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S

Executive Summary

The North Carolina Commnity College Study: Mission, Enrollment
and Staffing Patterns, Funding Procedures, and
Administration and Governance

The Tasks

In the 1985 Legislative session, the North Carolina General Assembly asked the
State Board of Comminity Colleges to determine, through an outside, indepen-
dent study:

(1) proper staffing patterns for the System institutions;
(2) appropriate methods of calculating the FTE;

(3) the impact of more part-time students on needs for administrative and
suppoxt personnel;

(4) the effectiveness of current governance and administration;

(5) whether technical institutions should convert to commmnity colleges;
and

(6) whether tuition for college transfer courses should be increased to
University System levels.

Procedures

In a consequent study begun in November 1985, the Research Triangle Institute
examined certain information of public record maintained by the Department of
Community Colleges, with emphasis on enrollment, staffing, and budget alloca-
) tion data since 1978-79; conducted an extensivz study, including on-site in-
terviews, with senior administrative staff at 12 representative institutions;
requested, from all 58 institutions, information on mission, special consti-
tuencies, staffing, adequacy of allocations by line item, developmental prior-
ities, intra-term enrollment trends, and transfer credit agreewents; surver~d
students’ interest in and use of special services and facilities; and conduct-
) ed interviews with the State President, the members of the State Board, and a
sample of local board members and their presidents. Focus group interviews
were also held with small groups of students, prospective students, and local
commnity and business leaders.

ndings i , fing

O staffing patterns across the 58 institutions vary considerably, as a
function of institutional size, student and staffing markets, and under
allowable options, local solutions in assignment of personnel allocatious
to positions and salaries. It is apparent as well that the institutions
are operating under extreme budget stringencies.

) O Although the System trend is toward increased numbers of part-time stu-

dents, there is considerable variability among the 58 institutions and
among curriculum programs in current mix of full-time and part-time

) Q v 9




students. For example, in 1984-85, the proportions of curriculum students
who werz full-time varied fram 16 percent to 58 percent; and, while three
institutions had the same or larger proportions of full-time curriculum
students in 1984-85 than in 1978-79, three institutions at the other ex-
treme had less than half the proportions of full-time curriculum students
in 1984-85 than in 1978-79.

Differences among the institutions appear with equal clarity in terms of
nurbers of students (the unduplicated headcount, or UDHC) relative to FTE
(the index based on student contact hours used in budget fornula alloca-
tions): institutional UDHC/FTE ratios in 1984-85 ranged fram 3.2 to 1, to
8.6 to 1, with median value of 5.1 to 1. The camparable values in 1978-79
were from 2.9 to 1 to 6.6 to 1, with median value of 4.7 to 1.

No clear association between staffing patterns, or between perception of
staffing needs, and enrollment mix, were found. It was concluded that
under the circumstances of budget stringencies and allowable local flexi-
bilities, institutions develop their own relatively unique responses to
cover the most urgent operational needs, emerging with varying solutions
(€.g., replacing full-time with part-time staff, deferring lower priori-
ties, requiring overtime work, using administrators as instructors, etc.).

A number of administrative end instructional support positions were iden-
tified by the presidents as controlled by numbers of students rather than
FTE. These include such positions as counselors, financial aid officers,
registrars’ staff, librarians, testing specialists, placement and follow-
up staff, and accounting clerks. Part-time students--and in particular,
those taking slightly less than full academic loads--confirm their in-
terest in and need for the various instructional support services.

ndings i 1 hods of calculating the FTE

o

The FTE was found to be the most generally appropriate basis for allo-
cating operating funds to the institutions, in temms of its capability to
retlect the instructional staff work load. It does not recognize, how-
ever, certain real variations in costs due to differences in local labor
markets; differences among programs because of going rates in industry for
professionals who are recruited to staff positions; varying capabilities,
because of particular program demands for small classes as well as size of
institution, to meet the 22 to 1 student/teacher ratio; the actual costs
of occupational extension instruction; and other factors unique to some
but not all institutions.

Although curriculum FTE enrollments as presently calculated are estimated
to shrink by the end of the quarter in varying degrees dependent on pro-
gram (by a median value of 15 cr 16 percent), commitments to teaching
faculty and students for course offerings must be madc by the end of the
drop/add period followirg registration each term; instructional costs
remain relatively fixed after this point, regardless of attrition. The
end of the drop/add period for most institutions is very close to the 20
percent point now used for calculating the FTE.

vii
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o0 A fairly significaent variation in enrollments, by institution as well as
for the System as a whole, does exist across the four quarters of the
academic year. This variation is greater for curriculum than for exten-
sion programs, as summer quarter enrollments in the curriculum programs in
particular tend to be lower than in the three other terms.

Findings i i fect .  Admin; :

© The gevernance and administrative structure of the Cammnity College
System is relatively unique when compared with other states.

o The tradition of local control through the institutional boards appears to
be worxing well and in accordance with current statutes and requlations.

O At the same time, there is a general perception of the value of a true
“confederation" of the institutions into a System, with the State Board
serving as the overall policy agent and as the prime representative to the
General Assenbly on overall fiscal needs. The special allocation tradi-
tion is seen by all parties--i.e., at both the State and local l-wvels of
governance and administration--as undermining both equitable assignment of
funds to System priorities, and the proper authority of the State Board
under the statutes.

O Wwhile the State Board is seen as the proper authority for governing ard

representing the System as a whole, there is mixed opinion concerning its
etffectiveness.

O The institution presidents are found to be, in general, a cadre of diverse
individuals operating with considerable integrity, with their prime re-
sponsibilities to their boards, and with their boards to the needs of
their cammmnities.

{ndinos i i : : ]

0 Avariety of issues, same discrete and some overlapping, are involved in
conversion of technical institutions to commnity college status.

o The "cammnity college" is viewed, by the commnities and prospective
students, as of higher educational status than the "technical college" or
“technical institute." This may account in part for the tact that the
last ten institutions to convert have not only met the minimum college
transfer enrollment requirements in the two years fo)lowing, tut also have
generally experienced increased enrollment in technical and vocational
programs at higher rates than for the System as a whole.

© It is highly likely that the college transfer program appeals primarily to
those for whom other academic higher education options are restricted, and
the net, effect of conversion on nearby four-year colleges appears to be
one of increasing, not decreasing, their enrollment..

viii
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It is generally believed that the addition of a college transter program
strengthens, not weakens, the vocational/technical programs. The voca-
tional/technical mission appears not to be jeopardized by conversion.

Virtually all of the System institutions have coutractual arrangements
with one or more senjor institutions to accept transfer credit for general
education, vocational, or technical programs. Yet, for courses outsice a
college transfer program in particular, acceptance by senior institutions
for credit toward a baccalaureate degree is not assured.

Conversion to cammunity college status will result in increases in costs
to the State, although these costs will probably be lower than recent
worst-case estimates.

1dings i : - oLl o TWit]

System Ievels
0 Increases in college transfer tuition to the lowest of the current four

University System tuition rates would result in an increase in tuition of
about 129 percent for the cammnity college students involved. Based on a
conservative estimate of all costs associated with commnity college at-
tendance, the increase in total cost to the student would be only about 17
percent.

A change in tuition for college transfer courses is vigorously opposed by
the institutions, not only on grounds of threat to educational opportunity
for many constituents, but also because of difficult policy and operation-
al issues involved in determining what fees to charge wham, discrimination
against college transfer students, inverse relationship to program costs,
etc.

General fund revenues would probably increase if the lowest University
System level tuition were changed, and if there were no changes in enroll-
rent in college transfer courses from the 1984-85 levels. An upper limit
to this increase would be in the neighborhood of $3 million.

Modest increases in tuition across the board are not viewed as potentially
significant deterrents by students and prospective students contacted.

Recommendations

Some 29 specific recommendstions are made in the full report. The most impor-
tant are:

o

Base the additional allotment for administrative and instructional support
positions on the Unduplicated Headcount rather than FTE; determination of
the per-UDHC unit cost may be established through sudit of current costs.

Base alliocation of instructional costs, for the present, on the FTE.
Consideration should be given to increasing the per-FiE allotment, how-
ever, because of the stringencies imposed by present values in terms of
nunber of positions and salaries.




Calculate the FIE for budget allocation purposes at the end of a standard
drop/add period, when financial and enrollment data of audit quality are
available and when institutional commitments to students and staff are
made. Operational simplification should be accomplished by making this
count a part of the Prime system.

Conduct a detailed study of the actual costs of instruction over the var-
ious programs with the objective of establishing revised budgeting for-
mulas to reimburse institutions for actual costs for their program and
student configurations.

Maintain the present governance and administration structure of the
System. The State Board should be strengthened to permit more effective
discharge of its responsibilities delegated by the basic legislation,
through more forceful assumption of existing responsibilities, or possibly
through structural changes by the General Assembly.

Re-cxamine the tradition of special allocations by the General Assembly,
in terms of its potential deleterious impact on equity among the institu-

tions, and on the strength of the State Board to operate the System as a
System.

Continue to permit applications from institutions Jesiring to convert to
community college status, as their constituents and boards declare in-
terest and readiness. It is not recommended--nor believed likely-~that
all technical institutions should he converted at one point in time to

commnity college status. Neither is it recommended that no further con-
versions be considered.

Require institutions desiring to convert to commnity college status to
provide additional informaticn in regard to program content, costs, accep-

tance by area colleges and universities, and impact on the vocational/
technical mission.

Include carefully established estimates of net costs to the State with
recommendations by the State Board to the General Assembly for conversion
to commnity college status.

Maintain tuition for college transfer courses at the same level as for
other curriculum courses. While increase in tuition for college transfer
(or other) courses to University System levels is not recommended, this
does not rule out consideration of modest across-the-board increases in
tuition rates for the Community College System.
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THE NORTY CAROLINA COMMUNITY COLLEGE STUDY: MISSION,
ENROLIMENT AND STAFFING PATTERNS, FUNDING PROCEDURES,
AND ADMINISTRATION AND GOVERNANCE

I. INTRODUCTION

A. Qverview

This is a report of an inquiry, by the Research Triangle Institute (RTI),
into the staffing patterns, funding allocation formulas and procedures,
enrollment trends, and System mission and governance of the North Carolina
Community College System and its 58 institutions. The study was mandated by
the North Carolina General Assembly in 1985, and conducted under contract with
the State, through the North Carolina Department of Cammunity Colleges, for

the State Board of Cammunity Colleges and for the North Carolina General
Assenbly.

In the 1985 legislative session, the North Carolina General Assembly

passed a provision that:

"The State Board of Commnity Colleges shall have an outside, independent

study conducted to determine the following:

(1) Proper staffing patterns for institutions within the Community
College System with special emphasis on the implication for base and
enrollment formula allotments;

(2) An analysis of methods of calculating the number of students with =n
emphasis on the most appropriate census date for collecting enroll-
ment data and the use of traditional academic quarters for determin-
ing curr-iculum enrollments;

(3) The impact the shift to more part-time students has had on the need
for Administrative and Instructional Support Personnel;

(4) Whether the current System’s governance, administration and programs
are effective in fulfilling the System’s mission;

(5) Wwhether the System’s mission and its effectiveness in fulfilling its
mission is best served by permitting technical colleges to convert to
community colleges; and

(6) Wwhether tuition for college transfer courses should be comparable to
tuition charged by the constituent institutions of the University of
North Carolina.*




The General Assembly further provided that the Board report the findings
of this study to the chaimmen of the Appropriations Base and Expansion sudgt
Camnittees of the Senate and the House of Representatives and the Fiscal
Research Division prior to the convening of the regular 1986 session of the
1985 General Assembly.

C. 7The National and Regicnal Context

Nationally, the role of the public two-year institutions is changing in
important ways. The impacts of enrollment decline evident in elementary/sec-
ondary schools since the 1970s can be expected to continue to affect higher
education in the 1980s. Growth in postsecondary participation of women, older
students, and part-time students is projected to continue in the remainder of
this decade. According to the National Center for Education Statistics, the
increased enrollment of older students is expected to offset about half of the
decline in the FIE enrollment of traditional age students. It is anticipated
that the smaller rural institutions may experience greater difficulties in
attracting students than larger institutions, or institutions in metropolitan
areas.l

Two year institutions are essential to the provision of saleable skills
relevant to occupational employment in a swiftly changing and increasingly
technological workplace. Current Population Survey data for 1982 on educa-
tional achievement suggest that median years of schooling for those employed
is less than 13 years. Less than 25 percent of the workforce has cnllege
degrees, which in other words means that over 75 percent of all jobs currently
require less than four years of college for employment. Two year postsecond-
ary institutions are therefore not only in the mainstream of educational
consumer demand, but are critical to the nation’s economic and technological
future. The ability of two year institutions to pursue flexible admissions
policies and scheduling, as well as provide low tuition costs for students,
makes them potentially highly appropriate for serving the needs of increasing
nunbers of parttime students who combine education with work.

1/ The Condition of Fducation. Washington, DC: National Center for Education
Statistics, 1984.




In North Carolina, postsecondary education and training are crucial to the
continued economic development of the state. Recent studies? emphasize that
work vhich formerly called for “"skilled labor" now calls for "technologists."
Accelerated autamation is changing the characteristics of work in manufactur-
ing occupations.3 3.aditional low wage labor on which Southern manufacturing
industries have in the past relied is now provided by overseas competitors.
Evidence now indicates that, contrary to past patterns, local industrial
growth in the US is beginning to be associated with levels of educational
attaimment.4 It follows therefore that educational quality is functionally
related to regional economies. As industrial and oocupational technologies
change, education must be ready to respond.

Not only are new skills required in today’s workplace, but new adapt-
ability is increasingly necessary on the part of all of us to keep pace with
job changes. The relatively low levels of educational attaimment in North
Carolina ensure that two year postsecondary institutions are uniquely placed
to provide an indispensable public service in the interface between student
needs for education and training ar4 the demands of the workplace. A strong
public comitment to this essential component of higher education in North
Carolina is necessary to prevent future econamic growth in the state from
being compromised.

2/ See, for example: : Visi
Research Triangle Park, NC: Southern Growth Policies Board, 1985.

3/ Lawrence, J. E. S., and Drewes, D. W. "Characteristics of Work." Paper
presented to the Southeastern Psychological Association Convention,
Orlando, Florida, March 27, 1986.

4/ Rosenfeld, S. A., Bergman, E. M., and Rubin, Sara. After the Factories:
Chang:.ng_nmlgvn_e_m:zattmm_tm_mml_m Research Triangle Park,
NC: Southern Growth Policies Board, 1985.
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D. The North Carolina Commnity College System: Brief Historv and Current

- .

1.  origi i Missi

The North Carolina Cammunity College System evolved out of a concern,

soon after World War II, that new aid generally accessible training programs
were needed to respond to the rapid shift from an agricultural to an indus-
trial econamy. Accordingly, the North Carolina General Assembly enacted in
1963 General Statute 115 A to:

provide for the establishment, organization, maintenance, and

administration of a system of educational institutions

throughout the State offering courses of instruction in one or

more of the general areas of two-year college parallel,

technical, vocational, and adult education programs... The major

purpose of each and every institution operating under the

provision of this (legislation) shall be and shall continue to

be the offering of vocational arl technical education and

training, and of basic high school level, academic education

needed in order to profit from vocational and technical

education, for students who are high school graduates or who are

beyond the compulsory age limit of the public school system and

vho have left the public schools. (1963, c.448; s.23, as later

amended by 1969, c. 562, s.1; 1979, c.462, s.2; and 1983, s.1).

Building on a base of several public junior colleges and industrial educa-
tion centers, 24 institutions were initially organized in 1963. Rapid expan-
sion followed, as local cammmnities authorized tax and bond support for the
establishment of their own institutions; by 1969 there were 54 institutions.
The System currently contains 58 institutions, with enrollment, in the 1984-85
academic year, of 624,351 individual students, or a full-time equivalent (FIE)
of 121,261. This FIE reported is based on N.C. budget forrula conventions;
for definition, see Subsection I.C.5 following.

2. Govermment and Administration

The original legislation placed the System unde:- the State Board of
Education, whose chairman at that time was a vigorous advocate for the new
vocational and technica’ training as well as for the right of the individual,
whatever his station or economic means, to basic and general education. A
separate State Boarrl of Cammunity Colleges was established by the General
Asserbly in 1979, whose 19 members assumed full responsibility for the System
on January 2, 1981. Under the current legislation, the State Board has
authority to adopt and administer all policies, regulations, and standards
that it may deem necessary for the operation of the Department of Community

4
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Colleges, which is a principal administrative deparument of State government.
The Department is headed by a State President, elected by the State Board, who
acts as the chief administrative officer of the System, with staff nominated
by the State President and approved by the State Board. The individual insti-
tutions are, through the enabling legislation, governed by 13 member boards of
trustees with 12 members selected by the local Boards of Education, the Boards
of County Comuissioners, and the Governor, and with an ex-officio non-voting
student member. Tie local boards have the authority to elect the institu-
tional president (subject to the approval of the State Board) and serve as a
body corporate with powers to acquire, hold, and transfer real and personal
property, to enter into contracts, to institute and to defend local actions
and suits, and to be generally responsible for the management and administra-
tion of the institution as provided under the general statutes.

Twenty-four of the 58 institutions are, in 1985-86, “cammnity
colleges," or are authorized to provide college transfer programs leading to
the associate in arts, associate in fine arts, and associate in science
degrees. Of these, 11 were established as commnity colleges under the 1963
legislation or came into the System as such unde: prior legislation; 12 were
Created through conversions from technical institutes (the last in 1983) and
one was a private junior college admitted to the System in 1973. While other
curriculum programs are established on the basis of justified need with the
State Board being the final authority, college transfer programs require
approval beyond the State Board; and, transfer of funds from other areas to
college transfer programs, unlike most other budget transfers, requires
specific approval by the State Board. Of the 24 institutions offering college
transfer credit, 18 are located in counties that have no other colleges.

LArrent gnrollmenc and Spex Programs, and Educational Oppertuni
In the most recent. year in which enrollment data are complete
(1984-85), the 58 institutions ranged in size from unduplicated headcount
enrollments of 1,437 to 49,990. Programs are offered in two general areas:
credit-bearing curriculum programs, consisting of college transfer (where
authorized), general education, special credit, vocational, and technical
Programs; and continuing education or “"extension" programs, providing non-
credit special commnity service courses in occupational areas, adult high
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school, adult basic education, other academic areas, in-plant training, train-
ing for new or expanding industries, avocational areas, and practical skills.

For the System as a whole, the 1984-85 unduplicated headcount and FTE enroll-

ments were distributed among these programs are shown in Table 1.

Tuition charges, set by the General Assembly, are minimal ($4.25 per
credit hour or $51.00 per quarter for students taking 12 or more credit hours
of instruction), and more than 90% of the population of the State reside with-
in 25 miles of a System institution; thus, the System has been and is a signi-
ficant force in providing access to educational and training opportunity for
all citizens of the State.

5. Eiscal Support

Under the enabling legislation, state finamnial support is provided
by budgetary action of the General Assembly through the State Board for
(1) the Plant Fund (furniture and equipment, library books, and other items of
capital outlay for administrative and instructional purposes), and, on an
equal-matching basis, funds for purchase of land and the construction and
remodeling of buildings; (2) current operating expenses (salaries and other
costs for general administration, instructional staff, and instructional
support staff); (3) additionel support for institutions serving residents from
three or more assigned counties; and (4) funds for lawful premiums of
liability insurance. The State Boarc is also authorized to accept, receive,
use, or reallocate any federal funds or aids designated for purposes within
the mission and programs of the System institutions.

Local financial support, through the tax-levying authority of each instj-
tution, is provided for (1) the Plant Fund (land acquisition, erection of all
buildings, alterations and additions to buildings, purchase or rental of
vehicles and all equipment necessary for plant maintenance and operation, and
purchase of furniture and equipment not provided for administrative and
instructional purposes); (2) plant operation and maintenance (e.g., utilities,
janitorial supplies, maintenance of grounds and buildings, and equipment for
plant operation and maintenance); and (3) support services (e.g., costs of
insurance, tort claims, bonding of employees, legal fees, and elections held
for providing local funds in accordance with the Statutes). The local boards
may also apply local public tax funds provided and private funds to supplement
state-financed items in the current expense budgets.
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Table 1

in the NC Cammunity College System: Unduplicated

P Distribution of 1984-85 Students Among Programs
} Headcounts and FTE
}

Numbers Enrolled

UDHC % of FIE % of

l No Total No Total
Curriculum Programs:
Coliege Transfer 31,722 5.0 8,561 7.1
General Education 16,362 2.6 2,942 2.4
Technical 124,158 19.9 43,722 36.1
Vocational _33,964 5.4  _18,663 15.4
Curriculum Subtotal 206,206  (33.0) 73,888  (60.9)
Extension Programs:*
Academic 132,853 21.3 4,165 3.5
Occupational 226,728 36.3 19,775 16.3
Practical skills 32,385 5.2 2,746 2.3
Avocational 56,718 9.1 6,104 .0
Recreational 548 0 N.A.
Adult High School (NA) 3,607 3.0
State ABE (NA) 7,786 6.4
Other Non Budget Extension (NA) 3,190 2.6
Extension Subtotal 418,145  (67.0) 47,373  (39.1)
Total 624,351 (100.0) 121,261 (100.0)

* Individual extension programs include some UDHC students also counted in
other extension programs; the UDHC Extension Subtotal is correct.

Source:

= ; North Carolina Department of
Community Colleges.
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State funds, generally constituting 85-90 percent of the annual budgets
for the individual institutions, are provided to the institutions on thé basis
of a unit of imstruction (a full-time equivalent student, or "FTE") based on
student membership hours. Student membership hours are calculated on the
basis of contact time in scheduled classes, shops, or laboratories for which
the student is enrolled. Sixteen student membership hours per week for 11
weeks or 176 student membership hours for each quarter enrolled constitute a
quarterly full-time equivalent student; 704 student membership hours (176
hours per quarter times 4 quarters) constitute an annual FTE.

Counts of student membership hours are required each quarter at the 20
percent point in the class schedule (thus allowing for attrition between the
close of registration and this point, but not for attrition after this point).
The FIEs generated are used by the Department to establish earollment projec-
tions for each institution; institutional budgets are derived by assigning
values to the FTEs on a formula basis. The formulas assume one instructor per
22 FIE at the currently appropriated salary unit value with other associated
instructional costs based similarly on appropriated levels; instructional
support and administrative costs are also driven by assumptions as te uumbers
of staff and appropriate salary levels required per FIE (beyond a base al'.ct-
ment reflecting minimal administration and instructional support vegardless of
institutional size). Other major state budget line items (e.g., equipment;
library books), with the exception of the president’s salary (bzsed on a
separate schedule), are also based on the FTEs generated by each institution.
For purposes of determining instructicnal costs, FTEs generated by extension
programs (other than Adult Basic Education, which is funded at the curriculum
program level, and certain courses required to be self-supporting) are
assigned per-FT:” values at a lower rate (currently, about 34 percent of the
value established for the curriculum programs).

The study reported herein was organized in six tasks correspcnding to the
six specific objectives of the legislative mandate. These tasks, and the
major research questions, are briefly presented as follows:

1. Task 1: Proper Staffing Patterns

As noted in the prior subsection, institutional staffing allocations
in all but a few custodial or maintenance positions are determined on the
8

22




basis of class membership hours; this essential determinant has been in effect
since 1978. However, since that time, a number of changes have occurred that
may raise questions as to the appropriateness of the procedure. Most
importantly, the number of less than full-time students relative to the number
of full-time students has increased, with relatively little change, and recent
decline for the System as a whole, in the FIE based on class membership hours.
But also, certain new positions have been required or recammended without
specific provision in the allocation formilas (e.g., compliance officers;
institutional research specialists; computer system spacialists and increas-
ingly, development officers, and public information officers and institutional |
marketing personnel); and, program mix (which may have staffing implications) |
has changed. The geperal issue of proper staffing patterns may thus be broken i
down into the following more specific tasks: ) |
*  BAnalysis of existing staffing pattexms in the 58 institutions, with )
detailed study of the twelve institutions in our sample; {
|
|
1
|

. Examination of the forces affecting staffing diztributions across
institutions; and

. The appropriateness of the current forrulas for allocation of state
dollars for institutional staffing.

2. Task 2: Methods of Calculating Student Mewbership Hours

Student membership hours calculated at the 20 percent point each
quarter are the basic ingredient (or variable) reflecting units of instruction
for the budgeting and allocation procedures; and, this value determines speci-
fic line item allocations for all state budget items except the president’s
salary and some special purpose allocations. In general, the question is
raised as to the appropriateness of the basic varizble, the degree to which it
is affected by the time and manner in which it is assessed, and the impact of
other circumstances or situations on the adequacy and cross-institutional
equity of this base for budgeting and allocation. The specific questions

addressed are:
. What is the most appropriate time during the quarter to count
enrollment?

. What is the best way of measuring annual enrollments?

. What is the financial impact of choosing one census date versus
another?
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What is the impact of census date choice on program accessibility?

What control mechanisms are needed to assure the timely reporting of
accurate enrollment data?

What is the mcst appropriate basis for incorporating enrollment data
into the budgeting process?

. h e

. . | Instructional s I ]

This issue, a part or extension of the basic issue in Task 1, is

concerned particularly with the impact of a larger number of students, which
may affect certain administrative or instructional support needs. This
qQuestion has to do with the adequacy and appropriateness of FTEs based on
class membership hours (which have not increased correspondingly to mumbers of
students) to determine the support needed for administrative and support func-
tions. More specifically, such research questions as the following are

raised:

How does the shift to more part-time students impact overhead costs
in temms of personnel and money?

To what extent do part-time students need, use, or desire student
services?

Are the changes in full-time/part-time student mix consistent or even
across programs and institutions? If not, what are the implications
for adequacy of funding, or, more specifically, for the impact of
funding on the kind and quality of programs and services provided?

Are the perceptions of particular staffing needs affected by the
institutional condition in terms of full-time/part-time student mix?
In terms of the ratio between numbers of students (the unduplicated
headcount) and the FTE generated?

Is failure tc recognize any associated costs in the changes in
student mix detrimental to the effective fulfillment of system
mission?

. i illment he System’s Mission
The System was managed over its first 18 years by the administrative

and governance authority of the North Carolina Department of Public Instruc-
tion and the State Board of Education; each institution has had, in addition,
its own responsible governance and administrative authorities. Yet, there




have been changes over time in the structure of the local boards, and, more

particularly, there has been the major change in system governance with the
assumption of full responsibility for the System, in 1981, by the new and
independent State Board of the Community College System. In particular, the
following research questions may be raised:

Does the new State Board have sufficient authority, as outlined in
G.S. 115 D, to aduinister effectively a well-coordinated system of
vocational, technical, and general education throughout the State?

To what extent is the State Board exercising its role and authority
in the governance of the system? what actions has it taken, and what
are the emerging priorities of the State Board members?

To what extent are the local boards effective in their roles? what
kinds of actions are they taking, and what priorities do they
perceive? Are they operating effectively as authorized by G.S. 115 D
on behalf of their institutions? :

What is the appropriate division of authority between the State Board
and the local boards? How do the members of each perceive the actual
and ideal roles of the other?

What is the relationship between the State Board and State President,
and the local boards and institution presidents, and how does this
affect System functioning? How may the State Board and State Presi-
dent, in particular, improve the orderliness and effectiveness of the
overall governance process?

.
lechnics plleges 10

a two-class system,d in 1963, of technical

institutes offering vocational, technical, and general or basic education
courses, on the one hand and cammnity colleges, on the other, offering in
addition courses designed for transfer as credit toward a baccalaureate degree
at four-year institutions, there has been question and controversy as to
whether particular or all technical institutes (or cclleges) should also offer
general college transfer courses, or, in same quarters, as to whether the

5/ Initially, three classes of institutions were recognized: technical insti-
tutes, community colleges, and industrial education centers. There have
been no industrial education centers since 1968, and the statutory
provision for them was repealed in 1979. Technical institutes were
authorized in 1979 to change their name to technical college but without

any change in function; most have elected to do so.

11
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System should provide collage transfer courses at all. The questions to be
addressed through this task are:
. Has adding college transfer detracted from or enhanced the major
mission to provide vocational and technical training?

] Who has designation of an institution as a cammunity college affected
enrollment in the primary program areas?

J To what extent is same liberal arts education an asset to the indivi-
dual in preparing for an education?

] Does the System compete with senior institutions or does it serve a
population that would otherwise go unserved?

. What would be the fiscal impact of adding the college transfer
program?

. To what degree does the System’s college transfer program permit mor
individuals to obtain a four-year degree than would otherwise be
possible?

. To what extent are most institutions, through their general education
offerings, in reality functioning as cammnity colleges?
6. : itic lege
Currently, there is no distinction in tuition charges for students in
college transfer, vocational, cr technical courses. The basic questions
addressed in this task include:

. Should tuition for college transfer courses bz camparable to that
charged by constituent institutions of the University of North
Carolina? What would be the impact on educational opportunity and
enrollment? On mission? On operational procedures required? On
other institutions? On revenue?

F. Organization of the Remainder of this Report

The remainder of the report is organized as follows: first, a brief
description of study procedures, sources of data, and research strategies and
mechanisms is provided in Section II. This is followed (Section III) by the
statement of findings in each of the six areas of inquiry. Section IV
provides a summary of the findings and conclusions across the six areas,
together with the associated considerations the findings prampt. Section V
provides recamendations drawn from the findings for the State Board. Copies
of instrumentation used have been pruvided separately to the Department.

12
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II. PROCEDURES

A. Geperal Approach

At the outset, it was recognized that the issues involved in the six basic
tasks are of substantial significance, sensitivity, and camplexity. They are
significant, for the action taken will affect not only establiched institu-
tions, their faculty and staff, and their commnity, local student and
business enterprise constituents, but in the broader prospective, budget deci-
sions at the state level on the one hand and the State’s aconamy on the other.
The issues are sensitive, because of the inevitability of vested interests at
each of the several levels of decision-making involved: the General Assembly;
the state Board, President, and Department; and the local institutional boards
and presidents. The issues are camplex, because actions taken (or not taken)
affect a dynamic system of interrelated components, where adjustment of one
component will affect others, and where concern needs to be given not only to
impact of a particular decision but also to long tenr consequences which may
outweigh immediate and more predictable impacts that may be the concerns
prampting the issues.

At the same time, the very real time and cost limitations imposed on the
overall study imposed procedural restrictions. Of the variety of approaches
that might have been used to provide relevant evidence for the decisions to be
made, we were nec:ssarily restricted to those that could be accamplished in a
relatively shect time span and within the constraints of the project budget.

In response to the importance of the issues and the time and cost limita-
tions, we attenpted to recognize, first, that as a third party, the research
team mist be essentially concerned not with the particular unique vested
interests of any one of the involved parties but with the larger elements that
all parties involved must share--that is, the refinement in practice of the
essential mission of the System in benefiting the State and its citizens, and
in improving viable benefits within the realities of fiscal restraints.

Accordingly, in our general approach, an attempt was made to:

*  Capitalize, to the maximm extent possible, on the insights and
experience of those involved in th- evaluation of the education and
training enterprise--through assignnent of educational specialists to
the research team, and through recourse to the appropriate post-
secondary education literature.
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. Capitalize, to the maximum extent possible, on data already collected
and assembled by the Department, the institutions, or other parties;

. aeekmcmrse,lnthemquny to the experience and recammendations
of the principal agents at each level, but in a process that demands
not only preferred solutions but also the nature of the evidence
thoeeagentsmnpresenttosu;portthosesolutmns,and ‘hat makes a
deliberate examination of the similarities and differences among the
agem:s toward explication of biases that may be expected to exist;

. Verify tentative conclusions through in-depth or personal contact
with the principal agents in the context in which they operate.

Within this framework, study strategies included: a search of the relevant

literature; collection of relevant data of record from the Department, involv-
: ing statistical, statutory and requlatcry prescriptions, and special reports
or position papers; intensive study of 12 institutions, involving formal site
vigits; solicitation, throuch a questionnaire directed to all institution
presidents, of standard information on each imstitution for which data of
record do not exist; and, a questionnaire survey of a sample of students, to
determine their interest and utilization of system programs and ser-ices; and,
personal contact with representatives of the several parties, including legis-
lative staff, the State President, the members of the State Board, key Depart—
ment staff, the institution presidents and key institutional administrators,
institutional board members, current and prospective students, and represen-
tatives of business who have employees trained or in training by the System.
To encourage frankness in responding, each respondent was carefully assured
that no information or opinion not already a matter of public information
would be identified with the particular individual or institution in any
formal or informal report to the Department or to others without their
specific written consent. Each of the study strategies or procedures, are
briefly described in the following subsections.

B. Literature Search

An initial search using the ERIC System and other relevant computerized
docurent services, and searching on the labels "commnity colleges," "asso-
ciate degrees,” and "technical institutes* revealed a total of 121,940 docu-
ments. These were further culled by restricting documents to those dated
1980-85, yielding 2686 documents, and by identification of documents on North
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Carolina of any date (yielding 128 titles). Further search of the basic file
focused on the 1980-85 period and such specific topics as staffing, enroll-
ment, administration, governance, costs, cost effectiveness, resource alloca-
tion, organizational effectiveness, planning, mission, student char-
acteristics, and public support yielded 322 documents. Abstracts were
reviewed for all these 322 studies, and camplete copies of those relevant, as
well as copies of North Carolina studies with relevant titles, were procured.
In addition to general studies, state system studies from Califorrua, Florida,
Illinois, Maryland, and Washington were included among those procured and

No formal sumuary of these documents was attempted, but the information
contained was reviewed by senior project staff where relevant to their project
responsibilities, together with other reports in Department or RTI general
files. References are cited in the text of this report when they are directly
relevant to the statements of findings or conclusions.

C. Data of Record
Data of record assembled by the research team included the following
items:
*  Annual Enrollment Reports, 1978-79 through 1984-85.
o Data of departmental record, fram the Class Registration Reports, on
the numbers of students in each of the curriculum programs (and in
each of the 58 institutions) who were enrolled, in each of the years

fraom 1978-79 through 1984-85, for one-quarter, one-half, three-
quarter, or full-time credit loads.

. The basic legislation (Chapter 115 D of the North Carolina General

Statutes), and the basic policy and regulations (Chapter 2, Title 23,
of the North Carolina Administrative Code).

. Camplete data from the Spring 1985 Departmental Survey of Staffing
Needs.

*  Formula 2pplications by Institution, for 1984-85 and 1985-86.

o Summary data on position and salaries, administrative and support
staff, 1984-85 for the System, with more detailed information on the
12 institutions in the basic sample (identified in Subsection D
following).

. A variety of position papers or special reports, on such topics as
impact of the college transfer program on participation in higher
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education, interpretations of the Spring 1985 staffing needs survey,
program quality and evaluation, System mission and role of the State
Board, funding issues, etc.

Certain forms and procedures statements from the Department (e.q.,
instructions for the registration and class membership reports).

A variety of institutional data of record on the 12 basic study
institutions (listed in Subsection D.3 following), as well as other
materials volunteered by the group of 58 institutions.

. Other recent relevant studies fram other states.

Particular analyses were conducted using the statistical data contained in
the enrollment reports, the fornula applications by institution, and the
staffing needs survey.

D. site Visit

1. Selection of the sample of Institutions

For intensive, on-site study as well as for serving special addi-
tional data needs, a sample of 12 institutions was designated for collection
of institutional data of record, and for visits involving structured inter-
views and observations by research team staff.

Criteria for sample selection included: two institutions should be drawn
from each of the six Trustee Districts; the 12 institutions should reflect the
diversity of size in terms of FIE enrolliment; the mmber of technical colleges
ar institutes versus the mumber of cammnity colleges should be proportional
to their representation in the system; and, fram the list of institutions in
each Trustee District (and classified on the other characteristics consid-
ered), institutions that senior Department staff felt were operating in
exemplary and prudent ways were considered in the final sampling frame.
Through this process, the following 12 basic study institutions were selected:

Beaufort County Community College
Central Carolina Technical College
Central Piedmont Cammnity College
Cleveland Technical College
Davidson County Cammunity College
Haywood Technical College

Jares Sprunt Technical College
Lenoir Cammmnity College

Rowan Technical College

Wake Technical College

Western Piedmont Commnity College
Wilson County Technical College




2. site Visit Instrumentation
The site visits were structured in that particular interview targets

and kinds of local information of record were pre-specified. Interview
targets specified in particular were: the chief administrative officer (the
president); the chief academic officer; the chief business officer; the chief
student affairs officer; the registrar; and, a sample of students. Also
frequently contacted, as well, were the directors of the curriculum and exten-
sion programs; the admissions officer and/or recruiter; the development
officer or institutional foundation staff; and the institutional research
official.

Particular questions for each kind of respondent were developed, and a
sumary of these questions was provided to the institution prior to the visit.
From the different kinds of respondents, the questions were designed to elicit
the kinds of information summarized below, with follow-up questions to
determine the individual’s basis for any expressions of opinion or judguent.

Chief Administrative Officer: Institutional mission and history; priori-

ties among different kinds of resource allocation criteria; adequacy of

staffing and salary allocations; the local budget-making process; ade-
quacies ard inadequacies perceived in the allocation formulas, and local
adjustments felt desirable and necessary; effect on FTE if calculated at
difficult points in time, and trends in UDHC/FTE mix; perceptions of the
functioning of the local board, the State Department and Board, and the

General Assembly; the issues involved in conversion to commmnity college
status and in tuition for college transfer courses.

Chief 2cademic Officer: Strengths and weaknesses, trends, and develop-
mertal priorities in educational programs; cuality of instruction and
staff; adequacy of staffing budget; educational support services provided;
other instructional costs; enrollment trends and implications.

Chief Business Officer: Role performed; areas at State and local levels
where econamies can be achieved; adequacy of allotments; necessary budget
tr. usfers; non-state funds.

Registrar: Procedures and problems in reporting enrollment and FTE;
records generated; recommendations for improvement of procedures; transfer
credit arrangements; data on FIE equivalents if taken after the last day
for drop-add or at the end of the quarter for the fall term, 1985.

Adnisgions Officer: Current and prospective student markets; student
characteristics; campeting institutions.
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Curriculum/Extension Heads: Program trends; program quality; staffing and
budget issues; adequacy of support services; quality of instructional
equipment; priorities and strategies for new program development.

3. DMaterials of Record Requested and Examined

Materials of institutional record were requested and, where available
prior to the visit, examined beforehand; other materials were examined or
collected on site. These included: the current catalog and fliers or bro-
chures describing special course or program offerings; the current long range
plan; the most recent accrediting cammission report, and any relevant self-
studies; any institutional studies related to the six basic study areas;
annual reports of the president or senior program administrators; the most
recent audit report; the current staffing chart; and names, occupations, and
addresses of the local board members.

4. Conduct of the site Vigits

Visits of a full day’s duration to each of the 12 basic study insti-
tutions were made, by two or three project staff, over the period fram
February 10 through March 3. The site visitors were well-received; most
persons contacted hud done their hamework in terms of the basic questions
transmitted ahead of the visits.

Although some campus respondents had met formally or informally to discuss
strategy and responses, a healthy diversity of opinions emerged in most
instances. Contrasts and similarities among the several institutions were
felt to be most helpful in interpreting statements of accamplishments or
needs. Even more important, however, was the variety and quality of insights
and suggestions as to how successful programs are contrived, and how improve-
ments may be effected.

5. Qther Information Collected

At each of the 12 basic study institutions, group sessions were
requested and held with a representative group of current students. “Focus
Group" procedures, frequently used in market research, were employed. These
procedures involve a structured but informal discussion session, led by a
skilled moderator, to guide a group of individuals through an in-depth
discussion of specific topics. Discussicn topics and questions focused on
their perceptions of the institution, faculty, and programs; needs for student
services; costs and reaction to possible tuition increases; and values
perceived in what they were getting from their education and training.
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In 8 of the 12 institutions (one institution at random from the pair in
each trustee district plus two others that volunteered), similar procedures
were enployed with a group of local business and cammnity leaders. Attitudes
were solicited in these sessions on the utility and quality of institution
programs for these consumers of students; the broader role played by the
institution in the cammmnity; their experience with former and current
students; the importance of basic skills; the representatives’ attitudes
toward the college transfer program (or, if a technical institute, attitudes
toward conversion); and suggestions on how the utility and effectiveness of
the institution could be improved.

For the six institutions not designated to provide a group of local
community and business leaders, a major feeder high school in the area was
contacted to provide a group of 6 to 10 seniors interested in continuing (or
likely to continue) their education in a public two-year institution. Focus
group sessions were conducted with small groups of high school students in
five of the six locales. Topics explored included their plans and considera-
tions in selecting a postsecondary institution; the advantages and disad-
vantages in attending a public two-year institution or a four-year college or
university; perceptions of the nearest public two-year institution in regard
to costs, programs, transfer potential, and vocational implications; and
perceptions of actual versus reasonable costs and sources of financial
support.

E. Institutional Questionnaire

A formal questionnaire was directed to the presidents at all 58 institu-
tions to obtain information not readily available in data of record at the
Department and to solicit the presidents’ perceptions of the several critical
issues. The questionnaire, essentially open-ended in format, requested state-
ments in the following areas: institutional mission; identification of any
“special and significant® student, community, or employer constituencies
served; developmental priorities with respect to programs, courses, services
or special functions, staff development; new constituencies, and facilities;
likely sources of support for these priorities; perceptions of the adequacy of
present funding allocation procedures and formulas, in +le areas reflected by
specific elements in the formulas, together with evidence to support any

19



inadequacies noted and recommendations for modifications in the funding proce-
dures; identification of faculty and staff positions needed to run the insti-
tution, whatever its size, and identification of positions where needs ae
reasonably associated with the FTE or with mmbers of students; local action
taken to ease any inadequacies in the budget forrula applications by iustitu-
tion; courses traditionally enrolling fewer than 22 students (the class size
on which the FIE is based), and how the institution compensates for these
underenrollments; priorities for assignment of a mythical 10 percent increase
in the State allotment if such increase was completely unrestricted as to use;
estimates of calculations of FIE equivalents if counts were taken at the end
of the drop-add period or at the end of each quarter, as campared with FTEs at
the 20 percent point, in the college transfer program (if applicable) other
curriculum programs, extension ABE, and other extension programs; attitudes
toward change in tuition and fees; and, proportions of curriculum program
students continuing higher education elsewhere, together with specification of
any formal or contractual agreements with senior institutions to accept
transfer credit from the institution. The draft questionnaires were pretested
with two institution presidents, and revised accordingly.

With assurances of confidentially for individucls and institutions, and
with the option to decline or substitute a general statement for all or part
of the questions, questionnaires were forwarded to the 58 institution presi-
dents on February 13. Of this number, 54 presidents responded with relatively
camplete answers by the cut-off date of March 21, 1986.

F. Stydent CQuestionnaire

Brief student questionnaires were developed for use with a sample of
students from the 12 basic study institutions, to obtain information relevant
to one or ancther of the study tasks. Content included personal characteris-
tics that might be associated with particular needs for programs or services,
including reason for enrolling, current credit hour load, etc; the importance
attached to the provision of rarticular facilities or services by the institu-
tion in some 19 areas; the availability and adequacy of needed services; and
evaluation of the institution on a mumber of qualities (faculty accessibility
and competence, costs, condition of instructional equipment, etc.)

Although the sample of students was not selected to be representative of
the System as a whole (or of any or all of the 12 institutions), responses
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were obtained from students distributed among the various curriculum and
extension programs proportional to their distribution among the System
programs as a whole. Sixty questionnaires were provided to each of the 12
institutions in late February, 1986, with a request for its administration to
approximately 50 students; all institutions responded, contributing a total of
756 questionnaires (156 more than requested).

G. Governance survey

A special inquiry concerned with perceptions of role and functioning of
the local and state boards was directed to the 19 current menbers of the State
Board, the presidents of the 12 basic study institutions, and, for these 12
institutions, the local board chairman and one other voting member selected at
randcm, '

This inquiry proceeded as follows: each target recipient was provided,
with a cover letter indicating later telephone interview, a list of six basic
questions of concern. These were:

1. Of the actions taken by your board in the last two years, what do you

consider the most important?

2. What other important roles has your hoard performed, formally or
informally, in the last two years?

3. What, in your opinion, are the most important authorities or respon-
sibilities of the State Board?

4. What, in your opinion, are the most important authorities or respon-
sibilities of the institutional boards?

5. What, in your view, are the priorities for consideration or action by
your board in the next twelve months?

6. Are there ways in which System governance, or the functioning of the

local boards, could be improved? If so, what do you recommend?

The basic letters and questions were mailed on March 21 to the 55 govern-
ance and administrative representatives, with later telephone conversations
with those that could ke reached by telephone. Responses to the questions,
and the follow-up discussions, were used to obtain the information required by
the broader questions guiding this task (see Section I.D.4). In a few
instances, written response was provided.
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H. Other Personal Contacts

In addition to the contacts made in the site visits and governance
surveys, formal or informal contacts, in person or by telephone, were made
with many others over the six month course of the inquiry. Several meetings
were held with State President Scott and his senior staff, in particular the
Executive Vice Presidert, the Vice President for Finance, and the Vice Presi-
dent for Planning and Research. Several meetings involved Ms. Charlctte
Ashcraft of the Fiscal Research Division of the legislature. Contact was also
made with Dr. Dallas Herring, the chairman of the responsible board at the
time the System was established, and with others who had conducted studies of
the System or who had been a part of its history in same significant way.
These cortacts were used to acquaint the study team with the variety of
insights into the aspects of concern, and to provide a context for evaluating
the responses of other parties involved in the provision of factual informa-
tion, opinion, and judgment.

I. Utilizati £ Inf . 1] ’

Most of the information collection strategies cut across more than cne of
these several research tasks. According!y, research instruments or data
sources and analysis procedures applicable to each task will be specifically
identified in the statement of findings in the next section.

J. Limitati

The procedures used imply certain limitacions that should be made explicit
at this point in this report of findings.

Each of the questions raised by the General Assembly could have been more
rigorously addressed by other means. For example, Task 1, concerned with
proper staffing patterns, requires for definitive answers a series of job
analyses that 'ould determine, for noninstructional staff, the responsibili-
ties carried and the tasks performed, against an appropriate criterion of
adequacy of performance in meeting the needs. Task 2, concerned among other
things with the point in the quarter where the FTE is taken, would seem best
addressed by institutional records assigning contact hours to students
enrolled at particular points, such as end of drop/add period or end of term,
and summation of these alternate FIE enrollments for the System.
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The study team had to face realities of schedule and project budget, as
well as current capabilities of and burden on the institutions and department.
The project schedule allowed only about four months for project planning and
data collection; many desirable activities--e.g., a series of job analyses of
20 or 30 key positions and the necessary jal» evaluations in diverse institu-
tions--were not possible within the available time and budget. The enrollment
records at the close of registration--at the Department and at most of the
individual institutions--were found insufficiently reliable as well as incom-
Plete (because of the amission of contact hour specification) for applying
them to a determination of class membership hours at that point, a purpose
with requirements for a kind of precision not built into their assembly, and
too time-consuming for the institutions to bring up to audit quality.

In short: a definitive study of the 6 basic issues would have required a
period of at least 12 months, and larger resources than available under the
prescribed budget for the study.

Accordingly in an attempt to gather relevant and useful information,
recourse was made frequently to estimates and judgments of those involved in
the System. Although our alternate procedures had built-in provisions to
detect and evaluate the biases that can infect soft data, and although there
has been care in sp.cifying the nature of the evidence used in reaching con-
clusions, we are nevertheless confronted with substantial issues but neces-
sarily limited stratzgies. All findings are consequently tentative, and
subject to verification by more detailed study and/or esperience over longer
periods of time.
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III. FINDINGS

A. Staffing
1. Overview i
The legislative charge to the studv in regard to staffing is to
determine “proper staffing patterns for institutions within the Commumnity
College System with special emphasis on the implications for base and formula
allotments.* 4he time constraints of the study precluded either collection of
detailed information of jcb classifications and duties, or conformance of
these specifications to actual tasks performed at the institutions. We
focused instead on current staffing patterns and variations among the insti-
tutions, and our perceptions as to their adequacy.

The attention of the research team was accordingly directed to an examina-
tion of secondary data from the Department of Commmnity College records for
information on current staffing patterns, and their relation to institutional
characteristics such as enrollment size, and change in enrollment over time.
In addition, data on staffing patterns, and institutional concerms related to
aspects of staffing were analysed from the site visits, as well as from the
responses to the institutional survey of the 58 institutions conducted during
the study. In particular, detailed responses from the twelve institutions in
the study sample were examined for empirical evidence of the degree to which
positions, salaries, and other costs provided by the current allotment
formulas are perceived as adequate. Finally, the results of an institutional
survey of staffing needs, conducted by the Department in the Spring of 1985,
were reviewed and analyzed in more detail to provide additional insights into
these issues.

This section presents the results of our analyses as follows. First,
current staffing patterns across all institutions within the System are pre-
sented, and compared for size of institution, and by aggregate and detailed
position categories. Second, factors associated with variability in staffing
patterns across institutions are discussed. Relationships with enrollment
trends, budget FTE/UDHC mix, and other institutional characteristics are
examined, with emphasis on non-instructional staffing needs as reported in
results of earlier research. Third, the adequacy of current formula allot-
ments to staffing is examined in light of institutional goals and
requirements.
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2. Current staffing

staffing data for the System and for each institution were obtained
from printouts of the staff information files maintained and updated on the
basis of information received by the Department of Cammnity Colleges on Form
DCC 7-8. Data on part-time instructional or other staff are not included in
these tabulations and were not collected for the study. The Department of
Community Colleges obtains annual part-time staff counts from the institutions
each October, which provide a "snapshot* at that point in the Fiscal Year.
Unlike the practice for full-time staff, however, hiring of part-time instruc-
tional staff fluctuates significantly throughout the year, and there is no
State or federal requirement for reporting summary intra-year data. To
assenble such information would place a substantial burden on the
institutions.

For Fiscal Year 1984-85, the total number of full-time instructional °*
faculty and administrative and support staff employed for nine months or more
at all institutions was 7630. Table 2 illustrates the staffing pattern for
the fourteen staff categories used for reporting purposes by the Department of
Camunity Colleges. Table 2 also presents the proportional distribution of
total full-time employment across these staff categories. The final column
presents state-wide averages, which is the hypothetical employment by staff
category at the "typical" institution.

Detailed data for individual institutions indicate that the institutions
vary considerably in terms of staff size, as well as in individual staffing
patterns by institution. Total FY 1984-85 full-time employment ranges frum 32
at the smallest institution to 455 at the largest. The numbers of security
personnel, for example, range from eleven full-time personnel on one of the
larger campuses, to zero on forty-two other campuses. Twenty-one institutions
(36%) have total full-time employment of 100 or less, the majority, 33 (57%),
enploy between 100 and 200 full-time personnel, and four institutions have
full-time employment of more than 2u0.

The staffing pattern for the System in Table 2 illustrates that, on the
average, the bulk of full-time institutional staffing (31%) is in 11-12 month
Curriculum Instructional positions. However Table 2 also shows that support
staff, camposed of Instructional/Administrative Support and Secre-
tarial/Clerical categories, together make up approximately the same proportion
of full-time staff.
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Table 2

Systemwide Staffing Pa*tern and System Average FY 1984-85
by staff Category

Staff Erployment Proportion Statewide
category IY84-85 _ _of Total _Average
President 57 0.007 1
Vice President/Dean/

Director/Business 600 0.079 10
Curriculum Instructor

9-10 months employmnent 795 0.104 14
Curriculum Instructor

11-12 months

employment 2361 0.309 4
Instructional

sssistants/Aides 100 0.013 2
Extension Instructor 215 0.028 4
Learning lab

Coordinator 117 0.015 2
Instructional/

Mnministrative

Support 1178 6.154 20
Visiting Artist 51 0.007 1
Secretarial/Clerical 1268 0.166 22
1.ockkeeper 122 0.016 2

Skilled Craftsmen 260
Service/Maintenance 459
Security 47

Total

0.034

0.060

0.006




Fraom the summary statistics and overview provided in Table 2 it is possi-
ble to obtain only a general picture of staffing distributions within the
System. There is as already noted considerable diversity and complexity in
individual position allocations among the 58 institutions. Table 3 summarizes
the variability across the 58 institutions for each staffing category. Total
full-time employment for FY 1984-85 is presented for each staifing category,
with institutional maximums, minimms, averages, and standard deviations. The
greatest institutional variations are in the Curriculum Instructional cate-
gories, specifically in College Transfer and Technical, and in the Instruc-
tional/Administrative Support and Secretarial/ Clerical positions.

Table 4 further illustrates the institutional variability across the
aggregate staffing categories for the twelve sample institutions in the study.
The ratio, for example, of Instructional Administrative Support staff to total
full-time staff ranges from 14/145 (0.096) for Central Carolina to 31/119
(0.261) for Western Piedwont, as compared with the System average of 0.154
from Table 2. Secretarial/Clerical full-time employment varies from 11/104
(0.106 of total) for Haywood, to 99/455 (0.218) for Central Piedmont, compared
with a Systemwide average ratio of 0.17. The ratio of full-time curriculum
instructional staff to total full-time enployment ranges from a high of 72/147
(0.490) at Davidson to a low of 33/119 (0.277) at Western Piedmont compared
with the Systemwide average ratio of 0.41. Additional differences in insti-
tutional distributions of instructional staff are illustrated for exanple in
the numbers employed 9-10 months as campared to 11-12 month employees. While
11-12 month employees predominate in most institutions in the sanple, two
institutions (Davidson and Lenoir) have approximately equal numbers of 9-10
month staff, and in one case (Western Piedmont) almost all full-time curri-
culum instructors are on a 9-10 month basis.

The diversity in staffing reflects the necessary variations under local
autonamy that local institutions make in responding to their perceptions of
staffing labor markets and regional needs. It should be noted that the
nubers of staff in the various detailed staff categories at each institution
as a proportion of total staff at that institution vary considerably, reflect-
ing differences in programs, management style, enrollment mix, local needs,
etc. Yet, the capabilty of the institutions to work out, under local
autonomy, unique solutions to fit local situu.ions as well as needs, has been
a cornerstone of the strength of the North Carolina System.
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Tabte 3

Variations in Staffing Patterns Across All Institutions 1984-8§5

.....3......................................................................................................t..............

b 2 3 4 3 8 7 8 9 19 11 i2
CURR INSTR
VP/DIR/DN INSTR ASSTS XT XT XT XT XT
PRES /BUS MGR C TR GEN ED TECH voc AIDES AC AB AHS JTPA v |

..........................t....................................‘...........................‘............80.................

TOTAL EMP 67 800 5886 231 16830 790 109 30 33 28 17 52
MAXIMUM 1 23 80 51 88 34 8 8 8 5 3 2
MININUM o 4 o o 4 1 2 2 o ) o o
RANGE 1 19 80 51 84 33 9 8 8 6 3 2
MEAN 1.0 18.34 8.71 3.98 28.19 13.82 1.72 2.52 9.57 9.456 g.29 2.90
ST DEV N.A. 4.08 14.43 7.88 21.0% 8.58 2.17 1.12 1.26 9.99 2.64 g.44

..............................................................................................t.........ﬁ..................

8¢

NOTE: The 24 staffing categories abbreviated at the hesd of each column are as follows:

1. President 18. » Avocationa!

2. Vice President/Director/Dear/Business Manager 17. » Compensatory Education

3. Curriculum Instructors, Colliege Transfer 18. Learning Lab Coordinator

4. " General Education 19. Instructional Administrative Support: (this

6. " Technical category includes positions such as administrative
8. b Vocational assistants,librarians and assistants, data

7. Instructional Assistants/Atides processing and institutional research personnel, as
8. Ex%ension Instructors, Academic well as counzelors, financial aid, placement and

9. » Adult Basic student activities directors; for the detailed

18. » Adult High School listing of all of these positions, ses Appendix (-)
11. " Job Training Partnership Act 28. Secretarial/Clerical

12. . Visiting Artist 21. Bookkeeper

13. " Human Resource Development 22. Skilled Crafts

14. r Now and Expanding Industry 23. Service/Maintenance, and

15. . Occupational 24. Security.
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Aruitoxt provided by Eic:

Tabte 3 (continued)

..‘........................................................U..........6..:..............................................

13 14 16 18 17 18 19 20 21 22 23 24 26
XT XT XT XT XT
HRD NI occ AVOC CE LLC IA SUPP SEC/CLER BKKPR SK CRFTS SERV/MTN SECURITY TOTAL

\—..............................................................................0....0........................0.........

TOTAL EMP 84 7 36 1 o 117 1179 1288 122 289 4569 47 7639
MAXIMUM 4 3 8 1 o 3 74 99 8 18 51 11 4566
MINIMUM 8 o e 8 8 2 3 4 8 o 1 o 32
RANGE 4 3 8 1 e 3 71 96 8 18 60 11 423
MEAN 1.18 8.12 g.8¢2 8.082 8.90 2.82 26.33 21.88 2.19 4.48 7.91 6.81 131.66
ST DEV 1.18 g.49 1.29 6.13 8.090 1.41 12.24 18.16 1.46 3.69 7.09 1.87 78.14

.........................0.....‘...................0..................‘......................0..........................
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Table 4
Staffing by Aggregate Category for Twelve Sample Institutions,
and Systemwide Averages

o.o.ooc.oooooooooooooooooooooooooootooooooooooooooooooooo.o.ooooooooooooooooooooooooooooooooooooooooooooooooooooo.oooooooo.
SYSTEM SAMPLE INSTITUTIONS
STAFF AVERAGE BEAUFORT CEN CAR CEN PIED CLEVELD DAVIDSON HAYWOOD J SPRUNT LENOIR ROWAN WAKE T W PIEOMT

President 1 1 1 1 1 1 1 1 1 1 1 1
VP/Dean
Director/ 10 7 12 14 11 ] 5 19 18 12 16 14
Bus. Mgr.
Curr. Ins 14 8 13 25 3 33 4 10 30 4 18 32
9-190 ».
Curr. Ins 41 32 63 192 563 39 43 31 38 47 190 1
11-12 m.
Instr. As 2 1 2 9 1 4 5 ] 4 2 1 2
w Aides
o
Ext. Inst 4 ] 8 3 3 2 4 3 4 4 4 2
LLC 2 2 1 5 1 2 1 [ 2 1 6 4
Instr/Adm 20 13 14 74 13 22 12 14 24 15 29 31
Support
Visiting 1 1 ] ] 1 1 1 1 ] 1 1 1
Artist
Sec/Cler 22 17 27 89 14 20 11 14 28 18 42 17
Bookkpr 2 2 1 8 2 2 1 2 4 1 2 2
Skilled 4 3 3 18 4 10 8 2 5 2 13 8
Crafts
Service/ 8 11 10 5 8 3 9 7 12 2 18 -]
Maint.
Security 1 o 9 2 1 1 ] ] 2 ] ] 3
Total 132 97 145 455 115 147 104 95 168 108 247 119
O
E lC‘I.........................................................................ﬂ................................................
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To accammodate these differences in subsequent analyses using data from
all 58 institutions where possible, detailed staffing information on positions
by institution were aggregated into four general staffing categories shown in
Table 5. These four general categories were derived fram collapsing the 24
specific catgories in Table 3 as shown in the table.

In further examinations of differences in staffing across institutions of
varying enrollment levels, institutions were also grouped into the clusters
used by the Department in their 1985 survey of non-instructional staffing
needs as shown in Table 6. These classifications facilitated analysis of
differences in staffing patterns as a function of various system and institu-
tional characteristics while controlling in same way for size of institution.
In addition, use of these size categories permitted direct camparison of
institutional non-instructional staffing needs as a function of other institu-
tional characteristics. '

These aggregate staffing and size categories were used to suwmmarize the
staffing patterns of all 58 institutions, as depicted in Table 7. When aggre-
gated this way, the data show some general homogeneity across institutions in
the four broad staff categories. Row proportions in the table indicate the
relative distribution of employment in each staff category for the institu-
tions in each size group. As expected, the proportion of senior administra-
tors (Staff Category I) decreases linearly as a function of increase in insti-
tutional size. The other three staff categories are not as consistent, but
vary not more than 12 percent across size groups in any one staff category.
The ranges therefore for broad staffing categories based on the current system
configuration in place are as follows:

Senior Administrative Staff: 7 to 15 percent of total emplocyment.*

Instructional staff: 39 to 51 percent of total employment.*

Instructional and Administrative Support Staff: 27 to 34 percent of total
enployment. *

Secretarial/Clerical staff: 14 to 20 percent of total employment.*

Extensive analyses were conducted on relationships between enrollment
size, institutional characteristics, and indices of full-time staff

* Full time only.
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Table 5

Description of the Four General or Aggregate Staffing
Categories Used in the Analyses

Detailed Position:

Aggregate Category Column Number from Table 3
Catggory I .
Senior Administrator 1,2
Category II
Instructional staff 3,4,5,6,8,9,10,11,12,13,14,15,16,17
Category III
Instructional Adminsitrative 7,18,19,21,22,23,24
Support
Category IV
Secretarial /Clerical 20
32
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Group/Size
1983/84 FIE

GROUP 1
0-999

GROUP 2
1000-1499

GROUP 3
1500-1999

GROUP 4
2000-2499

GROUP 5
2500-2999

GROUP 6
3000 Up

Table 6

Institutional Clusters by Size

Instituts

Bladen, Martin, McDowell, Montgomery,
Pamlico, Tri-County

Anson, Beaufort, Carteret, Halifax,
James Sprunt, Nash, Piedmont,
Richmond, Roanoke-Chowan, Sampson

Blue Ridge, Cleveland, College of the
Albemarle, Craven, Edgecanbe,
Haywood, Isothermal, Mayland,
Mitchell, Randolph, Rockingham,
Southwestern, Stanly, Vance-
Granville, Wilson

Caldwell, Coastal Carolina, Robeson,
Sandhills, Southeastern, Surry, TC
of Alamance, Viestern Piedmont, Wilkes

Asheville-Buncombe, Catawba, Davidson,
Gaston, Johnston, Lenoir, Pitt, Rowan,
Wayne

Central Carolina, Durham, Forsyth,
Wake, Cape Fear, Guilford, Central
Piedmont, Fayetteville
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Table 7

Numbers and Proportions of Staff by Aggregate Position Categories,
for Institutions Grouped by Size

Stafft Staff
Staff Stafft Category Category
Category Category 111 Iv Total
Institution b g Row 11 Row Admin and Row Secretarial/ Row Total Row
Size Grouyp Senjor Admin Prop Instructors Prop Inst Support Prop Clericsl Prop m ment Prop
Groupl
(0-999 FTE) 45 9.156 127 0.42 88 0.28 48 2.18 308 1.00
Group2
(1909-1499 FTE) 98 9.10 369 0.39 311 0.34 180 0.17 928 1.00
Group3
(1500-2999 FTE) 181 9.19 887 0.43 493 9.31 248 g.18 1687 1.00
Group4
g (20006-2499 FTE) 104 9.08 686 O.44 410 9.32 197 0.15 1278 1.00
Groupb
{2600-2999 FTE) 108 0.08 722 9.61 389 8.27 204 0.14 1423 1.00
Group8
(FTE é 30009) 143 9.087 981 B.48 696 0.28 413 0.20 2112 1.00
Al
Institutions 867 0.09 3421 G.45 2284 0.30 1288 8.17 7830 1.00
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requirements. Institutions were grouped by size (as shown in Table 6), and
relationships were examined between such independent variables as institu-
tional status, year of most recent status change, changes over the last five
years in various measures of enrollment by budget FTE and UDHC, and current
enrollment and a number of dependent measures of staffing patterns and needs.
The data from the earlier Department survey of non-instructional staffing
needs provided an important source of data on recent staffing requirements in
the clerical and administrative support areas, and we found these data helpful
and germane to the present study.

Few simple or unambiguous relationships emerged, suggesting that local
autonamy has led to a variety of relatively unique institutional staffing
arrangements in response to local needs. Table 8 provides a sumary of the
earlier staffing survey data, illustrating means by institutional size group-
ings. The first column presents the six size groups used in the earlier
survey, based on budget FIE for 1983-84. The remaining colums contain
averages, for each size group, of numbers employed in non-instructional posi-
tions, numbers of additional positions needed, and the percentage increases of
needed additional to employed staff.

As might be expected, the average numbers of non-instructional staff
actually employed in 1985, as well as the numbers stated as needed, increased
linearly with size of institution. However, the percent increase (total
needed over currently employed), does not increase in similar fashion, and is
actually largest in the smallest institutions.

In view of the documented concern both in institutions and in the Depart-
ment regarding the problem of non-instructional staff needs, analyses were
conducted in the present study which related the data summarized above to data
on the changes in student populations, in terms of both FTE and UDHC.

Changes in FTE and UDHC, along with other institutional characteristics,
were used as independent variables in regression analysss to explore relatcion-
ships between quantitative institutional meassures and various indices of
staffing patterns and needs. Institutions were classified as "all," “"smaller"
or “larger." “All" institutions are defined as a group slightly less than the
universe (N=55; one institution from each of Groups 1 through 3 was dropped
due to missing data). Smaller institutions are defined as Groups 1, 2, ¢nd 3
with 1983-84 FTE less than 2000, and larger institutions the remainder with
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Table 8

Summary of staff Needs Survey Data by Institu:ional Size Group

Average Total Average
Institution Noninstruc- Positions % Needed/
__Size tional staff Needed Employed
GROUP1
0 - 999FT: 27.15 35.7 131.49
(N=5)
GROUP2
1000-14299 39.55 50.5 127.68
(N=10)
GROUP3
1500-199S 46.5 58.57 125.95
(N=14)
GROUP4
2000-2499 58.27 69.06 118.51
(N=9)
GROUPS
2500-2999 59.51 72.63 122.04
(N=9)
GROUP6
>3000 117.95 141.97 120.36
(N=8)

Source: Department of Community Colleges survey of nonstruc-
tional staffing needs, Spring 1985.
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FIE greater than 2000. It is recognized that such a categorization masks much
of the uniqueness of the institutional characteristics being examined, par-
ticularly among the larger institutions. Several considerations, however,
support this grouping arrangement. The greater number of cbservations in two,
rather than three groups yielded more reliable statistical properties for the
regression equations. Furthermore, analyses were also performed with a
separate, middle-sized grouping, yielding little difference in results from
those presented here. Finally, according to the Department’s report/survey
results, use of the middle-sized grouping of institutions produced results
that were difficult to interpret.

The results of regression analyses were in almost all cases inconclusive.
Institutional status, defined as either commmnity college or technical insti-
tute/college, appeared to have little relationship with either the results of.
the non-instructional support staff needs survey, or with current staffing
patterns. Another measure of institutional status, the year of most recent
status change, was selected as an index of longevity of status. There was
little relationship between this measure and the needs for support staff as
expressed in the survey, but a noticeable curvilinear association in relation
to current instructional/administrative support staffing patterns, particu-
larly in smaller institutions, was found.

In view of the considerable changes that have taken place recently in
enrollments, and the indications in the questionnaires and site visits of
needs for additional support staff, changes in both FIE and UDHC were analysed
for their associations with staff needs. The dependent variables in both
Cases were results of the Department survey of non-instructional staffing
needs, and were represented by the absolute number of staff positions indi-
cated as needed, and the percent increase over current staffing complements.
The independent variables were constructed from institutional differences in
FIE and UDHC enrollment data for the two time periods 1978-79 and 1984-85.

The relationships were not particularly strong, but appeared samewhat more
marked again for smaller institutions in terms of numbers of support staff
needed.

In an attempt to determine relatjonships between current enrollment and
current staffing patterns, poth extension and curriculum enrollment (FTE and
UDHC) were examined for their association with numbers of staff in each of the
four staffing groups. Table 9 presents the results of these analyses.

37

39




Associations (r2) Between Selected Enrollment Variables and

Independent

Variables

Total FTE
1984-5

Extension FTE
1984-5

Curriculum FTE
1984-5

Total UDHC
1984-5

Extension UDEC
1984-5

Curriculum UDHC
1984-5

Table 9

Staffing Patterns

Dependent

Variables _all

GP I 0.453**
GP II 0.857**
GP III 0.768**
GP IV 0.89**
GP 1 0.497**
GP II 0.343*%*
GP III 0.362**
GP IV 0.432**
GP I 0.282**
GP II 0.88*x
GP III 0.743**
GP IV 0.856**
GP I 0.399**
GP II 0.852**
GP III 0.736%*
GP IV 0.856**
GP I 0.462**
GP II 0.709**
GP III 0.611**
GP IV 0.657**
GP I 0.193**
GP II 0.688**
GP III 0.595%*
GP IV 0.762**

* F test significant at the p ¢ .05 level.
** F test significant at the p ¢ .01 level.
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smaller

institutions

0.290%*
0.401**
0.498%*
0.261**

0.285**
0.C71
0.146*
0.091

0.132

0.592%*
0.544%**
0.258%*

0.121

0.266**
0.390%*
0.278**

0.115
0.181*
0.266**
0.234%*

0.067
0.319**
0.464**
0.216*

-larger

0.329%*
0.801**
0.692**
0.906%*

0.417**
0.161*
0.202*
0.305**

0.145%*
0.851**
0.666**
0.834**

0.285**
0.818**
0.654**
0.847**

0.375%*
0.588**
0.474**
0.563**

0.097

0.655%*
0.520**
0.730%*

NOTE: The statistic "r2* is the coefficient of determination, and represents
the proportion of total variability in the dependent variable accounted for by
the regression model.



The data indicate that Group I (Senior Administrative sStaff) is least
sensitive overall to enrollment patterns across institutions. It is not clear
whether this reflects the current funding base allotment for administrators,
or i. an endorsement of the concept of a basic core of needed institutional
aduinis -ation. Total FIE is clearly related to Groups II (Instructional
Staff), III (Instructional and Administrative Support), and IV (Secretarial/
Clerical) staffing patterns, but particularly in the larger institutions.
Extension FTE appears not to be as closely associated with current staffing
patterns. The data suggest however that curriculum FTE drives current
staffing patterns, especially instructional staff. Curriculum FTE is also
closely related to secretarial support staff in larger institutions, though
mich less in smaller ones.

4. 2dequacy of current fornula allotments for staffing

A primary source for information about the adequacy of the present
method of allocating State dollars to the local institutions is our analysis
of responses to the institutional questionnaire. The results of site visits
to the twelve sample institutions provided additional information. In this
section of the rzport are identified the major concerns with current State
funding mechanisms as they relate to institutional staffing, and the areas in
which there appears to be same consensus of opinion across institutional
groups (e.g. smaller, larger, or all).

Asjudgedbythemultsofanswerstoqu&ctionsregamingStateﬁuﬁing
allocations and procedures, there is a strong indication of widespread concern
abouttheadequacyofthepr&sentfundingallocationprooedures, both in pro-
viding for faculty salaries in both curriculum and extensicn positions and in
nmubers of positions allocated for instructional and administrative support.
At least 90% of the institutions responding to the questionnaire indicated
inadequacies in formula allocations with regard to curriculum and extension
faculty salaries as well as adrministrative salaries.

Several issues were raised in both written and oral responses to study
Questions. They revolve primarily around the central concern of how to
preserve institutional quality of instructional as well as administrative
support services under the cual constraints of budgetary limitations and
campetitive market forces. In the discussion on institutional staffing
concerns that follows, institutional responses are quoted verbatim where
possible to present directly the perception behind the concern.
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The current (1985-86) operating forrula computation allots all instruc-
tional positions to institutions at the rate of one position per 22 FTE. Each
curriculum or ABE extension instructional unit is funded at a unit base salary
amount of $27,770. Other extension faculty units are funded at a unit base
salary amount of $10,202 each. Differences in the employee benefits and
associated "other costs® structure of the allotment to “"other extension®
faculty however further compound this disparity to where the “other extension"
position represents $12,136 in total allotment per unit, or 34% of the $35,696
total allotment for the curriculum or ABE extension position.

One element in the allocation formula is the amount of FTEs per full-time
instructicnal position, and the other is the unit budget amount per position.
Respondents indicated concerns with both elements of this funding structure.
The mandated funding ratio of 22:1 FIE/ faculty , while considered appropriate
for same more traditional classroom settings, is felt to discriminate against
technical instructional situations requiring more intense faculty/student
interactions or supervision. In health curricula in particular, and in
providing instruction to the mentally retarded for example, licensing and
accreditation specifications may indicate student/faculty ratios of as low as
8:1 or 6:1. 1In practice, therefore, as one respondent noted, “the current
fonmladownotmcognizetheratiomssaryforsafeandhighquality
instruction in vocational/technical programs.* It is also perceived that
srallerinstimtionsinnnalareaswithmsarilysmllerclassesmybeat
a disadvantage under the present formila because of their inability to
generate the FTEs per instructor that larger institutions can.

Salaries, particularly for curriculum positions where greater dependency
is placed on full-time faculty, are perceived as the "most critical inade-
quacy” in the current system. Certain substantive areas were emphasized, such
as health and engineering technologies, but the problem is perceived as exten-
sive and serious. Same respondents identified “nationwide® campetition for
personnel: "we continue to lose top flight faculty to neighboring states.®
The ljmcagebetweenmsinessandindusttyarxithetechnicalandcanmnity
colleges essential to effective instruction is also a double-edged sword in
that faculty with experience in, and the closest ties to, the private sector
are most aware of the comparisons between their own salary levels and those
for positions with similar responsibilites in industry. “Salaries [are]

40

58




campetitive [neither) with business and industry for the limited supply of
qualified people, [nor] with instructors in the North Carolina University
system teaching the first two years of baccalaureate work.” Fifty-one of the
54 institutions responding to a question on the institutional questionnaire as
to how a hypothetical unrestricted 10 percent increase in allotment would be
invested indicated they would raise instructional salaries if they could,
representing the highest degree of consersus among respondents to any of the
faculty/staff categories enumerated in that question. There is a clear per-
ception that successfully meeting the demands both of students as well as
business and industry requires well-trained, experienced, and competitive
faculty. "Our most important priority is to bring the quality of our instruc-
tionalprogramuptoalevelthatwe@anbegenuinelyprmxiof,“

Ofparticularnoteismrobservationthatthemrrentcurriculmnfaculty
per-position allotment of $27,770 is $4,590 more than the $23,180 that we
calculated as the weighted (to reflect actual proportions of 9 and 11 month
positions) mean salary statewide paid to full-time curriculum instructors.
Data from the Department of Commnity Colleges suggest that, over the last
three years (1962-83, 1983-84, and 1984-85), funding transfers have occurred
in increasing amounts from instructional to administrative line items.

It should also be noted that although comparison of commmity college
salaries in North Carolina with national data is hazardous because of differ-
erces in faculty ranking systems, varying nonrespondents for national surveys,
and other factors, our examination of recent national data fram several
sources suggests that North Carolina is samewhere within the bottam 40 percent
of national distributions for faculty salaries.

The formula salary level for “other extension" faculty is considered
“extremely" or "grossly” inadequate by several respondents. According to our
information fram the State Department, this fiqure ($10,202) should not be
interpreted as a salary level at all, but a costing unit which is substan-
tially lower than that for curriculum faculty to reflect the number of part-
time faculty teaching "other extension" courses. The reality is, however,
that the figure is interpreted differently at State and local levels. One
respondent noted: *$10,202 works out at $4.90 per hour. Just where does
anyone think I can hire an occupational extension teacher for that?" In
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addition, there is a considerable discrepancy between the unit salary allot-
ment for other extension faculty ($10,202) and the statewide average salary
paid to full-time extension faculty in 1984-85 of $18,887.

One consequence of these perceived inequities noted by many respondents is
“too heavy reliance on part-time staff.* This is seen as a direct result of
budgetary constraints; "the system forces an almost total reliance on part-
time instructors.” In one of the larger institutions in the state, 38% of all
courses in the recent fall quarter were taught by part-time faculty. 1In
particular, * Adult High School/Pre-GED and Occupational Extension FIE are
inadequately funded to provide quality instruction. Present funding levels
...force the institution to rely exclusively on part-time faculty. Students
intheseareasneedtheb&stpossibleinstructionbecauseofbadazperiem&s
with secondary education. It should be noted also that the subject matter
taughtintheseprogzamisatthesanelevelastberenedialprogramsnow
funded as curriculum. This funding difference must be eliminated.”

While it was emphasized by some respondents that part-time teachers repre-
sent an interim nolution since they are the only ones *willing to work for
that wage rate", higher administrative costs may result. “The difference
between the actual costs of a curriculum class and an extension class is in
savings gained by employing part-time people. However, part-time [faculty]
increaseadninistrativecoststhnsconsmningthosesavings.' Probiems can
also arise when full-time faculty teach extension courses. *When a full-time
instructor teaches an extension course, 60% of that instructor’s salary is
lost.” Phrased differer. "y, "with extension funded at $0.68 per membership
hour, and curriculum funded at $1.81 per membership hour, the curriculum
instructor has to take a pay cut when teaching that extension course.” A
potential campromise is seen as greater use of volunteer staff, particularly
if current restrictions on generation of FTEs by volunteer faculty were eased.

Beyond the concerns about complete reliance on part-time faculty lies a
deeper issue. In the site visits to the 12 basic study institutions, insti-
tutional representatives--presidents as well as extension program direc-
tors—were particularly vocal about the continually shrinking values of
instructional allotments assigned to extension FIEs as opposed to curriculum
FIEs. While most had been able to secure excellent part-time faculty in terms
of the $5 to $13 per class contact hour paid, and while there were many
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examples of these individuals contributing time with students out of class, it
was clear that the funding formula was acting as a disincentive system for
offering these courses at all. Two deleterious effects were noted. First,
occupational extension is where training for particular industry needs, or for
upgrading job skills, is frequently most appropriate; the institutions felt
outreach in this important commnity development regard was unduly and
increasingly restricted. Second: the other extension courses such as
practical and avocational ckills were frequently seen as important in com-
minity support: “These students are the ones who really get behind our com-
munity bond drives and make them effective.” While concerns in Raleigh with
cake decorating and poodle clipping courses were almost always recogqnized
early in the conversations, there were strong advocates for quality of leisure
as an aspect of quality of life. These courses serve a more powerful con- )
stituentinmnyinstancesintemsofthelargercaumnitysupport, and were
felt to serve genuine needs not inconsistent with mission in temms of com-
munity service.

The issue of funding for administrative and ins. ‘ctional support is seen
as related to faculty salaries, since, as noted earlier, instructionai posi-
tion dollars are currently used tc employ support and clerical staff. “Under
the existing fornula {we are] caught in a real no-win situation. In order to
provide the necessary support services, we must use instructional position
funds... a classic example of robbing Peter to pay Paul.” The resulting
curricular problem is perceived as that of insufficient administrative/cler-
ical support dependent upon cutting into already low and non-competitive
faculty salaries. “We have simply taken dollars away from faculty salaries
because we have had no other choice.”

As already indicated in the results of the Departmental survey in the
Spring of 1985, the number of administrative support and clerical positions is
perceived, in almost all institutions, to be insufficient in same way. The
Department’s report of the survey also concludes that the formula did not
appear to generate a camparable number of positions relative to the number of
individuals actually hired in these categories, and indicated the need to look
further at this shortfall as well as at budget transfers as an institutional
response.
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Our data from site visits and institutional questionnaires tend to corro-
borate these earlier survey findings, but present additional information.
Those positions most associated with fluctuations in UDHC by respondents were
counseling, administrative and registration staff. In a question designed to
identify needs for new or emerging staff positions, institutions mentioned
most often the positions involved in marketing and public information. A
respondent noted: “The forrmla allocation is well below actual instructional
requirements for needed support staff, and consequently actual salaries must
be below the formula allocation in order to fund the actual positions.” 2n
alternative, of course, is that the local institutions may subsidize these
positions fram other resources. An institution reported, for exanple: “In
1985-86 the formula provides $13,567 per clerical position earned on the basis
of 0.6 position per 100 FTE. This practice jgnores the fact that some insti-
tutions can employ 1.5 clerical personnel for that amount, while in urban
areas with heavy concentrations of business, the competitive wage for clerical
personnel is considerably higher. In these areas, $13,567 will not even
employ one person. [We] had to subsidize each clerical position 8.22% in
1985-86." The need for more clerical personnel was associated by one respon-
dent with the burden of federal and cther administretive reporting require-
ments, but is also perceived as a function of the increase in the number of
part-time students.

The present operating formula provides a base allotment of 10.9 instruc-
tional support and administrative positions regardless of institutional size.
That the operating fornula may benefit the smaller institutions can b: deter-
mined by examination of 1985-86 allotments to all 58 institutions. The data
indicate that in 21 (or 38%) of the institutions the base allotment for 10.9
positions constitutes 30% or more of the total administrative allotment, and
in four cases more than 50%. In the case of the larger institutions, however,
the base allotment represents much less, in one case only 7% of the total
administrative allotment.

Associated with inadequate salary levels in the allocation system are
related concerns about the lack of funds for staff development. Ten out of
twelve of our basic study sample institutions mentioned the need for increased
resources for staff development in their budgets, and many suggested explicit
recognition of these costs in the state fornila. Operational definitions of
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staff development costs included, for example, short sabbaticals or paid
leaves "that might include opportunities to return to work in industry or
business to learn the state-of-the-art," to "help instructors update their
skills," or to provide travel costs for professional meetings. These needs
"cannot be met" through the present budgetary allotment system, despite the
assignment to each institution of “other costs” monies, since all sources

canbined are not perceived as adequate to meet faculty salaries.
5. A cConcluding Observation

Although it is not surprising that the presidents and senior admin-
istrative staff felt that funds were inadequate, we believe for several
reasons that the institutions are operating 'nder substantial budgét strin-
gencies. First, and most obvious, is the unanimity, vigor, and sincerity with
which the unmet needs are described. Although comparison of North Carolina
mean salaries against the results of various national surveys is hazardous,
and produces conflicting statements of the North Carolina position, a second
reason is the low ranking of average salaries in North Carolina among those in
other state systems, and the general austerities noted in the visits. Third,
and most important, are the kinds of compromises that we found have to be made
under local options. As one responsible but troubled president put it: “I’m
constantly faced with a moral dilemma: for example, I can support an occupa-
tional extension course by reclassifying it as curriculum, which is dishonest;
or, I can fail to offer it when it is desperately needed, which is irrespon-
sible.” The compromises that we found were, for the most part, not dishonest,
but were compramises that detracted from the quality of the work offered.
Examples include: combining college transfer introductory English sections to
yield classes generating 100 FIEs to cover shortfalls in instructional budgets
elsewhere, when “our kinds of students need smaller classes;" deferring
instructional equipment purchase or maintenance to accommodate the required
Prime administrative data system; focusing on programs that generate high FTEs
simply as a support venture; replacing full-time faculty, though desirable,
with part-time faculty as noted; imposing over-loads on faculty and adminis-
trators; continual deferring of such priorities as staff development; or
failing to develop a needed new program because of development time required.
There is a folklore that holds that there js too much dishonesty and attempts
to "beat the system;" we found few such solutions. But we did find a large
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number of good men and wamen with uneasy consciences and deep frustration
because the campramises that had o be made diminished quality, restricted
offerings, prevented needed updating, or failed to provide adequate campensa-
tion for staff. These are signals that should be respected and examined
carefully.

It should be noted that current staffing patterns (and, for that matter,
program offerings) in North Carolina and elsewhere are inevitably the result
not only of mission and market forces, but also of elements built into the
system for allocation of funds. Brenneman and Nelson stated the matter
succinctly in 1981 as follows:

Legislators often overlook the fact that a budgetary
formula is also an incentive system, a set of prices that
will be paid for rendering particular services. For
exanple, formulas that reward enrollment increases with
payments based on average rather than marginal costs will
give rise to extensive recruiting efforts, since the
colleges may make money on additional enrollments. States
that do not differentiate their payments according to
program cost differences, paying instead a fixed sum per
student regardless of program, have set in place (perhaps
unintentionally) powerful incentives for a college to
concentrate on low-cost programs. And, where a state seeks
to pay for some courses of study and not for others, it
should not be surprised when colleges redefine courses into
the favored categories.6

If the logic of this statement is not seriously flawed, we must assume
that under allowable options the institutions are placed in a position where
good management has to be a process of finding “legitimate” (e.g., allowable)
ways to support the costs found necessary. To the degree that funding is
stringent, and to the degree that corrective regulations to prevent circum-
vention of unintended consequences of the basic incentive system are not in
place (and such regulations always became a source of friction where funding
is stringent), there will be deviations in staffing, from institution to
institution, in terms of how capable the local management may be in beth
utilizing the allocation system to increase revenue, and in redistributing
that revenue to meet local needs effectively. And, although there ar

6 Breneman, D. W., and Nelson, Susan C. Fi i j :
i ive. Washington, DC: The Brookings Institute, 181
(p.37).
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necessarily variations in management capability, we believe that by and large
the local autonomy has permitted a high quality of service to the cammnities
and state. More adequate funding and workable restrictions against abuse, not
simple regulatory solutions, are needed.

B. Methods of Calculating Student Fnrollments

The second major task addressed in this study is an analysis of methods of
calculating the number of students with an emphasis on the most appropriate
cecsus date for collecting enrollment data and the use of traditional academic
quarters for detemining curriculum enrollment. In conducting this task, we
have engaged in two general types of activities. First, we addressed the two
specific questions listed above. In addition, we extended the scope of the
initial task definition by examining selected issues related to the ways that
the student enrollment data are used in the budgeting process.

Descriptions of the general issues involved in this task are provided in
the follcwing section. Succeeding materials present the task findings.

1. Issues

a. BAppropriate Census Date
Student enrollment data are used for a variety of purposes with-

in the Community College System. For example, they provide an historic record
of the numbers of students served and the types of programs in which they are
enrolled. However, for purposes of this study the primary use of student
enroliment data is in the overall budgeting or resource allocation process.
Budgeting within the Community College System is driven by the number of full-
time equivalent (FTE) students at both the system-wide and individual institu-
tional level. Student enrollments are calculated at the 20 percent point of
the instructional process in each of the four quarters of the academic year.
In this context, the number of FTEs serves to measure the workload or
resources required to support instructional and other services provided to
students. At the conceptual level, these workload measures, cambined with the
nurbers of instructional and other staff per FTE and the salaries for each of
these staff menbers, provide a basis for measuring the actual costs of provid-
ing instruction and other student services. The budgeting process then func-
tions to assure that institutions are appropriately reimbursed for these
costs.

47

i
65 J



YL
’.:. b

Thus, the basic issue with respect to the choice of appropriate census
date is that the student enrollment cal-mlated on that date should provide
appropriate estimates of the faculty and staff workloads throughout the
acadenmic quarter. Since FTEs are aggregated from membership hours in each
class, ¢ significant amount of administrative and clerical resources may be
necessary in preparing accurate and reliable calculations. Therefore, admin-
istrative feasibility and efficiency is a second issue with respect to the
appropriate census date for calculating these enrollments.

b. Use of Traditional Academic Quarters

There are two major issues with respect to use of the tradi-

tional academic quarters for determining curriculum enrollments. The first is
concerned with an appropriate measure of student workload throughout the
academic year and whether a single quarter’s enrollment (e.g., Fall Quarter) -
can be used as a single estimate of the workload for an entire academic year.
The extent to which a single quarter’s enrollment serves as an accurate
estimate of the entire year’s workload depends on the variability of the
enrollment across quarters--the smaller the variation, the better the single
quarter’s estimate.

The second issue deals with the number of quarters for which enrollment
data are averaged to provide inputs for the budgeting process. At the present
time, for curricuium programs the highest three quarters’ enrollment data for
the most recent calendar year are used as the basis for the funding allocation
for the coming academic year. Similar procedures are followed for extension
programs, except that the average enrollment for the four quarters of the most
recent calendar year are used. Therefore, the second issue becomes one of
whether curriculum funding allocations should be based on a four or three
Quarter enrollment basis. However, the basic issue remains the same -- which
method of computing average enrollments produces the best estimate of the
student workload and associs“ed costs of instruction for the complete academic
year.

c. Use of student Enrollment Data .n Funding Formula
As indicated above, the student enrollment data are a principal
input to the formula used to determine both total systemwide appropriations
and the allocation of these appropriations to individual institutions. This
workload measure then serves as a basis for determining the costs of providing
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services to these students. Thus, a primary issue with respect to using
student enrollment data in the funding fornmla is whether the method of
calculating student enrollments provides an appropriate basis and input for
estimating these costs.

More specific issues include whether the student enrollments should be
neasured on a membership (contact) hour or a credit hour basis. The former
indicates the amount of time that students actually spend in class, while the
latter reflects the amount of academic credit provided for successfully com-
Pleting the course. A second issue with respect to use of enrollment data in
the funding formula is the accuracy of the data and the costs of various audit
and other verification procedures needed to assure that accuracy. Multiple
checks and balances can be incorporated into the procedures for preparing
these enrollment estimates to achieve the highest levels of accuracy.

The third issue is whether an input-based formula, such as the current
FTE-based procecure, is the most appropriate basis for resource allocation
within the System. The current procedures do not provide any basis for recog-
nizing the quality of a given institution’s program or the subsequent contri-
butions to the state’s economy by graduates of their training programs.
Similarly, since it is based on historic enrollment figures, it is difficult
to use this approach for setting priorities or providing incentives for insti-
tutions to pursue new directions that are not reflected in past enrollment
trends.

2. Zppropriate Census Date

a. Feasible Alternatives

In developing information concerning the appropriate date for
calculating student enrollments, we initially established three alternatives
to the current practice of calculating enrollments at the 20 percent point:
(1) opening day’s enrollment, (2) the end of the official drop/add period for
receipt of academic credit, and (3) the end of “he academic quarter. However,
information obtained during the interviews in our 12 site visits indicated
that the opening day’s enrollment data could be somewhat unreliable, particu-
larly in some of the smaller, rural institutions. Primarily for this reason,
this alternative was excluded from further consideration and we restricted our
attention to the other two wlternatives mentioned above.
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b. Selection Criteria

As indicated in the issues section above, the primary criterion
used to select the appropriate census date for calculating student enrollments
is that the date sgelected should provide a reasonable basiz for estimating the
student workload for an entire academic quarter. We recognize that, partic-
ularly with the open-door policy of the Commnity College System, enrollments
will vary throughout a quarter. For example, counting enrollments for
multiple entry, multiple exit courses on a single date would be infeasible.
However, from a cost efficiency standpoint use of an average daily membership
basis is not judged to be feasible.

The second criterion for selecting the appropriate census date is the
administrative burden on the institution to calculate the enrollments. With
the adoption of the Prime camputer and associated software packages throughout
the System, the clerical workload required to calculate enrollments has been
significantly reduced. It should also be noted that the Cammnity College
System has implemented a comprehensive software system that can be used to
generate financial, enrollment, and payroll information and for a variety of
other purposes. Therefore, given the comprehensive nature of this software
package and the fact that it can be used to calculate enrcllments with appro-
priately trained staff at each institution this criterion may have potentially
been met.

Third, since at the present time institutional budget allocatione are
largely based on enrollment data, the potential exists for misrepresenting
this information. Examples of this falsification have occurred in the past
and interviews conducted during this study confirmed that the potential still
remains. Therefore, a third criterion for selecting the appropriate census
date is that the enrollment data should be readily amenable to verification
and audit. Finally, the selection of the census date should have a minimal
impact on accessibility of courses to students and on the students’ academic
progress.

c. Results
Our first activity in this task was to assess the differences
that would occur in enrollments if different census dates were used for their
calculation. This information was received from two sources. First, during
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the site visits to the 12 institutions we asked registrars to provide informa-
tion on curriculum FTE enrollments at the official 20 percent point and at the
close of term for the fall quarter of 1985. It was anticipated that this
would provide the most reliable estimates of enrollment changes, as the infor-
mation would be based on actual enrollment records.

Our second source was to ask the presidents, through the president’s ques-
tionnaire, to estimate quarterly enrollments at the end of the drop/add
period, the 20 percent point, and the end of term. Although this information
was obtained fram a larger number of institvtions, in the majority of cases it
was based on the presidents’ best estimate and therefore was not judged to be
as reliable as the information obtained from official enrollment data.

The first source did not yield as mich information as we had anticipated.
Only five of the 12 institutions visited were able to provide us with the
information requested during the time period of our field work and without
excessive administrative burden. In the aggregate, these five institutions
reported a total curriculum enrollment of 9,133 FIE students for the fall
Quarter 1985 at the 20 percent point. At the end of the fall quarter, the
aggregate FIE enrollment had changed to 7,624, a decrease of 16.5 percent.
Since these data are based on enrollments fram only five institutions, they do
not provide a sufficiently reliable basis for estimating enrollment changes
across the entire System.

It should be noted that information for developing these calculations is
apparently readily available in the information base maintained for the Prime
computer system. Administrative staff at one institution visited were able to
generate the end of quarter FIE enrollments in approximately 30 minutes, using
existing files in the data base. Unfortunately, this institution was visited
relatively late in the cycle and there was insufficient time to provide setup
instructions for generating these data to other institutions included in the
site visits.

The second estimate of changes in enrollments was obtained from resporses
to the president’s questionnaire. presidents were asked to provide estimates
of FIE enrollments at the end of the drop/add period and at the end of the
quarter. Estimates were provided on a percentage basis, using a reference of
100 percent for FTE enrollments calculated at the official 20 percent point.
These estimates were provided for four enrollment categories: college
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transfer, other curriculum, adult basic education, and other regular budget
extension.

Sumnaries of these responses are indicated below in Tables 10 and 11.
Since the responses did not refer to a specific time period, we have applied
the percentage estimates to two separate enrollment periods: fall quarter
1984 and annual average enrollments for the 1984-85 academic year, the latest
year for which complete enrollment data are available. As shown in the
tables, the number of usable responses varied according to the program
category under consideration.

As indicated in the tables, there are only minor differences between
enrollments at the end of the drop/add period and the 20 percent point of the
quarter. This finding is to be expected since, for a large majority of insti-
tutions, the end of the drop/add period and the 20 percent point occur at
about the same time during the quarter.

In general, the presidents’ estimates of the reductions in enrollments
between the 20 percent point and the end of the quarter are consistent with
the actual percentage changes at the five institutions in the fall quarter of
1985. College transfer enrollments were estimated to decline by appraximately
11 percent over this time period, while other curriculum enrollments are esti-
mated to decline by 16 percent. Although it would be possible to campute a
single percentage decline for all curriculum programs from these responses, we
did not choose to carry out the calculation. From the results in the tables,
the estimated percentage decline in enrollments for all curriculum programs
would probably be somewhere on the order of 13 to 14 percent.

Although tlese percentage declines may seem significant, it is difficult
to assess their impacts on actual instructional costs. If a student drops a
course that is taught in only one section, there will be little change in
instructional costs, unless a large number drop out and the entire course is
cancelled. In multiple section courses, the number of dropouts may be suffi-
ciently high that a section is cancelled. In this case there may be same
savings in instructional costs if the instructor is working on a part time
basis and is not reassigned. No estimates of the number of cancelled sections
were developed during this study. However, a general review of supporting
registration data at the 12 site visit institutions indicated that a large
portion of courses are taught in only one section. If this pattern holds
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Table 10

Estimated Variations in FIE Enrcllments at Different Census
Dates-~Fall Quarter 1984

Curriculum

College .
transfer (20)+

Other
curriculum (50)1

Khlt basic
education (35)1

Other regular budget
extension (37)1

End of
Drop/2dd
Period

7,706
63,380
5,363

29,192

20%

Point _Point  Quarter

7,510

62,136

5,294

© 28,651

Percent
Change
fram Close

20% of

+2.6 6,670

+Z.0 52,211

+1.3 4,262

+1.9 24,111

-11.2

-16.0

-19.5

-15.8

Source: Responses from questionnaires submitted to presidents of
institutions in cammnity college system.

1
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Table 11

Estimated Variations in FTE Enrollments at Different Census
Dates—Annual Average 1984-85

End of
Drop/Add
Quriculum _Period
College
transfer (20)1 6,095
Cther
curriculum (50)! 53,075
Adult basic
education (35)1 4,928
Other reqular budget
extension (37)1 28,132

Percent
fram Close
20% 20% of

Point _Point  Quarter

5,949  +2.5 5,292
52,013  +2.0 43,710

4,864  +1.3 3,940
27,648  +1.8 23,285

-11.0

-16.0

—1900

-15.8

Source: Responses fram questionnaires submitted to presidents of
institutions in commnity college system.

1

Number of institutions for which camplete data were available.




throughout the System it is unlikely that significant savings in instructional
costs can occur as students drop a course. Finally it should be pointed out
that the estimated percentage enrollment reductions for curriculum courses
were relatively uniform across all institutions. If these reductions are
stable over time, presidents and academic deans can anticipate the dropout
process during the quarter and avoid starting mltiple section courses when it
is anticipated that a single section will be adequate in the latter stages of
the quarter.

Dropout percentages for the adult basic education program were somewhat
higher than for the curriculum programs. This is consistent with the nature
of the instructional process for the former, as students study at their own
pace with same receiving their certificate prior to the end of the quarter.
The dropout percentages for theotherregularbndgatextensionprogransmre.
not significantly different from those for the curriculum programs.

A second source of information concerning the appropriate census date for
calculatingenmllmntsmsobbainedfranr&sponswtoanitauonthepr&si-
dent’s questiomnaire asking for ways in which administrative procedures for
calculating student enrollments could be improved. Responses to this open-
ended question are summarized in Table 12. As indicated, they have been
organized into categories corresponding to the timing of reporting, the basis
of reporting, reporting procedures, and other. The timing category is related
most directly to the specific question under investigation, while the basis
and procedures categories provide insights to the criteria for selecting a
reporting date and the uses of the enrollment data in the resource allocation
process.

As shown in Table 12, approximately 40 percent of the responding presi-
dents were satisfied with the current 20 percent reporting point. Of the 11
respondents who expressed a specific preference for an alternative reporting
date, seven indicated that the reporting date should be tied to either offi-
cial registration receipts or the end of a drop/add period.

Although the question was not phrased to elicit comment on the basis for
reporting students, six presidents provided a response in this category.

These responses indicated minimal support for head count rather than FTE
reporting, full credit for summer quarter FTEs (related to the next issue) and
counting all students who have enrolled.
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Table 12

p Presidents’ Suggestions for Improving Administrative
Procedures for Reporting Student Membership Hours

Suggestici, Mumber of Responses!
Timing
) Satisfied with 20% point 20
Registration receipts/end of
drop/add period 7
Close of qrarter 2
30% point of quarter 1
Beginning of quarter 1
)
Basis of R .
Headcount rather than FTE 2
Full credit for summer quarter
FIEs 2
Any student who has enrolled 2
Reporting Procedures
Fully integrated with Prime
software package 6
More timely reporting 2

Simplicity--report membership
hours at 20% point for all

classes 1

Other 4
No Response 2
TOTAL 59

‘ 1  Questionnaires were received from 54 institutions. Number
of responses exceeds this total due to multiple responses by
sane presidents.
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Responses in the last category indicated preferences for improving the
administrative efficiency of the reporting process. Six of the nine respond-
ents in this category indicated that the student membership reporting should
be fully integrated with the Prime computer software package. Two respondents
expressed a concern for administrative efficiency by calling for more timely
reporting, while one respondent urged that the entire reporting process be
simplified to report membership hours at the same time (20 percent point) for
all classes.

Additional information in support of the selection of appropriate report-
ing date was gathered during the extensive interviews conducted with presi-
dents and other administrative officials during the site vieits to the 12
institutions. In general, all respondents exprassed a strong preference for
an FIE-based resource allocation process. However, they indicated that the
number of FTEs calculated should provide a valid measure of their workload
throughout the entire quarter. In turn, this workload measure should be used
to provide an indication of the actual costs of providing services to the
students.

Respondents indicated that, in considering alternative census dates for
calculating enrollments, one should be aware of two cammitments that are made
during the course of an academic quarter‘s instruction. First, the institu-
tion mist make a commitment to instructors and other staff based on the number
of students that are enrolled. Second, and perhaps more importantly, the
institution makes a commitment to the student to provide the. instruction for
which the student has registered. The consensus along administrators inter-
viewed was that both of these coamitments are essentially finalized at the
conclusion of the drop/add period each quarter. At this time, the number of
Classes and, if appropriate, sections are determined and the institution has a
firm idea of the instruction that must be provided. While sections can be
carbined, classes cancelled, and instructors added or reassigned prior to the
drop/add period, at this point contractual commitments for the remainder of
the quarter must be finalized. Administrators strongly believe that they must
honor these camitments to attract and retain appropriately qualified instruc-
tional staff.

This same camnitment is made to the student at the end of the drop/add
period. At this time, the student has indicated his or her interest in
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attending the course, has paid the required fees, and expects to receive
instruction and a grade for the course. Same administrators believed that the
use of an alternative census date, with potential changes in funding levels,
might lead to situations in which these commitments to the students could not.
be honored.

Potential impacts of the use of alternative census dates on the access of
students to educational courses were also discussed during these interviews.
Some respondents believed that use of the end of quarter as a census date
might provide temptations for institutions to retain students on official
class rolls who really preferred to drop a course. The opinion was expressed
that some of these students would not attend the course, thereby receiving a
failing grade whereas now they can drop a course with no academic penalty.
These individuals indicated that receipt of a failing grede might act as a
disincentive for students to continue their education in a situation in which
they need all of the positive reinforcement pcssible to develop self esteem
and overcame reluctance to pursue postsecondary education opportunities.

3. Use of Traditional Academic Quarters

a. Alterpatives
As previously indicated, there are two issues to be considered
in the use of the traditional academic quarters to calculate enrollments for
the formula allocation process: (1) whether quarterly figures should be used
at all, and (2) whether the same quarterly basis should be used to provide
enrollment data for both curriculum and extension programs. In turn, these
issues generate two sets of alternatives. The first would be to use a single
quarterly enrollment figure (e.g., Fall Quarter) as a single basis for the
entire year’s enrollment data. Corresponding to the second issue, the alter-
native would be to use the same basis for developing both curriculum and
extension enrollments for the budgeting process.
b. Selecti.n Criteria
The principal criterion for selecting among these alternatives
is which provides the best estimate of student workload and associated costs
of instruction throughout the camplete acadamic year. This criterion recog-
nizes the purposes for which the enrollment data are used--to allocate finan-
<ial resources to each of the institutions. A second, and somewhat less
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important, criterion is administrative simplicity. The current use of differ-
ent proceduves for calculating curriculum and extension enrollments does
introduce additional administrative requirements and complexities into the
budgeting process. To the extent that these procedures were standardized
these complexities might be eased.

Cc. Results

Two sources of data were generated to address the issues asso-

ciated with tkis task. The first was a camwparison of quarterly variations in

enrollments across the entire System while the second consisted of responses

to appropriate questions on the president’s questionnaire. Each of these will
be examined in turn.

Table 13 presents same evidence on the variation in systemwide nrollments
across quarters for the most recent seven years. A variety of measures of
this variation can be developed (e.g., the range in enrollment totals across
the four quarters of the academic year, the variance or standard deviation in
these enrollments). To provide a basis for comparirg the effects of the
different procedures used to provide curriculum and extension FTEs on the
budgeting process, we have presented summer quarter FTE enrollments as per-
centages of annual average enrollments, since histcrically the lowest enroll-
ments are experienced in the summer quarter.

As shown in Table 13, summer quarter enrollments are lower than annual
average enrollments for both curriculum and extension programs. In general,
summer quarter enrollments average approximately 60 percent of the annual
average figures for curriculum enrollments and approximately 80 percent for
regular budget extension programs. With the exception of extension enroll-
ments for the 1984-85 academic year, these percentages have been relatively
consistent for the past seven years.

These results indicate that a fairly significant variation in enrollments,
and associated workloads, does exist across the four quarters of the academic
year. In additior, this variation is greater for curriculum than for exten-
sion programs, as the summer quarter enroilments are lower proportions of the
annual average figures for the curriculum programs. Thus it would appear that
an enrollment total based on a single quarterly figure may not provide an
accurate estimate of the workload for the entire academic year.
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Table 13

Relationship Between Summer Quarter and 7 ~nual
Average FTE Enrollments

Curriculum Extension
Summer Summer
Quarter as Quarter as
a Percent a Percent

‘Summer  Annual of Annual Summer Annual of Annual
Year Quarter Average _Average = Quarter JAverage _Average

1984-85 46,629 73,888 63.1 32,945 47,373 69.5
1983-84 50,556 77,658 65.1 38,764 47,241 82.1
1982-83 48,612 80,356 60.4 41,935 49,012 85.5
1981-82 47,295 77,576 60.9 41,912 50,940 82.3
1980-81 45,012 74,178 60.7 41,362 52,248 79.2
1979-80 44,535 70,303 63.3 41,670 52,188 79.8
1978-79 42,442 68,544 61.9 48,489 56,620 85.6
Source: Annual Enrollment Reports, North Carolina Department of

Camunity Colleges.
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An additional issue related to the use of a single quarterly enrollient
figure in the resource allocation process was indirectly identified during
discussions with adninistrators during the institutional site visits. In
discussing the budgeting process in general, several individuals brought up
the topic of the “3% rule" that was initiated this year to adjust budget allo-
cations among institutions with growing and declining enrollments. Same
respondents mentioned intensive recruitment programs that had been undertaken
to increase enrollments for the fall quarter of 1985. Same of these indivi-
duals believed that the decline in curriculum enrollments between the fall and
winter quarters for the 1985-£6 academic year would be somewhat greater than
long term experience. In their opinion, this greater than average decline
would result from these extraordinary recruitment efforts and the fact that
some institutions had insufficient guidance and counseling staff to provide
the necessary support to these students in continuing their education. The
unstated implication was that basing budget allocations on a single quarter’s
enrollment totals might lead to similar "one shot" recruitment efforts, with
the resulting imbalances in workloads for both instructional and student
support services.

The issue of different bases for calculating curriculum and extension
enrollments for budgeting purposes was addressed through responses from the
president’s questionnaire and from interviews during the site visits.
Apparently these differences are not a major issue among senior administrative
staff in the institutions throughout the System. As indicated in Table 12,
only two presidents called for full credit for summer quarter courses when
asked to suggest ways to improve administrative procedures for reporting
student membership hours. This topic also received little attention during
discussions during the site visits. The principal issue with respect to
differences in budget allocations between curriculum and extension programs
was the relative dollar values of the instructional units for the two
programs, not the procedures for calculating enrollments. Additional insights
into these concerns are provided in the next section.

4. Use of student Enrollment Data in Funding Formula

a. Altermative Approaches
Our first task in examining this issue was to assess the appro-
priateness of an enrollment or input-based approach to budgeting within the
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Cammnity College System. As indicated in earlier parts of this section,
there are a number of shortcamings to this approach: it does not recognize
quality of instruction; since it is based on historical data, it is difficult
to use as a basis for change or incentives for new directions; it may not
provide an equitable basis across institutions for allocations; etc. These
issues were addressed through discussions with presidents during the institu-
tional site visits and through a review of relevant literature on budgeting
procedures for Commnity College Systems in other states.

Although many of the presidents and other senior administrators with whom
we spoke recognized the shortcomings of the FIE-based procedures, none sug-
gested a better alternative. while, as discussed below, the details of the
current process can perhaps be improved, these individuals are comfortable
with the basic approach inherent in the FTE-based forrmla. Respondents stated
that, in general, the FTE-based approach leads to relatively simple and
straightforward budgeting procedures and fornulas. In addition, the approach
is conceptually easy to understand, as in general the resources allocated to
an institution ought to be ccnsistent with the institution’s size, as
reflected in its enrollment.

Confirmation of this general concensus was obtained by reviewing recent
studies and reports on budgeting processes employed by similar systems in
other states. During the past few years, both legislative bodies and compar-
able Community College Systems in a number of these states--California,
Illinois, Florida, Virginia, and Maryland--have conducted numerous studies of
the budgeting process. While same of these states are changing the ways in
which they use the student enrollment data for budgeting purposes, all of them
continue to allocate their funds to institutions on the basis of enrollments.

b. Basis of Calculating FTEs

Given the concensus to retain the basic structure of the

FTE-based budgeting process, we next addressed the most appropriate ways for
calculating and using the FIE data in this process. Both sound management
principles and the opinions of several institutional presidents indicated that
a basic premise of the budgeting process should be to reimburse institutions
for the actual costs of providing instructional and other services to their
students. In turn, this premise leads to the introduction of two additisnal
concepts: the workload that the institution faces and the costs of providing
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instructional and supporting services to that workload. Since the basic
purpose and mission of educational institutions is to provide learning oppor-
tunities to their students, enrollment data are the logical choice as a
measure of the institution’s workload. Different methods of calculating
enrollments would of course lead to different measures of the student work-
load. Thus, the choice of calculation procedure should be that which provides
the most valid estimate of the workload for faculty and administrative staff
within the institution.

In general, a different basis can be used to measure the workload for
instructional and support activities. With respect to the workload for
instructional services, two choices are available: (1) class membership or
contact hours or (2) credit hours. If credit hours were directly related to
instructional time spent in the classroom, there would be little reason to
select one of these measures over the other. Interviews during this study
indicated that this was not the case, as there is widespread variation in the
amount of class hours required for diffecent levels of academic credit across
the institutions in the Community College System. The Department of Cammunity
Colleges is currently in the process of standardizing the number of credit
hours awarded for each curriculum across institutions. However, the results
of this effort are not yet available. Therefore, at the present time, contact
or membership hours provide a more appropriate measure of the workload than
credit hours. Issues with respect te valid measurement of the workload for
instructional support and other services are addressed in the findings for
tasks 1 and 3 of this study and are presented elsewhere in this section.

c. Budgeted costs of Providing Services to students

Within this budgeting framework, the process is completed by

estimating the costs of providing services to students. As indicated in the
findings fram task 1 of this study, at the present time procedures for
assessing and reimbursing the institutions for these costs are seriously defi-
cient. Student/faculty ratios and dollar values for instructional units that
are input to the budgeting process are not closely related to actual operating
conditions currently faced by the institutions. These costs can vary by
factors such as instructional program, size of institution, and conditions in
the labor markets from which faculty and staff are hired. Single values of
student teacher ratios and values of instructional units used for programs
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across the institutions, which face a wide diversity of operating conditions,
fail to capture adequately these variations.

It should, however, be noted that the current budget allocation forrmla
implicitly recognizes same differences in the costs of serving the workload.
These are reflected in the differential values of the instructional units for
curriculum and regular budget extension program and the recognition of a
higher number of contact hours to camplete technical and vocational versus
collegé transfer curricula. However, the current forrmmla fails to consider
adecuately issues such as restrictions; on the student teacher ratios for
instructional courses requiring certification, which cccur primarily in the
health area, and the effects of changes in instructional technology on costs.

As a result, respondents interviewed during the site visits believed that
the factors currently used in the budgeting process serve primarily as '
"balancing factors" that are used by the stayf of the Department of Cammnity
Colleges and the General Assembly to match total appropriations with projected
FIE levels. Respondents also stated that the current procedures did not
represent a meaningful budgeting process in the sense that institutions are
not able to develop realistic estimates of their costs of instruction, with
the expectation that they will be reimbursed for these costs. Respondents
also stated that the relative prices used in this process do not reflect
reality, leading to less than optimum patterns of resource allocation and to
the expenditure of excessive amounts of administrative costs to overcome these
inefficiencies.

C. Trends in Mix of Full-Time and Part-Time Students, and Impact of Changes
1. overview of Task

The third concern raised by the General Assembly has to do with the
impact the shift to more part-time students has had on the need for Admin-
istrative and Instructional Support Personnel. The basis for the cuestion
lies in a number of obsexvations and logical inverpretations. First, while
the FTE values for the System as a whole have remained relatively constant,
the numbers of less than full-time students have increased over the last seven
years, as is readily apparent from the annual enrviiment reports showing both
the Unduplicated Headcounts (representing the actual numbers of students), and
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the FTEs, representing under budget formula conventions a measure of instruc-
tional load based on student-instructor contact hours. Because student-
instructor hours have different credit hour equivalents fram program to
program (with vocational and technical programs generally involving more
student contact hours per credit hour than college transfer courses, for
example), the FIE is non-equivalent hut nevertheless related to the more
conventional credit FIE, which is a measure of aggregate enrollment weighting
credit hours for which enrolled. Thus, the obszervation that institutions are
in current markets requiring larger nurbers of students to generate a specific
number of FTEs is reasonable.

Second: budget allocations in the administrative and instructicnal
support areas are, as in instructional creas, based on the FIE. While the FIE
is logically a good measure of instructional time required, and while the
administrative and instructional support allowances may have been reasonable
at the original point when the relationships between FIE and support needs
were calibrated from analyses of costs, it is also logical to assume that any
positions not driven by FTE but by nunbers of students would be affected by
the increase in part-time students. while some administrative or instruc-
tional support positions are required regardless of institutional size (e.g.,
president, business manager, librarian), need for other positions may be more
closely associated with numbers of students than with FTEs. For exanple, a
registration clerk or financial aid officer needs as much time to process a
part-time student as a full-time student.

2.  sources of Data Employed

In addressing this task, four data sources were used (in addition to
the Department’s 1985 Staffing Needs Survey analyses reported in subsection A
cf this section). First, the enrollment reports for the years from 1978-79
through 1984-85 were examined, together with statistical data for the same
period, naintained by the Department of Community Colleges, or the numbers of
students registering for various credit hour loads in each of the several
curricuium programs (these data were drawn from the quarterly registration
reports).

Second, selected data were drawn from the institutional questionnaires, in
particular the president’s report of adequacy of the current formulas for
covering numbers of positions and salariés for various positions , as well as
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their responses to the direct question as to what positions are affected by
the nutbers of students rather than the FTEs. The first questionnaire data
element provides a means for determining if differences among institutions in
current mix (or in the rapidity of change in mix over the areas since 1978-79)
of 1 1-time versus part-time students are associated with perception of
adequ .y of formulas in specific areas where it is logical to assume a rela-
tionship. The second questionnaire data element provides an opportunity to
obtain the judament of the presidents which, in spite of the possibility of
bias, must have same relationship to experience in fitting allocations to
needs as permitted under allowable local options.

A third data source was the questionnaire administered to a sample of full
and part-time students in the 12 basic study institutions, which incuired
about their interests, needs, and utilizations of special services and facili-
ties. This effort permitted a determination of the extent to which less than
full-time students may be affected, in comparison with full-time scudents.

A final source of information was the direct response, in personal inter-
views, of various administrative and instructional support staff in the 12
basic study institutions, who were asked about .ieeds in this regard (as well
as about. econunies or efficiencies used in meeting the demands of their
positions or positions supervised). These questions were quided, of course,
by awareness on the part of the interviewers as to current mix and trends in
mix from pre-visit examination of enrollment data.

3. Data Analyses and Findings
a. Enrollment Trends for the System as a whole
It is approrriate, first, to examine the precise data on the

enrollment experience of the System over the 1978-85 period. Figures 1
through 5 present, for the System as a whole, and for each of the seven years,
the numbers of students in the several curriculum programs (and in the
corbined curriculum programs) who registered for one-quarter, two-quarter,
three-quarter, or full credit hour loads (1-5 hours, 6-8 hours, 9-11 hours,
and 12 or more hours, respectively).

Figure 1 shows the numbers of all curriculum students registered for the
four levels of academic load. While numbers of full-time students increased
somewhat from 1978-79 through 1982-83, the full-time mumbers have been
decreasing since that time. Although much smaller numbers of students
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generally register for half-time or three-quarter time loads, there have been
slight and generally continuous increases in the numbers registered at these
levels. The sharp, continuous, and significant increase has been in the
numbers registered for one-quarter loads, moving fram about 57,000 students in
1978-79 to almost 100,000 students in 1984-85, with the nmumbers in one-quarter
ctatus first exceeding the numbers in full-time status in 1980-81, but reach-
ing a point in 1984-85 where the number of one-quarter time students is almost
twice the number of full-time students.

Figures 2, 3, 4, and 5 show the System enrollments by academic lozd in the
College Transfer, General Education, Vocational, and Technical programs. Each
program has its own distinct pattern of change ia this regard. In the College
Transfer procram (Figure 2), the majority of students have been full-time, and
the trends relatively even, until the most recent year, when there was a
significant increase in the number of one-quarter time students. This recent
increase is primarily a result of a chance made in 1984-85 in coding: to
reflect more accurately the intent of students, they were classified in terms
of program by assigning them to the program category in which most of their
courses fell. In the Vocational program (see Figure 4) full-tiwe students
have always, over the period examined, been in the majority, though beginning
in 1983-84 the numbers of one-quarter time students have been increasing and
the numbers of full-time students decreasing. For the Technical programs
(Figure 5), the number of quarter-time students, which was less than half the
nunber of full-time students in 1978-79, has increased continuously, with the
substantial apparent increase in 1984-85 probably precipitated in large part
by the change made by the Department in coding enrollment for 1984--85.

Another way of jllustrating the changes in FT/PT mix is to examine the
proportions of students, in each curriculum program or in the curriculum
programs as a whole, who registered for each of the four levels of academic
load. Such data are displayed in Table 14 for 1978-79 and for 1984-85.

From this perspective, it is readily apparent again that the proportions
of half or three-quarter time studeits have not changed very much; that
general education is largely a program for quarter-time students then and now;
but that the increase in proportions of part-time students and corresponding
decrease for proportions of full-time students is largely a phenomena of the
College Transfer and Technical programs (where in 1984-85 only about one in
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Source: Enrollmen. records maintained by the Department of Community Colleges.
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Table 14

Proportions of Students Registering in
Each of the Several Curriculum Programs Who Were
One-Quarter, One-Half, Three-Quarters, or Full-Time Students
in 1978-75 and in 1984-85

Proportion Who Were:

Program Year 1/4 2/4 3/4 4/4 Total
College Transfer 1978-79 31% 12% 11% 46% 100%
1984-85 58% 10% 8% 24% 100%
General Education 1978-79 74% 12% 5% 8% 100%*
1984-85 69% 11% 6% 14% 100%
Vocational 1978-79 19% 14% 10% 58% 100%*
1984-85 32% 16% 8% 44% 100%
Technical 1978-79 22% 17% 13% 48% 100%
1984-85 47% 17% 9% 27% 100%
All Curriculum 1978-79 36% 15% 10% 39% 100%

Programs 1984-85 48% 15% 8% 29% 100%
* Row entries do not add up to 100% because of rounding.

Source: Enrollment records maintained by the Department of Commnity Colleges.
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four students were enrolled full-time). The Vocational programs also echo
this trend of increase in proportions of part-time students, but with still
almost half their students eanrolled full-time in 1984-85.

while the basic question raised by the General Assembly is focused on
changes in full-time/part-time student mix, it would seem more appropriate to
deal with the Unduplicated Headcount, or UDHC, which may affect position
requirements where the cumlative number of students, not their credit or
classroam contact hours, determines necessary work time. Figure 6 shows, for
the Curriculum programs for the System as a whole, the trends from 1978-79
through 1984-85 in contact FIEs (as drawn from the Department’s annual
enrollment reports) and in UDHCs. Also shown is the "credit FIE," a statistic
representing the number of equivalent full-time students if credit hours at
the close of registration were used to compute FTE (e.q., where four one-
quarter time students equal one FIE, etc.).

While contact FTE (and credit FTE) increased from 1978-79 through 1982-83,
there have been continuous declines since that time; yet, the UDHC has con-
tinued to increase. (The increase was marked fram 1979-8G through 1981-82,
but there has been a tendency toward leveling off since then.) This suggests
that if adjustments in administrative and instructional support positions are
needed to be made as a function of sharper increases in Unduplicated Head
Count than in FTE, the brunt of this pressure would have been felt in the
1978-82 period.

b.  Enrollment Trends for the Individual Institutions
Before proceeding to determine if System staffing needs are
associated with System enrollment trends on the several indices, it is appro-
priate to note how accurately the current System stactus or trends on these
indices reflect individual institution status or trends.

First, it should be noted that the proportions of curriculum students who
were full-time in credit hours of registration varied substantially among
institutions in 1978-79 (from 18 percent for Central Piedmont Commnity
College to 74 percent for Haywood Technical College), and in 1984-85 (fram 16
percent for Central Piedmont Community College to 58 percent for Bladen Tech-
nical College). The distributions of institutions on this variable (propor-
tion of full-time students) in 197€-79 and in 1984-85 are provided in Tables
15 and 16.
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Figure 6.
Contact FTE, the Credit FTE, and the Unduplicated Headcount:
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Table 15
Nurbers of Institutions with Various Proportions of
Full-Time Students in 1978-79

Proportion of FT Curri- - Numbers Identities of Institutions
culum Students, 1978-79 of Institutions in Top and Bottom Categories
10-19% 1 Central Piedmont
20-29% 3 Stanly; Surry; Wilkes
30-39% 14
40-49% 18
50-59% 13
60-69% 6 Bladen; James Sprunt; May-
land; Riclmond; Sancdhills;
wayne
70-79% 1 Haywood

No. of Institutions: 56 (Data not available for Brunswick and Johnston)
Median Value on Index: 43.5%
Range: 18% to 74%

Table 16
Nuri :rs of Institutions with Various Proportions of
Full-Time Students in 1984-85

Proportion of FT Curri- Number: Identities of Institutions
culum Students, 1984-85 of Institutions in Top and Bottom Categories
10-19% 5 Central Piedmont; Isothermal;
Stanly, TCA, Wilkes
20-29% 14
30-39% 21
40-49% 14
50-59% 3 Bladen; James Sprunt; Wayne
60-69% 0
70-79% 0

No. of Institutions: 57 (Data not available for Anson)
Median Value on Index: 33%
Range: 16% to 58%
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While the data in Tables 15 and 16 show the general decline in proportions
of full-time students, they show also the mcve toward greater homogeneity in
this regard.

System institutions also vary from ore to another in the extent of change
between 1978-79 and 1984-85. Table 17 shows the distribution of institutions
on a charge index defined as che ratio of the proportion of full-time students
in 1978-79 to the proportion of full-time students in 1984-85. On this index,
a value of less than 1.0 indicates an increasing proportion of full-time
students; a value of more than 1.0 indicates a decreasing proportion of full-
time students; and a value of 1.0, no change.

Table 17

Distribution of Institutiois as an Index of Change in
Proportions of Full-Time Students from 1978-79 to 1984-85

Ratio: Broportion FT, 1978-79 Nurbers Tdentities of Institutions
—  Proportion FT, 1984-85 of Institutions in Top and Bottom Cavegories
.81-1.00 3 Montgomery: Randolph; Sampson

1.01-1.20 13

1.21-1.40 13

1.41-1.60 13

1.61-1.70 9

1.71-2.00 1 Southwestern

2.01-2.20 1 Wake

2.21-2.40 1 Durham

2.41-2.50 0

2.61-2.80 1 TCA

No. of Institutions: 55 (Data not available for Anson, Brunswick, and
Johnson)

Median Value on Index: 1.37
Range: .95 to 2.61

While three institutions have the same or larger proportions of full-time
students in 1984-85 than in 1978-79, three institutions have less than half
the proportions of full-time students in 1984-85 than in 1978-79 (values of
2.01 or more in Table 17). The median institution has about 28 percent fewer

full-time curriculum students in 1984-85 than in 1978-79.
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One other index may be useful in describing student mix. This is the
ratio between UDHC and contact FTE for selected years. For this descriptive
analysis, the unduplicated headcount includes both curriculum and extension
students. On this index, for example, a ratio of 3.0 would indicate three
times as many actual studeats as their FIE equivalent. Table 18 shows the
distribution of institutions on this index for 1978-79 ani for 1984-85.

Table 18

Distribution of Institutions on an Index of Student Mix
Expressed by the Ratio of UDHC/FIE, for 1978-79 and for 1984-8

No. of No. of
Institu- Identities of Insti- Tnstitu- Identities of Insti-
tions, tutions in Top and tions, tutions in Top and
UDHC/FTE  1978-79 = _Bottom Categories = 1984-85  _Bottom Categories
2.1-3.0 1 James Sprunt 0
3.1-4.0 8 Cape Fear; Darham; Hay- 6 Bladen; Cape Fear;
wood; Lenoir; Montgomery; Haywood; James
Sandhills; Southeastern; Sprunt; Mayland;
Southwestern Montgomery
4.1-5.0 25 1¢
5.1-6.0 18 22
6.1-7.0 5 Blue Ridge; Cleveland; 7
Fayetteville; Martin; Nash
7.1-8.0 0 2 Sampson; Stanly
8.1-9.0 0 2 Coastal Carolina;
Pamlico
No. of
Institutions 57 58
Median Value
on Index 4.7 5.1
Range 2.9 to 6.6 3.2 to 8.6

In 1978-79, the median institution had 4.7 times as many UDHC students
than their FTE equivalent; by 1984-85, the median institution had 5.1 times as
many UDHC stude” .s than the FIE equivalent. Four institutions, however, had
at least 7 times as many UDHC students than their FIE equivalent in 1984-85
(Coastal Carolina, Pamlico, Sampson, and Stanly), and none had fewer than 3
times as many UDHC students.

c.  Analvsis of Staffing Needs as ion of Llent Mi
The Institutional Questionnaire provided a list of 14 elements
in the budget formula computations, and asked the presidents to rate the
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extent to which the present general allocation formulas generate adequate
fiscal support for each element. If those institutions with higher numbers of
students relative to the FIE react differently on same budget formula elements
fram those with lower numbers of students relative to the FTIE, this would
suggest that the formula has differential adequacy as a function of numbers of
students required to generate an FIE.

Institutions with 5.2 times as many students as the FIE equivalent, or
less (N=30) were compared with institutions with 5.3 or more times as many
students as the FIE equisalent (N=25), in the responsec nf the presidents to
the adequacy of the forrlas for the various budget elements. The hypothesis
is that institutions with larger numbers of students relative to FTE will 1.ore
frequently perceive fornmla-generated support to be inadequate for adrinistra-
tive and instructional support elements than those with smaller nunbers of
students relative: tc FTE. Table 19 presents the proportions of institutions
in each enrollment mix group that responded through the Institutional Ques-
tionnaire that budget elements were funded adequately, inadequately, or if
they were uncertain. Those institutions with higher numbers of students per
FIE perceived budget fornmla elements inadequate more frequently than those
institutions with lower numbers per FIE on salaries for curriculum f.culty,
other curriculum costs, salaries for extension faculty, other extension cc *“s,
salaries (but not number of positions) for administrators. and library book
costs. Although the differences are not large, it is interesting to note that
formulas are perceived more frequently as inadequate by these institutions
with high numbers of students relative to FTE: number nf administrators,
number of positions and salaries for instructional support, and numbers cf
positions and salaries for clerical staff, in addition to numbers of curri-
culum and extension faculty and costs of equipment. We also note that, in
general, those with high numbers relative to FIE are more likely to perceive
the formula support generally as adequate.

Another index of student mix that is reasonable to explore in the same way
is the degree of change in the proportion of full-time students fram 1978-79
to 1984-85 (this is the index reported in Table 17). Institutions that have
been relatively stabl: in this regard should be less likely to perceive budget
support elements as inadequate than those with an i-crease in part-time
students over this period. Table 20 presents the ratings of adequacy of
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Table 19
Ratings by Presidents of Adequacy of Support for Budget Formla
Elements, in Temms of Proportions for Institutions with 1984-85
UDHC/FTE Ratios € 5.2 (L) vs. Those with UDHC/FTE Ratios 2 5.3 (H)

Present Procedures

No

No. Curriculum Faculty L 17 76 7 0
H 36 64 0 0

Salaries, Curriculum L 7 86 7 0
Faculty H 0 100 0 0
Other Curriculum Costs L 28 62 10 0
H 28 72 0 0

No. Extension Faculty L 28 62 10 0
H 48 44 8 0

Salaries, Extension Faculty L 3 86 7 3
H 4 96 0 0

Other Extension Costs L 34 52 10 3
H 36 72 0 0

No. Administrators L 34 62 3 0
H 56 44 0 0

Salaries, Administrators L 3 93 3 0
H 4 96 0 0

No. Instructional L 10 86 3 0
Support Positions H 20 80 0 0
Salaries, Instructional L 3 93 3 0
Support H 12 84 4 0
No. Clerical Staff L 3 93 3 0
H 16 80 4 0

Salaries, Clerical Staff L 3 93 3 0
H 20 80 0 0

Costs of Equipment L 14 83 3 0
H 16 76 8 0

Library Book Costs L 45 52 3 0
H 40 60 0 0
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Table 20
Ratings by Presidents of Adequacy of Support for Budget Formula
Elements, in Terms of Institutions with Low Change in Proportion
of Full Time Students Between 1978-79 and 1984-85 vs. Those with
High Change Over that Period

Present Procedure:

No

Item of Support Group XAdequate Inadequate Uncertain Response
No. Curriculum Faculty L 19 73 8 0
H 28 72 0 0
Salaries, Curriculum L 4 88 8 0
Faculty H 4 96 0 0
Other Curriculum Costs L 38 58 4 0
H 20 72 8 0
No. Extension Faculty L 35 58 8 0
H 44 48 8 0
Salaries, Extension Faculty L 0 88 8 4
H 8 92 0 0
Other Extension Costs L 42 50 4 4
H 32 60 8 0
No. Administrators L 46 50 4 0
H 36 64 0 0
Salaries, Administrators L 0 96 4 0
H 4 96 0 0
No. Instructional L 12 85 4 0
Support Positions d 8 92 0 0
Salaries, Instructional L 0 9z 8 0
Support H 12 88 0 0
No. Clerical Staff L 8 85 8 0
H 8 92 0 0
Salaries, Clerical L 12 85 4 0
H 8 92 0 0
Costs of Equipment L 12 77 12 ]
H 20 80 (] 0
Library Book Costs L 42 54 4 0
H 36 64 0 0
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budget elements for 26 responding institutions when the (% FT 1978-79)/(% FT
1984-85) ratio is equal to or less than 1.40, in comparison with 25 responding
institutions when the ratio is equal to or greater than 1.41. Of the 14
elements, ten are perceived more frequently as inadequate by the group with
higher increase in part-time students. These are Curriculum Faculty Salaries,
Other Curriculum Costs, Extension Faculty Salaries, Other Extension Costs,
Number of Administrators (but not salaries), Number of Institutional Support
Positions (but not salaries), Number of Clerical Support Positions, Clerical
Salaries, Cost of Equipment, and Library Costs. Differences between the two
groups are not, however, very great.

d. ~nev s Ao ’ R

The Institutional Questionnaire also specifically asked the
presidents to name the faculty, staff, or support personnel positions where
staffing needs, in their experience, are most closely and reasonably asso-
ciated with mumbers of students (i.e., the unduplicated headcount). (This
question followed similar questions asking for basic positions needed regard-
less of institutional size, or for positions where needs were associated with
the FTE.) Responses are shown in Table 21.

Although differences between the two groups of institutions are not
marked, the kinds of positions believed most frequently determined by nurbers
of students rather than the FTE were, in the presidents’ experience, in the
arcas of professional (non teaching), technical/paraprofessional, and clerical
positions.

The positions reported as dependent on numbers of students rather than FTE
are, for the most part, plausible. The failure to find striking differences
in perception of the adequacy of the formulas associated with institutional
difference in mix or change in mix, given substantial institutional variaticns
in that regard, seems surprising at first.

Yet: we believe, with the principal supporting evidence to be prching in
the site visits for explanations, that two basic factors exist that, working
together, obscure more definitive findings. The first is the conviction that
all institutions are very substantially pressed to meet operating costs within
the basic allocations. Although we expected few if any presidents to state or
imply that funding was adequate, we are convinced--fram the salary schedules,
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Table 21
Positions Associated with Numbers of Students: Institutions
with Low and High Full-Time Changes in the Proportion
of Part-Time Students

Institutions in Institutions in
*Low" Changs “High" Change
Group (N=26) Group (N=25) Total (N=51)

% of % of % of

Position Responding Responding Responding
Code Title No. _Inst., No. _Inst.  No. _ Inst,

senior Admini I

Senior Admin., Unspec. 2 7.7 1 4.0 3 5.9
1103 cChief Business Officer 0 0 1 4.0 1 2.0
7107 Chief Evening Progams

Officer 1 3.8 0 0 1 2.0

All Positions in Category*+* 3 11.5 2 8.0 5 9.9

dninist: . iopal

Admin. of Instructional

Programs, Unspecified 2 7.7 3 12.0 5 9.9
3115 Administrator-Continuing
Education Programs 2 7.7 1 4.0 3 5.9
2116 Admin.-Other or Cambined
Instructional Areas 1 3.8 0 0 1 2.0
All Positions in Category** 5 19.2 4 16.0 9 17.6
Adming £ Non Inst ional
Administrators of Non-
Instructional Programs,

_ Unspecified 0 0 1 4.0 1 2.0
5122 Admin.-Student Svcs. 2 7.7 0 0 2 3.9
All Positions in Category** 2 7.7 1 4.0 3 5.9

Professional (Non Teaching)

4335 Librarian 8 30.8 S 36.0 17 33.3
4336 Manager-IIC/learning Lab 3 11.5 3 12.0 6 11.8
5337 Counselor 21 80.8 18 72.0 39 76.5
5338 Financial Aid officer 8 30.8 11 44.0 19 37.3
5339 Placement/Follow-up 8 30.8 9 36.0 17 33.3
5340 Registrar 13 50.0 11 44.0 24 47.1
5341 Testing 6 23.1 10 40.0 16 31.4
5342 Manager-Veterans Affairs 0 0 2 8.0 2 3.9
7344 Camputer Cystems Admin. 1 3.8 1 4.0 2 3.9
7348 Public Inform. Officer 2 7.7 2 8.0 4 7.8
7360 Other Professicnal

(Non-Teaching) 3 11.5 1 4.0 4 7.8
All Positions in Category** 73 280 77 308 150 94

82
100

> t e
LRV TP

S

e
~

ety o e e e = . - - - e ———



Table 21 (continued)
Positions Associated with Numbers of Students:

Institutions in Institutions in

Institutions
with Low and High Full-Time Changes in the Proportion
of Part-Time Students

“Tow" Change “High“ Change
Group (N=26) Group (N=25)  Total (N=51)
% of % of % of
Position Responding Responding Responding
Code Title No. _Inst., No. _Inst.  No. _ Inst.,
hnical/ fessional
Tech. /Paraprofessional-
unspecified 0 0 3 i2.0 3 5.9
1552 Accounting Technical 1 3.8 0 0 1 2.0
2553 Instruc.Asst.-Curriculum 0 0 1 4.0 1 2.0
3554 Instruc.Asst.-Extension 0 0 1 4.0 1 2.0
4555 Library Assistant 1 3.8 1 4.0 2 3.9
4557 Aundio-Visual Technician 0 0 1 4.0 1 2.0
7560 Camputer Oper./Programmer 2 7.7 2 8.0 4 7.8
8563 Bookstore Manager 1 3.8 0 0 1 2.0
8564 Other Technical and Para- :
professional 2 7.7 0 0 2 3.9
All Positions in Category** 7 26.9 6 24 13 25.5
Service/Mai
6765 Maid/Janitor 0 0 1 4.0 1 2.0
6766 Security Guard/Watchman 0 0 1 4.0 1 2.0
6767 Maintenance Worker 0 0 1 4.0 i 2.0
All Positions in Category** 0 0 3 12.0 3 5.9
Clerical
Clerical-Unspecified 8 30.8 10 40.0 18 35.4
7470 General Insti. Support 1 3.8 1 4.0 2 3.9
9471 Accounting Clerk 8 30.8 1 40.0 18 35.4
9472 Secretary 0 0 1 4.0 1 2.0
9474 Clerk/Typist (Instruc-
tional Programs) 1 3.8 2 8.0 3 5.9
9475 Other Clerical 1 3.8 0 0 1 2.0
All Positions in Category** 19 73.1 24 96.0 43 84.3
Instructional
Faculty-Unspecified 11 42.3 9 36.0 20 39.2
Faculty-Curriculum 0 0 1 4.0 1 2.0
Faculty-Extension 5 19.2 6 24.0 11 21.€
All Positions in Category** 16 61.5 16 64.0 32 62.7
Other: Student Services 2 7.7 2 12.0 5 9.9

Positions

* Of 25 institutions in the "High" change group, 4 made no response to

the basic question.

** Percents may exceed 100% because of multiple responses in the category.
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from the compramnises made to meet the most urgent needs, etc.--that most if
not all of the institutions are operating under extremely stringent budgets.
Second, under allowable local flexibilities in assigning budgets--and in
working out econamies or stringencies in one area to support costs felt or
found necessary in another--we believe that the institutions have generally
acquired the particular administrative and support staff needed to handle the
particular configuration of students, which represent pressures and additional
staff time requirements that simply cannot be ignored. We fear, however,
that, if this be so, it is at same price exacted elsewhere.
e. Needs for Services by Full and Part-Time Students

The Student Questionnaire included a listing of certain facili-
ties and services that are reasonable camponents of a public two-year institu-
ticn, and asked them to rate the degree of importance to them that their
institution provide each of the facilities or services. Table 22 provides
selected representative results for students reporting themselves enrolled in
the Curriculum Program for 1-5 credit hours (one-quarter time), 6-8 credit
hours (half-time), three-quarter time (9-11 hours), and full-time (12 or more
hours). The numbers in these four subgroups were, respectively, 71, 46, 32,
and 432 (or a total of 581).

In general: fewer one-quarter time and half-time students (then full-time
students) report that they perceive the various services listed as important,
but it is clear that substantial portions nevertheless express need for the
services listed. Greater proportions of the three-quarter time group than the
full-time group, however, not infrequently appear to have needs for the
services. This may be a function o>f the small sample sizes or of unknown
biases in the sample (e.g., institutions focused on particular classes in
program areas specified by the research team, and may by chance have obtained
responses fram a particular program group of students in this enrollment
category that would for other reasons give greater importance to the ser-
vices). The results could also be a function of inherent characteristics of
this three-quarter time group: e.g., they are less likely to be employed
full-time, or by enrolling for less than full-time are reflecting needs for
special assistance.

In summary, it is reasonable to state that support services such as those
described are of interest to part-time as well as full-time students; students
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Table 22

Responses of Quarter-Time, Half-Time, Three-Quarter-Time, and
Full-Time Students to Importance of Selected Services or Facilities

Proportions of Students by Academic
Load Rating Service or Facility as

"Very Important"
Item 1/4 2/4 3/4 4/4
Access to Student Store for Books
and Supplies 59% 57% 78% 67%
Mcess to Student Accivity Center 30 30 38 33
Access to Library or Media Center 65 €5 91 75
Access to Places on Campus for Study 44 57 69 65
Help in Getting Financial Aid 34 41 38 54
Help in Finding Temporary Werk 41 43 31 42
Help in Finding a Permanent Job 59 48 75 80
Help in Transferring Credit to a
4-Year Institution 45 57 69 57
Help in Improving Basic Skills 54 54 50 55
Help in Learning How to Study 49 48 59 52
Help in Career Planning 55 67 63 75
Help in Planning Program of Studies 58 63 66 71
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taking a class or two appear samewhat less likely to feel that the services
are important than are full-time students, but others taking slightly less
than a full academic load may more frequently (than full-time students)
perceive the services as important. It shouid be noted as well that the
student constituencies to which the System is dedicated in its mission i.clude
high school dropcuts, econamically and educationally disadvantaged, racial and
ethnic minorities, hard core unemployed, etc. Such students are more likely
to have needs for special instructional support, help in finding jobs, and
financial assistance for example, than are more conventional students in four-
year colleges ard universities.

In the site visits, ccntacts ware made with administrators who
must make institutional budget decisions, as well as with individuals whose
workload could indeed be driven by numbers of students as opposed to FTE.
Several observations are important to note.

First and foremost: many of the instructional support needs of students
are sufficiently imperative that they cannot be ignored. The student’s
registracion and payment of fees must be processed; the student requesting
special basic skills assistance or help can hardly be turned away. As a
result, needs associated with numbers of students for services that the
institution must provide (or traditionally provides) to full-time students are
or tend to be met for parc-time students as well. The impact of these adjust-
ments is variously reflected at any particular institution by a process of
choosing among undesirable alternatives which are considered less undesirable
(or are simply found possible), and using funds from the less undesirable
alternatives to support the necessary non-instructional costs driven by
nunbers of students. Thus, an institution may not invest in a development
officer, may restrain salary increases in a particular sector, may postpone
equipment replacement, etc. The result is not so much depriving the institu-
tion of administrative and support services that are necessary--the institu-
tion must meet these need:s -as it is a matter of restrictions elsewhere which
vary as a function of programs, markets for part-time faculty, special supple-
ments from local funds, etc. We suspect that the recent budget transfers from
instructional to administration and support categories in 1982-83, 1983-84,
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and 1984-85 (shown in Table 23) were affected not so much in interest ir
improving administrators’ salaries, but by needs to cover necessary adminis-
trative and instructional support positions.

Table 23

Funding Transfers in the NC Cammnity College System:
Expenditures as a Percent of Allotment

Expenditures as a Percent of Allotment in:

Budget. Category 1982-83 1983-84 1684-85
Instructional 81.9 84.5 84.4
Curriculum 84.8 87.7 85.5
ABE Extension 68.4 78.2 72.6
Other Extensionn N.A 69.0 83.3
Xministrative and Support 121.5 129.7 134.0
a otment 94.0 97.7 98.8

SOURCE: Undated Departmental Working Paper.

Second: there may be ramifications in the increasing numbers of students
against stable or declining FIEs for instructional costs as well. One presi-
dent whose institution had experienced a dramatic shift from full-time to
largely part-time students noted, for examwple, that particular courses of
interest to full-time or day students had to have additional sections now for
evening or Saturday offering, with consequent reduction in class sizes, and
less efficient ceneration of FTEs.

Third: the operation of a more diverse program which is an inevitable
consequence of larger numbers of part-time students involves a longer instruc-
tional as well as instructional support day. With part-time students more
likely t» be evening students (because of full-time work or day-time ramily
responsibilities that a working spouse cannot assume), libraries, telephone
receptionists, extension directors needing more time to hire part-time
faculty, and the like, are also affected.

Finally, we note that the trend to more part-time students--at least for
the majority who are in FIE-relevant classes--is entirely in keeping with the
traditional mission of the System. Many students involved are enrolled for
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such purposes as upgrading job skills, or credit toward a degree through
reeding at the same time to support a family through work. North Carolina has
an increasing nurber of individuals who can only benefit fram part-time
enrollment, and/or such individuals are applying in increasing numbers. The
inpact of the FTE as the basic and single camponent of the allocation formula
can only put stress on the effective accamplishment of mission if it does not
accommodiate, or permit without other sacrifice, this trend.

As noted in the introductory section, the governance structure, as
the System itself, has been a continuously evolving process. In addressing
the question of whether the current System’s governance, administration, and
programs are effective in fulfilling the System’s mission, we are confronted
primarily with the mission, as specified in the legislation and administrative
code, and the degree to which the new evolving State Board, the Department,
and the local boards and administrations are functioning effectively in their
own right and in relationship to or interaction with one another. 2nd, of
course, the programs actually fielded are not only an interpretation and
expression of mission but also a bottam line function of the governance and
administrative process.

The several discrete parties with continuing responsibility for the
creation, financing, maintenance, and revision of the System are:

-- The North Carolina General Assembly

-- The State Board of Cammunity Colleges

--  The Department of Community Colleges

-- The Board of Camissioners of the county or counties which constitute

the administrative area of the institution

—- The local boards of trustees

-~ The institution presidents and administration

The basic task requires a determination of what is required by the North
Carolina General Assembly of each of the other responsible parties, and then
what is actually done, and what appears to be accomplished by those parties.
It mst also be concerned with the perceptions of each of the parties of their

88

106




roles and the roles of the other parties, and of any conflicts, or bases for
conflicts, in practice. Further, it must be concerned with what is not done
that needs to be done, and with what responsibilities and roles are appro-
priate at each level (or for what parties), as associations between function-
ing and inpacts are noted.

2. Sources of Infcxmation

The basic specification of the governance and administrative struc-
ture is the current legislation and administrative code pertaining to the
North Carolina Commmity College System. These documents constitute the
authcrity and specify the structures and mechanisms by and through which the
System is operated. Accordingly, the analysis of governance, administration,
and programs in terms of their effectiveness for assuring mission fuifillment
must start hcore. .

Of the new information collected for this study task, the most important
came fram the structured telephone interviews with the memkers of the State
Board, the chairpersons and one member at random from the local boards of ine
12 basic study institutions, and the presidents of those institutions, as
described in Section II-G of this report.

Other direct and contextual information was drawn from the discussion with
the Department staff (and from working papers prepared for the State Board),
with the presidents of the 12 basic study institutions, and with a few other
key individuals. Institutional interpretation of mission and appropriate
student constituencies was drawn from the Institutional Questionnaire. The
student questionnaires, and the focus group discussions with students and with
commnity and business leaders, also contributed to the observations reported
on mission, governance, administraticn, and programs.

3.

The members of the State Board who were contacted were, for
the mos. part, open and articulate; they reflect a variety of depths and kinds
of insights, degrees of involvement with Board activity itself, and concerns
about aspects of the System, the presidents, and the institutions. Yet, there
were same areas of general agreement or strong consensus.
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Board members are aware of their legislated authorities; they have done
their hamework in this regard. They are in strong agreement that their
function is to make policy for and operate the ‘ystem as a system; one put it,
"We now have a confederation; we need to make it a federation." They accept
and support the legislated roie and responsibilities of the local boards, and
see a role of delegation of certain powers to these boards (e.g., to select
and evaluate the presidents; to interpret local needs; to operate the
institution).

Although expressed in various ways, and although there were same who did
not volunteer any comments in this regard: there is strong concern about the
real strength and power of the Board to manage System affairs vis-a-vis the
power of the General Asserbly. Stated more precisely, this is not a challenge
to the duly constituted authorities of the General Assembly, but a concern to
achieve acceptance as a policy body for the administrative and educational
affairs of the institutions, and as an advisory body on fiscal needs and
priorities to which the General Assembly will be attentive. This concern is
expressed in different styles and ways, but is a frequent and overriding
theme: viz., “We have samehow to be a strong leader;* “the legislators seem
to fear the authority of the Bourd;" “we’‘re trying to convince the General
Assenbly that we're knowledgeable;* “the key to running anything is power, and
those in power use it; we don‘t have it;* "we’re treated generously, but on
their temms;* and "who the hell are we?--It‘s frustrating.* For the most
part, these camments appeared to express more a sense of frustration than of
hostility or disagresment, and most indicated that a high priority is to
improve the credibility and relationships of the Board with the General
Assenbly.

Perhape one of the strongest and most pervasive concerns among the Board
menbers are the special appropriations to individual institutions. This
tradition is seen as a matter of encouraging the individual institutions to
by-pass the Department and State Board, to operate independently, and to
present a very basic handicap to the State Board in its capacity to assure
that available funds be put to System needs rather than to individual institu-
tional or area interests, or, in effect, that the System can operate as a
System rather than as a collection of 58 separate institutions.

90

108

N R T TR S CE . 3
o s s g Yy S BREMAN R STy ul T el 5 : . L. e . e e e e e e e e

AT




The mexbers of the State Board also see a stronger role than has been
permitted or attained by that body in determining fiscal priorities for the
System. One member said, “We don’t need to make a lot of rules; we just need
leverage in one or two areas.” The Board menbers are aware of some of the
problems: for example, a manufacturer noted that the equipment in his local
institution was so far behind the equipment in his plant that training poten-
tial was vitiated; many echoed concerns about faculty salary levels. But most
of the menbers feel strongly that the Board muist be given or achieve a
stronger role in determining needs, assigning pricrities, and holding the
individual institutions accountable. BAnother said: "To the degree that there
is going to be a State Board - the General Assembly should allow the State
Board to make decisions.*”

Ore said: *“We have budget authorities - but it’s a paper tiger kind of
authority.” 1In all of these reactions, the prevailing und «inne was not power
of the Board for the sake of power, but for a chance to operats: the System as
a system.

There seemec to be less agreement on the role and capability of the Board
to function as a Board in these regards. Most agree that the Board has to be
stronger, but there is variability in the confidence that this strength can be
achieved. Several see the Board operating chicfly as a rubbe stamp to
recammendations growing out of Department concerns rather than Board concerns:
one said, "We don’t really do much of importance." Others see the input of
the Department, and the Board/Department relationship, as strong and positive.
And, at least one concerned member was sufficiently troubled by a growing
conviction that the Board would not or could not achieve its proper authority
that he was considering resigning from the Board.

The Board members are concerned about their limited interaction with the
State Board of Education and the University System Board of Governors, and
express constructive interest in better articulation with these authorities on
matters of mutual coacern.

While there is general uniformity on the perception of the local boards as
responsible and capable for the management of the institutions as required by
the legislation, the Board members’ perceptions of the presidents, separately
and collectively, vary. One said, "We have 58 presidents running in 58
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different directions." Another said, "One of our problems is that the presi-
dents feel they run the System; our job is to run the 58 - their job is to run
their own institution.* oOthers, however, felt more positive, viewing the
presidents as valuable sources of experience and advice, with the view that
"We need to grant as much autonamy to the presidents as we can.*

That the Board is, in its own development, moving in appropriate direc-
tions is attested by the belief of many members that their important recent
accamplishments include establishing curriculum standards, defining geographic
areas of responsibility, intervening in a local situation where governance and
administration needed assistance to avoid serious legal problems, and in
determining current priorities for assisting local boards in evaluating their
presidents or in the articulation of vocational education roles between the
commnity college and the public school systems. There were no instances of
disagreement or conflict between the individual board members and the State
President. The caments suggest that the Board and State President are in
good communication and agreement on System needs and areas of priority for
Board action.

(2)

The local board chairman and members reacted with consider-
able agreement on the role the State Board should play. Key elements in their
perceptions are: setting broad policies and providing leadership for the
System; developing budget priorities and assuring equity in the distribution
of State support; exercising econamies (e.g., preventing unnecessary program
duplication); representing the System to the General Assembly and informing
this body as to needs and opportunities. Although there were occasional
disagreements with actions and policies seen as controlled by the Department,
there was no conflict with Board responsibilities and actions, either as
specified by the legislation or as manifest in Board actions. This extended,
significantly, to frequent volunteered comment that the .tate Board must some-
how be a force that would moderate, deter, or eliminate the special allocation
process. It was clear that although same of these individuals had had recent
special allocation requests approved or were planning to lobby for a special
allocation in the near future, there were no dissenting, and many assenting,
votes for reducing the purely political elements felt to control special allo-
cations to individual institutions by the General Assembly. The State Board
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was felt to be the body that must, over the long run, be sensitive to all
needs in the System.

One thoughtful board menber with considerable integrity and experience
stated that the role of the State Board is the achievement of a consensus
between the State leadership (i.e., General Assenbly; Governor) and the local
leadership (e.g., county camissioners, local board, and presidents) by the
creation and exercise of judicious and proper quidelines; to interpret to the
General Assenbly the needs of the constituencies of the institutions and to
keep the General Assembly and the public informed as to the accomplishments of
the System in this regard; and, to achieve and maintain effective responsi-
bility for the operation of the System by securing the authority to control
allocations to the institutions and setting restrictions to curb excesses.
This individual also concurred that *special appropriations mist give way to
the collective judgment of the State Board and its consensus with the
presidents.*

From the Institutional Questionnaires as well as frar the
site visits, the research team was constantly aware of the considerable varia-
tion among the presidents in administrative style and in the focus of concerns
outside fiscal needs. The 12 president respondents for the governance task
are too few to represent adequately the vigorous and varied viewpoints that
are surely extant among the 58 presidents.

Yet, there was generally good agreement among the president respondents on
the role of the State Board and its need to be stronger in the exercise of
this role. That is, the State Board should set broad policies for the System
as a whole; should represent the System needs to the General Assembly and to
the general public; should oversee in a general and appropriate way the State
President and the Department; and should assure an equitable distribution of
State funds. Although cautions were expressed (i.e., one respondent stated
that the Board must recognize the difference between administrative and
governance actions) there was no conflict with the role of the State Board to
represent and provide policy and fiscal management for the System as a whole.

Views were more positive of the Board than of the Department, as might be
expected fram the fact that the Department is the point of contact between the
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institution and the application of policy. For example, several presidents
stated agreement with the Board responsibility to monitor program quality, but
noted that “"the bureaucratic extension of this process is extremely burden-
some.” One was concerned, also, that the Department had vetoed a new program
because it considered superfluous an extra time requirement by a professional
accreditating organization in one course. The Presidents generally believed
that the Department (and Board) should recognize that other campetent hodies
and criteria for determining quality exist, and incorporate these considera-
tions into their review process.

While seldom was anything said by the presidents in these very private
interviewsaboutappmpriateroleandfunctionthatanyoftheStateBoard
menbers themselves would take exception to, there were mixed reactions as to
the capability of the Board to exercise these roles and functions effectively.
For example, one president said: “the Board needs to exercise its budget and
program controls, but 1t13t:mtoemg1nusmgtheauthonty it has."

(4) :

We believe it is significant that although there is varia--
tionintheconﬁdenoethatthenewBoaxdcaneffecta.velysetandassure
achievement of the basic policies for the System, there is a uniform recogni-
tion—-by the presidents, the local board members, and the State Board
members--of the need for the *federation* of the institutions, for the locus
of power and control in one body responsible for the educational operation of
the System as a whole. (References to the University System Board of
Governors were frequent.) While local autonomies are appreciated by the local
boards, and guarded samewhat more zealously by L.e presidents, all concur that
there is strength and ultimate benefit to each institution in the vestment and
exercise of responsibility for all institutions in a body responsible for all
the institutions. There is the conviction that the System needs should be
determined by the Board through its achieving a consensus among the local
boards and presidents. But, stronger action by the State Board in determining
needs of the System as a whole is perceived not only as beneficial to each
institution in the long run, but as a necessity whose time has come.
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All incumbents in the local boards who were contacted were
deeply emmeshed in the affairs of their institution and comfortable about the
effectiveness of their operation. while they differed in their attitudes
toward the Department, and in their confidence that the State Board could
provide the leadership needed, these were deeply committed and capable people
reflecting, whatever their tenure, the years of tradition of local control,
and the necessary exercise of the responsibility for their institution-—-its’
president and staff, its buildings, its program, and its constituercies.

They were also, without inconsistencies among themselves, camfortable with
a nutually acceptable set of roles and functions. These are: the selection .
(and monitoring) of the president; the review and approval of budget deci-
sions; the formulation of institutional policy in a context of local needs;
particular attention to facility and maintenance needs; the support of their
president, and advising him on matters of persomnel; keeping the comunity--
its leaders and the general public——aware of the needs, capability, and
proamise of the institution and its programs; and articulation with the county
camuissioners, school boards, and local businesses. Although same expressed
concerns with the way the boards are now constituvted (e.g., too many members;
the length of the terms; ineffective :ambers contributed by the appointment
system; inability of soame who were also school board members to recognize
their responsibility to the institution), they have in some ways developed
moderate and judicious lobbies to get good new appointees, or have by group
process controlled those they consider potentially injurious.

Perhape as a function of their non-paid status and responsibility, they
frequently tend to be more vigorous than their presidents in dissenting with
practices by the Department they consider deleterious for their institution.
One, for example, used very plain and succinct language in expressing displea-
sure with quality, capability, and cost of the Prime system that had been
"imposed" on his institution; another was frustrated with the Department red
tape on a construction project in the planning stage, where no State fiscal
support was involved.
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But, they were camfortable with their role as prescribed by the statutes;
they were knowledgeable in ways that could only facilitate good policy making
and oversight ~f their institution; they were dedicated to the institution and
its mission as an extension of their remarkable dedication to their cammnity;

and they, too, look to the State Board for
(2) Perceptions of the

The State Board members, though with varying sxperience or
association with the local bocrds, tended to agree strongly with the percep-
tions of the local board members as to the proper role and functioning of the
local boards. The role of the local boards, the State Board members report,
is to select and monitor the president, set institutional policies, maintain
cammnity support, and handle the institutional matters supported by local
funds. They were particularly concerned about exercise of the local boards
responsibility to oversee functions required by the General Assembly and the
State Board, and the need to be more aggressive in selecting and evaluating
presidents. Some expressed concern that local boards were in some instances
controlled by their presidents, rather than vice-versa, but nothing in the
interviews with the twelve basic study institution trustees suggested that
local board menbers felt this to be a verv large possibility. Satisfaction
with their presidents was manifest; we feel certain that had this not been s0,
the members would have been vocal. And, since _epresentatives of all boards
and their presidents were not contacted, there are possibilities that situa-
tions exist where there are real problems of local board or president func-
tioning. But in our sample, roles and relationships appeared proper and
effective.

(3) Eerceptions of the Role and Functioning of the Iocal Boards
by the Presidents

The presidents interviewed were also in good agreement with
their board members as to their board’s proper role and functioning. They are
acutely aware that the prime role of the Board is to hire (and fire) the
president. They emphasized local policy functions, and value their board’s
support of their decisions or actions; they see as critically important the
board members’ involvement in local fund-raising and ambassadorship with the
commnity. The etyles of the boards differ somewhat, which appears to be a
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function of the president’s modus operandi and the confidence the board
members have in their president, from advising and approving what the presi-
dent prescribes, to initiating and governing based on the president’s input or
advice, Yet, the presidents all appeared camfortable with their current
boards, though some were occasionally apprehensive about cammumnity lethargy or
inappropriate new appointees. The majority seemed to be good facilitators of
effective functioning, as attested, for example, by the establishment of
trustee retreats, by the leading them into long-range planning activity, or by
advising them on mobilizing cammmnity support. Each party appears to tell the
other effectively what they need, and to get this effectively and willingly.

(4) Summary of Iocal Board Functioning

The local boards appear to be functioning extremely well,
fram all perspectives, within their legislative mandate and in terms of local
responsibilities. They are guided and led by tradition, and the extended
history of these boards; they are deeply involved and dedicated; they are
aware that their responsibility is to the cammmnity, and that their president
is the executive officer on whom they must depend. While not as active in
seeking interaction with the State Roard as are same of the State Board
members in seeking interaction with them--perhaps as a function of feeling
more secure in their role—-they are not hostile to receiving the kind of
leadership at the State level that they feel they give their institutions, and
appear open in this regard.
c. The Role and Functioning of the Department

The time available and the research strategies employed did not
permit a valid assessment of the administrative functioning of the Department
and State President. Accordingly, what will be reported is the very general
nature of coments and experiences volunteered by the institutional represen-
tatives who interact with the Department in various ways.

It is fair to say that the pervasive perceptions of Departmental cffec-
tiveness--by individuals or by the administrators of individual institutions
as a whole--vary considerably. Complaints or negative attitudes, when they
exist, are usually based on some particular problem or distress for the
resporndent where Departmental procedures or rulings has caused him or her some
grief. And, it is clear tha- the institutions have enjoyed considerable
autonamy and cherish this independence. But, in the field, the reaction
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ranges from positive regard, respect, and campliance to perceptions that if
given adequate money and being left alone, the institution could ke more
successful and life much easier. This is no different than what would be
found in most educational systems operating under a similar administrative
structure.
At the institutional level, however, there is a strong feeling--the
plausibility of which is hard to refute--that the closer and more intimate the
contact with the cammnity and the students, the better the perception of
their needs. Sametimes the Department is seen as remote and isolated from
this front-line experience. This feeling was more frequently expressed in a
positive sense than in a negative sense: e.g., "The State President has |
visited us and met with our board,* or “Dr. X went. to the Department from our .l
campus, and he krows what we’re facing.® But of the several concerns most :1
frequently volunteered, one had to do with the lack of on-site experience of |
many Departmental staff with local institutions. One pcesident felt that a
prospective exchange program, where a departmental staff member would assume
on-campus responsibilities for a time (and vice-versa) would have “remendous
benefits.
However, there seemed to be a conviction that the Department was more
responsible and tuned to the General Assembly than to the institutions, that
if there were differsnces they would emerge as between the institution versus
the: Department and the General Assembly as opposed to between the institution
and the Department versus the General Assembly. Some observers can with
reason say this is ag it should be (and some of our respondents so noted).
But the impact for the research team waes the conviction that institution-
department differences would be less traumatic if each side better understood
the problems and perspectives of the other. As the Department has grown, and
as it has taken on new functions, it is only to be expected that apprehension
or distress can be triggered by those who have operated without first-hand
local campus involvement. As noted variously elsewhere, the time seems ripe
from all perspectives for the displacement of a collection of individual
institutions by a true system of institutions, with common general goals but
with tolerance for diversities that exist for good and sufficient reason.
A second common concern is with paperwork requirements and burden, or with
‘red tape" and delays. This too is not uncammon in other systems, but the
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need for the institutions to understand and accept the need as reasonable,
rather than merely inevitable, is apparent, as is the need for the Department
to be sensitive to paperwork demands. Much could be accamplished, for
exanple, by more two-party involvement in considering how curriculum standards
can be expressed, and monitored and enforced - or by research reports directed
not only to the public record but to needs and interests of the institutions.
These aobservations are not reported--nor were they made to us--as any
sweeping criticism of the Department. The press is for a strong Department
that will facilitate the accomplishment of the important aspects of mission of
the individual institutions, and curb the occasional excesses of one party
before it causes grief for all parties involved.
d. The Functioning of the Fresidents

The presidents--in our personal contacts, and as revealed in
their responces to the Institutional Questionnaire--are an exceedingly diverse
group in many ways--in training and experience in educational administration,
in particular capabilities and interests, in management style, and in charac-
teristic problem solution strategies. Yet, we were impressed by the integrity
of their dedication to their institution and their commnity, and their self-
less and consuming devotion to their boards, faculty, staff, and commmnities
and students. We feel that their focus is on the exercise and intensification
of their mission as mandated, rather than on empire, growth for growth’s sake,
or becaming a different kind of college from that prescribed by the vocational
and technical emphasis of their mission. We believe that this in turn is a
function of the viability of the enterprise itself: of students who came for
a purpose, of young people and older people coming naturally together and
exchanging insights and experiences in the common pursuit of a personal goal,
of the recognizable value of the skills learned or of the broader perspectives
of problems gained, of the inevitable screening out of faculty who cannot
generate sufficient FTEs or who cannot stand muster in this more pragmatic
setting, and of the positive response of the employers of the students to what
the institutions have been able to put together. One has only to talk with
faculty and students, and with consumers, to recognize that what may have
started as simple pride that "our community now has its own college” has been
dramatically replaced by a rewarding involvement in enterprise that is effec-
tive in meeting, through training and education, needs for human growth and
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development that pay off for the cammunity and the State as well as for the
individual.

Thus: though we can understand perceptions of the presidents as "fifty-
eight individuals running in 58 different directions" or as including indivi-
duals who try various ways to "beat the system," we cannot but give them
collectively——and the structure which has facilitated what they have dcvel-
oped--a vote of confidence. There seems to be a marked difference between the
way they are viewed on their hame turf and the way they are viewed in Raleigh,
where the occasional sins or failures of one may toc easily be generalized to
all.

Two forms of soliciting student reaction and experience
were employed: the questionnaire administered to a sample of 760 students at
the 12 basic study institutions, but representing the various programs in the
System; and focus group interviews with students during the site visits.

The students responding to the questionnaire were selected kv menbership
in a class corresponding to sample specifications to produce a total wa‘ch
would be representative of System program mix; they may or may not be repre-
sentative of other important student characteristics.

The male-female camposition was 44 and 56 perceat respectively. Forty-
eight percent were below 25 years of age; 24 percent were in the 25-32 year
old range; and 28 percent were over 32. TForty-eight percent were primarily
interested in learning or developing new job skills, 24 percent for self-
improvement, 17 percent for credit towards a four-year college degree, and 11
percent for improving current job skills or on the vecammendation of their
supervisor. Forty percent were married and living with th ir spouse, 36.5
percent were single and living with parents, 15 percent were single and
independent, and 8.5 percent were divorced, widowed, or separated. Eleven
percent had a 4-year college degree or higher; 25 percent, same credit but
not a degree from another college; 55 percent, a high school diplama; and 9
percent had not graduated fram high school. They reported their personal (or
self and spouse or family income, if appropriate) as follows: below $10,000
Per year, 22 percent; $10,000-$15,000 per year, 16 percent; between $15,000
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and $20,000 per year, 14 percent; between $20,000 and $40,000, 35 percent;
and, over $40,000, 13 percent.

Three questions relevant to the concerns of this task were asked. The
first was a ranking of the importance of various considerations in their
decision to enroll at their institution. Their responses are given in
Table 24.

Thus: availability of courses or programs of interest, low cost, nearness
to work or residence, the reputation of the schoci for vocational or indus-
trial training, and the conviction they could handle the work, were rated as
"very “important" factors by the majority of respondents. This appears to the
research team to attest that System mission and reasons for involvement by the
students are in good agreement.

The second task-relevant question was thei: ..cing of the institution on
selected qualities. The third question had to do with the availability of
needed services. Their responses to those questions are given in Tables 25
and 26.

For both of these questions, it is hardly proper to generalize to the
System as a whole; 12 groups of different kinds of students were rating twelve
institutions. But the responses are informative.

Most inpressive were the students reactions to individual attenmtion by
faculty and staff. Seventy percent or more stated that special help from
instructors outside of class, help in program planning, help in improving
basic skills, and help in planning a career or learning abont job opportuni-
ties, were readily available.

The group discussions with students during the site visits echoed and
extended the questionnaire data, with attractiveness of programs, costs, near-
ness to hame, and special help frequently cited. Students also noted the
positive aspects of the opportunity of testing oneself to determine if a field
was appropriate or if they wanted to pursue a four-year degree. Several who
had started at a 4-year institution expressed satisfaction with the more
reasonable pace of work, and the personal attention they now received. Most
commented on the friendly and personal atmosphere generally offered (one
student said “the faculty here gives a damn!"), and valued the association
with students of different ages and perspectives in their classes. They were
camfortable with the quality of their instruction.
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Table

24

Reasons Given by Students for their Decision to Enroll

Reason

10.

Avallablllty of courses or programs
of interest to me

Low cost of education
Nearness to where I live or work

Aoility to transfer credit to a
4-year college or university

Reputation of school for vocational
or industrial training

Recammended or required by my
enployer

Recammended by a teacher or
guidance counselor

Had friends who were enrolled here

Was made to feel "wanted* by the
institution

Felt I could handle the work
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Very

Important Important Important

87.9%
68.4

62.6

42.8

58.0

19.5

22.6

18.8

44.1

67.6
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Samewhat

10.9%
25.1

27.3
29.9
31.6
23.8

31.6

30.6

38.0

26.5

Not Very

1.2%
6.4

10.2

27.3

10.4

56.7

45.8

5C.6

17.9

5.9
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Table 25

student Evaluations of Selected Qualities of the Institution

Rbility of instructors to teach |
Instructors’ knowledge of subject matter
Instructors’ interest in students

Convenience of time when classes are
offered

Efficiency of registration procedures
Camfort of classroom or shop space

Condition and appropriateness of
equipment used in class

Affordability and reasonableness of costs
Quality of student services

10. Reputation of the school in the cammmnity
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Excellent Good Fair Poor
58.1% 1%
63.

57.

40.
46.

41.

40.
57.
41.

62.

1

1

36.6%
33.5

33.6

42.1
38.2

39.5

44.7
32.1
46.5

32.2

5.2%

3.3

8.

14.
14.

16.

11.
9.
10.

6

0

o.

1
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Table 26

Students Perception of Availahility of Needed Services

Available,
Readily Needs Not
Available  Improvement — Available

1. Food services 55.6% 34.3% 6.1%
2. Social and recreational facilities 45.7 44.5 9.8
3. Places on campus to study 75.0 23.0 2.0
4. Public transportation services 35.8 25.1 29.0
5. Parking facilities 64.0 34.3 1.7
6. Special help from instructors

outside of class 70.7 25.4 3.9
7. Help in getting financial aid or

work to support my costs 65.6 28.0 6.4
8.. Help in planning program of study 70.9 25.3 3.8
9. Help in improving basic skills

(reading, writing, computational

skills) or study skills 80.6 16.1 3.3
10. Help with planning a career or

learning about job opportunities  73.7 23.5 2.8
11. Help on persoral problems not

already listed 51.6 29.5 19.0
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They were, however, frequently concerned with some critical matters.

Beyond the essential and expected issues of food service and availability of

" recreational facilities, some were concerned with inoperable training equip-
ment requiring that enrolled students take turns on that available, or
insufficient work stations, or having out-of-date equipment. Some were
concerned that small numbers of students meant intermittent course offering
requiring an unexpected wait until next term, or availability of a necessary
course only at an inconvenient day or evening time. The part-time students
were also vocal about needing access to library or other services in the
evening and on weekends.

The discussions with the high school seniors, though producing no sur-
prises, confirmed that the extant image they have conforms with mission. They
are attracted by good technical and vocational programs, low costs, ability to
transfer courses if they go elsewhere, closeness to hame, the ease of entry,
the report of good instructors, and the reputation of the institution and the
fact it is a part of their cammunity. Several in one area felt better that
the local institution was now a "Technical Colle.e* instead of a “Technical
Institute.*®

(2) Zppraisals by Commnity and Business Ieaders

As commnity and business leaders with whom group discus-
sions were held were selected and invited by the presidents, it is a safe
assumption that local critics, if they existed, were not likely *o be includ-
ed. Nevertheless, the nature of their positive view--the reasons they gave—-
ave significant. The responses fall in three categories: responsiveness of
institution to their needs, quality of training and equipment used, and
relevance of basic skills.

Although the groups octasionally contained a local board member or other-
wise consisted of satisfied customers, the institutions were rated as particu-
larly responsive to their needs, and campetent in meeting them. Good people,
who know their subject matter and how to train effectively, were available

- through the institution. Respondents believed that the faculty and staff
spent the needed time to understand the particular requirements of the
enployees, many of whom had developed pnlicies of time off, tuition payment,
or travel allowances for employees (one foreman noted “"even the [part-time
extension] instructor doesn’t get travel costs). Also notable in several
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instances was the report of a representative of a major new industry that they
were attracted to that location by tbe availability of the labor force and the
capability of the institution to transform that labor force into the skilled
specialties they need. Among the only camplaints were occasional observations
about currency of equipment, where training might have to be maved on site.
The consensus was that the schools provide a valuable and needed service, at
better quality and lower cost than the businesses or industries could achieve.
Ancther canpiaint was about the austerity of the extension budget for occupa-
tional courses, which was seen as a larger deterrant to new and reeded courses
than was any institutional lack of interest.

The respondents were also unanimous on the relevance and value of basic
skills training. %h:e evidence submitted almost always involved job descrip-
tionswheretechnicalskillwasnotenwgh-andwithnojobrelevanttovoca_—
tional, technical, or occupational programs mentioned where this was not the
case. Comments were strongest in areas with high illiteracy rates or low
proportions of adults with high school diplomas. Although many of the
respondents would naturally have been concerned about low labor costs, no one
cared to decry the importance of being able to cammmnicate in speaking or in
writing of reading and understanding, of arithmetic skills or handling mathe-
matical concepts involved.

f. A Concluding Observation

The most significant observ:-tion—-that the North Carolina
Commnity College System is working exceptionally well--should be placed in a
context with the uniqueness of the structure when compared with that in other
states. The tradition of community involvement and local control is both
alive and well. The larger context of the legislative mandates, state fiscal
support, and system governance by the State Board, recognize the potential
impact on the State’s econamic development; the structure established enhances
the necessary mechanisms of local control in the achievement of the broader
objectives. The bottom line is a rather remarkable caming together of a
cross-section of the commnity population, where individuals of different
kinds find, in their common purpose in enrolling, much to give one another.
Instruction is also sensitive and purposeful. All elements in the structure
are synergistic, and the total impact on the quality of life in the State,
though immeasurable, is substantial.
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The matter of conversion of technical institutes or technical
colleges to cammnity college status is one that has been vigorously and
variously debated since 1962 when the distinction was established by the
original legislation and, we suspect, will be for some time to come because of
the canplexity of the issues. Carefully developed arguments in the past, such
as the sanford Report (which recommended in 1981 that all public two-year
institutions in North Carolina be changed to commmnity colleges) have not been
accepted; the gpecial hurdles requiring approval above the level of the State
Board remain firmly in place with only one institution converting since 1979.

Yet, the stirring in the ranks continues. A recent (but undated) position
paper of the North Carolina Cammnity Colleges Presidents’ Association on
"Cammunity College Status" notes that all System institutions, whether com-
munity college or technical institute, *now provide opportunities for two
years of collegiate study which are transferrable towards the bachelor’s
degree at many of the state’s senior institutions,” and concludes that the
"association of transferrability with commnity college is based upon a
historical precedent which is no longer accurate or useful.* This paper also
notes that the System’s regional accrediting agency requires that 25 percent
of work required for an associate degree in applied science (the degree
offered by th= technical institutes and colleges) “be camprised of course work
which duplicates many of the freshmen and sophamore courses in a college of
arts and sciences.” Also noted is the continuing decline of the proportion of
curriculum students enrolled in college transfer programs (data on the most
recent year reported in Table 1, Section I, of this report shows only 7.1
percent of the 1984-85 FTE System enrollment to be in the College Trancfer
program). The Presidents’ Association paper concluded:

We recammend that the present requirement that only institutions
offering associate degrees in the arts, fine arts, and the sciences
be designated a "cammmnity college” be eliminated. Recognizing the
acceptance of the associate of applied science degree as a transferr-
able degree, the grcwing number of contractual agreements by tech-
nical colleges ard technical institutes with senior institutions, and
the need to ensure a broader offering of educational opportunities to
the people of the State, we recommend that all institutions within
the NCCCS be uniformly desiqnated as “community colleges. "
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The camplexity of the issues, and the fact that the stand-offs between
opponents and proponents are based on different issues that are difficult to
reconcile with one another (that is, each cide may have tended to look at one
set of issues not seen as important by the other side), behoove us in address-
ing this task to identify the issues and to look as carefully as possible at
them, toward interpreting from the apparent perspectives of both the propon-
ents and opponents (as well as fram our own) what validity each may have.
Taking two or three of the issues and conducting the research that may
illuminate those issues will not resolve the larger question, for the resolu-
tion is probably a matter of values and what the State may be willing to spend
to obtain those values.

In addressing this task, we have attempted first to inventory the issues -
from the general literature, fram working papers for the Department or other
groups (such as the position paper just cited), from several current applica-
tions (filed or holding) for conversion to cammmnity college status, and from
the Institutional Question:aires. Second, we have examined some System and
institutional data of record for the 10 institutions converting to commmnity
college status in 1969 or later. Finally, some comments and data fram the
Institutional Questionnaires seems relevant, if judiciously interpreted, and
this information is also summarized whe:. 2 appropriate.

2. Presumed Higher Status o he Cammunity College

An issue that is most frequently believed to be involved has to do
with the perception, by the institution staff and boards or by the general
public, that the commnity college has higher academic status than the tech-
nical institute or college, and hence is a more attractive and samehow more
legitimate higher education enterprise. Of the 31 technical institutes or
colleges responding to the institutional questionnaire, 12 (or 39 percent)
specifically cited this as an advantage, although only 3 or 13% of the 23
cammnity colleges responding did so. This is more frequently couched in
terms of its value in attracting students, or in contributing to the confi-
dence of the current students that their academic work is of high quality. We
note that the conversations with students and prospective students elsewhere
tended to confirm that the term "technical college* is perceived more posi-
tively by students than “technical institute,” and that “commnity college" is
a term perceived even more positively.
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A related issue, frequently expressed by representatives of the technical
institutes or colleges (and found in direct conversation with some commnity
college officials in the site visits), is a concern about a two-class system.
Given the distinction, and the review and approval process required to
upgrade, may help explain why the general public samehow sees the technical
institute or college as inferior to the conmumity college. This concern
seemed to be in the operation of the RTI principal investigator, in no way as
strong as it was in the first seven or eight years of the System, which was
when conversion was more frequent, a period when all “colleges* in the
University System became “universities,* and when (perhaps) the Community
College System institutions were less secure and practiced their vocational/
technical mission.

3. Educational Access and Opportunity

A more substantive issue is that of educational access and oppor-
tunity for those who cannot afford to go to a four-year institution, or who
are ill-prepared and therefore appropriate for the more specialized remedia-
tion that the System institutions can provide. Two assumptions are germaine
here: first, that the availability of an accessible public two-year institu-
tion attracts individuals that would not choose to go elsewhere; and second,
that such students either go on to four year institutions, or become more
marketable as well as more literate than would otherwise have been the case.

In regard to the first point, all evidence suggests that most of those in
college transfer programs would not have entered other options. This evidence
is drawn from such data as the age distribution figures for the System, which
suggest that for older persons, especially housewives or divorcees with
children, the local comunity college is accessible; we also note the mutbers
of students who work full or part-time. The transfer of senior college
stu.ents into the system, now known generally to be almost as frequent as
transfers the other way (and our conversations with such students) attest to
the more reasonable pace for them that is provided in the personal and caring
atmospheres of the public two-year institutions. It is also clear that many
entering students are apprehensive about their readiness for work at a senior
institution. Most important of all, perhaps, is the affordability attested by
cost differentials, against other options, and the fact that one can live at
hame.
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With regard to the second element (that college transfer students do
continue their education in four-year institutions), the institutionzl ques-
tionnaire asked the institutions to report the numbers of curriculum students
known (or estimated) to continue their education in a four-year college. For
the commmnity colleges, 13 reported estimates averaging 22.9 percent of their
total curriculum enrollment, and 8 reported evidences fram follow-up studies
averaging 25.5 percent of their total curriculum enrollment. For the tech-
nical institutions, 16 provided estimates which averaged 7.7 percent, and 12
institutions with recent follow-up studies reported data averaging 11.7 per-
cent of the total curriculum enrollment. These estimates of the proportions
of curriculum students who continue their education elsewhere are more likely
conservative than optimistic, because some students may "stop out” for several
years following work in the two-year institution. It is clear that the )
institutions are providing a college transfer potential that is significant,
but not overwhelming the other functions.

4. Campetition for Students with 4-Year Colleges

A twist to the improved access issue is the perception that adding
more cammnity colleges would have an adverse effect on enroilment in public
and/or private colleges in the area. This may be of particular concern to the
private colleges that have sustained enrollment declines. A Department
working paper of 3/17/83 examined enrollment trends between 1967 and 1981 in
North Carolina counties without colleges, in counties with both commnity
colleges and other public and/or private colleges, and in counties with
community colleges only. This report, which should be examined in its
«ntirety, properly concluded:

It appears that the cammnity college has had very little, if any,
adverse impact on enrollment in other sectors—private and public
senior colleges. Rather, the effect of adding college transfer
programs appears to have resulted in increased college participation.
This may be due to the fact that commnity colleges attract students
who are older, less prepared, and have fewer dollars to go to
college.

The addition of college transfer programs and converting technical
colleges to commnity colleges is a mission issue and a matter of
priority. Based upon the college participation data, it appears that
adding more college transfer programs would increase college partici-
pation and have little impact on either private or public senior

college participation.
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We note also that the increase in enrollment in the System is in part-
time--mostly quarter-time--students, who are likely to be cammnity bound at
the moment because of work or other situations.

From this evidence, as well as from our own perceptions of the commnity
college clientele, we suspect that the reverse of the assumption in the basic
issue is true--that is, the college transfer programs serve a unique recruit-
ing function for the four-year institutions, as well as a remedial function
that may improve persistence of those transferring into four-year colleges.
The threat appears to be more an arprehension than a reality, and the larger
issue is one of reduced access in areas where no commnity college exists
within reasonable driving distance. That this cpportunity and higher educa-
tional access is real and is unique is suggested not only by the increases in
total curriculum enrollment that the converting institute almost always
experiences (see Table 27 for relevant data on the conversions since 1968),
but also that enrollment in other area four-year institutions does not seem to
suffer.

5. Effect of Cogversion on the Occupational Emphasis of the Institutions

An issue of considerable import is the concern that conversion to
commnity college status would threaten the exercise of the more traditional
vocational and technical mission. Evidence to the contrary is reflected not
only by particular advantages cited by many of the institutions that have
converted, but by enrollment data on those institutions that have converted
since 1968. This is presented in Table 27.

The burden of this information is that rather than detract from vocational
and technical programs, the provision of a college transfer program has had no
deleterious impact on the FIE enrollment in any of the vocational programs
three years later. Only one of the nine institutions sustained any signifi-
cant decreases in the technical program over that period (while one increased
its technical FTE enrollment by 161.8 percent!). Although the total system
enrollment was variously increasing over the period coversd (1969-1981), the
average increases are generally above those for the System as a whole for the
periods covered.

6. Beli

Related to the issue of potential deleterious impact on mission is an
issue that would suggest the opposite: that ia, the belief that availability
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Table 27

Percent Increase or Decrease, in the Third Year of Conversion
in FTE Enroliment in Technical and Vocational Programs, and
in Total Curriculum Earoliment: Institutions Converting to

Community Colleges After 1988

Institutional FTE Percent System FTE Percent
Increase or Decrease, Year 3 Increase or Decrease, Year 3
from Yesr 1, in: from Year 1
Base Year
Total
Curriculum All Al
Year of FTE Technical Vocational Curriculum Technical Vocationa! Curriculum
MMMMMMMMMM
Beaufort County CC 1979 814 -3.1% +2.6% +3.3% +13.2% +5.3% +10.3%
Csldwell CC & TI 1979 359 +52.6% +14.0% +80.8% +30.5% +30.2% +25.4%
Coastal Caralina CC 1989 537 +45.9% +15.3% +41.3% +48 .0% +41.2% +44.1%
Craven CC 1972 524 +161.8% +34.1% +96.2% +52.4% +28.8% +43.3%
Guilford TCC 1983 3010 (Not Availab'le) (Not Available)
Halifax CC 1976 898 +16.8% +21.6% +24.,9% +3.4% +10.6% +4.8%
Martin CC 1976 472 -18.56% +29.0% +3.4% +3.4% +10.6% +4.8%
Pitt CC 1979 1847 +18.9% +8.2% +21.7% +13.2% +5.3% +19.3%
Tri-County CC 1978 458 +19.6% +19.4% +20.6% +11.9% +4.5% +8.2%
Vance Granville CC 1978 733 -21.1% +63.3% +23.6% +3.4% +10.6% +4.8%
Mean Increases +20.2% +20.1% +28.6% {(Not Relevant)

s The mesn incresse is an index based on the change, in total numbers of scudents in the institutions and program
categories named, between the base year and the second of the two following years.

Source: Enroliment records maintained by the Department of Community Colleges.
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of a college transfer program would strengthen the general education for those
in the technical and vocational programs, by providing options for substantive
courses in the basic skills, and in the liberal arts and sciences, that would
contribute to the overall education and cultural level of those in the voca-
tional and technical programs. Wwhile in the past some business or industrial
leaders may have been concerned with access to a cheap labor force, and feared
the higher salaries that s more literate group might demand, the business
leaders we interviewed were unanimous in the value they placed on more
literate technical employees. In their case, this was a matter of specific
work demands they cited, not a mere expression of the right of each individual
to proceed as far as ability and interests would take him or her. The com-
minity colleges responding to the institutional questionnaire, in particulav,
noted their college transfer program added to the salability of their voca-
tional/technical students: e.g., “More and more are calling for students with
a good basic higher education,” or "our area businesses and industries encour-
age their employees to take college credit courses."
7. Liberal Fducation for All

A similar concern to that just cited is the broader issue of the
availability of general education in areas that thinking people value, for
those who have an interest in self-improvement.. There are many, given the
overall education level of the State’s population, who are not interested in
pursuing a degree, but who may be interested in, and whose lives would be
enriched by, courses in history, literature, the arts, and other components
that constitute college parallel work. That this is available through the
general education course helps, but the formal college transfer programs,
where offered, provide more options.

8. ility of 1

In contacts at all levels - with State and local board members,
presidents, students, etc. - examples were cited of the absurdity of courses
of equal quality being generally acceptable only if the transcript carried the
commnity college label. A number noted a nursing program with classes
offered by a consortium of technical and cammnity colleges, but where only
the cammunity college students were given transfer credit by a particular
senior institution. This situation was not verified, but it does make a
point. We note, however, that on the other side only seven of tha total group
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of 53 institutions responding to the institutional questionnaire reported no
formal or contractual agreements with one or more senior institutions to award
transfer credit for general education, vocational, or technical programs.
Acceptance of prior work for credit by senior institutions is generally known
to vary from institution to institution and, to same extent, from time to
time, but it would seem from the number and date of contractual relationships
the institutions have with senior institutions that senior institutions are
more frequently crediting technical institute or college students for werk
taken in that setting.

9. BAssumption of Lower Academic Quality of College Transfer Work in

Cammunity Colleges
A concern voiced by same academicians in the four-year colleges and

universities - or by their graduates - has to do with the assumption that
liberal higher education involves certain qualitative aspects (traditionally
reflected by faculty credentials, library holdings, selectivity in admissions,
academic rigor, etc.) that are necessarily limited in the public two-year
setting, and that true college level work is not possible at this level with-
out basic changes in the structure of requirements, staff, and facilities.
This is a different issue to resolve. It is true that, in the University
System for example, what is remedial at one institution may be honors work at
another, and that the higher education community has generally responded to
the overall population needs by providing a diversity of levels of oppor-
tunity. Our overall society not only tolerates but also demands that colleges
and universities vary in both programs and levels. While the research team is
concerned with the response of some System presidents that college transfer
programs are less expensive than technical programs, because, among other
things, "we can pick up inexpensive faculty from the public schools," we also
note the significant accomplishments of the System, including the production
of several of its most capable presidents and senior administrators, and the
fact that all institutions are accredited by the regional accrediting agency
(which is where internal efforts at quality receive outside scrutiny and
ultimate approval). We note further that in the years since 1963 the System
institutions, through the open-door mandate piaced against the requirement
which all good teachers hold that their students do grow significantly in
their areas of concern, have probably been successful in getting students
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ready for continved work in other colleges and universities. wWhile we believe
the State and local boards should concern themselves with the nature and costs
of good college transfer work, we cannot believe that this area should be
generally placed off-limits solely because of the conviction that appropriate
quality can only be available in other settings dedicated entirely to work
leading to baccalaureate or higher degrees.

10. oOther Intrinsic Values for the Institution

The responses of the institutions on the Institutional Questionnaire

suggest that they believe that conversion brings other benefits of intrinsic
value to the institution. These are varied, and same probably constitute
legitimate bases for improved status. For example, a number of institutions
noted that, in addition to permitting service to new markets, conversion
involves new markets that contain prospective students who are more academic-
ally motivated than their current markets. As a consequence, program offer-
ings and options would be broader and richer, faculty "depth® would be
increased, libraries would be improved in important ways, and accreditation of
all programs would be easier to maintain. Some institutions also noted that
the new student markets would generate new fiscal support or equalize an
important inequality in State funding across the institutions that now exists.

11. Costs to the State

We have reserved until last the issue that probably has been and will

be the most critical factor in the ultimate resolution of the issue. That is '
the fact that the addition of college transfer programs may generate s1gm.—
ficant new support needs and demands on the State budget.

In a September 4, 1985 memorandum to the Department’s Policy Council,
Dr. Sanford Shugart of the Department has addressed the issue of the addi-
tional cost of permitting all 34 technical institutions "to change their names
to commmnity college and, on a local option basis and with adequate demonstra-
tion of need, seek approval to add the college transfer curriculum program. "
Under a “worst case" assumption (from the point of view of those concerned
with state budget) that the minimm enrollment standards of the N.C. Admin-
istrative Code (NCAC 'Title 23, Chapter 2 C.0105(c)) would be precisely met for
first and second year numbers (132 FIE students during the first year, and 220
in subsequent years), assuming the 1985-86 funding allotment ($2,250.95) per
FIE, and assuming that no general education students now served would switch
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to this program (and most probably would), Shugart reports that the cost per
institution would be about $297,000 for the first year and about $495,000 for
the second year. Assuming further that all 34 technical institutions chose to
apply at once and won approval, the first year cost for the System would be
$10,102,264 and the second year $16,837,106. This, Shugart notes, constitutes
an extreme upper limit for estimated costs.

Under a different set of “worst case" assumptions—that all 34 will
convert in the same year, that the 1985-86 FTE funding allocations cited will
apply, that occupational enrollment levels will remain constant (our review
reported earlier suggests occupational levels are likely to increase), and
that the 34 institutions will show the same pattern of increase in numbers of
college transfer program students minus numbers in general education that was
exhibited by the last seven institutions to convert--Shugart estimates that
the additional cost would reach $15,563,068 the third year, representing
approximately a 5 percent increase in the total operating budget for the
System. Again, this estimate sets an extreme upper limit, for we note that
same institutions saw the principal hurdles to be at the local, not State
levels, and that privately same senior representatives of the institutions
stated, flat out, that vocational and technical education was what their
institution Jid best, and that they would not choose to convert.

Without taking sides on this question at this point, we note the fact that
not all institutions now would convert unless this was mandated and supported
at the State level (i.e., by the General Assenbly) and agreed to by the county
camissioners. The larger issue remains: adding the college transfer program
to all or same technical institutions will inevitably generate additional
costs to the state, though we believe this cost will be well below the worst
case estimates of the Department. Even if the decision were made to allow all
technical institutions to convert, time would be required for planning (appli-
cations should outline courses to be offered, faculty to be involved, etc. in
additio) to “making the case* and presenting cost estimates), and schedules
could be set by the proper State authority for phasing in the new programs
consistent with other budget decisions. The decision, for the State Board and
the General Assembly, is one of how much value will be added to the people and
the econamy of the State by additional college transfer programs, and how much
the State is willing to spend to obtain that value. It is this issue that
will ultimately decide the matter.
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Before closing this subsection, we note an important concern of same of
the cammunity college respondents to the institutional questionnaire: that
is, that the conversion of nearby technical institutions would probably reduce
enrollment in their college transfer programs. If this concern is well-
frunded, and it may be in some areas of the State, the suggestion is that the
interest and concern of one area constituency in having its own comunity
college st be considered in terms of whether sufficient state investment is
already being made elsewhere, given the costs of the program. Still another
concern that we draw from disadventages noted by students, in small institu-
tions, in the college transfer program: normal attrition may reduce second-
year class sizes to levels that mean costs of providing these classes have to
be drawn from support otherwise invested in other instructional program areas,
or that two-year programs stretch, for the full-time students, to three years’
duration because of the institution’s need to wait for sufficient enrollment
potential to offer later classes.

F. Tuition for Colleg Transfer Courses
1. overview
The final task under the contract was to determine "whether tuition
for college transfer courses should be conparsble to tuition charred by the
constituent institutions of the University of North Carolina.*

Immediately, the issue invokes several kinds of considerations. First, an
increase in cost has revenue implications, which can be estimated by multiply-
ing the increase from tuition charges times the numbers of credit hours , on
which tuition charges are based, for registrations expected to be "sold" at
the new cost. Second, and implied by the element of how many of the current
or conventional students would register at the increased cost, there is the
issue of credibilty and acceptance by the general public. Third, since
college transfer courses, as general education courses, frequently form
important. components of occupational programs, there is a need to consider how
charging would be managed. Fourth, there is the matter of equity--to indivi-
duals and to institutions. Is it fair for the State to provide iower cost
college work only to those in cammiting distance of a cammnity college, and
not to others? 1Is it fair to the f:ate’s senior institutions to undercut, at
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State direction, their charges? Finally, what are the implications for access
to the System and for its mission, and for impact on the System institutions?

These are questions primarily for careful and judicious speculation, with
the last issue cited--probable impact on access and mission--of overriding
importance. That issue will be addressed first.

The current cost to an in-state student for general education or
college transfer courses in the Commmnity College System is $4.25 per credit
hour, or $51 for students taking 12 or more hours (which is ccnsidered full-
time); the tuition rute is set by the General Assembly. Thus, a full-time
student in a college transfer program in the Community College System would be
charged $153.00 per academic year of three quarters. Other significant costs
are textbooks, which will average upward from about $300 per year; fees, about
$50 per year, and transportation costs. Assuming a conservative $0.20 per
mile for driving, an average round trip of 20 miles, and attendance five days
a week for three 11-week terms, the transportation cost would be $660 per
year. Thus the college transfer student in the Commnity College System
sustains costs directly associated with college attendance of about $1163 per
academic year.

An in-state student in a baccalaureate institution in the University
system, enrolled full-time for an academic year, would currently sustain
tuition charges of $350.00 per academic year. For the research universities,
camparable tuition charges are $480, and for a middle range of institutions
the camparable tuition charges are $410. In-state annual tuition at the N.C.
School of the Arts is $732. To these tuition charges are added (institu-
tional) fees, which are usually in the neighborhood of $300 per year.

If tuition for college transfer work were charged at the lowest University
system rates, these costs for the full-time college transfer student would
increase from about $1163 per year to about $1360 per year.

In our sample of students, about 40 percent report personal or family
incomes of $15,000 per year or less; for the college transfer students, the
proportion would probably be equivalent or greater. We suspect that increase
of tuition to the lowest University System level would place an additional
burden on about half of the current students.
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The institutional questionnaire asked the respondents to indicate whether
tuition charges should be increased for college transfer, general education,
technical, vocational, and continuing education qualifying for FTE; only four
institutions responded in the affirmative for college transfer courses, and
three of these were institutions that felt tuition should be raised in all
instances (one institution of the four recammended continuing present tuition
charges for technical and vocational program courses). In the site visits,
the unanimous reaction to the basic question was that increasing college
transfer tuition to University system charges would inevitably and effectively
close out the program, because a sufficient number of students of the kinds
now served could not afford it. We also noted that even if the institutional
representatives’ assumptions are not correct, class sizes could still in some
instances drop to the point where it would no longer be feasible for the
institution to offer the program.

We suspect that the institutional reaction to the question is not one of
whether or not the college transfer programs could be continued, but a matter
of challenge to the very foundation of the principle, deeply emb=dded in the
System from the beginning, of making all programs offered within the means of
those who cannot afford other options. These are the minorities, the workers
displaced by technological advance or seeking to upgrade skills, the
divorcees, the families for whom upward mobility through higher education for
a chance to satisfy inner hungers for learning, knowing, and thinking, for
wham this opportunity would be made more difficult.

Charging tuition at University System levels could, as noted in the
prior subsection, prevent some students from entering college transfer pro-
grams, thus discriminating against these individuals. This discrimination now
exists, however, for those in areas where the State has not provided a college
transfer program. Removal of this factor would thus put all prospective
aspirants on an equal basis, -ut the equality would be an equality of handi-
cap, not an equality of advantage.

It is also germaine to look at the prospezt of charging tuition at Univer-
sity System rates from the standpoint of fairness and equity for the institu-
tions. By offering college-level work in one kind of State institution at
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lower prices when cawpared with the prices in the State’s senior institutions,
are we taking enrollment away from the senior institutions? 1Is it fair for
them to be undercut by the legislative authority responsible for the other
system as well as for them?

This matter becames more camplex when the per-student support by the State
is taken into consideration. Without attempting to provide statistical
detail, we hold simply that per-student support is already substantially
higher for University System institutions——and is determined on different
ground rules and allocation procedures. The larger issue becames: would it
be fair to remove inequities between the two classes of institutions in tui-
tion charges, thus making them seem equal options for prospective students
(or, more precisely, for that portion of the prospective students who qualify
for university system admission, who do not have to live at hame, and who )
would feel comfortable in the college ox university system climate), while not
supporting the two claeses of institutions at equivalent levels or while using
different allocation forrmlas and procedures? This is a matter, of course,
for the General Assenbly to decide.

4. Implications of College Transfer Tuition Increase for the Operational

L 3 £ 1] ceys

Should the tuition charge implied by the basic proposition be put
into effect, there would be same difficult decisions that would need to be
made about charging policy and practices. The alternative of the higher
trition charges for all students enrolled in a college transfer course would
discriminateagajnsta:xidetertosaneementthoseoompationalpmgram
students from enrolling in these courses. There would also be some impact on
accreditation requirements as well as on the concept that such courses are
relevant to or necessary for those pursuing solely technical or vocational
goals. If fewer vocational or technical students enrolled in college transfer
courses, the quality of the occwpational programs would, by academic standards
now generally accepted, be reduced.

On the other hand, charging students not on the basis of the course in
which they enroll but on the basis of their programmatic purpose would, as one
registrar stated, create an administrative nightmare in assessing proper
tuition charges, as well as present to the college transfer student some
evidence that he or she is, through the higher tuition charges, subsidizing in
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part the costs for the occupational students. Differential charging in terms
of programmatic purpose would also press students who are interested in
college parallél work to declare themselves as occupational students. In
accepting transfer credit, senior institutions are concerned with the nature
and content of the course, not with what was charged for it; this practice of
accepting credit on the relevance and merit of the course is not secret, and
higher tuition charges, particularly without higher investment by the state in
these courses, would convince no one that course quality against University
System standacds has been or will be improved.

Although the general public is aware that there are substantial state
cost subeidies for the operation of the Cammmity College or University System
institutions, they also believe that there are important differences in the
total costs of operating the programs. Faculty credentials and salaries, or
instructional support facilities such as libraries and laboratories that are
provided by the University System, are more expensive than what is provided by
the Cammnity Colleges (where indeed the high cost programs are not the
coliege transfer programs but the *"hi-tech” work involving expensive equipment
and faculty salaries campetitive with those in such industries). Charging
equivalent tuition would seem strange to many obeervers, and place the policy
makers in a position of appearing to penalize those baccalaureate degree
aspirants who would opt for or could only fit into the cammnity college
program.

Of course, it is only fair to recognize that effective traditional college
and university level training for those not qualified in traditional terms nay
be more expensive in other regards--e.g., additional instructional time or
individual attention by the instructor out of class is required, remedial
services or learning laboratory support is necessary for a larger number of
students. The Community College System institutions provide these through the
administrative and instructional support allocations. Should an increase in
tuition to University System levels require, for public accountability pur-
poses, an audit of the cost elements in each systom, this, in turn, could lead
to regulations (if not changes in the allocation formulas) restricting same
kinds of instructional support to college transfer support, which would be
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another difficult matter to resolve equitably, creditably, and without dele-
terious consequences for the occupational program students.

Reven e QAL LOS O cal) [ L & ] A ege lran

Uni ity Level

Taking the simplest approach to this issue: Department records show
that in 1984-85 15,838 credit FIEs were generated by the students enrolled in
college transfer programs in the Conmunity College System. (The credit FIEs
are based on the more conventional concept of credit hour load, which is rele-
vant to tuition charges and revenue therefrom, and is not the System FIE based
on contact hours which determines allocations to the institutions.) Assuming
that the numbers in 1986-87 would be the same as in 1984-85, together with
assuming that college transfer students would be charged at the new rates for
any course for which they register, and that no vocational or technical
students would be assessed the additional charge if they take one or more
college transier courses, the increase in revenue for the State would be the
diffexemebetweenlS,BBBcreditFEsat$153percreditmandthesmte
number of credit FTEs at $350 per FIE, or $3,120,086. This, to those con-
cerned with fitting available funds to public needs, is a significant amount.

Tet: unl2ss the logic of the arquments presented in the prior subsections
on this matter is seriously flawed, the impact of the change in tuition rates
could have a depressing effect on the numbers of students who would enroll.
Thus, the additional revenues that would seem immediately in prospect are
optimistic. If, as we suspect from other data presented in this report that
increase in college transfer program enrollments increase, rather than
decrease, the numbers enrolling in curriculum occupational programs, the
decreaseinrevenuecouldbeevengmaterthanthatprovidedinouresmate
above.
7. ot ing ion

It has been noted that the overwhelming majority of respondents to
the Institutional Questionnaire, as well as of the many others with responsi-
bility for the System or cne of its institutions and who were contacted, were
not in favor of any tuition increase. Many of these noted that the tuition
charges in North Carolina are among the lowest in the nation, but held firm on

the recammendation that tuition charges (except possibly for self-supporting
L
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courses, where charges are necessarily a function of actual costs of delivery)
not be increased.

A notable exception seemed to be the students and prospective students
themselves, as well as some business and industry representatives who cover,
as a benefit, costs for employees who enroll. The mmbers and representive-
ness of those we contacted in this regard are seriously inadequate for any
definitive findings, but the vast majority of students and prospective
students indicated that modest increases in tuition-——even doubling, consider-
ing the current low cost——would not have serious impact on their dacision to
attend or their continuing attendance. This point was made in instructive
ways. For example, students almost always cited the costs of required bcoks
and equipment, which seemed to them to be about four times as much as tuition,
as the significant cost, and while this came as a surprise to same, others
considerec it reasonable, given today’s costs of living. Others make such
statements as "Tuition for full-time work is less than what I‘'d spend on a
portable cassette player or the price of a good meal in a nice restaurant.®
And, we had to take serious stock of the larger consequences implied by the
reports of same respcndents who stated, where queried about attrition rates
and causes, that dropping a course after the drop-add period is of little
consequence - “the student has so little invested in it.” We note finally
that of the total cost to the student for tuition, books, and transportation--
estimated crudely in subsection G.2 as about $1163 per year—-would increase by
only about 13 percent if current tuition charges were doubled.
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IV. CONCLUSIONS

A. staffing

This task involved the determination of proper staffing patterns within
the Cammunity College System, with special emphasis on the implications for
base and enrollment formula allotmerts. The essential strategy was to attempt
to utilize associations among current staffing patterns and trends, on the one
hand, and the variations among the institutions in program and enrnllment mix
that might require variations in staffing on the other, as an experience-bred
indication of the necessary solutions that the institutions collectively have
made or should make. The conclusions drawn from the findings reported in
Section III are:

averages in each major staffing category give an indication of broad
staffing configuration across all institutions, considerable varia-
tionswerenotedevenwheninstitutionsaregroupedbysizecategory
or institutional status, or when positions are examined in the
aggregate or by deta:.led Job title.

am_mmnt_ai:affmg_dmmmnmm With the exception of clear
statistical relationships (which were especially marked in the medium
to larger sized institutions) between enrollment and all staffing
except senior administrative staff in some instances, there were no
other strong associations with factors reflecting enrollment mix or
trends. This suggests that the institutional staffing patterns tend
to be relatively unique, independent and varied institutional solu-
tions, under local optlons, for accatpllsh:rent of the work required.

cedures and formilas te i i i . At

least 90 percent of all institutions responding to the questionnaires
indicated that current allocation formulas and procedures are
inadequate in regard to salaries for faculty in both curriculum and
excension programs, as well as for administrators. There is less
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expressed concern for numbers of faculty positions generated as a
function of FTE, although there is wide sentiment for same reduction
of the ratio (from 22:1 to 20:1) to reflect the mmber of courses
taught at less than one instructor to 22 students. Concerns are
partlcularly strong about the extensmn instructor salary allotment.

salmes_pa:.d_m_the_mmm;gns The nurber of full-time curricu-
lum instructors, is usually less than the mumber of positions pre-

scribed (with the difference potentially made up by fluctuating 2
nunbers of part-time instructors), and the average salaries actuully

paid are lower than the formula prescription. For the faculty member
concerned about his/her salary level against the budget formla

"standard,” or the legislator concerned about either actual numbers

enployed or reasonable faculty saiary scales, the fornula values are

thus msleadlng

itions i i ini i ry. While
our data tend to corroborate these findings, respondents to our ques-
tionnaire noted that the base allotment of eleven administrative
positions favors small mst:.tuuons.

areag. Increases in part-time enrollment strain support staff who
must give part-time students the same time as given to full-time
students; and corpetitive salaries for clerical staff are higher in
urban than in rural areas.

B. Methods of Calculating Student Enrollments
This task involved a determination of the most appropriate methods for
calculating student enrollments with special emphasis on the most appropriate
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census date for collecting enrollment data. The findings evoke a number of
implications for the formula budgeting process currently used to determine
State operating forrmla allotments for the 58 institutions in the Community
College System. The major conclusions, both for the general budgeting process
and for the supporting enrollment data, are as follows:

J.mi'.nm.maal_cgsra This system represents a mdely acceptable,
easily understood basis for budgeting funds to institutions. It also
carpensates more adequately for the variations in instructional time
per hour of credit that exist in the System institutions’ programs.
Student enrollments also form the basis for legislative allocations
to the other two major publicly-supported educational systems--public
schools and higher education--in North Carolina. Selected weaknesses
of this basic approach (e.q., historical enrollment data provide an
imperfect basis for establishing new directions or responding to new
opportunities) can be addressed by special incentive programs

- specifically established to allocate a portion of total System
appropriations.

. Ahasignrincinle of the budgeting process should be to reimburse

services to students. This conclusion reaffirms the basis of the
current resource allocation process, although, as pointed out below,
the factors currently used in this process do not provide an accurate
measure of current costs. Within this system, established audit
procedures assure the legitimacy of claimed costs while continuing
campetition for student enrollments, particularly in this period of
declining size of the age cohort that traditionally participates in
postsecondary educational opportunities, assures the continuation of
campetitive pressures to lower costs.

wm:klgads Student enrollments are the obvious choice of workload
measure for educational institutions. Costs of serving these enroll-
ments reflect the time and other resources used by instructional and
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support staff. Due to the instructional technology that is currently
used throughout the System, the time spent by students in actual
classroom/laboratory attendance provides; as noted, the most appro-
pr:.ate and compreheinsive measure of these time commitments.

Various data bases and reportlng systems--registration, academic
grading, financial--are being integrated at the institutional level
through the Prime minicamputer and associated software systems.
Institutions are currently using these hardware and software systems
both for their own internal management purposes and for reporting
appropriate data and information to the Department of Community

Colleges.

lQad_J.n_me_sttgn The current factors do recognize certain differ-
ential costs of providing services (e.g., the higher costs of
instructional services for curriculum than for extension programs) .
However, the relationships among many of these factors were estab-
lished several years ago. The maintenance of certain fixed factors
(e.g., student/teacher ratios) and the granting of across the board
relative increases for others dces not reflect changes in underlying
conditions in the iabor markets for instructional and supporting
staff or technological changes in providing instructional and other
services. The result is that the current allocations do not reflect
the current costs of providing services, as evidenced by an excessive
number of institutional requests for budget reallocations throughout

the operating year.

tional Support. Personnel

This task, related closely to issues raisel in the task reported in Sub-
section A of this section, involved the determination of whether the shift
to more part-time students has had impact on the need for administrative
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and instructional support personnel. The principal conclusions need to be
viewed in terms of a sumary of principal findings ‘These findings are:

DEeT 100 O Y/8-~/9 Nrouan

"

A o WV (16 iOd LGN -‘—:.u’».' alild d 1S DL 'l .Il‘ For
example, in 1984-85, six institutions had from three to four times as
many UDHCs than FIEs, while two institutions had more than eight
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s_tndent& Students enrolled for three—quarter loads not mfrequently

rate the various services as very important more frequently than do
full-time students.

students may, in practice, s“fect instructional needs as well. For
same institutions, the change has been one of increasing numbers of
evening students for programs for which there is also a day-time
class demand. This involves a consequent need to offer the courses
in larger numbers of smaller sections, which reduces the adequacy of
the FTE-based allotments to meet actual costs.

Our principal conclusions are:

testing specialists. That no differences were found in the perceived
adequacies of the FTE-based allotment formulas among institutions as
a function of UDHC/FTE mix is believed to be explained by other
forces. First, the institutions are operating under extreme strin-
gencies of budget. Second, each institution has same flexibility in
assigning allocations to positions. Third, increase in mumbers of
positions that operational necessities impose if the institution is
to operate, such as the accounting clerks that must process regis-
trations and fee payments, are met, but at the expense of other
positions less critical to operation.
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D.

The Effect: £ ¢ ynins ion, and P ams 3 i1l
ing the § 'g Missi
This task involved the determination of whether the System’s governance,

administration, and programs are effective in fulfilling the System’s mission.
The principal findings and conclusions are:

statutory and requlatory authority. It is a new Board, having
assumed full responsibility for the System on January 2, 1981, and is
necessarily still in the process of developing its policies and
strategies. At the institutional level as well as at the Depart-
mental and State Board levels, there is strong agreement that it is
the proper locus for determining and effectively representing the
needs of the System as a whole to the General Assembly, and for
pol:Lcy and overslght for the System

Board. Same believe the Board does not use the authorities it has;
others see its authority too often pre-empted by the General
Assenbly, particularly in the independence with which special alloca-
tions are granted to the institutions; still others feel that there
has been real progress and genuine accamplishment in its recent
formal actions and less formal interactions.

made good progress toward its attainment. Yet, the_BQa:d_needs_m_be
strengthened. This can be achieved through its own deliberations and

actions, through the judicious selection of matters brought to its
attention by the State President, by the nature of its interactions

with the local boards and presidents, and possibly through structural
changes that are the discretion of the General Assembly. Its respon-
sibility to and credibility with the General Assembly needs to be
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enhanced, noc in any way contrary to the specification of its role
and function, but through enabling the snarpening and maintenance of
its perspectives on the needs of the State relative to the educa-
tional mission of the System, and the policies that would facilitate
the cost and operational effectiveness of the institutions in their
fulfillment of that mission.

The Local Boards:

The functioning of the local boards, in regard to their responsi-
bilities for their camminities anc' institutions, is generally found
to be exemplary. Recent changes in their structure and appointment
procedures may have politicized these bodies more than many current
menbers and presidents feel is desirable, with particular regard to
the difficulty same local school board members may have in repre-
senting equitably both educational system interests. There is
interest in and need for increasing interaction with the State Board,
toward informing the State Board of local needs and interests, and
toward understanding the policies and requirements that the State
Eoard establishes to guide their functioning and the institutional
solutions to local needs. On the whole, however, the effectiveness
of these bodies in assuring the success of their institutions in
fulfilling their mission within their designated cammmnities attests
to the intrinsic wisdam in their structure, and to their experience
over the course of the development of the System.

aenLe_the_Si:ate_wJ.l_m_Lhm_mgam Although occasional instances

of mismanagement or errors in judgment exist as would be expected in
so large and diverse a group as the local institution presideats
represent, we find such instances rare (though they may frequently be
blown out of proportion by vocal critics), and are problems bred in
most instances by the presidents’ concern for their commnities and
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students on the one hand, and the fiscal austerities under which they

operate on the other. And although local presidents are seen by same
as desiring more local autonamy than may be desirable, or as tco much
consumed with their own vested interests, they implicitly and
explicitly manifest the need to operate together as a System, and to
be guided by strong though sensitive leadership at the System level.
our principal conclusion is that thiflﬁldmg_of_the_educatm_

J.s_mamfest_mmdly_at_the_lmaj_lmla We find no serious
challenges fram the current governance and administrative structure,
to a literal interpretation of the mission as prescribed by the
General Statutes. We also believe that mission attaimment is serving
the State, its people and its econamic develbpment, and the quality
of life in North Carolina, remarkably well.

E. Conversion of Technical Institutions to Commmnity College Status

This task was concerned with determining if the System’s mission is best
served by permitting technical institutions to convert to commnity college

status.

Our principal overall conclusion is that this is a matter that can

only be resolved by the State Board and General Assembly through attention to
the validity of all the issues inwvolved, including the implications for
mission and the support necessary to secure adequate quality of the programs.
The issues found to be relevant are:

The association of higher quality with true commmity college status
ig a real and pervasive perception of the prospective students, and,
to some extent, the cammnities. Yet, while the institutions value
this perception for its role in attracting students who may profit

from their services, and although they recognize intrinsic values for
the institution in conversion, their predaminant concern appears to
be continued service in the full and honest expression of the
enhancement of educational opportunity without jeopardy to the voca-
tional-technical mission ¢f the institution.
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is also a positive impact potent:.al of the college transfer program
on the quality of the vocational and technical programs.

The i £ 1) 1 level ] bli 1 ori

opportunities are sametimes available to communities without com-
munity colleges through similar institutions within reasonable cam-
miting distance, that conversion invo® :s increased costs to the
State, that minimm numbers of student . are needed for efficient
operation, #nd that same cammnities are interested .n maintaining
the devotion of their institutions to the vocational/technical roie,
it is not likely that all technical institutions would, should, or
could be readily converted to commmnity college status at one point




o bility of Tuition for Collee Transfer C to UNC Sust

ps

The matter of whether tuition for college transfer courses should be com-
parable to tuition charged by the constituent institutions of the University
of Torth Carolina was considered, within the time and cost limits imposed, to
be be “er addressed by informed and logical analysis than by enpirical
resear... Our principal conclusions are as follows:

mmm_dm Tuition chast for a full-time
in-state student in the System’s college transfer program are now
$153 for a full academic year. Tuition charges for a similar full-
timstudentinabaccalaureateinstitutionofthemCSystemare )
$350(whichisthelmtofthreemitionmtescurrentlychargedas
afunctlonoftheparmcularlevelofmstlmtlon)

sentatives. Those respondents quest:.oned feel that such a decision
wmlédenymsstoala:geporﬁonoftheusuﬁeutorpmspecuve
student constituents, or would remove the incentive provided by the
current low costs for enrolling in this program.

sidered. Given other fixed costs, oonservatlvely estimated, for a
full-time student for one academic year, of $660 for transportation,
$300 for textbooks, and $50 for fees, the curreat total is $1163.
The total assuming the University System tuition rate would be $1360,
anmcmaseofonlyaboutl?percentovercunentcosts

that many vocational or technical programs are more costly to operate
than college transfer programs, and that a credit hour (for which
tuition charges are assessed) is less likely to express adequately
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the contact time (on which budget allocations are based) that is
required in vocational/technical programs.
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transfer program courses. This should be considered an upper limit
for potential revenue increase because of the possibility that

reduced enrollment in college transfer programs wouid result from the

indicated that against the more significant costs of books and
required equipment, and other necessary costs, tuition charges are
relatively insignificant.
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V. RECCMMENDATIONS

This final section presents the recammendations that the research team
draws from the findings and conclusions of the several tasks. Because of the
camon concern with staffing of tasks 1 and 3, as these tasks were specified
by the General Assembly, the recommendations in this regard are presented
together in the initial section, followed by the recammendations drawn from
the findings of the other four tasks.

A. staffing
ItlsreoaunendedthattheStateBoardofCaummtyColleges

formlas. Ihetelssmeconﬂxslon, mpartmular in the use of the
salary units for curriculum and extension faculty in the budget
foroula. while the unit dollar values are perceived, by the Depart-
ment of Cammunity Colleges, as necessarily artificial amounts for
allccation purposes, they are viewed as normative by same institu-
tional staff. The discrepancy between these unit salary amounts and
the average salaries for full-time curriculum and extension faculty
(or between the mmbers of staff positions prescribed and the actual
numbers enployed), are considerable. Further analyses are necessary
to detemmine the impacts of differential formmla unit/salary struc-
tures on the overall State Budget, as well as on institutions. It is
important, however, to go further than was possible in this study to
examine the adequacy of salary structures in comparison with com-
petiti--> employment in the state as well as the nation, and the
implications for position and salary allotments in both curriculum
and extension categories of instructional staff.

allomnm;s From the perspective of workload, the FIE is a less
meaningful unit of measurement for administrative and support
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services than headcount enrollment. Student services must be pro-
vided equitably without regard to the full-time or part-time status
of the students. Funding positions on the basis of FTE therefore
results in critical personnel shortfalls in administrative and
instructional support, and particularly clerical, positions. In
addition, the growing number of adults anticipacing or participating
in contimuing education presents a different population, with dif-
ferent expectations from traditionally younger postsecondary stu-
dents. Further analysis is needed to implerrmt this recommendation.
Since institutions appear generally to have met these necessary
position requirements under local options for budget assignment,
determination of the per UDHC unit cost may be established through
adit of current costs for such personnel. Basing a UDHC formula
upon acconmodation of current staffing levels will ensure a "hold
harmless* provision, thereby guaranteeing no unfair loss of funds to
any institution.

ing full-time ipstructors throughout the State. Information is
currently available at the state level on mmbers of part-time
faculty by institution. However, these are anmual statistics,
compiled for the fall of each year, providing at best a “snapshot”
for state administrative purposes. Little systematic information is
collected however on the institutional ebb and flow of these
appointments during the year, largely because of the reporting burden
such data collection efforts would represent to institutions, and in
addition, because of no clear statutory requirement on which to base
such a request. We do not want to recommend unnecessary additions to
the already considerable data burden at both the local and state
level. However, in view of the substantial reliance on part-time
faculty reported by institutions during our study, it seems important
to assess periodically the characteristics of this component of
instructional staff across time, and also to lock at quarterly trends
for at least a sample of institutions.
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the institutions in our sample stressed the inadequacy of the present
resources for staff development, and the need for keeping instruc-
tional staff up-to-date on both technological developments and
instructional methods. One way of signalling public commitment to
faculty development is to provide direct incentives through setasides
in the allocation process. These funds should be used at local
discretion under guidelines set by the State Board of Cammnity
Colleges, but only for staff development, and should include but not
be limited to such activities as attendance at technical seminars,
professional meetings, forma! graduate training, and brief periods of
experience in private sector jobs related to instructional
respons:.bllltles.

Qf_mdqej:ed_m_msmgna Considerable human resources are poten-

tially available in local cammnities for use in volunteer instruc-
tion. Surrounding businesses may have skilled employees willing to
volunteer their services. Growing numbers of retired psople in same
areas of the state constitute a wealth of skilled, and in many cases
experienced instructors. Where appropriate, these sources could be
tapped for voluntary participation, and if they were permitted to
generate FTEs, would free up fiscal resources for other positions.
Present ﬁolicy requires that 60 percent of instructional services
must be supported by state funds in order for those services to
generate FTEs. This restriction should be relaxed to pemmit use of
volunteers in generating FTEs. A cap should be set on the maximum
amount of FTEs permissibly generated by this means, for example 10
percent of total FIEs.

Methods of Calculating Student Membership Hours

ItlsrecattnendedthattheStateBoardochnmnutchlleges
1. :

an_offmaLdmpzaﬂ_pgnm This drop/add perlod, which should be

incorporated into the instructional process, represents the time at
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which final commitments are made for the quarter to both faculty and
students. As such, it represents the best point in time at which to
measure the size of the teaching workload for the quarter. Although
institutions can be given same flexibility in establishing the
specific date for the end of the drop/add period, in general it
should fall within the first 25 percent of the quarter’s instruc-
tional process. Final collection and reimbursement of all tuition
and fees should be tied to this date to provide a basis for subse-
quent audits of both enrollment and financial data. All enrollment
supported by State funds should be reported on this date, with the
exception of multiple entry, multiple exit courses, for which special
procedures should be developed.

The basis for this integrated management system has been implemented
at most institutions with the installation of the Prime computer and
associated software. Appropriate refinements to the data management
and systems reporting software should be implemented to support the
improved enrollment calculations. State financial suppor: should be
provided for appropriate systems analysis staff at each institution.
State level financial support for development of appropriate software
systems and staff training is also required.

enrollments. The principal purpose for using FIE enrollments in the
budgeting process is to develop an accurate measure of the workload
involved in providirg instructional and other services to students.
Since the instructional allotment accounts for approximately two-
thirds of the total State operating fornmla allotment, and since the
FIE-based forrmla will continue, it is essential that the FTE calcu-
lation provide a valid measure of the workload for instructional
activities. BActual time spent in class, or membership hours, pro-
vides the best measure of this workload. This is particularly true
in view of the substantial variation between membership hours and
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credit hours for a given curriculum across the institutions in the
System.

Cortinue to base budget allocations on quarterly FIE fiqures. As
indicated above, under the current budgeting approach, the FIE
figures should provide a valid measure of workload throughout the
academic year. Given the magnitude of the quarterly variation in
FIEs, it is appropriate to base the annual budget figure allocations
on these quarterly figures.

Retain ] basis for calculati iculun FTE 1lment
on the traditional academic quarters. The current procedures provide
implicit recognition of the relatively higher costs of curriculum
over extension programs by basing the budget FTEs for curriculum
programs on the highest three quarterly enrollments rather than on a
four quarter average. Although detailed cost figures were not
obtained or developed during this study, interviews indicated that
the costs of curriculum instruction do in fact exceed those of
extension instruction. In the ¢eneral agreement among the institu-
tional presidents that the FIE is the most appropriate basis for
determining cocsts of instruction, and the fact that the current
fornula budgeting process does not accurately reflect actual costs of
instruction, changing the basis of calculating curriculum enrollments
would merely substitute one uncertain procedure for another. Sub-
stantive changes in the forrula should only be undertaken to provide
a more accurate reflection of actual costs of instruction, as
included in a subsequent recommendation.

eveloD e DO am O atig e

tions in the system. Given an FTE-based budgeting process, incen-
tives will remain at the institutional level to achieve a higher
share of systemwide FIE enrollments. Linking the quarterly census
date for calculating enrollments to the end of the drop/add period,
with an attendant combined audit of financial and enrollment data,
will help to alleviate these pressures. Widespread distribution of
each institution’s audit results throughout the System as they become
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available will strengthen a self-policing system with appropriate
peer pressure to reduce abuses

The current budgeting system implicitly recognizes variations in
costs of instruction by providing differential funding across program
areas. However, the current funding levels do not reflect the varia-
tions in these instructional costs in an accurate manner, and tend,
in particular, to force occupational extension program delivery to
operate under particular stringencies. Explicit recognition of this
principle and adoption of appropriate revised budgeting procedures
should be cons:.dered by the Board of Commnuty Colleges

should measure the effects of variations in instructional programs,
institutional size, different location, etc. on instructional costs.
Particular attention should be devoted to assessing the marginal, or
incremental, changes in these costs due to changes in enrollment
levels over time. The results of these detailed analyses should be
incorporated into the formula budgeting process, with the assurance
that no institution’s financial position would be adversely affected
by the introduction of the new allocation process.

: | Admini :on
The issues raised by the General Assembly in the area of effectiveness of

governance and administration involve several responsible parties in addition

to the State Board. Accordingly, recammendations are presented separately for
the several parties.

It is recommended that the General Assembly:




authority. In these deliberations, the General Assembly should be
sensitive to any negative aspects of politicization of the Beard, to
the size of the Board for maximal operational effectiveness, and to
the need for representation among the members of those who understand
policy-making for the educational enterprise as well as those who may
capably represent the interests of the-particular constituencies--the
citizens, the commnity, and business leaders, and those concerned
with the economic development of the State--that the System and its
institutions serve.

. Wil O 2 LIEX

of the tra 3 0C3 o indivi-
dual institutions bv the Gemeral Assembly. The impact of the special
allocation tradition is generally perceived, at all levels of
governance and administration in the Commnity College Svstem, as a
matter of putting individual institution interests over the needs of
the System, and as encouraging ascendancy of individual institutions
over the System as a whole. The recamended consideration is a
matter, for the General Assembly, of reaffirming the role that the
State Board and Department should in actuality assume in assuring the
equitable distribution of available funds, and the centralizati on,
toward State interests, of authority and control of educational

aspects by the most appropriate authority.
It is recommended that the State President and State Board:

1. Continue the focus on the priorities for the effective management of

necessary controls at both the System and local levels in regard to
the operation ¢f the local institutions. This may involve such
mechanisms and strategies as: studies to determine the long-range
'needs that institutions must serve for the technological development
that may be expected to occur in the future;"~ studies to detemine the
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2.

condition, quality, and appropriateness of equipment used in
instruction and training; studies to determine the actual costs of
program operation; consideration of the educaticnal programs not only
in terms of their quality but also if undesirable (from affordability
standpoints) duplication of costly function exists among institutions
near one another, or if consortium arrangements may provide more cost
and quality effective solutions. The State Board should also seek to
establish, through a consensus with ¢he other policy makers for and
operators of the institutions, the consequences as well as the impact
of regulatory procedures enployed ‘

hQardB_may_he_ﬁnhanced_to_mtnal_aduamge This may involve more

frequent personal contact, in appropriate forms, between members of
the two parties un matters of mutual concern, and particular advisory
roles for the chairpersons of the trustees association and for the
association of presidents.

mmmmmmmmm This involves both

the commmnication by the local institutions to the State Board and
Department of experience-based insights, and the recognition of the
need for the State Board to set limits on individual actions that
facilitate and assure the effective attainment of System goals and
objectives for the State as well as the institutions.

is to select and evaluate the president. The president is their
agent not only for the proper management of the institution but also
for keeping them appropriately informed so that deliberate action,
rather sinple review and approval, may be taken.
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D ion of Technical I - ity Collee Sta

Information possible to assemble under the time and cost constraints of
this study, as well as the complexity of the issues, preclude any sweeping
recamendation such as the conversion of all institutions to community college
status or the removal of this function from the established and approved
mission of the existing cammnity colleges. Exploration of the more substan-
tive issues, however, leads to the follcm.ng recammendations:

2.

mment_mfomatmn_::eqnmn_a These requirements should spe-
cifically and explicitly place the burden of proof on the applicant

institution to show that the occupational emphasis of the institu-
tion, and the quality of its vocational and technical curriculum
programs, would be enhanced rather than diminished; that a college
parallel program of specific substance has been planned and designed,
and that the necessary instructional and instructional support
resources can be acquired; and that senior institutions in the
assigned geographic area generally endorse, by willingness to accept
transfer credit, the addltlon of the college parallel program

institutions to commnity college status. *“Net Increase® is defined
as the difference in required suppoit based on expected FTE, and the
expected revenue to tle General Fund that would be generated by
expected increase in revenue from tuition. The recammendation of the
State Board to the Genera. Assembly should take into consideration
and report the impact of this cost in its recamendatlon.

The purpose of this recommendation is to assure that sufficient
nunbers of second year students would be available in a reasonable
time to make second year reqm.red course offerings reasonable and
cost effective.
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basis is found for the assumption that a camminity college transfer
program threatens or unfairly competes with public or private senior
institutions; instead, the college transfer program, as constituted
in the System, offers unique opportunities not otherwise available
both to potential 4-year degree aspirants and to the vocational/tech-
nical program students for personal enrichment. However, attention
of the State Board should be directed not only to the interest of the
applicant institution in developing such a program, but also to the
current availability of such System programs in the general area of
the appl:.cant institution.

Although the legitimacy of canmm.ty needs for and support of par-
ticular vocational and technical programs cannot be refuted, some
vocational or technical programs are of significant expense to the
State. Particularly where several similar programs exist near one
another, and/or program enrollment in a particular institution is
grossly inadequate for operational cost recovery, consideration
should be given to the more reasonable costs and quality that could
accrue from conscrtium presentation, or fram allocation of function
to a particular institution.

E. Tuition Charges for College Transfer Courses

In regard to tuition charges for college transfer courses, we recammend:

1.

tial prici _courses i

] i) am word ionlarly diff 12l orics
inversely related to costs, should not be enacted. Uniform rates per
credit hour of instruction should be maintained. This is not only a

matter of operational difficulties that would be entailed, but also
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the need to prevent undue statu- differentials that would accrue and
that would deter vocational and technical students from participating
in courses also appropriate for their programs.

The state Board should consider recommendations to the General
Assenbly in regard to modest tuition increases. The burden of
current tuition costs is not perceived by many prospective students
or students as of much significance. Considerations of tuition
increase should, however, take into account total costs to the
student that are associated with attendance, and the potential impact
on educational opportunity and enrollment, as well as the potential
for increased General Fund revenue that might offset the costs of
more adequate funding of the System institutions.
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