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The involverment of state agencies an progr&n
discontinuance in higher edication was studied, based .on the . '
responses of 46 agencies. It was found dhat 32 state dgenclies wvere
actively involved in recomamending, initiating, or eanforcing actual
discontinuances. The following eight categories of olistacles to
prograa discontinuance were identified: legal aspects, interactave
issues, economic issues, political issues, definitional snortconings,
attitudinal issues, procedural issues, and énvironmental issues.
Agopg the strategies that were followed td*cope with opstacles to
prograr discontinuance were the foliouing. dnnouncing 4 nevw era that
is advertised with a slogan such as ®"saaller and better®; developing
program discontinuance guidelines; stimulating prggrannatlc change
via trade-offs (e.g., approving new programs ‘withdut alldcating
additional funds); assisting in developing hjping. ‘ceilaingd;
developing stnndards and ng ms for the purpose of .lending objectivity
to the decision-making 'pro iss, and pro:oting the establishment of
faculty retraining centers. A coping-process model and.a tige-order
sequepce for implementation are propgsed, which consists pf three
phases: incentives to induce reductiofi, ,géneral copjng devices, aid
revards for the effective ilplelentatiqm of curritfuiar retrenchmente.
Additionally, roles for the institutional researcher in the closure
process may. include the following: assist in conceptualizing a
university-level program review process in line with the
institution's degree of centralization of decentralizat&on, and’
identify appropriate data and estirate the cost qnd time involved in
retrieving and interpreting then. A, bibliography is appended. (SHN)
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. . After years uf cummicular proliferaiiun and anexpecta-

. uun of Lontinuing growth 1n funding, the S0LI0ELONOMIL

» andddemographic Londitiuns waTanting prugram €apan-

ston may have ccased to exist for most American colleges
~s.and untversiies Predications for the 1980s seem to tndi-

: J:alc that academic renewal, changes, and additions need
. 1o ocour wnhm constant, 1f not decreasing, resources.
Thus, in view of thegoal of retaming curricular flexibility
and providing condttions for academic change for the next

decade, reasons to reduce or diépontinuc academic pro-

grams of poor quality, low productivaty, or questionable
centrality arc pervasive While much attention has been

« Placed on instituttonally initrated program closures, rela-

e Tively hittle research has been geared toward assessing the
role and cfforts of agencies for higher education in initiat-

reductions tn particular
A_comprehensive study on prggram reduction was
-undertaken by the author 1n 1979 10 (a) determine the
exient to which state agencies for highereducation are
involved 1n inducing cumicular change, (b) analyze the
state of the art of stateclevel program reduction,” and
(¢) dentify, specific, phenomena such as Incentives, obsx
* statles, roping mechantsms, and partcular processes
" which seem 10 1mpact on the degree of effectiveness in
_ bringing about programmauc changcs and retrenchment.
. The findings on cumently cxisting obsta;:lcs 1n state-
level setrenchment efforts, the idénufication of Loping
devices empluyed by agency staff (v overcome some of

Ny such 4 way that th? would have optihal copstructive
\ impat on the change prowcss are items of importanwe fur
both public and private insiituttuns of higher educatiun
vugh the study focused un state agenvies and their
- public fuur—yw and graduate-institutiun cunstituenuics,
{ the apphication of the findings may not be [imited lo those,
seutors Public and private institutions may want to von-
- srder adopting she study s recommendations whether the
- impetus tu cduse programs cumes from the state level or
not.
. Ddring the  past few years, rescarch has been under-
waken by Rubert Barak and Rubert Berdahi {1978 in the
area of state- Icgcl program review The project which is
the subyect’ of this paper has buill upon theur cfforts.
Additiunal ideas apd guidance were fuund in fiterature un
policy cyule analysis in general (Cameton, 1978, Bar-
dach, 1978, and terminatiun iiterature in particula \De-
Leon, 1978, Behn, 1978 Parucular mention is made here
of DeLeun s research on bamiers ty pulic yiprugram (ermi-
Nation and Behn s pm.m.al strategies and Loping

’ .

O

. ing and implementing cumcular change in general and |
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mechanisms for uveiLoming these abstavles Litcrature
on organizational change (Kaufman, 1971, Huschman,
1970) and soietal change and decline (Mn.hael 1568,
Nisbet, 1971) was also considered

-

*

. Methodology s ’

All stute goveming boards and coordinating agencies
were 1nvited to participate in the study, and forty-six state
agencies chose to do so  The chief agency executive or
academuc officer, in each state was interviewed by tele-
phone Questions focused on these areas de jure and de
Jfacto program discontinuance authorities, review proce-
dures, criteria, implemematgy mechanisms ana appeal
routes, definitions for program and program discon-
tinuance, extent of discontinuations between 1975 and

* 1979 and their 1mpact oh faculty, students, budgets and
agency-tnstitutional refattonships, obstacles encountered

. and coping mechanisms developed to overcome these, as

-

these hindianues, and the sequencing of these devices iy ~discuntinuances The events leading up to

well a3 gxisting agency-university incentive Stritures,
and post-review 2nd post-discontinuance impact assess-

-

ments.in refation to the states' hlghcr education goals and |

longlrange "plans
!

Analysis and¢Results ’ .

Thirty two state agencies were "found to bc actively

invulved in recommending, intiaing, ur enfyrung actual
?- togram dis-

conlinuance (imtiation, review, decisions, appeal, sm-
plementation; did not ‘behave like independent van-
ables sutted for vananie analySis Only twy, states indi-
ated that & spesifiy, oLcurrence (vanable; overshadowed
the cnure disvontinvance process, Thus, pruiess thoury
(Mohr, 1978} was chosen as the mode of analysis

Process theory requires that 3 serial nevessity eaist
between the gvents leading up to the “final cause (c.g ,
“discuntinuances, /that cyents dispiay ume-ordered
charatteristics, apd that the final cause—in this casc,
program terminatiens and the degree of satisfaction rc
lated tv implementation~—icflect the cumpounding impact
of the sequenve of occurtences The emergence of vbsiu
tles and the negleut of inuéntives at vanous'stages in the
disuntinuance proess had a compuounding regative um
pactun final implementations. The strategic employ e nt
of cuping mechanisms betweon iddividual ovents pruved
to have an increasingly copstructive effect onr actual
termunatiuns, producing, less negahve publivity and fewes
law sunts The followmg details anfy these staucmcnts

l: KC 'Raiem:h supponcd by the Exxm Foundaion ahd the Univ;mly of|[Michigan <
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.Obstacls

Bascd on data gathered, erght categories of obslacks
10 program discontinuance were ldcnuficgi

L

\“‘ *

l Legal aspects, g *

a The lack of formal authonty, absence of guiding
policies to enforce cumcular changc andﬁor rcduc—
- yons

- b, The lack of new prOgram approval 9r budch rc-—

- view authonties on the pant of the agency *

. ¢ The existence, of unionized faculty and AAUP*
J(American Association of Umvcrsu)f*Profcssors)
gwidehines which*ofien, a priori, prccf de the*sen-

- ous consideration of reducing teaching staff

[

d The existence of "grandfather clauses ™ which pro-
£ hlbll, new policies from beng apphed to previous
2 amangenfentse o r .

2 Interactive 1ssues ¢ - .

. ‘a “Dilemmas inhesent when agencies try to supeim-
+'pose coordination in genera! and reduction mn par-
ticular over a consutucncﬁwhlch 15 ac::uslomor,i_to
governing gtself fither autonompusly Y

b The practice of “Jecentralize university gov-

<mance which may present difficultiés in en-
couraging either statewlde or overall insntitional
retrenchrent .
¢ The need for funds and time 1o estblish the add;
tronal layqr?if bureaucracy required to orgamze
stalc\,ludc. program reviews and imtiate cumcular
change
. Problems resuluing from the physxca! distance be-
tween universtties in some of the less populated
states which make 1t difficult for agencids to insist
that institutions develop and abide by clearly de-
* 9 fined insututional missions ¢
3 Economic 1ssues  + .
a Thc absence of fiscal mccnuvcs lo encourage pro-

. gram reduction or change (¢.8.. enrollment-dnven

funding forniulae which currently havc no “effi-*

. crency” ncentivey), .

The belief on the parl of insttutional officers lhal

the closing of spmc programs mdy result 11 a

- reduction of state funds

¢. Thebelief pnthe part "of many adminystrators that a
progtam with only a few orno students in1t ;s nota
considerable cost wem.  * »,

4 Poliucal issues -7

a The rallying of alumm and members.of umions of

professional orgahlzatlons behind: a bclcﬁgucrcd
discipline without consndcnng the total state
perspective

b. The demand by lcglslalors for program <liminationt
witheut their.being aware of gll of the isgues
involved, thus contributing to Ihc.gohnuz,atmn of
the entire process -

.. The cucumvcnllon by Institutions of thclr state
agency, g oty Jo the legislature and, possi-
bly, ausing lhc <hange provess zo become a polin-
,cal 1ssue -

+ d. The support by Icglsrators for thewr own alma

maiers (particularly” in small states). a practiee

¥

“ »

which may fesult in instijutions being excused from
participation I, statewide reduction efforts
* * . The merger of interest Broups (alginm. students,

2 *The Professtonal File p .
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facully; the publich.which may rcsult 1n powcrful /

lobbying against attemplts to reduce specific prd-
grams and, sine large-scale lobbying tends o spull

5. Defimuonal shortcdmings

a, The lack of agreement betyveen agencies and in-

stitutrons regarding the content of a proper program ~
inventory of 3 good state master plan :

b The absence of goals and objectives upon which

both institutions and agencigs agree |
& Attitudinal 1ssVes . .

a, The existence of tghtly knutfcorps of executives
who tend 1o perpetuate long-established instiu-
udnal values and proced and who may resent
any kind of change imtiation |
The Wisagreements over valyes -and cxgcctauods
among technocrats. pohiticians, and schol
garding prpgram quality, need, and effigeacy

c The “bum oul” of admimstrators as a result of

unrcsolvcd 1ssues in program cvaluauon and sub-
uent change
7. Proce ral 1ssues
a Institutional program review procedures whlch are
either isiconsistent of too specific to be used by the
agencies for siate-level purposes
b " The dilemmtasrencountered 10 dctcn'mmng who Is
st qualified to review progfams—for instance. a
problem which might anse over the use of consul-
tants if hired. the agency would be accused of
handing decisions 10 outsiders. 1f not used, 1t mlght
be cnicized for lack of objectivity
¢ The absence of a buffer between insututronakand
state-level ztademicofficers to protect the staff out
on “thefinng lines " (the availability of a sounding
board or a catalyst 1n the form of a standing
commiltee-er academic council, however, ha\ung
been found to be hclpfubﬁ) dlffusmg cniticism}
8 Environmental 1ssues

a Economic,and socropolitical uncert

growth?, stcady state” decline?)

“b..A particular state 1deology (e.g.. cons rvatwc;

which may cause $£1I0US resistance to, pgrading .
agency authonty, supply requested data. or accept-
ing recommendations

¢ Theimpact of a specific incident ovcrshadq\fmlall

other efforts—for example, .a highly publifized
lawsuit, a thange 1n govemnors or pdhucal parties,
or other incident.which may result 1n disequilibna
m the pcrsonﬂmcs and valiies thvolved. .

.
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Agencies have bcgun efforts to overcome tlie 1den-
tified obstacles The study found that musi of the prablems
are not reduction-specific but, 1nsiead; present continuing

dilemmas and issues 1n hugher cducatlon There was
re¢ognition that it would be unrcahsllc. 1o assume that
these rssues and dilemmas wpuid now be dealt with na
formal and direct manner for the purposa of implementing
comular retrepchment It seemed pertinent, however,
based on ideas and suggestiuns extrapolated from poliky
«yude and termination luterature, tw idcnufy the kinds of
voping mechanisms which havé bccn‘dcvclopcd 10 deal =,
with sgpne’of “of e obstacles and dilemmas.

"
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The coping devices cumently in use display either
CORstTULVEpusIti e OF pumitive;negatine atnbutes The
fowus within the vontext of this paper is un those percerved
by the agenues to have had a posylive impaut on the
chaqgc process . .

1 - Agencies purposcfully culhvalc a reducuon ldcology
by tht following means.
a Announcing anew “era” whichis advertised with a.
. .ﬁlogan such as “rénewal through reduction™ o
“smaller and bettec™
b Appomting chinge-onented people to kcy posi-
tions in order to break up changca.rcmsung forces
- viythin the institution

thonty and procedyres (p these ways
a Developing program discontinuanve guidghines
b. Reviewing and, possibly, amending thewr formal
, and inturmal poliies regarding vumiuiar vhange
.. Suhutmg input from institutions regarding pro-
gram typologies, cnitena. and data needs for thé
- purpose of establishing mutually agreed-upon dis-
continuance procedures and goals
d  Establishing additiunai procedures for insutuuions
. tu appeal recommendations for vhange.
3 Agencies induce retrenchmeni by providing reduction
incentivestand/or rewards in the following ways
a Somulating piogrammatic change via trade-offs
(e g capproving new programs without allocating
additional funds) °
b Developing budgcta:l‘mccnuvcs (e g . amending
existing enrollment-dnven budget formulae with
* . spegific vost and performance inceglives) ‘
¢ Emphasizing political advantages (¢ g , goodwill
for the institutions with the agency, t{c legislature,
the appropnations commitice, etc )
4 _Agencies situlate the infplications of expected budget
Yandror enrollment declines in the following ways
a Assistipg in developing hinng ceilings
b Determining appr aéanatc tenure/non-tepure ratios
5 Agencies work towald the development of compara-
tive data in these ways
a ldentufying appropnate ¢ntena and theirindicators
b Developing standards and norms for the purpose-of
lending objectivity to the deciston-making process
6 Agenuiey enhande the vhange provess by these
methods
a Avuiding major vunfrontations which may result in
. d polanizaton of pto- and_anti-change forces
b Preventing dramatic showdowns in court
v Avuiding the alrenatich of important power blocs
stuch as alumm, speufic disciplines, or polilical
parties ,
d. Providing buffer zones between institutions and
\ dgencies 1n the fonn of commuttees or academic
councils r
7 Agenuies revugmze the plights of favulty affocted by

A

%
T

ways. *
a Encouraging. or even subsidizing, the estabhish-
ment of faculty retraining centers
b Providing job market information for faculty
8. Agencies provide seed monies for the following puts
poses:
a. Transforming declifing programs into attractive

2 YAgencies seek’ to clanfy or modify thclr cxsling au-

program closure, merger. or consohdation in, these

-

A

‘*4

- l
new interdisciplinagy programs, genenc or thema-
tic pergers, condortia of other arrangesments .

b Sumulating favully (v seek ous research activities
for the purpose of expanding their knowledge and .
making their positions more sequre, .

"9 Agencies try to prevent the creation of new cost items

» by the following means.

a Montoring new pfograms morc closely /

b Including in new program approval “sunset” pro-
visions, which may state that,a program will be
tbrminated lf certain cxpcctauons are not met

f

Conceptual Coping Process Model

Although most states had employed some of lhc
devices discussed here. none had considered using them
in a systematic fashion—that 1s, 1n a plan‘ncd time-
ordered sequence which would be most appropnate to the
process of academiw vhange This paper Lonueptualizes
coping-proveds model of threé phases 'and proposes a
time-ordered sequence for them The lhrcc phases are
these (1) incentives to induce rcducllon {2) general
coping devices, and (3) rewards for the effective im-
plementation of Lurticular retrenchment The phases need
labe coordinated with the kind of program review process
being used in a particular state Of institution

Phase | De»e!opmen&ofmren;qes Incentives are used
10 encourage institutons to become more onented toward
retrénchment The entire mncentive structure, 1n a given
state OF instilution May have to be, resvaluated and,
possibly, its onentation changed from that of growth 1o
that of decline This may be done by amending budget
formulae with efficiency incentives or by providing seed -
money to initiate curncular change Programmatically,
this rmay be done by dcnymg the approval of new pro- *
grams unless “dead wood ™ 1s eliminated Agencies maght
also find flhelpfut to 'provide institutrons with information

on possible program-reduction options such as the elimi-
nation of subspecralities or certain degree levéls and
genenc or thematic mergers Itglso could be emphasized
that nstitutions might find a political incentive 1n, the
goodwill they could gepwrale wit™he legislators and
governor by ther display, oF fiscal accountabihity

Phase 2 Pe» elupment of géneral oping devices Cop-

ing devices are used tw helpovercome or vircumvent the

obstacles and dilemmas encountered in the change prog-

ess The assumption is that. for the most parnt, it is not

realistic to expect that the idenuified hindrances vould be

chminated per se but, rather, that they need to be over-

vome informally and indirevtly Some suggested strat-

egues for use at the agency or institutionaldevel follow

i Culuvate a redugtion ideology .

2. Review legal authonties. program review prcx.cdurcs,
and assess appeal possibilities ”

3. Stmulate budget and enroliment changes and suggcsl
nceded changes in policies which would aLLUﬂTUddlc
expected declines and reductions

ncourage the establishment of compdrable data bases

s between mnstitutions and the agency

5. Avoid the forming of anti-change coalitions and
. dramativ showduwns in vourt which may result n bad
‘press for all.

6 Provide buffers between agency and institutional
officers. - ‘ .

‘ L]
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Envourage and subsidize the. establishment of faculty
retraining venters and, pussibly, pruvide regwndl jub
information to faculty
8 Pruvide seed money fur,changing curnicula, thus el-
fevwling mergers ot vonsulidatuns, and fur dmciupmg
addiuonal research activities,
9 Include sun;el provisiond ) nely program
_appravals )
Phast 3 Development, of réwards. The purposg of dg-
veloping sewards for having implemented furnicular
change 15 10 maintain the reduction momentum beyond a
particular review cycle The main vehicle scemstobe of 2
polluco-cconom:c nature  Institutions nccgmo feel that
thew programs, fat.uilly. and students fave somathing to
gan from ebminating underproductive programs | This
may maamifest tsglf in the agoncy providing support and
information on the possibilities of establishing interdisc:-
plinary and intennstitutional prégrams  Also, rewards for
being rétrenchinent-conscious may become wisible in the
nshitution ¥ subsequent dealings wnh the state gpvcm-
ment
The Role of the Institutiona) Researcher
in the Closure Process

Smc.e institutional rexearch ofﬁés vary so gxatly mn
their rcspons:bnlmes mission, and nfludfice 1n the or-

. gamzational apparhtus 1t 15 difficult to propose spectfic

_ roles for thear staff 1n the cumicwar change process The
follow:ng possibiliies, however, are suggested
| Assist in conceptualiZing a universityscollege-level
./ program review process tn iine with the institution§
degree of (de) centralization i '
2 Identify appropmate data and cstimate the cost and
tme 1nvolved 1n retricving and interpreting them,

3 Function as a.clearing housc of ifortmaton onpro-
gram review models, program discontinuance case
studies, orgamizational. decline literature: AAUP
gutdelines with respect fo financial exigency. as well as
internal precedetits on program’reduction

4 Aralyze existing and potential modes of operation
between the nstitution, other universities, and the
State agency with respect to developing interinstitu-
uonal cumcular arrangements, staffing review com-
muttees. shanng job‘markc,t infofmation, and provid-,
ing data for a comphratiy¢ information base

5 Assist in developing program discontinuance gtde!
lincs and sunget ¢lauses for new programs.

6 Shage experfence in the use of computer data bases

with college- and department-level people who are
lnvolvcd tn the rcvncw process

Col}):lusions s . ‘

ﬁ' The basic suggcstgon hire 15 that there may be an
sorderly way to consider, plan, and implement curncular
<h2oge in general and prugram reduction in particular and
by doing sq, reducc some of the unpleasanl surpnses and
bamets expencriced previously While many of the ac- .
tivitics proposed are currently not being putsued system-
atically, 1t seems that state™ad tnstitutional gfftcials have
leameq from shanngTheir expericnces with obstacies and
coping devices, Some readers, for instance, may re-
member- the mapy articles in the Chronwcle of Higher
Education -a few ycars ago which dealt witha relatively
small number of program‘dsscontmuz_mons In contrast,

f. Th{ Professional File .
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une slate liminmed approximately 150 prugrdms during

1979, but this sizeabl r?uutnon of programs was givep
very hittle attention tn the press The cultivation of &
retrenv hment Jimate, the development of proper review
and appeal prgeedurcs,and the analysis uf ubstavles and
incentive strugtures seem'fo indicate gradual success and
reward Tpr program reducidon Apparently a wultivated

chmate produces less publicity and fewer grrevances, yet

sound and realistic cumcula for the future
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