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ABSTRACT 

This study is designed to examine senior student affairs officer (SSAO) perceptions 

of restructuring and budgetary changes experienced by their institutions of higher 

education. A critical postmodern lens is applied to explore the meaning of SSAO discourse 

on the context for restructuring of their divisions, on strategies they have chosen to utilize 

and possible affect on students, staff and student affairs as a profession. This study 

utilizes two distinct sets of data to examine these issues. First, phone interviews were 

conducted with 30 senior student affairs officers from public research institutions to gain an 

in-depth understanding of their discourse surrounding and strategies utilized during 

restructuring and/or budget decline. Second, a NASPA (National Association of Student 

Personnel Administrators ) survey with a return from 389 senior student affairs officers, 

designed in part from the phone interviews, was utilized to gain a broader perspective of 

restructuring in various types of institutions. 

Findings suggest that in response to general higher education restructuring 1) there 

are clear patterns of sttategies utilized by senior student affairs officers; 2) that student 

affairs officers have responded in some ways that are likely to be beneficial to students and 

in some ways problematic; 3) that some student groups such as low-income, minority and 

female students may be disproportionately affected; and 4) that student affairs professional 

roles are changing to accommodate new responsibilities for fund-raising, increased revenue 

producing activities and reengineering of job responsibilities to continue serving student 

needs. 



10 

CHAPTER 1 

INTRODUCTION 

Statement and Context of the Problem 

In recent years, higher education is experiencing profound, perhaps even 

revolutionary restructuring. Changes in federal, state and private funding, public demand 

for improved undergraduate education, and accelerated societal pressure to contribute 

applied research and skilled labor to improve U.S. competition within a global economy 

have all acted as catalysts for restructuring. Universities have responded by seeking out 

new sources of funding (Slaughter & Leslie, 1997); calling for increased efficiency and 

effectiveness (Guskin, 1994); reallocating funding to academic areas considered most 

likely to produce revenue (Hackman, 1985; Slaughter, 1993); developing and expanding 

administrative functions related to revenue production (Leslie & Rhoades, 1995); forming 

complex partnerships with corporate entities (Campbell, 1995); and by developing rhetoric 

emphasizing undergraduate education. As one research I institution in the southwest 

describes their new mission," we are a student centered research university". These 

influences affect the ways that various campus entities operate and position themselves to 

deal with changes and to maximize their standing within higher education. 

Student affairs divisions, u^ditionally service oriented and student centered areas in 

universities, face paradoxical pressures as a result of this revolution of restructuring, 

coping with budget decline and revised institutional and societal priorities. On the one 

hand, societal and legislative calls for a well rounded "globally prepared workforce", 

legislative interest in improved undergraduate education and increased student and parent 
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demand for a "client" centered orientation imply the need for expanded services and 

expanded use of learning outside of the classroom, both principal expertise areas of student 

affairs (Kuh, 1994 a, b). On the other hand, an increasingly severe decline of funding to 

student affairs divisions nationwide (Trow, 1995; El-Khawas, 1994) and the reallocation 

of student affairs and other funding primarily to non-instructional areas of the university 

(Gumport, 1995) suggests a devaluing of 1) smdent learning and development; 2) 

services to meet various needs of students as learners and clients; and 3) students 

themselves as valuable entities within universities. 

In a nationwide study of campus trends, El-Khawas (1994) found that 62% of 

student affairs divisions had received cuts to their divisional budgets. At public institutions 

these cuts stem both from decreases in state allocations and to reallocations of monies from 

student affairs to other areas of the university, primarily toward enttepreneurial research 

(Slaughter, 1993) As indicated in the following table, student affairs already receives a 

very small share of institutional resources, a nationwide average of 3.7% consistently from 

1976 through 1990. Although student services did not fair as badly as Instruction, 

Libraries and Operations & Maintenance from 1976 through 1990, cuts to an ahready small 

share of institutional resources allocated to student services are significant In addition, 

with the exception of fellowships and scholarships, institutions have decreased or 

maintained (not increased) share of funding to all areas directly serving students including 

instruction, operation and maintenance of campus buildings, student services and libraries. 

In contrast, areas not directly benefitting students, including research and administration, 

are receiving larger shares of budget allocations. Although these cuts have not been all that 

disproportionate to other administrative units, other administrative areas have gained rather 

than lost. Institutions nationwide then are reallocating monies away from areas that directly 

contribute to the education of students. 
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Table 1.1 
Allocations of Education and General Expenditures 

(% of total institutional budgets) 

Area 1976-77 1989-90 Change 
Instruction 39.0 36.0 decrease 
Research 18.4 21.4 mcrease 
Administration 13.0 13.8 mcrease 
Public Service 8.1 8.1 no change 
Operations & Maintenance 9.1 7.8 decrease 
Fellowships /Scholarship 4.0 4.3 mcrease 

f Libraries 3.5 3.1 decrease 
Source: National Center for Educational Statistics (1992) as quoted in The NEA 1994 Almanac of 
Higher Education. Washington, DC: National Education Association 

To compound the situation for students, shifts of monies away from both academic 

and service areas that serve high numbers of students (Slaughter, 1993; El-Khawas, 1994, 

1996) belies the current rhetoric surrounding institutional calls for improved undergraduate 

education. As Leslie (1995) has emphasized, allocation of funding by organizations is a 

key indicator of primary values and priorities. The following chart from the U.S. 

Department of Education shows the steady reallocation of funds over an 8 year period to 

non-student benefitting areas such as research, public service. This chart shows as well, 

the much lower increases especially to instruction, instructional support and operations and 

maintenance. It is notable that with the exception of scholarships, areas related directly to 

student learning and development make up the lower end of the scale and that instruction 

expenditures are lowest and significantly lower than all other areas. Student services has 

received increases over time, however, a 49% increase in real dollars is much lower than 

the 56.3% increase to research. Even a doubling of student services 3.7% share of the 

budget is not a large instimtional or public investment in the lives of students. 



13 

Table 1.2 
8 year % increase in Higher Education Current Fund Expenditures 

1981-82 through 1989-90 
Scholarships 83.8% increase 
Public Service 57.8% increase 
Research 56.3% increase 
Academic Support 50.2% increase 
Student Services 49.0% increase 
Instructional Support 45.2% increase 
Operations and Maintenance 38.7% increase 
Instruction 36.1% increase 
Source: U.S. Department of Education, Current 
of Higher Education - Fiscal Years 1982-90. Was 

Funds Revenue and Expenditures of Instruction 
hington, DC: OERI, Table 2 

One additional indicator of the lesser value placed on student services and on the out 

of class needs of students by institutions of higher education is the difference in salaries 

paid to senior level administrators within higher education. As shown in the following 

table, senior student affairs officers receive significantly lower salaries than senior business 

or academic affairs adminisu^tors. Although, percent increases in salaries for SSAOs have 

been comparable to other administrative areas, these percentages are based on lower 

salaries and the gap continues to widen. It is notable also that student affairs divisions 

consist of a much larger number of women and minority professionals nationwide than any 

other division of the imiversity (Ed Stats Digest, 1996). Rhoades (1995) points out that 

there is much research showing the correlation between lower salaries and the presence of 

women and minorities in particular professions. As student affairs continues to diversify, 

it is likely that salaries will become increasingly disparate from other administrative areas. 
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Table 1.3 
Median Salaries for Selected Administradve Positions 

Public Institutions - CUP A 1993 
Position 1981-82 1986-87 1991-92 1992-93 1993-94 
Senior Academic Officer 43,000 58,300 76,200 78,300 83,200 
Senior Business Officer 40,500 53,800 71,600 73,400 77,100 
Senior Development Officer 36,500 48,100 65,00 67,00 69,400 
Senior Student Affairs 
Officer (SSAOs) 

37,800 50,100 66,200 67,300 70,000 

Source: CUP A. (1993). Administrative Compensation Surveys 1981-1993. Washington DC: 
College and University Personnel Association 

Part of my aim with this dissertation is to encourage critical reflection by student 

affairs professionals prior to, during and after change efforts resulting from restructuring 

and/or budget cuts. My hope is that this will encourage SSAOs and other professionals to 

give careful consideration to the long term affects of their choices. Critical reflection may 

feel like an unrealistic luxury during times of great crisis or change as practitioners attempt 

to cope with immediate circumstances. Such reflection, however, is essential in student 

affairs if we are to serve and be advocates for students. For this reason my aim in this 

study is to explore how SSAOs are "making meaning" (Baxter-Magolda, 1992) of and 

dealing with these changes. Similar to academic arenas (Slaughter, 1993), current 

strategies, restructuring, and shifting of monies within student affairs divisions may be 

having disproportionate affects on various populations including women, persons of low 

economic status, and persons of minority status. Exploration, analysis and critique of 

student affairs is important during these times of great change to understand the 

implications for the students we serve, the institutions we are a part of, and our profession 

as a whole. Student affairs divisions, like other divisions and professions within academe 

have strong cultures that influence individual and collective assumptions, values, and 

priorities (Kuh, 1993). The lens and meaning making of individual professionals. 
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especially high level decision makers effect these as well (Bensimon & Neumann, 1993; 

Chivez, Guido-DiBrito & Mallory, 1995, Guido-DiBrito et al, 1997). 

Dickman et al. (1996) suggest the need for institutional and nationwide studies of 

this time of restructuring. Studies have yet to be conducted of the meaning making and 

strategies utilized by SS AOs to deal with the current budgetary situation. Nor has research 

explored the possible effects that restructuring and fiscal decline are having on the 

organization, management styles, priorities, and philosophies of student affairs 

professionals. My study then, is designed to provide a critical analysis of the meaning 

making and strategies articulated by senior student affairs officers as well as the hopes, 

concerns, tensions, rationale and philosophies underlying their choices. In addition, I am 

utilizing this study to examine the implications and inconsistencies of articulated discourse 

and strategies for consideration of our espoused versus our enacted values in serving 

students. 

Purpose of the Study 

In this study I examine SSAO decision making and coping strategies surrounding 

restructuring with an emphasis on fiscal decline in student affairs. In addition I consider 

specific ways in which these strategies may be affecting groups traditionally underserved 

by higher education including persons of low income status, persons of ethnic minority 

status and women. Specifically, this study has the following purposes: 

• to examine the perspectives of senior student affairs officers on the context in 

which they see restructuring and fiscal constraint of student affairs is occurring; 
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• to examine the meaning making and strategies of senior student affairs officers 

in regards to dealing with institutional restructuring and/or divisional budget 

decline; 

• to search for and analyze patterns related to restructuring and/or fiscal decline in 

the perspectives, meaning making and stategies of senior student affairs officers 

• to look critically at the perspectives, meaning making and strategies of senior 

student affairs officers in terms of their implications for staff and students 

Theoretical Framework / Self Reflection / Lens 

Where do my questions and framework stem from? I find that it is helpful to draw 

from many theoretical traditions to inform my work and to frame my written voice. At 

first, in writing papers for college courses, I drew from life experiences, novels, favorite 

quotes, family stories, and even sermons heard in Masses. As I immersed myself in more 

formal graduate education and continued multidisciplinary and fictional reading, I have also 

come to draw from more formal theoretical traditions. Acknowledging the multivocality 

and blurred boundaries of each tradition, I am drawn to feminist critique, mystical and 

spiritual exploration, critical theory, cultural studies, and postmodernism. I resonate with 

threads from each and weave diem in synthesis with and in conu^diction to what I already 

know. Each thread stimulates questions, sometimes startling or discomforting, sometimes 

affirming, always inspiring. 
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For the purposes of this study, I find it most helpful to draw from one relatively 

recent theoretical framework; the blending of critical theory and postmodernism into what 

Henry Giroux has termed "critical postmodernism" (1992). Peter McLaren describes this 

framework as having the ability to view both the "macropolitical level of structural 

organization and the micropolitical level of different and contradictory manifestations of 

oppression."(McLaren, forthcoming). William Tiemey in Building Communities of 

IDifference. sets forth an in-depth explanation and encourages the use of a form of critical 

posttnodemism as a lens for combining critique of higher education on individual, cultural, 

and institutional levels with activism for transforming colleges and universities (1993). 

Critical postmodernism derives from several theorists forming a hybrid of critical theory 

and postmodernism. Henr>' Giroux, Peter McLaren and William Tiemey select aspects of 

these two sometimes contradictory theoretical ttaditions and blend them together to form a 

complex lens that is helpful in viewing higher education environments. 

Critical theory dates at least from the 1920's when the "Frankfurt School in 

Germany sought to develop a project of human emancipation" (Benhabib, 1986). Fay 

(1987) defines critical theory as "an attempt to understand the oppressive aspects of society 

in order to generate societal and individual uransformation." Critical theory has been 

utilized in various forms. Parallel forms in feminist theory (some would say that feminist 

theories utilized the concepts first), critical race theory and other constructivist traditions 

also utilize some of these concepts. 

Postmodernism challenges positivist constructions of objectivity, truth, norms, and 

identity (Tiemey, 1993). In a positivistic treatise William Foster explains that the only 

knowledge is that which can be objectively verified, leaving out the possibility of studying 

values, ethics, or morality (1986). Postmodernists assert in a variety of arenas the need to 
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constantly look for deeper understanding, to deconstruct grand theories, and to expose 

especially invisible power structures and effect in society. Exploring and understanding 

differences is a central component of postmodern work. The use of this aspect of a 

postmodern lens enables me to consider and look beyond intent to critique choices made by 

SSAOs to cope with fiscal decline and restructuring. It is critical to consider that SSAOs 

may be making choices for the purpose of continuing to serve students. It is also critical to 

consider that, these choices are gendered, cultured and classed as well as influenced by the 

managerial and professional values of these SSAOs. For this reason these choices may 

have a disproportional effect on particular groups of students and staff. 

In this study I look through a critical postmodern lens to understand, explain and 

critique the complexity of prioritizing, decision making, discourse, and rationale utilized by 

senior student affairs officers as they cope with restructuring and/or fiscal decline in the 

divisions that they lead and serve. Combining aspects of critical theory and postmodernism 

with my own sense of hope for the future and belief in the general good intentions of 

student affairs professionals enables me to provide a voice that critiques as well as one that 

understands much of the background and limitations of that critique as a catalyst for change 

in student affairs divisions. Through critical theory I undertake the analysis of the strategic 

choices made by SSAOs during times of restnicmring and/or fiscal decline for behaviors, 

actions, decisions and priorities that might have disproportional effect on particular 

populations in higher education. Adding a postmodern concern enables me to also 

deconstruct behaviors, values, and priorities of senior student affairs professionals that 

may be considered "normative" in managerial arenas and/or higher education environments 

but are socially constructed by individual, cultural, and institutional influences. In doing 

so, I am able to bring invisible constructs into visibility (Lukes, 1974), lessening their 

power by allowing for critique by professionals in student affairs, students and others. 
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Specifically, the use of a critical postmodern lens provides me with a theoretical frame for 

the following: 

First, critical postmodernism enables me to provide critique of higher education and 

student affairs from a position of hope as discussed by William Tiemey (1993) and bell 

hooks (1990). Many postmodern dialogues seek to point out power and injustice, yet in 

the same breath uphold and reinforce that power by asserting that norms are so powerful 

that in the words of Elizabeth Ellsworth "any attempt at dialogue only fools individuals into 

thinking that change is possible". There are times when the slow progress of and backlash 

to my struggle make me feel just as frustrated. Without hope, however, critique would just 

be a theoretical exercise, just words produced to fill my professional time. I continue to 

work and provide critique from a belief that change is possible and that in general, student 

affairs professionals have students as their primary professional priority and want to 

provide services and create learning envirorunents that are empowering for those students. 

I am not so naive as to believe that student affairs professionals are infallible, or that we 

have only selfless intentions, yet I do believe that encouraged to think critically about our 

priorities, actions, services and policies, student affairs professionals will in many cases, 

take time to reflect, involve students, and struggle to follow ethical paths. 

Second, like other constructivists, I find that it is critical that I view what I am 

studying from a behef in multiple realities and vocalities. Through this frame, objectivity in 

a positivist sense becomes impossible and subjectivity is a given. I acknowledge that 1 

look at the world from a variety of lenses based on my position in society, my background, 

the privilege that I have and my experiences. In this study, it means that I come from a 

particular point of view as a researcher. Some might say that I am politically motivated; 

that I am in this to benefit myself. They would be right. As someone who is often "the 
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different one", I would benefit greatly from a changed academy. I would love an 

institution that was more inclusive of my way of doing, seeing, and feeling things. But 1 

am also involved in this struggle because having been "other" within higher education and 

student affairs environments as a Latin/Native American woman, and treated as "other" for 

my entire formal educational experience, I am in a unique position to describe, analyze and 

critique my envirorunent 1, in effect, have both an insider and an outsider lens. Because I 

have been "other" in student affairs in many ways I have had to study my surroundings 

intensely to work within them. Indeed, I continue to learn in jolting and painful ways 

when I have acted outside the professional "norms". This makes analysis of professional 

cultures something with which I have plenty of experience. As a researcher in this study, 1 

am somewhat of an outsider to those persons that I utilized as primary informants. Though 

I have experience as a student affairs professional in a number of institutions, 1 have never 

served as a senior student affairs officer. In addition, while writing this dissertation, I am 

serving as a professor in a smdent affairs masters program even as I complete my 

responsibilities as a student. This complex description of my subjectivity serves to point 

out some of the ways in which I place myself in relation to this study. As much as I have 

been influenced by the qualitative and quantitative data from the study, there are other 

factors that influence my interpretations as well. These factors do not necessarily give me a 

better vantage point than another researcher, but rather an alternative one. Difference is 

critical in looking at transformation. It is my objective not to overthrow or devalue efforts, 

intentions, and contributions of senior student affairs officers but rather to create arenas for 

exploration of alternatives and inclusion of a variety of voices in decision making. My 

belief is that through multiple lenses and viewpoints we can understand, critique, and 

ultimately transform our environments more readily. 



21 

As a result, it is beneficial to provide a variety of deconstnictive lenses as catalysts 

and tools for change. By pointing out the subjectivity of choices made by student affairs 

professionals as they cope with restructuring and fiscal decline, I hope to encourage 

individuals to rethink assumptions, priorities, and practices in working with diverse student 

and staff populations. Further, although I believe that collective action for self-

empowerment is an important and perhaps the most powerful catalyst for change, I believe 

that change will be influenced also with each of us utilizing whatever privilege we have 

toward the attainment of this goal. As Sharon Welch in a Feminist Ethic of Risk, has 

pointed out, we each have the ability and the responsibility to utilize our privilege in 

working toward a more just world (1990). In turn, I also hope to assist in creating 

conditions in which those who are disproportionately affected are able to work individually 

and collectively for change. 

Moreover, as Kaylynne Two-Trees states, "privilege of any kind can act as a 

learning disability" (Personal Communication, 1996). Privilege enables individuals to 

move through situations with litde challenge to their beliefs about the world. When one has 

the privilege of being "normative" or of being economically advantaged, it is not as 

necessary to study others to survive in everyday Ufe. Such may be the case for SSAOs. 

Most senior level administrators in higher education, including SSAOs, are white, 

heterosexual, middle to upper class males (Twombly & Moore, 1991). As such, SSAOs 

may have litde personal need or incentive to reflect on their most basic values, 

assumptions, and priorities. Since SSAOs work in an arena that was, for the most part 

developed based on norms familiar to them; even with excellent and caring intentions, like 

all of us, they are still influenced by the values and priorities of their socially constructed 

lives. 
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Third, like most feminist theory, critical postmodernism demands personal 

responsibility of the researcher in the areas of activism and praxis. My beliefs, values, and 

actions are influenced in many ways by my Native American and Latin upbringing. This 

mixed background drives me toward collective identity, community, and equity; not to be 

rid of individualism but to balance it with collectivism. One way that this is particularly 

important in my work as a "hopeful cultural critic" is my belief that all life is 

interconnected. Outka (1992) and Tiemey (1993) refer to this in organizational context as 

agape or organizational agape. This means for me that when I see from incidences of 

oppression or pain that higher education is out of balance as a collective, I am compelled to 

work as a "transformative intellectual" ( Giroux, 1988 ) to strive for balance, bell hooks 

notes, " Resistance begins with people confronting pain, whether its theirs or somebody 

else's, and wanting to do something to change it (1990). For me this comes from lifelong 

familial teachings that I am responsible for, as Wilma Mankiller articulates, "seven 

generations into the future of all living beings," (Mankiller, 1991). This sense of 

responsibility compels me well beyond working toward environments that simply avoid 

causing pain, toward the creation of environments that actively empower. As Tiemey 

(1992, p. 26) points out about a Native American student stmggling at a predominantly 

white institution, " He was a young man with dreams at a college that, if not denying those 

dreams, certainly did not support them." It is critical that I not simply offer critique of 

higher education and student affairs, but that I engage in the difficult daily work of 

transformation in my own institution and profession. 

Fourth, the power of critical postmodern and other types of critique cannot be taken 

lightly as a catalyst for change. Stephen Lukes (1974) outiines three dimensions of power 

in society and refers to the most "insidious" type of power as invisible power. At this 

level, those facing the effects of that power and sometimes even those with that power are 
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unaware of its existence. This invisibility allows the power to go unexamined, 

unchallenged. For example, if the concept of knowledge is assumed by all parties to be 

rational, objective, and provable, there is great power in that construct of knowledge. If 

however, it is taken out and examined, especially by a variety of parties and in a variety of 

contexts, then it loses much of its normative power, its sacred and assumed status. If then 

values, priorities, and decisions in student affairs practice are brought forth by critique for 

both student affairs professionals and students then there is room for both the professionals 

to make choices to change and for students to push collectively for change. Many authors 

discuss the empowerment of the oppressed based primarily on the work of Paulo Freire 

(1993). I believe that this work is critical but that it is not enough just for us to assist the 

masses in rising. It is also important to assist those with various kinds of power to critique 

themselves and to find incentive to transform themselves and their environment In this 

way, all parties can make choices to be involved in transformative processes. 

Last, it is important that I maintain a search for balance and complexity in my 

research, critique, and praxis. By considering evidence from a balanced and complex lens 

I can avoid the trap of simplistic, dichotomous explanations, such as believing that either 

administrators are good or that they are bad, either they have power over students or 

students have power over them. I believe that life is rarely that simple. It would be easy 

for me as a "cultural critic" to believe dichotomously that student affairs professionals are 

concerned with revenue production or they are concemed for smdents. This is a 

comfortable way to view the situation and would probably keep me from discovering a 

much more complex understanding. A "conspiracy" or good/bad approach certainly has its 

appeal but it obscures a richer analysis. In addition, there is ample evidence that placing 

particular groups such as white heterosexual males into dichotomous good/bad frames has 

adverse effects and rarely produces long term or cultural change (Thomas, 1991; 
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Thompson & Tyagi, 1993, Mobley & Payne, 1992, Chavez, Guido-DiBrito & Mallory, 

1996). I believe that a balanced and complex frame is most helpful in stimulating and 

encouraging transformation. 

Academe and therefore student affairs is a political undertaking (Tiemey, 1993; 

Bensimon & Nuemann, 1993) as are financial (Wildavsky, 1992) and other organizational 

decisions (Bensimon & Neumann, 1993). We need to work to understand the culture of 

student affairs and work to change not simply the fact of this culture, but how we think 

about it and use it; how it is related to other components inside and outside the institution; 

and who has access to it One of my many roles and perhaps the primary role of this 

endeavor is to work to "make the familiar strange" (Whitt, 1993) for and with other 

colleagues in student affairs. To assist in the process of examining what we believe to be 

most unquestionable, and to suggest alternative ways to look at those same things. 

In many cases, critical and postmodern frames have been used to listen to persons 

who lack voice, or rather persons who are not being listened to on various issues. As 

outlined in some of Rhoades' (1995) work, SSAOs are traditionally the administrative staff 

with the least amount of power and influence of those who report to the president. As was 

clear in many of my interviews with SSAOs, when reallocation has occurred, it is often to 

take funds away from divisions of student affairs to reallocate to other divisions within the 

institution (usually research or academic). One could make an argument, as Rhoades has, 

that SSAOs have limited voice in administrative hierarchies. I do not believe that it is that 

simple, however, since SSAOs also have a great deal of power in their positions as senior 

decision makers for divisions of student affairs. The challenge then is to balance an 

understanding of SSAOs as both silenced voices and powerful voices in institutions of 

higher education. 



25 

A critical postmodern frame is useful in critiquing the actions and "meaning 

making" of those in high level decision making positions. I believe that the use of SS AOs 

as informants does not automatically create an elitist structural functional frame. Rather, 

the signifying factor is whether or not I treat the informants as unquestioned sources or in 

my case am examining and critiquing the meaning SSAOs are making of the phenomenon. 

My purpose in this study is to critique the strategies, discourse and rationale expressed by 

SSAOs as a step in exploring the phenomenon of restructuring in student affairs. In 

addition, exploration of meaning making is an important aspect of student affairs work. 

Perhaps because we are a service providing profession, it is important to consider intent as 

well as action. It is not my purpose in this research to expose docimiented phenomenon, 

such as budgets, but rather to explore through interviews, the "meaning" that are making of 

their choices for dealing with budget decline. I believe that this meaning making, explored 

through a critical postmodern lens is the most helpful in developing effective arguments for 

change. I am interested in their description and rationale for choices as they deal with 

restructuring and/or fiscal constraint. 

My intent in this study is to provide SSAOs a critical postmodern view of their 

actions because, as I stated earlier, I know from experience that many SSAOs care deeply 

about students and that often their intent is to find ways to continue providing services to 

those students. As with any profession, motivations and professional culture are unique. I 

believe tiiat understanding motives and intent are critical in affecting change. If I believe 

that a professional group is motivated primarily by entirepreneurial gain, prestige and 

autonomy for instance, I am going to have a much different interpretation than if I believe 

that a profession is primarily motivated to find ways to continue providing services to 

students. This interpretation is critical to my smdy. There is a fundamental difference for 
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me in knowing that many SSAOs are making strategic choices for the specific purpose of 

serving students. What I wish to contribute, as I stated earlier, is a description and 

deconstructive critique of these strategies that will enable SSAOs and others to consider the 

implications of their choices. It is possible that SSAOs are focused primarily on continuing 

to provide services to students without intense consideration of the effects of particular 

ways that they go about doing so. A critical postmodern perspective encourages an 

examination and consideration of these effects regardless of intent and a close consideration 

of the effect on particular groups of students. For instance, the critical effect of increasing 

fees to students may discourage some students from attending college, force others to do 

without much needed services, encourage others to finish college with increased debt, and 

still others to take longer to complete a degree. In addition, increased fees would have a 

greater effect on low-income students than on upper or middle class income students. 

By making the invisible visible in consideration of coping strategies, it is my hope 

that stronger consideration will be given to the effect of particular strategies (such as fees) 

on students. In this way, student affairs professionals may choose to develop strategies 

that balance equity and service to students. I see this study as one step in a line of inquiry 

on the effect of strategies on the lives of students and staff. Future researchers can contrast 

the meaning that students and staff at various levels make of this phenomenon with the 

meaning made by SSAOs in my study. This would allow, for example, a comparison of 

values and priorities between those in high level positions like SSAOs with those in other 

student affairs positions or with students or faculty. 

Change has not been and will not be easy. Differences are startling, discomforting, 

and even frightening to individuals because they cause us to question beliefs and traditions 

that we assume are unquestionable (Chlvez, Guido-DiBrito & Mallory, 1996). Yet, 

perhaps it is this very struggle that is important to a just society. Perhaps it is the need for 
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active engagement that is what a society most needs to constantly form and reform itself. 

As Tiemey so eloquently states, "I assume both the critical demand for struggle and the 

postmodern belief in the power of the norm" (1993 p. 14). Because norms can take the 

form of professional roles, concepts of leadership and service priorities, to name only a 

few, I continue to be involved in the struggle for transformation in student affairs and 

higher education. 

Research Questions 

In this study I examine ways that smdent affairs divisions are changing and 

strategizing in response to declining resources. I seek to answer the questions: 

• What specific strategies are described by SSAOs to cope with restructuring and/or 

budget decline in their divisions of student affairs? Are there patterns of discourse 

or strategies evident? What rationale do they give for their choices? 

• What reasons do SSAOs give for cuts and/or restructuring of their divisions? How 

do SSAOs make meaning of the place of their divisions in the institutional context? 

• Are there indications that particular populations of smdents (low income, minority, 

women) may experience disproportionate adverse affect because of the choices that 

are being made to cope with student affairs restructuring and/or fiscal decline? 
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Design, Methods &. Analysis 

To explore my research questions I utilized an exploratory study and two primary 

types of data collection to examine the meaning making and strategies of SS AOs in coping 

with restructuring and/or fiscal decline. First, I conducted an initial exploratory telephone 

interview study of 12 SSAOs in various types of colleges to get a sense of current issues 

facing divisions of student affairs. Restructuring and fiscal decline were prevalent issues 

for all of the SSAOs in this study. Second, I conducted semi-structured hour-long 

telephone interviews with 30 SSAOs from public research I institutions. These interviews 

consisted of questions concerning the context of structuring, strategies utilized and 

consideration of affect on students and staff. Third I was asked by Gwen Dungy, 

executive director of NASPA (National Association of Student Affairs Administrators) to 

work with a member of her staff to develop a survey questionnaire based on these 

interviews. This survey on restructuring and fiscal decline was distributed to 652 SSAOs 

at various types of instimtions. The NASPA survey had a 60% return with a total of 389 

surveys completed. 

Throughout this analysis, I utilized a critical postmodern lens to critique the 

discourse of SSAOs for indications of meaning making about the relationship of student 

affairs with other areas of their institutions, concern for students and staff, possible 

implications of strategies chosen, signs of revenue production, and management discourse. 

I examined data in a critical postmodern way by considering the affect of strategic choices 

on particular populations of students such as minority students, women and low income 

students. In addition, I probed for SS AO perceptions on the effect of restructuring on 

particular populations of students and staff. I also, examined the extent to which SSAOs 

disaggregated students rather than universalizing their experiences. 
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I utilized several different modes of analysis to examine this data. For the 

exploratory and primary telephone interviews, I used multiple coding processes to examine 

the discourse of SSAOs for patterns of discourse, strategies utilized, and indications of 

disproportional effect on staff and students. In line with ray research questions, I first 

examined the interview disourse to explore how SSAOs make meaning of the context for 

cuts and restructuring made to their institutions and divisions. I worked to understand their 

perspectives on influences leading to these changes and how they understood the place of 

their division within institutional restructuring and/or budget decline. Second, I compiled, 

interpreted and critiqued the full range of strategies utilized by SSAOs to cope with 

restmcturing and/or budget decline. Third, I examined the discourse for meaning making 

and terminology including; 1) discourse indicating concern for students and staff (care); 2) 

fiscal crisis management and revenue production discourse similar to Gumport (1997) and 

Slaughter (1993); and 3) philosophies, principles and strategies in line with Woodard's 

(1995) monograph on restrucmring in student affairs. Fourth, I examined the interview 

data for indications of effect on students and staff, especially searching for indications of 

disproportional effect on particular populations such as low-income, minority and female 

students and staff. 

From the NASPA survey, I utilized data descriptively as well as to determine the 

extent that strategies identified through interviews were utilized by a broader cross section 

of SSAOs nationwide. A more in-depth description of design, methods and analysis is 

provided in Chapter 3. 
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Limitations 

This study is limited by several key choices made in its design: 

• Its exclusive use of perspectives of senior student affairs officers (SS AOs) in both 

the phone interviews and NASPA siurvey portions of this study provides a 

"privileged" view of the phenomenon rather than the multiple views possible with 

interviewing students and professionals at a variety of levels of student affairs and 

other divisions. 

• This study is limited by my choice to focus on public research institutions. A study 

of SS AOs at a variety of types of two and four year institutions would provide a 

much more comprehensive understanding of the perspectives of SSAOs as they 

cope with restructuring and/or fiscal decline. 
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CHAPTER 2 

REVIEW OF THE LITERATURE 

Introduction 

Literature on restructuring, fiscal decline, reengineering and retrenchment in higher 

education examines: societal and managerial influences on retrenchment and restructuring 

of academic fields (Rhoades & Slaughter, 1991; Slaughter, 1993, Gumport, 1993), and a 

general increase in administrative costs, especially in non-student related areas of 

institutions (Leslie & Rhoades, 1993). Most of this literature concentrates on academic 

units. By contrast, there has been little empirical study of resuiicturing in divisions of 

student affairs. Literature on this issue is primarily theoretical and "future visioning" in 

nature with the exception of Dickman et al's (1996) study of downsizing in student affairs 

and higher education and parts of El-Khawas (1996) general ongoing study of campus 

trends. The "visioning" literature proposes utilization of budgets and management tools for 

proactive restructuring of student affairs (Woodard et al., 1995), and reiterates calls for a 

paradigm shift in student affairs from a student development philosophy to one grounded in 

a student learning imperative (Kuh, 1994). 

This chapter provides a review of the literamre on the societal and higher education 

arenas and contexts in which student affairs divisions operate, then moves more 

specifically to literature on the various divisions in higher education. In this review, I 

explore factors and influences that are comparable in discourse among divisions within 

higher education institutions. By reviewing literature on academic and other administrative 

arenas of higher education, it is possible to gain an idea of the context in which student 
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affairs divisions are changing and the need for studies of these changes. In addition, this 

review gives me reference points to compare the meaning making on restructuring by 

SSAOs in this study with literary discourse on academic, administrative and student affairs 

divisions. This chapter gives a background for the study by providing a review of 

literature on: 1) general trends and influences prompting restructuring in higher education 

2) trends in academic divisions of higher education related to restructuring; 3) a discussion 

of administration in student services and other administrative areas of imiversities; 4) 

literature on disproportional affect and current issues facing particular populations; and 5) 

student services proposals for coping with restructuring. Each section explores 

implications for student services and what these bodies of literature lead me to expect in my 

study. 

General Trends and Influences Prompting Restructuring in Higher Education 

Higher education can be conceptualized as a social institution that is interconnected 

with government and private industrial entities. Rather than separate social institutions, 

more complex forms of organization and influence are in place and affected by societal 

pressures, governmental incentives, and corporate stimulus (Rhoades & Slaughter, 1991). 

These connections include high level decision makers serving on boards of respective 

entities, entrepreneurial partnerships for revenue production, financial subsidy of academic 

areas servicing corporate and governmental interests, and influence of professions, 

government, and corporations on academic offerings to students (Slaughter, 1993; 

Slaughter & Leslie, 1997). Since the 1970s societal and governmental conceptualization 

and support of education, especially higher education, has shifted from a production 

function to a social welfare fimction. Education has been redefined especially by political 
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conservatives during the Reagan, Bush, and Gingrich eras as a drain on economic growth 

and individual opportunity (social welfare function framework) rather than as an essential 

component in American global success or as essential to building the character of American 

citizens (production fimction framework) as in earlier historical times. Shifting priorities 

within society affect priorities within institutions of higher education, which in turn affect 

the place that students occupy within institutional priorities. 

Societal influences include; first, the disgrundement of tax payers with government 

spending and mismanagement of public fimds. Colorado and California tax initiatives 

limited govemment spending including that for education. Breneman (1990) credits the 

federal financial simation to unsound fiscal policies of the 1980s which sharply increased 

the federal deficit while shifting greater responsibility to states for health care, highways, 

schools, prisons and welfare. Second, technological developments are rapidly changing 

the way we operate. Universities are using technology increasingly in data processing, 

information access and service (Komives & Woodard, 1996). Third, sharp criticism from 

the popular press and various professional groups as well as calls for improved 

undergraduate education and increased productivity (Breneman, 1990; Shapiro, 1993) act 

as significant pressm^es on higher education to change. The popular press has provided 

strong forums for inflammatory conservative rhetoric decrying the liberalization and 

ineffectiveness of higher education. Voices including Dinesh D'Souza, Lyim Cheney, 

William Bennett and Alan Bloom call for education to retmn "back to basics", question the 

legitimacy of multiple world views and insist on the need for smdy of a "Western Canon" 

in the development of American citizenry (Thompson & Tyagi, 1993). 

These influences contrast sharply with sustained pressure from a variety of groups 

that have been traditionally marginalized in society for the transformation of higher 
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education to meet the needs of a wide diversity of populations (Thompson & Tyagi, 1993). 

Burton Clark (1993, p. 263) describes these pressures as an "accretion of environmental 

demands for complexity" which Patricia Gumport (in press) further explains is "that higher 

education is increasingly expected and inspired to do more for other portions of 

society...from strengthening the economy and invigorating government to developing 

individual talents and personalities and aiding the pursuit of happiness...plus conserving 

cultural heritage and producing knowledge". The pressures from society on higher 

education are enormous and it is not surprising to see colleges and universities scrambling 

to change or at least give an impression of change. 

Governmental influences include legislative calls for outcomes assessment on 

student learning and increased productivity, declining or no growth state appropriations to 

education, and changes in federal aid for students from grants to loans (McPherson & 

Shapiro; 1993, Hannah, 1996). Decreased levels of funding are expected to continue 

rather than return to more economically benefical times for higher education (Breneman, 

1990; Guskin 1994; Woodard, 1995). State appropriations for higher education in 1992-

93 declined overall for the first time by 1% from the 1991-92 level (Chronicle of Higher 

Education, 1992). Since 1973 public, block grant support for universities, the primary 

source of state allocated monies to student affairs, has declined as a share of institutional 

revenue (Rhoades and Slaughter, 1997). Thirty-six states showed less state support than 

the year before and some states had much higher decreases including Virginia 13%, Ohio 

7%, California 12%, Alaska 7%, Massachusetts, 10%, Florida 9% and Rhode Island 7% 

(Mortenson, 1992). Nationally, higher education's share of state budgets has declined 

steadily since 1968, dropping from 23.5% in 1968 to 18.3% in 1990 (Mortenson, 1991). 

In addition higher education has experienced a decreased rate of growth in state 

appropriations from 50% in 1973 to 33% in the 1990s (Rhoades & Slaughter, 1997). 
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Shapiro (1993) evaluated prospects for each major revenue source for higher education 

including tuition and fees, federal and state support, gifts and endowment income, and 

corporate support. He found little reason to believe that there would be increases from any 

of these sources in the future. Because of these indications that the changes in resources are 

permanent, Breneman (1990) and others suggest the necessity for higher education 

institutions to search out new sources of revenue. 

Corporations have played their part in influencing higher education by seeking 

entrepreneurial partnerships with universities for revenue production, and through 

representation on higher educational boards. Corporate personnel have become heavily 

represented on institutional boards of tmstees and concerns have increased about how 

higher education "does business" (Slaughter, 1990; Gumport, in press). In addition, 

corporations are acting as role models for managerial behavior. Corporations model 

managerial behavior such as "downsizing", "rightsizing" and "reengineering" (Covin, 

1993) and other planning processes in which "eliminating employees and programs results 

in reduced functions or areas, resu^ctured organizations and/or an emphasis on efficiency 

and cost reduction" (Gumport, in press). These types of initiatives have been adopted 

almost without challenge in higher education (Slaughter, 1993; Gumport, 1993). Calls for 

efficiency and effectiveness and moves to find new sources of revenue as traditional 

resources lessen, shift or become unavailable have affected the operation of higher 

education. Most of the Literature in this area is based on smdies and experiences of public 

research institutions and provides an important backdrop for this study. The efficiency and 

effectiveness rhetoric is perhaps the most prominent argument in restructuring literature. 

Guskin (1994), Breneman (1990) and others urge colleges and universities to increase their 

examination processes, roles, and purposes to increase our ability to utilize resources 
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effectively and efficiendy. State legislatures demand outcomes assessment showing the 

results of faculty work. 

Efficiency and effectiveness rhetoric is pervasive and powerful, in part, because of 

its essentially unchallenged status as a value in American culture. Stephen Lukes (1974) 

outlines three levels of power and describes the most "insidious" level as that which is 

invisible and therefore unexamined and unquestioned. Calls for efficiency and 

effectiveness in higher education are powerful pardy because of their relatively 

unquestioned status as reasonable goals. They are at the same time problematic because of 

their undefined and possibly undefinable status in complex, non-profit organizations in 

which there is no real "bottom line" as in for-profit organizations. These calls for 

efficiency and effectiveness seem reasonable and yet may have a silencing effect on critical 

discourse and support of other initiatives and options. One of the dangers of this rhetoric is 

that it is typically referenced from corporate or for-profit institutions and transferred 

without reflection, modification, or challenge to higher education, non-profit environments. 

One common example is the trend toward downsizing. Methods employed for institutional 

downsizing in higher education include freezes on hiring and pay increases, across the 

board budget cuts, reduction in student services and in extreme circumstances, the 

elimination of programs (Dawson, 1991). Downsizing has been widespread in higher 

education (Dickman, 1996) even with proof of negative effects in corporations. In studies 

of corporate downsizing initiatives, Schaffer (1992) found that downsizing negatively 

affects productivity, that organizations don't recover quickly either psychologically or 

fiscally and that once an organization downsizes it is more likely to do so again. This 

pattern does not bode well for the future of higher education institutions. 
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In this study it is important that I look for the presence of these trends in student 

services as well. First, marketization of services to students and a change to 

conceptualizing students primarily as customers rather than learners may have detrimental 

effects on the lives of those students. It is important to study the extent to which SS AOs 

have utilized privatization of services and their decision rules in making these choices. 

Second, corporate entities may be valid sources of increased resources in the eyes of 

SSAOs. However, if corporate interests become primary over student needs, this type of 

activity could be harmful. Last, the extensiveness and type of discourse by SSAOs on 

efficiency and effectiveness is an important area of analysis. Developing more efficient 

ways to do things may not be in itself a harmful thing if done reflectively. If it replaces 

consideration of students as learners and/or leads to the misuse of staff, however, it needs 

to be minimized as a tool for coping with restructuring. 

Trends in Academic Divisions of Higher Education 

A variety of trends have developed in academic arenas as a result of changes in 

societal conceptions of higher education, pressures from legislative and corporate entities, 

and the work of entrepreneurial professionals within universities. Policy change such as 

the 1980 legalization of the right for institutions of higher education to own patents on 

knowledge and products developed with public funding (Rhoades and Slaughter, 1991; 

Slaughter 1985; Slaughter; 1993) created profound incentives for central administrators 

and entrepreneurial faculty to rethink priorities and the allocation of resources. 

Corporations have increasingly worked with higher educational institutions in the formation 

of for-profit collaborations, in effect utilizing the deep research resources of institutions to 

develop new knowledge and products for retail in national and international markets 
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(Rhoades & Slaughter, 1991; Campbell, 1995; Slaughter & Leslie, 1997). This practice 

has opened up the doors for the legal liability of patents held by colleges and universities, 

limiting revenue produced but not necessarily resources allocated (Slaughter & Leslie, 

1997). As a result, institutions of higher education have become increasingly vulnerable to 

pressure from entities motivated by profit rather than education, research or service to 

society. 

A second trend in academic divisions stems from the focus on role modeling after 

corporate culture to focus on increased efficiency and effectiveness and on downsizing. A 

number of studies of discourse on retrenchment and restructuring have revealed extensive 

"corporate like" rhetoric in the rationalization of drastic measures by university 

administrators in dealing with academic units. Slaughter, (1993) and Gumport (1993) 

review documents and interviews for corporate discourse, especially financial exigency, 

and find that this is the primary type of discourse utilized to defend drastic reductions in 

faculty numbers as well as rationale for increased privileging of specific academic 

departments. In addition, institutions have followed the corporate lead in replacing full-

dme employees with part-time; ostensibly to avoid paying benefits and reduce professional 

ability for collective action and self governance. Percentage of full to part time faculty 

declined from 60% in 1987 to 53% in 1992. Gaps along lines of race and gender have 

persisted or increased accordingly (Martin, 1997). Slaughter (1997) suggests that this is 

not a call for the reduction of institutions because of reduced resources. Rather it is a 

"restructuring or molding of higher education" through reallocation and restructuring to 

increase the privilege of traditionally prioritized areas and individuals. A variety of voices 

within higher education call as well for increased efficiency and effectiveness. Guskin 

(1994), in two highly quoted higher education articles on restructuring, calls for a complete 

overhaul of administrative and faculty culture for increased efficiency and effectiveness to 
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deal with new realities. Breneman (1990) suggests that administrators should take greater 

control of the curriculum to meet the goal of efficiency and effectiveness. 

Moves to find new sources of revenue to replace those reallocated to other 

governmental interests, create a third trend that is having a profound effect on higher 

education as evidenced in the literature. Pheffer & Salancik (1987) suggest and show 

empirically in a variety of studies, that institutions reorganize to follow available resources. 

Resource dependency theory suggests that organizations are influenced by those holding 

resources, such as government and corporate entities. In a recent work entitled Academic 

Capitalism Slaughter and Leslie (1997) analyze the effect of faculty entrepreneurship and 

higher educational capitalism. They suggest profound ways in which this phenomenon is 

influencing academic professionals, students and society. Slaughter & Rhoades (1993) 

describe faculty in particular fields as becoming state subsidized entrepreneurs, able to use 

public funds somewhat like private capital, building for-profit corporations or entering into 

partnerships with private companies to develop products based on scientific discoveries. 

Universities are given license by state legislatures to develop administrative structures to 

support such endeavors (Slaugher & Rhoades, 1993), increasing administrative costs in the 

process (Leslie &. Rhoades, 1995). 

Monies have been reallocated away from other areas including student affairs, to 

accomplish this enterprise. Slaughter (1993) and others have shown that factors such as 

power and patriarchal values also have significant influence in decisions and restructuring 

and will be discussed later in this review. Resource dependency, especially perceived 

dependency, is a major factor and at this point in history, even student affairs divisions are 

searching for new resources as evidenced by the development and popularity of seminars 

on fund raising by professional organizations such as the National Association for Student 
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Personnel Administrators (NASPA) in recent years (NASPA, 1995). This move may be 

affecting the very core of educational purpose as an entity for social improvement. Thelin 

(1994, p. 19) expresses a concern that, "If colleges have not headed government concern 

with social justice, perhaps an explanation is that various state and federal policies have at 

the same time prompted colleges and universities toward an entrepreneurial posture in 

competition for grants and resources". In addition, this is certainly having a profound 

effect on the structure and fimction of various areas of higher education including divisions 

of student affairs. It may in turn be having an effect on access to higher education and 

retention of at-risk students such as low income students, minority students, and women. 

Rhoades and Slaughter (1997, p. 9) summarize these trends in academic and cenural 

administration arenas as "an emergence and growth of academic capitalism, increasingly 

managed professions and the development of a supply side higher education focused on 

economic competitiveness". Concern about profitability, a push for increased efficiency 

and effectiveness and the search for new sources of funding may also be influencing 

smdent affairs. This study is designed to critically examine the meaning making of SSAOs 

and sDrategies chosen during restructuring for these trends. SSAOs may push staff in their 

division toward developing more profitable endeavors, possibly at the expense of students. 

Even if SSAOs primary motivation is to continue services to students, additional 

professional time, skills and networks will be needed to develop in these areas. 

Professional time spent on fund raising and revenue production would certainly take away 

from time spent with and serving students. Revenue production and fund raising may also 

call for very different skills and background than that of working with and serving 

students. This could easily lead to the hiring of professionals whose primary skills are in 

these areas rather than in areas of student development and learning. Last, student affairs 
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may be influenced by resource providers, such as corporations to move in directions that 

are less connected with students as learners and more connected to students as consumers. 

University Administration 

The need to ensure a stable flow of resources from external sources partially 

determines administrative and academic process and structure (Tolbert, 1985). Leslie & 

Rhoades (1995) discuss the increased level of fimding allocated to administrative areas, 

especially those perceived as increasing revenue production and external funding. 

Breneman (1990, p. 5) suggests that "the most critical and difficult issue facing college and 

university leaders at this time is the need to make an explicit judgment regarding future 

revenues (public and private) likely to be available for support of higher education. In any 

case, higher education has been drastically influenced by calls for increased efficiency and 

effectiveness as well as a desire for revenue generation. In a comprehensive review of the 

literature on restructuring in higher education, Patricia Gumport (in press) describes early 

efforts to deal with fiscal and other change influences on the adminisurative side of higher 

education as, "reminiscent of the financial management approach of earlier decades, relying 

on discipline in budgeting, monitoring resource allocations for effectiveness, increasing 

tuition and cultivating new revenue streams." She then goes on to describe three emerging 

types of initiatives in the 1990s: 1) reengineering, attempts to change core work processes 

and culture (Hammer & Champy, 1993; Guskin, 1994); 2) privatization, private/public 

partnerships and direct private operations of university services (Pew 1993; Hyatt, 1993; 

Guskin, 1994); and 3) reconfiguration, the reorganization of university structures utilizing 

strategies adapted from corporate models (Powell, 1990; Provan & Milward, 1995). 

Student services also seems to be utilizing these strategies as they cope with reduced 
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budgets, changing institutional priorities and restructuring (Dickman, 1996; El-Khawas, 

1994). The question is how we are utilizing these strategies and what effect they are 

having on the lives of students, staff and on the student affairs profession. 

Guskin (1994) suggests that we shift the definition of quality in both administration 

and faculty cultures from resources to results. Although he defines results as student 

learning, the trend seems to be one of furmeling monies further away from student oriented 

activities to research and development administration (LesUe & Elhoades, 1995). This 

includes funneling monies away from instruction (Gumport & Pusser, 1995), and away 

from student affairs (El-Khawas, 1994, 1996). It may also affect how student affairs 

defines quality in working with smdents. Will we become oriented toward numbers of 

students served and revenues produced as a result of institutional pressures? How can we 

keep our focus on the needs of students with continued pressure to generate an increased 

share of our own revenue to cover expenses and possible pressure to produce in a profit 

sense? Rhoades and Slaughter (1997) frame administrative moves toward managerial 

processes in even more cynical terms. They suggest that promoters of processes such as 

Total Quality Management cast students not just in business terms of consumers but that 

students are being conceptualized and treated as "inputs" and "products" and corporate 

employers as customers for these products. Perhaps with less than an extensive 

understanding of student affairs, these authors also cast student affairs in the role of 

producers and express concern that higher education not give in to pressures to produce 

workers that enter corporations without question or critical eye. It is important, however, 

to consider the concern in the voices of these authors that we hold to principles in making 

choices during times of restructuring. SSAOs may be tempted to find resources from a 

variety of sources including those that have interests in students counter to or at least not in 

line with development and learning. 
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Rhoades and Slaughter (1991) in earlier work, outline the move of academic 

managers toward corporate strategies of internal downsizing and restructuring during times 

of restraint. In addition Slaughter (1993) shows the concentration of resources in areas 

expected to generate the most revenue. Academic departments still surviving, react by 

moving to position themselves closer to the maricet to generate resources. I would argue 

that student affairs has a somewhat different variety of factors influencing its own 

restructuring and retrenchment. Along with isomorphic professional management ideology 

that may influence SSAOs to become more "corporate like" in dealing with fiscal constraint 

is the influence of a strongly shared ideology and culture of care for students and their 

development as outlined in NASPA's 1937 Student Personnel Point of View and modified 

by the student affairs profession on a fairly consistent basis to meet changing societal 

realities. Student affairs administrators, to a great extent, serve as primary advocates for 

students in an evolving role that has gone through a variety of philosophical phases from in 

loco parentis through student development (as a result of student activism), and now seems 

to be shifting toward a mix of client centered (market influence), in loco parentis (legal 

liability influence), smdent centered learning (calls for improved undergraduate education 

influence), as well as a continued culture of concern for the overall welfare of smdents. In 

addition, student affairs has little ability to generate large infusions of revenue from sources 

other than students, and professionals do not profit personally (as may emerging 

entrepreneurial faculty) from increased revenue generation through student services. 

Smaller initiatives of revenue generation, especially through creative use of facilities 

(Residence Life, Unions), has ahready been, to some extent a motive for student affairs 

administrators. Revenue has traditionally been reallocated within student affairs to fund 

areas (student government, minority student services) having little functional ability to 

generate their own funds. Students have long payed most of the direct cost of the services 
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they receive through general and user fees. Services such as housing and dining services 

are financed fully by student users at most institutions (Levy, 1995). Other student 

services such as student activities, counseling and career services have been financed 

primarily thorugh general student fees with some state subsidy. Institutions have decreased 

state allocation amounts to students services functions as well as realocating monies away 

from these divisions. This, in turn, serves as a catalyst for SSAOs to search for alternative 

sources of funding to vocer these areas. This study is designed in pan to explore some of 

these sources of alternative funding. 

Regardless of motives, well-intentioned or otherwise, examination of decisions and 

meaning making made by SSAOs concerning restructuring to consider the effect on 

students is an important subject for critical study. Like academic and central administrative 

areas, student affairs will benefit from critical review of strategies chosen and consideration 

of implications especially for already marginalized students attending colleges and 

universities. What is needed is for student affairs professionals to think about student 

affairs in a way that will allow us to enter into it, critique it and modify it without utterly 

rejecting it (Kennedy, 1982). To the extent that pluralism is a guiding value in student 

affairs, we need to discover new forms of structure, values, processes and institutional 

relationships that will encourage a diversification that allows us to serve students. 

Leslie and Rhoades (1995) show that administrative costs have been rising steadily 

as universities shift resources toward handling regulatory mandates from state and federal 

bodies and toward the development and maintenance of research based entrepreneurial 

activities. Between 1976-77 and 1989-90 percent share of total instimtional budgets 

increasingly shifted toward research (from 18.4% to 21.4%) and administration (from 

13.0% to 13.8). Instruction (from 39.0% to 36.0), libraries (from 3.5% to 3.1%) and 
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maintenance decreased (from 9.1% to 7.8%). Percent share to student services (3.7%) did 

not change during this time but did decrease in years following (NEA, 1994, 1996). The 

question remains; how will student affairs be affected as our resources shift? 

Dawson, (1991) found that in general administrators were likely to utilize freezes 

on higher and pay increases, across the board budget cuts, reduction of student services 

and in dire circumstances, elimination of programs during times of restructuring and budget 

changes. Dickman et al. (1996) included student affairs in her study of administrative 

downsizing in higher education and found that, with some exceptions, student affairs 

divisions are making similar choices to other administrators in coping with restructuring. 

Senior student affairs officers express more opposition to the reduction of student support 

than academic administrators. SSAOs were much less likely than administrators from other 

divisions to lay off current staff to meet budgetary cuts. Dickman et al. hypothesize that the 

humanistic orientation of student affairs professionals make SSAOs more likely to find 

other ways to come up with funds, primarily by utilizing monies from vacant positions. 

This is supported by Schaffer, (1992) who expresses concern that academic and cenu^ 

administrators are likely to solve problems with much technical talent but with little 

attention to the human element and that this usually engenders suspicion, mistrust and low 

morale. Dickman found one other way in which SSAOs differ from academic and central 

administrators. SSAOs are more likely to use across the board strategies within their 

divisions, perhaps believing that this is a more equitable and humane way to share cuts. In 

addition, SSAOs support institutional across the board cuts more than other adminisu^tors. 

Dickman suggests that other administrators may identify more closely with the president 

and that this response by student affairs administrators may reflect a loss of faith in being 

fairly represented in the system or a fear that student affairs will be hit the hardest if the cuts 

are not across the board. 
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Dickman also found that reducing class offerings is the most desirable choice 

among academic and central administrators and hypothesizes that this might reflect a belief 

among administrators that higher education must now do less; or at least less instruction. 

This parallels Slaughter's (1993) findings that higher education is not doing less but rather 

is altering priorities and moving resources away from student oriented activities toward 

increased entrepreneurial activities. Dickman also found that salary reductions were the 

least likely choice among administrators and that reduction of student support was ranked 

as a relatively undesirable option by all administrators. She states that these monies for 

instruction have been cut to such an extent that administrators probably believe that 

reducing these areas is no longer a viable option. 

Dickman et al. sttongly suggest that "smdent affairs adminisu^tors are among the 

most likely candidates to provide the knowledge and the perspective of a campus ecology 

required to guide effectively the downsizing experiences. In particular the traditional 

interaction of individual development with the dynamics of the total campus environment 

ought to be a key perspective in this context" (p. 461) As traditional advocates for students 

and professionals who have extensively studied their needs, student affairs professionals 

are key in assisting with change processes that balance the realities of current fiscal 

challenges with a need to continue serving students as one of higher education's 

constituents. But what choices will we as a profession make to conserve resources and 

continue services to students? How do SSAOs in this study balance these and other 

pressures bearing on student affairs? In what ways are SSAOs coping with restructuring 

similar to other administrators and in what ways do they differ? 
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Disproportional Effect of Current Issues on Specific Populations 

Mortimer and Taylor (1984), in an extensive interview study on restructuring in 

academic environments outline a variety of strategies used by institutions in dealing with 

conditions of fiscal decline. Their study, although thorough, does not explore this process 

from a critical perspective and portrays differential effect as the result of a rational process 

and therefore an unavoidable result of good decision making. With the use of more critical 

and complex lenses it is seen that within institutions of higher education, already privileged 

areas considered to be contributors to revenue production including academic disciplines 

such as medicine, law, business, technology and engineering as well as administrative 

functions supporting revenue production have received increasing financial allocation, 

power and prestige (Slaughter, 1993; Gumport, 1993; Slaughter & Leslie, 1997). In 

contrast, areas considered non-revenue producing including academic disciplines such as 

education, humanities, fme arts, and social sciences (Slaughter, 1993; Gumport, 1993) as 

well as divisions of student affairs (El-Khawas, 1994; Rhoades, 1995) have faced 

increasing financial cutbacks, restructuring and retrenchment This has happened even to 

departments that continue to attract high student demand and/or hold high levels of prestige. 

Pfeffer & Salancik (1987) have shown that subunit power is correlated positively with 

resource allocation decisions and that having less resources is associated with heavier 

workload of professionals and higher student course demand. This disproportionate effect 

belies the widespread institutional rhetoric that undergraduate education is a priority within 

institutions of higher education, within legislative bodies, and within society at large. 

Student learning does not appear to be a central goal as many institutions take on 

increasingly market oriented strategies regardless of public outcry for improved 

undergraduate education. Gumport (1993) points out that those serving constituents with 



48 

little power in society, like children or students, lose out in funding decisions. Meyer & 

Rowan (1978, p. 86) explain that "structures are created [in organizations] to give the 

semblance of taking care of an issue of concern to the environment." One example is the 

recent development of highly visible but minimally funded centers for teaching excellence 

rather than a change in reward, teniure and promotion structures to promote more effective 

teaching (Guskin, 1994). 

Although the literature on recent disproportional effect of restructuring is not large, 

it is in-depth and compelling. In addition to explanations of rational choice based on 

efficiency and effectiveness, much more complex factors influence decision making when 

resources change and/or when there is a belief that resources are changing. This literature, 

especially that outlining disproportionate effect toward students who are of low income, 

minority status and/ or women, is part of the catalyst for this research. It is plausible that if 

disproportionate effect is occurring in academic and central administrative arenas, that it 

could be occurring even in high service areas such as student affairs. Unintentional and 

intentional valuing and prioritizing in decision making can have substantial affect on the 

lives of students and staff alike. If traditional decision making processes are left 

unexamined, equity in the provision of services and developmental opportimities to 

students is less likely even given a mission of care within the profession of smdent affairs. 

In this study I look at the meaning making of SSAOs as well as strategies reported and 

consider from a critical postmodern perspective, how specific populations of students 

might be effected by choices during resttucturing. One example as outlined below of this 

effect is the recent situation in college counseling centers. 

Students in today's institutions of higher education face complex choices and 

environments. Financial constraints for counseling centers, usually within divisions of 
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student affairs, have taken place at a time when student demand for counseling services 

(Phillips, 1996), the severity (O'Malley et al, 1990; Koplik & DeVito, 1986), and 

incidence (Gallagher, 1989; Gallagher & Bruner, 1994; Stone & Archer, 1990) of student 

psychological problems on campuses have steadily increased. In response to fiscal 

constraint, counseling centers have used such strategies as mandatory student fees, direct 

charges to student consumers, reliance on students' health insurance, service containment 

in the form of limited therapies and increased referral (Stone & Archer, 1990). Students 

utilizing counseling centers will be disproportionately affected by this type of strategy used 

in response to fiscal constraints. This effect on counseling centers may have a higher effect 

on high risk students challenges including women, low income students, minority 

students, gay/lesbian/ and bisexual students and students with learning and physical 

disabilities. It is probable that many of these students utilize counseling services as one 

way to cope with difficult campus climates. 

Particular student groups such as women, low income and minority students are 

coping with multiplying and complex challenges and burdens. As Gumport (in press) 

states, "accompanying the structural differentiation in an organizational hierarchy is a 

social differentiation among groups for positions based on resources, prestige and power". 

This phenomenon affects certain groups of students more than others. Low income 

students, ahready facing many cultural adjustment challenges in higher education (London, 

1996; Rend(3n, 1996), also face drastic changes in financial assistance as Pell and other 

grants are replaced by loans as the primary form of federal and state assistance 

(McPherson, 1993; Hannah, 1996). In both state and federal assistance the financial 

burden has been shifted to students. Student aid in the form of grants fell from 70% of all 

federal student aid in 1975-76 to 50% in the early 1980s and has been consistent at that 

level since then (Zumeta, 1995). Loans make up the remaining 50% and an increasing 
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share of the grants available have gone to non-collegiate institutions (Zumeta, 1995). 

Student services at public institutions continue to be fiinded primarily through general 

student fees and specific user fees such as residence hall and dining services charges 

(Levy, 1995). 

Breneman (1990) describes also, substantial increases in tuition as an initial 

response to budget shortfalls, 13% in public institutions nationwide for 1992 alone, and 

unaccompanied in most states by increases in need-based financial aid thereby reducing 

access for low-income students. Tuition and fees outpaced inflation at the rate of 15% in 

1973 and currently are doing so at a higher rate of 22% (Rhoades & Slaughter, 1997). 

Breneman describes the initial results as reduced access to students, reducing the burden of 

educational expense from states to those families that can afford it These increases in 

tuition have continued over many years, making the rise in the effect on students more 

critical than ever. Zumeta and Looney (1994) found that even states that traditionally 

limited tuition and fee increases abandoned these policies when state appropriations were 

cut to public higher education. Increases averaged 7.3% per year between 1984 and 1988. 

Tuition increased even more rapidly after 1989, 7.7% in 1989-90, 8.5% in 1991-92 and 

13% in 1992-93. This increasing tuition, although seemingly a rational one in a financial 

sense, has drastic repercussions for low income students who often cannot imagine having 

the ability or future resources to pay off loans that exceed years of income made by their 

parents (Rendon, 1996). 

Minority students, many of whom are also from low income families (Renddn, 

1996), face fallout from outcries against affirmative action, not only in California, but the 

resulting cautionary behavior of institutions around the nation seeking to avoid lawsuits for 

reverse discrimination. This has already resulted in decreasing amounts of minority 
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applications to higher education as students feel increasingly unwelcome and unwanted on 

college campuses (Chronicle, 1995). In addition, minority student services on campuses 

have come under repeated attack on many college campuses (Thompson & Tyagi, 1993). 

To compound these challenges, attacks on the credibility of minority students as qualified 

and hard working enough to enter higher education create difficult learning conditions 

(Thompson & Tyagi, 1993). Attempts to reform curriculum to include perspectives, 

history and knowledge of minority and other groups has resulted in extreme backlash from 

conservative groups and accusations of eroding excellence to accommodate "politically 

motivated" multiple world views (Thompson & Tyagi, 1993). 

Women students, as well, face severe cultural challenges and barriers in higher 

education (Holland & Eisenhart, 1990). This is compounded by recent findings that as a 

result of valued decision making during restructuring and retrenchment, academic areas 

serving large ratios of women (and minority students) have been severely cut and in some 

cases eliminated (Slaughter, 1993). Paradoxically, the greatest budget cuts have been made 

to academic fields with the greatest enrollment growth and with larger numbers of women 

and minorities. On the other hand increasing funds have been allocated to male majority 

fields such as medicine, law, business and the sciences, even those with declining 

enrollments and litde revenue production capability. Organizations, including those within 

higher education, continue to show gendered structures, wage differentials, processes and 

decision making (Acker, 1990). Among other studies on the experience of women in 

higher education environments, Cahir & Morris (1991) found higher levels of stress in a 

variety of categories among female students than among male students. Soloman (1985) in 

a study on values and decision making in higher education, found that the value of 

educating women was seen and prioritized as less than that of men. 
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With already escalated stresses on students and especially particular groups of 

students, it is critical that studies focus on conditions dming times of change that may have 

disproportionate affect Student affairs, like other areas of higher education is experiencing 

change as a result of fiscal changes, shifting of societal and educational priorities, and other 

influences. Critical studies of decision making, structural changes, tracking of monies, and 

effect on students is necessary to our understanding of this revolution in higher education. 

One purpose of my study is to critically examine the meaning making of SSAOs and their 

reporting of strategies utilized in restructuring for probable disproportionate effect on 

particular populations of students, including women, minority students and low income 

students. Rhoades and Slaughter (1997) express concern and show indications that higher 

education, a not-for profit social institution is taking on characteristics and activities of 

profit making organizations. If this is true to any extent in student affairs, there is cause for 

concern for students. If SSAOs follow this model, students may be cast more in a role of 

consumers or products than learners. By considering decisions, rationale and strategies 

from a critical postmodern perspective, SSAOs may reconsider priorities and choices in 

future restructuring. 

Student Services Proposals for Coping with Resuiicturing 

To understand recent events affecting student affairs, it is critical to consider 

historical developments leading up to present situations. Before the 1980's centrality and 

efficiency, both rational choice theories, were the primary frame through which 

retrenchment decisions were explained (Slaughter, 1993). Retrenchment was considered a 

result of rational decision making processes based on departmental, service, and 

programmatic centrality to the mission of the institution and based on the need for 
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organizational efficiency. During the 1980's, however, patterns emerged that could not be 

explained by rational choice theories. Retrenchment fell disproportionately on academic 

areas (education, fine arts, social sciences, humanities) that continued to have high 

enrollments (high student market demand) and high centrality to the liberal arts education of 

undergraduates (Slaughter, 1993). In the 1990s, patterns of reengineering, privatization 

and reconfiguration have emerged as primary strategies for a changing higher education 

(Gumport, in press). Student affairs as a whole, also experienced and continues to 

experience budget changes (Trow, 1995; El-Khawas, 1994; Gumport, in press) which 

have resulted in widespread restructuring, reallocation of resources, retrenchment and the 

utilization of market strategies. Student instruction and service areas contribute to meeting 

the needs of undergraduate students, yet paradoxically, at a time when societal and 

legislative calls for improved undergraduate education are high, there has been a decline 

and in many cases a recall of resources from areas that contribute to this improvement (El-

Khawas, 1996). 

College students currently do not seem to hold a strong place as political actors or 

even economic contributors and perhaps have been placed as a group in the category of 

social welfare, a category receiving less and less governmental funding and societal 

support Randy Martin in a 1997 article describes this as an attack on students that takes 

many forms including: workfare, tuition increases, scholarship and financial aid cuts, class 

size increases, and to discourage students from intervening, stepped up laws against 

protesters. In turn, student affairs divisions, may be viewed by the public as well as 

central and academic administrators as serving primarily a social welfare rather than a 

production function within academe and cutting budgets to student affairs accordingly. 

Hackman (1985) states that about half the variance in internal resource allocation can be 

accounted for by a combination of environmental power (relative ability to acquire external 
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resources), institutional power, and resource negotiation strategies. She found in her study 

that core units considered close to the central mission of the institution (specific academic 

teaching and research departments) gained resources during times of fiscal decline by 

strengthening themselves and emphasizing unit needs. 

Peripheral units not considered close to the mission of the institution gained when 

they used strategies emphasizing institutional needs. Since building student "character" 

through out-of-class activities is a traditional part of university missions (Kuh, 1994), 1 

would suggest further that it must be needs that the institution values and enacts rather than 

just espouses through public rhetoric. Peripheral gainers included development, 

admissions, central administration, and computing. Peripheral losers included student 

affairs, counseling and physical plant (Hackman, 1985). This could be problematic as 

student affairs seeks to position itself close to the current rhetoric emphasizing 

teaching/learning with its "Student Learning Imperative" (ACPA, 1996). To compound the 

issue, student affairs professionals, traditional advocates for students, have little external 

influence, are rarely large players institutionally, and though adept at making due with few 

resources, often seem uncomfortable with the political negotiation necessary to gain 

resources for students and student centered programs and services (Mielke & Schuh, 

1995). For a variety of reasons, it is likely that student affairs divisions are dealing with 

these changes in some ways similar to and in some ways different from academic arenas. 

Unlike much of academic restructuring, student affairs seems to experience large 

overall cuts that are then dealt with within the organizational culture and decision making 

processes of the division ( El-Khawas, 1994; Levy, 1995). It may be that because student 

affairs, in many institutions, oversees functions essential to overall university operation 

such as financial aid and admissions, that it is dealt with as a block of funding in budget 
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decisions by central administrators rather than in the common retrenchment patterns found 

in academic areas. This has not, however, shehered student affairs divisions from drastic, 

often mid-year cuts including "flash cuts" in which a student affairs division is informed of 

a 1/3 budget reduction on a Friday and asked for a plan for its implementation by the 

following Monday as occurred fairly recently at South Dakota State University (Gordon. 

1995). Cuts are not always ded to state fiscal health either. Although many states are 

experiencing fiscal difficulty with increased federal decentralization of responsibility for 

social services; some states, like Arizona, are experiencing robust fiscal health and still 

making drastic cuts in funding to higher education (VoUc, 1994). For this reason it is 

important to acknowledge external pressures leading to cuts (See Slaughter, 1993), central 

administrative response to these cuts, as well as to examine how cuts are dealt with by 

decision makers within student affairs. Because SSAOs rather than department heads are 

ultimately responsible for divisional cuts and reallocation in student affairs, it is beneficial 

to study the meaning made by SSAOs during restructuring. 

As of this study the only published treatment of the restrucmring phenomenon in 

student affairs is Woodard's (1995) monograph "Budgeting as a Tool for Policy in 

Student Affairs". This collection includes essays that examine the phenomenon from a 

variety of lenses and provide various author's discussions of and recommendations for 

maximizing service to students in a time of restructuring and fiscal changes. The essays do 

not stem from empirical research on restructuring but from the authors' review of literature. 

Each makes recommendations in one of the following areas of smdent affairs including: 

philosophy, ethics, finance, questions for reflection and current trends. Several authors 

refer to Guskin's (1994) suggestions for restructuring higher education and focusing on 

student learning. The essays do not go as far as Guskin in suggesting that in addition to 

state mandated cuts, institutions should reduce administrative costs and smdent affairs 
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expenses by 25-33% for the purpose of holding down student costs. Woodard does 

suggest that higher education must work to reclaim the public trust by shifting from an 

"institutional entrepreneurial model to a student centered learning model" (p. 1). He 

cautions, however, that cutting programs and reallocating funds alone will not lead to this 

model. Kotter, who writes a chapter on professional philosophy in the monograph 

expands on this thought to suggest that we must "redesign roles, processes, and 

organizational structures" (p. 6). Recommendations by the authors fall primarily into the 

categories of 1) keeping a steady focus on the needs and learning of students; 2) 

repositioning ourselves as professionals within institutions; 3) Redesigning and 

reconfiguring our work; 4) continually searching for and assessing alternative resources: 

and 5) cautions for student affairs professionals to consider during restructuring financial 

hard times. 

Focusing on Students 

Student affairs has traditionally been student cem^red; developing and expanding to 

provide services to meet increasingly diverse needs of students. Recent student affairs 

literature, conference surrmiits, and roundtable reports suggest a stronger focus, at least in 

rhetoric, on student learning and on assisting students to connect and make meaning of 

their in and out of class experiences. ACPA's "Student Leaming Imperative" and 

NASPA's "Perspective on Student Affairs" are both highly publicized recommendations 

for a student affairs shift to a new paradigm (ACPA, 1996; NASPA, 1987; Kotter, 1995). 

Second, several authors urge us to keep students' reality in mind as we make decisions and 

develop services (Trow, 1995; Mielke & Schuh, 1995; Levy, 1995). Like Guskin 

(1994), these authors express the critical concem that we must not develop or keep services 
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that exceed students ability to pay. Third, Trow points out that in our concern for coping 

with fiscal realities and pressure to increase efficiency and productivity we must keep in 

mind the importance of Pascarella and Terenzini's (1991) findings that relationships 

between students and student affairs staff improve student experiences, learning, retention 

and satisfaction. Fourth, Rhoades (1995) and Mielke & Schuh (1995) point out the need 

to protect services to students with special needs such as minority students. Fifth, the 

educational benefit of services rather than efficiency and effectiveness should be the leading 

decision factor in outsourcing or privatizing student affairs services and programs (Trow, 

1995; Gold, 1995). Last, audiors in this monograph suggest strongly that we must 

involve students in restructuring efforts (Trow, 1995), in the consideration of alternative 

resources (Levy, 1995), in the design, critique and assessment of services (Rhoades, 1995; 

Mielke & Schuh, 1995) and in defining the work that we do in student affairs (Kotter, 

1995). 

Discourse by the authors in Woodard's monograph on restructuring as well as my 

own experiences of students affairs would lead me to expect in ray study that SSAOs are 

restrucmring at least to some extent toward a greater emphasis on student learning; perhaps 

developing more extensive living learning centers in residence halls, collaborating with 

faculty to create student experiences that combine students in and out of class learning, and 

reformulating current services and programs toward a more purposeful learning orientation. 

I would expect that to some extent SSAO's would consider the impact of their choices on 

student lives, especially financially. This is an area, however, in which I expect to fmd 

some areas of concern. It is likely that SSAOs, because of their background, 

demographics and place in institutions may not have considered the less visible impact of 

their decisions on especially minority students, low income students and women. 
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I would expect in this study, that even in moving to utilize new technology to 

improve efficiency and student services, that SSAOs would continue to place a high 

emphasis on relationships with students. I would expect this because of ray experience in 

working in 8 different divisions of student affairs with mostly student affairs professionals 

whose primary motivation in their work is their time with and enjoyment of students. It is 

more likely that professionals will work longer hours than give up time spent with 

students. I would expect that services to students with special needs (with the exception of 

ADA students because of regulatory requirements) may be suffering to some extent from 

choices made by SSAOs. SSAOs are likely to feel that specialized services, though 

important, are a luxiuy that must be cut during fiscally difficult limes. I do expect to find 

that SSAOs work to balance educational benefits with efficiency as they determine where to 

cut back. I am concerned however, that a primary, perhaps unreflected, outcome will be to 

allow, encourage, or expect staff to take on substantially increased loads. Last, though it 

has been strongly encouraged in the literature, I do not expect to find much indication of 

SSAOs collaborating with students to determine solutions. Although, I have worked with 

exceptions, student affairs professionals in my experience, tend to assume they know what 

is best for students and believe that student development levels prevent students from an 

ability to provide feasible ideas to cope with large issues like restructuring. In addition, 

traditional patterns of leadership among men in any profession make it unlikely that SSAOs 

will look to students as necessary collaborators in a process of resuiicturing. 

Repositioning Ourselves 

Authors in Woodard's (1995) monograph on restructuring encourage smdent 

affairs professionals to reposition ourselves within institutions. Based on a synthesis of 
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numerous student development and learning outcome taxonomies including: Bloom (1956) 

, Bowen (1977), Boyer (1987), Chickering (1969), CSU (1989), AACSB (1987 and 

SACS (1987), Kotter (1995) suggests an evolved role for student affairs professionals as 

developers and guides of strong learning environments for students. She also suggests that 

our role with other professionals is that of educators and resource experts on students. 

Kotter encourages student affairs professionals to redesign our work which will then lead 

to the reconfiguration of our budgets. Trow (1995), in the same monograph, also suggests 

that rethinking our service delivery can be more productive than reducing levels of service. 

There has been a recent push by student affairs' two primary professional 

organizations to shift toward a philosophy connected more purposefully with student 

learning. Both, the National Association for Student Personnel Administrator's (NASPA, 

1987) Student Personnel Point of View and the American College Personnel Association's 

(ACPA, 1994) Student Learning Imperative (SLI) encourage a su-onger connection 

between students in and out of class experiences. These vision documents call for student 

affairs professionals to collaborate closely with faculty and do more reflective work with 

students (Kuh, 1996). ACPA's SLI document lists five key characteristics of a learning-

oriented student affairs division; 

1. The student affairs division mission complements the institution's mission with 

the enhancement of student learning and personal development being the 

primary goal of smdent affairs programs and services; 

2. Resources are allocated to encourage student learning and personal 

development; 

3. Student affairs professionals collaborate with other institutional agents and 

agencies to promote student learning and personal development; 
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4. The division of student affairs includes staff who are experts on students, their 

environments, and teaching and learning processes; 

5, Student affairs policies and programs are based on promising practices from the 

research on student learning and institutional specific assessment data. [pp. 2-

4] 

In this same 1995 monograph on restructuring. Trow, Levy and Rhoades all 

suggest in their essays a strong need for us to advocate for and work with student, to keep 

university officials aware of and accountable to the evolving needs of students and to the 

role student affairs has in providing for these needs. In addition, Mielke and Schuh (1995) 

in their essay on ethics. Gold's essay on allocation priorities, Boyle's essay on asking 

good questions and Madsen's essay on budgeting strategies all point to the need for student 

affairs professionals to clearly articulate and align our mission with institutional values and 

priorities. Gold urges us to find ways to inform our campuses that student affairs "does 

not enjoy high institutional resources given the correlation with students satisfaction" (p. 

67). Levy suggests also the need for congruence between the way we see ourselves and the 

way others, including students, faculty, and other administrators see us. He expresses a 

concern that we educate others on how we affect the lives of students and our role in 

institution mission. Trow, states that the restructuring rhetoric is geared toward reorienting 

institutions to better serve and educate students and suggests that, based on Hackman, 

(1985) student affairs should be "more central than ever, strengthening its place in the 

institution and its claim on institutions". She posits that the fact that we are not an that this 

may be a result of concurrent focus on efficiency (containing costs and increasing 

productivity) and on generating revenue. She suggests that in this climate, the ability to 

generate external revenue takes precedence over the provision of services. 
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Boyle (1995) points out further that student affairs professionals must become 

much more aware of and in tune with cultural, political and organizational dynamics in our 

institutions. Rhoades (1995), however, cautions that in doing so we must not lose, and in 

fact should further develop our roles as campus advocates for and critical voices with 

students. Mielke and Schuh (1995) point out the need for us to have a firm set of guiding 

principles so that we are not blown off course by the status quo or by political forces. 

They refer to Kichener's (1985) ethical guidelines, NASPA and ACPA documents and 

CAS standards as guidelines for our profession. They urge us to remember that we are 

public servants and a humanistic profession. One example these authors give us is in 

urging student affairs divisions to try everything else before choosing to lay off staff. 

Slating 'The loss of even one person's livelihood should be considered with grave concem" 

(p. 77). Last, Mielke and Schuh as well as others in this monograph emphasize the 

importance of creating adequate reflective time so that we perform and make decisions 

proactively rather than reactively. Madsen (1995) concludes that plarming in student affairs 

should stem from who we wish to be as public servants. 

This literary discourse on repositioning ourselves would lead me to expect that 

SSAOs to some extent would be encouraging coDaboration with faculty and academic 

departments to develop new student leaming initiatives. In addition, they may be 

collaborating to share resources and expertise. With the push for improved undergraduate 

education, some faculty may be approaching student affairs personnel for a better 

understanding of smdents. The distinctly different values and priorities of faculty and 

student affairs cultures may prove to be a challenge during collaborative efforts. New 

developments in technology including e-mail and web sites are a likely impetus for 

restructuring and redesign of services. From Trow's cautions I would not expect that this 

is proving to be much of a cost savings but rather may be a way to manage data in some 
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offices such as financial aid and the registrar to free personnel for more personal attention 

to students. It may, however, just be a shifting in the kind of work done by staff in high 

data processing offices such as finanicial aid. I would expect also that SSAOs are 

becoming more savvy in negotiating the political environments of campuses and becoming 

more articulate in outlining student affairs contributions, mission and purpose to central 

administrators, faculty, budget committees, parents and legislators. This may, however, 

be tempered by some discomfort and unfamiliarity with political processes. In addition, I 

would expect that SSAOs are developing outcomes assessment processes to back these 

arguments up with evidence of effectiveness. I would not, however, expect that there will 

be widespread use by SSAOs of current research as a basis for practice. Student affairs is 

a very practitioner based profession and I have often distrust of anything that is too 

academic or theoretical. In addition, increased work load of professionals may discourage 

time spent keeping up with Uterature and doing the work of uansferring theory to practice. 

I do expect that SSAOs interviewed will each have firm convictions and principles 

in a variety of areas that will guide their decisions. These may, however, vary widely 

among individuals and may not be carried completely into practice. Last, as mentioned 

above, I am concerned that I may find that SSAOs are too busy doing to engage in much 

reflecting and that they may not be encouraging enough reflection time among staff. 

Redesigning and Reconfiguring Our Work 

Recommendations to redesign and reconfigure our work as student affairs 

professionals is compelling in these authors' essays, however, they give very little 

guidance as to how to go about completing this task. Kotter, encourages student affairs 
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professionals to let financial savings come out of this reconfiguration and a variety of 

authors urge collaboration with students and faculty in this process, especially in line with 

the Student Learning Imperative goals outlined earlier. Levy (1995), Guskin (1994) and 

Woodard (1995) urge us to search for and become adept at securing alternative resources 

for the purpose of continuing service to students. This would lead to a reconfiguration of 

some of our work as professionals. Perhaps the most striking aspect of these authors' 

discourse on redesigning and reconfiguring our work lie in their cautions. 

Trow (1995) points out that we need to balance the needs of students with external 

pressure to increase efficiency and effectiveness. She suggests that technology already has 

and will continue to have a great impact on how we do our work. Trow expresses 

skepticism, however, in technology as a cost saving trend and also cautions us to not move 

too far along a continuum of ueating students primarily as consumers by giving them 

increased access to info and services via technology but decreased personal attention and 

interaction. Levy cautions as well that as we reconfigure our work we charge students 

enough to cover expenses of services but not to be tempted toward using these fees for 

additional revenue production. More in-depth cautions are covered in the last section of the 

five patterns of recommendations on restiiicturing in student affairs. 

The authors recommendations to redesign and reconfigure our work leads me to 

expect several things in SS AO discourse from this study. I would expect that SSAOs will 

describe a wide variety of strategies for coping with calls for efficiency and lessened or 

changed resources. These include the increased use of technology, restructuring and 

merging of departments and services to remove administrative layers, differential use of 

staff and consideration of new ways to provide similar services with less resources. I 

would expect an increased collaboration among student affairs departments to share 
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resources, although territorialisra might discourage this in some divisions. I would also 

expect an increased collaboration with faculty as student affairs professionals consider both 

the economic need to share resources and the press to create more seamless campus 

learning environments as outlined in ACPA's Student Learning Imperative (1996). I hope 

that I will find a significant amount of reflective dialogue on the essence of the work we do 

and where we need tohead in the future, although I am less confident in finding this result. 

I am concerned that SS AOs are likely to push their divisions to a breaking point in attempts 

to do more with less. My sense of our profession is that we will rely on our current staffs' 

dedication to smdents to make up for lost resources and fill in for decreases in staffing 

rather than choosing to redesign our work or do less overall. 

Searching for and Assessing Alternative Resources 

Levy's (1995) monograph essay on sources of current and future funding as well 

as Woodard's (1995) introduction and Rhoades (1995) essay on rising and stratified 

administrative costs all reiterate Guskin's (1994) earlier point that new sources of funding 

are necessary to higher education. Levy discusses the decline in appropriations to student 

affairs divisions and the need for us to seek out new resources if we are to continue 

meeting the needs of students. Levy suggests that SSAOs seek out funding from private 

sources, work with staff and students to generate new funds, increase sales of products 

with institutional insignia, outsource/privatize, have students pay the full cost of services 

and request a share of instimtional revenue from academic patents. Trow urges student 

affairs professionals to make decisions about privatizing based on education standards and 

needs rather than purely economic ones. 
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Levy (1995) cautions that outsourcing should only be utilized to improve services 

to students, not to avoid responsibility. His suggestion that we have students pay the full 

cost of services is tempered with a concern that we not charge larger than actual cost fees to 

produce revenue. He does not, however, seem to consider that through income and other 

taxes, students themselves and their parents pay the taxes that make up state allocations to 

higher education institutions. Several authors express concern that "formerly free" services 

may or have become fee driven. Like Levy, they fail to point out that these services have 

never really been free to students but rather are paid for with taxes collected from students 

and their parents as well as through common general student fees charged each semester in 

addition to tuition. 

This literary discoiu^e leads me to expect that although SSAOs are working to serve 

students, they may feel justified in raising and/or adding student fees. I would expect to 

hear some rationale that these services have been "free" to students during good economic 

times but now that funding is not readily available, students will be expected to carry their 

"share" of the expense. I would also expect to find in this study, more time and emphasis 

placed on various kinds of revenue production with the intent of funneling this funding to 

continue serving students. I would not, however, expect much discourse on Boyle's 

(1995) question of "Have these services grown beyond the capacity of institutions to afford 

them" (p. 55). It is likely that SSAOs v^dll try many other options before deleting any 

services. 
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Cautions to Consider During Restructuring and/or Financial Hard Times 

Various authors in Woodard's (1995) monograph express cautions as we cope with 

restructuring and changing fiscal times. Woodard urges reflective decision making to 

develop solutions that match institutional and professional values of student learning and 

development as well as a humanistic orientation toward benefiting society. Trow (1995) 

suggests in her essay that financial hard times are likely to encourage student affairs 

professionals to do more with less. Gold (1995) as well as Mielke & Schuh (1995) 

express concern that this will affect the morale and health of student affairs professionals, 

especially if staff are not directiy involved in decision making and future visioning. 

Trow (1995) and Levy (1995) both express concern that we will charge new and/or 

increased fees that will shift too much of the burden to students. Trow and Rhoades 

(1995) express concern that we wiU cut especially low level positions within our divisions, 

contributing to the widening societal gab between economic classes. Trow as well as 

Rhoades also express a concern that student affairs professionals resist pressures to cut 

services to populations such as low income and minority students. Rhoades further 

suggests that we take the lead in opening higher education to new populations. Trow, 

Rhoades and Kotter (1995)challenge the profession to restructure in ways that will improve 

students' experience and enhance the climate on campus for new and newer populations. 

Trow, Levy and Rhoades each suggest that fees and privatizing should be evaluated 

in terms of educational as well as economic terms. Rhoades further suggests that we 

should safeguard the educational bottom line in all decision making and he as well as Trow 

and Levy urge us to work in extensive and ongoing consultation with students. Trow 

explains that we must move from seeing students as needing help, to embracing a 
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philosophy that we need students help. EUioades encourages us to go a step further and 

avoid choices that will decrease our relationships with students. As all of these authors 

have pointed out, there are many pitfalls possible as we struggle with restructuring in 

higher education. Understanding both our vision and the actuality of what we are doing are 

critical to practicing our ideal as a humanistic, student oriented profession. 

As stated earlier in this literature review, there has been litde empirical study of 

restructuring in student affairs. In the introduction to this monograph, Woodard asks the 

question, "How will student affairs change during restructuring" (p. 1). It is important to 

study what initiatives have emerged as student affairs deals with this fiscal decline and 

restructuring of higher education. Dickman (1996) states, "The phenomenal impact of 

downsizing on the life of an organization provides a compelling argument for continuing 

research in this area." One thing is clear from the literature. Resuucturing is likely to be a 

deeply felt experience by student affairs professionals and possibly also by students. I 

hope that I can utilize as well as critique the voices of senior student affairs officers to 

express some of this depth. 

My study seeks first, to examine the description of and meaning that senior student 

affairs officers are making of factors influencing the divisions they oversee. Second, this 

study highlights the creative ways in which SSAOs act to serve students during times of 

fiscal decline. Third, this study also provides a critique of strategic choices and rationale 

for those decisions based in part on the recommendations made in the literature on how we 

should be dealing with restructuring. Fourth, this study critically considers indications of 

disproportional effect on particular populations, especially minority students, low income 

students and women of strategic choices reported by SSAOs. Practitioners will benefit 

both from becoming more aware of coping behaviors that may be holistic long-run 
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strategies for serving an increasingly diverse student body as well as those behaviors that 

may have negative consequences for particular populations or for the student population as 

a whole. The issues and analysis of student affairs response, especially senior decision 

maker response, are critical to the survival of student affairs and to continued education of 

the "whole" student in higher education. 
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CHAPTERS 

RESEARCH DESIGN 

Mode of Inquiry 

My research combines a balance of qualitative and quantitative inquiry. In the 

study of human behavior, constructivist, qualitative methods allow for an exploratory 

interchange between the researcher and the researched. (Creswell, 1994) Such interchange 

allows for the collaborative exploration of meaning, rationale, philosophies, values, and 

actions within the context of the study. This approach is consistent with the goals of 

critical postmodern research. First, a goal of critical postmodern research and theory is to 

accept and utilize the constructivist nature of reality, the acceptance that researcher and 

researched interact and affect each other. Second, critical postmodern research is action 

oriented. Researchers place themselves in relation to the research as social change agents 

exploring issues in relation to something that is of importance to them (Lather, 1991; 

Tiemey, 1993). This orientation is in part an acknowledgment that all research is to some 

extent personally motivated and in part acknowledges the place of the researcher as activist. 

Third, a critical postmodernist framework takes a "hopeful" stance in its orientation. 

Critical analysis is utilized not simply to point out the deficiencies or injustices in systems, 

behaviors, or decisions. It is utilized also to suggest change and improvement It is a 

mechanism for spurring the "hopeful" perspective that is necessary to modifying society to 

encompass and meet the needs of a diversity of people (Tiemey, 1993). 

In keeping with concepts of critical postmodern theory, I sought to construct 

research in ways that place the concept of objectivity as something that is understood to be 
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affected by the researcher, the researched, and the context in which the subjects act Prior 

to determining what methods I would utilize to gain an understanding of restructuring, I 

began this smdy with an exploratory set of phone interviews with senior level decision 

makers in student affairs (Phase I). These phone interviews were open ended and semi-

structured to assess current trends, concerns, and philosophies in student affairs. The 

purpose of this phase of the study was to gain a sense of what questions were important 

and to involve subject informants in the design of the overall study. I wanted also to gain a 

sense of the extent to which the issue of restructuring was important to decision makers in 

the field. In keeping with a critical postmodern perspective, I developed research 

questions, methods and analysis that form a critical analysis of informant perspectives, 

discourse utilized, and strategies discussed. 

I wished to utilize multiple methods to understand and study the meaning made of 

restructuring by senior student affairs officers. Stage (1992) recommends the use of 

method triangulation to study phenomenon and populations in smdent affairs. Denzin 

(1978) defines triangulation as the use of multiple (2 or more) mediods in the study of a 

single phenomenon. Stage suggests viewing data collection as "understanding that all 

methods should be viewed as complimentary rather than as rival; methods employed 

should come together to shed more light on the results" (p. 487). In line with these 

perspectives, I chose to view the phenomenon of restructuring from both an in-depth 

constructivist/inductive/qualitative lens and then based on these results, to view it more 

broadly from a more structured/deductive/ quantitative lens. In keeping with my concern 

for pragmatic research and critical postmodern activism, I am able both to study more of the 

subtle nuances of this phenomenon as well as provide research that is useful to 

practitioners. Stage (1992) suggests also that for more complex issues such as 

restructuring, "the quick and simple answer becomes less meaningful" (p. 486). 
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Because there is little research on how student affairs divisions are coping with 

restructuring, I eventually determined that an exploratory, qualitative mode of inquiry 

would be most useful, as the primary data set, for understanding meaning making by 

SSAOs of the phenomenon of restructuring. A qualitative critical postmodern perspective 

is effective in enabling me to outline and critique strategies SSAOs report utilizing in 

attempting to continue providing service to students. Simultaneously, it enables me to 

make recommendations for critical reflection and decision making as the profession 

struggles to serve an increasingly diverse society with changing structures and resources. 

As a result of the rich information gained in the exploratory phone interviews I 

decided to utilize semi-structured phone interviews with, in some cases, follow-up e-mails 

with senior student affairs officers from public research institutions as my primary data. I 

determined to explore the meaning senior decision makers are making of the phenomenon 

of restructuring through the discourse of in-depth interviews. I made a choice to interview 

SSAOs from institutions in all geographic regions of the United States and so was 

constrained by finances and time to utilize in-depth phone interviews rather in-person 

interviews. 

Individual interviews with SSAOs (Phase II) enabled me to explore the issue in 

much greater depth than a survey would have made possible. Interviews also enabled 

SSAO informants to discuss restructuring in their own language and to go beyond the 

constraints of a constructed instrument. Utilizing this method, I was able to examine 

informant discourse for indications of disproportionate effect on specific student 

populations such as persons of low-income, persons of minority status, and women. In 

addition, I was able to deconstruct language for its relation to, literary visioning discourse 
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on restructuring by other student affairs administrators and faculty, to findings concerning 

academic environments and to corporate / business rhetoric. 

In the quantitative phase of this study, I utilized a national NASPA restructuring 

survey of SSAOs from all types of institutions (Phase HI) to 1) add descriptive data on the 

context of restructuring nationwide and 2) explore the extent and patterns of surategies 

reported in interviews are utilized by SSAOs in a wider variety of institutions. Utilizing a 

second quantitative method made possible a broader, though less in-depth study of 

restructuring through the lens of SSAOs. With this survey, I was able to explore a 

descriptive treatment of the phenomenon as well as search for patterns of strategies utilized 

by SSAOs during restructuring. 

The data from this survey provides a quantitative, somewhat exploratory mode of 

inquiry to gain a better understanding of the issue in a broader context Quantitative inquiry 

is useful for gaining a sense of how generalized particular factors or behaviors are within 

a broad population (Creswell, 1994; Denzin & Lincoln, 1994). The NASPA survey on 

restructuring was developed by myself, Tom Goodale, a faculty intern in the NASPA 

office that year and Ed Englebride, an administrative intern in the NASPA office that year. 

We were asked by Gwendolyn Dungy, Executive Director of NASPA to develop a survey 

to gain a sense from SSAOs around the country of various descriptive and strategic factors 

concerning restructuring in divisions of student affairs. I became involved in the 

development of the survey when during my tenure as a national chair in NASPA, Owen 

Dungy asked me about my research and wanted to base part of the survey on my interviews 

as well as have my involvement in the overall design. 
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By utilizing a combination of quantitative and qualitative inquiry, I am able to 

combine the strengths of each to provide a better understanding of the phenomenon of 

restrucmring in student affairs divisions from the SSAO perspective. In addition, I am able 

to explore and critically analyze the meaning made of restructuring by SSAOs through 

interview discourse. As a result, I developed a three phase research design process that 

incorporated interactive methods as well as survey analysis and have continued to involve a 

niunber of informants as well as other student affairs practitioners and others in developing 

the design. It is my hope that my utilization of this type of design will incorporate 

respondent voices in all aspects of the research and give the reader an opportimity to learn 

from my analysis as well as from the voices of informants. 

Exploratory Study 

In March of 19961 conducted a preliminary set of phone interviews with fifteen 

(15) senior student affairs officers to assess current issues and trends in student affairs and 

to assist me in developing the design of this study. To compile a list of SSAOs to 

interview for this exploratory phase, I sent an e-mail to the NASPA listserve to request 

names of vice presidents, associate vice presidents and Deans of Students in student affairs 

who were considered progressive or on the leading edge. I did not define this but allowed 

recipients to define it for themselves. I received names of 37 individuals through this 

method and from this list, compiled a list of fifteen (15) interviewees. As outlined in the 

Figure 3.1, subjects were chosen to represent a wide variety of 4-year institutional types 

(research, comprehensive, baccalaureate) and geographic diversity. About half of the 

institutions were public and half private. The phone interviews were semi-structured and 

involved broad questions concerning current trends in student affairs. 
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ideological/philosophical bases for practice, whether or not they had experienced budget 

decline, and strategic planning processes utilized by the division [see Appendix []• 

Figure 3.1 

State Title of Individual 
Interviewed 

Type of Institution Affiliation 

Arkansas Associate Vice Chancellor Research II Public 
California Associate Vice President Research I Public 
California Dean of Students Research I Public 
Colorado Vice President Research I EHiblic 
Georgia Dean of Students Baccalaureate Private 
Illinois Vice President Research I Private 
Maine Vice President Baccalaureate Fhivate 
Michigan President Baccalaureate Private 
Mississippi Associate Vice President Masters II Private 
Missouri President Doctoral I E^iblic 
New Mexico Dean of Students Baccalaureate Private 
New York Vice President Masters I Private 
North Dakota Vice President Doctoral n Public 
Virginia Vice President Masters II PubUc 
Wyoming Vice President Research EL Public 

From this exploratory phase, I designed the overall study based on findings that I) 

all but one informant reported a decline in appropriations to student affairs use of 

institutional restructuring; 2) many spoke of the need for bottom-line planning; 3) there 

was a wide continuum of responses and comfort levels concerning the balance of revenue 

production orientation and student orientation necessary to deal with changes; and 4) 

professional ideology seemed to be in somewhat of a transition period. Current trends 

identified by these individuals included: those listed in the Figure 3.2. Trends are listed in 

order from most to least pressing. More in-depth results are contained in chapters 4,5 & 6 

of this document 
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Figure 3.2 

Current Trends Affecting Student Affairs Divisions 
(from exploratory interviews) 

Budget Decline & Loss of Public Confidence 

Changes in style of management of student affairs by SSAOs 

Academic / student affairs collaboration to benefit of students (learning, shared resources, 
new initiatives 

Impact of diversity and globalization on campus 

Distance learning and technology 

Physical and psychological health issues of students and staff 

Campus Community and Values 

Other areas 

Research Questions 

Creswell (1994) and Denzin and Lincoln (1994) recommend having questions 

emerge from the study itself in qualitative research. I found it helpful to udlize four guiding 

questions that emerged for me from 1) the exploratory study; 2) the research regarding 

corporate language utilized by university presidents in times of fiscal decline (Slaughter, 

1993) 3) the research regarding resource allocation choices that had disproportionate affect 

on academic disciplines serving large number of women and minorities; and 4) Woodard's 

1995 monograph of philosophical and operational recommendations for dealing with 

restructuring in student affairs. 
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1. How do SSAOs make meaning of the place of their divisions in the institutional 

context? What reasons do SSAOs give for cuts and/or restructuring of their 

divisions? 

2. What strategies, rationale and philosophies are evident in the discourse of 

SSAOs as they discuss restructuring and/or budget decline? Are there 

indications of discourse on care for students and staff, management priorities, 

or revenue production? What patterns of strategies are evident? 

3. Are there indications that particular populations of students (low income, 

minority, women) may experience disproportionate effect because of the 

choices that are being made to deal with student affairs resuiicturing and/ or 

fiscal decline? 

Data Collection and Analysis 

To assess the research questions developed from my exploratory study (Phase D 

and literature review, I utilized two phases of data collection. For the second phase I 

conducted in-depth, semi-structured phone interviews with senior student affairs officers 

from 30 public research institutions. Through these interviews, I explored the sttategies 

reported for dealing with restructuring, the reported effect of these choices on staff and 

students, and the general discourse and meaning making of SSAOs. 

As discussed earlier, I was asked to utilize insights and findings from these 

interviews to assist in the design of a NASPA survey on restructuring (Appendix B) that 
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was sent to a large sample of member SSAOs. Phase HI of my dissertation study consisted 

of this nationwide survey. The data from this survey provides a broader context for the 

understanding of SSAO perspectives on restructuring. In addition, I planned to explore 

patterns of strategies reported by SSAOs and to critically consider possible effects of these 

strategies on students in these institutions. 

Phone Interviews With Senior Student Affairs Officers 

Subject Institutions 

I made the choice to interview 30 senior student affairs officers (SSAOs) at public 

research institutions based on my understanding that personnel at public institutions face a 

complex set of pressiures from state, federal, private, corporate and public scrutiny and on 

the often conflicting missions of research, teaching, and service in research institutions. 

The presence of conflicting missions is likely to result in a high level of professional role 

conflict, care/service vs. revenue production conflict and is likely to show evidence of 

disproportional affect of services to various campus populations. 

Subject institutions were sampled by utilizing the 1994 National Education 

Association Almanac to determine levels of state allocations to higher education. I utilized a 

table, entitled Two-Year Changes (%) in State Appropriations for Higher Education, FY 

1991 - 1993 (Hines, 1992) to select states (see Figure 3.3). I worked to develop a 

sample that was diversified geographically by state and level of appropriations. Diversity of 

sample increases validity in qualitative research (Creswell, 1994; Denzin & Lincoln, 1994) 

and effort was made to develop a widely representative sample. This population was 
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weighted to consist of 12 institutions from states in the lowest quartile and 6 institutions 

from each of the other three quartiles. It is important to note however, that there has been a 

wide disparity in the enactment of changes in state allocations to higher education. Oregon, 

for example is listed in the highest quartile of this table, but was one of the first and hardest 

hit higher educational systems (Gumport, in press). Within the SS AO sample of 

informants, some reported receiving cuts in the mid 80's and some reported just starting to 

receive cuts at the time of this study. This table represents only a snapshot of the 

phenomenon of changing state appropriations to higher education. 

To develop my sample population, I randomly chose a public research institution 

from each state, choosing alternative research 1 institutions in the state when necessary. 

Utilizing this sampling process, I recruited SSAO inforaiants through phone and e-mail to 

develop a population of 30 SSAOs from public research 1 institutions (in addition to the 12 

SSAOs interviewed for the exploratory study). In some cases, states do not have research 

I institutions; this is especially true in northern states. To preserve the anonymity of the 

interviewees for this study I have chosen not to give more detailed information about this 

sample. Most of the 50 states have only two research I instimtions. This makes the SSAO 

study population relatively small and easily identifiable if geographic or institutional 

information about the sample is made available. It was important to this study that I 

represent a wide geographic representation of informants and to protect informants, the 

information in Table 3.3 is the only detail about the sample that I have provided. 
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Table 3.3 

Two-Year Change (%) in State Appropriations for Higher Education 
FY 1991 - FY 1993 

Highest Ouartile Second Ouartile Third Ouartile Lowest Ouartile 
Nevada Wisconsin Indiana Vermont 
Arkansas Washington Kentucky Maryland 
Oregon Louisiana Arizona Minnesota 
South Dakota Tennessee New Hampshire New York 
Utah Idaho Alabama Ohio 
North Dakota Delaware Missouri Connecticut 
Oklahoma Colorado Pennsylvania Rhode Island 
New Jersey North Carolina South Carolina Maine 
Hawaii Michigan Georgia Alaska 
Nebraska Mississippi Illinois Florida 
New Mexico W. Virginia Wyoming Massachusetts 
Texas Kansas California 
Montana Iowa Virginia 

Subject Informants 

I chose to utilize senior student affairs officers (Vice Presidents and Vice 

Chancellors for Student Affairs) as the primary informants in this study for a variety of 

reasons with the understanding that this will give a limited perspective on coping su-ategies 

and effect of restructuring within student affairs. Utilizing senior student affairs officers as 

the primary informants for this study may seem to be an elitist choice. I believe that the use 

of SSAOs as informants does not automatically create an elitist structural functional frame. 

Rather, the signifying factor is whether or not I treat the informants as unquestioned 

sources or in my case am examining and critiquing the meaning they are making of the 

phenomenon. In addition, as outlined in Rhoades (1995) work on restructuring, SSAOs 

are traditionally the administrative staff with the least amount of power and influence of 

those who report to the president As was clear in many of the SSAO interviews and in the 
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work of El-Khawas (1994), when reallocation has occurred, it is often to take funds away 

from divisions of student affairs to reallocate to other divisions within the institution 

(usually reallocated to research or academic divisions). One could make an argument, as 

Rhoades has, that SSAOs are those with the most limited voice in administrative 

hierarchies. My choice is based, in addition, on the fact that final decision making 

responsibility and authority typically Ues with the senior student affairs officer for student 

affairs divisions within higher education (Levy, 1995). This study is designed to assess 

rationale and strategies utilized by persons in senior management positions of a care/service 

profession as they struggle to deal with conflicting pressures, priorities, and values. I 

recommend follow up smdies to explore coping strategies and perceptions of personnel at 

other levels of a smdent affairs divisions as well as the perceptions of students served by 

those divisions. 

Interview Objectives 

• I interviewed each of the 30 SSAO informants by telephone utilizing a semi- structured 

process. Each interview was tape recorded with permission of the informant I then 

transcribed each interview for coding, analysis and for the accurate use of direct 

informant quotes. Respondents were encouraged to discuss: 

1. their perception of the contextual factors related to restructuring and fiscal 

decline strategies utilized to deal with budget decline; 

2. strategies, philosophy and rationale utilized to deal with these changes and 

demands; 

3. their perceptions of the affect of these strategies and institutional changes on 

students, staff within their divisions, and on their personal/professional selves; 
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4. any other factors related to restructuring and/or fiscal decline. 

Analysis 

For the analysis of interview data I utilized discursive and content analysis (Denzin 

& Lincoln, 1994) of recorded and transcribed interview transcripts to assess SSAO 

perceptions and meaning making of the contextual factors related to restructuring and fiscal 

decline in their institutions: strategies, philosophies and rationale utilized to cope with 

changes, and indications of the affect of strategies and changes on students, staff and 

selves. I utilized multiple coding processes and critical analysis (Creswell, 1994; Denzin 

& Lincoln) to analyze the discourse for strategies, rationale & language utilized, and hints 

of disproportional affect to particular populations. To do this, I utilized colored pens to 

code each transcript for the following: 

1. discourse on the context for restructuring and/or budget decline as perceived by 

SSAOs: 

2. strategies, philosophical discourse and rationale utilized in relation to or as a 

result of restrucmring and/or fiscal decline; 

3. reported affects on students and staff of strategies utilized. 

With these data patterns I then utilized Patton's (1990) system of qualitative data analysis to 

sort, categorize and analyze (See Figure 3.4). From this point, I worked to interpret my 

findings from the critical postmodern lens as outlined in the theoretical framework in this 

document. 
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Figure 3.4 

Patton's Steps in Data Processing 

Unitizing 
1. unit should be aimed at some understanding inquirer needs to tiave 
2. should be the smallest piece of data that can stand alone 

Categorizing 
1. sort units by similarity to form categories 
2. devise provisional rules to capture categories 
3. reevaluate categories to see if all fit provisional rules 
4. assign rest of units according to provisional rules 
5. read category sets to see if rule explains all units included 
6. compare categories for overlap - resolve and reorder to reduce 
7. examine the categories for possible relationships - may lead to subdividing 

NASPA Survey 

I made the choice to utilize data from the NASPA survey entitled "Survey on the 

State of Student Affairs" [see Appendix C] after being asked, as described earlier, to assist 

in it's development. This survey was developed on the broader topic of restructuring and 

is primarily a descriptive survey. The survey contains fifteen (15) items that include 

yes/no, multiple choice and comment questions concerning restructuring in student affairs. 

I utilized only the available statistical data as the comment data was unavailable. 

Subject Informants 

NASPA Voting Delegates (senior student affairs officers) were the target population 

for this survey on restructuring. The survey was sent to 625 voting delegates representing 

a proportional number of institutions from five institutional categories including: research 
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universities, doctoral institutions, comprehensive universities, liberal arts colleges and two-

year colleges. The return rate of completed surveys was 62% (389 surveys). 

Objective for the Use of NASPA Survey Data 

1 chose to utilize the NASPA survey data primarily to provide a broad description of 

resti ucturing in divisions of student affairs as a backdrop for the interview portion of my 

research. The NASPA survey data provides information on some of the parameters 

affecting a wide variety of divisions of student affairs nationwide. In addition, the NASPA 

survey question based on the strategic choice findings of the interviews (question #14, 

Appendix B) provides a generalizeable examination of the extent to which particular 

strategies have been utilized by SS AOs experiencing budget cuts. 

F*resentation 

The results from this study will be presented in a thematic format addressing the 

research questions directly. Chapter 4 summarizes and critiques the wide variety of 

strategies, philosophies and rationale utilized by student affairs divisions from both studies. 

1 utilize a combined presentation of phone interview quotes as well as descriptive statistics 

from the NASPA survey to describe and critique strategy choices. Chapter 5 summarizes 

and critiques the analysis of SSAO perceptions concerning the context for restructuring in 

student affairs at their institutions. This chapter will include data primarily from the 30 

phone interviews with SSAOs from public research institutions. I will utihze quotes from 

these interviews to give voice to their perceptions of what factors are behind the cuts and 

restructuring of their divisions. Chapter 6 summarizes and critiques indications of 
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disproportional affect on students and staff of strategy choices, restructuring and budget 

decline made by SSAOs respondents at 30 public research institutions. 

In all three chapters, psuedonyras are utilized to give continuity as well as 

individuality of SSAO voices while protecting the anonymity of informants. Institutional 

names, states and other identifying information have been altered whenever necessary for 

this purpose. I chose to keep gender identification intact for the purposes of the study. 

Assumptions 

This study is affected by three major assumptions. The first assumption is that a 

combination of qualitative and quantitative inquiry will yield data that genuinely reflect 

senior student affairs administrators perspectives, values, and priorities as well as some of 

the surategies utilized to cope with fiscal decline. A second assumption is that budgeting and 

decision making processes are affected by both internal and extemal influences as well as 

the individual lens of values, priorities and perspectives held by senior decision makers. 

As a researcher I acknowledge that there are many influences to decision making and that 

there can be conflict between expressed belief, intent and actions. The third assumption is 

my personal conviction that for the most part, SSAOs have students needs at heart. I 

believe that a critical postmodern examination of SSAO narratives will assist me honoring 

intention while looking beyond it to analyze possible affects of surategic choices on students 

and staff. 
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CHAPTER 4 

STRATEGIES FOR COPING WITH 

RESTRUCTURING AND BUDGET DECLINE IN STUDENT AFFAIRS 

As outlined in table 4.1, there are a variety of ways in which both SSAO 

respondents to the NASPA survey and SSAO phone interviewees have dealt with 

restructuring and budget decline in their divisions. These strategies include restructuring, 

reallocation, personnel modifications, resource generation, privatization and reengineering. 

These restructuring strategies are similar to managerial strategies in other social and 

corporate institutions (Slaughter, 1993; Gumport, 1997). Yet SSAOs do seem to be front 

runners in higher education in utilizing more diversified sources of funding to continue 

serving students. In line with Rhoades and Slaughters' (1997) recommendations, these 

SSAOs seem to be making choices similar to non-profit organizations including widely 

diversifying their fimding base, reinvesting revenue generated into services for their student 

constituents, and continually searching for better ways of continuing operation. Although 

in this chapter I will certainly provide critique of the strategies chosen by SSAOs, there are 

many ways in which they are in line also with recommendations by the visionary authors in 

Woodard's (1995) monograph on restructuring. This chapter provides a description and 

critique of the various strategies chosen by SSAOs in these studies. 
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Table 4.1 

Strategies Utilized by SSAOs 
for Coping with Budget Decline and/or Restructuring 

Interviewees (n=30) NASPA Survey Respondents 
Use of Strategies (n=163) 

Restructuring 
Elimination of Services 47% 
Budgeting & Planning Strategies 
Student Fees - raised general fees - 60% 

- raised specific user fees - 44% 
Fund Raising 40% 
Collaboration with Academic Departments 

65% 
Reengineering 
Changes in Use of Personnel 

i 

- positions lost - 71% 
- vacant lines given up - 67% 
- student workers replace professional staff -
42% 
- 9-10 month contracts - 41% 

Entrepreneurial Activities 52% 
Fund Raising 40% 
Reallocation 
Privatization 20% 

Keith: When my divisional staff get frastrated wtih restructuring issues, I encourage 
them to remember what we are here for, students. So at the back of all of our 
decisions has to be; what do students need most and how can we provide 
those things for them. What's difficult is that students have such varied 
needs and we only have so much budget I also worry about my staff. Are 
they working too hard, will I be able to keep as many positions. So we 
struggle with the ethics of our choices. 

Flo: As the cuts have become increasingly severe, I feel like we're having to make 
some really painful choices. The primary goal for me is that we continue to 
serve students. How we do that with diminished resources is the big 
question. 

SS AOs are making a paradox of choices to deal with cuts and restructuring that in 

some ways benefit students and in some ways may be benefitting the division over student 

needs. Perhaps this is a sign that SSAOs wish to balance serving both the community in 
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the form of professional staff as well as students. It may be, however, that they are not 

considering the hidden impact of their choices. SSAOs in this study have utilized a variety 

of strategies to to deal with factors cvurently influencing higher education. F*ressures to 

increase efficiency and effectiveness, downsize, restructure and give back fimding have 

encouraged these senior student affairs officers and their divisions to restructure, reallocate 

funds, reengineer and develop new and expanded funding sources. SSAOs identify a 

concern with efforts to continue the provision of services and learning / developmental 

environments for smdents as their primary motivation for developing strategies. Although 

most are willing to rise to the challenge, some SSAOs are concerned at the changing roles 

they feel compelled by this revolution to play. These SSAOs express concern that moving 

increasingly toward fund raising and revenue production takes away from their roles as 

educators and care-givers of students. 

Henry: In recent years, more of my time is spent trying to figure out how to replace 
or do without resources to provide services to students. That means less time 
with students. I wonder sometimes if it is time for me to retire from 
university work. I came into this profession to advocate for and work with 
students. I guess this is a kind of advocating for students but it has really 
taken me away from them. 

SSAOs show impressive ingenuity and dedication to continue service to students as 

well as to protect professionals within their divisions. In line with student affairs 

professional statements such as those outlined by the National Association for Student 

Personnel Administrators (NASPA) and the American College Personnel Association 

(ACPA), SSAOs in this study work to provide a balance of care while working within the 

difficult realities of this revolutionary era in higher education. Utilizing a critical lens, 

choices made in these efforts and strategies utilized do create some cause for concern, 

especially for specific populations of smdents. These concerns as well as the many creative 

and giving efforts of divisions of student affairs will be explored in this and subsequent 

sections of this document 
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Restructuring 

Restructuring appears to be the most prevalent strategy within divisions of student 

affairs for coping with this revolution in higher education. Sixty-seven percent (67%) of 

the 389 respondents to the NASPA survey state that areas under their administrative 

supervision had changed significantly in structure during the last five years. Forty-six 

percent (46%) had merged or consolidated departments or services and forty-two percent 

(42%) had eliminated positions. In addition, a significant number (20%) of SSAOs 

indicated that they had experienced a reporting change in the last five years. Most had been 

moved down a tier from reporting directiy to their institution's president to reporting to the 

senior academic officer. Many student affairs divisions also experienced reallocation of 

funding away from student affairs either to the state or to other divisions of their 

institutions. This and calls for efficiency and effectiveness prompted consolidation, 

intemal and external collaboration, and divisional reallocation of funds. 

A variety of types of restructumg have been utilized internally by SSAOs in 

attempts to work with less resources in the continuation of service to smdents. SSAOS 

report that strategies are chosen as often as possible with the goal of maintaining maximum 

service to students. Restructuring strategies have included: 1) The flattening of divisional 

structure through the elimination of administrative layers; 2) consolidation or merging of 

similar student life areas; 3) a significant trend toward combining health and 

counseling/psychological services ; 4) the creation of centt^ized student service areas that 

combine a number of informational and payment services; 5) changes based on 

philosophical beliefs about organizations; 6) a widespread increase in collaborating with 

faculty to provide more integrated learning experiences for students and/or to share 

resources for new orcontinued initiatives; and 7) restructiuing based on opportunities that 
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arise. Sometimes this has meant the removal of high level administrative positions and 

sometimes at other levels. Areas, especially for interviewed SSAOs from more heavily cut 

divisions, have been consolidated into functionally similar structures. This has included: 

I) Eliminating administrative layers 

In some cases, SSAOs utilized a strategy of flattening their areas by eliminating 

administrative layers from their divisional structures. This was typically done to reallocate 

funds for some needed student service area and/or to handle required budget cuts. SSAOs 

describe this in management terms of creating a "leaner organization" or "more efficient 

division". They also describe these actions as choices to develop or improve services to 

students, "We prioritized student needs over divisional size". In some instances, SSAOs 

utilized vacant positions to accomplish this type of restructuring. In others, they offered 

other, usually lower level positions to those displaced. With this strategy SSAOs seem to 

be working to balance a need to deal with budget concerns with an ethic of care for 

students. It is not as clear from narrative on diis strategy if they have also balanced an ethic 

of care for staff. Choices to utilize vacant positions whenever possible would suggest that 

the welfare of staff is considered to some extent by these SSAOs. In other narrative (see 

section on personnel), SSAOs describe working hard to find other strategies and utilize 

vacant positions rather than lay off staff. Dickman's (1996) findings parallel this in 

showing that SSAOs are much less likely than other higher education administrators to 

choose the laying off of staff as a strategy to deal with budget cuts. Dickman's interprets 

diis difference in her study as part of a student affairs humanistic orientation and value 

system. 

Tom: What I did was I reorganized...given the changes that were made in the 
portfolio in student affairs, I felt in particular that that one, created a situation 
where the size of in particular my office, the VPs office, could be reduced, 
and two, somewhat changed because the landscape of what we had to be 
responsible for was changed...and so previously where I had three assistant 
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VPs that was reduced to one assistant VP and the dollars, some of the dollars 
that I was able to materialize, I say some because some of that I used to 
absorb some of the cuts but some of that money was used to take care of a 
need or priority that we previously were not able to and that had to do with 
the commuter population. 

Anne: I have to save some money. I had an associate vice president and dean of 
students retire and I made the decision to flatten the organization in order to 
look at redirecting money to enhance our career center. 

Julie: There were some positions that were eliminated. We have, while not having 
merged departments, we now have some areas in which a single director is 
directing two different departments, minimizing the high level administrative 
leadership. 

Renee: As a result of administrative changes due to cuts my counterpart in the 
division left for another job. His position was not replaced and I was given 
all of his units and responsibilities. I undertook a reorganization of my new 
expanded area. We had a very elaborate process for making changes. In 
retrospect, the reorganization was overprocessed. It took too long, but it did 
involve everyone. Some of the cuts we made were opportunistic rather than 
strategic, we eliminated open positions just because they were open. On the 
other hand, we are a learner, more clearly focused organization...We are 
blurring the boundaries between departments to cope, moving people from 
one area to another, combining smaller units into a larger unit for greater 
economies of operation. 

2) Consolidation/Merging 

The consolidation or merging of student life areas usually with similar functions is 

another type of restructuring utilized by SSAOs interviewed. 

Elizabeth: I merged the personal development center. It did career assessment, values 
clarification, standardized testing, things like that. They handled if you will, 
career planning part and then career services handled the career placement 
part I merged the learning center [tutoring] and the general registration 
center. And then the third area that we merged is admissions is separate from 
high school/college relations and we've sort of decided that admissions has 
more involvement with registration from a data management standpoint than it 
does really high school college relations which is more recruitment so we are 
merging admissions staff into the registration area. 

Flo: We also had a program called center for adults returning for education. That 
would be for what we used to call the non-traditional students. We're finding 
that the non-traditional student has become the tradition student So we're 
now looking at merging that and integrating it into the other program. 



91 

Janice: I tliink the impetus was the budget reduction and the budget reduction...my 
target, which was like a million two after the division had given them a 
million the year before, got me to really say, now we have to really reexamine 
the structure. We can't keep doing everything the way we've been doing it 
with that size of a cut and I think everybody agreed that we couldn't trip 
around the edges on this...we had to go right into it and so that led to sort of 
looking at where we want to be and how could we be more efficient and were 
there redundancies across the division. And it led to really streamlining the 
division from six major units into three....We used to have an assistant vice 
president for minority affairs, a director for the learning resource center and 
an associate vice president for auxiliary services...and then we had health 
services, dean of students and we had sort of some enrollment services. We 
had admissions, regisu-ar, financial aid. So, those six things were operating. 
We said, what if we just reexamine and said what's the simplest common 
denominator for what we are doing? And that resulted in us saying, we do 
enrollment services, academic support, we do health and wellness, and we 
do campus life. So those are the three main themes. And then we looked at 
all the things that reported across everywhere and started to reorganize. And 
some things., there were then three things that were going to go away in my 
administrative structure. And of the three, without a doubt the most 
controversial one was the minority—this assistant vice president for minority 
affairs. And my pitch at that point was that if we can reorganize in a way to 
preserve the service then that's my goal. And so if we can cut at the top but 
keep the services in tact then that's a preference rather than keeping the 
structure in tact and having to cut the services. 

Janice states that her goal was to retain service to students by restructuring to eliminate 

administrative layers, a strategy recommended by Leslie and Rhoades (1997) and Rhoades 

(1995). In working through this process, an important symbolic sense of support for 

minority students was lost but all of the original services to minority students were 

retained. This has had long lasting repercussions for this administrator and a continued call 

for a return of the symbolic support that having a high level dean of minority services gives 

to the campus. In addition, a number of minority staff members in this area were layed off 

as a result of this restructuring effort. This type of choice is likely to have the effect of 

reducing the number of professionals of minority status role models and advocates for 

minority students. Even if all student services were retained, having so few ethnic role 

models on college campuses decreases the sense of welcome and hope for success among 
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minority students. Most minority students in todays colleges are also first generation and 

from low income backgrounds. So the symbolic sense of support as well as ethnic role 

models and professional advocates are essential in giving students a sense that it is possible 

to succeed. In addition, this type of decision making is likely to affect minority 

professionals disproportionately and to reduce already small numbers of minority 

professionals in universities. Rhoades (1995) points out that student affairs has larger 

proportions of women and yet is being cut more than other administrative areas. NASPA 

national data (1994) shows that student affairs also has the largetst proportion of minority 

professionals of any division in universities. It is of great concern then when SSAOs 

reduce this progress. SSAOs must consier this and avoid laying off staff in general and 

minority professionals in particular when developing strategies to deal with budget cuts and 

restructuring. 

One other administrator reorganized in ways that highly affected multicultural and 

minority student services. This SS AO was quick to say that minority students are a priority 

but was struggling with finding resources to meet the needs of these students. On the one 

hand Gary seems willing to reallocate resources to this area but is also feeling the need to 

share resources and create a multicultural center. As various populations grow on college 

campuses, these types of choices for ethnic centers have become more widespread 

(Thompson & Tyagi, 1993) It is not clear whether monocultural centers are more or less 

effective than multicultural centers in assisting with the retention through graduation of 

minority students. Fortunately, these types of choices were not widespread among 

SSAOS. There were some however that felt that we are facing a dilemma of who to serve 

in making choices for resource use. I believe that one of the reasons we are facing this 

dilemma is that we have not worked as a profession to create services that encompass 

difference. We have not each learned how to determine and meet the needs of each student 
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that we serve. We have instead created specialized functions to serve the needs of women, 

minority students, gay/lesbian and bisexual students, greek students, residential students, 

veterans, older students, and students with physical and learning disabilities. Much like the 

creation of affirmative action, we have relied on specialized programs, policies and services 

rather than really analyzing ourselves systematically and reengineering the way we do 

things to serve the great diversity of students that attend our universities. As pointed out 

individually by Trow, Levy & Rhoades (Woodard, 1995) it is critical that we work with 

the smdents on our campus to restructure because they will know best what their needs are. 

Gary: We have an office of African American affairs and we're in the process of 
changing that office to one of multicultural affairs. Our students of color 
here, specifically Asian Americans and our Hispanic or Latino students...its a 
growing population. They have requested basically the same kinds of 
services Aat we provide for African American students. We don't have the 
resources to set up separate offices for the different populations of students 
so what we are attempting to do is to consolidate the offices or services 
within the office of African American affairs and changing the title or the 
name of that office so that the office can become more inclusive rather than 
being designated for a specific population. 

AC; Is that going to mean the same resources going to more students or are you 
able to increase the resources to the one center? 

Gary; I'm hoping to be able to do both. The institution has a commitment to the 
direction of diversity and these are some things we are doing to assist the 
institution in accomplishing its objectives in that area....we are just going to 
develop a separate account, and draw from that and reallocate to various 
components within the division of student affairs so that we can demonstrate 
the cost savings and indicate where there have been internal reallocation of 
funds. I think it could go to assist the multicultural activity that we are 
undertaking at this point It could enhance I think the personnel in that 
area...in terms of adding to the human resources in the multiculturalism that 
we would need. 

Another SSAO struggled with losing certain minority student services to their academic 

division and then seeing some critical services neglected. 

Bob: The first problem we faced was that obviously we created a vacuum in the 
way we were addressing the needs of our minority student organizations. 
The way most of our minority student organizations here don't sort of 
bifurcate their interests and needs and combine their academic and non 
academic activities. We created sort of a crisis for ourselves during the year 
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that we're working through right now. We have something called the office 
of minority affairs and they're a support office essentially for minority 
students and although a lot of their work is academic, its not all academic. 
They have always provided the leadership, the advice and counseling to the 
student unions. 

AC: And what happened with that department 

Bob: Well, they moved over to the academic student affairs side but they refused to 
get very, they wanted to give up their responsibilities for providing support to 
the student unions. And so it just didn't get done. It didn't get reassigned, it 
just didn't get done until we had a problem. The student union kids, the 
leadership in the various student union organizations, minority student union 
organizations, just weren't getting the time and advice 

This SSAO took it upon his division to provide the personal, organizational and leadership 

training support that he felt was neglected after the move. He also points out an important 

distinction in working with minority smdents and the importance of not separating the 

academic and extracurricuarl lives of these students as restructuring choices are made. 

Bob: I appointed a group that [the dean of students] is leading and meeting with 
those students about leadership and kind of straightening all this out. I don't 
know what this is going to look like when its said and done, I expect its 
going to be mostly a matter of hiring some more staff. Minority students 
don't bifurcate their life as deeply as the non minority students do when they 
get involved in student activities as you know. You have so many clubs and 
organizations and what we have are minority clubs and organizations, the 
student unions, they tend to be much more comprehensive than non-minority 
organizations. I think the distinction is that the needs are a little greater in 
terms of academic advice and counseling. 

3) Merging Student Health and Counseling 

One type of merging of fimctional areas was especially prevalent among SSAOs. 

In many of the interviews, SSAOs described ways in which they were merging student 

counseling and/or psychological services into general health services to save adminisurative 

costs and in some cases to become more efficient. In addition, some SSAOs discussed 

moving to third party billing or working with insurance carryers of their students to pay for 
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medical services. Once again, these SS AOs outline a balance of improving services to 

students ani improving efficiency and effectiveness simultaneously by removing 

administtative layers. 

Keith: One of the things we're doing, and its not part of budget cut but its become 
more efficient...that will allow us to do some things financially is 
consolidating counseling, mental health under student health. And that is 
currently tal^g place at this point which will allow us to identify pretty close 
to 200,000 dollars in ways where we can reallocate in funds to other activities 
that we're interested in developing. These are salary savings because 
individuals left the institution for a variety of reasons from these three 
programs and will allow us to do some things in terms of becoming more 
efficient, of having a one stop shopping for our students in terms of 
psychological services. 

AC: So moving out administrative positions is a change in administrative 
structure? Or is it a change in service? 

Keith: Well, I would hope that it would be a change in service and that it would 
eliminate some administrative and practitioner positions. Without having an 
adverse impact on the quality of services. 

Gary: .... we have to submit to state government a restructuring plan and part of 
that restructuring deals with how has the institution saved money, how has it 
become more efficient as a result of restructuring. And probably within the 
division of student affairs, the only unit that is in a position to demonstrate 
cost savings is with the realignment of mental health and counseling under 
smdent health. 

In conjunction with this type of merging of health and student counseling, a very 

disturbing trend is widespread as a strategy among the SSAOs interviewed. This takes 

place sometimes in the form of including an additional and new counseling fee in a student 

health fee As will be discussed in the section on student fees later in this chapter, this 

strategy is a shifting of the source of funding from state appropriations and general student 

fees to individual students. It is of great concem especially as students seeking coimseling 

are already facing tremendous emotional challenges that affect their ability to learn. The 

addition of a financial concem is likely to discourage students from seeking needed support 

through counseling. Students facing the most challenges on campus such as women. 
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minority students and gay/lesbian and bisexual students then are most likely to need these 

services to cope with hostile climates in education. It is unclear whether students in these 

populations utilize counseling services in greater numbers than other students but those that 

wish to may feel that counseling is not a viable financial option. It is also likely that it will 

have a disproportional effect on low income students who already struggle with paying for 

college. 

Stuart: It includes a portion of counseling and I was going to mention that. One of 
the changes that has occurred over the decade is that we have shifted more of 
the counseling expenses onto the health fee. Its approximately half general 
revenue and half health fee for the counseling center. So students are paying 
more health fee in order to support counseling and one of the only real 
strategies that I have done on occasion was to take a couple of physicians 
from coimseling ENG that is general revenue money and assign them 
someplace else and have those two positions picked up by the health fee in 
the health center. 

Rob: we previously had a mental health unit which was part of the student fee 
funded area, and it was merged last spring with the counseling and 
psychological services area and so as a result, half of that area is student fee 
funded and the other half is funded through general fees. 

4) Student Service Centers 

The creation of student service centers referred to by some SSAOs as "one stop 

shopping" is another commonly described consolidation strategy that has been somewhat 

prompted by technological advances, by calls for efficiency, by desire to provide better 

service to students, and somewhat by reduced resources. Many of the SSAOs interviewed 

described the development of one-stop-service to students utilizing new technology to 

enable the payment of course registration, charges, scheduling of appointments and other 

quick services at kiosks, at centralized booths, through computer networks, and through 

touch-tone phones. This collaborative strategy, means, however, the up-front input of 

large amounts of resoiu^ces for the purchase of complex technologies and then ongoing 
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maintenance costs and updating of those technologies. This has been done with 

reallocation of divisional resources, requests for institutional funds and even through 

external grants. 

This type of restructuring is a good example of the balancing of a need for SSAOs 

to consolidate resources and staff with a definite catering to student demand for greater 

access to information and online services. It is not possible from this study to know the 

actual effects of this new development on students. It is likely, however, that staff will be 

affected through retraining, replacement or reduction; that students will gain access to 

informaiton and some services with less personal contact and that technology will be an 

increasingly present part of student services. Use of this strategy also marks a urend in 

student affairs toward working with students increasingly as clients to be served in a 

somewhat business sense. As is discussed by some SSAOs, decisions concerning this 

balance should consider what is best for the student in the long term as learners as well as 

clients. In a positive sense, the student service centers being created by these SSAOs are 

appropriately services that do not include the need for a strong relational session between 

student affairs staff and students. SSAOs describe these centers as providing services such 

as the technical aspects of course registration, paying of fees, checking the status of 

university accounts, change of address, and access to information. SSAOs describe their 

wish to ehminate the long periods that students previously spent in lines waiting for a staff 

member to access this information for them. They also wish to improve service on these 

technical necessities by enabling students to take care of them in one location. In addition, 

SSAOs feel that this will free staff up to spend relational time with smdents on more 

important matters. 

Renee: We are working to rethink services, for example, we are using the web to 
deliver information and services in which students would rather just gain 
access than have to make an appointment 
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Tom: The one stop student service shop initiative was already an initiative within 
student affairs...the other pieces of that initiative were to really implement the 
touch tone service to allow students to both re^ster as well as obtain 
information on their account in terras of their billing or their financial aid or in 
terms of their academic record...and so that was also implemented. We do 
have that touch tone service now. At the time, we did not have an on-line 
system where students could go to a CRT or a kiosk and on computer really 
call up their record. We have that now.,.so that was another part of that 
initiative...this was so the students didn't have to stand in long lines just to 
wait for a small bit of information. That if it were available they could access 
it themselves...and of course that kind of thing also allowed us to reduce the 
staffing somewhat in those areas.... 

Dennis: We changed the way we were doing the emergency loans. We streamlined 
the process so that the student did not have to see so many different people. 
We could kind of make it one-stop-shopping rather than seeing a counselor 
and talking about the need for emergency loans and then having that 
counselor approve or disapprove and then going through the loan clerk...we 
just set up a central office for all of that to occur at once. And that released 
some of our counselors to devote more to academic and personal counseling, 
career counseling. And those were the priorities. 

One SS AO interviewed is concerned that we were mislead into believing that technology 

would provide more cost effective services. This is a pitfall that SSAOs should be 

especially aware of in their choices to utilize technology. 

Sara: And you know the other thing that it seems to me, with all of this computer 
enhancement now, all these student information systems, and students can 
register through telephone registration and they can registrar on-line through 
the web. They can pay with a credit card over the phone and yet you know, 1 
don't see us cutting back the staff in any of those areas and so it's kind 
of...we were mislead I think 20 years ago into thinking that if we can 
computerize some of these processes, it will save us money. But I don't 
think it's saving us any money at all. The The staff are just needed to support 
the technology. 

5) Philosphical Approaches 

SSAOs describe a number of different ways in which they have restructured their 

divisions as their philosophical approaches have progressed. In some cases strategies are 

tied to creating paths for better communication rather than to changing reporting structures. 
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One innovative SSAO has developed a team approach to create communication and function 

teams that work across departments. She elaborates that this movement is in line with her 

philosophical approach toward creating a flat organization for maximimi effectiveness. 

Another has worked institutionally with others to consider where the institution's mission 

lies and where student affairs fits into that mission. These strategies are excellent examples 

of SSAOs who are working to become more smdent centered as suggested by Guskin 

(1994).Anne: I feel what this institution going through strategic planning had to first of all 

declare were we going to be a comprehensive university. Where we had primarily been a 

health affairs, that is still our strength so we had to put, the pivotal question is are we going 

to put resources into enhancing the university beyond the health area and we decided yes 

we would. That was important. So we then had to redirect revenues for that. And then 

we had to look at what our urban mission is and what is our responsibility in the state 

where a fourth of the residents live and where you've got urban issues that everybody in 

the nation knows about. What is our responsibility as a university. So we've had to really 

struggle with that. That really has called us into you know, that takes money. So we've 

had to redirect money for that. This impacts all of us. 

Kathleen: 
I went back to what actually had been an earlier model here of having two 
associate vice chancellors with each of the departments reporting to one or 
another of them. But I changed the nature of those responsibilities an d 
instead of just having it be an administrative structure, I introduced the 
concept of teams. And so the dean of students coordinates a student conduct 
team, the associate vice chancellor for student learening leads a student 
learning team and the other associate vice chancellor for student services leads 
a student services team and the team for the two associate vice chancellors 
who report to them but also assistant directors from the departments that 
don't report to them. And I did that to get people out of acting like 
departments are important and to work around themes in students' lives like 
student learning rather than the usual administrative boxes that we create. 

Kathleen has restructured informally to foster a healthier climate for staff and students. She 

modified ideas from business literature on process and structure. She also refers to 
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ACPA's Student Learning Imperative. When I asked her to explain her philosophy behind 

her team approach she elaborated. 

Kathleen: 
Having respresentatives from each department on each team was really 
designed to deal with some climate issues that I saw here. The departments 
are highly siloed and they don't know much about one another and there is 
great interest and initiative, not only at the director level but at the assistant 
director level but diose individuals really had no way to plug in and be a part 
of moving the division ahead... so putting these two teams together has really 
allowed lots more people to be involved in moving ahead than just an 
administrative structure. I got started reading about this when I first became a 
vice president in my last job and most of the work at that time was coming 
out in the business world and higher education is just starting to catch up. 

I used and got started on the learning team first and I tied that back to the 
student learning imperative and people found that, I think, very 
professionally stimulating and I also selected that to tie in with a huge 
discussion that is going on here, an intellectual task force that came out of our 
self study, you know the accreditation self study, all of which happened 
before I came. But I wanted student affairs to be well positioned to be part of 
implementing recommendations about intellectual climate. And so, having a 
team really focusing on what it is that students learn, obviously lends itself to 
that, so yeah I think that people have been excited and very complimentary. 
Teams are as you know, a very different way of doing business and so 
everyone always thinks that this is a wonderful idea and they don't really 
realize just how administrative and hierarchically structured they are. And so 
I expect that there will be some bumpy patches. 

In another restructuring decision to be in line with philosophical beliefs, this SSAO 

worked to remedy a structure seen as inequitable and devisive by professionals within her 

division. This is an example of an SSAO who is working to dismantle structures that either 

get in the way of the mission of process or keep from acknowledging the contributions of 

all staff. 

Kathleen:The other litde bit of restructuring that I did. Literally there were two staff 
development committees for a division that had about 350 people in it I 
guess, and I didn't like the symbol or the message of that very much so I 
brought those two comittees together. And it turns out that there were 
actu^y hard feelings about that This is all based on the personnel system 
here which doesn't necessarily make a lot of sense in terms of, lots of people 
with a masters degree in student affairs are what I would consider a state 
classification of being a classified employee and they are not, they are 
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professionals. So we did away with that, we made it all be one comittee and 
that has been a great improvement. 

6) Collaboration with Academic Areas and Faculty 

Collaboration within divisions is only one type of restructuring with which these 

SS AOs are engaging their divisions. Perhaps the most widespread development in the way 

these SSAOs have changed the way they serve students is in collaborating with faculty and 

academic departmennts. Of the 163 NASPA survey respondents who had experienced 

budget decline, sixty-five percent (65%) reported that they had begun collaborating with 

academic areas and faculty. Similarly, twenty-seven (27) of the thirty (30) SSAOs 

interviewed described increased collaboration with academic colleges to create more 

integrated learning experiences for and to share resources and expertise in service to 

students. In some cases this resulted in new structures within and between divisions. This 

evolving practice of collaborating with faculty and academic departments is very much in 

line with ACPA's (1996) Student Learning Imperative which urges student affairs 

professionals to redesign our work to create student experiences and environments that 

integrate students' academic and extra-curricular experiences. In addition, it is in line with 

urgings fromseveral authors in Woodard's (1995) monograph on resttucturing to 

collaborate strongly with faculty and to create experiences that will assist students to make 

meaning and connections between their shared academic and extra-curricular activities. 

Kathleen describes in her narrative, an on-line academic advising option that goes agains 

Trow's caution that we not replace relationships between staff and students with 

technology. Fortunately most of these academic/student affairs relationships combine a 

sharing of both resources and expertise for the benefit of students. 

Monica; No, the place where we are seeing the sharing of resources is in the provision 
of services for our first year students and this is an interesting and very very 
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productive relationship. Somewhere near 90% of our students live in the 
residence halls during their first year and most do not after that. So the 
residence halls are almost entirely freshmen. The smdents themselves were 
interested in an augmentation of academic programming and advising that 
took place in the residence halls. And they voted, themselves an increase in 
fees to fund that and that fee increase is now mine to use on an annual basis 
to provide them with augmented advising. This we have used, well we have 
used it in a number of different ways but we have used it to either buy out or 
augment the funding available for the colleges and division to have advising 
staff work with students directly in the residence halls to a greater extent than 
they were in the past and has fiinded and gone on line advising format that is 
a web based version of a set of advising models for students that they have 
been very receptive to. 

Keith: We've just gotten into bed with the business school on a career development 
proposal. A new one. We put a branch office over in the business and 
public affairs building. And they're going to secure some funding and it will 
end up being a partnership. But their task is to secure the fimding at this 
stage of the game. I don't have that task in front of me. So we'll have 
something going on in our career development substation so to speak in the 
business college. 

Dennis: There is something called excellence 21 that has started at [university] where 
departments will uy to get together cross functionally to provide some service 
or some program that they could not provide individually but joindy they can 
provide. Our executive vice president for academic affairs instituted a 
reinvestment program and basically a certain percentage of money was taken 
from each departments budget and proposals can be written by anyone that 
offers a good program that touches a wide range of students or service at 
university in a broader sense than what any individual department can serve 
and that's reviewed by a panel of people when funding can be obtained from 
this reinvestment propos^. And we're talking pretty big numbers here. 

Some of these relationships are based purely on sharing time and expertise. 

Julie: I'm not sure its at all related to the budget issues. As I said, I was an 
associate dean in letters and science before coming to this position and 
certainly one of the reasons that I was a successful candidate for the position 
was because the campus felt very much as if we needed to bring student 
affairs and academic affairs into closer alignment...so my task was to build 
the bridges. So we are seeing much more interaction with academic 
departments. But this is not a budget related issue I don't believe. 

Anne: We went through a 3 year strategic planning process with the academic 
division that was for recruitment but we also did a Uremendous amount of 
work on the retention of students. Also we are working collaboratively 
around our technology needs and information systems, computerized degree 
audit All of those are areas that have been collaborative efforts between 
academics and student affairs. That has been really important to make sure 
that we were at the table..and then to also, from our side, to be sure that 
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faculty and the administration understands the importance of the co-curricular 
experience. So that they understand the holistic education process and so that 
we understand therealities of academics. 

Kate: We have a lot of things where we provide some of the expertise and work 
with different offices doing different things. We have a whole new effort 
going on now around teaching and technology and those kinds of things but 
its because we have some people who have some good skills and they use 
them. Its not an issue of them providing funding for a program, its just more 
of a colleague thing 

Some new initiatives lend themselves naturally to or are dependent on collaboration 

between student affairs and academic affairs, such as service learning. 

Ho: The dean asked a [gradutate] intern to do research and develop a plan to 
implement a service learning program. The result is that we followed a plan 
developed by the intern and now have a service learning program on our 
campus.... Service learning bridges student affairs and academic affairs; 
student affairs initiated the program, provides the leadership, and works with 
academic deans, department chairpersons, and faculty on it 

Two SSAOs interviewed came from academic arenas and feel that that has assisted them in 

providing visibility and respect to their divisions. Similar to many other uraditionally 

experienced SSAOs interviewed, these SSAOs both feel that it is important that academic 

and student affairs divisions work closely together for the benefit of students. 

Sara: When the president took office he reorganized the university and he created 
this office of the vice president for student affairs and rather than ....so he 
created that and when he sought this position, he really looked for someone 
who had an academic background because he did it with the intent of 
merging, or not merging but putting an academic affairs component in student 
affairs. 

Providing services to faculty and extemal agencies seems important to this SSAO as a 

service provider and perhaps as a politically astute divisional head. 

Flo: We continue to initiate changes and improvements, and we coordinate 
programs with Academic Affairs whenever possible. About four months 
ago, our student health services changed its name to university health services 
and expanded its services to faculty on our campus and to students and 
faculty at a nearby private university that has no health facility. University 
health ervices also took the lead in establishing a sports rehabilitation and 
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training clinic in conjunction with the college of education department of 
kinesiology and leisure science. 

Some collaborations include external agencies as well. 

Tom: What we have been working on are corporate partnerships, particularly, and 
those are new initiatives, but particularly in areas like the career, job 
placement center. We have an initiative with the school of engineering and 
(name) Public Management School where we're just beginning that whole 
process of working with the industry to develop a joint initiative in that 
area... which has to do with providing jobs and expanding the job placement 
service. 

Monica; I think that it is making our profession see the need to collaborate and partner 
with other parts of the university that affect services to students. For 
example, I think it is very important for us to be in communication with 
organizations such as the American Council on Education and the American 
Association of Higher Education. And the National Association of Colleges 
and Universities and the Association University Business Officers. I think it 
is critical that we are visible and we become a major part of the decision 
making process of those organizations. I think it is important for NASPA to 
have visibility because I think that that will strengthen our role in decision 
making for higher education. 

7) Opportunity 

SSAOs report that their restructuring choices have also been influenced by 

opportimity. In several cases, SSAOs interviewed restructured to utilize specific abilities of 

individual staff within their division. Talents and experience beyond current job 

responsibilities enables some staff to take on consolidated departments. As will be 

discussed in a section of this chapter covering personnel issues, this type of decision 

making may stretch staff too thin. SSAOs and other staff, seem to be working 

substantially increased amounts to compensate for lost resources and personnel. Choices 

to assign directors or others the responsibilities for more than one position is likely to 

compound this effect. In addition, as Bob's staff point out to him, having less and perhaps 

less specialized personnel, may have detrimental effects on service to and time with 
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students as well as being unfair to the individuals taking on additional responsibilities. It is 

disturbing to note that Bob seemed to disregard his staffs' concerns about this restructuring 

choice. 

Bob: As it turns out, our dean of student life is also the director of our counseling 
center. 

AC: Oh really? Was that planned or... 

Bob: No, that's unique to the individual. He's an extraordinary person and agreed 
to take this appointment with the understanding that we'd sort of see how it 
goes. He is very good and he's doing a wonderful job for us. So we're 
going to play that along for a few years, but already its clear that its pretty 
tough on his time. My guess is that well probably evolve to the point where 
we buy most of his time in the counseling center and have a high level 
associate director and give him, free him up to do more student life work. So 
that's kind of what we did. That was the change and it was nothing real 
dramatic. I mean, some people were opposed to it They thought that from a 
professional point of view we were really doing that group a disservice but I 
think in terms of effectiveness its been overall a pretty positive change. 

Janice: In the dean of students area they had some consolidation of positions with the 
student union. And so the student programming that used to be under, it 
used to be state funded is now funded through the student union...and so 
about 2-1/2 positions no longer would be on state coffers but on the union 
coffers and one of the positions in student programming was reassigned to a 
position in the union where the person had the expertise of union 
management. 

Tom eliminated two assistant vice president positions and utilized the monies to fund a 

newly identified service needed by students. In this situation, he combined this strategy 

with taking advantage of a staff member's interest, experience and expertise. 

Tom: ...some of that I used to absorb some of the cuts but some of that money was 
used to take care of a need or priority that we previously were not able to take 
care of and that had to do with the commuter population. We just didn't feel 
that we were serving commuters very well and so we did not have any kind 
of unit or office or individual that was particularly responsible for advocating 
for and attending to in terms of data collection and what not, the needs of 
commuters. And so I created the office of commuter affairs. Which didn't 
exist before and which now exists. And put in place the staffing and the 
program dollars etc. for that unit so that was a major, major change for us 
because almost half of our undergraduate population are commuters, in fact a 
little over half. 
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Anne encouraged structural changes to increase efficiency by taking on an area that the 

university community perceived as the responsibility of student affairs. 

Anne: Food service was moved because the major cafeteria is in the student center. 
I think that it was not being well managed. 

AC: Why restructuring? 

Anne: I don't think that it is being looked at necessarily. It is probably for more 
effectiveness on the part of the university. It was in the formal discussion. 
There was quite a bit of criticism about the food service and the way it was 
being run and I suggested that I take it over since it was located here and 
people perceived that it was part of our student center operation. And if we 
were going to get the criticism, let me have it and straighten it out I would 
say, it was much more, rather than being given to me without my 
consultation I was more aggressive in saying that it needed to be straightened 
out and let me have it..let me manage it 

The following section on reallocation is directly related to the practice of 

restrucuring. Many of these resuiicturing strategies as well as other priorities have been 

accomplished through reallocation of funding within divisions of smdent affairs. 

Reallocation 

Divisions of student affairs have utilized internal reallocation of funding, as well, to 

restructure services and departments and meet the changing needs of students. It is likely 

that some of the reallocation in student affairs is occiuring to meet institutional priorities 

and some to meet student affairs priorities. Of the 163 respondents from the NASPA 

survey who indicated the use of at least one strategy to cope with declining student affairs 

budgets, 71% lost positions through divisional restructuring (not specified as to where 

funding went). Sixty-seven percent (67%) gave up vacant lines, and forty-seven percent 

(47%) eliminated some services. These are all strategies connected to reallocation of 
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funding either to other divisions or for internal reallocation to meet student affairs priorities 

or institutional expectations of student affairs. 

Dennis: Yes, There were some hard decisions that had to be made both from the stand 
point of the services that we were providing and for personnel. For the most 
part, however, we were able to take care of those budget cuts through normal 
attrition. 

Kate: No, not really merged. Our counseling center, we have two counseling 
centers here, we have what's called a department of counseling services 
which is separate from our mental health which is over in our medical, 
student health services. But its more counseling with what do I want to be 
when I grow up. Situational kind of counseling, academic advising. That 
center has over time gone from, I think there were 7 or 8 counselors and it 
has now gone to about 4 because that's where we've had some vacancies. 
And its also the severity of some of our student difficulties are more in the 
mental health area. So we have reduced staff in the counseling center not by 
letting them go but by not filling. We took one vacancy from there last year 
and added to our...we have a center for student outreach, a volunteer 
area...the work that students do. And we took one of our vacant counseling 
positions and added a staff member to that. Which there seems to be growing 
interest among smdents. 

In his narrative. Bob mentions that it is difficult to measure outcomes in student 

affairs and that like Wildavsky's (1992) observations of budgetary behavior, our divisions 

are financially insatiable. Bob's concerns about administradve insatiability are very real 

given Rhoades and Leslie's (1997) article on rising administrative costs, yet few SSAOs 

spoke of this insatiability or of measuring learning or other outcomes as a priority in their 

work. This is ironic especially given legislative, institutional and SSAO emphasis on 

efficiency and effectiveness. It seems that many SSAOs utilize a language of efficiency and 

effectiveness when discussing the need to eliminate staff positions and raise fees to 

students but do not follow through with accountability measures for work performed in 

their divisions. Focus and documentation of outcomes is likely to become increasingly 

important to student affairs divisions ability to advocate for fimding and the continuation of 

services in the future. 
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Bob: The reductions we made came in two forms. It was always a combination of 
priority and opportunity, you know, people leaving or having large 
organizations where you could reallocate responsibility. So it wasn't clearly 
just sitting down and deciding which was the most important, it was a 
combination of the two. The problem we have in student affairs is that it is 
so difficult to measure outcome. And its insatiable, you know, we could 
spend 5 times as much money in student affairs as we do right now and it 
would probably be put to good use. 

Senior student affairs officers interviewed relate a variety of reasons for the 

reallocation of funding. Reallocation by those experiencing budget cuts was primarily to 

other divisions in the institution. With Uttie availability of new resources, the primary 

reason for internal reallocation seems to be to free up funding to address emerging student 

needs. Some SSAOs selectively combine reallocation with strategic political maneuvering 

to make a case for allocations from institutional general funds. 

Peter: We think this year we made a pretty good case. There's a different derivative 
of how we do that here. If the campus decides that there is going to be a 
reallocation or cut of unit budget, they do put together a pot of money that 
does make money available that we can make a case for on a selective basis. 
We probably do okay because there are many things that we've been able to 
do over the years and a lot of relationships that we've built up with people 
that have made selective cases work just fine. 

Similar to those surveyed, many SSAOs interviewed utilize vacant positions to 

produce temporary salary savings or give up positions all together. This data is consistent 

with Dickman et al. (1996) findings that SSAOs are most likely to utilize surategies that do 

not result in the laying off of personnel. This type of strategy is very opportunistic and 

vacancies don't fall necessarily in areas that are chosen for cutbacks. Utilizing vacancies 

has the advantage of enabling a humanistic orientation in comparison to laying off staff. It 

does, however, increase work load on remaining staff if services in those areas are not 
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reduced simultaneously. So once again paradoxically, SSAOs are choosing strategies that 

are humanistic in some ways and not humanistic in others. 

Tom: Previously where I had three assistant VPs that was reduced to one assistant 
VP and the dollars, some of the dollars that I was able to materialize, I say 
some because some of that I used to absorb some of the cuts but some of that 
money was used a need or priority that we previously were not able to and 
that had to do with the commuter population.... 

Janice: One difference in my office is that we have the ombudsperson's position. 
And its due to run for this coming year and then the contract that we have 
with the person, is up. So the recommendation is to not continue that 
position once the contract is up. And we're looking at the pros and cons of 
that because we think that's a pretty essential service. But Ae enrollment 
services people are going to ask if there is another way for us to provide that 
service. Through existing staff, to not lose the continuity there. But I think 
we still will lose something if we don't have that position. 

Nancy: I'd say the biggest area that it came from was vacancies. There were about 4 
positions that were dissolved in the enrollment services as a way for them to 
meet their goal. 

In addition, also similar to Dickman's (1996) findings, senior student affairs 

officers were likely to utilize across the board cuts in attempts at equity in the initial stages 

of reduced budgets. More selective cutting typically was chosen to equalize smaller and 

larger departments and when situations became severe. Once again, this type of choice is 

consistent with Wildavsky's (1992) findings on budgetary behavior in times of budget 

reduction. Utilizing a humanistic oriented processing. Bob points out the dilemma created 

by serving a variety of different populations, each with their own needs. This becomes 

problematic as he is faced with determining where to allocate cuts. Nancy shows a 

humanistic orientation and is in line with Trow's (1995) ethical caution to avoid laying off 

staff as a first priority. 

Bob: My own view...is that in a time of fiscal stress, I think when you look at 
your student affairs work its probably better to start over again. I think the 
question is, its a little bit like that old budgeting process, what was it called, 
zero base budgeting, I think you have to t^e that attitude toward student 
services because they don't compete. I mean they're not in conflict, I mean 
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its hard to prioritize your student services after you've done the basics. Once 
you suggest we have to have financial aid, yes we have to have a registrar's 
office, yes we have to have an admissions office. I think from there on out it 
gets pretty touchy to say that somehow the meeting the needs of veterans is 
more or less important than meeting the needs of the non traditional student 

Peter: We've been very apt within the past several years to administer most of our 
cuts across the board without holding anybody harmless. So the idea 
basically is for other than the really, really tiny units that have very small 
resources, we basically kind of give everyone the same percentage and say 
whether you're big or medium, you're going to have to suffer the same. It's 
really the small units that we found ways to absorb in different ways and in 
some ways we have absorbed a litde bit more from the vice chancellors office 
because we had a little bit that was set aside for a rainy day that we thought 
we could use to save the units but we've experienced as much trauma in 
financial aid and other areas. Financial aid is one of our biggest budgets. 
What it has forced us to do, I believe is to think about more creative ways to 
provide services more effectively and efficiently and not necessarily require 
the same exact level of staff to be able to deliver that service or to require the 
same of other kinds of things for example mailings and things like that 

Mark: No we've not done that necessarily proportionally. Because we had the 
enrollment management services within our area, those were a high priority 
for the institution and so they were not immune from the cuts but their cuts 
were not at the same level as other areas of the university. We tried to do it 
on some priority in terms of our programs and services and we set some of 
those priorities at the division level and we allowed unit managers to set some 
priorities within their own areas. 

And at an institution that continues to experience repeated, severe mid-year cuts this SSAO 

first utilized an across the board cutting strategy but as cuts became continued felt that she 

had to move to a more selective process to retain equity. In addition, she states that her 

first priority was to avoid laying off staff. 

Janice: This year I finally prioritized. I think in the past years everybody's had a 
comparable target. We had three areas and so I divided whatever the cut was 
by three and they had to come up with it. But everybody felt like we were 
each contributing. So that was sort of how it was managed. This year, I said 
we are beyond seeing things as divisible by three or four and now we have to 
look at it as what are our essential services and what do we think are critical. 
And so I did something that was very hard this time. I gave disproportional 
cuts this time....That has resulted in no layoffs within the division. But that 
was one of the criteria too...to try to manage this without actual staff being 
lost Now we did lose some positions but there weren't people in the 
positions. 
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For some SS AOs, reallocation of internal funds is necessary to meet new or increased 

expectations for a specific service such as newly regulated ADA expectations. 
Dennis: One area where we've had significant growth even during the budget cuts and 

some reallocation as a result of the budget cuts has been in the area of ADA 
Our counseling and psychological services, which is a component of otu* 
student health center actually provides LD testing. Learning disability testing. 

Elimination of Services 

Although 47% of those NASPA survey respondents experiencing budget cuts 

stated that they had eliminated some services from their divisions of student affairs, most of 

the SSAOs interviewed did not feel that they had eliminated services to students. Instead, 

many discuss finding other ways to continue services through restructuring, fund raising, 

reallocation, raising or adding fees and collaborating within the division and with academic 

departments. Some reported eliminating outdated services such as having smdent affairs 

rather than professors track student attendance to classes. 

Dennis: Basically we found other ways to provide the services or we cut back the 
services. I'm trying to think now what services were cut back. Some of 
these things you might even laugh at, but we used to have absence reporting. 
If a smdent had to be absent from a class the student could call the office of 
the dean of students and we'd notify all the instructors if they had a valid 
reason for missing classes. That was kind of a cairy over of the in loco 
parentis and basically we worked with the academic side and developed a 
policy that stated that all attendance matters were strictly between professor 
and students and the smdents would have to contact professors and 
professors would treat it the way they wanted to. 

Ho: We really haven't decreased services all that much. We've moved services to 
academic affairs or we've put them on fee basis. We really haven't cut 
services. 

Kate: We are trying to do more in our health services on this campus its part of 
smdent affairs and we've done things there like we were a 24 hoiu" a day 
service...? days a week. We have now cut back. We are not 24 hour a day 
on the weekends. So we reduced some payroll there. 
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In addition, a few SSAOs have been able to combine strategic political maneuvering 

to gain back fimds from institutional general fund pools to avoid the elimination of 

services. This SSAO describes in detail what she has constructed after years of dealing 

with cuts. Janice utilized a strategy of making central administrators aware of what would 

be lost with the proposed cuts and was able to regain much of the original funding. She 

describes also pointing out that student fees should but were not being allocated back to 

students. This opens up the question of how much student affairs divisions have lost in 

acmal dollars over time, a question not addressed in my study. 

AC; Was there an elimination of services in your area? 

Janice: You know I don't actually think we eliminated much service. I think the 
other side of the coin that finally I've been able to reconstruct with my budget 
officer's help is that the division gave up a lot of money but we also got back 
a lot of money. What happened is that because there was this all-funds 
process...we got back 80% of what we had to give up. What we did is that I 
would make an appeal to the all-funds that we were going to lose the 
accreditation of our health service unless we pumped more money into 
it...and there was a task force with the budget director as the chair and a lot of 
faculty on iL They recommended that we put 1.2 million back into the health 
center over 3 years. And that's what we did. That's what the university did. 
We put a half a million back into the student union. In terms of the student 
fee. Because we made a case that look, 40% of what happens in the student 
union is for the whole university and yet our funding does not represent that 
40%. It represents something like 17%. So we need to invest more in this 
union, and they did...so they put 1/2 a million back in. 

AC: So you basically used a bottom line, either we get funding or we lose... 

Janice: Yeah, that's right, or we close the health center. And the president was 
saying, "Huh! we can't close the health center!" And I said, I know it 
wouldn't be real good.... 

AC: Did that affect any other areas... 

Janice: Mmmhmmm...it really did. We were able to make a case for disability 
services through all funds. I think maybe they got $150,000 out of the 
process. We got $100,000 for the associated student government and they 
took, we dedicated $25,000 of that to the escort services to make sure that 
was ongoing. We got I think maybe $150,000 for improvement in 
technology...so the SIS system got...the career services got about $80,000 
out of it to upgrade their systems so they could help students do job search. 
And help partner in the colleges. So we've gotten a lot of money back. 



113 

As will be discussed more extensively in this chapter's section on student fees, the 

cost of many services have been pushed on to student fees rather than eliminating those 

services. Like academic and central administrators, SSAO's are finding new sources of 

funding. Problematically and against the recommendations of Trow and Levy (1995), 

SSAOs are shifting a large financial burden to students. In the following narrative, Julie 

points out that students were given the option to pay fees or eliminate these services and 

chose to assess increased fees to themselves. This is an example of student affairs working 

with students to deal with this phenomenon, however, the shifting of so much financial 

burden on to students is likely to result in harm to students in the long run. Students are 

taking on large burdens of debt in order to pay for college costs and in many cases have 

little understanding of the future repercussions of such choices (Change, 1997). SSAOs 

have an ethical responsibility to consider these concerns before encouraging students to 

assess increased fees to themselves. 

Julie: Well, there were a number of things that were done. Interestingly, student 
affairs managed to move through this era with only one unit being 
eliminated....And that was the subunit that was eliminated was a community 
housing service listing that our student housing ran and that was completely 
eliminated. It was picked up as a service by our graduate student association 
however, so while budget cuts had tremendous impact, tremendous impact, 
the funding, the graduate students picked up the community housing service, 
students picked up athletics, the women's center, partial funding for the 
women's center, athletics, cross cultural center. Students in another 
referendum picked up significant costs from the student health center. And as 
a consequence, our students really came through this with services in tact. 

AC: So It was more of a shifting of who pays for it 

Julie: It was a shifting of who pays. And of course if the students had not chosen 
to support those areas, there would have been a significant reduction in 
services. 

One SSAO discussed a phenomenon from reducing some staff positions from 12 to 

10 months. This type of strategy is related to elimination of whole services but is more of 

an adjustment to providing less service. This type of strategy is somewhat worrysome 
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because minor adjustments in levels of service may not be visible to students until it is too 

late for them to do anything to lobby for themselves. 

Sara; We talked about, could we reduce services and in a way we sort of did 
because some of the positions that were filled on 10 months instead of 12 
months obviously, we're not providing those services during those two 
months. But I would say in general, it did not impact directly services that 
we provided, the individual who retired for example, that person was at a 
middle managment position, and we changed it to an entry level position. So 
maybe the level of service, perhaps is different now for that position. 

Many SS AOs felt, however, that additional cuts would mean elimination of services 

because they had already utilized other strategies and would need to eliminate services as a 

next sttategy. Ro expresses a paradoxical dilemma in having to maintain business type 

fimctions required of her division by the institution such as admissions and financial aid, at 

the cost of other important student services such as child care. It is difficult to know what 

to suggest to SSAOs faced with this dilemma. Without financial aid, admissions and 

registar services, students couldn't attend college. Yet without daily services such as 

counseling, child care, minority services and others, students, especially marginalized 

students are unlikely to retain through graduation. Rhoades (1995), Levy (1995) and Trow 

(1995) urge the maintenance of services to these at-risk populations. 

Ho: If cuts continue, if they get so severe, we will have to close down some 
programs. But they would be, and when we close down those programs. 
We would have to either transfer the faculty there or the faculty to other 
programs or they would have to be terminated from the university. I don't 
see that happening but if that does happen, it would be counter to the mission 
of the university. And the priorities of the imiversity. For example. We may 
have to cut child care and access is one of our top priorities. And not 
providing child care would be an access issue. 

AC: Why would that be one you would choose to cut rather than other things? 

Ho: Well, it would be difficult to cut financial aid. I couldn't cut admissions and 
records. I couldn't cut the, well student housing is on, is self supporting 
anyway. Student health services is self supporting. We would have to 
choose between child care or career services and career services is very 
difficult to cut, especially during the economic situation of our state. Our 
students really need that support. Our coimseling and student development 
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center, we may not, we may make that a, we may move toward a fee basis 
for that particular program. But I use child care as an example...it would not 
necessary be that that would be the first to go. That would just be one of the 
ones we would consider. 

AC: In other words. You don't have that many choices? 

Flo: We are really lean now. 

In addition, with the many issues facing students and higher ed, many SSAOs interviewed 

have found that increased expectations come without resources; even sometimes without 

promised resources. 

Peter: ... we were basically given the leadership reign for creating an enrollment 
management program for the campus. ...The focus is much more driven on 
stabilGdng the front end of the enrollment, recruitment and marketing and 
things like that We expected when we inherited this fun program that it was 
going to be one of those things that would have to come with resources 
because there is no other way to do it That was about 3 years ago when we 
thought that was going to be the case. And what has evolved over that period 
of time is that we essentially got nothing. We were told to share 
responsibility and go ahead and take care of it yourself. ...We've done it 
through a series of different kinds of things. We've done it through some bit 
of intemal reallocation. Let me even start this way, we did a lot of it by 
deficit spending at least initially. We'd spend the money and we initially 
thought we'd spend the money and send the bill somewhere upstairs and 
we'd get funded and when we were told that it wasn't going to get funded 
then it was a matter of whether we could pay the bill later. 

For one SSAO, there is clearly a mixed effect of this process. 

Renee: We used the elimination of some activities to deal with the budget cuts. In 
some cases services have also declined, for example the closing of some 
offices earlier. In other cases, services have improved, for example greater 
use of the WEB. Some units have been left unformnady in weakened 
positions and need to rebuild to strength. 

Regardless of the extent restructuring, reallocation and elimination of services is 

utilized by SSAOs, it is clear that these aren't sufficient strategies to meet student affairs 

priorities in serving students. The following sections discuss other strategies utilized by 

student affairs divisions in this study including; reengineering, fund raising, different use 

of personnel, increased student fees, privatization and budgeting strategies. 
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Reengineering 

Reengineering, changes in the way work is accomplished, is an ongoing part of 

SS AOs description of work in student affairs. There are a number of catalysts that have 

accelerated student affairs work beyond ongoing efforts at improvement. A push for 

improving efficiency and effectiveness, meeting changing needs of students, declining or 

no growth budgets, changing demographics of students, and recent bursts of technological 

innovations have served to encourage reengineering within student affairs. SSAOs share 

that in order to continue quality of service to students with changing resources, they must 

develop new ways to operate. 

Reengineering initiatives discussed by SSAOs fall into two primary categories; the 

utilization of technology in a variety of ways across their divisions and intentional 

collaboration with academic divisions to integrate in and out of class learning for students. 

Although most of the SSAOs felt that reengineering occurs all the time, many reported diat 

reengineering had accelerated extensively as a result of budget cuts, changing university 

priorities and external pressures. 

AC: Have you reengineered the kinds of services that you provide for students in 
terms of changing the types of work you do as a student affairs division? 

Mark: Well, I think it all, it depends a lot on how you define reengineering. My 
response is that that goes on all the time...that you are always looking for 
better ways to deliver services and to try to make them more coordinated and 
therefore more responsive to students. Reengineering is the current limerick 
and gimmick that people use in a management process that managers are 
always involved in. We have however, done much more reviewing and 
improving of the way we do things as a result of cuts and pressure to 
improve efficiency. 

Over time, Flo's staff developed processes that incorporated the needs of non-

traditional students into all services. In this way her divisions reengineered and then 
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eliminated a specialized department This is some of the more sophisticated type of change 

efforts as SS AOs work to redefine their roles to meet the changing demographics and needs 

of students. 

Ho: We had expanded to a great degree and so we're now,...we expanded and 
now we've had to cut back. We took care of ...for instance in the center for 
adults returning to education...we took care of that for a decade and then now 
that the non-traditional student is becoming the traditional student we find that 
we've taken care of many of the issues and they've been integrated within the 
university... there has been a lot of training over the years. We've had 
orientation for faculty, we've had special workshops, we've had 
conferences. We work with the other campuses within the university 
system...the community college campuses. We've just put this in the 
forefront We've worked with the women's center in smdent affairs, we've 
worked with women's studies in academic affairs. So we've done a nimiber 
of things like that. 

Kate: There was a strategic plan and its you know, more emphasis on the 
undergraduate and the education and the academics etc etc. Well, so we are 
doing more in our residence halls to support that and and we're trying to 
work with different departments and develop some things. We are in fact, 
bringing services, our counseling center runs a tutoring pro^am. We used to 
tutor in the big academic buildings in the evenings. We put it in our residence 
halls and it just tripled its usage. Its also tripled its cost. But that's the 
service and that's where it is and that's, we're u^ing to do much more 
academic things in our residence halls. 

Technology 

SSAO interest in technological advances and opportunities has been a major catalyst 

for reengineering in divisions of student affairs. Many SSAOs see technology as a major 

strategy in answering calls for efficiency and effectiveness while continuing to serve the 

needs of students. Reengineering through the use of technology, however, has its pros 

and cons. It may, without retraining of staff, lead to a decrease or replacement of 

personnel, can reduce the depth and incidence of relationships between staff and students 

and may not be more cost effective than previous modes of operation. Julie discusses her 

belief that technology can be utilized beneficially with careful consideration of choices and a 
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care through retraining for staff and through attention to what benefits students. At the 

same time she points out the benefit of being able to reduce staff needs and the financial 

savings that result She doesn't discuss in this narrative, a concern for those who might 

lose positions but does discuss the option of reassignment and retraining. 

Julie: We have been doing much more cross training of staff; and its hard to know 
how much is related to the budget reductions and how much of this is related 
to increases in uses of technologyWe have been looking very carefully 
through many of the units at job classification. Our job classifications can be 
extraordinarily specific and we've been trying very hard to move away from 
that where we don't need it and create more and more generalists who can 
serve a wider variety of functions within a unit. In part because over this 
dme span, oiu- staff has reduced in size and as a consequence, if you only 
have specialists and nobody who can do a wide range of things, then you are 
probably not as well served. We have seen a tremendous amount of 
retraining that is driven by technology and we're making more and more use 
of technology and that leads to staff reductions in some areas or staff 
reassigimient in those areas where it truly does reduce work load. But there 
are those areas, like financial aid. This morning the woman who runs our 
smdent employment center was talking about the use of on-line job-listing 
and the students would be able to check in that way and its reaUy reduced 
staff needs by about 1-1/2 FTE. By going on line, she feels that it is serving 
students much better. It certainly serves departments across the campus 
better. So there are those cases where it works well. We have seen in some 
units, some significant reorganization. Sufficiendy significant where you 
might even borrow the reengineering label for it. Financial aid happens to be 
one of those. But that is driven as much as anything by technology. Its also 
well served in the context of reducing staff and reduced funding. 

SS AOs report that technological advances have changed or added not only to the 

way student affairs professionals do their work but also to the way we serve students 

(computerized tutoring, information & service kiosks, computerized libraries), markets its 

services (internet, electronic billboards) and communicates (e-mail, list serve, fax and even 

TV). SS AOs interviewed suggest that technology, more than any other influence is 

changing the way their divisions operate. Peter, unfortunately, expresses interest in 

replacing staff with technology; not a very humanistic approach. Tom, on the other hand, 

points out a way to expand the numbers of students one staff member can reach through the 

use of technology. One caution, however, is to consider the impact on smdents and staff 
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of e-mail rather than one-on-one contact. It is important for SSAOs and other professionals 

to consider decisions about the use of technology from a variety of perspectives. 

Peter What it has forced us to do, I believe, is to think about more creative ways to 
deliver services in ways that can provide services more effectively and 
efficiently and not necessarily require the same exact level of staff to be able 
to deliver that service or to require the same of other kinds of things for 
example mailings and things like that 

Mark: Technology has been the biggest factor in changing, if that is what 
reengineering is about, changing how we work with students, how we 
provide services. We have constantly been incorporating new technology 
into service delivery. 

Tom: Particularly being able to make better use of technology than we have in the 
past. So that one of my priorities for example has been or had been over the 
last few years in the student affairs area to upgrade technology throughout the 
division in every office that we had....so that each of our offices would really 
be well equipped with the technology needed to take us into the 21st century. 
So that when our commuter affairs office started...one of the things that they 
were able to do right away was to take advantage of that in their 
communications with commuters. They were able to go on the internet right 
away and they have a thing they call "Call [name of mascot]"... if you have 
any problem, our mascot is the [mascot], and so commuters anywhere call 
[mascot] and get a pretty immediate answer on e-mail. So that kind of 
equipped them to do something in terms of being able to have an outreach to 
commuters that they wouldn't have even if I added 5 more staff members 
there if they didn't have the technology. 

This type of reengineering is not without its challenges, including the dilemma of 

utilizing low cost student staff with technology experience. SSAOs report that 

professional staff are concemed that they will lose jobs as a result of technological 

advances. This SSAO is saving money and improving services doing just that; but what is 

the effect on students and staff of Tom's choices? On the one hand, smdents are gaining 

valuable, possibly career related experience and training. On the other hand, professional 

staff are not employed from the community and there is the chance for exploitation of 

inexpensive student labor. Keith expresses the other side of this dilemma in his concern 

for the loss of jobs from technology. It is critical that SSAOs consider the long term impact 

and not just the cost savings of strategic choices especially in the use of technology. 
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Tom: I call them our computer commandos. They're smdents. We have a unit of 
graduate and undergraduate students. They have, in fact they are in the 
process of renovating an office area for them that's very high tech. But its 
very talented graduate students who supervise also undergraduates and other 
graduate students who maintain our entire computer network. Some of them 
are assigned certain specific service areas or office areas like we have one 
person for example, who is assigned to the student health service. So that 
anything goes wrong with their network or staff members having a problem 
with you know, getting up, bringing up their program or e-mail or whatever 
have you...they provide the service. I had a position and I still believe that, 
that they would be better at it than the professional staff members. Because I 
think that the younger people are much more up to date with computer 
technology than the people who we typically have at our systems who have 
been there for the last hundred years. 

AC: Well, the students have grown up with it...which is a very different place to 
be I think. 

Tom: Yeah, well that's worked out just u:emendously....so it provides a 
resumeable item for the students. It provides some training for them, 
particularly in management areas because they usually come in, they have all 
the technical skill in the world, but supervising and stuff like that we have to 
give them a lot of training. On the other hand it provides a service for us at a 
cost that we can afford. You know that is much, much cheaper, a quarter of 
what we would be paying if we tried to really staff and I like the fact that we 
have turnover in that area....probably the supervision in terms of the graduate 
students who come out of our computer science and computer engineering 
program. Usually the person who is die head of that unit, turns over every 
two or three years. That's usually a person who is an older student who has 
already worked. 

Keith: I think everybody's anxious. I think for instance the issue of technology, 
one could make the case that if you train people like me to sit at a typewriter 
and do my e-mail regularly I don't need a secretary; one could make that case 
easily. And what does that do to the morale of secretaries. It doesn't help 
them at all. You can make some of the same cases for a lot of administrators, 
if you have a program that scientifically selects students for admissions. You 
don't need all those admissions reviewers. The technical future is so 
ominous in terms of how much it can effect That's the biggest morale issue. 
But then if you are of a mind to kind of be the driver of what technical 
capacity we are now aware of and can use you can be a hero. And be a leader 
and make an advantage of it. So far the technology has not cost a lot of jobs. 
Every thinker that I know of in this work believes that it will cost a lot of 
jobs. A lot. Not right away, but ultimately. 

Tom points out that start up, maintenance and training costs can be deceiving as well. 
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Tom: There is a cost that comes with ail this technology you know...and 
maintaining our network. And that's our support cost both for training for 
staff and then maintaining all of this hardware and software that we have all 
over the place now. They don't tell you that when you buy it you know... 
But it is a tremendous, well really its a significant cost. 

Julie sees technology as cost reducing in departments with high data processing such as 

financial aid. In this type of department, technology inaeases staff ability to work with 

students needing special attention. 

Julie; With technology data can be handled very very quickly and if you are doing it 
by hand it is a much longer process and they were talliig about having all the 
financial aid award information out on line by next year in which case, they 
will have much less need for the sort of individual meetings they now have 
with students on rather routine matters, and that will leave their time free to 
deal with the students who really need their help. So I think that's an 
organization in which technology has been of great benefit to all and that its 
not the problems we're having their and on the campus as a whole is in 
keeping programmers and andysts on... we're just having trouble affording 
their prices...they have many options. 

Collaboration with Academic Divisions and Departments 

Increased collaboration with academic departments is another type of reengineering 

being utilized by student affairs divisions. As discussed earlier, collaboration affects the 

structure of student affairs divisions. It also effects the way student affairs professionals 

do their work. In addition, student affairs divisions are able to serve students better, 

especially during times of decreasing or steady state resources, by sharing resources with 

other divisions and by eliminating repetition of services. 

Janice: I think that it will be clear that in enrollment services we are going to try to do 
things smarter and so we're not going to run a big learning tutorii program 
anymore. We are really downsizing that piece and saying that what the staff 
there needs to do is work with the colleges and work wiUi other areas on how 
they can provide the tutoring. 

Gary: I think it helps to have a medical school, a health sciences center associated 
with the institution. Because we can then utilize other resources to assist 
Now we do have in the medical school a large research component that deals 
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with substance abuse and we have collaborated on some programs in that 
area. 

Nancy: Our leadership program is very much a joint venture from student affairs and 
the colleges of engineering and business. Our office that is going to now be 
called the center for learning to community service has joint sponsorship with 
6 schools and colleges. And I think those are real pluses. Oiu* living learning 
programs which we're putting into residence halls and to which we're 
expanding have an academic partner so I see those as really basic forms of 
academic collaboration that seem to be working well. And its a financial 
collaboration as well. 

In some cases these joint ventures are in the form of temporary funding collaboration 

followed by long-term professional/student experience collaboration. In Tom's case, a 

need by the psychology doctoral program to provide graduate internship opportunities 

coincided with an increase in the counseling needs for students. 

Tom: Our counseling center, like other campuses, you know in the counuy, we too 
have experienced a tremendous increase in the self-stress that students 
experience as well as mental health, a range of mental health problems for no 
other reason at all, the number of students attending college who are on 
medication today as opposed to 15-20 years ago is just, I mean, 18-20 fold. 
And so the pressure on our coimseling service has been tremendous...and 
they wanted more staffing. We wanted to tty to come up with again a more 
cost effective way of meeting the needs of oiu" students in that area and so 
what we, our director, the direction they wanted to head was to having, 
participating in the program for doctoral interns who intern on your campus. 
Who are clinicians. And again, they are salaried and that salary is 
significandy less than it would be for an experienced professional who has 
been out in the field for some years...but even at the salary which was 
required then when we wanted to start it we did not have the dollars to do it 
The campus, the academic area, felt that need as strong as we did and really 
supported a cost effective way of going about it, sort of consistent with the 
kind of educational mission they had in terms of providing internship 
experience. And so they funded the first two years of I think, two or three. 
And of course we sustained it with no difficulty afterwards but were able to 
again make changes and reallocate in our budget such that we could assume 
that responsibility. 

Some SSAOs interviewed have always worked to collaborate with academic divisions and 

have not seen an increase: 

Bob: We've always had quite a bit here. No, I haven't seen any noticeable change. 
Our student affairs people have always enjoyed a really nice working 
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relationship with the faculty and there's always been a lot of collaboration in 
terms of academic advising and our summer orientation programs and things 
of that nature. 

Student affairs work is increasingly entering the classroom and other academic 

environments. Academic learning is more influenced by student affairs professionals as 

faculty reach out to try to understand student development in their work to improve 

undergraduate education (Guskin, 1994). In addition, formal academic learning 

experiences and courses are being offered in traditional student environments such as 

residence halls. 

Mark: There are greater opportunities now than ever before for student affairs and 
academic ^fairs to work together. 1 think the credibility gap with 
undergraduate education has caused academic affairs to say how can you help 
us increase student performance, student retention and so forth and so on. 
So yes I'm seeing more cooperation and I see more opportunities for that 
now. The vice chancellor for academic affairs recognizes that we have 
something to contribute. Academic deans recognize that we can be helpful to 
them. Your rank and file faculty member are always the ones who come to 
that understanding last. 

Nancy: On the other hand as I said earlier I see greater opportunities for student 
affairs to be involved with the instructional pan of the program and 1 think we 
ought to take advantage of that. And that will I think demonstrate student 
affairs is a critical player in this game. And so I'm optimistic and so overall 
my mood is pretty good about where we are and what the future looks like 
for us. 

Peter: The retention of students is another drive for collaboration between student 
affairs and academic divisions, although one with sometimes mixed support. 
We recognize that it doesn't only occur here and in fact we made it very clear 
when we first were told that it was a mission of ours that the campus had to 
understand that and I think the campus does. I think the campus does 
understand that it is primarily academic affairs and student affairs working 
together. I think we have a pretty good relationship on how that works and I 
think we have a real good working opportunity here to be working together 
on a number of initiatives that have moved us in that direction so that we can 
both take credit for what's getting done and also both receive the recognition 
for things moving in a positive direction. 
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Janice expresses her frustration with the lack of collaboration in working to retain 

students. She points out that the retention of students through graduation takes the efforts 

of both student affairs and academic affairs. In a later part of her narrative she expresses an 

understanding that unless faculty are rewarded as much for teaching and advising as for 

publishing, which is not the case at her institution, it is unlikely that students will be a high 

priority in academic environments. It is important that, especially as student affairs 

professionals work collaboratively with faculty and academic administrators 

Janice: I really think that there is a recognition that student affairs cannot change the 
retention niunbers [of minority students] by itself...it has to be an academic/ 
student affairs partnership. We're never going to budge them if it's just 
having Martin Luther King day or having tutorial support in the first two 
years... We can, we have a lot of influence in helping smdents get through 
their first two years, but after that they're in their college, they're in their 
major and we don't have that much irifluence after that, we really don't. And 
that's when we have to build these bridges to the partoership with the college 
about what does that mean What it is is a matter of their believing that 
they have some accountability. But its even broader than that...Many 
colleges don't think that they have any accountability for the graduation rates 
of any of their students. 

Within student affairs divisions, SSAOs in several self reported, heavily cut divisions 

discussed a phenomenon precipitated by scarce resources that resulted in less collaboration 

within their division. 

Rob: ...in fact I think that the issue, sort of one of the response strategies, is that 
you probably became less collaborative. I think that ends up happening and I 
think that it may be the nature of the beast here. Where because people were 
isolated , because people were put into positions of sort of having to defend 
themselves, that people really dug in and developed a bunker mentality. It 
was almost as if, if you stay quiet and stay out of sight you might be safe. 
And so the result. People actually moved away from each other as opposed to 
moving toward each other through some of that turmoil. 

One other type of reengineering is that related to following philosophical shifts. 

Some SSAOs spoke in their interviews of changing the way they encourage their staff to 
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consider and work with issues and shifts in the way they work with students. In some 

cases this lead to new structures, processes and training. 

Sara: I took a whole crop of directors to the student learning institute at James 
Madison to get people familiar with the student learning imperative and we 
have discussed it at the director's meeting. I brought in a consultant to work 
with us on the student learning imperative as it relates to mission statements 
both for the division and for departments. And that's when I saw that people 
didn't have the skills to express what they do in terms of smdent learning 
outcomes. They have only expressed it, well, they haven't done much 
benchmarking, you know this is all rather new. So we've made some 
progress and I guess in that sense we have done workshops and training 
around the learning side. We are just getting started with the quality of 
service side. And again I think that people feel like they are well informed. 
But there is a categorical shift in how you think about things when you 
become, when you understand quality of service issues. You sort of invert 
when you think of things from the point of view of students. And I have not 
found that staff really behave that way yet. 

Kathleen: I think that budget cuts have had a profound effect and some of the pain has 
gone away and I think it is forcing us and has forced us to be much more 
thoughtful about what we do and what it costs. And those were painful 
lessons to leam but frankly they were important lessons to learn. I think 
they've made us better, 1 think they've made us more customer oriented and I 
don't mean just students, I'm heactag a team to see how we bring new 
students into the university. We have no cost concerns driving us but the 
truth is that we have 42 different mailings to students and 22 different things 
that they are supposed to send back to us. Now your university does too 
would be my guess. Because every department does their thing one-on-one 
with students and cost aside, the uruth is, this is really confusing for 
students. So we'll probably save some money out of this, but more 
importantly, we'll do a better job for students. 

Decision Making, Communicating and Planning Strategies 

Some SSAOs interviewed discussed decision making, communicating and planning 

strategies that have been useful in dealing with changes in their resources, restructuring, 

and in continuing to serve students. These strategies include, involving staff and students 

for more effective decision making, communicating priorities and outcomes to the campus 

and decision makers and various planning processes. These discussions attest to SSAO 
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ingenuity and resourcefulness in coping with difficult circumstances. Some of these 

strategies are constrained, however, by policies in each state and institution, so cannot be 

considered viable on a widespread basis. 

Staff and student involvement is probably one of the most effective tools available 

to SSAOs in working through both difficult and boom times. Literature on inclusive 

decision making processes and structures show amazing, long term and flexible results 

(Peters, 1982). Rhoades (1995), Levy (1995) and Trow (1995) strongly encourage 

including students and staff in restructuring processes. Inclusiveness of staff and students 

in decision making concerning restructuring and budget cuts utilized by SSAOs in this 

study varies widely from very autocratic styles to very inclusive styles. I fmd it 

disappointing but not surprising that many SSAOs wish to involve staff but end up 

considering this a time when they must make the "tough decisions" on their own or with 

executive staff. Keith for example utilizes a process to collect information from directors in 

his division, but unfortunately still maintains the power of final decision making. He 

seems to see his staff as resources for information but not as important contributors to the 

decision making process. Flo's narrative illusorates a paradoxical mix of autocratic and 

more inclusive processes. In the same discussion she describes using a process that 

involves staff "we together have come up with some possible scenarios" but also claims 

decision making authority for her executive team by stating that "of course somebody's got 

to make the decision". Ho's narrative illustrates the difference between espoused and 

enacted principles of inclusive decision processing. Although Flo seems to believe that 

inclusiveness is important and beneficial, she is unwilling to trust in her staff and the 

process to make final decisions. As a result, she pulls authority closer to herself when it is 

time to make the decisions. Inclusive group processes are much "messier" and not as 

streamlined as traditional vertical decision making (Carlsen, 1993). In addition, they 



127 

require that a leader be more of a facilitator and be willing to trust and support the decisions 

of the group. I found more of no's type of process than any other among the SS AOs 

interviewed. I interpret this as SSAOs struggling to find a balance between care and 

efficiency in their work. They seem to not define more inclusive processes as more 

efficient Thomas (1993) outlines typical processes used in decision making as the 

difference between working through people to arrive at the best decisions and seeing 

decision making and working with staff as different processes. It is, I believe, an internal 

suiiggle for managers to distinguish behaviorally between traditional learned, comfortable 

managerial processes and inclusive, less known and less defined processes. 

Keith: I have a kind of a formula that has its impact on budget decisions but it does 
not rule budget decisions. But the formula may be interesting to you. I tell a 
director that kind of think in terms of 85 - 15. 85% of your agenda and your 
mission. You and your people who are the experts should set. The other 
15% of it will be influenced by divisional and institutional priorities as they 
change and while that is not a locked in figure, it is a good way to think about 
how we do business. When it comes to setting priorities in the division, 
most of the priorities that are set within the division are a function of the 
desire of my directors and their staffs putting on the table those things that 
they think are important to be done and where new initiatives need to 
occur...to put forward proposals. What I then do is sit and get advice from 
everyone Aat is eligible and we make a judgment about it at this office along 
with me and ray two or three or four assistants here in the office. So, to that 
extent everybody's kind of involved. 

Ho: We've, primarily I think we've had a collaborative process. We've involved 
the directors and the staff in these discussions and then of course somebody's 
got to make the decision and I have a small executive group and we have 
discussed it in that executive group. The dean of students has primarily been 
the one who has been in discussion with the directors of student health 
services, counseling and student development center and career services and 
student employment and our director of student equity, excellence and 
diversity has been in discussion with her minority programs and her center 
for adults returning to education. We know what our targets are, we are in 
the process of defining that more firmly but we have a sense of what those 
targets might be. I did not give them actual targets but we together have come 
up with some possible scenarios that we feel would be doable and would be 
fair and would be not severely effecting services to students. And we've also 
looked at the priorities of the university and priorities effecting our own 
divisions. I think everybody understands the economic conditions of the 
state. And everyone, this is a statewide concem. From the governor to the 
CEOs of private business and industry to the state legislators. And you know 
to the workers who have lost their jobs out there in the community. So 
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everybody understands that this is an economic condition that we have to 
address very, very seriously. Nobody likes to be merged. I shouldn't say 
nobody, but almost everyone would prefer to continue with what they are 
doing now. Because everyone feels that they are doing a good job. And they 
really are. However, people are taking this seriously and they're being 
cooperative. 

There were, however some examples of SSAOs who believe in and utilize inclusive 

processes of shared decision making with empowering and effective results. Sara's and to 

a lesser extent, Kate's narratives are excellent examples of this type of process utilizing a 

relational framework of negotiation and participation. Sara frames decisions concerning 

budget cuts as collective and points out both the accountability and the empowerment of 

this frame. Kathleen utilizes a more systematic, less relational but still participatory process 

to work toward financial equity between departments. In her process, departments 

determine their own priorities and she makes sure their top priorities have the resources 

needed. In effect, she ensures as many resources as possible and then gets out of the way 

of the professionals on her staff. These processes show very effective, though different 

styles of inclusive managment. By seeking to provide ownership of difficult processes, 

SS AOs can provide a climate for the development of better solutions and higher morale. 

Even less evident was the inclusion of students in restructuring processes. Some SSAOs 

describe student finance boards to determine fees and the use of specific pockets of 

funding. Beyond this type of ongoing inclusion, however, there seemed to be little 

involvement of smdents in a process that has high potential effect on the life of students. 

Rhoades, Levy and Trow (1995) urge student affairs professionals to make students an 

integral part of decision making processes during and after restructuring processes. 

Sara: My approach has been that the cut in services or at the division level, that the 
divisions has to pull together to find the money or to make the decisions. It's 
not my decision, it is ovu* decision. And I have tried to be very very open 
about it. I don't want anybody thinking there's things going on under the 
table. I've tried to involve as many people as I can in the process. That's 
just been my approach. 
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AC: Do you find that there are certain values or points that staff will rally around? 

Sara: I think they will rally around trying to find the money for the cuts if you say 
right off the bat; no one is going to lose their job. But in order to do that 
we've got to work together to find this money. And as I said, when this hit 
list was developed by my predecessor, people on that list had no clue and I 
found out later that they, that some people had thought that I had come up 
with this list. And that is how secret Ae list was. And so I feel like it is 
much better to have things out in the open. But if you can establish some 
ground rules and make everybody feel like their on the team and they have an 
opportimity to make a contribution. I think that's important. 

Kate: In our division, it was and has been generally a very open and participitory 
kind of thing. As vice chancellor, the previous one and I we would sit and 
we would chat with the department heads at the time, there were two 
associate vice presidents, supervising two different areas. We would have 
conversations with the vice president, we would go round and round this 
option, that option and finally coming up with something we thought we 
could all live with. So in our division it was very participatory. 

Kathleen: 
I require a budget request in priority order and that allows you to take a 
budget for a division. And you take everybody's number one and number 
two and nimiber three priority as opposed to whoever historically for some 
reason got a lot of money one year. They get to go much farther down their 
priority list. Where some new department, even if its the most important 
thing you are doing, you can't break loose any resources to give it to them. 

Even less evident was the inclusion of students in restructuring processes. Some 

SS AOs describe student finance boards that determine fees and the use of specific pockets 

of funding. Beyond this type of ongoing inclusion, however, there seemed to be little 

involvement of students in a process that has high potential effect on the life of students. In 

one isolated case other than finance boards, Kathleen describes how the participation of the 

student body president essentially saved a major student service on her campus. Similar to 

a principle suggested by Trow, Levy and Rhoades (1995) the student convinced these 

decision makers to consider both the educational and economic aspects of privatization. 

Gerald on the other hand seemed not to be reading student behavior as a sign that perhaps 

his division should be reorganizing and reengineering to meet the current needs of students. 
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He frames this development as a problem rather than a sign from students that changes are 

needed. These two narratives illustrate the need for and benefit of having students involved 

in working with student affairs staff to restructure their campuses to meet changing needs. 

Kathleen: Well, actually privatization has been a big issue in [state] and the legislature 
mandated that the university would study privatization. ...One of the earliest 
ones that came up that affected student affairs was student health and the 
student body president sat on the privatization steering committee and people 
in student heith... It's a huge 9 million dollar operation and the people in 
student health were beside themselves with fear about this. The student body 
president essentially took student health off the to be considered list And 
frankly, it didn't have anything to do with any of the clinical services, it had 
everything to do with the health ed program. His point was that we would 
lose by looking at privatization, what a hospital or, he is not entirely correct 
about this, but I wasn't about to contradict him, that our health ed folks are so 
integrally involved with student organizations and with programs and sitting 
on university committees and that no private company would do that for us 
and that aspect is true. And you know, therefore we shouldn't even think 
about this. 

Gerald: In general in our society, middle class to lower income populations are 
experiencing and continue to experience a difficulty in making ends meet, 
budgetarily speaking. It is increasingly costly for these individuals to afford 
to provide higher education for their ofepring. So they try to find areas to 
cut back for example, less of the students who would like to live on campus 
are able to. This means that while our enrollment may be the same, the 
number of students who live on campus is reduced and that of course has 
ramifications across the board for a number of our fee based services that 
affect resident students. 

Some SSAOs realized along with inclusiveness comes a need to assist staff in 

staying abreast of current factors affecting their divisions as well as professional 

philosophical shifts. Use of meaning making about divisional and institutional mission 

was conveyed by some through training, discussion and the reconstruction of mission 

based on desired outcomes and principles. In addition, Renee utilized new staff to assist 

those who had been there awhile, including herself, to look at restructuring issues with 

"fresh eyes". Anne utilized staff hiring as well, to search for staff with urban college 

experience who would be more likely to understand the unique issues facing her institution. 
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Julie: Another major staff issue on the campus right now is that through all of these 
reductions for the most part people have not reexamined their missions. They 
have not said we can no longer do these things. And I have made it very 
clear from the very beginning that we have to do that. It makes no sense and 
that's part of what my efforts have been in terms of providing some support 
and some leadership and saying, lets identify a couple of things that we are 
trying to do here. Very important, pervasive things that I hear all of you say 
that you are involved in. Tlien lets measure what we are doing on a day to 
day basis against those. Things are fairly stable here. People have been 
doing the same with less for a very, very long period of time. It may be that 
enough has quieted down that fol^ are able to listen to staff now and say you 
know we've got to pay some attention to this. It may also be an appropriate 
time to take advantage of new people in leadership positions who can ask 
why a lot Why do we do these k^ds of things? And to do this, we are a 
very consultative campus so its certainly not me sitting on high saying we 
won't do these things any more but it does help I think sometimes to have 
some outside eyes that say so what are we doing and why. 

Renee Read a lot of books on reorganization. Talked to counterparts at other 
institutions, devoted discretionary money to training and development 
(brought in outside consultant to talk about change process) Hired some new 
Erectors who weren't here during budget cuts and so come in with fresh eyes 
and less baggage than the rest of us. 

Anne: I've been very lucky. I have tended to hire people who understand the urban 
agenda. I think it is critically important that staff understand urban 
instimtions, that we are not traditional schools. So if you hire somebody 
who expects of work in a very traditional environment, unless their capable 
of radical change, they're not going to be happy. To work well in oiu" 
institution staff need an understanding of diversity issues, the diversity of the 
student body, a lot of first generation smdents, high minority population, 
high level of students worlang while going to school, all of those issues. 

Another type of strategy outlined by SSAOs in this study was the process of 

communicating student affairs accomplishments and worth to campus constituents as well 

as financial decision makers on and off the campus. Several felt that student affairs 

professionals have not learned the art of political negotiating and suggested that we need to 

think of this type of conmiunication as advocating actively for students. 

Gary: Our strategy was political. We cut an area, career services that we felt we 
could recover. ...I felt that we could probably restore more easily what was 
lost in career planning and placement than I could in other areas...for 
example. We have a strong parents program here at the university. And 
from time to time, well not from time to time, every year we submit proposals 
to supplement some of the activities that are performed in the various 
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departments and I felt that career planning and placement was more attractive 
to parents and meant more to parents than the other activities that we have and 
it would be funded or would allow us to restore some of the fimds much 
faster because of the parents' concerns that they wanted their sons and 
daughters to have jobs once they finished there education here. So part of it 
was being slick but really using the politics of jobs for students. 

Dennis: It is incumbent on those of us in student services to constantly be out there 
indicating the value of the services that we provide; how all of this is a 
partnership with faculty and really help us achieve our goal of educating 
students. 

Rob; It's getting to be more of a necessity because all of us are comj^ting for the 
resomces to do the best job that we can. And that means building alliances 
and alliances are politick. But yes, we all have to do that. Sometimes if we 
try to speak alone, our voices are not heard as well but if we have those 
alliances then there is better listening that occurs. I think it depends on how 
good you are at building those alliances within the collaborative working 
relationships. If you are good at that then the political part falls into place for 
you better. There is a paradox there because you also have to ask the 
question of how political can you afford to be? Because if you are just out 
there competing by yourself and you are operating from a silo effect, you're 
not going to have that much strength in terms of the division of student 
services because academics is the primary mission of the university. 

Flo: Well, that's pretty much my argument every time reductions come about and 
maybe that's the reason why our budget hasn't been cut so severely that 
we've had to cut services. I make strong arguments about the level of service 
that we must provide. For example, our child care ratio of child to students 
must have a certain level and if that level increases then we have to decrease 
that service which would mean a probable loss of our main type of students, 
older students. We can't have a higher ratio than say one to 16 or whatever it 
is that the childcare program requires. On the other hand for our counseling 
services, I think now the ratio would be one to 2000 and that's unacceptable. 
I mean its barely acceptable. And it should be much, much smaller. And 
those are the arguments that I use to maintain a certain level. If we look at 
accreditation, if we look at national standards and we're, we are not there. 
We are actually much higher, I mean, if the standard is one to 1500 four 
counselors, our staff are probably maintaining a one to 2500. So that is the 
argument I use. ...it is an effective argument in terms of not, for that reasoa, 
I think we've been decreased less. The president has tried, and the 
chancellor has tried to protect us in some cases. But at the same time, its hard 
to, you know when you look at the overall picture, its hard to not say we will 
not take any cut at all, when everybody else is being cut. 

Julie felt that the counseling services in her division were still state funded, rather 

than fee for service as her health services were, because her division had made an effort to 
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illustrate the ways in which student counseling is close to the academic core and university 

mission. She pointed out that educating others on campus about a relationship of a service 

like counseling to the academic core may be a productive strategy for other SSAOs. 
Julie: The argument was that providing health care for students can be done either 

in the community or on campus without a tremendous amount of difference. 
However, the psychological issues faced by students are more different on 
the campus than are the health issues. 

Some expressed that outcomes assessment are essential in communicating 

connections between student services and student retention. Kathleen and Anne discuss the 

ways in which they are beginning to utilize outcomes assessment to justify their programs 

and to point out connections with data. In addition, one SS AO pointed out that in a 

research institution, students may not be a high priority and that it was her job as an 

advocate for students to make connections for central decision makers, trustees and 

legislators about our responsibility as public servants and the connection between student 

satisfaction/retention and maintaining a steady financial base. 

Kathleen: I'm pretty income and data oriented so I have this system that I developed in 
my last job called the department overview, so the first thing that I do, and its 
the only way I know to manage it, to be a good spokesperson for 
departments. You know I spent my career in housing before I moved into 
general administration. I've never been a counselor, i've never worked in 
disability services. So here the way I did that was I asked people to identify 
the major functions of their office, in their own words and in whatever way 
made sense for them and then underneath that I do this in a spreadsheet 
format, and then to identify what activities they do in support of that function. 
The next step then was to identify for that function or that activity, do you 
have a measure? Is there some way that you quantify that? And so that 
collects the data, largely quantitative data. And then, I tie that back to the 
budgeting process, that people submit a budget in which they identify the 
function or the activity and they say how much that costs and then I get 
progress in those areas with yearly objectives and accomplishments, actually 
monthly is what I ask people to keep it up all year long, instead of an annual 
report that nobody will read. And the backbone, you know its a structure 
behind the structures, the functions,the measures and the accompUshments is 
a functional overview. So you ought to be able to say what do you do, what 
does it cost, what is your objective for this year, what did you get done and 
that helps you to decide what you should do next year. And if you don't get 
money for it, you don't have to do it And that comes, I think out of lean 
years when we'd get a budget cut and we'd just act like we could just keep 
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doing things and that costs more each year, even if you don't get inflationary 
increases 

Anne: I'm trying to move more into quantitative analysis. We're not there yet but I 
think people like to see numbers. And to show graduation rates for students 
who live in on-campus housing making them more aware of the impact of 
intramural sports for example. That these students retain at a higher rate, 
who are active on campus. I haven't gotten into defining specific areas of 
change in terms of a model of total development of the individual That's 
where I think that we're going to be going here, and where we can look at 
why we offer programs and where we see change occurring with the student 
as a result of sustained involvement I think it pulls us into accountability. 
You know, at what point do we have to be asked how much more should you 
be cutting out X program rather than charging students and having to redirect 
money. While you are keeping programs, can you demonstrate that they are 
effective? Probably more emphasis in that area. 1 think that we...if you'd 
interviewed me five years ago, I probably wouldn't be talking this way. I 
would probably have been talking about recruiting more students to the 
institution. Now you have to look at retention. You have to look at the 
outcomes of the smdent You have to justify. I think if we don't do it, I 
think that the federal goveniment and the state governments are going to do it, 
or our board of trustees. When you look at all that is going on in terms of 
corporate downsizing, people who are sitting on the boards of trustees have 
been through efficiency questions and you've seen it in health care, you see it 
in corporations and now we see it moving into managed care and the 
questions that go along with that. Its inevitable that the next big issues will 
come in higher education throughout the nation. We'd better be willing to do 
that. I think if we don't do it ourselves, I think it'll be imposed on us. 

A few SSAOs discussed budget strategies that they employed to deal with 

restructuring and budget cut issues. Strategies such as two-year budgeting, carrying over 

funds from previous years and loaning funds to other divisions in years of surplus have 

provided them with additional flexibility. Tom utilized a unique strategy of loaning surplus 

funds to other divisions in need and having them return those funds when he had need of 

them. This is a very humanistic strategy as well as one that would "build for the future' 

and would create good will between divisions if handled carefully. It is likely to reduce 

territorialism and keep smdents in the forefront as a priority by placing their needs above 

divisional ability to play with extra funds. 

Kate: ... we are switching gears, trying to bring it [divisional budget] all together in 
one package and it will be on a two year basis. So we would go to the 
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trustees this April. We'd have a one day workshop with them, put it all on 
the table and they'd vote on it the next time around. And they'd vote on 
everything for the next two years so we wouldn't do this piecemeal. 

AC: Would that give you more flexibility? 

Kate: Well, I don't know that will give us more flexibility but it will...you only 
have to harangue once. You only have to have the headache. It takes a lot of 
energy to fight for things time after time. So its like lets just do it once and 
see if we can't deal with it 

Tom: ....I learned that I could, if I had ten dollars left over at the end of the 
year...you have a choice of giving it back to the state, OK, or just wasting 
it...that's what a lot of people do, they just spend it you know, because they 
don't want to give it back. The other option is to find someone else who 
needs it that year for students, another department. That may be an academic 
department, it may be the library, it may be another administrative unit that 
needs that ten doUars...so you said, "Fine, I will give you the ten dollars". 
You can spend it this year. You give it back to me next year or you give it 
back to me two years from now, or three years from now. OK, so that again 
we began to build up savings that way. All right, by negotiating with other 
departments that they needed those dollars in the here and now, they may 
have overspent their budget that year or there was something that they, some 
equipment they needed or something that they needed then and they were 
searching for the money. So that was another way in which we began to 
kind of build towards the future. 

Kathleen: 
Part of that is that I'm effective in this area in terms of reorganizing how we 
use our money in student affairs. You know, I reallocated the budget but, 
youknow we put three hundred thousand dollars into a one time expense to 
upgrade the computers in the health center. There is a fair amount of 
flexibility in terms of the amount of money you can carry over from one year 
to the next and I managed the budget last year so that I loiew we you know 
were permitted by percentage to carry over about 55 thousand dollars. I built 
that in and knew that I could do that I then got a call from the vice chancellor 
asking if I had, if there was 100 thousand in end of the year money, could I 
use it and I had my list ready. Because that's how I did my budget. So I 
said yeah, I would do this and this and this and so we got an extra 100 
thousand dollars. 

Personnel 

One of the areas I found to be of great concern in this study is the strategies chosen 

by divisions of student affairs that directly affect the livelihoods of student affairs 
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professionals. Choices to eliminate vacant positions, expand or change professional roles 

and lay off some staff, without decreasing expectations accordingly, have caused, what I 

interpret from interviews with SSAOs as, a widespread professional culture of overwork. 

Senior student affairs officers rarely seemed to encourage professional staff to do less 

given lessening resources and changing priorities within their institutions. This culture 

seems to have been accelerated by strategies chosen as well as by an already primed 

professional culture that encourages constant improvement and unlimited service to others. 

Eliminating and decreasing positions is a major strategy of those in the NASPA survey 

experiencing cuts; 71% have eliminated positions, 67% have eliminated or not filled vacant 

positions, and 41% have changed full time positions to 9-10 month contracts. 

Utilizing vacant or open positions from attrition is a major strategy for both those 

interviewed and for those from the NASPA survey who have experienced budget cuts. 

SSAOs then use these monies to accommodate reductions in their budgets and/or shift 

monies around to meet divisional needs. In many cases, as illustrated by Sara's narrative, 

this doesn't result in a complete removal of that personnel expense from the budget. This 

strategy does follow Gold's (1995) and Levy's (1995) recommendation that we avoid 

laying off current staff. Although this strategy may be chosen by SSAOs with both 

humanistic and practical intentions, needs to be accompanied by a simultaneous reduction 

in what is being asked of personnel who now have less staff to complete the same amount 

or even increased levels of work. 

Sara: I would probably use the same strategy that I used last year. Which was to 
find funds through open positions. We have like 275 positions in our 
division. The chances of being able to get money from an open position is 
pretty good. 

Flo: We are finding funding for our cuts primarily through attrition. We then 
move monies around when vacancies are given up. 
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Sara: We have transferred some funds and have done some reallocation . If for 
example, one of the positions that came open was the registrar's position last 
year. That is a really key position and we couldn't carmabiUze any money out 
of that line because we needed to get another really good person there. And 
in fact, the person who was in that position retired and we had to...when 
somebody takes early retirement, we have to fund that money ourselves. So 
the person who retired...! think he was 62. So that means that for three more 
years we are going to pay 20% of his salary plus pay the new replacement 
person. The vice president who was here in ray position before I came he 
retired 4 years early so we're paying 20% of his salary and we just have to 
find that money within our budget. The university doesn't give you that 
money. You have to find it. 

Not every SSAO has framed the cutting of vacant positions as a principled response 

to reduced budgets. One SSAO went against previous upper level recommendations that 

she cut staff. Elizabeth was concerned about the welfare of staff and outlined her 

responsibility to the local conmiunity. She felt that because her institution was in a small, 

remote area, they had an increased responsibility for maintaining positions for local 

workers. This led to her working to avoid utilizing the elimination of staff as a strategy if 

at all possible. This type of principled reasoning is in line with Madsen's (1995) urging 

that student affairs professionals first and foremost should remember thatwe are public 

servants. Sara, reversed the decision of a previous SSAO to layoff a staff member after 

realizing the consequences to that individual. Another SSAO, Monica, consolidated two 

departments but kept on both directors as director and associate director stating that this 

was still difficult but a less hurtful choice than laying off either staff member. 

Elizabeth: So we had a goal of not eliminating people who were in those positions. 
We're in a really small valley, there are like 30,000 people in the valley where 
1 live here. And there could be a real economic impact from lay-offs. And 
there are not a lot of jobs here in the valley. The university is the primary 
employer. We employ almost three thousand people, obviously the largest 
employer in this part of the whole state and so if we start laying off people, 
there could be a real ripple effect. 

AC: Has the university taken that kind of a stance as well? 

Elizabeth: Not that I know of...there's no university policy or anything like that it's just 
my personal philosophy. 
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Sara: The staff initially had gone through a process before I came in anticipation of 
this of where they might cut positions and one of ±e...they had identified 
several positions for reduction. Well, I wanted to honor the process and the 
work that the staff had done before I came so I started with that first position 
and I talked with the person who was in that position and after I did that I 
realized that upper management had been involved in making this decision but 
no one else had been talked with. And this person had no idea that there 
position was on the hit list and you know as the new person, immediately 
assumed that I just wanted to get rid of her job or wanted to get rid of her or 
worse. You know and I explained to her that I had been using the list that 
had been prepared before I came and that I wanted to honor the work that had 
gone into that and of course after talking with her I realized that she needed 
that job you know she was not ready to be laid off or anything like that. So I 
then went back to the staff and said, I need ways to find this money without 
eliminating any staff positions and I didn't want to take it from operating 
because we haven't had any increases in operating expenses general in maybe 
ten or fifteen years. 

Monica: In both of these cases of consolidation, the search for the new director was 
only open to the two directors and the one director who didn't get the new 
director spot became the associate director. So nobody lost there jobs. 

Sara also considered a variety of options from an ethical standpoint and began to 

utilize several vacant positions and modify 12 month positions. She went on to discuss 

that she asked staff if any would like to move to 10 month positions and found that several 

preferred having summer time for other pursuits. In restructuring decisions, it is important 

thatSSAOs work with staff to come up with viable solutions. Utilizing multiple 

perspectives can open up options that may be unseen by only one individual. In this case, 

by involving staff in choices, Sara and Dennis were able to develop some options that were 

beneficial to both the division and to individual personnel. 

Sara: I talked with the budget director because I was new to the university and I 
said you know, you are real familiar with this budget, tell me where you 
would look for this and he said, I would just assign an operating amount to 
every department and tell them to cut operating expenses. And again, I just 
didn't feel that that was the best approach because some departments have 
more operating expenses than others, I mean some are better fimded than 
others. So, I asked for an extension to find the 30,000 dollars and then as 
positions came open, basically started pulling money, for example, one 
position that was a 12 month became 10 month when it came open. Another 
position was filled at a lower salary when it came open. We encouraged an 
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employee to take an early retirement because financially the employee was 
better off taking the early retirement than they were to continue working. 

Dennis: There's also in some departments, the opportunity to have flexible schedules 
for some of the staff so there's more coverage of the office but the work still 
gets done. 

In some cases student staff have been utilized to replace or augment professional 

staff as a result of budget changes and restructuring. Traditionally student affairs divisions 

have utilized students as peer educators and front-line service providers in the residence 

halls and other areas. Campus involvement, especially on-campus work experiences, has 

been strongly correlated with retention and development (Kuh, 1995). This has been 

shown to provide valuable leadership and interrelational training to students as well as to 

utilize "in-group" understanding and expertise to assist students with collegiate challenges 

(Pascarella and Terenzini, 1985). Use of students has increased among student affairs 

divisions experiencing budget decreases. The NASPA survey indicates that 42% of 

respondents have replaced professional staff with student workers. In some ways this may 

be of assistance to students in enabling them to find work in their college environments as 

more students work to pay for college (Zumeta, 1995). Unfortunately, this practice is also 

a move toward utilizing and possibly expoiting cheaper labor to replace professional staff. 

In addition, service to students may be less consistent and of a different quality if it is 

performed by students than by professionals trained in developmental and learning theory. 

Some service, however, such as peer advising, may be more in line with the needs of 

students. It is important that SS AOs make choices to utilize student staff only in situations 

where it will be beneficial to the students. Replacement of professional staff with students 

doesn't seem to be a strong trend among SSAO's interviewed but was a strategy for some. 

Julie: I don't think that there has been any move to replace regular staff with student 
staff. Although we do make extensive use of student staff in a very 
conscious way. We try to give them work experiences related to what they'll 
be doing later in there lives. As a matter of fact one of the things that we are 
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working on right now with about half of the students on campus, working 
within student affairs and trying to make sure that students employment 
experiences are as valuable to them and as structured as our internship 
experiences. In a way where we are very upfront about what we are doing, 
in terms of not just tr^g to get the job done but trying to engage students in 
working within a complex organization and setting goals and creating 
programs and address those goals and delivering those programs. ...So we 
are trying to do things of that sort that focus all of our attention on what we 
are trying to accomplish and to develop the sorts of things that students are 
involved in such a way that it maximizes their opportimities for learning, if it 
can be in conjunction with classroom experiences that's great but sometimes 
it is simply not. 

Flo: Not more than we had been doing. We spends almost a million dollars hiring 
student assistants per year. So we use smdent graduates and undergraduates 
a lot anyway. And I don't think we've increased that substantially. No 
we've tried to maintain our professional staff. 

Bob: We were using a lot of students before we had our financial trouble, its just 
that they've become more important to us now. You know we do a lot of 
peer group counseling and things of that nature. 

One additional concern about eliminating staff positions was pointed out by an 

SSAO. He stated in his narrative that it is likely to be lower income professionals and 

students whose jobs are cut or who are replaced. Several SSAOs interviewed mentioned 

that they had replaced reception and clerical staff with students. One SSAO uied but was 

not able to replace professional staff with students because of union agreements with their 

institutions. 

Janice: We did some of that in this office in that our receptionist position was once a 
staff position and then we changed it to a student staff. So we've always had 
students who were going to school but who also had some good skills at the 
front desk. We've converted part of a position into work study for students 
and some of the other offices have done that too. ...There are offices where it 
seems to fit better than others and they've done it Financial aid doesn't rely 
on students, hasn't converted because there is so much technical information, 
high accoimtability that they just haven't done it. But I think the health center 
has used smdents as peers in terms of taking certain kinds of information, 
dealing with budget smff. Things that are non-confidential. But I don't 
perceive that that's been seen as more than a stop gap kind of measure. 

Peter; There are many units that rather than having a full time receptionist we use 
student employees to be die primary point of contact. Part of it is conscious 
because we redly believe that students do a better job in that direction and 
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they're much more well received by our customers when they're dealing with 
a student as opposed to a secretarial type. We've done a lot of that but that's 
been a philosophy of ours for years, probably slightly more so because its 
been a philosophy as opposed to a financial vision. 

As is the case with imdergraduate students, institutions with graduate programs in 

higher education and/or student personnel often provide students with practical experiences 

as part of their graduate preparation. Use of graduate student interns for student affairs 

initiatives is used by some to augment professional staff time and expertise. 

Flo: I have used interns to accomplish some things that we are imable to do due to 
budget and staff reductions. ...We had an intern last summer from another 
university's graduate program who did an internship with me. We asked her 
to do the research and preliminary plan for a systemwide (ten campuses) 
program on Alternative Dispute Resolution (ADR). We involved Uie Dean of 
Students and the faculty in conflict resolution in the Institute for Peace. The 
intern consulted with Deans of Students on all of our campuses as well as 
with the faculty union. As a result we have one ADR program already 
established on one of the campuses and are beginning to work on others. 
The program was presented to the University Execudve Council yesterday, 
and Ae President and other executives supported ADR as a means for 
addressing complaints and conflicts and, possibly, avoiding formal 
grievances and money- and-time-cosdy litigation. 

Anne: We use a lot of graduate assistants in our counseling center. And it has been 
very effective. Because I see a lot of counseling centers that are strapped 
with high paid salaries and we've never done that. So we do use a lot of 
graduate students on practicums under the mtelage of two licensed 
counselors. 

In addition to cutting professional positions, two of the thirty SSAOs interviewed 

reported cutting student hourly positions and graduate positions as an intitial strategy to 

cope with budget cuts. This will definitely compound the issue of students ability to pay 

for college by limiting ways in which they can come up with the resources to do so. 

Rob; ... I think its probably the unfortunate part of the thing that you see is that the 
biggest hit that ended up happening were in graduate assistants and office 
support people. 

Mark: What we call student hourly positions are frequentiy one of the first things to 
get cut. That's the students you hire on an hourly basis to do certain kind of 
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functions. With the increase in the minimum wage, unless we get more 
appropriations for the student hourlys, we won't have as much of that 
available. I think the student employees, both graduate assistants and the 
student hourly which tend to be undergraduates are the ones that get affected 
the most. 

New Roles and Responsibilities 

Based on the results from the NASPA survey of those experiencing budget cuts the 

effect on personnel is probably compounded by some of the strategies chosen. These 

include choices to increase emphasis on entrepreneurial activities (52%), initiate student 

affairs fund raising (40%), and to collaborate with academic departments (65%). Increased 

reliance on technology as a communication, information, data processing and service tool is 

also a likely catalyst for the changing of professional roles. These choices indicate changes 

in the roles played by student affairs professionals, most likely as additional 

responsibilities, rather than as substitute responsibilities. In addition to serving as 

advocates for students, educators, informal counselors, judicial officers, crisis 

interventionists and creative service providers, the NASPA survey of senior student affairs 

officers and the telephone interviews suggest that student affairs professionals are coping 

with a range of new responsibilities. The form these are taking suggests that student affairs 

professionals may be able to spend less time with students even while putting in increased 

work time. Even with strong dedication and good intentions, increased responsibilities and 

stress may also affect the quality of service that student affairs professionals are able to 

provide to students and constituents. 
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Overwork 

With so many indications of reduced or changed resources and personnel, I had 

hoped to hear a more balanced sense of what could be realistically and holistically 

accomplished by student affairs divisions. Instead most SSAOs discussed the need for 

increased fund-raising, reengineering and seemed to accept without question a heavier 

workload for their staff. There were several types of discussion about this issue. Most 

SSAOs discussed utilizing staff in ways that increased their professional time at work as 

well as changed the nature of their work as a result of restmcmring and/or budget cuts. 

Some realized that they were relying heavily on staff to do more with less but didn't 

suggest that this should be changed. One SSAO unfortunately, expressed that if staff 

weren't willing to take on an extra load that they would be encouraged to leave. There 

were a few positive examples of SSAOs who expressed that it was inappropriate and 

harmful to overwork staff for any reason, including restructuring and budget cuts. These 

SSAOs discuss concrete ways that they work to prevent the practice of doing more with 

less resources and staff. As these SSAOs point out, doing more with less is harmful to the 

health and well being of staff, is a less effective practice because critical thinking and 

ingenuity are lessened and is not sustainable for any length of time. 

In most cases, SSAOs expressed concern that doing more with less was taking a 

toll on their staff but did not suggest that it would be possible to do less and so take less of 

a toll on their staff. I was concerned that there was an absence of discussion by most 

SSAOs interviewed, of this increased work load needing to be a temporary condition. 

Most seemed to be relying on the "goodwill" and "dedication" of their staff to handle 

increased workload. In addition, no SSAO expressed concern over what type of role 

modeling overworked or workaholic professionals provide for students. This seems to 
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have created a culture of overwork in many of these student affairs divisions that parallels 

both faculty environments (Slaughter & Leslie, 1997) and other U.S. industries as outlined 

in Juliet Shor's The Overworked American (1991). It is distressing to leam that even a 

profession of care givers is making choices to increase workplace contributions probably at 

the expense of personal, family and community responsibilities; role modeling of healthy 

work behavior to students; and personal health. Two authors in Woodard's 1995 

monograph on restructuring suggest attention to this area. Mielke & Schuh as well as Gold 

caution that decisions to do more with less is likely to affect the health and morale of 

student affairs professionals. 

Mark: I think we always stretch the goodwill of our staff and continue to provide the 
same level of service at times when we probably in fairness to them ought to 
be cutting back. A lot of what's happened has been the elimination of 
graduate assistants in offices and that usually means that some kinds of 
special projects are not getting done; that maybe you're not as quick to 
provide services because you have less people helping to do it...but we have 
not made major excisions of any of our services. 

Gary; I think there is a tendency for people in the division of smdent affairs to kind 
of suck it up and you continue to do what you've done in the past in the 
absence of the resources that would be necessary or the resources that you 
had initially. It has become an accepted reality Uiat we're going to have 
budget cuts.... 

Matt; ...sometimes we have to modify people's assignments or job descriptions in 
order to deal with increased work loads but there haven't been any major 
changes. 

At worst, that those who don't buy into increased work load will be encouraged to leave. 

Peter: I think our staff, not all of our staff are real happy. One of the ways we've 
funded a lot of things, I forgot to mention, one of the other things that we've 
done a lot of is taking positions that are vacant and not necessarily filling 
them and using those funds to be able to do new initiatives or continue to 
fund the things we have or give ourselves salary increases with those funds 
from another line. So some of the morale issue that we've seen from staff is 
what I kind of describe as sort of a good news/bad news story. The good 
news is that you get to stay and that you get a salary increase. The bad news 
is that the person who worked with you last year isn't coming back and we're 
not going to fill the position. So you're going to be making more money but 
you're going to have to do more worL And I think we're testing our people 
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a lot. Nobody here is working at half speed and those who work at half 
speed for a period of time probably lose their job because we put a lot of 
pressure on them and if you can't perform, its not a laid back traditional 
student affairs operation. We work pretty hard here ail of the time and I think 
that has a lot to do with it. I think there are some people who really, really 
like that and they strive. I think the people that don't like it are the people we 
have the morale problem with and they just have to make their own decisions 
as to whether they can perform or not And if they don't make it then we just 
might make it for them. 

A few SSAOs discuss the need to work against the temptation to do more with less 

and to consider the health and well being of staff in deciding what services should be 

continued and what should be eliminated. Kathleen discusses the ethics of letting funding 

decision makers know what is possible and not possible with allotted resources. She 

makes it clear that it is important to be clear but not to play around with threatening the 

dismantling of important services to students. Julie and Dennis speak in their narrative of 

the need to constantly reexamine what we are doing and why and connect that to the issue 

of staff doing more with less. 

Kathleen: 
I think it is a position of weakness if we continue to try to do more with less. 
... given the money that we have here, how far it will take us. In the 
absence of additional resources, here is what I can't do. I can't do this, I 
can't do this, 1 can't do this. That's a very powerful message. People 
always want me to do those things and yet it's ethical. It's not the usual lying 
that you go through where you say, well if I say if I don't get the resources 
I'm not going to and then pick out what everybody likes best. I mean that it 
is unethical to do that I mean you really wouldn't not have a leadership 
program. So I think that has really allowed me to be very effective in the 
securing resources function of a vice chancellor and still protect my staff from 
an unreasonable burden. 

Julie: Another major staff issue on the campus right now is that through all of these 
reductions for the most part people have not reexamined their missions. They 
have not said we can no longer do these things. And I have made it very 
clear from the very beginning that we have to do that. It makes no sense and 
that's part of what my efforts have been in terms of providing some support 
and some leadership and saying, lets identify a couple of things that we are 
trying to do here. Very important, pervasive things that I hear all of you say 
that you are involved in. TTien lets measure what we are doing on a day to 
day basis against those. People have been doing the same with less for a 
very, very long period of time. It may be that enough has quieted down that 
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folks are able to listen to staff now and say you know we've got to pay some 
attention to this. It may also be an appropriate time to take advantage of new 
people in leadership positions who can ask why a lot. Why do we do these 
kinds of things? And to do this, we are a very consultative campus so its 
certainly not me sitting on high saying we won't do these things any more but 
it does help I think sometimes to have some outside eyes that say so what are 
we doing and why. 

Dennis: Knowing when to back off and not push so hard is important but there is no 
question that we are trying to do more with less. So you really have to be 
concerned about the pressure points and the stress levels. What really is 
important? What are the primary mission of the university and individual 
offices at the same time. 

Kate expressed concern about overworkng staff and made it clear to trustee/student funding 

boards that they would have to do less if monies for maintaining staff were not 

forthcoming. 

Kate: Well, I think there is a sense in student affairs...we work to the job. I mean 
its like, so there's kind of a mental set that you just keep doing more with 
less. Although, we haven't in many offices, other than when we lost a 
position, you know now we have 4 counselors over there so 4 counselors 
they're not working more than 8 hours a day, if you understand what I mean, 
but I think there's land of a sense of time that we just keep doing more and 
more and more and we're not getting any more to make up for the difference. 
...we need to consider what st^f are realistically capable of sustaining in the 
long nm and still remaining healthy and responsive to students. 

Matt discussed the question of balancing doing with staff concerns: 

Mark: I think that it is kind of a judgment call and you've always got to keep your 
thermometer out there with department heads and get a reading on what the 
stress levels are and you can generally get some...students are not reluctant to 
let you know what there temperature is... Well, that is when it is important to 
do an analysis of the services you are providing and trying to prioritize them 
and eventually you begin to let some of those services go. 

Primarily, SSAOs discussed working harder to keep morale up rather than solving 

the very real issue of work load within their divisions. David discusses the ways in which 

he works to make staff feel appreciated but doesn't seem to consider the possibility of 

encouraging them to prioritize and reduce less important activities. Julie on the other hand 
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seems to understand the complexity of what her staff feel but both blames these feelings on 

institutional priorities and on student affairs for not realizing that faculty are the primary 

professionals and student affairs is in a support role of the academic mission. 

Interestingly, Julie is one of the two SSAOs who were recendy hired from the faculty ranks 

and has no student affairs experience or education. Her narrative in much of the discussion 

focuses on what student affairs professionals in her division have done to bring this 

reduction of resources upon themselves. Much like other interviewed SSAOs one-sided 

perception of academic activities, this SS AO seems to see what is wrong with student 

affairs but not what is contributed by faculty and academic administrators. Both 

professionals in academic and student affairs divisions would benefit from a better 

understanding and appreciation of the role that the other plays in the education of students 

and service to the public. 

David; Oh, you know, you do all kinds of things to try to keep morale high. I 
would say that I try to double my efforts to get out and see them and let them 
know one that I'm aware of how these things are impacting them and that I 
personally as the chief student affairs officer really value what they do and 
what they do for students. You try to increase the number of notes you write 
to them, thanking them for doing good things. I always end up sending a 
note or letter with a statement, thajik you for all you do for our students. So 
its those kind of things that you try to use as compensating for them having to 
work a little harder. 

Julie: The staff throughout the university were severely demoralized by our budget 
reduction process, our phase three process and the lack of trust is something 
that we will live with for a very, very long time because of course it was 
never, and I'm speaking across campus now not just in student affairs. 
There were lay-offs. There were of course never any layoffs of faculty and 
so the class system of faculty versus staff was made palpably clear in a way 
that, everyone has of course that understanding, but nobody had to talk about 
it because there was plenty for everyone and as our budget has increased over 
the years. The chancellor and the provost have been very clear that the first 
goal is to revitalize the faculty and so the staff continue to hear that we're not 
as important as the faculty. That's very difficult even if recognized in 
different context, yeah of course if we don't have the faculty we can't do...so 
the staff demoralization has been serious and we continue to deal with this. 
This campus is a very friendly and collegial, and the campus has been able to 
manage growth over several decades without losing the sense of caring. And 
phase 3 tore that asunder a bit So that is very sad. On the other hand, 
everybody is feeling a whole lot better than they were. 
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AC: Have you done things to help them feel better. 

Julie: Yes and we have our human resources unit on the campus works very hard at 
putting in place programs that both recognize staff accomplishment as well as 
give them opportunities to leam and to progress and we do the same sort of 
things within student affairs. Most people are feeling they are too busy to 
take time off to enjoy these things but its institutionally a lot of attention has 
focused their. 

Student Fees 

An additional area of real concern in the findings of this smdy is the widespread use 

of increased student fees, both general and user, as a strategy to cope with declining and 

steady state budgets. General fees are those that are charged by an institution to all 

students, usually to cover a wide variety of services. A student activities fee is charged to 

all students in many institutions. A user fee is one that is charged only to those actually 

choosing to utilize a particular service such as residence hall and dining service fees. Trow 

(1995) Levy (1995) caution that increasing fees as a means to replacing lost resources 

shifts too large a burden to students in times of restructuring. 

The issue of fees is a complex one and very open to debate. It is one that therefore 

needs to be given in-depth reflection by student affairs professionals. On the one hand an 

increase in user fees could be considered a way to protect services to students from external 

value judgements and cuts. As SS AOs move to diversify funding sources, students are 

one available resource. From this perspective, SSAOs may construct a rationale that their 

services can be seen as "a la carte", allowing students to choose what they need from a 

wide range of possibilities. This perspective, however, is problematic if one considers that 

this revolutionary period in higher education has presented students with drastic increases 
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in tuition and decreases grant forms of financial aid (Zemke, 1997). There are less obvious 

increases in costs to students as well including a relatively new strategy among academic 

departments of charging user and general fees. So, another way to interpret this 

phenomenon is to consider that the addition and/or increase of user fees to students could 

be creating separate basic and luxury tracks for students based on what they can afford. 

This would in effect enable already economically priviledged students to utilize a wide 

range of services to assist in their academic and personal success. Low income students, 

because they have less ability to pay user fees, are likely to have to struggle through on 

their own with less access to important services such as counseling, career services and 

residential living that have been linked to retention through graduation as well as to 

learning. These services are some of the services that SSAOs in this study discussed 

adding or increasing user fees to shift costs away from the state or institution to students. 

Increases in general fees on the other hand do have a more distributive effect in the 

cost burden to students. On the one hand, increasing general fees to cover lost resources or 

develop new initiatives would mean that students continue to have a variety of services 

available as needed. On the other hand, as several SSAOs pointed out, there is the question 

of at what point will low income students stop coming because they can't afford the price 

of college? Another important question for SSAOs and other student affairs professionals 

to consider is what services we fund. Are there services that contribute more to smdent 

learning, development and retention than others. When we have to prioritize, whose values 

do we utilize to determine what is important and necessary? If these are gendered, 

cultured, classed and sexed values and determinations; how can we work to consider a 

variety of needs? 
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As will be discussed in more depth in the next chapter, increases in the cost of 

higher education affect all students but are likely to have a disproportional affect on those 

from lower income backgrounds. This section outlines some of the ways in which 

students are being assigned an increased share of the cost of their education as a result of 

the decisions of professionals in student affairs and other divisions. 

Student affairs divisions are contributing to the student cost burden by shifting an 

increasing amount of the cost of student services and programs from state appropriations to 

student general and user fees. The development and increase of student fees is a very 

widespread strategy among both SSAO respondents to the NASPA survey and those 

interviewed for this study. Sixty percent (60%) of NASPA respondents raised general fees 

to students in response to budget decline. In addition, forty-four percent (44%) reported 

that the number of service areas charging fees in their divisions has increased. SSAOs 

interviewed discussed rationale for fees, concern about the affect of fees on students and a 

variety of ways that fees are increasingly utilized to fund student services. 

Student affairs divisions are utilizing student fees to replace lost state appropriations 

and funds reallocated to other institutional priorities. Institutions and the public 

increasingly expect students to cover non-academic costs through other than tuition. 

SSAOs report that student affairs services fees such as counseling, career services, 

technology and testing that have traditionally been ftmded through general fees are 

increasingly being pushed to user financed (student fee) funding as divisions are "taxed" to 

provide funding for other institutional initiatives and/or cut to deal with lost state 

appropriations. It is likely that this is influenced by institutional concern that these non-

acadenuc services to students are extras or even "social welfare" and should be paid for 

accordingly by individual students and/or their parents. This probably occurs in part 



151 

without a clear understanding of how much students already fimd their own student 

services. 

Stuart: ...when I started in this work, almost everything was provided by 
institutions. Over all this time, we've developed fees and charge backs and 
rents. I think the result is that a lot of institutions expect student affairs 
programs and services to be funded in some other way than general revenue. 
That's clear in my case because I only get 2% now from state appropriations. 

This trend is compounded by academic divisions recent development of student fees 

in addition to tuition. To understand the cumulative affect on students of fees, it is 

important to first understand the parallell strategy by other divisions of using student fees. 

SSAOs interviewed point out that traditionally, tuition was the direct cost to students for 

academic services/coursework while general and user fees were the direct cost to students 

for non-academic services. A recent addition of fees by other divisions has both increased 

the burden on students and moved into a traditional funding resource of student affairs 

divisions. Non-smdent service fees have recently been developed for everything from 

building maintenance and upkeep to technology, lab and use of academic facilities. Anne 

and Mark discuss the complexity of fees that have been added by their institutions in both 

academic and non-academic areas. It is highly likely, given Slaughter (1993) and Slaughter 

& Leslie's (1997) research findings that tuition money, state appropriations and other 

general revenue is being reallocated perhaps in subde ways toward academic 

entrepreneurial activities by many instimtions. Reallocation and "take back" of funds from 

student areas as well as shifting of fees traditionally included in tuition may be one of the 

ways that this is accomplished. This makes the addition of new and increased student 

services fees a compounding hardship for students. It also creates a financial and ethical 

dilemma as SS AOs and other student affairs professionals attempt to provide beneficial 

services to students. 
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Anne: what we've had to do is increase tuition and increase student service fees to 
compensate for the lack of cost of living or adequate funding from the state. 
Our fees are broken down into laboratory fees, technology fees, building fees 
and student service fees. The student service fees are for support of touch 
tone telephone registration, services that are related to the registrars office and 
also co-curricular support. And that money comes directly to ray operation, 
all student service fee money. I then have a process for funding student 
organizations through student program allocation board which students make 
decisions about where a portion of the money goes. Half of the student 
service fee goes to support student intercollegiate athletics. We do not have 
an athletic fee as such. ...Career services are funded through the student 
service fee. We have some add on fees for resume writing and the currently 
enrolled students get that for free, but there are some charges for services but 
very minimal. We do not have charges for counseling for example. Our 
wellness center that's free service to students. You asked me about health. 
We have kind of a crazy process here. We have a student clinic. It is 
optional for...we are large medical center here. The students who are 
pursuing medical related courses of study, dentistry, medicine, optometry, 
also nursing, health related professions are required to take our health 
insiu^ce. But the other students, and our full time graduate students, they 
also along with that are charged $35 a term for the clinic service. All of that 
is optionS for non-health related students. International students are also 
required to take the health insurance. 

Stuart: ...in other areas I think we are charging back to students more than we used 
to. In other words, that concerns me for example students want to use a 
concert hall. They used to use it for free and now they have to pay a fee for it 
and that was assessed by a business area. So I would say that students are 
paying more for things tiiat used to be part of, or used to be provided free to 
them. 

Mark: Historically student fees were used to fund instructional services that the state 
did not allow to be paid for out of state funds so we've had student fees for 
athletics, for student activities, for the student union, for student health 
service, for recreation services and so forth. What is tending to happen is 
that the academic sector is now looking at fees to supplement state 
appropriations and we're starting to get technology fees, equipment fees in 
academic areas, and differential tuition for high expensive academic 
programs. That's of some concern to me because ttaditionally the fees have 
been used for non-instructional programs. Ninety percent of my budget 
responsibilities are from income other than the state. So I'm a little concerned 
that what we are doing is increasing tuition even more dramatically by adding 
special academic fees. 

With only a few exceptions, SSAOs in this study speak in terms of having to 

increase fees to students as a result of reduced resources or of becoming self sufficient It 

seems to be a given among those interviewed that this is not only a necessity but also a 
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rational and appropriate response. Some SSAOs express a concern about what these 

increases might do to students but few seem to decide against them. Only one SSAO 

interviewed refused on principle to raise fees. She stated that it would be a hardship on 

students and that she was choosing not to utilize new or increased fees to deal with budget 

cuts. 

Anne: Yeah, I think what we've had to do and I really don't like to do this but I 
think its inevitable, we have had to use student service fee money to put 
student staff on those fees and I think that as bad as I have to say, I think 
we'll have to do more fee for service. 

Ho: Our budget, I think has been decreased I'd say approximately 20%. But 
again, its not as though we cut our services 20%. We put some on what we 
call self supporting or revolving funds. Let me give you an example. Where 
we used to get more than about 850,000 dollars to run student he^th services 
from gener^ funds. We now have decreased that by about 50% but we have 
not decreased any service. We now charge a student fee of 10 dollars per 
semester where before we were not charging any fee. and we charge for 
some services, nominal charges like between $3- $5. And then we also 
charge the health insurance providers. That's what we call a third party 
billing. So that student healA services is becoming self supporting. Its 
complicated you know, we've decreased that particular state funding/general 
funding but we haven't decreased any service and we have not eliminated any 
staff. 

Keith: So lots of things are working to cut down the availability of monies. If you 
do that, then your in a position of having to make priorities within the 
instimtional arena and the priorities frequently look for options for paying for 
things. At [institution] I am looking at options for health fees, which 
currently are now part of the state budget. I'm looking at options for some 
disabled student services operations, which are part of the state budget . 

SSAOs describe a wide range of services and programs that they have moved onto 

a fee-for-service basis. Career services, various types of testing, student health, document 

processing, recreation fees, transportation, counseling/psychological services and learning 

assistance services have been added to or increased by many of those interviewed. These 

join commonly assessed user fees for on-campus housing, student activities and student 

union fees in adding to costs for students. As discussed earUer, this is increasingly 

compounded by new fees in other divisions of instimtions as well. 
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Sara: We have student fees, like any university. We have separate student fees that 
are voted on by the student fee board. And like we have a student activity 
fee, the fee board approved a $1 increase per semester in that fee this year. 
We have a building fee which includes the student center, the basket ball 
arena, the football stadium, that fee stayed the same this year. We have an 
athletic fee, that students pay, that stayed the same. We have a bus fee, 
because we run a shuttle system on campus. Now that stayed the same. We 
have a student health fee and that went up this year $2. We have a computer 
services fee. That went up this year $4. We have a campus recreation fee, 
that went up $2. We have a library fee and a music theatre fee and those 
stayed the same. 

Gary: ...we are looking at psychological services as a way, well we are exploring 
fee for services in that area...also in terms of our LNEC, Learning Needs and 
Evaluation Center, where we test for ADA accommodations. In the past, we 
performed those tests without a charge. We will now begin to charge 
students for that testing using a sliding scale from $50 to $600 dollars for the 
cost. 

Tom: Student health service used to be paid for by the state across the entire 
system. ...Before the budget cuts started, it was a service provided by the 
state. Now the state still funds the student health service so that there is still 
state funding in the health service, but now it is a combination of student fees 
and you know state subsidy. 

In addition, taxing of larger fee areas such as residence life seems to be on the 

increase as SS AOs search for replacement funding. This could be problematic in many 

ways as some students unknowingly foot the bill for student services they may or may not 

utilize. It seems more appropriate to add to a general fee than to assign hidden costs to 

particular groups of students. 

Kate: We knew from our master planning, that we needed about 175 million dollars 
to referbish our buildings. We also knew that if we stayed as a stand alone 
auxiliary, which meant that students pay for it out of their room rents the 
room rents would have sl^ rocketed. So part of this [university] 2000 
initiative, there is money in there to do major renovations to the residence 
halls that will be in fact paid for by all students not just residence hall 
students. And that has helped us as a division. You know when you can 
spread it out over 15-20 thousand students versus over 9000, it makes a 
difference. 

Kathleen: 
In my last position, I developed this to a high level but each of my auxiliaries, 
health, housing and the union, I have an account within their accounts that I 
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use for shared division wide projects. They are fee supported so they akeady 
generate revenue. 

Throughout the interviews, I became interested in the question of what SSAOs 

thought would make a smdent service or program primary or close to the institutional 

mission rather than a support service. Kathleen outlined the distinction she utilizes. She 

discusses the difficulty of justifying"social services", such as health care for students, to 

the public in a state that doesn't provide health care for indigent populations. 

Kathleen: 
My experience is that in most universities. Student activities, res life, student 
health. All of those are defined as secondary to the core mission of the 
university and are supported by a mandatory fee rather than by state tuition 
dollars. 

AC: Are there areas that you have seen within student affairs that are defined as 
primary to the mission. 

Kathleen: 
Sure disability services. You know, a vice presidents office, a deans office, 
discipline, leadership, career services, counseling. Although, increasingly as 
additiona, all placement or career services have user fees, have grown up 
over the last ten years or so, perhaps longer. 

AC: What do you think makes something primary rather than secondary in the 
university climate. 

Kathleen: 
It really is how central it is in terms of what a student needs in relation to their 
academic pursuits, and so one needs availability of some counseling services. 
Do you necessarily need health care? That usually comes up as a fee service. 
Now I've only worked at public institutions, I've never worked at a private 
institution. Now in general, if not before, when most states were going 
through difficult times during the 80s, states were looking at Uterally cutting 
social services and so the idea that one would continue providing health care 
for students and not be able to provide health care for indigent populations, I 
mean the contradiction was too obvious. 

AC: So anything defined as social services might not be considered primary? 

Kathleen: 
Yes, and I think activities are not a social service but that fell off the way a 
long time ago, in part because people are willing to pay for that That's the 
other guiding force about what becomes a fee. 
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One area that is showing a marked change to user fees among the divisions of 

SSAOs interviewed is counseling and psychological services. SSAOs interviewed 

discussed moving those services under student health centers, charging for this service 

through health fees, and /or implementing direct user fees. This may be a gendered 

decision to charge for services considered more private and personal as opposed to public 

and occupational or liability oriented. Two SSAOs, both women, did define student 

counseling as primary to the academic mission and had been able to convince funding 

decision makers of its essential nature. Ironically, many SSAOs interviewed in the 

exploratory smdy as well as in this study expressed surong concem at the rising number of 

smdents coming to colleges with psychological service needs and of the effect on the 

campus and student learning of not helping students to deal with their personal concerns. 

This seems a very risky area to be cutting funding or raising fees since students are akeady 

likely to avoid the stigma of counseling centers and an additional deterrent will only make 

avoidance more likely. In addition, this may discourage at risk students such as women, 

gay/lesbian/bisexual students, low-income and minority students from utilizing counseling 

as a coping mechanism to stay in school. 

Smart: One of the changes that has occurred over the decade is that we have shifted 
more of the counseling expenses onto the health fee. Its approximately half 
general revenue and half health fee for the counseling center. So students are 
paying more health fee in order to support counseling. 

Bob: When we had to make a reduction in the number of staff in the counseling 
center about 4-5 years ago, the students chose to assess themselves and they 
provide some financial support to the staff of the counseling center because 
they wanted to maintain that level of service. 

Rob: The students actually this year increased the funding to counseling. They've 
also increased the health fee. They've increased fees for health as a way to, 
with the desire to expand the services to 12 months. Yeah, I think we get to 
the point at which students know how some things hit them significantly. 
And they even know people whose lives have been profoundly affected by 
those services. In our budget discussion, when people came forward, when 
the counseling came forward, people, every student in that committee had an 
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example of a friend or somebody that they knew who they said that they were 
thanlrfiil that counseling was there. 

A number of SSAOs interviewed stated that when given opportunity to voice 

concerns about budgets, students are adamant about the criticality of student services to 

their academic success. In several cases, SSAOs discussed students' choice to charge 

themselves increased fees to maintain services traditionally provided through general tuition 

and fees. In other cases, students will approve some fees and not approve others. So 

student involvement provides an important check/balance in decision making processes that 

highly affect them. This type of smdent involvement is in line with Rhoades (1995), Levy 

(1995) and Trow (1995) recommendations that we involve students in restructuring 

decisions. It is interesting to note, however that some SSAOs discussed how they are 

often able to convince students of the importance of increasing fees to add, improve or keep 

a service. SSAOs will need to carefully consider when it is appropriate and ethical to utilize 

the influence they have on student decisions. 

Peter: There is an advisory committee that we have that is called The Student Fee 
Advisory Committee. It is made up of 9 students and 4 faculty members and 
I serve as the chair of that committee. That committee makes 
recommendations to the chancellor who then forwards those 
recommendations to the board of trustees of the University. The board of 
trustees is the ultimate authority for deciding on all fee issues. But pretty 
generally what the Fee Committee has recommended is basically the way it 
turns out. They have been supportive of raising fees for 20 years. The 
counseling center, smdent health, campus union, some of at least a portion of 
miming our residence hall, smdent government issues, smdent leadership 
programs, a huge share of the intercollegiate athletic budget which is acmally 
part of student affairs and a few other little pockets like student legal service 
and that's probably 95% of it. 

Sara: We have a student fee board that is composed completely of students and me. 
And we have a process that when any fee receiving unit needs an increase in 
order to cover operating or salaries they will go to the student fee board in 
February and make a proposal to the fee board and the fee board listens to 
that proposal and makes tfie decision whether or not to recommend to the 
president granting that increase. And our fee board just met last week and 
approved some fee increases, did not approve other fee increases, sent that 
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recommendation to the president and the president supported their 
recommendation. 

Rob: I think that a lot of it has to do with, partially in the way that student affairs is 
funded and the voices students play in the budgeting of programs. ... more 
than half of our units are directly smdent fee funded, and the other half are 
funded by general fees. And so because of the student fee funding, the 
student voice is very important in terms of the maintenance of the level of 
quality in those programs. They're the ones who make the determination of 
the level of fees. It's a totally student committee. I advise the committee but 
they're autonomous in the sense that they're, they openly send their 
recommendations to the president who forwards them to the state board of 
higher education for implementation. Areas include student health service, 
and for our self we're talking about a comprehensive smdent health service 
that have about 70 full time employees, our student recreation area which 
includes you know our gymnasium and all the affiliated programs, our 
memorial union and educational activities area, smdent activities, the 
memorial union building, the women's center, all of our cultural centers, craft 
center, all of those things are on, campus radio, TV station, newspaper. 
Those are all parts of the ...and then all of the more that 300 student 
organizations. 

In some cases, smdents have proposed fees for themselves when a unit or service is 

threatened with closing. 

Julie: student affairs managed to move through this era with only one unit being 
eliminated. One subunit acmally being eliminated, that the students 
themselves stepped forward and imposed upon themselves two different fee 
structures. One which supported student health on the campus, an area that 
was being defunded by the organization and second, that funded 
intercollegiate athletics or a large part of the budget of intercollegiate athletics. 
As well as some program funding that went to our women's center and our 
cross cultural center and a few other units. The unit or area that was reduced 
in funding and did not recover in the same way by having other fees coming 
in from the student referenda was recreation in a broad sense. 

Resource Generation 

The replacement and expansion of financial resources has become a major activity 

among smdent affairs divisions experiencing declining budgets. Forty percent (40%) of 

the NASPA survey respondents experiencing budget cuts are utilizing student affairs 
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initiated fund raising. Fifty-two percent (52%) have increased emphasis on entrepreneurial 

activities. These efforts are not limited to replacing lost resources but are at times also, 

attempts to develop new initiatives in student affairs. Levy, Elhoades and Woodard in 

Woodard's 1995 monograph on restructuring and Guskin (1994) in his Change articles on 

restructuring suggest revenue generation as a necessity in continuing to serve smdent 

needs. These types of initiatives, however are sure to take away from time spent with 

students. It is important that SSAOs maintain a balance between the felt need to replace lost 

resources and the effect on service to and time with students. In addition, it is critical that 

student affairs professionals fund raise not simply for the pleasure of being able to develop 

new initiatives but to address emerging needs of students. Mielke & Schuh (1995), 

Kitchener (1985) and Madsen (1995) suggest that student affairs professionals should keep 

a firm set of guiding principles in mind when balancing these two priorities. I would 

suggest,with the indications of a widespread overworking of staff, that SSAOs encourage 

their staff to determine what services will be given up so that others can be developed from 

those resources. 

Stuart: ...we think that you have to do new things. There are some things that you 
can do through reallocation but, its very tough, I've tried to do this at several 
schools. You can't put all of your money on the table and mix it up and say 
let's give it to something new...you've got people you're obligated to fund, 
so I think reallocation is something that you have to look at and you can do it 
on the margin, but I think that for new program growth, you've got to, I 
believe, you've got to figure out different ways to generate revenue because 
its not going to come from the state. And I do thir^ that has changed the 
mindset and the culture. And I do say to my staff, I say look, let this sink in 
real deep. We're no going to get new monies from the state for new 
functions and services. You're not going to get it and that's been hard for us 
as a profession too, I think that we realize that, so we are more 
entrepreneurial. 

Bob: I think there's a tendency sometimes to overlook the possibility of generating 
revenue. But it has to be done carefully... 
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Grant writing, fund raising, corporate partnerships and revenue generation are all 

activities on the rise as student affairs divisions search for ways to continue serving college 

students in an era of steady state and declining resources. Grant writing is not new to 

student affairs divisions. Traditionally student affairs divisions have sought grants to 

provide or expand services to students with special needs such as students who are of 

minority status, low income or coping with disabilities; to provide education on health 

issues such as alcohol and substance abuse and HTV/AIDS; and to provide crisis 

intervention services for students coping with sexual assault and other violent incidents. 

Stuart discusses how his division has combined institutional and grant monies to provide 

for the needs of students as these needs are identified. 

Grant Writing 

Although SSAOs interviewed showed concern that federal and private foundation 

grant monies are dwindling, several are increasing their efforts to obtain continued and 

expanded grants. The down side to most grants, however, is their soft nature and the fact 

that many require the institution to pick up the cost after a few years. Heavy use of grants 

may also be an indication that the service funded through them is not considered primary 

enough by the institution and/or student affairs to fund with hard monies. 
Ma±: We have some grant support for minority affairs and for academic support 

programs. Most of these are federal grants...Fipse and department of 
education and we see those being restricted in the future and so we're looking 
to try to move some of those to state funding or university funding of one 
kind or another. 

Tom: ...we've put more time and energy in the whole grant area as well. The 
down side of that is that at some point you are going to have to pick up the 
funding. 

Stuart: I'd say the other areas that we've really increased funding is in the area of 
grants and contracts. A lot of things that we do in student services diere are 
state and federal money for them such as disabled students, victim advocate 
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program, alcohol education, we have a major program that's funding by 
agencies for victim advocacy, international services, we've got career grants, 
we've got a major new program, civic education and service that is probably 
80% funded by federal and state and municipal grants which gets students 
involved in service. That has been a very big increase and we have done a 
number of things largely because of grants. And also minority students, we 
get upward bound, special services, grants. So it's kind of a hustle to getting 
grant writing expertise and effort has been a major effort 

AC: What was the impetus for that type of heavy funding in your division? 

Stuart: Well, I tell you some of this came from financial constraint. If we were 
going to do program extension and development we were going to have to 
look at grants and contract funding. ...It was both created by necessities and 
also our intention to turn to this avenue as a way to enhance new program 
development. We started community service largely because we wrote grant 
proposals. We expanded victim advocate programs because we received 
grants for it. ...Almost always we went after them after we identified, or in 
some cases we were already doing these services on a limited basis and we 
discovered in fact that there were funds available to enhance those programs. 

Fund Raising 

Fund raising seems to be a strong new resource generation initiative among those 

SSAOs interviewed for this study. In addition, 40% of SSAO respondents to the NASPA 

survey indicated that they had begun fund raising. SSAOs described fund raising as a way 

to continue and expand services to students. Primarily, SSAOs describe utilizing 

fundraising as a means to fimd specific projects and programs and for the refurbishment or 

addition of facilities. One other type of fund raising that has become increasingly important 

as financial aid has been reconfigured is for student scholarships. Some discussed the 

assignment of staff to the work of fund raising and their own time spent on these 

initiatives. For some SSAOs, fund raising is a resource with exciting possibilities. For 

others it is described as a new necessity in continuing to serve students. 

Stuart: The other thing we do that I do think other schools are already doing to a 
certain extent and are going to have to and that's fundraising. We have, for 
example, we probably take in total about $200,000 a year and a lot of that's 
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designated money but a lot of that money we can allocate to our departments 
as discretionary money for special projects and a lot of that is very important 
because it enables us to do things that we can't do because we aren't funding 
sufficiently by the state. 

It is important for SSAOs to carefully weight the cost of fund raising to other 

needed uses of professional time and resources. Stuart's description of finding multiple 

resources to expand important services to students is an important and creative use of staff 

time. Anne as well wishes to fund raise for student scholarships and a recreation center. I 

question, however, the resources, time and effort utilized for fimd raising if it is for 

activities that are not pressing needs of students. When resources and personnel are 

already diminished, time should not be spent on fund raising for something like an art 

gallery such as Tom describes. Recreation centers are also described by a number of the 

SSAOs interviewed as a new priority for resources. Kathleen explained that recreation 

centers are necessary to be competitive in the recruitment of students. Another discussed 

the need to provide for the physical well being and stress relief of students, faculty and the 

community. SSAOs would benefit from considering the impact of highly publicized fund 

raising campaigns that are asking for funds for luxurious spa-type recreation centers and 

other facilities not readily accessible to the general public. 

Dennis: Just on the verge of beginning to look into that but at some level it has 
occurred on an individual basis. Some of our departments within student 
services have developmental activities going on and have had some 
benefactors over the years contribute to special programs. But we are trying 
to do some more centralized types of activity. We're in the beginning stages 
of that. The current budget is so tight that it doesn't allow us much flexibility 
in terms of meeting some specialized needs that come up and gift money 
would allow us to do that. 

Tom: ...previously in student affairs, we didn't really concern ourselves with 
development fimdraising. We just didn't get involved in that very much. 
You know, we had a development office and we let them worry about that 
We're now involved in that quite a bit Like for example in the activity 
center, we had an area in the activity center where there is a proposed 
gallery...it was on the architect's drawing but there wasn't funding for that 
and that's been one of the things we've b^n working on and already have 
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got some dollars for that gallery as well as a sculptor who is doing a piece 
now for that gallery is donating the piece. 

Kathleen: Here I think the answer is fund raising. Every time I've been able to 
articulate a clear need, I've been given the resources. You know I want to do 
a physical renovation of the career services. I had lunch with an alum, he 
gave us $20 thousand to start I had a parent's counsel meeting this weekend 
and parent's were understandably outraged at how bad our advising was and 
I was talking about where the university was going with that and we were 
probably talldng about a six figure number to get Ais fixed, like half a million 
dollars. They are ready to raise it 

Some SSAOs have created staff fund raising positions or allotted a percentage of 

staff time to development activities. Once again, I believe that it is important for SSAOs 

and other staff to balance decisions keeping student needs as well as resource use and staff 

well being in mind as guiding principles. 

Stuart: I don't have the numbers right in hand but we have a major investment in 
fundraising which we didn't have when I came. That is we now have staff, a 
whole program of fundraising very much like a development enterprise that 
would be like many of the colleges have and we do major fundraising. We 
do constituent fundraising, diat's one thing. 

Anne: We are going into a capital campaign and I have some programs and 
construction projects that I want included in the capital campaign. So I want 
to have a person who will sit at the table with the other fund raisers. I haven't 
decided but I think its going to have to be full time. I will have a dotted line 
reporting to the development office and a direct line reporting to me. Our 
impems for that was the capital campaign, first of all our desire for more 
scholarships for students, secondly, I want to build a recreation center and I 
wanted that to be a part of the capital campaign and to get at the table and to 
get tiiat as a priority is going to take having a fund raiser because other 
schools are creating fund raiser positions within this university. 

Keith: I'm about to hire somebody, this is a definitive act I'm about to hire 
somebody whose desk will be at least 50%, be on my staff to write proposals 
for grants and proposals for fundraising. We are in a big campaign, and we 
are underprepared, and we have no case statements in the portfolios of our 
fund raisers. We have lots of good things that we do with students and we 
feel that if we had neat concise case statements where we could run into a 
potential donor that had an interest in a speaker series or something we'd say, 
here, here's what the student union folk have in mind for that and this is a 
level of giving that would support it and we can do these kinds of things in 
return if you give that kind of money. 
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SS AOs like Kathleen and Marie see fundraising as a significant new role in their 

professional responsibilities. Roles are changing for SSAOs and they may be having to 

learn very different kinds of skills. 

Kathleen: 
I see that as a growing part of my job. I mean, I've spent a year now really 
getting the parent coimsel reactivated, getting them reconnected to a vice 
chancellor and development has put me on die road talking to the board of 
visitors and so on talking about what we do. Because I think that parents 
should love us and its so cheap to go to [university] that its actually not 
embarrassing to ask people who are paying you tuition to also give you 
money to do better things. 

Mark: I am heavily involved in that now, myself, I have an assistant who spends 
about a third of his time on it. I have a half time person in our endowment 
association, which is funded by our endowment association. And our 
endowment association is a private separate corporation from the university. 
But that person is assigned to me half time to help our fund raising. It would 
be hard for me to estimate what amount of time I spend on it but its a small 
fraction. Ten, fifteen percent maybe. Our efforts are primarily in raising 
funds for scholarship that we use for incoming freshman smdent or 
scholarships related to some type of co-curricular activities such as student 
housing, student union programs. We've also been able to secure private 
gifts for such things as wiring, some of our smdent units for the internet. 

Student alumnus who held leadership positions during their time as students have 

proven to be strong targets of student affairs divisions conducting fund raising initiatives. 

Several SSAOs found that prior student leaders are a relatively untapped source by 

development offices and are interested givers specifically for student affairs initiatives. 

Gary: What we're doing is identifying, going back as far as 25 years ago, key 
student leadership positions and we'll go after those individuals to make a 
contribution for the development of student leadership programs. There is a 
population of about 3-4000 students that we have identified that we will go 
after once the names have been cleared by the endowment office so as not to 
create any conflicts or to go after the big fish. We will go after individuals 
for 1-200 dollars apiece. I think that Uiey realize the impact Uiat leadership 
had on Uiem while they were at the university. And I think that the extent of 
their involvement allowed them to gain an appreciation for what exists within 
this community. ...see one of the things is tiiat we have a dean of students 
who has been here, maybe 26 years so his name, he has name recognition 
with the student leaders and his name will go on the letter.... 
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Kathleen; 
We have a program here called the fellows which is a highly selective four 
year leadership program and they are actually in the process right now of 
building a 3 niillion dollar endowment So their board which is composed of 
former fellows is actively out there working with alums who are fellows, and 
our student body president all of whom invariabley came through the student 
fellows program. 

Stuart: That's, over the past several years we've been able to generate revenue 
through parents fimd and through our constituents. We have about 5000 
constituents in our student affairs, we call torch bearers, that's our constituent 
organization. So we raise money for major projects and for discretionary 
fvmds. We've been working on this for a long time. We define as our 
constituency right now any student who has held a student leadership role 
during their undergraduate or graduate education. Now we focus on some 
key areas like student government, like the class, like the fraternity 
/sororities, leadership organizations, residence hall staff and leaders. It took 
us literally about 2 years of digging through old yearbooks and school papers 
and the 5000 names that we have are all the smdent leaders that we could 
identify over the past 50 years and we've learned that these people really 
remember [university] and many of them remember largely because they were 
a leader and that that was an important experience for them. We also found 
out that a lot of these people were not being solicited by the university, were 
not on the alumni roles or they were not contributing in our capital campaign 
and so on. 

Some SS AOs have not been able to or have not chosen to pursue fund raising as a 

viable resource generation option. 

Julia: Well we acmally, when I joined student affairs 3 years ago, there was a 
development operation, within student affairs. It had not been a very 
successful one, had been funded by the campus and the campus stopped 
funding it. It was difficult given the remm to justify continuing it with our 
own funds. We do not have a fund raising position. 

Bob: ....I don't think the kinds of things that require financial supports in student 
affairs are really the kinds of things that people are giving money for. But 
mosdy, I guess my own view is that I don't like to rely on that land of soft 
money to support something that's pretty basic. 

Janice: There's been an inherent conflict about student affairs at this university doing 
any fund raising... there was this sort of pre strategic planning effort. Any 
way, they had these cross university teams that were assigned to each vice 
president's area to scrutinize it in terms of what seemed to be central to the 
mission and what wasn't and what came out of oiu: report was that this fund-
raising position did not seem to be central and it also seemed to be competing 
with other areas within the division. And was it really appropriate for student 
affairs to engage in hmd raising. 
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One type of fund raising that has been supported for Janice's division however... 

Janice: Now since then, I've narrowed the focus of the fund raising to scholarships 
and I've said that because the university is so far behind in its scholarship for 
resident and nonresident students that we need a concerted effort and that I 
should be part of the team to do this...and the deans have seen that to increase 
scholarships to the university ultimately helps them. So that's the latest 
approach and I don't think the deans view my being out there promoting 
getting more scholarships as competing with them. 

Sara: Private fund raising has primarily been focused in the area of raising money 
for scholarships for students. Its in collaboration between our division and 
development Its the university's number one fund raising goal is to raise 
scholarship money. It's the president's number one priority...scholarships 
for students. I think that has always been his goal..to lower the cost of 
education for students and as many students as we can. 

Corporate Partnerships 

Corporate partnerships are another type of fund raising being used by some SSAOs 

interviewed. This type of revenue generation may be more in line with other internal / 

extemal partnerships experienced now in academic entrepreneurial activities (Slaughter, 

1993; Slaughter & Leslie, 1997). Although corporate partnerships are a relatively small 

phenomenon for student affairs divisions, they warrant close observation because of the 

influence private industry motives may have on student affairs divisions vulnerable because 

of decreased resources. It is clear that student affairs is entering activities that are not 

clearly defined and mixing public and private enterprises to a greater extent 

The following conversations illusurate some of the dilemmas in partnering or fund 

raising from for-profit companies. Janice states that there would be no strings attached but 

dien contradicts this by saying that they would have to buy certain products in athletics. 

Nancy describes a similar dilemma. Neither seems aware that they are dealing with 
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"strings attached" based on corporate profit motivations. In Janice's case perhaps the 

motivation to use their products and in Nancy's, an unlimited access to student resumes. 

Corporate partoerships seem to be a relatively unexplored territory and SSAOs are likely to 

struggle with the ethics and even the legal parameters of these decisions. SSAOs would 

benefit from the use of caution and not becoming so enamoured with the offer of corporate 

funds that they lose sight of obligations attached to accepance of those funds. 

Janice: I was just talking to the athletic director yesterday and he's negotiating a deal 
with Nike and where Nike would donate money back to the institution for 
scholarships but they could not be used for athletic scholarships, they would 
be used for other student scholarships and the athletic director would charge 
me to make sure that a process got developed through financial aid to do 
that... What he told me, we wouldn't have to use their name in any 
way....isn't that interesting. 

AC: Would it be a tax shelter or what? 

Janice: I don't know what the incentive, they certainly would be, we would buy 
certain products in athletics but there are no strings attached to the money they 
gave US...SO we could use it in any way that we chose...! don't know 
whether this is after the fact, after they've won the contract that essentially 
what they put in would be part of the RFT and they get selected because they 
put in this kind of stuff. And its usually a panel of people who look at it and 
say that this looks like, that this will be good because they've added 
scholarships for the whole student body. But honestly, I don't know exactly 
how that works. 

Nancy: Well, we've done a few diings with corporate parmerships which might be 
seen more as fundraising than it is partnership. We've done a few things 
with corporate sponsors. For example we created a special leadership 
program , two leadership programs. One for sophomores and one for rising 
seniors and we have 6 corporate sponsors that help us pay for that. And each 
of them put in $10,000 and for that get the resume books of the students 
involved in the program. 

An additional way that SSAOs interviewed and surveyed have dealt with changing 

resources has been a variety of ways to generate revenue. The NASPA survey results 

showed that generation of revenue was utilized by 52% of the SSAOs experiencing budget 

cuts. Hosting conferences and various youth and professional development camps, student 

union enterprises and even non-credit courses are being utilized and expanded to generate 
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revenue. Expansion of traditional revenue operations such as bookstore and dining 

services as well as new forms of revenue generation make up some of the strategies 

utilized. These SSAOs report ways that they generate additional revenue from alumni, 

parents, campus visitors and through conferences and youth camps. 

Nancy: We have done more conferences and I think we're probably going to. In fact 
I have a staff meeting with most of our senior staff in student affairs this 
week to talk about increasing the number of conferences we do on campus. 

Matt We have some programs in recreational sports where we offer the use of the 
facilities to off campus people and that generates some revenue. We have 
some programs in the union, what we call non-or informal classes. They are 
non-academic. They are classes that are sponsored by the union. We make a 
little money off of that It may be anything from folk dancing to playing the 
guitar or cooking, wine-tasting, yoga, there are probably several hundred 
classes every semester, we have people coming in from the community. 

In addition, SSAOs report ways that they generate revenue from students through 

vending and student union operations. Entrepreneurial activities such as utilizing union 

space to generate funds has become more widespread. Generating revenue from students 

is discouraged by Levy (1995) in his recommendations for restructuring. 

Kate: We're trying to do some more in our student union with more vendors, 
income producing use of space as an example, things that some places are 
probably way ahead of us on..we just never were. In our student union we 
have a video store now, leased to a private person. They are paying rent for 
the use of space. We are now shifting around some offices and space trying 
to create some more prime vending space that we can lease. 

Peter: ...expanding the depth of where it is that we're going to be able to make 
money, putting together convenience stores and bookstores and expanding 
things like that and wanting to make those things very intentional. Those 
folks in retail are really a big key in our ability to find all sorts of ways that 
we can generate revenue through retail types of operations within the more 
traditional student affairs operation. 
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Privatization 

A strategy that generated a great deal of conversation from the SS AOs interviewed 

was privatization. This strategy seems to be very controversial and is discussed heavily by 

these SS AOs in philosophical and ethical terms. Privatization is the least utilized strategy 

among respondents to the NASPA survey. Still,a significant number, twenty percent 

(20%) of those experiencing budget cuts, report that they have privatized to cope with 

decreased resources. Some areas have traditionally been privatized on a more widespread 

basis. Bookstores and dining services are privatized on many campuses, perhaps because 

they are not always considered strongly linked to student development and learning. 

SS AOs may want to consider the impact on employees, especially low income employees, 

when making these decisions. As public servants, it is important for us to consider the 

impact of our decisions on the local community. 

Tom: Well some of our services already were conducted out. Our bookstore is 
already conu^acted out. Our meal plan is already contracted out Now what 
we've been looking at most recently we have out to bid right now as a matter 
of fact, our grounds upkeep for the residence halls. And we will probably do 
some contracting out also for custodial for the student activity center. We're 
in the process of building a student activity center. They're building it in 
phases. Phase I will be completed this fall and then they start on Phase II. 
So we may do some contracting. But right now, out for bid is a contract for 
the grounds for our residence hall which is currently done you know by state 
employees. 

Matt: Well, one other change in suncture was to bring in a food service, privatize 
our food service in the [state] union. Which enabled us to increase our 
revenue from the union and change any deficit into a surplus. Which was 
very positive from our point of view. 

no: No, we've considered that but in [state] we have an unusual situation. We 
are heavily unionized in this state. And the unions have really fought 
privatization. In fact at one instituiton privatization was used and the union 
has actually taken them to court So everyone's watching to see the outcome 
of that. So we have not moved toward privatization, we're looking at the 
possibility, however and we're keeping that option open. 
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SSAOs interviewed seemed likely to consider privatization if it would benefit 

students or lower student costs. In his narrative, Keith weights the temptations and the 

problems in considering privatization. Both Janice and Keith frame this decision making in 

terms of looking for a "win/win" outcome. Trow, Levy and Rhoades in their chapters on 

restructuring (1995) urge SSAOs to weigh both educational and economic aspects of 

privatization when making decisions. In some cases, as in food service and bookstores, it 

is primarily an economic decision. In these two narratives, it is a decision affecting costs 

for students but Keith points out that there are also issues of staff morale, loss of control 

and monies going to a for-profit company. 

Janice: You know, I think that if you can demonstrate that it would be more 
efficiently done by a corporation and that there could be some service to the 
students as a result of it; I'm not opposed to it. I've seen it work...rve been 
on campuses where the food service has been privatized and that food service 
continues to be the highest employer of students, pays students benefits, you 
know works with the university community, puts money into scholarships. 
So it isn't that...a large company can be responsive to the campus 
needs...while at the same time make a profiL..so it would just have to be 
under the right circumstances where it is a win / win for both parties that I 
think is doable. I don't like the notion to privatize because you have business 
people and they can do it better than you...I think that if the students are part 
of the equation and it really can benefit them then I'm willing to take a look at 
it. 

Keith: One that we are looking at is the book center. The book center world is 
dominated nationally by about 3 companies and some of them are very 
interested in coming into a very successful operation, which our operation is 
about 12 million a year, and we think that we could probably gain a small 
margin of money if we let them take over. The reason that we can gain 
money is that they have access to used books that we do not have access to 
because they are national and used books are the big difference in the capacity 
of our book center to make money compared to the national chains. Used 
books are almost a win-win. Students pay less for them but book centers 
make more on them....a new book they might make a 10 percent mark-up a 
used book they can make a 50% mark up. And its that mark-up difference 
that is the, we've done a lot of work on this and isolated where the cost 
variables would be and where the profit variable would be and that is the 
biggest one. Otherwise we are very successful at running our own book 
center. But that difference at our university could mean as much as a quarter 
of a million dollars a year. We don't think it will be that much but it could. 
And if it were, that is a lot of money to give up. Now the down side of doing 
it, there are many of them, employee morale, the issue of losing some 
control, the issue of taking money out of our students hands and putting it 
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into a profit making organization where before it all stayed here . So there are 
some dark sides to it but on the other hand, the gross income that we would 
produce for the university's and student's use could be enhanced somewhere, 
our range is right now between 90 and 250 thousand a year. It catches your 
attention. 

Some considered privatization an issue of social equity and have chosen not to 

privatize. These SSAOs expressed concern that public monies should not profit private 

companies and that these companies typically produce savings through reduced wages and 

benefits to employees 

Rob: I have to say that's kind of a philosophic thing for us up here, at least for me 
personally. That is I just don't see any point in letting the private sector 
profit off of the public's investment by privatizing things that we can do 
every little bit as well. Because what they do in food service and custodial is 
that they reduce your cost by reducing the amoimt of money they spend in 
wages and benefits and usually that's what people at the low income levels, 
and I just think it's bad public policy for us to engage in. And so some of it 
goes on in this state at other colleges and universities but I have been very 
adamant about that here. We just will not do it except in specialized cases 
where it doesn't make much sense for us to be in the business because the job 
or the responsibility is fairly small or narrow. 

Nancy: I really haven't seen any of my colleagues with truly wonderful experiences 
with any of the food services. For the most part since our food services 
workers tend to be our lowest paid people on campus anyway I'm not sure 
that I think that there is that much advantage in privatizing the food services 
and certainly not at the expense of this community's jobs. I could be proved 
wrong, but that isn't one I'm jumping up and down to see if we can privatize. 

Monica: We felt like we could have if we wanted to but we were trying to maintain the 
quality. We wanted to get a proposal that would maintain the quality of our 
health services at the same cost. Of course, they couldn't do it any better than 
we could. Where they save money in privatization is by having fewer 
employees on fringe benefits and we did not feel that this was ethical or good 
for the community. 

Some others shared their belief that if a service was not educational or developmental then 

student affairs divisions shouldn't be doing it. 

Rob: In an overall mission sense. Particularly in those areas that have a potential to 
be privatized that can we explain what their relationship is to the institutional 
mission. The question I would ask is what reasons does the university have 
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then for offering that service? So why is it that a university should be in the 
business of health service? That is not our strength unless there is an 
educational basis to it In which case we say we will start to educate people 
about personal health, then the educational piece is what makes it relevant, or 
it makes it something that we would not want to privatize. So I'm 
challenging people to define themselves in ways that they can talk about their 
relationship to the overall mission of the university and why they are 
important 

Stuart: One of your questions is about privatizing things. We have really not done 
that at all in my division. We considered that in some ways. I'm personally 
really concerned about privatizing student development, any student 
development function. I don't quite believe in it andl'm just troubled by that 
Now we privatized bookstores and food service, but beyond that we haven't 
done that, we don't plan to. 

Several SSAOs interviewed considered but chose not to privatize areas under their 

authority. 

Gary: We had discussions with College Health, or Collegiate Health and it was my 
feeling that they are not interested in us because we are nice people...it is a 
for profit organization, and even though the first couple of years may be 
some cost savings...for us...eventually they are going to have to turn a 
profit..And I think that if we look at student health, we are not paying our 
physicians , our nurses at the level at which physicians and nurses are 
compensated in a hospital and in our medical schools...so we were bare 
boned in terms of personnel cost which is the biggest cost that we have in 
student health. I just didn't think that they could do it any better or any more 
efficiently or economically than we could. They did not demonstrate that. 

Elizabeth; We certainly looked at outsourcing the student health services there and the 
company that came in and gave us a bid, we felt like after looking at their bid 
we could continue the services ourself and be just as competitive. You 
know, its not always an apple's to apples comparison when you privatize. 
You know for student hedth services, they were going to change our model, 
where it would become a nurse practitioner and physician assistant model 
rather than a physician model and we could have done that ourselves. 

Other SSAOs shared that they don't privatize because revenue producing service 

areas are lucrative if managed efficiendy or because they feel that staff are loyal to the 

institution rather than to a contractor. In addition, some feel that any revenue generated 

from students should go directly to students rather than to a private corporation. 
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Mark: We're always looking at that but quite frankly [university] is probably one of 
the stronger institutions on the other end. There's very few things that are 
privatized around this university. Our food service, we have a food service 
in our residence halls and we have a separate one in our student union and 
both of those are efficient, are efficiently managed. And in the case of the 
student union, it is a money producer for the union. So as long as they can 
produce a quality product and produce some income that helps us run the 
balance of the building I don't think that private business could touch it,. In 
the residence halls, we've been able to offer a very good food product with 
our own devices and I haven't seen a private organization that can match what 
my food service people have been able to do. ^r health service has gone 
nine years without an increase in their health fee. And I haven't seen any for 
profit medical facility that can have the same kind of track record in terms of 
not having to increase their charges or costs and still be able to maintain 
quality service. 

Sara: We haven't privatized anything. Food services report to me and we do our 
own food services. We haven't considered that, we want to do that as a last 
resort, because we feel that the individuals who work in health services and 
the bookstore and housing and foodservices are loyal to the institution as 
opposed to being loyal to a contractor. 

Kate: No, we haven't. Student affairs on this campus fought that vehemendy. 
because we feel that we can provide...as we are now constituted, we can 
provide better services to our students with the given money. And as we 
have approached it in food services for example. If we generate any 
increased funds, those funds stay on our campus and go back to improving 
life for our students....its not going to a corporate headquarters somewhere 
that's making money. 

Most of the SSAOs interviewed felt that their divisions had been able to 

accommodate even heavy budget cuts with little adverse effect on students. They discuss a 

variety of reasons for this including more efficient use of available resources; choices to 

reengineer to continue services; a heavy reliance on the "goodness" of staff to do more and 

a variety of revenue generation techniques. These SSAOs do describe a heavy effect on 

staff which will be discussed further in Chapter 6 which outlines more fully the ways in 

which SSAOs discuss the effect that restructuring and budget cuts have had on students 

and staff. Chapter 5 discusses the context in which SSAOs describe restructuring in their 

institutions. It is important to understand SSAO choices within the meaning they make of 

societal, governmental and insitutional factors related to restructuring and fiscal decline. 
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CHAPTERS 

SENIOR STUDENT AFFAIRS OFHCER PERSPECTIVES 

ON THE CONTEX OF STUDENT AFFAIRS RESTRUCTURING 

This results chapter is a critical overview of SSAO perceptions of the context of 

restructuring and budget cuts for their institutions and divisions. Senior student affairs 

officers (SSAOs) interviewed from public research institutions describe a revolutionary, 

sometimes grim state of affairs for higher education within American society. Political, 

corporate, and economic influences as well as public concern about the effectiveness and 

trustworthiness of public agencies and officials, are some of the areas described as strongly 

affecting the structure, function and priorities of their institutions. These decision makers 

see higher education as currently facing a fundamental shift from a long period of fiscal 

growth and operational expansion to the current steady state and in some cases tlnancial 

and operational decline of their institutions. They point to changing priorities, instimtional 

restructuring initiatives, the reallocation of monies and areas to other parts of their 

institutions and/or cuts to all divisions as catalysts for a transformation of student affairs 

structures, operations, professional roles and the provision of services to students. Most 

interviewees openly shared their acceptance of this revolutionary restructuring of higher 

education as permanent change. Many SSAOs report that their divisions and institutions 

are not being cut any longer but that they have not received funds to replace the previous 

cuts. Most are clear that higher education is unlikely to return to the boom times of the 

1970s. They believe that new resoim:es from state appropriations will not be available for 

future initiatives. In addition, many report having to take on increased responsibility for 

costs such as previously centralized staff benefits, building maintenance and facility 

renovations with no monies allotted for these purposes. 
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Although one SSAO felt that we are only on the down side of a funding cycle, most 

expressed a belief that higher education will not return to previous levels of state 

appropriated funding. For some this has created concern about students' ability to pay or 

for their ability to continue serving students as they have in the past For SSAOs this 

creates a limitation in their ability to develop new initiatives as students' needs change. 

This is critical as authors in Woodard's (1995) monograph on restructuring urge student 

affairs professionals to keep their focus on the needs of students. 

Matt I don't think our financial simation is going to change. I think the state is 
going to continue to be fairly hard on us in the budgeting ring. I'm worried 
about what the cumulative effect of fees is going to be overall. Because you 
can reach a point somewhere when students will decide that its not, that they 
just can't afford it and they won't come any more. We haven't reached that 
point yet. 

Kate: We kind of got steady state budgeting...lost money over the years coming 
from the state. Being a state institution we are making up the difference in 
other ways and one of them is doing some budget cutting. 

Rob: ...there will be this constant awareness or knowledge that there is always the 
potential for something to be on the horizon or on the landscape that will 
cause higher education to fear for its funding. So I don't thinik that well ever 
be out of the woods in terms of the perception of the presence of a threat. 

Stuart: ...those who have written about the economic shifts going on in the business 
and corporate sectors who talk about the fact that we ought to look at a future 
where there is not going to be a lot of growth. I think that's real one in 
higher education. I don't think that there will be much growth in state 
funding and I think that changes your mindset I think my staff believes that 
and we have had to be more entrepreneurial, but it isn't because we're being 
cut so much but because we want to be doing new things 

The timing of cuts has differed greatly among states and institutions. Some SSAOs 

describe their situations as steady, others as recovering and still others as just beginning to 

experience cuts. Some have experienced cuts followed by increases, though the increases 

have not been a replacement of lost funds or even a reinstatement of the original budget. 

Increases have been to small, incremental additions to substantially reduced budgets. 
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SSAOs report that even when they return to a steady state funding pattern, increases are not 

enough to cover inflation or to fund responsibilities added to their divisions as institutions 

decentralize. 

Ho: Our situation is a little different from many of the institutions across the 
country. While they were having cutback say like 4,5 and six years ago, we 
were actually still increasing our budget. Its really only in the past two years 
that our budget has been cut and then it has been severely cut in some cases. 
So we grew while the rest of the nation was cutting back and now the rest of 
the nation is recovering and we're now in economic slimip. 

We are relatively stable, we are actually in quite a good condition now relative 
to what it was in '91 through '94. Staff are getting raises again...this is 
good. There are monies for merit increases and there are monies for cost of 
Uving increases so that's of course has staff morale up. And our funding 
base has been relatively stable. On the other hand campus units including 
ours are assessed for certain parts of the maintenance of the campus facilities 
and underwrite facilities and institutional support of various kinds. And so 
we have what I believe is a 2.8 percent tax on all of our imits which is in 
effect a reduction in funds. And that's going to support the central fund. 
But it is stable, it has not gone down...and in this state you appreciate that 
Our declines were precipitous and very, very difficult to deal with. 

I think that cuts are always looming on the horizon. Especially, in well I was 
going to say especially in public higher education but that is not true. In some 
schools it's just as much of a problem, in private schools, as it is in public. 
Everything hinges on what kind of support we get from the legislature, the 
board of regents, and there is a lot of pressure in our state to keep tuition low. 
And that means that the regents are not going to be funding necessary 
expenses, i.e. salary increases. Anything beyond that is, the chance of 
getting anything else is slim I think. So I think there is always...this year, 
they could do the same thing they did last year. They could decide this year, 
well, we are going to give you 3% or 4%. We're not going to fully fund the 
fringe benefits costs and you'll have to come up with that in your institution. 

Unlike Slaughter and Rhoades (1993) conception of higher education as linked with 

other institutions such as government and corporations, with the following notable 

exception , SSAOs in this study describe higher education as highly influenced by external 

institutions such as government, corporations, the media and taxpayers. This may be a 

result of student affairs' history of being a relatively intemally functioning division. Data 

from this study reveals that, somewhat like academic divisions described in Slaughter's 

Julie: 

Sara: 
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(1990) woric, focus is changing to some extent as SSAOs search for new sources of 

funding to replace lost resources. 

Stuart: Well, last year I served on the ACE Board, which is kind of an interesting 
experience because it's comprised almost entirely of Presidents and I say that 
because it was interesting to hear the Presidents talk about these broad issues 
about downsizing and restructuring and so forth. And I sort of came away 
with the conclusion that the whole business sector, the corporate sector, 
many of these Presidents have CEOs and leading corporate people on their 
boards. I think to a larger extent the whole culture and the corporate-business 
sector has really transferred over in a lot of ways into higher education. The 
very real issues of downsizing and restructuring that have gone on in 
corporate America have really impacted higher education largely through the 
influence I would say of major donors, corporate representatives on boards 
of higher education Uie whole interface of higher education and business and 
industry. So I think the roots of it go very clearly to the major restructuring, 
economic restructuring, that's gone on in the country in the business and 
corporate sector. And 1 think that model of addressing you know declining 
or limited resources has fed right over into the higher education domain and 
presidents had to leam not only techniques but had been influenced by 
corporate leaders. I think public higher education and even private higher 
education, that we're not insulated at all. Those of us in the publiv sector feel 
legislators are also applying the same kinds of models as economic 
restructuring to higher education. So I do not think higher education today 
exists outside the public domain either through the influence of legislators or 
federal government or through private support that comes through 
fundraising, alumni, and boards and so forth. 

SSAOs show an understanding of many of the extemal and internal influences 

affecting their divisions, professionals within their scope of responsibility, and students 

that they serve. This understanding is often characterized by SSAOs as a necessary facing 

of realities within an ever changing society. Although most have concluded that this state 

of affairs is one that is here to stay, this has not led to a sense of hopelessness. Concern 

with their ability to provide for students and employees is tempered by a willingness to face 

new challenges and utilize ingenuity and collaboration to continue serving and creating 

developmental environments for students. 



178 

Senior student affairs officers describe a variety of influences currently affecting 

higher education and student affairs. They describe these influences as catalysts, creating 

an impetus for the restructuring of their institutions and student affairs divisions. Catalysts 

they relate to restructuring include: public perception and sentiment; increased expectations 

of education; calls for efficiency, effectiveness and accountability; increasing costs 

contrasting with steady or decreasing state appropriations; and the prioritization of 

academic and other divisions of campus(restructuring and reallocation to meet institutional 

priorities). SSAOs also describe ways in which they have been able to remain flexible in 

dealing with the affect of these catalysts. In most cases, SSAOs have had autonomy to 

decide how cuts have been made and restructuring accomplished within their divisions. 

Their own professional and personal values come clearly into play as they describe their 

chosen strategies, though their actions are not always congruent with these values. 

Public Perception and Sentiment 

Public perception and sentiment are described by SSAOs as having a significant 

effect on higher education. In the last decade, three factors have had an especially 

profound effect on the public research institutions in this study. First, senior student affairs 

officers describe a general loss of faith in public figures and institutions. They relate this 

loss of faith to a general decline in financial and other support for higher education 

including individual support as well as tax reform. 

Daniel: ...in all of our institutions in society, none of them have the respect that they 
used to have. ...the fact that people have very little faith in our institutions, 
from churches to lodges to government, all the way across the board, 
membership and donations or whatever are going down except where taxes 
are involved. There is just not a societal support for our institutions and 
while higher education has generally still survived... They don't trust us as 
much as they used to and that is a factor. It will mean that people will be less 
ready to give of their money personally or they wiU stand by when 
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governments reduce scope of operations or expenditures in the state 
universities. 

One SSAO pointed out that this loss of faith is compounded by recent media attention to 

incidents of misuse of public funds within higher education. 

Nancy: Well, I think there were so many cases that hit the newspapers of misuse of 
funds. I think the Stanford use of indirect cost recovery dollars in support of 
all kinds of things including a yacht People couldn't quite understand why 
the University Resident needed a yacht. And I think the perception of higher 
education has changed over time. I think 30 years ago people perceived 
faculty members as public servants who were very bright who toiled for very 
little money who wore jackets on them with patches on them because they 
couldn't afford anything better, whose salaries were in fact not very high. 
And I think now they hear faculty salaries of six figures, they begin to 
question why these people who used to work for so little money, why they're 
suddenly demanding such huge salaries and I don't think there is a lot of 
sympathy. Our faculty will say that they're underpaid but when you look at 
what the population as a whole receives, the mean salaries that the folks out 
there are getting, our faculty looks rich in comparison to them and that's from 
the publics viewpoint And I think that's having an impact on our ability to 
tax the population for more money for higher education. 

It is important to note however, that in other instances, SS AOs point out ways in 

which other areas of the university have contributed to a loss of faith by the public but fail 

to consider or at least to report ways in which student affairs choices might have done the 

same. Development of luxurious recreation facilities for recruiting &. fimess purposes, 

complex entertainment event planning and mall-like campus unions may also be negatively 

influencing pubUc sentiment concerning higher education. In addition, very visible 

services to at-risk populations, such as minority students and women, are likely to be 

interpreted as "special tteatment" by some public constituents (Thompson & Tyagi, 1993). 

Though these inititiatives remain important to and should be protected by student affairs 

divisions; it is critical that we consider the effect of oiu: own initiatives on public perception 

and sentiment. 
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Senior student affairs officers describe this loss by the public of faith in higher 

education as compounded by a general public misunderstanding of the complexity and 

intent of higher education. One SS AO states that we in higher education have not 

communicated well with the public about unique aspects of higher education like tenure and 

guaranteeing educational outcomes. This sense of mistrust from the public is described by 

SS AOs as a balance of external and intemal influences. It is believed to be, in part, the 

nature of large complex organizations, and in part the responsibility of institutions to keep 

the public more informed as well as to live up to the public trust 

Gary: 1 think there is probably an absence of an understanding of the intent of 
higher education. And I mean that's from a governmental standpoint When 
we look at the current budgets drawn from the state government we're 
probably at the highest levels of our budgets in the history of institutions 
including the university of [state]. And there are still questions regarding the 
quality of the enterprise. It is probably an activity that is challenged on any 
number of occasions because we can't guarantee the products, meaning the 
graduates of our institutions in terms of their performance. Another issue, I 
think has to do with the tenure process. They don't seem to understand or 
grasp the concept of tenure and I think institutions have not performed well in 
demonstrating the need or the intent of tenure. So there are a number of 
issues within the state that impact the budgetary process and the cuts within 
higher education. 

Once again in discussing context there is a notable absence of self critique of their 

public role and suggestions for the role that student affairs can take to inform the public 

about its intent Although SS AOs certainly critique themselves in other ways during these 

interviews, there seems to be a "language of separation" in how many of these SSAOs 

relate themselves to the rest of the institution. This separation is especially evident in the 

ways that most of these SSAOs describe the context for public perception for the rest of the 

university in very different and separate ways from how they describe what is going on 

within their own divisions. 



181 

Is it possible that these SSAOs do not conceptualize themselves as an integral part 

of the overall institution? Are they simply not taking responsibility for perceptions outside 

the institution? I would suggest that the former is probably true as student affairs 

professionals take daily responsibility for relationships with parents, prospective students, 

and the community as mediators of ongoing student issues, recruitment and retention. On 

the other hand, perhaps these SSAOs simply have not considered the impact that their 

divisions on overall public perception of the university as a whole. In many of the 

interviews, SSAOs discussed the ways in which their staff felt like second class citizens to 

faculty and academics on the campus. This may be translating for SSAOs to their not 

considering that they have the power to impact public perception when in fact they do. 

This would definitely be a problematic assumption and might keep SSAOs from 

considering their strategic choices in providing services to students from a public 

perspective. It could on the other hand be a sign that SSAOs are willing to emphasize 

students over public perception. My sense from these interviews is that SSAOs have 

probably not considered things from this perspective and focus too intemally on their own 

divisions. Perhaps also, educational training and experience has not provided student 

affairs professionals with a necessary understanding of institutions as complex, integrated 

organizations. It is likely that a combination of growth oriented resources during long 

periods of boom times and the daily concerns of students have kept SSAOs from 

considering collaboration with and really understanding the nature of other divisions and 

the public to any great extent. 

It would be helpful in maintaining resources and serving students for SSAOs and 

other student affairs professionals to consider themselves always as interdependant to 

academic, business and other service components of their institutions. By doing so, they 

are less likely to lose sight of the educational mission, complex relationships and current 
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priorities of their institutions. They are also more likely to be in place as advocates for 

students. 

Second, shifting beliefs in what actions will solve societal concerns such as crime 

and economic global competitiveness are described repeatedly by SSAOs as affecting 

where states are appropriating monies. Education in general and higher education in 

particular have moved from being described by the public as necessary for American 

citizenship and global success (production function) to being considered a drain on 

American taxpayers (social welfare function). Education is less often spoken of as 

essential to a safe and productive society. Other institutions, such as prisons and 

corporations, have increased in popularity as viable solutions for solving American 

concerns for a just, safe, and productive, society. This move away from proactive 

measures such as education, social justice and community action toward reactive measures 

of more and better prisons and increased business competition is seen as the overarching 

influence by SSAOs when they discuss the changing public support of higher education. 

SSAOs see that in some cases this seems to be tied to a concern over limited resources and 

in other cases purely to priorities. SSAOs point primarily to the conservative shift in 

politics, anti-bureaucratic sentiment aimed at higher education and othe social institutions as 

well as to changing social priorities as the primary reasons for lessened support of higher 

education. As discussed earlier, they do not seem to take an responsibiUty for their 

divisions' influence on public pereception. SSAOs for the most part, do not point out the 

many student affairs initiatives that fall into "social welfare" types of services and are likely 

to have a high effect on public and legislative perceptions. 

Matt; I think for the last, for at least the last ten years or so, we've had very 
challenging situations with our legislature. There have been other factors in 
the state budget that have been dominant In some cases it was as a result of 
court orders, and in some cases it was the result of political pressures. But 
there has been a great deal of increase in the allocation to prisons. There has 
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been some considerable increase in other areas of health care, mental health 
facilities. Other things were required from the state and after those 
appropriations were made there was little else left to use for increases in 
hi^er education for example. 

Tom: ...one is of course the political climate, political environment, the current 
administration which is republican. We had a change in our last gubernatorial 
election moving from the democrat to the republican side. The current 
political environment is more fiscally conservative and essentially it is 
consistent with the national republican agenda which has included of course, 
cutting both federal and state budgets and particularly domestic spending for 
social services. So, areas like education have been one of the areas targeted 
for cuts 

Rob: I think it's primarily societal concerns. [State] is a state where the politics are 
influenced significandy by ballot measures where, you know measures able 
to put on the ballot which basically will suggest that something is of particular 
concern or priority to the residents and that there is something for which diey 
want to provide more funding or for which they want to construct a 
challenge. Government expansion and size of state government were 
included in the ballot measure that drove much of the decline in [state] in 
terms of people's concern about the amount of bureaucracy in higher 
education and in state government and the number of programs. 

Third, SSAOs describe a general loss in advocacy among governmental officials 

and taxpayers for national research monies to support basic research. This is especially 

critical to student affairs divisions as in many instances their institutions are reorganizing to 

reallocate funds to continue research initiatives (Slaughter & Leslie, 1997; Rhoades and 

Slaughter, 1997). Cuts to student affairs divisions are one of the sources for those funds. 

Janice: I think there's been a decline in advocacy for research, for what universities 
stand for in terms of creating new knowledge I mean that government has cut 
fimding to research...the national institute of health and mental health and all 
those agencies have been cut way back. ...And I think the more the institution 
comes under scrutiny, the more what is considered to be non-academic, non
essential service oriented comes under review. 

Maik: ... as the federal government has cut back on research and research funding, 
we've had to make up that shortfall and those costs get spread across the 
whole institution, not just the research program. I tiunk part of the response 
to the public disaffection is a feeling that we need to strengthen the graduate 
program and so some of the reallocation of resources is going to do that and 
that frequently takes resources away from student affairs and reallocates them 
toward instructional purposes. 
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These three factors are important in considering restructuring of higher education 

institutions because it is not only state and federal fiscal decline that influence decision 

making. Some states cutting appropriations to higher education and/or calling for 

restructuring have experienced fiscal difficulty while others have not. Public and legislative 

beUefs and sentiment about higher education are critical in considering the complexity of 

factors related to this revolution in higher education. SSAOs are making meaning from 

what they see around them and the sense they have of what is affecting their divisions. To 

understand the choices made by SSAOs to deal with restructuring it is important to 

understand the meaning they are making of the context for those choices. SSAOs seem to 

understand the societal beliefs and priorites have a clear effect on their institutions. It is not 

as clear, but seems unlikely from SS AO narratives, that they understand the complex 

connections between their institutions and corporate or legislative entities. 

Tom: ...the budgetary picture in terms of state revenues in tax dollars has not been 
good over the past several years so our state has experienced deficits with 
regards to its expenses over tax revenue and so that has contributed to budget 
reduction in the state... 

Janice: ...our state is actually somewhat unique in that we are booming fiscally. 
Budget cuts have not been connected to a state fiscal crisis as has been the 
case in some other states. So it is other reasons that are driving the cuts to 
higher education here. 

Dennis: We had a shortfall in state income at the time, so we really made a huge turn 
around with significant siuplus. A lot of that has been due to the strategy of 
the state and diversifying and not relying so much upon farming and property 
taxes but providing a lot of incentives for companies to come into the state 
and start operations. 
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Increased Costs and Expectations of Education 

Contrasted with Steady or Decreasing State Appropriations 

Janice: I think the other driver is that the state made the commitment that education 
would be as nearly free as possible....and so the state then stepped up to the 
plate and said we'll contribute. Well, what's been going down over the last 
10 years is the stale's contribution and this belief that it should be as free as 
possible means it keeps the lid on tuition...even if resources are going 
down...so we find ourselves in a situation...of not being able to budge much 
the tuition to offset what we've lost from the state and being caught in the 
niiddle...and at the same time people are calling for more efficiencies, more 
economies of what we do. But it isn't that we are supposed to do less. We 
still are supposed to serve all the people who want it. 

Senior student affairs officers describe some paradoxical discrepancies between 

societal need/expectation of and economic support for higher education. Rising costs for 

providing student services coincide with increased public expectations of these kinds of 

services in higher education. This is in direct contrast to, at best, a steady and at worst 

decline of appropriations from state legislatures to higher education. Public demands 

include calls for improved undergraduate education, increased regulations and pressure for 

the provision of ADA and financial aid, acceleration of the psychological needs of students 

attending college, and increases in demand for commercially viable applied research. A 

variety of examples were given by SSAOs interviewed that illustrate an incongruence 

between student and societal needs and financial support for the areas that could provide 

services to accommodate these needs. SSAOs and their divisions are faced with difficult 

issues as they struggle with these discrepancies between the needs of students and 

decreasing resources. 

Bob: ...in the last 10-15 years students have come to us with problems that we're 
not used to dealing with, whether they were alcoholics or abused children or 
whatever the case may be or victims of domestic violence, a whole host of 
problems that we live with in our community but we haven't had to respond 
to in our universities and we easily responded to in Student Affairs so that I 
would say that the societal influence on us has been kind of counter to the 
budget problem. 
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Nancy: I think financial aid is historically underfunded everywhere and I think most 
places are trying to find money to pour into grant fimds. That would be a 
major fundraising effort I think. It was and will continue to be a pretty big 
headache. I would take it if that was the choice, but it would be an added 
financial drag. 

Matt We've also had new demands placed on us by way of government 
regulations for example serving students with disabilities. We've had to 
make a number of adjustments both fiscal adjustments, changes to our 
buildings or access as well as programs to give support to students with 
disabilities that are much more expensive than they were before and we've 
had no resources provided to do that, we've had to find that within our 
budget. 

These increases in costs and expectations are occurring at a time when states are 

maintaining steady or declining appropriations to public institutions. Senior student affairs 

officers face decreases in resources from "no growth" conditions resulting from the 

difference between rising costs and steady appropriations. Costs for building maintenance, 

salaries, staff benefits and other standard operating expenses continue to rise. Others face 

moderate to severe cuts in state appropriations and in some cases, mid-year rescission of 

funds. In a few isolated cases, student affairs divisions have received notice of a large 

rescission on a Friday and must submit a reworked budgetary plan on the following 

Monday. Some institutions in this study faced mid-year budgetary rescissions repeatedly 

over a number of years. 

Kathleen: 
There is no automatic budget increase that comes for inflation. Any increases 
come for a specific initiative and we receive our allocation from the university 
and then it is allocated internally... 

Bob: The government and institutional factors are pretty much straight forward, 
you Imow the government is providing less opportunity for financial aid and 
in our case research dollars are in jeopardy the way they have been before and 
that minimizes the amoimt of indirect cost monies that we can recover. In this 
state there has been a dramatic drop in the state fimding for higher education. 
In 1990, the state contributed close to 1/3 of the cost, about 1/3 of our budget 
was state funding, now its down to about 18-19% so that's been pretty 
dramatic. 



187 

Nancy: I think we're faced with a combination of things right now that include a 
constantly diminishing commitment from the state to support our students and 
although we have a little more this year than we have had in the past years, I 
would define our support from the state as being, there haven't been any cuts 
and there haven't been any increases in actual dollars so that does create a 
decrease. 

Some SS AOs describe "smoke and mirrors" legislative financing that gives the impression 

of resources when resources are still being cut. 

Janice: All of them have been because the state hasn't given us the allocation, any 
part of the allocation, we asked for...so the problem is that we still have these 
expenditures for water, electricity, all the utilities that keep going up in 
cost...we still, what the state typically does, it does fund what raises will be, 
but even then there is some smoke and mirrors. We don't necessarily get all 
the amount that we're told we'll get. 

Sara: The cuts were largely due to the fact that when the legislature, when they 
funded salary increases, they did not also fund the concomit fringe benefit 
increases. So the university had to make about a 110,000 dollar cut. And 
student services was asked to cut, our quote fair share was about 30,000 
dollars. If you look at the total amount of our budget it is a relatively small 
amount, however, like most universities our budget is labor intensive so we 
don't have 30,000 dollars sitting in a wages line that we can just cut 

Gary: About four years ago we were hit significantly to the point where we were 
laying off some of our staff. We are now in a mode where we're coming out 
of the financial doldrums, I think. This year, we're talking about a 4.5% 
salary increase. Now, that's going to be done with smoke and mirrors 
because there is a pay period that we will not receive and that has been 
designed to pay for the salary increases. In other words we're paying for our 
own salary increases. 

Cutting of Smdent Affairs Funding 

Many of the senior student affairs officers interviewed reported having monies 

reallocated away from their divisions both to return to the states and to utilize in other 

arenas of their institutions. The NASPA survey data is somewhat confusing as to how 

many student affairs divisions have experienced decreased budgets. Only 20% of the 389 
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respondents stated that they had experienced decreases in their budgets in the last five 

years. Forty-two percent (163), however, marked that they utilized at least one of a list of 

strategies to cope with declining budgets. Elaine El-Khawas in her Campus Trends (1994) 

study shows that 60% of student affairs divisions had experienced budget decline by 1994. 

These differential findings may be a result of the NASPA survey specifying budget decline 

within the last five years, since student affairs divisions could have received cuts prior to 

that time. This discrepancy may also have to do with how SSAOs are defining budget 

cuts. "No growth" cuts resulting from increased costs unmatched by increased institutional 

and/or state appropriations are defined by some SSAOs as cuts. Others define cuts strictly 

as a "take back" of funding previously allocated by the institution or the state. In a more 

extreme case: 

AC: Have you seen, as far as the budget cut, you said that there was about a 5 
million dollar cut for the university. 

Bob: No, that was not academic, that was just my part of the action. 

AC: Oh, that was actually your part. And what did that do to your area? 

Bob: Well, we just cut back, we made some hard choices about what we were 
going to not do. We just stopped doing a lot of things. It forced us to 
choose what was important. Now that's easy to say, it was hard to do... 

This take back by states and or institutions is in effect a "taxing" of students to 

benefit other instimtional initiatives or to give monies back to the state. Unfortunately, 

SSAOs are making choices to pass on this burden to students. This lengthy discussion 

illustrates the complexity of funding and reallocation that SSAOs are dealing with to cope 

with budget cuts and state take backs. Keith discusses how he has taxed self-support areas, 

areas that run on student user fees to give-back monies to the institution. Even more 

disheartening, is his report that they made this temporoary measure into a permanent 

burden to students. 
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Keith: One thing that we did, we taxed within the division, our self support units. 
The ones that had the capacity to make some money and to save some money. 
We looked at all our operations and we felt like we had more ability to take 
some money out of some of the self supports than we did some of our state 
supports. So we put a modest tax, what amoimted to about 1 percent, on 
most of our self support units, not all of them but most of them. And we 
used that money to offset our required give-back to the campus. 

AC: So in other words your self support units paid for much of the cut. 

Keith: Yes, Well they paid for more of it than they should of paid because we taxed 
them...extra 

AC: I see, did you also have money going from those self support units to other 
units in your division, the state support units or did you have it just going 
back to the state? 

Keith: Just going back to the state at that juncture although we have a couple of 
modest subsidies. Our parking program helps to subsidize our disabled 
smdents program and our parlang program helps to subsidize our commuter 
students program 

AC: OK, now what are some of yoiu: self supporting areas 

Keith: Housing, dining services, recreation, student union. Now recreation and 
smdent union are paid for mostly from a big recreation fee, OK, but student 
union of course has a lot of other money raising ...space rental, 
miscellaneous business operations, the book center also contributes quite a 
bit to the student union. The book center is self support. We have two 
residence hall operations. One is facilities, the other one is program. They 
are all paid for out of the residence hall fees. We have a transit operation, all 
students pay a transit fee. We run a bus system. Our health services is state 
but we collect a lot of money on costs. Let's see, what am I overlooking. 
Parking of course is done by fees. I'm going through the roster here in my 
head. Our counseling center is state support. Our isabled student services 
is state support with a little subsidy from internal fimds . Our judicial 
programs is state support My office is state support Oh, campus guest 
services is state support. It makes most of its money from charging dining , 
residence halls and student union a little bit whenever they schedule things in 
there. But it does have income and out go and it is self support and it got 
taxed as well. 

AC: So what was your decision regarding taxing the self supporting areas? What 
affected that decision? 

Keith: What caused it to happen? They had the money and my states didn't. 

AC: So it was a purely necessity kind of decision? 

Keith: Well, we thought it was going to be short term. It has turned out to be long 
term but it was a relatively small percentage and we have not restored the 
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money because they are capable of providing it And we have expanded 
some state operations We have expanded for instance, career development 
fairly recently. But we got new money from the university to do that 

Many divisions of student affairs have traditionally taxed self support areas such as 

residence life, the bookstore and the student union to fund other student services on 

campus that haven't had user fees or an easy way to generate revenue without them, such 

as counseling, and special student services. In these cases, residential students and those 

purchasing items on campus pay for some of the other student services, perhaps with an 

understanding or assumption that residential smdents are the primary users of these 

services. This could be controversial in itself when it is challenged as taxing residential 

students more than other students who may use the same services and facilities. An 

additional burden is currently added as institutions tax student users of campus services and 

facilities to pay back the state during budget cuts and/or to non-student related institutional 

functions such as research and entrepreneurial activities. Student affairs divisions seem to 

be working to maintain services to students within very difficult institutional parameters. 

They seem also to be choosing to maintain services by shifting their funding source further 

through fees onto the shoulders of students rather than eliminating or cutting back on 

services provided. See chapters 5 and 6 for more discussion on this issue. 

The effect on students of this shift is compounded as institutions furmel large 

amounts of money into non-student related functions at the expense of students. Rather 

than cutting back on these activities. Slaughter (1993), Slaughter & Rhoades (1993) and 

Slaughter and Leslie (1997), find that institutions are funneling ever increasing amounts of 

resources into entrepreneurial activities such as applied research and the selling of 

intellectual properties to corporations and the goverrunenL Much of these funds are going 

to administrative areas developed to support entrepreneurial research activities (Leslie & 
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Elhoades, 1995). Slaughter and Leslie (1997) have termed this practice "academic 

capitalism" and find that this trend is a pattern among higher education institutions in 

English speaking countries including the US, Canada, Australia, and Great Britain. The 

following is a senior student affairs officer's interpretation of her Research I institution's 

choices to prioritize research over student education and retention. 

Janice: What happened 15 years ago was that this university decided to take a portion 
of the fee pool to offset the debt on academic buildings so one might....My 
first question when I first came was why do we have so shabby student 
buildiigs. When I go to [other state university] ihey have a student services 
building, they have a tec^ology building. They also have a rec. center. 
They have a remodeled union. What happened? And I'm told that decisions 
were made differently at the same time about the two institutions. The 
university here made the decision to fund the development of the academic 
building base through the student fee. And that has set the course very 
differently. Now, when you look at the academic buildings compared to 
[university], we have better academic buildings. And we have newer 
academic buildings. But they have a better student services 
building...difficult choice. 

I think that the vision was clear about the University of [state]. That it was 
going to be the flagship and a flagship meant academic programs and 
research. They have over the 30 year period built that as the emphasis. And 
they've gone from being unrecognized as a research I to being eleventh out of 
52 or whatever. So this was a concerted effort. Now the trade off is 
that...we aren't 11th as far as our student facilities or student retention. So 
those have been a lot of the trade off. But in building a reputation for being a 
research I institution with a graduate base and a research base they did an 
incredible job in a small amount of time. 

To further compound the situation for students, monies have not been increased in 

general to instructional areas, which would also benefit and serve students (NEA, 1994, 

1996). Rather funding is being allocated and reallocated to colleges serving few students 

but considered strong revenue producers such as business, law and the science 

technologies (Slaughter, 1993) and administrative offices aligned with this revenue 

production function (Leslie & Rhoades, 1995). 
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SS AOs interviewed point out that their budgets are funded only in small part by 

state appropriations. Many of those interviewed stated that student affairs funding has 

traditionally come from student tuition, general student fees and direct student user fees. It 

is ironic that institutions and the public seem to be considering non-classroom services as a 

social welfare fimction supported by taxpayers when many divisions of student affairs 

receive little state funding to support these student services. It is important, however, not 

to discount these reductions. Although state funding makes up small portions of these 

SS AO's budgets, the effect of cuts on a small budget can be especially dramatic when they 

primarily fund personnel who serve students. This effect is increased substantially as some 

institutions pull funding away from student affairs to replace lost resources in other areas 

(Rhoades, 1995). 

Stuart ... [funding of student affairs] it's changed a lot since when I started in this 
work, almost everything in this work was provided originally by institutions. 
So over all this time, we've developed fees and charge backs and rents and I 
think the result is that a lot of institutions expect student affairs programs and 
services to be funded in some other way than general revenue. That's clear in 
my case because I only get 2% of ray budget from general revenue. 

Bob: ...traditionally fees have been used for non-instructional programs. Ninety 
percent of my budget responsibilities are from income other than the state. 

Nancy; Well, out of a 100 million dollar budget we have about 8 million dollars from 
the general fund. 92% of us is self sustaining. When you think about it, 
some of us say lets just increase our tax on housing and health services and 
be completely self sustaining and we get out of the gun of fighting with 
everybody else for limited dollars. We haven't done that because we haven't 
felt diat we can afford it yet. But we're not far away from it which creates a 
dilemma for some of us who really believe that there is a responsibility for the 
general fund to help provide for some of these services that lie within student 
^fairs. 

Reallocations away from student affairs areas to non-instructional areas of the 

imiversity then are of great concern in considering service to students. Slaughter's (1993) 

work reinforces this concern on the academic side of institutions where departments with 
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large student enrollment and interest such as education, humanities and fine arts have lost 

funding to areas serving small numbers of students but considered higher research revenue 

or alumni contribution producers such as business, law and technological sciences. 

Ironically, ability to generate revenue does not necessarily equate to overall revenue 

production. Expenses and product liability costs for these initiatives may outweigh revenue 

generation as institutions take on increasingly risky entrepreneurial agendas. Students 

seem to be the losers in this revolutionary era at research institutions and probably also at a 

variety of others as institutions attempt to replace lost resources, maintain growth or attempt 

to move up the Carnegie classification ladder. 

Calls for Efficiency, Effectiveness and Accountability 

Senior student affairs officers describe ongoing pressures from a variety of 

constiments for higher education to improve its efficiency and effectiveness. Similar to 

Rhoades & Slaughters' (1997) concerns about academic arenas, these SSAOs express 

concern at comparisons to corporate culture and expectations that they model their 

instimtions after organizations with very different goals, structures and resources. SSAOs 

show concern over public expectations based on these misperceptions and generalizations. 

Once again there is a significant absence of critical self reflection on this issue among the 

SSAOs interviewed. They point out how the institution in general or academic areas are 

percieved but don't discuss the ways that student affairs might be contributing to an 

impression of inefficiency, lack of accountability or poor use of funds. 

Kate: ...the societal issue has to do with the loss of confidence the public has with 
higher education and I think that it has more to do with certain accountability 
issues like if I send my son or daughter to an institution I expect that they 
would be able to get out in at least fotu" years...or I expect that their courses 
would be taught by faculty, or I expect that the tuition won't go up more than 
inflation. I guess the public is starting to say that the universities aren't 
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meeting those expectations....so I think that society isn't disillusioned with 
higher education as a value but more how we are managing that resource. 

Keith: ...the institutional factors in ray judgment are the overall accountability and 
restriction of money that has been coming in from the state and state blessed 
sources such as tuition and fees. Our legislature and our board of regents 
view the cost of hi^er education with great alarm as it has continued to 
exceed the cost of inflation. Everybody else is doing something different to 
keep that from dominating them ...you carmot continue to go at that pace. So 
we're going to be cut back in support and in our ability to raise fees, 
particularly as we are a state instimtion. 

Janice: Well, I mean, this is a constant conflict here, because students don't perceive 
that they own the financial woes of the institution. Because somehow the 
state is supposed to provide that And yet the state is moving off of that 
commitment at the same time the state is saying you could be more efficient 
with what you have and we're really not going to invest more into you until 
you get more efficient 

Some SSAOs have critical perspectives concerning their institutions. One SSAO 

expressed concern that his institution hadn't addressed public concerns about the top 

heaviness of his institution but rather had just changed the perception. 

Rob: An administrative review committee went through and looked at all efforts of 
the university and did a review and tried to respond to some of the kinds of 
concerns that were raised. For example, one of the concems that was raised 
was that there were too many vice presidents at the university and the 
perception in the eyes of the public was that it was too top heavy with 
administrators. So part of the recommendation for the administrative review 
committee was the elimination of a number of vice presidents. Well that 
didn't necessarily mean that positions were eliminated but it meant that titles 
were changed...so as a result, you know a couple of generations from now 
people will look and say well damn we don't have many vice presidents. But 
the reality is that the level of adminisdation still exists. 

The following SSAO believes that it is appropriate to expect greater efficiency and 

effectiveness but that comparisons to corporations are inappropriate. Nancy is concerned at 

calls for higher education to model methods of efficiency in corporate operations, 

operations that have different missions and resources. She is still interested in the 

managerial concept of efficiency and effectiveness but is concerned that it occurr in ways 

that are congruent with the mission and culmre of her institution. This may be the 
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healthiest approach; to consider divisions in line with non-profit organizations to maximize 

limited resourcesto accomplish organizational objectives. Rhoades and Slaughter (1997) 

suggest that learning from other non-profit organizations may be the most beneficial and 

ethical route for higher education to take during this time of high market orientation. 

Nancy: ...unfortunately what's happening on many of our campuses, is our tuition is 
going up rather dramatically and that's having the other side effect which is 
making people who are sending their kids to college experience sticker shock. 
And I thmk all of that is revolving back on us that we're not the business 
managers we are and academics and we ought to steal a page on corporate 
America and begin reengineering using total quality management and all those 
kinds of things to bring cost down. 

AC: Do you see that comparison to corporate America as one that is helpful or 
hurtful to higher education. 

Nancy: I think it's comparing apples to oranges so it's an unfair comparison. I 
happen to believe on many campuses we probably could find more cost 
efficient ways to do a lot of things but I don't think you can always apply 
those measures from corporate America to what we're trying to achieve in 
higher education. However I think we're probably the next group to be 
under the scrutiny after the medical profession is being examined so 1 think 
we need to be ready for it. 

Restructuring and Reallocation to Meet Other Institutional Priorities 

SSAOs point to one catalyst as perhaps the most influential in choices to restructure 

their institutions and subsequently having the highest effect on student affairs. An 

increased priority on academic endeavors is pointed out as a primary reason for student 

affairs restructuring and the subsequent reallocation of smdent affairs funding to other areas 

of the institution. In one extreme case, an SSAO interviewed described an action on the part 

of academic and central administrators who formally proposed the complete elimination of 

the smdent affairs division. He expressed relief that the faculty senate came out strongly 

against this proposal and it was dropped. This served for him as a strong message as to 

where his division stood with central and academic administrators and with faculty. In 
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most cases, the priority is not this drastic but is very apparent to these SS AOs. Most of the 

SSAOs interviewed do not, however, differentiate between the basic research, 

entrepreneurial research, administration and instruction areas of academics in their 

discussion of the prioritiation of academics over student affairs. These SS AOs seem 

unaware that research and specifically entrepreneurial research and administrative support 

is the priority. They also don't seem to know that particular disciplines, the sciences, 

business and law are taking priority within academic affairs or the effect this has on 

students. 

It is unfortunate that SSAOs are not aware of this as they could be excellent 

advocates for students and specifically for student instruction. Student affairs 

professionals would benefit students by making them , the public and others in the 

institution aware of the movement of monies away from student benefitting activities such 

as academic instruction, student services and even the maintenance and refurbishment of 

student buildings. 

SSAOs describe three ways in which academic areas of their institutions are 

manifested as priorities. These priorities take the form primarily of reallocation of funding 

to academic areas but also include some restructuring and in a number of cases increases in 

academic fees to students. 

Restructuring 

SSAOs relate two types of restructuring directly to an increase in the priority of 

academic areas of the university. First, The widespread restructuring of institutions has 
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included an increasing pattern of moving senior student affairs officers to reporting levels 

with less influence; typically from reporting directly to the president to reporting one level 

down to the senior academic officer. The NASPA survey utilized in this study indicates 

that one out of five (20%) of SSAO respondents has been changed to a new reporting line 

in the last five years. Some SS AOs interviewed have been moved a.s well. In addition, 

two SS AOs interviewed expressed concern at a disturbing trend for universities to hire 

SSAOs with business backgrounds rather than student development backgrounds. 

Second, SSAOs in both studies report that some departments have been removed from their 

divisions and now report to an academic area. 

Structural realignment with academic affairs usually means that an SSAO is moved 

from reporting directly to the president to reporting to the provost As is outlined in the 

next section, the majority of SSAOs expressed a belief that academics are the primary 

mission of the university and should take priority, however, these indicators show that an 

increasing priority is being placed on academics areas in response to the declining or steady 

appropriations to higher education. This type of reporting change may have some positive 

effects in increasing collaboration between student affairs and academic affairs. It also 

may assist student affairs professionals and faculty in understanding the contributions that 

each makes to the Uves and learning of students. It is likely, however, to also decrease the 

senior student affairs officer's and the division's ability to negotiate and influence central 

administrative and overall campus environments. It may also diminish the role and place 

of students and student affairs even further within institutions. Fortunately, for several of 

the SSAOs who reported this realignment, they continue to have a dotted-line 

communication structure to the president and serve on the president's cabinet. 

Anne: We've had restructuring in that we had a provost position created and I 
answer to the provost and the president. Where as previously my reporting 
line was to the president, it now is a direct line to the provost but I would say 
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a dotted line to the president because I sit on the cabinet with the other vice 
presidents. 

AC: What was the reason for moving your division under the provost. 

Anne: To create a stronger parmership with the academic side of the campus. All 
the deans answer to the provost and to have a stronger parmership between 
academics and student affairs. I feel very good about it because I have a 
direct conversation line to the president as well. So frankly it served the 
division and our focus of student affairs well. 

Sara: Well, in some ways perhaps we are our own worst enemies. I think there is 
a tendency for student services to be an island on a campus. You asked me 
earlier about what kind of ways do we collaborate with other departments on 
campus. See I think that is re^y key. One of the things that attracted me 
about this position is that part of my title is Dean of Academic Support 
Services. So, I report to the president and I'm on the president's cabinet for 
the Vice President for Student Services title but I get to go to the deans' 
cabinet and report to the provost for the deans title. So I think that's really 
important to being a player, if you will, in the political arena on campus. I 
just don't think we've done enough collaboration with academic affairs in 
particular. To show that and maybe with business affairs as well to show 
that we're supporting them and then maybe they'll be supporting us. I know 
too many people who have a we versus they complex in student services. 

Some SSAOs also reported a different kind of restructuring as a result of 

institutional cuts or reallignment. In some cases, particular deparment s have been 

realligned to report to academic divisions. One way that SSAOs have successfully retained 

monies for students is by demonstrating strong links between student services and student 

retention and pointing out the link between student retention and revenue production. 

Some SSAOs report that their institutions have responded to this knowledge, concern with 

maximizing revenue and pressure to improve undergraduate education by moving 

enrollment services (admissions, registrar, financial aid) and in some cases other retention 

services (orientation, minority services) underneath the academic umbrella. SSAOs 

express concem that interventions designed to respond to public calls for improved 

undergraduate education are likely to disappear once the media and the public have moved 
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attention to other societal concerns. In addition, some worry that the non-academic needs 

of students will be ignored. 

Matt: We created the undergraduate advising center and it was moved a couple of 
years later to the provost office. We created outreach centers in minority 
communities around the state and those were moved to the office of public 
affairs. So those were both examples of programs that were initiated here 
and then once they were in place and functioning were moved for one reason 
or another to a different office. 

Mark: It has been these external forces that have forced the faculty and their leaders 
to take a look at what they are doing in undergraduate education. So I worry 
that once the pressure is off they could go back to doing things the way 
they've always done which has been a slow benign neglect of undergraduate 
education at major institutions like [state university] and [state university]. 
But right now I want to ride the wave of the institution saying we need to take 
a look at what we are doing in undergraduate education and I want to try to 
hold the feet to the fire of the institution and say we ought to be doing this 
regardless of the pressure to do it We've got an obligation to provide a 
quality education program. So yeah there's a little bit of a paradox there but 
its because the emphasis on improving undergraduate education hasn't been 
generated within the institution itself. 

Another concern of SSAOS is that services moved or expanded to increase revenue 

by recruiting more students are likely to have a negative effect on students in the long run. 

SSAOs see this as an institutional interest in making money from students rather than 

focusing primarily on serving and educating students. Ironically, even in a revenue 

producing sense, it is more profitable and less expensive to retain students in the long run 

than to recruit and then lose them (Noel-Levitz, 1987). 

Mark: Because we had the enrollment management services within our area, those 
were a high priority for the institution and so they were not immune from the 
cuts but their cuts were not at the same level as other areas of the 
university.... the enrollment management, admissions, registrar, financial 
aid, new student orientation...those things did not suffer as much as areas in 
student life which would include such services as the student activities, 
international student services, the women's resource center, minority student 
services, the student assistance center...those kinds of programs were the 
ones that probably took the larger cuts. 

Flo: I am concerned about the movement of the enrollment management types of 
services, admissions, financial aid, orientation, to the academic side because I 
know that these are seen as the "money-making" departments. I was getting 
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so much pressure to make these business oriented, marketing you know, and 
told to deemphasize our role as assisting students in making healthy decisions 
about college. And so in some ways I am glad that these areas were moved 
because I don't think I could philosophically have moved in that direction. I 
am concerned though about what this reallignment means for students. 

Reallocation 

In addition, some SSAOs report the movement of some departments from student 

affairs to academic affairs. A number of the SSAOs interviewed for this study have had 

departments originally within their divisions transferred to other areas of their institutions. 

Student revenue contingent departments such as admissions and financial aid; academic 

oriented services such as academic advising and learning assistance centers; and some 

retention programs such as orientation have been moved away from these student affairs 

divisions. These areas may be seen by central administrators and legislators as more in line 

with the production function of institutions and moved accordingly. This is cause for 

concern for a variety of reasons including: 1) the probable move from a combined 

developmental/leaming/marketing focus in these services to a complete marketing focus; 2) 

a movement away from utilizing professionals trained in the theory and practice of student 

life and development; and 3) a likely increased perception and minimization of student 

affairs divisions by central administrators and state legislators as serving a less desirable 

"social welfare" function rather than an essential production function within their 

institutions. 

Tom: ... it used to be for example, registrar, financial aide, and admissions in fact 
those offices, some of them were consolidated within student affairs under 
what was called the division of enrollment management That was changed 
so that there is no division of enrollment management now under student 
affairs. The person who was in charge of that now is in charge of 
admissions....the enrollment process area now reports to the provost. The 
financial aid, registrar piece is now a part of that change I told you about in 
terms of consolidating those operations under one front of the house 
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operation which is the academic student services office while we sustain the 
back of the house operations 

Bob: We're going to take all the smdent affairs services, the support of the 
academic enterprise, academic advising, student orientation, things of that 
nature, and put them into the academic student affairs enrollment management 
group... So what we did was take the chief student affairs officers 
responsibilities in academic matters as I was saying such as academic affairs, 
orientation, freshman intei^est groups, a whole host of those kinds of 
programs, moved them under the leadership of his peer who is responsible 
for enrollment management So we have in a single organization now what 
we call student academic services. The concept is that you have under the 
leadership of a single person sort of a birth to grade kind of approach to 
student life starting with recruitment, enrollment all the way to academic 
advising, and into commencement. 

One SSAO outlines the prioritizing that took place in business type functions that differed 

from service type functions prior to this move of the services to the academic division. 

Monica: Because we had the enrollment management services within our area, those 
were a high priority for the institution and so they were not immune from the 
cuts but their cuts were not at the same level as other areas of the 
university.... the enrollment management, admissions, registtar, financial 
aid, new student orientation...those things did not suffer as much as areas in 
student life which would include such services as the student activities, 
intemational student services, the women's resource center, minority smdent 
services, the student assistance center...those kinds of programs were the 
ones that probably took the larger cuts. 

Another SSAO discussed her concern at the loss of enrollment management services but 

stated that she would rather lose these departments than have to move from working 

developmentally with students in making college choices to the hard sell business 

marketing approach currently expected by her institution of those departments. 

SS AOs report that all divisions have experienced cuts as a result of steady or 

decreasing state appropriations. 

Rob: I think its, here it's been the broader cuts for general funding for higher 
education throughout the state. So it wasn't something that focused just on 
student affairs. Its an overall institutional challenge. Where the amount of 
funding for higher education is reduced significantly. 
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Kate: We did have to make some cuts. We combined some offices. We let a 
department head go. And we've not refilled some positions. But student 
affairs was not singled out any more so than other support areas. 

Dennis: I don't get the sense that some of the shortcomings have been any different 
than they have been for other departments on campus. I sense that there is a 
real feeling that there has been fair application of cuts. I don't think that 
we're any worse off or any better off than anyone else at this point 

One SSAO describes a loss of autonomy in how her division uses of reserve monies set 

aside for facilities improvement. These funds have been centralized to assist in balancing 

the university budget and she must now request them rather than having the autonomy to 

make that decision on her own. 

Kate: We used to have in our auxiliaries, which to us really is room and board, 
reserve funds. They were pretty much untouchable except by those 
departments. Well the institution has gone to a very different budgeting 
model and now it considerse all those funds kind of university funds. So in 
residential life. If 1 want to take two million dollars to go buy my new 
equipment for a new residential complex. If I designated that, worked that 
out, that's ok. but every time, I or anyone touches the reserves it affects the 
budget balanced plan for the entire institution because those reserves are 
considered part of the central pot now. And so we still identify them as ours 
but every time you want to use them you kind of have to go get a whole 
different form of approval than you used to. 

As discussed in a section on student fees in Chapter 6, SSAOs express concern that 

academic departments have begun to charge fees in addition to the tuition which has 

traditionally covered academic costs. User and general student fees have been the primary 

way that student affairs services have been payed for in the past so this is problematic both 

in adding increasing fees to student burden and academic use of financial resources 

traditionally designated for out of classroom services and programs. 

Malt: academic affairs doesn't have a handy way to move things onto student fees. 
They have increased some fees for such things as computer support and for 
advising. And in that way they have expanded their income source. But 
when they did that they didn't then have the previous, any previous funding 
pulled away from them. 
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Overwhelmingly, SSAOs interviewed considered restructuring and resources a 

major concern for all parts of their institutions. Many acknowledged that the cuts affected 

every part of their instituions. Most, however, also reported that student affairs funding is 

being reallocated to other divisions of their institutions. Some even acknowledge the 

strategic difficulties in cutting academic areas. SSAOs express a balance of support for the 

academic mission as first priority in the institution with a concern that services provided by 

student affairs and educational opportunity outside the classroom are very important to 

students. Unfortunately and perhaps to their detriment as advocates for smdents, few of 

the SSAOs interviewed made a distinction between academic research and enrepreneurship 

that offers little direct benefit to students and instruction which is the reason that students 

are in college. NEA (1994, 1996) data confirms that while funding to research and 

academic administration has increased significantly, funding to instruction has actually 

decreased. If SSAOs know this they may be able to act as activists for and with students to 

hold their universities accountable for the education of students. 

Renee All aspects of the campus received cuts with student services taking larger 
hits because of the primacy of the academic departments. I believe that the 
cuts we have endured were the result of the economy and not any effort to 
reduce services. We did take larger cuts than the academic side but I agree 
with those priorities. 

Mark: I think percentage wise yes, the budget cuts were equal but typically in our 
institution academics always comes first and they generally have a Uon share 
of the budget anyway. I have a sense that we valued but if push comes to 
shove, if resources are needed both in academics and student services the 
lion's share of it will go to academic. And that's just something that we live 
with. 

Kate: We've had some reallocation over a three year period we've reallocated 3% 
from the non-instructional areas to the instructional areas. So the non-
instructional areas on the average have taken a bigger hit here than the 
instructional programs. 

These SSAOs describe the difficulty in cutting academic areas and the political maneuvering 

inherent in the process of cutting an area. These SSAOs don't seem to know about 
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Slaughter's (1993) work showing that tenured faculty have been layed off with the 

justification of institutional financial exigency. 

Janice: I think that we are saying that we don't want to undermine the quality of the 
instructional programs and I think also, it is so very difficult to cut anything 
...you can freeze faculty positions but you can't fire faculty who are already 
here...so the best that a dean or provost can do is say, your unfilled positions 
won't be filled, and so consequently you won't have, those revenues will 
come back to me. Now colleges then will protest and say that is not fair 
because, look at our smdent credit hours...we generate and look at how 
we're tied to the general education program...so they'll each go back and 
make their case why they should be given those positions back...because 
where the positions occurred don't necessarily mean they are strategic. So I 
think that's the problem that the provost always face. 

Although most of the SS AOs interviewed express a belief that traditional academics 

are the primary mission of their institutions of higher education, they also express a belief 

in die holistic, well-rounded development and education of the students they serve. These 

SS AOs express the importance of student learning in and out of the classroom. 

Unfortunately, they don't seem to know that share of allocations to instructional areas have 

beeen hit harder than most other areas (NEA, 1996). 

Janice: I think the struggle that I always have is saying look it's a support enterprise 
but it is supporting student learning, and its supporting how students will 
take advantage of the learning experience at a university and that soident 
affairs professionals are also educators, we're not faculty and I'm not saying 
we're faculty. But students learn in many venues , in many arenas and that's 
all part of the university experience and you need student affairs professionals 
in that sense we are part of the academic mission. It's only when you get 
tighter and tighter into the economic constraints that it becomes well, you're 
not in the classroom. You don't have the instructional mission that the 
faculty have. And that's true. And if you are trying to protect what you see 
as the primary mission, then the instructional will iways be protected before 
the student affairs, the developmental, extracurricular, out of classroom or 
what have you. 

Dennis: I think there's, the smdents don't slop learning once the bell rings in the 
class. There is a general understanding of that but the primary purpose for 
going to an instimtion is that classroom learning. So faculty certainly provide 
that primary service. I see it more as a partnership but being a realist, I know 
that if we really had to do major budget cuts, student services would probably 
be one of the areas they would look at pretty quickly. There's continuing 
efforts all the time to build partnerships with faculty so that they know what 
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we're doing and we have a better sense of what they're issues are and vice 
versa. 

Some SS AOs do express concern that too many resources are being funneied to 

non-student related academic endeavors such as research. They are concerned that student 

affairs monies are being reallocated to academic arenas to make up for a lessening in slate 

and federal resources available to fund research. In essence, they are concerned that their 

institutions are taxing students to maintain traditional research priorities and fund new 

endeavors hoped to be revenue producing. Most, however, seem unaware of the large 

reallocation of monies specific to academic areas considered able to produce revenue as is 

discussed in Slaughter (1993) and others' work. 

Mark: as the federal government has cut back on research and research funding. 
We've had to make up that shortfall and those costs get spread across the 
whole institution, not just the research program. I think part of the response 
to the public disaffection is a feeling that we need to sttengthen research and 
so some of the reallocation of resources is going to do that and that frequently 
takes resources away from student affairs and reallocates them toward 
research related purposes. 

On the other hand, one SSAO who came originally from a faculty position and then 

associate dean position in arts and sciences shares her concern that student affairs divisions 

are not centering their work enough around the academic lives of students. This SSAO 

describes the restructuring and reevaluation of the mission as a "wake up call" for student 

affairs to stay in line with institutional and student priorities. Specifically with the academic 

mission of the institution. This SSAO unlike most student personnel or faculty is probably 

assisted by her wider view of the institution, having served now as SSAO, faculty member 

and academic dean. To effectively work with and for students, I believe that professionals 

in student affairs need to learn much more about the wider university and about its 

interconnections with government and industry. We need to become much less focused on 
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our own endeavors and philosophies and focus on a broader educational agenda. ACPA's 

1996 Student Learning Imperative is a strong move toward centering student affairs work 

around student learning. We do, however, have a long way to go. This rather lengthy 

quote and the one following it illustrates much of this concern. 

Julie: I think that within student affairs there was tremendous hurt at not being 
judged as important as some other areas of the campus. And of course you 
would expect that But I also think it reflects an important reality check that 
was necessary. Student affairs on this campus was often referred to as the 
shadow university. We are very large and a very strong organization and 
operated with almost no connections to the academic and that is not good. 
And as a consequence it was a wake up call, a pretty harsh one granted but a 
wake up call to student affairs folks on our campus in terms of at least how 
far they were perceived to have moved from providing the support essential 
to students' academic success. 

The recognition seems to have gone toward those who were focusing there 
efforts on the sort of student personnel development, the fun kinds of things, 
the student clubs and organizations, without those connecting in any 
significant way to anything that was going on elsewhere on the campus. Not 
that those aren't important but students saw their lives as being quite disparate 
and many of the sorts of opportimities that are available through student 
organizations were seen by the students as more important than the 
academic...certainly more fun for many than the academic. And student 
affairs staff were perceived as pulling students away from the academic. This 
will never set well with the faculty as you might imagine and so it was this 
very separate view of what we as a campus were about for our students that 
was an issue. But those people who were working closest to the academic 
core were getting no recognition of their accomplishments. These were 
people who were clearly engaged in providing serious and valuable student 
affairs programs and they were also people who understood fully how 
important it was for those programs to articulate with academic 
programs.And all the strokes were going to the folks who were dealing in 
what as a faculty member would say were nice but not critical aspects of what 
kids do as they grow up while they are with us. So I found that very 
interesting and at least symptomatic of how deep the divide was between 
academic and student affairs. So what we need to be doing is supporting 
smdent learning on the one hand and supporting students opportunities to 
develop skills in leadership and citizenship and social responsibility so that 
they take their academic grounding and know how to use it wisely and well. 

Sara; I think that's really important to being a player, if you will, in the political 
arena on campus. I just don't think we've done enough collaboration with 
academic affairs in particular. To show that and maybe with business affairs 
as well to show that we're supporting them and then maybe they'll be 
supporting us. I know too many people who have a we versus they complex 
in student services. I think we are just as important as the faculty, as 
everybody else, but we are not the faculty. And that is OK. We have a 
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wonderful opportunity to support the faculty and to build bridges with 
academic programs. You know, we could make ourselves very 
indispensable and very important if we want to. If we'U just get over this 
complex. I know in my heart that student affairs staff are never going to be 
treated like the faculty. Is that bad? NO, that's not bad. Its how, you look at 
the glass half full or you look at the glass half empty. 

SS AOs describe a variety of forms that reallocation is taking in their institutions. 

Budget cuts to their divisions are not the only way that monies are reallocated. These 

forms include the disproportional effect of percentage cuts on smaller budgets than on large 

ones. Since student affairs only utilizes 3.9% of institutional share of university budgets 

nationwide (NEA, 1996), any percentage cut can have a profound impact. 

Peter: ...the overall budget in student affairs is still a fraction, a very small fraction 
compared to the imiversity hospital or all the money we have in colleges and 
academic programs or what have you. 

Gary: I wouldn't say that we are receiving more cuts. I think we start out funded at 
a lower level than say academic affairs or other areas within the university. 
Our cuts may be modest but then when you have minimal budget initially any 
cuts whatsoever will be significant 

Three SS AOs ascknowledge that the largest cuts at their institutions have not been in 

student affairs 

Matt Well, we've had good times and we've had not so good times...in general the 
highest priority of the university is going to be on the academic program and 
so the costs there are going to be addressed more readily than they are in 
some other areas. I tlunk 3iat the biggest cuts on our campus have not come 
in student affairs. They probably have come in fiscal planning areas and in 
other support areas. 

Kate Over the years, the infrastructure of the university, the physical infrastructure 
was collapsing and so because that is another place that the institution would 
always cut raAer than cut academics, they cut clerks, they cut 
groimdskeepers, they cut you know money for roofing and redoing and those 
sorts of things. So we did it for too long. And people were beginning to say 
this place was falling apart 

Janice: I think the first couple of years I was here it looked like student affairs took 
more than its fair share of the cuts...now I would say again that what was 
being protected was academic affairs. But business affairs and student affairs 
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probably were the two areas that took disproportional cuts. This last year, 
the 2% was handed out just about across the board. And probably if you 
really study it...business affairs took a larger hit than somebody else...and 
the undergraduate, like the honors college was exempted from the two 
percent. But undergraduate education still had to come up with the 2% but 
they backed out the honors program from that...So there were things like that 
that happened. But I would say by and large this year, there seem to be more 
of across the board for administrative support services being about 2%. Now 
there was a disproportionate hit on the colleges but again all of them were still 
under 2%. There were some colleges that weren't hit at all and engineering , 
agriculture, business, all had about 1 to 1-1/2 percent. So they still had to 
contribute less in percentage in the areas... 

SS AOs do feel in most cases that student affairs divisons are being cut more than 

are academic divisions. Unfortunately they really do not distinguish between research, 

administrative and instructional areas of academic divisions in their assessment In 

actuallity, according to NEA (1994, 1996) data, student affairs has a smaller instimtional 

share of budgets but has been in a steady state while instructional areas have lost funding. 

Research and academic adminisuration areas have increased significantly in share and in 

actual dollars. 

Bob: Well, when we got into our serious budget cutting in 92-94, everybody had 
targets and those targets in part reflected to priorities and academic 
departments, the academic core of the institution was given the highest 
priority therefore the cuts were smaller in those areas and more in the 
administrative support services and student affairs. So, it was a reflection of 
priorities I guess. Student Affairs and administrative support services took a 
little heavier hit than the academic sectors, but the difference was not 
consequential. 

Sara: I do see it affecting our profession, perhaps disproportionately from other 
areas of the institution just because there is so much political pressure on 
presidents not to reduce academic services and academic programs so I feel 
that at most institutions, student services takes a larger share of any kind of 
budget cuts. 

Another form that reallocation has taken that differentiates student affairs is taxing 

of divisions. Some SSAOs describe ways in which their divisions have been taxed and 

monies reallocated to instructional or generally to academic areas. 



209 

Peter: We have even gone through several years of internal reallocation where the 
campus grew and specifically required more money to be reallocated from 
units that are not academic units (i.e. student affairs and administration and 
human resources side) as opposed to the academic side ,so in a real sense 
we've certainly, even where everyone has been eroded somewhat the units 
like student affairs have gotten a much higher wage than the academic side of 
the institution. 

Tom: Principally the cuts were pretty much across the board, in other words, we all 
got the same percentage budget cuts. The exception being, the academic area 
has experienced operating deficit so that it was almost like having a siurcharge 
to help pay for some of that, not all of it, a percentage of that to help them 
was also bom by us... 

Reallocation of monies away from student affairs takes two additional forms. In 

some instituitons new resources are allocated to academic areas rather than to student affairs 

areas. In another instance, especially of concern for students, some academic expenses are 

moved to student fees to free these funds up for other institutional priorities. All of these 

forms of reallocation combine to make a difficult situation for the future of student affairs 

work. The hidden nature of many of these forms of reallocation makes them especially 

powerful (Lukes, 1974) in their effect and difficult to counteract. In many ways, student 

affairs professionals best defense may be to become as aware as possible of these hidden 

and semi-hidden types of actions. 

Peter. ...student affairs is not the highest priority on the scale of the institution and 
the next dollars the institution gets would probably be more apt to go to 
things that relate, or more academic type needs. 

Matt What we have seen is not so much budget cuts as we have seen movement of 
some of our academic expenses onto the student fees. So its a way of freeing 
up state appropriated funds in order to move those funds to another part of 
the university. 

Student affairs divisions have unfortunately utilized this same strategy to free up funding 

for other divisional priorities. Increasing and creating new student fees is discussed 

extensively in chapter 5. 
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Matt We had a situation for example where we started charging an admissions 
application fee. We had about $500,000 dollars a year in annual budget 
funding for our admissions office moved from our division into another part 
of the university. Then we were at some point able to move the funding for 
our entire counseling center, which was about 2 million dollars onto student 
fees income. That funding that we had previously in the budget was moved 
into other areas of the budget. It wasn't a budget cut but it was a replacement 
of the source. 

Factors Creating Some Flexibility for Smdent Affairs Divisions 

SSAOs report that there are a variety of ways in which they have found some 

factors wihin their institution that create some flexibility as they deal with restructuring and 

budget cuts. These factors include budgetary and regulatory autonomy and an increasing 

amount of more flexible funds from sources other than state appropriations. In addition, 

SSAOs share that student voices involved in decision making, a limitation in how much the 

public will allow education to be cut and lobbying efforts in the state continue to provide a 

basis for hope in dealing with these challenges. Some institutions have found flexibility in 

their ability to carryover funds from year to year and from the ability to plan two year 

budgets. Senior student affairs officers are clear, however, in their acceptance that because 

of public perceptions and sentiment, any new initiatives in their divisions will have to come 

from reallocation of funding, ftmd raising and revenue production rather than from new 

state appropriations. 

Tom: For the first time, what we're going to do is a two year budget and we're 
going to anticipate cuts and of course when you anticipate, you're veiy 
conservative. And the fact that you could plan out two years even with cuts, 
enables you to do things that otherwise you would be hard put to do. I've 
always felt that it doesn't matter what you cut me, if you can tell me far 
enough in advance, I will still figure out a way to get done what we all agree 
needs to be done. And so the two year planning cycle has helped out 
tremendously. That along with having the ability to carry money forward 
from one year to the next. 
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Kathleen: There is a fair amount of flexibility in terms of the amount of money you can 
carry over from one year to the next and I managed the budget last year so 
that I knew we could, you know were permitted by percentage to carry over 
about 55 thousand dollars. I built that in and knew that I could do that 

Mark: We have also slowly gained control over our funds as well and we do carry 
over some of our monies from one year to the next And that is part of the 
tuition accountability program both gaining control over tuition but also over 
how those monies are used and carrying them over from one year to the next 

AC: Has that made a difference in what you are able to do in student affairs? 

Maik: I would say more in terras of the institution that it is any one given area. It 
changes institutional policy in practice, it used to be that we went on wild 
spending sprees at the end of the year to use up any money that we would 
otherwise have to give back to the state. Now as a policy we can cono^ol 
these monies and use them to the advantage of the institution. 

Some of the cuts have been softened by the autonomy most divisions of student 

affairs have had to decide how to meet restructuring and cuts. SSAOs report that they have 

had full or partial autonomy in deciding where to pull funds from to meet budgetary cuts, 

call backs and lack of increases to cover inflation. In addition, most have maintained the 

leeway to resuiicture their divisions in ways they deem effective and appropriate. This 

autonomy makes it important to understand the choices made by SSAos in dealing with 

restructuring. By examining strategies, rationale and philosophies for possible impact on 

student and staff, it is possible to provide a much needed critical view of SSAO values and 

assumptions driving these choices. 

Nancy: Well, our institution is a little unusual in comparison to any other I've been at 
in terras of the approach to budgeting. I don't get anything line itemed; all of 
my money comes in a lump and I can sort of do whatever I want with it 
There aren't too many controls from any centralized agency within the 
university. We're also encouraged to be as entrepreneurial as possible. We 
control in student affairs sort of the destiny of our room and board cost with 
approval from the regents and our health care, community health service. 

Julie: There was a campus directive in respect to the campus areas that shouldn't 
receive reduced fimding. Then within the division, there certainly were 
decisions that needed to be made in terms of how to handle the cuts which 
beyond that came to us as a lump simi reduction. And those decisions were 
made within student affairs. 
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Peter We're basically given the opportunity to be able to make our own decisions 
as to how we want to do that We're given an overall number that we have to 
adhere to. It might be a specific percentage of the budget or it might be a 
dollar value or whatever but the student affairs division has a right to be able 
to make its own decision as to where that money is going to come from. 

One SSAO describes a new regulatory autonomy legislated by the state that has assisted her 

in reducing costs and improving service to students. 

Kate: We are a state university and we are inundated with state rules and regulations 
and it used to be that if I had a project of a million dollars or more, that was 
all handled through the state, it went there, they lead the bids, they followed 
the contract, they supervised the project and you know, several years later, I 
might have it done. And this was driving up the cost of major construction 
projects on campus. Legislation was passed by the state which took us out 
from under many of the costly processes and procedures through the state 
and so in fact our dollars are going further, because we are managing them 
here, we are doing bonds from the instimtion. I mean it is a very complicated 
process but it was called flexibility legislation, and so when we get funding 
for renovations, we also get the flexibility to manage our own projects to bid 
our own projects as long as we follow state law. TTiat has in fact made us 
able to be more responsive, be quicker, get things done not drag them out. 

A phenomenon that is both problematic and also provides more flexibility for many 

of these SSAOs is that most are becoming increasingly self sustaining. State 

appropriations are becoming a smaller portion of funding in student affairs. This has had 

the effect of encouraging SSAOs to find other sources of funding including more 

andincreased student tees, fund raising and grantwriting. As will be discussed in chapter 

5, each of these new sources brings with it both hopes and concerns for students and for 

student affairs. 

Stuart: Student affairs operations are funded out of many types of money so we 
receive only about 2% of all of the state money that goes to [university], for 
student affairs, very low.... The overwhelming majority of funds that I use to 
operate my division come from auxiliary, rent, fees, grants, private fund 
raising and I would say those have been areas where we have in fact grown 
quite a lot in those non state funded areas. So if you figure those things and 
if I took a look at ray total operating budget over the 7 years that I've been 
here, its increased 8-10%. There seems as a result to be a general consensus 
that any new initiatives will have to come from reallocation of steady or 
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dwindling funds, fiind raising and revenue production rather than from 
increased state appropriations. 

One last way in which some SSAOs have found and actually created flexibility is 

through the involvement of students in budgeting decisions. This is especially true when 

students are involved in the allocation and use of student fee monies. Students often carry a 

different kind of weight with legislators, faculty and central administrators. 

Rob: It was pretty much even and consistent across the board. It wasn't as if 
student affairs was more dramatically affected. And again I think that part of 
that is that student affairs at the instimtion is highly respected as being a 
significant contributor to the educational outcomes toward which the 
institution aspires. 

AC: How do you think that has happened? 

Rob: I think that a lot of it has to do with, partially in the way that student affairs is 
funded and the voices students play in the budgeting of programs and I think 
the other is the...maybe is the historical leadership maybe. But there are very 
historical factors that influence that for instance, in student affairs, more than 
half of our units are direcdy student fee funded, and the other half are funded 
by general fees. And so because of the student fee funding, the student voice 
is very important in terms of the maintenance of the level of quality in those 
programs. 

Even in facing a variety of difficult influences, SSAOs acknowledge other factors 

that create some hope for their divisions. In some of the more extreme cases of fiscal cuts 

and recalls, SSAOs have seen that the pendulum of cuts only swings so far before public 

concern causes it to swing back to some extent. This extent has varied widely around the 

country. In addition, one SSAO has educated decision makers about the link between 

student services and studentretention and the subsequent payment by students of tuition. 

By understanding the current concern over efficiency and revenue production by central 

administrators and legislators, an SSAO can act as advocates for students utilizing business 

arguments as well as more humanitarian ones. 
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Tom: The legislature refused to go along with a lot of the cuts proposed by the new 
governor, particularly to education. We had already had severe cuts for so 
long yet he expected to get their support. In fact both the senate and the 
assembly, which is democrats, the two leaders of the assembly got together. 
They crated themselves a restoration budget 

Keith: The institution, the institution is then faced with making choices that it is 
likely to make in favor of the more pure academic mission than to student 
services. Now the exception to that rule, and its a rule in itself, is that 
everybody has really wised up as to what retention means in terras of income 
and the quality of student life on campus contributes to retention and whether 
or not people get employed into the college contributes to how people feel 
about the place and ^us helps us recruit new students. So there is a little 
counter movement that will work in our favor and that is the degree to which 
we can link our services to enrollment success of the kinds of students we all 
want, at our various institutions and keeping them in school paying tuition. 

Some coalitions of state institutions have lobbied successfully for higher education 

fimding over time. It is interesting to note that in this and other cases, the institutions seem 

to be battling against K-12 interests rather than against other state priorities such as prisons. 

Legislators may be giving the impression that educators only option is to fight over a 

decreasing pie of educational monies. 

Anne: Minimal increases from the state and we are in a big battle right now. 
There's...and this is [state] politics but we have an extremely strong lobbying 
effort in K-12 and the two year colleges in the state. We are formula funded 
and 2/3s of the state, specid education plus goes to K-12 and the junior 
colleges. That has been for the first time, that the 1/3 that higher education 
gets has been dipped into. And so that is a big debate going on. And so we 
have been at a reduced level funding from the state for several years. With 
the threat of being prorated. That it looks like now because of a strong 
lobbying effort by higher education that we are going to get more money this 
year. But what we've had to do is increase tuition and increase student 
service fee to compensate for the lack of cost of living or adequate funding 
from the state. 

Results from this study indicate that these influences are having a profound effect 

on student affairs divisions in all areas of the country. Chapter 5 describes, analyses and 

critiques stategies chosen to deal with ciurent realities and perceptions of current realities 

for student affairs divisions. 
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CHAPTER 6 

SSAO NARRATIVES ON THE AFFECT 

OF RESTRUCTURING ON STUDENTS AND STAFF 

SSAOs interviewed for this study describe a variety of ways in which students, 

staff and student affairs as a profession have been affected by restructuring, budget cuts 

and the choices that have been made to deal with these changes. The tone of most of these 

interviews was one of SS AOs and the staff in their divisions working hard to find ways to 

continue providing service and educational experiences for students. SSAOs report diat 

restructuring and budget cuts have acted as catalysts for improving and finding new ways 

to operate more effectively. They also describe efforts to minimize the effect of these 

changes on the lives of students and staff. I've already discussed the probable impact of 

particular strategies in chapter 5. Each strategy chosen has both benefits and limitations 

and it is clear to me from these interviews that SSAOs struggle with ethical dilemmas of 

their choices, fmstrations with constraints and a wish to serve students. Their concern for 

staff is evident at one level in most SSAOs avoidance of laying off staff. It is also evident, 

however, that at another level, the overworking of staff has been utilized to accommodate 

the loss of resources and of vacant positions. In this chapter, I illustrate and interpret 

through narratives, the ways in which SSAOs make meaning of the affect on students and 

staff of institutional change and strategies chosen to deal with restructuring and/or reduced 

resources. 
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Affect on Students 

SSAOs describe three ways in which students have been affected by restructuring, 

budget cuts and the choices that they have utilized to deal with them. First, students are 

experiencing a severe increase in cost burden through tuition increases, cuts, changes in 

financial aid, and increased fees. Second, services to particular populations including 

emerging ones have been lessened and some choices are likely to produce a 

disproportionate effect SSAOs report that low income students, first generation students, 

minority students, non-traditional age students, graduate students and students with 

learning and physical disabilities are affected in specific ways by the streamlining and 

cutting of services. Third, SSAOs report both positive and negative changes in the quality 

of services provided to students. 

Cost Burden 

SSAOs report that the largest impact on students from restructuring and budget cuts 

is the striking increase in the cost of their college education. Many of the SSAOs 

interviewed express concern that rising tuition, fees and a decrease in financial aid, 

especially int he form of grants, is having a profound affect on students. Keith points out 

that institutional pain from cuts "pales by comparison to the impact of the cost to students." 

Tom as well, states "that we're doing wonderful things for students, really doesn't at all 

ease the pain of the great cost burden" to students. Kate points out, in addition, that public 

and especially land grant institutions have a responsibility for access and that many smdents 

at her tu^ban institution are low income and first generation students. SSAOs draw a 

connection between increased fees and the burden to students, yet statistics from the 

NASPA survey show that increasing general fees has been utilized by 60% of SSAOs 
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experiencing budget cuts and increasing user fees utilized by 52%. So although some 

SSAOs interviewed have chosen to avoid the use of fees to make up for lost resources, a 

large number are doing just that 

Tom: The cost thing is a major, major, major thing. I don't know how to ...I can't 
over accent that. I don't think that the improvement in services and the 
quality and efficiency...! don't think that makes up for what students pay 
additionally in cost because on the other end....its getting harder to get aid 
and much much larger percent of the aid is now loans...the size of the loans 
are much larger etc. etc. etc. so the fact that we're doing all these wonderful 
things for students really doesn't at all ease the pain of the great cost 
burden...that is increasingly being bora by students and their parents. 

Keith: I don't think anything comes close, I mean campuses will tend to complain 
about the reduction in imjirect cost dollars in terms of research dollars and 
state dollars to higher faculty, blah blah blah and they'll go on and on and on 
about that and yes there is clearly truth, some truth in those statements but I 
think the impact in those areas pales by comparison to the impact of the cost 
to students...and depending on where you are in the pipeline you know, 
whether you are first, second, third year student....having those costs change 
while your education is in process, you know is...the students flexibility in 
terms of being able to readjust and respond and adjust to a significant change 
in their personal financing and budgetaty plans is a lot less elastic than 
institutional plans to do things. So I think its essential that student services 
not add to those costs 

Kate Our institution unlike either your highly selective institutions or some of your 
well endowed privates, we don't have a lot of scholarship aid that we can use 
to offset. You know, we have some but not much to offset that increasing 
cost to students. And its hard for the public to understand... you say that a 
persons says. Wow, it only costs another couple of hundred doUars to go to 
school per year, how could that keep some of them from going to school. 
Well for those individuals who are iready straining to mike it, unfortunately 
at some point the elastic breaks whether its a $ 1 or $ 10,000 dollars that cause 
that makes no difference. It's increases in costs...so many of our 
students...we have such a large percentage of our students who work to 
begin with while they are going to school so we have a significant portion of 
our population who are first generation students. 

Anne: I think the big issue is at what point does this become unbearable to students. 

These discussions on fees, led me to wonder where these SSAOs are on the issue 

of balance and I asked the question. "Where is the balance between wanting to provide 

services and being concerned about students not being able to afford or being turned away 



218 

by the amount of fees?" It seems that SS AOs are faced with the dilemma of knowing from 

research and experience that students services and programs are benefical to student 

learning and well being and also knowing that increasing fees puts a burden on students 

financially. In addition, Boyle (1995) suggests the need for us to ask during resuiicturing 

whether services have gone beyond our capacity. 

Sara: There is a lot of pressure to keep fees down but on the other hand I know that 
if we don't get that $2 increase in the health fee this year, we will have to 
reduce services or change our model. Now we are going to look at that. Do 
we need 4 physicians in student health services. Maybe we don't. I think 
you've always got to continuall)' review what services you provide and how 
important they are 

Anne: Yeah, I think the big issue is at what point does this become unbearable to 
students. How much can, you know, what is fair and I think students are 
going to ask the question, what does my tuition cover and what does my 
smdent service fee cover? And why isn't this part of that. And I think we 
have to struggle hard to answer that ethically frankly, fairly. We can either 
try to raise more revenue and look at various funding sources. We can cut 
prograrrmiing, so we better make sure what we are doing is justified. 
Because we can redirect revenue by downsizing some programs so we're 
constantly looking at that And it hasn't gotten their yet We've cut a few 
programs but they are programs that aren't huge programs. 

Rob: Well, I think that it is back to the question of what does it mean to have 
opportunities for students to fully develop. And you have to look at what 
does that mean for an adult student, what does that mean for an 18 year old, 
and what do students need no matter the age. Not to just be gainfully 
employed but to be educated citizens and individuals. And so what programs 
and organizations should we be involved in that leads to that successful 
development It's very complex but then you've got to put that then into 
quantifiable terms. 

One SS AO expresses the dilemma of asking students to pay so much vs. student pressure 

to maintain services. Her simultaneous concem for and frustration with students is 

apparent. 

Kate: The effect on students is that they simply see that its costing them a lot of 
money to go to school and we've raised tuition over the years to make up for 
what the state wasn't giving us. At one point, tuition here was almost non
existent. Now its gone up and up. We've raised what we call a general 
university fee which some campuses would probably combine those in all 
one tuition. We've raised those fees to make up for what the state hasn't 
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been giving us. So the kids are paying more and more of the burden. So the 
effect on them is they pay more. When you make these cuts, as an example, 
we were prepared at one point to shut our counseling center down. And we 
were going to do that, we said, it won't be viable. Well, student's crawled 
out of the woodwork and made such a big to do about it, it was like, no you 
are not going to close that down. 

AC: And what did you do instead? 

Kate: We just kept going. I can't even remember what we did...it wasn't an area 
that I was supervising. So once in awhile they will raise their heads when 
something of value, you know they think they are not going to have that, they 
are not going to get that. Students, I still haven't figured out particularly in 
the room and board area that they don't understand that they are paying the 
v/hole freight And every time they don't pay that, then something has to go 
undone. And they've not made, many of them have not made that 
connection. But I would say the student leadership, which is the voice that is 
heard the most, its campaign is totally don't raise fees. Not what do we do 
instead, or where do we put our money, it's simply don't raise fees. 

Of concern is the seeming forgetfuUness of some SSAOs in remembering that 

students already pay fees for a variety of services and that additional fees are not a logical 

step in holding students accountable for the cost of their education but rather an addition to 

current fees. Two SSAOs spoke in terms of the "free" services that had been provided to 

students prior to the assessment of user fees. This view seemed to run subtly through 

other narratives as well. There seems to be little acknowledgement that public institutions 

utilize tax based appropriations and that students and their parents are and will continue to 

contribute through sales and income taxes. In the following narrative, Kate mentions that 

students pay a general student services fee and then immediately talks about the services in 

terms of them being free to students. Ho referrs to charging fees to students as "becoming 

more responsible and businesslike". It is important that SSAOs keep in mind that we are 

not providing free services to students but that we are public servants who utilize public 

funding to provide educational and support services to students through our divisions. 

Kathleen: The student health center is entirely fee supported, entirely fee supported and 
it is a big fee, $200, and is the largest fee in the system. ... there are a huge 
number of services which are provided free, and diere are lots of addition^ 
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service that are, you know they have there own x-rays and they do their own 
billing and many of those additional services are provided without a charge. 

AC: So when you say free you mean within the $200 fee, 

Kathleen: Yeah, free within the mandatory fee. 

Flo: Right, exactly, we weren't charging any fee. We weren't charging $10 per 
semester, we weren't charging that and we now collect $3-5 per visit for 
various kinds of things. It was just a service that was free to students. And 
now we are charging. So actually we are becoming more responsible and 
more business like. 

Student Affairs professionals express concern about increasing fees but seem to 

prefer continued service to students over the elimination of services to prevent fees. Some 

of the SS AOs interviewed expressed strong concern that institutions are charging in hidden 

ways and to an extent beyond the capacity of many students wishing to attend. One 

question that especially concerns me is the extent to which student affairs professionals 

have or have not monitored the accumulation of student fees across departments and 

divisions. In how many ways are students incurring charges for services that previously 

were covered by tuition and general fees? What is the cumulative affect on student 

academic success, stress level and ability to take advantage of needed services? 

Matt I'm a little concerned that what we are doing is increasing tuition even more 
dramatically by adding special academic fees. 

Bob: We just nickel and dime them to death now. You know tuition is just a down 
payment on your education. I don't think its a bad thing, but what we did 
here Alicia, because tuition money goes into a centralized pool and is 
redistributed to the institution under sort of these complicated, what we think 
are very inequitable formulas. Rather than just raise tuition if we wanted to 
have incremental advantages financially we've created a whole lot of fees.... 

Janice: The cost of all these extra fees and rising tuition concerns me greatly because 
at some point students will stop coming. 

Not surprisingly, SSAOs report that students are feeling the affects of and are frustrated 

with increased fees. 
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Stuart: I think that students perceive that they are being squeezed, that they are being 
charged for a myriad of things every time they turn around. You toow the 
copies in the library are up 2 or 3 cents. They get charged for things that 
used to be free. And I think it has affected the students morale and there 
identification and loyalty to the institution to a certain degree and I think 
ultimately it has put them in a mode of a financial squeeze....! think that 
minority students and others who may be on more marginal income, are 
affected by it And you have to of course remember what has happened to 
financial aid at the federal level. So its, I do think many of them really do feel 
squeezed. 

SS AOs report that students are compensating for the increased cost of college by 

taking on huge indebtedness through loans, working more jobs and hours diuing college, 

stopping out for periods of time and taking longer to graduate. Julie points out that 

students are utilizing these strategies rather than dropping out of school. 

Julie: What we are seeing is a significant increase in levels of student indebtedness 
because of course financid aid dollars don't make up for the increase costs of 
education in grant money but require students to lake out more and more in 
loans or require students to work more. And so while there has certainly 
been concern expressed about the increase in fees we actually have not lost a 
lot of students. I'm sure we have lost a lot of individual students who have 
had to stop out to work. But for the most part the students haven't left the 
university. They are going to graduate, sometimes more quickly, they start 
carrying 24 units a quarter to uy to get out quickly or they reduce their course 
load and work more. 

Sara: There has definitely been an impact on students. Well, I think that the money 
that we're not getting is either impacting the services that we provide the 
students or its impacting what they pay to go to school here. I think that what 
happens is that students take longer to get their degree. They come and they 
go to school for awhile and they drop out of school and work for awhile. 
And then they come back. So the impact is that I think it is taking students 
longer to get their degree. 65% of our students here work and a lot of our 
students work full time. So it does have an impact on the quality of life of 
students I'm sure. 

Flo: Our student loans have definitely increased. And students are working extra 
hard and taking as many courses as they can so they can graduate sooner. 
And because the tuition is higher now and the fees are higher, I think the 
students are participating less in student activities. They are becoming much 
more serious and in some ways, while that is not a bad thing. It is 
unfortunate that they are missing out on the campus life, the fim part of 
campus life. 



222 

SSAOs point to the change in financial aid available from grants to loans and 

express concern that students are taking on more than they understand. One SSAO 

discusses the inability of most students to fully comprehend the effect of a $30-60,000 

college loan on their life after college. In addition, Keith expresses a concern about the 

accessibility of higher education. 

Keith: I think another thing that's going to beginning to show itself more and more 
is the magnitude of the indebtedness that some of the smdents are having 
when they leave school. ...I do believe that at some point a lot of students 
will not pay off their loans because tliey won't be able to...you know because 
it sounds like....to those students it doesn't sound like much money you 
know what I mean. When I leave school, you know I'm going to be making 
40-50-60 thousand dollars. So you know to have 30-40-50 thousand dollars 
worth of debt...no big deal. They just have no idea what it costs to live to 
begin with. And of course a lot of smdents when they leave, when they get 
that first BA...they don't necessarily march off to start, and their first job 
isn't necessarily such a great job. So its going to be interesting and with the 
new financial aid legislation where you Imow depending on the type of loan 
you have the interest begins to accrue immediately. I...its...you toow, I'm a 
surong believer for those students who have the talent, and have the ability for 
us to really as a nation make higher education accessible. Well, it seems to 
be, historically, it seems to be headed in the other direction....making it less 
accessible 

Adverse Disproportional Effect 

Some SSAOs express concern that the increasing cost burden to smdents is having 

a greater impact on certain populations. Low income, first generation students, minority 

students and non-traditional age students may be having to choose different institutions 

such as community colleges to afford an education. This could be having the effect of 

further segregating students by income into different institutions and providing a residential 

experience for higher income and a non-residential experience to low income students. 

With Boyer's (1985) findings that students learn more and retain better from a residential 

experience, this also means that low income students will not have as effective a learning 
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experience as students who can afford the cost of all the amenities. We are in essence 

creating different educational experiences for low income and a high income students. 

Keith: I think the increase in the number of students who are enrolling in 2 year 
institutions versus 4 year institutions, if you look at income group 
pattems...you look at the patterns of even the number of students who can 
afford to go or would like to live on campus but who can't afford to live on 
campus. So if you look at the number of students who would have, again 
within certain income groups, who would have gone away to school like in 
the [4-year state] system, that cost the same no matter what campus you go 
to...who would have gone to [more expensive state institution] They'd have 
to pay for board if they did that, stay on campus... 

Julie: That is where our greatest concern is...and that's where our financial aid 
dollars of course are going to the lowest income students. Our minority 
student population 

Flo: Students with less financial means are going to be affected the most because 
they are the ones who will probably end up with higher loans. And probably 
would have to work more, even though they would get the higher financial 
grants. You know, we are also limited, we don't have that many grants to go 
around. 

SS AOs report that reduced resources and changing priorities may also adversely 

affect newly identified populations that have special needs as well as currently identified at-

risk populations. Janice points out that it will take joint efforts between student affairs and 

academic affairs to make a difference in the graduation rates and college experience of 

minority students. She expresses a concern that if student affairs, through lost resources, 

is taken out of the symbolic role of providing services specifically for minority students, 

that we have to jointly find ways to provide for their needs. 

Stuart: Honestly, I think the graduate students are the ones who are the most bitter 
about assessments and fees and so forth. I really think that traditional 
students, you know they're not paying most of their bills and many of them 
are coming and their parents are paying. I think that graduate students are 
real concerned about that. I think that minority students and others who may 
be on more marginal income, are affected by it. And you have to of course 
remember what has happened to financial aid at the federal level. So its, I do 
think many of them really do feel squeezed. And I think that its erroding the 
sense of campus unity and satisfaction that many of them felt. 
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Nancy: I think that some groups that may be more newly emerging or identified, I'm 
thinking particularly of our Asian American students that we have less 
money, certainly less discretionary money to provide services that might 
address their unique needs. 

Monica: ...the graduation rates...well, the graduation rates for Hispanic students are 
improving but the graduation rates are going the opposite direction for Native 
American and African smdents and we now have less resources to do as 
much about that 

Janice: I really think that there is a recognition that student affairs cannot change the 
retention numbers by itself...it has to be an academic/ student affairs 
partnership. We can, we have a lot of influence in helping students get 
through their first two years, but after that they're in their college, they're in 
their major and we don't have that much influence after that, we really don't 
And that's when we have to build bridges to a partnership with the college 
about what does that mean? We've got to look for ways to say BPA your 
graduation rate isn't what it should be for Hispanic students...you've got the 
most Hispanic majors of any other college. Did you know that? Lets look at 
what kinds of things we can do to ensure that these students get through. But 
see we haven't done that yet. We haven't gotten to that step and I think that 
is...The responsibility I feel is that taking smdent affairs out of the symbolic 
role I feel an obligation to put somebody else back in there...like the academic 
side...to say, or if its going to be a student affairs person that they have some 
clout with the academic mission to figure out how to work on this thing. And 
we're getting closer, I mean we just decided that the position of associate 
director for minority student services should be a director position and that 
should be its own entity and that that person work with the associate deans of 
the colleges on this issue around monitoring the progress as the hand off 
happens. If we can pull that off, that would be pretty remarkable. 

Some SSAOs have been able to protect monies to serve at-risk students and others 

find hope in the strong political pressure not to cut services at least to some at-risk students. 

Renee: We still run over budget in our auxiliary services for disabled students, a 
chronic concern. We have in fact added services for Gay-Lesbian-Bisexual-
Transgender. And we will be adding services for students who leamed 
English as a Second language. 

Rob: Luckily, I think that still there is some concem in terms of the political climate 
about the ability of the university to be responsive to underserved 
populations. So for instance if we were in any way to affect our services to 
minority students or disabled students or you know older returning students, 
I would think that that would really be at some level, political suicide. 

Janice: We have really protected services to minority students from these cuts. 
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One SSAO, who reports that he is from a severely hit institution, discusses the 

dilenuna of student affairs providing so many different types of services. Bob outlines 

student affairs' move in the past toward providing a whole set of "social services" and that 

though these are important, perhaps we can no longer afford to provide as much. He asks 

the difficult question "when we need to reduce what we are doing how do we measure the 

importance of one to the other". Though he has some good points and his opinion is in the 

minority among the SS AOs interviewed, it is frightening to hear that some SS AOs are at a 

financial point where they are struggling with these types of dilemmas and choices. It 

would be easy for me to condemn this type of rhetoric except that some divisions of student 

affairs have been severely cut to the point that they are having to consider choices that go 

against what they think are in the best interest students. 

Bob: I think where we kind of lost control of things a little bit in terms of managing 
resources to achieve objectives is when we moved into responding to special 
interest groups. I don't say special interest groups in any selfish or negative 
affect, but everything we do in student affairs or so much of what we do in 
smdent affairs these days is constituency based rather than functionally 
based. I think what that has lead to is proliferation of these swervices. That 
makes it difficult to determine what your priorities are. See that's the hardest 
part about it I think is initially in student affairs when we said the reason 
we're here is to make sure that the students can maximize the opportunity so 
therefore we have to feed them, we have to house them, we have to process 
the financial aid for them, we have to keep track of what their going to do. It 
was pretty simple. Well, the trouble is that the fundamental principle of 
assisting students and maximizing the classroom experience, there's no end 
to where that principle will lead us in this day and age, some 25-30 years later 
and that goes back to the special needs that our minority students have and the 
special needs within those groups. Obviously you know their needs aren't 
the same just because they're minority students. Disabled students, non 
traditional students, domestically abused students, you go right down the list 
and there's just no, I guess what I'm saying is that it seems to me that we've 
moved well beyond the need of educational profession and much more to be 
the social service profession and its all happened very slowly without much 
thought. Other than the fact that we're all good, caring people you know 
who worry about students and their problems. I don't tlunk its inappropriate, 
but I don't think we can afford it. I mean we do those things very well and 
they're good things to do because we know that the students become more 
functional in the academic environment, but I don't know how we can 
continue, we can't afford to do it the way we'd like to. But we got ourselves 
into a box see because what we did essentially was to do a whole host of 
good things and now when we need to reduce what those good things ought 
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to be we have no way of measuring the importance of one to another. That's 
the frustration. 

SSAOs in some cases eliminated particular services temporarily and then reinstated 

them when resources became available. 

Tom: When I got those severe cuts, yes, I had no choice. I eliminated services, 1 
eliminated the career placement services. Another thing that I cut, we had a 
learning disabled program, now let me make a distinction. We have a 
disabled students office that works with students who are physically 
challenged who may be hearing impaired or sight impaired etc. Within that 
office is also, the learning disability program. And we had just started that 
initiative. Again this was a few years back....and it was first funded by a 
grant from the legislatme. I think they funded us for two years and then you 
know we had to absorb it in our budget We had a little bit of flexibility then, 
so we had enough...we absorbed it in our budget, and then we got severe 
cuts the next year so that was one of the things that had to go. That's been 
restored, so that program's there now. But there was a time again where we 
went through that kind of thing like whatever they cut us, we somehow had 
to eliminate something. 

Quality of Service 

SSAOs describe both negative and positive affects of restructuring and budget cuts 

on the quality of service to students. They report that the negative effects have come 

primarily from two factors. First, elimination of services, though not widely reported 

among interviewed SSAOs does mean less for students. 

Marie: I would say that overall the cutting, the greater cutting in non insonctional 
areas where that preserves your highest priority for instructional programs, 
has affected students...on the other hand those cuts usually impact students 
more than they do faculty and staff. Like when you eliminate a group of 
peace officers its the students who live on campus who need that protection 
not the staff or faculty. When you cut the maintenance staff its probably 
more the classrooms that are neglected than faculty or staff offices. When 
you cut out staff in student service offices, like our graduate assistant cut 
back, its the students who are not being served as efficiently as opposed to 
the staff. 

Gary: Well, it causes me a lot of concem in terms of the quality of service that we 
provide. I am concerned about the welfare of professional staff, clerical staff 
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because they also are stressed out in terms of the absence of resources in 
terms of accomplishing their jobs. One of the things we discovered is that we 
take very seriously the quality of student life in this community and if our 
resources begin to errode, then that's going to have an adverse impact on the 
services that we provide for students. 

Second, SSAOs report that low morale and and increased stress from heavier 

workload have affected interaction between students and student affairs professionals. 

According to these SSAOs, low morale and stress come from a widespread feeling of not 

being valued as professionals and educators within their institutions as well as an extra load 

from cutting staff positions. They report that this is affecting the quality of service to and 

relational time with students. Of real concern is that even when making a connection 

between workload, morale and service to students, they don't seem to suggest a need to 

reduce workload. 

Rob: I think students encounter staff who are frustrated, who are depressed; staff 
and faculty who are angry who as a result aren't fully present to them. When 
I initially got here, what I saw, it felt like my previous volunteer work with at 
risk youth. The staff exhibited many of the very same qualities: very little 
hope for the future, unwillingness to be risk takers, feelings of 
powerlessness, and helplessness over the environment in which they found 
themselves. So the result was sort of confusion over how to act, and the 
inability to sort of be self directed. That influences students significandy. 
People don't feel like they have the power to make decisions or to take risks 
because they fear the implications of what a bad risk might cause in terms of 
losing their jobs. I think students' level of satisfaction with service; I think 
they feel as if the place is incredibly , and we've gotten this feedback, very 
cold. Unresponsive, not focused on responding to students but more 
focused on responding to administrative needs. And concerns, and so its like 
our services were really designed based sort of on the psychological state of 
the staff rather than the developmental needs of students or the service needs 
of students. 

Bob: I think initially when we were doing it we had some serious morale problems 
as you might imagine. I mean there was a sense that well obviously, what 
we do isn't important or we wouldn't have to deal with these problems. And 
I know that was reflected in the relationships between the students and the 
person behind the counter, behind the desk. ...The trouble is then you have a 
whole staff out there with that mind set that there's no sense in having a good 
idea because we can't afford to do it. ... You get to the point where you 
kind of give up. You give up on changing the status quo because you know 
the money's not there. 
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More of the SS AOs interviewed, even some of the hardest hit, related positive 

aspects of having to deal with restructuring and budget custs. They describe finding that 

these constraints and cuts served as a strong catalyst in their improvement of operations, 

services and programs in their divisions; "you know, without those external constraints, 

you migh reshuffle the deck, but you don't really cut." Many of the SSAOs shared how 

they suddenly had to determine what was effective, really analyze operations, and 

determine the most critical smdent needs. In addition, most shared that their divisions 

reengineered many of the ways they operated to enable them to increase their effectiveness 

and provide improved services for less cost rather than eliminate services. Several stated 

that this was possible because of the boom times of the 70's when they created with an 

excess of resources. Some discuss an increased consideration of operations from a 

"student perspective" rather than an administrative perspective. This parallels Guskin's 

(1994) call for a move for faculty from a teacher centered approach to a student center 

approach to learning. In addition, SSAOs discussed a focus on working to solve problems 

for the long run rather than just "throwing money at it" and to deal with cuts in ways that 

are "virtually invisible to students" by making choices that are most beneficial to serving the 

needs of students. 

Kathleen: 
We went about our resttucturing with the guiding principle that what we did 
ought to be virtually invisible to students. We weren't going to be unethical 
about this, we were going to prioritize what we did and somethings were 
going to fall off the bottom. So students did not experience theactual impact 
of a 15% cut. 

Tom: Without question, service has increase, improved, across the board. And I 
think that that's been a consequence of the budge cuts really establishing a 
chmate in which clearly you had to do things in a different way. It didn't 
leave the choice of kind of doing things in Uie same way but doing it with a 
few less people or doing a little less of it..at some point, if you cut a budget 
enough, the only way you can do the delivery at all is to change the way you 
do it. And see tf we can do things in a completely, a way that's more 
consistent with how students experience the world. And with that in mind. 
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what implications does that have for how we do things and probably the best 
way to find that out is to begin to really ask them because we grew up in that 
other world...so its a lot harder for us to see what they see. So I think it 
would really be nice to say, I suppose in a lot of ways, you know with all 
those cuts and everything just how visible things are but to tell you the truth. 
Even though its very, very stressful, its not the kind of thing that one wants 
to go through every year, most certainly, its stressful to find out from year to 
year that you are going to be losing 10 percent of your budget or 15 percent 
or what not. And how are you going to function. But the fact is that when 
it's all said and done, we don't have the long lines that we used to have 
downstairs. Students don't have to go to numerous offices to get things 
done. Students who want bits of information about what the status of their 
financial aid is...those don't even have to come to campus. They can call. 
Students if they want to register, don't have to come to campus...they can 
register from home. They can choose their courses...so there are a range of 
things that they are able to do now that they couldn't do previously. 

The majority of SSAOs either describe or use language at some point in their 

narrative that suggests a transition to consideration of students as "clients" or "customers" 

and express having a new concern for "customer satisfaction" as a result of students' and 

the general publics' increased consiuner mentality. This more business-like orientation is 

mixed with concern for students as learners and creating positive environments for personal 

growth. Gary expresses a concern that students are likely to take there business elsewher if 

student services don't meet their expectations. This concern with students as customers 

marks a new era in student affairs work that some SSAOs express comfort with and widi 

which others disagree. Peter attributes a refocusing on the most pressing and academic 

oriented needs of students to fiscal constraints. He suggests that student affairs should 

become less service and social program oriented and more focused on what students really 

need to get through college. Most SSAOs interviewed advocated for a balance of the two. 

Janice; I do think this downsizing has helped us to ask harder questions about what it 
is that the customer wants and how we have to change in order to deliver that. 

Gary: If we view the latest statistics students, 56% of our entering smdents came 
from a family household where the family income was 75,000 dollars or 
above. That's private school money. And once we begin to errode the 
quality of services...our students wUl operate or implement the options that 
they have to attend other schools. So I think there are real implications for 
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the division of student affairs and maintaining the quality of services for our 
students is critical 

Peter Fortunately, I'm not so sure that the budget decline of the campus, because 
we're really focused on wanting to improve things for students right now, 
has had any negative effect on them at all. In fact I think we've found ways 
between us, academic affairs and the chancellor to kind of find opportunities 
where we could focus funds back into producing things that students really, 
really need. ...If there's any real negative, we probably had less growth and 
programmatic dollars in progranmiing things for students to have a good time 
and to have fun at the expense of maJang sure that the services that tiiey really 
need are all in pretty good shape. 

SSAOs also shared that this phenomenon encouraged them to assess their divisions 

for outdated, wasteful and inneffective operations and to design processes and evaluative 

procedures with clearer outcomes in mind . Numerous examples are present in SSAO 

narratives of ways that were found to improve a service or program while cutting the cost 

of it simultaneously. Kathleen illustirates one way that her division improved and 

eliminated the cost of valuable resources and expresses her embarrassment that this had not 

been done earlier. She explains that when resources are plentiful, there is not much 

incentive for looking for ways to use less resources. 

Kathleen: 
Well, let me give you a good example of how that is. Because I really 
learned a lot about budget faced with having to do this. Student affairs has 
produced for years, the student telephone book, gosh knows why. And it 
costs us 10 thousand dollars a year. And nobody used the student part of it 
because it had so few students in it Knowing that we were going to have to 
find, I don't remember how much it was [in budget cuts], we looked at that 
activity. And we said, first of all its not an effective document. Nobody ever 
looks for students because you had to do something as a student to get in 
there. So we flipped the process around and you had to do something not to 
be in there. Which suddenly made it much more useful. But of course, it 
also tripled in size, and so there was no way we could pay for that. But then 
we had a campus document that had some publicity vdue. And so we did 
what lots of universities had done years ago. We went to a company and said 
would you print it for us. We said you can sell advertising, we will help you 
in these ways and so we went from something that was useless and cost us 
10 thousand dollars to something that cost us nothing that was a better 
product. And so that's a way that students didn't feel a negative impact 
And you know I was embarrassed, I thought of all those years that we spent 



231 

10 thousand dollars and we could have found much better things to do with 
that 10 thousand dollars. But we'd never had to think of that. 

Keith: We've tried to take advantage of the changing needs of students and moved 
marginal resources into greater needs and let the lesser needs kind of fade a 
little of bit or not receive as much attention as before. And within 
departments, agencies have changed their priorities. They've moved their 
mission a little bit. It hasn't been a "c" change but if you take a circle and 
move it 3 inches, there's some ground that used to be in that circle that is no 
longer in it and new ground on the other side. And so, that's what we have 
encouraged them to do is constantly each year, through new objectives, new 
initiatives, and their evaluations of what's happened, move their operation to 
stay on target And the target is to deliver witMn the resources av^able the 
best services they can in their given area. 

Julie states that student services haven't been eliminated or reduced because they 

have transferred the costs to students. She expressed, however, that the loss of faculty 

from downsizing has had a large impact on students. It is unfortunate that Julie and other 

SS AOs have not considered the impact on students more carefully of transferring costs to 

them via fees to replace lost state allocations. 

Julie: During the period of budget reductions one of the ways in which this state 
dealt with it was to have three rather rapid early and rather attractive early 
retirement options for faculty. Those took away many, many of our 
seasoned and dedicated faculty members and there was a time period in which 
we were having a terrible time delivering classes to students when they 
needed the classes and were using temporary faculty and that was not good. 
We lost 25% of the faculty in the three early retirement opportunities. And 
they were faculty who had been a part of the faculty for many years and who 
were very, very student centered and so the students, whether they knew it or 
not, missed those faculty very much because the ones that were left were the 
ones who had been hired during the time that there was much greater 
emphasis on research than on teaching and student interaction. 

Effect on Staff 

SS AOs describe a variety of ways in which restructuring and budget cuts have 

affected the staff in their divisions. Demoralization of staff from a feeling that they are not 

valued by others in the division, stress from coping with cuts and significant change and an 
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increased woiicload combine with staff concerns for students to create a very strong affect 

on the lives of staff. 

The most significant concern for me in SS AO narratives is the widespread 

overwork of student affairs staff to make up for lost resources and personnel. Almost 

across the board, SSAOs have reduced staff and resources without reducing the amount of 

services and programs provided to students. SSAOs display a sophisticated understanding 

of the effects of resuructuring stresses on their staff. Yet, conspicuously absent is any 

suggest ionof a need for the reduction of the load on professionals. Instead, suggestions 

include ways to raise morale and keep people going through recognition, awards and 

"discussions of doing a better job with less resources". A trickle down effect on students 

through quality of service, role modeling of healthy work behavior and the well being of 

staff are just some of the reasons for SSAOs to avoid making choices to maintain or even 

do more with less personnel and resources. Health and satisfaction concerns, less effective 

service, loss of staff as they move away from stressful jobs and the profession as well as 

loss of students from dissatisfaction are likely with sustained use of strategies that cause 

overwork for staff. 

Rob: I think there is a tendency for people in the division of smdent affairs to kind 
of suck it up and you continue to do what you've done in the past in the 
absence of the resources that would be necessary or the resources that you 
had initially. 

Mark: We always sttetch the goodwill of our staff and continue to provide the same 
level of service at times when we probably in faimess to them ought to be 
cutting back. 

Negative and discouraged morale of staff is a side effect of overwork and a loss of 

resources. SSAOs express concern that morale has really hit bottom among their staff. In 

addition, several SSAOs describe a sense of being unappreciated and devalued by the 

institution among many of their staff. 
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Gary: Well, it causes me a lot of concem in terms of the quality of service that we 
provide. I am concerned about the welfare of professional staff, clerical staff 
because they also are stressed out in terms of the absence of resources in 
terms of accomplishing their jobs. 

Julie: The staff throughout the university were severely demoralized by our budget 
reduction process, our phase three process and the lack of trust is something 
that we live with for a very, very long time. There were lay-offs. There 
were of course never any layoffs of faculty and so the class system of faculty 
versus staff was made palpably clear. ...The chancellor and the provost have 
been very clear that the first goal is to revitalize the faculty and so the staff 
continue to hear that we're not as important as the faculty. That's very 
difficult even if recognized in different context, yeah of course if we don't 
have the faculty we can't do... 

Matt Weil, I think there is always a concem in staff morale if you have adequate 
pay for people that are working for you and its a challenge because in times 
of tight budgets you just don't have the resoiurces to reward people. 

Some SS AOs found that there was a mix of positive and negative morale or even a 

positive reaction to the challenge of restructuring and improving services to studens. Stuart 

attributes this to efforts in the division to continue staff development and give small raises 

and recognition as much as possible. Sara discusses the importance to staff morale of not 

having had layoffs within the division. 

Dennis: Many times, I see people pull together and camaraderie even develops to a 
deeper level because they have to work more closely together to get things 
done. But there is a point of breaking people and having morale hurt and that 
becomes a management issue. It depends on how its managed. 

Stuart: The staff say they have a lot of pride in the institution. A lot of them have 
been here a long time. They indicate that they never really got into this 
business to make, money was not the primary reason. They expressed a lot 
of support for staff development things that we do, that that was important in 
their morale and in their work and that they understood that they were in a 
time of no growth and the bottom line....and the other thing that I should say 
is that I have made staff salaries really the niunber one priority in the division. 
We have given, on top of what the state has given, special salary increases 
every year for the last four years, not large but.... So I think part of it is that 
staff recognize that you are doing what you can...that their is strong staff 
development and there is pride in what they do...and the morale is pretty 
good. 
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Sara: The staff here has been insulated to some extent from the morale issues and 
health issues associated with budget cuts because there have been no lay offs. 
Although there is not a policy here. I have a feeling that there is an implied 
policy 3iat we will not lay off people because of the reaction from the 
community. I think the impact on our staff has been minimized. 

Even when restructuring is unaccompanied by budget cuts, change effects staff. 

Kathleen; 
Well, I think here it has been a good positive thing. And staff, I mean 
restructuring has been a sense of a fresh start, a renewal. And what staff 
have seen is my ability, and I have no illusions about this, part of this is 
being a new leader but your ability to secure resources. And so that has been 
really uplifting and you know in my last job I cut the budget 15%, I laid off 
six people. I saw the impact and it wasn't good; and it wasn't good on me, 
those were terrible times to go through. 

Keith: Because we have done relatively well by comparison to the rest of the 
university. Our morale remains pretty good. If we had done relatively 
poorly, I think our morale would have gone to hell. 

A few SSAOs express a concern that restructuring decisions may be having an 

effective on more"vulnerable" staff. Dennis expresses a concern that since there are less 

minority staff, that when one leaves or is laid off, there is a more significant impact Office 

staff and graduate assistant staff may be layed off more easily as well. It is important that 

SSAOs keep equity concerns in mind as they make decisions about staff movement, layoffs 

and the removal of vacant positions. 

Dennis: I think so from a standpoint of if we go through cycles when we can't hire 
people to replace people it can have some impact particularly if we lose 
minority representation I think that has significant impact. 

Rob: I think it's probably the unfortimate part of the thing that you see is that the 
biggest hits that ended up happening were in graduate assistants and office 
support people. Its the same tod of language I always hear now when 
people talk about what they would do if more changes occurred. Its sort of 
like the most vulnerable are the first to go. Those who can be seen as the 
most vulnerable. 
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Effect on Student Affairs Profession 

SSAOs describe several ways in which restructuring and budget cuts have affected 

the student affairs profession. An increased move toward a more business-like orientation; 

changes in relationships within and external to the division; and an increase in self-

reflection. 

Both in their descriptions and through language use, it is evident that student affairs 

divisions are becoming increasingly business like. Throughout their narratives, SSAOs 

moved between referring to students as consumers or customers and referring to them as 

learners and as students. In addition, production of revenue, concern with efficiency and 

effectiveness; and attention to outcomes and accountability have all become focuses for 

SSAOs as a result of restructuring and budget cuts. These all point toward a transition 

toward working with students with an increasingly business-like orientation. Although a 

transition like this may provide some benefits to students through improved service and 

more intentional outcomes, a heavy orientation toward business-like operations could be 

detrimental to students as student affairs professionals become more concerned with bottom 

line results than with student learning and development Even if professionals continue to 

focus on learning and development, a split in their attentions to include business operations 

is likely to take away from their effectiveness as educators. 

Anne: I think it pulls us into accountability. You know, at what point do we have to 
be asked how much more should you be cutting out X program rather than 
charging students and having to redirect money. While you are keeping 
programs, can you demonstrate that they are effective? I certainly do, I think 
assessment is going to be the name of the game. 

Peter; I think its going to get worse. I think it has affected student affairs as a 
profession around fie country aheady and I think one of the things its done is 
that its let many campuses to take new directions in terms of how student 
affairs is operated. I think they're a lot less of traditional types of student 
affairs divisions run by traditional student affairs people and I think what 
many campuses have done is basically kinda take people that come out of 



236 

academic affairs or are very, very tough managers, budget people to run the 
divisions more like a business which then will require, or then will kind of 
lead to all these other kinds of things that you have described as all of the 
other alternative ways of funding, privatization and closing things down and 
what have you and having the division become a lot more business like and a 
lot less the way student affairs was developed historically in the United 
States. I think its a very, very different direction for most people and not 
everybody understands it and not everybody is trained in it and I think theres 
a, I'm not sure its being picked up on around the country in terms of its speed 
if this is really the direction that its moving in. I think student affairs people 
around the country per se, recognize that diere is a need for student affairs to 
find a way to hold on to its traditions but I don't think people really seize the 
fact that there is a real significant change coming in terms of who it is thats 
going to be in charge of these places around the country. 

AC: Do you see that affecting students a great deal? 

Peter: I don't think smdents are going to be hurt by it per se because 1 think the idea 
is customer satisfaction and I think customer satisfaction is always going to 
be a driving factor. I don't think you can get away from customer 
satisfaction. Thats what we're all going to be trying to do. I do think that 
there is going to be a lot more recognition though of the fact that the campus 
cannot do everything and cannot provide everything to students and they 
might just have to find some of their social life someplace else other than here 
again so that we can focus more on providing the services and the social side 
is performed someplace else, probably off campus. 

Some SSAOs describe ways in which relationships with others are changing for 

student affairs professionals. Dennis expresses concern that relations are becoming 

strained between students and professional staff. Kate describes an increased 

interrelatedness especially with faculty, as student affairs staff work to collaborate on a 

variety of inititiatives. Flo points out the need for our divisions to partner with 

constituencies outside our institutions for the benefit of students. SSAOs will need to work 

carefully to encourage their staff to build and maintain positive relationships among 

faculty, staff and students. 

Dennis: To me, if the cuts are severe enough, the press or the need for services will 
not go away and that means that students will begin interacting with 
administrators and faculty in different ways and somebody is going to have to 
provide those services and I'm not sure they are willing or equipped to do 
that And that can lead to some higher levels of frustration....among 
students, faculty and staff. That everybody is trying to do more with less. 
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Flo: I think that it is making our profession see the need to collaborate and partner 
with other parts of the university that affect services to students. For 
example, I think it is very important for us to be in communication with 
organizations such as the American Council on Education and the American 
A^ociation of Higher Education. And the National Association of Colleges 
and Universities and the Association University Business Officers, ACUBO. 
1 think it is critical that we are visible and we become a major part of the 
decision making process of those organizations. I think it is important for 
NASPA to have visibility because I think that that will strengthen our role for 
decision making for higher education. 

Kate: I think what is happening is that dollars have gotten tighter nation wide. We 
began to hear the same sort of approach. We've got to support the mission of 
the institution. And the mission of the institution is in fact academic. And so 
if we are focusing on that and then its like you must tie, you must be clear 
and tie so much of what you are doing to how you are supporting that 
academic mission. And we all know how we do that and we think about that 
but you've got to be able to articulate that and you've got to be able to...I hear 
people say well, we can't have these silos. We've got to have more 
cooperation. We've got to have more interelatedness. We can't have all 
these silos. I'm not sure when they do away with all the silos what we are 
going to have. 

Unfortimately, only one SSAO expressed a need for critical self reflection within 

the student affairs profession. I believe that even with good intentions, we are not giving 

ourselves the time or the expectations that we really need to reflect carefully about our 

decisions and actions. 

Renee: 1 hope it [budget decline] will lead to a self-reflective examination of what we 
do and how we do it. 
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CHAPTER? 

CONCLUSION 

In my chosen role as "hopeful cultural critic", it has been my purpose through this 

study to "make the familiar strange". I have worked to provide a deconstruction of 

strategies chosen, language utilized and rationale for various aspects of coping with change 

in student affairs. It is my hope that senior student affairs officers, as well as other 

professionals in student affairs, will make time to reflect carefully on the long term benefits 

and detriments of choices that are made in response to restructuring. It is critical that we 

consider the impact of our choices on the students we serve and the universities of which 

we are a part. By becoming strong advocates for students and an integral part of our 

institutions, we can work more purposefully toward the evolvement of holistic, diverse 

campus communities. 

In this section, I will give a summary of findings, discuss the benefits and 

limitations of SS AO meaning making surrounding restructuring in their institutions, 

provide recommendations for future practice and suggest some areas for future research. 

My research questions included the following basic areas: 

• What strategies and rationale do SSAOs give for coping with restructuring?; 

• How do SSAOs make meaning of the context of resttucturing in their 

insititutions? 

• What effects on students and staff do SSAOs attribute to restructuring? 
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Summary of Findings 

Through this study, I have worked to provide a balanced examination of SS AO 

strategies chosen, their assessment of the effect of restructuring on students, staff and the 

profession and their meaning making of the context for restructuring. The following 

sections will summarize ray findings in these areas. 

Strategies 

SSAOs describe a range of strategies for dealing with restructuring and fiscal 

decline that are standard in many ways for restructuring that has taken place in corporations 

and in other divisions of colleges and universities. Reengineering, reallocation of monies, 

downsizing through vacant positions, raising charges to clients, outsourcing of particular 

functions and the generation of new sources of revenue are all common managerial choices. 

SSAOs differ, however, in some distinct ways. Like non-profit organizations, SSAOs in 

this study continually work to reinvest revenue produced in ways they believe will benefit 

the smdents they serve. Many of these SSAOs feel they are leading developing an 

increased self-sufficiency and improved quality of service by shifting to new strategies and 

resources to continue in their missions. Unfortunately, these SSAOs seem also to describe 

a "universal student" who has similar needs and is not adversely affected by restructuring 

choices. In addition, SSAOs report a heavy reliance on "the goodness of staff to maintain 

and even improve services after the loss of personnel and resources. The following section 

on strategies outlines some of the benefits and limitations of strategic choices made by the 

SSAOs in this study. 

First, and of most concem is a clear finding that SSAOs are shifting the cost burden 

of budgetary shortfalls onto students through the creation of new fees and increase of both 
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general and user fees. Even more distressing is the rationale utilized by many SSAOs in 

describing this as "being more responsible" and or outlining the necessity of charging 

students for previously "free" services. There seems to be little awareness among SSAOs 

that this cost burden may be aeating separate luxury and economy educational experiences. 

Shifting cost burden to students is likely to have its highest affect on low income students 

as financial aid is far from keeping up with increases in the cost of a college education to 

students. To compound the problem, SSAOs also report that academic divisions are 

begirming to charge a wide range of fees in addition to tuition. 

Second, another strategy that I found to be of particular concern was SSAO's 

widespread reliance on overworking staff to make up for lost resources, especially as 

vacant positions are removed to accommodate cuts. SSAOs seem to either take this for 

granted, or try to alleviate stress through recognition and discussions of how to do more 

with less. This somewhat hidden and shortsighted strategy is likely to have long term 

repercussions on staff health, morale, ability to work positively with students and even 

choices to stay in the student affairs profession. 

Third, on a positive note, SSAOs are restructuring toward a greater focus on 

student learning. Indications of this include extensive and widespread collaboration with 

faculty and academic units for more integrated learning and developmental experiences such 

as residential living learning programs, service learning and the reformation of current 

services toward a more purposeful learning orientation. They are also restructuring toward 

a greater focus on revenue production through fund raising, increased search for grants, 

corporate partnerships and entrpreneurial activities. SSAOs state that they are pursuing 

these initiatives both to continue services to students with less resources and to develop 

new initiatives as new student needs emerge. If SSAOs continue to reinvest all revenues 
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into providing for the needs of students, this is an excellent example of a non-profit model 

of organization as recommended by Rhoades & Slaughter (1997). There are strong 

indications, however, that SSAOs have shifted toward a more client driven orientation 

perhaps based on a marked consumer mentality among students and their parents. Words 

such as "consumer" and "customer" were used interchangeably with the word "student" by 

most of the SSAOs throughout their narratives. As I expected, SSAOs behavior is 

complex and not dichotomously categorized as either care oriented or revenue/business 

oriented. 

Fourth, there are some indications that SSAOs are focusing primarily on the 

advantages of selected strategies and using opportunity more than careful deliberation in 

dealing with restructuring and cuts. Choices seem to be made without deep consideration 

of the long term affect of particular surategies on staff and students or their long term 

viability. For example the use of vacant positions is a widespread strategy chosen by 

SSAOs, perhaps in an attempt to prevent the loss of jobs by current staff. This strategy 

doesn't seem to be accompanied, however, by a concurrent reduction of expectations of 

staff or elimination of services. In the short run, this type of decision making is 

humanistic, but the combination is a dangerous one in the long run as discussed earlier. 

Fifth, a number of strategies are changing the roles of SSAOs and their staff. 

Increased use of technology, reengineering for efficiency & effectiveness, fund raising, 

revenue production and collaboration with academic units and faculty have been utilized to 

deal with this pheonomenon. Many of these initiatives are positive and are done with the 

intention of serving the current and emerging needs of students with steady or reduced 

resources. It is to the credit of SSAOs and their staff that so much ingenuity is evident in 

their initiatives. I caution SSAOs, however, to consider that the use of so many new 
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initiatives is likely to increase stress and workload of staff and possibly reduce levels of 

interaction with students as personnel struggle to take on new roles. In addition, reliance 

on external resources such as corporations, may include obligations that are not be in line 

with student affairs philosophies and/or student needs. 

Affect 

Most SSAOs report that students on their campuses have not been highly effected 

by restructuring and budget cuts. They attribute this to their division's work in finding less 

obvious ways to deal with cuts through removal of vacant positions, increases in efficiency 

and effectiveness and in staff willingess to do more. Some do express concern that the cost 

burden to students has increased tremendously from tuition and fees but most do not seem 

to tie that in with their ability to choose not to compound the problem by increasing student 

services fees. The study does reveal some indication of consolidation of health and smdent 

counseling, downsizing of services for minority students, and a lack of resources to meet 

emerging needs of students. These trends are likely to adversely affect at risk-populations 

such as students with psychological needs, low income students, minority students, 

women, and non-traditional age students as specific services become less accessable and 

more costly. Services that are perceived as non-judicial or not direcdy linked to revenue 

production are most likely to be affected. This means that many services for special needs 

such as disability services, counseling, minority student services, tutoring, non-traditional 

age and commuter services are likely to be considered important but less than essential as 

pressiu"es increase for efficiency and effectiveness. With few exceptions, SSAOs seem to 

conceptualize a "universal student" who isn't affected very much by restructuring choices. 

Instead, it is critical that SSAOs and other professionals in higher education involve 

students and examine choices for adverse disproportional affect 
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Context 

SSAOs in this study describe compelling reasons for the restructuring and/or fiscal 

decline of their divisions. For the most part, they describe external influences and priorities 

as the catalysts for changes. SSAOs identify shifts in state priorities, usually from tighter 

financial resources, toward funding of prisons, health care and in some cases K-12 

education as a primary reason for steady state or decreased allocations to higher education. 

Second, calls for efficiency and effectiveness from state legislators and the public 

similar to corporate phenomenon have provided pressure for them to show accountability, 

outcomes and to restructure their divisions. Intemally, SSAOs attribute taxing of their 

divisions to a reallocation of funding to academic endeavors. Although a few expressed 

concern that monies are being reallocated to fund research, most SSAOs make no 

distinction between research and instruction. This is problematic as student affairs 

professionals are well equipped for the role of advocating for student needs in all areas of 

their institutions as well as with state legislatures. This lack of in-depth understanding of 

the range of factors affecting smdents keeps SSAOs from being more effective as 

advocates. 

Meaning Making 

My sense from interviews with senior student affairs officers is that many of the 

ways that SSAOs make meaning of restructuring are important indicators when looked at 

from a critical postmodern perspective. In this section, I will utilize metaphors that came to 

mind as I worked through the analysis of the SSAO discourse. These metaphors capture 
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for me, the meaning that many of the SSAOs in this study are making as they describe their 

efforts to cope with restructuring. 

An Optimistic Struggle for Excellence 

Even from the most hard hit institutions, I heard an impressive sense of hope in the 

narratives of SSAOs that I interviewed. These SSAOs did not seem to consider the option 

of giving in or quitting. Rather they framed their current situation as an optimistic struggle 

for excellence in serving students. Their optimism showed scongly not in a hope that 

resources would be reinstated but in their framing of current pressures as catalysis for 

creativity, focus and improvement. They describe feeling compelled to reevaluate 

priorities, find more effective ways to work and utilize cutting edge methods to improve the 

quality of services provided. For the most part, SSAOs frame this as a positive struggle 

and an important challenge. Most admit that they wouldn't have chosen the stress and pain 

that restructuring has produced for their staff but feel that the outcomes have been positive. 

Bringing Students Into the Room 

Throughout my examination of the interview data and contrary to suggestions by 

many of the authors in Woodard's (1995) monograph on restructuring, SSAOs did not 

seem to "bring students into the room". It struck me repeatedly that even when probed, 

these SSAOs rarely connected their restructuring choices or the affect of these choices to 

students. I was struck by this partly because of my own assumption that these SSAOs 

would constantly remind staff of what we are here for and in doing so bring students into 

the room. At one institution I had the good fortune of working with Rick Artman, a vice 
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president for student affairs then and now a president of a college. During the two years 

that I was there, we regularly had staff meetings and I remember how clearly he constandy 

brought students into the room both literally and figuratively. During a year when 

resoiurces did not provide for new initiatives, he took us through an exercise in which we 

had to suspend our roles as administrators of functional areas in order to determine and 

fund the most compelling needs of students. I remember being impressed that even the 

most territorial of the administrators grudgingly admitted that her semces were not the 

most compelling in the lives of students and supported funding other initiatives. In this 

way. Rick was able to bring students into the room and assist us in putting aside our own 

desires for the benefit of students. 

In contrast to this very student centered style of leadership, SSAO narratives imply 

a sense of care for students but reveal primarily a strong language of hierarchical non-

inclusive management. SS AOs imply a sense of care for students primarily in outlining 

their responsibility to students as working to find ways to continue providing for their 

social, development, educational, emotional and physical needs. But how much are 

students really present as SS AOs suiiggle to determine their needs. SSAOs seem to take 

this responsibility for students as a given as they consider a multitude of ways to 

accomplish complex tasks. We are most effective, however, when our primary mission of 

serving students is not taken as a given but is rather brought into the room in every one of 

our conversations. 

There is another important way in which students are not brought into the room. 

SSAOs also do not seem to bring students into the board room to involve them directily in 

decision making. With some very powerful exceptions, most SSAOs in this study utilize 

staff moderately and rarely involve students in planning and decision making concerning 
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restructuring and fiscal constraint It is clear in many of the narratives that SSAOs believe 

they know what is best for students and even in many cases what is best for staff. This 

absence of student involvement in high level decision making is perhaps a remaining 

vestige of in loco parentis policies of the past. As we cope with the many behaviors of 

students on our campuses, it is easy to forget that they bring a certain wisdom and insight 

to even high level decision making. I have often been struck by the insight and 

understanding students show of even complex issues such as budgeting, racial issues, legal 

constraints and their own learning. If students are not brought into our decision making 

arenas, we and they do not benefit from their contributions. As important, is the 

acknowledgement that students are our best sources of information about their needs. We 

can guess what students need but can't be sure unless we combine our study and 

experience with their input In addition, there are many studies that show the drastically 

changing demographics of our student populations. This very diversity makes it essential 

for decision makers to constantly involve the students that they serve. Students and staff 

provide much needed balance to the perspectives of senior decisions makers through their 

closeness with the campus. SSAOs must move beyond working/or students to working 

with students to develop and maintain strong campus ecosystems. We must bring students 

into our decision making rooms and keep them there. 

A Language of Separation 

From my analysis of interview discourse I found a marked use by SSAOs of a 

"language of separation". SSAOs spoke often and in many ways as if their divisions were 

separate from and less than other divisions in their institutions. There was also a marked 

absence of a connection to constituent perceptions outside their institutions. Rather than 
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speaking as integrated, valued and essential components in higher education, these SSAOs 

describe themselves as important but peripheral to the academic purpose of their 

institutions. Rather than describing ways in which they are a part of their institutions, these 

SSAOs describe restructuring as a phenomenon that is happening too them. SSAOs frame 

restructuring as "being done to them" as if they have no influence on their environments. I 

found little evidence in SSAO narratives that they realize their influence as institudon-wide 

or that student affairs initiatives play a role in public/legislative perceptions of higher 

education. This points to a need for both a greater understanding of institutional 

ecosystems and societal patterns. It also suggests a need for greater critical self-reflecdon. 

SSAOs would do well to develop an understanding of their divisions as integral, 

interrelated and influential to their institutions. It is also critical that SSAOs and other 

student affairs professionals consider the effect of initiatives on public perception, the 

perception of other divisions and perceptions of students. 

Most important in this language of separation and self definition as victims is the 

missed opportunity for SSAOs to act as informed political actors to advocate effectively 

within and outside their institutions for tiie students that they serve. SSAOs would benefit 

from moving away from a language of separation toward a language of integration and 

advocacy. SSAOs have many of the necessary tools to lead the way in showing the rest of 

higher education how to work effectively with students, how to develop and maintain a 

diversified portfolio, and how to reinvest resources back into student needs. By 

developing skills as political actors, some of the SSAOs in this smdy have made it clear to 

other administirators what tiiey contribute not only to students but to the instimtion and to 

society. There is a natural power embedded in the diversified portfolios of student affairs 

divisions. This power enables our institutions to maintain accreditation, secure public and 

private sources of funding, atti:^ct and retain students as clients and teach students skills 
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that are highly desired for woiic as well as for citizenship. It is important that SS AOs begin 

to show ways in which their divisions are ahead of the curve and that their professionals 

are experts on student SSAOs must move beyond being managers to being leaders, 

beyond being problem solvers to being savy political actors and beyond being student 

developers to being experts on students as participating client learners. We must turn our 

language of separation into a language of integration and advocacy. 

A Universal Student 

A striking realization for me in working through interview narrative was a sense 

that many of the SSAOs seem to conceptualize a "universal student". Throughout SSAO 

discourse on strategy use and affects of restructuring students, there is an absence of a 

disaggregation of individual students or even of particular student populations. SSAOs 

discuss strategies utilized in the context of an overall impact on students both in outlining 

the benefits to them and in the limited discussion of adverse affects. Even when probed, 

almost all of the SSAOs maintained that students were not affected except to receive 

improved services and somewhat higher costs. Few SSAOs discussed the use of outcome 

assessments, so my assumption is that SSAOs are assuming they know that there has been 

no affect on students and that students are conceptualized as universal. This 

conceptualization of students is problematic and troubling when it is evident that SSAOs 

have a wide variety of services for particular populations in their portfolio. It is a troubling 

oversight to assume that students in general are having the same experience with 

restructuring efforts. From a critical postmodern perspective, it is important both to 

critique grand themes such as the conceptualization of a universal student as well as to 

consider that there might be differing affect of any action on different individuals and 

populations. It may be that individual SSAOs come in contact primarily with students that 
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are not significantly affected by restructuring or that only persons who feel safe on their 

campuses are willing to let someone know that they are having difficulties. 

It could on the other hand be that particular SS AOs, especially with an increasingly 

diverse set of roles have less time to spend listening to student concerns and needs. Given 

the overworking of staff as a primary strategy in restructuring, it is likely that staff at all 

levels have less time to spend with students. When the needs and values of students are 

considered, it is clear from Gilligan's (1985) developmental work that women typically 

work through relationships. It is also clear from Renddn's (1996) work on minority 

students that they are highly relational as well. It is likely then that an increase in staff 

workload from restructuring will affect female and minority students in significant and 

different ways than many other students. This is only one example of considerations that 

can be examined if SSAOs and other professionals move away from a concept of a 

universal student in thinking about restructuring. By considering the varied needs of 

students we can make the invisible visible and make better decisions for the long term 

benefit of students. 

Recommendations for Future Research 

As with much research, this study raises many more questions than it answers. 

There are a great many possibilities for future research on restructuring and fiscal decline in 

student affairs. The topic was of great concern to SSAOs involved in the study. Many of 

them requested results as soon as I could compile them. In addition, the 1999 National 

NASPA conference has a programmatic track dealing specifically with sessions on 

restructuring. I chose an exploratory study of this phenomenon because little research had 
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been conducted; as of Spring 1998, little has been published. In the future, student affairs 

would benefit from studies analyzing budget trends, especially to answer the question of 

where monies have actually been reallocated within divisions of student affairs. Studies 

that analyze student and student affairs professional perspectives especially on the effects of 

strategic choices are important to round out the findings of this study. Studies are also 

needed that analyze the amount of fees paid across institutions and how aware decision 

makers are of these fees. Perhaps most importantly, smdies are needed that look at the 

effect on students of increased costs of a college education. Are low income students, 

minority students and others coming to college in smaller numbers? How are the lives of 

these students affected when they do stay in school? 

From my own data, a more in-depth analysis of SSAO's language of separation 

would benefit practitioners by assisting us in working more effectively as political actors 

and advocates for students. A comparison also of the discourse of SSAOs based on their 

gender, race and socio-economic background would be of benefit in assisting us to 

understand the different effects that these factors have on SSAO choices and meaning 

making. Other studies are possible from the metaphors outlined in the meaning making 

section of this chapter. There is one additional type of study that 1 have considered. Case 

studies of some of the SSAOs that I interviewed who seem to be transformational and 

empowering in their work would be informative to other practitioners. These studies could 

examine those SSAOs who work to involve staff and students, think of students as 

individuals, canvas for outcomes and deliberate deeply on the long term effects of choices. 
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Recommendations for Future Practice 

There are clearly actions that SSAOs can take based on the findings of this study. 

Some of the SSAOs in this study bring very wise philosophies and practices already to 

their decision making. 

• First and foremost, I urge SSAOs to promote critical reflection for themselves and 

within their divisions. A critical postmodern lens, as well as other constructivist 

lenses, provide powerful tools for examining underlying values, assumptions, 

behaviors and beliefs inherent in any decision making. Examination from a 

constructivist perspective combined with reflection of long term affects will produce 

more holistic strategies for serving students. 

• SSAOs would benefit students they serve by increasing and improving their roles 

as savvy political actors and advocates for students within a wide institutional 

context. It is clear from these interviews that the few SSAOs who define this as a 

critical part of their responsibilities have been effective in retaining resources, 

involving a wide variety of constiments and becoming more integrated into 

institutional priorities. In doing so, SSAOs can also hold others in the institution 

accountable for student needs. 

• SSAOs should continue to develop collaborative relationships with academic 

professionals and departments. Collaboration is an important way for student 

affairs professionals to learn about, appreciate and work effectively with other 

campus constituents. Students will continue to benefit from a more integrated 

learning environment. 
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• SSAOs are already successfully leading the way as organizations with non-profit 

philosophies and operations. By diversifying their funding sources and reinvesting 

revenues into student needs rather than personal or divisional profit, these SSAOs 

are providing an important model for other campus divisions. It is important for 

SSAOs to communicate and encourage this type of model. 

• SSAOs would greatly benefit students and the campus by disaggregating the needs 

of particular populations of students more effectively. By making the invisible 

visible, SSAOs can assist faculty and staff in working more effectively v^dth a 

diversity of students. In addition, they could also assess and diseminate 

information concerning differing effects that campus decisions have on particular 

populations and on students in general. 

• SSAOs can also work to role model the effectiveness of working collaboratively 

with students to develop ways of dealing with restructuring. In doing so, other 

divisions might be more likely to involve students in other decisions affecting them. 

Summary 

In summary, I feel positive about the conttibutions I am making with this study. 

Restructuring and fiscal decline are having a widespread impact on our colleges and 

universities and an exploratory study is an important beginning in understanding it as a 

phenomenon. In addition, I felt able to connect with SSAOs and work to understand the 

complexity of their realities and choices in negotiating insitutional and divisional 
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ecosystems. I am impressed with the resilience and ingenuity of the SSAOs that I 

interviewed. It was evident to me, that most feel a deep sense of loss as they cope with 

making choices from among the many needs of their students. I was impressed also with 

their almost indomitable sense of hope and their determination to come through 

restructuring with services to students strongly intact Many SSAOs in this study, 

especially those in states that have been hardest hit, have tried to turn what probably felt 

like a catastrophe into a catalyst for renewing their committment to students through 

improved services and programs. In the following narrative, Julie voices the paradox of 

struggle and renewal that I heard from many. I feel honored to have had a chance to learn 

from these dedicated professionals and to share their voices and creativity with others in 

our profession. 

Julie: It was the first time that the campus, perhaps ever, certainly in a very long 
time has taken a look at all of its efforts and tried to define for itself what we 
were about and where we were heading and who we needed to move the boat 
forward. That I think is a very healthy exercise. I'd rather not do it when we 
are doing it just because we don't have enough money to fund everything. 
But those are the sorts of circumstances that are most likely to provoke an 
intense reflection on what we are doing. And so I think that was healthy. It 
was also very, very painful. I think that as a consequence, we as a campus 
came out with a better sense of direction. 
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Interview Questions 

• What do you believe to be the societal, governmental and institutional factors 
influencing budget cuts to student affairs at your institution? 

• How do budget cuts relate/compare to budget circumstances for other divisions of your 
institution? 

• Describe any restructuring, reallocation, elimination of services that have occurred in 
student affairs? 

- How were decisions made concerning these actions? 
- What areas have experienced increases/decreases in funding? 
- What is the rationale for these increases and decreases? 

• What areas have been privatized, changed to fee-for-service, corporate/ government 
partnerships, fund-raising, or utilized changes in types of staffing? 

• Describe additional strategies utilized to deal with budget decline. 

• How would you describe the cumulative effect of budget decline on service provided to 
students? Campus Climate? Faculty? Staff? 

- Are particular types of students or others experiencing unique effects? What? 

• What personal and professional strategies and coping mechanisms have you utilized in 
response to budget decline at your institution? 

• How has budget decline to student affairs affected you personally? Staff in student 
affairs? Students? 

• How do you think budget decline has/will affect student affairs as a profession? 

• Is there anything that you would like to add that I didn't know to ask? 
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Survey on the State of Student Affairs 

Name: Institution: 
Your Title: Years in the Position: 

1. Organizational Structure: 
I. Current Insitutional Appointment: One Year Contract: (year to year rollover) 

Multi-year contract: Duration: years 
No formal agreement, serve at pleasure of: 

(Tide) 

2. Are you considered a member of the President's Council? Yes No 
3. To whom do you report directly? President Chancellor 

Provost 
Execitove V.P. Board of Trustees 
Other: (please specify) 

4. Has your reporting relationship changed over the past five years? 
Yes No NA (less than 5 years in position) 

5. If "Yes," Please describe: 

6. Please place a check mark next to the areas reporting to you: 

Admissions 
Auxiliary Services 
Conference Srv. Food Srv. Other 
Bookstore 
Career Services 
Center for Academic Advising 
Commuter Student Services 
Counseling/Psychological Services 
Dean of Students 
Enrollment Management 
Financial Aid 
Fratemity/Sorority Affairs 
Fund Raising Efforts for Student Affairs 
Intemational Student Services 

Judicial Affairs 
Multicultural Student Services 
Orientation 
Registration and Records 
Residence Life/Housing 
Student Activities 
Student Government 
Student Health Center 
Student Leaderhsip 
Student Union 
Wellness Education 
Others (please specify 

n. Administrative Supervision 

6. Have the areas under your administrative supervision changed in the last five years? 

Yes No N/A (less than five years in position) 
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If "Yes" changes were made to: 
Reduce budget Improve delivery of student services 
increase productivity Maintain parity with other areas 
Other (please specify) 

7. Within the past five years, have any of the areas reporting to you merged and/or 
consolidated within student affairs or with other departments outside of student affairs? 

Yes No 

If "Yes", please describe: 

8. Have you eliminated positions that reported to you as a result of budget changes or 
institutional restructuring? 

Yes No 

If "Yes," please explain: 

9. Has the institution eliminated non-student affairs positions as a result of budget changes 
or institutional restructuring? 

Yes No 

m. Budgeting 

10. What is the approximate total annual budget for student affairs? 

11. Do you have complete authority for the divisional budget? Yes No 

12. Over the past five years, the budget for the division of student affairs has: 

increased, approximately percent 
decreased, approximately percent 
remained the same 
NA (less than 5 years in position) 

13. If the budget for the division of smdent affairs has decreased, how do these cuts 
compare to budget circumstances for other divisions in the institution? 

budget cuts to student affairs were more severe than other divisions 
budget cuts to student affairs were less severe than other divisions 
budget cuts to student affairs were the same as other divisions 
not applicable, budget has not decreased 
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If budget cuts to student affairs were more or less severe than other divisions, please 
explain. 

14. If the divisionsal budget has decreased, what strategies have been employed to 
accommodate this decrease? 

Yes No 
In general, the amount of student fees has increased 
Number of Service areas charinging fees for service have increased 
Some services have been elimnated 
Service areas have become privatized 
Restructuring has taken place within the division, positions lost 
Increased emphasis placed in entrepreneurial opportunities 
Twelve month employees shifted to 9 or 10 month contracts 
Vacant lines "given up" or not filled 
Student workers have been hired to replace professional staff 
Fund raising initiated for division of student affairs 
Academic affairs and student affairs collaborate to provide services 
Other: 

15. Please comment on other factors impacting student affairs not covered in this survey. 

Thank you for completing this survey. 

Please return this survey by November 1, 1996, to Dr. Suzanne E. Gordon 
President, NASPA 
1875 Connecticut Avenue, N.W., 
Suite 418 
Washington, D.C. 20009-5728 
FAX: (202) 797-1157 
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February 15, 1998 

Dear 

I am contacting you to request your participation in a study on senior student affairs 
officers perspectives on restructuring and budget decline in student affairs divisions at 
public Research I institutions. I am conducting this study both as a part of my own 
research and to assist NASPA (National Association of Student Personnel Administrators) 
in continued efforts to understand the effects of this phenomenon on divisions of 
student affairs. Your participation in this study would require only an hour of your time in 
a phone discussion with me and no advanced preparation. 

As you may be aware, over 60 percent of student affairs divisions in the United 
States had experienced budget reductions by the year 1994. Economic and social factors 
indicate that this is probably a new era for higher education and student affairs rather than a 
trend from which we will recover. As such it is probable that student affairs is facing and 
coping with revolutionary change. This study is designed to explore senior student affairs 
perspectives on coping with this new era, operationally, sttategically, personally, and as a 
profession. 

As a participant in this study, you would participate in a one hour telephone 
discussion with me about how you your division has coped with restructuring and/or 
declining budgets. I would like to conduct as many of the interviews as possible before the 
NASPA conference in early March as some of the findings will be presented at that time. 

Confidentiality will be kept to the highest standard throughout this study and 
institutions and individuals will not be identifiable in reports, articles, or presentations of 
the findings. With your permission, the phone interview will be taped for ease in analysis 
and to capture critical statements. These tapes will be kept confidential and quotes will be 
modified if necessary to protect institutionzd and individual anonymity. 

Once I have heard from you, via reply to this e-mail, and if you agree to an interview; I 
will call your office and arrange a time for a phone interview at your convenience. 
Enclosed you will find a summary of the questions that we will begin with. Please feel free 
to peruse them in advance and add to them if you feel that additional areas are important to 
improved understanding. You are welcome to contact me at the phone or e-mail address 
listed below with questions, concerns, or suggestions. Thank you so much for your time. 
I look forward to discussing these issues with you in a phone conversation. 

Sincerely, 

Alicia F. Chavez 
Department of Educational Leadership 
Miami University 
350 McGuffey Hall 
Oxford, Ohio 45056 
(513) 529-6835 
e-mail: chavezaf@muohio.edu 



262 

Possible Questions for Discussion: 

*What do you believe to be the societal, governmental and instimtional factors influencing 
budget cuts to student affairs at your instimtion? 

*How do budget cuts relate/compare to budget circumstances for other divisions of your 
institution? 

*Describe any restructuring, reallocation, or elimination of services that have occurred in 
student affairs? 

- How were decisions made concerning these actions? 
- What areas have experienced increases/decreases in funding? 
- What is the rationale for these increases and decreases? 

*What areas have been privatized, changed to fee-for-service, increased fees, developed 
corporate/ government parmerships, utilized fund-raising, or utilized changes in types of 
staffing? 

*Describe additional strategies utilized to deal with budget decline. 

*What are the benefits and limitations of the strategies that your division has chosen to cope 
with restructuring and/or budget decline? 

*How would you describe the cumulative effect of budget decline on service provided to 
students? Campus Climate? Faculty? Staff? 
- Are particular types of students or others experiencing unique effects? What? 

*What personal and professional sttategies and coping mechanisms have you utilized in 
response to budget decline at your institution? 

*How has budget decline to student affairs affected you personally? Staff in student 
affairs? Students? 

*How do you think budget decline has/will affect student affairs as a profession? 

*Is there anything that you would like to add that I didn't know to ask? 
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