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ABSTRACT 

State appropriations to public higher education institutions are highly susceptible to 

economic downturns and changing political opinion. Over the past forty years, the overall effect 

of these factors was the steady erosion of this core revenue stream into public higher education. 

The Great Recession beginning in 2008 represents the latest in a series of economic decline 

events that negatively impacted public funding of higher education. Faced with little expectation 

that states will return to pre-recession funding levels and growing public resistance to tuition 

increases, public colleges and universities should implement well-informed, effective financial 

strategies encompassing a tailored mix of tactics to mitigate this loss. The ability of institutional 

leaders to craft this response to environmental decline is critical to ensuring the financial 

viability of their institution. Complicating this task are the competing and often conflicting 

interests of internal and external constituents. In developing their fiscal response, the CFO’s 

vision, as the architect of the institution’s financial strategy, should align with that of other 

institutional leaders.  

The purpose of this study is to gain insight into the perceptions of academic deans at 

public four-year institutions that experienced a greater than 5% loss in state appropriation 

revenue in the 2009 fiscal year. Academic deans serve vital organizational roles as leaders 

charged with maintaining the integrity of core academic subunits and as boundary-spanners 

engaging multiple constituents. Utilizing an online survey instrument, the study gathers 

information on the tactics and strategies implemented by the institutions and the perceptions of 

academic deans regarding the effectiveness of these measures in mitigating lost state 
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appropriation revenue. These findings are compared to Tate’s (2012) study of the perceptions of 

CFOs at the same population for fiscal year 2009.   
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CHAPTER I: 

INTRODUCTION 

State appropriation is the dominant funding model for public higher education.  In the 

fiscal year preceding the 2008 recession, appropriations accounted for nearly 29% of the total 

revenue for public four-year institutions (Keith, 2013). Although the dominant model for the 

public funding of higher education, it is highly susceptible to economic downturns and changing 

political opinion. Over the past forty years, the overall effect of these factors has been the steady 

erosion of this core revenue stream into public higher education.  

The peril of an over-reliance on state appropriations is underscored by the most recent 

economic recession beginning in 2008. Due to the ensuing steep decline in tax revenue, state 

budget cuts for 2009-2010 hit higher education particularly hard  (NCSL Fiscal Affairs Program, 

2010). While the economy slowly recovers from this Great Recession, modest increases in state 

appropriations to public institutions were made in 2013 and continued into 2014 (State Higher 

Education Executive Officers, 2014). This evidence of gradual economic growth and recovery is 

positive news for higher education; however state legislature spending per full-time student 

remains 6% below pre-recession levels. Indeed, more than 20 states experienced greater than 

25% cuts over this period of decline (Kelderman, 2014a).  

Many states are required to balance their budgets. Therefore, any drop in state revenue 

must be offset by agency cuts. Since many legislators view higher education as discretionary, 

substantial revenue declines in 2008 led to cuts in higher education programs and services. To 

relieve some of the financial pressure caused by these cuts, the federal government stepped in 
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with funding in 2009. As a stopgap measure, the American Recovery and Reinvestment Act of 

2009 provided federal funds to stabilize state funding of higher education and minimize the 

negative effects of the recession (State Higher Education Executive Officers, 2014). However, 

this temporary measure expired in 2012 leaving many state institutions of higher education once 

again facing uncertainty regarding stable sources of public financial support.  

This sustained erosion in state appropriations is a classic example of environmental 

decline. This type of decline is defined as the reduction in external resources available to an 

organization. Unlike organizational decline, environmental decline is driven by external forces 

and is not incurred due to the internal mismanagement of organizational leadership (Cameron & 

Smart, 1998). Given this sustained environmental decline and withdrawal of public financial 

support for higher education during the Great Recession, a compelling argument can be made 

that public higher education has changed. In this new post-recession reality, state support of 

higher education remains lower than at any other point in history (State Higher Education 

Executive Officers, 2014). While some public institutions are beginning to experience modest 

gains in their funding from state legislatures, there is little expectation that state appropriations 

for higher education will return to pre-recession levels in the near future.  

While the Great Recession of 2008 is the most recent economic downturn to negatively 

impact public higher education, it is only the latest event in a decades-long trend of eroding 

public financial support. Historically, the impact of public higher education’s exposure to 

external economic and political factors is revealed in the dramatic decrease in state 

appropriations allocated to higher education since 1974. During this period, shifting political 

priorities and competing interests triggered a drastic erosion of appropriations for public higher 
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education. From a high of 57% in 1974 (Toutkoushian, 2001), appropriations have steadily 

declined to less than 25% of institutional revenue in 2009 (Keith, 2013).  

This fading revenue stream has been offset by a corresponding increase in tuition as 

families and students were asked to bear a greater share of their educational costs. During the 

height of the Great Recession from 2008 to 2012, state spending per student dropped nearly 27% 

while the average tuition at four-year public universities rose approximately 20% (Hiltonsmith & 

Draut, 2014). This gradual decay in public financial support has reached a crisis point as families 

have seen their share of educational costs soar in the past decade from a third to more than half 

(Fischer & Stripling, 2014). The alarming result is that the cost of a four-year degree now 

represents the second largest expense behind mortgages for most families (Alex, 2014). As state 

legislatures and institutions continue to shift a greater share of educational costs onto families, 

there are broader economic and demographic factors that represent significant risks to an 

overreliance on tuition as the sole revenue stream for offsetting the loss of state appropriation 

revenue. These factors may cause instability in this revenue stream at a time when institutions 

need stability in order to effectively craft operating budgets.  

Additional external influences on tuition revenue include economic and demographic 

factors associated with enrollment.  While higher education has historically experienced 

enrollment increases during economic recessions, enrollments declined in periods of economic 

growth or recovery. This trend is consistent in the most recent recession as enrollment grew from 

2009 to 2011 before declining in 2012 and 2013 (State Higher Education Executive Officers, 

2014). 

In addition to the economic recovery negatively impacting enrollments, the nation is 

experiencing a demographic shift resulting in a drop in the traditional, college-aged population. 
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Of particular concern for many tuition driven institutions is the declining number of affluent, 

high school graduates capable of paying the rising tuition rates (Hoover, 2014). The Northeast 

and Midwest already experienced dramatic decreases in the number of high school graduates 

with expectation that this trend will continue over the next decade (Hoover, 2014). This shift 

particularly impacted enrollments at public masters universities in these regions who are 

dependent on local populations for their enrollments (Troop, 2014). 

Against this backdrop of environmental instability, momentum is growing in state 

legislatures to tie public funding of higher education to measures of accountability and 

affordability. Fueling this movement is increasing public debate regarding the value of a four-

year degree in the face of rampant unemployment and skyrocketing student debt among recent 

graduates. Outstanding student loan debt now exceeds $1 trillion (Chopra, 2012) with average 

debt at graduation reaching $29,000 (Hiltonsmith & Draut, 2014). At the same time, the 

recession has witnessed the ranks of unemployed and underemployed new college graduates 

swell to over 53% (Yen, 2012). 

Driven by increasing tuition rates, high unemployment, and record student loan debt, 

growing public debate exists regarding the value of higher education. The level of state financial 

support for public higher education varies and is heavily influenced by the prevailing regional 

attitudes towards educational cost and access. Demographics, resources, political values, and 

policymaking characteristics are significantly related to a state legislature’s tuition setting 

philosophies (Burgess, 2011). A fundamental shift has occurred in public opinion regarding who 

should bear the cost for higher education. While higher education has traditionally been viewed 

as a public good worthy of investment by the state’s citizenry, it is increasingly viewed as a 

private good that should be funded by individuals (Hiltonsmith & Draut, 2014). Due to this 
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philosophical shift, states are increasingly shifting the costs for higher education from taxpayers 

onto families and students.  

While economists assure potential students that higher education remains a sound 

investment (Kurtz, 2014), the calls for accountability and access remain strong (Kelderman, 

2014b). In support of this position, a recent study by the Pew Research Center revealed that 

although 57% of respondents stated that a college degree did not represent a good investment, 

86% of the respondents holding baccalaureate degrees reported on average $20,000 greater 

annual salary than non-degree holders (Pew Research Center, 2011). This study clearly shows 

that while a college degree equates to greater lifetime earnings, there is growing publc debate 

regarding the rising costs of the intial investment. For example, the University of Texas nearly 

doubled tuition and fees in the past decade while the support among the state’s citizenry began to 

wane. In fact, a recent poll conducted by the University of Texas showed that 28% of state 

residents do not believe a four-year degree is necessary for a financially rewarding career (Kerr, 

2014). The steep declines in state appropriations to higher education reflect leaner discretionary 

state budgets and shifting priorities regarding what budget items deserve funding (Weise, 2014). 

As the public increasingly questions whether higher education remains a good steward of their 

trust, political pressure mounts for higher education to demonstrate its value as a sound 

investment of the public’s funds. 

Although state legislatures remain committed to the value of higher education in 

developing the state’s human capital, continued funding is increasingly being tied to calls for 

demonstrating this return on the state’s economy (Kelderman, 2014b). Core to these calls from 

state legislatures is ensuring access to the state’s public institutions. Increases in state 

appropriations are often tied to a freeze on tuition increases (Kelderman, 2014b). A leading state 
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for this movement is New Jersey where there is currently a legislative bill for a fixed-rate four-

year tuition (Alex, 2014). Another state imposing a tuition freeze is Maine.  While implementing 

this strategy, the University of Maine system dealt with an eroding external environment 

characterized by population emigration, a significant drop in high school graduates, economic 

decline, and state funding cuts (Troop, 2014). While this trend of imposing tuition freezes 

appears to be growing in popularity among state legislatures, critics voice concerns regarding the 

destabilizing impact of such a measure given the historical decline of state and private financial 

support (Alex, 2014). As state legislatures wrestle with these issues, tuition increases and state 

imposed freezes have become increasingly political topics.  

In 2011, the United States Department of Education published its first annual report on 

college affordability. Quickly dubbed the wall of shame, it lists institutions with high tuition and 

net prices. The intent was to pressure institutions to reign in their tuition due to the bad publicity 

and embarrassment of finding themselves on the list.  Despite debate regarding its effectiveness, 

there are examples of it having some impact. The Pennsylvania State University system 

accounted for 20 of the 32 public institutions on the inaugural wall of shame. However, through 

various cost saving measures, they were able to hold to modest tuition growth in the subsequent 

years (Field & Newman, 2014). 

In addition to tuition freezes, another popular policy option involves setting performance 

benchmarks for higher-education appropriations. Initially, funding for achieving performance 

benchmarks was allocated as a bonus to public institutions; however, legislatures are 

increasingly using these performance outcomes to determine base appropriations (Hiltonsmith & 

Draut, 2014). This presents an additional volatility risk and funding constraint for state 

appropriation dependent public institutions. Against this backdrop of increasing political and 
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consumer resistance to any further increases, public intuitions are questioning how much more 

revenue they can raise through tuition (Fain, 2010).  

As public resistance to tuition increases as the primary strategy for offsetting eroding 

state appropriations grows (Kiley, 2013), institutions need to look for ways of diversifying their 

revenue streams. Chief among these is private gifts. However, many gifts are often restricted for 

use towards specific, predetermined purposes. Unfortunately for institutional leaders seeking 

revenue to cover broad operational needs, this revenue comes with stipulations limiting the use 

to funding activities identified by the donor (Ehrenberg, 2002). The most positive financial news 

for higher education during the recent economic recovery came from endowments and donations. 

Driven by a healthy stock market, not only have endowment investment returns grown 

significantly, but donors are once again making generous donations. In 2013, endowment returns 

were just under 12% while nearly $34 billion in new donations flowed into higher education 

coffers from donors. This represented a record for the higher education sector (Bauman, 2014). 

While private gifts represent a bright spot and opportunity for public higher education, it 

represents a single tactic within a broader strategy that should include multiple tactics tailored to 

meet the unique needs of each institution.  

In the face of a sharp decline in state appropriations following the financial crisis of 2008, 

leaders of public four-year institutions should implement financial strategies to ensure the 

viability of their institutions. In his study, Tate (2012) identified 50 tactics and five overarching 

financial management strategies employed by public institutions in response to more than a 5% 

drop in state appropriations in the year following the recession of 2008. This schema pulling 

financial tactics from higher education, non-profit organizations, and government entities offers 

chief financial officers (CFOs) with a comprehensive set of tactics to employ in an effort to 
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offset losses in the core revenue stream of state appropriations. The list of tactics and strategies is 

provided in Appendix A.  

While CFOs serve as the principal architects of the institution’s financial management 

strategy, they do not operate in a vacuum. When crafting an overarching institutional response, 

they call upon a multitude of information sources in developing their strategies.  Although Tate 

(2012) noted that CFOs were not concerned with campus politics, they did seek a rational 

decision-making process aimed at mitigating negative consequences. Not only did this avoid 

conflict that may result from actions that would impact these internal stakeholders, but also 

served to better inform their decisions. Tate noted that CFOs eventual strategic response was 

heavily influenced by these discussions with institutional colleagues. The involvement of key 

internal stakeholders in the strategy formulation process has many benefits.  

The gradual nature of environmental erosion presents CFOs with an opportunity to 

engage key institutional constituents who possess a variety of perspectives into the decision-

making process. A promising note was found in the willingness of management to seek more 

innovative and longer-term solutions to these decline events. Among these measures was the 

focus on developing internal collaboration between organizational units (Tate, 2012) and 

strategic partnerships with external resource suppliers (Riley, 1994). By fostering an 

environment of collaboration and information sharing among key stakeholders, innovative 

strategies to address the decline can be developed. While normal conditions often inhibit the 

pursuit of innovation, gradual decline provides management with the incentive to explore more 

proactive solutions (Cameron & Zummuto, 1983). In support of this, a significant number of the 

CFOs in Tate’s (2012) study cited the use of more innovative approaches to addressing revenue 

decline. Of these 75 respondents, 64 cited long-term strategic planning while 63 cited cross-
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departmental collaboration as tactics employed to mitigate the loss of state appropriation revenue 

in 2009. 

The role of the academic dean is often described as a classic example of middle 

management (Gallos, 2002; Kolsten, 2006). Located squarely between the senior administration 

and the faculty, deans fulfill what is often called a boundary-spanning role (Friedman & 

Podolny, 1992). In this capacity, they are in a key position for managing both internal and 

external stakeholder relationships (Bray, 2012; Bright & Richards, 2001; Kolsten 2006). 

Internally, a key success criterion in this central role is effectively managing relationships with 

both faculty and senior administrators. The perception of each of these key internal stakeholder 

groups should be that the dean is an advocate for their interests. Externally, deans manage 

expectations for effectiveness. In addition to maintaining strong working relationships with 

internal stakeholders such as senior administrators, other deans, and the faculty; deans should 

also build strong relationships with alumni and business leaders (Bright & Richards, 2001).  

This need is even more acute at public institutions facing the external pressures of 

declining state appropriation revenue, eroding public confidence, and enrollment pressure. In the 

face of these challenges, deans should engage in strategic planning, goal setting, budgeting, 

quality control, assessment, outsourcing, enrollment management, commercialization, and 

program evaluations. Among all of these pressures, the dean should adeptly walk the line 

between the external corporate culture and the internal academic values (Gallos, 2002) while 

effectively executing their duties to both internal and external constituents (Bright & Richards, 

2001; Kolsten, 2006). It is in this unique role as an organizational boundary-spanner that deans 

provide a valuable perspective regarding the tactics that should be implemented in response to 

environmental decline.  
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In conclusion, the core revenue stream of state appropriations is continuing its decades-

long decline as competing interests squeeze higher education out. In response, institutions are 

looking to diversify income streams rather than implement cuts that may negatively impact their 

ability to support the institution’s mission. Within higher education, there is a collection of 

financial management strategies and tactics that can be used in response to environmental 

decline (Tate, 2012). While the shorter-term tactics of cost cutting and tuition increases remain 

common, longer-term strategic tactics focused on developing key partnerships with institutional 

constituents are growing. Academic deans play a central organizational role in these longer-term 

strategic moves as boundary-spanners capable of informing the decisions of CFOs and as 

fundraisers developing alternative revenue sources to replace eroding state appropriations.  

Statement of the Problem 

The current budgetary issues facing public universities represented the top policy issue of 

the American Association of State Colleges and Universities for 2011 (Tate, 2012). The business 

cycle, competing interests, and philosophical shifts in higher education funding by state 

legislatures drive the decline in state appropriations. Because higher education is viewed as more 

expendable by policymakers and often represents the largest discretionary item in state general 

funds, it is highly susceptible to cuts. The prevailing philosophies of many state legislatures is 

that the more pressing needs of their constituents lie in K-12, social welfare programs, and 

corrections (Zumetra, 2004). This funding philosophy drives the instability associated with 

higher education appropriations.  

Faced with little expectation that states will return to pre-recession levels of higher 

education funding and growing public resistance to tuition increases, public colleges and 

universities should implement well-informed, effective financial strategies encompassing a 
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tailored mix of tactics aimed at driving organizational efficiencies while also developing new 

revenue sources.  The ability of institutional leaders to craft this response to environmental 

decline is critical to ensuring the financial viability of their institution. Complicating this task are 

the competing and often conflicting interests of internal and external constituents.  

The public higher education sector faces immense yet conflicting challenges. Calls for 

accountability from policymakers focused on cutting costs while maintaining high levels of 

effectiveness butt up against public expectations that their state universities remain on the cutting 

edge of knowledge and technology. At the same time, institutions are under increasing short-

term financial pressure threatening their very survival (Cameron & Smart, 1998).  In order to 

meet these expectations and survive short-term environmental instability, institutions need to 

implement an effective mix of short-term and longer-term tactics. In developing this response, 

the CFO’s vision, as the architect of the institution’s financial strategy, should align with that of 

the academic deans who serve a vital organizational role as boundary-spanners engaging 

multiple internal and external constituents.  

Purpose of the Study 

The purpose of this study was to gain insight into the perceptions of academic deans at 

public four-year institutions during periods of environmental decline. Utilizing an online survey 

instrument, the study gathered information on the tactics and strategies implemented as well as 

the perceptions of academic deans regarding the effectiveness of the implemented measures in 

mitigating a decline in state appropriation revenue. Additionally, the study determined if there 

are differences in the implemented strategies among institutional types as well as among 

different academic disciplines.  
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In his work, Tate (2012) called for a future study regarding the perceptions of 

institutional leaders other than the CFOs to the implemented financial management tactics at the 

75 institutions involved in his survey. Tate specifically identified provosts and academic deans as 

stakeholders involved in the strategy development and implementation process for future study. 

The data collected from these key internal stakeholders will focus on the impacts of the 

implemented tactics on their academic units. Tate noted that the information gained from this 

proposed type of study would be best utilized when evaluated against the chief financial officers 

rating of the fiscal impact of each tactic. The data combined together would create an extensive 

resource that could be used in the decision-making process (p. 160). 

Based on this direction, this study replicates Tate’s (2012) study focuses on the 

perceptions of 1,053 academic deans at the 173 public four-year institutions identified in his 

study population. These institutions experienced at least a 5% drop in state appropriation revenue 

from the 2008 to 2009 fiscal years. Based on the data collected, a comparison of the perceptions 

from the CFOs in the first study will be made to the data made on academic deans in this study.  

Research Questions 

This study explored the following research questions from academic deans at the public 

four-year institutions that experienced a greater than 5% drop in state appropriation revenue in 

2009:  

1. What financial management strategies and tactics have been most and least 

implemented; 

2. Which financial management strategies and tactics were rated as having the most 

and least fiscal impact;  

3. What financial management strategies and tactics have been most implemented 



 

13 

and rated as having the most fiscal impact based on enrollment size; 

4. What financial management strategies and tactics have been most implemented 

and rated as having the most fiscal impact based on geographic region; 

5. Were the financial management strategies and tactics implemented considered to 

have satisfied the desired level of fiscal stability of academic deans; 

6. What channels of information were rated as most influential for academic deans 

in knowing and understanding which financial management strategies and tactics 

to implement; 

7. Among academic deans at public four-year institutions responding to 

environmental decline conditions, what guided the selection of the financial 

management response; 

8. Is there a difference in the pattern of financial management strategy types 

implemented at public four-year institutions based on enrollment size; 

9. Was there a difference in the dean’s perception of the effectiveness of the 

implemented tactics and strategies based on the academic focus of their college; 

10. Were the perceptions regarding the effectiveness of the implemented tactics and 

strategies significantly different between CFOs and academic deans? 

Significance of the Study 

With expectations for the continued erosion of state appropriations and a growing 

resistance to the traditional strategy of increasing tuition to make up for budgetary shortfalls, 

more innovative, longer-term financial management strategies should be crafted. As institutional 

leaders construct their financial management strategies, academic deans provide a valuable 

source of input due to their unique role within the institution. Sitting at the crossroads of senior 
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administrators, faculty, external constituents, and students, deans can serve a boundary-spanning 

role.  As such, they can provide valuable insight regarding the impacts and effectiveness of 

financial management strategies. The information gathered in this study from a broad cross-

section of academic deans at public four-year institutions can further inform CFOs and other 

institutional leaders regarding the perception of these key internal stakeholders.  

This study builds upon Tate’s (2012) study on financial strategies. Leveraging his schema 

of financial management strategies, this study will focus on the perceptions of academic deans at 

the 173 public, four-year institutions that experienced a significant reduction in state 

appropriation revenue in 2009. The intent is to compare the survey results between CFOs and 

academic deans in order to create an extensive resource that could be used in the decision-

making process (Tate, 2012, p.160). 

This study added to the existing literature in several meaningful ways. First, it answered 

the call from Tate (2012) for further study to compare the perceptions of chief financial officers 

with those of other institutional leaders (p. 174). As middle managers with responsibility over 

academic units, deans provide a valuable data point for senior administrators regarding the 

impact of the implemented strategies on these subunits. This study can provide insight into the 

effects the selected tactics have on the individual academic units’ activities and operations within 

the overarching institutional structure.  

A second area where this study added insight is into the possible need for greater 

collaboration among institutional stakeholders in crafting more innovative strategies to mitigate 

the erosion of the core revenue stream of state appropriations. Gradual decline events, such as 

those experienced by public higher education’s state appropriation revenue stream, offers higher 

education senior administrators an opportunity to develop a more collaborative approach to 
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developing institutional responses to environmental decline (Cameron & Zummuto, 1983). In 

Tate’s (2012) study of CFOs at public four-year institutions, he found that 64 of the 75 CFOs 

who responded to his study cited more innovative approaches to addressing the decline including 

long-term strategic planning and cross-departmental collaboration. It is within these 

opportunities that academic deans can add significant value. In their role as middle management, 

they can effectively bridge the gap for CFOs with faculty and the external environment. 

Finally, by providing a synthesis of the perspectives of numerous academic deans, this 

study provided additional information about their financial and academic priorities. With the 

evolution of the role of academic deans, there has been a steady proliferation in the 

responsibilities of the position (Kolsten, 2006; Niederjohn & Cosgrove, 2010). From a singular 

focus on scholarship, academic deans now require skills in negotiation, human, resources, 

finance, fundraising, and curriculum development (Nies, 2001; Wolverton, Gmelch, Montez, & 

Nies, 2001). Key among these new responsibilities are the skills to effectively manage human 

capital and financial planning (Sagaria & Krotseng, 1986) as well as eliciting support from key 

stakeholders (McDaniel, 1978). Insight into the perspectives of deans regarding the 

implementation of institutional financial management strategies informs existing research, as 

well as the practice of academic deans. Those considering careers as academic deans as well as 

those new to their positions may gain insight into the financial management role of the position.  

In combination with Tate’s 2012 study, this research adds to the broader research of 

university management and the administration of higher education. As institutional leaders craft 

their financial management strategies to navigate in an increasingly completive public funding 

environment, this study provides valuable data regarding the budget priorities of key institutional 
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stakeholders in maintaining organizational priorities. Specifically, academic deans provide 

valuable insight into the impact of these strategic choices on the core academic mission.  

Assumptions 

In conducting this study, the researcher assumed the following:  

1. The information provided by the academic deans is accurate and truthful;  

2. The survey instrument accurately captures the required data; 

3. Respondents will possess the skills and technology required to complete the 

online survey; and 

4. A sufficiently large and representative sample of academic deans will participate 

in the study.  

Delimitations 

The primary delimitation of this study was that surveys were only administered to 

academic deans serving as the principal administrator overseeing an academic unit within their 

institutions. For the purpose of this study, participants were limited to those administrators 

possessing the title of dean who serve as the senior administrator for a degree-granting college or 

school within their institution. Excluded from this list were those administrators not possessing 

the title of dean (chair, director, assistant dean, associate dean, etc.) as well as administrators 

leading colleges of continuing education, honors colleges, and graduate schools. The decision to 

exclude the administrators overseeing these colleges was based on the variation in both the title 

and degree-granting status of these colleges across the population institutions. In order to ensure 

consistency in the participants, these administrators were excluded.  

An additional delineation was in the selection of the institutions for inclusion in the study 

population. The institutions selected for this study are the 173 public, four-year colleges and 
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universities that experienced greater than 5% decline in state appropriation revenue in 2009. This 

selection was based on Tate’s (2012) study of CFOs and is consistent with his study population.  

Limitations 

Given the focus of this study, the potential existed for the quality and significance of the 

findings for generalization to a larger population may be negatively impacted. This research 

study sought to explore institutional responses to the loss of state appropriations at public four-

year colleges and universities in the United States. Specifically, respondents identified the tactics 

and strategies implemented at their institutions. Additionally, limitations may exist due to the 

turnover within academic deans at the 173 institutions since Tate’s original study. Also, while 

the academic deans for this study are pulled from the same population as Tate’s study of CFOs, 

the likelihood exists that deans may respond from institutions that did not provide a response to 

Tate’s survey. Further, the population size for this study may require a higher response rate in 

order to perform certain statistical calculations with appropriate confidence. Finally, the mix of 

respondents may not be adequately representative of all academic disciples.   

Organization of the Study 

This chapter provided a brief introduction to the current state appropriation decline 

conditions experienced by public higher education. Within this environmental context, the 

purpose of this study was to gain insight into the perceptions of academic deans at public four-

year institutions in response to the erosion of this core revenue stream. Utilizing an online survey 

instrument, the study sought to gather information on the tactics and strategies implemented as 

well as the perceptions of academic deans regarding the effectiveness of the implemented 

measures in mitigating a decline in state appropriation revenue.  
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Chapter II provides a review of the literature concentrated on four areas. The first area 

will focus on the revenue trends at public four-year institutions. The second area will present the 

environmental decline and institutional responses. The third area will examine the financial 

management tactics and strategies employed by higher education institutions. The final area of 

concentration is on the role of academic deans. Additionally, rational choice theory is presented 

as a theoretical framework for describing the decision making process of academic deans.  

Chapter III provides an in-depth explanation and rationale for the study methodology. 

This chapter presents the methodological foundation guiding this study. First, the overall 

research approach of positivism will be discussed. This is followed by a discussion regarding the 

selection of a quantitative, survey-based study.  Also included in this section were the intent of 

the study, specific research questions, study population, participant group, data collection 

procedures, instrumentation, ethical and security considerations, and the statistical and data 

analysis. 

Chapter IV provides the results of the data analysis from the survey responses collected 

from 109 academic deans at public four-year institutions that experienced at least a 5% drop in 

state appropriation revenue in 2009. This includes a brief description of the study and the 

participants followed by an in-depth analysis of the data collected for the10 research questions. 

Chapter V presents a summary of findings for the research questions, followed by the 

conclusions drawn from the research. After a discussion of these initial conclusions, 

recommendations for policymakers and practitioners will be presented, followed by 

recommendations for future research. Finally, concluding thoughts from the researcher will 

provide context and further insight into the results of the study.  
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CHAPTER II: 
 

REVIEW OF THE LITERATURE 

Introduction 

The literature review for this study concentrates on four areas. The first area focuses on 

the revenue trends at public four-year institutions. The second area presents the environmental 

decline and institutional responses. The third area examines the financial management tactics and 

strategies employed by higher education institutions. The final area of concentration is on the 

role of academic deans.  

Revenue Trends at Public Four-year Institutions 

This section presents the revenue sources of public four-year institutions. This 

examination provides an overview of the primary revenue sources of state appropriation, tuition, 

and gifts that flow into institutional coffers. While state appropriations remains a significant 

contributor to organizational coffers among public four-year institutions, the decades-long trend 

of erosion has placed increasing importance on diversified revenue sources (Dennison, 2003). 

This shift from government to private revenue sources for funding higher education is often 

referred to as privatization (Dennison, 2003; Dar & Spence, 2010). Given this decline, the 

revenue gained from tuition and gifts have taken on an increasingly important role (Dennison, 

2003; Leslie & Ramey, 1988).  
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State Appropriations  

In the opening years of the twentieth century, the current system of state appropriations 

originated at the University of Illinois. During this period, federal research grants were awarded 

to several public institutions in the Midwest. However, the University of Illinois was not 

receiving the level of federal funding that many of its neighboring state flagship universities 

were enjoying. In response, the university’s president began a sustained lobbying campaign from 

the Illinois state legislature for consistent, reliable funding. These state funds focused on 

undergraduate and professional education rather than the specific research agenda tied to federal 

grants. After 1910, state appropriations provided basic funding for university operations (Thelin, 

2004). 

The state appropriation model pioneered in Illinois is the dominant public funding model 

for higher education found in most states. In this system, state governments provide annual 

appropriations for operating budgets based on student enrollments and capital construction costs 

(Thelin, 2004). This funding represents a substantial percentage of the state government’s 

discretionary budget. Under this system, states and public institutions traditionally enjoyed a 

mutually beneficial relationship (Weerts & Ronca, 2006). While public higher education plays a 

central role in creating an educated citizenry and driving economic development, state 

legislatures assume the primary responsibility for funding higher education. However, this 

funding is highly susceptible to economic downturns and changing political opinion.  

Since the early1990s, these external environmental forces slowly eroded this relationship 

(Kane, Orszag, & Gunter, 2004). During this period, public higher education experienced cuts 

exceeding 40% in its financial support from state legislatures (Weerts & Ronca, 2006). The 

forces driving this steady decline have been the business cycle, competing interests, and 
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philosophical shifts in higher education by state legislatures. These factors combine to drive the 

instability associated with higher education appropriations (Burgess, 2011; Weerts & Ronca, 

2006).  

The economic recession of 2008 represents the latest in a series of economic downturns 

that have forced states to cut discretionary spending in order to balance their budgets. Weerts and 

Ronca (2006) cited the economic recessions over the last 25 years as the primary force driving 

the decline in state funding for higher education. This instability in the state’s economic health is 

a primary source of the year-to-year volatility and overall decline in state appropriations that 

public institutions have faced.  

The economic conditions within a state have a profound impact on the degree of funding 

state legislatures are willing to funnel to higher education. In their study, Delaney and Doyle 

(2011) tested the balance wheel hypothesis for explaining trends in state appropriations to higher 

education. This hypothesis states that higher education funding is dependent on the economic 

conditions in any given year. During periods of economic growth, state legislatures have ample 

financial resources and view higher education as an attractive area for allocating a portion of 

these plentiful funds. However, during periods of economic decline when state legislatures face 

more needs than resources, higher education becomes a prime target for cuts. A core driver of 

this effect is the perception by state politicians that unlike other state funding items, public 

higher education institutions can simply raise additional revenue through tuition increases. This 

perception underlies a key linchpin connecting economic volatility to political shifts regarding 

the public funding of higher education.  

In addition to economic hardships experienced at the state level, there are a myriad of 

federal, regional, and state political shifts over the past 40 years that have affected state 



 

22 

appropriations. In their study, Dar and Spence (2010) concluded that the state’s economic 

condition directly impacted political support for higher education. They found that during 

periods of economic decline, states shifted the responsibility for funding higher education onto 

students and their families, which effectively privatized higher education in these states. This 

move is merely a piece of a broader political movement that drove the decline in public funding 

for higher education. These movements include a new federal policy referred to as new 

federalism (Peterson, 1995), the state tax revolt movement, and a breakdown of a coordinated 

strategy for funding public higher education.  

During the same 25-year period that states experienced economic volatility, a 

corresponding conservative shift in federal policy occurred. The federal government adopted a 

strategy referred to as new federalism, which effectively shifted responsibility for many federally 

funded programs down to the state level (Peterson, 1995). The result was a negative funding 

impact for discretionary programs such as higher education (Weerts & Ronca, 2006). States now 

bear a greater financial burden while attempting to balance budgets during periods of economic 

instability. With fewer dollars and more responsibilities, state legislatures are under increasing 

scrutiny from citizens to invest their finite resources effectively.  

This call for accountability manifested itself in the tax revolt movement. With its roots 

dating back to the 1970s, it is built upon the belief that government had grown too large. 

Rallying around a call to curb public spending, this political movement has significantly 

impacted state appropriation funding to higher education (Archibald & Feldman, 2009). Utilizing 

the partisan mechanisms of tax and expenditure limits and supermajority requirements, states 

that implemented these political institutions experienced a significantly adverse effect in their 

higher education appropriations driven by public perception that higher education is not efficient 
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in their use of public funds. Burgess (2011) found that, the more efficient an institution becomes, 

the higher the level of appropriations. Higher education funding becomes more politically 

feasible when institutions are perceived by legislatures and the public as being more efficient in 

their use of public funds. While efforts to improve the perception of efficiency does garner 

additional funding, wider scale efforts to change public higher education funding in these states 

faces significant barriers. By writing these provisions into the state constitutions, advocates for 

higher education face a substantial barrier to increasing funding for their state institutions.  

A third issue that negatively impacted public funding of higher education is the lack of a 

coordinated strategy for financing higher education. In their study, Hossler, Lund, Ramin, 

Westfall, and Irish (1997) found that most states lacked policies linking the tuition levels at 

public institutions to the state financial aid available to students. What emerged in their study 

was the realization that this lack of coordination between in-state tuition levels, state 

appropriations, and financial aid policies often resulted in a high tuition and low state financial 

aid model that has a negative impact on the state’s students.  

This issue of appropriation funding versus direct aid to students is a matter of constant 

deliberation and debate for state politicians. Toutkoushian and Shafiq (2009) examined the state 

funding of higher education through the use of appropriations to public institutions or direct 

financial aid to students. They found that providing financial support directly to students was a 

more effective and efficient means for distributing state funds than appropriations. Further, 

providing need-based aid directly to students resulted in increased participation rates for in-state 

students in the public higher education sector. However, most states’ financial support continues 

to be in the form of appropriations rather than direct aid to students.  
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As discussed above, the politics of state appropriations for higher education goes hand-

in-hand with the state of the economy. Lowry (1999) found that state appropriation and tuition 

policy was dependent on both economic and political factors within the state. In his study, major 

drivers impacting the funding of public higher education were the number of elderly voters and 

the size of the private education sector. In both cases, these were factors that reduced the 

perception of the direct benefit received by the constituents from public higher education. A 

challenge for higher education in these states is to effectively lobby for finite funds in a 

politically charged environment against politically powerful competing interests.   

As state economies suffered through recessions and political philosophies shifted, public 

universities have been forced to compete more intensely for dollars with other state programs 

such as Medicaid, K-12 schools, social services, and corrections. While higher education has 

access to other revenue streams, these interests are dependent on the state for financial support. 

In their study of state politics and state support for public higher education, Weerts and Ronca 

(2006) noted the importance of a state's overall commitment to public services such as healthcare 

and K-12 schools is a key predictor of higher education funding. In his study, Tandberg (2009) 

described the steep decline of state financial support as being driven by the rapid growth in 

spending on these other state budget items. However, he noted that support for higher education 

varied across states and was greatly impacted by the direct lobbying efforts of special interest 

groups seeking funding. The influence and aggressive lobbying by these groups negatively 

impacted state support of higher education.  

Of these competing interests, Medicaid is forecasted to put the most intense pressure on 

higher education funding. The trend of skyrocketing Medicaid costs taking priority over higher 

education for state funding dates back to the economic recession of the 1990s. As states 
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recovered from these downturns, cuts made to higher education were maintained as revenue was 

shifted to pay for Medicaid. With forecasts calling for a continuing rise in the costs of health care 

to meet the needs of the aging Baby Boomer generation, this trend is not expected to improve as 

higher education continues to be crowded out of state funding (Kane, et al., 2004). Additionally, 

the Patient Protection and Affordable Care Act (ACA) of 2010 will expand Medicaid coverage to 

previously uncovered low-income individuals. As of January 2014, 26 states already expanded 

Medicaid under the ACA. This expanded enrollment may also have major budget consequences 

for states (Sommers, Gordon, Somers, Ingram, & Epstein, 2014). This new reality created a more 

political and competitive environment for state funds.  

Because of this new reality, the competition for funding is based more about politics than 

need. Powerful interests with political and financial capital have outmaneuvered other interests 

for state funds. Skillful lobbying replaced need as the criteria for successfully capturing funds 

(Burgess, 2011). Unfortunately, higher education lagged behind other interests in creating a 

compelling case for state investment. In his study, Okunade (2004) applied competing interest 

theory to describe this fierce competition for finite state appropriation funds during periods of 

declining public financial support.  The study found that the degree of state indebtedness was the 

strongest factor impacting financial support for public higher education. The study also found 

that Medicaid is the prime competitor with public higher education for these finite funds.  

With little expectation that state funding will reverse its downward trend in the near 

future, public institutions should change their strategies for capturing increasingly elusive 

appropriations. Traditionally, a core component of public higher education enrollment policy is 

that enrollment numbers drive greater state appropriations. However, in their study, Leslie and 

Ramey (1986) found that enrollment declines did not lead to financial ruin. They also found that 
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the net financial gain of additional enrollment was negative in the short run stating, From a 

financial management perspective, adding enrollments is usually bad institutional policy (Leslie 

& Ramey, 1986, p. 17). Their findings regarding enrollment elasticity demonstrated that the 

marginal costs associated with adding students were greater than the marginal revenue. Based on 

these findings, institutional strategies aimed at raising enrollments are not a sound way to secure 

additional appropriation revenue.  

As the traditional method of growing enrollment to increase appropriations failed to yield 

the desired financial results, institutions should become increasingly savvy in the competition for 

funding. McLendon, Hearn, and Mokher (2009) found that state funding of higher education 

remains one of the most prominent and hotly debated issues. An implication of the increasingly 

competitive and political environment for state appropriations is the need for public higher 

education institutions to develop strategies to raise their public profile with the state’s citizenry 

and to develop state politicians committed to higher education. In their study, Weerts and Ronca 

(2006) suggested that institutional strategies must focus on garnering greater support for their 

campuses. Specifically, they must place a renewed emphasis on their public service and outreach 

mission as a means of garnering political support. In particular, their study suggested that a more 

formalized outreach program is critical for tracking, coordinating, and communicating 

institutional benefits to policymakers. Public institutions must make a more compelling argument 

regarding their value to the state’s citizenry.  

Because higher education is viewed as more expendable by policymakers, it experienced 

higher than average reductions in state appropriations. The prevailing funding philosophies of 

many legislature is that the more pressing needs of the state lie in K-12, social welfare programs, 

and corrections. This philosophy drives the instability associated with higher education 
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appropriations. Tandberg (2009) concluded that lobbying matters, and higher education must 

become more effective in their lobbying efforts. Because higher education appears to be 

susceptible to political influences, it must make a more concerted effort to understand the 

political system and engage in the political process. Only through these efforts can they hope to 

successfully compete for state resources in a declining and increasingly competitive 

environment.  

Tuition 

Given the downward trend in state support, tuition represents a significant and 

increasingly critical source of revenue for public higher education. Recognizing this growing 

importance for filling institutional coffers, it is critical to understand the socio-economic and 

socio-political forces impacting the setting of tuition rates. Although many factors influence 

tuition rates, much of the recent inflation in higher education tuition is driven by the relationship 

between tuition and state appropriations.  The level of appropriations varies across states and is 

influenced by the prevailing attitudes towards educational cost and access. Demographics, 

resources, political values, and policy-making characteristics were significantly related to a state 

legislature’s tuition setting philosophies (Burgess, 2011). In the end, universities need to 

establish rates that allow them to cover their operating costs. In order to fully appreciate the 

intricacies of how tuitions rates are set by institutions, there are several important factors to 

consider.   

The first factor is that tuition does not cover the cost of goods and services provided to 

students. On average, students pay approximately two-thirds of the gross tuition costs (Baum, 

2001). The balance is accounted for from both direct and indirect subsidies including grants, 

loans, work subsidies, and endowments. Therefore, the price students pay in tuition is a function 
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of the total costs minus these subsidies (Toutkoushian, 2001). However, as these subsidies 

declined due to philosophical shifts regarding who should bear the costs of higher education, 

students and their families are increasingly called upon to assume a larger share of the total costs. 

Because state legislators know that public institutions can offset the loss of state appropriations 

with other revenue sources such as tuition, the result is higher tuition rates and a shift of costs 

from the state to the student (Zumetra, 2004).   

The second important consideration to understanding in public higher education’s tuition 

setting is their model. The most common tuition setting formula used by institutions is percent-

of-cost. In this model, tuition is automatically tied to state appropriations. Koshal and Koshal 

(2000) found, in their analysis of 47 states, a strong negative relationship between tuition and 

state appropriations. As state appropriations dropped, tuition increased. Decreasing state 

appropriations is a core driver of tuition increases (Mumper, 2001). Given the downward trend in 

appropriation revenue, tuition prices witnessed a corresponding increase. Rusk and Leslie (1978) 

described the result as an evolutionary process rather than a planning process with institutions 

merely responding to the level of state support.  

Unfortunately, this is not an optimal model for promoting access. McLendon, Hearn, and 

Mokher (2009) found that over the past three decades, states have increasingly cut direct 

institutional subsidies moving towards a high tuition, high aid model. In abandoning low tuition 

policies, states no longer provide need-blind subsidies for students. Rather, they are increasingly 

establishing higher tuition levels, and when funding permits, higher state aid awards. However, 

as discussed, most states lack a coordinated strategy regarding state appropriation and direct aid 

funding. This lack of coordination often results in a high tuition, low aid environment, which 

negatively impacts access (Hossler et al., 1997). In support of increasing access among the 
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state’s citizenry, Hearn, Griswold, and Marine’s (1996) study found that states seeking to 

promote access should base tuition on measures of affordability rather than budgetary concerns.  

A final consideration in an institution’s tuition policy is the setting of out-of-state tuition 

rates. While many institutions may see this as a lucrative revenue source, Rizzo and Ehrenberg’s 

(2004) study found that state flagship institutions looked to out-of-state enrollments not as a 

revenue source but rather as a quality source. They concluded that it did not appear that public 

institutions made up for losses in state appropriations by increasing the proportion of out-of-state 

students they enrolled. When these out-of-state students do enroll, Greene (1994) found no 

support for enrollment growth or high educational costs leading to increasing out-of-state tuition 

rates. But, he found that institutions respond to state appropriations slowdowns by increasing 

both in-state and out-of-state tuition. 

Tuition setting does not occur in a vacuum and is impacted by multiple factors (Burgess, 

2011). Key among these is the state’s commitment in the form of state appropriation revenue. In 

some cases, institutions are limited in their ability to raise tuition due to mandated caps 

(Archibald & Feldman, 2009). For institutions faced with a drop in state appropriations and 

mandated tuition caps, options included either expanding external funding sources or driving 

greater operating efficiencies. Increasingly, public institutions are turning to gifts as an 

underdeveloped source of revenue.  

Gifts 

As public four-year institutions face the daunting challenge of declining state 

appropriation revenue and increasing public resistance to tuition hikes, fundraising takes on ever 

increasing importance. In developing and refining an organizational strategy to maximize this 

revenue stream, institutional leaders must recognize the factors that influence giving. These 
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factors include state appropriations (Cheslock & Gianneschi, 2008), the state of the economy 

(Conrad, & Ramey, 1983; Cunningham & Cochi-Franco, 2002; Leslie, Drachman, Taylor & 

Martin, 1995,), and institutional prestige (Cheslock & Gianneschi, 2008; Leslie & Ramey, 1988; 

Oster, 2003). Although university leadership can shape some of these factors, not all are within 

their sphere of influence.  

Although many institutions are reacting to declining state appropriations by increasing 

fundraising activities, the literature does not support the success of this strategy for everyone. In 

their 2008 study of the relationship between state appropriations and fundraising at public 

institutions, Cheslock and Gianneschi focused on the success universities experienced with 

replacing lost state appropriation revenue with private gifts. The authors were unable to establish 

a relationship between the loss of state appropriations and a subsequent increase in gift revenue 

at the institutional level. An additional factor related to state support for public four-year 

institutions is presented by Oster (2003) in his description of how increased revenue from other 

sources discourages gift revenue. This crowding out effect impacts public institutions, as 

potential donors are discouraged from giving to public universities due to their public financial 

support.  

A factor beyond the control of university administrators is the state of the economy. In 

many cases, increased fundraising activities are a reaction to a decline in state tax revenue driven 

by an economic downturn. Institutions seeking to nurture relationships with these donors must be 

sensitive to the manner in which private and corporate donors react during periods of economic 

growth or decline.  

In their study, Cunningham and Cochi-Franco (2002) found that corporations adopted a 

rational economic approach to giving. Corporate giving was driven by self- interests and not by 
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university need. This finding was supported by Leslie et al.’s (1983) study of factors that 

affected giving over a 34-year period. Their study found that corporate giving increased during 

periods of economic expansion when corporations were incentivized to make donations. While 

federal tax law may impact corporate giving, the authors conceded in spite of the urgency of 

concern about voluntary giving, there have been few studies examining the impact over time of 

economic and federal tax policies on voluntary support for higher education (p. 215). Based on 

these findings, institutions seeking to replace lost state appropriation revenue during an 

economic downturn may face significant challenges in developing corporate giving revenue.  

In contrast to corporate donors, individual donors are driven by a desire to aid their home 

university. Taylor and Martin (1995) found that the donor’s perception of the institution’s need 

drove the donation decision. Additionally, alumni gave when they perceived an opportunity to 

aid their alma mater’s efforts to maintain or enhance prestige. Because these individual donors 

are generally driven by personal rather than financial reasons, fundraising approaches targeted at 

this group should emphasize institutional need (Leslie et al., 1983). Based on the literature, this 

group of donors would be more receptive to aiding their home institutions during an economic 

downturn.  

A final factor influencing donor giving is institutional prestige. Leslie and Ramey’s 

(1988) study of private gifts found that an institution’s public profile and the correlation of that 

profile with quality influenced private giving. In her 2003 study, Oster found that public 

universities with a higher tier ranking received greater giving than lower ranked schools. This 

ranking was especially important for corporate and foundation donors. The inherent issue with 

this is that it places less prestigious institutions at an even more severe financial disadvantage. As 

prestigious institutions were far more capable of replacing lost revenue with gifts than less 
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prestigious institutions, it proved an uneven tool for replacing state funding (Cheslock & 

Gianneschi, 2008). 

While gift revenue is a critical revenue stream for public institutions to develop to replace 

losses in state appropriations, there are limitations. As Cunningham and Cochi-Franco (2002) 

found, gift revenue is far more sensitive to a variety of factors. As institutional leaders craft a 

diversified revenue portfolio, these external factors must be accounted for when projecting gift 

revenue.  

Because higher education is viewed as more expendable by policymakers, it experienced 

higher than average reductions. The prevailing funding philosophies of many legislature is that 

the more pressing needs of the state lie in K-12, social welfare programs, and corrections. Public 

institutions are responding to the sustained erosion of state appropriations by looking at 

strategies that diversify revenue streams. However, state appropriations remain a core element of 

the public higher education financial model. In an effort to offset this lost revenue, public 

institutions have traditionally turned to tuition increases to close this funding gap. However, 

against a backdrop of skyrocketing student debt and an economic recession, there is growing 

resistance to tuition hikes. Given this resistance, gifts have taken on increasing importance as 

institutions seek to cover their operating costs.  

Organizational Decline and Responses  

Given the revenue decline facing public higher education, a review of the literature on 

external decline models and organizational responses to decline is presented. This steady 

decrease in state appropriations is a clear example of an eroding external environment that is 

outside the control of institutional management. Faced with this decline, institutional leadership 

should adopt mitigating strategies in an effort to ensure the continued health of the organization.  
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Environmental Decline 

Environmental decline is defined as the reduction in external resources available to an 

organization. This decline is driven by external forces and is not incurred due to the internal 

mismanagement of organizational leadership (Cameron & Smart, 1998). In order to understand 

the impact of and organizational responses to declining state appropriations on institutions of 

higher education, a critical first step is to establish the different types of decline facing 

organizations. Cameron and Zummuto (1983) presented their classification of decline based on 

whether the decline was continuous or discontinuous and the type of change occurring in the 

niche. While continuous change represents predictable change that can be foreseen by 

management, discontinuous change represents a sudden and unexpected change. In conditions of 

continuous change, management can rely on past experience as a guide for adapting to the 

change. They also have the lead-time to develop strategies for preparing the organization to 

manage the change. In contrast, the sudden nature of discontinuous change does not provide 

management with the time required to prepare a response. The authors discuss a niche as the 

market in which the organization competes for resources. Alterations to the niche can occur 

through either changes in its size or shape. In periods of decline, the niche would contract. 

Changes in niche shape refer to the organization changing its mix of offerings based on market 

forces. Within these two dimensions, they established four types of decline. They are erosion, 

contraction, dissolution, and collapse (Cameron & Zummuto, 1983; Zummuto and Cameron, 

1985).  

Erosion is defined as the ongoing, gradual, and predictable decline in an organization’s 

niche. This represents the change in niche size and continuous environmental decline in 

Zummuto and Cameron’s (1985) framework. Due to the predictable and gradual nature of this 
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decline, management often does not perceive this decline as threatening the organization’s long-

term survival. Accordingly, management often seeks to implement smaller scale, incremental 

initiatives to address this type of decline (Cameron & Zammuto, 1983).  

Unlike erosion, organizations facing contraction experience the sudden removal of 

resources in their environment. While, like erosion, the niche size changes, the discontinuous 

nature of the change challenges management to develop a response. Due to the sudden and 

unexpected nature of contraction, management often lacks enough forewarning to prepare an 

adequate organizational response.  However, they do recognize this decline as a serious threat to 

organizational viability (Cameron & Zammuto, 1983; Zammuto & Cameron, 1985). 

When organizations face dissolution, their niche is coming to a conclusion. This is 

characterized by a change in the niche shape and continuous environmental decline. As market 

needs shift, the organization makes a corresponding shift in effort to new niches pursuing this 

demand. Due to the gradual nature of the shift, the organization has time to make the appropriate 

changes to adapt to this change in the niche shape. Eventually, the organization will vacate the 

dying niche and fully commit to a new one in pursuit of consumers (Cameron & Zammuto, 

1983; Zammuto & Cameron, 1985). 

Finally, rapid, intense decline is defined as collapse (Zummuto & Cameron, 1985). This 

is characterized by a change in the niche’s shape and discontinuous decline. Given the collapse 

of the niche, organizations face a very serious threat to their survival. Management must make 

rapid and decisive moves to a new, healthy niche in order to survive. Failure to accurately gauge 

the appropriate course of action will have serious negative effects on the organization (Cameron 

& Zammuto, 1983).  
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Of the four types of decline presented by Cameron and Zammuto (1983), the model that 

best fits higher education’s state appropriation revenue is erosion. Higher education experienced 

steady decline in state appropriations over the past several decades and increasingly intense 

competition for scarce resources (Weerts & Ronca, 2006). While erosion often elicits 

incremental change from management due to the low perceived risk to organizational survival, 

an appropriate and effective strategy, fully informed by true market conditions is warranted. 

Failure on the part of management to recognize the threats and develop an appropriate response 

could ultimately doom the organization (Cameron & Zammuto, 1983).  

Faced with external environmental decline, management is called upon to craft a 

response to ensure the continued viability of the organization. Given these models of decline, 

Zummuto and Cameron (1985) categorized managerial responses across four dimensions. The 

first of these is management’s perception of the decline faced by the organization. This 

perception refers to both the manager’s awareness that decline is impacting the organization as 

well as how the manager categorized the type of decline taking place. The second dimension is 

management’s behavior when faced with decline. Based on previous experiences with decline, 

management will fall back into predictable patterns of strategy development for addressing it. 

The next dimension is efficiency-effectiveness.  Within this dimension, management responds to 

external decline pressure by either focusing on organizational efficiencies to ensure resource 

maximization or questioning the current organizational strategy as the correct path to address the 

decline. Finally, domain selection refers to the initial selection of activities selected by 

management and the change in these activities as they are forced to adapt to decline. In 

summary, management’s response is driven by their understanding of the decline taking place, 

predisposition towards certain responses to decline, dedication to the current organizational 
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strategy given the decline, and the selection and refinement of response activities. Failure on the 

part of management to recognize and respond to environmental decline can lead to the eventual 

dissolution of the organization.  

Given the gradual nature of erosion, management may at first be unaware of the risk to 

their organization’s viability. Herein lies the peril. Weitzel and Johnson (1989) developed a 

model for explaining a five-step process experienced by organizations that fail to recognize and 

respond to decline.  

In the first stage, management is unaware that the organization is experiencing decline. 

Management in this phase may either not have access to environmental information indicating 

decline is taking place or has not properly interpreted the information as a decline event. Another 

common management behavior in this stage is the belief that historical organizational behavior 

has been successful. In either case, it represents a failure on the part of management to recognize 

decline or its risk to the organization (Weitzel & Johnson, 1989).  

In the second stage of Weitzel and Johnson’s (1989) model, management fails to take 

action. Although management recognizes that environmental decline is taking place, they do not 

take any action. This lack of response is driven in part by the perception of management that the 

decline does not represent an immediate risk to the organization. Rather than react to the decline, 

management remains committed to its established strategy and delays taking any responsive 

action.  

The third stage results in action being taken by management. At this point, the decline 

has warranted evaluation and action. However, the scope and nature of the action is inadequate 

to correct the organization’s deteriorating condition. Rather than taking well-conceived, long-
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term solutions to address the decline, short-term, quick turn solutions are sought. These actions 

prove ineffective at addressing the larger issue driving the decline (Weitzel & Johnson, 1989).  

Once management realizes the failure of these short-term measures, they enter the fourth 

stage of decline, crisis. Here, management finally appreciates the scope of the decline and the 

impact to their organization’s survival. As management reaches this point of crisis, the 

organization is strained as maintaining the status quo is no longer an option. Driving this stress is 

the development and implementation of new strategies that will challenge the organization’s 

processes, people, and technologies (Weitzel & Johnson, 1989). 

Finally, barring corrective action taken on the part of management, the organization 

enters the final stage of dissolution. As the organization finally falters and ceases operations, 

internal strife reaches a zenith, effectiveness plummets, and customers leave in mass.  However, 

the organization can leave this progression by taking appropriate steps to counter the decline. 

Unfortunately, Weitzel and Johnson (1989) do not provide specific strategies for accomplishing 

this exit.  

Given this grim picture for organizations failing to take corrective action in the face of 

declines, leaders in higher education must remain vigilant to the external environment in order to 

recognize decline. Once recognized, there should be a commitment across the organization to 

implement appropriate strategies to ensure the firm remains viable. Marked by decades of steady 

and predictable cuts to state appropriations and increasingly intense competition from rival 

interests, public higher education institutions face erosion in their core revenue stream that 

requires a response. This response can take the form of either a renewed commitment to existing 

strategies or the exploration of new more innovative strategies to address decline.  
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Organizational Responses  

When faced by this gradual decline, organizational management may not immediately 

feel that their survival is threatened. This provides management with the time needed to consider 

multiple response alternatives. Because of its gradual and predictable nature, the pressure to 

become more centralized and constrict information flows is not overwhelming. By fostering an 

environment of collaboration and information sharing among key internal stakeholders, 

innovative strategies to address the decline can be developed. While normal conditions often 

inhibit the pursuit of innovation, gradual decline provides the management with the incentive to 

explore more proactive solutions focused on expanding their share within existing markets or 

targeting new markets (Cameron & Zummuto, 1983).  

In order to discuss the organizational responses of downsizing, an important first step is 

to define what it is. In his study of 30 organizations engaged in downsizing activities over a four-

year period, Cameron (1994) defined downsizing as a set of activities undertaken by 

management to improve organizational efficiency, productivity, or competitiveness (p. 192). 

These activities impact the size of the organization’s labor force, costs, and processes. Finally, he 

identified four major attributes of downsizing that define it. First, downsizing is an intentional set 

of activities. Second, it generally involves personnel reductions. Third, it is focused on 

improving organizational efficiency. Finally, it affects organizational work processes. In 

summary, they are an intentional set of activities, involving reductions in personnel that are 

focused on improving organizational efficiency that affects organizational processes.  

According to Cameron (1994), downsizing can be either a reactive or proactive strategy 

employed by an organization. There does not need to be a financial crisis in order to adopt this 

strategy. However, when downsizing activities are planned and rolled out gradually, 
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organizations realized the greatest benefit. In his study, he found that organizations that planned 

for the downsizing were able to improve their performance.  

In their study, Cameron, Kim, and Whetton (1987) studied twelve negative attributes 

found during periods of decline. These negative attributes included the centralization of decision-

making, the development of a crisis mentality, loss of innovativeness, resistance to change, 

decreased morale, the development of politicized special interest groups, across-the-board 

cutbacks, a loss of trust in organizational leaders, increased conflict, restricted communication, a 

lack of teamwork, and a lack of leadership. In conclusion, they notes that this dysfunction took 

the form of higher levels of scapegoating of leaders, resistance to change, low morale, 

fragmented pluralism, withdrawal of leader credibility, conflict, and curtailment of innovation 

than during periods of stability or growth (p. 232).  

Cameron et al. (1987) also looked at the presumed advantages of loosely coupled 

structures during periods of decline.  The loose coupling found in higher education 

organizational structures are often credited with acting as a buffer to environmental shocks to the 

organization. This loose coupling between organizational subunits allows these shocks to be 

absorbed without negatively impacting the entire organization. Although the buffers from loose 

coupling shielded the organization from the shocks caused by environmental turbulence, it did 

not buffer the organization from the negative effects of decline.  

Recognizing that sustained environmental decline does negatively impact higher 

education institutions, Cameron and Smart (1998) conducted a study of 334 four-year colleges 

and universities during periods of financial decline and downsizing in order to measure this 

effect on effectiveness. They found that institutions in financial distress are no less effective than 

institutions in periods of revenue stability or growth. However, the authors cite the 12 
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dysfunctional attributes from Cameron et al. (1987), which they named the dirty dozen that when 

present significantly impacted organizational effectiveness. When faced with environmental 

decline, organizations able to mitigate these attributes did not suffer declines in organizational 

effectiveness. When present, these attributes manifested themselves in decreases in the morale, 

academic, and external domains.  

Cameron and Smart’s (1998) study highlights the need for managers to remain vigilant 

and effectively manage their organizations during periods of environmental decline to mitigate 

these negative attributes. While higher education leaders may not be able to control the erosion 

of state appropriations, they have several tools at their disposal to manage the internal 

environment in order to maintain organizational effectiveness. Through effective planning and 

change management processes, managers can ensure that their organizations are prepared to 

manage the stress of organizational decline. Successful managers can control the escalation of 

internal dysfunctional conflict, resistance, and scapegoating to ensure the organization is not 

adversely affected.  

In their threat rigidity hypotheses study, Staw, Sandelands, and Dutton (1981) stated that 

organizations react to threats from environmental change by falling back into well-established 

response patterns. These responses focused on well-established methods for surviving the loss of 

resource slack. Typical organizational responses to environmental decline included the 

restriction in the flow of information, the centralization of authority, the emphasis of efficiency, 

and inhibiting risk-taking behavior.  

However, in their study of risk-taking by organizations in decline, Wiseman and 

Bromiley (1996) found that reduction in revenue led to increased risk-taking in organizations. 

While the threat rigidity hypothesis implied that lower performing organizations should reduce 
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risk-taking, they found strong evidence that risk-taking increased as options shrank. They also 

found that the risks taken by these organizations reduced performance. The authors suggest that 

this is due to declining firms taking bad risks rather than taking on riskier activities such as 

innovation that may reverse decline. Overall, they found that declining firms increased risk-

taking and suffered a subsequent loss in performance. 

When exploring innovation as a vehicle for offsetting declining revenues, institutional 

leaders should determine when it is appropriate. In their study, Mone, McKiney, and Barker 

(1998) developed a contingency framework that identified variables in the relationship between 

organizational decline and innovation that help determine whether innovation is inhibited or 

stimulated. As the organization experiences decline, management will attempt to rectify the 

problems either through the adoption of innovative strategies or through increased controls and 

retrenchment.  

This managerial choice is dependent on a blend of environmental, organizational, and 

individual factors that influence an organization's reaction to decline. Among the organizational 

factors negatively impacting the adoption of innovative strategies, the authors called out the 

presence of highly institutionalized missions, widely diffused power structures, and high levels 

of resource commitment as constraints on organizational capacity for innovating in the face of 

decline (Mone et al., 1998, p. 121). When these organizational factors are reversed, management 

tended to be more innovative in their responses to decline.  

In summary, the erosion of state appropriations is a clear example of external 

environmental decline. If management does not take appropriate and timely measures, the 

organization may eventually fail. The manner in which management reacts to decline and 

addresses internal dysfunction will greatly determine the ability of the organization to effectively 
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manage the change process. Whether decline fosters or hinders innovation, organizations should 

select tactics and strategies that allow it to address these decline challenges and remain viable.  

Higher Education Financial Management Strategies and Tactics 

Given the conditions of environmental decline and need to respond to ensure the 

continued viability of the organization, this section will provide a review of the literature on 

financial management strategies and tactics in higher education. The primary focus will be on 

Tate’s (2012) framework that pulled tactics from higher education institutions, corporations, 

non-profit organizations, and government organizations. Although there is limited empirical 

research available on higher education financial management strategies, prior studies on 

community colleges, private colleges, and public four-year institutions during fiscal decline are 

presented. The review of these empirical studies will be broken down by educational sector with 

the first review crossing both private and public institutions.  

Ganzert (2000) studied institutional responses to financial stress across both private and 

public institutions. In the institutional responses, the researcher found the classic responses to 

financial decline in higher education are tactics such as a renewed focus on operational 

efficiency, deferred maintenance, personnel reductions, program reductions, marketing, tuition 

increases, and fundraising. These responses are often viewed as more of short-term operational 

responses seeking to relieve financial stress.  

The researcher (Ganzert, 2000) also found other more strategic responses that sought to 

address longer-term organizational issues. These efforts focused on the restructuring of academic 

programs, a focus on enrollment management practices, strategic planning initiatives, and 

changes in key leadership positions. An important point was that institutional managers often 

tailored their strategic response based on individual institutional needs.  
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This choice of tactics was driven in large part by the severity of the environmental 

decline and the management team in place. In less severe stages of decline, the institution 

implemented measure that did not impact the core academics and marketing functions. However, 

in cases of severe financial decline that were perceived to jeopardize the survival of the 

institution, enterprise-wide solutions that impacted the core structures and processes were 

implemented. Regardless of the tactics employed, the researcher stressed the importance of 

having organizational strategic planning structures in place in order to allow organizations to be 

responsive in a systematic manner (Ganzert, 2000).  

Community Colleges 

The first sector of higher education covered in the financial management literature is 

community colleges. Among the empirical studies on financial decline and organizational 

responses in community colleges are Riley (1994) and Novak (2009). These studies investigate 

the strategies implemented in response to revenue decline.  

Riley’s (1994) study focused on the use of conservative versus innovative strategies 

during periods of retrenchment at 23 of Virginia’s community colleges.  In this study, the 

researcher focused on the strategic choices employed by institutional presidents. Through a 

survey, he gauged the use of either conservative or innovative strategies to address the budgetary 

distress.  

Among the tactics deemed conservative were the traditional methods of seeking 

alternative revenue through fundraising or decreasing operating costs through measures such as 

personnel reductions and deferred maintenance. In contrast, innovative tactics focused on 

transforming the institution to better serve its market niche. Externally, these tactics focused on 

the development of partnerships with suppliers of critical resources. These resources could be in 
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the form of students, jobs for graduates, or direct financial support. Internally, efforts focused on 

curriculum innovation to address student and labor market needs. In summary, these efforts 

sought to enhance the institution’s responsiveness and attractiveness to the suppliers of critical 

resources.  

While Riley (1994) focused on community college presidents, Novak (2009) 

concentrated on CFOs. In her study, she surveyed CFOs at 321 community colleges regarding 

the effectiveness of financial management tactics employed in response to environmental 

decline. He grouped 44 tactics along the five strategies of revenue sources, personnel, class 

schedule, facilities, and marketing, and fundraising. Of these 44 tactics utilized in the survey, the 

most commonly cited as effective were tuition and fee increases, low enrollment program and 

course cancellations, increased marketing efforts aimed at growing enrollments, shifting to 

lower-cost online course delivery, and fundraising.   

Private Colleges 

In their studies, Chaffee (1984) and Morriss-Olson (1995) focused on private institutions. 

Chaffee (1984) studied 14 private colleges recovering from significant financial decline. He 

found that half of the institutions were more successful in the turnaround efforts. To explain this 

difference, the researcher categorized organizational responses along adaptive and interpretive 

lines. He looked at both the adaptive and interpretive models as a lens for evaluating why some 

institutions fared better than others. The adaptive strategic management model calls for the 

institution to be responsive to the needs of its key resource suppliers. This was followed by most 

of the colleges in the study. While it assisted the institutions that employed this model, it did not 

account for the speed at which institutions were able to recover from the decline. 
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The interpretive strategic management model is based on the theory that the organization 

is a network of participants who construct reality from their perceptions of the system (Chaffee, 

1984, p. 234). The institutions that were characterized as being more resilient to the revenue 

decline and that experienced a faster recovery consistently employed this model. The authors 

concluded that the interpretive model appeared to foster more rapid recovery to decline. Based 

on this, the authors make five observations regarding strategy implementation following a 

decline event. Their first observation is that an interpretive strategy should be employed to guide 

the adaptive strategy. The combination of the two strategies resulted in a more effective solution 

than either one as a stand-alone strategy for addressing the decline. Their second point is that a 

strong sense of organizational identify is critical in order to effectively employ the interpretative 

strategy. Next, the authors focus on the role of the president as a leader for the organization’s 

recovery from decline. They state that the president needs to base their actions on symbolic as 

well as substantive concerns in order to be effective in the central role (Chaffee, 1984, p. 234). In 

their fourth point, the authors focus on the need for the institution to have a breadth of strategic 

options in order to be effective. Finally, the note that the specific tactics employed as part of the 

recovery strategy will be unique to the institution.  

Morriss-Olson (1995) looked at the financial management strategies employed by 82 

Christian College Coalition institutions. These small, faith-based, liberal arts colleges faced 

significant revenue decline and budgetary distress. In response to this decline, the institutional 

strategies employed to offset this decline were studied. Among this sample, Morriss-Olson 

classified each of the 82 institutions as either being in a period of organizational improvement, 

stability, or decline. Institutions that improved in this environment of budgetary distress focused 

on strategies in alignment with their mission of offering a quality educational experience, while 
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institutions in decline focused on operational efficiency. Among the institutions experiencing 

decline, retrenchment tactics were the most common. These measures included a renewed focus 

on operational efficiencies and cost-cutting to relieve budgetary stress. Among the most common 

retrenchment tactics were personnel and program cuts.  

Public Four-Year Institutions 

Although providing valuable insight into organizational responses to financial stress in the 

community colleges and private institution sectors, the most relevant research for this study 

looked at public four-year institutions. Within this segment, studies by Zachary (1991), Garrett 

(2007), and Tate (2012) are reviewed.  

Zachary (1991) conducted case study research focused on how higher education 

institutions in Louisiana responded to relatively substantial budget reductions stemming from 

decreasing state financial support. In this study, he found that the institutions sought to offset 

revenue by focusing their efforts on developing other revenue streams. Chief among these were 

tuition and fees. This response to develop new revenue streams was consistent with the literature 

on organizational responses to revenue decline. While that was expected, Zachary did find these 

revenue streams did not yield the revenue expected by the institutions. The instability associated 

with these alterative revenue streams hampered efforts to effectively operate the institution. In 

order to absorb these budget cuts, the institutions were also forced to reduce travel, capital 

outlays, and library acquisitions, with the most significant cuts absorbed in plant operations and 

maintenance. 

In his study, Garrett (2007) studied the patterns of responses to financial constraints at 

438 public universities through a survey of chief academic officers, chief financial officers, and 

Academic Deans. He found that when faced with financial decline, these managers were 
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reluctant to implement strategies that resulted in reductions. The researcher noted that this 

behavior is consistent with the culture within higher education that willingly accepts growth but 

resists any reductions due to the perception that it will negatively impact its mission. However, 

as financial conditions worsened, traditional strategies focusing on short-term cost cutting and 

tuition increases became more common.  

Garrett and Poock (2011) studied the type of management and resource allocation 

strategies implemented by provosts, chief financial officers, and academic deans at public four-

year institutions during periods of financial constraint. The strategies most likely to be adopted 

were those that generate additional revenues or cultivate new revenue streams. Other strategies 

that administrators responded favorably to include emphasizing teamwork across departments 

and working to increase coordination and resource sharing among academic and administrative 

units. It appears clear that administrators prefer to implement innovative, proactive strategies that 

preserve the current institution.  

Given this resistance to staff or program cuts, study participants chose more innovative 

strategies that focused on increasing revenue and fostering a collaborative internal environment 

that promoted inter-departmental coordination and resource sharing.  This strategic emphasis was 

on growth rather than shorter-term reductions that would damage the institution’s capabilities. 

However, there was variation in the data based on their institutional role between CFOs and their 

academic counterparts. CFOs were more likely than provosts to select strategies focused on 

developing institutional-level revenue streams (Garrett & Poock, 2011).  

In his study, Tate (2012) developed a framework of financial management strategies and 

tactics drawn from higher education; local and state government; and non-profit literature. The 

resulting framework had 50 tactics evenly distributed under five overarching strategies. These 
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strategies were course and enrollment management, expenditure control, operational efficiency, 

personnel, and revenue enhancement. Utilizing this schema, Tate identified his target population 

as the 173 public four-year institutions that experienced at least a 5% drop in state appropriations 

in 2009. From this population, he received responses from 75 CFOs. From this sample, he 

developed a deeper understanding of the tactics and strategies employed in the face of a decline 

event to a core revenue source.  

Among the most implemented tactics by CFOs at these institutions were the traditional 

responses to environmental decline of tuition and fee increases, cost cutting measures, and 

increased fundraising. However, a significant number of the 75 CFOs also cited more innovative 

approaches to addressing the decline. Among these were 64 CFOs citing long-term strategic 

planning and 63 CFOs citing cross-departmental collaboration among the implemented tactics. 

While assuming additional debt, limiting enrollment, and reducing scholarships were the least 

implemented tactics cited by CFOs. Of the five overarching strategy types in Tate’s (2012) 

schema, the most implemented by CFOs was expenditure controls followed closely by personnel.  

When asked which of these tactics was the most effective in addressing the revenue loss, 

an increase in tuition and fees was ranked the highest. This should come as no surprise. Other 

tactics rated as effective were measures aimed at reducing personnel costs and driving 

enrollment increases. Interestingly, one of the tactics rated as being least impactful was the 

emphasis on cross-departmental teamwork. Given the short duration that these measures had 

been implemented, it is not surprising that they had not yet yielded immediate tangible results 

(Tate, 2012).  

Based on his findings, Tate drew several conclusions. First, tuition increases remain the 

most effective tool for CFOs to offset short-term revenue decline. Second, in developing their 
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responses, CFOs will draw on multiple tactics across all five strategies to create a tailored 

approach to meet their institutional needs. Third, CFOs were able to effectively craft strategies 

that mitigated the loss of state appropriation revenue. Four, larger institutions were able to 

leverage revenue growth strategies more effectively than smaller institutions. Finally, senior 

leadership should actively engage internal stakeholders in developing strategic responses to 

revenue decline (2012).  

Although Tate noted that CFOs reported that they were not concerned with campus 

politics, they did seek a rational decision-making process aimed at mitigating negative 

consequences. Not only did this avoid conflict that may result from actions that would affect 

these internal stakeholders but also it served to better inform their decisions. Tate noted that the 

CFOs eventual strategy selection was heavily influenced by discussions with institutional 

colleagues (2012).  

In summary, the literature on higher education responses to declining revenue and 

financial distress shows that there are numerous tactics and strategies available to institutions 

(Chaffee, 1984; Ganzert, 2000; Garrett, 2007; Morriss-Olson, 1995; Novak, 2009; Riley, 1994; 

Tate, 2012; Zachary, 1991). While the traditional, short-term tactics of cutting costs and 

increasing tuition remain the most implemented and effective measures; there is resistance to 

implement these too quickly for fear of damaging the institution’s ability to meet its stated 

mission. A promising note was found in the willingness of management to seek more innovative 

and longer-term solutions to these decline events (Riley, 1994; Tate, 2012). Among these 

measures was the focus on developing internal collaboration between organizational units (Tate, 

2012) and strategic partnerships with external resource suppliers (Riley, 1994). It is within these 

opportunities that academic deans can add significant value.  
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Academic Deans 

The final section of the literature review focuses on the role that academic deans play in 

higher education institutions. The evolution of the role, job responsibilities, and priorities of the 

dean position will be covered. However, the primary focus will be on their financial management 

responsibilities. Although financial management has long been a responsibility of the academic 

dean, the increasing complexity of higher education finance has seen this role expanded and take 

on greater importance.  

Institutional Role  

Driven by enrollment growth and a desire to free faculty from managerial burdens in the 

late 19th through early 20th centuries, the role of the academic dean was formed (Kolsten, 2006). 

Since the creation of the role, there has been a steady proliferation in the responsibilities of the 

position (Kolsten, 2006; Niederjohn & Cosgrove, 2010). In describing this role evolution, Nies 

(1999) characterized the transformation as moving from a singular focus on scholarship within 

an academic discipline to one that requires a basket of skills in negotiation, human resources, and 

finance.  To this list, Wolverton, Gmelch, Montez, and Nies (2001) added fundraising, 

curriculum and program development, and student counseling. This resulting proliferation in 

responsibilities moved the dean from a traditional academic focus of representing the faculty to a 

multifaceted role more in line with senior managers in business. In this expanded role, the skills 

to effectively manage human capital, financial planning (Sagaria & Krotseng, 1986), and 

eliciting support from key stakeholders (McDaniel, 1978) became keys to success. The result of 

this radical evolution in scope was a move from being a chief academic officer to being a chief 

executive officer (Nies, 1999).  
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The resulting role of the academic dean has also been described as a classic example of 

middle management (Gallos, 2002; Kolsten, 2006). Located squarely between the senior 

administration and the faculty, deans fulfill what is often called a boundary-spanning role. In this 

capacity, they are in a key position for managing both internal and external stakeholder 

relationships (Bray, 2012; Bright & Richards, 2001; Kolsten 2006). A key success criterion in 

this central role is effectively managing the relationships with both faculty and senior 

administrators. The perception of each of these key stakeholder groups should be that the dean is 

loyal and acting in their best interest (Kolsten, 2006). As deans walk this fine line, they must 

execute their duties to both internal and external constituents (Bright & Richards, 2001; Kolsten, 

2006). 

Friedman and Podolny (1992) suggested that boundary spanning is best viewed at both 

individual and organizational levels. At the individual level, deans are primarily responsible for 

interacting with external constituents. Balancing between organizational and external agents, 

they work to achieve mutually beneficial outcomes and mutual understanding. They achieve this 

goal by serving as a conduit for the exchange of perceptions, ideas, and expectations between the 

organization and its external environment. At the organizational level, these roles fulfill broader 

institutional strategies to engage with external partners. In this capacity, boundary spanners 

fulfill a valuable mission of engaging the community. This is an essential role for the effective 

and efficient operation of the organization (Friedman & Podolny, 1992).  

Among the many functions of the academic dean, Bright and Richards, (2001) 

categorized them as budget and resource management, human resource management, academic 

program management, and the development of strong working relationships with key 

constituents. Kolsten (2006) and Wolverton and Gmelch (2002) identified six core roles of 
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academic deans in their study of 1300 academic deans at 360 institutions. These were resource 

management, academic personnel management, internal productivity, personal scholarship, 

leadership, and external and political relations. In her study of 235 academic deans, Kolsten 

(2006) synthesized these previous studies and developed eight roles for academic deans that 

included academic program management; working with students; faculty and staff development; 

planning, budget, and resource management; community and donor relations; university-wide 

service and commitments; and personal scholarship and development.  

Another lens for viewing the role of deans may be in their role as boundary-spanners 

crossing between both internal and external stakeholders. Internally, deans fill the space in the 

organizational structure between faculty and the senior administration. In this organizational 

role, they have vast responsibilities but little positional power to effect outcomes (Gallos, 2002). 

The dean’s role may include responsibility for managing the allocation of personnel within their 

unit, managing operating budgets, managing facilities and technology support, and managing 

external grants and funding. Within the faculty development role, deans also recruit, mentor, 

evaluate, and reward faculty in an effort to develop a positive organizational culture dedicated to 

excellence in teaching and scholarship. They must also ensure the quality of academic recruiting, 

advising, and programming to ensure the academic programs remain viable (Bright & Richards, 

2001). To successfully effect change in this environment, deans must maintain strong working 

relationship with senior administrators in order to effectively advocate for their college’s needs 

(Gallos, 2002). 

Externally, deans must manage expectations for effectiveness. In addition to maintaining 

strong working relationships with internal stakeholders such as senior administrators, other 

deans, and the faculty; deans must build strong relationships with alumni, and business leaders 
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(Bright & Richards, 2001). This need is even more acute at public institutions facing the external 

pressures of declining state appropriation revenue, eroding public confidence, and enrollment 

pressure. In the face of these challenges, deans must engage in strategic planning, goal setting, 

budgeting, quality, assessment, outsourcing, enrollment management, commercialization, and 

program evaluations. Among all of these pressures, the dean must adeptly walk the line between 

the external corporate culture and the internal academic values (Gallos, 2002).   

Financial Management Role 

Given the growing importance of the financial management role of academic deans, there 

is strong evidence that they enter this role with little preparation (McBride, 2000; Kolsten, 2006). 

Kolsten (2006) reported that many deans are selected based on their strong interpersonal skills 

rather than their competency with financial management. McBride (2000) noted that although 

deans often feel their previous experience prepared them for the academic responsibilities of the 

deanship, it did not prepare them for the challenges of financial management.  

To highlight the importance of this role, Kolsten (2006) surveyed 279 deans at 27 

doctoral research-extensive universities. The deans in the survey ranked where the majority of 

their time and effort was allocated.  The top response was fundraising and donor relations 

followed by planning, budgeting, and resource management. The traditional academic roles of 

faculty management, university services, and academic program management ranked below 

efforts focused on capturing and managing financial resources. These results clearly support the 

position of the expanded role of academic deans.  

An additional finding in Kolsten’s (2006) research was the impact of accountability on 

entrepreneurship. The study supported the conclusion that deans who were held accountable for 

their unit’s budgets were more likely to engage in entrepreneurial behavior. When the deans 
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were divided into private and public categories, deans at private institutions were more 

entrepreneurial than their public counterparts. The researcher notes this may be due to the 

complex commitments of public higher education to state governments that bind these academic 

deans from the pursuit of such behavior.  

A final relevant finding of Kolsten (2006) study was in the level of financial awareness 

reported by academic deans operating within a system of Responsibility Center Management 

(RCM). RCM is a method of establishing the financial relationships between the institution’s 

central administration and the individual colleges. This relationship defines the level of 

cooperation within the organization for the pursuit of  institutional objectives. The greater the 

level of control the administration holds over the allocation of resources, the greater power it has 

to encourage cooperation among the instiution’s academic subunits. With RCM, each college is 

responsible for all direct and indirect costs incurred (Ehrenberg, 2002).  

There are several advantages and disadvantages with this funding model. The advantages 

of this system are that it provides each college with a strong incentive to focus on revenue 

generation, resource efficiency, and fund raising. The disadvantes of this system are a lack of 

incentives for colleges to participate in activities to minimize overall institutonal costs, the 

duplication of effort and courses among colleges, it vests deans with greater political power due 

to their external fundraising activities, and it removes incentives to keep administrative costs low 

(Ehrenberg, 2002). Kolsten (2006) concluded that academic deans operating within this system 

reported a high level of understanding regarding both the institution’s and their own unit’s 

budget. However, once again, private institution deans scored higher than their public 

counterparts. She attributed this difference to the impact of state funding and bureaucracy on the 

public academic dean’s ability to secure clear financial information.  
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While Kolsten (2006) focused on doctoral research-extensive universities, McBride 

(2000) focused on community colleges. Specifically, she focused on the dean’s financial 

management roles. These roles include developing the budget, managing the budget, brokering 

resources, leading program review, and institutional fundraising (p. 52). 

Budget development is presented as a typical area where deans feel they have little 

impact. The process for the dean is often initiated with a review of the previous year’s budget 

with incremental increases made to each budget line.  While McBride (2000) makes the 

argument that academic unit planning activities should be linked to budgeting activities, the 

reality is that unit performance and budget requests in support of the institution’s mission are not 

linked.  

In budget management, deans ensure that the funds allocated to the college are effectively 

and efficiently managed. Important aspects of this activity include monitoring the instructional 

plan and program expenditures. Next, as a broker of resources, academic deans are charged with 

creating a climate conducive to student learning. In support of creating this climate within the 

academic unit, deans should focus resources on activities that support teaching and learning. 

Programs that prove successful in this pursuit should be financially supported to encourage 

replication (McBride, 2000).  

In regard to existing programs, deans should engage in active program reviews. This is a 

core element of academic economics and should include a quality component. In evaluating a 

program’s health and viability, deans look at credit hour production, faculty count and mix 

between full-time and adjunct, program enrollments, revenue generation, overall expenses, cost 

per credit hour, and total class size (McBride, 2000).  
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Finally, fundraising is covered. Given McBride’s (2000) focus on community colleges, 

she notes that these academic deans are not often involved in fundraising. However, she notes 

that it is essential that the dean understand the college’s fundraising plan and contribute to the 

success of that plan (p. 57). Chief among their contributions are ensuring the quality of academic 

programs and adding credibility to fundraising campaigns.  

Garrett and Poock (2011) studied the type of management and resource allocation 

strategies implemented by provosts, chief financial officers, and academic deans at public four-

year institutions during periods of financial constraint. In their study, they found that the strategy 

of cultivating alternative funding sources was more favored by provosts and deans than CFOs. 

They noted it is probable that provosts and deans have more knowledge and access to alternative 

funding sources, such as grants, than CFOs (p. 886). 

In his study, Hodson (2010) applied the fundraising role of the president for an institution 

to the smaller scale of the academic dean to an individual college. Donors are increasingly 

focused on the quality of academic programs. Given deans’ central role in ensuring this, they are 

increasingly thrust into the role of fundraiser. Driving this fundraising focus for deans is the 

effects of rising costs, decreasing state appropriations, and tuition increase limits. In order to 

ensure their academic units have adequate funding to recruit faculty, maintain technology 

infrastructure, and finance research, deans are being forced into the fundraising spotlight of 

external donors. Hodson (2010) continues by defining key roles for academic deans in 

fundraising. In many cases, these mirror those of the institutional president.  

First, academic deans establish academic and fundraising priorities for their unit. These 

priorities should align with and support the larger institutional priorities. In order to resonate 

with potential donors, these priorities should be actionable and quantifiable (Hodson, 2010).  
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The second role is facilitating faculty partnerships. As deans are increasingly pulled away 

from their traditional inwardly focused academic role, the support of faculty is a key to success. 

As the dean spends more time off campus, faculty must be made to understand the importance of 

this fundraising for the financial health of the academic unit. Additionally, faculty can be 

leveraged as partners in fundraising by joining the dean on alumni visits and shaping the 

message for financial support. This can be especially beneficial in cases where there is a positive 

connection between the faculty member and the alumni formed during their college experience 

(Hodson, 2010).  

The next fundraising role for academic deans is in the identification of prospects. Due to 

their role, deans have more day-to-day contact with students than most institutional leaders. 

Because of this, they are often able to identify prospects from among the academic unit’s alumni 

base. In addition to alumni, companies that have benefited from the institutions’ graduates or 

research efforts are prime targets for fundraising (Hodson, 2010).  

Fourth on Hodson’s (2010) activity list is cultivating and soliciting gifts. In some cases, 

donors feel a higher degree of connection to an individual school or college than to the entire 

institution. In these cases, a dean may be more effective at soliciting the gift than either the 

president or the development staff.  

Finally, academic deans play a key role in thanking and recognizing donors.  When 

thanking donors for their gifts, deans can focus on the direct impact the gift will have on the 

academic unit’s programs and students. Tying the gift to direct and tangible results is a critical 

step in developing a lasting relationship with the donor (Hodson, 2010). 

McBride (2010) concluded that the most important fundraising contribution of the dean is 

cultivating and protecting the reputation of the academic programs. Donors must feel that they 
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are contributing to an institution that is both highly respected academically and financially 

sound. Given the growing importance of fundraising revenue to public institutions and the need 

to maintain high academic standards, deans face significant challenges.  

Kramper (1995) surveyed 22 academic deans at small colleges regarding their 

perceptions of future challenges for academic deans. Among her five findings was that budget 

and faculty issues and the growing workload placed on deans were challenges. Seven years later, 

Wolverton and Gmelch (2002) surveyed deans regarding the challenges they saw coming in the 

next three to five years. The respondents identified seven areas, three of which were consistent 

with Kramper’s (1996) earlier survey.  The first match was fiscal management including the 

dean’s growing responsibility for budgeting, resource allocation, and fundraising activities. This 

is consistent with Kolsten’s (2006) study, which found these were the top areas where deans 

were spending their time. Secondly, deans cited management, which included working with 

senior administrators, long-range planning activities, institutional reorganization, and legislative 

accountability. Third on the list was program development including developing curricula and 

programs and student recruitment and development. The next area listed was managing faculty. 

This included efforts to recruit and retain top faculty. The fifth area was technology and included 

the need to continually upgrade technology and develop distance learning capabilities. Next was 

an area referred to as personal balance. Given the pressures and expectations placed on deans, 

the ability to effectively manage a balance between their personal and professional lives was 

perceived as a challenge.  Finally, deans cited the importance of ensuring a diverse faculty and 

student body in promoting access and learning.  
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Summary 

The core revenue stream of state appropriations continues to decline as competing 

interests squeeze higher education out of funding. In response, institutional management seeks to 

diversify income streams rather than implement cuts that may negatively impact their ability to 

support the institutional mission. Within higher education, there are a collection of financial 

management strategies and tactics that can be used in response to environmental decline. While 

the shorter-term tactics of cost cutting and tuition increases remain common, longer-term 

strategic tactics focused on developing key partnerships with institutional constituents are 

growing. Academic deans play a central organizational role in these longer-term strategic moves 

as boundary-spanners capable of informing the decisions of CFOs and as fundraisers developing 

alternative revenue sources to replace eroding state appropriations.  

Rational Choice Theory 

As this is a replication of Tate’s (2012) study, this research was based, as his study was, 

on rational choice theory. This theoretical framework is rooted in the assumption that individuals 

make rational choices built on the available information resources at the time that decisions are 

made. The theory also assumes that individuals face alternative courses of action with unknown 

outcomes. Because of this level of uncertainty, they make choices that avoid negative 

consequences. This risk avoidance may lead to courses of action that offer the lowest risk rather 

than the optimal solution (Simon, 1955).  

While rational choice theory was appropriate given the institutional role of CFOs as the 

organization’s principal financial architect, it may not provide a comprehensive view of the 

forces influencing decision making among academic deans. Given their institutional role as 

middle managers (Gallos, 2002; Kolsten, 2006) and boundary spanners (Friedman & Podolny, 



 

60 

1992), deans face political pressure from both internal and external stakeholders. These include 

senior administrators, faculty, students, employers, alumni, and donors. Additionally, driven by 

self-interests, deans may select financial management tactics in the best interests of their 

academic unit, which are suboptimal for the institution as a whole. While rational choice theory 

provides a theoretical foundation for evaluating the decision making of higher education 

administrators, it does not fully appreciate the unique role of academic deans.  

Slaughter and Rhoades (2004) categorized theories as either falling into a 

rational/political or critical/political frame. In rational/political theory, a small number of senior-

level decision makers leverage institutional resources in order to maintain and enhance efficiency 

and effectiveness. Although this frame emphasizes rationality, it recognizes that political 

pressure exerted from both internal and external constituents groups can intervene to influence 

choice.  

In rational choice theory, Simon (1955) stated that individuals make rational decisions 

based on available information. In making these decisions, they often lack insight as to the 

outcomes associated with the various courses of action under consideration. With this imperfect 

knowledge, they tend to select courses of action that avoid negative consequences (Simon, 

1956). This negative consequence avoidance is often sought even when more beneficial courses 

of action are available. In summary, non-optimal solutions with lower associated risk are 

selected given the imperfect information available at the decision point (Simon, 1955).  

As in Tate’s (2012) study, rational choice theory may be useful in the interpretation of the 

findings concerning the selection and varying perceptions regarding the effectiveness of financial 

management strategies and tactics. Deans, while balancing competing political interests, can be 

reasonably expected to make rational choices based on maintaining the financial health of their 
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institution. Like chief financial officers, it can be reasonably expected that they will make 

rational decisions that support their institution’s overall effort to remain financially viable. 

However, they must balance this objective with the political realities they face.  

In their framework, Dean and Sharfman (1996) stated that political behavior influences 

organizational decision-making. Driven by differences in functional, hierarchical, professional, 

and personal interests, decision-makers will attempt to implement courses of action that serve 

their self-interests. They identified three ways in which political behavior degrades 

organizational decision-making. First, when individual self-interests are not aligned with 

organizational interests, they determined that political behavior reduces the effectiveness of 

strategic decision-making. Second, information sharing is limited or misinformation is shared in 

the pursuit of personal agendas. This undermines the implementation of effective solutions by 

distorting or restricting the information needed to make effectives choices. Finally, due to the 

internal focus of political jockeying, inadequate attention is focused on external environmental 

forces.  

While internal politics may degrade organizational decision-making, deans also face 

pressure from both internal and external constituents. Freeman’s (1984) stakeholder theory 

focused on the key relationships between the organization and stakeholder groups vital to its 

viability. Rather than the traditional focus of an organization solely on shareholder interests, 

stakeholder theory sought to broaden the scope to include various groups that interact with the 

organization. These stakeholder groups represented both internal and external constituents who 

have a relationship with the organization. Included in the theory are groups such as employees, 

customers, suppliers, the government, political groups, investors, and local communities that 

have both directly and indirect interact with the organization. Building upon this theory, 
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Donaldson and Preston (1995) described the descriptive, instrumental, and normative views of 

stakeholder theory.  First, in discussing the descriptive nature of the theory, they stated that it 

explains the organization as a mix of cooperative and competing interests. Next, it is 

instrumental in that it creates a framework for evaluating the connection between stakeholder 

management and the achievement of organizational goals. Finally, it is normative in that it 

accepts stakeholders as valuable and having legitimate interests. In summary, stakeholder theory 

calls upon management to have the organizational structures and practices in place to provide for 

the simultaneous attention to the interests of all legitimate stakeholders.  

While rational choice theory was utilized as the underlying theoretical foundation for this 

study, the political role of academic deans as boundary spanners and middle managers cannot be 

discounted. The choice of financial management tactics by academic deans should also be 

viewed through the lenses of political decision-making and stakeholder theory. As institutional 

administrators, they should make financial management decisions in the best interests of the 

overall organization. However, the influences of internal politics and external constituents may 

play a role in their choices.   
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CHAPTER III: 

METHODOLOGY 

Introduction and Overall Research Approach 

The primary objective of this research study was to investigate the perspectives of 

academic deans regarding the financial strategies and tactics employed by four-year public 

colleges and universities in response to a decline in state appropriations following the onset of 

the recession in 2008. The intention of this study was to extend upon Tate’s (2012) research on 

financial management responses. Based on Tate’s recommendation for future study, this study 

sought to investigate the perception of academic deans to the strategies and tactics implemented 

by public four-year institutions during the period of time studied by Tate.  

The knowledge gained from this study regarding successfully implemented tactics and 

strategies could provide other institutions with the groundwork for developing a strategy to 

mitigate the effects of unstable revenue streams. This chapter outlines the methodology including 

the research approach, research questions, theoretical framework, study population, participants, 

data collection methods, instrumentation, ethical and security considerations, and the statistical 

analysis techniques employed.  

The underlying research approach for this study is positivism. The core positivist belief 

regarding knowledge is that there is an objective social reality that can be studied by using the 

scientific means utilized in the physical sciences (Gall, Gall, & Borg, 2005). Quantitative 

research methods can be used to investigate and understand this reality by collecting numerical 

data to explain phenomenon (Gall et al., 2005). Among the quantitative research approaches used 
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by positivists is survey-based research utilizing descriptive and inferential statistical analysis of 

the data collected to answer the research questions. The current study, like Tate’s (2012), utilized 

such methods. According to Creswell (2012), survey research is appropriate for a cross-sectional 

data collection effort aimed at capturing the trends, attitudes, or opinions of the population being 

studied. This study was cross-sectional with a single collection of survey data from academic 

deans.  

Intent and Research Questions 

The intent of this study was to gain an understanding of the perspectives of academic 

deans regarding the financial strategies and tactics employed by four-year public colleges and 

universities in response to a decline event in state appropriation revenue. This study explored the 

following research questions. Among academic deans of public four-year colleges and 

universities in the United States that experienced a drop of at least 5% in their state appropriation 

revenue in 2009:  

1. What financial management strategies and tactics have been most and least 

implemented; 

2. Which financial management strategies and tactics were rated as having the most 

and least fiscal impact;  

3. What financial management strategies and tactics have been most implemented 

and rated as having the most fiscal impact based on enrollment size; 

4. What financial management strategies and tactics have been most implemented 

and rated as having the most fiscal impact based on geographic region; 

5. Were the financial management strategies and tactics implemented considered to 

have satisfied the desired level of fiscal stability of academic deans; 
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6. What channels of information were rated as most influential for academic deans 

in knowing and understanding which financial management strategies and tactics 

to implement; 

7. Among academic deans at public four-year institutions responding to 

environmental decline conditions, what guided the selection of the financial 

management response; 

8. Is there a difference in the pattern of financial management strategy types 

implemented at public four-year institutions based on enrollment size; 

9. Was there a difference in the dean’s perception of the effectiveness of the 

implemented tactics and strategies based on the academic focus of their college; 

and 

10. Were the perceptions regarding the effectives of the implemented tactics and 

strategies significantly different between CFOs and academic deans? 

The results from these questions to academic deans were compared to the responses 

received from chief financial officers at the 75 institutions that responded as part of Tate’s 

(2012) study of this same population of public four-year institutions that experienced 

environmental decline in 2009. Given the differences in organizational level and role of these 

two participant groups, their perceptions regarding the effectiveness of the financial management 

responses were compared.  

Study Population and Participants 

The study population for this study was the 173 public, four-year institutions that 

experienced at least a 5% drop in state appropriation revenue in 2009. Appendix B lists the 

institutions in the sample survey. This population is identical to that of Tate’s (2012) study. In 
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order to identify this population, data was collected from the National Center for Education 

Statistics Integrated Postsecondary Education Data System (IPEDS) Data Center. Utilizing the 

website’s data filtering tools, records were extracted for those institutions included in the IPED 

public four-year institutions sector. In addition to state appropriation data, information regarding 

the institutions’ characteristics as a historically black college or university (HBCU), land-grant 

status, enrollment size, and institutional types were collected. Additionally, the institutions were 

assigned a geographic region based on the U.S. Census definitions of Northeast, South, Midwest, 

and West (U.S. Census Bureau, 2010). By downloading state appropriation data for these 

institutions from 2008 and 2009, a total dollar and percentage drop in state appropriation was 

calculated utilizing Microsoft Excel® software. The result was 173 of a total of 584 public, four-

year institutions that experienced at least a 5% drop in state appropriation in 2009.   

Updates to the enrollment size and Carnegie classification categories based on the 2005 

basic classification method were made to reflect 2013 IPEDS data. Since Tate (2012) collected 

his data, five institutions experienced enrollment growth that resulted in a decrease in the number 

of institutions in the 0-9,999 classification from 40 to 35 and a subsequent increase in the 

number of institutions in the number of institutions in the 20,000 and above classification from 

57 to 62. In addition to the shifts in enrollment size, there were changes in the classifications 

among the population institutions. The number of institutions classified as bachelor’s dropped 

from 23 to 19, while the number of master’s institutions climbed from 87 to 89 and the number 

of doctoral institutions climbed from 63 to 65.  The remaining characteristics were unchanged 

from the time of Tate’s (2012) study.  
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Table 1  

Summary of Population Institutions by Region, Enrollment Size, Institutional Status, 
Classification, and Rate of Decline 

Characteristic 
 

Institutions Characteristic Institutions 

Region  Classification  
Midwest 18 Bachelor’s 19 
Northeast 28 Master’s 89 
South 78 Doctoral 65 
West 49 Total 173 
Total 173   

 
Enrollment Size 

  
Decline Rate 

 

0-9,999 76 5%-9.99% 79 
10,000-19,999 35 10%-19.99% 49 
20,000 and 
above 

62 20% or above 45 

Total 173 Total 173 
 
Status 

  
Status 

 

HBCU 14 Land-grant 26 
Non HBCU 159 Non Land-grant 147 
Total 173 Total 173 

 
Status 

   

Flagship 16   
Non Flagship 157   
Total 173   

Note.  (Tate, 2012, p. 88) 

While CFOs served as participants in Tate’s (2012) study, the participants for this 

research were the academic deans responsible for the management of individual academic 

colleges and schools at these institutions. Surveys were only administered to academic deans 

serving as the principal administrator overseeing an academic unit within their institutions. For 

the purpose of this study, participants were limited to those administrators possessing the title of 

dean who serve as the senior administrator for a degree-granting college or school within their 

institution. Excluded from this list were those administrators not possessing the title of dean 

(chair, director, assistant dean, associate dean, etc.) as well as administrators leading colleges of 
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continuing education, honors colleges, and graduate schools. The deans’ names, email addresses, 

and information regarding the academic focus of the colleges they oversee were collected from 

websites of the 173 institutions in the study population. This data was collected and stored in 

Microsoft Excel. A total of 1053 academic deans meeting these criteria at the population 

institutions were selected for participation in the study.  

Table 2  

Summary of Participants by Region, Enrollment Size, Institutional Status, Classification, and 
Rate of Decline 
Characteristic 
 

Academic Deans Characteristic Academic Deans 

Region  Classification  
Midwest 103 Bachelor’s 30 
Northeast 154 Master’s 414 
South 506 Doctoral 609 
West 290 Total 1,053 
Total 1,053   

 
Enrollment Size 

  
Decline Rate 

 

0-9,999 252 5%-9.99% 509 
10,000-19,999 216 10%-19.99% 291 
20,000 and above 585 20% or above 253 
Total 1,053 Total 1,053 

 
Status 

  
Status 

 

HBCU 74 Land-grant 257 
Non HBCU 979 Non Land-grant 796 
Total 1,053 Total 1,053 

 
Status 

   

Flagship 205   
Non Flagship 848   
Total 1,053   

 
The selection of these participants was based on Tate’s recommendation for future study 

of the perception of deans to the strategies and tactics implemented by CFOs. The data collected 

from these participants could focus on the impacts of the implemented tactics on their academic 

units. Tate noted that the information gained from this proposed type of study would be best 
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utilized when evaluated against the chief financial officers rating of the fiscal impact of each 

tactic. The data combined together would create an extensive resource that could be used in the 

decision-making process (p. 160).  

Data Collection 

An online survey was utilized for collecting data from the academic deans participating 

in the study. The survey instrument was administered via the Internet using the online survey 

software Qualtrics®. An online survey is appropriate given the geographically dispersed nature of 

the study population (Sue & Ritter, 2007). Additionally, the online survey allowed for the quick 

and efficient collection of data while protecting the confidentiality of survey participants (Sue & 

Ritter, 2007). The email addresses of the academic deans in the study were collected from the 

staff directories and college webpages available on institutional websites and maintained in a 

Microsoft Excel® workbook. In cases where the email addresses were not available to the general 

public, phone contact was initiated with the dean’s office to secure the email address. For the 

administration of the Qualtrics® survey, the unique web address of the survey was included in the 

preliminary email request to each participant. A follow up email request was sent to non-

respondents at the two-week mark. A total of four weeks was dedicated for data collection.  

Instrumentation 

This study leveraged the online survey instrument created by Tate (2012) for his study of 

institutional CFOs. A letter from Dr. Tate allowing for the use and modification of his survey 

instrument in this study is included in Appendix C. As in Tate’s (2012) study, items in the survey 

instrument collected demographic characteristics, institutional characteristics, and information 

regarding the financial management tactics and strategies implemented at the colleges and 

universities in the target population. Utilizing Likert scales, information was collected regarding 
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the effect of the implemented tactics, the perception of the academic deans concerning the 

success of the implemented tactics in achieving the desired level of financial stability, as well as 

the importance of information sources in understanding and influencing their selection of tactics. 

The survey instrument is located in Appendix D.  

Tate’s (2012) five overarching strategies of course and enrollment management, 

expenditure control, operational efficiency personnel, and revenue enhancement provided the 

framework for the survey. Within these five theoretical strategy types, Tate (2012) evenly 

distributed 50 supporting tactics. In an effort to keep the respondents from associating individual 

tactics to their parent strategy, tactics were randomized in the survey blocks. Given the length of 

the survey, this may have served to alleviate some of the negative effects of fatigue. This could 

have had a detrimental effect to data quality caused by respondents not evaluating items as 

closely at the end of the survey as they do with earlier items. Appendix A provides details 

regarding the individual tactics and the strategy types to which they belong.  

This online survey instrument collected demographic information for each participant 

followed by six blocks of questions covering the 50 tactics identified in his schema. Institutional 

characteristics consisted of the size of the loss of state appropriations, enrollment size, 

geographic region, institutional level, and flagship, HBCU, or land grant status. Characteristics 

for the deans consisted of length of tenure in their current role, the academic descriptor(s) that 

best describe the college they oversee, and whether they describe their college’s programs as 

either focused on professional preparation or liberal arts. For classifying the best descriptor(s) for 

the colleges that the deans oversee, the list employed by Kolsten (2006) in her study of academic 

deans within an RCM system was utilized. For each tactic, the respondent was provided with a 

five point Likert Scale for evaluating the effectives of the implemented tactic from negative to 
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high fiscal impact. As in Tate’s (2012) study, a Likert scale for measuring the tactic 

implementation and financial impact was:  

0. Not implemented;  

1. Implemented, with negative fiscal impact;  

2. Implemented, with no fiscal impact;  

3. Implemented, with positive low fiscal impact;  

4. Implemented, with positive moderate fiscal impact; and 

5. Implemented, with positive high fiscal impact. (p. 92) 

Given the different role and organizational level that academic deans hold in contrast to 

CFOs, the focus of this question was changed to address the perceived effectiveness at the 

academic unit level rather than the institutional level. Block seven of the survey instrument 

collected data regarding the perceived effectiveness of the overall strategy for fulfilling the 

desired level for institutional fiscal stability. Once again, the focus of this question was changed 

to address the perceived effectiveness at the academic unit level. Question blocks eight and nine 

collected data as to the factors that influenced the selection of the implemented strategy.  

Content validity for the survey was addressed by the fact that the financial management 

strategies and tactics are replicated from Tate’s (2012) research study. This measure clearly met 

the criteria for establishing content validity as presented by Creswell (2012). In his research, Tate 

(2012) selected tactics from previous studies of financial management tactics in higher 

education, local and state government, and nonprofits in order to develop his schema. Through 

the use of a pilot process, an expert panel of practitioners and scholars evaluated these tactics to 

ensure the domain of financial responses had been covered.  



 

72 

Additionally, this survey instrument was pilot tested by three practitioners and academic 

scholars with experience as administrators and academic deans in public higher education. The 

intent of this pilot process was to elicit feedback regarding the clarity of questions, answers, 

layout, and technical functioning of the survey instrument.  Creswell (2012) stated that pilot 

testing helps determine that the individuals in the sample are capable of completing the survey 

and that they are capable of answering the questions (p. 390). Feedback from the pilot group was 

incorporated into the instrument prior to release to the study participants.  

Ethical and Security Concerns 

Approval from the Institutional Review Board at the University of Alabama was secured 

for the proposed data collection procedures prior to conducting the survey and is included in 

Appendix E. The study respondents were provided with information regarding the study’s 

purpose and informed consent was obtained prior to participants taking the survey. An informed 

consent document is included in Appendix F. Participation was voluntary, and personally 

identifying data was not used in the data analysis or in any part of the study. The data collected 

and analyzed, as part of this study was securely stored on a password-protected external hard 

drive dedicated solely to this study. The Qualtrics® survey software was password protected and 

maintained on a secure server. No data was stored on shared or networked drives accessible to 

others. When not in use, the external hard drive was secured in a locked cabinet. Finally, the 

researcher never held the position of academic dean or served in a financial management 

capacity within public higher education that may influence the research approach used in this 

study.  
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Statistical and Data Analysis 

Upon completion of the four-week data gathering stage, the survey was deactivated. Data 

collected from the Qualtrics® survey was exported into Microsoft Excel ® and SPSS ® for 

analysis. For each of the proposed research questions, the following analysis was conducted:  

Research Question One: What financial management strategies and tactics have been 

most and least implemented? In order to answer this question, frequency and percentage statistics 

were computed for each strategy and tactic (Witte & Witte, 2010). Item analysis was conducted 

to ascertain which tactics were most and least implemented. Group comparisons were also 

conducted by categorizing the 50 tactics under their corresponding five parent strategy types 

(Creswell, 2012). These measures allowed for the counting and ranking of each individual tactic.  

Research Question Two: Which financial management strategies and tactics were rated as 

having the most and least fiscal impact? This research question was answered by calculating the 

mean and standard deviation for the tactics identified by the survey participants (Witte & Witte, 

2010). As in question one, individual item analysis and construct analysis was used to determine 

results at the tactic and overarching strategy levels. To accomplish this, the Likert scale ranks 

recoded by each respondent were utilized to weigh the answers on a 4.0 scale; omitting tactics 

that the respondents indicated were not implemented. Responses of not implemented were 

omitted, implemented with negative fiscal impact was weighted at 0, implemented with no fiscal 

impact was weighted at 1, implemented with low fiscal impact was weighted at 2, implemented 

with moderate fiscal impact was weighted at 3, and implemented with high fiscal impact was 

weighted at 4.  

Research Question Three: What financial management strategies and tactics have been 

most implemented and rated as having the most fiscal impact based on enrollment size? To 
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answer question three, cross-tabulation results of the descriptive analysis for the most 

implemented strategy types were conducted. This analysis defined the implementation of tactics 

by the defined institutional characteristic of size. Three categories of institutional enrollment size 

are defined in the survey as 0-9,999; 10,000-19,999; and 20,000 and above.  

Research Question Four: What financial management strategies and tactics have been 

most implemented and rated as having the most fiscal impact based on geographic region? As in 

question three, cross-tabulation results of the descriptive analysis for the most implemented 

strategy types were again conducted. This analysis defined the implementation of tactics by the 

institutional characteristic of geographic region. Four categories of geographic region are defined 

in the survey as northeast, south, midwest, and west.  

Research Question Five: Were the financial management strategies and tactics 

implemented considered to have satisfied the desired level of fiscal stability of academic deans?  

To answer question five, descriptive statistics were calculated to report the mean score, 

frequency, percentage statistics, and distribution of the survey responses (Witte & Witte, 2010). 

The five responses available to survey participants are not at all satisfied, slightly satisfied, 

moderately satisfied, very satisfied, and completely satisfied.   

Research Question Six: What channels of information were rated as most influential for 

academic deans in knowing and understanding which financial management strategies and 

tactics to implement? In order to answer question six, descriptive statistics were again calculated 

to report the mean score, frequency, percentage statistics, and distribution of the survey 

responses (Witte & Witte, 2010). The survey participants were presented with seven choices of 

influence rated on a five-point scale. The sources of influence are your own formal education, 

recommendations and information from NACUBO or other professional trade groups, 
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recommendations and discussions with professional colleagues at other institutions, 

recommendations and discussions with professional colleagues at my institution, information 

from conferences attended, what other institutions were implementing, and own personal 

experiences and decision making.  These sources were rated by the participants on a scale 

measuring influence as not at all influential, slightly influential, moderately influential, very 

influential, or extremely influential.  

Research Question Seven: Among academic deans at public four-year institutions 

responding to environmental decline conditions, what guided the selection of the financial 

management response? As in both questions five and six, descriptive statistics were calculated to 

report the mean score, frequency, percentage statistics, and distribution of the survey responses 

(Witte & Witte, 2010). The five items available to survey participants were perceived level of 

highest fiscal impact, implemented tactics according to the institutional strategic plan, 

avoidance of perceived negative political impact, implemented as needed to maintain fiscal 

stability, no overarching approach, and perceived to be least intrusive for campus constituents.   

Research Question Eight: Is there a difference in the pattern of financial management 

strategy types, determined by exploratory factor analysis, implemented at public four-year 

institutions based on enrollment size? Regardless of the reported fiscal impact, each tactic was 

recoded with a 0 for not implemented or a 1 for implemented. Tactics not rated by the 

participants were removed. This recoding provided a dependent variable for the profile analysis. 

Profile analysis is appropriate for when multiple dependent variables are measured on the same 

scale (Tabachnick & Fidell, 2007). Utilizing this statistical technique, different combinations of 

strategies were determined across the different enrollment size classifications of 0-9,999; 10,000-

19,999; and 20,000 and above. Z scores provided a uniform rating scale given the possibility of 
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differences in the number of tactics in each construct. This provided insight into the mean 

differences and statistical significance of the differences among multiple groups of dependent 

variable (Creswell, 2012; Witte & Witte, 2010).  

Research Question Nine: Was there a difference in the dean’s perception of the 

effectiveness of the implemented tactics and strategies based on the academic focus of their 

college? This research question was answered by calculating the mean and standard deviation for 

the tactics identified by the survey participants (Witte & Witte, 2010). Individual item analysis 

and construct analysis was used to determine results at the tactic and overarching strategy levels. 

To accomplish this, the Likert scale ranks recoded by each respondent were utilized to weigh the 

answers on a 4.0 scale; omitting tactics that the respondents indicated were not implemented. 

Responses of not implemented were omitted, implemented with negative fiscal impact was 

weighted at 0, implemented with no fiscal impact was weighted at 1, implemented with low fiscal 

impact was weighted at 2, implemented with moderate fiscal impact was weighted at 3, and 

implemented with high fiscal impact was weighted at 4.  

Research Question Ten: Were the perceptions regarding the effectives of the 

implemented tactics and strategies significantly different between CFOs and academic deans? 

This research question was answered by calculating the mean and standard deviation for the 

tactics identified by the survey participants (Witte & Witte, 2010). Individual item analysis and 

construct analysis were used to determine results at the tactic and overarching strategy levels. To 

accomplish this, the Likert scale ranks recoded by each respondent were utilized to weigh the 

answers on a 4.0 scale; omitting tactics that the respondents indicated were not implemented. 

Responses of not implemented were omitted, implemented with negative fiscal impact was 

weighted at 0, implemented with no fiscal impact was weighted at 1, implemented with low fiscal 
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impact was weighted at 2, implemented with moderate fiscal impact was weighted at 3, and 

implemented with high fiscal impact was weighted at 4. Utilizing the results from Tate’s (2012) 

study and the responses in this study, a descriptive comparison of the tactic rankings of the two 

populations was conducted.  

Summary 

Public higher education faces a challenging and dynamic external environment marked 

by decreasing public financial support. Amid competing organizational and external constituency 

expectations, financial management strategies should be crafted to respond to both short-term 

financial pressure as well long-term strategic goals. As key organizational actors, CFOs and 

academic deans provide valuable expertise and perspectives to the formulation of these 

strategies.  

This chapter presented the methodological foundation guiding this study. First, the 

overall research approach of positivism was discussed. This was followed by a discussion 

regarding the selection of a quantitative, survey-based study.  Also included in this section were 

the intent of the study, specific research questions, study population, participant group, data 

collection procedures, instrumentation, ethical and security considerations, and the statistical and 

data analysis. 
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CHAPTER IV: 

ANALYSIS OF THE DATA 

Introduction and Description of the Sample 

This chapter presents the results of the data analysis of the survey responses collected 

from 109 academic deans. This includes a brief description of the study and the participants 

followed by an in-depth analysis of the data collected for the10 research questions. The purpose 

of this study was to gain insight into the perceptions of academic deans at public four-year 

institutions during an environmental decline event. Utilizing an online survey instrument, the 

study sought to gather information on the tactics and strategies implemented as well as the 

perceptions of academic deans regarding the effectiveness of the implemented measures in 

mitigating a decline in state appropriation revenue. Additionally, the study sought to determine if 

there were differences in the implemented strategies among institutional types as well as among 

academic disciplines.  

The institutional population for this study was the 173 public four-year institutions that 

experienced at least a 5% drop in state appropriation revenue in the 2009 fiscal year. For the 

purpose of this study, participants were limited to those administrators possessing the title of 

dean who serve as the senior administrator for a degree-granting subunit within their institution. 

A total of 1,053 academic deans meeting these criteria at the population institutions were 

selected for participation in the study. The initial email request generated a total of 147 email 

addresses that were returned as undeliverable. Additionally, 19 deans indicated that they would 

not participate in the study due to a lack of knowledge regarding their institution’s financial 
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management tactics and strategies. Adjusting for these non-participants yielded 887 dean.  Of 

this population, 109 deans completed the survey. The following table provides an analysis of the 

demographic characteristics of these respondents including geographic region, institutional 

classification, enrollment size, and institutional status.  

Table 3  

Summary of Response Rates by Region, Enrollment Size, Classification, and Institutional Status 

Characteristic 
 

N n % Characteristic N n % 

Region    Classification    
Midwest 103 15 15% Bachelor’s 30 4 13% 
Northeast 154 9 6% Master’s 414 35 8% 
South 506 54 11% Doctoral 609 68 11% 
West 290 30 10% Total 1,053 107 10% 
Total 1,053 107 10%     

 
Enrollment Size 

    
Status 

   

0-9,999 252 29 12% Flagship 205 26 13% 
10,000-19,999 216 21 10% HBCU 74 6 8% 
20,000 and above 585 59 10% Land-Grant 257 31 12% 
Total 1,053 109 10%     

 
An initial analysis of response rates was conducted by region, enrollment size, and 

classification. Additionally, chi square goodness of fit tests were used to determine if there was a 

significant difference between the sample and population (Witte & Witte, 2010). Overall, an 

analysis based on institutional characteristics revealed a relatively even response rates.  

For regions, the midwest had the highest response rate at 14.56% followed by the south at 

10.67%, west at 10.34%, and finally the northeast at 5.84%. To measure the goodness of fit of 

the observed responses versus the expected responses, a chi-squared analysis was conducted. The 

results indicated there was not a significant difference between the sample and population with 

p=.18. When analyzed by enrollment size, the highest response rate was found among the small 

intuitions with enrollments up to 10,000. Of these institutions, 11.51% deans responded. 
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Institutions with enrollments greater than 20,000 had a 10.09% response rate followed by 

medium-sized intuitions with enrollments between 10,000 and 19,999 students with a 9.72% 

response rate. Once again, the chi squared test did not indicate a significant difference between 

the population and sample with p=.478. Finally, an analysis by classification yielded the 

following response rates; bachelor’s at 13.3%, doctoral at 11.16%, and master’s at 8.45%. As 

with the other goodness of fit tests, the results indicated that there was not a significant 

difference between the sample and population with p=.353.  

While the survey only garnered a 12.29% response rates from academic deans, the 109 

responses collected in the sample were not statistically different than the population in terms of 

geographic region, enrollment size, or classification. The length of time that passed since the 

2009 fiscal year and the turnover in academic deans during the past seven years may have 

negatively impacted the response rate. A power analysis for the sample size with a population of 

887, a 95% confidence interval, and a 10% margin of error yielded a desired sample size of 87. 

The 109 responses received from this population exceed this threshold. However, it does reflect t 

that some noise will exist in the analysis. As noted, given the length of time that has passed since 

the 2009 decline event and turnover among the study population, the researcher accepted this 

response rate.  

Results 

Research Question One 

Among academic deans at public four-year colleges and universities in the United States 

that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most and least implemented? 
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The analysis of the tactics that were least and most implemented for the study sample was 

initiated by exporting data from Qualtrics® into Excel®. For the purpose of answering this 

research question, data regarding the perceived effectiveness of the implemented tactics were 

excluded. An initial calculation was performed to determine the implementation frequency of 

each tactic. The results were then sorted from the most to least implemented tactics.  

 Of the 50 tactics provided to the academic deans in the survey, increasing fundraising and 

development efforts was the most implemented with 100 of 107 responses and two nonresponses 

or a 93.46% implementation rate. While increasing fundraising efforts was the most cited tactic 

by academic deans to offsetting the loss of state appropriation revenue, limiting institutional 

enrollments was the least implemented. Of the 109 deans completing the survey, only 15 of 108 

cited this tactic with one nonresponse or a 13.89% implementation rate. Table 4 lists the 10 most 

implemented tactics, while Table 5 lists the 10 least implemented tactics identified by the 

academic deans in the study. 
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Table 4 

Summary of Most Implemented Tactics 

 # 
Implemented n % 

Implemented 
Increase fund-raising and development efforts 100 107 93.46% 

Increase student tuition and fees (academic related 
fees) 97 108 89.81% 

Invest in energy savings and efficiency measures 92 108 85.19% 

Increase enrollment in specific areas (out-of-state 
students, online students, etc.) 90 107 84.11% 

Defer maintenance 88 108 81.48% 

Utilize new funding sources or revenue streams 87 107 81.31% 

Reduce or restrict operating funds 87 108 80.56% 

Use long-range strategic planning for management 
and budgeting 84 108 77.78% 

Initiate targeted cuts 80 107 74.77% 

Increase enrollments in selected programs 78 107 72.90% 
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Table 5 

Summary of Least Implemented Tactics 

 # 
Implemented n % 

Implemented 
Limit institutional enrollment 15 108 13.89% 

Utilize short-term borrowing 16 103 15.53% 

Reduce financial commitment to athletic activities 16 103 15.53% 

Utilize long-term borrowing 17 101 16.83% 

Implement TQM 19 106 17.92% 

Reduce number or amount of scholarships 20 104 19.23% 

Request that donors allow restricted gifts to be used 
for other purposes 22 106 20.75% 

Reduce funding for student life activities 26 104 25.00% 

Provide program delivery primarily based on cost 27 105 25.71% 

Institute growth by substitution rather than addition 28 104 26.92% 

 

In order to determine which of the overarching strategy types were most and least 

implemented, construct analysis was performed to aggregate the data on tactics to their parent 

strategy. Construct analysis combined the data for the individual tactics that comprise each of the 

five strategy types. This allowed for the most and least implemented strategy types to be 

identified by counting the implemented tactics. 

Of the five strategy constructs, expenditure control was the most implemented at 57.60% 

followed very closely by revenue enhancement at 57.48%. The least implemented strategy was 

operational efficiency at 50.47%. The low implementation rate for operational efficiency may be 

caused by the fact that many institutions may have already exhausted these micro-efficiencies 
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prior to the 2009 fiscal year. Table 6 provides information regarding the implementation of the 

five strategy types. The table provides data regarding the number of times tactics from each 

strategy type was implemented, the total number of times tactics from the strategy could have 

been implemented, and the percentage of times tactics from that construct were implemented.  

Table 6 

Summary of Reliance on Strategy Type 

  
# of Times 

Implemented Total Construct % 
Expenditure Control 614 1066 57.60% 

Revenue Enhancement 611 1063 57.48% 

Personnel 595 1072 55.50% 

Course and Enrollment Management 552 1068 51.69% 

Operational Efficiency  532 1066 50.47% 

 

Research Question Two 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, which 

financial management strategies and tactics were rated as having the most and least fiscal 

impact? 

For research question two, the perceived effectiveness of the implemented tactics in 

mitigating the loss of state appropriation revenue was answered by calculating an adjusted mean 

and standard deviation for the tactics identified by the survey participants in Excel®. To 

accomplish this, the Likert scale ranks recoded for each respondent were recoded on a 4.0 scale. 

Responses of not implemented were omitted, implemented with negative fiscal impact was 

weighted at 0, implemented with no fiscal impact was weighted at 1, implemented with low fiscal 
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impact was weighted at 2, implemented with moderate fiscal impact was weighted at 3, and 

implemented with high fiscal impact was weighted at 4.  

The results indicated that academic deans perceived increasing student tuition and fees 

was the most effective tactic to mitigating the loss of state appropriations. Of 108 respondents, 

34 rated this tactic as having a high fiscal impact, 37 rated it as having a moderate fiscal impact, 

and 22 rated is as having a low fiscal impact. Conversely, institute growth by substitution rather 

than addition was perceived as the least effective tactic. Of the 104 respondents to this question, 

only one rated it as highly impactful, six as moderately impactful, and eight as minimally 

impactful. Based on the adjusted mean for each tactic, Table 7 provides details for the10most 

effective tactics, and Table eight provides details regarding the 10 least effective tactics. Table 

nine provides the full listing of all 50 tactics, their parent strategy type, and details regarding the 

perceived effectiveness.  
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Table 7 

Fiscal Impact Rating Distribution of Tactics Considered to be the Most Fiscally Impactful 

 Number of Responses for Each Item Implemented 

 Adjusted 
Mean 

Negative 
Impact 

No 
Impact 

Low 
Impact 

Moderat
e Impact 

High 
Impact 

Total 
Responses 

Increase student tuition 
and fees 

3.03 1 3 22 37 34 108 

Increase institutional 
enrollment 

2.74 1 6 21 34 16 107 

Increase enrollment in 
specific areas  

2.73 0 5 35 29 21 107 

Utilize federal stimulus 
funds 

2.67 0 3 30 20 14 104 

Differential tuition for 
expensive programs 

2.67 0 3 18 15 9 107 

Reduced faculty/staff 
through non-
replacement 

2.66 0 2 31 35 9 106 

Utilize new funding 
sources or revenue 
streams 

2.57 1 4 39 30 13 107 

Reduce number of 
faculty 

2.56 1 5 16 18 8 108 

Increase fund-raising 
and development 
efforts 

2.56 0 8 43 34 15 107 

Increase the number of 
adjunct faculty 

2.51 0 4 31 30 5 108 
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Table 8 

Fiscal Impact Rating Distribution of Tactics Considered to be the Least Fiscally Impactful 

 Number of Responses for Each Item Implemented 

 Adjusted 
Mean 

Negative 
Impact 

No 
Impact 

Low 
Impact 

Moderat
e Impact 

High 
Impact 

Total 
Responses 

Institute growth by 
substitution rather 
than addition 

1.71 3 10 8 6 1 104 

Implement TQM 1.74 0 8 9 1 1 106 

Eliminate courses 1.74 6 10 31 6 1 108 

Apply break-even 
analysis to programs 

1.85 2 8 18 5 1 106 

Limit institutional 
enrollment 

1.87 3 2 5 4 1 108 

Reduce number of 
administrative 
positions 

1.91 5 9 30 8 3 107 

Reduce financial 
commitment to 
athletic activities 

1.94 1 2 10 3 0 103 

Reduce funding for 
student life activities 

1.96 0 4 19 3 0 104 

Reduce funding 
available for 
professional 
development and 
travel 

1.97 6 7 39 11 3 107 

Defer equipment 
purchases 

1.97 7 12 37 18 3 107 

 

 

 

 

 



 

88 

 

Table 9 

Distribution of Fiscal Impact Rating for Individual Tactics, Grouped by Strategy Type 

 Number of Responses for Each Item 

Tactics Adj. 
Mean 

Negative 
Impact 

No 
Impact 

Low 
Impact 

Moderate 
Impact 

High 
Impact 

Total 
Responses 

Strategy Type: Course and Enrollment 
Management 

       

Eliminate courses 1.74 6 10 31 6 1 108 

Limit institutional enrollment 1.87 3 2 5 4 1 108 

Eliminate programs 2.20 1 9 23 11 5 108 

Provide program delivery primarily based on cost 2.26 0 6 11 7 3 105 

Reduce number or amount of scholarships 2.30 2 1 9 5 3 104 

Increase student/faculty ratio 2.37 1 4 36 26 3 108 

Collapse course sections into fewer, larger 
sections 

2.39 0 3 40 25 3 106 

Increase enrollments in selected programs 2.49 1 4 35 32 6 107 

Increase enrollment in specific areas 2.73 0 5 35 29 21 107 

Increase institutional enrollment 2.74 1 6 21 34 16 107 

Strategy Type: Expenditure Control        

Reduce financial commitment to athletic 
activities 

1.94 1 2 10 3 0 103 

Reduce funding for student life activities 1.96 0 4 19 3 0 104 

Reduce funding available for professional 
development and travel 

1.97 6 7 39 11 3 107 

Defer equipment purchases 1.97 7 12 37 18 3 107 

Reduce funding and staffing for library services 
and student services 

2.06 3 5 26 12 1 106 

Defer maintenance 2.15 15 3 37 20 13 108 

Allocate funds primarily based on program needs 2.27 1 8 32 22 3 108 

Initiate across-the-board cuts 2.38 10 0 19 21 11 108 

Initiate targeted cuts 2.40 6 5 28 33 8 107 

Reduce or restrict operating funds 2.47 4 5 34 34 10 108 

Strategy Type: Operational Efficiency        

Institute growth by substitution rather than 
addition 

1.71 3 10 8 6 1 104 

Implement TQM 1.74 0 8 9 1 1 106 

Apply break-even analysis to programs 1.85 2 8 18 5 1 106 

Increase reliance on technology in teaching and 
learning 

2.00 5 15 30 15 5 107 



 

89 

Table 9 continued…   

 Number of Responses for Each Item 

Tactics Adj. 
Mean 

Negative 
Impact 

No 
Impact 

Low 
Impact 

Moderate 
Impact 

High 
Impact 

Total 
Responses 

Emphasize teamwork across departments to 
accomplish institutional objectives 

2.03 0 19 41 13 4 109 

Re-engineer work tasks 2.05 1 9 35 10 2 106 

Reduce and/or modify the scope of activities of 
the institution 

2.15 1 5 28 10 2 108 

Outsource operations and services previously 
provided internally 

2.20 1 4 27 13 1 107 

Invest in energy savings and efficiency measures 2.45 0 8 40 39 5 108 

Use long-range strategic planning for 
management and budgeting 

2.49 0 15 25 32 12 108 

Strategy Type: Personnel        

Reduce number of administrative positions 1.91 5 9 30 8 3 107 

Initiate a hiring freeze 2.06 3 9 21 12 3 108 

Implement or enhance an early or phased 
retirement program 

2.14 2 7 25 12 3 108 

Reduce permanent staff positions 2.15 7 3 37 15 6 106 

Mandate faculty/staff furloughs 2.23 2 1 21 9 2 107 

Faculty/staff salary freeze 2.33 5 11 26 25 11 107 

Lay-off personnel 2.33 2 3 23 12 5 107 

Increase the number of adjunct faculty 2.51 0 4 31 30 5 108 

Reduce number of faculty 2.56 1 5 16 18 8 108 

Reduced faculty/staff through non-replacement 2.66 0 2 31 35 9 106 

Strategy Type: Revenue Enhancement        

Utilize short-term borrowing 2.13 1 1 9 5 0 103 

Increase use of restricted funds 2.16 2 4 24 11 2 104 

Request that donors allow restricted gifts to be 
used for other purposes 

2.23 0 2 15 3 2 106 

Increase incidental fees 2.23 1 7 40 19 3 106 

Utilize long-term borrowing 2.29 1 1 8 6 1 101 

Increase fund-raising and development efforts 2.56 0 8 43 34 15 107 

Utilize new funding sources or revenue streams 2.57 1 4 39 30 13 107 

Differential tuition for expensive programs 2.67 0 3 18 15 9 107 

Utilize federal stimulus funds 2.67 0 3 30 20 14 104 

Increase student tuition and fees 3.03 1 3 22 37 34 108 
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Research Question Three 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most implemented and rated as having 

the most fiscal impact based on enrollment size? 

  To answer question three, data was exported from Qualtrics® into Excel® in order to 

create cross-tabulation results for the most implemented strategy types. This analysis defined the 

implementation of tactics by the defined institutional characteristic of size. Three categories of 

institutional enrollment size are defined in the survey as 0-9,999 or small, 10,000-19,999 or 

medium, and 20,000 and above or large.   

  When the data was disaggregated into the three size categories, the results indicated that 

small institutions relied on salary freezes for faculty and staff the most with an 86.21% 

implementation rate. This focus on a personnel tactic among small institutions was in contrast 

with the revenue enhancement tactics of increasing fundraising efforts and increasing tuition as 

the most implemented tactics at the medium and large institutions. In fact, neither of these 

categories of larger institutions listed faculty and staff salary cuts in their 10 most implemented 

tactics. Tables 10, 11, and 12 provide details of the frequency for each enrollment size category. 

Table 13 provides a cross-tabulation summary of the implementation rates by size category.  

  Table 10 provides information for the most implemented tactics for small institutions. 

These institutions relied most heavily upon faculty and staff freezes with 25 of 29 respondents 

indicating this tactic was implemented at their institution. Increasing fundraising and 

development activities was the second most implemented tactic with 24 of 28 respondents or a 

85.71% implementation rate.  
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Table 10 

Implemented Tactics for Institutions with Enrollments of 0-9,999 Students 

Tactic # 
Implemented n 

% 
Implemente

d 

Faculty/staff salary freeze 25 29 86.21% 

Increase fund-raising and development efforts 24 28 85.71% 

Increase student tuition and fees (academic 
related fees) 24 29 82.76% 

Increase enrollment in specific areas 23 29 79.31% 

Initiate targeted cuts 23 29 79.31% 

Reduce or restrict operating funds 22 29 75.86% 

Use long-range strategic planning for 
management and budgeting 22 29 75.86% 

Invest in energy savings and efficiency measures 22 29 75.86% 

Emphasize teamwork across departments to 
accomplish institutional objectives 22 29 75.86% 

Increase enrollments in selected programs 21 28 75.00% 

 

Table 11 provides information on the most implemented tactics for institutions in the 

medium enrollment size classification. Among these institutions, increasing fundraising and 

development efforts and increasing student tuition and fees were tied as the most implemented 

tactic with 19 of 20 respondents indicating that this tactic was implemented at their institutions. 

Reduce of restrict operating funds was the second most implemented tactic with 19 of 21 

respondents or a 90.48% implementation rate.  
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Table 11 

Implemented Tactics for Institutions with Enrollment of 10,000 – 19,999 Students  

Tactic # Implemented n % Implemented 

Increase fund-raising and development 
efforts 19 20 95.00% 

Increase student tuition and fees (academic 
related fees) 19 20 95.00% 

Reduce or restrict operating funds 19 21 90.48% 

Defer maintenance 18 21 85.71% 

Increase enrollment in specific areas 17 20 85.00% 

Reduce funding available for professional 
development and travel 16 20 80.00% 

Defer equipment purchases 16 20 80.00% 

Initiate targeted cuts 16 20 80.00% 

Invest in energy savings and efficiency 
measures 16 20 80.00% 

Use long-range strategic planning for 
management and budgeting 15 20 75.00% 

Next, Table 12 provides information regarding the 10 most implemented tactics at large 

institutions. Deans at large institutions indicated that increasing fundraising and development 

efforts was the most implemented tactic at their institutions with a 96.61% implementation rate. 

The second most implemented tactic at these intuitions was utilizing new funding sources with a 

94.92% implementation rate.  
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Table 12  

Implemented Tactics for Institutions with Enrollment of 20,000 Students and Above 

Tactic # Implemented n % Implemented 

Increase fund-raising and development 
efforts 57 59 96.61% 

Utilize new funding sources or revenue 
streams 56 59 94.92% 

Increase student tuition and fees (academic 
related fees) 54 59 91.53% 

Invest in energy savings and efficiency 
measures 54 59 91.53% 

Defer maintenance 51 59 86.44% 

Increase enrollment in specific areas 50 58 86.21% 

Increase institutional enrollment 47 59 79.66% 

Use long-range strategic planning for 
management and budgeting 47 59 79.66% 

Reduce or restrict operating funds 46 58 79.31% 

Emphasize teamwork across departments to 
accomplish institutional objectives 44 59 74.58% 

  

Table 13 provides information on the implementation rates of the 10 most implemented tactics 

across the three size categories. While the table shows the clear reliance on the revenue 

enhancement strategy tactics of increasing fundraising and increasing student tuition among 

medium and large institutions, the most implemented tactic among small intuitions of 

faculty/staff freezes is excluded from the list. However, increasing tuition remains a popular 

choice for small institutions with a 82.76% implementation rate.  
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Table 13 

Implementation Rates for the Most Implemented Tactics by Enrollment Size 

 

Next, the implementation rates for the five strategy types are presented. To accomplish 

this, a count was made of the number of times each tactic was implemented. These counts are 

then combined for all 10 tactics under each strategy type. Finally, the sum of these counts was 

divided by the possible number of times the strategy could have been selected. When the tactics 

were aggregated up to their parent strategy types, differences in the implementation frequency 

can be seen between the enrollment size categories. While revenue enhancement was the top 

 

Implementatio
n Rank 

Small 

% 
Implemented 

Medium 

% 
Implemented 

Large 

% 
Implemented Tactic 

Increase fund-raising and 
development efforts 1 85.71% 95.00% 96.61% 

Increase student tuition and 
fees (academic related fees) 2 82.76% 95.00% 91.53% 

Invest in energy savings and 
efficiency measures 3 75.86% 80.00% 91.53% 

Increase enrollment in specific 
areas  4 79.31% 85.00% 86.21% 

Defer maintenance 5 67.86% 85.71% 86.44% 

Utilize new funding sources or 
revenue streams 6 71.43% 55.00% 94.92% 

Reduce or restrict operating 
funds 7 75.86% 90.48% 79.31% 

Use long-range strategic 
planning for management and 
budgeting 8 75.86% 75.00% 79.66% 

Initiate targeted cuts 9 79.31% 80.00% 70.69% 

Increase enrollments in 
selected programs 10 75.00% 71.43% 72.41% 
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strategy choice of large institutions with a 56.40% implementation rate, small institutions 

implemented it 50% and medium institutions implemented in 50.25% of the time.  Medium 

institutions were less likely to implement course and enrollment management or personnel 

strategies than small and large institutions. Table 14 provides a summary of the implementation 

frequency for each strategy. 

Table 14 

Summary of Reliance of Strategy Type by Enrollment Size 

 Frequency of Implementation by Enrollment Size 

 Strategy Type 0 – 9,999 10,000 – 19,999 20,000 and Above 

Course and Enrollment 
Management  

50.18% 45.54% 54.55% 

Expenditure Control  56.69% 62.69% 56.28% 

Operational Efficiency 51.75% 49.25% 52.57% 

Personnel 53.90% 47.55% 55.29% 

Revenue Enhancement 50.00% 50.25% 56.40% 

 

Finally, the impact ratings were disaggregated by enrollment size. Impact was defined as 

the effectiveness of the implemented tactic in mitigating the loss of state appropriation revenue 

in the institution’s budget. When analyzed by enrollment size, there were clear differences in the 

impact ratings across institutions. Academic deans at small institutions rated differential tuition 

for expensive programs as the most impactful, when implemented. However, it is critical to note 

that this tactic was only noted as being implemented by five of the 29 deans at small institutions. 

Of the 10 tactics rated as being most impactful by academic deans at small institutions, there was 

relatively equal coverage of all five strategies.  At medium sized institutions, academic deans 

rated increase enrollment in specific areas as the most impactful tactic. An examination of the 10 

most impactful tactics shows a relatively heavy representation of Personnel strategy tactics and 
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Revenue Enhancement strategy tactics. However, Expenditure Control tactics were not cited in 

the top by academic deans at medium-sized institutions. Lastly, large institution deans rated 

increase student tuition and fees as the most effective. Of the five strategy types, large 

institutions rated Revenue Enhancements as the most effective with six of the top 10 tactics 

coming from this group. Course and Enrollment Management accounted for three of the 10 most 

effective tactics and one tactic was from the Personnel strategy. Both Expenditure Control and 

Operational Efficiency were absent from the top 10 effective tactics list. Table 15 provides 

information regarding the perceived impact for the tactics rated as most impactful for small 

institutions, Table 16 for medium institutions, and Table 17 for large institutions.   

Table 15 

Fiscal Impact Rating Distribution of Tactics at Institutions with Enrollment of 0 – 9,999 Students 

 Number of Responses for Each Item 

Tactics Adjusted 
Mean 

Total 
Responses 

Not 
Implemented 

Implemented 
with Neg. 

Fiscal Impact 

Implemented 
with No Fiscal 

Impact 

Implemented 
with Low 

Fiscal Impact 

Implemented 
with Mod. 

Fiscal Impact 

Implemented 
with High 

Fiscal Impact 

Differential tuition for expensive programs 3.00 29 24 0 0 1 3 1 

Limit institutional enrollment 3.00 29 26 0 0 0 3 0 

Reduce funding and staffing for library services 

and student services 

2.89 28 19 0 0 2 6 1 

Increase student tuition and fees 2.88 29 5 1 1 7 6 9 

Reduce number of faculty 2.82 28 17 0 0 4 5 2 

Use long-range strategic planning for management 

and budgeting 

2.77 29 7 0 2 6 9 5 

Request that donors allow restricted gifts to be 

used for other purposes 

2.75 28 20 0 0 4 2 2 

Reduced faculty/staff through non-replacement 2.70 28 8 0 0 11 4 5 

Invest in energy savings and efficiency measures 2.64 29 7 0 1 8 11 2 

Increase student/faculty ratio 2.63 28 12 0 0 7 8 1 
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Table 16 

Fiscal Impact Rating Distribution of Tactics at Institutions with Enrollment of 10,000 – 19,999 
Students 

 Number of Responses for Each Item 

Tactics Adjusted 
Mean 

Total 
Responses 

Not 
Implemented 

Implemented 
with Neg. 

Fiscal Impact 

Implemented 
with No Fiscal 

Impact 

Implemented 
with Low 

Fiscal Impact 

Implemented 
with Mod. 

Fiscal Impact 

Implemented 
with High 

Fiscal Impact 

Increase enrollment in specific areas 2.65 20 3 0 1 8 4 4 

Increase student tuition and fees  2.63 20 1 0 1 8 7 3 

Invest in energy savings and efficiency 

measures 

2.56 20 4 0 0 8 7 1 

Reduced faculty/staff through non-

replacement 

2.5 19 5 0 1 6 6 1 

Utilize federal stimulus funds  2.5 19 9 0 0 7 1 2 

Mandate faculty/staff furloughs 2.5 20 18 0 0 1 1 0 

Utilize short-term borrowing 2.5 19 17 0 0 1 1 0 

Increase institutional enrollment 2.43 20 6 0 2 5 6 1 

Increase the number of adjunct faculty 2.42 21 9 0 2 4 5 1 

Reduce number of faculty 2.38 21 13 1 2 0 3 2 
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Table 17 

Fiscal Impact Rating Distribution of Tactics at Institutions with Enrollment above 20,000 

 
 Number of Responses for Each Item 

Tactics 
Adjusted 

Mean 
Total 

Responses 
Not 

Implemented 

Implemented 
with Neg. 

Fiscal Impact 

Implemented 
with No 

Fiscal Impact 

Implemented 
with Low 

Fiscal Impact 

Implemented 
with Mod. 

Fiscal Impact 

Implemented 
with High 

Fiscal Impact 

Increase student tuition and fees 3.24 59 5 0 1 7 24 22 

Increase institutional enrollment 3.02 59 12 1 0 10 22 14 

Increase enrollment in specific areas 2.86 58 8 0 2 17 17 14 

Utilize federal stimulus funds  2.79 58 16 0 1 16 16 9 

Differential tuition for expensive programs 2.74 58 27 0 2 11 11 7 

Increase fund-raising and development efforts 2.70 59 2 0 3 21 23 10 

Reduced faculty/staff through non-replacement 2.70 59 16 0 1 14 25 3 

Utilize long-term borrowing 2.67 55 49 0 0 3 2 1 

Utilize new funding sources or revenue streams 2.66 59 3 1 2 21 23 9 

Increase enrollments in selected programs 2.62 58 16 0 2 16 20 4 

 

Research Question Four 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most implemented and rated as having 

the most fiscal impact based on geographic region? 

As in question three, cross-tabulation results for the most implemented strategy types 

were conducted in Excel®. This analysis defined the implementation of tactics by the institutional 

characteristic of geographic region. Four categories of geographic region are defined in the 

survey as Northeast, South, Midwest and West. The most implemented tactic in the Northeast, 

Midwest, and South regions was increased fundraising and development efforts. In the West 
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region, increased student tuition and fees was the most implemented tactic. Table 18 provides a 

summary of the most implemented tactics for the Northeast region, Table 19 for the South 

region, Table 20 for the Midwest region, and Table 21 for the West region. Table 22 provides a 

comparison of the implementation percentages for the most implemented tactics by region.   

Table 18 

Implemented Tactics for Institutions in the Northeast Region 

Tactic # 
Implemente

d 

n % Implemented 

Increase fund-raising and development efforts 9 9 100.00% 

Increase enrollment in specific areas 8 9 88.89% 

Use long-range strategic planning for management 
and budgeting 

8 9 88.89% 

Allocate funds primarily based on program needs 8 9 88.89% 

Increase student tuition and fees (academic related 
fees) 

7 9 77.78% 

Invest in energy savings and efficiency measures 7 9 77.78% 

Emphasize teamwork across departments to 
accomplish institutional objectives 

7 9 77.78% 

Increase incidental fees (non-academic related: i.e. 
parking fees) 

6 8 75.00% 

Note. The following states are included in the Northeast region: Connecticut, Maine, Massachusetts, New 
Hampshire, New Jersey, New York, Pennsylvania, Rhode Island, and Vermont.    

 

 

 

 

 

 



 

100 

Table 19 

Implemented Tactics for Institutions in the South Region 

Tactic # 
Implemented 

n % 
Implemented 

Increase fund-raising and development efforts 48 52 92.31% 

Increase student tuition and fees (academic related 
fees) 

47 53 88.68% 

Invest in energy savings and efficiency measures 46 54 85.19% 

Reduce or restrict operating funds 44 54 81.48% 

Faculty/staff salary freeze 43 53 81.13% 

Increase enrollment in specific areas 42 53 79.25% 

Use long-range strategic planning for management and 
budgeting 

42 53 79.25% 

Defer maintenance 42 53 79.25% 

Utilize new funding sources or revenue streams 40 52 76.92% 
Note. The following states are included in the south region: Alabama, Arkansas, Delaware, Florida, 
Georgia, Kentucky, Louisiana, Maryland, Mississippi, North Carolina, Oklahoma, South Carolina, 
Tennessee, Texas, Virginia, West Virginia.    

Table 20 

Implemented Tactics for Institutions in the Midwest Region 

Tactic # Implemented n % 
Implemented 

Increase fund-raising and development efforts 15 15 100.00% 

Invest in energy savings and efficiency measures 15 15 100.00% 

Utilize new funding sources or revenue streams 14 15 93.33% 

Defer equipment purchases 14 15 93.33% 

Initiate targeted cuts 14 15 93.33% 

Defer maintenance 14 15 93.33% 

Emphasize teamwork across departments to accomplish 
institutional objectives 

14 15 93.33% 

Increase student tuition and fees (academic related fees) 13 15 86.67% 

Reduce or restrict operating funds 13 15 86.67% 

Note. The following states are included in the midwest region: Indiana, Illinois, Iowa, Kansas, Michigan, 
Minnesota, Missouri, Nebraska, North Dakota, Ohio, South Dakota, and Wisconsin.  
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Table 21 

Implemented Tactics for Institutions in the West Region 

Tactic # Implemented n % Implemented 

Increase student tuition and fees 29 30 96.67% 

Increase enrollment in specific areas 28 29 96.55% 

Increase fund-raising and development efforts 27 30 90.00% 

Utilize new funding sources or revenue streams 26 30 86.67% 

Defer maintenance 26 30 86.67% 

Reduce or restrict operating funds 24 29 82.76% 

Faculty/staff salary freeze 24 29 82.76% 
Note. The following states are included in the west region: Alaska, Arizona, California, Colorado, Hawaii, 
Idaho, Montana, Nevada, New Mexico, Oregon, Utah, Washington, and Wyoming.  
 

Table 22 

Percentages for Most Implemented Tactics by Region by Enrollment Size 

  Northeas
t 

South Midwest West 

Tactic Implementation 
Rank 

Increase fund-raising and 
development efforts 

1 100% 92.31% 100% 90.00% 

Increase student tuition and fees  2 77.78% 88.68% 86.67% 96.67% 

Invest in energy savings and 
efficiency measures 

3 77.78% 85.19% 100.00% 80.00% 

Increase enrollment in specific 
areas  

4 88.89% 79.25% 73.33% 96.55% 

Defer maintenance 5 55.56% 79.25% 93.33% 86.67% 

Utilize new funding sources or 
revenue streams 

6 66.67% 76.92% 93.33% 86.67% 

Reduce or restrict operating funds 7 55.56% 81.48% 86.67% 82.76% 

Use long-range strategic planning 
for management and budgeting 

8 88.89% 79.25% 80.00% 70.00% 

Initiate targeted cuts 9 55.56% 75.47% 93.33% 72.41% 

Increase enrollments in selected 
programs 

10 62.50% 75.47% 80.00% 66.67% 
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When the tactics were aggregated up to their parent strategy types, differences in the 

implementation frequency can be seen between the geographic regions. In the South region, 

Expenditure Control was the most implemented of the five strategy types. Revenue Enhancement 

was the top strategy type in in the Northeast and Midwest regions. In the West region, the most 

implemented strategy was personnel. Table 23 provides a summary of the implementation 

frequency for each strategy. 

Table 23  

Summary of Reliance on Strategy Type by Region 

   Frequency of Implementation by Region 

Strategy Implementation 
Rank 

Midwest Northeast South West 

Expenditure Control 1 62.00% 45.98% 57.50% 59.04% 

Revenue 
Enhancement 

2 63.95% 55.81% 51.64% 51.52% 

Personnel 3 52.00% 37.21% 50.47% 65.44% 

Course and 
Enrollment 
Management 

4 52.67% 37.93% 52.09% 54.24% 

Operational 
Efficiency  

5 62.67% 43.82% 52.47% 46.46% 

 

Finally, the impact ratings were disaggregated by geographic region. As with the 

previous segmentation by enrollment size, there were differences regarding the most effective 

tactics across geographic regions. In the Midwest, deans rated initiated targeted cuts as the most 

effective tactic for mitigating the loss of state appropriation revenue. This is the only region that 

did not rank a revenue enhancement tactic as the most effective. All five strategies were 

represented in the 10 most effective tactics by deans in the Midwest. Deans in the Northeast 

rated increase student tuition and fees, utilize new funding sources or revenue streams, and 
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increase enrollment in specific areas in a tie as the most effective tactics. Deans in the Midwest 

also cited revenue enhancement tactics as six of the 10 most effective. They did not indicate a 

single expenditure control tactic within the 10 most effective tactics. In both the South and West 

regions, dean cited increase student tuition and fees as the most impactful tactic. As in the 

Midwest, deans in South revenue enhancement strategies were heavily represented with five of 

the 10 most effective tactics coming from this strategy type. Finally, in the West region, deans 

indicated that all of the most effective tactics came from only three of the five strategies; revenue 

enhancement, personnel, and enrollment management. Table 24 provides information regarding 

the perceived impact for Northeast region institutions, Table 25 for South region institutions, 

Table 26 for Midwest regions institutions, and Table 27 for West region institutions.    

Table 24 

Fiscal Impact Rating Distribution of Tactics at Institutions in the Northeast Region 
   Number of Respondents for Each Item 

Tactics Adjusted 
Mean 

Total 
Responses 

Not 
Implemented 

 

Negative 
Impact 

No 
Impact 

Low 
Impact 

Moderate 
Impact 

High 
Impact 

Increase student tuition and fees 3.00 9 2 0 1 0 4 2 

Utilize new funding sources or 
revenue streams 

3.00 9 3 0 0 1 4 1 

Increase enrollment in specific 
areas 

3.00 9 1 0 0 2 4 2 

Utilize federal stimulus funds 2.80 9 4 0 1 1 1 2 

Use long-range strategic 
planning for management and 
budgeting 

2.75 9 1 0 0 2 6 0 

Increase institutional 
enrollment 

2.67 9 3 0 0 3 2 1 

Invest in energy savings and 
efficiency measures 

2.57 9 2 0 1 2 3 1 

Utilize short-term borrowing 2.50 9 7 0 0 1 1 0 

Increase fund-raising and 
development efforts 

2.44 9 0 0 1 3 5 0 

Differential tuition for 
expensive programs 

2.40 9 5 0 0 4 4 2 
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Table 25 

Fiscal Impact Rating Distribution of Tactics at Institutions in the South Region 

 Number of Responses for Each Item 
 

Tactics Adjusted 
Mean 

Total 
Response

s 

Not 
Implemente

d 
 

Negative 
Impact 

No 
Impac

t 

Low 
Impac

t 

Moderate 
Impact 

High 
Impact 

Increase student tuition 
and fees 

2.89 53 6 1 2 13 16 15 

Differential tuition for 
expensive programs 

2.80 53 33 0 1 7 7 5 

Reduced faculty/staff 
through non-replacement 

2.69 52 16 0 0 16 15 5 

Increase enrollment in 
specific areas 

2.69 53 11 0 2 18 13 9 

Utilize new funding 
sources or revenue streams 

2.60 52 12 0 1 19 15 5 

Initiate targeted cuts 2.60 53 13 1 2 15 16 6 

Reduce number of faculty 2.58 54 30 1 2 8 8 5 

Increase fund-raising and 
development efforts 

2.56 52 4 0 4 22 13 9 

Reduce or restrict 
operating funds 

2.52 54 10 1 4 18 13 8 

Utilize federal stimulus 
funds  

2.52 50 19 0 2 16 8 5 
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Table 26 

Fiscal Impact Rating Distribution of Tactics at Institutions in the Midwest Region 

 Number of Responses for Each Item 

 

Tactics Adjusted 
Mean 

Total 
Response

s 
 

Not 
Implemente

d 

Negative 
Impact 

No 
Impac

t 

Low 
Impac

t 

Moderate 
Impact 

High 
Impact 

Initiate targeted cuts 3.36 15 1 0 0 0 9 5 

Increase student tuition 
and fees  

3.15 15 2 0 0 3 5 5 

Mandate faculty/staff 
furloughs 

3.00 15 14 0 0 0 1 0 

Reduce financial 
commitment to athletic 
activities 

3.00 15 14 0 0 0 1 0 

Limit institutional 
enrollment 

3.00 15 14 0 0 0 1 0 

Reduce number or amount 
of scholarships 

3.00 15 13 0 0 1 0 1 

Differential tuition for 
expensive programs 

2.80 15 5 0 0 4 4 2 

Invest in energy savings 
and efficiency measures 

2.67 15 0 0 1 4 9 1 

Use long-range strategic 
planning for management 
and budgeting 

2.67 15 3 0 2 3 4 3 

Initiate across-the-board 
cuts 

2.67 15 6 0 0 4 4 1 
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Table 27 

Fiscal Impact Rating Distribution of Tactics at Institutions in the West Region 

  Number of Responses for Each Item 
 

Tactics Adjusted 
Mean 

Total 
Response

s 

Not 
Implemente

d 

Negative 
Impact 

No 
Impac

t 

Low 
Impac

t 

Moderate 
Impact 

High 
Impact 

Increase student tuition 
and fees  

3.24 30 1 0 0 5 12 12 

Increase institutional 
enrollment 

3.21 30 6 0 1 2 12 9 

Utilize long-term 
borrowing 

3.00 29 27 0 0 0 2 0 

Utilize federal stimulus 
funds  

2.95 30 8 0 0 7 9 6 

Increase enrollment in 
specific areas 

2.86 29 1 0 2 8 10 8 

Increase enrollments in 
selected programs 

2.80 30 10 0 0 6 12 2 

Increase the number of 
adjunct faculty 

2.80 30 10 0 0 7 10 3 

Reduced faculty/staff 
through non-replacement 

2.79 30 6 0 1 7 12 4 

Reduce number of faculty 2.75 30 14 0 1 5 7 3 

Provide program delivery 
primarily based on cost 

2.29 29 22 0 1 1 4 1 

 
Research Question Five 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, were 

the financial management strategies and tactics implemented considered to have satisfied the 

desired level of fiscal stability of academic deans? 

To answer question five, descriptive statistics were calculated in Excel® to report the 

mean score, percentage statistics, and distribution of the survey responses. The five responses 

available to survey participants were Not at all satisfied, Slightly satisfied, Moderately satisfied, 

Very satisfied, and Completely satisfied.  In order to maintain consistency and allow for a 
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comparison with Tate’s (2012) findings from his study of CFOs, these responses were coded on 

a scale from one to five. Based on this scale, the mean score was a 2.89 with a standard deviation 

of 1.02. The majority of academic deans reported that they were only moderately satisfied with 

the implemented tactics. Table 28 lists the summary data for the satisfaction data.  

Table 28 

The Degree to which the Financial Management Responses Implemented Fulfilled the Desired 

Level of Fiscal Stability (n=109) 

 Distribution % 
Not at all satisfied 13 12% 
Slightly satisfied 18 17% 
Moderately satisfied 52 48% 
Very satisfied 20 18% 
Completely satisfied 6 6% 
  100% 

 
Research Question Six 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

channels of information were rated as most influential for academic deans in knowing and 

understanding which financial management strategies and tactics to implement? 

In order to answer question six, descriptive statistics were again calculated to report the 

mean score, percentage statistics, and distribution of the survey responses regarding the level of 

influence the information channels had on their understanding of the financial management 

tactics. The survey participants were presented with seven information channels that influenced 

their selection of financial management tactics. They were then asked to rate these channels on a 

five-point scale based on their level of influence from not at all influential to extremely 

influential. In order to maintain consistency with Tate’s study of CFOs, the same one to five 
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rating scale was utilized. Of the seven choices for information channels, deans cited their own 

personal experience and decision making as the most influential factor and NACUBO and other 

profession trade groups as the least influential. Table 29 presents information regarding the 

ranking for each channel.  

Table 29 

Distribution Chart of Ratings Related to the Influence of Different Information Channels on 
Financial Management Tactic Implementation  

 Not at all 
influential 

Slightly 
Influential 

 

Moderately 
Influential 

Very 
Influential 

Extremely 
Influential 

n Mean 

 # % # % # % # % # % 

Own personal experiences and decision 
making 

4 3.7 13 12.1 35 32.7 32 29.9 23 21.5 107 3.53 

Recommendations and discussions with 
colleagues at my institution 

5 4.6 11 10.2 34 31.5 44 40.7 14 13.0 108 3.47 

What other institutions were 
implementing 

12 11.1 35 32.4 41 38.0 18 16.7 2 1.9 108 2.66 

Recommendations and discussions from 
professional colleagues at other 
institutions 

13 12.0 35 32.4 38 35.2 20 18.5 2 1.9 108 2.66 

Your own formal education 31 28.7 20 18.5 32 29.6 18 16.7 7 6.5 108 2.54 

Information from conferences attended 39 36.4 35 32.7 24 22.4 8 7.5 1 0.9 107 2.04 

Recommendations and information from 
NACUBO or other professional trade 
group 

79 73.8 14 13.1 12 11.2 2 1.9 0 0.0 107 1.41 

 

Research Question Seven 

Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

guided the selection of the financial management response?  

As in both questions five and six, descriptive statistics were calculated in Excel®. In this 

question, participants were asked to rank order the five influencing factors on their selection of a 

financial management response. The most influential factor was scored as a five, while the least 

implemented factor was scored as a one. Based on this scale, deans in the survey indicated that 
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avoiding perceived negative political impact was the top factor guiding the selection of their 

financial management response with a mean score of 3.74. Conversely, implemented as needed 

to maintain fiscal stability; no overarching approach was the least cited factor among the 

academic deans in the study with a mean score of 2.35. Table 30 provides information on the 

means and number of responses for each of the five factors.  

Table 30 

Summary of Factors Guiding the Selection of Financial Management Response  

Factor Mean n 

Avoidance of perceived negative political impact 3.74 96 

Implemented tactics according to the institutional strategic plan 3.1 101 

Perceived level of highest fiscal impact 2.89 98 

Perceived to be least intrusive for campus constituents 2.71 98 

Implemented as needed to maintain fiscal stability, no overarching approach 2.35 96 

 

Research Question Eight 

  Is there a difference in the pattern of financial management strategy types implemented 

at public four-year institutions based on enrollment size? 

In his study, Tate (2012) conducted an exploratory factor analysis to determine the 

statistical patterns of correlation among the tactics and to reduce the tactics to a smaller set of 

strategy types. The results of the factor analysis led to the development of a five-factor model 

with 32 of the 50 tactics. A total of 18 tactics were excluded due to low commonality. Tate 

concluded that the statistical factor structure was not aligned with his original five strategy 

constructs developed based on his literature review. Based on these findings, he developed a new 

factor structure (p. 127). Table 31 provides the factor groups and tactics identified by Tate.  
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Table 31 

Financial Management Tactics Grouped by Factor 
Factor Group Tactic 

Factor 1: Course and 
Program Management 

Eliminate courses 
Collapse courses into fewer, larger sections 
Mandate faculty/staff furloughs 
Re-engineer work tasks 
Reduce and/or modify scope of activities of institution  
Reduce number of faculty 
Provide program delivery based primarily of cost 
Reduce faculty/staff through non-replacement 
Apply break-even analysis to programs 
Eliminate programs 

Factor 2: Expense 
Management 

Reduce or restrict operating funds 
Initiate a hiring freeze 
Defer equipment purchases 
Reduce funding available for professional development and travel 
Increase fundraising and development efforts 
Increase incidental fees  
Defer maintenance 

Factor 3: Institutional 
Services and Support 

Reduce funding and staffing for library services and student services 
Reduce funding for student life activities 
Increase use of restricted funds 
Reduce number or amount of scholarships 
Increase number of adjunct faculty 

Factor 4: Enrollment Increase enrollments in selected programs 
Increase institutional enrollments  
Increase enrollments in specific areas  
Limit institutional enrollments 
Increase student/faculty rations 

Factor 5: Personnel Lay-off personnel 

Outsource operations and services previously provided internally 
Reduce permanent staff positions 
Implement or enhance a phased retirement program 
Reduce number of administrative positions 
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For this study, these 32 tactics and five factors identified by Tate are used for the 

exploratory factor analysis. The exploratory factor analysis test was run within SPSS® using the 

maximum likelihood extraction method and varimax rotation. Figure one presents the scree plot 

for the exploratory factor analysis, and Table 32 provides the Eigenvalues scores. The five-factor 

solution explains 45.395% of the variability in the 32 items included in the best solution factor 

analysis. This is consistent with the 45.036% variability finding from Tate’s original five-factor 

analysis.  

 
 

 
Figure 1.  Scree plot of EFA with five items. 
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Table 32 

Eigenvalues and Variances Explained of Best Simple Solution Factor Analysis with 32 Items 

 
Initial Eigenvalues 

Factor Total % of Variance Cumulative % 

1 6.522 20.382 20.382 

2 2.694 8.419 28.801 

3 2.147 6.709 35.510 

4 1.661 5.191 40.702 

5 1.502 4.694 45.395 

 
 Based on these new strategy constructs, a profile analysis was conducted comparing the 

strategy implementations rates between the three enrollment size classifications. A profile 

analysis was performed on the five-factor solution created from Tate’s (2012) exploratory factor 

analysis. SPSS® generalized linear modeling was utilized for the analysis. The scores were 

converted to z-scores and a repeated measure ANOVA (GLM) was conducted to get results with 

strategy and enrollment as a between-subjects factor. The Greenhouse-Geisser correction for F 

values was used because the data did not pass the assumption of sphericity.  Based on the 

evaluation of strategy as a factor, F(3.69, 390.93) = .256, p = .893 and strategy by enrollment 

interaction, F(7.39, 390.93) = 1.754, p = .091, there was not a significant difference between 

strategies or size of institution. Figure two presents the profile plot for the estimated marginal 

means.  
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Figure 2.  Estimated marginal means. 

Research Question Nine  

Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, was 

there a difference in the dean’s perception of the effectiveness of the implemented tactics and 

strategies based on the academic focus of their college? 

In order to answer question nine, descriptive statistics for tactic effectiveness were 

calculated for deans of both liberal arts and professional preparation colleges. Of the 109 

participants who completed the survey, 30 indicated that the academic focus of their college was 
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on the liberal arts and 79 deans indicated their colleges focused on professional preparation. The 

means for each group were calculated and the tactics were ranked. Among deans overseeing 

professional preparation colleges, increasing student tuition and fees was perceived to be the 

most impactful tactic. Deans at liberal arts colleges indicated that reducing faculty and staff 

through non-replacement was the most effective tactic. The greatest difference in the rankings 

between the two groups was with the differentiated tuition for expensive programs. While deans 

at professional preparation colleges ranked this tactic as the 2nd most impactful, liberal arts deans 

ranked it 39th. Another tactics with a large difference in rankings was utilizing long-term 

borrowing. Deans at professional preparation colleges ranked this tactic 9th, while their 

colleagues in liberal arts colleges ranked it 45th.  Table 33 compares the rankings and adjusted 

means for the 10 most impactful tactics between the two groups of deans.  
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Table 33 

Tactics Rated with the Greatest Fiscal Impact by Deans of Professional Preparation Colleges 

 
Professional 
Preparation 

Liberal Arts 

Tactic Rank 
Adjusted 

Mean Rank 
Adjusted 

Mean 

Increase student tuition and fees  1 3.13 4 2.77 

Differential tuition for expensive 
programs 

2 2.81 39 2.00 

Increase institutional enrollment 3 2.80 7 2.63 

Increase enrollment in specific areas 4 2.69 2 2.84 

Utilize new funding sources or revenue 
streams 

5 2.66 19 2.32 

Utilize federal stimulus funds  6 2.64 6 2.76 

Increase fund-raising and development 
efforts 

7 2.57 10 2.54 

Reduced faculty/staff through non-
replacement 

8 2.54 1 3.00 

Utilize long-term borrowing 9 2.50 45 1.80 

Reduce or restrict operating funds 10 2.49 16 2.42 

Reduce number of faculty 13 2.44 3 2.81 

Increase the number of adjunct faculty 14 2.43 5 2.76 

Increase enrollments in selected 
programs 

12 2.44 8 2.58 

Initiate targeted cuts 19 2.33 9 2.57 

 

When the two groups of deans were questioned regarding their satisfaction with the 

overall fiscal response to the loss of state appropriation revenue, there did not appear to be a 

large split between the two groups.  Table 34 provides a comparison of the count, percentage, 

and number of responses for the satisfaction rankings of each group.  
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Table 34 

Comparison of Satisfaction with Overall Institution Fiscal Response by Academic Focus 

 Professional Preparation Liberal Arts 

Total  Count % Count % 

Not at all satisfied 9 11% 4 13% 13 

Slightly satisfied 13 16% 5 17% 18 

Moderately satisfied 39 49% 13 43% 52 

Very satisfied 12 15% 8 27% 20 

Completely satisfied 6 8% 0 0% 6 

Total 79  30  109 

 
Research Question Ten 

Were the perceptions regarding the effectives of the implemented tactics and strategies 

significantly different between CFOs and academic deans? 

To answer research question ten, data from Tate’s (2012) study of CFOs was compared 

to the findings in this study. Descriptive statistics regarding the effectiveness of the implemented 

tactics including rankings, adjusted means and number of responses were compared. While the 

top five tactics rated by deans as the most financially effective are also represented in top 10 

rated by CFOs, there are noteworthy differences in numbers six through ten. Both academic 

deans and CFOs rated increasing student tuition and fees as the most effective tactic for 

offsetting the loss of state appropriation revenue.  

The largest difference in rankings between the two groups occurred with the increasing 

fundraising and development efforts tactic. While academic deans ranked this tactic as the 9th 

most effective tactic, CFOs ranked it 38th. The reasons for this break in perception regarding the 

effectiveness of fundraising may be due to the financial impact of this tactic at the college versus 
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institutional level and the evaluation criteria of CFOs and academic deans. The academic dean’s 

focus may be on the financial health of their individual college rather than the institution as a 

whole. As such, the fundraising the deans are undertaking may have a far greater effect on the 

financial health of their college than the entire institution. Additionally, as noted in the literature 

review (Hodson, 2010), deans are increasingly being evaluated based on their ability to 

fundraise. These two factors may help explain this disparity in the perception of the financial 

impact of fundraising. Table 35 provides information regarding the comparison between the two 

groups.  

Table 35 

Comparison of the Tactics Considered Most Fiscally Impactful by Academic Deans and CFOs 

Tactic 
Dean 
Rank 

Mean for 
Deans  Dean n 

CFO 
Rank 

Mean for 
CFOs CFO n 

Increase student tuition and fees 1 3.03 108 1 3.33 74 

Increase institutional enrollment 2 2.74 107 6 2.81 75 

Increase enrollment in specific areas 3 2.73 107 9 2.74 75 

Utilize federal stimulus funds 4 2.67 108 2 3.00 75 

Differential tuition for expensive 
programs 5 2.67 107 5 2.86 76 

Reduced faculty/staff through non-
replacement 6 2.66 108 15 2.67 73 

Utilize new funding sources or 
revenue streams 7 2.57 107 21 2.44 75 

Reduce number of faculty 8 2.56 108 24 2.37 76 

Increase fund-raising and 
development efforts 9 2.56 106 38 2.12 75 

Increase the number of adjunct 
faculty 10 2.51 108 19 2.49 75 

Initiate targeted cuts 15 2.4 107 10 2.74 75 

Faculty/staff salary freeze 19 2.33 107 4 2.86 75 

Utilize long-term borrowing 22 2.29 101 7 2.80 75 

Mandate faculty/staff furloughs 25 2.23 107 3 2.96 75 

Limit institutional enrollment 46 1.87 108 8 2.78 75 
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Summary 

This chapter presented the results of the analysis required to answer the 10 research 

questions posed in this study. An analysis utilizing descriptive statistics provided information 

regarding the most and least implemented strategies, as well as, the financial impact of the 

implemented tactics by geographic regions and enrollment size. Further descriptive statistics 

were used to analyze the factors influencing academic deans in the selection of tactics as well as 

their satisfaction with the overall effectiveness of the implemented tactics in mitigating the loss 

of state appropriation revenue at their institution. Finally, descriptive statistics were used to 

analyze any differences in the implementation of tactics across enrollment size, differences in the 

perceptions of the effectiveness of tactics between the CFOs in Tate’s (2012) study, and 

differences in the perceptions of the effectiveness of the tactics between the deans based on the 

academic focus of the colleges they oversee. The following chapter will present findings and 

conclusions from the study, recommendations for policy and practice, and finally 

recommendations for future study.   
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CHAPTER V: 

FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 

Introduction 

The purpose of this study was to gain insight into the perceptions of academic deans at 

public four-year institutions during periods of environmental decline. In his work, Tate (2012) 

called for a future study regarding the perceptions of institutional leaders other than the CFOs to 

the implemented financial management tactics at the institutions in his survey population. Tate 

specifically identified provosts and academic deans as stakeholders involved in the strategy 

development and implementation process for future study. Based on this direction, this study 

replicated Tate’s (2012) study but enlarges it to include the perceptions of academic deans at the 

public four-year institutions identified in his study population. Based on the data collected, a 

comparison of the perceptions from the CFOs in the first study is made to the data made on 

academic deans in this study.  

The core revenue stream of state appropriations is continuing its decades-long decline as 

competing interests squeeze higher education out. In response, institutions are looking to 

diversify income streams rather than implement cuts that may negatively effect their ability to 

support the institution’s mission. Within higher education, there is a collection of financial 

management strategies and tactics that can be used in response to environmental decline (Tate, 

2012). While the shorter-term tactics of cost cutting and tuition increases remain common, 

longer-term strategic tactics focused on developing key partnerships with institutional 

constituents are growing. Academic deans play a central organizational role in these longer-term 
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strategic moves as boundary-spanners capable of informing the decisions of CFOs and as 

fundraisers developing alternative revenue sources to replace eroding state appropriations.  

This chapter will present a summary of findings for the research questions, followed by 

the conclusions drawn from the research. After a discussion of these conclusions, 

recommendations for policymakers and practitioners will be presented, followed by 

recommendations for future research. Finally, concluding thoughts from the researcher will 

provide context and further insight into the results of the study.  

Findings 
Research Question One 

Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most and least implemented? 

  When faced with a reduction in the core revenue stream of state appropriations, academic 

deans indicated that the 10 most implemented tactics spanned four of the five strategy types. Of 

these 10 most implemented tactics, deans cited tactics from the revenue enhancement and 

expenditure control strategies three times each, while tactics from the operational efficiency and 

course and enrollment management strategies were cited twice each. None of the tactics in the 

personnel strategy type were indicated in the 10 most implemented tactics. As with the most 

implemented tactics, the tactics indicated as the least implemented by deans were once again 

distributed across the same four strategy types with personnel excluded. Among the least 

implemented, deans cited tactics from the revenue enhancement and course and enrollment 

management strategies three times each, while tactics from the expenditure control and 

operational efficiency strategies were cited twice each.  
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  Of the 50 tactics provided to the academic deans in the survey, the revenue enhancement 

tactic of increasing fundraising and development efforts was the most implemented with 100 of 

107 deans indicating it was implemented at their institution in response to the loss of state 

appropriation revenue or at a 93.46% implementation rate. Two other revenue enhancement 

tactics placed among the 10 most implemented. Increasing student tuition and fees was cited as 

being implemented by 97 of the 108 deans or at a 89.81% rate and utilizing new funding sources 

was indicated by 87 of 107 deans or at a 81.3% implementation rate. While revenue 

enhancement tactics were popular for mitigating the loss of state appropriation revenue, other 

strategy type tactics were also implemented at high rates. The traditional cost cutting tactics of 

deferred maintenance, reducing or restricting operating funds, and targeted cuts were often 

implemented. Enrollment management was also represented in the 10 most implemented tactics 

with a focus on increasing enrollments in specific areas and programs that were profitable to the 

institution. Finally, the operational efficiency tactics of investing in energy saving and efficiency 

measures and long-term strategic planning rounded out the top ten. While it is not surprising that 

increasing tuition and fees is heavily relied upon to offset loss tuition revenue, the high 

implementation rate of fundraising and development efforts is worth highlighting. Likewise, the 

utilization of new funding sources and revenue streams was also highly implemented with an 

81.31% implementation rate. Both of these indicate that deans are looking to fundraising as well 

as other revenue sources such as private, state, and federal grants to offset revenue losses in other 

areas.  

Of the least implemented tactics, limiting institutional enrollments was the least cited 

with only 15 of 108 deans or 13.89%. Two other course and enrollment management tactics in 

the bottom 10 accompanied this tactic. These were reducing the number of scholarships and 



 

122 

providing program delivery primarily based on cost. The revenue enhancement strategies of 

utilizing long term debt or short-term debt both placed in the bottom ten. Borrowing, both short 

and long-term, also had very low implementation rates with only 15.53% indicating short-term 

borrowing and 16.83% indicating that long-term borrowing was used to offset the state 

appropriation revenue loss. They were joined by the tactic of requesting that donors allow 

restricted gifts be used for other purposes.  Institutions also did not implement tactics from the 

expenditure control strategy that effected student life or athletics. Finally, the operational 

efficiency tactics of implementing TQM programs and growth by substitutions were 

implemented at low rates. 

Aggregating the implementation rates for the individual tactics up to their parent strategy 

types provides a picture of the most popular strategies implemented in response to a decline in 

state appropriation revenue. Of the five strategy types, expenditure control was the most 

implemented with a 57.60% followed very closely by revenue enhancement at 57.48%. When 

faced with revenue decline, deans cited seeking other revenue streams to offset the loss or 

reducing institutional expenses as the most implemented. The chart below provides data 

regarding the number of times tactics from each strategy type was implemented, the total number 

of times tactics from the strategy could have been implemented, and the percentage of times 

tactics from that construct were implemented. Figure three lists the implementation rates across 

the strategy types. 
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Figure 3.  Implementation rates by strategy type. 

These findings are consistent with the literature on higher education responses to 

declining revenue and financial distress (Chaffee, 1984; Ganzert, 2000; Garrett, 2007; Morriss-

Olson, 1995; Novak, 2009; Riley, 1994; Tate, 2012; Zachary, 1991). When faced with a loss in 

state appropriation revenue, institutions often respond with the traditional, short-term tactics of 

cutting costs and increasing tuition.  However, the high implementation rate of fundraising as a 

tactic to offsetting declining state financial support points to the growing importance of this 

function for academic deans (Hodson, 2010; Kolsten, 2006; Kramper, 1996; McBride, 2010) and 

a more innovative approach to offsetting the loss revenue (Garrett & Poock, 2011; Riley, 1994). 

In their study, Garrett and Poock (2011) found that cultivating alternative funding sources was 

more favored by provosts and deans than CFOs. They noted it is probable that provosts and 

deans have more knowledge and access to alternative funding sources, such as grants, than CFOs 

(p. 886).  
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Research Question Two 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, which 

financial management strategies and tactics were rated as having the most and least fiscal 

impact? 

While research question one focused on the frequency of implementation, question two 

focused on the dean’s perception of the effectiveness of the given tactics in offsetting the loss of 

state appropriation revenue at their institution. The results indicated that academic deans 

perceived increasing student tuition and fees as the most effective tactic to mitigating the loss of 

state appropriations. Of 108 respondents, 34 rated this tactic as having a high fiscal impact, 37 

rated it as having a moderate fiscal impact, and 22 rated is as having a low fiscal impact. 

Conversely, institute growth by substitution rather than addition was perceived as the least 

effective tactic. Of the 104 respondents to this question, only one rated it as highly impactful, six 

as moderately impactful, and eight as minimally impactful. While increasing fundraising was the 

most implemented tactic cited by the academic deans in the survey, it only placed 9th in terms of 

effectiveness. The mean scores for the most effective tactics are provided in Table 36. A mean 

score of zero signifies that academic deans perceived the tactic had a negative financial impact 

while a score of four signifies that the tactic was implemented with a high financial impact. 

Table 37 provides a comparison of the impact and implementation ratings for the 10 tactics 

deans rated as most implemented and most effective at mitigating the loss of state appropriation 

revenue at their institution.  
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Table 36 

Fiscal Impact Rating by Tactic Considered Most Fiscally Impactful 

Rank Tactic Mean 

1 Increase student tuition and fees  3.03 
2 Increase institutional enrollment 2.74 
3 Increase enrollment in specific areas  2.73 
4 Utilize federal stimulus funds  2.67 
5 Differential tuition for expensive programs 2.67 
6 Reduced faculty/staff through non-replacement 2.66 
7 Utilize new funding sources or revenue streams 2.57 
8 Reduce number of faculty 2.56 
9 Increase fund-raising and development efforts 2.56 
10 Increase the number of adjunct faculty 2.51 

 
Table 37 

Implementation Rank and Fiscal Impact Rating for 10 Most Impactful tactics  

Tactic Implementation 
Rank 

Impact Rank 

Increase student tuition and fees 2 1 
Increase institutional enrollment 11 2 
Increase enrollment in specific areas 4 3 
Utilize federal stimulus funds 22 4 
Differential tuition for expensive programs 36 5 
Reduced faculty/staff through non-replacement 13 6 
Utilize new funding sources or revenue streams 6 8 
Increase fund-raising and development efforts 1 9 
Increase the number of adjunct faculty 17 10 
Invest in energy savings and efficiency measures 3 14 
Defer maintenance 5 32 
Reduce or restrict operating funds 7 13 
Use long-range strategic planning for management 
and budgeting 

8 11 

Initiate targeted cuts 9 15 
Increase enrollments in selected programs 10 12 
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  As with the 10 most impactful tactics, there was some consistency between the impact 

and implementation rankings of the least impactful tactics. Of the list of the 10 least impactful 

tactics, five were also in the 10 least implemented tactics. In examining the least impactful 

tactics, institute growth by substitution rather than addition was cited as the least impactful tactic. 

Garrett (2007) defined this tactic as pursuing a regimen for resource allocation that requires 

program enhancement costs to equal program reductions. This was followed closely by both 

eliminating courses and implementing TQM. It is not surprising that there was overlap at the 

bottom of the implementation and effectiveness lists. However, there were two tactics that were 

in the top half based on implementation rates and the bottom 10 for effectiveness. While 

deferring equipment purchases was a relatively popular tactic, it was ranked in the bottom 10 

tactics for effectiveness. Likewise, the reduction of funding for professional development and 

travel was rates as having a relatively high implementation rank but low impact rating. This may 

be due to the limited effectiveness of these relatively small, one time cuts in mitigating the 

larger, sustained erosion institutions are experiencing. Table 38 lists the least impactful tactics by 

their implementation and impact ranks. Table 39 provides a comparison of the fiscal impact 

rating and implementation rank for the 10 least implemented and least fiscally impactful tactics. 
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Table 38 

Fiscal Impact Rating by Tactic Considered Least Fiscally Impactful 

Rank Tactic Mean 

50 Institute growth by substitution rather than addition 1.71 
49 Implement TQM 1.74 
48 Eliminate courses 1.74 
47 Apply break-even analysis to programs 1.85 
46 Limit institutional enrollment 1.87 
45 Reduce number of administrative positions 1.91 
44 Reduce financial commitment to athletic activities 1.94 
43 Reduce funding for student life activities 1.96 
42 Reduce funding available for professional development and travel 1.97 
41 Defer equipment purchases 1.97 

 
Table 39 

Implementation Rank and Fiscal Impact Rating for 10 Least Fiscally Impactful Tactics 

 Implementation 
Rank 

Impact 
Rank 

Institute growth by substitution rather than addition 41 50 
Implement TQM 46 49 
Eliminate courses 28 48 
Apply break-even analysis to programs 40 47 
Limit institutional enrollment 50 46 
Reduce number of administrative positions 27 45 
Reduce financial commitment to athletic activities 49 44 
Reduce funding for student life activities 43 43 
Reduce funding available for professional development and travel 24 42 
Defer equipment purchases 13 41 
Utilize short-term borrowing 48 35 
Request that donors allow restricted gifts be used for other purposes 44 27 
Provide program delivery based primarily on cost 42 24 
Reduce number or amount of scholarships 45 21 
Utilize long-term borrowing 47 22 
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Research Question Three 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most implemented and rated as having 

the most fiscal impact based on enrollment size? 

   In order to analyze the tactics implemented and their perceived effectiveness by 

enrollment size, the data was disaggregated into three enrollment size categories. Institutions 

with enrollments of between 0 and 9,999 students were classified as small, those with between 

10,000 and 19,999 were classified as medium, and those institutions with greater than 20,000 

students were classified as large. While most of the tactics implemented across the 3 size 

categories were consistent with the overall rankings, there were a few exceptions.  

  The first of these is the reliance on the personnel strategy tactic of salary freezes for 

faculty and staff. As previously noted in research question one, the tactics within the personnel 

strategy were noticeably absent from the overall implementation rankings. However, the results 

indicated that small institutions relied on salary freezes for faculty and staff as the most 

implemented tactic with a 86.21% implementation rate. This was in contrast to the overall 

results, which had increasing fundraising efforts and increasing tuition as the most implemented 

tactics.  This focus on these revenue-enhancing strategies is consistent with the medium and 

large institutions in the study. In fact, neither of these categories of larger institutions listed 

faculty and staff salary cuts in their 10 most implemented tactics. A second exception worth 

noting was the emergence of the emphasizing teamwork across organizational boundaries tactic 

in both the small and large institutions. While this tactic was not listed in the 10 most 
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implemented tactics overall it was ranked 9th among small intuitions with 22 or 29 deans 

indicating that it was utilized at their institutions and 10th at large institutions with 44 of 59 

deans. A third finding was the high implementation rate of reducing the funding available for 

professional development and travel at medium sized institutions. Lastly, large institutions were 

far more likely to leverage the tactic of increasing enrollments than either small or medium sized 

institutions. In fact, only deans at large institutions had this tactic in the 10 most implemented 

tactics.  

When the tactics were aggregated up to their parent strategy types, differences in the 

implementation frequency can be seen between the enrollment size categories. Large institutions 

relied most heavily on revenue enhancement and rarely implemented tactics from the operation 

efficiency strategy type. Medium institutions focused primarily on expenditure control tactics 

and implemented course and enrollment management tactics the least often. Finally, small 

institutions implemented the expenditure control tactic most often and the revenue enhancement 

tactic the least often. Larger institutions relied more heavily on revenue enhancement options for 

replacing lost state appropriation revenue.  

Finally, the impact ratings were divided by enrollment size. When analyzed by 

enrollment size, there were clear differences in the impact ratings across institutions. Academic 

deans at small institutions rated differential tuition for expensive programs as the most impactful, 

when implemented. However, it is critical to note that this tactic was only noted as being 

implemented by five of the 29 deans at small institutions. Of the 10 tactics rated as being most 

impactful by academic deans at small institutions, there was relatively equal coverage of all five 

strategies.  At medium sized institutions, academic deans rated increase enrollment in specific 

areas as the most impactful tactic. An examination of the 10 most impactful tactics shows a 
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relatively heavy representation of personnel strategy tactics and revenue enhancement strategy 

tactics. However, expenditure control tactics were not cited in the top by academic deans at 

medium-sized institutions. Lastly, large institution deans rated increase student tuition and fees 

as the most effective. Of the five strategy types, large institutions rated revenue enhancements as 

the most effective with six of the top 10 tactics coming from this group. Course and enrollment 

management accounted for three of the 10 most effective tactics and one tactic was from the 

personnel strategy. Both expenditure control and operational efficiency were absent from the top 

10 effective tactics list.  

There were some striking differences between the deans’ perceptions regarding the 

effectiveness of tactics based on institutional size. Once again, deans at large institutions 

indicated several revenue enhancement tactics as being very effective in mitigating the loss of 

state appropriation revenue at their institutions. While their colleagues at smaller institutions 

placed a greater emphasis on cost cutting and efficiency tactics. There were also several 

commonalities between the deans in the three size categories. Deans across all three categories 

cited fundraising and increasing student tuition and fees as the most impactful. This is not 

surprising, as these tactics represent a direct infusion of cash into institutional coffers.  

Larger institutions appear to have more revenue enhancement options available to them 

for replacing lost state appropriation revenue. Unlike smaller institutions, they can draw on 

increasing tuition or increasing institutional enrollments. However, smaller institutions appear 

less likely to implement these revenue enhancement tactics possibly due to their student 

population being more price sensitive or the institution’s lack of national brand recognition 

needed to increase enrollment size. 
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Research Question Four 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

financial management strategies and tactics have been most implemented and rated as having 

the most fiscal impact based on geographic region? 

Four geographic regions are defined in the survey as northeast, south, midwest, and west. 

The most implemented tactic in the midwest, northeast and south regions was increased 

fundraising and development efforts. In the west region, increased student tuition and fees was 

the most implemented tactic. The chart below provides a graphical depiction of the 10 most 

implemented tactics with their implementation rates across the four geographic regions. Figure 4 

depicts the implementation rates for the 10 most implemented tactics by geographic region.  
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Figure 4.  Tactic implementation rates by geographic region. 

Next, the impact ratings were divided by geographic region. As with segmentation across 

enrollment size, there were differences regarding the most effective tactics across geographic 

regions. In the midwest, deans rated initiated targeted cuts as the most effective tactic. This is the 

only region without a revenue enhancement tactic not rated as the most effective. All five 

strategies were represented in the 10 most effective tactics by deans in the midwest. Deans in the 

northeast rated increase student tuition and fees, utilize new funding sources or revenue streams, 

and increase enrollment in specific areas in a tie as the most effective tactic. Deans in the 

midwest also cited revenue enhancement tactics as six of the 10 most effective. They did not 

indicate a single expenditure control tactic within the 10 most effective tactics. In both the South 
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and west regions, dean cited increase student tuition and fees as the most impactful tactic. As in 

the midwest, deans in south revenue enhancement strategies were heavily represented with five 

of the 10 most effective tactics coming from this strategy type. In the west region, deans 

indicated that all of the most effective tactics came from only three of the five strategies; revenue 

enhancement, personnel, and enrollment management.  

Finally, when the tactics were aggregated up to their parent strategy types, differences in 

the implementation frequency can be seen between the geographic regions. The course and 

enrollment management strategy was far less likely to be implemented in the northeast region 

than any of the other regions. Institutions in the midwest implemented revenue enhancement and 

operational efficiency tactics far more often than institution in other regions. Deans in the west 

region indicated that their institutions relied more heavily on personnel tactics than any other 

region. Figure 5 provides a chart of the implementation rates by geographic region for each 

strategy. 
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Figure 5.  Strategy implementation rates by geographic region. 

The heavy use of personnel tactics by institutions in the West region may be a result of 

the severe budget shortfalls experienced by many western states following the 2008 economic 

recession. The use of austere cost cutting measures at several large university systems included 

in the study population such as California State University and the University of California may 

be driving this spike in personnel strategies in the West region. California represents an extreme, 

high profile example of the financial distress facing many state budgets. While the study 

population included all public four-year institutions experiencing at least a 5% drop in state 

appropriation revenue in 2009, ranking the institutions by the severity of the decline that year 

demonstrates how drastic the cuts were in California. Of the top 25 institutions on the list as 

ranked by the year-to-year loss in state appropriation revenue in 2009, California had 19 of the 

25 schools on the list with the remaining coming from Oregon and South Carolina.  
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Clearly, the effect was particularly widespread and severe in the West region. As the 

California state legislature dealt with severe budget deficits, the University of California system 

experienced a $1 billion cut in state support during the recession (Gardner & Blumenstyk, 2012). 

In an effort to address these massive shortfalls, the system implemented cost saving and revenue 

generating measures by eliminating nearly 8,000 jobs through layoffs or attrition, capping or 

cutting enrollments, and increasing student fees (Kelderman, 2012). 

Research Question Five 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, were 

the financial management strategies and tactics implemented considered to have satisfied the 

desired level of fiscal stability of academic deans? 

As institutional leaders implemented their responses to the loss of state appropriations in 

the years following 2009, there appears to be less than overwhelming support among deans in the 

study for the strategies. While only 5% of the participants indicated that they were Completely 

satisfied with the strategy’s success in achieving the desired fiscal stability, 12% indicated that 

they were Not at all satisfied. In fact, 39% of the respondents indicated that they were only 

slightly or not at all satisfied with the response. Figure 6 provides a chart of the response 

percentages for their satisfaction levels.  
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Figure 6.  Satisfaction level with institutional response. 

Given the academic deans role as boundary spanners interacting with both internal and 

external stakeholders, they hold a unique perspective of the effect of the organization’s response. 

They interact on a daily basis with senior administrators, other deans, faculty, alumni, and 

business leaders (Bright & Richards, 2001). These interactions provide a perspective of the 

institutions response based on its effect on all of these stakeholders. While most senior 

administrators As such, the less than resounding support for the implemented tactics should be 

noted by institutional leaders.  

Research Question Six 

  What channels of information were rated as most influential for academic deans in 

knowing and understanding which financial management strategies and tactics to implement? 

  Given the growing importance of the financial management role of academic deans, the 

information channels that influence their financial understanding were analyzed. Deans in the 

study indicated that their own personal experience and discussions with colleagues at their 
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institutions were the most influential information channels. Given the literature that presents 

strong evidence that they enter this role with little preparation (Kolsten, 2006; McBride, 2000), it 

is worth noting that 16% of the responding deans opted out of the study citing their relatively 

short tenures in the position and lack of qualification to answer questions pertaining to their 

institution’s financial management strategies since the 2009 fiscal year. Both Kolsten (2006) and 

McBride (2000) noted that many deans often feel their previous experience did not adequately 

prepare them for their new financial management responsibilities. While participants were not 

questioned regarding their length of tenure in the dean role, it is possible that the sample was 

skewed to more seasoned deans with greater financial management experience.  

Research Question Seven 

Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, what 

guided the selection of the financial management response?  

The academic deans participating in the study indicated that avoiding perceived negative 

political consequences was the top factor guiding the selection of a financial management 

response. This was followed closely by being guided by the strategic plan. Interestingly, the 

perceived fiscal impact of the implemented response was only ranked 3rd on the list. Figure 7 

displays the mean scores for the factors guiding the selection of financial management response.  



 

138 

 

Figure 7.  Factors guiding financial management response. 

The indication by academic deans that the avoidance of risk was more important than the 

perceived fiscal impact of the tactic supports the use of rational choice theory in this study. 

Simon (1956) stated that individuals tend to select courses of action that avoid negative 

consequences even when more beneficial courses of action are available.  Deans, while 

balancing competing political interests, can be reasonably expected to make rational choices 

based on maintaining the financial health of their institution. However, they must balance this 

objective with the political realities they face. Political behavior has been shown to influence 

organizational decision-making (Dean & Sharfman, 1996).  As institutional administrators, they 

should make financial management decisions in the best interests of the overall organization. 

However, the influences of internal politics and external constituents may play a role in their 

choices.  
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Research Question Eight 

  Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, is 

there a difference in the pattern of financial management strategy types implemented at public 

four-year institutions based on enrollment size? 

For this study, the 32 tactics and five factors identified by Tate (2012) were used for the 

exploratory factor analysis. These factors were course and program management, expense 

management, institutional services and support, enrollment, and personnel. Based on these new 

strategy constructs, a profile analysis was conducted comparing the strategy implementations 

rates between the three enrollment size classifications. The profile analysis (Tabachnick & 

Fidell, 2007) indicated that there was not a significant difference between strategies or size of 

institution in responding to eroding state appropriation revenue.  

Research Question Nine 

Among academic deans at the public four-year colleges and universities in the United 

States that experienced a drop of at least 5% in their state appropriation revenue in 2009, was 

there a difference in the dean’s perception of the effectiveness of the implemented tactics and 

strategies based on the academic focus of their college? 

The survey participants included 30 academic deans from colleges focused on the liberal 

arts and 79 deans from colleges focused on professional preparation. Among deans overseeing 

professional preparation colleges, increasing student tuition and fees was perceived to be the 

most impactful tactic. Deans at liberal arts colleges indicated that reducing faculty and staff 

through non-replacement was the most effective tactic. In fact, three of the top five tactics deans 

of liberal arts colleges’ rated for being effective dealt with personnel. This is in contrast to deans 
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of professional preparation colleges who indicated that their top five most effective tactics all 

dealt with either revenue enhancement or increasing enrollments.  

This break between the two groups may be caused by the influence of the recession on 

employment for new college graduates and the very public debate on rising student debt. With 

average debt at graduation reaching $29,000 (Hiltonsmith & Draut, 2014) and the ranks of 

unemployed and underemployed new college graduates recently over 53% (Yen, 2012), liberal 

arts programs may face challenges attracting students who are increasingly concerned with post-

graduation employment and debt. In this environment, professional preparation programs may be 

more likely to attract these students with promises of developing more lucrative, professionally 

focused skills.  

This ability to adapt to changes in the external environment in order to attract resources is 

consistent with the resource dependence theory (Pfeffer & Salancik, 1978) and population 

ecology theory (Hannan & Freeman, 1977). Resource dependence theory states that institutions 

are dependent on external stakeholders for the resources they need to remain viable. To secure 

these resources, the organization must adapt to the changing market and foster strong 

relationships with these external constituents.  According to population ecology theory, 

organizations operate in a dynamic and competitive environment requiring constant adaptation in 

order to survive. Organizations that quickly adapt to maintain an optimal fit with their 

environment are more likely to succeed.   

 While this break does exist between professional preparation and liberal arts deans, they 

do appear to be consistent regarding their perception of the effectiveness of their strategies in 

achieving fiscal stability in the face of the revenue decline. Among liberal arts deans, 23% rated 

their satisfaction level as either very of completely satisfied. For professional preparation deans, 
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27% rated their satisfaction as either very or completely satisfied. Figure 8 provides a bar chart 

showing the percentages for each of the ratings for both groups.  

 

Figure 8.  Comparison of satisfaction levels by academic focus. 

Research Question Ten  

 Were the perceptions regarding the effectives of the implemented tactics and strategies 

significantly different between CFOs and academic deans? 

To answer research question nine, data from Tate’s (2012) study of CFOs was compared 

to the findings in this study. While the top five tactics rated by deans as the most financially 

effective are also represented in top 10 rated by CFOs, the largest difference in rankings between 

the two groups occurred with the increasing fundraising and development efforts tactic. While 

academic deans ranked this tactic as the ninth most effective tactic, CFOs ranked it 38th. As 

noted in a previous research question, the increasing focus on deans to generate fundraising and 

grant revenue for their colleges can be seen with the inclusion of utilize new funding sources at 

number seven and fundraising at nine (Hodson, 2010; Kolsten, 2006; Kramper, 1996; McBride, 

2010). While the CFOs in Tate’s (2012) study ranked this considerably lower for effectiveness at 

the institutional level, deans recognize this as a valuable and increasingly important revenue 
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source for their colleges. This difference in perspective may be driven by their placement and 

role within the institution. CFOs, as the chief architect charged with crafting institutional 

financial strategies, focus on enterprise-level solutions that achieve fiscal stability. In contrast, 

deans are leading academic subunits and operating as boundary spanners dealing with often 

competing political considerations (Gallos, 2002; Kolsten, 2006).  

This difference in organizational level and focus may account for some of the disparity 

found between the two groups when asked about their satisfaction with the effectiveness of the 

financial response in achieving the desired level of fiscal responsibility. While none of the CFOs 

in Tate’s (2012) study indicated that they were not at all satisfied with the fiscal response, 12% 

of the deans indicated that they were not satisfied. When measured for being either very or 

completely satisfied, the difference is substantial with 55% of CFOs compared to only 24% of 

deans. Figure 9 provides a comparison of the satisfaction levels between the two groups.  

 

 

Figure 9.  Comparison of CFO and dean satisfaction levels. 

While this study did not ask the deans about their level of inclusion with institutional 

financial management decision making, they are clearly less satisfied with the results than their 

CFO colleagues. Given the critical boundary spanning role (Gallos, 2002; Kolsten, 2006) deans 
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fill, their buy in and support of the intuition’s financial management decisions is critical. As 

noted in the literature review, sustained environmental decline does negatively effect higher 

education institutions and can result in organizational dysfunction (Cameron & Smart, 1998).  

Conclusions 

Based on the analysis of the survey findings, several conclusions can be drawn from this 

study.  

Conclusion One 

The traditional responses to the loss of state appropriation revenue of tuition increases 

and cost cutting remain popular and effective means for mitigating declining revenue.  

When faced with revenue decline, the academic deans participating in the study focused 

on the traditional strategies of expenditure control and revenue enhancement. Of the five strategy 

constructs utilized in the study, expenditure control was the most implemented at 57.60% 

followed very closely by revenue enhancement at 57.48%. Among the individual financial 

management tactics, increasing tuition and fees was not only the second most implemented but 

also perceived as having the greatest fiscal impact.  

These findings are consistent with the literature on higher education responses to 

declining revenue and financial distress. When faced with a loss in state appropriation revenue, 

institutions often respond with the traditional, short-term tactics of cutting costs and increasing 

tuition (Chaffee, 1984; Ganzert, 2000; Garrett, 2007; Morriss-Olson, 1995; Novak, 2009; Riley, 

1994; Tate, 2012; Zachary, 1991). The responses from the deans also demonstrate the well-

established negative relationship between state appropriations and tuition levels (Burgess, 2011; 

Koshal & Koshal, 2000; Rizzo & Ehrenberg, 2004; Rusk & Leslie, 1978; Tate 2012).  
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Conclusion Two 

The pursuit of fundraising activities and federal, state, and private grants are critical 

activates for institutions seeking to diversify revenue streams in the face of declining state 

appropriation revenue.  

While increasing tuition remains an effective and popular choice for offsetting the loss of 

state appropriation revenue, the high implementation rate of fundraising as a tactic to offsetting 

declining state financial support points to the growing importance of this function for academic 

deans (Hodson, 2010; Kolsten, 2006; Kramper, 1996; McBride, 2010) and a more innovative 

approach to offsetting the loss revenue (Garrett & Poock, 2011; Riley, 1994). Increasing 

fundraising and development efforts was the most implemented tactic with 100 of 107 deans 

indicating it was implemented at their institution in response to the loss of state appropriation 

revenue. In addition to its high implementation rank, deans also rated it as the second most 

impactful tactic. Like fundraising, the pursuit of external funding opportunities from federal, 

state, corporate, and private foundations is becoming an increasingly important revenue stream. 

Deans indicated that the utilization of new funding sources was the 7th most implemented and 5th 

most impactful tactic.  

These high impact and effectiveness ratings for fundraising and other revenue sources 

were not present in Tate’s (2012) study. Neither tactic was rated in the 10 most implanted by 

CFOs. This may be caused in large part by the amount of time deans focus on cultivating 

external funding. Kolsten (2006) found that the majority of deans spent the bulk of their time and 

effort on fundraising and donor relations. Driving this fundraising focus is an attempt to offset 

the effects of rising costs and decreasing state appropriations to ensure that their academic units 

have adequate funding to recruit faculty, maintain technology infrastructure, and finance 
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research (Hodson, 2010). The result of this difference in focus between the CFOs in Tate’s 

(2012) study and the deans in this study is consistent with Garrett and Poock (2011) findings that 

cultivating alternative funding sources was more favored by provosts and deans than CFOs. They 

noted it is probable that provosts and deans have more knowledge and access to alternative 

funding sources, such as grants, than CFOs (p. 886).  

Conclusion Three 

Academic deans are less satisfied with the institution’s response to declining state 

appropriations than CFOs.  

There were some clear differences in the satisfaction levels between the CFOs in Tate’s 

(2012) study and the academic deans in this study. When measured for being either very or 

completely satisfied with the effectiveness of the overall strategy at achieving the desired level of 

fiscal stability, the difference between the two groups is substantial with 55% of CFOs compared 

to only 24% of deans rating the strategy favorably. At the other end of the satisfaction spectrum, 

none of the CFOs indicated that they were not at all satisfied with the fiscal response compared 

to 12% of the deans.  

Differences in organizational level, focus, and culture may account for some of the 

disparity found between the two groups. While CFOs are crafting institution-wide financial 

strategies, deans are boundary spanners at the college level dealing with political considerations 

(Gallos, 2002; Kolsten, 2006). Gallos (2002) noted that deans walk the line between the 

corporate culture and academic values of these stakeholder groups. As such, they are sensitive to 

financial decisions negatively effecting the integrity of their academic programs. This may be a 

symptom of a deeper cultural clash between the managerial and academic cultures on campus.  
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While this study did not ask the deans about their level of inclusion with institutional 

financial management decision-making, they are clearly less satisfied with the results than their 

CFO colleagues. Given the critical boundary spanning role deans fill (Gallos, 2002; Kolsten, 

2006), their buy in and support of the intuition’s financial management decisions is critical. As 

noted in the literature review, sustained environmental decline does negatively effect higher 

education institutions and can result in organizational dysfunction (Cameron & Smart, 1998). 

While this difference in satisfaction ratings may not be an indicator of internal organizational 

issues, senior administrators need to remain vigilant and effectively manage their organizations 

during periods of environmental decline to control the escalation of internal dysfunctional 

conflict, resistance, and scapegoating.  

Conclusion Four 

Smaller institutions and liberal arts colleges are less likely to pursue revenue 

enhancement strategies than larger institutions and professional preparation colleges.  

 Participating deans at small institutions and liberal arts colleges indicated that they had 

implemented revenue enhancement strategies far less often than those at larger institutions and 

professional preparation colleges. While the underlying reasons for this may be different, as a 

whole, they were far more reliant on strategies that focused on cost cutting.  

Among deans overseeing professional preparation colleges, increasing student tuition and 

fees was perceived to be the most impactful tactic. Deans at liberal arts colleges indicated that 

reducing faculty and staff through non-replacement was the most effective tactic. In fact, three of 

the top five tactics deans on liberal arts colleges’ rates for being effective dealt with personnel. 

This is in contrast to deans of professional preparation colleges who indicated that their top five 

most effective tactics all dealt with either revenue enhancement or increasing enrollments.  
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Differences in the implementation frequency can also be seen between the enrollment 

size categories. Large institutions relied most heavily on revenue enhancement, and small 

institutions implemented the expenditure control tactic most often. Unlike smaller institutions, 

larger institutions were more likely to draw on increasing tuition or increasing institutional 

enrollments to offset losses in state appropriations. As previously noted, smaller institutions 

appear less likely to implement revenue enhancement tactics possibly due to the price sensitivity 

of their regionally focused student population. Likewise, this regional focus and lack of national 

brand recognition may limit their ability to pursue enrollment management strategy tactics 

focused on increasing enrollments with students from outside their region. 

Conclusion Five 

Regional differences in the severity of the decline event impacted the strategies and 

tactics implemented.  

There were clear differences in the strategies implemented between the geographic 

regions. The severity of the decline in the West region may have caused institutions to rely more 

heavily on personnel tactics than any other region. The heavy use of personnel tactics by 

institutions in the West region may be a result of the severe budget shortfalls experienced by 

many western states following the 2008 economic recession (Gardner & Blumenstyk, 2012; 

Kelderman, 2012). The use of austere cost cutting measures at several large university systems 

included in the study population such as California State University and the University of 

California may be driving this spike in the utilization of personnel strategies in the West region.  

As noted in the literature review, the choice of financial tactics is driven in large part by 

the severity of the environmental decline. In less severe stages of decline, institutions implement 

measures that do not effect its core functions. However, in cases of severe financial decline that 
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were perceived to jeopardize the survival of the institution, solutions that effected the core 

structures and processes were implemented (Ganzert, 2000). Academic deans prefer more 

innovative strategies and only turn to cuts when the financial situation is dire (Garrett & Poock, 

2011).  Given the steep declines faced by many institutions in the West region, personnel tactics 

may have been an unpopular but necessary response.  

Recommendations for Policy and Practice  

  Based on the findings of this study regarding the academic dean’s perception of financial 

management responses to revenue decline, the researcher makes the following recommendations 

for policy and practice in public higher education: 

   State policymakers should assess and more clearly understand the lasting impacts that 

severe cuts to appropriation revenue have on the health and stability of their university systems.  

  As noted, the University of California system experienced a $1 billion cut forcing it to 

implement austerity measures including deep cuts to personnel, capping or cutting enrollments, 

and increasing student fees. These actions put intense stress on the system as the more 

prestigious universities demanded greater financial autonomy arguing that a system-wide 

solution to the state's budget crisis did not work for all of the campuses. These institutions 

proposed measures to increase their financial independence from the system at the cost of the 

other campuses. The budget cuts made during the economic downturn forced some more 

prestigious system institutions to make moves to protect themselves at the cost of the less 

prestigious member institutions (Kelderman, 2012).  

  While the gradual decline in state appropriation across most states in the study population 

led to the implementation of a variety measures tailored to the specific institutional needs and 

capabilities in order to mitigate the loss, the severe cuts in California led to greater cuts to areas 
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that effected core academic operations. This severe shock created rifts in the UC system that may 

damage its long term health. In their yearly efforts to balance state budgets, policymakers should 

understand the longterm effects of severe cuts to the university systems.  

Institutional leaders should ensure that academic deans are actively involved in the 

financial management strategy formulation process.   

 With expectations that state appropriations will continue their decade’s long downward 

trend, institutions need to become more innovative and agile in meeting the needs of a dynamic 

and increasingly competitive landscape. Gradual decline events, such as those experienced by 

public higher education’s state appropriation revenue stream, offers higher education senior 

administrators an opportunity to develop a more collaborative approach to developing 

institutional responses to environmental decline (Cameron & Zummuto, 1983). As institutional 

leaders craft their financial management strategies, academic deans provide a valuable source of 

input due to their unique role within the institution. As leaders of academic units, deans offer a 

valuable perspective regarding the effect of the implemented strategies on the individual 

academic units’ activities and operations within the overarching institutional structure and the 

effect of these strategic choices on the core academic mission.  

As there are positive aspects of including academic deans in the strategy formulation 

process, there also may be negative consequences to their exclusion. The survey highlighted a 

rift in the perceptions of academic deans and CFOs regarding the effectiveness of the 

implemented strategy in achieving the desired fiscal stability. This apparent disconnect between 

deans and CFOs could indicate levels of organizational dysfunction caused by the environmental 

decline that could impede the institution’s ability to quickly and effectively respond.  
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Institutional leaders should remain vigilant to the warning signs of dysfunction and 

effectively manage their organizations during periods of environmental decline to mitigate it. 

Through effective planning and change management processes, managers can ensure that their 

organizations are prepared to manage the stress of organizational decline (Cameron & Smart, 

1998). Bringing academic deans into the financial management formulation process provides a 

valuable source of input and ensures their buy in as they communicate with institutional 

constituents. It also serves as a valuable development experience exposing new deans to their 

new financial management role.  

As noted in the literature review, there is strong evidence that new deans enter the role 

with little preparation (McBride, 2000; Kolsten, 2006). Kolsten (2006) found that many deans 

are selected based on their strong interpersonal skills rather than their competency with financial 

management. McBride (2000) noted that deans often feel their previous experience prepared 

them for the academic responsibilities of the deanship, but not for the challenges of financial 

management. While new deans may not feel they have the financial management skills required 

for their new role, it is a core responsibility where the majority of their time and effort is 

allocated (Kolsten, 2006). As such, their collective involvement in institutional financial 

management discussions with the CFO and Provost provide a valuable forum for dialog 

regarding the fiscal priorities of the institution.  

As the role of academic deans becomes more focused on financial management and 

fundraising, new deans should be provided with the professional development and mentorship 

opportunities to develop the skills and knowledge required for these critical roles.  

The deans in the survey clearly indicated the importance of fundraising and the pursuit of 

external revenue sources to their organizations. The role of academic deans has expanded 
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(Kolsten, 2006; Niederjohn & Cosgrove, 2010) and now requires greater skills in financial 

planning (Sagaria & Krotseng, 1986) and eliciting support from key stakeholders (McDaniel, 

1978). Given these new requirements placed upon deans, the question must be asked if they 

possess the skills and knowledge required to effectively make fiscal decisions that effect their 

academic units.  

During the data collection phase of this study, approximately16% of the deans 

responding opted out indicating that they were not comfortable answering question regarding 

their institution’s financial management strategies due to their short tenure in the position and a 

lack of knowledge regarding their institution’s financial management response to declining state 

appropriations. Given that the most influential sources guiding their decision making was their 

own experience and knowledge, institutions should take measures to ensure that deans have the 

training and support required to make sophisticated decisions in the critical area of financial 

management.  

Recommendations for Future Study 

Based on the researcher’s findings and conclusions drawn from this study, the following 

recommendations are made for future study:  

Utilizing the financial management constructs developed by Tate (2012) and employed in 

this study, a future study should focus on the financial management response of less-selective 

private colleges in response to environmental decline.  

 While public institutions have experienced environmental decline in the form of 

declining state appropriations, less-selective private institutions are experiencing environmental 

decline from dropping enrollments. These small, private institutions face challenges to attract 

students in a recessionary economic environment coupled with increasingly intense competition 
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for a shrinking supply of traditionally aged students (Blumenstyk, 2010). A study of this sector 

of the higher education market utilizing Tate’s financial management framework would provide 

a greater breadth of data regarding the financial management responses to decline in the higher 

education market as a whole.  

A future study should focus on the financial management responses of public four-year 

institutions during periods of increasing state appropriation revenue.   

During decline events, public higher education institutions often resort to identifying 

alternative revenue streams to replace the loss appropriation revenue and/or focusing on 

operational efficiency measures aimed at reducing their costs. However, a future study should 

explore the financial tactics employed to allocate these resources during periods of 

environmental growth. The study should explore the funding priorities of these institutions. 

Additionally, the study should explore the effect on fundraising, grant capture, tuition setting, 

and enrollment management activities during these periods.   

A future study should investigate the causes and effects to the institution’s effectiveness in 

responding to environmental decline when the academic deans and CFO are not in alignment 

regarding which financial management tactics to employ.  

 This study highlighted a clear division between CFOs and academic deans regarding the 

effectiveness of the overall financial management response to achieve fiscal stability. This may 

be a symptom of deeper organizational dysfunction caused by the strain of environmental 

decline. A future qualitative case study should explore the information sharing and centralization 

of decision making processes at institutions experiencing environmental decline. These practices 

should be analyzed and compared to identify practices that either hindered or supported the 

institution’s strategy implementation.   
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A future study should investigate the factors influencing academic deans’ level of 

financial management and fundraising knowledge.  

Approximately 16% of the deans responding to this study opted out due to a perceived 

lack of knowledge regarding the financial management tactics at their institutions. Given the 

importance of fundraising and financial management for deans, a qualitative case study should 

be employed to explore institutional policies, practices, and cultures that either positively or 

negatively influence the development of their knowledge and skills in these areas. Specifically, 

the effect of short tenures as dean, the employment of responsibility center management, and the 

existence of training and/or mentorship programs should be investigated.   

A future longitudinal study should investigate the actual changes in revenue and expenses 

at the institutions that experienced a 5% drop in state appropriation revenue in 2009.  

While Tate’s (2012) research and this study focused on the perceptions and satisfaction 

of key stakeholders to their institution’s fiscal response to the decline event, a future study 

should investigate the actual change in expenses and revenues in the years following the 2009 

decline. The economy has slowly recovered leading to modest increases in state appropriations to 

public institutions in 2013 and into 2014 (State Higher Education Executive Officers, 2014). A 

longitudinal study from 2009 to 2014 would provide detail regarding the actual budget priorities 

of the institutions in the study population.  

Concluding Thoughts 

This study adds to the existing higher education scholarly literature on financial 

management strategy by focusing on the perceptions of academic deans at public four-year 

institutions during periods of environmental decline. The information gathered in this study from 

a broad cross-section of academic deans can further inform CFOs and other institutional leaders 
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regarding the effect of fiscal strategies on the individual academic units’ activities and operations 

within the overarching institutional structure.  

By providing a synthesis of the perspectives of numerous academic deans, this study 

provides additional information about their financial and academic priorities. Insight into the 

perspectives of deans regarding the implementation of institutional financial management 

strategies informs existing research, as well as the practice of academic deans. There are several 

key findings from this study.  First, the study highlighted the high priority that fundraising 

activities takes for deans. Secondly, that the severity of the revenue decline in various regions 

influenced the selection of financial management strategies. Thirdly, tuition increases remain a 

popular and effective measure for offsetting the loss of state appropriation but is not an option 

for all institutions. Finally, there are differences in the satisfaction levels of dean and CFOs 

regarding the effectiveness of the implemented strategies.  

 This research adds to the broader research of university management and the 

administration of higher education. As institutional leaders craft their financial management 

strategies to navigate in an increasingly completive public funding environment, this study 

provides valuable data regarding the budget priorities of key institutional stakeholders in 

maintaining organizational priorities. Specifically, academic deans provide valuable insight into 

the effect of these strategic choices on the core academic mission.  
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Appendix A 

Financial Management Strategies and Tactics 

Financial Management Strategies and Tactics                

Tactics 
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Collapse course sections into fewer, larger sections X     
Eliminate courses X     
Eliminate programs X     
Provide program delivery primarily based on cost X     
Increase enrollments in selected programs X     
Limit institutional enrollment X     
Increase enrollment in specific areas (out-of-state students, online 
students, etc.) X     

Increase institutional enrollment X     
Reduce number or amount of scholarships X     
Increase student/faculty ratio X     
Reduce financial commitment to athletic activities  X    
Reduce funding available for professional development and travel  X    
Reduce/restrict operating funds  X    
Initiate across-the-board-cuts  X    
Initiate targeted cuts  X    
Defer equipment purchases  X    
Defer maintenance  X    
Reduce funding and staffing for library services and student services  X    
Allocate funds primarily based on program needs  X    
Reduce funding of student-life activities  X    
Invest in energy savings and efficiency measures   X   
Reduce and/or modify the scope of activities of the institution   X   
Use long-range strategic planning for management of budgetary 
constraints 

  X   

Outsource operations and services previously provided internally   X   
Increase reliance on technology in teaching and learning   X   
Re-engineer work tasks   X   
Implement TQM   X   
Institute growth by substitution rather than by addition   X   
Emphasize teamwork across the departments to accomplish 
institutional objectives 

  X   

Apply break-even analysis to programs   X   
Increase the number of adjunct faculty    X  
Initiate a hiring freeze    X  
Reduce number of faculty    X  
Reduce permanent staff positions    X  
Lay-off personnel    X  
Implement or enhance an early or phased retirement program    X  
Faculty/staff salary freeze    X  
Reduce number of administrative positions    X  
Mandate faculty/staff furloughs    X  
Reduced faculty/staff through non-replacement    X  
Utilize federal stimulus funds     X 
Increase fund-raising and development efforts     X 
Increase incidental fees (non-academic related: i.e. parking fees, etc.)     X 
Utilize new funding sources or revenue streams     X 
Increase student tuition and fees (academic related fees)     X 
Increase use of restricted funds     X 
Request that donors allow restricted gifts to be used for other purposes     X 
Short-term borrowing     X 
Long-term borrowing     X 
Differential tuition for expensive programs     X 
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Appendix B 
Listing of Institutions in Study Population 

Listing of Institutions in Study Population  
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Appendix C 

Permission from Dr. Tate for Survey Instrument 
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10/ 12/ 14, 1:24 PMQualtr ics Survey Software

Page 2 of 8https:/ / universityofalabama.az1.qualtr ics.com/ ControlPanel/ Ajax.php?action= GetSurveyPrintPreview&T= 2sMERP

Yes

No

Yes

No

Baccalaureate level

Master's level

Doctoral level

MIDWEST (includes Illinois, Indiana, Iowa, Kansas, Michigan, Minnesota, Missouri, Nebraska, North Dakota, Ohio, South
Dakota, Wisconsin

NORTHEAST (includes Connecticut, Maine, Massachusetts, New Hampshire, New Jersey, New York, Pennsylvania,
Rhode Island, Vermont

SOUTH (includes Alabama, Arkansas, Delaware, D.C., Florida, Georgia, Kentucky, Louisiana, Maryland, Mississippi, North

If you have questions about your rights as a study participant or at any time become dissatisfied with any aspect of this study, you may
anonymously contact Dr. Tanta Myles, The University of Alabama Research Compliance Officer, at (205) 348-8461 or toll free at 1-877-
820-3066. You may also ask questions, make a suggestion, or file complaints and concerns through the IRB Outreach Website at
http://osp.ua.edu/site/PRCO_Welcome.html. After you participate, you are encouraged to complete the online survey for research
participants, which is located at the site above. If you prefer, you may ask Mr. Ward for a hard copy of the survey. Should you have
further questions, you may send an e-mail to participantoutreach@bama.ua.edu.

I have read and understand this consent form.

Do you consent to continue?
 
 

Academic dean screening block

This study focuses on the loss of state appropriations from fiscal year 2008 to 2009.  Are you knowledgeable of the financial
management response to the reduction of state appropriations at this institution during the 2009 fiscal year?  Only ONE response per
institution is needed.

Please provide the name of an employee or designee at your institution who would be able to complete this survey with
information about financial management strategies and tactics implemented during 2009: 

Please provide the email address of an employee or designee at your institution who would be able to complete this survey with
information about financial management strategies and tactics implemented during 2009:

Demographics

Please indicate your institutional type:

Please indicate which region your institution is located:
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SOUTH (includes Alabama, Arkansas, Delaware, D.C., Florida, Georgia, Kentucky, Louisiana, Maryland, Mississippi, North
Carolina, Oklahoma, South Carolina, Tennessee, Texas, Virginia, West Virginia

WEST (includes Alaska, Arizona, California, Colorado, Hawaii, Idaho, Montana, Nevada, New Mexico, Oregon, Utah,
Washington, Wyoming

0 - 9,999

10,000 - 19,999

20,000 and above

HBCU

Land-grant

Flagship

Male

Female

Agricultural Studies

Architecture

Area, Ethnic, Cultural, and Gender Studies

Arts, Visual and Performing

Biological and Biomedical Studies

Business, Management, Marketing, and Related Programs

Communication, Journalism, and Related Programs

Computer and Information Sciences

Education

Engineering

English Language and Literature/Letters

Family and Consumer Sciences/Human Sciences

Foreign Languages, Literature, and Linguistics

Health Professions and related Clinical Sciences

History

Liberal Arts and Sciences, General Studies and Humanities

What is the enrollment size at your institution?

Please select any of the following institutional status descriptions that apply to your institution (select all that apply):

What is your gender?

Please check the descriptor(s) below that best characterizes the college(s) you oversee (Please check all that apply) 
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Library Sciences

Mathematics and Statistics

Multi/Interdisciplinary Studies

Natural Resources and Conservation

Parks, Recreation, Leisure, and Fitness Studies

Philosophy, Religious Studies, and Theology

Physical Sciences

Public Administration and Social Service Professions

Social Sciences

Professional Preparation

Liberal Arts

Which best describes your college's programs?

What is your current job title?

Question Block 1

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Increase the number of
adjunct faculty   

Increase student/faculty ratio   

Increase enrollments in
selected programs

  

Reduce number of faculty   

Initiate a hiring freeze   

Reduce funding and staffing
for library services and
student services

  

Eliminate programs   

Increase incidental fees (non-
academic related: i.e. parking
fees)

  

Increase use of restricted
funds   
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funds

Question Block 2

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Reduced faculty/staff through
non-replacement   

Increase fund-raising and
development efforts   

Collapse course sections into
fewer, larger sections   

Reduce financial commitment
to athletic activities   

Mandate faculty/staff
furloughs   

Re-engineer work tasks   

Increase reliance on
technology in teaching and
learning

  

Reduce permanent staff
positions   

Increase institutional
enrollment   

Question Block 3

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Reduce funding available for
professional development and
travel

  

Utilize new funding sources or
revenue streams   

Implement TQM   

Reduce number of
administrative positions   

Eliminate courses   

Increase student tuition and
fees (academic related fees)   

Defer equipment purchases   

Utilize short-term borrowing   



 

175 

10/ 12/ 14, 1:24 PMQualtr ics Survey Software

Page 6 of 8https:/ / universityofalabama.az1.qualtr ics.com/ ControlPanel/ Ajax.php?action= GetSurveyPrintPreview&T= 2sMERP

Utilize short-term borrowing   

Reduce number or amount of
scholarships   

Question Block 4

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Implement or enhance an
early or phased retirement
program

  

Reduce or restrict operating
funds   

Increase enrollment in specific
areas (out-of-state students,
online students, etc.)

  

Initiate targeted cuts   

Provide program delivery
primarily based on cost   

Differential tuition for
expensive programs   

Utilize long-term borrowing   

Institute growth by substitution
rather than addition   

Apply break-even analysis to
programs   

Question Block 5

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Request that donors allow
restricted gifts to be used for
other purposes

  

Limit institutional enrollment   

Use long-range strategic
planning for management and
budgeting

  

Utilize federal stimulus funds
(in FY09, not FY10 or FY11)   

Reduce and/or modify the
scope of activities of the   



 

176 

10/ 12/ 14, 1:24 PMQualtr ics Survey Software

Page 7 of 8https:/ / universityofalabama.az1.qualtr ics.com/ ControlPanel/ Ajax.php?action= GetSurveyPrintPreview&T= 2sMERP

institution

Faculty/staff salary freeze   

Allocate funds primarily based
on program needs   

Outsource operations and
services previously provided
internally

  

Initiate across-the-board cuts   

Question Block 6

In response to the loss of state appropriation revenue experienced at your institution from 2008 to 2009, please evaluate the financial
management strategies and tactics below and indicate if the tactic was implemented and to what degree of fiscal impact the tactic had
for your institution.

   
Not

Implemented

Implemented,
with Negative
Fiscal Impact

Implemented,
with No Fiscal

Impact

Implemented,
with Low Fiscal

Impact

Implemented,
with Moderate
Fiscal Impact

Implemented,
with High

Fiscal Impact

Defer maintenance   

Invest in energy savings and
efficiency measures   

Emphasize teamwork across
departments to accomplish
institutional objectives

  

Reduce funding for student
life activities   

Lay-off personnel   

Question Block 7

To what degree did the combination of financial management financial strategies and tactics implemented fulfill the desired level of fiscal
stability for your institution?

Not at all satisfied Slightly satisfied Moderately satisfied Very satisfied Completely satisfied

Question Block 8

Please rank the following statements in terms of overall importance to the reason for the selection and implementation of financial
management response to eroding state appropriations by DRAGGING and DROPPING the items into the box:

Items
Rank the overall reasons for tactic implementation:

Implemented as needed to
maintain fiscal stability, no
overarching approach

Perceived to be least intrusive
for campus constituents

Implemented tactics according
to the institutional strategic
plan

Avoidance of perceived
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Question Block 9

To what degree did the following influence the knowing and understanding of the selection of financial management strategies and
tactics?

   
Not at all
influential Slightly influential

Moderately
influential Very influential

Extremely
influential

Your own formal education   

Recommendations and
information from NACUBO or
other professional trade group

  

Recommendations and
discussions from professional
colleagues at other institutions

  

Recommendations and
discussions with colleagues at
my institution

  

Information from conferences
attended   

What other institutions were
implementing

  

Own personal experiences and
decision making   

Block 12

Avoidance of perceived
negative political impact

Perceived level of highest
fiscal impact
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Appendix F 

Informed Consent 

 
Consent Form Study Title: The Academic Dean’s Perception of Financial Management 
Response to Eroding State Appropriations 
 
You are invited to participate in a research study titled The Academic Dean’s Perception of 
Financial Management Response to Eroding State Appropriations. Mr. Edward Serna, a doctoral 
degree candidate in the Department of Higher Education Administration at the University of 
Alabama, is conducting this study. Mr. Serna is being supervised by Dr. David E. Hardy, 
Associate Dean for Research and Service and Associate Professor of Higher Education in the 
College of Education at The University of Alabama. Because this study is a partial fulfillment of 
degree requirements, Mr. Serna is not receiving any salary or financial aid for completing this 
project. 
What is this study about? 
The intent of this quantitative study is to gain an understanding of the academic dean’s 
perception of institutional financial management strategies and tactics at public four-year 
institutions in response to the erosion of state appropriations. The intent is to investigate, through 
a survey response instrument, the strategies and tactics put in place to aid colleges and 
universities in sustaining their financial viability.  
Why is this study important? 
The results of this study will provide information regarding institutional responses to the erosion 
of state appropriations. Further, it will provide deans as well as those aspiring to the position 
with insight into the role in and perception of current deans in the crafting of these strategies. 
Finally, the study will provide policymakers and practitioners with a selection of tactics and 
strategies as well as the perception of their relative success in meeting desired financial 
management stability goals for intuitions facing environmental decline.  
Why have I been asked to take part in this study? 
You have been asked to take part in this study because you are an academic dean at a public 
four-year institution that experienced a loss of state appropriations of at least 5% from 2008 to 
2009. 
How many other people will be in this study? 
A total of 1053 deans from 173 public four-year institutions have been invited to participate. 
What will I be asked to do in this study? 
If you agree to participate in this study, you will be asked to complete a web-based survey 
consisting of questions regarding financial management strategies and tactics. 
How much time will I spend in the study? 
The survey should take approximately 10 minutes to complete. 
What are the risks (problems or dangers) for being in this study? 
There are no foreseeable risks. 
What are the benefits of being in this study? 
The benefits of participating in this study are assisting the researcher in gaining a better 
understanding of the financial management strategies and tactics implemented to mitigate the 
erosion of state appropriation revenue and the role of academic deans in crafting these strategies. 
Will my privacy and confidentiality be protected? 
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Yes. Your survey responses will be summarized together as a whole. Reports and findings will 
not identify individual participants or individual institutions. Survey results will be stored 
securely by the administrator of this survey. 
What are the alternatives to being in this study? 
The only alternative to participation is not to participate. 
What are my rights as a participant? 
Your participation is voluntary. If you start the study, you can stop at any time. However, your 
participation is very important to the success of this research study. 
Whom do I call if I have questions or problems? 
If you have questions about this study, please contact me, Edward Serna, by phone at (256) 763-
1782 or via email at easerna@crimson.ua.edu or David Hardy, at (205) 348-6874 or 
dhardy@bamaed.ua.edu. 
If you have questions about your rights as a study participant or at any time become dissatisfied 
with any aspect of this study, you may anonymously contact Dr. Tanta Myles, The University of 
Alabama Research Compliance Officer, at (205) 348-8461 or toll free at 1-877-820-3066. You 
may also ask questions, make a suggestion, or file complaints and concerns through the IRB 
Outreach Website at http://osp.ua.edu/site/PRCO_Welcome.html. After you participate, you are 
encouraged to complete the online survey for research participants, which is located at the site 
above. If you prefer, you may ask Mr. Ward for a hard copy of the survey. Should you have 
further questions, you may send an e-mail to participantoutreach@bama.ua.edu. 
I have read and understand this consent form. 
Do you consent to continue? 
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Appendix G 

Invitation to Participate 

 

Dear Sir or Madam, 
You are invited to participate in a research study conducted by Mr. Edward Serna, a doctoral 
student in the Higher Education Administration program at the University of Alabama. The 
purpose of this research is to better understand the financial management response of public 
higher education institutions to offset the loss of state appropriations. Your institution was 
selected to participate because revenue received from state appropriations at your institution 
dropped by at least 5% from fiscal year 2008 to fiscal year 2009. 
You will not be asked to provide your name or any personally identifiable information. 
Protecting your privacy is of utmost concern. Your identity will not be known and survey 
submissions are completely anonymous. A copy of the informed consent is attached that 
provides details about the study, its purpose, and rights of the participant.  Your participation 
will involve answering questions related to the implementation of financial management 
tactics.  The amount of time required for participation is estimated to be 10-15 minutes.  Please 
find attached the survey link and take a few moments to complete the questionnaire: Thank you 
in advance for participating in this study. If you are interested in receiving a copy of the results 
of this study when they are available, please send an email to Mr. Edward Serna, at 
easerna@crimson.ua.edu 
Very Respectfully, 
Edward Serna 
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Appendix H 

Follow-up Invitation to Participate 

Dear Sir or Madam, 
To date, I have not yet received adequate responses to continue with my research. I am 
contacting you again in hopes that you will take a couple of minutes to complete the online 
survey regarding the institutional financial management response on your campus. If you have 
already completed the survey, I sincerely thank you for your assistance and apologize for the 
repeated communications. Your institution was selected to participate because revenue received 
from state appropriations at your institution dropped by at least 5% from fiscal year 2008 to 
fiscal year 2009. Please find attached the survey link: 
Your responses are anonymous in hopes of encouraging participation. Thanks again for taking 
time to complete this survey. If you are interested in receiving a copy of the results of this study 
when they are available, please send an email to Edward Serna, at easerna@crimson.ua.edu.   
Very Respectfully, 
Edward Serna 
 


