereby changing the character of the institution. It was noted 

additionally that public institutions often do not have the liberty to 

set tuition and fees; those rates often are determined by legislatures or 

system governing boards. 

Enrollment. Change 1n enrollment level was one of the criteria 

for sample selection. Some of the institutions had undergone drastic 

enrollment decline during the early 1970s and had rebounded somewhat 

during the latter part of the decade; other institutions had experienced 

continued declines totalling 40 percent or more over the three year 

period of study. It must be noted that these declines occurred before 

the projected decline of the high school population. Many of the 

institutions in the sample had open enrollment policies, indicating they 

were among the nonselective independent colleges predicted to face 

threats to their survival. 

Another element appearing to affect enrollment at many of the 

institutions was that of religious affiliation. Thirteen of the nineteen 

independent institutions (68 percent) were religiously affiliated and 

offered traditional liberal arts courses. 

Faced with declining enrollments and competition from other 

institutions, many of the institutions in the sample combined liberal 

arts courses with professional education--for example, business and 
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health careers. Institutions traditionally not coeducational altered 

their mission and became coeducational. 

Management. Internal management systems (i.e., budgeting and 

accounting systems) in most cases were cited as being inadequate to meeL 

the stresses of financial and enrollment problems. Future plans, fre

quently mentioned in the abstracts, included long-range planning, cost 

control measures, and budgeting procedures. Institutions placed emphasis 

on recruitment and retention. Recruitment strategies varied: some 

institutions targeted the nontraditional students, while others intensi

fied their recruiting activities in the traditional market. The 

secondary analysis showed that where institutional presidents made the 

effort to involve faculty in planning and decision making, relations 

between the administrative staff and faculty improved. 

FYs 1979-1981 and FYs 1982-1984 

Information relating to these two time frames was obtained from 

the questionnaire distributed in 1984. In way of background, this sub

section begins with a discussion of the response rate, continues with a 

description of institutional financial and enrollment conditions, and 

concludes with some reflections on institutional environments. 

Response Rate. Twenty-three of the twenty-six institutions in 

the sample completed and returned the questionnaires, yielding a response 

rate of 88 percent. A breakdown of the responding institutions revealed 

the following geographic location and control: 
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Northeast Mid Atlantic 

Private (5) Public (1) 

Private (4) 

South North Central 

Public (1) Public (1) 

Private (3) Private (1) 

Central Plains Northwest 

Public (1) Public (1) 

Private (2) Private (3) 
Those institutions that did not respond include the following: 

Northeast Central Plains North Central 

Public (1) Private (1) Public (1) 

Financial and Enrollment Conditions. The last eight items in 

Section III of the questionnaire were used to identify specific enroll

ment and financial levels,. Through use of the SPSS subprogram Crosstabs, 

institutions were placed in categories according to institutional control 

and time frame, and then were examined in light of enrollment growth, 

decline, or stability. This breakdown was necessary to learn whether 

certain institutional responses to fiscal stress were associated with the 

various enrollment conditions and whether any pattern of responses could 

be detected. 

As Table 3 reveals, FTE enrollment did change between the two 

time frames. During FYs 1979-1981, only one public institution and seven 

independent schools experienced decline; during FYs 1982-1984, the number 

of such public and private institutions grew from one to two and seven to 

eleven institutions, respectively. The questionnaire results revealed a 
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Table 3. Change in FTE Enrollments between 1979-1981 and 1982-1984, 
Public and Private Institutions 

Sharp Gradual No Gradual Sharp 
Decline Decline Change Rise Rise 
/ J /o \J/o \ -t /o / J to 

f % f % f % f % f % 

Public FYs 1979-1981 - 1 20.0 - 4 80.0 
N=5 

FYs 1982-1984 2 40..0 - - 1 20.0 2 40.0 

Private FYs 1979-1981 3 16.2 4 22.2 4 22.2 1 5.6 6 33.3 
N=18 

FYs 1982-1984 2 11.1 9 50.0 1 5.6 4 22.2 2 11.1 

f -• absolute frequency 
% - adjusted frequency 

Table 4. Change in Headcount Enrollments between 1979-1981 and 1982-
1984, Public and Private Institutions 

Public 
N=5 

Private 
N=18 

FYs 

FYs 

FYs 

FYs 

1979-1981 

1982-1984 

1979-1981 

1982-1984 

Sharp 
Decline 
>5% 
f % 

. 

2 40.0 

2 11.1 

1 5.6 

Gradual 
Decline 
<5% 
f % 

1 20.0 

-

4 22.2 

9 50.0 

No 
Change 

f % 

_ 

-

3 16.7 

2 11.1 

Gradual 
Rise 
<5% 

f % 

4 80.0 

1 20.0 

2 11.1 

4 22.2 

Sharp 
Rise 
>5% 
f % 

-

2 40.0 

7 38.9 

2 11.1 

f - absolute frequency 
% - adjusted frequency 
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similar declining trend with regard to headcount enrollment (see Table 

4). 

Between the 1979-1981 and 1982-1984 time frames, the number of 

pr ivate institutions with declining revenues grew, wher~as in the public 

sector it was the number of institutions with increasing revenues that 

grew. As Table 5 indicates, the number of public institutions with 

growing revenues doubled between the two time frames, and the number of 

private institutions with diminishing revenues more than doubled. The 

total number of institutions involved is, of course, small. 

Whereas total institutional revenues increased among the public 

institutions and decreased among the private ones, total institutional 

expenditures increased among the public institutions and remained 

constant among the private institutions, (see Table 6). The similarity 

between the changes in revenues and expenditures appears to support 

Bowen's (1980) revenue theory of costs: Institutions ra~se all the 

revenue they can and spend all they raise. 

To summarize, enrollment and financial conditions did change 

between FYs 1979-1981 and FYS 1982-1984. Both FTE and headcount 

enrollments among the two groups of institutions declined, but financial 

conditions varied. Total institutional revenues rose among the public 

institutions but dropped somewhat among the private institutions. Total 

institutional expenditures increased for the public institutions but 

changed very little for the private schools. 
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Table 5. Change in Total Institutional Revenues between 1979-1981 and 
1982-1984, Public and Private Institutions 

Public 
N=5 

Private 
N=18 

FYs 

FYs 

FYs 

FYs 

1979-1981 

1982-1984 

1979-1981 

1982-1984 

Sharp 
Decline 
>5% 
f % -

. 

1 20.0 

_ 

2 11.1 

Gradual 
Decline 
<5% 
f % 

1 20.0 

-

2 11.1 

3 16.7 

No 
Change 

f % 

2 40.0 

-

3 16.7 

2 11.1 

Gradual 
Rise 
<5% 
f % 

2 40.0 

3 60.0 

7 38.9 

9 50.0 

Sharp 
Rise 
>5% 
f % 

-

1 20.0 

6 33.3 

2 11.1 

f - absolute frequency 
% - adjusted frequency 

Table 6. Change in Total Institutional Expenditures between 1979-1981 
and 1982-1984, Public and Private Institutions 

Public 
N=5 

Private 
N=18 

FYs 

FYs 

FYs 

FYs 

1979-1981 

1982-1984 

1979-1981 

1982-1984 

Sharp 
Decline 
>5% 
f % 

-. 

1 20.0 

1 5.6 

1 5.6 

Gradual 
Decline 
<5% 
f % 

1 20.0 

-

3 16.7 

4 22.2 

No 
Change 

f % 

2 40.0 

-

2 11.1 

1 5.6 

Gradual 
Rise 
<5% 
f % 

2 40.0 

4 80.0 

7 38.9 

10 55.6 

Sharp 
Rise 
>5% 
f % 

-

-

5 27.8 

2 11.1 

f - absolute frequency 
% - adjusted frequency 
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Institutional Environments. The miscellaneous items in Section 

II and the first two items of Section III of the questionnaire were used 

to elicit a measure of the institutional environment. The items were 

included as an aid to understanding organizational dynamics during 

periods of stress and as a context for viewing the next two sections. 

Responses to the items of Section II are presented in Table 7. 

The first two items, dealing with institutional image and faculty morale, 

were included because of the negative connotation that had been asso

ciated with each item at a large portion of the institutions during the 

1975-1978 time, frame. The ACE/NACUBO study (1981) had found that among 

institutions where administrators believed the public image of their 

institutions had improved significantly, enrollments had climbed accord

ingly; the reverse was true as well. Also, the literature frequently 

cites the impact of a negative institutional image on enrollment and 

fundraising (Chaffee, 1984; Mingle and Norris, 1981a) as well as the 

impact of declining conditions and retrenchment on faculty morale 

(Peterson, 1984; Cameron and Chaffee, 1983). The third item, which 

concerns the likelihood of an institution being threatened with signifi

cant change, was included because the future of several institutions was 

described in the Site Visit Abstracts as being precarious. The fourth 

item, relating to the increase in innovative activity as a result of 

fiscal stress, was included because innovation often is cited as a cul-' 

prit and victim of retrenchment (Cameron, 1983). Experimental programs 

begun during periods of rapid growth are eliminated and creative alterna

tives are avoided. Resource scarcity tends to breed a conservative 

climate in which "innovation becomes a scapegoat" (Whetten, 1981, p. 89). 



Furthermore, it is argued that personal and organizational dynamics 1n 

education inhibit innovation during a time of resource scarcity 

(Peterson, 1984; Whetten, 1981). 
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Table 7 r eveals that, overall, there was a positive atmosphere 

within these institutions. Five of the institutions did report, however, 

that they likely would be threatened with a significant change within the 

next five years. It must be noted that fiscal stress was reported by 

twenty institutions (87 percent) to be a concern during both time 

periods. It seems apparent that much of the institutional behavior 

revealed 1n Table 7 was a response to fiscal stress. 

The two items in Section III--faculty participation 1n decision 

making and the appointment of a new president--were included as possible 

intervening variables that could explain a change in institutional 

behavior. Fifteen institutions (65 percent) reported that the degree of 

faculty consultation and involvement in planning and implementing 

retrenchment strategies or institutional changes had increased, and five 

institutions (21.7 percent) indicated that such faculty involvement had 

decreased (there were three missing cases). As previous studies have 

shown, faculty who are included in planning the early stages of resource 

conservation can be expected to accept impending change more willingly 

than those excluded from the planning process (Peterson, 1984; Dallam and 

Hoyt, 1983; Craven, 1981; Mingle, 1981). If faculty are involved in 

formulating the guidelines for retrenchment (Strohm, 1981; Craven, 1981), 

extremely high levels of anger and anxiety can be avoided (Powers, 1982; 

Cyert, 1980), and . ''some damage to the governance structure and fabric of 

life in the institution can be averted" (Pondrom, 1981, p. 107). It 
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Table 7. Environmental Conditions in Public and Private Institutions, 
1979-1984 

Variable 
Strongly 
Disagree 
c °i 
J. la 

Disagree 
f % 

Neither 
i. la 

Agree 
L 7a 

Strongl 
Agree 

r /o 

Public image of 
institution im
proved since '78 3 13.0 12 52.2 8 34.8 

Morale of institu
tional members 
improved over last 
six years 3 13.0 4 17.4 16 69.6 

Unlikely that insti
tution will be 
threatened with sig
nificant change 
within next five 

years 9.1 13.6 
(1 missing case) 

4.5 10 45.5 6 26.1 

Innovative activity 
increased as a 
result of fiscal 
stress over the last 
six years 1 4.3 1 4.3 18 78.3 3 13.0 

Fiscal stress was a 
concern during FYs 
'79, '80, '81 1 4.3 2 8.7 14 60.9 6 26.1 

Fiscal stress was a 
concern during FYs 
'82, '83, '84 1 4.3 2 8.7 14 60.9 6 26.1 

f - absolute frequency 
% - adjusted frequency 
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seems plausible that many of the institutional responses reported in the 

questionnaires became more acceptable because of the increase in faculty 

participation in planning and implementation of such responses. 

The appointment of a new president was reported by twelve of the 

twenty-three institutions (52.2 percent). It is particularly interesting 

to note that when the institutions are grouped according to enrollment 

conditions, four of the five institutions that experienced enrollment 

decline during FYs 1979-1981 and enrollment growth in FYs 1982-1984 

selected new presidents in either 1982 or 1983. Of the five institutions 

that reported growing or stable enrollments for both time frames, only 

one institution indicated that it had appointed a new president in 1982. 

Two of the three institutions that reported declining enrollment for both 

time frames appointed new presidents; one institution had new presidents 

in 1980, 1983, and 1984. Among the ten institutions with enrollment 

growth in FYs 1979-1981, followed by decline in FYs 1982-1984, five of 

them appointed new presidents. Whereas two institutions appointed new 

presidents in 1978 and 1980, the other three made the appointments during 

the time of decline--in 1983, 1984, and in both 1981 and 1984 at one 

institution. These results seem to indicate that there may be a 

connection between decline, the appointment of a new president, and, ~n 

turn, the search for strategies to overcome decline. 

Framework Review and Articulation 

The following is offered as an articulation to examination of the 

two research questions. The research findings are organized around five 

categories of institutional responses to fiscal stress. The five 
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categories emanate from the framework. For the 1979-1981 and 1982-1984 

time frames, institutions are placed into four groups based upon enroll

ment patterns. This was in an effort to learn whether various responses 

were associated with certain levels of enrollment decline or growth. 

It should be noted here that the findings of the secondary 

analysis are limited for two reasons. First, the several Site Visit 

Abstracts were written more or less independently by three individuals 

(Cirino, 1984). As a result individual descriptions of the marketing, 

financial, and academic stresses often are inconsistent. Second, it 

cannot be assumed that the omission of a category of response from the 

reports implies that those responses were absent: there was no require

ment that any set of issues be addressed by the abstract writers. 

Therefore, the secondary analysis is limited to those institutional 

responses that are specifically delineated in the abstracts. 

Response Categories. So that each of the research questions can 

be examined systematically, institutional responses to fiscal stress are 

sorted into the five categories set forth in Chapter 3: operational 

responses, programmatic responses, faculty adjustments and structuring 

incentives, policy development, and severe responses. The distribution 

of categorical responses for both secondary analysis and questionnaire 

results are contained in Appendix B. 

The first category, operational responses, is considered to be 

the least severe of the five groupings. Designed to alleviate immediate 

stress (Bowen and Glenny, 1980), most of the responses are viewed as 

painless, nonpersonal (Cheit, 1971), and not as severe as other types of 

responses (Mingle, 1982). For the most part, these responses are 
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political ones, reflecting marketing techniques (Morgan, 1984; Mingle and 

Norris, 1981b), concerns for equity (Glenny, 1982), and, essentially, the 

paths of least resistance (Leslie, 1983). 

Pr-ogrammatic responses, the second category, are considered a bit 

more severe than the operational responses but less severe than responses 

in the remaining three categories. Institutional responses contained ~n 

this category represent elements of both the political and rational 

models; the responses reflect marketing techniques (Mingle and Norris, 

1981b; Leslie and Miller, 1974) as well as concerns for efficiency 

(Whetten, 1981). 

The third category, dealing with faculty adjustments and struc

turing incentives, is considered to be more severe than the prior 

categories due to the potentially severe impact of the institutional 

responses, particularly on faculty. Many of the responses from this 

category threaten faculty status and the perquisites related to that 

status. Such responses tend to characterize the rational model (Allison, 

1971). 

The fourth category, associated with policy development, is rep

resentative of the rational model. Policies provide a general plan of 

action, they "add rationality and ••• contribute to [organizational] sta

bility, which is highly preferable to instability" (Odiorne, 1981, p. 

116). Yet, the order imposed by the policies may be perceived by faculty 

as threatening to their security. Policies that may lead to termination 

of faculty will not be met without controversy (Bowen and Glenny, 1980). 

The fifth category, severe responses, contains the most drastic 

responses. Such institutional responses apparently occur when responses 
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from the other four categories are deemed inadequate. Generally, the 

responses are representative of the rational model. 

Institutional Groupings. Employing enrollment experience to 

group the institutions into four categories was selected because enroll

ment decline has been found to be the cause for institutional mergers and 

closures (Millett, 1976). These groupings are pertinent only for FYs 

1979-1981 and FYs 1982-1984; the form of secondary analysis made it 

impossible to classify the institutions accurately for 1975-1978. The 

first enrollment group, Type I, is represented by institutions that 

indicated that they had either growing or stable conditions for both 

periods. The second group, Type II, is comprised of institutions that 

reported declining conditions in the first time frame and growth in the 

second. The third group, Type III, contains the institutions that 

reported stable or growing conditions in the first period and declining 

conditions in the second. The fourth group, Type IV, is made up of 

institutions that experienced decline for both time periods, that is, a 

total of six fiscal years. To aid the reader, the following shorthand 

notation is used in the discussion to denote the enrollment conditions: 

Type I (++), Type II (-+), Type III (+-), and Type IV (--). 

The following breakdown describes the institutional types by 

geographic location and by control: 

Type I (++), N=5 

Northeast Mid Atlantic 

Private (1) Public (1) 

South Central Plains 

Public (1) Private (1) 
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Northwest 

Private (1) 

Type II (-+), N=5 

Mid Atlantic South 

Private (1) Private (1) 

Central Plains Northwest 

Public (1) Private (2) 

Type III (+-), N=10 

Northeast Mid Atlantic 

Private (2) Private (2) 

South North Central 

Private (2) Private (1) 

Public (1) 

Central Plains Northwest 

Private (1) Public (1) 

Type IV (--), N=3 

Northeast Mid Atlantic 

Private (2) Private (1) 

Interestingly, the breakdown appears to be evenly distributed, both by 

location and by control. The exception may be the eastern portion of the 

United States in that Type IV and four of the ten Type III institutions 

are located in that region. Of course, this is the region of the country 

predicted to be hit especially hard by enrollment decline, and thus, 

this is not an unexpected finding. Individual institutional profiles are 

contained in Appendix C. 



Research Question 1 

The first research question asks the following: To what extent 

do responses of declining institutions represent elements of political 

versus rational models of o~gauizational behavior? 
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The Conceptual Framework in Chapter 2 described both the rational 

and political models of organizational behavior. As observed in that 

chapter, the political model is represented by compromise (Allison, 

1971), concerns for equity and fair shares (Wildavsky, 1979), and avoid

ance of conflict (Whetten, 1981; Wildavsky, 1979). On the other hand, 

the rational model is characterized by choice (Allison, 1971) based on 

tests of efficiency and effectiveness (Leslie, 1983); actions are 

selected on the basis of organizational goals and objectives (Allison, 

1971). Based on what appears to be happening, the conceptual framework 

is somewhat inadequate to respond to Research Question 1, and it is 

necessary to adjust the framework to encompass the dimension of reac

tivity. By interjecting the idea of reactivity into the framework, it is 

implied that political actions are less reactive-- i.e., they avoid 

discord and controversy--than the more rational, reactive measures. 

The theory suggests that actions are likely to be more political 

1n early stages of decline because there does not yet exist wide-spread 

recognition of the problem, and, as a result, opposition to rational 

measures will be strong. The adjusted theory would suggest that adminis

trators choose political responses initially to minimize reactivity from 

var1ous interest groups. However, as decline continues or even worsens, 

there is gained within the educational community a recognition that 

remedial actions may be required. At this point, institutional leaders 
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can reduce their attention to political concerns and move toward more 

purely rational approaches; the reactive responses become more common and 

likely more politically acceptable. 

Research Question 1 requires that the institutional responses 

be classified as political or rational. In reality such a task is seldom 

simple. For example, a technique may appear highly dubious in the early 

stages of decline but may become feasible and thus politically acceptable 

in the later stages. If one attempts to categorize a strategy as 

rational or political out of context, a certain amount of arbitrariness 

appears to be operating. Nevertheless, Research Question 1 calls for 

precisely this kind of judgment, that is, the ceteris paribus or the out

of-context judgment. Certain institutional responses would seem to be 

clearly rational politically while others would seem to be clearly 

rational traditionally. In actuality some responses are not so clearly 

distinguished. An action may be perceived as rational in one institution 

and political in another, depending in part upon how powerful and alert 

the interest groups are. Further, as suggested by the theory, strategies 

that are clearly rational in the absolute sense may be politically 

acceptable in the relative sense, for example, when the need for change 

becomes apparent. 

To clarify the classification process, a continuum containing 

elements of each model 1s shown below (see Figure 1). Each of the 

variables was classified as rational, political, or political/rational. 

The combined classification, political/rational, was added to categorize 

responses containing elements of both models. To the extent possible, 

classification decisions were rooted in the literature. By expanding 
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this framework to include the reactivity dimension, it would be assumed 

that the political end of the continuum represented generally nonreactive 

measures, and that levels of reactivity would increase toward the 

rational end. It was hypothesized that in the early stages of stress, 

responses of all the institutions would be clustered toward the polit-

ical, nonreactive end of the continuum. Over time, it was hypothesized 

that those responses would increase because they are viewed as harmless 

politically, and that the responses of declining institutions would move 

increasingly toward the rational, reactive end of the continuum. 

Political 
Political/ 
Rational Rational 

]---------
compromise; concern 
for equity, "fair 
shares;" marketing; 
avoidance of conflict 

achieves desired 
objective without 
high levels of 
discord 

Figure 1 

complete informa
tion yields choice 
based on tests of 
efficiency and 
effectiveness 

Characteristics of Organizational Models 

The five categories _ of institutional responses do not fit neatly 

on the continuum. Responses from the operational category tend to be of 

the political, nonreactive nature; i.e., for the most part they represent 

marketing strategies and reflect concerns for equity. Though responses 

from the programmatic category tend to be fairly rational, they likely 

are not as reactive as most responses from the remaining three 

categories. Responses from the categories of policy development; faculty 

adjustments, and severe responses tend to be more rational and generally 



more reactive; i.e., they demonstrate a desire for efficiency and/or 

effectiveness. However, the categories contain elements of each model. 
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The secondary analysis revealed that the most frequently occur

r~ng responses during FYs 1975-1978 represented actions from the 

operational and programmatic categories--responses that are more polit

ical than rational in nature. The questionnaire results also showed that 

these types of responses were prevalent during the periods, FYs 1979-1981 

and 1982-1984. For the most part, the responses represent marketing 

strategies designed to resist decline (Mingle and Norris, 1981b), and 

they generally do not create high levels of controversy. On the whole, 

these responses are nonpersonal (Cheit, 1971) and are relatively easy to 

implement. Actions that would be considered more rational, reactive 

approaches to institutional management--policy development and faculty 

adjustments--were notably infrequent during the 1975-1978 time, but 

increased in usage over time. The discussion turns now to a category by 

category examination. 

Operational Responses 

Since operational responses mostly are representative of the 

political model, it was hypothesized that these would be among the early 

responses to stress; administrators would tend to favor more political 

actions because they want to avoid conflict. Because the operational 

responses generally are perceived as harmless and nonpersonal, they 

likely would grow in number over time. Moreover, it would be expected 

that Type IV (--) institutions would be the most active group in uti-

·lizing these responses, followed by Type III (+-) in the later period and 
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Type II (-+) in the earlier; Type I (++) would remain relatively constant 

over time. 

The most frequently selected operational responses to stress are 

consistent with the political model of organizational behavior (see 

Figure 2). Secondary analysis revealed that the most common operational 

responses during FYs 1975-1978 centered around increased emphasis on 

fundraising, recruitment, and, to a lesser degree, the deferral of main

tenance projects (see Appendix B, Table A). Figure 2 also shows that the 

number of operational responses adopted by institutions in the sample 

increased over time. The trend that developed during FYs 1975-1978 

toward marketing reponses continued during the two time frames covered by 

the questionnaire. The reported increases in fundraising (95 percent), 

recruitment (91 percent), publicity (68 percent), and institutional serv

ices (50 percent) represent marketing strategies that are associated with 

the political model (Morgan, 1984) and are designed to resist decline, 

not adapt to it (Mingle and Norris, 1981b). 

Upon comparing the institutional behavior of the four institu

tional types, it was found that the Type IV (--) institutions were not as 

active in this category as the other groups of declining institutions 

(see Tables 8a and 8b). As hypothesized, Type II (-+) institutions were 

more active than Type III (+-) in the 1979-1981 time frame, the Type III 

(+-) schools were more active in the 1982-1984 period, and the Type I 

(++) institutions generally were the least active. None of the Type IV 

(--) institutions attempted to generate revenues by imposing tuition or 

fee surcharges or by significantly raising tuition; the other declining 

institutions, Types II (-+) and III (+-), did. Though such measures are 
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Political 

Variable 

FNDRZ 
RCTBJT 
LBYBJT 
PBLBJT 
TVLFND . 
INSTSVS 
DFRMTC 
AKSBDKT 
EQPMTPC 
HRGFRZ 
CLRSTF 
CSTNFND 

79-81 
7 

72.7 
79.9 
80.0 
40.9 
50.0 
50.0 
65.2 
33.3 
56.5 
9.0 

40.0 
14.3 

82-84 
% 

95.4 
90.9 
80.0 
68.2 
55.0 
50.0 
73.9 
45.5 
63.6 
26.1 
45.0 
31.8 

Political/ 
Rational 

79-81 
Variable % 

RZTUN 13.0 
TUNSCG 4.3 
UZRFZ 57.2 
ERLTUN 13.0 

82-84 
V 

21.7 
17.4 
61.9 
27.3 

Rational 

7-9-81 82-84 
Variable % % 

Figure 2 
Percentage Distribution of Various Operational Responses 
of Higher Education Institutions, 1979-1981 and 1982-1984* 

*Based on characteristics set forth in Figure 1. 
(FNDRZ - fundraising; RZTUN - tuition increase of 15 percent or more; 
RCTBJT - recruiting budget increase; TUNSCG - tuition/fee surcharge; 
LBYBJT - library acquisitions budget increase; UZRFZ - increase in user 
fees; ERLTUN - early tuition payments; PBLBJT - publicity budget 
increase; TVLFND - increase in travel funds; INSTSVS - institutional 
services increased; DFRMTC - defer maintenance; AKSBDKT - across-the-
board cuts; EQPMTPC - equipment purchases postponed; HRGFRZ - hiring 
freeze; CRLSTF - clerical staff increase; CSTNFND - new funding sources 
for construction) 
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Table 8a. Frequency Counts and Percentage Distribution of Various 
Operational Responses of Higher Education Institutions, by 
Degrees of Enrollment Stress, 1979-1981 and 1982-1984 

a 
Variable 

CSTNFND 
HRGFRZ 
ERLTUN 
EQPMTPC 
TUNSCG 
DFRMTC 
RZTUN 
AKSBDKT 

Type I 
N= 

79-81 
f % 

. 
-

1 20 
4 80 
-

3 60 
-
-

(++) 
5 
82-84 
f % 

2 40 
1 20 
-

2 40 
-

2 40 
-

2 40 

Type 

79-81 
f % 

2 40 
1 20 
-

4 80 
1 20 
3 60 
1 20 
2 40 

II ( 
N=5 

82̂  
f 

1 
2 
1 
4 
3 
3 

2 

- + ) 

-84 
% 

20 
40 
20 
80 
60 
60 

40 

Type III (•+ 
N= 

79-81 
f % 

1 10 
-

1 10 
3 30 
-

7 70 
3 30 
3 30 

10 
82-
f 

4 
2 
3 
6 
1 
10 
4 
4 

-) 

84 
% 

40 
20 
30 
60 
10 
100 
36 
40 

Type 

79-81 
f % 

-
1 33 
1 33 
2 66 
-

2 66 
-
2 66 

b 
IV (--) 
N=3 
82-84 
f %* 

_ 
1 33 
2 66 
2 66 
-

2 66 
-
2 66 

Table 8b. Mean Scores of Various Operational Responses of Higher 
Educa t ion I n s t i t u t i o n s , based on L i k e r t S c a l e , 1979-1981 and 
1982-1984c 

a b 
V a r i a b l e Type I (++) Type I I ( -+) Type I I I (+ - ) Type IV ( - - ) 

N=5 N=5 N=10 N=3 
79-81 82-84 79-81 82-84 79-81 82-84 79^81 82-84 

X X X X X X X X 

PBLBJT 4.8 5.0 4.4 5.4 4.1 5.2 3.3 3.3 
UZRFZ 4.8 4.8 4.8 5.0 4.0 4.0 4.0 4.3 
FNDRZ 5.4 5.8 4.8 5.8 5.2 6.1 5.3 6.3 
RCTBJT 5.2 5.4 5.0 6.0 5.3 5.6 4.6 6.0 
LBYBJT 4.8 5.2 4.8 4.8 5.1 5.1 4.0 4.0 
TVLFND 4.0 5.2 4.2 4.6 4.9 4.8 3.5 3.5 
CLRSTF 4.0 4.0" 4.6 4.6 4.3 4.4 4.0 3.5 
INSTSVS 4.8 5.2 4.6 5.0 4.3 4.4 4.3 4.3 

a 

b 
See Figure 2 for explanation of variable coding. 

Type I - growth during FYs 1979-1981, decline during FYs 1982-1984 
Type II - decline during FYs 1979-1981, recovery during FYs 1982-1984 
Type III - decline during FYs 1979-1981, 1982-1984 
Type IV - stable or growing conditions during FYs 1979-1981, 1982-1984 
c 
Mean scores are based on responses and do not include nonrespondents; 
scores were derived from scale where the following values represented 
degrees of change: 1 - decreased much more than routinely; 2 - decreased 
more than routinely; 3 - decreased routinely; 4 - no change; 5 -
increased routinely; 6 - increased more than routinely; 7 - increased 
much more than routinely. 
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traditionally rational in that they secure needed income relatively 

quickly, they may offend students and further promote declining enroll

ments. The only significant changes among the Type IV (--) institutions 

were the increases in their emphasis on fundraising and recruiting 

budgets; the group showed the largest amount of increase in those areas. 

Though not as active in this category as the other three groups, Type I 

(++) institutions were the only group to increase significantly their 

travel funds and notably to decrease deferred maintenance and postponed 

equipment purchases. 

Programmatic Responses 

Like the prior category, programmatic responses contain elements 

of both the rational and political models; though the majority are 

rational, they are not as potentially reactive as measures from the 

remaining three categories. It would be expected that these too would be 

among the initial responses but would not be as common as the operational 

responses because the programmatic actions tend to be more rational in 

nature, and in turn, may generate some controversy. However, once stress 

was apparent, programmatic responses likely would increase. Furthermore, 

Type I (++) institutions would not be expected to be as active as the 

remaining three groups. As with the previous subsection, one would 

anticipate the Type II (-+) institutions to be more active in the 1979-

1981 time frame, Type III (+-) in the 1982-1984 period, and Type IV (--) 

to be very active in both periods. 

Whereas secondary analysis revealed that retention programs and 

consortia participation were the the most common responses during FYs 
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1975-1978 (see Appendix B, Table B), the questionnaire results showed 

that programmatic responses representative of both the poltical/rational 

and traditionally rational models increased (see Figure 3). Particularly 

noteworthy was the dramatic increase in the cutting of low-demand 

programs. This finding coincides with other studies that have found that 

the elimination of such programs is a typical response to fiscal stress 

(Wittstruck, 1982; ACE/NACUBO, 1981). However, Mingle and Norris (1981a) 

found that private institutions were quicker to embrace program discon

tinuance than were the public schools, a finding which is not supported 

herein (see Appendix B, Table G). 

Table 9 shows that programmatic responses grew with time in all 

cases except for two institutions from the Type I (++) group. While the 

Type I (++) group was the only one to report a decreasing emphasis on 

retention programs, the remaining groups reamined fairly constant. As 

was expected program discontinuance was confined to institutions that had 

undergone declining enrollments; a large percentage of those institutions 

reported the elimination of low-demand academic programs in the 1982-1984 

period. Interestingly, only Type I (++) and Type III (+-) institutions 

(all public) imposed enrollment caps, and only one Type I (++) school, as 

compared to large portions of other groups, attempted to open new markets 

(Leslie and Miller, 1974) through rescheduling of classes. 

It is evident, then, that programmatic responses, representing 

both the political and rational models, became more common once the need 

for change was obvious. As expected, Type I (++) institutions did not 

eliminate low-demand academic programs nor did they seek new markets to 

the extent the other three groups did. 
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Political/ 
Political Rational Rational 

'79-81 82-84 79-81 82-84 79-81 82-84 
Variable % % Variable % % Variable % % 

RETNPGM 65.2 65.2 DCTLDP 30.4 65.2 
NKECVNT 36.4 50.0 NRLCPS 8.7 17.4 

CSARG 17.4 39.1 
RDUSMR 8.7 4.3 

Figure 3 
Percentage Distribution of Various Programmatic Responses 
of Higher Education Institutions, 1979-1981 and 1982-1984* 

*Based on characteristics set forth in Figure 1. 
(RETNPGM - expansion of retention programs; DCTLDP - discontinuance of 
low-demand programs; NKECVNT - increase courses at convenient times for 
students; NRLCPS - enrollment caps in high-demand areas; CSARG -
consortia participation; RDUSMR - reduce summer offerings) 
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Table 9. Frequency Counts and Percentage Distribution of Various 
Programmatic Responses of Higher Education Institutions, by 
Degrees of Enrollment Stress, 1979-1981 and 1982-1984 

a 
Variable 

CSRARG 
NRLCPS 
DCTLDP 
RETNPGM 
RDUSMR 
NKECVNT 

Type 
N 

79-81 
f % 

2 40 
1 20 
-

4 80 
1 20 
1 20 

I (++) 
=5 
82-84 
f % 

3 60 
3 60 
-

3 60 
-

1 20 

Type 
N 

79-81 
f % 

2 40 
-

1 20 
3 60 
-

1 20 

II (-+) 
'=5 

82-84 
f % 

3 60 
-

3 60 
3 60 
-

3 60 

Type III (• 

79-
f 

1 
4 
5 
1 
4 

N= 
-81 
% 

_ 

10 
40 
50 
10 
40 

=10 
82-
f 

1 
2 
9 
6 
1 
5 

«--) 

•84 
% 

10 
20 
90 
60 
10 
50 

Type 
N= 

79-81 
f % 

-
-

2 66 
3 100 
-

2 66 

IV (--) 
=3 

82-84 
f % 

2 66 
-

3 100 
3 100 
-

2 66 

a 
RETNPGM - expansion of retention programs; DCTLDP - discontinuance of 
low-demand programs; NKECVNT - increase courses at convenient times for 
students; NRLCPS - enrollment caps in high-demand areas; CSARG -
consortia participation; RDUSMR - reduce summer offerings 
b 
Type I - growth during FYs 1979-1981, decline during FYs 1982-1984 

Type II - decline during FYs 1979-1981, recovery during FYs 1982-1984 
Type III - decline during FYs 1979-1981, 1982-1984 
Type IV - stable or growing conditions during FYs 1979-1981, 1982-1984 
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Faculty Adjustments and Incentives 

The category dealing with faculty adjustments and structuring 

incentives tends clearly toward the rational and away from the political 

end of the continuum. Since the majority of the responses affect faculty 

status and incentives related to that status, greater reactivity would be 

associated with this category than with the previous two. Because of 

their more serious, reactive nature, these responses likely would not be 

as common as the operational and programmatic responses. Additionally, 

it would be expected that such responses would be more prevalent among 

the declining groups of institutions than among the Type I (++) institu

tions. Once again, one would expect Type II (-+) to be more active than 

Type III (+-) in the 1979-1981 period, Type III (+-) in the 1982-1984 

time frame, and Type IV (--) very active in both periods. 

Secondary analysis found that the establishment of new academic 

programs was the most common response from this category (see Appendix B, 

Table C). Both public and private institutions were described as having 

created new programs. For the most part, the more severe responses from 

this category were infrequent and were confined to the private institu

tions. Five private institutions (26 percent) reportedly terminated 

faculty members. However, in four of the cases, a distinction 

is not made between the termination of tenured and nontenured faculty. 

In the one instance where tenured faculty clearly were terminated, three 

members were dismissed. 

The more severe responses that secondary analysis found to be 

infrequent during FYs 1975-1978 became more widely used as fiscal/ 

enrollment stress continued, worsened, or was threatened (see Figure 4). 
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The clearly political, nonoffensive response from the category, reliance 

on attrition to reduce the size of the faculty, was the most frequent 

response in the 1979-81 time frame, and it continued to be used by half 

of the sample and by all institutional groups in the later time frame. 

Although the establishment of new academic programs was the most common 

response from this category in the 1982-1984 period, increases in more 

rational responses, such as reallocation measures, faculty retraining, 

program consolidation, and termination of tenured faculty, were notable. 

Two of the three responses from this category that remained constant 

between the 1979-1981 and 1982-1984 time frames--the curtailment of 

sabbatical leave and the closure of a department, school or college--are 

characteristic of actions likely to generate fairly severe levels of 

controversy. The other response to remain constant, increasing incen

tives for early retirement, perhaps reflects its lack of success in 

leading to sizeable reductions in the faculty or in creating new junior 

faculty positions as other studies have found (Mingle, 1981; Craven, 

1981; Stadtman, 1980). 

Comparisons of behavior of the four institutional types were 

contrary at times to what was expected. Type I (++) institutions overall 

were considerably more active than the other institutional types during 

the 1979-1981 period; as anticipated for the 1982-1984 period, that 

growing/stable group decreased their usage of a number of the measures 

while the other groups increased such actions (see Table 10). The only 

exception was that reliance on attrition among Type II (-+) institutions 

dropped from two institutions in 1979-1981 to one in 1982-1984. Contrary 

to the hypothesis, all institutional types were more active in this 
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Political 

79-81 82-84 
Variable % % 

RLIATR 43.5 50.0 

Political/ 
Rational 

Variable 

ESTNPGM 
RTRAFAC 
ERLRET 
RDUSLR 
RDUBFT 
CSACDP 

79-81 
% 

36.4 
21.7 
26.1 
13.0 
13.0 
17.4 

82-84 
% 

77.3 
54.5 
27.3 
21.7 
21.7 
34.8 

Variable 

YRNDBAL 
RKFACPO 
RKFACMB 
NKEPT 
NKETMP 
NDPPGM 
NKETCLD 
NEKRAT 
TMNTNF 
NKEVLTF 
NKEVLNF 
KTLSBT 
TMTNF 
CZDSC 

Rational 

79-81 
% 

18.21 
26.1 
34.8 
34.8 
34.8 
26.1 
17.4 
17.4 
13.0 

21.7 
4.5 
9.1 

82-84 
% 

31.8 
59.1 
50.0 
43.5 
43.5 
39.0 
30.4 
30.4 
17.4 
13.0 
4.3 
21.7 
17.4 
9.1 

Figure 4 
Percentage Distribution of Faculty Adjustments and Incentives 
of Higher Education Institutions, 1979-1981 and 1982-1984* 

*Based on characteristics set forth in Figure 1. 
(RLIATR - reliance on attrition; ESTNPG - new academic programs; YRNDBAL-
year-end balance; CSACDP - academic program consolidation; RTAFAC -
retrain faculty; RKFACPO - reallocate faculty positions; ERLRET - early 
retirement incentives; RKFACMB - reallocate faculty members; RDUBNFT -
reduce benefits; RDUSLR - reduce salaries; NKEPT - increase proportion of 
part-time faculty; NKETMP - increase proportion of temporary faculty; 
NDPPGM - increase interdisciplinary programs; NKETCLD - increase teaching 
load; NKERAT - increase student/faculty ratio; TMNTNF - increase 
termination rate of nontenured faculty; NKEVLTF - increase evaluation of 
tenured faculty; NKEVLNF - increase evaluation of nontenure"d faculty; 
KTLSBT - curtail number of sabbatical leaves; TMTNF - increase 
termination of tenured faculty; CZDSC - closure of department, school, or 
college) 
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Table 10. Frequency Counts and Percentage Distribution of Faculty 
Adjustments and Incentives of Higher Education Institutions by 
Degrees of Enrollment Stress, 1979-1981 and 1982-1984 

Variable 

YRNDBAL 
CSACDP 
ESTNPG 
ERLRET 
RKFACPO 
RLIATR 
RTRAFAC 
RKFACMB 
RDUBNFT 
RDUSAL 
NKEPT 
NKETMP 
NDPGM 
NKETCLD 
NKERAT 
TMNTNF 
NKEVLTF 
NKEVLNF 
KTLSBT 
TMTNF 
CZDSC 

Type 

79 
f 

2 
2 
2 
4 
2 
3 
1 
1 
3 
3 
2 

1 
1 
1 

1 

-81 
% 

_ 
-
40 
40 
40 
80 
40 
60 
20 
20 
60 
60 
40 
-
20 
20 
20 
-
20 
-
-

I (++) 
N=5 

82 
f 

1 

2 

3 
3 
3 
2 
1 
1 
2 
2 
3 
1 
1 

1 
1 
1 

-84 
% 

20 
-
40 
-
60 
60 
60 
40 
20 
20 
40 
40 
60 
20 
20 
-
-
20 
20 
20 

-

Type 

79-81 
i 

2 
1 
1 

2 
1 
2 

2 
2 

c % 

40 
20 
20 
-
-
40 
20 
40 
-
-
-
-
40 
40 
-
-
-
-
-
-
-

II ( 
N=5 

82 
f 

3 
3 
4 
1 
2 
1 
3 
3 
1 
1 
2 
2 
2 
2 
1 
1 
1 

-+) 

-84 
% 

60 
60 
80 
20 
40 
20 
60 
60 
20 
20 
40 
40 
40 
40 
20 
20 
20 
-

-

Type 

79 
f 

2 
1 
2 
3 
3 
J-

2 
2 
1 

2 
3 
1 
1 
2 
1 

2 

2 

N 
-81 
% 

20 
10 
20 
30 
30 
30 
20 
20 
10 
-
20 
30 
10 
10 
20 
10 

-
-
20 
-
20 

III 
= 10 
-82 
f 

3 
3 
7 
4 
7 
6 
6 
5 
2 
1 
3 
4 
2 
2 
3 
2 

2 
2 
1 

( + -) 

-84 
% 

30 
30 
70 
40 
70 
60 
60 
50 
20 
10 
30 
40 
20 
20 
30 
20 
-
-
20 
20 
10 

Type 

79 
f 

2 
2 
1 
1 
1 

1 
1 
2 
3 
2 
1 
1 
1 
1 
1 

2 
1 

N 
i-81 
: % 

_ 

66 
66 
33 
33 
33 
-
33 
33 
66 
100 
66 
33 
33 
33 
33 
33 
-
66 
33 
-

IV (--) 
=3 
82-84 
f % 

_ 

2 66 
3 100 
1 33 
1 33 
1 33 
-

1 33 
1 33 
2 66 
3 100 
2 66 
2 66 
1 33 
1 33 
1 33 
1 33 
-

2 66 
1 33 
1 33 

See Figure 4 for explanation of variable coding 

Type I - growth during FYs 1979-1981, decline during FYs 1982-1984 
Type II - decline during FYs 1979-1981, recovery during FYs 1982-1984 
Type III - decline during FYs 1979-1981, 1982-1984 
Type IV - stable or growing conditions during FYs 1979-1981, 1982-1984 
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category in the 1979-1981 period than the Type II (-+) institutions. 

During the 1982-1984 period, Type II (-+) and III (+-) were fairly equal 

in their behavior except that Type III (+-) institutions curtailed 

sabbatical leaves, terminated tenured faculty, and closed either a 

department, school, or college; Type II (-+) institutions did not, but 

Type IV (--) did take such actions, as expected. Also as anticipated, 

Type I (++) institutions were the the only group not to report consolida

tion of academic programs. 

The findings reveal, then, that the most frequent response during 

FYs 1979-1981, from this third category, was reliance on attrition. With 

time, however, the political type of responses gave way to the more 

rational, and reactive, responses associated with faculty adjustments and 

the structuring of incentives. Further analysis revealed that in some 

instances the growing and stable institutions (Type I) were more likely 

to make difficult, rational decisions than were the declining institu

tions. Notably, Type II (-+) institutions responded with few 

measures from this category in 1979-1981, yet they recovered from their 

decline in the 1982-1984 period. 

Policy Development 

Responses from this fourth category also tend toward the rational 

end of the continuum. Policies can justify actions deemed essential by 

administrators, plus they can add stability and rationality in a time of 

uncertainty (Odiorne, 1981). However, policy development can point to 

serious controversy, particularly those policies that may lead to termi

nation of faculty (Bowen and Glenny, 1980). It would be expected then, 
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that formulation of institutional policies and procedures would not be 

among the initial responses to stress. Moreover, since policy develop

ment is frequently a response to stress, the greatest amount of activity 

likely would be centered among the declining groups of institutions. 

With time, the establishment of policies that define institu

tional procedures and processes became more numerous (see Figure 5). 

Representative of the rational model (Odiorne, 1981), institutional 

responses from the category of policy development were infrequent during 

the 1975-1978 period (see Appendix B, Table D). The abstracts mentioned 

that only one institution had adopted program review and five had changed 

their institutional missions. 

Figure 5 reveals the greatest increase in this category was that 

of program review. Considered to be more rational and analytical than 

the process employed by institutions during the growth years (Baldridge 

et al., 1982; Mingle and Norris, 1981a), program review was adopted by 

all four groups of institutions and by 75 percent of the sample by the 

1982-1984 time frame. This rise in the number of institutions adopting a 

program review process represents a significant increase from the one 

institution reported in the 1975-1978 time frame. Although not as preva

lent as program review, by the last time frame the adoption of a written 

retrenchment policy was reported by nearly one-fourth (22.7 percent) of 

the institutions. Reported by the four institutional types, retrenchment 

policies were confined to the private institutions (see Appendix B, Table 

I). These results conflict with the findings of Baldridge et al. (1982), 

who indicated that public institutions were more likely to have such 

written policies. According to various researchers, a retrenchment 
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Political/ 
Political Rational Rational 

79-81 82-84 79-81 82-84 79-81 82-84 
Variable % % Variable % 1 Variable I % 

RETPLC 17.4 22.7 
MSNCNG 8.7 17.4 
STDNPR 13.6 18.2 
TENLMT 8.7 
MRTSTD - 13.0 
PGMRVU 30.4 75.2 

Figure 5 
Percentage Distribution of Policy Responses 

of Higher Education Institutions, 1979-1981 and 1982-1984* 

*Based on characteristics set forth in Figure 1. 
(RETPLC - written retrenchment policy; MSNCNG - change in institutional 
mission; STDNPR - increased promotion and tenure standards; TENLMT -
tenure quota; PGMRVU - program review) 
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Table 11. Frequency Counts and Percentage Distribution of Various Policy 
Development Responses of Higher Education Institutions by 
Degrees of Enrollment Stress, 1979-1981 and 1982-1984 

a b 
Variable Type I (++) Type II (-+) Type III (+-) Type TV (--) 

N=5 N=5 N=10 N=3 
79-81 82-84 79-81 82-84 79-81 82-84 79-81 82-84 
f % f % f % f % f % f % ,f % f % 

1 20 1 20 2 40 1 10 1 10 1 33 1 33 
1 20 3 60 - 1 10 

1 20 2 20 2 20 - 1 33 
2 20 -

2 40 - 1 10 
3 60 2 40 4 80 3 30 5 50 1 33 2 66 

RETPLC 
MSNCNG 
STDNPR 
TENLMT 
MRTSTD 
PGMRVU 

1 
1 
1 

1 

20 
20 
20 
-
-
20 

a 
RETPLC - written retrenchment policy; MSNCNG - change in institutional 

mission; STNDPR - increased promotion and tenure standards; TENLMT -
tenure quota; PGMRVU - program review 
b 
Type I - growth during FYs 1979-1981, decline during FYs 1982-1984 
Type II - decline during FYs 1979-1981, recovery during FYs 1982-1984 
Type III - decline during FYs 1979-1981, 1982-1984 
Type IV - stable or growing conditions during FYs 1979-1981, 1982-1984 
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policy would ensure less discord when the need for lay-offs was clear 

(Mingle, 1982; Glenny, 1982; Bowen and Glenny, 1980). 

Once again, institutional behavior differed somewhat from the 

behavior hypothesized. Type III (+-) institutions were more active in 

1979-1981 than Types II (-+) and IV (--). Even though the number of 

institutions from all groups increased in their adoption of program 

review, the number of recovering institutions, Type II (-+), that changed 

their institutional missions increased from 20 to 60 percent. That 

raises an intriguing question as to whether that response provided the 

key to recovery. Additionally, this response may explain why this group 

was not as active in the other response categories as hypothesized. 

These findings appear to indicate that the rational responses 

associated with policy development occur once enrollment/financial diffi

culties have been recognized or are threatened. The significant increase 

in the adoption of program review apparently demonstrates that a form of 

rational management is needed and desired. However, these findings (see 

Figure 5) are inconsistent with previous studies which have suggested 

that standards for tenure, promotion, and merit increases were being or 

would be tightened (Mortimer, 1983; Baldridge et al., 1982; Mingle, 1982; 

Glenny et al., 1976). 

Severe Responses 

Actions from the final category, severe responses, are the most 

difficult to make politically. Generally representative of the rational 

model, severe responses likely would engender high levels of reactivity. 

Because of their drastic nature, severe responses would be expected to be 
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used by the declining institutions, but not by the growing/stable ones. 

As with the previous response categories, Type II (-+) institutions would 

be expected to be more active than Type III (+-) during FYs 1979-81, and 

Type III (+-) to be more active during FYs 1982-1984; Type IV (--) 

institutions would be expected to be active in both periods. 

The questionnaire results showed that institutional behavior as 

reflected in this final category did change from the initial time frame. 

Although institutional mergers were the only response from this category 

reported during the 1975·1978 time frame (see Appendix B, Table E), it 

was the only response not reported from this category during the two 

subsequent periods (see Figure 6). Some institutions, however, did 

respond that they had attempted to merge and did not succeed. Perhaps 

political constraints and the discontent initiated by the alteration of 

the status quo prevented further mergers as various researchers predicted 

to occur during the decade of the 1980s (Mingle et al., 1981; Bowen and 

Glenny, 1980; Mayhew, 1979). Additionally, the declaration of financial 

exigency increased from 13 percent in 1979-1981 to 22 percent in 1982-

1984. Such a drastic measure justifies a variety of wideranging actions 

(Strohm, 1981) and creates a sense of cr1s1s (Powers, 1982). 

The most significant response was the closure of one private 

institution, a Type IV (--) institution. Located in the Northeast, the 

school closed 1n May, 1983, after responding to financial/enrollme-nt 

stress with a variety of measures, both political and rational, that 

apparently failed to overcome the deteriorating conditions. The institu

tion tried nearly all of the responses among those in the operations 

section of the questionnaire; those not selected included the possibly 
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more reactive ones such as imposing a tuition or fee surcharge and sig

nificantly raising tuition. It would appear, then, that administrators 

were attempting to avoid actions that would impair efforts to augment 

enrollment. In both time frames, fund-raising and recruiting efforts 

were increased sharply, but evidently to no avail. Programmatic 

responses to stress included all of the questionnaire items except 

enrollment caps, consortia participation, and reduced summer offerings. 

Although a total of seven academic programs were discontinued, four new 

programs were created over the two time frames. The only items not 

chosen regarding faculty issues were providing retraining for faculty, 

increasing faculty evaluation, and relying on attrition to reduce the 

s~ze of the faculty. Although the student/faculty ratio was increased 

from 10:1 to 13:1, teaching loads were not expanded. During FYs 1979-

1981, two tenured faculty members were terminated, and that number was 

increased to ten in the subsequent period. In the area of policy devel

opment, a written retrenchment policy was adopted, standards for 

promotion and tenure were approved, and a program review process was 

established. With fiscal stress an obvious concern at this institution, 

it was reported that the morale among faculty did not improve despite the 

~ncrease ~n decision-making by faculty. This closure appears to support 

O'Neill's (1981) prediction that closures in the 1980's would occur among 

the four-year institutions. Although this sample is a small representa

tive of four-year institutions nationwide, it is noteworthy that one of 

the insitutions did close during the period analyzed. 

As hypothesized, institutional responses from this category were 

apparent in all groups but the Type I (++) institutions (see Table 12). 
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Political/ 
Political Rational Rational 

79-81 82-84 79-81 82-84 79-81 82-84 
Variable % % Variable % % Variable % % 

FNEGNC 13.0 21.7 MERGE 
CLOSE - 4.3 

Figure 6 
Percentage Distribution of Severe Responses 

of Higher Education Institutions, 1979-1981 and 1982-1984* 

*Based on characteristics set forth in Figure 1. 
(FNEGNC - declaration of financial exigency; MERGE - merger with another 
institution or system; CLOSE - closure of institution) 
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Table 12. Frequency Counts and Percentage Distribution of Various Severe 
Responses of Higher Education Institutions by Degrees of 
Enrollment Stress, 1979-1981 and 1982-1984 

a 
Variable 

MERGE 
FNEGNC 
CLOSE 

Type I 
N= 

79-81 
f % 

_ 
-
-

(++) 
=5 
82-84 
f % 

_ 
-
-

Type II 
N= 

79-81 
f % 

.. 

2 40 
-

(-+) 
5 
82-84 
f % 

_ 

2 40 
-

Type III (+-) 
N=10 

79-81 
f % 

-

1 10 
-

82-84 
f % 

.. 

2 20 
-

Type IV 
N= 

79-81 
f % 

„ 

-
-

b 
(--) 
3 
82-84 
f % 

_ 

1 33 
1 33 

a 
MERGE - merger with another institution or system; FNEGNC - declaration 
of financial exigency; CLOSE - closure of institution 
b 
Type I - growth during FYs 1979-1981, decline during FYs 1982-1984 

Type II - decline during FYs 1979-1981, recovery during FYs 1982-1984 
Type III - decline during FYs 1979-1981, 1982-1984 
Type IV - stable or growing conditions during FYs 1979-1981, 1982-1984 
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Type II (-+) institutions were more active ~n this category than Type III 

(+-) during the 1979-1981 period·, once again as anticipated. Although 

there was a slight increase among the Type III (+-) institutions that 

declared financial exigency, the proportion of those institutions was not 

greater than that of Type II (-+) during the 1982-1984 period. Also 

contrary to what was expected, Type IV (--) institutions showed rela

tively limited activity, the one exception being, of course, the 

institution that closed. 

Summary 

In summarizing this section, it ~s apparent, then, that institu

tional responses to fiscal stress do represent elements of models of 

organizational behavior. Although contextual conditions frequently 

determine whether a response ~s perceived as rational or political, out

of-context judgments, rooted ~n the literature, were made arbitrarily ~n 

order to respond to Research Question 1. In addition, the element of 

reactivity was added to assist in answering the research question. It 

was hypothesized that administrators initially would respond to fiscal 

stress with more political, nonreactive measures. Once the need for 

change and stronger actions was apparent, administrators would turn to 

more rational and potentially reactive measures. However, the reactivity 

possibly would be mitigated if the signs of stress were obvious. It was 

expected that declining institutions would be more active than 

growing/stable ones ~n all of the response categories and would be active 

particularly toward the more rational end of the continuum--faculty 

adjustments, policy development, and severe responses. 
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This section has shown that institutional responses classified as 

clearly political not only occur in the initial stages of stress but 

continue and expand. As expected, while the three types of declining 

institutions were especially active in the more political, nonreactive 

areas of operational and programmatic responses, Type I (++) institutions 

were fairly constant. Though the programmatic responses tend more toward 

the rational end of the continuum than the operational, they are not 

potentially as reactive as the three remaining categories. The growing 

and stable institutions were the only group to show a decrease in mainte

nance deferrals and postponement of equipment purchases, and they were 

the only group not to discontinue low-demand academic programs. The 

surprising fact was that Type IV (--) institutions were not as responsive 

overall as Type II (-+) and III (+-) institutions. Also, in some cases, 

Type III (+-) institutions were more active than Type II (-+) 

institutions during FYs 1979-1981; this was contrary to what was 

expected. 

The more rational, reactive responses became more common over 

time, but institutional behavior was not as expected. Within the faculty 

and incentives category, Type II (-+) schools instituted few measures 

during the 1979-1981 time.frame, yet they recovered from decline. In 

contrast, Type I (++) institutions were considerably more active than 

declining institutions in many areas, particularly during the 1979-1981 

period. From the area of policy development, Type II (-+) and III (+-) 

institutions were more active than were Type IV (--). Although all 

institutional types increased their usage of program review, a rational 

response, (Baldridge et al., 1982; Mingle and Norris, 1981a), only Type 
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II (-+) institutions reported changes in institutional mission, also 

considered a rational response (Smith, 1980). As expected, only 

declining institutions were active in the category of severe responses. 

Type II (-+) and III (+-) institutions declared financial exigency in 

both time periods, and one Type IV (--) institution closed in 1983. 

It is possible to conclude that political, nonreactive responses 

begun in the initial stage of fiscal stress continue and expand. The 

more rational, reactive measures also increase but not always in relation 

to decline. In some cases relating to the 1979-1981 period, the growing 

institutions, Types I (++) and III (+-), were more responsive than 

declining institutions, Types II (-+) and IV (--). Yet, in the 1982-1984 

period, Type II (-+) institutions recovered, Type IV (--) did not, and 

Type III (+-) declined. Type I (++) institutions that took rather bold 

actions in comparison to their declining counterparts remained strong. 

Research Question ~ 

The second research question asks the following: Is there a 

general sequence of institutional responses to decline, and does that 

sequence coincide with some theory? 

This study is directed to identifying sequences of responses in 

order .to build a theory. Ideally, observations would be available over 

time for each individual case. Unfortunately, the form of secondary 

analysis made it impossible to classify the institutions accurately 

according to enrollment decline or growth. What is known is the level of 

decline or growth during the two time frames covered by the question

na1re. The following scenario will be composed to test the theories. 
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In the early stages of decline, it is hypothesized that institu

tional responses are minimal; the leadership may choose to ignore the 

decline and the actions taken will have little, if any, impact on pro

grams or faculty. As decline progresses toward a moderate level, it is 

hypothesized that the leadership will respond with measures not likely to 

create controversy, that operational responses will become more abundant 

and that programs with little impact on faculty may be affected. As the 

conditions of decline worsen and the institution potentially is on the 

verge of collapse, it is hypothesized that the leadership will find it 

necessary to respond with severe measures that directly threaten programs 

and confront faculty. Furthermore, it is hypothesized that institutions 

not encountering decline in either of the two time frames, despite the 

demographic predictions, will respond with fewer .measures than those 

institutions experiencing decline. 

Secondary Analysis 

A longer period of time is needed to respond to Research Question 

2 than the four-year period reported in the Site Visit Abstracts. It is 

possible to identify the developing trends although it is not possible to 

classify the institutions accurately according to degrees of decline. 

Secondary analysis revealed that, initially", institutions prima

rily responded with measures from the less reactive operational and 

programmatic categories. In various instances, however, public and pri

vate institutions responded to fiscal stress differently. Although the 

private institutions concentrated on fundraising and recruitment more 

than the public institutions, the groups were nearly equal in their 
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retention efforts, consortia participation, and deferred maintenance. 

Private institutions, of course, may benefit more from higher enrollments 

and the accompanying tuition revenues than do public institutions. Aside 

from the creation of new academic programs, the private institutions were 

more active than the public ones in the category associated with faculty 

adjustments and incentives. Private institutions appear to be more 

active 1n their response to fiscal stress, and these actions are of mixed 

political/rational character. Institutional responses that directly 

affect faculty--the reallocation of faculty members, reduced faculty 

salaries, and the termination of faculty--were found to be representative 

of the private sector, not the public, hinting that private institutions 

are more willing or able to make hard decisions. 

Secondary analysis further found that policy development and 

severe responses were not among the first responses to stress. A small 

proportion of both public and private institutions changed their institu

tional missions, and an even smaller proportion of schools merged with 

either another system or institution. Only one private institution 

indicated that it had established a program review process. Thus, during 

this initial period of fiscal stress, secondary analysis revealed that 

little had been done to establish procedures for responding to stress and 

that, generally, institutions had not responded with measures that indi

cated a recognition of the seriousness of the problem. Such a trend 

appears to support the hypothetical scenario that in the early stages of 

stress, leaders will choose actions and responses that are "more polit

ical" than "rational." 
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Questionnaire Results 

The four institutional groupings, reflecting conditions of growth 

and decline, that were described at the beginning of this section provide 

the basis of this discussion. As in the previous section, the discussion 

is organized around the-five categories of responses. For each category, 

individual institutional mean scores were calculated for each time frame 

and plotted on scattergrams. In each case, the horizontal axis was used 

to plot the mean score for the 1979-1981 period and the vertical axis for 

the 1982-1984 period. By plotting the mean scores in this fashion, it 

was possible to identify readily whether groups behaved similarly or 

differently. Points plotted toward the vertical axis indicate increasing 

activity in the later time period, and points along the horizontal axis 

indicate greater activity during the earlier period. For example, if one 

institution did not respond with any measure from a particular category 

during the 1979-1981 period but responded with a variety of measures 

during the 1982-1984 period, that institutional mean score is located on 

the vertical axis. The mean score for an institution that adopted an 

equal number of measures in each time frame is located along a line 

bisecting the vertical and horizontal axes. The mean score for an insti

tution that did not select any response from a particular category for 

either time frame is located at the origin of the axes (see Figure 7). 

Operational Responses. Responses associated with institutional 

operations certainly are more abundant in the early stages of stress than 

are procedural or severe responses. Figure 7 shows that operational 

responses tend to increase with time, regardless of the enrollment condi

tions; however, the magnitude of the increases apparently correspond to 
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Individual Mean Scores Depicting Various Operational Responses of 

Higher Education Institutions, 1979-1981 and 1982-1984 
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the level of decline. Those institutions beginning decline, Type II (+-) 

and those recovering from decline, Type II (-+), show the greatest expan

sion of operational responses. Although Figure 7 shows that two of the 

institutions in severe decline, Type IV (--), adopted a number of opera

tional responses, the following discussion shows that those institutions 

resorted to other types of responses. 

Programmatic Responses. Programmatic responses that have little 

impact on faculty occurred among all four categories of institutions. 

The overall mean scores for each of the four institutional categories Ln 

the 1979-1981 time frame generally are comparable to the overall mean 

scores of the operational responses for the same period and seem to 

indicate that such programmatic responses are among the early actions to 

respond to real or anticipated stress. Figure 8 shows that the overall 

mean scores Lncrease considerably with time for all institutional groups 

except Type I _(++). 

Faculty Adjustments and Incentives. Responses associated with 

faculty adjustments and creating incentives appear to increase with the 

degree of stress. The mean scores for each category show that the use of 

these generally more drastic responses increased with time (see Figure 

9). It must be noted that the Type IV (--) institutions had the highest 

overall mean score for the 1979-1981 period, and that the Type I (++) 

institutions had a higher overall mean score than the Type II (-+) and 

III (+-) institutions for that same period. For the 1982-1984 time 

frame, the overall mean score for Type IV (--) institutions did not show 

the degree of increase that that scores for Types II (-+) and III (+-) 

did. Nevertheless, one Type I (++) institution responded with no actions 
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Individual Mean Scores Depicting Responses that Affect Faculty 

and Incentives in Higher Education Institutions, 1979-1981 and 1982-1984 
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affecting faculty, and one other institution only did so during the 1979-

1981 period. The distribution of the Type I (++) scattergram shows that 

the bold actions of two institutions (in comparison to the other institu

tional types) affected that overall mean score. Once again, the 

clustering around the vertical axes for the Type II (-+) and III (+-) 

institutions would appear to indicate that those institutions generally 

delayed enacting the more reactive measures from this category. These 

data may suggest that actions to avoid disaster are individualistic to 

some degree, i.e., there may be a good theory but some may be poor 

leaders. 

Policy Development. This study shows that the development of 

policies to define specific institutional procedures generally is not 

among the first responses to real or threatened enrollment/financial 

stress. Among the four categories for 1982-1984, the Type II (-+) 

institutions were the ones with the highest overall mean score in the 

area of policy development (see Figure 10). Although the the Type IV 

(--) institutions doubled their mean scores between the two time frames, 

their 1982-1984 score was below that of Type II (-+) institutions. It 

must be noted that the overall mean scores for each institutional type 

often mask the range of individual mean scores as is the case with one 

Type III (+-) institution. As the scattergrams in Figure 10 show, the 

largest proportion of individual mean scores are clustered around the 

vertical axes, indicating that policy development is not one of the first 

responses to retrenchment. 

Severe Responses. Responses from the fifth category are 

associated only with the institutions that experienced decline. Figure 
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Individual Mean Scores Depicting Policy Development in 
Higher Education Institutions, 1979-1981 and 1982-1984 
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11 reveals that both Type II (-+) and III (+-) institutions resorted to 

measures from this response category during the 1979-1981 period and that 

Types II (-+), III (+-)> and IV (--) did so in the subsequent period. 

The highest overall mean score in this time frame was associated with 

Type IV (--) institutions undergoing the most severe decline. As 

expected in the hypothetical scenario, the Type I (++) institutions did 

not report responses from this category. 

Summary 

Though,the individual mean scores do indicate some variation 

among the sequence of responses, the aggregated mean scores, that is the 

scores for the institutions grouped together, show a definite pattern 

(see Figure 12). The aggregated scores indicate that the operational and 

programmatic responses are among the initial measures taken and continue 

to become more prevalent throughout the periods of real or threatened 

stress. Over time, measures affecting faculty and the structuring of 

incentives, too, abound. As the disaggregated mean scores showed that 

policy development is not among the first responses to stress, so do the 

aggregated scores. Apparently, actions in the first four categories are 

taken to avoid the severe measures of the fifth category. The aggregated 

mean scores from this category are the lowest, but the score does 

increase in the last time frame. 

To summarize this section, indeed there does appear to be a 

sequence of responses to enrollment/financial stress. The incidence of 

action to alleviate stress increases over time and early actions consis

tent with the poltical model are joined later by some "hard" or rational 
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a 
The first number in each category represents the mean score for FYs 
1975-1978 (based on secondary analysis of Site Visit Abstracts); the 
second number represents the mean score for FYs 1979-1981; the third 
number represents the mean score for FYs 1982-1984. In the severe 
responses category, the mean score was 1 in both the 1975-1978 and 1979-
1981 periods. 



134 

decisions. Whereas the aggregated mean scores show that there is a 

pattern, the scores of individual institutions indicate there is some 

variation in the behavior of the four institutional types. Initially, 

for the most part, institutions respond with measures that have little 

impact on faculty. As stress continues, institutions develop policies 

that clearly define processes and procedures for the institution to 

follow. Furthermore, declining as well as growing institutions respond 

with actions that impinge on faculty. Finally, in recognition of the 

seriousness of the problem, declining institutions respond with severe 

measures. 

Thus, this sequence does appear to coincide with the hypothetical 

scenario set forth earlier. In the early stages of real or threatened 

stress, the actions of leaders tend to be more political than rational; 

that is, leaders base their strategies on paths of least resistance to 

accomplish the objectives for the organization. As stress continues or 

threatens, the actions of leaders tend to be more rational than 

political; that is, leaders base their strategies primarily on the 

accomplishment of organizational objectives with less attention to 

political consequences. 



CHAPTER 5 

CONCLUSION 

This study was directed toward identifying a sequence of institu

tional responses to fiscal stress with the purpose of building a theory 

of retrenchment, or at least, establishing the beginning tenets of such a 

theory. To construct a theory, it was necessary to determine whether a 

sequence of responses does, in fact, occur as suggested by previous 

studies. This dissertation was undertaken to explain and to understand 

better institutional behavior during the- period of adjustment to 

enrollment/fiscal stress. 

This study also differed from previous studies of retrenchment in 

that it analyzed institutional responses to fiscal stress over a ten-year 

period; prior studies examined responses for only a short given period of 

time. In order to construct a theory, analyzing institituional responses 

over a long period of time was essential. As noted in Chapter 2, Bowen 

and Glenny (1980) remarked that they were not attempting to formulate a 

theory of retrenchment because a longer period of time would be required 

than the period covered by their study. Yet, the groundwork laid by that 

study provided a foundation on which to analyze institutional responses 

to stress. Essentially, the categories of responses set forth by Bowen 

and Glenny provided the basis for data collection in this study. Those 

categories ranged from responses that have little impact on faculty to 
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severe responses that carry severe implications for the entire 

institution. 

A bipolar framework was used to provide a conceptual basis for 

analyzing the institutional responses. The traditionally rational was at 

one extreme, the politically rational at the other. In the case of the 

traditionally rational theory, strategies are adopted to achieve goals 

and objectives at the least cost. In the case of the politically 

rational theory, strategies are selected on the bases of paths of least 

resistance. Because this framework seemed somewhat inadequate, it was 

adjusted to encompass the dimension of reactivity. Within this frame

work, it was hypothesized that in the early stages of stress, the actions 

of leaders would tend to be highly political and noncontroversial when 

the need for change was not apparent. As the conditions of stress prog

ressed to more severe levels, the actions of leaders would tend toward 

the more rational, as the need for change became more urgent and more 

acceptable. 

To test the hypothetical scenario, this dissertation focused on 

the institutional responses of twenty-three, four-year institutions over 

a ten-year period. Three time frames--FYs 1975-1978, FYs 1979-1981, and 

FYS 1982-1984--were used to group the institutional responses in order to 

identify whether a pattern of responses did exist. For the initial time 

frame, data relating to institutional responses were collected from 

secondary analysis of the Site Visit Abstracts of A Report on the 

Financial Conditions Project (ACE/NACUBO, 1981). Data for the following 

two time frames were collected from a questionnaire disseminated by the 

National Association of College and University Business Officers. Once 
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the data were collected, the institutional responses were analyzed in 

light of the five response categories, vis-a-vis elements of the 

political and rational models of organizational behavior. Those response 

categories included operations, programs, faculty adjustments and incen

tives, and severe responses. To understand better the instituional 

actions, institutions were grouped into four types based on FTE enroll

ment information, obtained from questionnaire data. Enrollment was used 

as the basis because declining enrollments had been found to be the cause 

of institutional mergers or closures (Millett, 1976). The institutional 

groupings were organized as follows: 

Type I (++): stable or growing conditions during FYs 1979-1981, FYs 

1982-1984; 

Type II (-+): decline during FYs 1979-1981, recovery during FYs 

1982-1984; 

Type III (+-): growth during FYs 1979-1981, decline during FYs 1982-

1984; 

Type IV (--): decline during FYs 1979-1981, FYs 1982-1984. 

With institutions grouped accordingly, it was then possible to identify 

whether certain responses were associated with conditions of decline or 

growth. , 

Concluding Observations 

The tenets that establish the beginnings of a theory of retrench

ment are supported by the findings of this dissertation. The results of 

the questionnaire were aggregated as well as disaggregated. Each manner 

of treatment points to different conclusions. 



1. In the aggregate, institutional behavior tends to be 

political in the initial stages of fiscal stress. 
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The majority of early responses to fiscal stress clearly are more 

political than rational. Actions selected by institutions generally do 

not have serious impact upon faculty, perhaps the major power blocs of 

the institutions, or upon clientele. Secondary analysis found that the 

initial responses centered around the operational and programmatic cate

gories. During FYs 1975-1978, institutions emphasized fundraising, 

recruitment, and retention programs--each representative of marketing 

strategies. While a number of institutions established new academic 

programs, very few institutions increased tuitions significantly, under

took faculty adjustments, or imposed disincentives in that initial period 

of analysis; the institutions generally avoided confrontational measures 

with either students or faculty. Furthermore, rational responses asso

ciated with policy development were found to be infrequent as were severe 

responses. 

2. In the aggregate, as fiscal stress continues or threatens, 

the political responses continue and expand. 

Responses considered painless and nonpersonal (Cheit, 1971) 

abound over time. Examples include increasing reliance on the deferral 

of maintenance projects, the postponement of equipment purchases, and 

across-the-board cuts--interestingly, actions employed by all four insti

tutional types. Fifty percent of the sample indicated that they relied 

on attrition to reduce the size of their faculties; that is, they were 

willing to depend on random departures or retirements of faculty. Bowen 
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and Glenny (1980) equated reliance on attrition to "blind justice...often 

an accepted substitute for informed judgment" (p. 35). Such behavior 

represents the antithesis of rational planning for a period of decline. 

The trend toward marketing responses begun in the early stages of 

stress became increasingly more important to institutions. Ninety-five 

percent of the sample reported that they were increasing their emphasis 

on fundraising. Furthermore, 90 percent reported that they had increased 

budgets for recruiting, 80 percent increased their budgets for library 

acquisitions, 7-7 percent created new academic programs, and 50 percent 

expanded the number of courses offered at times more convenient for 

students in the 1982-1984 time frame. All of these are actions without 

significant political cost. 

3. In the aggregate, institutional behavior becomes more 

rational, in the traditional sense, as fiscal stress continues, worsens, 

or threatens. 

The following findings appear to support the premise that as 

stress is heightened, institutional behavior tends toward the more 

rational. In the last time frame covered by the questionnaire, thirteen 

of the twenty-three institutions were experiencing decline in enroll

ments. As they faced decline, institutions apparently searched for 

mechanisms to enhance their flexibility. 

Within the programmatic category, 65 percent of the institutions 

discontinued low-demand academic programs--an action taken by all but the 

Type I (++) institutions. Considered difficult to implement because of 

political barriers, program discontinuance increases resources available 



to rema1n1ng faculty and programs as well as clarifies institutional 

priorities (Dougherty, 1981). The fact that the three institutional 

types that experienced decline implemented the program elimination 

signifies a definite trend toward rational management. 
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From the category associated with faculty and incentives, the 

more rational re?ponses became more numerous. Consolidation of academic 

programs doubled between the 1979-1981 and 1982-1984 time frames (among 

the declining institutions only), the reallocation of faculty positions 

more than doubled during that time, and 50 percent of the institutions 

reallocated faculty members to high-demand areas in the last time frame. 

All institutional groups (43.5 percent of the sample) reported that they 

had increased the proportion of both part-time and temporary faculty. 

Such figures apparently indicate that a large number of institutions were 

reluctant or unwilling to make the financial commitments necessary in 

hiring full-time faculty. 

The potentially more reactive responses from the faculty/ 

incentive category--infringement of the perquisites associated with 

tenured faculty status--became more widely used though not as frequently 

so as previously described responses. The 1ncrease 1n the frequency of 

evaluations of tenured faculty was adopted by three institutions, all 

private. Whereas only one institution reported terminating tenured 

faculty in FYs 1979-1981, four did so 1n FYs 1982-1984, three of them 

private institutions. By the last time frame, five institutions, all 

private, reported that both employee benefits and salaries had been 

reduced to avoid termination of faculty members. 
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In the area of policy development, the use of a systematic pro

gram review process rose from one institution in the 1975-1978 period to 

fifteen institutions (75.2 percent) in the 1982-1984 period. Not compa

rable to the magnitude of program review implementation, the adoption of 

a written retrenchment policy by five private institutions does represent 

a further trend toward rational management. Interestingly, changes in 

institutional mission, considered a rational response (Smith, 1980), were 

reported by three of the five Type II (-+) institutions. 

The increases in responses from the final category again demon

strate the trend toward the rational model of organizational behavior. 

In the 1982-1984 time frame, five institutions (four of them private) 

declared financial exigency. Though the crisis, atmosphere created by the 

declaration of financial exigency may carry political overtones, it may 

be just the political act that is needed to secure a rational agreement. 

The fact that one private institution from this sample closed 

during the period of analysis is significant. Furthermore, it is signif

icant that this institution responded with almost all of the measures 

covered by the questionnaire. For the most part, those measures not 

selected likely would have been construed as actions to thwart enrollment 

growth. 

4. Leaders select nonreactive responses to fiscal stress in the 

early stages, then more reactive responses in the later stages of stress. 

As has been illustrated, the initial responses to fiscal stress 

are more political than rational; that is, the actions are likely to 

avoid political reaction. As financial/enrollment conditions deteriorate 
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or an institution anticipates decline, institutions employ actions to 

make the impending change more palatable. For example, fifteen institu-

tions (65 percent) reported that the degree of faculty consultation and 

involvement in planning and implementing retrenchment strategies had 

increased since FY 1979. Previous studies have shown that ~~e iriclusion 

of faculty members in decision making can help reduce the anger and 

anxiety frequently associated with retrenchment (Peterson, 1984; Dallam 

and Hoyt, 1983; Powers, 1982; Craven, 1981; Mingle, 1981; Cyert, 1980). 

Furthermore, sixteen respondents (69.6 percent) indicated that they 

believed morale of institutional members had improved over a six-year 

period, from FY 1979 to FY 1984. This seems fairly significant because 

declining conditions and retrenchment normally impact negatively on 

faculty morale (Peterson, 1984; Cameron and Chaffee, 1983; Cyert, 1980). 

It would appear safe to conclude, then, that even though the 

rational responses (i.e., more reactive) become numerous, other actions--

largely political ones--attempt to assuage institutional members in the 

hopes of making the change more agreeable. Not only the increased par-

ticipation in decision making, but the use of a crisis context generated 

by declaring financial exigency, increases the awareness that change is 

essential and likely imminent. Dallam and Hoyt (1983) made such a con-

elusion from their study of what · responses to retrenchment would be 

acceptable to faculty. 

Faculty morale is an important concern. Faculty, by virtue of 
their training and academic traditions, tend to be extremely 
conservative in approaching change. If it is possible to build 
acceptance of the need for change into the present faculty 
processes, then change can come in incremental steps, rather than 
abruptly as the result of a sudden budget crisis •••• Unfortu
nately, it appears that a major facilitator of acceptance is 



143 

threat; those who perceive no real threat to themselves will not 
be good contributors to retrenchment planning unless their iden
tification is broader than their own department (Dallam and Hoyt, 
1983, p. 420). 

5. Responses to fiscal stress are individualistic. 

Upon analyzing institutional responses to fiscal stress in the 

aggregate, it is clear that thera is a pattern of institutional behavior: 

political responses to stress precede rational responses. In contrast, 

when analyzing individual responses, it is apparent that institutional 

behavior is individualistic. The scattergrams in Chapter 4 (Figures 7-

11) illustrate this point--the variation in individual responses. In all 

but the last category, severe responses, some Type I (++) institutions 

were more responsive than Type IV (--) institutions. Some declining 

institutions have done virtually nothing to respond to fiscal stress 

while growing/stable institutions have acted more rationally perhaps in 

anticipation of declining enrollments or impending change. It is partic

ularly noteworthy that two Type I (++) institutions were considerably 

more active than most of the three types of declining institutions in the 

category affecting faculty and incentives. 

At the beginning of this study, one of the author's basic assump

tions was that institutional responses to decline were reflections of 

leadership styles. The individualistic responses to stress appear to 

support the assumption. Some leaders are alert to the changing 

conditions in higher education and are willing to effect the requisite 

changes; other leaders are not. Past studies have shown that university 

and college presidents believed that declining enrollments were a threat 

to higher education but that their institutions would not be affected 
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(Baldridge et al., 1982; Cyert, 1980). Perhaps this denial of declining 

conditions pervaded some of the leadership represented in this sample and 

explains the nonresponse to fiscal stress by some institutions. 

From the findings of this study, it is obvious that no single 

strategy provides the key either to recovery from decline or to main

taining stable and/or growing conditions. The success of the responses 

to fiscal stress likely is dependent on the success of the leadership to 

develop a consensus and commitment from faculty that a change is essen

tial. Although it is difficult, if not impossible, to generalize about 

retrenchment, during the period of decline—real or anticipated--the 

behavior of faculty and administrators most likely will be characterized 

by competition, not cooperation (Whetton, 1981; Cyert, 1980). In turn, 

leadership will have to focus on conflict resolution because the number 

of conflicts arising will increase significantly, and they likely will be 

difficult to resolve (Cyert, 1980). Though not a simple matter, strate

gies for responding to declining conditions will require strong 

leadership (Mingle and Norris, 1981a; Cyert, 1980). 

Apparently, responses to stress are a function of leadership. As 

shown in Chapter 4, institutional behavior varied considerably. In many 

cases, the strong institutions, Type I (++), were more active in initi

ating change than the declining institutions, Type IV (--). Such 

findings may imply that the strong institutions are better able to manage 

and plan their strategies, while the weaker institutions focus on coping 

with week-to-week survival, or perhaps, semester-to-semester survival. 
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Whatever the responses are, they apparently are the result of leadership 

style, either bold or timid. 

In the period of change, it 1s the responsibility of the leader

ship not only to manage and allocate resources, both human and fiscal, 

but to lead in order to facilitate the change process. Whethe.r leader

ship chooses crisis management or a carefully planned strategy, 

persuading and convincing institutional members that change is necessary 

will be a must. Initially, "a president or dean should move where move

ment 1s easiest and traditionally acceptable, and in doing so get 

everyone ready for the longer, more difficult voyage" (Keller, 1983, p. 

130). According to Cyert, "it is usually better to have evolutionary 

rather than radical change" (Cyert, 1980, p. 57). Such an evolutionary 

process likely would ease the tension and uncertainty associated with 

retrenchment. However, this type of change can occur only when there 1s 

ample time for planning. Imminent disaster would seem to force bold 

actions. "A university president, therefore, must ••• be a manager of 

change, a navigator who steers his or her institution through the 

treacherous channels of constant transformation" (Keller, 1983, p. 123). 

Failure to manage and direct the change process will likely lead to 

disaster. Continuing to attempt day-to-day operations in the hopes of 

resiting decline rather than adapting, to use Mingle and Norris' (198la) 

terms, seems ludicrous. Yet, this study found that one Type IV (~-) 

institution did very little to adapt to decline. It was this institution 

whose survival was described as precarious by the Site Visit Abstracts 

(see Appendix C). 
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Strong leadership will be essential to the planning and directing 

of institutional responses to fiscal stress. At the same time, the 

approach employed by the leadership will be equally important. Careful 

planning will help maintain institutional quality and integrity and, at 

the same time, hopefully preserve its most valuable resource--its 

faculty. 

Implications for Future Research 

The suggested ideas that have emanated from this dissertation 

center around an enlarged sample size, the connection between the 

appointment of a new president and decline, the impact of responses to 

fiscal stress, and the future pattern of institutional responses. 

Enlarged Sample Size 

The generalizability of this study is limited due to the sample 

s1ze. Therefore, to replicate the study with a larger sample-

particularly a broader representation of public institutions--is 

recommended. Though the findings appear to support previous studies with 

at best neo-theoretical approaches to retrenchment (ECS, 1983; 

Wittstruck, 1982; Bowen and Glenny, 1980; Cheit, 1971), a larger sample 

size would test the conclusions set forth in this study. Furthermore, to 

replicate the study with a larger sample would permit a more powerful 

statistical analysis. For example, discriminant analysis could be used 

to distinguish between the groups simultaneously (Klecka, 1980). The 

number of variables was greater than the number of cases--a violation of 

one of the basic assumptions for using discriminant analysis. 
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It also is recommended that a future sample contain a representa

tion of institutions from the Southwest. Since there are few private 

institutions in this region, the sample would draw mainly from public 

institutions. The Sun Belt has been forecast largely to be unaffected by 

enrollment decline. Therefore, it would be worthwhile to determine to 

what extent those institutions are affected by enrollment decline and to 

what extent their institutional behavior resembles that of institutions 

in other geographic regions. 

Relationship between Decline and Appointments of New Presidents 

Based on the apparent connection between decline and the appoint

ment of a new president, it would seem pertinent to pursue this 

relationship in regard to recovery from decline. This study found a 

higher incidence of appointments of new presidents at declining institu

tions than growing/stable institutions. Such a connection seems more 

than coincidental. This study uncovered the following information rele

vant to the appointment of new presidents: 

a. Type I (++) institutions, N=5: one institution had a new 

president (appointment occurred in 1982); 

b. Type II (-+) institutions, N=5: four institutions had new 

presidents (appointments took place in 1982 and 1983); 

c. Type III (+-) institutions, N=10: five institutions had new 

presidents (appointments occurred in 1978, 1980, 1983, 1984, 

and in both 1981 and 1984 at one institution); 
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d. Type IV (--), N=3: two institutions had new presidents 

(appointments occurred in 1980 at the institution that closed and 

in 1980, 1983, and 1984 at the other institution). 

Interestingly, the Type IV (--) institution that did not appoint a new 

president was the one that did nothing in either the operational 

responses or policy development, and did very Little in the area of 

faculty and incentives. 

A study directed toward the relationship between a new president 

and decline hopefully would uncover why some new presidents are success

ful in guiding their institutions toward recovery and others are not. Is 

it easier for a new president than for one entrenched in an institution 

to make rational choices? Is a sitting president too encumbered with 

political realities? 

Impact of Responses to Fiscal Stress 

Future research needs to delve into the impact of the institu

tional responses to fiscal stress. Such studies would focus on why 

certain responses are successful or unsuccessful, as well as ascertain 

the impact of retrenchment on quality. 

Is it possible to identify why some responses are successful at 

one institution and not at another? Many of the Type II (-+) institu

tions did not make many of the difficult decisions that the other types 

did, yet that group recovered from decline in the 1982-1984 period. To 

what extent did the changes in institutional missions play in the 

recovery of those institutions? Moreover, the one Type IV (--) 



institution that closed adopted nearly every measure broached by the 

questionnaire, but it could not rema1n afloat. 

Is it possible to assess how quality has been affected by 
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retrenchment? Future titudies ruight ask whether quality has been enhanced 

as a result of the widespread use of program review? Has program quality 

been a concern when reallocation decisions were made? 

This study found that institutions increasingly are providing 

retraining for faculty as well as reallocating faculty members to high

demand areas. However, the institutions that reallocated faculty members 

were not always those that provided the retraining. Thus, it would 

appear relevant to question the extent of concern with quality as it 

pertains to the reallocation of faculty members. 

Another question might ask whether there has been too much empha

S1S on market appeal and not enough on quality? The findings of this 

study indicate that the trend toward marketing strategies begun in FYs 

1975-1978 not only continued but expanded greatly in magnitude over time. 

Fiscal constraints dictate the need for marketing techniques, but the 

question arises: To what extent is quality considered, not to mention 

mission, in creating new academic programs? Are new programs offered 

merely because a particular specialty is 1n vogue and may attract new 

students? Or, is a new program offered, only where cons{stent with the 

institutional mission, and where the institution has the resources to 

offer a reputable course of study? 

The impact of deferred maintenance and the postponement of 

equipment purchases on quality should be explored. Th~ Summary of the 

Site Visit Findings of the ACE/NACUBO report indicated that deferred 
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maintenance and outdated equipment had become sources of stress. This 

follow-up study showed that those practices had continued. Outdated 

equipment and deferral of plant maintenance undermine the quality of both 

instruction and research quality (Hyatt et al., 1984). 

Future Pattern of Responses 

Finally, within a few years of this study--three to five years., 

for instance--it would be interesting to know how the pattern of 

responses progresses. Do the political actions remain as numerous as 

they have over this ten-year period? Do the more rational responses 

eventually outnumber the operational and programmatic responses? Are 

institutions attempting to enhance their flexibility further through 

measures which will allow them to expand once the traditional college-age 

population heads back up in the latter part of the 1990s? Answers to 

these questions would either validate or deny the beginning tenets of a 

theory of retrenchment that have been grounded by this study. 
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SURVEY 

Implications of Fiscal Stress 

for 

Higher Education Institutions 

Information given will be for statistical purposes only. 
The confidence of the respondent will be respected. 

The purpose of the survey is to identify changes that may have 
occurred as a result of fiscal stress in higher education institutions. 

DIHECTIONS: Please do not skip any items. Most items require a check in the appropriate space for each 
of the time frames. A Remarks column is provided. Additional space for remarks is provided on the last page. 

In responding to this questionnaire, please indicate to the best of your understanding, recollection, 
and estimation the changes that have occurred at your institution from FY 1979 through FY 1984. 

DEFINITION : To aid in the completion of the questionnaire, the following term is defined: 

Fiscal year (FY): For example, FY 197:.1 was from July I, 1978 to June 30, 1979 (the 1978-79 
academic year) . (Each year mentioned in this questionnaire refers to the fiscal year.) 

Please return by June 8, 1984, to: 

NACUBO 
Attn: Ms. Anna Marie Cirino 

One Dupont Circle, Suite #500 
Washington, DC :wo:l6 
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#I II I 

SECTION I 

1. POLICIES 
Thl'Sl' qul'stions are concerned with policies your institution has established or changed since FY 1978. 
In the time frames indicated, did your institution, IN IU~SPONSI<~ TO FISCAL STRESS: 

a. adopt a written retrenchment 
policy (to include financial 
exigency policy, program clo-
sure policy, etc.) ? .. . . .. . ... ... . 

b. change the institutional 
mission? .. .. .. . . . ... . .. . ... . . . . 

c. increase standards for 
promotion or tenure? . ... . . . . . . . . 

d. place limits on the number 
of faculty who may receive 
tenure? . .. . . ... ....... . . .. . .. . . 

e. raise standards for merit 
increases? ... . ... . . . . ... . .. .... . 

f. undertake a systematic 
program review process? 

2. OPERATIONS 

I FYs '79 '80 '81 I I ~Ys '82 '83 '84 I 
YES NO . YES NO REMARKS 

The following questions concern the operations and practices of your institution since FY 1978. In the time 
frames indicated, did your institution, AS A RESPONSE TO FISCAL STRESS: 

a. finance capital construction 
projccts with new funding 
sources? . . .. . . .... .. .. ... . . .. . . 

b. impose an institutionwide 
hiring freeze that lasted at 
least one year? . ..... .. ... . ... . . 

c. require earlier tuition 
payments from students? 

d. postpone equipment purchases 
for at least one year? . . . .. ... .. . . 

e. impose a tuition or fee 
surcharge? .. .. . .. ..... .. . . ... . . 

f. gain the authority to retain 

~~;9~~-~11 r-~~r~4l 

the year-end balance? . . ... . . . . . . . 

REMARKS 
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OPERATIONS (continued) 
Did your institution, AS A RESPONSE TO ~'ISCAL STRESS: 

g. defer for one year or more 
major maintenance or reno
vation projects of the 
physical plant? . .. .. . ....... . .. . 

h. merge with another system 
or institution'! .. . ..... . ........ . 

raise tuition by 15 percent 
. ? or more 111 any one year. . .. .. . . . 

j . impose across-the -board cuts? . . . 

k. declare financial exigency? ...... . 

F_~79 '80 '81 
YES NO I ! 

FYs '82 '83 '84 

YES NO REMARKS 

On a sca le of 1-7, pleuse write in the spaces provided the number that best describes your institution's 
response AS A RESULT OF FISCAL STRESS. 

1 3 - -------
DECREASED DECREASED DECREASED 
MUCH LESS LESS THAN ROUTINELY 

TIIAN ROUTINELY RUI ITINELY 

The proportion of the budget 
devoted to publicity .. . . . .... . .. . 

m. User fees (e.g., student 
health, counseling services, 
etc.) . .. . ..... . . .. ..... . .. _ .. . . . 

n. Fund-raising efforts (i.e., 
hiring additional personnel 
for development, enlisting 
alumni to assist) .. . . ... . ... .. . . . 

o. The proportion of the budget 
allotted to recruiting . . . . . .. ,0

, _ • • 

p . The budget for library 
acquisitions . ... ... .... ... .. ... . 

q. Travel funds . . . . . ......... ... . . 

r. The size of the clerical 
staff . . .. . . .. ....... . . ... . .. . . . . 

s. Services provided by the 
institution (e.g., public 
service, student health, 
library, ancillary 
programs, etc.) ..... . ....... . .. . 

5 6 7 
DID INCREASED INCREASED INCREASED 
NOT ROUTINELY MORE THAN MUCH 1\·IORE 

CHANGE ROUTINELY THAN ROliTINEL Y 

l-7 1-7 . REMARKS 
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3. PROGRAMS 
The next questions deal with programmatic changes your institution may have made since FY 1978. In 
the time frames indicated, did your institution, AS A CONSEQUENCE OF FISCAL STRESS: 

a. participate in consortia 
arrangements? ......... ... . ... . . 

b. consolidate academic 
programs (as opposed to 
discontinuing them)? .......... . . 

c. impose enrollment caps for 
academic programs of high 
demand? . .. . .. ..... . .... .... .. . 

d. discontinue low-demand 
programs? ..... .. . . . . ... .. .... . 

1. IF YES, how many? .... . . ... . 

e. establish new academic 
programs? ..... . . ...... ... . . . . . 

1. IF YES, how many? . .. . ..... . 

f. expand programs aimed at 
retention (e .g., remedial 
programs, tutoring pro-
grams)? ...... .. . . ........ . ... . . 

g. reduce summer course 
offerings significantly? . . . . .. .. . . . 

h. increase suhstantiully 
the number of courses 
offered at more convenient 
times for students (e.g., 
evenings, weekends)? ... .. ...... . 

4. FACULTY 

I FYs '79 '80 ]l I I FYs '82 '83 ~~ 
YES NO YES NO REMARKS 

Next, our concern is with changes that affect faculty . In the time frames indicated, did your institution. 
AS A RE'3UL T OF FISCAL STRESS: 

a. increase incentives for 
early retirement? . . ... . ...... . . . 

b. reallocate faculty positions 
(not members) to high-
priority areas? .......... ... .... . 

c. rely on attrition to reduce 
the size of the faculty? . . . . ..... . 

~so '8ll I FYs '82 '83 ·s4l 
I ~- NO I YES NO I REMARKS 
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FACULTY (continued) 
Did your institution, AS A RESULT OF FISCAL STRESS: 

d. provide retraining for 
faculty members? .......... . .. . . 

e. reallocate faculty members 
to high-demand areas? ........ . . 

f. reduce employee benefits 
(e.g., health coverage, 
tuition discounts, etc.)? . .... . ... . 

g. reduce salaries overall to 
avoid termination of faculty 
rr.ernbers? ........ . .. . . . ... ... . . 

h. increase the proportion of 
part·time faculty? . . ... . . . . .. . . . . 

i. increase the proportion of 
temporary faculty? . . . .. .. . .. . .. . 

j. increase faculty participation 
in interdisciplinary programs? 

k. increase the teaching load 
of faculty members by three or 
more teaching hours? ..... . . . . . . 

increase the student/ 
faculty ratio? . .. . ...... . .. ..... . 

1. IF YES, by how much? . . .. . . . 

m. increase the termination rate 

IF~is1i~BC~]1l rx~~§~ :~~t4l 

for nontenured faculty members? . . . 

n. increase the frequency of 
regular evaluation of 
tenured faculty? ......... .. .... . 

o. increase the frequency of 
regular evaluation of 
nontenured faculty? .. ........ . . . 

p. curtail the number of 
faculty members granted 
sabbatical leave? ... . . . .... . .. .. . 

q. terminate tenured faculty 
members? .. ... ...... . ..... . .. . . 

1. IF YES, how many? .... . . .. . . 

r. close a department, school, 
college? .... . . . ... .... .... . .. . . . 

1. IF YES, please identify 
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SECTION II 

Please circle the number that best represents your opinion of these 
miscellaneous items. 

1. Since FY 1978, the public image of your institution, 
in your estimation, has improved ........ . . . . 

2. In thP last six years, morale among members 
of your institution has i_mproved ... . . .. .. .. ...... . ..... . ... .. . . ...... .. . 

3. Within the next five years, it is unlikely that your institution will be 
threatened with a significant change, such as a merger or closure . . ..... . . . 

4. Within the last six years, innovative activity at your institution 
has increased as a consequence of fiscal stress ............ . . .. . . .. . . . . .. . 

5. Fiscah;tress was a concern at your institution during FY s 1979, 1980, 1981 . .... 

6. From FY 1982 to the. present at your institution, fiscal stress 
has been a concern . . .. . .. . .. . ........ . .... .. .... .. ...... . ..... . .. . .. . 

SECTION III 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 5 

The following will help us to interpret the data from this questionnaire. Please circle the numher of your answer. 

1. During the last six years, would you say that the degree of faculty consultation and involvement in planning 
and implementing retrenchment strategies or institutional changes has . . ... . . .. .. .. . 

1 DECREASED 
2 INCREASED 

2. Has your institution appointed a new president since FY 1978? ......... . . .. .. .. .. .... . . . . . . 1 YES 
2 NO 

3. 

4. 

5. 

6. 

IF YES, in what year? .. .. . .. . . ... . .. .. . . . ..... . . . ... . ... . .. . . .. . ... .. . .. .. . .. ·-------

a. FTE enrollment!! during FYs 1979, 
1980, 1981 showed ··· · ··· ·· ······· · ····· ·· 

b. FTE t-nrollments during FYs 1982, 
1983, (estimated) 1984 showed .. .. .... .. .. .. 

a. Head count enrollment during FY s 1979, 
1980, 1981 showed ...... ··· · ··········· · · · 

b. Headcount enrollment during FYs 1982, 
1983, (estimated) 1984 showed . .. .. . . .. .. . . . 

a. Total institutional revenues (adjusted for inOa-
tion) during FY s 1979, 1980, 1981 showed . .. 

b. Total institutional revenues (adjusted for inOa-
tion) during FYs 1982, 1983, (estimated) 1984 
showed . ....... ...... .... .......... . . . .... 

a. Total institutional expenditures (adjusted for 
inOation) during FYs 1979, 1980, 1981 showed .. 

b. Total institutional expenditures (adjusted for 
inOation) during FYs 1982, 198:1, (estimated) 
1984 showed .. .. . . ... . .. .. . . .... . .. . ... . . 

SHARP GRADUAL · NO 
DECLINE DECLINE CHANGE 

(>5'7r) (<57c) 

2 3 

2 3 

2 3 

2 3 

2 3 

2 3 

2 3 

2 3 

GRADUAL 
RISE 
(<5'7r) 

4 

4 

4 

4 

4 

4 

4 

4 

SHARP 
RISE 
(>5 '1. ) 

5 

5 

5 

5 

5 

5 

5 

5 
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SECTION IV 

REMARKS: If referring to a previous question, please include the number of the question. Also, please 
mention any institutional responses not included in this questionnaire that you believe have contributed 
to the well-being of your institution. 
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'. ; . I , "\.·j' ' ,-..l ·,-:-, 0 
J ' .~'-\v w 0· 

Letter of Transmittal 

National ASSCC!at ion or C;; ll ege and Ur.rJers it:: 3 L.SI~ =ss 8'7:.: .:::3 
Gn e c ~ ~ o n[ C ,rc : ~ . Su1: a :5 : G. ,'la S.i l ~ g :c n DC . 2~:G::; ~- ~ · ;-3 • .2 - ~..:. ;.; -1: .:-:. 

May 16, 1984 

!he purpose of this study is to follow-up "A Report on the Financial 
Conditions Project," completed in 1981 by the American Council on 
Education and NACUEO. This study seeks to identify institutional changes 
since the original study, which covered 1975 to 1978. In the report many 
institutions reported similar responses to fiscal stress. Specifically, 
this study is designed to determine whether institutions have responded 
differently to fiscal stress and what actions they have taken since the 
original study. 

As you know, higher education generally is encountering declining 
enrollments, changing financial conditions, and internal shifts in student 
demand. These problems face most institutions to varying degrees. It 
seems, then, that a better understanding of how institutions are coping 
with these changing conditions will benefit other institutions that face 
similar circumstances. 

Because you participated in the original study, we are asking your 
assistance in this follow-up. In order for the results truly to represent 
institutional behavior during this period of adjustment, it is essential 
that each questionnaire be ·completed and returned. A prestamped envelope 
is enclosed for your convenience. 

You may be assured of confidentiality. !he data will be used by 
NACUEO for a follow-up to the original study as well as for dissertation 
purposes by a doctoral candidate at the University of Arizona. !he 
doctoral candidate will be able to identify the institutions only by the 
identifying numbers used in the original report. The number at the top of 
the questionnaire represents your institutional identification number. 
The name of ~our institution will not appear on the questionnaire, and the 
institutional register will be maintained by NACUBO. 

The results of this research will be made available to all interes t ed 
persons. You can receive a summary of results by 1.1riting "copy of results 
requested" on che back of the return envelope. 
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-2- !-fay 16, 1984 

We would be happy ~o answer any questions you migh~ have. Please call 
? aula c . 3ale~s of the ITniversieY of Arizona at 602 / 621-7951 or Anna Marie 
Ciriao of ~ACUBO at 202/861-2535~ 

!hank you for your assistance. 

JAH/ lif 
:::nclosure 

a:.:~yc~ 
~~es A. EiyacY 

Director 
Financial Management Center 
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NACUBO 

Dear 

First Follow-up 

. (Postcard) 

NationaJ Association of College and University Business Officers 
One Dupont Citcle. Suite 500, Wasrungton. D.C. 20036-1178 • 202-&31-2500 

June 6, 1984 

~ survey seeking institutional responses to the changing environment in 
hi&her education was mailed to you on May 16, 1984. 
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If you have already returned the questionnaire, we thank you. If not, 
please do so today. We realize you are busy, particularly at this time of 
year; however, since this study is a follow-up, your response is critical. 

If by some chance you did not receive the questionnaire, or if it has been 
misplaced, please write to the above address or call (202) 861-2535. 

Thank you for your time and willingness to provide information that will 
help us better understand how colleges and universities are responding to 
the changing times. 

James A. Hyatt, Director 
Financial Management Center 



Second Follow-up 

NACUBO Nat ional AssOC13IIOn of C o llf: ~J e dllJ l 1: 11 1c:r · 11 ·1 i i• t:dt ,. ·: .:, u tt,u ·: 
C.~ rh · Dup<Hl i C u cl t~ .~lu t l c !J I U . Wd~.I,H \~ jl,_ , n , (J ~ ;·, u , :t . 11,·( . • '' ~ ' t • · 1 · .· · ~ 1 , 

.June 13, 1964 

About three weeks ago, we 1ent you a survey requesting information on 
specific institutional responses to changing conditions in higher 
education. As of today we have not yet received your completed survey. 

I am writing again because of the significance each survey has to the 
usefulness of this study. Your response will help us to better understand 
how institutions are coping with enrollment and financial stress as well 
as with shifts in student demand. Because this is a follow-up to the 
study completed by the Am~rican Council on Education and NACUBO in 1981, 
your participation is critical to the results. We urge you to complete 
and return the form today. 

In the event that your survey has been misplaced, another is enclosed. 

Your contribution to the success of this study is greatly appreciated . 

JAH/rmr 

Enclosure 

Sincerely, 

- o."(\.l...t / J .A--

~ 
(-~ 

( m~s A. Hyatt 
rector 

Financial Management Center 
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Third Follow-up 

July 1~, 1984 

About six weeks ago, we sent you a survey requesting information on 
specific institutional responses to changing conditions in higher 
education. As of today we have not yet received your completed survey. 

I am writing again because of the significance each survey has to the 
usefulness of this study. Your response will help us to better understand 
how institutions are coping with enrollment and financial stress as well 
as with shifts in student demand. Because this is a follow-up to the 
study completed by the American Council on Education and NACUBO in 1981, 
your participation is critical to the results. Of the 26 four-year 
institutions that participated in the 1981 study, 21 have completed the 
survey. We would appreciate it if you would complete the form and help us 
to attain a more complete response to the survey. 

In the event that your survey has been misplaced, another is enclosed. 

Your contribution to the success of this study is greatly appreciated. 

JAH/rmr 

Enclosure 

Sincerely, 

James A. Hyatt 
Director 
Financial Management Center 
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APPENDIX B 

TABLED RESULTS OF SECONDARY ANALYSIS AND QUESTIONNAIRE FINDINGS 
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Table A. Frequency Counts and Percentage Distribution of Operational 
Responsesl, by Institutional Control, FYs 1975-1978 

Response 

New Funding/ 
Construction 

Hiring Freeze 

Public 
Institution 
(N=7) 
f % 

Private 
Institutions 

(N=19) 
f 

2 

1 

% 

11 

5 

Total 
(N=26) 

f % 

2 8 

1 4 

Early tuition -

Postpone Equip
ment Purchases 2 29 2 11 4 15 

Tuition/Fee 
Surcharge - -

Deferred 
Maintenance 2 29 7 37 9 35 

Tuition Increase - 2 11 2 8 

Across-the-
Board Cuts 

User Fees 

Publicity 

Fundraising 

Recruitment 

Reduced Library 
Acquisitions 

Travel Funds 
Increase 
Decrease 

4 

3 

3 

2 

-

-

-

57 

43 

43 

-
29 

Institutional 
Services 
Increase 
Decrease 

1 
1 

14 
14 

4 21 4 15 

18 95 22 85 

16 84 19 73 

3 12 

3 16 3 12 
1 5 3 12 

Clerical Staff - 3 16 3 12 

6 32 7 27 
1 5 2 8 
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Table B. Frequency Counts and Percentage Distribution of Programmatic 
Responses of Higher Education Institutions, by Institutional 
Control, FYs 1975-1978 

Response 

Retention 
Programs 

Consortia 

Program 
Discontinuance 

Reduced Summer 
Offerings 

Altered Course 
Schedule 

Enrollment Caps 

Public 
Institutions 

(N=7) 
f % 

3 43 

4 57 

-

-

2 29 

1 14 

Private 
Institutions 

(N=19) 
f 

10 

9 

5 

2 

% 

53 

47 

26 

-

11 

_ 

Total 
(N=26) 
f % 

13 50 

13 50 

5 19 

-

4 15 

1 4 
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Table C. Frequency Counts and Percentage Distribution of Faculty 
Adjustments and Incentives of Higher Education Institutions, by 
Institutional Control, FYs 1975-1978 

Response 

Early 
Retirement 

Retain Year-
end Balance 

Attrition 

New Academic 
Programs 

Faculty 
Retraining 

Reallocation of 
Faculty Members 

Reduced Employee 
Benefits 

Reduced Salaries 

Public 
Institutions 

(N=7) 
f % 

1 14 

3 43 

3 43 

-Increased Proportion 
of Part-time Faculty 

Interdisciplinary 
Programs 

Increased Teaching 
Load 

Increased Student/ 
Faculty Ratio 

Evaluation of 
Faculty 

Curtailment of 
Sabbatical Leave 

Private 
Institutions 

(N=l9) 
f % 

1 5 

9 47 

2 11 

3 16 

2 11 

1 5 

1 5 

Total 
(N=26) 
f % 

1 4 

4 15 

12 46 

2 8 

3 12 

2 8 

1 4 

1 4 



Table C (continued). 
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Response 

Termination of 
Faculty 

Program 
Consolidation 

Public 
Institutions 
(N=7) 
f % 

-

1 14 

Private 
Institutions 
(N=19) 

f % 

5 26 

Total 

(N-26) 
. f % 

5 19 

1 4 

School, Department, 
or College Closure 
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Table D. Frequency Counts and Percentage Dis t r ibu t ion of Pol icy 
Responses of Higher Education I n s t i t u t i o n s , by I n s t i t u t i o n a l 
Contro l , FYs 1975-1978 

Response 

Retrenchment 
Policy 

Public 
Institution 

(N=7) 
f % 

Private 
Institution 

(N=19) 
f % 

Total 
(N=26) 
f % 

Mission Change 1 14 4 21 5 19 

Promotion/Tenure 

Standards - -

Tenure Quota - -

Merit Increase 

Standards - - -
Program Review - 1 5 1 4 
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Table E. Frequency Counts and Percentage Distribution of Severe 
Responses of Higher Education Institutions, by Institutional 
Control, FYs 1975-1978 

Response 
Public 

Institutions 
(N=7) 
f % 

Private 
Institutions 
(N=19) 

f % 

Total 
(N=26) 
f % 

Financial 
Exigency 

Merger 29 12 

Closure of 
Institution 
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Table Fl. Frequency Counts and Percentage Distribution of Operational 
Responses of Higher Educations, by Institutional Control, FYs 
1979, 1980, 1981 and FYs 1982, 1983, 1984 

Public (N=5) Private (N=18) Total (N=23) 
FYs '79-'81 '82-'84 FYs '79-'81 '82-'84 '79-'8l '82-'84 

f % f % f % f % f % f % 

1 
Variable 

CSTNFND - 3 18.8 7 41.2 3 14.3 7 31.8 
(3 missing cases) 

HRGFRZ - 2 40.0 211.1 4 22.2 2 9.1 6 26.1 
(1 Missing case) 

ERLTUN - - 3 16.7 6 35.3 3 13.0 6 27.3 
(1 Missing case) 

EQPMTPC 4 80.0 3 60.0 9 50.0 11 64.7 13 56.5 14 63.6 

(1 Missing case) 

TUNSCG - 2 40.0 1 5.6 2 11.1 1 4.3 4 17.4 

DFRMTC 3 60.0 4 80.0 12 66.7 13 72.2 15 65.2 17 73.9 

RZTUN 1 20.0 2 40.0 2 11.1 3 16.7 3 13.0 5 21.7 

AKSBDKT 2 50.0 3 60.0 5 29.4 7 41.2 7 33.3 10 45.5 
(1 missing case) (2 missing cases) 

1 
CSTNFND - construction financed with new funding sources; HRGFRZ -

hiring freeze; ERLTUN - early tuition payments; EQPMTPC - equipment 
purchases postponed; TUNSCG - tuition/fee surcharge; DFRMTC - defer 
maintenance projects; RZTUN - raise tuition by 15 percent or more; 
AKSBDKT - across-the-board cuts. 

f - absolute frequency 
% - adjusted frequency 
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Table F2. Changes in Operational Responses of Higher Education 
Institutions, by Institutional Control, FYs 1979, 1980, 1981 
and FYs 1982, 1983, 19841 

Public (N=5) 
FYs '79-'81 '82-'84 

% % 

Private (N=18) 
FYs '79-'81 '82-'84 

% % 

Total (N=23) 
'79-'81 '82-'84 

% % 

Variable2 

PBLBJT 
Increase 
Decrease 
No Change 

1 25.0 
1 25.0 ' 1 25.0 
3 75.0 2 50.0 
(1 missing case) 

9 50.0 14 77.8 
2 11.2 1 5.6 
7 38.9 3 16.7 

9 40.9 15 68.2 
3 13.7 2 9.0 
10 45.5 5 22.7 

UZRFZ 
Increase 
Decrease 
No Change 

4 100 4 100 

(1 missing case) 

8 4 7 . 1 
1 5.9 
8 4 7 . 1 

9 53 .0 
1 5.9 
7 4 1 . 2 

12 57.2 
1 4 . 8 
8 38 .1 

13 61 .9 
1 4 . 8 
7 33 .3 

FNDRZ 
Increase 
Decrease 
No Change 

2 50.0 3 50.0 

2 50.0 1 25.0 
(1 missing case) 

14 77.7 18 100 16 72.7 21 95.4 

4 22.2 - 6 27.3 1 4.5 

RCTBJT 
Increase 
Decrease 
No Change 

2 50.0 2 50.0 
1 25.0 1 25.0 
1 25.0 1 25.0-
(1 missing case) 

16 88.8 18 100 18 79.9 20 90.0 
1 5.6 - 2 9.0 1 4.5 
1 5.6 - 2 8.7 1 4.5 

LBYBJT 
Increase 
Decrease 
No Change 

4 100 4 100 

(1 missing case) 

12 75.1 12 75.1 
1 6.3 1 6.3 
3 18.8 
(2 missing cases) 

16 80.0 16 80.0 
1 5.0 1 5.0 
3 15.0 -

TVLFND 
Increase 
Decrease 
No Change 

2 50.0 2 50.0 
1 25.0 
1 25.0 2 50.0 

(1 missing case) 

8 50.0 9 56.4 10 50.0 11 55.0 
2 12.5 4 25.0 3 15.0 4 20.0 
6 37.5 3 18.8 7 35.0 5 25.0 
(2 missing cases) 



Table F2 (continued). 
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FYs 
Public 

'79-'81 '82-'84 
% % 

Private 
FYs '79-'81 '82-'84 

% % 

Total 
'79-'81 '82-'84 
f % f % 

INSTSVS 
Increase 
Decrease 
No Change 

CRLSTF 
Increase 
Decrease 
No Change 

2 50.0 2 50.0 
1 25.0 1 25.0 
1 25.0 1 25.0 
(1 missing case) 

1 25.0 1 25.0 
2 50.0 2 50.0 
1 25.0 1 25.0 
(1 missing case) 

9 50.0 9 50.0 

9 50.0 9 50.0 

7 43.8 8 50.0 
1 6.3 3 18.3 
8 50.0 5 31.3 
(2 missing cases) 

11 50.0 11 50.0 
1 4.5 1 4.5 

10 45.5 10 45.5 

9 40.0 9 45.0 
3 15.0 5 25.0 
9 45.0 6 30.0 

1 
See Appendix B for exact degrees of change. 
2 
PBLBJT - publicity budget; UZRFZ - user fees; FNDRZ - fundraising; 
RCTBJT - recruiting budget; LBYBJT - library acquisitions budget; TVLFND-
travel funds; CRLSTF - size of clerical staff; INSTSVS - institutional 
services. 

f - absolute frequency 
% - adjusted frequency 
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Table G. Frequency Counts and Percentage Distribution of Programmatic 
Responses of Higher Education Institutions, by Institutional 
Control, FYs 1979, 1980, 1981 and FYs 1982, 1983, 1984 

Private (N=18) Total (N=23> 
FYs '79-'81 '82-'84 '79-'81 '82-'84 

f %• f % f % f % 

3 16.7 7 38.9 4 17.4 9 39.1 

1 5.6 1 5.6 2 8.7 4 17.4 

6 33.3 12 66.7 7 30.4 15 65.2 

12 66.7 13 72.2 15 65.2 15 65.2 

1 5.6 1 5.6 2 8.7 1 4.3 

7 41.2 9 52.9 9 36.4 11 50.0 
(1 missing case) 

FYs 

1 
Variable 

CSRARG 

NRLCPS 

DCTLDP 

RETNPGM 

RDUSMR 

NKECVNT 

Public 
'79-'81 
f % 

1 

1 

'1 

3 

1 

1 

20.0 

20.0 

20.0 

60.0 

20.0 

20.0 

(N=5) 
'82-'84 
f % 

2 40.0 

3 60.0 

3 60.0 

2 40.0 

-

2 40.0 

1 
CSARG - participation in consortia arrangements; NRLCPS - enrollment 

caps imposed in high-demand areas; DCTLDP - discontinuance of low-dmand 
programs; RETNPGM - expansion of retention programs; RDUSMR - reduction 
of summer course offerings; NKECVNT - increase number of courses offered 
at convenient times for students. 

f - absolute frequency 
% - adjusted frequency 
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Table H. Frequency Counts and Percentage Distribution of Faculty 
Adjustments and Incentives of Higher Education Institutions, by 
Institutional Control, FYs 1979, 1980, 1981 and FYs 1982, 1983, 
1984 

Public (N=5) Private (N=18) Total (N=23) 
FYs '79-'81 '82-'84 FYs '79-'81 '82-'84 '79-'81 '82-'84 

f % f % f % f % f % f % 
1 

V a r i a b l e 

YRNDBAL 1 20.0 2 40.0 3 17.6 5 29.4 4 18.2 7 31.8 

(1 missing case) 

CSACDP 1 20.0 3 60.0 3 16.7 5 27.8 4 17.4 8 34.8 

ESTNPG 2 40.0 3 60.0~ 6 35.3 14 82.4 8 36.4 17 77.3 
(1 missing case) 

ERLRET 1 20.0 2 40.0 5 27.8 4 23.5 6 26.1 6 27.3 
(1 missing case) 

RKFACPO 2 40.0 4 80.0 4 22.2 9 52.9 6 26.1 13 59.1 
(1 missing case) 

RL1ATR 3 60.0 3 60.0 7 38.9 8 47.1 10 43.5 11 50.0 
(1 missing case) 

RTRAFAC 2 40.0 3 60.0 3 16.7 9 52.9 5 21.7 12 54.5 
(1 missing case) 

RKFACMB 1 20.0 4 80.0 7 38.9 7 41.2 8 34.8 11 50.0 

(1 missing case) 

RDUBNFT - - 3 16.7 5 27.8 3 13.0 5 21.7 

RDUSLR - - 3 16.7 4 22.2 3 13.0 5 21.7 

NKEPT 1 20.0 2 40.0 7 38.9 8 44.4 8 34.8 10 43.5 

NKETMP 2 40.0 3 60.0 6 33.3 7 38.9 8 34.8 10 43.5 

NDPPGM 2 40.0 2 40.0 4 22.2 7 38.9 6 26.1 9 39.1 

NKETCLD - - 4 22.2 6 33.3 4 17.4 7 30.4 

NKERAT 1 20.0 2 40.0 3 16.7 5 27.8 4 17.4 7 30.4 

TMNTNF 1 20.0 1 20.0 2 11.1 3 16.7 3 13.0 4 17.4 
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Table H (continued), 

Public (N=5) Private (N=18) Total (N=23) 
FYs '79-'81 '82-'84 FYs '79-'81 '82-'84 '79-'81 '82-'84 

f . % f % f % f % f % f % 

Variable 

NKEVLTF. - - - ' 3 16.7 3 13.0 

NKEVLNF - - - 1 5 . 6 - 1 4 . 3 

KTLSBT 1 20.0 1 20.0 4 22.2 4 22.2 5 21.7 5 21.7 

TMTNF - 1 20.0 1 5.6 3 16.7 1 4.5 4 17.4 
(1 missing case) 

CZDSC 1 20.0 1 20.0 1 5.9 1 5.9 2 9.1 2 9.1 

1 
YRNDBAL - authority to retain year-end balance; CSACDP - consolidation 
of academic programs; ESTNPG - establishment of new academic programs; 
ERLRET - increased incentives for early retirement; RKFACPO - reallocate 
faculty positions to high-demand areas; RLIATR - reliance on attrition; 
RTRAFAC - provide retraining for faculty; RKFACMB - reallocate faculty 
members to high-demand areas; RDUBNFT - reduce employee benefits; 
RDUSLR - reduce salaries overall; NKEPT - increase the proportion of 
part-time faculty; NKETMP - increase the proportion of temporary faculty; 
NDPPGM - increase faculty participation in interdisciplinary programs; 
NKETCLD - increase teaching load by three or more hours; TMNTNF -
increase the termination rate of nontenured faculty; NKEVLTF - increase 
frequency of tenured faculty evaluation; NKEVLNF - increase frequency of 
nontenured faculty evaluation; KTLSBT - curtail the number of sabbatical 
leaves; TMTNF - increase the termination rate of tenured faculty; CZDSC -
closure of a department, school or college. 

f - absolute frequency 
% - adjusted frequency 
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Table I. Frequency Counts and Percentage Distribution of Policy 
Responses of Higher Education Institutions, by Institutional 
Control, FYs 1979, 1980, 1981 and FYs 1982, 1983, 1984 

Private (N=18) Total (N=23) 
FYs '79-'81 '82-'84 '79-'81 '82-'84 

f % f % f % f % 
FYs 

1 
Variable 

Public 
' 79 - '81 
f % 

(N= 5) 
'82- '84 
f % 

RETPLC - 4 22.2 5 29.4 4 17.4 5 22.7 

(1 missing case) 

MSNCNG - 1 20.0 < 2 11.1 3 16.7 2 8.7 4 17.4 

STDNPR 1 20.0 1 20.0 2 11.8 3 17.6 3 13.6 4 18.2 

(2 missing cases) 

TENLMT - - 2 1 1 . 1 - 2 8.7 -

MRTSTD - 1 20.0 - 2 11.1 - 3 13.0 

PGMRVU 1 20.0 5 100.0 6 33.3 10 55.6 7 30.4 15 75.2 

IRETPLC - written retrenchment policy; MSNCNG - change in institutional 
mission; STNDPR - increased promotion and tenure standards; TENLMT -
limits on number of faculty who may receive tenure; MRTSTD - standards 
raised for merit increases. 

f - absolute frequency 
% - adjusted frequency 
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Table J. Frequency Counts and Percentage Distribution of Severe 
Responses of Higher Education Institutions, by Institutional 
Control, FYs 1979, 1980, 1981 and FYs 1982, 1983, 1984 

Private (N=18) Total (N=23) 
FYs '79-'81 '82-'84 '79- '81 '82-'84 

f % f % f % f % 
FYs 

1 
Variable 

MERGE 

FNEGNC 

CLOSE 

Public 
'79-'81 
f % 

-

-

_ 

(N=5) 
'82-'84 
f % 

-

1 20.0 

. 

3 16.7 4 22.2 3 13.0 5 21.7 

1 5.6 1 4.3 

1 
MERGE - merger with another institution or system; FNEGNC - declaration 
of financial exigency; CLOSE - closure of institution. 

f - absolute frequency 
% - adjusted frequency 



APPENDIX C 

INSTITUTIONAL PROFILES, BY ENROLLMENT EXPERIENCE 

Summarized from Site Visit Abstracts, 

A Report on the Financial Conditions Project 

Type I Institutions (++): stable and/or growing FTE enrollments during 

FY13 1979-1981 and FYs 1982-1984. 

Institution 5, located in the Northeast, is a private liberal 

arts college with a graduate program in osteopathic medicine and had an 

FTE enrollment of 378. Tuition and fees provide 50 percent of the total 

revenues; gifts and grants account for less than 14 percent. Between 

1975-1977, academic programs were cut in liberal arts college, and pay 

cuts were taken by all staff members. In 1978, the liberal arts 

institution merged with the newly established school of osteopathic 

medicine. 

Institution 22, a former teachers' college with a limited 

graduate program, is a public institution located in the Mid Atlantic and 

had an FTE enrollment of 3,300. During the 1970s, the institution 

experienced a 41 percent enrollment decline. Ninety-seven percent of its 

faculty were tenured. The school relied on attrition instead of 

termination to reduce the size of its faculty. 

Institution 10, a major research university in the South, is a 

public institution with an FTE enrollment of 15,850. The institution had 
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grow~ng enrollments, and its problems centered around inflation and 

compliance with socially imposed programs. Good management was reported. 

Institution 7, located in the Central Plains, is a religiously 

affiliated liberal arts institution with cln FTE enrollment of 745. 

Having experienced a 22 percent enrollment increase over a five year 

period, the institution's stress is relevant to the decline in the number 

of college age students in the area, the increasing gap between revenues 

and expenditures, and a deficit due to external borrowing. 

Instititution 19 is a religiously affiliated liberal arts college 

~n the Northwest with an FTE enrollment of 1,000. Having recovered from 

a significant enrollment decline, the school is known nationally for 

programs in natural sciences. Its major stress was due to the decline ~n 

its traditional pool of students. 

~II Institutions (-+): decline ~n FTE enrollments ~n FYs 1979-1981, 

recovery in FYs 1982-1984. 

Institution 25, located in the Mid Atlantic, is a religiously 

affiliated liberal arts and sc~ences college for men; it had an FTE 

enrollment of 819. Tuition and fees accounted for 47 percent of total 

revenues while endowment and gift income provided 13 percent. Over an 

eight-year period, enrollment dropped by 18 percent and the faculty 

decreased by 13 percent. 

Institution 13, with an FTE enrollment of 1,762, is a religiously 

affiliated liberal arts college offering both education and professional 

programs. Located in the South, the predominantly black institution 



accepts 95 percent of its applicants. The low tuition charged by the 

institution to encourage enrollment resulted in inadequate revenues. 

Institution 8, located in the Central Plains, is a public 

institution with an FTE enrollment of 736. The school had an open 

admissions policy and was experiencing an increase in part-time 

enrollment. The sources of the external stresses were the declining 

number of college-age students in the region and the lack of any state 

financial aid. 
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Institution 18, with an FTE enrollment of 300, is a religiously 

affiliated liberal arts college 1n the Northwest. Tuition accounted for 

37 percent of the income; gifts by church groups and individuals provided 

the remaining revenues. The main sources of stress were cash flow 

problems, an inadequate budgeting system, and a high rate of turnover 1n 

important administrative positions. 

Institution 20, a religiously affiliated liberal arts college in 

the Northwest, reported an FTE enrollment of 1,053. Noted for its high 

quality academic programs, the institution experienced relatively 

constant enrollment. Its stress was related to a decline in its 

traditional pool of students, an inefficient budgeting and planning 

system, and changes in financial aid regulations. 

~III Institutions (+-): Enrollment growth 1n FYs 1979-1981, decline 1n 

FYs 1982-1984. 

Instititution 1, a private institution located in the Northeast, 

offers both an undergraduate program and an M.S. degree in business. 

With an FTE enrollment of 1,010, the school relied on tuition and fees to 



182 

provide 50 percent of institutional revenues. Tuition had increased in 

line with inflation-

Institution 2, a private business college that offers both an 

undergraduate program and an M.S. degree, is located in the Northeast and 

had an FTE enrollment of 583. Tuition and fees accounted for 61 percent 

of total revenues. Stable enrollments were reported. 

Institution 26, a private institution in the Mid Atlantic with an 

FTE enrollment of 819, reported a 32 percent enrollment decline between 

1970-1976. The school admits 99 percent of its applicants, and it had 

not increased its tuition in line with inflation. 

Institution 23, a religiously affiliated liberal arts college in 

the Mid Atlantic, had an FTE enrollment of 1,170. Tuition and fees 

provided 47 percent of institutional revenues, and gift and endowmnet 

income accounted for 24 percent. 

Institution 11, located in the South, is a religiously affiliated 

liberal arts college with an FTE enrollment of 370. Tuition and fees 

accounted for 51 percent of total revenues, while private gifts and grants 

provided 14 percent. 

Institution 12, a religiously affiliated college in the South, 

had an FTE enrollment of 722. Enrollment decline (from 833 in 1970 to 

535 in 1975) and loss of federal funds led to deficit spending. The 

proportion of tenured faculty was reduced from 80 percent to 60 percent. 

Institution 16, located in the North Central, is a public compre

hensive institution with a medical school and had an FTE enrollment of 

33,176. Its stress was the result of the transition period from 

municipal control to state control from 1972 to 1977, and of a state 
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revenue shortfall that resulted 1n a 6 percent appropriations cut. The 

institution's problems centered more around governmental funding 

priorities than changing enrollments. 

Institution 17, a religiously affiliated liberal arts and 

business college in the North Central, had an FTE enrollment of 943. In. 

this predominantly black instiution, only 20 percent of the incoming 

students graduate. Ninety-five percent of the students received 

financial aid, and this created an administrative burden. 

Institution 6, with an FTE enrollment of 507, is a religiously 

affiliated liberal arts college in the Central Plains. Following a 

decline in enrollments in the mid-1970s, enrollments grew by approxi

mately 25 percent, and unrestricted gift 1ncome rose from $150,000 to 

$494,000. 

Institution 21 is a public institution in the Northwest and had 

an FTE enrollment of 15,924. In addition to the undergraduate programs, 

the school offered graduate programs in business and public adminis

tration. Although the institutiton experienced a slight increase in 

enrollments, reduction 1n state appropriations was the ma1n source of 

stress. 

~IV Institutions (--): declining enrollments 1n both FYs 1979-1981 and 

FYS 1982-1984. 

Institution 14, a private liberal arts college in the Northeast, 

had an FTE enrollment 550 . Tuition and fees provided 56 percent of 

institutional revenues. Tuition did not increase with inflation, and the 

institution had a poor image (party school). The school had four 
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presidents between 1970 and 1980. (Note: This is the institution from 

the sample that closed in May 1983.) 

Institution 3, located in the Northeast, is a private liberal 

arts college with an FTE enrollment of 370. The tuition dependent school 

had an open enrollment policy. The school experienced serious financial 

difficulty for five years. Course offerings were reported to have been 

cut by 20 percent. 

Institution 24, a private liberal arts college in the Mid 

Atlantic, had an FTE enrollment of 1,545. The school underwent an 

enrollment decline of 55 percent between 1968 and 1974. Its survival was 

considered precarious. 
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