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CHAPTER 1
RESEARCH PROBLEM
Introduction

Merriam and éaﬂ‘arella (1991) wrote that adults no longer had the luxury of
living in a constant slow changing society. Major social, cultural and technological
changes were rapidly occurring which required adults to become lifelong learners.
Merriam and Caffarella identified the following trends and discussed their implications
for educators and learners. In summary, there were more adults than youth in American
society. The population as a while was better edlicated, and there was large minority
population. Economically, America was part of a growing global economy. There was a
shift to a service information society, and consequent changes in the configuration of the
labor force. Technology was developing at rapid rates. While such development was
empowering, it also eliminated more jobs than in created (Merﬁam & Caffarella, 1991).
A result of these demographic, technologic, and economic chang:es, was adults turning to
higher education for continued education.

Richard Ferguson, president of American College Testing (ACT), presented a

paper in December of 1994 at the First Global Conference on Lifelong Learning in



Rome, Italy which addressed these issues. Ferguson stated that "increasing global
competition, the fall of trade barriers, the proliferation of technology, and the tendency
of larger companies to cut staff and boost productivity have transformed the American
workplace" (Ferguson, 1995, p.1). Thus, continuing or lifelong education had become a
necessity for many adults in the American society. However, the paradigm guiding most
educational efforts in America "utterly fails to reflect worker's and employer's changing
needs” (Ferguson,1995, p.1). Specifically, Ferguson stated that the paradigm implied
that education and the life of the adult were separate phenomena and not interdependent.
Ferguson suggested that current college diplomas did not indicate whether graduates had
the skills employers were looking for. Stated another way, the{e was a void between
curricular outcomes and occﬁpational needs. |

We need new standards that reflect the real needs of employers and the real

demands of the workplace. Learners must know what is expected of them,

employers must have more input into the educational system, and educators must
be empowered to develop new curricula that will connect workers with learning

(Ferguson, 1995, p. 6).

Ferguson contended that the cause of the void between educational outcomes and
workplace needs was a breakdown in communication. It appeared that educators and
business people were not speaking the same language. In addition, there was a
communication gap with the discipline-specific approach of most educational programs.
Ferguson stated that most educators viewed the.world from their discipline specific

lenses. Business people tended to view the world in terms of cross disciplines that

equipped students for real world problem solving.



Only through better communication between businesses and schools can we hope
to establish clearly what it takes to succeed in the workplace and what can be done
to guarantee that the largest number of our citizens get the training necessary for
success (Ferguson, 1995, p. 6).

Private universities in the four state region of Oklahoma, Kansas, Missouri, and
Arkansas desired to better meet the needs of adult learners, but lacked the mechanisms
to determine appropriate educational outreach. Further, this goal could only be achieved
by articulating a model that represented private liberal arts universities in the four state
region of Oklahoma, Kansas, Missouri, and Arkansas that involved their communities

(i.e., students, citizens, business/industry) with university faculty and administration in

the process of determining curricular priorities.
Statement of the Problem

Private colleges and universities were creating auxillary programs in order to
compete for adult students in order to expand their constituent base. Administrators and
faculty at private colleges and universities lacked a process model for determining

curricular priorities for adult baccalaureate degree completion programs in the four state

region of Oklahoma, Kansas, Missouri, and Arkansas. Conéequently, there was a need
for a model that would contribute to appropriate decision making and enable private

universities to provide outreach services to their constituents.
Need for the Study

Private universities in the four state region of Oklahoma, Kansas, Missouri, and

Arkansas néeded reliable information as a basis for decision making related to program

VS



planning. A process model for determining curricular priorities was needed by private
universities to better provide outreach services to their constituents. Without such a
model, program decisions were not data-based and resulting programs lacked the

objectives needed to ensure appropriateness and to maximize investment.
Purpose of the Study

The purpose of this research was to develop a process model for determining
curricular priorities for adult baccalaureate degree completion programs at pﬁvate

universities in the four state region of Oklahoma, Kansas, Missouri, and Arkansas.
Research Questions

The following questions provided directioh .fqr the study:

1. What were the most important criteria identified by program planning
experts, at private universities in this study, in the decision to determine curricular
priorities for adult baccalaureate degree completion programs?

2. According to these experts, what relative rank did each of these important
criteria have? |

3. Why did the program planning experts, from the private universities in this
study, identify and rank the criteria as they did?

4. What were the most important criteria identified by various documents, at
private universities in this study, in the decision to determine curricular priorities for

adult baccalaureate degree completion programs?



5. What model emerged out of the identified criteria that impacted the decision
making process of determining curricular priorities for adult baccalaureate degree

completion programs?
Assumption of the Study

An assumption of the study was that the experts' responses to the research

questions were conscientious and reflected their attitudes, opinions, and beliefs.
Limitation

The process model was designed specifically for private universities in the four
state region of Oklahoma, Kansas, Missouri, and Arkansas. The selection of the most
important criteria may only be applicable to the schools in this region of the United

States.
Definition of Terms

The following definition of terms provided clarity throughout this study:

Evaluation- The process of gathering and providing useful information for
decision-making (Norton et al., 1985).

Long Range Planning - The process of examining envi;onmental trends and
opportunities, and the preparation of guidelines or planning parameters to shape
operations and activities of the organization (Pfeiffer, W J., 1991).

Model - The purpose of the process model developed in this study was for

determining curricular priorities for adult baccalaureate degree completion programs at



private Universities in the four state region of Oklahoma, Kansas, Missouri, and
Arkansas. It was not a comprehensive program planning model, but a step in the larger
planning process.

Strategic Planning - The process by which an organization envisions its future and
develops the necessary procedures and operations to achieve that future. The process
focuses on internal strengths and weaknesses and external opportunities and threats with

a proactive stance (Pfeiffer, W.J., 1991, p. x).



CHAPTER 11

REVIEW OF RELATED LITERATURE

Foundations for Decision Making

Curriculum Defined

Finch and Crunkilton (1989) defined curriculum as: "the sum of learning activities
and experiences that a student has under the auspices or direction of the school" (p. 9).
Further, the central focus of the curriculum was the student. The extracurricular
activities and experiences associated with the curriculum were significant contﬁbutions
to the development of the total individual ;md to the effectiveness of the curricﬁlum
(Finch and Crunkilton, 1989, p. 9). Oakley (1992) defined curriculum very concise:1y as: :'
a plan for learning. According to Oakley, the two things that determined the curriculum
were the philosdphical perspective and knowledge of what tﬁe program ought to be.

Oakley's definition cirew attention to the procéss model. The philosophical
perspective became the lens through which the model and resulting curriculum were
viewed. The characteristics of the adult learner and criteria that were identified as
important parts of the model provided the information necessary to determine what the

curriculum ought to be.



A Philosophy of Education

Decision making in higher education was interpreted to be a political process.
Bourgeois (1993) reported academic decision making to be "an ongoing bargaining
process among various interest groups with conflicting goals, values and preferences,
struggling throughout the decision process to obtain the decision outcomes that best suit
their own interest" (p. 387). While primarily political, not all decisions were resolved
through politics as this proved to be costly. Bourgeois stated that the more important
the decision to be made the more likely politics were to be used. In addition, politics
were more likely employed in strategic as opposed to routine decisions. Pfeiffer (1981)
stated that the likelihood of politics being involved in decision making depended on five
factors: actor interdependence, heterogeneity of goals and beliefs about iechnology,
resource scarcity, perceived importance of the decision issue, and power distribution
across actors.

Educators confronted decision making on a daily basis. To a large extent, the
personal and professional lives of people resulted from decisions made on a daily basis.
The educator made decisions concerning what to teach, how to teach, and how to
approach students. Each of these presented the educator with somewhat complex
decisions to be made. A task so commonly experienced as decision making should have
been approached systematically by all. Unfortunately, decisions appeared to have
been made in a most unsystematic fashion. The resulting actions, outcomes, and

directions were often in conflict and did not produce desired results.



Everyone would agree that undesirable results should have been avoided if
possible, especially in the enterprise of educating people. According to the literature, the
way to do this was to develop a coherent philosophic position on the fundamental issues
of the learner, teacher, truth, and purposes of schooling (Miller, 1985). The advantage
of developing a comprehensive and consistent educational philosophy was a decision
making process that produced decisions that were grounded in a logical and defensible
thought process. In addition to a coherent educational philosophy, the literature stated
that decisions should have reflected learning theory which waé grounded in the’
characteristics of the adult learner (Knowles, 1980). The result of doing so was
programs that were truly tailored to meet the unique needs of adult learners.

The philosophic position presentéd here was that of a cautious educational
pragmatist. Miller (1985) wrote that the philosopﬁic dimensions of ontology: nature of
the learner and role of the teacher; epistemology: truth in terms of curriculum content;
and axiology: purposes of schooling should have been carefully considered in order to
derive a coherent educa£ional philosophy. Brief ontological and axiological statements
were presented for clariﬁcétion purposes. A more detailed epistemological statement
was appropriate as it dealt directly with the decision making process of establishing

curricular priorities.

Ontology: Nature of the Learner and Role of the Teacher. Educational

philosophy addressed the ontological questions concerning the nature of reality. The
ontological questions were "what exists," "how one knows," and "what it means to be."

Miller (1985) wrote that one aspect of the ontological questions poised in an educational
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context was to describe the nature of the learner. In this context, reality was that which
was experienced by the learner. Reality was the result of interaction with changing
surroundings.

Reality was determined by a process of experimentation with the surrounding
environment. Ultimate reality was equated with the learners experiences. Hullinger
(1992) wrote that the nature of the learner was summed up by the following key ideas:

a) The learner was an experiencer whose being was the result of his or her
experiences.

b) The learner continually interacted with the world and was constantly reshaped
by such interactions. Ihus, past experiences were brought to current
experiences and were reinterpreted.

c) The learner was in a continual process of reconstructing and reforming.

d) Since the learner experienced continual development, being was not fixed nor
moving toward any form.

e) Just as reality was constantly changing, so it was with the learner.

f) Since the learner was a broduct of experiences, and no two individuals had
the same experiences, each learner was unique. Thus, each brought unique
experiences to current experiences and synthesized in a unique fashion.

Another aspect of the ontolbgical questions was to describe the role of the

teacher. The role of the teacher was based on the nature of the learner. Miller (1985)
wrote that in many respects the teacher was the same as learner. Both teacher and
learner were experiencers in the process of becoming. The teacher, due to having a

multitude of experiences, was in the position to act as a provider of experience for the
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learner. Morris and Pai (1976) suggested several key ideas concerning the role of the
teacher:
a) Teacher was an initiator and guide to learning.
b) Teacher not only knew subject matter but also knew and acknowledged the
uniqueness of the learner.
¢) Teacher was engaged in a social undertaking transacting with the learner's
world.
d) Teacher was the senior partner who learned along with the learner.
e) Teacher solicited and utilized energies and resources of learners in an active
way.
f) Teacher was the chairman of the board of directors and chief-in-charge of a

learning industry.

- Axiology: Purposes of Schooling. Educational philosophy addressed the
axiological issues concerning the question of value. The axiological question wag "what
ought to be?" One aspect of the axiological question in an educational context was to
determine the purposes of schooling. Miller (1985) wrote that "The question of why to
have schooling sums up what educational philosophy really means" (p. 205). Schooling
prepared individuals for change. Truth and knowledge were characterized by fluidity
and change. The preparation of individuals to adapt to change was a primary function of
the school. Miller (1985) stated that this was done by examining open questions,

applying problem solving techniques and by dealing in the daily affairs of society.



12

Schooling provided experiences to foster democratic behavior (Miller, 1985).
Miller described this as providing participatory opportunities - the community in the
school and school in the community. "A pragmatist educator seeks to develop
responsible, self-directed, and self-controlled individuals in furthering a democratic
society" (p. 208). Schooling should also prepare individuals to be lifelong learners
(Miller, 1985). Each individual brought their own experiences to the school. The school
in turn was responsible to build on those experiences by providing opportunities for new
experiences. The outcome of encountering new experiences was growth and

development of the individual.

Epistemology: Truth in Terms of Curriculum Content. Educational philosophy

also addressed the epistemological questions concerning the nature of truth. The
epistemological questions were "what is true" and "how is truth verified?" Answers to
these questions were foundational to this study. Specifically, what was to be considered
truth in terms of curricular priorities, and how was truth in fact verified as truth. The
following was found in the literature related to truth in terms of curriculum content.
Miller (1985) described truth as knowledge. Knowledge was what we hold to be
true. Just as reality was not fixed, so it was with truth. Morris (1961) stated that since
reality was characterized by flux and movemént and change, certainly knowledge was
temporary and tentative in character. "Knowing is an act which never reaches a
terminus, we never know something once and for all, knowing is open ended. To know
something is to hold it temporarily until new phenomena upset it" (p. 160). Therefore, in

terms of curriculum content, it was argued that there was no Truth, only truth. Such a
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description of truth was not interpreted to be inclusive of religious beliefs. Religious
beliefs involved interpretations of truth as unchanging, spelled with a "T." Miiller offered
the following explanation for clarification:

A word of explanation is due to those who have trouble seeing truth as being

changeable, especially in the area of religious beliefs. Much of what is acted

upon in our religious lives is treated as truth - Truth, if you prefer - is based on
faith. A number of instances can be cited. The divine inspiration of the Bible, the
virgin birth, and the resurrection of Jesus are primary examples. Although
theologians may argue the point, many of the laity are willing to accept these as
knowable through faith. The point is that faith is one way of knowing truth. It is
important, however, to distinguish what is accepted on faith and what is
determined by some other means. It is equally important to be able to resolve

any conflicts that emerge from faith and another way of knowing truth (p. 215).
In addition to réligious beliefs, there were other instances in the curriculum where truth
was accepted as a matter of faith. For example, program planners took the position that
all undergraduate students must have taken a core of general education courses. This
curricular priority was accepted by the university community as a matter of faith. Yet,
program planners subjected the other components of the curriculum to alternative means
of validating truth, such as soliciting input from students and experts from the field of
practice.

One aspect of the epistemological questions in an educational context was the
identification of truth as a basis for determining curricular priorities. Miller (1985) stated
that truth and the search for truth were the business of schools. In order for knowledge
to be included into curriculum, it must be true. Schools were not in the business of
teaching non-truths.

The verification of truth for inclusion in curriculum was an important

consideration. Truth verification was a process grounded in human experience.
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"Experience is the ultimate ground for human existence, both the originator and supreme
court of what we do or say" (p. 157). Truth was characterized by fluidity and change.
Elias and Merriam (1980) reported that ideas in and of themselves were but hypotheses
until they were tried on the anvil of experience. Miller (1985) stated that verification of
truth was left to the common and collective experiences of people. "Truth is workable
when it accurately anticipates or predicts events or solves the problem at hand. Truth is
workable when it stands the test of careful examination" (p. 224). Morris (1961) stated
the ultimate test of truth was its workability. If truth was found to "perform the duty" it
was said to be true. Truth verification was to hold truth "on tn'él" in a continual process
of retesting, questioning, and inquiry to see if it was still relevant. This was not to say
that constant or reliable facts do not exist. Miller (1985) stated that stable facts were to
be accepted. However, a dogmatic approach that resists examination was not
acceptable. |

In conclusion, Miller (1985) described educational philosophy to be a set of-
assumptions describing the ﬁature of human activity and the nature of the world in which
we live. Further, the German term, Weltanschauung, was used to describe philosophy.
This term literally meant world view, or a way of viewing the world. In thi.sv sense, the
pragmatic educational philosophy became the lens through which the process model and
resulting curricular priorities were viewed. It was concluded that this view positioned

the curriculum to be most relevant in meeting the unique needs of the adult learner.
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Characteristics of the Adult Learner

The process of determining curricular priorities for adult learners also reflected
sound learning theory which was grounded in the characteristics of the adult learner.
Merriam and Caffarella (1991) wrote that a learning theory was a set of interrelated
principles and concepts which attempted to explain a phenomenon. Specifically, if
learning theory assisted educators in understanding how adults learn, then educators
were better able to plan for learning to occur. Merriam and Caffarella (1991) wrote that
the best known theory of adult learning, which was grounded in the characteristics of the

adult learner was andragogy.

Andragogical Concepts. The concept of andragogy was expanded on by

Malcolm Knowles. Strictly defined, andragogy was the art and science of helping adults
learn. Knowles' theory was based upon five assumptions concerning the adult learner:

a) As an individual matured to adulthood their self-concept moved from that of a
dependent personality towards one of a self-directed human being.
b) The adult had a tremendous reservoir of experience which was a vast resource
for learning.
c) The readiness of an adult to learn was based on the developmental tasks of
their social role. ‘
d) There was a change in time perspective as people matured from a future
application of knowledge to immediacy of application. Thus an adult was more
problem-centered than subject-centered in learning (Knowles, 1980,
pp. 44-45). '
e) Adults were motivated to learn by internal factors rather than external ones
(Knowles, 1984, p.12).

Knowles' original position was that andragogy was the art and science of
teaching adults and that pedagogy was the process for teaching children. This position

sparked quite an argument among experts in the field. Later, Knowles clarified his
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position by stating that both andragogy and pedagogy were appropriate for use
depending on the situation, regardless of the age of the learners. There continued to be
somewhat of a debate over andragogy as a theory. Hartree (1984) and Brookfield
(1986) both questioned whether andragogy was a proven theory. However, Brookfield
(1986) also wrote that andragogy had given adult education a "badge of identity" setting
it apart from any other area in education. Bard (1984) wrote that andragogy, more than
any other factor had clarified the adult learners' role in adult education. Davenport and
Davenport (1985) wrote that andragogy still possessed the principles and concepts
required of a learning theory.

Knowles (1984) wrote that andragogy was a process mgdel as opposed to the
content model that was utilized by traditional educators. In the content model, the
educator decided in advance the knowledge and skills that needed to be transmitted to
the learner. The educator then arranged the content into units of instruction selecting the
means for teaching the content. Lastly, the educator selected a plan for sequencing the
content for presentation io the learners. Knowles wrote that with andragogy, the teacher
was to take on the role of é teacher/facilitator. This was in contrast to the content model
in that the teacher prepared in advance strategies for involving learners in the process of
learning. Knowles (1984) characten'zed this process to include the following elements:

a) Establishing a climate conducive to learning,

b) Diagnosing the needs for learning,

¢) Formulating objectives (including content) that satisfied needs,

d) Designing a pattern of specific learning experiences, and

e) Evaluating the learning outcomes and re-diagnosing learning needs.
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Oosting (1995) wrote that the following were most important in the process
model when establishing learning situations for adults:
a) Adults had a deep need to know why they needed to know something before
they were willing to invest time and energy in learning it.
b) Adults were task-oriented in their learning. We learn those things best which
we learn in the context of using them to do what we want to do.
c) Adults came into any educational situation with a wide variety of
backgrounds of experience. They needed to be allo&ed to participate, to
demonstrate their strengths.
d) Adults had a deep psyphological need to be self-directing; in fact, the
psychological definition of "adult" was one who has developed a self-concept
of being responsible for one's own life. |
Oosting (1995) also wrote that the expectations of the employers were to be
taken into consideration. Qosting found that the five main learning objectives desired by
employers were: strong communication skills (oral, written, and technical); problem-
solving abilities; understanding of basic management and supervision principles; decision-

making strengths; and, confidence to initiate action (in team and project settings).

Curriculum Concepts for Adult Degree Completion Programs. Oosting (1995)

presented an approach to curriculum development related specifically to adult degree
completion programs. A learner-centered approach as opposed to a teacher-directed
approach was preferred. To Oosting, this approach meant identification of the desired

learning outcomes with the learner and workplace related needs in mind. The teacher
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was expected to act in the role of a facilitator, mentor, and guide. Oosting argued that
the adult enrolling in aegree completion programs were different than the 18-24 year
olds enrolling in traditional programs. Therefore, the curriculum, teaching methodology,
and classroom environment must have been different. Oosting made the following
assumptions about degree-completion program students:

a) These adults were "self-directed" individuals, willing to take responsibility for
their own learning.

b) They were interested in "task- or problem-centered" learning activities rather
than "subject-centered" learning activities.

c) They spent 15 clock hours each week (between weekly class sessions)

completing reading assignments, bther aséignments, and in planning/

reflecting.

In addition; Oosting made the following assumptions about degree-completion
program instruction:

a) The primary role of the instructor was not that of delivering content through
lecture, but helping students to process the information they gained from
reading, from other assignments, and from work experignée. The instrﬁctor
functioned as a facilitator, mentor, guide, and occasionally as lecturer.

b) A supportive; collaborative climate was developed in the classroom, so that
the adult students could learn from each other as well as from the professor
and the curricular resources.

¢) The cohesiveness of the cohort (students remain together for the course

work) created an intentional community--one that was goal-oriented; one that
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was based on trust; one that allowed learning to occur at an accelerated pace.
The learning cycle included the workplace, allowing for theory and practice

to be integrated.

Oosting wrote that such nontraditional classroom learning began with experience,

to presentation of theory, and then to testing and application in the world of work place

experience. This was contrasted with the traditional classroom approach which began

with fheory and concluded with a discussion of theory.

Vella (1994) wrote that there were twelve principles for effective adult learning

which were congruent with the model of andragogy:

a)

b)

g
h)

)
k)

)

Needs Assessment: participation of the learners in naming what was to be
learned,

Safety in the environment and the process,

A sound relationship between teacher and learner for learning and
development,

Careful attention to sequence of content and reinforcement,

Praxis: action with reflection or learning by doing,

Respect for learners as subjects of their own learning,

Cognitive, affective, and psychomotor aspects: ideas, feelings, and actions,
Immediacy of the learning,

Clear roles and role development,

Teamwork: using small groups,

Engagement of the learners in what they were learning,

Accountability: how do they know they know?
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The literature related to decision-making in higher education indicated that
decisions tend to be political in nature and not data based. A philosophy of education
provided a comprehensive and coherent framework for educational decision making. A
pragmatic view was especially suited to enable education to serve society. It presented
an educational environment that equipped the learner to meet the current demands of
society. It prepared learners for the task of continued learning, enabling them to adapt
for future demands and challenges. The literature also indicated the need to incorporate
research pertaining to adult learning theory and the characteristics of the adult learner. A
process model to determine curricular priorities developed from this perspective enabled

educators to bridge the historical gulf between education and the real world.
Planning in Higher Education

A review of th¢ Iiterature related to planning in higher education revealed the
need for educators to develop effective planning methods. The strategic planning
process provided direction for decisions related to program planning. The process
model developed in this study was intended to be an important step in the overall
planning process.

Pfeiffer (1991) traced the history of strategic planning back to ancient military
origins. Bracker (1980) stated that the term strategy was derived from a Greek word
which meant "army leader." This verb form literally meant "t;) plan the destruction of
one's enemies through the effective use of resources” (p. 371). Pfeiffer, wrote that the
term strategy was best traced to the idea of "generalship" or "the actual direction of

military force, as distinct from the policy governing its employment.” (p. 371)
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Pfeiffer wrote that the Franco-Prussian War and the U.S. Civil War marked the turning
point in formalizing long range planning in organizations. This was reported to have
begun in the military, then government, and eventually throughout society.

The first half of the twentieth century was marked by fundamental economic
change in the United States. The traditional production orientation of business and
industry began to give way to a marketing orientation during the thirties. Largely, this
meant that price was no longer the most valued marketing tool, but rather promotion
was rapidly becoming important. As busihess and society evolved, they became
increasingly complex. The once predictable environment becamé increasingly
unpredictable and full of surprises through the forties and fifties. As business became
less successful in predicting the future, long-range planning efforts became less effective.
Thus, they begari to create their future by identifying strengths, weaknessés,
opportunities, and threats - which represented the hallmarks of strategic planning. In
order to survive in the new unpredictable environment, they formulated strategy for-use .-

in corporate warfare (Pfeiffer, 1991);

Strategic Planning in Higher Education

Just as business was forced to engage in strategic planning in efforts to survive,

so were institutions of higher education. Petrello (1986) stated:
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Successful leaders in education must possess vision if their institutions are to

overcome the problems and thrive on the challenges that lie ahead. Effective

leaders must be prudent but creative planners and formal long-range planning is a

responsibility of reasonable and dynamic educational leaders (p. 3).
In an effort to determine how planning worked and affected educational leaders, Petrello
conducted a survey of one hundred, four year colleges and universities to determine their
experiences with planning. Seventy-six respondents participated in the study. Petrello
reported formal long-range planning to be alive and well on the campuses of four year
colleges and universities. Planning efforts had become a reality over the past fifteen
years. In many instances, planning eﬁ‘ons were mandated by accrediting bodies and
governing boards. Petrello's research suggested that events in the 1970's forced
institutions of higher education to formalize the planning process into their culture. As
was the case for business, long-range planning was an important activity for faculty and
administration for coping with change. Keller (1983) stated that planning in institutions
of higher education has moved from long-range planning to strategic planning.
"Institutions which have focused on goals and objectives setting are moving to specific
strategic decision recommendations" (Keller, 1983, p. 121). Norris (1984) wrote
"Planning seldom begins under textbook conditions. It almost never proceeds with
perfect precision” (p. 3).

One of the major purposes of Petrello's study was to determine if most
institutions engaged in some form of long-range strategic planning. The data indicated
that the vast majority of respondents were engaged in such planning efforts. Seventy-

nine percent reported utilizing such methods on a regular basis. Thirty percent identified

their methods as strategic planning while forty-nine percent called their methods long-
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term planning. Seventeen percent reported that they utilize other types of systematic
planning. Overall, 96% believed that they were engaged in formal planning efforts.
Petrello's study suggested that institutions of higher education were newcomers
to such planning efforts. Of the 60 institutions who practiced formal long-range or
strategic planning, 33 1/3% had been doing so for only one to three years. Another 22%
reported planning efforts for 3 to 5 years, and 43% for 5 or more years. College
presidents generally led the planning efforts. In many cases the duty was delegated to a
university officer such as the Vice Presidents for Academic Affairs, Development, or
Administration/Finance. Faculty were most often cited as participants on the planning
committee, followed by presidents and chief academic officers, with smaller
representation by other academic and non-academic administrators. Board of Trustee
members and alumni were reported as participants in small numbers. Other findings
included: 64% reported formal planning was an ongoing process from year to year; 53%
reported occasionally engaging outside consultants; 39% reported the planning
committee had an autonomous budget; and 8% received an external grant to support the

formal planning effort.

Planning in Private Higher Education

Elgart and Schanfield (1984) raised interesting points related to the planning

efforts, or lack of, among private colleges in particular.
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.. . many a school is currently scurrying to discover what it does to justify its
existence. Obviously, no one school is willing to concede that perhaps it should
be the one not to survive. Private colleges and universities, particularly the
smaller ones, are the most disturbed by the grim statistics, beleaguered on all
sides by a complex of forces: competition from publicly supported schools,
inflation, recession, the price elasticity of private education, declining
enrollments, and curtailment of student loan programs . . . the natural instinct for
survival leads in the direction of short run strategies, and short run strategies
appease the tragic forces only temporarily. The real key to survival, particularly
for schools which have retained standards of academic excellence, lies in
meaningful long-range planning and congruence among mission statements,
objectives, goals, strategies, and policies (Elgart, Schanfield, 1984, p. 449).
Elgart and Schanfield stated that short-run thinking tended to emerge in the areas of
curriculum development, marketing efforts, and the balance of power between faculty
and administrative branches. The following were identified as belonging to the short-run
appeasement category: increasing student-teacher ratio and canceling classes below that
ratio, trimming budgets across the board, and increasing the number of adjunct faculty.
Short-run strategies to placate student customers were: pressure on faculty to reduce the
attrition rate, encouragement of less rigorous courses, and easier attainment of honors
and awards. Without getting into particular models of planning or terminology, Elgart
and Schanfield identified the following components of the planning process: 1) an
overall mission; 2) objectives; 3) goals; 4) strategies; and, 5) policies. Mission
statements constituted a value system that were played out by the school's actions and
priorities. Objectives and goals were honestly communicated to all concerned. This
included clearly stated objectives and goals and incentives offered for their achievement.
A warning was given that strategies not contradict stated objectives, for to do so was

detrimental to the organization. Such strategies resulted in an undesirable lack of

congruence. Congruence in planning and communication was critically important.
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In terms of curriculum development, Elgart and Schanfield warned that neglect of
the mission and organizational character led to the development of programs and
departments to meet immediate demands of the marketplace. Financial rewards of job-
oriented education had short run payoffs due to competition with publicly supported
schools. In terms of the marketing of education, Elgart and Schanfield warned that the
risk was the willingness to sell services to any willing customer and to design products in
an effort to satisfy the immediate wants of the market. Balance of power between
faculty aﬁd administration, was also an issue. It was stated that the goal of
administration was efficiency and the goal of faculty was effectiveness. Efficiency was
defined as doing things right and effectiveness as doing the right thing. In effect,
administrators focused on cost considerations and faculty lived in ivory towers. Elgart
and Schanfield suggested that the pendulum had swung dangerously to the efficiency
side. They argued that the school that will survive will be the one that strikes an
Aristotélian balance between the extremes. Further, meaningful planning which resulted
in congruence throughdut was achieved by the meaningful inclusion of faculty at all
levels and stages of the planning process. Elgart and Schanfield concluded:

It is our belief that the competitive advantage many schools will have over others

that feature open enrollment, relaxed requirements, and narrow training, will be

education that has maintained its high standards and a belief in the concept of a

university educated person. The apparent path is conciliation, but the true one is

reaffirmation of already existent statements of mission and objectives (Elgart and
Schanfield, 1984, p. 456).
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The Pursuit of Excellence

Farmer (1988) presented a view of planning in higher education focusing on the
pursuit of excellence.

Excellence in education is not accidental but the result of a conscious

pursuit, a pursuit that must be carefully planned and implemented.

Excellence in education is also not something that can grow unattended

(Farmer, 1988, p. 3).

Farmer wrote that during the 1980's the United States as a nation heard many
suggestions on how to improve education. This activity initiated a critique of the
purpose and quality of higher education which culminated in the publication Involvement
in Learning in 1984. This document was published by the Study Group on the
Conditions of Excellence in American Higher Education for the National Institute of
Education. The publication encouraged higher education in three areas related to
excellence:

1)  Student involvement - how much time, energy and effort

students devoted to the learning process;
2) High expectations - educational outcomes sought by faculty for students;
3) Assessment and feedback - the use of assessment information to redirect
student effort which enhanced student learning and led to improvements in
teaching practices (Farmer, 1988, p. 4). '

Farmer cited the strategic planning efforts of Kings College which sought to
provide an answer to the following question, "What is the proper definition of excellence
in higher education for students who will be living and working in the 21st Century”

(p. 4)? Farmer stated that planning for excellence required a clear sense of purpose and

expectations. Excellence also required a formal plan in order for the purpose and

expectationé to be brought into reality for faculty and students.
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Farmer cited two key elements of the Kings College planning model which were
critical to their success. Planning was placed sequentially ahead of the budgeting process
which increased awareness of what the agenda shouldvﬂbe. Decisions were made in the
present, which positioned the college for future opportunities. Farmer warned against
the notion that excellence in education was primarily related to the quantity of resources
available. He suggested that excellence in education was more directed to ideas,
priorities, and the focused energies of people.

Farmer also stated that quality was institution wide and could not be in isolation
to a single program or activity. In an effort to formulate a contextual definition of
excellence in higher education, Farmer maintained that there were a number of "general
student-centered characteristics" that colleges shared in the response to the challenge of
educating students for the 21st century. Farmer stated fhat planning for excellence
requirgd:

1)  Congruence between student goals and those of the institution.

2) Academic preparation for students, or the lack of it, be honestly assessed
and reflected in the design of the freshman curriculum.

3) Creation of a learning environment which encouraged students to be
committed to learning with the desire to become active, independent
learners. ‘

4)  Faculty not only keep up in their discipline, but actively related their
specialized knowledge to general knowledge outside their discipline.

5)  Faculty demonstrated a commitment to the spirit of liberal education by an
openness of mind.

6) Faculty were familiar with current theories of learning and utilized this
knowledge in the instructional design of their courses.

7) The curriculum resulted from an integrated academic plan not just be a
collection of courses.

8) The effectiveness of the curriculum was regularly evaluated by assessing
student learning outcomes according to previously established standards.

9) Improving the quality of life on campus was a conscious institutional goal
resulting from a genuine concern for others.
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10) A college demonstrated a capacity for change relative to the needs of
students and society.

11) Colleges protected the quality of institutional resources available by
responding to the priority resource needs of students, faculty, and staff.

12) A college had the determination to constantly strive to do better, based
upon a desire to go beyond what has been achieved (Farmer, 1988,

pp. 8-15).
Evaluation in Higher Education

Kells (1992) noted that many universities had limited success in defining their
intentions, attracting qualified students and adequate resources, relatively smooth
adjustments, and the maintenance of direction to reach speciﬁed goals. It appeared that
limited success was due to a focus on institutional leadership and issues, trends, plans, or
choices to the point of neglecting the element of process. Kells described this in terms of
the who, what, and how of the equation. The "who," institutional leadership, and the
"what," issues, trends, pléns or choices, were important but not at thé expense of "how,"
process. Kells stated that evaluation was that which provided movement in the right
direction, provided the basis upon which choices can be made, and yielded sustainable
improvement.

Kells stressed the importance of a clearly described purpose of evalﬁation. The
evaluation effort was chosen carefully, clearly articulated, and agreed to or at least
understood by all concerned. The evaluation approaches and procedures corresponded
to the purpose. Stated another way, "the method (of evaluation) must be appropriate for

the intention" (Kells, 1992, p.93). Purposes for evaluation in higher education:

- demonstrated effectiveness and accountability (were program or institutional
intentions fulfilled?) '
- provided assurance to the public regarding quality (minimum standards)




- enabled rationalization and retrenchment decisions to be made
- steered funding choices

- improved the program or institution

- demonstrated or affected efficiency (Kells, 1992, p. 93).

Mismatches of purposes and procedures were common problems. For example,
the purpose may have been to ensure quality to the public but the procedure employed
no second party validation. Kells stated that careful selection of the precisely correct
method of evaluation to match intentions rarely happened in the real world. What
normally occurred was the incorporation of one or a combination of the following
general approaches:

- Goal achievements (results);

- Process and environment;

- Compliance with guild or government standards (p. 94).

An evaluation process which embraced one or more of these general approaches utilized
one or more of the following processes: -

Application of government performance indicators,

Self-assessment by the unit to be evaluated,

External peer assessment and validation,

A structured process at the institutional level to consider the results of the

evaluation in order to assure consequences, and

The publication of the results of the evaluation (Kells, 1992, pp. 95-97).

Kells stated that theory about the operation of social systems guided choices to
match purpose and means of evaluation. When the evaluation system was designed the
following institutional variables were addressed:

Where power was held in the organization to be evaluated;

The history of the organization concerning previous evaluation efforts;

The availability of information in the organization,

The size and diversity of the unit to be evaluated,;

The stance of respected leaders concerning the need for and purposes of the

process;
The amount of time available;

bW =
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6. The amount of time available;
7. The conditions in the unit (stress and workload, matunty, resource levels,
duplication of programs or effort);
8. Availability of funds to support the evaluation scheme and to fund needed
improvements;
9. Extent of politicization; and,
10. Availability of talented and willing participants (Kells, 1992, pp. 97-99).

Theories suggested by Kells to guide design choices related to evaluation
schemes included: open systems theory (proper focus of key organizational elements and
to be wary of conclusions about cause and effect); Kurt Lewin's field theory (use of force
to overcome barriers or efforts to remove barriers to bring about change); Bennis' et al.
change theory; ahd Lewin's need for discovery and psychological ownership theories
(Kells, 1994).

Kells wrote that the results of effective evaluation processes were the following:

- Sympathetic and respected institutional leaders that created an environment of
trust so dysfunction was safely identified and discussed; »

- A design for the evaluation process that was appropriate to the local needs
and which put proper emphasis on the relationship between purpose, general
approaches and specific procedures, and that established an effective
sequence of activities, appropriate roles and responsibilities, and indicated the
focus for analysis;

- High internal motivation (expectation that benefit can result for institution and
participants);

- A central focus on self-assessment; '

- The establishment of psychological ownership of results of the review through
informed and meaningful participation;

- Use of both relevant data (facts and opinions),

- The use of incentives - rewarded those programs deserving and willing to
achieve improvement;

- Effective, relevant, unbiased peer review;

- Linking the results of the evaluation process to budgets and planning; and

- An ongoing cycle of evaluations involving academic and administrative
programs (Kells, 1992, pp. 100-101).
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Kells noted that the end result of an effective evaluation process was that the institution
and program would be substantially strengthened.

Institutions and programs can be strengthened substantially through evaluation
processes and the basis for choices (planning) about the future can be soundly
established by a combination of internal self assessment plus unbiased, informed
peer review. Some mixture of the three approaches and both internally and
externally oriented procedures seem to be required if improvement is to occur.
The proper conditions for securing improvement from evaluation must be
established and the proper procedures employed or little improvement,
particularly sustainable improvement, will occur. Purposes and means must be
properly aligned in an evaluation process (Kells, 1992, p. 101).

Evaluation through Voluntary Accreditation

Evaluation in private higher education was formalized through the voluntary
accreditation process. There were various types of accrediting bodies in existence, but
the most recognized were the six regional accrediting bodies: Middle Stafes, New
England, North Central, Northwest, Southern, and Western Associations. A focus on
the North Central Association (NCA) was appropriate since it encompassed the colleges
and universities included in this study.

Evaluation with NCA was broken down in terms of general institutional
requirements which resulted in five broad criteria for accreditation. There were twenty-
four general institutional requirements that were categorized into'the following
categories: mission, authorization, governance, faculty, educational program, and
finances. These requirements prepared institutions for the peer evaluation process with

respect to the five criteria for accreditation. The criteria were as follows:
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(a) The institution had clear and publicly stated purposes consistent with its
mission and appropriate to an institution of higher learning.
(b) The institution had effectively organized the human, financial and physical
resources necessary to accomplish its purpose.
(c) The institution was accomplishing its educational and other purposes.
(d) The institution continued to accomplish its purposes and strengthen its
educational effectiveness.
(e) The institution demonstrated integrity in its practices and relationships
(Handbook of Accreditation, 1994, pp. 33-35).
The self-study process was employed as a major component of the accreditation
decision. Each institution completed periodic self-studies for the purpose of providing
sufficient evidence that they merited initial or continued accreditation. The process also
involved periodic site visits by a team of peer evaluators who reviewed the self-study and

visited each campus to meet with administration, staff, faculty, and students (Handbook

of Accreditation, 1994).
Models in the Literature

The following definitions of models were found to appear in the literature.
Grove (1981) stated thaf a model "is a preliminary pattern representing an item not yet
constructed, and serving as the plan from which the finished work, usually larger, will be
produced” (p. 28). Jeffers (1984) stated that models were formal expréssions of the
essential elements of a problem in either physical or mathematical terms. Corwin, Lane,
and Monahan (1975) stated that "users of models need to recognize that they are merely
representations or descriptions. Improperly selected models, used without caution,

could mislead the user” (p. 28).
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Cilfford (1988) outlined seven characteristics of the ideal model:

1. Relevance to a clear need: the precise purpose of the process and its relevance
to the participants.

2. Usability: the ability to manipulate the model several times and achieve similar
results.

3. Cost effectiveness: the ability to utilize the model with a reasonable amount of
expense; an expense that can be comfortably matched to the value of the
product.

4. Ability to reflect social and professional trends: the characteristic of a planning
model that ensures that the program graduate will be employable and satisfied

. with his or her employment and education.

5. Flexibility: the ability to adapt to the different vocational programs in different
community college settings.

6. Systematic approach: a method of planning that coordinates all aspects of the
problem in a methodical arrangement toward the end product.

7. A timed framework: the specific time parameter appropriate in utilizing the
model to affect change yet keep the interest, energy and momentum of the
participants (p. 142-143).

There was little information in the literature concerning the steps involved in developing
a model. Rosen (1985) wrote that:
There is a genuine need for developing an actual theory of models, employing a
metalanguage that goes beyond the level of the phenomenon itself. It's just not
possible to speak about the relationships between competing models of a given
situation by using terms appropriate to the level of the model. We must go
beyond the model to a meta-level in which the language is constructed to speak
about issues involving properties of models, not properties of systems being
represented by-models (p. 36).
Khan (1984) wrote that the use of models was increasing in most countries for
educational and manpower planning. "A changing or growing economy requires
forecasts of it's manpower needs and the education and training of manpower well in

advance to fill these needs" (p. 241). A review of the literature revealed two models

used in program planning in higher education.
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The Work Keys System

American College Testing (ACT) reported that in the past decade questions
about the American worker have received much attention. These questions focused on
whether the American worker possessed the skills necessary to meet the challenges of
technological developments, organizational shifts, and growing global competition. In
an effort to answer these questions, ACT developed the Work Keys System. Work Keys
was an integrated model developed to prbvide a framework for the documentation and
improvement of workplace skills. The workplace skills included problem-solving,
communications, and personal skills. In order to develop a list of generic workplace
skills, ACT consulted with employers, educators, and human resource experts. ACT
reported that these skills applied to a wide range of jobs, were teachable in a reasonable
time span, and lent themselves to job analysis. The following workplace skills were
identified by ACT to provide the foundation for the Work Keys model:

a) Applied Mathematics

b) Applied Technology

c¢) Learning

d) Listening

e) Locating Information

f) Managing Resources

g) Motivation

h) Observing

i) Reading for Information

j) Speaking

k) Teamwork

1) Writing (Ferguson, 1995).

After these generic workpléce skills were identified, the Work Keys model was

developed. Work Keys consisted of four components designed to:
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1) measure generic skills (assessment),

2) identify generic skills as they exist in the workplace (job profiling),

3) report generic skills to individuals, educators, and businesses (reporting), and
4) improve generic skills instruction (instructional support) (Pennell, 1995, p. 1).

Assessment. The assessment component allowed individuals to document their
competencies in the generic skills areas through performance-based testing. The
assessment scores were criterion referenced. The scores identified the individuals

current competency level.

a) Applied Mathematics - measured the individual's skill in applying mathematical
reasoning to work-related problems.

b) Applied Technology - measured the individual's sk111 in solving problems of a
technical nature. The content covered the basic principles of mechanics,
electricity, fluid dynamics, and thermodynamics as they apply to machines and
equipment found in the workplace.

¢) Observation - measured the individual's skill in paying attention to instruction
and noticing details.

d) Reading for Information - measured the individual's skill in reading and
understanding work-related reading materials. :

e) Listening - measured the individual's skill at listening to and understanding
work-related messages.

f) Writing - an audiotape assessment designed to measure the individual's skill at .-
writing work-related messages.

g) Locating Information - measured the individual's skill in using information
taken from workplace graphic documents such as diagrams, blueprints,
floorplans, tables, forms, graphs, charts, and instrument gauges. At the
highest level, individual's were asked to make decisions and draw conclusions
based on information contained in one or more graphics.

h) Teamwork - a video-based assessment which measured the individual's skill in
choosing behaviors and/or actions that simultaneously support team
interrelationships and lead toward the accomplishment of work tasks
(Pennell, 1995, p. 3).

Pennell noted that other Work Keys assessments were under development which

included an assessment of work habits to be available in the fall of 1996. ACT also

published a document entitled Characteristics of the Work Keys Assessments which

detailed the required operations and characteristics at each competency level for each
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generic skill. This document also stated how many problems and how much time were

allowed for each assessment.

Job Profiling. The job profiling component was developed to identify the skills
and skill levels that individuals need in order to perform specific jobs effectively. The job
profiling component when combined with the other components provided individual's
with the information needed to make decisions about jobs and to identify the gaps in
their current skill level and the level required for a specific job. The profiling procedure
employed task analysis in order to determine the tasks most important to a specific job.
In order to profile a job, the analyst first obtained background information on the
company and how the specific job fit into the company. The analyst consulted the

Dictionary of Occupational Titles to create the task list for the job being profiled. The

analyst met with subject matter experts which were incumbent workers or supervisors
for the job being profiled in order to tailor the list of tasks to maice sure the list was
appropriate for this specific job. The subject matter experts then rated each ta;k
according to importance and relati\)e time spent. Importance related to the significance
of the task to overall job performance. Relative time spent was related to the time spent
performing the specific task as compared to other tasks. The importance rating was
multiplied by the relative time spent to obtain a criticality rating. Tasks were then rank
ordered according to their criticality ratings. Subject matter experts then reviewed the
rank ordering of tasks and removed the least important tasks.

After the tasks were identified, the subject matter experts began the process of

associating the Work Keys generic skills with the tasks. In addition, the level of each
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skill required to perform the task was identified. In order to do this the analyst presented
the subject matter experts descriptions of the Work Keys skills and skill levels. The
subject matter experts first made decisions individually and then as a group concerning
which generic skills and at what level were required for each task. The final outcome of
this process was a complete listing of the most important tasks for a specific job, the
generic skills required, and the required skill level. "The Work Keys job profiles
resulting from this process assist employers, individuals, educators, and trainers to make

appropriate education, selection, training, and promotion decisions" (Pennell, 1995,

p. 4).

Reporting. The reporting component of the model allovved for the distribution of
information to business, edugational agencies, and individuals. ACT reported that this
information was valuable for individual career choices, evaluation of curriculum, career
guidance, development of training programs, and screening tools for prospective
employees (Pennell, 1995, p 5). The standard reporting package included Chart Essay

Reports, Individual Reports, Roster Reports, and Vocational Information Reports.

 Instructional Support. The instructional support component provided

instructional materials to interested parties to assist individual's to enhance their

workplace skills. ACT referred to these materials as Targets for Instruction. The

materials were not intended to be a curriculum in and of themselves. They were intended
to provide information on the generic skills and skill levels that were assessed by the
Work Keys model. The primary purpose was to communicate what skills have been

identified by the business community as important.
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There was a Target for Instruction for each of the Work Keys assessments. The
material was developed by curriculum experts and content specialists. Each Target for
Instruction included the following information:

a) Cognitive and content skills assessed by the Work Keys tests at each level,

b) Specific information about the skill requirements distinguishing each level from
the one immediately preceding it, and

c) Suggestions about materials, techniques, and activities that were useful in
teaching workplace skills, including lists of resources for instructors to consult
in building curricula (Pennell, 1995, p. 7).

ACT suggested that the Targets for Instruction enabled instructors to approach teaching

the generic skills from the perspective of the workplace. ACT wrote that ". . . post-

secondary institutions can use the Targets for Instruction to supplement or reinforce
existing curriculum, connecting that curriculum more directly to the demands of the

workplace" (Pennell, 1995, p. 7).

The Community Assessment Program

Another model found in the literature was called the Community Assessment
Program (CAP) which Was developed by The College Board. The College Board
offered the following facts in support of a rational for the CAP:

a) Only 20 percent of the total college population was full time, in residence, and
younger than 22 years of age.

b) Every other seat in college classrooms was filled by an adult 25 years of age or
older. These seven million adults made up almost 50 percent of today's
college credit students, up from 40 percent in 1980 and 30 percent in 1970.

c¢) Part-time students made up 45 percent of college enrollments.

d) Almost all graduate students were adults. About 50 percent of all graduate
students were 30 years of age or older and a large majority work full time and
study part time.

e) At least, ten million adults took part in college noncredit programs.

f) Some 80 percent of undergraduate adults were degree candidates.

g) Some 30 percent of adults studied full time.
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h) Some 50 percent of adults took classes during the day (The College Board,
1994, p. 3).

CAP was designed to be a market study of adult learning characteristics to assist
educators in the recruitment, program planning, and design of services for adult learners.
It was designed to be appropriate for undergraduate, graduate, or non-credit programs.
The results of such CAP studies were that colleges and universities positioned
themselves to provide appropriate educational outreach that met the educational needs of
adult learners. The College Board wrote that these colleges were able to enroll a larger
share of the existing markets, and extend their outreach by identifying new mérkets.
CAP consisted of five assessments:

a) Demographic analysis of the community,

b) Interviews with individual adults,

c) Interviews with organizations,

d) Analysis of nearby colleges, and
e) Survey of faculty and administration (The College Board, 1994).

Demographic Analysis of the Community. The demographic analysis of the

community relied on past research that established the demographic characteristics of
adults who were most likely to go to college. CAP mapped the geographic regions of
those adults so the college or university was able to locate and reach out to those adults.
Specifically, CAP:
uses the 1990 U.S. Bureau of the Census data to select those attributes of adults
known to predict college study, combines those attributes in an optimum
arrangement, and computes the latent learning potential of adults living in the
area served by the college (The College Board, 1994, p. 5).

The analysis resulted in maps of 500 census tracts in the communities that were served

by the college. Each tract was shaded to show the likelihood of adults enrolling in
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college. Statistical data included number of households in each tract, number of adults
25 and older in each tract, probability of the adults attending college, and the number of

adults predicted to enroll in college by census tract (The College Board, 1994).

Interviews With Individual Adults. Interviews with individual adults were done

by telephone interviews. The College Board wrote that adult learners who were already
in thg learning market gave the best description of what adult learners want and need.
The result of such interviews were that the college had a "template of their (adult)
preferences” that was used to compare to current programming and for future decision
making. In this step, thousands of households were contacted in order to find hundreds
of adults who were active in the léarning market. Adults who were not involved in the
learning market were not interviewed. A questionnaire was constructed specifically
tailored to the college. The results were 60 to 70 tables that were easily used by the
college staff. The types of information included:

a) Market shares of nearby colleges,

b) Full-time vs. part-time study,

c) Degree vs. ﬁondegree study,

d) Subject fields of study, and

e) Competitive ratings of ngarby colleges.
The interviewee's preférences for future study included college, schedule, location,
services, advertising, and cost (The College Board, 1994). The College Board

emphasized that this assessment was a demand analysis not a needs assessment.
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Interviews With Organizations. Interviews with organizations were conducted

in an effort to yield contracts with organizations for the college to provide credit or
noncredit instruction. The College Board wrote that such arrangements were attractive
to organizations because they control who will study, what will be studied, and when,
where, how, and the price of the instruction. The interviews with organizations were to
determine immediate training needs which resulted in immediate student supply. This
too was a demand analysis not a needs assessment. The interviews were not seeking to
determine the kinds of general training needs present within organizations. Rather,
specific training needs at specific organizations that were contracted over a specific
period of time. Up to 100 organizations were interviewed over the telephone in order to
produce a group of 12 interested in contracting with the college. Face to face interviews
were conducted with the 12 over a three-day peribd of time on site at each organization.
The result of this analysis was a profile on each organization interviewed including the

details necessary in order to draft the contract for each organization.

Analysis of Nearby Colleges. An analysis of nearby colleges was conducted

because the offerings of neighboring colleges, to a large extent, determined the
competitive environment. The programming of other colleges resulted from their own
efforts to .provide appropriate outreach and were good indications of the types of adults
that would attend various types of programs. The College Board wrote that this
information provided the college with at least three strategies. The college could have

duplicated what the other college was offering. There might have been unmet demand in
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the community and some students enrolled at the other college might have transferred to
the new program. The college might have designed new offerings. The demand for
current offerings in the community might have been satisfied. The college might have
sought to coordinate offerings with other colleges. This was done by offering upper or
lower division courses that articulated with other colleges offerings (The College Board,
1994).

| In order to select colleges for the analysis, factors of success in the adult market
were considered. The likelihood of a competitive or cooperative relationship was also
considered. Public information on neighboring colleges was available to determine
offerings for adults. The resuit of this analysis was a description of the other adult
programs in the community. This provided thé college with a snapshot of its position in
the adult market and set the stage for determining what needed to be done to increase

supply (The College Board, 1994).

Surveys of Faculty and Administration. The faculty and administration were

surveyed in order to determine their capabilities and their willingness to make
adjustments to meet the needs of the adult learner. The College Board wrote that two
questionnaires were construded, one for faculty and another for administration. The
questionnaires were designed to answer the following questions:

a) What policies does the respondent advise the college to pursue in attracting,
serving, and retaining adult students with respect to such matters as: the
proportion of the student body that should comprise adults; what services the
college should provide for adults; and whether the college should contract
with organizations to supply education or training to their employees, clients
or members.

b) What practices will the respondent engage in with respect to such matters as
these: working evenings and/weekends; traveling to given off-campus



locations; and crafting new courses under contract with organizations (The
College Board, 1994, p. 9).

The result of this analysis was the faculty and administration's opinions about how to

serve the adult learner at the college.

Survey of Currently Enrolled Students. The College Board wrote that another
step of the model could have been a survey of currently enrolled students. This enabled
the college to gather infqrmation concerning it's strengths and weaknesses. It allowed
adult students to voicé their opinions. The College Board recommended that the survey

address issues related to:

a) Academic advising 1) Health Services
b) Admissions procedures J) Job Placement
' ¢) Bookstore services k) Library services
d) Classroom instruction 1) Parking

e) Course requirements m) Counseling

f) Faculty performance n) Security

g) Financial aid 0) Social activities

h) Food services p) Transfer of credits

(The College Board, 1994, p. 10).

Having completed all five steps, and a possible sixth, the college had ample
information for planning. The information from faculty and administration represented
supply from the college and was compared to the market demand information that
resulted from the interviews with adults and organizations. The gupply information from
nearby colleges was also taken into consideration. All the analysis was conducted within
the context of the demographic data compiled in the first stei) of the model (The College

Board, 1994).
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Research Interviewing

The literature related to general interviewing concepts was researched and
presented in Hand and Ogle (1993). Several definitions of interviewing were found in
the literature:

- A method of questioning with an interest on understanding the experience of
other people and the meaning they make of that experience (Siedman, 1991,

pp. 2-3).

- Interviewing was directed conversation. Information was given and
received. It was an oral exchange of sentiments, objectives, opinions,
information, and ideas. The interview revealed values, norms, hopes, and
expectations and personal feelings and attitudes (Epstein, 1985, pp. 2-3).

- A conversation between two people which had a purpose (Hodgson, 1987,
p. 2). '

- An interview was interactive, verbal, real time communication (Rossett,
1987, p. 133).

- Aninterview was described as a "conversation with a purpose" (Fowler &
Mangione, 1990, p. 11).

Obtaining the entire story was found to be the ultimate goal of the interviewing
process. This required that the interview be structﬁred such that the interviewee spoke
freely and spontaneously. Richard Fear (1978) presented the following techniqués to
help the interviewee open up:

Physical set-up should be private to avoid interruptions of any kind. The

interviewer greeted the interviewee pleasantly to relieve tension and create a

friendly atmosphere. The interviewer was facially responsive (raise eyebrows and
smile frequently) to project a receptive appearance.

Vocal expressions were varied in order to avoid becoming monotonous.

Small talk for the first few minutes developed initial rapport.
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Comprehensive introductory questions overviewed the interview to move from
small talk to the interview proper.

Assumed a permissive general manner by making comments like "I see, I can
understand that, uh-huh."

Gave frequent pats on the back by making comments like "that's fine, you
deserve a lot of credit, very good!"

Played down the importance of unfavorable information in order to get the
interviewee to tell the whole story, good and bad.

Calculated pauses were used by the interviewer to encourage the interviewee to
elaborate further on a previous point.

Interjection of humor made the conversation appear natural by creating a variety
of moods (Fear, 1987, pp. 60-79).

Anderson (1991) suggested that homework be done prior to the interview by
learning some facts about the interviewee (title,v‘background, spelling of name) and about
the topic. Acquiring this information beforehand was flattering and helped the
interviewee respond better. When scheduling the interview, the interviewer
communicated how long the interview would take and then stuck to it. Most people
were willing to talk for a specified period of time. People were interviewed in an
environment that was natural and comfortable to them. Anderson told of an instance
where he interviewed a florist in his truck as he drove around picking up supplies and
making deliveries. Even though knowledge of the topic ahead of time was required, the
interviewer's opinions were not expressed.

The interviewee was made to feel like the expert regardless. The interviewee's
comments were more important than the interviewer's. The interviewer followed the
basic rules of listening. The goal was to maintain control without dominating the

interview. The interviewee was allowed to finish speaking before moving to the next
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question. The interviewer did not try to talk and listen at the same time. A brief
statement was interjected occasionally to show attention. Anderson summarized by
stating, "good interviewers are courteous but assertive, professional and objective, but
interested and determined" (Anderson, 1991, p. 19).

Loretto (1986) suggested that the interview process was inherently limited. He
stated that "most interviews are conducted drawing inferences from limited data obtained
in artificial situations by untrained observers" (Loretto, 1986, p. 101). Loretto offered
the following as examples of invalid inferences in reference to a teaching environment:

Fact: Knows subject matter,

Inference: Can teach subject,

Fact: Attended Small, private school and was from a rural community,

Inference: Can't teach in an urban setting, -

Fact: Of same cultural and socioeconomic background as pupils, and 1

Inference: Will command respect of pupils (Loretto, 1986, p. 102).

Such inferences may or may not have been valid and other variables were to be taken
into consideration. Loretto maintained that not allowing for other variables constituted
stereotyping. Loretto cited interviewer bias, the Halo Effect (predisposed toward a
particular person to overdo positive aspects), and the Devil's Horns Effect (a negative
characteristic or two, characterizes the interviewee as all bad) as common problems that
interfered with interviewing assessments.

Loretto presented the following essentials of good interviewing. The good
interviewer:

Had a plan,

Had adequate knowledge,

Had adequate background information on the interviewee,

Scheduled interviews with adequate time allotted,

Ensured that interviews were held in private,
Put the applicant at ease,
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Avoided leading questions,

Adjusted the level of the language to the ability of the respondent,
Was aware of his or her prejudices and tried to avoid their influence on
judgments,

Avoided any suggestion of discrimination,

Knew how and when to close the interview, and

Recorded the facts during the interview, and impressions and
judgments immediately thereafter (Loretto, 1986, p. 104).

Types of Research Interviews

Merriam (1988) wrote that the most common type of interview was the person-
to-person interview. Interviewing was found to be necessary when it was not possible to
observe behaviors, feelings, or how people interpret their world. The decision to use
interviewing as the primary method to collect data was to be based on the type of
information desired. Merriam wrote that interviewing was to be used when it provided
the researcher with an abundance of meaningful data and at less cost when compared to
other techniques.

. interviews are one of the most powerful methods in the qualitative armory.

For certain descriptive and analytic purposes, no instrument of inquiry is more

revealing. The method can take us into the mental world of the individual, to

glimpse the categories and logic by which he or she sees the world. It can also
take us into the life world of the individual, to see the content and pattern of daily
experience . . . interviews give us the opportunity to step into to mind of the
other person, to see and experience the world as they do themselves

(McCracken, 1988, p. 9).

Merriam (1988) wrote that types of interviews vary from highly structured to open-
ended interviews. Highly structured interviews were characterized by determining the
exact questions and sequence ahead of time. Merriam likened this type of interview to

an oral form of a written survey. Semistructured interviews differ in that the interview

was guided by a list of questions but the exact wording and sequence of the questions
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was not determined ahead of time. Merriam stated that this allowed the researcher to be
responsive to the each unique situation. The unstructured interview was recommended
when the researcher did not know enough about the phenomenon to ask the right
questions. The unstructured interview had no pre-determined questions. The major
purpose of the unstructured interview was in fact to learn enough about the phenomenon
to be able to ask the right questions. Merriam stated that the most often utilized method
was the less structured format. The less structured format acknowledged that individuals
interpret their world in unique ways. The objective was most often to come to know the
individuals unique perspectives, therefore the interview should not ‘reﬂect the

interviewer's variables or categories for describing the world.

The Process of Conducting Interviews

' The beginning of the interview process was to determine who to interview.
Merriam (1988) wrote that the answer depended on what information was needed and
who was in the best position to provide the desired information. The selection of
interviewees on the basis of what they could contribute to the understanding of a
phenomenon was to engage in purposive or theoretical sampling. In qualitative inquiry,
the number and representativeness of the interview sample was not the major
consideration. The crucial factor was not the number of interviewees but the potential
contribution that each may make to the development of an understanding of the
phenomenon being studied.

Merriam (1988) stated that the key to obtaining good information in the

interview was for the researcher to ask good questions. The way to do this was to
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develop a listing of questions which translate the research objectives into language that

was specific and possibly measurable. Merriam recommended that questions be written
in familiar language. Multiple questions were to be avoided. Leading questions which

caused the interviewee to accept the researcher's point of view were to be avoided.

Questions that were suitable for simple yes or no answers were also be avoided.

. The Interview Guide. Donaghy (1990) wrote that the interviewers skill in

preparation was reflected by producing an interview guide. The interview guide allowed
the interviewer to know where the interview was going and to maintain control. It
eliminated any element of confusion and provided for a free flowing conversation.
Donaghy wrote that a detailed interview guide was used when the interviewer desired a
highly structured interview. A less structured guide was needed for semistructured and
non-directive interviews.

The semistructured interview guide consisted of a listing of the topics to be
covered in the interview. The topics may or may not have been taken in the order listed
in the actual interview. By listing the topics only, the interviewer had great flexibility in
the phrasing of original and follow-up questions. Donaghy suggested that the interview
guide list the topics in a logical order. This order was not to be required in the actual
interview, but the logical sequence gave the interviewee the feeling that the interviewer
was not picking topics at random.

The semistructured interview guide had potential problems in that a simple listing
of abbreviated topics was being used. Interviewers might have run out of time, forgot

important questions, or labored to formulate the next question instead of listening to the



interviewee's responses. Donaghy suggested expanding the topics in order to solve for
these problems. The more experienced the researcher the more abbreviated the
interview topics were. Donaghy also suggested plenty of white space on the interview
guide in order for the interviewer to make notes and record impressions.

Donaghy (1990) wrote that the interview purpose should be considered in the
process of developing interview topics. Sometimes the topics for the interview were

well known and at other times it was up to the researcher to determine the relevant
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topics in order to accomplish the interview purpose. There were no set number of topics

to be covered in a single interview. Donaghy suggested that a good rule of thumb was
to schedule two or more interviews if more than five to six topics were to be covered.
Normally, a topic takes 10-12 minutes to cover adequately. Most interviewees were

good for interviews that lasted approximately one hour.

Assessment of the Quality of Interview Data. Merriam (1988) wrote that the

most common method to record interview data was to tape-record the interview. This
method provided a record of everything that was said in the interview to enhance the
analysis process. Drawbacks to tape-recording the interviews was malfunctioning
equipment and interviewee discomfort to being recorded on tape: Merriam wrote that
ideally, verbatim transcription of the recorded interviews provided the best data for
analysis.

Stake (1995) presented a different view of recording the interview. Stake

suggested that the interviewer prepare a written facsimile including key ideas and

episodes. Stake stated that for many researchers a tape-recording of the interview was
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of little value unless an audio presentation was required. The exact words of the
interviewee was not so important as was getting the meaning of what was said. Stake
stated that it was critical that the interviewer insist on having time immediately following
the interview to prepare a facsimile of the interview. It appeared that the use of both
strategies would prove beneficial especially to the beginning researcher.

In addition to recording the data for analysis, Merriam wrote of the importance
to assess the quality of the data. Various factors were documented which may have
influenced the interviewees responses: health, mood, and ulteﬂor motives. In addition, it
was possible to obtain information from a bad informant. Merriam suggested checking
the plausibility of the account and the reliability of the informant. The best way of doing
* this was to compare the interviewee's responses with the responses given by other
interviewees. Another way was to check the responses given by thé interviewee by
checking documentary material or by observing the phenomenon directly (Merriam,

1988).

Analysis of Research Interview Data. McCracken (1988) wrote that the most

demanding and least examined element of qualitative research interviewing was the
analysis of qualitative research data. McCracken wrote that "the object of the analysis
process was to determine the categories, relationships, and assumptions that informs the
respondent's view of the world in general and the topic in particular" (McCracken, 1988,
p. 42). The researcher approached the analyéis process with a sense of what the
literature said about the topic, the knowledge of what the researchers personal

experience had resulted in, and what took place in the interviews themselves.
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If the full powers of discovery inherent in the qualitative interview are to be fully
exploited, the investigator must be prepared to glimpse and systematically
reconstruct a view of the world that bears no relation to his or her own view or

the one evident in the literature (McCracken, 1988, p. 42).

Burlingame (1995) indicated the need for the interview transcript to be analyzed
for criteria that were present. He suggested that the researcher look for key words in the
transcript in the form of verbs or nouns, or statements that described relationships.
Burlingame suggested creating word processing files for each criterion per interview.
The files were named to identify themes that emerged from individual interviews.
Quotes for each theme were entered into each file including the name, date of the
interview, and the transcript page where the quote was found. Files such as these were
created for each individual interview.

As a result of reviewing all the transcripts, the researcher would notice common
or important criteria. Burlingame suggested careful review of the criteria that were
identified. The researcher was encouraged to think about new criteria, consolidating old

criteria, and the fit of the quotes with the categories. In this process the researcher was

to begin to get an idea about the relationships that existed among the criteria.

Document Analysis

Merriam (1988) wrote of thg need to check documentary material as a way of
assessing the quality of the data. Interview and observation techniques were
documented to be somewhat intrusive. They were intrusive in that both brought a
foreign element into the social environment. Documents were normally created for

purposes other than the research project and did not have the same limitations.
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Documents were defined to include public records, personal papers, physical traces, and
artifacts (Merriam, 1988).

In order to determine whether or not a document had value as a data source,
Merriam suggested that it must have been relevant to the research questions and that it
be acquired in a practical and systematic manner. A limitation cited by Merriam was that
documents most often were not prepared for research purposes. From the perspective of
the researcher, documents were often found to be incomplete. Anothef limitation was
that of documenting the authenticity and accuracy of documents. The documents may
have been subjected to intentional or unintentional biases or deception. Merriam
suggested that documents never be used in isolation. "It is the investigator's
responsibility te determine as much as possible about the document, it's origins and
reasons for being written, its author, and the context in which it was written" (Merriam,
1988, p. 107). Although there were several limitations, documents were still regarded as
good sources of information. Documents often provided better or more data at less cost.
Documents were often free, accessible, and compiled an enormous amount of
information that saved the researcher time.

Merriam (1988) indicated that data from documents was used much the sanie as
data from interviews. In addition, documents served the researcher well as tools for
comparative analysis. Merriam wrote that one of the best advantages of using

documents was that they were objective sources of data. The interviewer did not alter

that which was studied by being present in the social setting.
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The Process of Conducting a Document Analysis

Finding relevant documents. The first step in the process of document analysis

was finding relevant documents. In order to find relevant documents Merriam suggested
a procedure that was grounded in the research topic itself. For example, a study of adult
degree completion programs would have lead the researcher to memos, background
papers, advertising material, application forms, final reports, and planning documents
(Merriam, 1988). The key to finding relevant documents was the researcher's ability to
think creatively about the research topic. Often times, the purpose for which documents
were prepared differed from the purpose for which the researcher desired to use them.
Stake (1995) cautioned that the pbtential usefulness of a document should be established
up front and time allocated accordingly. This was important because it was impossible
to always determine how much time a document would take. If a document appeared to

require more time than it was worth, the researcher considered moving on.

Assessing the Authenticity of the Documents. The second step of the process

involved assessing the authenticity of the documents. This was important because the
documents were not produced for the researcher. The researcher sought to determine
the process through which the documents were produced. Questions to be asked by the
researcher were: What was the hjsfory of the documents production and use?; How was
the document's use allocated?; Was the document's selection biased?; and, How might

the document be distorted or falsified (Merriam, 1988)?
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A System for Coding, Cataloging, and Analyzing the Documents. The third step

involved adopting a system for coding and cataloging the documents. The researcher
identified descriptive categories for the purpose of cataloging the documents. Merriam
(1988) wrote that qualitative content analysis was used to analyze documents. Content
analysis was described as a systematic procedure for describing the content of
communications. Content analysis was employed in order to determine meaning and
confirm theo;etical relationships. Although the researcher had established categories
which served to guide the analysis process, it was expected that there may have been
new categories wﬁich would arise during the analysis. The process of analysis was a
coding of raw data and the construction of categories that described the content of the
document. The‘resulting information was useful to the researcher for comparisons to the
interview data and also as a means of discovering new information. Stake (1995) wrote
that dqcuments were often good substitutes for documentation of activity that the
researcher could not observe directly. "Documents of all types can help the researcher
uncover meaning, develop understanding, and discover insights relevant to the research

problem" (Merriam, 1988, p. 118).
Summary

Chapter II provided a review of the literature focusing on the importance of
establishing a foundation for decision making. A review of tﬁe literature related to
decision making revealed a complex system of modes and strategies all in operation in a
political environment. There was an overall lack of evidence indicating that decisions

were data based, indicating a need for a model to guide decision making. The review of
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educational philosophy. The philosophical position presented was that of a cautious
educational pragmatist. The review also incorporated research related to the
characteristics of the adult learner. A process model developed from a foundation with a
cautious pragmatic view and a concern for the characteristics of the adult learner was
especially suited to meeting the unique needs of adult learners.

A review of the literature related to planning and evaluation in higher education
was rélevant to the study. The literature revealed that cost-effective decisions and
sustained improvement were the result of effective planning and evaluation efforts. A
review of the literature related to existing models was also relevént. The Work Keys
System and the College Assessment Program were especially suited to guiding educators
in the process of planning appropriate educational outreach for their constituents.

A review of the literature related to research interviewing was included. A semi-
structured face-to-face interview methodology was used to identify aﬁd rank the most
important criteria for a process model to guide educators in the process of establishing
curricular priorities for adult baccalaureate degree completion programs. The semi-
structured face-to-face interview methodology was also employed to determine ‘why
each of the interviewees believed the identified criteria were important, and’to identify
the processes employed by the experts that were related to the criteria.

The last section of the review of literature was related to conducting a document
\analysis. The literature indicated a need fqr the researcher to assess the quality of the
data gathered through the interview process. A way of assessing the quality of interview

data was to gather additional data which was not prepared for the purposes of the study.
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As suggested by the literature, data was gathered for comparative analysis by collecting
documents from each interviewee.

This review of the literature, and data gathered through semi-structured interview
and document analysis methodologies will hopefully result in better planning, evaluation,
and data-based decision making which will position private universities to better provide

outreach services to their constituents.



CHAPTER 111
METHODOLOGY

The purpose of this research was to develop a process model for determining
curricular priorities for adult baccalaureate degree completion programs at private
universities in the four state region of Oklahoma, Kansas, Missouri, and Arkansas. This

chapter addressed the issues of data collection in terms of methodology and analysis.
Introduction

This descriptive study incorporated} semistructured face-to-face interview and
document analysis methodologies for the purpose of collectihg information.
Semistructured face-to-face interviews and document analysis were described in
Burlingame (1995), Donaghy (1990), Merriam (1§88), McCracken (1988), and Stake
(1995). |

Practicing administrators, responsible for successful adult baccalaureate degree
completion programs at private colleges and universities in the four state region of
Oklahoma, Missouri, Kansas, and Arkansas participated in the study. The
semistructured face-to-face interview was used to generate, and rank order a list of the

most important criteria in the decision to determine curricular priorities for adult
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baccalaureate degree completion programs. In addition, the semistructured face-to-face
interview was utilized to determine why each of the experts identified and ranked the
criteria as they did. Lastly, the semistructured face-to-face interview was utilized to
determine processes employed by the experts pertaining to the criteria that were
identified.

Document analysis techniques were employed to analyze documents which were
collected from each of the experts. This was done for the purpose of comparative
analysis with the interview data. A model emerged out of the data that represented a
process impacting the practice of determining curricular priorities for adult baccalaureate
degree completion programs. An introductory Ietter and a graphical illustration of the

model which ultimately emerged was faxed to each of the experts for a reaction.
Population

According to Merriam (1988), the beginning of the interview process was to
determine who to interview. The answer depended on what information was needed and
who was in the best pesition to prdvide the desired information. The selection of
interviewees on the basis of what they could contribute to the understanding of a
phenomenon was to have engaged in purposive or theoretical sampling. Further, in
qualitative inquiry, the number and‘representativeness of the interview sample was not
the major consideration. The crucial factor was not the number of interviewees but the
potential contribution that each may make to the development of an understanding of the
phenomenon being studied. Based on this logic, McCracken (1988) stated that for most

qualitative studies eight interviewees was enough.
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The subjects in this study were practicing administrators, responsible for
successful adult baccalaureate degree completion programs at private colleges and
universities in the states of Oklahoma, Kansas, Missouri, and Arkansas. One private
college or university representing each of the states of Oklahoma, Kansas, Missouri, and
Arkansas was included in the study. Two subjects from each college or university
participated in the study.

Private colleges and universities in each of the states of Oklahoma, Missouri,
Kansas, and Arkansas were called by telephone to identify which had successful adult
baccalaureate degree completion programs. Telephone calls were then made to the
administrator of each program to determine if there was interest in participating in the
study. If there was interest, the administrator was asked to identify two subjects for the
study. The recommended subjects were contacted by telephone to determine their
willingness to participate. The interview dates were also established by telephone. The
Statement of Oral Solicitation was included in Appendix A.

A letter was faxéd to each subject providing a brief summary of the study,
confirmation of the interview dates, the need for them to sign a consent form, and a
request that they collect and make available any documents that they felt would be |
relevant to the study. A copy of the consent form was faxed along with each letter. The
Letter to Subjects was included in Appendix B. The Research Interview Consent Form
was also included in Appendix C. As suggested by Shumaker (1993), the following
criteria were to be used in the nomination of participants:

"(1) Participants must be knowledgeable about the factors that should be considered in

program planning; (2) participants must be practicing administrators, responsible for
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successful programs; (3) participants must be willing and able to express their opinions
openly regarding factors and priorities and to entertain new alternatives; and

(4) participants must take seriously the business of planning" (p.49).
Collection of Data

The data for this study was collected by conducting semistructured face-to-face
interviews and document analysis. Interview methodology required audio taping and
verbatim transcription. Document analysis required collecting documents from each of

the experts.
Collection of Inter\ziew Data

Semistructured face-to-face interview inethodology was employed with each
subject to generate a rank drdered listing of the most important criteria to consider in the
decision to determine curricular priorities for adult baccalaureate degree completion
programs. As recommended by Donaghy (1990), a semistructured interview guide was
utilized in order to guide and maintain control of the interview. The following line of
questioning was used in the interview: What were the most important criteria in the
decision to add a program for adults in your school? Utilizing the numbers 1 to 10, they
were asked to identify in descendiﬁg order the importance of each criteria. In this
situation, one was the number with highest priority. An additional question asked was:
Why did you identify and rank the criteria as you did? This process was repeated for the
decision to modify and terminate programs for adults in their schools. Lastly, the experts

were asked to identify the processes employed that were related to each of the identified
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criteria. As suggested by McCracken (1988), pilot interviews were conducted prior to
the actual interviews. The pilot interviews served to check the logical and sequential
flow of the questions and provided practice in probing to elicit desired information. The
Semi-Structured Interview Guide was included in Appendix D.

Prior to each interview each expert was called by telephone in order to confirm
the interview date, time, and location. Each interview session began with a welcoming
statement and a brief description of the study. Each participant was asked to sign a

consent form. All participants willingly signed these forms.

Collection of Document Data

In the letter sent to each expert prior to the interview, the expert was asked to
collect and make available documents which they felt would be relevant to the study.
Documents related to adult baccalaureate degree completion programs which were
grounded in the research project itself (ie: memos, background papers, advertising
materials, catalogs, application forms, reports, and planning documents were suggested
(Merriam, 1988). After a quick review of the documents the expert may have been

asked for additional documents as appropriate.

Collection of Expert Reaction Data

The data from the interviews, document analysis, and literature were analyzed
to identify the most important criteria in the decision to determine curricular priorities for
adult baccalaureate degree completion programs. A model emerged out of the data that

represented a decision-making process that impacted practice. A letter of introduction -



and a graphical illustration which detailed the process model which emerged was faxed
to each expert. The experts were told in the letter that any questions about the model
could be answered by calling by telephone. The telephone number was given in the
letter. The experts were asked to consider the following questions related the utility of
the process model:

1. What were the strengths of the process model?

' 2. What were the weaknesses of the process model?

3. What were the barriers in using this model?

4. How could you eliminate these barriers or weaknesées?

5. How would you modify or improve the model?

6. Would you use the modél?

7. How would you use the model?
The questions were included in the fax to the experts in the form of a. two-page
questionnaire. The experts were asked to return their responses by fax. The Letter.of
Introduction was included in Appendix E. The Participant Reaction Questionnaire was

included in Appendix F.

Analysis of the Data

Analvysis of Interview Data

During the face-to-face interviews, the experts were asked to identify the most
important criteria in each of the decisions to add, modify, or terminate programs at their

school. In addition, they were asked to establish the order of importance of these
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criteria. Utilizing the numbers of 1 to 10, they identified in descending order, the
importance of each criterion. In this situation, one was the number with highest priority.
The numerical scores for each of the criteria in the decisions to add, modify, or terminate
were added and then divided by the number of interviewees. The resulting mean was
used to rank order the list of criteria in each of the decisions to add, modify; or
terminate.

The experts were asked why they identified and ranked the criteria as they did.
The resulting testimony was utilized in order to gain a thicker and richer understanding
of the criteria themselves and the relationships that existed among the criteria. Lastly,
the experts were asked to identify the processes employed that related to the identified
criteria. The resulting testimony had implications for the process model which emerged.

The audio tape recordings and verbatim transcripts were utilized in the analysis
process. Each transcript was read while listening to the corresponding tape to ensure
correct transcription. Data from the interview transcripts was referred to extensively in

the process of presenting the findings of the research in Chapter IV.

Analysis of Document Data

In order to find relevant documents the experts were asked to collect and make
available documents which they believed would be relevant to the study. Documents
related to adult baccalaureate degree completion programs which were grounded in the
research project itself (ie: memos, background papers, advertising materials, catalogs,

applications forms, reports, and planning documents were suggested (Merriam, 1988).
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The authenticity of the documents were assessed by determining the process by which
the documents were produced. Questions asked in this process were: What was the
history of the documents production and use?; How was the document's use allocated?,
Was the documents's selection biased?; and, How might the document have been
distorted or falsified (Merriam, 1988)? The data were summarized in Chapter IV in

terms of the categories and information present in the documents.

Analysis of Expert Reaction Data

The experts were faxed an introductory letter, a graphical illustration of the
model, and a two-page questionnaire. The experts were asked to return their responses
by fax. Analysis of the experts responses resulted in summarizing the responses and

making several recommendations for further study as presented in Chapter V.
Ethical Concerns

Approval of the Oklahoma State University Institutional Review Board was
required in order to conduct this study. The purpose of this approval was to protect the
researcher and participants of the studf. Participant anonymity and conﬂdeﬁtiality were
of great concern. Audio cassette tapes, transcripts, and documents were kept in a locked
filing cabinet in the researcher's office. The participants' names were not used in any
case. The Application for Review of Human Subjects Research was included in
Appendix G. The Oklahoma State University Institutional Review Board Human
Subjects Review letter which indicated approval for the study was included in Appendix

H.



66

Summary

The most important criteria in the decision to establish curricular priorities for
adult baccalaureate degree completion programs at private universities in Oklahoma,
Kansas, Missouri, and Arkansas were identified and ranked by utilizing semistructured
face-to-face interview methodology. Interviews were audio taped and verbatim
transcripts created for analysis. Descriptive statistics were employed to determine the
mean and resulting ranking of each criteria in the decisions to add, modify, and terminate
programs at their school. In order to assess the quality of the data collected in the
interviews, document analysis techniques were employed for comparative analysis
purposes.

An introductory letter and graphical illustration of the model waé faxed to each
of the participants for a reaction. A questionnaire containing eight questions was
included with the fax. The experts were asked to return their responses by fax. The
expert's reactions were analyzed in order to summarize their comments and make
recommendations for further study. Practicing administrators, responsible for successful
adult baccalaureate de\gree completion programs at private colleges and universities in

each of the states of Oklahoma, Kansas, Missouri, and Arkansas participated in the

study.



CHAPTER IV
PRESENTATION OF FINDINGS
Introduction

The purpose of this study was to develop a process model for establishing
curricular priorities for adult baccalaureate dégree completion programs at private
universities in the four state region of Oklahoma, Kansas, Missouri, and Arkansas. In
order to develop the process model and make it relevant to the four state region, the
important criteria in the decision to determine curricular priorities for adult baccalaureate
degree completion programs were identified. A group of practicing administrators, who
were résponsible for successful adult baccalaureate degree completion programs
representing private colléges and universities in the four state region were used to
identify the criteria. These criteria were used later as important components of the
process model. This chapter presents the findings of the research. It is organized around
the study's five research questions. The first section presented the ifnportant criteria
identified by the experts through semi-structured face-to-face interviews. The second
section presented the relative rank order of the important criteria as described by the
experts. The third section discussed why the experts identified and ranked the important

criteria as they did. The fourth section presented the important criteria identified in
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various documents which were collected from each of the experts. The fifth section
presented the model which emerged as a result of triangulating data from the interviews,
documents, and the literature. This model represented the decision making process of
the experts in the decision to determine curricular priorities for adult baccalaureate
degree completion programs. A graphical illustration of the model was presented.

The face-to-face interviews were recorded on audio cassette tape and verbatim
tranécripts created for each interview. The transcripts Were analyzed in order to present
data from the experts which dealt directly with each of the criteria that were identified.
Relevant quotes were cited from each expert in an effort to allow the experts to tell their
own story. Quotations from the experts were summarized in each instance.

Problems were experienced with the quality of the audio cassette recording for
the interview labeled as "white." As a result, the transcript from the white interview was

extremely brief. There were very few quotes from the “white” interview.
Research Question One

What were the most important criteria identified by program planning experts, at
private universities in this study, in the decision to determine curricular priorities for
adult baccalaureate degree completion programs?

The criteria that were identiﬁed by the experts were first listed in summary
fashion. These data were recorded in writing during the face-to-face interviews with the
experts who participated in the study. The cﬁteﬁa were listed just as the experts
described them during the interviews. The summary represents how the experts ranked

the criteria in order of importance. To ensure the confidentiality of each expert, each



interview was labeled as a color. This color coding system was utilized throughout the
remainder of the study when referring to specific experts.

#1 Maroon Criteria and Rankings

Adding
1. Faculty to Develop
2. Student Need

Modifying
1. Faculty Input

2. Student Needs

3. Faculty Feedback

4. Student Feedback

5. Availability of Faculty

Terminating

1. Unavailability of Coursework (Faculty Support)
2. No Student Need

3. Lack of Faculty

#2 Purple Criteria and Rankings

Adding

Availability of Faculty
Business/Industrial Needs
Student Needs

Delivery of Coursework
Competition's Offerings

Modifying

Student Input

Faculty Input

Method of Delivery

Courses Not Relevant

Competition's Offerings

Outside Educational Training (Non-College Competition)

Nk W=
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Terminating

No Student Interest

Course Content Not Needed
Lack of Faculty

Faculty Concern/Lack of Support
Administrative Mandate

bW

#3 Red Criteria and Rankings

Adding

1. Mission

2. Market Place Needs

3. Accommodation of Adult Student
4. Availability of Faculty

Modifying

1. State Requirements

2. Accreditation

3. Update to Current Needs of the Field (Student Needs)
4. Articulation Concerns '

Terminating
1. Lack of Student Interest

2. Program not within Mission
3. Competition

#4 Gray Criteria and Rankings

Adding
1. Needs in the Community (Business and Industry Needs)

2. Student Input (Needs, Desires)

Modifying

1. Input from Business and Industry
2. Student Input

Terminating
1. No Student Demand
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#5 Blue Criteria and Rankings

Adding

1. Market Analysis (Student Input, Competition, Cost to Develop and Deliver)
2. Presidents Cabinet (Administrative Input)

3. Faculty Input/Community Experts

4. Academic Affairs Committee (Administrative Input)

Modifying
1. Integration of New Knowledge

2. Market Needs/Advisory Board
3. Student Input v
4. Faculty Input

Terminating

1. Marketing Strategy

2. Competition

3. Student Interest

4. No Longer a Need (Curriculum Relevancy)

#6 White Criteria and Rankings

Adding

Mission of University

Student Needs

Business/Industry Needs

Expertise of Faculty

Expertise of Staff (Administrative Input)

SNARWN -

Modifying
1. Student Feedback

2. Faculty Feedback
3. Changes in Curricular Resources
4. Advisory Committee

Terminating
1. No Demand From Students
2. Drifting Away From Mission

#7 Yellow Criteria and Rankings

Adding
1. Expanding Ministry/Reaching New Constituents (Mission)

2. Building Endowment (Financial Considerations)
3. Accreditation
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Modifying

Need to Keep Current

Faculty Input (Internal)

Values of University (Mission)

Make More Similar to Residential Curriculum (New Knowledge)
Student Input

Faculty Input (External)

N

Terminating

1. Financial Drain

2. Facility Drain/Faculty Drain

3. Damage Mission of University

#8 Green Criteria and Rankings

Adding
1. Student Needs

2. Expand Outreach/Establish a Presence in Community (Mission)

- Modifying

1. Faculty Input (Internal)
2. To Keep Current

3. Student Input

4. Business/Industry Needs

Terminating
1. Lack of Students

Criteria for Adding a Program

Student Needs. A criterion identified by the experts in the decision to add a

program was student needs. Students provided the experts with information which was
important in the decision making process. In one sense, students were helpful in
identifying new programs for the degree completion program.

There is also what we are hearing from students as far as what they would like to
do. Student input is a big thing to me. The determination at one point to do the
communications degree was to fill a gap that we had, and some students said that
they are out there in the job market and if they had this or that they would be able
to do more (Gray, 12/20/95, p. 10).



73

We would have some information here just from having talked with inquires that
have said, No, that is not major I want. This is the major I want. I am not sure
how else we would try to get the information besides surveys, questionnaires,
and things like that (Green, 1/4/96, p. 10).

The communication major is a four-year program, and with that program we
determined there was a need based on the number of inquires that we continued
to see from the students calling in and asking about a communication major.
That major was available in our day school, not in our evening division, so a lot
of inquires and numbers of requests indicated that there was a pretty substantial
interest in the adult population for that major (Red, 12/20/95, p. 6).

Adding another major like this, I would assume, it would just be based on a

need (student need). If we were to find out that there were a lot of people out
there who were interested in finishing their education but Organizational
Management was not for everybody and there was a real need to offer something
like Physical Education, then it might be considered (Green, 1/4/96, p. 10).

It originates from a marketing point of view. There is no way that a faculty
person necessarily will try to initiate this. It comes from a marketing point that
we will pick up in our office from seeing the need base of adults (Purple,
12/19/95, p. 6). | |

An example of what we did with, we have not done it with Organizational
Communication but Health Services, is a survey was sent to employees at Baptist
Medical Center . . . the women who was in charge of Continuing Education at
the time did a survey out there to find out how many administrative staff and
secretarial staff would be interested in having courses come out there . . . what
they found was that these employees could not get paid for taking this type of
course; it had to be a degree program...these people want degrees and that is the
only way the hospital will give them tuition assistance (Purple, 12/19/95,

pp. 7-8).
In other instances students were called upon to provide feedback.on program ideas that
had been identified through other sources. ‘The focus of this dialogue was to be sure that
potential programs woﬁld meet the needs of students.

I think I would go from there (discussions with business people to determine

what needs exist that are not being addressed) to my student population with

some alternatives or some choices, depending on what I have heard (Gray,
12/20/95, p. 17).
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Since we have had the Pace program we usually use Pace students (for market
research). Is this the kind of degree you would like to move into? Now we have
a base of about four hundred people in that program so it is a good place for us
to look (Blue, 12/21/95, p. 4).

Well, I guess the first thing we look at is whether there seems to be a market
(student need). We do not go out and really do a strong survey, but we always
do some kind of market survey to get a feel of the market (Blue, 12/21/95, p. 3).

The major in the evening is different than our day school department, and again it
is tailored more to the working adult (Red, 12/20/95, p. 6).

... does it (the proposed major) accommodate the adult student in terms of their
economic needs, and educational desires. I think it is critical for the adult student
to consider majors that are career oriented (Red, 12/20/95, p. 7).

When possible we try to involve a student just to get insights from them, that

sometimes is difficult and challenging with adult students because so many of
them work during the day, but when possible we do that (Red, 12/20/95, p. 19).

Business and Industry Input. The needs of local business and industry were

identified by the experts as a criterion in the decision to add programs. The experts
looked to business and industry in order to identify needs and then endeavored to add
programs to meet those needs.

Now we added programs in the associates, and truly, I guess the day school
faculty was not involved. That was a decision that we sort of made in response
to the needs in the community (workplace related needs) (Gray, 12/20/95, p. 8).

The need (workplace related) in the community is probably the big thing. To
watch that? It is sort of like osmosis, you know. I watch a lot, read a lot, talk to
anybody I can, see what is going on and watch what areas of the community are
growing. A few years ago there was a big need in the community in prenursing,
which we have (Gray, 12/20/95, p. 9).

You talk to people as you go out and after a while you can see trends happening.
You talk to attorneys, and you can find . . . it is mostly through reading and
talking to people that I get a feeling of what is going on out there (Gray,
12/20/95, p. 9).
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Maybe FAA came in and said, we need our employees to have this certain type of
degree. We are going to pay 100 percent. Can you develop this area of
concentration for us? Then we would definitely meet with faculty and go over
that (Maroon, 12/19/95, p. 19).

The Health Service Administration was developed under the faculty here because
of the need in the health service field. It is developed for employees at hospitals,
nursing homes, doctor's offices who needed an administration degree if they
wanted to stay in the health service area (Maroon, 12/19/95, p. 20).

In order to develop degree programs to meet the needs of business and industry,
the eiperts involved people from business and industry in the process of establishing
curricular priorities. In these instances, business and industry was represented on
advisory boards and involved in actual curriculum development efforts.

Again, we had an advisory group for the legal assistant program, and that was

made up largely of attorneys who work in the city, they were very helpful with

that program. (Red, 12/20/95, p. 11).

Well, for most of our programs we have an advisory board--not for all but for

most. We have (on the advisory board for the Criminal Justice program) the

Chief of Police. We have the Deputy Director of the prison. We have the

District Attorney. We have a student on there and we have somebody from the

faculty on there (Blue, 12/21/95, p. 13).

When we did the Criminal Justice program we used a professor of sociology who

was interested in that area, along with a member of the local police force who

was interested.in it. The two of them developed the curriculum together (Blue,

12/21/95, p. 7).

When we did TQM we went totally outside the university to people who were

experts in the field or had done training in the area, we used them to put together

the curriculum. (Blue, 12/21/195, p. 7).

Providing adults with workplace related degree programs appeared to be at the
core of why the adult degree completion program existed. The experts stated that their

most successful programs were those that provided needed workplace related degree

programs. |
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We added a major in communications and legal studies. Those have been two of
our largest programs that we have added. In both of those programs we
determined that there was a need in the community. We surveyed about six
hundred attorneys in the city, and without exception we found that we had a
good response to there being a very practical realistic need (Red, 12/20/95, p. 5).

I think it is critical for the adult students to consider majors that are career
oriented. I think the workplace is extremely important. Degree programs that
are most successful are those who prepare adults for the workplace (Red,
12/20/95, p. 7).

I think the adult program is very right to respond to employment needs in
anything that is degree oriented, and probably more so than traditional
programming. So we need to look at employment needs, that is something we
do need to pay attention to (Red, 12/20/95, p. 8).

Faculty Availability and Support. Input from regular full-time faculty was

identified as a criterion in the decision to add a program. The experts spoke of the
importé.nce of working closely with regular full-time faculty in order to give direction to
the decision for adding a new program. There was the concern of the availabiﬁty and
support of regular faculty for the program. Ultimately, faculty were in the position of
approving the program to be added. |

Department chairs and day (full-time regular) faculty will have a key role in really
shaping what is happening. That is probably the most important group to start
with and then involve as many constituents to help advise as much as possible
(Red, 12/20/95, p. 19).

One of the first things would be availability of faculty. I think that is just reality.
Who is going to teach in the new program (Purple, 12/29/95, p. 4)?

I think you have to consider the faculty also and the support from your faculty.
That support you are going to receive from your day (full-time regular) faculty in
terms of availability of faculty (Red, 12/20/95, p. 9).

Some are probably more nontraditional and are geared to adults and would be
comfortable with what we have devised as a concentration or focus; others will
say no . . . So that goes back to the fact that you must have your faculty with
you, and I have to give them the academic side of what they are going to be
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comfortable with that will equate with what they are willing to give to the
students (Purple, 12/19/95, p. 5).

We have all the Business faculty teach in the program also. They teach on an
additional compensation basis . . . Let's put it this way: every one of the courses
are taught at some point by a Business faculty from campus; so we do not have
any (courses) out there that our folks do not teach. Probably, at this point and
time, the majority are taught by campus faculty; and time goes on, it may change
(Yellow, 1/4/96, pp. 24-25).

They (Academic Affairs) are going to look at it from an academic standpoint, is it
academically sound (Blue, 12/21/95, p. 8)?

At the same time (as going to the Presidents Cabinet) we will start the academic
process, if it is an academic program, by taking it to Academic Affairs and
usually each division to let them know what we are doing. Ifit gets approved in
Academic Affairs then it moves to the whole faculty for their approval (Blue,
12/21/95, p. 8).

The experts spoke of the need to have available adjunct faculty for the program.

There was a high percentage of adjunct faculty who taught in the degree completion

~ program.

We staff a high percent of classes with adjunct faculty. The paralegal or legal
assistant program is a good choice because we have a very strong legal work

force and we have been able to staff from that. You know with very qualified
people (Red, 12/20/95, p. 9). '

Right. But we also have a lot of adjunct in the community who teach courses as
well; and the farther we are from campus...then the more often we use adjuncts .
.. ‘All faculty, even adjuncts, are brought on campus and interviewed by a faculty
committee. We use the same standards as for campus faculty members. They
need a masters degree. We have the benefit of having a Director of Marketing
do a marketing class for us. We have a commercial loan officer teaching
accounting classes. So we have the benefit of real world experience (Yellow,
1/4/96, pp. 24-25).

Faculty were involved in developing curriculum for the program. In some
instances the curriculum was developed with only regular full-time faculty. In other

instances regular faculty worked with a taskforce of appropriate individuals to develop
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the curriculum. There were occasions when the experts worked with only adjunct
faculty. There were also occasions when regular faculty and adjunct faéulty worked
together to develop the curriculum.

Finding the faculty to develop it because we do have a facuity develop that
criteria for us. It is not something we develop on our own, and then approach
them. Faculty are the ones that will give us the go ahead. Like you said earlier,
certain areas, such as the communications group, journalists group, or mass
communications, know what they want to be taught; and they know what is a
good academic background in that area. We would have to have faculty
approval to even consider opening up a new area of concentration (Maroon,
12/19/95, p.19).

We met with the department chair of the appropriate department and his faculty
started to develop a taskforce and started working on an appropriate curriculum
for adult courses (Red, 12/20/95, p. 6).

We will start off saying, we just found a target group of adults who are looking
for something. Then we approach the (faculty) department or create a committee
with the dean of the college to look at if we offered X, and we do not offer it
traditionally here on campus, what would they be willing to provide, or what
particular courses (Purple, 12/19/95, p. 6)?

We would then put together a curriculum. That may be done with inside people
or maybe we would go outside. When we did the Criminal Justice program we
used a professor of sociology who was interested in that area, along with a
member of the local police force who was interested in it. The two of them
developed this curriculum together (Blue, 12/21/95, p. 7).

When we did TQM we went totally outside the university to people who were

experts in the field or had done training in the area, we used them to put together
the curriculum (Blue, 12/21/95, p. 7).

Mission Statement. The mission of the institution was identified as a criterion in

the decision to add a program. The adult degree completion program typically
maintained more of an entrepreneurial stance with respect to the type and kind of
programs offered, especially as compared to their traditional day programs. While

remaining entrepreneurial, the experts expressed concerned that they remain true to their
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institutional mission statement. In this respect the mission statement served as a guide to
the experts in the decision to add a program.
When we develop new programs, we first look at the mission of the college.
Since we are a private liberal arts college the programming that we have we
would want to fit with our mission statement -- something that we could logically
accomplish (Red, 12/20/95, p. 4).
There could be something run in our city newspaper next week that would show
a shortage in a certain area of employment, and if it is something that requires a
degree, oriented within our mission, then that is something that we would
consider (Red, 12/20/95, p. 8).

Mission would be first, probably we would omit anything that is not within our
liberal arts mission (Red, 12/20/95, p. 9).

In some instances, the decision to add adult degree completion programs was the
_ result of the institution expanding on its organizational mission statement. Historically,
the institutions offered programs which accommodated the eighteen to twenty four year
old in a traditional day school residential setting. New constituents were reached by
designing programs to reach out to édults in bthe community.

The decision was made -- and this was really under a former President, along

with the Board of Directors -- to find some way of expanding our mission and
reach out a different constituency by doing a local program (Yellow, 1/4/96,

pp. 5-6). .

I think to expand it's ministry, to reach new constituents, and to do it in a way
that would not presume upon the future (Yellow, 1/4/96, p. 8).

My understanding was it was added as just another branch of the university,
another way to reach out (Green, 1/4/96, p. 9).

Financial Considerations. Financial considerations were identified as a criterion

in the decision to add a program. The degree completion programs, for the most part,

were designed to operate as auxiliary entities. Apart from start up expenses, the
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programs were held accountable financially, they were to stand on their own two feet. In
consideration of this, the experts considered the financial aspects of adding a new
program carefully.

In fact, the whole system was set up to be auxiliary. My budget is set up to be an
auxiliary budget in the sense that I have income and expense lines in my budget,
and the income from this program goes to the university's endowment. It is not
going into operations. The whole thing was set up so that we can do this. It will
work well; and if it all falls apart, we are back where we were and have not lost
anything (Yellow, 1/4/96, p. 8).

Cost to develop and deliver. We are not going to offer anything where we do
not see a fairly large margin on, as in some ways we have to make it on our own
(Blue, 12/21/95, p. 6).

Right. Certainly they (Presidents Cabinet) are going to look at the budgetary
consideration (Blue, 12/21./95, p. 8).

Well, (cost to) develop and deliver needs to be up here with Cabinet. That whole
thing really goes together. That is one thing you do before you decide to move
forward (Blue, 12/21/95, p. 13).

Anyway, we will start developing that and maybe develop the first one or two
‘courses in the sequence of courses that somebody is going to go through. At the
same time we will start marketing, and the major marketing will be advertising of
some sort. Based on that response, we will determine whether or not to go on.
We will basically say, here is x dollars for initial development and initial
advertising. If things look good after the initial advertising, then we will move
on. We will say, okay, we are going to keep going and we will continue more
development. We will set a start date for the first class to start. We will start
finding instructors and do whatever needs to be done to move it along. Then we
will start putting more resources to it, such as books, and those kinds of things
(Blue, 12/21/95, p. 9).

Offerings of Competitors. Competition, or the lack of it, was identified as a

criterion in the decision to add a program. The experts were sensitive to what other
colleges or universities were offering in the community. If a competitor was offering

something sifnilar to the proposed new program, normally the experts decided not to
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proceed out of their concern to not duplicate offerings, and that there would not be
sufficient interest in the new program to make it financially viable. There were also
instances when the lack of competition served as the primary reason for the addition of
the new program.
I do know another criterion that I was thinking of: what else is offered in the
public sector? In other words, why duplicate? It will not do any good, and it
will only divide all of us and divide our students. So that is a criterion--what else
. is available--because if it can be offered for a lot cheaper somewhere else, we
should not knock ourselves out . . . The only reason I am thinking that, because it
really is important, is that there is no point in trying to do something that already
exists (Purple, 12/19/95, p.12). '
We certainly look and see if there is anybody else oﬁ'ering similar programs to
make sure we are not offering something where there is not sufficient market
(Blue, 12/21/95, p. 6).
So we found out that there are a lot of people out there who need these degrees
and there was no one offering any kind of viable option for them to get the
degree, our institution included; University of Arkansas does not offer anything
like that; NAACP stops at the Associates degree (Yellow, 1/4/96, p. 11).
Administrative Input. Administrative considerations were identified by the
experts as a criterion in the decision to add a program. The experts discussed instances
where top level administrators may mandate the addition of a new program.
The other direction taken might be that I would be approached by administration,
which could come from the President's office or the Academic Affairs office
saying, we want you to do this (Purple, 12/19/95, p. 28).
Administrative input in the approval phase of the decision to add a new program
was also discussed. This involved top level administrators from the business side of the
institution (President's Cabinet) and from the academic side (Academic Affairs

Committee). The President's Cabinet focused on issues of financial viability and

congruence with the organization mission. The Academic Affairs Committee looked at
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congruence with organization mission as well, but really focused on academic integrity
issues.

First, I usually take it to the President's Cabinet and present it there along with
budget information and get approval to move on. At same time we will start the
academic process, if it is an academic program, by taking it to Academic Affairs .
. .They (Presidents Cabinet) are mainly going to ask whether there is a market. Is
it the kind of program that we as a university want to offer? . . . Certainly they
are going to look at the budgetary consideration . . .They (Academic Affairs
Committee) are going to look at it from an academic standpoint...and again
should we as a university be doing it? Is it academically sound (Blue, 12/21/95,

" pp. 7-8)?
Along side of the previously mentioned faculty considerations, there were also
administrative considerations in terms of havihg adequate staff to oversee and support
the addition of the new program.

Then do we have the expertise or is the expertise available to develop, teach and
oversee the program . . . Faculty and staff, probably more so on the faculty side,
because from the staff standpoint registration, admissions, marketing, and
enrollment, all that is going to be identical. So that is more of a numbers
question. Is there sufficient staff to do that. That is probably a minor
consideration in terms of staff. Because if the program is successful you can
always add staff (White, 1/4/96, p. 4).

Delivery System. The manner in which instruction would ultimately be delivered

to adults was identified as a criterion in the decision to add a program. After the courses
had been identified, attention was given to determining various delivery options for the
coursework. In the end, the experts endeavored to provide a good mix of delivery
options inclusive of traditional classroom instruction and independent study. The experts
indicated a desire to incorporate technology into the delivery of independent study

options.
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But also for adults a need basis for convenience and what is going to work for
both groups of people--that would be a criterion. In other words, how flexible
can they be? What are different methods that we can offer them to get the
studies? Will it be all contact student-professor time, or will it be independent
study? Now that is something we look at in a decision. Can that kind of study
be done independently? Unfortunately, everything we do independently with
them right now is paper-based. There is no technology. I say unfortunately, I do
not know if that is misfortune or just not ready yet. So I would say that would
be a criterion (Purple, 12/19/95, p. 9-10).

Criteria for Modifying a Program

Student Needs. A criterion in the decision to modify a program was identified as
student need. The experts discussed that they solicited student input in order to identify
items of concern that need to be looked at for modification. This was normally done by
having the students complete a survey concerning a course that they had just completed.
The surveys addressed issues related to the faculty and the curriculum. The experts
indicated that the decision to modify curriculum was based on better meeting the
students needs.

Student's opinion (is an important criterion in the decision to modify programs).

The student evaluation allows students to give their input about not only the

instructor but the class as well. I think there are even questions in there about

the textbook and materials, the pace at which the class is taught, how beneficial
the class was. If you get comments back that are pretty negative for all those
questions related directly to the class, you know something needs to be changed.

So student's opinions are taken into account as well (Green, 1/4/96, p. 15).

We survey the students at the end of every course concerning both the teaching

and the content. That way it really influences what we do about what we are

teaching (Blue, 12/21/95, p. 14).

We do student evaluations once a year in the spring (Gray, 12/20/95, p. 15).

This summer we undertook a complete revision of the whole program, we had

faculty who had taught the courses, had surveys from the students, had
comments from other faculty in similar programs, took similar courses on campus
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following the traditional format, and pulled it together to try to come up with a
curriculum that better represented a number of things (Yellow, 1/4/96, p. 13).

It could be instructors or students who would be dissatisfied with the textbook or
dissatisfied with the content and think, you know, this is not doing what we
wanted it to do. It could come from either faculty or students (Purple, 12/19/95,

p- 14).

Normally it will be student's needs. An example would be Business
Administration. They are required to take business statistics, a lot of our
students have not had math in a long, long time. We feel like one of the, and we
have talked about this, one of the core requirements should be that they have an
algebra course (Maroon, 1/4/96, p. 25).

Faculty Availability and Support. Input from faculty was identified as a criterion

in the decision to modify a program. The experts stated that the modification process
was heavily influenced by the input of regular full-time faculty. In some instances
adjunct faculty were involved in the process. The experts employed several methods to
get the input of faculty. In some instances the experts conducted periodic faculty
meetings for the purpose of discussing issués related to modification of the curriculum.
In other instances faculty were given evaluation forms for the purpose of providing |
feedback on the curriculum. There were also unsolicited discussions that were initiated
by faculty concerning the need for modification.

Lastly, the experts di.scussed the notion of having to make modifications in the
faculty person teaching a particular course due to modifications that were made in the
curriculum. The conéem was largely whether there would be available faculty to teach

the modified course.
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Modification of curriculum largely starts with our department chairmen from our
day school. If we were changing day school courses into evening programs,
sometimes that is largely determined by professors in the different academic
disciplines. Modification of curriculum is largely done by faculty (Red, 12/20/95,

p. 12).

What we did at that point was we had two groups (student cohorts) go through
the entire original curriculum and the instructors for those two groups, who were
for the most part (regular) instructors, who knew ways to adjust the curriculum
and ways to make it better. We ended up taking away two or three of the
classes, and completely revising all of the classes, and student guides, and the
faculty guides. Our instructors here on campus did that based on their
knowledge and expertise (Green, 1/4/96, p. 14).

Now we have a system set up where the module may be taught one time and the
instructor may decide, no, this needs to be done differently. Very easily we can
change it (Green, 1/4/96, p.14).

I think they (external factors appropriate in the decision to modify the
curriculum) would be brought to our attention probably by the faculty. What
comes to mind would be the latest book on management techniques that would
be an external input, but it would probably be brought to our attention by one of
the instructors in the business division (Green, 1/4/96, p.17).

I guess another place where we get input for modification is our instructor
himself. We use mainly adjuncts but we meet with them every four to six weeks.
We discuss content and to get feedback from them about how things are going
and modifications from their viewpoint. That is another input that we use for
modification and changes (Blue, 12/21/95, p. 23-24). '

In consulting with one of our School of Business instructors and people in the
field, I was told, no Health Care Management is just a needed, a needed thing--a
good course. And we have changed from Economics to Health Care
Management (Purple, 12/19/95, p. 18).

The instructors are also gi\)en evaluation forms. They give us feedback also
(Maroon, 12/19/95, p. 26).

Probably, and this would have to be the last thing that we would look at if we
were to develop something new to be in the curriculum, we would also have to
look and see if we could get an instructor for that. If we cannot find instructors
for that, then we would not be able to offer it. But that would be one of the final
things that we would look at--that we would have to have faculty to teach that
(modified) course for us (Maroon, 12/19/95, p. 27).
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Integration of New Knowledge. Changes in the knowledge base was identified

as a criterion in the decision to modify a program. As such changes occurred

the curriculum was modified in order to keep the program current. It was noted by the
experts that keeping the curriculum current was a real concern. Modifying the
curriculum was also discussed in terms of keeping the curriculum relevant.

Yes. Then just changes in the knowledge base itself of the subject area. There
has certainly been a content change (Blue, 12/21/95, p. 14).

The curriculum we purchased was very dated. It was developed back in the early
1980s; and it had not changed much by 1985, as best as we could tell. So the
material was old and it needed to be updated. That was a real concern. We did
some of that as we went through the whole first 18 months that ended last spring
(Yellow, 1/4/96, p. 13).

That content needs to be updated. Does that make sense? Or the courses need
to changed. Another is relevancy of the course studied. If you had to modify it,
one thing would be that what you are offering is not appropriate or it is losing
relevancy for the student (Purple, 12/19/95, p.13).

Probably the other thing would be that the course content itself is really not

relevant; it really is not needed, whether the students think it is or not (Purple,
12/19/95, p. 21).

Business and Industry Input. Input from business and industry was identified as a

criterion in the decision to modify a program. The experts discussed occasions where
representatives from the workplace made them aware of the need to modify the
curriculum. The experts solicited regular input from business and industry by
establishing an advisory board consisting of faculty, staff, students, and representatives
from the workplace. The experts spoke of instances where they had modified or added

additional courses based on the input from the workplace.
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Well, for most of our programs we have an advisory board--not for all but for
most--and they are certainly one reason for modifying if we see a change or
something different or to bring some information in to it (Blue,12/21/95, p.13).

We added two new courses to the paralegal program this fall. We had not
revised that for about seven years. We added some additional coursework from
Advanced Legal Research and Advanced Writing, but again it was based on
recommendations of attorneys who taught in the program, and feedback from
people who were out working now in the field that indicated they would like to
have had some opportunities for additional work in those areas (Red, 12/20/95,

p.14).

Well, I think Red mentioned that she does the advisory committees. We get

feedback from them too because part of those are from the legal community, or
whatever. What they perceive to be needs of the offices these people are going
in to, and what these students need to be prepared to do (Gray, 12/20/95, p.15).

In consulting with one of our School of Business instructors and people in the
field, I was told, no, Health Care Management is just a needed, a needed thing--a
good course. And we have changed from Economics to Health Care
Management (Purple, 12/19/95, p.18).

Well, we have (on the advisory board) the Chief of Police. We have the District
Attorney. We have a student on there and we have somebody from the faculty
on there (Blue, 12/21/95, p.13).

Now we have not done this yet but I think it would be good to do any kind of
survey or questionnaire with businesses. That is something that we have
discussed, what kind of employee do you need (Green, 1/4/96, p.18)?

Accreditation Requirements. Accreditation requirements were identified as a
criterion in the decision to modify a program. The expert spoke of State accreditation
requirements, but this would have also included regional and professional accreditation
requirements. Meeting such requirements was required for certification of the graduates
and continued accreditation. Not meeting certification requirements or loosing
accreditation would result in the institution loosing credibility with the public. The

experts stated that meeting such requirements was extremely important.
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One other thing you might add is that teacher education will always change for
certification. So I would put in there modification for meeting accreditation
requirements (Red, 12/20/95, p.13).

Mission Statement. The mission of the institution was identified as a criterion in

the decision to modify a program. Here the expert addressed modifying a curriculum
which was purchased by the institution for use in the program. There was the need to
modify the curriculum to make it more representative of the institutions values and

interests.

This summer we undertook a complete revision of the whole program, we had
(input from) faculty who had taught the courses, had surveys from the students,
had comments from other faculty in similar programs, took similar courses on
campus following the traditional format, and pulled it together to try to come up
with a curriculum that better represented a number of things. It represented (the
institution) better, our values and our interests (Yellow, 1/4/96, p.13).

Delivery System. The manner in which instruction would be delivered to

students was identified as a criterion in the decision to modify a program. Due to
changes in course content, the expert and faculty made the decision to make vaﬁous
courses available to students only through traditional classroom delivery that were
previously available through independent study. It was believed that the modified
content required direct and sustained contact with faculty in order for students to achieve
the objectives of the course. The expert discussed the opposite scenario as well. The
faculty member may have taught the modified course for several cycles in the traditional
classroom setting and was now comfortable offering the coﬁrse through independent
study. The implication here was that after content modifications were made to the

curriculum, the faculty preferred direct contact with students in the classroom in order to
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field test the modified curriculum. After successfully testing the modifications in the
classroom, the course may have been offered through independent study.

If we discovered that the kind of content that a student needs (has changed) and
the concentration really cannot be offered on an independent basis, and the
faculty really wants it taught in a professor-student relationship, we would
change it. Or if they discovered that, you know, I have taught this class for four
cycles now, and I really think I could package it in a learning option (independent
study), it could go the other way--that they have become comfortable and now
they felt so secure with what they have done, what they have learned from the
student, that they could package it. It is probably more likely to happen that way
" than to take it away (Purple, 12/19/95, p.18).

Articulation Considerations. Modification to the program in order to articulate

with programs offered at other schools was identified as a criterion in the decision to
modify a program. The experts expressed a desire to modify their baccalaureate
programs such that their students were prepared to enter graduate programs which were
available in the community. In this particular instance, there had not been a graduate
program offered in the community that working adults could access. In light of this, the
adult degree completion program had been operating for several years with no graduate
program to articulate with. Recently, an institution began making a graduate program
available. The expert began efforts to make sure that appropriate articulation occurred.
At this point and time we are looking at our psychology program to articulate
better with SMSU's masters in psychology. This will better prepare our adults
for that program. We have had a lot of interest in masters programs at the
University of Arkansas, Missouri University, or Tulsa, but because most of our
adult students are working and not able to move--but now with a masters
program here I suspect we will get more interest in students going on for

graduate work. Therein is the need to reevaluate our majors in hopes to
articulate with the SMSU program (Red, 12/20/95, p.13).
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Offerings of Other Programs. The offerings of other institutions were identified

as a criterion in the decision to modify a program. In this instance, the existing program
was compared to similar offerings of other schools as a way to gather information for the
decision to modify. The expert had already received input from faculty and other people
in the field of practice. The offerings of other schools were looked at as an additional
input into the decision.

We have just changed to a new course that we are getting ready to teach . . .It
was Health Care Economics. I researched through the microfiche, looked at
other colleges that offer majors similar to that, and discovered that not many of
them teach economics in their core curriculum anymore.- In consulting with one
of our School of Business instructors and people in the field, I was told, no,
health care management is just a needed, a needed thing--a good course. And we
have changed from Economics to Health Care Management (Purple, 12/19/95,

p.18).

Criteria for Terminating a Program

Lack of Student Interest. A lack of student interest was identified as a criterion
in the decision to terminate a program. The experts discussed the concern for dryian up
the degree completion market in general. This had been a topic of conversation among
the faculty concerning the long term viability of the program. The expert stated that
there was no sign of this beiﬁg a problem in the future. The experts discussed
experienées of having trouble getting classes to make which ultimately ended up in the
termination of a program. The experts spoke of the importance of getting regular input
from students to be sure the program was in fact meeting their needs. Because not
modifying programs to meet student needs ultimately resulted in the termination of

programs.
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Well, practically it would have to be the lack of students. There has been talk
before not necessarily relating to this program but the question is always, are you
going to dry up the market? So far it does not look that way (Green, 1/4/96,

p- 20).

When there is a lack of student interest, that is the primary concern in the
decision to terminate a program. If we start running classes that we have trouble
getting enough students for the class to make or there is a real lag in interest on
the part of the student (Red, 12/20/95, p.15).

Probably the first one would be that we did not have students. Again it goes into
the marketing factor. It has to do with whether you have people who can take
the course. All of the sudden you find that there is no interest. The cost
effectiveness if it is really poor; that would be my first thought. When I think
about academics, I think that would be one of the first things they would look at,
because they are not going to go and force this on anybody. So it is no student
interest (Purple, 12/19/95, p. 21).

If we had to terminate? Probably student need. If we did not have a base for it,
then we would not need that area of concentration (Maroon, 12/19/95, p. 30).

We are always getting feedback from students, and that also gives us an idea of
how the market is reacting because if a program is not giving them what they

need in the workplace, they will come back saying that it is no longer viable.
Where some of these people are really trying to get into the criminal justice field,
they will come back fast and say, nobody out there thinks this degree is domg the
job or it is not the right one anyway (Blue, 12/21/95, p. 23). '

Lack of Faculty Availability or Support. A lack of support from faculty was

identified as a criterion in the decision to terminate a program. The experts discussed
instances of terminating proérams due to faculty n;>t being comfortable with what was
being done in the program. The experts also discussed ways to increase faculty support
of the programs. The experts generally tried to involve as many full-time faculty as
possible. The more faculty members taught in the program the more support they

generally showed for the program. One expert discussed that he was in the process of
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forming a committee of faculty to determine better ways of communicating with faculty
on issues related to the adult degree completion program.

At one time we had Technical Education with a concentration, but terminated it--
just an example of ending that. Reasons that may add into this list would be that
the education department was not comfortable with us calling anything down
here education if they did not have say-so...So a reason for terminating would be
that it does not meet department standards (Purple, 12/19/95, p. 22).

They (faculty) would have supported it if we had gone into heavy modifications.
But it was a lot simpler to end it, because we really did not have the time to mess
with it (Purple, 12/19/95, p. 23).

It is important to involve people on your full-time day faculty so they have some
ownership of any programming that is going on in the evening division (Red,
12/20/95, p. 18).

We also find that the more a professor teaches in our program in some manner or
form, the more that helps . . .We work with the division heads in the selection of
people that we can use. Ifit is an adjunct, we will go to the division head for the
area and select an adjunct. So that starts getting them to buy a little bit more into
our program. They do not buy in all together. In fact, we are looking at putting
together now a committee made up of faculty members to try and find ways to
better communicate with the faculty (Blue, 12/21/95, p. 28).

It is an ongoing thing. We want to keep working to improve that communication
and not just say, well it is always going to be that; if that (communication
problem) gets too big, it gets harder when you want to bring in a new program to
get it in or when you need the faculty for something. We are trying not to have a
bigger gap than we have to have (Blue, 12/21/95, p.28).

We have some faculty who are buying into it a lot, and then we have some
faculty who will probably never accept anything external.- That is not all bad.
We sometimes look forward to a good debate. It kind of keeps us honest. So
we look forward to some of that (Blue,12/21/95, p.29).

Mission Statement. The mission of the institution was identified as a criterion in

the decision to terminate a program. The experts spoke of terminating programs if they
were not representative of the institution's mission. A specific example was cited in

which the private university terminated programs which fell more in line with the local



community colleges mission than with their own. In this respect, the institutional mission
statements were used as filters to determine which programs belonged at each institution.

I guess I can not imagine this happening, but if we had a program that was seen
somehow as compromising our mission or somehow hurting the image of the
university, if it would damage the university we would just hold that very
precious anything that would bring disrepute to the campus (Yellow, 1/4/96,
p-20).

. . you know we have had some changes within our program in the last few
years because we had a new technical community college in town that prior to
1990 did not exist, so when they came in they took some of our more technical
programming which was okay. It allowed us tofocus more on programs within
our mission . . . We are in the business usually to grow, so you have a lot more
interest in adding programs than you do in phasing programs out, but we try to
stay close to what we do best, and we are not whimsical with adding and pulling
out, you know we spend quite a bit of time thinking about why we are adding
something, at the same time when we phase something out we give it quite a lot
of thought (Red, 12/20/96, pp 15-16).

Offerings of Competitors. The offerings of compétitors were identified as a
criterion in the decision to terminate programs. The offerings of competitors forced the
termination decision for some of the experts. The presence of competitors impacted the
numbers of students attending the program which put a strain on the program financially.
The presence of competition ultimately lead to the decision to terminate due to the
program not being deemed within the college's mission.

. we had a new technical community college in town that prior to 1990 did not

exist, so when they came in they took some of our more technical programming .

. I think competition is an important factor (Red, 12/20/96, p.15).

We really did not have anyone to compete with because we were offering

something different. Since that period of time we have had three other major

colleges come into town with degree offerings for adult students. So anytime
you are faced with competition I think it causes us to look more closely at what



you are offering, and why you are offering it, and whether or not it is something
you need to be in (Red, 12/20/95, p. 17).

Another expert spoke of the need to continually monitor the offerings of the
competition and the impact that the competitors were having on the program. The
e);pert indicated the need to position the program to remain competitive. If there came a
time that this was not possible, the decision to terminate was considered.

If you cannot run enough classes to generate sufficient enrollment or if you
cannot get enough students to even start a class, it is really saying that there is
not enough interest or there is other competition that has somehow taken your
students away and you better find out what is going on out there . . . So you have
to say, what is it . . . Is it a competition problem? Did somebody come into the
marketplace and offer the exact same program at half the tuition? That happens
all the time anymore; not quite half, but I mean they do come in and they have a
lower tuition rate (Blue, 12/21/95, pp. 19-21).

Irrelevancy of Curriculum Content. The curriculum itself was identified as a

criterion in the decision to terminate a program. That is to say, if the content became
irrelevant the termination decision was seriously considered. One of the experts spoke of
an instance where this discussion had occurred concerning a program that existed lat the
university.

Probably the other thing would be that the course content itself is really not -
relevant; it really is not needed, whether students think it is or not (Purple,
12/19/95, p. 21). '

I guess the other one would be if there is no longer a need for that type of
program. Total quality management is one that affects me where at some point
we may say, it is no longer a viable program. Either because total quality has
become such an integral part of how anybody does business that now, if you are
not some specialist, part of every business course everybody takes or because, as
some people would say, it is a fad and it has disappeared . . . In either case, at
some point we will have to say, that is no longer viable from a marketing point
(Blue, 12/21/95, p.21).
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Financial Considerations. Financial considerations were identified as a criterion
in the decision to terminate a program. In this instance, the program was considered to
be auxiliary, meaning that it must be self-supporting. In light of this, the financial
viability of the program was monitored closely.

I know that the death nail would be if it became a financial drain. This is seen as

an auxiliary program that sustains itself and hopetully will contribute to the

financial well being of the university. If it becomes a drain financially...if it causes
. any kind of significant negative impact of the campus community, then that

would be the end of it (Yellow, 1/4/96, p.19).

Marketing Strategy. Marketing strategy was identified as a criterion in the
decision to terminate a program. The expert stated that each program may have required
a unique marketing strategy. The expert pointed out that when confronted with the
decision to terminate a program, one should be sure that the lack of success for the
program was not attributed to poor marketing strategy.

- It may also be a marketing problem though. I indicated earlier that most of our
marketing in the city is through one means. That certainly reaches only a small
percentage of the total population; so maybe we need to be using another tool to
reach that population. Criminal Justice just happens to be the kind of situation
where if we relied specifically on one advertisement insert we probably could not

fill classes. So you have to look and say, what is it? Is it a marketing problem or
is it a loss-of-interest problem (Blue, 12/21/95, p. 20)?

Lack of Adequate Academic Resources. The lack of adequate academic

resources was identified as a criterion in the decision to terminate a program. This was

inclusive of faculty resources, but also included library resources. Logically, adequate

and appropriate space within existing buildings would have also been a consideration.
... if it is a drain on other kinds of academic resources (faculty, library, or

whatever), if it causes any kind of significant negative impact on the campus
community, then that would be the end of it (Yellow, 1/4/96, p. 19).
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Administrative Input. Administrative mandate was identified as a criterion in the

decision to terminate a program. Here the expert was drawing attention to the
possibility of the termination decision being decided by upper level administration. The
emphasis appeared to be that this type of decision would have been coming from
administration down to the program administration level.
Administrative mandate would wipe me right out. You know, if somebody just
came in and said, you are not going to do this anymore; we decided we do not

 like it; it got bad PR; or I read something about this kind of study, that would be
low or fluky (Purple, 12/19/95, p. 24).

Summary of Research Question One

The experts identified several important criteria in the decision to add a program.
Student needs were identified as a criterion with instances of the students identifying new
programs for the experts. Students also provided feedback to the experts on new
programming ideas that had been identified through other sources. The needs of
business and industry were identified as a criterion with instances of business and
industry identifying new programs for the experts. In order to develop new programs to
meet these needs the experts involved people from business and industry in the process
of establishing curricular priorities. Input from faculty was identified as a criterion with
instances §f faculty providing direction and support for the development of the new
program. There was input from both full-time and adjunct faculty. The mission of the
institution was identified as a criterion. The experts were concerned that the new
program be congruent with the mission statement. There were instances of new

programs being added due to the institutional mission having been expanded. Financial
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considerations were identified as a criterion with a concern for determining the financial
viability of the new program. Competition, or the lack of it, was identified as a criterion
in terms of the expert being knowledgeable of offerings or lack of offerings by other
institutions in the community. Administrative considerations were identified as a
criterion with instances of administration mandating, approving, and supporting the new
programs. Lastly, the manner in which the program would ultimately be delivered was
identified as a criterion consisting of a mixture of offerings available through traditional
classroom delivery and various'independent study options.

The experts identified several imporfant criteria in the decision to modify a
program. Student needs were identified as a criterion with instances of experts soliciting
input from students who identified items of concern that needed to be modified. Input
from faculty was identified as a criterion as faculty heavily influenced the modification
process. Changes in the knowledge base was identified as a criterion with a concern for
keeping the program current and relevant. Input from business ahd industry was
identified as a criterion with instances of people from the field of practice drawing
attention to the need to make modifications. Accreditation considerations were .
identified as a criterion due to the need.to modify programs in order to meet
accreditation requirements. The mission of the institution was identiﬁed'as a criterion in
instances when curricular materials were acquired from external sources. In these
instances, the experts modified the materials to make them lﬁore representative of the
institution. The manner in which the program would be delivered to students was
identified as a criterion as some modifications that were made to the curriculum required

that the delivery option be changed as well. Articulation considerations were identified.
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as a criterion as the expert was concerned that the program be modified to articulate
appropriately with graduate programs offered by other institutiqns in the region. Lastly,
the offerings of other similar programs were identified as a criterion as the expert made
comparisons between the offerings as a way to gather information for the decision to
modify the existing program.

The experts identified several important criteria in the decision to terminate a
program. A lack of student interest was identified as a criterion with the concern that
the market might dry up at some point in the future. A lack of support from faculty was
identified as a criterion with instances of the faculty becoming uncomfortable with the
program in termsb of the program's contenf and the manner in which it was being offered.
The mission of the institution was identified as a criterion as there were instances of
programs being terminated due to the program not being representative of the mission of
the institution. The offerings of competitors was identified as a criterion as this resulted
in fewer numbers of students attending the program, which negatively impacted the
financial viability of the program. The relevancy of curriculum content was identified as
a criterion. If the content of the curriculum became irrelevant to the field of practice the
program was terininated. Financial coﬁsiderations were identified as a cdteﬁon as a lack
of financial viability resulted in the termination decision. Marketing strategy was
identified as a criterion in that the expert stated that each program may have required a
unique marketing strategy. When confronted with the termination decision, the expert
sought to determine that the lack of success for the program was not attributed to poor
marketing strategy. The lack of adequate academic resources was identified as a

criterion indicating the need to have adequate buildings and grounds to support the



program. Lastly, administrative mandate was identified as a criterion due to the

possibility of administration having mandated the termination of a program.

Research Question Two

According to these experts, what relative rank did each of these important
criteria have?

The experts were asked to rank in order of importance the criteria which they
identified. The experts were told that 1 represented most important and 10 represented
least important. A listing of the rankings by interview was provided on pages 69-72. In
- order to establish a prioritization of most importaﬁt to ieast imﬁortant criterion,
descriptive statistics were utilized to determine the average ranking of each criterion. In
order to weight the rankings appropriately, the value of 10 was assigned to the criteria
that were ranked as number 1, 9 to the criteria that were ranked as number 2, 8 to
criteria that were ranked as number 3, 7 to criteria that were ranked as number 4, 6 to
criteria that were ranked as number 5, 5 to criteria that were ranked as number 6, 4 to
criteria that were ranked as 7, 3 to criteria that were ranked as number 8, 2 to criteria
that were ranked as number 9, and 1 to criteria that were ranked-as number 10. The
criterion with the highest average rénking was given top priority and the criterion with
the lowest average ranking given the lowest priority.

There were instances of an expert including more than one criterion in a single
ranking. For example, the expert labeled "Blue"” ranked market analysis as number 1 in

the decision to add a program. During the interview, Blue stated that market analysis
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included student input, competition, and financial factors (cost to develop and deliver) all
of which were criteria identified by the other experts. In these instances these criteria
were treated as separate and the rank value identified by the expert was assigned to each
of them. Following with the same example, student input, competition, and financial
factors were each treated as separate criteria and were all given a ranking of 1.

There were also instances of an expert identifying what they held to be separate
criteria in the decision to add, modify or terminate programs,. when in actuality the
criteria that they identified a; separate were the same criterion. For example, the expert
labeled "Maroon" identified and ranked the following as separate criteria in the decision
to modify a program: 1. faculty input, 3. faculty feedback, 5. availability of faculty.
| Actually, these were treated as the same criterion by the other experts. In these
instances, the criteria identified by the expert was listed as one criterion and ranked in
accordance with the highést ranking assigned by the expert. Following with the same
example, the criterion inclusive of faculty input, faculty feedback, and availability of
faculty was assigned a rimking of 1. The criteria identified in the decisions to add,

modify, and terminate programs and their priority rankings follow.
Research Question Three

Why did the programming planning experts, from the private universities in this
study, identify and rank the criteria as they did?
Research question number one identified the important criteria in the decision to

establish curricular priorities in adult baccalaureate degree completion programs.
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CRITERIA FOR ADDING A PROGRAM
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Ranks Assigned Row Average
Criteria by Interviewees Total Rankings Priority
Student Needs 9,8,8,9,10,9,10 63 7.875 1
Business/Industrial 9,9,10,8,8 44 5.5 2
Needs
Faculty Availability/ 10,10,7,7,8 42 5.25 3
Input :
Mission of College/ 10,10,10,9 39 4.875 4
University
Financial 10,9 19 2.375 5
Considerations
Offerings of Competitors 6,10 - 16 2 6
Administrative 9,6 15 1.875 7
Input/Mandate
Delivery System 7 7 875 8




TABLE I

CRITERIA FOR MODIFYING A PROGRAM
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Ranks Assigned Row Average
Criteria by Interviewees Total Ranking Priority
Student Needs/ 9,10,8,9,8,10,6,8 68 8.5 1
Input
Faculty Availability/ 10,9,7,9,9,10 54 6.75 2
Input
Integration of 7,10,8,10,9 44 55 3
New Knowledge
Business/Industry 10,9,7,7 33 4.125 4
Needs
Accreditation 10 10 1.25 S
Requirements
Mission of 8 8 1 6
College/University
Delivery System 8 8 1 7
Articulation with 7 7 875 8
other Schools
Offerings of Other 6 6 9

Similar Programs

75
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TABLE III

CRITERIA FOR TERMINATING A PROGRAM

Ranks Assigned Row Average
Criteria by Interviewees Total Ranking Priority
Lack of Student 9,10,10,10,8,10,10 67 8375 1
Need / linterest ’
Lack of Faculty 10,8,9 27 3375 2
Availability/
Support
Mission of 9,9,8 26 3.25 3
College/
University
Offerings of 8,9 17 2.125 4
Competitors
Content of ' 9,7 16 2 5
Curriculum
No Longer
Relevant
Financial 10 10 1.25 6
Considerations
Marketing 10 10 125 7
Strategy
Lack of Adequate 9 9 1.125 8
Academic Resources :
Administrative 6 6 -5 9

Input/Mandate
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The question of why was asked in an effort to gain a better understanding of the criteria
and the potential relationships that existed among them. Analysis of the interview
transcripts continued in order to identify why the experts identified the criteria as they

did.
Student Needs

The experts identiﬁeci and ranked student needs as a criterion and ranked it as the
most important in the decision to add, modify, or terminate programs. The general
feeling among the experts was that the adult student was not in a position of having to
attend the offerings of the school. Therefore, careful attention was given to the needs of

students.

A Criterion for Adding a Program. The experts monitored the needs of students

in the decision to add programs at their school. They viewed the adult student as thie
consumer of education having unique needs that the experts are able to meet. In order
to accommodate the adult student, the experts offered services to adults that were not
otherwise available to traditional aged sfudents. This type of approach was 'adobted by
the experts out of a concern that they attract and retain as many adult students as
possible. -It was believed that not meeting the unique needs of adults would result in
decreased enrollments.

Our students are different. They are' adults. The average age if our students is

42. It is difficult for them to stand in line for two hours. Iknow that seems like

a trivial thing, that is just part of being a freshman. For an adult, they are our

consumer and time-wise, they are not able to do that. So we are a very service-
oriented program (Maroon, 12/19/95, p. 3).
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Retention is the name of the game. It is a numbers game. We call everyone of
our students before enrollment starts, and we just make a list and we pass it
around the office. We basically do a lot of phone calling. We are a very service-
oriented program; our students come first. We walk them through the enrollment
process and we walk them to the bookstore. They contact us for just about
everything they need on campus. They are adults. They are a consumer, so we
try to treat them like that. College is very expensive, and their parents are no
longer paying for it, and so it is very important to them (Maroon, 12/19/95, p.
17).

The experts also spoke of the students needing a degree program that would
enable them to be more marketable in the workplace. The experts stated that they
desired to provide pr(;grams to meet the needs that students had in this regard. In fact,
one expert characterized "student needs" as employment opport.unities‘

And a lot of students need a degree to keep their job or to be promoted in their
job (Maroon, 12/19/95, p. 18).

Student needs are tied very closely with the marketplace. You know needs are
employment opportunities, not only opportunities but opportunities for
advancement within a company (Red, 12/20/95, p.11).

In one instance student need was the primary reason for the creation of the adult
degree completion program. The expert stated that research indicated that adults in the
community needed a viable opportunity to obtain a four year degree. At that time there
were no programs available through any of the institutions within the state. - In this
instance the university developed the adult degree completion pregram in order to
provide a viable opportunity for adults to complete their four year degree.

I am not sure because going back to student needs one of the reasons why they

felt that this would be a good place to offer a program like this is because,

according to some of the research they did, it seemed like there was a very low
percentage of people who have four years of college. I am thinking it is down in
the 9 to 10% range. So we found out that there are a lot of people out there who

need these degrees and there was no one offering any kind of viable option for
them to get the degree, ourselves included at the time; the state university does
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not offer anything like this, NAACP stops at the associates degree. So student

needs really or market need (Green, 1/4/96, p.11).

Another expert stated that they desired to meet the needs of adults in the
community because this was a way for the university to expand and provide outreach in
the community. The university had pulled traditional aged students in from outside of
the state. The university had not established a presence in the community in terms of
offering educational options that were designed to benefit the local community. The
development of such programs to meet the needs of adults in the community allowed the
university to become better known in the community.

Meeting student needs is a way again for us to expand, to provide outreach, and

make ourselves more well known in the community. It is a two-way benefit. It

benefits the students because they can finish a degree. It benefits us because they
tell other people about our program. They let people know about the university.

Someone out there has money they want to give to the university. It makes us a
little bit more well known. I really see them going hand-in-hand (Green, 1/4/96,

p.12).

A Criterion for Modifying a Program. The experts considered student needs in

the decision to modify pfograms. The experts stated that students were good to give
prompt feedback to them in the event that faculty were not addressing their needs. In
these instances the concern may have been a problem in the course content or in the
instructional strategy that was being used in the classroom. It wés pointed out that the
problem may have been the faculty person. In any event, the experts were interested in
any feedback that the students provided because of the emphasis placed on viewing the
student as the consumer. This was especially relevant when working with adults because
the experts believed that anything done in the classroom must have been applicable to or

practical for the adults. That was not to say that theory was not addressed, but the experts
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were sensitive to the need to have a good balance between the theoretical and the
practical aspects of the curriculum.

. . . the students who would be studying a subject or content will become more
vocal and concerned--probably sooner than I would hear from a faculty person. 1
am not sure why, unless the faculty are content with what they are doing and
think everything is okay. When the students realize that a faculty person is not
meeting their needs, they are apt to come and want changes in the faculty person. .
I do not think that it is against the faculty person, for they believe in what they
teach and like what they teach; so they are not likely to rock their boat as easily
as adults who are the consumers. I think that you are going to hear from the
consumers a lot louder (Purple, 12/19/95, p. 17).

I think a lot of what you need for adults is the applicability of the study. You
cannot rule out the theory, and that is what faculty will say: oh, no; they need
theory. We believe in the theory; they have got to have that. There is no way
they could have learned that from the seat of their pants. That is okay, but if they
cannot use it, they are not likely, I think, to benefit from it (Purple, 12/19/95,

p.19).

We think that one, they (students) sometimes recognize when they are not

getting some of the things they need, especially working adults. They may

recognize when they are getting what they need, but it is not being delivered in an
effective way. We certainly will make changes based on their input as to
effectiveness because we do not believe that you can just stand at the microphone
and lecture and be effective. In fact, there is very little lecturing in our program.

You need to have that constant back and forth with the student if this is going to

be an effective means of delivering (Blue, 12/21/95, p.17).

The experts were also interested in the contribution that the adult students were
able to make to the curriculum due to their experience in the work place. The experts
mentioned that faculty should be willing to allow the students to make meaningful
contributions to the classroom and in some cases be willing to learn from the students.

In some cases the student was in a better position to make contributions as it may have

been some time since the faculty had been in the work place.
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Well, these are adult student's we are working with many of whom are actually
out there working in the field that we are teaching, being management. We have
a lot of supervisors; managers; we had a CEO of a company; salespeople; people
that are actually out there doing the things that we are discussing and teaching in
class. To me that makes their input very valuable. Some instructors have not
been out there working for a while. We can learn a lot through the textbooks
and I think that there is a good balance there, but the fact that those students are
out there doing it lets us know . . . I think it is a valid way of getting good
information (Green, 1/4/96, p. 16).

The experts acknowledged that while the emphasis on student needs was
important, there was an appropriate limit as to how much this was emphasized. While it
was arguable that the student was the consumer, or customef as one expert put it, faculty
also played a very important role in constructing the knowledge base and formulating the
instructional strategy. The point was made that adults would normally have welcomed,
even expected, direction from faculty in these areas. Without such input from faculty,
the student would have been left to Wander sdmewhat aimlessly through the process
potentially missing appropriate pieces of information and loosing valuable time.

The students cannot be looked at totally as having all the right answers. If you
look at them more as a client where yes, they come to you and need something.
They know what they need but they do not necessarily know how to get from
where they are to where they need to be. Just like with a therapist or somebody
else, there has to be the expert that interfaces who makes things happen. So we
look at them more as a client, and sometimes they are a little bit better off. Yet,
we do not have to say, yes, you (students) are always right. The customer
(community/marketplace) is always right; the client is not (Blue, 12/21/95, p. 15).

A lot of adult educators would take the view that it is totally the student (as
customer). To me, yes, in some sense they are, in the sense that they can choose
what they need or where they are going. But I am not sure they always know
what it is that makes up that knowledge base. Somebody else has to help
determine that, unless you can open it real wide so that students can fumble their
way through; but we find that most students want to get their education in a
short period of time. Well, that means then that somebody else has to help make
that selection. If they want to be truly a life long learner maybe they can keep
making those decisions themselves and eventually get what they need (Blue,
12/21/95, p.16).
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A Criterion for Terminating a Program. The experts monitored students needs

in the decision to terminate programs. Due to the experts concern that they offer
programs which met the needs that students have, they became especially concerned if
they became aware of a lack of interest, on the part of students. Attempts were made to
make modifications in existing programs but in the end if the student interest was still not
there the program was terminated.

We take a real strong philosophy at our school that we are here to accommodate
students and meet their needs. We try to stay focused, or targeted to adult
student needs. When there is no interest in something, you know, we pay
attention to that. We are not a college that we can continue to offer something
that there is just virtually no interest in (Red, 12/20/95, p. 16).

We at one time had a fire science program, and there was just no demand for it.
We got down to the point where we marketed it, specific classes, depending on
what we were told they wanted, for firemen. We still did not do very much with
it, the demand just was not there (Gray, 12/20/95, p.16).

Faculty Availability and Support

The experts identified and ranked faculty input as a criterion in the decision to
add, modify, or terminate a program. They did this because they believed it critically
important that they have both the expertise and support of the faculty. For the most
part, the experts stated that they must have the support of the faculty in order for the
program to be successful in the long run.

Even though we are very student oriented, if we do not have the faculty behind

us, then we would not have a program. They grade everything we do. They are

our source to the student. Student needs are very important, but we have to look
at the faculty input. If they are not going to stand behind us and approach and do

the courses that we need, then we would not have the student population
(Maroon, 12/19/95, p. 27).
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I must have academic backup of anything we do because we are not doing the
students a service if we just make up programs, and then we are hurting the
university by their not having some kind of supervisory group or committee that
is formed together to know exactly what I am doing (Purple, 12/19/95, p. 9).

I think faculty to develop. Even if we had a student need such as in computer
science, but the faculty said, no, we want those students to take traditional
courses here on campus, and not do them through prior learning options,
anything like that. So it would have to be faculty decision first . . . (Maroon,
12/19/95, p. 21).

It is important to involve people on your full-time day faculty so they have some
. ownership of any programming that is going on in the evening division (Red,
12/20/95, p. 18).

Department chairs and day faculty will have a key role in really shaping what is
happening. That is probably the most important group to start with and then
involve as many constituents to help advise as much as possible (Red, 12/20/95,

p. 19).

In one instance, the expert was concentrating on ways to increase the support of
faculty for the program. This was being done because without faculty support it was
becoming increasingly difficult to get new programs approved or cooperation from
faculty in general.

We also find that the more a professor teaches in our program in some manner or

form, the more that helps . . . So that starts getting them to buy a little bit more

into our program. They do not buy in all together. In fact, we are looking at
putting together now a committee made up of faculty members to try and find

ways to better communicate with the faculty (Blue, 12/21/95, p. 28).

It is an ongoing thing. We want to keep working to improve that communication

and not just say, well it is always going to be that; If that (communication

problem) gets too big, it gets harder when you want to bring a new program to

get it in or when you need the faculty for something. We are trying not to have a

bigger gap than we have to have (Blue, 12/21/95, p. 28).

Faculty input was sought out because they were in the position of being the

primary content experts for the program. The faculty made the ultimate decision on

modifications to the curriculum in terms of adding new courses or modifying existing
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courses in the curriculum. The faculty also made the decision to change textbooks, and
delivery options. The faculty were one of the closest links between the experts and the
student and thereby in the optimal position to monitor student needs.

If it would be in Business Administration, the faculty looked at our core
curriculum and said, we want to change this. It would be faculty. If the faculty
felt like the curriculum that we were teaching is not the curriculum they would
want taught or would want the name of their degree on, they would be the one to
come down to tell us about it (Maroon, 12/19/95, p. 23).

We look at the whole picture of what they (faculty) recommend. Of course
faculty feedback is--if they are going to teach the course again and again and
again, which they do over and over and over--then if faculty said they needed
algebra for statistics and they teach it next time and we were not listening to
them, then they are probably saying, why are these people not listening to me? I
have told them this over and over and over again. Then they probably would not
teach the course very much longer (Maroon, 12/19/95, p. 28).

That was just one thought that 1 would have in modifying--coming together with
faculty and sitting down and saying, why do we need to change that? They
(faculty) want different material, or they change the textbook, or they change the
format, or something like that (Purple, 12/19/95, p.15).

The experts discussed instances of the faculty not being comfortable with existing |
programs that were being offered. These programs were ultimately terminated due to |
the faculty not being willing to support the programs. The fact that these programs were
in fact terminated, based on concern from the faculty, was evidence of the impoftance
that the experts placed on the input of faculty.

At one time we had technical education as a concentration, but terminated it--just
an example of ending that. Reasons that may add into this list would be that the
education department was not comfortable with us calling anything down here
education if they did not have say-so or they really did not think the students
would take the theoretical courses. Many of the people who had done technical
education years and years ago were up to their ears in training and supervision.
For our education department here that is not education training, and they either
wanted to have more say-so on what the student had to do in true education
courses, or they did not want their name tag on it, and it was very valid. So a
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reason for terminating would be that is does not meet departmental standards
(Purple, 12/19/95, p. 22).

They (faculty) would have supported it if we had gone into heavy modifications.
But it was a lot simpler to end it, because we really did not have the time to mess
with it. I do not think they were offended by it or did not care. That is one thing
that I can say about this university . . . I have really felt fortunate to have the
faculty support that I have. Some people will not participate with our program
for their own reasons, but I have never felt opposed by administration or faculty.
They may just not want to know more about it, or it is not their cup of tea, or
they do not particularly believe in the philosophy but do not come in as
opposition (Purple, 12/19/95, p. 23).

Business and Industry Input

The experts identified and ranked business and industrial needs as a criterion in
the decision to add, and modify a program. This was done because they believed
business and industrial needs influenced, or to some extent determined, the needs of
students. One expert stated that they involved people from business and indus’;ry in the
process of determining curricular prion'ties'because they (business and industry) were
believed to be the customer. In this instance people from business And industry weré
included on advisory committees along with faculty and staff. Overall, the experts stated
that it was important for the educator to find out what needs existed in business and
industry because the student.s look there as well.

You look to the market place to see what is going on out there, and a lot of the

students do that too: look to the market place and that is what they want to do.

When nursing was big everybody wanted to do that (Gray, 12/20/95, p.12).

Well, I think the advisory board represents our customers, and certainly the

community is our customer as much as the student is. In one sense, the student is
almost more a client and the community more a customer (Blue, 12/21/95, p.15).
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Integration of New Knowledge

The experts identified and ranked the integration of new knowledge as a criterion
in the decision to modify a program because of their concern that the curriculum
continue to have been appropriate for students and relevant to the real world. By having
taken this position, the experts acknowledged the phenomenon of change in society and
its impacts on the curriculum. The experts. described the process of integrating new
knowledge into the curriculum to have been an ongoing process.

That content needs to be updated . . . Or the courses need to be changed . . .

Another is relevancy of the course . . . one thing would be that what you are

offering is not appropriate or it is losing relevancy for the student (Purple,

12/19/95, p.13).

So the material was old and it needed to be updated. That was a real concern
(Yellow, 1/4/96, p. 13). ‘

So we did modify and it was simply because what we had was not up to par. We
are still in that process which, to me, will probably be a process that continues.
Because if you are always wanting to use the most up to date materials, then
there will always be changes which is another thing that the original curriculum
really did not allow for (Yellow, 1/4/96, p.14).

Mission Statement

The experts identified and ranked the mission statement as a criterion because it
provided direction for decisions that were ultimately made with respect to the programs
that would be offered by the institution. In one instance, it was determined that the
institution had been offering programs that were not within the scope of the mission
statement. In these instances the programs were terminated. There were also instances

of the mission statement being consulted as new programming ideas were considered for
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additions to the curriculum. Programs that were deemed to be within the institution's
mission were added.

We have actually phased out some programs and we have added some programs.
We phased out what we consider to be very vocational and technical. A specific
example would be fire science, we have a technical community college nearby
that took that program. We added some programming, for example, a major in
communication. We also added a major in legal assistant studies (Red, 12/20/95,

p. 5).

We would typically start with a taskforce working on the development of it to
make sure it is within our mission statement. We would not want to bring in a
program in welding in a private liberal arts college, so there are some things that
we focus on. For instance, one of our goals in legal studies, even though to some
people that is an education technician type program, we emphasize the
communications so that quality fits nicely within our mission (Red, 12/20/95,

p.10).

In other instances it was determined that prograrhs for working adults allowed
the institution to emphasize aspects of the institution's mission that had not been
emphasized for a period of time. In this instance the expert described the institution's
rich heritage of providing practical training. Over the years the institution had not
emphasized some of the practical aspects of the curriculum thus evolving into more of a
traditional liberal arts college. The addition of programs specifically designed for
working adults allowed the institution to once again emphasize practical educational
programs that served adults in the local community.

The other thing is that the University's founder had as his motto, which we have

followed through the school's history: The head, the heart, and the hand. It was

the idea of keeping education practical. In the early days of the university there
was a farm on campus that the students had. There was a factory where they
made their own clothes. It was a school for poor kids who could not afford to
g0 to big schools and pay big bucks. It was almost communal. It was self-
contained. The integration of the work-a-day world and the hands-on work, both

the academic and the spiritual, all came together. That is why we have an
engineering program, a construction management program--programs not really
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typical of Christian colleges because of the founders' emphasis on practical
application (Yellow, 1/4/96, pp.10-11).

Our book, if I can find it, (it says) book knowledge is valuable only if it comes
back under the foundation on the real things of life, so this idea (program) is a
good fit between the school's long history, 76 years of practical application of
work, and this program which takes working adults and as you go through the
whole program you are involved in learning things today and taking them to the
office tomorrow. It is seen as a good fit and something which maybe had been
missing, as the school has evolved from this unique program into a more
traditional liberal arts college. So it was a good mission fit (Yellow, 1/4/96,

p. 11).

Accreditation Requirements

The experts identified and ranked accreditation requirements as a criterion in the
decision to modify programs because the programs were ekpected to meet the
requirements of various accreditation agencies. Having the approval of accreditors was
very important to the school and to the ultimate success of the programs. Teacher
training programs were mentioned specifically but the discussion was inclusive of all
programs being modified from time to time to meet such requirements. A]thougﬁ the
experts couched comments related to accreditation to the decision to modify only, these
requirements would 16gically be taken into consideration in the decision to add programs
as well.

Well, I hate to admit that state requirements, but you have to, if you say you are

preparing for teaching, then that becomes, you really do not have an option.

They have to be certified by the state, so in that case, that is almost mandatory.

The same thing with accreditation, that is something that you do not really have a
lot of option for (Red, 12/20/95, p.14).
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Irrelevancy of Curriculum Content

The expert identified and ranked the relevancy of curriculum content as a
criterion in the decision to terminate programs because of the necessity to be sure that
the program remained representative of the needs of adult learners and the field of
practice. There were instances when the expert identified courses in the program that
were not applicable to the students and the field of practice. In these instances courses
were terminated and replaced with courses that were more relevant. Hefe the expert
worked with faculty to identify instances where it was appropriate to terminate a course
in order to tailor the program for adults.

The field of study; an example to me would be Health Service Administration.
We have been teaching one of the courses out of the eight courses that we offer
in accelerated cycle. We have just changed to a new course that we are getting
ready to teach. We just eliminated it. It was Health Care Economics . . . In
consulting with one of our school of business instructors and people in the field, I
was told, no, health care management is just a needed, needed thing--a good

- course. And we have changed from economics to Health Care Management
(Purple, 12/19/95, p.18).

Seeing that it really is not a focal point in that field for the type of students we
have, we moved to a course that probably will be more applicable. I think a lot
of what you need for adults is the applicability of the study. You cannot rule out
theory, and that is what faculty will say: Oh no, they need theory. We believe in
theory; they have got to have that. There is no way they could have learned that
by the seat of their pants. That is okay, but if they cannot use it, they are not
likely, I think, to benefit from it (Purple, 12/19/95, p. 19).

Financial Considerations

The experts identified and ranked financial considerations in the decisions to add
and terminate programs because if the program was not financially viable then the new

program was not added or an existing program was terminated. Again, the issue of
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financial viability was an important consideration to the experts because the degree
completion program was expected to make it on its own financially. Financial
considerations were deemed to be most important because if the program was financially
viable other concerns could be alleviated. The aspect of financial viability opened the
door to new program development, or logically, the modification of existing programs.
The lack of financial viability closed the door to development or resulted in the
termination of an existing prograrh.

Cost to develop and deliver. We are not going to offer anything where we do
not see a fairly large margin on, as in some ways we have to make it on our own
(Blue, 12/21/95, p. 6).

If it becomes a drain financially, if it is a drain on other kinds of academic
resources (faculty, library, or whatever), if it causes any kind of significant
negative impact on the campus community, then that would be the end of it
(Yellow, 1/4/96, p.19).

Probably the most important is financial, because the others could be
compensated if we are pulling off the program. If the faculty is doing overloads
and cannot teach on campus or it is impacting their teaching and we have the
money, then we could get other faculty. Ifit is impacting academic resources,
then we could buy more. If we have a space problem and we have the money,
then we could provide new space. So probably financial is the most significant
(Yellow, 1/4/96, p.19).

Offerings of Competitors

Thé experts identified and ranked competition as a criterion in the decisions to
add or terminate a program because of the impact of the competition factor upon their
program. There were instances of experts deciding to add programs due to a lack of
competition in the community. There was also the instance of duplicated offerings in the

community which resulted in less students for of the programs that were available. In



118

most cases, the experts were competing with public institutions offering lower tuition
rates which resulted in their not being able to compete. There were instances of the
experts having to terminate programs due to the addition of competing programs at
public institutions.

So we found out that there are a lot of people out there who need these degrees
and there was no one offering any kind of viable option for them to get the
degree . . . (Green, 1/4/96, p.11).

I do know another criterion that I was thinking of: what else is offered in the
public sector? In other words,why duplicate? It will only divide all of us and
divide our students . . . because if it can be offered for a lot cheaper somewhere
else, we should not knock ourselves out (for we will not be able to match it, no
matter what) . . . The only reason I am thinking that, because it really is
important, is that there is no point in trying to do something that already exists
(Purple, 12/19/95, p. 12).

‘I think competition is an important factor. Within a private institution you are
always working off a higher tuition. Community colleges historically will run
tuitions about a third the cost so that can cause you to lose students (Red,
12/20/95, p. 15). '

So anytime you are faced with competition I think it causes us to look more

closely at what you are offering, and why you are offering it, and whether or not -

it is something you need to be in (Red, 12/20/95, p.17).

Is it a competition problem? Did somebody come into the marketplace and offer

the exact same program at half the tuition? That happens all the time anymore;

not quite half, but I mean they do come in and they have a lower tuition rate. So

you have to watch that (Blue, 12/21/95, pp. 20-21).

There was also the aspect of the expert surveying the offerings of other similar
programs for the purpose of gathering information for the modification decision. In this
case, the experts would have surveyed offerings inside and outside of their geographical
region. This was done in order for the expert to be able to compare the existing program

to the offerings of other schools. The result of doing this would have been the expert

possibly incorporating aspects from other programs, or in the event of surveying the
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offerings of a competitor, making modifications to bring in something unique that was

not present in the competitors offerings.

Marketing Strategy

The expert identified and ranked marketing strategy as a criterion in the decision
to terminate programs because the marketing strategy may have not received adequate
attention as a possible cause for the problems that the program was experiencing. If the
program was not marketed correctly there may have appeared to be a lack of interest or
that the expert was not going to be able to compete successfully, when in actuality, if the
marketing problem was solved the program would have been successful. The expert
pointed out that there was not one good way to market programs. The type and kind of
program dictated the type of marketing that was done.

It (the problem) may also be a marketing problem though. I indicated earlier that

most of our marketing in the city is through one means. That certainly reaches

only a small percentage of the total population; so maybe we need to be using:
another tool to reach that population . . . So you have to look and say, What is

it? Is it a marketing problem or is it a loss-of-interest problem? Isita
competition problem (Blue, 12/21/95, p. 20)?

Delivery System

The experts identified and ranked the delivery system as a criterion in the
decision to add and modify programs because of their coﬁcem to be as accommodating
to the adult learner as possible. The delivery options included traditional classroom
instruction and select courses available through independent study. Logically, as we

look to the future, program developers would incorporate technology into the delivery
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system. Examples would include the delivery of instruction through television, CD Rom,
compressed video, and the InterNet.

There were instances of the experts changing the system of delivery of a
particular course due to the course content having been modified. This was done due to
the faculty members concern that the modified course material was not appropriate for
independent study, or that a course that had been taught in the traditional classroom
setting was made available by directed study. The overriding reason for focusing
attention on the delivery system was to maximize flexibility for the student and -
to ensure that an appropriate delivery system was in place based on the type and kind of
content being presented to students.

But also for adults a need basis for convenience and what is going to work for

both groups of people (faculty and students) that would be a criterion. In other

words, how flexible can they be? What are the different methods that we can
offer them to get the studies? Will it be all contact student-professor time, or will

it be independent study (Purple, 12/19/95, pp. 9-10)?

If we discovered that the kind of content that a student needs and the

concentration really cannot be offered on an independent basis, and the faculty

really wants it taught in a professor-student relationship, we would change it. Or
if they discovered that, you know, I have taught this class four semesters or four

cycles now, and I really think I could package it in a learning option . . . (Purple,
12/19/95, p. 17).

Administrative Input

The experts identified and ranked administrative input as a criterion in the
decision to add and terminate programs because of the need to have top level
administrative approval in order to operate programs. There were instances of the

Presidents' immediate staff being involved in considering financial and mission statement
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issues out of a concern to ensure the financial viability of the program and goodness of
fit with the institutional mission. The academic affairs structure considered academic
issues out of a concern for safeguarding the integrity of the program. A lack of financial
viability, congruence with institutional mission, or academic integrity could have resulted
in the administration mandating the termination of the program.
First, I usually take it to the Presidents' Cabinet and present it there along with
budget information and get approval to move on. At the same time we will start
the academic process; if it is an academic program, by taking it to Academic
Affairs . . . They (Presidents' Cabinet) are mainly going to ask whether there is a
market. Is it the kind of program that we as a university want to offer . : . They
(Academic Affairs) are going to look at it from an academic standpoint . . . Is it
academically sound (Blue, 12/21/95, pp. 7-8).
A minor point was made concerning maintaining appropriate administrative
| support for the program in terms of staffing. The expert acknowledged that this was a
minor concemn likening it to a numbers question. This was nothing more than making
sure there was an appropriate number of staff to support the new program. This was
important because it was necessary to have an appropriate number of staff to handle the
logistics of the program.' Without the staffing it would not have been possible to
maintain the level of customer support that the experts deemed important in serving
adult learners.
Then do we have the expertise or is the expertise available to develop...oversee
the program . . . So that is more of a numbers question. Is there sufficient staff

to do that. That is probably a minor consideration in terms of staffing. Because
if the program is successful you can always add staff (White, 12/21/95, p.10).
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Articulation Considerations

An expert identified and ranked articulation with other schools as a criterion in
the decision to modify a program because doing so increased the attractiveness of the
program. In a sense, articulating with a graduate program increased the value of the
program. In addition to the program being a fine baccalaureate program in and of itself,
articulation allowed the experts to sell a path to graduate school to adults in the
community. Logically, it would be wise for the experts to have articulated with local
community colleges as well. The community college would have served as a feeder into
the baccalaureate program.

In addition to articulation benefits for the school thére was also the element of
articulation benefitting the student. It was a tremendous benefit to the student to have
articulated programs available. This was important in that there was not as much
unnecessary duplication in the curricula. This was also a‘time saver in that students
would have met all pre-requisite requirements for each program. |

At this point and time we are looking at our psychology program to articulate

better with SMSU's Masters in Psychology. This will better prepare our adults

for that program...but now with a masters program here I suspect we will get
more interest in students going on for graduate work. Therein is the need to re-

evaluate our majors in hopes to articulate with the SMSU program (Red,
12/20/95, p.13).

Lack of Adequate Academic Resources

An expert identified and ranked lack of adequate academic resources as a
criterion in the decision to terminate programs because of the potential for the degree

completion programs to have placed a drain on shared academic resources and have a
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significant negative impact on the traditional programs. Again, these programs were
designed to be auxiliary to the traditional campus programs. There was an overall
concern for safeguarding the traditional campus programs. In this instance, if the
auxiliary program was not financially viable enough to acquire its own academic
resources, the program was terminated.

... ifit is a drain on other kinds of academic resources (faculty, library, or

whatever), if it causes any kind of significant negative impact on the campus
community, then that would be the end of it (Yellow, 1/4/96, p. 19).

Summary of Research Question Three

The experts were asked why they identified and ranked the important criteria as
they did in an effort to gajn a better understanding of the criterta. Student needs was
important because the adult learner was viewed by the experts as a consumer of
education having unique needs that they should meet. The experts felt that they should
meet tﬁese needs because not meeting them would negatively impact the viability of the
program. The adult student valued the applicability and relevancy of the study to
something that was important to them, often times that the result of the program would
make them more marketable in the workplace. Adult students were believed to knbw
what their needs were, and also when those needs were not being met. The adults
valued being allowed to make contributions to the classroom based on the wealth of
experiences that they had. It was also pointed out that adults appreciated and expected a
certain amount of direction from faculty throughout their course of study.

Faculty input was important because support from the faculty resulted in

academic legitimacy for the program. The faculty were a credible workforce to teach in
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the program. Faculty were valuable content experts to facilitate the development of the
program. The input of faculty was important enough that in instances where their was a
lack of faculty support and availability the program was terminated.

Business and Industrial needs were important because the experts believed that
the needs of business and industry influenced, or in some instances determined the needs
of students. Some of the experts believed business and industry to be their customer, as
opposéd to the student being the customer. For these reasons, people representing the
needs of business and industry were included in the process of establishing curricular
priorities for the vprogram.

The integration of new knowledge into the curriculum was important because it
was critical that the program of study remain current and thereby continue to be
appropriate for students and relevant to the real world. Also, the criterion of integrating
new knowledge was an important issue because of the phenomena of change in society
and ultimately it's impact on the curriculum.

The mission of the institution was imbortant because the mission statement
provided direction for decisions that were made with respect to the programs that would
be offered by the institution. Programs congruent with thé mission statement were
considered and/or continued and those that were not congruent were not considered or
terminated.

Accreditation requirements were important because ﬁaving accreditation status
gave the program credibility and legitimacy. A lack of accreditation negatively impacted

the viability of the program. The relevancy of the curriculum content was important
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because of the necessity to be sure fhat the program remained representative of the needs
of adult learners and the field of practice.

Financial considerations were important because if the new or existing program
was not considered to be financially viable then it was not seriously considered for
development, or in the event of an existing program, it was terminated. One expert
stated that the financial considerations were the most important because if the program
was financially viable other concerns could likely be alleviated.

Competition was important because the presence or lack of competition impacted
the success of the program. Marketing strategy was important because the marketing
strategy may have not receivgd adequate attention as a possible cause for the problems
that a struggling program was experiencing. A program that was not marketed correctly
may have appeared to have problems of another nature, such as a lack of interest on the
part of students or business and industry, or the problem of not being able to compete in
the community, when in actuality if the marketing problem were solved the program
would have been successful.

The delivery system was important because the experts desired to provide access
to the program through various means in order to be accommodating to the needs of
adults. The delivery options included traditional classroom delivery in the evening or
weekends and independent study opportunities. Logically, as we look to the future
program planners would incorporate technology such as intefactive televised instruction,
CD Rom, and the InterNet into the curriculum. Administrative input was important
because of the need to have administrative support and approval in order to operate

effectively. It was also important to have adequate administrative staff to coordinate and
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direct the day to day operations of the program. Articulation considerations were
important because to be articulated with graduate programs made the program more
meaningful to the adults enrolling in the program. This was ultimately a selling point in
the marketing of the program. Lastly, academic resources was important because of the
potential for the program to place a drain on existing academic resources. If this were
the case the program would have to purchase its own academic resources or be

terminated.
Research Question Four

What were the most important criteria identified by various documents, at private
universities in this study, in the decision to determine curricular priorities for adult

baccalaureate degree completion programs?

The Process of Document Analysis

Collection of Documents. Merriam (1988) recommended a process of document

analysis to ensure the quality of the data acquired. First, relevant documents were to be
found. The best way to obtain documents which identified the most important criteria, in
this context, was to collect documents from each of the experts pérticipating in the
study. Early in the study, the experts were informed, through telephone conversation,
that data for the study were to be collected through two ways. One approach was to
conduct face to face interviews and another was to collect documents for analysis.
Telephone conversations were followed with a letter to each of the experts which

included a request that the experts be prepared to provide documents at the conclusion
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of the interviews. The experts were told that documents related to the process of
determining curricular priorities for the adult baccalaureate degree completion programs
were of particular interest.

Each of the experts provided documents at the conclusion of the interviews. The
documents that were made available consisted of éatalogs, fact-sheets, a view-book, an
advertisement insert, faculty and student course guides, a policy statement, a flowchart,
student opinion surveys, and a final report. It was believed that such documents would
contain some relev?mt information. However, documents directly related to the process
of establishing curricular priorities were certainly more desiréble. As suggested by
Merriam (1988), documents such as background papers; final rgports; memos and letters
to faculty, staff, and administration; planning documents; and minutes from planning
meetings were especially desirable. As stated in the procedures for the sthdy, after a
quick review of the docufnents, additional documents that were mdfe directly related to
the process of determining curﬁ;ula; pfi‘orities \%lere requested. The experts stated that
they were uncorhfortablé in providing such information. Some stated that they did not
believe that their Dean would approve bf them releasing such information. The general
feeling was that such information was confidential and not appropriate for release. Once
the experts expressed these concerns, additioﬁal requests were not made. The additional
documents would have been valuable sources of data for the study. However, to have
persisted with the request would have violated the agreement with the Oklahoma State

University Institutional Review Board and possibly upset the experts to the point of

dropping out of the study.
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Assessment of Document Authenticity. Second, was to assess the authenticity

of the documents. To do this Merriam stated that the history of the documents
production and use should be determined. Documents such as catalogs, fact-sheets, and
advertising materials were produced primarily for the purpose of providing information
about the program to prospective students and other interested individuals. Faculty and
student course materials were produced to serve as guides for faculty and students. The
faculty guide provided direction for faculty on how to successfully teach the course. The
student guide served as the course syliabi and contained detailed course assignments for
students. The policy statement pertaining to an advisory counsel was produced to
clearly articulate to council members and other concerned individuals the goal, purposes,
 and broad responsibility of the counsel. The flowchart depicting a curriculum review and
development process was prodﬁced by the expert for the purpose of cleariy
communicating the process of review and development of the curriculum to staff and
faculty. Student opinion surveys were produced by the expert to solicit student and
alumni input concerning their level of satisfaction with the program. A final report was
produced by the expert for the purpose of communicating to administration the results of

a student opinion questionnaire.

Assessment of Biases in the Selection of Documents. Third, were the

documents selection biased (Merriam, 1988)? The experts primarily provided
documents that were not confidential in any way. The documents selection was biased
to documents available to the general public. Although biased, the documents that were

provided certainly pertained to the degree completion program and identified important
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criteria in the decision to establish curricular priorities. There were a few documents that
were somewhat confidential: the final report on a student opinion questionnaire, and the

curriculum review and development guide.

Assessment of Document Distortion or Falsification. Fourth, were the

documenfs distorted or falsified (Merriam, 1988)? The documents provided by th;a |
expeﬁs were nof falgiﬁed or aistoned in any way. In most cases, the expefts pﬁlled the
documehts from the shelf or files Vc»l;.lrin-g'the interQiést, ndt having the 6pportunity to
distort or falsify. Again, the vast majority of tﬁe‘documents provided were not

confidential, there was really no reason to have distorted or falsified the documents.

Qualitative Content Analysis

Meﬁn'am Suégested t'hai the dbcumenté be coded and cétaloged for analysis. The
docuineﬁts were coded into categories of: prorhdﬁonal maferials (catalogs, fact-sheets, a
view—boék, and an adirérﬁsing iﬁéert); course materials (faculty and student guides);
policy statement (advisory council's goal, purposes, and broad responsibilities); flowchart
(curriculum review and development guide); surveys (student opihion sufveys), and final
report (report to administration on a student questionnaire). Each document was
cataloged by reviewing the aocuments for the important criteria identified within each
document. Following Merriam's (1988) guidelines for qualitative content analysis, there
was a sense for what criteria to expect as a result of having analyzed the interview data.
This indicated what to look for, but also to be surprised if the expected criteria were not

present in the documents. This ultimately resulted in the triangulation of the interview
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and document data. A careful eye was maintained for the discovery of new criteria. The
presentation of the criteria which were identified in the documents were listed
categorically.

Promotional Materials. The documents that were coded as promotional materials

included catalogs, fact-sheets, a view-book, and an advertising insert. These materials
were prepared by their respective institutions to present and sell the programs to the
genéral public. Analysis of these documents resulted in the identification of several
important criteria.. .. -

Student needs was identified in the promotional documents as an important
criterion. In two instances, the institutions boasted of being the first in the area to offer a
new opportunify for degree completion for warking adults. Institutional philosophy and
purpose statements discussed the institutions commitment to meeting the needs of adult
students. The degree completion program was also described in detail within the
documents with emphasis on accommodating the needs of the adult learner. The
curriculum was characterized as including applied action projects which were directly
applied to the students work site.: According to the promotional documents, the
programs primary reason for being was to meet the specific needs of working adults. In
one instance while discussing the programs degree requirements; it was stated that the
programs core requirements were designed to be in line with the adult student's special
vocational or professional interests. There was also mention of various service offices
(admissions, registrars, student accounts, bookstore, and snackbar) remaining open
extended hours in order to meet the needs of adult learners. One of the outstanding

things included in one of the documents were quotes from students that had graduated



from the program. In the quotes, students described how the program had met their
needs as adult learners. This was powerful documentation within the promotional
documents that the program was in fact meeting the needs of adult students.

Faculty input was identified as an important criterion in the promotional
documents. The documents characterized the teaching faculty to be at the heart of the
program. Faculty were described to be excellent, dedicated to teaching, and highly
competent. According to the promotional documents, many of the faculty were
practicing professionals in business, law, education and other fields, bringing to-the
classroom real world experience. The documents stated that university faculty would be
involved in teaching courses and would serve as consultants for' the supervision and
} assessment of portfolios submitted for life experience credit. In one instance, the
document drew attention to the fact that both regular university faculty and professional
administrators from the field of practice were teaching in the program.

Business and industrial needs were identified as an important criteria in the
promotional documents.vv Reference was made to the institution's commitment to
preparing adults for successful careers. Further, academic programs were designed to
recognize that the world was changing rapidly and that education must prepare adults for
the future. Analysis of the interview data revaled that the experts involved people from
business and industry in the decision making process in order to accomplish this. The
documents also discussed internship opportunities as a practical way for students to
apply classroom learning to the workplace. The objectives of the internship opportunity
involved people from the "world of work" in the educational process along with the

student and faculty. In one instance while describing the program that was available in
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Legal Assistant Studies, the document stated that graduates from the program should be
well trained to work in a law office as a legal assistant. This statement implied that the
experts would have taken the needs of business and industry into consideration while
establishing curricular priorities.

The integration of new knowledge was identified as an important criterion in the
promotional documents. Reference was made to the academic program acknowledging
the phenomenon of change occurdﬁg in the world and that education must prepare
adults for the future. .Logically, the only way for educators to accomplish this was to be
in-a continual state of monitoring the literature and field of practice integrating new
knowledge into the curriculum as appropriate.

The mission of the institution was identified as an important criterion in the
promotional documents. Within each document there were statements made with regard
to the institution's philosophy, purpose, and objectives. These statements were relevant
to the adult degree completion programs. There was an instance of a document stating
that the university offered life long learning programs for personal enrichment,
knowledge and special skills, enabling members of the community to continue with
productive and creative lives. In another instance, the document stated that the purpose
of the program was to meet the career and intellectual needs of édults within that region
of the state. One document described this as a commitment to enhancing the
occupational effectiveness of its graduates. The same document made a reference to the
faculty remaining dedicated to the founder's three fold philosophy of education which
was academic excellence (the head), spiritual growth (the heart), and essential

professional training (the hand). This served to point out that to enhance the



occupational effectiveness of it's graduates was completely consistent with the
universities founding mission. This document ended with a quote from the founder
which stated that academic pursuits were valuable to the extent that they were relevant
to the real things of life.

Accreditation was identified as an important criterion in the promotional
documents. In all instances the institutions were accredited regionally by the North
Central Association of Colleges and Secondary Schools. Various types of professional
accreditation was held in music, law, nursing, teacher edﬁcation, and marriagé and family
therapy. One of the institutions stated that it's teacher education program would accept
credits only from institutions who were also accredited by the National Council for
Accreditation of Teacher Education. Another of the institutions was affiliated with a
denominational body and held the accreditation status which was provided by the
university senate of the respective church. Each institution was also accredited by their
respective state boards of education.

Financial considerations were identified as an important criterion in the
promotional documents. Statements were made regarding the availability of ﬁnancial aid
and the required application process. The documents also spoke of the institutions'
deferred payment plans which were available to students. One document encouraged
students to check with their employer to see if any type of tuition payment plan was
available to employees.

The delivery system was identified as an important criterion in the promotional
documents. Students with appropriate academic maturity were encouraged to avail

themselves of various delivery options which consisted of portfolio assessment of prior

3
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experiential learning, independent study, accelerated courses, and weekend courses.
Traditional day and evening courses were available the Fall, Spﬁng, and Summer. In
two instances, the documents stated that the institutions offered classes at strategic
locations across their respective states. Internship opportunities were also available.

While one of the institutions did not offer a variety of delivery options, the
document stated that a specified number of credit hours resulting from any combination
of e).:tension or correspondence coursework, proficiency testing, military courses and
credit from successful completion of test out exe.nﬁnations would be accepted toward the
completioﬁ of; the .bachelors degree. According to the documents, all institutions
required that students complete at least thirty hours of new learning at the institution in
order to be graduated with the bachelors degree. One institution had a standing offer for
students to take advantage of special projects of .researeh or investigation which were
beyond regular catalog offerings.

Articulation with programs at other schools was identified as an important
criterion in the promotional documents. In one instance, while describing the Associates
of Science degree program, the document stated that upon completion of the program,
students could pursue the bachelors degree offerings of the college or at other |
iﬁsfitutions of higherveduca-lti.on. A document ‘provided by another of the institutions
discussed a Business Administration program which consisted of two tracks. Track "A"
was described to be designed for the student who desired to pursue graduate work by
earning a Master of Business Administration at the institution or at other universities.
Track "B" was a genefal leadership focus not designed to include prerequisite graduate

school requirements. The message sent to prospective students was that the program
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was viable in that it was articulated with other highér level degree programs offered by
the university and the programs of other institutions.

Course Materials. The documents coded as course materials included faculty

and student guides that were prepared for specific courses in the program. Faculty
guides were prepared in order to give structure and guidance for teaching a course. This
was necessary as mﬁny of the faculty teaching in the progfam were part-time adjunct
faculty. Also, many of the courses were offered in an short course format. Thus, the
faculty guide became an important tool for faculty to ensure that all the course objectives
were addressed. Student guides were prepared to serve as somewhat of an expanded
syllabus for the course. The student guide included general information about the course,
identified the required texfual materials, learning oufcomes, and evaluative criteria. The
student guide also contained weekly reading assignments and photo-copied materials as
applicable. In addition, varidus photo-copied articles and handout materials were bound
into the document. Analysis of these documents resulted in the identification of two
important criteria.

Student needs were identified as an important criteria in the course materials. It
was apparent that the courses were designed to provide a variety of classroom acﬁvities.
The course guides indicated ghat faculty were to keep fhe lecture'time brief involving
students in other group oriented activity. Emphasis was placed on encouraging students
to participate in class discussions and activities. A percentage of the students grade was
dependent on this factor. The students were also given assignments to be completed
outside of class that ultimately required presentation to the class. This allowed the adults

to do independent work and then share the results with their peers. Some of the outside
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assignments were group activities. Some of the assignments were designed to allow the
student to apply what was learned in the classroom to their own work environment.
The manner in which the course material was designed indicated that they had been
designed with the needs of adult students in mind.

Faculty input was identified as an important criterion in the course materials. The
course materials had been developed by full-time faculty members. Although the
purpose of the faculty guide was to provide a structured plan for presenting the required
material, the faculty were told that there was no absolute best way of teaching the
course. The faculty were given the freédom to modify the readings and audio/video
material that was to be used. They were also free to bring in outside experts as they
were available. Faculty input was evident in the development and delivery of the course

materials.

Policy Statement. The document coded as a policy statement was a statement of
the goal, purposes, and broad responsibilities of an advisory council. The needs of
business and industry were identified as an important criterion in the policy document.

The goal of the council was to create cooperative and collaborative relationshipé and
alliances that proved to be rﬁutually beneficial to all concerned. The document stated
that the council was to help meet the changing needs in the community and to ultimately
position the programs to be customer-driven. According to the document, the benefits
of incorporating the input of business and ihdustry were the creation of buy-in and

ownership, the enhancement of community involvement, the involvement of subject
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matter experts, needs identification, a forum for continuous improvement, enhancement

of credibility, assessment of strengths and weaknesses, and promotion of the program.

Flowchart. The document coded as a flowchart was a curriculum review and
development process. This document represented the process utilized by one university
in order to modify curriculum in ihe degree completion program. In this instance, the
university had purchased the original degree completion curriculum from another
institution. After the purchase, it became apparent that the curricuium ueeded to be
updated and tailored to better represent the univcrsity's values and mission. The decision
was made to go ahead and begin the program with the existing curriculum in order to
give faculty and staff an opportunity to determine how and what revisions needed to be
made. Thus, th~e; expert developed.the flowchart for the purpose of articulating a logical
and meaningful process fcr modifying the curriculum. Analysis of the flowchart resulted
in the identification of several major criteria.

Student needs were identified as an important criterion in the flowchart
document. Students were called upon to assist in the process of identifying problem
areas of the curriculum which needed modification. Every student evaluation that had
been completed was analyzed by the staff. Students had been asked to complete
evaluations at the conclusion of each course. As a part of the evaluation, students were
asked to provide additional comments on a separate sheet of paper. These summaries
were also analyzed by the staff. This information provided the expert valuable

information representing how well the existing program met the needs of the adult
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learner. This information would be helpful in identifying problem areas to be considered
in the modification process.

Faculty input was identified as an important criterion in the flowchart document.
There was a faculty degree completion committee that monitored issues related to the
degree completion curriculum. This body authorized the modification of the curriculum.
Facuity were called upon t.o assfst in identifying the areas of the curriculum that needed
to be modified. The teaching faculty had also completed course evaluations at the
conclusion of each course. They were also encouraged to provide additional comments
on a separate sheet of paper. This information was analyzed by the étaﬁ‘ to assist in the
process of identifying problem areaS for modification. A draft qf the proposed revisions
were submitte& to and approved by the faculty of the business division. After the
planned revisions had been approved, regular university faculty were hired to prepare
new faculty and student materials. The faculty gave final approﬁl on the courses that
were produced. Thus; the input of the faculty was a major factor in the modification of
the curriculum. H . |

The integration of new kndwledge was identified as an important criterion in the
flowchart document. One of the overall cbncems with the existing curriculum was that it
was so dated. In order to bring in current informatioﬁ, the faculty looked to the
traditional business curriculum and to similar degree completion programs offered by
other institutions. Information from these programs was incorporated into the degree
completion curriculum which provided for the integration of new knowledge and made

the program more representative of the university.
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The relevancy of curriculum content was identified as an important criterion in
the flowchart document. In this instance, the fact that the content of the curriculum was
so old was at the heart of the issue. The expert and faculty determined that the content
was not representative of the current literature related to the field of practice. The
applicability of the course of study for students was also a concern. This ultimately lead
to the modification of the curriculum content.

Administrétive input was identified as an important criterion in the flowchart
document. Administrators from the adult education division were included along with
faculty in the approval process of the revised curriculum. Adnxirﬁstratofs were involved
in securing copyright permission for the use of copyrighted material in the modified
curriculum. Administrators were also involved in the editing process in the final stages

of modifying the curriculum.

Surveys. The documents coded aé surveys included two student surveys that
were collected from different experts. The important criterion identified in these |
documents was student needs. One of the surveys was designed for currently enrolled
students and the other\for alumni of the program. Analysis of the document for currently
enrolled students revealed tﬁat it gave students the opportunity to comment on their level
of satisfaction toward faculty, curriculum, pace of presentation, textbooks, instructional
methods, and overall classroom setting. Students were also encouraged to provide
additional comments on the back of the survey. The document designed for alumni was

intended to solicit input in terms of: effects of the program on the alumnus' professional

life; impact on salary; and likes and dislikes about educational experiences. The expert
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stated that the document would be especially useful as a part of the college's assessment

plan.

Final Report. The document coded as a final report was designed to describe
the level to which the Continuing Education Department, and its programs, were
meeting the needs of students. Data for this report were collected through a continuing
education survey that was administered to students. The whole purpose for this activity
was to detérmine how well the programs were meeting the needs of students. According
to the document, the Dean of the Continuing Education bivision desiréd to know the
student's Opinior;snrelafed fo thé strengths and weaknesses of the cu_rriculum, faculty,
class sizes,. advi‘sement, career planning and placeﬁent, ﬁbréry, parking, snackbar,
recreational facilities, bookstore, cqmputer lab, wriﬁng center, and language lab. In
addition, the Dean also hope(‘i‘ to utilize the report to identify successful marketing
techniques for the progréfn. In order to acéoinplisli vthivs-,.rstudents wefe asked how they
found out aboﬁt the program. Students were askedr what newspaper they read, what
radio stations they listened to (and time of day), and what television stations they
watched (and time of day). The conclusions drawn in the document were that students
were satisfied with the academic aspects of the program and not so satisfied with many

of the student services that were offered.
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Summary for Research Question Four

Merriam (1988) recommended several steps to ensure that a high level of quality
was maintained in the document data. First, relevant documents from each of the
experts including catalogs, fact-sheets, a view-book, an advertising insert, course
materials, a policy statement, a flowchart, surveys, and a final report were secured.
Additional documents such as memos, background papers, planning documents, and
minutes from planning rhéeting§ were fequested but the experts were not willing to
release such documents. These types of docufnents were considered to be very
confidential. Seéond, the authenticity of the documents was assessed by descﬁbing fhe
history of the docuhents productioﬁ ;1nd use. Third, the documents selection was
deterhﬁned to be biased to documents tﬂat were ﬁormally available to the general public.
Althbugh biase;d,» it waé concluded that the documents providéd by the experts were
useful as they did identify'irhbortant criteria in fhe decisién tb establish curricular
priorities. Fourth, it wa§ determined that the documents contents were not distorted or
falsified an any way.

Next, Merrian{ (1988) stated that the document§ be coded and cataloged. The
documents were coded into categories of: promoti;nal materials (catalogs, fact-sheets, a
view-book, an advertisement insert), course materials (faculty and student guides), policy
statement (advisory coﬁncil goal, purposes, and broad responsibilities), flowchart
(curriculum review and development process), surveys (student opinion surveys), and
final report (a report to administration on a student satisfaction questionnaire). The

documents were cataloged by reviewing each document to identify the important criteria
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in the decision to establish curricular priorities. Merriam's (1988) guidelines for
qualitative content analysis were followed in that there was a sense for what criteria to
expect from having analyzed the interview data. This inicated what to look for, but also
to be surprised if the expécted criteria were not found. The result of this type of analysis
was the triangulation of thé interview and document data. A careful eye was maintained
for the dis;:overy of ne§v criteria. |
The follovﬁng criteria were identified in fhe analysis of the documents: student
needs, faculty input, business and industry needs, integration of new knowledge, mission
of the institution, accfeditatiéﬁ féqliifeméﬁts, relevancy of course content, ﬁﬁéuicial
considerations, delivery system, adnﬁnistrative input, and articulation considerations.
 There were some criteria were not found in the documents that were present in the
interview data. The following criteria were not identified in the analysis of the
documents: competition, marketing strategy, and lack of academic resources. It was
believed that these criteria would have been present in documents such as memos,
background papers, planhing documents, and minutes from planning meetings which
were requested but not secured. Such documents were not made available due to their

being considered very confidential nature.
Research Question Five

What model emerged out of the identified criteria that impacted the decision
making process of determining curricular priorities for adult baccalaureate degree

completion programs?
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In addition to identifying and ranking the important criteria in establishing
curricular priorities for adult baccalaureate degree completion programs, the experts also
spoke of processes they employed in relation to each of the criteria. These data were

helpful as the process model was formulated.

Processes Employed Related to Student Needs

Processes for Adding a Program. There were processes related to the needs and

input of students that were employed by the experts in the decision to add a program at
their school. There were instances of the experts receiving input from students that was
somewhat unsolicited. As students spoke with office staff concerning the program, the
staff learned of the need for new programs. In these situations, the experts had
processes in place with office staff for the purpose of identifying new program
opportunities that emerged from day to day conversations with students.
The communications major is a four year degree program, and with that program
we determined there was a need based on a number of inquires that we continued
to see from students calling in and asking about the communications major . . . so
a lot of inquires, number of requests, there was pretty substantial interest in the
adult population for that major (Red, 12/20/95, p. 6).
We would have some information here just from having talked with inquires that
have said, no, that is not the major I want. This is the major I want. So this

would be a good starting place. I am not sure how else we would try to get the
information besides surveys, questionnaires, and things like that (Green, 1/4/96,

p.10).
Existing students were involved in the process of market research. In this
instance students were asked to comment on new program opportunities that had been

identified for the purpose of meeting needs in the community. The experts believed that
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since the students were involved in the marketplace they were in a good position to have
observed what curricular priorities were appropriate for the new program.

Well, T guess the first thing we look at is whether there seems to be a market.
We do not go out and really do a strong survey, but we always do some kind of
market survey to get a feel of the market (Blue, 12/21/95, p. 3).

I think it would be from there (discussions with business people about needs that
exist that are not being met) to my student population with some alternatives or
some.choices, depending upon what I have heard (Gray, 12/21/95, p.17).

Since we have had the PACE program we usually use PACE students (formarket
research). Is this the kind of degree you would like to move into? Now we have
a base of about 400 people in that program so it is a good place for us to look
(Blue, 12/21/95, p. 4). '

We are thinking about adding a program, just random. How would I go about
figuring out what program to add? I would probably survey my (existing)
student population. Because our existing students are in the workforce all over
everywhere (Gray, 12/21/95, p.17).

Processes for Modifying a Program. There were processes related to the needs

and input of students that were employed by the experts in the decision to modify
programs at their school. . The experts solicited input from students by having them
complete surveys at the.end of each coufse that they took. . The experts stated that the
survey results impacted the deciéionb to modify the“prvogran'x including aspects of textual
materials, assignments, and faculty. =~/

We survey the students ‘at the end of etvery. course concerning both the teaching

and the content. That way it really influences what we do about what we are
teaching (Blue, 12/21/95, p.14).
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We took all the comments from every student survey we have done so far on
every course, compiled that information, and looked for indications of strengths
and weaknesses, complaints, or whatever. We looked at students' comments on

the readings, on the assignments, and on the faculty (Yellow, 1/4/96, p. 22).

There was an instance of an expert presenting the needs of students to an
executive committee comprised of faculty and administration. This committee served as
the policy making body for the program. The expert was considered to be an advocate
for the adult students. The executive committee ultimately approved proposed
modifications for the program.

... our student needs are also very important, and that is where "Purple” comes

in because she is one of the advocates for the students in the meetings with the

- executive committee. She represents their needs, and they listen to her and I

think they also know the student's needs (Maroon, 12/19/95, pp. 33-34).

The experts examined the needs of students to ensure that appropriate pre-
requisite coursework had been completed before moving into a new course of study.
They also sequenced courses to reflect an appropriate back and forth between applied
and theoretical/academic courses. The adults needed the theoretical foundation but also
required applicability to the real world.

Since this was working with adults, we sequenced the courses so that we make

sure that the students had all the preparation they needed for each course. But

also that there was a back and forth between applied and academic courses so
that students would not get in to a rut thinking that all were applied, then get to
an academic one and stumble or get hit with too many academic courses in a row

thinking, what is this got to do with my real life? So we tried to keep a nice
blend of academic and-applied courses (Yellow, 1/4/96, p. 23).
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Processes for Terminating a Program. There were processes related to the

needs and input of students employed by the experts in the decision to terminate
programs at their school. Here again, the expert spoke of the office staff becoming
aware of potential problems from their conversations with students. Problems such as a
lack of student interest, course related concerns, and concerns with specific faculty
members were mentioned by the expert. -
Well, it could come from two sources again. The first source would be that our
interoffice, our office staff, would begin to know a lot about what is happening:
lack of student interest, whether it is the courses, or we were receiving feedback

from students, or I am having trouble with faculty, or whatever (Purple,
12/19/95, p. 27).

Processes Employed Related to F éculgg
Availability and Support

Processes for Addinga Program. There were processes related to the input and
availability of faculty employed by the experts in the decision to add a program at their
school. The expert took recommendations fér new program opportunities to a
committee of the faculty for appro?al to initiate development efforts. This committee
was comprised of regular full-time faculty, adjunct faculty, and students. There was an
instance of presenting the new program to the Academic Aﬁ‘airs, committee which
involved the chief academic officer .and any number of Deans.

Well, it would have to involve faculty. We have an executive committee made

up of faculty that "Purple" meets with probably every three months and they go
over a lot of academics of the program. (Maroon, 12/19/95, p. 33).
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Once we really come up with a program and request catalogs and see what kind
of things other schools are doing, then we eventually go to what we call the
Continuing Education Division Council. It is our governing committee of twelve
people. We put an adjunct person on there and a student on there, but it is
mostly comprised of the day school faculty. That is where our faculty would
start to get involved (Gray, 12/21/95, p. 20).

At the same time (of presenting the new program to top level administration for
approval) we will start the academic process, if it is an academic program, by
taking it to Academic Affairs and usually to each division to let them know what
we are doing. If it gets approved in Academic Affairs then it moves on to the
whole faculty for their approval (Blue, 12/21/95, p. 7).

After approval was given té.proceed, the expert approached the appropriate
academic department, or created a:cémr_nitte.e of appropriate faculty to develop the new
program. Particular attention was given to ensure that the new program was tailored to
meet the needs of working adultsL |

We will start off saying, we just found a target group of adults who are looking
for something. Then we approach the department or create a committee with the
dean of the college to look at if we offered X, and we do not offer it traditionally
here on campus, what would they be willing to provide, or what particular

~ courses (Purple, 12/19/95, p. 6).

At that point we met with the department chair of that particular department, and
his faculty started to develop a taskforce and started and started working on
appropriate curriculum for adult courses. The major in the evening is different
than our day school program. It is tailored more to the working adult
(Red,12/20/95, p. 6).

Department chairs and day faculty will have a key role in really shaping what is
happening. That is probably that most important group to start with and then
involve as many constituents to help advise as much as possible (Red, 12/20/95,

p. 19).

But with the actual degree requirements, I try to follow very closely what the day
school if doing, it helps to maintain a quality level, and we are just not quite so
isolated from day school. They have something they can relate to and hopefuily,
it meshes us in better with the regular program. So all of our degrees that we
have fall under a department chair's guidelines. So our department chair approval
is important to us. They take ownership pretty much (Gray, 12/21/95, p.21).
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The expert worked through appropriate academic departments to identify faculty
to teach in the program. There were instances of the regular full-time faculty teaching in
the program. In the event adjunct faculty were needed, the regular faculty had a great
deal of input in the selection process.

I guess that is the other thing besides the faculty availability. If they (full-time
faculty) cannot teach it, they want to have a lot of say on what the courses would
be and who the other adjunct faculty would be (Purple, 12/19/95, p. 6).

We have all the business faculty teach in the program also. They teach on an
additional compensation basis. But we also have a lot of adjuncts in the
community who teach courses as well; the farther we are from campus . . .then
the more often we use adjuncts. So we have a good core of (regular full-time)
business faculty. Let's put it this way: everyone of the courses are taught at some
point by a business faculty from campus or a faculty member; so we do not have
any out there that our folks do not teach. Probably, at this point and time, the
majority are taught by campus faculty; as time goes on, it may change (Yellow,
1/4/96, p. 25).

All faculty, even adjunct, are brought on campus and interviewed by a faculty
committee. We use the same standards as for campus faculty members. They
need at least a masters degree. We have the benefit of having the director of

- marketing of a company do a class for us. We have a commercial loan officer
teaching accounting classes. ' So we have the benefit of the real world experience.
All these folks have M.A.'s or M.B.A's or whatever (Yellow, 1/4/96, p. 25).

Processes for Modifying a Program. There were processes related to the input

and availability of faculty empioyed by the experts in the decision to modify a program at
their school. The experts surveyed the faculty and held periodic faculty meetings to
identify items in the curriculum that needed to be modiﬁed. The meetings involved the
teaching faculty which allowed for input from adjuncts that were involved with the

program.
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So we looked at other curriculum options, comments from faculty, and
comments from the research project advisors on what they see as the strengths
and weaknesses and how we should change things in that way, all the faculty by
participating in teaching. We surveyed them and got their comments back and
recommendations on new readings, changes in curriculum, strengths, weaknesses
and those kind of things (Yellow, 1/4/96, p. 22).

We hold our own faculty meeting every three months. We keep them informed
as to kind of what we do. We want them to know what is going on. We want
their feedback. How are things going? How are things working? Adult students
are unique. They are unique individuals. A lot of faculty love working with
them. They read their assignments. They do good work. They are not there
because they have to be there. They are there because they have reason to be
there and want to be there. So our faculty has a great input into our program by
telling us what some of their needs are. They may know more than we actually
do, because they spend so much time with them (Maroon, 12/20/95, p.33).

I guess another place where we get input for modification is our instructor
himself. We use mainly adjuncts but we meet with them every four to six weeks.
We discuss course content and to get feedback from them about how things are
going and modifications from their viewpoint. That is another input that we use
for modification and changes (Blue, 12/21/95, p. 27).

Modifications to the curriculum were described as ongoing processes largely
handled by the academic department that initially developed the program. The expert
worked closely with the respective departmental chairperson in the modification process.

For program modification, that is kind of ongoing, and not nearly as formalized
as development of a program. Ongoing primarily by faculty and the department
chair and within our administrative staff (Red, 12/20/95, p. 20).

But we meet and discuss our curriculum with the School.of Business who knows
what the curriculum should be. We meet with the Criminal Justice department to
determine which core courses should be taught. I think that it is important that
they know what we are doing, and that they kind of oversee it (Maroon,
12/19/95, p. 24). '

We took the original course and we looked how this was done in conjunction
with the business division. QOur division of Adult Education actually operates,
owns the Organizational Management curriculum, and they work closely with the
business division and have worked consistently to maintain good relationships
with the campus community because they have to keep them on board. That is a
whole credibility issue for the campus community (Yellow, 1/4/96, p. 21).
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I tend to use the Dean of Arts and Sciences first, and then faculty input would
come perhaps from our Executive Committee, where 1 go when I have academic
issues. If not the Executive Committee, the committee that devised the program
would come together. An example would be Health Sciences. I had to include
the School of Business and the School of Nursing. I included someone in the
field of public administration, and we created that. So whatever group would be
used, the Executive Committee or a steering committee would look at the issues
to probably finalize and get approval one way or another (Purple, 12/19/95,

p. 27).

The actual modifications were normally done by the full-time faculty who had
initially developed and taught the courser. In some instances faculty who had not taught
in the program but who taught similar céurses on campﬁs were asked to make
modifications to céﬁrses. Faculty were paid for making either rﬁinor or major
modification, or for developing an entire new course. The modification process was
coordinated by the expert. |

For the most part, yes. They are full-time facuity of the University (who actually
worked on the modifications). We have a couple of folks who are outside of that
area (Yellow, 1/4/96, p.22). ‘ '

There were typos and all kinds of mistakes in it (the curriculum). That was our
reason for majorly revising our curriculum which was a process that started in
July. What we did at that point was we had two groups (student cohorts) go
through the entire original curriculum and the instructors for those two groups,
who were for the most part regular full-time facuity, who knew of ways to adjust
the curriculum and ways to make it better (Green, 1/4/96, p. 14).

.. . we identified instructors on campus who had taught the course actually in the
program that needed changes, or taught similar courses on campus that needed to
be added to the curriculum and we just started to revise the curriculum (Green,
1/4/96, p. 22). .

We had faculty who were experts in each one of these areas: economics,
marketing or whatever, and had them look at the courses and actually redesign
them. We had three categories: minor revision, major revision, or a new course.
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It was for compensation. We contracted these faculty over the summer to make
these curriculum changes and pay them commensurately for a minor, a major, or
a new course. We had all those put together. They were coordinated through
our office here, and this went back to the business division for their support and
approval (Yellow, 1/4/96, p. 22).

They (faculty) looked at all the criteria used, and when it was all done they
looked at what methods were being used, tried to look at the textbooks, and we
were back to the things that should be taught here. When you taught leadership
- management you assumed that the person taught behavior and he did not so we
would just compare notes and make sure that it all fit together (Yellow, 1/4/96,
p.23). . . o _ =

All this was coordinated by me and is done with various faculty who help me.
We are now going into our first phase of that. Even now, as we teach these
-courses, the first time they are being taught they are taught by the person who
designed the course; and so we are kind of field testing them. They are coming
back and saying, that fourth week is really too much; we need to make this
change, or whatever (Yellow, 1/4/96, p. 24).

Processes Employed Related to

Business and Industry Input

Processes for Adding a Program. There were processes related to determining

the needs of business and industry employed by the expert in the decision to add a
program at their school. The experts looked to business and industry in order to identify
needs‘ that needed to met by the program. In order to do this, the experts went ouf and
talked with individuals who represented the field of practice. |
We look very closely at the marketplace (in order to position the program to be
most accommodating to students). You know needs are employment

opportunities, and not only opportunities but opportunities for advancement
within a company (Red, 12/20/95, p.11).
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"Red" and I at various times go out and talk to personnel people in different
industries around, in particular, ones that pay tuition for students. But I would
probably have a tendency to try to talk to some of the human resource people . . .
"Red" and I at various times would go to different communities' chamber
meetings where she can talk with some of the business people and find out if
there are some needs out there that we are not addressing, that we can address as
a liberal arts institution (Gray, 12/20/95, p.17).

Once the experts identified needs that could be addressed by adding a program at
their school, they fofmed an advisory committee comprised of appropriate individuals
from business and industry, faculty, stuﬂents, and staff. One of the experts stated that
this committee stm&me provided for the iﬁvolvement of the constituents of the’
program This was emphasized as very important. While in the process of adding a
program, the committee rﬁet on aA‘very systematic basis over the course of approximately
one year. |

Once we got a feel on what might be needed out there the next thing would
probably be to try to put together an advisory group from the community, ones
that could hopefully spell out more clearly to us which things they need or what
type of things need to be addressed (Gray, 12/20/95, p.18).

Yes, not always, but frequently we do (involve people from the marketplace in
the process of determining needs). Again, we had an advisory group for the legal
assistant program, and that was made up largely of attorneys who work in the
city, they were very helpful with that program. We put together a taskforce, in
that case, myself along with a group of attorneys and one of our academic
chairman to develop that program (Red, 12/20/95, p. 11). '

I think if T had to choose one key word it would be involvement. I think it is
awfully important to involve as many of your constituents as possible, and I mean
by that, if it is a program that you are developing that is going to serve a need
within the community it is important to pull in expertise from the working
community. It is important involve people on your full-time day faculty so they
have some ownership of any programming that is going on in the evening
division. It is important to involve academic advisors who have a lot of contact
with students. When possible we try to involve a student just to get insights from
them (Red, 12/20/95, p. 19).
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When we are developing a program, we (advisory group/taskforce) tend to meet
on a very systematic basis over perhaps a year, you know a very defined time
frame (Red, 12/20/95, p. 20).

Processes for Modifying a Program. There were processes related to the needs
of business and industry employed by the experts in the decision to modify a program at
their school. An expert stated that the advisory committee was a source for identifying
the need to modify the curriculum. Members of the. committee identified changes in the
field of practice which pointed to the need to maké changes in the program. The expert
stated that the committee would meet on an ongoing basis four to five times per year. .

Well, for the most of our programs we have an advisory board, not for all but for

most, and they are certainly one reason for modifying if we see a change or

something different or bring in some information in to it (Blue, 12/21/95, p. 13).

(The frequency of the advisory board meetings) Six to eight weeks; so probably
four to five times a year (Blue, 12/21/95, p.14).

One of the other experts stated that input from business and industry was
obtained somewhat indirectly through adjunct faculty who worked in the field of
practice. There had not been an advisory committee established, but the expert
acknowledged that this would be a good idea for the future.

(Any input from business and industry?) Not directly. We have input from

faculty many of whom are involved in the community and tell us from their

viewpoint what we can do to improve it. We did not seek out; there was no

community board to help us put this work together. That is not a bad idea, but
we did not do that" (Yellow, 1/4/96, p. 26).
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Processes Employed Related to the

Integration of New Knowledge

 Processes for Modifying a Program. There were processes related to the
integration of new kno;vledge that were employed by the experts in the decision to
modify progra;ms. atrtheir schools. There was an instance thefe the éxpert contracted
with faculty to make rﬁodiﬁéations to the overall curriculum. One of the primary reasons
for the modifications was to integrate current literature into the program. When faculty
submitted their revised materials, the expert had course materials entered on computer.
This allowéd fééulty to access the cohipﬁt‘er files to make micro-revisibﬂs on somewhat
of an ongoingr basis. Haviﬁg the cﬁm'culum on the compufer was a positive process for
this schbbl.. o -

We ended up taking away two or three classes; just deleting them altogether,
adding several new classes, and completely revising all of the classes, the student
guides, and the faculty guides. Our instructors here on campus did that based on
their knowledge and expertise. So we did modify and it was simply because what
we had was not up to par. We are still in that process which, to me will probably
be a process that continues. Because if you are always wanting to use the most
up to date materials, then there will always be changes which is another thing that
the original curriculum really did not allow for. Now we have a system set up
where the module may be taught one time and the instructor may decide, no, this
needs to be done differently. Very easily we can change it (Green, 1/4/96, p.14).

As far as changing the whole curriculum, we have pretty much set up the courses
we are going to be teaching for a while. The process of micro-revisions is
ongoing; because as our people are teaching it they can come back and say, I
need to make this change here. Hopefully it is a smooth process. The natural
process goes on, at least theoretical, in most colleges. There are stories about
the guy teaching from his yellowed notes, but hopefully a good professor will
keep things current (Yellow, 1/4/96, p. 26).
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Processes Emploved Related to the Mission Statement

There were processes related to the institutional mission statement that were
employed by the expért in the decision to add, modify, and terminate a program at their
school. The experts normally relied upon faculty to review programs to ensure that they
were represenfati§e of the instituﬁon's mission. This was one of the responsibilities of
the development taskfdrce in the deciéion té add a program. In instances of the school
acquiring curriculum materials that were produced by another institution, faulty modified
curriculum to make it representative Qf the mission statement. In some cases programs
were terminated due fo théir nof bemg Aconéruenib with the nﬁssion ;tatément.

” Well, we would typically sté.rg with é. task fo;ce wbrking on the developfnent of it
‘to make sure it is within.our mission statement.. We would not want to bring in a
program in welding in a private liberal arts college, so there are some things we
focus on (Red, 12/20/95, p. 10). :
Processes Emgloyed. Related to the

Marketing Strategy

There were praocesses related to the marketing strategy that were employed by
the experts in the decision to add a program at their school. Once the sequence of
courses had been identified by faculty, the expert would contract to have the first one or
two courses developed. While these courses were being developed, the advertising
campaign was launched. Based on the response to the initial marking effort the decision
to continue with course development was made. A good response from prospective
students initiated continued development of course materials and the allocation of

additional resources for advertising and faculty contracts.
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We will start developing maybe the first one or two courses in the sequence of
courses that somebody is going to go through. At the same time we will start
marketing, and the major marketing will be advertising of some sort. Based on
that response, we determine whether to go on. We will say, here is X dollars for
initial development and initial advertising. If things look good after the initial
advertising then we move on. We will say okay, we are going to keep going and
we will continue more development. We will set a date for the first class to start.
We will start finding instructors and do whatever needs to be done to move it
along. Then we will start putting more resources to it, such as books, and those
kinds of things (Blue, 12/21/95, p. 9).

Processes Employed Related to Administrative Input

There were processes related to administrative input employed by the experts in
the decision to add a program at their schools. The experts worked through the
_ administrative chain of command in order to get approval for a new program. This
involved various presentations to Deans, the Academic Affairs Committee, and the
Presidents' Cabinet.
The Dean of Arts and Sciences is over the program. He is a very strong player in
what we determine temporarily, permanently, short-term, long-term; and then of
course, he goes to the Vice-President of Academic Affairs; and then she goes on
into the President (Maroon, 12/19/95, p. 33).
First, I usually take it (the new program) to the President's Cabinet and present it

there along with budget information and get approval to move on (Blue,
12/21/95, p. 7).

Processes Employed Related to

Articulation Considerations

There were processes related to articulation concerns employed by the experts in
the decision to modify a program at their schools. One of the experts spoke of working

with the respective department chairperson in identifying related graduate programs
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within the region that might be considered by graduates from their baccalaureate
program. The faculty made modifications to the baccalaureate program in order to
articulate with the identified graduate programs. These were very beneficial
modifications fof students who desired to go on to graduate school.

Modification usually starts with our department chair from our day s§h001 At

this point in time we are looking at our psychology program to articulate better
with SMSU's masters in psychology (Red, 12/20/95, p. 12).

A Process Model to Establish Curricular Priorities

A reviéw of the Htératuré revealed that no attempt had been made to develop a
process model for estab‘lishing curricular prioritiés for adult baccalaureate degree
completion programs in the fouf state region of Oklahoma, Kansas, Missouri, and
Arkansas. Therefore, administrators and program planners at private colleges and
universities lacked an articulated model fof establishing curricular priorities for adult
baccalaureate degree completion programs. Consequently, there was a need for a model
that would contribute to appropriate decision making and enable private célleges and
universities to provide outreach servic-:es to their constituents. Without such a model,
program decisions were hot data-based and resulting programs lacked the objectives
needed to ensure appropriaﬁeness and to fnaximize investment. The p@ose of this
research was to de?elbp a process inodel td meet these needs. A graphical illustration of

the model was presented followed by a discussion of each of its component parts

(Figure 1).
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The Decision to Add a Program

Student Needs. A criterion identified by the experts in the decision to add a

program was student needs. Students prdvided the experts with information which was
important in the decision making process. In one sense students were helpful in
identifying new‘ programs for the degree completion program. In other inst’anées
studénts wefe cé.lled upon to provide feedback on program ideas that had been ideﬁtiﬁed
through other sources. Thezfdcus of this dialogue was to be sure that potential-programs
would meet the needs of students.

The geﬁeral feéling #ﬁbng th; experts Qas that the adult stﬁciént d1d .not have to
4 attend tlhe‘prégrz.xims of the schooi. Therefore, careful étteﬁtion’ waﬁ given to meeting the
needs of students in order to attract and retain additional students_. The experts viewed
the adult student as the consumer of educa'ticvm.' It wa; t_he belief of the expefts that not
meeting the unique needs of adults would result in decreased enroliments.

The experts spoke of the studen;s _negding a degree pfogram that would enable
them to be mére marketable in the workplace. Thé experts stated that they desired to
provide programs to meet the needs that students identified in this regard. In fabt, one
expert characterized "student needs” as employment opportunities. American College
Testing (ACT) was supportive of this position as well (Ferguson, 1995). ACT reported
the American worker to be deficient in the skills necessary to enable the American
society to compete in the emerging global sbciety. In general, ACT encouraged
education to concentrate efforts on meeting workplace related needs of adult learners.

One way of doing this was for the educator to assess the adults current skill level with
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respect to generic skills required in the workplace. ACT conducted research efforts and
identified such generic skills, and produced assessment instruments to identify skill
levels. ACT suggested that this process was one way educators could work with
students and business and industry to better meet the workplace related needs of adult
learners.

The experts stated that they desired to meet the needs of adults in the
community because this was a Way fo£ their institution to expand and provide outreach in
the community. Tyﬁically, the institutions pulled traditional aged students in from
outside of the state. In ‘thlAles‘e instances the institutions had not established a presence in
their local communities. The development of such programs to meet the needé of adults
in the comxﬁunify allowed the university to become better known in the community.

There were processes related to the needs and input of students that were
employed by the experts in the decision to add a program at théir school. There were
instances of the experté receiving input froni students that was somewhat unsolicited. As
students spoke with office staff concerning the program the staff learned of the need for
new programs. In thése situations, the experts had processes in place with office staff
for the purpose of identifyiﬁg new.program opportunities that emergéd from day to day
conversations with students. |

Existing students were involved in the process of market research. In this
instance students were asked to comment on new program opportunities that had been
identified for the purp'o‘se of ineeting needs in the community. The experts believed that
since the students were involved in the marketplace they were in a good position to have

observed what curricular priorities were appropriate for the new program. In these
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instances the students were asked to respond to a survey. There was evidence of this
strategy in the literature as well. The College Board (1994) wrote that adult learners
who were already in the learning market gave the best description of what adult learners
want and need.

In addition to surveying existing students, the College Board suggested that
census bureau data be consulted to establish demographic characteristics of the adults in
the community. This made it possible to track factors of age, number of years of college,
etc. by census tracts in the community such that the school concentrated on the tracts
With the mdst potential for adults rto enroll at the school. The College Board
recommended surQeying adults in these areas of the community ‘in an effort to identify
needs.

This criterion draws attention to the impoftance. of the needs of students in the
decisioh to add a program.- Sevefal processes for identifying the heeds of stﬁdents were
discussed. A kno@lédée 6f the needs of stﬁdents resulted in the experts being able to -

develop curricular priorities to meet those needs.

Business and Industry Input. The needs of local business and industry was

identified by the experts as a criterion in the decision to add programs. Providing adults
with workplace related degree programs appeared to be at the core of why the adult
degree completion program existed. The experts stated that their most successful
programs were those that provided needed workplace related degree programs. The
experts looked to business and industry in order to identify needs and then endeavored to

add programs to meet those needs. In order to develop degree programs to meet the
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needs of business and industry, the experts sought to involve people from business and
industry in the process of establishing curricular priorities.

The experts identified and ranked business and industrial needs as a criterion in
the decision to add a program because they believed business and industrial needs
influenced, or to some extent determined, the needs of students. One expert stated that
they involved people from business and industry in the process of determining curricular
pn'érities because they (business and industry) were believed to be the customer.
Overall, the experts statsd that it was imﬁortant for the educator to find out what needs
existed in business and industry because the students look there as well. |

There were processes related to determining the needs of business and industry
employed by the expert in the decision to add a program at their school. This was
accomplished by the experts nétworking with Busihéss and industrial leaders in the
community. The experts were active in atten.dinf‘g> chamber of commerce and civic club
meetings, in addition to making individual calls 6n business and industrial leaders.. |

Once the ekperts identified needs that could be addressed by adding a program at
their school, they formed an sdvisory committee compﬁsed of appropriate individuals
drawing from business and industry, faculty, st;Jdents, :cmd staff. One of the experts
stated that this committee structure providedr for the involvsmsnt of th‘eﬂ pﬂrﬂary
constituents of the program. This was emphasized as very important. While in the
process of adding a program the committee met on a very systematic basis over the
course of approximately one year.

The literature was supportive of education and business and industry working

together in order to improve education for adult learners. ACT (Pennell, 1995)
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suggested that educators and business and industry work together to identify needs in the
workplace that are required for workers to be perform their jobs. satisfactorily. ACT
referred to this as job profiling. Job profiling was accomplished by utilizing task analysis
techniques. The result of this effort was targets for instruction which was good

information for the educator to utilize in the process of establishing curricular priorities.

Faculty Availability and Support. Input from regular full-time faculty was
identified as a criterion in the decision to add a program. The experts spoke of the
importance of working closely with regular full-time faculty in order to give direction to
the decision of adding a new program. There was the concern of the availability and
support of regular faculty for the program. Ultimately, faculty were in the position of
approving the program to be added. The experts also spoke of the need to have
available adjunct faculty for the program. There was a high percentage of adjunct faculty
who taught in the degree completibn program.

Faculty were involved in developing curriculum for the program. In some
instances the curriculum was developed with only regular full-time faculty. In other
instances regular faculty worked with a taskforce of appropriate individuals to dévelop
the curriculum. In some occasions adjunct faculty were involved.in the development effort.

Faculty input was an important criterion in the decision to add a program because
the experts believed it critically important that they have both the expertise and support
of the faculty. The experts stated that they rﬁust have the support of the faculty in order
for the program to be successful in the long run. In one instance, the expert was

concentrating on ways to increase the support of faculty for the program. This was
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being done because without faculty support it was becoming increasingly difficult to get
new programs approved or cooperation from faculty in general..

The College Board (1994) recommended a process of surveying the faculty in
order to determine their capabilities and their willingness to make adjustments to meet
the needs of the adult learner. The result of this analysis was the faculty's opinions about
how to serve the adult learner at the school. This was a good way to get the faculty
involved in the decision making process which resulted in giving them some buy-in into
deciston making. |

There were additional processes related to the input and'availability of faculfy
employed by the experts in the decision to add a program at their school. The expert
took recommendations for new program opportunities to a committee of the faculty for
approval to initiate develoément efforts. This committee was comprised of regular full-
time faculty, adjunct faculty, and students.  There was also an instanée of presenting the
new program to therA»cademic Affairs committee which involved the cﬁef academic
officer and a number of Deans. | |

After approval-was given té proceed, thé expert apprbached thé appropriate
academic department, or created a corﬁrnittee of appropriate faculty to devélop the new
program. Particular attention was given to ensure thé.t the new prégrarﬁ was tailored to
meet the needs of working adults. The expert worked through appropriate academic
departments to identify faculty to teach in the program. There were instances of the
regular full-time faculty teaching in the program. In the event adjunct faculty were

needed, the regular faculty had a great deal of input in the selection process.
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The input and support of the faculty resulted in the program being embraced by
the institutional community. This not only enhanced the academic integrity of the

program but provided legitimacy and credibility for the program.

Mission Statement. The mission of the institution was identified as a criterion in

the decision to add a program. The adult degree completion program typically
maintained more of an entrepreneurial stance with respect to the type and kind of
programs offered, especially as compared to their traditional day programs. While
remaining entrepreneurial, the experts expressed concern that they remain true to their
institutional mission statement.

In some instances, the decision to add adult degree completion programs was the
result of the institution expanding on its organizational mission statement. Historically,
the institutions offered programs which accommodated the eighteen to twenty four year
old in a traditional day school residential setting. New constitueﬁts were reached by
designing programs to reach out to aduits in the community. |

The mission statement was an important criterion because it provided direction
for decisions that were ultimately made with respect to the programs that would be
offered by the institution. There were instances of the mission statement being consulted
as new programming ideas were considered for additions to the curriculum. Programs
that were deemed to be within the institution's mission were added.

In one case it was determined that programs for working adults allowed the
institution to emphasize aspects of the institutions mission that had not been emphasized

for a period of time. One expert described the institution's rich heritage of providing
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practical training. Over the years the institution had not emphasized some of the
practical aspects of the curriculum thus evolving into more of a traditional liberal arts
college. The addition of programs specifically designed for working adults allowed the
institution to once again emphasize practical educational programs that served adults in
the local community.

There were processes related to the institutional mission statement that were
emplbyed by the-experts in the decision to add a program at their school. The experts
stated that one of the responsibilities of the development committee was to make sure
the new program was within the institution's mission. Logically, this would be done very
early in the approval phase of the develdpment process. The result of this activity was

new programs that were within the scope of the institutions mission.

Financial Considerations. Financial considerations were identified as a criterion

in the decision to add a program. \The degree completion programs, for the most part,
were designed to operate as auxiliary entities. Apart from start up expenses, the
programs were held-accountable financially. In consideration of this, the experts
considered the financial aspects of adding a new program carefully. If the program was
not financially viable, then the new program was not added.

Financial considerations were deemed to be important because, if the program
was financially viable; other concerns could be alleviated. The aspect of financial
viability opened the door to new program development. In order to assess the financial
viability of the new program, the experts conducted a market analysis which included

student input, the presence of competition, and the cost to develop and deliver. Careful
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analysis of the financial aspects of the new program gave the expert good indications of

the eventual financial success or failure of the program.

Offerings of Competitors. Competition, or the lack of it, was identified as a
criterion in the decision to add a program. The experts were sensitive to what other
collegesr Or universities wéré offering in t_he community. If a competitor was offering
sométhjng similar to the propbsed new program, normally the experts decided not to
proceed out of their concern to not duplicate offerings, and that theré would not be
sufficient interest in the new program to make it financially viable. There were also
instances when the iack of competition served as the brimary reason for the addition of
the new program.

The experts identified and ranked competition as a criterion in the decisions to
add a program because of the impact of the competition factor upon their program. In
most cases, the experts were competing with public institutions offering lower tuition
rates which resulted in their not being able to compete. The literature also encouréged a‘
survey of the offerings of competitors as they represented the competitive environment.
The College Board (1994) wrote that the offerings of other schools resulted from their
own efforts to establish appfopriate curricular priorities and were good indications of the
types of ﬁdults that would attend various types of programs. Two strategies were
suggested by the College Board for the expert to consider: duplicate offerings in order to
tap unmet need within the community; or design new offerings to meet unique needs in

the community. A knowledge of the competitive environment resulted in the experts



168

being in a position to determine if the new program would be able to compete in the

community.

Administrative Input. Administrative considerations were identified by the

experts as a criterion in the decision td'add a program. The experts discussed instances
where top level administrators mandated the addition of a new‘program. Admini.stra.tive
input m the approval phase of the decision to add a new program was also discussed.
This involved top- l'evei'gédmirﬁstratorrs ﬁom tﬁe businesswside of the institution
(President's Cabinéf) ﬁnd from the aéédérﬁic side (Academic Affairs Committee). The
President's Cabinet fdcuséd »on issﬁeé of financial viability and'co'ngru-encé with the
organizatiorll‘vn-lission. The Academic Affairs Committee looked at congruence with
organization mission as well, but’ really focﬁsed on academic integrity issues. Along side
of the previously mentioned faculty considerations, there were also administrative
considerations in terms of having adequate staff to oversee and support the addition of
the new program.

The experts ideﬁfiﬁed and ranked administrative input as a critérion in the
decision to add programs because of thé- heea to have top level administrative approval
in order to operate programs‘. The expert acknowledged that the staffing issue was a
minor concern likening it to a numbers question. This was nothing more than making
sure there was an appropriate number of staff to support the new program. This was
important because it was necessary to have an appropriate number of staff to handle the

logistics of the program. Without the staffing it would not have been possible to
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maintain the level of customer support that the experts deemed important in serving
adult learners.

The College Board (1994) recommended that the administration be surveyed in
order to determine their capabilities and their willingness to make adjustments to meet
the needs of the adult learner. The result of this survey was the administration's opinions
about how to serve the adult learner at the school. This served as a good way for the
expert to solicit administrative input which resulted in giving them buy-in early in the
decision making proc;ess. Additionally, there were processes related to administrative
input employed by the experts in the decision to add a program at their schools. The
experts worked through the administrative chain of command in order to get approval
for a new program. This involved various presentations to Deans, the Academic Affairs
Committee, and the Presidents' Cabinet. New programs that were develdped in this

manner enjoyed the support and approval of the administration.

Delivery System. The manner in which instruction would ultimately be delivered

to adults was identified as a criterion in the decision to add a program. After the courses
had been identified, attention was given to determining various delivery options for the
coursework. In the end, the experts endeavored to provide a good mix of delivery
options iﬁclusive of traditional clagsroom instruction and independent study. The experts
indicated a desire to iﬁcorporate technology into the delivery of independent study
options.

The experts identiﬁed and ranked the delivery system as a criterion in the

decision to add programs because of their concern to be as accommodating to the adult
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learner as possible. The overriding reason for focusing attention on the delivery system
was to maximize flexibility for the student and to ensure that an appropriate delivery
system was in place based on the type and kind of content being presented to students.

In order to determine the delivery options for the program the experts consulted
with faculty as new programs were developed. The result of doing so was a good mix of

appropriate delivery options to accommodate the needs of adult learners.

Accrédit#tion Requiremgnts. Accréditatioﬁ requirements were ﬂot ideqtiﬁed by
the experts as a criferién in the decision to adci a program at their school, but were
identified in the decision to modify progfarns. Logically, accreditation requirements
. should also be considered in the decision to add prograrhs due to the presence of various
requirements of regional and professional accreditors. This would be important because
ignoring such requirements would jeopardize the credibility of the program. The experts
would need to carefully consider the implications of the respective requirements in the
decision to add the new program. Such requirements would normally pertain to
finances, faculty, curriculum, facilities, and library fesources. The expert would need to
obtain relevant information from the accreditors and develop the new program - -
accordingly. Developing a program to meet accreditation requirements would result in

the program being more credible.

The Decision to Modify a Program

Student Needs. A criterion in the decision to modify a program was identified as

student needs. The experts discussed that they solicited input from existing students in
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order to identify items of concern that need to be considered for modification. In this
instance, the experts indicated that the decision to modify curriculum was for the
purpose of better meeting the needs pf students. The College Board (1994) was
supportive of the practice of soliciting input from currently enrolled students as this
allowed students to voice their opinions and identified strengths and weaknesses of the
program.

The College Board (1994) reported that it was profitable to conduct telephone
surveys with individual adults in the community. The College Board suggested the use
of census data in order to identify the tracts in the community that contained the adults
that would most likely be interested in programs offered by the school. The College
Board reported that the input from such adults resulted in a template of adult preferences
that was used to compare to current programming and for future decision making.

The experts statéd that students were good to give prompt feedback to them in
the event that faculty were not addressing‘their needs. In thesé instances the éoﬁcem
may havé been a problem in the course céntent, in the instructional strategy that was
being used in the classroom or the f)roﬁleni may haye been the faculty person. In any
event, the experts were interes£ed in any feedback that the students provided because of
the emphasis placed on viewing the student as; thé consumer. Thié .was especially
relevant when working with adults Because the experts believed that anything done in the
classroom must have been applicable to or practical for the adults. That was not to say
that theory was not addressed in the classroom, but the experts were sensitive to the
need to have a good balance between the theoretical and the practical aspects of the

curriculum.
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The experts were also interested in the contribution that the adult students were
able to make in the classroom due to their experience in the work place. The experts
mentioned that faculty should be willing to allow the students to make meaningful
contributions to the classroom and in some cases be willing to learn from the students.
In some cases the student was in a better position to make contributions as it may have
been some time since the faculty had been in the work place.

The literature was supportive of these co'ncepts. Faculty taking on the role of
facilitator reflects the role of the teacher from a pragmatic philosophical position (Miller,
1985). The applic#bility and practicality of study and allowing adults to make
meaningful contributions in the classroom was supported by Knowles' (1984) theory of
andragogy.

The experts acknowledged that while the erhphasis on student needs was
important, there wés an éﬁﬁrdpﬁéte limit as to how much this was emphasized. While it
was arghéble that the studentv wa;s the c;)nsumer, or customer as one expert put it faculty
also played a very important role in constructing the kndwlé&ge basé and formulating the
instructional strategjr ’fhe point was made that most likely adults would normally
welcome, eVen‘ expéct, direction from faculty in these areas. Without such input from
faculty the student would be left to wander somewhat aimlessly through the process
potentially missing appropriaté pieces of information and loosing valuable time.

The experts and the litérature suggested that surveys be used in order to solicit
input for the modification decision. After identifying the needs of students, the expert

presented these needs to an executive committee comprised of faculty and
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administration. This committee served as the policy making body for the program. The
executive committee ultimately approved proposed modifications for the program.

The experts also examined the needs of students to ensure that appropriate pre-
requisite coursework had been completed before moving into a new course of study.
They sequenced courses to reflect an appropriate back and forth between applied and
theoretical/academic-courses. The adults needed the theoretical foundation but also
requifed applicability to the real world. Soliciting the input of students and adults in the
community resulted in information that was utilized in order to be sure that the program

continued to meet the needs of students. -

Facﬁltv Availability and Support. Ihput from faculty was identified as a criterion

in the decision to modify a prégram. The experts stated that the modification process
was heavily influenced by the input of regular full-time faculty. In some instances
adjunct faculty were involved in the process. The experts empldyed several methods to
get the input of faculty. In some instances the experts conducted periodic faculty
meetings for the purpose of discussing issues relafed to.the modification of the
curriculum. In other instances faculty were given evaluation forms for the purpose of
providing feedback on the curriculum. There were also unsolicited discussions that were
initiated by faculty concerning the need for modification. There were instances of
modifications in curriculum that necessitated a change in the faculty person teaching a
particular course.

Faculty input was sought out because they were in the position of being the

primary content experts for the program. Faculty made the ultimate decision on
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modifications to the curriculum in terms of adding new courses or modifying existing
courses in the curriculum. The faculty also made the decision to change textbooks, and
delivery options. - The faculty were one of the closest links between the experts and the
student and thereby in the optimal position to monitor student needs.

Modifications to the curriculum were described as ongoing processes largely
handled by the academic department that initially developed the program. The expert
worked closely with the respective departmental chajrperson in the modification process.
The actual modiﬁcati(;ns were normally done by the full-time faculty member who had
initially developed and taught thé coﬁrsé. In sbme instances, faculty who had not taught
in the program but who taught sinﬁlar courses on campus were asked to make
modifications to courses. Faculty were paid for making either minor or major
modifications, of fdr déveloping an entire »new course. The modification process was
coordinated by the expeﬁ. Input from the faculty m the modification decision resulted in
a program of high academic integﬁty which enjoyed continued support and approval by

the faculty.

Integration of New Knowledge. - Changes in the knowledge base was identified

as a criterion in the decision‘to modify a program. As such changes occurred the
curriculum was modified in order to keep the program current. It was noted by the
experts that keeping the curriculum current was a real concern. Modifying the
curriculum was also discussed in terms of keeping the curriculum relevant.

The experts identified and ranked the integration of new knowledge as a criterion

in the decision to modify a program because of their concern that the curriculum
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continue to be appropriate for students and relevant to the real world. By having taken
this position, the experts acknowledged the phenomenon of change in society and its
impacts on the curriculum. The experts described the process of integrating new
knowledge into the curriculum to be an ongoing process.

The process related to the integration of new knowledge that was employed by
an expert in the decision to modify programs at the school involved the expert
contfacting with faculty to make such modifications to the overall curriculum. One of
the primary reasons for the modifications was to integrate current literature into the
program. Iﬁ x.nost’.i'ris;t:ances the faculfy were the best content experts available. |
Integrating new knowledge into the curriculum resulted in making the program more

attractive to students and employers.

Business and Industry Input.  Input from business and industry was identified as

a criterion in the decision to modify-a program.  The experts discussed occasions where
representatives from the workplace made them aware of the need to modify the
curriculum. The experts solicited regular input from business and industry by
establishing an advisory board consisting of faculty, staff, students, and repr'esenfatives
from the workplace. Members of the committee identified changes in the field of
practice which pointed to the need to make changes in the program. The expert stated
that the committee would meet on an ongoing basis four to five times per year.

There were also instances of input frbm business and industry that was obtained

somewhat indirectly through adjunct faculty who worked in the field of practice. In this
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case there had not been an adviso;y committee established, but the expert acknowledged
that this would be a good idea for the future.

The literature pointed to additional opportunities for the experts related to the
needs of business and industry. The College Board (1994) suggested that interviews be
conducted with organizations in the community in an effort to yield learning contracts
with organizations for the school to provide credit or noncredit instruction for the
organization. This activity was notv specifically intended to be degree related, but the
resulting activity likeI}'r fostered positive effects that benefitted the degree completion
program in the long run. Financially, the resulting learning contracts with organizations
were worth while efforts. In addition, this activity provided additional opportunities for

introducing new students and business leaders to the school.

Accreditation Requiremernits. Ac;credita’ti’on requirements were identified as one
of the -criteria in the decision to modify a program. The expert spoke of State
accreditation requirements, but this would also include regional and 'professiona]A
accreditation requirements. Meeting such requirements was required for certification of
the graduates and continued accreditation. Teacher training programs were mentioned
specifically but the discussion was inclusive of all programs being modified from time to
time to meet such requirements. Not meeting certification requirements or loosing
accreditation would resulf in the institution loosing credibility with the public and likely

having to terminate the program.

Mission Statement. The mission of the institution was identified as a criterion in

the decision to modify a program. Here the expert stressed keeping the institutional
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mission in mind while considering modifications for the curriculum. One expert
referenced an instance where curricular materials were purchased by the institution for
use in the program. In this case there was the need to modify the curriculum to make it
more representative of the institution's values and interests. The expert relied upon
faculty to make the modifications to the curriculum. Attention to the mission statement
in the modification decision resulted in continued assurance that the program was-

congruent with the mission of the institution.

Delivery System. The manner in which instruction would be delivered to

students was identified as a criterion in the decision to modify_a program. Due to
changes in course content, the expert and faculty madé the decision to make various
courses available to students only through traditional classroom delivery that were
previously available through independént study. It was believed that the modified
content required direcf and sustained contact with faculty in order for students to achieve
the objectives of the course. The expert discussed the opposite scenario as well. The
faculty member may have taught the modified course for several cycles in the traditional
classroom setting and was now comfortable offering the course through independent
study. The implication here was that after content modifications were made to the
curriculum, the faculty preferred direct contact with students in the classroom in order to
field test the modified curriculum. After successfully testing the modifications in the
classroom, the course may have been offered through independent study. Again, the

overriding reason for focusing attention on the delivery system was to maximize
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flexibility for the student and to ensure that an appropriate delivery system was in place

based on the type of content being presented to students.

Articulation Considerations. Modification of the program in order to articulate

with programs offered at other schools was identified as a criterion in the decision to
modify a program. The experts expressed a desire to modify their baccalaureate
programs such fhét their students were prepared to enter graduate programs which were
available‘ in the community. In this particular instance, there had not been a graduate
program offered in the community that working adults coulci access. In light of tl;ig, the
adult degree complétion program had been operating for several years with no graduate
program to articulate with. Receﬁtly, an institution began making a graduate program
available. The expert was now making efforts to be certain that appropriate articulation
occurred.

Articulating with programs oﬁ’ered by other schools increased the attractiveness
of the program. In a sense, articulating with a graduate program increased the valﬁe of .»
the program for the school. This was true because, in addition to the program being a
fine baccalaureate deéree, in and of itself, articulation allowed the experts to create a
path to graduate school. ngically, it would be wise for the experts to have articulated
with local community colleges as well. The community college would serve as a feeder
into the baccalaureate program. Articulation with other programs in the region was also
supported by the literature. The College Board (1994) suggested that schools

coordinate offerings with other institutions by articulating upper and lower division

courses.
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In addition to articulation benefits for the school there was also the element of
articulation benefitting the student. It was a tremendous benefit to the student to have
articulated programs available. This was important in that there was not as
much unnecessary duplication in the curricula. This was also a time saver in that
students would have met all pre-requisite requirements for each program.

- Processes related to articulation concerns involved the experts in working with
the respective department chairperson in identifying related graduate programs within the
region that might be appropriate for graduates of the program. The faculty made
modifications to the baccalaureate program in order to articulate with the identified
associate and graduate prbgrams. Logically, faculty from the other programs would

have been consulted for their input in the modification decisions.

Offerings of Other Programs. The offerings of other institutions were identified

as a criterion in the decision to modify a program. In this instance, the existing program
was compared to similar offerings of other schools as a way to gather informatioﬁ for the
decision to modify. The expert had already received input from faculty and individuals
from the field of practice. The offerings of other schools were looked at as additional
inputs into the decision.

In order to gather the information, the experts surveyed offerings inside and
outside of their geographical region. The result of this effort was that the expert
considered incorporating aspects of other programs, or made modifications to bring in

something unique that was not present in the offerings of competitors.
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The Decision to Terminate a Program

Lack of Student Need. A lack of student interest was identified as a criterion in
the decision to tefminate a program. One of the experts discussed the concern for the
drying up of the degree completion market in general. This had been a topic of
conversation‘among the faculty concerning the long term viébility of thé program. The
expert Stated fhat thefe was no sign of thisv:beiﬁg a problem in the future. Other experts
discussed experiences of having trouble getting classes to make which ultimately ended
up in the termination of a program.. The experts spoke of the importance of getting
regular input from students to.be sure the program is in fact meeting their needs. The
reason for this effort seemed to be based on the belief that not modifying programs to
meet student needs ultimately resulted in the termination of programs.

There were processes related to the needs and input of students that were
employed by the experts in the decision to terminate programs at their school. Here
again, the expert spoke of the office staff becoming aware of potential problems from
their conversations with students. Problems such as a lack of student interest, course
related concerns, and concerns with specific faculty members were mentioned by the
expert. Logically, the expert would have discussed such concerns with faculty and

administrative staff in the process of making the decision to terminate a program.

Lack of Faculty Availability and Support. A lack of support from faculty was
identified as a criterion in the decision to terminate a program. The experts discussed
instances of terminating programs due to faculty not being comfortable with what was

being done in the program. In these instances the expert monitored the support and
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availability of faculty by maintaining regular contact with the faculty and department
heads. The fact that these programs were terminated based on faculty concern is
evidence of the importance that the experts place on the input of faculty.

When confronted with the termination decision, the experts discussed strategies
that would have already been initiated to try to increase faculty support of the programs.
The experts generally tried to involve as many full-time faculty as possible in the
development of the program. Also, the more a faculty member taught in the program the
more support they generally showed for the program. One expert discussed that they
were in the procés§ 6f forming a committee of the faculty to defennine better ways of

communicating with faculty on issues related to the adult degree completion program.

Mission Statement. The mission of the institution was identified as a criterion in

the decision to terminate a program. The experts spoke of terminating programs if they
were not representative of the institution's'mission. In this instance, the mission
statement provided direction for decisions that were ultimately made with respect té the |
programs that would be offered by the institution. A specific example was cited in which
the private college terminated programé which fell more in line with a local community
colleges mission than with their own. In this respect, the institutional mission statement
was used.as a filter to determine which programs belonged at each institution. In the
instances where it was determined that the institution had been offering programs that
were not within the scope of the mission statement, the programs were terminated. The
experts normally relied upon faculty and administration to review programs to ensure

that they were representative of the institutions mission.



Offerings of Competitors. The offerings of competitors were identified as a

criterion in the decision to terminate programs. The offerings of competitors forced
the termination decision for some of the experts. The presence of competitors
impacted the numbers of students attending the program which put a strain on the
program financially. In most cases, the experts were competing with public institutions

offering lower tuition rates which resulted in them not being able to compete.

Irrelevancy of Curriculum Content. The curriculum itself was identified as a

criterion in the decision to terminate a program. That is td say, if the content became
irrelévant, the termination dveci‘sion. Was seriously coﬁsidered. Tﬁis was important
because of the necessity to be sure that the program remained representative of the
needs éf adult learners and the ﬁeld -of. practice. There were instances when the expert
identified courseé within a program that were not applicable to the students and the
field of practice. In these instances, courses were terminated and replaced with
courses that were more relevant. Here the expert worked with faculty to identify
instances where it was appropriate to teﬁniﬁate a course in order to tailor the
program for adults. Logically, the expefts woﬁld becorhe aware of this out of

ongoing discussions with individuals from business and industry.
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Financial Considerations. Financial considerations were identified as a criterion

in the decision to terminate a program. Again, the degree completion programs were
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considered to be auxiliary, meaning that they must be self-supporting. In light of this,
the financial viability of the program was monitored closely. The financial viability of the
program was monitored by the expert through the budgetary process of monitoring
income and expenses. After careful examination, if the program was deemed to not be
financially viable, then the program was terminated. Financial considerations were
considered to be important because if the program was financially viable other, concerns

could be alleviated.. .

Marketing Sfratégy. Marketing strategy was identified as a criterion in the
decision fo terminate a i)rogram. The expert stated that each program may require a
unique mmkéting sfrategy. The 'éxpert pointed out that when confronted with the
decision to terminate a prograrln,- cﬁie should be sure £hat the lack of success for the
program was not attributed to poér @rkéﬁng strategy.

The marketing stfategy may have not received adequate attention as a possible
cause for the problems that the program was experiencing. If the program was not
marketed correctiy there may have appeared to be a lack of interest or that the program
was not going to be aiale to compete successfully. When in actuality, if the marketing
problem was solved the program would have been successful. The expert pointed out
that there was more than one good way to market programs. The type and kind of
program dictated the @e of marketing that was done. Logically, the expert would
solicit input from marketing specialists who were on staff or faculty in order to make

decisions related to the marketing strategy.
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Lack of Adequate Academic Resources. The lack of adequate academic

resources was identified as a criterion in the decision to terminate a program. This was
inclusive of faculty resources, but also included library resources. Logically, adequate
and appropriate space w1th1n existing buildings would also be a consideration. This was
identified as a criterion .because of the potential for the degree completion programs to
place a drain on shared academic resources and have a significant negative impact on the
traditional programs. In these instances, the expert monitored the situation by
maintaining regular contact with officials who shared the use of the resources.- Again,
these programs were designed to be auxiliary to the traditional campus programs.
Consequently, there was an overall concern for safeguarding thf: traditional campus

| programs. In this instance, if the auxiliary program was not ﬁnancially viable enough to

acquire its own academic resources, the program was terminated.

Administrative Input. Administrative mandate was identified as a criterion in the
decision to terminate a program. Here the expert was drawing attention to the
possibility of the termination decision being decided by upper level administration.

Support from top level administration was required in order to operate programs.
There were instances of the Presidents' immediate staff being involved in considering
financial and mission statement issues out of a concern to ensure the financial viability of
the prdgram and goodness of fit with the institutional mission. The academic affairs
structure considered academic issues out of a concern for safeguarding the integrity of

the program. A lack of financial viability, congruence with institutional mission, or
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academic integrity would result in the administration mandating the termination of the

program.

Closing Remarks Concerning the Model

Advocates of adult baccalaureate degree completion programs certainly did not
believe that such programs solved all the problems that adults faced in the community or
the complex matters thgt arose 1n our nation as a result of challenging societal trends.
Adult degree completion programs did however make a positive difference in the lives of
adult learners as they realized their need to return for continued education.

As more adults have contjnued to turn to higher education for help, there has
been a need to give careful considefation to the design of the programs to meet their
needs. The value of the degree completion program was its potential for-providing an
excellent vehicle for meeting the unique needs of adult learners. This issue has
contributed to the need to seriously consider the matter of establishing curricular
priorities. Stated another way, as ‘programs are specifically designed to meet the needs
of adults, what to teach and how to teach must be clearly articulated. A system for
verifying what "ought to be" must also be designed.

The process model was not intended to provide all the answers‘in the process of
establishing curricular priorities. It was intended to be a guide to address important
criteria and related processes. Hopefully, it will promote néw ideas and result in more

meaningful and relevant programs for adult learners.
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Summary

Data were collected for the study by conducting face-to-face interviews with
eight program planning experts at private colleges and universities in the four state
region of Oklahoma, Kans.as, Missouri, and Arkansas. The gxperts were requnsible for
successful adult baccalaureate degree completion pfograms. Verbatim transqripts were
created and utilized extensively in the presentation of the findings. bocumeﬁfs were also
collected from‘each of the éxpert§ for the purpose of conduc;'ting a document analysis.

The study's five research questions gave structure to the presentation of the
findings. The ﬁrst question dealt with the >idenvtii'i<7:aticv>n éf tﬁe most important criteria in
the decision to establish curricular priorities for adult degre¢ completion programs at
private colleges aﬂd uﬁive?si‘tie‘s.irn the four state region. The inter\;iew transcripts were
utilized extensively to idéﬁtify and VdAebscrit-); the crltena Vthat Were identified by the
experts. The second qﬁestion dealt with the rélative raﬁk that experts attributed to each
of the criteria. Utilizing descriptive statisticé, the rank order of the criteria in each of the
decisionsvto add, modify, or terminaté progréms were described.

.Th.e third »qu’estion déalt with the queétion of why the experts identified and
ranked the criteria as they did. The question of why the experts identified and ranked the
criteria as they did was described by detailing the experts commentary from the interview
transcripts. The fourth question sought to determine the important criteria identified by
various documents at private colleges and universities in this study. In order to answer
this question, document analysis techniques were employed for the purpose of identifying

the important criteria. The criteria found in the documents were listed and discussed.
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The fifth question asked what model emerged out of the identified criteria that
impacted the decision making pro;:ess for determining cum“icular priorities. In order to
answer this question, the processes that were identified by the experts that were related
to the identified criteria were first discussed. Then, the process model was presented and

discussed in detail. A graphical illustration of the model was presented.



CHAPTER V

SUMMARY, CONCLUSIONS, AND

RECOMMENDATIONS
- Introduction

The purpose of the study was to develop a process model for determining
curricular pn'on'tiés for adult baccalaureate degree completion programs at private
universities in the four state region of Oklahoma, Kansas, Missouri, and Arkansas. This
model was developed to provide program planners a basis for decision making when
developing degree completion programs for adults. In order to develop the model,
literature was reviewed and feedback from program planning experts was solicited
through face-to face semi-structured interviews and by collecting documents from each
of them. Since the model was not field tested, results from the application of the model

were not available.
Summary

Five research questions were addressed to provide direction to this study.
(1) What were the most important criteria identified by program planning experts, at
private colleges and universities in this study, in the decision to determine curricular

N

priorities for adult baccalaureate degree completion programs? (2) According to these -

188



189

experts, what relative rank did each of these important criteria have? (3) Why did the
program planning experts, from the colleges and universities in this study, identify and
rank the criteria as they did? (4) What were the most important criteria identified by
various documents, at private colleges and universities in this study, in the decision to
determine curricular priorities for adult baccalaureate degree completion programs?

(5) What model emerged out of the identified criteria that impacted the decision making
process of determining curricular priorities for adult baccalaureate degree completion
programs?.

The following summary of results were obtained upon completion of the analysis
of the data:

1. The;experts identiﬁéd 26 criteria in the decisions to add, modify, and
terminate programs at their schools. -There were eight criteria for adding programs, nine
for modifying programs, and nine for terminating programs.

2. The experts described the relative rank order of the criteria in the decisions to -
add, modify, and terminate programs at their school. The rankings were as follows: For
adding a program: (1) student needs; (2) business and industrial needs; (3) faculty
availability and input; (4) mission of c§Hege/university; (5) financial considerations;

(6) offerings of competitors; (7) administrative input/mandate; and (8) delivery system.

For modifying a program: (1) student needs/input; (2) faculty availability/input;

(3) integration of new knowledge; (4) business and industry needs; (5) accreditation
requirements; (6) mission of college/university; (7) delivery system,; (8) articulation with

other schools; and (9) offerings of other similar schools. For Terminating programs:
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(1) lack of student need/interest; (2) lack of faculty availability/support; (3) mission of
college/university; (4) offerings of competitors; (5) content of curriculum no longer
relevant; (6) financial considerafions; (7) marketing strategy; (8) lack of adequate
academic resources; and (9) administrative input/mandate.

3. The experts were asked why they identified and ranked the important criteria
as they did in an effort to gain a better understanding of the criteria. Student needs were
important because the adult learner was viewed as the consumer of education having
unique needs that sho.uld be met. Adult students were believed to know what their needs
were, and also when those needs were not being met. Faculty input was important
because support from the faculty resulted in academic legitimacy and credibility for the
program. Business and industry needs were important because the experts believed that
the needs of business and industry influenced, or in some instances determined the needs
of students. The integration of new knowledge into the curriculum was important
becaﬁse it was critical that the program of study remain current and thereby continue to
be appropriate for students énd relevant to the field of practice. The mission of the
institution was important because it provided direction for the development of programs
that were congruent with the mission of the school. Meeting accreditation requiréments
gave the program credibility and legitimacy. The relevancy of th; curriculum content
was important because of the necessity to be sure that the program remained
representative of the needs of adult learners and the field of practice. Financial
considerations were important because if the program was not financially viable it was
not developed, or in the event of an existing program, it was terminated. Competition

was important because the presence or lack of competition impacted the success of the
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program. Marketing strategy was important because poor strategies were problematic
for the programs. The delivery system was important because the experts desired to
provide access to the program through various means in order to be accommodating to
the needs of adult learners. Administrative input was important because of the need to
have administrative support and approval in order to operate effectively. Articulation
considerations were important because to be articulated with other programs made the
program more meaningful to the adulits in the program. Academic resources were
important because of fhe potential for the‘program to place a drain on existing academic
resources.

4. Documents that were collected from the experts for the purpose of assessing
| the quality of the interview data were analyzed. Merriam's (1988) guidelines for
qualitative content analysis were followed in the document analysis. Documents that
were analyzed consisted of promotional materials, course materials, a policy statement, a
flowchart, student opinion surveys, and a final report. The following criteria were
presented in the documeﬁts: (1) student needs, (2) faculty input, (3) business and
industry needs, (4) integration of new knowledge, (5) mission of the institution,

(6) accreditation requirements, (7) relevancy of course content, (8) financial
considerations, and (9) delivery system. The following criteria t};at were present in the
interview data were not identified in the documents: (1) competition, (2) marketing
strategy, and (3) lack of academic resources.

5. A process model was synthesized as a result of analyzing data from the
literature, face-to-face interviews, and document data. A graphical illustration of the

model was presented along with a summary of each component of the model.
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Conclusions

The following conclusions were drawn based upon the interpretation of the
findings of this study:

1. The model developed in this study was representative of the literature related
to models and their development as presented by Grove (1981), J effers (1984), and
Clifford (1988). The model designed in this study reflected aspects of similar models
found in the literature that were designed by American College Testing and The College
Board as presented by Ferguson (1995), Pennell (1995), and The College Board (1994).

2. The model developed iﬁ this study was representative of the field of practice.
Practicing administrators at private colleges é.nd universities, who were résponsible for
successful adult baccalaureate degree completion programs, participated in the
development of the model. The criteria for each of the decisions to add, modify, or
terminate programs within the model were icienﬁﬁed and described by the administrators.

3. Based on the findings of the research, it was concluded that a process model
for establishing curricular priorities -shduld include processes related to the criteria of
students, the field of p;actice, faculty, and organizational mission statement, financial

considerations, the competitive environment, administration, delivery system,

accreditation, the knowledge base, marketing strategy, and academic resources.

Discussion of Conclusions

1. It was concluded that the literature review related to qualitative research

methodology established a sound theoretical foundation for the study. The population for
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this study was selected following guidelines presented by Merriam (1988) and
McCracken (1988). Data collection techniques of semi-structured face-to-face research
interviewing and document analysis were employed. Research interviewing literature
was presented by Siedman (1991), Epstein (1985), Hodgson (1987), Rossett (1987),
Fowler and Mangione (1990), Fear (1978), Anderson (1991), Loretto (1986), Merriam
(1988), McCracken (1988), Donaghy (1990), and Burlingame (1995). Document
analysis techniques were presented by Merriam (1988), and Stake (1995). Techniques
for analyzing the data were also taken from this same literature. -

2. Further, the design of the stﬁdy addressed issues of feliability and validity
pertaining to qualitative research. According to Merriam (1988), threats to internal
validity in qualitative research were controlled by: the use of multiple data sources
(triangulation), having otherb researchers participdte in the study, using peers to comment
on the findings, and by presenting the findings to the interviewees for their input.

.Multiple data sources in the fom of interview and document data were utilized.
In addition, two interviewees from each college or univérsity were utilized to further
assess the quality of the interview data. Otﬂer researchers participated in the study in
that the dissertation advisor was a principle researcher for the study and was consuited in
all phases of the research. Peers were involved in commenting on the findings as three
other members of the Oklahoma State University graduate faculty reviewed and
commented on the findings.

Lastly, the findings were presented to the interviewees for their input. An

introductory letter and graphical illustration of the model was faxed to the experts. A



two page Participant Reaction Questionnaire was included with the fax. Listed below

are the questions that were on the questionnaire:

L.

2.

7,
8.

A summary of the experts reaction to the process model according to the questionnaire

follows.

1.

What were the strengths of the process model?

What were the weaknesses of the process model?

. What were the barriers in using this model?

How could you eliminate these barriers or weaknesses? -

How would you modify or improve the model?

. Would you use the model?

How would you use the model?

Additional comments?-

What were the strength‘s of the process model?
The model:
involved an appropriate and broad constituency in the planning process.
exhibited sound ﬁﬁancial considerétions. :

provided attention to the college or universities image and internal
support.

considered the competitive environment and needs of the local
community.

was very easy to follow and understand.

was a logical linear model. It identified broad areas which impact all
curriculum development, not just degree completion programs.

194
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2. What were the weaknesses of the process model?

No weaknesses identified, current programs at the participating
institutions follow similar processes. ’

Other institutions may have found the process of incorporating the
consideration of mission and faculty approval stifling to program growth.

Give consideration to making the criterion of marketing strategy a factor
in the decision to modify in addition to the decision to terminate.

3. What were the barriers in using the model?
No barriers in using the model from their perspective, however, other
institutions may have found that the model had too much input from
varied constituencies, especially in program development, and would have

made the process too slow.

Give consideration to weighting the criteria, some are essential while
others are peripheral.

4. How could you eliminate these barriers or.Weaknesses?
Barriers or weaknesses may have been eliminated by involving fewer
people in the process. This would have decreased the amount of time
required for development. '

5. How would you modify or improve the model?
The model appeared excellent as presented.

6. Would you use the model?-
The experts stated that they would use the model.

7. How would you use the model?

The model would be used for program development, modification, and
the deletion of programs.

8. Additional comments?

The model accurately represented the processes in place at the
participating colleges and universities.
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The model should work very well at private colleges or universities.

Give consideration to utilizing this model for any academic program, not
just degree completion programs. ’ '

Issues of external validity were not a concern with this study because
generalizability was not its intent (Merriam, 1988). According to McCracken (1988),
the intent of the qualitative researcher was not one of generalization but one of access.
The question of how many people identified a certain type of criteria was not the concern
of this study. The goal was to gain access to the criteria according to which program
planning experts at private colleges and universities construed their world. In this sense,
the study did not survey the terrain, it mined it (McCracken, 1988). This significantly
impacted the issue of how many respondents were required to participate in the study.
McCrécken's (1988) principle of "less is more" applied here. McCrécken stated that it
was better for the qualitative researcher to go inté depth with a few interviewees than to
be superficial with many. Based on this logic, McCracken stated that eight respondents
were enough for most qualitative studies.

Merriam (1988) stated that the issue of reliability in qualitative research was
controlled by leaving an audit trail, writing a detailed description of what was done, and
by triangulating data sources. It was concluded that the thorough descriptions of the
study's rﬁethodology and findings in Chapters IIT and IV, and the utilization of multiple
data sources, in the form of face-to-face interviews, document data, and the experts

reaction to the model, met the requirements described by Merriam.
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Ultimately, the validity of the qualitative study was determined by the truth and
value of the research (Merriam, 1988). It was concluded that the research was truthful
as documented by the audio tape recordings of the interviews and the resulting verbatim
transcripts, and the documents that were collected by the researcher. It was concluded
that the research was valuable due to the need for a formalized planning approach in the
process of establishing curﬁéular priorities for adult baccalaureate degree completion
programs at private coﬂeges and universities in the four state region of Oklahoma,
Kansas, Missouri, and Arkansas.

Lastly, Merriam (1988) stated that the reliability of the qualitative study was
ultimately determined by the thoroughness and consistency of the research. It was
concluded that the thofoughness of the study was best maintained by designing the study
in accordance with current literature related to qualitati&e research methodology. In
addition, it was concluded that the study, and resulting model, was consistent with the
literature as referenced in Chapter II.

3. In order to lay a foundation for decision making, a pragmatic philosophy of
education was presented from the literature. The model deyeloped in this study was
representative of this pragmatic educational philosophy. The model placed emphasis on
the needs and experiences of the student. The role of the teacher was described to be
one of a facilitator and guide to learning. The nature of the criteria present in each of the
decisions to add, modify, and terminate programs indicated tﬁat the model placed value
on soliciting input from various aspects of society. This demonstrated the commitment
to develop programs to serve society. Lastly, the model was created because truth, in

terms of curriculum content, was believed to be temporary and tentative in character. As
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the needs of society changed there was the need for a model to guide the process of
establishing curricular priorities that ensured the continued appropriateness of the
curriculum.

4. Serving as additional foundational support for the model was sound learning
theory that was grounded in the characteristics of the adult learner. Concepts from the
literature according to Knowles (1980) (1984), Oosting (1995), and Vella (1994) were
incorporated into the model.

5. The model reflected the importance of developing and‘ maintaining effective
planning methods as described in the literature by Pfeiffer (1991), Petrello (1986), Elgart
and Schanfield (1984), and Farmer (1988). The model developed in this study was
intended to be an important step in the overall planning process.

6. The model was representative of the literature related to eveluation in higher
education as described by Kells (1992), and'the North Central Association of Celleges
and Schools (1994). The model would provide movement in the right direction, provide
the basis upon which cheices could be made, and yield sustainable improvement. In
addition, the model addresSed the issues of’ keeping programs consistent with the
institutien's mission,; effective organization of human, financial and physical resources;
tracking the school's progress related to accomplishing its educational and other
purposes; planning for continued accomplishment of the schools purposes and the
strengthening of it's educational effectiveness; and facilitating integrity in the schools

practices and relationships.
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Recommendations

Based upon the findings of this study, the following recommendations were
made:

1. The process model which emerged from the findings of this research should
be used By faculty and administrators to establish curricular priorities for adult
baccalaureate degree programs.

| 2. Two comments were made by the experts on the Participant Reaction
Questionnaire referring to possible wcaknesses or barriers of the process model. These
were that the model fnay havé st.iﬂed“progr‘am dévelopment due to consideration being
given to varied constituents. The criteria of faéulty availability and support and the
institution’s mission statement were specifically mentioned. It Was believed that the
solicitation of inpuf from varied con;tituents was a strength of the process modél. Users
of the model are cautioned ‘against excluding ariy of the identified criteria from the
decision making pfocess. Especially the criteria of faculty availability and support and
the mission statement. It is agreed th;at the amount of time invested into planning must
be reasonable. It is suggested that purpbseful time invested in plaMg that gives.
considerétion to the identified criteria of this model will have been time well spent.

3.. The model should be pilot tested in a variety of private colleges and
universities so as to further refine the model. Only time will tell if the model in fact

improves the decision making process.
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4. A the model is pilot tested, the administrator should give consideration to
several items. A planning team should be assembled for the purpose of making
decisions. The overall goals, objectives, and vision of the adult baccalaureate degree
completion program should be determined. Persons should be identified who will be
responsible for collécting and storing the data. Lastly, a time frame should be articulated
to allow suﬂicierit time for the collection and analysis of data, and for the creation of
reports.

5. Various instruments and procedures for use with the model should bé
developed. At a minimum, such instriiments would measure. the interest of students,
faculty, and the business and industrial community; and the sati;faction of students,
| alumni, faculty, and employers. Procedures for surveying the offerings of similar
programs should also be created. |

6. Although not identified by the experts in the face-to-face interviews, the
criteria of marketing strategy, academic resourc.e;, and administrative input might also be
included in the decisions fo modify and add programs. This was indicated by one of the
experts on the Participant Reaction Questionnaire.

7. The search for additional criteria and data sources by the school should
continue in order to enhance the model’s useﬁilness:

8. Additional research should be done to explore the idea of weighting the
criteria of the model. It was suggested by one of the experts that some of the criteria

were essential and others peripheral.
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9. Additional research should be done to determine the applicability of this
model for programs other than baccalaureate degree completion programs. One of the
experts suggested that the model would be applicable to any academic program.

10. Additional research should be done to determine if the criteria identified by
the experts from Oklahomé, Kansas, Missouri, and Arkansas are representative of other
regions éf the United St;cltes. This follow-up study would necessarily follow a
quantitative desigll. This type of sequential research, a qualitative study to identify
criteria followed by a quantitative study to determine how many people identify the same
criteria, was recommended by Bu;lingénie (1995). |

Program planning is an ongoing and time consuming actjvity at each and every
school. This activity should bebapproached objectively and formalized so that it results in
data-bééed information which may be utilized by program administrétors and faculty in
the decisiqn making process. In order formalize the planniﬁg process, a model was
needed to providé éc}i;ols \ﬁzlithvthis type of inforrnartiAc-).ﬁ.w Th1s model was designed to
improve the decisions that were made by administrators and faculty in regard to
establishing curricular-priorities fof adult baccalaureate degree completion programs. It
wés believed that the model represented a process which would provide data-based

support for the decisions that are made.
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Telephone call to the program administrator

Hello, my name is Jeff Ogle. I am the Acting Dean of the
School of LifelLong Education at Oral Roberts University in Tulsa,
Oklahoma. I am also a graduate student at Oklahoma State
University. I am pursuing the Doctor of Education degree through
the School of Occupational and Adult Education with a concentration
in Adult and Continuing Education. I am currently working on my
dissertation. .

The title of my dissertation is A Decision Making Model for
Determining Curricular Priorities for Adult Baccalaureate Degree
Completion Programs in the Four State Region of Oklahoma, Kansas,

Missouri, and Arkansas. I am endeavoring to present a model that
would contribute to appropriate decision making and enable private
universities to provide meaningful degree completion outreach
services to their constituents. I will be collecting data for the
project by conducting face to face interviews and collecting
documents for analysis. In order to collect the data I will need
to visit one private university in Oklahoma, Kansas, Missouri, and
Arkansas who have successful adult baccalaureate degree completion
programs. I will need to interview two practicing administrators
who are responsible for successful adult baccalaureate degree
completion programs. The interviews will take about an hour each.
Each administrator will be asked to provide me with documents
related to the program itself.

(administrator), I understand that you have a successful

program at your university. Would you be willing to have your
program included in the study?

(If yes) Thank you for your willingness to have your program
included in the study. While visiting your university I will need
to interview and collect relevant documents from two practicing
administrators responsible for successful adult baccalaureate
degree completion programs at your university. Who would you
recommend for participation in the study? I will contact these
individuals to see if they would be willing to participate. Thank
you again for your help. Good-bye.

(If no) Thank you for your time and consideration. Good-bye.
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Telephone call to recommended subjects

Hello, my name is Jeff Ogle. I am the Acting Dean of the
School of LifeLong Education at Oral Roberts University in Tulsa,
Oklahoma. I am also a graduate student at Oklahoma State
University. I am pursuing the Doctor of Education degree through
the School of Occupational and Adult Education with a concentration
in Adult and Continuing Education. I am currently working on my
dissertation.

The title of my dissertation is A Decision Making Model for
Determining Curricular Priorities for Adult Baccalaureate Degree
Completion Programs in the Four State Region of Oklahoma, Kansas,
Missouri, and Arkansas. I am endeavoring to present a model that
would contribute to appropriate decision making and enable private
universities to provide meaningful degree completion outreach
services to their constituents. I will be collecting data for the
project by conducting face to face interviews and collecting
documents for analysis. In .order to collect the data I will need

to visit one private university in Oklahoma, Kansas, Missouri, and

Arkansas who have successful adult baccalaureate degree completion
programs. At each university 'I will need to interview two
practicing administrators who are responsible for successful
programs. Each interview will take about one hour. Also, each
administrator will be asked to provide the researcher with
documents related to the degree completion program for analysis.

(Subject), I understand that. you are responsible for a
successful adult degree completion program. Would you be willing
to participate in the study? :

(If yes) Thank you for your willingness to participate. I
would like to move ahead and schedule the interview. What date
would work best for you? Also, be thinking about what documents
related to the degree completion program that you would make
available to me. I will need to collect the documents when we are
finished with the interview. I will follow up by sending a letter
to confirm our conversation and will include the consent form that
all interviewees are required to sign. Thank you again for your
help. Good-bye. '

(If no) Thank you for your time and consideration. Good-bye.
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(Date)

(Subject Name)
(Address)

Dear (Subject):

Thank-you for your willingness to participate in my doctoral
dissertation project. The title of my dissertation is A Decision

Making Model for Determining Curricular Priorities for Adult

Baccalaureate Degree Completion Programs in the Four State Region

of Oklahoma, Kansas, Missouri, and Arkansas. I am endeavoring to
present a model that would contribute to appropriate decision

making and enable private universities to provide meaningful
degree completion outreach services to their constituents. I am
collecting data for the project by conducting interviews and
collecting documents for analysis. I will be visiting one
private college or university in Oklahoma, Kansas, Missouri, and
Arkansas who have successful degree completion programs.

I am scheduled to visit with you on (Day), (Date) at (Time).
I do not believe the interview will take more than an hour. I am
particularly interested in discussing the most important criteria
in the decision to add, modify, or terminate adult degree
completion programs at your university. I am required to have
all interviewees sign the enclosed Research Interview Consent
Form. I will have original copies when I arrive for the
interviews.

(Subject), would you also collect and make available to me
documents that you feel would be relevant to my study. Documents
related to the degree completion program such as memos,
background papers, advertising materials, catalogs, reports, and
planning documents would be of interest.

If you need to contact me the telephone number is 800 678-
8876, select the School of LifeLong Education on the electronic
menu, or dial me direct at 918 495-6239. My fax number is 918
495-6033. I am looking forward to visiting with you.

Sincerely,

Jeff L. Ogle

Enclosure
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General Information

You have been asked by Jeff Ogle, a graduate student of
Oklahoma State University working on a dissertation, to be
interviewed about your role as an educator who works closely with
adult baccalaureate degree completion programs. The interview
serves two purposes.

(1) Information collected in the interview will be used by
Mr. Ogle to prepare a dissertation about the process of
establishing curricular priorities for adult baccalaureate degree
completion programs.

(2) Information collected by Mr. Ogle may be used in
scholarly publications of his own and/or the dissertation
advisor.

The interview should last approximately one hour and will be
recorded. The questions asked will be developed by Mr. Ogle.
All subjects will be asked the same general questions and their
interviews tape recorded. Verbatim transcripts will be produced
for each interview for analysis. The dissertation advisor may
review these transcripts. All tapes and transcripts are treated
as confidential materials.

Mr. Ogle will assign pseudonyms for each person interviewed.
These pseudonyms will be used in all discussions and in all
written materials dealing with interviews.

Lastly, no interview will be accepted or used by Mr. Ogle
unless this consent form has been signed by all parties. The
form will be filed and retained for at least two years by the
dissertation advisor.



Subject Understanding

I understand that participation in this interview is
voluntary, that there is no penalty for refusal to participate,
and that I am free to withdraw my consent and participation in
this project at any time without penalty after notifying the
dissertation advisor.

I understand that the interview will be conducted according
to commonly accepted research procedures and that information
taken from the interview will be recorded in such a manner that
subjects cannot be identified directly or through identifiers
linked to the subjects.

I understand that the interview will not cover topics that
could reasonably place the subject at risk of criminal or civil
liability or be damaging to the subject’s financial standing or
employability or deal with sensitive aspects of the subject‘s own
behavior such as illegal conduct, drug use, sexual behavior, or
.use of alcohol.

I may contact the dissertation advisor, Dr. Jim Gregson,
School of Occupational and Adult Education, College of Education,
Oklahoma State University, Stillwater, OK 74078, (405) 744-6275,
should I wish further information about the research. I also may
contact Jennifer Moore, 305 Whitehurst, Oklahoma State
University, Stillwater, OK 74078; Telephone: (405) 744-5700.

I have read and fully understand this consent form. I sign
it freely and voluntarily. A copy has been given to me.

DATE: TIME: (A.M./P.M.)

SIGNED:

(Signature of Subject)

215



216

I éertify that I have personally explained all elements of
this form to the subject before requesting.the subject to sigm it
and provided the subject with a copy of this form.

DATE: TIME: (A.M./P._M.)

SIGNED:

(Signature of Student)

I agree to abide by the language and the intent of this
consent form. . h !

DATE:

SIGNED:

(Signature of Dissertation Advisor)
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Interview #__  Date:

Subject:

Place of Interview:

Time: Start a.m./p.m. End a.m./p.m.
Assessment of Rapport: Lo 1 2 3 4 5 Hi (circle one)
Tape # Begin: . End:

Transcribed by:

Transcription Date:
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Criteria for Establighing
Curricular Priorities

Criteria for adding Rank
a program for adults
in your school:

Why these criteria
and ranking? ‘
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Criteria for modifying . Rank
a_program for adults
in your school: —_—

Why these criteria
and ranking?
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Criteria for terminating _ Rank
a2 program for adults
in your school: —_—

Why these criteria
and ranking?
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Process for using .identified
criteria?
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(Date)

(Participant Name)
(Address)

Dear (Participant):

Thanks again for your willingness to participate in my
doctoral dissertation project. I appreciate the time you made
available to me when I visited your campus on December 19, 1995.
I am now in the final stages of the research.

The title of my dissertation is A Process Model for
Determining Curricular Priorities for Adult Baccalaureate Degree
Completion Programs in the Four State Region of Oklahoma, Xansas,
Missouri, and Arkansas. I am attempting to present a process
model that would contribute to appropriate decision making and
enable private colleges and universities to provide meaningful
degree completion outreach services to their constituents. You
will recall that I collected data for the project by conducting
interviews and collecting documents for analysis. I visited one
private college or university in each of the four states.

The final phase of the research is for you, as one of the
participants in the study, to review the process model that
emerged from the data and provide me with some feedback. I have
enclosed information for you to review which includes a
questionnaire that I need you to complete and fax back to me.

I really struggled with how much information to send you. I
have produced a graphical illustration and a narrative
description of the model. The narrative description of the model
turned out to be quite lengthy. Out of concern for your time,
and frankly the prompt return of the questionnaire, =y
dissertation advisor suggested that I forward only the graphical
illustration of the model. We felt that having you review only
the illustration would not only be a time saver but would likely
result in less biased responses on the questionnaire. However,
the lack of a narrative description may result in your having
questions about the model that need to be answered. I am
personally available to answer your questions by telephone. 1In
order to save you the expense of the call, I will call you early
next week to answer any questions that you might have.

Otherwise, you can reach me at 918 495-6239.

.- Please complete the questionnaire and fax it back to me by
Friday, March 29. This will allow time for me to integrate your
feedback into the final draft of the model. Once this is
accomplished, done I will be ready to defend the dissertation and
graduate. My oral defense has been tentatively scheduled for the
second week of April. As promised, I will send you the final
draft of the model with the narrative description. My fax number
ls 918 495-6033.

Sincerely
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Please respond to the following questions. Feel free to write
on the back or add pages if additional space is required.

1. What were the strengths of the decision-making model?
2. What were the weaknesses of the decision-making model?
3. What were the barriers in using this model?

4. How could you eliminate these barriers or weaknesses?
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page 2

How would you modify or improve the model?

Would you use the model?

How would you use the model?

Additional comments?

Please return questionnaire by FAX to (918) 495-6033.
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IRB#

APPLICATION FOR REVIEW OF HUMAN SUBJECTS RESEARCH
(PURSUANT TO 45 CFR 46)
OKLAHOMA STATE UNIVERSITY INSTITUTIONAL REVIEW BOARD

Title of project (please type): A DECISION MAKING MODEL FOR
DETERMINING CURRICULAR PRIORITIES FOR ADULT BACCALAUREATE DEGREE

COMPLETION PROGRAMS IN THE FOUR STATE REGION OF OKLAHOMA, KANSAS,
MISSOURI, AND ARKANSAS

Please attach copy of project thesis or dissertation proposal. -

I agree to provide the proper surveillance of this project to
ensure that the rights and welfare of the human subjects are
properly protected. Additions to or changes in procedures
affecting the subjects after the project has been approved will be
submitted to the committee for review.

PRINCIPAL INVESTIGATOR (S) : Dr. Jim Gregson
(if student, list advisor’s Typed Name ) Signature
name first) IR ’

Jeff odle

Typed Name Signature

) Typed Name Signature

Occupational and Adult Education College of Education
Department ) College
Classroom Building 406 744-6275
Faculty Member’s Campus Address Campus Phone Number
Rt. 3 Box 41 Mannford,K Ok 74044 918 495-6239
Student’s Address Phone Number

TYPE OF REVIEW REQUESTED:

[xx] EXEMPT [ ] EXPEDITED { ] FULL BOARD



1. Briefly describe the background and purpose of the research.

The problem is that administrators, program planners, and
advisory committees at private universities lack a model for
decision-making to determine curricular priorities for adult
baccalaureate degree completlon programs in the four state region
of Oklahoma, Kansas, Missouri, and Arkansas. Consequently, there
is a need for a model that would contribute to appropriate decision
making and enable private universities to provide outreach services
to their constituents.

'I‘he purpose of this research is to develop a decision making
model for détermining curricular priorities for adult baccalaureate
degree completion programs at private universities in the four
state region of Oklahoma, Kansas, Missouri, and Arkansas.

2. Who will ‘be the subjects in this study and how will they be
solicited or contacted?

Subjects must be informed about the nature of what is involved
as a participant, including particularly a description of anything
they might consider to be unpleasant or a risk. Please provide an
outline or scr:Lpt of the information which will be provided to
subjects prior to their wvolunteering to participate. Include a
copy of the written solicitation and/or statement of the oral
solicitation.

The subjects in this study will be practicing administrators,
responsible for successful baccalaureate adult degree completion
programs at private universities in the states of Oklahoma, Kansas,
Missouri, and Arkansas. Two subjects from each university will
participate.

Private universities in each of the states of Oklahoma,
Kansas, Missouri, and Arkansas will be examined to determine which
have successful baccalaureate adult degree completion programs.
Telephone calls will be made to the administrator of each program
to determine if there is interest in participating in the study.
If there is interest, the administrator will be asked to identify

two subjects for the study. The recommended subjects will be
contacted wvia telephone to determine their willingness to
participate. Interview dates will also be established via

telephone calls. A statement of oral solicitation is attached.

A letter will be sent to each subject providing a brief
summary of the study, conformation of the interview dates, the need
for them to sign a consent form (a copy of the consent form will be
sent with each letter), and a request that they collect and make
available to the researcher any documents that they feel would be
relevant to the study. A copy of the letter is attached.
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3. Briefly describe each condition or manipulation to be included
with in the study.

There are no conditions or manipulations included in this
study.

4. What measures or observations will be taken in the study?
Copies of _any questionnaires, tests, or other written
instruments that will be used must be included. .

Face to face semistructured interviews will be conducted with
each subject. A copy of the semistructured interview guide is
attached. 1In addition, documents supplied by the subjects will be
analyzed. The researcher will synthesize a decision making model
from the literature, interview data, and document data. The
researcher will mail each subject a brief report presenting the
decision making model and a questionnaire soliciting feedback on

the model. A copy of the subject reaction questionnaire is
attached.
5. Will the subjects: encounter the possibility of stress or

psychological, social, physical, or legal risks which are
greater, in probability or magnitude, than those ordinarily
encountered in daily life or during the performance of routine
physical or psychological examinations or tests?

Yes [ ] No [xx]

If yes, please describe.

6. Will medical clearance be necessary before subjects can
participate due to tissue or blood sampling, or administration
of substances such as food or drugs, or physical exercise
conditioning?

Yes [ ] No [xx]

If yes, please describe.

7. Will the subjects be deceived or misled in any way?
Yes [ ] No [xx]

If yes, please describe.

8. will'there be a request for information which subjects might
consider to be personal or sensitive?
Yes [ ] No [xx]

If yes, please describe.
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10.

Will the subjects be presented with materials which might be
considered to be offensive, threatening, or degrading?
Yes [ ] No [xx]

If yes, please describe.

Will any inducements be offered to the subjects for their
participation?

Yes [ ] No [xx]

If yes, please describe.

If extra course credit is offered, what alternative means of

obtaining additional credit are available?

i1.

12.

13.

Will a written consent form be used?
Yes [xx] No [ ]

If yes, please include the form, and if not, please indicate
why not and how voluntary participation will be secured.

Note: The attached Consent Form Guideline illustrates elements
which must be considered in preparing a written consent form.
Conditions under which the IRB may waive the requirements for
informed consent are to be found in 45 CFR 46.117(c), (1) and
(2) Examples of approved informed consent forms are on file
in the IRB offlce, in OOSLSE.

Will any aspect .of the data be made a part of any record that
can be identified with the subject?

Yes [ 1 No [xx]

If yes, please explain.

Please describe, in detail, the steps to be taken to ensure
the confidentiality of the collected data.

The researcher will assign pseudonyms for each subject

interviewed and for each university represented These pseudonyms
will be used in all discussions and in all written materials
dealing with the research data. Audio cassette tapes, transcripts,
and documents will be kept in a locked filing cabinet in the
researcher’s office.

14.

Will the fact that a subject did or did not participate in a
specific experiment or study be made a part of any record
available to supervisor, teacher, or employer?

Yes [ ] No [xx]
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15. Describe the benefits that might accrue to either the subjects
or society. (See 45 CFR 46, Section 46.111 (a) (2))

Private universities in the four state region of Oklahoma,
Kansas, Missouri, and Arkansas need reliable information as a basis
for decision making related to program planning. A decision making
model for determining curricular priorities will position private
universities to better provide outreach services to their
constituents. Without such a model, program decisions are not
data-based and resulting programs lack the objectives needed to
ensure appropriateness and to maximize investment.

Signature of Head or Chairperson Date

Department or Administrative Unit_

Signature of College/Division Date
Research Director. .
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